Chapter 1 – Organizational Behavior and Management

What Are Organizations?
· Organizations: social inventions for accomplishing common goals through group effort
· The coordinated presence of people
· Goal accomplishment- goal of survival. People must be motivated to join and remain in the organization; carry out their basic work reliably, in terms of productivity, quality, and service; be willing to continuously learn and upgrade their knowledge and skills; and be flexible and innovative
· Group Effort- depend on interaction and coordination among people to accomplish their goals

What is Organizational Behavior?
· Organizational Behavior: the attitudes and behaviors of individuals and groups in organizations
· How employees learn, train, develop
· How organizations should manage a diverse workforce
· How to motivate employees, and how important compensation is
· How to design effective teams
· Organizational culture and the role it has in the organization
· Human Resource Management: programs, practices, and systems to acquire, develop, and retain employees in organizations

Goals of Organizational Behavior
· Predicting Organizational Behavior: interest in predicting when people will make ethical decisions, create innovative products, or engage in sexual harassment
· Scientific foundation that helps improve predictions of organizational events
· Explaining Organizational Behavior: explaining events in organizations- why do they occur? 
· Determining why people are more or less motivated, satisfied, or prone to resign
· Ability to understand behavior is a prerequisite for effectively managing it
· Managing Organizational Behavior: not to overanalyze a problem, rather to approach a problem with a systematic understanding of behavioral science and organization behavior and use that understanding to make decisions 
· Management: the art of getting things accomplished in organizations through others
· Evidence-Based Management: translating principles based on the best scientific evidence into organizational practices 


Early Prescriptions Concerning Management
· 2 basic phases experts call the classical view and the human relations view;

(1) The Classical View and Bureaucracy: high degree of specialization of labor and a very high degree of coordination
- Each department was to tend to its own affairs, with centralized decision making from upper management providing coordination
- Managers have fairly few workers, except for lower-level jobs where machine pacing might substitute for close supervision
- Frederick Taylor (1856-1915), the father of scientific management- mainly concerned with job design and the structure of work on the shop floor
· Research to determine the optimum degree of specialization and standardization
· Encouraged supervisors to standardize workers’ movements and breaks for maximum efficiency
· “Functional foremanship” where supervisors would specialize in particular functions
- Max Weber (1864-1920) made the term “bureaucracy” famous by advocating it as a means of rationally managing complex organizations
· Bureaucracy includes: a strict chain of command where each member reports to only 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 ensuring the job gets done regardless of who the specific worker is; the use of strict specialization to match duties with technical competence; the centralization of power at the top of the organization
· Saw bureaucracy as an “ideal type” or theoretical model that would standardize behavior in organizations and provide workers with security and a sense of purpose
- Hawthorne studies (1920-1930): began in industrial engineering, concerned with the impact of fatigue, rest pauses, and lighting on productivity
·  Began to notice the effects of psychological and social processes on productivity and work adjustment
· Human relations movement: attention paid to certain dysfunctional aspects of classical management and bureaucracy and advocated more people-oriented styles of management that catered more to the social and psychological needs of employees

(2) Contemporary Management- The Contingency Approach: recognizes that there is no one best way to manage; rather, an appropriate style depends on the demands of the situation
- Illustrate the complexity of OB and show why we should study it systematically

What Do Managers Do?
- Mintzberg conducted an in-depth study of the behavior of several managers:

· Interpersonal Roles: establishing and maintaining interpersonal relations
· Figurehead role: symbols of the organization
· Leadership Role: select, monitor, reward and discipline employees
· Liaison Role: maintain horizontal contacts inside and outside organization
· Informational Roles: ways managers receive and transmit information
· Monitor Role: scan internal and external environments of the firm to follow current performance and keep themselves informed of new ideas and trends
· Disseminator Role: send info on both facts and preferences to others
· Spokesperson Role: sending messages into the organization’s external environment
· Decisional Roles: deals with decision making
· Entrepreneur Role: turn problems into plans for improved changes
· Disturbance Handler Role: deal with problems stemming from employee conflicts and address threats to resources and turf
· Resource Allocation Role: decide how to deploy time, money, personnel, and other resources
· Negotiator Role: conduct major negotiations with other organizations or individuals

- Managerial Activities: 4 basic types of activities:
· Routine Communication- formal sending and receiving of information and the handling of paperwork
· Traditional Management- planning, decision making, and controlling
· Networking- interacting with people outside of the organization and informal socializing and politicking with insiders
· Human Resource Management- motivating and reinforcing, disciplining and punishing, managing conflict, staffing, training and development of employees

- Managerial Agendas: John Kotter studied the behavior of successful managers:
· Agenda Setting- develop agendas of what they want to accomplish for the company
· More concerned with “people issues” and were les numerical
· Networking- formal and informal network of key people inside and outside of the company
· Provide managers with info and established cooperative relationships relevant to their agendas
· Agenda Implementation- used networks to implement the agendas

· Managerial Minds: sense that a problem exists; perform well-learned mental tasks rapidly; synthesize isolated pieces of info and data; double-check more formal or mechanical analyses


