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INTRODUCTION

In today’s day and age, it is important for Management to implement concepts and theories to their organization. Firms that do not have a general philosophy that dictates towards their company’s vision have difficulties in surviving in today business environment.  To gain a better understanding of organizational behavior, an analysis of a popular nightclub by name of Pinq Taco was conducted. To be precise, the location of this franchised service industry in downtown Montreal will be examined.  The focus of the report is on the scale of what extent managers of Pink Taco use organizational behavior principles and practices in executing their jobs.

METHODOLOGY

The process to collect data for this report was a personal interview that was conducted on the head manager of Pinq Taco. This specific participant was chosen to provide internal/external insight of how organizational behavior theories are applied in real life scenarios. In addition, his perspective provide to which extent these theories are used in the day-to-day operations. The name of interviewee is Joe Dangelo. The location of the interview was 3612. Boul. St-Laurent Montréal, H2X 1A1 on November 1st, 2013 from 8-9pm. The interview was conducted in his office to assure the participant was comfortable and relaxed. The time and location was chosen right before opening a major Halloween event to guarantee the participant was in ideal mindset for the interview. The proximity of the interview were set to assure the response were accurate and honest. Before commencing, the participant was asked to sign a consent form, assuring him that his answers would remain anonymous and confidential, and that they did not have to answer to anything that made him uncomfortable. The questionnaire consisted of major theories and concepts from course book “Organizational Behavior; Understanding and Managing Life at Work” from chapter 2-6 in chorological order.

SUMMARY OF THE THEORIES

The theories for personality and learning are The Five Factor Model, Locus of Control, and operant learning. According to “The Five-Factor Model of Personality, there are five major categories to measure personality traits. The first category is extraversion, which is made up of 2 sub-categories: extravert (outgoing) and introvert (shy). The second category is emotional stability, which deals with confidence and insecurity.  Agreeableness is the third category, measuring how approachable a worker is in terms of cooperation. The fourth is titled conscientious and is arguably the most important category.  It reflects the degree of responsibility in which a worker conducts himself in the workplace. Openness to Experience is the final category, which describes a person as being flexible/original or obstinate/dull in their work environment (Johns and Saks, 2011, p.42).  Whether behavior is influenced by internal or external factors is described in the theory known as locus of control.  This is used to describe the extent to which a worker believes they can control events that affect them.  Their locus is either internal, worker controls his/her life or external, belief that life is determined by external environmental factors out of their control (Johns and Saks, 2011, p.44).  Operant learning theory is described as a type of conditioning in which a worker’s behavior changes according to its consequences. From these consequences, the subject learns how to use the environment to achieve desired outcomes. (Johns and Saks, 2011, p.49).  
For perception, attribution, and diversity the concepts looked at are implicit and organizational support theories. According to implicit personality theory, the assumption is that every individual tends to group certain personality trait together such as honestly and trustworthy (Johns and Saks, 2011, p.78). Additionally, organizational support theory is the idea that an employee with a strong connection to organization will be more committed towards its welfare and have sense of a obligation to obtain the organization’s goals (Johns and Saks, 2011, p.95).

