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Personality 
It is the relatively stable set of psychological characteristics that influences the way an individual interacts with his or her environment, and how he or she feels, thinks, and behaves. An individual’s personality summarizes his or her personal style of dealing with the world. 
Distinctive way that a person reacts to other people, situations and problems 
Traits determined through genetic predisposition but can be susceptible to change through experiences. 

Personality and Organizational Behaviour 
Originally believed personality was a important factor in many areas of organizational behaviour, including motivation, attitudes, performance, and leadership. 

1) Dispositional Approach – focuses on individual dispositions and personality. Individuals posses stable traits or characteristics that influence their attitudes and behaviours/humans are predisposed to behave 
2) Situational Approach – characteristics of the organizational setting influence people’s attitudes and behaviours. 
3) Interactionist Approach – attitudes and behaviours are a function of both dispositions and the situation. Weak vs. Strong situations, in weak it is unsure how a person should act where as strong it is clear. In strong situations personality has less impact. 

Trait Activation Theory – traits lead to certain behaviours only when the situation makes the need for the trait salient. Personality characteristics influence peoples behaviour when the situation calls for a particular personality characteristic. 

Five Factor Model of Personality 
1) Extraversion – Outgoing vs. Shy
persons who are high on extraversion tend to be social, outgoing, energetic, outgoing, etc. 
Enjoy social situations. 
Interpersonal interactions such as sales and management. 
2) Emotional Stability/Neuroticism – Stable confident vs. Depressed/Anxious 
Emotional control. 
People with high are self confident and have high self esteem. Good at social situations. 
Low tend to have self doubt, depression, anxious hostile, etc. 
3) Agreeableness 
Friendly and approachable. 
More agreeable are warm, considerate, friendly, etc. 
Less tend to be cold and aloof. 
4) Conscientiousness 
Responsible and achievement oriented. 
Orderly, self disciplined, 
5) Openness to Experience
Person this flexibly and receptive to new ideas. 
More open means tend to be more creative. Less open favour the status quo. 

Evidence that each of the five dimensions is related to job performance and organizational citizenship behaviours. Different factors are more suitable to different occupations. 

Locus of Control 
Individuals beliefs about the location of the factors that control their behaviour. 
High Internals – who believe that the opportunity to control their own behaviour resides within themselves. Stronger link between the work they put in and the result they are given. More satisfied with their jobs, more committed, earn more money and achieve higher. 
High Externals – believe that external forces determine their behaviour. (luck, fate, etc.)

Self Monitoring 
The extent to which people observe and regulate how they act and appear in social settings and relationships. 
High Self Mon – tend to show concern for socially appropriate emotions and behaviours, to tune in to social cues and to regulate their behaviour and self presentation according to these cues. 
Effect on OB – hsm tend to gravitate towards jobs that require, by nature, a degree of role playing and the exercise of their self presentation skills. Law, sales, etc. ability to adapt to the social situations and cliental. 
Hsm however, may feel uncomfortable in ambiguous social situations and settings where it is hard to determine what behaviours are appropriate. 

Self Esteem 
The degree to which a person has positive self evaluation. 
Hse have favourable self images.
lse have unfavourable self images, tend to be uncertain about the correctness of their opinions, attitudes, and behaviours. 
Behavioural Plasticity – people with low self esteem tend to be more susceptible to external and social influences than those who have high self esteem. They are unsure of their own views and behaviours. React badly to negative feedback. 

Five Recent Personality Variables 

1) Positive Affectivity
Positive emotions
Joy and excitement
View world in positive light
Cheerful, enthusiastic, lively, sociable, etc. 
High PA have higher job satisfaction, performance, and engage in more organizational citizenship behaviours. 
2) Negative Affectivity 
Negative view of themselves and everything around them
Distressed, depressed, unhappy
High NA tend to have poor job performance, stressful situations, counterproductive work, withdrawal behaviours (turnover), and occupational injury. 
3) Proactive Personality 
Taking initiative to improve current circumstances or creating new ones. 
Challenging the status quo rather than passively adapting to the present conditions. Some are better at doing this than others; Proactive Personality. 
Search for an identify opportunities, show initiative, take opportunities, etc. to bring change. 
Low PP are more submissive and adapt to their surrounding environment. 
High PP better work outcomes, high satisfaction, because more likely to participate and network. 
4) General Self-Efficacy 
A general trait that refers to an individuals belief in his or her ability to perform successfully in a variety of challenging situations. 
Motivational trait rather than affective trait because it reflects and individuals belief that he or she can succeed at a variety of tasks rather than how an individual feels about him or herself. 
GSE is developed over a lifetime of repeated successes and failures. Many successes = High GSE
5) Core Self Evaluations 
Broad personality concept that consists of more specific traits that reflect the evaluations people hold about themselves and their self worth or worthiness, competence and capability. 
Four traits make up a persons core self evaluation 
Self Esteem
General Self-Efficacy 
Locus of Control 
Neuroticism (emotional stability)
These traits are among the best dispositional predictors of job satisfaction and performance. 

Learning – occurs when practice or experience leads to a relatively permanent change in behaviour potential. 

What Employees Learn 
Practical Skills – job specific skills, knowledge, technical competence. 
Intrapersonal Skills – problem solving, critical thinking, alternative work process. 
Interpersonal Skills – interactive skills, communicating, teamwork, and conflict resolution.
Cultural Awareness – learning the social norms of organizations and understanding company goals, operations, priorities and expectations. 

How Employees Learn 
Two Theories:
1) Operant Learning 
Learning by which the subject learns to operate on the environment to achieve certain consequences. 
Exp. Rats learn pulling lever gets them food. 

2) Reinforcement 
Stimuli strengthens behaviour. 
Positive Reinforcement 
Increases or maintains the probability of some behaviour by the application or addition of a stimulus to the situation in question. 
Tend to be pleasant things.
Negative Reinforcement 
Increases or maintains the probability of some behaviour by the removal of a stimulus from the situation in question. 
When a response prevents some event or stimulus from occurring. 
Aversive or unpleasant stimuli. 
Exp. Rat being shocked, must pull lever. Shock serves as negative reinforcer for the lever pulling, increasing the probability of the behaviour by its removal. 
Exp. Shocks, nagging or threat of fines. 
Many managers confuse rewards with reinforcements and may neglect important sources. 
Performance Feedback 
Providing quantitative or qualitative information on past performance for the purpose of changing or maintaining performance in specific ways. 
Social Recognition 
Informal acknowledgement, attention, praise, approval or general appreciation for work well done from one individual or group to another. 

Reinforcement Strategies 
Fast acquisition – continuous and immediate reinforcement should be used; the reinforcer should be applied every time the behaviour of interest occurs and it should be applied without delay after each occurrence.
Delayed, partial reinforcement facilitates persistent learning.   