- Management Concerns
- Diversity- minorities are growing larger and larger. Older age groups will continue to work since there is no mandatory retirement age. Organizations are beginning to go global
- Positive Work Environment and Employee Well-Being- absenteeism and employee turnover on the rise. 
· Psychological Capital: an individual’s positive psychological state of development; self-efficacy, optimism, hope, resilience 
· Creating a positive and spiritual work environment are important factors; contribute to employee health and well-being and positive job attitudes and behaviors
- Talent Management and Employee Engagement- organization’s processes for attracting, developing, retaining, and utilizing people with the required skills to meet current and future business needs
· Work Engagement: positive work-related state of mind characterized by vigor, dedication, absorption
- Corporate Social Responsibility- organization taking responsibility for the impact of its decisions and action on its stakeholders
· Community involvement, environmental protection, safe products, ethical marketing, employee diversity, local and global labor practices

























Chapter 2 – Individual Behavior
Personality
- Personality: stable set of psychological characteristics that influence the way an individual interacts with his/her environment and how he/she feels, thinks, and behaves
· Genetic predisposition and one’s long-term learning history
· Dispositional Approach: focuses on individual dispositions and personality
· Individuals possess stable traits/characteristics that influence their attitudes and behaviors
· Situational Approach: characteristics of the organizational setting (rewards/punishments) influence people’s feelings, attitudes, and behavior
· Interactionist Approach: a function of both dispositions and the situation
· One must know something about an individual’s personality and the setting where they work
- Trait Activation Theory: traits lead to certain behaviors only when the situation makes the need for that trait salient.
· Personality characteristics influence people’s behavior when the situation calls for a particular personality characteristic 

The Five-Factor Model of Personality
- Extraversion- extent to which a person is outgoing vs. shy. High score tend to be sociable, outgoing, energetic, joyful, and assertive
- Emotional Stability/Neuroticism: degree to which a person has appropriate emotional control. 
- High emotional stability (low neuroticism) are self-confident and have high self-esteem
- Agreeableness: extent to which a person is friendly and approachable
· Warm, considerate, altruistic, friendly, sympathetic, cooperative, eager to help
- Conscientiousness: degree a person is responsible and achievement-oriented
· Dependable and positively motivated
- Openness to Experience: extent a person thinks flexibly and is receptive to new ideas
· More open people are creative and innovative

Locus of Control
- Individuals’ beliefs about the location of the factors that control their behavior
- One end of the continuum are high internals who believe that the opportunity to control their own behavior resides within themselves
- Other end is high externals who believe that external forces determine their behavior 
- Externals see the world as an unpredictable, chancy place in which luck, fate, or powerful people control their destinies
- Internals see stronger links between the effort they put into their jobs and the performance level they achieve
· Perceive a greater degree than externals that the organization will notice high performance and reward it
Self-Monitoring
- The extent people observe and regulate how they appear and behave in social settings and relationships
- People who “wear their heart on their sleeve” are low self-monitors
- High self-monitors take great care to observe the thoughts, actions, and feelings of those around them and control the images they project
· Show concern for socially appropriate emotions and behaviors to tune in to social and interpersonal cues
· More involved in their jobs
Self-Esteem
- Degree to which a person has a positive self-evaluation
- Behavioral Plasticity Theory: people with low self-esteem tend to be more susceptible to external and social influences than those who have high self-esteem- they are more pliable
· Events and people in the company have more of an impact on people with low self-esteem
· People with high self-esteem make more fulfilling career decisions, exhibit high job satisfaction and job performance, and are more resilient to the strains of everyday work life

New Developments in Personality and OB
- Positive & Negative Affectivity
- Positive Affectivity: experience positive emotions and moods and view the world in a positive light, including themselves and others
- Negative Affectivity: experience negative emotions and moods and view the world in a negative light. *These are different dimensions
- Predict people’s general emotional tendencies
- PA have higher job satisfaction, job performance, and engage in more organizational citizenship behaviors
- NA has been found to be associated with counterproductive work behaviors, withdrawal behaviors, and occupational injury

- Proactive Personality
- Taking initiative to improve one’s current circumstances or creating new ones
- Challenging the status quo rather than adapting
- Relatively unconstrained by situational forces and act to change and influence their environment

- General Self-Efficacy
- An individual’s belief in his/her ability to perform successfully in a variety of challenging situations
- Motivational trait
- If you have experienced many successes, you will have high GSE
- Able to adapt to novel, uncertain, adverse situations

Core Self-Evaluations
- Broad personality concept that consists of more specific traits that reflect the evaluations people hold about themselves and their self-worth

Learning
- Learning: practice or experience leads to a relatively permanent change in behavior potential 
- Employees learn the following:
	- Practical skills: job-specific skills, knowledge, and technical competence
- Intrapersonal skills: problem solving, critical thinking, learning about alternative work processes, risk taking
- Interpersonal skills: interactive skills; communicating, teamwork, conflict resolution
- Cultural awareness: learning the social norms of organizations and understanding company goals, business operations, company expectations
- Operant Learning Theory- (B.F. Skinner) subject learns to operate on the environment to achieve certain consequences. 
- Ex; salespeople learn effective sales techniques to achieve commissions and avoid criticism from their managers

