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John (Jack) M. Ivancevich (August 16, 1939—October 26, 2009): In Memoriam.

Hugh Roy and Lillie Cranz Cullen Chair and Professor of Organizational Behavior
and Management, C. T. Bauer College of Business, University of Houston, B.S. from
Purdue University, and MBA and DBA from the University of Maryland.

Never one to miss a deadline, Jack submitted his last revisions for this textbook
during the summer of 2009. A few months later, he passed away with quiet dignity
surrounded by loved ones. On that day, the management discipline lost a passionate
and award-winning educator, and an influential leader with an incomparable work
ethic and sense of integrity. Jack led by example, and those of us who were fortunate
enough to know him, were inspired to work harder and reach higher than we ever
thought possible.

Jack was committed to higher education and the creation and dissemination of
management knowledge. He was comfortable in the classroom and would encourage
students to think critically about and apply the concepts and theories of organiza-
tional behavior and management to their lives. Jack had an “open door” policy, and
spent countless hours helping students and answering their questions. His reputation
as a tough teacher was softened by his appreciation for the need of many students to
balance a desire for education with a full-time job and family demands. Among Jack’s
most valued honors was the Ester Farfel Award for Research, Teaching, and Service
Excellence, the highest honor bestowed to a University of Houston faculty member.

Complementing his passion for teaching, Jack loved to write books. He tried to write
at least 300 days a year, averaging about 1,200 words per day. Over a 40-year period,
Jack reached well over a million students by authoring or co-authoring 88 books about
various aspects of management and organizational behavior. In 1987, the first edition
of Organizational Behavior and Management (with Michael T. Matteson) was pub-
lished. Preceding this textbook were several others like the award-winning and popular
textbook Organizations: Behavior, Structure, Processes (co-authored with James L.
Gibson and James H. Donnelly); which was first published in 1973 and is currently in
its 13th edition. In 2005, Organizations (11th edition) received the McGuffey Longevity
Award from the Text and Academic Authors Association. This award recognizes text-
books and learning materials whose excellence has been demonstrated over time. A
sample of Jack’s other textbooks include: Human Resource Management, Global Man-
agement and Organizational Behavior (co-authored with Robert Konopaske), Manage-
ment and Organizational Behavior Classics (co-authored with Michael T. Matteson),
Fundamentals of Management: Functions, Behavior, Models (co-authored with James L.
Gibson and James H. Donnelly), and Management: Quality and Competitiveness
(co-authored with Peter Lorenzi, Steven Skinner, and Philip Crosby).

Jack was not only an accomplished educator and book author but also a prolific
and highly respected researcher. Well known for his highly disciplined work ethic, Jack
authored or co-authored some 160 research articles, which were published in such
journals as Academy of Management Journal, Academy of Management Review,
Administrative Science Quarterly, Journal of Applied Psychology, and Harvard Business
Review. His research was highly influential and explored a range of management and
organizational behavior topics, including job stress, white-collar crime, diversity
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management, global assignments, job loss, absenteeism, job satisfaction, goal setting,
job performance, training method effectiveness, and organizational climate. The diver-
sity of Jack’s research reflected the complex and interrelated nature of management
issues in organizations. In 2000, in recognition of publishing a substantial number of
refereed articles in Academy of Management journals, Jack was inducted into the
Academy of Management’s Journals Hall of Fame as one of the first thirty-three
Charter Members. This is an impressive achievement when considering that in 2000,
the Academy of Management had approximately 13,500 members.

In addition to teaching, writing books and conducting research, Jack applied his
knowledge of organizational behavior and management to the several leadership posi-
tions he held since joining the University of Houston faculty in 1974. In 1975, he was
named Chair of the Department of Organizational Behavior and Management, and
in the following year, Jack became the Associate Dean of Research for the College of
Business Administration at UH. In 1979, Jack was awarded the Hugh Roy and Lillie
Cranz Cullen Chair of Organizational Behavior and Management, among the most
prestigious positions at the University of Houston. From 1988-1995, he served as
Dean of the UH College of Business Administration. In 1995, Jack was named UH
Executive Vice President for Academic Affairs and Provost, a position he held for two
years. Through visionary, performance-driven, and principled leadership, Jack left a
lasting and meaningful imprint on the entire University of Houston community,
including internal constituents like fellow administrators, Deans, program directors,
faculty, staff, and students, as well as external stakeholders like legislators, donors,
alumni, and area company executives. His accomplishments were even more extraor-
dinary, given the fact that Jack continued to teach classes, write books, and publish
research articles while holding these myriad leadership positions.

Jack made innumerable contributions to all facets of higher education, all of which
will be felt for years to come. Perhaps one of Jack’s greatest and longest lasting lega-
cies will be from the many individuals he mentored during his 45 years in higher edu-
cation. As busy as he was throughout his entire career, Jack was extremely generous
with his time and made it a priority to mentor a large number of individuals, including
current and former students, junior faculty, colleagues from the publishing industry,
and many others. He wanted people to succeed and would do everything he could to
help them accomplish their goals. Jack would often invite younger faculty members to
collaborate with him on research projects. As a member of 80 doctoral and master’s
committees, Jack relished his role as mentor and would spend hours with graduate
students, helping and guiding them through the process of conducting original re-
search for their theses or dissertations. Jack was always willing to make phone calls
and write detailed letters of recommendation on behalf of his students to help them
get hired or, later in their careers, get promoted or be awarded tenure. He invested
heavily in these individuals and expected hard work and commitment to excellence in
return. Many of these former graduate students are professors at universities and col-
leges throughout the United States and now find themselves mentoring and inspiring
their own students.

On a personal note, Jack was my mentor, colleague, and friend. Words cannot cap-
ture how grateful and honored I feel to have worked so closely with him on several
organizational behavior textbooks and research projects over the past 10 years. We
became acquainted in 1999, after Jack agreed to be my dissertation chair at the
University of Houston. Given Jack’s stature and commanding presence, I was a little
intimidated by him in the beginning but quickly realized he was a “gentle giant” who
could switch rapidly between discussions of research, books, academic careers, teaching,
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and the importance of being a good family man and father, and achieving balance in
one’s life. Jack was a great story teller and especially liked relating tales of his early
years in the south side of Chicago. Like me, he was proud of the fact that he grew up
in a multiethnic environment where one’s parents, extended family, and family friends
were always around to keep an eye on the kids in the neighborhood, while always
ready to offer them a delicious home-cooked meal. Jack taught me many things; some
lessons were passed along during thoughtful conversations, but most came by observ-
ing him in action. Jack taught me to take life “head on” with a strong, positive, and
can-do attitude while never losing sight of the importance of being a loving and com-
mitted husband and father. He will be sorely missed by all of us who were fortunate to
have been touched by his warm friendship and guided by his generous spirit.

Jack is survived by his wife of 37 years, Margaret (Pegi) Karsner Ivancevich; son
Daniel and wife Susan; daughter Jill and husband David Zacha, Jr.; and grandchil-
dren Kathryn Diane and Amanda Dana Ivancevich, and Hunter David Michael,
Hailey Dana, and Hannah Marie Zacha. Jack was preceded in death by his beloved
daughter Dana and by his first wife, Diane Frances Murphy Ivancevich.

Robert Konopaske
December 28, 2009

Robert Konopaske is Associate Professor of Management at the McCoy College of Busi-
ness Administration, Texas State University. He earned his Doctoral Degree in manage-
ment from the University of Houston, a Master’s Degree in international business studies
from the University of South Carolina, and an undergraduate degree at Rutgers College,
Rutgers University. His teaching and research interests focus on international manage-
ment, organizational behavior, and human resource management issues.

Rob has co-authored Organizations: Behavior, Structure, Processes (11th, 12th, and
13th editions), Organizational Behavior and Management (7th through 9th editions), and
Global Management and Organizational Behavior. He has published numerous academic
articles in Journal of Applied Psychology, Academy of Management Executive, Journal of
Management Education, Journal of Business Research, Work and Stress, Human Resource
Management Review, Management International Review, and International Journal of
Human Resource Management. He is on the editorial boards of two international man-
agement journals, and has held multiple national leadership positions for the Academy
of Management’s Human Resource Division. Rob has worked in the private, nonprofit,
and education sectors, and has conducted research-based consulting for such global com-
panies as Credit Suisse, PricewaterhouseCoopers, and KPMG.

Michael T. Matteson is an Emeritus Professor of Management at the University of Houston.
After receiving his Ph.D. in industrial psychology from the University of Houston, Mike
taught graduate and undergraduate courses in the C. T. Bauer College of Business for over
three decades. He also served as Associate Dean and Department Chairperson at the
University of Houston. Mike has published numerous research and theory-based articles
on occupational stress, managing stress, preventive health, work-site health promotion,
intervention programs, and research methods. He has consulted with and provided training
programs for organizations in numerous industries. He is the co-author or co-editor of a
number of textbooks and trade books including Stress and Work: A Managerial Perspec-
tive, Management and Organizational Behavior Classics, and Controlling Work Stress.
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Preface

Revising and updating this textbook is always an exciting and challenging job. In com-
pleting this ninth edition of Organizational Behavior and Management we reviewed the
most current theories, research, and organizational applications for possible inclusion.
We retained the classic, crucial, and long-standing work in organizational behavior.
Chapter by chapter, we made a concerted effort to add several more company and other
real-world examples to make the content more relevant and interesting for students. Our
own teaching of organizational behavior and many excellent suggestions from the re-
viewers of the previous edition were factored into each phase of the revision.

The major task of the author team was to produce a user-friendly, accurate, clear,
and meaningful revision that will result in enhanced student learning. The student and
the instructor were always in mind as we carefully revised the book.

We have reviewed and considered numerous suggestions and notes from current
instructors and students who use Organizational Behavior and Management, as well
as from colleagues, managers, and previous users of the text. The themes and tone
of these excellent ideas was to keep this book relevant, add more company examples
than in previous editions, and help users apply the content to their own lives and job
situations. The basic structure has been kept much as it was originally, but we have
significantly updated, streamlined, and/or expanded the content of each chapter. We
have, in each new edition, added more comprehensive treatment of the content base.
The content in this revision has been related to events, activities, and decisions made
in organizational life. We have updated all information that needed to be refreshed.
Our intention in making these changes has been to offer an intensive treatment of
organizational behavior that helps instructors teach easily and effectively. As dedi-
cated teachers, we revise with fellow teachers and the student population in mind.
This book was not written as a research message or as a new theoretical model. Like
its predecessors, the ninth edition of Organizational Behavior and Management con-
tains knowledge that applies both inside and outside the classroom.

Can the serious theory and research basis of organizational behavior be presented
to students in an exciting, fun, and challenging way? We believe it can. Thus, we
expanded the theory, research, and applications of the subject matter in the revision
of the book. The ninth edition of Organizational Behavior and Management differs
from the previous editions in these ways:

1. Over a hundred domestic and global organizational examples have been added to
help students relate theory and research to actual organizations and current events.
Here is a sample of the real-world organizations and events that we added to this
revision: Bernard Madoft scandal, Lehman Brothers, Simply Splendid Donuts and
Ice Cream Shops, United Auto Workers union, the Chinese government, Facebook,
LinkedIn, National Football League, Starbucks, Twitter, Apple, Walt Disney,
Frito-Lay, Saturday Night Live, HIN1 virus, Best Buy, Google, eBay, the Green
Berets, and Verizon Communications.

2. Expanded coverage of topics that is relevant to managers today, including: social
corporate responsibility, the impact of the current economic recession on employee
stress and wellness, the explosion of social network sites, servant leadership, different

xiii
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types of organizational justice, skills needed by the 21st century workforce, rapid
growth in employee diversity, workplace spirituality, positive attitude and cultures,
organizational socialization, Gen Y employees’ characteristics, work—life balance
and alternative work arrangements, breach in psychological contracts, pay equity
for women, violence and uncivil behavior at work, “love contracts,” different types
of sexual harassment, and impression management tactics.

3. Fundamental themes were woven throughout the book, including globalization,
managing diversity and demographic changes, technological changes, total quality,
and ethics and social responsibility. These themes are consistent with the recom-
mendations for balanced subject matter coverage made by the American Assembly
of Collegiate Schools of Business/International Association for Management Edu-
cation. This internationally acclaimed accrediting body establishes the boundaries
for appropriate topic coverage.

4. Several of the end-of-chapter cases have been revised. New cases have replaced
some of the previously used cases. A sample of the new cases includes: “Conflict at
Walt Disney World: A Distant Memory?”; “The Power and Politics of Privacy on
Social Networking Sites”; and “The Race for a Top-Selling Electric Car: Will Up-
start Company Detroit Electric Beat Ford?”

5. Many of the book’s elements—Reality Check, Global OB, Organizational Encoun-
ter, You Be the Judge, and Management Pointers—have been updated or replaced
with current examples and issues relevant to managers. The elements included in
the final array were considered to be relevant, teachable, and complete.

6. The complete set of materials—text, exercises, elements, and cases—stimulates stu-
dents to think about how they would respond if they were in the situation being
discussed or displayed.

Reading the ninth edition of Organizational Behavior and Management, students
become involved participants in learning about behavior and management within
work settings. We have designed the book with instructional flexibility in mind. The
book combines text, self-learning exercises, group participation exercises, and cases.
These elements are directed at students interested in understanding, interpreting, and
attempting to predict the behavior of people working in organizations.

Organizational functioning is complex. No single theory or model of organizational
behavior has emerged as the best or most practical. Thus, managers must be able to
probe and diagnose organizational situations when they attempt to understand, inter-
pret, and predict behavior. The ninth edition of the text devotes considerable attention
to encouraging the development of these probing and diagnostic skills. The first step in
this development is for each reader to increase his or her own self-awareness. Before a
person can diagnose why another person (a friend, subordinate, or competitor) is be-
having in a particular way, he or she should conduct a self-analysis. This introspective
first step is built into each chapter’s content and into the learning elements found at the
end of chapters. The content and these elements encourage the students to relate their
own knowledge and experience to the text, exercises, and cases in the book.

Framework of the Book )

Organizational Behavior and Management is organized into five parts containing a
total of 17 chapters, one appendix, and a comprehensive glossary. The framework
highlights behavior, structure, and processes that are part of life in profit and non-
profit organizations. The five parts are as follows:
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Part One: The Field of Organizational Behavior

The first chapter, “Introduction to Organizational Behavior,” introduces the field of
organizational behavior and explores the how, what, why, and when of organizational
behavior as viewed and practiced by managers. Chapter 2, “Organizational Culture,”
covers such issues as internal culture, cultural diversity, and cross-cultural research.

Part Two: Understanding and Managing Individual Behavior

These seven chapters focus on the individual, including topics such as “Individual Dif-
ferences and Work Behavior” (Chapter 3), “Perceptions, Attributions, and Emotions,”
(Chapter 4), “Motivation” (Chapter 5), “Job Design, Work, and Motivation” (Chap-
ter 6) “Evaluation, Feedback, and Rewards (Chapter 7), “Managing Misbehavior”
(Chapter 8), and “Managing Individual Stress” (Chapter 9).

Part Three: Group Behavior and Interpersonal Influence

These two topics are explored in a three-chapter sequence: Chapter 10, “Groups and
Teams”; Chapter 11, “Managing Conflict and Negotiations”; and Chapter 12, “Power,
Politics, and Empowerment.”

Part Four: Organizational Processes
Part Four includes three chapters: Chapter 13, “Communication”; Chapter 14, “Deci-

sion Making”; and Chapter 15, “Leadership.”
Part Five: Organizational Design, Change, and Innovation

Two chapters make up the final part: Chapter 16, “Organizational Structure and De-
sign,” and Chapter 17, “Managing Organizational Change and Innovation.”

Features of the Ninth Edition )

The new “Reality Check™” and “You Be the Judge” elements start and end each chapter
and are helpful for reflective analysis and debate individually or in small in-class groups.

Second, this edition includes many other teaching and discussion “elements.” We
define a text element as a specific, content-based story, case, or example that is associ-
ated with and illustrates the chapter’s objectives and themes. The end-of-chapter ele-
ments include exercises and cases that were selected because of their relevance to the
chapter content and because of feedback from adopters.

Third, we have purposefully woven global events, situations, and examples through-
out the book’s content, elements, and end-of-chapter material. Globalization is such a
vital concern today that it must be presented and covered throughout the book.

Fourth, managing diversity in the workplace is presented and discussed through
the text.

Fifth, ethical behavior and social corporate responsibility are topics of major con-
cern throughout the world, especially in the wake of recent U.S. scandals. Examples,
incidents, and debates that present ethical dilemmas are integrated into the book.

Sixth, the text emphasizes realism and relevance. Hundreds of real-world examples
of decisions, business situations, problem solving, successes, and failures are presented.
Fortune 1000 companies do not dominate this book. Smaller and medium-size firms
that students may not be familiar with are also used to illustrate organizational behav-
ior and management activities. Finally, we have taken the time and space to explain
the concepts, frameworks, and studies presented in the text. It was not our intention to
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be an encyclopedia of terms and references, but instead to use the ideas, work, and
concepts of colleagues only when they add learning value to the chapter content. The
goal of each presentation is to present something of value. A “cookbook” list of
terms, names, historical points of reference, or empirical studies often becomes pedantic
and boring. Comments on previous editions of this text suggest that Organizational
Behavior and Management is readable and teachable. We believe this is so as we actively
teach using this book.

The learning and knowledge enrichment elements, the Reality Checks, Organiza-
tional Encounters, Global OB examples, Management Pointers, You Be the Judge fea-
tures, exercises, and cases, can be used by instructors in any combination that fits the
course objectives, teaching style, and classroom situation.

Organizational Encounters

Global OB

Organizational Encounter features are interspersed throughout the text. They focus
on ethical issues, global examples, and general organizational behavior and manage-
ment activities. The encounters bring the concepts to life by presenting meaningful
examples of activities that tie in with the chapter content.

Global OB features focus specifically on global issues, problems, solutions, and pro-
grams. These are based on a variety of individual, group, or organizational situations.

Management Pointers

You Be the Judge

Exercises

Management Pointers appear throughout the text—with at least one in each chapter.
This element explains, in straightforward terms, principles of how to manage and
how to lead. These principles are easy to understand and use and are based on expe-
rience, theory, and empirical research.

The “You Be the Judge” scenarios in each chapter present a particular problem, di-
lemma, or issue and require the student to make a decision and solve the dilemma,
problem, or situation. These action-oriented elements are intended to increase student
involvement. Our “Comment” on the dilemmas is found at the end of each chapter.

Organizational Behavior and Management also includes self-learning and group exer-
cises. Some of the exercises allow the individual student to participate in a way that
enhances self-knowledge. These self-learning exercises illustrate how to gather and use
feedback properly and emphasize the uniqueness of perception, values, personality,
and communication abilities. In addition, a number of exercises apply theories and
principles from the text in group activities. Working in groups is a part of organiza-
tional life, so these exercises introduce a touch of reality. Group interaction can gener-
ate debates, lively discussions, testing of personal ideas, and sharing of information.

Furthermore, the exercises are designed to involve the instructor in the learning
process. Student participation allows for trying out techniques and patterns of be-
havior and integrating exercise materials with the text. None of the exercises requires
advance preparation for the instructor, although some require returning to a particu-
lar section or model in the chapter for information. The main objective is to get the
reader involved.
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The chapters end with full-length cases. These cases reflect a blend of old- and new-
economy examples, principles, and lessons. Lessons can and are still being learned from
older situations, recent examples, and current front-page news incidents. These realis-
tic, dynamic cases link theory, research, and practice. They provide an inside view of
various organizational settings and dynamics. The cases, like the real world, do not
have one “right” solution. Instead, each case challenges students to analyze the com-
plexity of the work environment as if they were general managers. The cases also are an
invaluable teaching tool. They encourage the individual student to probe, diagnose,
and creatively solve real problems. Group participation and learning are encouraged
through in-class discussion and debate. The questions at the end of each case may be
used to guide the discussion. A case analysis should follow the following format:

1. Read the case quickly.
2. Reread the case using the following model:

a. Define the major problem in the case in organizational behavior and manage-
ment terms.
If information is incomplete, which it is likely to be, make realistic assumptions.
Outline the probable causes of the problem.
Consider the costs and benefits of each possible solution.
Choose a solution and describe how you would implement it.
Go over the case again. Make sure the questions at the end of the case are an-
swered, and make sure your solution is efficient, feasible, ethical, legally defen-
sible, and can be defended in classroom debate.

N

Other Learning Devices

Learning objectives begin each chapter to help the reader anticipate the chapter’s con-
cepts, practices, and concerns.

An important part of any course is vocabulary building. Thus, the book provides a
thorough glossary of key terms at the end of the book. Before a quiz or test, students
can use the glossary to pick out terms that they will be expected to know and use.

We were determined to help the reader prepare his or her own portrait of organiza-
tional behavior and management. We hope the text, exercises, cases, and other learning
and knowledge enrichment elements help each student become an adventurous ex-
plorer of how organizational behavior and management occurs within organizations.

Supplementary Materials )

The ninth edition includes a variety of supplementary materials, all designed to pro-
vide additional classroom support for instructors. These materials are as follows:

McGraw-Hill Internet Support Site — www.mhhe.com/ivancevichoh9e

The Organizational Behavior and Management website provides supplemental support
materials for instructors and student. Instructor materials include the instructor’s man-
ual, PowerPoint slides, and test bank. Student materials include practice quizzes and
chapter review material, as well as the following premium content: Self-Assessments,
Test Your Knowledge exercises, and Manager’s Hot Seat interactive video exercises.
The Instructor’s Manual is organized to follow each chapter in the text. It includes
chapter objectives, chapter synopses, chapter outlines with tips and ideas, and project
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Video DVD

Contributors

and class speaker ideas. Organizational encounter discussion questions and suggested
answers, as well as exercise and case notes, are also provided to help you incorporate
these dynamic features into your lecture presentations.

The test bank has been updated to complement the ninth edition of the text. This test-
ing resource contains approximately 80 true/false, multiple choice, and essay questions
per chapter. Each question is classified according to level of difficulty and contains a
page reference to the text.

The Organizational Behavior Video DVD offers a selection of videos illustrating various
key concepts from the book and exploring current trends in today’s workplace.

The authors wish to acknowledge the many scholars, managers, reviewers, and researchers
who contributed to every edition of Organizational Behavior and Management. In
particular, we would like to thank the following reviewers of the Eighth Edition, whose
valuable feedback helped guide this revision of the book: Bret Becton, University of
Southern Mississippi; Lee Grubb, East Carolina University; Dan Morrell, Middle
Tennessee State University; Michelle Ross, National University, San Diego; and Pat
Scescke, National Louise University, Lisle. We are indebted to those individuals who
granted permission for the use of exercises and cases. In addition, adopters of former
editions have made invaluable suggestions, offered materials to incorporate, and
informed us about what worked well. These adopters are too numerous to list, but we
appreciate the votes of confidence, the willingness to help us improve the book, and the
obvious dedication each of you have to teaching.

Michael Dutch, associate professor and chair of the Department of Business Ad-
ministration and Economics at Greensboro College, contributed significantly to the
development of chapters, pedagogy, and revision work on this ninth edition. He made
suggestions, introduced relevant research and organizational examples, and discussed
with the authors ways to improve the student and instructor friendliness of the book.
Michael is an insightful and conscientious colleague who made a meaningful and
timely contribution to this revision.

In addition, sections of the book were shaped significantly by two colleagues, James
Donnelly, Jr., and James Gibson at the University of Kentucky. These two colleagues have
shared and put into practice a common belief that teaching and learning about organiza-
tional behavior and management can be an exhilarating and worthwhile experience. Roger
Blakeney, Dick DeFrank, Bob Keller, Tim McMahon, Dale Rude, and Jim Phillips, all at
the University of Houston; Dave Schweiger at the University of South Carolina; and Art
Jago at the University of Missouri have exchanged materials, ideas, and opinions with the
authors over the years, and these are reflected in these pages.

Finally, the book is dedicated to our current and former organizational behavior
and management students at Texas State University, the University of Maryland, the
University of Kentucky, the University of North Carolina at Wilmington, Florida
Atlantic University, and the University of Houston. We also dedicate this textbook to
the students who are becoming the managers and leaders so vital to the improvement
of the overall quality of life in society in the 21st century.

John M. Ivancevich
Robert Konopaske
Michael T. Matteson



PART ONE

The Field of Organizational
Behavior

1. INTRODUCTION TO ORGANIZATIONAL BEHAVIOR
2. ORGANIZATIONAL CULTURE

What really binds men together is their culture, the ideas and the
standards they have in common.
Ruth Benedict, Patterns of Culture (1934)






APTER

ONE

Introduction to
Organizational
Behavior

Learning Objectives

After completing Chapter 1, you should be Discuss the importance of understanding
able to: behavior in organizations.

* Define in applied terms organizational * Exp_lain the t?me dimension model of mea-
behavior (OB). suring effectiveness.
Explain the relationship between quality

* Describe the disciplines that have contri- o .
and organizational effectiveness.

buted to the field of organizational behavior.

Imagine going to work in an office, plant, medical facility, or store and finding co-
workers who are excited about their jobs, managers who listen carefully to workers’
comments about the job, and a general atmosphere that is vibrant. In this pleasant
setting, people want to work hard, have pride in the job they are doing, trust each
other, and share ideas on how to improve performance—groups work together, solve
problems, set high quality standards, and enjoy the diversity of each co-worker’s family,
ethnic, and religious background.

Is this just an illusion or a dream of an ideal work setting? Any manager would
cherish, enjoy, and strive to maintain such a work setting. It is a picture of the kind
of workplace that managers should use as a target to achieve. This is the workplace
that will have to be created if a firm, entrepreneur, or institution is to survive in the
coming years.

Jack Welch, former chief executive officer of General Electric and once known as a
traditional hard-edge authoritarian manager, became a more human resource—oriented
manager during his years at the helm. In his earlier days, Welch had a reputation for
eliminating entire layers of employees. He was referred to as “Neutron Jack.” People
were eliminated, but the firm’s buildings remained intact. Eventually, Welch learned
that the human being is essential and the key to an organization’s success:

The talents of our people are greatly underestimated and their skills are underutilized.
Our biggest task is to fundamentally redesign our relationship with our employees. The
objective is to build a place where people have the freedom to be creative, where they feel
a sense of accomplishment—a place that brings out the best in everybody.!



Reality Check

How much do you know about organizations?

1. True or false: Eighteen of the top 25 largest (in market value) global companies are from the United
States.
a. True
b. False
2. The first comprehensive general theory of management applied to organizations was offered
by
a. Henry Ford
b. Thomas Watson
¢. Henri Fayol
d. Thomas Edison

3. An American icon who emphasized the importance of quality production and products was

a. W. Edwards Deming
b. Walt Disney
c¢. Sam Walton
d. Mark Stine
4. The most publicized study of organizations is called the
a. Los Alamos Experiment
b. Tavistock Studies
c¢. Hawthorne Studies
d. Dell Analysis
5. Organizational behavior as a field is considered to be
a. outdated
b. the same as management
¢. multidisciplinary-anchored
d. only applicable in developed countries

The key to managing people in ways that lead to profits, productivity, innovation, and
real organizational learning ultimately lies in the manager’s perspective. Pfeffer cap-
tured the importance of people as assets by posing a number of questions and issues:

When managers look at their people, do they see costs to be reduced? Do they see reluc-
tant employees prone to opportunism, shirking, and free riding, who can’t be trusted
and who need to be closely controlled through monitoring, rewards, and sanctions? . . .
Or do they see intelligent, motivated, trustworthy individuals—the most critical and
valuable strategy assets their organizations can have? . . . With the right perspective,
anything is possible. With the wrong one, change efforts and new programs become
gimmicks, and no amount of consultations, seminars, and slogans will help.?

Welch’s and Pfeffer’s views about people are likely to be significant well into the
21st century. In addition to being people-sensitive and astute, managers and leaders
will need other skills and competencies. The next generation of leaders will need the
charm of a debutante, the flexibility of a gymnast, and the quickness and agility of a
cheetah. Foreign language ability, an international business perspective, and a work-
ing knowledge of technology and the law will also help. Since change is so widespread
and constant, managers will have to be entrepreneurial. Waiting to be instructed on
what to do and how to work with people will not be tolerated. The core qualities
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MANAGING AND WORKING TODAY

AND IN THE FUTURE

The general opinion is that managers must become agile and
flexible to help their firms develop and sustain an advantage in an
increasingly competitive globalized world. They will need to har-
ness the powers of information technology and human capital to
be successful.

The competitive forces facing managers are led by technologi-
cal changes and increasing globalization. These driving forces are
characterized by greater knowledge intensity and the use of infor-
mation, the liberalization of developing economies (e.g., Brazil,
Russia, India, and China), and new economic alliances and rules.

A good way to acquire a perspective on how fast the environ-
ment and competitive forces change is to examine the computer
industry. In the mid-1980s, two of the hottest firms were IBM and
Apple Computer. These two were fighting fiercely for market
share in personal computers and software. Today, both of these
firms have lost ground to firms such as Dell (personal comput-
ers), Microsoft (software), and Google (search technology). Look-
ing to the future, who will be in the front of the pack of the
computer industry?

Markets are becoming borderless and global. Mergers, ac-
quisitions, and start-ups are changing how global markets oper-
ate. Strategic alliances have been formed in many industries. The
key to competing globally is human capital. To attract, retain, and

ENCOUNTER

develop human capital, organizations will have to make available
continuous learning. Organizations must identify knowledge,
transfer it to employees, and update it continuously. Knowledge
is required on the job, working in teams, interacting with external
stakeholders (e.g., suppliers), and tapping competitors. Walmart
managers systematically shop at competitors’ stores to examine
how they operate, how products and services are delivered, and
how they are marketed.

Knowledge sharing is another important aspect of remaining
competitive. Ericsson, a Swedish electronics firm, encourages
knowledge sharing through information technology. Ericsson em-
ployees and their families have free Internet access. An internal
Web site focuses on competence development. Discussion
groups, chat rooms, and specialty forums are used by many em-
ployees to create communities of practice (e.g., informed groups
bound together by shared expertise, interest, and values for a
concept, idea, or activity).

Sources: Adapted from Stefan Stern, “Your Attention, Please, | Need
You to Focus on This Now,” Financial Times, January 6, 2009; Thomas

H. Davenport and Laurence Prusak, What's the Big Idea? Creating and
Capitalizing on the Best Management Thinking (Boston: Harvard Busi-
ness School Press, 2003); T. Hellstrom, “Knowledge and Competence
Management at Ericsson: Decentralization and Organizational Fit,”
Journal of Knowledge Management, 2000, pp. 4-10; and Michael A. Hitt,
“The New Frontier: Transformation of Management for the New Millen-
nium,” Organizational Dynamics 28 (Winter 2000), pp. 7-16.

needed to create the ideal work atmosphere begin with intelligence, passion, a strong
work ethic, a team orientation, and a genuine concern for people.’

Working and managing today and in the future is discussed in the above Organi-
zational Encounter. This Encounter captures some major drivers of change that man-
agers must address to be effective.

Environmental Forces Reshaping Management Practice )

power

The ability to get things
done in the way one
wants them to be done.

globalism

The interdependency
of transportation,
distribution, communi-
cation, and economic
networks across inter-
national borders.

A number of forces are reshaping the nature of managing within organizations. Orga-
nizations that have recognized these forces are working to channel their managerial
talents to accomplish goals by using their knowledge about each of six major forces.*

The first force at work is the power of human resources. The way people (managers,
technicians, and staff specialists) work, think, and behave dictates the direction and
success of a firm. Unfortunately, companies face a shrinking pool of skilled job can-
didates and a shortage of technically skilled workers. Managing human resources as
valuable assets to be maintained and improved is more important than ever.

To compete effectively in the 21st century, globalism must be understood and lev-
eraged. Global competition characterized by networks that bring together countries,
institutions, and people is beginning to dominate the global economy. Of the largest
25 global corporations in terms of market value, 11 are from the United States,
5 from China, 2 from the U.K., 2 from Switzerland, and one each from the Netherlands,
Australia, Japan, France, and Brazil.’ As a result of global integration, the growth

5
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THE GLOBALIZATION INDEX resources, and small domestic markets by opening their econo-
Several events during the past few years demonstrate how  mies to foreign investment and trade.
global the world has become. For example, thousands of Based on data collected in 2005 by A.T. Kearney and Foreign
Chinese-manufactured toys containing lead were shipped around Policy, the United States ranks seventh among nations with
the world, a U.S.-led financial crisis sent several other econo- regard to globalization because of its strength in the technology
mies into recession, and the HIN1 virus infected people in sev- area. For example, the United States is the leader in the amount
eral different countries. of international cyber-traffic it handles; it has so much capacity
Attempting to make sense of a “borderless” world, A.T. that it also handles most of the e-mail traffic between Europe and
Kearney and Foreign Policy magazine developed the Globaliza- Latin America. The top 20 globalized countries in rank order

tion Index to attempt to measure how fast or far globalization has (1 being most globalized) are:
occurred. How extensive is globalization? Which countries are

the most globalized? The least? The index employs indicators 1. Singapore . Sw.eden'
spanning information technology, finance, trade, politics, travel, 2. Hong Kong 12. United Kingdom
and personal communication to evaluate levels of global integra- 3. Netherlands 13. Australia
tion. It attempts to measure the dense web of cross-border rela- 4. Switzerland 14. Austria
tionships and activities that occur each year. 5. Ireland 15. Belgium

With fgw gxceptlons the countries scorlr}g the hlghest.on 6. Denmark 16. New Zealand
the Globalization Index, calculated for 62 nations representing .

] q " o 7. United States 17. Norway

85 percent of the world’s population, enjoyed greater political
freedom as measured by the annual Freedom House survey of 8. Canada 18. Finland
civil liberties and political rights. 9. Jordan 19. Czech Republic

Singapore, Hong Kong, and the Netherlands lead the list as 10. Estonia 20. Slovenia
the most globalized nations in the world. Although each of these
countries is relatively small in size compared with the United Source: “The Globalization Index,” Foreign Policy, November/December
States, these countries compensate for their lack of size, natural 2007, pp. 68-76.

rate of world trade has increased faster than that of world gross domestic product.
That is, the trading of goods and services among nations has been increasing faster
than the actual world production of goods. To survive the fast-paced changes in the
global world, firms must make not only capital investments but also investments in
people. How well a firm recruits, selects, retains, and motivates a skilled workforce
will have a major impact on its ability to compete in the more globally interdepen-
dent world.

The above Global OB describes the Globalization Index, a ranking of the globaliza-
tion integration and activities of 62 nations. This index provides a broad indicator of
the global integration rates achieved by the transactions and activities within and
between nations. Singapore stands out as the most globally integrated nation accord-
ing to the Globalization Index.

cultural diversity A culturally diverse workforce is becoming a reality in the United States. As the
The vast array of dif-  complexion of America’s workforce changes, managers and co-workers need to learn
ferences created by cul- 1 ore gbout each other so that a receptive work culture is created. While Japan and
tural phenomena such . . C . . .
China are basically homogeneous societies in terms of race, the United States is ra-

as history, economic . . . . . . . . )
conditions, personality ~ cially diverse and has been rapidly increasing its workforce diversity since the 1970s.

characteristics, lan- Not only are racial and ethnic diversity growing, but also more women, older workers,
guage, norms, and and people with disabilities are entering the workforce in increasing numbers. The
[mores. workforce in March 2009 was quite diverse with 48 percent being female, 13.9 percent

Hispanic, and 12 percent African-American.®



rapidity of change
The speed at which
change occurs. Rapid
change is found in
many areas such as
technology, demo-
graphics, globalism,
and new products and
services.

psychological contract
An unwritten agree-
ment between an
employee and the
organization that
specifies what each
expects to give to and
receive from the other.

technology

An important concept
that can have many
definitions in specific
instances but that gen-
erally refers to actions,
physical and mental,
that an individual
performs upon some
object, person, or
problem to change it
in some way.

Chapter 1 Introduction to Organizational Behavior 1

African-Americans, Hispanics, and Asians are now the fastest-growing groups in
the U.S. employee mix. About 28 percent of the U.S. workforce is likely to be non-
white by the year 2012.7 Increased minority and female participation raises a number
of issues managers must address to remain competitive globally. Are minorities and
women ready to take over high-paying, higher-status jobs? Unless they properly train
and prepare minorities and women for significant jobs, organizations are not going to
be competitive.

The rapidity of change is another crucial force to recognize. The fax machine,
Internet, genetic engineering, microchips, and more demanding consumers who want
better-quality products and services at a lower price and on time are some of the
changes sweeping the world. Understanding, accommodating, and using change are
now a part of a manager’s job requirement.

The elements of change include almost instantaneous communication and compu-
tation.® Technological connectivity is putting everything online, which has resulted in
the shrinking of space and distance. Intangible value of all kinds, such as service and
information, is growing at a rapid speed. The modern manager is going to have to be
adaptable to such rapid change. Those who fail to understand speed and resist how
fast adaptation must come about will have problems.

The worker—-employer psychological contract is another force. From the employer’s
view, employees do not have lifetime jobs, guaranteed advancement or raises, and as-
surance that their work roles will be fixed. However, the most admired employers be-
lieve that openness, integrity, providing opportunities, and supporting the growth and
development of their employees are top priorities. They believe this is an unwritten
contract they have with their people. Employees believe that employers must be hon-
est, open, and fair and also be willing to give workers a larger say in their jobs. Em-
ployees also want organizations to pay more attention to their family situations and
their physical and mental health. Employees want employers to appreciate the human-
ness of workers. Employees view their role in the contract with employers as impor-
tant for their psychological fitness and health.

Another major force influencing management is technology. In a general sense,
technology is the processes that convert raw materials or intellectual capital into prod-
ucts or services. Technology is more than just machinery. It also encompasses the de-
sign of practices that can be used to service customers, treat patients, and manufacture
high-quality products. The technology of an organization influences the work flow,
structure, systems, and philosophy of the organization to a significant degree. Today,
computer technology is so pervasive and powerful that it needs to be well understood
to be used effectively.’

The semiconductor pioneer Gordon Moore predicted in 1965 that chip density—
and all kinds of computer power—would double every two years. (Some claim he said
18 months, but he denies the shorter cycle.) It is common to cite Moore’s law to refer
to the rapidly advancing computing power-per-unit cost. His prediction has been right
on target. Moore’s law highlights the speed-up in the general technological pace.

In the agricultural era, land was the core factor in achieving competitive advantage.
Landowners were dominant in shaping markets, policies, and legislation. In the pres-
ent information age, we use computer technology and human assets to operate, main-
tain, and invent new computer systems that are more powerful than the previous
computer generation. Organizations, in their quest for competitive advantage, must
attract, retain, and recognize crucial human assets to continue advancing.

Google, Goldman Sachs, and Walt Disney’s Pixar are sought out by talented,
technology-savvy job candidates. In examining the programs, practices, and approaches
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THE U.S. WORKFORCE IN THE 21ST CENTURY:
HIGH-PAID KNOWLEDGE WORKERS OR LOW-PAID
SERVICE WORKERS?

In 2007, the National Institutes of Health and the Russell Sage
Foundation asked the National Academies’ Center for Educa-
tion to bring researchers together from multiple disciplines—
psychology, sociology, political science, and business—to
present their research regarding which skills will be necessary
for work in the 21st century. One important conclusion from the
workshop was that the U.S. economy would continue to evolve
into a “barbell” economy with most jobs falling into one of two
categories: either high-paid, high-skill professional or low-
wage, low-skill service jobs. According to the U.S. Bureau of
Labor Statistics, between 2006 and 2016, the fastest-growing
occupational clusters of jobs will be the “professional and re-
lated” (16.7 percent growth) and “service” (16.7 percent growth)
clusters. The “professional and related” category includes
health care practitioners and technicians, and education, train-
ing, and library professionals, all of which require certifications
and bachelor degrees or higher. The “service” cluster, includ-
ing food preparation and health care support roles, often re-
quire only a high school diploma.

Another important finding that emerged from the future skills
workshop is that two important trends will affect the future labor
demand and supply in the United States. First, the pending retire-
ments of baby boomers (those born between 1946 and 1964) over
the next 10 to 20 years will create skills shortages. Second, the
majority of the population growth of the U.S. work force will come
from immigrants and their U.S.-born offspring. Research sug-
gests that the education attainment of the immigrant labor force
in the United States also follows a barbell shape, with half of this
group being highly educated and the other half being without
much formal education.

Many skills will be needed for these knowledge-based and
service-oriented jobs. The future of knowledge work will not
only rely on strong scientific, engineering, and IT skills, but also
on social and interpersonal skills as many knowledge workers

occupy “techno-serve” jobs; such jobs require workers to com-
bine their high-tech skill set with the softer skills (e.g., interper-
sonal, communication, and empathy) needed for service.
Although some of these high-tech jobs (e.g., IT and software
development) will continue to be outsourced to countries such
as India and China, many will remain in the United States. How-
ever, more jobs will require Americans to collaborate with indi-
viduals from many different countries via virtual teams and
online collaboration.

Skills requirements for low-paid service jobs are more demand-
ing than conventional wisdom would suggest. Many customer-
intensive service jobs require good communication, technical,
emotional, and time management skills. When problems occur,
these employees are expected to quickly adapt to the situation and
solve the customer’s problem in a creative manner. Service provid-
ers also need to convey to customers or clients that they care and
want them to have a positive experience.

In sum, the U.S. economy will increasingly consist of either
high-paid knowledge and professional-type individuals like scien-
tists, professors, lawyers, researchers, accountants, and so on or
low-paid service workers such as nursing aids, janitorial staff,
and restaurant servers. This barbell-shaped economy combined
with the upcoming large number of baby boomer retirements and
increase in immigration present substantial challenges and op-
portunities for future managers and leaders as they figure out
how best to recruit, train, develop, and retain the critical human
resources needed to compete successfully in the 21st century.

Sources: Adapted from Margaret Hilton, “Skills for Work in the

21st Century: What Does the Research Tell Us?” Academy of Manage-
ment Perspectives, 22, no. 4 (November 2008), pp. 63-78; J. Passel and
D. Cohn, Immigration to Play Key Role in Future U.S. Growth (Washing-
ton, DC: Pew Research Center, 2008), retrieved September 10, 2008, from
http://pewresearch.org/pubs/729/united-states-populationprojections;
U.S. Bureau of Labor Statistics, “Table 4: Employment by Major Occu-
pational Group: 2006-2016,” www:.bls.gov/news.release/ecopro.t04.htm,
accessed July 5,2009; and I. Hampson and A. Junor, “Invisible Work,
Invisible Skills: Interactive Customer Service as Articulation Work,” New
Technology, Work and Employment 20 (2005), pp. 166-81.

used by these and other firms, it is obvious that valuing those who have knowledge
about how to use technology is a priority. Technology can yield competitive advan-
tages only when it is utilized effectively.

For years W. Edwards Deming, the father of continuous quality improvement, had
trouble convincing U.S. auto manufacturers to implement quality-improvement pro-
grams. He recommended improved information, training to improve quality, and del-
egating more authority to operating employees. Inspired by Deming, others have
talked about putting more accurate, timely, and relevant information in the hands of
all employees.!'”

The introduction of computer technology has fostered an era of information tech-
nology (IT). The IT era, combined with improved selection, training, and a positive



Chapter 1 Introduction to Organizational Behavior 9

and strong organizational culture, provides the potential for using information and
technology in a more knowledgeable and effective way. The right information is a pre-
cious commodity that, when applied effectively, can result in higher growth and pro-
ductivity.!! The Organizational Encounter on page 8 discusses how jobs in the U.S.
economy can be categorized as either high-paid knowledge (e.g., IT manager) or low-
paid service (e.g., nursing aid) jobs.

Information technology has changed the way managers act and perform. Before
the IT era, subordinates gathered data and information and provided it up the chain
of command.'?> The manager (up the chain) analyzed what was provided, made a
decision, and informed the subordinates to carry out the decision. This method had
a high potential for errors of omission, plodding along, and miscommunication. IT
today provides easier access to information (e.g., computer databases) and provides
managers an opportunity to share, delegate, or oversee decision making by their team
or unit. This enhanced access to information helped U.S. businesses respond faster to
weaker demand for their products and services caused by the economic recession.!'?
Managers acted on accurate IT reports on sales and spending by cutting payrolls,
capital expenditures, and inventories. The effect of these steps led to an increase in
national-level productivity of 3.2 percent (annualized rate) in 2009 and to better-
positioned businesses for when the economic recovery occurs.'#

The six forces reshaping management practice—the power of human resources,
globalism, cultural diversity, the rapidity of change, a new worker—employer psycho-
logical contract, and technology—offer challenges to managers. Resisting the reality
of these forces will likely lead to unnecessary conflict, reduced managerial and non-
managerial performance, and lost opportunities. In managerial terms, failing to cope
and deal with these forces will likely result in job dissatisfaction, poor morale, reduced
commitment, lower work quality, burnout, poor judgment, and a host of unhealthy
consequences.

The purpose of this book is to help you learn how to manage and lead individu-
als and groups in organizations. These human resources are operating in a world
impacted by powerful forces. Organizations are essential to the way our society op-
erates in the world. In industry, education, health care, and defense, organizations
have created impressive gains for the standard of living and prestige of entire na-
tions. The size of the organizations with which you deal daily should illustrate the
tremendous political, economic, and social powers they separately possess. If a large
firm announced that it was closing its plant in your community, the resulting impact
might be devastating economically. On the other hand, if Dell announced it was
opening a computer assembly plant in your community, the effect probably would
be very positive.

Organizations are much more than only a means for providing goods and services.!?
They create the settings in which most of us spend our lives. In this respect, they have
profound influence on employee behavior. However, because large-scale organizations
have developed only in recent times, we are just now beginning to recognize the neces-
sity for studying them. Researchers have just begun the process of developing ways to
study the behavior of people in organizations of all sizes.

The Origins of Management

The formal and modern study of management started around 1900.'¢ However, the
management process probably first began in the family organization, later expanded
to the tribe, and finally pervaded the formalized political units such as those found in
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scientific management
A body of literature
that emerged during
the period 1890-1930
and that reports the
ideas and theories of
engineers concerned
with such problems

as job definition,
incentive systems, and
selection and training.

The Field of Organizational Behavior

early Babylonia (5000 B.c.). The Egyptians, Chinese, Greeks, and Romans were all
noted in history for major managerial feats such as the building of the pyramids, or-
ganizing governments, planning military maneuvers, operating trading companies that
traversed the world, and controlling a geographically dispersed empire.

A Brief History Lesson

A review of the early history of management dating back over 7,000 years ago sug-
gests that management as a process was based on trial and error, with little or no
theory and virtually no sharing of ideas and practices. This lack of sharing slowed
the influence of management practices throughout the world. Management for thou-
sands of years was based on trying an approach that seemed to be suited for accom-
plishing a particular goal. There was no common body of knowledge or theoretical
basis for managing the Roman Empire or building the Great Pyramid of Cheops.

The period between 1700 and 1785 is referred to as the Industrial Revolution in
England.!” As a nation, England changed dramatically from a rural society to the
workshop of the world. It was the first nation to successfully make the transition from
a rural-agrarian society to an industrial-commercial society.!® Management of the
workshops of England was characterized by an emphasis on efficiency, strict controls,
and rigid rules and procedures.

Industrialization A new industrial era began in the United States around the time of
the Civil War. There was a dramatic expansion of mechanical industries such as the
railroad. In addition, large industrial manufacturing complexes grew in importance.
Attempts to better plan, organize, and control the work of these complexes led man-
agers to discuss their situations and present papers at meetings. The first modern man-
agement publications were published in engineering journals.

In 1881, a new way to study management started with a $100,000 gift by Joseph
Wharton to the University of Pennsylvania to establish a management department in
a college. The management curriculum at that time covered such topics as strikes,
business law, the nature of stocks and bonds, and principles of work cooperation.

Scientific Management

In 1886, an engineer named Frederick W. Taylor presented a paper titled “The Engi-
neer as an Economist” at a national meeting of engineers. This paper and others pre-
pared by Taylor expressed his philosophy of scientific management.'” Taylor’s major
thesis was that maximum good for society can come only through the cooperation of
management and labor in the application of scientific methods. He stated that the
principles of management were to:

* Develop a science for each element of an employee’s work, which replaces the old
rule-of-thumb method.

* Scientifically select and then train, teach, and develop the worker, whereas in the
past a worker chose the work to do and was self-trained.

* Heartily cooperate with each other to ensure that all work was done in accordance
with the principles of science.

» Strive for an almost equal division of work and responsibility between manage-
ment and nonmanagers.

These four principles constituted Taylor’s concept of scientific management. Some
regard him as the father of all present-day management. Even if this is considered an
exaggerated viewpoint, Taylor was a key figure in the promotion of the role of man-
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agement in organizations. He has had a lasting impact on a unified, coherent way to
improve the way managers perform their jobs.

Functions of Management

Henri Fayol, a French industrialist, presented what is considered the first comprehen-
sive statement of a general theory of management. First published in France in 1916,%°
Fayol’s Administration Industrielle et Générale was largely ignored in the United States
until it was translated into English in 1949.

Fayol attributed his success in managing a large mining firm to his system of man-
agement, which he believed could be taught and learned. He emphasized the impor-
tance of carefully practicing efficient planning, organizing, commanding, coordinating,
and controlling.

Fayol’s approach was a significant contribution in that it presented three important
developments that have had a lasting impact on the field.

1. Management is a separate body of knowledge that can be applied in any type of
organization.

2. A theory of management can be learned and taught.

3. There is a need for teaching management in colleges.

The Importance of Studying Organizational Behavior

)

organizational
behavior

The study of human
behavior, attitudes, and
performance within an
organizational setting;
drawing on theory,
methods, and princi-
ples from such disci-
plines as psychology,
sociology, and cultural
anthropology to learn
about individual per-
ceptions, values, learn-
ing capacities, and
actions while working
in groups and within
the total organization;
analyzing the external
environment’s effect on
the organization and
its human resources,
missions, objectives,
and strategies.

Why do employees behave as they do in organizations? Why is one individual or group
more productive than another? Why do managers continually seek ways to design jobs
and delegate authority? These and similar questions are important to the relatively new
field of study known as organizational behavior. Understanding the behavior of people
in organizations has become increasingly important as management concerns—such as
employee productivity, the quality of work life, job stress, and career progression—
continue to make front-page news.

Clearly understanding that organizational behavior (OB) has evolved from multiple
disciplines, we will use the following definition of OB throughout this book:

The study of human behavior, attitudes, and performance within an organizational
setting; drawing on theory, methods, and principles from such disciplines as psychology,
sociology, political science, and cultural anthropology to learn about individuals, groups,
structure, and processes.

This multidisciplinary view of organizational behavior illustrates a number of
points. First, OB is a way of thinking. Behavior is viewed as operating at individual,
group, and organizational levels. This approach suggests that when studying OB, we
must identify clearly the level of analysis being used—individual, group, and/or or-
ganizational. Second, OB is multidisciplinary. This means that it utilizes principles,
models, theories, and methods from other disciplines. The study of OB is not a dis-
cipline or a generally accepted science with an established theoretical foundation. It
is a field that only now is beginning to grow and develop in stature and impact.
Third, there is a distinctly humanistic orientation within organizational behavior.
People and their attitudes, perceptions, learning capacities, feelings, and goals are
of major importance to the organization. Fourth, the field of OB is performance-
oriented. Why is performance low or high? How can performance be improved? Can
training enhance on-the-job performance? Practicing managers face these important
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issues. Fifth, since the field of OB relies heavily on recognized disciplines, the role of
the scientific method is deemed important in studying variables and relationships. As
the scientific method has been used in conducting research on organizational behav-
ior, a set of principles and guidelines on what constitutes good research has
emerged.?! Finally, the field has a distinctive applications orientation, it is concerned
with providing useful answers to questions that arise in the context of managing
organizations.??

Exhibit 1.1 offers a framework and overview of the multiple disciplines that have
contributed to the study of OB and the application of OB principles in organizational

settings.
EXHIBIT 1.1 Unit of
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Leaders and Organizational Behavior

Changes occurring within and outside of institutions challenge leaders of workers,
managers, and administrators in organizations. Terms such as social responsibility, cul-
tural diversity, ethics, global competitiveness, social networking, and reengineering are
used freely by experts and nonexperts. Each of these concepts points out that leaders
are being asked to perform effectively in a changing world.

In addition to the changing makeup and diversity of the workforce is the increased
emphasis that consumers are placing on value.”® The trend among consumers is to
consider the total value of a product or service. Today, more than ever, customers ex-
pect organizations to be responsive to their needs, to provide prompt service and de-
livery, and to produce top quality goods or services at the best price possible.

Along with an increasingly diverse workforce and demanding customers, leaders
must contend with changes in both domestic and global markets and competition.
Today, richer, more educated, and more demanding customers exist in every competi-
tive country. The global market wants a world of easy access to products and services.
Leaders must assure customers that their high-quality goods or services will be avail-
able when the consumer wants them and at a competitive price. Leaders are being
asked to establish the work team, department, or organization that can respond, com-
pete, and negotiate globally.

For over three decades, the development of the integrated circuit has permitted an
increasing amount of information to be processed or stored on a single microchip.
The leaders within organizations are asked to efficiently use and manage the available
information technology so that the firm can compete globally. The Internet is an ex-
ample of an electronic information sharing system. A national web of high-speed net-
works links business, state, university, and regional computer systems. Information is
passed from one network to another. The dramatic growth of the Internet has resulted
in managers from around the world sharing data and ideas with like-minded peers.
The length of time it takes an idea to circulate or a problem to be considered by peers
across the ocean has dropped from weeks to hours. The potential for using informa-
tion technology and other technologies in managing workers, motivating an individ-
ual, or altering the structure of an organization is endless.

Everything facing a leader in an organization is in motion and churning. Properly
aligning the human resources of the organization with the changing conditions requires
an understanding of such phenomena as the organization’s environment, individual
characteristics, group behavior, organizational structure and design, decision making,
and organizational change processes. The modern-day impetus of aligning human
resources with organizational factors was initiated with the Hawthorne studies.

The Hawthorne Studies

From 1900 to 1930, Taylor’s concept of scientific management dominated thought
about management. His approach focused on maximizing worker output. However,
Taylor’s emphasis on output and efficiency didn’t address employees’ needs. Trade
unions rebelled against Taylor’s focus on scientific management principles.

Mary Parker Follett was opposed to Taylor’s lack of specific attention on human
needs and relationships in the workplace. She was one of the first management theo-
rists to promote participatory decision making and decentralization. Her view empha-
sized individual and group needs. The human element was the focus of Follett’s view
about how to manage. However, she failed to produce empirical evidence to support
her views. Industry leaders wanted concrete evidence that focusing on human resources
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would result in higher productivity. Some concrete evidence became available from
data collected in the Hawthorne studies.

A team of Harvard University researchers was asked to study the activities of
work groups at Western Electric’s Hawthorne plant outside of Chicago (Cicero,
Illinois).>* Before the team arrived, an initial study at the plant examined the effects
of illumination on worker output. It was proposed that “illumination” would affect
the work group’s output. One group of female workers completed its job tasks in a
test room where the illumination level remained constant. The other study group was
placed in a test room where the amount of illumination was changed (increased and
decreased).

In the test room where illumination was varied, worker output increased when il-
lumination increased. This, of course, was an expected result. However, output also
increased when illumination was decreased. In addition, productivity increased in the
control-group test room, even though illumination remained constant throughout
the study.

The Harvard team was called in to solve the mystery. The team concluded that
something more than pay incentives was improving worker output within the work
groups. The researchers conducted additional studies on the impact of rest pauses,
shorter working days, incentives, and type of supervision on output. They also uncov-
ered what is referred to as the “Hawthorne effect” operating within the study groups.?
That is, the workers felt important because someone was observing and studying them
at work. Thus, they produced more because of being observed and studied.

Elton Mayo, Fritz Roethlisberger, and William Dickson, leaders of the Harvard
study team, continued their work at the Hawthorne plant from 1924 to 1932. Eight
years of study included over 20,000 Western Electric employees.

The Harvard researchers found that individual behaviors were modified within and
by work groups. In a study referred to as the “bank wiring room,” the Harvard re-
searchers again faced perplexing results. The study group completed only two termi-
nals per worker daily. This was considered to be a low level of output.

The bank wiring room workers appeared to be restricting output. The work group
members were friendly, got along well on and off the job, and helped each other.
There appeared to be a practice of protecting the slower workers. The fast producers
did not want to outperform the slowest producers. The slow producers were part of
the team, and fast workers were instructed to “slow it down.” The group formed an
informal production norm of only two completed boards per day.

The Harvard researchers learned that economic rewards did not totally explain
worker behavior. Workers were observant, complied with norms, and respected the
informal social structure of their group. The researchers also learned that social pres-
sures could restrict output.

