Lecture I: Chapter Two: Job Performance

Job Performance: employee behaviors that contribute either positively or negatively to the accomplishment of organizational goals 
1. Task Performance
2. Citizenship Behaviour
3. Counterproductive Behaviour


1. Task Performance: employee behaviors that are directly involved in the transformation of organizational resources into the goods or services that the organization produces 
a. Routine Task Performance: responses to demands that occur in a normal, routine, or predictable way (employees respond almost in a programmed manner that vary little from one instance to another) 
i. Making a cappuccino at Starbucks 
b. Adaptive Task Performance, or Adaptability: thoughtful responses by an employee to unique or unusual task demands 
i. *Review table on page 30 called, “Behaviors Involved in Adaptability”
ii. Emergency Doctor in Africa or flight attendants performing emergency procedures to save passengers’ lives 
c. Creative Task Performance: ideals or physical outcomes that are both novel and useful
i. Advertising, Architecture 

Many organizations identify task performance behaviors by conducting a Job Analysis. Otherwise put, job analysis is a process by which an organization determines requirements of specific jobs 
· Conducting Job Analysis, Steps: 
1. Generate a list of activities required for the job
2. Rating of activities by subject matter experts occurs 
3. Retain most important activities 
· National Occupational Classification (NOC): data base created by the government to help describe a wide variety of jobs 
ii. A nationally accepted reference to occupations in Canada 
iii. Organizes over 30 000 job titles into 520 job descriptions 
iv. O-Net is the American version 


2. Citizenship Behavior: Voluntary employee behaviors that contribute to organizational goals by improving the context in which work takes place (may or may not be rewarded)

	Types of Citizenship Behaviors

	Organizational:
	Interpersonal:

	Voice, Civic Virtue, Boosterism
	Helping, Courtesy, Sportsmanship 



Organizational Citizenship Behaviour: going beyond normal expectations to improve operations of the organization, as well as defending the organization and being loyal to it 
· Voice: speaking up to offer constructive suggestions for change, often in reaction to a negative work event
· Civic Virtue: participation in company operations at a deeper than normal level through voluntary meetings, readings, and keeping up with news that affects the company 
· Boosterism: positively representing the organization when in public 

Interpersonal Citizenship Behaviour: going beyond normal job expectations to assist, support, and develop co-workers and colleagues 
· Helping: assisting co-workers who have heavy workloads, aiding them with personal matters, and showing new employees the ropes when they are first on the job
· Courtesy: sharing important information with coworkers
· Sportsmanship: maintaining a positive attitude with co-workers through good and bad times

*What are some types of Citizenship behaviors? Give an example of two. (Sample Midterm Question)


2. Counterproductive Behaviour: employee behaviors that intentionally hinder organizational goal accomplishment

	
Organizational:

Interpersonal:
	Types of Counterproductive Behaviours

	
	Production Deviance
	Property Deviance

	
	Wasting resources, substance abuse
	Sabotage, theft

	
	Political Deviance 
	Personal Aggression

	
	Gossiping, incivility 
	Harassment, abuse 

	
	Minor  Serious 



Production Deviance: intentionally reducing the efficiency of work output
· Wasting Resources: using to many materials or too much time to do too little work
· Substance Abuse: the abuse of drugs or alcohol before coming to work or while on the job 

Property Deviance: refers to behaviors that harm the organization’s assets and possessions 
· Sabotage: purposeful destruction of equipment, organizational processes, or company products 
· Theft: stealing company products or equipment from the organization 

Political Deviance: Behaviours that intentionally disadvantage individuals 
· Gossiping: casual conversations about other people in which the facts are not confirmed as true
· Incivility: communication that is rude, impolite, discourteous, and lacking in good manners

Personal Aggression: hostile verbal and physical actions directed towards other employees 
· Harassment: unwanted physical contact or verbal remarks
· Abuse: employee assault or endangerment from which physical and psychological injuries may occur 


APPLICATION: Performance Management 
· Management by Objectives (MBO): based on whether the employee achieves specific performance goals 
· Behaviorally anchored rating scales (BARS): assess job performance behaviors and uses critical incidents to create a measurement scale 
· 360-Degree Feedback: collect performance information from supervisors and others with firsthand knowledge 
· Forced Ranking: managers rank their employees, e.g., the top twenty percent are A players, the virtual middle 70 percent are B players, or the bottom ten percent are C players 























