Introducing OB – Chapter 1 – Lesson 1:

What is it? 
· Organizational Behaviour: Field of study devoted to understanding, explaining, and ultimately improving the attitudes and behaviors of individuals and groups in organizations. (Predicting organizational behaviour and events, Explaining organizational behaviour and events in organizations, and Managing/improving organizational behaviour are the 3 goals)

· Human Resource Management: Field of study that focuses on the applications of OB theories and principles in organizations

· Strategic Management: Field of study devoted to exploring the product choices and industry characteristics that affect an organizations profitability

· Example: an OB study might explore the relationship between learning and job performance whereas HR study might examine the best ways to structure training programs to promote employee learning

· Example: a strategic management study might examine the relationship between firm diversification (when a firm expands into a new product segment) and firm profitability. 

Role of Management Theory: 
· Fredrick Taylor – father of scientific management: using scientific methods to design optimal and efficient work processes and tasks
· Classical Approach – How to optimize performance of any task (example: reducing number of hand movements exhibited by bricklayers, reducing fatigue so they could lay more bricks) by (careful observation/ measurement/ experimentation)
· Another important part of classical approach: bureaucracy (an organizational form that emphasizes the control and coordination of its members through a strict chain of command, formal rules and procedures that ensures consistency/ impartiality/ and impersonality though the organization, high specialization and centralized decision making) 
· For the classical theorists, productivity problems, if and when they occurred were likely viewed at the job level as the result of design flaws, failures to implement specified processes, or inadequate working conditions.
· HR Movement – Field of study that recognizes that the psychological attributes of individual workers and the social forces within work groups have important effects on work behaviours 
(Hawthorne Studies: How dark can we keep it to conserve electricity while continuing productivity – found the darker it got the greater the productivity but they found out it was because they were being observed) 

· For the human relations theorists, productivity problems, when and if they occurred, were likely viewed as the result of worker alienation from the organization, failure to work to satisfy important personal needs or goals, low organizational commitment, or workgroup norms encouraging low rather than high performance – in other words, very little casual emphasis on the characteristics of formal organization. 

· Contemporary Mgmt Theory – Greater attention to “softer factors” such as individual differences that effect productivity
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Individual Outcomes:
· 2 primary outcomes of interest to OB researchers: job performance & organizational commitment
· Most employees goals for their working lives: to perform their job well, and to remain members of an organization they respect
· Most managers goals for their employees: to maximize their job performance and to retain these employees for a significant length of time
Why is OB important?

· Can’t just have faith that OB matters, need an argument that captures exactly why OB might affect the bottom line of an organization
· Resource-based view: a model that argues that rare and inimitable resources help firms maintain competitive advantage
· Not only resources such as: revenue, equity, buildings, or technology, but also resources related to OB such as: knowledge, decision making, ability, and wisdom of the workforce as well as the image, culture, and goodwill of the organization
· A resource is more valuable when it is rare and inimitable and good people are both rare and inimitable therefore create a resource that is valuable for creating competitive advantage.
· 3 reasons why people are inimitable:
· History: people create history; a collective pool of experience, wisdom, and knowledge that benefits the organization – history cannot be bought 
· Numerous small decisions: idea that people make small decisions day in and day out; the kinds of small daily activities that are often invisible to competitors
· Socially Complex Resources: people are the source of socially complex resources such as culture, teamwork, trust, and reputation. They are termed “socially complex” because it is not always clear how they came about, but it is clear which organizations do (and do not) possess them.
Rule of 1/8:

The belief that at best 1/8, or 12%, or organizations will actually do what is required to build profits by putting people first.