Interviews conducted years after the Hawthorne studies with a small number of
actual study participants and a reanalysis of data raised doubts about a number of
the original conclusions.?® The conclusion that supportive managers helped boost
productivity is considered incorrect by critics. Instead, the fear of job loss during the
Great Depression and managerial discipline, not the practices of supportive manag-
ers, are considered responsible for the higher rate of productivity in the relay assem-
bly test room experiments. Despite the criticism, the Hawthorne studies are still
considered the major impetus behind the emphasis on understanding and dealing
with human resources.

Since the 1930s, the Hawthorne studies are perhaps the most-cited research in the
applied behavioral science area, though they are not referred to as the most rigorous
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series of studies. Nonetheless, the Hawthorne studies did point out that workers are
more complex than the economic theories of the time proposed. Workers respond to
group norms, social pressures, and observation. In 1924 to 1932, these were important
revelations that changed the way management viewed workers.

Framing the Study of Organizational Behavior )

The text frames in Exhibit 1.2 illustrate the flow of chapters in this book as well as
create a perspective on how to study organizations. The study of the environment, in-
dividual and interpersonal influence, and group, common structure, and design pro-
cesses is presented with the concept of effectiveness in mind. The effectiveness of the
organization is the major task faced by managers and leaders. Unless effectiveness is
achieved over time, an enterprise’s very existence can be in jeopardy.

The Organization’s Environment

Organizations exist in societies and are created by societies. Within a society many fac-
tors impinge upon the effectiveness of an organization, and management must be re-
sponsive to them. Every organization must respond to the needs of its customers or
clients, to legal and political constraints, and to economic and technological changes
and developments. The model proposes environmental forces interacting within the
organization; throughout our discussion of each aspect of the model, the relevant
environmental factors will be identified and examined.

Managers constantly receive information, ideas, reports, gossip, and so forth from
the external environment. When Dell is working on a new computer, Hewlett-Packard
and Apple managers are hearing about what is occurring. The environmental “sound
bites” provide managers with a picture of what they are facing in terms of competition,
new products, regulations, and a host of other environmental forces. Eventually, the
manager must pause and ask: “How should I respond to the environmental stimuli?”
Answering this and similar questions is difficult, but the environment demands it.

The Individual in the Organization

Individual performance is the foundation of organization performance. Understand-
ing individual behavior, therefore, is critical for effective management, as illustrated in
this account:

Miguel Avila has been a field representative for a major drug manufacturer since he
graduated from college seven years ago. He makes daily calls on physicians, hospitals,
clinics, and pharmacies as a representative of the many drugs his firm manufactures.
During his time in the field, prescription rates and sales for all of his firm’s major drugs
have increased, and he has won three national sales awards given by the firm. Yesterday,
Miguel was promoted to sales manager for a seven-state region. He no longer will be
selling but instead will be managing 15 other representatives. Miguel accepted the pro-
motion because he believes he knows how to motivate and lead salespeople. He com-
mented: “I know the personality profile of the successful salesperson. They are special
people. I know what it takes to get them to perform. Remember that I am one. I know
their values and attitudes and what it takes to motivate them. I know I can motivate a
sales force.”

In his new job, Miguel Avila will be trying to maximize the individual performance
of 15 sales representatives. Most of his interactions will be pleasant, but he is aware of
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ENCOUNTER

WORKING SMARTER
The economic data churned out by the government every month
doesn't identify whether workers are working harder or smarter.
But some part of productivity gains may be attributed to technol-
ogy and working smarter.

When a Raleigh, North Carolina, Internet start-up downsized
Forsyth’s job, she was not too upset. She had developed an aver-
sion to the 50- and 60-hour workweeks, the chaotic working con-
ditions, and the lack of a job description. The mother of two now
works in publishing, finds her current employer more “family
friendly,” and enjoys keeping to a 40-hour workweek.

Jeff, an early member of the Netscape management team,
left his position thanks to a nice nest egg generated from the sale
of Netscape to America Online. Today, he works part-time as an
investor and advisor to small Internet start-ups. He is able to play
with his three children, make them lunch, and even tag along on
school field trips. After his 18-hour days at Netscape, Jeff's time
with his children “seems like mundane stuff, but when you finally
get a chance to do it, you appreciate it.”

Despite the fact that Americans have always placed great
stock in hard work, there is growing evidence that “working
hard” may not mean “working long.” According to the U.S. Bureau
of Labor Statistics, the proportion of Americans working 49 hours
or more a week has remained steady in recent years, after rising

in the late 1980s and early 1990s to approximately 29.5 percent.
But in the past several years, the percentage of managers and
professionals working 49 hours or more a week has begun to fall,
reaching 27.9 percent.

It appears that America’s work ethic is changing from work-
ing hard to working smart. It is more than simply a work/life bal-
ance issue, however, in that a basic American social value of
more hard work is being transformed into “work smart but don't
forget your other life obligations.” How will this change the work-
place? Will hourly workers decline overtime opportunities more
consistently? Will they move to ensure (through their union) that
their workweek remains consistent and does not include contin-
ual overtime requests? Will the 40-hour workweek be challenged
(as it has in some European countries)? How will this change the
pace of productivity? Will face time at the office continue to be
important? Will HR professionals promote the firm’s use of flex-
time and telecommuting to attract and retain workers?

Sources: Adapted from R. Burke, “Working to Live or Living to Work:
Should Individuals and Organizations Care?” Journal of Business Ethics
84 (2009), pp. 167-72; Jason Desena, “While America Is Sleeping, Europe
Is Catching Up,” Financial Times, July 17, 2007, p. 36; Eric Clarke, “Work-
ing Smarter, Not Harder,” Accounting Technology, April 2006, pp. 20-22;
John W. Schoen, “Are We Working Smarter or Harder?” MSNBC, August
28, 2003, www.msnbc.com/news/954222.asp; and Shel Leonard, “Is
America’s Work Ethic Changing?” HR Magazine, April 2000, p. 224.

some expense account padding that he intends to stop. As a manager, Miguel will be
dealing with several facets of individual behavior. Our model includes three important
influences on individual behavior and motivation in organizations: individual charac-
teristics, individual motivation, and rewards.

Individual Characteristics

Because organizational performance depends on individual performance, managers
such as Miguel Avila must have more than a passing knowledge of the determinants
of individual performance. Social psychology and psychology contribute a great deal
of relevant knowledge about the relationships among attitudes, perceptions, emotions,
personality, values, and individual performance. Managers cannot ignore the necessity
for acquiring and acting on knowledge of the individual characteristics of both their
subordinates and themselves.

Individual Motivation

Motivation and ability to work interact to determine performance. Motivation theory
attempts to explain and predict how the behavior of individuals is aroused, started,
sustained, and stopped. Unlike Miguel Avila, not all managers and behavioral scien-
tists agree on what is the “best” theory of motivation. In fact, motivation is so com-
plex that it may be impossible to have an all-encompassing theory of how it occurs.
However, managers must still try to understand it. They must be knowledgeable about
motivation because they are concerned with performance.

17
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Rewards

One of the most powerful influences on individual performance is an organization’s
reward system. Management can use rewards (or punishment) to increase performance
by present employees. Management also can use rewards to attract skilled employees
to join the organization. Paychecks, raises, and stock options are important aspects of
the reward system, but they are not the only aspects. Miguel Avila makes this point
very clear when he states: “I know what it takes to get them to perform.” Performance
of the work or job itself can provide employees with rewards, particularly if job per-
formance leads to a sense of personal responsibility, autonomy, and meaningfulness.

Stress

Stress is an important result of the interaction between the job and the individual.
Stress in this context is a state of imbalance within an individual that often manifests
itself in such symptoms as insomnia, excessive perspiration, nervousness, and irritabil-
ity. Whether stress is positive or negative depends on the individual’s tolerance level.
People react differently to situations that outwardly would seem to induce the same
physiological and psychological demands. Some individuals respond positively through
increased motivation and commitment to finish the job. Other individuals respond less
desirably by turning to such outlets as alcoholism and drug abuse. Hopefully, Miguel
Avila will respond positively to the stresses of his new job as sales manager.

Handling the expense account padding misbehavior of one of his employees will
produce a form of stress that Miguel didn’t experience as a field representative. Manage-
ment’s responsibility in managing stress has not been clearly defined, but there is grow-
ing evidence that organizations are devising programs to deal with work-induced stress.

Group Behavior and Interpersonal Influence

Interpersonal influence and group behavior are also powerful forces affecting organiza-
tional performance. The effects of these forces are illustrated in the following account:

Kelly Davis spent two and a half years as a teller in the busiest branch of First National
Bank. During that time she developed close personal friendships among her co-workers.
These friendships extended off the job as well. Kelly and her friends were the top team
in the bank bowling league.

Two months ago Kelly was promoted to branch manager. She was excited about the
new challenge but was a little surprised that she received the promotion since some
other likely candidates in the branch had been with the bank longer. She began the job
with a great deal of optimism and believed her friends would be genuinely happy for her
and supportive of her efforts. However, since she became branch manager, things haven’t
seemed quite the same. Kelly can’t spend nearly as much time with her friends because
she is often away from the branch attending management meetings at the main office.

A computer training course she must attend two evenings a week has caused her to miss
the last two wine-and-cheese club meetings, and she senses that some of her friends have
been acting a little differently toward her lately.

Recently, Kelly said, “I didn’t know that being part of the management team could
make that much difference. Frankly, I never really thought about it. I guess I was naive.
I'm seeing a totally different perspective on the business and have to deal with problems
I never knew about.”

Kelly Davis’s promotion has made her a member of more than one group. In addi-
tion to being a member of her old group of friends at the branch, she also is a member
of the management team. She is finding out that group behavior and expectations
have a strong impact on individual behavior and interpersonal influence. Our model
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includes a number of important aspects of group and interpersonal influence on orga-
nization behavior: leadership, group behavior, intergroup behavior and conflict, and
organizational power and politics.

Group Behavior

Groups form because of managerial action, and also because of individual efforts.
Managers create work groups to carry out assigned jobs and tasks. Such groups, cre-
ated by managerial decisions, are termed formal groups. The group that Kelly Davis
manages at her branch is a formal group.

Groups also form as a consequence of employees’ actions. Such groups, termed in-
formal groups, develop around common interests and friendships. The wine-and-cheese
club at Kelly Davis’s branch is an informal group. Though not sanctioned by manage-
ment, groups of this kind can affect organizational and individual performance. The
effect can be positive or negative, depending on the intention of the group’s members.
If the group at Kelly’s branch decided informally to slow the work pace, this norm
would exert pressure on individuals who wanted to remain a part of the group. Effec-
tive managers recognize the consequences of the individual’s need for affiliation.

Intergroup Behavior and Conflict

As groups function and interact with other groups, they develop their own unique set
of characteristics, including structure, cohesiveness, roles, norms, and processes. As a
result, groups may cooperate or compete with other groups, and intergroup competi-
tion can lead to conflict. If the management of Kelly’s bank instituted an incentive
program with cash bonuses to the branch bringing in the most new customers, this
might lead to competition and conflict among the branches. While conflict among
groups can have beneficial results for an organization, too much or the wrong kinds of
intergroup conflict can have very negative results. Thus, managing intergroup conflict
is an important aspect of managing organizational behavior.

Power and Politics

Power is the ability to get someone to do something you want done or to make things
happen in the way you want them to happen. Many people in our society are very un-
comfortable with the concept of power, and some are very offended by it. This is because
the essence of power is control over others. To many Americans, control over others is
an offensive thought. However, power is a reality in organizations. Managers derive
power from both organizational and individual sources. Kelly Davis has power by virtue
of her position in the formal hierarchy of the bank. She controls performance evalua-
tions and salary increases. However, she also may have power because her co-workers
respect and admire the abilities and expertise she possesses. Managers, therefore, must
understand the concept of power as a reality in organizations and managerial roles.

Organizational Processes )

Certain behavioral processes give life to an organization. When these processes do not
function well, unfortunate problems can arise, as illustrated in this account:

When she began to major in marketing as a junior in college, Debra Chin knew that
some day she would work in that field. Once she completed her MBA, she was more
positive than ever that marketing would be her life’s work. Because of her excellent ac-
ademic record, she received several outstanding job offers. She decided to accept the
job offer she received from one of the nation’s largest consulting firms. She believed
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this job would allow her to gain experience in several areas of marketing and to engage
in a variety of exciting work. On her last day on campus, she told her favorite profes-
sor: “This has got to be one of the happiest days of my life, getting such a great career
opportunity.”

Recently, while visiting the college placement office, the professor was surprised to
hear that Debra had told the placement director that she was looking for another job.
Since she had been with the consulting company less than a year, the professor was
somewhat surprised. He decided to call Debra to find out why she wanted to change
jobs. This is what she told him: “I guess you can say my first experience with the real
world was ‘reality shock.” Since being with this company, I have done nothing but gather
data on phone surveys. All day long I sit and talk on the phone, asking questions and
checking off the answers. In graduate school I was trained to be a manager, but here I
am doing what any high school graduate can do. I talked to my boss, and he said that all
employees have to pay their dues. Well, why didn’t they tell me this while they were re-
cruiting me? To say there was a conflict between the recruiting information and the real
world would be a gross understatement. I'm an adult—why didn’t they provide me with
realistic job information, then let me decide if I want it? A little bit of accurate commu-
nication would have gone a long way.”

This book includes discussion of a number of processes that contribute to effective
organizational performance: communication, decision making, and leadership.

Communication Process

Organizational survival is related to the ability of management to receive, transmit,
and act on information. The communication process links the people within the orga-
nization. Information integrates the activities of the organization with the demands of
the environment. But information also integrates the internal activities of the organi-
zation. Debra Chin’s problem arose because the information that flowed from the or-
ganization was different from the information that flowed within the organization.

The accompanying You Be the Judge explains an unusual method of communica-
tion at New Hope Natural Media. This method can be used to acquire a sense of what
employees are thinking, which can then be valuable to a manager in modifying the
compensation system.

Decision-Making Process

The quality of decision making in an organization depends on selecting proper goals
and identifying means for achieving them. With good integration of behavioral and
structural factors, management can increase the probability that high-quality deci-
sions will be made. Debra Chin’s experience illustrates inconsistent decision making
by different organizational units (personnel and marketing) in the hiring of new em-
ployees. Organizations rely on individual decisions as well as group decisions, and ef-
fective management requires knowledge of both types of decisions.

The power of managers is clearly evidenced in making decisions about employees’
well-being, distributing organizational resources, and designing and implementing
rules and policies. In Debra Chin’s case, she claims the consulting firm didn’t provide
a realistic job preview. She is making a statement that suggests unethical behavior on
the part of the individuals who interviewed her for the consulting firm job. Was this
the right thing for the company to do? Debra suggests that it was not the right thing
or the ethical way to conduct an interview. Ethical dilemmas will be discussed through-
out the book because managers and workers must make decisions every day that have
an ethical component.?’
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RECEIVING FEEDBACK REGULARLY

At New Hope Natural Media in Boulder, Colorado, a question-
naire is included in every paycheck asking for feedback in
four key areas: the employees’ feelings about their financial
package, their feelings toward other employees, their feel-
ings about the skills they are developing, and their overall
feelings about their job. What is the company's objective of
receiving feedback in these four areas? How can this feed-
back be used?

Communication and feedback are considered the “break-
fast of champions” at New Hope Natural Media. You be the
judge. Do you think this is a good management approach?
Why? These days it is common to read about managerial deci-
sions that are considered unethical. It is now accepted that
most decisions made in an organization are permeated by ethi-
cal implications. Managers are powerful, and, where power
exists, there is potential for good and evil. Headlines emphasize
the ethical nature of decision making: “Ponzi Victims Find Little

Leadership Process
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Solace in Guilty Plea”; “Merrill's $3.6bn Bonuses under Fire”;
“Top Pain Scientist Fabricated Data in Studies, Hospital Says”;
“Crisis on Wall Street: Ex-AIG Executive Is Sentenced to
4 Years”; and “Siemens to Pay €1bn Fines in Effort to Close
Bribery Scandal.”

Sources: J. Rosanas, “Beyond Economic Criteria: A Humanistic
Approach to Organizational Survival,” Journal of Business Ethics 78,
no. 3 (2008), pp. 447-62; John L. Akula, “Business Crime: What to Do
When the Law Pursues You,” Sloan Management Review, Spring
2000, pp. 29-42; Vita Bekker, Joanna Chung, Brooke Masters, Megan
Murphy, and Alan Rappeport, “Ponzi Victims Find Little Solace in
Guilty Plea,” Financial Times, March 12, 2009, p. 16; Sarah 0'Connor,
“Merrill’s $3.6bn Bonuses under Fire,” Financial Times, March 31,
2009, p. 2; Keith J. Winstein and David Armstrong, “Top Pain Scientist
Fabricated Data in Studies, Hospital Says,” The Wall Street Journal,
March 11, 2009, p. A12; Amir Efrati, “Crisis on Wall Street: Ex-AIG
Executive Is Sentenced to 4 Years,” The Wall Street Journal,
January 28, 2009, p. C3; and Daniel Schéfer, “Siemens to Pay €1bn
Fines in Effort to Close Bribery Scandal,” Financial Times, December 16,
2008, p. 17.

Leaders exist within all organizations. Like the bank’s Kelly Davis, they may be found
in formal groups, but they also may be found in informal groups. Leaders may be
managers or nonmanagers. The importance of effective leadership for obtaining indi-
vidual, group, and organizational performance is so critical that it has stimulated a
great deal of effort to determine the causes of such leadership. Some people believe
that effective leadership depends on traits and certain behaviors—separately and in
combination. Other people believe that one leadership style is effective in all situa-
tions. Still others believe that each situation requires a specific leadership style. Are
managers always leaders? Unfortunately, the answer is no, as will be found throughout
this book.

To work effectively in organizations, managers must have a clear understanding of the
organizational structure. Viewing an organization chart on a piece of paper or framed
on a wall, one sees only a configuration of positions, job duties, and lines of authority
among the parts of an organization. However, organizational structures can be far
more complex than that, as illustrated in the following account:

|
' Organizational Structure )

Dr. John Rice recently was appointed dean of the business school at a major university.
Before arriving on campus, John spent several weeks studying the funding, programs,
faculty, students, and organizational structure of the business school. He was trying to
develop a list of priorities for things he believed would require immediate attention
during his first year as dean. The president of the university had requested that he have
such a list of priorities available when he arrived on campus.
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During his first official meeting with the president, John was asked the question he
fully expected to be asked: “What will be your No. 1 priority?” Rice replied: “Although
money is always a problem, I believe the most urgent need is to reorganize the business
school. At present, students can major in only one of two departments—accounting
and business administration. The accounting department has 20 faculty members. The
business administration department has 43 faculty members, including 15 in marketing,
16 in management, and 12 in finance. I foresee a college with four departments—
accounting, management, marketing, and finance—each with its own chairperson. First,
I believe such a structure will enable us to better meet the needs of our students. Specifi-
cally, it will facilitate the development of major programs in each of the four areas. Stu-
dents must be able to major in one of the four functional areas if they are going to be
prepared adequately for the job market. Finally, I believe such an organizational struc-
ture will enable us to more easily recruit faculty since they will be joining a group with
interests similar to their own.”

As this account indicates, an organization’s structure is the formal pattern of ac-
tivities and interrelationships among the various subunits of the organization.

Organizational

Change and Innovation Processes )

Managers sometimes must consider the possibility that effective organizational func-
tioning can be improved by making significant changes in the total organization.
Organizational change and development represent planned attempts to improve over-
all individual, group, and organizational performance. Debra Chin might well have
been spared the disappointment she experienced had an organizational development
effort uncovered and corrected the inconsistent communication and decision making
that brought about Debra’s unhappiness. Concerted, planned, and evaluative efforts
to improve organizational functioning have great potential for success.

Change and innovation are so vital to an organization’s success that managers must
be prepared for reactions to them from employees. Change and innovation typically
disrupt normal routines and patterns of behavior. When routines are disrupted, reac-
tions can range from enthusiastic acceptance to covert sabotage.

Effectiveness in Organizations )

For centuries, economists, philosophers, engineers, military generals, government
leaders, and managers have attempted to define, measure, analyze, and capture the
essence of effectiveness. Adam Smith wrote in The Wealth of Nations over two centu-
ries ago that efficiency of operations could be achieved most easily through high
degrees of specialization.

Whether and how managers can influence effectiveness is difficult to determine.
There is still confusion about how to manage within organizations so that organiza-
tional effectiveness is the final result. Problems of definition, criteria identification,
and finding the best model to guide research and practice continue to hinder, block,
and discourage practitioners and researchers. Instead of simply ignoring effectiveness
because of underlying confusion, we believe important insights can be found by
attempting to clarify various perspectives.

The field of organizational behavior focuses on three levels of analysis as presented
earlier in Exhibit 1.2: (1) individual, (2) group, and (3) organizational. Theorists and
researchers in organizational behavior have accumulated a vast amount of information
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about each of these levels. These three levels of analysis also coincide with the three
levels of managerial responsibility. That is, managers are responsible for the effective-
ness of individuals, groups of individuals, and organizations themselves.

During California’s frenzied gold rush in 1853, Levi Strauss, a Bavarian immi-
grant, arrived in San Francisco aboard a clipper ship.?® He quickly discovered that
the prospectors wanted sturdy pants that could survive the rigors of digging for gold,
so he created the world’s first jeans. Word of the quality of the pants spread like wild-
fire and the Levi’s legend was born. Today the firm has annual sales of approximately
$4.4 billion.?

Levi Strauss has emphasized quality, being socially responsible, and using the most
talented people the firm can recruit to work for the firm. The value of each individual,
the effective leadership of work groups, and the success of the enterprise has been the
emphasis at Levi Strauss since its founding. Long before a stream of firms paid atten-
tion to flatter hierarchies, cultural diversity, empowerment, quality, and globalization,
Levi Strauss was leading the way. Levi Strauss embraced the view that every organiza-
tional decision should be grounded ethically in what is right.

In its values-based philosophy, Levi Strauss emphasizes what it aspires to be in
terms of effectiveness. The firm believes that if specific values are practiced, effective-
ness within the firm and in competitive markets will result.>! Some of Levi Strauss’s
value principles are:

Empathy. Empathy focuses on listening and “paying close attention to the world
around us . . . understanding, appreciating and meeting the needs of those we serve,
including consumers, retail customers, shareholders and each other as employees.”
Integrity. “Ethical conduct and social responsibility characterize our way of doing
business. We are honest and trustworthy. We do what we say we are going to do.”
Behaviors. Management must exemplify “directness, openness to influence, commit-
ment to the success of others, and willingness to acknowledge our own contributions
to problems.”

Diversity. Levi Strauss “values a diverse work force (age, sex, ethnic group, etc.) at all
levels of the organization. . . . Differing points of view will be sought; diversity will
be valued and honestly rewarded, not suppressed.”

Recognition. Levi’s “will provide greater recognition—both financial and public—for
individuals and teams that contribute to our success.”

Ethical Practices. Management should epitomize “the stated standards of ethical be-
havior. We must provide clarity about our expectations and must enforce these stan-
dards throughout the corporation.”

Empowerment. Management must “increase the authority and responsibility of those
closest to our products and customers. By actively pushing the responsibility, trust,
and recognition into the organization, we can harness and release the capabilities of
our people.”

Levi Strauss is not offered here as a perfect company. Like every firm, there are
problems, including the well-founded criticism of being slow to adopt new fashion
trends. The company is struggling with a generation gap problem. It announced in
September 2003 the closing of its final plant in the United States after deciding to
focus on manufacturing outside the United States because of cheaper labor costs.
Levi Strauss has had particularly strong growth in the Asia Pacific region with its Levi
Signature brand.

The clothing company is attempting to attract teenagers without turning off older
people. As the Levi brand plodded along, fashion shifted to big-pocketed cargo pants,
and Levi Strauss seemed to sit and watch.? The loss of the youth market posed problems
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for the future of Levi Strauss. The company’s managers regrouped and developed
strategies and programs to remain in business.

The approach that Levi’s has taken to remain an effective and viable organization is
not the only way to do so. Systems theory provides managers with another perspec-
tive on how organizations can survive over time.

Systems Theory and the Time Dimension of Effectiveness )

EXHIBIT 1.3
The Basic Elements of
a System

Systems theory enables managers to describe the behavior of organizations both inter-
nally and externally. Internally, you can see how and why people within organizations
perform their individual and group tasks. Externally, you can relate the transactions
of organizations with other organizations and institutions. All organizations acquire
resources from the outside environment of which they are a part and, in turn, provide
goods and services demanded by the larger environment. Managers must deal simul-
taneously with the internal and external aspects of organizational behavior. This es-
sentially complex process can be simplified, for analytical purposes, by employing the
basic concepts of systems theory.

In systems theory, the organizations are seen as one element of a number of ele-
ments that act interdependently. The flow of inputs and outputs is the basic starting
point in describing the organization. In the simplest terms, the organization takes re-
sources (inputs) from the larger system (environment), processes these resources, and
returns them in changed form (output). Exhibit 1.3 displays the fundamental elements
of the organization as a system.

The concept of organizational effectiveness presented in this book relies on sys-
tems theory, but we believe another concept, the dimension of time, is important.
Two main conclusions suggested by systems theory are: (1) effectiveness criteria must
reflect the entire input-process-output cycle, not simply output, and (2) effectiveness
criteria must reflect the interrelationships between the organization and its outside
environment. Thus:

Organizational effectiveness is an all-encompassing concept about how products or ser-
vices are produced or provided.

Much additional research is needed to develop knowledge about the components
of effectiveness. There is little consensus about these relevant components, about
the interrelationships among them, and about the effects of managerial action on
them.3? In this textbook we attempt to provide the basis for asking questions about
what constitutes effectiveness and how the qualities that characterize effectiveness
interact.

> Inputs 3| ProOCESS Outputs

Environment

A
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According to systems theory, an organization is an element
of a larger system, the environment. With the passage of time,
every organization takes, processes, and returns resources to
the environment. The ultimate criterion of organizational ef-
fectiveness is whether the organization survives in the environ-
ment. Survival requires adaptation, and adaptation often

Management Pointer

IMPROVING EFFECTIVENESS: A FEW HINTS

Highly effective and productive organizations in
different industries seem to possess and cultivate
some similar characteristics. Managers can lead

the way to higher levels of effectiveness by:

1. Providing opportunities for training and
continuous learning.

Sharing information with employees.

Encouraging cross-development
partnerships.

Linking compensation to performance.
Avoiding layoffs.
Being a supportive role model.

involves predictable sequences. As the organization ages, it
probably will pass through different phases. It forms, develops,
matures, and declines in relation to environmental circum-
stances. Organizations and entire industries rise and fall. To-
day, the personal computer industry is on the rise, and the
steel industry is declining. Marketing experts acknowledge the
existence of product-market life cycles. Organizations also
seem to have life cycles. Consequently, the criteria of effective-
ness must reflect the stage of the organization’s life cycle.*
Managers and others with interests in the organization must

have indicators that assess the probability of the organization’s
survival. In actual practice, managers use a number of short-
run indicators of long-run survival. Among these indicators
are measurements of productivity, efficiency, accidents, turn-
over, absenteeism, quality, rate of return, morale, and employee
satisfaction.® The overarching criterion that cuts across each time dimension is quality.
Unless quality is perceived by customers, there will be no survival. Any of these criteria
can be relevant for particular purposes. For simplicity, we will use four criteria of short-
run effectiveness as representatives of all such criteria. They are quality, productivity, ef-
ficiency, and satisfaction.

Three intermediate criteria in the time dimension model are quality, adaptiveness,
and development. The final two long-run criteria are quality and survival. Exhibit 1.4
shows the relationships between these criteria and the time dimension.

Respecting the differences across
employees.

Being a good listener.

EXHIBIT 1.4

Time Dimension

Model of Effectiveness Criteria
Quality Quality Quality
Productivity Adaptiveness Survival
Efficiency | Efficiency >
Satisfaction Satisfaction

Short run »-| Intermediate run > Long run
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Time-Based Criteria

Introducing time-based criteria of effectiveness suggests such terms as short run, in-
termediate run, and long run. Short-run criteria are those referring to the results of
actions concluded in a year or less. Intermediate-run criteria are applicable when you
judge the effectiveness of an individual, group, or organization for a longer time pe-
riod, perhaps five years. Long-run criteria are those for which the indefinite future is
applicable. We will discuss six general categories of effectiveness criteria, beginning
with those of a short-run nature.

Quality

J. M. Juran and W. Edwards Deming, in 1950, were prophets without honor in their
own country, the United States. These two Americans emphasized the importance of
quality. The belief now is that to survive, organizations must design products, make
products, and treat customers in a close-to-perfection way, meaning that quality is
now an imperative.3¢

More than any other single event, the 1980 NBC-TV White Paper, “If Japan Can . . .
Why Can’t We?” introduced the importance of quality to the public. The television
program showed how, from 1950 to 1980, the Japanese had risen from the ashes of
World War II to become an economic giant with products of superior quality. Japanese
organizational effectiveness centered on the notion of quality. The Japanese interpret
quality as it relates to the customer’s perception. Customers compare the actual perfor-
mance of the product or evaluate the service being provided to their own set of expec-
tations. The product or service either passes or fails. Thus, quality has nothing to do
with how shiny or good looking something is or with how much it costs. Quality is
defined as meeting customers’ needs and expectations.

In today’s competitive global world, the effective company is typically the one that
provides customers with quality products or services. Retailers, bankers, manufactur-
ers, lawyers, doctors, airlines, and others are finding out that, to stay in business (sur-
vival in effectiveness terms), the customer must be kept happy and satisfied.

Each of the criteria of effectiveness discussed above is significant. However, the one
element that executives now recognize as being perhaps the most crucial is quality.

For more than five decades, W. Edwards Deming and J. M. Juran have been recog-
nized as pioneers of quality.’” Deming is the most recognized guru of statistical qual-
ity control (SQC). He is the namesake of Japan’s most prestigious quality award, the
Deming Prize, created in 1951.

Juran is best known for his concept of total quality control (TQC). This is the ap-
plication of quality principles to all company programs, including satisfying internal
customers. In 1954 Juran first described his method in Japan. He became an impor-
tant inspiration to the Japanese because he applied quality to everyone from the top of
the firm to the clerical staff.

Today Asians, Europeans, Americans, Africans, and others who want to compete
on the international level have learned a lot about Deming’s, Juran’s, and other quality
improvement methods. Managers have learned that simply paying lip service to
quality and what it means is not enough. If managers are to be effective over the short
and long run, they must translate quality improvement into results: more satisfied
customers, a more involved workforce, better designed products, and more creative
approaches to solving problems. Competition is sparking a long overdue concern
about quality. In many organizations, quality is now the top priority in the short,
intermediate, and long run.®
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Mercedes-Benz has worked hard for years to restore its image once tarnished by re-
calls, defects, and failure. Once the highest-rated luxury automobile, Mercedes-Benz’s
quality and reputation problems included high-tech braking systems that failed and were
too complex to use, and transmission glitches. The ability to win back a reputation is dif-
ficult for any automaker. Defects and recalls indicate quality issues that sour consumers
for a long time, even as improvements are brought on line. Mercedes-Benz dropped to
14th in quality ratings of luxury cars. Major television and newspaper advertising cam-
paigns have attempted to polish the Mercedes-Benz image. The concerted effort to im-
prove has begun to show results; according to a recent J.D. Power and Associates Initial
Quality Survey, the 2008 Mercedes-Benz E-Class tied for first place in the midsize premium
car segment, and the 2008 S-Class ranked second in the large premium car segment.®

Productivity

As used here, productivity reflects the relationship between inputs (e.g., hours of work,
effort, use of equipment) and output (e.g., personal computers produced, customer
complaints handled, trucks loaded). The concept excludes any consideration of effi-
ciency, which is defined below. The measures of productivity, such as profit, sales,
market share, students graduated, patients released, documents processed, clients ser-
viced, and the like, depend upon the type of industry or institution that is being dis-
cussed. Every institution has outputs and inputs that need to be in alignment with the
organization’s mission and goals. These measures relate directly to the output con-
sumed by the organization’s customers and clients.

Efficiency

Efficiency is defined as the ratio of outputs to inputs. The short-run criterion focuses
attention on the entire input-process-output cycle, yet it emphasizes the input and
process elements. Among the measures of efficiency are rate of return on capital or
assets, unit cost, scrap and waste, downtime, occupancy rates, and cost per patient, per
student, or per client. Measures of efficiency inevitably must be in ratio terms; the
ratios of benefit to cost or to time are the general forms of these measures.

Satisfaction

The idea of the organization as a social system requires that some consideration be
given to the benefits received by its participants as well as by its customers and clients.
Satisfaction and morale are similar terms referring to the extent to which the organi-
zation meets the needs of employees. We use the term satisfaction to refer to this crite-
rion. Measures of satisfaction include employee attitudes, turnover, absenteeism,
tardiness, and grievances.

Adaptiveness

Adaptiveness is the extent to which the organization can and does respond to internal
and external changes. Adaptiveness in this context refers to management’s ability to
sense changes in the environment as well as changes within the organization itself. In-
effectiveness in achieving production, efficiency, and satisfaction can signal the need
to adapt managerial practices and policies. Or the environment may demand different
outputs or provide different inputs, thus necessitating change. To the extent that the
organization cannot or does not adapt, its survival is jeopardized.

Development

This criterion measures the ability of the organization to increase its capacity to deal with
environmental demands. An organization must invest in itself to increase its chances of
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YOU BE THE JUDGE COMMENT

RECEIVING FEEDBACK REGULARLY in financial packages, social and interpersonal opportuni-
Receiving feedback from employees about their jobs, feel- ties, skill development, and job characteristics. Feedback
ings, attitudes, preferences, and impressions is invaluable. from trusted sources can result in noticeable changes and
The feedback can be used to make specific modifications improvement.

survival in the long run. The usual development efforts are training programs for
managerial and nonmanagerial personnel. More recently the range of organizational
development has expanded to include a number of psychological and sociological
approaches.

Time considerations enable you to evaluate effectiveness in the short, intermediate,
and long run. For example, you could evaluate a particular organization as effective in
terms of production, satisfaction, and efficiency criteria but as ineffective in terms of
adaptiveness and development. A manufacturer of buggy whips may be optimally ef-
fective because it can produce buggy whips better and faster than any other producer
in the short run but still have little chance of survival because no one wants to buy its
products. Thus, maintaining optimal balance means, in part, balancing the organiza-
tion’s performance over time.

Introducing the time dimension into a discussion of effectiveness enables us to un-
derstand the work of managers in organizations. The basic job of managers is to iden-
tify and influence the causes of individual, group, and organizational effectiveness
in the short, intermediate, and long run. Reviewing, evaluating, and modifying a
manager’s roles and responsibilities with time, effectiveness, and a systems perspective
is how the book will evolve.

Summary of

Key Points

* The key to an organization’s success is the institution’s human resources. Organiza-
tions need human resources that work hard, think creatively, and perform excel-
lently. Rewarding, encouraging, and nurturing the human resources in a timely and
meaningful manner is required.

* A number of contributing disciplines stand out such as psychology, sociology, and
cultural anthropology.

* The behavior of employees is the key to achieving effectiveness. People behave in
many predictable and unpredictable ways. Each person has a unique behavioral
pattern. Managers must observe, respond to, and cope with the array of behavior
patterns displayed by employees.

* The “effect” is the behavior or reaction of a person who is being observed. Indi-
viduals who are being observed are likely to react in a nonroutine way because they
are being watched or are a part of an experiment.

«  Employers and employees enter into psychological contracts. The employer believes
that no worker is guaranteed a lifelong job or pay raise. If the worker’s performance
is good and profit is earned, then employment continues and pay raises are pro-
vided. Employees today believe that employers should be honest, concerned about
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their families, and interested in their overall health. These assumptions are the basis
of what is called the new psychological agreement.

« Systems theory is used to integrate organizational effectiveness and time. Two main
conclusions of systems theory are: (1) effectiveness criteria (e.g., productivity, qual-
ity, adaptiveness) must reflect the entire input-process-output cycle; and (2) effec-
tiveness criteria must reflect the interrelationships between the organization and
its outside environment. The organization is simply an element or part of a larger
system, the environment.

Review and 1. Why are managers so necessary in organizations?
Discussion 2. Some of the value principles of Levi Strauss are based on diversity, ethical prac-
s tices, and empowerment. How does management expect them to be demonstrated

on the job?

3. What knowledge about human behavior in the workplace was discovered during
the Hawthorne studies?

4. How is the increasing globalization of organizations impacting the study of ap-
plied organizational behavior?

5. How would you determine whether a large public hospital in your city (commu-
nity or regional) is effective?

6. In today’s fast-paced, global, and technological environment, it is important for
an organization of any size to be adaptive. How do firms such as Facebook,
Google, and Apple adapt?

7. What abilities will managers need to be successful in the 215 century? Which of
these abilities do you have now? How do you plan to acquire the others?

8. The psychological contract between workers and employers specifies what each
expects to give and receive from the other. What can you offer an employer, and
what do you expect in return?

9. As a manager, what type of quality improvement results should you strive for to
achieve success over both the short and long run?

10. What are five things that you, as a manager, can do to lead the way to higher levels
of effectiveness?

Exercise 1.1: Initial View of Organizational Behavior

Now that you have completed Chapter 1, which sets
the tone for the book Organizational Behavior and
Management, complete the following exercise. This
should be used as your beginning baseline assump-
tions, opinions, and understanding of organizational
behavior. Once you have completed the course

(book), we will take another look at your assump-
tions, opinions, and understanding.

This exercise contains 20 pairs of statements
about organizational behavior. For each pair, circle
the letter preceding the statement that you think is
most accurate. Circle only one letter in each pair.



Reality Check

Now how much do you know about organizations?

6. Deming and Juran are considered world-class experts on

a. organizations

b. quality

¢. mathematics

d. business planning

1. Psychology has made a major contribution to organizational behavior, especially at what level of

analysis?

a. System

b. Team

¢. Individual
d. QOrganization

8. A crucial time-based, long-run criteria of effectiveness is

a. efficiency
b. satisfaction
c. costs

d. survival

9. The field of organizational behavior considers

research.

a. costfactors

b. scientific method
c. board of examiners
d. forensic accounting

to be crucial for conducting

10. Who first expressed a philosophy of the scientific manager?

a. Joseph Juran

b. Henri Fayol

c. Frederick W. Taylor
d. Joseph Wharton

REALITY CHECK ANSWERS

Before

After

1.b 2.¢ 3.a 4.¢ 5.¢
Number Correct

6.b 7.¢c 8d 9.b
Number Correct

10. ¢

After you have circled the letter, indicate how
certain you are of your choice by writing 1, 2, 3, or
4 on the line following each item according to the
following procedure.

* Place a “1” if you are very uncertain that your
choice is correct.

e Place a “2” if you are somewhat uncertain that
y
your choice is correct.

* Place a “3” if you are somewhat certain that your
choice is correct.
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* Place a “4” if you are very certain that your choice
is correct.

Do not skip any pairs.

1. a. A supervisor is well advised to treat, as much
as possible, all members of his/her group
exactly the same way.

b. A supervisor is well advised to adjust his/her
behavior according to the unique characteris-
tics of the members of his/her group.



. Generally speaking, individual motivation
is greatest if the person has set goals for
himself/herself that are difficult to achieve.

. Generally speaking, individual motivation is
greatest if the person has set goals for him-
self/herself that are easy to achieve.

. A major reason organizations are not
as productive as they could be these days
is that managers are too concerned with
managing the work group rather than the
individual.

. A major reason organizations are not as
productive as they could be these days is
that managers are too concerned with man-
aging the individual rather than the work
group.

. Supervisors who, sometime before becom-
ing a supervisor, have performed the job of
the people they are currently supervising
are apt to be more effective supervisors
than those who have never performed that
particular job.

. Supervisors who, sometime before becom-
ing a supervisor, have performed the job of
the people they are currently supervising are
apt to be less effective supervisors than
those who have never performed that par-
ticular job.

. On almost every matter relevant to the work,
managers are well advised to be completely
honest and open with their subordinates.

. There are very few matters in the workplace
where managers are well advised to be
completely honest and open with their
subordinates.

. One’s need for power is a better predictor of
managerial advancement than one’s motiva-
tion to do the work well.

. One’s motivation to do the work well is a
better predictor of managerial advancement
than one’s need for power.

. When people fail at something, they try
harder the next time.

. When people fail at something, they quit
trying.

. Performing well as a manager depends most
on how much education you have.
. Performing well as a manager depends most
on how much experience you have.

10.

11.

12.

13.

14.

15.

16.

17.

18.

19.

]

. Leaders are made, not born.
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The most effective leaders are those who give
more emphasis to getting the work done than
they do to relating to people.

The most effective leaders are those who give
more emphasis to relating to people than
they do to getting the work done.

It is very important for a leader to “stick to
his/her guns.”

It is not very important for a leader to “stick
to his/her guns.”

Pay is the most important factor in determin-
ing how hard people work.

The nature of the task people are doing is the
most important factor in determining how
hard people work.

Pay is the most important factor in determin-
ing how satisfied people are at work.

The nature of the task people are doing is the
most important factor in determining how
satisfied people are at work.

Generally speaking, it is correct to say that a
person’s attitudes cause his/her behavior.
Generally speaking, it is correct to say that a
person’s attitudes are primarily rationaliza-
tions for his/her behavior.

Satisfied workers produce more than work-
ers who are not satisfied.

Satisfied workers produce no more than
workers who are not satisfied.

The notion that most semiskilled workers de-
sire work that is interesting and meaningful
is most likely incorrect.

The notion that most semiskilled workers de-
sire work that is interesting and meaningful
is most likely correct.

People welcome change for the better.
Even if change is for the better, people will
resist it.

Leaders are born, not made.

a. Groups make better decisions than

individuals.
Individuals make better decisions than
groups.

The statement, “A manager’s authority needs
to be commensurate with his/her responsibil-
ity” is, practically speaking, a very meaningful
statement.
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b. The statement, “A manager’s authority needs
to be commensurate with his/her responsibil-
ity” is, practically speaking, a very meaning-
less statement.

20. a. A major reason for the relative decline in
North American productivity is that the
division of labor and job specialization have
gone too far.

b. A major reason for the relative decline in
North American productivity is that the divi-
sion of labor and job specialization have not
been carried far enough.

Source: Adapted from Robert Weinberg and Walter Nord, “Coping
with ‘It's All Common Sense’,” Exchange: The Organizational Behav-
ior Teaching Journal 7, no. 2 (1982), pp. 29-32. Used with permission.

Case 1.1: Drexler’s World Famous Bar-B-Que

Change seems to be a fact of life, yet in Texas some
things remain the same, such as people’s love for
Texas-style barbecue. As you drive from Houston to
Waco, for example, you will see many roadside
stands asking you to stop by and sample different
forms of bbq or bar-b-q (the tastes vary as much as
the spellings, and both are often inspired). In the
cities, there are many restaurants, several of them
large chains that compete with smaller, neighbor-
hood businesses for the barbecue portion of indi-
viduals’ dining out budgets.

Survival can sometimes depend on the restau-
rant’s ability to identify and capitalize on “windows
of opportunity.” Small businesses are presumed to
be more flexible, having the ability to react more
quickly to changes when they occur, but the risk is
also greater for them than for large organizations,
which can more easily absorb losses. Although there
may be differences in scale, an important question
for all organizations is whether they have the will-
ingness and the ability to take advantage of oppor-
tunities as they arise.

Drexler’s World Famous Bar-B-Que is located in
an area of Houston called the Third Ward—an eco-
nomically disadvantaged neighborhood not far from
downtown—and has been in the family “almost for-
ever.” The restaurant relocated in 2003 to a 13,000-
square-foot location. It now features its traditional
fare and more healthy menu items.

Source: Edits, additions, and updates were provided by the authors
of this text. Case was originally written by Forrest F. Aven, Jr.,
University of Houston—-Downtown and V. Jean Ramsey, Texas
Southern University.

The restaurant’s history began in the late 1940s,
when a great-uncle of the present owners operated
the establishment as Burney’s BBQ. He died in the
late 1950s, and an uncle of the present owners took
the restaurant over and, because of a leasing ar-
rangement with another popular barbecue restau-
rant in southwest Houston, changed the name of
the restaurant to Green’s Barbecue. In the 1970s,
12-year-old James Drexler began working with his
uncle and learned the secrets of the old family reci-
pes for the barbecue beef, chicken, and sausage. He
learned the business “from the ground up.” In 1982,
when his uncle died, James and his mother took
over the business, ended the leasing arrangement,
and, in 1985, renamed it Drexler’s Bar-B-Que.

Drexler’s continues to be a “family affair,” but
there has been increased specialization in tasks as the
business has grown. James Drexler continues to do all
the meat preparation; his mother, Eunice Scott, han-
dles the other food preparation (the “standard fare”
is potato salad, coleslaw, barbecue beans, and slices
of white bread); and his sister, Virginia Scott, man-
ages the “front operations”—customer orders and
the cash register. There are only two or three other
full-time employees, although sometimes during the
summer a couple of nephews work part-time.

Drexler’s is a family business with strong underly-
ing values. It is in the neighborhood and is of the
neighborhood. Despite the success of the business
and the increased patronage of individuals from
other parts of the city (many of whom previously
had few occasions to do more than drive through
the Third Ward), the Drexlers have never considered
moving from their original location. The current



head of the family, Mrs. Scott, influences the culture
of the organization, and the values underpinning it.
Her values of honesty, hard work, and treating peo-
ple fairly and with respect—and her faith in God—
permeate the atmosphere and operations of Drexler’s.
She moves through the restaurant inquiring about
individual needs—equally for longtime customers
and new ones—and always with a smile and warm
greeting for all. She is there every day the restau-
rant is open and holds the same set of high stan-
dards for herself as she does for others who work
in the restaurant.

Values also get played out in the way in which
Drexler’s Bar-B-Que “gives back to” the surround-
ing African-American community. For many years,
Drexler’s has sponsored a softball team and a local
Boy Scout troop. Youths from the neighborhood
have opportunities to go camping and visit a local
amusement park because the family believes that a
business is obligated to aggressively seek out oppor-
tunities to help others.

In some ways it would appear that Drexler’s is not
very flexible or adaptable. The restaurant closes at
6:00 p.m., and is not open Sundays and Mondays. The
menu has remained the same for many years. Drexler’s
has always been well known in Houston’s African-
American community, especially in the southwest
portion of the city. Regular customers have fre-
quented the restaurant for many years, and a suc-
cessful catering business has also developed.
Business has improved every year. During the early
1990s, the business had grown to a point where the
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small, somewhat ramshackle, restaurant could no
longer meet the demand—there simply were not
enough tables or space. So the decision was made in
1994 to close the business for six months, raze the
building, and rebuild a new and modern restaurant
(with additional space attached for future expansion
into related, and unrelated, businesses by other
family members). It was a good decision—upon re-
opening, business doubled.

Eunice Scott has two sons, James and Clyde Drex-
ler. James is the co-owner of the restaurant, and
Clyde is an ex-NBA player. Clyde was popular in the
city, having played collegiate basketball at the Uni-
versity of Houston. He had been a very successful
member of the Portland and Houston NBA teams,
playing on several all-star teams, in two NBA cham-
pionships, and on the original Dream Team that sent
NBA players to the 1992 Summer Olympics.

Since his retirement from basketball, Clyde has
become more involved in the day-to-day operations
of the restaurant. The restaurant is adorned with
memorabilia from his playing days with the Univer-
sity of Houston Cougars, the Portland Trailblazers,
and the Houston Rockets.

Questions

1. What role do values play in how Drexler’s Bar-B-
Que interacts with its neighbors and customers?

2. Is Drexler’s an effective organization? Why?

3. Apply the systems model to illustrate how Drexler’s
Bar-B-Que operates within its environment.






CHAPTER TWO

national culture

The sum total of the
beliefs, rituals, rules,
customs, artifacts, and
institutions that char-
acterize the population
of the nation.

Organizational
Culture

Learning Objectives

After completing Chapter 2, you should be ¢ Describe the relationship between a
able to: society’s culture and organizational culture.
e Explain why valuing diversity has become

* Define the terms organizational culture, i ) ]
an important leadership requirement.

socialization, and career.
 |dentify specific practices and programs

used by organizations to facilitate
socialization.

e Explain why it is too simplistic to assume
that managers can state that they are
creating a firm’'s culture.

Society is composed of people and their culture. Anthropologists often use the term
sociocultural. They propose that a national culture is learned, it is shared, and it de-
fines the boundaries of different groups and various aspects of national culture (e.g.,
aesthetics, religion, attitudes, legal factors, language, and education) that are interre-
lated.! Thus, a national culture is the sum total of the beliefs, rituals, rules, customs,
artifacts, and institutions that characterize the population of the nation.

Nation states such as Canada, Russia, the United States, and India are created po-
litically. They usually contain more than one culture. For example, Canada’s popula-
tion is comprised of several cultures—Anglo, Quebecers (French-speaking), Asian,
African, Arab, and Amerindian. Iraq consists of Kurds and Arab cultural groups—
Shiites and Sunnis (different sects of the Islam religion).?

The values, norms, customs, and rituals of cultures do not simply appear. They
take an evolutionary course and are influenced by politics, religion, language, and
other cultural aspects. Individuals and groups in the society play a role in the course
that a culture takes over time.

A nation’s culture and subcultures (less dominant) affect how organizational trans-
actions are conducted (e.g., marketing, hiring practices, reward programs, supervisor—
employee interactions, use of technology). Knowledge, respect, and flexibility for
coping with national culture differences have become important factors for managers
to consider in their plans. Learning to operate in a world influenced by national cul-
ture differences is becoming a mandatory requirement for effective management. It is
important for managers to understand both the national culture and various organi-
zational culture characteristics.’

When a person moves from one firm to another or even from one department to
another in the same firm, he or she senses and experiences differences between the
environments. Attempting to adjust to these different environments involves learning
new values, processing information in new ways, and working within an established set
of norms, customs, and rituals. The adaptation to new environments is becoming a
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Reality Check

How much you know about culture?

1. An organization (also a smaller unit such as a department) has how many cultural layers?
a. One
b. Two
c. Three
d. Four

2. What process should a manager be familiar with in terms of transmitting cultural signals?
a. Reorganization
b. Delegation
c. Reverse engineering
d. Socialization
3. Which of Hofstede’s cultural dimensions was identified as a result of a collaboration with Chinese
researchers?
a. Individualism
b. Long-term orientation
c. Power distance
d. Uncertainty avoidance
4. True or false: Workplace spirituality is considered to be the same as religion.
a. True
b. False
5. A country with a high level of uncertainty avoidance is
a. France
b. the United States
c. Japan
d. China

common occurrence and is likely to remain so well into the 21st century. Although
adaptation is difficult, it can be better understood by learning about organizational
culture.*

Culture and Societal Value Systems )

values

The guidelines and be-
liefs that a person uses
when confronted with
a situation in which a
choice must be made.
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Organizations are able to operate efficiently only when shared values exist among the
employees. Values are the conscious, affective desires or wants of people that guide
behavior. An individual’s personal values guide behavior on and off the job. If a per-
son’s set of values is important, it will guide the person and also enable the person to
behave consistently across situations.

Values are a society’s ideas about what is right or wrong, such as the belief that
hurting someone physically is immoral. Values are passed from one generation to the
next and are communicated through education systems, religion, families, communi-
ties, and organizations.’

One useful framework for understanding the importance of values in organizational
behavior is provided by Hofstede. The result of his research on 116,000 people in
50 countries has been a four—value dimension framework.® From this initial research,
Hofstede identified four value dimensions by which cultures can differ: (1) power
distance, (2) uncertainty avoidance, (3) individualism, and (4) masculinity. A fifth
dimension, long-term orientation, was added as a result of subsequent research.
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Power distance is the level of acceptance by a society of the unequal distribution of
power in organizations. The extent to which unequal power is accepted by subordi-
nates in organizations differs across countries. In countries in which people display
high power distance (e.g., Malaysia), employees acknowledge the boss’s authority and
typically follow the chain of command. This respectful response results, predictably, in
more centralized authority and structure. In countries where people display low power
distance (e.g., Denmark), superiors and subordinates are likely to regard one another
as equal in power, resulting in a more decentralized and less rigid management struc-
ture and style.

The concept of uncertainty avoidance refers to the extent to which people in a soci-
ety feel threatened by ambiguous situations. Countries with a high level of uncertainty
avoidance (e.g., Japan) tend to have specific rules, laws, and procedures. Managers in
these countries tend to have a propensity for low-risk decision making, and employees
exhibit little aggressiveness. In countries with lower levels of uncertainty avoidance
(e.g, Great Britain), organizational activities are less formal, more risk taking occurs,
and there is high job mobility.

Individualism refers to the tendency of people to fend for themselves and their fam-
ily. In countries that value individualism (e.g., the United States), individual initiative
and achievement are highly valued and the relationship of the individual with organi-
zations is one of independence.

In countries such as Pakistan, where low individualism exists, one finds tight social
frameworks and emotional dependence on belonging to the organization. These coun-
tries emphasize collectivism. Japan is a collectivist country in which the will of the
group rather than the individual predominates. Collectivist societies value harmony,
whereas individualistic cultures value self-respect and autonomy.

Masculinity refers to the presence of traditionally “masculine” values—assertiveness
and materialism. In comparison, femininity emphasizes “feminine” values—a concern
for relationships and the quality of life. In highly masculine societies (e.g., Austria), one
finds considerable job stress and conflict between the job and family roles. In countries
with low masculinity (e.g., Switzerland), one finds less conflict and stress.

Several years after Hofstede’s original research was conducted, Chinese scholars
identified a fifth cultural dimension. They administered the Chinese Value Survey
(CVY) to Chinese students in 22 countries across five continents. Long-term orienta-
tion, the dimension identified, is defined as the degree to which members of a given
culture value persistence, thrift (savings), and order in relationships.” It has been ar-
gued that cultures with a long-term orientation are more likely to experience stronger
economic growth and entrepreneurial activity. The opposite pole of this dimension,
short-term orientation, is when a culture values respect for tradition, the exchange of
favors and gifts, protecting one’s “face” (i.e., avoiding shame), and steadiness and
stability.® Both poles of this dimension can be traced to the teachings of the Chinese
philosopher, Confucius; however, this dimension also applies to non-Confucian-
influenced countries.’

The results of Hofstede’s research are shown in what he calls maps of the world.
The maps reveal at a glance the similarities and differences in work values across
nations. Exhibit 2.1 presents a sample of Hofstede’s research findings. The five cul-
tural value dimensions are interdependent and complex.!® Consequently, the effects of
values on workplace productivity, attitudes, and effectiveness are difficult to deter-
mine. Managers must be cautious about grossly overgeneralizing. For example, not all
Americans value individualism, masculinity, a low power distance, and moderate un-
certainty avoidance.
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GLOBE project

A large international
research project that
analyzed data on 62
cultures to identify
and understand man-
agers’ perceptions of
cultural practices and
values from their home
countries.

EXHIBIT 2.1 Sample of Hofstede’s Research on Cultural Values

Sources: Adapted from www.geert-hofstede.com/hofstede_dimensions.php (accessed July 8, 2009); and Geert Hofstede and
Michael Harris Bond, “The Confucius Connection: From Cultural Roots to Economic Growth,” Organizational Dynamics 16,
no. 4 (1988), pp. 4-21.

Hofstede Dimension High Medium Low
Individualism United States Austria Indonesia
Power distance Malaysia Italy Israel
Uncertainty avoidance Argentina Australia Hong Kong
Masculinity Japan Brazil Sweden
Long-term orientation China Netherlands Philippines

A society’s values have an impact on organizational values because of the interactive
nature of work, leisure, family, and community.!! American culture has historically
given work a central place in the constellation of values. Work remains a source of self-
respect and material reward in the United States. Work also serves as a place to achieve
personal growth and fulfillment. As the demographics and makeup of the workforce
become more culturally diverse, it will become extremely important for managers to
learn about the value system and orientations of the changing workforce.'?> Does the
value mix change or is it different for African-Americans, Mexican-Americans, immi-
grants, physically challenged workers, and others who are increasing in numbers in the
society and in the workforce? This is a question that Hofstede’s research, new research,
and extensive analysis and debate will need to cover more thoroughly in the next few
decades. Hofstede’s research has inspired other major international research projects.
One project in particular has provided additional insight into how culture influences
work values, leadership, and behavior in organizations around the world.

The Global Leadership and Organizational Behavior Effectiveness (GLOBE) project,
conceived by Robert House of the University of Pennsylvania, is a large international
research project involving 150 researchers who have collected data from more than
17,000 managers from 62 cultures.!> One of the goals of this large-scale study is to
identify and understand managers’ perceptions of cultural practices and values in
their respective countries. In other words, the research aims at understanding which
cultural variables influence leaders and organizational cultures in different countries.'
Most of the researchers involved are from the host countries in which data are col-
lected, so they have expertise in the culture, language(s), and so on. Also, the GLOBE
project is ongoing in that researchers continue to collect data and publish interesting
research findings.

