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Drejace

Global warming, economic turmoil, terrorism, ethnic conflict, poverty, discrimi-
nation, unemployment, illiteracy . . . these are among the many issues and prob-
lems we face as citizens today. But how often do we stop and recognize our
responsibilities for problem solving and positive action in a global context? What
we do today will have a lasting impact on future generations. And whether we
are talking about families, communities, nations, or the organizations in which
we work and volunteer, the core question remains: How can we join together to
have a positive and lasting impact?

Look again at the cover. Think about people working together and collabo-
rating in organizations around the world. Think about not just how grass grows,
but how organizations and their members grow, and how individuals can expand
the positive impact of society’s institutions as their ideas and talents come together
in supportive and nurturing work settings. And, think about the delicate balances
between work and family, between individuals and teams, and between organi-
zations and society that must be mastered in the quest for future prosperity.

Yes, our students do have a lot to consider in the complex and ever-shifting
world of today. But, we believe in them; we believe they are up to the challenge;
and, we believe that courses in organizational behavior have strong roles to play
in building their capabilities to make good judgments and move organizational
performance forward in positive and responsible ways.

That message is a fitting place to begin Organizational Behavior, 11th
Edition. Everyone wants to have a useful and satisfying job and career; everyone
wants all the organizations of society—small and large businesses, hospitals,
schools, governments, nonprofits, and more—to perform well; everyone seeks a
healthy and sustainable environment. In this context the lessons of our discipline
are strong and applicable. Armed with an understanding of organizational behav-
ior, great things are possible as people work, pursue careers, and contribute to
society through positive personal and organizational accomplishments.

Organizational behavior is a discipline rich with insights for career and life
skills. As educators, our job is to bring to the classroom and to students the great
power of knowledge, understanding, and inquiry that characterizes our discipline
and its commitment to understanding human behavior in organizations. What our
students do with their talents will not only shape how organizations of all types
contribute to society, but also fundamentally alter lives around the globe. We must
do our parts as educators to help them gain the understanding and confidence to
become leaders of tomorrow’s organizations.

John R. Schermerhorn Jr.
Ohio University

Richard N. Osborn
Wayne State University

Mary Uhl-Bien
University of Nebraska—Lincoln




about this book

Organizational Behavior, 11th Edition, brings to its readers the solid and com-
plete content core of prior editions, an enriched and exciting “OB Skills
Workbook,” and many revisions, updates, and enhancements that reflect today’s
dynamic times.

Organization

The most significant change that past users will note is a rearrangement and
shortening of the table of contents, as well as enhancement of online modular
supplements. The book still covers the discipline in an orderly progression from
individuals to groups to influence processes and leadership to organizations. But,
it does so in an updated and more succinct fashion. Chapters are still written to
be used out of sequence at the instructor’s prerogative and to easily fit a variety
of course designs.

Content

All chapters are updated to reflect new research findings and current applications
and issues. For this edition, and in response to feedback, we have also
rearranged chapters and adjusted both content and titles to best reflect develop-
ments and directions in the discipline as well as the realities of today’s work-
places and career challenges. The major changes were made to strengthen the
research component, expand and refocus the chapters dealing with individual
behavior and performance, and more fully treat the emerging directions in lead-
ership research and thinking. Look for these and other content changes to the
11th edition: Chapter 2 Individual Differences, Values, and Diversity; Chapter 9
Decision Making and Creativity; Chapter 11 Communication and Collaboration;
Chapter 14 Leadership Challenges and Organizational Change; Chapter 15
Organizational Culture and Innovation; Chapter 17 Strategy, Technology, and
Organizational Design. Note as well that Chapter 9 Decision Making and
Creativity and Chapter 10 Conflict and Negotiation are now part of Part 3 on
Teams and Teamwork. In addition to the text chapters, a module on Research
Methods in OB has been placed online to offer easy ways to further enrich the
course experience.

Ethics Focus

To help students anticipate, understand, and confront the ethical challenges of
work and careers today we have continued our special feature in each chap-
ter—FEthics in OB. This feature presents a situation or issue from an actual case
or news report and asks a question of the student reader that requires personal
reflection on the ethics and ethics implications. Examples include “Managers
lose public trust,” “Workers concerned about ethical workplace,” and “MBA
cheats.”
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About This Book

Research Focus

To better communicate the timely research foundations of OB, new content has
been added to the popular Research Insights found in each chapter. Each high-
lights an article from a respected journal such as the Academy of Management

Journal and the Journal of Applied Psychology. Sample topics include interactional

justice, racial bias, social loafing, demographic faultlines, and workplace identi-
ties. For those who want to give research a special focus in their course, we have
provided an online module on Research Methods in Organizational Behavior.

Leadership Focus

To remind students that there are many positive leadership role models from
alternative organizational contexts, the Leaders on Leadership feature offers short
examples of real leaders, their experiences and perspectives. Examples include
Patricia Karter of Dancing Deer Baking, Indra Nooyi of PepsiCo, Sarah Blakely
of Spanx, and Lorraine Moore of the Leadership Academy.

Applications Focus

To help students apply the insights of OB to real situations and problems,
Mastering Management boxes provide insights from real managers and organi-
zations. Examples include “Managing emotions when times are tough,” “Six
points of human capital,” and “How to become a networker.” OB Savvy boxes
are also interspersed to summarize major findings and applications. Examples
include: “Seven steps to positive norms,” “How to create a high-performing
team,” and “Developing your emotional intelligence.”

Pedagogy

As always, our primary goal is to create a textbook that appeals to the student
reader while still offering solid content. Through market research surveys and focus
groups with students and professors, we continue to learn what features worked
best from previous editions, what can be improved, and what can be added to
accomplish this goal both effectively and efficiently. Our response is a pedagogical
frame that combines popular elements from the last edition with new ones.

e Chapter Opening—a Chapler at a Glance section links Study Topics/
Learning Objectives with an end-of-chapter Summary, and a short opening
vignelte leads the reader into chapter text.

* Inside the Chapter—a variety of thematic embedded boxes as previously
noted—TLeaders on Leadership, Ethics in OB, Research Insight, OB Savvy, and
Mastering Management, highlight relevant, timely, and global themes and
situations that reinforce chapter content. Margin Photo Essays provide further
short examples highlighting events and issues. To assist with chapter study
and test preparation, each chapter has a running Margin Glossary and Margin
List Identifiers.

* End of Chapter—a Study Guide helps students review and test their mastery
of chapter content. Key components are Chapter Summary (keyed to opening
Chapter at a Glance topics). Key Terms, and a Self-Test (with multiple choice,
short response, and essay questions).



The OB Skills Workbook

The end-of-text OB Skills Workbook has become a hallmark feature of the text-
book, and it has been updated and expanded for the new edition. This edition
features the Learning Style Inventory and Kouzes/Posner Student Leadership
Practices Inventory. Both fit well in an OB course as opportunities for substan-
tial student reflection and course enhancement. The five sections in the new
updated workbook that offer many ways to extend the OB learning experience
in creative and helpful ways are:

e Learning Style Inventory

e Student Leadership Practices Inventory
*  Self-Assessment Portfolio

e Team and Experiential Exercises

e Cases for Critical Thinking

New Student and Instructor Support

Organizational Behavior, 11th Edition, is supported by a comprehensive learn-
ing package that assists the instructor in creating a motivating and enthusiastic
environment.

Instructor’s Resource Guide The Instructor’s Resource Guide written by Molly
Pepper, Gonzaga University offers helpful teaching ideas, advice on course devel-
opment, sample assignments, and chapter-by-chapter text highlights, learning objec-
tives, lecture outlines, class exercises, lecture notes, answers to end-of-chapter
material, and tips on using cases.

Test Bank This comprehensive Test Bank written by Patricia Buhler, Goldey-
Beacom College is available on the instructor portion of the Web site and con-
sists of over 200 questions per chapter. Each chapter has true/false, multiple
choice, and short answer questions. The questions are designed to vary in degree
of difficulty to challenge your OB students.

The Computerized Test Bank is for use on a PC running Windows. It con-
tains content from the Test Bank provided within a test-generating program that
allows instructors to customize their exams.

PowerPoint This robust set of lecture/interactive PowerPoints prepared by
Victoria Weise, Lewis University is provided for each chapter to enhance your
students’ overall experience in the OB classroom. The PowerPoint slides can be
accessed on the instructor portion of the Web site and include lecture notes to
accompany each slide.

Web Quizzes This online study guide with online quizzes varies in level of
difficulty and is designed to help your students evaluate their individual progress
through a chapter. Web quizzes are available on the student portion of the Web
site. Here students will have the ability to test themselves with 15-25 questions per
chapter and include true-false and multiple choice questions.

About This Book xiii
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Pre- and Post-Lecture Quizzes Included in WileyPLUS, the Pre- and Post-
Lecture Quizzes written by Patricia Buhler, Goldey-Beacom College consist of
10-15 questions (multiple choice and true/false) per chapter. Varying in level of
detail and difficulty, they focus on the key terms and concepts within each chap-
ter so that professors can evaluate their students’ progress from before the lec-
ture to after it.

Personal Response System The Personal Response System questions (PRS
or “Clickers”) for each chapter of Organizational Bebavior 11th edition is
designed to spark discussion/debate in the OB classroom. For more information
on PRS, please contact your local Wiley sales representative.

Companion Web site The text’s Web site at http://www.wiley.com/college/
schermerhorn contains myriad tools and links to aid both teaching and learning,
including nearly all of the student and instructor resources.

Business Extra Select Online Courseware System http://www.wiley.com/
college/bxs. Wiley has launched this program that provides an instructor with
millions of content resources from an extensive database of cases, journals, peri-
odicals, newspapers, and supplemental readings. This courseware system lends
itself extremely well to the integration of real-world content and allows instruc-
tors to convey the relevance of the course content to their students.

Videos

Lecture Launcher: Short video clips tied to the major topics in organizational
behavior are available. These clips, available in WileyPLUS or on DVD, provide an
excellent starting point for lectures or for general class discussion. Teaching notes
for using the video clips written by Kasey Sheehan Madara are available on the
Instructor’s portion of the Web site.

Art Imitates Life: Using Movies and Music in Organizational Bebavior Prepared
by Robert L. Holbrook, Ohio University. Interested in integrating pop culture into
your OB course? Looking for ways of integrating the humanities (movies and
music) into your classroom? Dr. Holbrook provides innovative teaching ideas for
integrating these ideas into your classroom experience. This instructor’s supple-
ment is available exclusively for adopters.

Please contact your local Wiley sales representative for additional informa-
tion on the OB Video Program.

WileyPLUS

WileyPLUS provides an integrated suite of teaching and learning resources, along
with a complete online version of the text, in one easy-to-use Web site.
WileyPLUS will help you create class presentations, create assignments, and
automate the assigning and grading of homework or quizzes, track your students’
progress, and administer your course. Also includes mp3 downloads of the key
chapter topics, providing students with audio module overviews, team evaluation
tools, experiential exercises, student self-assessments, flashcards of key terms, and
more! For more information, go to http://www.wiley.com/college/wileyplus.
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“. .. we're dealing with this. In
hindsight we could have done
a better job.”

weet Sixteen. Final Four. Lakers and Cavaliers. LeBron James and Yao Ming . . .

At a certain time of the year, it's basketball time, and this is a basketball story.

Interestingly enough, it begins with something you might think is unheard of-a new

basketball. That's right, not too long ago the National Basketball Association

decided that the league needed a new ball. As it turns out, it's now called by many

“the ball that just didn't bounce.”

You wouldn't think a new basketball would make much of a difference.

But this one did. In fact, it set the executives running the National Basketball
Association back on their heels. When the NBA
introduced a new microfiber ball, they thought its
consistent bounce would be the pathway toward better
shooting, higher scoring, and improved player statistics.
Instead, the new synthetic ball was met with skepticism
and even outright scorn by players who preferred the
traditional leather ball. LeBron James, Shaquille O'Neal,
and Jason Kidd were among those who publicly
declared their dislike for the new ball.

The players’ union was quick to file a grievance,
claiming that the surface of the new ball contributed to
increased skin abrasions. The old ball, with its leather
construction, was praised as a better alternative, and
the NBA was faced with a dilemma-—stick with the new
ball or revert to the old one. How did the NBA get into
this spot?

The answer rests with this comment by NBA
Commissioner David Stern when he announced the
return to the leather ball: “We've got to do the right
thing here. And, of course the right thing is to listen
to our players!” And listen he did. But, shouldn't it be
asked: Why so late in the process?

Complaints made clear the NBA didn't spend
enough time getting player input before making a
decision to switch to the new ball. Houston player

Rafer Alston said: “They said, ‘The ball's here. This is what we're going

to use! ... There was never a reason or anything” As for Stern, he said:

“Whether it's a day late or not, we're dealing with this . . . In hindsight we

could have done a better job.”

It would seem that a better understanding of human behavior in organizations
might have gone a long way in making such hindsight unnecessary. In other
words: why can't we more often do things right the first time?
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Organizational
behavior is the study of
individuals and groups in

organizations.

Introducing Organizational Behavior

Stern’s lesson in the case of the NBA’s attempt to introduce a new basketball is
a classic one: when it comes to dealing with people in organizations, it's always
better to interact before you act. And when the NBA tinkered with the basket-
ball, it was striking at the core of player confidence and performance. As LeBron
James said when the smoke cleared and the leather ball was back: “For the
league to be successful, obviously the players have to be happy. The basketball
is the most important thing to us.”!

Whether your career unfolds in entrepreneurship, corporate enterprise,
public service, or any other occupational setting, it is always worth remember-
ing that people are the basic building blocks of organizational success.
Organizations do well when the people in them work hard to achieve high per-
formance as individuals and as members of teams. Creating success in and by
organizations, therefore, requires respect for everyone’s needs, talents, and
aspirations, as well as an understanding of the dynamics of human behavior in
organizational systems.

This book is about people, everyday people like you and like us, who work
and pursue careers in today’s new and highly demanding settings. It is about
people who seek fulfillment in their lives and jobs in a variety of ways and in
uncertain times. It is about the challenges of ethics, globalization, technology
utilization, diversity, work-life balance, and other issues of the new workplace.
And this book is also about how our complex environment requires people and
organizations to learn and to continuously develop themselves in the quest for
high performance and promising futures.

Importance of Organizational Behavior

In this challenging era of work and organizations, the body of knowledge we
call “organizational behavior” offers many insights of great value. Called OB for
short, organizational behavior is the study of human behavior in organiza-
tions. It is an academic discipline devoted to understanding individual and group
behavior, interpersonal processes, and organizational dynamics with the goal of
improving the performance of organizations and the people in them. Learning
about OB can help you develop a better work-related understanding of yourself
and others; it is a knowledge platform that can expand your potential for career
success in the dynamic, shifting, and complex new workplaces of today—and
tomorrow.

Scientific Foundations of Organizational Behavior

As far back as a century ago, consultants and scholars were giving increased
attention to the systematic study of management. Although the early focus was
initially on physical working conditions, principles of administration, and in-
dustrial engineering principles, interest soon broadened to include the human
factor. This gave impetus to research dealing with individual attitudes, group
dynamics, and the relationships between managers and workers. From this
foundation, organizational behavior emerged as a scholarly discipline devoted
to scientific understanding of individuals and groups in organizations and
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of the performance implications of organizational processes, systems, and
structures.?

Interdisciplinary Body of Knowledge Organizational behavior is an interdisci-
plinary body of knowledge with strong ties to the behavioral sciences—psychology,
sociology, and anthropology—as well as to allied social sciences such as econom-
ics and political science. OB is unique, however, in its goals of integrating the di-
verse insights of these other disciplines and applying them to real-world problems
and opportunities. The ultimate goal of OB is to improve the performance of people,
groups, and organizations and to improve the quality of work life overall.

Use of Scientific Methods The field of organizational behavior uses scientific

methods to develop and empirically test generalizations about behavior in organ-

izations. OB scholars often propose and test models—simplified views of reality Models are simplified

that attempt to identify major factors and forces underlying real-world phenomena.  views of reality that

These models link independent variables—presumed causes—with dependent attempt to explain real-

variables—outcomes of practical value and interest. Here, for example, is a very ~ world phenomena.

basic model that describes one of the findings of OB research—job satisfaction Independent variables

(independent variable) influences absenteeism (dependent variable). are presumed causes that
influence dependent
variables.

+ = Dependent variables

= Absenteeism are outcomes of practical
value and interest that are

Job Satisfaction

influenced by independent

) ) ) o ) variables.
Notice that “+” and “—” signs in the above model also indicate that as job

satisfaction increases, absenteeism tends to go down, and as job satisfaction de-
creases, absenteeism often goes up. As you look at this model you might ask what
other dependent variables are important to study in OB—perhaps things like task
performance, ethical behavior, work stress, and leadership effectiveness. In fact,
job satisfaction can be a dependent variable in its own right. What independent
variables do you believe might explain whether it will be high or low for some-
one doing a service job like an airline flight attendant or a managerial one like
a school principal?

Figure 1.1 describes a set of research methods commonly used by OB re-
searchers. They are based on scientific thinking, which means that (1) the process
of data collection is controlled and systematic, (2) proposed explanations are care-
fully tested, and (3) only explanations that can be rigorously verified are accepted.

Focus on Application As already suggested, the science of organizational
behavior focuses on applications that can make a real difference in how organ-
izations and people in them perform. Examples of the many practical questions
addressed by the discipline of OB and reviewed in this book include: How
should rewards such as merit pay raises be allocated? How can jobs be designed
for both job satisfaction and high performance? What are the ingredients of suc-
cessful teamwork? How can a manager deal with resistance to change? Should
leaders make decisions by individual, consultative, or group methods? How can
“win-win” outcomes be achieved in negotiations? What causes unethical and so-
cially irresponsible behavior by people in organizations?
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Figure 1.1 Common
scientific research methods
in organizational behavior.

Contingency thinking
seeks ways to meet the

needs of different
management situations.

Field studies

in real-life
organizational
settings

Meta analyses Laboratory studies

. . . Sources of research
using statistics to pool insight in OB = in simulated and

results of different controlled settings
studies / \

Survey studies Case studies

using questionnaires looking in depth at
and interviews in single situations
sample populations

Contingency Thinking Rather than assuming that there is one “best” or uni-
versal answer to questions such as those just posed, OB recognizes that man-
agement practices must be tailored to fit the exact nature of each situation—this
is called contingency thinking. In fact, one of the most accepted conclusions
of scientific research to date is that there is no single best way to manage peo-
ple and organizations. Said a bit differently, contingency thinking accepts that
there are no cookie-cutter solutions that can be universally applied to com-
mon organizational problems. Managers must be able to understand the chal-
lenges and demands of different situations and craft responses to them that
best fit the circumstances and people involved. And this is where solid scien-
tific findings in organizational behavior become very helpful.

An essential responsibility of the science of organizational behavior, in
fact, is to create and test models that offer evidence-based foundations for de-
cision making and action. A book by scholars Jeffrey Pfeffer and Robert Sutton
define the evidence-based approach as making decisions on “hard facts”—that
is about what really works, rather than on “dangerous half-truths”—things that
sound good but lack empirical substantiation.” One of the ways evidence-
based thinking manifests itself in OB is through a contingency approach in
which researchers identify how different situations can best be understood
and handled.

In a time of complex globalization, for example, it’s important for everyone
from managers to government leaders to understand how OB theories and con-
cepts apply in different countries.* Although it is relatively easy to conclude that
what works in one culture may not work as well in another, it is far harder to
describe how specific cultural differences can affect such things as motivation,
job satisfaction, leadership style, negotiating tendencies, and ethical behavior.
Fortunately, OB is now rich with empirically based insights into cross-cultural
issues.
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Women Might Make Better Leaders

No one doubts there are good and bad leaders of
both genders. But research by Alice Eagley and
her colleagues at Northwestern University suggests
that women may be more likely than men to use
leadership styles that result in high performance
by followers.

In a meta-analysis that statistically compared
results of 45 research studies dealing with male
and female leadership styles, Eagley and her team
concluded that women are more likely than men
to lead by inspiring, exciting, mentoring, and

Introducing Organizational Behavior

of a transformational style when the leader is
female, and that the style comes more naturally
to women because of its emphasis on nurturing.
They also suggest that because women may have
to work harder than men to succeed, their lead-
ership skills end up being better developed.

Do the Research

What do you think; is this study on track?
Conduct an interview study of people working for
female and male managers. Ask the question: Do

stimulating creativity. They point out these behav-
iors have “transformational” qualities
that build stronger organizations
through innovation and teamwork.
Women also score higher on re-
warding positive performance,
while men score higher in punish-
ing and correcting mistakes.

Eagley and her colleagues ex-
plain the findings in part by the fact
that followers are more accepting

women lead differently from men? Organize the
responses and prepare an analysis
in answer to your research ques-

tion. Although not scientific, your
study could prove quite insightful.

POSSIBLE LEADERSHIP
STRENGTHS OF WOMEN

* “Transformational”

* Good at mentoring

« \lery inspiring

« Encourage creativity

« Show excitement about goals
 Reward positive performance

Reference: Alice H. Eagley, Mary C.
Johannesen-Smith and Marloes L. Van
Engen, “Transformational, Transactional and
Laissez-Faire Leadership: A Meta-Analysis of
Women and Men,” Psychological Bulletin,
Vol. 24 (4), 2003: 569-591.

Shifting Paradigms of Organizational Behavior

. . - . . . . Global Forum for
With the recent economic turmoil, financial crisis, and recession, there isn’t any

L . . Responsible
doubt that organizations and their members now face huge challenges. You'll notice Manpagemen ¢
organizations adopting new features, approaching work processes in new ways, Education

and trying different strategies for serving customers and clients whose tastes,
values, and needs are shifting as well.

Things have actually been changing for quite some time in our work envi-
ronments, but recent events are especially dramatic in affecting both the nature
and pace of change. The comments of consultant Tom Peters, while offered
some time ago, seem even more relevant now. He called the changing environ-
ment of organizations a “revolution that feels something like this: scary, guilty,
painful, liberating, disorienting, exhilarating, empowering, frustrating, fulfilling,
confusing, and challenging. In other words, it feels very much like chaos.”

The environment of change in which we now live and work requires lots of
learning and continuous attention. Among the trends affecting OB are these shift-
ing paradigms in what many people expect and value in terms of human behavior
in organizations.

The first global forum was recently
held at United Nations headquarters.
Secretary General Ban Ki-Moon
called upon the 185 attending
educators from 43 countries to
work together and “ensure that
management science is rooted in
the concepts of sustainability and
corporate citizenship.”

e Commitment to ethical bebhavior: Highly publicized scandals involving uneth-
ical and illegal business practices prompt concerns for ethical behavior in
the workplace; there is growing intolerance for breaches of public faith by
organizations and those who run them.
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Sustainability in respect to the
environment, climate justice and
preservation of resources is a
growing theme in the dynamics of
behavior in organizations.

Organizations are
collections of people
working together to
achieve a common
purpose.

e Imporiance of human capital: A dynamic and complex environment
poses continuous human resource challenges; sustained success is earned
through knowledge, experience, and commitments to people as valuable
human assets of organizations.

e Demise of command-and-control: Traditional hierarchical structures are
proving incapable of handling new environmental pressures and de-
mands; they are being replaced by flexible structures and participatory
work settings that fully value human capital.

o Empbhasis on teamwork: Organizations today are designed to be less verti-
cal and more horizontal in nature; driven by complex environments and
customer demands, work is increasingly team based with a focus on peer
contributions.

e Pervasive influence of information technology: As computers and communica-
tion technologies penetrate all aspects of the workplace, implications for work-
flows, work arrangements, and organizational systems and processes are far-
reaching.

e Respect for new workforce expectations: The new generation of workers is less
tolerant of hierarchy, more informal, and less concerned about status; organiza-
tions are paying more attention to helping members balance work responsibili-
ties and personal affairs.

e Changing concept of careers: The new realities of a global economy find em-
ployers using more “offshoring” and “outsourcing” of jobs as well as cutting
back their workforces and employee benefits; more people are now working
as independent contractors who shift among employers rather than holding a
traditional full-time jobs.

e Concern for sustainability: Rising quickly to the forefront of concerns in
today’s world, issues of sustainability are more and more on the minds of
managers and organization members; decision making and goal setting in
organizations increasingly gives attention to the environment, climate justice
and preservation of resources for future generations.

Organizations as Work Settings

In order to understand the complex field of forces that relate to human behavior
in organizations, we need to begin with the nature of the “organization” itself.
Simply stated, an organization is a collection of people working together in a di-
vision of labor to achieve a common purpose. This definition describes everything
from clubs, voluntary organizations, and religious bodies to entities such as small
and large businesses, labor unions, schools, hospitals, and government agencies.
All such organizations share a number of common features that can help us bet-
ter understand and deal with them.

Organizational Purpose, Mission, and Strategy

The core purpose of an organization may be stated as the creation of goods or
services for customers. Nonprofit organizations produce services with public ben-
efits, such as health care, education, judicial processing, and highway maintenance.
Large and small for-profit businesses produce consumer goods and services such
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as automobiles, banking, travel, gourmet dining, and accommodations. Yet, as we
all know, not all organizations of the same type pursue their purposes in the same
ways or with equal success.
One way organizations differ is how their purposes are expressed with a
sense of mission. Robert Reich, former U.S. Secretary of Labor, once said:
“Talented people want to be part of something that they can believe in, some-
thing that confers meaning on their work, on their lives—something that involves
a mission.”” A mission statement describes and helps focus the attention of A mission statement
organizational members and external constituents on the organization’s core pur-  describes the organization’s
pose.? Ideally, it does so in a way that communicates to employees, customers, purpose for stakeholders
and the general public a sense of uniqueness for an organization and its prod- and the public.
ucts and services. And, it should provide a vision and sense of future aspiration.’
Google’s mission statement is simple, clear, and compelling: “to organize the
world’s information and make it universally accessible and useful.” Compare that
statement with those that follow. As you read, ask which, if any, communicates
in a way that would make people want to join the organization and, as Reich
says, “be part of something they can believe in.”'® Merck—*to discover, develop,
manufacture and market a broad range of innovative products to improve human
and animal health.” AT&T—*"to be the most admired and valuable company in
the world.” New Balance—*“to build global brands that athletes are proud to
wear, associates are proud to create and communities are proud to host.”
Amnesty International—“to undertake research and action focused on prevent-
ing and ending grave abuses of the rights to physical and mental integrity, free-
dom of conscience and expression, and freedom from discrimination . . .”
Given a sense of purpose and mission, organizations pursue strategies to ac-
complish them. A strategy is a comprehensive plan that guides an organization Strategy guides
to operate in ways that allow it to outperform competitors. The variety of merg-  organizations to operate
ers, acquisitions, joint ventures, global alliances, and even restructurings and in ways that outperform
divestitures found in business today are examples of corporate strategies to achieve  competitors.
and sustain advantage in highly competitive environments.!!

MASTERING MANAGEMENT

TEN GOLDEN RULES OF HIGH PERFORMANCE
Google isn't the only organization whose success rises and falls with how well it attracts and
then manages a highly talented workforce. But it is consistently good at it. Here are Google's

“Ten Golden Rules” of managing for high performance. Can you think of anything else to add
to the list?

. Hire by committee—make sure recruits talk to their future colleagues.

. Cater to every need—make it easy, not hard, for people to perform.

. Pack them in—put people to work close to one another.

. Make coordination easy—use technology to keep people talking together.
Eat your own dog food—make use of company products.

. Encourage creativity—allow freedom to come up with new ideas.

Strive for consensus—remember “many are better than the few!

. Don't be evil—live tolerance and respect.

. Data-driven decisions—do the analysis and stay on track.

OO MmN oA WN =

—

. Communicate effectively—hold many stay-in-touch meetings.




10 1 Introducing Organizational Behavior

© Open systems
transform human and
material resource inputs
into finished goods and
services.

© The value chain is a
sequence of activities that
creates valued goods and

services for customers.

Figure 1.2 Organizations
are open systems that
create value while
interacting with their
environments.

All organizations need good strategies; but strategy alone is no guarantee
of success. Sustainable high performance is achieved only when strategies are
both well chosen and well implemented. And it is in respect to implementation
that understanding organizational behavior becomes especially important. After
all, things happen in organizations because people working individually and in
teams make them happen; as the chapter subtitle indicates, people really do
make the difference. Armed with an understanding of the dynamics of human
behavior in organizations, managers are well prepared to mobilize human cap-
ital and apply a great diversity of talents to best implement strategies to fulfill
the organization’s mission and purpose.

Organizational Environments and Stakeholders

The concept of strategy places great significance on the relationship between an
organization and its external environment. As shown in Figure 1.2, organizations
are dynamic open systems that obtain resource inputs from the environment
and transform them into finished goods or services that are returned to the en-
vironment as product outputs.

If everything works right from an open systems perspective, suppliers value
the organization as their customer and continue to provide needed resources,
employees value their work opportunities and continue to infuse the transforma-
tion processes with their energies and intellects, and customers and clients value
the organization’s outputs and create a continuing demand for them. This is the
concept of a value chain, or sequence of activities that results in the creation of
goods and services of value to customers. It begins with the acquisition of inputs,
continues through their transformation into product outputs, and ends when cus-
tomers and clients are well served.

When the value chain is well managed, the organization as an open system is
able to sustain operations and, hopefully, prosper over the long run. But if and when
any aspect of this value chain breaks down due to input problems, transformation
problems, or output problems, an organization’s performance suffers and its
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livelihood may be threatened. In extreme cases such as those of General Motors
and Chrysler in the recent economic downturn, the organization can be forced
into bankruptcy or even go out of existence all together.

One way to describe and analyze the external environment of organiza-
tions is in terms of stakeholders—people, groups, and institutions that are af-
fected by and thus have an interest or “stake” in an organization’s performance.
It is common in OB to recognize customers, owners, employees, suppliers, reg-
ulators, local communities, and future generations among the key stakeholders
of organizations. And although an organization should ideally operate in ways
that best serve all stakeholders, the realities are that conflicting interests can
create challenges for decision makers. Consider, for example, the possibilities
for conflict among these stakeholder interests—customers want value pricing
and high-quality products, owners want profits and returns on investments,
employees want secure jobs with good pay and benefits, suppliers want reli-
able contracts and on-time payments, regulators want compliance with all laws,
local communities want good organizational citizenship and community sup-
port, and future generations want environmental protection and sustainability
of natural resources.

AMIDST ECONOMIC CRISIS AND SCANDALS MANAGERS
LOSE PUBLIC TRUST

When the President of the United States forces the CEO of General
Motors to resign, something is going on. And that's just what Barack
Obama did to Rick Wagoner as GM struggled with the economic
crisis. The move was politically controversial, but it was cheered by
many frustrated American taxpayers.

As major banks and other firms perform poorly or fail altogether,
many of their top executives still get rich salaries, bonuses, and sev-
erance packages. This is happening at the same time many workers
are losing their jobs, taking pay cuts, or having their work hours re-
duced. And if that's not enough, there’s the Bernard Madoff scandal.
Sentenced to 150 years in prison, he lived lavishly while running an
investment Ponzi scheme that bilked individuals, charitable founda-
tions, colleges and universities, and other institutions of hundreds of millions of dollars.

Amid all this, the authors of a recent Harvard Business Review article point out that
managers are now losing the public trust.! They call for business schools to address
management as a profession governed by codes of conduct that “forge an implicit social
contract with society.” Indeed, we are now engaging a real debate about management
ethics and corporate social responsibility. One model says managers should try to satisfy
the interests of many stakeholders; an alternative says managers should act to maximize
shareholder wealth.

Make Ethics Personal: What is your position on the shareholder wealth versus
stakeholder interest debate? Do you agree with the movement to make management
a profession? Would professionalizing management really make a difference in terms
of performance accountability and everyday managerial behavior?

Stakeholders are
people and groups with
an interest or “stake” in
the performance of the
organization.

"
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Organizational Cultures

In the internal environment of organizations, the shared beliefs and values that in-
Organizational culture fluence the behavior of organizational members create what is called the organiza-
is a shared set of beliefs tional culture.'? Former eBay CEO Meg Whitman calls it the “character” of the

and values within an  organization. She says organization culture “means the set of values and principles
organization. by which you run a company” and becomes the “moral center” that helps every
member understand what is right and what is wrong in terms of personal behavior.'?

If you're at all unsure about the importance of organizational culture, consider

this example from Procter & Gamble. The firm gets some 400,000 applications for

entry-management positions each year and hires about 4,000. P&G’s CEO Robert

McDonald points out that only applicants expected to be a good fit with the culture

get hired; “We actually recruit for values,” he says.' Organizations with “strong

cultures” such as P&G operate with a clear vision of the future that is supported
by well-developed and well-communicated beliefs and values, as well as a high-
performance orientation. Even high-level managers at P&G can be found in people’s
homes learning how they live, clean, and cook with the firm’s products. The program
is called “live it, work it.”"®

Figure 1.3 shows an approach for mapping organizational cultures developed
by Human Synergistics and using an instrument called the Organizational Culture

Inventory, or OCL'® The OCI asks people to describe the behaviors and expecta-

tions that make up the prevailing cultures of their organizations, and the results are

mapped into three culture types.!” In a constructive culture members are encour-
aged to work together in ways that meet higher order human needs. In a passive/
defensive culture members tend to act defensively in their working relationships,
seeking to protect their security. In an aggressive/defensive culture members tend to
act forcefully in their working relationships to protect their status and positions.
Among these three types of organizational cultures, the constructive culture
would be most associated with high-performance organizations. In constructive cul-
tures people tend to work with greater motivation, satisfaction, teamwork, and per-
formance. In passive/defensive and aggressive/defensive cultures motivation tends
to be lower and work attitudes less positive.'® The expectation is that people pre-
fer constructive cultures and behave within them in ways that fully tap the value of
human capital, promoting both high-performance results and personal satisfaction.

More
Effective
Passive/Defensive Constructive Aggressive/Defensive
. . Cultures Cultures Cultures
Figure 1.3 Insights on the . b— . P - o -
performance implications embers are d?fenswe . emb.ers. are hel:bﬁtl . emb?rs.are forc.eful
in their actions in their interactions in their interactions
of three types of . .
izational cul e approval e achievement e oppositional
or. gam‘zanonal cu (t]ur esh e conventional o self-actualizing * power
[Source: .D_CVL ?p < WE e dependent o humanistic-encouraging o competitive
permission from “The e avoidance o affiliative o perfectionistic
Organizational Culture
Inventory,” published by
Human Synergistics
International, Plymouth, Less Less

Michigan.] Effective Effective
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PATRICIA KARTER SHOWS BRANDS WITH VALUES ARE REALLY SWEET

Sweet is what one gets when
digging into one of Dancing
Deer Baking’s Cherry Almond
Ginger Chew cookies. Founded
by Patricia Karter, Dancing
Deer sells $8 million of cookies
and other confections a year.
Each product is made with

all natural ingredients, pack-
aged in recycled materials,

and comes from inner city
Boston.

Karter’s leadership story
began in 1994 with a $20,000
investment and two ovens in a
former pizza shop. It may not
have been her original plan,

but growth came quickly as the
bakery prospered. Customer
demand led to expansion; an
acquisition led to further ex-
pansion; being recognized on
national TV as having the “best
cake in the nation” fueled
growth further.

It isn’t always easy for a
leader to stay on course and in
control while changing struc-
tures, adding people, and deal-
ing with competition. But for
Karter the anchor point has
always been clear—let core
values be the guide. Dancing
Deer’s employees get stock
options and free lunches;

35 percent of profits from the
firm’s Sweet Home cakes are
donated to help the homeless
find accommodations and jobs.
When offered a chance to make
a large cookie sale to Williams-
Sonoma, Karter declined. Why?
Because the contract would have
required use of preservatives,

Diversity and Multiculturalism

and that violated her values.
Williams-Sonoma was so
impressed that it contracted to
sell Dancing Deer bakery
mixes. Instead of losing an
opportunity, by sticking with
her values, Karter’s firm gained
more sales.

“There’s more to life than
selling cookies,” says the
Dancing Deer’s Web site, “but
it's not a bad way to make a
living.” And Karter hopes
growth will soon make
Dancing Deer “big enough to
make an impact, to be a social
economic force.” As she says
on www.dancingdeer.com: “It
has been an interesting journey.
Our successes are due to luck,
a tremendous amount of dedi-
cation and hard work, and a
commitment to having fun
while being true to our princi-
ples. We have had failures as
well—and survived them with a
sense of humor.”

Within the internal environments of organizations, workforce diversity de-
scribes the presence of individual differences based on gender, race and eth-
nicity, age, able-bodiedness, and sexual orientation.!” As used in OB, the term
multiculturalism refers to inclusion, pluralism, and genuine respect for diver-
sity and individual differences.®® And when it comes to people and their
diversity, consultant R. Roosevelt Thomas makes the point that positive organi-
zational cultures tap the talents, ideas, and creative potential of a// members.?!
An extensive discussion of diversity and individual differences in the next chapter
further addresses this theme.

The demographic trends driving workforce diversity in American society are
well recognized. There are more women working than ever before in our history:
They earn 60 percent of college degrees and fill a bit more than half of manage-
rial jobs.?> The proportion of African-Americans, Hispanics, and Asians in the

Workforce diversity
describes how people
differ on attributes such as
age, race, ethnicity, gender,
physical ability, and sexual
orientation.

Multiculturalism refers
to pluralism and respect
for diversity in the
workplace.


http://www.dancingdeer.com:
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Inclusion is the degree
to which an organization’s
culture respects and values

diversity.

Managers are persons
who support the work
efforts of other people.

An effective manager
helps others achieve high
levels of both performance
and satisfaction.

Task performance is

the quantity and quality of
work produced.

Job satisfaction is a
positive feeling about one’s
work and work setting.

labor force is increasing. By the year 2060, people of color will constitute over
60 percent of the U.S. population; close to 30 percent of the population will be
Hispanic.?

But trends alone are no guarantee that diversity will be fully valued and re-
spected in the multicultural sense described by Thomas and others.?* A key element
in any organization that embraces multiculturalism is inclusion—the degree to
which the culture values diversity and is open to anyone who can perform a job,
regardless of their diversity attributes.® Valuing diversity is a core OB theme that
is central to this book and the new workplace.? Yet in practice, valuing diver-
sity must still be considered a work in progress. For example, data show women
earning only about 76 cents per dollar earned by men. At Fortune 500 compa-
nies they hold only 12 CEO jobs and 6.2 percent of top-paying positions; women
of color hold only 1.7 percent of corporate officer positions and 1 percent of top-
paying jobs.?” Indeed, when Ursula Burns was named CEO of Xerox in 2009, she
became the first African-American woman to head a Fortune 500 firm.?

Organizational Behavior and Management

Regardless of your career direction, the field of organizational behavior will some
day be very important as you try to master the special challenges of serving as a
manager, someone whose job it is to directly support the work efforts of others.
The goal, of course, should be to become an effective manager—one whose
team or work unit or total organization consistently achieves its performance goals
while members remain capable, enthusiastic, and satisfied in their jobs.

This definition of an effective manager focuses attention on two key outcomes,
or dependent variables, that are important in OB. The first outcome is task per-
formance. You can think of it as the quality and quantity of the work produced
or the services provided by an individual, team or work unit, or organization as a
whole. The second outcome is job satisfaction. It indicates how people feel about
their work and the work setting.

OB is quite clear in that managers should be held accountable for both results.
The first, performance, pretty much speaks for itself; this is what we at the organ-
ization are supposed to accomplish. The second, satisfaction, however, might give
you some pause for thought. But just as a valuable machine should not be allowed
to break down for lack of proper maintenance, the talents and enthusiasm of an
organization’s workforce should never be lost or compromised for lack of proper
care. In this sense, taking care of job satisfaction today can be considered an in-
vestment in tomorrow’s performance potential.

The Management Process

Being a manager is a unique challenge with responsibilities that link closely with
the field of organizational behavior. At the heart of the matter managers help other
people get important things done in timely, high-quality, and personally satisfying
ways. And in the workplaces of today this is accomplished more through “help-
ing” and “supporting” than through traditional notions of “directing” and “control-
ling.” Indeed, you'll find the word “manager” is increasingly being replaced by
such terms as “coordinator,” “coach,” or “team leader.”
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Planning
Choosing goals and
means to achieve them

Controlling Organizing

- Team leaders -

Measuring performance | / | AN Creating structures and
and ensuring results work systems
— Managers —

Inspmng people to
work

Figure 1.4 The management process of planning, organizing, leading, and controlling.

Among the ways that managerial work has been described and taught is

through the four functions shown in Figure 1.4: planning, organizing, leading,
and controlling. These functions describe what managers are supposed to do in
respect to:?

Planning—defining goals, setting specific performance objectives, and iden-
tifying the actions needed to achieve them

Organizing—creating work structures and systems, and arranging resources to
accomplish goals and objectives

Controlling—ensuring that things go well by monitoring performance and
taking corrective action as necessary Leading creates
enthusiasm to work hard

Leading—instilling enthusiasm by communicating with others, motivating tasks and arranges
them to work hard, and maintaining good interpersonal relations

them.

to accomplish tasks

Managerial Activities, Roles, and Networks successfully.

Anyone serving as a manager or team leader faces a very demanding and com-
plicated job that has been described by researchers in the following terms.*
Managers work long hours; a work week of more than the standard 40 hours is

typical. The length of the work week increases at higher managerial levels, and
heads of organizations often work the longest hours. Managers are busy people.
Their work is intense and involves doing many different things. The typical work
day includes a shifting mix of incidents that demand immediate attention, with
the number of incidents being greatest for lower-level managers. Managers are
often interrupted; their work is fragmented and variable; many tasks must be
completed quickly. Managers work mostly with other people and often spend
little time working alone. They are communicators and spend a lot of time get-
ting, giving, and processing information in face-to-face and electronic exchanges
and in formal and informal meetings.

and identifies the actions
needed to achieve them.

resources to accomplish

Controlling monitors

needed corrective action.
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Planning sets objectives

Organizing divides up

performance and takes any
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Figure 1.5 Mintzberg’s 10
roles of effective managers.

Social capital is a
capacity to get things done
due to relationships with
other people.

A skill is an ability to
turn knowledge into
effective action.

Informational Roles

How a manager exchanges and

Interpersonal Roles processes information

® Monitor
How a manager interacts with other & Disseminator
pple B Spokesperson
m Figurehead
m [ eader Decisional Roles
—— How a manager uses information in

decision making

B Entrepreneur

B Disturbance handler
B Resource allocator

B Negotiator

In what has become a classic study, Henry Mintzberg described how man-
agers perform a set of 10 managerial roles, falling into the three categories
shown in Figure 1.5.3' A manager’s interpersonal roles involve working directly
with other people, hosting and attending official ceremonies (figurehead), creat-
ing enthusiasm and serving people’s needs (leader), and maintaining contacts
with important people and groups (liaison). The informational roles involve man-
agers exchanging information with other people, seeking relevant information
(monitor), sharing it with insiders (disseminator), and sharing it with outsiders
(spokesperson). A manager’s decisional roles involve making decisions that affect
other people, seeking problems to solve and opportunities to explore (entrepre-
neur), helping to resolve conflicts (disturbance handler), allocating resources to
various uses (resource allocator), and negotiating with other parties (negotiator).

Good interpersonal relationships are essential to managerial success in each
of these roles. Managers and team leaders need to develop, maintain, and work
well in networks involving a wide variety of people, both inside and outside the
organization.”? These include task networks of specific job-related contacts, career
networks of career guidance and opportunity resources, and social networks of
trustworthy friends and peers.® It can be said in this sense that managers must
develop and maintain social capital in the form of relationships and networks
that they can call upon to get work done through other people.

Managerial Skills and Competencies

A skill is an ability to translate knowledge into action that results in a desired
performance. Robert Katz divides the essential managerial skills into three cate-
gories—technical, human, and conceptual.** He further suggests that the relative
importance of these skills varies across the different levels of management.
Technical skills are considered more important at entry levels of management,
where supervisors and team leaders must deal with job-specific problems. Senior
executives require more conceptual skills as they face sometimes ambiguous
problems and deal with issues of organizational purpose, mission, and strategy.
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Human skills, which are strongly grounded in the foundations of organizational
behavior, are consistently important across all managerial levels.

Technical Skills A technical skill is an ability to perform specialized tasks.
Such ability derives from knowledge or expertise gained from education or ex-
perience. This skill involves proficiency at using select methods, processes, and
expertise in one’s job. Perhaps the best current example is skill in using the latest
communication and information technologies. In the high-tech workplaces of today,
technical proficiency in database management, spreadsheet analysis, presenta-
tion software, e-mail and electronic networks, and Internet searches is often a
hiring prerequisite. Some technical skills require preparatory education, whereas
others are acquired through specific training and on-the-job experience.

Human Skills Central to all aspects of managerial work and team leadership
are human skills, or the ability to work well with other people. They emerge as
a spirit of trust, enthusiasm, and genuine involvement in interpersonal relation-
ships. A person with good human skills will have a high degree of self-awareness
and a capacity for understanding or empathizing with the feelings of others.
People with this skill are able to interact well with others, engage in persuasive
communications, and deal successfully with disagreements and conflicts.

An important emphasis in this area of human skills is emotional intel-
ligence, or EI. As defined by Daniel Goleman, EI is the ability to under-
stand and deal with emotions. With its focus on managing emotions both
personally and in relationships with others, emotional intelligence is now
considered an important leadership competency.”> The core elements in
emotional intelligence are:

o Self~awareness—ability to understand your own moods and emotions

e Self-regulation—ability to think before acting and to control disruptive
impulses

e Motivation—ability to work hard and persevere

e Empathy—ability to understand the emotions of others

e Social skill—ability to gain rapport with others and build good
relationships

Conceptual Skills In addition to technical and human skills, managers
should be able to view the organization or situation as a whole so that prob-
lems are always solved for the benefit of everyone concerned. This capacity

to think analytically and solve complex and sometimes ambiguous problems is a
conceptual skill. Tt involves the ability to see and understand how systems work
and how their parts are interrelated, including human dynamics. Conceptual skill
is used to identify problems and opportunities, gather and interpret relevant in-
formation, and make good problem-solving decisions.

Moral Management

Having the essential managerial skills is one thing; using them correctly to get
things done in organizations is quite another. And when it comes to this issue of
ethics and morality, scholar Archie B. Carroll draws a distinction between im-
moral managers, amoral managers, and moral managers.*

Technical skill is
an ability to perform
specialized tasks.
Human skill is the
ability to work well with
other people.

Emotional intelligence
is the ability to manage
oneself and one’s
relationships effectively.

Conceptual skill is the
ability to analyze and solve
complex problems.

Information overload and multi-
tasking are a manager’s nemesis,
and we must work hard to increase
brain capacity. So states Torkel
Klingberg in his book The
Overflowing Brain. “As advances

in information technology and
communication supply us with
information at an ever accelerating
rate,” he says, “the limitations of
our brains become all the more
obvious.”
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Figure 1.6 Moral leadership,
ethics mindfulness, and

the virtuous shift.

[Source: Developed from Terry
Thomas, John R. Schermerhorn
Jr., and John W. Dinehart,
“Strategic Leadership of Ethical
Behavior in Business,”
Academy of Management
Executive, 18, May 2004,

pp. 56-60.]

An immoral manager
chooses to behave
unethically.

An amoral manager
fails to consider the ethics
of a decision or behavior.

A moral manager
makes ethical behavior a
personal goal.

Ethics mindfulness is

an enriched awareness that
causes one to consistently
behave with ethical
consciousness.

Learning is an

enduring change in
behavior that results from
experience.

Leader's impact

on

Amoral ethics mindfulness Moral
leadership, leadership,
“Negative “Virtuous

shift” shift”

Organization's Ethics Center of Gravity

The immoral manager doesn’t subscribe to any ethical principles, making
decisions and acting in any situation to simply gain best personal advantage. This
manager essentially chooses to behave unethically. One might describe in this
way disgraced executives like Bernard Madoff and others whose unethical acts
make headlines. The amoral manager, by contrast, fails to consider the ethics
of a decision or behavior. This manager acts unethically at times, but does so un-
intentionally. Common forms of unintentional ethics lapses that we all must
guard against include prejudice that derives from unconscious stereotypes and
attitudes, showing bias based on in-group favoritism, claiming too much personal
credit for one’s performance contributions, and giving preferential treatment to
those who can benefit you.”” Finally, the moral manager is one who incorpo-
rates ethics principles and goals into his or her personal behavior. For this man-
ager, ethical behavior is a goal, a standard, and even a matter of routine; ethical
reasoning is part of every decision, not just an occasional afterthought.

Carroll believes that the majority of managers tend to act amorally. They are
well intentioned but often fail to take ethical considerations into account when
taking action and making decisions. A review article by Terry Thomas and his
colleagues suggests that this pattern may well fit the general membership of or-
ganizations.® They describe how the “ethics center of gravity” shown in Figure 1.6
can be moved positively through moral leadership or negatively through amoral
leadership. In this view, a moral manager or moral leader always acts as an eth-
ical role model, communicates ethics values and messages, and champions
ethics mindfulness—an “enriched awareness” that causes one to behave with
an ethical consciousness from one decision or behavioral event to another. This
results in the “virtuous shift” shown in the figure and helps create an organiza-
tional culture in which people encourage one another to act ethically as a matter
of routine.

Learning about Organizational Behavior

Learning is an enduring change of behavior that results from experience. Our
new and rapidly developing knowledge-based world places a great premium on
learning by organizations as well as individuals. Only the learners, so to speak, will
be able to maintain the pace and succeed in a high-tech, global, and constantly
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changing environment. At the individual level, the concept of lifelong learning
is important. It involves learning continuously from day-to-day work experiences;
conversations with colleagues and friends; counseling and advice provided by
mentors, success models, training seminars, and workshops; and other daily
opportunities. At the organizational level, consultants and scholars emphasize
organizational learning as the process of acquiring knowledge and using in-
formation to adapt successfully to changing circumstances.? Just like individuals,
organizations must be able to change continuously and positively while search-
ing for new ideas and opportunities.

Learning and Experience

Figure 1.7 shows how the content and activities of the typical OB course can fit
together in an experiential learning cycle.”’ The learning sequence begins with
initial experience and subsequent reflection. It grows as theory building takes
place to try to explain what has happened. Theory is then tested through future
behavior. Textbooks, readings, class discussions, and other course assignments
and activities should complement one another and help you move through the
phases of the learning cycle. With practice, you can make experiential learning
part of your commitment to continued personal and career development.

Learning Styles

Notice that Figure 1.7 assigns to you a substantial responsibility for learning.
Along with your instructor, we can offer examples, cases, and exercises to pro-
vide you with initial experience. We can even stimulate your reflection and
theory building by presenting concepts and discussing their research and practi-
cal implications. Sooner or later, however, you must become an active participant

Initial Experience

B Personal experiences

® Classroom as an organization
B In-class exercises, simulations
B Group project assignments

m Cases

Reflection

® Personal thought

B Class discussion

B [nformal discussion
® Readings

B [ectures

B Written assignments

_

Experimentation

m Trying new behaviors in
work experiences
class experiences
everyday experiences

Theory Building

B Theories in readings

B Theories from lectures

B Personal theories

B Theories from other sources

Lifelong learning is
continuous learning from
everyday experiences.

Organizational
learning is the process of
acquiring knowledge and
using information to adapt
to changing circumstances.

Figure 1.7 Experiential
learning in an OB course.
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Umsobomvu
Youth Fund

CEO Malose Kekana believes
nonprofit work is special. “When
people work at a nonprofit,” he says,
“they can’t be thinking about
themselves . . . the objective has to
be the higger goal.” Umsobomvu’s
mission is large—to train South
Africa’s youth and help lift their
generation out of poverty.

in the process; you and only you can do the work required to take full ad-
vantage of the learning cycle.

As you proceed with Organizational Bebavior 11/E and your OB
course, now is a good time to inquire further into your preferred learning
style or tendencies. In the end-of-book OB Skills Workbook, we have in-
cluded instructions for a Learning Styles self-assessment.*! If you complete
the recommended instrument it will provide feedback on how you like to
learn through receiving, processing, and recalling new information. Armed
with this understanding, you can take steps to maximize your learning and
even course success by studying in ways that best fit your learning style. So,
what type of learner are you? The seven learning styles from the assessment
are:*?

o Visual learner—Ilearns by watching and viewing images and diagrams.
e Print learner—Ilearns by reading and writing things down.

Auditory learner—Ilearns by listening and repeating verbal presentations.

Interactive learner—Ilearns through conversation and sharing information.
e Haptic learner—Ilearns hands-on by drawing and putting things together.

Kinesthetic learner—learns by doing and active involvement.

Olfactory learner—learns through associative senses of smell and taste.

Learning Guide to Organizational Behavior 11/E

To facilitate your learning, the chapters in Organizational Behavior 11/E are pre-
sented in a logical building-block fashion. This first chapter constituting Part 1 has
introduced the discipline and context of OB, including its scientific foundations
and link with the management process. Part 2 focuses on individual behavior
and performance. Key topics include diversity, values, personality, attitudes,
emotions, perception, learning, and motivation. Part 3 covers teams and team-
work, including the dynamics of decision making, conflict, and negotiation. Part 4
examines leadership and influence processes, with an emphasis on communica-
tion and collaboration, power and politics, and important leadership theories and
perspectives. Part 5 discusses the organizational context in respect to organiza-
tion cultures, structures, designs, and strategic capabilities.

At the end of Part 5 you will find the rich and useful OB Skills Workbook
mentioned above. Its purpose is to provide a variety of active opportunities to
advance your learning and help you better understand the practical applications
of OB. In the workbook are cases for analysis, many team and experiential ex-
ercises, and a portfolio of self-assessments that includes the popular Kouzes and
Posner “Student Leadership Practices Inventory.”

Finally, and as you embark on your introductory study of organizational behav-
ior, remember that OB and the learning it offers has real value and concrete pur-
pose. Think about it this way.

to improve
the performance
of organizations.

OBisa that helps people >
knowledge base work together
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Resources in
These learning activities from 7he OB Skills Workbook are suggested for Chapter 1. Tl’ e 0 B Sl{ills

Cases for Critical Team and Experiential Self-Assessment

Thinking Exercises Portfolio W /{b /{
Trader Joe's * My Best Manager » Student Leadership Ur 00
Management Training e My Best Job Practices Inventory
Dilemang «  Graffiti Needs Assessment * Leaming Styles

. Sweet Tooth: Pfeiffer * Managerial Assumptions

Training Annual 21st Century Manager

studyguide
Summary

What is organizational behavior and why is it important? augsﬂ'ﬂ ”S

Organizational behavior is the study of individuals and groups in organizations.
OB is an applied discipline based on scientific methods. 3”” A”SW Hr S

OB uses a contingency approach, recognizing that management practices must fit
the situation.

Shifting paradigms of OB reflect a commitment to ethical behavior, the importance
of human capital, an emphasis on teams, the growing influence of information tech-
nology, new workforce expectations, changing notions of careers, and concern for
sustainability.

What are organizations like as work settings?

An organization is a collection of people working together in a division of labor for
a common purpose.

Organizations are open systems that interact with their environments to obtain resources
and transform them into outputs returned to the environment for consumption.

Organizations pursue strategies that facilitate the accomplishment of purpose
and mission; the field of OB is an important foundation for effective strategy
implementation.

Key stakeholders in the external environments of organizations include customers,
owners, suppliers, regulators, local communities, employees, and future generations.

The organizational culture is the internal “personality” of the organization, including
the beliefs and values that are shared by members.
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Key Terms

e Positive organizational cultures place a high value on workforce diversity and multi-

culturalism, emphasizing respect and inclusiveness for all members.

What is the nature of managerial work?

e Managers directly support the work efforts of others; they are increasingly expected

to act more like “coaches” and “facilitators” than like “bosses” and “controllers.”

e An effective manager is one whose work unit, team, or group reaches high levels of

performance and job satisfaction that are sustainable over the long term.

e The four functions of management are planning—to set directions; organizing—to

assemble resources and systems; leading—to create workforce enthusiasm; and

controlling—to ensure desired results.

e Managers fulfill a variety of interpersonal, informational, and decisional roles while

working with networks of people both inside and outside of the organization.

e Managerial performance is based on a combination of essential technical, human,

and conceptual skills; emotional intelligence is an important human skill.

How do we learn about organizational behavior?

e Learning is an enduring change in behavior that results from experience.

e True learning about organizational behavior involves a commitment to continuous

lifelong learning from one’s work and everyday experiences.

e Organizational learning is the process of organizations acquiring knowledge and

utilizing information to adapt successfully to changing circumstances.

e Most organizational behavior courses use multiple methods and approaches that
take advantage of the experiential learning cycle.

e People vary in their learning styles; an understanding of your style can help improve

learning and course success.

Amoral manager (p. 18)
Conceptual skill (p. 17)
Contingency thinking

(p. 6
Controlling (p. 15)
Dependent variables (p. 5)
Effective manager (p. 14)
Emotional intelligence

(p. 17
Ethics mindfulness (p. 18)
Human skills (p. 17)
Immoral manager (p. 18)
Inclusion (p. 14)
Independent variables

(p. 5

Job satisfaction (p. 14)
Leading (p. 15)
Learning (p. 18)
Lifelong learning (p. 19)
Manager (p. 14)
Mission statement (p. 9)
Models (p. 5)
Moral manager (p. 18)
Multiculturalism (p. 13)
Open systems (p. 10)
Organization (p. 8)
Organizational behavior
(p. 9
Organizational culture
(p. 12)

Organizational learning
(p. 19
Organizing (p. 15)
Planning (p. 15)
Skill (p. 16)
Social capital (p. 16)
Stakeholders (p. 11)
Strategy (p. 9)
Task performance
(p. 19
Technical skill (p. 17)
Value chain (p. 10)
Workforce diversity
(p. 13



Self-Test 1

Self-Test 1

Multiple Choice

1.

10.

11.

12.

13.

Which of the following issues is most central to the field of organizational behavior?
(a) ways to improve advertising for a new product (b) ways to increase job satisfac-
tion and performance among employees (¢) creation of new strategy for organiza-
tional growth (d) design of a new management information system

. What is the best description of the setting facing organizational behavior today?

(a) Command-and-control is in. (b) The new generation expects much the same as
the old. (¢) Empowerment is out. (d) Work-life balance concerns are in.

. The term “workforce diversity” refers to differences in race, age, gender, ethnicity,

and among people at work. (a) social status (b) personal wealth
(¢) able-bodiedness (d) political preference

. Which statement about OB is most correct? (a) OB seeks “one-best-way” solutions to

management problems. (b) OB is a unique science that has little relationship to
other scientific disciplines. (¢) OB is focused on using knowledge for practical appli-
cations. (d) OB is so modern that it has no historical roots.

