MOS 2181: Textbook Notes
Chapter 1: Organizational Behavior and Management
What are organizations?
Organizations are social inventions for accomplishing common goals through group effort. Examples of organizations include Toronto blue jays, Sodexo, CTV, and even a college fraternity
Social inventions
· Organizations are social inventions because their essential characteristic is the coordinated presence of people, not necessarily things. 
· Even organizations without much physical capital have people, people who present both opportunities and challenges. 
· The field of organizational behavior is about understanding people and managing them to work effectively
Goal accomplishment
· Each organization has individual goals, however, virtually all share the goal of survival
· The field of organizational behavior is concerned with how organizations can survive and adapt to change. Certain behaviors are necessary to survive, people have to
· Be motivated to join and remain in the organization
· Carry out expectations in regards to productive, quality, and service
· Be willing to continuously learn and upgrade their knowledge and skills
· Be flexible and innovative
Group effort
· Organizations depend on interaction and coordination among people to accomplish their goals. Most of the work done in organizations is performed by groups
· Informal grouping develops as a result of friendships and individual alliances
· The field of organizational behavior is concerned with how to get people to practice effective teamwork
What is organizational behavior?
Organizational behavior refers to the attitudes and behaviors of individuals and groups in organizations. This discipline studies
· Effective management and change
· Effective structuring
· How external events affect organizations
Those who study organizational behavior are interested in attitudes, such as: how satisfied people are with their jobs, how committed they feel towards organizational goals, and how supportive they are to minorities/women. 
Important areas of study in this field include: cooperation, conflict, innovation, resignation, or ethical lapses 
Human resource management refers to programs, practices and systems to acquire, develop and retain employees in an organization
Why study organizational behavior?
Organizational behavior is interesting
· It is about people and human nature. Companies focus on diversity and what effect it has on employee attitudes and behavior because it helps us understand what motivates people to work hard
Organizational behavior is important
· Organizational behavior is important to managers, employees, and consumers, and understanding it can make us more effective managers, employers, consumers. 
· The field of organizational behavior is concerned with explaining the differences between successful people/companies and not successful people/companies to improve an organizations effectiveness and efficiency
Organizational behavior makes a difference
· Today the main factors that differentiates organizations is their workforce and human capital. Human capital is strongly related to and a key determinant of performance. Therefore, organizational effectiveness and a competitive edge are strongly related to the management of human capital and organizational behavior
Goals of Organizational behavior
Commonly agreed upon goals include: effective predicting, explaining and managing behavior that occurs in organizations. 
Predicting organizational Behavior
· In an organization there is considerable interest in predicting when people will make ethical decisions, create innovative products, or engage in sexual harassment. 
· Through studies, organizational behavior provides a scientific foundation that helps predict organizational events
Explaining organizational behavior
· Organizational behavior is especially interested in determining why people are more or less motivated, satisfied, or prone to resign. This is difficult because a particular behavior could have multiple causes.
· Underlying causes of some behavior could change over time 
Managing organizational behavior
· Management is defined as the art of getting things accomplished in organizations through others. Managers acquire, allocate and utilize physical and human resources to accomplish goals. 
· It is easier to manage behavior if it can be predicted and explained. 
· Evidence based management: involves translating principles based on the best scientific evidence into organizational practices.  Derives principles from research evidence and translates them into practices that solve organizational problems. 
Early Prescriptions Concerning Management
The classical view and bureaucracy
The classical view
· The classical view was most prevalent in the 1900s. Classical writers were from military, mining, and factory backgrounds. The classical viewpoint emphasizes a very high degree of specialization and a very high degree of coordination. Every department was to tend to its own affairs, with upper management dealing with coordination. 
· Fairly few workers, except for lower level jobs
· Frederick Taylor was the father of scientific management. He advocated the use of research to determine the optimum degree of specialization and standardization. Written instructions, clearly defined work procedures, standardized work movements and breaks for maximum efficiency were encouraged. 
· Taylor even extended his ideas to managers, advocating functional foremanship, with managers also specializing in certain functions. 
Bureaucracy
· Mark weber – Bureaucracy, a means of rationally managing complex organizations. His method had the following qualities
· A strict chain of command where each member reports to a single supervisor
· Criteria for selection and promotion based on impersonal technical skills rather than nepotism or favoritism 
· A set of detailed rules, regulations and procedures
· Strict specialization to match duties with technical competence
· Centralization of power at the top of the organization
· Weber saw bureaucracy as the ideal type that standardized behavior and provided workers with security and a sense of purpose. In exchange for conformity workers received a fair chance at promotion. 
The human relations movement and a critique of bureaucracy
· The human relations movement began with the Hawthorn studies. They were concerned with the impact of fatigue, rest pauses and lighting on productivity
· During the course of the studies, the researchers began to notice the effects of psychological and social processes on productivity and work adjustment. The research suggested there could be dysfunctional aspects to how work was organized, shown by resistance to management through strong informal group mechanisms. 
· Human relations movement: called attention to dysfunctional aspects of classical management and bureaucracy. They suggested catering more to psychological needs of employees. Critique of bureaucracy addressed several issues
· Strict specialization incompatible with human needs for growth and achievement
· Strong centralization and reliance on formal authority fair to take advantage of creative ideas and knowledge of lower level members who are closer to customers. Corporations fail to learn from mistakes, threatening innovation and adaptation
· Strict impersonal rules lead members to adopt minimum acceptable level of performance that the rules specify
· Strong specialization causes employees to lose overall goals of organization
· Red tape mentality: forms, and signatures become the end in themselves, rather than the needs of customers
Contemporary Management – The contingency Approach
· The classical approach is good at coordinating to achieve goals
· The human relationists approach point out the need for flexibility
· Overall, management approaches need to be tailored for the situation, for example, we would want payroll to be more bureaucratically done to minimize error.
· There is no solid answer to the challenges faced with organizational behavior. It usually just depends on the situation. These dependencies are called contingencies
· Contingency approach to management recognizes there is no one best way to manage, rather the appropriate technique depends on the situation
What do managers do?
Managerial roles
· Henry mitzberg conducted a study on the behavior of several managers. The discovered several roles that mangers play
· Figurehead
· Leader
· Liaison person
· Monitor
· Disseminator
· Spokesperson
· Entrepreneur
· Disturbance handler
· Resource allocator
· Negotiator
Interpersonal roles
· Interpersonal rules are expected behaviors that have to do with establishing and maintaining interpersonal relations. 
· Figurehead: symbols to organization
· Leader: select, monitor and reward employees
· Liaison: maintain horizontal contacts inside and outside the organization


Informational Roles
· Informational Roles: concerned with the various ways managers receive and transmit information
· Monitor: scan the internal and external environments to follow current performance and to keep themselves informed of new ideas and trends
· Disseminator: managers send information on both facts and preferences to others
· Spokesperson: sending messages into the organization’s external environment 
Decision Roles
· The final set of managerial roles Mintzberg discussed deals with decision making
· Entrepreneur role: turn problems and opportunities into plans for improved changes
· Disturbance handler role: deals with problems stemming from employee conflicts and address threats to resources and turf
· Resource allocation role: how to deploy time, money, personnel, and other critical resources
· Negotiator role: conduct major negotiations with other organizations and individuals
Managerial Activities
· Fred Luthans, Richard Hodgetts and Stuart Rosencrantz found that mangers engaged in 4 basic activities
· Routine communication: receiving information, handling paperwork
· Traditional management: planning, decision making, controlling
· Networking: interacting with outsiders, politicking with insiders
· Human resource management: motivating, reinforcing, disciplining, punishing, managing conflict, staffing, training, developing employees
· Luthans and others found that most managerial jobs dealt with people, and that an emphasis on these activities correlated with managerial success
· If success = unit effectiveness, employee satisfaction and commitment, more successful managers were devoted to human resource rather than networking
Managerial agendas
· Joh kotter found similarities between successful managers in agenda setting, networking, and agenda implementation
Agenda setting
· Kotter found successful managers developed agendas for what they wanted to accomplish for the organization
· Informal, and unwritten, and concerned with people issues
· Less numerical than formal plans

Networking
· Kotter’s managers had a wide network, both inside and outside of the organization
· Insiders: peers, employees, and bosses
· Outsiders: customers, suppliers, competitors, government officials, press
Agenda implementation
· The managers used networking to implement the agendas, they would go anywhere to network for help. They employed influential tactics such as direct orders to subtle language 