As can be seen in Exhibit 2.1, the Globe project classified cultures based on their
scores on the following nine cultural dimensions: !>

1. Uncertainty avoidance: The degree to which members of a society or organization
use rules, regulations, and social norms to avoid uncertainty or unpredictable fu-
ture events.

2. Power distance: The extent to which a society accepts unequal distribution of
power.

3. Societal collectivism: The extent to which an organization encourages and rewards
group outcomes as opposed to employees pursuing individual goals.

4. In-group collectivism: The degree to which individuals express loyalty, pride, and
cohesiveness in their organizations and families.
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EXHIBIT 2.2  Cultural Comparisons of Three Country Clusters from the GLOBE Project

Sources: Adapted from Mansour Javidan, Peter W. Dorfman, Mary Sully de Luque, and Robert J. House, “In the Eye of the Beholder: Cross Cultural Lessons in

Leadership from Project GLOBE,”

* The Academy of Management Perspectives 20, no. 1 (2006), pp. 67-90; Mansour Javidan, Gunter K. Stahl, Felix Brodbeck, and

Celeste PM. Wilderom, “Cross-Border Transfer of Knowledge: Cultural Lessons from Project GLOBE,” Academy of Management Executive 19, no. 2 (2005),
pp- 59-76; and Robert J. House, Paul J. Hanges, Mansour Javidan, Peter W. Dorfman, and Vipin Gupta, eds., Culture, Leadership, and Organizations: The GLOBE
Study of 62 Societies (Thousand Oaks, CA: Sage, 2004).

Cultural Dimensions

Power distance
In-group collectivism
Institutional collectivism
Uncertainty avoidance
Future orientation
Gender egalitarianism
Assertiveness

Humane orientation
Performance orientation

Anglo Cluster* Confucian Cluster' Latin European Cluster*
Medium-high High High

Medium High Medium-high

Medium Medium-high Medium

Medium Medium Medium

Medium Medium Medium

Medium-low Medium-low Medium-low

Medium Medium Medium

Medium Medium Medium

Medium Medium-high Medium

*Anglo cluster: Australia, Canada,

Ireland, New Zealand, South Africa, United States, and United Kingdom.

fConfucian cluster: China, Hong Kong, Japan, Korea, Singapore, and Taiwan.
Latin European cluster: France, Switzerland, Israel, Italy, Portugal, and Spain.

5. Gender egalitarianism: The extent to which an organization avoids gender discrimi-
nation and role inequities.

6. Assertiveness: The degree to which members of organizations are aggressive and
confrontational in social relationships.

7. Future orientation: The extent to which members of a society plan, invest in the
future, and delay immediate gratification.

8. Performance orientation: The degree to which individuals in a society are rewarded
for performance improvement and excellence.

9. Humane orientation: The degree to which individuals in an organization are re-
warded for being friendly, altruistic, fair, caring, and kind to others.

Based on the data, countries receive an average score on each of the aforementioned
nine cultural dimensions. For example, Russia scored high on power distance, Singa-
pore scored low on humane orientation, and China scored high on gender differentia-
tion and in-group collectivism.'® Managers can also use the GLOBE data to cluster
countries based on similar cultural values. Exhibit 2.2 compares the scores of three
clusters of countries—Anglo, Confucian, and Latin European—on the nine cultural
values in the GLOBE project. This gives expatriates who are not familiar with these
cultures a research-based “starting point” on how members from these cultural clus-
ters are likely to behave. The GLOBE project, although still a work in progress, is a
comprehensive and valid resource for improving our understanding of the similarities
and differences between cultures around the world.

Based on their studies and review of the literature, scholars such as Hofstede and
House and colleagues believe that managers’ national origin significantly affects
their views and style of managing. Just as there’s an American bias in some manage-
rial approaches, there’s a Brazilian, Japanese, or Indian bias in other management
practices. No nation, group of managers, or set of researchers is perfectly free of
any bias or ethnocentric tendencies. Cross-cultural understanding will come about
only if managers and researchers are willing to increase their global perspectives
and knowledge bases about diverse groups of employees. Global approaches to
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managing organizational behavior will eventually become a top priority around the
world. The era of domestically bound approaches to managing what occurs in
organizations is ending.

Organizational

Culture )

When people walk into the Broadmoor Hotel in Colorado Springs, the Breakers Hotel
in West Palm Beach, or the Four Seasons Resort in Carlsbad, they sense a certain at-
mosphere, feeling, and style. These hotels have a personality, a charm, a feel. They
have a cultural anchor that influences the way employees interact with guests and how
these guests respond to the treatment they receive. Although culture can’t be seen, it
can be sensed or felt through employees’ attitudes, emotions, and perceptions.

McDonald’s, for instance, gives off a powerful cultural message.!” The 13,000 res-
taurants in the McDonald’s network all pay attention to quality, service, and cleanli-
ness. Ray Kroc, the founder, instilled these cultural anchors at McDonald’s. He had a
significant influence on what McDonald’s stands for throughout the world from Tokyo
to Chicago to Moscow. Kroc projected his vision and his openness about what
McDonald’s would be to customers. He gave McDonald’s a purpose, goals, and a cul-
tural base from which to operate.

So whether the discussion focuses on a grand hotel that exudes luxury or a
McDonald’s restaurant that projects its founder’s vision of the business, culture is a part
of organizational life that influences the behavior, attitudes, and overall effectiveness of
employees.

Organizational Culture Defined

Despite being an important concept, organizational culture as a perspective to under-
stand the behavior of individuals and groups within organizations has its limitations.
First, it is not the only way to view organizations. We have already discussed the sys-
tems view without even mentioning culture. Second, like so many concepts, organiza-
tional culture is not defined the same way by any two popular theorists or researchers.
Some of the definitions of culture are as follows:

« Symbols, language, ideologies, rituals, and myths.!8
* Organizational scripts derived from the personal scripts of the organization’s
founder(s) or dominant leader(s).

+ Is aproduct; is historical; is based upon symbols; and is an abstraction from behav-
ior and the products of behavior."”

Organizational culture is what the employees perceive and how this perception cre-
ates a pattern of beliefs, values, and expectations. Edgar Schein defined organization
culture as:

A pattern of basic assumptions—invented, discovered, or developed by a given group as
it learns to cope with the problems of external adaptation and internal integration—that
has worked well enough to be considered valid and, therefore, to be taught to new mem-
bers as the correct way to perceive, think, and feel in relation to those problems.?

The Schein definition points out that culture involves assumptions, adaptations,
perceptions, and learning. He further contends that an organization’s culture such as
that of the Walt Disney Co., JCPenney, or IBM has three layers. Layer one includes
artifacts and creations that are visible but often not interpretable. An annual report, a



EXHIBIT 2.3
Schein’s Three-Layer
Organizational Model

Sources: Adapted from

E.H. Schein, Organizational
Culture and Leadership,3™ ed.
(San Francisco: Jossey-Bass,
2004); and E.H. Schein,
“Does Japanese Management
Style Have a Message for
American Managers?” Sloan
Management Review, Fall

1981, p. 64.
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newsletter, wall dividers between workers, and furnishings are examples of artifacts
and creations. At layer two are values or the things that are important to people. Val-
ues are conscious, affective desires or wants. In layer three are the basic assumptions
people make that guide their behavior. Included in this layer are assumptions that tell
individuals how to perceive, think about, and feel about work, performance goals, hu-
man relationships, and the performance of colleagues. Exhibit 2.3 presents the Schein
three-layer model of organizational culture.

Asking Twitter or IKEA employees about their firm’s organizational culture is not
likely to reveal much. A person’s feelings and perceptions are usually kept at the sub-
conscious level. The feelings one has about a stay at Motel 6 or a stay at the Breakers
Hotel are often difficult to express. The culture of a firm can be inferred by looking at
those aspects that are perceptible. For example, four specific manifestations of culture
at Disney are shared things (wearing the Disney uniform to fit the attraction), shared
sayings (a “Mickey” is a compliment for doing a good job), shared behavior (smiling
at customers and being polite), and shared feelings (taking pride in working at
Disney). Such a pervasive culture is even more impressive when considering that
Disney World in Florida employs over 58,000 workers with an annual payroll of
$1.1 billion; making it the “largest single-site employer in America.”?!
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Organizational Culture and Its Effects

Since organizational culture involves shared expectations, values, and attitudes, it ex-
erts influence on individuals, groups, and organizational processes. For example, mem-
bers are influenced to be good citizens and to go along. Thus, if quality customer
service is important in the culture, then individuals are expected to adopt this behav-
ior, and if adhering to a specific set of procedures in dealing with customers is the
norm, then this type of behavior would be expected, recognized, and rewarded.

Researchers who have studied the impact of culture on employees indicate that it
provides and encourages a form of stability.?> Organizational identity provided by an
organization’s culture instills a feeling of stability. Disney is able to attract, develop,
and retain top-quality employees because of the firm’s stability and the pride of iden-
tity that go with being a part of the Disney team.

It has become useful to differentiate between strong and weak cultures.>® A strong
culture is characterized by employees sharing core values and agreeing to the way
things should be done within the organization. The more employees share and accept
the core values, the stronger the culture is and the more influential it is on behavior.
Religious organizations and cults may be said to have strong cultures. Toyota and
other Japanese firms have strong, influential cultures. Weak cultures are those in which
members of the organization do not share a core set of values, and as such, they are
less likely to perform tasks in a manner that is consistent across the organization.

An American firm with a famously strong and influential culture is Southwest Airlines.
Herb Kelleher, one of the founders and now the former CEO, is largely responsible for
the strong culture. Along with Roland King, Kelleher rather impulsively decided to start
an airline in 1971.* Kelleher helped create a culture of commitment by pitching in to
help employees as he traveled around doing business. Stories about Kelleher’s pitching in
are, even after his departure, still legendary at Southwest. One story tells of how Kelleher
sat next to mail-room employees through one night and later into the morning doing the
same work they did. He would often get off a plane, go to the baggage center, and pitch
in handling bags. The day before Thanksgiving one year, which is the busiest airline travel
day, Kelleher worked in baggage all day despite a pouring rain.”> At Southwest today,
employees are hired if they possess the company’s core values, known as the “Southwest
Way.” These values consist of three important elements:?

1. The warrior spirit—that which a person needs to achieve excellence;
2. A servant’s heart—the tendency to put others’ needs before one’s own; and,

3. A fun-loving attitude—the ability to enjoy one’s work and maintain balance in
life.

Once the right people are hired, Southwest will train them how to do their jobs; this
approach is captured in the company’s motto: “Hire for attitude and train for skill.”?’

The closeness of the employees at Southwest is expressed as having fun and work-
ing hard. One researcher who studied the airline concluded:

The atmosphere at Southwest Airlines shows that having fun is a value that pervades
every part of the organization. Joking, cajoling, and prank-pulling at Southwest Airlines
are representative of the special relationships that exist among the employees in

the company.?®

At Southwest, fun involves flight attendants singing the safety instructions to
passengers and pilots telling jokes over the PA system. On some flights, attendants
don masks of cartoon characters and entertain the children and parents on flights.
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Johnson & Johnson, Our Credo

We believe our first responsibility is to the doctors, nurses, and
patients, to mothers and fathers and all others who use our prod-
ucts and services. In meeting their needs, everything we do must
be of high quality. We must constantly strive to reduce our costin
order to maintain reasonable prices. Customers’ orders must be
serviced promptly and accurately. Our suppliers and distributors
must have an opportunity to make a fair profit.

We are responsible to our employees, the men and women
who work with us throughout the world. Everyone must be con-
sidered as an individual. We must respect their dignity and
recognize their merit. They must have a sense of security in their
jobs. Compensation must be fair and adequate, and working con-
ditions clean, orderly, and safe. We must be mindful of ways to
help other employees fulfill their family responsibilities. Employ-
ees must feel free to make suggestions and complaints. There
must be equal opportunity for employment, development, and
advancement for those qualified. We must provide competent
management, and their actions must be just and ethical.

The Body Shop

Against Animal Testing:

We have never, and will never, test our cosmetic products on
animals.

Support Community Trade:
We believe that all people have a right to a fair wage and to be
treated with respect.

Activate Self-Esteem:
To us, beauty is a feeling, a natural way of being where charac-
ter, self-esteem and humor are freely expressed and celebrated.

Defend Human Rights:
We've always seen ourselves as a lot more than just a beauty
company. For years, we've campaigned against injustices, stood

up for the vulnerable and spoken out for those without a voice of
their own.

Protect Our Planet:

We are continually seeking out renewable resources, sustain-
able raw ingredients, and better ways of protecting rainforests
and preserving the natural balance of the world that we live in.

Medtronic, Our Mission
To contribute to human welfare by application of hiomedical
engineering in the research, design, manufacture and sale of
instruments or appliances that alleviate pain, restore health,
and extend life.

To direct our growth in the areas of hiomedical engineer-
ing where we display maximum strength and ability; to
gather people and facilities that tend to augment these
areas; to continuously build on these areas through
education and knowledge assimilation; to avoid participa-
tion in areas where we cannot make unique and worthy
contributions.

To strive without reserve for the greatest possible reliability
and quality in our products; to be recognized as a company
of dedication, honesty, integrity, and service.

To make a fair profit on current operations to meet our obli-
gations, sustain our growth, and reach our goals.

To recognize the personal worth of employees by providing
an employment framework that allows personal satisfaction
in work accomplished, security, advancement opportunity,
and means to share in the company's success.

To maintain good citizenship as a company.

Sources: See www.jnj.com, www.thebodyshop.com, and www.medtronic.
com (accessed July 8,2009). Also see Raymond E. Miles, Charles C. Snow,
John A. Mathews, Grant Miles, and Henry J. Coleman, Jr., “Organizing

in the Knowledge Age: Anticipating the Cellular Form,” The Academy of
Management Executive, November 1997, pp. 42—45.

Making customers feel comfortable and helping them laugh are considered impor-
tant at Southwest Airlines.?® The strong culture created by the founder has evolved
at Southwest Airlines and is perpetuated today by the employees. They make it a
distinct culture that influences everyone within the firm.

Popular best-selling books provide anecdotal evidence about the powerful influence
of culture on individuals, groups, and processes. Heroes and stories about firms are
interestingly portrayed.*® However, theoretically based and empirically valid research
on culture and its impact is still quite sketchy. Questions remain about the measures
used to assess culture, and definitional problems have not been resolved. Researchers
have also been unable to show that a specific culture contributes to positive effective-
ness in comparison to less effective firms with another cultural profile. Comparative
cultural studies are needed to better understand how culture impacts behavior.

43
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Creating Organizational Culture

Can a culture be created that influences behavior in the direction management desires?
This is an intriguing question. An attempt and an experiment to create a positive,
productive culture were conducted in a California electronics firm.3! Top managers
regularly met to establish the core values of the firm. A document was developed to
express the core values as: “paying attention to detail,” “doing it right the first time,”
“delivering defect-free products,” and “using open communications.” The document
of core values was circulated to middle-level managers who refined the statements.
Then the refined document was circulated to all employees as the set of guiding prin-
ciples of the firm.

An anthropologist was in the firm at the time working as a software trainer. He
insightfully analyzed what actually occurred. There was a gap between the management-
stated culture and the firm’s actual working conditions and practices. Quality problems
existed throughout the firm. There was also a strictly enforced chain of command and a
top-down-only communication system. The culture-creation experiment was too artifi-
cial and was not taken seriously by employees.

The consequences of creating a culture in the California electronics firm included
decreased morale, increased turnover, and a poorer financial performance. Ultimately,
the firm filed for bankruptcy and closed its doors.

The California electronics firm case points out that artificially imposing a culture
may be an exercise in futility and even counterproductive. Imposing a culture is often
met with resistance. It is difficult to simply create core values. Also, when a disparity
exists between reality and a stated set of values, employees become confused, irritated,
and skeptical. They also usually lack enthusiasm and respect when a false image is
portrayed. Creating a culture apparently doesn’t happen just because a group of intel-
ligent, well-intentioned managers meet and prepare a document.

Despite the inability of the managers of the California electronics firm to create a
productive culture, many leaders and founders of organizations believe they can
create specific types of organizational cultures, including those focusing on customer
service, ethical, and diversity cultures. Here are some examples of each type of
specific culture:

Customer-Service Culture

Founded in 1901 by John W. Nordstrom, a Swedish immigrant who settled in Seattle,
Nordstrom’s 100-year-old store culture rests on the principle that the customer should
be offered the best possible service, selection, quality, and value.3> The company relies
on experienced, acculturated “Nordies” to direct new employees on how to provide
superb customer service.®

Nordstrom’s unique approach to customer service is legendary in the retail industry:

* One customer fell in love with a particular pair of pleated burgundy slacks
that were on sale at the Nordstrom downtown Seattle store. Unfortunately, the
store was out of her size. The sales associate got cash from her department man-
ager, went to a competitor’s store across the street, bought the slacks at full price,
brought them back, and sold them to the customer at Nordstrom’s lower sales
price.

* A Nordstrom customer inadvertently left her airline ticket on a counter. The sales
associate tried to get the lost ticket problem solved by calling the airline. No luck.
She then hailed a cab, headed for the airport, and made a personal delivery to the
customer.
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The founder started Nordstrom’s commitment to customers, and today’s employ-
ees carry on this dedication. The Nordstrom Handbook for employees lists rules as
follows:

Rule #1:
Use your good judgment in all situations.
There will be no additional rules.

At Nordstrom the culture has evolved over time and is now embedded in the
cultural fabric of the firm. Rituals, history, humor, and common sense have resulted in
Nordstrom’s being recognized as a leader in how to treat customers. The culture rein-
forces this leadership role every single day.

Ethical Culture

Companies such as Johnson & Johnson, The Body Shop, and Medtronic have estab-
lished credos or missions based on values and ethical principles that serve to project to
others what they believe and to guide behavior. Research suggests that when ethics
codes such as these are developed and enforced within an organization, they have a
positive impact on job satisfaction, esprit de corps, and organizational commitment.3*
The Tylenol incident and Johnson & Johnson’s proactive, ethical response often serve
as a guide for other leaders and organizations that confront crises or difficult business
decisions that have ethical implications. The Organizational Encounter on page 43
presents excerpts of the credos of these three firms.

Diversity Culture

One organization that is consistently in the Top 50 Best Companies to Work for
Minorities is PepsiCo. Indra Nooyi, chief executive officer since 2006, leads this global
food and beverage company with over 198,000 employees in 200 countries and 2008
sales of $43 billion.*> Given that the firm markets products to a widely diverse set of
customers, PepsiCo believes its commitment to diversity makes it more competitive
and successful: “Diversity isn’t just the right thing to do. It’s the right thing to do for
our business. We’ve made it our commitment to make diversity and inclusion a way of
life at PepsiCo.” The company supports over 1,000 community organizations that pro-
mote diversity initiatives, develops long-term relationships with minority and female
suppliers, and creates an internal environment of inclusion for its minority and female
employees. The following is a sample of the current diversity initiatives underway at
PepsiCo:3*

* Executives are dedicated to managing diversity within operating divisions.

* Multiyear strategic plans and goals are aimed at diverse recruitment, improved
retention, and fostering a more inclusive culture.

* Annual performance reviews rate managers on inclusion-related goals.

» External diversity advisory boards advise senior management at PepsiCo on
diversity issues.

* Training is provided for employees to work in an inclusive environment.
* Networks are used to mentor and support diverse employees.
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supportive
organizational climate
The amount of
perceived support
employees receive
from their co-workers,
supervisor, and other
departments that helps
them successfully per-
form their job duties.

Cultures seem to evolve over time, as they have at McDonald’s, Disney, Nordstrom,
Johnson & Johnson, The Body Shop, Medtronic, and PepsiCo. Schein describes this
evolution as follows:

The culture that eventually evolves in a particular organization is ... a complex outcome
of external pressures, internal potentials, responses to critical events, and, probably, to
some unknown degree, chance factors that could not be predicted from a knowledge of
either the environment or the members.?’

There are also times when leaders attempt to create or maintain a positive culture
with the goal of increasing teamwork, information sharing, and employee morale.’
For example, Hewlett-Packard employees at the company’s Great Lake division
reported that they were experiencing “excessive pressure” and stress from their jobs.
The effects of this stress suppressed morale and contributed to a high turnover rate of
20 percent annually. The company decided to create a more positive and lower-stress
culture by encouraging employees to set three business and three personal goals each
year. When employees accomplished a personal goal (e.g., spending time with chil-
dren), fellow employees were asked to “cheer them on” and give them positive feed-
back for taking the time to do things that are important on a personal level. This
change in culture from “all work™ to “work hard, but stay balanced” seems to be help-
ing. Just two years into the program, productivity had been maintained (even though
employees worked fewer hours) and the turnover rate had decreased.?

Related to the concept of a positive culture is that of a supportive organizational
climate (SOC). SOC can be defined as the amount of perceived support employees
receive from their co-workers, supervisor, and other departments that helps them suc-
cessfully perform their job duties.*’ Although research has not consistently found a
direct link between SOC and individual performance, other research has reported that
organizations with an SOC are more likely to have employees that are satisfied with
their jobs and committed to the organization.*!

Influencing Culture Change )

Only a limited amount of research has been done on cultural change. The research
themes that discuss how to bring about significant change are these:

* Cultures are so elusive and hidden that they cannot be adequately diagnosed, man-
aged, or changed.

* Many leaders believe they can have a major impact on an already-established orga-
nizational culture, but such cultural change requires a major commitment of
resources and an influential and powerful leader.

* Because it takes difficult techniques, rare skills, and considerable time to under-
stand a culture and then additional time to change it, deliberate attempts at culture
change are not really practical.

* Cultures sustain people throughout periods of difficulty and serve to ward off anx-
iety. One of the ways they do this is by providing continuity and stability. Thus,
people will naturally resist change to a new culture.*?

These four views suggest that managers who are interested in producing cultural
changes face a daunting challenge. However, courageous managers can and do inter-
vene and alter their organization’s culture. Exhibit 2.4 presents a view of five interven-
tion points for managers to consider.*?



EXHIBIT 2.4
Changing Culture
Intervention Points

Source: Lisa A. Mainiero and
Cheryl L. Tromley, Developing
Managerial Skills in Organiza-
tional Behavior (Englewood
Cliffs, NJ: Prentice Hall, 1989),
p. 403.

socialization processes
The activities by which
an individual comes to
appreciate the values,
abilities, expected
behaviors, and social
knowledge essential
for assuming an
organizational role and
for participating as an
organization member.
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A considerable body of knowledge suggests that one of the most effective ways of
changing people’s beliefs and values is to first change their behavior (intervention 1).4
However, behavior change does not necessarily produce culture change unless supported
by justification. The California electronics example clearly illustrates this point. Behav-
ioral compliance does not mean cultural commitment. Managers must get employees
to see the inherent worth in behaving in a new way, that is, justify the new behavior
(intervention 2). Typically, managers use communications (intervention 3) to motivate
and justify the new behaviors. Cultural communications can include announcements,
memos, rituals, stories, dress, and various other forms of communications.

Another set of interventions includes the socialization of new members (interven-
tion 4) and the removal of existing members who deviate from the culture (interven-
tion 5). Each of these interventions must be done after performing careful diagnoses.
Although some individuals may not perfectly fit the firm’s culture, they may possess
exceptional skills and talents. Weeding out cultural misfits might be necessary, but it
should be done only after weighing the costs and benefits of losing talented perform-
ers who deviate from the core cultural value system.

Sustaining the Culture

)

person-organization fit
The extent to which a
person’s values and
personality are per-
ceived to fit the culture
of the organization.

Socialization is the process by which organizations bring new employees into their cul-
ture. There is a transmittal of values, assumptions, and attitudes from the older to the
new employees. Intervention 4 in Exhibit 2.4 emphasizes the compatibility or fit be-
tween the new employees and the culture. Referred to as person—organization (P0) fit, an
analysis of 25 research studies on the topic found that employees who fit well with an
organizational culture were more likely to be satisfied with their jobs, co-workers, and
supervisors; be more committed to the organization; and be less likely to quit.*
Socialization attempts to make this “fit” more comfortable by reducing incoming
employees’ uncertainty about their new jobs and roles for the benefit of both employ-
ees and the firm.
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EXHIBIT 25 A Model of the Process of Organizational Socialization

Sources: Adapted from Talya N. Bauer, Todd Bodner, Berrin Erdogan, Donald M. Truxillo, and Jennifer S. Tucker, “Newcomer Adjust-
ment during Organizational Socialization: A Meta-analytic Review of Antecedents, Outcomes, and Methods,” Journal of Applied
Psychology 92, no. 3 (2007), pp. 707-21; Blake E. Ashforth, David M. Sluss, and Alan M. Saks, “Socialization Tactics, Proactive
Behavior, and Newcomer Learning: Integrating Socialization Models,” Journal of Vocational Behavior 70, no. 3 (2007), pp. 447-62;
Alan M. Saks, Krista L. Uggerslev, and Neil E. Fassina,“Socialization Tactics and Newcomer Adjustment: A Meta-analytic Review
and Test of a Model,” Journal of Vocational Behavior 70, no. 3 (2007), pp. 413-46; and Blake E. Ashforth and Alan M. Saks,
“Socialization Tactics: Longitudinal Effects on Newcomer Adjustment,” Academy of Management Journal 39, no. 1 (1996), pp. 149-78.
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Two ways of analyzing how socialization works in organizations are the process
and career stage models. The process model of organizational socialization presented
in Exhibit 2.5 illustrates how a new employee, through a combination of seeking infor-
mation and experiencing socialization tactics from the organization, can adjust to his
or her role and gain social acceptance. Once adjustment and acceptance are achieved,
the new employee may experience a variety of positive outcomes such as better job
performance and perceived fit with the organization, high commitment and job satis-
faction, and lower intentions to leave the organization.

As the model in Exhibit 2.5 suggests, employees are more likely to adjust to the new
job and be accepted socially if they take a proactive approach to learning about how
things work, who makes the decisions, what the organization values, and so on. Also,
new employees benefit from a well-organized company-sponsored socialization pro-
gram. Originally proposed by Van Maanen and Schein,* six ways in which organiza-
tions can structure the socialization process for new employees include:

* Collective socialization: This occurs when all of the new employees are grouped
together and exposed to a common set of experiences (e.g., luncheons, orientations,
speakers, facility tours, etc.).

*  Formal socialization: The company keeps the newcomers separated from the expe-
rienced employees for a defined socialization period.

* Sequential socialization: The new employee must follow a fixed sequence of steps
before actually starting the new job.

* Fixed socialization: A specific timetable is set before the new employee can begin
the new job.

* Serial socialization: The new employee is assigned to an experienced employee who
acts like a role model or mentor for the newcomer.

* Investiture: This approach confirms and accepts the identity of the incoming em-
ployee and does not attempt to strip that person of his or her personal identity.

The opposite approach to socializing new employees is much less structured and infor-
mal, whereby a new employee assumes the new job without meeting other new
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employees, attending social events, or being assigned to a mentor who can show him
or her the ropes. This “sink or swim” approach may work but often results in poorly
adjusted new employees who may end up being mentored by the “wrong employee,”
getting frustrated, or quitting the organization in six months. Such turnover has a
negative effect on both the employee and organization, and it can often be prevented
by a well-organized socialization program that helps new employees adjust
successfully.

Not only for newcomers, the socialization process also goes on throughout an indi-
vidual’s career. As the needs of the organization change, for example, its employees
must adapt to those new needs; that is, they must continue to be socialized. But even
as we recognize that socialization is ongoing, we must also recognize that it is more
important at some times than at others. For example, socialization is most important
when an individual first takes a job or takes a different job in the same organization.
The socialization process occurs throughout various career stages, but individuals are
more aware of it when they change jobs or organizations.*’

Newcomers at Nordstrom encounter the culture norms at the initial employee ori-
entation meeting. They are given a five-by-eight-inch card that reads:*®

Welcome to Nordstrom: We're glad to have you with our company. Our number-one goal
is to provide outstanding customer service. Set both your personal and professional goals
high. We have great confidence in your ability to achieve them.

The career stage model of socialization coincides generally with the stages of a career.
Although researchers have proposed various descriptions of the stages of
socialization,® three stages sufficiently describe it: (1) anticipatory socialization,
(2) accommodation, and (3) role management.’® Each stage involves specific activities
that, if undertaken properly, increase the individual’s chances of having an effective
career. Moreover, these stages occur continuously and often simultaneously.

Anticipatory Socialization

The first stage involves all those activities the individual undertakes before entering
the organization or taking a different job in the same organization. The primary pur-
pose of these activities is to acquire information about the new organization and/or
new job.

People are vitally interested in two kinds of information before entering a new job
or organization. First, they want to know as much as they can about what working for
the organization is really like. This form of learning is actually attempting to assess the
firm’s culture. Second, they want to know whether they are suited to the jobs available
in the organization. Individuals seek out this information with considerable effort
when they are faced with the decision to take a job, whether it is their first one or one
that comes along by way of transfer or promotion. At these times, the information is
specific to the job or the organization. People also form impressions about jobs and
organizations in less formal ways. For example, friends and relatives talk of their expe-
riences. Parents impart both positive and negative information to their offspring
regarding the world of work. Although people continually receive information about
this or that job or organization, they are more receptive to such information when
faced with the necessity to make a decision.
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Accommodation

The second stage of socialization occurs after the individual becomes a member of the
organization. During this stage, the individual sees the organization and the job for
what they actually are. Through a variety of activities, the individual attempts to be-
come an active participant in the organization and a competent performer. This
breaking-in period is ordinarily stressful for the individual because of anxiety created
by the uncertainties inherent in any new and different situation. Apparently, individu-
als who experience realism and congruence during the anticipatory stage have a less
stressful accommodation stage. Nevertheless, the demands on the individual do create
situations that induce stress.

Four major activities comprise the accommodation stage: All individuals, to a
degree, must engage in (1) establishing new interpersonal relationships with both
co-workers and supervisors, (2) learning the tasks required to perform the job, (3)
clarifying their role in the organization and in the formal and informal groups rel-
evant to that role, and (4) evaluating the progress they are making toward satisfying
the demands of the job and the role. Readers who have been through the accom-
modation stage probably recognize these four activities and recall more or less fa-
vorable reactions to them. If all goes well in this stage, the individual feels a sense
of acceptance by co-workers and supervisors and experiences competence in per-
forming job tasks.

Role Management

In contrast to the accommodation stage, which requires the individual to adjust to
demands and expectations of the immediate work group, the role management stage
takes on a broader set of issues and problems. Specifically, during the third stage, con-
flicts arise. One conflict is between the individual’s work and home lives. Employees
unable to resolve work/life conflict are often forced to leave the organization or to
perform at an ineffective level. In either case, the individual and the organization are
not well served by unresolved conflict between work and family.

The second source of conflict during the role management stage is between the
individual’s work group and other work groups in the organization. This source of
conflict can be more apparent for some employees than for others. For example, as an
individual moves up in the organization’s hierarchy, he or she is required to interact
with various groups both inside and outside the organization. Each group can and
often does place different demands on the individual, and to the extent that these
demands are beyond the individual’s ability to meet them, stress results. Tolerance for
the level of stress induced by these conflicting and irreconcilable demands varies
among individuals. Generally, the existence of unmanaged stress works to the disad-
vantage of the individual and the organization.

Characteristics

of Effective Socialization )

Organizational socialization processes vary in form and content from organization to
organization. Even within the same organization, various individuals experience
different socialization processes. For example, the accommodation stage for a college-
trained management recruit is quite different from that of a person in the lowest-paid
occupation in the organization. As John Van Maanen has pointed out, socialization
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EXHIBIT 2.6 e .

A Checklist of Socialization Stage Practices

Effective Socialization Anticipatory socialization 1. Recruitment using realistic job previews

Practices 2. Selection and placement using realistic career paths

Accommodation socialization

Role management socialization 1.

3. Provide detailed information about the organization:
history, founders, milestones, success stories

1. Tailor-made and individualized orientation programs
2. Social as well as social skills training

3. Supportive and accurate feedback

4. Challenging work assignments

5. Demanding but fair supervisors

Provision of professional counseling
2. Adaptive and flexible work assignments

processes are not only extremely important in shaping the individuals who enter an
organization, but they are also remarkably different from situation to situation.>' This
variation reflects either lack of attention by management to an important process or
the uniqueness of the process as related to organizations and individuals. Either expla-
nation permits the suggestion that, while uniqueness is apparent, some general prin-
ciples can be implemented in the socialization process.

Exhibit 2.6 provides examples to foster and sustain effective anticipatory, accom-
modation, and role management socialization. These are only a few suggestions and
practices that can be used by managers.

Management Pointer

MENTORING GUIDELINES

A number of guidelines that can be useful in
mentoring programs include:

1. Do not dictate mentoring relationships, but
encourage leaders/managers to serve as
mentors.

Train mentors in how to be effective.

Include in the firm's newsletter or in other
forms of mass communication (print and
electronic) an occasional story of mentoring
as reported by a current top-level executive.
He or she will explain how a mentor helped
them succeed.

Inform employees about the benefits and
difficulties of mentor relationships with
individuals of different gender and race.
Make sure there is diversity among the
mentors. All mentors should be trained in
dealing with diversity.

Mentoring

The concept of mentoring covers many areas.’> Interns in
the medical field learn proper procedures and behavior
from established physicians; Ph.D. graduate students learn
how to conduct organizational research from professors
who have conducted studies; a “big sister” helps a “little
sister” learn better study habits. What about the process of
learning or working with a senior person, called a mentor,
in work settings? From Greek mythology, we get the desig-
nation mentor for a trusted and experienced advisor. Odys-
seus, absent from home because of the Trojan War, charged
his servant Mentor with the task of educating and guiding
his son. In work organizations, a mentor can provide
coaching, friendship, sponsorship, and role modeling to a
younger, less-experienced protégé. In working with younger
or new employees, a mentor can satisfy his or her need to
have an influence on another employee’s career. Some
organizations use mentoring as a means of developing
leaders. The Organizational Encounter on page 52 dis-
cusses eight applied principles of mentoring that can work
on the job or in the community.

Research has indicated that a majority of managers re-
port having had at least one mentoring relationship during
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ENCOUNTER

EIGHT WAYS TO BE A GREAT MENTOR

Mentoring is a set of skills for a special relationship, sometimes
more honest and more intense than a marriage. To learn more
about mentoring principles, Frank Horton is a good place to start.
Frank works at a unique nonprofit employment training program
called STRIVE (Support and Training Results in Valuable Employ-
ment), based in Harlem in New York City. Frank has mentored
thousands of women and men—many of whom have never held
a job. Frank’s unique methods have been widely celebrated by
The New York Times, The Wall Street Journal, and two profiles on
CBS-TV's “60 Minutes.” Here are Frank’s tips on how to have one
of the greatest relationships in life: mentoring.

1. The most valuable technique? It's to understand how much
fear the person has. What are they afraid of? Authority fig-
ures? Their own inadequacy? That they don’t wear the right
clothes or have the right background? | determine who they
are by what they fear. Then | work on what their fear is.

2. Don't be afraid to be honest. People don't really like you un-
less you challenge them. | look for people’s sensitivities, stuff
they thought they'd hidden, and | tell people exactly what |
see in them. “0Oh, you don't do what you're told,” | tell them.
“Probably because you don't know how to say no, because
you grew up thinking that good people don’t question author-
ity, they just don’t show up and/or they turn passive.”

3. Geta mentor yourself. The best way to learn how to mentor is
to be mentored. My mentor is my boss.

4. Get your mentees to agree with your style of intervention. \What
are the shortfalls in their skills or in their behavior? Then devise
a plan, with or without their assistance, to move them forward.
And they've got to buy into the plan. | tell my mentees, “This is
what we're going to do with you.” Make it precise. Don't say,
“We're going to meet twice a week and talk.” Say, “We're gonna
meet twice a week, and we're gonna talk about "

5. Don't keep your feelings bottled up. | don’t keep any of it
inside. | talk. All the STRIVE mentors do; we dump it all out.
| understand that initially | have to provide the energy. I'm the
source. | plug in and get them going.

6. Understand that mentoring is a very important relationship,
not just for the mentee but for you. Sometimes the mentoring
relationship is like a marriage. You think with a spouse you
share everything? Never. You give people different parts of
you. You're different with your wife or your husbhand than you
are with your friends or your family. So there are parts of
people you are married to you'll never get to know.

1. Work at building trust and at feeling it yourself. | didn't trust
people for years because as a child it seemed as if no one
was there to help me. | was an angry individual. Coming into
STRIVE has helped me channel that anger into what | do.
People see it as passion, which it is, but initially it was just
anger at the shortcomings of the world.

8. Recognize this is a process that's going to change both of
you. A mentor needs to understand that in the process of
mentoring she’s going to change as much as the person she’s
mentoring. You can’t come in with this notion of, “Oh, I'm just
going to mentor today. It's not going to affect me.” It's going to
affect you—in a lot of different ways.

Frank Horton and other key people at STRIVE understand how
powerful mentoring can be. Along with their international affili-
ates in the United Kingdom and Israel, STRIVE is mentoring and
placing more than 3,000 individuals into meaningful jobs and ca-
reers each year. Remember, mentoring is not just work. It's a re-
lationship. With any real relationship, you'll want to put all of
yourself into it.

Source: Adapted from www.village.com/workingdiva/mentoring/mentor,
October 1, 2000; www.strivenewyork.org/ (accessed July 11, 2009).

their careers.” Companies also see the value in mentoring, evidenced by the fact that
71 percent of Fortune 500 companies report they have mentoring programs.>* Allen
and Eby define mentoring as a unique, reciprocal, learning partnership between two
people that involves psychosocial and career support.”> Kram identified the career
support functions as sponsorship, exposure and visibility, coaching, production, and
challenging assignments and the psychological and social functions as role modeling,
acceptance and confirmation, counseling, and friendship.>

Although mentoring functions can be important in socializing a person, it is not
clear that a single individual must play all of these roles. New employees can obtain
valuable career and psychosocial influences from a variety of individuals—managers,
peers, trainers, and personal friends. At KPMG, for example, each new employee is
assigned a “transitional coach” to help him or her adjust to working at the company.
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Source: Kathy E. Kram, “Phases of the Mentor Relationship,” Academy of Management Journal, December 1983, p. 622. Used with permission.
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Phase

Initiation

Cultivation

Separation

Redefinition

Definition

A period of six months to a year during which time
the relationship gets started and begins to have
importance for both managers.

A period of two to five years during which time the
range of career and psychosocial functions provided
expands to a maximum.

A period of six months to two years after a
significant change in the structural role
relationship and/or in the emotional
experience of the relationship.

An indefinite period after the separation
phase, during which time the relationship
is ended or takes on significantly different
characteristics, making it a more

peerlike friendship.

Turning Points*

Fantasies become concrete expectations.

Expectations are met; senior manager provides
coaching, challenging work, visibility; junior
manager provides technical assistance, respect,
and desire to be coached.

There are opportunities for interaction around
work tasks.

Both individuals continue to benefit from the relationship.

Opportunities for meaningful and more frequent
interaction increase.

Emotional bond deepens and intimacy increases.

Junior manager no longer wants guidance
but rather the opportunity to work more
autonomously.

Senior manager faces midlife crisis and is
less available to provide mentoring functions.

Job rotation or promotion limits opportunities
for continued interaction; career and psychosocial
functions can no longer be provided.

Blocked opportunity creates resentment and
hostility that disrupt positive interaction.

Stresses of separation diminish and new
relationships are formed.

The mentor relationship is no longer needed in its
previous form.

Resentment and anger diminish; gratitude and
appreciation increase.

Peer status is achieved.

* Examples of the most frequently observed psychological and organizational factors that cause movement into the current relationship phase.

To reinforce the importance of mentoring at KPMG, mentors and mentees receive
training, being a mentor becomes part of performance reviews, and the best mentors
are recognized formally by senior managers at an awards dinner.’” Currently, there
are 13,000 mentoring relationships out of a total of 23,000 employees in the United
States. The mentoring program is paying off; in 2008, turnover for employees with
mentor partners was 50 percent lower than the turnover of those employees without

mentors.®

Most mentor—-mentee relationships develop over time. There appear to be several
distinct phases of mentor-mentee relationships. Exhibit 2.7 presents a four-phase
model proposed by Kram. The reasons that cause movement in the relationship are
described as turning points. Initiation, cultivation, separation, and redefinition cover
general time periods of six months to more than five years.
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The benefits that result from mentoring can extend beyond the individuals involved.
Mentoring can contribute to employee motivation, retention, and the cohesiveness of
the organization.*® The organization’s culture can be strengthened by passing the core
values from one generation to the next.

The increasing diversity of the workforce adds a new dimension to the mentor—
mentee matching process.®® People are attracted to mentors who talk, look, act, and
communicate like them. Gender, race, ethnicity, and religion can all play a role in match-
ing. If mentor-mentee matching is left to occur naturally, women, blacks, Hispanics,
and Asians may be left out.®! The underrepresentation of these groups in management-
level positions needs to be evaluated in each firm that considers using mentor-mentee
matching. One study showed that cross-gender mentor relationships can be beneficial.
The results of 32 mentor-mentee pairings (14 male—female; 18 female—female) found
that male—female mentor matching can be successful.®?

Cultural Diversity

According to the U.S. Census Bureau, the nation’s society will become older and more
diverse over the next 40 years.> Minorities, which now comprise about one-third of
the U.S. population, will become the majority by 2050. The minority population
(everyone except for non-Hispanic whites) is projected to reach 53.7 percent of the
population. In contrast, non-Hispanic whites are expected to decrease from 66 percent
in 2008 to 46 percent of the U.S. population in 2050. The Hispanic or Latino popula-
tion will grow rapidly from 15 percent to reach 30 percent of the U.S. population over
the same time frame. The African-American population is expected to have modest
growth from 14 percent in 2008 to 15 percent of the U.S. population by 2050. The
Asian-American population is projected to increase from 5.1 to 9.2 percent of the na-
tion’s population by midcentury.

In terms of age, the number of people aged 65 and over is expected to increase from
38.7 million in 2008 to 88.5 million in 2050. Also, the 85 and older population is ex-
pected to more than triple between 2008 and 2050 from 5.4 million to 19 million. This
means that approximately 108 million (or an estimated 24.6 percent) Americans are
projected to be 65 or older by midcentury.®

Diversity in the workplace is much more than understanding population projec-
tions based on age, race, and ethnicity. We hear a lot about diversity, but what it means
is sometimes confusing.®® Diversity is not a synonym for equal employment opportu-
nity (EEO). Nor is it another word for affirmative action. Diversity is the vast array of
physical and cultural differences that constitute the spectrum of human differences.
Six core dimensions of diversity exist: age, ethnicity, gender, physical attributes, race,
and sexual/affectional orientation. These are the core elements of diversity that have a
lifelong impact on behavior and attitudes. Organizations that commit to diversity and
create a culture of inclusiveness can gain several important benefits, including:%

1. Enhanced decision quality. Diverse board members, executives, managers, and em-
ployees bring a wide variety of experiences, frames of reference, perspectives, pro-
fessional contacts, and information networks to bear on complex problems.

2. Better connection with customers. As the U.S. population becomes increasingly di-
verse, this means an organization’s customers (as well as other key stakeholders
such as vendors, regulators, investors, etc.) are also becoming more diverse. In 2009,
Hispanics, African-Americans, Asian-Americans, and Native Americans’ combined
buying power in the United States exceeded $1.5 trillion.®” This helps explain why
DuPont Merck experienced a large increase in the sales of its anticoagulant drug to
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the Hispanic market. Sales increased after a Hispanic employee suggested that the
drug should be labeled not only in English, but also Spanish.®®

3. More creative innovation. Organizations that are diverse can “tap the creative, cul-
tural, and communicative skills of a variety of employees and use those skills to
improve company policies, products, and customer experiences.” At Frito-Lay, the
Latino Employee Network provided feedback on the taste and packaging of
Doritos’ guacamole-flavored tortilla chips before the product was launched into the
U.S. market. Their goal was to make the product “authentic” in the eyes of Latino
customers. This input helped make these Doritos one of the most successful prod-
uct launches at Frito-Lay, with first-year sales exceeding $100 million.®

In addition to these important benefits, organizations with a strong commitment
to diversity may also enjoy higher financial performance. A study that compared the
DiversityInc Top 50 Companies with companies not on the list found that the top 50 com-
panies (all strongly committed to diversity) outperformed their peers on average on
several financial measures.”” The authors suggested that other firms can increase their
organizationwide commitment to diversity by: linking diversity to the business strategy;
encouraging line managers to own the diversity strategy of the firm; setting clear targets
and specific action plans; treating human capital as a source of competitive advantage;
being proactive in recruiting diverse employees; connecting with diverse consumer mar-
kets; cultivating diverse groups of suppliers; and emphasizing fairness of the diversity
program to decrease any potential negative reactions from majority groups.”!

Microsoft, based in Redmond, Washington, places a premium on diversity and has
created a culture that reflects the value of differences across people. Microsoft has
grown from a small start-up to the largest software firm in the world in a short time.
Microsoft management believes that its growth is made possible by having a proactive
diversity program. A Microsoft philosophy is to make people—“customers and
employees”—feel welcome. A diversity staff implements diversity training programs,
updates benefits policies, and investigates any allegations of discrimination and
harassment.”

Microsoft’s diversity advisory council includes representatives from employee
groups of persons with disabilities, women, gay persons, African-Americans, Hispanics,
Native Americans, Jewish Americans, and Asian-Indian-Americans, and it continually
expands to embrace new groups. The council helps Microsoft formulate policy, iden-
tify problems, and create a supportive work atmosphere.”

Microsoft believes that people from different backgrounds and with a range of
talents add to the cultural fabric and the effectiveness of the firm. Microsoft’s
philosophy is:

We must make our products accessible to all types of consumers, and therefore we must
market them differently to each group. A diverse company is better able to sell to a
diverse world.

Secondary forms of diversity can be changed. These are differences that people
acquire, discard, or modify throughout their lives. Secondary dimensions of diver-
sity include educational background, marital status, religious belief, and work
experience.

Valuing diversity from an organizational and leadership perspective means under-
standing and valuing core and secondary diversity differences between oneself and
others. An increasingly important goal in a changing society is to understand that all
individuals are different and to appreciate these differences.”
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Management’s Ability to Capitalize on Diversity

Due to the changing demographics in the United States, differences in the employee
pool will continue to increase over the next few decades. Managers will have to study
socialization much more closely and intervene so that the maximum benefits result
from hiring an increasingly diverse workforce. Studying the ethnic background and
national cultures of these workers will have to be taken seriously. The managerial
challenge will be to identify ways to integrate the increasing mix of people from
diverse national cultures into the workplace. Some obvious issues for managers of
ethnically diverse workforces to consider are these:

* Coping with employees’ unfamiliarity with the English language.

* Increased training for service jobs that require verbal skills.

* Cultural (national) awareness training for the current workforce.

* Learning which rewards are valued by different ethnic groups.

* Developing career development programs that fit the skills, needs, and values of the
ethnic group.

* Rewarding managers for effectively recruiting, hiring, and integrating a diverse
workforce.

* Spending time not only focusing on ethnic diversity, but also learning more about
age, gender, and workers with disability.

Socializing an ethnically diverse workforce is a two-way proposition. Not only must
the manager learn about the employees’ cultural background, but also the employee
must learn about the rituals, customs, and values of the firm or the work unit.”> Aware-
ness workshops and orientation sessions are becoming more popular every day. Merck
uses an educational program to raise its employees’ awareness and attitudes about
women and minorities.”® The program emphasizes how policies and systems can be
tailored to meet changes in the demographics of the workplace. Procter & Gamble has
stressed the value of diversity. The firm uses multicultural advisory teams, minority
and women’s networking conferences, and “on-boarding” programs to help new
women and minority employees become acclimated and productive as quickly as pos-
sible. Ortho Pharmaceutical initiated a program to “manage diversity” that is designed
to foster a process of cultural transition within the firm. Northeastern Products Com-
pany established an on-site English as a second language (ESL) program to meet the
needs of Hispanic and Asian employees. A buddy system has been established at Ore-
Ida. A buddy (English speaker) is assigned to a new employee (first language is not
English) to assist him or her with communication problems.

Global competition, like changing domestic demographics, is placing a new require-
ment on managers to learn about unfamiliar cultures from which new employees are com-
ing. The emphasis on open expression of diversity in the workforce is paralleled by a social
movement toward the retention of ethnic roots. The “new ethnicity,” a renewed awareness
of and pride in cultural heritage, can become an advantage of American firms operating
in foreign countries.”” Using the multicultural workforce to better compete, penetrate, and
succeed in foreign cultures is one potential benefit of managing diversity effectively.

Certainly, claiming that having employees from different cultural backgrounds
provides only benefits is misleading. Ethnic and cultural diversity creates some poten-
tial problems in communications, understanding, and responding to authority. The
managers involved in this socialization process need to clearly recognize the benefits
and the potential problems of working with a more diverse workforce. In the You Be
the Judge illustration, there appears to be a problem regarding the status of Asian-
Americans and the income they earn.
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YOU BE THE JUDGE

STEREOTYPES AND ASIAN-AMERICANS States more than 150 years ago. Today, third- and fourth-
Asian-Americans (Chinese, Filipino, Japanese, Korean, Asian- generation Asian-Americans tend to be very Americanized.
Indian, Southeast Asian, and others) must deal with many As a group, they have higher educational achievement than
stereotypes and myths. They have been dealing with overt average. Asian-Americans also hold higher-status jobs than
prejudice since Chinese immigrants first came to the United ~ average, yet make less income. Why? You be the judge!

Spirituality and Culture

A steadily growing number of organizations such as Chick-fil-A, Tom’s of Maine, the
YMCA, Kingston Technology, Ben & Jerry’s, and Southwest Airlines have embraced
workplace spirituality. Some people are using the term spirituality to describe a firm’s
cultural characteristics, while others are confused or freeze up and think the term
means religion at work.” Workplace spirituality is not the same as religion. Religion is
a system of thought, a set of doctrines and beliefs, a prescribed code of conduct, and
the product of a time and place. Spirituality is a personal and private path, contains
elements of many religions, and grows from a person’s self-inquiry. Spirituality means
that people (employees) have a personal or inner life that nourishes and is nourished
by performing relevant, meaningful, and challenging work.”

The story of Cirque du Soleil is an example of spiritual nourishment as practiced
by the performers and delivered to audiences around the world. Cirque du Soleil is
entertainment that is worth experiencing to acquire a firsthand impression of the cre-
ative spirit of employees. (See the Global OB on page 58.)

The Person and Spirituality

Over the past decade, theory and research in organizational behavior and ethics have
begun to pay more attention to workplace spirituality. Although spirituality has been
described as “soft” or “nonstrategic” by many academics,® there is growing interest
among many researchers and practitioners to explain, study, and analyze the role of
spirituality in organizations.’!

There is a long tradition in the United States of keeping religion and government
separate. From this traditional separation it is a logical step to keeping religion and
nongovernment organizations separate too. Although workplace spirituality is cer-
tainly not a religion, many observers use the terms synonymously and loosely.

Research on Spirituality and Work Dimensions

The Academy of Management has recognized spirituality at work as a field of study.®?
In addition, the academy created the Management, Spirituality and Religion Interest
Group, which describes itself as follows:

The study of the relationship and relevance of spirituality and religion in management
and organizations. Major topics include: theoretical advances or empirical evidence
about the effectiveness of spiritual or religious principles and practices in management,
from approaches represented in the literature including religious ethics, spirituality and
work, and spiritual leadership, as well as applications of particular religions, and secular
spiritualities to work, management/leadership, organization, and the business system;
and evaluation studies of the effectiveness of management approaches that nurture the
human spirit in private, non-public or public institutions.®3
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CIRQUE DU SOLEIL: ENTERTAINING AUDIENCES
AROUND THE WORLD
“Awe inspiring” are words that are often applied to Cirque du
Soleil (“circus of the sun”), a business that exudes spirituality as
we use the term in organizational behavior. The business was
started by about 20 Quebec street performers in 1984 who formed
a touring company. The performances combine acrobats, clowns,
music, and dance with a go-for-broke spirit that stretches to the
limits human ability, creativity, and style. Drummers descend from
the ceiling seemingly suspended in midair; acrobats execute
unbelievable moves with precision, power, and grace; while
clowns perform tricks that make audiences around the world
eruptin laughter.

Cirque du Soleil is an experience that has been seen by over
90 million people in 200 cities around the world. The performers
are constantly working on moves that exceed their wildest expec-
tations. Their pride, concern about the audience, and feelings of
performing at the highest level possible have a spiritual aura and

honor, a fulfillment, and membership in a family. There are no prima
donnas, only “family” members helping and sharing with others.

Cirque du Soleil is a privately owned company. Although, its
success has attracted overtures from many investors, the com-
pany prefers to remain independent. The independence seems to
perpetuate a feeling of being able to take risks, try new routines,
and make decisions that the “family” feels good about.

Every year the audiences grow larger, the supply of potential
new performers increases, and the morale of performers stays
high. The creative spirit of Cirque du Soleil is a powerful force
that cannot be measured, but its presence is obvious to the per-
formers and audiences that have so much fun being together for
a few hours.

Sources: Bernard Simon,”Steady Footing on Cirque’s High Wire: The
Leaders of the International Circus Act Have Ensured That Creativity
Remains at Its Core, Even When It Comes to Management,” Financial Times,
July 1, 2008; www.cirquedusoleil.com/en/about/fag/fag.asp (accessed
July 12, 2009); and www.circusnet.info/cirque/circarte/soleil.htm

tone. To become a performer in Cirque du Soleil represents an (accessed December 12, 2003).

This recognition from the Academy of Management is an important step in gain-
ing exposure and creating more research interest in the role that spirituality plays in
work settings.

Research on workplace spirituality is still in its infancy, but some interesting find-
ings have been reported to date. One study of the spirituality of medical units within
a hospital system found that work units’ spirituality was associated with the unit’s
performance, and unit leaders impacted the degree to which unit members expressed
workplace spirituality.3* Another study reported that organizational spirituality was
positively related to employee job involvement, organizational identification, and
work rewards satisfaction.®3

Researchers such as Mitroff and Denton report that many organizations are
convinced that spirituality and workplace performance are linked.3® They studied
spiritual beliefs and practices among managers and executives, interviewing more than
80 managers. They also conducted field surveys, and the researchers propose that the
sensitivity of the subject and the length of the survey resulted in the low return rate of
less than 7 percent. Despite the research design limitations, the Mitroff and Denton
study provided some interesting results. They found that:

* Employees who are more spiritually involved achieve better results.

* There was near-unanimous agreement about the meaning of spirituality: “the desire
to find ultimate meaning and purpose in one’s life and to live an integrated life.”

» Few respondents feel they can act on their spirituality in the workplace.

* Employees do not want to fragment their lives. They want to be acknowledged as
whole persons in the workplace.

* People differentiate strongly between religion and spirituality.

The results of the Mitroff and Denton research led them to identify a number of
distinct models that describe how workplace spirituality can be practiced: recovery
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YOU BE THE JUDGE COMMENT

STEREOTYPES AND ASIAN-AMERICANS explanation for rewards or performance information, they may
This is a puzzling issue. The personality or style of Asian- not share in benefits in proportion to their achievement. Being
Americans may mean they do not use an assertive approachto ~ humble and remaining in the background for many Asians is
secure what s fair or based on performance. Because Asian- something they have been taught since childhood.

Americans do not promote themselves or attempt to secure an

(e.g., Alcoholics Anonymous), evolutionary (evolved from religious to more ecumenical,
e.g., YMCA), socially responsible (e.g., Ben & Jerry’s), values-based (e.g., Kingston
Technology), and religion-based (e.g., Mormon-owned Ag Reserves, Inc.).%’

These five models representing different kinds of spirituality in organizations sug-
gest that spirituality can be productive, encouraging trust, work/life balance, empathy
and compassion about others, the valuing of human assets, the full development and
self-actualization of people, and ethical behavior.

Other researchers have examined the relationship of spirituality and work attitudes.®®
One study examined dimensions of spirituality (e.g., meaningful work, community,
and alignment with organizational values) and the relationship to such attitudinal
variables as commitment, intentions to quit, and intrinsic work satisfaction.?® The
results were supportive of the hypothesized relationships between spirituality and the
work attitudes studied.

Although the results of the limited number of research studies is encouraging, there
is still much work to accomplish.®® There is a lack of rigor, critical thinking, and theo-
retical foundations in the area of spirituality inquiry. However, this can be said about
most new, nontraditional concepts studied by researchers. Most of the now accepted
concepts in organizational behavior such as team building, negotiations, and leader-
ship began to have a presence slowly.

