BEHAVIOR IN ORGANIZATIONS

After studying this chapter, you should be able to:

A Discuss three sets of important employee bieha.

A ldentify three major categories of ability.

A Describe the perceptual process and understarjdrnraluences at each
stage in the process.

A Differentiate between three types of learning.

A Describe four theories of personality and identfx key personality charac-
teristics,

A Discuss needs and explain why assumptions tabeeds are important.

A Identify key work attitudes and analyze thiénks to employee behaviors.

A Describe values and the roles they play.

Managers are responsible for getting work doneutinoothers. As such,
they must be concerned with employee behaviorsvédtidfactors which
influence those behaviors. In this chapter we wailhsider some impor-
tant employee behaviors, including participatioffod, and perfor-
mance. Then, we will look at a variety of factorkieh may be related to
those behaviors. They include ability, perceptidearning, personality,
needs, attitudes, and values.

Knowledge of these factors should help the managenderstand-
ing, predicting, and influencing employee behavid& will touch on all
these topics again in later chapters, and somebeilexamined in much
more depth. Other determinants of behavior, sucjplagharacteristics,
leadership, and group influences, are not directiysidered here. How-
ever, we'll need to refer to many of the issuesulised in this chapter
when we do address those topics.

SOME IMPORTANT WORK BEHAVIORS

While there may be a temptation to focus just orfggeance as
the "bottom line" work behavior, many employee bgbes are impor-
tant. We'll consider in this section measures atipi@ation, effort, and
performance.

Participation

Participation is simply being at work to do the job. Three key
measures of participation are attendance (comimvgotdk on a particular
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day], timeliness (getting to work on time], ander@ion (keeping your
job). These behaviors are often discussed in tefmbkeir negative "flip
sides": absenteeism, tardiness, and turnover.

Attendance. Attendance relatesto whether or not an employee
reports for work on a given day. Failure to atterabhsenteeism—can be
quite costly for companies. Typically, companiestowue to pay absent
employees. Furthermore, absenteeism causes castlyptons such as
the need for rescheduling work and employees. Gtimate is that such
disruptions cause productivity to drop by as mugl2.8 percent for every
1 percent increase in absenteefsithose disruptions may also result in
quality decrements since regular employees areacegdl by "swing"
employees who move from one job to another. Theagdlagued "Mon-
day car" is one example. It has been estimated4®@tmillion person-
days are lost in the U.S. annually due to absesiteeiabout four times
the amount lost in strikes.- Total annual costalusenteeism have been
put at as much as $26.4 billidh.

In recent years, absenteeism in the U.S. has as@ralgout 2 to 3
percent of total work days annually. It is hardstot out how much of
this absenteeism is avoidable (that is, due primda the employee's
desire simply not to go to work that day) or unahadile (due to factors
such as illness or transportation problems). E¥ezompanies tried to
keep track of that distinction, it is unlikely thetnployees would cooper-
ate by "calling in bored." It is probably the ca#iegugh, that avoidable
absenteeism makes up a large share of the total.

Timeliness. Timeliness is a measure of the degree to which
employees come to work on time. Few data are availan timeliness.
The costs of the lack of timelinessardiness—will depend on the situa-
tion. If many jobs are tightly linked and if the ployee is hard to replace,
such costs could be high.

Retention. Retention is the condition in which an individual
remains with the organization. Its opposites#nover—-has many costs
including disruption of the work process, recruitrthand training of new
employees, and low productivity of new employeesirduthe training
period. In some industries, turnover rates may abtiexceed 100 per-
cent annually. Overall, rates in the U&&e about 15 percent annually.

1. Bureau of National Affairs, "Absenteeism Policy @e&j"BNA Policy and Prac
tices Manual no518 (1981|, 214:101, p. 23.

2.S. F. Yolks, P. A. Carone, and L. W. Krinsiyhsenteeism in Industfgpringfield,
IL: Charles C. Thomas, Pub., 1975)

3.R, M. Steers and S. R. Rhodes, "Major InfluencegEmployee Attendance: A
Process Model,Journal of Applied Psychology3 [August 1978]: 391-407.
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Some companies may actually be more concerned ntdmtion
than with performance levels. This is because imeanstances there
may be relatively little the firm can do about imoping performance
while turnover, as we'll see later, may be moreraabte to organizational
influence.

Turnover may be voluntary (initiated by the emplelyer involun-
tary (initiated by the firm due to poor performandesciplinary problems,
or the like). Voluntary turnover may further be sdified as avoidable,
due to things such as dissatisfaction with the fiomunavoidable, due to
factors such as transfer of a spoti€dearly, firms would like to examine
closely voluntary, avoidable turnover.

Unlike absenteeism, which has few redeeming featurgnover
is not a complete evil. That is, turnover by lowfpeming employees
may be a blessing to the firm, and perhaps to ntisimeal employees,
especially when the firm is constrained from tirisigch employees.

Effort

Effort is behavior directed toward some goal. Wieetbr not the
goal is achieved may depend upon many things begdiodt including
ability, situational constraints, and whether thexe clear understand-
ing of what is to be accomplished. However, singalg are unlikely to be
achieved unless an effort is made to reach thenchremphasis of man-
agement is directed toward increasing employeerieffo

Performance

Performance is the accomplishment of some organizational goal.
The goal may be quantity or quality of output, ¢inaty, flexibility,
dependability, or anything else desired by the oizgtion, The emphasis
may be on the short term or the long term. It mayabthe level of the
individual, group, unit, or organization. Furthemapperformance may
refer to the completion of a task such as decismaking or teaching a
class or analyzing a stock. The key point to rechere is that perfor-
mance should be thought of broadly. A focus jusgaantity of output,
for instance, would probably be unfortunate.

One performance measure which has been in theighotin
recent years iproductivity, a measure of the output of goods or services
per unit of input such as human resources, land,capital. Often, the
productivity measure of interest is output per wasrkour. U.S. output
per worker hour remains greater than that of amewhation. That of
Japan, for instance, is about two-thirds as grdatvever, the rate of
growth of U.S. productivity is declining, causingetproductivity gap

4. R. B. DunhamQrganizational Behavior: People and Processes imitzement
(Homewood, IL: Richard D. Irwin, 1984|
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between the U.S. and other countries to narrowwAY discuss ejse-
where, this trend has disturbing implications faSUbusiness. It is the
catalyst for a variety of proposals for productpitnprovement.

ABILITY

Ability is the capacity to perform. Along with effp it is a key
determinant of performance. Many sorts of abilites relevant to man-
agement. Abilities can be divided into three catiaggo mental, mechani-
cal, and psychornotdrEach may be important to employee behavior.

Mental or intellectual abilities are important fproblem solving.
It appears that humans possess a great varietyeafamabilities. One
popular model puts the number at as high as"12@& will explore these
abilities in Chapter 16, "Problem Solving and Crégt." For now, suf-
fice it to say that mental ability is more thantigsnverging on a solu-
tion. It may involve transforming information, geaéng many alterna-
tives, memorizing, seeking implications, or mankgeatthings.

Mechanical abilities relate to the person's cagacitcomprehend
relationships between objects and to perceive aadipulate how parts
fit together.

Psychomotor abilities include such things as mardeterity,
eye-hand coordination, and motor and manipulativiéitp. Such abili-
ties involve skilled muscular performance typicallwolving some
degree of visual control.

There are many other ways to classify abilitiese Key points
here are that different abilities may be importimaom one task to anoth-
er and that employees may vary substantially inlekels to which they
possess those abilities. Such recognition is ctucianderstanding and
predicting work behaviors. In Chapter 10, "Staffithg Organization,"
we will consider ways to measure abilities and @iicuss ways manage-
ment can make use of differences in abilities.

PERCEPTIONS

Each of us lives in our own world. It is a worldeated by our
attempts to sift through, to organize, and to iptet the tremendous

5. E, McCormick and J. Tiffinindustrial Psychology6th ed. {Engiewood Cliffs, NJ:
Prentice-Hall, 1974]

6. J. P. Guilford,The Nature of Human Intelligen¢dew York: McGraw-Hill Book
Co.,J96.7)
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number of things we see, hear, feel, and otheradsestantly sense. It is
different from all other worlds—the unique prodoefta complex process.

Ms. Johnson, a fast-rising executive, exists inwloeld of one of
her colleagues as hard working and competent, énmtbrld of another,
she is driven and ruthless. The "same" job whicBam's world is boring
and routine exists in Carol's world as a sourcehaflenge and opportuni-
ty. Mr. Bjornson's subtle messages to Mr. Petersarefully crafted and
potentially powerful in Mr. Bjornson's world, arewhere to be found in
the world of Mr. Peterson.

