
Section 1:

Internal and External Attributions

Internal attribution is saying the cause for behavior is something that is internal to the person like their personality, feelings or abilities.

external attribution is said the cause for behavior is something that is external to the person due to situational behaviors or pressure from others.

--> An example of this would be if a customer at a coffee shop was unhappy with their coffee, if the manager believed that someone who made the coffee made it wrong and didn’t know how to make it or was having a bad day and made a mistake, they are making an internal attribution. If they think that the coffee or milk went bad and thats why it tasted wrong, then they are making an external attribution.

Attribution Cues (be careful of self serving bias and fundamental attribution error)

(When attributing an employees behaviour to internal or external causes, we should as these questions)

· Consistency Cues: Does the person engage in the behaviour regularly and consistency?

· Consensus Cues: Do most people engage in the behaviour, or is it unique to this person?

· Distinctiveness Cues: Does the person engage in the behaviour in many situations or is it distinctive to one situation?

Three biases that can occur with attribution (biases on pg. 28)

Fundamental Attribution Error: the tendency to underestimate the influence of external factors and overestimate the influence of internal factors when making judgments about the behavior of others. (your lazy your not consciences)

Self-Serving Bias: The tendency for individuals to attribute their own successes to internal factors while putting the blame for failures of external factors. (i failed because you didn’t give me the right expectations, the right resources or time)

Actor-Observer Effect: Propensity for actors and observers to view the causes of the actors behaviour differently

Perpetual Errors (pg. 26-30)

-Primacy: reliance on early, first impressions

-Recency: most recent information dominated perceptions

-Implicit Personality Theories: Personal theories that people have about which personality characteristics go together. ex. you may believe that hard working people are also honest.

-Halo: one trait forms a general impression

-Projection: believing other people are similar to you

-Stereotyping: tendency to generalize about people in a social category and ignore variations among them

Difference between perceptual Errors and Attributional Errors:

Perceptual errors: are errors that occur when we perceive something happening in the workplace: halo effect, similar to me, primacy, recency. (perceiving it)

Attributional Errors: is taking what we perceive and then assigning motives and causes to that behaviour (fundamental attribution error and self serving bias)

Personality and Individual Differences

The personality and individual differences of your employees DEPENDS on:

-Your management style, your leadership style, how your going to motivate your employees

-the type of person your going to select to work in the company

-the type of interview questions your going to ask

*important to put the right individual in the right job, group or organization and exposing different employees to different leadership skills.

Concept of FIT: a certain personality may or may not fit within the organization or culture

*could have a person who fits great with the job but doesn’t fit with the culture or vice versa*

Values, Attitudes and Behavior

Values: are broad(apply to many situations, overall value system). How we learned to think about how things have to be, and what is right and wrong, they usually influence your attitude and behavior

Attitudes: are specific to the job. They are your thoughts and statements towards how you are feeling about your surroundings, these can be both positive and negative.

*Attitudes are not the same as values though, attitudes can affect how you work if you don’t believe something is right, values are just morals of what you belief is right and what is important to you*

The “big Five” basic, general dimensions that describe personality

1. Extraversion- outgoing vs. shy

2. Emotional Stability- emotional control

3. Agreeableness- friendly & approachable

4. Conscientiousness- responsible and achievement oriented

5. Openness to experience- thinks flexibly; receptive to new ideas

What behaviors in the workplace have the “big 5” been shown to be linked to?

· Job performance

· Motivation

· Absenteeism

· Job Satisfaction

· Career Success

Job satisfaction- is not strongly related to job performance. Still related because we care that its related to turnover and absenteeism. We care more about organization commitment and fairness.

Organizational Commitment

1. Affective commitment: Because you “want to” (based on identification and involvement with an organization)

**is when an individual is somehow attached to the organization and does not want it to fail. If someone is associated with the company or has a very big involvement, they will always be committed to it and will not let it fail.

2. Normative commitment: Because you “should”(feelings of obligation)

**is when a person feels obligated to stay with the company. If there is an important person who holds a major part of the company together, they will feel compelled to stay or else they may feel they will let the company fail.

3. Continuance commitment: because you “have to” based on cost incurred with leaving the organization

**is when someone knows that they need to stay at the company because they are making good money and don’t want too lose that, they know it is in their best interest to stay. 

Justice/ Fairness- **make sure employees enjoy their jobs**

1. Procedural Fairness: occurs when the process used to determine work outcomes is seen as reasonable.

2. Interactional Fairness: occurs when people feel they have received respectful and informative communication about an outcome

3. Distributive Fairness: distribution of work rewards and resources

Communication

-many miscommunications are simple differences in perceptions

Section 2:

Culture: what is culture?

effective leadership occurs in a culture with:

-clearly defined jobs

-communicating and listening

-credibility

-trust developed from honestly and sincerity

Culture vs. Structure
· difference between organizational culture and organizational structure?