Figure 1-3: The Scientific Method







Correlation: .5 – “strong”/ .3 “moderate”, .1 – “weak” 
Meta-Analysis: Combines results of multiple studies and calculates a weighted average correlation
Job Performance – Chapter 2 – Lesson 2: 
Job performance/ Organizational Commitment are the outcome variables – and are the most important to employers.
Job performance: 

· “Employee behaviours that contribute either positively or negatively to the accomplishment of organizational goals”

· Includes behaviours that are within the control of the employees

· Places a boundary on which behaviours are (and are not) relevant to job performance

· People’s behaviors are what we can influence (predict, explain, and manage) 

· Behaviours that contribute that good or bad to the organizations

· Behaviours are directed towards organizational goal accomplishment

Types of Performances:
Task Performance (employee behaviours that are directly involved in the transformation of organizational resources into the goods or services that the organization produces) 
· Routine (well known or habitual responses by employees to predictable task demands/ involves well know responses to demands that occur in a normal, routine, or otherwise predictable way)

· Adaptive – Table 2-1 (behaviours that relate to new and unpredictable situations)
· Creative (Degree to which individuals develop ideas or physical outcomes that are both novel and useful)
How to tell if an employee is a good task performer: Job Analysis – Table 2-2
· Job Analysis: process by which an organization determines requirements of specific jobs

1) Generating a list of activities that make up a person’s work

a. Observation

b. Interview

c. Survey

2) Rate each activity on the importance of the activity on the job and the frequency in which the employee would engage in these activities

3) Highest on the list would be what are used to rate employees on task performance (most important and most frequent)

· Could use a data base to find the activities: O*Net/ National Occupational Classification
Citizenship behaviour (Organizational/ Interpersonal) OCBO/OCBI – Figure 2-1: 

· Voluntary employee behaviours that contribute to organizational goals by improving the context in which work takes place

· Go above and beyond the call of duty at work and engage in behaviours that are not within their job description and thus do not fall under the heading task performance
· Organizational OCB: Going beyond normal expectations to improve operations of the organization, as well as defending the organization and being loyal to it

· Voice: speaking up to offer constructive suggestions for change, often in reaction to a negative work event

· Civic Virtue: participation in company operations at a deeper than normal level through voluntary meetings, readings, and keeping up with news that affects the company

· Boosterism: positively representing the organization when in public
· Interpersonal OCB: going beyond normal job expectations to assist, support, and develop co-workers and colleagues 

· Helping: assisting co-workers who have heavy workloads, aiding them with personal matters, and showing new employees the ropes when they are first on the job

· Courtesy: sharing important info with co-workers

· Sportsmanship: maintaining a positive attitude with co-workers through  good and bad times
Counterproductive work behaviour – Figure 2-2 (Negative Behaviours/ CWB):
· Behaviours that intentionally hinder organizational goal accomplishment
· Property Deviance: Behaviours that harm the organization’s assets and possessions
· Sabotage: purposeful destruction of equipment, organizational processes, or company products

· Theft: stealing company products or equipment from the organization

· Production Deviance: Intentionally reducing organizational efficiency of work output 

· Wasting resources: using too many materials or too much time to do too little work

· Substance abuse: the abuse of alcohol or drugs being coming to work or while on the job 

· Political Deviance: Behaviours that intentionally disadvantage other individuals

· Gossiping: Casual conversation about other people in which the facts are not confirmed or true

· Incivility: Communication that is rude, impolite, discourteous, and lacking in good manners

· Personal Aggression: Hostile verbal and physical actions directed towards other employees

· Harassment: Unwanted physical contact or verbal remarks from a co-worker

· Abuse: Employee assault or endangerment from which physical and psychological injuries may occur 

· Studies show that if someone partakes in one of these activity they are most likely to take part in others
· Not necessarily poor performers that take part in these activities – good performers do too because they can get away with it (there is only a weak negative correlation between task performance and counterproductive behaviour) 
What does it mean to be a good performer: Figure 2-3

· Someone is good at the particular job tasks that fall within his or her job description, whether those tasks are routine or require more adaptability.

· It also means that the employee engages in citizenship behaviours directed at both co-workers and the organization and refrains from engaging in counterproductive behaviours.