The "truth " in our world depends on whether sorimgghs consis-
tent with the rest of that world. Moreover, theuratof our unique world
helps determine how we behave. How are these priwatlds created?
What makes each unique? How are we to deal witlplpdiving in other
worlds?

In this section we will consider the nature of tmerceptual pro-
cess, noting key influences at each step and agsdgproblems. We will
then review the related process of causal attrdoutFinally, we will
discuss ways to reduce perceptual error.

=
L
!. s
~ l—ﬁﬁ-t
L G/ B N
1 4 : E’ ’; N
.ﬁ.\\. '\_\E‘I / 3 1
L . .‘l 7 i— [ =P
l_,_:L e \ 'AF] I 1
—_—— e ) e :
B 4 <L ~ =
_// ‘||- i :___—‘:_. ey L § { | 1|| X --“1':\_\ N NS \:\:
i . “_T;‘ = = f ! J [ -\‘ .\.\ N

"Hen's to the truth es oerccwod bv vou."

Source: Drawing by VictorThe New Yorker Magazine. Ind980

The Perceptual Process

Knowledge of the world is transmitted to our brathsough our
sensory systems—seeing, hearing, tasting, toucldng,smelling. Per-
ception is the complex process by which we selegfanize, and inter-
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pret sensory stimuli into a meaningful and cohepaature oi the world.

As shown in Figure 3-1, perception involves sevstaps. In the first step,
sensation, many stimuli impact on our sensoryrBltéut only some are
sensed. Others are filtered out, perhaps becaageath at very low levels
or are not within a particular range. In subsequsteps, stimuli which

are sensed are selected, organized, and translagd.consider some
things that occur at each of those steps.

Selecting Stimuli. In this step, selection, some stimuli are
selected for further processing. If our perceptiosse not selective, we
would be overwhelmed. Ideally, we might select atly most important
stimuli. However, a variety of factors affect sd¢len, some of which are
potentially troublesome. For instance, we havehalird the saying, "I'll
believe it when | see it." It seems that the staeil'll see it when |
believe it" applies to perception. That is, we arere likely to see things
we are expecting to see. This is calpedceptual readiness.
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7. B. Berelson and G. A. Steinétuman Behavior: An Inventory of Scientific Find-
ings(New York: Harcourt, Brace & World, 1964]
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In a classic study, Dewitt Dearborn and Herbert &mm(1958)
instructed executives in various departments ofanufacturing firm t©
read a detailed case study from a business poloayse and to analyze it
from a company-wide perspective. Instead, execwtif@ecused on their
own areas—the areas where they were ready to sddemns. Salespeople,
for instance, saw marketing problems as needingnditbn, and produc-
tion people identified organization and productipnoblems as most
pressing. Thus, perceptual readiness may cause geasdo fail to "see
the big picture." Perceptual readiness, as we8tcdss shortly, also influ-
ences the way we interpret stimuli.

Needs and Personah'tyClearly, different people will select different
stimuli based on their needs and personalities.uAdry person is likely
to; focus on the food in an advertisement for chihesecure people may
focus on cues which imply threat.

Contrast. Stimuli that contrast with the surrounding enviroam are
more likely than others to be selected. That costtiuld be in terms of
color, size, flavor, or some other factor. The omlgrson talking in a
theater or the only blue shirt in a sea of Wiscanséd on a football
weekend almost demands attention.

Frequency.lt is sometimes said that perception is surnrnasugce rep-
etition of a stimulus has an additive effect, makit more likely to be
selected for attention. Advertisers, of course, enalse of this fact, regu-
larly repeating a message. And you have probabls dwa experience simi-
lar to the following: You say "Hello" to a friendBob. Bob doesn't
respond. You say "Hello" again. Bob replies, "Ol, ®orry, | didn't hear
you the first time." In fact, of course, Bdtadto hear you the first time to
make that statement.

Other Factors Influencing SelectiorOther things equal, more intense
stimuli—a bold flavor or a shout—are more likely be selected. A chang-
ing stimulus, or one which is novel, is also moikely to be selected. A
stimulus that is presented along with many othets;ch as a request for
more money that arrives at the same time as twesityilar requests,
may not receive attention.

Organizing Stimuli. Once stimuli have been selected, organi-
zation is needed to place them in a useful framé&wdhe way we orga-
nize stimuli is important. Things which are groupedjether tend to be
recalled together, and their meanings tend to iaflee one another. In
general, things that are somehow similar [for imet®, in shape, size, or
color) or which are close together in time or spdteo accidents that
occurred on the same day or two people seated hegetire likely to be
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grouped together. Also, we tend to organize thsghat closure occurs.
That is, we "close up" or "fill in" missing parts treate a meaningful
whole.

Interpreting Stimuli. Finally, stimuli are intergezl at the.
translation step in the perceptual process. Thew@ayranslate the stim-
uli which we have selected and organized dependsuoh things as the
situation (for instance, whether it is friendlytwstile, relaxed or frantic],,
our characteristics, and characteristics of thegtthieing perceived, Many
distortions of objective reality are possible a¢ thanslation stage with
important implications for management.

StereotypingWalter Lippmann coined the term stereotyping intiw%"S
of "pictures in people's heads" that distortedrtperceptions of others.
The term is now often used to mean the formingrobginion of people
based on group membership. Stereotyping, if aceumrany be useful
since it efficiently places information into categs. When we are faced
with new situations, stereotypes provide guidelineshelp classify
people.

Unfortunately, stereotyping may lead to a distongew of the
situation if the stereotyping is based on falsenpses. For instance,
Mason Haue (1955) found that labeling a photogmapkhat of a manage-
ment representative caused a different impressiohet formed than
when the identical photograph was labeled as that enion leader. As
another example, Jim Terborg and Dan ligen (19@&jed out a study in
which hiring decisions were made on the basis dichea pairs of dos-
siers. The dossiers differed only in one way: aneach set had a male
name and the other had a female name. The doskilethe male name
was more likely to be hired. Research suggestsstieatotyping in work
organizations may be harmful to minority group mensholder workers,
and females.

Perceptual Readines¥Ve noted earlier that perceptual readiness influ-
ences the stimuli we select. It also influences heavinterpret those
stimuli. A prime example is the case of the self#ling prophecy, or
Pygmalion effect. When teachers were told in oneysthat certain stu-
dents were especially intelligent (when, in fabgyt were not), they later
perceived those students to show signs of greatelligence and higher
performance. As a result, they treated them diffdye These "intelli-
gent" students showed gains in intellectual cagaeithile others did
not? Similar findings have occurred when leaders wela @again, incor-

8. S. S. Zalkind and T. W. Costello, "Perception: Sdteeent Research and Implica
tions for Administration,’Administrative Science Quarterfy[1962]: 218-35.

9. R. Rosenthal and L Jacobs®ygmalion in the Classroom: Teacher Expectation.
and Pupils' Intellectual Developmeiitlew York: Holt, Rinehart & Winston, 1968)
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rectly) that certain of their subordinates werehhigrformers. The "high-
performing" subordinates were apparently seen diffdy and were giv-
en considerable decision-making authority. "Low fpemers" were
closely supervisetf) Thus, perceptual readiness may cause us to cofor o
perceptions based upon our expectations.

Halo Effect.Halo effect refers to a process in which a general impression
which is favorable or unfavorable is used by a pidig evaluate specific
traits. Because of this general halo, the judgesdibendependently evalu-
ate each individual trait. Sometimes one trait,hsas a subordinate's
honesty or enthusiasm, is used to form the halms€gquently, if the
superior feels the subordinate is honest, the slihate may also be seen
as loyal, efficient, courteous, and so on. Thap&ple have a tendency to
perceive that certain traits are linkEdf they make evaluations on the
basis of a halo when the traits really aren't lthkelo error is the result.
Of course, many traits are in fact related, soalbhalo effect is really
halo error.

Projection. The termprojection has taken on a variety of related mean-
ings in which individuals project their own charagstics onto others.
For example, people may relieve their own guiltgrgjecting blame on
others. Fearful people tend to see others as fedfople with certain
undesirable personality characteristics, such iagisiess or obstinacy,
tend to rate others as relatively high on thosidra

Primacy/Recency Effectdhe time at which we receive a stimulus
influences the weight we give it. Quite often, tirst information we
receive has a very great influence, on our finglressions. This is known

as primacy effect. It has important consequences when a sequence of
alternatives are considered such as in the cagdb ahoice decisions or of
job interviews. Sometimes, we also are influencezhtly by information
received recently—-eecency effect.

Perceptual Defens&Vhen we are faced with information which we find
to be threatening or unacceptable, our perceptignso defend us. We
may fail to perceive the troublesome stimuli, or mway distort our per-
ceptions of the stimuli to make them less troublasoPerceptual

10. A. Lowin and J. R. Craig, "The Influence of LevelRdrformance on Managerial
Style: An Experimental Object Lesson in the Ambiguwif Correlational Data,Organiza
tion Behavior and Human Performan8€1968]: 440-58.