Lecture II: Chapter 3: Organizational Commitment 

Organizational Commitment: an employee’s desire to remain a member of an organization
· If commitment is low, employees who are not committed to their organizations engage in withdrawal behaviour, defined as a set of actions that employees perform to avoid the work situation 

Why Does Organizational Commitment Matter?
· it influences whether an employee stays at the organization (is retained) or leaves to pursue another job (turns over)
· it costs about .5 times the annual salary plus benefits to replace an hourly worker, 1.5 times the annual salary plus benefits to replace a salaried employee, and as much as 5 times the annual salary plus benefits to replace an executive 

	Three Forms of Organizational Commitment
What Makes Someone Stay with their Current Organization

	Emotion-Based Reasons
	Cost Based Reasons
	Obligation Based Reasons 

	“Some of my best friends work in my office, I would miss them”, “I really like the atmosphere, it’s fun and relaxed”, “My current duties are rewarding”
	“I’m due for a promotion soon, will I advance as quickly in a new company?”, “The school system is good here; my spouse has a good job. We’ve really put our roots down here.” 
	“My bass has invested so much time in me, mentoring me, training me, showing me the ropes”, “My organization gave me my start when they hired me while others thought I wasn’t qualified” 

	Affective Commitment 
	Continuance Commitment
	Normative Commitment 

	Staying because you want to
	Staying because you have to
	Staying because you ought to



· Affective Commitment: an employee’s desire to remain a member of an organization due to a feeling of emotional attachment and involvement with that organization 
· Company, Top Management 
· Continuance Commitment: an awareness of the costs associated with leaving it
· Department, Manager
· Normative Commitment: a feeling of obligation 
· Work Team, Specific Managers 

What does “Focus of Commitment” refer to?
· The various people, places, and things that can inspire a desire to remain a member of an organization 





 
Affective Commitment as the Most Crucial: 
· Employees with a high sense of affective commitment
· Identify with the organization and accept the organizations goals and values 
· Why do we want to encourage it?
· More emotionally attached, more willing to exert extra effort, more citizenship behaviors 

How do we encourage affective commitment?
The Social Network Diagram
· The erosion model, employees with fewer bonds will most likely to quit the organization 
· The social influence model, employees who have direct linkage with “leavers” will be more likely to leave (If this person leaves, they can influence many others to follow suit)

Continuance Commitment: 
· Exists when there is a benefit associated with staying and a cost associated with leaving 
· Increases by total amount of investment made by employee  and lack of employment alterations
· Do we want to increase continuance commitment? Yes, but need to be aware that… 
· Tends to create a more passive form of loyalty
· Negligible or negative relationship with work outcomes, except turnover
· Sometimes staying because they have to (“golden handcuffs”) (E.g. two more years until they receive their pension)

How to increase continuance commitment?
· Combine it with increasing affective commitment, an embeddedness
· Embeddedness: A person’s links to the organization and the community and what he/she would have to sacrifice for a job change 
· This strengthens continuance commitment because it provides reasons to stay and more sources of anxiety upon leaving 

Normative Commitment:
· Staying is the “right” or “moral” thing to do (“should”) 
· Could be form:
· Personal work philosophies 
· Organizational socialization 
· Do we want to increase normative commitment? Yes because it allows for a reduction in turnover

How to increase normative commitment? Invest in the employee! Organizational support (e.g. training and development – pay tuition, support language skill development) 

Why do we care about commitments?
· Up to 2/3 of Canadians are willing to voluntarily switch jobs
· More risk to companies in a competitive market
· Her company have out bonuses to keep highly technical staff (continuance commitment) 
· We want to discourage employee withdrawal 


Withdrawal Behaviour:

· Voice: a response, often in reaction to a negative work event, in which an employee offers constructive suggestions for change 
· Loyalty: a passive response to a negative work event in which one publicly supports the situation but privately hopes for improvement
· Exit: a response to a negative work event in which an employee offers constructive is often absent or leaves the organization
· Neglect: a passive, destructive response to a negative work event in which one’s interest and effort in work decline 