Applications - Performance Management:

· Management by objectives (MBO): manager and employee meet to develop a set of mutually agreed upon objectives that are measurable and specific. They also agree upon the time period for achieving those objectives and the methods used to do so then meet again to see if the goals have been met. Best suited for measures of performance that can be quantified.
· Behavioral anchored rating scales (BARS): Use of examples of critical incidents to evaluate an employee’s job performance behaviours directly. Typically, supervisors rate several performance dimensions using BARS and score an employee’s overall job performance by taking the average.
· 360 Degree Feedback: feedback from employee/ colleagues/ supervisor/ customers (collecting performance information from anyone who might have first-hand knowledge about the employee’s performance behaviours) 
· Problems: ratings vary across sources, which is most “correct”?/ may give biased opinions thinking the info could be used for compensation as opposed to skill development

· It is best suited to improving or developing employee talent

· Forced ranking: Mangers rank employees relative to one another(best, middle, worst/ “vitality curve”) 
Organizational Commitment – Chapter 3:
Organizational Commitment and Employee Withdrawal – Figure 3-1 
Organizational Commitment: 
An employee’s desire to remain a member of an organization
Withdrawal Behaviour: 
Employee actions that are intended to avoid work situations 

Forms of Commitment (Table 3-1):
· Affective commitment: emotion based reasons (stay because they want to)

· My friends work here, I’d miss them if I left/ My duties are rewarding, I enjoy coming to work every day
· Social Networking Diagram (Figure 3-3):

· Erosion Model: people with the least amount of bonds are most likely to quit

· Social Influence Model: individuals with bonds to people who quit are more likely to quit themselves after that person leaves

· Continuance commitment: cost based reasons (stay because they have to)
· Exists when there is a benefit associated with staying and a cost associated with leaving/ Focuses on personal and family issues more than the other 2 types of commitment
· I’m due for a promotion, will I advance this quick at the new job?/ My salary and benefits get us a nice house in our town, the cost of living is much higher in this new are

· Embeddedness: An person’s links to the organization and community, his or her sense of fit with that organization and community, and what he or she would have to sacrifice for a job change

· Normative commitment: obligation based reasons (stay because they ought to)
· Exists when there is a sense that staying is the right or moral thing to do
· It is the sense of “wanting to give something back” or “feeling like you owe the organization”
· My boss has invested so much time in me, mentoring me, training me, showing me the ropes/ My employer has helped me out of a jam many times, how could I leave now?
Focus on Commitment:

· The people, places, and things that inspire a desire to remain a member of an organization

· The 3 forms of commitment combine to create and overall sense of psychological attachment to the company
Responding to Negative Events:
· Exit: A response to a negative work event in which one becomes often absent from work or voluntarily leaves the organization
· Voice: A response, often in reaction to a negative work event, in which an employee offers constructive suggestions for change
· Loyalty: A passive response to a negative work event in which one publicly supports the situation but privately hopes for improvement 
· Neglect: A passive, destructive response to a negative work event in which one’s interest and effort in work decline 
Psychological & Physical Withdrawal – Figure 3-4
· Psychological Withdrawal (Neglect) - Mentally escaping the work environment

· Daydreaming: One’s work is interrupted by random thoughts or concerns

· Socializing: One verbally chats with co-works about non-work topics

· Looking Busy: One attempts to appear consumed with work when not performing actual work tasks
· Moonlighting: Employees use work time and resources to do non-work related activities
· Cyberloafing: Employees surf the internet, email, and instant message to avoid doing work-related activities 
· Physical Withdrawal (Exit) – A physical escape from the work environment

· Tardiness: Employees arrive late to work or leave work early

· Long Breaks: Employees take longer than normal lunches or breaks to spend less time at work

· Missing Meetings: Employees neglect important work functions while away from the office

· Absenteeism: Employees so not show up for an entire day or work

· Quitting: Employees voluntarily leave the organization
· Typically some sort of “shock,” whether it be a critical job change or a negative work experience, jars employees enough that it triggers the thought of quitting

Models of Withdrawal:

· Independent forms model: P&P withdrawals are unrelated (just because you do one does not mean you’ll do another)

· Compensatory forms model: P&P withdrawals are negatively related (more you do of one the less likely you’ll do another)

· Progression model:  P&P withdrawals are positively related (more you do of one, the more likely you are to do another) and has the most scientific support
Summary – Figure 3-5: What does it mean to be a committed employee?

