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Preface 1

Preface

Welcome to Organizational Behavior, an OpenStax resource. This textbook was written to increase student
access to high-quality learning materials, maintaining the highest standards of academic rigor at little to no
cost.

About OpenStax

OpenStax is a nonprofit based at Rice University, and it’s our mission to improve student access to education.
Our first openly licensed college textbook was published in 2012, and our library has since scaled to over 30
books for college and AP® courses used by hundreds of thousands of students. OpenStax Tutor, our low-cost
personalized learning tool, is being used in college courses throughout the country. Through our partnerships
with philanthropic foundations and our alliance with other educational resource organizations, OpenStax is
breaking down the most common barriers to learning and empowering students and instructors to succeed.

About OpenStax Resources

Customization

Organizational Behavior is licensed under a Creative Commons Attribution 4.0 International (CC BY) license,
which means that you can distribute, remix, and build upon the content, as long as you provide attribution to
OpenStax and its content contributors.

Because our books are openly licensed, you are free to use the entire book or pick and choose the sections
that are most relevant to the needs of your course. Feel free to remix the content by assigning your students
certain chapters and sections in your syllabus, in the order that you prefer. You can even provide a direct link
in your syllabus to the sections in the web view of your book.

Instructors also have the option of creating a customized version of their OpenStax book. The custom version
can be made available to students in low-cost print or digital form through their campus bookstore. Visit the
Instructor Resources section of your book page on openstax.org for more information.

Art Attribution

In Organizational Behavior, most art contains attribution to its title, creator, or rights holder, host platform, and
license within the caption. Because the art is openly licensed, anyone may reuse the art as long as they provide
the same attribution to its original source.

Errata

All OpenStax textbooks undergo a rigorous review process. However, like any professional-grade textbook,
errors sometimes occur. Since our books are web based, we can make updates periodically when deemed
pedagogically necessary. If you have a correction to suggest, submit it through the link on your book page on
openstax.org. Subject matter experts review all errata suggestions. OpenStax is committed to remaining
transparent about all updates, so you will also find a list of past errata changes on your book page on
openstax.org.

Format

You can access this textbook for free in web view or PDF through openstax.org, and for a low cost in print.
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About Organizational Behavior

The field of management and organizational behavior exists today in a constant state of evolution and change.
Casual readers of publications like the New York Times, The Economist and the Wall Street Journal will learn
about the dynamic nature of organizations in today’s ever-changing business environment. Organizational
Behavior is designed to meet the scope and sequence requirements of the introductory course on
Organizational Behavior. This is a traditional approach to organizational behavior. The table of contents of this
book was designed to address two main themes. What are the variables that affect how, when, where, and
why managers perform their jobs? What theories and techniques are used by successful managers at a variety
of organizational levels to achieve and exceed objectives effectively and efficiently throughout their careers?
Management is a broad business discipline, and the Organizational Behavior course covers many areas such
as individual and group behavior at work, as well as organizational processes such as communication in the
workplace and managing conflict and negotiation. No one individual can be an expert in all areas of
management, so an additional benefit of this text is that specialists in a variety of areas have authored
individual chapters. Finally, we all made an effort to present a balanced approach to gender and diversity
throughout the text in the examples used, the photographs selected, and the use of both male and female in
alternating chapters when referring to generic managers or employees.

Pedagogical Foundation

We have taken a structured approach in the writing of the chapters that reduces inconsistencies throughout
and makes selecting topics to match the course syllabus easier for faculty.

Exploring Managerial Careers. Each chapter starts with a profile that describes a manager and illustrates
how the content of the chapter is vital for a successful managerial career.

Consistent, integrated learning. Targeted learning outcomes are listed at the beginning of each chapter and
then repeated throughout the chapter. The learning outcomes connect to the text and the additional
resources that accompany Organizational Behavior. After reading each section, students can test their retention
by answering the questions in the Concept Checks. Every learning goal is further reinforced by a summary at
the end of the chapter.

Hundreds of business examples to bring concepts to life. This book is designed to speak to the typical
student. We have done a lot of research about student needs, abilities, experiences, and interests, and then we
have shaped the text around them. We have used experiences both inside and outside the classroom to create
a book that is both readable and enjoyable. We believe that the real applications found throughout every
chapter set the standard for readability and understanding of key concepts.

Learning business terminology, made easy. As students begin to study management, they will explore new
words and concepts. To help them learn this language, we define each new term in the chapter, display the
terms in bold, and offer a complete glossary at the end of the book.

Applied Features

Rather than provide a dry recitation of facts, we illustrate concepts with contemporary examples. In addition to
the in-text examples, we have several boxed features that provide more extensive examples in areas of
importance in today’s business environment. Each of the boxed features described below includes a series of
critical thinking questions to prompt the student to consider the implications of each business strategy.

Ethics in Practice. Ethics in Practice features demonstrate how businesses are responsible not only to the
bottom line, but to providing goods and services in a responsible manner.

This OpenStax book is available for free at http://cnx.org/content/col29124/1.5
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Managing Change. The turbulent business climate requires companies to adapt their business strategies in
response to a variety of economic, social, competitive, and technological forces. The Managing Change feature
highlights how businesses have altered their business strategies in response to these forces.

Catching the Entrepreneurial Spirit. This feature highlights the challenges and opportunities available in small
businesses and other entrepreneurial ventures.

Managerial Leadership. 1t is generally agreed that in a turbulent business climate leadership is an important
function of management that helps to maximize efficiency and to achieve organizational goals. Leaders initiate
action, motivate organizations, provide guidance, build morale, and create a sense of confidence within the
organization and to outside stakeholders.

Sustainability and Responsible Management. This feature highlights the knowledge, skills, tools, and self-
awareness that are needed to become responsible managers. While the area of corporate social responsibility
and sustainability has gained wide general support and commentary, these featured boxed items should
provide the reader with insights of how managers can embed responsible practices in their careers.

Activities and Cases That Put Knowledge to Work

Organizational Behavior helps students develop a solid grounding in the skills that they can apply throughout
their managerial careers. These skill-building activities and resources help build and polish competencies that
future employers will value.

Chapter Review Questions. These questions provide a broad set of challenging questions that students can
use to assure themselves that they have mastered the chapter concepts.

Management Skills Application Exercises. These activities at the end of each chapter present real-world
challenges and provide assignment material for students to hone their business skills.

Managerial Decision Exercises. These activities provide assignment material that challenge students’
decision-making processes. There are a variety of exercises for individual or team assignments.

Critical Thinking Case. The Critical Thinking case in each chapter invites students to explore business
strategies of various companies, analyze business decisions, and prepare comments.

Additional Resources

Student and Instructor Resources

We’ve compiled additional resources for both students and instructors, including Getting Started Guides.
Instructor resources require a verified instructor account, which you can apply for when you log in or create
your account on openstax.org.

Instructor and student resources are typically available within a few months after the book’s initial publication.
Take advantage of these resources to supplement your OpenStax book.

Comprehensive instructor’s manual. Each component of the instructor’s manual is designed to provide
maximum guidance for delivering the content in an interesting and dynamic manner. The instructor’s manual
includes an in-depth lecture outline, which is interspersed with lecture “tidbits” that allow instructors to add
timely and interesting enhancements to their lectures.

Test bank. With nearly 1,000 true/false, multiple-choice, fill-in-the-blank, and short-answer questions in our
test bank, instructors can customize tests to support a variety of course objectives. The test bank is available in
Word format.
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PowerPoint lecture slides. The PowerPoint slides provide images and descriptions as a starting place for
instructors to build their lectures.

Community Hubs

OpenStax partners with the Institute for the Study of Knowledge Management in Education (ISKME) to offer
Community Hubs on OER Commons—a platform for instructors to share community-created resources that
support OpenStax books, free of charge. Through our Community Hubs, instructors can upload their own
materials or download resources to use in their own courses, including additional ancillaries, teaching
material, multimedia, and relevant course content. We encourage instructors to join the hubs for the subjects
most relevant to your teaching and research as an opportunity both to enrich your courses and to engage with
other faculty.

To reach the Community Hubs, visit www.oercommons.org/hubs/OpenStax.

Technology Partners

As allies in making high-quality learning materials accessible, our technology partners offer optional low-cost
tools that are integrated with OpenStax books. To access the technology options for your text, visit your book
page on openstax.org.

Contributing Authors

J. Stewart Black, INSEAD

David S. Bright, Wright State University
Donald G. Gardner, University of Colorado-Colorado Springs
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Management and Organizational Behavior

Exhibit 1.1 (leyla.a/ flickr/ Attribution 2.0 Generic (CC BY 2.0))

-7 Introduction

Learning Outcomes

After reading this chapter, you should be able to answer these questions:

What is the meaning of work in a societal context?
How do recognize and meet the challenges facing managers in the new millennium?
What is expected of a manager?

N2

What is the role of the behavioral sciences in management and organizations?

EXPLORING MANAGERIAL CAREERS

The Management Challenge at Apple and Google

When Apple was developing iOS 10, a group of 600 engineers was able to debug, develop, and deploy
the new programming within two years. Contrarily, Microsoft engineers were able to develop and
execute the programming on Vista, but it took considerably longer and was a bigger undertaking, with
almost 6,000 engineers at hand. What was the difference?

According to the study conducted by leadership consulting firm Bain & Company, companies like Apple,
Google, and Netflix are 40 percent more productive than the average company. Some may think that this
is a product of the hiring pool; big companies generally attract a more talented group of recruits. With
unique benefits and prowess in the industry, this must be the case. Wrong. Google and Apple have
found a way to answer the most fundamental question in management: How do you balance
productivity while maintaining employee satisfaction and commitment?
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Companies such as Google have approximately the same percentage of “star players” as other
companies, but instead of spreading out the talent, they group them dynamically to achieve more
throughout the day. This grouping focuses on grouping key players in the most business-critical roles,
and is the key to success for the overall company. You've heard the saying “You're only as strong as your
weakest link,” and in the case of Apple, there were no weak links, making their productivity extremely
high overall. To make matters more complicated, the fast-paced workplace and technology changes,
including the diversity of employees and the global marketplace, takes a considerable toll on employee
expectations, as do the overall stresses of the business performance. Apple is just one example of a
company that figured out one of the pieces to this puzzle, but it is illustrative of what is happening in the
workplace all around the globe.

Contemporary managers are witnessing changes in technologies, markets, competition, workforce
demographics, employee expectations, and ethical standards. At the heart of these changes is the issue
of how to manage people effectively. To attain corporate objectives, each manager must discover how to
develop and maintain a workforce that can meet today’s needs while getting ready for tomorrow's
challenges. As a result, managers are asking questions such as:

How can we meet the international competition?

How can we make this organization more effective?

How can we better utilize our human resources?

How can we create a more satisfying and rewarding work environment for all employees?
How can we improve the quality of our products?

How can we improve communication and decision-making processes at work?

How should we evaluate and reward performance?

How can we develop the company leaders of tomorrow?

Questions such as these point to the issue of effective management. That is, what can managers do to
improve both organizational and employee performance? Effective management requires an in-depth
knowledge of financial management, marketing research and consumer behavior, accounting and
control practices, manufacturing and production techniques, and quantitative methods. In addition,
however, effective management requires “people skills.” That is, a good manager must be able to
motivate his employees, to lead skillfully, to make appropriate and timely decisions, to communicate
effectively, to organize work, to deal with organizational politics, and to work to develop both employees
and the organization as a whole. These issues constitute the subject of this course. We shall examine
principles of the behavioral sciences that can help managers improve both their own skills and abilities
and those of their subordinates in order to enhance organizational performance and effectiveness.

As a prelude to this analysis, we begin with a brief look at the natures of work and of management.
Contemporary challenges are discussed. Next, we consider a model of organizational behavior that will
serve as a guide throughout the study of management and organizational behavior. We begin with an
examination of work.

1.1 | The Nature of Work

1. What is the meaning of work in a societal context?

This OpenStax book is available for free at http://cnx.org/content/col29124/1.5



Chapter 1 Management and Organizational Behavior 9

The Meaning of Work

What is work, and how do people feel about the work they do? These questions may be answered from several
perspectives. Perhaps one of the best ways to understand how people feel about their jobs is simply to ask
them. A number of years ago Chicago writer Studs Terkel did exactly that. How did the people he interviewed
feel about their jobs? Here are some excerpts from his book Working.'

I'm a dying breed. . .. A laborer. Strictly muscle work . . . pick it up, put it down, pick it up, put it
down ... you can’t take pride any more. You remember when a guy could point to a house he built,
how many logs he stacked. He built it and he was proud of it.

—Steelworker [p. 1]

I changed my opinion of receptionists because now I'm one. It wasn’t the dumb broad at the front
desk who took telephone messages. She had to be something else because I thought I was
something else. I was fine until there was a press party. We were having a fairly intelligent
conversation. Then they asked me what I did. When I told them, they turned around to find other
people with name tags. I wasn’t worth bothering with. I wasn’t being rejected because of what I
said or the way I talked, but simply because of my function.

—Receptionist [p. 57]

People ask me what I do, I say, “I drive a garbage truck for the city.” ... I have nothing to be
ashamed of. I put in my eight hours. We make a pretty good salary. I feel I earn my money. ... My
wife’s happy; this is the big thing. She doesn’t look down at me. I think that’s more important than
the white-collar guy looking down at me.

—Sanitation Truck Driver [p. 149]

I'm human. I make mistakes like everybody else. If you want a robot, build machines. If you want
human beings, that’'s what I am.

—Policeman [p. 186]

I usually say I'm an accountant. Most people think it's somebody who sits there with a green
eyeshade and his sleeves rolled up with a garter, poring over books, adding things—with glasses. I
suppose a certified public accountant has status. It doesn’t mean much to me. Do I like the job or
don’tI? That's important.

—Accountant [p. 351]

The boss . . . lost his secretary. She got promoted. So they told this old timekeeper she’s to be his
secretary-assistant. Oh, she’s in her glory. No more money or anything and she’s doing two jobs all
day long. She’s rushin” and runnin’ all the time, all day. She’s a nervous wreck. And when she asked
him to write her up for an award, he refused. That's her reward for being so faithful, obedient.

—Process Clerk [p. 461]

Examples such as these—and there are many, many more—show how some employees view their jobs and
the work they perform. Obviously, some jobs are more meaningful than others, and some individuals are more
easily satisfied than others. Some people live to work, while others simply work to live. In any case, people
clearly have strong feelings about what they do on the job and about the people with whom they work. In our
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study of behavior in organizations, we shall examine what people do, what causes them to do it, and how they
feel about what they do. As a prelude to this analysis, however, we should first consider the basic unit of
analysis in this study: work itself. What is work, and what functions does it serve in today’s society?

Work has a variety of meanings in contemporary society. Often we think of work as paid employment—the
exchange of services for money. Although this definition may suffice in a technical sense, it does not
adequately describe why work is necessary. Perhaps work could be more meaningfully defined as an activity
that produces something of value for other people. This definition broadens the scope of work and
emphasizes the social context in which the wage-effort bargain transpires. It clearly recognizes that work has
purpose—it is productive. Of course, this is not to say that work is necessarily interesting or rewarding or
satisfying. On the contrary, we know that many jobs are dull, repetitive, and stressful. Even so, the activities
performed do have utility for society at large. One of the challenges of management is to discover ways of
transforming necessary yet distasteful jobs into more meaningful situations that are more satisfying and
rewarding for individuals and that still contribute to organizational productivity and effectiveness.

Functions of Work

We know why work activities are important from an organization’s viewpoint. Without work there is no
product or service to provide. But why is work important to individuals? What functions does it serve?

First, work serves a rather obvious economic function. In exchange for labor, individuals receive necessary
income with which to support themselves and their families. But people work for many reasons beyond simple
economic necessity.

Second, work also serves several social functions. The workplace provides opportunities for meeting new
people and developing friendships. Many people spend more time at work with their co-workers than they
spend at home with their own families.

Third, work also provides a source of social status in the community. One’s occupation is a clue to how one is
regarded on the basis of standards of importance prescribed by the community. For instance, in the United
States a corporate president is generally accorded greater status than a janitor in the same corporation. In
China, on the other hand, great status is ascribed to peasants and people from the working class, whereas
managers are not so significantly differentiated from those they manage. In Japan, status is first a function of
the company you work for and how well-known it is, and then the position you hold. It is important to note
here that the status associated with the work we perform often transcends the boundaries of our
organization. A corporate president or a university president may have a great deal of status in the community
at large because of his position in the organization. Hence, the work we do can simultaneously represent a
source of social differentiation and a source of social integration.

Fourth, work can be an important source of identity and self-esteem and, for some, a means for self-
actualization. It provides a sense of purpose for individuals and clarifies their value or contribution to society.
As Freud noted long ago, “Work has a greater effect than any other technique of living in binding the
individual more closely to reality; in his work he is at least securely attached to a part of reality, the human
community.”? Work contributes to self-esteem in at least two ways. First, it provides individuals with an
opportunity to demonstrate competence or mastery over themselves and their environment. Individuals
discover that they can actually do something. Second, work reassures individuals that they are carrying out
activities that produce something of value to others—that they have something significant to offer. Without
this, the individual feels that he has little to contribute and is thus of little value to society.

We clearly can see that work serves several useful purposes from an individual’s standpoint. It provides a
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degree of economic self-sufficiency, social interchange, social status, self-esteem, and identity. Without this,
individuals often experience sensations of powerlessness, meaninglessness, and normlessness—a condition
called alienation. In work, individuals have the possibility of finding some meaning in their day-to-day
activities—if, of course, their work is sufficiently challenging. When employees are not involved in their jobs
because the work is not challenging enough, they usually see no reason to apply themselves, which, of course,
jeopardizes productivity and organizational effectiveness. This self-evident truth has given rise to a general
concern among managers about declining productivity and work values. In fact, concern about this situation
has caused many managers to take a renewed interest in how the behavioral sciences can help them solve
many of the problems of people at work.

CONCEPT CHECK

1. Define work.
2. What functions does work serve in modern society?

12 | The Changing Workplace

2. How do recognize and meet the challenges facing managers in the new millennium?

It has often been said that the only constant in life is change, and nowhere is this truer than in the workplace.
As one recent study concluded, “The United States is a competitive location to the extent that firms operating
in the U.S. are able to compete successfully in the global economy while supporting high and rising living
standards for the average American. Although the U.S. retains profound competitive strengths—for instance,
in higher education and entrepreneurship—those strengths are increasingly threatened by weaknesses in
areas such as the tax code, basic education, macroeconomic policies, and regulation.”> Companies face a
variety of changes and challenges that will have a profound impact on organizational dynamics and
performance. In fact, in many ways these changes and challenges will determine who will survive and prosper
into the next century and who will not. Among these challenges are the following:

The Challenge of International Competition

Until the 1980s, many American firms had little in the way of serious international competition. As a result,
there was little incentive to innovate and remain efficient and competitive. Many companies became lazy and
lost touch with their customers. This situation changed abruptly as companies in Asia and Western Europe
developed more sophisticated products and marketing systems and gained significant market shares in home
electronics, automobiles, medical equipment, telecommunications, and shipbuilding, to name a few areas. As a
result, American companies lost considerable clout—and profitability. In the 1990s and into the new
millennium, the lowering of trade barriers and acceptance of trade agreements like NAFTA led corporations to
seek less expensive labor overseas. This led to lower costs and the ability to offer products at more
competitive prices, but also led to a drop in manufacturing in industries like steel production, a drop in
manufacturing of products like iPhones, and the relocation of call centers from the U.S. to India.

If we examine corporate behavior during the early decades of the new millennium, it is not difficult to see



12 Chapter 1 Management and Organizational Behavior

some of the reasons for the demise. In short, many North American firms lost their industrial
competitiveness; that is, they lost their capacity to compete effectively in global markets, or they chose to
locate in foreign countries as a way to broaden their reach and become more competitive. Consider the
following examples:*

During the last year reported, India experienced a 7.5 percent annual growth rate in real GDP while China
recorded an increase of 6.7 percent. This is a measure of how economies are progressing. Great Britain,
France, and Italy all had close to 2 percent increases. At the same time, however, the United States recorded a
3.8 percent annual increase (and Canada had a 3 percent increase), a larger increase after a lethargic recovery
from the 2009 financial crisis.

While traditional jobs have shifted to developing countries, countries like the United States and Canada have
transformed their economies by incorporating more technology and automation as well as having a greater
proportion of the workforce in the service sectors. It is anticipated that the coming decades will continue to
bring disruption to traditional workplace skills that will result in challenging workers to continually evolve their
skills.

Finally, the number of products that were invented in the United States but are now primarily manufactured
overseas has increased dramatically—advances in technology are helping the United States regain the top spot
in world manufacturing. There had been a significant decline in our manufacturing sector as less expensive
labor in markets like India and China led companies to locate factories there. Since 2010, however, the United
States has risen from fourth place to second and is expected to claim the spot as the leading nation by 2020.
The major reasons for this are: advanced manufacturing capabilities require fewer “line workers,” and having
products produced near their major markets reduces transport and time to market.

Considering several indicators of the relative competitiveness of economies using seven metrics, the U.S.
performs quite well. The seven metrics are institutions, infrastructure, macroeconomic environment, health
and primary education, higher education and training, goods market efficiency, and labor market efficiency.
When taking all of these factors into consideration (see Table 1.1), the United States ranks very well and has
an environment of stable growth. One challenge is that workers will need to be nimble and evolve as new skills
arise and will need to embrace continuous education and training as a way of managing their careers.

Country/Economy Distance from Best
1 Switzerland 5.9 0.00% from best
2 United States 5.9 0.09% from best
3 Singapore 5.7 2.60% from best
4 Netherlands 5.7 3.34% from best
5 Germany 5.7 3.46% from best
6 Hong Kong SAR 5.5 5.56% from best

Table 1.1 (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)
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Country/Economy Distance from Best
7 Sweden 5.5 5.78% from best
8 United Kingdom 5.5 5.99% from best
9 Japan 5.5 6.19% from best
10 Finland 5.5 6.29% from best

Source: Adapted from World Economic Forum, “Global Competitiveness Index,”
http://reports.weforum.org/global-competitiveness-index-2017-2018/competitiveness-
rankings/#series=GCI, accessed July 19, 2018.

Table 1.1 (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)

In terms of organizational survival, herein lies what is perhaps management’s biggest challenge: how to
become more competitive. Greater competitiveness requires an understanding of individuals, groups, and
entire organizational systems. Throughout this course, we shall see numerous examples of how companies
from around the world are meeting the challenges of global competition. Particular emphasis will be placed on
management practices in other countries as a point of comparison.

The Challenge of New Technologies

Although it is common to think of “high tech” as applying only to the aerospace and telecommunications
industries, advanced technologies can be found throughout most industries. For example, most of us are
familiar with the explosive growth in computing. Both hardware and software change so rapidly that it is
difficult for many companies to keep up. Personal computers are being replaced by cell phones that are now
faster and more powerful than their predecessors. Cloud computing and access to big data and applications
transform data into useful information that is increasingly complex and increasingly user friendly. In
November of 1971 Intel launched the first microchip. Today, a modern Intel Skylake processor contains around
1.75 billion transistors—half a million of them would fit on a single transistor from the 4004—and collectively
they deliver about 400,000 times as much computing muscle.> More and more companies are using computer-
based systems and equipment—such as e-mail, real-time messaging and file sharing, PDAs, and cell
phones—for communications. As a result, the way in which employees and managers communicate and make
decisions is changing dramatically, and the importance of educated and knowledgeable workers is increasing
rapidly.

Technological changes also can be seen in the increased use of robotics, expert systems, and computer-
integrated manufacturing systems, which have changed the way many products are manufactured today.
Such changes affect not only production efficiency and product quality but also the nature of jobs. In many
industries, the first-line supervisors are disappearing and being replaced by self-managing work teams who
assume responsibility for production scheduling, quality control, and even performance appraisals. All of these
technological changes require managers who are capable of effectively implementing technological change in
the workplace—managers who can adapt to the technological imperative while still maintaining and
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developing the organization’s human resources. We will examine the role of technology as it relates to
organization structure, job design, communication, decision-making, and work-related stress. We will see how
some companies successfully adapted to technological change in a way that benefited all parties concerned.

~
[

MANAGING CHANGE

Siri Struggles to Keep Up with the Competition

Many executives struggle in the ongoing competitive landscape of technology. With fast-paced changes,
staying one step ahead as well as being able to pivot quickly to respond to action are two critical
elements to successful leadership.

Apple Inc. has made its third change in the past year to the leadership of the artificial intelligence voice-
assistance system Siri. Due to many factors, including being outperformed by the competition such as
Google Assistant and Amazon Inc.’s Alexa, the company decided to pivot and make the change.

These two systems have seen incredible growth in 2018, with the Amazon Echo and Google Home
claiming each 34 percent of the market. Now John Giannandrea, formerly Google’s head of search and
AL has joined the Apple team and is tasked with getting on the rival's level from which he came (Verge
2018).

He will be challenged not only by having a new culture and company to fit into, but also by finding a
good balance on how to innovate in his new role, as well as taking the best practices that he has from his
previous role and applying it to boost the success of the Apple artificial intelligence. Keys to his success
will be how quickly he can adapt to the new role, learning, adapting, and making changes along the way
to bring Apple back to the playing field of artificial intelligence.

Question 1: What other challenges would a new executive have coming from a competing company?

Question 2: How much change is too much? What cautions should Apple be concerned about with all of
the turnover for this position?

Sources: Nick Statt, “Apple’s New AI Chief Now Oversees Siri, Core ML, and Machine Learning Teams,”
The Verge, July 10, 2018, https://www.theverge.com/2018/7/10/17555652/apple-siri-ai-john-giannandrea-
machine-learning-core-ml-teams; Stephen Nellis, “Apple Shifts Responsibility For Siri to Operating
System Chief,” Reuters, September 1, 2017, https://www.reuters.com/article/us-apple-siri/apple-shifts-
responsibility-for-siri-to-operating-system-chief-idUSKCN1BC65B; Tripp Mickle, Apple Hands Siri
Responsibility to Executive Poached from Google,” The Wall Street Journal, July 10, 2018,
https://www.wsj.com/articles/apple-hands-siri-responsibilities-to-executive-poached-from-
google-1531261759.

The Challenge of Increased Quality

The challenge of industrial competitiveness incorporates several interrelated factors, including an appropriate
product mix, manufacturing efficiency, effective cost controls, investment in research and development, and
so forth. Not to be ignored in this pursuit is the quest for increased quality control of the products and services
offered in the marketplace. Total Quality Management (TQM) is a term often used to describe comprehensive
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efforts to monitor and improve all aspects of quality within a firm. BMW established and continues to maintain
its reputation in part because customers have come to respect its high level of quality. Quality is also a major
reason for the success of many Japanese products in North America. Simply put, if companies are going to
compete, renewed efforts must be devoted to enhanced quality assurance. This, too, is a management
challenge. How can managers get employees to care about the products they produce or the services they
offer? In this book, we will consider both the issue of quality control (what is it?) and mechanisms of ensuring
improved product quality (how do we get it?).

Moreover, quality control includes several organizational issues. For instance, how can managers get parties
who are traditionally independently associated with a product to work together to build a better product? That
is, how can they get the design staff, manufacturing engineers, workers, suppliers—and potential
customers—to come together and cooperate in developing and manufacturing a superior product? Later in
the book we will examine several instances in which such teamwork played a major role in quality
improvement.

The Challenge of Employee Motivation and Commitment

A major hurdle in the pursuit of industrial competitiveness is the traditional adversarial relationship between
management and workers. Whether a company is unionized or not, we see situations in which the average
employee simply sees no reason to increase output or to improve the quality of existing outputs. Frequently,
the company’s reward system restricts, rather than increases, performance. At other times, rewards
encourage employees to increase quantity at the expense of quality. Furthermore, North American companies
often view their workforce as a variable expense (in contrast to Japan, where the workforce is viewed as a fixed
expense) and lay workers off when they are not needed for short-run activities. As a result, returning the favor,
employees see little reason to be committed or loyal to their employers. Turnover and absenteeism rates are
often unreasonably high, further eroding performance efficiency and effectiveness.

If companies are to succeed in an increasingly turbulent environment, managers must discover better ways to
develop and motivate employees. A company’s human resources often represent its biggest single asset, and
failing to properly nurture this asset leads to suboptimal return on an organization’s resources. Part of solving
this problem involves knowing and understanding today’s employees. Exhibit 1.2 illustrates the various
characteristics employees consider important in their employers. Overall, employees seem to have a fairly
positive outlook on their employers. As illustrated in Exhibit 1.3, however, many millennials do not see their
tenure lasting for a long period and expect to have another job soon.
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Percentage who said businesses

Have no ambition beyond
wanting to make money.

Leaders are committed to
helping to improve society.

Focus on their own agenda rather
than considering the wider society.
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Exhibit 1.2 How Employees View Their Employers Source: Adapted from Deloitte, “2016 Deloitte Millennial Survey,” accessed July 18, 2018,
https://www2.deloitte.com/content/dam/Deloitte/global/Documents/About-Deloitte/gx-millenial-survey-2016-exec-summary.pdf. (Attribution:
Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)

Two in three millennials plan on leaving their jobs by 2020.
Percentage that expect to leave by time period.
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Exhibit 1.3 Millennials and the Workplace Source: Adapted from Deloitte, “2016 Deloitte Millennial Survey,” accessed July 18, 2018,
https://www2.deloitte.com/content/dam/Deloitte/global/Documents/About-Deloitte/gx-millenial-survey-2016-exec-summary.pdf. (Attribution:
Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)

This problem is made all the more difficult by the changing nature of occupations. As shown in Table 1.2, we
are seeing a sharp increase in the number of technicians, service workers, and sales workers. Growth also can
be expected in engineering and managerial positions. These changes require a new look at how such
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employees are motivated. For example, do we motive an engineer the same way we motivate a sales
representative? How do we motivate senior executives as opposed to junior managers? In this book, we shall
touch on these issues when we examine approaches to employee motivation. Managers have at their disposal
several ways in which to increase employee motivation and performance, and an effective manager learns
how and when to use each approach.

Occupation Growth Rate 2016-2026 2017 Median Pay
Solar photovoltaic installers 105% $39,490
Wind turbine service technicians 96% $53,580
Home health aides 47% $23,210
Personal care aids 39% $23,110
Physician assistants 37% $104,860
Nurse practitioner 36% $103,880
Statistician 34% $84,060
Physical therapist assistant 31% $57,440
Software developers, applications 31% $101,790
Mathematicians 30% $103,010
Physical therapist aides 29% $25,730
Bicycle repairs 29% $28,390
Medical assistants 29% $32,480

Source: “Fastest Growing Occupations,” Occupational Outlook Handbook, Bureau of Labor Statistics,
https://www.bls.gov/ooh/fastest-growing.htm, accessed July 18, 2018.

Table 1.2 (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)

The Challenge of Managing a Diverse Workforce

Historically, the American economy has been dominated by white males. They have filled the vast majority of
managerial positions and many of the more important blue-collar jobs, becoming skilled craftsmen.
Traditionally, women filled lower-paying clerical positions and often left the workforce to raise their families.
Minorities of both genders found considerable barriers to entering the labor market at the higher (and higher-
paying) levels. Now, things are changing, and the pace of this change is accelerating. Among other changes,
the twenty-first century will also bring major changes in terms of workforce demographics. We will see
changes in gender, race, and age.
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Exhibit 1.4 Kaisee Permanente The winner of the E Pluribus Unum Corporate Leadership Award, Kaiser Permanente focuses on the

elimination of racial and ethnic health care disparities and has been in the vanguard of efforts to create innovative, scalable approaches that
address the cultural and linguistic needs of patients, and thereby improve overall health care quality and outcomes. Its industry-leading
training, testing, and certification process for multilingual staff who serve as health care interpreters, as well as for the physicians who speak
with patients in languages other than English, helps to improve the quality of patient care while also capitalizing on the organization’s diverse
workforce. (Credit: Ted Eytan/ flickr/ Attribution-ShareAlike 2.0 Generic (CC BY-SA 2.0))

For example, we are seeing a drop in the percentage of white American-born male workers in the workplace.
Only 15 percent of new entrants into the workforce will be white males.® The percentages for nonwhites and
immigrants of both genders will increase (see Exhibit 1.5). In general, there are more women in positions of
responsibility in both the public and private sectors and more opportunities for minorities. Some predict that
the coming labor shortage will cause many companies to try to retain older workers for longer periods of time,
beyond the traditional retirement age. Additionally, the belief that mentally or physically challenged
individuals can play productive roles at work is increasing. Such changes bring opportunities for companies
but also potential problems of adjustment if not managed intelligently. We will examine several of these issues
when we discuss careers and employee development.
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Exhibit 1.5 Employed People by Race and Latino or Hispanic Ethnicity, 2016 Note: People whose ethnicity is identified as Hispanic or

Latino may be of any race. Data may not sum to 100 percent because of rounding. Source: U.S. Bureau of Labor Statistics, Current Population
Survey (CPS). (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)

The Challenge of Ethical Behavior

Finally, the future will bring a renewed concern with maintaining high standards of ethical behavior in
business transactions and in the workplace. Many executives and social scientists see unethical behavior as a
cancer working on the fabric of society both in business and beyond. Many are concerned that we face a crisis
of ethics in the West that is undermining our competitive strength. This crisis involves business, government,
customers, and employees. Especially worrisome is unethical behavior among employees at all levels of the
organization. For example, recent reports found that employees and vendors accounted for a higher
percentage of thefts than did retail customers.’

ETHICS IN PRACTICE

Papa John’s Founder under Fire

As a manager, and leader, the words and actions you take are incredibly important. John Schnatter,
founder and chairman of Papa John's Pizza, found this out the hard way. During a media training
conference call, Schnatter used derogatory comments and racial slurs. This call, although intended to be
a role-playing exercise, quickly turned into a bad dream for Schnatter. In response to this action, and
having admitted the fault, Schnatter was forced to resign as chairman after the local NAACP branch
called for his resignation. In addition, the board of directors decided that he would be removed from all
marketing, publicity, and pizza boxes, and they took the stance that “Papa John's is not an individual.
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Papa John's is a pizza company with 120,000 corporate and franchise team members around the world”
(Forbes 2018). Shares of stock for Papa John's soared after the announcement of his resignation, adding
$50 million to Schnatter’s total net worth (CNN Money 2018). The values of the company prevailed
through the actions of Schnatter, showcasing that despite making a mistake, the commitment to
maintaining an ethical standard is still an important value to Schnatter as well as the company overall.

Question 1: Do you think the actions of the board of directors were enough to uphold Papa John's
reputation?

Question 2: What other actions or types of training should Papa John's take with their employees in light
of the current state of ethical defamation of the company and founder?

Sources: Julie Jargon, “Papa John'’s Stock Soars After Chairman'’s resignation,” The Wall Street Journal, July
12, 2018, https://www.wsj.com/articles/papa-johns-directors-accept-chairmans-resignation-1531404524;
Megan Friedman, “John Schnatter Will No longer Be the Face of Papa John's,” Delish, July 16, 2018,
https://www.delish.com/food-news/a22162275/papa-johns-john-schnatter-removed-marketing/; Noah
Kirsch, “Papa John's Founder Resigns, Gains $50 Million in a Day,” Forbes, July 13, 2018,
https://www.forbes.com/sites/noahkirsch/2018/07/13/papa-johns-founder-john-schnatter-resigns-net-
worth-rises-50-million-in-a-day/#6aaf997f7123; Jordan Valinsky, “Papa John's Founder John Schnatter
Kicked Out of His Office,” CNN Money, July 16, 2018, https://money.cnn.com/2018/07/16/news/
companies/papa-johns-office/index.html

In addition, we hear about illegal and unethical behavior on Wall Street—pension scandals in which
disreputable executives gamble on risky business ventures with employee retirement funds, companies that
expose their workers to hazardous working conditions, and blatant favoritism in hiring and promotion
practices. Although such practices occur throughout the world, their presence nonetheless serves to remind
us of the challenges we face.

This challenge is especially difficult because standards for what constitutes ethical behavior lie in a “gray zone”
where clear-cut right-or-wrong answers may not always exist. For example, if you were a sales representative
for an American company abroad and your foreign competitors used bribes to get business, what would you
do? In the United States such behavior is illegal, yet it is perfectly acceptable in other countries. What is ethical
here? Similarly, in many countries women are systematically discriminated against in the workplace; it is felt
that their place is in the home. In the United States, again, this practice is illegal. If you ran an American
company in one of these countries, would you hire women in important positions? If you did, your company
might be isolated in the larger business community, and you might lose business. If you did not, you might be
violating what most Americans believe to be fair business practices.

Effective managers must know how to deal with ethical issues in their everyday work lives; therefore, we will
devote parts of this course to the role of ethics in decision-making, the exercise of power, performance
appraisals and reward systems, and so forth.

CONCEPT CHECK

1. Describe the extent and nature of the challenges facing the workplace in the next decade.
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2. What can be done about these challenges?

13 | The Nature of Management

3. What is expected of a manager?

If organizations are to be successful in meeting these challenges, management must lead the way. With
effective management, contemporary companies can accomplish a great deal toward becoming more
competitive in the global environment. On the other hand, ineffective management dooms the organization to
mediocrity and sometimes outright failure. Because of this, we turn now to a look at the nature of
management. However, we want to point out that even though our focus is on managers, what we discuss is
also relevant to the actions of nonmanagers. On the basis of this examination, we should be ready to begin
our analysis of what managers can learn from the behavioral sciences to improve their effectiveness in a
competitive environment.

What Is Management?

Many years ago, Mary Parker Follett defined management as “the art of getting things done through people.”
A manager coordinates and oversees the work of others to accomplish ends he could not attain alone. Today
this definition has been broadened. Management is generally defined as the process of planning, organizing,
directing, and controlling the activities of employees in combination with other resources to accomplish
organizational objectives. In a broad sense, then, the task of management is to facilitate the organization’s
effectiveness and long-term goal attainment by coordinating and efficiently utilizing available resources.
Based on this definition, it is clear that the topics of effectively managing individuals, groups, or organizational
systems is relevant to anyone who must work with others to accomplish organizational objectives.

Management exists in virtually all goal-seeking organizations, whether they are public or private, large or
small, profit-making or not-for-profit, socialist or capitalist. For many, the mark of an excellent company or
organization is the quality of its managers.

Managerial Responsibilities

An important question often raised about managers is: What responsibilities do managers have in
organizations? According to our definition, managers are involved in planning, organizing, directing, and
controlling. Managers have described their responsibilities that can be aggregated into nine major types of
activities. These include:

1. Long-range planning. Managers occupying executive positions are frequently involved in strategic
planning and development.

2. Controlling. Managers evaluate and take corrective action concerning the allocation and use of human,
financial, and material resources.

3. Environmental scanning. Managers must continually watch for changes in the business environment and
monitor business indicators such as returns on equity or investment, economic indicators, business
cycles, and so forth.

4. Supervision. Managers continually oversee the work of their subordinates.

5. Coordinating. Managers often must coordinate the work of others both inside the work unit and out.
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6. Customer relations and marketing. Certain managers are involved in direct contact with customers and
potential customers.

7. Community relations. Contact must be maintained and nurtured with representatives from various
constituencies outside the company, including state and federal agencies, local civic groups, and
suppliers.

8. Internal consulting. Some managers make use of their technical expertise to solve internal problems,
acting as inside consultants for organizational change and development.

9. Monitoring products and services. Managers get involved in planning, scheduling, and monitoring the
design, development, production, and delivery of the organization’s products and services.

As we shall see, not every manager engages in all of these activities. Rather, different managers serve different
roles and carry different responsibilities, depending upon where they are in the organizational hierarchy. We
will begin by looking at several of the variations in managerial work.

Variations in Managerial Work

Although each manager may have a diverse set of responsibilities, including those mentioned above, the
amount of time spent on each activity and the importance of that activity will vary considerably. The two most
salient perceptions of a manager are (1) the manager’s level in the organizational hierarchy and (2) the type of
department or function for which he is responsible. Let us briefly consider each of these.

Management by Level. We can distinguish three general levels of management: executives, middle
management, and first-line management (see Exhibit 1.6). Executive managers are at the top of the
hierarchy and are responsible for the entire organization, especially its strategic direction. Middle managers,
who are at the middle of the hierarchy, are responsible for major departments and may supervise other lower-
level managers. Finally, first-line managers supervise rank-and-file employees and carry out day-to-day
activities within departments.
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Exhibit 1.6 Levels in the Management Hierarchy (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)

Exhibit 1.7 shows differences in managerial activities by hierarchical level. Senior executives will devote more
of their time to conceptual issues, while first-line managers will concentrate their efforts on technical issues.
For example, top managers rate high on such activities as long-range planning, monitoring business
indicators, coordinating, and internal consulting. Lower-level managers, by contrast, rate high on supervising
because their responsibility is to accomplish tasks through rank-and-file employees. Middle managers rate
near the middle for all activities. We can distinguish three types of managerial skills:®

1. Technical skills. Managers must have the ability to use the tools, procedures, and techniques of their
special areas. An accountant must have expertise in accounting principles, whereas a production
manager must know operations management. These skills are the mechanics of the job.

2. Human relations skills. Human relations skills involve the ability to work with people and understand
employee motivation and group processes. These skills allow the manager to become involved with and
lead his or her group.

3. Conceptual skills. These skills represent a manager’s ability to organize and analyze information in order to
improve organizational performance. They include the ability to see the organization as a whole and to
understand how various parts fit together to work as an integrated unit. These skills are required to
coordinate the departments and divisions successfully so that the entire organization can pull together.

As shown in Exhibit 1.7, different levels of these skills are required at different stages of the managerial
hierarchy. That is, success in executive positions requires far more conceptual skill and less use of technical
skills in most (but not all) situations, whereas first-line managers generally require more technical skills and
fewer conceptual skills. Note, however, that human or people skills remain important for success at all three
levels in the hierarchy.
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Executive Managers Middle Managers First-Line Managers

Exhibit 1.7 Difference in Skills Required for Successful Management According to Level in the Hierarchy (Attribution: Copyright Rice
University, OpenStax, under CC BY-NC-SA 4.0 license)

Management by Department or Function. In addition to level in the hierarchy, managerial responsibilities
also differ with respect to the type of department or function. There are differences found for quality
assurance, manufacturing, marketing, accounting and finance, and human resource management
departments. For instance, manufacturing department managers will concentrate their efforts on products
and services, controlling, and supervising. Marketing managers, in comparison, focus less on planning,
coordinating, and consulting but more on customer relations and external contact. Managers in both
accounting and human resource management departments rate high on long-range planning, but will spend
less time on the organization’s products and service offerings. Managers in accounting and finance are also
concerned with controlling and with monitoring performance indicators, while human resource managers
provide consulting expertise, coordination, and external contacts. The emphasis on and intensity of
managerial activities varies considerably by the department the manager is assigned to.

At a personal level, knowing that the mix of conceptual, human, and technical skills changes over time and that
different functional areas require different levels of specific management activities can serve at least two
important functions. First, if you choose to become a manager, knowing that the mix of skills changes over
time can help you avoid a common complaint that often young employees want to think and act like a CEO
before they have mastered being a first-line supervisor. Second, knowing the different mix of management
activities by functional area can facilitate your selection of an area or areas that best match your skills and
interests.
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In many firms, managers are rotated through departments as they move up in the hierarchy. In this way they
obtain a well-rounded perspective on the responsibilities of the various departments. In their day-to-day tasks
they must emphasize the right activities for their departments and their managerial levels. Knowing what
types of activity to emphasize is the core of the manager’s job. In any event, we shall return to this issue when
we address the nature of individual differences in the next chapter.

The Twenty-First Century Manager

We discussed above many of the changes and challenges facing organizations in the twenty-first century.
Because of changes such as these, the managers and executives of tomorrow will have to change their
approaches to their jobs if they are to succeed in meeting the new challenges. In fact, their profiles may even
look somewhat different than they often do today. Consider the five skills that Fast Company predicts that
successful future managers, compared to the senior manager in the year 2000, will need. The five skills are:
the ability to think of new solutions, being comfortable with chaos, an understanding of technology, high
emotional intelligence, and the ability to work with people and technology together.