*Continuous + short = fast acquisition 
*Partial + Long = persistence 

Reducing the Probability of Behaviour 
1) Extinction 
The gradual dissipation of behaviour following the termination of reinforcement. If the behaviour is not reinforced it will gradually dissipate or be extinguished. 
2) Punishment 
The application of an aversive stimulus following some behaviour designed to decrease the probability of the behaviour. 
Difference between punishment and negative reinforcement – in neg reinforcement a nasty stimulus is removes following some behaviour, increasing the probability of that behaviour, but with punishment a nasty stimulus is applied after some behaviour decreasing the probability of that behaviour. 
Sometimes has characteristics that limit its effectiveness in stopping unwanted activity. 1) Only temporary suppresses the unwanted response. Must provide an acceptable alternative. 2) Tendency to provoke a strong emotional reaction on the part of the punished individual (when derived in anger or unfairness)

Social Cognitive Theory 
Emphasizes the role of cognitive processes in learning and in the regulation of peoples behaviour. 
People learn by observing the behaviours of others. 
Think about the consequences of their actions (forethought), setting performance goals, monitoring their performance and comparing it to their goals, and rewarding themselves for goal accomplishment. 
Human behaviour best explained through a system of triadic reciprocal causation – personal and environmental factors work together and interact to influence people’s behaviour. 

Observational Learning 
Process of observing and imitating the behaviour of others. 
Self Efficiency Beliefs 
Beliefs people have about their ability to successfully perform a specific task.
Cognitive belief rather than a stable personality trait therefore can be changed and modified in response to different sources of information. 
Important because influence the activities peoples choose to perform, the amount of effort and persistence they devote to the task, affective and stress reactions, and job performance. 
Self Regulation 
The use of learning principles to regulate ones own behaviour. 
Individuals can use learned techniques to intentionally control their own behaviour. 
Basic process is observing ones own behaviour, comparing the behaviour with a standard, and rewarding oneself if the behaviour meets the standard. 
Pursuit of self goals that guide their behaviour. 

Organizational Learning Practices 

Organizational Behaviour Modification 
The systematic use of learning principles to influence organizational behaviour. 
Exp. feedback charts, interventions, etc. 

Employee Recognition Programs 
Formal organizational programs that publicly recognize and reward employees for specific behaviours. 
Also; Peer Recognition Programs – formal programs in which employees can publicly acknowledge, recognize, and reward their co-workers for exceptional work and performance. 

Training and Development Programs 
Most common type of formal learning in an organization.
Training is planned organizational activities that are designed to facilitate knowledge and skill acquisition to change behaviour and improve performance on ones current job; development focuses on future job responsibilities. 
Behaviour Modeling Training 
One of the most widely used and effective training methods 
Involves five steps based on the observational learning component of social cognitive theory 
1) Describe to trainees a set of well defined behaviours and skills to be learned 
2) Provide a model or models displaying the effective use of those behaviours
3) Provide opportunities for trainees to practice 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 jobs. 

Career Development 
Ongoing process in which individuals progress through a series of stages that consist of a unique set of issues, themes and tasks. 
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Perception 
The process of interpreting the messages of our senses to provide order and meaning to the environment.
Helps sort out and organize the complex and varied input received by our senses of sign, smell, touch, taste and hearing. 
In OB the most important perception are the ones people have for eachother. 

Components of Perception

1) The Perceiver 
Their experience, needs and emotions can affect his or her perceptions of a target. 
Past experiences lead the perceiver to develop expectations and these experiences affect current perceptions. 
Perceptual Defense – the tendency for the perceptual system to defend the perceptual system to defend the perceiver against the unpleasant emotions. “See what we want to see”/”Hear what we want to hear”
2) The Target 
3) The Situation 

Social Identity Theory 
Understand how perception of a target happens. 
Respond to the question “Who are you?” with the various social categories you think you belong. 
A theory that states that people form perceptions of themselves based on their personal characteristics and memberships in social categories. 
Sense of self is composed of a personal identity and a social identity
Personal Identity is based on our unique personal characteristics, such as interests, abilities and traits.
Social Identity is based on our perception that we belong to various social groups, such as our gender, nationality, religion, occupation, etc. 

Bruners Model of Perceptual Process
How does the perceiver go about putting together the information contained in the target at the situation to form a picture of the target. 
Jerome Bruner 
When perceiver encounters an unfamiliar target, the perceiver is very open to the informational cues contained in the target and the situation. In this unfamiliar state, the perceiver really needs information on which to base perceptions of the target and will actively seek out cues to resolve his ambiguity. Gradually, the perceiver encounters some familiar cues that enable her or him to make a crude categorization of the target. The perceiver begins to search out cues that confirm the categorization. 
Perception can be changed from beginning categorization but will take a number of contradictory cues beforehand. 
Selective – don’t use all available cues, and those they do use are this given special emphasis. 
Constant – tendency for the target to be perceived in the same way over time or across situations. 
Consistent – tendency to select, ignore and distort=t cues in such a manner that they fit together to form a homogeneous picture of the target. 

Basic Biases in Person Perception

Primary Effect – the tendency for a perceiver to rely on early cues or first impressions. Has a lasting effect because the first impression last longest, hard to change after that. 

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 particular interest to a perceiver. Exp. physical appearance. 

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 together. 

Stereotyping – the tendency to generalize about people in a certain social category and ignore variations among them. 
Three aspects 
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.

How we perceive peoples motives 
Attribution 
The process by which causes or motives are assigned to explain peoples behaviours. 
Important because many rewards and punishments in organizations are based on judgments about what really caused a target person to behave in a certain way. 

Is the behaviour caused by...
Dispositional Factors – explanation for behaviour based on an actors personality or intellect. Exp. explaining a bheaviour as a function of intelligence, greed, friendliness, etc. 
or...
Situational Factors – explanation for behaviour based on an actors external situation or environment. Exp. explaining behaviour as a function of bad weather, good luck, poor advice, etc. 

To determine...
Consistency Cues – attribution cues that reflect how consistently a person engages in a behaviour over time. 
Consensus Cues – attribution cues that reflect how a persons behaviour compares with that of others. 
Distinctiveness Cues – attribution cues that reflect the extent to which a person engages in some behaviour across a variety of situations. 

Biases in Attribution 
1) Fundamental Attribution Error
The tendency to overemphasize dispositional explanations for behaviour at the expense of situational expectations. 
Exp. Many people whom we observe are seen in rather constrained, constant situations that reduce our appreciation of how their behaviour may vary in other situations. I.e. the conservative banker may be a weekend skydiver. 
2) Actor-observer Effect 
The propensity for actors and observers to view the causes of the actors behaviour differently. 
The actors understand the constraints, advantages and emotions the situation caused, where as the observer just views it from an outside perspective.
3) Self-serving Bias 
The tendency to take credit for successful outcomes and to deny responsibility for failures. 
Suggests that people will explain the same behaviour differently on the basis of the events that happened after the behaviour occurred. 

Workplace Diversity – differences among recruits and employees in characteristics such as gender, race, age, religion, cultural background, physical ability or sexual orientation. 

Increased interest in diversity because...