Trends that affect commitment:
· Diversity of the workplace:

· Visible minorities make up roughly 16% of workforce

· Aging of the Canadian labour force – research suggests working in your old age actually keeps you healthier

· More and more employees are foreign born

· These forms of diversity make it more challenging to retain valued employees

· Changing employee-employer relationships: 
· Organizations starting to downsize – does it make the company more profitable? One study suggests “not usually”
· Employees who remain in the organization after a down size are often stricken with “survivor syndrome” characterized by anger, depression, fear, distrust, and guilt. Reduced organizational commitment as survivors are often asked to work extra hard to compensate for lost employees

· Psychological Contract: Employees beliefs about what employees owe the organization and what the organization owes them

· Transactional Contracts: psychological contracts that focus on a narrow set of specific monetary obligations (example pg.70)
· Relational Contracts: psychological contracts that focus on a broad set of open-ended and subjective obligations (example pg.70)

Commitment Initiatives:
· Perceived organizational support (POS): The degree to which employees believe that the organization values their contribution and cares about their well being
· Organization can do a number of things: provide adequate rewards, protecting job security, improving work conditions, and minimizing the impact of politics

· From an affective commitment perspective, employer strategies could center on increasing the bonds that link employees together (allowing employees time to play, social events that encourage employees to interact and develop friendships)

· From a continuance commitment perspective, the priority should be to create a salary and benefits package that creates a financial need to stay (employers should be careful when using salary and benefits to “lock” people into jobs – promotions and advancements go hand in hand with salary and benefits)
· From a normative commitment perspective, the employer can provide various training and development opportunities for employees, which means investing in them to create a sense that they owe further service to the company.

· A particular suggestion centers on what to do if withdrawal beings to occur – implication is therefore to stop the progression in its early stages by trying to root out the source of the reduced commitment
Job Satisfaction – Chapter 4 – Lesson 3 (Individual Mechanism):

Job satisfactions: 
· Pleasurable emotional state resulting from the appraisal of one’s job or job experiences; represents how a person feels and thinks about their job

· Employees are satisfied when their job provides me things they value (value: things that people consciously want to seek or attain)
Value-percept theory (Figure 4-1): 
· A theory that argues that job satisfaction depends on whether the employee perceives that their job supplies those things that they value

· Dissatisfaction= (Vwant – Vhave) * (Vimportance)
· Values are what are important to each individual and differ from person to person (pay, promotions, supervision, co-workers, the work itself, altruism, status, and environment) 

· Suggests that people evaluate job satisfaction according to specific facets:

· Pay Satisfaction: Employees’ feelings about the compensation for their jobs 
· Promotion Satisfaction: Employees’ feelings about how the company handles promotions (including whether promotions are frequent, fair, and based on ability)
· Supervision Satisfaction: Employees’ feelings about their boss, including his or her competency, communication, and personality (Most employees as 2 questions about their supervisors: 1) Can they help me attain the things that I value? and 2) Are they generally likeable?)
· Co-Worker Satisfaction: Employees’ feelings about their co-workers, including their abilities and personalities (Ask same kind of questions about co-works: 1) Can they help me do my job? And 2) Do I enjoy being around them?)
· Satisfaction with the work itself: Employees’ feelings about their actual work tasks (Boring jobs might be easier, but they’re not necessarily better)

· Value-percept theory suggests that employees will be satisfied when they perceive that their job offers the different facets they value

Satisfaction with the Work Itself:

· Research suggests that 3 critical psychological states make work satisfying:

· Meaningfulness of work: A psychological state indicating the degree to which work tasks are viewed as something that counts in the employee’s system of philosophies and beliefs (Work tasks are viewed as something that “counts” in the employee’s system of philosophies and beliefs)

· Responsibility for outcomes: A psychological state indicating the degree to which employees feel they are key drivers of the quality of work output (degree to which employees feel that they are key drivers of the quality of the unit’s work)

