
CHAPTER 1- OB and Management

What are organizations?

Organizations are social inventions for accomplishing common goals through group effort.

Social inventions - OB is about understanding people and managing them to work effectively.

Goal accomplishment - OB is concerned with how organizations can survive and adapt to change.

Group effort - OB is concerned with how to get people to practise effective teamwork. 

What is organizational behaviour?

The attitudes and behaviours of individuals and groups in organizations.

Why study organizational behaviour?

Its interesting, important and makes a difference. 

· Interesting because its about people and human nature
· Important because what happens in organizations often has a profound impact on people in and outside the organization
· Makes a difference because organizations can no longer achieve a competitive advantage through the traditional sources of success, such as technology, regulated markets, access to finance resource, and economies of scale. Today, the main factor that differentiates organizations is their workforce or human capital.
Goals of organizational behaviour

· Predicting OB:  ex: when people will make ethical decisions, create innovative products or engage in unacceptable behaviour 
· Explaining OB: ex: why people are less motivated, satisfied, or prone to quit. 
ManagingOB: ex: acquire, allocate, and utilize physical and human resources to accomplish goals. 

Management: the art of getting things accomplished in organizations through others. 

Early thoughts concerning management

Classical view: high specialization of labour, intensive coordination and centralized decision making. 

Scientific management: Frederick Taylor’s system for using research to determine the optimum degree of specialization and standardization of work tasks.

Bureaucracy: Max Weber’s ideal type of organization that includes strict chain of command, detailed rules, high specialization, centralized power, and selection and promotion based on technical competence. 

Hawthorne studies: Research conducted at the Hawthorne plant of Western Electric near Chicago in the 1920s and 1930s that illustrated how psychological and social processes affect productivity and work adjustment. 

Results --->

1. The experimenter effect: the constant variations to workplace environment to please workers showed them that upper management cared and therefore provided mental stimulation that was good for morale and productivity
2. The social effect: separating the workers in the experiment from the rest gave them a special bond between each other and that also increased productivity. 
Human relations movement: A critique of classical management and bureaucracy that advocate management styles that were more participative and oriented toward employee needs.

Contemporary Management - The Contingency Approach

Contingency approach: an approach to management that recognizes that there is no one best way to manage, and that an appropriate management style depends on the demands of the situation. 

What do managers do? 
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· Interpersonal Roles
· Figurehead role: serve as symbols rather than active decision makers
· Leadership role: selecting, mentoring, rewarding and disciplining employees
Liaison role: maintaining horizontal contacts inside and outside the organization

· Informational Roles
· Monitor role: scan internal and external environments of the firm to follow current performance and to keep themselves informed of new ideas and trends
· Disseminator role: send info on both facts and preferences to others
· Spokesperson role: sending messages into the organization’s external environment
· Decisional Roles
· Entrepreneur role: turn problems and opportunities into plans for improved changes
· Disturbance handler role: deal with problems stemming from employee conflicts and address threats to resources and turf
· Resource allocation role: decide how to deploy time, money, personnel, and other critical resources
· Negotiator role: conduct negotiations with with other organizations or individuals 
Some Contemporary Management Concerns

1. Diversity - Local and Global
diversity can effect stereotypes, conflict, cooperation and teamwork, these are factors managers must manage effectively for organizations to benefit

2. Employee - Organization Relationships
boredom, overwork, concerns about their future, lack of support and recognition and absenteeism are all factors managers must manage 

3. Focus on quality, speed and flexibility 
All of these require high degree of employee involvement and commitment, aka giving employees power to make on-the-spot decision, also requires teamwork

4. Talent management: an organization’s processes for attracting, developing, retaining, and utilizing people with the required skills to meet current and future business needs
· OB provides the means for organizations to be designed and managed in ways that optimize talent attraction, development, retention, and performance. 
5. Focus on corporate social responsibility: an organization taking responsibility for the impact of its decisions and actions on its stockholders
· many CSR issues have to do with OB such as treatment of employees, diversity, employment equity, environmental issues
CHAPTER 2 - Personality and learning

What is personality?