· A high degree of informational interaction and concern with people issues were necessary for managers to achieve agendas
Managerial Minds
· Herbert Simon and Daniel Isenberg did research on managerial intuition. They found that mangers used intuition in several ways
· To sense a problem exists
· To perform well learned mental tasks rapidly
· To synthesize isolated pieces of information and data
· To double check more formal or mechanical analysis
· Simon and Isenberg both agree that good intuition is problem identification and problem solving based on a long history of systematic network of previous information. 
International managers
· How managers act and think in north America is similar to how managers think all over the world, however, there are cross culture variations in values that affect both managers’ and employees’ expectations about interpersonal interaction. 
· Geert Hofstede: did research on cross-cultural differences in values
· Managers are cultural heroes and are a distinct social class in north America where individualism is key
· Germany tends to worship engineers and has less managerial types
· Japan: managers must pay obsessive attention to group solidarity
· Netherlands: managers strive for modesty and consensus
· Taiwan: “professional” north American management is downplayed
Some contemporary management concerns
Diversity – Local and global
· The demographics of the North American workplace are changing. With women moving into paid employment and minorities as the fastest growing population segment, customers and the labour force are becoming more diverse
· The age of the workforce is also changing, in 10 years, the work force will be dominated by over 40s
· 2015: 48% between 45-64
· The trend of reentry of retired people and the trend to remove vertical layers in an organization have increased intergenerational workplace contact
· New workplace programs in response to demographic shift: flexible benefit plans, compressed workdays, part time jobs
· Organizations have to treat all segments of the population fairly to be truly competitive 
· Multinational expansion, strategic alliances, and joint ventures increasingly require employees and managers to come into contact with their counterparts from other cultures
A positive work environment and Employee well being
· Recently employees have faced increase work stress, leading to deterioration of physical and mental well being 
· Absenteeism has increased in Canada
· Annual cost of absenteeism in Canada: 15 billion
· Absenteeism due to high work-life conflict: 3-5 billion. When indirect and direct costs are included this number jumps to 6-10 billion
· Workplace spirituality: refers to workplaces that provide employees with meaning, purpose, a sense of community, and a connection to others. Providing employees with meaningful work life aligning with their values. Opportunities for growth, and a feeling of value and support
· Psychological capital: an important contributor to employee success. Refers to positive psychological state of development characterized by self-efficacy, optimism, hope and resilience. 
· Characteristic descriptions
· Optimism: internal attributions to positive event, and external attributions about negative events
· Hope: perseverance towards goals, making changes to achieve goals
· Resilience: bounce back from adversity
· All of these characteristics can be changes, modified and developed. One way for organizations to improve employee health and wellbeing is to develop psycap
Talent management and employee engagement
· Talent was ranked second most critical challenge behind business growth
· Talent management: process of attracting, developing, retaining and utilizing people with required skills to meet business needs
· Due to baby boomers retiring, there will be a large skill gap, increasing willingness to relocate anywhere in the world, fewer Canadians entering skilled trades. All these factors will cause Canadian businesses to face severe shortages of labour
· Work Engagement: positive work related state of mind, characterized by vigor, dedication, and absorption. 
Corporate social responsibility: 
· Corporate social responsibility: an organization taking responsibility for the impact of its decisions and actions on its shareholders. How an organization performs its core functions, and how it does it in a socially responsible way
· Involves environmental, social and governance issues (ESG)
· It is getting more important, with companies now being ranked on several lists by their CSR, having a poor CSR ranking could hurt reputation and financial performance
· Volunteerism, concern for the environment, and green initiatives are also part of CSV
· Having CSR could also help attract more talented human resources, as many people tend to work at places aligning with their ethical stances
Appendix: Research in organizational behavior
Research is a way to find out stuff objectively and systematically
The basics of Organizational Behavior Research
All research in organizational behavior beings with a question, oftentimes expressed as an hypothesis
· Hypothesis: a formal statement of the expected relationship between 2 variables
· Variables: measures that can take on two or more values
Types of Variables
· Independent variables: predictor or cause of variation in a dependent variable
· Dependent variable: variant what will vary as a result of changes to the independent variable
· Moderating variable: a variable that affects the relationship between an independent and dependent variable, such that the relationship depends on the level of the moderating variable
· Meditating variable: a variable that intervenes or explains the relationship between and independent and dependent variable
Measurement variables
· Reliability: index of the consistency of a research subject’s responses
· Validity: an index of the extent to which a measure truly reflects what it is supposed to measure
· Convergent validity: when there is a strong relationship between different measures of the same variable
· Discriminant validity: when there is a weak relationship between measures of different variables
Observational techniques
Observational research: research that examines the natural activities of people in an organizational setting by listening to what they say and watching what they do.
· Formal observations are systematic and objective
· Researchers approach the organizational setting with extensive training
· The researcher keeps an ongoing record of events that he observes
· The researcher is well informed about the dangers of influencing the behaviors of those under observation
· The outcomes of research are summarized in a case study
Participant observation
· Participant observations is an observational method in which the researcher becomes a functioning member of the organized unit being studies
· When doing this the researcher makes the conscious calculation that the costs of potential influent do not outweigh the benefits of the potential data
· Potential for secrecy, the participants do not have to know they are being observed 
· Ethical issues
· Joseph bensman and Israel gerver: participated as aircraft plant workers. Found that managers sometimes used taps to fix airplane errors if time was tight (taps are risky, could lead to later issues). They found that the best way to use them was to teach newer people about taps and not to use taps in front of inspectors, and only use taps if absolutely necessary
· This kind of information could really only have been got through participant observation
Direct observation
· Observational research in which the researcher observes organizational behavior without taking part in the studies activity
· Used because some tasks cannot be taught to researcher in appropriate time, and when a new person would disrupt the natural activities of the setting
· Mintzberg found this out about managers through direct observation
· Very busy
· 36 emails, 5 telephone calls, 8 meetings, 1 tour of office
· Half of activities less than 9 min, 90 percent less than 1 hour
· Activities directed to current issues
· preferred verbal communication
· Generated an average of 1 email a day
· Weakness of this method: lack of control over environment, small sample
Correlational techniques
· Correlational techniques: research that attempts to measure variables precisely and examine relationships among these variables without introducing change into the research setting
· Data is usually in the form of surveys and interviews, as well as existing data
· Surveys: the use of questionnaires to gather data from participants ho answer questions on the relevant variables
· Interviews: a techniques in which the researcher asks respondents a series of questions to gather data on variables of interest
· Existing data: data that are obtained from organizational records such as productivity, absence and demographic information
· Variables measured by surveys and interviews include
· Employee perceptions of how managers behave
· Satisfaction
· How much autonomy people have at their jobs
· Correlational research investigates the relationships between specific well defined variables
· Belle rose ragins and John cotton. 
· Studies employee willingness to serve as mentors to newer people
· Through surveys they found that both men and women were equally willing to be mentors, however, women faced more barriers. 
Correlation and causation
· Correlation does not imply causation. Just because 2 variable are strongly correlated it does not mean that they affect each other at all, there might be another variable in the mix which was not considered
Experimental Techniques
· Experimental research: research that changes or manipulates a variable under controlled conditions and examines the effect of such manipulations on other variables
· Control group: a group of research participants who have not been exposed to the experimental treatment
· Internal validity: the extent to which a researcher has confidence that changes in a dependent variable are due to the independent variable. 
· Threats to internal validity
· Selection of participants: when selection for experimental group differ from control group
· Testing: if participants are asked to answer questions at the beginning of a study, it might influence their answers at the end of it
· Instrumentation: if different measures are used at different times in the experiment
· Statistical regression: tendency of scores to shift over to mean scores. 
· History: events that occur during the course of an experiment
· Maturation: nature changes in participants as a result of time
· Mortality: when certain participants drop out before it is complete
· John ivancevich and Herbert Lyon
· Experimented with 4 day 40 hr work weeks, and 5 day 40 hour work weeks
· Short term: increased performance for 4 day 40 hours
· Longer term: not much more benefit for 4-40 than 5-40
A continuum of research techniques
· The scale of research techniques from (rich , broad based, loosely controlled) to (specific, precise, rigorous)
· Observation
· Correlation
· Experimentation
Combining research techniques
· Robert sutton, anat rafaeli
· Studied the effects of friendliness on store sales
· Found that unfriendly stores had higher sales!
· It was found that in busy stores clerks had not time for small talk, they concentrated and processed work faster. When business was slow however, they talked more to alleviate boredom. Since busier stores generated higher sales, the clerks had less time to be friendly. Therefore, it would seem that unfriendly stores  had higher sales
Issues and concerns in organizational behavior
Sampling
· External validity: the extent to which the results of a study generalize to other samples and settings
· Random sampling: the research participants are randomly chosen from the population of interest
· Random assignment: randomly assigning participants to the experimental and control conditions of an experiment
· Quasi experimental design: a research technique in which the participants are not randomly assigned to the experimental and control conditions, since sometimes it isn’t possible to randomly assign participants. 
Hawthorn effect
· Hawthorn effect: a favorable response by participants in an organizational experiment that is the result of a factor other than the independent variable that is formally being manipulated
· Employees were subjected to withdrawal of factors such as rest pauses, shortened workdays, and so on. But they still improved productivity. This was due to heightened morale, and a sense of special attention
Ethics
· Ethical researchers must: avoid unnecessary deception, inform participants about the general purpose of the research, and protect the anonymity of participants. 
· Guarantee to not make individual responses public to private surveys
· The practical side to ethical research is that people will be more willing to participate if they feel that ethical procedures are a rule, not the exception
Chapter 2: Personality and learning
Learning is essential to effective organizational behavior. Employee learning must be continuous and lifelong. 
What is personality?
· Some companies have decided to put a greater emphasis on personality when hiring
· Personality: the relatively stable set of psychological characteristics that influences the way an individual interacts with his environment
· Determined by genetic predispositions and long term learning history

Personality and Organizational Behavior
· personality has had a rocky history in organizational behavior, at times being a key factor, and at times being pushed into the background
· Dispositional approach: individuals possess stable traits or characteristics that influence their attitudes and behaviors
· Years of research have disproven the belief that personality is a predictor for organizational performance
· Situational approach: characteristics of the organizational setting influence people’s attitudes and behaviors
· Arose when researchers shifter attention to how work environment might predict organizational behavior
· Interactionist approach: Individuals’ attitudes and behaviors are a function of both dispositions and the situation
· The third approach, combining schools of through from the first two
· Most widely accepted now
· Personality tends to have more impact on a weak situation (not clear how a person should behave), whereas in strong situations personality is a weak factor 
· Trait activation theory: traits lead to certain	behaviors only when the situation makes the need for the trait salient
· Personality characteristics influence people’s behavior when the situation calls for a particular personality characteristic
· The key here is Fit: Putting the right personal in the right job groups or organization and exposing different employees to different management styles
Five factor model of personality
· Extraversion: the extent to which a person is outgoing vs shy. High scores in this category equate to: sociable, outgoing, energetic, joyful, and assertive characteristics
· Important for jobs requiring interpersonal interaction: sales, management
· Emotional stability/neuroticism: degree to which a person has appropriate emotional control
· Low neuroticism = self confident, high self esteem
· In all cases low sores on emotional stability is a bad thing
· Agreeableness: The extent to which a person is friendly and approachable
· Important for jobs requiring helping people and interaction, as well as teamwork and cooperation
· Conscientiousness: The degree to which a person is responsible and achievement oriented. 
· Dependable, positively motivated, orderly, self-disciplined, hardworking and achievement striving
· Openness to experience: the extent to which a person thinks flexibly and is receptive to new ideas. 