. In the open-systems view of organizations, such things as technology, information,

and money are considered . (a) transformation elements (b) feedback
(o) inputs (d) outputs

. In strategic management, the discipline of organizational behavior is most essential

in terms of . (@) developing strategies (b) clarifying mission statements
(o) implementing strategies (d) identifying organizational purpose

. According to the Organizational Culture Inventory (OCID), an organization in which

members are encouraged to work together in ways that meet higher-order human
needs is classified as having a culture. (a) constructive (b) motivational
(©) passive (d) high-achievement

. Which word best describes an organizational culture that embraces multiculturalism

and in which workforce diversity is highly valued? (a) inclusion (b) effectiveness
(©) dynamism (d) predictability

. The management function of is concerned with creating enthusiasm

for hard work among organizational members. (a) planning (b) motivating (¢) con-
trolling (d) leading

In the management process, is concerned with measuring perform-
ance results and taking action to improve future performance. (a) disciplining
(b) organizing (¢) leading (d) controlling

Among Mintzberg’s 10 managerial roles, acting as a figurehead and liaison are
examples of roles. (a) interpersonal (b) informational (c) decisional
(d) conceptual

According to current views of managerial work, it is highly unlikely that an effective
manager will . (@) engage in extensive networking (b) have good inter-
personal skills (¢) spend a lot of time working alone (d) be good at solving problems

When a manager moves upward in responsibility, Katz suggests that

skills decrease in importance and skills increase in importance.
(a) human, conceptual (b) conceptual, emotional (¢) technical, conceptual
(d) emotional, human

23
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14.

15.

A person with high emotional intelligence would be strong in , the
ability to think before acting and to control disruptive impulses. (a) motivation
(b) perseverance (¢) self-regulation (d) empathy

Which statement about learning is 7ot correct? (a) Learning is a change in behavior
that results from experience. (b) People learn; organizations do not. (¢) Experiential
learning is common in OB courses. (d) Lifelong learning is an important personal
responsibility for career development.

Short Response

16.
17.
18.
19.

What are the key characteristics of OB as a scientific discipline?
What does “valuing diversity” mean in the workplace?
What is an effective manager?

How would Henry Mintzberg describe a typical executive’s workday?

Applications Essay

20.

Carla, a college junior, is participating in a special “elementary education outreach”
project in her local community. Along with other students from the business school,
she is going to spend the day with fourth- and fifth-grade students and introduce
them to the opportunities of going to college. One of her tasks is to lead a class dis-
cussion of the question: “How is the world of work changing today?” Help Carla out
by creating an outline for her of the major points that she should try to develop with
the students.
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chapterat a glance

The recognition of individual differences is central to
any discussion of organizational behavior. This chapter
addresses the nature of individual differences and
describes why understanding and valuing these differ-
ences is increasingly important in today’s workplace.
Here’s what to look for in Chapter 2. When finished
reading, check your learning with the Summary
Questions & Answers and Self-Test in the end-of-
chapter Study Guide.

WHAT ARE INDIVIDUAL DIFFERENGES AND WHY ARE
THEY IMPORTANT?

Self-Awareness and Awareness of Others
Components of Self
Development of Self

WHAT IS PERSONALITY?
Big Five Personality Traits
Social Traits

Personal Conception Traits
Emotional Adjustment Traits

HOW ARE PERSONALITY AND STRESS RELATED?
Sources of Stress

Outcomes of Stress

Managing Stress

WHAT ARE INDIVIDUAL VALUES?
Sources of Values

Types of Values

Values across National Cultures

WHY IS DIVERSITY IMPORTANT IN THE WORKPLACE?
Importance of Diversity

Types of Diversity

Valuing and Supporting Diversity



“I think we are really tough on
each other . . . in a way most
people couldn't handle.”

n 1999, when Xerox was making a succession decision, everyone was
surprised to see Anne Mulcahy, a relative newcomer, selected as CEO.
Dubbed the “accidental CEO" because she never aspired to the job, she
quickly acted to recruit the best talent she could find. A key player turned out
to be Ursula Burns. Like Mulcahy, Burns was an unusual choice. Raised in a
housing project on Manhattan’s Lower East Side by a hard-working single
mother who cleaned, ironed, and provided child care in order to give her
daughter a private education and the opportunity to earn an engineering
degree from Columbia University, Burns
was not your typical executive. Together,
Mulcahy and Burns are breaking new
ground. In 2007, marking the first time a
woman CEO of a Fortune 500 company
turned over the reins to another woman,
Mulcahy selected Burns to be president
and to be seated on the Board of
Directors.

Mulcahy was Burns's role model as
she rose through the Xerox ranks. Burns
remembers being on a panel with Mulcahy
and realizing, “Wow, this woman is exactly
where | am going.” Mulcahy coaches Burns,
shooting her looks in meetings when Burns
needs to listen instead of “letting my big
mouth drive the discussion,” says Burns with

a laugh. Mulcahy is pushing Burns to develop a poker face, telling her after a
meeting, “Ursula, they could read your face. You have to be careful. Sometimes
it's not appropriate.”

Mulcahy and Burns show how individual differences can build a strong team.
Their relationship is complex and sometimes contentious: “I think we are really
tough on each other,” says Mulcahy. “We are in a way most people can't handle.
Ursula will tell me when she thinks | am so far away from the right answer.”
Chimes in Burns: “I try to be nice."!
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Individual differences
are the ways in which
people are similar and
how they vary in their

thinking, feeling, and
behavior.

Self-awareness means
being aware of one’s
own behaviors,
preferences, styles,
biases, personalities, etc.

Awareness of others is
being aware of behaviors,
preferences, styles, biases,

personalities, etc. of others.

Self-concept is the
view individuals have of
themselves as physical,
social, spiritual, or moral
beings.

Self-esteem is a belief
about one’s own worth
based on an overall self-
evaluation.

Individual Differences

Self-Awareness and Awareness of Others

People are complex. While you approach a situation one way, someone else may
approach it quite differently. These differences among people can make the abil-
ity to predict and understand behavior in organizations challenging. They also
contribute to what makes the study of organizational behavior so fascinating.

In OB, the term individual differences is used to refer to the ways in which
people are similar and how they vary in their thinking, feeling, and behavior.
Although no two people are completely alike, they are also not completely dif-
ferent. Therefore, the study of individual differences attempts to identify
where behavioral tendencies are similar and where they are different. The idea
is that if we can figure out how to categorize behavioral tendencies and identify
which tendencies people have, we will be able to more accurately predict how
and why people behave as they do.

Although individual differences can sometimes make working together effec-
tively difficult, they can also offer great benefits. The best teams often result from
combining people with different skills and approaches and who think in differ-
ent ways—by putting the “whole brain” to work.? For people to capitalize on
these differences requires understanding and valuing what differences are and
what benefits they can offer.

In this chapter we examine factors that increase awareness of individual
differences—our own and others—in the workplace. Two factors that are impor-
tant for this are self-awareness and awareness of others. Self-awareness means
being aware of our own behaviors, preferences, styles, biases, personalities, etc.,
and awareness of others means being aware of these same things in others. To
help engage this awareness, we begin by understanding components of the self
and how these components are developed. We then discuss what personality is
and identify the personality characteristics and values that have the most rele-
vance for OB. As you read these concepts, think about where you fall on them.
Do they sound like you? Do they sound like people you know?

Components of Self

Collectively, the ways in which an individual integrates and organizes personality
and the traits they contain make up the components of the self, or the self-
concept. The self-concept is the view individuals have of themselves as physical,
social, and spiritual or moral beings.® It is a way of recognizing oneself as a dis-
tinct human being.

A person’s self-concept is greatly influenced by his or her culture. For
example, Americans tend to disclose much more about themselves than do the
English; that is, an American’s self-concept is more assertive and talkative.*

Two related—and crucial—aspects of the self-concept are self-esteem and
self-efficacy. Self-esteem is a belief about one’s own worth based on an overall
self-evaluation.> People high in self-esteem see themselves as capable, worth-
while, and acceptable and tend to have few doubts about themselves. The op-
posite is true of a person low in self-esteem. Some OB research suggests that
whereas high self-esteem generally can boost performance and satisfaction out-
comes, when under pressure, people with high self-esteem may become boastful
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and act egotistically. They may also be overconfident at times and fail to obtain
important information.

Self-efficacy, sometimes called the “effectance motive,” is a more specific
version of self-esteem. It is an individual’s belief about the likelihood of success-
fully completing a specific task. You could have high self-esteem yet have a feel-
ing of low self-efficacy about performing a certain task, such as public speaking.

Development of Self

Just what determines the development of the self? Is our personality inherited
or genetically determined, or is it formed by experience? You may have heard
someone say something like, “She acts like her mother.” Similarly, someone may
argue that “Bobby is the way he is because of the way he was raised.” These
two arguments illustrate the nature/nurture controversy: Are we the way we are
because of heredity—that is, genetic endowment—or because of the environ-
ments in which we have been raised and live—cultural, social, situational? As
shown, these two forces actually operate in combination. Heredity consists of
those factors that are determined at conception, including physical characteris-
tics, gender, and personality factors. Environment consists of cultural, social, and
situational factors.

—

Heredity Personality = €——  Environment

The impact of heredity on personality continues to be the source of consid-
erable debate. Perhaps the most general conclusion we can draw is that hered-
ity sets the limits on just how much personality characteristics can be developed,
environment determines development within these limits. For instance, a person
could be born with a tendency toward authoritarianism, and that tendency
could be reinforced in an authoritarian work environment. These limits ap-
pear to vary from one characteristic to the next, and across all characteris-
tics there is about a 50-50 heredity-environment split.”

A person’s development of the self is also related to his or her culture.

As we show throughout this book, cultural values and norms play a sub-
stantial role in the development of an individual’s personality and behaviors.
Contrast the individualism of U.S. culture with the collectivism of Mexican
culture, for example.® Social factors reflect such things as family life, religion,

and the many kinds of formal and informal groups in which people partic-
ipate throughout their lives—friendship groups, athletic groups, and formal
workgroups. Finally, the demands of differing situational factors emphasize

or constrain different aspects of an individual’s personality. For example, in

class are you likely to rein in your high spirits and other related behaviors encour-
aged by your personality? On the other hand, at a sporting event, do you jump
up, cheer, and loudly criticize the referees?

The developmental approaches of Chris Argyris, Daniel Levinson, and Gail
Sheehy systematically examine the ways personality develops across time. Argyris
notes that people develop along a continuum of dimensions from immaturity to

Self-efficacy is an
individual’s belief about
the likelihood of
successfully completing a
specific task.

The Whole Brain

While the left brain is sequential,
logical, and analytical, the right
brain is nonlinear, intuitive, and
holistic. In the Industrial Age the left
brain ruled. In today’s workplace,
right brain and “whole brain” may
be the keys to success.
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RESEARCH INSIGHT

Twin Studies: Nature or Nurture?

A long-standing question in
individual differences psy-
chology is, how much of who
we are is determined by na-
ture and how much by nur-
ture? Research findings are
beginning to provide fascinat-
ing insights by investigating
samples of twins. Before you
read on, take a guess at the
following: In thinking about
leadership, how much of
leadership capacity do you
think is determined by nature
and how much by nurture?
This question is being in-
vestigated in a research program by Rich Arvey
and colleagues. In a recent study, they used a
sample of 178 fraternal and 214 identical female
twins to see if they could generalize their find-
ings that 30 percent of the variance in leadership
role occupancy among the male twins could be
accounted for by genetic factors. Their sample
came from the Minnesota Twin Registry—a reg-
istry of twins born in the state between 1936 and
1951 who had been reared together during child-
hood. Surveys were sent to the female twins with
measures assessing their history of holding lead-
ership roles (i.e., leadership role occupancy) and
an assessment of developmental life experiences,

Nature v. Nurture on Leadership Role
Occupancy Among Female Twins

including family and work
experiences.

The results supported the
pattern shown in the male
sample—32 percent of the
variance in leadership role
occupancy of women was as-
sociated with hereditability.
Family experience and work
experience were also related
to leadership role occupancy,
though not surprisingly, expe-
riences at work are more im-
portant than family experi-
ences in shaping women’s
leadership development. The
findings are important because they indicate that
developmental experiences can help both men
and women move into leadership roles.

Research Question

How close was your guess? Do these findings cor-
respond with what you see in your own families
(e.g., with brothers and sisters or with parents
and children)? How would you test the question
of nature versus nurture?

Source: Arvey, R., Zhang, Z., Avolio, B., and Krueger, R.
(2007). Developmental and Genetic Determinants of
Leadership Role Occupancy among Women. Journal of
Applied Psychology, 92(3), 693-7006.

maturity, as shown in Figure 2.1. He believes that many organizations treat
mature adults as if they were still immature and that this creates many prob-
lems in terms of bringing out the best in employees. Levinson and Sheehy
maintain that an individual’s personality unfolds in a series of stages across
time. Sheehy’s model, for example, talks about three stages—ages 18-30,
30-45, and 45-85+. Each of these has a crucial impact on the worker’s em-
ployment and career, as we will discuss in Chapter 3. The implications are that
personalities develop over time and require different managerial responses.
Thus, the needs and other personality aspects of people initially entering an
organization change sharply as they move through different stages or toward
increased maturity.’



From immaturity To maturity

Passivity Activity

Dependence Independence

Limited behavior Diverse behavior
Shallow interests Deep interests

Short time perspective Long time perspective
Subordinate position Superordinate position
Little self-awareness Much self-awareness

Personality

The term personality encompasses the overall combination of characteristics
that capture the unique nature of a person as that person reacts to and interacts
with others. As an example, think of a person who in his senior year in high
school had turned selling newspapers into enough of a business to buy a BMW,;
who became a billionaire as the founder of a fast-growing, high-tech computer
company by the time he was 30; who told his management team that his daugh-
ter’s first words were “Daddy—kill-IBM, Gateway, Compaq”; who learned from
production mistakes and brought in senior managers to help his firm; and who
is so private he seldom talks about himself. In other words, you would be think-
ing of Michael Dell, the founder of Dell Computer, and of his personality.'?

Personality combines a set of physical and mental characteristics that reflect
how a person looks, thinks, acts, and feels. Sometimes attempts are made to
measure personality with questionnaires or special tests. Frequently, personality
can be inferred from behavior alone, such as by the actions of Michael Dell.
Either way, personality is an important individual characteristic to understand—
it helps us identify predictable interplays between people’s personalities and
their tendencies to behave in certain ways.

Big Five Personality Traits

Numerous lists of personality traits—enduring characteristics describing an
individual’s behavior—have been developed, many of which have been used
in OB research and can be looked at in different ways. A key starting point is to
consider the personality dimensions that recent research has distilled from exten-
sive lists into what is called the “Big Five”:!!

e [Extraversion—outgoing, sociable, assertive

e Agreeableness—good-natured, trusting, cooperative

e Conscientiousness—responsible, dependable, persistent

e Emotional stability—unworried, secure, relaxed

e Openness lo experience—imaginative, curious, broad-minded

Personality 31

Figure 2.1 Argyris’s
maturity-immaturity
continuum.

Personality is the
overall combination of
characteristics that capture
the unique nature of a
person as that person
reacts to and interacts
with others.

Personality traits—
enduring characteristics
describing an individual’s
behavior.

The Big Five personality
dimensions
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Social traits are
surface-level traits that
reflect the way a person
appears to others when
interacting in social
settings.
Problem-solving style
reflects the way a person
gathers and evaluates
information when solving
problems and making
decisions.

CHEATING ON COMPUTERIZED PERSONALITY TESTS

With the move to automation and the pervasiveness of the Internet, a new challenge
has arisen for companies trying to rely on computerized personality testing: cheating.
Job applicants are finding ways to use the Internet to “crib” answers to electronic per-
sonality tests. Answer keys are available on a wide variety of sites. For example, one
question states: “You have to give up on some things before you start” and the direc-
tion from the online cheat sheet says “strongly disagree.” The irony is, some of these
tests are intended to judge applicants’ integrity and temperament.

Since automated personality tests are often a critical determinant in who gets hired
and who does not, the tests are raising other issues as well. Critics question whether
such tests are fair, given that some workers are coached in the correct answers by
friends or find answers on the Internet. They argue that these tests weed out honest
applicants and select those who lie.

This problem seems to be accompanying a larger trend toward cheating in general. Recent
studies found that nearly one in four workers lied about lateness and nearly one third of work-
ers called in sick with fake excuses in the past year. These findings are consistent with studies
that more than half of business school students report cheating, and more than 46 percent of
respondents in a Gallup poll reported seeing some form of cheating in the workplace.

What do you think about this? Are we becoming a cheating society? How do you
think companies should handle cheaters?'?

Standardized personality tests determine how positively or negatively an in-
dividual scores on each of these dimensions. For instance, a person scoring high
on openness to experience tends to ask lots of questions and to think in new
and unusual ways. You can consider a person’s individual personality profile
across the five dimensions. In terms of job performance, research has shown that
conscientiousness predicts job performance across five occupational groups of
professions—engineers, police, managers, salespersons, and skilled and semi-
skilled employees. Predictability of the other dimensions depends on the occu-
pational group. For instance, not surprisingly, extraversion predicts performance
for sales and managerial positions.

A second approach to looking at OB personality traits is to divide them into
social traits, personal conception traits, and emotional adjustment traits, and then
to consider how those categories come together dynamically.!?

Social Traits

Social traits are surface-level traits that reflect the way a person appears to others
when interacting in various social settings. The problem-solving style, based
on the work of Carl Jung, a noted psychologist, is one measure representing so-
cial traits." It reflects the way a person goes about gathering and evaluating in-
formation in solving problems and making decisions.

Information gathering involves getting and organizing data for use. Styles of
information gathering vary from sensation to intuitive. Sensation-type individuals
prefer routine and order and emphasize well-defined details in gathering information;
they would rather work with known facts than look for possibilities. By contrast,



S
Sensation-Feeling Sensation-Thinking

Interpersonal Technical detail oriented
Specific human detail Logical analysis of hard data
Friendly, sympathetic Precise, orderly
Open communication Careful about rules and procedures
Respond to people now Dependable, responsible
Good at: Good at:

Empathizing Observing, ordering

Cooperating Filing, recalling
Goal: To be helpful Goal: Do it correctly
llustrated by: Anita Roddick, CEO Body llustrated by: Enita Nordeck, President
Shop International (International Cos- Unity Forest Products (a small and
metics Organization) growing builder's supply firm)

Intuitive-Feeling Intuitive-Thinking

Insightful, mystical Speculative
Idealistic, personal Emphasize understanding
Creative, original Synthesize, interpret
Global ideas oriented to people Logic-oriented ideas
Human potential Objective, impersonal, idealistic
Good at: Good at:

Imagining Discovery, inquiry

New combinations Problem solving
Goal: To make things beautiful Goal: To think things through
Lllustrated by: Herb Kelleher, former llustrated by: Paul Allaire, former CEO,
CEO Southwest Airlines Xerox Corporation ( a huge multi-
(a fast-growing, large, regional airline) national, recently innovatively

reorganized)
I

intuitive-type individuals prefer the “big picture.” They like solving new prob-
lems, dislike routine, and would rather look for possibilities than work with facts.

The second component of problem solving, evaluation, involves making
judgments about how to deal with information once it has been collected. Styles
of information evaluation vary from an emphasis on feeling to an emphasis on
thinking. Feeling-type individuals are oriented toward conformity and try to ac-
commodate themselves to other people. They try to avoid problems that may re-
sult in disagreements. Thinking-type individuals use reason and intellect to deal
with problems and downplay emotions.

When these two dimensions (information gathering and evaluation) are com-
bined, four basic problem-solving styles result: sensation—feeling (SF), intuitive—
feeling (IF), sensation—thinking (ST), and intuitive—thinking (IT), together with
summary descriptions as shown in Figure 2.2.

Research indicates that there is a fit between the styles of individuals and
the kinds of decisions they prefer. For example, STs (sensation—thinkers) prefer
analytical strategies—those that emphasize detail and method. IFs (intuitive—feelers)
prefer intuitive strategies—those that emphasize an overall pattern and fit. Not
surprisingly, mixed styles (sensation—feelers or intuitive—thinkers) select both
analytical and intuitive strategies. Other findings also indicate that thinkers tend
to have higher motivation than do feelers and that individuals who emphasize
sensations tend to have higher job satisfaction than do intuitives. These and other
findings suggest a number of basic differences among different problem-solving
styles, emphasizing the importance of fitting such styles with a task’s information
processing and evaluation requirements.!
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Figure 2.2 Four problem-
solving style summaries.
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Personal conception
traits represent
individuals” major beliefs
and personal orientation
concerning a range of
issues concerning social
and physical setting.
Locus of control is the
extent a person feels able
to control his or her own
life and is concerned with
a person’s internal-external
orientation.

A proactive

personality is the
disposition that identifies
whether or not individuals
act to influence their
environments.

Problem-solving styles are most frequently measured by the typically 100-
item Myers-Briggs Type Indicator (MBTI), which asks individuals how they usu-
ally act or feel in specific situations. Firms such as Apple, AT&T, and Exxon, as
well as hospitals, educational institutions, and military organizations, have used
the Myers-Briggs for various aspects of management development.'®

Personal Conception Traits

The personal conception traits represent the way individuals tend to think
about their social and physical setting as well as their major beliefs and personal
orientation concerning a range of issues.

Locus of Control The extent to which a person feels able to control his or
her own life is concerned with a person’s internal-external orientation and is
measured by Rotter’s locus of control instrument.'” People have personal con-
ceptions about whether events are controlled primarily by themselves, which in-
dicates an internal orientation, or by outside forces, such as their social and
physical environment, which indicates an external orientation. Internals, or per-
sons with an internal locus of control, believe that they control their own fate
or destiny. In contrast, externals, or persons with an external locus of control,
believe that much of what happens to them is beyond their control and is de-
termined by environmental forces (such as fate). In general, externals are more
extraverted in their interpersonal relationships and are more oriented
toward the world around them. Internals tend to be more introverted and are
more oriented toward their own feelings and ideas. Figure 2.3 suggests that in-
ternals tend to do better on tasks requiring complex information processing and
learning as well as initiative. Many managerial and professional jobs have these
kinds of requirements.

Proactive Personality Although some people in organizations are passive
recipients when faced with constraints, others take direct and intentional ac-
tion to change their circumstances. The disposition that identifies whether or
not individuals act to influence their environments is known as proactive
personality. Individuals with high proactive personality identify opportuni-
ties and act on them, show initiative, take action, and persevere until mean-
ingful change occurs. In contrast, people who are not proactive fail to identify—
let alone seize—opportunities to change things. Less proactive individuals are
passive and reactive, preferring to adapt to circumstances rather than change
them. '8

Given the demanding nature of work environments today, many companies
are seeking individuals with more proactive qualities—individuals who take ini-
tiative and engage in proactive problem solving. Research supports this, show-
ing that proactive personality is positively related to job performance, creativity,
leadership, and career success. Other studies have shown proactive personality
related to team effectiveness and entrepreneurship. Moreover, when organizations
try to make positive and innovative change, these changes have more positive
effects for proactive individuals—they are more involved and more receptive
to change.

Taken together, research is providing strong evidence that proactive person-
ality is an important and desirable element in today’s work environment.



Information processing Internals make more attempts to acquire information,
are less satisfied with the amount of information they

possess, and are better at utilizing information.

Job satisfaction Internals are generally more satisfied, less alienated,
less rootless, and there is a stronger job satisfaction/

performance relationship for them.

Performance Internals perform better on learning and problem-
solving tasks, when performance leads to valued

rewards.

Self-control, risk, and Internals exhibit greater self-control, are more

anxiety cautious, engage in less risky behavior, and are less
anxious.

Motivation, Internals display greater work motivation, see a

expectancies, and stronger relationship between what they do and what

results happens to them, expect that working hard leads to

good performance, and feel more control over their time.

Response to others Internals are more independent, more reliant on

their own judgment, and less susceptible to the
influence of others; they are more likely to accept
information on its merit.

Authoritarianism/Dogmatism Both “authoritarianism” and “dogmatism” deal
with the rigidity of a person’s beliefs. A person high in authoritarianism tends
to adhere rigidly to conventional values and to obey recognized authority. This
person is concerned with toughness and power and opposes the use of subjec-
tive feelings. An individual high in dogmatism sees the world as a threatening
place. This person regards legitimate authority as absolute, and accepts or rejects
others according to how much they agree with accepted authority. Superiors who
possess these latter traits tend to be rigid and closed. At the same time, dogmatic
subordinates tend to want certainty imposed upon them.

From an ethical standpoint, we can expect highly authoritarian individuals to
present a special problem because they are so susceptible to authority that in
their eagerness to comply they may behave unethically.’ For example, we might
speculate that many of the Nazis who were involved in war crimes during World
War II were high in authoritarianism or dogmatism; they believed so strongly in
authority that they followed unethical orders without question.

Machiavellianism A third personal conceptions dimension is Machiavellianism,
which owes its origins to Niccolo Machiavelli. The very name of this sixteenth-
century author evokes visions of a master of guile, deceit, and opportunism in
interpersonal relations. Machiavelli earned his place in history by writing The
Prince, a nobleman’s guide to the acquisition and use of power.?’ The subject
of Machiavelli’s book is manipulation as the basic means of gaining and keeping
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Figure 2.3 Ways in which
those high in internal locus
of control differ from those
high in external locus of
control.

Authoritarianism is a
tendency to adhere rigidly
to conventional values and
to obey recognized
authority.

Dogmatism leads a
person to see the world as
a threatening place and
to regard authority as
absolute.

Machiavellianism
causes someone to view
and manipulate others
purely for personal gain.
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Self-monitoring is a
person’s ability to adjust
his or her behavior to
external situational
(environmental) factors.

Emotional adjustment
traits are traits related to
how much an individual
experiences emotional
distress or displays
unacceptable acts.

Type A orientations

are characterized by
impatience, desire for
achievement, and a more
competitive nature than
Type B.

Type B orientations
are characterized by an
easygoing and less
competitive nature than
Type A.

control of others. From its pages emerges the personality profile of a
Machiavellian—someone who views and manipulates others purely for per-
sonal gain.

Psychologists have developed a series of instruments called Mach scales to
measure a person’s Machiavellian orientation.?* A high-Mach personality is some-
one who tends to behave in ways consistent with Machiavelli’s basic principles.
Such individuals approach situations logically and thoughtfully and are even
capable of lying to achieve personal goals. They are rarely swayed by loyalty,
friendships, past promises, or the opinions of others, and they are skilled at in-
fluencing others.

Research using the Mach scales provides insight into the way high and low
Machs may be expected to behave in various situations. A person with a “cool”
and “detached” high-Mach personality can be expected to take control and try to
exploit loosely structured environmental situations but will perform in a perfunc-
tory, even detached, manner in highly structured situations. Low Machs tend to
accept direction imposed by others in loosely structured situations; they work
hard to do well in highly structured ones. For example, we might expect that,
where the situation permitted, a high Mach would do or say whatever it took to
get his or her way. In contrast, a low Mach would tend to be much more strongly
guided by ethical considerations and would be less likely to lie or cheat or to get
away with lying or cheating.

Self-Monitoring A final personal conceptions trait of special importance to
managers is self-monitoring. Self-monitoring reflects a person’s ability to adjust
his or her behavior to external, situational (environmental) factors.?

High self-monitoring individuals are sensitive to external cues and tend to
behave differently in different situations. Like high Machs, high self-monitors
can present a very different appearance from their true self. In contrast, low
self-monitors, like their low-Mach counterparts, are not able to disguise their
behaviors—“what you see is what you get.” There is also evidence that high
self-monitors are closely attuned to the behavior of others and conform more
readily than do low self-monitors.?® Thus, they appear flexible and may be espe-
cially good at responding to the kinds of situational contingencies emphasized
throughout this book. For example, high self-monitors should be especially good
at changing their leadership behavior to fit subordinates with more or less expe-
rience, tasks with more or less structure, and so on.

Emotional Adjustment Traits

The emotional adjustment traits measure how much an individual experi-
ences emotional distress or displays unacceptable acts, such as impatience, irri-
tability, or aggression. Often the person’s health is affected if they are not able
to effectively manage stress. Although numerous such traits are cited in the liter-
ature, a frequently encountered one especially important for OB is the Type A/Type B
orientation,?!

Individuals with a Type A orientation are characterized by impatience, desire
for achievement, and perfectionism. In contrast, those with a Type B orienta-
tion are characterized as more easygoing and less competitive in relation to
daily events.? Type A people tend to work fast and to be abrupt, uncomfortable,
irritable, and aggressive. Such tendencies indicate “obsessive” behavior, a fairly



widespread—but not always helpful—trait among managers. Many managers are
hard-driving, detail-oriented people who have high performance standards and
thrive on routine. But when such work obsessions are carried to the extreme,
they may lead to greater concerns for details than for results, resistance to
change, overzealous control of subordinates, and various kinds of interpersonal
difficulties, which may even include threats and physical violence. In contrast,
Type B managers tend to be much more laid back and patient in their dealings
with co-workers and subordinates.

Personality and Stress

It is but a small step from a focus on the emotional adjustment traits of Type A/
Type B orientation to consideration of the relationship between personality and
stress. We define stress as a state of tension experienced by individuals facing
extraordinary demands, constraints, or opportunities. As we show, stress can be
both positive and negative and is an important fact of life in our present work
environment.?

An especially important set of stressors includes personal factors, such as
individual needs, capabilities, and personality.?’ Stress can reach a destructive
state more quickly, for example, when experienced by highly emotional peo-
ple or by those with low self-esteem. People who perceive a good fit between
job requirements and personal skills seem to have a higher tolerance for stress
than do those who feel less competent as a result of a person-job mismatch.?
Also, of course, basic aspects of personality are important. This is true not only
for those with Type A orientation, but also for the Big Five dimensions of neu-
roticism or negative affectivity; extroversion or positive affectivity; and open-
ness to experience, which suggests the degree to which employees are open
to a wide range of experience likely to involve risk taking and making fre-
quent changes.”

Sources of Stress

Any look toward your career future in today’s dynamic times must include an
awareness that stress is something you, as well as others, are sure to encounter.?
Stressors are the wide variety of things that cause stress for individuals. Some
stressors can be traced directly to what people experience in the workplace,
whereas others derive from nonwork and personal factors.

Work Stressors Without doubt, work can be stressful, and job demands can
disrupt one’s work-life balance. A study of two-career couples, for example,
found some 43 percent of men and 34 percent of women reporting that they
worked more hours than they wanted to.?! We know that work stressors can arise
from many sources—f{rom excessively high or low task demands, role conflicts
or ambiguities, poor interpersonal relations, or career progress that is either too
slow or too fast. A list of common stressors includes the following:

e Task demands—being asked to do too much or being asked to do too little

e Role ambiguities—not knowing what one is expected to do or how work
performance is evaluated

Personality and Stress 37

Stress is tension from
extraordinary demands,
constraints, or
opportunities.

Possible work-related
stressors
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Spillover Effect

American men spend four times as
many hours in household and
childcare responsibilities than

Japanese men, and the number of

hours they spend in childcare has
doubled since 1965. When combined
with the decreasing gap between

American women and men in time

spent on housework (from 7-1 to
2-1 since 1965), this means that
spillover effects are a concern not
only for women, but also for men.

Eustress is a stress that
has a positive impact on
both attitudes and
performance.

Distress is a negative
impact on both attitudes
and performance.

Job burnout is a loss of
interest in or satisfaction
with a job due to stressful
working conditions.

e Role conflicts—feeling unable to satisty multiple, possibly conflicting,
performance expectations

e FEthical dilemmas—being asked to do things that violate the law or per-
sonal values

e [Interpersonal problems—experiencing bad relationships or working
with others with whom one does not get along

e Career developments—moving too fast and feeling stretched; moving
too slowly and feeling stuck on a plateau

e Physical setting—being bothered by noise, lack of privacy, pollution, or
other unpleasant working conditions

Life Stressors A less obvious, though important, source of stress for people
at work is the spillover effect that results when forces in their personal lives “spill
over” to affect them at work. Such life stressors as family events (e.g., the birth
of a new child), economic difficulties (e.g., the sudden loss of a big investment),
and personal affairs (e.g., a separation or divorce) can all be extremely stressful.
Since it is often difficult to completely separate work and nonwork lives, life
stressors can affect the way people feel and behave on their jobs as well as in
their personal lives.

Outcomes of Stress

Even though we tend to view and discuss stress from a negative perspective, it
isn’t always a negative influence on our lives. Indeed, there are two faces to
stress—one positive and one negative.>* Constructive stress, or eustress, acts in
a positive way. It occurs at moderate stress levels by prompting increased work
effort, stimulating creativity, and encouraging greater diligence. You may know
such stress as the tension that causes you to study hard before exams, pay at-
tention, and complete assignments on time in a difficult class. Destructive stress,
or distress, is dysfunctional for both the individual and the organization. One
form is the job burnout that shows itself as loss of interest in and satisfaction
with a job due to stressful working conditions. When a person is “burned out,”
he or she feels exhausted, emotionally and physically, and thus unable to deal
positively with work responsibilities and opportunities. Even more extreme re-
actions sometimes appear in news reports of persons who attack others and
commit crimes in what is known as “desk rage” and “workplace rage.”

Too much stress can overload and break down a person’s physical and
mental systems, resulting in absenteeism, turnover, errors, accidents, dissatisfac-
tion, reduced performance, unethical behavior, and even illness. Stanford scholar
and consultant Jeffrey Pfeffer calls those organizations that create excessive
stress for their members “toxic workplaces.” A toxic company implicitly says this
to its employees: “We're going to put you in an environment where you have to
work in a style and at a pace that is not sustainable. We want you to come in
here and burn yourself out. Then you can leave.”*

As is well known, stress can have a bad impact on a person’s health. It is
a potential source of both anxiety and frustration, which can harm the body’s
physiological and psychological well-being over time.?* Health problems asso-
ciated with distress include heart attacks, strokes, hypertension, migraine headache,



ulcers, substance abuse, overeating, depression, and muscle aches. Managers
and team leaders should be alert to signs of excessive distress in themselves and
their co-workers. Key symptoms are changes from normal patterns—changes
from regular attendance to absenteeism, from punctuality to tardiness, from dili-
gent work to careless work, from a positive attitude to a negative attitude, from
openness to change to resistance to change, or from cooperation to hostility.

Managing Stress

Coping Mechanisms With rising awareness of stress in the workplace, inter-
est is also growing in how to manage, or cope, with distress. Coping is a response
or reaction to distress that has occurred or is threatened. It involves cognitive and
behavioral efforts to master, reduce, or tolerate the demands that are created by
the stressful situation.

Two major coping mechanisms are those which: (1) regulate emotions or
distress (emotion-focused coping), and (2) manage the problem that is causing
the distress (problem-focused coping). As described by Susan Folkman, problem-
focused coping strategies include: “get the person responsible to change his or
her mind,” “make a plan of action and follow it,” and “stand your ground and
fight for what you want.” Emotion-focused coping strategies include: “look for
the silver lining, try to look on the bright side of things,” “accept sympathy and
understanding from someone,” and “try to forget the whole thing.”®

Individual differences are related to coping mechanisms. Not surprisingly,
neuroticism has been found to be associated with increased use of hostile reaction,
escapism/fantasy, self-blame, sedation, withdrawal, wishful thinking, passivity, and
indecisiveness. On the other hand, people high in extraversion and optimism use
rational action, positive thinking, substitution, and restraint. And individuals high
in openness to experience are likely to use humor in dealing with stress. In other
words, the more your personality allows you to approach the situation with pos-
itive affect the better off you will be.

Stress Prevention Stress prevention is the best first-line strategy in the bat-
tle against stress. It involves taking action to keep stress from reaching destruc-
tive levels in the first place. Work and life stressors must be recognized before

MASTERING MANAGEMENT

MANAGING STRESS WITH A POSITIVE ATTITUDE

One of the ways to manage stress is to maintain a positive attitude. Some easy ways to
develop a positive attitude include:

* Be confident—think: “l can do this”

* Be positive

* Be punctual—don't procrastinate

* Be patient—some things just take time to do

* Believe in yourself—you are unique in this world, and so are your talents
» Set goals for yourself—then work hard to achieve them

* Get fun out of life—don't take yourself too seriouslys®
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Coping is a response or
reaction to distress that has
occurred or is threatened.

Problem-focused
coping mechanisms
manage the problem that is
causing the distress.

Emotion-focused
coping mechanisms
regulate emotions
or distress.
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Rising costs of healthcare are
driving companies to focus on
wellness. This translates into
increased support for gym
memberships and a focus on healthy
eating, weight loss, and smoking
cessation.

Personal wellness
involves the pursuit of
one’s job and career goals
with the support of a
personal health promotion
program.

Values are broad
preferences concerning
appropriate courses of
action or outcomes.

one can take action to prevent their occurrence or to minimize their ad-
verse impacts. Persons with Type A personalities, for example, may exer-
cise self-discipline; supervisors of Type A employees may try to model a
lower-key, more relaxed approach to work. Family problems may be par-
tially relieved by a change of work schedule; simply knowing that your
supervisor understands your situation may also help to reduce the anxiety
caused by pressing family concerns.

Personal Wellness Once stress has reached a destructive point, spe-
cial techniques of stress management can be implemented. This process
begins with the recognition of stress symptoms and continues with ac-
tions to maintain a positive performance edge. The term “wellness” is in-
creasingly used these days. Personal wellness involves the pursuit of
one’s job and career goals with the support of a personal health promo-
tion program. The concept recognizes individual responsibility to en-
hance and maintain wellness through a disciplined approach to physical
and mental health. It requires attention to such factors as smoking,
weight, diet, alcohol use, and physical fitness. Organizations can benefit
from commitments to support personal wellness. A University of Michigan
study indicates that firms have saved up to $600 per year per employee by help-
ing them to cut the risk of significant health problems.?” Arnold Coleman, CEO
of Healthy Outlook Worldwide, a health fitness consulting firm, states: “If I can
save companies 5 to 20 percent a year in medical costs, they’ll listen. In the end
you have a well company and that's where the word ‘wellness’ comes from.”*®

Organizational Mechanisms On the organizational side, there is an in-
creased emphasis today on employee assistance programs designed to pro-
vide help for employees who are experiencing personal problems and the
stress associated with them. Common examples include special referrals on
situations involving spousal abuse, substance abuse, financial difficulties, and
legal problems. In such cases, the employer is trying to at least make sure
that the employee with a personal problem has access to information and ad-
vice on how to get the guidance and perhaps even treatment needed to best
deal with it. Organizations that build positive work environments and make
significant investments in their employees are best positioned to realize the
benefits of their full talents and work potential. As Pfeffer says: “All that sep-
arates you from your competitors are the skills, knowledge, commitment, and
abilities of the people who work for you. Organizations that treat people right
will get high returns.” That, in essence, is what the study of organizational
behavior is all about.

Values

Values can be defined as broad preferences concerning appropriate courses of
action or outcomes. As such, values reflect a person’s sense of right and wrong
or what “ought” to be.** “Equal rights for all” and “People should be treated with
respect and dignity” are representative of values. Values tend to influence atti-
tudes and behavior. For example, if you value equal rights for all and you go to



work for an organization that treats its managers much better than it does its
workers, you may form the attitude that the company is an unfair place to work;
consequently, you may not produce well or may perhaps leave the company. It
is likely that if the company had had a more egalitarian policy, your attitude and
behaviors would have been more positive.

Sources of Values

Parents, friends, teachers, siblings, education, experience, and external reference
groups are all value sources that can influence individual values. Indeed, peo-
ples’ values develop as a product of the learning and experience they encounter
from various sources in the cultural setting in which they live. As learning and
experiences differ from one person to another, value differences result. Such dif-
ferences are likely to be deep seated and difficult (though not impossible) to
change; many have their roots in early childhood and the way a person has been
raised.!!

Types of Values

The noted psychologist Milton Rokeach has developed a well-known set of
values classified into two broad categories.** Terminal values reflect a per-
son’s preferences concerning the “ends” to be achieved; they are the goals an
individual would like to achieve during his or her lifetime. Rokeach divides
values into 18 terminal values and 18 instrumental values as summarized in
Figure 2.4. Instrumental values reflect the “means” for achieving desired
ends. They represent how you might go about achieving your important end
states, depending on the relative importance you attached to the instrumental
values.
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Terminal values reflect
a person’s preferences
concerning the “ends” to
be achieved.

Instrumental values
reflect a person’s beliefs
about the means to
achieve desired ends.

Terminal Values

A comfortable life (and prosperous)

An exciting life (stimulating)

A sense of accomplishment (lasting contibution)
A world at peace (free of war and conflict)

A world of beauty (beauty of nature and the arts)
Equality (brotherhood, equal opportunity)
Family security (taking care of loved ones)
Freedom (independence, free choice)
Happiness (contentedness)

Inner harmony (freedom from inner conflict)
Mature love (sexual and spiritual intimacy)
National security (attack protection)

Pleasure (leisurely, enjoyable life)

Salvation (saved, eternal life)

Self-respect (self-esteem)

Social recognition (admiration, respect)

True friendship (close companionship)

Wisdom (mature understanding of life)

Instrumental Values

Ambitious (hardworking)
Broad-minded (open-minded)

Capable (competent, effective)
Cheerful (lighthearted, joyful)

Clean (neat, tidy)

Courageous (standing up for beliefs)
Forgiving (willing to pardon)

Helpful (working for others' welfare)
Honest (sincere, truthful)

Imaginative (creative, daring)
Independent (self-sufficient, self-reliant)
Intellectual (intelligent, reflective)
Logical (rational, consistent)

Loving (affectionate, tender)

Obedient (dutiful, respectful)

Polite (courteous, well mannered)
Responsible (reliable, dependable)
Self-controlled (self-disciplined) Figure 2.4 Rokeach value
survey.
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Allport’s six value
categories

Meglino and associates’
value categories

Value congruence
occurs when individuals
express positive feelings

upon encountering others
who exhibit values similar
to their own.

Mlustrative research shows, not surprisingly, that both terminal and instru-
mental values differ by group (for example, executives, activist workers, and
union members).” These preference differences can encourage conflict or agree-
ment when different groups have to deal with each other.

Another frequently used classification of human values has been developed
by psychologist Gordon Allport and his associates. These values fall into six
major types:*

e Theoretical—interest in the discovery of truth through reasoning and systematic
thinking

e FEconomic—interest in usefulness and practicality, including the accumula-
tion of wealth

e Aesthetic—interest in beauty, form, and artistic harmony

e Social—interest in people and love as a human relationship

e Political—interest in gaining power and influencing other people

e Religious—interest in unity and in understanding the cosmos as a whole

Once again, groups differ in the way they rank order the importance of these
values. Examples are: ministers—religious, social, aesthetic, political, theoret-
ical, economic; purchasing executives—economic, theoretical, political, religious,
aesthetic, social; industrial scientists—theoretical, political, economic, aesthetic,
religious, social.®

The previous value classifications have had a major impact on the values
literature, but they were not specifically designed for people in a work setting.
A more recent values schema, developed by Bruce Meglino and associates, is

aimed at people in the workplace:*

e Achievement—getting things done and working hard to accomplish difficult
things in life

e Helping and concern for others—being concerned for other people and with
helping others

e Honesty—telling the truth and doing what you feel is right
e Fairness—being impartial and doing what is fair for all concerned

These four values have been shown to be especially important in the workplace;
thus, the framework should be particularly relevant for studying values in OB.

In particular, values can be influential through value congruence, which
occurs when individuals express positive feelings upon encountering others who
exhibit values similar to their own. When values differ, or are incongruent, con-
flicts over such things as goals and the means to achieve them may result.
Meglino and colleagues’ value schema was used to examine value congruence
between leaders and followers. The researchers found greater follower satisfac-
tion with the leader when there was such congruence in terms of achievement,
helping, honesty, and fairness values.?’

Patterns and Trends in Values We should also be aware of applied research
and insightful analyses of values trends over time. Daniel Yankelovich, for exam-
ple, is known for his informative public opinion polls among North American
workers, and William Fox has prepared a carefully reasoned book analyzing
values trends.® Both Yankelovich and Fox note movements away from earlier
values, with Fox emphasizing a decline in such shared values as duty, honesty,



responsibility, and the like, while Yankelovich notes a movement away from
valuing economic incentives, organizational loyalty, and work-related iden-
tity. The movement is toward valuing meaningful work, pursuit of leisure,
and personal identity and self-fulfillment. Yankelovich believes that the
modern manager must be able to recognize value differences and trends
among people at work. For example, he reports finding higher productivity
among younger workers who are employed in jobs that match their values
and/or who are supervised by managers who share their values, reinforcing
the concept of value congruence.

In a nationwide sample, managers and human resource professionals were
asked to identify the work-related values they believed to be most important to in-
dividuals in the workforce, both now and in the near future.* The nine most pop-
ular values named were recognition for competence and accomplishments, respect
and dignity, personal choice and freedom, involvement at work, pride in one’s
work, lifestyle quality, financial security, self-development, and health and well-
ness. These values are especially important for managers because they indicate
some key concerns of the new workforce. Even though each individual worker
places his or her own importance on these values, and even though the United
States today has by far the most diverse workforce in its history, this overall char-
acterization is a good place for managers to start when dealing with workers in the
new workplace. It is important to remember, however, that although values are in-
dividual preferences, many tend to be shared within cultures and organizations.

Values across National Cultures

The word “culture” is frequently used in organizational behavior in connection
with the concept of corporate culture, the growing interest in workforce diver-
sity, and the broad differences among people around the world. Specialists tend
to agree that culture is the learned, shared way of doing things in a particular
society. It is the way, for example, in which its members eat, dress, greet and
treat one another, teach their children, solve everyday problems, and so on.*
Geert Hofstede, a Dutch scholar and consultant, refers to culture as the “software
of the mind,” making the analogy that the mind’s “hardware” is universal among
human beings.”® But the software of culture takes many different forms. We are
not born with a culture; we are born into a society that teaches us its culture.
And because culture is shared among people, it helps to define the boundaries
between different groups and affect how their members relate to one another.

Cultures vary in their underlying patterns of values and attitudes. The way
people think about such matters as achievement, wealth and material gain, and
risk and change may influence how they approach work and their relationships
with organizations. A framework developed by Geert Hofstede offers one ap-
proach for understanding how value differences across national cultures can in-
fluence human behavior at work. The five dimensions of national culture in his
framework can be described as follows:>

1. Power distance is the willingness of a culture to accept status and power
differences among its members. It reflects the degree to which people
are likely to respect hierarchy and rank in organizations. Indonesia is
considered a high-power-distance culture, whereas Sweden is considered a
relatively low-power-distance culture.
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At 83 million-the largest generation
of all-Millenials are shaking up the
workplace in unprecedented ways.
They challenge their more senior
colleagues with their techno savvy,
multitasking, lower willingness to do
“face time,” and more casual dress
and relaxed style.

Culture is the learned
and shared way of
thinking and acting among
a group of people or
society.

Power distance is a
culture’s acceptance
of the status and power
differences among its
members.

Hofstede’s dimensions
of national cultures
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Uncertainty avoidance
is the cultural tendency to
be uncomfortable with
uncertainty and risk in
everyday life.
Individualism—
collectivism is the
tendency of members of
a culture to emphasize
individual self-interests or
group relationships.
Masculinity—femininity
is the degree to which a
society values assertiveness
or relationships.

Long-term/short-term
orientation is the degree
to which a culture
emphasizes long-term or
short-term thinking.

2. Uncertainty avoidance is a cultural tendency toward discomfort with risk
and ambiguity. It reflects the degree to which people are likely to prefer
structured versus unstructured organizational situations. France is considered
a high uncertainty avoidance culture, whereas Hong Kong is considered a
low uncertainty avoidance culture.

3. Individualism—collectivism is the tendency of a culture to emphasize either
individual or group interests. It reflects the degree to which people are
likely to prefer working as individuals or working together in groups. The
United States is a highly individualistic culture, whereas Mexico is a more
collectivist one.

4. Masculinity—femininity is the tendency of a culture to value stereotypical
masculine or feminine traits. It reflects the degree to which organizations
emphasize competition and assertiveness versus interpersonal sensitivity and
concerns for relationships. Japan is considered a very masculine culture,
whereas Thailand is considered a more feminine culture.

5. Long-term/short-term orientation is the tendency of a culture to empha-
size values associated with the future, such as thrift and persistence, or values
that focus largely on the present. It reflects the degree to which people and
organizations adopt long-term or short-term performance horizons. South
Korea is high on long-term orientation, whereas the United States is a more
short-term-oriented country.

The first four dimensions in Hofstede’s framework were identified in an
extensive study of thousands of employees of a multinational corporation op-
erating in more than 40 countries.” The fifth dimension of long-term/short-
term orientation was added from research using the Chinese Values Survey
conducted by cross-cultural psychologist Michael Bond and his colleagues.*
Their research suggested the cultural importance of Confucian dynamism,
with its emphasis on persistence, the ordering of relationships, thrift, sense of
shame, personal steadiness, reciprocity, protection of “face,” and respect for
tradition.>

When using the Hofstede framework, it is important to remember that the
five dimensions are interrelated, not independent.® National cultures may best
be understood in terms of cluster maps or collages that combine multiple dimen-
sions. For example, Figure 2.5 shows a sample grouping of countries based on
individualism-collectivism and power distance. Note that high power distance
and collectivism are often found together, as are low power distance and indi-
vidualism. Whereas high collectivism may lead us to expect a work team in
Indonesia to operate by consensus, the high power distance may cause the con-
sensus to be heavily influenced by the desires of a formal leader. A similar team
operating in more individualist and low-power-distance Great Britain or America
might make decisions with more open debate, including expressions of disagree-
ment with a leader’s stated preferences.

At the national level, cultural value dimensions, such as those identified by
Hofstede, tend to influence the previously discussed individual sources of values.
The sources, in turn, tend to share individual values, which are then reflected in
the recipients’ value structures. For example, in the United States the sources
would tend to be influenced by Hofstede’s low-power-distance dimensions
(along with his others, of course), and the recipients would tend to interpret their
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Figure 2.5 Sample country
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distance.

own individual value structures through that low-power-distance lens. Similarly,
people in other countries or societies would be influenced by their country’s
standing on such dimensions.

Diversity

We started this chapter by saying that individual differences are important be-
cause they can offer great benefits. The discussion now comes full circle with the
topic of diversity.

Importance of Diversity

Interest in workplace diversity gained prominence years ago when it became clear
that the demographic make-up of the workforce was going to experience dra-
matic changes. At that time the workforce was primarily white male. Since then
workforce diversity has increased in both the United States and much of the rest
of the world, and white males are no longer the majority in the labor force.

The focus on diversity is important, however, not just because of demo-
graphic trends but because of the benefits diverse backgrounds and perspectives
can bring to the workplace. Rather than being something we have to “man-
age,” current perspectives focus on diversity as a key element of the “Global War
for Talent.” As described by Rob McInness in Diversity World:

Workforce diversity

It is clear that the greatest benefits of workforce diversity will be experienced ) ) 7
is a mix of people within

not by the companies that have learned to employ people in spite of their dif-

ferences, but by the companies that have learned to employ people because of
them.>® considered to be, in some

a workforce who are

way, different from those
From this perspective, workforce diversity refers to a mix of people within  in the prevailing
a workforce who are considered to be, in some way, different from those in the constituency.
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prevailing constituency. Seven important reasons for organizations to engage poli-
cies, practices, and perspectives to diversify their workforces are:>

1. Resource Imperative: Today’s talent is overwhelmingly represented by
people from a vast array of backgrounds and life experiences. Competitive
companies cannot allow discriminatory preferences and practices to im-
pede them from attracting the best available talent.

L

Capacity-Building Strategy: Tumultuous change is the norm. Companies that
prosper have the capacity to effectively solve problems, rapidly adapt to
new situations, readily identify new opportunities, and quickly capitalize on
them. This capacity is only realized by a diverse range of talent, experience,
knowledge, insight, and imagination in their workforces.

3. Marketing Strategy: To ensure that products and services are designed to
appeal to the buying power of diverse customer bases, “smart” companies
are hiring people from all walks of life for their specialized insights and

knowledge; the makeup of their workforce reflects their customer base.

.

4

Business Communications Strategy: All organizations are seeing a growing
diversity in the workforces around them—their vendors, partners, and cus-
tomers. Those that choose to retain homogenous workforces will likely find
themselves increasingly ineffective in their external interactions and commu-
nications.

5. Economic Payback: Many groups of people who have been excluded from
workplaces are consequently reliant on tax-supported social service pro-
grams. Diversifying the workforce, particularly through initiatives like wel-
fare-to-work, can effectively turn tax users into taxpayers.

6. Social Responsibility: By diversifying our workforces we can help people
who are “disadvantaged” in our communities get opportunities to earn a
living and achieve their dreams.

7. Legal Requirement: Many employers are under legislative mandates to be
nondiscriminatory in their employment practices. Noncompliance with
Equal Employment Opportunity or Affirmative Action legislation can result
in fines and/or loss of contracts with government agencies.

Types of Diversity

Given that diversity addresses how people differ from one another in terms of
physical or societal characteristics, it can be considered from many perspec-
tives, including demographic (gender, race/ethnicity, age), disability, economic,
religion, sexual orientation, marital status, parental status, and even others.
Since we cannot address all of them here, this section focuses on several key
topics.

Gender Women now comprise 46.3 percent of U.S. business and 50 percent of
management, professional, and related occupations. Even though this number
has been increasing steadily over the last 60 years, women are still underrepre-
sented at the highest levels of organizations.® Catalyst, a leading source of
information on women in business (see Figure 2.7), tracks the number of women
on Fortune 500 boards and in corporate officer positions (the highest-level
executives who are often board-appointed or board approved).®! Findings show
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that women have steadily gained access to the elite level of corporate leadership,
but in the last two years this progress has stalled.®” Women as top earners and
CEOs lag far behind men, with women making up only 3 percent of Fortune 500
CEOs and 6.2 percent of Fortune 500 top earners (see Figure 2.6). As indicated
in a Catalyst report,* the situation is even more difficult for women of color. In
2005, only 5 percent of all managers, professionals, and related occupations
were African-American women; Latinas constituted 3.3 percent, and Asian
women 2.6 percent. In Europe the numbers are slightly different, but show a sim-
ilar pattern. In 2005, women (regardless of race/ethnicity) represented 44 percent
of the workforce, 30 percent of managerial positions, and only 3 percent of com-
pany CEOs.*

Why should we care about this? Because research shows that companies with
a higher percentage of female board directors and corporate officers, on average,
financially outperform companies with the lowest percentages by significant mar-
gins.®> Women leaders are also beneficial because they encourage more women in
the pipeline and act as role models and mentors for younger women. Moreover,
the presence of women leaders sends important signals that an organization has a
broader and deeper talent pool, is an “employer of choice,” and offers an inclu-
sive workplace.

The Leaking Pipeline Recognition that women have not penetrated the
highest level, and even worse, that they are abandoning the corporate workforce
just as they are positioned to attain these levels, has gained the attention of many
organizations. The phrase leaking pipeline was coined to describe this phe-
nomenon. The leaking pipeline theory gained credence with a study by Professor
Lynda Gratton of the London Business School.?® In her study she examined
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Figure 2.6 The Catalyst
Pyramid of U.S.Women

in Business.

[Source: Based on
Catalyst.org/132/us-women-in-
business (March, 2009). Used
by permission].

Leaking pipeline is a
phrase coined to describe
how women have not
reached the highest levels
of organizations.
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stereotyping occurs
when people make a
generalization, usually
exaggerated or
oversimplified (and
potentially offensive) that
is used to describe or
distinguish a group.

As racial diversity is increasing in
the workplace, attitudes toward
diversity are changing as well. The
younger generation, or “Millenials”
(those born between 1981 and
2000), are infusing the workplace
with an appreciation for differences.
Young people want to join a diverse
workforce because they feel they
can learn from those of different
backgrounds: “Once this generation
is in management positions
corporate diversity will really
advance,” says Ron Alsop, author
of The Trophy Kids Grow Up.

61 organizations operating in 12 European countries and found that the number
of women decreases the more senior the roles become.

Although research is just beginning to examine what is behind the leaking
pipeline, one reason being discussed is potential stereotyping. Catalyst re-
search” finds that women consistently identify gender stereotypes as a signifi-
cant barrier to advancement. They describe the stereotyping as the “think-leader-
think-male” mindset: the idea that men are largely seen as the leaders by default.
When probed further, both men and women saw women as better at stereotyp-
ically feminine “caretaking skills,” such as supporting and encouraging others,
and men as excelling at more conventionally masculine “taking charge” skills,
such as influencing superiors and problem solving—characteristics previously
shown to be essential to leadership. These perceptions are even more salient in
traditionally male-dominated fields, such as engineering and law, where women
are viewed as “out of place” and have to put considerable effort into proving oth-
erwise.

This creates a problem in terms of a double bind for women, meaning that
there is no easy choice. If they conform to the stereotype they are seen as
weak; if they go against the stereotype they are going against norms of femi-
ninity. As some describe, it creates a situation of “damned if they do, doomed
if they don’t.”%®

The impact of stereotypic bias is often underestimated. Some believe
that given the predominance of the stereotypes they must reflect real differ-
ences. However, research has shown they misrepresent reality: Gender is
not a reliable predictor of how people will lead.”” In fact, studies show that
women outrank men on 42 of 52 executive competencies. Others believe
that progress has been made so there is not a problem. As pointed out ear-
lier, however, while progress has been made in management ranks, the
same is not true at corporate officer levels. Given that approximately 50 per-
cent of managerial positions have been occupied by women since 1990, we
could expect current percentages of women at the highest levels to be
higher than 2-3 percent.

What can companies do? One suggestion would be to address stereo-
types and biases and consider the additional pressures placed on women as
they work to meet the already challenging demands of executive environ-
ments. As Catalyst reports, “Ultimately, it is not women’s leadership styles that

need to change but the structures and perceptions that must keep up with today’s
changing times.” Some things managers can do to change limiting structures and
perceptions include:”®

e Communicate leadership appointment opportunities and decision processes
transparently (rather than based on who you know).

e Encourage females to communicate interest in, and apply for, leadership
positions.

¢ Provide mentoring and development infrastructure for high potential
female managers that are geared to their unique needs.

e Actively monitor and analyze satisfaction levels of the women managed/
coached/mentored.

e Support career development through the family years—not seeing the
woman as “not motivated” or the family as a delay in her career path.



e Emphasize personal and family goals, and more meaningful work that
makes it worth staying in the workplace—stop the exodus of women poised
to obtain top roles.

e Create organizational cultures that are more satisfying to women (e.g., less mili-
taristic, less command-and-control, less status-based and more meaning-based).

e Measure performance through results—with less emphasis on “face-time.”

e Value leadership styles that are more inclusive and collaborative and rely
less on a high degree of hierarchy.