1) The Changing Workplace 
Used to be mainly Caucasian and male. 
Changing of immigration patterns, the aging of baby boomers, and the increasing movement of women into paid employment result in a lot more variety. 
Labour pool is changing because companies want it to reflect their customer base. 

2) Valuing Diversity 
Trying to value the advantages that diversity can bring rather than just accepting it. 
Cost adjustment
Resource Acquisition 
Marketing
Creativity
Problem Solving
System Flexibility  

Stereotypes – generalization about people in certain social category and ignore variations among them. 
Gender, age, race, religion, and ethnicity. 

Managing Workplace Diversity 
Diversity needs to be managed in order to have a positive impact on work behaviour and an organization. 

Trust 
Willingness to be vulnerable and to take risks with respect to the actions of another party. 
Trust perceptions toward management
1) Ability – employee perceptions regarding management’s competence and skills 
2) Benevolence – extent that employees perceive management as caring and concerned for their interests and willing to do good for them 
3) Integrity – employee perceptions that management adheres and behaves according to a set of values and principles that the employee finds acceptable. 
^The higher perceptions of these three things result in greater trust in management. 

Perceived Organizational Support
Employees general belief that their organization values their contribution and cares about their well being. 
When employees have positive perceptions of organizational support, they believe their organization will provide assistance when they need it to perform their job effectively and to deal with stressful situations. 
Organization Support Theory – a theory that states that employees who have strong perceptions of organizational support feel an obligation to care about the organizations welfare and to help the organization achieve their objectives. Feel a greater sense of purpose and meaning, and a strong sense of belonging to the organization. 
Greater POS suggests that the employees have higher job performance, are more satisfies, more committed and less likely to be absent or quit.

Perceptions in Human Resources 

Signaling Theory 
Job applicants interpret their recruitment experiences as cues or signals about unknown characteristics of an organization and what it will be like to work in that organization. 
Exp. if questions asked are invasive and discriminatory, it might give the idea that the organization doesn’t value diversity and is discriminatory. 

Contrast Effects 
Previously interviewed job applicants affect an interviewers perception of a current applicant, leading to an exaggeration of differences between applicants. 

Structured Interviews according to David Wang;
Four Dimensions...
1) Evaluation standardization – the extent to which the interviewer uses standardized and numeric scoring procedures.
2) Question sophistication – the extent to which the interviewer uses job related behavioural questions and situational questions.
3) Question consistency – same question in same order for every candidate.
4) Rapport building – interviewer does not as personal questions that are unrelated to the job. 

Once a person is hired...

Objective performance indicators are those that do not involve a substantial degree of human judgment.
Exp. the number of publications that a professor has in top journals.  
Harder to find objective indicators higher up and when they are able to indicate objective things they are usually contaminated by situational factors. I.e. sales of snow mobiles in BC vs. Nova Scotia. 

Rater Errors
Perceptual tendencies occurring in performance evaluations. 
Leniency – the tendency to perceive the job performance of ratees as especially good. 
Harshness – tendency to see their performance as especially infective. 
*Lenient raters give “good” ratings and harsh give “bad”
Central Tendency – assigning most ratees to a middle-range performance category.
Halo Effect – the rating of an individual on one trait of characteristics tends to colour ratings on other traits or characteristics. (i.e. if someone is nice they favour them and therefore may perceive them as smarter)
Similar-to-me Effect – a rater gives more favourable evaluations to people who are similar to the rater in terms of background and errors. 

Reducing Perceptual Errors and Biases 

Behaviorally Anchored Rating Scale 
A rating scale with specific behavioral examples of good, average and poor performance. 

Frame of Reference Training (FOR)
A training method to improve rating accuracy that involves providing raters with a common frame of reference to use when rating individuals. 
Raters learn about each performance dimension and are provided with examples of good, average and poor performance. 
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Practice and receive feedback. 

Values 
A broad tendency to prefer certain states of affairs over others. 
The preference aspect of this definition means that values have to do with what we consider good and bad. 
Motivational. 
Signal how we should and shouldn’t behave. 
Broad tendency mean that values are very general and that they do not predict behaviour in specific situations very well. 
Hold values around structured around such factors as achievement, power, autonomy, conformity, tradition and social welfare. 

Different generations have different values because they have grown up under rather different socialization experiences. 

Hofstedes Study 
Dutch social scientist; Geert Hofstede.
Four basic dimensions along which work related values diffeed across cultures.
Power Distance 
Extent which society members an unequal distribution of power, including those who hold more power and those who hold less. 
Small power – inequality is min, superiors are accessible, power differences are downplayed. Denmark, New Zealand, Israel, and Austria
Large power – inequality is accepted, superiors are inaccessible, and power differences are highlighted. Philippines, Russia, Mexico. 
US and Canada – lower power distance side of average. 
Uncertainty Avoidance 
Extent to which people are uncomfortable with uncertain and ambiguous situations.
Strong uncertainty avoidance cultures stress rules and regulations, hard work, conformity, and security. Japan, Greece, Portugal. 
Weak Uncertainty Avoidance are less concerned with rules, conformity, and security and hard work is not seen as a virtue. Singapore, Denmark, Sweden. 
US and Canada – well below average, weak uncertainty avoidance. 
Masculinity/Femininity 
More masculine cultures clearly differentiate gender roles, support the dominance of men and stress economic performance. Slovakia, Japan, Austria, Venezuela, and Mexico.
More feminine accept fluid gender roles, stress sexual equality and stress quality of life. Scandinavia. 
Canada falls middle, USA more masculine. 
Two aspects: how assertive people are and how much they value gender equality.
Individualism/Collectivism 
More individualistic stress independence, individual initiative and privacy. USA, Canada, Australia, GB, 
More Collective favor interdependence, and loyalty to ones family or clan. Venezuela, Columbia and Pakistan.
Long Term/Short Term Orientation
Long term orientation stress persistence, perseverance, thrift, and close attention to status differences. China, Hong Kong, Taiwan, Japan and South Korea. 
Short term orientation stress personal steadiness and stability, face saving and social niceties. USA, Canada, GB, Zimbabwe, Nigeria. 

What are Attitudes?
Fairly stable evaluative tendency to respond consistently to some specific object, situation, person or category of people. 
Attitudes often influence our behaviour toward some object, situation, person, or group. 
However, not everyone shows their TRUE feelings. I.e. if don’t like someone won’t parade around saying it. This indicates that attitudes are not always consistent with behaviour, and that attitudes provide useful information over and above the actions that we can observe. 
Are a function of what we think and what we feel. Product of related belief and value. 
BELIEF + VALUE  Attitude  Behaviour 
Exp. My job is interfering with my family life (Belief), I dislike anything that hurts my family (Value), I dislike my job (Attitude), I’ll search for another job (Behaviour)

What is Job Satisfaction?
Collection of attitudes that workers have about their jobs. 
Differentiate two aspects of satisfaction. 
Facet satisfaction; the tendency for an employee to be more or less satisfied with various facets of the job. Exp. I love my work but hate my boss. 
Overall satisfaction; an overall or summary indicator of a persons attitudes toward his or her job that cuts across various facets. 
Measures of satisfaction include the job descriptive index (JDI) and the Minnesota satisfaction questionnaire (MSQ).