The relatively stable set of psychological characteristics that influences the way an individual interacts with his or her environment 

Personality and organizational behaviour

Dispositional approach: the use of personality test to hire employees

· was used by businesses in the 1950s 1960s but through research it was shown that personality test would not determine if someone would behave a certain way 
· DA began to decrease and researchers began to shift attention to factors in the work environment that might predict and explain OB 
⬇
Situational approach: characteristics of the organizational settings, such as rewards and punishment, influence people's feelings, attitude and behaviour

⬇
Interactionist approach: OB is a function of both dispositions and the situation

· Weak situation, personality has high impact on decision
· Strong situation, personality has low impact on decision
Fit: putting the right person in the right job, group, or organization and exposing different employees to different management styles. 

The five-factor model of personality 

	Extraversion
	Emotional stability/ neuroticim
	Agreeableness
	Conscientiousness
	Openness to experience

	Extent to which a person is outgoing versus shy
	Degree to which a person appropriate emotional control
	Degree to which a person is friendly and approachable
	Degree to which a person is responsible and achievement oriented 
	Extent which a person thinks flexibly and is receptive to new ideas


Original

	Vs

Dull, unimaginative


· Evidence that the big five traits have genetic basis
Research 

1. Evidence that each of the big five dimensions is related to job performance
2. Big five related to other work behaviour; ex; conscientiousness is related to retention and attendance at work; extraversion has also been found to be related to absenteeism 
3. Big five found to be related to be significantly related to motivation; neuroticism & conscientiousness were the strongest predictor of motivation
4. Big five found to be significantly related to job satisfaction; strongest predictor was neuroticism (emotional stability)
5. Big five related to job search and career success; all but emotional stability have been found to relate + to the intensity of a job seeker’s job search, while neuroticism was - related
Locus of control: a set of beliefs about whether one’s behaviour is controlled mainly by internal or external forces

· High internal control (Internals) see links between the effort they put into their jobs and the performance level they will achieve
· High external control (Externals) see the world as unpredictable, chancy place in which luck, fate, or powerful people control their destinies 
Self-monitoring: extent to which people observe and regulate how they appear and behave in social settings and relationships

· High self-monitors tend to gravitate towards jobs that require, by their nature, a degree of role-playing and the exercise of their self-presentation skills
· High self motivators:
· Perform well in occupations that call for flexibility and adaptiveness in dealings with diverse constituencies 
· Tend to be more involved in their jobs, perform at a higher level, likely to become leader
· May experience more role stress and show less commitment to their organization
· Would seem to be weak  innovators and would have difficulty resisting social pressure because they probably feel uncomfortable in ambiguous social settings
Self-esteem: degree to which a person has a positive self-evaluation

· in general people tend to be highly motivated to protect themselves from threats to their self-esteem
· Behavioural plasticity theory: people with low self-esteem tend to be more susceptible to external and social influences than those who have high self-esteem 
Recent developments in personality and organizational behaviour

Positive affectivity (PA): propensity to view the world, including oneself and other people in a positive light

Negative affectivity (NA): propensity to view the world, including oneself and other people in a negative light

Proactive behaviour: taking initiative to improve current circumstances or creating new ones

Proactive personality: a stable person disposition that reflects a tendency to take personal initiative across a range of activities and situations and to effect positive change in one’s environment

General self-efficacy: A general trait that refers to an individual’s belief in his/her ability to perform successfully in a verity of challenging situations

Core self-evaluation: a broad personality concept that consists of more specific traits that reflect the evaluations people hold about themselves and their self-worth

· Four traits that make up a person’s core self-evaluation:
· Self-esteem 
· General self-efficacy 
· Locus of control
· Neuroticism (emo stability)
· People with more + self-evaluation have higher job satisfaction and job performance
What is learning

A relatively permanent change in behaviour potential that occurs due to practice or experience. 