11. A related concept is called implicit theory. That people may have [heir own
theories abuut how things fit together. Those theoinclude linkages among variables
such as the assumption that a high-paying jobledsdiigher status. These implicit theories
may cause halo effect.
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defense is especially evident when beliefs orwdés which we have
held for some time are challenged.

To illustrate, in one study college students werespnted with
descriptions of factory worker$.These descriptions included the word
intelligent. Since this description was contraryth@ students' beliefs
concerning factory workers, their perceptual defensame to the rescue.
Some students simply denied that the workers wetelligent. Mosi
frequently, the description was modified or distakt Students, for'
instance, might accept the term intelligent but ldocouple it with
another characteristic, such as lack of initiattkeemaintain their overall
perception of the workers. Clearly, perceptual dedecan result in a very
distorted and potentially biased view.

Causal Attribution

A crucial task for managers is to form accuratecgptions of the
causes underlying others' behaviors. This procesalled causal attribu-
tion. As an example, a district sales manager magtwo determine
what caused a salesperson's poor performance ifalthguarter, It may
be especially important to determine whether theabi®or was the result
of internal factors such as the person's motivetraits or of external
factors such as luck or the situation. For examiplthe sales manager
feels that her subordinate's poor performance étduack of effort [an
internal factor), she may want to consider disngaly actions. If she feels
the poor performance is the consequence of an etorownturn, such
actions would seem unfair.

According to Harold Kelley (1973), we try to sonitdhe causes of
the behavior of others by considering these factors

A Consensus. Do other people act this way isghuation?

A Consistency. Does this person act this way is #ituation on
other occasions?

A Distinctlveness. Does this person act differeritlyother situ-
ations?

When there are high levels of consensus, consigteard distinc-
tiveness, we tend to attribute behavior to extefaators. To illustrate,
consider the poorly performing subordinate in thevpus example. The
boss might ask these questions:

12. M. Haire and W. F. Grunes, "Perceptual DeferRexesses Protecting an Orga-
nized Perception of Another Personalitiitiman Relation8 (1950]: 403-12.
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A Did everyone have a poor period in this econodoegvnturn: If
yes, consensus is high.

A Does this subordinate always do poorly in econodogvn-
turns- If yes, consistency is high.

A Does this subordinate do better when there isameconomic
downturn? If yes, distinctiveness is high.

Accordingly, if the boss answered yes to the alibvee questions,
she would probably not blame her subordinate. Gndther hand, if
other people had done well (low consensus) andstitiordinate always
does poorly (low distinctiveness), it would be hawgin the blame on the
situation.

Unfortunately, causal attribution is a process \hig prone to
error. For instance, it has long been recognizadl people tend to attri-
bute the behavior of others to internal factorserewhen this is not
appropriate:-' That is, we often blame or commend people fongh
which are really outside their control. Furthermdbreere is a tendency to
attribute the causes of our own behaviors to exlefactors and of
others' behaviors to internal factdfsEinally, the self-serving bias—the
tendency to take credit for successes and denpmarsesponsibility for
failures—has been widely observEdn Chapter 10, "Staffing the Organi-
zation," we will consider some ways these errory mesult in biased
performance appraisals.

Reducing Perceptual Errors

Since perception is such an important process k@ major
role in determining our behavior, it is importahat we try to do it right.
Here are some suggestions for reducing perceptuaise®

A Gain self-insightThere is evidence that people who are aware
of their own characteristics make fewer errors arcgiving
others'” They also are less likely to view the world indXaand
white terms and to give extreme judgments abougrsth

13.F. Heider, "Social Perception and Phenomenal CaysdPsychological Review
51 [1944]: 358-74.

14.R, £, Nisbett ct al., "Behavior As Seen by theoAeind As Seen by the Observer,"
Journal of Personality and Social PsychologyAligust 1973); 154-64.

15.C. S. Carverl.. DeGregorio, and R. Gillis, "Field-Study Evidenceaof Attribution
among Two Categories of ObserveR¢grsonality and Social Psychology BullegiriMarch
1980): 44-50.

16. These suggestions are based on Dunl@nganizational Behaviorand Zalkind
and Costdlo, "Perception," 218-35.

17.R. D. Norman, "The Interrelationsips Among AccepiiRejection, Sell-Other
Identity, Insight into Self, and Realistic Perceptof Others,'Journal of Social Psychology
37]1953]: 205-35.

18. D. T. Benedetti and J. G. Hill, "A Determindrthe Centrality of a Trait in
Impression Formationfournal of Abnormal and Social Psycholog (1960|: 278-79.
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A Be self-acceptinglndividuals who can accept themselves as
they are, are able to see a wider range of chaisiits ia
others. They may also be less prone to projection.

A Be aware of perceptual error§imple knowledge of such ten-
dencies as halo error, stereotyping, and self-sgrbias may
help to avoid them.

A Try to be objectiveMake a conscious effort to attend to rele-
vant information.

A Test reality.Actively seek evidence of whether or not your per-
ceptions are accurate. Compare your perceptiorts tiviise of
others and try to account for any differences. Lfmkobjective
measures relating to the perceptions. If you tiitk Tanakais
a poor performer, check his output levels,

LEARNING

Learning is any relatively permanent change in biggroduceq
by experience. Changes in behavior due to physiaahtions, such gs
growth, deterioration, fatigue, or sleep, are marhing. Similarly, teng
porary changes are not true learning. Also, thexgaa may not be desjr-
able—we have probably all learned some behavioishiave caused us
to be less effective or adaptive than before. Here will briefly review
three types of learning: classical conditioninger@mt conditioning, and
social learning. Together, they help explain how loehaviors are deter-
mined through our own experiences as well as tperences of others.

Classical Conditioning

To many people, mention of learning theory bringsniind
thoughts of Pavlov's dog. In Pavlov's experimeatsiog was taught to
salivate in response to a variety of stimuli, sasha touch on the paw or
the sound of a belf This was accomplished by continually pairing the
bell or other stimulus, which originally produced imcrease in saliva,
with food. Salivation was a normal physiologicaspense to food in the
mouth. The repeated pairing of the bell with theda@aused the dog to
salivate simply upon hearing the bell This progeshown in Figure 3-2,.

The learning that took place in these experimentsailed classi-
cal, or Pavlovianconditioning. It occurs when, through pairing ofrai-

19.1. P. PavlovThe Work of the Digestive Glandsans. W. H. Thompson [London:
Char.ks Griffin, 1902]
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Figure 3-2 THE CLASSJCAL-CONT3ITfONmMG

STEP V. BEFORE CONDITIONING

Bell N No Response
and

Food A Response (Salivation)

STEP2: DURING CONDITIONING
Bell
Followed by

Food N Response (Salivation)

STEP 3: AFTER CONDITIONING

Bell A Response (Salivation)

li, a new stimulus is responded to in the same asyhe original stimu-
lus. The thought of dangling rewards in front oi\eting employees ia
bit unseemly. Happily, this is not the sort of I@ag that is of most
relevance in organizational settings.

Operant Conditioning

Most learning in organizations relies on the lawefect. Thelaw
of effect states that behavior which is rewardetl t&nhd to be repeated;
behavior which is not rewarded will tend not to Hepeated. So, if we
want someone to continue acting in a certain wag,slWwould see that
they are somehow rewarded for acting in that wayd want them to
stop particular undesirable behaviors, we shoul&tarsure we are not
rewarding them for those behaviors. The sort ofddtoning wliich relies
on the law of effect is calledperant conditioning. It is illustrated in
Figure 3-3.

THE OfERANf-CONDITIONING M ODEL
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Since the best known researcher and theorist iratba is B, H.
Skinner (1969), operant conditioning is also kn@gnSkinnerian cond
tioning. We will discuss specific operant-conditiiog techniques i
Chapter 12, "Motivating."

For now, we will simply point out that individuaénter organizg-
tions, and particular situations within organizaspwith very different
histories of reinforcement. That is, they have redr different thingg.
Some have learned that working hard is the wayet@pbead. Others hgve
learned to be stubborn in the face of challeng#.dBters have learned il
avoid troublesome situations. So, many differerinesehaviors amorjg
employees may be due to the different ways theirabiers have beg¢n
rewarded or punished in the past.

