Chapter 2: Personality and Learning 

What is personality?
· Personality: the relatively stable set of psychological characteristics that influences the way an individual interacts with his or her environment and how he or she feels, thinks and behaves 
· Personality is relatively stable but can definitely change

Personality and Organizational Behaviour
· Dispositional approach: individuals possess stable traits or characteristics that influence their attitudes and behaviour
· Individuals are predisposed to behave in certain ways 
· Situational approach: characteristics of the organizational setting influence peoples attitudes and behaviour 
· Both approaches are important for predicting and understanding organizational behaviour 
· Interactionist approach: organizational behaviour is a function of both dispositions and the situation.  To predict and understand organizational behaviour, one must know something about an individuals personality and the setting in which he or she works 
· The extent to which personality influences behaviour is dependent on the situation 
· Trait activation theory: traits lead to certain behaviours only when the situation makes the need for that trait salient  
















5 Factor Model of Personality 
· 5 basic but general dimensions that define personality 
· 1. Extraversion
· Important for jobs that require interpersonal interaction 
· 2. Emotional stability/ neuroticism
· Degree to which a person has appropriate emotional control 
· 3. Agreeableness
· The extent to which a person is friendly and approachable
· 4. Conscientiousness
· The degree to which a person is responsible and achievement oriented 
· 5. Openness to experience
· The extent to which a person thinks flexibly and is receptive to new ideas 
· The dimensions are relatively independent 
· The traits have a genetic basis
· Each trait relates to hob performance and organizational citizenship behaviours
· Ones personality can influence ones attitudes and behaviours
· There are also more specific personality characteristics
· Locus of control
· A variable that refers to an individuals belief about the location of the factors that control their behaviour
· High internals  opportunity to control your own behaviour resides within themselves
· Stronger link between the effort they put in and their performance levels
· More satisfied with their job, more committed to their organization, earn more money and achieve higher organizational positions 
· High externals  other people control your destiny
· Self Monitoring
· The extent to which people observe and regulate how they appear and behave in social settings and relationships 
· Low self monitors  people who show all of their emotions 
· High self monitors  show concern for socially appropriate emotions and behaviours

· Self Esteem
· The degree to which a person has positive self evaluation 
· Behavioral plasticity theory: people with low self esteem tend to be more susceptible to external and social influences than those who high self esteem 

New Developments in Personality and Organizational Behaviour
· Positive affectivity: propensity to see things positively
· Negative affectivity: propensity to see things negatively 
· PA and NA are not opposite ends of a continuum and but independent dimensions 
· There is some evidence that shows that PA is a key factor that links happiness to success in life and at work 
· Proactive behaviour: taking initiative to improve ones current circumstances or creating new ones 
· Proactive personality: a stable personal disposition that reflects a tendency to take personal initiatives across a range of activities and situations and to effect positive change in ones environment
· General Self Efficacy: a general trait that refers to an individuals belief in his or her ability to perform successfully in a variety of challenging situations 
· A motivational trait rather than an affective trait because it reflects an individuals belief that they can succeed rather than how the individual feels about themselves 
· Core self evaluations: a broad personality concept that consists of more specific traits that reflect the evaluations people hold about themselves and their self worth 
· Core self evaluations are related to job satisfaction over time 
· People with a positive self regard are more likely to perceive and pay attention to the positive aspects of their environment 

What is learning?
· Learning: a relatively permanent change in behaviour potential that occurs due to practice or experience
· Prompted from an environment that gives feedback concerning the consequences of behaviour 
· Learning categories:
· Practical skills: job specific skills, knowledge and technical competence 
· Intrapersonal skills: problem solving, critical thinking, risk taking
· Interpersonal skills: communication, teamwork and conflict resolution
· Cultural awareness: learning the social norms of organizations and understanding company goals, business operations, and company expectations and priorities 
· Operant learning: learning by which the subject learns to operate on the environment to achieve certain consequences 
· Used to increase the probability of desired behaviours and to reduce or eliminate the probability of undesirable behaviours 

Increasing the Probability of Behaviour
· Reinforcement: the process by which stimuli strengthen behaviours
· Positive reinforces work by their application to a situation and negative reinforces work by their removal from a situation 
· Positive reinforcement: increase or maintains the probability of some behaviour by the application or addition of a stimulus to the situation in question
· Something is a positive reinforce if it increases or maintains the occurrence of some behaviours by its application
· Negative reinforcement: increases or maintains the probability of some behaviour by the removal of a stimulus from a situation
· They are defined by what they do and how they work, not by their unpleasantness 
· Reward and reinforcers can get confused 
· Reinforcers are also dependent on preferences by individuals 
· Sources of reinforcement:
· Performance feedback: involves providing quantitative or qualitative information on pas performance for the purpose of changing or maintain performance in specific ways 
· Most effective when it is conveyed in a positive manner, delivered immediately after the performance is observed, represented visually, specific to the behaviour being targeted for feedback
· Social recognition: informal acknowledgement, attention, praise of approval for work well done from one individual or group to another 