Four categories of learning content:

	Practical skills
	Intrapersonal skills
	Interpersonal skills
	Cultural awareness

	include job specific skills, knowledge, and technical competence. 
	skills such as problem solving, critical thinking, learning about alternative work processes, and risk taking 
	Interactive skills such as communicating, teamwork, and conflict resolution
	Involves learning the social norms of organizations and understanding company goals, business operations, and company expectations and priorities 


Operant learning theory: learning by which the subject learns to operate on the environment to achieve certain consequences 

· B.F. Skinner experiment with rats that learned to pull lever to dispense food pellets
Increasing the probability of behaviour

Reinforcement: the process by which stimuli strengthen behaviours

· Positive reinforcement: the addition of a stimulus that increases or maintains the probability of some behaviour
· Giving an employee a bonus every time they pick good investments 
· Negative reinforcement: the removal of a stimulus that in turn increases or maintains the probability of some behaviour 
· Nagging an employee so they can work better, once they work better nagging is stopped
Organizational errors involving reinforcement 


Confusing rewards with reinforcers



- assigning overtime work on the basis of seniority rather than good performance

Neglecting diversity in preferences for reinforcers



- reinforce a workaholic’s extra effort with time off

Neglecting important sources of reinforcement 

· co-workers giving employee attention for being a clown at work, source of reinforcement not desired by the organization
Performance feedback: providing quantitative or qualitative information on past performance for the purpose of changing or maintaining performance in specific ways. 

Performance feedback is most effective when:

A) Conveyed in a positive manner
B) Delivered immediately after the performance is done
C) Represented visually, graph or chart
D) Specific to the behaviour that is being targeted for feedback
Social recognition: informal acknowledgment, attention, praise, approval, or genuine appreciation for work well done from one individual or group to another 

Reinforcement Strategies (ex 2.3)

· continuos, immediate reinforcement facilitates fast learning, and delayed, partial reinforcement facilitates persistent learning. 
Reducing the probability of behaviour

Extinction: the gradual dissipation of behaviour following the termination of reinforcement

telling coworkers to stop laughing at an employees jokes to get him to stop saying them

Punishment: the application of an aversive stimulus following some behaviour designed to decrease the probability of behaviour 

· boss criticizing employee for using work phone for personal calls
Using punishment effectively 

· Since punishment only indicates what is not desired and no substitute for the behaviour, it only temporarily suppresses the unwanted behaviour
· Can provoke strong emotional reaction from the punished individual 
How to increase effectiveness of punishments

Make sure punishment is aversive

·    Ex; Don’t punish absent employees by taking several days off for them
Punish immediately

·    Ex; hoping it will get better will give behaviour strength through repetition 
Do not reward unwanted behaviour before or after punishment

   Ex; don’t clown around with employees then punish them later, don’t give flowers to

·          employee after punishing them
Do not inadvertently punish desirable behaviour

·    Ex; manager who doesn't use all his capital might have reduced capital next year
Social cognitive theory

Human behaviour is not simply due to environmental influences. People have the cognitive capacity to regulate and control their own thoughts, feelings, motivation, actions

Observational learning: the process of observing and imitating the behaviour of others

· self-reinforcement when looking at a colleague and seeing what consequences they experience then changing your own behaviour
Self-efficacy: beliefs people have about their ability to successfully perform a specific task

· influenced by one’s experiences and success performing these tasks:
· Performance mastery
· Observation
· Verbal persuasion and social influence
Physiological state

Self-regulation: the use of learning principles to regulate one’s own behaviour

· self-observing behaviour --> compare with standard behaviour --> rewarding self if it meet standard
· When discrepancy between desired and actual behaviour --> discrepancy reduction
· When attain goals and set higher goals to attain --> discrepancy production
Organizational learning practices

Organizational behaviour modification: the systematic use of learning principles to influence organizational behaviour

Employee recognition program: formal organizational programs that publicly recognize and reward employees for specific behaviour 

· to be effective program must specify:
A) How a person will be recognized
B) Type of behaviour being encouraged
C) Manner of public acknowledgment
A token or icon of the event for the recipient

Training program: planned organizational activities that are designed to facilitate knowledge and skill acquisition to change behaviour and improve performance

· behaviour modelling training: one of the most widely used and effective methods of training, involving 5 steps based on the observational learning component of social cognitive theory 
1) Describe to trainees a set of well-defined behaviours to be learned
2) Provide a model or models displaying the effective use of those behaviours
3) Provide opportunities for trainees to practise using those behaviours
4) Provide feedback and social reinforcement to trainees following practice
5) Take steps to maximize the transfer of those behaviours to the job
Career development: an ongoing process in which individuals progress through a series of stages that consist of a unique set of issues, themes and tasks

· Career planning: involves the assessment of an individual’s interest, skills, and abilities in order to develop goals and career plans
· Career management: taking the necessary steps that are required to achieve an individual’s goal and career plans

CHAPTER 3 - Perception, Attribution, and Diversity
What is perception?