—

Social Learning

Both classical conditioning and operant conditiamiﬁmcus on*
learning as something that develops out of our ewperiences. Howy*.
ever, much of what we have learned comes from xpereence of othgrs.
Because others have been burned by a hot stovaver failed in thejr.
attempts to start a new company or have founddbdin leader behpv-
iors are ineffective, we don't have to get burnadselves to learn thpse
things. Instead, we can benefit from social leagniBocial learning|is
learning that occurs through any of a variety afi@ochannels—-newspa-
pers, books, television, conversations with familgmbers, friends, gnd
co-workers, and so on. Social learning accountsfgreat amount of our
knowledge. In Chapter 9, "Job Design/* we will ddes the role of social
learning in determining how employees view thelrgo
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Q; Some students and managers argue that human and more complex behavioral processes such as prob-
behavior is simply too complex to be captured by mod- lem solving? ) )
els and theories. Do you agree? A: Behaviorists long ago rejected the notion that

A. Thuugh human behavior has not been “cap feelings, emotions, cognitions, and the like are th
tured"by the almost endless stream of minitheorie 00t causes of behavior, and possibly for thataeas
with which we have been barraged, the account cthey have been said to ignore and/or to be unable t
human behavior being developed by behaviorists heaccount for feelings and complex behavioral pro-
already .proven fruitful. Indeed, the complexity of c€sses. However, from Watson on, they have shown
the reinforcement contingenciesmid behavior now @n abiding interest in such processes and that-inte
being studied approaches that found in our organis: €St hasproven salutaryWe have known for a long
tions. The facts are that we currently exert a rema time, of course, that reinforcing events not only
able degree of control over organizational behavior modify the form andprobability of the opcrant
Ath simple and complex, and for some time now,’€sponses preceding them, but that they alsp
;:ii: experimental analysis of behavior has beemlie duce (elicit] responses which we call respondent or
ing the way toward the development of more effec-reflex behaviors. We have also discovered that our

tive forms of control, including self-control. Such respondent repertoires include "psychoneural”
developments would not be possible if humanactivity in the central nervous system and thas it

behavior was beyond the reach of a scientific asaly this component of the respondent pattern which

. o . figures so importantly in discussions of feelingsl a
Q;You describe yourself as a behaviorist, emphasizing  emqgtions. The facthat reinforcing events elicit
re'.”forceme?.t prl'”c'p'ﬁs'.wwat do you see as the  respondents of this sort, that such behavioral pat-
“”'qA‘je.be”e its ol a be ha"'ora ]E’eﬁpec“"e' ionif terns do not cause operant behavior but can occur
5 f.'” my view, tlreeho the most Sr']gn' icant  51ongside, andnteractwith, operant behavior has
enefits are seen in (1 ] the awareness it hasipeatl 5" sorts of important implications for leaders and
of (he overwhelming significance of leadership prac leadership practices.
tices whichstrengthenyather than diminish, orga- As tor the more complex behavioral processes,
nizntiQiul members{2] the tremendous aid it nNOW it is safe to say that no ofasyet provideda com-
provides in the identification, development, and rahensiveaccount of the complex [and often
leaching of these practices,- and (3] the confidehc oy ert) operants referred to as thinking, reasgning
has given us to proceed with the task of further 5nq hroplem solving. But underscore the wyed.
developing, implementing, and refining those prae- A "gperant analysis of problem solving was begun
ticea which promote the advancement and yer 30 years ago and a great deal of progress has
survivability of individuals and their organizati®&n been made. The recognition that it is behavior aas
Q: Is reinforcement theory restricted to the explanation giant step in the right direction for we arc now
ol simple behaviors, or can it also deal with feelings beginning to analyze its topographical details ad w

as the variables of whicit is a function.
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PERSONALITY

Personality is the organized and distinctive pattern of behavio
that characterizes an individual's adaptation sttization and endures over
time?° The distinctive character of personality allows tostell people
apart. The enduring character of personality permm to recognize people
and to anticipate their behaviors. Try to imagangtuation in which people
had no enduring qualities, in which the boss atli&gd a different person”
from day to day. Such a situation might be intengst the short run but
would soon lead to chaos.

Theories of Personality

Several theories of personality have been propdedwill consider
a few of the best known. They seek to explain thecture of personality,
how it develops, how it motivates people, and waggle are unique.

Trait Theories. Early trait theories of personality saw behavior
as being related to innate traits such as indeperejesociability, and
humility. These traits were felt to be stable, enrtly, and interrelated.
Furthermore, they were seen as continuous ratlaer absolute (i.e., we
could talk about people as having more or less trhia rather than as
simply having or lacking the trait).

Some trait theorists, such as Raymond Cattell (},958ve rea-
soned that all people possess the same univertsaf $&its in varying
degrees. To these theorists, an individual's pailggrs the sum of rat-
ings across all traits. Other trait theorists, hbitaGordon Allport (1961},
have argued that traits are unigue to individuelg.( assertiveness in one
person may be very different from assertivenesariather person in
nature as well as degree). Furthermore, accordirtis view, each per-
son has a unique combination of traits. It is tbahstellation of traits
which must be studied to understand personality.

Trait theories don't really explain how personalidgvelops.
Because they pay little attention to the contelx¢ythave been largely
unsuccessful in predicting behavior across diffesgtuations.

Psychoanalytic Theory. According to Sigmund Freud's psy-
choanalytic theory, we are motivated by drivesrstincts?* We maybe
unaware of these drives, and they are largely bouocontrol. In this

20. DarJey et alPsychology

21. S. Freud, "Civilisation and Its Discontents," eddarans. ). Strachey ifhe
Stan]dard Edition of [his} Complete Psychologicalé®o[New York: Macmillan Pub. Co.,
1962
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theory, the unconscious rnind plays an overwhelmrivlg, sometimes
revealed to us by "Freudian slips." These are indd@wit mistakes in
speech or writing that suggest what is happening person's uncon-
scious mind. Freud saw the personality as havingetiparts:

A The id is formed of the primitive instincts, orides, that an
infant possesses at birth. It is the unconscious gfgpersonali-
ty and seeks immediate gratification without thaughmoral
considerations or practical constraints. The oftits of the
personality rely on the id as the source of theiyghic energy.

A The superego, often referred to as the conscjeisceoncerned
with moral ideals. It aims to do what is "right.inSe what is
right is not always what feels best, the superegbid are often
in fundamental conflict.

A The ego is the part of the personality that isi@arned with
reality. It may delay attempts at gratificationtliey are unlike-
ly to be successful or if delay would increase likelihood of
success. The ego seeks socially acceptable wagatigfy the
id's impulses.

The psychoanalytic model sees personality as acbasmflict
between the pleasure-seeking id and a restrictdegety. Unhappiness,
neuroses, and psychoses are seen as the reshiéttaonflict.

Humanistic-Existential Theories. Humanistic-existential the-
ories focus on the total personality of the individuakt@ad of on the
separate behaviors that comprise the personalitgyTdownplay the
roles of the environment and biology and stressviddal choice and
personal responsibility. Instead of focusing onflio) as in the Freudian
model, the emphasis is on striving for awareness fatillment of the
human potential. These strivings are seen as thie farce motivating
human behavior. The work of Abraham Maslow, a kegcptioner of this
relatively optimistic approach, will be discussader in this chapter and
in Chapter 12, "Motivating."

Learning Theories. Learning theories see personalityaaset of
patterns of learned behaviors. That is, persoraliiffer because people
have different experiences in childhood and thrauwgHife. So, while
personalities may be extremely complex, they argeaupon simple
learning principles.

Each of these theories of personality makes diffeessumptions
about things such as the role of the environmedthialogy, the degree
to which people are active or passive, and motiaforces. Together,
the approaches provide a variety of potentiallyfuilsperspectives for
examining and predicting human behavior.
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Important Personality Dimensions

It is especially important for managers to undardtawith
particular personalities may behave. In this sactiee review somel
personality characteristics which have been founlet related to behav-
ior or performance.

Risk-Taking Propensity. People—even those in the same posi-'
tion in the same organization—differ markedly irithrisk-taking pro-
pensity>- Some are risk averse. They like to "play it Safoosing
alternatives that are likely to give a relativebwl but certain return,
Others, called risk seekers, like to gamble. Thegfgr alternatives
which may turn out very well or very poorly to tleowith little variance
in outcomes. Risk takers tend to make fast decshased on relatively
little information®> Managers with different levels of risk-taking peop
sity will make very different decisions in the sasitation.

Anomy. Individuals who exhibit the characteristic of anomy
don't feel they have clear guidelines for correehdwior. They don't
think there are "higher" value systems to say wisatright" and
"wrong." Anomic people tend to see situations aseutain. They have
relatively high levels of guilt, hostility, and aroia and tend to be dis-
satisfied with life?*

Dogmatism. Dogmatic individuals are close-minded. They
have rigid belief systems and "doggedly" stickheit opinions, refusing
to revise them in the face of conflicting evidenbDegmatics make deci-
sions quickly based on relatively little informati@and are confident in
those decisions. Dogmatics like to follow the rudewl are unlikely to
consider novel alternatives. They may perform atalgy in well-
defined, routine situations, especially if there &ime constraints. In
other cases, especially those demanding creatthigy, generally do rela-
tively poorly?®

Locus of Control. Locus of control refers to the degree to which
individuals feel that the things which happen terthare the result of

22. R. O, Swalm, "Utility Theory—Insights into Rigkaking,"Harvard Busfneé&s
Review441966]: 123"36.

23.R. N. Taylor and M. D. Dunnette, "Relative Conttilem of Decision-Maker
Attributes to Decision Processe§tganizational Behavior and Human Performant2.
(October 1974|: 286-98.