Race and Ethnicity Racial and ethnic differences represent another prominent
form of diversity in organizations. In the workplace, race and ethnicity are pro-
tected from discrimination by Title VII of the Civil Rights Act of 1964. This act
protects individuals against employment discrimination on the basis of race and
color, as well as national origin, sex, and religion. It applies to employers with 15
or more employees, including state and local governments.”! Tt also applies to
employment agencies and to labor organizations, as well as to the federal gov-
ernment. According to Title VII, equal employment opportunity cannot be denied
any person because of his/her racial group or perceived racial group, his/her
race-linked characteristics (e.g., hair texture, color, facial features), or because of
his/her marriage to or association with someone of a particular race or color. It
also prohibits employment decisions based on stereotypes and assumptions about
abilities, traits, or the performance of individuals of certain racial groups.

Title VII's prohibitions apply regardless of whether the discrimination is
directed at Whites, Blacks, Asians, Latinos, Arabs, Native Americans, Native
Hawaiians and Pacific Islanders, multi-racial individuals, or persons of any other
race, color, or ethnicity. It covers issues of recruiting, hiring and promotion,
transfer, work assignments, performance measurements, the work environment,
job training, discipline and discharge, wages and benefits, and any other term,
condition, or privilege of employment.

A Focus on Inclusion While in the past many organizations addressed
the issue of racial and ethnic diversity from the standpoint of compliance (e.g.,
complying with the legal mandate by employing an Employment Equity and
Affirmative Action Officer who kept track of and reported statistics), in re-
cent years we have experienced a shift from a focus on diversity to a focus
on inclusion. As described by Katharine Esty,”? “This sea change has happened
without fanfare and almost without notice. In most organizations, the word in-
clusion has been added to all the company’s diversity materials with no expla-
nation.” As Esty explains, this change represents a shift from a numbers game to
a focus on culture, and consideration of how organizations can create inclusive
cultures for everyone.

The move from diversity to inclusion occurred primarily because employers
began to learn that, although they were able to recruit diverse individuals, they
were not able to retain them. In fact, some organizations found that after years of
trying, they had Jlower representation among certain groups than they had earlier.
They pieced together that this was related to the fact that the upper ranks of
organizations continued to be primarily white male. In these environments aware-
ness and diversity training was not enough—they needed to go more deeply. So,
they asked different questions: Do employees in all groups and categories feel
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Title VII of the Civil
Rights Act of 1964
protects individuals against
employment discrimination
on the basis of race and
color, national origin, sex,
and religion.

Inclusion is the focus
of an organization’s
culture on welcoming and
supporting all types and
groups of people.
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Social identity theory
is a theory developed
to understand the
psychological basis of
discrimination.

In-group occurs when
individuals feel part of a
group and experience
favorable status and a
sense of belonging.
Out-group occurs when
one does not feel part of a
group and experiences
discomfort and low
belongingness

comfortable and welcomed in the organization? Do they feel included, and do
they experience the environment as inclusive?”?

Social Identity Theory As research shows, these questions are impor-
tant because they relate to what social psychologists Henri Tajfel and John
Turner termed social identity theory.” Social identity theory was developed to
understand the psychological basis of discrimination. It describes individuals as
having not one but multiple “personal selves” that correspond with membership
in different social groups. For example, you have different “identities” depend-
ing on your group memberships: you may have an identity as a woman, a Latina,
an “Alpha Delta Pi” sorority sister, etc. Social identity theory says that just the mere
act of categorizing yourself as a member of a group will lead you to have favoritism
toward that group. This favoritism will be displayed in the form of “in-group”
enhancement at the expense of the out-group. In other words, by becoming a
member of Alpha Delta Pi you enhance the status of that group and positively
differentiate Alpha Delta Pi relative to the other sororities.

In terms of race and ethnicity, social identity theory suggests that simply by
having racial or ethnic groups it becomes salient in people’s minds; individuals
will feel these identities and engage in-group and out-group categorizations. In
organizational contexts these categorizations can be subtle but powerful—and
primarily noticeable to those in the “out-group” category. Organizations may not
intend to create discriminatory environments, but having only a few members of
a group may evoke a strong out-group identity. This may make them feel uncom-
fortable and less a part of the organization.

Age It is getting harder to have discussions with managers today without the
issue of age differences arising. Age, or more appropriately generational, diver-
sity is affecting the workplace like never before. And seemingly everyone has
an opinion!

The controversy is being generated from Millenials, Gen Xers, and Baby
Boomers mixing in the workplace—and trying to learn how to get along. Baby
Boomers, the postwar generation born between 1946 and 1964, make up about
40 percent of today’s workforce. Generation X, born between 1965 and 1980, make
up about 36 percent of the workplace. Millenials, born between roughly 1981 and
2000, make up about 16 percent of the workforce (with the remaining 8 percent
Matures, born between 1922 and 1945). The primary point of conflict: work ethic.
Baby Boomers believe that Millenials are not hard working and are too “entitled.”
Baby Boomers value hard work, professional dress, long hours, and paying their
dues—earning their stripes slowly.” Millenials believe Baby Boomers and Gen
Xers are more concerned about the hours they work than what they produce.
Millenials value flexibility, fun, the chance to do meaningful work right away,
and “customized” careers that allow them the choice to go at the pace they want.

The generational mix provides an excellent example of diversity in action.
Workforces that are more diverse have individuals with different backgrounds,
values, perspectives, opinions, styles, etc. If the groups involved can learn to cap-
italize on these differences, they can create a work environment more beneficial
for all. For example, one thing Millenials can bring to the workplace is their ap-
preciation for gender equality and sexual, cultural, and racial diversity—Millenials
embrace these concepts more than any previous generation. Millenials also have
an appreciation for community and collaboration. They can help create a more



relaxed workplace that reduces some of the problems that come from too
much focus on status and hierarchy.” Boomers and Gen Xers bring a wealth
of experience, dedication, and commitment that contribute to productivity,
and a sense of professionalism that is benefiting their younger counterparts.
Together, Millenials and Gen Xers may be able to satisfy the Gen X desire for
work-life balance through greater demand for more flexible scheduling and
virtual work. Accomplishing such changes will come when all the generations
learn to understand, respect—and maybe even like—one another.

Disability In recent years the “disability rights movement” has been working
to bring attention and support to the needs of disabled workers.”” The passage
of the Americans with Disabilities Act (ADA) has been a significant catalyst in
advancing their efforts. The ADA is a comprehensive federal civil-rights statute
signed into law in 1990 to protect the rights of people with disabilities, and is
parallel to acts previously established for women and racial, ethnic, and religious
minorities. It prohibits discrimination and mandates that disabled Americans be
accorded equality in pursuing jobs, goods, services, and other opportunities.

The focus of the ADA is to eliminate employers’ practices that make people
with disabilities unnecessarily different. Disabilities include any form of impair-
ment (loss or abnormality of psychological or anatomical structure or function),
disability (any restriction or lack of ability to perform an activity in the manner
or within the range considered normal for a human being), or handicap (a dis-
advantage resulting from an impairment or disability that limits or prevents the
fulfillment of a role that is normal, depending on age, sex, social, and cultural
factors, for that individual).

The ADA has helped to generate a more inclusive climate where organiza-
tions are reaching out more to people with disabilities. The most visible changes
from the ADA have been in issues of universal design—the practice of design-
ing products, buildings, public spaces, and programs to be usable by the greatest
number of people. You may see this in your own college or university’s actions
to make their campus and classrooms more accessible.”

The disability rights movement is working passionately to advance a redefi-
nition of what it means to be disabled in American society. The goal is to over-
come the “stigmas” attached to disability. A stigma is a phenomenon whereby
an individual with an attribute, which is deeply discredited by his/her society, is
rejected as a result of the attribute. Because of stigmas, many are reluctant to
seek coverage under the ADA because they do not want to experience discrim-
ination in the form of stigmas.

Estimates indicate that over 50 million Americans have one or more physical
or mental disabilities. Even though recent studies report that disabled workers do
their jobs as well as, or better than, nondisabled workers, nearly three-quarters
of severely disabled persons are reported to be unemployed. Almost 80 percent
of those with disabilities say they want to work.” Therefore, the need to ad-
dress issues of stigmas and accessibility for disabled workers is not trivial.

As companies continue to appreciate the value of diversity and activists con-
tinue to work to “de-stigmatize” disabilities by working toward a society in which
physical and mental differences are accepted as normal and expected—not ab-
normal or unusual—we can expect to see even greater numbers of disabled
workers. This may be accelerated by the fact that the cost of accommodating
these workers has been shown to be low.?
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The concept of “universal design”
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STEPHEN HAWKING SOARS DESPITE DISABILITY

Stephen Hawking cannot
speak, and does not have use
of his motor skills. But he
doesn’t let that stop him.
Renowned for his work in the-
oretical physics, Hawking has
been an influential voice in re-
defining the way we see black
holes and the origin of the uni-
verse. He is perhaps most recog-
nized outside academic circles
for his book A Brief History of
Time, in which he explains to
laypeople the relationship

between Einstein’s General
Theory of Relativity and
Quantum Theory. Hawking has
maintained an extensive pro-
gram of travel, public lectures,
and television appearances—
even defying gravity by experi-
encing weightlessness on a
zero-gravity flight for two hours
over the Atlantic.

Hawking was diagnosed
with ALS, or Lou Gehrig’s dis-
ease, a few years after his 21st
birthday. Over time, ALS has
gradually crippled his body, first
making him dependent on a
wheelchair and private nurse,
and then requiring 24-hour nurs-
ing care. Unable to speak, he
uses a voice synthesizer devised
by a colleague that allows him
to type rather than having to
check letters off a card.

His accomplishments and
ability to live a full life, with
three children and three grand-
children, have inspired people
around the world. As Hawking
says, “I'm sure my disability
has a bearing on why I'm
well known. People are fasci-
nated by the contrast between
my very limited physical
powers, and the vast nature of
the universe I deal with. I'm
the archetype of a disabled
genius, or should I say a
physically challenged genius,
to be politically correct. At
least I'm obviously physically
challenged. Whether I'm a
genius is more open to
doubt.”8!

Genius or not, Hawking
has shown that disability does
not equate to inability.

Sexual Orientation The issue of sexual orientation is also gaining attention
in organizations. A December 2008 Newsweek poll shows that 87 percent of
Americans believe that gays and lesbians should have equal rights in terms of job
opportunities.®* Moreover, many businesses are paying close attention to statis-
tics showing that the gay market segment is one of the fastest growing segments
in the United States. The buying power of the gay/lesbian market is set to ex-
ceed $835 billion by 2011.%3 Companies wanting to tap into this market will need
employees who understand and represent it.

Although sexual orientation is not protected by the Equal Employment
Opportunities Commission (EEOC), which addresses discrimination based on
race, color, sex, religion, national origin, age, and disability,** some states have
executive orders protecting the rights of gay and lesbian workers. The first state
to pass a law against workplace discrimination based on sexual orientation was
Wisconsin in 1982.5 As of January 2008, thirteen states prohibited workplace dis-
crimination against gay people, while seven more had extended such protections
to LGB (lesbian, gay, bisexual) people.

Regardless of legislation, findings are beginning to show that the workplace
is improving for gay Americans. Thirty years ago the first U.S. corporation added
sexual orientation to its nondiscrimination policy. Can you guess who it was? The



company was AT&T and its chairman John DeButts.?” He made the statement that
his company would “respect the human rights of our employees.” This action
opened the door for other companies, which then began adding same-sex do-
mestic partners to health insurance benefits. In 2007, John Browne, CEO of oil
and gas producer BP PLC, said: “If we want to be an employer of the most able
people who happen to be gay or lesbian, we won’t succeed unless we offer
equal benefits for partners in same-sex relationships.”

Browne reflects the attitude of a growing list of companies that are extend-
ing rights to gay and lesbian workers. In 2007, 4,463 companies offered health
insurance benefits to employees’ domestic partners, and 2,162 employers have
nondiscrimination policies covering sexual orientation. The higher a company is
on the Fortune 500 list, the more likely it is to have both domestic partner ben-
efits and a written nondiscrimination policy covering sexual orientation.®® Among
the companies listed as most friendly to gays are Disney, Google, US Airways,
the New York Times Co., Ford, Nike, and PepsiCo.

Human Rights Campaign As noted by the Human Rights Campaign
president Joe Solmonese, “Each of these companies is working hard to transform
their workplaces and make them safer for millions of employees around the
country. We can now say that at least 10 million employees are protected on the
basis of sexual orientation and gender identity on the job.”®

While there is still a long way to go, as more gays and lesbians have become
open about their sexuality at work and elsewhere, attitudes are changing.
Companies are beginning to understand that respecting and recruiting gay em-
ployees is good for the employees—and good for the bottom line.

Valuing and Supporting Diversity

The concept of valuing diversity in organizations emphasizes appreciation of
differences in creating a setting where everyone feels valued and accepted.
Valuing diversity assumes that groups will retain their own characteristics and
will shape the firm as well as be shaped by it, creating a common set of values
that will strengthen ties with customers, enhance recruitment, and contribute to
organizations and society. Sometimes diversity management is resisted because
of fear of change and discomfort with differences. But as Dr. Santiago Rodriguez,
Director of Diversity for Microsoft, says, true diversity is exemplified by compa-
nies that “hire people who are different— knowing and valuing that they will
change the way you do business.”

So how do managers and firms deal with all this? By committing to the creation
of environments that welcome and embrace inclusion and working to promote
a better understanding of factors that help support inclusion in organizations.
The most prominent of these include:”

e Strong commitment to inclusion from the Board and Corporate Officers

e Influential mentors and sponsors who can help provide career guidance and
navigate politics

e Opportunities for networking with influential colleagues

e Role models from same-gender, racial, or ethnic group

e Exposure through high visibility assignments
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e An inclusive culture that values differences and does not require extensive
adjustments to fit in

e Work to acknowledge and reduce subtle and subconscious stereotypes and
stigmas

Resources in
rlle 0 B S/{ills These learning activities from 7he OB Skills Workbook are suggested for Chapter 2.
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studyguide
Summary

0”38”0”3 What are individual differences and why are they important?

e The study of individual differences attempts to identify where behavioral tendencies

a”d A”S Wer S are similar and where they are different to be able to more accurately predict how
and why people behave as they do.

e For people to capitalize on individual differences they need to be aware of them.
Self-awareness is being aware of our own behaviors, preferences, styles, biases, and
personalities; awareness of others means being aware of these same things in others.

e Self-concept is the view individuals have of themselves as physical, social, and spiritual
or moral beings. It is a way of recognizing oneself as a distinct human being.

e The nature/nurture controversy addresses whether we are the way we are because
of heredity, or because of the environments in which we have been raised and live.

What is personality?

e Personality captures the overall profile, or combination of characteristics, that repre-
sents the unique nature of an individual as that individual interacts with others.

e Personality is determined by both heredity and environment; across all personality
characteristics, the mix of heredity and environment is about 50-50.The Big Five
personality traits consist of extraversion, agreeableness, conscientiousness, emotional
stability, and openness to experience.



Summary Questions and Answers

A useful personality framework consists of social traits, personal conception traits,
emotional adjustment traits, and personality dynamics, where each category repre-
sents one or more personality dimensions.

How are personality and stress related?

Stress emerges when people experience tensions caused by extraordinary demands,
constraints, or opportunities in their jobs.

Personal stressors derive from personality type, needs, and values; they can influence
how stressful different situations become for different people.

Work stressors arise from such things as excessive task demands, interpersonal
problems, unclear roles, ethical dilemmas, and career disappointments.

Nonwork stress can spill over to affect people at work; nonwork stressors may be
traced to family situations, economic difficulties, and personal problems.

Stress can be managed by prevention—such as making adjustments in work and
nonwork factors; it can also be dealt with through coping mechanisms and personal
wellness—taking steps to maintain a healthy body and mind capable of better with-
standing stressful situations.

What are value differences and how do they vary across cultures?

Values are broad preferences concerning courses of action or outcomes.

Rokeach identifies terminal values (preferences concerning ends) and instrumental
values (preferences concerning means); Allport and his associates identify six
value categories, ranging from theoretical to religious; Meglino and his associates
classify values into achievement, helping and concern for others, honesty, and
fairness.

Hofstede’s five national culture values dimensions are power distance, individualism—
collectivism, uncertainty avoidance, masculinity—femininity, and long-term/short-term
orientation.

Culture is the learned and shared way of doing things in a society; it represents
deeply ingrained influences on the way people from different societies think,
behave, and solve problems.

What is diversity and why is it important in the workplace?

Workforce diversity is increasing in the United States and other countries. It is im-
portant because of the benefits diverse backgrounds and perspectives can bring to
the workplace.

Rather than being something we have to “manage,” diversity should be something
we value. There are many reasons to value diversity, from resource and capacity-
building perspectives to social and legal responsibilities.

There are many types of diversity, but the most commonly discussed in the work-
place are gender, racial/ethnic, age, disability, and sexual orientation.

In recent years there has been a shift from a focus on diversity to a focus on inclu-
sion. This represents a need to emphasize not only recruitment but retention.
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Key Terms

Self-Test 2

e Social identity theory suggests that many forms of discrimination are subtle but
powerful, and may occur in subconscious psychological processes that individuals

of out-groups perceive in the workplace.

e Companies can value diversity by promoting cultures of inclusion that implement

policies and practices to help create a more equitable and opportunity-based

environment for all.

Americans with Disabilities
Act (p. 51)
Authoritarianism (p. 35)
Awareness of others
(p. 28)
Coping (p. 39)
Culture (p. 43)
Disability (p. 51)
Distress (p. 38)
Dogmatism (p. 35)
Emotion-focused coping
(p. 39
Emotional adjustment traits
(p. 30)
Eustress (p. 38)
Inclusion (p. 49)
Individual differences
(p. 28
Individualism-collectivism
(p. 44
In-group (p. 50)
Instrumental values (p. 41)

Multiple Choice

1. Values in the United States

Job burnout (p. 38)
Leaking pipeline (p. 47)
Locus of control (p. 34)
Long-term/short-term
orientation (p. 44)
Machiavellianism (p. 35)
Masculinity-femininity
(p. 44
Out-group (p. 50)
Personal conception traits
(p. 39
Personal wellness (p. 40)
Personality (p. 31)
Personality traits (p. 31)
Power distance (p. 43)
Proactive personality
(p. 39
Problem-focused coping
(p. 39
Problem-solving style
(p. 32)
Self-awareness (p. 28)

Self-concept (p. 28)
Self-esteem (p. 28)
Self-efficacy (p. 29)
Self-monitoring (p. 36)
Social identity theory

(p. 50)
Social traits (p. 32)
Stereotyping (p. 48)
Stigma (p. 51)
Stress (p. 37)
Terminal values (p. 41)
Title VII of the Civil Rights

Act of 1964 (p. 49)
Type A orientation (p. 36)
Type B orientation (p. 36)
Uncertainty avoidance

(p. 44
Universal design (p. 51)
Value congruence (p. 42)
Values (p. 40)
Workforce diversity (p. 45)

. (a) are largely unchanged across time

(b) have moved away from earlier values (¢) are virtually the same as attitudes

(d) tend not to be shared within cultures and organizations

2. Values are

abilities (¢) related to aptitudes (d) similar to attitudes

. (@) similar to personality variables (b) used in place of



10.

11.

12.

13.

14.

Self-Test 2

is the study of how people in different cultures use persistence, the
ordering of relationships, thrift, sense of shame, personal steadiness, reciprocity, pro-
tection of “face,” and respect for tradition to communicate. (a) Confucian dynamism
(b) The Whorfian hypothesis (¢) Proxemics (d) Domestic multiculturalism

. One would expect to find respect for authority and acceptance of status differences

in cultures with high . (@) power distance (b) individualism (¢) uncer-
tainty avoidance (d) aggressiveness

. Asian countries such as Japan and China are described on Hofstede’s dimensions of

national culture as generally high in . (a) uncertainty avoidance
(b) short-term orientation (¢) long-term orientation (d) individualism

. The Big Five framework consists of . (a) five aptitudes and abilities

(b) five demographic characteristics (c) extraversion, agreeableness, strength, emo-
tional stability, and openness to experience (d) extraversion, agreeableness, consci-
entiousness, emotional stability, and openness to experience

. Personality dynamics is represented by . (@) self-esteem and self-

efficacy (b) Type A/Type B orientation (¢) self-monitoring (d) Machiavellianism

. Task demands and ethical dilemmas are examples of stressors, while

a Type A personality is a stressor. (a) work-related; personal
(b) work-related; nonwork (¢) nonpersonal; personal (d) real; imagined

. Stress that comes from not knowing or understanding what you are expected to

do is caused by the stressor of . (a) role conflict (b) task demands
(o) interpersonal problems (d) role ambiguity

Which is an example of stress management by using the personal wellness strategy?
(a) role negotiation (b) empowerment (¢) regular physical exercise (d) flexible
hours

In the United States, Canada, the European Union, and much of the rest of the
world, the workforce is . (@) becoming more homogeneous (b) more
highly motivated than before (¢) becoming more diverse (d) less motivated than
before

Stereotyping occurs when one thinks of an individual . (@) as different
from others in a given group (b) as possessing characteristics commonly associated
with members of a given group (¢) as like some members of a given group but dif-
ferent from others (d) as basically not very competent

Managing diversity and affirmative action are . (@) similar terms for the
same thing (b) both mandated by law (¢) different but complementary (d) becoming
less and less important

Demographic differences . (@) are especially valuable in selecting
workers (b) are based on aptitudes and abilities (¢) are the background variables
that help shape who a person becomes over time (d) are important personality
aspects

Short Response

15.

16.

Why is the individualism-collectivism dimension of national culture important
in OB?

How do power-distance values affect management practices across cultures?
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17. In what ways are demographic characteristics important in the workplace?

18. How might stress influence individual performance?

Applications Essay

19. Your boss is trying to figure out how to get the kinds of people she needs for her
organization to do well, while at the same time dealing appropriately with an in-
creasing number of nonwhite workers. She has asked you to respond to this con-
cern. Prepare a short report with specific suggestions for your boss.
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chapterat a glance

When we're feeling good there’s hardly anything better.
But when we're feeling down, it takes a toll on us and
possibly others. OB scholars are very interested in
emotions, attitudes, and job satisfaction. Here's what
to look for in Chapter 3. Don't forget to check your
learning with the Summary Questions & Answers

and Self-Test in the end-of-chapter Study Guide.

WHAT ARE EMOTIONS AND MOODS?
Emotions

Emotional Intelligence

Types of Emotions

Moods

HOW DO EMOTIONS AND MOODS INFLUENGE
BEHAVIOR IN ORGANIZATIONS?

Emotion and Mood Contagion

Emotional Labor

Emotions and Moods across Cultures

Emotions and Moods as Affective Events

Functions of Emotions and Moods

WHAT ARE ATTITUDES?
Components of Attitudes

Attitudes and Behavior

Attitudes and Cognitive Consistency
Types of Job Attitudes

WHAT IS JOB SATISFACTION AND
WHAT ARE ITS IMPLICATIONS?
Components of Job Satisfaction

Job Satisfaction Findings

Job Satisfaction and Behavior

Job Satisfaction and Performance



Don Thompson, president of
McDonald’'s USA, is described
as having “the ability to listen,
blend in, analyze and
communicate.

ome call Don Thompson, president of McDonald's USA, the accidental executive.
At the age of 44 he's not only one of the youngest top managers in the Fortune
500, he also may have followed the most unusual career path. After graduating
from Purdue with a degree in electrical engineering, Johnson
went to work for Northrop Grumman. He did well, rose into
management, and one day received a call from a head-hunter.
Thompson listened, thinking the job being offered was at
McDonnell Douglas Company—another engineering centric firm.
After finding out it was at McDonald's he almost turned the
opportunity down. But with encouragement he took the interview,
and his career and McDonald's haven't been the same since.
Thompson hit the ground running at McDonald's and did well.
But he became frustrated at one point after failing to win the annual
President's award. He decided it might be time to move on. The
firm's diversity officer recommended he speak with Raymond Mines,
at the time the firm's highest-ranking African-American executive.
When Thompson confided that he “wanted to have an impact on
decisions,” Mines told him to move out of engineering and into the
operations side of the business. Thompson did and his work
excelled. It got him the attention he needed to advance to ever-
higher responsibilities that spanned restaurant operations, franchisee relations, and
strategic management.

The president’s office at McDonald’s world headquarters in Oak Brook,
lllinois has no door; the building is configured with an open floor plan. And that
fits well with Thompson’s management style and personality. His former mentor
Raymond Mines says: “he has the ability to listen, blend in, analyze and communicate.
People feel at ease with him. A lot of corporate executives have little time for
those below them. Don makes everyone a part of the process.” As for Thompson,

he says “l| want to make sure others achieve their goals; just as | have.”
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Affect is the range of
feelings in the forms of
emotions and moods that
people experience in their
life context.

Emotions are strong
positive or negative
feelings directed toward
someone or something.

Emotional intelligence
is an ability to understand
emotions and manage
relationships effectively.

Foundations of Emotions and Moods

How do you feel when you are driving a car and halted by a police officer? You
are in class and find out you received a poor grade on an exam? A favorite pet
passes away? You check your e-mail and discover that you are being offered
a job interview? A good friend walks right by without speaking? A parent or
sibling or child loses their job? Or, you get this SMS from a new acquaintance:
“Ur gr8 ©!?

These examples show how what happens to us draws out “feelings” of many
forms, such as happy or sad, angry or pleased. These feelings constitute what
scholars call affect, the range of feelings in the forms of emotions and moods
that people experience in their life context.! Affects have important implications
not only for our lives in general but also our behavior at work.? Don Johnson,
featured in the opening example, might have allowed his “frustration” at slow
career progress to turn into negative affect toward McDonald’s. Fortunately for
him and the company it didn’t. With the help of a career mentor, his willingness
to work hard was supported by positive affects that surely contributed to his rise
to senior management.

Emotions

Anger, excitement, apprehension, attraction, sadness, elation, grief . . . An emotion
is a strong positive or negative feeling directed toward someone or something.?
Emotions are usually intense, not long-lasting, and always associated with a
source—someone or something that makes us feel the way we do. For example,
you might feel positive emotion of elation when an instructor congratulates you
on a fine class presentation; you might feel negative emotion of anger when an
instructor criticizes you in front of the class. In both situations the object of your
emotion is the instructor, but the impact of the instructor’s behavior on your feel-
ings is quite different in each case. And your behavior in response to the aroused
emotions is likely to differ as well—perhaps breaking into a wide smile after the
compliment, or making a nasty side comment or withdrawing from further par-
ticipation after the criticism.

Emotional Intelligence

All of us are familiar with the notions of cognitive ability and intelligence, or IQ,
which have been measured for many years. A more recent concept is emotional
intelligence, or EI First introduced in Chapter 1 as a component of a manager’s
essential human skills, it is defined by scholar Daniel Goleman as an ability to
understand emotions in ourselves and others and to use that understanding to
manage relationships effectively.* EI is demonstrated in the ways in which we
deal with affect, for example, by knowing when a negative emotion is about to
cause problems and being able to control that emotion so that it doesn’t become
disruptive.

Goleman’s point with the concept of emotional intelligence is that we
perform better when we are good at recognizing and dealing with emotions in
ourselves and others. When we are high in EI, we are more likely to behave in
ways that avoid having our emotions “get the better of us.” Knowing that an
instructor’s criticism causes us to feel anger, for example, we might be better able
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to control that anger
when being criticized,
maintain a positive face,
and perhaps earn the in- Self- Social
structor’s praise when we Awareness Awareness
make future class contri- Understanding our emotions and their Empathy; understanding the emotions of
butions. If the unchecked impact on ourselves and others others and their impact on relationships
anger caused us to act
in a verbally aggressive
way—creating a negative —— Emotional Intelligence ——
impression in the in- Competencies
structor’s eyes—or to
withdraw from all class Self- Relationship
participation—causing Management Management

the instructor to believe
we have no interest in
the course, our course
experience would likely
suffer.

The essential argu-
ment is that if you are good at knowing and managing your emotions and are
good at reading others’ emotions, you may perform better while interacting with
other people. This applies to work and life in general, and to leadership situa-
tions in particular.’ Figure 3.1 identifies four essential emotional intelligence com-
petencies that can and should be developed for leadership success and, we can
say, success more generally in all types of interpersonal situations.® The compe-
tencies are self-awareness, social awareness, self-management, and relationship
management.

Self-awareness is the ability to understand our emotions and their impact
on our work and on others. You can think of this as a continuing appraisal of
your emotions that results in a good understanding of them and the capacity to
express them naturally. Social awareness is the ability to empathize, to under-
stand the emotions of others, and to use this understanding to better relate to
them. It involves continuous appraisal and recognition of others’ emotions, re-
sulting in better perception and understanding of them.

Self-management in emotional intelligence is the ability to think before
acting and to be in control of otherwise disruptive impulses. It is a form of self-
regulation in which we stay in control of our emotions and avoid letting them take
over. Relationship management is an ability to establish rapport with others in
ways that build good relationships and influence their emotions in positive ways. It
shows up as the capacity to make good use of emotions by directing them toward
constructive activities and improved relationships.

Self-regulation; thinking before acting
and staying in control of our emotions

Types of Emotions

When it comes to emotions and emotional intelligence, researchers have iden-
tified six major types of emotions: anger, fear, joy, love, sadness, and surprise.
The key question from an emotional intelligence perspective is: Do we recog-
nize these emotions in ourselves and others, and can we manage them well?
Anger, for example, may involve disgust and envy, both of which can have

Rapport; making use of emotions to build
and maintain good relationships

Figure 3.1 Four key
emotional intelligence
competencies for
leadership success.

Self-awareness is the
ability to understand our
emotions and their impact
on us and others.

Social awareness is the
ability to empathize and
understand the emotions
of others.

Self-management is
the ability to think before
acting and control
disruptive impulses.

Relationship
management is the ability
to establish rapport with
others to build good
relationships.



_ Leaders on Leadership

Even at NPR, what Fast
Company magazine calls “the
country’s brainiest, brawniest
news-gathering giant,” there
can be a fair amount of conflict
as NPR central and its member
stations try to work together.
And that’s precisely what new
CEO Vivian Schiller knows she
has to master.

Money, of course, is the
crux of the problem. NPR itself
doesn’t broadcast anything; it
produces several shows like
Morning Edition and All Things
Considered and sends them to
local stations for use with local

programming for their audiences.

The nonprofit member stations
survive through donations from
listeners and sponsors, and pay
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dues and fees to NPR for rights
of affiliation and use of the na-
tional shows.

Since NPR puts its content
online just about anyone can
access it over the Internet;
there’s even an NPR app for
iPhones. In one month alone
NPR had 14 million Podcast
downloads. And if you can get
programs through NPR’s Web
site, you don’t need to listen to
and support the local channel.
Right?

One of NPR’s own com-
mentators, Paul Farhi describes
the problem this way: “If ’'m
running a station in Chapel Hill
or Boomington, T pay dues to
NPR to get marquee program-
ming that brings people to my

station . . . I don’t care about
your digital initiative. . . . You're
siphoning my dues to build
your national brand. That's the
essence of the conflict.”

With experience at five
other major media organizations,
most recently the NYTimes.com
and previously Discovery
Channel, CNN, and TBS, Schiller
is confident as CEO. She talks
not about conflict and NPR
being viewed as a “competitor”
to the local stations, but about
“opportunity,” and says her job
is to “figure out a way to work
together so that people in every
community who go to their local
NPR-member-station sites can
get the benefit of NPR’s interna-
tional, national, and local cover-
age in a seamless experience.”

Schiller seems to be saying
all the right things. But her task
is going to be challenging;
there’s a lot to be worked out
in the NPR—member station
relationships and emotions can
run high. At KCRW in Los
Angeles, general manager Ruth
Seymour says: “There is hope
on NPR’s part that somehow we
can work collaboratively online.
I am truly dubious about it. In
online, everybody is competi-
tive with everybody else.”

Self-conscious
emotions arise from
internal sources, and

social emotions derive
from external sources.

very negative consequences. Fear may contain alarm and anxiety; joy may
contain cheerfulness and contentment; love may contain affection, longing,
and lust; sadness may contain disappointment, neglect, and shame.

It is also common to differentiate between self-conscious emotions that
arise from internal sources and social emotions that are stimulated by external
sources.” Shame, guilt, embarrassment, and pride are examples of internal emo-
tions. Understanding self-conscious emotions helps individuals regulate their
relationships with others. Social emotions like pity, envy, and jealousy derive
from external cues and information. An example is feeling envious or jealous
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upon learning that a co-worker received a promotion or job assignment that you
were hoping to get.

Moods

Whereas emotions tend to be short-term and clearly targeted at someone or

something, moods are more generalized positive and negative feelings or states Moods are generalized
of mind that may persist for some time. Everyone seems to have occasional positive and negative
moods, and we each know the full range of possibilities they represent. How  feelings or states of mind.
often do you wake up in the morning and feel excited and refreshed and just

happy, or wake up feeling grouchy and depressed and generally unhappy? And

what are the consequences of these different moods for your behavior with friends

and family, and at work or school?

In respect to OB a key question relating to moods is how do they affect some-

one’s likeability and performance at work? When it comes to CEOs, for example,

a Business Week article claims that it pays to be likable; “harsh is out, caring is in.”®

Some CEOs are even hiring executive coaches to help them manage their affects

to come across as more personable and friendly in relationships with others. If a

CEO goes to a meeting in a good mood and gets described as “cheerful,” “charm-

ing,” “humorous,” “friendly,” and “candid,” she or he may be viewed as on the up-

swing. But if the CEO goes into a meeting in a bad mood and is perceived as

“prickly,” “impatient,” “remote,” “tough,” “acrimonious,” or even “ruthless,” the
view will more likely be of a CEO on the downslide.

Figure 3.2 offers a brief comparison of emotions and moods. In general,
emotions are intense feelings directed at someone or something; they always
have rather specific triggers; and they come in many types—anger, fear,
happiness, and the like. Moods tend to be more generalized positive or
negative feelings. They are less intense than emotions and most often seem to
lack a clear source; it’s often hard to identify how or why we end up in a
particular mood.” But moods tend to be more long-lasting than emotions.
When someone says or does something that causes a quick and intense
positive or negative reaction from you, that emotion will probably quickly
pass. However, a bad or good mood is likely to linger for hours or even days,
is generally displayed in a wide range of behaviors, and is less likely to be
linked with a specific person or event.

» o« ” o«

Emations and Moods in Organizations

Not too long ago, CEO Mark V. Hurd of Hewlett-Packard found himself dealing
with a corporate scandal. It seems that the firm had hired “consultants” to track
down what were considered to be confidential leaks by members of HP’s Board

Emotions Moods

“T was really angry when Prof. Nitpicker “Oh, I just don’t have the energy to do much

c.rztzctzec.i my pr?sentatwn. | today; I've f.elt dotfm all week.

dd entified with a source, cause shar d to identify source, cause

¢ end to be brief, episodic <«——— <anb e long lasting Figure 3.2 Emotions and
esmany f orms and types « ither “positive” or “negative” moods are different, but
wact ion-oriented; link with behavior mo re cerebral; less action oriented can also influence one
«can t urn into a mood «an inf luence emotions

another.
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Emotion and mood
contagion is the spillover
of one’s emotions and
mood onto others.

Emotional labor is a
situation where a person
displays organizationally

desired emotions in
a job.

Life is Good

Bert and John Jacobs began selling
tee shirts on Boston streets and now
run an $80 million company-Life is
Good. John says: “Life is good . . .
Don’t determine that you're going to
be happy when you get the new car
or the big promotion or meet that
special person. You can decide that
you're going to be happy today.”

of Directors. When meeting the press and trying to explain the situation and
resignation of Board Chair Patricia C. Dunn, Hurd called the actions “very
disturbing” and The Wall Street Journal described him as speaking with “his voice
shaking.”1°

Looking back on this situation, we can say that Hurd was emotional and
angry that the incident was causing public humiliation for him and the company.
Chances are the whole episode resulted in him being in a bad mood for a while.
In the end both he and the company came out of the scandal fine, but in the
short run, at least, Hurd’s emotions and mood probably had consequences for
those working directly with him and for HP’s workforce as a whole.

Emotion and Mood Contagion

Although emotions and moods are influenced by different events and situations,
each of us may be prone to displaying some relatively stable tendencies.!* Some
people seem most always positive and upbeat about things. For these optimists
we might say the glass is nearly always half full. Others, by contrast, seem to be
often negative or downbeat. They tend to be pessimists viewing the glass as half
empty. Such tendencies toward optimism and pessimism not only influence the
individual’s behavior, they can also influence other people he or she interacts
with—co-workers, friends, and family members.

Researchers are increasingly interested in emotion and mood contagion—
the spillover effects of one’s emotions and mood onto others.!? You might think
of emotion and mood contagion as a bit like catching a cold from someone.
Evidence shows that positive and negative emotions are “contagious” in much
the same ways, even though the tendency may be underrecognized in work
settings. In one study team members were found to share good and bad moods
within two hours of being together; bad moods, interestingly, traveled person-
to-person faster than good moods.’? Other research found that when mood
contagion is positive followers report being more attracted to their leaders and
rate the leaders more highly. Mood contagion can also have inflationary and
deflationary effects on the moods of co-workers and teammates, as well as family

and friends.'

Daniel Goleman and his colleagues studying emotional intelligence
consider emotion and mood contagion an important leadership issue that
should be managed with care. “Moods that start at the top tend to move
the fastest,” they say, “because everyone watches the boss.”"® This was
very evident as CEOs in all industries—business and nonprofit alike,
struggled to deal with the impact of economic crisis on their organiza-
tions and workforces. “Moaning is not a management task,” said Rupert
Stadler of Audi: “We can all join in the moaning, or we can make a virtue
of the plight. T am rather doing the latter.”'®

Emotional Labor

The concept of emotional labor relates to the need to show certain emo-
tions in order to do a job well. It is a form of self-regulation to display orga-
nizationally desired emotions in one’s job. Good examples come from serv-
ice settings such as airline check-in personnel or flight attendants. They are
supposed to appear approachable, receptive, and friendly while taking care
of the things you require as a customer. Some airlines like Southwest go even
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further in asking service employees to be “funny” and “caring” and “cheerful”

while doing their jobs.
Emotional labor isn’t always easy; it can be hard to be consistently “on,”

projecting the desired emotions associated with one’s work. If you're having

a bad mood day or just experienced an emotional run-in with a neighbor, for

example, being “happy” and “helpful” with a demanding customer might seem

a little much to ask. Such situations can cause emotional dissonance where Emotional dissonance

the emotions we actually feel are inconsistent with the emotions we try to pro- is inconsistency between

ject.’ That is, we are expected to act with one emotion while we actually feel ~emotions we feel and

quite another. those we try to project.
Using the service setting as an example again, imagine how often service

workers struggling with personal emotions and moods experience dissonance

when having to display very different ones toward customers.’ Scholars point

out that deep acting occurs when someone tries to modify their feelings to

better fit the situation—such as putting yourself in the position of the air travelers

whose luggage went missing and feeling the same sense of loss. Surface acting

is a case of hiding true feelings while displaying very different ones—such as

smiling at a customer even though they just offended you.

WELL-TREATED STAFF DELIVERS CONSISTENT RESULTS

Have you had a Chick-fil-A sandwich lately? Don't plan on stopping in on a Sunday; the
chain’s stores are all closed. It is a tradition started by 85-year-old founder Truett Cathy,
who believes that employees deserve a day of rest. As someone who believes in
“people before profits,” Truett has built a successful, fast-growing, fast-food franchise
known for consistent quality and great customer service. He says: “It's important to keep
people happy.”

The president of the national Restaurant Association Educational Foundation says:

“| don't think there's any chain that creates such a wonderful culture around the way they
treat their people and the respect they have for their employees.”

Current President Dan T. Cathy, the founder's son, believes the Sunday day of rest is a
statement about Chick-fil-A's culture. “If we take care of our team members and operators
behind the counter he says, “then they are going to do a better job on Monday. In fact | say
our food tastes better on Monday because we are closed on Sunday.”

Another statement of the family values behind the firm is the Leadership Scholarship
program for employees. When the 20,000th education scholarship was awarded, Truett
said: “It has long been my goal to encourage our restaurant employees to strive for
excellence ... so they will have the tools necessary to secure a bright future for them-
selves and our nation.”

Ethics Question: There seems to be something ethical, almost spiritual about
Truett's notion of “people before profits.” How about it? Can ethics in leadership
result in positive emotion and mood contagion among members of a workforce? And
when Dan Cathy says “our food tastes better on Monday because we are closed
Sunday,” what does this suggest about how emotions, attitudes, and job satisfaction
influence work performance?
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Display rules govern
the degree to which it is
appropriate to display
emotions.

Emotions and Moods across Cultures

Issues of emotional intelligence, emotion and mood contagion, and emotional
labor, become even more complicated in cross-cultural situations. The fre-
quency and intensity of emotions has been shown to vary among cultures. In
mainland China, for example, research suggests that people report fewer posi-
tive and negative emotions as well as less intense emotions than in other cul-
tures.? Yet people’s interpretations of emotions and moods appear similar
across cultures, with the major emotions of happiness, joy, and love all valued
positively.?!

Norms for emotional expression can vary across cultures. In collectivist cul-
tures that emphasize group relationships, individual emotional displays are less
likely to occur and less likely to be accepted than in individualistic cultures.?
Informal cultural standards called display rules govern the degree to which it is
appropriate to display emotions. For example, British culture tends to encourage
downplaying emotions, while Mexican culture is much more demonstrative in
public. When Wal-Mart first went to Germany, its executives found that an em-
phasis on friendliness embedded in its U.S. Roots, didn’t work as well in the local
culture. The more “serious” German shoppers did not respond well to Wal-Mart’s
friendly greeters and helpful personnel. And along the same lines, Israeli shop-
pers equate smiling cashiers with inexperience; cashiers are encouraged to look
somber while performing their jobs.?> Overall, the lesson is that we should be
sensitive to the way emotions are displayed in other cultures; often they may not
mean what they do at home.

Emotions and Moods as Affective Events

Figure 3.3 summarizes the Affective Events Theory as a way of summarizing
and integrating this discussion of emotions, moods, and human behavior in
organizations.?* The basic notion of the theory is that our emotions and moods
are influenced by events involving other people and situations, and these
emotions and moods, in turn, influence the work performance and satisfaction
of us and others.

The left-hand side of Figure 3.3 indicates how the work environment,
including emotional labor requirements, and work events like hassles and
uplifts create emotional reactions. These, in turn, influence satisfaction and
performance.®

We have all experienced hassles and uplifts on the job, sometimes many of
these during a work day. People respond to these experiences through posi-
tive and negative emotional reactions. Personality may influence positive and
negative reactions, as can moods. Your mood at a given time can exaggerate
the nature of the emotions you experience as a result of an event. For exam-
ple, if you have just been laid off, you are likely to feel worse than you would
otherwise when a colleague says something to you that was meant as a neu-
tral comment.

Functions of Emotions and Moods

In the final analysis, we should remember that emotions and moods can be func-
tional as well as dysfunctional. The important thing is to manage them well—the
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Work Environment
B Characteristics of the job
m Job demands
B Emotional labor
requirements

Job
Satisfaction
Work Events Emotional Reactions
® Daily hassles B Positive
B Daily uplifts H Negative
Personal Predispositions
B Personality Job
= Mood Performance Figure 3.3 Figurative
summary of affective events
theory.

essence of emotional intelligence. Emotions and moods communicate; they are
messages to us that can be valuable if heard and understood.?® Some, such as
Charles Darwin, have argued that emotions are useful in a person’s survival
process. For instance, the emotion of excitement may encourage you to deal with
situations requiring high levels of energy, such as special school and job assign-
ments. Although the emotion of anger is often bad, when channeled correctly it
might stop someone from taking advantage of you.

MASTERING MANAGEMENT

MANAGING EMOTIONS WHEN TIMES ARE TOUGH

Especially when times are bad, the ways managers deal with emotions and moods might be
as important as the actual decisions they make. So says executive coach Catherine Sandler.
Her advice to leaders struggling to deal with the economic crisis was to contain anxieties and
help others feel safe while following these guidelines.

Take quick and considered action—make clear the problems are a top priority even
though time might be required to fix them.

Communicate honestly and consistently—stay calm, don't get cross, repeat the
message even when asked the same questions over and over.

Make an emotional connection with everyone—bad news is shocking and makes
people unsettled; avoid being remote or aloof; show regret and understanding.
Be sure to inspire—make and keep a positive connection with everyone; make
temperament and character part of your confidence-boosting contributions.
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An attitude is a
predisposition to respond
positively or negatively to

someone or something.

Figure 3.4 A work-related
example of the three
components of attitudes.

Attitudes

At one time Challis M. Lowe was one of only two African-American women
among the five highest-paid executives in U.S. companies surveyed by the
woman’s advocacy and research organization Catalyst.”” She became executive
vice president at Ryder System after a 25-year career that included several
changes of employers and lots of stressors—working-mother guilt, a failed mar-
riage, gender bias on the job, and an MBA degree earned part-time. Through it
all she says: “I've never let being scared stop me from doing something. Just be-
cause you haven’t done it before doesn’t mean you shouldn’t try.” That, simply
put, is what we would call a can-do “attitude!”

An attitude is a predisposition to respond in a positive or negative way to
someone or something in one’s environment. For example, when you say that
you “like” or “dislike” someone or something, you are expressing an attitude. It’s
important to remember that an attitude, like a value, is a hypothetical construct;
that is, one never sees, touches, or actually isolates an attitude. Rather, attitudes
are inferred from the things people say or through their behavior. They are
influenced by values and are acquired from the same sources—friends, teachers,
parents, role models, and culture. But attitudes focus on specific people or
objects. The notion that shareholders should have a voice in setting CEO pay is
a value; your positive or negative feeling about a specific company due to the
presence or absence of shareholder inputs on CEO pay is an attitude toward it.

Components of Attitudes

The three basic components of an attitude are shown in Figure 3.4—cognitive,
affective, and behavioral.?® The cognitive component of an attitude reflects un-
derlying beliefs, opinions, knowledge, or information a person possesses. It rep-
resents a person’s ideas about someone or something and the conclusions drawn
about them. The statement “My job lacks responsibility” is a belief shown in the
figure. The statement “Job responsibility is important to me” reflects an underly-
ing value. Together they comprise the cognitive component of an attitude toward
one’s work or workplace.

The affective component of an attitude is a specific feeling regarding the per-
sonal impact of the antecedent conditions evidenced in the cognitive component.

ANTECEDENTS ATTITUDE RESULTS
|
Beliefsand — create — Feelings —— that ——» Intended
values influence behavior
“My job lacks “I don’t like “I'm going
responsibility.” my job.” to quit
my job.”
“Job responsibility
is important.”



In essence this becomes the actual attitude, such as the feeling “I don’t like my
job.” Notice that the affect in this statement displays the negative attitude; “I don’t
like my job” is a very different condition than “I do like my job.”

The behavioral component is an intention to behave in a certain way
based on the affect in one’s attitude. It is a predisposition to act, but one that
may or may not be implemented. The example in the figure shows behav-
ioral intent expressed as “I'm going to quit my job.” Yet even with such in-
tent, whether or not the person really quits is quite another story indeed.

Attitudes and Behavior

As just discussed, the link between attitudes and behavior is tentative. An
attitude expresses an intended behavior that may or may not be carried

out. In general we can say that the more specific attitudes are, the stronger

the relationship with eventual behavior. A person who feels “I don’t like

my job” may be less likely to actually quit than someone who feels “I can’t
stand another day with Alex harassing me at work.” It’s also necessary to have
the opportunity or freedom to behave in the intended way. In today’s reces-
sionary economy there are most likely many persons who stick with their jobs
while still holding negative job attitudes. The fact is they may not have any
other choice.”

Attitudes and Cognitive Consistency

An important issue in the attitude-behavior linkage is consistency. Leon Festinger,
a noted social psychologist, uses the term cognitive dissonance to describe a
state of inconsistency between an individual’s attitudes and/or between attitudes
and behavior.?® Let's assume that you have the attitude that recycling is good
for the economy; you also realize you aren’t always recycling everything you can
while traveling on vacation. Festinger points out that such cognitive inconsis-
tency is uncomfortable and results in attempts to reduce or eliminate the dis-
sonance. This can be done in one of three ways: (1) changing the underlying
attitude, (2) changing future behavior, or (3) developing new ways of explain-
ing or rationalizing the inconsistency.

The way we respond to cognitive dissonance is influenced by the
degree of control we seem to have over the situation and the rewards involved.
In the case of recycling dissonance, for example, the lack of convenient recy-
cling containers would make rationalizing easier and changing the positive
attitude less likely. A reaffirmation of intention to recycle in the future can also
reduce the dissonance.

Types of Job Attitudes

Even though attitudes do not always predict behavior, the link between
attitudes and potential or intended behavior is important for managers to under-
stand. Think about your work experiences or conversations with other people
about their work. It isn’t uncommon to hear concerns expressed about some-
one’s “bad attitude” or another’s “good attitude.” Such attitudes appear in differ-
ent forms, including job satisfaction, job involvement, organizational commitment,
and employee engagement.

Attitudes 71

Employee Morale
Varies Around
the World

FDS International surveyed the
morale of workers in 23 countries.
Those with the highest worker
morale were in the Netherlands,
Ireland and Thailand (tie), and
Switzerland. The U.S. ranked 10th in
the sample and Japan came in last.

Cognitive dissonance is
experienced inconsistency
between one’s attitudes and
or between attitudes and
behavior.
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Job satisfaction is the
degree to which an
individual feels positive or
negative about a job.

Job involvement is the
extent to which an
individual is dedicated
to a job.

Organizational
commitment is the loyalty
of an individual to the
organization.

Employee engagement
is a positive feeling or
strong sense of connection
with the organization.

You often hear the term “morale” used when describing the feelings of a
workforce toward their employer. It relates to the more specific notion of job
satisfaction, an attitude reflecting a person’s positive and negative feelings toward
a job, co-workers, and the work environment. Indeed, you should remember that
helping others achieve job satisfaction is considered as a key result that effec-
tive managers accomplish. That is, they create a work environment in which
people achieve both high performance and high job satisfaction. This concept
of job satisfaction is very important in OB and receives special attention in the
following section.

In addition to job satisfaction there are other attitudes that OB scholars
and researchers study and measure. One is job involvement, which is de-
fined as the extent to which an individual is dedicated to a job. Someone with
high job involvement psychologically identifies with her or his job, and, for
example, would be expected to work beyond expectations to complete a spe-
cial project.

Another work attitude is organizational commitment, or the degree of
loyalty an individual feels toward the organization. Individuals with a high
organizational commitment identify strongly with the organization and take pride
in considering themselves members. Researchers recognize two primary dimen-
sions to organizational commitment. Rational commitment reflects feelings that
the job serves one’s financial, developmental, professional interests. Emotional
commitment reflects feelings that what one does is important, valuable, and of
real benefit to others. Evidence is that strong emotional commitments to the
organization, based on values and interests of others, are as much as four times
more powerful in positively influencing performance than are rational commit-
ments, based primarily on pay and self-interests.?!

A survey of 55,000 American workers by the Gallup Organization suggests
that profits for employers rise when workers’ attitudes reflect high job involve-
ment and organizational commitment. This combination creates a high sense of
employee engagement—a positive work attitude that Gallup defines as work-
ing with “passion” and feeling “a profound connection” with one’s employer.*?
Active employee engagement shows up as a willingness to help others, to always
try to do something extra to improve performance, and to speak positively about
the organization. Things that counted most toward high engagement in the
Gallup research were believing one has the opportunity to do one’s best every
day, believing one’s opinions count, believing fellow workers are committed to
quality, and believing there is a direct connection between one’s work and the
company’s mission.*

Joh Satisfaction

There is no doubt that one of the most talked about of all job attitudes is job
satisfaction, defined earlier as an attitude reflecting a person’s evaluation of
his or her job or job experiences at a particular point in time.>* And when it
comes to job satisfaction there are several good questions that we should
answer. What are the major components of job satisfaction? What are the main
job satisfaction findings? What is the relationship between job satisfaction and
job performance?



Components of Job Satisfaction

Managers can infer the job satisfaction of others by careful observation and
interpretation of what people say and do while going about their jobs.
Interviews and questionnaires can also be used to more formally examine levels
of job satisfaction.’> Two of the more popular job satisfaction questionnaires
used over the years are the Minnesota Satisfaction Questionnaire (MSQ)
and the Job Descriptive Index (JDI).** Both address components of job satis-
faction with which all good managers should be concerned. The MSQ mea-
sures satisfaction with working conditions, chances for advancement, freedom
to use one’s own judgment, praise for doing a good job, and feelings of ac-
complishment, among others. The five facets of job satisfaction measured by
the JDI are

e The work itsel—responsibility, interest, and growth

e Quality of supervision—technical help and social support

* Relationships with co-workers—social harmony and respect
e Promotion opportunities—chances for further advancement
e Pay—adequacy of pay and perceived equity vis-a-vis others

Job Satisfaction Findings

If you watch or read the news, you'll regularly find reports on the job satis-
faction of workers. You’ll also find lots of job satisfaction studies in the aca-
demic literature. The results don’t always agree, but they usually fall within a
common range. We can generally conclude that the majority of American
workers are at least somewhat satisfied with their jobs, with a recent survey
placing this figure at about 65 percent even during a time of economic down-
turn.’” But job satisfaction has been declining for a dozen years or more. It
also tends to be higher in small firms and lower in large ones; it tends to be
lower among the youngest workers. And, job satisfaction and overall life sat-
isfaction tend to run together.’® When workers in a global study were asked
to report on common job satisfaction or “morale” problems, they identified
pay dissatisfaction, number of hours worked, not getting enough holiday or
personal time off, lack of flexibility in working hours, and time spent commut-
ing to and from work.?

Job Satisfaction and Behavior

Surely you can agree that job satisfaction is important on quality-of-work-life
grounds alone. Don’t people deserve to have satisfying work experiences? But is
job satisfaction important in other than a “feel good” sense? How does it impact
job behaviors and performance?

Withdrawal Behaviors There is a strong relationship between job satisfaction
and physical withdrawal behaviors like absenteeism and turnover. Workers who
are more satisfied with their jobs are absent less often than those who are
dissatisfied. And satistied workers are more likely to remain with their present
employers, while dissatisfied workers are more likely to quit or at least be on the
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Organizational

citizenship behaviors are
the extras people do to go

the extra mile in their work.

Counterproductive
work behaviors
intentionally disrupt
relationships or
performance at work.

OB SAVVY
Spotting Counterproductive or their employer.

Deviant Workplace Behaviors

Whereas organizational citizenship behaviors help make the organiza-
tion a better and more pleasant place, counterproductive or deviant
behaviors do just the opposite. They harm the work, the people, and
the organizational culture. You can spot them in forms such as these.

Personal aggression-sexual harassment, verbal abuse, physical
abuse, intimidation, humiliation

Production deviance-wasting resources, avoiding work, disrupting
workflow, making deliberate work errors

Political deviance-spreading harmful rumors, gossiping, using bad
language, lacking civility in relationships

Property deviance-destroying or sabotaging facilities and
equipment, stealing money and other resources “spillover” effects, they are often referring to how what

lookout for other jobs.* Withdrawal through absenteeism and turnover can be

very costly in terms of lost experience, and the expenses for recruiting and train-
ing of replacements. In fact, one study found that up or down changes in reten-
tion rates result in magnified changes to corporate earnings.*!

On this issue of turnover and retention, a survey by Salary.com showed
not only that employers tend to overestimate the job satisfactions of their
employees, they underestimate the amount of job seeking they were doing.
Whereas employers estimated that 37 percent of employees were on the look-
out for new jobs, 65 percent of the employees said they were actively or pas-
sively job seeking by networking, Web surfing, posting resumes, or checking
new job possibilities. Millennials in their 20’s and early 30’s were most likely
to engage in these “just-in-case” job seeking activities. The report concluded
that “most employers have not placed enough emphasis on important retention
strategies.*?

There is also a relationship between job satisfaction and psychological with-
drawal behaviors. These show up in such things as daydreaming, cyber loafing
by Internet surfing or personal electronic communications, excessive socializing,
and even just giving the appearance of being busy when you’re not. Such
psychological withdrawal behaviors are forms of work disengagement, something
that Gallup researchers say as many as 71 percent of workers report feeling at
times.*?

Organizational Citizenship Job satisfaction is also linked with organiza-
tional citizenship behaviors.* These are discretionary behaviors, sometimes
called “OCBs,” that represent a willingness to “go beyond the call of duty” or
“go the extra mile” in one’s work.®® A person who is a good organizational
citizen does things that although not required of them help others—interpersonal
OCBs, or advance the performance of the organization as a whole—organizational
OCBs.* You might observe interpersonal OCBs in a service worker who is
extraordinarily courteous while taking care of an upset customer or a team
member who is altruistic in taking on extra tasks when a co-worker is ill or ab-
sent. Examples of organizational OCBs are evident as co-workers who are al-

ways willing volunteers for special committee or

task force assignments, and those who whose voices

are always positive when commenting publicly on

The flip-side of organizational citizenship shows
up in a variety of possible counterproductive work
behaviors shown in OB Savvy.” Often associated
with some form of job dissatisfaction, they purposely
disrupt relationships, organizational culture or per-
formance in the workplace.* Counterproductive work-
place behaviors cover a wide range from things like
work avoidance to physical and verbal aggression of
others to bad mouthing to outright work sabotage to
theft.

At Home Affect When OB scholars talk about

happens to us at home can affect our work attitudes
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Job Satisfaction Spillover onto Family Lives

The spillover of job satisfaction t
onto workers’ family lives is
the subject of a study pub-
lished in the Academy of
Management Journal by
Remus Ilies, Kelly Schwind
Wilson, and David T. Wagner.
Noting that communication
technologies and flexibility in
work schedules have narrowed
the gap between work and
home, the researchers asked
the question: how does daily
job satisfaction spill over to

Higher

Positive
Home
Affect

Lower

High work-family
role integration

affect a person’s feelings and
attitudes in the family role?

Citing inconsistent findings from previous
studies, Ilies et al. surmised that work-family
role integration would influence the possible
spillover. High work-family role integration was
defined as making “little distinction between
their work and family roles,” while low work-
family role integration meant that work and
family were quite segmented from one another.
A key hypothesis in the research was that job
satisfaction spillover from work to home on any
given day would be higher for the high work-
family role integration employees.

The research was conducted by survey and
telephone interviews with 101 university employ-
ees and their spouses or significant others over a
two-week period. Results showed that workers
displayed higher positive affect at home on days
when they also reported higher job satisfaction.
As shown in the figure, workers with high work-
family role integration showed a stronger relation-
ship between daily job satisfaction and positive

Low Job Satisfaction

High Job Satisfaction

affect at home versus those with low work-family
role integration. In fact, workers with low work-
family integration, those that tended to segment
work and family roles, positive home affect actu-
ally declined as job satisfaction increased.

Do the Research

How can the findings for the low-work family
integration group be explained? What research
questions does this study raise in your mind that
might become the topics for further study in this
area? Would you hypothesize that the job satis-
faction—home spillover effects would vary

by type of occupation, age of worker, family
responsibilities such as number of at-home
children, or other factors?