· Knowledge of the results: A psychological state indicating the extent to which employees are aware of how well or poorly they are doing 

Job Characteristics Theory (VISAF): (Figure 4-3) *Apparently Important!!
5 core job characteristics result in high levels of the 3 psychological states (above), making work tasks more satisfying 

· Variety: Degree to which a job requires different activities and skills
· Identity: Degree to which a job offers completion of a whole, identifiable piece of work (piece of work from beginning to end – employees can point to something and say “I did that”)
· Significance: Degree to which a job really matters and impacts society as a whole (Job impacts the lives of other people, belief that their job really matters)

· Autonomy: Degree to which a job allows individual freedom and discretion regarding how the work is to be done (When your job has autonomy, you view the outcomes of it as the product of your efforts rather than the results of careful instructions from your boss or a well written manual of procedures – freedom including control of timing, scheduling, and sequencing of work activities, as well as the procedures and methods used to complete work tasks)
· Feedback: Degree to which the job itself provides information about how well the job holder is doing (reflects feedback obtained directly from the job as opposed to feedback from co-workers or supervisors)
Jobs that have a high score on these characteristics have a higher impact on job satisfaction
· Other variables (moderators) that influence the strength of the relationship between variables:

· Knowledge and Skill: Degree to which employees have the aptitude and competence needed to succeed on their job

· Growth need Strength: Degree which employees desire to develop themselves further

· If employees lack the required knowledge and skill or lack a desire for growth and development, more variety and autonomy should not increase their satisfaction very much.

· Job enrichment: When job duties and responsibilities are expanded to provide increased levels of core job characteristics
Moods and Emotions:

· Job satisfaction reflects what you think and feel about your job

· Rational: based on a careful appraisal of the job and the things its supplies
· Emotional: based on what you feel “in your gut”
· Moods – mild in intensity/ last longer/ not directed at anything
· Pleasantness (good mood/ bad mood)
· Engagement (engagement/ activated/ aroused or disengaged)
· Emotions – more intense/ shorter in length/ are directed towards a certain thing (person or event)

· Positive emotions: feelings of joy, pride, relief, hope, love & compassion

· Negative emotions: feelings of fear, guilt, shame, sadness, envy, & disgust

· Affective events theory: describes how workplace events can generate emotional reactions that impact work behaviours

· A satisfied employee feels good about his or her job on average (overall)
· Affective events theory: explains job satisfactions, attitudes, and behaviours – an event can trigger an emotion which intern leads to emotions (affect = emotion)
Emotional Labour: The idea that emotions can be transferred from one person to another (1 person can “catch” or “be infected by” the emotions of another person) Regulating your emotions at work (ex: flight attendant in a bad mood at work still has to be polite and respectful to customers regardless of the actual emotions she is feeling)
Emotional Contagion: The idea that emotions can be transferred from one person to another (1 person can “catch” or “be infected by” the emotions of another person) - Passing on an emotion as if it is contagious 

Figure 4-7 (Summary) 

Figure 4-8 (Effects of Job Satisfaction on performance and commitment)

· Reveals that job satisfaction does predict job performance. Why? One reason is that job satisfaction is moderately correlated with task performance. Satisfied employees do a better job of fulfilling the duties described in their job description.

· Also reveals that job satisfaction influences organizational commitment. Why? Job satisfaction is strongly correlated with affective commitment, so satisfied employees are more likely to want to stay with the organization.

Life Satisfaction: Degree to which employees feel a sense of happiness with their lives in general (Job satisfaction is strongly related to life satisfaction – Research shows that job satisfaction is one of the strongest predictors of life satisfaction) 

Job Descriptive Index (JDI): One of the most widely administered job satisfaction surveys. It assesses all 5 satisfaction facets and includes a companion survey – the Job in General (JIG) Scale – that assesses overall job satisfaction.
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Theory: A collection of verbal and symbolic assertions that specify how and why variables are related, as well as the conditions in which they should (and should not) be related
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