-organizations range in structure from Mechanistic and Organic

Organic Organization
· Wide-division of labour: team-based work, group leadership

· De-centralization of decision making: takes employees ideas into consideration

· Low formalization or work procedures: don’t have a lot of rules and regulations to follow, there are no certain rules 

· span of control: there are few levels on administration, there isnt one person who controls everyone, everyone put ideas in

· organization considers needs on employees

Mechanistic Organization
· narrow division of labour: Jobs narrowly defined

· High Centralization of decision-making (only people high up in the company get to make decisions)*no input from most employees*

-High formalization of work procedures(rules regulations and standardization)

· Span of control (there are many levels of administration)

What influences whether organizations will tend towards organic or mechanistic structure- how structure is influences by:

-organizational goals

-strategy

-size

-technology

-environment

Structure and Strategy- What kind of structure would be necessary for these types of strategies:

-Innovation: always coming up with new ideas and products

-Cost leader: lowest cost out of competitors

-Quality leader: the best quality for your money and every every knows its a good name brand

-Strategy of company: to be innovative, be a low cost producer, to produce high quality products.

-Structure of company: the org chart? if it tall and lots of levels then its likely to be a      mechanistic organization. (very formal, a lot of rules)

   -->It could also be an organic organization (very flat, and few levels, freedom to make decisions)

(how would structure affect many practices that occur in the workplace and how were going to hire somebody, how were going to evaluate their performance, how decision making is going to take place)

-Culture of company: shared norms, values and beliefs * this also affects all the practices that will take place*

· How Culture strategy and structure are different and how each of them affect the decision making in an organization.

Disney world

-strategy: Disneys strategy would be to always be coming up with new things and always keeping themselves in the media and known to little kids. Disney is one of the most known amusment parks in the world and this is one of their main strategies.

-structure: Disney has a very mechanistic organization since it is so large. But at the same time it is also an organic organization since there is a lot of team work.

-culture: Disney welcomes all cultures and makes sure all their empkoyees are exposed to the different types of culture. They make everyone feel welcome and make it a diverse community. 

-How does their strategy influence their structure?

-How does their strategy influence their culture?

-How are their culture and structure related?

-Justify what type of structure Disney has and how it would have ben determined
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RECRUITMENT:

internal recruitment: getting people from within the organization to work for the company. 

Advantages- person is familiar with the organization and culture

-they have proven their ability

-lower recruitment costs

-proven their ability

-improves workplace morale and motivation

Disadvantages- internal rivalry

-No “ new blood”

· Poor morale of people who were not selected in the company

External Recruitment- getting people from outside of the organization.

Advantages: can acquire skills that is not available within the organization

· newer ideas may emerge

Disadvantages- newcomers may not fit

-newcomers need to learn about the organization and its culture

-more expensive

-lower morale of everyone else who doesn't see a career growth within the firm

**SELECTION: selection system could depend on many things but

Selection system must be
1. Valid: it needs to be based on a job analysis, needs to be content valid or/ and have criterion related validity. ( know what each means)
2. Reliable: the selection system needs to be applied consistently to everyone who is getting interviewed (ask same questions and give same tests to everyone, needs to consistent)

3. Practical: cannot be too costs, takes too much time or doesn't have a lot to do with the job people wont want to implement it.

4. Free From Bias: refer back to perception and attribution errors and make sure all these errors wont occur (halo effect, similar to me effect). And reduce likelihood attribution errors will occur ( fundamental error and 

selection systems should have: 

-content validity: does the system adequately represent the behavior/ knowledge of the position.

-criterion related validity: does the system adequately indicate the relationship between the predictor (ex test) and the criterion (ex. performance on job) (are you sure the system is testing you on the information you will be getting on the job or is there no relevance)

-job analysis: know exactly what the job entails, better chance of finding a good match, legally defensible- questions will be job related

what selection system would you recommend: touch on culture, structure and strategy.

I would want a system thats based on a job analysis, needs to be content valid...