Spirituality researchers need to develop research methods, designs, and processes
that are acceptable in terms of reliability, validity, and response rates.”! Research must
also include more consideration of moderating and mediating variables. What role
does the manager, culture, or organizational system play?

There may also be a negative or dark side to workplace spirituality. Someone who
is promoting and prodding others to show or be more spiritual may disrupt the work
performance of colleagues. Is there a dark side of spirituality that should be consid-
ered? This and other questions need theoretical and research attention.

Summary of

Key Points

* Organizational culture is a pattern of assumptions and values that are invented,
discovered, or developed to cope with organizational life. Socialization is the pro-
cess by which organizations bring new employees into the culture.

* Simply declaring that “this will be the culture” is not realistic. Culture evolves over
time. Organizational cultures can be influenced by powerful individuals such as
Ray Kroc at McDonald’s, Walt Disney, or John Nordstrom. Typically, an
organizational culture evolves and becomes real when people interact and work
together to create one.
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* Organizations can achieve effectiveness only when employees share values. The
values of an increasingly diverse workforce are shaped long before a person enters
an organization. Thus, it is important to recruit, select, and retain employees whose
values best fit those of the firm.

+ Spirituality in the workplace is beginning to be empirically studied and discussed.
By spirituality most practitioners and researchers mean that employees have a per-
sonal concept or inner life that can be strengthened and nourished at work. Cur-
rently, most studies of spirituality use surveys and research designs that are being
improved, but much work needs to be done in this area.

Review and 1. Organizational culture is a difficult concept to diagnose. How would you diagnose

Discussion the culture of an office or a manufacturing plant?

Questions 2. A growing numb.er of Americans wqu for forelgn-owned' flrms in the United
States. Do you think that these American employees are being influenced by the
approach to management and the culture of the country that owns the firm?
Explain.

3. Identify the three socialization stages. Which of these stages is most important for
developing high-performing employees? Explain.

4. Can spirituality be measured validly and reliably? How?

5. How can a leader or founder help create a strong culture in an organization? Can
a leader eliminate culture? Explain.

6. Hofstede’s research indicates that national cultures exist. Do you believe that in a
heterogeneous nation, such as the United States, a national culture that is shared
by society does exist?

7. What should managers of diverse workforces know about differences in values
and spirituality among individuals?

8. Point out three assumptions about the culture of the last (or present) firm at
which you were employed.

9. What can a leader do to promote cultural change that helps improve the overall
effectiveness of an organization?

10. Why is culture so difficult to measure or assess?

Exercise 2.1: Assessing and Considering Organizational Culture

Listed below are what two researchers refer to as Nestlé, Hershey, and Coca-Cola have distinct and
specific manifestations of organizational culture. strongly influential cultures.

Enterprises over a period of time illustrate or use

these cultural factors to strengthen and perpetuate * Rite—A relatively elaborate, dramatic planned
the culture. Some of the widely publicized firms set of activities that combines various forms of
such as Harley-Davidson, Merck, Nike, Compaq cultural expressions and that often has both prac-
Computer, Intel, Amazon.com, Oracle, Honda, tical and expressive consequences.



Reality Check

Now how much do you know about culture?

6. True or false: The Academy of Management has not yet recognized the increasing interest its
members have in workplace spirituality.

a. True
b. False

7. Asociety’s concepts of what is right or wrong are reflected in what are called

a. values

b. needs

c. preferences
d. fulfillment

8. The first stage of socialization is identified as

a. accommodation
b. preview

c. anticipatory

d. uniform

9. The more intense awareness of the socialization process occurs when an individual

retires

changes jobs
receives job feedback
is involved in training

SRS Y

10. The Walt Disney Company is considered to have a

a. strong culture

b. weak culture

c. unstable culture
d. single-layer culture

REALITY CHECK ANSWERS

Before

After

l.c 2.d 3.b 4 b 5.¢c
Number Correct

6.b 7.a 8¢ 9.b 10.a
Number Correct

Ritual—A standardized, detailed set of techniques
and behaviors that manages anxieties but seldom
produces intended, practical consequences of any
importance.

Myth—A dramatic narrative of imagined events,
usually used to explain origins or transformations
of something; also, an unquestioned belief about
the practical benefits of certain techniques and
behaviors that is not supported by demonstrated
facts.

Saga—A historical narrative of some wonderful
event that has a historical basis but has been em-
bellished with fictional details.

Folktale—A completely fictional narrative.
Symbol—Any object, act, event, quality, or relation
that serves as a vehicle for conveying meaning,
usually by representing another thing.
Language—A particular manner in which mem-
bers of a group use vocal sounds and written
signs to convey meanings to each other.
Gesture—Movements of parts of the body used
to express meanings.

Physical setting—Those things that physically
surround people and provide them with immedi-
ate sensory stimuli as they carry out culturally
expressive activities.
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* Artifact—Material objects manufactured by peo-
ple to facilitate culturally expressive activities.

The instructor will divide the class into groups of
five or six to discuss each of the manifestations in
terms of: (1) a firm the students have worked in, and
(2) a popular firm such as the widely publicized
enterprises listed above. The groups should also dis-
cuss the following:

1. How managers can influence the cultural factors
listed above.

2. Which of the factors listed apply to the school/
university they are now attending.

3. Why culture can influence the morale of
employees.

The exercise can be completed in one or two
classes (45-90 minutes). After the group discusses
the questions and issues in the first class, a second
class can be used to review each of the group’s con-
siderations and findings.

Exercise 2.2: Determining Your Diversity Quotient (DQ)

Lee Gardenswartz and Anita Rowe are well-known
and highly regarded diversity management trainers
and advocates. They have developed a number of in-
teresting approaches to managing diverse work
groups. Listed below is a short, nine-item diversity
quotient scale. Take the short questionnaire and
score your own answers. The DQ could be used by
the instructor as a discussion starter in class.

Diversity Questionnaire

Directions

Indicate your views by placing a T (true) next to any
of these nine statements you believe is true.

1. I know about the rules and customs of several
different cultures.

2. I know that I hold stereotypes about other groups.

3. I feel comfortable with people who are different
from me.

4. T associate with people who are different from
me.

5. I find working on a multicultural team satisfying.

6. I find change stimulating and exciting.

7. 1 enjoy learning about other cultures.

8. When dealing with someone whose English is
limited, I show patience and understanding.

9. I find that spending time building relationships
with others is useful because more gets done.

Interpretation

The more true responses you have the more adapt-
able and open you are to diversity.

If you have five or more true responses, you prob-
ably are someone who finds value in cross-cultural
experiences.

If you have fewer than five true responses, you
may be resistant to interacting with people who are
different from you. If that is the case, you may find
that your interactions with others are sometimes
blocked.

Case 2.1: Organizational Culture: Life or Death

Anyone working for a company, a project, a joint
venture, or in a group that’s been together even for a
few months is working in a cultural system. Human
beings can’t work around each other for very long
without repetitive activities, strategies, and rituals

appearing. How things are accomplished has a cul-
tural rhythm and flow.

Studies suggest that a key feature of employee
success is how closely an individual’s work habits
match the culture in which he or she is employed.



Success in this research is defined as both productiv-
ity and longevity. A sound understanding of culture
is important in making the best hiring, assignment,
and retention decisions.

In an interesting study involving hospitals, suc-
cess has a life and death aspect. The rapid, efficient,
and top-quality treatment of heart attacks is impor-
tant and crucial for survival. A research study in the
Yale School of Medicine journal, Circulation: Journal
of the American Heart Association, points out the
role that culture plays in survival.

Eleven hospitals consistently delivered therapy to
restore blood flow to heart attack patients in 90 min-
utes or less. The researchers studied how staff at
these hospitals, including Yale-New Haven Hospital,
regularly delivered such speedy treatment, which can
save lives.

The authors write that many of the nation’s hos-
pitals do not respond as quickly as national guide-
lines suggest, even though speed is important in
restoring blood flow to reduce the amount of dam-
age to heart muscle. Faster “door-to-balloon”
time—time elapsed from a patient’s arrival to treat-
ment with angioplasty—translates into better survival
and less disability.

The researchers visited each of the 11 hospitals
and conducted extensive interviews with staff—from
the top administrators to technical support staff—
and identified a set of common themes.

“We found that success involved much more than
skilled individual doctors and nurses,” said lead
author Elizabeth Bradley, associate professor in the
Department of Epidemiology and Public Health at
Yale. “What distinguished these hospitals was how
well they were organized, how teams functioned to-
gether, how the culture rewarded quality improve-
ment and how they dealt with setbacks.”

Bradley added, “The themes also reflect the
ability of the top performing hospitals to pursue
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simultaneously contrasting approaches and balance
the tensions between them. For example, having
standardized protocol but retaining flexibility to
refine them continuously, or having intense and in-
dividualized data feedback but a no-blame culture.
The ability to balance these paradoxes may be a
critical aspect of bouncing back from the speed
bumps in the process of improvement.”

“All of these top hospitals share eight common
characteristics that drive their ability to deliver fast,
effective treatment to patients with ST-elevation
acute myocardial infarction (STEMI),” said senior
author Harlan M. Krumholz, M.D., the Harold
H. Hines, Jr., Professor of Medicine. “This study
has direct and important information for hospitals
around the country.”

Each of the hospitals had explicit commitment to
reduce delays throughout the process; senior man-
agement support for quality improvement efforts;
innovative protocols and flexibility in refining those
protocols; collaborative teams across nursing, cardi-
ology and emergency services,; real-time data feed-
back to measure success; and an organizational
culture that made hospitals resilient to setback.

Questions

1. What values appear to be driving the doctors
and nurses in the hospitals to treat heart attack
patients?

2. Why must a person’s work habits match the team
culture in the hospitals depicted above?

3. What types of events could change or alter the
strong team culture in the hospitals depicted
above?

Source: Adapted from Elizabeth H. Bradley, et al., “Achieving Rapid
Door-to-Balloon Times: How Top Hospitals Improve Complex Clinical
Systems,” Circulation, February 2006, pp. 1079-85.
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CHAPTER THREE

attraction-selection-

attrition (ASA)
framework

The concept that attrac-
tion to an organization,
selection by it, and attri-
tion from it result in
particular kinds of peo-
ple being in the organi-
zation. These people, in
turn, determine organi-
zational behavior.

Individual Differences
and Work Behavior

Learning Objectives

After completing Chapter 3, you should be * Discuss the relationship between job satis-
able to: faction and performance.

Describe the major forces influencing

¢ Identify the major individual variables that i
personality.

influence work behavior.

« Understand how diversity is influencing the Identify the Big Five personality dimensions.

workplace. * Discuss several important personality

* Explain what an attitude is and identify its factors.

three components.

Why Individual Differences Are Important )

Individual differences are important in studying organizational behavior and manage-
ment for a very important reason. Individual differences have a direct effect on behav-
ior. Every person is unique because of their background, individual characteristics,
needs, and how they perceive the world and other individuals. People who perceive
things differently behave differently. People with different personalities interact differ-
ently with bosses, co-workers, subordinates, and customers. In a multitude of different
ways individual differences shape organizational behavior and, consequently, individ-
ual and organizational success. Individual differences, for example, help explain why
some people embrace change and others are fearful of it. Or why some employees will
be productive only if they are closely supervised, while others will be productive only
if they are not. Or why some workers learn new tasks more effectively than others.
There is virtually no area of organizational activity that is not affected by individual
differences.

A helpful way to think about the importance of individual differences in influencing
work behavior is through the use of the attraction-selection-attrition (ASA) framework.!
According to ASA, attraction to an organization, selection by it, and attrition from it
result in particular kinds of people being in the organization. These people, in turn,
determine organizational behavior.

The ASA cycle works something like this: Different people are attracted to different
careers and organizations as a function of their own abilities, interests, and personali-
ties. Similarly, organizations select employees on the basis of the needs the organiza-
tion has. Needs refers not only to skills and abilities, but also to individual attributes
such as values and personality. Not all attraction decisions and selection decisions
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Reality Check

How much do you know about individual differences?

68

1. The most discussed and publicized personality model is called
a. Richard’'s Model
b. Introversion Framework
c. Big Five
d. Cyber-personality
2. determines the degree to which individuals believe their behavior influences
what happens to them.
a. Leadership style
b. Values
¢. Locus of control
d. Happiness
3. The emotional component of an attitude is referred to as
a. intelligence
b. stability
c. dissonance
d. affect
4 is a person’s belief that he or she has the competency to complete a job
successfully.
a. Self-efficacy
b. Self-regulation
c. Self-awareness
d. Self-motivation
5. The attributes that make people different from one another are called
a. background
b. diversity
c. culture
d. heredity

work out, however. Attrition occurs when individuals discover they do not like being
part of the organization and elect to resign, or when the organization determines an
individual is not succeeding and elects to terminate. Each phase of this ASA cycle
is significantly influenced by the characteristics—individual differences—of each
person.

In a very real sense, the essence of any organization is defined by the people who
work there. For example, the energy trading firm Enron Corporation was once her-
alded as a role model for 21st century companies, both from an economic and an
ethical perspective. The company’s success and reputation were built by its leaders and
employees who constantly pushed the limits to achieve higher levels of performance.
Unfortunately, the needs and actions of its leaders changed over time, leading to a
number of unethical and illegal business practices. This behavior led the organization
and its thousands of employees to a tragic demise—the largest bankruptcy in U.S. his-
tory. The people who worked at Enron, as well as those who did not, were both a part
of the ASA cycle.? Since the ASA cycle is strongly influenced by individual differences,
it is not an overstatement to describe individual variables like those discussed in the
remainder of this chapter as critical building blocks in the success or failure of any
organization.
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Each individual is different from every other individual in many respects. A manager
needs to ask how such differences influence the behavior and performance of employ-
ees. This chapter highlights some of the important individual differences that can help
explain why one person is a significantly better or poorer performer than another per-
son. Differences among people require forms of adjustments for both the individual
and those for whom she or he will work. Managers who ignore such differences often
become involved in practices that hinder achieving organizational and personal goals.

The Basis for Understanding Work Behavior )

EXHIBIT 3.1
Individual Differences
in the Workplace

Demographic factors such as age, race, and gender influence individual differences. In
addition, a person’s genetics influence such individual differences as temperament.
Another set of factors from a person’s environmental background (e.g., urban versus
rural; single parent versus dual parent; poor, middle class, or wealthy) impact a
person’s personality and behavior. For example, a middle-class Caucasian child
from Chicago is likely to respond, behave, and even talk differently than an African-
American child born and raised in Athens, Georgia.

To understand individual differences, heredity and personal environment need to
be weighed and considered. Even when these factors are understood, it is still difficult
to accurately predict behavior. A person’s behavior at work, in school, or in the home
is a complex interaction of the variables depicted in Exhibit 3.1. This graphical por-
trayal of individual differences is only a starting point and shows some of the large
number of variables that influence behavior.

Exhibit 3.1 suggests that effective managerial practice requires that individual be-
havior differences be recognized and, when feasible, considered while managing orga-
nizational behavior. To understand individual differences, a manager must (1) observe
and recognize the differences and (2) study relationships among variables that influ-
ence individual behavior. For example, a manager is in a better position to make opti-
mal decisions if he or she knows what the attitudes, perceptions, and mental abilities
of employees are as well as how these and other variables are related. Being able to

Individual Differences

Personality

Ability and

<kills Attitudes

Perception

Work behavior
= * Productivity
¢ Creativity

¢ Performance
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observe differences, understand relationships, and predict linkages can facilitate man-
agerial attempts to improve performance.

Work behavior is anything a person does in the work environment. Talking to a
manager, listening to a co-worker, creating a new method of following up on a sale,
learning new computer software, typing a memo, researching a question using an In-
ternet search engine, placing a completed unit in inventory, and learning how to use
the firm’s accounting system are all work behaviors. However, so are daydreaming
about being on the golf course, socializing with friends around the water cooler, and
sabotaging a new piece of equipment. Some of these behaviors contribute to produc-
tivity; others are nonproductive or even counterproductive.

Individual Differences Influencing Work Behavior )

diversity

Refers to those attri-
butes that make people
different from one an-
other. Primary dimen-
sions of diversity
include age, ethnicity,
gender, physical attri-
butes, race, and sexual/
affectional orientation.

The individual variables presented in Exhibit 3.1 are classified as heredity and diversity
factors, personality, ability and skills, perception, and attitudes. These variables all im-
pact key work behaviors such as employee productivity, creativity, and performance.

Heredity Factors

Heredity provides a genetic explanation of some aspects of human variability. In-
cluded in discussions of heredity are debates about gender, race, and ethnic back-
ground. Psychological, mental, and moral differences are influenced by genetic
inheritance. However, the genetic basis of individual differences is complicated and
controversial. The debate as to whether human behavior is determined largely by he-
redity or by environment has been going on for a long time. It lies at the center of such
controversies as the reasons for differences between men and women, why people have
higher and lower 1Qs, and the extent to which twins raised in separate environments
are alike or different. For example, studies suggest that identical twins raised apart are
more similar to each other (behaviorally) than to other adoptive family members.3

Perhaps the foremost heredity difference is gender. Possible gender-related differ-
ences have received particular attention in regard to professional and managerial ca-
reers. It has been argued, for example, that men make better managers because they
are more assertive, women are less committed to organizational careers because of
family considerations, or men are less sensitive to the feelings of others and thus are
better able to make tough decisions. While it is true that some evidence supporting
each of these generalizations can be found, one also can find evidence that refutes
them. Indeed, research suggests that most of the stereotypical differences frequently
used to describe males and females in organizations are simply not valid.*

Related to the concept of heredity, diversity refers to those attributes that make
people different from one another. The six primary (and stable) dimensions include
age, ethnicity, gender, physical attributes, race, and sexual/affectional orientation. Sec-
ondary (and changeable) dimensions include educational background, marital status,
religious beliefs, health, and work experience.’

In terms of employee diversity, the workforce is rapidly becoming much more
diverse than in the past. The following trends in the U.S. labor force are expected from
2006 to 2016:

* The labor force will continue to grow more diverse.
* Dramatic growth in “older workers” (i.e., people aged 55 and older) will occur.
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CAN JOBS BE GENDER STEREOTYPED?

One of the most important—and interesting—individual dif-
ference variables is gender. While many gender distinctions
are more imagined than actual, there are some real differ-
ences. Men tend to be taller than women and women tend to
live longer than men, to mention just a couple. It is also true
that there are some real differences in the proportion of males
and females in certain jobs. A significant majority of nurses
are female, for example. Similarly, most electricians are male.
There are, however, no true gender differences that would
dictate that nurses had to be women, or that electricians
had to be men. Still, many people believe that some jobs are
“female” and others are “male.”

Such a person was a male manager for a Washington
DC company. When a receptionist position became avail-
able in his office, he instructed one of his female employees
to fill the vacant position with a woman. The notion of hav-
ing a male receptionist simply did not fit his stereotype of
this category. In a number of different ways he made it clear
that “men are not receptionists.” Clearly upset by this kind
of thinking, the female employee who had been instructed to
fill this position with a woman sued her employer for sex
discrimination.

How would you have ruled in this case? Is this sex dis-
crimination? Do you think any laws were broken here? If not,
should there be a law against such behavior?

* There will be 76.5 million women in the labor force by 2016, 6.3 million more than
in 2000.

*  White (non-Hispanic) workers’ participation in the workforce will decrease to about
65 percent.

* The majority of the 22.4 million disabled individuals will be looking for jobs and
careers.

* Hispanic- and Asian-Americans will continue to enter the workforce at a rapid
rate.

» More African-American women than men will enter the workforce.®

The proliferation of gender, racial, age, and ethnic diversity in the workplace
brings onto center stage differences in values, work ethics, and norms of behaviors.
Miscommunication, insensitivity, ignorance, and hostility are likely to become ma-
jor managerial concerns. For example, the U.S. Equal Employment Opportunity
Commission (EEOC) settled a racial harassment lawsuit in 2008 for $1,650,000
against four companies on behalf of African-American employees who were sub-
jected to the following extreme racist behaviors at a construction site in the United
States: life-size nooses hanging in African-American employees’ work areas; racist
graffiti (e.g., “If u not white u not right”) in the portable toilets; and regular use of
verbally offensive language (e.g., the “N-word”).” Employees who are isolated and
harassed for their uniqueness and diversity will not only suffer, but due to resent-
ment, fear, and anger, will be less likely to be enthusiastic contributors to the
organization.®

A number of companies are taking active steps to manage this dramatic shift in
employee diversity. For example, IBM’s board of directors and its Worldwide Execu-
tive Council (WEC) are 57 percent and 40 percent (respectively) female and multicul-
tural, or not-U.S. born. The WEC is responsible for overseeing the company’s
worldwide diversity initiatives, including recruiting, retaining, and promoting talent,
and linking diversity initiatives to the global marketplace.’
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In another example, Deloitte Touche has undertaken several initiatives to help its
female employees break the “glass ceiling” including: decreasing the level of travel for
employees to allow them to better balance their work and personal lives; enhancing
career opportunities for women; and making diversity management a key priority for
the organization.!” Leaders at Deloitte Touche understand the long-term benefits of
retaining diverse employees. Although research shows that women comprise less than
15% percent of corporate board members in the United States and many European
countries, evidence shows that Fortune 500 firms with a higher percentage of female
directors and managers performed better financially.!!

Understanding diversity in the global marketplace is equally as important as
understanding it in the United States. As the Global OB on page 73 illustrates, global
managers must develop a keen understanding of differences among cultures to be suc-
cessful in their international business endeavors.

In addition to understanding the impact of racial, ethnic, and gender differences at
the workplace, managers also need to be aware of these other ways that employee di-
versity can manifest itself:

* Generational diversity: Gen Y or Millennials (those who are in their 20s and
younger) are different in key ways when compared to Gen X (those in their 30s
to low 40s) and baby boomers (those who are in their mid-40s and older). Gen X
and baby boomers, as managers, need to realize that Millennials can be used to
leverage their skills at online social networking to collaborations and teamwork
on virtual team projects. Millennials tend to require more praise and short-term
rewards than do Gen X and baby boomers, but they will put their own careers
first and will look for organizations that provide meaningful training and proj-
ects to build their résumés. Managers need to assign mentors to help match or-
ganizational opportunities with Millennial employees’ career goals and to help
Millennials understand the company culture, dress policies, office politics, and
so on.!?

* Disability diversity: The Americans with Disabilities Act (ADA) of 1990 prohibits
discrimination against qualified individuals with disabilities. A disabled person is
someone who has a physical or mental impairment that substantially limits one or
more of his or her major life activities. Given that the ADA requires that organiza-
tions make reasonable accommodations for disabled individuals, managers may be
called upon to make one or more of the following accommodations:!?

* Make existing facilities accessible. A manager may be asked to assist in the
planning and budgeting for a wheelchair ramp to be added to the front of the
building.

* Restructure jobs. A manager may purchase voice interface software so that a
blind customer service representative can relate information from a PC to cus-
tomers who call in with questions and problems. Basically, the PC speaks to the
blind employee who then communicates that information to the customer.

* Modify work schedules. Some ill individuals have set days/times when they need
to receive treatment (e.g., kidney dialysis, etc.) from medical providers. A man-
ager may need to accommodate the employee by scheduling work around these
medical visits.

» Reassign employees. A police officer, after being wounded in the line of duty,
may need to be reassigned to a desk job for a certain period until able to assume
full responsibilities again.



GLOBAL OB

GUIDELINES FOR EXPATRIATES WHEN MANAGING

A moderately collective culture exists. Thus, a friendship may

IN ANOTHER CULTURE be more important than work or technical expertise.
When a manager is managing in another culture, a number e Punctuality is not a priority.
of crucial cultural characteristics must be considered. A * Being passive is considered a virtue.
few pointers that apply to specific cultures could prove to be *  Women have few privileges and male chauvinism is strong.
invaluable.
] Russia
China

e Literacy is almost 100 percent. Information is processed

subjectively and outsider-initiated communication is viewed
¢ Although the government encourages atheism, Buddhism, suspiciously.

Islam, and Christianity also are practiced in China. Confucian-
ism, although not a religion, has a great influence on Chinese
society.

e Mandarin is spoken by over 70 percent of the population.

* Specialists with technical expertise are respected.

e Sexual harassment is excessive in business organizations

. . . and in the government.
¢ As a collectivist society, individual rights and needs are sub-

. L * Compromise is viewed as a sign of personal weakness.
ordinate to collective rights and needs. P g P

e Harmony and family must be respected. Mexico
e Although women are purported to be equal to men, economic e Good impressions are made when foreign nationals are famil-
and work-related inequities exist. iar with the nation’s history, customs, and arts.
Indi e General suspicion is directed at foreign nationals.
ndia
L . . . . . e Time is a flexibl n .
e Hinduism and Islamic religions play a major role in the lives of eisa e. i3 09 CER. ) )
most Indians. * Personal friendships and long-term relationships are very
. . important.
e The caste system exerts a strong influence over Indian porta t_ ] ]
society. » Conversations occur at close physical distances.

What are the implications of heredity and diversity differences in the global and
domestic workplace? It is important to understand that even the perception that
these differences exist influences the behavior of men, women, and minorities in the
workplace. A male manager, for example, who assumes a female employee is less
committed to the organization because of family responsibilities is likely—perhaps
unconsciously—to behave differently toward her than he otherwise would. In
turn, the female employee’s behavior will likely be influenced—again, perhaps
unconsciously—Dby the manager’s behavior.

bilit —_ .
A person's talent 1o Abilities and Skills
Pirf(?m; a “;(ental or Some employees, though highly motivated, simply do not have the abilities or skills to
physical task.

perform well. Abilities and skills play a major role in individual behavior and perfor-
mental abilit mance.'* Ability is a person’s talent to perform a mental or physical task. Skill is a
Refers to on e‘fs level of  learned talent th.at a person has acquired to pgrfprm a task. A person’s ability is gener-
intelligence and can be  ally stable over time. Skills change as one’s training or experience occurs. A person can
divided into subcatego-  be trained and consequently acquire new skills.

ries, including verbal The following abilities have been identified as important factors in helping to dif-
fluency and compre- ferentiate between higher- and lower-performing employees: mental ability, emo-
hension, inductive and . . . . . . .
deductive reasoning, tzong{ intelligence, and tacit know.ledge. When.se?lectmg 9apd1dates fo.r a partlculqr
associative memory, position, one of the better predictors of training proficiency and job success is

and spatial orientation. ~mental ability. Often referred to as intelligence, mental ability can be divided into

3
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emotional intelligence
(EN)

The handling of
relationships and

interactions with others.

tacit knowledge

The work-related
practical know-how
that employees acquire
through observation
and direct experience
on the job.
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several subcategories: verbal fluency and comprehension, inductive and deductive
reasoning, associative memory, and spatial orientation.!3

One of the more popular cognitive ability tests is the Wonderlic Personnel Test.!'
Organizations from the National Football League to American Residential Services (a
home maintenance and repair company) give this 12-minute, 50-question test to aspir-
ing recruits and job applicants to assess their mental ability. At American Residential
Services candidates scoring in the lowest 10 to 15 percent are not hired. The company
claims that this enhances the quality of new employees, ultimately improving cus-
tomer service and cutting turnover.!”

Another important ability is emotional intelligence. Discussed in greater detail in
Chapter 4, emotional intelligence (El) refers to a person’s ability to be self-aware of
feelings, to manage emotions, to motivate oneself, to express empathy, and to handle
relationships with others.'® The topic of emotional intelligence has spawned a great
deal of interest among researchers and managers, as evidenced by the countless num-
ber of books and research studies published on the topic. Though not conclusive, re-
search findings are increasingly showing that people high in emotional intelligence are
more successful in certain ways on the job.!” For example, one study found that em-
ployees low in EI reacted more negatively to job insecurity and were more likely to
adopt negative coping strategies.”

Tacit knowledge refers to work-related practical know-how that employees ac-
quire through observation and direct experience.?! By gaining hands-on work expe-
rience, successful employees learn the ins and outs of their jobs, the norms of their
work teams, and the values of the organizational culture. For example, a customer
service representative from a large cable television company learned over the years
that it’s best not to interrupt irate customers while they are upset and venting their
problems. By showing the customer genuine concern and a willingness to listen, the
representative could help the customer feel better, ultimately retaining his or her
business. This skill was not learned from a manual or training session; it was devel-
oped by the representative through trial and error and experience with hundreds of
irate customers.

According to Robert J. Sternberg, people who develop and use tacit knowledge will
increase their chances of success within organizations.?? He believes that practically
intelligent leaders and managers tend to:

* Capitalize on their own strengths and overcome their weaknesses.
» Realize they are not good at everything.

* Overcome negative expectations set by others around them.

* Learn from their positive and negative experiences.

* Have can-do attitudes.

Although far from conclusive, research supports such claims about the virtues of
practical intelligence. For example, in a study of the leadership effectiveness of 562
military leaders, those with higher levels of tacit knowledge were perceived as more
effective than those with lower amounts of practical, experience-based knowledge.??

The presence or absence of various abilities and skills has an obvious relationship
to job performance. Managers must attempt to match a person’s abilities and skills to
the job requirements. This matching process is important since no amount of leader-
ship, motivation, or organizational resources can make up for deficiencies in abilities
or skills (although clearly, some skills can be improved with practice and training). Job
analysis is a widely used technique that takes some of the guesswork out of matching.



attitudes

Mental states of
readiness for need
arousal.

cognition

This is basically what
individuals know
about themselves and
their environment.
Cognition implies a
conscious process of
acquiring knowledge.

affect

The emotional compo-
nent of an attitude;
often learned from
parents, teachers, and
peer group members.

cognitive dissonance
A mental state of anxi-
ety that occurs when
there is a conflict
among an individual’s
various cognitions (for
example, attitudes and
beliefs) after a decision
has been made.
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Job analysis is the process of defining and studying a job in terms of tasks or behav-
iors and specifying the responsibilities, education, and training needed to perform the
job successfully. Job analysis will be discussed in more detail in Chapter 6.

Attitudes

Attitudes are determinants of behavior because they are linked with perception, per-
sonality, feelings, and motivation. An attitude is a mental state of readiness learned
and organized through experience, exerting a specific influence on a person’s response
to people, objects, and situations with which it is related. Each person has attitudes on
numerous topics—computers, jogging, restaurants, friends, jobs, religion, the govern-
ment, elder care, crime, education, income taxes, and so on.

This definition of attitude has certain implications for the manager. First, attitudes
are learned. Second, attitudes define one’s predispositions toward given aspects of the
world. Third, attitudes provide the emotional basis of one’s interpersonal relations
and identification with others. And fourth, attitudes are organized and are close to the
core of personality. Some attitudes are persistent and enduring. Yet, like each of the
psychological variables, attitudes are subject to change.?

Attitudes are intrinsic parts of a person’s personality. A number of theories at-
tempt to account for the formation and change of attitudes. One such theory proposes
that people “seek a congruence between their beliefs and feelings toward objects” and
suggests that the modification of attitudes depends on changing either the feelings
or the beliefs.”” The theory proposes that cognition, affect, and behavior determine
attitudes, and that attitudes, in turn, determine cognition, affect, and behavior. The
cognitive component of an attitude consists of the person’s perceptions, opinions, and
beliefs. It refers to the thought processes with special emphasis on rationality and
logic. An important element of cognition is the evaluative beliefs held by a person.
Evaluative beliefs are manifested in the form of favorable or unfavorable impressions
that a person holds toward an object or person.

Affect is the emotional component of an attitude and is often learned from parents,
teachers, and peer group members. It is the part of an attitude that is associated with
“feeling” a certain way about a person, group, or situation. The behavioral component
of an attitude refers to the tendency of a person to act in a certain way toward some-
one or something. A person may act in a warm, friendly, aggressive, hostile, teasing, or
apathetic way, or in any number of other ways. Such actions could be measured to
examine the behavioral component of attitudes.

Sometimes there may be discrepancies between attitudes and behaviors. This kind
of discrepancy is called cognitive dissonance. An individual who has the attitude that
smoking is bad for one’s health but who continues to smoke anyway would probably
experience cognitive dissonance. Such an inconsistency between beliefs and behavior
is thought to create discomfort and a desire on the part of the individual to eliminate
or reduce the inconsistency.

In terms of the smoker, this could mean changing beliefs about the negative health
consequences (“I'm in good health-—smoking isn’t as bad as they say”) or modifying
the behavior (quitting, cutting back, switching to a “lower-tar” brand). The concept of
cognitive dissonance is developed further in Chapter 14.

Exhibit 3.2 illustrates how a work environment factor (e.g., managers’ style) can
influence the three components of attitudes. This stimulus triggers cognitive (thought),
affective (emotional), and behavior responses. In essence, the stimulus results in the
formation of attitudes, which then lead to one or more responses.
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The Three
Components of
Attitudes: Cognition,
Affect, and Behavior
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Stimuli
Work environment Manager style
factors Technology
Noise
Peers
Reward system
Compensation plan
Career opportunities
Cognition Beliefs and values My supervisor is unfair.
> “Having a fair supervisor is
important to me.”
Affect Feelings and emotions [ “I don't like my supervisor.”
Behavior Intended behavior |3 “P've submitted a formal
request to transfer.”

The theory of cognitive, affective, and behavioral components as determinants of
attitudes has a significant implication for managers. The theory implies that the man-
ager must be able to demonstrate that the positive aspects of contributing to the orga-
nization outweigh any negative aspects of a situation. It is through attempts to develop
generally favorable attitudes toward the organization and the job among employees
that many managers achieve effectiveness.

Changing Attitudes

Managers often face the task of changing their employees’ attitudes to get them to
work harder and achieve higher job performance. Although many variables affect at-
titude change, the process depends on three general factors: the communicator, the
message itself, and the situation.?® For this discussion, it is assumed that the commu-
nicator is the manager of several employees of a five-star hotel. The employees work
in a variety of positions, including the front desk, sales, banquets, cleaning, laundry,
concierge services, and the hotel restaurant.

The Communicator The employees are more likely to change their attitudes (e.g., like
the job more and try to provide higher levels of customer service) if they trust the
manager, like the manager, and perceive the manager as having prestige. If the man-
ager is not trusted, then his or her efforts at changing attitudes will fall short because
the employees will not believe or accept the manager’s message. Calls for better cus-
tomer service will likely be perceived as self-serving for the manager in terms of his or
her annual performance and pay raises (as opposed to a sincere effort to make cus-
tomers feel better about staying at the hotel). Liking the manager can lead to attitude
change because employees try to identify with a liked communicator and tend to adopt
attitudes and behaviors of the liked individual. In addition, perceiving the manager as
having prestige can lead employees to be more receptive to changing their attitudes. If
a manager with little prestige is not shown respect by peers and superiors, this makes
the job of changing the employees’ attitudes very difficult.



Chapter 3  Individual Differences and Work Behavior 11

The Message Even if the manager is trusted, liked, and seen as having prestige, the
message needs to be clear, understandable, and convincing. The manager attempts to
change attitudes by delivering persuasive messages. As will be discussed in Chapter 13,
managers send both intentional and unintentional messages through verbal and non-
verbal communication. For example, if a manager says verbally that he or she supports
the new vice president of the hotel but then misses several of the new VP’s meetings, the
manager is sending a powerful nonverbal message to employees (i.e., [ do not support
the new VP). To be more effective at changing employees’ attitudes, managers need to
develop and deliver consistent and persuasive verbal and nonverbal messages.

The Situation Managers’ ability to change employees’ attitudes depends partly on
the situation in which the effort takes place. Assume the manager wants the cleaning
staff to clean rooms 20 percent faster than they currently are doing. Knowing that a
persuasive message can be more effective when accompanied by a distraction, the
manager first announces that each member of the cleaning staff is going to receive a
year-end bonus for their hard work and commitment. After making that announce-
ment, the manager then asks the employees to make an even greater effort over the
next 12 months by cleaning rooms much faster. Research indicates that if people are
distracted while they are listening to a message, they will show more attitude change be-
cause the distraction interferes with silent counterarguing.”’ In other words, the employ-
ees are more likely to listen to and respond to the manager’s plea to work faster because
they don’t have time to come up with strong internal arguments against this request.

Distraction is just one of many factors that can increase persuasion. Another fac-
tor that makes people more susceptible to attempts to change attitudes is pleasant
surroundings. The pleasant surroundings may be associated with the attempt to
change the attitude.

Attitudes and Job Satisfaction

Job satisfaction is an attitude people have about their jobs. It results from their percep-
tion of their jobs and the degree to which there is a good fit between them as individu-
als and the organization.”?® A number of factors have been associated with job
satisfaction. Among the more important ones are these:

Pay—the amount of pay received and the perceived fairness of that pay.

Work itself—the extent to which job tasks are considered interesting and provide
opportunities for learning and accepting responsibility.

Promotion opportunities—the availability of opportunities for advancement.
Supervision—the technical competence and the interpersonal skills of one’s imme-
diate boss.

Co-workers—the extent to which co-workers are friendly, competent, and supportive.
Working conditions—the extent to which the physical work environment is com-
fortable and supportive of productivity.

Job security—the belief that one’s position is relatively secure and continued
employment with the organization is a reasonable expectation.

Many organizations recognize the importance of the potential link between job
satisfaction and a number of desirable organizational outcomes. Ben & Jerry’s Home-
made, Inc., for example, is very proactive in providing a work environment it believes
increases satisfaction and, consequently, productivity. This multimillion-dollar ice
cream maker has established an employee-run Joy Committee. The sole purpose of
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this committee is to suggest and implement activities that make Ben & Jerry’s a fun
place to work. Among other innovations, the committee has sponsored an official
tacky dress-up day in which employees are encouraged to wear their most outlandish
and stylistically incorrect outfits. On one occasion the company hired masseuses to
reduce stress during the busiest season. Employees could take a break for a half hour
and have a massage. Through these and other personnel policies, Ben & Jerry’s is com-
mitted to increasing employee satisfaction.?

Another company committed to building and maintaining high levels of job satis-
faction is SAS Institute Inc., a North Carolina-based software maker with more than
10,000 employees in 522 offices around the world. The SAS Institute offers a generous
family-friendly package of benefits aimed to boost employee morale on the job. To
help keep their stress levels under control, employees can work out in a state-of-the-art
gym, drop their children at the company-run day care facility, receive on-site health
care, and take advantage of flex hours to meet family obligations.*

Satisfaction and Job Performance

One of the most widely debated and controversial issues in the study of job satisfac-
tion is its relationship to job performance or effectiveness.?! Three general views of
this relationship have been advanced: (1) job satisfaction causes job performance;
(2) job performance causes job satisfaction; and (3) the job satisfaction—job perfor-
mance relationship is moderated by other variables such as rewards. Exhibit 3.3
shows each of these viewpoints.

The first two views have mixed, but generally weak, research support. Most studies
dealing with the performance—satisfaction relationship have found low association

Causes
1. Job satisfaction 3 Job performance

“The satisfied worker is more productive.”

Causes
2. Job performance P Job satisfaction

“The more productive worker is satisfied.”

Perceived equity

\

3.Job performance — =———— Rewards > Job satisfaction

A |
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ARE U.S. WORKERS SATISFIED WITH ANYTHING

AT WORK?

A study conducted by The Conference Board of a representative
sample of 5,000 U.S. households provides interesting results on
job satisfaction. The study found that more than 50 percent of
Americans are not happy with their jobs. A decline in job satis-
faction has been occurring over the past 20 years and isn’t show-
ing any signs of reversing itself.

The survey found interesting differences among respon-
dents. Younger workers (some of whom work part-time) and
middle-aged employees from the Mid-Atlantic states are the
least satisfied with their jobs. Older workers who make better
salaries and who live in the Mountain states are more satisfied
with their jobs.

Worker discontentment did not stop with age, income, or geo-
graphic location. For example, less than 23 percent were satis-
fied with their companies’ bonus plans and promotion policies;
less than 30 percent were content with their firm’'s training pro-
grams, recognition and performance review process; and less
than 36 percent were happy with their workload, work/life bal-
ance, communication channels and potential for growth.

Were there any aspects of work with which the majority of
respondents were satisfied? Yes, 56 percent expressed interest
in their work and said they were satisfied with their commute and
co-workers.

Source: Adapted from “U.S. Job Satisfaction Declines, The Conference
Board Reports,” February 23, 2007, www.conference-board.org/utilities/
pressDetail.cfm?press_ID = 3075 (accessed April 6, 2009); and Nancy

H. Woodward, “Uplifting Employees,” HR Magazine 52, no. 8 (August
2007), pp. 81-85.

Less satisfied with job More satisfied with job

Younger workers less than 25 years old
Workers aged 45 to 55 years old

Workers earning $15,000 or less per year
Workers who live in the Mid-Atlantic states
(New Jersey, Pennsylvania, and New York)

Older workers aged 55 to 64

Older workers aged 65 and over

Workers earning $50,000 or more

Workers in the Mountain states

(Montana, Idaho, Wyoming, Nevada,

Utah, Colorado, Arizona, and New Mexico)

between performance and satisfaction. The evidence is rather convincing that a satisfied
employee is not necessarily a high performer. Managerial attempts to make everyone
satisfied will not necessarily yield high levels of productivity. Likewise, the assumption
that a high-performing employee is likely to be satisfied is not well supported.

The third view suggests that satisfaction and performance are related only under
certain conditions. A number of other factors, such as employee participation, have
been suggested as affecting the relationship.’?> Most attention, however, has focused on
rewards as influencing the relationship. Generally, this view suggests that the rewards
one receives as a consequence of good performance, and the degree to which these
rewards are perceived as reasonable or equitable, affect both the extent to which satis-
faction results from performance and the extent to which performance is affected by
satisfaction. This means that if an employee is rewarded for good performance and if
the reward is deemed fair by the employee, job satisfaction will increase (or remain
high). This in turn will have a positive effect on performance, leading to additional
rewards and continued higher levels of job satisfaction.

There is a great deal we do not yet understand regarding the role of job satisfac-
tion. It is clear, however, that it can affect a number of important performance vari-
ables. Absenteeism and turnover, for example, have been frequently associated with
satisfaction, although the relationship is not strong.3* Increasing job performance and
employee productivity will continue to be a major management focus in the 21st cen-
tury. As long as this remains the case, it is unlikely that interest in job satisfaction will
diminish among either organizational researchers or managers.

19
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EXHIBIT 3.4

Some Major Forces
Influencing
Personality

The Organizational Encounter on job satisfaction on page 79 provides managers
with suggestions. The feedback from the employees studied indicates managers should
examine their promotion policies, training programs, and engagement opportunities.

Personality

The relationship between behavior and personality is perhaps one of the most com-
plex matters that managers have to understand. When we speak about an individu-
al’s personality we are referring to a relatively stable set of feelings and behaviors
that have been significantly formed by genetic and environmental factors. Although
many aspects of personality formation, development, and expression are not
perfectly understood, certain principles are generally accepted as being true. For
example, personality:

1. Appears to be organized into patterns that are, to some degree, observable and
measurable.

2. Has superficial aspects, such as attitudes toward being a team leader, and a deeper
core, such as sentiments about authority or a strong work ethic.

3. Involves both common and unique characteristics. Every person is different from
every other person in some respects and similar to other persons in other respects.

Your own personality did not just suddenly or randomly happen. It is the product
of a number of forces that together have helped shape the unique individual that you
are. Exhibit 3.4 presents some of these major forces.

Personality is a product of both nature and nurture. Nature refers to the heredi-
tary forces in Exhibit 3.4. The genetic makeup you inherited from your mother and
father has partially determined the personality you have today. While scientists have
yet to identify specific “personality” genes, it is clear heredity is an important deter-
miner of personality. Research on identical twins who have been reared apart sug-
gests that hereditary factors may account for as much as half of the variation in
different personalities.>* Heredity is not a constant factor in personality, however.

Cultural forces

Social class and
INDIVIDUAL other group
PERSONALITY membership forces

Hereditary
forces

Family relationship
forces
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The importance of heredity varies from one personality trait to another. For example,
heredity generally is more important in determining a person’s temperament than
values and ideals.

The remaining forces depicted in Exhibit 3.4 are part of the nurture side of the
personality equation. Nurture refers to the pattern of life experiences you have. Fam-
ily relationship forces are an important part of nurture. This includes the experiences
you had with parents, siblings, and other family members. How your parents ex-
pressed their feelings, how strict or permissive they were, how many siblings you
had, where you were in the birth order (whether you were an only child or the first,
middle, or last child, etc.), the role grandparents played in your upbringing—all are
examples of family relationship forces that played a role in shaping what your
personality is today.

The degree to which every person is molded by culture is significant. We frequently
do not comprehend the impact of culture in shaping our personalities. It happens
gradually, and usually there is no alternative but to accept the culture. The stable func-
tioning of a society requires that there be shared patterns of behavior among its mem-
bers and that there be some basis for knowing how to behave in certain situations. To
ensure this, the society institutionalizes various patterns of behavior. The institution-
alization of some patterns of behavior means that most members of a culture will
have many common personality characteristics. At the same time, however, there is a
great deal of cultural diversity within our society. The effective management of such
diversity, and the differences that may exist within an organization’s workforce because
of it, is a critical and challenging task.

Increasingly in today’s world, business operations are global in scope. This means
they are frequently multicultural as well. Thus, while most members of a culture will
share similar personality characteristics, there may be significant differences across
cultures. One of the challenges of doing business in a global economy is understand-
ing and respecting cultural differences, particularly as they may affect personality and
behavior.

Social class also is important in shaping personality. The various neighborhoods of
cities and towns tend to be populated by different social classes, each with its own
mores. The neighborhood or community where a child grows up is the setting in which
he or she learns about life. Social class influences the person’s self-perception, percep-
tion of others, and perceptions of work, authority, and money. In terms of such press-
ing organizational problems as adjustment, quality of work life, and dissatisfaction,
the manager attempting to understand employees must give attention to social class
factors.

A review of each of the major forces that shapes personality indicates that manag-
ers have little control over these determinants. However, no manager should conclude
that personality is therefore an unimportant factor for them to consider in workplace
behavior. Employee behavior cannot be understood without considering the concept
of personality. In fact, personality is so interrelated with perception, attitudes, learn-
ing, and motivation that any analysis of behavior is grossly incomplete unless person-
ality is considered.

Personality and Behavior in Organizations

In the years following World War II, many researchers and managers believed that
measures of personality could predict job performance and other behaviors at work.
It was common for companies to administer psychological inventories to job applicants
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extroversion

One of the Big

Five personality
dimensions; it is a
trait that indicates a
person’s outgoing,
sociable behavior.

emotional stability
One of the Big
Five personality
dimensions; it is the
ability to be calm,
serene, relaxed, and
secure.

to see if they were well suited to work in certain jobs and the organization’s culture. By
the 1960s, however, the validity or accuracy of such personality tests was questioned.
One of the main reasons for this concern was the fear that such personality tests would
lead to the unfair treatment of minority groups commonly discriminated against in
the past.

Despite the concern over the potential misuse of personality tests, more researchers
continued to ask the question, “Does an individual’s personality affect his or her be-
havior at work?” To many, the answer was “yes.” In addition, many companies today
use personality testing to help make selection, career planning, training, and team as-
signment decisions. For example, one popular personality test, the Myers-Briggs In-
ventory (MBTI), is used by many companies to assist in team building, management
development, decision making, leadership, and career development. For example,
Southwest Airlines uses the MBTT as a diagnostic tool to help its employees and work
teams communicate and work together more effectively.?® It has been reported that
over 3 million individuals complete the MBTI each year.’” Although the validity of
some of the uses of MBTTI has been questioned,® the large number of companies and
people using this personality test is indicative of the increasing popularity of person-
ality tests in general.

This renewed interest and focus on personality as a key to understanding organiza-
tional behavior led to research in the following areas: the “Big Five” personality dimen-
sions, locus of control, self-efficacy, and creativity. The following sections will discuss
the research and managerial implications of each of these personality domains.

The Big Five Personality Dimensions

Personality is a term used to describe a great many feelings and behaviors. Literally
hundreds of personality dimensions or traits have been identified by psychologists over
the last 100 years. However, within the past 25 years or so, a consensus has emerged
that, for the most part, the human personality can be described by five dimensions or
factors.® The Big Five personality dimensions include: extroversion, emotional stabil-
ity, agreeableness, conscientiousness, and openness to experience.** Each of the five
factors is briefly described below. As you read the descriptions, ask yourself the follow-
ing question, “To what extent does this factor describe my personality?”

Extroversion refers to the tendency to be sociable, gregarious, assertive, talkative,
and active. People high in extroversion tend to enjoy talking and interaction with co-
workers, and they gravitate toward jobs that have a good deal of social interaction.
Research indicates that extroverted people tend to perform well in sales and manage-
rial jobs, tend to do better in training programs, and tend to have higher levels of
overall job satisfaction.*! This suggests that organizations such as Avon and The
Sharper Image, both of which rely heavily on the successful training and performance
of their salespeople, would benefit from using a valid personality test to measure ex-
troversion as part of an overall selection program.

Emotional stability is the tendency to experience positive emotional states, such as
feeling psychologically secure, calm, and relaxed. Anxiety, depression, anger, and em-
barrassment are characteristics of low emotional stability. The low-stability individual
is more likely to experience job-related stress, a topic discussed in detail in Chapter 9.
Although the link between emotional stability and job performance does not appear
to be a strong one, some interesting research findings relate to other important work
behaviors. For example, a meta-analysis (a large research study that analyzes results
from several previous studies) found that low levels of emotional stability were associ-
ated with low levels of employee motivation.*?



agreeableness

One of the Big Five
personality dimen-
sions; it is the tendency
to be courteous, forgiv-
ing, tolerant, trusting,
and softhearted.

conscientiousness
One of the Big Five
personality dimen-
sions; it is the tendency
to be dependable,
organized, thorough,
and responsible.

openness to
experience

One of the Big Five
personality dimen-
sions; it reflects the
extent to which an
individual is broad-
minded, creative, curi-
ous, and intelligent.
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Being courteous, forgiving, tolerant, trusting, and softhearted are traits associated
with agreeableness. The employee described as “someone who gets along with others”
is high on agreeableness. It is a dimension that can help make someone an effective
team player and can pay off in jobs where developing and maintaining good interper-
sonal relationships and helping fellow employees is important.* Individuals low on
agreeableness are often described as rude, cold, uncaring, unsympathetic, and antago-
nistic. Jobs and professions that require individuals high in agreeableness include cus-
tomer service, sales, auditing, nursing, teaching, and social work.

Conscientiousness is exhibited by those who are described as dependable, orga-
nized, thorough, and responsible. Individuals who are conscientious also tend to per-
severe, work hard, and enjoy achieving and accomplishing things. It is not hard to
understand why this trait is highly valued by all organizations. Employees who are low
in conscientiousness tend to be sloppy, inefficient, careless, and even lazy. From a re-
search perspective, conscientiousness is the most closely linked dimension to job per-
formance. Put succinctly, conscientious employees perform better across a wide variety
of occupations. Emerging research also indicates that conscientious individuals tend
to exhibit higher levels of motivation and job satisfaction,* as well as other important
work behaviors (retention, attendance, and fewer counterproductive behaviors).

The final personality dimension is openness to experience. This dimension reflects
the extent to which an individual has broad interests and is willing to take risks. Spe-
cific traits include curiosity, broad-mindedness, creativity, imagination, and intelli-
gence. People high in openness to experience tend to thrive in occupations where
change is continuous and where innovation is critical. For example, people who create
spectacular special effects for large-budget action films need to possess high levels of
this personality dimension. This holds true for employees of Cyberware, the special
effects firm that created many of the cutting-edge special effects in the movie Termina-
tor I1I. Individuals low in openness to experience (i.e., unimaginative, conventional,
and habit-bound) would not fit in well at Cyberware, where change and innovation are
critical for organizational survival.

As Exhibit 3.5 indicates, research on the Big Five personality dimensions is promis-
ing due to the evidence that shows personality does influence important work behav-
iors such as job performance, training proficiency, and job satisfaction. This
personality model also has implications for global management and organizational
behavior. The five factors have been obtained in different cultures and using different
languages.*® So, it is not surprising that relationships among the Big Five dimensions
and job performance also apply across country borders. The existence of very similar
relationships has been demonstrated in Great Britain, Germany, France, the Nether-
lands, Norway, and Spain.*

A review of the personality research suggests that even with the Big Five, not one
trait or group of traits predicts with precision how well someone will perform on a
particular project or in a specific job. In addition to assessing one’s personality,
firms should use a variety of selection tools to try to match a person’s interests and
skills with a particular job. These can include a structured interview, a cognitive
ability test, and a work performance test. The individual job candidate or employee
applying for an internal promotion also should be attempting to find the best fit for
himself or herself in the job and organization. Using only the scores on a personal-
ity test will often lead to misalignment and poor person—job (and person—organization)
fit. Once into a job, individuals who work hard at the “fit” are likely to experience
higher levels of job satisfaction, more positive attitudes, and better relationships
among peers.



84 PartTwo Understanding and Managing Individual Behavior

EXHIBIT 3.5 The Big Five Personality Dimensions: A Summary

Dimension

High extroversion

High emotional stability

High agreeableness

High conscientiousness

Openness to experience

Associated with

These Work Behaviors Managerial Implications

Job performance of managers and Use personality assessment to identify

salespersons; training proficiency extroverted individuals for jobs
requiring large amounts of social
interaction.

Overall job satisfaction; motivation Managers can only do so much to

increase job satisfaction and to
motivate employees; employees low in
emotional stability will be more difficult
to influence in these areas.

Peer ratings of team members; Managers should try to include on

interpersonal skills teams individuals who are agreeable
because they help the team to function
more smoothly by using their good
interpersonal skills to keep
communication channels open and to
work out intragroup problems.

Job performance across most Personality assessments should be
occupations; motivation; job used to select individuals with high
satisfaction; retention; attendance; and levels of conscientiousness.

fewer counterproductive behaviors. Selections should include new hires

and current employees applying for
internal promotions.

Training proficiency Personality assessment should be
used to identify employees for key
training opportunities.

locus of control
Specifies a person’s be-
lief that he or she does
or does not master his
or her fate.

In addition to assessing applicants and employees on certain dimensions of the Big
Five, organizations often choose a few relevant personality traits that they believe are
closely linked to performance in certain jobs and in their organization. We now will
look at three such personality traits of interest to many organizations: locus of con-
trol, self-efficacy, and creativity.

Locus of Control

The locus of control of individuals determines the degree to which they believe their be-
haviors influence what happens to them.*” Some people believe they are autonomous—
that they are masters of their own fate and have personal responsibility for what happens
to them. When they perform well, they believe it is because of their effort or skill. They
are called internals. Others view themselves as helpless pawns of fate, controlled by out-
side forces over which they have little, if any, influence. When they perform well, they
believe it is due to luck or because it was an easy task. They are externals. Some research
suggests that externals score low on the Big Five dimensions of extroversion and emo-
tional stability.*® If you believe that the grades you typically receive in school are due to
the particular classes you take, the characteristics of your professors, or the type of tests
given, you are probably an external. On the other hand, if you think your grades typi-
cally reflect the amount of time and effort you devote to a particular class and your
knowledge of the subject matter, you are most likely an internal.
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GEN Y EMPLOYEES: HOW ARE THEY DIFFERENT?
Research suggests that Gen Y employees (also known as Millenni-
als) who were born in the 1980s and 1990s are different in many
substantive ways compared with members of other generations
(i.e., Gen X, baby boomers, etc.). In general, Gen Y workers are
thought to be very comfortable with technology, prefer jobs that are
defined by task, not by time, and are more individualistic and
focused on their own interests and lifestyles. However, there may
be deeper psychological traits that differentiate this segment of the
workforce from the older generations. Research suggests that the
following psychological traits are common among Gen Y workers:

Less need for social approval.

e |mplications: casual dress and tone with supervisors, cus-
tomers, etc.

¢ QOrganizational response: dress codes and mentoring.

Higher self-esteem.
e |mplications: high need for praise; less ethical behaviors.

* Organizational response: encourage managers to praise and
provide ethics training.

External locus of control.
e |mplications: not taking responsibility for success or failures.

e Organizational response: more work in teams; add account-
ability for performance.

Higher anxiety and depression.

e |Implications: stressed-out and less productive workers;
absenteeism and turnover.

e Organizational response: stress management training and
mental health services.

Women more assertive.

e Implications: more women in powerful positions.

e Organizational response: provide flextime, child care; gender
equality.

How can Gen Y workers use the above information about the
shared personality traits of their generation? They can look for
jobs and careers that fit well with these and their individual per-
sonality traits. For example, Gen Y workers may want to work
for organizations that value work-life balance and a casual
work environment, offer meaningful work assignments, have
supportive managers who give a lot of feedback, and offer on-
going training and career enhancement opportunities. There
are many jobs and careers from which Gen Y workers can
choose; a better fit will generally lead to high job and life satis-
faction in the long run.