Increasing the Probability of Behavior
- Reinforcement: process by which stimuli strengthen behaviors. Reinforcer is a stimulus that follows some behavior and increases or maintains the probability of that behavior
- Positive Reinforcement: increases or maintains the probability of some behavior by the application or addition of a stimulus to the situation
· Pleasant things such as food, praise, money
- Negative Reinforcement: increases or maintains the probability of some behavior by the removal of a stimulus from the situation
· A response prevents some event or stimulus from occurring
· Unpleasant stimuli, managers who nag employees unless they work hard
· The only way the employee can avoid the nagging is to work hard
· Shock, nagging, threat of fines

Reinforcement Strategies
- To obtain fast acquisition, continuous and immediate reinforcement should be used

Reducing the Probability of Behavior
- Extinction: terminating the reinforcement that is maintaining some unwanted behavior
- Punishment: following an unwanted behavior with some unpleasant, aversive stimulus
- How to increase the effectiveness of punishment:
- Make sure the chosen punishment is truly aversive- the presumed punishment might actually act as a positive reinforce for the unwanted behavior
- Punish immediately- only allows behavior to gain strength through repetition
- Do not reward unwanted behaviors before or after punishment
- Do not inadvertently punish desirable behavior

Social Cognitive Theory
- Emphasizes the role of cognitive processes in regulating people’s behavior
- People learn by observation of others
- Individuals manage their own behavior by thinking about the consequences of their actions, setting performance goals, monitoring their performance and comparing it to their goals, and rewarding themselves for goal accomplishments
- Triadic reciprocal causation- personal factors and environmental factors work together and interact to influence people’s behavior

- Observational Learning: process of observing and imitating the behavior of others
- Examining the behavior of others, seeing what consequences they experience, and thinking about what might happen if we act the same way

- Self-Efficacy Beliefs: beliefs people have about their ability to successfully perform a specific task
- Task-specific cognitive appraisal of one’s ability to perform a specific task
- Can be changed and modified in response to different sources of information
- Influence the activities people choose to perform, the amount of effort and persistence they devote to a task, affective and stress reactions, and job performance

- Self-Regulation: the use of learning principles to regulate one’s own behavior
- Observing one’s own behavior, comparing the behavior wit a standard, and rewarding oneself if the behavior meets the standard
- When there is a discrepancy between goals and performance, individuals are motivated to modify their behavior (discrepancy reduction)
- Individuals attain their goals and set higher more challenging goals (discrepancy production) 
- Collect self-observation data, observe models, set goals, rehearse, reinforce oneself

Organizational Learning Practices
- Organizational Behavior Modification (O.B. Mod): systematic use of learning principles to influence organizational behavior
- Employee Recognition Programs: formal organizational programs that publicly recognize and reward employees for specific behaviors
· Key part is public acknowledgment
- Peer Recognition Programs: formal programs in which employees can publicly acknowledge, recognize, and reward their co-workers for exceptional work and performance
- Training and development: planned 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
- Behavior Modeling Training (BMT): observational learning component of social cognitive theory involves 5 steps:
· Describe to trainees a set of well-defined behaviors (skills) to be learned
· Provide a model or models 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: ongoing process where individuals progress through a series of stages that consist of a unique set of issues, themes, and tasks
· Involves a career planning and career management component





























Chapter 3 – Perception, Attribution, and Diversity

Perception
- Perception: the process of interpreting the messages of our senses to provide order and meaning to the environment
· Helps sort out and organize complex and varied input received by our senses of sight, smell, touch, taste, hearing
· Has 3 components:
· The Perceiver- past experiences lead the perceiver to develop expectations, and these affect current perceptions
· Perceptual defense: perceptual system serves to defend us against unpleasant emotions, works to ensure we don’t see or hear things that are threatening
· The Target- interpretation and the addition of meaning to the target, and ambiguous targets are susceptible to interpretation and addition
· The Situation- adds information about the target, every situation is different
· The perception of the target changes with every situation

Social Identity Theory
- Social Identity Theory: people form perceptions of themselves based on their personal characteristics and memberships in social categories
· Our sense is composed of a personal and social identity
· Personal identity is based on our unique characteristics (interests, traits, abilities)
· Social Identity is based on our perception that we belong to various social groups (gender, nationality, religion, occupation, etc.)
· Helps us understand how the components of the perceptual system operate in the formation of perceptions
· Useful for understanding stereotyping and discrimination

A Model of the Perceptual Process
- Jerome Bruner developed a model of the perceptual process that provides a framework:
· When the perceiver encounters an unfamiliar target, the perceiver is open to the informational cues contained in the target & surrounding situation
· Perceiver needs info to base perceptions of the target and will actively seek out cues to resolve this ambiguity
· The perceiver encounters some familiar cues that enable categorization of the target
· The cue then becomes less open and more selective
· Perceiver begins to search out cues that confirm the categorization
· Categorization becomes stronger and perceiver ignores or distorts cues that violate initial perceptions



