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of the concepts covered in  each  video.

 Learning Catalytics   a bring your own device student engagement, assessment,  and classroom 
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 Welcome to the seventh Canadian edition of  Organizational Behaviour .  Since its arrival 

in Canada,   Organizational Behaviour  has enjoyed widespread acclaim across the country 

for its rich Canadian content and has quickly established itself as the leading text in 

the field.  

  Organizational Behaviour ,  Seventh Canadian edition,  is truly a Canadian product.  

While it draws upon the strongest aspects of its American cousin,  it expresses its own 

vision and voice.  It provides the context for understanding organizational behaviour 

(OB)  in the Canadian workplace and highlights the many Canadian contributions to 

the field.  Indeed,  it goes a step further than most OB texts prepared for the Canadian 

marketplace.  

 Specifically,  it asks,  in many instances:  

       How does this theory apply in the Canadian workplace of today?  

      What are the implications of the theory for managers and employees working 

in the twenty-first century?  

      What are the implications of the theory for everyday life? OB,  after all,  is not 

something that applies only in the workplace.    

 This text is sensitive to important Canadian issues.  Subject matter reflects the broad 

multicultural flavour of Canada and also highlights the roles of women and visible 

minorities  in the workplace.  Examples  reflect the broad range of organizations in 

Canada:  large,  small,  public and private sector,  unionized and non-unionized.  

  Organizational Behaviour  continues to be a vibrant and relevant text because its a 

product of the Canadian classroom.  It is used in Canada by the first author and her 

colleagues.  Thus,  there is a front-line approach to considering revisions.  We also solicit 

considerable feedback from OB instructors and students throughout the country.  While 

we have kept the features of the previous edition that adopters continue to say they like,  

there is also a great deal that is new.  

  Our Pedagogical  Approach  in  Writing the Text 

        Relevance.   The text reminds both teacher and student alike that we must 

contend with a new paradigm of work that is more globally focused and 

competitive,  relies more heavily on part-time and contract jobs,  and places 

a higher premium on entrepreneurial skills,  either within the traditional 

workplace structure,  as an individual seeking out an alternative job,  or as the 

creator of your own new business.  Todays younger employees can expect to 

hold many more jobs,  and possibly be self-employed more and longer than 

their parents.  

 From its beginning,  this text was the first to emphasize that OB is 

for  everyone,  from the bottom-rung employee to the CEO,  as well as to 

anyone who has to interact with others to accomplish a task.  We continue 

to  emphasize this theme.  We remind readers of the materials relevance 

beyond a 9-to-5  job by concluding each chapter with a summary that out-

lines the  implications not only for the workplace and managers,  but also for 

  P R E F A C E 
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 individuals in their daily lives.  We also include the feature  OB in the Street ,  

which further emphasizes how OB applies outside the workplace.   

       Writing style.   Clarity and readability are the hallmarks of this text.  Our 

reviewers find the text conversational,  interesting,  student-friendly,  and 

very clear and understandable.  Students say they really like the informal 

style and personal examples.   

       Examples,  examples,  examples.   From our teaching experience,  we know that 

students may not remember a concept,  but they will remember an example.  

This text is packed full of recent real-world examples drawn from a variety 

of organizations:  business and not-for-profit,  large and small,  and local and 

international.  We also use examples taken from the world at large,  to illustrate 

the broader applicability of OB material.   

       Comprehensive literature coverage.   This text is regularly singled out for its 

comprehensive and up-to-date coverage of OB from both academic journals 

as well as business periodicals.  The latest research can be found in sections 

marked Research Findings  and Focus on Research.   

       Skill-building emphasis.   Each chapters  OB at Work   section is full of exercises 

to help students make the connections between theories and real-world 

applications.  Exercises at the end of each chapter reinforce critical thinking,  

self-analysis,  behavioural analysis,  and team building.     

  H ighlights of the  Seventh  Edition  

 The seventh edition was designed to  evolve with todays students.  There are more 

relevant examples,  updated theory coverage,  and a continued emphasis on providing 

the latest research findings.  Based on reviews from numerous instructors and students 

across Canada,  we have found that many potential users want chapters that have the 

right balance of theory,  research,  and application material,  while being relevant to 

student learning.  To accomplish this,  we have:  

       Continued to highlight the importance of Learning Outcomes as a road 

map leading to focused reading and increased learning comprehension.  

Learning Outcomes appear initially as an enumerated list on the chapter-

opening page and then the numbered outcomes appear throughout the 

chapter again in the margins to direct readers to the section where the 

Learning Outcome is addressed.  Finally,  the numbered outcomes are linked 

to review questions at the end of the chapter so that students can test whether 

they have achieved these outcomes.   

      Continued to feature current and topical chapter-opening vignettes as well as 

the subsequent references back to the vignettes that appear throughout the 

chapter,  at the start of most major sections.   

      At the beginning of each chapter,  a Big Idea item appears in the margin 

which is meant to give readers a big picture view of the topic at hand.  Then,  at 

the end of the chapter a Lessons Learned appears in the margin to recap the 

key takeaways for the chapter.   

      Continued to integrate a series of relevant and helpful questions throughout 

the chapters (look for questions that are set in a square design)  to encourage 

students to think about how OB applies to their everyday lives and engage 

students in their reading of the material.  These questions first appear as 

bullet lists at the bottom of the chapter opener,  under the heading OB Is for 

Everyone,  and then appear throughout each chapter.   
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      Updated the boxed features throughout the text,  including  OB in Action,  OB 

in the Street,  OB in the Workplace,  Focus on Research,  Focus on Ethics,   

and  Focus on Diversity  boxes.   

      Continued to address and highlight how OB principles vary across cultures in 

the  Global Implications   sections.  Chapters now conclude with references to 

the cultural differences that exist within and between countries.  Until recently,  

most OB research was conducted in Western countries.  That is changing,  

however,  and we are now in a much better position to answer the question 

How does what we know about OB vary based on culture? Some OB prin-

ciples vary little across cultures,  while others vary a great deal.   

      Continued to include the popular  For You   feature at the end of each chapter,  

to highlight the relevance of the chapter to ones everyday life.   

      Reflected the ever-changing world of organizational behaviour through a 

series of new end-of-chapter case incidents.   

      Included four new comprehensive cases in the  Additional Cases  .  Case 1 :  

The Personality Problem deals with the topics of personality,  organizational 

culture,  and work attitudes;  Case 4:  Bad Faith Bargaining? Government Power 

and Negotiations with the Public Service covers power and politics,  conflict 

and negotiation,  and ethics;  Case 7:  Promotion from Within covers motiva-

tion,  work attitudes,  communication,  and politics.  Case 9:  Boundaryless 

Organizations deals with organizational structure and boundaryless organiza-

tions,  organizational culture,  diversity and teams,  organizational socialization,  

and organizational change.  In addition,  a new table was added at the begin-

ning of the Additional Cases to show the chapters that apply to the major 

topic areas addressed in each case for easy reference.   

      Continued to include our  OB on the Edge   feature,  which highlights whats 

new and hot in OB.  OB on the Edge,  which is unique to the Canadian 

edition,  provides an opportunity to explore challenging issues and encourages 

students to read more about these hot topics.  In this edition,  we cover four 

topics in this innovative feature:   Stress at Work  ;   Trust ;   Workplace Bullying ;  and 

 Spirituality in the Workplace  .     

  Chapter-by-Chapter Highlights:  Whats New 
 In this seventh edition,  we have made a concerted effort to  thoroughly update the 

text.  Taken together,  the changes we made render this text the leader in the market 

and the undisputed pioneer vis--vis meaningful application of OB concepts and 

theories.  Each chapter offers new examples,  the latest cutting-edge research,  discus-

sions of current issues,  and a wide variety of application material.  The key  changes   

are listed below.  

   Chapter   1    :  What I s  Organizational  Behaviour? 

       New  Opening Vignette   about Lululemon Athletica  

      New section:  Big Data  

      New exhibit:  Employment Options  

      New major section:  Challenges and Opportunities in the Canadian 

Workplace  
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      New  Focus on Diversity :  SaskTel Is a Top Diversity Employer   

      New major section:  Coming Attractions:  Developing an OB Model  

      New exhibit:  A Basic OB Model  

      New exhibit:  The Plan of the Book  

      New  Point/Counterpoint :  Lost in Translation?  

      New  Ethical Dilemma  :  Jekyll and Hyde  

      New  Case Incident :  Apple Goes Global   

      New  Case Incident :  Era of the Disposable Worker?    

   Chapter   2    :  Perception,  Personality,  and  Emotions 

       New  Opening Vignette   about Matthew Corrin,  the CEO of the restaurant 

Freshii  

      New  Research Findings  :  Stereotyping  

      New section:  The Dark Triad  

      New exhibit:  Jobs in Which Certain Big Five Personality Traits Are More 

Relevant   

      New exhibit:  Does Business School Make You Narcissistic?   

      New  Focus on Research  :  First Impressions Count   

      New research and discussion on emotional intelligence  

      New exhibit:  A Cascading Model of Emotional Intelligence  

      New  Focus on Ethics  :  An Ethical Choice   

      New  Focus on Research  :  Smile,  and the Work World Smiles with You  

      New section:  Emotion Regulation  

      New  Research Findings  :  Emotion Regulation  

      New  OB in the Workplace  :  Affective Computing:  Reading Your State of Mind  

      New exhibit:  Emotional States Cross-Culturally  

      New  Point/Counterpoint :  Millennials Are More Narcissistic   

      New  Experiential Exercise  :  Who Can Catch a Liar?   

      New  Ethical Dilemma  :  Happiness Coaches for Employees  

      New  Case Incident :  On the Costs of Being Nice  

      New  Case Incident :  Can You Read Emotions from Faces?    

   Chapter   3    :  Values,  Attitudes,  and  D iversity in  the  Workplace 

       New  Opening Vignette   about Corus Entertainment partnering with TD Bank to 

help a program designed to aid Aboriginal children achieve literacy through 

summer camps  

      New  Research Findings  :  Hofstede  

      Updated exhibit:  Hofstedes Cultural Values by Nation  
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      New exhibit:  Dominant Work Values in Todays Workforce   

      New  Research Findings  :  Generational Differences   

      New  OB in the Street :  Generation Z:  Coming to Your Workplace Soon  

      New research in Francophone and Anglophone Values   

      Updated major section:  Attitudes   

      New exhibit:  The Components of an Attitude  

      New exhibit:  The Worst Jobs for Job Satisfaction,  2013  

      New exhibit:  Relationship between Average Pay in Job and Job Satisfaction of 

Employees in That Job  

      New section:  Perceived Organizational Support  

      New research and discussion in Employee Engagement  

      New  OB in the Workplace  :  Minding Manners,  Helping Customers   

      Updated exhibit:  Practices Used by a Selected Sample of Canadas Most 

Welcoming Places to Work  

      New exhibit:  Average Levels of Employee Job Satisfaction by Country  

      Updated section with new research:  Are Employees in Western Cultures More 

Satisfied with Their Jobs?   

      New  Point/Counterpoint :  EmployerEmployee Loyalty Is an Outdated 

Concept   

      New  Experiential Exercise  :  Feeling Excluded    

  OB  on  the  Edge:  Stress at Work 

       New research in Consequences of Stress   

      New discussion of personality in Why Do Individuals Differ in Their 

Experience of Stress?   

      New research and discussion in Organizational Approaches   

      Updated the list of The Most and Least Stressful Jobs    

   Chapter   4    :  Theories of Motivation 

       New  Opening Vignette   about how motivation influenced Olympic  snowboarder 

Mark McMorris to win a medal just weeks after fracturing a rib  

      New  OB in the Workplace  :  Stock Analyst Recommendations and Valence  

      Updated section:  The Importance of Providing Performance Feedback  

      Updated  Research Findings  :  The Effects of Goal Setting  

      Updated section:  Reinforcement Theory  

      Updated section:  Fair Process and Treatment  

      New  Point/Counterpoint :  Goals Get You to Where You Want to Be   

      New  Experiential Exercise  :  Organizational Justice  
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      New  Ethical Dilemma  :  Grade Inflation  

      New  Case Incident :  Equity and Executive Pay    

   Chapter   5    :  Motivation  in  Action  

       New  Opening Vignette   about how high-growth social media start-up Hootsuite 

manages to keep its workforce engaged and productive  

      New research in What to Pay:  Establishing a Pay Structure   

      Updated section:  Merit-Based Pay  

      New research in Flexible Benefits:  Developing a Benefits Package  

      New  Focus on Research  :  The Reward for Helping Others at Work  

      New  OB in the Street :  Rewarding Gym Attendance While Wanting Weight Loss   

      Updated exhibit:  Examples of High and Low Job Characteristics   

      New section:  Relational Job Design  

      New research in Flextime  

      Updated  Research Findings  :  Telecommuting  

      New research in Variable Pay  

      New  Point/Counterpoint :  Face-Time Matters   

      Updated  Ethical Dilemma  :  Are CEOs Paid Too Much?  

      New  Case Incident :  Motivation for Leisure   

      New  Case Incident :  Attaching the Carrot to the Stick    

   Chapter   6    :  Groups and  Teamwork 

       New research in Self-Managed Teams  

      New research in Virtual Teams  

      New  Focus on Ethics  :  Virtual Teams Leave a Smaller Carbon Footprint   

      New section:  Multiteam Systems  

      New  OB in the Workplace  :  Turning Around a Losing Team  

      New  Focus on Diversity :  Developing Team Members Trust across Cultures   

      New research in (Team)  Composition  

      Updated section:  Diversity of Members  

      New  Point/Counterpoint :  To Get the Most Out of Teams,  Empower Them  

      New  Case Incident :  Tongue-Tied in Teams    

  OB  on  the  Edge:  Trust 

       Revised section:  What Determines Trust?   

      New box:  What Are the Consequences of Trust?   

      New discussion in Basic Principles of Trust     
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   Chapter   7    :  Communication 

       New  Opening Vignette   about how the two young entrepreneurs who launched 

Palette,  a mechatronics company,  use communication to find investors for 

their new invention and to stay connected  

      Updated major section:  Barriers to Effective Communication  

      New research in Downward (Communication)   

      New exhibit:  Allocation of Time at Work for Managers and Professionals   

      New  OB in the Workplace  :  Asleep in Paris,  Busy Working in Toronto  

      Updated section:  Social Media  

      Updated section:  A Cultural Guide  

      New  Point/Counterpoint :  Employees Social Media Presence Should Matter to 

Managers   

      New  Ethical Dilemma  :  The Pitfalls of Email  

      New  Case Incident :  Using Social Media to Your Advantage  

      New  Case Incident :  PowerPoint Purgatory    

   Chapter   8    :  Power and  Politics 

       New  Opening Vignette   about former Toronto mayor Rob Ford  

      Updated major section:  Bases of Power  

      New major section:  How Power Affects People   

      New  OB in the Workplace  :  Its Not About the Affair,  Its About the Coverup  

      New research in Sexual Harassment   

      New  Focus on Ethics  :  Sex at Work  

      Updated  Research Findings  :  Politicking  

      New  Focus on Research  :  Powerful Leaders Keep Their (Fr)Enemies Close  

      Updated  Research Findings  :  Impression Management Techniques   

      New section:  The Ethics of Behaving Politically   

      New  Point/Counterpoint :  Everyone Wants Power  

      New  Ethical Dilemma  :  How Much Should You Defer to Those in Power?   

      New  Case Incident :  Delegate Power,  or Keep It Close?  

      New  Case Incident :  Barrys Peer Becomes His Boss     

   Chapter   9    :  Confl ict and  Negotiation  

       New  Opening Vignette   on the BC Teachers Federation strike  

      New section:  Types of Conflict   

      New section:  Loci of Conflict   

      Updated  Research Findings  :  The Constructive Effects of Conflict   
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      New research and discussion in Personality Traits in Negotiation  

      New  Focus on Ethics  :  Using Empathy to Negotiate More Ethically   

      New research in Moods/Emotions in Negotiation  

      New research and discussion in Gender Differences in Negotiation  

      New major section:  Third-Party Negotiations  

      New  Ethical Dilemma  :  The Lowball Applicant  

      New  Case Incident :  Choosing Your Battles   

      New  Case Incident :  The Pros and Cons of Collective Bargaining    

  OB  on  the  Edge:  Workplace  Bul lying 

       New research and discussion in Workplace Violence  

      New section:  Legislation to Prevent Bullying  

      New statistics on workplace bullying    

   Chapter   1 0    :  Organizational  Culture 

       New  Opening Vignette   about how the Calgary Stampedes organizational 

culture helped it deal with an unexpected crisis  

      New discussion in Definition of  Organizational Culture     

      New  OB in the Workplace  :  WestJet Brings on the Fun  

      New section:  The Ethical Dimension of Culture   

      New research in Strong vs.  Weak Cultures  

      New  OB in the Workplace  :  Making Culture Work  

      New research and discussion in Socialization  

      New research and discussion in Barrier to Mergers and Acquisitions   

      New discussion in major section:  Changing Organizational Culture   

      New research in Creating an Ethical Organizational Culture   

      New  Point/Counterpoint :  Organizations Should Strive to Create a Positive 

Organizational Culture   

      New  Ethical Dilemma  :  A Bankrupt Culture  

      New Case Incident:  Google and P&G Swap Employees     

   Chapter   1 1    :  Leadership 

       New  Opening Vignette   about Bryce Williams and the leadership issues faced by 

the young chief of the Tsawwassen First Nation  

      New  Research Findings  :  Behavioural Theories of Leadership  

      Updated  Research Findings  :  Path-Goal Theory  

      Updated  Research Findings  :  Transformational Leadership  

      New research in Mentoring  

A01 _LANG1 781 _07_SE_FM. indd   xxiv 2/6/1 5   4:1 7 PM



Preface  xxv

      New research and discussion in Ethical Leadership  

      New section:  Servant Leadership  

      New  Point/Counterpoint :  Heroes Are Made,  Not Born  

      New  Ethical Dilemma  :  Undercover Leaders   

      New  Case Incident :  Leadership by Algorithm    

   Chapter   1 2    :  Decision  Making,  Creativity,  and  Ethics 

       New  Opening Vignette   about Billy-Joe Nachuk,  a military veteran who suffered 

discrimination by three police officers due to their poor decision making  

      New discussion in Bounded Rationality in Considering Alternatives   

      New  Focus on Research  :  Putting Intuition to Work in the Workplace   

      New research in Escalation of Commitment   

      New  OB in the Street :  Groupthink at Target Canada  

      New exhibit:  Three-Stage Model of Creativity in Organizations   

      New section:  Creative Behaviour  

      New section:  Causes of Creative Behaviour  

      New discussion in Creative Potential   

      New section:  Creative Outcomes (Innovation)  

      New discussion in Four Ethical Decision Criteria   

      New  Focus on Research  :  Why People Cheat   

      New research and discussion in Making Ethical Decisions  

      New  OB in the Workplace  :  The Ethics of Fostering a Culture of Shortcuts   

      New  Global Implications   section:  Creativity   

      New  Point/Counterpoint :  People Are More Creative When They Work Alone  

      New  Case Incident :  The Youngest Female Self-Made Billionaire    

  OB  on  the  Edge:  Spiritual ity in  the  Workplace 

       New definition of  workplace spirituality   

      New discussion in Why Spirituality Now?  

      New section:  Spirituality and Mindfulness   

      New research and discussion in Characteristics of a Spiritual Organization  

      New section:  Achieving a Spiritual Organization    

   Chapter   1 3    :  Organizational  Structure 

       New  Opening Vignette   about how the nonprofit Revitalization Saint-Pierre 

owes its success to embedding community participation in its organizational 

structure  

      New research and discussion in Centralization and Decentralization  
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      New  OB in the Workplace  :  The World Is My Corporate Headquarters   

      New research and discussion in The Virtual Organization  

      New research and discussion in The Boundaryless Organization  

      New research and discussion in The Leaner Organization:  Organization 

Downsizing  

      New  Focus on Research  :  Working from Home  

      New  Global Implications   section:  Culture and the Impact of Downsizing  

      New  Point/Counterpoint :  The End of Management  

      New  Case Incident :  Creative Deviance:  Bucking the Hierarchy?     

   Chapter   1 4   :  Organizational  Change 

       New  Opening Vignette   about the organizational changes that the Hudsons Bay 

has undergone to stay relevant and profitable in a competitive marketplace  

      New research in Overcoming Resistance to Change  

      New  OB in the Workplace  :  Habitat for Humanity and Rockwood Institution 

Partner to Change Lives   

      New  Ethical Dilemma  :  Changes at the Television Station  

      New  Case Incident :  Starbucks Returns to Its Roots  

      New  Case Incident :  When Companies Fail to Change     

  Pedagogical  Features 

 The pedagogical features of  Organizational Behaviour:  Concepts,  Controversies,  Applications  ,  

Seventh Canadian edition,  are designed to complement and reinforce the textual mate-

rial.  This text offers the most complete assortment of pedagogy available in any OB 

book on the market.  

       The text is developed in a story-line  format that emphasizes how the topics 

fit together.  Each chapter opens with a list of learning outcomes related to 

a main example that threads through the chapter.  The opening vignette is 

carried throughout the chapter to help students apply a real-life example to 

the concepts they are learning.  The learning outcome questions appear in the 

margin of the text,  to indicate where they are addressed.  In For Review at the 

end of each chapter,  students can discover whether they have achieved these 

learning outcomes.               

        OB Is for Everyone   in the chapter-opener highlights 

the integrated questions that students will  encounter 

throughout each chapter.  Right from the start,  these ques-

tions encourage students to think about how OB applies 

to everyday lives.   

       A Big Idea/Lessons Learned feature appears at the begin-

ning and end of each chapter.  These resources are designed 

to work hand-in-hand.  At the beginning of the chapter,  a 

Big Idea item appears in the margin which is meant to 

give readers a big-picture view of the topic at hand.  Then,  

at the end of the chapter a Lessons Learned appears in 

the margin to recap the key takeaways from the chapter.   

ark McMorri s,  number one sl opestyle ri der 

on  the 2013 World  Snowboard  Tour,  was 

pretty down,   accord ing to h is  fath er.  1   

On  J anuary 25,  a  short time before the 

open ing of the 2014  Ol ympics in  Soch i,   McMorri s 

crashed  du ri ng the fina l  of the X Games Aspen 

Snowboard  Sl opestyl e,  fracturin g one of the ri bs 

on  h is  right  s i de.  Even  with  the crash ,  wh i ch  hap-

pened  on  h i s  th i rd  and  fina l  run ,  M cMorris  won  a 

si lver meda l.  However,  he h ad  won  the gold  medal 

a t  Aspen in  both  2011  and  2012.  