24. J, P. Robinson and P. R. Shawdeasures of Social Psychological Attitudes;,
ed. (Ann Arbor, Ml institute for Social Researd®73]

25. B. H. Long and R. C. ZUler, "Dogmatism and Predenal Information Search,"
Journal of Applied Psycholog9 [1965]; 376-78.
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their own actions * Those who feel that such things are within themo
control have what is called an internal locus ofitcol. Others see their
lives as being controlled by fate, circumstanceglance. They have an
external locus of control. Externals are unlikedybielieve that thegan
do better if they try harder or that the rewardsl @unishments they
receive depend upon how well they do. For eachhefs¢ reasons,
internals may be more highly motivated than externa

Tolerance for Ambiguity. Individuals with hightolerance tor
ambiguity welcome uncertainty and change. Those with lowrtoiee
for ambiguity see such situations as threatening ancomfortable.
Since managers are increasingly facing dynamicirucired situations,
tolerance for ambiguity is clearly an important wteristic.

Machiavellianism. Individuals with Machiavellian personali-
ties feel that any behavior is acceptable if it iaehBs their goals.
Machiavellians try to manipulate others. They armemotional and
detached. They "look out for Number One" and arérely to be good
team players.

NEEDS

One factor which definitely influences employee &@abr is moti-
vation. M otivation is the attempt to satisfy needséeeds are psychologi-
cal or physiological deficiencies. So, we may hageds for food, for love,
or for challenge. We may then be motivated to sbelse things.

Maslow's Need Hierarchy

One very well-known theory of needs was presentedliraham
Maslow, a humanistic psychologistMaslow believed that human needs
could be placed in five categories:

A PhysiologicalThese are basic bodily needs such as the needs for
food, water, sex, and air. ASecurity.These include needs

fo_r safety, absence from ikss
and pain, and stability.

26.]. B. Rotter, "Generalised Expectancies for Interrexbus External Control of
Reinforcement, Psychological Monograph®0 {1966} |I, whole no. 609],

27. A. H. Maslow, "A Theory of Human MotivationPsychological Review50
,(1943}: 370-96.
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A Social or affiliation.This category contains needs for belonging,
interaction with others, friendship, and love.

A EsteemNeeds both for respect and recognition from otlzerd
for personal feelings of accomplishment and selftivdit here.

A Self-actualizationThese are the needs to become all that one is
capable of becoming—to realize one's potential. yThee
desires for growth, creativity, and constructivecaunplish-
ment.

Maslow felt that these needs were arranged in eatdby from
"lowest" to "highest." As needs at the "lowest" dbwv-physiological—
were satisfied, those at the next "higher" levelewsity—would become
most important, and so on. Furthermore, as a needrbe satisfied, it
would become less important.

We'll consider Maslow's views in more detail latas,well as addi-
tional motivation theories developed by David MclHad, Victor
Vroom, and others. For now, it is useful to simplyte that individuals
may differ in the strength of their various neet@lsose differences may
affect their reactions to such things as rewardesys, leader behaviors,
and job design.

Theory X and Theory Y

Clearly, the assumptions we make about employeasesnd
motivation will influence the way we deal with thertf we think
employees are motivated by desires for money orcf@llenge ox for
approval, we will treat them accordingly. For insta, Douglas McGre-
gor (1960) proposed that managers tend to holdeomhX or Theory Y
set of assumptions about employees.

Theory X takes a pessimistic view of human natliie assump-
tions include:

A Employees inherently dislike work and will &kho avoid it
whenever possibleA  Since employees dislike work, they
must be coerced, controlled,
or threatened with punishment to achieve desiredsgdA
Employees will shirk responsibilities and seek fatrdirection
whenever possible. A Most employees place sgcakiove
other factors associated
with work and will display little ambition.

Theory Y, on the other hand, sees human naturemorea positive
. It assumes:
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A Employees can view work as being as natural asoreglay.

A A person will exercise self-direction and self-aohif he or she
is committed to the objectives.

A The average person can learn to accept, and sk responsi-
bility.

A The ability to make good decisions is widely disged in the
population, and not necessarily the sole provinté¢hose in
management positions.

These Theory X and Theory Y views will be espegiathportant
when we explore such issues as leader behaviogrdesystems, and job
design.

Theory X and Theory Y should not be confused witte@ent addi-
tion to the theory alphabet, Theory Z, Discussethi previous chapter,
Theory Z is the name given to an attempt to integthe most favorable
features of American and Japanese managementgescti

ATTITUDES

Attitudes are the beliefs, feelings, and behavideadencies held
by a person about an object, event, or persorefddhe attitude object). In
this section we will consider the nature of attegdand examine some
specific work attitudes. We will discuss how attias are formed and
examine the relationships of work attitudes to wbehaviors.

The Components of Attitudes

The definition of attitudes indicates that they @atiree compo-
nents. The first is the cognitive component, whigstour cognitions or
beliefs about the facts pertaining to the attitotgect. This is descriptive
information rather than liking or intentions. We yndor example,
believe that salespersons in our firm receive high or that our firm is
the oldest in the industry. These beliefs may beexd or incorrect. The
second component, the affective component, is mgdef our feelings
toward the attitude object. It involves evaluatiand emotion. For
instance, we may think favorably or unfavorably abanother employee
or think a particular rule is good or bad. The dhiomponent, the behav-
ioral tendency component, is the way we intend ébdve toward the
attitudinal object. We may, for example, intended off the boss or ask
for a raise or outperform a co-worker.

Figure 3-4 shows the components of an employeditudés
toward the Sunrise Corporation:
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Figure 3-4 COMPONENTS OF ATTITUDES TOWARD
THE SUNRISE CORPORATION

Parts

Cognitive Sunrise,pay. 5 the highest w'ges indEa
Sunrise, doesn't ky' eff' workers, even during
sions.
Sunrise makes high-quality products. -
Affective | like Sunrise because high wages, job security, and
pride in my work are important to me,
Behavioral | intend to continue working for Sunifiseas long as |
Tendency

pan.
| intend to work hard and have a good attendariaedre
sq that M$x', lose riiy )ob, With Sunrise,

This example suggests that a sequence exists fognitons to
affect to behavioral tendency. While that may oftes the case, it is
important to recognize that different people wikle tsame beliefs may
develop different feelings, and that different pleowith the same reel-
ings may develop different behavioral intention$scA there may even be
cases in which, as we'll see, our beliefs will iuenced by our feelings,
or even by our actual behaviors.

Why Care about Attitudes?

It might seem that managers should be concernedtaboployee
behaviors, not their attitudes. In fact, there amumber of reasons why
employee attitudes should be of concern to manadm@rst, as we sug-
gested earlier, attitudes may be related to belhswibso, managers may
try to improve behaviors by bringing about changeattitudes. Widely
repeated statements such as "A satisfied emplogea productive
employee" show that many people do believe thaud#s (in this case,
satisfaction) are related to work behaviors (hgmaductivity). So, it
seems important to see what links, if any, realty ekist between
employee attitudes and their behaviors.

Second, work attitudes may be related to thingdidct concern
to the employee such as stress levels, abilityléeps and attitudes
toward other aspects of life.

Furthermore, attitudes are important for their osake, indepen-
dent of their consequences. Employees spend hailf taking lives at
work. Caring managers may want to learn how to mides working
hours of employees more pleasant.
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Some Important Work Attitudes

The most commonly studied work attitude is job sfatition. Two
other important work attitudes are job involvemend organizational
commitment.

Job Satisfaction. Job satisfaction is the affective component of
work-related attitudes. Managers are often conakm@®zout employees'
satisfaction with specific facets of the job, asllvas about overall job
satisfaction.

The best known scale to assess facets of job aetiish, the Job
Descriptive Index (JDI), measures satisfaction with work itself, pay,
co-workers, supervision, and promotidisSample items from the super-
vision subscale of the JDI are presented in Figdbe By tapping satisfac-
tion with particular job facets, a scale such as 1Bl helps managers to
pinpoint sources of dissatisfaction and to takerappate actions.