Basic Biases in Person Perception
- Primacy Effect: tendency for a perceiver to rely on early cues or first impressions
· Has a lasting impact
· Form of selectivity, and its lasting effects illustrate the operation of constancy
- Recency Effect: tendency for a perceiver to rely on recent cues or last impressions
- Central Traits: personal characteristics of the target that are of special interest to them
· Depends on the perceivers’ interests and the situation
· Physical appearance is common. Those who are “attractive” are perceived as “good”
· Attractive people are more likely to fare better than unattractive people in terms of a variety of job-related outcomes
- Implicit Personality Theories: personal theories that people have about which personality characteristics go together
· Ex; expecting hardworking people are also honest
- Projection: tendency to attribute one’s own thoughts and feelings to others
- Stereotyping: tendency to generalize about people in a certain social category and ignore variations among them
· Distinguish some category of people
· Assume the individuals in this category have certain traits
· Everyone in this category possesses these traits

Attribution: Perceiving Causes and Motives
- Attribution: process where we assign causes or motives to explain people’s behavior
- Dispositional Attributions: explanations for behavior based on an actor’s personality or intellect
· Ex; explaining a behavior as a function of intelligence, greed, laziness, etc.
- Situational Attributions: explanations for behavior based on an actor’s external situation or environment
· Ex; explaining behavior as a function of bad weather, good luck, etc.
- Consistency Cues: attribution cues that reflect how consistently a person engages in a behavior over time
· High consistency leads to dispositional attributes
· When behavior occurs inconsistently, we consider situational attributes 
- Consensus Cues: attribution cues that reflect how a person’s behavior compares with that of others
· Low-consensus behavior leads to more disposition attributes (person who acts differently than others shows their motives)
- Distinctiveness Cues: attribution cues that reflect the extent to which a person engages in some behavior across a variety of situations
· When a behavior occurs across a variety of situations, it lacks distinctiveness and the observer is prone to provide a dispositional attribution
- Fundamental Attribution Error: tendency to overemphasize dispositional explanations for behavior at the expense of situational explanations
- Actor-Observer Effect: tendency for actors and observers to view the causes of the actor’s behavior differently
- Self-serving Bias: tendency to take credit for successful outcomes and to deny responsibility for failures

Person Perception and Workforce Diversity
- Workforce Diversity: differences among employees or potential recruits in characteristics like gender, age, race, religion, sexual orientation, etc.
· Workforce becoming more diverse: women working, increasing immigrants
· Valuing Diversity: companies should value diversity not try to change it. Diversity can yield strategic and competitive advantages
- Stereotype Threat: members of a social group feel they might be judged or treated according to a stereotype and that their behavior and/or performance will confirm the stereotype

Perceptions of Trust
- Trust is a psychological state comprising the intention to accept vulnerability based upon positive expectations of the intentions or behavior of another
· Trust is the foundation for quality jobs and performance excellence
· To create trust, managers need to build trust, achieved by practicing credibility, respect, fairness, and by encouraging pride and camaraderie among employees

Perceived Organizational Support
- Perceived Organizational Support: (POS) employees’ general belief that their organization values their contribution and cares about their well being
· Believe their organization will provide assistance when they need it to perform their job effectively and deal with stressful situations
- Organizational Support Theory: 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

Person Perception in Human Resources
- Signalling Theory: job applicants have incomplete info about jobs and organizations so they interpret their recruitment experiences as cues or signals about unknown characteristics of an organization and what it would be like to work there
· Perceptions are important because they influence a job applicant’s likelihood of staying in the selection process and accepting a job offer
· Applicants who have more positive perceptions of selection fairness are more likely to view the organization favorably and stronger intentions to accept the job offer
- Contrast Effects: occur in the interview; applicants who have been interviewed earlier affect the interviewers’ perception of a current applicant, leading to an exaggeration of differences between applicants

Rater Errors
- Leniency: tendency to perceive the job performance of rates as especially good
- Harshness: tendency to perceive job performance of rates as especially ineffective
- Central Tendency: assigning most rates to a middle-range performance category
- Halo Effect: the rating of a person on one trait or characteristic tends to color ratings on other traits or characteristics
· A manager rating an employee as frequently late for work, this might lead her to devalue the employee’s productivity and quality of work
· Organized around central traits that the rater considers important
- Similar-to-Me Effect: rater gives more favorable evaluations to people who are similar to the rater in terms of background or attitudes
- Behaviorally Anchored Rating Scale (BARS): rating scale with specific behavioral examples of good, average, and poor performance. 
· Helps to eliminate perceptual errors
- Frame-of-Reference (FOR) Training: training method to improve rating accuracy that involves providing raters with a common frame of reference to use when rating individuals
· Raters learn what behaviors reflect different levels of performance on each performance dimension and use the same frame of reference when rating all individuals


























Chapter 4 – Values, Attitudes, and Work Behavior

- Values: a broad tendency to prefer certain states of affairs over others
· Very general and they don’t predict behavior in specific situations
· Socially reinforced by parents, teachers, and religion

Generational Differences in Values

	Generation
	% of Workforce
	Assets in the Workplace
	Leadership Style Preferences

	Traditionalists (1922-1945)
	8%
	Hard working, stable, loyal, thorough, detail-oriented, focused, emotional maturity
	- Fair, consistent, clear, direct, respectful