Source: Remus llies, Kelly Schwind Wilson, and David T.
Wagner, “The Spillover of Daily Job Satisfaction onto
Employees’ Family Lives: The Facilitating Role of Work-
Family Integration,” Academy of Management Journal,
Vol. 52, No. 1 (2009), pp. 87-102.

and behaviors, and how the same holds true as work experiences influence
how we feel and behave at home. Research finds that people with higher daily
job satisfaction show more positive after-work home affect.® In a study that
measured spouse or significant other evaluations, more positive at-home affect
scores were reported on days when workers experienced higher job satisfac-
tion.”® Issues of the job satisfaction and at-home affect link are especially
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Millennials Need
Special Handling

Also called “Gen Ys” or “Echo
Boomers” or the “Net Generation,”
The Wall Street Journal says
Millennials want “a good work
environment . . . meaningful
responsibility, continuous feedback
from managers and peers, an active
say in what goes on, and a good
work-life-balance.”

significant as workers in today’s high-tech and always-connected world strug-
gle with work-life balance.

Job Satisfaction and Performance

The importance of job satisfaction can be viewed in the context of two decisions
people make about their work—belonging and performing. The first is the deci-
sion to belong—that is, to join and remain a member of an organization. This was
just discussed in respect to the link between job satisfaction and withdrawal be-
haviors, both absenteeism and turnover. The second decision, the decision to per-
Jorm, raises quite another set of issues. We all know that not everyone who be-
longs to an organization, whether it’s a classroom or workplace or sports team
or voluntary group, performs up to expectations. So, what is the relationship be-
tween job satisfaction and performance?! A recent study, for example, finds that
higher levels of job satisfaction are related to higher levels of customer ratings re-
ceived by service workers.>? But can it be said that high job satisfaction causes high
levels of customer service performance?

There is considerable debate on the issue of causality in the satisfaction—
performance relationship, with three different positions being advanced. The first
is that job satisfaction causes performance; “a happy worker is a productive
worker.” The second is that performance causes job satisfaction. The third is that
job satisfaction and performance are intertwined, influencing one another, and
mutually affected by other factors such as the availability of rewards. Perhaps
you can make a case for one or more of these positions based on your work
experiences.

Satisfaction Causes Performance If job satisfaction causes high levels of

performance, the message to managers is: to increase employees’ work perform-

ance, make them happy. Research, however, finds no simple and direct link

between individual job satisfaction at one point in time and later work perform-

ance. A sign once posted in a tavern near one of Ford’s Michigan plants helps

tell the story: “I spend 40 hours a week here, am I supposed to work too?” Even
though some evidence exists for the satisfaction — performance relation-
ship among professional or higher-level employees, the best conclusion is
that job satisfaction alone is not a consistent predictor of individual work
performance.

Performance Causes Satisfaction If high levels of performance cause

job satisfaction, the message to managers is quite different. Rather than

focusing on job satisfaction as the pathway to performance, attention

shifts to creating high performance as a precursor to job satisfaction, that

is performance — satisfaction. It generally makes sense that people should
feel good about their job when they perform well. And indeed, research does
find a link between individual performance measured at one time and later job
satisfaction.

Figure 3.5 shows a basic model explaining this relationship as based on the
work of Edward E. Lawler and Lyman Porter. It suggests that performance leads
to rewards that, in turn, lead to satisfaction.”® Rewards are intervening variables
that, when valued by the recipient, link performance with later satisfaction. The
model also includes a moderator variable—perceived equity of rewards. This
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Perceived
Equity
of Rewards
Performance e el Satisfaction
Rewards
Perceived
REET - Intervening variable Equity = Moderating variable
Rewards
of Rewards

indicates that high performance leads to satisfaction only if rewards are per-
ceived as fair and equitable. Although this model is a good starting point, and
one that we will use again in discussing motivation and rewards in Chapter 0,
we also know from personal experience that some people may perform great but
still not like the jobs that they have to do.

Rewards Cause Both Satisfaction and Performance The final position in
the job satisfaction—performance discussion builds from and somewhat com-
bines the prior two. It suggests that the right rewards allocated in the right ways
will positively influence both performance and satisfaction, which also influence
one another. The key issue in respect to the allocation of rewards is perform-
ance contingency, or varying the size of the reward in proportion to the level
of performance.

Research generally finds that rewards influence satisfaction while
performance-contingent rewards influence performance.” Thus the manage-
ment advice is to use performance-contingent rewards well in the attempt to
create both. Although giving a low performer a small reward may lead to dis-
satisfaction at first, the expectation is that he or she will make efforts to improve
performance in order to obtain higher rewards in the future.>

These learning activities from The OB Skills Workbook are suggested for Chapter 3.

Cases for Critical Team and Experiential Self-Assessment
Thinking Exercises Portfolio
* Management Training * Interrogatories * Learning Style Inventory
Dilemma * My Asset Base + Student Leadership

* Prejudice in Our Lives Practices Inventory

« What Do You Value in Your * 21st Century Manager
Work?? ¢ Global Readiness Index

Figure 3.5 Simplified
Porter-Lawler model of the
performance — satisfaction
relationship.

The OB Skills
Workbook
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Summary
(Questions
ant Answers

studyguide

What are emotions and moods?

Emotions are strong feelings directed at someone or something that influence
behavior, often with intensity and for short periods of time.

Moods are generalized positive or negative states of mind that can be persistent
influences on one’s behavior.

Affect is a generic term that covers a broad range of feelings that individuals
experience as emotions and moods.

Emotional Intelligence is the ability to detect and manage emotional cues and
information. Four emotional intelligence skills or competencies are self-awareness,
self-management, social awareness, and relationship management.

Social emotions refer to individuals’ feelings based on information external to them
and include pity, envy, scorn, and jealousy; self-conscious emotions include shame,
guilt, embarrassment, and pride.

How do emotions and moods influence behavior in organizations?

Emotional contagion involves the spillover effects onto others of one’s emotions
and moods; in other words emotions and moods can spread from person to person.

Emotional labor is a situation where a person displays organizationally desired
emotions while performing their jobs.

Emotional dissonance is the discrepancy between true feelings and organizationally
desired emotions; it is linked with deep acting to try to modify true inner feelings,
and surface acting to hide one’s true inner feelings.

Display rules govern the degree to which it is appropriate for people from different
cultures to display their emotions similarly.

Affective Events Theory (AET) relates characteristics of the work environment and
daily hassles and uplifts to positive and negative emotional reactions and, ultimately,
job satisfaction.

What are attitudes?

An attitude is a predisposition to respond in a certain way to people and things.
Attitudes have three components—affective, cognitive, and behavioral.

Although attitudes predispose individuals toward certain behaviors they do not
guarantee that such behaviors will take place.

Individuals desire consistency between their attitudes and their behaviors, and
cognitive dissonance occurs when a person’s attitude and behavior are
inconsistent.



Self-Test 3

Job satisfaction is an attitude toward one’s job, co-workers, and workplace.

Job involvement is a positive attitude that shows up in the extent to which an
individual is dedicated to a job.

Organizational commitment is a positive attitude that shows up in the loyalty of an
individual to the organization.

What is job satisfaction and what are its implications?

Five components of job satisfaction are the work itself, quality of supervision,
relationships with co-workers, promotion opportunities, and pay.

Job satisfaction influences withdrawal behaviors such as absenteeism, turnover,
day dreaming and cyber loafing.

Job satisfaction is linked with organizational citizenship behaviors that are both
interpersonal—such as doing extra work for a sick team mate—and organizational—
such as always speaking positively about the organization.

Job dissatisfaction may be reflected in counterproductive work behaviors such as
purposely performing with low quality, avoiding work, acting violent at work, or
even engaging in workplace theft.

Three possibilities in the job satisfaction and performance relationship are: satisfaction
causes performance, performance causes satisfaction, and rewards cause both
performance and satisfaction.

Key Terms

Affect (p. 62) Emotional intelligence Organizational commitment

Attitude (p. 70) (p. 62) (p. 72)

Cognitive dissonance Emotion and mood Relationship management
(p. 7D contagion (p. 66) (p. 63)

Counterproductive work Emotional labor (p. 66) Self-awareness (p. 63)
behaviors (p. 74) Job involvement (p. 72) Self-conscious emotions

Display rules (p. 68) Job satisfaction (p. 72) (p. 64)

Emotions (p. 62) Moods (p. 65) Self-management (p. 63)

Emotional dissonance Organizational citizenship Social awareness (p. 63)
(p. 67 behaviors (p. 74) Social emotions (p. 64)

Employee engagement

(p. 72)

Self-Test 3

Multiple Choice

1. In terms of individual psychology, a/an represents a rather intense but
short-lived feeling about a person or a situation, while a/an describes
a more generalized positive or negative state of mind. (a) stressor, role ambiguity
(b) external locus of control, internal locus of control (¢) self-serving bias, halo effect
(d) emotion, mood

79
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10

11

12

13.

14

When someone is feeling anger toward something that a co-worker did she is
experiencing a/an , but when someone is just “having a bad day overall”
he is experiencing a/an . (@) mood, emotion (b) emotion, mood

(o) affect, effect (d) dissonance, consonance

Emotions and moods as personal affects are known to influence
(a) attitudes (b) ability (¢) aptitude (d) intelligence

In contrast to self-conscious emotions, social emotions such as pity or envy are
based on . (@) information from external sources (b) feelings of
guilt or pride (¢) information from internal sources (d) feelings of shame or
embarrassment

The component of an attitude is what indicates a person’s belief
about something, while the component indicates a specific positive or
negative feeling about it. (a) cognitive, affective (b) emotional, affective (¢) cognitive,
mood (d) behavioral, mood

The term used to describe the discomfort someone feels when his or her behavior is
inconsistent with an expressed attitude is . () alienation (b) cognitive
dissonance (c) job dissatisfaction (d) person-job imbalance

Affective Events Theory shows how one’s emotional reactions to work events,
environment, and personal predispositions can influence . (@ job
satisfaction and performance (b) emotional labor (¢) emotional intelligence

(d) emotional contagion

Deep acting involves and is linked with the concept of emotional
labor. (a) trying to modify your true inner feelings based on display rules

(b) appraisal and recognition of emotions in others (c) creation of cognitive
dissonance (d) avoidance of emotional contagion

When an airline flight attendant engages in self-regulation to display organizationally
desired emotions during his interactions with passengers, this is an example of

. (@) emotional labor (b) emotional contagion (¢) rational commitment
(d) negative affect

A person who is always willing to volunteer for extra work or to help someone else
with their work or to contribute personal time to support an organizational social
event can be said to be high in . (@) job performance (b) self-serving
bias (c) emotional intelligence (d) organizational commitment

Job satisfaction is known from research to be a reasonable predictor of
(a) Type A personality (b) emotional intelligence (¢) cognitive dissonance (d) absen—
teeism

Which statement about employee engagement is most correct? (a) OB researchers
are showing little interest in the topic. (b) It can be increased by letting workers
know their opinions count. (¢) Only persons paid very well show high employee
engagement. (d) On any given day as much as 70 percent of workers may be at
least somewhat disengaged.

When employers are asked to describe the job satisfactions of their employees and
the implications, they often . (@) overestimate job satisfaction (b) under-
estimate job satisfaction (¢) overestimate inclinations to job search (d) underestimate
intentions to stay on the job
The best conclusion about job satisfaction in today’s workforce is probably that

. (@) It isn’t an important issue for managers to consider. (b) The only



15.

Self-Test 3

real concern is pay. (¢) Most people are not satisfied with their jobs most of the
time. (d) Most people are at least somewhat satisfied with their jobs most of the
time.

Which statement about the job satisfaction—job performance relationship is most
true based on research? (a) A happy worker will be a productive worker. (b) A
productive worker will be a happy worker. (¢) A productive worker well rewarded
for performance will be a happy worker. (d) There is no relationship between being
happy and being productive in a job.

Short Response

16.
17.

18.
19.

What are the major differences between emotions and moods as personal affects?

Compare and contrast the positive and negative aspects of both anger and empathy
as common emotions that people may display at work.

List five components of job satisfaction and briefly discuss their importance.

Why is cognitive dissonance an important concept for managers to understand?

Applications Essay

20.

Your boss has a sign posted in her office: “A satisfied worker is a productive
worker.” In a half-joking and half-serious way she points to it and says, “You are
fresh out of college, am I right or wrong?” What is your response?
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chapterat a glance

In all the events and experiences of everyday living it
can be a shock when people view the same thing and
come to different conclusions. What is going on, and
what are the implications? Here's what to look for in
Chapter 4. Don't forget to check your learning with the
Summary Questions & Answers and Self-Test in the
end-of-chapter Study Guide.
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Contrast Effects
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Attribution Errors
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Classical and Operant Conditioning
Law of Effect

Positive Reinforcement

Negative Reinforcement
Punishment

Extinction

Reinforcement Pros and Cons



Zainab Salbi founded Women
for Women International with
the mission of “changing the
world one woman at a time.”

alled “a recognized force for women'’s rights and self-sufficiency” and “a lifeline

for women in war-torn countries,” Zainab Salbi grew up in the tyranny of Saddam

Hussein's Irag. It is a long journey from those days of war and strife to Davos,

Switzerland, where she was honored as Young Global Leader by the World

Economic Forum.

What has she done to earn the praise? Lots. Salbi founded Women for

Women International with the mission of “changing the world one woman at
a time.” The nonprofit organization's Web site
says, “Women for Women International provides
women survivors of war, civil strife and other
conflicts with the tools and resources to move
from crisis and poverty to stability and self-
sufficiency, thereby promoting viable civil soci-
eties.” The goal is to provide women with train-
ing, financial aid, and rights awareness that can
help them move from despair and poverty to
independence and economic security.

Salbi says, “Women who survive war are
strong, resilient and courageous—they just need
some support dealing with the aftermath of con-

flict.” Violette of Rwanda is one such survivor. She joined a “women’s circle” set
up by Women for Women International to link women in need with sponsors from
other countries. With the encouragement of a sponsor from Boston, Violette built
a business of sorghum-based drinks from her experience in sorghum harvesting.
She became a community leader and was able to send her children to school.
Elsewhere Salbi's organization has made $4 million in micro-credit loans to
help women in Afghanistan start small businesses, organized “Action Agenda for
Women" in Kosovo, and ran a Men's Leadership Program in Kenya to help men
learn how they can work in their communities to change male attitudes and per-
ceptions that foster violence against women. In just one year alone Women for
Women International touched the lives of almost-70,000 women worldwide.
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Perception is the
process through which
people receive and
interpret information from
the environment.

Figure 4.1 Contrasting
perceptions between
managers and subordinates
regarding performance
appraisal interviews.

The Perception Process

Suppose you had the same early life experiences as Zainab Salwi from the chapter
openers, is it likely that you would have ended up making similar accomplish-
ments? Doesn’t a lot depend on how we perceive people and events, and learn
from what happens to us? And when it comes to things like male attitudes and
stereotypes toward women, can organizations like Women for Women
International really make a difference?

Such questions in many ways raise the issue of perception, the process by
which people select, organize, interpret, retrieve, and respond to information from
the world around them.! Perception is a way of forming impressions about oneself,
other people, and daily life experiences. It also serves as a screen or filter through
which information passes before it has an effect on people. Because perceptions are
influenced by many factors, different people may perceive the same situation quite
differently. And since people behave according to their perceptions, the conse-
quences of these differences can be quite substantial in terms of what happens next.

Consider the example shown in Figure 4.1. It shows rather substantial differ-
ences in how a performance appraisal discussion is perceived by managers and
their subordinates. The managers in this case may end up not giving much at-
tention to things like career development, performance goals, and supervisory
support since they perceive these were adequately addressed at performance ap-
praisal time. But the subordinates may end up frustrated and unsatisfied because
they perceive less attention is being given to these issues.

Factors Influencing Perception

We can think of perception as a bubble that surrounds us and influences sig-
nificantly the way we receive, interpret, and process information received
from our environments. The many factors influencing perception are shown

No Some High
Mention Mention Mention
1 B o)

Past performance |

Career development —

Performance development —

Need for supervisor’s help —

Future performance goals —

Salary |

Subordinate’s ~ Manager’s
perceptions  perceptions



Perceiver

Experience
Needs or Motives
Values
Attitudes

Setting
Physical
Social
Organizational

Perceived

Contrast
Figure-Ground Separation
Intensity =
Size
Motion
Repetition/Novelty

in Figure 4.2 and include characteristics of the perceiver, the setting, and the
perceived.

The Perceiver A person’s past experiences, needs or motives, personality,
values, and attitudes may all influence the perceptual process. Someone with
a strong achievement need tends to perceive a situation in terms of that need.
If doing well in class is perceived as a way to help meet your achievement
need, for example, you will tend to emphasize that aspect when choosing
classes to take. In the same way, a person with a negative attitude toward
younger workers may react antagonistically when asked to work for a young,
newly-hired team leader.

The Setting The physical, social, and organizational context of the setting also
can influence the perceptual process. When Kim Jeffrey was promoted to CEO
of Nestlés Perrier, he was perceived by subordinates as a frightening figure be-
cause he gave vent to his temper and had occasional confrontations with them.
Before the promotion Jeffrey’s flare-ups had been tolerable; in the new setting
as CEO they caused intimidation. The problem was resolved after he received
feedback and learned of his subordinates’ perceptions.?

The Perceived Characteristics of the perceived person, object, or event—
such as contrast, intensity, figure-ground separation, size, motion, and repeti-
tion or novelty—are also important in the perceptual process. For example,
one MacIntosh computer among six HPs, or one man among six women will
be perceived differently than one of six MacIntosh computers or one of six
men because there is less contrast. Intensity can vary in terms of brightness,
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Figure 4.2 Factors
influencing the perception
process.
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Figure 4.3 Figure and
ground illustration.

Influence

Factors >

color, depth, sound, and the like. A bright red sports car stands out from
a group of gray sedans; whispering or shouting stands out from ordinary
conversation. This concept is known as figure-ground separation: it de-
pends on which image is perceived as the background and which as the
figure. Look, for example, at the small illustration in Figure 4.3. What do
you see, faces or a vase?

In the matter of size, very small or very large people tend to be per-
ceived differently and more readily than average-sized people. In terms of
motion, moving objects are perceived differently than stationary objects.
And, of course, repetition or frequency can also influence perceptions, as
television advertisers well know. Finally, the novelty of a situation affects
its perception. A college student with streaks of hair dyed purple may be
perceived quite differently by an instructor than others wearing more nat-
ural hair colors.

The various stages of the perception process are shown in Figure 4.4. They show
that information processing during the perception process involves attention and
selection, organization, interpretation, and retrieval.

Attention and Selection Our senses are constantly bombarded with so much
information that if we don’t screen it, we quickly become incapacitated with in-
formation overload. Selective screening lets in only a tiny proportion of all the
information available. Some of the selectivity comes from controlled processing—
consciously deciding what information to pay attention to and what to ignore.
Think for example, about the last time you were at a noisy restaurant and
screened out all the sounds but those of the person with whom you were talking.
Screening can also take place without the perceiver’s conscious awareness. We

Response

Stages of Perception Process ———p Feeling/Thinking/
Action

Attention
and Selection

N\ /

Schemas/Scripts

Organization Interpretation Retrieval

Figure 4.4 Stages of information processing during the perception process.



drive cars often without consciously thinking about the process of driving; we’re
aware of things like traffic lights and other cars but don’t pay conscious atten-
tion to them. Such selectivity of attention and automatic information processing
works well most of the time. But if a nonroutine event occurs, such as an animal
darting onto the road, you may have an accident unless you quickly shift to con-
trolled processing.

Organization Even though selective screening takes place in the attention
stage, it is still necessary to find ways to organize the information efficiently.
Schemas help us do this. They are cognitive frameworks that represent or-
ganized knowledge developed through experience about a given concept or
stimulus.?

A script schema is defined as a knowledge framework that describes the
appropriate sequence of events in a given situation.® For example, an experi-
enced manager would use a script schema to think about the appropriate steps
involved in running a meeting. A self schema contains information about a per-
son’s own appearance, behavior, and personality. For instance, people with de-
cisiveness schemas tend to perceive themselves in terms of that aspect, espe-
cially in circumstances calling for leadership.

Person schemas refer to the way individuals sort others into categories,
such as types or groups, in terms of similar perceived features. The terms
prototype and stereotype are often used in this regard. They are abstract sets
of features commonly associated with members of a category. Once the pro-
totype is formed, it is stored in long-term memory and retrieved only when
needed for a comparison of how well a person matches the prototype’s fea-
tures. For instance, you may have a “good worker” prototype that includes
hard work, intelligence, punctuality, articulateness, and decisiveness. This pro-
totype is used as a measure against which to compare people at work.
Stereotypes can be considered as prototypes based on such demographic
characteristics as gender, age, physical ability, and racial and ethnic groups.

Finally, person-in-situation schemas combine schemas built around persons
(self and person schemas) and events (script schemas).> A manager might organ-
ize his or her perceived information in a meeting around a decisiveness schema
for both himself or herself and a key participant in the meeting. Here, a script
schema would provide the steps and their sequence in the meeting; the manager
would push through the steps decisively and would call on the selected partici-
pants periodically throughout the meeting to respond decisively. Note that al-
though this approach might facilitate organization of important information, the
perceptions of those attending might not be completely accurate because the de-
cisiveness element of the person-in-situation schema did not allow them enough
time for open discussion.

Interpretation Once your attention has been drawn to certain stimuli and you
have grouped or organized this information, the next step is to uncover the rea-
sons behind the actions. That is, even if your attention is called to the same
information and you organize it in the same way your friend does, you may in-
terpret it differently or make different attributions about the reasons behind
what you have perceived. For example, as a team leader, you might attribute

The Perception Process 87

Schemas are cognitive
frameworks that represent
organized knowledge
developed through
experience about people,
objects, or events.
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RESEARCH INSIGHT

Interactional Justice Perceptions Affect Intent to Leave

Research reported by Merideth Ferguson, Neta
Moye, and Ray Friedman links perceptions of in-
teractional justice during recruitment interviews
with effects on long term employment relation-
ships. Focusing on issues of fairness in the
workplace, a substantial literature on organiza-
tional justice shows that people respond to per-
ceived fair and unfair treatments in positive and
negative ways, with the links between perceived
injustice and negative behaviors being particularly
strong.

This research examined fairness perceptions
regarding negotiations taking place during the
recruitment process and how these perceptions
affected later intentions to leave. Two hypothe-
ses were tested. First, it was hypothesized that
perceived use of negotiation pressure by re-
cruiters would have a negative impact on per-
ceived interactional justice by job applicants.
Second, it was hypothesized that perceived
interactional injustice during recruiting negotia-
tions would have a positive long-term impact
on later intentions to leave by the newly hired
employees.

Two studies were conducted. The first study
asked a sample of 68 university alumni of a busi-

Hypothesis 1

ness program about their retrospective percep-
tions of interactional justice during job negotia-
tions and their current intentions to leave. The
second study asked a sample of recent MBA
graduates to report perceptions of interactional
justice during their job negotiations; they were
asked six months later to report on their inten-
tions to leave the new employer. Results from
both studies offered confirmation for the two
hypotheses.

In conclusion, Ferguson et al. state: “the
sense of injustice one feels during a negotiation
affects an employee’s turnover intentions with
the hiring organization . . . negotiations in the
recruitment process can set the tone for the fu-
ture employment relationship.” They recommend
future research to examine how negotiating tactics
like slow responses, dishonesty, disrespect, and
lack of concessions influence justice perceptions
and later intent to leave. They also suggest that
perceived injustice in recruiting when jobs are
plentiful may lead to applicants making alterna-
tive job choices, while such injustice when jobs
are scarce may result in employees accepting the
jobs but harboring intent to leave when the
opportunity permits.

Hypothesis 2

Perceived Less perceived More long-term
high pressure interactional intent to leave by
negotiating tactics justice in job employees

by recruiters negotiation

Do the Research

What is your experience with interactional justice
in the recruiting process? Can you design a study
to gather the experiences of your cohorts, friends,
and others on campus? How can your study pin-

point the impact of tactics such as setting a tight
time limit on a job offer?

Source: Merideth Ferguson, Neta Moye, and Ray Friedman,
“The Lingering Effects of the Recruitment Experience on the

Long-Term Employment Relationship,” Negotiation and
Conflict Management Research, Vol. 1 (2008), pp. 246-2062.



compliments from a team member to his being an eager worker, whereas your
friend might interpret the behavior as insincere flattery.

Retrieval So far, we have discussed the stages of the perception process as
if they all occurred at the same time. However, to do so ignores the important
component of memory. Each of the previous stages forms part of that mem-
ory and contributes to the stimuli or information stored there. The information
stored in our memory must be retrieved if it is to be used.

All of us at times have trouble retrieving information stored in our mem-
ories. More commonly, memory decays, so that only some of the information
is retrieved. Schemas play an important role in this area, and make it difficult
for people to remember things not included in them. For example, given the
prototype of a “good worker” as someone showing lots of effort, punctuality,
intelligence, articulateness, and decisiveness, you may emphasize these traits
and overlook others when evaluating the performance of a team member
whom you generally consider good. Something like decisiveness gets overes-
timated because it is part of your high-performance prototype.

Perception and Impression Management

Richard Branson, CEO of the Virgin Group, may be one of the richest and
most famous executives in the world. One of his early business accomplish-
ments was the successful startup of Virgin Airlines, now a major competi-

tor of British Airways (BA). In a memoir, the former head of BA, Lord
King, said: “If Richard Branson had worn a shirt and tie instead of a
goatee and jumper, I would not have underestimated him.”® This is an ex-
ample of how much our impressions count—both positive and negative.
Knowing this, scholars today emphasize the importance of impression
management, the systematic attempt to behave in ways that will create

and maintain desired impressions in the eyes of others.”

Social Networks

Most of us have heard the advice: “Don’t forget to make a good first im-
pression.” And, no doubt, first impressions do count in how others per-
ceive us. In fact, we practice a lot of impression management as a matter

of routine in everyday life. We dress, talk, act, and surround ourselves
with things that reinforce a desirable self-image and help to convey that
same image to other persons. When well done, impression management

can help us to advance in jobs and careers, form relationships with people we
admire, and even create pathways to group memberships. It involves such ac-
tivities as associating with the “right people,” “dressing up” and “dressing
down” at the right times, making eye contact when introduced to someone,
doing favors to gain approval, flattering others to favorably impress them, tak-
ing credit for a favorable event, apologizing for a negative event while seek-
ing a pardon, agreeing with the opinions of others, and downplaying the
severity of a negative event.®
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Impression
management is the
systematic attempt to
influence how others
perceive us.

Donna Byrd, publisher
of TheRoot.com

Using the right social networks can
create the right impression. Donna
Byrd, publisher at TheRoot.com,
uses LinkedIn and Twitter to voice
expert opinions and publicize her
company. “If you do it consistently,”
she says, “you can become a trusted
voice in your particular area of
expertise.”
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A stereotype assigns
attributes commonly
associated with a group to
an individual.

MASTERING MANAGEMENT

NETWORKING SKILLS FOR IMPRESSION MANAGEMENT

Consultant William C. Byham, CEO of Development Dimensions International, says that it's
important to build networks within the first 30-60 days of a new job or promotion. That's
when impressions are being formed and you have the best chances of influencing how
others think about you. His advice includes these tips.

1. Map your ideal network.
* Ask: Who can help me?
+ Ask: Who knows what's going on?
* Ask: Who can get around roadblocks?
* Ask: Who's critical in the workflow?
2. Take action to build the network.

+ Don't be shy; chances are the other persons will be receptive.

 Start conversations with: “I'm new in my job, and I'm trying to get to know people
who...”

3. Reciprocate and invest in your network.

» Share information useful to others.

» Take the time to stay in touch with network members; invest at least an hour a week
and probably more.

* Update the network as structures and people change.

Gommon Perceptual Distortions

A variety of common distortions can cause inaccuracies in our impressions and in
the perception process more generally. These are stereotypes and prototypes,
halo effects, selective perception, projection, contrast effects, and the self-fulfilling
prophecy.

Stereotypes

Given the complexity of the information streaming toward us from the envi-
ronments, we use various means of simplifying and organizing our percep-
tions. One of the most common is the stereotype. It occurs when we iden-
tify someone with a group or category, and then use the attributes perceived
to be associated with the group or category to describe the individual.
Although this makes things easier for us by reducing the need to deal with
unique individual characteristics, it is an oversimplification. Because stereo-
types obscure individual differences, we can easily end up missing the real in-
dividual. For managers this means not accurately understanding the needs,
preferences, and abilities of others in the workplace.

Some of the most common stereotypes, at work and in life in general,
relate to such factors as gender, age, race, and physical ability. Why are so
few top executives in industry African-Americans or Hispanics? Legitimate
questions can be asked about racial and ethnic stereotypes and about the slow
progress of minority managers into America’s corporate mainstream.’ Why is
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it that women constitute only a small percentage of American managers sent
abroad to work on international business assignments? A Catalyst study of
opportunities for women in global business points to gender stereotypes that
place women at a disadvantage compared to men for these types of opportu-
nities. The tendency is to assume women lack the ability and/or willingness to
work abroad.!® Gender stereotypes may cause even everyday behavior to be
misconstrued, for example: “He’s talking with co-workers.” (Interpretation:
He’s discussing a new deal); “She’s talking with co-workers.” (Interpretation:
She’s gossiping).!!

Ability stereotypes and age stereotypes also exist in the workplace. A physi-
cally or mentally challenged candidate may be overlooked by a recruiter even
though possessing skills that are perfect for the job. A talented older worker may
not be promoted because a manager assumes older workers are cautious and
tend to avoid risk.!? Yet a Conference Board survey of workers 50 and older re-
ports that 72 percent felt they could take on additional responsibilities, and two-
thirds were interested in further training and development.’* And then there’s the
flip side; can a young person be a real leader, even a CEO? Facebook’s founder
and CEO Mark Zuckerberg is only in his mid-20s, and when current CEO Sheryl
Sandberg was being recruited from Google she admits to this thought: “Wow, I'm

going to work for a CEO who is quite young.” After working for him she now A halo effect uses one
says: “Mark is a great leader . . . Mark has a real purity of vision . . . He brings attribute to develop an
people along with him.”'* overall impression of a

person or situation.

Selective perception is
Halo Effects the tendency to define

. R roblems from one’s own
A halo effect occurs when one attribute of a person or situation is used to develop p

an overall impression of the individual or situation. Like stereotypes, these distortions
are more likely to occur in the organization stage of perception. Halo effects are
common in our everyday lives. When meeting a new person, for example, a pleas-
ant smile can lead to a positive first impression of an overall “warm” and “honest”
person. The result of a halo effect is the same as that associated with a stereotype, Google and Procter &
however, in that individual differences are obscured. Gamble

Halo effects are particularly important in the performance appraisal
process because they can influence a manager’s evaluations of subordinates’
work performance. For example, people with good attendance records tend
to be viewed as intelligent and responsible; those with poor attendance
records are considered poor performers. Such conclusions may or may not
be valid. It is the manager’s job to try to get true impressions rather than al-
lowing halo effects to result in biased and erroneous evaluations.

point of view.

Selective perception is an enemy of
innovation, one that the two firms
Selective perception is the tendency to single out those aspects of a situa-  are tackling head-on through job
tion, person, or object that are consistent with one’s needs, values, or atti-  swaps. “Proctoids” from P&G's rigid
tudes. Its strongest impact occurs in the attention stage of the perceptual  culture and “Googlers” from a
process. This perceptual distortion was identified in a classic research study fashion-forward flexible culture are
involving executives in a manufacturing company.'> When asked to identify  spending time in each other's firms.
the key problem in a comprehensive business policy case, each executive se-  And they end up talking about how
lected a problem consistent with his or her functional area work assignments. = much they learned.

Selective Perception
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The Elsewhere Class

They're hi-tech young professionals
called the Elsewhere Class and they
struggle to balance work and
leisure. “Elsewhere” is the place you
are thinking about even though
physically not there; technology is
an enabler. You may be at home or
out shopping, but you're thinking it's
time to check work messages.

Projection assigns
personal attributes to other
individuals.

A contrast effect

occurs when the meaning
of something that takes
place is based on a
contrast with another
recent event or situation.

A self-fulfilling
prophecy is creating or
finding in a situation that
which you expected to
find in the first place.

Most marketing executives viewed the key problem area as sales,
whereas production people tended to see the problem as one of produc-
tion and organization. These differing viewpoints would likely affect how
each executive would approach the problem; they might also create dif-
ficulties as the executives tried to work together to improve things.

Projection

Projection is the assignment of one’s personal attributes to other individ-
uals; it is especially likely to occur in the interpretation stage of perception.
A classic projection error is illustrated by managers who assume that the
needs of their subordinates and their own coincide. Suppose, for example,
that you enjoy responsibility and achievement in your work. Suppose, too,
that you are the newly appointed manager of a team whose jobs seem dull
and routine. You may move quickly to expand these jobs to help the work-
ers achieve increased satisfaction from more challenging tasks because you
want them to experience things that you, personally, value in work. But
this may not be a good decision. If you project your needs onto the sub-
ordinates, individual differences are lost. Instead of designing the subordi-
nates’ jobs to best fit their needs, you have designed their jobs to best fit your
needs. The problem is that the subordinates may be quite satisfied and produc-
tive doing jobs that seem dull and routine to you. Projection can be controlled
through a high degree of self-awareness and empathy—the ability to view a sit-
uation as others see it.

Contrast Effects

We mentioned earlier how a bright red sports car would stand out from a
group of gray sedans because of its contrast. This shows a contrast effect in
which the meaning or interpretation of something is arrived at by contrasting
it with a recently occurring event or situation. This form of perceptual distor-
tion can occur say, when a person gives a talk following a strong speaker or
is interviewed for a job following a series of mediocre applicants. A contrast
effect occurs when an individual’s characteristics are contrasted with those of
others recently encountered and who rank higher or lower on the same char-
acteristics.

Self-Fulfilling Prophecies

A final perceptual distortion is the self-fulfilling prophecy—the tendency to
create or find in another situation or individual that which you expected to find
in the first place. A self-fulfilling prophecy is sometimes referred to as the
“Pygmalion effect,” named for a mythical Greek sculptor who created a statue of
his ideal mate and then made her come to life.!

Managers will find that self-fulfilling prophecies can have both positive and
negative outcomes. In effect, they may create in work situations that which we
expect to find. Suppose you assume that team members prefer to satisfy most of
their needs outside the work setting and want only minimal involvement with
their jobs. Consequently, you provide them with simple, highly structured jobs



ETHICS IN OB

WORKERS REPORT VIEWS ON ETHICAL WORKPLACE CONDUCT

These data on ethical workplace conduct are from a survey conducted for Deloitte &
Touche USA.

» 42 percent of workers say the behavior of their managers is a major influence
on an ethical workplace.

* Most common unethical acts by managers and supervisors include verbal, sexual
and racial harassment, misuse of company property, and giving preferential
treatment.

* Most workers consider it unacceptable to steal from an employer, cheat on expense
reports, take credit for another's accomplishments, and lie on time sheets.

* Most workers consider it acceptable to ask a work colleague for a personal favor, take
sick days when not ill, use company technology for personal affairs.

+ Top reasons for unethical behavior are lack of personal integrity (80%) and lack of job
satisfaction (60%).

* 91 percent of workers are more likely to behave ethically when they have work-life
balance; 30 percent say they suffer from poor work-life balance.

Whose Ethics Count? Shouldn’t an individual be accountable for her or his own
ethical reasoning and analysis? How and why is it that the ethics practices of others,
including managers, influence our ethics behaviors? What can be done to strengthen
people’s confidence in their own ethical frameworks so that even bad management
won't result in unethical practices?

designed to require little involvement. Can you predict what response they will
have to this situation? In fact, they may show the very same lack of commitment
you assumed they would have in the first place; your initial expectations get con-
firmed as a negative self-fulfilling prophecy.

Self-fulfilling prophecies can also have a positive side. We know that stu-
dents introduced to their teachers as “intellectual bloomers” often do better on
achievement tests than do their counterparts who lack such a positive introduc-
tion. But why? In a study of army tank crews, one set of tank commanders was
told that some members of their assigned crews had exceptional abilities while
others were only average. In reality, the crew members had been assigned ran-
domly so that the two test groups were equal in ability. The commanders later
reported that the so-called “exceptional” crew members performed better than
the “average” ones. The study also revealed the commanders had given more
attention and praise to the crew members for whom they had the higher expec-
tations.!” The self-fulfilling effects in these cases argue strongly for managers to
adopt positive and optimistic approaches toward others at work.

Perception and Attribution

One of the ways in which perception exerts its influence on behavior is through
attribution. This is the process of developing explanations or assigning perceived
causes for events. It is natural for people to try to explain what they observe and

Perception and Attribution

Attribution is the
process of creating

explanations for events.
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Fundamental
attribution error
overestimates internal
factors and underestimates
external factors as
influences on someone’s
behavior.

Self-serving bias
underestimates internal
factors and overestimates
external factors as
influences on someone’s
behavior.

the things that happen to them. And one of the most significant places for this is
the workplace. What happens when you perceive that someone else in a job or
student group isn’t performing up to expectations? How do you explain this? And,
depending on the explanation, what do you do to try and correct things?

Importance of Attributions

Attributions play roles in perception, and attribution theory helps us to under-
stand this process. It focuses on how people attempt to understand the causes
of an event, assess responsibility for the outcomes, and evaluate the personal
qualities of the people involved in it.!® Attribution theory is especially concerned
with whether the assumption is that an individual’s behavior has been internally
or externally caused. Internal causes are believed to be under an individual’s
control—you believe Jake’s performance is poor because he is lazy. External
causes are seen as coming from outside a person—you believe Kellie’s perform-
ance is poor because the software she’s using is out of date.

According to attribution theory three factors influence this internal or exter-
nal determination of causality: distinctiveness, consensus, and consistency.
Distinctiveness considers how consistent a person’s behavior is across different
situations. If Jake’'s performance is typically low, regardless of the technology
with which he is working, we tend to assign the poor performance to an inter-
nal attribution—there’s something wrong with Jake. If the poor performance is
unusual, we tend to assign an external cause to explain it—there’s something
happening in the work context.

Consensus takes into account how likely all those facing a similar situa-
tion are to respond in the same way. If all the people using the same technol-
ogy as Jake perform poorly, we tend to assign his performance problem to an
external attribution. If others do not perform poorly, we attribute the poor
performance to internal causation. Consistency concerns whether an individ-
ual responds the same way across time. If Jake performs poorly over a sus-
tained period of time, we tend to give the poor performance an internal attri-
bution. If his low performance is an isolated incident, we may well attribute
it to an external cause.

Attribution Errors

Two perception errors are associated with the assignment of internal versus
external causation—fundamental attribution error and self-serving bias."® Look
at the data reported in Figure 4.5. When managers were asked to identify, or
attribute, causes of poor performance among their subordinates, they most often
blamed internal deficiencies of the individual—lack of ability and effort, rather
than external deficiencies in the situation—Ilack of support. This demonstrates
fundamental attribution error—the tendency to underestimate the influence
of situational factors and to overestimate the influence of personal factors in eval-
uating someone else’s behavior. When asked to identify causes of their own poor
performance, however, the managers mostly cited lack of support—an external,
or situational, deficiency. This indicates self-serving bias—the tendency to deny
personal responsibility for performance problems but to accept personal re-
sponsibility for performance success.



Cause of Poor Cause of Poor
Performance by Most Frequent Performance
Their Subordinates Attribution by Themselves
[
7 Lack of ability 1
12 Lack of effort 1
) Lack of support 23

The managerial implications of attribution theory can be traced back to the
fact that perceptions influence behavior.?® For example, a manager who believes
that subordinates are not performing well and perceives the reason to be an
internal lack of effort is likely to respond with attempts to “motivate” the subor-
dinates to work harder; the possibility of changing external, situational factors
that may remove job constraints and provide better organizational support
may be largely ignored. This oversight could sacrifice major performance gains.
Interestingly, when supervisors in the study evaluated their own behavior, they
indicated their performance would benefit from having better support. Because
of self-serving bias, the supervisors’ own abilities or willingness to work hard
were not believed to be at issue.

Attributions across Cultures

In cross-cultural comparisons of attribution tendencies, the highly individualistic
American culture tends to overemphasize internal causes and underemphasize
external ones when explaining events. This can result in negative attributions to-
ward other persons experiencing performance problems, such as one’s team
mates or direct reports. Such negative attributions, in turn, tend to generate ac-
tions designed to improve performance by correcting individual deficiencies—by
negative performance evaluations and more training, for example, rather than
those designed to increase external support for work performance.*! By contrast,
research from Korea shows tendencies toward negative self-serving bias; that is,
Korean managers are more prone to attribute work group failure to themselves—
“I was not a capable leader,” than to external causes.? In India the fundamental
attribution error overemphasizes external rather than internal causes for failure.
Why these various differences occurred is not clear, but differing cultural values
appear to play a role.

Attribution and Social Learning

Perception and attribution are important components in social learning theory,
which describes how learning takes place through the reciprocal interactions
among people, behavior, and environment. Figure 4.6 illustrates this model as
drawn from the work of Albert Bandura.?* According to the figure, the individual
uses modeling or vicarious learning to acquire behavior by observing and imitat-
ing others. The person then attempts to acquire these behaviors by modeling
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Figure 4.5 Health care
managers’ attributions
of causes for poor
performance.

Social learning theory
describes how learning
occurs through interactions
among people, behavior,
and environment.
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Person

—

Symbolic Processes Self-Control
Verbal/mental images Self-efficacy controls
that help guide behavior behavior

Behavior

Figure 4.6 Simplified

Modeling behavior

= > acquired by observing < - Environment

and imitating others

model of social learning.

Self-efficacy is a
person’s belief that
she or he is capable
of performing a task.

them through practice. In a work situation, the model may be a manager or co-
worker who demonstrates desired behaviors. Mentors or senior workers who be-
friend younger and more inexperienced protégés can also be important models.
Indeed, some have argued that a shortage of mentors for women in senior man-
agement has been a major constraint to their progression up the career ladder.?!

The symbolic processes shown in Figure 4.6 are important in social learning.
Words and symbols used by managers and others in the workplace can help
communicate values, beliefs, and goals and thus serve as guides to an individ-
ual’s behavior. For example, a “thumbs up” or other signal from the boss lets you
know your behavior is appropriate. At the same time, the person’s self-control is
important in influencing his or her own behavior. And self-efficacy—the per-
son’s belief that he or she can perform adequately in a situation, is an important

OB SAVVY 4.1

Four Ways of Building
or Enhancing Self-Efficacy

1.

Enactive mastery-gaining confidence through positive experience.
The more you work at a task, so to speak, the more your experience
builds and the more confident you become at doing it.

Vicarious madeling-gaining confidence by observing others. When
someone else is good at a task and we are able to observe how
they do it, we gain confidence in being able to do it ourselves.
Verbal persuasion-gaining confidence from someone telling us or
encouraging us that we can perform the task. Hearing others
praise our efforts and link those efforts with performance
successes is often very motivational.

Emotional arousal-gaining confidence when we are highly stimu-
lated or energized to perform well in a situation. A good analogy
for arousal is how athletes get “psyched up” and highly motivated
to perform in key competitions.

part of such self-control. Closely associated with the
concept of self-efficacy are such terms as confidence,
competence, and ability.?

People with high self-efficacy believe that they
have the necessary abilities for a given job, that they
are capable of the effort required, and that no out-
side events will hinder them from attaining their de-
sired performance level.?® In contrast, people with
low self-efficacy believe that no matter how hard
they try, they cannot manage their environment well
enough to be successful. For example, if you feel
self-efficacy as a student, a low grade on one test is
likely to encourage you to study harder, talk to the
instructor, or do other things to enable you to do
well the next time. In contrast, a person low in self-
efficacy would probably drop the course or give up
studying. Of course, even people who are high in
self-efficacy do not control their environment en-
tirely. Some ideas on how to build or enhance self-
efficacy are listed in OB Savvy 4.1.
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RICHARD BRANSON LEADS WITH PERSONALITY AND FLAMBOYANCE

Sir Richard Branson, well-known
founder of Virgin Group, is a
believer in positive reinforce-
ment. “For the people who
work for you or with you, you
must lavish praise on them at
all times,” he says. “If a flower
is watered, it flourishes. If not
it shrivels up and dies.” And
besides, he goes on to add: “Its
much more fun looking for the
best in people.”

Virgin Group is a business
conglomerate employing some

25,000 people around the
globe. It holds over 200 compa-
nies, including Virgin Mobile,
Virgin Records, and even a
space venture—Virgin Galactic.
It's all very creative and ambi-
tious—but that’s Branson. “I
love to learn things I know
little about,” he says.

But if you bump into
Branson on the street you
might be surprised. He’s ca-
sual, he’s smiling, and he’s
fun; he’s also brilliant when it
comes to business and leader-
ship. He’s been listed among
the 25 most influential business
leaders. His goal is to build
Virgin into “the most respected
brand in the world.” And as
the man behind the brand he’s
described as “flamboyant,”
something that he doesn’t deny
and also considers a major
business advantage that keeps
him and his ventures in the
public eye.

About leadership Branson
says: “Having a personality of
caring about people is impor-
tant . . . You can’t be a good

leader unless you generally
like people. That is how you
bring out the best in them.”
He claims his own style was
shaped by his family and
childhood. At age 10 his
mother put him on a 300-mile
bike ride to build character
and endurance. At 16 he
started a student magazine. By
the age of 22 he was launch-
ing Virgin record stores. And
by the time he was 30 Virgin
Group was running at high
speed.

As for himself, Branson
says he’ll probably never retire.
Now known as Sir Richard after
being knighted, he enjoys
Virgin today “as a way of life”
that he greatly enjoys. But he
also says that “In the next stage
of my life I want to use our
business skills to tackle social
issues around the world . . .
Malaria in Africa kills four
million people a year. AIDS
kills even more . . . I don’t
want to waste this fabulous
situation in which I've found
myself.”

Learning by Reinforcement

When it comes to learning, the concept of “reinforcement” is very important
in OB. It has a very specific meaning that has its origin in some classic stud-
ies in psychology.?”” Reinforcement is the administration of a consequence
as a result of a behavior. Managing reinforcement properly can change the
direction, level, and persistence of an individual’s behavior. To understand
this idea, we need to review some of the concepts of conditioning and rein-
forcement you may have already learned in a basic psychology course.

Reinforcement is the
delivery of a consequence
as a result of behavior.
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Classical Conditioning

Learning occurs through
conditioned stimuli

Operant Conditioning

Learning occurs through
consequences of behavior

Stimulus Behavior
A person sees the boss smile > feels nervous
and hears boss's criticisms grits teeth
and later feels nervous

. —
sees the smile grits teeth
Behavior Consequence
A person > gets boss's
works overtime praise

and later
works overtime again

Figure 4.7 Differences between classical and operant conditioning approaches for a boss and subordinate.

Operant conditioning
is the control of behavior
by manipulating its
consequences.

Classical and Operant Conditioning

Classical conditioning, studied by Ivan Pavlov, is a form of learning through as-
sociation that involves the manipulation of stimuli to influence behavior. The
Russian psychologist “taught” dogs to salivate at the sound of a bell by ringing
the bell when feeding the dogs. The sight of the food naturally caused the dogs
to salivate. The dogs “learned” to associate the bell ringing with the presentation
of meat and to salivate at the ringing of the bell alone. Such learning through as-
sociation is so common in organizations that it is often ignored until it causes
considerable confusion.

The key here is to understand stimulus and conditioned stimulus. A stimulus is
something that incites action and draws forth a response, such as food for the dogs.
The trick is to associate one neutral potential stimulus—the bell ringing, with an-
other initial stimulus that already affects behavior—the food. The once-neutral stim-
ulus is called a conditioned stimulus when it affects behavior in the same way as
the initial stimulus. Take a look at Figure 4.7 for a work example. Here, the boss’s
smiling becomes a conditioned stimulus because of its linkage to his criticisms.

The reinforcement approach popularized by B. F. Skinner extends reinforce-
ment to applications that include more than just stimulus and response behav-
ior.”® Tt involves operant conditioning as the process of controlling behavior
by manipulating its consequences. You may think of operant conditioning as
learning by reinforcement. In management the goal is to use reinforcement
principles to systematically reinforce desirable work behavior and discourage un-
desirable work behavior.?

Classical and operant conditioning differ in two important ways. First, con-
trol in operant conditioning is via manipulation of consequences. Second, oper-
ant conditioning calls for examining antecedents, behavior, and consequences.
The antecedent is the condition leading up to or “cueing” behavior. Figure 4.7
gives the example of an agreement with the boss to work overtime as needed.
If the employee actually does work overtime, this is the bebavior. The conse-
quence would be the boss’s praise. In operant conditioning, the behavior based
in the antecedent is drawn forth by the manipulation of consequences.



Contrived Extrinsic Rewards: Natural Extrinsic Rewards:

Some Direct Cost No Direct Cost
refreshments promotion smiles recognition
piped-in music trips greetings feedback
nice offices company car compliments asking advice
cash bonuses paid insurance special jobs
merit pay increases stock options
profit sharing gifts
office parties sport tickets

Law of Effect

The basis for operant conditioning rests in E. L. Thorndike’s law of effect.’ It is
simple but powerful: behavior that results in a pleasant outcome is likely to be
repeated, whereas behavior that results in an unpleasant outcome is not likely
to be repeated. The implications of this law are rather straightforward. If, as a
supervisor, you want more of a behavior, you must make the consequences for
the individual positive.

Note that the emphasis is on consequences that can be manipulated rather
than on consequences inherent in the behavior itself. OB research often empha-
sizes specific types of rewards that are considered from the reinforcement per-
spective to influence individual behavior. Extrinsic rewards, such as pay and
praise, are positively valued work outcomes that are given to the individual by
some other person. They become external reinforcers or environmental conse-
quences that can substantially influence a person’s work behaviors through the
law of effect.

Figure 4.8 presents a sample of extrinsic rewards that can be allocated by man-
agers in using the law of effect in the workplace.?! Some of these rewards are con-
trived rewards that are planned, and have direct costs and budgetary implications.
Examples are pay increases and cash bonuses. A second category includes natu-
ral rewards that have no cost other than the manager’s personal time and efforts.
Examples are verbal praise and recognition in the workplace. The use of such
rewards to systematically reinforce desirable work behavior and to discourage un-
wanted work behavior is known as organizational behavior modification, or
OB Mod for short. It involves the use of four basic reinforcement strategies:
positive reinforcement, negative reinforcement (or avoidance), punishment, and
extinction. >

Positive Reinforcement

B. F. Skinner and his followers advocate positive reinforcement—the admin-
istration of positive consequences that tend to increase the likelihood of repeat-
ing the desirable behavior in similar settings. For example, a team leader nods
to a team member to express approval after she makes a useful comment dur-
ing a sales meeting. This increases the likelihood of future useful comments from
the team member, just as the leader would hope.

To begin using a strategy of positive reinforcement, we need to be aware
that positive reinforcers and rewards are not necessarily the same. Recognition,
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Figure 4.8 A sample of
contrived and natural
extrinsic rewards that can
be allocated by managers.

The law of effect is
that behavior followed by
pleasant consequences is
likely to be repeated;
behavior followed by
unpleasant consequences
is not.

Organizational
behavior modification is
the use of extrinsic rewards
to systematically reinforce
desirable work behavior
and discourage undesirable
behavior.

Positive reinforcement
strengthens a behavior
by making a desirable
consequence contingent
on its occurrence.
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Shaping is positive
reinforcement of successive
approximations to the
desired behavior.

Continuous
reinforcement
administers a reward each
time a desired behavior
occurs.

Intermittent
reinforcement rewards
behavior only periodically.

for example, is both a reward and a potential positive reinforcer. But it be-
comes a positive reinforcer only if a person’s performance later improves.
Sometimes, a “reward” doesn’t work as intended. For example, a team leader
might praise a team member in front of others for finding errors in a report that
the group had prepared. If the members then give their teammate the silent
treatment, however, the worker is less likely to report such errors in the future.
In this case, the “reward” fails to serve as a positive reinforcer of the desired
work behavior.

To have maximum reinforcement value, a reward must be delivered only if
the desired behavior is exhibited. That is, the reward must be contingent on the
desired behavior. This principle is known as the law of contingent reinforcement.
For example, a supervisor’s praise should be contingent on the subordinate’s
doing something identifiably well, such as giving a constructive suggestion in a
meeting. Also, the reward must be given as soon as possible after the desired
behavior. This is known as the law of immediate reinforcement.?® If the supervi-
sor waits for the annual performance review to praise the subordinate for pro-
viding constructive comments, the law of immediate reinforcement would be
violated.

Shaping The power of positive reinforcement can be mobilized through a
process known as shaping. This is the creation of a new behavior by the posi-
tive reinforcement of successive approximations to it. For example, new machine
operators in the Ford Motor casting operation in Ohio must learn a complex
series of tasks in pouring molten metal into castings in order to avoid gaps, over-
fills, or cracks.** The molds are filled in a three-step process, with each step pro-
gressively more difficult than its predecessor. Astute master craftspersons first
show newcomers how to pour as the first step and give praise based on what
they did right. As the apprentices gain experience, they are given praise only
when all of the elements of the first step are completed successfully. Once the
apprentices have mastered the first step, they move to the second. Reinforcement
is given only when the entire first step and an aspect of the second step are com-
pleted successfully. Over time, apprentices learn all three steps and are given
contingent positive rewards immediately upon completing a casting that has no
cracks or gaps. In this way behavior is shaped gradually rather than changed all
at once.

Scheduling Positive Reinforcement Positive reinforcement can be given
according to either continuous or intermittent schedules. Continuous rein-
forcement administers a reward each time a desired behavior occurs, whereas
intermittent reinforcement rewards behavior only periodically. In general,
continuous reinforcement draws forth a desired behavior more quickly than does
intermittent reinforcement. But it is costly in the consumption of rewards and the
behavior is more easily extinguished when reinforcement is no longer present.
Behavior acquired under intermittent reinforcement lasts longer upon the discon-
tinuance of reinforcement, and thus is more resistant to extinction. This is why
shaping typically begins with a continuous reinforcement schedule and then
gradually shifts to an intermittent one.

As shown in Figure 4.9, intermittent reinforcement can be given accord-
ing to fixed or variable schedules. Variable schedules typically result in more
consistent patterns of desired behavior than do fixed reinforcement schedules.



Interval

Fixed interval

Ratio

Fixed ratio

Reinforcer given after a given

Reinforcer given after a given

time number of behavior
. Weekly or monthly paychecks occurrences
Fixed Regularly scheduled exams Piece-rate pay
Commissioned salespeople:
certain amount is given for
each dollar of sales
Variable interval Variable ratio
Reinforcer given at random times Reinforcer given after a random
Occasional praise by boss on number of behavior
. unscheduled visits occurrences
Variable  yyspecified number of pop Random quality checks with

quizzes to students

praise for zero defects

Commissioned salespeople:
a varying number of calls are
required to obtain a given sale

Time-based Behavior occurrence-based

Fixed-interval schedules provide rewards at the first appearance of a behavior
after a given time has elapsed. Fixed-ratio schedules result in a reward each time
a certain number of the behaviors have occurred. A variable-interval schedule
rewards behavior at random times, while a variable-ratio schedule rewards
behavior after a random number of occurrences.

Negative Reinforcement

A second reinforcement strategy used in OB Mod is negative reinforcement
or avoidance learning. It uses the withdrawal of negative consequences to in-
crease the likelihood of repeating the desirable behavior in similar settings. For
example, a manager at McDonald’s regularly nags a worker about being late for
work and then doesn’t nag when the worker next shows up on time. The term
“negative reinforcement” comes from this withdrawal of the negative conse-
quences. The strategy is also sometimes called avoidance because its intent is
for the person to avoid the negative consequence by performing the desired be-
havior. For instance, we stop at a red light to avoid a traffic ticket, or a worker
who prefers the day shift is allowed to return to that shift if she performs well
on the night shift.

Punishment

A third reinforcement strategy is punishment. Unlike positive reinforcement
and negative reinforcement, it is intended not to encourage positive behavior
but to discourage negative behavior. Formally defined, punishment is the ad-
ministration of negative consequences or the withdrawal of positive conse-
quences that tend to reduce the likelihood of repeating the behavior in similar
settings.
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Figure 4.9 Alternative
schedules of reinforcement
in OB Mod.

Negative reinforcement
strengthens a behavior by
making the avoidance of an
undesirable consequence
contingent on its
occurrence.

Punishment discourages
a behavior by making an
unpleasant consequence
contingent on its
occurrence.
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OB SAVVY 4.2

There is evidence that punishment adminis-
tered for poor performance can lead to better per-

Guidelines for Positive Reinforcement formance without a significant effect on satisfac-
and Punishment

Positive Reinforcement:

Clearly identify desired work behaviors.

Maintain a diverse inventory of rewards.

Inform everyone what must be done to get rewards.
Recognize individual differences when allocating rewards.
Follow the laws of immediate and contingent reinforcement.

tion. But punishment seen by workers as arbitrary
and capricious leads to low satisfaction as well as
low performance.® The point is that punishment can
be handled poorly, or it can be handled well as sug-
gested in OB Savvy 4.2.

Finally, punishment may be offset by positive re-
inforcement received from another source. It is pos-
sible for a worker to be reinforced by peers at the

Punishment: same time that the worker is receiving punishment
o Tell the person what is being done wrong. from the manager. Sometimes the positive value of
« Tell the person what is being done right. such peer support is so great that the individual
*  Make sure the punishment matches the behavior. chooses to put up with the punishment. Thus, the
«  Administer the punishment in private. undesirable behavior continues. As many times as an
*  Follow the laws of immediate and contingent reinforcement. experienced worker may be verbally reprimanded by

a

Extinction discourages
behavior by making the
removal of a desirable

consequence contingent on

its occurrence.

a supervisor for playing jokes on new employees, for
example, the “grins” offered by other workers may
well justify continuation of the jokes in the future.

Extinction

The final reinforcement strategy in OB Mod is extinction—the withdrawal of
the reinforcing consequences for a given behavior. For example, Enya is often
late for work and co-workers cover for her (positive reinforcement). The man-
ager instructs Enya’s co-workers to stop covering, thus withdrawing the positive
consequences. This is a use of extinction to try and get rid of an undesirable
behavior.

This extinction strategy decreases the frequency of or weakens behavior. But
the behavior is not “unlearned”; it simply is not exhibited. Since the behavior is
no longer reinforced, it will reappear if reinforced again. Whereas positive rein-
forcement seeks to establish and maintain desirable work behavior, extinction is
intended to weaken and eliminate undesirable behavior.

Reinforcement Pros and Cons

Figure 4.10 summarizes and illustrates the use of each reinforcement strategy in
OB Mod. They are all designed to direct work behavior toward practices desired
by management. Both positive and negative reinforcement are used to strengthen
the desirable behavior of improving work quality when it occurs. Punishment is
used to weaken the undesirable behavior of high error rates and involves either
administering negative consequences or withdrawing positive consequences.
Similarly, extinction is used deliberately to weaken the undesirable behavior of
high error rates when it occurs. Note also that these strategies may be used in
combination as well as independently.