· The big 5 are relatively independent. There is evidence that there is a genetic basis to personality 

· Research evidence
· Generally it has been found that positive scores on the big 5 test will equate to good organizational effectiveness. However, conscientiousness is the best predictor across all jobs
· The big 5 are related to other work behaviors. Conscientiousness = retention, attendance
· Related to work motivation an job satisfaction
· Neuroticism and conscientiousness were the strongest predictors of motivation
· Neuroticism is related to lower job satisfaction
· Extraversion, conscientiousness, openness to experience, and agreeableness have all been positively correlated to the intensity of job search of an individual
Locus of Control
· Locus of control: this refers to an individuals’ belief about the location of the factors that control their behavior. A set of beliefs about whether one’s behaviors are controlled by mainly internal or external forces
· Individuals with an internal control are more satisfied with their jobs, more committed to the organization, earn more money, and achieve higher organizational positions.  
· They have less stress, engage in more careful career planning, and are less likely to be absent from work
Self-monitoring
· Self-monitoring: the extent to which people observe and regulate how they behave in social settings and relationships. 
· People who “wear their heart on their sleeves” are low self-monitors. High self-monitors are very conscious of those around them and the image they project
· High self-monitors gravitate towards jobs requiring a degree of role playing
· Perform well in occupations requiring flexibility and addictiveness in dealing with diverse constituencies
Self esteem
· Self esteem the degree to which a person has a positive self evaluation
· Behavioral plasticity: people with low self esteem tend to be more susceptible to external and social influences than those who have high self-esteem
· People with low self esteems are more likely to
· Look for social approval from others
· Look for others for confirmation
· Behave badly to negative feedback
· Workplaces would benefit from having a workforce with a high self esteem

New development in personality and organizational behavior
There are 5 personality variables that have been found to be important for organizational behavior: positive and negative affectivity, proactive personality, general self-efficacy, cores self evaluations
Positive and Negative Affectivity
· Positive affectivity (PA): propensity to view the world, including oneself and other people in a positive light
· Negative affectivity (NA): propensity to view the world, including oneself and other people in a negative light 
· The above 2 are emotional dispositions which can affect people’s general emotional tendencies
· People with high PA
· Higher job satisfaction
· Higher job performance
· More organization citizenship behaviors
· More creative
· There is evidence to how that PA is a key factor that links happiness to life and work
Proactive Personality
· Proactive behavior: taking initiative to improve current circumstances or creating new ones
· Proactive personality: a stable personal disposition that reflects a tendency to take personal initiative across a range of activities and situations and to effect positive change in one’s environment
· Proactive individuals
· Search for and identify opportunities
· Show initiative
· Take action
· Persevere until they bring about meaningful change
· People with proactive personalities
· Develop strong supportive networks
· Have a better quality relationship with supervisors
· More successful in searching for employment
General self-efficacy
· General self-efficacy (GSE): a general trait that refers to an individual’s belief in his ability to perform successfully in a variety of challenging situations
· It is considered a motivational trait, because It reflects an individual’s belief that they can succeed at a variety of tasks



Core self-evaluations
· Core self-evaluations: a broad personality concept that consists of more specific traits that reflect the evaluations people hold about themselves and their self-worth. 
· Timothy judge, Edwin locke, and cathy durham identified 4 traits thatmake up a person’s core self evaluation
· Self esteem
· General self efficacy
· Locus of control
· Neuroticism
· Research has found that these traits are the best dispositional predictors of job satisfaction and job performance. 
· Core self evaluations are related to job satisfaction over time
· Positively correlated with positivity related to life and career
· People with positive self regard are more likely to perceive and pay attention to the positive aspects of their environment. 
What is learning?
Learning: a relatively permanent change in behavior potential that occurs due to practice or experience
The practice or experience that prompts learning, stems from an environment that gives feedback concerning the consequences of behavior
What do employees learn?
· Practical skills: including job specific skills, knowledge, and technical competence. 
· Intrapersonal skills: skills related to problem solving, critical thinking, learning about alternative work processes, and risk taking. 
· Interpersonal skills: skills such as communicating, teamwork, conflict resolution
· Cultural awareness: involves learning social norms of the organization and understanding company goals, business operations and company expectations
Operant learning theory
· Operant learning: learning by which the subject learns to operate the environment to achieve certain consequences. 
· Sales people learning effective sales techniques to achieve commissions and to avoid criticism from managers
Increasing the probability of behavior
Reinforcement: the process by which stimuli strengthen behaviors. 
· The reinforcer is the stimulus that follows some behavior and increases or maintains the probability of that behavior. 
· positive reinforcers work by their application to the situation
· negative reinforcers work by their removal from a situation

Positive reinforcement
· Positive reinforcement: increase or maintains the probability of a behavior by the application of a stimulus to the situation in question. In the rat lever experiment (BF Skinner) the positive reinforcer was the food pellets introduced after the lever was pulled
· In general, positive reinforcers are positive things, however, that does not make all positive reinforcers good things, as it depends only on whether or not it increases or maintains the current behavior with its application
Negative reinforcement
· Negative reinforcement: the removal of a stimulus that in turn increase or maintains the probability of some behavior
· Negative reinforcers increase the probability of behavior through the removal of a stimulus. 
· Managers who nag employees use negative reinforcement. To stop the managers from nagging, the employees will work harder. 
Organizational errors involving reinforcement
· Confusing rewards with reinforcers, neglecting diversity in preferences for reinforcers, neglecting important sources of reinforcement
· Confusing rewards with reinforcers
· For rewards such as pay, benefits, vacations, etc. to work as reinforcers, they have to be contingent on specific behaviors that are of interest to the corporation. 
· Neglecting diversity in preferences for reinforcers
· Failure to appreciate individual preferences I reinforcers. Even if managers reward a desired behavior, they may fail to have a reinforcing effect. 
· There is a generational difference in terms of reinforcers, with younger employees preferring cash rewards, and older employees preferring experiential rewards
· Neglecting important sources of reinforcement
· Many managers focus too much on formal reinforcers, and fail to realize that there are other kinds of reinforcers which may be better suited. Two of the most common include feedback and social recognition
· Performance feedback: involves 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 genuine appreciation for work well done from one individual or group to another
Reinforcement strategies
Fast acquisition of some response: continuous and immediate reinforcement, reinforcement should be applied every time without delay if the behavior of interest occurs
Persistent behavior: tends to be more persistent when learned under conditions of partial and delayed reinforcement. It will continue in the future even if the behavior is not reinforced every single time
Summary of reinforcement strategies
· Frequency of reinforcement
· Continuous reinforcement = fast acquisition
· Partial = persistence
· Delay of reinforcement
· Short = fast acquisition 
· Long = persistence
Reducing the probability of behavior
There are two methods of doing this: extinction and punishment
Extinction
· Extinction: the gradual dissipation of behavior following the termination of reinforcement
· Extinction works best when coupled with some desired subtle reinforcement
Punishment
· Punishment: the application of an aversive stimulus following some behavior designed to decrease the probability of that behavior. 
· A bad stimulus must be applied to negate a certain behavior
Using punishment effectively
· There are some limits to the effectiveness of punishment
· Punishment does not specify what activities should replace the punished response. If the manager fails to provide a substitute activity, the punishment will not be effective
· Punishment only specifies what is and isn’t appropriate. It only temporarily suppresses the undesirable response. When surveillance is removed, it is likely to continue
· Punishment has the tendency to provoke a strong emotional reaction on the part of the punished individual
· Likely when the punishment is delivered with anger or if it perceived to be unfair
· Avoid punishing in front of observers, and make sure your own emotions are under control before carrying out the punishment
· Other principles of punishment involve
· Making sure the punishment is truly aversive
· Punish immediately: delay will only make the behaviors gain strength through repetition
· Do not reward unwanted behavior before or after punishment: it sends to employees confusing signals
· Do not inadvertently punish desirable behaviors
Social cognitive theory
Social cognitive theory (SCT): emphasizes the role of cognitive processes in regulating people’s behavior. According to this theory, people learn by observing others, people also manage their behaviors by considering the consequences of their actions suggests that human behavior can be best explained through triadic reciprocal causation, in which personal factors and environmental factors work together and interact to influence people’s behavior. According to Bandura, SCT involves 3 components: observational learning, Self-efficacy beliefs, and self-regulation
Observational learning
· Observational learning: the process of imitating the behavior of others. Learning occurs by observing the behavior of others (models)
· Observe the behavior of others  observing the consequences  thinking about what might happen if we acted the same way
· Self reinforcement occurs in the observational learning process
· Models who are attractive, credible, competent and high status stand the highest chance of being imitated. Also models’ behaviors should be vivd and memorable
· Issues
· Managers who work by the “do as I say, not as I do” method will find that their undesirable behaviors will more than likely be imitated
· In the absence of strong management, employees could model after bad peers
Self efficacy Beliefs
· Self efficacy bias: beliefs people have about their ability to successfully perform a specific task. 
· This is different from self esteem, as someone could have a different degree of self efficacy bias for each task
· Self efficacy is influenced by one’s experiences and success performing the task in question, observing others perform the task, verbal persuasion, and ones psychological and emotional state.
Self regulation
· Self regulation: the use of learning principles to regulate one’s own behavior. 
· Observe one’s own behavior
· Comparing the behavior with a standard
· Rewarding oneself if the behavior meets the standard
· Discrepency reduction: when there is a discrepency between one’s goals and performance, individuals are motivated to modify their behavior 
· Discrepency production: when researchers reach their goals, they are more likely to set even higher goals
· Specific self regulation techniques
· Collect self observation data
· Observe models
· Set goals
· Rehearse
· Reinforce oneself