Overall job satisfaction, or general job satisfastiis concerned
with the overall affective reactions of an employeethe job. While
examination of facet satisfaction is very useftlmiay fail to see the
forest for the trees. That is, measures of fad&tfaation can't give us the

JOB DESCRIPTION INDEX SUPERVISION
SUBSCALE SAMPLEITEMS

Trie following adjectives and phrases describe &gpects of a job: the work
itself, supervision, pay, promotions, and co-woekeCarefully consider
each adjective pr phrase and indicate whether bixns Jjueof- you*ob by
circling:

Y for YES, this is true of rriy job.
i for I cannot decide it' chis is true of nay job.
N for NO, this is not true of my job.

Thfc Supervision on My ]6b
A Asks my advice ................ Y ? N
A Hard to please................... Y X N
A Impolite.........oooviiiis Y ? N
A Influential ............cccceeee Y ? N
A Stubborn ... Y ? N
A Knows job well.................. Y ? N

Source: Dr. Patricia C- Smith, Department of Psyafpp, Bowling Green State
University, Bowling Green, OH 43403-0228. Copyrigl275, Bowling Green
State University, Reprinted with permission.

2.8. P. C. Smith, L. M. Kendall, and C L. Hulifthe Measurement of Satisfaction in
Work and Retiremer{Chicago: Rand McNally, 1969)
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complete picture because employees may give dieweights to vari-
ous job facets and may combine information abouets in different
ways. Thus, overall satisfaction measures proveful additional infor-
mation. Many such measures are short and easyeto us

Two measures of overall satisfaction are preseimteeigure 3-6
and Figure 3-7. The first measure, called the Faced$e, can easily be
completed by employees regardless of their langskgks. It is some-
times criticized for seeming a bit too simple, butas good validity and
reliability. If Instructions on the Faces scale aggvorded to focus on a
particular job facet, the scale can also be usechdéasure satisfaction
with that facet. The second scale, developed biiukrBrayfield and Har-
old Rothe (1951), is also easy to use. Employemplgi indicate their
degree of agreement with each of 18 statementstaheyob.

Many studies have focused on job satisfaction EvVEb a great
extent, the results of those studies seem to departbw questions are
worded and how findings are interpreted. Major sysvconducted over
periods of twenty years or more show that 80 pertte®@0 percent of the
work force report they are at least reasonablystad with their job$®
Yet everything we hear about "blue-collar blues'd amgh levels of
absenteeism and turnover in many jobs, as welvagyday observations,
suggest that this is too rosy a picture.

Perhaps just as revealing are studies that shotvntlbat work-
ers-—over three-quarters of blue-collar workers ahlmdost 60 percent of
white-collar workers—say they would not choose shaene line of work
again® Also, a survey looking at average levels of gehsagisfaction
may fail to isolate specific facets of the job f@nich much dissatisfaction
exists or particular sorts of jobs which are particly dissatisfying?
Some jobs, and some parts of many jobs, may bepitise'

Job Involvement. As the name suggegtsh involvement is the
degree to which employees really are involved withatis, "get into"—
their jobs. Job involvement may be reflected injtte being very impor-
tant to the person's life or in the job being canto the self-concept. A
person with a high degree of job involvement woalgtee with state-
ments such a¥:

29. G. H. Gallup,The Gallup Pai[New York: Random House, 1972); and R. P. Quinn
and G- L. StaincsThe 1977 Quality of Employment SuryApn Arbor, Ml: Institute for
Social Research, 1979]

30.R. L. Kahn, "The Meaning of Work: InterpretationsdaProposals for Measure
ment," ed. A. A. Campbell and. E.Converse inThe Human Meaning of Social Change
(New York: Basic Books, 19721

31.C. N. Weaver, "fob Satisfaction in the United Ssaite the 19705,Journal of
Applied Psychologg5 (June 1980): 364-67.

32. These items are drawn from T. M. Lodahl and M. KejiThe Definition and
Measurement of [ob Involvementdunml of Applied Psychologl9 |1965): 24-33.
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Figure 3-6 MEASURES OF GENERAL SATISFACTION

THE FACES SCALE

fcletcYeyele
HE6E06E

Source: The male faces scale was developed by minKliThe Construction of a New Type of Attitude
Measure,"Personnel Psychology (8955): 65-78and the female scale by R. B. Dunham and f. Bnider
"Development of a Female Faces Scale for Measulaty Satisfaction,Journal of Applied Psychology
60:629-31. Copyright 1975 by the American PsychimalgAssociation. Reprinted by permission of
authors.

Figure 3-7 THE BRAYKEXD,RG3;HESGAJUE (SEfcECITED ITEMS}

Some jobs are more interesting and satisfying tithers. We want to know how people feel about
different jobs. Cross out the phrase below eactestant which best describes how you feel about
your present job. There are no right or wrong amswe

1. My job is like a hobby to me.
STRONGLY AGREE AGREE UNDECIDED JDISAGREEST"QNGLY DISAGREE

2. My job is usually interesting enough to keep fnmen getting bored.
STRONGLY AGREE AGREE UNDECIDED DISAGREESTRONGLY DISAGREE

5. 1 enjoy my work more than my leisure time.
STRONGLY AGREE AGREE UNDECIDED DISAGREESTRONGLY DISAGREE

7. | feel fairly well satisfied with my currefdb.
STRONGLY AGREE AGREE UNDECIDED DISAGREESTRONGLY DISAGREE

17. | find real enjoyment imywork.
STRONGLY AGREE AGREE UNDECIDED DISAGREESTRONGLY DISAGREE

Source: These items are drawn from A. H- Brayfiahdl H. F. Rothe, "An Index of Job Satisfaction,
Journal of Applied Psycholod3b (1951): 307-11
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A The most important things that happen to meine my job,
A The maior satisfaction of my life comes from jop, A |
live, eat, and breathe my job.

A related attitude,woik involvement, is the degree to which an
employee is involved with work in general, rathkan with a specific
job.

Organizational Commitment. Organizational commitment
reflects the degree to which the employee is comehito the organiza-
tion's values and goals. An employee with strorgpoizational commit-
ment agrees with statements such as the followifg:-

A | find that my values and the organization&dues are very
similar.
A | am proud to tell others that | am part oistbrganization. A
| really care about the fate of this organizati@dn. | am willing to
put in a great deal of effort beyond that normally
expected in order to help this organization be sasful.

Organizational commitment is much like what is oftalled loy-
alty. It would seem that a company would like te $egh levels of orga-
nizational commitment among its work force. In faghile that is gener-
ally the case, exceptions may exist. For one thihdow-performing
employees are very committed to the organizatioey imay be reluctant
to leave. If management is constrained from tertivigalow-performing
employees, such commitment could be costly to tma. fAlso, we have
all heard of cases in which employees have beenosumitted to an
organization or to a cause that they have beemdafod'rock the boat" or
to criticize others in the firm, and even of cagesvhich commitment
has led to commission of illegal or unethical adfkare commitment,
like more of most things in life, is not necessabktter.

Attitude Formation

The earlier section on learning suggests ways iichvattitudes
may be formed. For one, we may have direct persexyarience with the
attitude object. We may, for instance, have metmaditdate for public
office. Second, we may form attitudes through asgam. That is, we

33. These items are drawn from L. W. Porter et'@rganizational Commitment, Tob
Satisfaction, and Turnover among Psychiatric Teghns,"[ournal of Applied Psychology
59 (October 1974): 603-9.
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may transfer an attitude about a particular atdétodject to a new atti-
tude obiect which is somehow similar. For examffleye like all of our
current acquaintances who are runners, we mayalikew acquaintance
upon learning that she runs. Finally, we may forttitiedes indirectly
through social learning. Here, attitudes are inieed by information
provided by others. We may read about an obiectjrfstance, or may
hear it discussed on TV or listen in on a convéssabetween co-workers
in which they weigh its pros and cons.

Attitudes formed in any of these ways may be inégnbeld. How-
ever, those attitudes formed through personal éspee are more clearly
defined, held with greater certainty, more stablerotime, and more
resistant to counterinfluence than attitudes thatfarmed indirectly”

The Relationships of Attitudes to Behaviors

Knowledge of the relationships of work attitudeswork behav-
iors can be valuable to managers. Here we explooepbssible ways they
may be related—attitudes may cause behaviors, lebers may cause
attitudes.

Do Attitudes Cause Behaviors? We indicated earlier that one
reason managers are concerned with employee asitigl that those
attitudes may influence behaviors. This seems tkens@nse. If we don't
like our jobs, for instance, we might not put ouH feffort into them. In
fact, though, many researchers have found thelatlween attitudes and
behaviors to sometimes be weak.

In the first such study, R. T. LaPiere [19341 reépodron his travels
through the U.S. with an Oriental couple. In theirse of those travels,
the couple was almost always treated hospitabliicaéls and restau-
rants. However, a survey of owners of the estabiefhts found their
attitudes toward Orientals to be very negativefdat, 90 percent said
that as a matter of policy Orientals would not leeved. Clearly, atti-
tudes were not being translated into behaviors.