**HOW DOES CULTURE, STRUCTURE AND DECISION MAKING AFFECT SELECTION SYSTEM?- it depends on individual differences, industry your in, what competitor are doing
The selection system is affected by many different things and it depends on the culture, structure and strategy of the organization. It depends on the strategy because it depends on what your competitors are doing and what type of person you need for the job. Does the company need someone who is has very creative ideas to come up with new innovations or does the company need someone who has already been in the industry and know what is going on. For structure do you need someone who can be in a mechanistic or organic structure. If you have a mechanistic organization you need someone who is... If its an organic organization you need someone who is...( what type of industry are you in) Structure will also affect the type of decision making that will take place because in a mechanistic only a few people make decisions and in an organic all of the employees have an input. How you are you going to evaluate their performance in an organic? You will see how they work as a team since in it mostly team based and see how they get along with other. In a mechanistic, you will see how they follow rules and if they are able to work in that kind of organization. How culture affects the decision making and if someone will be able to fit into the organization. Does their organization follow their beliefs will they be able to work there or will it go against what they believe? And will they be able to get along with everyone else in the company?
LEGALLY DEFENSIBLE SELECTION SYSTEM:

you want a system that is legally defensible but that your also choosing the right employee

-must provide equal employment opportunities to all individuals without regard to race, age, gender, national origin, marital status, family status, sex, handicap etc. ( under the Ontario Human Rights Code)

· under the Ontario Human Rights Code

· don’t commit perceptual or attributional errors (wanna make sure you not committing fundamental attribution error or similar to the error- more likely to attribute behaviors to internal causes. (this is while selecting employees)

· if your system is practical, reliable, free from bias and valid it is legally defensible

Aside from being legally defensible: you want the selection system to be FAIR

(this is called procedural justice) (helps when choosing the right employee)

-also care about choosing right employee chose a system and procedure is fair, you should be able to explain how procedural fairness, interactional fairness and distributive fairness can be outcomes of the right selection system. (how does the selection system have a high level of each fairness)

Steps in the selection process

-Reception of Applicants

-Review of Applications

-Administration of Employment Tests

-Psychological, Knowledge, Performance, Integrity,  Attitude, Medical

-Verification of References

-Employment Interviews

-Realistic Job Previews

-Medical Evaluations

-Hiring Decision
Then decide which selection tool to use: 

-Application Blanks

-Bio-data

-Work Samples

-Interviews

-Assessment Centers

-Pen & Paper Tests

-RJPs (Realistic Job Previews)

Unstructured interviews
-Open-ended questions, various topics

-Interviewer makes decision based on “gut feeling”

-Problems with reliability and validity

-Interviewers ask different questions

-Interviewees answer questions differently

-How to evaluate the answers is not clear

-No Inter-Observer Reliability

-Can lead to biases such as: 

-The “ Similar to Me” Effect

-Halo Effect- drawing a general impression of an individual on the basis of a single characteristic. 

-Recency Effect

-Primacy Effect

Structured interviews (ALWAYS RECOMMEND STRUCTURED INTERVIEW)
-3 distinguishing feature:

-Job-related questions
-Predetermined scoring system / rating scale- you don’t just make up how good you believe an employee is on the spot, there is a rating scale you have to determine how good the employee did in each section

-Standardized - same approach for all applicants

-2 types:  situational and behavioural
(WOULD YOU CHOSE A SITUATIONAL OR BEHAVIORAL INTERVIEW IN THE SITUATION AND WHY)

The behavioral Interview: ( STRUCTURED INTERVIEW)

* person could lie in this interview to make themselves look better*

-Based on job analysis

-Candidate is asked to describe a specific situation s/he has been involved in that relates to a specific skill or competency

-“Tell me about a time when you had to work on a team  with someone you didn’t get along with.”

-May involve more than 1 interviewer (e.g., panel)

-Rationale for behavioural interview

-“past behaviour is the best predictor of future behaviour”

-Good reliability and validity

The Situational Interview (STRUCTURED INTERVIEW)

*get to know how a person can think on the spot and see what kinds of things they believe is right in the situation* 

· see how the employee could potentially act while they are acctually on the job* 

*see if they answer the questions properly or not*
-Questions are based on job analysis

-Presents candidate with a dilemma – “What would you do…?

-Candidate must answer by saying how s/he would respond to the dilemma

-Rationale for situational interview

-“intention predicts future behaviour”

-Explicit scoring system

-1 = least effective; 5 = most effective

-Good reliability and validity

-Found to predict both task performance and citizenship performance

The preferred Selection Systems:

-Application blank

-Bio-data

-Structured Interview (Situational) based on a job  analysis

-Assessment Centers (if sufficient resources)

-RJP (to ensure fit)

UNDERSTAND THE IMPORTANCE OF A REALISTIC JOB PREVIEW:
-bringing someone into the workplace just before your about to hire then and let them get a realistic preview of what the job would look like

· it reduces unmet expectations (increases likelihood people are going to stay with the organization)

· increases effective commitment

· increases procedural justice

· increases interactional justice

· very important to do this if it makes sense and is practical for the job you are hiring for*

Section 4
Orientation, Training & Development
Specialization

-process of employees adapting to organization

-Long-term process, often informal

Orientation

-program that informs new employees about their jobs and company

-short-term, often formal

Socialization

Process by which an employee begins to adapt to the values, norms and beliefs of the organization and its members

   -involves learning the organization’s climate and “learning to fit in”

Climate

· ‘member’ shared perceptions of the contingencies between behaviours that occur in the work environment and their consequences”

· Learning what behaviours are expected, acceptable, unacceptable

Why is socialization important?