What determines Job Satisfaction?

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

Fairness 
Three types of fairness:
Distributive 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 with the outcomes one receives from the job and outcomes of another person or group. 
Procedural Fairness – occurs when the process used to determine work outcomes is seen as reasonable. Exp. happy to receive pay raise, but dissatisfied by process of getting it, would like to have discussed it with boss. 
Interactional Fairness – occurs when people feel they have received respectful and informative communication about an outcome. It is possible for absolutely fair outcomes or procedures to be perceived as unfair when they are poorly explained. 

Disposition 
Some people are predisposed by virtue of their personality to be more or less satisfied despite discrepancy on fairness. 

Mood and Emotion
Jobs actually consist of a series of events that have the potential to provoke emotions or to influence moods, depending on how we appraise these events and happenings. 
M&E evoked through Emotional Contagion – tendency for moods and emotions to spread between people or throughout a group. 
Through Emotional Regulation – requirement for people to conform to certain display rules in their job behaviour in spite of their true mood or emotions. Suppressing emotions. I.e. servers always happy even when not. 
High cognitive demands + high emotional labour demanded = highest pay. I.e. lawyer. 

Key Contributors to Job Satisfaction
Mentally Challenging Work 
Adequate Compensation
Career Opportunities 
People 

Consequences of Job Satisfaction
Absence from Work 
Turnover 
Performance 
Organizational Citizenship Behaviour (OCB) – voluntary, informal behaviour the contributes to organizational effectiveness. Exp. colleague helping you with something. People withdraw from OCB when dissatisfied with work.
Customer Satisfaction and Profit 

What is Organizational Commitment?
An attitude that reflects the strength of the linkage between an employee and an organization. 
Implications for whether someone tends to remain in an organization. 
Three very different types of organizational commitment:
Affective Commitment (WANT TO)– commitment based on a persons identification and involvement with an organization. People with high affective commitment stay with an org because they want to. 
Continuance Commitment (HAVE TO)– commitment based on the costs that would be incurred in leaving an organization. People with high cont commitment stay with an organization because they have to. 
Normative Commitment (SHOULD) – commitment based on ideology is a feeling or obligation. People with high normative commitment stay with an organization because they think that they should do so. 

Changes in the Workplace and Employee Commitment 

Impact of changes in the workplace can be seen in three main areas:
1) Changes in nature of employees commitment to organization
2) Changes in the focus of employees commitment 
3) The multiplicity of employer-employee relationships within organizations
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Motivation 
The extent to which persistent effort is directed towards a goal. 
Effort
Strength of the persons work related behaviour or the amount of effort the person exhibits on the job. Different ways of exerting effort for different jobs. 
Persistence 
Workers must be persistent in the application of their effort. I.e. can’t work hard for two hours then slack off for six hours. 
Direction
Quality of persons work. Do workers channel persistent effort in a direction that benefits the organization? Working smart as well as working hard.
Goals 
Goals must be beneficial to the organization. I.e. high productivity, good attendance, or creative decisions. Goals that are contrary i.e. absenteeism, sabotage and embezzlement will be dysfunctional for the organization. 

Extrinsic and Intrinsic Motivation and Self Determination Theory 

Intrinsic Motivation 
Stems from the direct relationship between the worker and the task.
Self applied.
I.e. feelings of achievement, accomplishment, challenge and competence are derived from performing ones job. As it is sheer interest in the job itself. 

Extrinsic Motivation 
Stems from the work environment external to the task.
Applied by others. 
I.e. pay, fringe benefits, company policies and various forms of supervision. 

Possible for motivation to have both extrinsic and intrinsic qualities. For example; a promotion or compliment might be applied by the boss but might be a clear signal of achievement and competence. 

Great deal of debate 
Research studies have reached the conclusion that the availability of extrinsic motivators can reduce the intrinsic motivation stemming from the task itself. 
The notion is that when extrinsic rewards depend on performance, then the motivating potential of intrinsic motivation decreases. 
They come to believe that their performance is controlled by the environment and that they perform well only because of the money. 
However, some say that they are both important and compatible in enhancing work motivation. Work equally alongside eachother. One helps the other. 

Intrinsic and Extinsic factors are used in the...

Self-Determination Theory (SDT) 
Explain what motivated people and whether motivation is autonomous or controlled. 
Autonomous Motivation 
When people are self motivated by intrinsic factors. 
Engage in a task because they choose to be and their actions are internally regulated. 
Usually the case when people perform because they find the task interesting or fun to do. 
Controlled Motivation 
When motivation is controlled, individuals feel they have no choice and they have to engage in a task. 
Externally regulated.
To obtain a desired consequence, avoid punishment, or because a boss is watching them.
Difference between autonomous and controlled is autonomous has been shown to facilitate effective performance, especially on complex tasks. Also associated with other work outcomes such as positive work attitudes and psychological well being. 

Motivation and Performance 

Performance and motivation are very difference. A person may be motivated but may not perform well. 

Performance – extent to which an organizational member contributes to achieving the objectives of the organization. 

Motivation is not the only contribution to good performance...

SUMMARY
Motivation (Amount of Effort, Persistence of Effort, Direction of Effort)      
+ General Cognitive Ability 
+ Personality
+ Emotional Intelligence 
+ Task Understanding 
+ Chance 
= Performance 

Factors 

General Cognitive Ability 
Intelligence or mental ability. 
Persons basic information processing capacities and cognitive resources. 
Overall capacity and efficiency for processing information, and it includes a number of cognitive abilities, such as verbal, numerical, spatial and reasoning abilities that are required to perform mental tasks. 
Predicts learning, training and career success as well as job performance in all kinds of jobs and occupations; both mental and manual tasks. 

Emotional Intelligence
Individuals ability to understand and manage his or her own and others feelings and emotions. 
Ability to perceive and express emotion, assimilate emotion in thought, understand and reason about emotions and manage emotions in oneself and others. 
High in EI are able to identify and understand the meanings of emotions and to manage and regulate their emotions as a basis for problem solving, reasoning, thinking and action. 
John Mayer and Peter Salovey have created a EI model that consists of four interrelated set of skills, or branches. Sequential steps that form a hierarchy. 

Four Branch Model of Emotional Intelligence 
1. Perceiving emotions accurately in oneself and others. 
 Most basic and necessary to be able to perform the other steps in the model 
2. Using emotions to facilitate thinking 
Ability to assimilate emotions and emotional experiences to guide and facilitate ones thinking and reasoning. 
Use emotions in functional ways, such as making decisions, being creative, thinking, reasoning, etc. 
3. Understanding emotions, emotional language, and the signals conveyed by emotions 
Understand emotional information, the consequences of emotions and how the emotions evolve over time. 
How different situations and events generate emotions as well as how they and others and influenced by various emotions. 
4. Managing emotions so as to attain specific goals 
Highest level of EI. 
Requires one to have mastered the previous stages. 
Individual is able to regulate, adjust, and change his or her own emotions as well as others emotions to suit the situation. 
Exp. able to stay calm when feeling angry or upset.