 But now he had  to get  h imsel f ready for 

the Ol ympics,  wh i ch  was to start  i n  just 

two weeks.  H is fathers  descrip ti on 

of th e s ituation  showed  what McMorris  faced :  

  When  we l eft  h im  [ the day after the i n jury occurred ],  h e cou ld  

bend  over and  touch  h is  toes because of where [the i n jury]  i s  a t,  Don  

M cMorris told  The Canad ian  Press on  Monday.  You  know a  cracked  ri b i n  th e 

front,  you  cou l dn t  do that.  .  .  .  Hes got fi ve or six days before he h as to worry about 

rid i ng and  hes got  the best people around  h im .   

 I t genera ll y  takes six weeks to hea l  from a  cracked  rib,  and  M cMorris was faci ng com -

peti ng i n  th e Ol ympics just  two weeks after h is  i n jury.  Competing i n  the Ol ymp ics  was a  

d ream  of h is ,  and  h e wou ld  have to overcome great  odds,  not  to mention  pa i n ,  i f he were to 

successfu l ly compete.  He sti l l  had  to qua li fy for the Ol ymp ics,  an d  the qu a lification  round  

would  take pl ace one day before the open ing ceremony.  I f he made the  team ,  h is  event 

was schedu led  to be hel d  exactl y two weeks after the crash .  Wou ld  M cMorris  be motivated  

enough  to make  th e Ol ympic team? 

 In  thi s  chapter,  we review  the basi cs of motivation ,  assess motivati on  theories,  and  pro-

vide an  in tegrati ve understand ing of how the d ifferent th eori es  appl y to motivating employ-

ees i n  organ izations.                

 Theories of Motivation  

     C H A P T E R

  L EARN I N G  OU TC OM ES  

es of Motiva

     Mark McMorris,  number one slopestyle rider on  

the 2013  World  Snowboard  Tour,  won  a  bronze 

meda l  in  the 2014 Olympics a  mere two weeks 

a fter fractu ring a  rib.  H ow d id  motivation  in fluence 

h is  impressive performance?  

Chapter 4  Th eor ies  o f Motivat ion  1 27

4  

 After studying  this  chapter,  you  should  be able to:  

  1    Describe the  three key elements of motivation .  

  2    Evaluate the appl icabi l ity of early theories of motivation.   

  3    Apply the key tenets of expectancy theory to motivating employees.   

  4    Describe goal-setting theory,  sel f-efficacy theory,  and reinforcement 

theory.   

  5    Describe why equity and fairness matter i n  the workplace.   

  6    Demonstrate how organizational  j ustice is  a refinement of equi ty theory.   

  7    Apply the predictions of sel f-determination  theory to i ntrinsic and  extrinsic 

rewards.   

  8    Discuss the ethics beh ind  motivation theories.   

  9    Summarize the essence of what we know about motivating  employees.    

  M
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 P A R T  2  

 S T R I V I N G  F O R  

P E R F O R M A N C E      

 Successfully 

motivating 

individuals requires 

identifying their 

needs and making it 

possible for them to 

achieve those needs.  

 THE  BI G  I DEA 

    Are managers manipulating  employees when they l ink rewards to 

productivi ty? Is  this  ethical?  

    Why do some managers  do a better job of motivating  people than 

others?  

    How important i s fai rness to you?  

    What can  you  do if  you  think your salary is  unfai r?   

   OB I S  FOR  EVERYON E 
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Preface  xxvi i

      Exclusive to the Canadian edition,   OB in the Street ,   OB in the Workplace  ,  

 Focus on Ethics  ,   Focus on Diversity ,  and  Focus on Research   help students 

see the links between theoretical material and applications.               

       OB in Action   features provide tips for using the concepts of OB in everyday 

life,  such as Managing Virtual Teams,  Choosing Strategies to Deal with 

Conflicts,  Social Networking Responsibly,  and Reducing Biases and Errors in 

Decision Making.       

        

      To help instructors and students readily spot significant discussions of 

 Research Findings  ,  we have included a research icon to indicate where these 

discussions appear.   Focus on Research   provides additional links to related 

research.  Marking research discussions so clearly helps emphasize the strong 

research foundation that underlies OB.       

        

      We have continued to integrate a series of relevant and helpful questions 

throughout the chapters to encourage students to think about how OB applies 

to their everyday lives and engage students in their reading of the material.  

These questions first appear as a bullet list in the chapter opener,  under the 

heading  OB Is for Everyone,   and then appear throughout each chapter.               

      The  Global Implications   section addresses and highlights how OB principles 

vary across cultures.   

       Summary  provides a review of the key points of the chapter,  while the 

 Snapshot Summary  provides a study tool that helps students to see the 

overall connections among concepts presented within each chapter.    

   

        

      Each chapter concludes with  OB at Work ,  a set of resources designed to help 

students apply the lessons of the chapter.  Included in  OB at Work  are the 

following features:  

        For Review  poses a series of questions that are linked to the learning 

outcomes identified in the chapter opener.   

      New  For Managers   outlines ways that managers can apply OB in the 

workplace.   

       For You   outlines how OB can be used by individuals in their daily lives.    

             

 The  Eth ics of Fostering  a  Cul ture of Shortcuts  

  How can  an  org an iza t i on s  cu l tu re  con tri bu te  to  a  d ead ly  d i sa ster?   The 

Transportation Safety Board of Canadas report about the Lac-Mgantic,  Quebec,  

derailment that killed 47 people and obliterated part of the town indicated that MMAs 

lax attitude toward safety contributed to the disaster.  102   The TSB found MMA was a 

company with a weak safety culture that did not have a functioning safety management 

system to manage risks, the agency said.  The companys approach to safety represents a 

significant breach of ethics given the threat posed by a lack of appropriate standards in 

the rail industry.  Gaps in training,  employee monitoring,  and maintenance were noted.  

One such gap,  a failure to properly test the air brake system, contributed directly to  the 

tragic events of July 6,  2013.  From all  indications,  this culture of shortcuts was well 

established.  Managements decision to let this culture flourish ultimately led MMA to 

disaster,  bankruptcy,  and ruin.   

   OB I N  TH E  WORKPLACE 

  RESEARCH  FIND INGS:  Generati on al  D i fferences 

 Although its  fascinating to  think about generational values,  remember that 

these classifications lack solid research support.  Early research was plagued 

by methodological problems that made it difficult to  assess whether differences actu-

ally exist.  Recent reviews suggest many of the generalizations are either overblown or 

incorrect.  29  Studies that have found differences across generations often dont support 

popular conceptions of how generations differ.  One study that used an appropriate 

longitudinal design did find the value placed on leisure has increased over generations 

from the Baby Boomers to  the Millennials and work centrality has declined,  but it did 

not find that Millennials had more altruistic work values as expected.  30  Generational 

classifications may help us  understand our own and other generations better,  but we 

must also appreciate their limits.  A new generation will  be coming to  the workplace 

soon,  and researchers suggest that this  new generation may be the cause of revolution 

in the workplace.   OB in the Street  looks at Generation Z.     

e should be selected 

onalities and prefer-

iversity and specific 

that personality    has 

mployee behaviour.  

team behaviour.     

ed  in the Big Five 

be relevant to team 

uggests that three of 

tant for team performance.  75   Specifically,  teams 

scientiousness and openness to experience tend 

 Why do some 

team members 

seem to get 

along  better than  

others? 

     Summary 
 An understanding of the way people make decisions  can help us explain and predict 

behaviour,  but few important decisions are simple or unambiguous enough for the 

rational decision-making models assumptions to apply.  We find individuals looking for 

solutions that satisfice rather than optimize,  injecting biases into the decision process,  

and relying on intuition.  Managers should encourage creativity in employees and teams 

to create a route to innovative decision-making.  Individuals are more likely to make 

ethical decisions when the culture in which they work supports ethical decision making.   

 LESSONS LEARNED  

      Individuals often short-cut the 

decision-making process and 

do not consider all  options.   

      Intuition leads to  better 

results when supplemented 

with evidence and good 

judgment.   

      Exceptional  creativity is  rare,  

but expertise in a subject 

and a creative environment 

encourage novel  and useful  

creative outcomes.    

  SNAPSHOT SUMMARY 

  How Should Decisions Be 
Made? 

   The Rational  Decision -

Making  Process  

  How Do Individuals  
Actual ly Make Decisions? 

   Bounded  Rationa l i ty in  

Considerin g Altern atives 

   Intuition  

   J udgment Shortcuts   

  Group Decision  Making  

   Groups vs.  the  Ind ividua l  

   Groupth ink and  Groupshift  

   Group Decision-Making  

Techni ques   

  Creativity in 

Organizational  Decision 
Making 

   Creative Behaviour  

   Causes of Creative  Behaviour 

   Creative Outcomes 

(Inn ovation )   

  What About Ethics in  

Decision Making? 

   Fou r Eth ical  Decision  C riteri a 

   Making  Ethica l  Decisions 

  Corporate Social  
Responsibil ity      
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  for Review 

    1 .    Wh at is  percepti on?  What fac-

tors i nfluence our percepti on?   

2.    What is  attribution  theory?  What 

are  the th ree determinants of attri-

bution?  What are the implications  

of  attribution  theory for expla in ing  

organ izational  behaviour?   

3 .    Wh at i s  personali ty?  How do we 

typica l ly measure i t?  What fac-

tors d etermine personal ity?   

4.    Wh at is  the Myers-Brig gs Type 

Ind icator?  What are  its  strengths  

and  weaknesses?   

5.    Wh at are  the key tra i ts in  th e B ig  

Fi ve  Personal i ty Model?   

6.    How do the B ig  Fi ve  personal ity 

tra its  pred ict behaviour at work?   

7 .    Wh at is  the  d ifference between  

emotions and  moods?   

8.    Wh at impact d oes emotional  

labour have on  employees?   

9.    Wh at is  the  evidence for an d  

aga inst  the existence of emo-

ti onal  in tel l ig ence?   

1 0.    Wh at are some strategies for 

emotion  regu lati on  and  thei r  

l ikel y effects?     

  for Managers  

     Consider screening job  candidates 

for h igh  conscientiousnessas 

wel l  as the other Big  Five  personal-

ity tra its,  depend ing  on  the criteria  

your organizati on finds  most impor-

tant.  Other trai ts,  such  as core self-

eva luation  or narcissism,  may be 

rel evant i n certa in  situati ons.   

     Although  the MBTI  has been  widely 

criti ci zed,  i t  may have a place i n  

organ izations.  You may consider 

the resul ts helpful  for trai ning  and  

development;  the results can  a lso 

help employees better understand 

themselves,  help  team  members 

better understand one another,  

open  up  communication in  work 

groups,  and  possibly reduce 

 confl icts.   

     To foster effective  deci si on  mak-

ing ,  creati vity,  and  motivation  i n  

empl oyees,  model  positi ve  emo-

ti ons and  moods as mu ch  as is  

au thenti ca l ly possibl e.   

     Regulate  your intense emotional  

responses to  an  event by recogn iz-

ing  the legi timacy of the emotion  

an d  being  carefu l  to  vent on ly to 

a  supportive l isten er who is  not 

i nvolved in  the event.   

     Be  carefu l  not to ignore co- workers  

and  employees emotions;  do not 

assess others  behaviour as  i f i t 

were completely rational.  As  one 

consu ltant aptly put i t,  You cant 

di vorce emotions from  the work-

place because you  cant divorce 

emoti ons from people.  
1 80

  Man-

agers who understand  the role 

of  emotions  and  moods wi ll  sig-

nificantly improve thei r abil ity to 

expla in  and  predict thei r co-work-

ers  and  employees  behaviour.     

  for You 
   The di scussi on  of perception  m ight 

get you  th inking  about how you 

view th e world .  When  we perceive 

someone as a  troublemaker,  for 

instance,  that may be on ly a  per-

ception  and  n ot a  rea l  characteri s-

ti c of the person.  I t  i s a lways good 

to  question  your percepti ons,  ju st 

to  be sure that you  are not readi ng  

somethin g  into a  situation  that is  

not there.   

   One important thing  to consider 

when  looki ng  for a  j ob i s  wh ether 

your personali ty wi ll  fit the  organi-

zati on  to  wh ich  you  are  appl ying.  

For i n stance,  l ets  say that you  are 

considering  working  for a  h ig h ly 

structu red  company.  I f you,  by 

natu re,  are  much  less formal ,  then  

that company may not be  a  good 

fi t for you.   

   Sometimes person al iti es get in  the 

way when  working  i n  g roups.  You 

may wan t to see if you  can  fig ure 

out ways to  get personal ity di ffer-

ences to  work in  favou r of  group 

goals.   

   Emoti ons  need not always be 

suppressed when  workin g  with  

oth ers.  Wh i le  emotions  can  some-

times  h inder performance,  positive 

emoti ons  can  moti vate you  and  

those aroun d you .        

  OB at

Work 

 Engaging  in  
Sel f-Leadersh ip 

 To engage in effective self-leadership:  90  

    Think horizontally,  not vertically .  Vertical 

relationships in the organization matter,  but 

peers can become trusted colleagues and have 

a great impact on your work.   

   Focus on  influence,  not control  .  Work with 

your colleagues,  not for them.  Be collabora-

tive and share credit.   

    Create opportunities  ,  dont wait for them.  

Rather than look for the right time,  be more 

action oriented.    

   OB I N  ACTION  
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xxvi i i  Preface

       Point/Counterpoint  promotes debate on contentious OB issues.  This feature 

presents more focused arguments.    

   

        

       New  Personal Inventory Assessment (PIA)   is a collection 

of online exercises designed to promote self-reflection and 

engagement in students,  enhancing their ability to connect 

with the concepts taught in the text.  PIA marginal icons 

appear throughout the text.   

        Breakout Group Exercises  ,   Experiential Exercise  ,  and 

 Ethical Dilemma   are valuable application exercises for the 

classroom.  The many new exercises included here are ones 

that we have found particularly stimulating in our own 

classrooms.  Our students say they like these exercises  and   

they learn from them.  Additional exercises can be found 

on MyManagementLab.               

       Case Incidents   (two per chapter)  deal with real-world scenarios and require 

students to exercise their decision-making skills.  Each case enables an 

instructor to quickly generate class discussion on a key theme within the 

chapter.    

   

        

       From Concepts to Skills   provides a wide range of applications for students.  

The section begins with a practical set of tips on topics such as reading 

emotions,  setting goals,  and solving problems creatively,  which demonstrate 

real-world applications of OB theories.  These tips are followed by the features 

 Practising Skills   and  Reinforcing Skills  .   Practising Skills   presents an additional 

case or group activity to apply the chapters learning outcomes.   Reinforcing 

Skills   asks students to talk about the material they have learned with others,  or 

to apply it to their own personal experiences.               

      Exclusive to the Canadian edition,   OB on the Edge   (following each part)  

takes a close look at some of the hottest topics in the field:  work-related stress,  

trust,  behavioural pathologies that can lead to workplace bullying,  and spiri-

tuality in the workplace.  Since this is a stand-alone feature,  these topics can be 

introduced at the instructors discretion.   

      Our reviewers have asked for more cases,  and more comprehensive and inte-

grated cases.  To address this request,  we have included 10  Additional Cases   

that feature a variety of challenges and organizations.  All of these cases require 

students to apply material from a variety of chapters.                 

 Trust 

      Bruce  MacLe l l an,  president  

and  CEO  of Toronto-based  

Environics Communication s, 

fi nds that  bui lding  trust  i n  the  

workpl ace has a  h igh  payoff.  1

In  fact,  he  bel ieves that  trust is  

a  crucial  element of h i s  publ ic 

rel ations fi rms success.  Buil d  

trust  [because]  everything  you  

say and  do wil l  be  watched .  

  Bui lding  a  stable and  trust-

ing  a tmosphere is essential  to  

oth er success.  People ma y not 

always agree,  but  i f they see  

transparency, consistency  and  

candor,  i t helps.  

 Employees l ook forward  

to  the  annu al  ESRA ( read  i t 

backward  to see where  the  

name  comes from)  award .  

The  award  goes to  th e per-

son  who  made the big ges t 

bl ooper o f the  year in  fron t 

of a  cl i en t  or  col l eagu e.  One  

employee won  for recom -

mend ing  a   su i table  park-

in g  spot from  wh ich  the cl i en t 

got towed .  Another empl oyee 

was cau gh t  on  a  tel ev ision  

in terview l ooking  l ike she  was 

fa ll i ng  a sleep .  She d idn t 

rea l i ze  she  wa s on  camera  

and  l ooked  l i ke  she was fa l l -

in g  a sl eep  whi l e  our cl i en t 

was speaking ,  MacLel l an  

says .  Th e  award  en sures tha t 

employees  feel  safe  when  

they make m istakes  and  

that  they  can  tru st  thei r co l -

leagu es.  

 Another way that   MacLell an  

bui lds  trust  a t Environ ics is  

through  h elping  employees 

achieve  workli fe ba lance .  

After working  at the  fi rm for 

fou r yea rs, Steve Acken ,  vice-

president of d igi tal  services, 

wanted  to  travel  th e world  

and  requested  four mon th s of 

unpai d  leave .  They held  my 

job fo r four months and  that  

was everything ,  said  Acken , 

making  h im  even  more com-

mi tted  to  the fi rm .   
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  I t  may be tru e that confl i ct is  an  inherent part of an y 

group  or org an ization .  It  may not be possi ble to el imi -

nate  it  compl etely.  However,  ju st because  confl icts exist i s  

no  reason  to  gl ori fy them.  Al l  confl icts  are dysfunction a l,  

and  its  one of managements  major responsi bi l ities  to 

keep confl ict i nten si ty as  l ow as humanly possib le.  A few 

points  wil l  support th is  case:  

        The negative consequences from conflict can  be dev-

astating.   The l i st of negati ves associated  wi th  confl ict 

i s awesome.  The  most obvious are  increased  turnover,  

decreased  employee sati sfaction,  inefficiencies between  

work uni ts,  sabotage,  l abour grievan ces and  strikes,  

and  ph ysi ca l  aggression .  On e study estimated  that 

managing  confl ict at work costs the  average employer 

nearly 450 days of management  t ime a  year.   

       Effective managers build teamwork.   A g ood  man -

ager bu il ds  a  coordi nated  team.  Confl ict works 

ag a inst su ch  an  objecti ve.  A su ccessful  work group  

i s  l i ke a  s ucce ssful  sports  te am :  Members a l l  kn ow 

th ei r rol es an d  support  the ir teammates.  When  

a  team  works wel l ,  the  who le  becomes greater than  

th e sum  of the  parts.  Mana gement creates te am-

work  by m i nim izi ng  i nterna l  confl icts  an d  faci l i tat-

ing  in tern a l  coord in ati on .   

       Competition is good for an organization ,  but not 

conflict.   Competition  and  confl i ct should  not be con-

fused  wi th  each  other.   Conflict  i s  behaviour d i rected  

aga i nst another party,  whereas  competition   is  behav-

iour a imed  at obtain ing  a  goal  without  interference 

from  another party.  C ompeti ti on  is  heal thy;  its  th e 

source  of org anizationa l  vi ta l ity.  C onfl i ct,  on  the  other 

hand , is  d estructi ve.   

       Conflict is avoidable.   I t  may be  true  that con fl ict i s  

inevitable when  an  organization  i s in  a  downward  

spi ra l ,  bu t the goa l  of good  leadersh ip and  effecti ve 

management i s to avoi d  the  sp iral  to  begi n  with.      

  Lets  briefly revi ew how stimul ating  confl i ct can  provide 

benefi ts  to th e  organi zation:  1 1 1   

        Conflict is a  means by which to bring about radical 

change.   I ts  an  effective  device  by wh ich  management 

can  drastica l l y change the  existing  power structu re,  

current  in teraction  patterns,  an d  entrenched  atti -

tudes.  If there i s no confl i ct,  i t means the  rea l  prob-

l ems are n ot bein g  addressed.   

       Conflict facilitates group cohesiveness.   Whi le confl i ct 

i ncreases hosti l i ty between  groups, external  threats 

tend  to cause a  group to  pull  together as  a  uni t.  C on-

fl i ct with  another g roup bring s together those  within  

ea ch  g roup.  Su ch  i ntrag roup  cohesi on  i s  a  cri ti cal  

resource  that  groups draw on  i n  good  and  especi al l y 

i n  bad  times.   

       Conflict improves group  and organizational effective-

ness.   G roups or organi zations devoi d  of confl ict are 

l ikely to suffer from  apathy, stagnation,  groupthi nk,  

and  other  deb il i tati ng  d iseases.  In  fact,  more  organi -

zations probab ly fai l  because they ha ve  too little   con-

fl i ct,  not  because  they have too much .  Stagnation  i s 

the  biggest th reat to  organizations,  but sin ce  i t occurs 

slowly,  i ts i l l  effects often  go unnoticed  unti l  its  too 

l ate.  Confl i ct can  break complacencyalthough  most 

of us  dont l ike con fl ict, i ts often  the l ast best  h ope of 

saving  an  org anization.   

       Conflict brings about a  slightly higher,  more construc-

tive level of tension.   C onstructive  levels  of tension  

enhance the ch ances of sol ving  the con fl icts i n  a  way 

satisfactory to  al l  parties  concerned .  When  the level  

of tension  is  very low,  the  parties  may not be  suffi -

cien tly motivated  to  do  something  about a  confl ict.     

  Conf ict:  Good  or Bad? 
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374  Part 4  Sh a rin g  th e Organ iza tional  Vi s i on

    C A S E  I N C I D E N TS  

  Is a 5S Culture for You? 

 J ay S covie l ooked  at  h is workspace.  95   He  took  pri de in  

how n i ce and  tidy he had  made i t look.  As i t tu rns  out,  h i s 

pride  was  mispl aced.  Sweepin g  visi ble cl utter from you r 

workspace by packing  it  into boxes  h idden  in  a  cl oset was 

not  acceptabl e to h is employer,  J a panese manufacturer 

Kyocera.  Scovi es hab it  drew the attention  of  Dan  B rown,  

Kyoceras n ewly appointed  in spector.  It became a  topic  

of repeated  conversation,   Scovie sa id .  