· sets the tone of employment relationship

· reduces anxiety for new employees

    *will i fit in? will I enjoy the job/coworkers/etc?

-Effects employees performance

    *Clarified expectations; how things are done; etc.

-Effects other individuals and organizational outcomes

    *Commitment, turnover, productivity, etc.

Stages of Socialization

1. Anticipatory

-Employees begin with certain expectations about organization and job

  *Based on company reputation, word of mouth experiences during recruitment and selection etc.

· May be unrealistic- if unmet, results in dissatisfaction, turnover, etc

· tool that would be helpful for this stage is

 *Realistic Job Preview (RJP)-info about the job demands and working conditions- both positive and negative aspects

2. Encounter
· Employee has started new job

· Inconsistencies between expectations and reality emerge

· Needs info re: policies, procedures, etc.

   *Ex, via Orientation programs

· Org issues

· Employee benefit

· introductions

· Job duties

3. Change (settling in)

-Inconsistencies start to get worked out

-Employee begins to identify with organization

-Transition from being an  “outsider” to feeling like an  “insider”

-Often involves taking on new attitudes, values, and  behaviours to align with organization ’s

-Misalignment = dissatisfaction and turnover

Purposes of Orientation Programs

-Reduces employee turnover

-Reduces errors and saves time

-Develops clear job and org’n expectations

-Improves job performance

-Helps to attain acceptable job performance levels faster

-Increases org’n stability

-Reduces employee anxiety

-Reduces grievances

-Results in fewer instances of corrective discipline measures
Measuring the effectiveness of orientation programs 
-Reactions from new employees

-Effects of socialization on job attitudes

-Degree to which the program is economical

Trends Affecting Training

Training and development activated have been increasing

-Low unemployment= tight labour market

 *Organizations compete to attract & retain employees, by offering beter T&D opportunities

-Develop KSAs related to new and changing technology 

-Globalization- training for employees with international assignments

-Mergers, acquisition, restructuring

  *Jobs change, employees need new KSAs

*Development of a Training Program*
Step 1: Needs Assessment

-Needs Analysis:  diagnosis of problems and future challenges that can be met through training & development

-Organizational analysis
*Culture, values, mission, goals, strategy

-Job / task analysis
*KSA requirements

-Person analysis
*Gaps between employee KSAs and KSAs required by  jobs

E.g., performance (types of personalities)

Step 2: Develop Training Objectives

Must include:

-The desired behaviour

-The conditions under which it is to occur

-Performance criteria

-Ex. “By the end of this week, you will be able to list and define the 5 main steps involved in the development of a training program, without referring to your notes”

Step 3: Develop Program Content and Learning Principles

Issues to Consider

-Needs assessment

-Training objectives

-Audience

-Class size

-Time availability

-Cost

-Training format

-Learning principles

Learning Principles*

Learning principles are the guidelines to which most people learn effectively

Factors that contribute to effective learning are:

-Participation: Participants are actively involved

-Repetition:Repeated review of material

-Relevance: Material is meaningful

-Transference: Application of training to actual job situation (ex. flight simulation)

-Feedback: Information given to learners, re: their progress

Bandura’s Social Learning Theory
**Higher level of learning**

High self-efficacy

-Belief one can achieve a behaviour, can they do the training and transfer what they learned to the job

High outcome expectancy

-Belief that behaviour will lead to an outcome of value, when they do the training is there going to be some reward for them? (making their job easier, promotion..)

Step 4: Deliver Training

Numerous methods to chose from:

-On the job-techniques

*eg. job rotation, apprenticeships, etc.

-Off-thte-job techniques

*Lectures

*Role playing

*Case studies

*Simulations

*Computer-based training

*Virtual reality (replicate the work environment)

Individual Influences on Transfer of Training
-Set proximal goals

-Set specific goals

-Engage in self-talk

-Relapse prevention (brainstorm problems and how to overcome them )

-Mental imagery

Organizational Influences on Transfer of Training

-Relates to trainee’s outcome expectancies
*Will the behaviour lead to desired outcomes?