	Psychological and Physical Withdrawal

	Withdrawal Behaviour

	Psychological Withdrawal (Neglect): mentally escaping the work environment 
	Physical Withdrawal (Exit): a physical escape from the work environment

	Daydreaming, Looking Busy, Cyberloafing, Socializing, Moonlighting
	Tardiness, Missing Meetings, Quitting, Long Breaks, Absenteeism 



Forms of Psychological Withdrawal:
· Daydreaming: when an employee appears to be working but is actually distracted by random thoughts or concerns
· Socializing: verbal chatting about non-work topics tht goes on in cubicles and offices or at the mailbox or vending machines
· Looking Busy: intentional desire on the part of the employee to look like he or she is working even when not performing work tasks 
· Moonlighting: using work time and resources to complete something other than their job duties, such as assignments for another job
· Cyberloafing: using internet, email, and instant messaging access for their personal enjoyment rather than work duties 

Withdrawing Behaviours Continued: 

1. Independent Forms Model: a model that predicts that the various withdrawal behaviors are uncorrelated, so that engaging in one type of withdrawal has little bearings on engaging in other types
2. Compensatory Forms Model: a model indicating that the various withdrawal behaviors are negatively correlated, so that engaging in one type of withdrawal makes one less likely to engaging in other types 
3. Progression Model: a model indicating that the various withdrawal behaviors are positively correlated, so that engaging in one type of withdrawal makes on more likely to engage in other types 

Trends that Affect Commitment:
· Diversity of the Workforce
· Over the next 20 years, visible minorities are expected to increase to make up roughly one-third of the Canadian workforce 
· Back in 2010, the oldest baby boomers turned 64. This indicates that the labour force will experience a steady wave of retiring boomers, effectively reducing the overall supply of talent and changing age structure in an organization
· As the economy continues to become more global, more and more employees in the workforce are foreign-born
· Changing Employee-Employer Relationship
· Downsizing has proven ineffective in many instances, usually only works when downsizing occurs because of a sale of a line of business, a merger or an acquisition occurs 
· Survivor Syndrome: employees who remain in the organization after a downsizing  occurs; often experience more work-related stress as they are often asked to work harder to compensate for their lost colleagues 
· Psychological Contracts: employee beliefs about what employees owe the organization and what the organization owes them
· Transactional Contracts: psychological contracts that focus on a narrow set of specific monetary obligations
· Relational Contracts: psychological contracts that focus on a broad set of open-ended and subjective obligations 

Application: Commitment Initiatives
· Perceived Organizational Support: the degree to which employees believe that the organization values their contributions and cares about their well-being
· Organization can provide adequate rewards, protect job security, improve work conditions, and minimize the impact of politics 










In Class Activity: Behaviour 

Scenario One: Leave the workplace. One should never be where they are not wanted and appreciated and valued as an individual, especially in the work force.  

Scenario Two: See if you can transfer to a different location, if this is a possibility. See if you can work harder to attain a more difficult position to allow for more challenges. Search for a new job. 

Scenario Three: Continue to work hard until you find yourself in a position of seniority and achieve that pay. Discuss your performance with a supervisor. Change jobs. 

Reacting to Negative Events at Work:

· Voice: an active, constructive response in which individuals attempt to improve the situation
· Loyalty: a passive, constructive response that maintains public support for the situation while the individual privately hopes for improvement

Withdrawal:
· Exit - active destructive response by which an individual either ends or restricts organizational membership. Known as physical withdrawal 
· Neglect – Defines as a passive, destructive response in which interest and effort in the job declines
· Known as psychological withdrawal 

Top Row: constructive behaviors 
Bottom Row: destructive behaviors 

Scenario One:

	VOICE:
· Speak to HR 


	LOYALTY:
· Adapt to personality traits of the boss like a leader or social butterfly 




	EXIT:
· Quit



	NEGLECT:
· Act busy to avoid conversation
· Talk to other workers 
· Complete the bare minimum amount of work 



Scenario Two:

	VOICE:
· Find new task opportunities 

	LOYALTY:
· Suck it up and deal with it 


	EXIT:
· Socialize 

	NEGLECT:
·  Internet Surfing 



Scenario Three:

	VOICE:
·  Ask for pay raise
· Ask for new team  

	LOYALTY:
· 

	EXIT:
· 

	NEGLECT:
·  




*Practice Case is on Chapters 3 and 4 
· Two questions, each question is pulled from each chapter 
· You must have a cover page, signed plagiarism sheet, stapler
























Thursday September 18: Chapter 4: Job Satisfaction 

Job Satisfaction: is a pleasurable emotional state resulting from the appraisal of one’s job or job experiences 
· It represents how a person feels about their job and what they think about their job
· Are Canadians satisfied? In general yes, 81% of Canadians report being satisfied with their jobs and like the people they work with (88%)
· Employees are satisfied when their job provides the things that they value
· Canadians identified corporate culture, the opportunity to use skills, the opportunity to learn, and the ability to be creative as the top driver of job satisfaction 

Commonly Assessed Work Values:

	Categories (facets)
	Specific Values

	Pay
	High salary, secure salary

	Promotions
	Frequent promotions; promotions based on ability 

	Supervision
	Good supervisory relations; praise for good work 

	Co-workers
	Enjoyable co-workers, responsible co-workers

	The work itself
	Utilization of ability, freedom and independence; intellectual stimulation; creative expression; sense of achievement 

	Altruism
	Helping others; moral causes

	Status 
	Prestige, power over others; fame

	Environment
	Comfort, safety 



Value Percept Theory: job satisfaction depends on whether you perceive that your job supplies the things that you value 
· People evaluate job satisfaction according to specific facets of the job
· Dissatisfaction = (Vwant – Vhave)(Vimportance)
· E.g. Pay ($50 000 - $40 000) X Importance 

Further Detail: 
· Pay Satisfaction: employees’ feelings about the compensation for their job
· Is it as much as they deserve?
· Is it adequate?
· What is special about pay, more than anything else?
· We compare ourselves to others 
· We expect equity 

· Promotion Satisfaction: employees’ feelings about how the company handles promotions 
· Are promotion policies fair? Are they implemented fairly, based on ability?

· Supervisor Satisfaction: employees’ feelings about their boss, including his or her competency, communication, and personality 
· Is the boss competent, polite? Can they help me attain the things that I value? Are they generally likeable?

· Coworker Satisfaction: Employees’ feelings about their co-workers, including their abilities and personalities 
· Can they help me do my job?

· Satisfaction with the work itself: Employees’ feelings about their actual work tasks 
· Are the tasks challenging, interesting? Do they make use of key skills?

Question: Which of the five facets contribute most to overall job satisfaction?
· Answer: Work, supervisor, co-worker 
· What is the implication on managers? You can improve and influence working environment in a positive manner 

Critical Psychological States (that make work satisfying):
1. Meaningfulness of work
a. Degree to which work tasks are viewed as meaningful and something that “counts” in the employees system of philosophies and beliefs 
2. Responsibility for outcomes
a. Degree to which employees feel that they are key drivers of work quality
3. Knowledge of results 
a. The extent to which employees know how well or poor they are doing 

Job Characteristics Theory: argues that five core characteristics combine to result in high levels of satisfaction with the work itself 

	Variety
	Involves a number of different activities; uses different skills and talents 
· E.g. musician 

	Identity
	Completing a whole piece of work from beginning to end with a visible outcome
· Truck driver, professor with research project 

	Significance
	Impact on the lives of other people 
· Firefighter, health care professional

	Autonomy 
	Provides independence and discretion to the individual doing the work
· Entrepreneurs, independent consultants 

	Feedback 
	Feedback from the job itself about how well the worker is performing 



Question: But do all employees want more variety, autonomy, etc?
· Not necessarily; depends upon knowledge and skill, growth need strength (captures whether employees have strong needs for personal accomplishment or development 

Job Characteristic Moderators:
· Knowledge and Skill: the degree to which employees have the aptitude and competence needed to succeed on their job
· Growth Need Strength: the degree to which employees desire to develop themselves further 
· Both of these improve the strength of the relationship within the model

Job Enrichment:
· Duties and responsibilities are expanded to provide increased levels of core job characteristics  
· Enrichment can:
· Boost job satisfaction levels
· Heighten work accuracy and customer satisfaction
· Although, training and labour costs tend to rise as a result of such changes 