Similarly, the   theories for Values, attitudes, and work behavior are based on Hofstede’s study, and discrepancy. The Hofstede’s study has five dimensions. The first dimension is referred to as power distance, which involves the extent to which members of society accept an unequal distribution of power. The 2nd dimension is referred as uncertainty avoidance, which is the extend people are comfortable working in a regulated, predetermine work environment. Masculinity/femininity as the 3rd dimension separate gender roles. Cultures that are high in masculinity support the ideal that men are powerful and stress financial achievement. Whereas more feminine cultures stress gender equality and quality of life, and put less importance into gender roles. The 4th dimension takes into regard the relationship between individualism and collectivism societies. Individualistic societies tend to emphasize the worker’s independence, self-initiative and privacy. Collective cultures value interdependence, group work and loyalty. The final dimension is known as Long-Term/Short-Term Orientation. In terms of cultures, a long-term orientation tends to stress persistence and close attention to status differences. On the contrary, short-term orientation stresses personal steadiness and stability (Johns and Saks, 2011, p.115-116). In respect to discrepancy theory, it measure the variation between the outcome desired, and actually obtained by individuals (Johns and Saks, 2011, p.121).
Moreover, the theories of work motivation that will be analysis are Intrinsic & Extrinsic motivation, McClelland theory of needs, expectancy, equity, and goal setting theories. The first being intrinsic motivation theory, which states that motivation is normally self-applied and means the worker holds them self-responsible.  Contrary to this is extrinsic motivation, which is normally applied by others, and not the person being motivated.  Both intrinsic and extrinsic factors are used to explain self-determination theory. The theory deals with the difference between autonomous motivation (actions are internally regulated) and controlled motivation (motivated to obtain an extrinsic reward)(Johns and Saks, 2011, p.147).  McClelland’s theory describes that needs of a person reflect regular personality characteristics.  There is no hierarchical structure among needs, rather it focuses more on the specific behavioral results of needs (Johns and Saks, 2011, p.154). 
Expectancy, equity and goal setting theories are considered process theories, describing how motivation occurs rather than what motivates people. Expectancy theory involves the basic belief that motivation is determined by the results people think will occur as a consequence of their actions (Johns and Saks, 2011, p.156).  Equity theory is described as the relationship between the inputs a worker puts in with respect to the outcomes they receive. Furthermore, this result be resemble against the input/outcomes of another relevant person (Johns and Saks, 2011, p.160). Lastly, goal-setting theory is the notion of setting goals as a form of motivation.  Something all organizations, departments, supervisors and employees take part in (Johns and Saks, 2011, p.162). 
In the final analysis, the last theories that will be look at will be from the Job characteristic model, job motivation and involvement. There are 5 main components from job characteristic model that have a strong effect on the worker's motivation. The first is skill variety, the opportunity to do different jobs using several skills. The second fundamental is task identity, which involves the full completion of a task from beginning to end. The third is task significance, the impact the job has and the importance to others. The fourth characteristic is autonomy, which is the freedom to plan one's own workday. The last category is job feedback, information and feedback on the workers performance and efficiency (Johns and Saks, 2011, p.195). Nonetheless, job enrichment involves the design of jobs to improve intrinsic motivation, the quality of the working day and job involvement (Johns and Saks, 2011, p.197). Last, but not least job involvement includes the psychological and emotional extent to which the worker participates in the job and the significance of the job to one's self image (Johns and Saks, 2011, p.197).

ORGANIZATIONAL INFORMATION

Pink Taco is a service industry in the heart of Montreal nightlife.  It has several locations in North America, such as Las Vegas, Nevada. It’s a franchise company; the location in Montreal has multiple partners. Pink taco provides it cliental with all sorts of alcoholic beverages like beer, wine, champagne, rum, vodka, cognac and mixed drinks. Its also provides customers with non-alcoholic beverages like water and juice. The business gives customers a dance/party theme environment, where they can socialize and enjoy each other company. Pink Taco runs its operations from Thursday to Monday, 10pm to 3am. The business attracts the segment of young adults that age from 18- 22 years old. The only exception is on Monday, when the business carters to an older crowd, usually 30 plus. Pink Taco officially opened its door on November 30th 2010. Carlos Campisi was the one that founded the company.  

In the management building process, the top four managers also become part owners as well. In this point of the company’s history, Pink Taco was not considered to succeed or last too long on St-Laurent Boulevard due to its fierce competition. However, in recent 2 years it has became a huge success and expanded to almost double its size through the merge of another floor above. This floor was previously known as the club called “Upstairs”. It became a part of Pink’s operation at the beginning of the year. The organization has five managers, two of which that have clerical responsibility such as inventory keep up, accounting, and table reservations/guest list. All of the managers have a share engagement in the operative tasks. Operative tasks are dividend into categories such as security, bar keeping, customer relations, etc… Pink Taco has numerous types of jobs that are not administrative. Job positions vary from bouncer to bus boy, promoter, waitress, and bar tender. Pink taco has roughly 2 dozens employees. Enormous amount of Pink Taco’s success is based on its organizational structure. It is a mixture of Oligopoly hierarchy and a pyramid structure with orders going downwards.
BACKROUND OF THE MANAGER / INTERVIEWEE

For the interviewing process, Joe Dangelo of owner is available to be interview. His job title classifies him as the bar/club manager. He had achieved a bachelor of arts majoring in Sociology from Concordia. Joe joined the Pink Taco family in late 2010, he has more than 8 years of experience in management. It was gained by working in every position possible in the bar atmosphere, from bus boy, coat check, waiter, bartender to manager. 
MANAGER’S FUNCTION

The job responsibilities consist of scheduling and training all staff including; coat check, bus boys, waiters, bartenders, etc. It is essential everyone is productive as possible. This is realizable when mistakes are confronted on spot or after work. Alongside with opening and closing each day, it is equally important to advertise the business on social networks. In terms of strategizing business plans, minimizing cost, coming up with branding models, organizing weekly meetings is key to the company overall health.

INTERVIEW SUMMARY

We were able to explore the use of organizational behavior at the workplace in-depth through the interview directed with Pinq Taco’s Manager, Joe Dangelo. The interview helped shed light on the value and application of organizational behavior at Pinq Taco through questions that relate to theories of personality, learning, diversity, perception, values, attitudes, motivation, reinforcement and more. 