-Rewards, pay, & promotion
*Are there rewards for demonstrating the new behaviour?

-Environmental constraints / obstacles
*Lack of equipment, information, time, etc.

-Supervisory and peer support
*Reinforce training: provide opportunities, reward

*Train coworkers together – reinforce each other

-Organization’s learning climate
*Learning is encouraged, supported, rewarded, etc.

Step 5: Evaluation Training Effectiveness

5 criteria-

1. Reaction: Are participants satisfied with training?

2. Learning: How much has been learned?

3. Attitude Change: Did training result in attitude change?

4. Behaviour Change: Did the learning transfer to the job?

5. Results criteria: Was the training worth the cost to the company

Evaluating Training

-If possible, use the evaluation method that will allow you to draw conclusions about the programs effectiveness

-Reaction measures *important, but don't refer to effectiveness

-Measure behaviour post-training *Cant determine whether change occurred

-Pre-test Post-test design

Pre-test Post-test Design

-Measure   →   Training   →  Measure
-Allows you to see if change has occurred

-E.g., # of items produced before training = 10/minute

# produced after training = 16/minute

-But, what if other employees who did not receive training average 15 items/minute?

*Is training effective?

-Should also use a control group 

*Employees who did not receive training

Training vs. Development
-Training vs. Development-

   *Both refer to the learning of job-related behaviour

-Training

   *focuses on job performance

   *Emphasis is on acquisition of specific KSAs needed for the present job

-Development

   *Focuses on personal growth, longer-term development

   *Emphasis is on acquiring KSAs needed for future job or organizational need
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What peoples learn at work

*think about about everything that people learn at work

*not necessarily task specific

-Practical skills

   *Job-specific KSAs

-Interpersonal Skills

   *Communication, teamwork, conflict resolution

-Intrapersonal Skills

   *Problem solving, critical thinking, learning about alternative work processes and risk taking

-Cultural Awareness

   *Learning social norms of organizations

How people learn at work

Operant Learning Theory 

-Employee learns to operate on the environment to achieve certain consequences 

-Rat Example (learned to operate the lever to get food)

*if a rat keeps pushing the leaver and getting a pellet he will continue to do it and have motivation to do it, if he pushes it one time and nothing comes out he will lose motivation *

-Consequences depend on the behaviour and this connection is what is learned

-Can be used to increase the probability of desired behaviours and/or reduce the undesirable behaviours

Increasing the probability of behaviour

Reinforcement

-The process by which stimuli strengthens behaviours

-Positive vs negative reinforcement (addition vs removal of a stimuli)

-E.g. positive - sales commission;  negative – manager nagging

· feedback needs to be timely 

· *if rat hits the lever and he doesn’t get the pellet he will be confused

· if they do something positive you have to tell them when it happens

-Any other examples?
***Organizational Errors Involving Reinforcement**** IMPORTANT

-Confusing rewards with reinforcers
  *Offer rewards but do not make them contingent on behaviours

*unless you tell them your receiving this amount of money for this good work, they will not know that its because they did good on something

· don’t just give out rewards

· procedural fairness- you have a way of giving out rewards- if you make a certain amount of money if you get this amount of sales

-Neglecting diversity in preferences for reinforcers
   *Do not appreciate individual differences

*projection error- tendency to project your own beliefs on other people- if your not motivated by money, you may think that everyone else is the same

* need to recognize that each person is motivated a different way and you need to find out what makes everyone motivated

-Neglecting important sources of reinforcement
   *Neglect reinforcers which are administered by coworkers or intrinsic to the job being performed

   *Importance of performance feedback

-intrinsic motivation- 

-more likely to neglect feelings of importance, feelings of accomplishment

Reinforcement Strategies

*timely feedback

When to apply the reinforcer

-To obtain fast acquisition, need continuous and immediate reinforcement

-Behaviour will become persistent if learned under conditions of partial and delayed reinforcement

-Managers have to tailor reinforcement strategies to the needs of the situation

More of social learning theory

Bandura’s social learning theory

2 things to motivate you

1. level of self efficancy

2. are there peoples whos opinions i value?

-Emphasizes the role of cognitive processes

Modelling

-The process of imitating the behaviours of others

Managers should pay more attention to the process

Self-efficacy

-Influenced by success performing the task, observation of others performing the task, verbal persuasion and social influence, and one’s emotional state

Role of outcome expectancies
MOTIVATION

Intrinsic Versus Extrinsic Motivation

*the difference between

* different people are motivated by different things****

Intrinsic Motivation:

-e.g. feelings of achievement, accomplishment, challenge, competence, etc.