The effective use of the four reinforcement strategies can help manage human
behavior at work. Testimony to this effect is found in the wide application of
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Team Leader Behavioral Response Consequences from Type of Consequence
Antecedent by Team Member Team Leader or Reinforcement
(condition leading B (how team member B>  (what team leader does) B> Strategy

up to or cueing behaves)

behavior)

"Do Good Work" High work quality Praise and rewards Positive Reinforcement

(administration of
positive consequence)

"Do Good Work" Low work quality Criticism and reprimand Punishment
(administration of
negative consequence)

"Do Good Work" High work quality No criticism and no Negative Reinforcement
reprimand (withdrawal of negative
consequence)

"Do Good Work" High error rate Takes away break time Punishment
(withdrawal of positive
consequence)

"Do Good Work" Low work quality No praise and no rewards Extinction

Figure 4.10 Examples of comprehensive managerial use of reinforcement strategies.

these strategies in all sorts of work settings, and by the growing number of
consulting firms that specialize in reinforcement techniques. But use of these
approaches is not without criticism.

Some critics of the reinforcement approach claim that the success of
specific programs involves isolated cases that have been analyzed without the
benefit of scientific research designs; it is hard to conclude definitively whether
the observed results were caused by reinforcement dynamics. In fact, one
critic argues that the improved performance may well have occurred only be-
cause of the goal setting involved—that is, because specific performance goals
were clarified, and workers were individually held accountable for their ac-
complishment.’® Another major criticism rests with potential value dilemmas as-
sociated with using reinforcement to influence human behavior at work. For ex-
ample, some maintain that the systematic use of reinforcement strategies leads to
a demeaning and dehumanizing view of people that stunts human growth and
development.’” Others believe managers abuse the power of their position and
knowledge by exerting external control over individual behavior.

Advocates of the reinforcement approach attack its critics head on. They
agree that behavior modification involves the control of behavior, but they also
argue that behavior control is an irrevocable part of every manager’s job. The
real question, they say, is how to ensure that any manipulation is done in a pos-
itive and constructive fashion.*®
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Resources in
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summary

0” BSII.””S What is perception?

Individuals use the perception process to select, organize, interpret, and retrieve in-

aﬂd A”S Wer S formation from the world around them.

e Perception acts as a filter through which all communication passes as it travels from
one person to the next.

e Because people tend to perceive things differently, the same situation may be inter-
preted and responded to differently by different people.

e Factors influencing perceptions include characteristics of the perceiver, the setting,
and the perceived.

What are common perceptual distortions?

e Stereotypes occur when a person is identified with a category and is assumed to dis-
play characteristics otherwise associated with members of that category.

e Halo effects occur when one attribute of a person or situation is used to develop an
overall impression of the person or situation.

e Selective perception is the tendency to single out for attention those aspects of a
situation or person that reinforce or emerge and are consistent with existing beliefs,
values, and needs.

e Projection involves the assignment of personal attributes to other individuals.

e Contrast effects occur when an individual’'s characteristics are contrasted with
those of others recently encountered who rank higher or lower on the same
characteristics.
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What is the link between perception and attribution?

e Attribution theory addresses the interpretation stage of the perception process where
tendencies are to view events or behaviors as primarily the results of external causes
or internal causes.

e Three factors that influence the attribution of external or internal causation are
distinctiveness, consensus, and consistency.

e Fundamental attribution error occurs when we blame others for performance prob-
lems while excluding possible external causes.

e Self-serving bias occurs when, in judging our own performance, we take personal
credit for successes and blame failures on external factors.

e Social learning theory links perception and attribution by recognizing how learning is
achieved through the reciprocal interactions among people, behavior, and environment.
What is involved in learning by reinforcement?

e Reinforcement theory recognizes that human behavior is influenced by environmen-
tal consequences.

e The law of effect states that behavior followed by a pleasant consequence is likely to be
repeated; behavior followed by an unpleasant consequence is unlikely to be repeated.

e Reinforcement strategies used by managers include positive reinforcement, negative
reinforcement, punishment, and extinction.

e Positive reinforcement is the administration of positive consequences that tend to
increase the likelihood of a person’s repeating a behavior in similar settings.

e Positive reinforcement should be contingent and immediate, and it can be scheduled
continuously or intermittently depending on resources and desired outcomes.

e Negative reinforcement, avoidance learning, is used to encourage desirable behavior
through the withdrawal of negative consequences for previously undesirable behavior.

e Punishment is the administration of negative consequences or the withdrawal of
positive consequences, both of which tend to reduce the likelihood of repeating an
undesirable behavior in similar settings.

e Extinction is the withdrawal of reinforcing consequences for a given behavior.
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Self-Test 4

Multiple Choice

1.

10.

11.

12.

13.

Perception is the process by which people information. (a) generate
(b) retrieve (¢) transmit (d) verify

Which is not a stage in the perceptual process? (a) attention/selection (b) interpretation
(o) follow-through (d) retrieval

Self-serving bias is a form of attribution error that involves . (@) blaming
yourself for problems caused by others (b) blaming the environment for problems
you caused (¢) poor emotional intelligence (d) authoritarianism

In the fundamental attribution error, the influence of as causes of a
problem are . (@) situational factors, overestimated (b) personal factors, un-
derestimated (c¢) personal factors, overestimated (d) situational factors, underestimated
If a new team leader changes job designs for persons on her work team mainly
“because T would prefer to work the new way rather than the old,” the chances are
that she is committing a perceptual error known as . (a) halo effect
(b) stereotype (c) selective perception (d) projection
Use of special dress, manners, gestures, and vocabulary words when meeting a
prospective employer in a job interview are all examples of how people use

in daily life. (a) projection (b) selective perception (¢) impression
management (d) self-serving bias
Which of the following is not a common perceptual distortion? (a) prototype
(b) social learning (¢) the halo effect (d) the contrast effect
If a manager allows one characteristic of person, say a pleasant personality, to bias
performance ratings of that individual overall, the manager is falling prey to a percep-
tual distortion known as . (a) halo effect (b) stereotype (c) selective
perception (d) projection
The underlying premise of reinforcement theory is that . (@) behavior
is a function of environment (b) motivation comes from positive expectancy
(o) higher order needs stimulate hard work (d) rewards considered unfair are
de-motivators

The law of states that behavior followed by a positive consequence
is likely to be repeated, whereas behavior followed by an undesirable consequence
is not likely to be repeated. (a) reinforcement (b) contingency (c¢) goal setting

(d) effect

is a positive reinforcement strategy that rewards successive
approximations to a desirable behavior. (a) Extinction (b) Negative reinforcement
(c) Shaping (d) Merit pay
B. F. Skinner would argue that “getting a paycheck on Friday” reinforces a person
for coming to work on Friday but would not reinforce the person for doing an
extraordinary job on Tuesday. This is because the Friday paycheck fails the law
of reinforcement. (a) negative (b) continuous (¢) immediate
(d) intermittent
The purpose of negative reinforcement as an operant conditioning technique is to
. (@) punish bad behavior (b) discourage bad behavior (¢) encourage
desirable behavior (d) offset the effects of shaping



14.

15.

Punishment . (@) may be offset by positive reinforcement from another
source (b) generally is the most effective kind of reinforcement (c) is especially
important in today’s workplace (d) emphasizes the withdrawal of reinforcing conse-
quences for a given behavior.

A major difference between reinforcement and social learning theory is .
(a) reinforcement recognizes the existence of vicarious learning, and social learning
does not (b) reinforcement recognizes objective consequences while social learning
theory emphasizes how individuals perceive and define consequences (¢) reinforce-
ment emphasizes modeling behavior while social learning theory does not (d) there
is no major difference between reinforcement and social learning theory

Short Response

16.

17.

18.
19.

Draw and briefly discuss a model showing the important stages of the perception
process.

Select two perceptual distortions, briefly define them, and show how they can lead
to poor decisions by managers.

Briefly compare and contrast classical conditioning and operant conditioning.

Explain how the reinforcement learning and social learning approaches are similar
and dissimilar to one another.

Applications Essay

20.

One of your friends has just been appointed as leader of a work team. This is her
first leadership assignment and she has recently heard a little about attribution the-
ory. She has asked you to explain it to her in more detail, focusing on its possible
usefulness in managing the team. What will you tell her?
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“If you are comfortable with
your choices, that's the
definition of peace.”

all Street Journal columnist Carol Hymowitz opened an article written about
successful female executives with this sentence: “Reach for the top—and don't
eliminate choices too soon or worry about the myth of balance.”

One of the first leaders mentioned in her article is Carol Bartz, former
executive chairman of the board of the noted software firm Autodesk and the new
CEO of Yahoo. In her interview with Hymowitz, Bartz points out that women often
suffer from guilt, inappropriately she believes, as they pursue career tracks. In her
own case she has both a demanding career and a family. And in both respects

she says that she's found happiness.

Andrea Jung, both chair and CEO of
Avon products, agrees with Bartz that
women have to work long hours and meet
the challenges of multiple demands as they
work their way to the top. For Jung this
includes lots of international travel, overnight
flights, and jet lag. She makes no bones
about the fact that sacrifices are real:
missed family gatherings, children’s school
functions, and more. But she also considers
the trade-offs worthwhile, saying: “If you're
comfortable with your choices, that's the
definition of peace.”

Nancy Peretsman is managing director
and executive vice president of the invest-
ment bank Allen & Company. She laments

that many young women believe they have to trade career advancement for fulfill-
ment in their personal lives. Not so, says Peretsman, who has a top job and a
family that includes teenage daughters. She says: “No one will die if you don't
show up at every business meeting or every school play.”

As for Hymowitz's conclusions, one stands out clearly. She finds that the
lessons from women at the top of the corporate ladder come down to these: setting
goals, persevering, accepting stretch assignments, obtaining broad experiences,
focusing on strengths not weaknesses, and being willing to take charge of one’s own
career. That advice seems well voiced. It also seems appropriate for anyone, be they
man or woman, seeking career and personal success in today's-corporate world.
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Motivation refers to

forces within an individual
that account for the level,
direction, and persistence
of effort expended at work.
Content theories

profile different needs that
may motivate individual
behavior.

Process theories
examine the thought
processes that motivate
individual behavior.

Working Mother
Media

Warking Mother magazine covers
issues from kids to health to
personal motivation and more. Its
goal is to help women “integrate
their professional lives, their family
lives and their inner lives.” Each
year it publishes a list of the “100
Best Companies for Working
Mothers.”

What Is Motivation?

The opening voices from women at the top of the corporate ladder raise inter-
esting issues. Among them is “motivation.” The featured corporate leaders all
work very hard, have high goals, and are realistic about the trade-offs between
career and family. It's easy and accurate to say that they are highly motivated.
But how much do we really know about motivation and the conditions under
which people, ourselves included, become highly motivated to work hard . . . at
school, in our jobs, and in our leisure and personal pursuits?

Motivation Defined

By definition, motivation refers to the individual forces that account for the
direction, level, and persistence of a person’s effort expended at work. Direction
refers to an individual’s choice when presented with a number of possible
alternatives (e.g., whether to pursue quality, quantity, or both in one’s work).
Level refers to the amount of effort a person puts forth (e.g., to put forth a lot or
very little). Persistence refers to the length of time a person sticks with a given
action (e.g., to keep trying or to give up when something proves difficult to attain).

Types of Motivation Theories

There are many available theories of motivation, and they can be divided
into two broad categories: content theories and process theories.! Theories
of both types contribute to our understanding of motivation to work, but
none offers a complete explanation. In studying a variety of theories, our
goal is to gather useful insights that can be integrated into motivational ap-
proaches that are appropriate for different situations.

Content theories of motivation focus primarily on individual needs—
that is, physiological or psychological deficiencies that we feel a compulsion
to reduce or eliminate. The content theories try to explain work behaviors
based on pathways to need satisfaction and the influence of blocked needs.
This chapter discusses Maslow’s hierarchy of needs theory, Alderfer’s ERG
theory, McClelland’s acquired needs theory, and Herzberg’s two-factor theory.

Process theories of motivation focus on the thought or cognitive
processes that take place within the minds of people and that influence their
behavior. Whereas a content approach may identify job security as an im-
portant individual need, a process approach would probe further to identify
why the person decides to behave in certain ways relative to available re-
wards and work opportunities. Three process theories discussed in this
chapter are equity theory, expectancy theory, and goal-setting theory.

Motivation across Cultures

An important caveat should be noted before examining specific motivation theo-
ries. Although motivation is a key concern in organizations everywhere, the the-
ories are largely developed from a North American perspective. As a result, they
are subject to cultural limitations and contingencies.? Indeed, the determinants of
motivation and the best ways to deal with it are likely to vary considerably
across the cultures of Asia, South America, Eastern Europe, and Africa, as well
as North America. For example, an individual financial bonus might prove
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“motivational” as a reward in one culture, but not in another. In researching, study-
ing, and using motivation theories we should be sensitive to cross-cultural
issues. We must avoid being parochial or ethnocentric by assuming that people
in all cultures are motivated by the same things in the same ways.?

Needs Theories of Motivation

Content theories, as noted earlier, suggest that motivation results from our
attempts to satisfy important needs. They suggest that managers should be able
to understand individual needs and to create work environments that respond
positively to them. Each of the following theories takes a slightly different ap-
proach in addressing this challenge.

Hierarchy of Needs Theory

Abraham Maslow’s hierarchy of needs theory, depicted in Figure 5.1,
identifies five levels of individual needs. They range from self-actualization and
esteem needs at the top, to social, safety, and physiological needs at the bottom.*
The concept of a needs “hierarchy” assumes that some needs are more important
than others and must be satisfied before the other needs can serve as motivators.
For example, physiological needs must be satistied before safety needs are acti-
vated; safety needs must be satisfied before social needs are activated; and so on.

HIGHER-ORDER NEEDS Self-Actualization

Highest need level; need to fulfill oneself;
to grow and use abilities to fullest
and most creative extent

Esteem

Need for esteem of others; respect, prestige,
recognition, need for self-esteem, personal
sense of competence, mastery

LOWER-ORDER NEEDS .
Social

Need for love, affection, sense of
belongingness in one’s relationships
with other persons

Safety

Need for security, protection, and
stability in the physical and inter-
personal events of day-to-day life

Physiological

Most basic of all human needs;
need for biological maintenance; need
for food, water, and sustenance

Maslow’s hierarchy of
needs theory offers a
pyramid of physiological,
safety, social, esteem, and
self-actualization needs.

Figure 5.1 Higher-order
and lower-order needs
in Maslow’s hierarchy
of needs.
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Higher-order needs in
Maslow’s hierarchy are
esteem and self-
actualization.

Lower-order needs in
Maslow’s hierarchy are
physiological, safety,
and social.

Alderfer’s ERG theory
identifies existence,
relatedness, and growth
needs.

Existence needs are
desires for physiological
and material well-being.
Relatedness needs are

desires for satisfying

interpersonal relationships.

Growth needs are
desires for continued
personal growth and

development.

Maslow’s model is easy to understand and quite popular. But research
evidence fails to support the existence of a precise five-step hierarchy of needs.
If anything, the needs are more likely to operate in a flexible rather than in a
strict, step-by-step sequence. Some research suggests that higher-order needs
(esteem and self-actualization) tend to become more important than lower-
order needs (psychological, safety, and social) as individuals move up the cor-
porate ladder.’ Studies also report that needs vary according to a person’s career
stage, the size of the organization, and even geographic location.® There is also
no consistent evidence that the satisfaction of a need at one level decreases its
importance and increases the importance of the next-higher need.” And findings
regarding the hierarchy of needs vary when this theory is examined across cul-
tures. For instance, social needs tend to take on higher importance in more col-
lectivist societies, such as Mexico and Pakistan, than in individualistic ones like
the United States.®

ERG Theory

Clayton Alderfer’s ERG theory is also based on needs, but it differs from
Maslow’s theory in three main respects.’ First, ERG theory collapses Maslow’s
five needs categories into three: existence needs, desires for physiological and
material well-being; relatedness needs, desires for satisfying interpersonal
relationships; and growth needs, desires for continued personal growth and
development. Second, ERG theory emphasizes a unique frustration-regression
component. An already satisfied lower-level need can become activated when a
higher-level need cannot be satisfied. Thus, if a person is continually frustrated
in his or her attempts to satisfy growth needs, relatedness needs can again sur-
face as key motivators. Third, unlike Maslow’s theory, ERG theory contends that
more than one need may be activated at the same time.

The supporting evidence for ERG theory is encouraging, even though further
research is needed.!® In particular, ERG theory’s allowance for regression back to
lower-level needs is a valuable contribution to our thinking. It may help to ex-
plain why in some settings, for example, worker complaints focus mainly on
wages, benefits, and working conditions—things relating to existence needs.
Although these needs are important, their importance may be exaggerated be-
cause the workers cannot otherwise satisfy relatedness and growth needs in
their jobs. This is an example of how ERG theory offers a more flexible ap-
proach to understanding human needs than does Maslow’s hierarchy.

Acquired Needs Theory

In the late 1940s psychologist David 1. McClelland and his co-workers began
experimenting with the Thematic Apperception Test (TAT) as a way of measuring
human needs.! The TAT is a projective technique that asks people to view pic-
tures and write stories about what they see. For example, McClelland showed
three executives a photograph of a man looking at family photos arranged on his
work desk. One executive wrote of an engineer who was daydreaming about a
family outing scheduled for the next day. Another described a designer who had
picked up an idea for a new gadget from remarks made by his family. The third
described an engineer who was intently working on a bridge stress problem that
he seemed sure to solve because of his confident look.!?
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LORRAINE MONROE'S LEADERSHIP TURNS VISION INTO INSPIRATION

Dr. Lorraine Monroe began her
career in the New York City
Schools as a teacher. She went
on to serve as assistant principal,
principal, and Vice-Chancellor
for Curriculum and Instruction.
But her career really took off
when she founded the Frederick
Douglass Academy, a public

McClelland

identified themes

school in Harlem, where she
grew up. Under her leadership
as principal the school became
highly respected for educational
excellence. The academy’s name-
sake was an escaped slave who
later became a prominent aboli-
tionist and civil rights leader.
Through her experiences
Monroe formed a set of beliefs
centered on a leader being
vision-driven and follower-
centered. She believes leaders
must always start at the “heart
of the matter” and that “the
job of a good leader is to
articulate a vision that others
are inspired to follow.” She
believes in making sure all
workers know they are valued
and that their advice is welcome,
and that workers and managers
should always try to help and
support one another. “I have
never undertaken any project,”
she says, “without first imagin-
ing on paper what it would
ultimately look like. . . . All the

doers who would be responsi-
ble for carrying out my imagin-
ings have to be informed and
let in on the dream.”

About her commitment to
public leadership, Monroe states:
“We can reform society only if
every place we live—every
school, workplace, church, and
family—becomes a site of re-
form.” She now serves as a
leadership consultant and runs
the Lorraine Monroe Leadership
Institute. Its goal is to train edu-
cational leaders in visionary lead-
ership and help them go forth to
build high-performing schools
that transform children’s lives.

Lorraine Monroe’s many
leadership ideas are summarized
in what is called the “Monroe
Doctrine.” It begins with this
advice: “The job of the leader is
to uplift her people—not just as
members of and contributors to
the organization, but as individ-
uals of infinite worth in their
own right.”

in the TAT stories that he believed

correspond to needs that are acquired over time as a result of our life experiences.
Need for achievement (nAch) is the desire to do something better or more
efficiently, to solve problems, or to master complex tasks. Need for affiliation
(nAff) is the desire to establish and maintain friendly and warm relations with
others. Need for power (nPower) is the desire to control others, to influence
their behavior, or to be responsible for others.

Because each need can be linked with a set of work preferences, McClelland
encouraged managers to learn how to identify the presence of nAch, nAff, and
nPower in themselves and in others. Someone with a high need for achievement will
prefer individual responsibilities, challenging goals, and performance feedback.
Someone with a high need affiliation is drawn to interpersonal relationships and
opportunities for communication. Someone with a high need for power seeks influ-
ence over others and likes attention and recognition.

Need for achievement
(nAch) is the desire to do
better, solve problems, or
master complex tasks.

Need for affiliation
(nAff) is the desire for
friendly and warm
relations with others.

Need for power
(nPower) is the desire
to control others and
influence their behavior.
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Herzberg’s two-factor
theory identifies job
context as the source of
job dissatisfaction and job
content as the source of
job satisfaction.

Hygiene factors in the
job context are sources of
job dissatisfaction.

Figure 5.2 Sources of
dissatisfaction and
satisfaction in Herzberg’s
two-factor theory.

Since these three needs are acquired, McClelland also believed it may be
possible to teach people to develop need profiles required for success in various
types of jobs. His research indicated, for example, that a moderate to high need
for power that is stronger than a need for affiliation is linked with success as a
senior executive. The high nPower creates the willingness to exercise influence
and control over others; the lower nAff allows the executive to make difficult
decisions without undue worry over being disliked.'?

Research lends considerable insight into the need for achievement in partic-
ular, and it includes some interesting applications in developing nations. For
example, McClelland trained businesspeople in Kakinda, India to think, talk, and
act like high achievers by having them write stories about achievement and
participate in a business game that encouraged achievement. The businesspeo-
ple also met with successful entrepreneurs and learned how to set challenging
goals for their own businesses. Over a two-year period following these activities,
the participants from the Kakinda study engaged in activities that created twice
as many new jobs as those who hadn'’t received the training.'

Two-Factor Theory

Frederick Herzberg took yet another approach to examining the link between
individual needs and motivation. He began by asking workers to report the times
they felt exceptionally good about their jobs and the times they felt exception-
ally bad about them."® The researchers noticed that people talked about very
different things when they reported feeling good or bad about their jobs.
Herzberg explained these results using the two-factor theory, also known as
the motivator-hygiene theory, because this theory identifies two different factors
as primary causes of job satisfaction and job dissatisfaction.

Hygiene factors are sources of job dissatisfaction, and they are associated
with the job context or work setting. That is, they relate more to the environment
in which people work than to the nature of the work itself. The two-factor
theory suggests that job dissatisfaction results when hygiene factors are poor. But
it also suggests that improving the hygiene factors will only decrease job dissat-
isfaction; it will not increase job satisfaction. Among the hygiene factors shown
on the left in Figure 5.2, perhaps the most surprising is salary. Herzberg found

Hygiene factors in job context Motivator factors in job content
affect job dissatisfaction affect job satisfaction
Organizational policies Achievement
Quality of supervision Recognition
Work itself
Working conditions .
Responsibility
Base wage or salary Advaneaimat
Relationships with peers Growth
Relationships with subordinates
Status
Security
High Job Dissatisfaction 0 Job Satisfaction High



that a low base salary or wage makes people dissatisfied, but that paying more
does not necessarily satisfy or motivate them.

Motivator factors, shown on the right in Figure 5.2, are sources of job
satisfaction. These factors are related to job content—what people actually
do in their work. They include such things as a sense of achievement, op-
portunities for personal growth, recognition, and responsibility. According
to the two-factor theory, the presence or absence of satisfiers or motivators
in people’s jobs is the key link to satisfaction, motivation, and performance.
When motivator factors are minimal, low job satisfaction decreases motiva-
tion and performance; when motivator factors are substantial, high job sat-
isfaction raises motivation and performance.

Job satisfaction and job dissatisfaction are separate dimensions in the two-
factor theory. Taking action to improve a hygiene factor, such as by giving pay
raises or creating better physical working conditions, will not make people
satisfied with their work; it will only prevent them from being dissatisfied on
these matters. To improve job satisfaction, Herzberg suggests the technique of
Jjob enrichment as a way of building satisfiers into job content. This technique is
given special attention in the next chapter as a job design alternative. For now,
the implication is well summarized in this statement by Herzberg: “If you want
people to do a good job, give them a good job to do.”'®

OB scholars have long debated the merits of the two-factor theory, with
special concerns being directed at failures to confirm the theory through
additional research.'” Tt is criticized as being method bound, or only replicable
when Herzberg’s original methods are used. This is a serious criticism, since the
scientific approach valued in OB requires that theories be verifiable under differ-
ent research methods.'® Yet, the distinction between hygiene and motivator fac-
tors has been a useful contribution to OB. As will be apparent in the discussions
of job designs and alternative work schedules in the next chapter, the notion of
two factors—job content and job context—has a practical validity that adds use-
ful discipline to management thinking.

Equity Theory of Motivation

What happens when you get a grade back on a written assignment or test? How
do you interpret your results, and what happens to your future motivation in the
course? Such questions fall in the domain of the first process theory of motiva-
tion to be discussed here—equity theory. As applied to the workplace through
the writing of J. Stacy Adams, equity theory argues that any perceived inequity
becomes a motivating state of mind; in other words, people are motivated to
behave in ways that restore or maintain equity in situations.'?

Equity and Social Comparisons

The basic foundation of equity theory is social comparison. Think back to the
earlier questions. When you receive a grade, do you try to find out what others re-
ceived as well? And when you do, does the interpretation of your grade depend,
in part, on how well your grade compared to those of others? Equity theory would
predict that your response upon receiving a grade will be based on whether or not
you perceive it as fair and equitable. Furthermore, that determination is only made
after you compare your results with those received by others.

Equity Theory of Motivation 115

AJ’s Music Cafe

AJ’s hosted a 10-day live music
Assembly Line Concert to praise
Detroit’s auto workers. One attendee
said: “Detroit is a city that makes
things. | wish people would attempt
to understand the kind of person
who has worked on the line, and
whose father worked on the line,
and whose grandfather worked on
the line.”

Motivator factors in
the job content are sources
of job satisfaction.

Adams’s equity theory
posits that people will act
to eliminate any felt
inequity in the rewards
received for their work in
comparison with others.
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Adams argues that this logic applies equally well to the motivational con-
sequences of any rewards that one might receive at work. Adams believes that
motivation is a function of how one evaluates rewards received relative to efforts
made, and as compared to the rewards received by others relative to their efforts
made. A key word in this comparison is “fairness,” and as you might expect, any
feelings of unfairness or perceived inequity are uncomfortable. They create a
state of mind we are motivated to eliminate.

Equity Theory Predictions

Perceived inequity occurs when someone believes that the rewards received for
his or her work contributions compare unfavorably to the rewards other people
appear to have received for their work. The basic equity comparison can be sum-
marized as follows:

Individual Outcomes > Others’ Outcomes

Individual Efforts < Others’ Efforts

Felt negative inequity in this equation exists when an individual feels that he
or she has received relatively less than others have in proportion to work inputs.
Felt positive inequity exists when an individual feels that he or she has received
relatively more than others have. When either feeling exists, the theory states that
people will be motivated to act in ways that remove the discomfort and restore a
sense of felt equity. In the case of perceived negative inequity, for example, people
are likely to respond by engaging in one or more of the following behaviors:

e Change work inputs (e.g., reduce performance efforts).

e Change the outcomes (rewards) received (e.g., ask for a raise).

e Leave the situation (e.g., quib).

e Change the comparison points (e.g., compare self to a different co-worker).

e Psychologically distort the comparisons (e.g., rationalize that the inequity is
only temporary and will be resolved in the future).

e Take actions to change the inputs or outputs of the comparison person
(e.g., get a co-worker to accept more work).

Research on equity theory indicates that people who feel they are overpaid (per-
ceived positive inequity) are likely to try to increase the quantity or quality of their
work, whereas those who feel they are underpaid (perceived negative inequity) are
likely to try to decrease the quantity or quality of their work.?® The research is most
conclusive with respect to felt negative inequity. It appears that people are less com-
fortable when they are under-rewarded than when they are over-rewarded.

You can view the equity comparison as intervening between the allocation
of rewards and the ultimate motivational impact for the recipient. That is:

Motivational
— impact of
reward

R .
evx(ard Eqult.y
received comparison



A reward given by a team leader and expected
to be highly motivational to a team member, for ex-
ample, may or may not work as intended. Unless
the reward is perceived as fair and equitable in
comparison with the results for other teammates,
the reward may create negative equity dynamics
and work just the opposite of what the team leader
expected. Equity theory reminds us that the motiva-
tional value of rewards is determined by the individ-
ual’s interpretation in the context of social comparison.
It is not the reward-giver’'s intentions that count; it is how the recipient
perceives the reward that will determine actual motivational outcomes. OB
Savvy 5.1 offers ideas on how people cope with such equity dynamics.

The processes associated with equity theory and its predictions about moti-
vation are subject to cultural contingencies. The findings and predictions
reported here are particularly tied to individualistic cultures in which self-interest
tends to govern social comparisons. In more collectivist cultures, such as those
of many Asian countries, the concern often runs more for equality than equity.
This allows for solidarity with the group and helps to maintain harmony in social
relationships.?

OB SAVVY 5.1

Equity Theory and Organizational Justice

One of the basic elements of equity theory is the fairness with which people
perceive they are being treated. This raises an issue in organizational behavior
known as organizational justice—how fair and equitable people view the
practices of their workplace. In ethics, the justice view of moral reasoning con-
siders behavior to be ethical when it is fair and impartial in the treatment of peo-
ple. Organizational justice notions are important in OB, and in respect to equity
theory, they emerge along three dimensions.??

Procedural justice is the degree to which the rules and procedures speci-
tied by policies are properly followed in all cases to which they are applied. In
a sexual harassment case, for example, this may mean that required formal hear-
ings are held for every case submitted for administrative review. Distributive
justice is the degree to which all people are treated the same under a policy,
regardless of race, ethnicity, gender, age, or any other demographic character-
istic. In a sexual harassment case, this might mean that a complaint filed by a
man against a woman would receive the same consideration as one filed by a
woman against a man. Interactional justice is the degree to which the people
affected by a decision are treated with dignity and respect.? Interactional jus-
tice in a sexual harassment case, for example, may mean that both the accused
and accusing parties believe they have received a complete explanation of any
decision made.

Among the many implications of equity theory, those dealing with organiza-
tional justice also must be considered. The ways in which people perceive they
are being treated at work with respect to procedural, distributive, and interac-
tional justice are likely to affect their motivation. And it is their perceptions of
these justice types, often made in a context of social comparison, that create the
ultimate motivational influence.
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Steps for Managing Equity Dynamics

* Recognize that equity comparisons are inevitable in the workplace.
* Anticipate felt negative inequities when rewards are given.

»  Communicate clear evaluations of any rewards given.

»  Communicate the performance reason for the reward.

< Communicate comparison points appropriate in the situation.

Organizational justice
is an issue of how fair and
equitable people view
workplace practices.

Procedural justice is
the degree to which rules
are always properly
followed to implement
policies.

Distributive justice is
the degree to which all
people are treated the
same under a policy.

Interactional justice is
the degree to which the
people are treated with
dignity and respect in
decisions affecting them.
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Vroom’s expectancy
theory argues that work
motivation is determined

by individual beliefs
regarding effort/
performance relationships
and work outcomes.

Expectancy is the
probability that work
effort will be followed
by performance
accomplishment.
Instrumentality is

the probability that
performance will lead to
various work outcomes.

Valence is the value to
the individual of various
work outcomes.

Expectancy Theory of Motivation

Another of the process theories of motivation is Victor Vroom’s expectancy
theory.?* It posits that motivation is a result of a rational calculation—people will
do what they can do when they want to do it.

Expectancy Terms and Concepts

In expectancy theory, and as summarized in Figure 5.3, a person is motivated to
the degree that he or she believes that: (1) effort will yield acceptable perform-
ance (expectancy), (2) performance will be rewarded (instrumentality), and
(3) the value of the rewards is highly positive (valence). Each of the key
underlying concepts or terms is defined as follows.

e Expectancy is the probability assigned by an individual that work effort
will be followed by a given level of achieved task performance. Expectancy
would equal zero if the person felt it were impossible to achieve the given
performance level; it would equal one if a person were 100 percent certain
that the performance could be achieved.

e Instrumentality is the probability assigned by the individual that a given
level of achieved task performance will lead to various work outcomes.
Instrumentality also varies from 0 to 1. Strictly speaking, Vroom’s treatment
of instrumentality would allow it to vary from —1 to +1. We use the
probability definition here and the 0 to +1 range for pedagogical purposes;
it is consistent with the instrumentality notion.

e Valence is the value attached by the individual to various work outcomes.
Valences form a scale from —1 (very undesirable outcome) to +1 (very
desirable outcome).

Vroom posits that motivation, expectancy, instrumentality, and valence are
related to one another by this equation.

Motivation = Expectancy X Instrumentality X Valence

to achieve g and realize o oloted
performance ‘ > sutcomes |
Expectancy Instrumentality Valence
Select capable Clarify possible Identify needs and
workers, train them, rewards for match rewards to
support them, set performance, give needs
clear goals performance-
contingent rewards

Figure 5.3 Key terms and managerial implications of Vroom’s expectancy theory.
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SOCIAL ENTREPRENEUR TACKLES ILLITERACY, TURNS
DREAM INTO PROGRESS

There was a time when John Wood was just another, albeit up-and-
coming, Microsoft executive. Now he's a social entrepreneur fighting
the scourge of illiteracy through a nonprofit called Room to Read.
What began as a dream of making a contribution to the fight against
illiteracy has become a reality, one that grows stronger each day.

During a successful career as a Microsoft executive, his life
changed on a vacation to the Himalayas of Nepal. Wood was
shocked at the lack of schools. He discovered a passion that
determines what he calls the “second chapter” in his life: to provide
the lifelong benefits of education to poor children. He quit his
Microsoft job and started Room to Read. So far, the organization has
built over 100 schools and 1,000 libraries in Cambodia, India, Nepal,

Vietnam, and Laos.

Noting that one-seventh of the global population can't read or write, Wood says: “I don't
see how we are going to solve the world’s problems without literacy.” The Room to Read
model is so efficient that it can build schools for as little as $6,000. Time magazine has
honored Wood and his team as “Asian Heroes,” and Fast Company magazine tapped his
organization for a Social Capitalist Award.

Could You Do It? What social problems do you see in your community, and which
of them seems most pressing in terms of negative consequences? Who seems to be
stepping forward in the attempt to solve the problems in innovative ways? Where and
how might you engage in social entrepreneurship and make a very personal contribution
to what is taking place? What, if anything, is holding you back?

You can remember this equation simply as M = E X I X V, and the
multiplier effect described by the “X” signs is significant. It means that the
motivational appeal of a given work path is sharply reduced whenever any one
or more of these factors approaches the value of zero. Conversely, for a given
reward to have a high and positive motivational impact as a work outcome, the
expectancy, instrumentality, and valence associated with the reward all must be

high and positive.

Expectancy Theory Predictions

Suppose that a manager is wondering whether or not the prospect of earning a
merit pay raise will be motivational to an employee. Expectancy theory predicts
that motivation to work hard to earn the merit pay will be low if expectancy is
low—a person feels that he or she cannot achieve the necessary performance
level. Motivation will also be low if instrumentality is low—the person is not
confident a high level of task performance will result in a high merit pay raise.
Motivation will also be low if valence is low—the person places little value on a
merit pay increase. Finally, motivation will be low if any combination of these
exists. Thus, the multiplier effect advises managers to act to maximize expectancy,
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instrumentality, and valence when seeking to create high levels of work motivation.
A zero at any location on the right side of the expectancy equation will result in
zero motivation.

Expectancy Implications and Research

Expectancy logic argues that managers should always try to intervene actively
in work situations to maximize work expectancies, instrumentalities, and
valences that support organizational objectives.? To influence expectancies, the
advice is to select people with proper abilities, train them well, support them
with needed resources, and identify clear performance goals. To influence in-
strumentality, the advice is to clarify performance-reward relationships, and
then to confirm or live up to them when rewards are actually given for perform-
ance accomplishments. To influence valences, the advice is to identify the needs
that are important to each individual and then try to adjust available rewards to
match these needs.

A great deal of research on expectancy theory has been conducted.?® Even
though the theory has received substantial support, specific details, such as the
operation of the multiplier effect, remain subject to some question. In addition,
expectancy theory has proven interesting in terms of helping to explain some
apparently counterintuitive findings in cross-cultural management situations. For
example, a pay raise motivated one group of Mexican workers to work fewer
hours. They wanted a certain amount of money in order to enjoy things other
than work, rather than just getting more money in general. A Japanese sales
representative’s promotion to manager of a U.S. company adversely affected his
performance. His superiors did not realize that the promotion embarrassed him
and distanced him from his colleagues.?’

MASTERING MANAGEMENT

SIX POINTS OF HUMAN CAPITAL

Competency is a performance driver. Knowing that one has or is developing the right compe-
tencies to do well in a job and career can be a powerful motivator. How are you doing at
building a strong portfolio of these human capital competencies?

* Psychological Capital—build a positive state of mind that includes a personal sense of
self-efficacy, optimism, hope, and resiliency.

*  Management Capital—build skills and competencies in resource acquisition, cultivation,
and allocation, including human resource management.

» Strategic Capital—build expertise dealing with strategic situations such as cutting
costs, driving growth, and dealing with cyclical markets.

* Relationship Capita—build capabilities to act based on networking with others with
whom you have strong working relationships.

* Industry Capita—build familiarity with technologies, customers, regulations, suppliers,
and competition specific to an industry.

* Organizational Capital—build knowledge about internal workings of the organization,
its policies, practices, and culture.
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Goal-Setting Theory of Motivation

Some years ago a Minnesota Vikings defensive end gathered up an opponent’s
fumble. Then, with obvious effort and delight, he ran the ball into the wrong
end zone. Clearly, the athlete did not lack motivation. Unfortunately, however,
he failed to channel his energies toward the right goal. Similar problems in
goal direction are found in many work settings. Goals are important aspects of
motivation, and yet they often go unaddressed. Without clear goals, employ-
ees may suffer direction problems; when goals are both clear and properly set,
employees may be highly motivated to move in the direction of goal accom-
plishment.

Motivational Properties of Goals

Goal setting is the process of developing, negotiating, and formalizing the

targets or objectives that a person is responsible for accomplishing.?® Over a

number of years Edwin Locke, Gary Latham, and their associates have de-

veloped a comprehensive framework linking goals to performance. About the im-
portance of goals and goal setting, Locke and Latham say: “Purposeful activity is
the essence of living action. If the purpose is neither clear nor challenging, very
little gets accomplished.” Research on goal setting is now quite extensive.
Indeed, more research has been done on goal setting than on any other theory
related to work motivation.*® Nearly 400 studies have been conducted in several
countries, including Australia, England, Germany, Japan, and the United States.’!
Although the theory has its critics, the basic precepts of goal-setting theory remain
an important source of advice for managing human behavior in the work setting.?

Goal-Setting Guidelines

Managerially speaking, the implications of research on goal setting can be sum-
marized in the following guidelines.??

e Difficult goals are more likely to lead to higher performance than are less
difficult ones. If the goals are seen as too difficult or impossible, however,
the relationship with performance no longer holds. For example, you will
likely perform better as a financial services agent if you have a goal of
selling 6 annuities a week than if you have a goal of selling 3. But if your
goal is selling 15 annuities a week, you may consider that impossible to
achieve, and your performance may well be lower than what it would be
with a more realistic goal.

e Specific goals are more likely to lead to higher performance than are no
goals or vague or very general ones. All too often people work with very
general goals such as the encouragement to “do your best.” Research
indicates that more specific goals, such as selling six computers a day, are
much more motivational than a simple “do your best” goal.

o Task feedback, or knowledge of results, is likely to motivate people toward
bigher performance by encouraging the setting of higher performance goals.
Feedback lets people know where they stand and whether they are on
course or off course in their efforts. For example, think about how eager
you are to find out how well you did on an examination.

American Red Cross

“Public firms focus on maximizing
shareholder value; the American Red
Cross in Greater New York focuses
on maximizing community value,”
says CEO Theresa Bischoff. She
heads a staff of 200 paid and 4,000
volunteer workers who draw
motivation from the nonprofit’s
goals and first responder mission.
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RESEARCH INSIGHT

Conscious and Subconscious Goals Interact for Motivational Impact

Writing in the Journal
of Applied Psychology, 1)
Alexander D. Stajkovic,
Edwin A. Locke, and Eden S.
Blair note that the literature
on goal-setting theory and
motivation is well estab-
lished, but they point out
that it deals only with con-

With
Priming

Task Performance

="

or use of achievement-related
words before they completed
a performance task. In the
second, or “no prime” group,
only achievement-neutral
words were identified or
used in the setup work prior

.
-="

scious motivation. In two
empirical studies they
attempt to link this set of
findings with a body of liter-
ature in social psychology concerned with
subconscious goal motivation.

One of the key findings of research on goal-
setting theory is that difficult goals lead to higher
performance than do general “do your best” or
easy goals when performance feedback, goal
commitment, and task knowledge are present.

A research stream of social psychology literature
deals with the subconscious activation of goals
by primers found in environments in which
goals are regularly pursued. Using this back-
ground, the researchers’ stated purpose “was

to link subconscious and conscious goals by
empirically examining the interaction between
the two.”

A pilot study and a main study were conducted
with samples of undergraduate and graduate
students at a university in the Midwest. Study
participants were divided into two groups, with
one group receiving a “priming” treatment where
subjects did setup work involving identification

Do Best

Conscious Goal Condition

T Mo to the performance task.
Priming .
In both studies the results
- " confirmed predictions from
Difficult

goal-setting theory by show-
ing that “difficult” conscious
goals increased performance
relative to “easy” and “do your best” goal-setting
conditions. Additionally, the researchers found
that subjects in primed subconscious conditions
performed better than did those in unprimed
subconscious conditions on both “difficult” and
“do your best” goals. In other words, primed
subconscious goals had positive interactions
with conscious goals for both difficult and do
your best goals.

The overall conclusions from these studies
show that more research is needed on the links
between conscious and subconscious goals with
task performance. But the initial findings are
favorable in suggesting that when both types of
goals are used together, their motivational impact
is increased.

Reference: Alexander D. Stajkovic, Edwin A. Locke, and Eden
S. Blair, “A First Examination of the Relationships Between
Primed Subconscious Goals, Assigned Conscious Goals, and
Task Performance,” Journal of Applied Psychology, Vol. 91
(2006), pp. 1172-1180.

e Goals are most likely to lead to bigher performance when people have the
abilities and the feelings of self-efficacy required to accomplish them. The
individual must be able to accomplish the goals and feel confident in those
abilities. To take the financial services example again, you may be able to
do what is required to sell 6 annuities a week and feel confident that you
can. If your goal is to sell 15, however, you may believe that your abilities
are insufficient to the task, and thus you may lack the confidence to work
hard enough to accomplish it.
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e Goals are most likely to motivate people toward higher performance when
they are accepted and there is commitment to them. Participating in the goal-
setting process helps build acceptance and commitment; it creates a sense
of “ownership” of the goals. But goals assigned by someone else can be
equally effective when the assigners are authority figures that can have an
impact, and when the subordinate can actually reach the goal. According to
research, assigned goals most often lead to poor performance when they are
curtly or inadequately explained.

Goal Setting and the Management Process

When we speak of goal setting and its motivational potential, the entire man-
agement process comes into play. Goals launch the process during planning,
provide critical focal points for organizing and leading, and then facilitate con-
trolling to make sure the desired outcomes are achieved. One approach that
integrates goals across these management functions is known as management Management by
by objectives, or MBO, for short. MBO is essentially a process of joint goal objectives, or MBO is a
setting between managers and those who report to them.?* The process in- process of joint goal
volves managers working with team members to establish performance goals setting between a
and to make plans that are consistent with higher-level work unit and organi- supervisor and a
zational objectives. This unlocks the motivational power of goal setting as just subordinate.
discussed. And when done throughout an organization, MBO also helps clarify
the hierarchy of objectives as a series of well-defined means-ends chains.

Figure 5.4 shows how the process allows managers to make use of goal-
setting principles. The joint manager and team member discussions are designed
to extend participation from the point of establishing initial goals to the point of
evaluating results in terms of goal attainment. But the approach requires careful
implementation. Not only must workers have the freedom to carry out the re-
quired tasks, managers should also be prepared to actively support workers’
efforts to achieve the agreed-upon goals.

Although a fair amount of research based on case studies of MBO success is
available, reports from scientifically rigorous studies have shown mixed results.*

<
Manager l
Jointly establish Individually act Jointly evaluate
performance goals results and recycle
i Team member process
Team member actively performs tasks while ~—p
participates in manager coaches Team member actively
developing and provides participates in
performance goals support performance review
Team member T
<

Figure 5.4 How a management by objectives process works.
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Some reported difficulties with the process include too much paperwork
required to document goals and accomplishments, too much emphasis on goal-
oriented rewards and punishments, as well as too much focus on top-down
goals, goals that are easily stated and achieved, and individual instead of team
goals. When these issues are resolved, the MBO approach has much to offer, both
as a general management practice and as an application of goal-setting theory.

Resources in
Tl] e 0 B S/{I'IIS These learning activities from The OB Skills Workbook are suggested for Chapter 5.

Case for Critical Team and Experiential Self-Assessment
Wﬂr/{bﬂﬂl{ Thinking Exercises Portfolio
e ltlsn't Fair *  What Do You Value in * Managerial Assumptions
Work? »  Two-Factor Profile

e Teamwork and Motivation
* Downside of Punishment

* Annual Pay Raises

studyguide
Summary

0” 38”0” What is motivation?

e Motivation is an internal force that accounts for the level, direction, and persistence
a”d A”S Wer S of effort expended at work.

e Content theories—including the work of Maslow, Alderfer, McClelland, and Herzberg—
focus on locating individual needs that influence behavior in the workplace.

e Process theories, such as equity theory and expectancy theory, examine the thought
processes that affect decisions made by workers about alternative courses of action.

e Although motivation is of universal interest and importance, specific aspects of work
motivation may vary from one culture to the next.

What are the needs theories of motivation?

e Maslow’s hierarchy of needs theory views human needs as activated in a five-step
hierarchy ranging from physiological (lowest) to safety, to social, to esteem, to
self-actualization (highest).

e Alderfer’s ERG theory collapses the five needs into three: existence, relatedness, and
growth; it maintains that more than one need can be activated at a time.

e McClelland’s acquired needs theory focuses on the needs for achievement, affiliation,
and power, and it views needs as developed over time through experience and training.
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Herzberg’s two-factor theory links job satisfaction to motivator factors, such as re-
sponsibility and challenge, associated with job content; it links job dissatisfaction to
hygiene factors, such as pay and working conditions, associated with job context.

What is the equity theory of motivation?

Equity theory points out that social comparison takes place when people receive
rewards.

Any felt inequity in social comparison will motivate people to behave in ways that
restore a sense of perceived equity to the situation.

When felt inequity is negative—that is, when the individual feels unfairly treated—
he or she may decide to work less hard in the future or to quit a job for other, more
attractive opportunities.

Organizational justice is an issue of how fair and equitable people view workplace
practices; it is described in respect to distributive, procedural, and interactive justice.

What is the expectancy theory of motivation?

Vroom’s expectancy theory describes motivation as a function of an individual’s beliefs
concerning effort-performance relationships (expectancy), work-outcome relation-
ships (instrumentality), and the desirability of various work outcomes (valence).

Expectancy theory states that Motivation = Expectancy X Instrumentality X Valence,
and argues that managers should make each factor positive in order to ensure high
levels of motivation.

What is the goal-setting theory of motivation?

Goal setting is the process of developing, negotiating, and formalizing performance
targets or objectives.

Research supports predictions that the most motivational goals are challenging and
specific, allow for feedback on results, and create commitment and acceptance.

The motivational impact of goals may be affected by individual difference moderators

such as ability and self-efficacy.

Management by objectives is a process of joint goal setting between a supervisor
and worker; it is an action framework for applying goal-setting theory in day-to-day
management practice and on an organization-wide basis.

Key Terms

Content theories (p. 110) Hygiene factors (p. 114) Need for affiliation (nAff)
Distributive justice (p. 117)  Instrumentality (p. 118) (p. 113)

Equity theory (p. 115) Interactional justice (p. 117)  Need for power (nPower)
ERG theory (p. 112) Lower-order needs (p. 113)

Existence needs (p. 112) (p. 112) Organizational justice
Expectancy (p. 118) Management by objectives, (p. 117)

Expectancy theory (p. 118) or MBO (p. 123) Procedural justice (p. 117)
Growth needs (p. 112) Motivation (p. 110) Process theories (p. 110)

Hierarchy of needs theory Motivator factors (p. 115) Relatedness needs (p. 112)

(p. 11D Need for achievement Two-factor theory (p. 114)

Higher-order needs (p. 112) (nAch) (p. 113) Valence (p. 118)
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Self-Test 5

Multiple Choice

1.

10.

11.

12.

13.

14.

15.

Motivation is defined as the level and persistence of . (@) effort
(b) performance (¢) need satisfaction (d) performance instrumentalities

. A content theory of motivation is most likely to focus on

(a) organizational justice (b) instrumentalities (¢) equities (d) individual needs

. A process theory of motivation is most likely to focus on

(a) frustration-regression (b) expectancies regarding work outcomes (c) lower order
needs (d) higher-order needs

. According to McClelland, a person high in need achievement will be

(a) guaranteed success in top management (b) motivated to control and influence
other people (¢) motivated by teamwork and collective responsibility (d) motivated
by challenging but achievable goals

. In Alderfer’s ERG theory, the needs best correspond with Maslow’s

higher-order needs of esteem and self-actualization. (a) existence (b) relatedness
(©) recognition (d) growth

. Improvements in job satisfaction are most likely under Herzberg’s two-factor theory

when are improved. (a) working conditions (b) base salary
(¢) co-worker relationships (d) opportunities for responsibility

. In Herzberg’s two-factor theory factors are found in job context.

(a) motivator (b) satisfier (¢c) hygiene (d) enrichment

. In equity theory, the is a key issue. (a) social comparison of rewards

and efforts (b) equality of rewards (¢) equality of efforts (d) absolute value of rewards

. In equity motivation theory, felt negative inequity . (@) is not a

motivating state (b) is a stronger motivating state than felt positive inequity

(©) can be as strong a motivating state as felt positive inequity (d) does not operate
as a motivating state

A manager’s failure to enforce a late-to-work policy the same way for all employees
is a violation of justice. (a) interactional (b) moral (¢) distributive

(d) procedural

In expectancy theory, is the probability that a given level of perform-
ance will lead to a particular work outcome. (a) expectancy (b) instrumentality

(¢) motivation (d) valence

In expectancy theory, is the perceived value of a reward. (a) expectancy
(b) instrumentality (¢) motivation (d) valence

Expectancy theory posits that . (a) motivation is a result of rational
calculation (b) work expectancies are irrelevant (¢) need satisfaction is critical

(d) valence is the probability that a given level of task performance will lead to
various work outcomes.

Which goals tend to be more motivating? (a) challenging goals (b) easy goals

(©) general goals (d) no goals

The MBO process emphasizes as a way of building worker commit-

ment to goal accomplishment. (a) authority (b) joint goal setting (c¢) infrequent
feedback (d) rewards



Short Response

16. What is the frustration-regression component in Alderfer’s ERG theory?
17. What does job enrichment mean in Herzberg’s two-factor theory?
18. What is the difference between distributive and procedural justice?

19. What is the multiplier effect in expectancy theory?

Applications Essay

20. While attending a business luncheon, you overhear the following conversation at a
nearby table. Person A: “T'll tell you this: if you satisfy your workers’ needs, they’ll
be productive.” Person B: “I'm not so sure; if I satisfy their needs, maybe they’ll be
real good about coming to work but not very good about working really hard while
they are there.” Which person do you agree with and why?

Self-Test 5 127
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chapterat a glance

In our busy multi-tasking world where work, family, and
leisure are often intertwined, there’s much to consider
when trying to build high-performance work settings that
also fit well with individual needs and goals. Here's what
to look for in Chapter 6. Don't forget to check your
learning with the Summary Questions & Answers

and Self-Test in the end-of-chapter Study Guide.

WHAT IS THE LINK BETWEEN MOTIVATION,
PERFORMANGE, AND REWARDS?

Integrated Model of Motivation

Intrinsic and Extrinsic Rewards

Pay for Performance

Pay for Skills

WHAT ARE THE ESSENTIALS OF PERFORMANCE
MANAGEMENT?

Performance Management Process

Performance Appraisal Methods

Performance Appraisal Errors

HOW DO JOB DESIGNS INFLUENCE MOTIVATION
AND PERFORMANCE?

Scientific Management

Job Enlargement and Job Rotation

Job Enrichment

Job Characteristics Model

WHAT ARE THE MOTIVATIONAL OPPORTUNITIES
OF ALTERNATIVE WORK ARRANGEMENTS?
Compressed Work Weeks

Flexible Working Hours

Job Sharing

Telecommuting

Part-Time Work



“It's easy to go to work when
you get paid to do what you
love to do.”

ould you buy into this vision: high-quality products and minimum impact on the
environment? Workers at the outdoor clothing supplier Patagonia Inc. do. Says one
MBA who turned down a job with a global giant to start as a stock handler at one of
the firm’s California stores: “l wanted to work for a company that's driven by values.”
And those values driving Patagonia begin with the founder, Yvon Chouinard. “Most
people want to do good things but don't. At Patagonia,” he says, “it's an essential
part of your life.” The firm's stated mission is: “Build the best product, do no unnec-
essary harm, use business to inspire, and implement solutions to the environmental
crisis.” And Chouinard understands that it all happens through people.
Stop into its headquarters in Ventura, California, and you will find on-site day
care and full medical benefits for all employees—full-time and part-time alike. In return,
Chouinard expects the best: hard
work and high performance achieved
through creativity and collaboration.
And he refuses to grow the firm too
fast, preferring to keep things man-
ageable so that values and vision are
well served.

At a time when polls report that
many Americans are losing or feeling
less passion for their jobs because
of high stress, bad bosses, and jobs
lacking in motivational pull, Patagonia
offers something different. Although
employees are well paid and get the
latest in bonus packages, the firm
doesn'’t focus on money as the top
reward. Its most popular perk is the

“green sabbatical’—time off, with pay, to work for environmental causes. Says one of
those who succeeded in landing a job where there are 900 resumes for every open
position: “It's easy to go to work when you get paid to do what you love to do.”

Chouinard describes his approach to running a business in his book, Let
My People Go Surfing. It is a green-business primer and memoir. Patagonia has
reused materials and, among other things, provided on-site day care, flextime,
and maternity and paternity leave. The guiding philosophy has given priority to
doing things right and profits will follow. So far it's working; Patagonia is now a
$270+ million business.
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Motivation accounts for
the level and persistence
of a person’s effort
expended at work.

Motivation and Rewards

Wouldn't it be nice if we could all connect with our jobs and organizations the
way those at Patagonia seem to do? In fact there are lots of great workplaces out
there, and they become great because the managers at all levels of responsibility
do things that end up turning people on to their work rather than off of it. This
book is full of insights and ideas in this regard, and the motivation theories dis-
cussed in the last chapter are an important part of the story. In many ways the link
between theory and application rests with a manager’s abilities to activate rewards
so that the work environment offers motivational opportunities to people in all
the rich diversity of their individual differences.

Integrated Model of Motivation

Figure 6.1 outlines an integrated model of motivation, one that ties together much
of the previous discussion regarding the basic effort — performance — rewards re-
lationship. Note that the figure shows job performance and satisfaction as separate
but potentially interdependent work results. Performance is influenced most directly
by individual attributes such as ability and experience; organizational support such
as resources and technology; and effort, or the willingness of someone to work hard
at what they are doing. Satisfaction results when rewards received for work accom-
plishments are performance contingent and perceived as equitable.

It is in respect to effort that an individual’s level of motivation is of key im-
portance. In the last chapter motivation was defined as forces that account for
the level and persistence of an individual’s effort expended at work. In other
words and as shown in the figure, motivation predicts effort. But since motivation
is a property of the individual, all that managers can do is try to create work en-
vironments within which someone finds sources of motivation. As the theories in
the last chapter suggest, a major key to achieving this is to build into the job and
work setting a set of rewards that match well with individual needs and goals.

Double check Figure 6.1 and locate where various motivation theories come
into play. Reinforcement theory is found in the importance of performance
contingency and immediacy in determining how rewards affect future perform-
ance. Equity theory is an issue in the perceived fairness of rewards. The content
theories are useful guides to understanding individual needs that give motivational
value to the possible rewards. And expectancy theory is central to the effort — per-
formance — reward linkage.

Motivation

1

Individual Performance
attributes —— > — contingency
of rewards
Work i . .
eff(())l;t ———> Performance Equity 5 Satisfaction
comparison
Organizational —p- ___ Personal value I
support of rewards

Figure 6.1 An integrated model of individual motivation to work.
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SARA BLAKELY LEADS SPANX FROM IDEA TO THE BOTTOM LINE

“Like so many women, I
bought clothes that looked
amazing in a magazine or on
the hanger, but in reality . . .’
The words are Sara Blakely’s,
and her concerns led to
product innovation, entrepre-
neurship, and ultimately, a
successful big business—

4

Spanx. With $5,000 of her
own money and a new idea
for “body shaping” underwear,
she cut the feet out of a pair of
panty hose and never looked
back.

When her first attempts
to convince manufacturers to
make product samples met with
resistance—with one calling it
“a stupid idea”—she persisted
until one agreed. She aspired
to place Spanx in “high end”
department stores. But again
she didn’t give up, finally
persuading a Neiman-Marcus
buyer to sell them. Blakely
kept at it, traveling extensively
and energetically, some might
say exhaustively. “I'm the face
of the brand,” she says, “and
we didn’t have money to
advertise. I had to be out.
Sitting in the office wasn’t
helping.” She sent Oprah

Intrinsic and Extrinsic Rewards
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Winfrey samples and with her
endorsement as “one of her
favorite things,” sales and the
firm took off.

After about a year of fast-
paced growth, Blakely turned
operations over to a chief
executive officer. This left her
free to pursue creative efforts,
new products, and brand de-
velopment. She says that she
recognized her limits and “was
eager to delegate my weak-
nesses.” It worked. She won
the national Entrepreneur of
the Year Award and was voted
Georgia’s Woman of the Year.
Her motivation to succeed
extends beyond product and
business goals alone. She has
since started the Sara Blakely
Foundation with the express
purpose of “supporting and
empowering women around
the world.”

The typical reward systems of organizations emphasize a mix of intrinsic and ex-
trinsic rewards. Intrinsic rewards are positively valued work outcomes that the
individual receives directly as a result of task performance; they do not require
the participation of another person or source. It was intrinsic rewards that were
largely behind Herzberg’s concept of job enrichment discussed in the last chap-
ter. He believes that people are turned on and motivated by high content jobs
that are rich in intrinsic rewards. A feeling of achievement after completing a
particularly challenging task in a job designed with a good person-job fit is an
example.

Extrinsic rewards are positively valued work outcomes that are given to
an individual or group by some other person or source in the work setting. They
might include things like sincere praise for a job well done or symbolic tokens
of accomplishment such as “employee-of-the-month” awards. Importantly too,
anything dealing with compensation, or the pay and benefits one receives at

Intrinsic rewards are
valued outcomes received
directly through task
performance.