The process of interpreting the messages of our sense to provide order and meaning to the environment

Components of perception

Perceiver, target being perceived, situational context

The perceiver

· experience is one of the most important characteristic that influence our impressions
· Needs unconsciously influence our perceptions by causing us to perceive what we wish to perceive 
· Emotions anger, fear, happiness can influence our perception
· Perceptual defence: the tendency for the perceptual system to defend the perceiver against unpleasant emotions
The target

· perception involves interpretation and the addition of meaning to the target, and ambiguous targets are especially susceptible to interpretation and addition
The situation

· the most important effect that the situation can have is to add info about the target
Social identity theory

A theory that states that people form perceptions of themselves based on characteristics and memberships in social categories

Personal identity is based on our unique personal characteristics, such as our interests, abilities, and traits

Social identity is base on our perception that we belong to various social groups, gender, age, nationality, occupation

· we define members of a category relative to members of other categories
A model of the perceptual process

Bruner’s model of perceptual process

	Model
	Example

	Unfamiliar target encountered
	New co-worker

	Openness to target cues
	Observation; search for info

	Familiar cues encountered
	Co-worker is stanford grad with good grades

	Target categorized
	Co-worker is a good man with great potential 

	Cue selectively 
	Co-worker’s poor performance ignored or distorted 

	Categorization strengthened 
	Co-worker still good man with great potential


Perceptual constancy: refers to the tendency for the target to be perceived in the same way over time or across situation

Perceptual consistency: refers to the tendency to select, ignore, and distort cues in such a manner that they fit together to form a homogeneous picture of the target 

Basic biases in person perception

Primacy effect: tendency for a perceiver to rely on early cues or first impressions

Recency effect: the tendency for a perceiver to rely on recent cues or last impressions

Central traits: personal characteristics of a target person that are of particular interest to a perceiver

Implicit personality theories: personal theories that people have about which personality characteristics go together 

Projection: the tendency for perceivers to attribute their own thoughts and feelings to others

Stereotype: tendency to generalize about people in a certain social category and ignore variations among them


Three specific aspects to stereotyping

· we distinguish some category of people
· We assume that the individuals in this category have certain traits
· We perceive that everyone in this category possesses these traits
Factors that reinforce inaccurate stereotypes and make them persist 

1) even incorrect stereotypes help us process information about others quickly and efficiently
2) Inaccurate stereotypes are often reinforced by selective perception and the selective application of language that was discussed above
Attribution: Perceiving causes and motives

Attribution: the process by which causes or motives are assigned to explain people’s behaviour

Dispositional attributions: explanations for behaviour based on an actor’s personality or intellect

Situational attributions: explanation for behaviour based on an actor’s external situation or environment 

Consistency cues: attribution cues that reflect how consistently a person engages in a behavior over time

· high consistency leads to dispositional attributions 
Inconsistent behaviour --> situational behaviour 

Consensus cues: attribution cues that reflect how a person’s behaviour compares with that of others

low consensus behaviour leads to more dispositional attributions than typical, high consensus behaviour

Distinctiveness cues: attribution cues that reflect the extent to which a person engages in some behaviour across a variety of situations 

Biases in attributions

· Fundamental attribution error: tendency to overemphasize dispositional explanations for behaviour at the expense of situational explanations
· Actor-observer effect: the propensity for actors and observers to view the causes of the actor’s behaviour differently 
· Self-serving bias: the tendency to take credit for successful outcomes and deny responsibility for failures
Person perception and workforce diversity 

Workforce diversity: differences among recruits and employees in characteristics such as gender, race, age, religion, cultural background, physical ability, or sexual orientation

Stereotype threat: members of a social group feel they might be judged or treated according to a stereotype and that their behaviour or performance will confirm the stereotype