Organizational learning practice
Organizational behavior modification: involves the systematic use of learning principles to influence organizational behavior. Has been found to have a positive effect on work attendance, and task performance. The effects on task performance seem to be more prominent for manufacturing tasks. 
Employee recognition programs
· Employee recognition programs are formal organizational programs that publicly recognize and reward employees for specific behaviors. To be effective they must: specify how a person will be recognized, specify the type of behavior to be recognized, specify the manner of public acknowledgement, and specify a token or icon of the event for the participation
· Peer recognition programs: formal programs in which employees can publicly acknowledge, recognize and reward their coworkers for exceptional work and performance
· Employee recognition programs have been shown to increase job satisfaction, performance, and productivity, as well as lower turnover rates. 
Training and development programs
· Training and development: is planning organizational activities that are designed to facilitate knowledge and skill acquisition to change behavior and improve performance on one’s current job; development focuses on future job responsibilities
· One of the most highly used methods is behavior modelling training (BMT): involving 5 steps based on observational learning component of social cognitive theory
· Describe to trainees a set of well defined behaviors to be learned
· Provide a model displaying the effective use of those behaviors
· Provide opportunities for trainees to practice using those behaviors
· Provide feedback and social reinforcement to trainees following practice
· Take steps to maximize the transfer of those behaviors to the job
Career development
· Career development: an ongoing process in which individuals progress through a series of stages that consist of a unique set of issues, themes, and tasks
· Career planning involves the assessment of an individual’s interests, skills and abilities
· Career management involves taking the necessary steps to achieve an individual’s goals and career plans

Chapter 3: Perception, Attribution, Diversity
What is perception?
Perception: the process of interpreting the messages of our senses to provide order and meaning to the environment. People base their actions on the interpretation of reality that their perceptual system provides, rather than on reality itself


Components of Perception
Perception has 3 components: a perceiver: a target that is being perceived and some situational context in which the perception is occurring. Each of these influence the perceiver’s impression ro interpretation of the target
The perceiver
· The perceiver’s experience, needs and emotions can affect his or her perception of a target
· Past experience leads to the perceiver having expectations, which affect current perceptions
· Needs unconsciously influence our perceptions by causing us to perceive what we wish to perceive
· Emotions can also influence our perceptions. For example, if I was upset about getting fired, I might interpret the consolidation of a  coworker as condescendence
· Perceptual defense: the tendency for the perceptual system to defend the perceiver against unpleasant emotions
The target
· Perception involves interpretation and the addition of meaning to the target. Ambiguous targets are especially susceptible to interpretation and addition
· Sometimes even providing additional information about the target will not improve perceptual accuracy. The perceiver often times does not/cannot use all the information provided by the target
The situation
· Every perception occurs in a situational context, which can affect what one perceives
· A situation can add information about a target. 
Social identity theory
Social identity theory: a theory that states that people form perceptions of themselves based on their personal characteristics and memberships in social categories. Our sense of self is composed of personal characteristics and social identity
· Personal identity is based on unique personal characteristics
· Social identity is based on our perception what we belong to various social groups. Once we locate ourselves in a category, we perceive ourselves as embodying the prototypical characteristics of the category
We also form perceptions of others based on their memberships in social categories. Social identities are relational and comparative. People tend to perceive members of their own category more favorably
A Model of the Perceptual Process
Jerome Bruner developed a model of the perceptual process 
· When the perceiver encounters an unfamiliar target, the perceiver is open to cues from both the target and the surroundings. As the perceiver recognizes familiar cues, they can start to categorize the target
Bruner’s model demonstrates 3 important characteristics of the perceptual process
· Perception if selective: not all cues are used, and the ones that are used are given special emphasis
· Perceptual constancy: tendency for target to be perceived the same way over time and across situations
· Perceptual consistency: tendency to select, ignore, and distort cues in such a way that they fit the homogenous picture of the target
Basic Biases in Person Perception
Primacy and Recency effects
· Primacy effect: tendency for a perceiver to rely on early cues or first impressions
· A form of selectivity, and its lasting effects illustrate the operation of constancy
· Recency: tendency for a perceiver to rely on recent cues or last impressions
Reliance on central traits
· Central traits: personal characteristics of a target person that are of particular interest to a perceiver
· Attractive people tend to fare better than unattractive people in terms of job related outcomes
· Weight-based bias in the workplace: overweight individuals tend to be evaluated more negatively 
Implicit Personality theories
· Implicit personality theories: personal theories that people have about which personality characteristics go together
Projection
· Projection: the tendency for perceivers to attribute their own thoughts and feelings to others
· A dishonest worker may justify their stealing by saying that everyone else does it too. Such perceptions can justify a perceiver’s thievery
Stereotyping
· Stereotyping: the tendency to generalize about people in a certain social category and ignore variations among them
· There are specific aspects to stereotyping
· Distinguish some category of people
· We assume individuals in this category have certain traits
· We perceive that everyone in this category possessed these traits
· Stereotypes are evoked with very little information, however they may not always be unfavorable. 
· Stereotypes help the perceiver process information faster and more efficiently (despite the fact that the information could be wrong)
Attributions: Perceiving Causes and Motives
Attribution: the process by which causes or motives are assigned to explain people’s behavior
Dispositional attributions: explanations for behavior based on an actor’s personality or intellect
Situational attributions: explanations for behavior based on an actor’s external situation or environment
3 questions guide our decision as to whether we should attribute the behavior to dispositional or situational causes
· Does the person engage in behavior regularly and consistently (consistency cues)
· Do most people engage in the behavior or is it unique to this person (consensus cues)
· Does the person engage in the behavior in many situations or is it distinctive to one situation (distinctiveness cues)
Consistency cues
· Consistency cues: how consistently a person engages in a behavior over time
· Unless we see clear external constraints that force a behavior, we tend to perceive that behavior as indicative of his/her true motives
Consensus cues
· Attribution cues that reflect how a person’s behavior compares with that of others
· Individuals acting different from the majority are seen as revealing more about his/her true motives
Distinctiveness cues
· Distinctiveness cues: attribution cues that reflect the extent to which a person engages in some behavior across a variety of situations
· We reason that a behavior reflects a person’s true motives if it “stands up” to a variety of environment
Attribution in action
	Consistency
	Consensus
	Distinctiveness
	Likely attribution

	High
	Low
	Low
	Disposition

	High
	High
	High
	Situation

	Low
	High
	Low
	Temporary situation



Biases in attribution
· There are 3 main biases in attribution: the fundamental attribution error, actor-observer effect, self-serving bias
Fundamental attribution error
· Fundamental attribution error: tendency to overemphasize dispositional explanations for behavior at the expense of situational explanations
· Ex. We may see bankers as conservative people when in fact the occupational role and employer has mandated that they act conservatively
Actor observer effect
· Actor observer effect: the propensity for actors and observers to view the causes of the actor’s behavior differently
· Ex. The observer may be guilty of the fundamental attribution error while the actor emphasizes the environment in explaining his behavior
Self-serving bias
· Self-serving bias: the tendency to take credit for successful outcomes and to deny responsibility for failures
· Ex. Exam results. Success = dispositional attribution, failure = situational causes
Person perception and workforce diversity
Workforce diversity: differences among recruits and employees in characteristics such as gender, race, age, religion, cultural background, physical ability, or sexual orientation
The changing workplace
· Increasing rates of immigration, aging of baby boomers, increasing movement of women towards paid positions
· Companies have programs to hire, develop and promote minorities
Valuing diversity
· In the past, companies merely tolerated minority groups. They tried to make them fit in with their main stream corporate culture, for example making women go through assertiveness training to be more similar to their male counterparts
· Recent trends are for corporations to value minorities
· More diverse problem solving
· Improved marketing and HR when they match the cultural base to which they are hiring/marketing
	Cost argument
	Organizations are getting more divers, and the costs of job integration are increasing. Companies who handle this well and early on will benefit

	Resource-acquisition argument
	Companies with the best reputation for managing diversity will attract the best personnel. As the labor pool shrinks, this will grow ever more important


	Marketing argument
	Insight and cultural sensitivity that members with roots in their country will bring is invaluable. 