For the past several decades, executive profiles have typically looked like this: He started out in finance with an
undergraduate degree in accounting. He methodically worked his way up through the company from the
controller’s office in a division, to running that division, to the top job. His military background shows. He is
used to giving orders—and to having them obeyed. As head of the philanthropic efforts, he is a big man in his
community. However, the first time he traveled overseas on business was as chief executive. Computers, which
became ubiquitous during his career, make him nervous.’

Now compare this with predictions about what a twenty-first-century executive will look like:

Her [or his] undergraduate degree might be in French literature, but she also has a joint MBA/engineering
degree. She started in research and was quickly picked out as a potential CEO. She is able to think creatively
and thrives in a chaotic environment. She zigzagged from research to marketing to finance. She is comfortable
with technology and people, with a high degree of emotional intelligence. She proved valuable in Brazil by
turning around a failing joint venture. She speaks multiple languages and is on a first-name basis with
commerce ministers in half a dozen countries. Unlike her predecessor’s predecessor, she isn't a drill sergeant.
She is first among equals in a five-person office of the chief executive.

Clearly, the future holds considerable excitement and promise for future managers and executives who are
properly prepared to meet the challenges. How do we prepare them? One study suggested that the manager
of the future must be able to fill at least the following four roles:'®

Global strategist. Executives of the future must understand world markets and think internationally. They
must have a capacity to identify unique business opportunities and then move quickly to exploit them.

Master of technology. Executives and managers of the future must be able to get the most out of emerging
technologies, whether these technologies are in manufacturing, communications, marketing, or other areas.

Leadership that embraces vulnerability. The successful executive of the future will understand how to cut
through red tape to get a job done, how to build bridges with key people from highly divergent backgrounds
and points of view, and how to make coalitions and joint ventures work.

Follow-from-the-front motivator. Finally, the executive of tomorrow must understand group dynamics and
how to counsel, coach, and command work teams and individuals so they perform at their best. Future
organizations will place greater emphasis on teams and coordinated efforts, requiring managers to
understand participative management techniques.
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Great communicator. To this list of four, we would add that managers of the future must be great
communicators. They must be able to communicate effectively with an increasingly diverse set of employees
as well as customers, suppliers, and community and government leaders.

Whether these predictions are completely accurate is difficult to know. Suffice it to say that most futurists
agree that the organizational world of the twenty-first century will likely resemble, to some extent, the portrait
described here. The task for future managers, then, is to attempt to develop these requisite skills to the extent
possible so they will be ready for the challenges of the next decade.

CONCEPT CHECK

1. Define management.
2. How does the nature of management change according to one’s level and function in the
organization?

14 | A Model of Organizational Behavior and Management

4. What is the role of the behavioral sciences in management and organizations?

A major responsibility—perhaps the major responsibility—of managers is to make organizations operate
effectively. Bringing about effective performance, however, is no easy task. As Nadler and Tushman note:

Understanding one individual’s behavior is challenging in and of itself; understanding a group that's made up
of different individuals and comprehending the many relationships among those individuals is even more
complex. Imagine, then, the mind-boggling complexity of a large organization made up of thousands of
individuals and hundreds of groups with myriad relationships among these individuals and groups.’

Despite this difficulty, however, organizations must be managed. Nadler and Tushman continue:

Ultimately the organization’s work gets done through people, individually or collectively, on their own or in
collaboration with technology. Therefore, the management of organizational behavior is central to the
management task—a task that involves the capacity to understand the behavior patterns of individuals,
groups, and organizations, to predict what behavioral responses will be elicited by various managerial actions,
and finally to use this understanding and these predictions to achieve control."?

The work of society is accomplished largely through organizations, and the role of management is to see to it
that organizations perform this work. Without it, the wheels of society would soon grind to a halt.

What Is Organizational Behavior?

The study of the behavior of people in organizations is typically referred to as organizational behavior. Here,
the focus is on applying what we can learn from the social and behavioral sciences so we can better
understand and predict human behavior at work. We examine such behavior on three levels—the individual,
the group, and the organization as a whole. In all three cases, we seek to learn more about what causes
people—individually or collectively—to behave as they do in organizational settings. What motivates people?
What makes some employees leaders and others not? Why do groups often work in opposition to their
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employer? How do organizations respond to changes in their external environments? How do people
communicate and make decisions? Questions such as these constitute the domain of organizational behavior
and are the focus of this course.

To a large extent, we can apply what has been learned from psychology, sociology, and cultural anthropology.
In addition, we can learn from economics and political science. All of these disciplines have something to say
about life in organizations. However, what sets organizational behavior apart is its particular focus on the
organization (not the discipline) in organizational analysis (see Exhibit 1.8). Thus, if we wish to examine a
problem of employee motivation, for example, we can draw upon economic theories of wage structures in the
workplace. At the same time, we can also draw on the psychological theories of motivation and incentives as
they relate to work. We can bring in sociological treatments of social forces on behavior, and we can make use
of anthropological studies of cultural influences on individual performance. It is this conceptual richness that
establishes organizational behavior as a unique applied discipline. And throughout our analyses, we are
continually concerned with the implications of what we learn for the quality of working life and organizational
performance. We always look for management implications so the managers of the future can develop more
humane and more competitive organizations for the future.

Focus on Work
and Organization

Social and Behavioral

Sciences Organizational Behavior

* Psychology * Micro: individual behavior;
* Sociology group behavior

* Anthropology * Macro: organizations;

« Economics environments

* Political Science

Focus on
Management
Implication

Exhibit 1.8 Origins of Organizational Behavior (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)

For convenience, we often differentiate between micro- and macro-organizational behavior. Micro-
organizational behavior is primarily concerned with the behavior of individuals and groups, while macro-
organizational behavior (also referred to as organization theory) is concerned with organization-wide
issues, such as organization design and the relations between an organization and its environment. Although
there are times when this distinction is helpful, it is always important to remember that in most instances we
learn the most when we take a comprehensive view of organizational behavior and integrate these two
perspectives. That is, issues such as organization structure can influence employee motivation. Hence, by
keeping these two realms separate we lose valuable information that can help us better understand how to
manage organizations.
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Exhibit 1.9 Invo new Hire Xinyu Liu was hired as the studio as a designer at Invo, a Massachusetts-based firm. Prior to joining Invo, she was
a user experience researcher at Samsung, where she investigated how to apply future technologies in everyday living. Changing behavior for
good was a key component of the R&D work, leveraging invisible sensing tech, devising emotional effects, and crafting just-in-time graphic
communication. Her wide-ranging skills, from analyzing social behavior to 3D modeling to electronics to UI design, are well-suited for the multi-
domain projects at Invo. As part of the employee selection process, the hiring managers at Invo needed to recognize that their employees come
from various backgrounds and have varying abilities and skills, differing motivational levels, and different ambitions. Within the organizational
context, they needed to consider how Xinyu would fit on the team in the areas of communication, decision-making, and leadership, and how
she would handle power and organizational politics as she carried out her responsibilities. (Credit: Juhan Sonin/ flickr/ Attribution 2.0 Generic
(CCBY 2.0))

Building Blocks of Organizations

Understanding the behavior of people at work is fundamental to the effective management of an
organization. Obviously, a number of factors come together to determine this behavior and its organizational
consequences. In order to understand the origins and characteristics of these factors, it is necessary to have a
model that organizes and simplifies the variables involved. We offer such a model here in the hope that it will
bring some order to the study of this subject. The model can be considered in two parts (see Exhibit 1.10).
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Organizational Inputs from Environment

Human Government Raw Economic
Resources Regulations Materials  Conditions

: ; ! ! ! !

Individuals
and groups

/rganizational Processes
* Leadership

Tasks and « Communication Organization
technology ~ » Decision-making 7 design

* Power and politics

+ Conflict and negotiation

t

Management

! ! !

Organizational Outcomes

Capital Technology

Individual Group Organizational
performance  performance  effectiveness

Exhibit 1.10 A Model of Management and Organizational Behavior (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA
4.0 license)

The first part of the model is the simple recognition of organizational inputs and outcomes. That is,
organizations receive inputs from the external environment in the form of capital, raw materials, labor,
community or government support, and so forth. In addition, organizations experience or produce certain
outcomes, including (1) organizational goal attainment, (2) group performance and effectiveness, and (3)
individual performance and effectiveness. Thus, organizations and the people in them exist in a constant state
of flux, receiving and transforming inputs from the environment and returning those transformed inputs in
the form of finished goods and services, return on stockholders’ equity, salaries that are paid to employees,
and so forth. It is, in short, a dynamic system.

The second aspect of the model is the organization itself and all of its parts. One way to understand the
complexity of organizations is to think of them simply as a set of building blocks, including:

Individuals and groups. Organizations are collectives of individuals and groups working to pursue common
objectives. Their members come from various backgrounds and have varying abilities and skills, differing
motivational levels, and different ambitions. Within the organizational context, these people must
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communicate, make decisions, show leadership, and handle power and organizational politics as they carry
out their assigned activities.

Tasks and technology. In addition to variations among individuals and groups, we must recognize variations
in the technology of the workplace. That is, how does the work actually get done? Technology includes both
the actual design of jobs and the tools and techniques used in manufacture (e.g., robotics and expert
systems).

Organization design. Putting together these factors—individuals and groups and tasks—is the subject of
organization design. That is, how do we structure an organization so it effectively coordinates and controls
employee behavior to facilitate performance?

Organizational processes. In addition to people, machines, and structure, we must recognize a series of
organizational processes, such as leadership, communication, decision-making, power and politics, and so
forth. The processes largely determine the nature and quality of interpersonal and intergroup relations within
the workplace and, as such, influence ultimate organizational performance.

Management. Finally, the glue that holds these building blocks together is the character of management.
Throughout this text, we shall see numerous examples of how the degree of managerial effectiveness and
prowess have determined the success or failure of a venture. We shall take a managerial view throughout our
survey of organizational behavior.

There have been many attempts to provide a differentiation between leadership and management over time.
While they are not the same thing, they are necessarily linked, and complementary. Any effort to separate the
two is likely to cause more problems than it solves and as business evolved the content of leadership and
management has changed. The emergence of the “knowledge worker,” and the profound differences that this
causes the way business is organized. With the rise of the knowledge worker, one does not ‘manage’ people,
and instead the task is to lead people and the goal is to make productive the specific strengths and knowledge
of every individual.

These five variables, then, will constitute the primary ingredients of this book. We shall proceed sequentially,
beginning with individual behavior and moving to group and intergroup behavior and finally to organization
design and structure. On the basis of this, we will turn to a consideration of several of the more important
organizational processes. Finally, we will look to the future and examine ways that organizations can continue
to develop and improve their workforces and the organization as a whole. Throughout, the roles of technology
and management will be considered. Also, throughout, we will blend theory with research and practice.

CONCEPT CHECK

1. Discuss the role of management in the larger societal context.
2. What do you think the managers of the future will be like?
3. Identify what you think are the critical issues facing contemporary management. Explain.
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? | Key Terms

Alienation The experience of being isolated from a group or an activity to which one should belong, or in
which one should be involved.

Ethics Moral principles that govern a person's behavior or the conducting of an activity.

Executive managers Generally, a team of individuals at the highest level of management of an organization.

First-line management The level of management directly managing nonmanagerial employees.

Industrial competitiveness The ability to provide products and services more effectively and efficiently than
competitors.

Long-range planning A process of setting goals that outlines the path for the company's future.

Macro-organizational behavior Macro-organizational behavioral research steps back and looks at an
organization as a whole.

Management The process of planning, organizing, directing, and controlling the activities of employees in
combination with other resources to accomplish organizational objectives.

Micro-organizational behavior Micro-organizational behavioral studies focus on individual and group
dynamics within an organization.

Middle management The managers in an organization at a level just below that of senior executives.

Organization theory The study of organization designs and organization structures, relationship of
organizations with their external environment, and the behavior of managers and workers within
organizations.

Organizational behavior The study of the actions and attitudes of individuals and groups toward one
another and toward the organization as a whole.

Organizational design A formal methodology that identifies dysfunctional aspects of workflow, procedures,
structures and systems, and then realigns them to fit current business goals and develops plans to
implement change.

Organizational processes The activities that establish the business goals of the organization and develop
processes, product and resource assets that when used will help to achieve business goals.

Technology The application of scientific knowledge for practical purposes.

Theory A set of principles on which the practice of an activity is based.

Work All activity involving mental or physical effort done in order to achieve a purpose or result.

Summary of Learning Outcomes

1.1 The Nature of Work
1. What is the meaning of work in a societal context?

Work will almost inevitably be a large part of your life. An understanding of organizational behavior will aid
you in making that part of life more productive and enjoyable for yourself as well those you are in a position to
influence. In this course, our objective is to provide sound and relevant insights concerning individuals,
groups, and overall organizational systems that will be helpful to you not just as an executive or CEO but also
when you are starting your career as an individual contributor or subordinate.

1.2 The Changing Workplace
2. How do recognize and meet the challenges facing managers in the new millennium?

The fundamental challenge facing managers is how to achieve performance goals while simultaneously
providing for employee welfare and satisfaction. Work may be defined as an activity that produces something
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of value for other people. Work serves several functions, including economic, social, status, self-esteem, and
self-actualization. As managers in today’s environment, several challenges arise, including international
competition, new technologies, the need for increased quality, employee motivation and commitment, a
diverse workforce, and ethical behavior. These challenges must be met by managers concerned about survival
and competitiveness in the future.

1.3 The Nature of Management
3. What is expected of a manager?

Management is the process of planning, organizing, directing, and controlling the activities of employees in
combination with other resources to accomplish organizational goals. Managerial responsibilities include long-
range planning, controlling, environmental scanning, supervision, coordination, customer relations,
community relations, internal consulting, and monitoring of products and services. These responsibilities
differ by level in the organizational hierarchy and by department or function. The twenty-first-century
manager will differ from most current managers in four ways. In essence, he or she will be a global strategist,
a master of technology, a good politician, and a premier leader-motivator.

1.4 A Model of Organizational Behavior and Management
4. What is the role of the behavioral sciences in management and organizations?

Organizational behavior is the study of people in organizations. It can be studied on a micro level, which
focuses on individual or group behavior, or on a macro level, which focuses on organization-wide actions and
events. A model of organizational behavior is presented, consisting of five building blocks: individuals and
groups, tasks and technology, organization design, organizational processes, and management.

0| Chapter Review Questions

Define work.

What functions does work serve in modern society?

Describe the extent and nature of the challenges facing the workplace in the next decade.

What can be done about these challenges?

Define management.

How does the nature of management change according to one’s level and function in the organization?

No vk wpn-~

Discuss the role of management in the larger societal context. What do you think the managers of the
future will be like?
8. Identify what you think are the critical issues facing contemporary management. Explain.

| Critical Thinking Case

New Management Challenges for the New Age

Today’s news is littered with scandals, new allegations of sexual assault, and tragedy. Since 2017 and the
#metoo movement, stemming from the Harvey Weinstein scandal, more and more public figures have been
put into the spotlight to defend themselves against allegations from women around the globe.

Not only publicly, but privately in companies around the world, there have been firings and investigations into
misconduct from coworkers, managers, and CEOs. It is a relevant topic that is getting long-overdue publicity
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and encouraging more men and women to come forward to discuss openly rather than hide the events and
injustices of the past. Other events showcase the tumultuous and on-edge society we are living in, such as the
Charlottesville, VA, attack that left one dead and 19 injured when a person drove a car through a crowd of
protestors during a white nationalist gathering.

With unanticipated events on a daily business, it is important for companies to take a stand against racial
hatred and harassment of any kind, and to have firm policies when such events occur. Take Netflix, for
example, who in July 2018 fired their chief communications officer for saying the “N-word” in full form. This
event occurred during an internal meeting in which the speaker was not directing the slur at anyone specific,
but claimed it was being made as an emphatic point about offensive words in comedy programming. The
“Netflix way,” the culture that is built around radical candor and transparency, was put to the test during this
occurrence.

The offender, Jonathan Friedland, attempted to apologize for his misdeed, hoping it would fade away and his
apology would be accepted. However, it didn’t work that way; instead, the anger was palpable between
coworkers and eventually led to the firing of Friedland after a few months of inaction.

Netflixers are given a high level of freedom and responsibility within their “Netflix way” culture. Blunt
feedback is encouraged, and trust and discretion are the ultimate gatekeeper, as employees have access to
sensitive information and are ultimately trusted for how they expense items and take vacation time.

In the insanely fast-paced streaming-services industry, it is hard to keep this culture at a premium, butitis
imperative for the success of the company overall. “As you scale a company to become bigger and bigger, how
do you scale that kind of culture?” said Colin Estep, a former senior engineer who left voluntarily in 2016. “I
don’t know that we ever had a good answer.”

In order to keep up, sometimes the company is seen as harsh in their tactics to keep the best of the best. “I
think we’re transparent to a fault in our culture and that can come across as cutthroat,” said Walta Nemariam,
an employee in talent acquisition at Netflix.

Netflix has stayed true to their cultural values despite the pressures and sometimes negative connotations

associated with this “cutthroat” environment. Their ability to remain agile, while displaying no tolerance for
societal injustices, puts them at the forefront of new-age companies. It is a difficult pace to stay in line with,
but it seems that they are keeping in stride and remaining true to who they are, for now.

Questions:
1. How has the current cultural environment of our country shaped the way that companies are looking at

their own corporate cultural standards?

2. What are the potential downfalls and positive influences of the “Netflix way”?
How does Netflix’s internal culture negatively or positively affect their ability to stay competitive and
deliver cutting-edge content?

Sources: B. Stelter, “The Weinstein Effect: Harvey Weinstein scandal sparks movements in Hollywood and
beyond,” CNN Business, October 20, 2017, https://money.cnn.com/2017/10/20/media/weinstein-effect-harvey-
weinstein/; L. Hertzler, “Talking #MeToo, one year after bombshell Weinstein allegations,” Penn Today,
October 30, 2018, https://penntoday.upenn.edu/news/talking-me-too-one-year-later; S. Ramachandaran and J.
Flint, “At Netflix, Radical Transparency and Blunt Firings Unsettle the Ranks,” Wall Street Journal, October 25,
2018, https://www.wsj.com/articles/at-netflix-radical-transparency-and-blunt-firings-unsettle-the-
ranks-1540497174.
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Individual and Cultural Differences

Exhibit 2.1 (Credit: US Army Africa/ flickr/ Attribution 2.0 Generic (CC BY 2.0))

-7 Introduction

Learning Outcomes

After reading this chapter, you should be able to answer these questions:

How do managers and organizations appropriately select individuals for particular jobs?

How do people with different abilities, skills, and personalities build effective work teams?

How do managers and employees deal effectively with individual differences in the workplace?

How can organizations foster a work environment that allows employees an opportunity to develop and

N2

grow?
How do managers know how to get the best from each employee?
6. What is the role of ethical behavior in managerial actions?
7. How do you manage and do business with people from different cultures?

EXPLORING MANAGERIAL CAREERS

Building Back Trust on the Back End

One institution that has been around for generations is banking. However, many individuals have lost
faith in the banking system, and who's to blame them? Big banks have let the general consumer down
with security breaches and countless stories of scandals. One glaring example is Wells Fargo & Co., who
are still recovering their brand from their admission of creating nearly two million accounts for
customers without their permission. But this problem is not new. The approach to bolstering this trust
factor is, however, taking on a new perspective with some quick adaptation and managerial foresight.



36 Chapter 2 Individual and Cultural Differences

One CEO, Cathie Mahon, chief executive officer of the National Federation of Community Development
Credit Unions, is not taking the disparities between credit unions and big banks lying down. Credit
unions have always operated differently from big banks, and one key factor is that they are nonprofit
while their big-bank counterparts are for-profit enterprises. This also can mean that they offer higher
interest rates on deposits due to their size. Mahon has begun a keen undertaking to educate and
empower low-income residents about financial resources. Her most recent endeavor is to provide a
platform called CU Impact that keeps customers more informed about their balances, creates more
trustworthy auto-pay features, more information delivered at ATMs as well. The improvements to the
back-end reliability within the credit union system sustain the small, community feel of the credit union,
while providing powerful, trustworthy systems that restore faith in their business. Her willingness to
embrace technology and embrace differences of customers, employees, and the company structure
overall made her the key to success for the future of their business.

Sources: Cohen, Arianne, “The CEO Who's Leveling the Playing Field Between Credit Unions and Big
Banks,"” Bloomberg Businessweek, July 9, 2018, https://www.bloomberg.com/news/articles/2018-07-09/
the-ceo-who-s-leveling-the-playing-field-between-credit-unions-and-big-banks; Koren, James Rufus, “It's
been a year since the Wells Fargo scandal broke—and new problems are still surfacing,” Los Angeles
Times, September 8, 2017, http://www.latimes.com/business/la-fi-wells-fargo-one-
year-20170908-story.html.

21 | Individual and Cultural Factors in Employee Performance

1. How do managers and organizations appropriately select individuals for particular jobs?

As we can see in the example of Cathie Mahon, our unique personal characteristics can have a dramatic
influence on both individual behavior and the behavior of those around us. To succeed in any managerial
position, it is necessary to have the appropriate skills and abilities for the situation. Moreover, when selecting
subordinates, managers have similar concerns. In short, individual differences can play a major role in how
well someone performs on the job. They can even influence whether someone gets the job in the first place.
Because of this, we begin this section with a look at individual differences in the workplace.

Several factors can be identified that influence employee behavior and performance. One early model of job
performance argued simply that performance was largely a function of ability and motivation." Using this
simple model as a guide, we can divide our discussion of individual factors in performance into two categories:
those that influence our capacity to respond and those that influence our will or desire to respond. The first
category includes such factors as mental and physical abilities, personality traits, perceptual capabilities, and
stress-tolerance levels. The second category includes those variables dealing with employee motivation. Both
of these sets of factors are discussed in this part of the book as a prelude to more complex analyses of overall
organizational performance.

Specifically, we begin our analysis in this chapter with a look at individual differences, including employee
abilities and skills, personality variables, and work values. We will also examine the nature of culture and
cultural diversity as it affects behavior in organizations both at home and abroad. Later we look at perception
and job attitudes, and we review basic learning and reinforcement techniques. The basic theories of employee
motivation are then introduced, including the concept of employee needs. More complex cognitive models of
motivation will be examined, and finally, we review contemporary approaches to performance appraisals and
reward systems in organizations. All told, this coverage aims to introduce the reader to the more salient
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aspects of individual behavior as they relate to organizational behavior and effectiveness.

CONCEPT CHECK

1. What are the various abilities and skills that should be considered when hiring employees?

2. How should the personality differences and work values be taken into account when selecting
employees?

3. What is the role of cultural diversity in selecting employees?

22 | Employee Abilities and Skills

2. How do people with different abilities, skills, and personalities build effective work teams?

We begin with a look at employee abilities and skills. Abilities and skills generally represent those physical and
intellectual characteristics that are relatively stable over time and that help determine an employee’s capability
to respond. Recognizing them is important in understanding organizational behavior, because they often
bound an employee’s ability to do the job. For example, if a clerk-typist simply does not have the manual
dexterity to master the fundamentals of typing or keyboard entry, her performance will likely suffer. Similarly,
a sales representative who has a hard time with simple numerical calculations will probably not do well on the
job.

Mental Abilities

It is possible to divide our discussion of abilities and skills into two sections: mental abilities and physical
abilities. Mental abilities are an individual’s intellectual capabilities and are closely linked to how a person
makes decisions and processes information. Included here are such factors as verbal comprehension,
inductive reasoning, and memory. A summary is shown in Table 2.1.

+ Verbal comprehension. The ability to understand the meanings of words and their relations to each
other.

+ Word fluency. The ability to name objects or use words to form sentences that express an idea.

« Number aptitude. The ability to make numerical calculations speedily and accurately.

* Inductive reasoning. The ability to discover a rule or principle and apply it to the solution of a problem.

* Memory. The ability to remember lists of words and numbers and other associations.

+ Spatial aptitude. The ability to perceive fixed geometric figures and their relations with other geometric
figures.

+ Perceptual speed. The ability to perceive visual details quickly and accurately.

Table 2.1 (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)

From a managerial standpoint, a key aspect of mental ability is cognitive complexity. Cognitive complexity
represents a person’s capacity to acquire and sort through various pieces of information from the
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environment and organize them in such a way that they make sense. People with high cognitive complexity
tend to use more information—and to see the relationships between aspects of this information—than people
with low cognitive complexity. For example, if a manager was assigned a particular problem, would she have
the capacity to break the problem down into its various facets and understand how these various facets relate
to one another? A manager with low cognitive complexity would tend to see only one or two salient aspects of
the problem, whereas a manager with higher cognitive complexity would understand more of the nuances
and subtleties of the problem as they relate to each other and to other problems.

People with Jow cognitive complexity typically exhibit the following characteristics:?

They tend to be categorical and stereotypical. Cognitive structures that depend upon simple fixed rules of
integration tend to reduce the possibility of thinking in terms of degrees.

Internal conflict appears to be minimized with simple structures. Since few alternative relationships are
generated, closure is quick.

Behavior is apparently anchored in external conditions. There is less personal contribution in simple
structures.

Fewer rules cover a wider range of phenomena. There is less distinction between separate situations.

On the other hand, people with high levels of cognitive complexity are typically characterized by the following:?
Their cognitive system is less deterministic. Numerous alternative relationships are generated and considered.
The environment is tracked in numerous ways. There is less compartmentalization of the environment.

The individual utilizes more internal processes. The self as an individual operates on the process.

Research on cognitive complexity has focused on two important areas from a managerial standpoint:
leadership style and decision-making. In the area of leadership, it has been found that managers rated high on
cognitive complexity are better able to handle complex situations, such as rapid changes in the external
environment. Moreover, such managers also tend to use more resources and information when solving a
problem and tend to be somewhat more considerate and consultative in their approach to managing their
subordinates.” In the area of decision-making, fairly consistent findings show that individuals with high
cognitive complexity (1) seek out more information for a decision, (2) actually process or use more
information, (3) are better able to integrate discrepant information, (4) consider a greater number of possible
solutions to the problem, and (5) employ more complex decision strategies than individuals with low cognitive
complexity.®

Physical Abilities

The second set of variables relates to someone’s physical abilities. Included here are both basic physical
abilities (for example, strength) and psychomotor abilities (such as manual dexterity, eye-hand coordination,
and manipulation skills). These factors are summarized in Table 2.2.° Considering both mental and physical
abilities helps one understand the behavior of people at work and how they can be better managed. The
recognition of such abilities—and the recognition that people have different abilities—has clear implications
for employee recruitment and selection decisions; it brings into focus the importance of matching people to
jobs. For example, Florida Power has a 16-hour selection process that involves 12 performance tests. Over the
test period of a couple of years, 640 individuals applied for “lineperson” jobs. Of these, 259 were hired. As a
consequence of the new performance tests and selection process, turnover went from 43 percent to 4.5
percent, and the program saved net $1 million.” In addition to selection, knowledge of job requirements and
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individual differences is also useful in evaluating training and development needs. Because human resources
are important to management, it is imperative that managers become more familiar with the basic
characteristics of their people.

Physical Abilities

* Dynamic strength. The ability to exert muscular force repeatedly or continuously for a period of time.

* Trunk strength. The ability to exert muscular strength using the back and abdominal muscles.

+ Static strength. The amount of continuous force one is capable of exerting against an external object.

« Explosive strength. The amount of force one is capable of exerting in one or a series of explosive acts.

+ Extent flexibility. The ability to move the trunk and back muscles as far as possible.

* Dynamic flexibility. The ability to make rapid and repeated flexing movements.

* Gross body coordination. The ability to coordinate the simultaneous actions of different parts of the
body.

* Equilibrium. The ability to maintain balance and equilibrium in spite of disruptive external forces.

« Stamina. The ability to continue maximum effort requiring prolonged effort over time; the degree of
cardiovascular conditioning.

Psychomotor Abilities

+ Control precision. The ability to make fine, highly controlled muscular movements needed to adjust a
control mechanism.

«  Multilimb coordination. The ability to coordinate the simultaneous movement of hands and feet.

* Response orientation. The ability to make an appropriate response to a visual signal indicating a
direction.

* Rate control. The ability to make continuous anticipatory motor adjustments in speed and direction to
follow a continuously moving target.

* Manual dexterity. The ability to make skillful and well-directed arm-hand movements in manipulating
large objects quickly.

* Finger dexterity. The ability to make skillful and controlled manipulations of small objects.

* Arm-hand steadiness. The ability to make precise arm-hand movements where steadiness is extremely
important, and speed and strength are relatively unimportant.

* Reaction time. How quickly a person can respond to a single stimulus with a simple response.

« Aiming. The ability to make highly accurate, restricted hand movements requiring precise eye-hand
coordination.

Table 2.2 (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)

CONCEPT CHECK

1. Why should abilities and skills be taken into account when selecting employees?
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2. Describe the components of mental abilities, cognitive complexity, physical ability, and psychomotor
abilities.

23 | Personality: An Introduction

3. How do managers and employees deal effectively with individual differences in the workplace?

The second individual difference variable deals with the concept of personality. We often hear people use and
misuse the term personality. For example, we hear that someone has a “nice” personality. For our purposes,
we will examine the term from a psychological standpoint as it relates to behavior and performance in the
workplace. To do this, let us start with a more precise definition of the concept.

Definition of Personality

Personality can be defined in many ways. Perhaps one of the more useful definitions for purposes of
organizational analysis is offered by Salvatore Maddi, who defines personality as follows:

“...astable set of characteristics and tendencies that determine those communalities and differences in the
psychological behavior (thoughts, feelings, and actions) of people that have continuity in time and that may

not be easily understood as the sole result of the social and biological pressures of the moment.”®

Several aspects of this definition should be noted. First, personality is best understood as a constellation of
interacting characteristics; it is necessary to look at the whole person when attempting to understand the
phenomenon and its effects on subsequent behavior. Second, various dimensions of personality are relatively
stable across time. Although changes—especially evolutionary ones—can occur, seldom do we see major
changes in the personality of a normal individual. And third, the study of personality emphasizes both
similarities and differences across people. This is important for managers to recognize as they attempt to
formulate actions designed to enhance performance and employee well-being.

Influences on Personality Development

Early research on personality development focused on the issue of whether heredity or environment
determined an individual's personality. Although a few researchers are still concerned with this issue, most
contemporary psychologists now feel this debate is fruitless. As noted long ago by Kluckhohn and Murray:

“The two sets of determinants can rarely be completely disentangled once the environment has begun to
operate. The pertinent questions are: (1) which of the various genetic potentialities will be actualized as a
consequence of a particular series of life-events in a given physical, social, and cultural environment? and (2)
what limits to the development of this personality are set by genetic constitution?”?

In other words, if the individual is viewed from the whole-person perspective, the search for the determinants
of personal traits focuses on both heredity and environment as well as the interaction between the two over
time. In this regard, five major categories of determinants of personal traits may be identified: physiological,
cultural, family and social group, role, and situational determinants.

Physiological Determinants. Physiological determinants include factors such as stature, health, and sex that
often act as constraints on personal growth and development. For instance, tall people often tend to become
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more domineering and self-confident than shorter people. Traditional sex-role stereotyping has served to
channel males and females into different developmental patterns. For example, males have been trained to be
more assertive and females more passive.

Cultural Determinants. Because of the central role of culture in the survival of a society, there is great
emphasis on instilling cultural norms and values in children growing up. For instance, in capitalist societies,
where individual responsibility is highly prized, emphasis is placed on developing achievement-oriented,
independent, self-reliant people, whereas in socialistic societies, emphasis is placed on developing
cooperative, group-oriented individuals who place the welfare of the whole society ahead of individual needs.
Cultural determinants affect personal traits. As Mussen notes, “The child’s cultural group defines the range of
experiments and situations he is likely to encounter and the values and personality characteristics that will be
reinforced and hence learned.”'? Consider, for example, how Japanese society develops its world-renowned
work ethic.

Family and Social Group Determinants. Perhaps the most important influences on personal development
are family and social group determinants. For instance, it has been found that children who grow up in
democratic homes tend to be more stable, less argumentative, more socially successful, and more sensitive to
praise or blame than those who grow up in authoritarian homes.'" One’s immediate family and peers
contribute significantly to the socialization process, influencing how individuals think and behave through an
intricate system of rewards and penalties.

Role Determinants. People are assigned various roles very early in life because of factors such as sex,
socioeconomic background, and race. As one grows older, other factors, such as age and occupation, influence
the roles we are expected to play. Such role determinants often limit our personal growth and development as
individuals and significantly control acceptable behavior patterns.

Situational Determinants. Finally, personal development can be influenced by situational determinants.
These are factors that are often unpredictable, such as a divorce or death in the family. For instance, James
Abegglen studied 20 successful male executives who had risen from lower-class childhoods and discovered
that in three-fourths of the cases these executives had experienced some form of severe separation trauma
from their fathers. Their fathers (and role models) had either died, been seriously ill, or had serious financial
setbacks. Abegglen hypothesized that the sons’ negative identification with their fathers’ plights represented
a major motivational force for achievement and success.'?

CONCEPT CHECK

1. What is the role of personality and personality development in the workplace?

24 | Personality and Work Behavior

4. How can organizations foster a work environment that allows employees an opportunity to develop and
grow?

Personality theories that utilize the trait approach have proven popular among investigators of employee
behavior in organizations. There are several reasons for this. To begin with, trait theories focus largely on the
normal, healthy adult, in contrast to psychoanalytic and other personality theories that focus largely on
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abnormal behavior. Trait theories identify several characteristics that describe people. Allport insisted that our
understanding of individual behavior could progress only by breaking behavior patterns down into a series of
elements (traits).”® “The only thing you can do about a total personality is to send flowers to it,” he once said.
Hence, in the study of people at work, we may discuss an employee’s dependability, emotional stability, or
cognitive complexity. These traits, when taken together, form a large mosaic that provides insight into
individuals. A third reason for the popularity of trait theories in the study of organizational behavior is that the
traits that are identified are measurable and tend to remain relatively stable over time. It is much easier to
make comparisons among employees using these tangible qualities rather than the somewhat mystical
psychoanalytic theories or the highly abstract and volatile self theories.

The number of traits people are believed to exhibit varies according to which theory we employ. In an
exhaustive search, over 17,000 can be identified. Obviously, this number is so large as to make any reasonable
analysis of the effects of personality in the workplace impossible. In order for us to make any sense out of this,
it is necessary for us to concentrate on a small number of personality variables that have a direct impact on
work behavior. If we do this, we can identify six traits that seem to be relatively important for our purposes
here. It will be noted that some of these traits (for example, self-esteem or locus of control) have to do with
how we see ourselves, whereas other traits (for example, introversion-extroversion or dependability) have to
do with how we interact with others. Moreover, these traits are largely influenced by one’s personality
development and, in turn, influence actual attitudes and behaviors at work, as shown in Exhibit 2.2.

Influences on Personality

Personality Differences

Development (Examples)

* Physiology * Self-esteem

* Culture * Locus of control Work-Related
* Family and group — « Introversion- —— Attitudes and
* Role extroversion Behavior

* Situation * Authoritarianism

* Dogmatism
* Dependability

Exhibit 2.2 Relation of Personality to Attitudes and Behavior (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0
license)

Self-Esteem

One trait that has emerged recently as a key variable in determining work behavior and effectiveness is an
employee’s self-esteem. Self-esteem can be defined as one’s opinion or belief about one’'s self and self-worth.
It is how we see ourselves as individuals. Do we have confidence in ourselves? Do we think we are successful?
Attractive? Worthy of others’ respect or friendship?

Research has shown that high self-esteem in school-age children enhances assertiveness, independence, and
creativity. People with high self-esteem often find it easier to give and receive affection, set higher goals for
personal achievement, and exert energy to try to attain goals set for them. Moreover, individuals with high
self-esteem will be more likely to seek higher-status occupations and will take more risks in the job search. For
example, one study found that students possessing higher self-esteem were more highly rated by college
recruiters, received more job offers, and were more satisfied with their job search than students with low self-
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esteem.’* Hence, personality traits such as this one can affect your job and career even before you begin
work!

Locus of Control

Locus of control refers to the tendency among individuals to attribute the events affecting their lives either to
their own actions or to external forces; it is a measure of how much you think you control your own destiny.
Two types of individual are identified. People with an internal locus of control tend to attribute their
successes—and failures—to their own abilities and efforts. Hence, a student would give herself credit for
passing an examination; likewise, she would accept blame for failing.

In contrast, people with an external locus of control tend to attribute things that happen to them as being
caused by someone or something else. They give themselves neither credit nor blame. Hence, passing an
exam may be dismissed by saying it was “too easy,” whereas failing may be excused by convincing one’s self
that the exam was “unfair.”

If you want to determine your own locus of control, fill out the self-assessment in the end-of-chapter
assignments. This is an abbreviated and adapted version of the scale originally developed by Rotter. When you
have finished, refer to that reference for scoring procedures.

Recent research on locus of control suggests that people with an internal locus of control (1) exhibit greater
work motivation, (2) have stronger expectations that effort will lead to actual high job performance, (3)
perform better on tasks requiring learning or problem-solving, (4) typically receive higher salaries and salary
increases, and (5) exhibit less job-related anxiety than externals.’> Locus of control has numerous implications
for management. For example, consider what would happen if you placed an “internal” under tight
supervision or an “external” under loose supervision. The results probably would not be very positive. Or what
would happen if you placed both internals and externals on a merit-based compensation plan? Who would
likely perform better? Who might perform better under a piece-rate system?

Introversion-Extroversion

The third personality dimension we should consider focuses on the extent to which people tend to be shy and
retiring or socially gregarious. Introverts (introversion) tend to focus their energies inwardly and have a
greater sensitivity to abstract feelings, whereas extroverts (extroversion) direct more of their attention to
other people, objects, and events. Research evidence suggests that both types of people have a role to play in
organizations.'® Extroverts more often succeed in first-line management roles, where only superficial “people
skills” are required; they also do better in field assignments—for example, as sales representatives. Introverts,
on the other hand, tend to succeed in positions requiring more reflection, analysis, and sensitivity to people’s
inner feelings and qualities. Such positions are included in a variety of departments within organizations, such
as accounting, personnel, and computer operations. In view of the complex nature of modern organizations,
both types of individual are clearly needed.

Authoritarianism and Dogmatism

Authoritarianism refers to an individual’s orientation toward authority. More specifically, an authoritarian
orientation is generally characterized by an overriding conviction that it is right and proper for there to be
clear status and power differences among people."” According to T. W. Adorno, a high authoritarian is typically
(1) demanding, directive, and controlling of her subordinates; (2) submissive and deferential toward superiors;
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(3) intellectually rigid; (4) fearful of social change; (5) highly judgmental and categorical in reactions to others;
(6) distrustful; and (7) hostile in response to restraint. Nonauthoritarians, on the other hand, generally believe
that power and status differences should be minimized, that social change can be constructive, and that
people should be more accepting and less judgmental of others.

In the workplace, the consequences of these differences can be tremendous. Research has shown, for
example, that employees who are high in authoritarianism often perform better under rigid supervisory
control, whereas those rated lower on this characteristic perform better under more participative
supervision.'® Can you think of other consequences that might result from these differences?

Related to this authoritarianism is the trait of dogmatism. Dogmatism refers to a particular cognitive style
that is characterized by closed-mindedness and inflexibility.'® This dimension has particularly profound
implications for managerial decision-making; it is found that dogmatic managers tend to make decisions
quickly, based on only limited information and with a high degree of confidence in the correctness of their
decisions.?’ Do you know managers (or professors) who tend to be dogmatic? How does this behavior affect
those around them?

Dependability

Finally, people can be differentiated with respect to their behavioral consistency, or dependability. Individuals
who are seen as self-reliant, responsible, consistent, and dependable are typically considered to be desirable
colleagues or group members who will cooperate and work steadfastly toward group goals.?’ Personnel
managers often seek a wide array of information concerning dependability before hiring job applicants. Even
so, contemporary managers often complain that many of today’s workers simply lack the feeling of personal
responsibility necessary for efficient operations. Whether this is a result of the personal failings of the
individuals or a lack of proper motivation by superiors remains to be determined.

Obviously, personality factors such as those discussed here can play a major role in determining work

behavior both on the shop floor and in the executive suite. A good example of this can be seen in the events
leading up to the demise of one of America’s largest and oldest architectural firms. Observe the role of
personality in the events that follow.

Ve |
L4

MANAGING CHANGE

Personality Clash: Design vs. Default

Philip Johnson, at age 86, was considered the dean of American architecture and was known for such
landmarks as the AT&T building in New York and the Pennzoil Center in Houston, but he was also forced
out of the firm that he built, only to watch it fall into default and bankruptcy.

In 1969, Johnson invited John Burgee, who was just 35, to become his sole partner to handle the
management side of the business and thereby allow him to focus on the creative side. “I picked John
Burgee as my righthand man. Every design architect needs a Burgee. The more leadership he took, the
happier I was,” Johnson said. Burgee’s personality was perfectly suited to the nuts-and-bolts tasks of
managing the firm and overseeing the projects through construction.

For all his management effort, Burgee felt that only Johnson’s name ever appeared in the press. “It was
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always difficult for me, being a younger man and less flamboyant,” commented Burgee. Eventually,
Burgee was able to get Johnson to change the name of the firm, first to Philip Johnson & John Burgee
Architects, then to Johnson/Burgee Architects, and finally to John Burgee Architects, with Philip Johnson.
Although Burgee wanted to be involved in all aspects of the business, Johnson was unwilling to
relinquish control over design to Burgee.

In 1988, Burgee sent a four-page memo to Johnson in which he listed each of the firm’s 24 projects and
outlined the ones for which Johnson could initiate designs, initiate contact with clients, or work on
independently at home. Burgee also instructed Johnson not to involve himself with the younger
architects or advise them on their drawings.

The clash of the creative personality of Johnson and the controlling personality of Burgee came to a
climax when Burgee asked Johnson to leave the firm. Unfortunately, Burgee underestimated the reaction
of clients and lost many key contracts. Eventually, Burgee had to file for bankruptcy, and Johnson
continued working on his own, including a project for Estée Lauder.

Source: Michelle Pacelle, “Design Flaw.” Wall Street Journal, September 2, 1992, p. A1, A5.

CONCEPT CHECK

1. What are the things that managers can do to foster an environment where employees can gain
personal development and grow?

25 | Personality and Organization: A Basic Conflict?

5. How do managers know how to get the best from each employee?

Most theories of personality stress that an individual’s personality becomes complete only when the individual
interacts with other people; growth and development do not occur in a vacuum. Human personalities are the
individual expressions of our culture, and our culture and social order are the group expressions of individual
personalities. This being the case, it is important to understand how work organizations influence the growth
and development of the adult employee.

A model of person-organization relationships has been proposed by Chris Argyris.?? This model, called the
basic incongruity thesis, consists of three parts: what individuals want from organizations, what
organizations want from individuals, and how these two potentially conflicting sets of desires are harmonized.

Argyris begins by examining how healthy individuals change as they mature. On the basis of previous work,
Argyris suggests that as people grow to maturity, seven basic changes in needs and interests occur:

People develop from a state of passivity as infants to a state of increasing activity as adults.

People develop from a state of dependence upon others to a state of relative independence.

People develop from having only a few ways of behaving to having many diverse ways of behaving.
People develop from having shallow, casual, and erratic interests to having fewer, but deeper, interests.

EANEE S B

People develop from having a short time perspective (i.e., behavior is determined by present events) to
having a longer time perspective (behavior is determined by a combination of past, present, and future
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events).

6. People develop from subordinate to superordinate positions (from child to parent or from trainee to
manager).

7. People develop from a low understanding or awareness of themselves to a greater understanding of and
control over themselves as adults.

Although Argyris acknowledges that these developments may differ among individuals, the general
tendencies from childhood to adulthood are believed to be fairly common.

Next, Argyris turns his attention to the defining characteristics of traditional work organizations. In particular,
he argues that in the pursuit of efficiency and effectiveness, organizations create work situations aimed more
at getting the job done than at satisfying employees’ personal goals. Examples include increased task
specialization, unity of command, a rules orientation, and other things aimed at turning out a standardized
product with standardized people. In the pursuit of this standardization, Argyris argues, organizations often
create work situations with the following characteristics:

Employees are allowed minimal control over their work; control is often shifted to machines.
They are expected to be passive, dependent, and subordinate.

They are allowed only a short-term horizon in their work.

They are placed on repetitive jobs that require only minimal skills and abilities.

vk N

On the basis of the first four items, people are expected to produce under conditions leading to
psychological failure.