Extrinsic rewards are
valued outcomes given by
some other person.
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The essence of
performance-contingent
pay is that you earn more

when you produce more
and earn less when you
produce less.

work, is an extrinsic reward. And, like all extrinsic rewards, pay and benefits
have to be well managed in all aspects of the integrated model for their motiva-
tional value to prove positive in terms of performance impact.

Pay for Performance

Pay is the most obvious and perhaps most talked about extrinsic reward for
many of us. And it is not only an important extrinsic reward; it is an especially
complex one. When pay functions well in the context of the integrated model of
motivation, it can help an organization attract and retain highly capable workers.
It can also help satisfy and motivate these workers to work hard to achieve high
performance. But when something goes wrong with pay, the results may well be
negative effects on satisfaction and performance. Pay dissatisfaction is often re-
flected in bad attitudes, increased absenteeism, intentions to leave and actual
turnover, poor organizational citizenship, and even adverse impacts on employees’
physical and mental health.

The research of scholar and consultant Edward Lawler generally concludes
that for pay to serve as a motivator, high levels of job performance must be
viewed as the path through which high pay can be achieved.! This is the essence
of performance-contingent pay or pay for performance. It basically means
that you earn more when you produce more and earn less when you produce
less. Although the concept is compelling, a survey by the Hudson Institute
demonstrates that it is more easily said than done. When asked if employees who
do perform better really get paid more, a sample of managers responded with
48 percent agreement while only 31 percent of nonmanagers indicated agree-
ment. And when asked if their last pay raise had been based on performance,
46 percent of managers and just 29 percent of nonmanagers said yes.?

PRESENTEEISM: HOW COMING IN SICK AFFECTS BUSINESS

You wake up and you're feeling even worse than the day before. Sniffling, sneezing, cough-
ing, you make your way to work, hoping to get through the day as best as you can. Fine, but
what about everyone that you'll come into contact with that day, and what about the impact
your presenteeism—basically meaning that you go to work sick—can have on office productivity
and your co-workers’ and customers’ lives in general?

Brett Gorovsky of CCH, a business information resource, says that when people come
to work sick it “can take a very real hit on the bottom line.” His firm reports that 56 percent
of executives in one poll considered this a problem; that figure is up some 17 percent in a
two-year period. Estimates are that the cost of lost productivity is as much as $180 billion
annually. Just think of the costs of Swine Flu season.

WebMD reports a study claiming that the cost of lost productivity could be higher than
what might be paid out in authorized sick days. But the fact remains: many of us work sick
because we have to if we want to be paid.

You Tell Us: What are the ethics of coming to work sick and sharing our illnesses
with others? And from the management side of things, what are the ethics of not pro-
viding benefits sufficient to allow employees to stay home from work when they aren't
feeling well?



Merit Pay It is most common to talk about pay for performance in respect to
merit pay, a compensation system that directly ties an individual’s salary or
wage increase to measures of performance accomplishments during a specified
time period. Although research supports the logic and theoretical benefits of
merit pay, it also indicates that the implementation of merit pay plans is not as
universal or as easy as might be expected. In fact, surveys over the past 30 or so
years have found that as many as 80 percent of respondents felt that they were
not rewarded for a job well done.?

To work well, a merit pay plan should create a belief among employees that
the way to achieve high pay is to perform at high levels. This means that the
merit system should be based on realistic and accurate measures of individual
work performance. It also means that the merit system is able to clearly discrim-
inate between high and low performers in the amount of pay increases awarded.
Finally, it is also important that any “merit” aspects of a pay increase are not con-
fused with across-the-board “cost-of-living” adjustments.

Merit pay is also subject to criticisms. For example, merit pay plans may cause
problems when they emphasize individual achievements and fail to recognize the
high degree of task interdependence that is common in many organizations today.
Also, merit pay systems must be consistent with overall organization strate-
gies and environmental challenges if they are to be effective. For example, a
firm facing a tight labor market with a limited supply of highly skilled indi-
viduals might benefit more from a pay system that emphasizes employee
retention rather than strict performance results.* With these points in mind, it
is appropriate to examine a variety of additional and creative pay practices.’

Bonuses The awarding of cash bonuses, or extra pay for performance

that meets certain benchmarks or is above expectations, has been a com-
mon practice for many employers. It is especially common in the higher ex-
ecutive ranks. Top managers in some industries earn annual bonuses of 50
percent or more of their base salaries. One of the trends now emerging is the at-
tempt to extend such opportunities to employees at lower levels in organizations,
and in both managerial and nonmanagerial jobs. Employees at Applebee’s, for
example, may earn “Applebucks”—small cash bonuses that are given to reward
performance and increase loyalty to the firm.°

Gain Sharing and Profit Sharing Another way to link pay with performance ac-
complishments is through gain sharing. Such a plan gives workers the opportunity
to earn more by receiving shares of any productivity gains that they help to create.
The Scanlon Plan is probably the oldest and best-known gain-sharing plan. It gives
workers monetary rewards tied directly to specific measures of increased organiza-
tional productivity. Participation in gain sharing is supposed to create a greater sense
of personal responsibility for organizational performance improvements and increase
motivation to work hard. They are also supposed to encourage cooperation and
teamwork in the workplace.”

Profit sharing is somewhat similar to gain sharing, but instead of re-
warding employees for specific productivity gains they are rewarded for in-
creased organizational profits; the more profits made, the more money that is
available for distribution to employees through profit sharing.® Of course when
profits are lower, individuals earn less due to reduced profit-sharing returns. And
indeed, one of the criticisms of the approach is that profit increases and
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Merit pay links an
individual’s salary or
wage increase directly to
measures of performance
accomplishment.

Amazon.com

Amazon’s founder and CEQ Jeff
Bezos once sent this note to two
top executives. “In recognition and
appreciation of your contributions
Amazon.com will pay you a special
bonus in the amount of $1,000,000

Gain sharing rewards
employees in some
proportion to productivity
gains.

Profit sharing rewards
employees in some
proportion to changes in
organizational profits.
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Stock options give the
right to purchase shares at
a fixed price in the future.

Employee stock
ownership plans give
stock to employees or
allow them to purchase
stock at special prices.

Skill-based pay rewards
people for acquiring and
developing job-relevant
skills.

decreases are not always a direct result of employees’ efforts; many other fac-
tors, including the bad global economy recently experienced, can come into
play. In such cases the question becomes whether it is right or wrong for work-
ers to earn less because of things over which they have no control.

Stock Options and Employee Ownership Another way to link pay and per-
formance is for a company to offer its employees stock options linked to their
base pay.” Such options give the owner the right to buy shares of stock at a fu-
ture date at a fixed or “strike” price. This means that they gain financially the
more the stock price rises above the original option price. The expectation is that
employees with stock options will be highly motivated to do their best so that
the firm performs well; they gain financially as the stock price increases. However,
as the recent economic downturn reminded us, the value of the options an em-
ployee holds can decline or zero out when the stock price falls.

In employee stock ownership plans, or ESOPs, companies may give stock
to employees or allow stock to be purchased by them at a price below market
value. The incentive value of the stock awards or purchases is like the stock op-
tions; “employee owners” will be motivated to work hard so that the organiza-
tion will perform well, its stock price will rise, and as owners they will benefit
from the gains. Of course, the company’s stock prices can fall as well as rise.!”
During the economic crisis many people who had invested heavily in their em-
ployer’s stock were hurt substantially. Such risk must be considered in respect to
the motivational value of stock options and employee ownership plans.

Pay for Skills

An alternative to pay for performance is to pay people according to the skills they
possess and continue to develop. Skill-based pay rewards people for acquiring
and developing job-relevant skills. Pay systems of this sort pay people for the mix
and depth of skills they possess, not for the particular job assignment they hold.
An example is the cross-functional team approach at Monsanto-Benevia, where
each team member has developed quality, safety, administrative, maintenance,
coaching, and team leadership skills. In most cases, these skills involve the use of
high-tech, automated equipment. Workers are paid for this “breadth” of capabil-
ity as well as for their willingness to use any of the skills needed by the company.

Skill-based pay is one of the fastest-growing pay innovations in the United
States. Besides flexibility, some advantages of skill-based pay are employee
cross-training—workers learn to do one another’s jobs; fewer supervisors—
workers can provide more of these functions themselves; and more individual
control over compensation—workers know in advance what is required to re-
ceive a pay raise. One disadvantage is possible higher pay and training costs that
are not offset by greater productivity. Another is the possible difficulty of decid-
ing on appropriate monetary values for each skill.!!

Performance Management

If you want to get hired by Procter & Gamble and make it to the upper manage-
ment levels you better be good. Not only is the company highly selective in hiring,
it also carefully tracks the performance of every manager in every job they are asked
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to do. The firm always has at least three performance-proven replacements ready
to fill any vacancy that occurs. And by linking performance to career advancement,
motivation to work hard is built into the P&G management model.'?

The effort — performance — reward relationship is evident in the P&G man-
agement approach. However, we shouldn’t underestimate the challenge of manag-
ing any such performance-based reward system. It entails responsibility for
accurately measuring performance and then correctly using those measurements
in making pay and other human resource management decisions. Performance
must be measured in ways that are accurate and respected by everyone involved.
When the performance measurement fails, the motivational value of any pay or
reward systems will fail as well.

As described in Figure 6.2, performance management involves this sequence
of steps: (1) identify and set clear and measurable performance goals, (2) take
performance measurements to monitor goal progress, (3) provide feedback and
coaching on performance results, and (4) use performance assessment for human
resource management decisions such as pay, promotions, transfers, terminations,
training, and career development.

Performance Measurement Process

The foundation for any performance management system is performance mea-
surement. And if performance measurement is to be done well, managers must
have good answers to both the “Why?” and the “What?” questions.

The “Why?” question in performance management addresses purpose, which
is two-fold. Performance management serves an evaluation purpose when it lets
people know where their actual performance stands relative to objectives and
standards. Such an evaluation also becomes a key input to decisions that allo-
cate rewards and otherwise administer the organization’s human resource man-
agement systems. Performance management serves a developmental purpose when
it provides insights into individual strengths and weaknesses that can be used to
plan helpful training and career development activities.

The “What?” question in performance management takes us back to the old
adage “what gets measured happens.” Tt basically argues that people will do
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Figure 6.2 Four steps in the
performance management
process.
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Output measures of
performance assess
achievements in terms of
actual work results.

Activity measures of
performance assess inputs
in terms of work efforts.

Ranking in
performance appraisal
orders each person from
best to worst.

Paired comparison in
performance appraisal
compares each person

with every other.

Forced distribution in
performance appraisal
forces a set percentage of
persons into pre-
determined rating
categories.

Graphic rating scales
in performance appraisal
assigns scores to specific
performance dimensions.

what they know is going to be measured. Given this, managers are well advised
to always make sure they are measuring the right things in the right ways in the
performance management process. Measurements should be based on clear job
performance criteria, be accurate in assessing performance, provide a defensible
basis for differentiating between high and low performance, and be an insight-
ful source of feedback that can help improve performance in the future. Both
output measures and activity measures are in common use.

Output measures of performance assess what is accomplished in respect
to concrete work results. For example, a software developer might be meas-
ured on the number of lines of code written a day or on the number of lines
written that require no corrections upon testing. Activity measures of per-
formance assess work inputs in respect to activities tried and efforts expended.
These are often used when output measures are difficult and in cases where
certain activities are known to be good predictors of eventual performance suc-
cess. An example might be the use of number of customer visits made per day
by a sales person, instead of or in addition to counting the number of actual
sales made.

Performance Appraisal Methods

The formal procedure for measuring and documenting a person’s work perform-
ance is called performance appraisal. As might be expected, there are a variety
of alternative performance appraisal methods, and they each have strengths and
weaknesses that make them more appropriate for use in some situations than
others.?

Comparative Methods Comparative methods of performance appraisal seek
to identify one worker’s standing relative to others. Ranking is the simplest
approach and is done by rank ordering each individual from best to worst on
overall performance or on specific performance dimensions. Although relatively
simple to use, this method can become burdensome when there are many peo-
ple to consider. An alternative is the paired comparison in which each person
is directly compared with every other person being rated. Each person’s final
ranking is determined by the number of pairs for which they emerged the “win-
ner.” As you might expect, this method gets quite complicated when there are
many people to compare.

Another alternative is forced distribution. This method forces a set per-
centage of all persons being evaluated into pre-determined performance cate-
gories such as outstanding, good, average, and poor. For example, it might be
that a team leader must assign 10 percent of members to “outstanding,” another
10 percent to “poor,” and another 40 percent each to “good” and “average.” This
forces the rater to use all the categories and avoid tendencies to rate everyone
about the same. But it can be a problem if most of the people being rated are
truly about the same.

Rating Scales Graphic rating scales list a variety of dimensions that are
thought to be related to high-performance outcomes for a given job that the in-
dividual is accordingly expected to exhibit, including cooperation, initiative, and
attendance. The scales allow the manager to assign the individual scores on each
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Figure 6.3 Sample six-month performance reviews using graphic rating scale.

dimension. An example is shown in Figure 6.3. These ratings are sometimes
given point values and combined into numerical ratings of performance.

The primary appeal of graphic rating scales is their ease of use. They are ef-
ficient in the use of time and other resources, and they can be applied to a wide
range of jobs. Unfortunately, because of generality, they may not be linked to
job analysis or to other specific aspects of a given job. This difficulty can be dealt
with by ensuring that only relevant dimensions of work based on sound job
analysis procedures are rated. However, there is a trade-off: the more the scales
are linked to job analyses, the less general they are when comparing people on
different jobs.

The behaviorally anchored rating scale (BARS) adds more sophistication
by linking ratings to specific and observable job-relevant behaviors. These are
typically provided by managers and personnel specialists and include descrip-
tions of superior and inferior performance. Once a large sample of behavioral
descriptions has been collected, each behavior is evaluated to determine the
extent to which it describes good versus bad performance. The final step is to
develop a rating scale in which the anchors are specific critical behaviors, each
reflecting a different degree of performance effectiveness.

A sample BARS for a retail department manager is shown in Figure 6.4. Note
the specificity of the behaviors and the scale values for each. Similar behaviorally
anchored scales would be developed for other dimensions of the job. The BARS
approach is detailed and complex, and requires time to develop. But it can pro-
vide specific behavioral information that is useful for counseling and feedback,
especially when combined with comparative methods just discussed and other
methods described next.'

Critical Incident Diary Critical incident diaries are written records that give
examples of a person’s work behavior that leads to either unusual performance
success or failure. The incidents are typically recorded in a diary-type log that is
kept daily or weekly under predetermined dimensions. In a sales job, for exam-
ple, following up sales calls and communicating necessary customer information
might be two of the dimensions recorded in a critical incident diary. Descriptive
paragraphs can then be used to summarize each salesperson’s performance for

. Far below average
. Below average

. Above average
Far above average

TN

The behaviorally
anchored rating scale
links performance ratings
to specific and observable
job-relevant behaviors.

Critical incident
diaries record actual
examples of positive and
negative work behaviors
and results.
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Figure 6.4 Sample
performance appraisal
dimension from the
behaviorally anchored
rating scale for a
department store manager.

A 360° evaluation
gathers evaluations from a
jobholder’s bosses, peers,
and subordinates, as well
as internal and external
customers and self-ratings.

Coaching Sales Personnel

Gives sales personnel a clear idea of their job duties and responsibilities; exercises
tact and consideration in working with subordinates; handles work scheduling effi-
ciently and equitably; supplements formal training with his or her own “coaching”;
keeps informed of what the salespeople are doing on the job; and follows company
policy in agreements with subordinates.

Effective 9 Could be expected to conduct full day’s sales clinic with two new
sales personnel and thereby develop them into top salespeople in
the department.

8 Could be expected to give his or her sales personnel confidence and
strong sense of responsibility by delegating many important tasks.

7 Could be expected never to fail to conduct weekly training meet-
ings with his or her people at a scheduled hour and to convey to
them exactly what is expected.

6 Could be expected to exhibit courtesy and respect toward his or
her sales personnel.

5 Could be expected to remind sales personnel to wait on customers
instead of conversing with one another.

4 Could be expected to be rather critical of store standards in front
of his or her own people, thereby risking their development of
poor attitudes.

3 Could be expected to tell an individual to come in anyway even
though he or she called in to say he or she was ill.

2 Could be expected to go back on a promise to an individual who
he or she had told could transfer back into previous department if
he or she did not like the new one.

Ineffective 1 Could be expected to make promises to an individual about his or
her salary being based on department sales even when he or she
knew such a practice was against company policy.

each dimension as activities are observed. This approach is excellent for em-
ployee development and feedback. But because the method consists of qualita-
tive statements rather than quantitative ratings, it is more debatable in terms of
summative evaluations. This is why we often find the critical incident technique
used in combination with one of the other methods.

360° Evaluation To obtain as much appraisal information as possible, many or-
ganizations now use a combination of evaluations from a person’s bosses, peers,
and subordinates, as well as internal and external customers and self-ratings. Such
a comprehensive approach is called a 360° evaluation and it is very common
now in horizontal and team-oriented organization structures.'> The 360° evalua-
tion has also moved online with software that both collects and organizes the re-
sults of ratings from multiple sources. A typical approach asks the jobholder to
do a self rating and then discuss with the boss and perhaps a sample of the 360°
participants the implications from both evaluation and counseling perspectives.
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Regardless of the method being employed, any per-
formance appraisal system should meet two criteria:

reliability—providing consistent results each time Appraisal Errors

it is used for the same person and situation, and 1. Train raters to understand the evaluation process rationale and
validity—actually measuring people on dimensions recognize sources of measurement error.

with direct relevance to job performance. In addition 2. Make sure raters observe ratees on an ongoing, regular basis, and
to the strengths and weaknesses of the methods just that they do not try to limit evaluations to designated evaluation
discussed, there are a number of measurement errors periods.

that can reduce the reliability or validity of perform-

: 6
ance appraisals.! .
bp numbers are involved.

e Halo error—results when one person rates another
person on several different dimensions and gives a

=~

e [eniency error—just as some professors are known
as “easy A’s,” some managers tend to give relatively
high ratings to virtually everyone under their supervision; the opposite is strict-
ness error—giving everyone a low rating.

e Central tendency error—occurs when managers lump everyone together
around the average, or middle, category; this gives the impression that there
are no very good or very poor performers on the dimensions being rated.

e Recency error—occurs when a rater allows recent events to influence a per-
formance rating over earlier events; an example is being critical of an employee
who is usually on time but shows up one hour late for work the day before
his or her performance rating.

e Personal bias error—displays expectations and prejudices that fail to give the
jobholder complete respect, such as showing racial bias in ratings.

Job-Design Alternatives

When it comes to motivation we might say that nothing beats a good person-job
fit. This means that the job requirements fit well with individual abilities and
needs, and that the experience of performing the job under these conditions is
likely to be high in intrinsic rewards. By contrast, a poor person-job fit is likely
to cause performance problems and be somewhat demotivating for the worker.
You might think of the goal this way: Person + Good Job Fit = Intrinsic
Motivation.

Job design is the process through which managers plan and specify job
tasks and the work arrangements that allow them to be accomplished. Figure 6.5
shows three major alternative job design approaches, and it also indicates how
they differ in the way required tasks are defined and in the motivation provided
for the worker. In this sense, the “best” job design is always one that meets or-
ganizational requirements for high performance, offers a good fit with individual
skills and needs, and provides valued opportunities for job satisfaction.

Job-Design Alternatives

How to Reduce Performance

3. Do not have one rater rate too many ratees; ability to identify
performance differences drops and fatigue sets in when large

Make sure performance dimensions and standards are stated

e : ) ) clearly; avoid terms such as “average” hecause different raters
similar rating for each dimension. react differently to such terms.

Reliability means a
performance measure

gives consistent results.

Validity means a
performance measure
addresses job-relevant
dimensions.

Job design is the
process of specifying
job tasks and work
arrangements.
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RESEARCH INSIGHT

Racial Bias May Exist in Supervisor Ratings of Workers

That is a conclusion of
a research study by A
Joseph M. Stauffer and
M. Ronald Buckley
reported in a recent
Journal of Applied
Psychology. The authors
point out that it is
important to have per-
formance criteria and
supervisory ratings that

Supervisory Rating

saying the data aren’t suffi-

cient to address this issue.
The researchers call for

= = = = White Worker
Black Worker

-
--------
------

additional studies designed
to further examine both
the existence of bias in
supervisory ratings and the
causes of such bias. In
terms of workplace impli-
cations, however, the au-
thors are quite definitive:

are free of bias. They i
cite a meta-analysis by White

. Supervisor
Kraiger and Ford (1985)
that showed White raters
tended to rate White employees more favorably
than Black employees, while Black raters rated
Blacks more favorably than Whites. They also
cite a later study by Sackett and DuBois (1991)
that disputed the finding that raters tended to
favor members of their own racial groups.

In their study, Stauffer and Buckley re-
analyzed the Sackett and DuBois data to pursue
in more depth the possible interactions between
rater and ratee race. The data included samples
of military and civilian workers, each of whom
was rated by Black and White supervisors. Their
findings are that in both samples White supervi-
sors gave significantly higher ratings to White
workers than they did to Black workers, while
Black supervisors also tended to favor White
workers in their ratings.

Stauffer and Buckley advise caution in inter-
preting these results as meaning that the rating
differences are the result of racial prejudice,

Taylor’s scientific

L >
Black
Supervisor

“If you are a White ratee
then it doesn’t matter if
your supervisor is Black or
White. If you are a Black
ratee, then it is important whether your supervisor
is Black or White.”

Do the Research

These findings raise questions that certainly de-
serve answering. Can you design a research study
that could discover whether or not racial bias
affects instructor ratings of students? Also, when
you bring this issue up with family and friends do
their experiences seem to support or deny the
findings reported here?

Source: Joseph M. Stauffer and M. Ronald Buckley, “The
Existence and Nature of Racial Bias in Supervisory Ratings,”
Journal of Applied Psychology 90 (2005), pp. 586-591. Also
cited: K. Kraiger and J. K. Ford, “A Meta-analysis of Ratee Race
Effects in Performance Ratings,” Journal of Applied Psychology
70 (1985), pp. 56-65; and, P. R. Sackett and C. L. Z. DuBois,
“Rater-Ratee Race Effects on Performance Evaluations:
Challenging Meta-Analytic Conclusions,” Journal of Applied
Psychology 76 (1991), pp. 873-877.

Scientific Management

management used
systematic study of job
components to develop
practices to increase
people’s efficiency

at work.

The history of scholarly interest in job design can be traced in part to Frederick
Taylor’s work with scientific management in the early 1900s."” Taylor and his
contemporaries wanted to create management and organizational practices that
would increase people’s efficiency at work. Their approach was to study a job
carefully, break it into its smallest components, establish exact time and motion
requirements for each task to be done, and then train workers to do these tasks
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in the same way over and over again. Taylor’s principles of scientific manage-
ment can be summarized as follows:

1. Develop a “science” for each job that covers rules of motion, standard work
tools, and supportive work conditions.

2. Hire workers with the right abilities for the job.
3. Train and motivate workers to do their jobs according to the science.
4. Support workers by planning and assisting their work using the job science.

These early efforts were forerunners of current industrial engineering ap-
proaches to job design that emphasize efficiency. Such approaches attempt to
determine the best processes, methods, workflow layouts, output standards, and
person-machine interfaces for various jobs. A good example is found at United
Parcel Service (UPS), where calibrated productivity standards carefully guide
workers. At regional centers, sorters must load vans at a set number of packages
per hour. After analyzing delivery stops on regular van routes, supervisors gen-
erally know within a few minutes how long a driver’s pickups and deliver-
ies will take. Engineers devise precise routines for drivers, who save time
by knocking on customers’ doors rather than looking for doorbells.
Handheld computers further enhance delivery efficiencies.

Today, the term job simplification is used to describe a scientific
management approach to job design that standardizes work procedures
and employs people in clearly defined and highly specialized tasks. The
machine-paced automobile assembly line is a classic example. Why is it
used? Typically, the answer is to increase operating efficiency by reducing
the number of skills required to do a job, by being able to hire low-cost
labor, by keeping the needs for job training to a minimum, and by emphasizing
the accomplishment of repetitive tasks. However, the very nature of such jobs
creates potential disadvantages as well. These include loss of efficiency in the
face of lower quality, high rates of absenteeism and turnover, and demand for
higher wages to compensate for unappealing jobs. One response to such prob-
lems is through advanced applications of new technology. In automobile man-
ufacturing, for example, robots now do many different kinds of work previously
accomplished with human labor.
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Figure 6.5 A continuum of
job design strategies.

Job simplification
standardizes work to create
clearly defined and highly
specialized tasks.

In-N-Out Burger

The work is typical fast-food routine,
but the California-based hamburger
chain pays employees above
average, gives part-timers paid
vacation, and gives full-timers
401(K) and health insurance plans.
Most managers come from the ranks
and the firm has one of the lowest
turnover rates in the industry.
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Job enlargement
increases task variety by
combining into one job
two or more tasks that
were previously assigned
to separate workers.

Job rotation increases

task variety by periodically
shifting workers among jobs
involving different tasks.

Job enrichment builds
high-content jobs that
involve planning and

evaluating duties normally
done by supervisors.

Job Enlargement and Job Rotation

In job simplification the number or variety of different tasks performed is limited.
Although this makes the tasks easier to master, the repetitiveness can reduce mo-
tivation. This result has prompted alternative job design approaches that try to
make jobs more interesting by adding breadth to the variety of tasks performed.

Job enlargement increases task variety by combining into one job two or
more tasks that were previously assigned to separate workers. Sometimes called
horizontal loading, this approach increases job breadth by having the worker
perform more and different tasks, but all at the same level of responsibility and
challenge.

Job rotation, another horizontal-loading approach, increases task variety
by periodically shifting workers among jobs involving different tasks. Again, the
responsibility level of the tasks stays the same. The rotation can be arranged
according to almost any time schedule, such as hourly, daily, or weekly sched-
ules. An important benefit of job rotation is training. It allows workers to become
more familiar with different tasks and increases the flexibility with which they
can be moved from one job to another.

Job Enrichment

A third job design alternative traces back to Frederick Herzberg’s two-factor the-
ory of motivation described in Chapter 5. This theory suggests that jobs designed
on the basis of simplification, enlargement, or rotation shouldn’t be expected to
deliver high levels of motivation.'® “Why,” asks Herzberg, “should a worker be-
come motivated when one or more ‘meaningless’ tasks are added to previously
existing ones or when work assignments are rotated among equally ‘meaning-
less’ tasks?” He recommends using job enrichment to build high-content jobs
full of motivating factors such as responsibility, achievement, recognition, and
personal growth. Such jobs include planning and evaluating duties that would
otherwise be reserved for managers.
The content changes made possible by job enrichment (see OB Savvy 6.2)
involve what Herzberg calls vertical loading to in-
crease job depth. This essentially means that tasks

OB SAVVY 6.2 normally performed by supervisors are pulled down
Job Enrichment Advice into the job to make it bigger. Such enriched jobs, he
from Frederick Herzberg believes, satisfy higher-order needs and increase mo-

Frederick Herzberg argues in favor of job enrichment to give workers

tivation to achieve high levels of job performance.

access to motivating factors in job content. His recommendations
on building such enriched jobs through vertical loading are quite Job Characteristics Model

straightforward.

e Allow workers to plan.

*  Allow workers to control.
e Maximize job freedom.

* Increase task difficulty.

OB scholars have been reluctant to recommend job
enrichment as a universal solution to all job perform-
ance and satisfaction problems, particularly given the
many individual differences that characterize people

*  Help workers become task experts. at work. Their answer to the question “Is job enrich-

*  Provide performance feedback.

ment for everyone?” is a clear “No.” Present thinking

« Increase performance accountability. focuses more on a diagnostic approach to job de-

*  Provide complete units of work.

sign developed by Richard Hackman and Greg
Oldham." Their job characteristics model provides a



Core Critical Individual
job —» psychological work
characteristics states outcomes
Skill variety Experienced High intrinsic
— n}et?lningﬁlllness work motivation
Task identi of the wor
ask 1dentity ; Hig}ﬁ-qu la’lflity
P Experience work performance
Task significance —pp responsibility for —_—
outcomes of the work High satisfaction
Autonomy with the work
Knowledge of
Feedback =P actual results Low absenteeism and
of the work turnover
Moderators
Growth-need strength
Knowledge and skill

“Context” satisfaction

data-based approach for creating job designs with good person-job fit that
maximize the potential for motivation and performance.

Figure 6.6 shows how five core job characteristics activate the model and in-

form the process of job design. The higher a job scores on each core character-
istic, the more it is considered to be enriched.

Skill variety—the degree to which a job includes a variety of different activi-
ties and involves the use of a number of different skills and talents

Task identity—the degree to which the job requires completion of a “whole”
and identifiable piece of work, one that involves doing a job from beginning to
end with a visible outcome

Task significance—the degree to which the job is important and involves a
meaningful contribution to the organization or society in general
Autonomy—the degree to which the job gives the employee substantial free-
dom, independence, and discretion in scheduling the work and determining the
procedures used in carrying it out

Job feedback—the degree to which carrying out the work activities provides
direct and clear information to the employee regarding how well the job has
been done

Job Diagnostic Survey Hackman and Oldham recommend measuring the cur-
rent status of a job based on each core characteristic.’ These characteristics can then
be changed systematically to enrich the job and increase its motivational poten-
tial. This assessment can be accomplished using an instrument called the Job
Diagnostic Survey (JDS), which is included in the OB Skills Workbook as part of

Job-Design Alternatives

Figure 6.6 Job design

143

considerations according

to the job characteristics

theory.
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the team and experiential exercise “Job Design.” Scores on the JDS are combined
to create a motivating potential score, or MPS, which indicates the degree to
which the job is capable of motivating people.

A job’s MPS can be raised by combining tasks to create larger jobs, opening
feedback channels to enable workers to know how well they are doing, establish-
ing client relationships to experience such feedback directly from customers, and
employing vertical loading to create more planning and controlling responsibilities.
When the core characteristics are enriched in these ways to raise the MPS as high
as possible, the redesigned job can be expected to positively influence three critical
psychological states: (1) experienced meaningfulness of the work, (2) experienced
responsibility for the outcomes of the work, and (3) knowledge of actual results of
the work. These positive psychological states, in turn, are supposed to have a pos-
itive impact on individual motivation, performance, and satisfaction.

Moderator Variables The job characteristics model recognizes that the five
core job characteristics do not affect all people in the same way. Rather than ac-
cept Herzberg’s implication that enriched jobs should be good for everyone, this
approach suggests that enriched jobs will lead to positive outcomes only for
those persons who are a good match for them. When the fit between the per-
son and an enriched job is poor, positive outcomes are less likely and problems
may well result. “Fit” in the job characteristics model is viewed from the per-
spective of three moderator variables shown in Figure 6.6 and briefly summa-
rized again here.

Growth needs
knowledge & skills
context satisfaction
Core job l Mot1vat}ng
e potential
characteristics .
of job

The first moderator is growth-need strength, or the degree to which a person
desires the opportunity for self-direction, learning, and personal accomplishment
at work. Tt is similar to Abraham Maslow’s esteem and self-actualization needs
and Alderfer’s growth needs, as discussed in Chapter 5. When applied here, the
expectation is that people high in growth-need strengths at work will respond
positively to enriched jobs, whereas people low in growth-need strengths will
find enriched jobs to be sources of anxiety.

The second moderator is knowledge and skill. People whose capabilities fit
the demands of enriched jobs are predicted to feel good about them and per-
form well. Those who are inadequate or who feel inadequate in this regard are
likely to experience difficulties.

The third moderator is context satisfaction, or the extent to which an em-
ployee is satisfied with aspects of the work setting such as salary levels, quality
of supervision, relationships with co-workers, and working conditions. In gen-
eral, people who are satistied with job context are more likely to do well with
job enrichment.



Research Considerable research has been done on the job characteristics
model in a variety of work settings, including banks, correctional institu-
tions, telephone companies, and manufacturing firms, as well as in govern-
ment agencies. Experts generally agree that the model and its diagnostic
approach are useful, but not yet perfect, guides to job design.?! On average,
job characteristics do affect performance but not nearly as much as they do
satisfaction. The research also emphasizes the importance of growth-needs
strength as a moderator of the job design—job performance—job satisfaction
relationships. Positive job characteristics affect performance more strongly
for high-growth-need than for low-growth-need individuals. The relation-
ship is about the same with job satisfaction. It is also clear that job enrichment
can fail when job requirements are increased beyond the level of individ-
ual capabilities or interests.

One note of caution is raised by Gerald Salancik and Jeffrey Pfeffer, who
question whether jobs have stable and objective characteristics to which indi-
viduals respond predictably and consistently.?? Instead, they view job design
from the perspective of social information processing theory. This theory
argues that individual needs, task perceptions, and reactions are a result of socially
constructed realities. Social information in organizations influences the way people
perceive their jobs and respond to them. The same holds true, for example, in the
classroom. Suppose that several of your friends tell you that the instructor for a
course is bad, the content is boring, and the requirements involve too much work.
You may then think that the critical characteristics of the class are the instructor,
the content, and the workload, and that they are all bad. All of this may substan-
tially influence the way you perceive your instructor and the course, and the way
you deal with the class—regardless of the actual characteristics.

Finally, research suggests the following answers to common questions about
job enrichment and its applications. Should everyone’s job be enriched? The an-
swer is clearly no. The logic of individual differences suggests that not everyone
will want an enriched job. Individuals most likely to have positive reactions to
job enrichment are those who need achievement, who exhibit a strong work
ethic, or who are seeking higher-order growth-need satisfaction at work. Job en-
richment also appears to be most advantageous when the job context is positive
and when workers have the abilities needed to do the enriched job. Furthermore,
costs, technological constraints, and workgroup or union opposition may make
it difficult to enrich some jobs. Can job enrichment apply to groups? The answer
is yes. The application of job-design strategies at the group level is growing in
many types of settings. Part 3 discusses creative workgroup designs, including
cross-functional work teams and self-managing teams.

Alternative Work Schedules

New work arrangements are reshaping the traditional 40-hour week, with its
9-to-5 schedules and work done at the company or place of business. Virtually
all such plans are designed to influence employee satisfaction and to help em-
ployees balance the demands of their work and nonwork lives.?? They are be-
coming more and more important in fast-changing societies where demands for
“work-life balance” and more “family-friendly” employers are growing ever more
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Phoenix Bats

Charlie Trudeau used to make
baseball bats for himself and his
friends. Now major leaguers are his
customers. Each bat is made by
hand out of carefully selected wood
and designed to the player’s needs.
Says Charlie, “it's got to have the
right feel, it's got to have the right
center of balance, and . . . there is
no perfect design.”
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A compressed work
week allows a full-time job
to be completed in fewer
than the standard five days.

Flexible working
hours gives individuals
some amount of choice
in scheduling their daily

work hours.

apparent. If you have any doubts at all regarding the importance of work-life
issues, consider these facts: 78 percent of American couples are dual wage earn-
ers; 63 percent believe they don’t have enough time for spouses and partners;
74 percent believe they don’t have enough time for their children; 35 percent are
spending time caring for elderly relatives.?* And, both baby boomers (87 percent)
and Gen Ys (89 percent) rate flexible work as important; they also want oppor-
tunities to work remotely at least part of the time—Boomers (63 percent) and
Gen Ys (69 percent).?

Compressed Work Weeks

A compressed work week is any scheduling of work that allows a full-time job
to be completed in fewer than the standard five days. The most common form
of compressed work week is the “4/40,” or 40 hours of work accomplished in
four 10-hour days.

This approach has many possible benefits. For the worker, additional time
off is a major feature of this schedule. The individual often appreciates increased
leisure time, three-day weekends, free weekdays to pursue personal business,
and lower commuting costs. The organization can benefit, too, in terms of lower
employee absenteeism and improved recruiting of new employees. But there are
also potential disadvantages. Individuals can experience increased fatigue from
the extended workday and family adjustment problems.

The organization can experience work scheduling problems and customer
complaints because of breaks in work coverage. Some organizations may face
occasional union opposition and laws requiring payment of overtime for work
exceeding eight hours of individual labor in any one day. Overall reactions to
compressed work weeks are likely to be most favorable among employees who
are allowed to participate in the decision to adopt the new work week, who have
their jobs enriched as a result of the new schedule, and who have the strong
higher-order needs identified in Maslow’s hierarchy.?

Flexible Working Hours

Another innovative work schedule, flexible working hours or flextime gives
individuals a daily choice in the timing of their work commitments. One such
schedule requires employees to work four hours of “core” time but leaves them
free to choose their remaining four hours of work from among flexible time
blocks. One person, for example, may start early and leave early, whereas an-
other may start later and leave later. This flexible work schedule is becoming
increasingly popular and is a valuable alternative for structuring work to accom-
modate individual interests and needs. All top 100 companies in Working Mother
magazine’s list of best employers for working moms offer flexible scheduling.
Reports indicate that flexibility in dealing with nonwork obligations reduces stress
and unwanted job turnover.?’

The individual autonomy in work scheduling allowed by flextime can help
reduce absenteeism, tardiness, and turnover for the organization, and also con-
tribute to higher levels of organizational commitment and performance by work-
ers. On the individual side it brings potential advantages in terms of commuting
times and opportunities to meet personal responsibilities during the work week.
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MASTERING MANAGEMENT

HOW TO BEAT THE MOMMY DRAIN

It's no secret that more and more employers are turning to flexibility in work schedules to
better accommodate today’'s workers. Among them, Accenture and Booz Allen Hamilton are
taking special steps to make sure they can attract and retain talented working mothers. Here
is a selection of ways top employers are counteracting the “Mommy drain,” and responding to
Daddy's needs as well.

+ Offer increased pay and extended time for maternity leave.

» Offer increased pay and extended time for parental leave.

* Allow employee pay set-asides to buy more time for maternal and parental leave.
+ Create alternative and challenging jobs that require less travel.

* Make sure pay for performance plans do not discriminate against those on maternal
or parental leave.

+ Set up mentoring and networking systems to support working parents.
* Make sure new mothers feel they are wanted back at work.
* Keep in contact with employees on maternity and parental leaves.

It is a way for dual-career couples to handle children’s schedules as well as their
own,; it is a way to meet the demands of caring for elderly parents or ill family
members; it is even a way to better attend to such personal affairs as medical and
dental appointments, home emergencies, banking needs, and so on. Proponents
of this scheduling strategy argue that the discretion it allows workers in schedul-
ing their own hours of work encourages them to develop positive attitudes and
to increase commitment to the organization.

Job Sharing

In job sharing, one full-time job is assigned to two or more persons who then In job sharing one full-
divide the work according to agreed-upon hours. Often, each person works half  time job is split between

a day, but job sharing can also be done on a weekly or monthly basis. two or more persons who
Organizations benefit from job sharing when they can attract talented people divide the work according
who would otherwise be unable to work. An example is the qualified teacher to agreed-upon hours.
who also is a parent. This person may be able to work only half a day. Through

job sharing, two such persons can be employed to teach one class. Some job

sharers report less burnout and claim that they feel recharged each time they re-

port for work. The tricky part of this arrangement is finding two people who will

work well with each other.

Job sharing should not be confused with something called work sharing. Work sharing is when
This occurs when workers agree to cut back on the number of hours they work — employees agree to work
in order to protect against layoffs. In the recent economic crisis, for example, fewer hours to avoid
workers in some organizations agreed to voluntarily reduce their paid hours layoffs.
worked so that others would not lose their jobs. Many employers tried to man-
age the crisis with an involuntary form of work sharing. An example is Pella
Windows which went to a four-day workweek for some 3,900 workers to avoid
layoffs.?®
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Jelly Columbus

A “jelly” is a co-worker community,
people who meet together to do
individual work in public places like
libraries or coffee shops rather than
at home. Jody Dzuranin of the
Columbus, Ohio, Jelly says: “I call it
study hall for adults . . . a nice mix
of interacting in person and getting
your work done silently.”

Telecommuting is
work done at home or
from a remote location

using computers
and advanced
telecommunications.

Telecommuting

Technology has enabled yet another alternative work arrangement that is
now highly visible in many employment sectors ranging from higher educa-
tion to government, and from manufacturing to services. Telecommuting
is work done at home or in a remote location via the use of computers and
advanced telecommunications linkages with a central office or other employ-
ment locations. And, it's popular; the number of workers who are telecom-
muting is growing daily, with corporate telecommuters now numbering at
least 9 million.?

When asked what they like, telecommuters report increased productivity,
fewer distractions, the freedom to be their own boss, and the benefit of having
more time for themselves. Potential advantages also include more flexibility, the
comforts of home, and the choice of locations consistent with the individual’'s
lifestyle. But there are potential negatives as well. Some telecommuters report
working too much while having less time to themselves, difficulty separating work
and personal life, and less time for family.*® Other complaints include not being
considered important, isolation from co-workers, decreased identification with the
work team, and even the interruptions of everyday family affairs. One telecom-
muter says: “You have to have self-discipline and pride in what you do, but you
also have to have a boss that trusts you enough to get out of the way.”?!

A recent development is the co-working center, essentially a place where
telecommuters go to share an office environment outside of the home and join the
company of others. One marketing agency telecommuter says: “we have two kids,
so the ability to work from home—it just got worse and worse. I found myself say-
ing, ‘If daddy could just have two hours. . . »” Now he has started his own co-
working center to cater to his needs and those of others. One of those using his
center says: “What you're paying for is not the desk, it's access to networking, cre-
ativity and community.”?*

Part-Time Work

Part-time work has become an increasingly prominent and controversial work
arrangement. In temporary pari-time work an employee works only when
needed and for less than the standard 40-hour work week. Some choose this
part-time schedule because they like it. But others are involuntary part-timers
that would prefer a full-time work schedule but do not have access to one.
Someone doing permanent part-time work is considered a “permanent” member
of the workforce although still working fewer hours than the standard 40-hour
week. Called permatemps, these workers are regularly employed but not given
access to health insurance, pension, and other fringe benefits. Their situations fall
into a murky area under the law and is attracting more public attention, including
that of labor unions.

A part-time work schedule can be a benefit to people who want to supple-
ment other jobs or who want something less than a full work week for a variety
of personal reasons. But there are downsides. When a person holds multiple
part-time jobs, the work burdens can be stressful; performance may suffer on the
job, and spillover effects to family and leisure time can be negative. Also, part-
timers often fail to qualify for fringe benefits such as health care insurance and
retirement plans. And they may be paid less than their full-time counterparts.
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Many employers use part-time work to hold down labor costs and to help
smooth out peaks and valleys in the business cycle. Temporary part-timers are
easily released and hired as needs dictate; during difficult business times they
will most likely be laid off before full-timers. In today’s economy the use of part-
timers is growing as employers try to cut back labor costs; in just one year the
number of involuntary part-time workers grew from 4.5 million to 9 million.?

Resources in

These learning activities from The OB Skills Workbook are suggested for Chapter 6. Tl’ B 0 B Sl{ills
Cases for Critical Team and Experiential Self-Assessment
Thinking Exercises Portfolio Wﬂ,‘/{bﬂﬂl{
* Perfect Pizzeria * My Best Job * Personal Values
* Hovey and Beard * Tinkertoys * Two-Factor Profile

* Job Design Preferences ¢ Are You Cosmopolitan?

* My Fantasy Job

studyguide
Summary

- - H H 9 ]
What is the link between motivation, performance, and rewards: 0”38[/0”3

e The integrated model of motivation brings together insights from content, process,
and learning theories around the basic effort — performance — reward linkage. a”d A”S Wgr S

e Reward systems emphasize a mix of intrinsic rewards—such as a sense of achievement
from completing a challenging task, and extrinsic rewards—such as receiving a pay
increase.

e Pay for performance systems take a variety of forms, including merit pay, gain-sharing
and profit-sharing plans, lump-sum increases, and employee stock ownership.

e Pay for skills is an increasingly common practice; flexible benefits plans are also in-
creasingly common as the role of benefits as part of an employee’s total compensation
package gains in motivational importance.

What are the essentials of performance management?

e Performance management is the process of managing performance measurement
and the variety of human resource decisions associated with such measurement.
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Performance measurement serves both an evaluative purpose for reward allocation
and a development purpose for future performance improvement.

Performance measurement can be done using output measures of performance
accomplishment or activity measures of performance efforts.

The ranking, paired comparison, and forced-distribution approaches are examples
of comparative performance appraisal methods.

The graphic rating scale and behaviorally anchored rating scale use individual rat-
ings on personal and performance characteristics to appraise performance.

360° appraisals involve the full circle of contacts a person may have in job
performance—from bosses, to peers, to subordinates, to internal and external

customers.

Common measurement errors in performance appraisal include halo errors, central
tendency errors, recency errors, personal bias errors, and cultural bias errors.

How do job designs influence motivation?

Job design by scientific management or job simplification standardizes work and
employs people in clearly defined and specialized tasks.

Job enlargement increases task variety by combining two or more tasks previously
assigned to separate workers; job rotation increases task variety by periodically ro-
tating workers among jobs involving different tasks; job enrichment builds bigger
and more responsible jobs by adding planning and evaluating duties.

Job characteristics theory offers a diagnostic approach to job enrichment based on
analysis of five core job characteristics: skill variety, task identity, task significance,
autonomy, and feedback.

Job characteristics theory does not assume that everyone wants an enriched job; it
indicates that job enrichment will be more successful for persons with high growth
needs, requisite job skills, and context satisfaction.

What are the motivational opportunities of alternative work
schedules?

Today’s complex society is giving rise to a number of alternative work arrangements
designed to balance the personal demands on workers with job responsibilities and
opportunities.

The compressed work week allows a full-time work week to be completed in fewer
than five days, typically offering four 10-hour days of work and three days free.

Flexible working hours allow employees some daily choice in timing between work
and nonwork activities.

Job sharing occurs when two or more people divide one full-time job according to
agreements among themselves and the employer.

Telecommuting involves work at home or at a remote location while communicating
with the home office as needed via computer and related technologies.

Part-time work requires less than a 40-hour work week and can be done on a schedule
classifying the worker as temporary or permanent.



Activity measures (p. 136)
Behaviorally anchored
rating scale (p. 137)
Compressed work week
(p. 146)
Critical incident diaries
(p. 137)
Employee stock ownership
plans (p. 1349
Extrinsic rewards (p. 131)
Flexible working hours
(p. 146)
Forced distribution (p. 136)
Gain sharing (p. 133)

Multiple Choice

1. In the integrated model of motivation, what predicts effort? (a) rewards (b) organiza-

Graphic rating scales

(p. 136)
Intrinsic rewards (p. 131)
Job design (p. 139)
Job enlargement (p. 142)
Job enrichment (p. 142)
Job rotation (p. 142)
Job sharing (p. 147)
Job simplification (p. 141)
Merit pay (p. 133)
Motivation (p. 130)
Output measures (p. 136)
Paired comparison (p. 136)

tional support (¢) ability (d) motivation

2. Pay is generally considered a/an

Performance-contingent
pay (p. 132)

Profit sharing (p. 133)

Ranking (p. 136)

Reliability (p. 139)

Scientific management
(p. 140)

Skill-based pay (p. 134)

Stock options (p. 134)

Telecommuting (p. 148)

360° evaluation (p. 138)

Validity (p. 139)

Work sharing (p. 147)

reward, while a sense of personal

growth experienced from working at a task is an example of a/an

reward. (a) extrinsic, skill-based (b) skill-based, intrinsic (¢) extrinsic, intrinsic

. Job simplification is closely associated with

(d) absolute, comparative

. If someone improves productivity by developing a new work process and receives a

portion of the productivity savings as a monetary reward, this is an example of a/an
plan. (a) cost sharing (b) gain sharing (¢) ESOP (d) pay-for-skills

. Performance measurement serves two broad purposes: evaluation and

(a) reward allocation (b) counseling (¢) discipline (d) benefits calculations

. Which form of performance appraisal is an example of the comparative approach?

(a) forced distribution (b) graphic rating scale (¢) BARS (d) critical incident diary

. If a performance appraisal method fails to accurately measure a person’s performance

on actual job content, it lacks . (@) performance contingency (b) leniency

(o) validity (d) strictness

. A written record that describes in detail various examples of a person’s positive and

negative work behaviors is most likely part of which performance appraisal method?
(a) forced distribution (b) critical incident diary (¢) paired comparison (d) graphic
rating scale

. When a team leader evaluates the performance of all team members as “average,”

the possibility for error in the performance appraisal is quite high.

(a) personal bias (b) recency (c¢) halo (d) central tendency

as originally developed by
Frederick Taylor. (a) vertical loading (b) horizontal loading (¢) scientific management
(d) self-efficacy

Self-Test 6 151

Key Terms

Self-lest b
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10.

11.

12.

13.

14.

15.

Job increases job by combining into one job several
tasks of similar difficulty. (a) rotation, depth (b) enlargement, depth (¢) rotation,
breadth (d) enlargement, breadth

If a manager redesigns a job through vertical loading, she would most likely

. (@) bring tasks from earlier in the workflow into the job (b) bring
tasks from later in the workflow into the job (c¢) bring higher level or managerial
responsibilities into the job (d) raise the standards for high performance

In the job characteristics model, a person will be most likely to find an enriched job
motivating if they . (@) receive stock options (b) have ability and support
(¢) are unhappy with job context (d) have strong growth needs

In the job characteristics model, indicates the degree to which an
individual is able to make decisions affecting his or her work. (a) task variety
(b) task identity (c) task significance (d) autonomy

When a job allows a person to do a complete unit of work, for example, process an
insurance claim from point of receipt from the customer to the point of final resolution
with the customer, it would be considered high on which core characteristic? (a) task
identity (b) task significance (¢) task autonomy (d) feedback

The “4/40” is a type of work arrangement. (a) compressed workweek
(b) “allow workers to change machine configurations to make different products”
(©) job-sharing (d) permanent part-time

Short Response

16.
17.

18.
19.

Explain how a 360° evaluation works as a performance appraisal approach.
Explain the difference between halo errors and recency errors in performance
appraisal.

What role does growth-need strength play in the job characteristics model?

What are the potential advantages and disadvantages of a compressed work week?

Applications Essay

20.

Assume you belong to a student organization on campus. Discuss in detail how the
concepts and ideas in this chapter could be applied in various ways to improve mo-
tivation and performance among members.
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Organizations today run on the foundation of teams
and teamwork. Teams that achieve synergy bring out
the best in their members in respect to performance,
creativity, and enthusiasm. Here's what to look for in
Chapter 7. Don't forget to check your learning with the
Summary Questions & Answers and Self-Test in the
end-of-chapter Study Guide.

WHY ARE TEAMS IMPORTANT IN ORGANIZATIONS?
Teams and Teamwork

What Teams Do

Organizations as Networks of Teams

Cross-Functional and Problem-Solving Teams

Virtual Teams

Self-Managing Teams

WHEN IS A TEAM EFFECTIVE?
Criteria of an Effective Team
Synergy and Team Benefits

Social Loafing and Team Problems

WHAT ARE THE STAGES OF TEAM DEVELOPMENT?
Forming Stage

Storming Stage

Norming Stage

Performing Stage

Adjourning Stage

HOW CAN WE UNDERSTAND TEAMS AT WORK?
Team Inputs

Diversity and Team Performance

Team Processes



“| was recruiting talent. | wasn't
doing a good job of recruiting
leaders.”

he world of collegiate athletics is a good place to study teams and teamwork,
both the upsides and the downsides. And when talking about the positives, the
experience of Sasho Cirovski as head coach of the University of Maryland men's
soccer team is worth a look. He has been through many team wins and losses,
and he has learned a lot in the process.

There was a time when Cirovski's “Terps” struggled to win after having

a series of winning seasons. What was going wrong? Cirovski
attributed the problem to a lack of team leadership. So he appointed
his two best players to be the leaders. But still the team lagged. The
impact of the team leaders wasn't showing up on the playing field.
Cirovski says: “I was recruiting talent. | wasn't doing a good job of
recruiting leaders.”

For help, Cirovski turned to the business world and sought advice
from his brother, Vancho, a human resources vice president at Cardinal
Health. His brother suggested taking a survey of team members to find
out who they most relied on for advice and motivation. The goal was to
find the natural team leaders, not just the most visible star players. This
shifted the focus toward identifying players who were already acting as
natural leaders and who would be supported by the whole team. The
survey revealed that one of the players was a huge positive influence—
Scotty Buete, a sophomore whom Cirovski had not thought about. He
was “off the leadership radar,” so to speak.

Cirovski moved quickly and appointed Scotty Buete to be the third team
captain, telling him: “Everyone is looking for you to lead.” And lead Buete did.
Cirovski says “Scotty was the glue, and | didn't see it.” From that point on the
Terps were back in contention. And as a side benefit, Cirovski's team survey also

identified two other younger players with strong leadership potential.
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OB SAVVY 7.1

“Must Have” Contributions

by Team Members

* Putting personal talents to work.

Teams in Organizations

The fact is that there is a lot more to teamwork than simply assigning members
to the same group, calling it a “team,” appointing someone as “team leader,” and
then expecting them all to do a great job.! That's part of the lesson in the
opening example of Sasho Cirovski and the University of Maryland soccer team.
And it is a good introduction to the four chapters in this part of the book that
are devoted to an understanding of teams and team processes. As the discussion
begins, it helps to remember that the responsibilities for building high-performance,
teams rest not only with the manager, coach, or team leader, but also with the
team members themselves. If you look now at OB Savvy 7.1, you'll find a check-
list of several must-have team contributions, the types of things that team mem-
bers and leaders can do to help their teams achieve high performance.?

Teams and Teamwork

When we think of the word “team,” a variety of popular sporting teams might
first come to mind, perhaps a college favorite like the University of Maryland
“Terps,” or professionals like the Cleveland Cavaliers or the St. Louis Cardinals.
Just pick your sport.

Scene—NBA Basketball: Scholars find that both good and bad basketball teams
win more games the longer the players have been together. Why? They claim it’s
a “teamwork effect” that creates wins because players know each other’s moves
and playing tendencies.?

But let’s not forget that teams are important in work settings as well. And whether or
not a team lives up to expectations can have a major impact on how well its customers
and clients are served.

Scene—Hospital Operating Room: Scholars notice that the same heart surgeons
have lower death rates for similar procedures when performed in hospitals where
they do more operations. Why? They claim it's because the doctors spend more
time working together with members of these surgery
teams. The scholars argue it’s not only the surgeon’s
skills that count: “the skills of the team, and of the or-
ganization, matter.”

What is going on in these examples? Whereas a group
of people milling around a coffee shop counter is

*  Encouraging and motivating others. just that—a “group” of people—teams like those in
« Accepting suggestions. the examples are supposed to be something more:
« Listening to different points of view. “groups+” if you will. That is what distinguishes
+  Communicating information and ideas. the successful NBA basketball teams from the also-

 Persuading others to cooperate.

rans and the best surgery teams from all the others.

* Resolving and negotiating conflict. In OB we define a team as a group of people

* Building consensus.
* Fulfilling commitments.

brought together to use their complementary skills to
achieve a common purpose for which they are col-

«  Avoiding disruptive acts and words. lectively accountable.’ Real teamwork occurs when

team members accept and live up to their collective



accountability by actively working together so that all their respective skills are
best used to achieve important goals.®

What Teams Do

When we talk about teams in organizations, one of the first things to recognize
is that they do many things and make many types of performance contributions.
In general we can describe them as teams that recommend things, run things,
and make or do things.”

Some teams
make or do things

Some teams
run things

Some teams
recommend things

— —

First, there are teams that recommend things. Established to study specific prob-
lems and recommend solutions for them, these teams typically work with a tar-
get completion date and often disband once the purpose has been fulfilled.
These teams include task forces, ad hoc committees, special project teams, and
the like. Members of these teams must be able to learn quickly how to work well
together, accomplish the assigned task, and make good action recommen-
dations for follow-up work by other people.

Second, there are teams that run things. Such management teams con-
sist of people with the formal responsibility for leading other groups.
These teams may exist at all levels of responsibility, from the individual work
unit composed of a team leader and team members to the top-management
team composed of a CEO and other senior executives. Key issues addressed
by top-management teams include, for example, identifying overall organi-
zational purposes, goals, and values, as well as crafting strategies and per-
suading others to support them.®

Third, there are teams that make or do things. These are teams and work
units that perform ongoing tasks such as marketing, sales, systems analysis,
or manufacturing. Members of these teams must have effective long-term
working relationships with one another, solid operating systems, and the ex-
ternal support needed to achieve effectiveness over a sustained period of
time. They also need energy to keep up the pace and meet the day-to-day
challenges of sustained high performance.

Organizations as Networks of Teams

When it was time to reengineer its order-to-delivery process to streamline a
noncompetitive and costly cycle time, Hewlett-Packard turned to a team. In just
nine months, they had slashed the time, improved service, and cut costs. How
did they do it? Team leader Julie Anderson said: “We took things away: no su-
pervisors, no hierarchy, no titles, no job descriptions . . . the idea was to create
a sense of personal ownership.” One team member said, “No individual is going
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A team is a group of
people holding themselves
collectively accountable for
using complimentary skills
to achieve a common
purpose.

Teamwork occurs
when team members live
up to their collective
accountability for goal
accomplishment.

Microsoft

A Microsoft survey of 38,000
workers worldwide addressed
teamwork and productivity. Results
showed that the average worker
spends 5.6 hours per week in
meetings and that 69 percent of
meetings were considered
ineffective. The major problems
were unclear goals, poor
communication, and procrastination.
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Formal teams
are official and designated
to serve a specific purpose.

Informal groups
are unofficial and emerge
to serve special interests.

Figure 7.1 The organization
as an interlocking network
of informal groups.

to have the best idea, that’s not the way it works—the best ideas come from the
collective intelligence of the team.”® This isn’t an isolated example.
Organizations everywhere are using teams and teamwork to improve performance.
The catchwords of these new approaches are empowerment, participation, and
involvement.

The many formal teams found in organizations are created and officially
designated to serve specific organizational purposes. Some are permanent and
ongoing. They appear on organization charts as departments (e.g., market
research department), divisions (e.g., consumer products division), or teams
(e.g., product-assembly team). Such teams can vary in size from very small
departments or teams of just a few people to large divisions employing a
hundred or more people. Other formal teams are temporary and short lived.
They are created to solve specific problems or perform defined tasks and are
then disbanded once the purpose has been accomplished. Examples include the
many temporary committees and task forces that are important components of
any organization.”

One way to view organizations is as interlocking networks of permanent and
temporary teams. On the vertical dimension the manager is a linchpin serving as
a team leader at one level and a team member at the next higher level.!! On the
horizontal dimension, for example, a customer service team member may also
serve on a special task force for new product development and head a commit-
tee set up to examine a sexual harassment case.