The Motivation-Performance Relationship
Cannot consider motivation in isolation. 
High motivation will not result in high performance if employees have low general cognitive ability and emotional intelligence. 
As well, people with low motivation may perform  well because of some luck or chance factor that boosts performance. 

Need Theories of Work Motivation
Need theories are motivation theories that specify the kinds of needs people have and the conditions under which they will be motivated to satisfy these needs in a way that contributes to performance. 
Needs are psychological and physical wants or desires that individuals can satisfy by acquiring certain incentives or achieving particular goals. 
It is the behaviour stimulated by this acquired process that reveals the motivation character of needs. 
NEEDS  BEHAVIOURS  INCENTIVES AND GOALS 
Need theories are concerned with WHAT motivates workers. Need and process theories are complementary. What and How. 

Maslow’s Hierarchy of Needs
Humans have five sets of needs that are arranged in their hierarchy, beginning with the most basic and compelling needs:
1. Physiological Needs - food, water, oxygen, and shelter. Organization factors include the minimum pay necessary for survival and working conditions that promote existence. 
2. Safety Needs – security, stability, freedom from anxiety and the structured and ordered environment. Organizational factors include safe working conditions, fair and sensible rules, job securities, comfortable work environment, pension and insurance plans and pay above the minimum wage. 
3. Belongingness Needs – social interaction, affection, love, companionship, and friendship. Organization factors include opportunity to interact with others on the job, friendly and supportive supervision, opportunity for teamwork, and opportunity to develop new social relationships. 
4. Esteem Needs – adequacy, competence, independence, strength, and confidence, and the appreciation and recognition of these characteristics by others. Organizational factors include the opportunity to master tasks leading to feelings of achievement and responsibility. Also, awards, promotions, prestigious job titles, etc. 
5. Self-actualization Needs – most difficult to define. They involve the desire to develop ones true potential as an individual to the fullest extent and to express one’s skills, talents and emotions in a manner that is most personally fulfilling. Self-actualizing people have clear perceptions of reality, accept themselves and others, and are independent, creative and appreciative of the world around them. Organization conditions that might provide self actualization include absorbing jobs with the potential for creativity and growth as well as a relaxation of structure to permit self development and personal progression. 
The lowest level unsatisfied need category has the greatest motivation potential. Thus, none of the needs is a “best” motivator; motivation depends on the persons position in the hierarchy. 
Maslow believes that individuals are motivated to satisfy their psychological needs before they reveal an interest in safety, then safety before social, etc.
When needs of one particular level are satisfied they move up. A satisfied need is no longer an effective motivator – i.e. once satisfied they don’t want more they will search somewhere else for further gratification. 

Alderfer’s ERG Theory 
A three level hierarchical theory of motivation (existence, relatedness, growth) that allows for movement up and down the hierarchy. 
1. Existence Needs – satisfied by some material substance or condition. Need for food, shelter, pay, and safe working conditions. 
2. Relatedness Needs – satisfied by open communication and the exchange of thoughts and feelings with other organizational members. Open, accurate, honest interaction rather than just by uncritical pleasantness. 
3. Growth Needs – fulfilled by strong personal involvement in the work setting. Full utilization of ones skills and abilities and the development of new skills and abilities. 

1. The more higher level needs are gratified, the more higher level need satisfaction is desired. 
2. The less higher level needs are gratified, the more lower level need satisfaction is desired. 

Similarities
Alderfer agrees with Maslow that a lower level needs are satisfied, the desire to have higher-level needs satisfied will increase. 
That the least concrete needs – growth needs – become more compelling and more desired as they are fulfilled. 

Differences 
ERG theory does not assume that a lower level need must be gratified before a less concrete need becomes operative. ERG does not propose a rigid hierarchy of needs, some individuals might seek relatedness or growth even though their existence needs are ungratified. 
ERG assumes that if the higher level needs are ungratified, individuals will increase their desire for gratification of lower level needs. According to Maslow, if esteem needs are strong but ungratified, a person will not revert to an interest in belongingness needs because these have necessarily already been gratified. THUS, according to Adlefer an apparently satisfied need can act as a motivator by substituting for an unsatisfied need. When one need is unsatisfied it motivates the person to satisfy another need. 

Mclelland’s Theory of Needs 
A nonhierarchical need theory of motivation that outlines the conditions under which certain needs result in particular patterns of motivation. 
More concerned with the specific behavioural consequences of needs. Under what conditions are certain needs likely to result in particular patterns of motivation?
Achievement, Affiliation and Power. 
1. Need for Achievement 
Strong desire to perform challenging tasks well. 
Exhibit the following characteristics:
A preference for situations in which personal responsibility can be taken for outcomes. High in n ach do not prefer situations in which outcomes are determined by chance. 
A tendency to set moderately difficult goals that provide for calculated risk. Calculation of goals is stimulating to high n ach person. Little sense of achievement for reaching easy goals. 
A desire for performance feedback. Helps modify goal attainment strategies to ensure success and signals them when success has been reached. 
Concerned with innovation and long term goal involvement. Similar to growth or self actualization need.  
2. Need for Affiliation 
Strong desire to establish and maintain friendly, compatible interpersonal relationships. 
Like to like others and want other to like them. 
Have ability to learn social networking quickly and a tendency to communicate frequently with other, either face to face, by telephone or by writing. 
Avoid conflict and competition. 
Strong conformity. 
Similar to need for belongingness or relatedness
3. Need for Power
Strong desire to have influence over others. 
Make significant impact or impression on them.
High in n pow seek out social settings where they can be influential, where they can get lots of attention. 
Similar to need for self esteem.

McClelland predicts that people will be motivated to seek out and perform well in jobs that match their needs. I.e. high n aff will be motivated by jobs such as social work, or customer relations. 

Research Support for Need Theories
Maslow’s need theory suggests two main hypotheses:
1. Specific needs should cluster into the five main need categories that Maslow proposes. 
2. As the needs in a given category are satisfied, they should become less important, while the needs in the adjacent higher-need category should become more important. 
Suggests most people experience the same needs in the same hierarchical order. 
Alderfer’s ERG Theory 
Fairly good support for many of the predictions generated by the theory, including expected changes in need strength. 
Flexibility captures human needs more than Maslow’s.
McClelland’s Theory 
Generally supportive of the idea that particular needs are motivational when the work setting permits the satisfaction of these needs. 

Managerial Implications of Need Theories 
Appreciate diversity 
Appreciate intrinsic motivation (allow for creative and innovative behaviour, keep stimulated i.e. pay, job security, safe working, allow for possible promotion, etc.)