 Why the obsession  wi th  order?  Kyocera  h as j oined  a  

growing  l ist  of organizations that base their  culture on  5S,  

a  concept borrowed from  lean  manufacturing  and  based  

on  five  phases  or pri ncipl es:  

    1 .     Sorting (Seiri)  .  Go ing  th rough  al l  tool s,  materials,  

and  suppl ies so  as to keep only what  is  essential .   

   2.     Straightening (Seiton) .  Arrangin g  tool s,  suppli es,  

equipment,  and  parts i n  a  manner that promotes  

maximum  efficiency.  For  everything there should  be 

a  pl ace,  and  everything  shou ld  be  in  its p lace.   

   3.     Shining (Seiso)  .  Systematic cl eanin g to make th e 

workplace and  workspace as  clean and  n eat as pos-

si ble.  At the end  of  the sh ift or workday, everythi ng  

is  l eft  as i t  was  when  the workday started .   

   4.     Standardizing (Seiketsu)  .  Knowing  exactly what  you r 

responsibi li ti es  a re to  keep the  first three Ss.   

   5.     Sustaining (Sh itsuke)  .  Main ta in ing  and  reviewing  

standards,  ri gorous  review,  and  in spection  to  ensure 

order  does not  s lowl y sl i p  back in to d isorder or 

ch aos.    

 O th e r com pan i es  are  fo l l owing  Kyocera  i n  makin g  

5S an  important pa rt of thei r  cul ture,  incl udi ng  London ,  

On ta rio -ba sed  3M  C an ada ,  Ma rkham,  On ta ri o-ba sed  

Steel case,  a nd  St.  Thomas, Ontario-ba sed  Wal tec.  Lawn  

mower  m an u factu rer  Toro  org an i ze s  p r in ter  ou tpu t 

accordi ng  to 5S prin ci ples,  and  Vi rg in ia  Mason  Hospital  i n  

Seattle uses 5S to  coordinate  office  space and  arrange the 

placement of medical  equ ipment,  su ch  a s stethoscopes.  

Paul  Levy,  p resi dent  a nd  CEO of B eth  I sra el  Deaconess 

Med ical  Cen ter  i n  Boston,  h as u sed  5S  to  redu ce  errors 

and  time lost searchin g  for  equi pment.  

 At Kyocera ,  B rown  exerc i se s  s ome  d i sc retionhe 

asked  one employee  to remove a  h ook on  her  door whil e 

a l lowing  a nother to keep a  wha le  fig urine  on  her desk.  

You  h ave to fig ure out how to balance being  too picky 

wi th  u phold in g  the  pu rpose of th e p rogram,  he  sai d.  

Whi l e B rown  was  happy wi th  Scovie s d esk  ( i f  no t th e 

cl oset) ,  he wanted  to look insid e.  Scovie tried  to  red irect 

the  conversation  but  rel ented  when  Brown  pressed.  Inside 

one of Scovies desk d rawers was a  box fu l l  of CDs,  smal l  

el ectroni c devices,  and  i tems  Kyocera  no  longer makes.  

Obviously,  we re at the sorting  stage here,   Scovie told  

Brown .   

  Questions 

    1 .    What  would  you  see as the  value in  Kyocera  usi ng  

5S?   

   2.    What  are some advantages  an d  d i sadvantages  of  

tryi ng  to  impose  a  sim i lar culture in  C anadian  com-

pan ies?   

   3.    What  m igh t your respon se be to having  to engage 

in  the 5 S principles in  your workplace?      
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  Reading 
Emotions 

 Understanding another per-

sons fel t emotions i s very 

d ifficult.  But we can  learn  to  

read others d ispl ayed  emo-

tions.  1 86   We  do  th is by focus-

ing  on  verbal,  nonverbal,  and  

paralanguage  cues.  

    FROM  CONCEPTS TO SKILLS 

 The  easi est way to fin d  ou t what someone i s feel in g  i s  to ask them.  

Saying  something  as simple as Are you  okay?  Whats the p roblem?  can  

often  provide  you  with  the in formation  to  assess an  indi vidual s emotion a l  

state.  But  rel ying  on  a  verbal  response has two drawbacks.  First,  a lmost a l l  

of  us  con ceal  our emotions  to some extent  for p ri vacy and  to refl ect socia l  

expectations.  So we might be unwi l l ing  to  share our true feel ings.  Second,  

even  i f we want to verbal ly convey our feeli ngs, we may be unabl e to  do 

so.  As we  noted  earl ier,  some people h ave d ifficul ty understanding  their 

own  emotions and,  h ence, are unable to  express  them  verbal ly.  So,  at best,  

verba l  responses  p rovide onl y partial  in formati on.  

 Lets say you  a re  talking  with  a  co-worker.  Does the fact  that  h i s  back 

i s rig i d,  h i s teeth  cl enched,  an d  h is facia l  muscles t ight tel l  you  somethi ng  

abou t h i s emotion a l  state?  It probably should .  Facia l  expressions,  gestures,  

body movements,  and  physica l  d i stance  are nonverba l  cu es that can  pro-

vi de add itional  insigh ts  into what a  person  is  feel ing .  The faci al  expressions 

shown i n   Exh ibit    2 -1 1    ,  for instance,  are a  win dow into  a  persons feel ing s.  

Notice the d i fference  in  facia l  features:  the height of  the cheeks,  the ra is-

i ng or l oweri ng  of  the brow,  the  turn  of the mou th,  the posi ti oni ng  of  the 

l ips,  and  the configuration  of  muscles around  th e eyes.  Even  somethi ng  as 

subtle as th e  d i stance someone  chooses to position  h im - or  hersel f from  

you can  convey how much  in timacy,  aggressiveness,  repugnan ce,  or  wi th-

drawal  that  person  feels.   
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 Form  smal l  groups  to d i scuss the fo l lowing  topics,  as assi gned by your instru ctor:  

   1 .    How m ig ht the job of stud ent be redesigned  to make it  more motivati ng?   

  2.    What is  your i deal  job?  To what extent does it  match  up  with  the elements  of the JCM?   

  3.    Wou ld  you prefer working  from  home or working at the office?  Why?     

B R E A KO U T  G RO U P  E X E R C I S E S 

 Analyzing and Redesigning Jobs 
 Break into groups of 5  to 7  members  each.  1 60  Each  student should  describe the worst job he or she has  ever had.  U se 

any cri teri a  you  want to select 1  of these j obs  for an alysis by the group.  

 Members  of the  group wi l l  analyze the job selected  by determin ing  how wel l  i t  scores  on  the job characteri stics model.  

U se the fol lowing  scale for your analysi s of each  job d imensi on:  

     7     =  Very high    

    6   =  High   

    5   = Somewhat high    

    4  =  Moderate   

    3   =  Somewhat low   

    2   =  Low   

    1   =   Very low    

 The fol l owi ng sample questions can  gu ide the  group i n  its analysi s of the job in  question:  

        Skill variety.   Descri be the d ifferent identi fi able ski l ls  requ ired  to do thi s job.  What is  th e nature of the oral ,  

wri tten,  and/or qu anti tative ski l ls  n eeded?  Physical  ski ll s?  Does  the job ho lder get the opportun i ty to use a l l  of 

h is  or her ski ll s?   

       Task identity.   What i s the product that the  job hol der creates?  Is  he or she i nvolved  in  its production  from  

beginn ing  to end?  I f not,  is  he or she i nvolved  in  a  particul ar phase of its production  from  begi nn ing  to end?   

       Task significance.   H ow important is  th e product?  How important is the job hol ders  ro le in  produci ng  it?  H ow 

important is the job ho lders  con tribu tion  to the people he or she works wi th?  If  the  job ho lders job  were 

el iminated,  how i nferi or would  the product be?   

       Autonomy.   H ow mu ch  i ndependence does  the job holder have?  Does  he or she have to fo l low a  stri ct 

schedule?  How cl osely is h e or she supervi sed?   

       Feedback.   Does the j ob holder g et regular feedback from  h is or her m anager?  From peers?  From  h is or her 

staff?  From  customers?  How abou t intrinsic  performance feedback when  doing  the  job?    

  EX P ER I E N T I A L  E X E R C I S E  
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 Are CEOs Paid Too Much? 

  E T H I C AL  D I L EMM A 

 Cri tics have described the astronomical  pay packages g iven  

to Canadian  and  American  CEOs as  rampant g reed.   1 61   

I n  2 01 3 ,  the m ed ia n  ann ua l  com pensa tion  of C EOs  in  

Ca nada s 1 00 la rg est compan ies  was  $5 .6  mi l l ion .  Th at 

means that the compensation  of CEOs,  which h ad  fa l len  

a  bit  from  201 0 to 201 1 ,  is  a lmost back to the l evels  from 

before  the  d own tu rn ,  wh en  th e  med ia n  C EO  earned 

$5.8  mi l l ion .  The 201 3  CEO compensation  was 1 71  times 

what th e averag e ful l -time  Ca nad ia n  emp loyee  earned 

in  201 3  ($46  634) .  C anad ian  C EOs ma y fee l  th ey  a re 

underpaid ,  th ough ,  if  th ey compa re  themselves wi th  a 

s im il ar g roup of American  CEOs,  whose medi an  pay was 

U S$ 1 2 . 75  m i l l ion  i n  2 01 2 ,  a nd  2 57  times  tha t of the 

average  pay for US  employees.  

 How do you  explain  such  large pay packages  for CEOs? 

Some say that executive compensation  represents  a  classic 

economic response to a  situation in  wh ich  the demand  i s 

great fo r h i gh-qual ity top-executive  ta lent,  and  the supply 

is  l ow.  Oth er argumen ts in  fa vou r of pa ying  executives 

mi l l i ons a  year a re the n eed  to compensate p eople for the 
tremen dous  responsibi l iti es  an d  stress  that go  with  such 

jobs;  the  motivating  potenti a l  that seven- and  eight-figure 

ann ual  i ncomes provi de to sen ior executi ves  a nd th ose 

who might aspi re to be;  and  the infl uence of sen ior execu-

tives  on  the companys bottom  l ine.  

 C riti cs of executi ve pa y practices i n  C anada  an d  the 

Un ited  Sta tes  arg ue th at CEOs  choose board  members 

whom  they can  count on  to  support ever-in creasing  pay 

fo r top  m anag ement.  I f  boa rd  members  fa i l  to   p l ay 

a long,  they risk l osing  th eir positi ons,  thei r fees,  and  the 

prestige and  power i nherent in  board membersh ip .  

 I n  add i ti on,  its not clea r that executi ve compensati on 

is  ti ed  to  fi rm  performance.  For exampl e, a  201 4 analysis 

of compensation  data  by Equ i l ar showed l ittle  co rrel ation 

between  C EO pay and  company perfo rmance.  Con sider 

the data  i n   Exh ib it    5-8    ,  wh ich  i l l ustrates  the d isconnect 

that can  sometimes  happen  between CEO compensation 

Chapter 5  Motivat i on  in  Act ion 1 971 96  Part 2  Str ivi n g  for  Performance

    EXHIBIT 5-8  201 4 Compensation of  Canadas Most  Overpaid  CEOs*           

 CEO(s)  
 Was  Paid  

(2-Year Avg.)  
 Should Have 
Been  Paid  

 Amount 
Overpa id  

 1 .   Gerald  Schwartz,  Onex Corporation,  

Toronto,  Ontari o 

 $1 9  907  000   $8 668 000  $1 1  239 000 

 2 .   J im  Sm ith ,  Thomson  Reuters  Corp.,  

Toronto,  Ontario  

 $1 1  659  000  $4 556 000  $7  1 03  000 

 3 .   Scott Saxberg , C rescent Poi nt Energy Corp.,  

Calgary,  Alberta  

 $ 8  954  000  $2  421  000  $6  533 000 

 4.   Craig  Mulhau ser,  C elesti ca  Inc. ,  

Toronto,  Ontario  

 $6  595  000  $3  1 22  000  $3  473 000 

 5 .   Mark Davis,  C hemtrade Logistics  Income  

Fund,  Toron to,  Ontari o 

 $5  042  000  $2  41 6 000  $2  626 000 

 *  Financial Post Magazine   u ses  a  Bang  for th e Buck  formula  to cal cu late the amount overpaid ,  takin g  i nto  account C EO 

performance  variables.  

  Source:   A Gu ide to  Using  the CEO Scorecard,  Financial Post Magazine,  November 201 4,  p.  33 ;  and  i nformation in   C EO 

Scorecard  201 4,   Financial Post Magazine  ,  November 201 4,  pp.   3437  .  

P I A
PERSONAL  

INVENTORY 

ASSESSMENT

Diagnosing  Poor Performan ce and Enhancing  Motivation:  C orrecti ng  poor performan ce is  a  key  managemen t 

responsi bil ity.  This  instrument helps  you  assess your abi l i ti es i n  thi s area.

Effective Empowerment and  Engagement:  Some  engagement and  empowerment techni ques  are more effective than  

others.  U se this  scale to see how you r approach  measu res up,  and  to get some i deas for improvement.

  P E R S O N AL  I N V EN TO RY  AS S E S S M E N T
 Using  the  fo rmula  found  on  page  1 81  ,  ca l cu late the jobs motivating  potentia l  score.  Di scuss whether you th ink th i s 

score accu rately reflects your p erceptions  of the motivating  potentia l  of these professions.  

 Using  the  sug gestions offered  i n  the chapter for red esign ing  jobs,  descri be specifi c actions  that management could  

take to increase th is  j obs  moti vating  po tentia l .  

 Cal cu late the  costs  to management of redesi gn ing  the j ob in  questi on.  Do the benefits exceed the costs?  

 Conclude the exercise by having  a  representative of each  group  share h is  or her groups anal ysi s and  redesign sugges-

tions  with  the enti re class.  Possi ble top ics  for cl ass d iscussion  m ight inclu de sim il ari ti es  in  the  jobs  chosen,  problems in  

rating job d imensions,  and  the costbenefi t assessment of desi gn  chan ges.   
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  Supplements

MyManagementLab 

 We have created an outstanding supplements package for  Organizational Behaviour ,  

Seventh Canadian edition.  In particular,  we have provided access to MyManagementLab,  

which provides students with an assortment of tools  to  help enrich and expedite 

learning.  MyManagementLab  is  an online study tool  for students  and an online 

homework and assessment tool for faculty.  MyManagementLab lets students assess 

their understanding through auto-graded tests and assignments,  develop a personal-

ized study plan to address areas of weakness,  and practise a variety of learning tools 

to master management principles.  New and updated MyManagementLab resources 

include the following:  

        New Personal Inventory Assessment (PIA) .   Students learn better when they can 

connect what they are learning to their personal experience.  PIA is a collection 

of online exercises designed to promote self-reflection and engagement in 

students,  enhancing their ability to connect with concepts taught in principles 

of management,  organizational behaviour,  and human resource manage-

ment classes.  Assessments can be assigned by instructors,  who can then track 

students completions.  Student results include a written explanation along 

with a graphic display that shows how their results compare to the class as a 

whole.  Instructors will also have access to this graphic representation of results 

to promote classroom discussion.   

       New Personalized Study Plan  .  As students work through MyManagementLabs 

new Study Plan,  they can clearly see which topics they have masteredand,  

more importantly,  which they need to work on.  Each question has been care-

fully written to match the concepts,  language,  and focus of the text,  so students 

can get an accurate sense of how well theyve understood the chapter content.   

       New Business Today Videos  .  Business Today is a dynamic and expanding data-

base of videos covering the disciplines of management,  business,  marketing,  

and more.  Instructors will  find new videos posted monthly,  which makes 

Business Today the ideal resource for up-to-date video examples that are 

perfect for classroom use.   

       New Learning Catalytics.   Learning Catalytics is a bring your own device 

student engagement,  assessment,  and classroom intelligence system.  It 

allows instructors to engage students in class with a variety of question types 

designed to gauge student understanding.   

       Assignable Mini-Cases and Video Cases.   Instructors have access to a variety 

of case-based assessment material that can be assigned to students,  with 

multiple-choice quizzes or written-response format in MyManagementLabs 

new Writing Space.   

       eText.   Students can study without leaving the online environment.  They can 

access the eText online,  including videos and simulations.  The interactive 

eText allows students to highlight sections,  bookmark pages,  or take notes 

electronically just as they might do with a traditional text.  Instructors can also 

add their own notes to the text and then share them with their students.   

       Glossary Flashcards.   This study aid is useful for students review of key concepts.   

       Simulations.   Simulations help students analyze and make decisions in 

common business situations;  the simulations assess student choices and 

include reinforcement quizzes,  outlines,  and glossaries.    
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 Most of the following materials  are available for download from a password-

protected section of Pearson Canadas  online catalogue  (  www.pearsoncanada.ca/

highered  ) .   Navigate to your texts catalogue page to view a list of those supplements 

that are available.  Contact your local sales representative for details and access.  

        Instructors Resource Manual with Video Guide.   Each chapter of the Instructors 

Resource Manual with Video Guide includes a chapter outline,  learning 

outcomes,  chapter synopsis,  study questions,  suggested teaching plan,  anno-

tated lecture outlines,  answers to questions found under OB at Works  For 

Review,   a summary and analysis of  Point/Counterpoint  features,  comments on 

end-of-chapter exercises and notes on the  Case Incidents  ,   From Concepts to 

Skills  ,  and key terms.   

       Computerized Test Bank.   The Test Bank contains over 1800 items,  including 

multiple choice,  true/false,  and discussion questions that relate not only to 

the body of the text but to  From Concepts to Skills  ,   Point/Counterpoint ,  and case 

materials.  For each question we have provided the correct answer,  a refer-

ence to the relevant section of the text,  a difficulty rating,  and a classification 

(recall/applied) .  Pearsons computerized test banks allow instructors to filter 

and select questions to create quizzes,  tests,  or homework.  Instructors can 

revise questions or add their own,  and may be able to choose print or online 

options.  These questions are also available in Microsoft Word format.   

       PowerPoint Presentation.   A ready-to-use PowerPoint slideshow designed for 

classroom presentation.  Use it as is,  or edit content to fit your individual class-

room needs.   

       Image Gallery.   This package provides instructors with images to enhance their 

teaching.     

    CourseSmart.  CourseSmart goes beyond traditional expectationsproviding instant,  

online access to the texts and course materials you need at a lower cost for students.  

And even as students save money,  you can save time and hassle with a digital eText 

that allows you to search for the most relevant content at the very moment you need 

it.  Whether its evaluating texts or creating lecture notes to help students with difficult 

concepts,  CourseSmart can make life a little easier.  See how when you visit  www.cours-

esmart.com/instructors .  

    Pearson Custom Library.  For enrollments of at least 25  students,  you can create your 

own text by choosing the chapters that best suit your own course needs.  To  begin 

building your custom text,  visit  www.pearsoncustomlibrary.com .  You may also work 

with a dedicated Pearson Custom editor to create your ideal textpublishing your own 

original content or mixing and matching Pearson content.  Contact your local Pearson 

Representative to get started.   

    Learning Solutions Managers.  Pearsons Learning Solutions Managers work with faculty 

and campus course designers to ensure that Pearson technology products,  assessment 

tools,  and online course materials are tailored to meet your specific needs.  This highly 

qualified team is dedicated to helping schools take full advantage of a wide range of 

educational resources,  by assisting in the integration of a variety of instructional mate-

rials and media formats.  Your local Pearson Education sales representative can provide 

you with more details on this service program.   
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several honourable mention plaques.  She has also won the Sauder School of Businesss 
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from scratch in all of Vancouver,  and one has even offered to supply venture capital to 

open a pizza parlour.              
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  C H A P T E R

  L E ARN I N G  O U TCOM ES 

     How can  people ski l ls  help you  run  a  successfu l  

business?  

1   

 After studying  this chapter,  you  should  be able to:  

  1    Define organizational behaviour (OB).   

  2    Demonstrate the importance of interpersonal  ski l ls in  the workplace.   

  3    Identify the major behavioural  science discipl ines that contribute to OB.   

  4    Understand the value of systematic study to OB.   

  5    Demonstrate why few absolutes apply to OB.   

  6    Identify workplace chal lenges that provide opportunities to apply 

OB concepts.   

  7    Describe the three levels of analysis in   this books    OB model .    

    P A R T  1  

 U N D E R S T A N D I N G  

T H E  W O R K P L A C E    

 What Is Organizational  

Behaviour?  
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V

ancouver-based  Lu lu lemon  Ath letica  is  

known  for i ts  fash ionable yoga  wear,  as 

wel l  as i ts  promotion  of yoga.  1   Founded  in  

1 998 by Ch ip Wi lson,  the company has 

grown  rapid ly,  a l though  not wi thout some stumbles.  

 The company origina l ly manufactured  a l l  of i ts  

cloth ing in  Canada,  but by 2007 on ly 50 percent 

of i ts  factories were in  Canada,  and  by 2014 on ly 

3  percent of i ts  factories were in  Canada.  By locat-

ing so much  of i ts  manufacturing in  other countries,  

Lulu lemon  no longer has complete control  over 

the production  of i ts clothing.  This became 

embarrassingly clear when  black yoga  

pants had  to be pul led  off the 

shelves in  2012 because they 

were too sheer to be worn.  

Christine Day,  the former CEO,  

said  at the time that Lululemon  had  given  too much  control  over production  

to i ts overseas partners rather than  staying personal ly involved.   I f there were 10 

technical  specs,  she sa id ,  we were probably control l ing four.  Every single factory has 

a l l  the same patterns now.  

 Lu lu lemon  has acqu ired  cu l t-brand  status,  wi th  sa les of $1 .37 bi l l ion  in  2012.    Wi lson  

no longer heads the company,  a l though  he worries that the board  of d i rectors has lost sight 

of what Lu lu lemon  is  about.  He a lso bel ieves the board  i s  focused  on  short-term  goa ls,  to 

the detriment of the overa l l  vision  of the company.  

 The cha l lenges that organ izations such  as Lu lu lemon  face i l lustrate severa l  concepts 

you  wi l l  find  as you  study the field  of organ izationa l  behaviour.  Lets take a  look,  then ,  a t 

what organ izationa l  behaviour is.                

Chapter 1  What I s  Organ i za tiona l  Behaviou r?  3

 THE BIG  IDEA 

 OB helps managers 

and employees 

make sense of the 

workplace and also 

applies to work in 

groups of all kinds.  

    Why do some people do wel l  in  organizational  settings whi le others 

have difficulty?  

    Do you  know what a  typical organization  looks l ike?  

    Does job satisfaction  real ly make a difference?  

    What people-related chal lenges have you  noticed in  the workplace?  

    Why should  you  care about understanding  other people?  

    Are you  ready to take on  more responsibi l i ty at work?   

