Chapter 8 Learning and Decision Making 
Learning – a relatively permanent change in an employee’s knowledge or skill that results from experience

Decision Making – the process of generating and choosing from a set of alternatives to solve a problem
The more knowledge and skills employees possess, the more likely they are to make accurate and sound decisions.

Expertise – the knowledge and skills that distinguish experts from novices
Research shows that the differences between experts and novices is almost always a function of learning as opposed to the more popular view that intelligence or other innate differences make the difference.

It’s sometimes each for employees to mimic a behavior once or twice, or get lucky with a few key decisions, however, true learning only occurs when changes in a behavior become relatively permanent and are repeated over time.

TYPES OF KNOWLEDGE

Explicit Knowledge – knowledge that is easily communicated and available to everyone, easily transferred through written or verbal communication, readily available to most, general information
Tacit Knowledge – knowledge that employees can only learn through experience
· not easily communicated but could very well be the most important aspect of what we learn in organizations
· very difficult if not impossible to articulate to others, highly personal in nature, based on experience, typically job and/or situation specific

METHODS OF LEARNING

REINFORCEMENT
Operant Conditioning – we learn by observing the link between our voluntary behavior and the consequences that follow it, we have a tendency to repeat behaviours that result in consequences that we like and to not exhibit behaviours that result in consequences we don’t like

Operant Condition Components
1. Antecedent – condition that precedes behavior
2. Behaviour – action performed by employee
3. Consequence – result that occurs after behaviour
Antecedents (events that precede or signal certain behaviours) in organizations are typically goals, rules, instructions, or other types of information that help show employees what is expected of them. 

Contingencies of Reinforcement – four specific consequences used by organizations to modify employee behavior
Positive Reinforcement – a reinforcement contingency in which a positive outcome follows a desired behavior

Two Contingencies of reinforcement are used to increase desired behaviours.
1. Positive Reinforcement – a reinforcement contingency in which a positive outcome follows a desired behavior
For it to be successful an employee needs to see a direct link between his or her behavior and the desired outcome. If the consequences aren’t realized long until after the specific behaviours, then the odds that employees will link the two is minimized.
2. Negative Reinforcement – a reinforcement contingency in which an unwanted outcome is removed following a desired behavior

The next two contingencies of reinforcement are designed to decrease undesired behaviours. 
1. Punishment – an unwanted outcome that follows an unwanted behavior
2. Extinction – the removal of a positive outcome following an unwanted behaviour

Whereas the type of reinforcement used to modify behavior is important, research also shows that the timing of reinforcement is equally important.

Schedules of Reinforcement – the timing of when contingencies are applied or removed

Continuous Reinforcement – a schedule of reinforcement in which a specific consequence follows each and every occurrence of a certain behavior

Fixed-Interval Schedule – a schedule whereby reinforcement occurs at fixed time periods

Variable Interval Schedule – a schedule whereby reinforcement occurs at random periods of time

Fixed Ratio Schedule – a schedule whereby reinforcement occurs following a fixed number of desired behaviours

Variable-Ratio Schedule – a schedule whereby behaviours are reinforced after a varying number of them have been exhibited

Research has shown that variable schedules lead to higher levels of performance than fixed schedules. 
Studies suggest continuous or fixed schedules can be better for reinforcing new behaviours or behaviours that don’t occur on a frequent basis.

OBSERVATION 

Social Learning Theory – theory that argues that people in organizations learn by observing others

Behavioural Modelling – when employees observe the actions of others, learn from what they observe, and then repeat the observed behavior

The Modelling Process
1. Attentional Processes – learner focuses attention on the critical behaviours exhibited by the model
2. Retention Processes – learner must remember the behaviours of the model once the model is no longer present
3. Production Processes – learner must have the appropriate skill set and be able to reproduce the behavior
4. Reinforcement – the learner must view the model receiving reinforcement for the behavior and then receive it themselves

GOAL ORIENTATION 
People learn somewhat differently according to their predispositions or attitudes toward learning and performance.

Learning Orientation – a predisposition or attitude according to which building competence is deemed more important by an employee than demonstrating competence
· such people view failure in positive terms – as a means of increasing knowledge and skills in the long run

For others, the demonstration of competence is deemed a more important goal than the building of competence. That demonstration of competence can be motivated by two different thought processes:
1. Performance-Prove Orientation – a predisposition or attitude by which employees focus on demonstrating their competence so that others think favourably of them
2. Performance-Avoid Orientation – a predisposition or attitude by which employees focus on demonstrating their competence so that others will not think poorly of them
Performance oriented people tend to work mainly on tasks at which they’re already good, preventing them from failing in front of others. Such individuals view failure in negative terms – as an indictment of their ability and competence

Performance-Avoid Orientation is detrimental as employees who enter learning situations with a fear of looking bad in front of others tend to learn less and have substantially higher levels of anxiety.
METHODS OF DECISION MAKING
Programmed Decisions – decisions that are somewhat automatic because the decision maker’s knowledge allows him or her to recognize the situation and the course of action to be taken.