	Baby Boomers (1946-1964)
	44%
	Team perspective, delicated, experienced, knowledgeable, service-oriented
	Treat as equals, warm and caring, mission-defined, democratic approach

	Generation X (1965-1980)
	34%
	Independent, adaptable, creative, techno-literate, willing to challenge the status quo
	- Direct, competent, genuine, informal, flexible, results-oriented, supportive of learning opportunities

	Millennials (1981-2000)
	14% and rapidly increasing
	Optimistic, able to multitask, tenacious, technologically savvy, driven to learn and grow, team oriented, socially responsibly
	- Motivational, collaborative, positive, educational, organized, achievement oriented, able to coach



Hofstede’s Study
- Questioned over 116,000 IBM employees in 40 countries about work-related values
- Discovered 4 basic dimensions in work-related values across cultures:
- Power Distance: extent to which society members accept an unequal distribution of power
· In large power distance societies, inequality is natural, superiors are inaccessible, and power differences are highlighted. Ex; Russia, Mexico
· In small power distance societies, inequality is minimized, superiors are accessible, power differences are downplayed. Ex; Denmark, New Zealand
- Uncertainty Avoidance: extent to which people are uncomfortable with uncertain and ambiguous situations
· Strong uncertainty avoidance stress rules and regulations, hard work, conformity, security. Ex; Japan, Greece, Portugal 
- Masculinity/Femininity: more masculine cultures clearly differentiate gender roles, support the dominance of men, stress economic performance
· More feminine cultures stress equal gender roles, quality of life
- Individualism/Collectivism: individualistic societies stress independence, individual initiative, and privacy. Collective cultures favor interdependence and loyalty to family or clan
- Long-term/Short-term Orientation: long-term orientation stress persistence, perseverance, thrift, and close attention to status differences. Ex; China
· Short-term orientation stress personal steadiness and stability, face-saving, social niceties. Ex; Canada, Us

· Cultures that are more individualistic tend to downplay power differences
· Cultures more collectivistic tend to accentuate power differences

What Are Attitudes?
- Attitude: stable evaluative tendency to respond consistently to some specific object, situation, person, or category of people
· Often influence our behavior toward some object, situation, person, or group
· Function of what we think and what we feel
· The product of a related belief and value
· BELIEF + VALUE  ATTITUDE  BEHAVIOR

What is Job Satisfaction?
- Job satisfaction: collection of attitudes that people have about their jobs
· Facet satisfaction: “I love my work but hate my boss”, “This place pays lousy, but I love the people I work with”
· Overall satisfaction: “I really like my job although a couple aspects could stand improvement”

What Determines Job Satisfaction?
- Discrepancy Theory: satisfaction is a function of the discrepancy between the job outcomes people want and the outcomes that they desire
· Ex; strong evidence that satisfaction with one’s pay is high when there is a small gap between the pay received and the perception of how much they should be received
- Distributive Fairness: people receive the outcomes they think they deserve from their jobs; involves the ultimate distribution of work rewards and resources
· Equity Theory: the inputs that people perceive themselves as investing in a job and the outcomes that the job provides are compared against the inputs and outcomes of some other relevant person or group
· My outcomes        =        Other’s outcomes
  My inputs	                   Other’s inputs
· Inputs: anything people consider relevant to their exchange with the organization, anything they give up, offer or trade to the organization
· Education, Training, Hard Work
· Outcomes: factors the organization gives to employees in return for their inputs
· Pay, career opportunities, supervision, nature of the work, etc.
· Employee who always works overtime and gets no compensation might feel dissatisfied
· Outcomes should be tied to individual contributions or inputs
- Procedural Fairness: fairness that occurs when the process used to determine work outcomes is seen as reasonable
· Relevant to outcomes like pay raises, promotions, layoffs, work assignments
· Follows consistent procedures over time and across people
· Uses accurate info and appears unbiased
· Allows 2-way communication during the allocation process
· Welcomes appeals of the procedure or allocation
- Interactional Fairness: people feel they have received respectful and informative communication about some outcome
· Extends beyond procedures used to the interpersonal treatment received when learning about the outcome
· Respectful communication
- Disposition: people who are more optimistic and proactive report higher job satisfaction

Mood and Emotion
- Emotional Contagion: tendency for moods and emotions to spread between people or throughout a group
· Moods tend to converge with interaction
- Emotional Regulation: requirement for people to conform to certain “display rules” in their job behavior in spite of their true mood or emotions
· “Emotional labor”
· Employees expected to be upbeat and perky even if they don’t feel this way

Key Contributors to Job Satisfaction
· Mentally challenging work: work that tests employees’ skills and abilities and allows them to set their own working pace
· Adequate Compensation
· Career Opportunities: promotion
· People: good-natured superiors and co-workers

Consequences of Job Satisfaction
- Absence from Work: high costs which include “sick pay”, lost productivity, chronic overstaffing to compensate for absentees
· Some is unavoidable because of illness, weather conditions, etc.
- Turnover: resignation from an organization, very expensive.
· Price of hiring, training, and developing to proficiency a replacement employee
· Less-satisfied workers are more prone to quit
- Performance: job satisfaction is associated with enhanced performance
· Interesting, challenging jobs are most likely to stimulate high performance