Process Theories of Work Motivation 
In contrast to need theories of motivation, which concentrate on what motivates people, process theories concentrate on how motivation occurs. 
Three important process theories 

1. Expectancy Theory 
Belief that motivation is determined by the outcomes that people expect to occur as a result of their actions on the job. 
Created by Victor Vroom 
Basic Components:
Outcomes
Consequences that may follow certain work behaviour. 
First level – high productivity vs. average productivity or good attendance vs. poor attendance.
Concerned with specifying how an employee might attempt to choose one first level outcome instead of another. 
Second level – consequences that follow the attainment of a first level outcome. Most personally relevant to the worker and might involve amount of pay, sense of accomplishment, fatigue, etc. 
Instrumentality
Probability that a particular first level outcome will be followed by a particular second level outcome. 
I.e. a bank teller might figure that the odds are 50/50 that good performance will result in a pay raise (0.5 instrumentality)
Valence 
Expected value of outcomes, the extent to which they are attractive or unattractive to the individual. 
I.e. good pay, peer acceptance, the chance of being fired or any other second level outcome might be more or less attractive to particular workers. 
The valence of a particular first level outcome = sum (instrumentalities x second level valences)  the valence of first level outcome depends on the extent to which it leads to favorable second level outcomes. 
Expectancy 
Probability that a particular first level outcome can be achieved. 
I.e. probability that she can be productive.
Force 
Effort directed toward a first level outcome. 
The force directed to a first level outcome is a product of the valence of that outcome and the expectancy that it can be achieved  (force = fl outcome x expectancy)

Summary: 
People will be motivated to perform in those work activities they find attractive and that they feel they can accomplish. 
The attractiveness of various work activities depends on the extent to which they lead to favorable personal consequences. 

Important to note that expectancy theory is based on the perceptions of the individual worker. 

Research Support 
moderately favourable and generally accepted. 
Sheer complexity makes it difficult to test. 

Managerial Implications 
Boost expectancies – ensure that their employees expect to be able to achieve first level outcomes (good tools, good co-workers, etc. nothing that will impede their work progress) 
Clarify reward contingencies – ensure paths between first and second level outcomes is clear. Must clarify that if you do _____ you will get this outcome. Provide stimulating, challenging tasks for workers who appear to be interested in such work. The ready availability of intrinsic motivation reduces the need for the manager to constantly monitor and clarify instruments. 
Appreciate diverse needs – hard to change valences that employees attach to second level outcomes. However, managers would do well to analyze the diverse preferences of particular employees and attempt to design individualized motivational packages to meet their needs. 

2. Equity Theory 
A process theory that states that motivation stems from 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. 
Fair exchange contributes to job satisfaction. 
How does it apply to motivation? Individuals are motivated to maintain an equitable exchange relationship. Inequity is unpleasant and tension producing, and people will devote considerable energy to reducing inequity and achieveing equity. 
Perceptually distory one’s own inputs or outcomes. 
Perceptually distort the inputs or outcomes of the comparison person or group.
Choose another comparison person or group.
Alter one’s inputs or alter one’s outcomes.
Leave the exchange relationship. 
Gender and Equity 
Men tend to compare themselves to other men, and women tend to compare themselves with other women. Partial explanation for why women are paid less than men, even for the same job. 
Research Support 
Very supportive of the theory. 
However, for overpayment inequity it has received less support. 
Managerial Impacts 
Managers must understand that feelings about equity stem from perceptual social comparison process in which the worker controls the equation – that is, employees decide what are considered relevant inputs, outcomes, and comparison persons, and management must be sensitive to these decisions. 

Goal Setting Theory 
Process theory that states that goals are motivational when they are specific, challenging, when organizational members are committed to them and when feedback about progress towards a goal are provided.
The positive effects of goals are due to: direct attention toward goal relevant activities, they lead to greater effort, increase and prolong persistence, and they lead to discovery and use of task relevant strategies for goal attainment. 

Goal Specificity – specify an exact level of achievement for people to accomplish in a particular time frame. 
Goal Challenge – goal challenge is best when it is pegged to the competence of individual workers and increase as the particular task is mastered. Can’t be too hard (impossible) or too easy, otherwise does not motivate.
Goal Commitment – committed to specific, challenging goals. 
Goal Feedback – beneficial when they are accompanied by ongoing feedback the enables the person to compare current performance with the goal. Feedback should be accurate, specific, credible and timely. 

Enhancing Goal Commitment 
Participation
Rewards
Supportiveness

Goal Orientation and Proximity 

Goal Orientation 
An individuals goal preferences in achievement situations. 
It is a stable individual difference that affects performance.
Some have preference for learning goals and some have preference for performing goals. 
Learning Goal Orientation – concerned about learning something new and developing their competence in an activity by acquiring new skills and mastering new situations they focus on acquiring new knowledge and skills and developing their competence. 
Performance-prove Goal Orientation – concerned about demonstrating their competence in performing a task by seeking favorable judgments about the outcome of their performance. 
Performance-avoid Goal Orientation – concerned about avoiding negative judgments about the outcome of their performance. 

Proximity 
Distal Goals – long term or end goal, such as achieving a certain level of sales performance. 
Proximal Goals – short term goal or sub goal that is instrumental for achieving a distal goal. Breaking down a distal goal. Provide clear markers of progress. Receive feedback and adjust their strategies. 

Research Support 
Most valid and practical theories of employee motivation. 
Managerial Implications
Set specific and challenging goals and provide ongoing feedback so that individuals can compare their performance with the goal. 
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Money as a Motivator 
Money receive in exchange for organizational membership is made up of pay and various fringe benefits that have dollar values, such as insurance plans, sick leave, and vacation time. 
According to Maslow and Alderfer, pay is a very important motivator, especially to people who have strong lower level needs. Pay can be exchanged for food, shelter, and other necessities of life. 
Pay can also give you prestige among friends and family, signal your competence as a worker, and demonstrate that your boss cares about you. Using hierarchy terminology, pay can also function to satisfy social, self esteem and self actualization needs. 
Financial incentives and pay for performance plans have been found to increase performance and lower turnover. 
It may be the most important and effective motivator of performance. 

Linking Pay to Performance on Production Jobs
Piece-rate 
A pay system in which individual workers are paid a certain sum of money for each unit of production completed. 
Hourly Wage and Piece rate combined (more popular)
Paid a basic hourly wage and paid a piece-rate differential on top of that. 
Wage Incentive Plans 
Various systems that link pay to performance on production jobs. 
Used where difficult to measure the productivity of the individual worker. 
Usually leads to substantial increases in productivity. 
Lincoln Electric Company most successful. 