The nature of the workplace, Pinq Taco, makes Joe prefer and look for certain characteristics and traits in his staff and employees. The first set of interview questions asked (Q1 – 1.3) relating to whether reserved or interactive employees are preferred, it is indicated that being interactive is more common for an employee in that Job, that generally requires a more than average amount of activity with clients, and is also usually a preference. That being said, Joe also respects and values difference and diversity, and feels that reserved employees at Pinq Taco often make up their lack activity and openness by faster service times and efficiency.

The second and third set of questions (2, 3 – 3.5) focused more on employee specific traits. Through the answers given, it was certain that the manager highly valued confidence, cooperation and responsibility. Joe also valued creativity and openness, and indicated 0 tolerance towards irresponsibility and coldness/rudeness. Negative behavior, according to Joe, is handled by a combination of positive and negative reinforcement, but is usually specific to the behavior. Although Joe holds a firm stance of unwanted actions, he tends to be non-confrontational and takes notes instead of bringing it to the attention of his employees. He however, acknowledges that such a method is not the best option for him and that it needs to change, and realizes that both observational learning and modeling are accepted and needed means of learning for his business. 

Other questions asked helped determine the value of motivation in the manager’s perspective. Joe feels that employee motivation and a motivational environment is extremely important and vital for achieving success and having an efficient staff (Q13).  Also, he views work as being a primary motivator to his employees (Q18), and acknowledges the effects motivation has on Performance, attendance, satisfaction and turnover (Q19). He tries to maximize the performance of his workforce, by developing an effective staffing technique. This involves picking his staff by visiting their place of work, spending time around them and monitoring their performance to best determine how they would perform at Pinq Taco, and determine pro’s and con’s during early encounters (Q10). In addition, Joe follows a certain criteria to choosing his employees and believes that his business depends on it; employees need to be seen as best fits (Q9). The manager also stresses the need of diversity in a bar/club environment. Aside from connecting much better with the clients, diversity is also, in Joe’s opinion, creates a better and more well-rounded workforce in such an industry (Q11).
Other attitude identifying questions, helped determine how Joe views attitudes and motivation affect other areas of work. For instance it is indicated that mood and attitudes of employees can spread out to clients, and positivity as well as negativity can influence the employee themselves, in relation to the Job they’re performing. Joe also perceives himself as being a fair manager (“too fair” as indicated), and pays a lot of attention to equality (Q26, 27). Due to the diverse workforce employed, the manager is cautious about differences in perception caused by different personalities and cultures. When delivering unpleasant news, reinforcing or punishing, Joe eases the blow by positively commenting on some actions before following it with the negative comments (Q7).  

Finally, the manager expresses the importance of task significance and identity to the motivation and satisfaction of the employee, however Joe mentions that satisfaction and motivation at his workplace can be achieved when a task is getting performed at the highest standard (Q34). Skill variety, Job Enrichment and High job involvement is as well seen as important when employee retention rates are high and employees are loyal to the workplace for a long period of time (Q42, 46). Joe also makes sure he allows two-way feedback to inform employees of progress or slacking. 

Compare/contrast the findings with the model  (i.e., text material)
Analysis: are the findings from the interview congruent (fit) or not congruent with the theory from the text?

This section will be analyzed on two or three distinct pages that clearly demonstrate where and why your findings are convergent or divergent with the theory (text), and why it is or why it is not. This critical learning exercise needs to be clearly articulated.


The findings from the interview process were both congruent and not congruent with the theory from the text.  In terms of personality, the findings were congruent with the text’s theory of the Five Factor Model. Joe feels people who are more outgoing (extroverts) are better suited for the party lifestyle, which is essentially the service Pinq Taco offers to its clientele.  It is beneficial to the business if employees are more secure about themselves or in other words, emotionally stable (second factor).  As per Joe, he feels that confidence has a positive effect on the output of his employees. Actions are taken with clear thought and effectively applied.  As expected, Joe prefers employees to be cooperative and open to improvement, demonstrating a high level of agreeableness.  Conscientiousness, the fourth factor, is also congruent with the findings.  When employees make mistakes, it is tolerated, but the employee must show respect in any situation.  Joe believes that his employees must show enough responsibility to regulate his/her mistake in the best interest of the organization.  Lastly, Joe addresses the element of originality.  This is the fifth factor.  Being creative brings in clients for Pinq Taco as well as more publicity on social networks.

