Chapter 4: Values, Attitudes and Work Behaviour

· Values: a broad tendency to prefer certain states of affairs over others
· Have to do with what we consider good and bad
· Signal how we believe we should or should not behave
· Generational differences in values
· Traditionalists: respectful of authority and having a high work ethic
· Boomers: optimistic workaholics
· Gen X: cynical, confident and pragmatic
· Gen Y: confident, social, demanding of feedback and somewhat unfocused
· Organizations may have to tailor job designs, leadership styles and benefits to the generational mix of their workforce 
· Cultural differences in values
· A lengthy history of failed business negotiations is attributable to a lack of understanding of cross cultural differences
· Work centrality
· Work itself is valued differently across cultures
· Hofstede’s Study 
· 4 basic dimensions along which work related values differed across cultures
· Power distance
· The extent to which society members accept an unequal distribution of power, including those who hold more power and those who hold less
· Uncertainty avoidance
· The extent to which people are uncomfortable with uncertain and ambiguous situations
· Masculinity/femininity
· Masculine cultures differentiate gender roles and support the dominance of men
· Individualism/collectivism
· Individualistic societies tend to stress independence 
· Collective cultures favour interdependence and loyalty to ones family 
· Long term/ short term orientation
· Long term: stress persistence, perseverance, thrift and close attention to status differences
· Short term: stress personal steadiness and stability, face saving and social niceties  

What are Attitudes?
· Attitude: a fairly stable evaluation tendency to respond consistently to some specific object, situation, person or category of people
· Involve evaluations towards specific targets 
· Attitudes are more specific than values which dictate broad preferences 
· They are tendencies to respond to the target of the attitude 
· Attitude  behaviour 
· Attitudes however, are not always consistent with behaviour 
· Attitudes are the product of a related belief and value 
· Belief + value  attitude behaviour 

What is Job Satisfaction?
· Job satisfaction: a collection of attitudes that workers have about their jobs
· Two aspects of job satisfaction:
· Facet satisfaction
· The tendency for an employee to be more or les satisfied with various facets of the job 
· Overall satisfaction
· An overall or summary indicator of a persons attitude towards his or her job that cuts across the various facets 
· 5 facets of job satisfaction: people, pay, supervision, promotions and the work itself 

What Determines Job Satisfaction?
· Discrepancy
· Since attitude is based off of beliefs and values the two factors can cause differences in job satisfaction even when jobs are identical 
· Even if individuals perceive their jobs as equivalent, they might differ in what they want from the jobs
· Discrepancy theory: a theory that job satisfaction stems from the discrepancy between the job outcomes wanted and the outcomes that are perceived to be obtained 
· Fairness 
· Fairness affects what people want from their jobs and how they react to the inevitable discrepancies of organizational life 
· 3 types of fairness:
· Distributive fairness: when people receive the outcomes they think they deserve from their jobs
· 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 
· Procedural fairness: when individuals see the process used to determine outcomes as reasonable 
· Relevant to outcomes such as performance evaluations, pay raises, promotions, layoffs and work assignments
· Interactional fairness: occurs when people feel that they have received respectful and informative communication about an outcome 
· Disposition
· Some people are predisposed by their personalities to be more or less satisfied despite changes in discrepancy or fairness
· Some personality characteristics originating in genetics or early learning contribute to adult job satisfaction
· Mood and Emotion
· Emotions: intense, short lived feelings caused by a certain event
· Moods: less intense, longer lived and more diffuse feelings
· Emotional contagion: the tendency for moods and emotions to spread between people or throughout a group
· Emotional regulation: the requirement for people to conform to certain display rules in their job behaviour in spite of their true mood or emotions 
· The frequent need to suppress negative emotions and fake emotions that you do not really feel take a toll on job satisfaction and increase stress
· Consideration of mood and emotions explains how people with similar beliefs and values doing the same job for the same compensation can still experience very different satisfaction levels
· The outcomes that people want from a job are a function of their personal value systems moderated by equity considerations 
· Some key contributors to job satisfaction include:
· Mentally challenging work
· Adequate compensation
· Career opportunities
· People


Consequences of Job Satisfaction
· Less satisfied employees are more likely to be absent and satisfaction with the content of the work is the best predictor of absenteeism 
· Some very happy employees will occasionally be absent owing to circumstances beyond their control
· It can be related more to economic need than dissatisfaction
· In many jobs it is unclear to employees how much absenteeism is reasonable or sensible
· Turnover
· Refers to resignation from an organization and it can be incredibly expensive 
· Less satisfied workers are more likely to quit 
· There can be instances where satisfied people quit or dissatisfied people stay:
· Certain shocks 
· There may be a strong commitment to an organizations values even though there is dissatisfaction
· They may be very embedded into a community
· A weak job market 
· Performance
· The connection between job satisfaction are performance is complicated because many factors influence motivation and performance 
· Interesting, challenging jobs are more likely to stimulate high performance 
· Job satisfaction can lead to good performance or the other way around 
· Organizational Citizenship Behaviour
· Voluntary, informal behaviour that contributes to organizational effectiveness 
· Helping behaviour, conscientiousness to the details of work, being a good sport, courtesy and cooperation 
· Fair treatment and its resulting satisfaction might be reciprocated with OCB
· Contributes to organizational productivity and efficiency and reduces turnover 
· Customer Satisfaction and Profit
· Employee job satisfaction is indeed translated into customer or client satisfaction and organizational profitability 
· Reduced absenteeism and turnover contribute to the seamless delivery of a service 
· Good moods between employees can be contagious for customers


What is Organizational Commitment?
· An attitude that reflects the strength of the linkage between an employee and an organization 
· Affective commitment: commitment based on a persons identification and involvement with an organization
· Continuance commitment: commitment based on the costs that would be incurred in leaving an organization
· Normative commitment: commitment based on ideology or a feeling of obligation to an organization 
· Key contributors to organizational commitment:
· The best predictor of affective commitment is interesting, satisfying work of the type found in enriched jobs
· Continuance commitment occurs when people feel that leaving the organization will result in personal sacrifice
· Normative commitment can be fostered by benefits that build up a sense of obligation to the organization 
· Consequences of organizational commitment:
· All forms of commitment reduce turnover intentions and actual turnover
· Affective commitment is positively related to performance
· Continuance commitment is negatively related to performance
· Very high levels of commitment cause conflicts between family life and work life 
· Changes in the workplace and employee commitment
· The impact of changes in the work place on employee commitment can be seen in three main areas 
· Changes in the nature of employees commitment to the organization
· Changes in the focus of employees commitment
· The multiplicity of employer-employee relationships within organizations 
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