Potential Problems with Wage Incentives 
1) Lowered Quality 
Can increase productivity at the expense of quality 
Can be a problem when employers use incentives to motivate faster “people processing.” I.e. consumer interviews on the street or in store. 
2) Differential Opportunity 
When workers have differential opportunities to produce at a high level.
If various materials or the quality of production equipment varies from workplace to workplace, some workers would be at a disadvantage. 
3) Reduced Cooperation 
Decrease cooperation among workers. 
Won’t take care of the machinery, equipment or production area because are consumed with performing faster. 
Don’t share techniques. 
Some argue that assignments are not fairly distributed. 
4) Incompatible Job Design 
Some jobs can make it difficult to implement wage incentives. 
I.e. assembly line; hard to identify and reward individual contributions to productivity. 
As team increases, the relationship between an individuals productivity and pay decreases. I.e. productivity much more values on team of two rather than team of ten. 
5) Restriction of Productivity 
The artificial limitation of work output that can occur under wage incentive plans. 
Frequently, employees fear that if they produce at an especially high level, an employer with reduce the rate of payment to cut labour costs. 
Restriction seems less likely when a climate of trust and a history of good relations exists between employers and management. 








Linking Pay to White Collar Jobs 
Hard to tie performance with certain peoples jobs.  
Company presidents are given bonuses, depending on company’s profitability. 
Difficult to find objective indicators of individual performance for the majority of white collar jobs. 

Merit Pay Plans 
System that attempts to link pay to performance on white collar jobs. 
Periodically, managers are requires to evaluate the performance of employees one some form of rating scale or by means of a written description of performance. The managers then recommend that some amount of merit pay be awarded to the individuals over and above their basic salaries.  The pay is then incorporated into the subsequent years salary. 
Employees who see a strong link between performance and rewards tend to perform better. 
Much more frequently used than wage incentive plans. 
Research shows that many of these systems are now ineffective. 

Potential Problems with Merit Pay Plans 
1) Low Discrimination 
Managers might be unable or unwilling to discriminate between good performers and poor performers. 
Absence of rating systems designed to control these problems, managers might feel it is only fair to rate the employees as equal performers. 
Even when managers feel capable of clearly discriminating between good and poor performers, they might be reluctant to do so. 
2) Small Increases 
Exists when merit increases are too small to be effective motivators. 
The intended motivational effects of pay increases may not be realized. 
Some firms all but abandon merit when inflation soars or when they encounter economic difficulties. Just when motivation is needed the motivational impact of merit pay is removed. 
Sometimes a reasonable amount of merit pay is provided, but its motivational impact is reduced because it is spread out over a year or because the organizational fails to communicate how much of a raise is for merit and how much is for the cost of living. 
To overcome this replace merit pay with Lump Sum Bonus – merit pay that is awarded in a single payment and not built into base pay. Common method. 
Make sure that compensation packages tie merit pay to performance criteria that truly benefit the organization. Otherwise, employees could be motivated to earn their yearly bonuses at the expense of long term organizational goals. 
3) Pay Secrecy 
The extreme secrecy that surrounds salaries in most organizations. 
Because employees are to keep secret about their pay and merit pay, even if merit pay is administered fairly, is contingent and is generous employees might remain ignorant of these facts because they have no way of comparing their own merit treatment with that of others. They merits therefore don’t have as big an impact on motivation because they are unable to comprehend how good it is. 
However, employees usually invent salaries for other members, but this invention may reduce both satisfaction and motivation. Usually they overestimate. 
Note: Managers pay, underestimates. Managers average peer, overestimates. Manager’s average subordinate, overestimate.

Using Pay to Motivate Teamwork 
People sometimes end up pursuing their own agendas and pay at the expense of the goals of their work group, department, or organization. 
As a result, some organizations have replaces or supplemented individual incentive pay with plans designed to foster more cooperation and teamwork.  

1) Profit Sharing 
The return of some company profit to the employees in the form of a cash bonus or a retirement supplement. 
Most commonly used. 
Its greatest problems is that too many factors beyond the control of the workforce can affect profits no matter how well people perform their jobs. 
Also it is difficult for an individual to the see the impacts of their own actions on profits. 
Work best for smaller firms.

2) Employee Stock Ownership Plans (ESOPS)
Incentive plans that allow employees to own a set amount of a company’s shares and provide employees with a stake in the company’s future earnings and success. 
Attract and retain talent, motivating employee performance, focusing employee attention on organizational performance, creating a culture of ownership, educating employees about the business, and conserving cash by substituting options for cash. 
Increase employee loyalty and motivation because they align employee’s goals and interests with those of the organization and create a sense of psychological ownership. 

3) Gainsharing 
A group pay incentive plan based on productivity or performance improvements over which the workforce has some control. 
Include reductions in the cost of labour, materials or supplies. When these costs decrease the company’s monthly bonus according to a predetermined formula that shares this gain between employees nd the firm. 

4) Skill Based Pay 
Also known as pay for knowledge. 
A system in which people are paid according to the number of job skills they have acquired. 
The more skills required the higher a persons pay. 
Especially useful on self managed teams or flexible manufacturing, in which rapid changes in job demands can occur. 
Training costs can be high. 
Also, when system is in place it has to be used. 
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Job Design as a Motivator 
Job design refers to the structure, content and configuration of a person’s work tasks and roles. 
Although it seems money is the best motivator it is proven that workers are actually more motivated by stimulating, challenging and meaningful work. 

Traditional Views of Job Design 
Industrial revolution until the 1960’s design of non-managerial jobs was job simplification. 
After the division of labour within society occurred and jobs required more specialized skills for new technologies organizations began recognizing that specialization was the key to efficient productivity. 

Job Scope and Motivation

Job Scope 
Defined as the breadth and depth of a job. 
Breadth refers to the number of different activities performed on the job.
Depth refers to the degree of discretion or control the worker has over how these tasks are performed. 
Broad jobs require workers to do a number of different tasks while deep jobs emphasize freedom in planning how to do the work. 
High scope jobs should provide more intrinsic motivation than low scope jobs. 
Maslows needs hierarchy and ERG theory both seem to indicate that people can fulfill higher order needs by the opportunity to perform high scope jobs. 
Expectancy theory suggests that high scope jobs can provide intrinsic motivation if the outcomes derived from such jobs are attractive. 
One way to increase the scope of a job is to assign employees stretch assignments which offer employees challenging opportunities to broaden their skills by working on a variety of tasks with new responsibilities. 
Another approach to increase the scope of a job is job rotation which involves rotating employees to different tasks and jobs in an organization. Often involved working in different functional areas and departments. 























The Job Characteristics Model 
More rigorous delineation of the motivational properties of job characterists. 
Proposes that there are several core job characteristics that have a certain psychological impact on workers. In turn the psychological states induces by the nature of the job lead to certain outcomes that are relevant to the worker and the organization. Finally, several other factors (moderators) influence the extent to which these relationship hold true. 




















Core Job Characteristics 
Shows that there are five characteristics that have particularly strong potential to affect workers motivation
Skill Variety – the opportunity to do a variety of job activities using various skills and talents. (Close to job breadth)
Autonomy – The freedom to schedule ones own work activities and decide work procedures. 
Task Significance – The impact the job has on other people. 
Task Identity – The extent to which a job involves doing a complete piece of work, from beginning to end. 
Feedback – Information about the effectiveness of one’s work performance. 
Hackman and Oldman developed a questionnaire called the job diagnostic survey (JDS) to measure the core characteristics of jobs. Requires the job holders to report the amount of the various core characteristics contained in their jobs. 
An overall measure of the motivating potential of a job can be calculated by the following formula: 





Critical Psychological States 
What is the psychological impact?
Work will be intrinsically motivating when it is perceived as meaningful, when the worker feels responsible for the outcomes of the work, and the worker has knowledge about his/her progress. 
Meaningfulness, responsibility, knowledge of actual results

Outcomes 
The presence of the critical psychological states leads to a number of outcomes that are both relevant to both the individual and the organization. 