- Organizational Citizenship Behavior (OCB): voluntary, informal behavior that contributes to organizational effectiveness
· Behavior is unlikely to be picked up and rewarded by the performance evaluation system
· Helping behavior, offering assistance to others
· Courtesy and cooperation
- Customer Satisfaction and Profit: happy employees translate into happy customers
· Organizations with higher average levels of employee satisfaction are more effective

Organizational Commitment
- Organizational Commitment: an attitude that reflects the strength of the linkage between an employee and an organization
· Affective commitment: commitment based on a person’s identification and involvement with an organization
· Stay with a company because they want to
· Continuance commitment: commitment based on the costs incurred in leaving the organization
· Stay with a company because they have to
· Normative commitment: commitment based on ideology or a feeling of obligation to an organization
· Stay with a company because they should do so























Chapter 5 – Theories of Work Motivation

Basic Characteristics of Motivation
- Motivation: the extent to which persistent effort is directed toward a goal
· The amount of effort the person exhibits on the job
· Persistence that individuals exhibit in applying effort to their work tasks
· Do workers channel persistent effort in a direction that benefits the organization?
· Motivated people act to enhance organizational objectives
· Employee goals: high productivity, good attendance, creative decisions

Extrinsic and Intrinsic Motivation and Self-Determination Theory
- Intrinsic Motivation: motivation that stems from the direct relationship between the worker and the task; usually self-applied
· Feelings of achievement, accomplishment, challenge, competence; sheer interest in the job
- Extrinsic Motivation: motivation that stems from the work environment external to the task; usually applied by others
· Pay, fringe benefits, company policies, forms of supervision
- The availability of extrinsic motivators can reduce the intrinsic motivation stemming from the task itself
· When extrinsic rewards depend on performance, then the motivating potential of intrinsic rewards decrease
- Self-Determination Theory: theory of motivation that considers whether people’s motivation is autonomous or controlled
· Autonomous Motivation: people are self-motivated by intrinsic factors
· Shown to facilitate effective performance, especially complex tasks
· Controlled Motivation: people are motivated to obtain a desired consequence or extrinsic reward
· Avoid punishment, boss watching them

Motivation and Performance
- Performance: the extent to which an organizational member contributes to achieving the objectives of the organization
- General Cognitive Ability: a person’s basic information-processing capacities and cognitive resources
· Overall capacity and efficiency for processing information
· Verbal, spatial, numerical, reasoning abilities required to perform a task
· Measured by aptitude tests

Emotional Intelligence
- Emotional Intelligence (EI): an individual’s ability to understand and manage his/her own and others’ feelings and emotions
· Peter Salovey & John Mayer, coined the term and developed an EI model consisting of 4 steps that form a hierarchy:
· Perceiving emotions accurately in oneself and others: (most basic) Ex; accurately identify emotions in people’s faces and in non-verbal behavior
· Using emotions to facilitate thinking: use and assimilate emotions and emotional experiences to guide and facilitate one’s thinking and reasoning
· Understanding emotions, emotional language, and the signals conveyed by emotions: being able to understand emotion info, people understand how different situations and events generate emotions and how they and others are influenced by various emotions
· Managing emotions so as to attain specific goals: (highest level) requires all stages to be mastered; able to regulate, adjust, and change emotions as well as others’ emotions to suit the situation. Ex; being able to stay calm when feeling angry

Need Theories of Work Motivation
- Need Theories: the kinds of needs people have and the conditions under which they will be motivated to satisfy these needs in a way that contributes to performance
· NEEDS  BEHAVIOR  INCENTIVES AND GOALS
· Concerned with what motivates workers

Maslow’s Hierarchy Of Needs
- Theory of human motivation, 5 sets of needs that are arranged in a hierarchy:
1. Physiological Needs- needs to survive; food, water, oxygen, shelter. Minimum pay necessary for survival and working conditions that promote existence
2. Safety Needs- security, stability, freedom from anxiety. Safe working conditions, fair and sensible rules, job security, pension and insurance
3. Belongingness Needs- social interaction, affection, love, friendship. Interact with others on the job, friendly and supportive supervision
4. Esteem Needs- competence, independence, strength. Master tasks leading to feelings of achievement and responsibility, awards, promotions, etc.
5. Self-Actualization- Develop one’s true potential as an individual to the fullest extent and express skills, talents, emotions. Accept themselves to others, independent, creative, appreciate the world around them. 
· The lowest-level unsatisfied need category has the greatest motivating potential
· Motivation depends on the person’s position in the hierarchy
· A satisfied need is no longer a motivator