Diversity programs will be most successful when the following actions are taken as part of a diversity initiative:

· Build senior management commitment and accountability
· Conduct a thorough needs assessment
· Develop a well-defined strategy tied to business results
· Emphasize team building and group process training 
· Establish metrics and evaluate the effectiveness of diversity initiatives 
Perceptions of trust

Trust: a willingness to be vulnerable and to take risks with respect to the actions of another party 

Trust perceptions toward management are based on 3 distinct perceptions:

· Ability: refers to employee perceptions regarding management's competence and skills
· Benevolence: refers to the extent that employees perceive management as caring and concerned for their interest and willingness to do good for them 
· Integrity: refers to employee perceptions that management adheres to and behaves according to a set of values and principles that the employee finds acceptable
To create a great workplace managers need to build trust which accomplished by practicing the 

Trust model

	Respect
	Showing employees appreciation for their efforts and contributions

	Credibility 
	Being approachable, easy to talk to, answering questions, making expectations clear

	Fairness
	Ensuring all employees have opportunities for rewards and recognition

	Pride 
	Make employees feel they personally make a difference in their work

	Camaraderie
	Create workplace where workers can be themselves and care about each other


Perceived organizational support

Employee’s belief that their organization values their contribution and cares about their well being

Organizational support theory: a theory that states that employees who have strong perceptions of organizational support feel an obligation to care about the organization’s welfare and to help the organization achieve its objectives

How to improve employee POS?

· through supportive human resources practices: participation in decision making, opportunities for growth and development, fair reward and recognition system, equality, diversity programs
Person perception in human resources 

Role of perception in three important areas of HR: employment interview, applicant perception of recruitment and selection, performance appraisal 

Perception in the employment interview 

· Applicants usually motivated to present an especially favorable impression of themselves
· How interviewers use perceptual tendencies:
· 1. Interviewers compare applicants to a stereotype of the ideal applicant
· 2. Interviewers have a tendency to exhibit primacy reactions (first impressions)
· 3. Interviewers have a tendency to give  less importance to positive info about the applicant
4. Contrast effect: previously interviewed job applicants affect an interviewer’s perception of a

·     current applicant, leading to an exaggeration of differences between applications
Structure of a structured interview:

1) Evaluation standardization
2) Question sophistication
3) Question consistency 
4) Rapport building
· This structure allows applicants to be more easily compared because they have all responded to an identical sequence of questions
Signalling theory: Job applicants interpret their recruitment experiences as cues or signals about what it is like to work in an organization 

Leniency: the tendency to perceive the job performance of ratees as especially good

Harshness: the tendency to perceive the job performance of ratees as especially ineffective

Central tendency: the tendency to assign most ratees to middle-range job performance categories

Halo effect: the rating of an individual on one trait or characteristic tends to colour ratings on other traits or characteristics

Similar-to-me effect: a rater gives more favourable evaluations to people who are similar to the rater in terms of background or attitudes 

CHAPTER 4 - Values, attitudes and work behaviour

Values: a broad tendency to prefer certain states of affairs over others

Hofstede’s Study 

	Power distance
	Extent to which an unequal distribution of power is accepted by society members

	Uncertainty avoidance
	Extent to which people are uncomfortable with uncertain and ambiguous situations

	Individualism vs collectivism
	Individual societies stress: individual initiative, privacy

Collective cultures favour: interdependence, loyalty to family/clan

	Long term 

vs short term orientation
	Long term stress: persistence, perseverance, thrift, close attention to status differences

Short term stress: personal steadiness, stability, face-saving, and social niceties 


What are attitudes?

A fairly stable evaluative tendency to respond consistently to some specific object, situation, person, or category of people

·  Attitudes involve evaluations directed toward specific targets
·  Attitudes are tendencies to respond to the target of the attitude
·  Attitude --> Behaviour
·  Attitudes are a function of what we think and what we feel
·  Attitudes are the product of a related belief and value
·  BELIEF + VALUE ==> Attitude --> Behaviour
 Organizations attempt to change employee attitudes by using a communicator to modify the 

·  beliefs or values of an audience that supports a currently held attitude 
What is job satisfaction?