Sources: Adapted from Jean M. Twenge and Stacy M. Campbell,
“Generational Differences in Psychological Traits and Their Impact on
the Workplace,” Journal of Managerial Psychology 23, no. 8 (2008),
pp. 862—77; Tamara J. Erickson, “Task, Not Time: Profile of Gen Y Job,”
Harvard Business Review 86, no. 2 (2008), p. 19; Karen Auby, “A
Boomer's Guide to Communicating with Gen X and Gen Y,” Business-
Week, August 25, 2008, pp. 63-64; and Elisabeth Kelan, “Generational
and Gender Transformations,” Personnel Today, September 16, 2008,
pp. 38-40.

In organizational settings, internals usually do not require as much supervision as

do externals because they are more likely to believe their own work behavior will influ-
ence outcomes such as performance, promotions, and pay. Some research suggests
locus of control is related to moral behavior, with internals doing what they think is
right and being willing to suffer the consequences for doing so.*’ The Organizational
Encounter above demonstrates a possible relationship between locus of control and
ethical behavior.

Self-Efficacy

Self-efficacy relates to personal beliefs regarding competencies and abilities. Specifi-
cally, it refers to one’s belief in one’s ability to successfully complete a task. Indi-
viduals with a high degree of self-efficacy firmly believe in their performance
capabilities. The concept of self-efficacy includes three dimensions: magnitude,
strength, and generality.

Magnitude refers to the level of task difficulty that individuals believe they can
attain. For example, Jim may believe he can put an arrow in the archery range tar-
get six times in 10 attempts. Sara may feel she can hit the target eight times; thus
Sara has a higher magnitude of self-efficacy regarding this task than Jim. Strength

self-efficacy
Designates a person’s
belief that he or she has
the competency to com-
plete a job successfully.
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ORGANIZATIONAL

ENCOUNTER

CAN LOCUS OF CONTROL PREDICT

UNETHICAL BEHAVIOR?

Throughout history, the media have reported wrongdoing and un-
ethical behavior in business, government, and education. Lead-
ers and managers at Enron, Arthur Andersen, WorldCom,
Parmalat, and Tyco are but a few of the individuals who have
made headlines. Are personality factors related to choices indi-
viduals make to behave ethically or unethically? Recent research
on ethical decision making sheds some light on this question.
A partial description of a portion of this research follows.

In this study individuals with an average of five years’ work ex-
perience participated in an in-basket exercise in which they played
the role of Pat Sneed, a national sales manager for an electronics
firm. Among the dozen or so items in the in-basket were two that
required decisions involving ethical concerns. In one, a regional
sales director informs Sneed that one of his sales representatives
is paying kickbacks. Sneed must decide whether to put an end to
the kickbacks. In the second situation, Sneed receives a memo
from the vice president of production that indicates the vice presi-
dent has decided to change the material used in a product to save
production costs. The memo advises that customers should not be

informed of this change despite problems it might create. Sneed
must decide what, if anything, to do. Responses by study partici-
pants to these two situations were judged on the basis of prees-
tablished criteria to be either ethical or unethical.

Internal locus of control participants demonstrated more ethi-
cal behavior than their external counterparts. In fact, locus of
control showed nearly twice as much effect on ethical decision
making as did the combination of all other variables that were in-
cluded. The researchers suggest organizations may wish to as-
sess locus of control when selecting managers for positions
involving ethical decision making. Other research studies support
this conclusion.

Sources: Gregory G. Manley, Juan Benavidez, and Kristen Dunn, “Devel-
opment of a Personality Biodata Measure to Predict Ethical Decision
Making,” Journal of Managerial Psychology 22, no. 7 (2007), pp. 664-82;
Marc Street and Vera L. Street, “The Effects of Escalating Commitment
on Ethical Decision-Making,” Journal of Business Ethics 64 (2006),

pp. 343-56; Susan Key, “Perceived Managerial Discretion: An Analysis
of Individual Ethical Intentions,” Journal of Managerial Issues 14, no. 2
(Summer 2002), pp. 218-34; and L.K. Trevino and S.A. Youngblood, “Bad
Apples in Bad Barrels: A Causal Analysis of Ethical Decision-Making
Behavior,” Journal of Applied Psychology, August 1990, pp. 378-86.

refers to whether the belief regarding magnitude is strong or weak. If in the previ-
ous example Jim is moderately certain he can hit the target six times, while Sara is
positive she can achieve eight hits, Sara is displaying greater strength of belief in
her ability than is Jim. Finally, generality indicates how generalized across different
situations the belief in capability is. If Jim thinks he can hit the target equally well
with a pistol and rifle and Sara does not think she can, Jim is displaying greater
generality than is Sara.

Beliefs regarding self-efficacy are learned. The most important factor in the devel-
opment of positive self-efficacy appears to be past experience. If over a period of time
we attempt a task and are increasingly successful in our performance, we are likely to
develop self-confidence and an increasing belief in our ability to perform the task suc-
cessfully; conversely, if we repeatedly fail in our attempts to perform a task well, we
are not as likely to develop strong feelings of self-efficacy. Self-efficacy tends to be
task specific; that is, a belief that we can perform very well in one job does not neces-
sarily suggest a corresponding belief in our ability to excel in other jobs.

According to an analysis of self-efficacy by Gist and Mitchell,*® research on self-
efficacy has led to several consistent findings. They indicated that self-efficacy is as-
sociated with work-related performance, career choice, learning and achievement, and
adaptability to new technology, and they noted that certain training methods could
enhance self-efficacy in individual trainees. A related large-scale research study found
that individuals high in self-efficacy tended to perform at a higher level.’! Also sup-
porting these conclusions is the research by Bandura and Locke, who found that, when
combined with goal setting, individuals with high levels of self-efficacy tend to display
higher levels of motivation and performance.
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Thus, feelings of self-efficacy have a number of managerial and organizational
implications:

o Selection decisions—Organizations should select individuals who have a strong
sense of self-efficacy. These individuals will be motivated to engage in the behaviors
that will help them perform well. A measure of self-efficacy can be administered
during the hiring/promotion process.

* Training programs—Organizations should consider employee levels of self-efficacy
when choosing among candidates for training programs. If the training budget is
limited, then more return (i.e., performance) on training investment can be realized
by sending only those employees high in self-efficacy. These individuals will tend to
learn more from the training and, ultimately, will be more likely to use that learning
to enhance their job performance.

*  Goal setting and performance—QOrganizations can encourage higher performance
goals from employees who have high levels of self-efficacy. This will lead to higher
levels of performance from employees, which is critical for many organizations in
this era of hypercompetition.

Creativity

Creativity is a personality trait that involves the ability to break away from habit-
bound thinking and produce novel and useful ideas. Creativity produces innova-
tion, and innovation is the lifeblood of a growing number
of corporations. The 3M Company is famous for its cre-
ativity and product innovations. Rubbermaid introduces
one new product a day. These companies and others, such
O AS R L83 IS as Hewlett-Packard, Walt Disney Company, Home Depot,
1. Encourage everyone to view old problems and Apple Computer, are well known for their efforts to

from new perspectives. stimulate creativity.

Make certain people know that it is OK to Creativity is a personality trait that can be encouraged

make mistakes. and developed within organizations by giving people oppor-

Provide as many people with as many new tunity and freedom to think in unconventional ways.>* For

work experiences as you can. example, one major impediment to increasing creativity in

Set an example in your own approach to work settings is the fear of failure. If an organization is in-

dealing with problems and opportunities. tolerant of mistakes and failure, it should not expect em-
ployees to take the risks often inherent in creative approaches
to problems. At Heinz’s highly successful frozen foods sub-
sidiary, Ore-Ida, management is aware that creative behavior will sometimes result in
mistakes. They have defined what they call the “perfect failure” and have arranged
for a cannon to be shot off in celebration every time one occurs. The cannon symbol-
izes that a failure has occurred, been learned from, and been forgotten. Because fail-
ures are openly discussed and treated positively, the creative risk-taking behavior that
management attempts to nourish is continued.>*

Each of the individual difference variables discussed here—heredity and diversity
factors, abilities and skills, perception, attitudes, and personality—impact organiza-
tional effectiveness and efficiency. Managers who ignore the importance of these vari-
ables do themselves, their employees, and their organizations a disservice. As we
proceed through the next six chapters focusing on individual-level behavior, keep in
mind how these individual differences help shape the behavior and performance of
employees.

Management Pointer
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YOU BE THE JUDGE COMMENT

CAN JOBS BE GENDER STEREOTYPED? dimensions are extroversion, emotional stability, agree-
Unless the male manager can show empirical evidence that ableness, conscientiousness, and openness to experi-
a man couldn’t perform the job, the woman who sued would ence. Every individual’s personality reflects differing
win the case. Yes, it is sex discrimination unless empirical degrees of these five factors.

evidence shows otherwise. The male manager has applieda  « Numerous personality factors operate to influence behavior.
stereotype to the position. Can he support his thinking? Prob- Three that are frequently identified as important in ex-
ably not for this type of job. plaining behavior and performance are locus of control,
¢ The Big Five personality model suggests that five dimen- selialinoae, 2w EreE

sions are central to describing personality. These five

Summary of * Major individual variables that influence work behavior include demographic fac-

Key Points tors (e.g., age, sex, race), abilities and skills, perception, attitudes, and personality.
These combine with various organizational variables (resources, leadership, re-
wards, job design, structure) to shape productive, nonproductive, and counterpro-
ductive work behaviors.

+ Attributions we make about why an event occurs influence our behavior. The pro-
cess involves analyzing why something has happened (attributing a cause to the
event) and fitting that explanation into a general framework that provides a basis
for subsequent behavior. Thus, our behavior is shaped by our perception of why
certain things happen.

+ Stereotyping is a process employed to assist us in dealing more efficiently with mas-
sive information demands. It can be a useful, even necessary, perceptual process. A
prejudice is a particular form of stereotyping that resists change even in the face of
contrary information.

* An attitude is a learned predisposition to respond favorably or unfavorably to peo-
ple, objects, and situations with which it is related. An attitude consists of a cogni-
tive component (beliefs), an affect component (feelings), and a behavioral
component, which consists of the individual’s behavioral intentions.

* Although the job satisfaction—job performance relationship is a complex one that is
not fully understood, it seems clear that these two variables are related under cer-
tain conditions. One current view is that the rewards one receives as a consequence
of good performance, and the degree to which these rewards are perceived as rea-
sonable, affect both the extent to which satisfaction results from performance and
the extent to which performance is affected by satisfaction.

* Major forces influencing the nature of an individual’s personality include (1) hered-
ity factors, (2) parent—child and family relationships, (3) social class and other
group membership forces, and (4) cultural factors. The latter is particularly critical
as cross-cultural interactions increase in today’s global business environment.
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Review and 1. So many factors influence an individual’s behavior that it is impossible to accu-
Discussion rately predict what that behavior will be in all situations. Why then should manag-
Q i ers take time to understand individual differences?

uestions

2. In what ways can stereotyping be a helpful process? Can a stereotype be useful
even if it is not entirely accurate? Are we better off by getting rid of our stereo-
types or by making them more accurate?

3. Have you ever had a “bad attitude” toward a situation, a certain course that you
didn’t like, or an unattractive job assignment? How did that attitude affect your
behavior (i.e., performance, attendance, and so on)? How did you attempt to
improve your attitude?

4. Think of an important attitude you have regarding a carcer. Identify the three
components of that attitude and indicate what each outcome response would be.

5. As the U.S. workforce becomes much more diverse over the next 10 years, what
implications will that have for managers as they attempt to create and maintain a
work environment that allows all types of employees to contribute to the organi-
zation? How should employees’ individual differences be treated: accepted/valued
or assimilated into the organization culture?

6. The text identified job satisfaction as an important attitude. What other attitudes
might be important in work settings?

7. Are you an internal or an external? Would you rather have a boss who is an inter-
nal or an external? Why?

8. Of the Big Five personality dimensions, conscientiousness is the most important
factor in predicting job performance across most occupations. How can a person
develop a greater amount of conscientiousness in his or her work? What steps can
you as a manager take to encourage employees to be more conscientious?

9. As a manager, how might you increase a subordinate’s feelings of self-efficacy re-
garding a job assignment? How might you attempt to increase the creativity of
your subordinate?

10. “If everyone were alike, the task of managing organizations would be much eas-
ier.” Do you agree or disagree with this statement? Explain.

Exercise 3.1: Personality Insights

The following 27 statements are designed to provide 5 = Strongly Agree, or Definitely True
some insights regarding how you see yourself. In the 4 = Generally Agree, or Mostly True
blank space next to each of these statements, write
the number that best describes how strongly you
agree or disagree with the statement, or how true or
false the statement is as it applies to you. The num-
bers represent the following:

3 = Neither Agree nor Disagree, Neither True
nor False

2 = Generally Disagree, or Mostly False
1 = Strongly Disagree, or Definitely False



Reality Check

Now how much do you know about individual differences?

6.

10.

is a personality trait displayed by an employee who is dependable, organized,
responsible, and thorough.
a. Conscientiousness
b. Agreeableness
c. Open
d. Extroverted

The most important factor in developing positive self-efficacy is
a. intelligence

b. past experience

c. attitude

d. self-concept

True or false: The SAS Institute offers a generous family-friendly package of benefits aimed to
boost employee morale on the job.

a. True

b. False

Attitudes consist of three components. Two of these are behavior and affect. What is the third
component?
a. Style
b. Response
c. Cognition
d. Impression
is a learned talent that an employee has acquired to complete and perform a
task as expected.
a. Ability
b. Personality
c¢. Mental trait
d. Skill

REALITY CHECK ANSWERS

Before After

1.c 2.¢ 3.d 4a 5. b 6.a 7.b 8a 9.¢ 10.d
Number Correct Number Correct

Example:

2 You enjoy playing “bridge.”

3. You like to perform activities involving
selling or salesmanship.

4. As a rule you assess your previous actions

(The “2” in the space next to the statement indicates closely.
that you generally disagree: you are more negative 5 yoy often observe those around you to see
than neutral about enjoying “bridge.”) how your words and actions affect them.
1. In some circumstance in the past youhave  ___ 6. What you earn depends on what you know
taken the lead. and how hard you work.
2. Everyone should place trust in a super- __ 7.Generally, those in authority do their
natural force whose decisions he or she share of the unpleasant jobs without pass-

always obeys.
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ing them on to others.



12.

10.

I1.

. The remedy for social problems depends

on eliminating dishonest, immoral, and
mentally inferior people.

. Most people today earn their pay by their

own work.

The lowest type of person is the one who
does not love and respect his parents.
There are two kinds of people: the weak
and the strong.

You are the kind of person who tends
to look into and analyze himself or herself.

13. Your promotions depend more on whom

14.

1s.

16.

17.

18.

19.

20.

21.

22.

23.

24.

25.

26.

you know than on how well you do your
work.

All children should be taught obedi-
ence and respect for authority.

Those who are in public offices usually
put their own interest ahead of the public
interest.

Many bosses actually deserve lower pay
than their employees.

Taking on important responsibilities
like starting your own company is some-
thing you would like to do.

An insult to your good name should
never go unpunished.

In a meeting you will speak up when
you disagree with someone you are
convinced is wrong.

Thinking about complex problems is
enjoyable to you.

Generally, people are well paid for
their contributions to society.

It is better to work for a good boss
than for yourself.

Many times you would like to know
the real reasons some people behave as
they do.

In the long run, we each get what we
deserve.

Most organizations believe in paying
a fair day’s wages for a fair day’s work.
Getting ahead is based more on your
performance than your politics.
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27. You can’t expect to be treated fairly by
those above you unless you insist on it.

Enter your answers to the questions above in the ap-
propriate spaces below. In those cases where there is
an asterisk before the number, use reverse scoring by
subtracting your score from six, that is, a 1 becomes
a 5, a4 becomes a 2, and so forth.

Group 1 Group 2 Group 3 Group 4
6. 1. *2. 4.
7. 3. *8. 5.
9. 17. *10. 12.
*13. 19. *11. 20.
*15. *22. *14. 23.
*16. Total *18. Total
21. Total
24,
25,
26.
*21.
Total

Now take each of your totals and divide by the
number of answers to obtain your average responses,
that is, 2.3, 3.2, 4.1, and so forth. On a scale of 1-5,
this measures how you see yourself in each of these
four areas.

Average Score

The four areas, represented by Groups 1-4, respec-
tively, are:

1. Fair—this score measures the extent to
which you see the world as treating you
fairly.

2. Assertive—this score measures the extent
to which you see yourself as aggressive.

3. Equalitarian—this score measures the
extent to which you see yourself as nonau-
thoritarian.

4. Introspective—this score measures the
extent to which you see yourself as think-
ing about things that go on around you
and trying to determine why they occur.

Source: This self-feedback experiential exercise is reprinted with
permission from the Subordinates’ Management Style Survey by
Bernard M. Bass, Enzo R. Valenzi, and Larry D. Eldridge.
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Case 3.1: Personality Testing: Yes or No?

Mark, a project leader in Austin, Texas, needed a
new software engineer for his eight-person team. He
used his network, reviewed résumés, and invited
15 candidates for interviews. In addition he had the
top three candidates complete the 16-Personality
Factors Test. This was a general test that he believed
would reveal personality characteristics that were
important to know before making a job offer.

Personality testing is a relatively inexpensive
method that helps managers make important hiring
decisions. Tom, a member of Mark’s team, warned
everyone about putting too much confidence into
personality test results, however. Tom had read that
personality tests were not reliable and could be faked.

Another team member, Mary, believed Tom to be
correct and incorrect at the same time. Some tests
are poor, while others have helped employers make
good selection decisions, she said. She emphasized
“helped.” Tests by themselves shouldn’t be the sole
factor in hiring top performers. They are just one
tool, she said. She had heard about other firms us-
ing different kinds of tests to assess emotions, intel-
ligence, and interpersonal style.

In fact, studies do indicate that good personality
tests are more reliable predictions of performance
than interviews and résumés. However, they are still
controversial. Some employers have had to face law-
suits because personality tests were used inappropri-
ately. For example, Rent-A-Center, Inc., used a
personality test to fill management positions. The
U.S. Court of Appeals for the Seventh Circuit in
Chicago ruled that the test qualified as a medical
exam. The Americans with Disabilities Act prohib-
its requiring medical examinations before making a
job offer.

Court rulings on and controversy about person-
ality testing has not stopped employers from using
such tests. In an effort to match the best-qualified
person with the position, personality testing, al-
though controversial, can be beneficial.

Employers are very interested in what differenti-
ates one person from another in terms of behavior
and performance. Personality testing attempts to
provide quantifiable data that can make the differ-
entiation easier. Such differentiation is still difficult.
Some personality researchers suggest there are re-
gional differences in personality. That is, a New
York candidate for Mark’s position would be differ-
ent from an Oregon candidate.

Mark, after considering all the issues surround-
ing personality testing, decided he would not con-
duct or use such tests in the future.

Questions

1. Is Mark making a good decision to drop the use
of personality testing? Why?

2. The better-quality personality tests are difficult to
fake. Other than attempting to land the job, why
would a job candidate fake a personality test?

3. Could personality testing be used for manage-
ment decisions other than hiring? Explain.

Source: Adapted from Patrick D. Converse, Frederick L. Oswald,
Anna Imus, Cynthia Hedricks, and Radha Roy, “Comparing Personal-
ity Test Formats and Warnings: Effects on Criterion-Related Validity
and Test-Taker Reactions,” International Journal of Selection and
Assessment 16, no. 2 (June 2008), pp. 155-69; Victoria Knight, “Per-
sonality Tests as Hiring Tools,” The Wall Street Journal, March 15,
2006, p. B3A; and “The Big Five Personality Test,” www.outofservice.
com/bigfive/info (accessed April 6, 2009).



CHAPTER FOUR

~|| Perceptions,
Attributions, and
Emotions

Learning Objectives

After completing Chapter 4, you should be e Explain why and where impression
able to: management tactics are used.

¢ Discuss why emotional intelligence has
potential for managerial use, but should
be treated cautiously.

* Explain how primary emotions can be
observed or determined.

¢ Discuss the potential problems one faces
when using stereotypes to make judgments.

e Describe how attribution can be used
in evaluating individual and group

¢ Describe the role that perception plays in
P P piay performance.

organizing stimuli.

Perceptions, attributions, and emotions play a role in workplace settings and situa-
tions. Managers must cope with their own and their employees’ perceptions, attribu-
tions, and emotions. Understanding these individual characteristics helps managers
and nonmanagers perform their roles and jobs more efficiently and more effectively.

|
' The Perceptual Process )

Perception, attribution, and emotion are not concepts a manager can directly access
or fix in others, but a manager needs to understand how these factors impact a per-
son’s view of the work environment. The “view” is the difficult part to pin down or to
be confident about. In attempting to learn about employees, managers are in a con-
tinual battle to consider the views of others. What would it be like to have your vision
restored after a lifetime of blindness? In reality, a first look at the world would likely
be confusing, disappointing, and not impressive. A newly sighted person would have
to learn to identify shapes, read clocks, recognize danger, judge distances, and find a
way to navigate across busy intersections.

One researcher describes a cataract patient as Mr. B, a 52-year-old, who had been
blind since birth.! After a delicate operation his sight was restored, but Mr. B struggled
to use his new vision. One day Mr. B was found crawling out of a hospital window to
get a closer look at the traffic on the street. His curiosity and unfamiliarity with judg-
ing distance created a dangerous problem. He left his fourth-floor room to get a closer
look. Mr. B wasn’t familiar with judging distance. He had a size constancy perception
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Reality Check

How much do you know about perceptions, attributions, and emotions?

perception

The process by which
an individual gives
meaning to the envi-
ronment. It involves
organizing and inter-
preting various stimuli
into a psychological
experience.

94

1. Perception is based on
a. current events
b. attitudes
c. prior experience
d. archival data
2. The mildest form of emotions is called
a. fear
b. surprise
c. moods
d. preferences

3. __ hasproposed aview that considers intelligence to include multiple branches—
verbal, mathematical, spatial, musical, interpersonal, and intrapersonal.
a. Grayson
b. Gardner
c. Heider
d. Pygmalion
4, isconcerned with the process by which individuals interpret events around them
as being caused by a relatively stable portion of their environment.
a. Perception theory
b. Stereotyping
c. Consistency
d. Attribution theory
5. When a person (e.g., manager) allows one important or noticeable characteristic of another
person to bias the evaluation, perception, or impression of that person, it is called the
effect.
angel
halo
error
evaluative

QLo T

problem. The perceived size of the cars remained the same, despite changes in their
image as it was processed through the retina.

Perception is empirical in that it is based on prior experience. Mr. B had never before
experienced seeing cars at a distance of four floors. Perception is defined as the cogni-
tive process by which an individual selects, organizes, and gives meaning to environ-
mental stimuli.> Through perception, individuals (e.g., Mr. B) attempt to make sense of
their environment and the objects, people, and events in it. Because each person gives
his or her own meaning to stimuli, different individuals will “perceive” the same thing
in different ways. When we comment to a classmate, “This course is exciting,” what we
really mean is, “This class excites me.” While we think we are describing some objective
reality, we are in fact describing our subjective reactions to that reality.’

Peter Drucker, who has been referred to as the father of modern management, re-
mains prominent in the business literature even after his death.* Through his many
writings, he offered his subjective perceptions about a number of economic issues;
some of which are presented in the Global OB on page 95. An interesting cautionary
perception of Drucker’s is that China has a small proportion of educated people,
which could limit the country’s long-term economic future.



GLOBAL OB

DRUCKER'S VIEWPOINT ON SOME
SIGNIFICANT ISSUES
Peter F. Drucker is considered one of the most influential forces
that shaped current thought on management, work, and global-
ization. Practicing into his 90s, he was considered a management
“guru” who viewed the world in unique and interesting ways. As
stated in this chapter, perception is an individual phenomenon.
How one person views the environment, people, trends, or
objects is often quite different than someone else’s perceptions.
A few of Drucker’s perceptions differed from other experts in
a number of ways.

Drucker on the U.S. Economy

The United States imports twice or three times as many jobs as are
exported. He is referring to the jobs created by foreign companies
coming into the United States. For example, the German company
Siemens has 69,000 U.S. employees. The United States is exporting
low-skill, low-paying jobs and importing high-skill, high-paying jobs.

Drucker on U.S. Unemployment Problems

The United States has the lowest long-term unemployment rate
among industrialized nations (e.g., Germany, Japan, Italy). Most
of the nation’s unemployment is short term.

Drucker on the United States Setting the Tone for the

World Economy

The dominance of the United States is over. What has emerged is
a world economy of blocks—the North American Free Trade
Agreement, the European Union, the Association of Southeast
Asian Nations. India is becoming a world powerhouse fast. The
greatest weakness of China is its incredibly small proportion of
educated people. China has only 20 million college students out
of a total population of over 1.3 billion.

These examples recount a few of Drucker’s perceptions and
opinions. They differ widely from those of a number of other
experts. Each person’s perception is subjective, offering a
view of reality as seen through his or her own cognitive filtering
process.

Sources: Adapted from B. Schlender, “Peter Drucker Sets Us Straight,”
Fortune, January 12, 2004, pp. 114-18; “Welcome to the Siemens
USA Corporate Web Site,” Siemens USA-Corporate Home, 2008,
http://www.usa.siemens.com/en/; and Amelia Newcomb, “China Goes
to College—in a Big Way,” Christian Science Monitor, July 25, 2005,
www.csmonitor.com/2005/0729/p01s01-woap.html.

Individuals are constantly bombarded by environmental stimuli that impact their
senses of sight, hearing, smell, taste, and touch. Exactly which stimuli a person focuses
on is determined by what he or she chooses to pay attention to at a particular moment.
For example, an irate manager screaming out a directive may cause a subordinate to
ignore an alarm bell signaling the identification of a defective part. The subordinate is
shutting out the noisy alarm to focus on the words, body language, and overall behav-

ior of the manager.

Exhibit 4.1 illustrates the basic framework and elements of perception operating as
a cognitive process. Each person makes personal/individual choices and responds
differently. Learning about perceptual interpretation helps managers understand why
individual differences must be considered at work. People see the world around them
in their own unique way and behave and respond according to their interpretation.

EXHIBIT 4.1

The Perceptual Process: An Individual Interpretation

— Work Environment |—— S — Response m
Stimuli Person’s Perceptual Process o Attitudes
¢ Manager style ¢ Feelings
¢ Technology e Motivation
« Noise Observation Selection Translation
* Peers * Sight * Intensity e Stereotyping
e Reward system »-| * Learning * Size e Self-concept
« Compensation ¢ Taste * Impatience ¢ Emotions
plan e Smell
¢ Career
| | opportunities — ]

95



96 PartTwo Understanding and Managing Individual Behavior

EXHIBIT 4.2

The Perceptual Gap
between Supervisor
and Subordinates

Source: Adapted from Rensis
Likert, New Patterns in Man-
agement (New York:
McGraw-Hill, 1961), p. 91.

Individuals try to make sense of environmental stimuli by observation, selection,
and translation. Each of these three activities is influenced by the factors displayed in
Exhibit 4.1. Perceptual selection is the process of focusing on the stimuli that are
important, large, or intense.

In general, people perceive stimuli that satisfy needs, emotions, attitudes, or their
self-concept. This is the translation portion of Exhibit 4.1. If a person has a need to
receive positive feedback on performance, then the positive statements made by her
boss will be remembered more clearly and accurately than the negative statements she
received. Again, the notions of observing, selecting, and translating are linked to form
the perceptual process, which precedes any response. Exhibit 4.1 shows three internal
responses—attitudes, feelings, and motivation.

There is always the possibility that a person’s perception is inaccurate. Misinterpreting
stimuli can and often does result in perceptual errors. The research literature on inter-
viewing suggests that interviewers rate candidates who are similar to themselves in ap-
pearance, background, and interests higher than candidates who are dissimilar.’ This is
referred to as the “similar-to-me perception error.” Interviewers also tend to make quick
first impression errors based on the first few minutes of an interview. Unfortunately, mak-
ing first impression errors can eliminate many good job candidates, which is detrimental
to a firm.® Pause for a moment and think about the last time someone was introduced to
you. Did you shake the person’s hand? Did the firmness of the handshake suggest some-
thing about the person’s personality? While a firm handshake has been associated with
an outgoing personality,” could it have been due to other causes, and is such an instant
assessment valid? Once formed, how long did you maintain this initial impression of this
person, and after getting to know the person better was the initial impression accurate?

Each person selects various cues that influence his or her perception of people, ob-
jects, and symbols. Because of these factors and their potential for imbalance, people
often misperceive another person, group, or object. To a considerable extent, people in-
terpret the behavior of others in the context in which they find themselves. A classic
study reported by Rensis Likert clearly illustrates this. He examined the perceptions of
superiors and subordinates to determine the amounts and types of recognition that sub-
ordinates received for good performance. Both supervisors and subordinates were asked
how often superiors provided rewards for good work. Exhibit 4.2 presents the results.

The two groups perceived significant differences. Each group viewed the type of
recognition being given at a different level. The subordinates in most cases reported
that very little recognition was provided by their supervisors and that rewards were
provided infrequently. The superiors, on the other hand, saw themselves as giving a
wide variety of rewards for good performance. The two groups were looking at the

Frequency with Which Frequency with Which
Supervisors Say They Give  Subordinates Say
Various Types of Supervisors Give Various
Recognition for Good Types of Recognition for

Types of Recognition Performance Good Performance

Gives privileges 52% 14%

Gives more responsibility 43 10

Gives a pat on the back 82 13

Gives sincere and thorough praise 80 14

Trains for better jobs 64 9

Gives more interesting work 51 B




ORGANIZATIONAL

THE PYGMALION AND GOLEM EFFECTS

Perceptions do influence reality. This is the notion behind what is
called the self-fulfilling prophecy or the tendency for someone’s
expectations about another to cause the individual to behave in a
manner consistent with those expectations. These expectations
can be positive or negative. The positive case is called the
Pygmalion effect. A parent who expects her child to behave
properly can subtly influence the child’s behavior so that the
mother’s expectations are met.

Researchers have also found that the self-fulfilling prophecy
can be negative—low expectations of success lead to poor per-
formance. This is known as the Golem effect.

Both of these effects seem to follow a four-stage sequence:

ENCOUNTER

The positive result of the four-stage process is the Pygmalion out-
come, while the negative result is the Golem outcome. The lesson for
managers is that the Pygmalion path is the one to take, practice, and
refine. The excitement expressed by managers who expect good re-
sults is picked up by employees. Because of their pride, they strive to
meet those expectations and they hope for good results as well.

Sources: For more in-depth discussion, see D. Eden, “Self-Fuffilling Prophe-
cies in Organizations,” in Organizational Behavior: The State of the Science,
ed. J. Greenberg (Mahwah, NJ: Lawrence Erlbaum, 2003); 0.B. Davidson and
D. Eden, “Remedial Self-Fulfilling Prophecy: Two Field Experiments to Prevent
Golem Effects among Disadvantaged Women,” Journal of Applied Psychol-
ogy 79 (2000), pp. 744-54; and G. Natanovich and D. Eden, “Pygmalion Effects
among Outreach Supervisors and Tutors: Extending Sex Generalizability,”
Journal of Applied Psychology 96, no. 6 (November 2008), pp. 1382—89.

Expectations Support Granted
* Positive  Positive
* Negative ¢ Negative

Experience Performance
* More * More
* Less * Less

same objective reality and very honestly reaching quite different conclusions. The situ-
ation was the same, but their interpretations of the situation were markedly different.

Managers and their employees “view” the world, stimuli, and organizational pro-
grams differently and from various perspectives. Understanding that subjective per-
ceptions are going to differ must be tolerated and coped with in work environments. The
manager has a responsibility to manage within a framework that permits and respects
perceptual differences to be voiced without fear or impatience. The above Organiza-
tional Encounter illustrates how a manager’s expectations can impact the behaviors
and performance of employees.

Perceptual Grouping )

Pygmalion effect

A self-fulfilling proph-
ecy that causes a per-
son to behave in a
positive manner to
meet expectations.

Golem effect

A self-fulfilling proph-
ecy that causes a per-
son to behave in a
negative manner to
meet low expectations.

Once relevant stimuli are selected, individuals categorize and group them so that they
will make sense. The brain receives stimuli and seeks to recognize common patterns.®
This is a way of organizing sensations and applies to perceptions of people, objects, or
events. Exhibit 4.3 presents the laws of perceptual grouping.

* The law of nearness—all other things being equal, stimuli that are near each other
tend to be grouped together.

* The law of similarity—stimuli that are similar in size, color, shape, or form tend to
be grouped together.

* The law of closure—the tendency to complete a figure, so that it has a consistent
overall form.

* The law of figure and ground—the tendency to group sensations into figures and
backgrounds.

97
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EXHIBIT 4.3 Perceptual Grouping

Law of Nearness

R 0 0000 0 | 000000 | 00O 00O | cOOOOO

Groups of six objects can be perceptually

organized depending on spacing.

Law of Similarity

Group similar items. Do you see alternating rows 0 o0oo0oo0oOo

of Os and Xs or columns of alternating Os and Xs? X X X X X
O O O OO
X X X X X

Law of Closure

Fill in the gaps in incomplete stimuli. Do you see a

triangle or three lines? /

Law of Figure and Ground

Organize sensations into figures and backgrounds. L’)

A person who creates faulty groupings faces a number of different types of percep-
tual inaccuracies or distortions.

Individuals engaging in grouping also use what are referred to as schemas. A schema
is a framework embodying descriptions of people, situations, or objects. Like every-
one, managers use schemas to make better sense of information. A number of useful
schemas for managers are:’

Person-based. Managers employ a profile schema of the characteristics of good,
poor, and outstanding employees. The schema is used to compare present employ-
ees and job candidates.

Role-based. These are judgments about the roles people play or can play. For ex-
ample, some managers may perceive that an older employee doesn’t have enough
energy to travel around the world overseeing various projects. This perception may
be erroneous and biased. Certainly not all old people have low energy levels.
Self-based. Individuals generalize about their own prowess, competencies, and
preferences based on a current or previous experience.

Events-based. Managers develop a script or story about the events they are facing.
For example, the creation of a script for conducting a difficult performance feed-
back session would help the manager prepare for the meeting.

Managers can use schemas to examine a situation or to prepare for a situation. The
schema allows a person the chance to think, organize, and compare before acting. Un-
fortunately, the process of perceiving, grouping, and creating schemas is open to the
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potential for inaccuracies and distortions, such as prejudice resulting from inaccurate
stereotyping; selective attention; the halo effect; similar-to-me errors; and others.

Stereotyping

Stereotyping is a translation step in the perceptual process employed to assist individu-
als in dealing with massive information-processing demands. It represents a useful,
even essential, way of categorizing individuals (or events, organizations, etc.) on the
basis of limited information or observation. Stereotyping may occur not only as a re-
sult of direct interaction with an individual, but may also be the result of a reaction to
a label or name. For example, a recent study found that work associated with names
stereotypically connected with a particular race was evaluated differently from work
associated with more general names.!” The process of forming stereotypes and placing
individuals in certain categories on a shorthand basis of such stereotypes can be pro-
ductive if we recognize its dangers and limitations. When we speak of the Germans as
efficient or the French as outstanding cooks, we are engaging in nationality stereotyp-
ing. Since many stereotypes relate to ethnic group membership, it is important to dis-
tinguish between a stereotype and a prejudice. A prejudice is a stereotype that refuses
to change when presented with information indicating the stereotype is inaccurate.
Stereotypes can be helpful; prejudice is never helpful.

An extreme form of prejudice is scapegoating (blaming a person or a group for the
actions of others or for conditions not of their making). Thus, scapegoating is a type
of displaced aggression in which hostilities triggered by frustration are redirected at
safe targets. The 2009 HINT flu outbreak provided a modern and vivid example of
scapegoating. With little information beyond the facts that the initial flu clusters orig-
inated in Mexico and the initial naming of the flu strain (i.e., swine flu), there were
calls to ban Mexican pork from the United States and turn Mexican migrant workers
away from U.S. hospitals.!! Some elements of the public, frightened and lacking infor-
mation about the flu outbreak, lashed out in a prejudicial manner and used Mexican
nationals as a scapegoat.

At times, the development of prejudice can be traced to direct experiences with
members of the rejected group.!> An employee who is repeatedly belittled and embar-
rassed by members of a particular work unit might develop a dislike for all members
of the unit. Once the prejudice is formed, positive experiences with the persons, group,
or unit usually do not reverse the prejudice. Such contrasting information will produce
what has been termed cognitive dissonance, a topic presented in Chapter 14.

Allport concluded that there are two sources of prejudice.’® Personal prejudice oc-
curs when members of another group (e.g., work group, race, age cohort) are per-
ceived as a threat to one’s own interest. Group prejudice occurs when a person conforms
to norms of a group she belongs to. For example, key members of a work unit dislike
managers. You may have no personal reason for disliking managers; however, your
group expects you to follow the group’s position and you may go along.

Although it is often assumed that stereotyping is inherently bad or wrong, this is
not always the case. Stereotyping can be a useful process in that it can greatly increase
our efficiency in making sense out of our environment. Nonetheless, stereotyping can
and does lead to perceptual inaccuracies and their negative consequences.'* To the
extent that stereotypes create social injustice, result in poorer decision making, stifle
innovation, or cause underutilization of human resources, they contribute to ineffec-
tiveness and inefficiency. For example, employers’ stereotypes regarding disabled
workers may be an important source of the employment problems these workers
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Management Pointer

HOW TO PAY ATTENTI
STEREOTYPING

1. Remember that stereotypes are by definition
based on little or inaccurate information.

Always be willing to
information that will

of any of your stereotypes.

frequently experience. Inaccurate stereotypes include beliefs
that disabled workers lack job-related abilities, have lower
ON TO ONE'S performance levels, and have higher absenteeism and turn-
over rates. Objective data, on the other hand, consistently
reveal that these stereotypes are false.!

Stereotypes can be problematic when talented, qualified
people are held back or are unfairly considered unqualified.
A study of African-American and Caucasian managers indi-
cated that African-Americans were granted less positive sup-
port and slower rates of promotion.'® Another study of

change or add
improve the accuracy

Understand that stereotypes rarely female and male executives found that women reported more
accurately apply to a specific individual. barriers to overcome for promotion and more assignments

Judgments based on personal knowledge of with limited authority than men.!”
a specific person are always more accurate

than using a broad category to which that

person belongs.

halo effect

In perception it occurs
when a person allows
one important factor or
characteristic to bias his
or her view, impression,
or evaluation.

Selective and Divided Attention

Selective attention refers to the fact that people give some
messages priority and put others on hold. Psychologists refer
to selective attentiveness as a bottleneck or narrowing in the information channel link-
ing the senses to perception.'® When one message enters the bottleneck zone, it seems
to prevent others from passing through. This may be why it is difficult to listen to two
or more colleagues talking at once. Divided attention occurs when a person must di-
vide his or her mental efforts among tasks, each of which requires some amount of
attention (multitasking). Research suggests that when individuals are distracted by
multiple demands, they will be more likely to engage in stereotypes.'?

Managers learn that some stimuli (e.g., employees) require more attention than
others. Employees who make forceful requests, are superior performers, or are more
respected capture the manager’s attention more quickly. An employee who keeps mak-
ing a request for a transfer also receives more attention. This is because of the repeti-
tion of the request.?’ Obviously the potential for error in selecting which stimuli to
attend to is always present.

Halo Effect

The halo effect occurs when a person (e.g., manager) allows one important or notice-
able characteristic of another person to bias the evaluation, perception, or impression
of that person.?! An employee who is always at work before everyone else arrives or
after they leave may be assumed to be productive and hard working. On the other
hand, an employee with multiple body piercings may be considered wild and not reli-
able. Both of these judgments made by a manager utilize the halo effect and may be
erroneous.

Thus, a manager’s judgment of a worker based on a single, obvious characteristic
has to be cautiously reviewed. One trait or characteristic can’t possibly predict with
accuracy a person’s performance. To think so should raise an alarm in the mind of a
manager. Research has found an individual’s attractiveness (e.g., beauty, looks, and
shape) can significantly influence managerial decisions. Attractiveness increased the
evaluations, pay raises, and promotion for women in nonmanagerial positions. How-
ever, attractive women in management received lower performance reviews and pay
raises, as well as a decreased number of promotion opportunities.?> Both of these out-
comes stem from the halo effect. The halo effect isn’t limited to perceptions of people.
Think of the last purchase you made; did you evaluate the product favorably because
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of a single attribute like a low price, attractive color, or established brand name? The
halo effect can be a powerful force in the marketing of products.??

Similar-to-Me Errors

People frequently use themselves as benchmarks in perceiving others. This can give
rise to similar-to-me errors. One’s own characteristics may affect the characteristics
identified as present or lacking in others. Research suggests that knowing oneself well
mabkes it easier to see others accurately. Also, persons who accept themselves are more
likely to see the favorable aspects of other people.?*

Basically, these conclusions suggest that if managers understand that their own
traits and values influence their perception of others, they probably can perform a
more accurate evaluation of their subordinates. A manager who is a perfectionist
tends to look for perfection in subordinates, while a manager who is quick in respond-
ing to technical requirements looks for this ability in subordinates. This may not be
appropriate to the situation.

Situational Factors

The press of time, the attitudes of the people a manager is working with, and other
situational factors all influence perceptual accuracy. If a manager is pressed for time
and has to immediately fill an order, then her perceptions will be influenced by these
time constraints. The press of time literally will force the manager to overlook some
details, to rush certain activities, and to ignore certain stimuli such as requests from
other managers or from superiors.

Needs and Desires

Perceptions are influenced significantly by needs and desires. In other words, the em-
ployee, the manager, the vice president, and the director see what they want to see.
Like the mirrors in the fun house at the amusement park, the work can be distorted;
the distortion is related to needs and desires.

The influence of needs in shaping perceptions has been studied in laboratory set-
tings. For instance, subjects at various stages of hunger were asked to report what they
saw in ambiguous drawings flashed before them. It was found that as hunger increased
up to a certain point, the subjects saw more and more of the ambiguous drawings as
articles of food. The hungry subjects saw steaks, salads, and sandwiches, while the
subjects who recently had eaten saw nonfood images in the same drawings.?

Attribution Theory

It is often said that perception is reality. That is, what an employee perceives to be real
is in fact real for that employee. Since behavior is greatly influenced by our personal
interpretation of reality, it is easy to understand why our perceptual processes are po-
tent determinants of behavior. One approach that provides a basis for understanding
the relationship between perception and behavior is attribution theory. Attribution
theory attempts to explain the why of behavior as based on people’s attributions of
causes to events that happen to them. Attribution theory views the process by which
individuals interpret events around them as being caused by (attributed to) a relatively
stable portion of their environment.?® Exhibit 4.4 displays the attribution process.
According to attribution theory, it is the perceived causes of events, not the actual
events themselves, that influence people’s behavior.?” More specifically, individuals at-
tempt to analyze why certain events have occurred, and the results of that analysis influ-
ence their behavior in the future. As the example in Exhibit 4.4 indicates, an employee
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EXHIBIT 4.4 The Attribution Process

Source: Adapted from Abraham Korman, Organizational Behavior (Englewood Cliffs, NJ: Prentice Hall, 1977), p. 273.

— Event

Reinforcement or
modification of

Analysis of what
caused the event

— Choices regarding —
future behavior

Example:

I received a raise

previous assumptions >
of causality

Since 1 value these
rewards, I will

Hard work leads to
rewards in this

I received the raise
because I am a hard

distinctiveness

In attribution theory
the degree to which a
person behaves simi-
larly in different
situations.

consistency

In attribution theory
the degree to which a
person engages in the
same behaviors at
different times.

consensus

In attribution theory
the degree to which
other people are en-
gaging in the same
behavior.

EXHIBIT 4.5

Internal and External
Attributions

continue to work
hard in the future

> worker | organization >

who receives a raise will attempt to attribute the raise to some underlying cause. If the
employee perceives the explanation for the raise to be the fact that she is a hard worker
and consequently concludes that working hard leads to rewards in her organization, she
will decide to continue working hard in the future. Another employee, however, may at-
tribute his raise to the fact that he participates in the company’s bowling team and de-
cide it makes sense to continue bowling for that reason. Thus, in both cases the two
employees have made decisions affecting their future behaviors on the basis of their az-
tributions of the causes of events. Then, subsequent events will be further interpreted by
these two employees based on their attributions of why these events happened, and their
attributions will be either reinforced or modified depending on the future events.

The attribution process can be important in understanding the behavior of others.
The behavior of others can be examined on the basis of its distinctiveness, consistency,
and consensus. Distinctiveness is the degree to which a person behaves similarly in dif-
ferent situations. Consistency is the degree to which a person engages in the same be-
haviors at different times. Consensus is the degree to which other people are engaging
in the same behavior. Knowing the extent to which a person’s behavior exhibits these
qualities can be very useful in helping us better understand that behavior.

Exhibit 4.5 casts these qualities in the form of questions, the answers to which can
lead us to some conclusions about the behavior in question. Let’s look at an example.

—| DISTINCTIVENESS | CONSISTENCY — CONSENSUS
Does this person Does this person Do other people
behave in this same behave in this behave in this
manner in other same manner at same manner?
situations? other times?
Y Y Y
INTERNAL
YES YES NO ATTRIBUTION
Low distinctiveness High consistency Low consensus
NO NO YES
High distinctiveness Low consistency High consensus EXTERNAL
ATTRIBUTION | _|
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Caroline has done poorly on a test in her organizational behavior class and has ex-
pressed her concern to her professor. Her professor, in trying to understand the pos-
sible reasons for her behavior (doing poorly on the test) tries to determine its degree of
distinctiveness, consistency, and consensus. If Caroline tends to also do poorly on
tests in other courses (low distinctiveness), has performed poorly on earlier tests in the
course (high consistency), and if no other students did poorly on the test (low consen-
sus), the professor might make an internal attribution regarding Caroline’s behavior.
That is, the explanation for the poor test is to be found within Caroline herself (lack
of motivation, poor study habits, etc.). On the other hand, if Caroline does well on
tests in other courses (high distinctiveness), the professor might make an external at-
tribution about the behavior. That is, the explanation for the poor test result may be
found in factors outside Caroline herself (the professor put together a poor test, used
the wrong answer key, etc.). The important point here is that the attributions made
regarding why events occur have important implications for dealing with a problem.

Not all attributions, of course, are correct. Another important contribution made by
attribution theory is the identification of systematic errors or biases that distort attribu-
tions. One such error is called the fundamental attribution error. The fundamental attri-
bution error is a tendency to underestimate the importance of external factors and
overestimate the importance of internal factors when making attributions about the
behavior of others. An example might be that of a shop floor supervisor who attributes
a high injury rate to employee carelessness (a cause internal to the employees), instead
of considering the possibility the equipment is old and in poor repair (a cause external
to the employees). Another frequent error is the self-serving bias. This is reflected in the
tendency people have to take credit for successful work and deny responsibility for poor
work. The self-serving bias leads us to conclude that when we succeed it is a result of our
outstanding efforts, while when we fail it is because of factors beyond our control.

The managerial implications of an attributional approach to understanding work
behavior are important. To influence employee behavior, the manager must under-
stand the attributions employees make. Further, a manager must be aware that his
own attributions may be different from employees’. For example, if a manager per-
ceives employees’ poor performance to be the result of lack of effort, she may attempt
to increase motivation levels. On the other hand, if employees perceive performance
problems to be attributable to lack of managerial guidance, the efforts made by the
manager are not likely to have the desired effect on performance. Managers cannot
assume that their attributions will be the same as their employees’. Neither can they
assume their own attributions are error-free. Knowing this, coupled with an effort to
understand what attributions employees make, can greatly enhance the manager’s
ability to have a positive effect on employee behavior.

Impression Management )

impression
management

The attempt to influ-
ence others’ perception
of you.

Through actions, body language, and manner of speaking, individuals attempt to influ-
ence the perceptions that others have of them. The attempt to influence others’ percep-
tions of oneself has been called impression management.”® Managers manage impressions
of themselves by how they talk, their overall style, their office location and furniture,
and even by the individuals they select as employees. The range of managers’ techniques
for creating and sustaining a particular impression of themselves is very wide.

Nearly everybody practices impression management. Managers, employees, job candi-
dates, and external stakeholders (e.g., supply chain members) engage in impression man-
agement. While most people try to present themselves in a favorable light, candidates
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who use excessive impression management techniques may decrease the effectiveness of
employee selection decisions. A recent study found that job candidates could be coached
to present a specific personality profile and score favorably on a variety of tests used for
selection. The coaching allowed applicants to present an ideal impression and score
higher than noncoached (but perhaps better-qualified) applicants.?

An Interpersonal Process

Goffman proposed that impression management is a kind of theater—a dramaturgi-
cal process.>® When a person is in the presence of others, there is a reason to mobilize
resources, style, and creativity to make a positive impression. The process occurs at
first contact, but also over the course of a long-term relationship.

Individuals (managers and nonmanagers) engage in impression management for
numerous reasons. First, to interact socially, impression management allows the per-
son to communicate a desired identity. Once the identity is established, the individual
tries to remain congruent with the impression—or face cognitive dissonance. The au-
dience (manager, colleagues, stakeholders) respects the desired identity and attempts
to comply with the impression being conveyed.

Some situations (e.g., performance feedback meeting, a meeting to discuss the theft
of company property) elicit significantly different behaviors than others (e.g., a com-
pany softball game). Some have defined norms while others are more ambiguous, pre-
senting a challenge. Despite these differences all interpersonal meetings are “theater”
that involves actors, audience, stage, and script. Organizations that interact heavily
with the public always engage in impression management. For example, impression
management is a stated policy at Disney World. All “cast members” are on stage per-
forming for audiences and they use a script. The scripts are practiced and delivered to
audiences.’! This is why the term dramatizing is used to describe impression manage-
ment situations.

A Model and Impression Management in Practice

Organizational researchers have proposed various impression management frame-
works.?? The one framework that has been carefully examined empirically is offered by
Jones and Pittman. According to Jones and Pittman, individuals engage in five impres-
sion management tactics:

1. Ingratiation: They seek to be viewed positively by flattering others or offering to do
favors for them.

2. Self-promotion: They tout their abilities and competence.

3. Exemplification: They seek to be viewed as dedicated by going above and beyond
the call of duty.

4. Supplication: They seek to be viewed as needing help because of limitations.
5. Intimidation: They seek to be viewed as powerful and threatening.

This model suggests a number of impression management tactics. However, not
everyone practices impression management the same way. Some people are not accu-
rate self-monitors of the impressions they make. They do not pay a lot of attention to
what they say, how they dress, and how they interact with others.

Research on impression management suggests that men and women often seek to
create impressions in different ways.>* Females engage in less aggressive behaviors and
use a more passive approach. Also, women in comparison to men are less likely to use
impression management tactics.
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EXHIBIT 4.6 What Job Applicants Say to Generate a Positive Impression of Themselves

Source: Adapted from C.K. Stevens and A.L. Kristof, “Making the Right Impression: A Field Study of Applicant Impression Management during Job Interviews,”
Journal of Applied Psychology 80 (1995), pp. 587-606.

Self-promotion
Personal stories
Opinion conformity

Entitlements

Impression Management Description Frequency Using Technique (%)
Positively describing oneself (e.g., “I work hard 100%
every day”).
Describing the pastin a puffed-up way (e.g., 96
“I solved the most difficult problems”).
Expressing beliefs that are assumed to be held by 54
another person (e.g., “| agree with your statement”).
Claiming responsibility for successful past events 50
(e.g., “My work led to the securing of the contract”).
Making comments that compliment another person 46

Enhancement of another

Overcoming obstacles

Justifications

Excuses

(e.g., “I've been so impressed with your work

accomplishments”).

Describing success despite obstacles that should have 33
lowered performance (e.g., “l won the award even

though | had to work three different jobs”).

Accepting some responsibility, but denying the 17
negative implications (e.g., “We lost over 30

percent of the market, but the economy went

sour for everyone”).

Designating responsibility for one’s actions (e.g., 13
“| missed the deadline because two of my team

members had the flu”).

emotions

A state of physiologi-
cal arousal and
changes in facial ex-
pressions, gestures,
posture, and subjective
feelings.

Emotions

Studies show that some employees attempt to create a bad impression.3* These in-
dividuals create bad impressions to exercise power; to make someone look bad, get
fired, or get suspended; to obtain a transfer; or to avoid additional work or job stress.
Tactics to create a bad impression include withdrawing from work, losing one’s temper,
communicating a lack of skills, and pretending to lack knowledge.

Generating a positive or a good impression is the preferred goal and strategy of
most people. One opportune place for creating a favorable impression is during the
employment interview. Exhibit 4.6 lists some popular impression management tactics
used by job candidates. Note that self-promotion is the most common tactic used. In
fact, every job candidate promotes his or her skills, background, experience, and com-
petence. Organizations also engage in and encourage impression management in their
employees. Stereotypically, IT workers have been viewed as introverted, messy, and
moody. This stereotype is captured in the Saturday Night Live skit starring Jimmy
Fallon: “Nick Burns, Your Company’s Computer Guy.” Customers can find such per-
sonalities hard to approach. To overcome this stereotype, Best Buy has engaged in
impression management by presenting its IT professionals, the Geek Squad, as
friendly, fun, and approachable.?

One thing common to all people is that they have emotions. A person’s emotions are a
state of physiological arousal accompanied by changes in facial expressions, gestures,
posture, and subjective feelings.’® In the past, emotions were largely ignored in the
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mood
A long-lasting state of
emotion.

study of organizational behavior and management. The work setting was considered
a rational and fairly stable place where emotions existed but were not a top priority to
understand. This has changed in the past few decades as discussions of emotions,
studies of the role emotion plays in work performance, and experiments with how
managers can modify and better manage emotions have appeared in the literature.’’

Examining Emotions

The root of the word emotion means “to move.” The body is physically aroused during
the exertion of an emotion.’® Such bodily reactions are what cause people to say they
were moved by an inspirational speech or by being recognized by their peers as the
best friend in the unit. Also, people are moved to take action by emotions such as fear,
anger, or joy. Many sought-after work goals make workers “feel” good. The activities
that employees try to avoid make them “feel” bad.

Underlying an examination of emotions is the link between emotions and basic
adaptive behaviors, such as helping others, retreating, seeking a comfortable work
area, or verbally attacking someone for starting an erroneous rumor.’* Adaptive be-
havior aids a person’s attempts to adjust to changes. It is also apparent, however, that
emotions can have a negative effect. Disgust and fear can disrupt behavior and rela-
tionships.

A faster-pounding heart, a “gurgling” stomach, sweat, and nervous tics are bodily
reactions initiated by fear, anger, disgust, joy, and awe. Most of these changes in activ-
ity are caused by adrenaline, a hormone produced by the adrenal glands. Adrenaline
enters the bloodstream when the sympathetic nervous system is activated.*

Emotional expressions are visible or audible signs of what a person is feeling. For
example, when a person is very upset and frustrated his or her face contorts, hands
and legs move and jerk, voice modulation changes, and posture becomes more rigid.

Primary Emotions

Based on research studies, eight primary emotions have been determined to exist: fear,
surprise, sadness, joy, disgust, anger, anticipation, and acceptance. These eight pri-
mary emotions vary in intensity.*! Sadness, for example, may range from a mild sad-
ness to a deep sorrow that makes a person immobile.

The mildest forms of emotions are called moods. A mood is a low-intensity, long-
lasting emotional state.*> Moods act as subtle emotional factors that affect day-to-day
behavior. Emotions generally last for short time frames, minutes or hours. Moods of-
ten last for longer periods, hours to days. For example, when a co-worker is in an irri-
table mood, he may react angrily to any request made to pitch in on a specific job task.
When the same person is in a good mood he can handle any request.

In addition to primary emotions are broader emotions such as aggression, love,
awe, remorse, contempt, optimism, and disappointment. There are also mixtures of
emotions. For example, an employee may experience joy and fear simultaneously upon
hearing that a co-worker he doesn’t like was downsized, glad to see him go but antici-
pating that the employee himself may be next in line to be let go.

Expressions

The most basic emotional expressions appear to be fairly common. Individuals who
are born blind have little opportunity to learn emotional expressions by observing
others.*® Despite being blind, they use the same facial expressions as others to show
joy, sadness, anger, disgust, and so on.
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CHOOSING A CEO: DO EMOTIONS MATTER?

What factors would you consider in hiring the next CEO for a
major organization? Perhaps you'd select an internal candidate
who has had a particularly successful record of accomplish-
ment, or you'd go outside the organization to find an individual
with the skills and vision needed to move the organization for-
ward. Regardless of whether candidates are internal or external,
what specific attributes must they have for you to deem them
suitable? In the recent article “When Bad People Rise to the
Top,” author Terry Leap characterizes “bad” CEOs as ones who
are self-centered and have “deplorable” interpersonal skills.
These bad CEQs may bully subordinates, refuse counsel, and

take unwarranted credit for success. They have poor emotional
control. Leap states that although bad CEOs may have been
able to manage these faults at lower levels of an organization,
the stress of the top position causes them to be revealed.