Reinforcement Strategies
· Continuous and immediate reinforcement should be used 
· Reinforcer should be applied every time the behaviour of interest occurs 
· Behaviour is persistent when it is learned under conditions of delayed reinforcement
· Managers need to tailor reinforcement strategies to the situation 
· Managers training new employees should use reinforcement strategies that are continuous and immediate 
· It is impossible to maximize both speed and persistence with a single reinforcement strategy 


Reducing the Probability of Behaviour
· 2 strategies:
· Extinction: terminating the reinforcement that is marinating some unwanted behaviour.  If the behaviour is not reinforced, it will gradually dissipate or be extinguished 
· Extinction works best when coupled with the reinforcement of some desired substitute behaviour 
· Behaviours that are learned under delayed or partial reinforcement schedules are more difficult to extinguish than those learned under continuous, immediate reinforcement 
· Punishment: following an unwanted behaviour with some unpleasant, aversive stimulus
· If the behaviour leads to unwanted consequences, this should reduce the probability of the response
· In negative reinforcement, a nasty stimulus is removed following behaviour
· In punishment a nasty stimulus is applied after some behaviour
· Punishment does not demonstrate which activities should replace the punished response
· Positive and negative reinforcers specify which behaviours are appropriate while punishment indicated only what is not appropriate 
· Only temporarily suppresses the unwanted response 
· Provide an acceptable alternative for the punished response 
· Punishment also has the tendency to provoke a strong emotional reaction on the part of the punished individual 
· Managers must ensure that their own emotions are under control before punishing 
· Principles that increase the effectiveness of punishment:
· Make sure the chosen punishment is truly aversive
· Make sure its not actually a positive reinforcer
· Punish immediately 
· Do not reward unwanted behaviours before or after the punishment 
· Do not inadvertently punish desirable behaviour 

Social Cognitive Theory
· People have the cognitive capacity to regulate and control their own thoughts, feelings, motivation and actions 
· Social cognitive theory: emphasizes the role of cognitive processes in learning and in the regulation of peoples behaviour 
· Human behaviour can best be explained through a system of triadic reciprocal causation
· Personal factors and environmental factors work together and interact to influence peoples behaviours
· Key components of Social Cognitive Theory:
· 1. Observational learning
· The process of observing and imitating the behaviour of others
· What managers do is more likely to be imitated as opposed to what they say 
· 2. Self efficacy beliefs
· Refers to beliefs people have about their ability to successfully perform a specific task
· Task specific cognitive appraisal to ones ability to perform a specific task
· Self efficacy influences the activities people choose to perform, the amount of effort and persistence they devote to a task, affective and stress reactions and job performance
· 3. Self regulation 
· The use of learning principles to regulate ones own behaviour 
· Observing ones own behaviour, comparing the behaviour with a standard and rewarding oneself if the behaviour meets the standard 
· Discrepancy reduction: when there exists a discrepancy between ones goals and performance and they modify their behaviour in the pursuit of goal attainment
· Discrepancy production: when individuals achieve their goals and set even higher goals
· Self regulation techniques:
· Collect self observation data, observe models, set goals, rehearse, reinforce oneself
· Self regulation can improve learning and result in a change in behavior 

Organizational Learning Practices
· Organizational behaviour modification
· Most reinforcement occurs naturally rather than a conscious attempt
· Organizational behaviour modification: the systematic use of learning principles to influence organizational behaviour 
· Effective forms of positive reinforcement include money, feedback and social recognition 
· The use of all three together has the strongest effect
· Example of OBM: 
· Employee recognition programs: key part of this is public acknowledgement
· Peer recognition programs 
· Training and development programs are the most common types of formal learning in organizations 
· Behaviour modeling training: one of the most widely used and effective methods of training
· Based on the observational learning component of social cognitive theory involves the following steps:
· Describe to trainees a set of well defined behaviours to be learned
· Provide a model explaining the effective use of these behaviours
· Provide opportunities for trainees to practice these behaviours
· Provide feedback and social reinforcement to trainees following practice
· Take steps to maximize the transfer of those behaviours to the job 
· Career development: an ongoing process in which individuals progress through a series of stages that consist of a unique set of issues, themes and tasks 
· Usually involves a career planning and management component 
· [bookmark: _GoBack]Due to the increasing emphases on the importance of continuous and lifelong learning, many organizations now have career development programs 
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