   OB I S  FOR  EVERYONE 

       T
H
E
 C
A
N
A
D
IA
N
 P
R
E
S
S
/J
o
n
a
th
a
n
 H
a
yw
a
rd
   

M01 _LANG1 781 _07_SE_C01 . indd   3 2/6/1 5   4:1 8 PM



4  Part 1  U nderstand ing  the  Workp l ace

  Defining Organizational  Behaviour   
   Organizational behaviour   (often abbreviated as  OB  )  is a field of study that looks at 

the impact that individuals,  groups,  and structure have on behaviour within organiza-

tions for the purpose of applying such knowledge toward improving an organizations 

effectiveness.  Because the organizations studied are often business organizations,  OB 

is  often applied to  topics such as  jobs,  work,  absenteeism,  employment turnover,  

productivity,  human performance,  and management.  OB also examines the following 

core topics,  although debate exists about their relative importance:  2  

       Motivation  

      Leader behaviour and power  

      Interpersonal communication  

      Group structure and processes  

      Attitude development and perception  

      Change processes  

      Conflict and negotiation         

 Much of OB is relevant beyond the workplace.  The study 

of OB can cast light on the interactions among family 

members,  students working as a team on a class project,  

the voluntary group that comes together to do something 

about reviving the downtown area,  the parents who sit on 

the board of their childrens daycare centre,  or even the 

members of a lunchtime pickup basketball team.  

  What Do  We Mean  by  Organization ?  

 An   organization    is  a consciously coordinated social unit,  composed of a group of 

people,  that functions on a relatively continuous basis to achieve a common goal or 

set of goals.  Manufacturing and service firms are organizations,  and so are schools,  

hospitals,  churches,  military units,  retail stores,  police departments,  volunteer organiza-

tions,  start-ups,  and local,  provincial,  and federal government agencies.  Thus,  when we 

use the term  organization    in this book ,  we are referring not only to large manufacturing 

firms but also to small mom-and-pop stores,  as well as to the variety of other forms of 

organization that exist.  Small businesses with less than 100 people made up 98 percent 

of the employers in Canada in 2012,  and they employed 69.7 percent of the private 

sector workforce.  Only 14 percent of businesses have more than 500 employees,  and 

they employ 46  percent of the workforce.  Most of these large organizations are in the 

public sector.  3         

 The examples in this  book    present various organizations so that you can gain a better 

understanding of the many types of organizations that exist.  Although you might not 

have considered this before,  the college or university you attend is every bit as much a 

real  organization as is Lululemon Athletica,  Air Canada,  

or the Vancouver Canucks.  A small for-profit organization 

that hires unskilled workers to renovate and build in the 

inner city of Winnipeg is as much a real organization as is 

London,  Ontario-based EllisDon,  one of North Americas 

largest construction companies.  Therefore,  the theories we 

cover should be considered in light of the variety of orga-

nizations you may encounter.  We try to point out instances 

where the theory may be less  applicable (or especially 

 1  Define organizational 

behaviour (OB).  

  organizational  behaviour      A field  

of study that investigates the impact of 

individuals,  groups,  and structure on  

behaviour within  organizations;  i ts 

purpose is to apply such  knowledge 

toward improving  an  organizations 

effectiveness.    

  organization       A consciously 

coordinated social  unit,  composed of 

a group of people,  that functions on  a 

relatively continuous basis to achieve 

a common goal  or set of goals.    

 Why do some 

people do wel l  

in  organizational  

settings whi le 

others have 

diff culty? 

 Do you  know 

what a  typical  

organization  

looks l ike? 
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Chapter 1  What I s  Organ i za tiona l  Behaviou r?  5

applicable)  to a particular type of organization.  For the most part,  however,  you should 

expect that the discussions  in this book    apply across the broad spectrum of organiza-

tions.  Throughout,  we highlight applications to a variety of organizations in our feature 

 OB in the Workplace  .      

  OB  I s  for Everyone 

 It might seem natural to think that the study of OB is for leaders and managers of 

organizations.  However,  many organizations also have informal leadership opportu-

nities.  In organizations in which employees are asked to share in a greater number of 

decision-making processes rather than simply follow orders,  the roles of managers and 

employees are becoming blurred.  4  For instance,  employees in some retail operations 

are asked to make decisions about when to accept returned items rather than defer the 

decision to the manager.  

 OB is not just for managers and employees.  Entrepreneurs and self-employed indi-

viduals may not act as managers,  but they certainly interact with other individuals 

and organizations as  part of their work.  OB applies  equally well  to  all  situations 

in which you interact with others:  on the basketball  court,  at the grocery store,  in 

school,  or in church.  In fact,  OB is relevant anywhere that people come together and 

share experiences,  work on goals,  or meet to solve problems.  To help you understand 

these broader connections,  you will  find a feature called  OB in the Street   throughout 

the book   .   

  The  Importance of I nterpersonal  Ski l ls   

 Until  the late 1 980s,  business school curricula emphasized the technical aspects of 

management,  focusing on economics,  accounting,  finance,  and quantitative techniques.  

 2  Demonstrate the impor-

tance of interpersonal  

ski l ls  in  the workplace.  

       David  and  Penny Chapman  understand  the importance of organizational  behaviour and  treating  employ-

ees wel l .  When  Markdale,  Ontario-based  Chapmans Ice C ream  factory burned  down  in  September 2009,  

many employees feared  that they had  lost their jobs.  However,  the owners qu ickly put together plans with  

sen ior managers on  rebui ld ing  the factory and  keeping  ice cream  production  going  by working  with  other 

nearby ice cream  producers.  Not one employee lost a  paycheque,  a l though  many had  to be bussed  to jobs 

at other locations or put up in  hotels.

 Ia
n
 W
ill
m
s/
G
e
tS
to
ck
.c
o
m
    

M01 _LANG1 781 _07_SE_C01 . indd   5 2/6/1 5   4:1 8 PM



6  Part 1  U nderstand ing  the  Workp l ace

Course work in human behaviour and people skills received minimal attention.  Over 

the past three decades,  however,  business school faculty have come to realize the signifi-

cant role that understanding human behaviour plays in determining organizational 

effectiveness;  required courses on people skills have been added to many curricula.  

Employers are looking for people skills as well.  In a 2012 survey,  executives said that 

employees lack communication,  collaboration,  critical thinking and creative skills. 5   In 

a recent survey,  34 percent of Canadian chief financial officers said that a job applicants 

people skills were more important than industry experience 

and software proficiency.  Five years earlier,  only 1  percent 

cared about interpersonal skills.  6         
 Organizations  that invest in  the  development of 

employees  interpersonal skills are more likely to attract 

and keep high-performers.  Regardless of labour market 

conditions,  outstanding employees  are always in short 

supply.  7   Companies  known as  great places  to  work in 

2014such as Toronto-based Royal Bank of Canada (RBC),  

Woodstock,  New Brunswick-based Xplornet Communications,  Dartmouth-based Jazz 

Aviation,  Winnipeg-based Aboriginal Peoples Television Network,  Regina-based SaskTel,  

Calgary-based Agrium,  and Vancouver-based Mountain Equipment Co-op 8 have been 

found to generate superior financial  performance.  9   A recent survey of hundreds of 

workplaces,  and more than 200 000 respondents,  showed that the social relationships 

among co-workers and supervisors were strongly related to overall job satisfaction.  

Positive social relationships also were associated with lower stress at work and lower 

intentions to quit.  10  Having managers with good interpersonal skills is likely to make 

the workplace more pleasant,  and research indicates that employees who know how to 

relate to their managers well with supportive dialogue and proactivity find that their 

ideas are endorsed more often,  further improving workplace satisfaction.  11   Creating a 

pleasant workplace appears to make good economic sense,  particularly because wages 

and benefits are not the main reasons people like their jobs or stay with an employer.  12  

Partially for these reasons,  universities have begun to incorporate social entrepreneur-

ship education into their curricula in order to train future leaders to address social 

issues within their organizations with interpersonal skills.  13   This is especially important 

because there is a growing awareness of the need for understanding the means and 

outcomes of corporate social responsibility.  14  

 Succeeding in the workplace takes good people skills.  This  book has been written    

to help managers and employees develop those people skills.  To learn more about the 

kinds of people skills needed in the workplace,  see the  Experiential Exercise   on page  29   

and  From Concepts to SkillsDeveloping Interpersonal Skills   on pages  3235  .    

  OB:  Making Sense of Behaviour in  Organizations 

  When  Lu lu lemon  Ath letica  faced  the sheer yoga  pants i ssue,  company CEO Christine Day sa id  

tha t i t  was an  i sola ted  i ssue,  thus making l igh t of customer compla in ts.  1 5   The suppl ier was 

then  blamed ,  a l though  the suppl ier responded  by saying that the product had  been  made to 

specification  and  that the problem  was a  gap between  Lu lu lemons expectations and  reaction  

from  the market.   

 Founder Ch ip Wi lson  offered  another explanation :  Women  were buying the wrong size yoga  

pants,  and  th is  was causing them  to stretch  out.  Eventua l ly the company decided  to pu l l  the 

product off i ts shelves and  offered  refunds to those who had  bought the defective product,  but 

not before creating much  customer d issatisfaction  with  the company.  

 About six months la ter,  customers aga in  started  compla in ing about some of the yoga  pants,  

noting that they were pi l l ing.  Wi lson,  in  an  interview with  B loomberg News,  blamed  i t on  womens 

 Does job satisfac-

tion real ly make a 

difference? 

     Watch  on  MyManagementLab

201 2  Gavina Gourmet Coffee:  

Organizational  Behaviour 
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Chapter 1  What I s  Organ i za tiona l  Behaviou r?  7

th ighs,  not the pants themselves.   I ts  rea l ly about the rubbing through  the th ighs,  how much  

pressure i s  there.  I  mean  over a  period  of time,  and  how much  they use i t,   he sa id .  What can  

Lu lu lemon  learn  from  OB  to do a  better j ob of managing customer satisfaction  and  engaging 

in  better communication?  

 In this next section,  we consider the discipline of OB,  looking first at the fields of study 

that have contributed to it.  We then discuss the fact that OB is a scientific discipline 

based on careful research that is conducted to test and evaluate theories.  

  The  Bui lding Blocks of OB   

 OB emerged as a distinct field in the 1 940s in the United States.  1 6   It is  an applied 

behavioural science that builds upon contributions from a number of behavioural disci-

plines:  mainly psychology,  social psychology,  sociology,  and anthropology.  Psychologys 

contributions have been primarily at the individual,  or micro,  level of analysis,  while 

the other three disciplines have contributed to our understanding of macro concepts,  

such as group processes and organization.   Exhibit   1 -1     presents an overview of the major 

contributions of behavioural science to the study of OB.   

 3  Identify the major behav-

ioural  science discipl ines 

that contribute to OB.  

  EXHIBIT 1 -1   Toward an  OB Discipline       

Behavioural

science

OutputUnit of

analysis

Contribution

Learning
Motivation
Personal i ty
Emotions
Perception
Train ing
Leadersh ip  effectiveness
Job satisfaction
Individual  decision  making
Performance appraisa l
Atti tude measurement
Employee selection
Work design
Work stress

Behavioural  change
Atti tude change
Communication
Group processes
Group decision  making

Formal  organ ization  theory
Organ izational  technology
Organ izational  change
Organ izational  cu lture

Comparative values
Comparative atti tudes
Cross-cu ltural  analysis

Organ izational  cu lture
Organ izational  environment
Power

Communication
Power
Con ict
Intergroup behaviour

Study of

organ izational

behaviour

Organ ization

system

Ind ividual

Group

Sociology

Socia l  psychology

Anthropology

Psychology
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8  Part 1  U nderstand ing  the  Workp l ace

  Psychology 

 Psychology seeks to measure,  explain,  and sometimes change the behaviour of humans 

and other animals.  Those who have contributed and continue to add to the knowledge 

of OB are learning theorists,  personality theorists,  counselling psychologists,  and,  most 

important,  industrial and organizational psychologists.  

 Early industrial and organizational psychologists studied the problems of fatigue,  

boredom,  and other working conditions that could impede efficient work performance.  

More recently,  their contributions have been expanded to include learning,  perception,  

personality,  emotions,  training,  leadership effectiveness,  needs and motivational forces,  

job satisfaction,  individual decision making,  performance appraisal,  attitude measure-

ment,  employee selection techniques,  work design,  and work stress.   

  Social  Psychology 

 Social psychology,  generally considered a branch of psychology,  blends concepts from 

both psychology and sociology to focus on peoples influence on one another.  One 

major study area is  behavioural change  how to implement it and how to reduce barriers 

to its acceptance.  Social psychologists also contribute to measuring,  understanding,  and 

changing attitudes;  identifying communication patterns;  and building trust.  Finally,  

they have made important contributions to our study of communication,  intergroup 

behaviour,  power,  and conflict.   

  Sociology 

 While psychology focuses on the individual,  sociology studies people in relation to their 

social environment or culture.  Sociologists have contributed to OB through their study 

of group behaviour in organizations,  particularly formal and complex organizations.  

Perhaps most important,  sociologists have studied organizational culture and change,  

formal organizational theory and structure,  organizational technology,  communication,  

power,  and conflict.   

  Anthropology 

 Anthropology is the study of societies to learn about human beings and their activi-

ties.  Anthropologists  work on cultures and environments has helped us understand 

differences in fundamental values,  attitudes,  and behaviour between people in different 

countries and within different organizations.  Much of our current understanding of 

organizational culture,  organizational environments,  and differences among national 

cultures is the result of the work of anthropologists or those using their methodologies.   

  The  Rigour of OB 

 Whether you want to respond to the challenges of the Canadian workplace,  manage 

well,  or guarantee satisfying and rewarding employment for yourself,  it pays to under-

stand organizational behaviour.  OB provides a systematic approach to the study of 

behaviour in organizations.  Underlying this systematic approach is  the belief that 

behaviour is  not random.  It stems from and is  directed toward some end that the 

individual believes,  rightly or wrongly,  is in his or her best interest.  OB is even being 

adopted by other disciplines,  as  OB in the Street  shows.    

 I s  OB  Just for the Workplace?  

  Can  finance learn  anything  from OB?  It may surprise you to learn that,  increasingly,  

other business disciplines are employing OB concepts.  1 7  Marketing has the closest 

overlap with OB.  Trying to predict consumer behaviour is not that different from trying 

   OB I N  TH E  STREET 
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Chapter 1  What I s  Organ i za tiona l  Behaviou r?  9

    OB  Looks at Consistencies 

 Certainly there are differences among individuals.  Placed in similar situations,  all 

people dont act exactly alike.  However,  there are certain fundamental consistencies 

underlying the behaviour of most individuals that can be identified and then modified 

to reflect individual differences.     
 These fundamental consistencies are very important because they allow predict-

ability.  When you get into your car,  you make some definite and usually highly accurate 

predictions about how other people will behave.  In North America,  for instance,  you 

predict that other drivers will stop at stop signs and red lights,  drive on the right side 

of the road,  pass on your left,  and not cross the solid double line on mountain roads.  

Your predictions about the behaviour of people behind the wheels of their cars are 

almost always correct.  Obviously,  the rules of driving make predictions about driving 

behaviour fairly easy.  

 What may be less obvious is that rules (written and unwritten)  exist in almost every 

setting.  Therefore,  it can be argued that its possible to predict behaviour (undoubtedly,  

not always with 100 percent accuracy)  in supermarkets,  classrooms,  doctors  offices,  

elevators,  and in most structured situations.  For instance,  do you turn around and face 

the doors when you get into an elevator?  Almost everyone does.  Is there a sign inside 

the elevator that tells you to do this?  Probably not!  Just as we make predictions about 

drivers,  where there are definite rules of the road,  we can make predictions about 

the behaviour of people in elevators,  where there are few written rules.  This example 

supports  a major point of this book   :  Behaviour is generally predictable,  and the  system-

atic study  of behaviour is a means to making reasonably accurate predictions.   

  OB  Looks Beyond  Common Sense          
 Each of us is a student of behaviour.  Whether or not you have explicitly thought about 

it before,  you have been reading people almost all your life,  watching their actions 

and trying to interpret what you see and predict what people might do under different 

 4  Understand the value of 

systematic study to OB.  

to predict employee behaviour.  Both require an understanding of the dynamics and 

underlying causes of human behaviour,  and there is a lot of correspondence between 

the disciplines.  

 What is perhaps more surprising is the degree to which the so-called hard disciplines 

are making use of soft OB concepts.  Behavioural finance,  behavioural accounting,  and 

behavioural economics (also called  economic psychology )  all have grown in importance 

and interest in the past several years.  

 On reflection,  the use of OB by these disciplines should not be so surprising.  Your 

common sense will tell  you that humans are not perfectly rational creatures,  and in 

many cases,  our actions dont conform to a rational model of behaviour.  Although some 

elements of irrationality are incorporated into economic thought,  finance,  accounting,  

and economics,  researchers find it increasingly useful to draw from OB concepts.  

 For example,  investors have a tendency to place more weight on private informa-

tion (information that only they,  or a limited group of people,  know)  than on public 

information,  even when there is reason to believe that the public information is more 

accurate.  To understand this phenomenon,  finance researchers use OB concepts.  In 

addition,  behavioural accounting research might study how feedback influences audi-

tors behaviour,  or the functional and dysfunctional implications of earnings warnings 

on investor behaviour.  

 The point is that while you take separate courses in various business disciplines,  the 

lines between them are increasingly being blurred as researchers draw from common 

disciplines to explain behaviour.  We think that this is a good thing because it more 

accurately matches the way managers actually work,  think,  and behave.   

     Watch  on  MyManagementLab

Herman Mil ler 
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1 0  Part 1  U nderstand i ng  the  Workp l ace

conditions.  Unfortunately,  the casual or common sense approach to reading others can 

often lead to erroneous predictions.  However,  you can improve your predictive ability 

by supplementing intuition with a more systematic approach.  

 The systematic approach  used in this book  uncovers important facts and relation-

ships and provides a base from which to make more accurate predictions of behaviour.  

Underlying this systematic approach is the belief that behaviour is not random.  Rather,  

we can identify certain fundamental consistencies underlying the behaviour of all indi-

viduals and modify them to reflect individual differences.  

 These fundamental  consistencies are very important.  Why?  Because they allow 

predictability.  Behaviour is generally predictable,  and the  systematic study  of behaviour 

is a means to making reasonably accurate predictions.  When we use the phrase   system-

atic study  ,  we mean looking at relationships,  attempting to attribute causes and effects,  

and basing our conclusions on scientific evidencethat is,  on data gathered under 

controlled conditions and measured and interpreted in a reasonably rigorous manner.  

 Exhibit   1 -2    illustrates the common methods researchers use to study topics in OB.      

   Evidence-based management (EBM)    complements systematic study by basing 

managerial decisions on the best available scientific evidence.  We would want doctors 

to make decisions about patient care based on the latest available evidence,  and EBM 

argues that managers should do the same,  becoming more scientific in how they think 

about management problems.  For example,  a manager might pose a managerial ques-

tion,  search for the best available evidence,  and apply the relevant information to 

the question or case at hand.  You might think its difficult to argue against this (what 

manager would say that decisions should not be based on evidence?) ,  but the vast 

majority of management decisions are still made on the fly,  with little or no system-

atic study of available evidence.  18      

  systematic study      Looking  at 

relationships,  attempting  to attribute 

causes and effects,  and drawing  con-

clusions based on  scientific evidence.    

  evidence-based management 

(EBM)      Basing  managerial  deci-

sions on the best avai lable scienti fic 

evidence.    

  EXHIBIT 1 -2   Research  Methods in  OB       

Research 
Methods
in OB

Field Studies

Surveys

Laboratory Studies

Case Studies

Meta-analyses

  Data  col lected  on-site
   Investigation  general ly 
 involves observation  
 of individuals and  
   g roups 

   Data  col lected  in  
   l aboratory settings
   Sometimes d ifcu lt to  
 general ize the ndings 
 to  everyday settings

  Data  col lected  by 
 combining  and  analyzing  
 the nd ings of multiple 
 stud ies
  Method  permits 
   stronger conclusions 
   about hypothesis

   Data  col lected  
   th rough  questions
  Surveys usual ly 
   conducted  by phone,  
   emai l ,  interview,  or 
   on l ine

  Data  col lected  through
 an  in -depth  investigation
 of an  ind ividual  or a  
 group over time
   Methods used  include 
 d i rect observation ,
 interviews,  and  
 document research
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Chapter 1  What  I s  Organ i za ti ona l  Behaviour?  1 1

 Systematic study and EBM add to   intuition   ,  or those gut feelings  about what 

makes others (and ourselves)  tick.  Of course,  the things you have come to believe 

in an unsystematic way are not necessarily incorrect.  Jack Welch (former CEO of GE)  

noted,  The trick,  of course,  is to know when to go with your gut.  1 9   If we make all 

decisions with intuition or gut instinct,  we are likely working with incomplete infor-

mationimagine making an investment decision with only half the data about the 

potential for risk and reward.     

 Relying on intuition is made worse because we tend to overestimate the accuracy of 

what we think we know.  Surveys of human resources managers have also shown that 

many managers hold common sense  opinions regarding effective management that 

have been flatly refuted by empirical evidence.  

 We find a similar problem in looking to  the business  and popular media for 

management wisdom.  The business press tends to be dominated by fads.  As a writer 

for the  New Yorker  put it,  Every few years,  new companies succeed,  and they are 

scrutinized for the underlying truths they might reveal.  But often there is no under-

lying truth;  the companies just happened to be in the right place at the right time.  20  

Although we try to avoid it,  we might also fall  into this trap.  Its not that the business 

press stories are all  wrong;  its that without a systematic approach,  its hard to know 

the truth.  

  B ig Data    It is good news for the future of business that researchers,  the media,  and 

company leaders have identified the potential of data-driven management and decision 

making.  While big datathe extensive use of statistical compilation and analysis

has been applied to many areas of business,  increasingly it is applied to making effective 

decisions  (which we cover in  Chapter   1 2    )   and managing human resources.  Online 

retailers may have been the first to notice and act upon information on customer pref-

erences that was newly available through Internet shopping,  information far superior 

to data gathered in simple store transactions.  This information enabled online retailers 

to create more targeted marketing strategies than ever before.  