	Creativity argument
	Diversity in regards to reduced emphasis on conformity should improve the level of creativity

	Problem solving argument
	Heterogeneity in the problem solving groups should yield a wider range of perspectives 	

	System flexibility argument
	Systems will become less determinant, less standardized and therefore, more fluid


Stereotypes and workforce diversity
· Stereotype threat: members of a social group feel they might be judges or treated according to a stereotype and that their behavior and/or performance will confirm to that stereotype
· Racial, Ethnic and religious stereotypes
· Personal experience is unnecessary for stereotype formation
· Race plays a large part in even getting a foot into jobs
· People who appeared to be Muslim experienced discrimination
· It can also affect how job performance is interpreted. Good performance by black  = help from others, good performance white = effort and abilities
· Plays a role in the globalization of a business
· Research has suggested that organizations are simply reflections of their environment. If the environment is filled with racism, it is likely that the organization will be as well
· Gender stereotypes
· Women are underrepresented in managerial and administrative jobs
· Women are missing from top level positions
· Gender stereotypes discourage women from business careers
· Male managers seem to hold the same misconceptions about women as in the 70s
· Bias works in favor of women in terms of requests for leave of absences due to child related things
· Women do not suffer from gender stereotypes in performance evaluations
· Age stereotypes
· Older workers are seen as having less capacity for performance
· Older workers are seen as having less potential for development
· More rigid, and less adaptable to new culture changes relative to younger people
· Tendency for older employees to be laid off during restructuring
· Many companies have started programs dedicated to hiring and retention of older workers
Managing workforce diversity
· Valuing diversity does not occur automatically. Diversity must be manages to have a positive influence on work behavior
· Common activities in diversity programs
· Select enough minority members to get them past token status
·  Encourage teamwork that brings minority and majority members together
· Ensure that those making career decisions about employees have accurate information about them
· Train people to be aware of stereotypes and to value diversity



Perception of Trust
Employee trust towards management seems to be on the decline
Trust: a psychological state in which one has a willingness to be vulnerable and to take risks with respect to the actions of another part
Trust perception towards management are based on 3 perceptions
· Ability: employee perceptions regarding management competence and skills
· Benevolence: extent that employees perceive management as caring and concerned with their interests
· Integrity: perception that manager adheres to and behaves according to a set of values and principles that the employee finds acceptable
The trust model consists of 5 dimensions: credibility, fairness, camaraderie, pride, respect
Perceived organizational support
Perceived organizational support (POS): employee’s general belief that their organization values their contribution and cares about their well being
Organizational support theory: a theory that states that employees who have strong perceptions of organizational support feel an obligation to care about the organization’s welfare and to help the organization achieve its objectives
Higher POS = higher job performance, higher satisfaction, more commitment, less likely to be absent/quit
Person Perception in human resources
Perceptions of recruitment and selection
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 an organization
· For example, if questions are invasive and discriminatory, it might send the image that the organization discriminates and does not support diversity
Organizational justice theory: job applicants form more positive perceptions of the selection process when selection procedures are perceived to be fair
Perceptions of the employment interview
· Interviews are not perfect, but a structured interview yields much better results than a free flowing one
· When comparing candidates to the ideal candidate, the ideal candidate must be realistic (relative to the role)
· Interviewers tend to have primacy reactions, with earlier information (or even information before the interview) playing a larger role in the hiring decision
· Contrast effects: applicants interviewed earlier affect the interviewer’s perception of a current applicant
· Structured interviews are composed of 4 dimensions
· Evaluation standardization: extent to which interviewer uses standardized and numeric ranking procedures
· Question sophistication: job related behavioral questions and situational questions
· Question consistency: interviewer asks the same questions in the same order of every candidate
· Rapport building: interviewer does not ask personal questions that are unrelated to the job
Perceptions and performance appraisal
· Objective and subjective measures
· Job measures that do not require a large degree of human judgment. Ex. The number of publications that a professor has put out
· As one moves up the organizational ladder, it is hard to objectively measure performance
· It is difficult to monitor subjective measures. Ex. A police sergeant cannot monitor an entire fleet of police cars at one 
· Subjective measures result in employees altering their behavior to look good in front of the manager
· Rater errors
· Rater errors are perceptual tendencies that occur in performance evaluation
· Leniency: the tendency to perceive the job performance of ratees as especially good
· Harshness: the tendency to perceive the job performance of ratees as especially ineffective
· Central tendency: the tendency to assign most ratees to middle ranged job performance categories
· Halo effect: the rating of an individual on one trait or characteristic tends to color ratings on other traits or characteristics
· Similar to me effect: a rater gives a more favorable evaluation to people who are similar to the rater in terms of background/attitude
· Behaviorally anchored rating scale (to aid in subjective performance evaluations: a rating scale with specific behavioral examples of good, average and poor performance
· Frame of reference training: a training method to improve rating accuracy that involved providing raters with a common frame of reference to use when rating individuals



Chapter 4: Values, Attitudes, and Work Behavior
What are values?
Values: a broad tendency to prefer certain states of affairs over others. They signal how we believe we should and should not behave.
Values have a broad tendency, meaning that they are very general and not a very good predictor of behaviors in specific situations
Generational Differences in Values
· Workplaces are trying to understand the value differences of the various generations: traditionalists, baby boomers, generation x, and millennials (generation y)
· Traditionalists grew up in the shadow of 2 wars, Baby boomers experienced a vibrant economy, and generation x and y experienced more dual career and divorced families
· There are many stereotypes about the different generations. Some examples being:
· Traditionalists: respectful of authority, high work ethic, 
· Boomers: optimistic workaholics, 
· Gen X: cynical, confident, pragmatic
· Gen Y: confident, social, demanding of feedback, unfocused
· Gen x and y are the most open to diversity and strive for work-life balance
	Generation
	Percentage of workers
	Assets in workplace

	Leadership Style preferences

	Traditionalists (1922-1945)
	8
	Hard working, stable, loyal, detail oriented, focused
	Fair, consistent, clear, direct

	Baby Boomers (1946-1964)
	44
	Team perspective, experienced, service oriented
	Treat as equals, warm and caring

	Generation X (1965-1980)
	34
	Independent, adaptable, creative, techno-literate
	Direct, competent, genuine, flexible, results oriented

	Generation Y (1981-2000)
	14 (and increasing)
	Optimistic, able to multitask, tech savvy, team oriented
	Motivational, collaborative, positive, educational, organized



Cultural differences in values
· Many business ventures and tasks that involve cross cultural interaction fail due to a lack of understanding in cross cultural differences
· At the root of the problem is a lack of appreciation of basic differences in work related values across cultures


Work Centrality
· Work is valued differently across cultures. Japan topped the list in work centrality (work as center of life interest) followed by Americans and British
· Individuals with a higher degree of work centrality worked more hours, and are more likely to continue working despite new found wealth
Hofstede’s studies
· Geer Hofstede conducted research and found 4 basic dimensions along which work related values fall amongst different cultures
· Power distance: the extent to which society members accept the unequal distribution of power. In small power distance cultures, inequality is minimized. Small power distance cultures include
· Denmark
· New Zealand
· Israel 
High power distance cultures include
· Philippines
· Mexico
· Russia
· Uncertainty avoidance: the extent to which people are uncomfortable with uncertain and ambiguous situations. Strong uncertainty avoidance cultures stress rules, regulations, hard work, conformity and security. Strong uncertainty avoidance cultures include
· Japan
· Greece
· Portugal
Weak uncertainty avoidance cultures include
· Singapore
· Denmark
· Sweden
· Masculinity/femininity: more masculine cultures clearly differentiate gender roles, support the dominance of men, and stress economic performance. More feminine cultures accept fluid gender roles, stress sexual equality and stress quality of life. 
· Masculine: Slovakia, japan, Austria
· Feminine: Scandinavian countries
· Individualism/collectivism: Individualistic societies stress independence, individual initiative, and privacy. Collectivist societies favour interdependence, and loyalty to one’s family
· Individualist: U.S.A, Australia, Britain, Canada
· Collectivist: Venezuela, Colombia
· Long-term/short-term orientation: cultures with a long term orientation stress persistence, perseverance, thrift, and close attention to status differences. Cultures with a short term orientation stress: personal steadiness, stability, face saving, and social niceties. 
· The relationship between  power distance and degree of individualism are related
· Cultures that are more individualistic tend to downplay power differences, while mostly collectivist cultures tend to accentuate power differences
Implications of Culture variation
· Exporting OB theories
· Practices from north America may not translate well to other countries
· Americans have a low power distance since managers ask employees for decision making input. This will not translate well to cultures with high power distances
· Unlike in American culture, praising groups rather than individuals may be more useful
· Importing OB Theories
· Many Japanese means of organizing work is team oriented, where submerging one’s values into that of the group seems easy
· This however, will not work as easily in north American culture, and so teams must be more carefully chosen
· Appreciating Global customers
· Appreciating cross cultural differences = understanding needs of customers around the world
· Ex. Disney Paris did not accurately understand French taste in food, lifestyle, and entertainment. This translated to poor responses
· Developing global employees
· Companies need to select, train, and develop employees to have much better appreciation of differences in cultural values and the implications of these differences for behavior in organizations
What are attitudes?
Attitudes: fairly stable evaluative tendency to respond consistently to some specific object, situation, person or category of people
· I like my boss: evaluative aspect of attitude
Attitudes are much more specific than values. Attitudes are tendencies to respond to the target of the attitude
Attitudes are not always consistent with behavior (I will not retaliate against my boss despite not liking him). Attitudes provide useful information over and above the actions that we can observe
BELIEF + VALUE = Attitude  Behavior
Ex. 
· My job is interfering with my family life (belief)
· I dislike anything that hurts my family (value)
· I dislike my job (attitude)
· Ill search for another job (behavior)

What is Job Satisfaction?
Job satisfaction: a collection of attitudes that workers have about their jobs
· Facet satisfaction: tendency for an employee to be more or less satisfied with various facets of the job
· Overall satisfaction: a summary indicator of a person’s attitudes towards his job that cuts through various facets. An average or total of the attitudes individuals hold toward various facets of the job
JDI (job development index): a popular measure of job satisfaction
· Evaluates 5 facets of satisfaction: people, pay, supervision, promotions
MSQ (Minnesota satisfaction questionnaire)
· Individuals indicate how happy they are with various aspects of their job on a scale ranging from very satisfied to very dissatisfied
What determines Job Satisfaction?
Discrepancy
· People might differ in perceptions concerning the actual nature of the job
· Individuals might differ in what they want from a job
· Discrepancy theory: theory that job satisfaction stems from the discrepancy between the job outcomes wanted and the outcomes that are perceived to be obtained
Fairness
· Distributive Fairness: fairness that occurs when people receive the outcomes the think they deserve from their jobs
· Distribution of work rewards and resources
· Equity theory: theory that job satisfaction stems from a comparison of the inputs one invests in a job and the outcomes one receives in comparison with the inputs and outcomes of another person or group
· (my outcomes/my inputs) = (other’s outcomes/other’s inputs)