2. Learning - Learning occurs when practice or experience leads to a relatively permanent change in behaviour potential. Reinforcement, modelling

From a management perspective, when an unacceptable behavior occurs, avoid it is the worst thing to do. Joe takes initiative to address these occurrences as soon as they happen. From is experience in nightclubs, when the behavior is not correct on spot, the employee repetition of the behavior can ruin the business. The option of extinction, to solve an employee’s behavior by ignoring it is too costly. Punishment is more efficient in permanently changing a behavior. In the event of a desired behavior, Joe uses both positive and negative reinforcement. Positive reinforcement is used when an employee performs a task well. Negative reinforcement such as losing a shift or 2 is only used when the employee is making the same mistake repeatedly. Ideally the correct behavior at work for new employees is taught by observation learning or modeling an experience barkeep.

7. When delivering a message to your employees, perception in terms of the target, you the receiver and the situation during delivery play an important role within the organization. Depending on when, where, and how the message is delivered, interpretation may create confusion and conflict among both parties. To make sure this problem does not occur during or after the delivery of the message, what precautions do you usually take?

People are very defensive by nature. I always begin with the positive and end with things which need to be improved. Especially in meetings. To make someone want to help you they have to believe youre on the same team first.

8. When looking for certain personality traits during recruitment, do you tend to categorize certain traits together (Ex; you except hardworking people to also be honest)?

Yes. Staffing is the hardest part of this business and if the staff is not very very good in raises your chances of failure dramatically.

Attitudes are an important aspect of the employee that determines how they think and behave. They often relate to the performance and the efficiency of the worker as well. The main attitude that Joe found was important for his employees to have success was motivation. People that are motivated are very willing to learn and improve in their job. Whereas workers who think they have succeeded, usually have much more to learn. Attitudes often influence behavior towards certain situations or people, and in this case this theory holds true. When some of Joe’s employees had negative attitudes their work production would be lower compared to those with positive attitudes. The message given to those with a negative attitude has been to check your attitude at the door, and come into the workplace with a fresh mindset. Joe has found that when employees come in with a good mood and think positive, they have worked more efficiently. A positive outlook and attitude gives the worker an advantage because they know and think they can accomplish the task. One strategy that management has applied to help the employee’s attitude, is being thorough. The management checks up on employees regularly to make sure they are working well and not developing bad habits. 


*** Hofsted’s study???***Values are considered to be a broad judgment of the importance of certain affairs over others.  This element is an important part of any organization, for these values are reflected in the way the business conducts itself.  In terms of organizational behavior, values in cross-cultural and occupational differences are the focus.  Cross-cultural value differences may sometimes serve as a problem in the work place.  On the other hand, Joe enjoys this aspect and feels as though it is a necessity.  Clients favor that diversity since it allows them to form bonds with workers who share the same values.  In doing so, it creates a diverse business in which a variety of customers can feel welcome.  Joe goes as far as to say that there are no limitations at all when it comes to having employees with different cultural values.  ***We need to make up questions and answers for what follows***.  Occupational differences might cause a bigger problem in other business more than Joe’s business.  Aside from the nightly manager, Pinq Taco’s daily employees are more or less of the same occupational position.  Joe feels this element benefits the business since all his employees value the same things.  It comes as no surprise that problems do occur, but his employees are usually working with similar values in store.     

Job satisfaction can be described as the attitudes that workers have towards their job. This involves several facets that can be divided up into simple 5 categories: people, pay, supervision, promotion and the job itself. At Pink Taco the manager is very concerned with his worker’s satisfaction. At the end of the day Joe considers himself an extremely fair manager when dealing with his employees and finds that workers will often take advantage of him. Fairness is a big component of job satisfaction, it affects both what people want from their jobs and how they react to the inevitable discrepancies. Joe finds that he deals which each facet very well, and will always listen to each employee’s opinion. The equity theory also has important implications for job satisfaction. It involves the comparison of the inputs one invests and the outcome that is received between another person or group. The findings from the interview suggest that Joe takes equality amongst workers very seriously, and feels that it plays a big role in job satisfaction. He mentions that there is zero tolerance for rudeness between staff members. He goes as far as saying that he doesn’t mind if employees make a mistake, or lose money but when it comes to a worker being mistreated or taken advantage consequences will follow. To manage employee’s job satisfaction, Joe is constantly arranging group and personal meetings with the workers.

8. Motivation - Motivation can be formally defined as the extent to which persistent effort is directed toward a goal. McClelland, Expectancy, Equity, Goal Setting

10. Motivation in Practice - Organizations may use a number of motivational techniques to increase productivity. However, productivity gains should not be at the expense of a reduced quality of working life. The ‘quality of working life refers to the extent to which work experience is rewarding and fulfilling yet does not lead to stress and other negative personal consequences
Employee motivation is a major aspect in any business, and Pinq Taco is no different.  When asked if motivation was a major factor in hiring new employees, Joe simply responded, “yes” with no further explanation.  Message received.
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