While few would argue that general intelligence is an im-
portant attribute for CEQs to possess, how important is it for
them to understand their own and others’ emotions? Is the
ability to effectively interact with others as important as or
even more important than raw intelligence?

Source: Terry Leap, “When Bad People Rise to the Top,” MIT Sloan
Management Review 49, no. 2 (Winter 2008), pp. 23-27.

Some facial expressions are influenced by learning and are unique to a national cul-
ture.* In China, sticking out the tongue is a gesture of surprise; sticking out the tongue
is a sign of disrespect in the United States. It is important in working with people from
different cultures to remember that expressions need to be evaluated carefully.

Despite some cultural differences, facial expressions of fear, anger, happiness, and
sadness are similar around the world. A difference, however, is how often these expres-
sions occur daily in various cultures. For example, some degree of anger is a com-
monly displayed emotion in Western cultures,* perhaps because independence and
the right to freely display emotions are highly valued in Western cultures.

In many Asian cultures, by contrast, group harmony is very important.*® Express-
ing anger publicly is not a natural facial expression. Showing anger is not conducive
to bringing about group harmony, so seeing it is uncommon.

Some suggest that women are more emotional than men. Research in Western cul-
tures has found that women do tend to be more emotionally expressive.*’ Research has
also suggested that the pathways, or transitions, between emotions are typically differ-
ent between men and women, indicating that women characteristically encounter more
intervening steps and have additional difficulty in moving between emotions.*® It has
been suggested that the difference between genders in the expression of emotion is the
result of learning. Boys learn to suppress their emotions during childhood. Girls are
allowed to express their emotions as children.

Body Language: Mimicking

The study of communication through body movement, posture, gestures, and facial
expressions is called kinesics.* We commonly call these body language. Chapter 13
covers in more detail nonverbal body language.

Psychologists Bargh and Chartrand identified an aspect of body language they call
the “chameleon effect.”>® People often unconsciously mimic the postures, mannerisms,
and facial expressions of other people included in the interaction. Bargh and Char-
trand found that if another person copies your gestures and physical postures, you are
more inclined to like the person. Further research on mimicking has indicated it also
has an impact on the mimicker. Those who mimic have been shown to be more empa-
thetic to their subjects.!

kinesics

The study of commu-
nication through body
movement, postures,
gestures, and facial
expressions.



108 PartTwo Understanding and Managing Individual Behavior

emotional labor

The effort and work to
manage your emotions
to keep them under
control.

Facial Feedback

According to researchers, emotional activity causes innately programmed changes in
facial expression. Our understanding of these changes has grown to the extent that
computers can now be programmed to read facial expressions. One such program ex-
amines 27 facial features and their movements and has been able to identify even sub-
tle expressions with an accuracy of 88 percent.’> But our expressions may do more
than communicate our feelings to the external world. Sensations from the face provide
a signal to the brain that helps us determine what specific emotion we are feeling. This
is called the facial feedback hypothesis.’® This hypothesis suggests that having facial
expressions and becoming aware of them will lead to emotional experience.

Ekman believes that “making faces” can actually cause emotion. In one study par-
ticipants were guided muscle by muscle how to arrange their facial expressions to show
surprise, disgust, anger, fear, and happiness. While facial expressions were being
taught, the participants’ bodily reactions were monitored.>*

The muscle-by-muscle arrangements and monitoring showed that “making faces”
brought about changes in the person’s autonomic nervous system (e.g., heart rate, skin
temperature).> An angry face raised heart rate, while disgust lowered heart rate. This
study suggests that not only do emotions influence expressions, but also expressions
may influence emotions.

Emotional Labor

Managing emotions for compensation is called emotional labor.’® In organizations
emotional labor may involve enhancing, faking, or suppressing emotions to modify the
emotional expression. The rules or norms regarding expectations about emotional ex-
pression may be acquired by observing colleagues or they may be stated in selection or
training material.>” For example, an employee working in customer service may be en-
couraged to smile, listen attentively, and show respect to even the most belligerent cus-
tomers. On the other hand, a person attempting to collect an accounts receivable payment
may be instructed to be firm, somewhat angry, but polite in attempting to secure the
overdue payment. In these cases the employee is managing and modifying the emotions
that the organization believes are most effective. While emotional labor results from
modifying emotional expression in an interaction, this labor is also experienced through
empathy. Employees observing co-workers being treated unfairly showed increased
emotional labor even though they themselves were being treated fairly.™®

Although emotional labor may be organizationally effective, employees may pay a
price. Some researchers have found that managing emotions (e.g., emotional labor) is
stressful and may result in burnout. The assumption is that managing emotions requires
effort, time, and energy. Organizations that attempt to orchestrate emotions, something
very personal, have found resistance, skepticism, and discomfort among the employees.>

Individuals can manage their emotions in two ways: through what is called surface
acting, where one regulates his or her emotional expressions, and through deep acting,
where one modifies feelings in order to express a desired emotion. In both surface and
deep acting, a conscious effort is being made.®

More emotional labor is likely in work settings that have a high frequency of nega-
tive events. And the more emotional labor, the more stress and burnout. The amount
of emotional labor relates to increased stress because of the physiological demands for
managing emotions.

Managers who are aware of the possible negative effects (e.g., withdrawal, poor
attitudes, depression) of emotional labor are better prepared to provide necessary
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support, coaching, training, and guidance. Emotional labor is still a relatively new
area of study, but it is already known that emotions play a significant role in an orga-
nization’s life.°!

Emotional Intelligence )

The Greek philosopher Aristotle believed he knew how to handle relationships cor-
rectly. He claimed you had to be angry with the right person, to the right degree, at the
right time, for the right purpose, and in the right way. Salovey and Mayer called the

emotional capacity for handling relationships with others emotional intelligence.®> Exhibit 4.7
intelligence (EI) portrays their detailed definition of emotional intelligence. Summarizing Exhibit 4.7
The handling of rela- yields a definition of emotional intelligence as a combination of skills and abilities such

tionships and interac-

. : as self-awareness, self-control, empathy toward others, and sensitivity to the feelings of
tions with others.

others. President Abraham Lincoln is an example of a leader who had high levels of
emotional intelligence. He is said to have learned from mistakes, shared responsibility
for the mistakes of others, and did not begrudge those who made those mistakes.®?

EXHIBIT 4.7 Emotional Intelligence (as Defined by Mayer and Salovey)

Source: P. Salovey, B.T. Bedell, J.B. Detweiler, and J.D. Mayer, “Current Directions in Emotional Intelligence Research,” in Handbook of Emotions, eds. M. Lewis and
J M. Haviland-Jones (New York: Guilford Press, 2003).

Perception, Appraisal, and Expression of Emotion

Ability to:

¢ |[dentify emotion in one’s physical and psychological states.

* |dentify emotion in other people and objects.

* Express emotions accurately, and express needs related to those feelings.

¢ Discriminate between accurate and inaccurate, or honest and dishonest, expressions of feelings.

Emotional Facilitation of Thinking

Ability to:

* Redirect and prioritize one’s thinking based on the feelings associated with objects, events, and other people.

* Generate or emulate vivid emotions to facilitate judgments and memories concerning feelings.

e Capitalize on mood swings to take multiple points of view; ability to integrate these mood-induced perspectives.
» Use emotional states to facilitate problem solving and creativity.

Understanding and Analyzing Emotional Information; Employing Emotional Knowledge

Ability to:

* Understand how different emotions are related.

* Perceive the cause and consequences of feelings.

e Interpret complex feelings, such as emotional blends and contradictory feeling states.
» Understand and predict likely transitions between emotions.

Regulation of Emotion

Ability to:

* Be open to feelings, both those that are pleasant and those that are unpleasant.

* Monitor and reflect on emotions.

¢ Engage, prolong, or detach from an emotional state, depending upon its judged informativeness or utility.
* Manage emotion in oneself or others.




ORGANIZATIONAL

ENCOUNTER

BE POSITIVE, STAY EMPLOYED!

Is a positive outlook good for your career? While most would
agree it's more pleasant to be around those with positive emo-
tions, anecdotal evidence suggests that being positive may save
your job. In a recent article on “fireproofing” your job in a time of
layoffs, a positive attitude was listed as one of the best ways to
be retained. The logic is simple: If you had to choose one of two
comparable employees to lay off, would you keep the complainer
or the employee with a positive attitude? The article also stated
that socializing with those exhibiting negative attitudes could
lead to your being labeled with that same attitude. It suggests
that if you find yourself in a negative conversation about low
salaries, layoffs, poor supervision, and so on, break it off while
trying to maintain a positive connection with the complainer(s). A
similar article observes that while managers must maintain the
bottom line, they also have a strong desire to maintain morale
and don't want people around that may cause trouble. Make it

An Elusive Construct

known that you are willing to make a positive contribution to the
organization. These articles suggest that the employee perspec-
tive “the glass is half full” (versus “the glass is half empty”) may
become a self-fulfilling prophecy when it comes to staying em-
ployed during tough times.

Other than potentially making the workplace more pleasant,
does a positive attitude impact business outcomes? Studies have
found that a smile can lead to favorable interactions with cus-
tomers. While the research on the impact of smiles has focused
on retail, one could expect similar outcomes with internal cus-
tomers and maybe even a supervisor within an organization.
Sources: Donna Rosato, “Smart Job Strategies to Avoid Layoffs,” CNN
Money.com, January 15, 2009, http://money.cnn.com/2009/01/14/news/
economy/avoid_layoffs.moneymag/index.htm?postversion = 2009031606;
Tyler Cowen, “Strategies for Keeping Your Job,” CNN Money.com, May
5, 2009, http://money.cnn.com/2009/05/04/pf/avoid_layoffs.moneymag/;
Clive Muir, “Smiling with Customers,” Business Communication Quar-
terly 71, no. 2 (June 2008), pp. 241-46.

The growing interest in emotional intelligence (EI) has been stimulated by thinking
about intelligence in nontraditional ways.® Some suggest that EI can be viewed as a
form of intelligence that is still not fully developed as a construct.®

Most theories of intelligence have posited that the central factor is general ability,
called g, at the top of a hierarchical model.® The g factor is proposed as primary mental
ability. Lower strata of intelligence suggest more specific mental abilities. Despite differ-
ent theories, there is a common belief that intelligence is a goal-directed mental activity
that is marked by efficient problem solving, critical thinking, and abstract reasoning.

Gardner has argued for a new view of nonhierarchically arrayed mental abilities that
he calls multiple intelligence.®” He contends there are many ways to be intelligent: verbal,
mathematical, spatial, musical, interpersonal, and intrapersonal. The interpersonal and
intrapersonal types of intelligence coincide with EI as a type of intelligence.

A major weakness with EI as a concept is the lack of scientifically sound, objective
measures of the still elusive EI construct.®® Theorists and researchers are not in agree-
ment as to whether EI is an actual, scientifically grounded construct or a fad. This
weakness does not mean that EI may not prove eventually to be a valid and useful
construct. Rather, it means that work must still be done. However, the fact that the
public and many managers show an interest in learning more about EI suggests that it
has validity.

Goleman'’s Theory of Emotional Intelligence

The publication of Goleman’s best-selling book, Emotional Intelligence, popularized
the notion that emotions are a domain of intelligence.®” His engaging and authorita-
tive style is very persuasive. It is, however, very broad and nonscientifically based.

Goleman argues that we have two brains, two minds, and two different kinds of
intelligence: rational and emotional. How we do in life is determined by both. His
thesis is that the balance and management of emotions determine how intelligently a
person acts and how successful he or she will be in life.”

110
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The book has prompted the organizational community to learn about emotions,
the role they play at work, and how managers can better understand and manage
them, and it has started a debate among managers regarding EI.

Another concept that, like EI, is in its development phase but is generating interest
in the public is “happiness,” the idea that this positive emotion can be increased or
introduced in work settings. Also, there is recent anecdotal evidence that suggests that
employees who are positive and upbeat at work may have a better chance of keeping
their jobs during layoffs. See the Organizational Encounter on page 110.

The Salovey and Mayer Theme

Salovey and Mayer coined the term emotional intelligence.” Their work and writing is
not as exciting as Goleman’s or as easy for managers to understand, but it is well
structured, systematic, and scientifically anchored. They propose that EI emphasizes
four cognitive components: a capacity to perceive emotion, to integrate emotion in
thought, to understand emotion, and to manage emotion effectively. Salovey and
Mayer acknowledge that neither the theory of EI nor research supports a g type of
model of emotional intelligence. They believe it is more important that EI fit within
the domain of conceptual definitions of intelligence. They propose that the ability to
process affective information is an intellectual aptitude or type of intelligence.

The theoretical and research work of Salovey and Mayer uses a variety of self-
report measures of EI.”? They develop their own scales and borrow from the work of
Bar-On,”® Bernet,”* and Roger and Najarian.” Unfortunately, presently the Salovey
and Mayer scales, such as the MEIS, are cumbersome for respondents and take sig-
nificant time to complete.

The debates about domain, measurement, and implications of EI are likely to con-
tinue indefinitely. The different conceptualizations and measurements of EI indicate
that the construct will remain controversial.

Success in Careers

A major reason EI interests people is that it has been proposed to be important for
career success. Salovey and Mayer temper any claims about the link between EI and
career success. They dispute the claim that “if intelligence predicts 20 percent of suc-
cess, EI can fill in the 80 percent gap.”’®

Even if EI is important for career success, it works in conjunction with other fac-
tors: integrity, persistence, passion, general intelligence. Over the course of a career, EI
seems to increase. Learning about emotional skills and how to apply them is an excit-
ing idea. It suggests a maturation process: A person starting a career with moderate or
poor EI can learn to improve his or her emotional management skills. Over time, bet-
ter EI may indeed mean more career success. There is a caution regarding EI and ca-
reer progression. While increasing EI has been associated with increasing rank through
middle management, EI has also been shown to decrease as one moves from middle to
senior management. The drop does not mean EI is less important to senior manage-
ment but may indicate that the stress and prestige of senior positions has led some
executives to forget its importance.”’

The Next Generation of El

Gardner’s view of multiple intelligences inspired others to consider his concept of in-
terpersonal and intrapersonal abilities.”® Goleman, Salovey, and Mayer renamed
Gardner’s two types of intelligence EI. Then unsupported claims about EI were
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YOU BE THE JUDGE COMMENT

CHOOSING A CEO: DO EMOTIONS MATTER?

While CEOs almost always have the technical competence to
do the job, can they enjoy long-term success without a high
degree of emotional intelligence (El)? Would you be inspired
to follow a leader who could not manage his or her own emo-
tions or did not show empathy toward yours? The stress and
perhaps the prestige of their position may lead CEOs to forget
the El skills that allowed them to rise to the pinnacle of their
organizations. How can boards of directors do a better job of
screening future CEOs for EI?

Individuals through action, body language, and manner of
speaking attempt to create a particular impression of
themselves in the perceptions of others. Job candidates,
for instance, often attempt to foster a positive impression.
This is called impression management.

A few widely used impression management tactics are

Emotions are important in understanding the behavior and
attitudes of people.

Research has identified a number of universal primary
emotions: fear, surprise, sadness, disgust, anger, joy, an-
ticipation, and acceptance. But what is not universal is
the degree to which people in various cultures express
emotion.

Emotional labor is the work, time, and effort used to man-
age emotions.

Emotional intelligence (El) is a combination of skills and
abilities such as self-awareness, self-control, empathy,
and sensitivity to the feelings of others.

There is debate over whether El is really a form of intelli-
gence. Until it is measured more precisely, El is likely to
remain a topic of interest to managers but one of ques-
tionable value to organizational researchers.

ingratiation, self-promotion, exemplification, supplication,
and intimidation.

offered as solutions to many problems. However, problems with the EI construct
caused some to question the soundness of the notion of this kind of intelligence.

The next generation of work on EI needs to (1) conceptualize EI in a manner that is
concise and meaningful, (2) develop more precise and concise multimethods of EI mea-
sures, and (3) determine if there is practical value in the EI concept for managers.

Clearly, the historical background illustrates that emotion has not been included in
the study of intelligence. Some of the more rigorous theoretical research on EI indi-
cates that understanding behavior in the workplace or in any setting may be incom-
plete without examining emotions. EI is an interesting topic that deserves further
refinement and clarification.

S ummary of » Perception is a process that involves selection, organization, and interpretation of
environmental factors, from shapes to people and other stimuli. Through the per-
ceptual process, individuals attempt to make sense of the stimuli they receive.

Key Points

* Once stimuli are selected they are categorized into groups according to a number of
laws: nearness, similarity, closure, simplicity, and figure and ground. Grouping
makes the interpretation and sense-making process easier. It doesn’t, however,
eliminate inaccuracies or distortions.

« Stereotyping can help a person organize perceptions. However, if it contributes to
prejudice, bias, or discrimination it can be problematic.

* Some of the distortions in perception occur because of selective and divided atten-
tion, the halo effect, similar-to-me errors, and situational factors.

« Attribution theory attempts to explain the relationship between perception and be-
havior by investigating how people attribute events to causes.
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Review and 1. Assume that an employee is generally performing above expected levels. How
Discussion would a manager utilize the attribution process to make a judgment about a sud-
Q i den decrease in the employee’s performance?

uestions

2. Why are the perceptions you have of your skills usually different from the percep-
tions that others have of your skills?

3. Why is impression management practiced?
4. How can stereotyping result in inaccuracies and distortions?

5. How would a manager utilize knowledge about facial expressions to learn how an
employee feels about some workplace practice or process?

6. Emotional intelligence is an intriguing construct. Do you believe that EI is a form
of intelligence? Why?

7. If you were in a managerial position and believed that emotions play a role in be-
havior and performance, how would you assess the emotions of your work team?

8. How can managers use “schemas” to reduce perceptual inaccuracies?
9. What is the Golem effect? What should managers do to decrease the chance a
Golem perspective may impact the performance of their team?
10. How should emotional intelligence be measured so that critics would be satisfied
with the measurement? Explain.

Exercise 4.1: Your Impressions of Others

Stereotypes are one-dimensional portrayals of Recent college graduate who is beginning
people—usually based on sex, race, religion, profes- a career
sion, or age. To attempt to make sense of the world, Knowledgeable
all peppl§ engage %n some leV§1 of stereot.yping. The Intelligent
way individuals interact with others is to some -
extent affected by stereotypes. Sensitive E—
Open -
Directions Conscientious
Use the rating scale below to provide a rating of the Emotional -
following categories of people based on your opin- Arrogant —
ions of them and experience of working or interact- Boring
ing with them. Internal Revenue Service accountant
None/Not = 1 Knowledgeable
Somewhat = 2 Intelligent
Average = 3 Sensitive
Above Average/Very = 4 Open

Significant/Highly = 5 Conscientious




Reality Check

Now how much do you know about perceptions, attributions, and emotions?

Emotional
Arrogant
Boring

Service mechanic in
car dealership

Knowledgeable
Intelligent
Sensitive

Open
Conscientious
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6. The term “emotional intelligence” was a term first used by

a. Goleman
b. Gardner
c. Salovey and Mayer
d. Drucker

7. True or false: Selective attention refers to the fact that people give some messages no priority

at all and emphasize selected ones.

a. True
b. False

8. A positive self-fulfilling prophecy is called the

a. bias

b. stereotype
¢. Pygmalion
d. Golem

9. The attempt to influence others’ perception of oneself is called

a. impression management
b. assimilation

c. integration

d. attitude change

10. The ability of people to understand and manage their personal feelings and emotions as well as

effect.

their emotions toward other individuals, events, and objects is called

a. general intelligence
b. emotional intelligence
c. behavioral intelligence
d. emotional control

REALITY CHECK ANSWERS

Before

After

1.c 2.¢ 3.b 4.d 5. b
Number Correct

6.c 7.b 8.b 9.a 10.b
Number Correct

Emotional
Arrogant
Boring

Elected politician
Knowledgeable
Intelligent
Sensitive

Open
Conscientious
Emotional



Arrogant

Boring

Experienced contract lawyer
Knowledgeable

Intelligent

Sensitive -
Open
Conscientious
Emotional
Arrogant

Boring

Emergency room nurse
Knowledgeable
Intelligent

Sensitive

Open

Conscientious
Emotional

Arrogant

Boring
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Police officer
Knowledgeable
Intelligent
Sensitive

Open
Conscientious
Emotional
Arrogant
Boring

Discussion Questions

1. Which category of persons received your most fa-
vorable and which received your least favorable
ratings? Why?

2. Do your ratings show any type of stereotyping
pattern? What sort? Why?

3. Have you had any experiences with any of these
types of individuals that could be classified as
having been influenced by management style,
philosophy, or practices? When?

4. What other descriptors (other than the eight used
in this exercise) would you add for these individu-
als? Add at least one per category of person.

Exercise 4.2: Applying Attribution Theory

Objectives

1. To examine the causes of a person’s behavior.

2. To develop an approach that’s best suited to
improve unacceptable behavior.

Related Topics

The concept of perception plays a role in how each
of us views other people. Making attributions in
terms of dispositional or situational factors is based
on how a person views the event, the behaviors of
another person, and previous experience.

Starting the Exercise

Carefully read the situation facing a manager. If you
were this manager, what would you conclude about
causes and how would you proceed? Why?

The Loss of Quality

Don Dubose has worked for Maybrooke Manufac-
turing since its beginning 10 years ago. He has won
four top performer awards during his tenure in the
firm. The last award he won was presented to him
with a $15,000 bonus check about three years ago.
But in the past 18 months, Don’s relations with co-
workers have become strained. He has never been
talkative, but on occasion he has ordered co-workers
out of his work area. Don has made it clear that
tools have been missing, and he wants to protect his
area. His work’s quality has also suffered. Until
about a year ago, Don’s work producing generators
was at the “zero-defect” level. Error-free, top-quality
generators came from Don again and again. Today
when random sample checks are made, Don occa-
sionally produces generators that must be reworked
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less than 3 percent of the time. He has gone from
zero defects to 3 out of 100 defects. His co-workers
average about 1.5 defects out of 100 for reworking.

What could be causing Don’s behavior changes?
They could be caused by:

Not Very Likely Very Likely

1. Low motivation 2 3 4 5 6 7

1
2. Low self-efficacy 1 2 3 4 5 6 7
3. Physical health problems 1 2 3 4 5 6 7
4. Family problems 1 2 3 4 56 7
5. Poor management 1 2 3 4 5 6 7
6. Lack of creativity 1 2 3 4 56 7

Comment on each of your ratings:

AN o

Don’s behavior has become a topic of concern
within the organization. An outstanding worker has
become average. What actions would you take as the
manager?

Yes No Why?

Transfer Don to a new job.
Fire Don.

continued

Understanding and Managing Individual Behavior

Yes No Why?

Call Don in to discuss your
observations.

Suspend Don after informing
him about your concerns.
Ask Don’s co-workers why
they believe his performance
isnt up to previous norms.
Leave the situation alone for
another six months.

Contact Don’s wife to see if
there’s a personal reason for
the performance problem.
Examine your own behavior
(as manager) in working
with Don.

Send Don to a human resource
management counselor to
discuss his attitudes about
the job.

Promote Dan since he has
been in the present job for
over six years.

Other courses of action:

In Class

After you've analyzed this situation, meet with class-
mates to discuss their reactions. What did you learn
about your attribution process? Are your reactions
different from your classmates’?

Case 4.1: 4 Management Style That Made an Impression

Chairs? There is not much that can be said about
chairs, right? Some are comfortable, some are not;
some are cushy, some are firm. Since that is just
about the whole story on the subject, I never thought
I’d ever consider a column on chairs.

Then Bill died.

When I heard the news, I knew I eventually had
to write something about the chairs.

I’'d known Bill for years, admired his inquiring
mind, his wit, his management style, and his record
of achievements, which was lengthy. He was a CEO
with a considerable reputation for his successes, yet

every time I saw him over a period of many years, |
never focused on his triumphs. My first thought was
always of the chairs.

I guess you could rightly conclude those chairs
made a big impression on me. There were two of
them in Bill’s office, utilitarian metal armchairs,
chairs with an upholstered seat and back, the kind
that are advertised in most office furniture catalogs.
I have two of them in my own office.

Over a varied career, I've been in many offices, the
offices of buyers and sellers, the offices of top man-
agers and middle managers, the offices of editors and



publishers, the offices of CEOs and human resource
specialists. Usually the chairs for visitors are com-
fortable, but just ordinary, and not very memorable.

There was that one legendary chair in the office of
that famous Buffalo editor. It was legendary because
it was bolted to the floor, thus preventing any visitor
from attempting to move any closer to the editor. All
discussions in his office were held at a prescribed and
safe distance. I sat in that chair once, when he invited
me over and offered me a job, which I eventually de-
clined. But I did test the chair, attempting to edge in
slightly when he was distracted by a phone call, and
it surely was fastened securely in position. The man
wanted nobody invading his space. He sat protected,
barricaded behind his oversize desk.

Desks are not just for working upon and storing
papers. They do perform that insulating function.
They separate the host from the visitor, forming a
definite barrier, a barrier that sends a message that
says, “This is my room and I am in charge here.”

It was different with Bill, and that is why I always
associated him with those chairs.

He had the big desk. He had the comfortable
leather swivel chair that accompanied the office of
the CEO. He called me one day and asked me to
come and see him to discuss a problem that he
thought I could help him solve. I had known him,
but I had never been to his office.

When I arrived, he rose from his chair, greeted
me with a handshake, and politely directed me to
have a seat in one of the pair of chairs facing the
desk and reserved for visitors. Then he sat down in
the other chair, forsaking the status and the security
of the big chair behind the big desk.

This was nonverbal communication, behavior
that I'd never seen before and I instantly recognized
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what was transpiring. He was telling me to relax,
that we were both on the same level in his office,
conferring to solve a problem.

That was a first for me. I'd always had to talk to
the person behind a desk. No one had ever before
vacated that traditional position and joined me at
midfield. It gave me a good feeling. I said nothing to
Bill about it that day, or ever, but I always remem-
bered it and chalked it up to experience.

I also went back to my own office and rearranged
the furniture and modified my style. I had a desk
and a chair behind it, plus two chairs for visitors. I
had always stayed behind the desk, but I changed
forever that day. It wasn’t a big change, I suppose,
but it was a significant one that I remember plan-
ning and executing. Some people noticed, including
the owner of the company, whose office was down
the hall, and who rarely strayed from behind his
desk, one of the biggest in the catalog.

“How come you’re always walking around and
sitting over here?” he asked me one day.

I never told him. I was evasive. I figured if he had
to ask, he would never understand.

Questions

1. Why do you think the legendary chair in the edi-
tor’s office was bolted to the floor? Is the reason
cited in the case the only reason for the bolts?

2. What impression is being portrayed by the case
writer?

3. What other type of office layouts and flows could
be used to create an impression?

Source: Prepared by Dick Hirsch, “His Management Style Made an
Impression,” Buffalo Business First, July 9, 2001.
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Learning Objectives

After completing Chapter 5, you should be able to:

¢ Describe the three determinants of job * Define the key terms in expectancy theory.
performance. ¢ Distinguish between inputs and outputs in
¢ Identify the need levels in Maslow’s equity theory.
hierarchy.  Understand the different types of organiza-
e Explain Alderfer's ERG theory. tional justice.
* Compare motivators with hygiene factors.  I|dentify the key steps in goal setting.
¢ Discuss the factors that reflect a high need e Describe the concept of the psychological
for achievement. contract.

One story about the culture of IBM concerns a situation involving company founder
Thomas Watson. One of his top senior managers made a very costly mistake costing
IBM about $3 million. The manager started to clean out his desk to be ready for the
inevitable “pink slip” firing. When Watson came to his office to talk, the manager
started, “I know why you’re here. I’ll offer my resignation and leave.” Watson looked
at the manager and warmly replied: “You don’t think I would let you go after I just
spent $3 million to train you.” Watson valued the manager, knew the individual
wanted to do well, but had failed.!

Although, the manager’s performance goal in this case was not achieved, he exerted
every effort to do the job. Watson wanted to provide a positive motivation atmosphere
at IBM. This IBM story has become part of the firm’s cultural history concerning mo-
tivation. The manager was an important part of IBM and despite his failure in this
case, the leader of the firm was there to support the manager’s willingness to perform.

No one questions the central role motivation plays in shaping behavior and, spe-
cifically, in influencing work performance in organizations.? Nonetheless, as important
as motivation is, it is not the only factor that determines performance. Over the years,
a variety of other variables thought to play an important role in performance have
been suggested. These include ability, instinct, and aspiration level as well as personal
factors such as age, education, and family background.

One way of conceptualizing the various determinants of performance is illustrated
in Exhibit 5.1. As can be seen from this exhibit, job performance may be viewed as a
function of the capacity to perform, the opportunity to perform, and the willingness to
perform. The capacity to perform relates to the degree to which an individual pos-
sesses task-relevant skills, abilities, knowledge, and experiences. Unless an employee
knows what is supposed to be done and how to do it, high levels of job performance
are not possible. Having the opportunity to perform is also a critical ingredient in the
performance recipe. A researcher for a pharmaceutical drug company whose lab
equipment is constantly breaking is unable to perform at the same level as a researcher
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Reality Check

EXHIBIT 5.1
Determinants of Job
Performance

Source: Adapted from

M. Blumberg and C. Pringle,
“The Missing Opportunity in
Organizational Research:
Some Implications for a The-
ory of Work Performance,”
Academy of Management Re-
view, October 1982, p. 565.

120

How much do you know about motivation?

1.

True or false: The most important factor in achieving high job performance is an employee’s will-
ingness to perform at that level.

a. True

b. False

There are many steps in the motivational process. Which step follows after identification of need
deficiencies and searching for ways to satisfy those needs?

a. Goal-directed behavior

b. Performance

c¢. Rewards or punishments

d. Need deficiencies reassessed

Maslow’s needs hierarchy, Alderfer’s ERG, and McClelland’s learned needs theories can be clas-
sified as

a. process theories

b. content theories

c¢. learning theories

d. both aand c are correct

Herzberg referred to such components as salary, job security, and working conditions as
and reasoned that these conditions were needed to keep employees from

becoming dissatisfied.

a. satisfiers

b. motivating factors

c¢. hygiene factors

d. core benefits

is when an employee feels that the organization has failed to fulfill an unwritten
exchange agreement between the individual and the organization.
a. Expectancy contract violation
b. Organizational justice retraction
c¢. Judicial contract disturbance
d. Psychological contract breach

VRN

Willingness
to perform

Job performance

Capacity >
to perform

Opportunity
to perform
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who does not encounter those difficulties. Sometimes employees may lack the oppor-
tunity to perform not because of poor equipment or outdated technology, but because
of poor decisions and outdated attitudes.

The third factor, willingness to perform, relates to the degree to which an individual
both desires and is willing to exert effort toward attaining job performance. It is, in
other words, motivation, and it is what this chapter is about. No combination of ca-
pacity and opportunity will result in high performance in the absence of some level of
motivation or willingness to perform.

From a managerial perspective, it is important to realize that the presence of moti-
vation per se, coupled with a capacity and opportunity to perform, does not ensure
high performance levels. It is a rare manager who has not at some point concluded
that performance would be much higher “if I could just get my people motivated.” In
all likelihood, those individuals are already motivated; what that manager really wants
is motivation that results in more or different kinds of behaviors. To understand this
distinction it is helpful to think of motivation as being made up of at least three dis-
tinct components: direction, intensity, and persistence.

Direction relates to what an individual chooses to do when presented with a number
of possible alternatives. When faced with the task of completing a report requested by
management, for example, an employee may choose to direct effort toward completing
the report or toward surfing the Internet (or any number of other possible activities).
Regardless of which option is selected, the employee is motivated. If the employee se-
lects the first alternative, the direction of his or her motivation is consistent with that
desired by management. If the employee chooses the second alternative, the direction is
counter to that desired by management, but the employee is nonetheless motivated.

The intensity component of motivation refers to the strength of the response once the
choice (direction) is made. Using the previous example, the employee may choose the
proper direction (working on the report) but respond with very little intensity. Intensity,
in this sense, is synonymous with effort. Two people may focus their behavior in the
same direction, but one may perform better because he or she exerts more effort and
intensity than the other.

Finally, persistence is an important component of motivation. Persistence refers to
the staying power of behavior or how long a person will continue to devote effort.
Some people will focus their behavior in the appropriate direction and do so with a
high degree of intensity but only for a short time period. Individuals who tackle a task
enthusiastically but quickly tire of it, or burn out and seldom complete it, lack this
critical attribute in their motivated behavior. Thus, the manager’s real challenge is not
so much one of increasing motivation per se but of creating an environment wherein
employee motivation is channeled in the right direction at an appropriate level of in-
tensity and continues over time.

The Starting Point: The Individual )

needs

The deficiencies that
an individual experi-
ences at a particular
point in time.

Most managers must motivate a diverse and, in many respects, unpredictable group of
people. The diversity results in different behavioral patterns that are in some manner
related to needs and goals. This type of diversity makes the manager’s motivational
work very challenging.

As can be seen in Exhibit 5.2, needs refer to deficiencies an individual experiences at
a particular time. The deficiencies may be physiological (e.g., a need for food), psycho-
logical (e.g., a need for self-esteem), or sociological (e.g., a need for social interaction).
Needs are viewed as energizers or triggers of behavioral responses. The implication is
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EXHIBIT 5.2

The Motivational
Process: A General
Model

1. Need deficiencies

VI. Need deficiencies 11. Search for ways
reassessed by the to satisfy needs
employee

\
Employee ‘L

V. Rewards or III. Goal-directed

punishments behavior

IV. Performance
(evaluation of goals
accomplished)

that when need deficiencies are present, the individual is more susceptible to a manag-
er’s motivational efforts.

A study of about 4,000 employees found three main areas that affect employee mo-
tivation: organizational issues such as compensation, benefits, career opportunities, and
company reputation; job issues including work schedules, opportunities to learn new
skills, and challenging work; and leader issues such as whether their leaders/supervisors
are trustworthy, good motivators and coaches, and flexible in solving problems.’

People seek to reduce various need deficiencies. Need deficiencies trigger a search
process for ways to reduce the tension caused by the deficiencies. A course of action is
selected, and goal-directed (outcome-directed) behavior occurs. After a period, man-
agers assess that behavior, and the performance evaluation results in some type of re-
ward or punishment. Such outcomes are weighed by the person, and the need
deficiencies are reassessed. This, in turn, triggers the process, and the circular pattern
starts again.

The importance of goals in any discussion of motivation is apparent. The motiva-
tional process, as interpreted by most theorists, is goal-directed. The goals, or outcomes,
that an employee seeks are viewed as forces that attract the person. The accomplish-
ment of desirable goals can result in a significant reduction in need deficiencies.

Each person is attracted to some set of goals. If a manager is to predict behavior
with any accuracy, he or she must know something about an employee’s goals and
about the actions the employee will take to achieve them. There is no shortage of mo-
tivation theories and research findings that attempt to provide explanations of the
behavior—-outcome relationship. Individual theories can be classified as representing
either a content or a process approach to motivation. Content approaches focus on
identifying specific motivation factors. Process approaches focus on describing how
behavior is motivated. Exhibit 5.3 summarizes the basic characteristics of content and
process theories of motivation from a managerial perspective.

Both categories of theories have important implications for managers, who are—by
the nature of their jobs—involved with the motivational process. We will examine sev-
eral examples of both types, beginning with the content approaches.
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EXHIBIT 5.3 Managerial Perspective of Content and Process Theories of Motivation
Theoretical Theoretical Founders of Managerial
Base Explanation the Theories Application
Content Focuses on factors within the Maslow—five-level need Managers need to be aware of
person that energize, direct, hierarchy differences in needs, desires, and
sustain, and stop behavior. These  Alderfer—three-level goals because each individual
factors can only be inferred. hierarchy (ERG) is unique in many ways.
Herzberg—two major factors
called hygiene factors and motivators
McClelland—three learned
needs acquired from the
culture: achievement,
affiliation, and power
Process Describes, explains, and Vroom—an expectancy Managers need to understand

analyzes how behavior is
energized, directed, sustained,
and stopped.

theory of choices
Adams—equity theory
based on comparisons that

the process of motivation and
how individuals make choices
based on preferences, rewards,

individuals make
Locke—goal-setting theory
that conscious goals and
intentions are the
determinants of behavior

and accomplishments.

Content Approaches )

The content theories of motivation focus on the factors within the person that ener-
gize, direct, sustain, and stop behavior. They attempt to determine the specific needs
that motivate people. Four important content approaches to motivation are:
(1) Maslow’s need hierarchy, (2) Alderfer’s ERG theory, (3) Herzberg’s two-factor
theory, and (4) McClelland’s learned needs theory. Each of these four theories has had
an impact on managerial practices and will be considered in the paragraphs that follow.

Maslow's Need Hierarchy

The crux of Maslow’s theory is that needs are arranged in a hierarchy.* The lowest-
level needs are the physiological needs, and the highest-level needs are the self-
actualization needs. These needs are defined to mean the following:

1. Physiological. The need for food, drink, shelter, and relief from pain.

2. Safety and security. The need for freedom from threat, that is, security from threat-
ening events or surroundings.

3. Belongingness, social, and love. The need for friendship, affiliation, interaction, and
love.

4. Esteem. The need for self-esteem and for esteem from others.

5. Self-actualization. The need to fulfill oneself by making maximum use of abilities,
skills, and potential.

Exhibit 5.4 shows the hierarchical nature of Maslow’s theory. For each of the five
need levels, the exhibit provides examples of work-related factors that might be associ-
ated with need satisfaction.
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EXHIBIT 5.4 /

SELF-ACTUALIZATION
Maslow’s Need Searti l -
Hierarchy Related tartlng a successrul new business.

Developing and mentoring others.
to the Job Using business skills to start a charity
that helps homeless children.

ESTEEM

Winning a coveted award for performance.

Receiving a high-level promotion.

Earning an outstanding reputation among
peers.

BELONGINGNESS, SOCIAL, AND LOVE

Being accepted by personal and professional
friends.

Working in groups that are compatible.

Having supportive supervision.

SAFETY AND SECURITY

Receiving regular salary increases.
Having medical and disability insurance.
Working in a hazard-free environment.

PHYSIOLOGICAL

Receiving a sufficient salary to live on.
Having sufficient food and drink available.
Working in a comfortable environment.

Maslow’s theory assumes that a person attempts to satisfy the more basic needs
(physiological) before directing behavior toward satisfying upper-level needs. Several
other crucial points in Maslow’s thinking are important to understanding the need-
hierarchy approach.

1. A satisfied need ceases to motivate. For example, when a person decides that he or
she is earning enough pay for contributing to the organization, money loses its
power to motivate. Large multinational corporations such as Wal-Mart are trying

cafeteria-style to prevent such problems by offering cafeteria-style benefits plans.’ Similarly, many
benefits plans small and medium-sized enterprises are also offering flexible benefits.® By allowing
P llans thtat allllow el}?‘ employees to choose and change benefits over time, these firms let employees meet
cfts that suit them and __16if changing needs

to make adjustments 2. Unsatisfied needs can cause frustration, conflict, and stress. From a managerial
to meet their changing perspective, unsatisfied needs are dangerous because they may lead to undesirable
needs. performance outcomes.

3. Maslow assumes that people have a need to grow and develop and, consequently,
will strive constantly to move up the hierarchy in terms of need satisfaction. This
assumption may be true for some employees but not others.
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Mary Kay, Inc., uses the full range of Maslow’s need hierarchy to motivate its
1.8 million beauty consultants in 35 markets worldwide. The company is still best
known for its reward of the Mary Kay Pink Cadillac for outstanding sales and team
building. Consultants report that they are motivated by commissions and incentives
(pay), being a part of a team (belongingness and social), recognition (esteem), and the
privilege to help others (self-actualization). Mary Kay management appears to under-
stand motivation and needs. Pay, incentives, recognition, autonomy, and helping
others succeed are a combination of factors that the consultants seek.®

Several research studies have attempted to test the need-hierarchy theory. The first
field-reported research that tested a modified version of Maslow’s need hierarchy was
performed by Porter.” At the time of the initial studies, Porter assumed that physiolog-
ical needs were being adequately satisfied for managers, so he substituted a higher-
order need called autonomy, defined as the person’s satisfaction with opportunities to
make independent decisions, set goals, and work without close supervision.

Research studies have reported:

1. Managers higher in the organization chain of command place greater emphasis on
self-actualization and autonomy.'®

2. Managers at lower organizational levels in small firms (less than 500 employees)
are more satisfied than their counterpart managers in large firms (more than
5,000 employees); however, managers at upper levels in large companies are more
satisfied than their counterparts in small companies.'!

3. American managers overseas are more satisfied with autonomy opportunities than
are their counterparts working in the United States.!?

Despite these findings, a number of issues remain regarding the need-hierarchy
theory. First, data from managers in two different companies provided little support
that a hierarchy of needs exists.!3 The data suggested that only two levels of needs
exist: one is the physiological level, and the other is a level that includes all other
needs. Further evidence also disputes the hierarchy notions.'* Researchers have found
that as managers advance in an organization, their needs for security decrease, with
a corresponding increase in their needs for social interaction, achievement, and
self-actualization.

Alderfer's ERG Theory

Alderfer agrees with Maslow that individual needs are arranged in a hierarchy. How-
ever, his proposed need hierarchy involves only three sets of needs:"

1. Existence. Needs satisfied by such factors as food, air, water, pay, and working
conditions.

2. Relatedness. Needs satisfied by meaningful social and interpersonal relationships.
3. Growth. Needs satisfied by an individual making creative or productive contributions.

Alderfer’s three needs—existence (E), relatedness (R), and growth (G), or ERG—
correspond to Maslow’s in that the existence needs are similar to Maslow’s physiolog-
ical and safety categories; the relatedness needs are similar to the belongingness, social,
and love category; and the growth needs are similar to the esteem and self-actualization
categories.

In addition to a difference in the number of categories, Alderfer’s ERG theory and
Maslow’s need hierarchy differ on how people move through the sets of needs. Maslow
proposed that unfulfilled needs are predominant and that the next-higher level of
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needs isn’t activated or triggered until the predominant need is adequately satisfied.
Thus, a person only progresses up the need hierarchy once a lower-level need is ade-
quately satisfied. In contrast, Alderfer’s ERG theory suggests that, in addition to the
satisfaction-progression process that Maslow proposed, a frustration-regression pro-
cess is also at work. That is, if a person is continually frustrated in attempts to satisfy
growth needs, relatedness needs reemerge as a major motivating force, causing the in-
dividual to redirect efforts toward satisfying a lower-order need category.

Alderfer’s ERG explanation of motivation provides an interesting suggestion to
managers about behavior. If a subordinate’s higher-order needs (for example, growth)
are being blocked, perhaps because of a company policy or lack of resources, then it’s
in the manager’s best interest to attempt to redirect the subordinate’s efforts toward
relatedness or existence needs by assigning him or her to projects with desired co-
workers. The ERG theory implies that individuals are motivated to engage in behavior
to satisfy one of the three sets of needs.

The ERG theory hasn’t stimulated a great deal of research, so no empirical verifica-
tion can be claimed. Salancik and Pfeffer proposed that need models such as Maslow’s
and Alderfer’s have become popular because they are consistent with other theories of
rational choice and because they attribute freedom to individuals. The idea that individu-
als shape their actions to satisfy unfulfilled needs gives purpose and direction to individ-
ual activity. Furthermore, need explanations are also popular, despite little research
verification, because they are simple and easily expressed views of human behavior. !¢

Herzberg's Two-Factor Theory

Herzberg developed a content theory known as the two-factor theory of motivation.!?
The two factors are called the dissatisfiers—satisfiers or the hygiene motivators or the
extrinsic-intrinsic factors, depending on the discussant of the theory. The original re-
search that led to the theory gave rise to two specific conclusions. First, there is a set of
extrinsic conditions, the job context, which results in dissatisfaction among employees
when the conditions are not present. If these conditions are present, this does not neces-
sarily motivate employees. These conditions are the dissatisfiers or hygiene factors, since
they are needed to maintain at least a level of “no dissatisfaction.” They include salary,
job security, working conditions, status, company procedures, quality of technical super-
vision, and quality of interpersonal relations among peers, superiors, and subordinates.

Second, a set of intrinsic conditions—the job content—when present, builds strong
levels of motivation that can result in good job performance. If these conditions are
not present, jobs do not prove highly satisfying. The factors in this set are called the
satisfiers or motivators and include achievement, recognition, responsibility, advance-
ment, the work itself, and the possibility of growth.

These motivators are directly related to the nature of the job or task itself. When
present, they contribute to satisfaction. This, in turn, can result in intrinsic task
motivation.'® Referring to Exhibit 5.5, several important managerial implications of
Herzberg’s two-factor theory include:

1. No job dissatisfaction, high job satisfaction. An employee who is paid well, has job
security, has good relationships with co-workers and the supervisor (hygiene fac-
tors are present = no job dissatisfaction), and is given challenging duties for which
he is accountable will be motivated.

Managers should continue to assign challenging tasks and transfer accountability to

high-performing subordinates. Pay raises, job security, and good supervision need to
be continued.



EXHIBIT 5.5
Traditional versus
Herzberg View of Job
Satisfaction
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I. Traditional Job Satisfaction Theory

High job dissatisfaction High job satisfaction
*

II. Herzberg’s Two-Factor Theory

No job satisfaction High job satisfaction
4

Based on Motivators

¢ Feeling of achievement

¢ Meaningful work

¢ Opportunities for advancement
e Increased responsibility

¢ Recognition

¢ Opportunities for growth

High job dissatisfaction No job dissatisfaction
4
Based on Hygiene Factors
¢ Pay
e Status

e Job security

* Working conditions

e Fringe benefits

e Policies and procedures
¢ Interpersonal relations

2. No job dissatisfaction, no job satisfaction. An employee who is paid well, has job
security, and has good relationships with co-workers and the supervisor (hygiene
factors are present = no job dissatisfaction), but is not given any challenging as-
signments and is very bored with her job (motivators are absent = no job satisfac-
tion) will not be motivated.

Managers should reevaluate subordinate’s job description and enlarge it by providing
more challenging and interesting assignments. Pay raises, job security, and good su-
pervision need to be continued.

3. High job dissatisfaction, no job satisfaction. An employee who is not paid well, has
little job security, has poor relationships with co-workers and the supervisor (hy-
giene factors are not present = high job dissatisfaction), and is not given any chal-
lenging assignments and is very bored with his job (motivators are absent = no job
satisfaction) will not be motivated.

To prevent low performance, absenteeism, and turnover, managers should make dras-
tic changes by adding hygiene factors and motivators.

Herzberg suggests that motivators (intrinsic conditions) and hygiene factors can be
applied to understanding factory (extrinsic conditions) workers in most countries and
cultures. The Global OB on page 128, which combines the research and reports of a num-
ber of researchers, supports the application of Herzberg’s two-factor explanation across
diverse cultures. For example, in Italy 60 percent of the workers indicated that motivators
accounted for job satisfaction, while 90 percent of workers in Finland reported that mo-
tivators accounted for job satisfaction.!® A related study of employees in Turkey, Cyprus,
Nigeria, and Great Britain reported general support for Herzberg’s two-factor theory.
Factors associated with the work attitudes of employees from these nations could be



GLOBAL OB

MOTIVATORS AND HYGIENE FACTORS ACROSS CULTURES

Motivators Satisfying Job Events Dissatisfying Job Events
United States 80% 20%

Japan 82 40

Finland 90 18

Hungary 78 30

Italy 60 35

Hygiene Factors

United States 20% 75%
Japan 10 65
Finland 10 80
Hungary 22 78
Italy 30 70

Source: Adapted from S.A. Snell, C.C. Snow, S. Canney Davison, and D.C. Hambrick, “Designing and Supporting Transnational
Teams: The Human Resource Agenda,” Human Resource Management 37 (1998), pp. 147-58; and F. Herzberg, “Workers’
Needs: The Same around the World,” Industry Week 234, no. 6 (September 21, 1987), pp. 29-32.

separated into two distinct categories: motivators and hygiene factors.?® Other recent re-
search studies in Japan and Brazil are also generally supportive of Herzberg’s theory.?!

Herzberg’s model basically assumes that job satisfaction is not a unidimensional
concept. His research leads to the conclusion that two continua are needed to cor-
rectly interpret job satisfaction. Exhibit 5.5 presents two different views of job satis-
faction. Before Herzberg’s work, those studying motivation viewed job satisfaction as
a unidimensional concept; that is, they placed job satisfaction at one end of a contin-
uum and job dissatisfaction at the other end. This meant that if a job condition caused
job satisfaction, removing it would cause job dissatisfaction. Similarly, if a job condi-
tion caused job dissatisfaction, removing it would cause job satisfaction.

One appealing aspect of Herzberg’s explanation of motivation is that the terminol-
ogy is work-oriented. There is no need to translate psychological terminology into
everyday language. Despite this important feature, Herzberg’s work has been criticized
for a number of reasons. For example, some researchers believe that Herzberg’s work
oversimplifies the nature of job satisfaction. Other critics focus on Herzberg’s method-
ology, which requires people to look at themselves retrospectively. Still other critics
charge that Herzberg has directed little attention toward testing the motivational and
performance consequences of the theory. In his original study, only self-reports of
performance were used, and in most cases, the respondents described job activities
that had occurred over a long period of time.

job enrichment Although the list of criticisms for Herzberg’s model is long, the impact of the the-
Increases motivation ory on practicing managers should not be underestimated. For example, one concept
by building challenge,

S : that emerged from Herzberg’s work is that of job enrichment. Job enrichment is de-
responsibility, recogni- 1 . ..
tion, and growth fined as the process of building personal achievement, recognition, challenge, respon-
opportunities into a sibility, and growth opportunities into a person’s job. This has the effect of increasing
person’s job. the individual’s motivation by providing her with more discretion and accountability
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ENCOUNTER

GOING THE EXTRA MILE

A passenger on a Southwest Airlines flight was very nervous
about flying. Sara, one of the flight attendants, noticed the pas-
senger was nervous while taking her drink order. Sara immedi-
ately reassured the passenger that everything was going to be
0K, but she didn’t stop there. Sara told two of her fellow flight
attendants, Jody and Judy, about the passenger’s anxiousness.
During the long flight from Philadelphia to Los Angeles, the three
flight attendants went out of their way to make sure the passen-
ger was comfortable. They even explained the different normal
noises a plane makes during takeoff, flight, and landing to put the
customer at ease. Following the flight, the grateful passenger
wrote a letter to the company describing how the three flight at-
tendants were amazing and incredible. As a result of “going the
extra mile” to help a nervous flyer, these three Southwest em-
ployees received commendations from their co-workers and rec-
ognition from Chairman and CEO Gary Kelly.

The idea of expecting employees to go the extra mile has be-
come more common as service organizations continue to domi-
nate the economy. Employees from airlines, retail stores, hotels,
banks, and other service organizations who deal with customers
are expected to do more than expected several times a day. This
type of “super service” can help earn an organization an edge
relative to its competitors.

These extra activities are called organizational citizenship be-
haviors (0CBs) and are important because research suggests that
when employees engage in these extra helping behaviors, organi-
zations achieve higher customer satisfaction, productivity, and
reduced costs. At the individual employee level, 0CBs are linked
to higher ratings on employee performance and reward allocation
decisions. When employees decrease or stop engaging in 0CBs,
then it is more likely they will miss work and quit the organization.

There are several types of OCBs, including:

Altruism: Sara and other the flight attendants were dedi-
cated to the passenger’s welfare.

Courtesy: The flight attendants treated the passenger with
consideration.

Compliance: The flight attendants complied with Southwest
Airlines’ norms of customer service.

Civic virtue: Co-workers of the flight attendants took the time
to honor their colleagues for going the extra mile for the ner-
Vous passenger.

Sportsmanship: Instead of acting too busy or ignoring the
passenger’s discomfort, these three flight attendants worked
together to provide exceptional customer service.

An important question for managers in service organizations
is, “"Why do employees engage in 0CBs, and what can be done to
encourage them?” Research has provided some explanations.

First, no clear relationships with most personality character-
istics have been found. But a higher frequency of OCBs has
been found among those employees with a higher collectivist
orientation than among those who have a more individualistic
perspective.

Second, certain situational factors seem to be related to
0CBs. One of these factors relates to what employees and man-
agers define as part of the job and what is “out-of-role.” Employ-
ees will often define their jobs quite broadly and will include
activities as part of their duties that their managers perceive as
“extra.” These OCBs also are likely to influence managerial eval-
uations of employees, but sometimes they may be interpreted as
attempts to influence these evaluations rather than efforts to do
something good for the company and the customer.

Finally, a major influence on OCBs is the leadership that
employees receive from their managers. Specifically, trust
between an employee and a manager and a management style
that encourages the development of leadership skills among
employees have been found to encourage the expression of
0CBs.

Sources: www.southwest.com/about_swa (accessed April 18, 2009);
Nathan P. Podsakoff, Steven W. Whiting, Philip M. Podsakoff, and

Brian D. Blume, “Individual- and Organizational-Level Consequences

of Organizational Citizenship Behaviors: A Meta-Analysis,” Journal of
Applied Psychology 94, no. 1 (2009), pp. 122—41; Philip M. Podsakoff,
Scott B. MacKenzie, Julie Beth Paine, and Daniel G. Bachrach, “Orga-
nizational Citizenship Behaviors: A Critical Review of the Theoretical

and Empirical Literature and Suggestions for Future Research,” Journal
of Management 26, no. 3, pp. 513-63; Bradley J. Alge, Gary A. Ballinger,
Subrahmaniam Tangirala, and James L. Oakley, “Information Privacy in
Organizations: Empowering Creative and Extrarole Performance,” Jour-
nal of Applied Psychology 91, no. 1 (January 2006), pp. 221-32; Suzanne
S. Masterson and Christina L. Stamper, “Perceived Organizational Mem-
bership: An Aggregate Framework Representing the Employee-Organization
Relationship,” Journal of Organizational Behavior 24, no. 5 (August 2003),
pp. 473-87; Dennis W. Organ, “Personality and Organizational Citizenship
Behavior,” Journal of Management, Summer 1994, pp. 465-78; and Mary
A. Konovsky and S. Douglas Pugh, “Citizenship Behavior and Social
Exchange,” Academy of Management Journal, June 1994, pp. 656—69.

when performing challenging work. Herzberg believed that job enlargement would
improve task efficiency and human satisfaction.

Many managers feel very comfortable about many of the things Herzberg includes
in his two-factor discussion. From a scientific vantage point, this satisfaction presents
some dangers of misuse, but this hasn’t stopped the theory from being implemented in
numerous organizations. Hewlett-Packard, for example, has restructured many of its

129
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operations along the lines described by Herzberg. The company relies on both motiva-
tors and hygiene factors to increase satisfaction and decrease the likelihood of dissat-
isfaction. Examples at Hewlett-Packard include providing resources (time, money, and
space) to work on ideas for improving products and processes; instituting flextime-
time scheduling to increase employee job discretion; and using a profit-sharing plan
that may increase satisfaction by providing a source of both achievement and recogni-
tion. With the amount of discretion increasing in many jobs, the opportunity also ex-
ists for employees to do more than what is expected. The Organizational Encounter
on page 129 examines this pleasant situation.

McClelland’s Learned Needs Theory

McClelland has proposed a theory of motivation that is closely associated with learn-
ing concepts. He believes that many needs are acquired from the culture.?? Three of
these learned needs are the need for achievement (n Ach), the need for affiliation
(n Aff), and the need for power (n Pow).

McClelland contends that when a need is strong in a person, its effect is to motivate
the person to use behavior that leads to its satisfaction. For example, having a high n
Ach encourages an individual to set challenging goals, to work hard to achieve the
goals, and to use the skills and abilities needed to achieve them.

Based on research results, McClelland developed a descriptive set of factors that
reflect a high need for achievement. These are:

1. The person likes to take responsibility for solving problems.

2. The person tends to set moderate achievement goals and is inclined to take calcu-
lated risks.

3. The person desires feedback on performance.

The need for affiliation reflects a desire to interact socially with people. A person
with a high need for affiliation is concerned about the quality of important personal
relationships, and thus, social relationships take precedence over task accomplish-
ment. A person with a high need for power, meanwhile, concentrates on obtaining and
exercising power and authority. He or she is concerned with influencing others and
winning arguments. Power has two possible orientations according to McClelland. It
can be negative in that the person exercising it emphasizes dominance and submission.
Or power can be positive in that it reflects persuasive and inspirational behavior.

The main theme of McClelland’s theory is that these needs are learned through
coping with one’s environment. Since needs are learned, behavior that is rewarded
tends to recur at a higher frequency. Managers who are rewarded for achievement be-
havior learn to take moderate risks and to achieve goals. Similarly, a high need for af-
filiation or power can be traced to a history of receiving rewards for sociable, dominant,
or inspirational behavior. As a result of the learning process, individuals develop
unique configurations of needs that affect their behavior and performance.