· Inputs: anything that individuals consider relevant to their exchange with the organization
· Outcomes: factors that the organization distributes to employees in return for their inputs
· Procedural fairness: fairness that occurs when the process used to determine work outcomes is seen as reasonable
· Hot outcomes are decided and allocated
· Particularly relevant to outcomes such as performance evaluations, pay raises, promotions ,layoffs, and assignments
· The following factors contribute to procedural fairness. The allocator
· Follows consistent procedures over time and across people
· Uses accurate information that appears unbiased
· Allows two-way communication during the allocation process
· Welcomes appeals for the procedure or allocation
· Procedural fairness is likely to provoke dissatisfaction when people see distributive fairness as being low
· Dissatisfaction maximized when people believe they Would have done better if the decision maker had used other procedures that should have been implemented
· Interactional fairness: people feel that they have received respectful and informative communication about some outcome
· Respectful communication is sincere and polite, and informative communication is candid, timely and thorough
Disposition
· Dispositional view states that some people are predisposed by virtue of their personality to be more or less satisfied despite changes in discrepancy or fairness
· Some personality traits originating in genetics, and early learning contribute to job satisfaction
· Extraverted and conscientious = more satisfied	
· Neurotic = less satisfied
Mood & Emotion
· Emotions: intense, often short-lived feelings caused by a particular event
· Moods: less intense longer lived, and more diffuse feelings
· Affective events theory (Howard Weiss, Russell Cropanzano): jobs consist of series of events that have the potential to provoke emotions and influence moods, depending on how we appraise situations
· Emotional contagion: tendency for moods to spread between people or throughout a group
· Emotional regulation: requirement for people to conform to certain display rules in their job behavior in spite of their mood or emotions
· The frequent need to suppress true feelings lead to decreased job satisfaction
Key contributions to job satisfaction
· Mentally challenging work: tests employees skills and ability, allows them to set their own working pace
· Adequate compensation
· Career opportunities
· People: friendly, considerate and good natured superiors contribute to jobs satisfaction
[bookmark: _GoBack]Consequences of Job satisfaction
Absence from work
· The absence-satisfaction correlation is not very strong. Usual reasons for absence include
· Unavoidable circumstances, illness, weather
· Attendance control policies that influence absence more than satisfaction does
· In many jobs it is unclear as to how much absenteeism is acceptable, sensible
Turnovers
· Turnovers are very expensive. 
· Moderately strong connection with less satisfied workers being more likely to quit
· Some reasons as to why satisfied people quit, or dissatisfied people stay
· Shocks (marital breakup, birth of child) might stimulate turnovers despite satisfaction at the job
· Dissatisfaction with a job may be offset by an individual’s commitment to overall values and missions of the organization
· Employee so embedded in the community that he is willing to endure the dissatisfaction rather than moving out
· Weak job market. Dissatisfaction is more likely to cause turnover when jobs are plentiful
Performance
· Job satisfaction is associated with performance
· When good performance is followed by rewards, employees are more likely to be satisfied
Organizational Citizenship behavior
· Organizational citizenship behavior (OCB): voluntary informal behavior that contributes to organizational effectiveness
· Defining characteristics of OBC 
· Behavior is voluntary
· Behavior is spontaneous
· Behavior contributes to organizational effectiveness
· Behavior is unlikely to be explicitly picked up and rewarded by performance evaluation system
· Helping behavior: offering assistance to others
· Conscientiousness: getting on on snowiest day of the year, not wasting organizational resources
· Good sport
· Courtesy and cooperation: delaying one’s own work to assist a colleague
· Procedural and interactional fairness from a supportive manager is critical
Customer satisfaction and profit
· Job satisfaction of employees is correlated with customer satisfaction
· Employee satisfaction is one criterion used when judging the effectiveness of local unit managers
What is organizational commitment?
Organizational commitment: an attitude that reflects the strength of the linkage between an employee and an organization. Meyer and Allen identified 3 types of organizational commitment
· Affective commitment: commitment based on identification and involvement with an organization
· Continuance commitment: commitment based on the cost that would be incurred in leaving an organization
· Normative commitment: commitment based on ideology or a feeling of obligation to an organization
Changes in the workplace and employee commitment: meyer, allen, and topolnytsky have noted that the impact of changes in the workplace on employee commitment can be seen in 3 main areas
· Changes in the nature of employees commitment to the organization
· Changes in the focus of employee’s commitment
· The multiplicity of employer-employee relationships within the organization
Chapter 5: Theories of Work Motivation
Why study motivation?
It is important because it is correlated to increased productivity, which is necessary to be globally competitive
What is motivation?
Motivation: the extent to which persistent effort is directed towards a goal
Basic characteristics of motivation
· Effort: the strength of the person’s work related behavior, the amount of effort and individual exhibits on the job
· Persistence: the persistence with which individuals apply effort to the work tasks
· Direction: do workers channel persistent effort in a direction that benefits the organization
· Goals: all motivated behavior has some goal or objective towards which it is directed
Extrinsic and intrinsic motivation and self determination theory
· Intrinsic motivation: stems from the direct relationship between the worker and the task. It is usually self applied
· Extrinsic motivation: motivation that stems from the work environment external to the task, it is usually applied by others
· Extrinsic motivators can decrease intrinsic motivation
· Self determination theory: a theory of motivation that considers whether people’s motivation is autonomous or controlled
· Autonomous motivation: when people are self motivated by intrinsic factors
· Controlled motivation: when people are motivated to obtain a desired consequence or extrinsic reward
Motivation and performance
· Performance: the extent to which an organizational member contributes to achieving the objectives of the organization
· Two forms of intelligence are particularly important for performance: general cognitive ability, emotional intelligence
· General cognitive ability
· A person’s basic information processing capacities and cognitive resources
· Emotional intelligence
· The ability to understand and manager one’s own and other’s feelings
· Peter salovey and John mayer came up with the 4 branch model of emotional intelligence. The 4 branches are as follows
· Perceiving emotions accurately in oneself and others: 
· Identifying emotions in faces and non-verbal behavior. Accurately identify one’s own emotions
· Using emotions to facilitate thinking
· Use and assimilate emotion and emotional experience to guide and facilitate one’s thinking and reasoning
· Understanding emotions, emotional language, and signals conveyed by emotions
· Understand emotional information, the determinants, and consequences of emotions, and how emotions have changed over time
· Managing emotions so as to attain specific goals
· Manage one’s own and others feelings and emotions as well as emotional relationships
· Individual is able to regulate, adjust, and change his own emotions, and well as others’ emotions to suit the situation
· Requires mastery of previous levels
· The motivation-performance relationship
· One can be very motivated by have low performance and vice versa. Motivation cannot be considered in isolation. 
· Motivational interventions will not work if employees are deficit in important skills and abilities
Need Theories and Work Motivation
Need theories: motivation theories that specify the kinds of needs people have and the conditions under which they will be motivated to satisfy those needs in a way that contributes to performance. 
Needs  Behavior  Incentives and goals
Maslow’s hierarchy of needs
· The levels of Maslow’s hierarchy are as follows 
· Physiological needs
· Safety needs
· Belongingness needs
· Esteem needs
· Self actualization needs
· Maslow’s hierarchy is a five level needs theory of motivation that states that the lowest level unsatisfied needs has the greatest motivational potential
· Exception is self actualization needs, they are growth needs that get stronger as they are gratified
Alderfer’s ERG Theory
· Erg theory: a three level hierarchal need theory of motivation (existence, growth, relatedness) that allow for movement up and down the hierarchy
· The levels are as follows
· Existence needs: needs satisfied by some material substance or condition. 
· Relatedness needs: needs satisfied by open communication and the exchange of thoughts and feelings with organizational members
· [image: http://gargasz.info/wp-content/uploads/2010/11/understanging_maslow_erg.jpg]Growth needs: needs fulfilled by strong personal involvement in the work setting. Full utilization on one’s abilities
· Does not assume that lower level must be gratified first
· If higher level needs are ungratified, individuals will increase their desire for the gratification of lower level needs
· 2 major motivational premises
· The more lower level needs are gratified, the more higher level need satisfaction is desired
· The less higher level needs are gratified, the more lower level need satisfaction is desired
McClelland’s Theory of needs
· McClelland’s theory of needs: a non-hierarchical need theory of motivation that outlines the conditions under which certain needs result in particular patterns of motivation
· Need for achievement: a strong desire to perform challenging tasks well. People with a high need for achievement exhibit the following characteristics
· Preference for situations in which personal responsibility can be taken for outcomes
· Tendency to set moderately difficult goals that provide for calculated risk
· Desire for performance feedback 
· Need for affiliation: a strong desire to establish and maintain friendly compatible interpersonal relationships
· Need for power: strongly desire to have influence over others
· McClelland suggests that people are motivated to seek out and perform well in jobs that match their needs
· High need for affiliation: sales jobs, entrepreneurial positions
· High need for power: journalism, management
Research Support for need theories
· Maslow’s hierarchy suggests 2 things
· Specific needs should be clustered into the 5 categories provided
· When needs in a given categories are fulfilled, they become less important, and higher needs become more important
· There is not much support for Maslow’s findings
· There is fairly good support for the ERG theory
· McClelland’s theories also have more backing than Maslow’s
Managerial implications of needs theories
· Appreciate diversity
· Appreciate intrinsic motivation
Process theories of work motivation
Expectancy theory
· Expectancy theory: a process theory that states that motivation is determined by the outcomes that people expect to occur as a result of their actions on the job
· Basic components of Vroom’s theory
· Outcomes: consequences of behavior
· First level: are of specific interest to the organization. High productivity vs average productivity
· Second level: consequences that follow the attainment of a particular first level outcome. Personally relevant to the individual worker. Pay, sense of accomplishment, acceptance by peers, fatigue
· Instrumentality: probability that a particular first-level outcome will be followed by a particular second level outcome
· Valence: expected value of work outcomes, the extent to which they are attractive or unattractive
· The valence of particular first level outcomes = sum of instrumentalities x second level valances
· Expectancy: probability that a worker can actually achieve a particular first level outcome. 
· Force: the effort directed toward a first level outcome
· Force = first level valence x expectancy
· Summary of premise of Expectancy theory
· People will be motivated to perform in activities that 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 favourable personal consequences
Research support for the expectancy theory
· While individuals do not actively think of the expectancy formulas, this theory is generally accepted
Managerial applications of expectancy theory
· Boost expectancies
· Ensure employees expect to be able to achieve first level outcomes that of interest to the organization
· Employees will not pursue goals if the expectancy of first level outcomes is too low
· Clarify reward contingencies
· Paths between first and second level outcomes are clear
· Employees should be shown that first level outcomes desired by the corporation are instrumental in obtaining positive second level outcomes, avoiding negative outcomes
· Appreciate diverse needs
· Analyze the diverse preferences of particular employees and attempt to design individualized motivational packages
Equity theory
· A process theory that states that motivation stems from a comparison of the inputs one invests in a job and the outcomes one receives in comparison to the inputs and outcomes of another person or group
· Individuals are motivated to maintain an equitable exchange relationship
· Tactics to reduce inequity and achieving equity (J, Stacey adams)
· Perceptually distort one’s own inputs or outcomes
· Perceptually distort the inputs or outcomes of the comparison person/group
· Choose another comparison person/group
· Alter one’s inputs or one’s outcomes
· Leave the exchange relationship
· Gender and equity
· Both men and women tend to choose same sex comparison persons. 
· Possible explanation as to why women get paid less than men. If they only compare themselves to other (less paid) women, they are more likely to realize the wage inequity 
Research support for Equity thoery
· The support for the equity theory is strongest when concerning inequity dues to underpayment
· Underpaid hourly basis = lower their inputs
· Underpaid by unit basis = lower quality units
· Underpayment can lead to resignation which is very costly for the company
· Managerial implications of equity theory
· Perceived underpayment will have negative ramifications
· Overpayment is not effective either. The key is to strike a balance
· Perpetual social comparison process: employees decide what are considered relevant inputs, outcomes, and comparison persons
Goal setting theory
· Goal: the object or aim of an action
What kinds of goals are motivational?
· 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 toward goal attainment is provided
· Positive effect of goals are due to 4 mechanisms
· Direct attention to goal relevant activities
· Lead to greater effort
· Increase and prolong persistence
· Lead to discovery and use of task relevant strategies of goal attainment
· Goal specificity
· Goals that specify the exact level of achievement for people to accomplish in a particular time frame
· Goal challenge: 
· More personal. Goals must be challenging, but not impossible for the individual. 
· Base initial goals on past performance
· Goal commitment
· Individuals must be committed to specific challenging goals
· Goal feedback
· Specific and challenging goals are more effective when they are accompanied by ongoing feedback that allows people to compare current performance with the goal
Enhancing goal commitment
· Participation
· Sometimes participating in goal setting helps, and sometimes it does not
· If the goal commitment is a potential problem, participation may help
· Research shows that participation can increase difficulty of goals due to feelings of competition and teamwork
· Rewards
· Goal setting leads to improvements without the needs for monetary incentives
· Supportiveness
· When managers behave in coercive manners, they undermine employee goal commitment
· Supervisors must demonstrate a desire to assist employees, and behave supportively if failure occurs