More recent attempts to sort out this puzzle hawgpgested rea-
sons why the attitude-behavior linkage may be wé&ak.instance, even
though people have certain attitudes, they may havehoice but to
behave in certain ways. Also, the person's behalitatndency is the
result of many things beyond attitude including gsnéres exerted by
others, the nature of the job market, and persgnaliaracteristics. Let's
briefly consider evidence concerning the relatiopstbetween satisfac-
tion and work behaviors.

34. Darley et al.Psychology.
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The Relationship between Satisfaction and TurnoResearch shows
a negative relationship between satisfaction amdoter. That is, more
satisfied workers are less likely to leave the fir@ne review of the
literature found this negative relationship to v&ent in 35 0f3>9 stud-
ies.® The average correlation was about -.40, indicathmg about 16
percent of the variance in turnover was relatedatisfaction.®

Many things besides satisfaction also seem to eémfbe turnover
including economic conditions, family pressuresl|l $&vels, and person-
ality. It is probably the case that satisfactioraibetter predictor of turn-
over in good economic times than in Badn good times, a dissatisfied
employee may feel confident that other iobs willehailable and there-
fore quit. In bad times, an employee may simply yuitwith dissatisfac-
tion rather than take a chance of being out of work

The Relationship between Satisfaction and AbsesrtealVhile satis-
faction and absenteeism are also negatively relatieel association
revealed by studies is not as strong as might peard—most correla-
tions do not exceed - .35. However, satisfactiory play a larger role in
determining absenteeism than such figures mighicatd. This is
because, as we noted earlier, much absenteeismagoidable due to
things such as illness or family emergencies. ¢f thlationship of satis-
faction toavoidableabsenteeism could be adequately assessed, it would
probably be considerable.

The Relationship between Satisfaction and PerfomeaRindings con-
cerning the relationship of satisfaction to perfarmoe show us why
research is often needed to augment common sensiée Wseems rea-
sonable to expect that satisfied workers would loeenproductive, stud-
ies show that this is really not the case, at lemsiny appreciable degree.
Major reviews of the satisfaction-performance tielaghip have conclud-
ed that the correlations are "so low as to be gegle™ and that satis-
faction does not imply motivation for strong perfance® Across 20

35.?. M. Muchinsky and M. L. Turtle, "Employee TurnovAn Empirical and Meth
odological AssessmentJburnal of Vocational Behavidr4 [February1979):43-77; and L.
W. Porter andR. M. Steers, "Organizational, Work, and Personaldtadh Employee Turn
over and AbsenteeismP'sychological Bulle-tir80 [1973): 151-76.

36.The percent ot variance in one variable that iseiased with another is deter
mined_hy simply squaring the correlation coefficiand multiplying by 100. In this case,
(-.401% x 100 = 16%.

37.P. M. Muchinsky and P. C. Morrow, "A Multidiscipkmy Model of Voluntary
Employee Turnover,Journal of Vocational Behavidk7 (December 1980): 263-90.

.58. R. Likert, NewPatterns o! ManagemeriNew York: McGraw-Hill Bouk Co.,
1961); and F. Herzberg et alob Attitudes: Review of Research and Opifjitisburgh:
Psychological Service of Pittsburgh, 1957]

39. A. H. Brayfield and W. H. Crockett, "Employedtifides and Employee Perfor-
mance,"Psychological Bulletirb2 (1955): 396-424. On the issue oi attitude-beatraréla-
tionships, see also M. Bshbein and I. AizBelief, Attitude. Intention, and Behavi(Read-
ing, MA: Addison-Wesley Publishing Co., 1975]
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major studies, the median correlatisas only .14%° With a correlation
of that magnitude, only about 2 percent of variaicgerformance is
associated with variance in satisfaction. We wilto make more sense
of these surprising findings in Chapter 12.

The Financial Impact of Attituded.he failure to find that satisfaction
causes better performance should not lead us toluda that attitudes
don't impact on financial performance. Insteadwaéve tried to show,
absenteeism, turnover, and other employee behadisis have costs.
The area obehavioral accounting is now trying to assess the financial
impact of attitudes, it does this by examining tlssts of such behaviors
as turnover and absenteeism and the strength oflihlkes to attitudes.
While this is a new field, and fraught with measuneat problems, some
of its conclusions are remarkable.

For instance, Philip Mirvis and Edward Lawler [191&ed behav-
ioral accounting (in a nicely detailed tutorial tire subject) to estimate
the costs of absenteeism, turnover, and balandiogages of 160 bank
tellers. They concluded that moderate improvemanttitudes averag-
ing perhaps 0.7 on a seven-point scale would yieédbank total savings
of $781,892, or a substantial $4,886.83 per em@oyandall Dunham
(1984) has estimated that, on a national basisrg modest improve-
ment in employee attitudes of perhaps 0.15 on arsewint scale would
result in atotal financial benefit of over one billion dollars.

Do Behaviors Cause Attitudes? Leon Festinger (1957) has pro-
posed a theory of cognitive dissonance which suggeat behaviors may
actually cause attitudes. Cognitions are thoughtsdissonance refers to
lack of harmony; thusgognitive dissonance is a situation in which we
have conflicting thoughts. For example, if we ddike a co-worker,
Janet, but must treat her nicely because of jobathei®y, we may experi-
ence such conflict.

As detailed by Festinger, cognitive dissonance fsrse, uncom-
fortable state. People will do something to redtizd tension. One way
to reduce the tension is to change one or botthefcbgnitions to make
them consistent.

Furthermore, Festinger proposed that some cogmsiteme more
resistant to change than are others. For instacmgnhitions based on
physical reality, such as the fact that we justtee Janet nicely, are
more resistant to change than are cognitions basegpinions and atti-
tudes such as our negative feelings toward Jaiet bbttom line, then, is
that we may change our attitudes to make them stersi with our
behaviors. We may (perish the thought) actuallyitheg like Janet.

40. V. H. VroomWork and Motivatio{New York: fohn Wiley & Sons, 1964]
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We said earlier that the high levels of reportda gatisfaction may
be artifically high. Dissonance theory suggeststlagoreason why that
may be the case. A set of thoughts, such as "licoatto work on this
job, yet it is dissatisfying," reflects dissonandea reduce that disso-
nance, employees may convince themselves thatateein fact satisfied
with their jobs.

There is an important second route by which behavieay influ-
ence attitudes. That is, behaviors may lead to emusnces which may
impact on attitudes. For instance, a high-perfogrémployee may get a
big raise which may in turn increase satisfactiathyay. We'll explore
this avenue in detail in Chapter 12.

VALUES

Values have an enduring quality and are less sigettifin atti-
tudes. Values are broad, general beliefs about seayeof behaving or
some end state that is preferable to the indivitfudlays of behaving, for
instance, might include behaving honestly, frugatly carefully. Prefera-
ble end states might be a comfortable life, hapgggn&eedom, or a sense
of accomplishmerit’

The Functions of Values
Values play important roles for managers. Theyuafice*?

A The way other individuals and groups are pate@, thereby
influencing interpersonal relationships,-

A The decisions and problem solutions chosen byrtteidual;

A The perceptions of situations and problems an iddad faces;

A The limits for determining what is and is rethical behavior;

A The extent to which an individual will acceptresist organiza

tional goals and pressures; and

A The perception of individual and organizatibsaccess and its
achievement.

41. M. RokeachBeliefs, Attitudes, and Values: A Theory of Orgation and
Change(San Francisco: Jossey-Bass, 1968)
42 The Nature- of Human Valu@idew York: Free Press, 1973)
43. G. W. England, O. P. Dhingra, and N. C. Agaywhke Manager and the Man: A
Cross-CuJtuial Study of Personal Valy&ent, OH: Kent State Univ. Press, 1974), 2.
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Types of Values

Values can be classified in many ways. George Ewlg{@967) has
described two distinct types of value systems—thagmatic and the
ethical-moral. A person with a pragmatic value systdetermines
whether or not to engage in a particular act ppally by asking the
guestion, "Will engaging in the act help me becaonwe successful?" A
person with an ethical-moral value system insteslads ahe question, "Is
the act ethically right or wrong;"

Another useful way to categorize managerial vali@s been pre-
sented by Gordon Allport, Philip Vernon, and Gandhmdzey (1960):

A Theoretical valuesindividuals with strong theoretical value
orientations would be primarily interested in theabvery of
truth and the systematic ordering of knowledge.

A Economic valuesAdherents to economic values would be ori
ented toward practical and useful aspects of wodHey are
interested in the production and consumption ofdgoand the
uses and creation of wealth.