McClelland’s theory faces a number of criticisms. Not the least of these criticisms
is that most of the available evidence supporting the theory has been provided by
McClelland or his associates. McClelland’s use of projective psychological personality
tests has been questioned as being unscientific. Furthermore, McClelland’s claim that
n Ach can be learned runs counter to a large body of literature that argues the acquisi-
tion of motives normally occurs in childhood and is very difficult to alter in adult-
hood. Finally, McClelland’s theory is questioned on grounds of whether the needs are
permanently acquired. Research is needed to determine whether acquired needs last.
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Can something learned in a training-and-development program be sustained on the
job? This is an issue that McClelland and others have not been able to clarify.

A Synopsis of the Four Content Theories

Each of the four content theories attempts to explain behavior from a slightly different
perspective. None of the theories has been accepted as the sole basis for explaining moti-
vation. Although some critics are skeptical, it appears that people have innate and learned
needs and that various job factors result in a degree of satisfaction. Thus, each of the
theories provides the manager with some understanding of behavior and performance.

Exhibit 5.6 compares the four approaches. McClelland proposed no lower-order
needs. Moreover, his needs for achievement and power aren’t identical with Herzberg’s
motivators, Maslow’s higher-order needs, or Alderfer’s growth needs, although
there are some similarities. A major difference between the four content theories is
McClelland’s emphasis on socially acquired needs. Also, the Maslow theory offers
a static need-hierarchy system; Alderfer presents a flexible, three-need classification
approach; and Herzberg discusses intrinsic and extrinsic job factors.

Each of the content approaches purports to present the clearest, most meaningful,
and most accurate explanation of motivation. In reality, each has strengths and limi-
tations that practicing managers need to consider; none is clearly inferior or superior
to the others, especially in today’s diverse workplace. Smart managers will look to all
of these approaches to provide insights that can be applied to specific challenges and
problems.

Process Approaches )

The content theories we have examined focus mainly on the needs and incentives that
cause behavior. They are concerned primarily about which specific things motivate
people. The process theories of motivation are concerned with answering the questions
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expectancy theory

A theory of motivation
that suggests employ-
ees are more likely to
be motivated when
they perceive their ef-
forts will result in suc-
cessful performance
and, ultimately, desired
rewards and outcomes.

of how individual behavior is energized, directed, maintained, and stopped. This sec-
tion examines three process theories: expectancy theory, equity theory, and goal-setting
theory. In discussing each of these in the paragraphs that follow, we will show how the
motivational process works in organizational settings.

Expectancy Theory

One of the more popular explanations of motivation was developed by Victor
Vroom.?* Numerous studies have been done to test the accuracy of expectancy theory
in predicting employee behavior, and direct tests have been generally supportive.?* In
addition, a research study that rated the overall importance, scientific validity, and
practical usefulness of 73 organizational behavior theories reported that expectancy
theory has high levels of importance, validity, and usefulness.? Vroom defines moti-
vation as a process governing choices among alternative forms of voluntary activity.
In his view, most behaviors are considered to be under the voluntary control of the
person and consequently are motivated. To understand expectancy theory, it is nec-
essary to define the terms of the theory and explain how they operate. The four
most important terms are: first- and second-level outcomes, instrumentality, valence,
and expectancy.

First-Level and Second-Level Outcomes

First-level outcomes resulting from behavior are those associated with doing the job
itself and include productivity, absenteeism, turnover, and quality of productivity. The
second-level outcomes are those events (rewards or punishments) that the first-level
outcomes are likely to produce, such as merit pay increases, group acceptance or rejec-
tion, promotion, and termination.

The individual in the expectancy theory approach is saying, “If I work hard, I can
accomplish a specific performance level (assuming the person has the ability and skill
and that the performance is recognized). Then the individual asks, “If my perfor-
mance is acknowledged (e.g., managers make comments, performance appraisal rating
is high), will it lead to rewards (e.g., recognition, pay, opportunities, time off)?”

Instrumentality

Instrumentality is the perception by an individual that first-level outcomes (perfor-
mance) are associated with second-level outcomes (rewards). It refers to the strength
of a person’s belief that attainment of a particular outcome will lead to (be instrumen-
tal in) attaining one or more second-level outcomes. Instrumentality can be negative,
suggesting that attaining a second-level outcome is less likely if a first-level outcome
has occurred, or positive, suggesting that the second-level outcome is more likely if the
first-level outcome has been attained.

Valence

Valence refers to the preferences for outcomes as seen by the individual. For example,
a person may prefer a 10 percent merit raise over a relocation to a new facility. An
outcome is positively valent when it is preferred and negatively valent when it is not
preferred or is avoided. An outcome has a valence of zero when the individual is indif-
ferent to attaining or not attaining it. The valence concept applies to both first- and
second-level outcomes. Thus, a person may prefer to be a high-performing employee
(first-level outcome) because she believes this will lead to a desired merit raise in pay
(second-level outcome).



EXHIBIT 5.7
Expectancy Theory

Chapter5 Motivation 133

Expectancy

Expectancy refers to the individual’s belief regarding the likelihood or subjective prob-
ability that a particular behavior will be followed by a particular outcome, and it is
most easily thought of as a single-probability statement. That is, it refers to a per-
ceived chance of something occurring because of the behavior. Expectancy can take
values ranging from 0, indicating no chance that an outcome will occur after the be-
havior or act, to +1, indicating perceived certainty that a particular outcome will fol-
low a behavior or act.

In the work setting, individuals hold an effort-performance expectancy. This expec-
tancy represents the individual’s perception of how hard it will be to achieve a particu-
lar behavior (say, completing the budget on time) and the probability of achieving that
behavior. There is also a performance-outcome expectancy. In the individual’s mind,
every behavior is associated with outcomes (rewards or punishments). For example, an
individual may have an expectancy that if the budget is completed on time, he or she
will receive a day off next week. Exhibit 5.7 presents the general expectancy model
and includes the two expectancy points (E—P and P—O0).

Managers also need to implement fair, meaningful, and easy-to-understand perfor-
mance review and evaluation systems. It is important in applying expectancy theory to
be able to recognize and use performance. At Frito-Lay Processing and Packaging
Division in Lubbock, Texas, an incentive program has achieved excellent results. Ma-
chine operators were involved in reducing the amount of “give-away” in each bag of
chips. Frito-Lay strives to maintain .4 grams of give-away in each bag of chips. If too
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equity theory

A theory of motivation
that examines how a
person might respond
to perceived discrepan-
cies between her input/
outcome ratio and that
of a reference person.

much is given away, profit margins are reduced. The exact weight of each bag is
calculated to the gram. The operator’s performance can be specifically pinpointed.
Each week the operator who is the best in reducing the give-away waste wins a gift
certificate. Since the gift certificate prize is one that operators prefer, this type of
reward is significant enough for the operators to be fully involved in trying to win the
contest and has significantly reduced waste and improved morale among operators.?

Equity Theory

Equity theory explains how people’s perceptions of how fairly they are treated in social
exchanges at work (e.g., amount of the pay raise this year, how well the supervisor
treats them, etc.) can influence their motivation. The essence of equity (which also
means “fairness”) theory is that employees compare their efforts and rewards with
those of others in similar work situations. This theory of motivation is based on the
assumption that individuals are motivated by a desire to be equitably treated at work.
The individual works in exchange for rewards from the organization.
Four important terms in this theory are:

1. Person. The individual for whom equity or inequity is perceived.

2. Comparison other. Any group or persons used by Person as a referent regarding the
ratio of inputs and outcomes.

3. Inputs. The individual characteristics brought by Person to the job. These may be
achieved (e.g., skills, experience, learning) or ascribed (e.g., age, sex, race).

4. Outcomes. What Person received from the job (e.g., recognition, fringe benefits, pay).

Equity exists when employees perceive that the ratios of their inputs (efforts) to
their outcomes (rewards) are equivalent to the ratios of other employees. Inequity ex-
ists when these ratios are not equivalent; an individual’s own ratio of inputs to out-
comes could be greater than, or less than, that of others.?” Exhibit 5.8 illustrates the
equity theory of motivation.

Change Procedures to Restore Equity

Equity theory suggests a number of alternative ways to restore a feeling or sense of
equity. Let’s assume you and your co-worker are both working as sales associates for a
popular sporting goods company. You put in longer hours and have more sales than

EXHIBIT 5.8 The Equity Theory of Motivation
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your colleague. To your shock and surprise, you have just found out that your colleague
received a $10,000 raise (compared to your $3,000 raise). Not only do you feel angry
and frustrated, but you also feel unfairly treated.

In response to this underrewarded condition, equity theory suggests a number of
alternative methods to restore a feeling or sense of equity vis-a-vis your treatment (as
compared to that of your colleague). Some examples of restoring equity are:

1. Changing inputs. You may decide to put less time or effort into the job.

2. Changing outcomes. You may decide to negotiate for a much larger pay raise
(e.g., to get at least $10,000 total).

3. Changing attitudes. Instead of changing inputs or outcomes, you may simply
change your attitude by convincing yourself that the money is less important than
other outcomes (e.g., nice place to work, job security, etc.).

4. Changing the reference person. In this example, you can change the reference person
to someone who received a raise that was similar to the one you received. This
might allow you to restore equity by comparing your outcomes/input ratio to some-
one with a similar ratio.

S. Changing the inputs or outcomes of the reference person. Since the original reference
person is a co-worker, you might encourage the individual to work longer hours
and work harder to justify the larger pay increase (i.e., increase inputs).

6. Leaving the field Due to the frustration and perceived unfairness of the situation,
you may decide to simply quit your job.

Research on Equity

Most of the research on equity theory has focused on pay as the basic outcome.?® The
failure to incorporate other relevant outcomes limits the impact of the theory in work
situations. A review of the studies also reveals that the reference person is not always
clarified. A typical research procedure is to ask a person to compare his or her inputs
and outcomes with those of a specific person. In most work situations, an employee
selects the reference person after working for some time in the organization. Two is-
sues to consider are whether comparison persons are within the organization and
whether reference persons change during a person’s work career.

Several individuals have questioned the extent to which inequity that results from
overpayment (rewards) leads to perceived inequity. Locke argues that employees sel-
dom are told they are overpaid. He believes that individuals are likely to adjust their
idea of what constitutes an equitable payment to justify their pay.?® Campbell and
Pritchard point out that employer—employee exchange relationships are highly imper-
sonal when compared to exchanges between friends.’® Perceived overpayment inequity
may be more likely when friends are involved. Thus, an individual probably will react
to overpayment inequity only when that individual believes that his or her actions
have led to a friend’s being treated unfairly. The individual receives few signals from
the organization that he or she is being treated unfairly.

Despite limitations, equity theory provides a relatively insightful model to help
explain and predict employee attitudes about pay. The theory also emphasizes the
importance of comparisons in the work situation. The identification of reference
persons seems to have some potential value when attempting to restructure a reward
program. The theory has been shown to be a useful framework for examining the
growing number of two-tier wage structures.’! Equity theory also raises the issue of
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methods for resolving inequity, which can cause problems with morale, turnover, and
absenteeism.

Organizational Justice

In the 1980s and 1990s, equity theory inspired new streams of research to explain em-
ployee attitudes and behavior.’?> The concept of organizational justice, or the degree to
which individuals feel fairly treated at the workplace, attracted a considerable amount
of research attention. The four components of this research domain are: distributive,
procedural, interpersonal, and informational justice.’® Distributive justice is the per-
ceived fairness of how resources and rewards are distributed throughout an organiza-
tion. This concept often deals with compensation and is closely related to the previous
discussion of equity theory. However, researchers have applied the concept of distrib-
utive justice to a wide variety of workplace situations, including organizational poli-
tics, university tenure and promotion decisions, antismoking policies, mentoring,
teams, and satisfaction with benefit levels.*

Related to distributive justice is the notion of procedural justice. Procedural
justice refers to the perceived equity or fairness of the organization’s processes and
procedures used to make resource and allocation decisions.?® That is, employees are
concerned with the fairness of decision making in all areas of work, including deci-
sions related to compensation, performance appraisal, training, and work group
assignments.

Procedural justice has been shown to have a positive impact on a number of affec-
tive and behavioral reactions.’® These reactions include:

* Organizational commitment.
 Intrinsic motivation.

* Intent to stay with organization.

* Organizational citizenship.

e Trust in supervisor.

 Satisfaction with decision outcome.
* Work effort.

¢ Task performance.

Positive consequences of procedural justice have been found in important organiza-
tional decision contexts, including pay allocation, personnel selection, and perfor-
mance appraisal. Since procedural justice can provide benefits to organizations, an
important issue involves the types of decision-making procedures that people consider
to be fair. People are more inclined to interpret decisions to be fair when they have a
voice in the decision, there is consistency in decision making, and the process and
procedures conform to ethical and moral values.

Two explanations have emerged regarding why procedural justice works. Self-interest
theory proposes that people want fair procedures because such fairness enables them
to obtain desired extrinsic outcomes. Although a manager may decide not to promote
a person, if the process has been fair it will be accepted’” and the employee will be
more likely to remain committed to the organization.

Group value theory suggests that people value fairness as a means of realizing such
desired intrinsic outcomes as self-esteem. People have a strong sense of affiliation with
groups to which they belong. Fair group procedures are considered to be a sign of re-
spect and an indication that they are valued members of the group. This results in a
higher sense of self-esteem.
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Treating employees and customers fairly, respectfully, and in a timely manner is a
worthy managerial approach. First, managers must understand the importance of
procedural justice. Second, managers can achieve good performance results when
procedural justice is widely practiced for decision making. Finally, employee percep-
tions are extremely critical in identifying procedural justice. Determining these per-
ceptions requires strong interpersonal and observation skills on the part of
managers.*’

Related to procedural justice is the concept of interpersonal justice, which refers to
judgments made by employees about whether they feel fairly treated by their supervi-
sors and other authorities in the organization.*’ Perceptions of interpersonal justice
are higher when authorities are seen as treating employees in a dignified and respectful
manner. However, interpersonal injustice can occur if employees perceive that the au-
thorities treat them in an insulting, embarrassing, humiliating manner in front of oth-
ers or label the employees as racist or sexist.*!

Unfortunately, poor treatment by authorities in organizations appears to be a com-
mon occurrence. In a random telephone survey of 1,000 working adults in the United
States, about 45 percent of respondents reported that they work or have worked for an
abusive supervisor.*> The researchers defined abusive behavior as verbal abuse, intimi-
dation, and threatening gestures. Other researchers analyzed 110 research studies to
compare the effects of sexual harassment and workplace bullying on employees.*
They defined workplace aggression as any behavior that included:

+ Persistently criticizing employees’ work.

* Yelling.

* Spreading gossip or lies.

* Reminding employees of their mistakes.

* Excluding or ignoring workers.

+ Insulting workers’ habits, attitudes, or personal lives.

The study found that employees who experienced bullying and incivility at work
were more likely to quit their jobs and have lower levels of well-being and job satisfac-
tion. Indeed, research suggests that abusive treatment from authorities and supervi-
sors is associated with lower job and life satisfaction, lower organizational commitment,
conflict between work and family, and psychological distress.*

A final form of organizational justice, informational justice, focuses on whether
employees perceive that decisions and other communication from authorities are ex-
plained in a fair manner.*> When important decisions are being communicated to em-
ployees, do authorities take time to explain their decisions in a thorough and reasonable
manner? Or, do they send out a brief e-mail or memo that announces major changes
without adequate justification? The former approach will build a sense of informa-
tional justice among employees whereas the latter approach will erode it. For example,
layoffs are a fact of life for many organizations. Unfortunately, evidence shows that
companies that engage in layoffs may find that many “survivors” of the layoffs end up
voluntarily leaving the company as well. Layoffs, combined with the loss of “good
employees,” may leave the firm understaffed for when the economy picks up again.
What can managers of a company do to lessen the negative impact of layoffs on those
employees who survive the personnel cuts? One approach is to overcommunicate and
tell the truth when communicating with employees. Managers should keep many chan-
nels of communication open and provide information about the organization’s finan-
cial condition and current/additional layoffs on a frequent basis. Here are some
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approaches that managers can take to promote high levels of informational justice
during turbulent times:*

* Informal “chats” by top managers (via e-mail, in person, or by videoconference).

* Don’t sugarcoat bad news; employees will sense this and lose confidence in decision
mabkers.

+ Establish a human resources hotline or “800” number for employees to call for
updates.

* Create a Web page that is updated on a daily basis.

In addition, some CEOs are communicating with their employees via blogs. Bill
Marriott, chairman and CEO of Marriott International, has a blog called “On the
Move,” while Mike Critelli, executive chairman of Pitney Bowes, keeps employees up
to date with his blog “Open Mike.” These blogs and the other communication chan-
nels listed above are meant to convey a sense of trust and inclusiveness while decreas-
ing secrecy and dishonesty when authorities communicate with employees.*’

In sum, the organizational justice literature suggests that if authorities treat em-
ployees in what’s perceived to be a fair manner, then employees are more likely to trust
their supervisors and organizations.

Goal Setting

Interest in applying goal setting to organizational problems and issues has been grow-
ing since Locke presented what is now considered a classic paper in 1968.4% A goal is a
result that a person, team, or group is attempting to accomplish through behavior and
actions. Locke proposed that goal setting is a cognitive process of some practical util-
ity. His view is that an individual’s conscious goals and intentions are the primary de-
terminants of behavior.®® It has been noted that “one of the commonly observed
characteristics of intentional behavior is that it tends to keep going until it reaches
completion.”® That is, once a person starts something (e.g., a job, a new project), he
or she pushes on until a goal is achieved. Also, goal-setting theory emphasizes the
importance of conscious goals in explaining motivated behavior. Locke has used the
notion of intentions and conscious goals to propose and provide research support for
the thesis that difficult and specific conscious goals will result in higher levels of per-
formance if these goals are accepted by the individual.’!

Descriptions of Goal Setting

Some examples of goal setting at work include: developing a new software program
within 4 to 6 months to detect malicious viruses on the Internet; landing five new cus-
tomers or increasing sales of existing customers by 10 percent over the next 12 months;
and decreasing waste in the manufacturing process by 20 percent over the next three
years. Setting such goals is a process that includes the attributes or the mental (cogni-
tive) processes of goal setting. The attributes Locke highlights are goal specificity, goal
difficulty, and goal intensity.

Goal specificity is the degree of quantitative precision (clarity) of the goal. Goal
difficulty is the degree of proficiency or the level of performance that is sought. Goal
intensity pertains to the process of setting the goal or of determining how to reach it.
To date, goal intensity has not been widely studied, although a related concept, goal
commitment, has been considered in a number of studies. Goal commitment is the
amount of effort used to achieve a goal.
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THE ETHICAL WAY TO MANAGE?
Employee participation has become an integral feature of
quality work life, quality circles, employee stock option
plans, and workplace design. When used properly, partici-
pative management has been effective in improving perfor-
mance, productivity, and job satisfaction. Employees—as
members of a manager—employee team or as part of a group
of co-workers—participate in decision making, goal set-
ting, salary determination, and changing the organization’s
structure.

Some believe that participative management is an ethical
imperative. Their argument is that research clearly demon-

Others argue, however, that job satisfaction is not an em-
ployee right and that an organization is not duty-bound to pro-
vide it. Is participative management the ethical way to
manage? You be the judge.

Sources: Richard L. Daft, “Theory Z: Opening the Corporate Door for
Participative Management,” Academy of Management Executive 8,
no. 4 (November 2004), pp. 117-21. The “ethical imperative” idea was
introduced by Marshall Saskin, “Participative Management Is an
Ethical Imperative,” Organizational Dynamics, Spring 1984, pp. 5-22,
and elaborated on in “Participative Management Remains an Ethical
Imperative,” Organizational Dynamics, Spring 1986, pp. 62—75. Argu-
ments opposing the ethical imperative view can be found in Edwin A.
Locke, David M. Schweiger, and Gary Latham, “Participation in Deci-

strates the effectiveness of participative management be-
cause it satisfies a basic human need.

sion Making: When Should It Be Used?” Organizational Dynamics,
Winter 1986, pp. 65-79.

Exhibit 5.9 presents a model of individual goal setting using available theoretical
research, but illustrating a practical framework that managers can apply. The goal-
setting model emphasizes that a goal serves as a motivator. It is important for any goal
to be clear, meaningful, and challenging. When goals are not accomplished, an indi-
vidual faces a sense of dissatisfaction. Whether there is a relationship between goals
and job performance is moderated by a number of factors, including ability, commit-
ment, and feedback.

A person’s ability can limit his or her efforts to accomplish goals. If a manager
sets a difficult goal and a person lacks the ability to accomplish it, there will not be
accomplishment.

A person who is committed to a goal has a drive, intensity, and persistence to work
hard. Commitment creates a desire to reach the goal and overcome problems or barriers.

EXHIBIT 5.9
Goal Setting Applied — Goal Characteristics Performance Rewards B
to Organizations e Clarity _ | Desired by _ | Preferred by

¢ Meaningful A ~| organization “| individual or
Source: Modified and based * Challenging team
on Edwin A. Locke and Gary

P. Locke, A4 Theory of Goal A
Setting and Task Performance
(Englewood Cliffs, NJ:
Prentice-Hall, 1990).

Moderators

o Ability

e Commitment
¢ Feedback
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Feedback provides data, information, and facts about progress in goal accomplish-
ment. A person can use feedback to gauge where adjustments in effort need to be
made. Without feedback a person operates without guidance or information to make
corrections so that goals are accomplished on time and at budgeted levels.

As goals are accomplished and this performance is evaluated, rewards are distrib-
uted. If the rewards are preferred, as discussed in expectancy theory, employees are
likely to be satisfied and motivated.

Goal-Setting Research

Between 1968 and 2009, the amount of research on goal setting increased consider-
ably. Locke’s 1968 paper certainly contributed to the increase in laboratory and
field research on goal setting. Another force behind the increase in interest and
research was the demand of managers for practical and specific techniques that
they could apply in their organizations. Goal setting offered such a technique for
some managers, and it thus became an important management tool for enhancing
work performance.>?

Empirical research findings from a variety of managerial and student samples have
provided support for the theory that conscious goals regulate behavior. Yet a number
of important issues concerning goal setting still must be examined more thoroughly.
One area of debate concerns the issue of how much subordinate participation in goal
setting is optimal. A field experiment conducted by skilled technicians compared three
levels of subordinate participation: full (the subordinates were totally involved); lim-
ited (the subordinates made some suggestions about the goals the superior set); and
none.> Measures of performance and satisfaction were taken over a 12-month period.
The groups with full- or limited-participant involvement in
goal setting showed significantly more performance and sat-
isfaction improvements than did the group that did not par-
ticipate in goal setting. Interestingly, these improvements
began to dissipate six to nine months after the program was
started. Some research, however, has failed to find signifi-
cant relationships between performance and participation in
the goal-setting process.** Not surprisingly, the necessity for
and effectiveness of participatory management styles in any
area of management is a much debated topic. This chapter’s
You Be the Judge box briefly describes the issue.

Research has found that specific goals lead to higher output
than do vague goals such as “do your best.” Field experiments
using clerical workers, maintenance technicians, marketing
personnel, engineers, typists, manufacturing employees, and

Management Pointer

IS GOAL SETTING FOR YOU?

Many successful managers and other success-
ful professionals claim to be goal-setters and
believe that it is a key to their success. They con-
tinually write down goals and keep track of how
they are doing. Is goal setting for you? Here are
some questions that, once answered, can be
converted into specific goals.

Is my knowledge of my job progressing?
How developed are my people skills?
Have | improved and increased my network

of contacts?

What other skills should | be working on
(e.g., problem solving, managing time,
negotiation)?

How does this period’s performance match
up with similar periods of past performance?
Out of everything I've done at work in the
past three months, of which three things am
| the most proud? Least proud?

others have compared specific versus do-your-best goal-setting
conditions. The vast majority of these studies support—partly
or totally—the hypothesis that specific goals lead to better
performance than do vague goals. The Weyerhaeuser Corpo-
ration, for example, used specific goals to improve an impor-
tant aspect of the performance of its logging trucks.
Traditionally, logging truckers had been operating under the
instruction to “do their best” in terms of judging weight loads
for their trucks in the field. Management decided that 94 per-
cent of weight capacity was a difficult, yet attainable, specific
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goal for the drivers. This specific goal worked and became an effective motivator; in less
than a full year, the company saved over $250,000.

Certain aspects of goal setting need to be subjected to scientific examination. One
such area centers on individual differences and their impact on the success of goal-
setting programs. Such factors as personality, career progression, training background,
and personal health are important individual differences that should be considered when
implementing goal-setting programs. Goal-setting programs also should be subjected to
ongoing examination to monitor attitudinal and performance consequences. Some re-
search has demonstrated that goal-setting programs tend to lose their potency over time,
so there is a need to discover why this phenomenon occurs in organizations. Sound
evaluation programs assist management in identifying success, problems, and needs.

Goal setting can be a very powerful technique for motivating employees. When
used correctly, carefully monitored, and actively supported by managers, goal setting
can improve performance. However, neither goal setting nor any other technique can
be used to correct every problem. Is goal setting for you? The Management Pointer “Is
Goal Setting for You?” provides you with some questions to ask and answer.

Motivation and the Psychological Contract

)

psychological contract
An unwritten agree-
ment between an
employee and the
organization that spec-
ifies what each expects
to give to and receive
from the other.

psychological contract
breach

Employee perception
that the organization
has failed to fulfill an
unwritten exchange
agreement.

A conceptual framework that provides a useful perspective for viewing the topic of
motivation is exchange theory.> In a very general sense, exchange theory suggests that
members of an organization engage in reasonably predictable give-and-take relation-
ships (exchanges) with each other. For example, an employee gives time and effort in
exchange for pay; management provides pleasant working conditions in exchange for
employee loyalty. Schein suggests that the degree to which employees are willing to
exert effort, commit to organizational goals, and derive satisfaction from their work
depends on two conditions:*

1. The extent to which employee expectations of what the organization will give them
and what they owe the organization in return matches the organization’s expecta-
tions of what it will give and receive.

2. Assuming there is agreement on these expectations, the specific nature of what is
exchanged (effort for pay, for example).

These mutual expectations regarding exchanges constitute part of the psychologi-
cal contract.’” The psychological contract is an unwritten agreement between the indi-
vidual and the organization that specifies what each expects to give to and receive
from the other. While some aspects of an employment relationship, such as pay, may
be explicitly stated, many others are not. These implicit agreements, which may focus
on exchanges involving satisfaction, challenging work, fair treatment, loyalty, and op-
portunity to be creative, may take precedence over written agreements.

In the ideal psychological contract, those contributions the individual was willing
to give would correspond perfectly to what the organization wanted to receive; simi-
larly, what the organization wanted to give would correspond totally with what the
individual wished to receive. In reality, however, this seldom occurs. Additionally, psy-
chological contracts are not static; either party’s expectations can change as can either
party’s ability or willingness to continue meeting expectations. In more extreme cases,
an organization may take actions (e.g., layoffs) that lead employees to perceive that a
psychological contract breach has occurred. Such a violation in the psychological con-
tract can lead to decreased job satisfaction and citizenship behavior.>
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When there are few or a decreasing number of matches between what each party
expects to give and receive in the contract, work motivation suffers. The psychological
contract provides a perspective for why this is true. Looking at motivation from a con-
tent theory approach, the psychological contract suggests that in return for time, ef-
fort, and other considerations, individuals desire to receive need gratification. Using
Maslow’s need hierarchy as an example, if an employee is operating at the self-
actualization level and fails to receive a challenging job that allows for the application
of all the capabilities that employee has, motivation will suffer. In other words, the
satisfaction of needs is part of the contract; when the expectation of need satisfaction
is not matched with the opportunity to achieve such satisfaction, the contract is
violated and motivation is negatively affected.

The perspective on motivation provided by the concept of the psychological con-
tract is not limited to content approaches to motivation, however; it is equally appli-
cable to process explanations as well. Adam’s equity theory is, in fact, a form of
exchange theory. The notion of inputs and outcomes within equity theory is very sim-
ilar to expectations of giving and receiving in the psychological contract. In the con-
text of an expectancy approach to motivation, performance-outcome expectancies
relate directly to the exchange of performance for pay, advancement, satisfaction, or
other outcomes in the psychological contract; likewise, the desire to receive certain
considerations in the context of the contract is analogous to positively valent out-
comes in expectancy theory.

Managing the psychological contract successfully is one of the more important
and challenging aspects of most managers’ jobs.® The more attuned the manager is
to the needs and expectations of subordinates, the greater the number of matches
that are likely to exist and be maintained in the psychological contract. This, in turn,
can positively impact the direction, intensity, and persistence of motivation in the
organization.

Reviewing Motivation )

In this chapter, a number of popular theories of motivation are portrayed. The theo-
ries typically are pitted against one another in the literature. This is unfortunate, since
each approach can help managers better understand workplace motivation. Each ap-
proach attempts to organize, in a meaningful manner, major variables associated with
explaining motivation in work settings. The content theories are individual-oriented in
that they place primary emphasis on the characteristics of people. Each of the process
theories has a specific orientation. Expectancy theory places emphasis on individual,
job, and environmental variables. It recognizes differences in needs, perceptions, and
beliefs. Equity theory primarily addresses the relationship between attitudes toward
inputs and outputs and reward practices. Goal-setting theory emphasizes the cognitive
processes and the role of intentional behavior in motivation.

This chapter suggests that instead of ignoring motivation, managers must take an
active role in motivating their employees. Four specific conclusions are offered
here:

1. Managers can influence the motivation state of employees. If performance needs to
be improved, then managers must intervene and help create an atmosphere that
encourages, supports, and sustains improvement.

2. Managers should be sensitive to variations in employees’ needs, abilities, and goals.
Managers also must consider differences in preferences (valences) for rewards.
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YOU BE THE JUDGE COMMENT

THE ETHICAL WAY TO MANAGE?

The strongest argument for participation is that it's natural
for people to want to participate in those matters (e.g., goals
for the department, salary increases, etc.) that impact them.
When managers and supervisors make decisions without
such input, employees often feel frustrated and powerless
at the workplace, and in our opinion, this is an ethically
undesirable situation. Those who argue against employee

participation in decision making point out that decades of
research do not indicate that participation leads to improved
employee morale and job satisfaction in all situations. In
fact, they point out that in many cases authoritative methods
lead to similar improvements in productivity. That being said,
we still believe that participation is a “net positive” that has
many beneficial effects not only for the employees but also
for their organizations.

3. Continual monitoring of needs, abilities, goals, and preferences of employees is
each individual manager’s responsibility and is not the domain of personnel/
human resource managers only.

4. Managers need to work on providing employees with jobs that offer task challenge,
diversity, and a variety of opportunities for need satisfaction.

In simple terms, the theme of our discussion of motivation is that the manager
needs to be actively involved. If motivation is to be energized, sustained, and directed,
managers must know about needs, intentions, preferences, goals, and comparisons,
and they must act on that knowledge. Failure to do so will result in many missed op-
portunities to help motivate employees in a positive manner.

Summary of * Motivation is made up of at least three distinct components. Direction refers to

what an individual chooses to do when presented with a number of possible alter-
native courses of action. Intensity relates to the strength of the individual’s response
once the choice (direction) is made. Finally, persistence refers to the staying power
of behavior, or how long a person will continue to devote effort.

Key Points

* Maslow’s theory of motivation suggests that individuals’ needs are arranged in a hi-
erarchical order of importance and that people will attempt to satisfy the more basic
(lower-level) needs before directing behavior toward satisfying higher-level needs.
Maslow’s five need levels, from lowest to highest, are (1) physiological, (2) safety and
security, (3) belongingness, social, and love, (4) esteem, and (5) self-actualization.

« Alderfer’s ERG theory is a need hierarchy comprised of three sets of needs: exis-
tence, relatedness, and growth. In addition to the satisfaction-progression process
Maslow describes, Alderfer suggests that if a person is continually frustrated in try-
ing to satisfy one level of need, he or she may regress to the next lowest level need.

* Herzberg’s research suggests that there are two important sets of factors. Motiva-
tors are intrinsic conditions and include achievement, recognition, and responsibil-
ity. Hygiene factors are extrinsic conditions and include salary, working conditions,
and job security. In Herzberg’s view, it is only the motivators that contribute to
satisfaction and thus have the power to provide motivation.

* McClelland has developed a descriptive set of factors that reflect a high need for
achievement. These are: (1) the person likes to take responsibility for solving prob-
lems; (2) the person tends to set moderate achievement goals and is inclined to take
calculated risks; and (3) the person desires feedback on performance.
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Key terms in expectancy theory include instrumentality, valence, and expectancy.
Instrumentality refers to the strength of a person’s belief that achieving a specific
result or outcome will lead to attaining a secondary outcome. Valence refers to a
person’s preference for attaining or avoiding a particular outcome. Expectancy re-
fers to a person’s belief regarding the likelihood or subjective probability that a
particular behavior will be followed by a particular outcome.

The essence of equity theory is that employees compare their job inputs and out-
puts with those of others in similar work situations. Inputs are what an individual
brings to the job and include skills, experiences, and effort, among others. Out-
comes are what a person receives from a job and include recognition, pay, fringe
benefits, and satisfaction, among others.

The key steps in applying goal setting are: (1) diagnosis for readiness; (2) preparing
employees via increased interpersonal interaction, communication, training, and
action plans for goal setting; (3) emphasizing the attributes of goals that should be
understood by a manager and subordinates; (4) conducting intermediate reviews to
make necessary adjustments in established goals; and (5) performing a final review
to check the goals set, modified, and accomplished.

Employee expectations of what the organization will give them, what they owe the
organization, and the organization’s expectation of what it will give to and receive
from employees constitute the psychological contract. A psychological contract is
an unwritten agreement between the individual and the organization that specifies
what each expects to give to and receive from the other.

Review and
Discussion
Questions

. Why is it important for a manager to consider the various components of motiva-

tion when diagnosing motivation problems? Is any one of the components more
or less important than any of the others? Explain.

. Which of the content theories discussed in the chapter do you believe offers the

best explanation of motivation? Which of the process theories? Overall, do you
feel the content approach or the process approach best explains motivation?

. Motivation is just one of several factors that influence productivity. What other

factors were discussed in this chapter? What is the relationship between these fac-
tors and motivation?

. What implications does Herzberg’s two-factor theory have for the design of orga-

nizational reward systems? How can the theory be used to explain differences in
the three components of motivation?

. Assume you are a global manager responsible for an international subsidiary that

has employees from many parts of the world—China, India, Morocco, Brazil,
and Spain. How will you go about learning how to motivate these individuals to
perform their jobs well? Which of the motivation theories discussed in this chap-
ter can help you to understand their work attitudes and behaviors?

. As a manager, would you prefer the people for whom you are responsible to be

extrinsically or intrinsically motivated? Explain.

. Think about a challenging work or school project that you have had to undertake.

How did you motivate yourself to tackle the project? Were there times when you
felt the project was too difficult? Maybe you even wanted to give up? What factors
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(internal and external) kept you motivated so that you could successfully com-
plete the project?

8. How important a role does perception play in determining whether an employee
is receiving equitable treatment? What kinds of things might a manager do to in-
fluence those perceptions?

9. Goal setting can be a difficult system to implement effectively. What kinds of
problems might be encountered in attempting to install a goal-setting program in
an organization? As a manager, what would you do to minimize the likelihood
you would encounter these problems?

10. Is there a psychological contract between the students enrolled in this course and
the instructor? What are some of the specifics of this contract? How was the con-

tract determined?

Exercise 5.1: Goal Setting—How to Do It

Each person is to work alone for at least 30 minutes
with this exercise. After sufficient time has elapsed
for each person to work through the exercise, the in-
structor will go over each goal and ask for comments
from the class or group. The discussion should dis-
play the understanding of goals that each partici-
pant has and what will be needed to improve his or
her goal-writing skills.

Writing and evaluating goals seem simple, but they
are often not done well in organizations. The press of
time, previous habits, and little concern about the
attributes of a goal statement are reasons goals
are often poorly constructed. Actually, a number of
guidelines should be followed in preparing goals.

1. A well-presented goal statement contains four
elements:
a. An action or accomplishment verb.
b. A single and measurable result.
¢. A date of completion.
d. A cost in terms of effort, resources, or money,
or some combination of these factors.
2. A well-presented goal statement is short; it is not a
paragraph, but should be presented in a sentence.
3. A well-presented goal statement specifies only
what and when and doesn’t get into how or why.
4. A well-presented goal statement is challenging
and attainable. It should cause the person to
stretch his or her skills, abilities, and efforts.

5. A well-presented goal statement is meaningful
and important. It should be a priority item.

6. A well-presented goal statement must be accept-
able to you so that you will try hard to accomplish
the goal. The goal statement model should be:

To (action or accomplishment verb) (single re-
sult) by (a date—keep it realistic) at (effort, use of
what resource, cost).

An example for a production operation:

To reduce the production cost per unit of mint
toothpaste by at least 3 percent by March 1, at a
changeover of equipment expense not to exceed
$45,000.

Examine the next four statements that are presented
as goal statements. Below each goal, write a critique of
the statement. Is it a good goal statement? Why? Dis-
cuss your viewpoints in the class group discussion.

1. To reduce my blood pressure to an acceptable
level.

2. To make financial investments with a guaranteed
minimum return of at least 16 percent.

3. To spend a minimum of 45 minutes a day on a
doctor-approved exercise plan, starting Monday,
lasting for six months, at no expense.

4. To spend more time reading nonwork-related
novels and books during the next year.




Reality Check

Now how much do you know about motivation?

6. motivational theories describe, explain, and analyze how behavior is energized,
directed, sustained, and stopped.

a. Current
b. Process
c. Developmental
d. Content

7. True or false: According to Maslow, “safety and security” needs are higher in the need hierar-

chy than “esteem” needs.
a. True
b. False

8. is an area of organizational science research that focuses on the perceived
fairness of the communication provided to employees from authorities.

a. Procedural justice
b. Informational justice
c. Interpersonal justice

d. None of these (a—c) are correct.

9. True orfalse: McClelland’s learned needs theory states that motivation is closely linked to learn-
ing concepts, and the three learned needs that individuals can possess are the need for achieve-

ment, affiliation, and power.
a. True
b. False

10. According to equity theory, if an employee feels that she or he is not being treated fairly (e.g.,
paid less than a co-worker who does not perform well), then this person will try to restore equity

by .

a. sabotaging the work of the co-worker who receives a higher salary
b. changing outcomes (e.g., asking the supervisor for a pay raise)
c¢. changing inputs (e.g., putting less time in at work)

d. Both band care correct.

REALITY CHECK ANSWERS

Before

After

1.b 2.a 3.b 4c¢c b5.d
Number Correct

6.b 7.b 8b 9.a 10.d
Number Correct

Case 5.1: Comparing Co-Workers against Each Other:

Does This Motivate Employees?

Rigid rankings hinder the teamwork and risk-taking
necessary for innovation. But what combination of
methods works best?

Holiday shopping, year-end deadlines, and emo-
tional family dramas aren’t the only stresses in
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December. "Tis the season for companies to embark
on that dreaded annual rite, the often bureaucratic
and always time-consuming performance review.
The process can be brutal: As many as one-third of
U.S. corporations evaluate employees based on



systems that pit them against their colleagues, and
some even lead to the firing of low performers.

Fans say such “forced ranking” systems ensure
that managers take a cold look at performance. But
the practice increasingly is coming under fire. Fol-
lowing a string of discrimination lawsuits from em-
ployees who believe they were ranked and yanked
based on age and not merely their performance,
fewer companies are adopting the controversial
management tool. Critics charge that it unfairly pe-
nalizes groups made up of stars and hinders collab-
oration and risk-taking, a growing concern for
companies that are trying to innovate their way to
growth. And a new study calls into question the
long-term value of forced rankings. “It creates a
zero-sum game, and so it tends to discourage coop-
eration,” says Steve Kerr, a managing director at
Goldman Sachs Group Inc., who heads the firm’s
leadership training program.

Even General Electric Co., the most famous pro-
ponent of the practice, is trying to inject more flexi-
bility into its system. Former Chief Executive Jack
Welch required managers to divide talent into three
groups—a top 20 percent, a middle 70 percent, and a
bottom 10 percent, many of whom were shown the
door. More than a year ago, GE launched a proac-
tive campaign to remind managers to use more com-
mon sense in assigning rankings. “People in some
locations take [distributions] so literally that judg-
ment comes out of the practice,” says Susan P. Peters,
GE’s vice president for executive development.

Striking that balance between strict yardsticks
and managerial judgment is something every com-
pany, from GE to Yahoo! to American Airlines, is
grappling with today. But finding a substitute for a
rigid grading system is not an easy task. It drives
truth into a process frequently eroded by grade in-
flation and helps leaders identify managers who are
good at finding top talent.

That’s one reason GE isn’t abandoning its system.
But it has removed all references to the 20/70/10 split
from its online performance management tool and
now presents the curve as a set of guidelines. The com-
pany’s 200,000 professional employees tend to fall into
Welch’s categories anyway, but individual groups are
freer to have a somewhat higher number of “A” play-
ers or even, says Peters, no “bottom 10s.” Even those
low achievers are getting kinder treatment, from a new
appellation—the “less effectives”—to more specific
coaching and intervention than in the past.
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The changes are key for a company trying to
evolve its culture from a Six Sigma powerhouse to
one that also values innovation. Tempering such
rigid performance metrics, says Peters, “enables in-
dividuals and organizations to be more comfortable
with risk-taking and with failure.” To drive that
point home, the company’s top 5,000 managers were
evaluated for the first time this year on five traits,
such as imagination and external focus, that repre-
sent the company’s strategic goals.

Separating stars from slackers remains a long-
standing part of GE’s performance-driven culture.
But for most companies, especially those without
such cultures, the benefits of adopting a forced rank-
ing system are likely to dissipate over the long term.

A recent study lends hard data to that theory.
Steve Scullen, an associate professor of management
at Drake University in Des Moines, lowa, found
that forced ranking, including the firing of the bot-
tom 5 percent or 10 percent, results in an impressive
16 percent productivity improvement—but only over
the first couple of years. After that, Scullen says, the
gains drop off, from 6 percent climbs in the third
and fourth years to basically zero by year 10. “It’s a
terrific idea for companies in trouble, done over one
or two years, but to do it as a long-term solution is
not going to work,” says Dave Ulrich, a business
professor at the University of Michigan at Ann
Arbor. “Over time it gets people focused on compet-
ing with each other rather than collaborating.”

Yahoo!, too, was looking for better dialogue and
less demoralizing labels when it substantially changed
its rating system, which compared employees’ perfor-
mance to an absolute standard rather than to each
other. Libby Sartain, Yahoo!’s senior vice president
for human resources, knew that review discussions at
the Sunnyvale, California, tech leader frequently in-
cluded the wink-wink “I wanted to put you here, but
I was forced by human resources to do something
different” comment that discredits so many apprais-
als. Yahoo! stripped away its performance labels,
partly in hopes that reviews would center more on
substance and less on explaining away a grade.

But that doesn’t mean Yahoo! went all Pollyanna
on its employees. To do a better job of finding and
showering top performers with the rewards neces-
sary to keep them from jumping ship in talent-tight
Silicon Valley, the company also instituted a “stack-
ranking” system to determine how compensation
increases are distributed. It asks managers to rank
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employees within each unit—a group of 20 people
would be ranked 1 through 20, for example—with
raises and bonuses distributed accordingly. During
reviews, employees are told how their increases gen-
erally compare to those of others.

Some Yahoo! managers are livid about the new
system. “It’s going to kill morale,” laments one
senior engineering manager who says he’s getting a
stronger message to cull his bottom performers.
Yahoo! says its new program doesn’t automatically
weed out a bottom group and was designed specifi-
cally to reward its stars.

Indeed, what Yahoo! has introduced in place of its
old system shows how hard it is for companies to find
ways to foster merit-driven cultures that coddle stand-
outs while staying tough on low performers. Whether
a company calls it stack ranking, forced ranking,
or differentiation, “there’s no magic process,” says
Sartain. “We just want to make sure we’re making
our bets and that we’re investing in the people we
most want to keep. That’s what this is all about.”

Best-Practice Ideas

Review season is here, with all the time-consuming bu-
reaucracy and stress that come with it. Here are five
ideas to help put performance back into the process:

Meet More Often

Time-strapped managers may sound a collective
groan, but year-end reviews on their own are hardly
enough. The best managers meet at least three times
a year, if not four—once to set goals, once or twice
for an update, and finally, to review—with many in-
formal check-ins in between. In this quickly shifting
economy, goals may change, and fewer surprises will
surface at year-end.

Make Room for Risk

As innovation trumps efficiency, some compa-
nies—including GE—are putting some wiggle
room into their rankings and ratings. But more

flexible guidelines have to have teeth, too: Low-
performing units shouldn’t get more than their
share of top grades, for example. Exceptions should
go to people who set aggressive goals and come
close to achieving them.

Adjust Goals along with Grades

While many companies use “calibration” sessions to
check that performance assessments level out among
different managers, less than 10 percent fine-tune
up-front goals across groups, according to Hewitt
Associates.

Choose Words Wisely

Whether or not you strip the labels off your perfor-
mance reviews entirely, as Yahoo! has, faint-praise
terms such as “fully satisfies” make essential B-players
feel like also-rans. Try “strong” or “successful” to drive
home their value.

Build Trust

With so much focus on the tools and tricks of per-
formance management, it’s easy to lose sight of what
really matters: the conversation. The University of
Michigan’s Dave Ulrich suggests putting three sim-
ple words—“help me understand”—in front of
difficult feedback.

Questions

1. What’s your opinion regarding forced ranking
performance appraisals? Do they motivate em-
ployees? Explain.

2. How would equity theory explain some employees’
negative reactions to forced rankings? Explain.

3. Based on Chapter 5, if you decided not to use
forced rankings at your company, how would you
motivate employees?

Source: Adapted from Sarah Boehle, “Keep Forced Ranking Out of
Court,” Training 45, no. 5 (June 2008), pp. 44—46; Paul Falcone, “Big-
Picture Performance Appraisal,” HR Magazine 52, no. 8 (August
2007), pp. 99-100; and Jena McGregor, “The Struggle to Measure
Performance,” BusinessWeek, January 9, 2006, pp. 26-27.
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SIX

Job Design, Work,
and Motivation

Learning Objectives

After completing Chapter 6, you should be able to:

¢ Describe the relationship between job e Describe what is meant by perceived job
design and quality of work life. content.

* Identify the key elements linking job design  Ildentify the different types of job perfor-
and performance. mance outcomes.

¢ Define the term job analysis. e Compare job rotation with job enlargement.

e Compare the job design concepts of range ¢ Discuss several approaches to job
and depth. enrichment.

Earlier chapters have shown that a multitude of factors may affect job performance:
Skills and abilities, perceptions, attitudes, and personality characteristics are all ex-
amples of previously discussed individual differences that play a role in shaping per-
formance. Additionally, the direction, intensity, and persistence of an individual’s
motivation play a critical role, as does the evaluation and reward system that is used.
In this chapter we will examine another critical variable: job design.

The jobs that people perform in organizations are the building blocks of all organi-
zation structures. The phrase Let’s get organized! usually means that we need to clarify
what job each individual should be doing. But we are also interested in understanding
the causes of effective and ineffective job performance.

A major cause of effective job performance is job design, which refers to the process
by which managers decide what job tasks and how much authority each employee will
have. Apart from the very practical issues associated with job design (that is, issues
that relate to effectiveness in economic, political, and monetary terms), we can appre-
ciate its importance in social and psychological terms. Jobs can be sources of psycho-
logical stress and even mental and physical impairment. On a more positive note, jobs
can provide income, meaningful life experiences, self-esteem, esteem from others, reg-
ulation of our lives, and association with others. Thus, the well-being of organizations
and people relates to how well management designs jobs.

This chapter describes some of the many theories and practices that deal with job
design and redesign. We must understand the implication of the term job redesign in
the context of our discussion. It means that management has decided it’s worthwhile
to reconsider what employees are expected to do on the job. In some instances, the
redesign effort may be nothing more than requiring the individual to use a smart
phone rather than a desk phone to answer customer service inquiries. In other
instances, the redesign effort may require the individual to work with other employees
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Reality Check

How much do you know about job design?

job design

The process by which
managers decide indi-
vidual job tasks and
authority.
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1. Which of the following factors is not part of the job characteristics model?
a. Skill variety
b. Task identity
c¢. Extrinsic motivation
d. Autonomy
2. Intrinsic motivation refers to an employee's ____ to achieve outcomes from the ap-
plication of individual ability and talent.
a. goal-directed behavior
b. willingness
¢. empowerment
d. force of will
3. The___ describesjobsin terms of what the worker does in relation to data, people,
and jobs; what methods and techniques the worker uses; and what machines, tools, and equip-
ment the worker uses.
a. position analysis questionnaire (PAQ)
b. process job analysis (PJA)
c. functional job analysis (FJA)
d. data utilization analysis (DUA)
4. True or false: “Job depth” is the number of operations that an employee performs to complete a
job task.
a. True
b. False
5. Managers can help facilitate____ by providing employees with direct feedback and
learning opportunities, while also offering them unique jobs and the chance to control some
aspects of their schedule and control over resources.
a. job enrichment
b. job circulation
c¢. job modification
d. job rotation

in a team effort rather than to work alone on the task. The contemporary trend in
organizations is to redesign jobs that require individuals to work together in groups.
In some instances, these are virtual groups whose members are located in different
parts of the country and world. Whether Americans can work effectively in groups is
the controversial issue.

In contrast to job redesign, job design refers to the first instance in which manage-
ment creates a job by specifying its duties and responsibilities. But with the passage of
time and the development of new tools and processes, management’s expectations for
that job will change (i.e., it will be redesigned). We should understand job design to be
an ongoing, dynamic process. Thus, we will use the term job design to refer to any and
all managerial efforts to create jobs whether initially or subsequently.

We begin the discussion of job design by introducing the issue of quality of work
life. As is apparent to anyone who has ever worked, what we do on the job plays a
major role in our social, health, and psychological statuses as well as our economic
standing. After introducing the relationships between job design and quality of work
life, we’ll address the more technical aspects of job design.
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Job Design and Quality of Work Life )

quality of work life
Management philoso-
phy and practice that
enhance employee dig-
nity, introduce cultural
change, and provide op-
portunities for growth
and development.

The concept of quality of work life (QWL) is widely used to refer to “a philosophy of
management that enhances the dignity of all workers; introduces changes in an orga-
nization’s culture; and improves the physical and emotional well-being of employees
(e.g., providing opportunities for growth and development).”! Indicators of quality of
work life include accident rates, sick leave usage, employee turnover, stress, and num-
ber of grievances filed.” In some organizations, QWL programs are intended to in-
crease employee trust, involvement, and problem solving so as to increase both worker
satisfaction and organizational effectiveness.® Thus, the concept and application of
QWL are broad and involve more than jobs, but the jobs that people do are important
sources of satisfaction. It is not surprising to find that the quality of work life concept
embodies theories and ideas of the human relations movement of the 1950s and the
job enrichment efforts of the *60s and *70s. It also has been partially responsible for
inspiring research and interest in work—family conflict issues in the 1980s to today.*

The continuing challenge to management is to provide for quality of work life and
to improve production, quality, and efficiency through revitalization of business and
industry. At present, the trade-offs between the gains in human terms from improved
quality of work life and the gains in economic terms from revitalization aren’t fully
known. Some believe that we must defer quality of work life efforts so as to make the
American economy more productive and efficient.’ Others observe that the sense of
urgency to become more competitive in domestic and global trade presents opportuni-
ties to combine quality of life and reindustrialization efforts.® To those ends, job design
can play a vital role.

Job design attempts (1) to identify the most important needs of employees and the
organization and (2) to remove obstacles in the workplace that frustrate those needs.
Managers hope that the results are jobs that fulfill important individual needs and
contribute to individual, group, and organizational effectiveness. Managers are, in
fact, designing jobs for teams and groups. Some studies have reported that employees
who participate in teams get greater satisfaction from their jobs.” But other studies
report contrary results.® So we’re left with the uncomfortable, but realistic, conclusion
that quality of work life improvements through job design cannot be ensured in spe-
cific instances. Obviously, designing jobs is complex. This chapter reviews the impor-
tant theories, research, and practices of job design. As will be seen, contemporary
management has at its disposal a wide range of techniques that facilitate the achieve-
ment of personal and organizational performance.

A Conceptual Model of Job Design )

The conceptual model in Exhibit 6.1 is based upon extensive research and practical
experience. The model includes the various terms and concepts appearing in the cur-
rent literature. When linked together, these concepts describe the important determi-
nants of job performance and organizational effectiveness. The model takes into
account a number of sources of complexity. It recognizes that individuals react differ-
ently to jobs. While one person may derive positive satisfaction from a job, another
may not. It also recognizes the difficult trade-offs between organizational and indi-
vidual needs. For example, the technology of manufacturing (an environmental differ-
ence) may dictate that management adopt assembly-line mass production methods
and low-skilled jobs to achieve optimal efficiency. Such jobs, however, may result in
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EXHIBIT 6.1
Job Design and Job
Performance

Job Social setting
context differences
Y Y
Job | Job | Job | Perceived | Job
content analysis design job content performance
A A
Job Individual
requirements differences

great unrest and worker discontent. Perhaps these costs could be avoided by carefully
balancing organizational and individual needs.

The ideas reflected in Exhibit 6.1 are the bases for this chapter. We’ll present each
important cause or effect of job design, beginning with the end result of job design,
Jjob performance.

Job Performance Outcomes )

Job performance includes a number of outcomes. In this section we’ll discuss perfor-
mance outcomes that have value to the organization and to the individual.

Objective Outcomes

Quantity and quality of output, absenteeism, tardiness, and turnover are objective
outcomes that can be measured in quantitative terms. For each job, implicit or explicit
standards exist for each of these objective outcomes. Industrial engineering studies
establish standards for daily quantity, and quality control specialists establish toler-
ance limits for acceptable quality. These aspects of job performance account for char-
acteristics of the product, client, or service for which the jobholder is responsible. But
job performance includes other outcomes.

Personal Behavior Outcomes

The jobholder reacts to the work itself. She reacts by either attending regularly or
being absent, by staying with the job or by quitting. Moreover, physiological and
health-related problems can ensue as a consequence of job performance. Stress related
to job performance can contribute to physical and mental impairment; accidents
and occupation-related disease can also result.

Intrinsic and Extrinsic Qutcomes

Job outcomes include intrinsic and extrinsic work outcomes. The distinction between
intrinsic and extrinsic outcomes is important for understanding people’s reactions to
their jobs. In a general sense, an intrinsic outcome is an object or event that follows
from the worker’s own efforts and doesn’t require the involvement of any other per-
son. More simply, it’s an outcome clearly related to action on the worker’s part. Con-
temporary job design theory defines intrinsic motivation in terms of the employee’s



job satisfaction

An attitude that work-
ers have about their
jobs. It results from
their perception of
the jobs.
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“empowerment” to achieve outcomes from the application of individual ability and
talent.” Such outcomes typically are thought to be solely in the province of profes-
sional and technical jobs; yet all jobs potentially have opportunities for intrinsic out-
comes. Such outcomes involve feelings of responsibility, challenge, and recognition;
they result from such job characteristics as variety, autonomy, identity, and signifi-
cance.! The Global OB on page 156 highlights the desire of many employees to have
significant jobs that allow them to make a difference in other people’s lives.

Extrinsic outcomes, however, are objects or events that follow from the workers’
own efforts in conjunction with other factors or persons not directly involved in the
job itself. Pay, working conditions, co-workers, and even supervision are objects in
the workplace that are potentially job outcomes, but that aren’t a fundamental part
of the work. Dealing with others and friendship interactions are sources of extrinsic
outcomes.

Most jobs provide opportunities for both intrinsic and extrinsic outcomes, so we
must understand the relationship between the two. It’s generally held that extrinsic
rewards reinforce intrinsic rewards in a positive direction when the individual can at-
tribute the source of the extrinsic reward to her own efforts. For example, a pay raise
(extrinsic reward) increases feeling good about oneself if the cause of the raise is
thought to be one’s own efforts and competence and not favoritism by the boss. This
line of reasoning explains why some individuals get no satisfaction out of sharing in
the gains derived from group effort rather than individual effort.!!