Goal orientation and proximity
· Goal orientation: an individual’s goal preferences in achievement situations 
· Learning goal orientation: a preference to learn new things and develop competence in an activity by acquiring new skills and mastering new situations
· Performance prove goal orientation: preference to obtain favourable judgements about the outcome of one’s performance
· Performance avoid goal orientation: preference to avoid negative judgements about the outcome of one’s performance
· Types Of Goals 
· Distal goals: long term or end goal
· Proximal goals: short term goal or sub goal
· Proximal goals provide markers towards distal goals because they provide more frequent feedback
Research support for Goal setting theory
· Considered one of the most valid and practical theory of employee motivation
· Group goals result in superior group performance
Managerial implications of goal setting theory
· Set specific challenging goals and provide ongoing feedback
· Stronger for simpler jobs than more complex jobs
· Proximal goals should be set in conjunction with distal goals
Do motivation theories translate across cultures?
There are differences, most notable between collectivist and individualist cultures. 
Individualists
· Values individual initiative, privacy and taking care of oneself
Collectivists
· More closely knit cultural bonds, take care of each other, strong loyalty to group, self-actualization may not be the ultimate motive
Equity theory
· Must match supervisor’s concept of fair with the people. Fairness is defined differently with individualist than it is with collectivists
Expectancy theory: very effective when applied cross culturally
Goal setting
· Goal setting process is different cross culturally. Collectivists are more likely to accept group goals
· Cultures where power distance is large: goals set by manager 
· Cultures where power distance is small: participative goal setting
Chapter 6: Motivation in Practice
Money as a motivator
Most employees and managers underestimate the importance of pay as a motivator
Money is required to satisfy many of the levels in Maslow’s and Alderfer’s hierarchy of needs
According to expectancy theory, pay can satisfy a variety of needs  it is highly valent  it is a good motivator to the extent that it is tied to performance
Link pay to Performance on production jobs
· Piece rate: pay system in which individual workers are paid a certain sum of money for each unit of production completed. It is the prototype to all schemes linking pay to performance
· Another common method is an hourly wage rate with additional piece rate based on performance
· Wage incentive plans: various systems that link pay to performance on production jobs
· wage incentives yield higher productivity than straight hourly pay
· Lincoln electric company  intricate pay rate plan  profit for 50 years, no layoffs for 40
Potential problems with wage incentives
· Lowered quality: sometimes it increases productivity at the expense of quality
· Differential opportunity: issues arise when workers have different opportunities to produce at a high level
· Reduced cooperation: wage incentives rewarding individual productivity may decrease cooperation among workers. Ex. Machinists will be less willing to share the raw materials if they receive extra pay per unit
· Incompatible job design: in some cases, the way jobs are designed makes it very hard to implement wage incentives
· Restriction of productivity: the artificial limitation of work output that can occur under wage incentive plans. 
· Workers fear that increased productivity will lead to reductions in the work force
· Fear that at higher levels of output, management will reduce rate of pay to cut labor costs
· Restriction is less likely when a climate of trust and a history of good relations exists
Linking pay to white collar jobs
· Fewer objective criteria to which pay can be tied
· Sales people are paid commissions, and presidents are paid bonuses relative to profits
· Merit based pay: system that attempts to link pay to performance on white-collar jobs
· Manager usually consider some amount of merit for employees based on performance notes
· Performance should be an important determinant of pay
· Is has been shown that many merit based pay systems do not work very well. Many employees do not even make the connection between their job performance and their pay
Potential problems with merit pay plans
· Low discrimination: managers are unable or unwilling to distinguish between the good performers and the poor performers
· Effective rating systems are rarely employed
· If there are true performance differences, equalization over rewards poorer performers
· Small increases: when merit increases are simply too small to motivate increased performance
· Many firms abandon merit pay when inflation or economic difficulties occur. 
· Many firms have reverted to lump sum bonuses: merit pay that is awarded in a single payment and not built into base pay
· merit pay must be tied to performance criteria to prevent employees from being motivated to earn their yearly bonus at the expense of organizational goals
· Pay secrecy
· Even if merit pay is distributed fairly and is accurately tied to performance, many people will not know about it because the concept of bonuses and merit pay has always been very secretive. 
· In the absence of facts, employees invent information about other people’s salaries. This leads to reduced satisfaction and motivation
Using pay to motivate teamwork
· People tend to pursue pay and their own agendas at the expense of organizational goals. Companies have designed new pay schemes to reduce this
· Profit sharing
· The return of some company profit to employees in the form of a cash bonus or a retirement supplement
· Not highly motivational. Too many factors outside the control of the corporation such as the economy
· Works better in smaller companies that have regular profits
· Employee stock ownership plans (ESOPS)
· Incentive plans that allow employees to own a set amount of a companies shares and provide employees with a stake in the company’s future earnings and success
· Other benefits of ESOPs are
· Attracting and retaining talent
· Motivating employee performance
· Focusing employee attention
· Creating culture of ownership
· Educating employees about the business
· Increases employee motivation and loyalty
· Work better in small companies, and are more effective motivators when the economy is good
· Gainsharing
· A group pay incentive plan based on productivity or performance improvements over which the workforce has some control
· When measured costs decrease, the company will pay out some monthly bonus according to a predetermined formula that shares its “gain”
· Scanlon Plan: developed by Joe Scanlon. Stresses participatory management and joint problem solving between employees and managers. It also stresses rewarding for cooperative behaviors. 
· Productivity improvements have been noticed when using the Scanlon plan
· It is crucial that the dividing of saved costs is perceived as fair
· Skilled based pay
· Also known as pay for knowledge. The more skills a person acquires, the higher the pay
· Training costs are high with this system
· Provides employees a broader picture of the work process
[image: ]












Job Design as a Motivator
Job design: the structure content and configuration of a person’s work tasks and roles
In addition to money, many workers are motivated by stimulating, challenging and meaningful work
Traditional views of job design
· Beginning of the industrial revolution until the 1960s
· Design of most non managerial jobs was job simplification
· Specialization was key to productivity, with each worker specializing in one very simple task
· Frederick Winslow Taylor: principles of scientific management. Advocated careful standardization, regulation of work activities, and rest pauses
· Motivational strategies used: close supervision, piece rate pay