-stems from relationship between worker and task

-usually self-applied

Extrinsic Motivation:

-e.g. pay, fringe benefits, company policies, etc.

-stems from work environment external to the task 

-usually applied by others

Continuously ask employees:

· what motivates you?

· what makes you happy?

· if there something in your job that would increase your motivation 

· are you happy with your pay

Content Theories of Motivation

*understand the concept of theories but know process theories more*

CONTENT THEORIES
kinds of needs people have and the conditions under which those needs will be satisfied

1.  Maslow’s Hierarchy of Needs

2.  Herzberg’s Two Factor Theory

3.  Alderfer’s ERG Model

4.  McClelland’s Needs

Maslow’s Theory

*individuals at different stages in their lives are motivated by different factors

Physiological

-Food, water, oxygen

Safety

-Security, stability, freedom from anxiety

Belongingness

-Social interaction, affection, friendship

Esteem

-Adequacy, competence, confidence

Self-Actualization

-Develop one’s true potential as an individual to the fullest extent

**LOWEST UNSATISFIED NEED HAS THE HIGHEST MOTIVATING POTENTIAL.***

ERG Theory

A 3-level hierarchical need theory of motivation  (existence, relatedness, growth) that allows for  movement up and down the hierarchy

McClelland’ Theory of Needs

-Non-hierarchical

-Outlines the conditions under which certain needs  result in particular patterns of motivation

-Under what conditions are certain needs likely to  result in particular patterns of motivation?

*Need for achievement

E.g. preference for situations in which personal  responsibility can be taken

*Need for affiliation

E.g. prefer to avoid conflict

*Need for power

E.g. seek out social settings where they can be influential

Differences between theories

Maslow & ERG

-ERG does not assume that a lower-level need must be  satisfied (not as rigid of a hierarchy)

-ERG says if higher-level need is ungratified then individual  will increase need for lower-level need

-ERG says the more lower level needs are gratified, the more  higher level need satisfaction is desired, AND, the less  higher level needs are gratified, the more lower-level need  satisfaction is desired

McClelland

-Not a hierarchical relationship

Implications of Content Theories for Managerial Practice

What do the content theories suggest managers should do?

-Managers must be able to  evaluate the needs of individual employees and offer incentives or goals that correspond to those needs

-Managers should recognize and appreciate intrinsic motivation

Information-Processing Approaches/ Cognitive Approaches to Motivation

Process Theories
Motivation theories that specify the details of how motivation occurs

1.  Expectancy Theory

2.  Equity Theory

3.  Goal Setting Theory

Expectancy Theory (watch video 5 b)

VALENCE- do the employees even care about their bonus? you need to make a good motivator

P= performance

E=Effort

O= Outcome

P-E: if i put in effort with i achieve a certain amount of performance

· for someone to believe they can achieve a high level of performance if they work hard (do they have a high level of self efficiency)

P-O: if they achieve a high level of performance will they actually receive an award or what they were targeting. A lot of employees will tell you, you get a reward if you reach the goal, but do not actually give it, so you need to follow through with your promise. 

E-P is the most important part because they need self efficiency, you could have the best motivator or reward, but if they don’t have the self efficacy they will not work hard to get it and it wont matter

Implications of Expectancy Theory for Managerial Practice

What does expectancy theory suggest managers should do?

1. increase self efficacy

*give them resources and tools that they need

2. Follow through with rewards

*have some sort of reward attached to performance and actually follow through with giving it to them

3. Make sure your giving them rewards that they value 

Equity Theory (not as important as high self efficacy but still important)

Ratio of Exchange-(section 5 vid part b)

· what you put in the job(the effort, knowledge, skills) vs. the pay (that ratio) is it is not equal to the input of my co workers  your not motivated or happy

· you feel your working really hard, and someone else if doing less than you, but their getting paid more you’ll be angry and believe it is unfair.

· try to justify it in your head as to why you would be getting more or less money

Theoretical Anchor-

Outcomes of Perceived Inequity-

-perceptually distort one’s inputs or outcomes

-perceptually distort the inputs or outcomes of the comparison group

-choose another comparison person/group

-alter one’s inputs

-leave the exchange relationship

Implications of Equity Theory for Managerial Practice

What does equity theory suggest that managers  should do?

-understand the social comparison process

Goal-Setting Theory

-Goal Difficulty/Challenge: need a goal will difficulty or challenge that will get people motivated, but not so challenging that they feel like they cannot attain it

* If goals are to challenging people will not have a high Effort to Performance (expectancy theory) they will feel the goal is way to hard and they will never be able to reach it

-Goal Specificity: make a specific goal, not just “do your work” has to have numbers on it a be very specific

-Goal Acceptance/Commitment- increase acceptance, encourage employees to set goals
-Goal Feedback- have to make sure that you apply feedback and make them more motivated

-Short-term goals

*What should managers do to put goal-setting theory  to use in their organizations?