Moods and Emotions:
· Job satisfaction reflects what you think and feel about your job
· Rational, emotional 
· *Review chart on page 91 

Moods and Emotions: the difference between the two becomes clear in the way we describe them to others. We describe moods by saying, “I’m feeling grouchy”, but we describe emotions by saying, “I’m feeling angry at my boss,” 
· Emotions:
· Feelings that are often intense, last for only a few minutes and are directed at or caused someone or circumstance 
· Emotions are always about something
· Affective Events Theory: a theory that describes how workplace events can generate emotional reactions that impact work behaviors 
· Positive emotions include joy, pride, relief, hope, love, and compassion; while negative emotions include fear, guilt, shame, sadness, envy, disgust 
· Moods:
· Are states of feeling, often mild in intensity, that last for an extended period of time
· Not specifically directed at or caused by anything 

Emotional labour: is the need to manage emotions to complete job duties successfully 
· Flight attendants 
Emotional Contagion: shows the one person can “catch” or “be infected by” the emotions of another person
· Customer service representatives 

Summary: Why are some employees more satisfied than others?
· Rational Appraisal of Job 
· Job Characteristics Theory
· Commonly Assessed Work Values
· Daily Fluctuations in Feelings
· Positive/Negative Emotions
· Positive/Negative Moods 

Organizational Behaviour – Chapter Five 
[bookmark: _GoBack]
C.R.E.W: Civility, Respect, and Engagement at work 

Stress: the psychological response to demands when there is something at stake for the individual, and when coping with these demands would tax or exceed the individual’s capacity or resources 
1. The feeling might even be accompanied by headaches, stomach upsets, backaches, or sleeping difficulties 
1. Stats Canada estimates that a third of Canadian workers feel their jobs are “quite” or “extremely” stressful 
1. Stressors: the demands that cause people to experience stress 
1. Strains: the negative consequences that occur when demands tax or exceed a person’s capacity or resource 
1. Healthcare jobs are among the most stressful 

Transactional Theory of Stress: a theory that explains how stressful demands are perceived and appraised, as well as how people respond to the perceptions of appraisals 

Primary Appraisal: occurs when people first encounter stressors, evaluation of the significance and the meaning of the stressors they are confronting 
1. Here, people first consider whether a demand causes them to feel stressed and if it does, they consider the implications of the stressor in terms of their personal goals and overall well-being 

Benign Job Demands: job demands that are not appraised as being stressful 
1. E.g. a cashiers routine duties 


	Stressors

	
	Hindrance 
	Challenge 

	Work 
	Role conflict, role ambiguity, role overload, daily hassles
	Time pressure, work complexity, work responsibility 

	Non Work 
	Work-family conflict, negative life events, financial uncertainty 
	Family time demands, personal development, positive life events 



	Stress

Primary Appraisal – Is this stressful?
Secondary Appraisal – How can I cope?




Types of Stressors: 
Hindrance Stressor: stressful demands that are perceived as hindering progress toward personal accomplishments or goal attainment  
1. Tend to trigger negative emotions such as anger and anxiety 
1. Dealing with equipment breakdowns or unhappy customers has little to no benefit to the employee in the long term 
1. Have a weak-negative relationship to job performance, they result in strains and negative emotions that reduce the overall level of energy and attention people might otherwise bring to their job

	Work Hindrance Stressor: the various roles we fill at work are the source of different types of work-related hindrance stressors 
	Non-Work Hindrance Stressor: demands outside of work that have implications for managing behaviour in organizations 

	Role Conflict: others’ having differing expectations of what an individual needs to do in a role 

Role Ambiguity:  a lack of direction and information about what needs to be done in a role

Role Overload: an excess of demands on an employee preventing him or her from working effectively 

Daily Hassles: minor day-to-day demands that interfere with work accomplishment 
	Work-Family Conflict: the demands of a work role hinder the fulfillment of the demands in a family role (or vice versa) 

Negative Life Events: events such as divorce or death of a family member that tend to be appraised as a hindrance

Financial Uncertainty: uncertainties with regard to the potential for loss of livelihood, savings, or the ability to pay expenses 