Hence, Argyris argues persuasively that many jobs in our technological society are structured in such a way
that they conflict with the basic growth needs of a healthy personality. This conflict is represented in Exhibit
2.3. The magnitude of this conflict between personality and organization is a function of several factors. The
strongest conflict can be expected under conditions where employees are very mature, organization are highly
structured and rules and procedures are formalized, and jobs are fragmented and mechanized. Hence, we
would expect the strongest conflict to be at the lower levels of the organization, among blue-collar and clerical
workers. Managers tend to have jobs that are less mechanized and tend to be less subject to formalized rules
and procedures.

Employees want organizationto. ..

* Provide meaningful work assignments

* Allow for flexibility and independence
of behavior on the job

* Allow employees to develop anduse | Employees respond by . ..
their skills « Withdrawing (turnover,
* Treat employees as equals, not absenteeism, drugs)
subordinates Basic * Working for promotion
incongruity where possible
I between __, *Using defense mechanisms
employee and * Losing interest in job
organizational « Union activities
goals * Quota restrictions
Organization want employees to . .. veltles
* Follow orders, rules, and procedures * Sabotage

* Depend on the organization —
for rewards
* Perform simple, repetitive tasks

Exhibit 2.3 Basic Conflict Between Employees and Organizations (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0
license)
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Where strong conflicts between personalities and organizations exist, or, more precisely, where strong
conflicts exist between what employees and organizations want from each other, employees are faced with
difficult choices. They may choose to leave the organization or to work hard to climb the ladder into the upper
echelons of management. They may defend their self-concepts and adapt through the use of defense
mechanisms. Disassociating themselves psychologically from the organization (e.g., losing interest in their
work, lowering their work standards, etc.) and concentrating instead on the material rewards available from
the organization is another possible response. Or they may find allies in their fellow workers and, in concert,
may further adapt as a group by such activities as quota restrictions, unionizing efforts, strikes, and sabotage.

Unfortunately, although such activities may help employees feel that they are getting back at the organization,
they do not alleviate the basic situation that is causing the problem. To do this, one has to examine the nature
of the job and the work climate. Personality represents a powerful force in the determination of work behavior
and must be recognized before meaningful change can be implemented by managers to improve the
effectiveness of their organizations.

MANAGING CHANGE

Integrating Employee and Organizational Goals at Kayak

In many ways the above scenario paints a bleak portrait of the relationship of many workers to their
employers. However, it should be noted that many companies are trying to change this relationship and
create a partnership between employees and company in which the goals of both are realized. In doing
so, however, these companies are careful to select and hire only those employees who have the potential
to fit in with the company’s unique culture. A case in point is Kayak, an Internet-based travel company in
Stamford, Connecticut. The company strives to create customer satisfaction, starting with their own
culture and employees within the walls of their building. Cofounder and former CTO Paul English’s goal
was to bring a constant stream of “new-new ideas” and surround himself with “childlike creative people”
to liven up the space and be able to promote inspiration.

Kayak doesn’t hire based on technical skills; their philosophy is to hire an employee on the basis of being
the smartest person that somebody knows. Employees are constantly pushed to put their ideas to the
test, and the company emphasizes a work-life balance that puts their employees first, which in turn
makes for a productive work environment.

Kayak's ability to make fast-paced decisions comes from the empowerment of their employees to try out
their ideas. Current CTO Giorgos Zacharia takes pride in the way they are able to keep order and drive
deadlines. “Anyone on any team can come up with the idea, prototype it, and then we see what the user
thinks about it. If it works, great! But there’s no grand design; it's very organic and we see that as a
strength,” says Zacharia.

By encouraging and rewarding risk-taking, Kayak is able to make fast decisions, fail fast, and then turn
around and come up with something more innovative that will be better than the last idea. Overall, the
company hopes to offer its employees a work environment that allows for considerable personal growth
and need-satisfaction. In short, the company aims to reduce the possibility of a basic incongruity
developing between employee and organizational goals.

Sources: Hawkes, Jocelyn, “KAYAK on Creating a Culture of Innovation,” Fast Company, April 4, 2012.
(https://www.fastcompany.com/1827003/kayak-creating-culture-innovation); Hickey, Matt, “How KAYAK
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Converts Employee Well-Being Into Customer satisfaction,” Forbes, October 4, 2015.
https://www.forbes.com/sites/matthickey/2015/10/07/how-kayak-converts-employee-well-being-into-
customer-satisfaction/#6c97f519b7a4.

Personality and Employee Selection

Recent years have seen an increased interest in the use of preemployment screening tests. Several key
assumptions underlie the use of personality tests as one method of selecting potential employees: (1)
individuals have different personalities and traits, (2) these differences affect their behavior and performance,
and (3) different job have different requirements. Consequently, tests can be used to select individuals who
match the overall company as well as match particular types of people to specific jobs. However, managers
must be careful in their use of these selection instruments. Legally all selection tests must meet the guidelines
for nondiscrimination set forth in the Equal Employment Opportunity Commission’s Uniform Guidelines on
Employee Selection Procedures. Specifically, in 1971 the Supreme Court ruled (Griggs v. Duke Power Company)
that “good intent or the absence of discriminatory intent does not redeem . . . testing mechanisms that
operate as built-in ‘head-winds’ for minority groups and are unrelated to measuring job capability.” This ruling
led to two important cases in which discrimination might apply to selection practices. First, “disparate
treatment” involves the intentional discrimination against an individual based on race, color, gender, religion,
or national origin. Second, “disparate impact” involves the adverse effect of selection practices (as well as
other practices) on minorities regardless of whether these practices were intended to have an adverse impact
or not. Consequently, although personality tests can be an important means of selecting potential employees
as well as matching them to appropriate jobs, care must be taken to demonstrate that the characteristics
measured actually predict job performance.

CONCEPT CHECK

1. What are some things that managers can do to foster organizational harmony where they get the
best results from all employees?

26 | Personal Values and Ethics

6. What is the role of ethical behavior in managerial actions?

A factor that has surprised many business leaders is the alarming rise in accusations of unethical or
disreputable behavior in today’s companies. We hear with increasing regularity of stock market manipulations,
disregard of environmental hazards, bribes, and kickbacks. To understand these behaviors, we must examine
the role of values and personal ethics in the workplace. We begin with the concept of values.

A value may be defined as “an enduring belief that a specific mode of conduct or end-state of existence is
personally or socially preferable to an opposite or converse mode of conduct or end-state of existence.”? In
other words, a value represents a judgment by an individual that certain things are “good” or “bad,”
“important” or “unimportant,” and so forth. As such, values serve a useful function in providing guidelines or
standards for choosing one’s own behavior and for evaluating the behavior of others.
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Characteristics of Values

The values people have tend to be relatively stable over time. The reason for this lies in the manner in which
values are acquired in the first place. That is, when we first learn a value (usually at a young age), we are
taught that such-and-such behavior is always good or always bad. For instance, we may be taught that lying or
stealing is always unacceptable. Few people are taught that such behavior is acceptable in some
circumstances but not in others. Hence, this definitive quality of learned values tends to secure them firmly in
our belief systems. This is not to say that values do not change over time. As we grow, we are increasingly
confronted with new and often conflicting situations. Often, it is necessary for us to weigh the relative merits
of each and choose a course of action. Consider, for example, the worker who has a strong belief in hard work
but who is pressured by her colleagues not to outperform the group. What would you do in this situation?

Rokeach has identified two fundamental types of values: instrumental and terminal.* Instrumental values
represent those values concerning the way we approach end-states. That is, do we believe in ambition,
cleanliness, honesty, or obedience? What factors guide your everyday behavior? Terminal values, on the
other hand, are those end-state goals that we prize. Included here are such things as a comfortable life, a
sense of accomplishment, equality among all people, and so forth. Both sets of values have significant
influence on everyday behavior at work.

You can assess your own instrumental and terminal values by completing the self-assessment in the end-of-
chapter assignments. Simply rank-order the two lists of values, and then refer to the reference for scoring
procedures.

Role of Values and Ethics in Organizations

Personal values represent an important force in organizational behavior for several reasons. In fact, at least
three purposes are served by the existence of personal values in organizations: (1) values serve as standards
of behavior for determining a correct course of action; (2) values serve as guidelines for decision-making and
conflict resolution; and (3) values serve as an influence on employee motivation. Let us consider each of these
functions.

Standards of Behavior. First, values help us determine appropriate standards of behavior. They place limits
on our behavior both inside and outside the organization. In such situations, we are referring to what is called
ethical behavior, or ethics. Employees at all levels of the organization have to make decisions concerning what
to them is right or wrong, proper or improper. For example, would you conceal information about a hazardous
product made by your company, or would you feel obliged to tell someone? How would you respond to petty
theft on the part of a supervisor or coworker in the office? To some extent, ethical behavior is influenced by
societal values. Societal norms tell us it is wrong to engage in certain behaviors. In addition, however,
individuals must often determine for themselves what is proper and what is not. This is particularly true when
people find themselves in “gray zones"”—situations where ethical standards are ambiguous or unclear. In
many situations, a particular act may not be illegal. Moreover, one’s colleagues and friends may disagree
about what is proper. In such circumstances, people have to determine their own standards of behavior.
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EXPANDING AROUND THE GLOBE

Two Cultures’ Perspectives of Straight Talk

Yukiko Tanabe, a foreign exchange student from Tokyo, Japan, was both eager and anxious about
making new friends during her one-year study abroad in the United States. After a month-long intensive
course in English over the summer, she began her studies at the University of California. Yukiko was in
the same psychology class as Jane McWilliams. Despite Yukiko’s somewhat shy personality, it did not take
long before she and Jane were talking before and after class and studying together.

Part of the way through the term, the professor asked for volunteers to be part of an experiment on
personalities and problem-solving. The professor also offered extra credit for participation in the
experiment and asked interested students to stay after class to discuss the project in more detail.

When class was over, Jane asked Yukiko if she wanted to stay after and learn more about the project and
the extra credit. Yukiko hesitated and then said that she was not sure. Jane replied that it would only take
a few minutes to listen to the explanation, and so the two young women went up to the front of the class,
along with about 20 other students, to hear the details.

The project would simply involve completing a personality questionnaire and then attempting to solve
three short case problems. In total, it would take about one hour of time and would be worth 5 percent
extra credit. Jane though it was a great idea and asked Yukiko if she wanted to participate. Yukiko replied
that she was not sure. Jane responded that they could go together, that it would be fun, and that 5
percent extra credit was a nice bonus. To this Yukiko made no reply, so Jane signed both of them up for
the project and suggested that they meet at the quad about 10 minutes before the scheduled beginning
of the experiment.

On the day of the experiment, however, Yukiko did not show up. Jane found out later from Yukiko that
she did not want to participate in the experiment. “Then why didn’t you just say so?” asked Jane.
“Because I did not want to embarrass you in front of all your other friends by saying no,” explained
Yukiko.

Source: Personal communication by the author. Names have been disguised.

Guidelines for Decision-Making and Conflict Resolution. In addition, values serve as guidelines for making
decisions and for attempting to resolve conflicts. Managers who value personal integrity are less likely to make
decisions they know to be injurious to someone else. Relatedly, values can influence how someone approaches
a conflict. For example, if your boss asks your opinion about a report she wrote that you don’t like, do you
express your opinion candidly or be polite and flatter her?

An interesting development in the area of values and decision-making involves integrity or honesty tests.
These tests are designed to measure an individual’s level of integrity or honesty based on the notion that
honest or dishonest behavior and decisions flow from a person’s underlying values. Today over 5,000 firms
use these tests, some of which use direct questions and some of which use camouflaged questions. Although
the reliability of the most common tests seem good, their validity (i.e., the extent to which they can accurately
predict dishonest behavior) is more open to question.?> Nevertheless, because they do not cost much and are
less intrusive than drug or polygraph testing, integrity tests are increasingly used to screen potential
employees.
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Influence on Motivation. Values affect employee motivation by determining what rewards or outcomes are
sought. Employees are often offered overtime work and the opportunity to make more money at the expense
of free time and time with their families. Which would you choose? Would you work harder to get a promotion
to a perhaps more stressful job or “lay back” and accept a slower and possibly less rewarding career path?
Value questions such as these confront employees and managers every day.

Prominent among work-related values is the concept of the work ethic. Simply put, the work ethic refers to
the strength of one’s commitment and dedication to hard work, both as an end in itself and as a means to
future rewards. Much has been written lately concerning the relative state of the work ethic in North America.
It has been repeatedly pointed out that one reason for our trouble in international competition lies in our
rather mediocre work ethic. This is not to say that many Americans do not work hard; rather, it is to say that
others (most notably those in East Asia) simply work harder.

There are many ways to assess these differences, but perhaps the simplest way is to look at actual hours
worked on average in different countries both in Asia and Western Europe. Looking at Table 2.3, you may be
surprised to discover that although the average American works 1,789 hours (and takes an average of 19.5
vacation days) per year, the average South Korean works 2,070 hours per year (and takes only 4.5 days of
vacation)!?® The typical Japanese worker works 1,742 hours per year and takes 9.6 days of vacation.
Meanwhile, Western Europeans work fewer hours and take more vacation days. Thus, although Americans

may work longer hours than many Europeans, they fall far behind many in East Asia.

Country Average Hours Worked per Year Vacation Days Actually Taken

South Korea 2,070 4.5

United States 1,789 19.5

OECD Average 1,763

Japan 1,742 9.6

United Kingdom 1,676 22.5

Germany 1,288 30.2

France 1,472 25.0

Source: Adapted from OECD.Stat, “Average annual hours actually worked per worker,” accessed July 20,
2018, https://stats.oecd.org/Index.aspx?DataSetCode=ANHRS; and Richard M. Steers, Yoo Keun Shin, and
Gerardo R. Ungson, The Chaebol: Korea’s New Industrial Might (Philadelphia: Ballinger, 1989).

Table 2.3 (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)

Example: A Country Tries to Reduce Its Workweek

What does a country do when its people are overmotivated? Consider the case of Japan. On the basis of
Japan’s newfound affluence and success in the international marketplace, many companies—and the
government—are beginning to be concerned that perhaps Japanese employees work too hard and should
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slow down. They may be too motivated for their own good. As a result, the Japanese Department of Labor has
initiated a drive to shorten the workweek and encourage more Japanese employees to take longer holidays.
The effort is focusing on middle-aged and older employees, because their physical stamina may be less than
that of their more junior colleagues. Many companies are following this lead and are beginning to reduce the
workweek. This is no easy task in a land where such behavior may be seen by employees as showing disloyalty
toward the company. It requires a fundamental change in employee attitudes.

At the same time, among younger employees, cracks are beginning to appear in the fabled Japanese work
ethic. Younger workers are beginning to express increased frustration with dull jobs and routine assignments,
and job satisfaction appears to be at an all-time low. Young Japanese are beginning to take longer lunch
periods and look forward to Friday and the coming weekend. Whether this is attributable to increasing
affluence in a changing society or simply the emergence of a new generation, things are changing—however
slowly—in the East.?’

CONCEPT CHECK

1. What role do managers undertake to ensure an environment where ethics and values are followed?

27 | Cultural Differences

7. How do you manage and do business with people from different cultures?

The final topic we will discuss in this chapter is the role of culture and cultural diversity in organizational
behavior. Cultural diversity can be analyzed in many ways. For instance, we can compare cultural diversity
within one country or company, or we can compare cultures across units. That is, we can look inside a
particular North American firm and see employees who are Asian, black, Latino, American Indian, white, and
so forth. Clearly, these individuals have different cultural backgrounds, frames of reference, traditions, and so
forth. Or we can look more globally and compare a typical American firm with a typical Mexican, Italian, or
Chinese firm and again see significant differences in culture.

We can also analyze cultural diversity by looking at different patterns of behavior. For instance, Americans
often wonder why Japanese or Korean businesspeople always bow when they meet; this seems strange to
some. Likewise, many Asians wonder why Americans always shake hands, a similarly strange behavior.
Americans often complain that Japanese executives say “yes” when they actually mean something else, while
Japanese executives claim many Americans promise things they know they cannot deliver. Many of these
differences result from a lack of understanding concerning the various cultures and how they affect behavior
both inside and outside the workplace. As the marketplace and economies of the world merge ever closer, it is
increasingly important that we come to understand more about cultural variations as they affect our world.

What Is Culture?

Simply put, culture may be defined as “the collective programming of the mind which distinguishes the
members of one human group from another; the interactive aggregate of common characteristics that
influences a human group’s response to its environment.”? More to the point, culture is the “collective mental
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programming of a people.”?? It is the unique characteristics of a people. As such, culture is:

+ Something that is shared by all or most of the members of a society
+ Something that older members of a society attempt to pass along to younger members
+ Something that shapes our view of the world

The concept of culture represents an easy way to understand a people, albeit on a superficial level. Thus, we
refer to the Chinese culture or the American culture. This is not to say that every member within a culture
behaves in exactly the same way. On the contrary, every culture has diversity, but members of a certain culture
tend to exhibit similar behavioral patterns that reflect where and how they grew up. A knowledge of a culture’s
patterns should help us deal with its members.

Culture affects the workplace because it affects what we do and how we behave. As shown in Exhibit 2.4,
cultural variations influence our values, which in turn affect attitudes and, ultimately, behaviors. For instance, a
culture that is characterized by hard work (e.g., the Korean culture discussed above) would exhibit a value or
ethic of hard work. This work ethic would be reflected in positive attitudes toward work and the workplace;
people would feel that hard work is satisfying and beneficial—they might feel committed to their employer
and they might feel shame if they do not work long hours. This, in turn, would lead to actual high levels of
work. This behavior, then, would serve to reinforce the culture and its value, and so on.

A

Culture Values

Behavior Attitudes

Ve’

Exhibit 2.4 Relationship of Culture to Values, Attitudes, and Behavior (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-
SA 4.0 license)

To see how this works, consider the results of a survey of managerial behavior by French researcher Andre
Laurent.® He asked managers how important it was for managers to have precise answers when asked a
question by subordinates. The results, shown in Exhibit 2.5, clearly show how culture can influence very
specific managerial behavior. In some countries, it is imperative for the manager to “know” the answer (even
when she really doesn’t), whereas in other countries it made little difference. Thus, if we want to understand
why someone does something in the workplace, at least part of the behavior may be influenced by her cultural
background.
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Exhibit 2.5 Appropriate Managerial Behavior in Different Countries (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA
4.0 license)

Dimensions of Culture

There are several ways to distinguish different cultures from one another. Kluckhohn and Strodtbeck have
identified six dimensions that are helpful in understanding such differences.®' These are as follows:

1. How people view humanity. Are people basically good, or are they evil? Can most people be trusted or not?
Are most people honest? What is the true nature of humankind?

2. How people see nature. What is the proper relationship between people and the environment? Should
people be in harmony with nature, or should they attempt to control or harness nature?

3. How people approach interpersonal relationships. Should one stress individualism or membership in a
group? Is the person more or less important than the group? What is the “pecking order” in a society? Is
it based on seniority or on wealth and power?

4. How people view activity and achievement. Which is a more worthy goal: activity (getting somewhere) or
simply being (staying where one is)?

5. How people view time. Should one focus on the past, the present, or the future? Some cultures are said to
be living in the past, whereas others are looking to the future.

6. How people view space. How should physical space be used in our lives? Should we live communally or
separately? Should important people be physically separated from others? Should important meetings be
held privately or in public?

To see how this works, examine Exhibit 2.7, which differentiates four countries (Mexico, Germany, Japan, and
the United States) along these six dimensions. Although the actual place of each country on these scales may
be argued, the exhibit does serve to highlight several trends that managers should be aware of as they
approach their work. For example, although managers in all four countries may share similar views on the
nature of people (good versus bad), significant differences are noted on such dimensions as people’s relation
to nature and interpersonal relations. This, in turn, can affect how managers in these countries approach
contract negotiations, the acquisition of new technologies, and the management of employees.
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Exhibit 2.6 Japanese train station Kluckhohn and Strodtbeck identified six dimensions that are helpful in understanding such differences.
Japan is a populous country that requires workers to take public transportation to and from work. How does the Japanese geography affect
Japanese culture? (Credit: elminium/ flickr/ Attribution 2.0 Generic (CC BY 2.0))

Dimensions such as these help us frame any discussion about how people differ. We can say, for example, that
most Americans are individualistic, activity-oriented, and present/future-oriented. We can further say that they
value privacy and want to control their environment. In another culture, perhaps the mode is past-oriented,
reflective, group-oriented, and unconcerned with achievement. In Japan we hear that “the nail that sticks out
gets hammered down”—a comment reflecting a belief in homogeneity within the culture and the importance
of the group. In the United States, by contrast, we hear “Look out for Number One” and “A man’s home is his
castle”—comments reflecting a belief in the supremacy of the individual over the group. Neither culture is
“right” or “better.” Instead, each culture must be recognized as a force within individuals that motivates their
behaviors within the workplace. However, even within the U.S. workforce, we must keep in mind that there are
subcultures that can influence behavior. For example, recent work has shown that the Hispanic culture within
the United States places a high value on groups compared to individuals and as a consequence takes a more
collective approach to decision-making.> As we progress through this discussion, we shall continually build
upon these differences as we attempt to understand behavior in the workplace.
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Exhibit 2.7 Cultural Differences among Managers in Four Countries (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA
4.0 license)

CONCEPT CHECK

1. What role do managers play to ensure that the culture of individuals are valued and appreciated and
contribute to a successful work environment?
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? | Key Terms

Authoritarianism Refers to an individual’s orientation toward authority.

Basic incongruity thesis Consists of three parts: what individuals want from organizations, what
organizations want from individuals, and how these two potentially conflicting sets of desires are
harmonized.

Cognitive complexity Represents a person’s capacity to acquire and sort through various pieces of
information from the environment and organize them in such a way that they make sense.

Culture The collective programming of the mind that distinguishes the members of one human group from
another; the interactive aggregate of common characteristics that influences a human group’s response
to its environment.

Dependability Individuals who are seen as self-reliant, responsible, and consistent, are viewed as
dependable.

Dogmatism Refers to a particular cognitive style that is characterized by closed-mindedness and inflexibility.

Ethics Values that help us determine appropriate standards of behavior and place limits on our behavior
both inside and outside the organization.

Extroversion Refers to people who direct more of their attention to other people, objects, and events.

Instrumental values Represent those values concerning the way we approach end-states and whether
individuals believe in ambition, cleanliness, honesty, or obedience.

Introversion Refers to people who focus their energies inwardly and have a greater sensitivity to abstract
feelings.

Locus of control Refers to the tendency among individuals to attribute the events affecting their lives either
to their own actions or to external forces; it is a measure of how much you think you control your own
destiny.

Mental abilities An individual’s intellectual capabilities and are closely linked to how a person makes
decisions and processes information. Included here are such factors as verbal comprehension, inductive
reasoning, and memory.

Personal values Represent an important force in organizational behavior for several reasons.

Personality A stable set of characteristics and tendencies that determine those communalities and
differences in the psychological behavior (thoughts, feelings, and actions) of people that have continuity
in time and that may not be easily understood as the sole result of the social and biological pressures of
the moment.

Physical abilities Basic functional abilities such as strength, and psychomotor abilities such as manual
dexterity, eye-hand coordination, and manipulation skills.

Psychomotor abilities Examples are manual dexterity, eye-hand coordination, and manipulation skills.

Self-esteem One’s opinion or belief about one’s self and self-worth.

Terminal values End-state goals that we prize.

Work ethic Refers to the strength of one’s commitment and dedication to hard work, both as an end in itself
and as a means to future rewards.

Summary of Learning Outcomes

2.1 Individual and Cultural Factors in Employee Performance
1. How do managers and organizations appropriately select individuals for particular jobs?

Because people enter organizations with preset dispositions, it is important to be able to analyze important
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individual characteristics, effectively select individuals, and appropriately match them to their jobs. However,
this must be done carefully in light of both ethical and legal issues that face managers today.

2.2 Employee Abilities and Skills
2. How do people with different abilities, skills, and personalities build effective work teams?

Ability refers to one’s capacity to respond, whereas motivation refers to one’s desire to respond. Abilities can
be divided into mental abilities and physical abilities. Personality represents a stable set of characteristics and
tendencies that determines the psychological behavior of people.

Personality development is influenced by several factors, including physiological, cultural, family and group,
role, and situational determinants.

2.3 Personality: An Introduction
3. How do managers and employees deal effectively with individual differences in the workplace?

Self-esteem represents opinions and beliefs concerning one’s self and one’s self-worth.

Locus of control is a tendency for people to attribute the events affecting their lives either to their own actions
(referred to as internal locus of control) or to external forces (referred to as external locus of control).

2.4 Personality and Work Behavior
4. How can organizations foster a work environment that allows employees an opportunity to develop and

grow?

Authoritarianism represents an individual’s orientation toward authority and is characterized by an overriding
conviction that it is appropriate for there to be clear status and power differences between people.

2.5 Personality and Organization: A Basic Conflict?
5. How do managers know how to get the best from each employee?

Dogmatism refers to a cognitive style characterized by closed-mindedness and inflexibility.

The basic incongruity thesis asserts that individuals and organizations exist in a constant state of conflict
because each has different goals and expectations from the other. Employees want organizations to provide
more autonomy and meaningful work, while organizations want employees to be more predictable, stable,
and dependable.

2.6 Personal Values and Ethics
6. What is the role of ethical behavior in managerial actions?

Avalue is an enduring belief that one specific mode of conduct or end-state is preferable to others.
Instrumental values are beliefs concerning the most appropriate ways to pursue end-states, whereas terminal
values are beliefs concerning the most desirable end-states themselves.

Ethics are important to individuals because they serve as (1) standards of behavior for determining a correct
course of action, (2) guidelines for decision-making and conflict resolution, and (3) influences on employee
motivation. The work ethic refers to someone’s belief that hard work and commitment to a task are both ends
in themselves and means to future rewards.

2.7 Cultural Differences
7. How do you manage and do business with people from different cultures?

Culture refers to the collective mental programming of a group or people that distinguishes them from others.
Culture (1) is shared by the members of the group, (2) is passed on from older members to younger members,
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and (3) shapes our view of the world. Six dimensions of culture can be identified: (1) how people see
themselves, (2) how people see nature, (3) how people approach interpersonal relationships, (4) how people
view activity and achievement, (5) how people view time, and (6) how people view space.

Chapter Review Questions

¥

1.

Why is it important for managers to understand individual differences at work?

Which employee abilities seem to be most important in determining job performance? Explain.

Define personality. Which personality traits are most relevant to understanding organizational behavior?
Why?

Explain how the concept of locus of control works. Provide an example.

Describe the basic incongruity thesis. Do you agree with this thesis? Under what circumstances might the
thesis be most likely to be true? Least likely to be true? Explain.

Why is it important for managers to understand ethical standards in the workplace? How do ethics affect
our behavior at work?

How should managers handle the “gray zones” that are common to ethical dilemmas in organizations?
Explain.

Define culture. How do culture and cultural variations affect work behavior and job performance? Provide
examples to show why a knowledge of such differences is important for managers.

Management Skills Application Exercises

What Is Your Locus of Control?

Instructions: This instrument lists several pairs of statements concerning the possible causes of behavior. For

each pair, select the letter (A or B) that better describes your own beliefs. Remember: there are no right or

wrong answers. To view the scoring key, go to Appendix B.

1.

A. Inthe long run, the bad things that happen to us are balanced by the good ones.
Most misfortunes are the result of lack of ability, ignorance, laziness, or all three.
I have often found that what is going to happen will happen.

w > W

Trusting to fate has never turned out as well for me as making a decision to take a definite course of
action.

Many of the unhappy things in people’s lives are partly due to bad luck.

People’s misfortunes result from the mistakes they make.

Without the right breaks, one cannot be an effective leader.

Capable people who fail to become leaders have not taken advantage of their opportunities.
Many times, I feel I have little influence over the things that happen to me.

It is impossible for me to believe that chance or luck plays an important role in my life.

Most people don’t realize the extent to which their lives are controlled by accidental happenings.
There really is no such thing as “luck.”

Unfortunately, an individual’s worth often passes unrecognized no matter how hard she tries.

> wm>w>m>E>

In the long run, people get the respect they deserve.

Source: Adapted from Julian B. Rotter, “Generalized Expectancies for Internal Versus External Control of
Reinforcement.” Psychological Monographs, 80 (Whole No. 609, 1966), pp. 11-12.
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2. Which Values Are Most Important to You?

Instructions: People are influenced by a wide variety of personal values. In fact, it has been argued that values
represent a major influence on how we process information, how we feel about issues, and how we behave. In
this exercise, you are given an opportunity to consider your own personal values. Below are listed two sets of
statements. The first list presents several instrumental values, while the second list presents several terminal
values. For each list you are asked to rank the statements according to how important each is to you
personally. In the list of instrumental values, place a “1” next to the value that is most important to you, a “2”
next to the second most important, and so forth. Clearly, you will have to make some difficult decisions
concerning your priorities. When you have completed the list for instrumental values, follow the same
procedure for the terminal values. Please remember that this is not a test—there are no right or wrong
answers—so be completely honest with yourself. To view the scoring key, go to Appendix B.

Instrumental Values

____Assertiveness; standing up for yourself

____Being helpful or caring toward others
____Dependability; being counted upon by others
____Education and intellectual pursuits

____Hard work and achievement

_____Obedience; following the wishes of others
____Open-mindedness; receptivity to new ideas
____Self-sufficiency; independence

_____Truthfulness; honesty

____Being well-mannered and courteous toward others

Terminal Values

____Happiness; satisfaction in life
____ Knowledge and wisdom

___ Peace and harmony in the world
____Pride in accomplishment

____ Prosperity; wealth

____ Lasting friendships
_____Recognition from peers

___ Salvation; finding eternal life
___ Security; freedom from threat
___ Self-esteem; self-respect

Y | Managerial Decision Exercises

1. You work for a large multinational corporation with offices around the globe. One of your colleagues has
been offered an assignment overseas to either the Japanese, South Korean, or German offices for a long-
term assignment (three to seven years). She has asked your advice on the opportunity because she is
concerned about the failure some others have encountered. Often, they want to return home before their
assignment is complete, or they decide to quit. She is also concerned about building relationships as a
manager with the local employees. Your friend is very skilled technically and you know that she could be
successful in the positions being offered. You wonder whether her apprehension has to do with her
personality, and whether that might have an impact on her success for this role.
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a. Identify the personality traits you think might be relevant to being successful in a global assignment
in either Japan, South Korea, or Germany.

b. Develop a personality test aimed at measuring these dimensions.
Do you think that your friend will fill out this questionnaire honestly? If not, how would you ensure
that the results you get would be honest and truly reflect her personality?

d. How would you validate such a test? Describe the steps you would take.

2. It'syour final semester in college and you're going through several interviews with recruiters on campus.
Among the opportunities that you are interviewing for is an entry-level position as a data analyst with a
large accounting firm. You have been told during the initial interview that the firm uses a personality
assessment as part of their selection process. You feel that this job requires someone who is very high in
introversion since it involves a lot of individual work involving analysis of data on the one hand, but that in
potential future roles on an audit team, one would need a high level of extroversion dealing with
colleagues on the team and with clients. You have a high level of technical ability and can concentrate on
tasks for long periods and also feel that you are sociable, but perhaps not as much as some other
students in other disciplines. The opportunity is terrific, it is a great stepping-stone to career
advancement, and your faculty adviser is very supportive. Refer to the personality test in the Managerial
Skills Application Exercises question 2 as an example of the personality test that will be given. How are
you going to respond when completing the personality test? Are you going to answer the questions
truthfully?

a. What are the advantages and disadvantages of completing the questions honestly?
b. What are the advantages and disadvantages of completing the questions in a way you think the
company is looking for?

| Critical Thinking Case

Making a Diverse Workplace the Top Priority

Johnson & Johnson is a leader in multinational medical devices as well as pharmaceutical and consumer
packaged goods. Founded in 1886, the company has been through generations of cultural differences and is
consistently listed among the Fortune 500. Johnson & Johnson is a household name for millions with many of
their products lining the shelves of medicine cabinets around the globe. In 2017, Johnson & Johnson took the
number two spot on the Thomson Reuters Diversity & Inclusion Index.

At such a multinational company, with over 130,000 employees worldwide, the forefront of the focus on their
internal workforce is diversity. At the forefront of their mission statement, this is clearly stated: “Make diversity
and inclusion how we work every day.” Having a mission statement is wonderful, but how does Johnson &
Johnson live up to these standards day in and day out?

Chief Diversity & Inclusion Officer Wanda Bryant Hope works tirelessly to inject the company with the very
founding principles that built the company 130 years ago. She is one of 46 percent of employees worldwide
that are women, and is delivering solutions that serve all of the patients and companies that work with
Johnson & Johnson.

One initiative that sets Johnson & Johnson apart in the diversity category is their programs and initiatives such
as the Scientist Mentoring and Diversity Program (SMDP), which is a yearlong mentorship program pairing
ethnically diverse students with industry leaders.

Additionally, the company commits to alignment with Human Rights Campaign Equality Index benchmarks, as
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well as supporting the armed forces and wounded soldiers. These benefits include transgender-inclusive
health insurance coverage and paid time off after military leave for soldiers to acclimate back to life at home.

These commitments make Johnson & Johnson one of the best cases for a company that is making great strides
in a tough cultural climate to bridge the gaps and make all of their employees, customers, and clients feel
included and a part of the bigger whole.

Questions:
1. What diversity challenges do you think Johnson & Johnson management and employees face due to their
presence as worldwide organization?
2. What other considerations should the company take in order to increase their impact of diversity and
inclusion in the workplace?
3. Johnson & Johnson prides themselves on bridging the gender equality gap. What are some challenges or
concerns to consider in the future with their hiring practices?

Sources: Johnson & Johnson website accessed August 1, 2018, https://www.jnj.com/about-jnj/diversity;
Johnson & Johnson website accessed August 1, 2018, http://www.careers.jnj.com/careers/what-makes-
johnson-johnson-a-global-leader-in-diversity-inclusion.
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Exhibit 3.1 (Credit: Quinn Dombroski/ flickr/ Attribution-ShareAlike 2.0 Generic (CC BY-SA 2.0)

7

Introduction

Learning Outcomes

After reading this chapter, you should be able to answer these questions:

1.
2.

How do differences in perception affect employee behavior and performance?

How can managers and organizations minimize the negative impact of stereotypes and other barriers to
accurate social perception in interpersonal relations?

How do people attribute credit and blame for organizational events?

How can a work environment characterized by positive work attitudes be created and maintained?

How can managers and organizations develop a committed workforce?

EXPLORING MANAGERIAL CAREERS

Personal Perceptions Affect Workplace Harmony

Conflict was a feeling that James and Chaz were familiar with in their workplace. It was just a matter of
time before their differences bubbled up to form a real hardship on themselves as well as their

management teams.

Chaz is anxious to get ahead, really focused on how fast he can accelerate his career. In order to
showcase his tenacity, he stays extra hours and often takes on extra assignments from upper
management and doesn’t seem to mind. James, on the other hand, is content in his position and
believes that if he does his regular job, he will be seen a stable part of the team and will be rewarded for
his everyday efforts. James views Chaz’'s behavior as “kissing up” and resents Chaz for his extra efforts
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because it may make his own work look bad. James doesn’t give a thought to the personal reasons why
Chaz may be acting that way, and instead ends up treating Chaz poorly, with a short temper every time
they have to work together.

Chaz talks to his manager, Jerry, about the way that he is being treated by James. He explains that he has
been having some personal troubles at home, his wife is expecting, and they are trying to save for the
new addition to their family. Chaz is feeling pressure to work hard and showcase his talents in order to
get a raise. He also expresses his feelings against James, mainly that he shouldn’t be scrutinized for
going above and beyond when his colleagues may just decide to do the minimum requirements. Jerry
understands, and he appreciates Chaz coming to him with his concerns. They talk about ways to
measure Chaz's extra efforts and plan a conversation during their annual review period to discuss his
raise again. Jerry also suggests that Chaz talk with James to alleviate some of the negative behavior he is
experiencing. He feels that if James understood the reasons behind Chaz’'s actions, he may be less
jealous and feel less threatened by him.
Questions:
1. How can an individual's perceptions be a challenge in the workplace?
2. What can James do in the future to address Chaz in a different manner and better understand his
actions?
3. What do you think Jerry could have done differently to help his employees overcome their
differences and work more efficiently together?

31 | The Perceptual Process

1. How do differences in perception affect employee behavior and performance?

By perception, we mean the process by which one screens, selects, organizes, and interprets stimuli to give
them meaning.” It is a process of making sense out of the environment in order to make an appropriate
behavioral response. Perception does not necessarily lead to an accurate portrait of the environment, but
rather to a unique portrait, influenced by the needs, desires, values, and disposition of the perceiver. As
described by Kretch and associates,” an individual’s perception of a given situation is not a photographic
representation of the physical world; it is a partial, personal construction in which certain objects, selected by
the individual for a major role, are perceived in an individual manner. Every perceiver is, as it were, to some
degree a nonrepresentational artist, painting a picture of the world that expresses an individual view of reality.

The multitude of objects that vie for attention are first selected or screened by individuals. This process is
called perceptual selectivity. Certain of these objects catch our attention, while others do not. Once
individuals notice a particular object, they then attempt to make sense out of it by organizing or categorizing it
according to their unique frame of reference and their needs. This second process is termed perceptual
organization. When meaning has been attached to an object, individuals are in a position to determine an
appropriate response or reaction to it. Hence, if we clearly recognize and understand we are in danger from a
falling rock or a car, we can quickly move out of the way.

Because of the importance of perceptual selectivity for understanding the perception of work situations, we
will examine this concept in some detail before considering the topic of social perception.
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Perceptual Selectivity: Seeing What We See

As noted above, perceptual selectivity refers to the process by which individuals select objects in the
environment for attention. Without this ability to focus on one or a few stimuli instead of the hundreds
constantly surrounding us, we would be unable to process all the information necessary to initiate behavior. In
essence, perceptual selectivity works as follows (see Exhibit 3.2). The individual is first exposed to an object or
stimulus—a loud noise, a new car, a tall building, another person, and so on. Next, the individual focuses
attention on this one object or stimulus, as opposed to others, and concentrates his efforts on understanding
or comprehending the stimulus. For example, while conducting a factory tour, two managers came across a
piece of machinery. One manager’s attention focused on the stopped machine; the other manager focused on
the worker who was trying to fix it. Both managers simultaneously asked the worker a question. The first
manager asked why the machine was stopped, and the second manager asked if the employee thought that
he could fix it. Both managers were presented with the same situation, but they noticed different aspects. This
example illustrates that once attention has been directed, individuals are more likely to retain an image of the
object or stimulus in their memory and to select an appropriate response to the stimulus. These various
influences on selective attention can be divided into external influences and internal (personal) influences (see
Exhibit 3.3).

Attention

Exhibit 3.2 The Process of Perceptual Selectivity (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)

External Influences
Physical properties

* Size

* Intensity

» Contrast

* Novelty or familiarity

Dynamic properties Selective
* Motion Attention to

* Repetition Objects or People

Personal Influences
* Response salience
* Response dispositions

Exhibit 3.3 Major Influences on Selective Attention (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)

External Influences on Selective Attention

External influences consist of the characteristics of the observed object or person that activate the senses.
Most external influences affect selective attention because of either their physical properties or their dynamic
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properties.

Physical Properties. The physical properties of the objects themselves often affect which objects receive
attention by the perceiver. Emphasis here is on the unique, different, and out of the ordinary. A particularly
important physical property is size. Generally, larger objects receive more attention than smaller ones.
Advertising companies use the largest signs and billboards allowed to capture the perceiver’s attention.
However, when most of the surrounding objects are large, a small object against a field of large objects may
receive more attention. In either case, size represents an important variable in perception. Moreover, brighter,
louder, and more colorful objects tend to attract more attention than objects of less intensity. For example,
when a factory foreman yells an order at his subordinates, it will probably receive more notice (although it
may not receive the desired response) from workers. It must be remembered here, however, that intensity
heightens attention only when compared to other comparable stimuli. If the foreman always yells, employees
may stop paying much attention to the yelling. Objects that contrast strongly with the background against
which they are observed tend to receive more attention than less-contrasting objects. An example of the
contrast principle can be seen in the use of plant and highway safety signs. A terse message such as “Danger”
is lettered in black against a yellow or orange background. A final physical characteristic that can heighten
perceptual awareness is the novelty or unfamiliarity of the object. Specifically, the unique or unexpected seen in
a familiar setting (an executive of a conservative company who comes to work in Bermuda shorts) or the
familiar seen in an incongruous setting (someone in church holding a can of beer) will receive attention.

Dynamic Properties. The second set of external influences on selective attention are those that either change
over time or derive their uniqueness from the order in which they are presented. The most obvious dynamic
property is motion. We tend to pay attention to objects that move against a relatively static background. This
principle has long been recognized by advertisers, who often use signs with moving lights or moving objects
to attract attention. In an organizational setting, a clear example is a rate-buster, who shows up his colleagues
by working substantially faster, attracting more attention.

Another principle basic to advertising is repetition of a message or image. Work instructions that are repeated
tend to be received better, particularly when they concern a dull or boring task on which it is difficult to
concentrate. This process is particularly effective in the area of plant safety. Most industrial accidents occur
because of careless mistakes during monotonous activities. Repeating safety rules and procedures can often
help keep workers alert to the possibilities of accidents.

Personal Influences on Selective Attention

In addition to a variety of external factors, several important personal factors are also capable of influencing
the extent to which an individual pays attention to a particular stimulus or object in the environment. The two
most important personal influences on perceptual readiness are response salience and response
disposition.

Response Salience. This is a tendency to focus on objects that relate to our immediate needs or wants.
Response salience in the work environment is easily identified. A worker who is tired from many hours of work
may be acutely sensitive to the number of hours or minutes until quitting time. Employees negotiating a new
contract may know to the penny the hourly wage of workers doing similar jobs across town. Managers with a
high need to achieve may be sensitive to opportunities for work achievement, success, and promotion. Finally,
female managers may be more sensitive than many male managers to condescending male attitudes toward
women. Response salience, in turn, can distort our view of our surroundings. For example, as Ruch notes:

“Time spent on monotonous work is usually overestimated. Time spent in interesting work is usually
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underestimated. . . . Judgment of time is related to feelings of success or failure. Subjects who are
experiencing failure judge a given interval as longer than do subjects who are experiencing success. A given
interval of time is also estimated as longer by subjects trying to get through a task in order to reach a desired
goal than by subjects working without such motivation.”>

Response Disposition. Whereas response salience deals with immediate needs and concerns, response
disposition is the tendency to recognize familiar objects more quickly than unfamiliar ones. The notion of
response disposition carries with it a clear recognition of the importance of past learning on what we perceive
in the present. For instance, in one study, a group of individuals was presented with a set of playing cards with
the colors and symbols reversed—that is, hearts and diamonds were printed in black, and spades and clubs in
red. Surprisingly, when subjects were presented with these cards for brief time periods, individuals
consistently described the cards as they expected them to be (red hearts and diamonds, black spades and
clubs) instead of as they really were. They were predisposed to see things as they always had been in the
past.*

Thus, the basic perceptual process is in reality a fairly complicated one. Several factors, including our own
personal makeup and the environment, influence how we interpret and respond to the events we focus on.
Although the process itself may seem somewhat complicated, it in fact represents a shorthand to guide us in
our everyday behavior. That is, without perceptual selectivity we would be immobilized by the millions of
stimuli competing for our attention and action. The perceptual process allows us to focus our attention on the
more salient events or objects and, in addition, allows us to categorize such events or objects so that they fit
into our own conceptual map of the environment.

EXPANDING AROUND THE GLOBE

Which Car Would You Buy?

When General Motors teamed up with Toyota to form California-based New United Motor Manufacturing
Inc. (NUMMI), they had a great idea. NUMMI would manufacture not only the popular Toyota Corolla but
would also make a GM car called the Geo Prizm. Both cars would be essentially identical except for minor
styling differences. Economies of scale and high quality would benefit the sales of both cars.
Unfortunately, General Motors forgot one thing. The North American consumer holds a higher opinion
of Japanese-built cars than American-made ones. As a result, from the start of the joint venture, Corollas
have sold rapidly, while sales of Geo Prizms have languished.