Job Satisfaction Qutcomes

Job satisfaction depends on the levels of intrinsic and extrinsic outcomes and how the
jobholder views those outcomes. These outcomes have different values for different
people. For some people, responsible and challenging work may have neutral or even
negative value depending upon their education and prior experience with work pro-
viding intrinsic outcomes.!> For other people, such work outcomes may have high
positive values. People differ in the importance they attach to job outcomes. Those
differences alone would account for different levels of job satisfaction for essentially
the same job tasks. For example, one company that has initiated management sys-
tems intended to provide employees with a great deal of opportunity for exercising
judgment and making decisions has found many individuals unable or unwilling to
work for it. The company, W. L. Gore & Associates, has been the subject of consider-
able interest among those who advocate employee empowerment.!> W. L. Gore en-
courages employees to spend “dabble time” on projects that they believe are
interesting and promising. Employees name their own project leaders, who then go
through a review process to determine which new projects receive funding. This
employee-driven approach led recently to the development of a high-tech guitar string
(using the same polymer from Gore-Tex fabric); this string is outselling the competi-
tive brand by two to one.!*

Other important individual differences include job involvement and commit-
ment to the organization.!® People differ in the extent to which (1) work is a central
life interest, (2) they actively participate in work, (3) they perceive work as central to
self-esteem, and (4) they perceive work as consistent with self-concept. Persons who
are not involved in their work or the organizations that employ them cannot be
expected to realize the same satisfaction as those who are. This variable accounts
for the fact that two workers could report different levels of satisfaction for the
same performance levels.
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A final individual difference is the perceived equity of the outcome in terms of
what the jobholder considers a fair reward.'® If outcomes are perceived to be unfair in
relation to those of others in similar jobs requiring similar effort, the jobholder will
experience dissatisfaction and seek means to restore the equity, either by seeking
greater rewards (primarily extrinsic) or by reducing effort.

Thus, we see that job performance includes many potential outcomes. Some are of
primary value to the organization—the objective outcomes, for example. Other out-
comes (such as job satisfaction) are of primary importance to the individual. Job per-
formance is a complex variable that depends upon the interplay of numerous factors.
Managers can make some sense of the issue by understanding the motivational impli-
cations of jobs through the application of job analysis.!”

Job Analysis

)

job analysis

The description of
how one job differs
from another in terms
of the demands, activi-
ties, and skills required.

job content

The factors that define
the general nature of a
job.

functional job analysis
A method of job anal-
ysis that focuses atten-
tion on the worker’s
specific job activities,
methods, machines,
and output. The
method is used widely
to analyze and classify
jobs.

The purpose of job analysis is to provide an objective description of the job itself.!®
The result of a job analysis is a job description. Individuals who perform job analysis
gather information about three aspects of all jobs: job content, job requirements, and
job context. A major source of information about job content can be found on the
O*NET, a comprehensive and flexible, Internet-accessible database created by the U.S.
Department of Labor, that describes occupations.'® Many different job analysis meth-
ods help managers accomplish this task. One study suggests that these methods can be
classified into four categories (mechanistic, motivational, biological, and perceptual-
motor) depending upon the primary focus and intent.?° Here we’ll be concerned only
with understanding the three general aspects of all jobs.?!

Job Content

Job content refers to the activities required of the job. Depending upon the specific job
analysis used, this description can be broad or narrow in scope. The description can
vary from general statements of job activities down to highly detailed statements of
each and every hand and body motion required to do the job. One widely used method,
functional job analysis (FJA), describes jobs in terms of:

1. What the worker does in relation to data, people, and jobs.

2. What methods and techniques the worker uses.

3. What machines, tools, and equipment the worker uses.

4. What materials, products, subject matter, or services the worker produces.

The first three aspects relate to job activities. The fourth aspect relates to job per-
formance. FJA provides descriptions of jobs that can be the bases for classifying jobs
according to any one of the four dimensions. In addition to defining what activities,
methods, and machines make up the job, FJA also defines what the individual doing
the job should produce. FJA can, therefore, be the basis for defining standards of per-
formance. Research on this popular and widely used job analysis method suggests it is
a valid approach to analyzing jobs.?

Job Requirements

Job requirements refer to education, experience, licenses, and other personal charac-
teristics that are expected of an individual if he’s to perform the job content. In re-
cent years, the idea has emerged that job requirements should also identify skills,
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position analysis abilities, knowledge, and other personal characteristics required to perform the job
questionnaire (PAQ) content in the particular setting. One widely used method, position analysis question-

A method of job anal-
ysis that takes into ac-

count the human, task,
and technological fac- 1
tors of jobs and job
classes.

job aspects:

job context

The physical environ-
ment and other work-
ing conditions, along

[ NS I ]

naire (PAQ), takes into account these human factors through analysis of the following

. Information sources critical to job performance.

. Information processing and decision making critical to job performance.
. Physical activity and dexterity required by the job.

. Interpersonal relationships required by the job.

. Reactions of individuals to working conditions.?3

with other factors con- The position analysis questionnaire can be adapted to jobs of all types, including

sidered to be intrinsic manageria] j0b5.24
to a job.

Management Pointer

ADVICE ON WHAT MANAGERS SHOULD DO
FROM F.W. TAYLOR

F.W. Taylor stated that managers should under-
take specific activities if they were to be effec-
tive. In fact, he noted four distinct principles they
should adopt as follows:

First: Develop a science for each element of a
man’s work that replaces the old rule-of-thumb
method (current application: perform a job
analysis).

Second: Scientifically select and then train,
teach, and develop the workman, whereas in the
past he chose his own work and trained himself
as best he could (current application: use valid
selection and training methods).

Third: Heartily cooperate with the men so as
to ensure that all of the work is done in accor-
dance with the principles of the science that has
been developed (current application: support
and guide subordinates).

Fourth: There is almost an equal division of
the work and the responsibility between man-
agement and workmen. Management takes over
all work for which it's better fitted than workmen,
while in the past, almost all of the work and the
greater part of the responsibility were thrown
upon workmen (current application: managers
should manage).

These four principles express the theme of sci-
entific management methods. Management should
take into account task and technology to deter-
mine the best way for each job to be performed
and then train people to do the job that way.

Job Context

Job context refers to factors such as the physical demands and
working conditions of the job, the degree of accountability
and responsibility, the extent of supervision required or exer-
cised, and the consequences of error. Job context describes the
environment within which the job is to be performed.
Numerous methods exist to perform job analysis. Different
methods can give different answers to important questions
such as, “How much is the job worth?”?® Thus, selecting the
method for performing job analysis isn’t trivial—it’s one of the
most important decisions in job design.?® Surveys of expert job
analysts” opinions bear out the popularity of PAQ and FJA >

Job Analysis in Different Settings

People perform their jobs in a variety of settings—too many
to discuss them all. We’ll instead discuss two significant job
settings: the factory and the office. One has historical signifi-
cance; the other has future significance.

Jobs in the Factory

Job analysis began in the factory. Industrialization created
the setting in which individuals perform many hundreds of
specialized jobs. The earliest attempts to do job analysis fol-
lowed the ideas advanced by the proponents of scientific
management. They were industrial engineers who, at the
turn of the 20th century, began to devise ways to analyze
industrial jobs. The major theme of scientific management is
that objective analyses of facts and data collected in the
workplace can provide the bases for determining the one best
way to design work.”® Even though Taylor was writing almost
100 years ago, his advice to managers still has considerable
validity as noted in the Management Pointer.?

Scientific management produced many techniques in cur-
rent use. Motion and time study, work simplification, and
standard methods are at the core of job analysis in factory
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MAKING A PROSOCIAL DIFFERENCE:

IS IT MOTIVATIONAL?

Most would agree that firefighters, teachers, and doctors make a
difference in the lives of others. What about managers and em-
ployees who work for businesses such as social networking Web
sites, multinational banks, and global clothing manufacturers: Do
they make a difference, too? Do they want to make a difference?
Research suggests that many people want their efforts at work to
make a positive difference in other people’s lives. For example,
managers often feel good about “protecting” their subordinates
from unfair decisions (e.g., layoffs) made by higher-level adminis-
trators in the organization. In essence, these managers engage in
prosocial behavior by helping others. Another example would be if
an employee goes “beyond the call of duty” to help a customer. A
retail sales associate, instead of pushing a customer to purchase
a suit at full price, whispers to the customer that she heard the
suit will be on sale during the following week. The sales associate
learned that the customer has just graduated from college and
doesn't have a job yet (and needs a suit for interviews). The sales-
person feels like she “did the right thing” and helped out a cus-

How can jobs be designed so employees can help others? Jobs
need to have task significance (or the amount an individual's work
impacts the health and well-being of others) built into them. Re-
search suggests task significance has a positive impact on job per-
formance. In other words, employees who believe their work helps
others are more likely to do their job well. Also, this relationship is
stronger for employees with high levels of intrinsic motivation.

What can employees do to increase their motivation at work?
They can think about their jobs from the perspective of “Who do
| help by doing my job well?” By linking their work to the welfare
of others—other employees, customers, their supervisor, and so
on—employees are more likely to feel that they're making a dif-
ference in the lives of others. This prosocial behavior can help
increase the employee’s motivation and job performance.

Sources: Adapted from Adam M. Grant, “Does Intrinsic Motivation Fuel
the Prosocial Fire? Motivational Synergy in Predicting Persistence,
Performance, and Productivity,” Journal of Applied Psychology 93, no. 1
(2008), p. 48; Adam M. Grant, “The Significance of Task Significance: Job
Performance Effects, Relational Mechanisms, and Boundary Conditions,”
Journal of Applied Psychology 93, no. 1(2008), p. 108; and Adam M. Grant,
“Relational Job Design and the Motivation to Make a Prosocial Differ-

tomer who may not be able to afford the suit at full price. ence,” The Academy of Management Review 32, no. 2 (2007), pp. 393-417.

settings. Although the mechanistic approach to job analysis is widespread, many
service organizations as well as manufacturers are discovering some of the negative
consequences of jobs that are overly routine.®

Consequently, many organizations are turning away from the idea of one person
doing one specialized job. As we’ll learn later in the chapter, many manufacturing
firms now analyze jobs to determine the extent to which content and requirements can
be increased to tap a larger portion of the individual’s talents and abilities.

Jobs in the Service Economy

In the short space of time since the advent of scientific management, the American
economy has shifted from being factory-oriented to being dominated by services
and knowledge management. This new economy is characterized by rapidly chang-
ing business and employment conditions, often brought about by intense pressure
from domestic and global competitors; cost containment; downsizing; and techno-
logical breakthroughs. Breakthroughs in automation, robotics, and computer-
assisted manufacturing, coupled with U.S. companies’ increased use of offshore
manufacturing in countries with lower labor costs, have reduced the overall number
of manufacturing jobs in the United States. Evidence of this shift from a manufac-
turing to service economy can be found in analyses conducted by the U.S. Bureau of
Labor Statistics, which report that over a 20-year period (1996-2016), approximately
1.6 million manufacturing jobs in the United States will be lost. In contrast, more
than 33.2 million jobs in service and professional areas are expected to be created
during that same 20-year period.’! The following service sectors are poised for
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above-average employment growth through 2016: professional and business services,
health care and social assistance, leisure and hospitality, state and local government,
and financial services.

What are the high growth jobs? According to the Bureau of Labor Statistics, the
fastest-growing occupations (i.e., “hot jobs™) between 2006 and 2016 include:3

» Five of the top 20 jobs are in health care (registered nurses, home care aides, home
health aides, child care, and nursing aides/orderlies/attendants).

» Eight of the top 20 jobs are in business service (retail sales, customer service
representatives, food preparation and service, waiting tables, office clerks, book-
keeping/accounting/auditing clerks, executive/administrative assistants, and re-
ceptionists).

* Two of the top 20 jobs are in education (college/university professors and elemen-
tary school teachers).

* Two of the top 20 jobs are professional jobs—computer software engineers (appli-
cations) and accountants/auditors.

* The remaining three of the top 20 jobs include janitors and cleaners, landscaping,
and truck drivers.

In recent times, managers and researchers have found that human factors must be
given special attention when analyzing jobs in the electronic office. PC users report that
they suffer visual and postural problems such as headaches, burning eyes, and shoulder
and backaches.?® In particular, many intensive PC users (e.g., programmers, data entry
clerks, etc.) are vulnerable to repetitive stress injuries that occur over time and affect the
arms, shoulders, and back. Such cumulative trauma disorders can be the cause of costly
medical bills, absenteeism, and decreased productivity.>* The sources of these problems
seem to be in the design of the workplace, particularly the interaction between the
individual and the PC.

Job analysis in the office environment must pay particular attention to human fac-
tors. The tendency is to overemphasize the technological factor—in this case, the com-
puter—and to analyze jobs only as extensions of the technology. As was true of job
analysis in factories, it’s simply easier to deal with the relatively fixed nature of tasks
and technology than to deal with the variable of human nature.®

In the new economy, the reliance on job analysis and specific job descriptions may be
altered significantly. Today an emphasis on speed, creativity, information processing, and
the influence of computer technology has resulted in criticisms of passive job descrip-
tions or broadly stated descriptions of what a person or team is expected to do to service
customers, contribute to the firm’s profit, and gain market share. In the new economy,
knowledge workers will be expected to do what is needed. Adhering to a narrow job de-
scription is not going to be sufficient in a world pressed by constant change.

William Bridges, author of Job Shift, described a shift from narrow job classifica-
tions and descriptions to a work environment in which “work™ is emphasized.’” He
believes that a continuum exists, with work at one end that needs clear job descrip-
tions (e.g., nuclear power plant technician). This type of work specifies a need to be
crystal clear. On the other end of the continuum are whole industries (e.g., software,
dot-com, consulting) in which job descriptions are stifling and irrelevant. Work gets
done in cross-functional and/or virtual teams or parts of it are outsourced. The
word job is too narrow.®® Many industries in which technology is rendering place
and time less important are moving away from “job” identities to “work,” “project,”
or “team” entities.
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Job Designs: The Results of Job Analysis

)

job range

The number of opera-
tions that a job occu-
pant performs to
complete a task.

job depth

The amount of control
that an individual has
to alter or influence the
job and the surround-
ing environment.

Job designs are the results of job analysis. They specify three characteristics of jobs:
range, depth, and relationships.

Range and Depth

Job range refers to the number of tasks a jobholder performs. The individual who
performs eight tasks to complete a job has a wider job range than a person performing
four tasks. In most instances, the greater the number of tasks performed, the longer it
takes to complete the job.

A second characteristic is job depth, the amount of discretion an individual has to
decide job activities and job outcomes. In many instances, job depth relates to per-
sonal influence as well as delegated authority. Thus, an employee with the same job
title who’s at the same organizational level as another employee may possess more,
less, or the same amount of job depth because of personal influence.

Job range and depth distinguish one job from another not only within the same
organization, but also among different organizations. To illustrate how jobs differ in
range and depth, Exhibit 6.2 depicts the differences for selected jobs of firms, hospi-
tals, and universities. For example, business research scientists, hospital chiefs of sur-
gery, and university presidents generally have high job range and significant depth.
Research scientists perform a large number of tasks and are usually not closely super-
vised. Chiefs of surgery have significant job range in that they oversee and counsel on
many diverse surgical matters. In addition, they aren’t supervised closely and they
have the authority to influence hospital surgery policies and procedures.

University presidents have a large number of tasks to perform. They speak to
alumni groups, politicians, community representatives, and students. They develop,
with the consultation of others, policies on admissions, fund-raising, and adult educa-
tion. They can alter the faculty recruitment philosophy and thus alter the course of
the entire institution. The critical point is that university presidents have sufficient
depth and range to alter the course of a university’s direction.

Examples of jobs with high depth and low range are packaging machine mechan-
ics, anesthesiologists, and faculty members. Mechanics perform the limited tasks that
pertain to repairing and maintaining packaging machines. But they can decide how
breakdowns on the packaging machine are to be repaired. The discretion means the
mechanics have relatively high job depth.

EXHIBIT 6.2 Job Depth and Range

High Depth

BUSINESS 4 HOSPITAL -4 UNIVERSITY |- BUSINESS -4 HOSPITAL -4 UNIVERSITY | —

Packaging Anesthesi- College Research Chiefs of Presidents

machine ologists professors scientists surgery

mechanics
Low High
Range Range

BUSINESS HOSPITAL UNIVERSITY BUSINESS HOSPITAL UNIVERSITY

Assembly-line Bookkeepers Graduate Maintenance Nurses Department

workers student repairmen chairpersons

- - instructors — - - —_

Low Depth
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Anesthesiologists also perform a limited number of tasks. They are concerned with
the rather restricted task of administering anesthetics to patients. However, they can
decide the type of anesthetic to be administered in a particular situation, a decision
indicative of high job depth. University professors specifically engaged in classroom
instruction have relatively low job range. Teaching involves comparatively more tasks
than the work of the anesthesiologist, yet fewer tasks than that of the business re-
search scientist. However, professors’ job depth is greater than graduate student in-
structors’ since professors determine how they’ll conduct the class, what materials will
be presented, and the standards to be used in evaluating students. Graduate student
instructors typically don’t have complete freedom in the choice of class materials and
procedures. Professors decide these matters for them.

Highly specialized jobs are those having few tasks to accomplish by prescribed
means. Such jobs are quite routine; they also tend to be controlled by specified rules
and procedures (low depth). A highly despecialized job (high range) has many tasks to
accomplish within the framework of discretion over means and ends (high depth).
Within an organization, there typically are great differences among jobs in both range
and depth. Although there are no precise equations that managers can use to decide
job range and depth, they can follow this guideline: Given the economic and technical
requirements of the organization’s mission, goals, and objectives, what is the optimal
point along the continuum of range and depth for each job?

Job Relationships

Job relationships are determined by managers’ decisions regarding departmentaliza-
tion bases and spans of control. The resulting groups become the responsibility of a
manager to coordinate toward organization purposes. These decisions also determine
the nature and extent of jobholders’ interpersonal relationships, individually and
within groups. As we already have seen in the discussion of groups in organizations,
group performance is affected in part by group cohesiveness. And the degree of group
cohesiveness depends upon the quality and kind of interpersonal relationships of job-
holders assigned to a task or command group.

The wider the span of control, the larger the group and consequently the more dif-
ficult it is to establish friendship and interest relationships. Simply, people in larger
groups are less likely to communicate (and interact sufficiently to form interpersonal
ties) than people in smaller groups. Without the opportunity to communicate, people
will be unable to establish cohesive work groups. Thus, an important source of satis-
faction may be lost for individuals who seek to fulfill social and esteem needs through
relationships with co-workers.

The basis for departmentalization that management selects also has important im-
plications for job relationships. The functional basis places jobs with similar depth
and range in the same groups, while product, territory, and customer bases place jobs
with dissimilar depth and range in different groups. Thus, in functional departments,
people will be doing much the same specialty. Product, territory, and customer depart-
ments, however, are comprised of jobs that are quite different and heterogeneous. In-
dividuals who work in heterogeneous departments experience feelings of dissatisfaction
and stress more intensely than those in homogeneous, functional departments. People
with homogeneous backgrounds, skills, and training have more common interests
than those with heterogencous ones. Thus, it’s easier for them to establish social rela-
tionships that are satisfying with less stress, but also with less involvement in the
department’s activities.
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Job designs describe the objective characteristics of jobs. That is, through job analy-
sis techniques managers can design jobs in terms of required activities to produce a
specified outcome. But yet another factor—perceived job content—must be consid-
ered before we can understand the relationship between jobs and performance.

The way people do their jobs depends in part on how they perceive and think of their
jobs. Even though Taylor proposed that the way to improve work (that is, to make it
more efficient) is to determine (1) the “best way” to do a task (motion study) and (2)
the standard time for completion of the task (time study), the actual performance of
a job goes beyond its technical description.

The belief that job design can be based solely on technical data ignores the very
large role played by the individual who performs the job. Individuals differ profoundly,
as we noted in the chapter on individual differences. They come to work with different
backgrounds, needs, and motivations. Once on the job, they experience the social set-
ting in which the work is performed in unique ways. It’s not surprising to find that
different individuals perceive jobs differently.

Perceived job content refers to characteristics of a job that define its general nature
as perceived by the jobholder. We must distinguish between a job’s objective properties
and its subjective properties as reflected in the perceptions of people who perform it.*
Managers can’t understand the causes of job performance without considering indi-
vidual differences such as personality, needs, and span of attention.*’ Nor can manag-
ers understand the causes of job performance without considering the social setting in
which the job is performed.*' According to Exhibit 6.1, perceived job content precedes
job performance. Thus, if managers desire to increase job performance by changing
perceived job content, they can change job design, individual perceptions, or social
settings—the causes of perceived job content.

If management is to understand perceived job content, some method for measuring
it must exist.*? In response to this need, organization behavior researchers have at-
tempted to measure perceived job content in a variety of work settings. The methods
that researchers use rely upon questionnaires that jobholders complete and that mea-
sure their perceptions of certain job characteristics.

|
‘ The Way People Perceive Their Jobs )

Job Characteristics

The pioneering effort to measure perceived job content through employee responses to
a questionnaire resulted in the identification of six characteristics: variety, autonomy,
required interaction, optional interaction, knowledge and skill required, and responsi-
bility.# The index of these six characteristics is termed the Requisite Task Attribute
Index (RTAI). The original RTAI has been extensively reviewed and analyzed. One
important development was the review by Hackman and Lawler, who revised the in-
dex to include six characteristics.**

Variety, task identity, and feedback are perceptions of job range. Autonomy is the
perception of job depth; dealing with others and friendship opportunities reflect per-
ceptions of job relationships. Employees sharing similar perceptions, job designs, and
social settings should report similar job characteristics. Employees with different per-
ceptions, however, report different job characteristics of the same job. For example, an
individual with a high need for social belonging would perceive “friendship opportu-
nities” differently than another individual with a low need for social belonging.
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Individual Differences

Individual differences “provide filters such that different persons perceive the same objec-
tive stimuli in different manners.”* Individual differences in need for strength, particu-
larly the strength of growth needs, have been shown to influence the perception of task
variety. Employees with relatively weak higher-order needs are less concerned with per-
forming a variety of tasks than are employees with relatively strong growth needs. Thus,
managers expecting higher performance to result from increased task variety would be
disappointed if the jobholders did not have strong growth needs. Even individuals with
strong growth needs cannot respond continuously to the opportunity to perform more
and more tasks. At some point, performance turns down as these individuals reach the
limits imposed by their abilities and time. The relationship between performance and task
variety (even for individuals with high growth needs) is likely to be curvilinear.*®

Social Setting Differences

Differences in social settings of work also affect perceptions of job content. Examples of
social setting differences include leadership style*” and what other people say about the
job.#® A.G. Lafley, CEO of Procter & Gamble until July 2009, revitalized the $50 billion
global consumer goods corporation by creating an environment where top executives and
employees of all levels perceive themselves as soldiers, ready to regain ground (i.e., market
share) from competitors worldwide. Such a change in job perception helped this firm’s
stock price rebound after dropping precipitously (at one point, the firm had lost $85 bil-
lion in market capitalization) in the summer of 2000 shortly after Lafley was named
CEO.* In addition, as more than one research study has pointed out, how one perceives
ajob is greatly affected by what other people say about it. Thus, if a worker’s friends state
their jobs are boring, he is likely to state that his job is also boring. If the individual per-
ceives the job as boring, job performance will suffer. Job content, then, results from the
interaction of many factors in the work situation.

The field of organization behavior has advanced a number of suggestions for im-
proving the motivational properties of jobs. Invariably, the suggestions, termed job
design strategies, attempt to improve job performance through changes in actual job
characteristics.”® The next section reviews the more significant of these strategies.

Designing Job Range: Job Rotation and Job Enlargement )

The earliest attempts to design jobs date to the scientific management era. Efforts at
that time emphasized efficiency criteria. In so doing, the individual tasks that com-
prise a job are limited, uniform, and repetitive. This practice leads to narrow job range
and, consequently, reported high levels of job discontent, turnover, absenteeism, and
dissatisfaction. Accordingly, strategies were devised that resulted in wider job range
through increasing the requisite activities of jobs. Two of these approaches are job
rotation and job enlargement.

Job Rotation

Managers of organizations such as General Electric, Tata Consultancy Services, Ford,
and Deloitte Services LP have utilized different forms of the job rotation strategy.’!
This practice involves rotating managers and nonmanagers alike from one job to an-
other. Given the increased need to develop global experience, many firms are rotating
managers to one or more international postings.’? In so doing, the individual is ex-
pected to complete more job activities since each job includes different tasks.>? Job
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rotation involves increasing the range of jobs and the perception of variety in the job
content. Increasing task variety should, according to recent studies, increase employee
satisfaction, reduce mental overload, decrease the number of errors due to fatigue,
improve production and efficiency,>* and reduce on-the-job injuries.”> However, job
rotation doesn’t change the basic characteristics of the assigned jobs. Some relatively
small firms have successfully used job rotation.

Critics state that job rotation often involves nothing more than having people per-
form several boring and monotonous jobs rather than one. An alternative strategy is
job enlargement.

Job Enlargement

The pioneering Walker and Guest study®® was concerned with the social and psycho-
logical problems associated with mass production jobs in automobile assembly plants.
They found that many workers were dissatisfied with their highly specialized jobs. In
particular, they disliked mechanical pacing, repetitiveness of operations, and a lack of
a sense of accomplishment. Walker and Guest also found a positive relationship be-
tween job range and job satisfaction. Findings of this research gave early support for
motivation theories that predict that increases in job range will increase job satisfac-
tion and other objective job outcomes. Job enlargement strategies focus upon the op-
posite of dividing work—they’re a form of despecialization or increasing the number
of tasks that an employee performs. For example, a job is designed such that the indi-
vidual performs six tasks instead of three.

Although in many instances an enlarged job requires a longer training period, job
satisfaction usually increases because boredom is reduced. The implication, of course,
is that job enlargement will lead to improvement in other performance outcomes.

The concept and practice of job enlargement have become considerably more so-
phisticated. In recent years, effective job enlargement involves more than simply in-
creasing task variety. In addition, it’s necessary to design certain other aspects of job
range, including providing worker-paced (rather than machine-paced) control.’” Each
of these changes involves balancing the gains and losses of varying degrees of division
of labor. Contemporary applications of job enlargement involve training individuals
to perform several different jobs, each requiring considerable skill, whether in manu-
facturing or service organizations.

Zao Noodle Bar uses job enlargement to increase employee ownership and overall
profitability. Founded by Adam Willner, the first Zao Noodle Bar branch opened in
1996 near Stanford University and served fresh, made-to-order, Asian-style cuisine at
an affordable price. Its operating philosophy is to “bring noodles to the people.” As
the chain expanded into other states, it became apparent that having two different
managers—a general manager and a kitchen manager—contributed to a divided or-
ganizational culture. So the firm did away with the kitchen manager position and
enlarged the role of the general manager. Cross-training the general managers to
understand how to run a kitchen began with a six- to eight-week training course.
This type of job enlargement increased the sense of ownership among the general
managers while decreasing labor costs (i.e., paying one manager instead of two).3

Some employees can’t cope with enlarged jobs because they can’t comprehend com-
plexity; moreover, they may not have a sufficiently long attention span to complete an
enlarged set of tasks. However, if employees are amenable to job enlargement and
have the requisite ability, then job enlargement should increase satisfaction and prod-
uct quality and decrease absenteeism and turnover. These gains aren’t without costs,
including the likelihood that employees will demand larger salaries in exchange for
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JOB DESIGN AND ETHICS

Some jobs, even when properly designed, may still be inher-
ently hazardous. For example, it may be impossible to com-
pletely eliminate exposure to toxic chemicals or hazardous
substances even when jobs have been well designed. Such
was the case at the battery manufacturing division of Johnson
Controls, an automotive equipment supplier.

By its very nature, battery manufacturing entails possible
exposure to high lead levels. Sufficiently high blood lead lev-
els can be dangerous to anyone; even moderately elevated
levels, however, can pose a particular risk for pregnant
women and their unborn children. Thus, after having designed
the manufacturing operation in a manner to minimize expo-
sure, Johnson Controls instituted a policy to provide further
safeguards for a particularly susceptible group: Women with
childbearing capacity were essentially prohibited from work-
ing in high lead exposure positions in its battery facility. Fer-
tile women already employed in such positions when the
policy went into effect were permitted to stay as long as they
maintained safe blood lead levels; otherwise they were trans-
ferred to another job with no loss of pay or benefits.

performing enlarged jobs. Yet these costs must be borne if management desires to
implement the design strategy—job enrichment—that enlarges job depth. Job enlarge-
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Most management students, when queried, indicate that
this sounds like a reasonable policy, with many suggesting
that it would be unethical (and perhaps should be illegal) for
the company not to protect a particularly susceptible group of
individuals—some of whom (unborn children) are powerless
to protect themselves. At the same time, however, virtually all
of these students agree that sex discrimination in hiring and
employment decisions is clearly unethical (and also illegal).
And sex discrimination is what Johnson Controls was charged
with as a result of this policy. What do you think the court
should decide?

Sources: See Johnson Controls’s ethics policy at www.
johnsoncontrols.com/corpvalues/ethics.htm (2003); Caryn L. Beck-
Dudley and Edward J. Conry, “Legal Reasoning and Practical
Reasonableness,” American Business Law Journal, Fall 1995,

pp. 91-130; Matthew F. Weil, “Protecting Employees’ Fetuses from
Workplace Hazards: Johnson Controls Narrows the Options,”
Berkeley Journal of Employment and Labor Law 14, no. 1 (1993);
and G.P. Panaro, Employment Law Manual (Boston: Warren,
Gorham & Lamont, 1991), pp. 29-30.

ment is a necessary precondition for job enrichment.

Redesigning jobs is not without ethical and legal implications, as suggested in this

chapter’s You Be the Judge feature.

Designing Job

Depth: Job Enrichment )

The impetus for designing job depth was provided by Herzberg’s two-factor theory of
motivation. The basis of his theory is that factors that meet individuals’ need for psy-
chological growth (especially responsibility, job challenge, and achievement) must be

characteristic of their jobs. The application of his theory is termed job enrichment.

The implementation of job enrichment is realized through direct changes in job
depth.”® Managers can provide employees with greater opportunities to exercise dis-

cretion by making the following changes:

1. Direct feedback. The evaluation of performance should be timely and direct.

[\

. New learning. A good job enables people to feel that they are growing. All jobs

should provide opportunities to learn.

AN L AW

accountable for the job.

. Scheduling. People should be able to schedule some part of their own work.

. Uniqueness. Each job should have some unique qualities or features.

. Control over resources. Individuals should have some control over their job tasks.
. Personal accountability. People should be provided with an opportunity to be
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As defined by the executive in charge of a pioneering job enrichment program at
Texas Instruments (TT), job enrichment is a process that (1) encourages employees to
behave like managers in managing their jobs and (2) designs the job to make such
behavior feasible.®

As the theory and practice of job enrichment have evolved, managers have become
aware that successful applications require numerous changes in how work is done.
Important changes include giving workers greater authority to participate in decisions,
to set their own goals, and to evaluate their (and their work groups’) performance. Job
enrichment also involves changing the nature and style of managers’ behavior. Man-
agers must be willing and able to delegate authority.®! Given employees’ ability to
carry out enriched jobs and managers’ willingness to delegate authority, gains in per-
formance can be expected. These positive outcomes are the result of increasing em-
ployees’ expectations that efforts lead to performance, that performance leads to
intrinsic and extrinsic rewards, and that these rewards have power to satisfy needs.
These significant changes in managerial jobs, when coupled with changes in nonman-
agerial jobs, suggest that a supportive work environment is a prerequisite for success-
ful job enrichment efforts.®?

Jobs can be designed on the basis of range and significant depth (called job special-
ization), a moderate amount of range and depth (called job enlargement), or signifi-
cant depth and generally low range.

Job enrichment and job enlargement aren’t competing strategies. Job enlargement but
not job enrichment may be compatible with the needs, values, and abilities of some indi-
viduals. Yet job enrichment, when appropriate, necessarily involves job enlargement. A
promising new approach to job design that attempts to integrate the two approaches is
the job characteristics model. Hackman, Oldham, Janson, and Purdy devised the ap-
proach, basing it on the job diagnostic survey cited in an earlier section.®

The model attempts to account for the interrelationships among (1) certain job
characteristics; (2) psychological states associated with motivation, satisfaction, and
performance; (3) job outcomes; and (4) growth needs strength. Exhibit 6.3 describes
the relationships among these variables. Although variety, identity, significance,
autonomy, and feedback don’t completely describe perceived job content, according
to this model they sufficiently describe those aspects that management can manipulate to
bring about gains in productivity.

Steps that management can take to increase the core dimensions include:

. Combining task elements.

. Assigning whole pieces of work (i.e., work modules).
. Allowing discretion in selection of work methods.

. Permitting self-paced control.

DN AW N =

. Opening feedback channels.

These actions increase task variety, identity, and significance; consequently, the
“experienced meaningfulness of work” psychological state is increased. By permitting
employee participation and self-evaluation and by creating autonomous work groups,
the feedback and autonomy dimensions are increased along with the psychological
states “experienced responsibility” and “knowledge of actual results.”

Implementing the job characteristics model in a particular situation begins with a
study of existing job perceptions by means of the job diagnostic survey. Hackman and
Oldham have reported numerous applications of the model in a variety of organiza-
tions.® They have also compiled normative data for a variety of job categories so that
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The Job
Characteristics Model
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managers and practitioners can compare the responses of their own employees to
those of a larger population.®® Although the track record of job design efforts is gen-
erally positive, some caveats are warranted.

The positive benefits of these efforts are moderated by individual differences in the
strength of employees’ growth needs. That is, employees with a strong need for accom-
plishment, learning, and challenge will respond more positively than those with rela-
tively weak growth needs. In more familiar terms, employees with a high need for
self-esteem and self-actualization are the more likely candidates for job design.®® Em-
ployees who are forced to participate in job design programs but who lack either the
need strength or the ability to perform designed jobs may experience stress, anxiety,
adjustment problems, erratic performance, turnover, and absenteeism.

The available research on the interrelationships between perceived job content and
performance is meager. One survey of 30 applications of job design strategies con-
firms that failures are as frequent as successes.®’ It’s apparent, however, that managers
must cope with significant problems in matching employee needs with organizational
needs.®®

Problems associated with job design include:

1. Unless lower-level needs are satisfied, people will not respond to opportunities to
satisfy upper-level needs. And even though our society has been rather successful in
providing food and shelter, these needs regain importance when the economy moves
through periods of recession and high inflation.

2. Job design programs are intended to satisfy needs typically not satisfied in the
workplace. As workers are told to expect higher-order need satisfaction, they may
raise their expectations beyond what’s possible. Dissatisfaction with the program’s
unachievable aims may displace dissatisfaction with the jobs.
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3. Job design may be resisted by labor unions that see the effort as an attempt to get
more work for the same pay.

4. Job design efforts may not produce tangible performance improvements for some
time after the beginning of the effort. One study indicated that significant improve-
ments in effectiveness couldn’t be seen until four years after the beginning of the
job design program.®

Practical efforts by automobile companies such as Volvo to improve productivity
and satisfaction through job design have emphasized autonomy and feedback. Rela-
tively less emphasis has been placed on identity, significance, and variety.”® Appar-
ently, it’s easier to provide individuals with greater responsibility for the total task and
increased feedback than to change the essential nature of the task itself.

Two general conclusions can be reached when considering the experience of job
design approaches. First, job design approaches are relatively successful in increasing
quality of output. This conclusion pertains, however, only if the reward system al-
ready satisfies lower-level needs. If it presently doesn’t satisfy lower-level needs, em-
ployees can’t be expected to experience upper-level need satisfaction (intrinsic rewards)
through enriched jobs. In particular, managers can’t expect individuals with relatively
low growth needs to respond as would those with relatively high growth needs.”!

Successful efforts are the result of the circumstances that initiate the effort and the
process undertaken to manage the effort. Organizations under external pressure to
change have a better chance of successfully implementing job design than those not
under such pressure. Moreover, successful efforts are accompanied by broad-scale par-
ticipation of managers and employees alike. Since a primary source of organizational
effectiveness is job performance, managers should design jobs according to the best
available knowledge.”

Self-Managed Teams

One approach to job redesign that has emphasized factors such as task significance
and identity is the use of self-managed teams. Self-managed teams (SMTs) represent a
job enrichment approach to redesign at the group level. An SMT is a relatively small
group of individuals who are empowered to perform certain activities based on proce-
dures established and decisions made within the group, with minimum or no outside
direction. SMTs can take many forms, including task forces, project teams, quality
circles, and new venture teams.”® Typically, SMTs determine their own work assign-
ments within the team and are responsible for an entire process from inception to
completion. It is not unusual for SMTs to select their own members and to evaluate
their own performance, activities usually thought of as management functions.

The automotive industry has been particularly interested in the use of self-managed
work groups. In an attempt to ward off growing competition from Toyota and Honda,
General Motors launched a bold endeavor 25 years ago, the Saturn Corporation. An
independent subsidiary of General Motors, Saturn used the team approach to pro-
ducing new automobiles in its state-of-the-art plant in Spring Hill, Tennessee.” Before
plant construction, a team of 99 Saturn workers visited 160 facilities around the world,
traveling over 2 million miles to find what worked and what didn’t.”> The Saturn plant
was organized around nearly 200 SMTs, each of which had the authority to decide
how to do its job, including hiring team members. Most even had budgetary responsi-
bilities and could make decisions to change suppliers. These initiatives have paid off:
The Spring Hill plant has consistently achieved a high level of production quality
previously unequaled by other domestic automobile manufacturers.
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Schedules
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The difficulty of switching from a traditional hierarchical structure to one in which
work teams assume responsibility for their own decisions is not easy. Two notable bar-
riers to SMTs are resistance and misunderstanding. SMTs require not only a new
workflow and set of processes, but also new attitudes and behaviors. Team members
may not like being responsible for goals that others on the team have not helped to
achieve. Managers often fear loss of control and status.”®

The implementation of SMTs causes changes in thinking about “yourself,” leader-
ship, and organization. It is hard for employees to understand how SMTs apply to
themselves. Also, managers are often not clear about what employees should be doing
under an SMT arrangement.

Simply assuming that SMTs will work is not accurate since resistance and misun-
derstandings are obvious problems. Team leaders who strike a balance between too
much involvement and not enough are needed. As SMTs evolve, each member needs
to acquire and develop the qualities of a leader and move from “I” to “we” thinking
and behavior.

Alternative Work Arrangements

Enriching the content of a job is not the only way to provide enrichment. Enrichment
can also be achieved within the context of a job. One aspect of job context relates to
when the job is performed, or the work schedule. Giving employees decision-making
control over when they perform their work is an increasingly popular approach to job
redesign. It has led to a variety of innovations we will collectively refer to as alterna-
tive work arrangements.

One of the earliest forms of alternative work arrangements was that of the com-
pressed workweek. In its most popular form, employees are given an opportunity to
work four 10-hour days rather than the more standard five 8-hour days. The 4-40
programs allow workers more leisure time, as well as permit them to travel to and from
work during non-rush-hour traffic. While some employees may be able to opt for a
compressed work schedule with others electing a standard one, typically everyone at
the same location is on the same schedule.

An arrangement that provides employees even greater individual control over work
scheduling is flextime. In a flextime arrangement, employees can determine, within
some limits, when they work at the office and when they work from home or a coffee
shop. Many companies, including Intel, PricewaterhouseCoopers, Prudential Finan-
cial, and Time Warner, offer their employees flexible work schedules.”” As is shown
in the two examples in Exhibit 6.4, employees are required to be present during
the “common core” hours. They may make up the rest of their workday in any combi-
nation during flextime hours. In most flextime plans, employees may vary their

_| Flextime Common Core Flextime -
6am.—-10am. 10am. -4 p.m. 4p.m. -8 pm.
Flextime Common Core | Flextime Common Core | Flextime
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virtual teams

A geographically dis-
tributed, functionally
and/or culturally di-
verse group of individ-
uals who rely on
interactive technology
such as e-mail, Web-
casts, and videoconfer-
encing to work
together.

Understanding and Managing Individual Behavior

attendance day-to-day, provided they are at work a specific number of hours a week.
Some flextime plans allow employees to accumulate extra hours worked and exchange
them for an additional day off each month. Two factors enable the increased use of
flextime, namely technology (e.g., BlackBerry and PDA phones) and a shift to focus-
ing on results, not hours (or “face time”) at work.”®

Employees concerned about balancing personal and work life report that a flexible
work schedule is high on the list of benefits that factor into job satisfaction. Aladdin
Equipment of Sarasota, Florida, established a workweek of four nine-hour days and
a half day on Friday. Its result has been a 50 percent increase in productivity. In a sur-
vey of 6,000 workers by Randstad, an Atlanta staffing firm, 51 percent said they
would stay with the firm even without a pay raise if Randstad offered flexible work
hours.” Some of the benefits of flextime schedules are presented in the Organizational
Encounter on page 170.

Another approach that increases employee discretion is that of job sharing. In job
sharing, two or more individuals share one job. One person might work from 8:00 a.m.
until noon, and a second person may do the same job from 1:00 p.m. until 5:00 p.m. Or
they might each work full, but alternate, days. Job sharing provides maximum flexibility
for the employee. The payoff for the employer is being able to draw upon the talents of
two individuals in one job. Job sharers Stephanie Kahn and Joan Girardi at American
Express are typical examples. Stephanie works on Monday, Tuesday, and Thursday;
Joan works Tuesday, Wednesday, and Friday. Their job is to enroll new cardholders. In
addition to splitting days of the week, they also split the job by marketing channels.
Joan handles direct mail, while Stephanie concentrates on telemarketing.3

Perhaps the ultimate in alternative work arrangements is telecommuting. Telecom-
muting involves working at home while being linked to the office via a computer and/
or fax machine. While telecommuting emphasizes location rather than scheduling, most
telecommuting jobs provide a high degree of flexible scheduling as well. Pacific Bell has
been a pioneer in the use of telecommuting. In addition to experiencing increased pro-
ductivity and improved employee morale, the company, with major offices in Los
Angeles, has made significant contributions to reducing freeway congestion and smog.

Employees like alternative work arrangements because they give them the flexibil-
ity to balance their work-life demands. Companies, especially during an economic
downturn, are increasingly experimenting with job sharing, reduced workweeks, sab-
baticals, and telecommuting programs as a way to reduce costs and avoid layoffs that
may lessen productivity and motivation.®! An interesting twist is that although some
companies are offering employees more flexible work options, some employees who
engage in flextime and telecommuting are fearful of being “out of sight and out of
mind” and, thus, easy targets for layoffs. As a result, employees are less likely to take
advantage of these alternatives during hard times. For example, the number of tele-
commuters declined from 9.2 million in 2006 to 8.7 million during the recession year
of 2009.3?

Virtual Teams

As organizations aggressively pursue ways in which to cut costs, decrease product cycle
times, increase customer responsiveness, and integrate more fully with suppliers, many
are creating and using virtual teams to help achieve those objectives. Other benefits of
virtual teams include the ability to offer employees more flexible work arrangements
(e.g., telecommuting), provide 24-hour-a-day, seven-day-a-week customer service for
geographically dispersed customers in different time zones, and decrease the amount of
travel time and expenses that team members have to incur.®?
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Defined as “a team that relies on interactive technology to work together when
separated by physical distance,” a virtual team can draw on a variety of interactive
technology that includes traditional e-mail, instant messaging, teleconferencing, vid-
eoconferencing, Webcasts, meeting managers, white boards, and bulletin boards.®’
One company that uses virtual teams is Microsoft, which deploys virtual teams to
provide sales and post-sales service to major global corporate customers.®® General
Electric provides a variety of real-time collaboration tools to its 340,000 employees
and to several of its customers and suppliers.?” Included in the virtual team rollout are
tools that will allow employees to do the following:

* Engage in instant messaging and real-time conferencing and application sharing.
* Create shared Web workspaces among nontechnical users.

* Break down projects into tasks and track progress.

* Apply best practices from completed projects to new projects.

In addition, customers and suppliers have access to real-time data and internal pro-
cesses within GE’s intranet. Officials at GE argue that these features will help revolu-
tionize the company.®?

To successfully manage virtual teams, organizations may want to consider several
factors. First, the technology should fit the purpose of the collaboration. If all mem-
bers of the group need to receive the same information quickly, then a bulletin board
or group e-mail is appropriate. If training needs to be done, then a Web conference
with real-time white board and data sharing may be more suitable. Second, virtual
team members must be carefully selected. Choosing members who have the necessary
skills, experience, work ethic, and interpersonal skills is critical to effective team func-
tioning. Third, trust between team members should be cultivated early in the process.
Face-to-face meetings and/or team-building training exercises should be used during
the initial periods of team formation to facilitate the development of trust. This trust
will be critical later when problems, disagreements, and deadlines stress the relation-
ships of members who can’t just walk down the hallway to discuss and resolve these
issues. Fourth, teams need to develop a sense of purpose and shared goals. Last, lead-
ers must be able to set a vision for the team and help resolve conflicts between mem-
bers as well as assist members in overcoming obstacles.®

Special care needs to be taken when managing virtual teams whose members are
from countries with distinct cultures and languages. Such team members can find
communicating and building trust more challenging.’® Cultural nuances that might be
detected in face-to-face meetings may go unnoticed during a teleconference or Web-
cast. As a result, virtual team members may experience misunderstandings and mis-
communications while working on important projects. To decrease the risk of such
problems, team members should be brought together for face-to-face meetings and
cross-cultural training sessions in the early stages of the team-building process.

As companies such as GE, AT&T, Pfizer, Motorola, Shell Oil, and Sun Microsys-
tems continue to experiment with and use virtual teams across their global businesses,
such practices will become more and more common in organizations of all types
and sizes.”! To assist companies with their virtual collaboration needs, the company
Huddle.net offers a virtual team workspace application for use in the social-networking
site Facebook.”> The use of various alternative work arrangements is increasing. As
the needs of an increasingly diverse workforce grow, alternative arrangements can
have a positive appeal to both employers and employees. While more and better re-
search needs to be conducted to determine the effectiveness of such plans, job redesign
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FLEXTIME AND WORK-LIFE BALANCE
Companies such as PricewaterhouseCoopers, Chubb Corpora-
tion, JCPenney, Booz Allen Hamilton, and Motorola are helping
their employees achieve work-life balance by allowing them to
use flexible scheduling. Often ranked as the most-desired benefit
in job surveys, flexible scheduling comes in many shapes and
forms. At the Chubb Corporation, employees can opt for working
four longer shifts instead of five each week. At JCPenney's Plano,
Texas, telemarketing operation, 5,000 employees punch in their
scheduling preferences at a PC station/kiosk. This allows them to
quickly add, drop, or trade shifts to accommodate their individual
work-life balance needs. Nahan Printing Inc. in St. Cloud,
Minnesota, offers an even more unusual flexible schedule. “We
work three 12-hour shifts,” explains Judy Wehking, HR manager.
“But then we also rotate this schedule every three weeks."”
What are the benefits of offering employees flexible schedul-
ing? Companies can attract and retain talented employees. Most
employees want to work at a company where they have some con-
trol over their schedules. This need will increase as employees in-
creasingly try to juggle work and life priorities such as a second job,
providing care for children, a disabled spouse, or elderly relatives,
spending quality time with friends and loved ones, pursuing volun-
teer leadership opportunities, engaging in hobbies, and so on.
Companies have learned that they cannot just create a flexible
scheduling program that allows employees to come and go as they
please. Firms must create and manage a program that encourages
employee flexibility while preserving accountability and cohesion
among co-workers and supervisors. Here are some tips:

Survey employees to determine their scheduling needs.
Allow all employees to apply for flexible schedules.
Assign manageable workloads.

el e

Encourage frequent face-to-face and virtual communication
between the employee and his or her supervisor and
co-workers.

5. Publish clear guidelines for developing flexible work
arrangements.

6. Evaluate flexible arrangements on a quarterly to semiannual
basis.

7. Assess job performance based on measured results, rather
than hours worked.

Before implementing a flexible work schedule program,
managers should research the specific state laws that may
apply.

Sources: Adapted from Sabine A.E. Geurts, Debby G.J. Beckers, Toon

W. Taris, Michiel A.J. Kompier, and Peter G.W. Smulders, “Worktime
Demands and Work-Family Interference: Does Worktime Control Buffer
the Adverse Effects of High Demands?” Journal of Business Ethics 84,
pp. 229-41; Sue Shellenbarger, “Fairer Flextime: Employers Try New Poli-
cies for Alternative Schedules,” The Wall Street Journal, November 17,
2005; Leah Carlson, “Work-Life Benefits Don’t Guarantee Work-Life Bal-
ance,” Employee Benefit News, August 1, 2005; Kenneth L. Schultz, John
0. McClain, and L. Joseph Thomas, “Overcoming the Dark Side of Worker
Flexibility,” Journal of Operations Management21, no. 1 (January 2003),
pp. 81-87; and Nancy Hatch Woodward, “TGI Thursday,” HR Magazine,
July 2000, pp. 72-76.

strategies for the future no doubt will include a multitude of these flexible scheduling

arrangements.

Job Embeddedness and Job Design

job embeddedness
Refers to an employ-
ee’s connections with
other employees
within the organiza-
tion, fit with the job/
organization/commu-
nity, and sacrifices that
would be made if he
or she were to leave the
organization.
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As discussed in the earlier section on job enrichment, job design can influence impor-
tant workplace attitudes such as job satisfaction and intent to leave the job or organi-
zation. Emerging research in the area of “job embeddedness” adds an important new
way of looking at such job design—work outcome relationships. Job embeddedness
refers to an employee’s links with other people and teams within the organization,
perceptions of his fit with the job/organization/community, and sacrifices that would
be made if he left the job. Job embeddedness is like a net or a web that can expand
across an individual’s work, home, and community activities and interests.”> For ex-
ample, an individual who works for PricewaterhouseCoopers in New York City may
find that she enjoys the team members who make up her traveling auditor team, but
she also volunteers for a soup kitchen every Thursday night, goes to the opera and
theater several times a month, and has a spouse who has a good job five blocks away.
Taken together, this person will be more embedded in her job and much less likely to
want to leave the job or organization.
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Managers can increase job embeddedness (and thus decrease turnover of key
employees) by placing employees on teams with members who have compatible skill
sets and, to the best possible degree, personalities. Employees who feel a connec-
tion to teammates are less likely to want to leave their job and organization. Also,
managers can support the idea of flexible work scheduling to allow their employees
to pursue some nonwork hobbies and volunteer leadership opportunities. This will
encourage the employees to establish deeper roots within the community, which
will likely increase the length of time the individual will remain in the job. As the
U.S. economy approaches wide-scale retirements of the baby boomers in the next
several years, managers of all types of organizations will need to combat critical
skills shortages.

Total Quality Management and Job Design >

total quality
management

A philosophy and sys-
tem of management
that, using statistical
process control and
group problem-solving
processes, places the
greatest priority on at-
taining high standards
for quality and contin-
uous improvement.

Total quality management (TAM) refers to an organizational culture that is dedicated to
continuous improvement and the production of high-quality products and services,
ultimately resulting in higher levels of customer satisfaction.’* TQM, according to
those who espouse and practice it, combines technical knowledge and human knowl-
edge. To deal with the inherent complexity and variability of production and service
delivery technology, people must be empowered with authority to make necessary de-
cisions and must be enabled with knowledge to know when to exercise that authority.
Aspects of TQM job designs have appeared throughout this discussion. We’ve dis-
cussed job enrichment, including provision of autonomy, creation of work modules,
and development of trust and collaboration. We’ve seen these job attributes in the
practices of organizations discussed throughout this chapter. But even as we close this
chapter, we must raise a fundamental question: Can American workers adjust to the
requirements for working together in teams and in collaboration with management?®
Are the ideas of TQM totally applicable to the American worker? Is TQM the wave of
the future? Do American managers have the ability and commitment to implement the
necessary changes in jobs required by new technologies and new global realities?
Many contemporary observers warn us that the answers to all these questions must be
yes because no other choice exists.”’

Job design strategy focuses on jobs in the context of individuals’ needs for eco-
nomic well-being and personal growth. But let’s put the strategy in a broader frame-
work and include the issue of the sociotechnical system. Sociotechnical theory
focuses on interactions between technical demands of jobs and social demands of
people doing the jobs. The theory emphasizes that too great an emphasis on the tech-
nical system in the manner of scientific management or too great an emphasis on the
social system in the manner of human relations will lead to poor job design. Rather,
job design should take into account both the technology and the people who use the
technology.

Sociotechnical theory and application of job design developed from studies un-
dertaken in English coal mines from 1948 to 1958.% The studies became widely pub-
licized for demonstrating the interrelationship between the social system and the
technical system of organizations. The interrelationship was revealed when economic
circumstances forced management to change how coal was mined (the technical sys-
tem). Historically, the technical system consisted of small groups of miners (the so-
cial system) working together on “short faces” (seams of coal). But technological
advancement improved roof control and safety and made longwall mining possible.



172 PartTwo Understanding and Managing Individual Behavior

The new technical system required a change in the social system. The groups would
be disbanded in favor of one-person, one-task jobs. Despite the efforts of manage-
ment and even the union, miners eventually devised a social system that restored
many characteristics of the group system. This experience has been completely
described in organizational behavior literature and has stimulated a great deal of
research and application.

There’s no contradiction between sociotechnical theory and total quality manage-
ment. In fact, the two approaches are quite compatible. The compatibility relates to
the demands of modern technology for self-directed and self-motivated job behavior.
Such job behavior is made possible in jobs designed to provide autonomy and variety.
As worked out in practice, such jobs are parts of self-regulating work teams responsi-
ble for completing whole tasks. The work module concept pervades applications of
sociotechnical theory.”

Numerous applications of sociotechnical design and total quality management are
reported in the literature.!”” Some notable American examples include the Sherwin-
Williams paint factory in Richmond, Kentucky, and the Quaker Oats pet food factory
in Topeka, Kansas. Both factories were constructed from the ground up to include
and allow for specific types of jobs embodying basic elements of autonomy and em-
powerment. Firms that don’t have the luxury of building the plant from scratch must
find ways to renovate both their technology and their job designs to utilize the best
technology and people. Some of the most influential industrial and service organiza-
tions have confronted the necessity to design jobs to take advantage of the rapid pace
of technological advance. In the contemporary global environment, sociotechnical
system design has been incorporated in the total quality management approach to
management.

Summary of

Key Points

» Job design involves managerial decisions and actions that specify objective job
depth, range, and relationships to satisfy organizational requirements as well as the
social and personal requirements of jobholders.

* Contemporary managers must consider the issue of quality of work life when
designing jobs. This issue reflects society’s concern for work experiences that con-
tribute to employees’ personal growth and development.

« Strategies for increasing jobs’ potential to satisfy the social and personal require-
ments of jobholders have gone through an evolutionary process. Initial efforts were
directed toward job rotation and job enlargement. These strategies produced some
gains in job satisfaction but didn’t change primary motivators such as responsibil-
ity, achievement, and autonomy.

* During the 1960s, job enrichment became a widely recognized strategy for improv-
ing quality of work life factors. This strategy is based upon Herzberg’s motivation
theory and involves increasing jobs’ depth through greater delegation of authority
to jobholders. Despite some major successes, job enrichment isn’t universally ap-
plicable because it doesn’t consider individual differences.

* Individual differences are now recognized as crucial variables to consider when
designing jobs. Experience, cognitive complexity, needs, values, valences, and per-
ceptions of equity are some of the individual differences influencing jobholders’
reactions to the scope and relationships of their jobs. When individual differences
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YOU BE THE JUDGE COMMENT

JOB DESIGN AND ETHICS

No manager would dispute that jobs should be designed in
a way that eliminates, or at least minimizes, the likelihood
that employees may experience adverse physical or health
consequences from performing their jobs. Inevitably, when
this principle is applied at the workplace, the issue becomes
much more complicated. Johnson Controls, Inc. created a
fetal protection policy in 1982 at several of its 15 car battery
plants. The policy banned women between the ages of 18 and
70 from jobs that include potential exposure to lead (which
can cause birth defects in fetuses). Opponents of this policy
(such as the United Auto Workers) claimed it was discrimi-
natory and did nothing to protect male workers from unsafe
working conditions.

The U.S. Supreme Court settled the case by striking down
such policies. The Court argued that these policies create
sex discrimination and that employers may not exclude
women from jobs that are not more hazardous to women
than to men, even though they may be hazardous to unborn

children. Thus, the Court invalidated the fetal protection
policy of an automobile battery manufacturer (see United
Auto Workers v. Johnson Controls, Inc., U.S. Supreme Court
No. 89-1215, March 20, 1991).

So, what should companies do?

1. Eliminate or reduce workplace hazards where possible.

2. Educate employees (male and female) about job risk.

3. Talk with women about their pregnancies and give them
every possible opportunity to comply with their doctors’
advice.

4. Do not create separate policies to protect women only.
Make sure the policy is inclusive so that all employees are
provided with a safe and secure workplace.

Sources: Sue Shellenbarger, “Recent Suits Make Pregnancy Issues
Workplace Priorities,” The Wall Street Journal, January 14, 1998;
Joann S. Lublin, “Decision Poses Dilemma for Employers,” The Wall
Street Journal, March 2