Challenge Stressor: stressors that tend to be appraised as opportunities for growth and achievement
1. Managing additional responsibilities or higher workloads has a long-term benefit in that it helps the employee build skills 
1. Often trigger positive emotions such as pride and enthusiasm 

	Work Challenge Stressors
	Non Work Challenge Stressors

	Time Pressure: the sense that the amount of time allotted to do a job is not quite enough 

Work Complexity: the degree to which job requirements tax or just exceed employee capabilities 

Work Responsibility: the number and importance of the obligations that an employee has to others 
	Family Time Demands: the amount of time committed to fulfilling family responsibilities 

Personal Development: participation in activities outside of work that foster growth and learning

Positive Life Events: events such as marriage or the birth of a child that end to be appraised as a challenge 







How Do People Cope with Stressors? 

1. Secondary Appraisal: when people determine how to cope with the various stressors they face

1. Coping: behaviours and thoughts used to manage stressful demands and the emotions associated with the stressful demands 

1. Behavioral Coping: physical activities used to deal with a stressful situation

1. Cognitive Coping: thoughts used to deal with a stressful situation  

1. Problem-Focused Coping: behaviours and cognitions of an individual intended to manage the stressful situation itself

1. Emotion-Focused Coping: behaviours and cognitions of an individual intended  to help manage emotional reactions to the stressful demands 

The Experience of Strain: 

1. Physiological Strains: reactions from stressors that harm the body 
1. Psychological Strains: negative reactions from stressors such as depression, anxiety, and anger 
1. Behavioral Strains: patterns of negative behaviour that are associated with other strains 

Accounting for Individuals in the stress process:

Type A Behaviour Pattern: people who tend to experience more stressor, to appraise more demands as stressful, and to be prone to experiencing more strains  
1. These people have a strong sense of time-urgency and tend to be impatient, hard-driving, competitive, controlling, aggressive, and even hostile 
1. Can influence stressors, stress and strains 
1. Directly linked to coronary heart disease and other physiological, psychological, behavioral strains 

Type B Behaviour Pattern: Entirely contrasts type A
1. Generally patient, relaxed, easygoing, and at time lack a sense of urgency 

1. Social Support: the help people receive from others when they are confronted with stressful demands
1. Instrumental Support: the help people receive from others that can be used to address a stressful demand directly 
1. Emotional Support: the empathy and understanding people receive from others that can be used to alleviate emotional distress from stressful demands

 

















Midterm One Practice (Saturday October 4th)
Individual Chapter Questions
Chapter One:
· Define organizational behaviour.
· What are the two primary outcomes in studies of organizational behaviour?
· What factors affect the two primary organization behaviour outcomes?
· Why might firms that are good at organization behaviour tend to be more profitable?
· What is the role of theory in the scientific method?
· How are correlations interpreted? 

Chapter Two:
· What is job performance? What is task performance?
· How do organizations identify the behaviors that underlie task performance?
· What is citizenship behaviour? What is counterproductive behaviour?
· How can organizations use job performance information to manage employee performance? 

Chapter Three:
· What is organizational commitment? What is withdrawal behaviour? How are the two connected?
· What are three types of organizational commitment and how do they differ?
· What are four primary responses to negative events at work?
· What are some examples of psychological withdrawal? How do the different forms of withdrawal relate to each other?
· What workplace trends are affecting organizational commitment in today’s organizations?
· How can organizations foster a sense of commitment among employees?

Chapter Four: 
· What is job satisfaction?
· What are values and how do they affect job satisfaction?
· What specific facets do employees consider when evaluation their job satisfaction?
· Which job characteristics can create a sense of satisfaction with the work itself?
· How is job satisfaction affected by day-to-day events?
· What are mood and emotions, and what specific forms do they take?
· How does job satisfaction affect job performance and organizational commitment? How does it affect life satisfaction?
· What steps can organizational take to assess and manage job satisfaction?

Chapter Five: 
· What is stress and how is it different from stressors and stains?
· What are the four main types of stressors?
· How do individuals cope with stressors?
· How do individuals cope with stress?
· How do individuals differ in their handling of stress?
· How does stress affect job performance and organizational commitment?
· What steps can organizations take to manage employee stress?