With hindsight, it is easy to explain what happened in terms of perceptual differences. That is, the typical
consumer simply perceived the Corolla to be of higher quality (and perhaps higher status) and bought
accordingly. Not only was the Prizm seen more skeptically by consumers, but General Motors' insistence
on a whole new name for the product left many buyers unfamiliar with just what they were buying.
Perception was that main reason for lagging sales; however, the paint job on the Prizm was viewed as
being among the worst ever. As a result, General Motors lost $80 million on the Prizm in its first year of
sales. Meanwhile, demand for the Corolla exceeded supply.

The final irony here is that no two cars could be any more alike than the Prizm and the Corolla. They are
built on the same assembly line by the same workers to the same design specifications. They are, in fact,
the same car. The only difference is in how the consumers perceive the two cars—and these perceptions
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obviously are radically different.

Over time, however, perceptions did change. While there was nothing unique about the Prizm, the
vehicle managed to sell pretty well for the automaker and carried on well into the 2000s. The Prizm was
also the base for the Pontiac Vibe, which was based on the Corolla platform as well, and this is one of the
few collaborations that worked really well.

Sources: C. Eitreim, “10 Odd Automotive Brand Collaborations (And 15 That Worked),” Car Culture,
January 19, 2019; R. Hof, “This Team-Up Has It All—Except Sales,” Business Week, August 14, 1989, p. 35; C.
Eitreim, “15 GM Cars With The Worst Factory Paint Jobs (And 5 That'll Last Forever),” Motor Hub,
November 8, 2018.

Social Perception in Organizations

Up to this point, we have focused on an examination of basic perceptual processes—how we see objects or
attend to stimuli. Based on this discussion, we are now ready to examine a special case of the perceptual
process—social perception as it relates to the workplace. Social perception consists of those processes by
which we perceive other people.® Particular emphasis in the study of social perception is placed on how we
interpret other people, how we categorize them, and how we form impressions of them.

Clearly, social perception is far more complex than the perception of inanimate objects such as tables, chairs,
signs, and buildings. This is true for at least two reasons. First, people are obviously far more complex and
dynamic than tables and chairs. More-careful attention must be paid in perceiving them so as not to miss
important details. Second, an accurate perception of others is usually far more important to us personally than
are our perceptions of inanimate objects. The consequences of misperceiving people are great. Failure to
accurately perceive the location of a desk in a large room may mean we bump into it by mistake. Failure to
perceive accurately the hierarchical status of someone and how the person cares about this status difference
might lead you to inappropriately address the person by their first name or use slang in their presence and
thereby significantly hurt your chances for promotion if that person is involved in such decisions.
Consequently, social perception in the work situation deserves special attention.

We will concentrate now on the three major influences on social perception: the characteristics of (1) the
person being perceived, (2) the particular situation, and (3) the perceiver. When taken together, these
influences are the dimensions of the environment in which we view other people. It is important for students
of management to understand the way in which they interact (see Exhibit 3.4).
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Characteristics of the
Situation

1. Organizational role
2. Location of event

Characteristics of the
Person Perceived

1. Physical appearance

2. Verbal communication

3. Nonverbal communication
4. Ascribed attributes

\ Perception
of Others

Characteristics of the

Perceiver

1. Self-concept

2. Cognitive structure

3. Response salience

4. Previous experience
with individual

Exhibit 3.4 Major Influences on Social Perception in Organizations (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA
4.0 license)

The way in which we are evaluated in social situations is greatly influenced by our own unique sets of personal
characteristics. That is, our dress, talk, and gestures determine the kind of impressions people form of us. In
particular, four categories of personal characteristics can be identified: (1) physical appearance, (2) verbal
communication, (3) nonverbal communication, and (4) ascribed attributes.

Physical Appearance. A variety of physical attributes influence our overall image. These include many of the
obvious demographic characteristics such as age, sex, race, height, and weight. A study by Mason found that
most people agree on the physical attributes of a leader (i.e., what leaders should look like), even though these
attributes were not found to be consistently held by actual leaders. However, when we see a person who
appears to be assertive, goal-oriented, confident, and articulate, we infer that this person is a natural leader.®
Another example of the powerful influence of physical appearance on perception is clothing. People dressed in
business suits are generally thought to be professionals, whereas people dressed in work clothes are assumed
to be lower-level employees.

Verbal and Nonverbal Communication. What we say to others—as well as how we say it—can influence the
impressions others form of us. Several aspects of verbal communication can be noted. First, the precision with
which one uses language can influence impressions about cultural sophistication or education. An accent
provides clues about a person’s geographic and social background. The tone of voice used provides clues
about a speaker’s state of mind. Finally, the topics people choose to converse about provide clues about them.

Impressions are also influenced by nonverbal communication—how people behave. For instance, facial
expressions often serve as clues in forming impressions of others. People who consistently smile are often
thought to have positive attitudes.” A whole field of study that has recently emerged is body language, the
way in which people express their inner feelings subconsciously through physical actions: sitting up straight
versus being relaxed, looking people straight in the eye versus looking away from people. These forms of
expressive behavior provide information to the perceiver concerning how approachable others are, how self-
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confident they are, or how sociable they are.

Ascribed Attributes. Finally, we often ascribe certain attributes to a person before or at the beginning of an
encounter; these attributes can influence how we perceive that person. Three ascribed attributes are status,
occupation, and personal characteristics. We ascribe status to someone when we are told that he or she is an
executive, holds the greatest sales record, or has in some way achieved unusual fame or wealth. Research has
consistently shown that people attribute different motives to people they believe to be high or low in status,
even when these people behave in an identical fashion.® For instance, high-status people are seen as having
greater control over their behavior and as being more self-confident and competent; they are given greater
influence in group decisions than low-status people. Moreover, high-status people are generally better liked
than low-status people. Occupations also play an important part in how we perceive people. Describing people
as salespersons, accountants, teamsters, or research scientists conjures up distinct pictures of these various
people before any firsthand encounters. In fact, these pictures may even determine whether there can be an
encounter.

Characteristics of the Situation

The second major influence on how we perceive others is the situation in which the perceptual process occurs.
Two situational influences can be identified: (1) the organization and the employee’s place in it, and (2) the
location of the event.

Organizational Role. An employee’s place in the organizational hierarchy can also influence his perceptions. A
classic study of managers by Dearborn and Simon emphasizes this point. In this study, executives from various
departments (accounting, sales, production) were asked to read a detailed and factual case about a steel
company.’ Next, each executive was asked to identify the major problem a new president of the company
should address. The findings showed clearly that the executives' perceptions of the most important problems
in the company were influenced by the departments in which they worked. Sales executives saw sales as the
biggest problem, whereas production executives cited production issues. Industrial relations and public
relations executives identified human relations as the primary problem in need of attention.

In addition to perceptual differences emerging horizontally across departments, such differences can also be
found when we move vertically up or down the hierarchy. The most obvious difference here is seen between
managers and unions, where the former see profits, production, and sales as vital areas of concern for the
company whereas the latter place much greater emphasis on wages, working conditions, and job security.
Indeed, our views of managers and workers are clearly influenced by the group to which we belong. The
positions we occupy in organizations can easily color how we view our work world and those in it. Consider the
results of a classic study of perceptual differences between superiors and subordinates.'” Both groups were
asked how often the supervisor gave various forms of feedback to the employees. The results, shown in Table
3.1, demonstrate striking differences based on one’s location in the organizational hierarchy.
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Frequency with Which Supervisors Give Various Types of Recognition for

Good Performance

Types of Recognition As Seen by Supervisors As Seen by Subordinates
Gives privileges 52% 14%
Gives more responsibility 48 10
Gives a pat on the back 82 13
Gives sincere and thorough 80 14
praise
Trains for better jobs 64 9
Gives more interesting 51 5
work

Source: Adapted from R. Likert, New Patterns in Management (New York: McGraw Hill, 1961), p. 91.

Table 3.1 (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)

Location of Event. Finally, how we interpret events is also influenced by where the event occurs. Behaviors
that may be appropriate at home, such as taking off one’s shoes, may be inappropriate in the office.
Acceptable customs vary from country to country. For instance, assertiveness may be a desirable trait for a
sales representative in the United States, but it may be seen as being brash or coarse in Japan or China. Hence,
the context in which the perceptual activity takes place is important.

Characteristics of the Perceiver

The third major influence on social perception is the personality and viewpoint of the perceiver. Several
characteristics unique to our personalities can affect how we see others. These include (1) self-concept, (2)
cognitive structure, (3) response salience, and (4) previous experience with the individual.™

Self-Concept. Our self-concept represents a major influence on how we perceive others. This influence is
manifested in several ways. First, when we understand ourselves (i.e., can accurately describe our own
personal characteristics), we are better able to perceive others accurately. Second, when we accept ourselves
(i.e., have a positive self-image), we are more likely to see favorable characteristics in others. Studies have
shown that if we accept ourselves as we are, we broaden our view of others and are more likely to view people
uncritically. Conversely, less secure people often find faults in others. Third, our own personal characteristics
influence the characteristics we notice in others. For instance, people with authoritarian tendencies tend to
view others in terms of power, whereas secure people tend to see others as warm rather than cold.'? From a
management standpoint, these findings emphasize how important it is for administrators to understand
themselves; they also provide justification for the human relations training programs that are popular in many
organizations today.

Cognitive Structure. Our cognitive structures also influence how we view people. People describe each other
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differently. Some use physical characteristics such as tall or short, whereas others use central descriptions
such as deceitful, forceful, or meek. Still others have more complex cognitive structures and use multiple traits
in their descriptions of others; hence, a person may be described as being aggressive, honest, friendly, and
hardworking. (See the discussion in Individual and Cultural Differences on cognitive complexity.) Ostensibly,

the greater our cognitive complexity—our ability to differentiate between people using multiple criteria—the
more accurate our perception of others. People who tend to make more complex assessments of others also
tend to be more positive in their appraisals.’ Research in this area highlights the importance of selecting
managers who exhibit high degrees of cognitive complexity. These individuals should form more accurate
perceptions of the strengths and weaknesses of their subordinates and should be able to capitalize on their
strengths while ignoring or working to overcome their weaknesses.

Response Salience. This refers to our sensitivity to objects in the environment as influenced by our particular
needs or desires. Response salience can play an important role in social perception because we tend to see
what we want to see. A company personnel manager who has a bias against women, minorities, or
handicapped persons would tend to be adversely sensitive to them during an employment interview. This
focus may cause the manager to look for other potentially negative traits in the candidate to confirm his
biases. The influence of positive arbitrary biases is called the halo effect, whereas the influence of negative
biases is often called the horn effect. Another personnel manager without these biases would be much less
inclined to be influenced by these characteristics when viewing prospective job candidates.

Previous Experience with the Individual. Our previous experiences with others often will influence the way
in which we view their current behavior. When an employee has consistently received poor performance
evaluations, a marked improvement in performance may go unnoticed because the supervisor continues to
think of the individual as a poor performer. Similarly, employees who begin their careers with several
successes develop a reputation as fast-track individuals and may continue to rise in the organization long after
their performance has leveled off or even declined. The impact of previous experience on present perceptions
should be respected and studied by students of management. For instance, when a previously poor performer
earnestly tries to perform better, it is important for this improvement to be recognized early and properly
rewarded. Otherwise, employees may give up, feeling that nothing they do will make any difference.

Together, these factors determine the impressions we form of others (see Exhibit 3.4). With these
impressions, we make conscious and unconscious decisions about how we intend to behave toward people.
Our behavior toward others, in turn, influences the way they regard us. Consequently, the importance of
understanding the perceptual process, as well as factors that contribute to it, is apparent for managers. A
better understanding of ourselves and careful attention to others leads to more accurate perceptions and
more appropriate actions.

CONCEPT CHECK

1. How can you understand what makes up an individual’s personality?
2. How does the content of the situation affect the perception of the perceiver?
3. What are the characteristics that the perceiver can have on interpreting personality?
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32 | Barriers to Accurate Social Perception

2. How can managers and organizations minimize the negative impact of stereotypes and other barriers to
accurate social perception in interpersonal relations?

In the perceptual process, several barriers can be identified that inhibit the accuracy of our perception. These
barriers are (1) stereotyping, (2) selective perception, and (3) perceptual defense. Each of these will be briefly
considered as it relates to social perception in work situations (see Table 3.2).

Barrier Definition

Stereotyping A tendency to assign attributes to people solely on the basis of their class or category

Selective A process by which we systematically screen out or discredit information we don’t wish to
perception hear and focus instead on more salient information

Perceptual A tendency to distort or ignore information that is either personally threatening or
defense culturally unacceptable

Table 3.2 (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)

Stereotyping

One of the most common barriers in perceiving others at work is stereotyping. A stereotype is a widely held
generalization about a group of people. Stereotyping is a process in which attributes are assigned to people
solely on the basis of their class or category. It is particularly likely to occur when one meets new people, since
very little is known about them at that time. On the basis of a few prominent characteristics such as sex, race,
or age, we tend to place people into a few general categories. We ascribe a series of traits to them based upon
the attributes of the category in which we have put them. We assume that older people are old-fashioned,
conservative, obstinate, and perhaps senile. We view professors as absentminded, impractical, idealistic, or
eccentric.

One explanation for the existence of stereotypes has been suggested by Jain, Triandis, and Weick.'* They
argue that stereotypes may be to some extent based upon fact. People tend to compare other groups with
their own group, accentuating minor differences between groups to form a stereotype. For example, older
people as a group may indeed be more conservative or more old-fashioned. These traits then become
emphasized and attributed to particular older individuals.

At least three types of stereotype can be found in organizations: those dealing with age, race, and gender. Age
stereotypes can be found throughout organizations. A recent study by'® found that there are still clear
stereotypes of older employees. They are thought to be (1) more resistant to organizational change, (2) less
creative, (3) less likely to take calculated risks, (4) lower in physical capacity, (5) less interested in learning new
techniques, and (6) less capable of learning new techniques. When asked to make personnel decisions
concerning older people, the business students generally followed several trends. First, they gave older people
lower consideration in promotion decisions. Older people also received less attention and fewer resources for
training and development. Finally, older people tended to be transferred to other departments instead of
confronted by their superiors when a problem with their performance emerged.
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Similar problems arise for people from different racial or cultural backgrounds and for gender. A particular
problem in many companies today is that of attitudes toward women as managers or executives. Although
succeeding in a managerial position is always difficult, the job is all the harder if your coworkers, superiors, or
subordinates are not supportive.

EXPANDING AROUND THE GLOBE

To See Ourselves as Others See Us

In considering stereotyping in organizations, it may be interesting to examine how people in different
countries and cultures see others around the world. Specifically, we should note that “foreigners” often
hold certain stereotypes of what a “typical” American looks and acts like. Look, for example, at Table 3.3.
This table shows how people in seven countries around the globe view the typical American. Note the
sizable differences in perceptions.

The following are quotations from foreign visitors to the United States:

India: “Americans seem to be in a perpetual hurry. Just watch the way they walk down the street.
They never allow themselves the leisure to enjoy life; there are too many things to do.”

Kenya: “Americans appear to us rather distant. They are not really as close to other people—even
fellow Americans—as Americans overseas tend to portray. It's almost as if an American says, ‘I won't
let you get too close to me." It's like building a wall.”

Turkey: “Once we were out in a rural area in the middle of nowhere and saw an American come to a
stop sign. Though he could see in both directions for miles and no traffic was coming, he still
stopped!”

Colombia: “The tendency in the United States to think that life is only work hits you in the face. Work
seems to be the one type of motivation.”

Indonesia: “In the United States everything has to be talked about and analyzed. Even the littlest
thing has to be ‘Why, Why, Why?’ I get a headache from such persistent questions.”

Ethiopia: “The American is very explicit; he wants a ‘yes’ or ‘no.” If someone tries to speak
figuratively, the American is confused.”

Iran: “The first time ... my [American] professor told me, ‘I don’t know the answer, I will have to look
it up,” I was shocked. I asked myself, ‘Why is he teaching me?’ In my country a professor would give
the wrong answer rather than admit ignorance.”

Table 3.3 (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)
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Source: . Feig and G. Blair, There Is a Difference, 2nd ed. (Washington: Meridian House International).
Meridian House International is an organization that conducts intercultural training for visitors to the
United States and for Americans going abroad.

Table 3.3 (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)

When examining these comments, consider the extent to which you think these perceptions and
stereotypes are accurate or inaccurate. Why do people in different countries form such divergent
opinions of our country? How do their perceptions color the behavior and effectiveness of American
managers working abroad? On the basis of this assessment, you might want to reassess your own
stereotypes of people in different countries. How accurate do you think your own stereotypes have
been?

Selective Perception

Selective perception is the process by which we systematically screen out information we don’t wish to hear,
focusing instead on more salient information. Saliency here is obviously a function of our own experiences,
needs, and orientations. The example of the Dearborn and Simon'® study of managers described earlier
provides an excellent glimpse of selective perception. Production managers focused on production problems
to the exclusion of other problems. Accountants, personnel specialists, and sales managers were similarly
exclusive. Everyone saw his own specialty as more important in the company than other specialties.

Another example of selective perception in groups and organizations is provided by Miner."” Miner
summarizes a series of experiments dealing with groups competing on problem-solving exercises.
Consistently, the groups tended to evaluate their own solutions as better than the solutions proposed by
others. Such findings resemble a syndrome found in many research organizations. There is a frequent
tendency for scientists to view ideas or products originating outside their organization or department as
inferior and to judge other researchers as less competent and creative than themselves. This is often referred
to as the “Not-Invented-Here"” syndrome. Similar patterns of behavior can be found among managers, service
workers, and secretaries.

Perceptual Defense

A final barrier to social perception is perceptual defense.'® Perceptual defense is founded on three related
principles:

1. Emotionally disturbing or threatening stimuli have a higher recognition threshold than neutral stimuli.

2. Such stimuli are likely to elicit substitute perceptions that are radically altered so as to prevent recognition
of the presented stimuli.

3. These critical stimuli arouse emotional reactions even though the stimuli are not recognized.

In other words, through perceptual defense we tend to distort or ignore information that is either personally
threatening or culturally unacceptable. Because emotionally disturbing stimuli have a higher recognition
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threshold, people are less likely to fully confront or acknowledge the threat. Instead, they may see entirely
different or even erroneous stimuli that are safer. Even so, the presence of the critical stimulus often leads to
heightened emotions despite the lack of recognition. For instance, suppose that during a contract negotiation
for an assembly plant, word leaked out that because of declining profits, the plant might have to close down
permanently. Anxious workers might ignore this message and instead choose to believe the company
management is only starting false rumors to increase their leverage during wage negotiations. Even if the
leverage claim is accepted by the workers as truth, strong emotional reactions against the company can be
expected.

One effect of perceptual defense is to save us from squarely facing events that we either do not wish to handle
or may be incapable of handling. We dissipate our emotions by directing our attention to other (substitute)
objects and hope the original event that distressed us will eventually disappear.

Perceptual defense is especially pronounced when people are presented with a situation that contradicts their
long-held beliefs and attitudes. In a classic study of perceptual defense among college students, Haire and
Grunes presented the students with descriptions of factory workers. Included in these descriptions was the
word intelligent. Because the word was contrary to the students’ beliefs concerning factory workers, they
chose to reject the description by using perceptual defenses.'® Four such defense mechanisms can be
identified:?%

1. Denial. A few of the subjects denied the existence of intelligence in factory workers.

2. Modification and distortion. This was one of the most frequent forms of defense. The pattern was to
explain away the perceptual conflict by joining intelligence with some other characteristics—for instance,
“He is intelligent but doesn’t possess initiative to rise above his group.”

3. Change in perception. Many students changed their perception of the worker because of the intelligence
characteristic. Most of the change, however, was very subtle—for example, “cracks jokes” became “witty."”

4. Recognition, but refusal to change. A very few students explicitly recognized the conflict between their
perception of the worker and the characteristic that was confronting them. For example, one subject
stated, “The trait seems to be conflicting . . . most factory workers I have heard about aren’t too
intelligent.”

Perceptual defense makes any situation in which conflict is likely to be present more difficult. It creates blind
spots, causing us to fail to hear and see events as they really are. The challenge for managers is to reduce or
minimize the perception of threat in a situation so these defenses are not immediately called into play. This
can be accomplished by reassuring people that things that are important to them will not be tampered with,
or by accentuating the positive.

CONCEPT CHECK

1. What are the barriers that can inhibit the accuracy of our perception?
2. What are the cultural factors that can influence perception?
3. What is perceptual defense, and what are examples of the mechanisms that can be identified?

33 | Attributions: Interpreting the Causes of Behavior

3. How do people attribute credit and blame for organizational events?
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A major influence on how people behave is the way they interpret the events around them. People who feel
they have control over what happens to them are more likely to accept responsibility for their actions than
those who feel control of events is out of their hands. The cognitive process by which people interpret the
reasons or causes for their behavior is described by attribution theory.?' Specifically, “attribution theory
concerns the process by which an individual interprets events as being caused by a particular part of a

relatively stable environment.”??

Attribution theory is based largely on the work of Fritz Heider. Heider argues that behavior is determined by a
combination of internal forces (e.g., abilities or effort) and external forces (e.g., task difficulty or luck).
Following the cognitive approach of Lewin and Tolman, he emphasizes that it is perceived determinants, rather
than actual ones, that influence behavior. Hence, if employees perceive that their success is a function of their
own abilities and efforts, they can be expected to behave differently than they would if they believed job
success was due to chance.

The Attribution Process

The underlying assumption of attribution theory is that people are motivated to understand their environment
and the causes of particular events. If individuals can understand these causes, they will then be in a better
position to influence or control the sequence of future events. This process is diagrammed in Exhibit 3.5.
Specifically, attribution theory suggests that particular behavioral events (e.g., the receipt of a promotion) are
analyzed by individuals to determine their causes. This process may lead to the conclusion that the promotion
resulted from the individual’s own effort or, alternatively, from some other cause, such as luck. Based on such
cognitive interpretations of events, individuals revise their cognitive structures and rethink their assumptions
about causal relationships. For instance, an individual may infer that performance does indeed lead to
promotion. Based on this new structure, the individual makes choices about future behavior. In some cases,
the individual may decide to continue exerting high levels of effort in the hope that it will lead to further
promotions. On the other hand, if an individual concludes that the promotion resulted primarily from chance
and was largely unrelated to performance, a different cognitive structure might be created, and there might
be little reason to continue exerting high levels of effort. In other words, the way in which we perceive and
interpret events around us significantly affects our future behaviors.
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Process

Example

Exhibit 3.5 The General Attribution Process (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)

Internal and External Causes of Behavior

Building upon the work of Heider, Harold Kelley attempted to identify the major antecedents of internal and
external attributions.”> He examined how people determine—or, rather, how they actually perceive—whether
the behavior of another person results from internal or external causes. Internal causes include ability and
effort, whereas external causes include luck and task ease or difficulty.24 Kelley's conclusion, illustrated in
Exhibit 3.6, is that people actually focus on three factors when making causal attributions:
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Exhibit 3.6 Causes of Internal and External Attributions Adapted from Nyla Branscombe and Robert A. Baron. Social Psychology.
Fourteenth Edition, 2016, Pearson. (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)

1. Consensus. The extent to which you believe that the person being observed is behaving in a manner that
is consistent with the behavior of his or her peers. High consensus exists when the person’s actions
reflect or are similar to the actions of the group; low consensus exists when the person’s actions do not.

2. Consistency. The extent to which you believe that the person being observed behaves consistently—in a
similar fashion—when confronted on other occasions with the same or similar situations. High
consistency exists when the person repeatedly acts in the same way when faced with similar stimuli.

3. Distinctiveness. The extent to which you believe that the person being observed would behave consistently
when faced with different situations. Low distinctiveness exists when the person acts in a similar manner
in response to different stimuli; high distinctiveness exists when the person varies his or her response to
different situations.

How do these three factors interact to influence whether one’s attributions are internal or external? According
to the exhibit, under conditions of high consensus, high consistency, and high distinctiveness, we would
expect the observer to make external attributions about the causes of behavior. That is, the person would
attribute the behavior of the observed (say, winning a golf tournament) to good fortune or some other
external event. On the other hand, when consensus is low, consistency is high, and distinctiveness is low, we
would expect the observer to attribute the observed behavior (winning the golf tournament) to internal
causes (the winner's skill).

In other words, we tend to attribute the reasons behind the success or failure of others to either internal or
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external causes according to how we interpret the underlying forces associated with the others’ behavior.
Consider the example of the first female sales manager in a firm to be promoted to an executive rank. How do
you explain her promotion—luck and connections or ability and performance? To find out, follow the model. If
she, as a sales representative, had sold more than her (male) counterparts (low consensus in behavior),
consistently sold the primary product line in different sales territories (high consistency), and was also able to
sell different product lines (low distinctiveness), we would more than likely attribute her promotion to her own
abilities. On the other hand, if her male counterparts were also good sales representatives (high consensus)
and her sales record on secondary products was inconsistent (high distinctiveness), people would probably
attribute her promotion to luck or connections, regardless of her sales performance on the primary product
line (high consistency).

FINN IR .‘I’V{J\['[i\ Wy

Exhibit 3.7 Golf What internal and external attributions can you make about this golfer who is celebrating a hole in one? (Notice the untied
shoe.) (Credit: John Fink/ flickr/ Attribution 2.0 Generic (CC BY 2.0))

Attributional Bias

One final point should be made with respect to the attributional process. In making attributions concerning
the causes of behavior, people tend to make certain errors of interpretation. Two such errors, or attribution
biases, should be noted here. The first is called the fundamental attribution error. This error is a tendency to
underestimate the effects of external or situational causes of behavior and to overestimate the effects of
internal or personal causes. Hence, when a major problem occurs within a certain department, we tend to
blame people rather than events or situations.
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The second error in attribution processes is generally called the self-serving bias. There is a tendency, not
surprisingly, for individuals to attribute success on an event or project to their own actions while attributing
failure to others. Hence, we often hear sales representatives saying, “I made the sale,” but “They stole the sale
from me” rather than “I lost it.” These two biases in interpreting how we see the events around us help us
understand why employees looking at the same event often see substantially different things.

CONCEPT CHECK

1. What is attribution theory? Describe the attribution process.
2. What are the internal and external causes of attribution?

34 | Attitudes and Behavior

4. How can a work environment characterized by positive work attitudes be created and maintained?

Closely related to the topic of perception and attribution—indeed, largely influenced by it—is the issue of
attitudes. An attitude can be defined as a predisposition to respond in a favorable or unfavorable way to
objects or persons in one’s environment.?> When we like or dislike something, we are, in effect, expressing our
attitude toward the person or object.

Three important aspects of this definition should be noted. First, an attitude is a hypothetical construct; that is,
although its consequences can be observed, the attitude itself cannot. Second, an attitude is a unidimensional
concept: An attitude toward a particular person or object ranges on a continuum from very favorable to very
unfavorable. We like something or we dislike something (or we are neutral). Something is pleasurable or
unpleasurable. In all cases, the attitude can be evaluated along a single evaluative continuum. And third,
attitudes are believed to be related to subsequent behavior. We will return to this point later in the discussion.

An attitude can be thought of as composed of three highly interrelated components: (1) a cognitive
component, dealing with the beliefs and ideas a person has about a person or object; (2) an affective
component (affect), dealing with a person's feelings toward the person or object; and (3) an intentional
component, dealing with the behavioral intentions a person has with respect to the person or object.®

Now that we know what an attitude is, let us consider how attitudes are formed and how they influence
behavior. A general model of the relationship between attitudes and behavior is shown in Exhibit 3.8. As can
be seen, attitudes lead to behavioral intentions, which, in turn, lead to actual behavior. Following behavior, we
can often identify efforts by the individual to justify his behavior. Let us examine each of these components of
the model separately, beginning with the process of attitude formation.
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Exhibit 3.8 Relationship between Attitudes and Behavior (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)

How Are Attitudes Formed?

There is considerable disagreement about this question. One view offered by psychologist Barry Staw and
others is the dispositional approach,?” which argues that attitudes represent relatively stable predispositions
to respond to people or situations around them. That is, attitudes are viewed almost as personality traits.
Thus, some people would have a tendency—a predisposition—to be happy on the job, almost regardless of the
nature of the work itself. Others may have an internal tendency to be unhappy, again almost regardless of the
actual nature of the work. Evidence in support of this approach can be found in a series of studies that found
that attitudes change very little among people before and after they make a job change. To the extent that
these findings are correct, managers may have little influence over improving job attitudes short of trying to
select and hire only those with appropriate dispositions.

A second approach to attitude formation is called the situational approach. This approach argues that
attitudes emerge as a result of the uniqueness of a given situation. They are situationally determined and can
vary in response to changing work conditions. Thus, as a result of experiences at work (a boring or
unrewarding job, a bad supervisor, etc.), people react by developing appropriate attitudes. Several variations
on this approach can be identified. Some researchers suggest that attitudes result largely from the nature of
the job experience itself. That is, an employee might reason: “I don’t get along well with my supervisor;
therefore, I become dissatisfied with my job.” To the extent that this accurately describes how attitudes are
formed, it also implies that attitudes can be changed relatively easily. For example, if employees are
dissatisfied with their job because of conflicts with supervisors, either changing supervisors or changing the
supervisors’ behavior may be viable means of improving employee job attitudes. In other words, if attitudes
are largely a function of the situation, then attitudes can be changed by altering the situation.

Other advocates of the situational approach suggest a somewhat more complicated process of attitude
formation—namely, the social-information-processing approach. This view, developed by Pfeffer and
Salancik, asserts that attitudes result from “socially constructed realities” as perceived by the individual (see
Exhibit 3.9).?% That is, the social context in which the individual is placed shapes his perceptions of the
situation and hence his attitudes.
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Process

Example

Exhibit 3.9 A Social-Information-Processing View of Attitudes (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0
license)

Here is how it works. Suppose a new employee joins a work group consisting of people who have worked
together for some time. The existing group already has opinions and feelings about the fairness of the
supervisor, the quality of the workplace, the adequacy of the compensation, and so forth. Upon arriving, the
new worker is fed socially acceptable cues from co-workers about acceptable attitudes toward various aspects
of the work and company. Thus, due in part to social forces, the new employee begins to form attitudes based
on externally provided bits of information from the group instead of objective attributes of the workplace. If
the social-information-processing perspective is correct, changing the attitudes of one person will be difficult
unless the individual is moved to a different group of coworkers or unless the attitudes of the current
coworkers are changed.

Which approach is correct? In point of fact, research indicates that both the dispositional and the social-
information-processing views have merit, and it is probably wise to recognize that socially constructed realities
and dispositions interact to form the basis for an individual’s attitudes at work. The implication of this
combined perspective for changing attitudes is that efforts should not assume that minor alterations in the
situation will have significant impacts on individual attitudes, but that systematic efforts focusing on groups
and interconnected social systems are likely required for successful changes in attitudes.

Behavioral Intentions and Actual Behavior

Regardless of how the attitudes are formed (either through the dispositional or social-information-processing
approach), the next problem we face is understanding how resulting behavioral intentions guide actual
behavior (return to Exhibit 3.8). Clearly, this relationship is not a perfect one. Despite one's intentions, various
internal and external constraints often serve to modify an intended course of action. Hence, even though you
decide to join the union, you may be prevented from doing so for a variety of reasons. Similarly, a person may
have every intention of coming to work but may get the flu. Regardless of intent, other factors that also
determine actual behavior often enter the picture.
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Behavioral Justification

Finally, people often feel a need for behavioral justification to ensure that their behaviors are consistent with
their attitudes toward the event (see Exhibit 3.8). This tendency is called cognitive consistency.?’ When
people find themselves acting in a fashion that is inconsistent with their attitudes—when they experience
cognitive dissonance—they experience tension and attempt to reduce this tension and return to a state of
cognitive consistency.

For example, a manager may hate his job but be required to work long hours. Hence, he is faced with a clear
discrepancy between an attitude (dislike of the job) and a behavior (working long hours) and will probably
experience cognitive dissonance. In order to become cognitively consistent, he can do one of two things. First,
he can change his behavior and work fewer hours. However, this may not be feasible. Alternatively, he can
change his attitude toward the job to a more positive one. He may, for example, convince himself that the job
is really not that bad and that working long hours may lead to rapid promotion. In doing so, he achieves a
state of cognitive consistency. Failure to do so will more than likely lead to increased stress and withdrawal
from the job situation.

CONCEPT CHECK

1. What is attitude, and how does it impact the work environment?
2. What is behavioral justification?

35 | Work-Related Attitudes

5. How can managers and organizations develop a committed workforce?

When we apply the concept of attitudes to work settings, we have to specify which attitude we are concerned
with. Although a variety of work-related attitudes can be identified, the one receiving the most attention is job
satisfaction. As this is one of the most widely studied concepts in organizational behavior, we will examine it
here in some detail.

Job Involvement and Organizational Commitment

First, however, we should introduce two job attitudes that should also be recognized: job involvement and
organizational commitment. Job involvement refers to the extent to which a person is interested in and
committed to assigned tasks. This is not to say that the person is “happy” (or satisfied) with the job, only that
he feels a certain responsibility toward ensuring that the job itself is done correctly and with a high standard of
competence. Here the focus of the attitude is the job itself.*°

Organizational commitment, on the other hand, represents the relative strength of an individual's
identification with and involvement in an organization.?' Commitment can be characterized by three factors:
(1) a strong belief in and acceptance of the organization’s goals and values, (2) a willingness to exert
considerable effort on behalf of the organization, and (3) a strong desire to maintain membership in the
organization. When viewed this way, commitment represents something beyond mere passive loyalty to the
company. Instead, it involves an active relationship with the organization in which individuals are willing to
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give something of themselves in order to help the company succeed and prosper. A careful reading of the
research on keys to the success of many Japanese firms will highlight the importance played by a committed
work force. Now we turn to the third work attitude of job satisfaction.

Job Satisfaction

Job satisfaction may be defined as “a pleasurable or positive emotional state resulting from the appraisal of
one’s job or job experience.”3? It results from the perception that an employee’s job actually provides what he
values in the work situation.

Several characteristics of the concept of job satisfaction follow from this definition. First, satisfaction is an
emotional response to a job situation. It can be fully understood only by introspection. As with any attitude, we
cannot observe satisfaction; we must infer its existence and quality either from an employee’s behavior or
verbal statements.

Second, job satisfaction is perhaps best understood in terms of discrepancy. Several writers have pointed to
the concept of job satisfaction as being a result of how much a person wants or expects from the job
compared to how much he actually receives.>* People come to work with varying levels of job expectations.
These expectations may vary not only in quality (different people may value different things in a job), but also
in intensity. On the basis of work experiences, people receive outcomes (rewards) from the job. These include
not only extrinsic rewards, such as pay and promotion, but also a variety of intrinsic rewards, such as satisfying
coworker relations and meaningful work. To the extent that the outcomes received by an employee meet or
exceed expectations, we would expect the employee to be satisfied with the job and wish to remain. On those
occasions when outcomes actually surpass expectations, we would expect employees to reevaluate their
expectations and probably raise them to meet available outcomes. However, when outcomes do not meet
expectations, employees are dissatisfied and may prefer to seek alternative sources of satisfaction, either by
changing jobs or by placing greater value on other life activities, such as outside recreation.

Dimensions of Job Satisfaction. It has been argued that job satisfaction actually represents several related
attitudes. So, when we speak of satisfaction, we must specify “satisfaction with what?” Research has
suggested that five job dimensions represent the most salient characteristics of a job about which people have
affective responses. These five are:

1. Work itself. The extent to which tasks performed by employees are interesting and provide opportunities
for learning and for accepting responsibility.
Pay. The amount of pay received, the perceived equity of the pay, and the method of payment.

3. Promotional opportunities. The availability of realistic opportunities for advancement.
Supervision. The technical and managerial abilities of supervisors; the extent to which supervisors
demonstrate consideration for and interest in employees.

5. Coworkers. The extent to which coworkers are friendly, technically competent, and supportive.

Although other dimensions of job satisfaction have been identified, these five dimensions are used most often
when assessing various aspects of job attitudes in organizations.

Measurement of Job Satisfaction. Probably the most common attitude surveys in organizations today focus
on job satisfaction. Satisfaction is considered by many managers to be an important indicator of
organizational effectiveness, and therefore it is regularly monitored to assess employee feelings toward the
organization. By far the most common means of assessing satisfaction is the rating scale. Rating scales
represent direct verbal self-reports concerning employee feelings; they have been widely used in companies
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since the 1930s. Several job satisfaction scales exist. One of the most popular is the Minnesota Satisfaction
Questionnaire (MSQ). This instrument uses a Likert-response format to generate satisfaction scores on 26
scales, including satisfaction with compensation, promotion opportunities, coworkers, recognition, and so
forth. You can assess your scoring on a short version of this instrument in the assessment section of this
chapter.

The MSQ and similar rating scales have several advantages for evaluating levels of job satisfaction. First, they
are relatively short and simple and can be completed by large numbers of employees quickly. Second, because
of the generalized wording of the various terms, the instruments can be administered to a wide range of
employees in various jobs. It is not necessary to alter the questionnaire for each job classification. Finally,
extensive normative data (or norms) are available. These norms include summaries of the scores of thousands
of people who have completed the instruments. Hence, it is possible for employers in other organizations to
determine relative standings.

However, although rating scales have many virtues compared to other techniques, at least two drawbacks
must be recognized. First, as with any self-report inventory, it is assumed that respondents are both willing
and able to describe their feelings accurately. As noted by several researchers,>* people often consciously or
unconsciously distort information that they feel is damaging and enhance information that they feel is
beneficial. For example, it is possible that employees who think their supervisors may see the results of their
questionnaire may report overly favorable job attitudes.

A second problem with rating scales is the underlying assumption that questionnaire items mean the same
thing to all people. There may, in fact, not be a common interpretation across individuals. Even so, rating
scales have proved to be helpful in assessing satisfaction in various aspects of the job situation. Managers can
use the results to identify potential problem areas and to generate discussions and action plans of how to
correct aspects of jobs or the organization that are causing unacceptable levels of dissatisfaction.

CUSTOMER SATISFACTION AND QUALITY

How Satisfied Are Employees?

If you've ever flown on Southwest Airlines, you can tell something is different just from the first
interaction with their employees. From the flight attendants, to the pilot’s announcements, and even to
their customer service representatives, they have a cheerful disposition, and contrary to popular belief,
this isn’t an act.

In 2017, Southwest Airlines announced that it would be sharing their $586 million in profits with its 54,000
employees, given them a bonus of approximately 13.2 percent on average. This doesn’t account for the
extra $351 million that they contributed to the employee’s 401(k) plans either. This is just one of the
many ways that Southwest has given back to their employees in a day and age when minimum wage for
even qualified candidates seems like a fight.

Southwest CEO Gary Kelly reflects that “Our people-first approach, which has guided our company since
it was founded, means our company does well, our people do really, really well. Our people work
incredibly hard and deserve to share in Southwest’s success.” With this attitude, it is no wonder the
employees on and off your flight are showing their satisfaction in their everyday attitudes. The year 2017
was the 43rd year that Southwest shared its profits with their people. While compensation ranks among
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one of the most attributed traits of a company to help with employee satisfaction, it goes much deeper
than that to keep motivation high.

At Southwest, they rank employees first and customers second. They create a culture of fun and inclusive
core values that help to give their employees a sense of community and belonging. When their
employees are motivated and take pride in what they do, they are able to give their best to their
customers every day, which accounts for their highly ranked customer satisfaction results on surveys
each year.

Sources: Dahl, Darren, “Why do Southwest Employees Always Seem so Happy,” Forbes, July, 28, 2017,
https://www.forbes.com/sites/darrendahl/2017/07/28 /why-do-southwest-airlines-employees-always-
seem-so-happy/#3cba8dbc59b0; Martin, Emmie, “A major airline says there's something it values more
than its customers, and there's a good reason why,” Business Insider, July 29, 2015,
https://www.businessinsider.com/southwest-airlines-puts-employees-first-2015-7; Ramdas, Shreesha,
“The Southwest Way to Employee Satisfaction: Flying High Like the High Flier,” Customer Think, May 12,
2018, (http://customerthink.com/the-southwest-way-to-employee-satisfaction-flying-high-like-the-high-
flier/.
Questions:
1. Oftentimes it is hard to stay at the top. What considerations should Southwest take to maintain their
employee satisfaction and keep improving?
2. Not all companies can share profits. What would you suggest to a new company that is just starting
off to help gain high employee satisfaction?

CONCEPT CHECK

1. How can organizations foster positive job involvement and instill positive attitudes in their
employees?
2. What are the dimensions of job satisfaction?
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? | Key Terms

Affect Dealing with a person’s feelings toward the person or object.

Attitude A predisposition to respond in a favorable or unfavorable way to objects or persons in one’s
environment.

Attribution biases Covers both the fundamental attribution error and the self-serving bias.

Attribution theory Concerns the process by which an individual interprets events as being caused by a
particular part of a relatively stable environment.

Behavioral justification The need to ensure that one’s behaviors are consistent with their attitudes toward
the event.

Body language The manner in which people express their inner feelings subconsciously through physical
actions such as sitting up straight versus being relaxed or looking people straight in the eye versus
looking away from people.

Cognitive consistency The need for behavioral justification to ensure that a person’s behaviors are
consistent with their attitudes toward an event.

Cognitive dissonance Finding one’s self acting in a fashion that is inconsistent with their attitudes and
experiencing tension and attempting to reduce this tension and return to a state of cognitive consistency.

Dispositional approach Argues that attitudes represent relatively stable predispositions to respond to
people or situations around them.

Fundamental attribution error The tendency to underestimate the effects of external or situational causes
of behavior and to overestimate the effects of internal or personal causes.

Halo effect The influence of positive arbitrary biases.

Job involvement Refers to the extent to which a person is interested in and committed to assigned tasks.

Job satisfaction A pleasurable or positive emotional state resulting from the appraisal of one’s job or job
experience.

Organizational commitment Represents the relative strength of an individual’s identification with and
involvement in an organization.

Perception The process by which one screens, selects, organizes, and interprets stimuli to give them
meaning.

Perceptual defense A defense that perceives emotionally disturbing or threatening stimuli as having a
higher recognition threshold than neutral stimuli. Such stimuli are likely to elicit substitute perceptions
that are radically altered so as to prevent recognition of the presented stimuli that arouse emotional
reactions even though the stimuli are not recognized.

Perceptual organization When meaning has been attached to an object, individuals are in a position to
determine an appropriate response or reaction to it.

Perceptual selectivity Refers to the process by which individuals select objects in the environment for
attention.

Response disposition The tendency to recognize familiar objects more quickly than unfamiliar ones.

Response salience The tendency to focus on objects that relate to our immediate needs or wants.

Selective perception The process by which we systematically screen out information we don’t wish to hear,
focusing instead on more salient information.

Self-serving bias The tendency for individuals to attribute success on an event or project to their own
actions while attributing failure to others.

Situational approach This approach argues that attitudes emerge as a result of the uniqueness of a given
situation.
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Social perception Consists of those processes by which we perceive other people.

Social-information-processing approach Asserts that attitudes result from “socially constructed realities”
as perceived by the individual.

Stereotyping A tendency to assign attributes to people solely on the basis of their class or category.

Summary of Learning Outcomes

3.1 The Perceptual Process
1. How do differences in perception affect employee behavior and performance?

One of the key determinants of people’s behavior in organizations is how they see and interpret situations and
people around them. It is vital for anyone (manager or subordinate) who desires to be more effective to
understand the critical aspects of context, object, and perceiver that influence perceptions and interpretations
and the relationship between these and subsequent attitudes, intentions, and behaviors. This understanding
will not only facilitate the ability to correctly understand and anticipate behaviors, but it will also enhance the
ability to change or influence that behavior. Perception is the process by which individuals screen, select,
organize, and interpret stimuli in order to give them meaning. Perceptual selectivity is the process by which
individuals select certain stimuli for attention instead of others. Selective attention is influenced by both
external factors (e.g., physical or dynamic properties of the object) and personal factors (e.g., response
salience). Social perception is the process by which we perceive other people. It is influenced by the
characteristics of the person perceived, the perceiver, and the situation.

3.2 Barriers to Accurate Social Perception
2. How can managers and organizations minimize the negative impact of stereotypes and other barriers to

accurate social perception in interpersonal relations?