 The bookselling industry is a case in point:  Before online selling,  brick-and-mortar 

bookstores could collect data about book sales only to make their projections about 

consumer interests and trends.  With the advent of Amazon,  suddenly a vast array of 

information about consumer preferences became available for tracking:  what customers 

bought,  what they looked at,  how they navigated the site,  and what they were influenced 

by (such as promotions,  reviews,  and page presentation) .  The challenge for Amazon 

then was to identify which statistics were  persistent ,  giving relatively constant outcomes 

over time,  and  predictive ,  showing steady causality between certain inputs and outcomes.  

The company used these statistics to develop algorithms that let it forecast which books 

customers might like to read next.  Amazon then could base its wholesale purchase 

decisions on the feedback customers provided,  both through these passive methods 

and through solicited recommendations for upcoming titles,  by which Amazon could 

continuously perfect its algorithms.  

 The success of Amazon has revolutionized booksellingand even retail industries

and has served as a model for innovative online retailers.  It also illustrates what big data 

can do for other businesses that can capitalize on the wealth of data available through 

virtually any Internet connection,  from Facebook posts to sensor readings to GPS signals 

from cellphones.  Savvy businesses use big data to manage people as well as technology.  

A 2012 study of 330 companies found that data-driven companies were 5  percent more 

productive and 6  percent more profitable than their competitors.  These may seem like 

small  percentage gains,  but they represent a big impact on economic strength and 

measurable increases in stock market evaluations for these companies,  which are in the 

top third of their industries.  21   Another study of 8000 firms in 20 countries confirms 

that constant measuring against targets for productivity and other criteria is a hallmark 

of well-run companies.  22  
  intuition       A gut feel ing  not necessar-

i ly supported by research.    
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1 2 Part 1  U nderstand i ng  the  Workp l ace

 The use of big data for managerial practices is a relatively new area but one that 

holds promise.  In dealing with people,  leaders often rely on hunches and estimate the 

influence of information that they have heard most recently,  that has been frequently 

repeated,  or that is of personal relevance.  Obviously,  this information is not always the 

best because all  managers (all people)  have natural biases.  Managers who use data to 

define objectives,  develop theories of causality,  and test those theories can determine 

which employee activities are most relevant to their business objectives.  23   

 We are not advising that you throw your intuition,  or all  the business press,  out the 

window.  Nor are we arguing that research is always right.  Researchers make mistakes,  

too.  What we are advising is to use evidence as much as possible to inform your intu-

ition and experience.  That is the promise of OB.  

Throughout this book,  the  Focus on Research   feature will highlight     some of the careful 

studies that form the building blocks of OB.  We have also marked major research find-

ings  in every chapter  with an icon (shown in the margin)  so that you can easily see what 

the research says about various concepts we cover.    

 If understanding behaviour were simply common sense,  we would not observe 

many of the problems that occur in the workplace,  because managers and employees 

would know how to behave.  Unfortunately,   as you will see from examples throughout 

this book,   many employees and managers exhibit less than desirable behaviour in the 

workplace.  With a stronger grounding in OB,  you might be able to avoid some of these 

mistakes.    

  OB  Has Few Absolutes   

 Laws in the physical  scienceschemistry,  astronomy,  physicsare consistent and 

apply in a wide range of situations.  They allow scientists to generalize about the pull 

of gravity or to confidently send astronauts into space to repair satellites.  But as one 

noted behavioural researcher aptly concluded,  God gave all the easy problems to the 

physicists.  

 Social scientists study human problemsand human beings are complex.  Because 

people are not all alike,  our ability to make simple,  accurate,  and sweeping generaliza-

tions is limited.  Two people often act very differently in the same situation,  and the 

same persons behaviour changes in different situations.  Not everyone is motivated by 

money,  and people may behave differently at a religious service than they do at a party.   

  OB  Takes a  Contingency Approach  

 Just because people can behave differently at different times does not mean,  of course,  

that we cannot offer reasonably accurate explanations of human behaviour or make 

valid predictions.  It does mean,  however,  that OB must consider behaviour within 

the context in which it occursa strategy known as  a   contingency approach   .  In 

other words,  OBs  answers depend upon the situation.  For example,  OB scholars 

would avoid stating that everyone likes complex and challenging work (the general 

concept) .  Why? Because not everyone wants a challenging job.  A job that is appealing 

to one person may not be to another,  so the appeal of the job is contingent on the 

person who holds it.  OB theories mirror the subject matter with which they deal.  

People are complex and complicated,  and so too must be the theories developed to 

explain their actions.     

 Consistent with the contingency approach,   Point/Counterpoint  debates are provided 

in each chapter.  These debates  are included to  highlight the fact that within OB 

there are disagreements.  Through the  Point/Counterpoint  format,  you will  gain the 

opportunity to  explore different points of view,  discover how diverse perspectives 

complement and oppose each other,  and gain insight into  some of the debates 

currently taking place within the OB field.   Point/Counterpoint  on page  28   debates 

the quality of evidence offered by popular books and academic research studies on 

organizational behaviour.     

      

5  Demonstrate why few 

absolutes apply to OB.  

FOCUS ON  RESEARCH

contingency approach      An  

approach  taken  by OB that considers 

behaviour within  the context in  which  

i t occurs.    
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  Challenges and  Opportunities in  the  

Canadian  Workplace   
  Lu lu lemon s  approach  to  d eveloping i ts  employees i s  to  encourage them  to  work on  them-

sel ves  fi rst.  24   Wha t  we  try  to  d o  i s  work on  th e  se l f fi rst.  You  l l  see  th a t  wi th  person a l  

responsibi l i ty,  wi th  the opportun i ty to  a ttend  (persona l  development workshops a t)  Landmark 

as  a  choice,  wi th  setti ng a  vi s i on  for a l l  a spects  of ou r l i fe.  Tha ts  actua l l y the  core  of i t,   

expla ined  Margaret Wheeler,  sen ior vice-presiden t of Human  Resources.  

 Al l  employees are expected  to develop their vision-and-goa ls  and  to pay a ttention  to their 

vision  and  goals da i ly.  The goals have specified  timel ines,  and  employees are expected  to review 

their goa ls twice a  year.  They are posted  on  cubicle wa l ls and  are meant to be d iscussed  wi th  

other employees,  i nclud ing management.  Managers and  other employees help each  person  

be accountable to thei r goa ls.  

 Some  n ew empl oyees  fa ce  cu l tu re  shock because  of th ese  expecta ti on s.  For  some 

employees,   to bring your whole self [to the organ ization] ,  that just feels  weird ,   goa ls coach  

Ch loe Gow-J arrett sa id .  

 Lu l u l emon  i s  comm i tted  to  be i n g a  good  employer,  wi th  en th u s i a sti c ,  goa l -ori en ted  

employees.  Wi l l  vision-and-goa ls  be enough? What factors affect good  teamwork? How can  

Lu lu lemon  managers motivate employees to perform  wel l  in  their jobs?  

 Understanding OB has never been more important for managers.  Take a quick look 

at the dramatic changes in organizations.  The typical employee is getting older;  more 

women and members of visible minorities are in the workplace;  corporate downsizing 

and the heavy use of temporary workers are severing the bonds of loyalty that tied many 

employees to their employers;  and global competition requires employees to become 

more flexible and cope with rapid change.  The global recession has brought to  the 

forefront the challenges of working with and managing people during uncertain times,  

as  Case IncidentEra of the Disposable Worker?   on page  31   shows.     
  As a result of these changes and others (for example,  the rising use of technology) ,  

new employment options have emerged.   Exhibit   1 -3     details  some of the types of 

options individuals may find offered to them by organizations or for which they would 

like to negotiate.  Under each heading in the exhibit,  you will find a grouping of options 

from which to chooseor combine.  For instance,  at one point in your career you may 

find yourself employed full-time in an office in a localized,  non-union setting with a 

salary and bonus compensation package,  while at another 

point you may wish to negotiate for a flextime,  virtual posi-

tion and choose to work from overseas for a combination 

of salary and extra paid time off.     

 In  short,  todays  challenges  bring opportunities  for 

managers to use OB concepts.  In this section,  we review 

some of the most critical issues confronting managers for 

which OB offers solutionsor at least meaningful insights 

toward solutions.  

  Responding to  Economic  Pressures 

 When the US economy plunged into a deep and prolonged recession in 2008,  virtually 

all other large economies around the world followed suit.  Canada fared much better 

than the United States,  but still faced widespread layoffs and job losses,  and those who 

survived the axe were often asked to accept pay cuts.  When times are bad,  managers 

are on the front lines with employees who must be fired,  who are asked to make do 

with less,  and who worry about their futures.  The difference between good and bad 

management can be the difference between profit and loss or,  ultimately,  between 

survival and failure.  

 6  Identi fy workplace 

chal lenges that provide 

opportunities to apply 

OB concepts.  

 What people-

related chal-

lenges have you  

noticed in  the 

workplace? 

     Simulate  on  MyManagementLab

What Is Management? 
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  EXHIBIT 1 -3   Employment Options 

Employed

Underemployed/
underuti l ized

Re-employed

Unemployed/jobless

Entrepreneur

Retired

Furloughed

Laid  off

Categories of
Employment 

Job seeking

Places of
Employment

Anchored
(ofce/cubicle)  

Floating  (shared
space)

Virtual

Flexible

Work from  home

Compensation
for Employment  

Sa lary

Hourly

Overtime

Bonus

Contract

Time off

Benets

Conditions of
Employment 

Local

Expatriate

Flexpatriate

International  
business travel ler

Visa  employee

Short-term  assignee 

Union/non-union
employee

Types of
Employment

Job share

Contingent

Independent
contractor

Temporary

Intern

Ful l -time

Part-time

Flextime

Reduced  hours

(Continued)

        Employed:   an  individual  working  for a  for-profit or nonprofit company,  organization,  or for another individual ,  either for money and/or benefits,  with  

establ ished  expectations for performance and  compensation  

Underemployed/underuti l ized:  an  individual  working  in  a  position  or with  responsibi l ities that are below h is or her level  of education  or experience,  or 

an  employee working  less than  ful l -time who wants fu l l -time employment

Re-employed:  an  ind ividual  who was either d ismissed  by a  company and  reh ired  by the same company or who left the workforce (was unemployed) 

and  found  new employment

Unemployed/jobless:  an  individual  who is currently not working;  may be job seeking,  either with  or without government benefits/assistance,  either 

with  or without severance pay from the previous job,  either new to the workforce or terminated  from previous employment,  either short-term unem-

ployed  (months) or long-term/chronic unemployed  (years)

Entrepreneur:  an  individual  who runs h is or her own  business,  either as a  sole worker or as the founder of a  company with  employees

Retired:  an  individual  who has ended  h is or her career in  a  profession,  either voluntari ly by choice or involuntari ly by an  employers mandate

Job seeking:  an  ind ividual  who i s  unemployed  but actively looking  for a  job;  ei ther with  or without government benefi ts from  the previous job  

or from  d isabi l i ty/need,  ei ther with  or without severance pay from  previous job,  or ei ther new to the workforce or terminated  from  previous 

employment

Furloughed:  simi lar to a  layoff;  an  employer-required  work stoppage,  temporary (weeks up to a  month,  usual ly);  pay is often  suspended during this 

time,  although  the individual  retains employment status with  the company

Laid  off:  sometimes a  temporary employer-required  work stoppage (usual ly without pay),  but more often  a  permanent termination  from the company 

in  which  the employee is recognized  to be not at fault

Ful l-time:  hours for fu l l -time employment establ ished  by companies,  general ly more than  30 hours per week in  a  set schedule,  sometimes with  salary 

pay and  sometimes with  hourly pay,  often  with  a  benefits package greater than  that for the part-time employment category

Part-time:  hours for part-time employment establ ished  by companies,  general ly less than  30 hours per week in  a  set schedule,  often  with  hourly pay,  

often  with  a  benefits package less than  that for the fu l l-time employment category

Flextime:  an  arrangement where the employee and  employer create nonstandard  working  hours,  which  may be a  temporary or permanent schedule;  

may be an  expectation  for a  number of hours worked  per week

Job share:  an  arrangement where two or more employees fi l l  one job,  general ly by spl itting  the hours of a  ful l-time position  that do not overlap

Contingent:  an  outsourced  employee (e.g. ,  individual  from  a  professional  service firm,  special ized  expert,  or business consultant) who is paid  hourly 

or by the job and  does not general ly receive any company benefits and  is not considered  as part of the company;  a  contingent worker may a lso be a  

temporary employee or independent contractor

Independent contractor:  an  entrepreneur in  essence,  but often  a  special ist professional  who does not aspire to create a  business but who provides 

services or goods to a  company

Temporary:  an  ind ividual  who may be employed  directly by the organization  or through  an  employment agency/temporary agency;  hours may be 

fixed  per week or vary,  the employee does not general ly receive any company benefits and  is not considered  as part of the company;  a  temporary 

employee is employed  for a  short duration  or as a  trial  for a  position
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 Managing employees well when times are tough is just as hard as when times are 

goodif not harder.  But the OB approaches sometimes differ.  In good times,  under-

standing how to reward,  satisfy,  and retain employees is at a premium.  In bad times,  

issues such as stress,  decision making,  and coping come to the fore.   

  Responding to  G lobalization 

 Organizations are no longer constrained by national borders.  Burger King is  in the 

process of buying Tim Hortons and moving to Canada.  McDonalds sells hamburgers in 

more than 100 countries on six continents.  New employees at Finland-based cellphone 

maker Nokia are increasingly being recruited from India,  China,  and other developing 

countriesnon-Finns now outnumber Finns at the companys renowned research centre 

in Helsinki.  And all  major automobile makers now manufacture cars outside their 

borders;  Honda builds cars in Alliston,  Ontario,  Ford in Brazil,  Volkswagen in Mexico,  

Reduced  hours:  a  reduction  in  the normal  employees work schedule by the employer,  sometimes as a  measure to retain  employees/reduce layoffs 

in  economic downturns (as in  Germanys Kurzarbeit program,  which  provides government subsidies to keep workers on  the job at reduced  hours);  

employees are only paid  for the time they work

Intern:  an  ind ividual  employed  for a  short (often  fixed) term;  the position  is designed  to provide practical  train ing  to a  preprofessional ,  either with  or 

without pay

Anchored:  an  employee with  an  assigned  office,  cubicle,  or desk space

Floating:  an  employee with  a  shared-space workplace and  no assigned  working  area

Virtual :  an  employee who works through  the Internet and  is not connected  with  any office location

Flexible:  an  employee who is connected  with  an  office location  but may work from anywhere

Work from home:  an  employee who is set up by the company to work from  an  office at home

Local :  an  employee who works in  one establ ished  location

Expatriate:  an  employee who is on  extended  international  work assignments with  the expectation  that he or she wi l l  return  (repatriate) after an  estab-

l ished  term,  usual ly a  year or more;  either sent by corporate request or out of self-in itiated  interest

Short-term assignee:  an  employee on  international  assignment longer than  business trips yet shorter than  typical  corporate expatriate assignments,  

usual ly 3  to 1 2  months

Flexpatriate:  an  employee who travels for brief assignments across cultural  or national  borders,  usual ly for 1  to 2  months

International  business travel ler:  an  employee who takes multiple short international  business trips for 1  to 3  weeks

Visa  employee:  an  employee working  outside of h is or her country of residence who must have a  work visa  for employment in  the current country

Union/non-union  employee:  an  employee who is a  member of a  labour un ion,  often  by trade,  and  subject to its protections and  provisions,  which  

then  negotiates with  management on  certain  working  condition  issues;  or an  employee who works for a  non-union  faci l i ty or who sometimes elects 

to stay out of membership in  a  un ionized  faci l i ty

Salary:  employee compensation  based  on  a  ful l -time workweek,  where the hours are general ly not kept on  a  time clock but where i t is understood  

that the employee wi l l  work according  to job needs

Hourly:  employee compensation  for each  hour worked,  often  recorded  on  time sheets or by time clocks

Overtime:  for hourly employees,  compensation  for hours worked  that are greater than  the standard  workweek and  paid  at an  hourly rate determined  

by law

Bonus:  compensation  in  addition  to standard  pay,  usual ly l inked  to individual  or organizational  performance

Contract:  prenegotiated  compensation  for project work,  usual ly according  to a  schedule as the work progresses

Time off:  negotiated  time off (either paid  or unpaid  according  to the employment contract) including  vacation  time,  sick leave,  personal  days,  and/or 

time al lotted  by management as compensation  for time worked

Benefits:  advantages other than  salary typical ly stated  in  the employment contract or the human  resources employee handbook;  they may include 

health  insurance plans,  savings plans,  retirement plans,  d iscounts,  and  other options avai lable to employees at various types of employment  

  Sources :  J .  R.  Anderson,  Action  I tems:  42  Trends Affecting  Benefits,  Compensation ,  Train ing,  Staffing  and  Technology,   HR Magazine  ,  J anuary 

201 3,  p.   33  ;  M .  Dewhurst,  B.  Hancock,  and  D.  E l l sworth ,   Redesign ing  Knowledge Work,   Harvard Business Review ,  J anuaryFebruary 201 3,  

pp.   58   64 ;  E .  Frauenheim,   Creating  a  New Contingent Cu lture,   Workforce Management ,  August 201 2 ,  pp.   34  39  ;  N .  Koeppen,   State Job  

Aid  Takes Pressure off Germany,   Wall Street Journal ,  February 1 ,  201 3,  p.  A8;  and  M .  A.  Shaffer,  M .  L.  Kraimer,  Y. -P.  Chen,  and  M .  C .  Bol ino,  

Choices,  Chal lenges,  and  Career Consequences of G lobal  Work Experiences:  A Review and  Future Agenda,   Journal of Management,  

 Ju ly 201 2 ,  pp.   1 282   1 327  .   
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and both Mercedes and BMW in South Africa.  Apple has also moved almost all of its 

manufacturing overseas,  as discussed in  Case IncidentApple Goes Global   on page  30 .  

 In recent years,  businesses in Canada have faced tough competition from those in the 

United States,  Europe,  Japan,  and China,  as well as from other businesses within our 

borders.  To survive,  they have had to reduce costs,  increase productivity,  and improve 

quality.  A number of Canadian companies have found it necessary to merge in order to 

survive.  For instance,  Rona,  the Boucherville,  Quebec-based home improvement store,  

bought out Lansing,  Revy,  and Revelstoke in recent years to defend its turf against the 

Atlanta,  Georgia-based Home Depot.  As a result,  in 2014,  after some ups and downs,  

Rona was still  holding its own against chief rivals Home Depot and recent entrant 

Lowes.  25   

 Some employers have outsourced jobs to other countries where labour costs are 

lower to remain profitable.  For instance,  Toronto-based Dell Canadas technical service 

lines are handled by technicians working in India.  Toronto-based Wall & Associates,  a 

full-service chartered accounting and management consulting firm,  outsources docu-

ment management to Uganda.  Employees in Uganda are willing to work for $1  an hour 

to sort and record receipts.  While these wages might seem low,  on average,  Ugandans 

make only $1  a day.  

 Twenty or 30 years ago,  national borders protected most firms from foreign competi-

tive pressures.  This is no longer the case.  Trading blocs such as the North American Free 

Trade Agreement (NAFTA)  and the European Union (EU)  have significantly reduced 

tariffs and barriers to trade,  and North America and Europe no longer have a monopoly 

on highly skilled labour.  The Internet has also enabled companies to become more 

globally connected by opening up international sales and by increasing the opportuni-

ties to carry on business across borders.  Even small firms can bid on projects in different 

countries and compete with larger firms via the Internet.  

 As multinational corporations develop operations worldwide,  as companies develop 

joint ventures with foreign partners,  and as employees increasingly pursue job oppor-

tunities across national borders,  managers and employees must become capable of 

working with people from different cultures.  To be successful,  managers and employees 

need to know the cultural practices of the workforce in each country where they do 

business.  For instance,  in some countries a large percentage of the workforce enjoys 

long holidays.  Country and local regulations must be taken into consideration,  too.  

Managers of subsidiaries abroad need to be aware of the unique financial and legal 

regulations applying to guest companies  or else risk violating them,  which can have 

economic and even political consequences.  Such violations can have implications for 

their operations in that country and also for political relations between countries.  As 

well,  managers need to be cognizant of differences in regulations for their competi-

tors in that country;  many times,  the laws will  give national companies significant 

financial advantages over foreign subsidiaries.  The ever-changing global competitive 

environment means that not only individuals but also organizations have to become 

increasingly flexible by learning new skills,  new ways of thinking,  and new ways of 

doing business.    

    Understanding Workforce  Diversity 

 An important challenge for organizations is  workforce diversity ,  a concept that recog-

nizes the heterogeneous nature of employees in the workplace.  Whereas globalization 

focuses on differences among people from different countries,  workforce diversity 

addresses differences among people within given countries.    Workforce diversity   

acknowledges that the workforce consists of women and men;  many racial and ethnic 

groups;  individuals with a variety of physical or psychological abilities;  and people 

who differ in age,  sexual orientation,  and demographic characteristics.   We discuss 

workforce diversity in  Chapter   3    .     

  workforce diversity      The mix of 

people in  organizations in  terms of 

gender,  race,  ethnicity,  disabi l i ty,  sex-

ual  orientation,  age,  and demographic 

characteristics such  as education  and 

socio-economic status.    
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  One workforce diversity challenge in Canadian work-

places is  the mix of generationsmembers of the Baby 

Boomer,  Generation X,  and Millennial groupswho work 

side by side.  Due to their very different life experiences,  

they bring different values and different expectations to 

the workplace.  

 We used to assume that people in organizations who 

differed from the stereotypical employee would somehow 

simply fit in.  We now recognize that employees dont set 

aside their cultural values and lifestyle preferences when they go to work.  The challenge 

for organizations,  therefore,  is to accommodate diverse groups of people by addressing 

their different lifestyles,  family needs,  and work styles.  27     

 The  Focus on Diversity  feature  found throughout this book  highlights diversity matters 

that arise in organizations.  Our first example looks at Regina-based SaskTel,  which 

values having a diverse workforce.    

 SaskTel  I s  a  Top Diversity Employer 

Does workforce d iversity make business sense?   Reg ina-

ba sed  SaskTe l  was  n amed  one  of  C an ada s  B est  D i vers i ty 

Employers in  201 4 because of i ts  commitment to  d iversi ty.  28

It has d iversi ty programs for women,  people with  d i sabi l i ties,  

vi sible  m inori ties,  and  Aborig ina l  people.  Wh i le  the company 

received  th is award  for a  number of reasons,  i ts work with  Aborig inal  people i s particularly 

outstanding.  Aboriginal  people are wel l  represented  in  the SaskTel  workplace:  1 0 percent of 

i ts employees and  8. 1  percent of i ts managers are Aborig inal .  Aborig inal  people currently 

represent 1 5  percent of the Saskatchewan  popu lation ,  and  that number i s  expected  to 

grow to 21  to 24 percent in  20  years.  