Job scope and motivation
· Job scope can be defined as the breadth and depth of a job
· Breadth: the number of different activities performed on a job
· Depth: the degree of discretion or control a worker has over how work tasks are performed
· Broad jobs emphasize workers do a number of different tasks, deep jobs emphasize freedom in panning how to do the work
· A professors job is high scope, A low scope job would be assembly work
· High scope jobs show more intrinsic motivation than low scope jobs
· Stretch assignment: offer employees chance to work on a variety of tasks with new responsibilities
· Job rotation: rotating employees to different tasks and jobs in the organization
Job characteristics model
· Developed by J. Richard Hackman and Greg Oldham. Proposes that there are several job characteristics that have certain psychological impact on the workers
· Core job Characteristics
· There are 5 core characteristics that have a strong effect on worker motivation
· Skill variety
· Task identity
· Task significance
· Autonomy
· Job feedback
· Skill variety: the opportunity to do a variety of job activities using various skills and talents
· Autonomy: the freedom to schedule one’s own work activities and decide work procedures
· Task significance: the impact that a 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
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· Hackman and Oldman developed a questionnaire called the Job diagnostic survey which measures core characteristics of a job
· Overall measure of the motivating potential for a job can be calculated with the formula
· Motivating potential score = [(Skill variety + Task identity + Task significance)/3] x Autonomy x Job feedback
· Potential scores range from 1-343
· ex. Keypuncher score is 20 and managers job is 159

· Critical psychological states
· Work will be intrinsically motivating if it is perceived as meaningful, when they feel responsible for outcomes, and when the worker has knowledge of his work progress
· Outcomes
· When workers are doing jobs that are challenging and which provide good feedback about performance, the prerequisites for intrinsic motivation are present
· Moderators
· Jobs high in motivational potential do not always lead to favorable outcomes
· Certain moderators are needed to intervene between job characteristics and outcomes. 
· Job relevant knowledge: individuals who do not have the necessary knowledge will find the material too challenging, despite being motivational
· Growth needs strength: the extent to which people desire to achieve higher order need satisfaction by performing their jobs
· Research evidence
· Tests have been very supportive of the basic prediction model
· Strong support for the role of experienced meaningfulness at work
· Less support for experienced responsibility and no support for the role of knowledge results
Job enrichment
· Job enrichment: the design of jobs to enhance intrinsic motivation, quality of working life, and job involvement
· Job involvement: cognitive state of psychological identification with one’s job and the importance of work to one’s total self-image
· Job enrichment scheme characteristics
· Combining tasks: assigning tasks that may have been previously completed by several individuals to one person. Improved task identity, as well as variety of skills
· Establishing external client relationship: putting employees in touch with people outside the organization who depend on their products, services. Increased identity and significance of job, increased feedback, increased use of interpersonal skills
· Establishing internal client relationships: putting individuals in touch with other employees who depend on their product
· Reducing supervision or reliance on others: increase autonomy over one’s own work
· Forming work teams: alternative to sequence of small jobs. Lead to formal and informal development of a variety of skills and increase the identity of the job

Potential problems to Job Enrichment
· Poor diagnosis: institution without clear 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 characteristics unchanged
· Job engorgement: attempts to enrich jobs that are already perceived as too rich
· Leads to role overload and stress
· Lack of desire or skill: some workers simply do not desire enriched jobs
· Might lack the skills and competence to perform enriched jobs effectively
· Demand for rewards: occasionally workers who experience job enrichment desire greater compensation
· Such jobs require the development of new skills and entail greater responsibility
· Union resistance: unions have not been enthusiastic about job enrichment. 
· Unions have equated narrow division of labour with preserving jobs for their members
· Supervisory resistance: by increasing job autonomy, it might de enrich a boss’s job. 
· Solutions are no supervisors at all for enriched work, or using supervisors as trainers and developers of individuals with enriched jobs
New developments in job design
· Work design
· Based on Frederick Morgenson and Stephen Humphrey’s literature
· Work design characteristics: attributes of the task, job and social and organizational environment. Consists of 3 categories: motivational characteristics, social characteristics and work context characteristics
· Task characteristics: how the work itself is accomplished and the range and nature of tasks associated with a particular job
· Autonomy: freedom in work
· Task variance: wide range of tasks
· Task significance: influences lives of others
· Task identity: Job involves whole piece of work, results are easily identifiable
· Feedback from job: clear information about effectiveness of task performance
· Knowledge characteristics: the kinds of knowledge, skill and ability demands that are placed on an individual as a function of what is done on the job
· Job complexity: tasks are complex and difficult to perform
· Information processing: processing data or other info
· Problem solving: degree to which job required unique ideas
· Skill variety: variety of skills used
· Specialization: specialized tasks, processing specialized knowledge/skills
· Social characteristics: the interpersonal and social aspects of work
· Social support: provides opportunities for advice/assistance from others
· Interdependence: job depends on others, and others depend on it
· Interaction outside the organization: interact with external individuals
· Feedback from other: provide info about performance from others
· Contextual characteristics: the context within which work is performed including the physical and environmental contexts
· Ergonomics: job allows proper posture and movement
· Physical demands: amount of physical effort needed for job
· Work condition: environment in which job is performed
· Equipment use: complexity/variety of equipment used
· Relational job design
· Developed by adam grant
· 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 with other people
· Jobs designed so that employees can see the impact of their actions on others
· Designing jobs so that employees have contact with those who benefit from their work
Management by Objectives
Management by objectives (MBO): an elaborate, systematic, ongoing program designed to facilitate goal establishment, goal accomplishment, and employee development. Developed by Peter Druker. Most manager employee interactions share the following similarities
· Manager meets with individual workers to develop employee objectives. Objectives are specific and quantifiable. Time frames are specified and certain objectives are given priority
· Periodic meetings to check on employee objectives. Modification of objectives during these meetings are possible
· Appraisal meeting s held to evaluate the extent to which objectives have been completed
· MBO cycle is then repeated
Research evidence
· Results show clear productivity gains
· Several factors associated by failure of MBO
· Elaborate, difficult and time consuming. Managers must be fully committed
· If managers are not entirely committed, haphhazard objectives will be set, undermining MBO
· Setting specific quantifiable tasks is hard. Overemphasis is a concern
· Excessive short term orientation
· Using performance reviews as a means of punishing employees can subvert MBO
Alternative working schedules as motivators for a diverse workforce
Companies are now adopting alternative work times to meet diverse workforce needs and increase job satisfaction
Flex time
· Flex time: an alternative work schedule in which arrival and departure times are flexible
· Must work a certain amount of time each day, but can arrive and leave anytime
· Some companies allow employees to tally hours on a weekly and monthly basis
· Flexible working hours reduce absenteeism and signal a degree of prestige
· Flex time cannot be used in positions requiring a lot of interdependence
· Research evidence
· Workers who have worked under this system always prefer it to normal work hours
· Work attitudes are better, and managers reported minimal abuse of this system
Compressed workweek
· Compressed workweek: alternative work schedule in which employees work fewer than the normal 5 day week but still the normal number of hours per week
· People work 10 hours a day 4 days a week
· Reduce commuting costs
· Problem
· Reduced customer service and fatigue associated with 4-40 work week
· Problem for single parents
· Research evidence
· Job satisfaction increases are short lived. Better for family than work life
· Increased fatigue
· Positive effect on job satisfaction, but no effect on absenteeism or productivity
Job and work sharing
· Job sharing: alternative work schedule in which two part time employees divide the work of a full time job
· Work sharing: reducing the number of hours employees work to avoid layoffs when there is a reduction in normal business activity
· Research evidence
· No hard research on this subject
· Job sharers must have good communication
· Can result in coordination problems
· Problems with performance appraisals when two individuals share one job
Telecommunicating
· Telecommunicating: system by which employees are able to work at home but stay in touch with their offices through the use of telecommunications technology, such as a computer network, voice mail, and electronic messages
· Distant staffing: enables employees to work for a company without even having to be in the same country
· Distributed work programs: allow employees to work at business offices, satellite offices, and home office
· Research evidence
· Lower cost
· Can attract talent from broader area
· Positive effect on job satisfaction and job performance
· Benefits due to an increase in perceived autonomy
· Damage to informal communication
· Decreased visibility for promotions
· Distractions in the home environment, and feelings of isolation
· Not effective where workers have to regularly collaborate on rush projects
· Trust issues, and worries that employees will not be as productive. Also managers are uncomfortable with not being able to keep an eye on employees
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EXHIBIT6.3

DESCRIPTION

Employees receive a cash
bonus based on
organization profits

Employees can own a set
amount of the
organization’s shares.

When measured costs
decrease, employees
receive a bonus based
on a predetermined
formula.

Employees are paid
according to the number
of job skills they acquire.

Teamwork pay plans.
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ADVANTAGES

« Employees have a sense of
ownership.

Aligns employee goals with
organization goals.

Only pays when the
organization makes a profit.

Creates a sense of legal and
psychological ownership for
employees.

Aligns employees’ goals and
interests with those of the
organization.

+ Aligns organization and
employee goals.

Encourages teamwork and

cooperative behaviour.

Encourages employees to learn
new skills.

Greater flexibility in task
assignments.

Provides employees with a
broader picture of the work
process.

DISADVANTAGES

« Many factors beyond the control of
employees can affect profits.

« Itis difficult for employees to see the
impact of their actions on organization
profits

Many factors can influence the value
of an organization’s shares, regardless
of employees’ effort and performance.
It is difficult for employees to see the
connection between their efforts and
the value of their organization’s stocks.
They lose their motivational potential
in a weak economy when the value

of an organization’s stocks decline

Bonuses might be paid even when the
organization does not make a profit.
Employees might neglect objectives
that are not included in the formula.

Increases the cost of training.
Labour costs can increase as employees
acquire more skills.
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