Stereotyping is a tendency to assign attributes to people solely on the basis of their class or category. Selective
perception is a process by which we systematically screen or discredit information we don’t wish to hear and
instead focus on more salient information. Perceptual defense is a tendency to distort or ignore information
that is either personally threatening or culturally unacceptable.

3.3 Attributions: Interpreting the Causes of Behavior
3. How do people attribute credit and blame for organizational events?

Attribution theory concerns the process by which individuals attempt to make sense of the cause-effect
relationships in their life space. Events are seen as being either internally caused (that is, by the individual) or
externally caused (that is, by other factors in the environment). In making causal attributions, people tend to
focus on three factors: consensus, consistency, and distinctiveness. The fundamental attribution error is a
tendency to underestimate the effects of external or situational causes of behavior and overestimate the
effects of personal causes.

The self-serving bias is a tendency for people to attribute success on a project to themselves while attributing
failure to others.

3.4 Attitudes and Behavior
4. How can a work environment characterized by positive work attitudes be created and maintained?

An attitude can be defined as a predisposition to respond in a favorable or unfavorable way to objects or
persons in one’s environment. There are two theories concerning the manner in which attitudes are formed.
The first, called the dispositional approach, asserts that attitudes are fairly stable tendencies to respond to
events in certain ways, much like personality traits. Thus, some people may be happy on almost any job
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regardless of the nature of the job. The second, called the situational approach, asserts that attitudes result
largely from the particular situation in which the individual finds himself. Thus, some jobs may lead to more
favorable attitudes than others. The social-information-processing approach to attitudes is a situational model
that suggests that attitudes are strongly influenced by the opinions and assessments of coworkers. Cognitive
consistency is a tendency to think and act in a predictable manner. Cognitive dissonance occurs when our
actions and our attitudes are in conflict. This dissonance will motivate us to attempt to return to a state of
cognitive consistency, where attitudes and behaviors are congruent.

3.5 Work-Related Attitudes
5. How can managers and organizations develop a committed workforce?

Job involvement refers to the extent to which an individual is interested in his or her assigned tasks.
Organizational commitment refers to the relative strength of an individual’s identification with and
involvement in a particular organization. Job satisfaction is a pleasurable or positive emotional state resulting
from the appraisal of one’s job or job experience.

0| Chapter Review Questions

1. Describe how the basic perceptual process works. Why should managers understand this process?

2. How can variations in social perception affect everyday work behavior? Provide an example to illustrate.

3. What can managers do to reduce the incidences of stereotyping in the workplace?

4. How does the attributional process work? Provide an example to show why this process is so important in
understanding organizational behavior.

5. How do attributional biases work? What can managers do to reduce such biases?

6. What are the differences between job involvement, organizational commitment, and job satisfaction? Are

all three influenced by the same factors?
7. What are the major reasons for job satisfaction? What are the primary consequences of dissatisfaction?
Explain.

% | Management Skills Application Exercises

1. In order to understand how response salience works, you may want to complete this self-assessment.

Read the passage, and rate it on its comprehensibility. Does it make sense to you? Next, look at the
appropriate frame of reference given in Appendix B. Now read the passage again, and rate it for its
comprehensibility. Does it make more sense now that you have a specific frame of reference?

Can You Understand This Passage?

Instructions: The procedure is actually quite simple. First you arrange things into different groups. Of
course, one pile may be sufficient depending on how much there is to do. If you have to go somewhere
else due to lack of facilities that is the next step, otherwise you are pretty well set. It is important not to
overdo things. That is, it is better to do too few things at once than too many. In the short run this may
not seem important, but complications can easily arise. A mistake can be expensive as well. At first the
whole procedure will seem complicated. Soon, however, it will become just another facet of life. It is
difficult to foresee any end to the necessity for this task in the immediate future, but then one never can
tell. After the procedure is completed one arranges the materials into different groups again. Then they
can be put into their appropriate places. Eventually they will be used once more and the whole cycle will
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then have to be repeated. However, that is part of life.

Comprehensive Scale
Very incomprehensive Neutral Very comprehensive
1 2 3 4 5

Adapted from “Contextual Prerequisites for Understanding: Some Investigations of Comprehension
and Recall” by John D. Bransford and Marcia K. Johnson, in Journal of Verbal Learning and Verbal
Behavior, December 1972, p. 722.

2. How Do You Feel About Women Executives?
Instructions: This instrument focuses on your attitudes toward women in executive positions. For each
item, circle the number that best represents your feelings concerning women executives in organizations.
Be completely honest with yourself in responding. For a scoring key, refer to Appendix B.

Strongly Strongly
Disagree Agree
1. Itis high time we had more women in executive positions. 1 2 3 4 5
2. Women make just as good managers as men. 1 2 3 4 5
3. Women often fail to have the same level of technical competence 1 2 3 4 5
as men.
4. Women executives should receive the same respect and trust as 1 2 3 4 5
their male counterparts.
5. Men tend to be better suited for managerial positions than women. 1 2 3 4 5
6. Women are too emotional to succeed in top-level management. 1 2 3 4 5
7. Women have a hard time supervising the work of male 1 2 3 4 5
subordinates.
8. Twould prefer not to work for a female manager. 1 2 3 4 5
9. Success as an executive has nothing to do with one’s gender. 1 2 3 4 5
10. Many women executives get to the top either because of 1 2 3 4 5

affirmative action pressure or connections.

3. Examples of the MSQ for two scales (compensation and recognition) can be seen in this self-assessment.
If you wish to complete this sample questionnaire, simply refer to a (paid or unpaid) job that you have
had and answer the questionnaire. To score the instrument, refer to Appendix B.

Are You Satisfied with Your Job?
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Instructions: Answer each of the ten questions by circling the numbers that best describe how satisfied or

dissatisfied you are with the particular item. Then sum your results for questions 1-5 and 6-10 separately.

10.

Very Very

Dissatisfied Satisfied
The way I am noticed when I do a good job 1 2 3 4 5
The way I get full credit for the work I do 1 2 3 4 5
The recognition I get for the work I do 1 2 3 4 5
The way they usually tell me when I do my job well 1 2 3 4 5
The praise I get for doing a good job 1 2 3 4 5
The amount of pay for the work I do 1 2 3 4 5
The chance to make as much money as my friends 1 2 3 4 5
How my pay compares with that for similar jobs in other companies 1 2 3 4 5
My pay and the amount of work I do 1 2 3 4 5
How my pay compares with that of other workers 1 2 3 4 5

Adapted from David J. Weiss, Rene V. Dawis, George W. England, and Lloyd H. Lofquist, Manual for the

Minnesota Satisfaction Questionnaire (Minneapolis: Industrial Relations Center, University of Minnesota).

Managerial Decision Exercises

You remember from your Organizational Behavior class that several assessments to increase one’s self-
awareness, like the Minnesota Multiphasic Personality Inventory that you read about in this chapter and is
profiled in the Managerial Skill Application Exercises of this chapter, were very beneficial for you as an
understanding of your emotional intelligence, values, cognitive style, and ability to cope with change. You
have been assigned to a team that will interview both internal and external candidates for a new sales
manager position for the California region, which is a position at the same level organizationally as your
present position. During the initial orientation meeting, one of the team members—the manager of a
distribution center for the organization—says, “I like to use the results of the Myers-Briggs Types
Indicator assessment to screen applicants for this position, and since sales managers should be
extroverts and should possess sensing, thinking, and judging skills, we should only consider ESTJ types.”
Your boss, the national sales manager, asks you to write a report on whether the selection process should
only consider EST] types and to provide it to the team for discussion. Write a report and share it for
discussion with a team of students in this class who will assume the role of the hiring interview team.
Recall a meeting that you recently had, such as a team presentation of a case analysis. What were your
impressions of what happened in the planning of the presentation and how things like the assignment of
roles and timetables for subsequent meetings and deliverables unfolded. What were the behaviors of the
others at the meeting, and why do you think they acted as they did? Finally, how do you think that others
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perceived your behavior at the meeting? After you have recorded these recollections, meet with another
attendee of that meeting. Ask them these questions, and record what they say happened at that meeting
and what they thought of the behavior of the participants, including you. Let them know that this is for
your class and you want them to be as honest as possible. As they are answering, record their
recollections and do not interrupt or offer possible corrections. Finally, compare your recollections and
notes with those of the interviewee and use the knowledge from this chapter to assess the differences
and similarities in perception and attribution.

3. As away to measure job satisfaction, ask someone at a local business the following questions:

a. Whatis your job title, and what do you do in your own words? How do these match up to tasks,

duties, and responsibilities in your job description?

Are you satisfied with the work that you do?

How satisfied are you with the training and supervision that you receive?

How satisfied are you with the people that you work with?

Are you happy with your salary?

Are you happy with the benefits that are offered as part of the job?

Do you see any possibilities for advancement in the organization?

What are your general feelings about your employer?

i. Do you have any additional comments regarding how you feel about your job?

Qe 0o 2 n T

Write an assessment of this individual’s job satisfaction and what a supervisor and organization could do
to improve the lever of job satisfaction for their employees.

| Critical Thinking Case

Stereotypes at Pitney Bowes

Many times, we think of stereotypes or discrimination only being an issue when it comes to things like gender,
race, or religion. However, at Pitney Bowes Inc., the toughest stereotype to overcome is age.

Brigitte Van Den Houte starts her day in the normal way; however, she has taken a keen focus on persuading
employees in their 20s that they have a future at Pitney Bowes.

For almost 100 years, Pitney Bowes, founded in 1920, has been all about commerce. But as the world turned to
technology, the definition of what that meant for the traditional postage-meter equipment company had to
change as well.

One of the biggest challenges of this ever-changing technological world is how the generations of employees
can step aside from their stereotypes and understand one another to better work effectively.

At Pitney Bowes, their proactive approach puts younger colleagues with older colleagues in a mentoring
situation. This is not the typical older mentor to younger mentor setup, however. Every few months, Houte
arranges for the younger employees to spend the day with a seasoned executive with the plan of sharing
experiences and ideas and offering advice. Houte states, “the old way of working no longer works,” and she’s
right.

With over one-third of the workforce aging to 50 or older and millennials (young people aged 22-37) being the
largest workforce group, it is imperative to put stereotypes aside and learn to work together. One big mistake
for a manager would be to focus on the age difference rather than on what skills each person individually can

bring to the table.

Stereotypes such as “older individuals don’t know about technology” or “millennials are constantly job
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hopping and feel entitled” are put aside at Pitney Bowes in order to get the job done. With a more proactive
approach, the range of variables within each generation can be utilized in the most effective way possible for
an organization.

Sources: Hymowitz, Carol, “The Tricky Task of Managing the New, Multigenerational Workplace,” The Wall
Street Journal, August 12, 2018, https://www.wsj.com/articles/the-tricky-task-of-managing-the-new-
multigenerational-workplace-1534126021?mod=searchresults&page=1&pos=9; Ault, Nicole, “ Don’t Trust
Anyone Over 21,” The Wall Street Journal, August 22, 2018, https://www.wsj.com/articles/dont-trust-anyone-
over-21-1534977740?mod=searchresults&page=1&pos=1.

Questions:
1. What are other ways that a company can utilize a multigenerational team to their advantage?

2. What challenges does a multigenerational team pose for management?
3. What should the company and management team consider when attracting new employees of all
generations?
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Exhibit 4.1 (D Kirk/ flickr/ Attribution 2.0 Generic (CC BY 2.0))

-/ Introduction

Learning Outcomes

After reading this chapter, you should be able to answer these questions:

1. How do organizations offer appropriate rewards in a timely fashion?

2. What are the best practices that organizations utilize to train employees in new job skills?

3. How do managers and organizations reduce undesirable employee behavior while reinforcing desirable
behavior?

4. How can employees be trained to assume more responsibility for self-improvement and job
performance with the goal of creating a work environment characterized by continual self-learning and
employee development?

EXPLORING MANAGERIAL CAREERS

The Google Way to a Culture of Continued Learning

Google is great at many things—attracting top talent, maintaining employee satisfaction, and
encouraging creativity, to name a few.

According to the Association of Training and Development (ATD), companies that offer comprehensive
training programs have 218 percent higher income per employee than companies without formalized
training. Not only that, but companies that have required programs for their employees see a much
higher profit margin than those that don't. Investing in people and promoting a self-learning
environment is the right plan for companies that are looking to keep employees’ behavior in check, train
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for new skills, and increase employee development.
Spending millions of dollars is not necessary to create a culture that promotes learning.

Google follows the simple principles that gives their employees purpose and a career path. They provide
information that is relevant and important to their employees. They know that in order to get this
information to stick, it must be pertinent and presented at the right time, and in the right format. They
also archive important information, which empowers employees to access this information at any and all
times. Instead of providing gateways that impede learning, they open the doors.

Secondly, they share “dumb questions.” This may seem like a silly tactic, but encouraging employees to
share their questions and opinions allows for sharing of information and learning on all levels. Google
also employs the values of celebrated failure, which allows for the teams to learn from their mistakes
and their failures. Then they can move on to the next project with newly found valuable information to
get better each time.

Lastly, formalized plans for continued learning are employed for “informal and continuous learning” to
occur. Examples of these events can be allowing employees to pursue their own interests, utilizing
coaching and support tools, and then training being requested at various times. With these tactics, the
cultivation of learning can be expressed throughout the company. Google is at the forefront of this
pursuit, but other companies can learn from their methods to get ahead and get their employees on
track as well.

Sources: Ault, Nicole, “Don’t Trust Anyone Over 21,” The Wall Street Journal, August 22, 2018,
https://www.wsj.com/articles/dont-trust-anyone-
over-21-1534977740?mod=searchresults&page=1&pos=1; and Gutierrez, Karla, “Mind-blowing Statistics
that Prove the Value of Employee Training and Development, Shift, August 22, 2017,
https://www.shiftelearning.com/blog/statistics-value-of-employee-training-and-development.

Questions:
1. What considerations should Google take into account when creating formalized training for their
employees?

2. Name three reasons why training and continued learning can be important for a company’s
success.
3. Why is encouraging and celebrating failure an important thing for a company to promote?

A major responsibility of managers is to evaluate and reward their subordinates. If managers are to
maximize the impact of available (and often limited) rewards, a thorough knowledge of reinforcement
techniques is essential. We shall devote this chapter to developing a detailed understanding of learning
processes in organizations. We begin by looking at basic models of learning.

41 | Basic Models of Learning

1. How do organizations offer appropriate rewards in a timely fashion?

Learning may be defined, for our purposes, as a relatively permanent change in behavior that occurs as a
result of experience. That is, a person is said to have learned something when she consistently exhibits a new
behavior over time. Several aspects of this definition are noteworthy." First, learning involves a change in an
attitude or behavior. This change does not necessarily have to be an improvement, however, and can include
such things as learning bad habits or forming prejudices. In order for learning to occur, the change that takes
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place must be relatively permanent. So changes in behavior that result from fatigue or temporary adaptation
to a unique situation would not be considered examples of learning. Next, learning typically involves some
form of practice or experience. For example, the change that results from physical maturation, as when a baby
develops the physical strength to walk, is in itself not considered learning. Third, this practice or experience
must be reinforced over time for learning to take place. Where reinforcement does not follow practice or
experience, the behavior will eventually diminish and disappear (“extinction”). Finally, learning is an inferred
process; we cannot observe learning directly. Instead, we must infer the existence of learning from observing
changes in overt behavior.

We can best understand the learning process by looking at four stages in the development of research on
learning (see Exhibit 4.2). Scientific interest in learning dates from the early experiments of Pavlov and others
around the turn of the century. The focus of this research was on stimulus-response relationships and the
environmental determinants of observable behaviors. This was followed by the discovery of the law of effect,
experiments in operant conditioning, and, finally, the formulation of social learning theory.

Classical Conditioning
Emphasized observable behavior and environmental
determinants behavior

Thorndyke's Law of Effect
Focused on how environmental consequences can either
strengthen or weaken behaviors

Operant Conditioning
Showed how operant behavior can be influenced by
environmental cues and consequences

Social Learning Theory
Stresses self-control and vicarious learning in reciprocal
relationships between person, behavior, and environment

Exhibit 4.2 The Development of Modern Behavioral Learning Theory (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA

4.0 license)

Classical Conditioning

Classical conditioning is the process whereby a stimulus-response (S-R) bond is developed between a
conditioned stimulus and a conditioned response through the repeated linking of a conditioned stimulus
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with an unconditioned stimulus. This process is shown in Exhibit 4.3. The classic example of Pavlov’'s
experiments illustrates the process. Pavlov was initially interested in the digestive processes of dogs but
noticed that the dogs started to salivate at the first signal of approaching food. On the basis of this discovery,
he shifted his attention to the question of whether animals could be trained to draw a causal relationship
between previously unconnected factors. Specifically, using the dogs as subjects, he examined the extent to
which the dogs could learn to associate the ringing of a bell with the act of salivation. The experiment began
with unlearned, or unconditioned, stimulus-response relationships. When a dog was presented with meat
(unconditioned stimulus), the dog salivated (unconditioned response). No learning was necessary here, as this
relationship represented a natural physiological process.

Classical Unconditioned
Conditioning stimulus (food) l
Response (salivation)
Conditioned T

stimulus (bell)

—  Strengthened S-R bond

Operant

Conditioning Stimuluss —— Drive X habit (S-Rbond) —— Behavior ———  Reward

L Drive reduction

Exhibit 4.3 Classical versus Operant Conditioning (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)

Next, Pavlov paired the unconditioned stimulus (meat) with a neutral one (the ringing of a bell). Normally, the
ringing of the bell by itself would not be expected to elicit salivation. However, over time, a learned linkage
developed for the dog between the bell and meat, ultimately resulting in an S-R bond between the conditioned
stimulus (the bell) and the response (salivation) without the presence of the unconditioned stimulus (the
meat). Evidence emerged that learning had occurred and that this learning resulted from conditioning the
dogs to associate two normally unrelated objects, the bell and the meat.

Although Pavlov’s experiments are widely cited as evidence of the existence of classical conditioning, it is
necessary from the perspective of organizational behavior to ask how this process relates to people at work.
Ivancevich, Szilagyi, and Wallace provide one such work-related example of classical conditioning:

An illustration of classical conditioning in a work setting would be an airplane pilot learning how to use a newly
installed warning system. In this case the behavior to be learned is to respond to a warning light that indicates
that the plane has dropped below a critical altitude on an assigned glide path. The proper response is to
increase the plane’s altitude. The pilot already knows how to appropriately respond to the trainer’s warning to
increase altitude (in this case we would say the trainer’s warning is an unconditioned stimulus and the
corrective action of increasing altitude is an unconditioned response). The training session consists of the

This OpenStax book is available for free at http://cnx.org/content/col29124/1.5



Chapter 4 Learning and Reinforcement 929

trainer warning the pilot to increase altitude every time the warning light goes on. Through repeated pairings
of the warning light with the trainer’s warning, the pilot eventually learns to adjust the plane’s altitude in
response to the warning light even though the trainer is not present. Again, the unit of learning is a new S-R
connection, or habit.?

Although classical conditioning clearly has applications to work situations, particularly in the area of training
and development, it has been criticized as explaining only a limited part of total human learning. Psychologist
B. F. Skinner argues that classical conditioning focuses on respondent, or reflexive, behaviors; that is, it
concentrates on explaining largely involuntary responses that result from stimuli.> More complex learning
cannot be explained solely by classical conditioning. As an alternative explanation, Skinner and others have
proposed the operant conditioning model of learning.

Operant Conditioning

The major focus of operant conditioning is on the effects of reinforcements, or rewards, on desired
behaviors. One of the first psychologists to examine such processes was J. B. Watson, a contemporary of
Pavlov, who argued that behavior is largely influenced by the rewards one receives as a result of actions.* This
notion is best summarized in Thorndike's law of effect. This law states that of several responses made to the
same situation, those that are accompanied or closely followed by satisfaction (reinforcement) will be more
likely to occur; those that are accompanied or closely followed by discomfort (punishment) will be less likely to
occur.®

In other words, it posits that behavior that leads to positive or pleasurable outcomes tends to be repeated,
whereas behavior that leads to negative outcomes or punishment tends to be avoided. In this manner,
individuals learn appropriate, acceptable responses to their environment. If we repeatedly dock the pay of an
employee who is habitually tardy, we would expect that employee to learn to arrive early enough to receive a
full day’s pay.

A basic operant model of learning is presented in Exhibit 4.2. There are three important concepts of this
model:

Drive. A drive is an internal state of disequilibrium; it is a felt need. It is generally believed that drive increases
with the strength of deprivation. A drive, or desire, to learn must be present for learning to take place. For
example, not currently being able to afford the house you want is likely to lead to a drive for more money to
buy your desired house. Living in a run-down shack is likely to increase this drive compared to living in a nice
apartment.

Habit. A habit is the experienced bond or connection between stimulus and response. For example, if a
person learns over time that eating satisfies hunger, a strong stimulus-response (hunger-eating) bond will
develop. Habits thus determine the behaviors, or courses of action, we choose.

Reinforcement or reward. This represents the feedback individuals receive as a result of action. For example,
if as a salesperson you are given a bonus for greater sales and plan to use the money to buy the house you
have always wanted, this will reinforce the behaviors that you believed led to greater sales, such as smiling at
customers, repeating their name during the presentation, and so on.

A stimulus activates an individual’s motivation through its impact on drive and habit. The stronger the drive
and habit (S-R bond), the stronger the motivation to behave in a certain way. As a result of this behavior, two
things happen. First, the individual receives feedback that reduces the original drive. Second, the individual
strengthens his or her belief in the veracity of the S-R bond to the extent that it proved successful. That is, if
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one’s response to the stimulus satisfied one’s drive or need, the individual would come to believe more
strongly in the appropriateness of the particular S-R connection and would respond in the same way under
similar circumstances.

An example will clarify this point. Several recent attempts to train chronically unemployed workers have used a
daily pay system instead of weekly or monthly systems. The primary reason for this is that the workers, who do
not have a history of working, can more quickly see the relationship between coming to work and receiving
pay. An S-R bond develops more quickly because of the frequency of the reinforcement, or reward.

Operant versus Classical Conditioning

Operant conditioning can be distinguished from classical conditioning in at least two ways.° First, the two
approaches differ in what is believed to cause changes in behavior. In classical conditioning, changes in
behavior are thought to arise through changes in stimuli—that is, a transfer from an unconditioned stimulus
to a conditioned stimulus. In operant conditioning, on the other hand, changes in behavior are thought to
result from the consequences of previous behavior. When behavior has not been rewarded or has been
punished, we would not expect it to be repeated.

Second, the two approaches differ in the role and frequency of rewards. In classical conditioning, the
unconditioned stimulus, acting as a sort of reward, is administered during every trial. In contrast, in operant
conditioning the reward results only when individuals choose the correct response. That is, in operant
conditioning, individuals must correctly operate on their environment before a reward is received. The
response is instrumental in obtaining the desired reward.

Social Learning Theory

The last model of learning we should examine is noted psychologist Albert Bandura’s social learning theory.
Social learning theory is defined as the process of molding behavior through the reciprocal interaction of a
person’s cognitions, behavior, and environment.” This is done through a process that Bandura calls reciprocal
determinism. This concept implies that people control their own environment (for example, by quitting one's
job) as much as the environment controls people (for example, being laid off). Thus, learning is seen as a more
active, interactive process in which the learner has at least some control.

Social learning theory shares many of the same roots as operant conditioning. Like Skinner, Bandura argues
that behavior is at least in part controlled by environmental cues and consequences, and Bandura uses
observable behavior (as opposed to attitudes, feelings, etc.) as the primary unit of analysis. However, unlike
operant conditioning, social learning theory posits that cognitive or mental processes affect our response to
the environmental cues.

Social learning theory has four central elements: attention, retention, reproduction, and incentives. Before
someone can learn something, they must notice or pay attention to the thing that is to be learned. For
example, you probably would not learn much as a student in any class unless you paid attention to
information conveyed by the text or instructor. Retention is the process by which what you have noticed is
encoded into your memory. Reproduction involves the translation of what was recorded in your mind into
overt actions or behaviors. Obviously, the higher the level of attention and the greater the retention, the better
the reproduction of what was learned. Finally, incentives can influence all three processes. For example, if you
are rewarded (say, praised) for paying attention, you will pay more attention. If you are rewarded for
remembering what you studied (say, good grades), you will retain more. If you are rewarded for reproducing
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what you learned (say, a promotion for effectively motivating your subordinates), you will produce that
behavior more.

Central to this theory is the concept of vicarious learning. Vicarious learning is learning that takes place
through the imitation of other role models. That is, we observe and analyze what another person does and the
resulting consequences. As a result, we learn without having to experience the phenomenon firsthand. Thus, if
we see a fellow employee being disciplined or fired for being disruptive in the workplace, we might learn not
to be disruptive ourselves. If we see that gifts are usually given with the right hand in the Middle East, we
might give gifts in that manner ourselves.

A model of social learning processes is shown in Exhibit 4.4. As can be seen, three factors—the person, the
environment, and the behavior—interact through such processes as vicarious learning, symbolic
representations, and self-control to cause actual learned behaviors.
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Vicarious Learning
Most complex behavior is acquired by
directly observing and initiating
others in a social environment.

Behavior Environment

Exhibit 4.4 A Basic Model of Social Learning Source: Adapted from “A Social Learning Approach to Behavioral Management: Radical
Behaviorists ‘Mellowing Out,” ” by Robert Kreitner et al. Organizational Dynamics. (Attribution: Copyright Rice University, OpenStax, under CC BY-
NC-SA 4.0 license)

Major Influences on Learning. On the basis of this work, it is possible by way of summary to identify several
general factors that can enhance our learning processes. An individual’s desire to learn, background
knowledge of a subject, and the length of the learning period are some of the components of a learning
environment. Filley, House, and Kerr identify five major influences on learning effectiveness.®

Drawn largely from behavioral science and psychology literature, substantial research indicates that learning
effectiveness is increased considerably when individuals have high motivation to learn. We sometimes
encounter students who work day and night to complete a term paper that is of interest to them, whereas
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writing an uninteresting term paper may be postponed until the last possible minute. Maximum transfer of
knowledge is achieved when a student or employee is motivated to learn by a high need to know.

Considerable evidence also demonstrates that we can facilitate learning by providing individuals with feedback
on their performance. A knowledge of results serves a gyroscopic function, showing individuals where they are
correct or incorrect and furnishing them with the perspective to improve. Feedback also serves as an
important positive reinforcer that can enhance an individual’s willingness or desire to learn. Students who are
told by their professor how they performed on an exam and what they could do to improve next time are likely
to study harder.

In many cases, prior learning can increase the ability to learn new materials or tasks by providing needed
background or foundation materials. In math, multiplication is easier to learn if addition has been mastered.
These beneficial effects of prior learning on present learning tend to be greatest when the prior tasks and the
present tasks exhibit similar stimulus-response connections. For instance, most of the astronauts selected for
the space program have had years of previous experience flying airplanes. It is assumed that their prior
experience and developed skill will facilitate learning to fly the highly technical, though somewhat similar,
vehicles.

Another influence on learning concerns whether the materials to be learned are presented in their entirety or
in parts—whole versus part learning.® Available evidence suggests that when a task consists of several distinct
and unrelated duties, part learning is more effective. Each task should be learned separately. However, when a
task consists of several integrated and related parts (such as learning the components of a small machine),
whole learning is more appropriate, because it ensures that major relationship among parts, as well as proper
sequencing of parts, is not overlooked or underemphasized.

Exhibit 4.5 Stop sign in Quebec Would your prior learning lead you to come to a full stop while driving in Quebec, just north of New York
State? (Credit: Joe Schlabotnik/ flickr/ Attribution 2.0 Generic (CC BY 2.0))

The final major influence on learning highlights the advantages and disadvantages of concentrated as
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opposed to distributed training sessions. Research suggests that distribution of practice—short learning
periods at set intervals—is more effective for learning motor skills than for learning verbal or cognitive skills.'°
Distributed practice also seems to facilitate learning of very difficult, voluminous, or tedious material. It should
be noted, however, that concentrated practice appears to work well where insight is required for task
completion. Apparently, concentrated effort over short durations provides a move synergistic approach to
problem-solving.

Although there is general agreement that these influences are important (and are under the control of
management in many cases), they cannot substitute for the lack of an adequate reinforcement system. In fact,
reinforcement is widely recognized as the key to effective learning. If managers are concerned with eliciting
desired behaviors from their subordinates, a knowledge of reinforcement techniques is essential.

EXPANDING AROUND THE GLOBE

Learning to Be Effective Overseas

General Motors has learned by experience that it pays not to have managers learn only by experience
how to function effectively while working in foreign countries. Managing expatriate assignments in
difficult locations was brought to life by the experiences of Richard Pennington, General Motors' head of
global mobility for the EMEA (Europe, Middle East, and Africa) region. He knows from experience some of
the things that tend to go well, as well as some of those that don't, and has learned lessons from moving
employees to places like Uzbekistan. This became important when the company took on a new engine
manufacturing operation in the capital, Tashkent, as well as an existing manufacturing plant in Andijan.
The objectives were the same as for most global mobility projects: to get the right people to the right
place at the right time for the right cost. The general approach was Action—Plan—Do—Check.
Pennington urged potential relocation candidates not to be overreliant on the Internet and, if possible, to
go and see for themselves. “Nothing beats going to a location—particularly a harsh location—yourself,”
he says. Pennington also emphasizes the importance of selecting suppliers on the ground carefully, even
if you already have a network of existing suppliers. Strong relationships in the host location are of
paramount importance. In difficult locations, it is particularly important that the local HR, finance, and
legal staff work with you proactively, as making payments at the right time can be critical. Equally,
cultural training and language providers are essential.

These training programs involve a wide variety of teaching methods. Factual information may be
conveyed through lectures or printed material. More subtle information is learned through role plays,
case studies, and simulations.

The research on cross-cultural training suggests that the more involved participants are in the training,
the more they learn, and that the more they practice or simulate new behaviors that they need to master
in the foreign environment, the more effective they will be in actual situations.

The results for GM have been impressive. Most companies that do not provide cross-cultural training for
their employees sent on international assignments experience failure rates of about 25 percent, and
each failure or early return costs the company on average $150,000. GM has a failure rate of less than 1
percent. Also, in GM'’s case, the training has been extended to the manager’s family and has helped
reluctant spouses and children more readily accept, if not embrace, the foreign assignment.
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Sources: F. Furnie, “International assignments: Managing change and complexity,” Relocate Global,
September 23, 2015, https://www.relocatemagazine.com/articles/4697international-assignments-
managing-change-and-complexity; J. Lublin. “Companies Use Cross-Cultural Training to Help Their
Employees Adjust Abroad.” Wall Street Journal, August 4, 2004 p. B1.

CONCEPT CHECK

1. How can learning theory be used to change behaviors?
2. Define classical conditioning, and differentiate it from operant conditioning.
3. What s social learning theory?

+2 | Reinforcement and Behavioral Change

2. What are the best practices that organizations utilize to train employees in new job skills?

A central feature of most approaches to learning is the concept of reinforcement. This concept dates from
Thorndike’s law of effect, which, as mentioned earlier, states that behavior that is positively reinforced tends
to be repeated, whereas behavior that is not reinforced will tend not to be repeated. Hence, reinforcement
can be defined as anything that causes a certain behavior to be repeated or inhibited.

Reinforcement versus Motivation

It is important to differentiate reinforcement from the concept of employee motivation. Motivation, as
described in the next chapter, represents a primary psychological process that is largely cognitive in nature.
Thus, motivation is largely internal—it is experienced by the employee, and we can see only subsequent
manifestations of it in actual behavior. Reinforcement, on the other hand, is typically observable and most
often externally administered. A supervisor may reinforce what he or she considers desirable behavior without
knowing anything about the underlying motives that prompted it. For example, a supervisor who has a habit
of saying “That's interesting” whenever she is presented with a new idea may be reinforcing innovation on the
part of the subordinates without the supervisor really knowing why this result is achieved. The distinction
between theories of motivation and reinforcement should be kept in mind when we examine behavior
modification and behavioral self-management later in this chapter.

Strategies for Behavioral Change

From a managerial standpoint, several strategies for behavioral change are available to facilitate learning in
organizational settings. At least four different types should be noted: (1) positive reinforcement; (2) avoidance
learning, or negative reinforcement; (3) extinction; and (4) punishment. Each type plays a different role in both
the manner in which and extent to which learning occurs. Each will be considered separately here.

Positive Reinforcement. Positive reinforcement consists of presenting someone with an attractive outcome
following a desired behavior. As noted by Skinner, “A positive reinforcer is a stimulus which, when added to a
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situation, strengthens the probability of an operant response.”’" A simple example of positive reinforcement is
supervisory praise for subordinates when they perform well in a certain situation. That is, a supervisor may
praise an employee for being on time consistently (see Exhibit 4.6). This behavior-praise pattern may
encourage the subordinate to be on time in the future in the hope of receiving additional praise.

Work Behavior Possible Supervisory Behavioral

Actions Change Strategy

Praise employees

: Positive reinforcement
and recommend merit

Employee is pay increases.
—  consistently
on time. AUEL ETEE Y G Avoidance learning
reprimanding
Supervisor's employees.
request to avoid —
tardiness Withhold praise and do
not recommend merit  Extinction
Employee is pay increases.
—  consistently
late.

Reprimand and

harass employees. Punishment

Exhibit 4.6 Strategies for Behavioral Change (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)

In order for a positive reinforcement to be effective in facilitating the repetition of desired behavior, several
conditions must be met. First, the reinforcer itself (praise) must be valued by the employee. It would prove
ineffective in shaping behavior if employees were indifferent to it. Second, the reinforcer must be strongly tied
to the desired behavior. Receipt of the reinforcer by the employee must be directly contingent upon
performing the desired behavior. “Rewards must result from performance, and the greater the degree of
performance by an employee, the greater should be his reward.”'? It is important to keep in mind here that
“desired behavior” represents behavior defined by the supervisor, not the employee. Thus, for praise to be a
reinforcer, not only must it be valued by the employee, but it must directly follow the desired behavior and
should be more intense as the behavior is closer to the ideal the supervisor has in mind. Praise thrown out at
random is unlikely to reinforce the desired behavior. Third, there must be ample occasion for the reinforcer to
be administered following desired behavior. If the reinforcer is tied to certain behavior that seldom occurs,
then individuals will seldom be reinforced and will probably not associate this behavior with a reward. For
example, if praise is only provided for truly exceptional performance, then it is unlikely to have a powerful
impact on the desired behavior. It is important that the performance-reward contingencies be structured so
that they are easily attainable.

Avoidance Learning. A second method of reinforcement is avoidance learning, or negative reinforcement.
Avoidance learning refers to seeking to avoid an unpleasant condition or outcome by following a desired
behavior. Employees learn to avoid unpleasant situations by behaving in certain ways. If an employee correctly
performs a task or is continually prompt in coming to work (see Exhibit 4.6), the supervisor may refrain from
harassing, reprimanding, or otherwise embarrassing the employee. Presumably, the employee learns over
time that engaging in correct behavior diminishes admonition from the supervisor. In order to maintain this
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condition, the employee continues to behave as desired.

Extinction. The principle of extinction suggests that undesired behavior will decline as a result of a lack of
positive reinforcement. If the perpetually tardy employee in the example in Exhibit 4.6 consistently fails to
receive supervisory praise and is not recommended for a pay raise, we would expect this nonreinforcement to
lead to an “extinction” of the tardiness. The employee may realize, albeit subtly, that being late is not leading
to desired outcomes, and she may try coming to work on time.

Punishment. Finally, a fourth strategy for behavior change used by managers and supervisors is punishment.
Punishment is the administration of unpleasant or adverse outcomes as a result of undesired behavior. An
example of the application of punishment is for a supervisor to publicly reprimand or fine an employee who is
habitually tardy (see Exhibit 4.6). Presumably, the employee would refrain from being tardy in the future in
order to avoid such an undesirable outcome. The most frequently used punishments (along with the most
frequently used rewards) are shown in Table 4.1.

Punishments

Pay raise Oral reprimands

Bonus Written reprimands
Promotion Ostracism

Praise and recognition Criticism from superiors
Awards Suspension
Self-recognition Demotion

Sense of accomplishment Reduced authority
Increased responsibility Undesired transfer
Time off Termination

Table 4.1 (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)

The use of punishment is indeed one of the most controversial issues of behavior change strategies. Although
punishment can have positive work outcomes—especially if it is administered in an impersonal way and as
soon as possible after the transgression—negative repercussions can also result when employees either
resent the action or feel they are being treated unfairly. These negative outcomes from punishment are shown
in Exhibit 4.7. Thus, although punishment represents a potent force in corrective learning, its use must be
carefully considered and implemented. In general, for punishment to be effective the punishment should “fit
the crime” in severity, should be given in private, and should be explained to the employee.
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Potential negative

consequences:
Short-tt:.\rm Increased absenteeism
Understandable Punishment infr:uleoer:e's T @YE?
employee behavior by manager proy Fear of manager
understarrdable Apathetic performance
behavior Disruptive behavior
Recurrence of original
undesirable behavior
Reinforce
manager’s
behavior

Exhibit 4.7 Potential Negative Consequences of Punishment (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0
license)

ETHICS IN PRACTICE

Detracting a Workplace Bully

Studies showcase that nearly 50 percent of employees in the U.S. workforce face bullying at one point in
time. All types of bullying, not just discrimination or harassment, are important to consider.

Angela Anderson was working for a law school administration council and experienced bullying
firsthand. Often her manager would yell at her in front of other coworkers, and it was clear to Angela
that she was not well-liked. Unfortunately it was not just Angela who felt the wrath of this manager, who
often handled interactions with other employees the same way. Many of the employees, including
Angela, attempted to appease their bullying manager, but nothing would help. One day Angela was
threatened by her manager, and before Angela could reach the HR department, she was fired. This
example is an extreme case, but being able to take recourse against unwanted and disruptive employee
behavior is an important action for any workplace manager.

Questions:
1. What steps can you take to ensure that your company can detract from employees’ bullying
behavior?

2. What actions should an employee take if they are experiencing unwanted behaviors from another
employee or manager?

3. What other departments should be involved when developing a plan and policies for how to handle
unacceptable workplace behavior?

Sources: Acceptable and Unacceptable Behaviours, University of Cambridge website, accessed January 15,
2019, https://www.hr.admin.cam.ac.uk/policies-procedures/dignity-work-policy/guidance-managers-
and-staff/guidance-managers/acceptable-and; Hedges, Kristi, How to Change Your Employee’s
Behavior,” Forbes, March, 4, 2015, https://www.forbes.com/sites/work-in-progress/2015/03/04/how-to-
change-your-employees-behavior/#c32ad4b6732a; and Kane, Sally, Workplace Bullying: True Stories,
Statistics and Tips, The Balance Careers, January 29, 2019, https://www.thebalancecareers.com/bullying-
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stories-2164317.

In summary, positive reinforcement and avoidance learning focus on bringing about the desired response
from the employee. With positive reinforcement the employee behaves in a certain way in order to gain
desired rewards, whereas with avoidance learning the employee behaves in order to avoid certain unpleasant
outcomes. In both cases, however, the behavior desired by the supervisor is enhanced. In contrast, extinction
and punishment focus on supervisory attempts to reduce the incidence of undesired behavior. That is,
extinction and punishment are typically used to get someone to stop doing something the supervisor doesn’t
like. It does not necessarily follow that the individual will begin acting in the most desired, or correct, manner.

Often students have difficulty seeing the distinction between avoidance and extinction or in understanding
how either could have a significant impact on behavior. Two factors are important to keep in mind. The first we
will simply call the “history effect.” Not being harassed could reinforce an employee’s prompt arrival at work if
in the past the employee had been harassed for being late. Arriving on time and thereby avoiding the past
harassment would reinforce arriving on time. This same dynamic would hold true for extinction. If the
employee had been praised in the past for arriving on time, then arrived late and was not praised, this would
serve to weaken the tendency to arrive late. The second factor we will call the “social effect.” For example, if
you see others harassed when they arrive late and then you are not harassed when you arrive on time, this
could reinforce your arriving at work on time. Again, this same dynamic would hold true for extinction. If you
had observed others being praised for arriving on time, then not receiving praise when you arrived late would
serve to weaken the tendency to arrive late.

From a managerial perspective, questions arise about which strategy of behavioral change is most effective.
Advocates of behavioral change strategies, such as Skinner, answer that positive reinforcement combined with
extinction is the most suitable way to bring about desired behavior. There are several reasons for this focus on
the positive approach to reinforcement. First, although punishment can inhibit or eliminate undesired
behavior, it often does not provide information to the individual about how or in which direction to change.
Also, the application of punishment may cause the individual to become alienated from the work situation,
thereby reducing the chances that useful change can be effected. Similarly, avoidance learning tends to
emphasize the negative; that is, people are taught to stay clear of certain behaviors, such as tardiness, for fear
of repercussions. In contrast, it is felt that combining positive reinforcement with the use of extinction has the
fewest undesirable side effects and allows individuals to receive the rewards they desire. A positive approach
to reinforcement is believed by some to be the most effective tool management has to bring about favorable
changes in organizations.

Schedules of Reinforcement

Having examined four distinct strategies for behavioral change, we now turn to an examination of the various
ways, or schedules, of administering these techniques. As noted by Costello and Zalkind, “The speed with which
learning takes place and also how lasting its effects will be is determined by the timing of reinforcement.”'3
Thus, a knowledge of the types of schedules of reinforcement is essential to managers if they are to know how
to choose rewards that will have maximum impact on employee performance. Although there are a variety of
ways in which rewards can be administered, most approaches can be categorized into two groups: continuous
and partial (or intermittent) reinforcement schedules. A continuous reinforcement schedule rewards desired
behavior every time it occurs. For example, a manager could praise (or pay) employees every time they
perform properly. With the time and resource constraints most managers work under, this is often difficult, if
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not impossible. So, most managerial reward strategies operate on a partial schedule. A partial reinforcement
schedule rewards desired behavior at specific intervals, not every time desired behavior is exhibited.
Compared to continuous schedules, partial reinforcement schedules lead to slower learning but stronger
retention. Thus, learning is generally more permanent. Four kinds of partial reinforcement schedules can be
identified: (1) fixed interval, (2) fixed ratio, (3) variable interval, and (4) variable ratio (see Table 4.2).

Schedule of
Reinforcement

Fixed interval

Fixed ratio

Variable

interval

Variable ratio

Nature of
Reinforcement

Reward on fixed time
basis

Reward consistently
tied to output

Reward given at
variable intervals
around some average
time

Reward given at
variable output levels
around some average
output

Effects on
Behavior When

Applied

Leads to
average and
irregular
performance

Leads quickly to
very high and
stable
performance

Leads to
moderately
high and stable
performance

Leads to very
high
performance

Effects on
Behavior
When
Terminated

Quick
extinction
of behavior

Quick
extinction
of behavior

Slow
extinction
of behavior

Slow
extinction
of behavior

Table 4.2 (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)

Example

Weekly paycheck

Piece-rate pay system

Monthly performance
appraisal and reward at
random times each month

Sales bonus tied to selling X
accounts, but X constantly
changes around some
mean

Fixed-Interval Schedule. A fixed-interval reinforcement schedule rewards individuals at specified intervals for
their performance, as with a biweekly paycheck. If employees perform even minimally, they are paid. This
technique generally does not result in high or sustained levels of performance because employees know that
marginal performance usually leads to the same level of reward as high performance. Thus, there is little
incentive for high effort and performance. Also, when rewards are withheld or suspended, extinction of
desired behavior occurs quickly. Many of the recent job redesign efforts in organizations were prompted by
recognition of the need for alternate strategies of motivation rather than paying people on fixed-interval

schedules.

Fixed-Ratio Schedule. The second fixed schedule is the fixed-ratio schedule. Here the reward is administered

only upon the completion of a given number of desired responses. In other words, rewards are tied to

performance in a ratio of rewards to results. A common example of the fixed-ratio schedule is a piece-rate pay
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system, whereby employees are paid for each unit of output they produce. Under this system, performance
rapidly reaches high levels. In fact, according to Hamner, “The response level here is significantly higher than
that obtained under any of the interval (time-based) schedules.” ' On the negative side, however,
performance declines sharply when the rewards are withheld, as with fixed-interval schedules.