     FOCUS ON  D IVERSITY 

 Why should  you  

care about 

understanding  

other people? 

       Da l las,  Texas-based  Pizza  Hut has responded  to g lobal ization  by expanding  i ts  restaurants and  del ivery 

services worldwide.  The company considers main land  China  to be the primary market for new restaurant 

development because of the countrys enormous growth  potentia l .  Currently,  Pizza  Hut i s  the number one 

Western  casual  d in ing  brand  in  Ch ina,  with  over 1 200 restaurants in  305  cities and  an  additional  200 Pizza  

Hut Home Service un its in  26 ci ties.  26  
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1 8  Part 1  U nderstand i ng  the  Workp l ace

    Improving Customer Service    

 Today,  the majority of employees in developed countries work in service jobs,  including 

78  percent in Canada.  29   Service employees include technical support representatives,  

fast-food counter workers,  sales clerks,  nurses,  automobile repair technicians,  consul-

tants,  financial planners,  and flight attendants.  The shared characteristic of their jobs is 

substantial interaction with an organizations customers.  OB can increase the success 

of these interactions by showing how employee attitudes and behaviour influence 

customer satisfaction.  

 Many an organization has failed because its employees failed to please customers.  

Management needs to create a customer-responsive culture.  OB can provide consid-

erable guidance in helping managers create such culturesin which employees are 

friendly and courteous,  accessible,  knowledgeable,  prompt in responding to customer 

needs,  and willing to do what is necessary to please the customer.  30   

  Improving People  Skil ls 

  Throughout the chapters of this book,  we will present    relevant concepts and theories 

that can help you explain and predict the behaviour of people at work.   You will also 

gain insights into    specific people skills that you can use on the job.   For instance,  you 

will learn how to design motivating jobs,  improve your listening skills,  and create more 

effective teams.    

  Working in  Networked  Organizations 

 Networked organizations allow people to communicate and work together even though 

they may be thousands of kilometres apart.  Independent contractors can telecommute 

via computer to workplaces around the globe and change employers as the demand for 

their services changes.  Software programmers,  graphic designers,  systems analysts,  tech-

nical writers,  photo researchers,  book and media editors,  and medical transcribers are 

just a few examples of people who can work from home or other nonoffice locations.  

 The managers job is different in a networked organization.  Motivating and leading 

people and making collaborative decisions online requires different techniques than 

when individuals are physically present in a single location.  As more employees do their 

jobs by linking to others through networks,  managers and employees must develop new 

skills.  OB can provide valuable insights to help with honing those skills.   

 The  number of Aborig ina l  employees at SaskTel  speaks to  the  effectiveness  of the 

companys Aborig inal  recru i tment strategy,  which  was in tended  to increase the number 

of Aborig ina l  employees and  address the  chron ic l abour shortages of i n formation  and  

communications technologies workers i t faced.  SaskTel  partners with  Fi rst Nations bands,  

tribal  counci ls,  and  Aborig inal  employment agencies.  

 SaskTel  a lso keeps a  database of Aborig inal-owned  and  operated  businesses,  which  i t 

consults when  i t i s  looking  for new suppl iers and  partners.  

 SaskTel  i s  not j ust a  good  employer.  I t  a l so  tries  to  be  a  good  commun i ty member.  

Several  years ago i t started  an  in i tiative to bring  Internet and  wireless coverage to the 28 

Fi rst Nations communities in  Saskatchewan.  We have a lways bel ieved  in  the importance 

of a l l  Saskatchewan  people  benefi tti ng  from  having  access to  the  most powerfu l  and  

extensive communications network avai lable,  sa id  Don  McMorris,  M in ister Responsible  

for SaskTel .  With  increased  access to technology,  residents of these communities wi l l  be 

able to take advantage of numerous educational  and  business opportunities that were not 

avai lable to them  before.  

 SaskTel  stri ves  to  have  a  workforce  that i s  a s  d i verse  as  i ts  customersa  goa l  the 

company finds makes good  sense not on ly for the community but a lso for the future of 

the company.   

       Ri chard  Branson,  CEO of Vi rg in  

G roup,  th inks that  the  custom-

er i s  on ly right sometimes  more 

accurately reflects how custom-

ers shou ld  be treated.  In stead ,  

he  bel ieves that by recogn izing  

the  va lue of employees,  who are 

the  ambassadors of the organ i -

zation ,  they wi l l  g ive great cus-

tomer service.
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  Enhancing Employee Well-Being at Work 

 Employees are increasingly complaining that the line between work and nonwork time 

has become blurred,  creating personal conflicts and stress.  31   At the same time,  however,  

todays workplace presents opportunities for workers to create and structure their own 

roles.  And even if employees work at home or from half a continent away,  managers 

need to consider their well-being at work.  

 One of the biggest challenges to maintaining employee well-being is the new reality 

that many workers never get away from the virtual workplace.  Communication tech-

nology allows employees to do their work at home,  in their cars,  or on the ski slopes at 

Whistlerbut it also means many feel like they never really get a break.  Another chal-

lenge is that organizations are asking employees to be available in off-work hours via 

cellphones and email.  According to a recent study,  one in four employees show signs of 

burnout,  partially as a result of longer work hours,  and two in three report high stress 

levels and fatigue.  32  These findings may actually underestimate how common employee 

burnout is because many employees maintain always on access for their managers 

through email and texting.  Finally,  employee well-being is challenged by heavy outside 

commitments.  Millions of single-parent households and employees with dependent 

parents have even more significant challenges in balancing work and family responsi-

bilities,  for instance.  

 As a result of their increased responsibilities in and out of the workplace,  employees 

want more time off.  Recent studies suggest that employees want jobs that give them 

flexibility in their work schedules so they can better manage worklife conflicts.  33   In 

fact,  56  percent of men and women in a recent study reported that worklife balance 

was their definition of career success,  more than money,  recognition,  and autonomy.  34  

Most college and university students say that attaining a balance between personal life 

and work is a primary career goal;  they want a life as well as a job.  Organizations that 

dont help their people achieve worklife balance will find it increasingly difficult to 

attract and retain the most capable and motivated employees.  As you will see in later 

chapters,  the field of OB offers a number of suggestions for designing workplaces and 

jobs that can help employees deal with worklife conflicts.   OB in the Workplace   looks 

at how Habaero helps its employees manage worklife balance.    

 Habaeros Employees Help Set Pol icies 

  What do empowered  employees do?  Steven Fitzgerald,  president of Vancouver-

based IT firm Habaero Consulting Group,  believes in empowering his employees.  35   

Employees share human resources duties by mentoring each other,  encouraging career 

development,  and making sure everyone understands their jobs.  

 Fitzgerald knows that an all work and no play ethic is not a good way to define 

the business.  As a result,  he gives his employees autonomy,  telling them they will be 

judged on the quality of their worknot the number of hours they put in.  Habaero 

allows telecommuting and flextime,  and does not track sick days.  

 More recently,  Fitzgeralds  employees  noted that Habaeros  invoicing model,  

which was based on a target number of billable hours per month,  contradicted the 

companys commitment to worklife balance.  The employees worked with manage-

ment to develop a new model of project-based billing that was more consistent with a 

truly flexible workplace,  while still maintaining profitability.  Fitzgerald is pleased with 

how empowerment has worked for Habaero.  He says that knowing what employees 

want and acting on that knowledge can help you attract people who are engaged for 

the right reasons.   

   OB I N  TH E  WORKPLACE 
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    Creating a  Positive  Work Environment 

 Although competitive pressures on most organizations are stronger than ever,  some 

organizations are trying to realize a competitive advantage by encouraging a positive 

work environment.  Sometimes they do this by creating pleasing physical environments 

with attractive modern workstations,  workplace perks such as Googles free lunches,  

or a shared commitment to environmental sustainability initiatives such as recycling.  36  

But,  more often,  employees perceive a work environment as positive or negative in 

terms of their work experiences with other employees,  rather than in the quality of its 

physical surroundings.  For example,  Jeff Immelt and Jim McNerney,  both disciples of 

Jack Welch (former CEO of GE),  have tried to maintain high performance expectations 

(a characteristic of GEs culture)  while also encouraging a positive work environment 

in their organizations (GE and Boeing,  respectively) .  In this time of turmoil and cyni-

cism about business,  you need to be passionate,  positive leaders,  Immelt recently told 

his top managers.  37  

 A real growth area in OB research is   positive organizational scholarship    (also 

called  positive organizational behaviour ) ,  which studies how organizations develop human 

strengths,  foster vitality and resilience,  and unlock potential.  Researchers in this area 

argue that too much of OB research and management practice has been targeted toward 

identifying what is wrong with organizations and their employees.  In response,  they try 

to study what is  good   about organizations.  38   Some key independent variables in posi-

tive OB research are engagement,  hope,  optimism,  and resilience in the face of strain.    

  Positive organizational scholars have studied a concept called reflected best-self

asking employees to think about situations in which they were at their personal best  

to understand how to exploit their strengths.  The idea is that we all have things at which 

we are unusually good,  yet too often we focus on addressing our limitations and too 

rarely think about how to exploit our strengths.  39   

 Although positive organizational scholarship does not deny the negative (such as 

critical feedback) ,  it does challenge researchers to look at OB through a new lens and 

pushes organizations to think about how to use their employees strengths rather than 

dwell on their limitations.   

  Improving Ethical  Behaviour 

 In  an organizational  world characterized by cutbacks,  expectations  of increasing 

productivity,  and tough competition,  its  not surprising that many employees feel 

pressured to cut corners,  break rules,  and engage in other forms of questionable prac-

tices.  Increasingly they face   ethical dilemmas and ethical choices   ,  in which they are 

required to identify right and wrong conduct.  Should they blow the whistle  if they 

uncover illegal activities taking place in their company? Do they follow orders with 

which they dont personally agree? Should they give an inflated performance evaluation 

to an employee they like,  knowing that such an evaluation could save that employees 

job? Do they allow themselves to play politics to advance their careers?     

   Ethics    is the study of moral values or principles that guide our behaviour and inform 

us whether actions are right or wrong.  Ethical principles help us do the right thing,  

such as not padding expense reports,  or not phoning in sick to attend the opening of 

 Avengers 2:  Age of Ultron  .     

  As we show in  Chapter   11    ,  the    study of ethics does not come with black and white 

answers.  What constitutes good ethical behaviour has never been clearly defined,  and,  

in recent years,  the line differentiating right from wrong has blurred.  Nonetheless,  

individuals who strive hard to create their own set of ethical values will more often do 

the right thing.  Moreover,  companies that promote a strong ethical mission encourage 

employees to  behave with integrity,  and provide strong ethical  leadership that can 

influence employee decisions to behave ethically.  40  The  Ethical Dilemma   on page  29   

asks you to consider whether its ever appropriate to lie about salary expectations.  It 

  positive organizational  scholar-

ship      An  area of OB research  that 

concerns how organizations develop 

human strength,  foster vital i ty and 

resi l ience,  and unlock potential .    

  ethical  dilemmas and ethi-

cal  choices      Situations in  which  

individuals are required to define right 

and wrong  conduct.    

  ethics      The study of moral  values or 

principles that guide our behaviour 

and inform us whether actions are 

right or wrong.    
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also asks you whether you should consider the ethical reputation of a company before 

becoming one of its employees.  

  Throughout this book,  you will find references to ethical and unethical behaviour.  

The  Focus on Ethics   feature will provide you with thought-provoking illustrations of how 

ethics is treated in various organizations.     

  Coming Attractions:  Developing an  OB  Model    
 We conclude this chapter by presenting a general model that defines the field of OB,  

stakes out its parameters,  and identifies inputs,  processes,  and outcomes.  The result will 

be coming attractions  of the topics in the remainder of this book.  

  An  Overview 

 A   model    is  an abstraction of reality,  a simplified representation of some real-world 

phenomenon.   Exhibit   1 -4    presents the skeleton on which we will construct our OB 

model.  It proposes three types of variables (inputs,  processes,  and outcomes)  at three 

levels of analysis (individual,  group,  and organizational) .  The model proceeds from 

left to right,  with inputs leading to processes and processes leading to outcomes.  Notice 

that the model also shows that outcomes can influence inputs in the future.       

  I nputs 

   Inputs    are the variables like personality,  group structure,  and organizational culture that 

lead to processes.  These variables set the stage for what will occur in an organization 

later.  Many are determined in advance of the employment relationship.  For example,  

individual diversity characteristics,  personality,  and values are shaped by a combination 

of an individuals genetic inheritance and childhood environment.  Group structure,  

roles,  and team responsibilities are typically assigned immediately before or after a 

group is formed.  Finally,  organizational structure and culture are usually the result of 

years of development and change as the organization adapts to its environment and 

builds up customs and norms.      

 7  Describe the three levels 

of analysis in   th is books    

OB model .  

  model       An  abstraction  of real i ty.  

A simpl ified  representation  of some 

real-world  phenomenon.    

  input      Variables that lead to processes.    

  EXHIBIT 1 -4  A Basic OB Model        

Processes

Individual  Level
  Emotions and  moods
  Motivation
  Perception
  Decision  making

Group Level
  Communication
  Leadership
  Power and  pol itics
  Conict and  negotiation

Organizational  Level
  Change practices

Outcomes

Individual  Level
  Attitudes and  stress
  Task performance
  Citizenship behaviour
  Withdrawal  behaviour

Group Level
  Group cohesion
  Group functioning

Organizational  Level
  Productivity
  Survival

Inputs

Individual  Level
  Diversity
  Personal ity
  Values

Group Level
  Group structure
  Group roles
  Team  responsibi l i ties

Organizational  Level
  Structure
  Culture
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  Processes 

 If inputs are like the nouns in organizational behaviour,  processes are like the verbs.  

  Processes    are actions that individuals,  groups,  and organizations engage in as a result 

of inputs and that lead to certain outcomes.  At the individual level,  processes include 

emotions and moods,  motivation,  perception,  and decision making.  At the group level,  

they include communication,  leadership,  power and politics,  and conflict and negotia-

tion.  Finally,  at the organizational level,  processes include change practices.      

  Outcomes 

   Outcomes    are the key variables that you want to  explain or predict,  and that are 

affected by some other variables.  What are the primary outcomes in OB? Scholars have 

emphasized individual-level outcomes such as attitudes and stress,  task performance,  

citizenship behaviour,  and withdrawal behaviour.  At the group level,  cohesion and 

functioning are the dependent variables.  Finally,  at the organizational level,  we look 

at overall profitability and survival.  Because these outcomes will be covered in all  the 

chapters,  we will  briefly discuss each here so you can understand what the goal  of 

OB will be.     

  Atti tudes and  Stress 

 Employee   attitudes    are the evaluations employees make,  ranging from positive to 

negative,  about objects,  people,  or events.  For example,  the statement,  I really think my 

job is great,  is a positive job attitude,  and My job is boring and tedious is a negative 

job attitude.    Stress    is an unpleasant psychological process that occurs in response to 

environmental pressures.         
 Some people might think that influencing employee attitudes and stress is purely 

soft stuff and not the business of serious managers,  but as we will show,  attitudes often 

have behavioural consequences that directly relate to organizational effectiveness.  The 

belief that satisfied employees are more productive than dissatisfied employees has 

been a basic tenet among managers for years,  although only now has research begun 

to support it.  Ample evidence shows that employees who are more satisfied and treated 

fairly are more willing to engage in the above-and-beyond citizenship behaviour so 

vital in the contemporary business environment.  For more information on the causes 

and consequences of stress as well as coping mechanisms,  see  OB on the EdgeStress 

at Work   on pages  118  125  .     

  Task Performance 

 The combination of effectiveness and efficiency at doing your core job tasks is a reflec-

tion of your level of   task performance   .  If we think about the job of a factory worker,  

task performance could be measured by the number and quality of products produced 

in an hour.  The task performance of a teacher would be the level of education that 

students obtain.  The task performance of a consultant might be measured by the time-

liness and quality of the presentations they offer to the client firm.  All these types of 

performance relate to the core duties and responsibilities of a job and are often directly 

related to the functions listed on a formal job description.     

 Obviously task performance is the most important human output contributing to 

organizational effectiveness,  so  in every chapter  we devote considerable time to detailing 

how task performance is affected by the topic in question.   

  Organizational  Ci tizenship  Behaviour    

 The discretionary behaviour that is not part of an employees formal job requirements,  

and that contributes to the psychological and social environment of the workplace,  

is called   organizational citizenship behaviour (OCB)   .  41   Recent research has also 

looked at expanding the work on OCB to team behaviour.  42     

  organizational  citizenship behav-

iour (OCB)      Discretionary behaviour 

that is not part of an  employees 

formal  job requirements,  but that 

nevertheless promotes the effective 

functioning of the organization.    

  processes      Actions that individuals,  

groups,  and organizations engage in  

as a result of inputs and that lead to 

certain  outcomes.    

  outcomes      Key factors that are 

affected by some other variables.    

  attitudes      Evaluations individuals 

make about objects,  people,  or events.    

  stress      An  unpleasant psychological  

process that occurs in  response to 

environmental  pressures.    

  task performance      The combina-

tion  of effectiveness and efficiency at 

doing  your core job tasks.    

     Watch  on  MyManagementLab

East Haven Fire Department:  Managing 

Stress 

M01 _LANG1 781 _07_SE_C01 . indd   22 2/6/1 5   4:1 8 PM



Chapter 1  What  I s  Organ i za ti ona l  Behaviour?  23

 Successful organizations need employees who will do 

more than their usual job dutieswho will provide perfor-

mance that is   beyond   expectations.  In todays  dynamic 

workplace,  where tasks are increasingly performed by teams 

and flexibility is critical,  employees who engage in good 

citizenship behaviours help others on their team,  volun-

teer for extra job activities,  avoid unnecessary conflicts,  

respect the spirit as well as the letter of rules and regula-

tions,  and gracefully tolerate the occasional work-related 

impositions and nuisances.  

 Toronto-based BBDO Canada,  one of the countrys  leading creative agencies,  

encourages an entrepreneurial spirit as a way of inspiring organizational citizenship 

behaviour.  The agencys president and CEO,  Gerry Frascione,  notes that a team leader 

on the Campbell Soup account overheard a Campbells representative musing about a 

program that would launch Campbell Soup ads when the temperature dipped.  Instead 

of waiting to get approvals,  she acted very entrepreneurially and took it upon herself 

and made the whole thing happen in one week, says Frascione.  She went back to the 

client,  analyzed the situation,  fleshed out the opportunity,  came up with an integrated 

communication plan,  came up with a budget,  and it was all done within five days.  43   

 Organizations want and need employees who will do those things that are not in 

any job description.  Evidence indicates that organizations that have such employees 

outperform those that dont.  44  As a result,  OB is concerned with organizational citizen-

ship behaviour.   

  Withdrawal  Behaviour 

 We have already mentioned behaviour that goes above and beyond task requirements,  

but what about behaviour that in some way is below task requirements?    Withdrawal 

behaviour    is the set of actions that employees take to separate themselves from the 

organization.  There are many forms of withdrawal,  ranging from showing up late or 

failing to attend meetings to absenteeism and turnover.     

 Employee withdrawal can have a very negative effect on an organization.  The cost of 

employee turnover alone has been estimated to run into the thousands of dollars,  even 

for entry-level positions.  Absenteeism also costs organizations significant amounts of 

money and time every year.  For instance,  a recent survey found the average direct cost 

to employers for absenteeism in Canada is $16.6  billion.  45   In Sweden,  an average of 

10 percent of the countrys workforce is on sick leave at any given time.  46  

 Its obviously difficult for an organization to operate smoothly and attain its objectives 

if employees fail to report to their jobs.  The workflow is disrupted, and important decisions 

may be delayed.  In organizations that rely heavily on assembly-line production,  absen-

teeism can be considerably more than a disruption;  it can drastically reduce the quality of 

output or even shut down the facility.  Levels of absenteeism beyond the normal range have 

a direct impact on any organizations effectiveness and efficiency. A high rate of turnover can 

also disrupt the efficient running of an organization when knowledgeable and experienced 

personnel leave and replacements must be found to assume positions of responsibility.  

 All organizations,  of course,  have some turnover.  If the right people are leaving the 

organizationthe marginal and submarginal employeesturnover can actually be posi-

tive.  It can create an opportunity to replace an underperforming individual with someone 

who has higher skills or motivation,  open up increased opportunities for promotions,  

and bring new and fresh ideas to the organization.  47  In todays changing world of work,  

reasonable levels of employee-initiated turnover improve organizational flexibility and 

employee independence,  and they can lessen the need for management-initiated layoffs.  

 So why do employees withdraw from work?  As we will  show later in the book,  

reasons include negative job attitudes,  emotions and moods,  and negative interactions 

with co-workers and supervisors.   

  withdrawal  behaviour      The set of 

actions employees take to separate 

themselves from the organization.    

 Are you  ready 

to take on  more 

responsibi l i ty at 

work? 
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  Group Cohesion  

 Although many outcomes in our model can be conceptualized as individual  level 

phenomena,  some relate to how groups operate.    Group cohesion    is  the extent to 

which members of a group support and validate one another at work.  In other words,  

a cohesive group is one that sticks together.  When employees trust one another,  seek 

common goals,  and work together to achieve these common ends,  the group is cohesive;  

when employees are divided among themselves in terms of what they want to achieve 

and have little loyalty to one another,  the group is not cohesive.     

 Ample evidence shows that cohesive groups are more effective.  48  This result is found 

both for groups that are studied in highly controlled laboratory settings and also for 

work teams observed in field settings.  This finding fits with our intuitive sense that 

people tend to work harder in groups that have a common purpose.  Companies attempt 

to increase cohesion in a variety of ways ranging from brief icebreaker sessions to social 

events such as picnics,  parties,  and outdoor adventure team retreats.  Throughout the 

book we will try to assess whether these specific efforts are likely to result in increases 

in group cohesiveness.  We will also consider ways that picking the right people to be 

on the team in the first place might be an effective way to enhance cohesion.   

  Group Functioning 

 In the same way that positive job  attitudes can be associated with higher levels of 

task performance,  group cohesion should lead to positive group functioning.    Group 

functioning    refers to the quantity and quality of a groups work output.  In the same 

way that the performance of a sports team is more than the sum of individual players 

performance,  group functioning in work organizations is more than the sum of indi-

vidual task performances.     