In addition to their networks of formal teams, Figure 7.1 also shows that
organizations have vast networks of informal groups that emerge and co-
exist as a shadow to the formal structure and without any formal purpose or
official endorsement. These informal groups form spontaneously through
personal relationships or special interests and create their own interlocking net-
works of relationships within the organization. Friendship groups, for example,
consist of persons with natural affinities for one another. They tend to work to-
gether, sit together, take breaks together, and even do things together outside
of the workplace. Interest groups consist of persons who share common inter-
ests. These may be job-related interests, such as an intense desire to learn more
about computers, or nonwork interests, such as community service, sports, or
religion.

Although informal groups can be places where people join to complain,
spread rumors, and disagree with what is happening in the organization, they
can be quite functional as well. Informal networks can speed up workflows as

.
A




people assist each other in ways that cut across the formal structures. They can
also help satisfy needs, for example by providing social companionship or a
sense of personal importance that is otherwise missing in someone’s formal team
assignments.

A tool known as social network analysis is used to identify the informal
groups and networks of relationships that are active in an organization. Such an
analysis typically asks people to identify co-workers who help them most often,
who communicate with them regularly, and who energize and de-energize them.
When results are analyzed, social networks are drawn with lines running from
person to person according to frequency and type of relationship maintained.
This map shows how a lot of work really gets done in organizations, in contrast
to the formal arrangements depicted on organization charts. Managers use such
information to redesign the formal team structure for better performance and also
to legitimate informal networks as pathways to high performance for people in
their daily work.

Cross-Functional and Problem-Solving Teams

Management scholar Jay Conger calls the organization built around teams and
teamwork the management system of the future and the best response to the
needs for speed and adaptability in an ever-more-competitive environment.'? He
cites the example of an American jet engine manufacturer that changed from
a traditional structure of functional work units to one in which people from
different functions worked together in teams. The new approach cut the time
required to design and produce new engines by 50 percent. Conger calls such
“cross-functional” teams “speed machines.”?

A cross-functional team consists of members assigned from different
functional departments or work units. It plays an important role in efforts to
achieve more horizontal integration and better lateral relations. Members of
cross-functional teams are expected to work together with a positive combination
of functional expertise and integrative or total systems thinking. The expected re-
sult is higher performance driven by the advantages of better information and
faster decision making.

Cross-functional teams are a way of trying to beat the functional silos
problem, also called the functional chimneys problem. 1t occurs when members
of functional units stay focused on matters internal to their function and minimize
their interactions with members dealing with other functions. In this sense, the
functional departments or work teams create artificial boundaries, or “silos,” that
discourage rather than encourage interaction with other units. The result is poor
integration and poor coordination with other parts of the organization. The use
of cross-functional teams is a way to break down the barriers among functional
units by creating a forum in which members from different functions work together
as one team with a common purpose.'*

Organizations also use any number of problem-solving teams, which are
created temporarily to serve a specific purpose by dealing with a specific
problem or opportunity. They exist as the many committees, task forces, and
special project teams that are common facts of working life. The president of a
company, for example, might convene a task force to examine the possibility of
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Social network
analysis identifies the
informal structures and
their embedded social
relationships that are active
in an organization.

A cross-functional
team has members from
different functions or work
units.

The functional silos
problem occurs when
members of one functional
team fail to interact with
others from other
functional teams.

A problem-solving
team is set up to deal with
a specific problem or
opportunity.
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An employee
involvement team meets
regularly to address
workplace issues.

A quality circle team
meets regularly to address
quality issues.

Members of virtual
teams work together
through computer
mediation.

Texas Instruments

On any given day you can find
talented engineers in Bangalore,
India, laboring on complex chip
designs with their counterparts in
Texas. Virtual teammates are in
constant contact, sending work back
and forth while taking advantage of
the near half-day time difference.

implementing flexible work hours for employees; a human resource director
might bring together a committee to advise her on changes in employee benefit
policies; a project team might be formed to plan and implement a new organi-
zation-wide information system. Temporary teams like these are usually headed
by chairpersons or team leaders who are held accountable for meeting the task
force goal or fulfilling the committee’s purpose, much as is the manager of a
formal work unit.

The term employee involvement team applies to a wide variety of teams
whose members meet regularly to collectively examine important workplace
issues. They might discuss, for example, ways to enhance quality, better satisfy
customers, raise productivity, and improve the quality of work life. In this way,
employee involvement teams mobilize the full extent of workers’ know-how and
gain the commitment needed to fully implement solutions. An example is what
some organizations call a quality circle—a small team of persons who meet pe-
riodically to discuss and develop solutions for problems relating to quality and
productivity.'

Virtual Teams

Information technology has brought a new type of group into the workplace.
This is the virtual team, whose members convene and work together electron-
ically via computers.'® It used to be that teamwork was confined in concept and
practice to those circumstances in which members could meet face to face. The
advent of new technologies and computer programs have changed all that.
Working in electronic space and free from the constraints of geographical dis-
tance, members of virtual teams can do the same things in computer networks
as do members of face-to-face groups: share information, make decisions, and
complete tasks.

In terms of potential advantages, virtual teams bring together people who
may be located at great distances from one another.'” This offers obvious cost and
time efficiencies. The electronic rather than face-to-face environment of the vir-
tual team can help focus interaction and decision making on objective informa-
tion rather than emotional considerations and distracting interpersonal problems.

In addition, discussions and information shared among team members can
also be electronically stored for continuous access and historical record
keeping.

Many of the downsides to virtual teams occur for the same reasons they
do in other groups. Members of virtual teams can have difficulties establish-
ing good working relationships. When the computer is the go-between, re-
lationships and interactions among virtual team members are different from
those of face-to-face settings. The lack of face-to-face interaction limits the
role of emotions and nonverbal cues in the communication process, per-
haps depersonalizing relations among team members.

Some steps to successful teams are summarized in Mastering Management,
and in many ways they mirror in electronic space the essentials of good team
leadership in face-to-face teams.'® Managers and team leaders should also under-
stand that the computer technology should be appropriate to the task, and that
team members should be well trained in using it. Finally, researchers note that
virtual teams may work best when the tasks are more structured and the work
is less interdependent.



MASTERING MANAGEMENT

STEPS TO SUCCESSFUL VIRTUAL TEAMS

+ Select team members high in initiative and capable of self-starting.
+ Select members who will join and engage the team with positive attitudes.
+ Select members known for working hard to meet team goals.

» Begin with social messaging that allows members to exchange information about
each other to personalize the process.

* Assign clear goals and roles so that members can focus while working alone and
also know what others are doing.

* Gather regular feedback from members about how they think the team is doing and
how it might do better.

* Provide regular feedback to team members about team accomplishments.

Self-Managing Teams

In the last chapter we discussed job enrichment and its implications for individual
motivation and performance. Now we can talk about a form of job enrichment for
teams. A high-involvement work-group design that is becoming increasingly well
established is known as the self-managing team. Sometimes called self-directed
work teams, these are small groups empowered to make the decisions needed to
manage themselves on a day-to-day basis.'

Self-managing teams basically replace traditional work units with teams
whose members assume duties otherwise performed by a manager or first-line
supervisor. Figure 7.2 shows that members of true self-managing teams make
their own decisions about scheduling work, allocating tasks, training for job
skills, evaluating performance, selecting new team members, and controlling the
quality of work.

A self-managing team should probably include between 5 and 15 members.
The teams need to be large enough to provide a good mix of skills and resources
but small enough to function efficiently. Because team members have a lot of
discretion in determining work pace and in distributing tasks, multiskilling is
important. This means that team members are expected to perform many differ-
ent jobs—even all of the team’s jobs—as needed. Ideally, the more skills some-
one masters, the higher his or her base pay. Team members should also be
responsible for conducting training and certifying one another as having mastered
various skills.

The expected benefits of self-managing teams include productivity and quality
improvements, production flexibility and faster response to technological change,
reduced absenteeism and turnover, and improved work attitudes and quality of
work life. But just as with all organizational changes, the shift from traditional
work units to self-managing teams may have its difficulties. It may be hard for
some team members to adjust to the “self-managing” responsibilities. And higher-
level managers may have problems dealing with the loss of the first-line supervi-
sor positions; they must learn to deal with teams instead of the individual super-
visors as direct reporters. Given all this, self-managing teams are probably not right
for all organizations, work situations, and people. They have great potential, but
they also require a proper setting and a great deal of management support. At a
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Self-managing teams
are empowered to make
decisions to manage
themselves in day-to-day
work.

Multiskilling is where
team members are each
capable of performing
many different jobs.
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Work unit Self-managing team

¢ Planning and scheduling work
e Assigning of work tasks

e Training of workers

e Performance evaluation

e Quality control

Figure 7.2 Organizational and management implications of self-managing teams.

minimum, the essence of any self-managing team—high involvement, participa-
tion, and empowerment—must be consistent with the values and culture of the
organization.

Team Effectiveness

There is no doubt that teams are pervasive and important in organizations; they
accomplish important tasks and help members achieve satisfaction in their work.
But we also know from personal experiences that teams and teamwork have
their difficulties; not all teams perform well, and not all team members are always
satisfied. Surely you've heard the sayings “a camel is a horse put together by a
committee” and “too many cooks spoil the broth.” They raise an important ques-
tion: Just what are the foundations of team effectiveness?

Criteria of an Effective Team

Teams, just like individuals, should be held accountable for their performance.
And to do this we need to have some understanding of team effectiveness. In



OB we define an effective team as one that achieves high levels of task per-
formance, member satisfaction, and team viability.

An effective team An effective team An effective team
achieves high —> generates high —> stays viable for
performance member satisfaction long-term action

With regard to task performance, an effective team achieves its performance
goals in the standard sense of quantity, quality, and timeliness of work results.
For a formal work unit such as a manufacturing team this may mean meeting
daily production targets. For a temporary team such as a new policy task force
this may involve meeting a deadline for submitting a new organizational policy
to the company president.

With regard to member satisfaction, an effective team is one whose mem-
bers believe that their participation and experiences are positive and meet im-
portant personal needs. They are satisfied with their tasks, accomplishments, and
interpersonal relationships. With regard to team viability, the members of an ef-
fective team are sufficiently satisfied to continue working well together on an on-
going basis and/or to look forward to working together again at some future
point in time. Such a group has all-important long-term performance potential.

Synergy and Team Benefits

When teams are effective, they offer the potential for synergy—the creation of
a whole that is greater than the sum of its parts. Synergy works within a team
and it works across teams as their collective efforts are harnessed to serve the
organization as a whole. As noted in the chapter subtitle, synergy is the goal, and
it always should be. It creates the great beauty of teams: people working together
and accomplishing more through teamwork than they ever could by working
alone. In general we can say that:

e Teams are good for people.

e Teams can improve creativity.

e Teams can make better decisions.

e Teams can increase commitments to action.
e Teams help control their members.

e Teams help offset large organization size.

The performance advantages of teams over individuals acting alone are
most evident in three situations.?® First, when there is no clear “expert” for
a particular task or problem, teams seem to make better judgments than does the
average individual alone. Second, teams are typically more successful than indi-
viduals when problems are complex, requiring a division of labor and the shar-
ing of information. Third, because of their tendencies to make riskier decisions,
teams can be more creative and innovative than individuals.

Teams are beneficial as settings where people learn from one another and
share job skills and knowledge. The learning environment and the pool of
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Synergy is the creation
of a whole greater than the
sum of its parts.

Cleveland Clinic

Teamwork between physicians and
nonphysicians is one of the keys
to success at the Cleveland Clinic.
Dr. Bruce Lytle says there is no
room for inflated egos. “We're not
built around the notion of one
superstar surrounded by supporting
role players,” he says.
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Social loafing occurs
when people work less
hard in groups than
they would individually.

Social facilitation is

the tendency for one’s
behavior to be influenced
by the presence of others
in a group.

experience within a team can be used to solve difficult and unique problems. This
is especially helpful to newcomers, who often need help in their jobs. When team
members support and help each other in acquiring and improving job competen-
cies, they may even make up for deficiencies in organizational training systems.

Teams are also important sources of need satisfaction for their members.
Opportunities for social interaction within a team can provide individuals with a
sense of security through work assistance and technical advice. Team members
can also provide emotional support for one another in times of special crisis or
pressure. And the many contributions individuals make to teams can help mem-
bers experience self-esteem and personal involvement.

Social Loafing and Team Problems

Although teams have enormous performance potential, they can also have prob-
lems. One concern is social loafing, also known as the Ringlemann effect. 1t is the
tendency of people to work less hard in a group than they would individually.?!
Max Ringlemann, a German psychologist, pinpointed the phenomenon by ask-
ing people to pull on a rope as hard as they could, first alone and then as part
of a team.? He found that average productivity dropped as more people joined
the rope-pulling task. He suggested that people may not work as hard in groups
because their individual contributions are less noticeable in the group context
and because they prefer to see others carry the workload.

You may have encountered social loafing in your work and study teams, and
been perplexed in terms of how to best handle it. Perhaps you have even been
surprised at your own social loafing in some performance situations. Rather than
give in to the phenomenon and its potential performance losses, social loafing
can often be reversed or prevented. Steps that team leaders can take include
keeping group size small and redefining roles so that free-riders are more visi-
ble and peer pressures to perform are more likely, increasing accountability by
making individual performance expectations clear and specific, and making re-
wards directly contingent on an individual’'s performance contributions.??

This discussion moves us to another concept known as social facilitation—
the tendency for one’s behavior to be influenced by the presence of others in a
group or social setting.?* In a team context social facilitation can be a boost or a
detriment to an individual member’s performance contributions. Social facilita-
tion theory suggests that working in the presence of others creates an emotional
arousal or excitement that stimulates behavior and therefore affects performance.
The effect works to the positive and stimulates extra effort when one is profi-
cient with the task at hand. An example is the team member who enthusiastically
responds when asked to do something she is really good at, such as making
Power Point slides for a team presentation. But the effect of social facilitation can
be negative when the task is unfamiliar or a person lacks the necessary skills. A
team member might withdraw or even tend toward social loafing, for example,
when asked to do something he isn’t very good at, such as being included among
those delivering the team’s final presentation in front of a class or larger audience.

Other common problems of teams include personality conflicts and differ-
ences in work styles that antagonize others and disrupt relationships and accom-
plishments. Sometimes team members withdraw from active participation due to
uncertainty over tasks or battles about goals or competing visions. Ambiguous
agendas or ill-defined problems can also cause fatigue and loss of motivation
when teams work too long on the wrong things with little to show for it. And



RESEARCH INSIGHT

Team Effectiveness

Membership, Interactions, and Evaluation Influence Social Loafing in Groups

“Why do individuals reduce their
efforts or withhold inputs when
in team contexts?” This question,
asked by researchers Kenneth H.
Price, David A. Harrison, and
Joanne H. Gavin, leads one into
the area of social loafing theory.
The authors designed a study of
natural teams consisting of stu-
dents working together in course
study groups for a semester. They
posed hypotheses linking the
presence of individual evaluation,
perceived dispensability, and per-
ceived fairness of group
processes with the presence or
absence of social loafing.

Price and colleagues studied 144 groups with
a total of 515 students in 13 undergraduate and
graduate university courses. Participants com-
pleted a questionnaire before group work started
and again at the end. The final questionnaire in-
cluded a section asking respondents to rate the
extent to which each other group member
“loafed by not doing his or her share of the tasks,
by leaving work for others to do, by goofing off,
and by having other things to do when asked to
help out”™—in other words, the extent to which
each group member engaged in social loafing.

Findings showed that social loafing was neg-
atively related to perceived fairness of group
processes, and was positively related to perceived
dispensability of one’s contributions. In addition,
the relationship between social loafing and per-
ceived dispensability strengthened when individ-
ual contributions were more identifiable. Task-rel-
evant ability was negatively associated with per-
ceived dispensability; the presence of relational
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differences among members was negatively asso-
ciated with perceived fairness of group processes.

The researchers suggest that this is the first
study to show a link between decision making,
organizational justice, and social loafing in
groups. They also point out that the link found
between relational differences and both per-
ceived dispensability and fairness have implica-
tions regarding diversity management within
groups.

Further Research

Build a model that explains social loafing in the
teams you often work with. What are the major
hypotheses? How might you test them in an
actual research study?

Source: Kenneth H. Price, David A. Harrison, and Joanne H.
Gavin, “Withholding Inputs in Team Contexts: Member
Composition, Interaction Processes, Evaluation Structure, and
Social Loafing,” Journal of Applied Psychology, 91.6 (2000),
pp. 1375-1384.

finally, not everyone is always ready to do group work. This might be due to
lack of motivation, but it may also stem from conflicts with other work deadlines
and priorities. Low enthusiasm may also result from perceptions of poor team
organization or progress, as well as from meetings that seem to lack purpose.
These and other difficulties can easily turn the great potential of teams into frus-

tration and failure.
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Adjourning

Disbanding and
celebrating
accomplishments

Stages of Team Development

There is no doubt that groups can be great resources for organizations, creating
synergies and helping to accomplish things that are far beyond the efforts of any
individual. But the pathways to team effectiveness are often complicated and
challenging. One of the first things to consider, whether we are talking about a
formal work unit, a task force, a virtual team, or a self-managing team, is the fact
that the team passes through a series of life cycle stages.?® Depending on the stage
the team has reached, the leader and members can face very different challenges
and the team may be more or less effective. Figure 7.3 describes the five stages of
team development as forming, storming, norming, performing, and adjourning.?

Forming Stage

In the forming stage of team development, a primary concern is the initial entry
of members to a group. During this stage, individuals ask a number of questions
as they begin to identify with other group members and with the team itself.
Their concerns may include “What can the group offer me?” “What will I be
asked to contribute?” “Can my needs be met at the same time that I contribute
to the group?” Members are interested in getting to know each other and discov-
ering what is considered acceptable behavior, in determining the real task of the
team, and in defining group rules.

Storming Stage

The storming stage of team development is a period of high emotionality and
tension among the group members. During this stage, hostility and infighting may
occur, and the team typically experiences many changes. Coalitions or cliques
may form as individuals compete to impose their preferences on the group and
to achieve a desired status position. Outside demands such as premature perform-
ance expectations may create uncomfortable pressures. In the process, member-
ship expectations tend to be clarified, and attention shifts toward obstacles
standing in the way of team goals. Individuals begin to understand one another’s
interpersonal styles, and efforts are made to find ways to accomplish team goals
while also satistying individual needs.

Forming Storming

————» Getting to know each ———————p Dealing with tensions and
other defining group tasks

Performing Norming

Maturing in 4¢——— Building relationships and
relationships and task working together
performance

Figure 7.3 Five stages of team development.
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Norming Stage

The norming stage of team development, sometimes called initial integration, is
the point at which the members really start to come together as a coordinated
unit. The turmoil of the storming stage gives way to a precarious balancing of
forces. With the pleasures of a new sense of harmony, team members will strive
to maintain positive balance. Holding the team together may become more im-
portant to some than successfully working on the team tasks. Minority view-
points, deviations from team directions, and criticisms may be discouraged as
members experience a preliminary sense of closeness. Some members may mis-
takenly perceive this stage as one of ultimate maturity. In fact, a premature sense
of accomplishment at this point needs to be carefully managed as a stepping
stone to the next level of team development—performing.

Performing Stage

The performing stage of team development, sometimes called total integration,
marks the emergence of a mature, organized, and well-functioning team. Team
members are now able to deal with complex tasks and handle internal disagree-
ments in creative ways. The structure is stable, and members are motivated by
team goals and are generally satisfied. The primary challenges are continued
efforts to improve relationships and performance. Team members should be able
to adapt successfully as opportunities and demands change over time. A team
that has achieved the level of total integration typically scores high on the crite-
ria of team maturity as shown in Figure 7.4.

Immature team Mature team

1. Feedback mechanisms poor | ] excellent
2. Decision-making methods dysfunctional [ ] functional
3. Group loyalty/cohesion low | ] high
4. Operating procedures inflexible | ] flexible
5. Use of member resources poor || | excellent
6. Communications unclear | ] clear
7. Goals not accepted [l ] accepted
8. Authority relations independent [} J# interdependent
9. Participation in leadership low | ] high

10. Acceptance of minority views low | ] high

Figure 7.4 Ten criteria for measuring the maturity of a team.
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Adjourning Stage

A well-integrated team is able to disband, if required, when its work is accom-
plished. The adjourning stage of team development is especially important for
the many temporary teams such as task forces, committees, project teams, and
the like. Their members must be able to convene quickly, do their jobs on a tight
schedule, and then adjourn—often to reconvene later if needed. Their willing-
ness to disband when the job is done and to work well together in future re-
sponsibilities, team or otherwise, is an important long-term test of team success.

Foundations of Team Perfarmance

Procter & Gamble’s former CEO A. G. Lafley says that team effectiveness comes
together when you have “the right players in the right seats on the same bus,
headed in the same direction.”?” This wisdom is quite consistent with the find-
ings of OB scholars. The open systems model in Figure 7.5 shows team effec-
tiveness being influenced by both inputs—*¢right players in the right seats,” and
by processes—“on the same bus, headed in the same direction.””® You can re-
member the implications of this figure by this equation:

Team effectiveness = Quality of inputs + (Process gains — Process losses)

Team Inputs

The inputs to a team are the initial “givens” in the situation. They set the foun-
dations for all subsequent action; the stronger the input foundations, the better the
chances for long-term team effectiveness. Key team inputs include resources and
setting, the nature of the task, team size, and team composition.

Inputs

Resources & setting
* Resources

¢ Technology Throughputs Outputs

o Structures

e Rewards Team process Team effectiveness
¢ Information

Nature of task The way team members Accomplishment of

* Clarity interact and work together desired outcomes

° Complexity , *Norms > . Task performance
Te « Cohesion ¢ Member satisfaction

* Roles e Team viability
» Communication
 Decision making

* Number of members
¢ Even-odd number

Figure 7.5 An open-systems Team Composition

* Abilities
model of team effectiveness. « Values
[Source: John R. Schermerhorn, ¢ Personalities
Jr., Management, Tenth * Diversity
Edition (Hoboken, NJ:
. X o
ot ey S, 209 t
used by permission].
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Resources and setting Appropriate goals, well-designed reward systems, ad-
equate resources, and appropriate technology are all essential to support the work
of teams. Just as an individual’s performance, team performance can suffer when
goals are unclear, insufficiently challenging, or arbitrarily imposed. It can also suf-
fer if goals and rewards are focused too much on individual-level instead of group-
level accomplishments. In addition, it can suffer when resources—information,
budgets, work space, deadlines, rules and procedures, technologies, and the like—
are insufficient to accomplish the task. By contrast, having a supportive organiza-
tional setting within which to work can be a strong launching pad for team success.

The importance of setting and support in the new, team-based organization
designs is evident in the attention now being given to things like office architec-
ture and how well it supports teamwork. At SEI Investments, for example, em-
ployees work in a large, open space without cubicles or dividers. Each person
has a private set of office furniture and fixtures, but all on wheels. Technology
easily plugs and unplugs from suspended power beams that run overhead. This
makes it easy for project teams to convene and disband as needed and for people
to meet and converse intensely within the ebb and flow of daily work.?

Nature of the Task The tasks they are asked to perform can place different
demands on teams, with varying implications for group effectiveness. When tasks
are clear and well defined, it is easier for members to both know what they are
trying to accomplish and to work together while doing it. But team effectiveness
is harder to achieve when the task is highly complex.®® Complex tasks require
lots of information exchange and intense interaction, and this all takes place
under conditions of some uncertainty. To deal well with complexity, team mem-
bers have to fully mobilize their talents and use the available resources well if
they are to achieve desired results. Success at complex tasks, however, is a
source of high satisfaction for team members.

One way to analyze the nature of the team task is in terms of its tech-
nical and social demands. The technical demands of a group’s task include
the degree to which it is routine or not, the level of difficulty involved, and
the information requirements. The social demands of a task involve the de-
gree to which issues of interpersonal relationships, egos, controversies over
ends and means, and the like come into play. Tasks that are complex in
technical demands require unique solutions and more information process-
ing; those that are complex in social demands involve difficulties reaching
agreement on goals or methods for accomplishing them.

Team Size The size of a team, as measured by the number of its mem-

bers, can have an impact on team effectiveness. As a team becomes larger,

more people are available to divide up the work and accomplish needed

tasks. This can boost performance and member satisfaction, but only up to

a point. As teams grow in size, communication and coordination problems

often set in due to the sheer number of linkages that must be maintained.

Satisfaction may dip, and turnover, absenteeism, and social loafing may in- Teams sometimes use voting as a
crease. Even logistical matters, such as finding time and locations for meetings,  way to make decisions and avoid
become more difficult for larger groups and can hurt performance.® discussion of member
Amazon.com’s founder and CEO, Jeff Bezos, is a great fan of teams. But he also disagreements, but “winners” and
has a simple rule when it comes to the size of product development teams: No  “losers” may have trouble working
team should be larger than two pizzas can feed.?? together.
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_ Leaders on Leadership

INDRA NOOYI BRINGS STYLE AND A SHARP EYE TO PEPSI

When Indra Nooyi became
Chair and CEO of PepsiCo, only
the 12th woman to head a
Fortune 500 firm, Shirley
Myrick of the American
Business Women’s Association
called her appointment a signif-
icant step for diversity. “If the
largest portion of our workface
is a minority population,” she
says, “it [Nooyi’s promotion]
demonstrates fairness and com-
petition in our workplace.”

The best advice she ever
got, says Nooyi, came from
her father. Calling him “an

absolutely wonderful human
being,” she says: “From him I
learned to always assume posi-
tive intent. Whatever anybody
says or does, assume positive
intent. You will be amazed at
how your whole approach to a
person or problem becomes
very different . . . You are trying
to understand and listen be-
cause at your basic core you
are saying, ‘Maybe they are say-
ing something to me that I am
not hearing.””

That advice has carried
Nooyi to the top ranks of global
business. She grew up in
Chennai, India, and earned her
first university degree in chem-
istry. After a Master’s in
Management from Yale, she
joined the Boston Consulting
Group and eventually joined
PepsiCo where she moved
through a variety of manage-
ment positions to become CEO.

BusinessWeek described her
“prescient business sense” as
behind the firm’s moves to spin
off its fast food businesses Taco
Bell, Pizza Hut, and KFC, a
merger with Quaker Oats, and
the purchase of Tropicana—all
decisions that proved successful
for the firm.

Throughout her rise to the
top Nooyi kept to a personal
style that has allowed her per-
sonality to shine. Former CEO
Roger Enrico says “Indra can
drive as deep and hard as any-
one I've ever met, but she can
do it with a sense of heart and
fun.” On occasion Nooyi can
be seen walking barefoot in the
office and even singing in the
halls; she was a member of a
teen-age rock band in Chennai.
ABC news described her as a
blend of “Indian culture mixed
in with the traditional American
working mom.”

A good size for problem-solving teams is between five and seven members.
Chances are that fewer than five may be too small to adequately share all the
team responsibilities. With more than seven, however, individuals may find it
harder to join in the discussions, contribute their talents, and offer ideas. Larger
teams are also more prone to possible domination by aggressive members and
have tendencies to split into coalitions or subgroups.’ When voting is required,
odd-numbered teams are preferred to help rule out tie votes. But when careful
deliberations are required and the emphasis is more on consensus, such as in
jury duty or very complex problem solving, even-numbered teams may be more
effective because members are forced to confront disagreements and deadlocks
rather than simply resolve them by majority voting.>*

Team Composition “If you want a team to perform well, you've got to put the
right members on the team to begin with.” Does that advice sound useful? It’s
something we hear a lot in training programs with executives. There is no doubt
that one of the most important input factors is the team composition. You can
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think of this as the mix of abilities, skills, backgrounds, and experiences that the
members bring to the team.

The basic rule of thumb for team composition is to choose members whose
talents and interests fit well with the tasks to be accomplished and whose per-
sonal characteristics increase the likelihood of being able to work well with
others. In this sense ability counts; it’s probably the first thing to consider in
selecting members for a team. The team is more likely to perform better when
its members have skills and competencies that best fit task demands. Although
talents alone cannot guarantee desired results, they establish an important base-
line of high performance potential.

Surely you've been on teams or observed teams where there was lots of tal-
ent but very little teamwork. A likely cause is that the blend of members caused
relationship problems over everything from needs to personality to experience
to age and other background characteristics. In this respect, the FIRO-B theory
(with FIRO standing for “fundamental interpersonal orientation”) identifies differ-
ences in how people relate to one another in groups based on their needs to ex-
press and receive feelings of inclusion, control, and affection.?®> Developed by
William Schultz, the theory suggests that teams whose members have compati-
ble needs are likely to be more effective than teams whose members are more
incompatible. Symptoms of incompatibilities include withdrawn members, open
hostilities, struggles over control, and domination by a few members. Schultz
states the management implications of the FIRO-B theory this way: “If at the out-
set we can choose a group of people who can work together harmoniously, we
shall go far toward avoiding situations where a group’s efforts are wasted in in-
terpersonal conflicts.”

In homogeneous teams where members are very similar to one another,
teamwork usually isn’t much of a problem. The members typically find it quite
easy to work together and enjoy the team experience. But researchers warn
about the risks of homogeneity. When team members are too similar in back-
ground, training, and experience, they tend to underperform even though the
members may feel very comfortable with one another.?’

In heterogeneous teams where members are very dissimilar, teamwork
problems are more likely. The mix of diverse personalities, experiences, back-
grounds, ages, and other personal characteristics may create difficulties as mem-
bers try to define problems, share information, mobilize talents, and deal with
obstacles or opportunities. Nevertheless, if, and this is a big “if,” members can
work well together, the diversity can be a source of advantage and enhanced
performance potential .

Another issue in team composition is stalus—a person’s relative rank,
prestige, or social standing. Status within a team can be based on any number
of factors, including age, work seniority, occupation, education, performance, or
reputation for performance on other teams. Status congruence occurs when a
person’s position within the team is equivalent in status to positions the individual
holds outside of it. Any status incongruence can create problems for teams. In high-
power-distance cultures such as Malaysia, for example, the chair of a committee
is expected to be the highest-ranking member of the group. When this is the case
the status congruity helps members feel comfortable in proceeding with their
work. But if the senior member is not appointed to head the committee, perhaps
because an expatriate manager from another culture selected the chair on some
other criterion, members are likely to feel uncomfortable and have difficulty

FIRO-B theory examines
differences in how people
relate to one another
based on their needs to
express and receive
feelings of inclusion,
control, and affection.

In homogeneous
teams members share
many similar characteristics.

In heterogeneous
teams members differ on
many characteristics.

Status congruence
involves consistency
between a person’s status
within and outside a

group.
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Diversity—consensus
dilemma is the tendency
for diversity in groups to
create process difficulties
even as it offers improved
potential for problem
solving.

Figure 7.6 Member
diversity, stages of team
development, and team

performance.

working. Similar problems might occur, for example, when a young college grad-
uate in his or her first job is appointed to chair a project team composed of senior
and more experienced workers.

Diversity and Team Performance

As discussed in respect to team composition, feam diversity in the form of differ-
ent values, personalities, experiences, demographics, and cultures among the
members, is an important team input. And it can pose both opportunities and
problems.*” We have already noted that when teams are relatively homogeneous,
displaying little or no diversity, it is probably easier for members to quickly build
social relationships and engage in the interactions needed for teamwork. But the
lack of diversity may foster narrow viewpoints and otherwise limit the team in
terms of ideas, perspectives, and creativity. When teams are more heterogeneous,
having a diverse membership, they gain potential advantages in these latter re-
spects; there are more resources and viewpoints available to engage in problem
solving, especially when tasks are complex and demanding. Yet these advantages
are not automatic; the diversity must be tapped if the team is to realize the per-
formance benefits.*

Performance difficulties due to diversity issues are especially likely in the ini-
tial stages of team development. What is called the diversity—consensus
dilemma is the tendency for the existence of diversity among group members
to make it harder for them to work together, even though the diversity itself ex-
pands the skills and perspectives available for problem solving.! These dilem-
mas may be most pronounced in the critical zone of the storming and norming
stages of development as described in Figure 7.6. Problems may occur in this
zone as interpersonal stresses and conflicts emerge from the heterogeneity. The
challenge to effectiveness in a multinational team, for example, is to take advan-
tage of the diversity without suffering process disadvantages.*

Working through the diversity—consensus dilemma can slow team development
and impede relationship building, information sharing, and problem solving. But
if and when such difficulties are resolved, diverse teams can emerge from the

Effective Team
Process gains>losses

-
-...
~
-~
~

~
Ineffective Team
Process losses>gains

Forming—Storming—Norming—Performing

Team Performance

Team Development Stages / Time
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critical zone shown in the figure to achieve effectiveness and often outperform
less diverse ones. In this regard Scholar Brian Uzzi reminds us to take a broad
view; diversity in team dynamics means more than gender, race, and ethnic-
ity. He points out that when teams lack diversity of backgrounds, training, and
experiences, members tend to feel comfortable with one another, but their teams
tend to underperform.” For example, research shows that the most creative
teams include a mix of experienced people and others whom they haven’t
worked with before.” The “old timers” have the experience and connections;
the newcomers bring in new talents and fresh thinking.

Team Processes

Casey Stengel, a famous baseball manager, once said: “Getting good players is
easy. Getting them to play together is the hard part.” His comment certainly rings
true in respect to the discussion we just had on diversity and team performance.
There is no doubt that the effectiveness of any team requires more than having
the right inputs. To achieve effectiveness, team members must work well together
to turn the available inputs into the desired outputs. Here again, it’s helpful
to remember the equation: Team Effectiveness = Quality of inputs + (Process
gains — Process losses).
When it comes to analyzing how well people “work together” in teams and
whether or not process gains exceed process losses, the focus is on critical
group dynamics—the forces operating in teams that affect the way members Group dynamics are
relate to and work with one another. George Homans described group dynamics the forces operating in
in terms of required bebaviors—those formally defined and expected by the teams that affect the ways
team—and emergent bebaviors—those that team members display in addition to  members work together.
any requirements.®
You can think of required behaviors as things like punctuality, respect for cus-
tomers, and assistance to co-workers. An example of emergent behaviors might

ETHICS IN OB

MBA CHEATS

Tough headline and scary message, but all true. A study reported by Rutgers University pro-
fessor Donald McCabe found that 56 percent of MBA students reported cheating by plagia-
rizing, downloading essays from the Web, and more. He believes the actual figure may be
higher and that some respondents held back confessions for fear of losing their anonymity.

Another study, by University of Arkansas professor Tim West and colleagues, surveyed
students who had cheated on an accounting test by finding answers online. When asked why,
student responses ranged from being unsure that what they did was cheating, to blaming
West for giving a test that had answers available on the Web, to rationalizing that “everyone
cheats” and “this is how business operates’

What’s Your Position? |s this the way business operates? And just because
“everyone” may be doing something, does that make it okay for us to do it as well?
Berkshire Hathaway chairman Warren Buffett says: “The five most dangerous words
in the English language are ‘Everyone else is doing it'” Professor Alma Acevedo

of the University of Puerto Rico Rio Piedras calls this the fallacy of the “assumed
authority of the majority.” How often does it creep into your thinking?
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be someone taking the time to send an e-mail message to an absent member to keep
her informed about what happened during a group meeting. Such helpful emergent
behaviors are often essential in moving teams toward effectiveness. But emergent be-
haviors can be disruptive and harmful as well. A common example is when some
team members spend more time discussing and laughing about personal issues than
they do working on the team tasks. Another disturbing example involves unethical
practices such as the “cheating” discussed in the Ethics in OB box.

Resources in
"l’ e 0 B S/(I'//S These learning activities from 7he OB Skills Workbook are suggested for Chapter 7.

Case for Critical Team and Experiential Self-Assessment
Wﬂrkb”ﬂk Thinking Exercises Portfolio
* The Forgotten Team *  Sweet Tooth * Team Effectiveness
Member * Interrogatories * Decision-Making Biases

¢ Teamwork and Motivation
* Serving on the Boundary

» Eggsperiential Exercise

studyguide
Summary

0”38[/0”8 What do teams do in organizations?

e A team is a group of people working together to achieve a common purpose for
a”d A”S Wer S which they hold themselves collectively accountable.

e Teams help organizations by improving task performance; teams help members
experience satisfaction from their work.

e Teams in organizations serve different purposes—some teams run things, some
teams recommend things, and some teams make or do things.

e Organizations consist of formal teams that are designated by the organization to
serve an official purpose and informal groups that emerge from special interests
and relationships but are not part of an organization’s formal structure.

e Organizations can be viewed as interlocking networks of permanent teams such as
project teams and cross-functional teams, as well as temporary teams such as com-
mittees and task forces.
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Virtual teams, whose members meet and work together through computer mediation,
are increasingly common and pose special management challenges.

Members of self-managing teams typically plan, complete, and evaluate their own
work, train and evaluate one another in job tasks, and share tasks and responsibilities.

When is a team effective?

An effective team achieves high levels of task accomplishment, member satisfaction,
and viability to perform successfully over the long term.

Teams help organizations through synergy in task performance, the creation of a
whole that is greater than the sum of its parts.

Teams help satisfy important needs for their members by providing them with things
like job support and social interactions.

Team performance can suffer from social loafing when a member slacks off and lets
others do the work.

Social facilitation occurs when the behavior of individuals is influenced positively or
negatively by the presence of others in a team.

What are the stages of team development?

Teams pass through various stages of development during their life cycles, and each
stage poses somewhat distinct management problems.

In the forming stage, team members first come together and form initial impressions;
it is a time of task orientation and interpersonal testing.

In the storming stage, team members struggle to deal with expectations and status;
it is a time when conflicts over tasks and how the team works are likely.

In the norming or initial integration stage, team members start to come together
around rules of behavior and what needs to be accomplished,; it is a time of grow-
ing cooperation.

In the performing or total integration stage, team members are well-organized and
well-functioning; it is a time of team maturity when performance of even complex
tasks becomes possible.

In the adjourning stage, team members achieve closure on task performance and
their personal relationships; it is a time of managing task completion and the
process of disbanding.

How do teams work?

Teams are open systems that interact with their environments to obtain resources
that are transformed into outputs.

The equation summarizing the implications of the open systems model for team
performance is: Team Effectiveness = Quality of Inputs X (Process Gains — Process
Losses).

Input factors such as resources and organizational setting, the nature of the task,

team size, and team composition, establish the core performance foundations of a
team.
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Key Terms

Self-Test 7

e Team processes include basic group dynamics, the way members work together to
use inputs and complete tasks.

e Important team processes include member entry, task and maintenance leadership,

roles and role dynamics, norms, cohesiveness, communications, decision making,

conflict, and negotiation.

Cross-functional team
(p. 159
Diversity—consensus
dilemma (p. 172)
Effective team (p. 163)
Employee involvement
team (p. 160)
FIRO-B theory (p. 171)
Formal teams (p. 158)
Functional silos problem

(p. 159)

Multiple Choice

1. The FIRO-B theory deals with

Group dynamics (p. 173)
Heterogeneous teams

(p. 17D
Homogeneous teams (p. 171)
Informal groups (p. 158)
Multiskilling (p. 161)
Problem-solving team

(p. 159
Quality circle (p. 160)
Self-managing team (p. 161)
Social facilitation (p. 164)

Social loafing (p. 164)

Social network analysis
(p. 159

Status congruence (p. 171)

Synergy (p. 163)

Team (p. 156)

Teamwork (p. 156)

Virtual team (p. 160)

in teams. (a) membership

compatibilities (b) social loafing (¢) dominating members (d) conformity

2. Tt is during the

stage of team development that members begin to

come together as a coordinated unit. (a) storming (b) norming (¢) performing

(d) total integration

3. An effective team is defined as one that achieves high levels of task performance,

member satisfaction, and

(d) team viability

4. Task characteristics, reward systems, and team size are all

. (@) coordination (b) harmony (¢) creativity

that can

make a difference in group effectiveness. (a) group processes (b) group dynamics

(c) group inputs (d) human resource maintenance factors

5. The best size for a problem-solving team is usually
(a) no more than 3 or 4 (b) 5 to 7 (¢) 8 to 10 (d) around 12 to 13

members.

6. When a new team member is anxious about questions such as “Will I be able to

influence what takes place?” the underlying issue is one of
(a) relationships (b) goals (¢) processes (d) control

7. Self-managing teams

. (@ reduce the number of different job tasks

members need to master (b) largely eliminate the need for a traditional supervisor

(o) rely heavily on outside training to maintain job skills (d) add another

management layer to overhead costs

8. Which statement about self-managing teams is correct? (a) They can improve perform-
ance but not satisfaction. (b) They should have limited decision-making authority.



10.

11.

12.

13.

14.

15.

(©) They should operate without any team leaders. (d) They should let members
plan their own work schedules.

. When a team of people is able to achieve more than what its members could by

working individually, this is called . (a) distributed leadership
(b) consensus (¢) team viability (d) synergy

Members of a team tend to become more motivated and better able to deal with
conflict during the stage of team development. () forming
(b) norming (¢) performing (d) adjourning

The Ringlemann effect describes . (@) the tendency of groups to make
risky decisions (b) social loafing (¢) social facilitation (d) the satisfaction of
members’ social needs

Members of a multinational task force in a large international business should
probably be aware that might initially slow the progress of the team
in meeting its task objectives. (a) synergy (b) groupthink (c) the diversity-consensus
dilemma (d) intergroup dynamics

When a team member engages in social loafing, one of the recommended
strategies for dealing with this situation is to . () forget about it

(b) ask another member to force this person to work harder (¢) give the person
extra rewards and hope he or she will feel guilty (d) better define member roles to
improve individual accountability

When a person holds a prestigious position as a vice president in a top management
team, but is considered just another member of an employee involvement team that
a lower-level supervisor heads, the person might experience . (@) role
underload (b) role overload (¢) status incongruence (d) the diversity—consensus
dilemma

The team effectiveness equation states: team effectiveness = + (process
gains — process losses). (a) nature of setting (b) nature of task (¢) quality of inputs
(d) available rewards.

Short Response

16.
17.
18.
19.

In what ways are teams good for organizations?
What types of formal teams are found in organizations today?
What is the difference between required and emergent behaviors in group dynamics?

What are members of self-managing teams typically expected to do?

Applications Essay

20.

One of your Facebook friends has posted this note. “Help! I have just been assigned
to head a new product design team at my company. The division manager has high
expectations for the team and me, but I have been a technical design engineer for
four years since graduating from college. I have never ‘managed’ anyone, let alone
led a team. The manager keeps talking about her confidence that 1 will be very
good at creating lots of teamwork. Does anyone out there have any tips to help me
master this challenge? Help!” You smile while reading the message and start immedi-
ately to formulate your recommendations. Exactly what message will you send?

Self-Test 7 177



Teamwor
and leam
erformance

Ghapterat a glance

To get the best teamwork you have to build teams
with strong team processes. Here's what to look for
in Chapter 8. Don't forget to check your learning with
the Summary Questions & Answers and Self-Test in
the end-of-chapter Study Guide.

HOW CAN WE CREATE HIGH-PERFORMANCE
TEAMS?

Characteristics of High-Performance Teams
The Team-Building Process
Team-Building Alternatives

HOW CAN TEAM PROCESSES BE IMPROVED?
Entry of New Members

Task and Maintenance Leadership

Roles and Role Dynamics

Team Norms

Team Cohesiveness

Inter-Team Dynamics

HOW CAN TEAM COMMUNICATIONS
BE IMPROVED?

Communication Networks
Proxemics and Use of Space
Communication Technologies

HOW CAN TEAM DECISIONS

BE IMPROVED?

Ways Teams Make Decisions

Assets and Liabilities of Team Decisions
Groupthink Symptoms and Remedies
Team Decision Techniques



“There’s something magical
about taking smart people out
of their safety zones and
making them spend night and
day together.”

ave you had your dose of reality TV this week? It's turned into quite the
phenomenon, but not just one for the living room voyeur. Welcome to the new
world of “reality” team-building.

Chances are that while you have probably tuned in to one of the many TV
reality shows, you couldn’t imagine actually being on one. But get ready, your
next corporate training stop may be reality-based. It seems some organizations

are finding the “reality” notion is a
great way to accomplish team-building
and drive innovation.

Best Buy sent teams of
salespeople, all strangers at the start,
to live together for 10 weeks in Los
Angeles apartments. The purpose was
to engage one another and come up
with new ideas for the firm. One of the
ideas was for Best Buy Studio, a new
venture serving small businesses with
Web design services and consulting.
Jeremy Sevush came up with the idea,
and with support from his team, he
was able to implement it shortly after
moving out of the apartment. He says:

“Living together and knowing we only had 10 weeks sped up our team-building
process.”

John Wopert runs the program for Best Buy from his consulting firm Team
upStart. He claims: “There's something magical about taking smart people out of
their safety zones and making them spend night and day together.”

Some call the reality team-building experiences “extreme brainstorming,” and
it seems to fit today’s generation of workers. In a program called Real Whirled,
small teams from Whirlpool live together for seven weeks while using the
company'’s appliances. IBM has a program called Extreme Blue to incubate new
business ideas.
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OB SAVVY 8.1

“Must Have” Contributions

by Team Leaders

High-Performance Teams

Are you an iPod, iPhone, iTouch, or iMac user? Have you ever wondered who and
what launched Apple, Inc. on the pathway to giving us a stream of innovative and
trendsetting products? We might say that the story started with Apple’s co-founder
Steve Jobs, the first Macintosh computer, and a very special team. The “Mac” was
Jobs’s brainchild; and to create it he put together a team of high-achievers who were
excited and turned on to a highly challenging task. They worked all hours and at
an unrelenting pace, while housed in a separate building flying the Jolly Roger. To
display their independence from Apple’s normal bureaucracy, the MacIntosh team
combined youthful enthusiasm with great expertise and commitment to an exciting
goal. In the process they set a new benchmark for product innovation as well as
new standards for what makes for a high-performance team.!

The Apple story and the opening vignette on reality team-building are inter-
esting examples of how teams and teamwork can be harnessed to stimulate
innovations. But let's not forget that there are a lot of solid contributions made by
good, old-fashioned, everyday teams in organizations as well—the cross-functional,
problem-solving, virtual, and self-managing teams introduced in the last chapter.
We also need to remember, as scholar J. Richard Hackman points out, that many
teams underperform and fail to live up to their potential; they simply, as
Hackman says, “don’t work.”? The question becomes: What differentiates high
performing teams from the also-rans?

Characteristics of High-Performance Teams

Some “must have” team leadership skills are described in OB Savvy 8.1. And it’s
appropriate that “setting a clear and challenging direction” is at the top of the list.?
Whatever the purpose or tasks, the foundation for any high performing team is a set
of members who believe in team goals and are motivated to work hard to accom-
plish them. Indeed, an essential criterion of a high-performance team is that the mem-
bers feel “collectively accountable” for moving together in what Hackman calls “a
compelling direction” toward a goal. Yet, he points out
that in “most” teams, members don’t agree on the
goal and don’t share an understanding of what the
team is supposed to accomplish.*

High-performance teams also are able to turn a
general sense of purpose into specific performance

«  Setting a clear and challenging direction objectives. Whereas a shared sense of purpose gives
« Keeping goals and expectations clear general direction to a team, commitment to targeted

*  Communicating high standards

»  Creating a sense of urgency

performance results makes this purpose truly mean-
ingful. Specific objectives provide a clear focus for

« Ensuring members have the right skills solving problems and resolving conflicts. They also

*  Establishing rules for behavior

*  Modeling expected behaviors
*  (Creating early “successes”

* Introducing useful information

set standards for measuring results and obtaining
performance feedback. And they help group mem-
bers understand the need for collective versus purely
individual efforts. Again, the Macintosh story sets an

*  Helping members spend time together example. In November, 1983, Wired magazine’s cor-

*  Giving positive feedback

respondent Steven Levy was given a sneak look at
what he had been told was the “machine that was



supposed to change the world.” He says: “I also met the people who cre-
ated that machine. They were groggy and almost giddy from three years
of creation. Their eyes blazed with Visine and fire. They told me that with
Macintosh, they were going to “put a dent in the Universe.” Their leader,
Steven P. Jobs, told them so. They also told me how Jobs referred to this
new computer: ‘Insanely Great.’”>

Members of high-performance teams have the right mix of skills, in-
cluding technical, problem-solving, decision-making, and interpersonal
skills. A high-performance team has strong core values that help guide team
members’ attitudes and behaviors in directions consistent with the team'’s pur-
pose. Such values act as an internal control system for a group or team that can
substitute for outside direction and supervisory attention.

The Team-Building Process

In order to create and maintain high-performance teams, all elements of the open
systems model of team effectiveness discussed in the last chapter must be ad-
dressed and successfully managed. Teamwork doesn’t always happen naturally
when a group of people comes together to work on a task; it is something that
team members and leaders must work hard to achieve.

In the sports world coaches and managers spend a lot of time at the start of
each season to join new members with old ones and form a strong team. Yet we
all know that even the most experienced teams can run into problems as a
season progresses. Members slack off or become disgruntled with one another;
some have performance “slumps” and others criticize them for it; some are
traded gladly or unhappily to other teams. Even world-champion teams have
losing streaks, and the most talented players can lose motivation at times,
quibble among themselves, and end up contributing little to team success. When
these things happen, concerned owners, managers, and players are apt to
examine their problems, take corrective action to rebuild the team, and restore
the teamwork needed to achieve high-performance results.®

Workgroups and teams face similar challenges. When newly formed, they
must master many challenges as members learn how to work together while
passing through the stages of team development. Even when mature, most work
teams encounter problems of insufficient teamwork at different points in time. At
the very least we can say that teams sometimes need help to perform well and
that teamwork always needs to be nurtured. This is why a process known as
team-building is so important. It is a sequence of planned activities designed to
gather and analyze data on the functioning of a team and to initiate changes de-
signed to improve teamwork and increase team effectiveness.” When done well
and at the right times, team-building is an effective way to deal with teamwork
problems or to help prevent them from occurring in the first place.

The action steps for team-building are highlighted in Figure 8.1. Although it is
tempting to view the process as something that consultants or outside experts are
hired to do, the fact is that it can and should be part of any team leader and man-
ager’s action repertoire. Team-building begins when someone notices an actual or
a potential problem with team effectiveness. Data is gathered to examine the prob-
lem. This can be done by questionnaire, interview, nominal group meeting, or
other creative methods. The goal is to get good answers to such questions as:
“How well are we doing in terms of task accomplishment?” “How satisfied are we
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Team Composition

Members of high performing teams
have skill sets—technical, problem-
solving, and interpersonal-that
match well with task demands.

Team-building is a
collaborative way to gather
and analyze data to
improve teamwork.
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Figure 8.1 Steps in the
team-building process.

Seagate Technologies

CEO Bill Watkins takes team-
building to the extreme. At Eco
Seagate in New Zealand employees
engage in kayaking, cycling,
swimming, and cliff rappelling. They
also join in a haka dance with
everyone chanting “Seagate is
powerful” in the Maori language.

Step 1:
» Problem or opportunity [
in team effectiveness
Step 5: TS Step 2:
Evaluation E— Participation Data gathering
of results by all members and analysis
Step 4: Step 3:
Actions to improve <4— Planning for
team functioning team improvements

as individuals with the group and the way it operates?” Members then work to-
gether to analyze the data, plan for improvements, and implement the action plans.

Note that the entire team-building process is highly collaborative. Everyone
is expected to participate actively as team functioning is assessed and decisions
are made on what needs to be done to improve team performance in the future.

Team-Building Alternatives

Team-building can be accomplished in a wide variety of ways. In the formal
retreat approach, team-building takes place during an off-site “retreat.” The
agenda, which may cover from one to several days, is designed to engage
team members in a variety of assessment and planning tasks. These are ini-
tiated by a review of team functioning using data gathered through survey,
interviews, or other means. Formal retreats are often held with the assistance
of a consultant, who is either hired from the outside or made available from
in-house staff. Team-building retreats offer opportunities for intense and con-
centrated efforts to examine group accomplishments and operations.

The outdoor experience approach is an increasingly popular team-building
activity that may be done on its own or in combination with other ap-
proaches. It places group members in a variety of physically challenging sit-
uations that must be mastered through teamwork, not through individual
work. By having to work together in the face of difficult obstacles, team mem-
bers are supposed to experience increased self-confidence, more respect for
others’ capabilities, and a greater commitment to teamwork. On one fall day,

for example, a team of employees from American Electric Power (AEP) went to an
outdoor camp for a day of team-building activities. They worked on problems like
how to get six members through a spider-web maze of bungee cords strung 2 feet
above the ground. When her colleagues lifted Judy Gallo into their hands to pass
her over the obstacle, she was nervous. But a trainer told the team this was just
like solving a problem together at the office. The spider Web was just another per-
formance constraint, like the difficult policy issues or financial limits they might
face at work. After “high-fives” for making it through the Web, Judy’s team jumped



tree stumps together, passed hula hoops while holding hands, and more. Says one
team trainer, “We throw clients into situations to try and bring out the traits of a
good team.”®

Not all team-building is done at a formal retreat or with the assistance of
outside consultants. In a continuous improvement approach, the manager, team
leader, or group members themselves take responsibility for regularly engaging
in the team-building process. This method can be as simple as periodic meetings
that implement the team-building steps; it can also include self-managed formal
retreats. In all cases, the team members commit themselves to continuously mon-
itoring group development and accomplishments and making the day-to-day
changes needed to ensure team effectiveness. Such continuous improvement of
teamwork is essential to the themes of total quality and total service management
so important to organizations today.

Improving Team Processes

As more and more jobs are turned over to teams, and as more and more traditional
supervisors are asked to function as team leaders, special problems relating to team
processes may arise. Team leaders and members alike must be prepared to deal
positively with such issues as introducing new members, handling disagreements
on goals and responsibilities, resolving delays and disputes when making decisions,
reducing friction, and dealing with interpersonal conflicts. These are all targets for
team-building. And given the complex nature of group dynamics, team-building is,
in a sense, never finished. Something is always happening that creates the need for
further leadership efforts to help improve team processes.

Entry of New Members

Special difficulties are likely to occur when members first get together in a new
group or team, or when new members join an existing team. Problems arise as
new members try to understand what is expected of them while dealing with the
anxiety and discomfort of a new social setting. New members, for example, may
worry about the following issues.

e Participation—Will T be allowed to participate?”
e Goals—“Do I share the same goals as others?”
e Control—Will I be able to influence what takes place?”
e Relationships— How close do people get?”
e Processes—“Are conflicts likely to be upsetting?”
Edgar Schein points out that people may try to cope with individual entry

problems in self-serving ways that may hinder team development and perform-
ance.” He identifies three behavior profiles that are common in such situations.

Tough Battler Friendly Helper Objective Thinker

Acts aggressive, Acts insecure Acts reflective
seeks authority tries to be helpful wants clear goals
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Distributed leadership
is the sharing of
responsibility for meeting
group task and
maintenance needs.

Task activities directly
contribute to the
performance of important
tasks.

Maintenance activities
support the emotional life
of the team as an ongoing
social system.

Figure 8.2 Task and
Maintenance Leadership
in Team Dynamics.

The tough battler is frustrated by a lack of identity in the new group and may
act aggressively or reject authority. This person wants answers to this question:
“Who am I in this group?” The best team response may be to allow the new
member to share his or her skills and interests, and then have a discussion about
how they can best be used to help the team. The friendly belper is insecure, suf-
fering uncertainties of intimacy and control. This person may show extraordinary
support for others, behave in a dependent way, and seek alliances in subgroups
or cliques. The friendly helper needs to know whether he or she will be liked.
The best team response may be to offer support and encouragement while en-
couraging the new member to be more confident in joining team activities and
discussions. The objective thinker is anxious about how personal needs will be
met in the group. This person may act in a passive, reflective, and even single-
minded manner while struggling with the fit between individual goals and group
directions. The best team response may be to engage in a discussion to clarify
team goals and expectations, and to clarify member roles in meeting them.

Task and Maintenance Leadership

Research in social psychology suggests that teams have both “task needs” and “main-
tenance needs,” and that both must be met for teams to be successful.'® Even though
a team leader should be able to meet these needs at the appropriate times, each
team member is responsible as well. This sharing of responsibilities for making task
and maintenance contributions that move a group forward is called distributed
leadership, and it is usually well evidenced in high-performance teams.

Figure 8.2 describes task activities as the various things team members and
leaders do that directly contribute to the performance of important group tasks.
They include initiating discussion, sharing information, asking information of oth-
ers, clarifying something that has been said, and summarizing the status of a de-
liberation.!! A team will have difficulty accomplishing its objectives when task
activities are not well performed. In an effective team, by contrast, members pitch
in to contribute important task leadership as needed.

The figure also shows that maintenance activities support the social and
interpersonal relationships among team members. They help a team stay intact
and healthy as an ongoing and well-functioning social system. A team member
or leader can contribute maintenance leadership by encouraging the participa-
tion of others, trying to harmonize differences of opinion, praising the contribu-
tions of others, and agreeing to go along with a popular course of action. When
maintenance leadership is poor, members become dissatisfied with one another,
the value of their group membership diminishes, and emotional conflicts may
drain energies otherwise needed for task performance. In an effective team, by

Leading by Task Leading by Maintenance
Contributions Contributions

o Offering ideas How to ¢ Encouraging others

e Clarifying suggestions <«— lead groups — ¢ Reconciling differences
e Giving information and teams o Expressing standards

e Seeking information ¢ Offering agreement

e Summarizing discussion e Inviting participation



contrast, maintenance activities support the relationships needed for team mem-
bers to work well together over time.

In addition to helping meet a group’s task and maintenance needs, team
members share additional responsibility for avoiding and eliminating any
disruptive behaviors that harm the group process. These dysfunctional activities
include bullying and being overly aggressive toward other members, withdrawing
and refusing to cooperate with others, horsing around when there is work to be
done, using the group as a forum for self-confession, talking too much about irrel-
evant matters, and trying to compete for attention and recognition. Incivility or an-
tisocial behavior by members can be especially disruptive of team dynamics and
performance. Research shows that persons who are targets of harsh leadership,
social exclusion, and harmful rumors often end up working less hard, performing
less well, being late and absent more, and reducing their commitment.'?

Roles and Role Dynamics

In groups and teams, new and old members alike need to know what others
expect of them and what they can expect from others. A role is a set of expec-
tations associated with a job or position on a team. When team members are
unclear about their roles or experience conflicting role demands, performance
problems can occur. Although this is a common problem, it can be managed
through awareness of role dynamics and their causes. Simply put, teams tend to
perform better when their members have clear and realistic expectations regard-
ing their tasks and responsibilities.

Role ambiguity occurs when a person is uncertain about his or her role in a job
or on a team. In new group or team situations, role ambiguities may create problems
as members find that their work efforts are wasted or unappreciated by others. Even
in mature groups and teams, the failure of members to share expectations and listen
to one another may, at times, create a similar lack of understanding.

Being asked to do too much or too little as a team member can also create prob-
lems. Role overload occurs when too much is expected and someone feels
overwhelmed. Role underload is just the opposite; it occurs when too little
is expected and the individual feels underused. Both role overload and role
underload can cause stress, dissatisfaction, and performance problems.