Variable-Interval Schedule. Using variable reinforcement schedules, both variable-interval and variable-ratio
reinforcements are administered at random times that cannot be predicted by the employee. The employee is
generally not aware of when the next evaluation and reward period will be. Under a variable-interval schedule,
rewards are administered at intervals of time that are based on an average. For example, an employee may
know that on the average her performance is evaluated and rewarded about once a month, but she does not
know when this event will occur. She does know, however, that it will occur sometime during the interval of a
month. Under this schedule, effort and performance will generally be high and fairly stable over time because
employees never know when the evaluation will take place.

Variable-Ratio Schedule. Finally, a variable-ratio schedule is one in which rewards are administered only after
an employee has performed the desired behavior a number of times, with the number changing from the
administration of one reward to the next but averaging over time to a certain ratio of number of performances
to rewards. For example, a manager may determine that a salesperson will receive a bonus for every 15th new
account sold. However, instead of administering the bonus every 15th sale (as in a fixed-interval schedule), the
manager may vary the number of sales that is necessary for the bonus, from perhaps 10 sales for the first
bonus to 20 for the second. On the average, however, the 15:1 ratio prevails. If the employee understands the
parameters, then the “safe” level of sales, or the level of sales most likely to result in a bonus, is in excess of
15. Consequently, the variable-ratio schedule typically leads to high and stable performance. Moreover,
extinction of desired behavior is slow.

Which of these four schedules of reinforcement is superior? In a review of several studies comparing the
various techniques, Hamner concludes:

The necessity for arranging appropriate reinforcement contingencies is dramatically illustrated by several
studies in which rewards were shifted from a response-contingent (ratio) to a time-contingent (interval) basis.
During the period in which rewards were made conditional upon occurrence of the desired behavior, the
appropriate response patterns were exhibited at a consistently high level. When the same rewards were given
based on time and independent of the worker’s behavior, there was a marked drop in the desired behavior.
The reinstatements of the performance-contingent reward schedule promptly restored the high level of
responsiveness.

In other words, the performance-contingent (or ratio) reward schedules generally lead to better performance
than the time-contingent (or interval) schedules, regardless of whether such schedules are fixed or variable.
We will return to this point in a subsequent chapter on performance appraisal and reward systems.

Two additional approaches to learning are found in the work of David Kolb and Mel Silberman. Kolb's
experiential learning style theory is typically represented by a four-stage learning cycle in which the learner
'touches all the bases’. The Four stages are achieved when a person progresses through a cycle of four stages:
of (1) having a concrete experience followed by (2) observation of and reflection on that experience which
leads to (3) the formation of abstract concepts (analysis) and generalizations (conclusions) which are then (4)
used to test hypothesis in future situations, resulting in new experiences. Silberman in his book Active Training,
identified eight qualities of an effective and active learning experience. The eight qualities are: a moderate
level of content; a balance between affective, behavioral, and cognitive learning, a variety of learning
approaches, opportunities for group participation, encouraging participants to share their expertise, recycling
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concepts and skills learned earlier, advocating real-life problem solving, and allowing time for re-entry.'?

MANAGERIAL LEADERSHIP

Shaping a Salesperson’s Behavior

Sharon Johnson worked for a publishing company based in Nashville, Tennessee, that sold a line of
children’s books directly to the public through a door-to-door sales force. Sharon had been a very
successful salesperson and was promoted first to district and then to regional sales manager after just
four years with the company. Sales bonuses were fixed, and a fixed-dollar bonus was tied to every $1,000
in sales over a specific minimum quota. However, there was a wide variety of rewards, from praise to gift
certificates, that were left to Sharon'’s discretion.

Sharon knew from her organizational behavior class that giving out praise to those who liked it and gifts
to those who preferred them was an important means of reinforcing desired behavior, and she had been
quite successful in implementing this principle. She also knew that if you reinforced a behavior that was
“on the right track” to the ideal behavior you wanted out of a salesperson, eventually you could shape
their behavior, almost without their realizing it.

Sharon had one particular salesperson, Lyle, that she thought had great potential, yet his weekly sales
were somewhat inconsistent and often lower than she thought possible. When Lyle was questioned
about his performance, he indicated that sometimes he felt that the families he approached could not
afford the books he was selling and so he did not think it was right to push the sale too hard. Although
Sharon argued that it was not Lyle’s place to decide for others what they could or could not afford, Lyle
still felt uncomfortable about utilizing his normal sales approach with these families.

Sharon believed that through subtle reinforcement of certain behaviors she could shape Lyle’s behavior
and that over time he would increasingly use his typical sales approach with the families he thought
could not afford the books. For example, she knew that in the cases of families Lyle thought could not
afford the books, he spent only 3.5 minutes in the house compared to 12.7 minutes in homes of families
he judged able to afford the books. Sharon believed that if she praised Lyle when the average time he
spent in each family’s home was quite similar that Lyle would increase the time he spent in the homes of
families he judged unable to afford the books. She believed that the longer he spent in these homes, the
more likely Lyle was to utilize his typical sales approach. This was just one of several ways Sharon
thought she could shape Lyle’s behavior without trying to change his mind about pushing books onto
people he thought could not afford them.

Sharon saw no ethical issues in this case until she told a friend about it and the friend questioned
whether it was ethical to utilize learning and reinforcement techniques to change people’s behavior
“against their will” even if they did not realize that this was happening.

Source: This ethical challenge is based on a true but disguised case observed by author J. Stewart Black.
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CONCEPT CHECK

1. What is reinforcement, and how can it be applied to motivation?
2. What are the four strategies to use for behavioral change?
3. What is the significance of schedules in changing behavior?

+3 | Behavior Modification in Organizations

3. How do managers and organizations reduce undesirable employee behavior while reinforcing desirable
behavior?

When the above principles and techniques are applied to the workplace, we generally see one of two
approaches: behavior modification or behavioral self-management. Both approaches rest firmly on the
principles of learning described above. Because both of these techniques have wide followings in
corporations, we shall review them here. First, we look at the positive and negative sides of behavior
modification.

Behavior modification is the use of operant conditioning principles to shape human behavior to conform to
desired standards defined by superiors. In recent years, behavior modification has been applied in a wide
variety of organizations. In most cases, positive results are claimed. There is interest in the technique as a
management tool to improve performance and reduce costs.

Because of its emphasis on shaping behavior, it is more appropriate to think of behavior modification as a
technique for motivating employees rather than as a theory of work motivation. It does not attempt to provide
a comprehensive model of the various personal and job-related variables that contribute to motivation.
Instead, its managerial thrust is how to motivate, and it is probably this emphasis that has led to its current
popularity among some managers. Even so, we should be cautioned against the unquestioned acceptance of
any technique until we understand the assumptions underlying the model. If the underlying assumptions of a
model appear to be uncertain or inappropriate in a particular situation or organization, its use is clearly
questionable.

EXPANDING AROUND THE GLOBE

In Japan’s Hell Camp

There is a saying in Japan that “the nail that sticks up gets hammered down.” This means that in
corporate Japan employees are supposed to act together and move in unison. Individuality is not
encouraged. Although Japanese companies use many techniques to train their employees to work hard
and overcome adversity as a group, one rather notable approach that is used by many companies is
known as Hell Camp.

The purpose of Hell Camp is to develop employees so they can “concentrate under difficulty.”
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Representing something of a blend of Outward Bound and assertiveness training, Hell Camp is designed
to toughen employees by putting them through numerous humiliating exercises (e.g., making them
shout their company song outside the local train station). If they pass each exercise (for example, if they
shout loud enough and with sufficient emotion), they are allowed to remove one of several “badges of
shame.” Criteria for removing a badge are left vague, so, in essence, the program uses a variable-ratio
reinforcement system. The employee never quite knows when the trainer will say she has succeeded;
therefore, the most likely level of performance that will result in the removal of shame badges is that at
the higher end of the spectrum of performance. If the employee succeeds during the week-long
program in removing all of the badges and shows her sincerity and commitment, she graduates. If not,
she must repeat the program.

Far from the trust-building exercises and fun runs of modern corporate retreats, Japan's executive Hell
Camps were run with the discipline and intensity of military basic training. The goal was to whip into
shape underperforming middle-management types, as well as give them the assertiveness the Japanese
felt they lacked in dealing with Western competitors.

It is estimated that over 50,000 Japanese managers have gone through the program. Companies like it
because they see it as a way to keep managers from getting soft. As one executive notes, “Companies
have been getting very soft, very weak in their way of demanding excellence.” It is thought that the
harassment received during Hell Camp and the reinforcement following satisfactory task
accomplishment instill character, and Japanese companies show no sign of losing interest in the
program.

Sources: Richarz, Allan, “ The Intense Corporate ‘Hell Camps’ of 1980s Japan,” Atlas Obscura, May 30,
2017, https://www.atlasobscura.com/articles/hell-camp-japan-80s; Phallon, R., “Hell Camp,” Forbes, June
18, 1984; Neill, Michael and Lustig, David, “ A 13-Day Japanese Boot Camp Shows U.S. Executives How to
Succeed in Business Through Suffering,” People, May 30, 1988, https://people.com/archive/a-13-day-
japanese-boot-camp-shows-u-s-executives-how-to-succeed-in-business-through-suffering-vol-29-no-21/.

Assumptions of Behavior Modification

The foundation of behavior modification as a technique of management rests on three ideas."® First,
advocates of behavior modification believe that individuals are basically passive and reactive (instead of
proactive). They tend to respond to stimuli in their environment rather than assuming personal responsibility
in initiating behavior. This assertion is in direct contrast to cognitive theories of motivation (such as
expectancy/valence theory), which hold that individuals make conscious decisions about their present and
future behaviors and take an active role in shaping their environment.

Second, advocates of behavior modification focus on observable and measurable behavior instead of on
unobservable needs, attitudes, goals, or motivational levels. In contrast, cognitive theories focus on both
observable and unobservable factors as they relate to motivation. Social learning theory, in particular, argues
that individuals can change their behavior simply by observing others and noticing the punishments or
rewards that the observed behaviors produce.

Third, behavior modification stresses that permanent changes can be brought about only as a result of
reinforcement. Behaviors that are positively reinforced will be repeated (that is, learned), whereas behaviors
not so reinforced will diminish (according to the law of effect, discussed earlier).
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Designing a Behavior Modification Program

If behavior modification techniques are to work, their application must be well-designed and systematically
applied. Systematic attempts to implement these programs typically go through five phases (see Exhibit 4.8).

Step 3: Set Step 4: Evaluate Step 5: Praise
Step 1: Establish Step 2: Conduct specifi lr)es.ults in employees on
behavioral <——» aperformance -«—— behavioral goals «—— comparison to +— the basis of
criteria. audit. and remove parison actual
preset criteria.
obstacles. performance.

Exhibit 4.8 Steps in Implementing a Behavior Modification Program (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA
4.0 license)

Establishing Clear Behavioral Criteria. First, management attempts to define and clearly specify the
behavioral aspects of acceptable performance. Management must be able to designate what constitutes
acceptable behavior in terms that employees can understand, and this specification must be in objective,
measurable terms. Examples of behavioral criteria include good attendance, promptness in arriving for work,
and completing tasks on schedule. Sometimes it is difficult to determine suitable objective indicators of
successful performance. For instance, as a training director of a major airline asked, “How do you quantify
what a flight attendant does?"” Even so, there are many situations and work behaviors that do lend themselves
to clear specification.

Conducting a Performance Audit. Once acceptable behavioral criteria have been specified, a performance
audit can be done. Because management is concerned about the extent to which employees are successfully
meeting the behavioral criteria, the audit is aimed at pinpointing trouble spots where desired behaviors are
not being carried out. For instance, a review of attendance records of various department may reveal a
department in which absenteeism or tardiness is unusually high. Action can then be taken to focus on the
problem area. In short, the performance audit aims to identify discrepancies between what management sees
as desired or acceptable behavior and actual behavior.

Setting Specific Behavioral Goals. Third, specific behavioral goals must be set for each employee. Failure to
specify concrete behavioral goals is a primary reason for the failure of many behavior modification programs.
Examples of such goals are decreasing absenteeism or tardiness, reducing product defects on an assembly
line, and meeting production schedules. The goals should be both realistic (that is, reasonably achievable by
the employees) and acceptable to the employee. Otherwise, the goals lack relevance, and resulting effort will
diminish.

Evaluating Results. Next, employees and supervisors keep track of the employee’s performance record as
compared to the preset behavioral criteria and goals. Discrepancies are noted and discussed. For example, the
record could provide employees with continuous feedback concerning the extent to which they are on target
in meeting their defect reduction goals.

Administering Feedback and Rewards. Finally, on the basis of the assessment of the employee’s
performance record, the supervisor administers feedback and, where warranted, praise. For example, praise
could strengthen the employees’ efforts to reduce defects (positive reinforcement). The withholding of praise
for defect levels deemed less than adequate or below established goals could cause employees to stop
behavior that was contributing to defects or work harder to reduce defects (extinction).

Central to this phase of the process is the notion of shaping. Shaping is the process of improving performance
incrementally, step by step. Suppose that an employee is absent 30 percent of the time during one month. To
improve attendance, we would set a goal of being absent only 5 percent of the time. After implementing the
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above procedure, we find that absenteeism falls to 20 percent in the second month. Although this is not at
goal level, it is clearly an improvement and, as such, is rewarded. The next month, absenteeism falls to 15
percent, and, again, we reward the incremental improvement. Hence, by this incremental approach, the
employee gets ever closer to the desired level of behavior. In other words, we have “shaped” her behavior.

Behavior Modification in Practice

There are many ways to see how the principles of behavior modification can be applied in organizational
settings. Perhaps one of the best examples can be found in a classic study carried out by Luthans and
Kreitner.'” These researchers carried out a field experiment in a medium-sized light manufacturing plant. Two
separate groups of supervisors were used in the study. In one group (the experimental group—see Appendix
A), the supervisors were trained in the techniques of behavior modification. This program was called
“behavioral contingency management,” or BCM. Included here were ten 90-minute lectures conducted over 10
weeks on behavioral change strategies. The second group of supervisors (the control group) received no such
training. Following this, the trained supervisors were asked to implement what they had learned among their
groups; obviously, the control group supervisors were given no such instructions.

After 10 weeks, group performance was examined for all groups. Two types of data were collected. First, the
researchers were interested in any possible behavioral changes among the various workers in the
experimental groups (compared to the control groups) as a result of the behavior modification efforts.
Significantly, the following changes were noted for these groups in areas that were targeted for change: (1)
the frequency of complaints among group members declined, (2) the scrap rates declined, (3) group quality
indicators increased, and (4) the frequency of individual performance problems declined. No such changes
were recorded for the control groups not exposed to behavior modification. The second measure taken
focused on the overall performance rates for the various groups. This was calculated as a measure of direct
labor effectiveness for each group. Again, overall group performance—that is, labor effectiveness
ratings—improved significantly in the experimental groups but remained unchanged in the control groups.
This can be seen in Exhibit 4.9. The researchers concluded that the introduction of the behavioral modification
program led to substantive improvements in factory performance.
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Exhibit 4.9 Intergroup Comparison of Performance using BCM (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0
license)

CONCEPT CHECK

1. What is behavior modification?
2. What is a performance audit, and what are the components?

+4 | Behavioral Self-Management

4. How can employees be trained to assume more responsibility for self-improvement and job performance
with the goal of creating a work environment characterized by continual self-learning and employee
development?

The second managerial technique for shaping learned behavior in the workplace is behavioral self-management
(or BSM). Behavioral self-management is the process of modifying one’s own behavior by systematically
managing cues, cognitive processes, and contingent consequences.'® BSM is an approach to learning and
behavioral change that relies on the individual to take the initiative in controlling the change process. The
emphasis here is on “behavior” (because our focus is on changing behaviors), not attitudes, values, or
personality. Although similar to behavior modification, BSM differs in one important respect: there is a heavy
emphasis on cognitive processes, reflecting the influence of Bandura’s social learning theory.
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The Self-Regulation Process

Underlying BSM is a firm belief that individuals are capable of self-control; if they want to change their
behavior (whether it is to come to work on time, quit smoking, lose weight, etc.), it is possible through a
process called self-regulation, as depicted in Exhibit 4.10."° According to the model, people tend to go about
their day’s activities fairly routinely until something unusual or unexpected occurs. At this point, the individual
initiates the self-regulation process by entering into self-monitoring (Stage 1). In this stage, the individual
tries to identify the problem. For example, if your supervisor told you that your choice of clothing was
unsuitable for the office, you would more than likely focus your attention on your clothes.

Stage 1: Self- Stage 2: Self- Stage 3: Self-
Description of a monitoring evaluation reinforcement
Normal Routine (What am (What should (“Everyone’s
I doing?) I be doing?) OK now.")

Exhibit 4.10 Kanfer’s Model of Self-Regulation (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0 license)

Next, in Stage 2, or self-evaluation, you would consider what you should be wearing. Here, you would compare
what you have on to acceptable standards that you learned from colleagues, other relevant role models, and
advertising, for example. Finally, after evaluating the situation and taking corrective action if necessary, you
would assure yourself that the disruptive influence had passed and everything was now fine. This phase (Stage
3) is called self-reinforcement. You are now able to return to your normal routine. This self-regulation process
forms the foundation for BSM.

Self-Management in Practice

When we combine the above self-regulation model with social learning theory (discussed earlier), we can see
how the self-management process works. As shown in Exhibit 4.11, four interactive factors must be
considered. These are situational cues, the person, behaviors, and consequences.20 (Note that the arrows in this
diagram go in both directions to reflect the two-way process among these four factors.)

Situational Cues  <—» The Person - Behaviors - Consequences
« Personal goal » Symbolic Performing « Self-
setting coding unappealing reinforcement
« Self-contracts  Rehearsal but necessary « Self-
« Attention « Self-talk tasks punishment
focusers
« Self-observation
data

* Avoidance of
negative cues

« Seeking
positive cues

Exhibit 4.11 A Social Learning Theory Model of Self-Management (Attribution: Copyright Rice University, OpenStax, under CC BY-NC-SA 4.0

license)

Situational Cues. In attempting to change any behavior, people respond to the cues surrounding them. One
reason it is so hard for some people to give up smoking is the constant barrage of advertisements on
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billboards, in magazines, and so forth. There are too many cues reminding people to smoke. However,
situational cues can be turned to our advantage when using BSM. That is, through the use of six kinds of cue
(shown in Exhibit 4.11, column 1), people can set forth a series of positive reminders and goals concerning the
desired behaviors. These reminders serve to focus our attention on what we are trying to accomplish. Hence, a
person who is trying to quit smoking would (1) avoid any contact with smokers or smoking ads, (2) seek
information on the hazards of smoking, (3) set a personal goal of quitting, and (4) keep track of cigarette
consumption. These activities are aimed at providing the right situational cues to guide behavior.

Cognitive Supports. Next, the person makes use of three types of cognitive support to assist with the self-
management process. Cognitive supports represent psychological (as opposed to environmental) cues. Three
such supports can be identified:

1. Symbolic Coding. First, people may use symbolic coding, whereby they try to associate verbal or visual
stimuli with the problem. For example, we may create a picture in our mind of a smoker who is coughing
and obviously sick. Thus, every time we think of cigarettes, we would associate it with illness.

2. Rehearsal. Second, people may mentally rehearse the solution to the problem. For example, we may
imagine how we would behave in a social situation without cigarettes. By doing so, we develop a self-
image of how it would be under the desired condition.

3. Self-Talk. Finally, people can give themselves “pep talks” to continue their positive behavior. We know
from behavioral research that people who take a negative view of things (“I can’t do this”) tend to fail
more than people who take a more positive view (“Yes, I can do this"). Thus, through self-talk, we can
help convince ourselves that the desired outcome is indeed possible.

Behavioral Dilemmas. Obviously, self-management is used almost exclusively to get people to do things that
may be unappealing; we need little incentive to do things that are fun. Hence, we use self-management to get
individuals to stop procrastinating on a job, attend to a job that may lack challenge, assert themselves, and so
forth. These are the “behavioral dilemmas” referred to in the model (Exhibit 4.11). In short, the challenge is
to get people to substitute what have been called low-probability behaviors (e.g., adhering to a schedule or
forgoing the immediate gratification from one cigarette) for high-probability behaviors (e.g., procrastinating
or contracting lung cancer). In the long run, it is better for the individual—and her career—to shift behaviors,
because failure to do so may lead to punishment or worse. As a result, people often use self-management to
change their short-term dysfunctional behaviors into long-range beneficial ones. This short-term versus long-
term conflict is referred to as a behavioral dilemma.

Self-Reinforcement. Finally, the individual can provide self-reinforcement. People can, in effect, pat
themselves on the back and recognize that they accomplished what they set out to do. According to Bandura,
self-reinforcement requires three conditions if it is to be effective: (1) clear performance standards must be set
to establish both the quantity and quality of the targeted behavior, (2) the person must have control over the
desired reinforcers, and (3) the reinforcers must be administered only on a conditional basis—that is, failure to
meet the performance standard must lead to denial of the reward.?' Thus, through a process of working to
change one’s environment and taking charge of one’s own behavior, self-management techniques allow
individuals to improve their behavior in a way that can help them and those around them.

Reducing Absenteeism through Self-Management

In a recent study, efforts were made to reduce employee absenteeism using some of the techniques found in
behavioral self-management. The employees were unionized state government workers with a history of
absenteeism. Self-management training was given to these workers. Training was carried out over eight one-
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hour sessions for each group, along with eight 30-minute one-on-one sessions with each participant.

Included in these sessions were efforts to (1) teach the participants how to describe problem behaviors (e.g.,
disagreements with coworkers) that led to absences, (2) identify the causes creating and maintaining the
behaviors, and (3) develop coping strategies. Participants set both short-term and long-term goals with
respect to modifying their behaviors. In addition, they were shown how to record their own absences in
reports including their frequency and the reasons for and consequences of them. Finally, participants
identified potential reinforcers and punishments that could be self-administered contingent upon goal
attainment or failure.

When, after nine months, the study was concluded, results showed that the self-management approach had
led to a significant reduction in absences (compared to a control group). The researchers concluded that such
an approach has important applications to a wide array of behavioral problems in the workplace.??

CONCEPT CHECK

1. Understand Kanfer’s behavioral self-management process.
2. What are things you can do to instill self-management techniques for yourself?
3. What behavioral self-management techniques can you use as a manager?



120 Chapter 4 Learning and Reinforcement

? | Key Terms

Avoidance learning Refers to seeking to avoid an unpleasant condition or outcome by following a desired
behavior.

Behavior modification The use of operant conditioning principles to shape human behavior to conform to
desired standards defined by superiors.

Behavioral criteria Defining what constitutes acceptable behavior in terms that employees can understand
in objective, measurable terms.

Behavioral dilemmas The process of getting people to substitute what have been called low-probability
behaviors for high-probability behaviors.

Behavioral self-management The use of operant conditioning principles to shape your own behavior to
conform to desired standards defined by superiors.

Classical conditioning The process whereby a stimulus-response bond is developed between a conditioned
stimulus and a conditioned response through the repeated linking of a conditioned stimulus with an
unconditioned stimulus.

Conditioned response The process of conditioning through the repeated linking of a conditioned stimulus
with an unconditioned stimulus.

Continuous reinforcement Rewards desired behavior every time it occurs.

Drive An internal state of disequilibrium; it is a felt need. It is generally believed that drive increases with the
strength of deprivation.

Extinction The principle that suggests that undesired behavior will decline as a result of a lack of positive
reinforcement.

Habit The experienced bond or connection between stimulus and response.

Law of effect States that of several responses made to the same situation, those that are accompanied or
closely followed by satisfaction (reinforcement) will be more likely to occur; those that are accompanied
or closely followed by discomfort (punishment) will be less likely to occur.

Operant conditioning Measures the effects of reinforcements, or rewards, on desired behaviors.

Partial reinforcement Rewards desired behavior at specific intervals, not every time desired behavior is
exhibited.

Performance audit Aims to identify discrepancies between what management sees as desired or acceptable
behavior and actual behavior.

Positive reinforcement Consists of presenting someone with an attractive outcome following a desired
behavior.

Punishment The administration of unpleasant or adverse outcomes as a result of undesired behavior.

Reciprocal determinism This concept implies that people control their own environment as much as the
environment controls people.

Reinforcement Anything that causes a certain behavior to be repeated or inhibited.

Self-regulation The belief that individuals are capable of self-control if they want to change their behavior.

Self-reinforcement The stage in Kanfer's model where, by evaluating the situation and taking corrective
action if necessary, one would assure themselves that the disruptive influence had passed and everything
was now fine.

Self-talk The process of convincing ourselves that the desired outcome is indeed possible.

Shaping The process of improving performance incrementally, step by step.

Social learning theory The process of molding behavior through the reciprocal interaction of a person’s
cognitions, behavior, and environment.
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Symbolic coding When people try to associate verbal or visual stimuli with the problem.

Unconditioned response From classical conditioning, a response to an unconditioned stimulus that is
naturally evoked by that stimulus.

Vicarious learning Learning that takes place through the imitation of other role models.

Summary of Learning Outcomes

4.1 Basic Models of Learning
1. How do organizations offer appropriate rewards in a timely fashion?

People learn through both direct experience and vicarious experience. What is retained and produced as
behavior is a function of the positive and negative consequences either directly experience by individuals or
observed as the result of the actions of others. Often, managers and trainers underestimate the power of
vicarious learning. Also, keep in mind that reinforcement that has some variability in its application (variable
ratio or interval) has the strongest and longest-lasting impact on desired learned behaviors.

Learning is a relatively permanent change in behavior that occurs as a result of experience.

Thorndike's law of effect notes that behavior that is rewarded is likely to be repeated, whereas behavior that is
punished is unlikely to be repeated. Operant conditioning can be distinguished from classical conditioning in
two ways: (1) it asserts that changes in behavior result from the consequences of previous behaviors instead
of changes in stimuli, and (2) it asserts that desired behaviors result only when rewards are tied to correct
responses instead of when unconditioned stimuli are administered after every trial.

Social learning is the process of altering behavior through the reciprocal interaction of a person’s cognitions,
previous behavior, and environment. This is done through a process of reciprocal determinism.

Vicarious learning is learning that takes place through observation and imitation of others.

Learning is influenced by (1) a motivation to learn, (2) knowledge of results, (3) prior learning, (4) the extent to
which the task to be learned is presented as a whole or in parts, and (5) distribution of practice.

4.2 Reinforcement and Behavioral Change
2. What are the best practices that organizations utilize to train employees in new job skills?

Reinforcement causes a certain behavior to be repeated or inhibited. Positive reinforcement is the practice of
presenting someone with an attractive outcome following a desired behavior.

Avoidance learning occurs when someone attempts to avoid an unpleasant condition or outcome by behaving
in a way desired by others.

Punishment is the administration of an unpleasant or adverse outcome following an undesired behavior.
Reinforcement schedules may be continuous or partial. Among the partial reinforcement schedules are (1)
fixed interval, (2) fixed ratio, (3) variable interval, and (4) variable ratio.

4.3 Behavior Modification in Organizations
3. How do managers and organizations reduce undesirable employee behavior while reinforcing desirable

behavior?

Behavior modification is the use of operant principles to shape human behavior to conform to desired
standards as defined by superiors. A behavior modification program follows five steps: (1) establish clear
objectives, (2) conduct a performance audit, (3) set specific goals and remove obstacles, (4) evaluate results
against preset criteria, and (5) administer feedback and praise where warranted.
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4.4 Behavioral Self-Management
4. How can employees be trained to assume more responsibility for self-improvement and job performance

with the goal of creating a work environment characterized by continual self-learning and employee
development?

Behavioral self-management is the process of modifying one’s own behavior by systematically managing cues,
cognitions, and contingent consequences. BSM makes use of the self-regulation process.

=)

Chapter Review Questions

Define learning. Why is an understanding of learning important for managers?

Compare and contrast operant conditioning with classical conditioning. Provide examples of each.
What is social learning theory? Describe how this process works.

What implications of social learning theory for management can you identify?

Identify four strategies for reinforcement, and provide an example of each.

Describe the four different schedules of reinforcement, and show how their use by managers can vary.
How might you design a simple behavior modification program for a group of employees? Explain.

©® No kWb =

What are some problems in trying to implement a behavioral self-management program? How can
managers attempt to overcome these problems?

¥ | Management Skills Application Exercises

1. In order to better understand how behavioral self-management programs operate, you might want to
complete this self-assessment and design your own self-management program. This exercise allows you
to see firsthand how these programs can be applied to a wide array of problems. It also highlights the
advantages and drawbacks of such programs. Refer to Appendix B when you are finished in order to

evaluate your results.

Designing Your Own Behavioral Self-Management Program

Instructions: Think of a personal problem that you would like to overcome. This problem could be to stop

smoking, improve your grades, stop a certain habit, and so forth. With this problem in mind, design your own
behavioral self-management program using the procedures and principles previously outlined in this chapter.
After you have designed and started the program, monitor your performance over time and see how effective
you are both in following the program and in meeting your objectives. In light of your experience, how do you
feel about the potential of behavioral self-management programs in the industrial setting? (See Appendix B.)

Managerial Decision Exercises

1. You manage the human resources department for a mid-sized retailer. Part of the operations consists of a
call center with 100 employees spread over three shifts operating 24 hours a day, seven days a week.
There is a main group with 20 people reporting to a shift supervisor on the main daytime shift from 8 a.m.
to 4 p.m. There are regularly scheduled times for breaks and lunch. Recently senior management
reported to you that they were concerned regarding tardiness of some employees. While the customer
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relationship management reports signal that there are no service issues, senior managers are concerned
that they are overstaffed. You feel that the daytime shift is the most experienced group, and you do not
want to lose some of the best employees through termination. You also do not have any budget money to
use for incentive payments aimed at reducing tardiness. What ideas from operant conditioning, behavior
modification, and social learning theory would you use to reduce the problems of tardiness?

2. Organizations are facing changes in their business environment because of globalization of markets and
competition, growth of immediate digital information and communications, growth of the service-based
economy, and changes in rules affecting corporate governance and trade relationships. Assume the role
of a CEO who needs to change their corporate culture and their standards of operation. The
organizational structures in your industry have trended from tall, hierarchical bureaucracies to flat,
decentralized operations that encourage innovation. Changes like this do not happen automatically. What
theories and techniques would you use to change your organization’s culture?

| Critical Thinking Case

Walt Disney World

When it comes to presenting world-class customer experiences, Walt Disney World is at the top of the list. It's
literally called the Most Magical Place on Earth. However, it isn't just their customers who are receiving
rewards for visiting—their cast members and crew are getting rewarded big-time as well.

Incentives go above and beyond a 401(k) program, and they can go a long way in retaining employees and
increasing employee satisfaction as well. Disney has over 180 employee recognition programs to give their
employees a sense of accomplishment, recognition, and appreciation.

There are over 70,000 cast members at Walt Disney World, each of whom receive extensive training to make
sure that they make the customer experience a world-class enjoyment. According to Mike Fox, author of
Hidden Secrets & Stories of Walt Disney World, “it always impresses me, especially at the cast member level, the
training that goes into helping these folks to provide a superior experience and to see it on stage and see it
executed.”

Walt Disney exemplifies many ways of recognition, lots of them being physical in-park recognitions. These
include names in windows on Main Street tributes, featuring Disney's best “imagineers” that helped create
some of the park’s greatest rides and innovations. One of the most unique is the Lifetime Fred award, which
recognizes employees who exhibit the core company values of friendliness and dependability. It is these
varying types of recognition that make Walt Disney’s rewards program so robust and versatile and keep
employees engaged and willing to work hard to achieve more.

Questions:
1. What key factors are important to consider when creating a rewards program?

2. Why is timing a key component to a rewards program?
3. What can be problematic about the wrong type of reward or the wrong frequency of the reward for
employees?

Sources: Rhatigan, Chris, “These 4 Companies Totally Get Employee Recognition,” TINY pulse, July 21, 2015,
https://www.tinypulse.com/blog/these-4-companies-totally-get-employee-recognition; “Rewarding Your
Employees: 15 Examples of Successful Incentives in The Corporate World,” Robinson Resource Group, June 30,
2013, http://www.rrgexec.com/rewarding-your-employees-15-examples-of-successful-incentives-in-the-
corporate-world/; Kober, Jeff, “Reward & Recognition at Walt Disney World,” World Class Benchmarking,
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October 17, 2016, http://worldclassbenchmarking.com/reward-recognition-at-the-walt-disney-world-resort/;
Cain, Aine, “15 insider facts about working at Walt Disney World only cast members know,” Business Insider,
May 1, 2018, https://www.businessinsider.com/walt-disney-world-cast-member-secrets-2018-2#if-the-guests-
can-see-you-youre-technically-onstage-5.
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Exhibit 5.1 (Credit: rawpixel/ Pixabay/ (CC BY 0))

-7 Introduction

Learning Outcomes

After reading this chapter, you should be able to answer these questions:

What is diversity?

How diverse is the workforce?

How does diversity impact companies and the workforce?

What is workplace discrimination, and how does it affect different social identity groups?

What key theories help managers understand the benefits and challenges of managing the diverse

vk winN-R

workforce?
How can managers reap benefits from diversity and mitigate its challenges?

7. What can organizations do to ensure applicants, employees, and customers from all backgrounds are
valued?

EXPLORING MANAGERIAL CAREERS

Dr. Tamara A. Johnson, Assistant Chancellor for Equity, Diversity, and Inclusion at University of
Wisconsin-Eau Claire

Dr. Tamara Johnson'’s role as assistant chancellor for equity, diversity, and inclusion at the University of
Wisconsin-Eau Claire involves supervising and collaborating with various campus entities to ensure their
operations continue to support the university’s initiatives to foster diversity and equity within the
university community. Dr. Johnson oversees the Affirmative Action, Blugold Beginnings (pre-college
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program), Gender and Sexuality Resource Center, Office of Multicultural Affairs, Ronald E. McNair
Program, Services for Students with Disabilities, Student Support Services, University Police, and Upward
Bound units and leads campus-wide initiatives to educate and train faculty, students, and staff about
cultural awareness, diversity, and institutional equity.

Dr. Johnson'’s journey to her current role began more than 20 years ago when she worked as a counselor
for the Office of Multicultural Student Affairs at the University of Illinois. Her role in this office launched
her on a path through university service—Dr. Johnson went on to work as the associate director for
University Career Services at Illinois State University, the director for multicultural student affairs at
Northwestern University, and the director for faculty diversity initiatives at the University of Chicago. As
faculty at the Chicago School of Professional Psychology, Argosy University, and Northwestern
University, Dr. Johnson taught counseling courses at the undergraduate, master’s, and doctorate levels.

Dr. Johnson's work at the University of Wisconsin-Eau Claire involves developing a program and
protocols to ensure all faculty and staff across the institution receive baseline diversity training. In
addition, one of her goals is to include criteria related to diversity factors in the evaluations of all faculty/
staff. A primary issue that she seeks to address is to increase the awareness of the challenges
experienced by underrepresented students. This includes individuals who may come from backgrounds
of low income, students of color, first-generation students, and other marginalized groups such as
lesbian, gay, bisexual, and transgender students. Dr. Johnson understands the importance of creating
initiatives to support individuals in those groups so their specific concerns may be addressed in multiple
ways. As you will learn in this chapter, when leaders proactively create an inclusive and supportive
climate that values diversity, benefits are produced that result in in positive outcomes for organizations.

51 | An Introduction to Workplace Diversity

1. What is diversity?

Diversity refers to identity-based differences among and between two or more people’ that affect their lives
as applicants, employees, and customers. These identity-based differences include such things as race and
ethnicity, gender, sexual orientation, and age. Groups in society based on these individual differences are
referred to as identity groups. These differences are related to discrimination and disparities between groups
in areas such as education, housing, healthcare, and employment. The term managing diversity is commonly
used to refer to ways in which organizations seek to ensure that members of diverse groups are valued and
treated fairly within organizations? in all areas including hiring, compensation, performance evaluation, and
customer service activities. The term valuing diversity is often used to reflect ways in which organizations show
appreciation for diversity among job applicants, employees, and customers.? Inclusion, which represents the
degree to which employees are accepted and treated fairly by their organization,* is one way in which
companies demonstrate how they value diversity. In the context of today’s rapidly changing organizational
environment, it is more important than ever to understand diversity in organizational contexts and make
progressive strides toward a more inclusive, equitable, and representative workforce.

Three kinds of diversity exist in the workplace (see Table 5.1). Surface-level diversity represents an
individual's visible characteristics, including, but not limited to, age, body size, visible disabilities, race, or sex.”
A collective of individuals who share these characteristics is known as an identity group. Deep-level diversity
includes traits that are nonobservable such as attitudes, values, and beliefs.® Hidden diversity includes traits
that are deep-level but may be concealed or revealed at the discretion of individuals who possess them.’
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These hidden traits are called invisible social identities® and may include sexual orientation, a hidden
disability (such as a mental iliness or chronic disease), mixed racial heritage,’ or socioeconomic status.
Researchers investigate these different types of diversity in order to understand how diversity may benefit or
hinder organizational outcomes.

Diversity presents challenges that may include managing dysfunctional conflict that can arise from
inappropriate interactions between individuals from different groups. Diversity also presents advantages such
as broader perspectives and viewpoints. Knowledge about how to manage diversity helps managers mitigate
some of its challenges and reap some of its benefits.

Surface- Diversity in the form of characteristics of individuals that are readily visible including, but
level not limited to, age, body size, visible disabilities, race or sex.

diversity

Deep-level Diversity in characteristics that are nonobservable such as attitudes, values, and beliefs,
diversity such as religion.

Hidden Diversity in characteristics that are deep-level but may be concealed or revealed at
diversity discretion by individuals who possess them, such as sexual orientation.

Table 5.1 (Attribution: Copyright Rice University, OpenStax, under CC-BY 4.0 license)

CONCEPT CHECK

1. What is diversity?
2. What are the three types of diversity encountered in the workplace?

52 | Diversity and the Workforce

2. How diverse is the workforce?

In 1997, researchers estimated that by the year 2020, 14% of the workforce would be Latino, 11% Black, and 6%
Asian.'? Because of an increase in the number of racial minorities entering the workforce over the past 20
years, most of those projections have been surpassed as of 2016, with a workforce composition of 17%
Hispanic or Latino of any race, followed by 12% Black and 6% Asian (see Exhibit 5.2). American Indians, Alaska
Natives, Native Hawaiians, and Other Pacific Islanders together made up a little over 1% of the labor force,
while people of two or more races made up about 2% of the labor force." Women constitute approximately
47% of the workforce compared to approximately 53% for men,'? and the average age of individuals
participating in the labor force has also increased because more employees retire at a later age.’® Although
Whites still predominantly make up the workforce with a 78% share,'* the U.S. workforce is becoming
increasingly more diverse, a trend that presents both opportunities and challenges. These demographic shifts
in the labor market affect the workforce in a number of ways due to an increasing variety of workers who
differ by sex, race, age, sexual orientation, disability status, and immigrant status.
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Percentage Distribution of the Labor Force by Race
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Exhibit 5.2 Percentage distribution of the labor force by race (Attribution: Copyright Rice University, OpenStax, under CC-BY 4.0 license)

Gender

Increasingly more women are entering the workforce.” Compared to 59% in 1977, the labor force
participation rate for men is now approximately 53% and is expected to decrease through 2024 to 52%.'® As
the labor force participation rate decreases for men, the labor force growth rate for women will be faster.
Their percentage of the workforce has steadily risen, as can be seen in Exhibit 5.3, which compares the
percentage of the workforce by gender in 1977 to 2017."/

Although more women are entering the labor force and earning bachelor’s degrees at a higher rate than

18 women still face a number of challenges at work. The lack of advancement opportunities awarded to
qualified women is an example of a major challenge that women face called the glass ceiling,’® which is an
invisible barrier based on the prejudicial beliefs that underlie organizational decisions that prevent women
from moving beyond certain levels within a company. Additionally, in organizations in which the upper-level
managers and decision makers are predominantly men, women are less likely to find mentors, which are
instrumental for networking and learning about career opportunities. Organizations can mitigate this

men,

challenge by providing mentors for all new employees. Such a policy would help create a more equal playing
field for all employees as they learn to orient themselves and navigate within the organization.

This OpenStax book is available for free at http://cnx.org/content/col29124/1.5



Chapter 5 Diversity in Organizations 129

Percentage of Workforce Employed Percentage of Workforce Employed

by Sex 1977 by Sex 2017
Women Women
41% o
Men Men 47%
59% 53%

Exhibit 5.3 Percentage Distribution of the Labor Force by Sex (Attribution: Copyright Rice University, OpenStax, under CC-BY 4.0 license)

One factor that greatly affects women in organizations is sexual harassment. Sexual harassment is illegal,
and workers are protected from it by federal legislation.?? Two forms of sexual harassment that can occur at
work are quid pro quo and hostile environment.?' Quid pro quo harassment refers to the exchange of rewards
for sexual favors or punishments for refusal to grant sexual favors. Harassment that creates a hostile
environment refers to behaviors that create an abusive work climate. If employees are penalized (for example
by being demoted or transferred to another department) for refusing to respond to repeated sexual advances,
quid pro quo sexual harassment has taken place. The telling of lewd jokes, the posting of pornographic
material at work, or making offensive comments about women in general are examples of actions that are
considered to create a hostile work environment. According to the Equal Employment Opportunity
Commission, sexual harassment is defined as the “unwelcome sexual advances, requests for sexual favors,
and other verbal or physical harassment of a sexual nature. Harassment can also include offensive remarks
about a person’s sex.”?? Although both men and women can be sexually harassed, women are sexually
harassed at work more often.?? In addition, Black and other minority women are especially likely to be
subjected to sexual discrimination and harassment.?*
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Exhibit 5.4 Tamara Johnson The treatment of women in business has become a hot topic in corporate boardrooms, human resources
departments, and investment committees. Tamara Johnson, who is profiled in the opening feature to this chapter, moves beyond simply
acknowledging widespread discrimination to focusing on solutions. Also on the agenda: the need to improve diversity and inclusion across the
board and breaking through the glass ceiling. (Credit: Tamara Johnson/ Attribution 2.0 Generic (CC BY 2.0))

Itis in the organization’s best interest to prevent sexual harassment from occurring. Ways to do this include
companies providing ongoing (e.g., annual) training so that employees are able to recognize sexual
harassment. Employees should know what constitutes acceptable and unacceptable behavior and what
channels and protocols are in place for reporting unacceptable behaviors. Managers should understand their
role and responsibilities regarding harassment prevention, and a clear and understandable policy should be
communicated throughout the organization.

Just as gender-based discrimination is illegal and inappropriate, so is discrimination or mistreatment based on
pregnancy, childbirth, or related medical conditions. While organizations may have different policies regarding
maternity and paternity leave, they must comply with both the Pregnancy Discrimination Act and the Family
Medical Leave Act.

Race

Another important demographic shift in workforce diversity is the distribution of race. (Note that we are using
categories defined by the U.S. Census Bureau. It uses the term “Black (African American)” to categorize U.S.
residents. In this chapter, we use the term “Black.”)

While the White non-Hispanic share of the workforce continues to shrink, the share of racial and ethnic
minority groups will continue to grow.?® Specifically, Hispanics and Asians will grow at a faster rate than other
racial minorities, and Hispanics are projected to make up almost one-fifth of the labor force by 2024.2° The
projected changes in labor force composition between 2014 and 2024 are as follows:

White non-Hispanic participation in the labor force will decline by 3%. Other groups’ share of the labor force is
expected to increase: Black (10.1%), Hispanic/Latino (28%), Asian (23.2%), and Other groups (i.e., multiracial,
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American Indian, Alaska Native, Native Hawaiian, and Other Pacific Islanders) labor force share is expected to
increase by 22.2%.%” With the workforce changing, managers will need to be mindful of issues employees
encounter that are uniquely tied to their experiences based on race and ethnicity, including harassment,
discrimination, stereotyping, and differential treatment by coworkers and decision makers in organizations.

Discrimination Against Black Employees

Race is one of the most frequent grounds for discrimination.?® Although Blacks do not make up the largest
share of the workforce for racial minorities, research studies show they face discrimination more often than
other racial minorities. As a matter of fact, some experts believe that hiring discrimination against Blacks has
not declined over the past 25 years while workplace discrimination against other racial minority groups has
declined.?’