A Aesthetic valuesThose with dominant aesthetic values are
interested in the artistic features of an objedthwan emphasis
on form, symmetry, grace, and harmony.

A Social valueslindividuals with strong social values place pri-
mary emphasis on the love of people and the waohttuman
relations. They value people as ends, rather thaans, and
tend to be kind, sympathetic, and unselfish.

A Political values.Those with primary political value orienta-
tions are concerned with power, influence, and gedmn.
Competition plays an important role in their livessd power is
the key motive.

A Religious valuesPeople with strong religious values have an
orientation toward unity and creation of satisfyirgations
with the environment.

Clearly, such value differences can cause peopieake different
decisions, and probably to choose different sofriscaupations.

Using the two classification schemes identifiedwheould you
describe your values? The values of the "typicalllege student? The
values of the "typical" businessperson-

Work Values

In recent years there has been a concern that waes have
been changing. Instead of valuing "an honest dayer" and a quality
product, younger workers are seen as valuing "#sy evay" and as car-
ing little about whether they can be proud of tiveirk. The work values
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whose decline is lamented are encompassed in tites®ant Work Ethic.
The Protestant Work Ethic is the belief that waskvaluable, important,
and a central life interest. Individuals adheringtihe Protestant Work
Ethic tend to agree with statements such as thewolg based on Blood
[1969):

A Hard work makes one a better person.

A Wasting time is as bad as wasting money.

A If all other things are equal, it is better to davjob with a lot of
responsibility than one with little responsibility.

A A good indication of one's worth is how weilat person does a
job.

Clearly, if there has been a marked change in walkes, the
consequences for management could be substant@alviWexplore this
issue in Chapter 9, "Job Design."

IMPLICATIONS FOR MANAGEMENT

As a manager, you should be concerned with a yaoétwork
behaviors, including absenteeism, turnover, tastineffort, and quantity
and quality of performance. To focus only on a Ergehavior would be
unfortunate. In particular, you will find that gtea gains can often be
achieved by an emphasis on work quality and em@dyenover levels
than by concentration solely on quantity of output.

You will often need to formally or informally evadte the work
behaviors of subordinates and others. This chagtews that behaviors
are caused by many things, some learned and dtireate. Some behav-
iors are caused by internal things, such as ap#ityg others by external
factors, such as illness in the family or businisstuations. If you make
faulty assumptions about the causes of behavions;, gctions will prob-
ably be misguided.

Much of this chapter dealt with perceptions anchvgibod reason.
Perceptions guide behavior. The ways employee®nesip leader behav-
iors, rewards and punishments, and job charadteyiatl depend on per-
ceptions. If you as a manager fall prey to percapturors, you will make
mistakes in the ways you behave and respond tbehaviors of others.
If you are unable to influence the perceptionstbics, you will be pow-
erless.

Learning continues throughout our lives. You widrainly leam
during your years as a manager, and you will bpawsible for much of
the learning of your subordinates. In teaching sdimates, you will rely
primarily on operant conditioning and social leagni You will not have
a choice of whether or not to use those tools;nliear will take place
whether you like it or not. Your task will be toesthat it is done right.
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Understanding
the diversity of
human
personalities and
needs will help
managers be
more effective.

In your work life, you will find yourself respondindaily to superi-
ors, peers, and subordinates who have a wide afrggrsonalities and
needs, They will differ in terms of such personatiharacteristics as risk-
taking propensity, locus of control, dogmatism, &machiavellianism, as
well as in the importance of various needs. It willen be tempting to
simply throw your hands in the air and curse wlegns to be maddening-
ly irrational, unreasonable, or manipulative aatstiee part of others. A
better course of action will be to try to understahe personalities and
needs of those you must deal with and to assesstheware likely to
cause them to behave. Such an understanding wié rbahavior in orga-
nizations more predictable and thus more manageable

As a manager, you may be challenged by others uf s@em to
place much emphasis on the attitudes of your subatels. Some may
argue, for instance, that you are forgetting thédso line. The material
in this chapter suggests some responses. For boeurse, you can point
out that attitudes are important in themselves. MViverkers are satis-
fied with their work, involved in their jobs, andmmitted to the organi-
zation, they are likely (within limits} to have her, more meaningful
lives. Also, you can respond that there are mamaglsdo the bottom line.
Attitudes directly influence such contributors tganizational success
as levels of employee turnover, absenteeism, aallthaVe will see later
that they may, in some situations, also impact onkwguality and quan-
tity.
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Finally, throughout your career you will deal wibople who have
a variety of values. Because values are enduridgeneral in nature, you
will find it much more difficult to influence yousubordinates' values
than, say, their attitudes. Similarly, you will pebly find it fruitless to
argue with others on the basis of their values s&hwith aesthetic val-
ues, for instance, are not going to be convincatighlitical values are
correct, and vice versa. Instead, you will havestignize those value
differences and behave accordingly.

In sum, successful managers recognize that thetyundsrstand,
predict, and influence the behavior of others maoizations. The con-
cepts presented in this chapter—many of whichhelbddressed later in
more depth—are essential for the accomplishmetihage important
aims.

ability Machiavellian

absenteeism motivation

affective component needs

anomy operant or Skinnerian
attendance conditioning

attitudes organisational commitment

behavioral accounting

behavioral tendency
component causal

attribution classicabr

participation perception
perceptual readiness
performance personality
primacy effect productivity

Pavlovian projection _
conditioning Protestant Work Ethic
closure psychoanalytic theory

cognitive component

cognitive dissonance

consensus lattributional]

consistency [attributional]

distinctiveness (attributional)

dogmatic effort ego

halo effect halo error

humanistic-existential
theories

id

job involvement

job satisfaction

law of effect

learning

learning theory

locus of control

Pygmalion effect
recency effect retention
self-serving bias social
learning stereotyping
superego tardiness
timeliness

tolerance for ambiguity
trait theories turnover
values work involvement
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List and define five key work behaviors.

Identify three types of abilities.

Describe the steps of the perceptual process adidanhe

three important influences at each step.

What is the difference between classical conditignand

operant conditioning? How are they each differeminf social

learning-

Describe four theories of personality.

List and define five important personality charaigics.

What are the needs in Maslow's hierarchy? Whicdt ie

"top" of the hierarchy"

8. What are the three components of attitudes;

9. Define three work-related attitudes.

10. Describe the relationships of satisfaction to twarg absen
teeism, and performance.

11. What are four functions of values?
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CASE 3 A Nobody Gets Fired in Portugal

Nobody gets fired in Portugal unless the
boss has a very good reason. That is the law
as set down a decade ago after the radical lef
took over the government.

employees $70 million. Yet almost every-
body keeps on working.

How come? Well, according to the
law, if somebody doesn't show up for work

The government has since softened, just because that person isn't being paid, he

and the economy has hit bottom. But the
law stands and performs miracles for
employment. Over in Spain, the jobless rate
tops 18 percent. Here, it tickles 11 percent.
Anybody who goes to work in Portugal

today can almost certainly go to work

tomorrow.

Bosses hate this. They want to consol-
idate, modernize. They are aching to fire
people. Luckily for them, the radicals who
wrote the law to protect jobs forgot to write
a law to protect salaries. So Portugal's bosses
have devised a new way to increase cash
flow. They don't fire workers; they just
don't pay them. "It can't really increase effi-
ciency," a labor expert says, "but it does cut
costs.”

Among Portugal's workers, enthusi-
asm for this innovation has been limited. "It
isn't a normal basis for civilized society,"
says Jose Luis Judas of the communist labor
federation. "You work, you get paid. This is
not the case in Portugal at the moment.”

The absence of pay, however, hasn't
led workers to do anything rash—Ilike stay
home. Portugese pay averages $165 a month
Some workers haven't gotten an escudo in

over a year. Others get paid in dribs and
drabs, and months behind. By various
guesses, 500 companies owe 150,000

or she could get fired.

In some countries, a worker might
quit and apply for unemployment benefits.
For a quitter to qualify for benefits in Portu-
gal, the company would have to certify that
it has stopped paying the individual. But no
company wants to do that. Some officials
might decide that nonpayment of wages
is tantamount to dismissal. Dismissals,
remember, are generally illegal.

Source: Reprinted by permission Tiie
Wall Street journal& Dow Jones & Company,
Inc. (December 12, 1984). All Rights Reserved.

1. Discuss how a situation such as this
would he likely to impact on the cogni
tive, affective, and behavioral tendency
components of employees' attitudes
toward work. What links, if any, are
likely among those components in this
case?

Which of the personality characteristicq
discussed in this chapter do you think
would be positively related to continued
participation in work in this situation?
Which of the characteristics might be
positively associated with turnover?
How would you predict this situation
would influence employee performancg
levels? Why?

2.

3.