Moderators 
Recognize that jobs that are high in motivating potential do not always lead to favourable outcomes. The propose certain moderator or contingency variables they intervene between job characteristics and outcomes. 
Knowledge and Skill – workers with weak workers and skills should not respond favourably to jobs that are high in motivating potential, since such jobs will prove too demanding.
Growth Need Strength – refers to the extent to which people desire to achieve order need satisfaction by performing their jobs. Those with high growth need strength should be most responsive to challenging work. 
Context Satisfaction – those who are dissatisfied with the context factors surrounding the job (such as pay, supervision, etc.) will be less responsive to challenging work than those who are reasonably satisfied with context factors. 

Research Evidence 
The tests have been generally very supportive of the basic prediction model. Workers tend to respond favourably to the jobs that are higher in motivating potential. 
Model seems to falter in its predictions about growth needs and context satisfaction. Evidence that these factors influence reactions to job design is weak or contradictory. 

Job Enrichment 
Job Enrichment - The design of jobs to enhance intristic motivation, the quality of working life and job involvement. 
Job Involvement  - A cognitive state of psychological identification with ones job and the importance of work to ones total self image. 
Employees who have challenging and enriched jobs tend to have higher levels of job involvement. All of the core job characteristics have been found to be positively related to job involvement. 
Combining Tasks 
Assigning tasks that might be performed by different workers to a single individual. 
Establishing external client relationships 
Involves putting employees in touch with people outside the organization who depend on their products or services. 
Establishing internal client relationships 
Involves putting employees in touch with people who depend on their products and services within the organization. 
Reducing supervision or reliance on others
Increase autonomy and control over one’s work. 
Forming small work teams 
Use this format as an alternative to sequence of small jobs that individual workers perform when a product or service is too large or complex for one person to complete alone. 
Making feedback more direct 
Used in conjunction with other job design aspects that permit workers to be identified with their own product or service. 

Potential Problems with Job Enrichment 

1) Poor Diagnosis 
Can occur when it is instituted without a careful diagnosis of the needs of the organization and the particular jobs in question. 
Job Enlargement – increasing job breadth by giving employees more tasks at the same level to perform but leaving other core characteristics unchanged. Thus, workers are given more boring, fragmented routine tasks to do. 
On the other hand some organizations may try to increase job enrichment on jobs that are already too rich. (Job Engorgement) Leading to possible work overload and stress. 

2) Lack of Desire or Skill 
Some workers do not desire enriched jobs. 
It places a greater demand on workers and some may not enjoy that. 

3) Demand for Rewards 
Those with enriched jobs may ask that greater extrinsic rewards accompany their redesigned jobs. 

4) Union Resistance 
Unions have generally not been enthusiastic about job enrichment. 
Historical focus on negotiating with management about easily quantified extrinsic motivators, such as money, rather than job design. 

5) Supervisory Resistance 
The might fail because of their unanticipated impact on other jobs or other parts of the organizational system. 
Exp. enrichment increases the autonomy of employees, unfortunately such change might dis-enrich the boss’s job. 

New Developments in Job Design 

Work Design 
Acknowledges both the job and broader work environment. 
Refers to the attributes of the task, job and social and organizational environment and consist of three categories: motivational characteristics, social characteristics and work context characteristics. 
Tasks Characteristics (core job characteristic)
Autonomy
Task Variety
Task Significance 
Task Identity
Feedback from Job
Knowledge Characteristics 
Job Complexity 
Information Processing 
Problem Solving 
Skill Variety 
Specialization
Social Characteristics 
Social Support
Interdependence
Interaction Outside the Organization
Feedback From Others
Contextual Characteristics 
Ergonomics
Physical Demands 
Work Conditions 
Equipment Use 

Relational Job Design 
Developed a model to explain how jobs can be designed to motivate employees to make a difference in other’s lives. Known as Prosocial Motivation – the desire to expend effort to benefit other people. 
Relational Architecture of Jobs – the structural properties of work that shape employees opportunities to connect and interact with other people. 
Basic idea is that jobs can be designed so that employees can see the impact of their actions on others. 
However, jobs vary in the potential to have such an impact on others lives. 

Management by Objectives 
MBO – an elaborate, systematic, ongoing management program designed to facilitate goal establishment, goal accomplishment, and employee development. 
The objectives are simply another work for goals. In a well designed organization objectives are developed by top management and diffused down through the organization through the MBO process. 
1) The manager meets with employee and agree on objectives for coming months. 
2) There are periodic meetings to monitor employee progress in achieving objectives. Can modify objectives. 
3) An appraisal meeting is held to evaluate the agreed up objective status. Reasoning for failure, etc. 
4) MBO process repeated. 


Research Evidence 
MBO is elaborate, difficult and time consuming and its implementation must have the full commitment of top management. Lead to haphazard specifications. 
Goals may be hard to come by. 

Alternative Working Schedules as Motivators for a Diverse Workforce
Modify working schedules to meet diverse needs and promote job satisfaction. 
Flex-Time 
An alternative work schedule in which arrival and departure times are flexible. 
As long as they are present during certain hours their start and end time are flexible. 
Should help reduce absenteeism. 
May not work for all jobs. I.e. hospitals. Generally for white collar workers. 
Research evidence 
Positive effect on productivity, job satisfaction, and satisfaction with work schedule and that it lowers absenteeism. 
Compressed Workweek
Most common is 4-40 system, in which employees work four 10 hour days each instead. 
Roadblocks include reduced customer service, negative effect on fatigue.
Research Evidence 
Seem to like it, who’ve experienced it. 
Increased fatigue. 
Do not report lasting changes in productivity. 
Positive effect on job satisfaction and work schedule but no effect on absenteeism and productivity. 
Job and Work Sharing 
When two part time employees divide the work and perhaps the benefits of a full time job. 
Good for people who cannot commit to full time job because of outside situations. 
Work Sharing -  involves reducing the number of hours employees work to avoid layoffs when there is a reduction in normal business activity. 
Research Evidence  
No hard research.
Coordination problems and performance appraisal problems. 



Telecommunicating 
A system by which employees are able to work at home but stay in touch with their offices through the use of communications technology, such as computer network, voice mail, and electronic messages. 
For more flexible work arrangements. 
Research Evidence 
Benefit from lower costs of a reduction in turnover and needs for office space and equipment. 
Small but positive effects. 
Potential problems include distractions, feelings of isolation, and overwork. 
Not appropriate where workers need to communicate with each other. 
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