ETHICS IN PRACTICE

Discrimination in the Sharing Economy—#AirbnbWhileBlack

Airbnb, a popular home-sharing website founded in San Francisco in 2008, offers millions of homes for
short-term rental in more than 190 countries. This company has revolutionized the sharing economy in
the same way that ride-sharing services such as Uber and Lyft have, and according to the company, the
site’s drive to connect hosts and potential renters has been able to contribute to the quality of life of
both homeowners and travelers. According to Airbnb’s press releases and information campaigns, their
services can reduce housing costs for travelers on a budget and can provide unique experiences for
adventurous travelers who wish to have the flexibility to experience a city like a local. The organization
also claims that most of its users are homeowners looking to supplement their incomes by renting out
rooms in their homes or by occasionally renting out their whole homes. According to a statement, most
of the listings on the site are rented out fewer than 50 nights per year.

Despite the carefully crafted messages Airbnb has presented to the public, in 2016 the company came
under intense scrutiny when independent analyses by researchers and journalists revealed something
startling: While some Airbnb hosts did in fact use the services only occasionally, a significant number of
hosts were using the services as though they were hotels. These hosts purchased a large number of
properties and continuously rented them, a practice that affected the availability of affordable housing in
cities and, because these hosts were not officially registered as hoteliers, made it possible for Airbnb
hosts to avoid paying the taxes and abiding by the laws that hotels are subject to.

Title II of the Civil Rights Act of 1964 mandates that hotels and other public accommodations must not
discriminate based on race, national origin, sex, or religion, and Title VIII of the Civil Rights Act of 1968
(also known as the Fair Housing Act [FHA]) prohibits discrimination specifically in housing. However,
Airbnb’s unique structure allows it to circumvent those laws. The company also claims that while it
encourages hosts to comply with local and federal laws, it is absolved from responsibility if any of its
hosts break these laws. In 2017, researcher Ben Edelman conducted a field experiment and found that
Airbnb users looking to rent homes were 16% less likely to have their requests to book accepted if they
had traditionally African American sounding names like Tamika, Darnell, and Rasheed.

These findings, coupled with a viral social media campaign, #AirbnbWhileBlack, in which users claimed
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they were denied housing requests based on their race, prompted the state of California’s Department
of Fair Employment and Housing (DFEH) to file a complaint against the company. In an effort to resolve
the complaint, Airbnb reported banning any hosts who were found to have engaged in discriminatory
practices, and they hired former U.S. Attorney General Eric Holder and former ACLU official Laura
Murphy to investigate any claims of discrimination within the company.>° In 2016, Airbnb released a
statement outlining changes to company practices and policies to combat discrimination, and while they
initially resisted demands by the DFEH to conduct an audit of their practices, the company eventually
agreed to an audit of roughly 6,000 of the hosts in California who have the highest volume of properties
listed on the site.

Sources: AirBnB Press Room, accessed December 24, 2018, https://press.atairbnb.com/about-us/;
“Airbnb's data shows that Airbnb helps the middle class. But does it?”, The Guardian, accessed December
23, 2018, https://www.theguardian.com/technology/2016/jul/27/airbnb-panel-democratic-national-
convention-survey ; and Quittner, Jeremy, “Airbnb and Discrimination: Why It's All So Confusing”,
Fortune, June 23, 2016, http://fortune.com/2016/06/23/airbnb-discrimination-laws/.
Discussion Questions

1. What are some efforts companies in the sharing economy can take before problems of

discrimination threaten to disrupt operations?
2. Should Airbnb be held responsible for discriminatory actions of its hosts?

Currently, White men have higher participation rates in the workforce than do Black men,?' and Black women
have slightly higher participation rates than White women.?? Despite growth and gains in both Black education
and Black employment, a Black person is considerably more likely to be unemployed than a White person,
even when the White person has a lower level of education? or a criminal record.?*

Blacks frequently experience discrimination in the workplace in spite of extensive legislation in place to
prohibit such discrimination. Research has shown that stereotypes and prejudices about Blacks can cause
them to be denied the opportunity for employment when compared to equally qualified Whites.? It is
estimated that about 25% of businesses have no minority workers and another 25% have less than 10%
minority workers.>® In terms of employed Blacks, research has shown that, regardless of managers’ race,
managers tended to give significantly higher performance ratings to employees who were racially similar to
them. Because Whites are much more likely to be managers than Blacks, this similarity effect tends to
advantage White employees over Black employees.?’ Blacks are also significantly more likely to be hired in
positions that require low skills, offer little to no room for growth, and pay less. These negative employment
experiences affect both the mental and physical health of Black employees.3®

Hispanic/Latino

Hispanics are the second-fastest-growing minority group in the United States behind Asians,?® and they make
up 17% of the labor force.*® Despite this and the fact that Hispanics have the highest labor participation rate of
all the minority groups, they still face discrimination and harassment in similar ways to other minority groups.
(Note that we are again using the categories as defined by the U.S. Census Bureau, which predominantly uses
the term "Hispanic" to refer to people of Cuban, Mexican, Puerto Rican, South or Central American, or other
Spanish culture or origin.)
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Hispanics can be of any race.*! As a matter of fact, increasingly more Hispanics are identifying racially as
White. In 2004 almost half of Hispanics identified themselves racially as White, while just under half identified
themselves as “some other race.”*? More than 10 years later, approximately 66% of Hispanics now identify
themselves racially as White while only 26% identify themselves as “some other race.”** The remaining
Hispanic population, totaling approximately 7%, identify as either Black, American Indian, Asian, Alaskan
Native, Pacific Islander, or Native Hawaiian.*

Why would a minority identity group identify racially as White? A Pew study found that the longer Hispanic
families lived in the United States, the more likely they were to claim White as their race even if they had not
done so in the past.*> This suggests that upward mobility in America may be perceived by some Hispanics to
be equated with “Whiteness.”#® Consequently, Hispanics who self-identify racially as White experience higher
rates of education and salary, and lower rates of unemployment.*’ Additionally, only 29% of Hispanics polled
by the Pew Hispanic Center believe they share a common culture.*® According to the Pew Research Center, this
finding may be due to the fact that the Hispanic ethnic group in the United States is made up of at least 14
Hispanic origin groups (such as Puerto Rican, Cuban, Spanish, Mexican, Dominican, and Guatemalan, among
many others).*? Each of these groups has its own culture with different customs, values, and norms.

These cultural differences among the various Hispanic groups, combined with different self-perceptions of
race, may also affect attitudes toward their workplace environment. For example, one study found that the
absenteeism rate among Blacks was related to the level of diversity policies and activities visible in the
organization, while the absenteeism rate among Hispanics was similar to that of Whites and not related to
those diversity cues.”® Results from this study suggest that managers need to be aware of how diversity
impacts their workplace, namely addressing the relationship between Hispanic job seekers or workers and
organizational outcomes concerning diversity policies as it may differ from that of other racial minorities.

Asian and Asian American

Asians are the fastest-growing ethnic group in the United States, growing 72% between 2000 and 2015.°"
Compared to the rest of the U.S. population overall, households headed by Asian Americans earn more money
and are more likely to have household members who hold a bachelor’s degree.” However, there is a wide
range of income levels among the Asian population that differs between the more than 19 groups of Asian
origin in the United States.>>

Similar to other racial and ethnic minority groups, Asians are stereotyped and face discrimination at work.
Society through media often stereotypes Asian men as having limited English-speaking skills and as being
highly educated, affluent, analytical, and good at math and science.®* Asian women are often portrayed as
weak and docile.>> For Asian women, and other minority women as well, social stereotypes depicting them as
exotic contribute to reports of sexual harassment from women minority groups.°®

The model minority myth>’ is a reflection of perceptions targeting Asians and Asian Americans that contrast
the stereotypes of “conformity” and “success” of Asian men with stereotypes of “rebelliousness” and
“laziness” of other minority men. It also contrasts the stereotyped “exotic” and “obedient” nature of Asian
women against the stereotypical beliefs that White women are “independent” and “pure.”>® These
perceptions are used not only to invalidate injustice that occurs among other racial minorities, but also to
create barriers for Asian and Asian Americans seeking leadership opportunities as they are steered toward
“behind the scenes” positions that require less engagement with others. These stereotypes also relegate
Asian women into submissive roles in organizations, making it challenging for Asian men and women to
advance in rank at the same rate as White male employees.>®
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Multiracial

Although the U.S. Census Bureau estimates that approximately 2% of the U.S. population describes themselves
as belonging to more than one race, the Pew Research Center estimates that number should be higher, with
around 7% of the U.S. population considered multiracial.®® This is due to the fact that some individuals may
claim one race for themselves even though they have parents from different racial backgrounds. To complicate
matters even more, when collecting data from multiracial group members, racial identity for individuals in this
group may change over time because race is a social construct that is not necessarily based on a shared
culture or country of origin in the same way as ethnicity. As a result, multiracial individuals (and Hispanics)
have admitted to changing their racial identity over the course of their life and even based on the situation.
Approximately 30% of multiracial individuals polled by the Pew Research Center say that they have varied
between viewing themselves as belonging to one race or belonging to multiple races. Within the group polled,
the order in which they first racially identified as belonging to one racial group versus belonging to more than
one group varied.®'

Despite the fact that multiracial births have risen tenfold between 1970 and 2013,%? their participation in the
labor force is only around 2%.%% Additionally, multiracial individuals with a White racial background are still
considered a racial minority unless they identify themselves solely as White, and approximately 56% of them
on average say they have been subjected to racial jokes and slurs.®* Discrimination also varies when
multiracial groups are broken down further, with Black-American Indians having the highest percentage of
individuals reporting discrimination and White-Asians having the lowest percentage.®?

At work, multiracial employees are sometimes mistaken for races other than their own. If their racial minority
background is visible to others, they may experience negative differential treatment. Sometimes they are not
identified as having a racial or ethnic minority background and are privy to disparaging comments from
unsuspecting coworkers about their own race, which can be demoralizing and can lead to lower organizational
attachment and emotional strain related to concealing their identity.%°

Other Groups

Approximately 1% of the labor force identifies as American Indian, Alaska Native, Native Hawaiian or Pacific
Islander, or some other race.®’

Age

The age distribution of an organization’s workforce is an important dimension of workplace diversity as the
working population gets older. Some primary factors contributing to an older population include the aging of
the large Baby Boomer generation (people born between 1946 and 1964), lower birth rates, and longer life
expectancies®® due to advances in medical technology and access to health care. As a result, many individuals
work past the traditional age of retirement (65 years old) and work more years than previous generations in
order to maintain their cost of living.

Exhibit 5.5 compares the percentage of the population over the age of 65 to those under the age of 18
between 2010 and 2016. The number of older individuals has increased and is projected to reach 20.6% by the
year 2030 while the number of younger individuals has steadily decreased within that time period. These
numbers imply that organizations will increasingly have employees across a wide range of ages, and cross-
generational interaction can be difficult manage. Although older workers are viewed as agreeable and
comfortable to work with, they are also stereotyped by some employees as incompetent® and less interested
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in learning new tasks at work compared to younger workers.”? Studies have found support for the proposition
that age negatively relates to cognitive functioning.”! However, if managers offer less opportunity to older
workers solely because of declining cognitive functioning, it can be detrimental to organizational performance
because older workers outperform younger workers on a number of other job performance measures.
Compared to younger workers, older workers are more likely to perform above their job expectations and
follow safety protocols. They are also less likely to be tardy, absent, or abuse drugs or alcohol at work
compared to their younger counterparts.

Change in U.S. Population by Age
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Exhibit 5.5 Change in U.S. population by age (Attribution: Copyright Rice University, OpenStax, under CC-BY 4.0 license)

Sexual Orientation and Gender Identity

Sexual orientation diversity is increasing in the workforce.”> However, only 21 states and Washington D.C.
prohibit discrimination based on sexual orientation.”® Without federal protection, individuals who do not live in
these states could be overlooked for employment or fired for their sexual orientation unless their employer
has policies to protect them.’”# Many employers are beginning to understand that being perceived as inclusive
will make them more attractive to a larger pool of job applicants.”” So although the Civil Rights Act does not
explicitly provide federal protection to lesbian, gay, bisexual and transgender, and queer/questioning (LGBTQ)
employees, more than half of the Fortune 500 companies have corporate policies that protect sexual
minorities from discrimination at work and offer domestic-partner benefits.”®

Unfortunately, the percentage of hate crimes relating to sexual orientation discrimination has increased.”’
Indeed, LGBTQ employees are stigmatized so much that in a recent study, researchers found that straight-
identifying participants were more attracted to employers with no job security to offer them compared to gay-
friendly employers.’® In other words, individuals would waive job security to avoid working with sexual
minorities. Also, compared to heterosexuals, sexual minorities have higher education levels’® but still face
hiring and treatment discrimination frequently.2°

LGBTQ employees are often faced with the decision of whether or not to be truthful about their sexual
orientation at work for fear of being stigmatized and treated unfairly. The decision to not disclose is
sometimes called passing, and for some it involves a great risk of emotional strain that can affect
performance.?! Individuals who pass may distance themselves from coworkers or clients to avoid disclosure
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about their personal life. This behavior can also result in decreased networking and mentoring opportunities,
which over time can limit advancement opportunities. The decision to be transparent about sexual orientation
is sometimes called revealing.®? Just like passing, revealing has its own set of risks including being ostracized,
stigmatized, and subjected to other forms of discrimination at work. However, compared to passing, the
benefits of building relationships at work and using their identity as a catalyst for tolerance and progressive
organizational change may outweigh the risks when LGBTQ employees decide to reveal. The decision to "come
out" should be made exclusively by the individual; "outing" someone else as any sexual orientation or gender
identity is considered highly inappropriate and hurtful, and may have employment-related consequences.

Research shows that when local or state laws are passed to prevent sexual orientation discrimination,
incidents of workplace discrimination decrease.?? This same effect occurs when firms adopt policies that
protect the rights of sexual minority employees.?* By creating a safe and inclusive work environment for
LGBTQ employees, companies can create a culture of tolerance for all employees regardless of their sexual

orientation or gender identity.

Ve |
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MANAGING CHANGE

Blind Recruiting

An increasing number of companies are testing a new and innovative way of recruiting. Blind recruiting is
a process by which firms remove any identifying information about applicants during the recruitment
process. An example of this may include anonymous applications that omit fields requesting information
such as an applicant’s name or age. Using computer application technology, some companies like
Google administer surveys to their anonymous applicants that measure the abilities required for the job
before they are considered in the next step of the recruitment process. Alternatively, companies may
request that applicants remove identifying information such as names and address from their resumes
before applying for positions. As resumes are received, hiring managers can assign a temporary
identification number.

Although more companies are using this method of recruiting, the idea is not new for symphony
orchestras, many of which have been using blind auditioning since the 1970s. In some instances
musicians audition behind screens so they are evaluated only by their music. This process removes bias
associated with race and gender because the performer cannot be seen and only heard. A study
investigating this practice examined 11 symphony orchestras that varied on the use of blind auditions.
Researchers found that blind auditions increased the likelihood that a woman would be hired by
between 25 and 46%. A recruitment process like this can help organizations attract more candidates, hire
the best talent, increase their workplace diversity, and avoid discrimination liability.

Sources: Grothaus, M. (Mar 14 2016). How “blind” recruitment works and why you should consider it.
Fast Company. Retrieved from https://www.fastcompany.com/3057631/how-blind-recruitment-works-
and-why-you-should-consider; and Mlller, C.C. (Feb 25 2016). Is blind hiring the best hiring? The New
York Times Magazine. Retrieved from https://www.nytimes.com/2016/02/28/magazine/is-blind-hiring-
the-best-hiring.html.
Discussion Questions

1. Should all companies use blind recruiting in place of traditional recruiting, or are there exceptions

that must be considered?
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2. If blind recruiting helps eliminate bias during the recruitment process, then what does that say
about social media platforms such as Linked In that are commonly used for recruiting applicants?
Will using those platforms expose companies to greater liability compared to using more traditional
means of recruiting?

3. How does blind recruiting help organizations? How may it hinder organizations?

Immigrant Workers

Every year a new record is set for the time it takes to reach the U.S. cap of H-1B visas granted to employers.®>
H- 1B visas are a type of work visa, a temporary documented status that authorizes individuals to
permanently or temporarily live and work in the United States.®® As a result of the demand for work visas by
employers, the number of immigrant workers in the U.S. workforce has steadily grown within the last decade
from 15% in 2005 to 17% in 2016.8” Compared to those born in the United States, the immigrant population in
America is growing significantly faster.®® This is partly because of the U.S. demand for workers who are
proficient in math and science®? and wish to work in America.

Although a huge demand for immigrant labor exists in the United States, immigrant labor exploitation occurs,
with immigrant employees receiving lower wages and working longer hours compared to American workers.?°
Foreign-born job seekers are attracted to companies that emphasize work visa sponsorship for international
employees, yet they are still mindful of their vulnerability to unethical employers who may try to exploit them.
For example, Lambert and colleagues found that some of the job-seeking MBA students from the Philippines
in their study believed that companies perceived to value international diversity and sponsor H-1B visas
signaled a company wishing to exploit workers.?" Others believed that those types of companies might yield
diminishing returns to each Filipino in the company because their token value becomes limited. In news
stories, companies have been accused of drastically shortchanging foreign student interns on their weekly
wages.?? In another case, Infosys, a technology consulting company, paid $34 million to settle allegations of
visa fraud due to suspicion of underpaying foreign workers to increase profits.”>

Other Forms of Diversity at Work

Workers with disabilities are projected to experience a 10% increase in job growth through the year 2022.%
This means that more public and corporate policies will be revised to allow greater access to training for
workers with disabilities and employers.® Also, more companies will use technology and emphasize educating
employees about physical and mental disabilities as workplace accommodations are used more often.

In the past, the United States has traditionally been a country with citizens who predominantly practice the
Christian faith. However, over the past almost 30 years the percentage of Americans who identify as Christian
has significantly decreased—by approximately 12%. Over that same time period, affiliation with other religions
overall increased by approximately 25%.°° The increase in immigrant workers from Asian and Middle Eastern
countries means that employers must be prepared to accommodate religious beliefs other than Christianity.
Although federal legislation protects employees from discrimination on the basis of race, religion, and
disability status, many employers have put in place policies of their own to deal with the variety of diversity
that is increasingly entering the workforce.
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CONCEPT CHECK

1. How is diversity defined in relation to the workplace?
2. What are the components that make up a diverse workplace and workforce?

53 | Diversity and Its Impact on Companies

3. How does diversity impact companies and the workforce?

Due to trends in globalization and increasing ethnic and gender diversity, it is imperative that employers learn
how to manage cultural differences and individual work attitudes. As the labor force becomes more diverse
there are both opportunities and challenges to managing employees in a diverse work climate. Opportunities
include gaining a competitive edge by embracing change in the marketplace and the labor force. Challenges
include effectively managing employees with different attitudes, values, and beliefs, in addition to avoiding
liability when leadership handles various work situations improperly.

Reaping the Advantages of Diversity

The business case for diversity introduced by Taylor Cox and Stacy Blake outlines how companies may obtain a
competitive advantage by embracing workplace diversity.?” Six opportunities that companies may receive
when pursuing a strategy that values diversity include cost advantages, improved resource acquisition, greater
marketing ability, system flexibility, and enhanced creativity and better problem solving (see Exhibit 5.6).
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Exhibit 5.6 Managing Cultural Diversity (Attribution: Copyright Rice University, OpenStax, under CC-BY 4.0 license)

Cost Advantages

Traits such as race, gender, age, and religion are protected by federal legislation against various forms of
discrimination (covered later in this chapter). Organizations that have policies and procedures in place that
encourage tolerance for a work climate of diversity and protect female and minority employees and applicants
from discrimination may reduce their likelihood of being sued due to workplace discrimination. Cox and Blake
identify this decreased liability as an opportunity for organizations to reduce potential expenses in lawsuit
damages compared to other organizations that do not have such policies in place.

Additionally, organizations with a more visible climate of diversity experience lower turnover among women
and minorities compared to companies that are perceived to not value diversity.?® Turnover costs can be
substantial for companies over time, and diverse companies may ameliorate turnover by retaining their
female and minority employees. Although there is also research showing that organizations that value
diversity experience a higher turnover of White employees and male employees compared to companies that
are less diverse,”® some experts believe this is due to a lack of understanding of how to effectively manage
diversity. Also, some research shows that Whites with a strong ethnic identity are attracted to diverse

organizations similarly to non-Whites."%

Resource Acquisition

Human capital is an important resource of organizations, and it is acquired through the knowledge, skills, and
abilities of employees. Organizations perceived to value diversity attract more women and minority job
applicants to hire as employees. Studies show that women and minorities have greater job-pursuit intentions
and higher attraction toward organizations that promote workplace diversity in their recruitment materials
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compared to organizations that do not.'®" When employers attract minority applicants, their labor pool
increases in size compared to organizations that are not attractive to them. As organizations attract more job
candidates, the chances of hiring quality employees increases, especially for jobs that demand highly skilled
labor. In summary, organizations gain a competitive advantage by enlarging their labor pool by attracting
women and minorities.

Marketing

When organizations employ individuals from different backgrounds, they gain broad perspectives regarding
consumer preferences of different cultures. Organizations can gain insightful knowledge and feedback from
demographic markets about the products and services they provide. Additionally, organizations that value
diversity enhance their reputation with the market they serve, thereby attracting new customers.

System Flexibility

When employees are placed in a culturally diverse work environment, they learn to interact effectively with
individuals who possess different attitudes, values, and beliefs. Cox and Blake contend that the ability to
effectively interact with individuals who differ from oneself builds cognitive flexibility, the ability to think about
things differently and adapt one’s perspective. When employees possess cognitive flexibility, system flexibility
develops at the organizational level. Employees learn from each other how to tolerate differences in opinions
and ideas, which allows communication to flow more freely and group interaction to be more effective.

Creativity and Problem Solving

Teams from diverse backgrounds produce multiple points of view, which can lead to innovative ideas. Different
perspectives lead to a greater number of choices to select from when addressing a problem or issue.

Life experience varies from person to person, sometimes based on race, age, or sex. Creativity has the
opportunity to flourish when those experiences are shared. Diverse teams not only produce more alternatives,
but generate a broader range of perspectives to address tasks and problems. One way in which diverse teams
enhance problem-solving ability is by preventing groupthink,'%? a dysfunction in decision-making that occurs
in homogeneous groups as a result of group pressures and group members’ desire for conformity and
consensus. Diverse group membership prevents groupthink because individuals from varied backgrounds
with different values, attitudes, and beliefs can test the assumptions and reasoning of group members’ ideas.

Aligning Diversity Programs with an Organization’s Mission and Strategic Goals

Diversity helps organizations perform best when it is aligned with a specific business strategy. For example,
when companies use heterogeneous management teams that are directed by an entrepreneurial strategy
focusing on innovation, the companies’ productivity increases.

When an entrepreneurial strategy is not present, however, team diversity has little effect on productivity.'® An
entrepreneurial strategy includes innovation that reflects a company’s commitment to being creative,
supporting new ideas, and supporting experimentation as a way to gain a competitive advantage. In other
words, managers may properly utilize the multiple perspectives that emerge from heterogeneous teams by
integrating them as a resource for pursuing the overall strategy of the organization.
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Using Human Resources Tools Strategically

To effectively align diversity with an organization’s strategy, the human resources function must be able to
engage employees at dynamic levels. Using a strategic human resources management approach to an
organization can successfully integrate diversity with the organization’s goals and objectives.'%* Strategic
human resources management (SHRM) is a system of activities arranged to engage employees in a manner
that assists the organization in achieving a sustainable competitive advantage. SHRM practices vertically
integrate with the mission and strategy of the organization while horizontally integrating human resources
activities across its functional areas. By doing so, a unique set of resources can be made available to specific to
the needs of the organization. Furthermore, when human resources becomes a part of the strategic planning
process instead of just providing ancillary services, improved communication, knowledge sharing, and greater
synergy between decision makers can occur within the organization to improve organizational functioning.

The resource-based view of the firm has been used to support the argument for diversity because it
demonstrates how a diverse workforce can create a sustainable competitive advantage for organizations.
Based on the resource-based view of the firm, when companies possess resources that are rare, valuable,
difficult to imitate, and non-substitutable, a sustained competitive advantage can be attained.'% The SHRM
approach assumes that human capital—the current and potential knowledge, skills, and abilities of
employees—is instrumental to every organization’s success and sustainability and longevity.

If a diverse composition of employees within organizations is rare, employing minorities in positions of
leadership is even rarer. One exception is Northern Trust, an investment management firm that was recently
listed on Forbes magazine’s 2018 Best Employers for Diversity list.'%® Thirty-eight percent of Northern Trust’s
top executives are women, which is impressive because it matches the average percentage of women in full-
time one-year MBA programs over the past five years.'?”” The average for S&P 500 companies is just 27%. In
addition, African Americans make up 23% of Northern Trust’s board, which also demonstrates the
commitment Northern Trust has to diversity. This rare degree of diversity helps Northern Trust become an
employer of choice for minorities and women. In turn, attracting minority applicants increases the labor pool
available to Northern Trust and increases its ability to find good talent.
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Exhibit 5.7 Bank staff watching presentation The Disability Awareness Players present to the staff at Northern Trust. (Credit: JJ’s List/ flickr/
Attribution 2.0 Generic (CC BY 2.0))

Diverse companies may capitalize on the multiple perspectives that employees from different backgrounds
contribute to problem solving and idea generation. In group settings, members from collectivist cultures from
Asia and South America, for example, engage with others on tasks differently than members from North
America. Similarly, Asians, Blacks, and Hispanics usually act more collectively and engage more
interdependently than Whites, who are generally more individualistic. More harmonious working interactions
benefit group cohesion and team performance,'% and employees can grasp better ways of doing things when
there is a diverse population to learn from.

For a company to attain a sustained competitive advantage, its human resource practices must be difficult to
copy or imitate. As we will see later in the chapter, companies may hold one of three perspectives on
workplace diversity. The integration and learning perspective results in the best outcomes for employees and
the organization. However, it is not easy to become an employer that can effectively manage diversity and
avoid the challenges we learned about earlier in this chapter. Historical conditions and often-complex
interplay between various organizational units over time can contribute to a company’s ability to perform
effectively as a diverse organization. Best practices for targeting diverse applicants or resolving conflicts based
on cultural differences between employees may occur organically and later become codified into the
organizational culture. Sometimes, however, the origin of diversity practices is unknown because they arose
from cooperation among different functional areas (e.g., marketing and human resources working
strategically with leadership to develop recruitment ideas) that occurred so long ago that not even the
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company itself, let alone other companies, could replicate the process.

Diversity and Organizational Performance

Research indicates that having diversity in an organization produces mixed results for its success. Some
studies show a positive relationship, some show a negative relationship, and others show no relationship
between diversity and performance. Some researchers believe that although findings regarding a direct
relationship between diversity and success in the marketplace may be inconsistent, the relationship may be
due to other variables not taken into account.

Taking the resource-based view perspective, Richard and colleagues demonstrated that racially diverse
banking institutions focused on innovation experienced greater performance than did racially diverse banks
with a low focus on innovation.'®’ These findings suggest that for the potential of racial diversity to be fully
realized, companies should properly manage the system flexibility, creativity, and problem-solving abilities
used in an innovative strategy. Other studies show that when top management includes female leadership,
firm performance improves when organizations are innovation driven.'"°

CONCEPT CHECK

1. What are the challenges and opportunities that diversity provides to companies?
2. What are the responsibilities of human resources regarding diversity?
3. Can diversity be a strategic advantage to organizations?

54 | Challenges of Diversity

4. What is workplace discrimination, and how does it affect different social identity groups?

Although diversity has it benefits, there are also challenges that managers must face that can only be
addressed with proper leadership. Some of the most common challenges observed in organizations and
studied in research include lower organizational attachment and misunderstanding work diversity initiatives
and programs.

Lower Organizational Attachment

Although diversity programs attract and retain women and minorities, they may have the opposite effect on
other, nonminority employees. When diversity is not managed effectively, White and male employees can feel
alienated from or targeted by the organization as diversity programs are put in place. A study that examined
151 work groups across three large organizations investigated whether the proportion of group membership
based on race or sex affected the group members’ absentee rates, psychological attachment to their work
group, and turnover intentions,'"" three factors that play significant roles in an employee’s attachment to their
organization. Results showed a positive relationship between group heterogeneity and lower organizational
attachment, higher turnover intentions, and greater frequency of absences for men and for White group
members. In other words, as work group diversity increased, White employees and male employees felt less
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attached to the organization and were more likely to quit. Because heterogeneous groups improve creativity
and judgement, managers should not avoid using them because they may be challenging to manage. Instead,
employers need to make sure they understand the communication structure and decision-making styles of
their work groups and seek feedback from employees to learn how dominant group members may adjust to
diversity.

Legal Challenges and Diversity

The legal system is used to combat discrimination. Among the ways that we will cover here are reverse
discrimination, workplace discrimination, harassment, age discrimination, disability discrimination, national
origin discrimination, pregnancy discrimination, race/color discrimination, religious discrimination, sex-based
discrimination and other forms of discrimination.

Reverse Discrimination

As research shows, workplace discrimination against women and racial or ethnic minorities is common.
Reverse discrimination is a term that has been used to describe a situation in which dominant group
members perceive that they are experiencing discrimination based on their race or sex. This type of
discrimination is uncommon, but is usually claimed when the dominant group perceives that members of a
protected (diverse) class of citizens are given preference in workplace or educational opportunities based not
on their merit or talents, but on a prescribed preferential treatment awarded only on the basis of race or sex.

Research conducted in the 1990s shows that only six federal cases of reverse discrimination were upheld over
a four-year period (1990-1994), and only 100 of the 3,000 cases for discrimination over that same four-year
period were claims of reverse discrimination.''? Interestingly, a recent poll administered by the Robert Wood
Johnson Foundation and the Harvard T.H. Chan School of Public Health found that a little more than half of
White Americans believe that White people face discrimination overall, and 19% believe they have experienced
hiring discrimination due to the color of their skin.""® This misperception stems in part from the recalibration
of the labor force as it become more balanced due to increased equal employment opportunities for everyone.
Members of dominant identity groups, Whites and men, perceive fewer opportunities for themselves when
they observe the workforce becoming more diverse. In reality, the workforce of a majority of companies is still
predominantly White and male employees. The only difference is that legislation protecting employees from
discrimination and improvements in equal access to education have created opportunities for minority group
members when before there were none.

Workplace Discrimination

Workplace discrimination occurs when an employee or an applicant is treated unfairly at work or in the job-
hiring process due to an identity group, condition, or personal characteristic such as the ones mentioned
above. Discrimination can occur through marital status, for example when a person experiences workplace
discrimination because of the characteristics of a person to whom they are married. Discrimination can also
occur when the offender is of the same protected status of the victim, for example when someone
discriminates against someone based on a national origin that they both share.

The Equal Employment Opportunity Commission (EEOC) was created by Title VII of the Civil Rights Act of
1964 with the primary goal of making it illegal to discriminate against someone in the workplace due to their
race, national origin, sex, disability, religion, or pregnancy status."'* The EEOC enforces laws and issues
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guidelines for employment-related treatment. It also has the authority to investigate charges of workplace
discrimination, attempt to settle the charges, and, if necessary, file lawsuits when the law has been broken.

All types of workplace discrimination are prohibited under different laws enacted and enforced by the EEOC,
which also considers workplace harassment and sexual harassment forms of workplace discrimination and
mandates that men and women must be given the same pay for equal work."">

The provision for equal pay is covered under the Equal Pay Act of 1963, which was an amendment to the Fair
Labor Standards Act of 1938. Virtually all employers are subject to the provisions of the act, which was an
attempt to address pay inequities between men and women. More than 50 years later, however, women still
earn about 80 cents to every dollar that men earn, even while performing the same or similar jobs."®

Harassment

Harassment is any unwelcome conduct that is based on characteristics such as age, race, national origin,
disability, sex, or pregnancy status. Harassment is a form of workplace discrimination that violates Title VII of
the Civil Rights Act of 1964, the Age Discrimination in Employment Act of 1967, and the Americans with
Disabilities Act of 1990.""”

Sexual harassment specifically refers to harassment based on a person’s sex, and it can (but does not have
to) include unwanted sexual advances, requests for sexual favors, or physical and verbal acts of a sexual
nature. Though members of any sex can be the victim of sexual harassment, women are the primary targets of
this type of harassment."'®

Age Discrimination

Age discrimination consists of treating an employee or applicant less favorably due to their age. The Age
Discrimination in Employment Act (ADEA) forbids discrimination against individuals who are age 40 and
above. The act prohibits harassment because of age, which can include offensive or derogatory remarks that
create a hostile work environment.'"?

Disability Discrimination

A person with a disability is a person who has a physical or mental impairment that limits one or more of the
person’s life actions. Disability discrimination occurs when an employee or applicant who is covered by the
Americans with Disabilities Act (ADA) is treated unfavorably due to their physical or mental disability. The
ADA is a civil rights law that prohibits discrimination in employment, public services, public accommodations,
and telecommunications against people with disabilities.'?° To be covered under the ADA, individuals must be
able to perform the essential functions of their job with or without reasonable accommodations. Research has

shown that reasonable accommodations are typically of no or low cost (less than $100) to employers.'?’

National Origin Discrimination

National origin discrimination involves treating someone unfavorably because of their country of origin,
accent, ethnicity, or appearance. EEOC regulations make it illegal to implement an employment practice or
policy that applies to everyone if it has a negative impact on people of a certain national origin. For example,
employers cannot institute an “English-only” language policy unless speaking English at all times is essential
to ensure the safe and efficient operation of the business. Employers also cannot mandate employees be
fluent in English unless fluency in English is essential to satisfactory job performance. The EEOC also prohibits
businesses from hiring only U.S. citizens or lawful residents unless the business is required by law to do so.??
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Pregnancy Discrimination

Pregnancy discrimination involves treating an employee or applicant unfairly because of pregnancy status,
childbirth, or medical conditions related to pregnancy or childbirth. The Pregnancy Discrimination Act (PDA)
prohibits any discrimination as it relates to pregnancy in any of the following areas: hiring, firing,
compensation, training, job assignment, insurance, or any other employment conditions. Further, certain
conditions that result from pregnancy may be protected under the ADA, which means employers may need to
make reasonable accommodations for any employee with disabilities related to pregnancy.

Under the Family and Medical Leave Act (FMLA), new parents, including adoptive and foster parents, may be
eligible for 12 weeks of unpaid leave (or paid leave only if earned by the employee) to care for the new child.

Also, nursing mothers have the right to express milk on workplace premises.'?3

Race/Color Discrimination

Race/color discrimination involves treating employees or applicants unfairly because of their race or because
of physical characteristics typically associated with race such as skin color, hair color, hair texture, or certain
facial features.

As with national origin discrimination, certain workplace policies that apply to all employees may be unlawful if
they unfairly disadvantage employees of a certain race. Policies that specify that certain hairstyles must or
must not be worn, for example, may unfairly impact African American employees, and such policies are
prohibited unless their enforcement is necessary to the operations of the business.?*

Religious Discrimination

Religious discrimination occurs when employees or applicants are treated unfairly because of their religious
beliefs. The laws protect those who belong to traditional organized religions and those who do not belong to
organized religions but hold strong religious, ethical, or moral beliefs of some kind. Employers must make
reasonable accommodations for employees’ religious beliefs, which may include flexible scheduling or
modifications to workplace practices. Employees are also permitted accommodation when it comes to
religious dress and grooming practices, unless such accommodations will place an undue burden on the
employer. Employees are also protected from having to participate (or not participate) in certain religious
practices as terms of their employment.'?>

Sex-Based Discrimination

Sex-based discrimination occurs when employees or applicants are treated unfairly because of their sex. This
form of discrimination includes unfair treatment due to gender, transgender status, and sexual orientation.
Harassment and policies that unfairly impact certain groups protected under sex discrimination laws are
prohibited under EEOC legislation."%°

The key diversity-related federal laws are summarized in Table 5.2.
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Title VII of the Created the Equal Employment Opportunity Commission with the primary role of
Civil Rights Act making it illegal to discriminate against someone in the workplace due to their race,

of 1964 national origin, sex, disability, religion, or pregnancy status.

Equal Pay Act Mandates that men and women must be given the same pay for equal work
of 1963

Age Forbids discrimination against individuals who are age 40 and above.

Discrimination
in Employment
Act (ADEA)

Americans with  Prohibits discrimination against people with disabilities in employment, public
Disabilities Act services, public accommodations, and in telecommunications
(ADA)

Pregnancy Prohibits any discrimination as it relates to pregnancy, including hiring, firing,
Discrimination compensation, training, job assignment, insurance, or any other employment
Act (PDA) conditions.

Family and Grants new parents up to 12 weeks of paid or unpaid leave to care for the new child,
Medical Leave and gives nursing mothers the right to express milk on workplace premises.
Act (FMLA)

Table 5.2 (Attribution: Copyright Rice University, OpenStax, under CC-BY 4.0 license)

Other Types of Discrimination

Beyond the key types of discrimination outlined by the EEOC, diversity and management scholars have
identified other types of discrimination that frequently impact certain identity groups more than others.
Access discrimination is a catchall term that describes when people are denied employment opportunities
because of their identity group or personal characteristics such as sex, race, age, or other factors. Treatment
discrimination describes a situation in which people are employed but are treated differently while employed,
mainly by receiving different and unequal job-related opportunities or rewards.'?” Scholars have also
identified a form of discrimination called interpersonal or covert discrimination that involves discrimination
that manifests itself in ways that are not visible or readily identifiable, yet is serious because it can impact
interpersonal interactions between employees, employees and customers, and other important workplace
relationships.

This type of discrimination poses unique challenges because it is difficult to identify. For example, one study
examining customer service and discrimination found that obese customers were more likely to experience
interpersonal discrimination than average-weight customers. Salespersons spent less time interacting with
obese customers than average-weight customers, and average-weight customers reported more positive
interactions with salespeople when asked about standard customer service metrics such as being smiled at,
receiving eye contact, and perceived friendliness.'?
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CONCEPT CHECK

1. What is the role of the EEOC?
2. What are the types of discrimination encountered in the workplace?

5.5 | Key Diversity Theories

5. What key theories help managers understand the benefits and challenges of managing the diverse
workforce?

Many theories relevant to managing the diverse workforce center on an individual’s reactions (such as
categorization and assessment of the characteristics of others) to people who are different from the individual.
Competing viewpoints attempt to explain how diversity is either harmful or beneficial to organizational
outcomes.

+ The cognitive diversity hypothesis suggests that multiple perspectives stemming from the cultural
differences between group or organizational members result in creative problem solving and innovation.

+ The similarity-attraction paradigm and social identity theory hold that individuals’ preferences for
interacting with others like themselves can result in diversity having a negative effect on group and
organizational outcomes.

+ The justification-suppression model explains under what conditions individuals act on their prejudices.

Cognitive Diversity Hypothesis

Some research shows that diversity has no relationship to group performance, and some shows that there is a
relationship. Of the latter research, some shows a negative relationship (greater diversity means poorer group
performance, less diversity means better group performance) and some shows a positive relationship.

These various findings may be due to the difference in how diversity can affect group members. Cognitive
diversity refers to differences between team members in characteristics such as expertise, experiences, and
perspectives.'?? Many researchers contend that physical diversity characteristics such as race, age, or sex (also
known as bio-demographic diversity) positively influence performance because team members contribute
unique cognitive attributes based on their experiences stemming from their demographic background.'*°

There is research that supports the relationship between group performance and task-related diversity as
reflected in characteristics not readily detectable such as ability, occupational expertise, or education.
However, the relationship between bio-demographic diversity and group performance has produced mixed
131 For example, Watson and colleagues studied the comparison of group performance between
culturally homogeneous and culturally heterogeneous groups. Groups were assigned business cases to
analyze, and their group performance was measured over time based on four factors: the range of
perspectives generated, the number of problems identified in the case, the number of alternatives produced,

results.

and the quality of the solution. Overall performance was also calculated as the average of all the factors. The
factors were measured at four intervals: Interval 1 (at 5 weeks), Interval 2 (at 9 weeks), Interval 3 (at 13 weeks),
and Interval 4 (at 17 weeks).

For Intervals 1 and 2, the overall performance of homogeneous groups was higher than heterogeneous
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groups. However, by Intervals 3 and 4, there were no significant differences in overall performance between
the groups, but the heterogeneous group outperformed the homogeneous group in generating a greater
range of perspectives and producing a greater number of alternatives.

This research suggests that although homogeneous groups may initially outperform culturally diverse groups,
over time diverse groups benefit from a wider range of ideas to choose from when solving a problem. Based
on the cognitive diversity hypothesis, these benefits stem from the multiple perspectives generated by the
cultural diversity of group members. On the other hand, it takes time for members of diverse groups to work
together effectively due to their unfamiliarity with one another, which explains why homogeneous groups
outperform heterogeneous groups in the early stages of group functioning. (This is related to the similarity-
attraction paradigm, discussed in the next section.) Other studies have shown that ethnically diverse groups
cooperate better than homogeneous groups at tasks that require decision-making and are more creative and
innovative. While homogeneous groups may be more efficient, heterogeneous groups sacrifice efficiency for
effectiveness in other areas.

Similarity-Attraction Paradigm

The cognitive diversity hypothesis explains how diversity benefits organizational outcomes. The similarity-
attraction paradigm explains how diversity can have negative outcomes for an organization.

Some research has shown that members who belong to diverse work units may become less attached, are
absent from work more often, and are more likely to quit."*? There is also evidence that diversity may produce
conflict and higher employee turnover. Similarity-attraction theory is one of the foundational theories that
attempts to explain why this occurs; it posits that individuals are attracted to others with whom they share

attitude similarity.’>3

Attitudes and beliefs are common antecedents to interpersonal attraction. However, other traits such as race,
age, sex, and socioeconomic status can serve as signals to reveal deep-level traits about ourselves. For
example, numerous studies investigating job-seeker behaviors have shown that individuals are more attracted
to companies whose recruitment literature includes statements and images that reflect their own identity
group. One study showed that companies perceived to value diversity based on their recruitment literature are
more attractive to racial minorities and women compared to Whites.'** Another study showed that when
organizations use recruitment materials that target sexual minorities, the attraction of study participants
weakened among heterosexuals.'3> Even foreign-born potential job candidates are more attracted to
organizations that depict international employees in their job ads.3°

Social Cognitive Theory

Social cognitive theory is another theory that seeks to explain how diversity can result in negative outcomes
in a group or organization. Social cognitive theory suggests that people use categorization to simplify and
cope with large amounts of information. These categories allow us to quickly and easily compartmentalize
data, and people are often categorized by their visible characteristics, such as race, sex, and age. Thus, when
someone sees a person of a particular race, automatic processing occurs and beliefs about this particular race
are activated. Even when the person is not visible, he or she can be subject to this automatic categorization.
For example, when sorting through resumes a hiring manager might engage in sex categorization because
the person’s name provides information about the person’s sex or racial categorization because the person’s
name provides information about their race.’>” Stereotypes are related to this categorization, and refer to the
overgeneralization of characteristics about large groups. Stereotypes are the basis for prejudice and
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discrimination. In a job-related context, using categorization and stereotyping in employment decision-making
is often illegal. Whether illegal or not, this approach is inconsistent with a valuing-diversity approach.

Social Identity Theory

Social identity theory is another explanation of why diversity may have a negative outcome. Social identity

theory suggests that when we first come into contact with others, we categorize them as belonging to an in-
group (i.e., the same group as us) or an out-group (not belonging to our group).'*® We tend to see members
of our in-group as heterogeneous but out-group members as homogeneous. That is, we perceive out-group
members as having similar attitudes, behaviors, and characteristics (i.e., fitting stereotypes).

Researchers posit that this perspective may occur because of the breadth of interactions we have with people
from our in-group as opposed to out-groups. There is often strong in-group favoritism and, sometimes,
derogation of out-group members. In some cases, however, minority group members do not favor members
of their own group.’*® This may happen because of being continually exposed to widespread beliefs about the
positive attributes of Whites or men and to common negative beliefs about some minorities and women.
When in-group favoritism does occur, majority-group members will be hired, promoted, and rewarded at the
expense of minority-group members, often in violation of various laws.