*employee participation in setting goals;  reward for goal  accomplishment;  provide support

Contextual Theories

-Money as a motivator

Pay for Performance

-Production jobs

-Disadvantages

   *Lowered quality

   *Differential opportunity

   *Reduced cooperation

   *Incompatible job design

Merit Pay Plans???

-Attempt to link pay to performance on white-collar jobs

-Disadvantages

   *Low discrimination between high and low performers

   *Usually too small to be effective motivators

   *Pay secrecy

Pay to motivate teamwork

-Profit sharing

-Employee stock ownership plans

-JOB DESIGN AS A MOTIVATOR – HACKMAN & OLDHAM’S JOB CHARACTERISTICS MODEL

*depends on the individual- every person is motivated by different ones of these

-Skill variety
   *Opportunities to use different skills

**if employees use more skills on job they will be more motivated

-Task identity 

   *Feeling of responsibility and pride from doing an entire 


piece of work

**if they identify with the task they will be more motivated- if they are working on a police case and are able to identify with the whole case

-Task significance
   *Knowing work is important to others in org’n or outsiders

**if they feel the task is important they will feel more motivated

-Autonomy

   *Independence, having control over one’s work

** do they feel like they have freedom to make decisions on their job

-Feedback

   *Is there info that helps evaluated success or failure?

**feedback from the job its self- from a customer telling them what their doing right and wrong

-LEADS TO CRITICAL PSYCHOLOGICAL STATES (E.G. MEANINGFULNESS OF WORK) AND OUTCOMES (E.G. EFFECTIVENESS)

Job Enlargement

-Expands the number of related tasks in the job

-Adds similar tasks to provide more variety 


Job Enrichment

-Increases responsibility, autonomy and control

PERFORMANCE APPRAISALS

Purposes of Performance Appraisals
Administrative – to make employment decisions

   *Promotion, termination

   *Training—who to train; training needs in general

   *Compensation—merit increases

   *Legal justification for these decisions

Feedback and Development
   *Point out strengths and weaknesses

   *Identify corrective action to address weaknesses

   *Motivation

The criterion Problem

-Difficulties involved in determining what  performance is and how to measure it

-Ultimate Criterion
   *Includes everything that ultimately defines success on  the job

-Operational Criterion
   *The aspects of performance that are actually measured

-Criterion Deficiency
   *When performance standards fail to capture the full  range of employees ’ responsibilities

E.g., focus on sale revenue but ignore customer service

-Criterion Contamination
   *When factors outside of employee ’s control influence  his/her performance

E.g., machine breakdowns; differences in sales regions

Potential Performance Criteria
Output
-Units produced, items sold, $ sales, commission earnings, etc.

Quality measures
-# of errors, # of errors detected, # complaints/grievances, # commendations, rates of scrap/breakage

Lost time
-Absences (unexcused), Lateness/tardiness, Turnover (withdrawal) from training or job, transfers due to inadequate performance
Ratings
-Performance appraisals by trainers, supervisors, peers,  self

Others
-Citizenship (voluntary) behaviours

-Counterproductive behaviours

-Safety records, accidents

The Appraisal Process

1. Establish performance standards with employees

2. Mutually set measurable goals

3. Measure actual performance

4. Compare actual performance with standards 

5. Discuss the appraisal with the employee

6. If necessary, initiate corrective action

Legal Considerations in PA
-Performance standards should be job-related 

   *Based on job analysis (content validity)

-Employees must be aware of performance  standards

-Managers must be able to observe the behaviour  they are rating

-Raters should be trained

   *Ratings should be valid / bias-free

-Reasonable time frame for performance  improvement

Factors Affecting Legal Decisions
Field & Holley (1982) 

1.Type of org’n

-If an industrial org’n, court ruled in favour of the plaintiff

2. Type of instrument used

-Ruled in favour of defendant if BOS used

3. If rater received written instructions

-Ruled in favour of defendant

4. The system had heavy reliance on job analysis

-Ruled in favour of defendant

5. Feedback was given to the employee

-Ruled in favour of defendant

Factors Affecting Legal Decisions
Similar to the selection system, according to  Thorndike, the performance appraisal should be:

1.  valid

2.
 practical

3.
 free from bias

4.
 reliable

Fairness
Equally important that the PA is perceived as fair

3 dimensions of fairness

1. Distributive justice
-Perceived fairness of the distribution of the rewards

2. Procedural justice
-Perceived fairness of the procedure/system used

3. Interactional justice
-Perceived fairness of the relationships with the rater;  concept of understanding;  sincerity and logic

To ensure procedural justice
-Make sure you have a system in place!