To experts, this king of decision making sometimes comes across as intuition or a “gut” feeling.

Intuition – an emotional judgment based on quick, unconscious gut feelings
Effective intuition results when people have a large amount of tacit knowledge. 

Intuitive decision making is perhaps never more important than during a crisis. 
Crisis Situation – a change, sudden or evolving, that results in an urgent problem that must be addressed immediately, decisions must be made quickly

Karl Weick, scholar on crisis management, suggests five steps for communicating intent when using intuition:
1. Here’s what I think we face
2. Here’s what I think we should do
3. Here’s why
4. Here’s what we should try to keep our eye on
5. Now, talk to me

When a situation arises that is new, complex, and not recognized, it calls for a:
Non-Programmed Decision – decisions made by employees when a problem is new, complex, or not recognized

Rational Decision-Making Model – a step-by-step approach to making decisions that is designed to maximize outcomes by examining all available alternatives

DECISION MAKING PROBLEMS
LIMITED INFORMATION
Limited Information – although most employees perceive themselves as rational decision makers, the reality is that they are all subject to bounded rationality

Bounded Rationality – the notion that people do not have the ability or resources to process all available information and alternatives when making a decision

Table 8.3 on page 211 difference between Rational Decision-Making and Bounded Rationality

This limit results in two major problems for making decisions. First, people have to filter and simplify information to make sense of their complex environment and the myriad potential choices they face. Simplification leads to missing information.

Satisficing – what a decision maker is doing who chooses the first acceptable alternative considered


FAULTY PERCEPTIONS
Perception – process of selecting, organizing, storing, and retrieving information about the environment, they can become distorted versions of reality
Perceptions can be dangerous in decision making, because we tend to make assumptions or evaluations on the basis of them
Selective Perception – the tendency for people to see their environment only as it affects them and as it is consistent with their expectations

Projection Bias – the faulty perception by decision makers that others think, feel and act as they do

Social Identity Theory – a theory that suggests that people identify themselves according to the various groups to which they belong and judge others according to the groups they associate with

Sterotype – assumptions made about others based on their social group membership
Heuristics – simple and efficient rules of thumb that allow one to make decisions more easily

Availability Bias – the tendency for people to base their judgments on information that is easier to recall

FAULTY ATTRIBUTIONS
Fundamental Attribution Error – the tendency for people to judge others’ behaviours as being due to internal factors such as ability, motivation, or attitudes

We are less harsh when judging ourselves.
Self-Serving Bias – when one attributes one’s own failures to external factors and success to internal factors

Culture such as we see in Canada and United States tends to blame the particular individuals most responsible for the event. East Asian cultures tend to blame the organization itself.

Decision-Making Biases 
Anchoring – tendency to rely too heavily on one trait or piece of information
Framing – tendency to make different decisions on the basis of how the question or situation is phrased
Representativeness – tendency to assess the likelihood of an event by comparing It to a similar event, assuming it will be similar
Contrast – tendency to judge things erroneously on the basis of a reference that is near to them
Recency – tendency to weigh recent events more than earlier events

Consensus – used by decision makers to attribute cause; whether other individuals behave the same way under similar circumstances.
Distinctiveness – used by decision makers to attribute cause; whether the person being judged acts in a similar fashion under different circumstances
Consistency – used by decision makers to attribute cause; whether this individual has behaved this way before under similar circumstances

How these questions are answered will determine if an internal or external attribution is made. An internal attribution, such as laziness or low motivation will occur if there is low consensus, low distinctiveness, high consistency. 

External Attribution, will occur if there is high consensus, high distinctiveness, and low consistency
 Joe example on page 216

Escalation of Commitment – a common decision-making error, in which the decision maker continues to follow a failing course of action
· decision makers might fall victim to this error because they might feel an obligation to stick with their decisions to avoid looking incompetent, they may also want to avoid admitting they made a mistake.
Those escalation tendencies become particularly strong when decision makers have invested a lot of money into the decision and when the project in question seems quite close to completion.

Learning has a moderate positive effect on Job Performance. Employees who gain more knowledge and skill tend to have higher levels of Task Performance. 

Learning has a weak positive effect on Commitment. Employees who gain more knowledge and skill tend to have slightly higher levels of affective commitment. 

Training – a systematic effort by organizations to facilitate the learning of job-related knowledge and behavior
Knowledge Transfer – the exchange of knowledge between employees
Behaviour Modelling Training – when employees observe the actions of others, learn from what they observe, and then repeat the observed behavior

Communities of Practice – groups of employees who learn from one another through collaboration over an extended period of time

Transfer of Training – occurs when employees retain and demonstrate the knowledge, skills, and behaviours required for their job after training ends

Climate for Transfer – an organizational environment that supports the use of new skills
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