Schema Theory

Schema theory explains how individuals encode information about others based on their demographic
characteristics.'? Units of information and knowledge experienced by individuals are stored as having
patterns and interrelationships, thus creating schemas that can be used to evaluate one’s self or others. As a
result of the prior perceived knowledge or beliefs embodied in such schemas, individuals categorize people,
events, and objects. They then use these categories to evaluate newly encountered people and make decisions
regarding their interaction with them.

Based on schema theory, employees develop schemas about coworkers based on race, gender, and other
diversity traits. They also form schemas about organizational policies, leadership, and work climates. Schemas
formed can be positive or negative and will affect the attitudes and behaviors employees have toward one
another.

Justification-Suppression Model

The justification-suppression model explains the circumstances in which prejudiced people might act on
their prejudices. The process by which people experience their prejudice is characterized as a “two-step”
process in which people are prejudiced against a certain group or individual but experience conflicting
emotions in regard to that prejudice and are motivated to suppress their prejudice rather than act upon it.’*!
Theory about prejudice suggests that all people have prejudices of some sort, that they learn their prejudices
from an early age, and that they have a hard time departing from them as they grow older. Prejudices are
often reinforced by intimate others, and individuals use different methods to justify those prejudices.

Most people will attempt to suppress any outward manifestations of their prejudices. This suppression can
come from internal factors like empathy, compassion, or personal beliefs regarding proper treatment of
others. Suppression can also come from societal pressures; overt displays of prejudice are no longer socially
acceptable, and in some cases are illegal.

This OpenStax book is available for free at http://cnx.org/content/col29124/1.5



Chapter 5 Diversity in Organizations 151

At times, however, prejudiced individuals will look for reasons to justify acting on their prejudiced beliefs.
Research has shown people are more likely to act in prejudiced ways when they are physically or emotionally
tired, when they can do so and remain anonymous, or when social norms are weak enough that their
prejudiced behavior will not be received negatively.

CONCEPT CHECK

1. What are the theories that can help managers understand diversity?

56 | Benefits and Challenges of Workplace Diversity

6. How can managers reap benefits from diversity and mitigate its challenges?

Much theoretical work has espoused the benefits of workplace diversity, but empirical studies have often had
conflicting results, which have shown researchers that certain conditions can affect how successful initiatives
to increase and enhance workplace diversity are. Managers can work to make sure that the efforts and
initiatives they enact to increase diversity in the workplace come from a perspective that ensures and strives
for equity and fairness, and not simply from the perspective of only benefitting the company’s bottom line. By
approaching diversity and diversity issues in a thoughtful, purposeful way, managers can mitigate the
challenges posed by a diverse workforce and enhance the benefits a diverse workforce can offer.

Three Perspectives on Workplace Diversity

Ely and Thomas’s work on cultural diversity was designed to theoretically and empirically support some of the

hypothesized relationships between diversity and workplace outcomes. Their research yielded a paradigm that
identifies three perspectives regarding workplace diversity:'*? integration and learning, access and legitimacy,

and discrimination and fairness.

The Integration-and-Learning Perspective

The integration-and-learning perspective posits that the different life experiences, skills, and perspectives
that members of diverse cultural identity groups possess can be a valuable resource in the context of work
groups. Under this perspective, the members of a culturally diverse workgroup can use their collective
differences to think critically about work issues, strategies, products, and practices in a way that will allow the
group to be successful in its business operations. The assumption under this perspective is that members of
different cultural identity groups can learn from each other and work together to best achieve shared goals.
This perspective values cultural identity and strongly links diversity of the group to the success of the firm.

Downfalls of the integration-and-learning perspective can be that White members of the work group can feel
marginalized when they are not asked to join in on diversity-related projects or discussions. Similarly,
workforce members of color might experience burnout if they are always expected to work on those projects
and discussions that specifically deal with diversity issues.
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The Access-and-Legitimacy Perspective

The access-and-legitimacy perspective focuses on the benefit that a diverse workforce can bring to a
business that wishes to operate within a diverse set of markets or with culturally diverse clients. Work groups
that operate under this perspective are doing so in order to gain access to diverse markets and because their
diversity affords them some level of legitimacy when attempting to gain access to diverse markets. This type of
workplace diversity is more of a functional type of diversity that does not attempt to integrate or value
diversity at the business’s core. The danger of this diversity perspective is that it can limit the roles of certain
minority groups by valuing members of these groups only because they can increase the access to diverse

markets and clients and not because they can make other potentially valuable contributions.'*3

The Discrimination-and-Fairness Perspective

The discrimination-and-fairness perspective stems from a belief that a culturally diverse workforce is a
moral duty that must be maintained in order to create a just and fair society. This perspective is characterized
by a commitment to equal opportunities in hiring and promotions, and does not directly link a work group's
productivity or success with diversity. Many times firms operating under this perspective will have a spoken or
unspoken assumption that assimilation into the dominant (White) culture should take place by the members
of other cultural identity groups. One drawback of this perspective is that because it measures progress by the
recruitment and retention of diverse people, employees of traditionally underrepresented groups can feel
devalued. Often, assimilation is pushed on diverse employees under the guise of reducing conflict or in an
effort to demonstrate that differences between cultural identity groups are unimportant.’#

Exhibit 5.8 shows the degrees of effectiveness and benefits for each perspective.
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Exhibit 5.8 Cultural Diversity Perspectives at Work Source: Adapted from Ely, Robin J., and David A. Thomas. “Cultural diversity at work:
The effects of diversity perspectives on work group processes and outcomes.” Administrative science quarterly. 46.2 (2001): 229-273.

CONCEPT CHECK

1. How can managers reap the benefits of diversity?

2. How can managers mitigate the challenges of diversity?
What is the access-and-legitimacy perspective? Differentiate it from the discrimination-and-fairness
perspective.

57 | Recommendations for Managing Diversity

7. What can organizations do to ensure applicants, employees, and customers from all backgrounds are
valued?

Organizations that are committed to equality and inclusion must take steps to combat the examples of
discrimination and harassment that have been covered in this chapter. And they must take steps to make
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diversity a goal in the pre-employment stages as well as in the post-employment stages. Anyone with
managerial or supervisory responsibilities should pay careful attention to hiring and performance-rewarding
practices, and make sure to rely on relevant information for making decisions and ignore race-based
stereotypes. The following are examples of what leaders and organizations can do make sure employees feel
valued.

Interview Selection Process

To ensure fairness for all applicants, organizations should use highly structured interviews during the
selection process to avoid bias based on race or gender.'* Highly structured interviews consists of the
following 15 characteristics: “(1) job analysis, (2) same questions, (3) limited prompting, (4) better questions,
(5) longer interviews, (6) control of ancillary information, (7) limited questions from candidates, (8) multiple
rating scales, (9) anchored rating scales, (10) detailed notes, (11) multiple interviewers, (12) consistent
interviewers, (13) no discussion between interviews, (14) training, and (15) statistical prediction.”’*® Similarity
bias can occur when interviewers prefer interviewees with whom they share similar traits. Organizations can
mitigate this challenge if all 15 characteristics of a structured interview are used consistently with each job
applicant.

Diversified Mentoring Relationships

Thanks to the rapid growth of international travel and globalization, managers are often called upon to
manage a workforce that is increasingly diverse. Research has shown that racially and ethnically diverse firms
have better financial performance than more homogeneous firms, because, as mentioned, employees from
different backgrounds and with different experiences can give the firm a competitive advantage in various
ways. It is necessary, however, that managers and those in positions of power are adequately equipped to
manage diverse workforces in ways that are beneficial to all. Diversified mentoring relationships are
relationships in which the mentor and the mentee differ in terms of their status within the company and
within larger society. The differences could be in terms of race, gender, class, disability, sexual orientation, or
other status. Research has found that these types of relationships are mutually beneficial and that the mentor
and the mentee both have positive outcomes in terms of knowledge, empathy, and skills related to

interactions with people from different power groups.'*’

MANAGERIAL LEADERSHIP

Diversity Training Programs

As the workforce becomes increasingly more diverse, managers will face a major challenge in
understanding how to manage diversity. One of many decisions to be made is whether an organization
should offer diversity training and, if so, what topics and issues should be addressed based on the
organizational goals.

There has been a debate over the effectiveness of corporate diversity training since the Civil Rights Act of
1964 helped prompt corporate diversity training with the organizational goal of simply being compliant
with the law. Prior research shows that it can be effective, ineffective, or even detrimental for employees,
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but as diversity training has evolved through the years, it has become an important factor in helping
employers manage diversity.

In the 1980s through the late 1990s, diversity training evolved from focusing solely on compliance to
addressing the needs of women and minorities as they entered the workforce at a faster rate.
Unfortunately, this type of training was perceived by Whites and men as singling them out as the
problem; sometimes such training was even formatted as “confession” sessions for White employees to
express their complicity in institutional racism. Not unexpectedly, this type of training would often
backfire and would further separate employees from each other, the exact opposite of its intention.

Recently, diversity training has evolved to focus on (1) building cultural competencies regarding fellow
employees, (2) valuing differences, and (3) learning how diversity helps make better business decisions.
This perspective toward diversity training is more effective than simply focusing on causes of a lack of
diversity and the historical roots of discrimination. Understanding how to comply with the law is still
important, but training has a greater effect when the other factors are also included.

A recent study investigated various diversity-training methods, including having participants engage in
activities on perspective taking and goal setting. For perspective-taking activities, participants were asked
to write a few sentences about the challenges they believed minority group members might experience.
Goal-setting activities involved writing specific and measurable goals related to workplace diversity such
as crafting future policies or engaging in future behaviors. Researchers found that when these activities
were used as a diversity-training method, pro-diversity attitudes and behavioral intentions persisted
months later.

Issues regarding employee sexual orientation have also been introduced into corporate diversity training
in recent years. Because employees’ religious beliefs are protected by Title VII of the Civil Rights Act,
employers should be sensitive to balancing the rights of lesbian, gay, and bisexual employees and
employees’ religious rights. Attempting to protect the rights of one group and not be perceived to
disrespect another is a difficult situation for managers. In order to mitigate any backlash from some
employees, employers should seek feedback from all groups to learn the best ways to accommodate
them, and should assess the organizational climate. Additionally, managers should explain how diversity
based on sexual orientation aligns with the company’s strategic objectives and explain the company’s
legal position with supportive reasoning. Lastly, based on their organizational climate and how it
reshapes itself over time, some companies may wish to address diversity training on sexual orientation in
a voluntary training separate from other diversity issues.

Sources: Young, Cheri A., Badiah Haffejee, and David L. Corsun. "Developing Cultural Intelligence and
Empathy Through Diversified Mentoring Relationships." Journal of Management Education (2017):
1052562917710687; Bezrukova, K., Jehn, K.A., & Spell, C.S. (2012). Reviewing diversity training: Where we
have been and where we should go. Academy of Management Learning & Education, 11 (2): 207-227;
Anand, R., & Winters, M. (2008). A retrospective view of corporate diversity training from 1964 to the
present. Academy of Management Learning & Education, 7 (3): 356-372; Lindsey, A., King, E., Membere, A., &
Cheung, H.K. (July 28, 2017). Two types of diversity training that really work. Harvard Business Review.
Discussion Questions

1. Why do you believe diversity training is resisted by some employees?

2. Do you believe there will always be a need for workplace diversity training?

3. How would you determine what types of diversity training are needed at your company?
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Visible Leadership

Another key to ensure that employees are treated fairly is utilizing appropriate leadership strategies.'
Leadership must sincerely value variety of opinions, and organizational culture must encourage openness and
make workers feel valued. Organizations must also have a well-articulated and widely understood mission and
a relatively egalitarian, nonbureaucratic structure. Having such a work environment will ensure that the
attitudes and values of employees are aligned with those of the organization. In this way culture serves as a
control mechanism for shaping behaviors.

Strategies for Employees

Individuals can increase positive employment outcomes by obtaining high levels of education, because for all
groups education is a predictor of employment and increased earnings. Individuals can also seek employment
in larger firms, which are more likely to have formal hiring programs and specific diversity provisions in place.
Individuals of any race or ethnic background can also take steps to eliminate discrimination by being aware of
their own personal stereotypes or biases and taking steps to challenge and address them.

CONCEPT CHECK

1. How can managers ensure fairness in the interviewing and selection process regarding diversity?
2. What s the role of leadership regarding diversity?
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? | Key Terms

access discrimination A catchall term that describes when people are denied employment opportunities
because of their identity group or personal characteristics such as sex, race, or age.

access-and-legitimacy perspective Focuses on the benefits that a diverse workforce can bring to a
business that wishes to operate within a diverse set of markets or with culturally diverse clients.

age discrimination Treating an employee or applicant less favorably due to their age.

Age Discrimination in Employment Act (ADEA) Forbids discrimination against individuals who are age 40
and above, including offensive or derogatory remarks that create a hostile work environment.

Americans with Disabilities Act (ADA) Prohibits discrimination in employment, public services, public
accommodations, and telecommunications against people with disabilities.

cognitive diversity Differences between team members regarding characteristics such as expertise,
experiences, and perspectives.

cognitive diversity hypothesis Multiple perspectives stemming from the cultural differences between
group or organizational members result in creative problem-solving and innovation.

covert discrimination (interpersonal) An interpersonal form of discrimination that manifests in ways that
are not visible or readily identifiable.

deep-level diversity Diversity in characteristics that are nonobservable such as attitudes, values, and beliefs,
such as religion.

disability discrimination Occurs when an employee or applicant is treated unfavorably due to their physical
or mental disability.

discrimination-and-fairness perspective A culturally diverse workforce is a moral duty that must be
maintained in order to create a just and fair society.

diversified mentoring relationships Relationships in which the mentor and the mentee differ in terms of
their status within the company and within larger society.

diversity Identity-based differences among and between people that affect their lives as applicants,
employees, and customers.

Equal Employment Opportunity Commission An organization that enforces laws and issues guidelines for
employment-related treatment according to Title VII of the Civil Rights Act of 1964.

Equal Pay Act of 1963 An amendment to the Fair Labor Standards Act of 1938.

Family and Medical Leave Act (FMLA) Provides new parents, including adoptive and foster parents, with 12
weeks of unpaid leave (or paid leave only if earned by the employee) to care for the new child and
requires that nursing mothers have the right to express milk on workplace premises.

glass ceiling An invisible barrier based on the prejudicial beliefs of organizational decision makers that
prevents women from moving beyond certain levels within a company.

groupthink A dysfunction in decision-making that is common in homogeneous groups due to group
pressures and group members’ desire for conformity and consensus.

harassment Any unwelcome conduct that is based on characteristics such as age, race, national origin,
disability, sex, or pregnancy status.

hidden diversity Differences in traits that are deep-level and may be concealed or revealed at discretion by
individuals who possess them.

highly structured interviews Interviews that are be structured objectively to remove bias from the selection
process.

identity group A collective of individuals who share the same demographic characteristics such as race, sex,
or age.
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inclusion The degree to which employees are accepted and treated fairly by their organization.

integration-and-learning perspective Posits that the different life experiences, skills, and perspectives that
members of diverse cultural identity groups possess can be a valuable resource in the context of work
groups.

invisible social identities Membership in an identity group based on hidden diversity traits such as sexual
orientation or a nonobservable disability that may be concealed or revealed.

justification-suppression model Explains the circumstances in which prejudiced people might act on their
prejudices.

justification-suppression model Explains under what conditions individuals act on their prejudices.

managing diversity Ways in which organizations seek to ensure that members of diverse groups are valued
and treated fairly within organizations.

model minority myth A stereotype that portrays Asian men and women as obedient and successful and is
often used to justify socioeconomic disparities between other racial minority groups.

national origin discrimination Treating someone unfavorably because of their country of origin, accent,
ethnicity, or appearance.

passing The decision to not disclose one’s invisible social identity.

pregnancy discrimination Treating an employee or applicant unfairly because of pregnancy status,
childbirth, or medical conditions related to pregnancy or childbirth.

Pregnancy Discrimination Act (PDA) Prohibits any discrimination as it relates to pregnancy in hiring, firing,
compensation, training, job assignment, insurance, or any other employment conditions.

race/color discrimination Treating employees or applicants unfairly because of their race or because of
physical characteristics typically associated with race such as skin color, hair color, hair texture, or certain
facial features.

religious discrimination When employees or applicants are treated unfairly because of their religious
beliefs.

resource-based view Demonstrates how a diverse workforce can create a sustainable competitive
advantage for organizations.

revealing The decision to disclose one’s invisible social identity.

reverse discrimination Describes a situation in which dominant group members perceive that they are
experiencing discrimination based on their race or sex.

schema theory Explains how individuals encode information about others based on their demographic
characteristics.

sex-based discrimination When employees or applicants are treated unfairly because of their sex, including
unfair treatment due to gender, transgender status, or sexual orientation.

sexual harassment Harassment based on a person’s sex, and can (but does not have to) include unwanted
sexual advances, requests for sexual favors, or physical and verbal acts of a sexual nature.

sexual harassment Harassment based on a person’s sex; it can (but does not have to) include unwanted
sexual advances, requests for sexual favors, or physical and verbal acts of a sexual nature.

similarity-attraction paradigm Individuals’ preferences for interacting with others like themselves can
result in diversity having a negative effect on group and organizational outcomes.

social identity theory Self-concept based on an individual’s physical, social, and mental characteristics.

stereotypes Overgeneralization of characteristics about groups that are the basis for prejudice and
discrimination.

strategic human resources management (SHRM) System of activities arranged to engage employees in a
manner that assists the organization in achieving a sustainable competitive advantage.

surface-level diversity Diversity in the form of characteristics of individuals that are readily visible,
including, but not limited to, age, body size, visible disabilities, race, or sex.
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treatment discrimination A situation in which people are employed but are treated differently while
employed, mainly by receiving different and unequal job-related opportunities or rewards.

work visa A temporary documented status that authorizes individuals from other countries to permanently
or temporarily live and work in the United States.

workplace discrimination Unfair treatment in the job hiring process or at work that is based on the identity
group, physical or mental condition, or personal characteristic of an applicant or employee.

Summary of Learning Outcomes

5.1 An Introduction to Workplace Diversity
1. What is diversity?

Diversity refers to identity-based differences among and between people that affect their lives as applicants,
employees, and customers. Surface-level diversity represents characteristics of individuals that are readily
visible, including, but not limited to, age, body size, visible disabilities, race, or sex. Deep-level diversity
includes traits that are nonobservable such as attitudes, values, and beliefs. Finally, hidden diversity includes
traits that are deep-level but may be concealed or revealed at the discretion of individuals who possess them.

5.2 Diversity and the Workforce
2. How diverse is the workforce?

In analyzing the diversity of the workforce, several measures can be used. Demographic measures such as
gender and race can be used to measure group sizes. Measures of such things as discrimination toward
specific groups can be analyzed to gauge the diversity of the workforce. Other measures of diversity in the
workforce can include examination of differences in age and sexual orientation.

5.3 Diversity and Its Impact on Companies
3. How does diversity impact companies and the workforce?

The demography of the labor force is changing in many ways as it becomes racially diverse and older and
includes more women and individuals with disabilities. Diversity affects how organizations understand that
employing people who hold multiple perspectives increases the need to mitigate conflict between workers
from different identity groups, enhances creativity and problem solving in teams, and serves as a resource to
create a competitive advantage for the organization.

5.4 Challenges of Diversity
4. What is workplace discrimination, and how does it affect different social identity groups?

Workplace discrimination occurs when an employee or an applicant is treated unfairly at work or in the job-
hiring process due to an identity group, condition, or personal characteristic such as age, race, national origin,
sex, disability, religion, or pregnancy status. The Equal Employment Opportunity Commission enforces laws
and legislation related to individuals with those protected statuses.

Harassment is any unwelcome conduct that is based on the protected characteristics listed above. Sexual
harassment refers specifically to harassment based on a person’s sex, and it can (but does not have to) include
unwanted sexual advances, requests for sexual favors, or physical and verbal acts of a sexual nature.

5.5 Key Diversity Theories
5. What key theories help managers understand the benefits and challenges of managing the diverse
workforce?

The cognitive-diversity hypothesis suggests that multiple perspectives stemming from the cultural differences
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between groups or organizational members result in creative problem solving and innovation. The similarity-
attraction paradigm and social identity theory explain how, because individuals prefer to interact with others

like themselves, diversity may have a negative effect on group and organizational outcomes. The justification-
suppression model explains under what conditions individuals act on their prejudice.

5.6 Benefits and Challenges of Workplace Diversity
6. How can managers reap benefits from diversity and mitigate its challenges?

By approaching diversity and diversity issues in a thoughtful, purposeful way, managers can mitigate the
challenges posed by a diverse workforce and enhance the benefits a diverse workforce can offer.

Managers can work to make sure that the efforts and initiatives they enact to increase diversity in the
workplace come from a perspective that ensures and strives for equity and fairness, not simply one that will
benefit the company’s bottom line.

Using an integration-and-learning perspective strongly links diversity to the work and success of the firm by
viewing cultural identity, different life experiences, skills, and perspectives from members of diverse cultural
identity groups as a valuable resource.

5.7 Recommendations for Managing Diversity
7. What can organizations do to ensure applicants, employees, and customers from all backgrounds are

valued?
Organizations should use objective and fair recruitment and selection tools and policies.

Leadership should make employees feel valued, be open to varied perspectives, and encourage a culture of
open dialogue. Women and racial minorities can increase positive employment outcomes by pursuing higher
levels of education and seeking employment in larger organizations. All individuals should be willing to listen,
empathize with others, and seek to better understand sensitive issues that affect different identity groups.

0| Chapter Review Questions

1. Define the three types of diversity and compare them using examples for each type.

2. How are demographics of the workforce changing?

3. What are some major challenges that women face in organizations?

4. What is the model minority myth? How does it compare to how Blacks and Hispanics are stereotyped?

5. What are some benefits of hiring older workers?

6. Why would an employee “pass” or “reveal” at work? What are the positive and negative consequences of
doing so?

7. Explain the six benefits of workplace diversity described by Cox and Blake’s business case for diversity.

8. Compare how the cognitive diversity hypothesis and the similarity-attraction paradigm relate to diversity
outcomes.
9. Based on the justification-suppression model, explain why individuals act on their prejudicial beliefs.
10. Describe challenges that managers must face when managing diversity.
11. How can employees ensure they are compliant with the laws and legislation enforced by the EEOC?
12. What are some recommendations for managing diversity?

¥ | Management Skills Application Exercises
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Do you agree that diversity can be a source of greater benefit than harm to organizations? Why or why
not?

Have you ever worked in a diverse team setting before? If so, did you encounter any attitudes or
behaviors that could potentially cause conflict? If not, how would you manage conflict stemming from
diversity?

List three organizational goals you would implement to create an organizational culture of diversity and
inclusion.

Have you or has someone you know experienced discrimination? How did that affect you or that person
emotionally, physically, or financially?

Pick an identity group (e.g., gay, Black, or woman) other than your own. Imagine and list the negative
experiences and interactions you believe you might encounter at work. What policies or strategies could
an organization implement to prevent those negative experiences from occurring?

Provide a concrete example of how different perspectives stemming from diversity can positively impact
an organization or work group. You may use a real-life personal example or make one up.

Managerial Decision Exercises

As a manager for a hospital, you oversee a staff of marketing associates. Their job is to find doctors and
persuade them to refer their patients to your hospital. Associates have a very flexible work schedule and
manage their own time. They report to you weekly concerning their activities in the field. Trusting them is
very important, and it is impossible to track and confirm all of their activities. Your assistant, Nancy,
manages the support staff for the associates, works very closely with them, and often serves as your eyes
and ears to keep you informed as to how well they are performing.

One day, Nancy comes into your office crying and tells you that your top-performing associate, Susan, has
for the past few weeks repeatedly asked her out to dinner and she has repeatedly refused. Susan is a
lesbian and Nancy is not. Today, when she refused, Susan patted her on the bottom and said, “I know,
you are just playing hard to get.”

After Nancy calms down, you tell her that you will fill out the paperwork to report a sexual harassment
case. Nancy says that she does not want to report it because it would be too embarrassing if word of the
incident got out. To impress upon you how strongly she feels, she tells you that she will consider
resigning if you report the incident. Nancy is essential to the effective operation of your group, and you
dread how difficult it would be to get things done without her assisting you.

What do you do? Do you report the case, lose Nancy's trust, and jeopardize losing a high-performing
employee? Or do you not report it, thereby protecting what Nancy believes to be her right to privacy?
Recently your company has begun to promote its diversity efforts, including same-sex (and heterosexual)
partner benefits and a nonharassment policy that includes sexual orientation, among other things. Your
department now has new posters on the walls with photos of employees who represent different aspects
of diversity (e.g., Black, Hispanic, gay). One of your employees is upset about the diversity initiative and
has begun posting religious scriptures condemning homosexuality on his cubicle in large type for
everyone to see. When asked to remove them, your employee tells you that the posters promoting
diversity offend Christian and Muslim employees. What should you do?

You are a recently hired supervisor at a paper mill factory. During your second week on the job, you learn
about a White employee who has been using a racial slur during lunch breaks when discussing some of
her Black coworkers with others. You ask the person who reported it to you about the woman and learn
that she is an older woman, around 67 years old, and has worked at the factory for more than 40 years.



162 Chapter 5 Diversity in Organizations

You talk to your boss about it, and he tells you that she means no harm by it, she is just from another era
and that is just her personality. What would you do in this situation?

4. You are a nurse manager who oversees the triage for the emergency room, and today is a slow day with
very few patients. During the downtime, one of your subordinates is talking with another coworker about
her new boyfriend. You observe her showing her coworkers explicit images of him that he emailed her on
her phone. Everyone is joking and laughing about the ordeal. Even though it appears no one is offended,
should you address it? What would you say?

5. You work for a company that has primarily Black and Hispanic customers. Although you employ many
racial minorities and women, you notice that all of your leaders are White men. This does not necessarily
mean that your organization engages in discriminatory practices, but how would you know if your
organization was managing diversity well? What information would you need to determine this, and how
would you collect it?

6. Your company’s founder believes that younger workers are more energetic and serve better in sales
positions. Before posting a new job ad for your sales division, he recommends that you list an age
requirement of the position for applicants between ages 18 and 25. Is his recommendation a good one?
Why or why not?

7. You work for a real estate broker who recently hired two gay realtors, Steven and Shauna, to be a part of
the team. During a staff meeting, your boss mentions an article she read about gay clients feeling
ostracized in the real estate market. She tells the new employees she hired them to help facilitate the
home-buying process for gay buyers and sellers. She specifically instructs them to focus on recruiting gay
clients, even telling them that they should pass along any straight customers to one of the straight
realtors on the team. A few weeks later, Shauna reports that she has made her first sale to a straight
couple that is expecting a baby. During the next staff meeting, your boss congratulates Shauna on her
sale, but again reiterates that Shauna and Steven should pass along straight clients to another realtor so
they can focus on recruiting gay clients. After the meeting, Shauna tells you that she thinks it is unfair that
she should have to focus on gay clients and that she is thinking of filing a discrimination complaint with
HR. Do you think that Shauna is correct in her assessment of the situation? Is there merit to your boss’s
desire to have the gay realtors focus on recruiting gay clients? What might be a better solution to help
gay clients feel more comfortable in the home-buying and -selling process?

| Critical Thinking Case

Uber Pays the Price

Nine years ago, Uber revolutionized the taxi industry and the way people commute. With the simple mission
“to bring transportation—for everyone, everywhere,” today Uber has reached a valuation of around $70 billion
and claimed a market share high of almost 90% in 2015. However, in June 2017 Uber experienced a series of
bad press regarding an alleged culture of sexual harassment, which is what most experts believe caused their
market share to fall to 75%.

In February of 2017 a former software engineer, Susan Fowler, wrote a lengthy post on her website regarding
her experience of being harassed by a manager who was not disciplined by human resources for his behavior.
In her post, Fowler wrote that Uber’s HR department and members of upper management told her that
because it was the man'’s first offense, they would only give him a warning. During her meeting with HR about
the incident, Fowler was also advised that she should transfer to another department within the organization.
According to Fowler, she was ultimately left no choice but to transfer to another department, despite having

This OpenStax book is available for free at http://cnx.org/content/col29124/1.5



Chapter 5 Diversity in Organizations 163

specific expertise in the department in which she had originally been working.

As her time at the company went on, she began meeting other women who worked for the company who
relayed their own stories of harassment. To her surprise, many of the women reported being harassed by the
same person who had harassed her. As she noted in her blog, “It became obvious that both HR and
management had been lying about this being his 'first offense.'” Fowler also reported a number of other
instances that she identified as sexist and inappropriate within the organization and claims that she was
disciplined severely for continuing to speak out. Fowler eventually left Uber after about two years of working
for the company, noting that during her time at Uber the percentage of women working there had dropped to
6% of the workforce, down from 25% when she first started.

Following the fallout from Fowler’s lengthy description of the workplace on her website, Uber’s chief executive
Travis Kalanick publicly condemned the behavior described by Fowler, calling it “abhorrent and against
everything Uber stands for and believes in.” But later in March, Uber board member Arianna Huffington
claimed that she believed “sexual harassment was not a systemic problem at the company.” Amid pressure
from bad media attention and the company’s falling market share, Uber made some changes after an
independent investigation resulted in 215 complaints. As a result, 20 employees were fired for reasons ranging
from sexual harassment to bullying to retaliation to discrimination, and Kalanick announced that he would hire
a chief operating officer to help manage the company. In an effort to provide the leadership team with more
diversity, two senior female executives were hired to fill the positions of chief brand officer and senior vice
president for leadership and strategy.

Critical Thinking Questions
1. Based on Cox’s business case for diversity, what are some positive outcomes that may result in changes

to Uber’s leadership team?

2. Under what form of federal legislation was Fowler protected?
What strategies should have been put in place to help prevent sexual harassment incidents like this from
happening in the first place?

Sources: Uber corporate Website, https://www.uber.com/newsroom/company-info/ (February, 2017); Marco
della Cava, “Uber has lost market share to Lyft during crisis,” USA Today, June 13, 2017,
https://www.usatoday.com/story/tech/news/2017/06/13/uber-market-share-customer-image-hit-string-
scandals/102795024/; Tracey Lien, “Uber fires 20 workers after harassment investigation,” Los Angeles Times,
Jun 6, 2017, http://www.latimes.com/business/la-fi-tn-uber-sexual-harassment-20170606-story.html; Susan
Fowler, “Reflecting On One Very, Very Strange Year At Uber,” February 19, 2017,
https://www.susanjfowler.com/blog/2017/2/19/reflecting-on-one-very-strange-year-at-uber.
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Perception and Managerial Decision Making

-/ Introduction

Learning Outcomes

After reading this chapter, you should be able to answer these questions:

What are the basic characteristics of managerial decision-making?

What are the two systems of decision-making in the brain?

What is the difference between programmed and nonprogrammed decisions?
What barriers exist that make effective decision-making difficult?

How can a manager improve the quality of her individual decision-making?

What are the advantages and disadvantages of group decision-making, and how can a manager improve
the quality of group decision-making?

ok wnNn-e

EXPLORING MANAGERIAL CAREERS

Up, Up, and Away: How Stephanie Korey and Jen Rubio founded their luggage company

Jen Rubio and Stephanie Korey faced a number of important decisions in starting their luggage
company, Away—beginning with the decision to start a business! That decision came about after Rubio’s
luggage broke on a trip. She found it frustrating that all the luggage options were either inexpensive
($100 or less) but low quality, or high quality but incredibly expensive ($400 and above). There was no
midrange option. So in 2015 Rubio and her friend Stephanie Korey began researching the luggage
industry. They found that much of the reason for the high prices on quality luggage was because of how
it was distributed and sold, through specialty retail shops and department stores. If they opted instead
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for a model in which they sold directly to consumers, they could provide high-quality luggage at more of
a midrange ($200-$300) price. After considerable research, the two were convinced that they had an idea
worth pursuing. Rubio and Korey settled on the company name “Away,” which is intended to invoke the
pleasure that comes from travelling.

Both of the founders had prior experience working for a start-up in the e-commerce space (Warby
Parker), which helped them with making sound choices. Rubio’s background was more in branding and
marketing, while Korey’s was in operations and supply chain management—so each was able to bring
great expertise to various aspects of the business. They raised money initially from friends and family,
but within a few months they sought venture capital funding to ensure that they had enough money to
get off to a successful start.

A big decision that Rubio and Korey had to make fairly early in the process of establishing their business
was to settle on an initial design for the product. This decision required extensive marketing and
consumer research to understand customer needs and wants. They asked hundreds of people what they
liked about their existing luggage, and what they found most irritating about their existing luggage.
They also contracted with a two-person design team to help create the first prototype. This research and
development ultimately led to the design of an attractive hard case that is surprisingly lightweight. It
also boasts extremely high-quality wheels (four of them, not two) and high-quality zippers. As a bonus,
the carry-on includes a built-in battery for charging phones and other devices.

The two founders also had to choose a partner to manufacture their product. Because their product had
a hard, polycarbonate shell, Rubio and Korey discovered that manufacturing in the United States was not
a viable option—the vast majority of luggage manufacturers using a polycarbonate shell were based in
Asia. They researched a number of possible business partners and asked lots of questions. In addition,
they eventually visited all of the factories on their list of options to see what they were actually like. This
was an important piece of research, because the companies that looked best on paper didn’t always turn
out to be the best when they visited in person. Rubio and Korey ended up working with a manufacturing
partner in China that also produces luggage for many high-end brands, and they have been extremely
pleased with the partnership. They continue to devote time to building and maintaining that
relationship, which helps to avoid issues and problems that might otherwise come up.

By the end of 2015, Rubio and Korey had developed their first product. Because the luggage was not
going to be available in time for the holiday shopping season, they decided to allow customers to
preorder the luggage. To drum up interest, the duo engaged in a unique storytelling effort. They
interviewed 40 well-respected members of the creative community about their travel experiences and
created a hardcover book of travel memoirs called The Places We Return To. Not only was the book
interesting and engaging, it also made lots of people in the creative community aware of Away luggage.
Starting in November 2015, the travel memoir book was available for free with the purchase of a gift card
that could be redeemed in February 2016 for luggage. The book project generated tremendous advance
interest in the product, and the 1,200 printed copies sold out. Away generated $12 million in first-year
sales.

Stephanie Corey and Jen Rubio faced many important and novel decisions in initially developing and
building their business. They have been successful in part because they made those decisions wisely—by
relying on shared knowledge, expertise, and lots of research before reaching a decision. They will
continue to face many decisions, big and small. They have expanded their product line from one piece of
luggage to four, with more luggage—and other travel accessories—in the works for the future. Their
company, which is based in New York, has grown to over 60 employees in the first two years. These

This OpenStax book is available for free at http://cnx.org/content/col29124/1.5



Chapter 6 Perception and Managerial Decision Making 167

employees include the two design-team members who were contracted to help create their first
prototype; Rubio and Korey appreciated working with them so much, they offered them full-time
positions with Away. Each new hire represents new decisions—decisions about what additional work
needs to be done and who they should hire to do it. Each new product also brings additional
decisions—but it seems Rubio and Korey have positioned themselves (and their business) well for future
successes.

Sources: Kendall Baker, “An Interview With the Co-Founder of Away,” The Hustle, December 5, 2016,
https://thehustle.co/episodes; Bond Street Blog, “Up and Away,” Bond Street, https://bondstreet.com/
blog/jen-rubio-interview/; Josh Constine, “Away nears 100k stylish suitcases sold as it raises $20M,”
TechCrunch, May 19, 2017, https://techcrunch.com/; Adeline Duff, “ The T&L Carry-On: Away Travel Co-
Founders Jen Rubio and Stephanie Korey,” Travel & Leisure, March 9, 2017,
http://www.travelandleisure.com/; Burt Helm, “How This Company Launched With Zero Products -and
Hit $12 Million in First-Year Sales,” Inc.com, July/August 2017, https://www.inc.com/; Veronique Hyland,
“The Duo Trying to Make Travel More Glamorous,” The Cut, December 22, 2015,
https://www.thecut.com/.

Managers and business owners—Ilike Jen Rubio and Stephanie Korey—make decisions on a daily basis. Some
are big, like the decision to start a new business, but most are smaller decisions that go into the regular
running of the company and are crucial to its long-term success. Some decisions are predictable, and some are
unexpected. In this chapter we look at important information about decision-making that can help you make
better decisions and, ultimately, be a better manager.

61 | Overview of Managerial Decision-Making

1. What are the basic characteristics of managerial decision-making?
Decision-making is the action or process of thinking through possible options and selecting one.

It is important to recognize that managers are continually making decisions, and that the quality of their
decision-making has an impact—sometimes quite significant—on the effectiveness of the organization and its
stakeholders. Stakeholders are all the individuals or groups that are affected by an organization (such as
customers, employees, shareholders, etc.).

Members of the top management team regularly make decisions that affect the future of the organization and
all its stakeholders, such as deciding whether to pursue a new technology or product line. A good decision can
enable the organization to thrive and survive long-term, while a poor decision can lead a business into
bankruptcy. Managers at lower levels of the organization generally have a smaller impact on the
organization’s survival, but can still have a tremendous impact on their department and its workers. Consider,
for example, a first-line supervisor who is charged with scheduling workers and ordering raw materials for her
department. Poor decision-making by lower-level managers is unlikely to drive the entire firm out of existence,
but it can lead to many adverse outcomes such as:

+ reduced productivity if there are too few workers or insufficient supplies,

+ increased expenses if there are too many workers or too many supplies, particularly if the supplies have a
limited shelf life or are costly to store, and

« frustration among employees, reduced morale, and increased turnover (which can be costly for the
organization) if the decisions involve managing and training workers.
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Deciding When to Decide

While some decisions are simple, a manager’s decisions are often complex ones that involve a range of
options and uncertain outcomes. When deciding among various options and uncertain outcomes, managers
need to gather information, which leads them to another necessary decision: how much information is needed
to make a good decision? Managers frequently make decisions without complete information; indeed, one of
the hallmarks of an effective leader is the ability to determine when to hold off on a decision and gather more
information, and when to make a decision with the information at hand. Waiting too long to make a decision
can be as harmful for the organization as reaching a decision too quickly. Failing to react quickly enough can
lead to missed opportunities, yet acting too quickly can lead to organizational resources being poorly allocated
to projects with no chance of success. Effective managers must decide when they have gathered enough
information and must be prepared to change course if additional information becomes available that makes it
clear that the original decision was a poor one. For individuals with fragile egos, changing course can be
challenging because admitting to a mistake can be harder than forging ahead with a bad plan. Effective
managers recognize that given the complexity of many tasks, some failures are inevitable. They also realize
that it's better to minimize a bad decision’s impact on the organization and its stakeholders by recognizing it
quickly and correcting it.

What's the Right (Correct) Answer?

It’s also worth noting that making decisions as a manager is not at all like taking a multiple-choice test: with a
multiple-choice test there is always one right answer. This is rarely the case with management decisions.
Sometimes a manager is choosing between multiple good options, and it’s not clear which will be the best.
Other times there are multiple bad options, and the task is to minimize harm. Often there are individuals in the
organization with competing interests, and the manager must make decisions knowing that someone will be
upset no matter what decision is reached.

What's the Right (Ethical) Answer?

Sometimes managers are asked to make decisions that go beyond just upsetting someone—they may be
asked to make decisions in which harm could be caused to others. These decisions have ethical or moral
implications. Ethics and morals refer to our beliefs about what is right vs. wrong, good vs. evil, virtuous vs.
corrupt. Implicitly, ethics and morals relate to our interactions with and impact on others—if we never had to
interact with another creature, we would not have to think about how our behaviors affected other individuals
or groups. All managers, however, make decisions that impact others. It is therefore important to be mindful
about whether our decisions have a positive or a negative impact. “Maximizing shareholder wealth” is often
used as a rationalization for placing the importance of short-term profits over the needs of others who will be
affected by a decision—such as employees, customers, or local citizens (who might be affected, for example,
by environmental decisions). Maximizing shareholder wealth is often a short-sighted decision, however,
because it can harm the organization’s financial viability in the future.” Bad publicity, customers boycotting the
organization, and government fines are all possible long-term outcomes when managers make choices that
cause harm in order to maximize shareholder wealth. More importantly, increasing the wealth of shareholders
is not an acceptable reason for causing harm to others.

As you can see from these brief examples, management is not for the faint of heart! It can, however, be
incredibly rewarding to be in a position to make decisions that have a positive impact on an organization and
its stakeholders. We see a great example of this in the Sustainability and Responsible Management box.
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SUSTAINABILITY AND RESPONSIBLE MANAGEMENT

Brewing Sustainable Success

The focus of a manager or a business owner is often primarily on doing well (making a profit).
Sometimes, though, organizational leaders choose to pursue two big goals at once: doing well, and
simultaneously doing good (benefiting society in some way). Why? Generally because they think it's an
important thing to do. The business provides an opportunity to pursue another goal that the founders,
owners, or managers are also passionate about. In the case of New Belgium Brewing, the company’s
cofounders, Jeff Lebesch and Kim Jordan, were passionate about two things: making great beer and
environmental stewardship. So it should come as no surprise that their brewery is dedicated to reducing
its environmental footprint. The brewery has created a culture that fosters sustainability in a wide range
of ways, such as by giving employees a bicycle on their one-year anniversary as a way to encourage them
to ride bicycles to work. The organization is also active in advocacy efforts, such as the “Save the
Colorado” (river) campaign, and it works hard to promote responsible decision-making when it comes to
environmental issues. In fact, in 1999, following an employee vote, the brewery began to purchase all of
its electricity from wind power, even though it was more expensive than electricity from coal-burning
power plants (which meant reduced profitability and less money for employee bonuses).

While the brewery still relies primarily on wind power, it also now generates a portion of its electricity
onsite—some from rooftop solar panels, and even more from biogas, the methane gas byproduct that is
created by microbes in the brewery’s water treatment plant. The company cleans the wastewater
generated from beer production, and in doing so it generates the biogas, which is captured and used for
energy to help run the brewery.

Brewing is water intensive, so New Belgium works hard to reduce water consumption and to recycle the
water that it does use. The company also reduces other types of waste by selling used grain, hops, and
yeast to local ranchers for cattle feed. The company, which has been employee owned since 2013, also
works with the local utility through a Smart Meter program to reduce their energy consumption at peak
times.

All of these efforts at doing good must come at a cost, right? Actually, research shows that companies
that are committed to sustainability have superior financial performance, on average, relative to those
that are not. In coming up with creative ways to reduce, reuse, and recycle, employees often also find
ways to save money (like using biogas). In addition, organizations that strive to do good are often
considered attractive and desirable places to work (especially by people who have similar values) and are
also valued by the surrounding communities. As a result, employees in those organizations tend to be
extremely committed to them, with high levels of engagement, motivation, and productivity. Indeed, it
seems clear that the employees at the New Belgium Brewery are passionate about where they work and
what they do. This passion generates value for the organization and proves that it is, in fact, possible to
do well while having also made the decision to do good. And in the case of New Belgium Brewery, that
means working to protect the environment while also making delicious beer.
Discussion Questions

1. What challenges does New Belgium Brewery face in pursuing environmental goals?

2. Canyou think of any other examples of companies that try to “do good” while also doing well?

3. Would you like to work for an organization that is committed to something more than just
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profitability, even if it meant your salary or bonus would be smaller?

Sources: Karen Crofton, “How New Belgium Brewery leads Colorado’s craft brewers in energy,” GreenBiz,
August 1, 2014, https://www.greenbiz.com/. Darren Dahl, “How New Belgium Brewing Has Found
Sustainable Success,” Forbes, February 8, 2016, https://www.forbes.com/. Jenny Foust, “New Belgium
Brewing Once Again Named Platinum-Level Bicycle Friendly Business by the League of American
Bicyclists,” Craft Beer.com, February 18, 2016. Robert G. Eccles, Ioannis Ioannou, & George Serafeim,
“The Impact of Corporate Sustainability on Organizational Processes and Performance,” Management
Science, 60, 2014, https://doi.org/10.1287/mnsc.2014.1984. New Belgium Brewery Sustainability web
page, http://www.newbelgium.com/sustainability, accessed September 18, 2017.

CONCEPT CHECK

1. What are some positive outcomes of decision-making for an organization? What are some possible
negative outcomes?

2. How is managerial decision-making different from a multiple-choice test?

3. In addition to the owners of a business, who are some of the other stakeholders that managers
should consider when making decisions?
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2. What are the two systems of dec