A collection of attitudes that workers  have about their jobs

1) Facet satisfaction: the tendency for an employee to be more or less satisfied with various facets of the job
· Facets: work itself, compensation, career opportunities, recognition, benefits, working conditions, supervision, co-workers, organizational policies  
2) Overall satisfaction: an average or total of the attitudes individuals hold toward various facets of the job
What determines job satisfaction?

Discrepancy
Discrepancy theory: job satisfaction stems from the discrepancy between the job outcomes wanted and the job outcomes that are perceived to be obtained

· people might differ in their beliefs about the job in question. They might differ in their perceptions concerning that actual nature of the job
Even if people perceive there jobs as equivalent, they might differ in what they want from it

Fairness

Distributive Fairness: fairness occurs when people receive the outcomes they think they deserve from their job

· equity theory: job satisfaction stems from a comparison of the inputs one invests in a job and the outcomes one receives in comparison with the inputs and outcomes of another person or group 
·  
My outcomes/my inputs = other’s outcomes/other’s inputs
· Inputs: anything that people give up, offer, or trade to their organization in exchange for outcomes
· Outcomes: factors that an organization distributes to employees in exchange for their inputs
Procedural fairness: fairness that occurs when the process used to determine work outcomes is seen as reasonable

· the following factors contribute to perceptions of procedural fairness
· 1. Are consistent and across people
· 2. Are accurate and unbiased
· 3. Allows 2 way communication during the process 
· 4. Welcomes appeals of the procedure or allocation
Interactional fairness: fairness that occurs when people feel they have received respectful and informative communication about an outcome

Disposition

· Some people are predisposed by virtue of their personalities to be more or less satisfied despite changes in discrepancy or fairness
· In general, people who are more optimistic and proactive report higher job satisfaction
Mood and Emotion

Emotions: intense, often short-lived feelings caused by a particular event

Mood: less intense, longer-lived, and more diffuse feelings

Emotional contagion: tendency for moods and emotions to spread between people or throughout a group

Emotional regulation: requirement for people to conform to certain “display rules” in their job behaviour in spite of their true mood or emotion 

Some Key contributors to job satisfaction 

· Mentally challenging work
· Adequate compensation
· Career opportunities
· People
Consequences of job satisfaction

Absence from work 

· job satisfaction and good attendance probably stems in part from the tendency for job satisfaction to facilitate mental health and satisfaction with life in general. 
· Content people will attend work with enthusiasm
Turnover

· hiring new people cost a lot of money and usually don't even include intangible costs such as work group disturbance or loss of special skill from the worker
· Honeymoon effect: the bad facets of the old job are gone, the good facets of the new job are apparent, and the bad facets are not yet known. Overtime as these bad facets are recognized a “hangover effect” can occur which overall satisfaction with the new job decreases
· There are reasons satisfied people quit their job and dissatisfied people stay
· Divorce, birth of a child, other job offers
· May have strong commitment to the organizations mission even if he/she is dissatisfied
· Worker might be imbedded in the community not willing to change all of it
· Weak job market might result in limited employment alternatives
Performance

job satisfaction and performance relationship is complicated and doesn’t always mean “a happy worker is a productive worker”

Organizational citizenship behaviour

· voluntary, informal behaviour that contributes to organizational effectiveness
· Includes: helping, conscientiousness to work, being a good sport, courtesy and cooperation
· Ex: someone coming to help you with a software, does you task quickly
· Behaviour is voluntary
· Behaviour is spontaneous
· Behaviour contributes to organizations effectiveness
· Behaviour probably wont be rewarded or picked up
Customer satisfaction and profit

· reduced absenteeism and turnover contribute seamless delivery of service, stimulate good teamwork. The good mood of employees might put customers in a good mood
What is organizational commitment?

An attitude that reflects the strength of the linkage between an employee and an organization

Three different types of organizational commitment

	Affective commitment
	Based on identification and involvement with an organization
	People with high affective commitment stay with an organization because they WANT to

	Continuance commitment
	Based on the costs that would be incurred in leaving an organization
	people with high continuance commitment stay with an organization because they HAVE to

	Normative commitment
	Based on ideology or feeling of obligation to an organization
	people with high normative commitment stay with an organization because they think they SHOULD do so
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