Role conflict occurs when a person is unable to meet the expecta-
tions of others. The individual understands what needs to be done but for
some reason cannot comply. The resulting tension is stressful, and can re-
duce satisfaction; it can affect an individual’s performance and relation-
ships with other group members. There are four common forms of role
conflict that people at work and in teams can experience.

1. Intrasender role conflict occurs when the same person sends conflicting
expectations. Example: Team leader—“You need to get the report written right
away, but I need you to help me with the Power Point presentation.”

2. Intersender role conflict occurs when different people signal conflicting and
mutually exclusive expectations. Example: Team leader (to you)—“Your job is
to criticize our decisions so that we don’t make mistakes.” Team member (to
youw)—“You always seem so negative, can’t you be more positive for a change?”

3. Person-role conflict occurs when a person’s values and needs come into
conflict with role expectations. Example: Other team members (showing
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Disruptive behaviors in
teams harm the group
process and limit team
effectiveness.

A role is a set of
expectations for a team
member or person in a job.

Role ambiguity occurs
when someone is
uncertain about what is
expected of him or her.

Role overload occurs
when too much work is
expected of the individual.

Role underload occurs
when too little work is
expected of the individual.

Role conflict occurs
when someone is unable
to respond to role
expectations that conflict
with one another.

American Psychological
Association

An APA survey finds that 35 percent
of employed Americans experience
stress because work interferes with
family responsibilities or personal
time. Only 28 percent say they are
managing stress “extremely well”
and 54 percent say stress causes
them to fight with people close to
them.
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Role negotiation is a
process for discussing and
agreeing upon what team

members expect of one
another.

Norms are rules or
standards for the behavior
of group members.

Deadly Meetings

Sins of deadly meetings: meeting
scheduled in the wrong place;
meeting scheduled at a bad time;
people arrive late; meeting is too
long; people go off topic; discussion
lacks candor; right information not
available; no follow-through when
meeting is over.

agreement with each other)—“We didn’t get enough questionnaires back,
so quickly everyone just make up two additional ones.” You (to yourself )—
“Mmm, I don’t think this is right.”

Inter-role conflict occurs when the expectations of two or more roles held by
the same individual become incompatible, such as the conflict between work
and family demands. Example: Team leader—“Don’t forget the big meeting
we have scheduled for Thursday evening.” You (to yourself)—But my
daughter is playing in her first little-league soccer game at that same time.”

b

A technique known as role negotiation is a helpful team-building activity
for managing role dynamics. This is a process in which team members meet to
discuss, clarify, and agree upon the role expectations each holds for the other.
Such a negotiation might begin, for example, with one member writing down
this request of another: “If you were to do the following, it would help me to
improve my performance on the team.” Her list of requests might include such
things as: “respect it when I say that T can’t meet some evenings because I have
family obligations to fulfill’—indicating role conflict; “stop asking for so much
detail when we are working hard with tight deadlines”—indicating role overload,
and “try to make yourself available when I need to speak with you to clarify
goals and expectations”—indicating role ambiguity.

Team Norms

The role dynamics we have just discussed develop in large part from conflicts
and concerns regarding what team members expect of one another and of them-
selves. This brings up the issue of team norms—the ideas or beliefs about how
members are expected to behave. They can be considered as rules or standards
of conduct that are supposed to guide team members.!> Norms help members to
guide their own behavior and predict what others will do. When someone
violates a team norm, other members typically respond in ways that are aimed
at enforcing it and bringing behavior back into alignment with the norm. These
responses may include subtle hints, direct criticisms, or reprimands; at the
extreme someone violating team norms may be ostracized or even be expelled.

Types of Team Norms A key norm in any team setting is the perform-
ance norm that conveys expectations about how hard team members
should work and what the team should accomplish. In some teams the per-
formance norm is strong; there is no doubt that all members are expected
to work very hard, that high performance is the goal, and if someone slacks
off they get reminded to work hard or end up removed from the team. In
other teams the performance norm is weak; members are left to work hard
or not as they like, with little concern expressed by the other members.
The best case for any manager is to be leading work teams with high per-
formance norms. But many other norms also influence the day-to-day functioning of
teams. In order for a task force or a committee to operate effectively, for example,
norms regarding attendance at meetings, punctuality, preparedness, criticism, and so-
cial behavior are needed. Teams also commonly have norms regarding how to deal
with supervisors, colleagues, and customers, as well as norms establishing guidelines
for honesty and ethical behaviors. You can often find norms being expressed in
everyday conversations. The following examples show the types of norms that op-
erate with positive and negative implications for teams and organizations.'



Improving Team Processes

COACH PUTS PLAYERS IN CHARGE OF BEHAVIOR PROBLEMS

Don't take those high steps in the end zone if you want to play football at Ohio State
University. That's the message of head coach Jim Tressel. Doing a great job on the field is
one thing, and celebrating accomplishments as a team is fine as well. But step out too high,
as Antonio Smith did in a game against Penn State, and you will feel the coach’s wrath. Says
Tressel: “We talk a lot about handing the ball to the official and find the other 10 guys that
made it possible and celebrate with them.”

Misbehavior by college athletes, on and off the field, is a much discussed topic. Tressel be-
lieves it's a problem that is best tackled within the team and by team leadership. His coaching
model is to call the senior players together and give them the task of making sure teammates
act properly at all times, in other words set and enforce the right norms. The school's athletic
director says this approach works by “putting the accountability in the locker room ... so players
police themselves! It's also classic Tressel: creating a team that he describes as caring “for one
another from top to bottom, side to side and all be pulling the oars in the same direction’

From the Sidelines When there’s bad behavior by members of a team or
organization, who is responsible—the individuals involved, the team members, or
the manager? Does Tressel’s approach to self-policing on the football team have
carry-over lessons for the world of work? Can managers do more to harness the
power of team norms to support ethics and ethical behavior at work?

e [thics norms—We try to make ethical decisions, and we expect others to
do the same” (positive); “Don’t worry about inflating your expense account;
everyone does it here” (negative).

o Organizational and personal pride norms—-It’s a tradition around here for
people to stand up for the company when others criticize it unfairly” (positive);
“In our company, they are always trying to take advantage of us” (negative).

e High-achievement norms—-+On our team, people always try to work hard”
(positive); “There’s no point in trying harder on our team; nobody else
does” (negative).

o Support and belpfulness norms—- People on this committee are good listen-
ers and actively seek out the ideas and opinions of others” (positive); “On
this committee it’s dog-eat-dog and save your own skin” (negative).

o mprovement and change norms—-In our department people are always look-
ing for better ways of doing things” (positive); “Around here, people hang on
to the old ways even after they have outlived their usefulness” (negative).

How to Influence Team Norms There are several things managers and team
leaders can do to help their teams develop and operate with positive norms,
ones that foster high performance as well as membership satisfaction. The first
thing is to always act as a positive role model. In other words, the team leader
should be the exemplar of the norm; always demonstrating it in his or her every-
day behavior as part of the team. It is helpful to hold meetings where time is set
aside for members to discuss team goals and also discuss team norms that can
best contribute to their achievement. Norms are too important to be left to
chance; the more directly they are discussed and confronted in the early stages
of team development the better.
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Cohesiveness is the
degree to which members
are attracted to a group
and motivated to remain a
part of it.

Rule of conformity the
greater the cohesiveness
the greater the conformity
of members to team
norms.

Team leaders should always try to select members who can and will live up
to the desired norms; they should provide training and support so that members
are able to live up to them; and they should reward and positively reinforce
desired behaviors. This is a full-cycle approach to team norm development—
select the right people, give them training and support, and then make sure that
rewards and positive reinforcements are contingent on doing the right things
while on the team. Finally, team leaders should hold regular meetings to discuss
team performance and plan how to improve it in the future.

Team Cohesiveness

The cohesiveness of a group or team is the degree to which members are
attracted to and motivated to remain part of it."> We might think of it as the “feel
good” factor that causes people to value their membership on a team, positively
identify with it, and strive to maintain positive relationships with other members.
Because cohesive teams are such a source of personal satisfaction, their mem-
bers tend to display fairly predictable behaviors that differentiate them from
members of less cohesive teams—they are more energetic when working on
team activities, less likely to be absent, less likely to quit the team, and more
likely to be happy about performance success and sad about failures. Cohesive
teams are able to satisty a broad range of individual needs, often providing a
source of loyalty, security, and esteem for their members.

Team Cohesiveness and Conformity to Norms Even though cohesive groups
are good for their members, they may or may not be good for the organization.
The issue is performance: will the cohesive team also be a high-performance team?
The answer to this question depends on the match of cohesiveness with perform-
ance norms. And the guiding rule of conformity in team dynamics is: The
greater the cohesiveness of a team, the greater the conformity of members to
team norms. You can remember it this way:

+ +
Team Cohesiveness == Conformity to Norms

Figure 8.3 shows the performance implications of this rule of conformity.
When the performance norms are positive in a highly cohesive work group or
team, the resulting conformity to the norm should have a positive effect on both
team performance and member satisfaction. This is a best-case situation for team
members, the team leader, and the organization. When the performance norms are
negative in a highly cohesive group, however, the same power of conformity cre-
ates a worst-case situation for the team leader and the organization. Although the
high cohesiveness leaves the team members feeling loyal and satisfied, they are
also highly motivated to conform to the negative performance norm. In this situa-
tion the team is good for the members but performs poorly. In between these two
extremes are two mixed-case situations for teams low in cohesion. Because there
is little conformity to either the positive or negative norm, member behaviors will
vary and team performance will most likely fall on the moderate or low side.
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Low High
High performance performance
“Worst” situation “Best” situation
Team Cohesiveness
Low Moderate to low Moderate
performance performance
Figure 8.3 How
B - — cohesiveness and
Negative Positive conformity to norms
Team Performance Norms influence team

performance.

How to Influence Team Cohesiveness What can a manager or team leader
do to tackle the worst-case and mixed-case scenarios just described? The
answer rests with some basic understandings about the factors influencing
team cohesiveness. Cohesiveness tends to be high when teams are more
homogeneous in make-up, that is, when members are similar in age, attitudes,
needs, and backgrounds. Cohesiveness also tends to be high in teams of small
size, where members respect one another’s competencies, agree on common
goals, and work together rather than alone on team tasks. And cohesiveness
tends to increase when groups are physically isolated from others and when
they experience performance success or crisis.

Figure 8.4 shows how team cohesiveness can be increased or decreased by
making changes in such things as goals, membership composition, interactions,

TARGETS
How to Decrease Cohesion . How to Increase Cohesion
Create disagreement Goals Get agreement
Increase heterogeneity Membership Increase homogeneity
Restrict within team Interactions Enhance within team
Make team bigger Size Make team smaller
Focus within team Competition Focus on other teams
Reward individual results Rewards Reward team results
Open up to other teams Location Isolate from other teams
Disband the team Duration Keep team together

Figure 8.4 Ways to
increase and decrease
team cohesiveness.
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_ Leaders on Leadership

GRAMEEN BANK THRIVES ON POWER OF TEAMS

A world without poverty is a
dream that Muhammad Yunus,
Nobel Prize winner and noted
social entrepreneur from
Bangladesh, has long been pur-
suing. He’s CEO of Grameen
Bank, an innovator in micro-
finance that provides loans to
poor people with no collateral.
A large part of the global pop-
ulation, at least a billion peo-
ple, lives chronically hungry
and in poverty on less than
one dollar per day. And two-

thirds of the world’s population
has no access to banks.

Yunus says: “The way the
banking institutions have been
designed and built is based
on certain criteria which poor
people don’t fulfill.” He
developed the Grameen Bank
to help poor people start small
businesses and try to work their
way out of poverty.
Recognizing that many poor
people couldn’t get regular
bank loans because they didn'’t
have sufficient collateral, Yunus

97 percent, are women. Yunus
says: “. . . we saw real benefits
of money going straight to
women—children benefited
directly and women had
long-term vision for escaping
poverty.”

At the Grameen Bank, tra-
ditional collateral is replaced
by the power of teams and
teamwork. Each loan recipient
becomes part of a local team
of similar borrowers who
agree to support and encour-
age one another. Loans are

Inter-team dynamics
are relationships between
groups cooperating and
competing with one
another.

came up with the “micro
credit” idea to lend
small amounts of money
at very low interest rates
with the goal of promot-
ing self-sufficiency
through operating small
enterprises.

By design the vast
majority of loan recipients,

paid off in weekly installments,
and a borrower only gets an-
other loan when the first is
paid off successfully. The team
tries to make sure that every-
one does just that. And, the
system works. Grameen Bank
has loaned over $7.5 billion to
date, and the repayment rate is
98 percent.

size, rewards, competition, location, and duration. When the team norms are pos-
itive but cohesiveness is lacking, the goal is to take actions to increase cohesion
and gain more conformity to the positive norms. But when team norms are neg-
ative and cohesiveness is high, just the opposite may have to be done. The goal
in this situation is to reduce cohesiveness and thus reduce conformity to the neg-
ative norms. Finally, it should be remembered that team norms can be positively
influenced to harness the power of conformity in teams that are already cohesive
or in those where cohesion is being rebuilt or strengthened.

Inter-Team Dynamics

In the prior discussion it was pointed out that the presence of competition with
other teams tends to create more cohesiveness within a team. This raises the
issue of what happens between, not just within, teams. The term inter-team
dynamics refers to the dynamics that take place between two or more teams in
these and other similar situations. Organizations ideally operate as cooperative
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RESEARCH INSIGHT

Demographic Faultlines Pose Implications for Managing Teams in Organizations

According to researchers
Dora Lau and Keith
Murnighan, strong “fault-
lines” occur in groups when
demographic diversity results
in the formation of two or
more subgroups whose
members are similar to and
strongly identify with one
another. Examples include
teams with subgroups form-
ing around age, gender, race,
ethnic, occupational, or
tenure differences. When
strong faultlines are present,
members are expected to identify more strongly
with their subgroups than with the team as a
whole. Lau and Murnighan predict that this will
affect what happens with the team in terms of
conflict, politics, and performance.

Using subjects from 10 organizational be-
havior classes at a university, the researchers
randomly assigned students to case-work
groups based on sex and ethnicity. After work-
ing on their cases, group members completed
questionnaires about group processes and out-
comes. Results showed, as predicted, that
members in strong faultline groups evaluated
those in their subgroups more favorably than
did members of weak faultline groups. Members
of weak faultline groups also experienced less
conflict, more psychological safety, and more

Strong faultline group

members identify more
with subgroups than team

e more conflict
e less sense of safety
e less team satisfaction

Weak faultline group

members identify more
with team than subgroups

e less conflict
e more sense of safety
® more team satisfaction

satisfaction than did those in strong faultline
groups. More communication across faultlines
had a positive effect on outcomes for weak fault-
line groups but not for strong faultline groups.

Check the Research

See if you can verify these findings. Be a
“participant observer” in your work teams.
Focus on faultlines and their effects. Keep
a diary, make notes, and compare your
experiences with this study in mind.

Source: Dora C. Lau and J. Keith Murnighan, “Interactions
within Groups and Subgroups: The Effects of Demographic
Faultlines,” Academy of Management Journal, Vol. 48 (2005),
pp. 645-659; and “Demographic Diversity and Faultlines:
The Compositional Dynamics of Organizational Groups,”
Academy of Management Review 23 (1998), pp. 325-340.

systems in which the various components support one another. In the real world,
however, competition and inter-team problems often develop within an organi-
zation and with mixed consequences.

On the negative side, such as when manufacturing and sales units don’t get
along, between-team dynamics may drain and divert energies because members
spend too much time focusing on their animosities or conflicts with another team
than on the performance of their own.'® On the positive side, competition among
teams can stimulate them to become more cohesive, work harder, become more
focused on key tasks, develop more internal loyalty and satisfaction, or achieve
a higher level of creativity in problem solving. This effect is demonstrated at
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In decentralized
communication networks
members communicate
directly with one another.

virtually any intercollegiate athletic event, and it is common in work settings as well.
Sony, for example, once rallied its workers around the slogan: “Beat Matsushita
whatsoever.”!’

A variety of steps can be taken to avoid negative and achieve positive ef-
fects from inter-team dynamics. Teams engaged in destructive competition,
for example, can be refocused on a common enemy or a common goal.
Direct negotiations can be held among the teams. Members can also be en-
gaged in intergroup team-building that brings about positive interactions and
through which the members of different teams learn how to work more co-
operatively together. Reward systems can also be refocused to emphasize
team contributions to overall organizational performance and on how much
teams help out one another.

Improving Team Communications

In Chapter 11 on communication and collaboration we provide extensive cover-
age of basic issues in interpersonal and organizational communication. The focus
there is on such things as communication effectiveness, techniques for overcom-
ing barriers and improving communication, information flows within organiza-
tions, and the use of collaborative communication technologies. And in teams, it
is important to make sure that every member is strong and capable in basic com-
munication and collaboration skills as discussed in Chapter 11. When the focus is
on communication as a team process, the team-building questions are: What com-
munication networks are being used by the team and why? How does space af-
fect communication among team members? Is the team making good use of the
available communication technologies?

Communication Networks

Three patterns typically emerge when team members interact with one another
while working on team tasks—the interacting team, the co-acting team, and the
counteracting team. Each is associated with a different communication network
as shown in Figure 8.5.18

In order for a team to be effective and high-performing, the interaction
pattern and communication network should fit well with the task at hand,
ideally with the patterns and networks shifting as task demands develop and
change over time. In fact, one of the most common mistakes discovered dur-
ing team-building is that teams are not using the right interaction patterns and
communication networks as they try to accomplish various tasks. An example
might be a student project team whose members believe every member must
always be present when any work gets done on the project; in other words,
no one works on their own and everything is done together.

When task demands require intense interaction, this is best done with a
decentralized communication network. Also called the star network or all-
channel network, the basic characteristic is that everyone communicates as
needed with everyone else; information flows back and forth constantly, with no
one person serving as the center point.!? This creates an interacting team in
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PATTERN DIAGRAM CHARACTERISTICS
Decentralized High interdependency
communication around a common
network / \ task

Interacting Best at complex

team tasks

Centralized Independent individual
communication efforts on behalf of
network \ / common task
Co-acting Best at simple

team / \ tasks

Restricted Subgroups in
communication disagreement with
network one another
Counteracting Slow task

team accomplishment

which all members communicate directly and share information with one
another. Figure 8.5 indicates that decentralized communication networks work
best when team tasks are complex and nonroutine, perhaps ones that involve
uncertainty and require creativity. With success, member satisfaction on interact-
ing teams is usually high.

When task demands allow for more independent work by team members, a
centralized communication network is the best option. Also called the wheel
network or chain network, its basic characteristic is the existence of a central
“hub” through which one member, often the team leader, collects and distributes
information among the other members. Members of such coaching teams work
on assigned tasks independently while the hub keeps everyone linked together
through some form of central coordination. Teams operating in this fashion
divide up the work among members, who then work independently to complete
their assigned tasks; results are passed to the hub member and pooled to create
the finished product. The centralized network works best when team tasks are rou-
tine and easily subdivided. It is usually the hub member who experiences the most
satisfaction on successful coaching teams.

Counteracting teams form when subgroups emerge within a team due to
issue-specific disagreements, such as a temporary debate over the best means to
achieve a goal, or emotional disagreements, such as personality clashes. In both
cases a restricted communication network forms in which the subgroups
contest each other’s positions and restrict interactions with one another. The
poor communication characteristic of such situations often creates problems,
although there are times when counteracting teams might be set up to provide

Figure 8.5 Communication
networks and interaction
patterns found in teams.

Centralized
communication networks
link group members
through a central control
point.

Restricted
communication networks
link subgroups that disagree
with one another’s
positions.
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Space Counts

Organizations are making use of
architects to create space designs
and office layouts that facilitate
rather then hinder teamwork.

Proxemics involves the
use of space as people
interact.

Virtual

communication
networks link team
members through
electronic communication.

conflict and critical evaluation to help test out specific decisions or cho-
sen courses of action.

Proxemics and Use of Space

An important but sometimes neglected part of communication in teams in-

volves proxemics, or the use of space as people interact.*® We know, for

example, that office or workspace architecture is an important influence on

communication behavior. It only makes sense that communication in teams

might be improved by either arranging physical space to best support it,
like moving chairs and tables into proximity with one another, or by choosing to
meet in physical spaces that are conducive to communication, such as meeting in
a small conference room in the library or classroom building rather than a busy
coffee shop.

Architects and consultants specializing in office design help executives build
spaces conducive to the intense communication and teamwork needed today.
When Sun Microsystems built its San Jose, California, facility, public spaces were
designed to encourage communication among persons from different depart-
ments. Many meeting areas had no walls, and most walls were glass.?! At Google
headquarters, often called Googleplex, specially designed office “tents” are made
of acrylics to allow both the sense of private personal space and transparency.?
And at b&a advertising in Dublin, Ohio, an emphasis on open space supports the
small ad agency’s emphasis on creativity; after all, its Web address is www.
babrain.com. Face-to-face communication is the rule at b&a to the point where
internal e-mail among employees is banned. There are no offices or cubicles, and
all office equipment is portable. Desks have wheels so that informal meetings can
happen by people repositioning themselves for spontaneous collaboration. Even
the formal meetings are held standing up in the company kitchen.??

Communication Technologies

It hardly seems necessary in the age of Facebook, Twitter, and YouTube to men-
tion that teams now have access to many useful technologies that can facilitate
communication and break down the need to be face-to-face all or most of the
time. We live and work in an age of instant messaging, individual-individual and
group chats, e-mail and voice-mail, tweets and texting, wikis, online discussions,
videoconferencing, and more. We are networked socially 24-7 to the extent we
want, and there’s no reason the members of a team can’t utilize the same tech-
nologies to good advantage.

In effect we can think of technology as allowing and empowering teams
to use virtual communication networks in which team members can always
be in electronic communication with one another as well as with a central data-
base. In effect the team works in both physical space and in virtual space, with
the results achieved in each contributing to overall team performance.
Technology, such as an online discussion forum, acts as the “hub member” in
the centralized communication network; simultaneously, through chats and
tweets and more, it acts as an ever-present “electronic router” that links mem-
bers of decentralized networks on an as-needed and always-ready basis.
General Electric, for example, started a “Tweet Squad” to advise employees
how social networking could be used to improve internal collaboration; the


http://www.babrain.com
http://www.babrain.com

insurer MetLife has its own social network, connect.MetLife, which facilitates col-
laboration through a Facebook-like setting.*

Of course, and as mentioned in the last chapter, there are certain steps that
need to be taken to make sure that virtual teams and communication technolo-
gies are as successful as possible—things like doing online team-building so that
members get to know one another, learn about and identify team goals, and
otherwise develop a sense of cohesiveness.”” And we shouldn’t forget the
protocols and just everyday “manners” of using technology as part of teamwork.
For example, Richard Anderson, CEO of Delta Airlines, says: “I don’t think it’s
appropriate to use Blackberrys in meetings. You might as well have a newspa-
per and open the newspaper up in the middle of the meeting.”?® Might we say
the same for the classroom?

Improving Team Decisions

One of the most important activities for any team is decision making, the
process of choosing among alternative courses of action. The topic is so impor-
tant that the entire next chapter is devoted to it. There is no doubt that the
quality and timeliness of decisions made and the processes through which they
are arrived at can have an important impact on team effectiveness. One of the
issues addressed in team-building is how a team goes about making decisions
and whether or not these choices are good or bad for team performance.

Ways Teams Make Decisions

Consider the many teams of which you have been and are a part. Just how do major
decisions get made? Most often there’s a lot more going on than meets the eye.
Edgar Schein, a noted scholar and consultant, has worked extensively with teams
to identify, analyze, and improve their decision processes.”” He observes that teams
may make decisions through any of the six methods shown in Figure 8.6—lack of
response, authority rule, minority rule, majority rule, consensus, or unanimity.

Decision by
lack of response

Decision by
authority rule
Team
decisions
Decision by Decision by
majority rule consensus
Decision by
unanimity
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Decision making is the
process of choosing among
alternative courses of action.

Figure 8.6 Alternative ways
that teams make decisions.
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Consensus is a group
decision that has the
expressed support of most
members.

Schein doesn’t rule out any method, but he does point out the disadvantages that
teams suffer when decisions are made without high levels of member involvement.

Lack of Response In decision by lack of response, one idea after another is
suggested without any discussion taking place. When the team finally accepts an
idea, all others have been bypassed and discarded by simple lack of response
rather than by critical evaluation. This may be most common early in a team’s
development when new members are struggling to find their identities and
confidence in team deliberations; it’s also common in teams with low-performance
norms and when members just don’t care enough to get involved in what is tak-
ing place. But whenever lack of response drives decisions, it's relatively easy for
a team to move off in the wrong, or at least not the best, direction.

Authority Rule In decision by authority rule, the chairperson, manager, or
leader makes a decision for the team. This can be done with or without discus-
sion and contributions by other members and is very time efficient. Whether the
decision is a good one or a bad one depends on whether the authority figure
has the necessary information and on how well other group members accept this
approach. When the authority is also an expert, this decision approach can work
well, assuming other members are willing to commit to the direction being set.
But when an authority decision is made without expertise or member commit-
ment, problems are likely.

Minority Rule 1In decision by minority rule, two or three people are able to
dominate, or “railroad,” the group into making a decision with which they agree.
This is often done by providing a suggestion and then forcing quick agreement
by challenging the group with such statements as: “Does anyone object? . . . No?
Well, let’s go ahead then.” While such forcing and bullying may get the team
moving in a certain direction, the likelihood is that member commitment to
making the decision successful will be low; “kickback” and “resistance,” espe-
cially when things get difficult, aren’t unusual in these situations.

Majority Rule One of the most common ways that groups make decisions is
decision by majority rule. This usually takes place as a formal vote with members
being polled publicly or confidentially to find the majority viewpoint. This method
parallels the democratic political system and is often used without awareness of its
potential problems. It’s also common when team members get into disagreements
that seem irreconcilable; voting is seen to be an easy way out of the situation. But
the very process of voting creates coalitions, especially when the voting is close. That
is, some team members will turn out to be “winners” and others will be “losers” after
votes are tallied. Those in the minority—the “losers”—may feel left out or discarded
without having had a fair say. As a result, they may be less enthusiastic about imple-
menting the decision of the “winners.” And their lingering resentments may impair
team effectiveness in the future as they become more concerned about winning
the next vote than doing what is best for the team as a whole.

Consensus Another decision alternative is consensus. Formally defined,
decision by consensus occurs when discussion leads to one alternative being
favored by most team members and the other members agreeing to support it.
When a consensus is reached, even those who may have opposed the chosen
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MASTERING MANAGEMENT

SEVEN STEPS FOR ACHIEVING CONSENSUS

It's easy to say that consensus is good; it's a lot harder to strive for consensus as part of a
group; it can be even harder to try to manage a group so that consensus is possible when
tough decisions are needed. Here are some tips for personal behavior in consensus-seeking
teams. These ideas will be of equal value to you as a leader with team members whom you
hope to move toward consensus decisions.

1. Don't argue blindly; consider others’ reactions to your points.

2. Be open and flexible, but don't change your mind just to reach quick agreement.

3. Avoid voting, coin tossing, and bargaining to avoid or reduce conflict.

4. Act in ways that encourage everyone’s involvement in the decision process.

5. Allow disagreements to surface so that information and opinions can be
deliberated.

6. Don't focus on winning versus losing; seek alternatives acceptable to all.

7. Discuss assumptions, listen carefully, and encourage participation by everyone.

course of action know that they have been listened to and have had a fair chance
to influence the outcome. Consensus does not require unanimity. What it does
require, as pointed out in Mastering Management, is the opportunity for any
dissenting members to feel that they have been able to speak and that their
voices have been heard.? Because of the extensive process involved in reaching
a consensus decision, it may be inefficient from a time perspective, but it is very
powerful in terms of generating commitments among members to making the
final decision work best for the team.

Unanimity A decision by unanimity may be the ideal state of affairs. Here, all
team members agree totally on the course of action to be taken. This is a “logically
perfect” decision situation that is extremely difficult to attain in actual practice. One
reason that teams sometimes turn to authority decisions, majority voting, or even
minority decisions, in fact, is the difficulty of managing the team process to achieve
decisions by consensus or unanimity.

Assets and Liabilities of Team Decisions

Just as with communication networks, the best teams don’t limit themselves to any
one of the decision methods just described. More likely, they move back and forth
among them but somehow tend to use each in circumstances that are most
appropriate. In our cases for example, we never complain when a department
head makes an authority decision to have a welcome reception for new majors at
the start of the academic year or to call for a faculty vote on a proposed new travel
policy—things we are content to “leave to the boss” so to speak. Yet, we are quick
to disapprove when a department head makes an authority decision to hire a new
faculty member—something we believe should be made by consensus.

The key for our department head and any team leader is to use and support de-
cision methods that best fit the problems and situations at hand. Achieving the goal
of making timely and quality decisions to which the members are highly committed,
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Groupthink

There are times when otherwise
well-intended team members
place loyalty to the team above
being critical when bad decisions
are about to be made.

Groupthink is the
tendency of cohesive
group members to lose
their critical evaluative
capabilities.

however, always requires a good understanding of the potential assets and
liabilities of decision making.?” On the positive side, the more team-oriented
decision methods, such as consensus and unanimity, offer the advantages
of bringing more information, knowledge, and expertise to bear on a prob-
lem. The discussion tends to create broader understanding of the final de-
cision; this, in turn, increases acceptance and strengthens the commitments
of members to follow through and support the decision. But on the nega-
tive side, the “team” aspect of such decisions can be imperfect. Social pres-
sures to conform might make some members unwilling to go against or
criticize what appears to be the will of the majority. In the guise of a team
decision, furthermore, a team leader or a few members might “railroad” or “force”
other members to accept their preferred decision. And there is a time cost to the
more deliberative team decision methods. Simply put, it usually takes a team longer
to make a decision than it does an individual.

Groupthink Symptoms and Remedies

An important potential problem that arises when teams try to make decisions is
groupthink—the tendency of members in highly cohesive groups to lose their crit-
ical evaluative capabilities.® As identified by social psychologist Irving Janis, group-
think is a property of highly cohesive teams, and it occurs because team members
seek conformity and become unwilling to criticize each other’s ideas and sugges-
tions. Desires to hold the team together, feel good, and avoid unpleasant disagree-
ments bring about an overemphasis on agreement and an underemphasis on
critical discussion. According to Janis, the result often is a poor decision.

By way of historical examples Janis suggests that groupthink played a role in the
lack of preparedness by U.S. forces at Pearl Harbor before the United States” entry
into World War II. It has also been linked to flawed U.S. decision making during the
Vietnam War, to events leading up to the space shuttle disasters, and, most recently,
to failures of American intelligence agencies regarding the status of weapons of mass
destruction in Iraq. Against this context, the following symptoms of teams displaying
groupthink should be well within the sights of any team leader and member.?!

o [llusions of invulnerability—Members assume that the team is too good for
criticism or beyond attack.

e Rationalizing unpleasant and disconfirming data—Members refuse to
accept contradictory data or to thoroughly consider alternatives.

e Belief in inherent group morality—Members act as though the group is
inherently right and above reproach.

e Stereotyping competitors as weak, evil, and stupid—Members refuse to look
realistically at other groups.

o Applying direct pressure to deviants to conform to group wishes— Members
refuse to tolerate anyone who suggests the team may be wrong.

e Self-censorship by members—Members refuse to communicate personal
concerns to the whole team.

o [llusions of unanimity—Members accept consensus prematurely, without
testing its completeness.

e Mind guarding—Members protect the team from hearing disturbing ideas or
outside viewpoints.
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There is no doubt that groupthink is a serious
threat to the quality of decision making in teams at all OB SAVVY 8.2
levels and in all types of organizations. Team leaders What Team Leaders Can Do
and members alike should be alert to its symptoms to Avoid Groupthink
and be quick to take any necessary action to prevent
its occurrence.’ For example, President Kennedy
chose to absent himself from certain strategy discus-
sions by his cabinet during the Cuban Missile Crisis.
This reportedly facilitated critical discussion and
avoided tendencies for members to try to figure out
what the president wanted and then give it to him. As
a result the decision-making process was open and

» Assign the role of critical evaluator to each team member.
* Have the leader avoid seeming partial to one course of action.
* Create subgroups that each work on the same problem.

» Have team members discuss issues with outsiders and report
back.

* Invite outside experts to observe and react to team processes.
* Assign someone to be a “devil’s advocate” at each team

. .. meeting.
expansive, and the crisis was successfully resolved. « —— .
. . * Hold “second-chance” meetings after consensus is apparently
Richard Anderson, Delta’s CEO, follows a similar achieved

strategy to try to avoid groupthink in his executive

team. Although he attends the meetings, he takes care

to avoid groupthink. “I tend to be a stoic going into the meeting,” he says. “I want
the debate. T want to hear everybody’s perspective, so you try to ask more ques-
tions than make statements.”” OB Savvy 8.2 identifies a number of steps that
teams and their leaders can take to avoid groupthink or at least minimize its
occurrence.

Team Decision Techniques

In order to take full advantage of the team as a decision-making resource, care
should be exercised to avoid groupthink and otherwise manage problems in
team dynamics.3* Team process losses often occur, for example, when meetings
are poorly structured or poorly led as members try to work together. When tasks
are complex, information is uncertain, creativity is needed, time is short, “strong”
voices are dominant, and debates turn emotional and personal, decisions can
easily get bogged down or go awry. Fortunately, there are some team decision
techniques that can be helpful in such situations.?

Brainstorming In brainstorming, team members actively generate as many brainstorming involves
ideas and alternatives as possible, and they do so relatively quickly and without generating ideas through
inhibitions. IBM, for example, uses online brainstorming as part of a program “freewheeling” and without
called Innovation Jam. It links IBM employees, customers, and consultants in an  criticism.
“open source” approach. Says CEO Samuel J. Palmisano: “A technology company
takes its most valued secrets, opens them up to the world and says, O.K., world,
you tell us what to do with them.”
You are probably familiar with the rules that typically govern the brainstorm-
ing process. First, all criticism is ruled out. No one is allowed to judge or evalu-
ate any ideas until the idea generation process has been completed. Second,
“freewheeling” is welcomed. The emphasis is on creativity and imagination; the
wilder or more radical the ideas, the better. Third, quantity is wanted. The em-
phasis is also on the number of ideas; the greater the number, the more likely a
superior idea will appear. Fourth, “piggy-backing” is good. Everyone is encour-
aged to suggest how others’ ideas can be turned into new ideas or how two or
more ideas can be joined into still another new idea.
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ideas.

The Delphi technique
involves generating
decision-making
alternatives through a
series of survey
questionnaires.

The OB Skills
Workbook
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Nominal Group Technique In any team there will be times when the opin-
ions of members differ so much that antagonistic arguments will develop during
discussions. At other times the team is so large that open discussion and brain-
storming are awkward to manage. In such cases a structured approach called the
nominal group technique may be helpful, and it can be done face-to-face or
in a computer-mediated meeting.?’

The technique begins by asking team members to respond individually and
in writing to a nominal question, such as: “What should be done to improve the
effectiveness of this work team?” Everyone is encouraged to list as many alterna-
tives or ideas as they can. Next, participants in round-robin fashion are asked
to read aloud their responses to the nominal question. A recorder writes each
response on large newsprint or in a computer database as it is offered. No
criticism is allowed. The recorder asks in round-robin fashion for any questions
that may clarify specific items on the list, but no evaluation is allowed; the goal
is simply to make sure that everyone present fully understands each response. A
structured voting procedure is then used to prioritize responses to the nominal
question and arrive at the choice or choices with the most support. This nomi-
nal group procedure allows ideas to be evaluated without risking the inhibitions,
hostilities, and distortions that may occur in an open and unstructured team
meeting.

Delphi Technique The Rand Corporation developed a third group-decision
approach, the Delphi Technique, for situations when group members are
unable to meet face-to-face. In this procedure, questionnaires are distributed on-
line or in hard copy to a panel of decision makers, who submit initial responses
to a decision coordinator. The coordinator summarizes the solutions and sends
the summary back to the panel members, along with a follow-up questionnaire.
Panel members again send in their responses, and the process is repeated until
a consensus is reached and a clear decision emerges.

These learning activities from The OB Skills Workbook are suggested for Chapter 8.

Self-Assessment
Portfolio

Case for Critical Team and Experiential

Exercises

Thinking

* NASCAR'’s Racing . Team Effectiveness

Teams

Scavenger Hunt Team- .
Building *  Empowering Others
*  Work Team Dynamics

* Identifying Team Norms

*  Work Team Culture

¢ The Hot Seat
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studyguide

Summary

How can we create high-performance teams? a”gSﬂﬂ”S

Team-building is a collaborative approach to improving group process and performance.

High-performance teams have core values, clear performance objectives, the right a” d A” S W Hr S
mix of skills, and creativity.

Team-building is a data-based approach to analyzing group performance and taking
steps to improve performance in the future.

Team-building is participative and engages all group members in collaborative
problem solving and action.

How can team processes be improved?

Individual entry problems are common when new teams are formed and when new
members join existing teams.

Task leadership involves initiating, summarizing, and making direct contributions to
the group’s task agenda; maintenance leadership involves gate-keeping, encourag-
ing, and supporting the social fabric of the group over time.

Distributed leadership occurs when team members step in to provide helpful task
and maintenance activities and discourage disruptive activities.

Role difficulties occur when expectations for group members are unclear, over-
whelming, underwhelming, or conflicting.

Norms are the standards or rules of conduct that influence the behavior of team
members; cohesiveness is the attractiveness of the team to its members.

Members of highly cohesive groups value their membership and are very loyal to
the group; they also tend to conform to group norms.

The best situation is a team with positive performance norms and high cohesiveness.

Intergroup dynamics are the forces that operate between two or more groups.

How can team communications be improved?

Effective teams use alternative communication networks and decision-making methods
to best complete tasks.

Interacting groups with decentralized networks tend to perform well on complex
tasks; co-acting groups with centralized networks may do well at simple tasks.

Restricted communication networks are common in counteracting groups with
subgroup disagreements.

Wise choices on proxemics, or the use of space, can help teams improve communi-
cation among members.

Information technology ranging from e-mail to instant messaging, tweets, and
discussion groups can improve communication in teams, but it must be well used.
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Key Terms

Self-Test 8

How can team decisions be improved?

Brainstorming (p. 199)
Centralized communication

Teams can make decisions by lack of response, authority rule, minority rule, majority
rule, consensus, and unanimity.

Although team decisions often make more information available for problem solving
and generate more understanding and commitment, the potential liabilities of group
decision making include social pressures to conform and greater time requirements.

Groupthink is a tendency of members of highly cohesive teams to lose their critical
evaluative capabilities and make poor decisions.

Techniques for improving creativity in teams include brainstorming and the nominal
group technique.

Groupthink (p. 198)
Inter-team dynamics

Role contflict (p. 185)
Role negotiation (p. 186)

network (p. 193) (p. 190) Role overload (p. 185)
Cohesiveness (p. 188) Maintenance activities Role underload (p. 185)
Consensus (p. 196) (p. 184) Rule of conformity
Decentralized communica- Nominal group technique (p. 188)

tion network (p. 192) (p. 200) Task activities (p. 184)

Decision making (p. 195)
Delphi technique (p. 200)
Disruptive behavior

(p. 185
Distributed leadership

(p. 184)

Multiple Choice

Norms (p. 186)

Proxemics (p. 194)

Restricted communication
network (p. 193)

Role (p. 185)

Role ambiguity (p. 185)

1. One of the essential criteria of a true team is

Team-building (p. 181)
Virtual communication
networks (p. 194)

. (a) large size

(b) homogeneous membership (¢) isolation from outsiders (d) collective

accountability

2. The team-building process can best be described as participative, data-based, and

. (a) action-oriented (b) leader-centered (¢) ineffective (d) short-term

3. A person facing an ethical dilemma involving differences between personal values
and the expectations of the team is experiencing

role (b) intrasender role (¢) intersender role (d) interrole

conflict. (a) person-

4. The statement “On our team, people always try to do their best” is an example of

a(n)

nizational pride (d) organizational improvement

5. Highly cohesive teams tend to be

norm. (a) support and helpfulness (b) high-achievement (¢) orga-

. (@) bad for organizations (b) good

for members (¢) good for social loafing (d) bad for norm conformity



10.

11.

12.

13.

14.

15.

. To increase team cohesiveness, one would . (@) make the group bigger

(b) increase membership diversity (c) isolate the group from others (d) relax
performance pressures

. A team member who does a good job at summarizing discussion, offering new

ideas, and clarifying points made by others is providing leadership by contributing
activities to the group process. (a) required (b) disruptive (¢) task
(d) maintenance

. When someone is being aggressive, makes inappropriate jokes, or talks about irrele-

vant matters in a group meeting, these are all examples of . (@) dys-
functional behaviors (b) maintenance activities (¢) task activities (d) role dynamics

. If you heard from an employee of a local bank that “it’s a tradition here for us to

stand up and defend the bank when someone criticizes it,” you could assume

that the bank employees had strong norms. (a) support and helpful-
ness (b) organizational and personal pride (¢) ethical and social responsibility

(d) improvement and change

What can be predicted when you know that a work team is highly cohesive?

(a) high-performance results (b) high member satisfaction (¢) positive performance
norms (d) status congruity

When two groups are in competition with one another, may be
expected within each group. (a) more in-group loyalty (b) less reliance on the
leader (¢) poor task focus (d) more conflict

A co-acting group is most likely to use a(n) communication network.
(a) interacting (b) decentralized (c¢) centralized (d) restricted

A complex problem is best dealt with by a team using a(n) communi-
cation network. (a) all-channel (b) wheel (¢) chain (d) linear

The tendency of teams to lose their critical evaluative capabilities during decision
making is a phenomenon called . (@) groupthink (b) the slippage effect
(¢) decision congruence (d) group consensus

When a team decision requires a high degree of commitment for its implementation,

a(n) decision is generally preferred. (a) authority (b) majority-vote
(©) consensus (d) railroading

Short Response

16.
17.
18.
19.

Describe the steps in a typical team-building process.
How can a team leader build positive group norms?
How do cohesiveness and conformity to norms influence group performance?

How can inter-team competition be bad and good for organizations?

Applications Essay

20.

Alejandro Puron recently encountered a dilemma in working with his employer’s
diversity task force. One of the team members claimed that a task force must always
be unanimous in its recommendations. “Otherwise,” she said, “we will not have a
true consensus.” Alejandro, the current task force leader, disagrees. He believes that
unanimity is desirable but not always necessary to achieve consensus. You are a
management consultant specializing in using groups in organizations. Alejandro calls
you for advice. What would you tell him and why?

Self-Test 8 203
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Not a day goes by that we are not involved in
decisions, many of them consequential for our lives
and the welfare of others. Here's what to look for in
Chapter 9. Don't forget to check your learning with
the Summary Questions & Answers and Self-Test
in the end-of-chapter Study Guide.

WHAT IS INVOLVED IN THE DECISION-MAKING
PROCESS?

Steps in Decision Making

Ethical Reasoning and Decision Making

Types of Decisions

Decision Environments

Risk Management in Decision Making

WHAT ARE THE ALTERNATIVE DECISION-MAKING
MODELS?

Classical Decision Model
Behavioral Decision Model
Garbage Can Decision Model
Intuitive Decision Model

WHAT ARE KEY DECISION-MAKING TRAPS AND ISSUES?
Judgmental Heuristics

Decision Biases

Knowing When to Decide

Knowing Who to Involve

Knowing When to Quit

WHAT CAN BE DONE TO STIMULATE CREATIVITY
IN DECISION MAKING?

Stages of Creative Thinking
Personal Creativity Drivers
Team Creativity Drivers



“The scary thing is you are
always making decisions
without knowing the future.”

mart decisions led Tom Szaky from dorm-room brainstormer to Wal-Mart supplier.
And it's all based on “sustainability,” “green,” and “recycling.” Szaky is what many
call an “eco-capitalist,” someone who brings environmentalism into the world of
business and consumers. If you buy his book Revolution in a Bottle you enter the
world of “upcycling”—the art, if you will, of turning waste that isn't recyclable into
reusable packaging. And yes, it did begin in a dorm room with one of those among-
friends conversations you have surely been a part of.

While a freshman at Princeton University, Szaky was concerned
about campus garbage. So he ordered a million red worms with the
goal of learning how to use them to recycle the garbage and reduce
landfill usage. It worked, but scaling was a problem. One thing led to
another, including conversations with classmate Jon Beyer. Before
long the original idea of eco-friendly waste management became a
decision to sell liquid fertilizer made from worm excrement.

It was pure entrepreneurship, but Szaky points out: “The scary
thing is you are always making decisions without knowing the
future.” While making the liquid fertilizer proved pretty easy, being
able to afford the expensive plastic bottles to package it in was a lot
more difficult. That's when the team expanded to three—adding
entrepreneur Robin Tator. More conversations led to the idea of
collecting and reusing bottles sent for recycling.

The idea worked so well that a new firm called TerraCycle
quickly took shape with a mission to “find a meaningful use for
waste materials.” The original liquid fertilizer became TerraCycle
Plant Food. And, the firm also upcycles waste products like cookie
wrappers, drink containers, and discarded juice packs into usable
products from tote bags to backpacks to pencil cases. It's all about
finding value in waste. Szaky says this about decision making and

creativity: “Unlike most companies, which spend years in product development
and testing, TerraCycle moves through these stages very quickly. First we identify
a waste stream, then we figure out what we can make from that material. This is
our strength—creatively solving the “what the hell do we make from it" issue. If a
retailer bites, we are in full production in a matter of weeks.”
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Decision making is the
process of choosing a
course of action to deal
with a problem or
opportunity.

The Decision-Making Process

The story of Tom Szaky and TerraCycle should be motivating; it really is possible
to move from dorm room to the world of entrepreneurship. Michael Dell did it—
from building and selling computers in his University of Texas dorm to leading the
global giant Dell Computer. Frederick Smith did it too—from writing a term paper
with an interesting logistics idea at Yale University to creating Federal Express. So,
you can do it too. The question is whether or not you are ready with not only good
ideas, but also the ability and willingness to make good decisions. In fact, a Graduate
Management Admissions Council survey reports that 25 percent of business school
alumni would like more training in managing the decision-making process.!

In our personal lives, at work, within teams, and in management in general,
a continuing stream of information, data, problems, and opportunities fuel deci-
sion making. It’s a lot to sort through, and not all teams end up with the right re-
sults. In the last chapter we learned that teams make decisions in different ways,
team decisions have assets and liabilities, and techniques such as brainstorming
and the nominal group can help improve team decisions. Now, it’s time to exam-
ine the decision-making process more thoroughly and become better prepared as
leaders and members to assist teams in making high-performance decisions.

Steps in Decision Making

A common definition of decision making is the process of choosing a course
of action for dealing with a problem or opportunity.” The process is usually de-
scribed in five steps for both individuals and teams. Together they are often
called the rational decision model.

Define Make a Take Evaluate
Problem Choice Action Result

1. Recognize and define the problem or opportunity—a stage of information
gathering, and deliberation to specify exactly why a decision is needed and
what it should accomplish. Three mistakes are common in this critical first
step in decision making. First, teams may define the problem too broadly
or too narrowly. Second, teams may focus on problem symptoms instead
of causes. Third, teams may choose the wrong problem to deal with.

2. Identify and analyze alternative courses of action—a stage where possible alter-
native courses of action and their anticipated consequences are evaluated for
costs and benefits. Teams at this stage must be clear on exactly what they
know and what they need to know. They should identify key stakeholders and
consider the effects of each possible course of action on them.

3. Choose a preferred course of action—a stage where a choice is made to pursue
one course of action rather than others. Criteria used in making the choice typi-
cally involve costs and benefits, timeliness of results, impact on stakeholders,
and ethical soundness. Another issue for the team at this stage is who makes
the decision: team leader, team members, or some combination?
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4. Implement the preferred course of action—a stage where actions are taken to
put the preferred course of action into practice. This is a point where teams
may suffer from lack-of-participation error because they haven’t included in
the decision-making process those persons whose support is necessary for its
eventual implementation. Teams that use participation and involvement well
gain not only inputs and insights, they also gain commitments to support
implementation of the decision.

5. Evaluate the results and follow up as necessary—a stage that measures perform-
ance results against initial goals and examines both anticipated and unantici-
pated outcomes. This is where teams exercise control over their actions, being
careful to ensure that the desired results are achieved and undesired side effects
are avoided. It is a stage that many teams often neglect, with negative implica-
tions for their performance effectiveness.

Ethical Reasoning and Decision Making

Decision making means making choices, and these choices, made at each step in
the decision-making process just described, usually have a moral dimension that
might easily be overlooked. Would you agree, for example, that there is a moral
side to decisions such as these? Choosing to allow social loafing by a team mem-
ber rather than confronting it; choosing to pursue a course of action that causes
a teammate some difficulties at home; choosing to compromise on quality in
order to speed up teamwork to meet deadlines; or, choosing not to ask really hard
questions about whether or not a team’s course of action is the correct one?
Figure 9.1 links the steps in the decision-making process with corresponding
issues of ethical reasoning.? As suggested in the figure we are advocating that an

Define Check for underlying moral problems or dilemmas needing
Problem ethical analysis.

Analyze |:> Check implications for stakeholder utilities, common good,
Alternatives justice, caring, and virtuous life.

Make Choice |:> Check that the choice reflects the best ends and uses
( the right means.

Answer “Criteria Questions” and “Spotlight Questions.”

Double
Check

Take Action |:> Check consistency and integrity of actual actions versus

( intended actions.
%%%f Answer “Criteria Questions” and “Spotlight Questions.”

Results

( and means.
%%l;ie Answer “Criteria Questions” and “Spotlight Questions.”

Evaluate |:> Check actual ends and means versus desired ends

Lack-of-participation
error occurs when
important people are
excluded from the decision-
making process.

Figure 9.1 The decision-
making process with
embedded ethical
reasoning model.
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In the rush to make decisions it is
far too common for moral problems
and dilemmas to be downplayed,
handled poorly, and even overlooked.

Ethics is the
philosophical study

of morality.

A moral problem

poses major ethical
consequences for the
decision maker or others.

A moral dilemma
involves a choice between
two or more ethically
uncomfortable alternatives.

Criteria questions
assess a decision in terms
of utility, rights, justice,
and caring.

ethical reasoning approach be followed when decisions are made, and that
this approach be linked with each step in the decision-making process. In
other words, decision making is incomplete without ethical analysis.

Moral Problems and Dilemmas Ethics is the philosophical study of

morality or standards regarding good character and conduct.! When we

apply ethical reasoning to decisions made by individuals and teams in or-

ganizations, the focus is on moral problems and dilemmas that are associ-
ated with the decision-making process. A moral problem is one that poses
major ethical consequences for the decision maker or for others. Importantly, it
is possible to address a personal, management, or business problem and not
properly consider any moral problems that might be associated with it. A pre-
ferred approach is to carefully examine the consequences of each alternative for
all decision stakeholders, and make choices that minimize negative impact and
maximize respect for everyone’s rights.

We hear almost every day, for example, about job layoffs in a bad economy.
For the manager or executive teams involved, layoffs may seem straightforward
and necessary solutions to a business problem—there are insufficient sales to jus-
tify the payroll and some jobs must be cut. But this business situation also involves
a moral problem: persons losing their jobs have families, debts, and perhaps
limited job options; they will be hurt even if the business benefits from lower-
ing its costs. Although addressing the moral problem might not change the
business decision, it might change how the business decision is reached and im-
plemented. This includes addressing whether or not better alternatives to job
eliminations exist and what support is offered to those who do lose jobs.

Sometimes problems create moral dilemmas in which the decision maker
faces two or more ethically uncomfortable alternatives. An example might be de-
ciding on an opportunity to make an outsourcing contract with a supplier in a
country where employment discrimination exists, but also where the country is
poor and new jobs are important for economic development. Such situations in-
volve the uncomfortable position of choosing between alternatives that have
both potential benefits and harm. Although such moral dilemmas are difficult to
resolve, ethical reasoning helps insure the decisions will be made with rigor and
thoughtful consideration. Indeed, a willingness to pause to examine the ethics of
a proposed decision may well result in a better decision, preservation of respect
and reputation for one’s self and the organization, and the prevention of costly
litigation and even jail.

Ethics Double Checks If you look back at Figure 9.1, you will see that “ethics
double checks” are built into the ethical reasoning framework. This is a way of
testing to make sure our decisions at least meet personal moral standards. The
recommended ethics double checks are accomplished by asking and answering
two sets of questions—criteria questions and spotlight questions. Ethicist Gerald
Cavanagh and his associates, identify these four criteria questions for assessing
ethics in decision making.’
1. Utlity—Does the decision satisfy all constituents or stakeholders?

. Rights—Does the decision respect the rights and duties of everyone?

2
3. Justice—Is the decision consistent with the canons of justice?
4. Caring—Is the decision consistent with my responsibilities to care?
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DISCRIMINATION EVIDENT IN EMPLOYERS’ RECRUITMENT DECISIONS

The newspaper headline read: “Racism rife as Irish twice as likely to be given job.”

The report was on a study conducted in Ireland by the Economic and Social Research
Institute, which found high levels of discrimination in recruitment decisions by Irish
employers. Researchers distributed pairs of resumes identical in all respects expect for
the job applicant's name, which looked and sounded Irish, African, Asian, or German.
Results showed:

+ Overall: 78 Irish and 38 minority applicants were called to interview.
* lrish vs. African: 18 Irish and 5 African applicants were called.

* lrish vs. Asian: 19 Irish and 7 Asian applicants were called.

¢ lIrish vs. German: 18 Irish and 3 German applicants were called.

In one case an Irish applicant received a telephone call to discuss her resume, and an African
applicant received an e-mail stating that the job had already been filled. Researchers con-
cluded that the pattern of discrimination in the data was so strong it was only “a one in a million
chance” that the preferences shown Irish applicants were accidental.

Is It Racism? What explains this pattern of decision making among the Irish
recruiters? The newspaper headline suggests racism, but is this going too far?
When does a preference for “local” job candidates over “foreign” ones become
discrimination? Can you design a study that might be done in your community to
check on local recruitment practices?

The spotlight questions basically expose a decision to public scrutiny and Spotlight questions
forces us to consider it in the context of full transparency.® They are especially expose a decision to
powerful when a person comes from a morally scrupulous family background  public scrutiny and full
or social structure and prospects for shame would be very upsetting. transparency.

1. “How would I feel if my family found out about this decision?”

2. “How would I feel if this decision were published in the local newspaper or
posted on the Internet?”

3. “What would the person you know or know of who has the strongest character
and best ethical judgment do in this situation?”

In the earlier example of job layoffs, business executives who have been crit-
icized in the local news for making the cuts might scramble to provide counsel-
ing and job-hunting assistance to the affected employees. But this is after the fact,
and moral conduct does not arise from after-the-fact embarrassment. As Stephen
Fineman suggests: “If people are unable to anticipate shame or guilt before they
act in particular ways, then moral codes are invalid. . . . Decisions may involve
lying, deceit, fraud, evasion of negligence—disapproved of in many cultures. But
ethical monitoring and control go beyond just the pragmatics of harm.”” In other
words, when you are the decision maker, decision making is not just a process
followed for the good of the organization; it involves your values and your
morality. The results should not only solve a problem or capitalize on choices,

209
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Programmed

decisions simply
implement solutions that
have already been
determined by past
experience as appropriate
for the problem at hand.

Nonprogrammed
decisions are created to
deal specifically with a
problem at hand.

A crisis decision
occurs when an
unexpected problem can
lead to disaster if not
resolved quickly and
appropriately.

they should also match your values and help others. It is little wonder, then, that
decision making is one of our biggest challenges. So, why not engage the ethi-
cal reasoning framework and ethics double-checks suggested in Figure 9.1 as a
way of strengthening the process?®

Types of Decisions

Decisions made by teams and individuals are basically attempts to deal with a
specific task, resolve a performance deficiency, or take advantage of a perform-
ance opportunity. They fall into two major types called programmed and nonpro-
grammed decisions.

Programmed decisions are made as standardized responses to recurring
situations and routine problems, things that the team already has experience
dealing with. Basically, they implement alternatives that are known to be appro-
priate for situations that occur somewhat frequently. Examples might include
teams that review compensation or human resource policies for equity and jus-
tice, or those that manage recurring projects.

Teams often face the unexpected problem that demands a unique response,
one for which a standard response from a decision inventory is not available.
These nonprogrammed decisions are specifically crafted or tailored to the sit-
uation at hand. Higher-level management teams generally spend a greater pro-
portion of their decision-making time on nonroutine problems, but teams at all
levels face them as well. An example is a marketing team that has to respond to
the introduction of a new product by a foreign competitor. Although past expe-
rience may help deal with this competitive threat, the immediate decision
requires a creative solution based on the unique characteristics of the present
market situation.

An extreme type of nonprogrammed decision is the crisis decision
where an unexpected problem threatens major harm and disaster if not re-
solved quickly and appropriately.” Acts of terrorism, workplace violence, IT
failures and security breaches, ethical scandals, and environmental catastro-
phes are all examples. And the ability to handle crises could well be the ultimate
decision-making test. Unfortunately, research indicates that we sometimes
react to crises by doing exactly the wrong things. Managers err in crisis situa-
tions when they isolate themselves and try to solve the problem alone or in
a small, closed group. Teams do the same when they withdraw into the iso-
lation of groupthink. In both instances the decision makers cut themselves
off from access to crucial information at the very time that they need it the
most. This not only sets them up for poor decisions, it may create even more
problems.

Especially in our post-9/11 and economic-recession world, many organiza-
tions, perhaps all really strong ones, are developing formal crisis management
programs. They train managers in crisis decision making along lines suggested
in Mastering Management, assign people ahead of time to crisis management
teams, and develop crisis management plans to deal with various contingencies.
Just as fire and police departments, the Red Cross and community groups plan
ahead and train people to best handle civil and natural disasters, and airline
crews train for flight emergencies. So, too, can managers and work teams plan
ahead and train to best deal with organizational crises.'”
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MASTERING MANAGEMENT

SIX RULES FOR CRISIS MANAGEMENT

1. Figure out what is going on—Take the time to understand what's happening and the
conditions under which the crisis must be resolved.

2. Remember that speed matters—Attack the crisis as quickly as possible, trying to catch
it when it is as small as possible.

3. Remember that slow counts, too—Know when to back off and wait for a better oppor-
tunity to make progress with the crisis.

4. Respect the danger of the unfamiliar—Understand the danger of all-new territory
where you and others have never been before.

5. Value the skeptic—Don't look for and get too comfortable with agreement; appreciate
skeptics and let them help you see things differently.

6. Be ready to "fight fire with fire"—When things are going wrong and no one seems to
care, you may have to start a crisis to get their attention.

Decision Environments

Decisions in organizations are typically made under the three conditions or
environments shown in Figure 9.2—certainty, risk, and uncertainty.!! The levels
of risk and uncertainty in the decision environment tends to increase the higher
one moves in man