Alderfer’s ERG Theory
· ERG Theory: allows for movement up and down the hierarchy
1. Existence Needs- satisfied by some material substance or condition. Need for food, shelter, pay, safe working conditions
2. Relatedness Needs- satisfied by open communication and the exchange of thoughts and feelings with other organizational members. Satisfied by open, accurate, honest interaction rather than uncritical pleasantness
3. Growth Needs- strong personal involvement in the work setting. Full utilization of one’s skills and abilities and the creative development of new skills and abilities
· As more “concrete” needs are satisfied, energy can be directed toward satisfying less concrete needs
· Account for a wide variety of individual differences in motive structure
· Assumes that if the higher-level needs are ungratified, individuals will increase their desire for gratification of lower-level needs
· The more lower-level needs are gratified, the more higher-level needs 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: needs reflect relatively stable personality characteristics that one acquires through early life experiences and exposure to selected aspects of one’s society
· Need for Achievement (n Ach): strong desire to perform challenging tasks well
· A preference for situations where personal responsibility can be taken for outcomes. Do not like outcomes determined by chance
· A tendency to set difficult goals that provide calculated risks. 
· A desire for performance feedback
· Concerned with innovation and long-term goal involvement
· Done because they are intrinsically satisfying
· Should be strongly motivated by sales jobs or entrepreneurial positions, running a small business
· Need for Affiliation (n Aff): establish and maintain friendly, compatible interpersonal relationships
· Learn social networking, tendency to communicate frequently
· Motivated by jobs like social work or customer relations because these jobs have a primary task of establishing good relations
· Need for Power (n Pow): desire to have influence over others
· Wish to make a significant impact or impression
· Can be influential, personal prestige
· Result in high motivation in jobs that enable a strong impact on others – journalism and management

Process Theories of Work Motivation
- Process Theories: concentrate on how motivation occurs

Expectancy Theory
- Expectancy Theory: the belief that motivation is determined by the outcomes that people expect to occur as a result of their actions on the job (Victor Vroom)
· Outcomes: consequences that might follow certain work behaviors. 
· First-level: of particular interest to the company (high productivity)
· Second-level: consequences that follow the attainment of a first-level accomplishment (amount of pay, acceptance of peers, fatigue)
· Instrumentality: probability that a 1st level outcome (high productivity) will be followed by a particular 2nd level outcome (such as pay)
· Performance  outcome link
· Valence: expected value of outcomes, the extent to which they are attractive or unattractive to the individual
· Any 2nd level outcome might be more or less attractive to particular workers
· The valence of a particular 1st- level outcome = sum of instrumentalities X 2nd-level valences
· The valence of the 1st level outcome depends on the extent to which it leads to favorable 2nd level outcomes
· Expectancy: probability that the worker can actually achieve a 1st level outcome
· Effort  performance link
· Force: the end product of the other components of the theory. Relative degree of effort that will be directed toward various 1st level outcomes
· Force = 1st-level valence X expectancy
· A person’s effort is directed toward the 1st level outcome with the largest force product
· People are motivated to perform in work activities they find attractive and that they feel are accomplishable 
· The attractiveness of work activities depends on the extent they lead to a favorable personal consequence

Equity Theory
- Equity Theory: workers compare the inputs they invest in their jobs and the outcomes they receive against the inputs and outcomes of some other relevant person or group
· When these ratios are equal, person should feel a fair and equitable exchange exists with the organization
· Feel satisfied

Goal Setting Theory
- Goal Setting Theory: goals are most motivational when they are specific and challenging and when organizational members are committed to them. Also, feedback about progress toward goal attainment should be provided
· Goal Specificity: an exact level of achievement for people to accomplish in a particular time frame
· Goal Challenge: best when pegged to the competence of individual workers and increased as the task is mastered
· Goal Commitment: committed to specific, challenging goals if the goals are to have effective motivational properties
· Goal Feedback: most beneficial when they are accompanied by ongoing feedback that enables the person to compare current performance with the goal

Goal Orientation and Proximity
- Goal Orientation: an individual’s goal preferences in achievement situations
· Learning Goal Orientation: learning something new and developing their competence in an activity by acquiring new skills and mastering new situations
· Focus on acquiring new knowledge and skills and developing their competence
· Performance-Prove Goal Orientation: demonstrating their competence in performing a task by seeking favorable judgments about the outcome of their performance 
· Performance-Avoid Goal Orientation: avoiding negative judgments about the outcome of their performance
- Distal Goal: a long-term or end goal (achieving certain level of sales performance)
- Proximal Goal: short-term or sub-goal that is instrumental for achieving a distal goal
· Involve breaking down a distal goal into smaller, more attainable sub goals


























Chapter 6 – Motivation in Practice

Money as a Motivator
· Pay can satisfy social, self-esteem, and self-actualization needs
· According to expectancy theory, if pay can satisfy a variety of needs, it should be highly valent, and it should be a good motivator to the extent that it is clearly tied to performance

Linking Pay to Performance on Production Jobs
· Piece-Rate: a set up so that individual workers are paid a certain sum of money for each unit of production they complete
· Wage Incentive Plans: various systems that link pay to performance on production jobs
· Leads to increases in productivity

Problems with Wage Incentives
· Can increase productivity at the expense of quality
· Decrease cooperation among workers
· The way jobs are designed can make it difficult to implement wage incentives
· As team size increases, the link between your performance and your pay is erased, removing the intended incentive effect
· Restriction of Productivity: the artificial limitation of work output that can occur under way incentive plans