-System should be representative of the thinking of the group

-Should be applied consistently

-Should have formal appeal mechanisms

-Should have a “champion”

-“concept of voice”

-As long as the employee perceives that he/she has had his/her case heard, he/she will feel procedural justice

Not only do we have to worry about fairness, we have to worry about accuracy too!

First Step to choosing the right instrument
Considerations re: PA instruments

Absolute  judgments vs Relative  judgments

-Absolute 
   *Compare employee to pre-established criteria / dimensions

-Relative
   *Compare employee to other employees - ranking
What do we want to measure: traits, outcomes, or behaviours?

Traits (personality)

Ex.??

- loyalty, dependability, initiative

Problems??

-too ambiguous, susceptible to bias, not leggally defensible, focuses on person rather than performance

Outcomes – objective criteria

Ex.?? 

· sales revenue, # of calls taken, # of complaints

Problems???

-influenced by factors beyond employee control

Behaviours

Ex.??

-works well with others

-Focuses on what employees do – what they should start, stop, and continue doing

-2 common instrument types:  BARS, BOS

Who will be the source of the PA?

-Potential sources????

   *Boss, peers, self and subordinates

-Need multiple raters from multiple sources to improve the quality of the decisions made and decrease feelings of inequity

360-degree PA (what is it?)
Benefits

-More complete picture of job performance

   *Different stakeholders may observe different behaviours

   *Target may behave differently with different stakeholders

-Reduced bias because feedback comes from more than  1 person

-Feedback from peers and subordinates useful for  development purposes

Limitations

-Complex and time consuming

-Potential for conflicting opinions

   *Same behaviours may be seen as positive by one group and  negative by another group

-Peer, subordinate, and self evaluations not useful for  administrative decisions (e.g., raises)

-Peer and subordinate evaluations may jeopardize  coworker relations

Factors Distorting PA Ratings

Halo effect

-Tendency to provide similar ratings across different PA dimensions

Leniency / Strictness error

-Leniency –when ratings are restricted to high part of scale

Strictness – when ratings are restricted to low part of scale

Central tendency

-When raters avoid extreme ratings and restrict ratings to middle of scale

Similarity (“similar-to-me”) error

-Tendency of rater to inflate ratings when they have  something in common with the target

Recency effect

-Ratings are based largely on employee ’s most recent  behaviour

Contrast effect

-When an employee ’s evaluation is biased upward or  downward because of a comparison with another  employee who was recently evaluated

Matthew effect

-Tendency of raters to use previous evaluations as an  anchor for subsequent evaluations

   *i.e., Employees receive the same appraisal results, year in  and year out

   *Like a self-fulfilling prophecy -- if they have done well, they  will continue to do well; if they have done poorly, they will  continue to do poorly

How can we reduce these errors?

-Rater training!

-Should be

   *Aware of job analysis procedure

   *View the ratee on videotape

   *Rate the ratee

   *Given feedback on their rating

   *Correct rating should be explained

   *Raters should be involved in the discussion

Reasons why PA can fail

1. Manager lacks information re: an employee’s actual performance

2. Performance standards are unclear

3. Manager does not take PA seriously; not prepared for PA review; lacks PA skills

4. Manager is not honest/sincere; uses unclear, ambiguous language during the review

5. Employee does not receive on-going feedback

6. Insufficient resources to reward performance

7. Lack of attention to employee development

Factors contributing to PA Effectiveness

1. Based on job analysis

2. Behaviour-based measures

3. Type of method/system should correspond to purposes

  -Really depends on strategy of the organization!

4. Provide ongoing performance feedback

5. Use multiple raters

6. Train the raters

7. Employee involvement in development of system, review process, etc. (Fairness)

After the PA???

What do we do after the PA???

Performance Management

-To try to change the behaviour of the ee

-Performance often decreases after the PA is  completed 


(Meyer, Kay & French)

-Likely due to the criticism given; that PA are often  discrete events and offer surprises to the employee

Performance Management

Therefore……

Continuous feedback should be given

Should be no surprises

Goal-setting should be employed to try to change the  behaviour

Specific, proximal goals should be set

Summary of recommendations for implementing PA system

1. Ensure your system is legally defensible

2. Ensure your system complies with all 3  dimensions of fairness

3. Use behavioural criteria rather than hard criteria

4. Use the BOS as your instrument

5. Use multiple raters from multiple sources

6. Train the raters

7. Continue with performance mgmnt