 What does it mean to say that a group is functioning effectively? In some organiza-

tions,  an effective group is one that stays focused on a core task and achieves its ends 

as specified.  Other organizations look for teams that are able to work together collab-

oratively to provide excellent customer service.  Still others put more of a premium on 

group creativity and the flexibility to adapt to changing situations.  In each case,  different 

types of activities will be required to get the most from the team.   

  Productivi ty 

 The highest level of analysis in OB is the organization as a whole.  An organization is 

productive if it achieves its goals by transforming inputs into outputs at the lowest cost.  

Thus   productivity   requires both   effectiveness    and   efficiency  .           

 A hospital is  effective   when it successfully meets the needs of its clientele.  It is  efficient  

when it can do so at a low cost.  If a hospital manages to achieve higher output from 

its present staff by reducing the average number of days a patient is confined to bed or 

increasing the number of staffpatient contacts per day,  we say the hospital has gained 

productive efficiency.  A business firm is effective when it attains its sales or market share 

goals,  but its productivity also depends on achieving those goals efficiently.  Popular 

measures of organizational efficiency include return on investment,  profit per dollar 

of sales,  and output per hour of labour.  

 Service organizations must include customer needs and requirements in assessing 

their effectiveness.  Why? Because a clear chain of cause and effect runs from employee 

attitudes and behaviour to customer attitudes and behaviour to a service organizations 

productivity.  Sears has carefully documented this chain.  49   The companys manage-

ment found that a 5  percent improvement in employee attitudes leads to a 1 .3  percent 

increase in customer satisfaction,  which in turn translates into a 0.5  percent improve-

ment in revenue growth.  By training employees to improve the employeecustomer 

interaction,  Sears  was able to  improve customer satisfaction by 4  percent over a 

12-month period,  generating an estimated $200 million in additional revenues.   

  group cohesion      The extent to which  

members of a group support and 

validate one another while at work.    

  group functioning      The quantity 

and qual ity of a work groups output.    

  productivity      The combination  of 

the effectiveness and efficiency of an  

organization.    

  effectiveness      The degree to which  

an  organization  meets the needs of i ts 

cl ientele or customers.    

  efficiency      The degree to which  an  

organization  can  achieve i ts ends at 

a low cost.    
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  Survival  

 The final  outcome we will  consider is    organizational survival   ,  which is  simply 

evidence that the organization is able to exist and grow over the long term.  The survival 

of an organization depends not just on how productive the organization is,  but also 

on how well it fits with its environment.  A company that is very productively making 

goods and services of little value to the market is unlikely to survive for long,  so survival 

factors in things like perceiving the market successfully,  making good decisions about 

how and when to pursue opportunities,  and engaging in successful change management 

to adapt to new business conditions.     

 Having reviewed the input,  process,  and outcome model,  we are going to change 

the figure up a little bit by grouping topics together based on whether we study them 

at the individual,  group,  or organizational level.  As you can see in  Exhibit   1 -5    ,  we will 

deal with inputs,  processes,  and outcomes at all three levels of analysis,  but we group 

the chapters as shown here to correspond with the typical ways that research has been 

done in these areas.  It is  easier to  understand one unified presentation about how 

personality leads to motivation,  which leads to performance,  than to jump around 

levels of analysis.  Because each level builds on the one that precedes it,  after going 

through them in sequence you will  have a good idea of how the human side of orga-

nizations functions.

        

     Summary 
 Organizational behaviour (OB)  investigates the impact that individuals,  groups,  and 

organizational structure have on behaviour within an organization,  and it applies that 

knowledge to make organizations work more effectively.  Specifically,  OB focuses on 

how to improve productivity;  reduce absenteeism,  turnover,  and deviant workplace 

behaviour;  and increase organizational citizenship behaviour and job satisfaction.  The 

essential points of OB that you should keep in mind as you study this topic are listed 

in  Exhibit   1 -6    .  

 LESSONS LEARNED 

       OB is for everyone.   

      OB draws upon a rigorous 

multidisciplinary research 

base.    

  organizational  survival       The degree 

to which an organization is able to exist 

and grow over the long term.    

  EXHIBIT 1 -5   The Plan  of the Book       

The Group

Inputs
  Group structures
 (Ch.  6)
  Group roles (Ch.  6)
  Team  responsibi l i ties
 (Ch.  6)

Processes
  Communication  (Ch.  7)
  Power and  pol itics (Ch.  8)
  Con ict and  negotiation
 (Ch.  9)
  Leadership (Ch.  1 1 )

Outcomes
  Group cohesion  (Ch.  6)
  Group functioning  (Ch.  6)

The Organization

Inputs
  Culture (Ch.  1 0)
  Structure (Ch .  1 3)

Processes
  Change practices
 (Ch.  1 4)

Outcomes
  Protabi l ity (Ch.  1 )
  Survival  (Ch.  1  and  1 0)

The Individual

Inputs
  Personal ity (Ch .  2)
  Values (Ch.  3)
  Diversi ty in  Organizations
 (Ch.  3)

Processes
  Perception  (Ch.  2)
  Emotions and  moods (Ch .  2)
  Motivation  (Ch.  4 and  5)
  Decision  making  (Ch.  6)

Outcomes
  Atti tudes (Ch.  3)
  Stress (OB  on  the Edge:
   Stress at Work)
  Task performance (a l l )
  Citizenship  behaviour (a l l )
  Withdrawal  behaviour (a l l )
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  EXHIBIT 1 -6  The Fundamentals of OB 

           OB  considers the multiple levels in  an  organ ization:  ind ividual ,  group,  and  

organ izational .

   OB  i s  bu i l t from  the wisdom  and  research  of multiple d iscipl ines,  including  psychology,  

sociology,  socia l  psychology,  and  anthropology.

   OB  takes a  systematic approach  to the study of organ izational  phenomena.  I t i s  

research-based.

   OB  takes a  contingency approach  to the consideration  of organ izational  phenomena.  

Recommendations depend  on  the si tuation.    

    SNAPSHOT SUMMARY 

  Defining Organizational  
Behaviour 

   What Do We Mean  by 
 Organization  ?  

   OB  I s  for Everyone 

   The Importance of 
I n terpersonal  Ski l l s   

  OB: Making Sense 
of Behaviour in  
Organizations 

   The Bui ld ing  B locks of OB  

   The Rigour of OB   

  Challenges and 
Opportunities in  the 
Canadian Workplace 

   Responding  to Economic 
Pressures 

   Responding  to G lobal ization  

   Understanding  Workforce 
Diversity 

   Improving  Customer Service  

   Improving  People Ski l l s  

   Working  in  Networked  
Organizations 

   Enhancing  Employee Wel l -
Being  at Work 

   Creating  a  Positive Work 
Environment 

   Improving  Eth ical  Behaviour  

  Coming Attractions: 
Developing an  OB Model  

   An  Overview 

   I nputs 

   Processes 

   Outcomes     

 Study,  practise,  and explore real  business situations with  these helpful  resources:  

       Study Plan:  Check your understanding  of chapter concepts with  self-study quizzes.   

      Online Lesson Presentations:  Study key chapter topics and work through  interactive assessments 

to test your knowledge and master management concepts.   

      Videos:  Learn  more about the management practices and strategies of real  

companies.   

      Simulations:  Practise management decision-making  in  simulated business environments.    

 MyManagementLab 

P I A
PERSONAL  

INVENTORY 

ASSESSMENT
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  for Review 

    1 .    What i s  organ izational  behaviour 

(OB)?   

   2.    What i s  the importance of inter-

personal  ski l l s  in  the workplace?   

   3 .    What are the major behavioural  

science d iscipl ines that contrib-

ute to OB?   

   4.    Why is  systematic study of value 

to OB?   

   5.    Why do few absolutes apply to 

OB?   

   6.    What workplace chal lenges pro-

vide opportun ities to  apply OB  

concepts?   

   7.    What are the three levels of anal-

ysis in  th is books OB  model?     

  for Managers 

   Resist the incl ination  to rely on  

general izations;  some provide 

val id  insights into human  behav-

iour,  but many are erroneous.   

   Use metrics and  si tuational  vari -

ables rather than   hunches  to 

expla in  cause-and-effect relation-

sh ips.   

   Work on  your interpersonal  ski l l s to 

increase your leadersh ip potential .   

   Improve your techn ical  ski l l s  and  

conceptual  ski l l s  through  tra in ing  

and  staying  current with  organ iza-

tional  behaviour trends such  as big  

data.   

   OB  can  improve your employees  

work qual ity and  productivity by 

showing you  how to empower your 

employees,  design  and  implement 

change programs,  improve custom-

er service,  and  help your employees 

balance workl ife confl icts.     

  for You 

   As you  journey through  th is course 

in  OB,  bear in  m ind  that the pro-

cesses we describe are as relevant 

to you  as an  ind ividual  as they are 

to organ izations,  managers,  and  

employees.   

   When  you  work together with  

student teams,  join  a  student 

organ ization,  or volunteer time to 

a  community group,  know that 

your abi l i ty to get a long  with  oth-

ers has an  effect on  your interac-

tions with  the other people in  the 

group and  the ach ievement of the 

groups goals.   

   I f you  are aware of how your per-

ceptions and  personal i ty affect 

your in teractions with  others,  you  

can  be more carefu l  in  forming  

your in i tia l  impression  of others.   

   By knowing  how to motivate oth-

ers who are working  with  you,  

how to communicate effectively,  

and  when  to negotiate and  com-

promise,  you  can  get a long  in  a  

variety of si tuations that are not 

necessari ly work-related.        

at

Work 
   OB
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  Organ izations are a lways looking  for leaders,  and  man-

agers and  manager-wannabes are continual ly looking  

for ways to fine-tune their leadersh ip  ski l l s.  Publ ishers 

respond  to th is demand  by offering  hundreds of ti tles 

that promise insights into managing  people.  Books l ike 

these can  provide people with  the secrets to manage-

ment that others know about.  Moreover,  i sn t i t better to 

learn  about management from  people in  the trenches,  

as opposed  to the latest esoteric musings from  the  Ivory 

Tower ?  Many of the most important insights we gain  

from  l i fe aren t necessari ly the product of carefu l  empiri -

cal  research  studies.  

 I t i s  true there are some bad  books out there.  But do 

they outnumber the esoteric research  studies publ ished  

every year?  For example,  a  few recent management and  

OB  studies were publ ished  in  201 3  with  the fol lowing  

ti tles:  

        Market Segmentation,  Service Quality,  and Over-

all Satisfaction: Self-Organizing Map and Structural 

Equation Modeling Methods   

       The Effects of Performance Rating,  LeaderMember 

Exchange,  Perceived Utility,  and Organizational Jus-

tice on  Performance Appraisal Satisfaction: Applying 

a  Moral Judgment Perspective    

       Nonlinear Moderating Effect of Tenure on Organiza-

tional Identification (OID) and the Subsequent Role of 

OID in  Fostering Readiness for Change   

       Examining the Influence of Modularity and Knowl-

edge Management (KM) on Dynamic Capabilities    

 We dont mean  to poke fun  at these studies.  Rather,  

our point i s  that you  cannot judge a  book by i ts cover any 

more than  you  can  a  research  study by i ts ti tle.  

 There is no one right way to learn  the science and  art of 

managing  people in  organizations.  The most en l ightened  

managers are those who gather insights from  multiple 

sources:  their own  experience,  research  find ings,  obser-

vations of others,  and,  yes,  business press books,  too.  I f 

great management were produced  by carefu l ly g leaning  

results from  research  studies,  academicians would  make 

the best managers.  How often  do we see that?  

 Research  and  academics have an  important role to 

play in  understanding  effective management.  But i t 

i s  not fa i r to condemn  a l l  business books by citing  the 

worst (or,  at least,  the worse-sounding  ones).   

  Walk into your nearest major bookstore.  You  wi l l  undoubt-

edly find  a  large section  of books devoted  to management 

and  managing.  Consider the fol lowing  recent titles:  

        Hardcore Leadership: 1 1  Master Lessons from My 

Airborne Ranger Uncles Final Jump  (C reateSpace,  

201 3)  

       Half-Naked Interview  (Amazon  Dig ita l ,  201 3)  

       The Chimp Paradox: The Mind Management Program 

to Help You Achieve Success,  Confidence,  and Happi-

ness   (Tarcher,  201 3)  

       Four Dead Kings at Work  (Sl imBooks,  201 3)  

       Monopoly,  Money,  and You: How to Profit from the 

Games Secrets of Success   (McGraw-H i l l ,  201 3)  

       The Tao of Rice and Tigers: Taoist Leadership in  the 

21 st Century  (Publ ius Press,  201 3)  

       Nothing to Lose,  Everything to Gain: How I Went 

from Gang Member to Multimillionaire Entrepreneur  

(Portfol io Trade,  201 3)   

       Ninja  Innovation: The Ten Killer Strategies of the 

Worlds Most Successful Businesses   (Wi l l iam  Morrow,  

201 3)  

       Giraffes of Technology: The Making of the Twenty-

First-Century Leader  (C reateSpace,  201 3)   

 Popular books on  OB  often  have cute ti tles and  are fun  

to read,  but they make the job of managing  people seem 

much  simpler than  i t i s.  Most are based  on  the authors 

opin ions rather than  substantive research,  and  i t i s doubt-

ful  that one persons experience translates into effective 

management practice for everyone.  Why do we waste 

our time on   fluff  when,  with  a  l i ttle effort,  we can  

access knowledge produced  from  thousands of scientific 

studies on  human  behaviour in  organ izations?  

 OB  i s  a  complex subject.  Few,  i f any,  simple state-

ments about human  behaviour are general izable to a l l  

people in  a l l  si tuations.  Should  you  real ly try to apply 

leadersh ip  insights you  got from  a  book about g i raffes 

or Tony Soprano?   

28  Part 1  U nderstand ing  The  Workpl ace

 Lost in  Translation? 
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Chapter 1  What  I s  Organ i za tiona l  Behaviou r?  29

 Interpersonal Skills in the Workplace 

 Th is exercise asks you  to consider the ski l l s  outl ined  in  the Competing  Values Framework on  pages  32   34  to develop an  

understanding  of manageria l  expertise.  Steps 1 4 can  be completed  in  1 520 minutes.  

   1 .    Using  the ski l l s  l i sted  in  the Competing  Values Framework,  identify the 4 ski l l s  that you  th ink a l l  managers 

should  have.   

  2.    Identify the 4 ski l l s  that you  th ink are least important for managers to have.   

  3.    In  groups of 57,  reach  a  consensus on  the most-needed  and  least-needed  ski l l s  identified  in  steps 1  and  2 .   

  4.    Using   Exh ibit   1 -8    ,  determine whether your  ideal  managers would  have trouble managing  in  some d imen-

sions of organ izational  demands.   

  5.    Your instructor wi l l  lead  a  general  d iscussion  of your resu lts.     

  EXPE R I E N T I AL  E X E R C I S E  

 Form  smal l  groups to d iscuss the fol lowing  topics,  as assigned  by your instructor.  

   1 .    Consider a  group si tuation  in  which  you  have worked.  To what extent d id  the group rely on  the techn ical  ski l l s  

of the group members vs.  their interpersonal  ski l l s?  Which  ski l l s  seemed  most important in  helping  the group 

function  wel l?   

  2.    Identify some examples of worst jobs.  What conditions of these jobs made them  unpleasant?  To what 

extent were these conditions related  to behaviours of ind ividuals?   

  3.    Develop a  l i st of  organ izational  puzzles,  that i s,  behaviour you  have observed  in  organ izations that seemed  

to make l i ttle  sense.  As the term  progresses,  see i f you  can  begin  to expla in  these puzzles,  using  your knowl-

edge of OB.     

B R E AKO U T  G ROU P  E X E R C I S E S  

 Jekyll and Hyde 

  E T H I C A L  D I L EMMA  

 Lets  assume that you  have been  offered  a  job  by J ekyl l  

C orpora t i on ,  a  compan y i n  th e  con sumer  p rodu cts 

industry.  The job i s  in  your chosen  career path .  

 J ekyl l  C orpora ti on  h as  offered  you  a  posi ti on  th a t 

wou ld  beg i n  two  weeks  a fter  you  g radua te.  The  j ob 

responsibi l i ties  are  appeal ing  to  you,  make good  use of 

your train ing,  and  are intrinsical ly interesting.  The company 

seems wel l  posi tioned  financia l ly,  and  you  have met the 

individual  who would  be your supervisor,  who assures you  

that the future prospects for your position  and  career are 

Learn  about yoursel f wi th  the  PIA col l ection  of on l ine  exerci ses.  Designed  to  promote  sel f-reflection  and  engage-

ment,  these assessments wi l l  enhance your abi l i ty to connect with  the key concepts of organ izational  behaviour.  Go to 

MyManagementLab to access the assessments.

   P E R S O N AL  I N VE N TORY  A S S E S S M E N T

P I A
PERSONAL  

INVENTORY 

ASSESSMENT
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30  Part 1  U nderstand ing  The  Workpl ace

bright.  Several  other graduates of your program  work at 

Jekyl l  Corporation,  and  they speak qu ite positively of the 

company and  promise to socia l ize and  network with  you  

once you  start.  

 As  a  company,  J ekyl l  Corporation  promotes i tsel f as 

a  fa i r-trade and  susta inable  organ ization .  Fa i r trade i s  a  

trading  partnershipbased  on  dialogue,  transparency,  and  

respectthat seeks greater equity in  international  trade.  I t 

contributes to sustainable development by offering  better 

trad ing  cond i tions  to,  and  securing  the  righ ts  of,  l oca l  

producers  and  businesses.  Fa i r-trade  organ i zations  a re 

actively engaged  in  supporting  producers and  sustainable 

environmental  farming  practices,  and  fa i r-trade practices 

proh ibit ch i ld  or forced  labour.  

 Yesterd ay,  G abri e l  U ttersona  h uman  resou rces 

manager at Jekyl l  Corporationcal led  you  to d iscuss the 

in i tia l  terms of the  offer,  wh ich  seemed  reasonable  and  

standard  for the industry.  However,  one aspect was not 

mentioned:  your starting  sa lary.  Gabriel  sa id  Jekyl l  i s  an  

in ternal ly transparent organ izationthere are no secrets.  

Wh i le  the  fi rm  very much  wants  to  h i re  you ,  there  are 

l im its to what i t can  afford  to offer,  and  before i t makes 

a  formal  offer,  i t was reasonable to ask what you  would  

expect.  Gabriel  wanted  you  to  th ink about your sa lary 

expectation  and  cal l  back tomorrow.  

 B efore  ca l l i ng  G abri e l ,  you  though t l ong  and  h a rd  

about what i t  wou ld  take  to  accept J ekyl l  Corporation s 

offer.  You  have  a  number i n  m ind ,  wh ich  may or may 

n o t  b e  th e  s am e  n um ber  you  g i ve  G a b r i e l .  Wh a t 

sta rti n g  sa l a ry  wou ld  i t  take  for  you  to  a ccept  J ekyl l  

Corporation s  offer?  

  Questions 

    1 .    What starting  sa lary wi l l  you  g ive Gabriel?  What 

sa lary represents the min imum offer you  would  

accept?  I f these two numbers are d i fferent,  why?  

Does g iving  Gabriel  a  d i fferent number than  your 

 internal  number violate Jekyl l  Corporations 

transparent cu lture?  Why or why not?   

   2.    Assume that you  have received  another offer from  

Hyde Associates.  Like the Jekyl l  job,  th is position  i s  

on  your chosen  career path  and  in  the consumer 

products industry.  Assume,  however,  that you  have 

read  in  the news that  Hyde Associates has been  

cri ticized  for unsustainable manufacturing  practices 

that may be harmfu l  to  the environment.  I t has 

further been  criticized  for unfair trade practices and  

for employing  underage ch i ldren.  Would  these cri ti -

cisms change whether you  would  be wi l l ing  to take 

the job?  Why or why not?   

   3 .    These scenarios are based  on  studies of corporate 

socia l  responsibi l i ty (CSR) practices that show con-

sumers general ly charge a  kind  of rent to  compa-

n ies that do not practice CSR.  In  other words,  they 

general ly expect a  substantia l  d iscount in  order to 

buy a  product from  Hyde rather than  from  Jekyl l .  

For example,  i f Jekyl l  and  Hyde sold  coffee,  people 

would  pay a  premium  of $1 .40 to buy coffee from  

Jekyl l  and  demand  a  d iscount of $2 .40 to buy cof-

fee from  Hyde.  Do you  th ink th is preference would  

affect your job choice decision?  Why or why not?      

    C AS E  I N C I D E N T S  

  Apple Goes Global 

 I t  was not long  ago that products from  Apple,  perhaps 

the most recognizable name in  electronics manufacturing  

around the world,  were made entirely in  the United States.  50   

This is not so anymore.  Now,  almost al l  of the approximately 

70 mi l l ion  iPhones,  30 mi l l ion  iPads,  and  59 mi l l ion  other 

Apple products sold  yearly are manufactured  overseas.  This 

change represents more than  20 000 jobs directly lost by US 

workers,  not to mention  more than  700 000 other jobs and  

business g iven  to foreign  companies in  Asia,  Europe,  and  

elsewhere.  The loss is not temporary.  As the late Steve Jobs,  

Apples iconic co-founder,  told  US President Obama,  Those 

jobs arent coming  back.  

 Vancouver-based  Lu lu lemon  Ath letica  has a l so trans-

ferred  many j obs  ou t  of  C anada  to  coun tri es  such  a s 

C ambod i a  and  Bang l adesh .  When  the  company f i rst 

started  in  1 998,  a l l  of i ts factories were located  in  Canada.  

By 2007,  on ly 50 percent of the factories were in  Canada  

and  now that figure i s  on ly 3  percent.  

 At fi rst g lance,  the transfer of jobs from  one workforce 

to another would  seem to h inge on  a  d ifference in  wages,  

and  that certa in ly i s  one of the reasons for the move to 

overseas factories.  Rather,  and  of more concern ,  Apples 

leaders bel ieve the  in trinsic characteri sti cs of the labour 

force  ava i l ab le  to  them  i n  C h inawh ich  they i den ti fy 

as  fl exib i l i ty,  d i l i gence,  and  i ndustri a l  ski l l sare  supe-

rior to  those of the North  American  labour force.  Apple  

executi ves  te l l  stori es  of  shorter l ead  times  and  faster 

manufacturing  processes in  Ch ina  that are  becoming  the 
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Chapter 1  What  I s  Organ i za tiona l  Behaviou r?  31

stu ff of company l egend .   The  speed  and  fl exib i l i ty i s  

breathtaking,  one executive sa id .   Theres no American  

plant that can  match  that.  Another sa id ,  We shou ldn t 

be  cri ti ci zed  for  u s i ng  C h i nese  workers.  The  U . S .  h a s 

stopped  producing  people with  the ski l l s  we need.  