Linking Pay to Performance on White-Collar Jobs
- Merit Pay Plans: link pay to performance on white-collar jobs
· Managers are required to evaluate the performance of employees on some form of rating scale or by means of a written description of performance
· Merit pay is awarded to individuals over and above their basic salaries
· Managers might be unable to discriminate between good and poor performers
· Merit increases are too small to be effective motivators
· Lump Sum Bonus: merit pay awarded in a single payment and not build into base pay
· Extreme secrecy that surrounds salaries. They have no way of comparing their own merit with others. Might damage the motivational impact of a well-designed merit plan

Using Pay to Motivate Teamwork
- Profit Sharing: employees receive a cash bonus based on organizational profits
· Advantages: employees have a sense of ownership, aligns employee goals with organizational goals, only pays when the organization makes a profit
· Disadvantages: many factors beyond the control of employees can affect profits, difficult for employees to see the impact of their actions on organization profits
- Employee Stock Ownership: employees can own a set amount of the organization’s shares
· Advantages: Creates a sense of legal and psychological ownership for employees, aligns employees’ goals and interest with the organizations
· Disadvantages: hard for employees to see the connection between their effort and the value of the organization’s stocks, they lose their motivational potential in a weak economy when the value of stocks decline
- Gainsharing: when measured costs decrease, employees receive a bonus based on a predetermined formula
· Advantages: Aligns organization and employee goals, encourages teamwork
· Disadvantages: bonus might be paid even when the organization doesn’t make a profit, employees might neglect objectives that aren’t included in the formula
- Skill-Based Pay: employees are paid according to the numbers of job skills they acquire
· Advantages: encourages employees to learn new skills, greater flexibility in task assignments, provides employees with a broader picture of the work process
· Disadvantages: increases the cost of training, labor costs can increase as employees acquire more skills

Job Design as a Motivator
- Job Design: the structure, content, and configuration of a person’s work tasks and roles
· Goal is to identify the characteristics that make some tasks more motivating than others and to capture these characteristics in the design of jobs
- Job Scope: breadth and depth of a job
· Breadth: the number of different activities performed on the job
· Depth: the degree of discretion or control the worker has over how these tasks are performed
· Jobs that have great breadth and depth are called high-scope jobs
· Example; professor
· Should require more intrinsic motivation than low-scope jobs
· Low-scope job example: assembly line job
· Stretch Assignments: offer employees challenging opportunities to broaden their skills by working on a variety of tasks with new responsibilities
· Job Rotation: rotating employees to different tasks and jobs in an organization

The Job Characteristic Model
- J. Richard Hackman and Greg Oldham developed motivational properties of jobs
- Core Job Characteristics: 5 core ones that have potential to affect worker motivation:
· Skill Variety: the opportunity to do a variety of job activities using various skills and talents, corresponds to job breadth
· Task Identity: the extent a job involves doing a complete piece of work, from beginning to end
· Task Significance: the impact a job has on others
· Autonomy: the freedom to schedule one’s own work activities and decide work procedures, corresponds to job depth
· Job Feedback: information about one’s performance effectiveness 
- Developed a questionnaire called the Job Diagnostic Survey (JDS) to measure the core characteristics of jobs
· Construct profiles to compare the motivational properties of various jobs
- Measure of the motivating potential of a job can be calculated by:
· Motivating Potential Score = 
· Skill Variety + Task Identity + Task Significance / 3 X Autonomy X Job Feedback
· Ranges from 1 – 343
- Work will be intrinsically motivating when it is perceived as meaningful, when the worker feels responsible for the outcomes of the work, and when the worker has knowledge about his/her work progress
- When the worker is truly in control of a challenging job that provides good feedback about performance, the key prerequisites for intrinsic motivation are present
- Growth Need Strength: the extent to which people desire to achieve higher-order need satisfaction by performing their jobs
· Those with high growth needs are most responsive to challenging work
- Workers tend to respond more favorable to jobs that are higher in motivating potential

Job Enrichment
· Job Enrichment: the design of jobs to enhance intrinsic motivation, the quality of working life, and job involvement
· Job Involvement: a cognitive state of psychological identification with one’s job and the importance of work to one’s total self-image
· Challenging and enriched jobs have higher levels of job involvement
· Job Enlargement: Increasing job breadth by giving employees more tasks at the same level to perform but leaving other core characteristics unchanged












Appendix Reading

Hypothesis: a formal statement of the expected relationship between 2 variable
Variables: measures that can take on two or more values
Independent Variable: a predictor or cause of variation in a dependent variable
Dependent Variable: a variable that will vary as a result of changes in the independent variable
Moderating Variable: variable that affects the nature of the relationship between an independent and a dependent variable such that the relationship depends on the level of the moderating variable
Mediating Variable: a variable that intervenes or explains the relationship between an independent and dependent variable

Measurement of Variables
· Reliability: an index of consistency of a research subject’s response
· Validity: an index of the extent to which a measure reflects what it is supposed to measure
· Convergent Validity: strong relationship between different measures of the same variable
· Discriminant Validity: a weak relationship between measures of different variables

Observational Techniques
- Observational Research: researcher examines the natural activities of people in an organizational setting by listening to what they say and watching what they do
- Participant Observation: the researcher becomes a functioning member of the organizational unit he or she is studying to conduct the researcher
- Direct Observation: the researcher observes organizational behavior without participation in the activity being observed
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