 Th e  percepti on  o f  a n  oversea s  a d van tag e  m i g h t 

suggest that the North  American  workforce needs to be 

better led,  better tra ined,  more effectively managed,  and  

more motivated  to be proactive and  flexible.  I f Canadian  

and  US workers are less motivated  and  less adaptable,  i ts 

hard  to imagine how that does not spel l  trouble  for the 

future of the North  American  workforce.  

 There i s  an  ongoing  debate whether compan ies such  

as Lu lu lemon  and  Apple serve as examples of the fa i lure 

of North  America  to  ma in ta in  manufacturing  p lants  a t 

home or whether these companies should  best be viewed  

as examples of g lobal  ingenuity.  

  Questions 

    1 .    What are the pros and  cons for local  and  overseas 

labour forces for companies going  g lobal?  What 

are the potentia l  pol i tical  impl ications for country 

relationsh ips?   

   2.    How cou ld  managers  u se  i ncreased  worker 

fl exibi l i ty and  d i l igence  to  increase  the  competi -

ti veness  of thei r manufacturing  si tes?  What 

wou ld  you  recommend?      

  Era of the Disposable Worker? 

 The great g lobal  recession  has cla imed  many victims.  51   In  

many countries,  unemployment i s  at near-h istoric h ighs,  

and  even  those  who have  managed  to  keep  thei r j obs 

have often  been  asked  to accept reduced  work hours or 

pay cuts.  Another consequence of the  current business 

and  economic environment is an  increase in  the number of 

ind ividuals employed  on  a  temporary or contingent basis.  

 The statistics on  temporary workers are grim.  Increases 

in  layoffs mean  that many jobs formerly considered  safe 

have become  temporary  in  the sense that they could  

d i sappea r  a t  a n y  t ime  wi th  l i tt l e  wa rn i n g .  Foreca sts 

suggest that the next 5  to  1 0  years wi l l  be  sim i lar,  with  

smal l  pay increases,  worse working  condi tions,  and  low 

levels of job  securi ty.  As Peter Cappel l i  of the  Un iversi ty 

of Pennsylvan ias Wharton  School  notes,   Employers are 

trying  to  get ri d  of a l l  fi xed  costs.  F i rst they d id  i t  with  

employment benefits.  Now theyre doing  i t with  the jobs 

themselves.  Everyth ing  i s  variable.  

 We m ight suppose  that these  corporate  actions  are 

largely taking  place in  an  era  of d imin ish ing  profitabi l ity.  

However,  data  from  the financial  sector are not consistent 

wi th  th i s  explanation .  Among   Fortune   500  compan ies,  

2009 saw the second-largest jump in  corporate earn ings 

in  the l i sts 56-year h istory.  Moreover,  many of these gains 

don t  appear to  be  the  resu l t  of i n creases  i n  revenue.  

Rather,  they reflect d ramatic decreases  i n  l abour costs.  

One equ ity market researcher noted,   The largest part of 

the gain  came from lower payrol ls rather than  the sluggish  

rise in  sa les .  .  .   Wages a lso rose on ly sl ightly during  th is 

period  of rapid ly increasing  corporate profitabi l i ty.  

 Some observers suggest that the very nature of corporate 

profit monitoring  is to blame for the discrepancy between  

corporate profi tabi l i ty and  outcomes for workers.  Some 

have noted  that teachers whose evaluations are based  on  

standard ized  test scores tend  to  teach  to the  test,  to 

the detriment of other areas of learning.  In  the same way,  

when  a  company is judged  primari ly by the single metric of 

a  stock price,  executives natural ly try their best to increase 

th is number,  possibly to the detriment of other concerns 

such  as employee wel l -being  or corporate cu lture.  On  the 

other hand,  others defend  corporate actions that increase 

the degree to which  they can  treat labour flexibly,  noting  

that i n  an  increasing ly competi ti ve  g loba l  marketplace,  

i t m ight be  necessary to  sacri fice  some jobs to save the 

organ ization  as a  whole.  

 The  i ssues  of how executi ves  make deci sions  about 

workforce  a l l oca tion ,  how j ob  secu ri ty and  corporate 

loyalty influence employee behaviour,  and  how emotional  

reacti on s  come  to  su rround  th ese  i ssues  a re  a l l  core 

components of OB  research.  

  Questions 

    1 .    To what extent can  ind ividual  business decisions (as 

opposed  to economic forces)  expla in  deterioration  

in  working  conditions for many workers?   

   2.    Do business organ izations have a  responsibi l i ty to 

ensure that employees have secure jobs with  good  

working  conditions,  or i s  their primary responsibi l i ty 

to  shareholders?   

   3 .    What a l ternative measures of organ izational  per-

formance,  besides share prices,  do you  th ink might 

change the focus of business leaders?            
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   FROM  CONCEPTS TO SKILLS  

Robert Quinn,  Kim  Cameron,  and  their col leagues have developed  a  model  

known  as the  Competing  Values Framework  that can  help  us identify 

some of the most usefu l  ski l l s.  52   They note that the range of i ssues orga-

n izations face can  be d ivided  a long  two d imensions:  an  internal-external  

and  a  flexibi l i ty-control  focus.  Th is idea  i s  i l lustrated  in   Exh ibit   1 -7    .  The 

in ternalexternal  d imension  refers to the extent that organ izations focus 

on  one of two d irections:  ei ther inwardly,  toward  employee needs and  

concerns and/or production  processes and  internal  systems;  or outwardly,  

toward  such  factors as the marketplace,  government regulations,  and  the 

changing  socia l ,  environmental ,  and  technological  conditions of the fu-

ture.  The flexibi l i tycontrol  d imension  refers to  the competing  demands of 

organ izations to stay focused  on  doing  what has been  done in  the past vs.  

being  more flexible in  orientation  and  outlook.   

 Because organ izations face the competing  demands shown  in   Exh ibit 

  1 -7    ,  i t becomes obvious that managers and  employees need  a  variety of 

ski l l s  to help  them  function  with in  the various quadrants at d i fferent points 

in  time.  For instance,  the ski l l s  needed  to operate an  efficient assembly-l ine 

process are not the same as those needed  to scan  the external  environ-

ment or to create opportun ities in  anticipation  of changes in  the environ-

ment.  Quinn  and  h is col leagues use the term   master manager  to  ind icate 
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  Developing 
Interpersonal 
Skills 

 We note in  th is chapter that 

having  a  broad  range of 

in terpersonal  ski l l s  to draw 

on  makes us more effective 

organ izational  participants.  

So what kinds of in terper-

sonal  ski l l s  does an  ind ividual  

need  in  todays workplace?  

  EXHIBIT 1 -7   Competing  Values Framework 

Flexibi l ity

In
t
e
r
n
a
l 
F
o
c
u
s

E
x
t
e
r
n
a
l F
o
c
u
s

Control

       Source:   Adapted  from  K.  Cameron  and  R.  E .  Qu inn ,  D iagnosing  and  Changing  

Organizational  Cu lture:  Based  on  the Competing  Values Framework,  2006,  

ISBN:  9780787982836,  Fig  3 . 1 ,  pg .  35.  Copyright  John  Wi ley & Sons.   
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  EXHIBIT 1 -8  Skil ls  for Mastery in  the New Workplace 

Flexibil ity

Internal External

Control

Mentor Innovator

1 .  Understanding  
    yourself and  others
2 .  Interpersonal
    communication
3.  Developing  
    subordinates

1 .  Team  bui ld ing
2 .  Participative 
    decision  making
3.  Con ict 
    management

1 .  Receiving  and  
    organ izing  information
2.  Evaluating
    routine information
3.  Responding  to 
    routine information

1 .  Plann ing
2 .  Organ izing
3 .  Control l ing

1 .  Taking  in i tiative
2 .  Goal  setting
3.  Delegating  effectively

1 .  Personal  productivity
    and  motivation
2 .  Motivating  others
3 .  Time and  stress
    management

1 .  Bu i ld ing  and  maintain ing
    a  power base
2 .  Negotiating  agreement
    and  commitment
3 .  Negotiating  and  
    sel l ing  ideas

1 .  Living  with  change
2 .  C reative th inking
3.  Managing  change

Faci l i tator

Monitor

Director

Producer

Broker

Coordinator

       Source:   R.  E.  Quinn,   Beyond Rational Management  (San  Francisco:  Jossey-Bass,  1 988),  p.   86 .  

Copyright  John  Wiley & Sons.   

that successfu l  managers learn  and  apply ski l l s  that wi l l  help  them  man-

age across the range of organ izational  demands;  at some times moving  

toward  flexibi l i ty,  at others moving  toward  control ,  sometimes being  more 

internal ly focused,  sometimes being  more external ly driven.  53   

 As organ izations increasingly cut their layers,  reducing  the number of 

managers whi le  a lso relying  more on  the use of teams in  the workplace,  

the ski l l s  of the master manager apply as wel l  to the employee.  In  other 

words,  considering  the Competing  Values Framework,  we can  see that 

both  managers and  ind ividual  employees need  to learn  new ski l l s  and  new 

ways of interpreting  their organ izational  contexts.  Continu ing  to use tra-

d itional  ski l l s  and  practices that worked  in  the past i s  not an  option.  The 

growth  in  sel f-employment a lso ind icates a  need  to develop more interper-

sonal  ski l l s,  particu larly for anyone who goes on  to bu i ld  a  business that 

involves h i ring  and  managing  employees.  

  Exh ibit   1 -8     outl ines the many ski l l s  required  of todays manager.  I t g ives 

you  an  ind ication  of the complex roles that managers and  employees fi l l  

in  the changing  workplace.  The ski l l s  are organ ized  in  terms of four major 

roles:  maintain ing  flexibi l i ty,  maintain ing  control ,  maintain ing  an  external  

focus,  and  maintain ing  an  internal  focus.  Identifying  your own  strengths 

and  weaknesses in  these ski l l  areas can  g ive you  a  better sense of how 

close you  are to becoming  a  successfu l  manager.   

 On  the flexibi l i ty side,  organ izations want to inspire their employees to-

ward  h igh-performance behaviour.  Such  behaviour includes looking  ahead  

to the future and  imagin ing  possible new d irections for the organ ization.  

To do these th ings,  employees need  to th ink and  act l ike mentors and  

faci l i tators.  I t i s  a l so important to have the ski l l s  of innovators and  brokers.  
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34 Part 1  U nderstand ing  The  Workpl ace

On  the control  side,  organ izations need  to set clear goals about produc-

tivi ty expectations,  and  they have to develop and  implement systems to 

carry out the production  process.  To be effective on  the production  side,  

employees need  to have the ski l l s  of monitors,  coordinators,  d i rectors,  and  

producers.  The  Experiential Exercise   on  page  29   helps you  better under-

stand  how closely your views on  the ideal  ski l l s  of managers and  leaders 

match  the ski l l s  needed  to be successfu l  in  the broad  range of activi ties 

that managers and  leaders encounter.  

 At th i s  point,  you  may wonder whether i ts  possible  for people  to 

learn  a l l  of the  ski l l s  necessary to  become a  master manager.  More 

important,  you  may wonder whether we can  change our i nd ividual  style,  

say from  more control l ing  to  more flexible.  Here  i s  what Peggy Kent,  

cha i r,  former president,  and  CEO of Century M in ing  Corporation  (a  

m id-tier C anad ian  gold  producer),  sa id  about how her manageria l  style 

changed  from  control l ing  to  more flexible  over time:   I  started  out being  

very d ictatoria l .  Everybody in  head  office reported  to  me.  I  had  to  l earn  

to  trust other executives so  we cou ld  work out problems together.   54  So,  

wh i le  i t  i s  probably true  that each  of us  has a  preferred  style  of operating,  

i t  i s  a l so  the case  that we can  develop  new ski l l s  i f that i s  someth ing  we 

choose to  do.   

  Practising  

Skil ls 

 As the father of two young  ch i ldren,  Marshal l  Rogers thought that serv-

ing  on  the board  of Marysvi l le  Daycare would  be a  good  way to stay in  

touch  with  those who cared  for h is ch i ldren  during  the day.  55   But he never 

dreamed  that he would  become involved  in  un ionmanagement negotia-

tions with  daycare-centre employees.  

 Late one Sunday even ing,  in  h is n inth  month  as president of the daycare 

centre,  Rogers received  a  phone cal l  from  Grace Ng,  a  un ion  representa-

tive of the Provincial  Government Employees  Un ion  (PGEU).  Ng  informed  

Rogers that the daycare employees would  be un ion ized  the fol lowing  

week.  Rogers was stunned  to hear th is news.  Early the next morning,  he 

had  to present h is new marketing  plan  to sen ior management at Techtronix 

Industries,  where he was vice-president of marketing.  Somehow he made 

i t through  the meeting,  wondering  why he had  not been  aware of the 

employees  unhappiness,  and  how th is action  would  affect h is ch i ldren.  

 Fol lowing  h is presentation,  Rogers received  documentation  from  the 

Labour Relations Board  ind icating  that the daycare employees had  been  

working  to un ion ize themselves for more than  a  year.  Rogers immediately 

contacted  Xavier Bresl in ,  the boards vice-president,  and  together they 

determined  that no one on  the board  had  been  aware that the daycare 

workers were unhappy,  let a lone prepared  to join  a  un ion.  

 Hoping  that there  was some sort of m i sunderstand ing ,  Rogers  ca l l ed  

Emma  Reynaud,  the  Marysvi l l e  supervi sor.  Reynaud  attended  most 

board  meetings,  but had  never mentioned  the  un ion-organ izing  d ri ve.  

Yet Reynaud  now told  Rogers that she had  actively encouraged  the other 

daycare employees to consider join ing  the PGEU  because the board  had  

not been  interested  in  the employees  concerns,  had  not increased  their 

wages sufficiently over the past two years,  and  had  not maintained  com-

munication  channels between  the board  and  the employees.  
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  Reinforcing  

Skil ls 

 Al l  of the board  members had  fu l l -time jobs elsewhere,  and  many were 

upper- and  middle-level  managers in  their own  companies.  They were 

used  to deal ing  with  unhappy employees in  their own  workplaces,  a lthough  

none had  experienced  a  un ion-organ izing  drive.  Like Rogers,  they had  

chosen  to serve on  the board  of Marysvi l le  to stay informed  about the 

day-to-day events of the centre.  They had  not real ly thought of themselves 

as the centres employer,  a l though,  as board  members,  they represented  

a l l  the parents of ch i ldren  enrol led  at Marysvi l le.  Their main  tasks on  the 

daycare-centre board  had  been  setting  fees for the ch i ldren  and  wages for 

the daycare employees.  The board  members usual ly saw the staff mem-

bers several  times a  week,  when  they picked  up their ch i ldren,  yet the 

unhappiness represented  by the un ion-organ izing  drive was surprising  to 

a l l  of them.  When  they met at an  emergency board  meeting  that even ing,  

they tried  to evaluate what had  gone wrong  at Marysvi l le.  

Questions 

1 .   I f you  were ei ther a  board  member or a  parent,  how would  you  

know that the employees taking  care of your ch i ldren  were unhappy 

with  their jobs?   

2.   What m ight you  do i f you  learned  about their unhappiness?   

3.   What m ight Rogers have done d i fferently as president of the board?   

4.   In  what ways does th is case i l lustrate that knowledge of OB  can  be 

appl ied  beyond  your own  workplace?      

1 .   Ta lk to  several  managers you  know and  ask them  what ski l l s  they 

th ink are most important in  todays workplace.  Ask them  to specifi -

cal ly consider the use of teams in  their workplace,  and  what ski l l s  

their team  members most need  to have but are least l ikely to have.  

How might you  use th is information  to develop greater interpersonal  

ski l l s?   

2.   Ta lk to  several  managers you  know and  ask them  what ski l l s  they 

have found  to be most important in  doing  their jobs.  Why d id  they 

find  these ski l l s  most important?  What advice would  they g ive a  

would-be manager about ski l l s  worth  developing?     
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    C H A P T E R

  L E ARN I N G  O U TCOM ES 

     Can  a  manager wi th  a  hard -driving persona l i ty 

 a ttract employees who have the same kind  

of d rive?  

2 

 After studying  this chapter,  you  should  be able to:  

  1    Define  perception ,  and explain  the factors that influence i t.   

  2    Explain  attribution  theory,  and l ist the three determinants of attribution.   

  3    Describe personal i ty,  the way i t is measured,  and the factors that shape i t.   

  4    Describe the Myers-Briggs Type Indicator personal ity framework and i ts 

strengths and weaknesses.   

  5    Identify the key traits in  the Big  Five Personal i ty Model .   

  6    Demonstrate how the Big  Five personal i ty traits predict behaviour at work.   

  7    Di fferentiate between emotions and moods.   

  8    Show the impact of emotional  labour on  employees.   

  9    Contrast the evidence for and against the existence of emotional   intell igence.   

  10    Identify strategies for emotion  regulation  and their l ikely effects.    

  Perception,  Personality,  

and Emotions  
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atthew Corrin  i s  CEO of Fresh i i ,  a  rapid ly 

expand ing cha in  of restaurants that fea-

ture fresh  ingred ients from  organ ic and  

loca l  farms.  1   

 After graduating from  Western  Un i-

versi ty and  in tern ing in  New York Ci ty for a  few 

years,  Corrin  started  Fresh i i  in  Toronto.  Today,  the 

company has more US than  Canad ian  restaurants,  

i s  headquartered  in  Ch icago,  and  has expanded  

in to Austria ,  Ch ina ,  Colombia ,  Switzerland ,  and  the 

Un i ted  Arab Emirates.  

 Corrin  started  Fresh i i  from  h is parents  house 

when  he was 23;  now 32,  he runs a  company 

whose annua l  revenues approach  $100 

m i l l ion .  H is  unusua l  persona l i ty may 

expla in  much  of h is  early and  rapid  

success.  Corrin  i s  known  for 

h is outsized  ambitions;  in  

fact,  he in tends to have 1000 

restaurants in  the next few years and  wants to create a  globa l ,  icon ic 

brand  as ubiqu i tous as Starbucks.  Asked  to describe h is ph i losophy in  h i ring 

managers,  Corrin  commented ,  Merely good   managers need  not apply.  You  wi l l  

on ly fi t in to our organ ization  i f you re a  super-ach iever.   

 Corrin  i s  a lso known  for h is hard-driving ways.  He demands the best from  others

fa i lure i s  not an  option ,   he saysand  is  not a fra id  to do what i t takes to succeed .  He a lso 

says:   I  th ink the trad i tiona l  restaurant mantra  i s,   I f you  bu i ld  i t,  they wi l l  come.   I  th ink that 

i s  just so old  school .  So our ph i losophy i s bu i ld  i t and  then  gueri l l a  market the hel l  ou t of i t 

to make them  come.  

 Corrin  might be described  as somewhat narcissistic.  He expects those around  h im  to 

adapt to h is personal ity.  He a lso enjoys being the centre of attention  and  l ikes being recog-

n ized.  I n  fact,  some might perceive h im  as a  med ia  hog.  He loves rubbing elbows with  celebri-

ties:  Ryan  Seacrest and  Ashton  Kutcher attended  one of Freshi i s grand  openings in  New York.  

 Al l  of our behaviour is  somewhat shaped  by our perceptions,  persona l i ties,  emotions,  

and  experiences.  I n  th is  chapter,  we consider the role that perception  plays in  a ffecting the 

way we see the world  and  the people around  us.  We a lso consider how persona l i ty charac-

teristics affect our a tti tudes toward  people and  si tuations.  We then  consider how emotions 

shape many of our work-related  behaviours.                

Chapter 2  Perception ,  Persona l i ty,  and  Emoti on s  37

  M

 Individual 

differences can have 

a large impact on 

how groups and 

organizations 

function.  

 THE BIG  IDEA 
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   What causes people to have different perceptions of the same situation?  

    Can  people be mistaken in  their perceptions?  

    Whom do you  tend to blame when  someone makes a mistake? Ever 

wonder why?  

    Have you  ever misjudged a person? Do you  know why?  

    Can  perception  real ly affect outcomes?  

    Are people born  with  their personal ities?  

    Ever wonder why the grocery clerk is always smi l ing?   

   OB I S  FOR  EVERYONE 
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  Perception  

   Perception    is the process by which individuals organize and interpret their impressions 

to give meaning to their environment.  However,  what we perceive can be substantially 

different from objective reality.  We often disagree about what is real.    

 Perception is important to organizational behaviour (OB)  because peoples behav-

iour is based on their perception of what reality is,  not on reality itself.   The world as it is 

perceived is the world that is behaviourally important.   A recent study of political behaviour 

suggests that once individuals hold particular perceptions,  it can be difficult to change 

their minds,  even if they are shown contrary evidence.  2  

  Factors That I nfluence Perception 

 A number of factors shape and sometimes distort percep-

tion.  These factors can reside in the  perceiver ;  in the object,  

or  target ,  being perceived;  or in the  situation   in which the 

perception is made.   Exhibit   2-1     summarizes the factors that 

influence perception.        

  The  Perceiver 

 When you (the perceiver)  look at a target,  your interpretation of what you see is 

heavily influenced by your personal characteristicsattitudes,  motives,  interests,  past 

experiences,  and expectations.  For instance,  if you expect police officers to be authori-

tative,  you may perceive them as such,  regardless of their actual traits.  A recent study 

found that peoples perceptions of others reveal a lot about the people themselves.  3   

People with positive perceptions of others  tended to  describe themselves (and be 

described by others)  as enthusiastic,  happy,  kind-hearted,  courteous,  emotionally 

stable and capable. Negative perceptions of others were related to increased narcissism 

and antisocial behaviour.    

  1    Define  perception ,  and  
explain  the factors that 

influence i t.     

  EXHIBIT 2-1   Factors That Influence Perception       

Perception

The Target

  Novelty

  Motion  

  Sounds

  Size

  Background

  Proximity

  Similarity

The Situation

  Time

  Work setting  

  Social  setting

The Perceiver

  Attitudes

  Motives 

  Interests

  Experience

  Expectations

  perception       The process by which  

individuals organize and interpret their 

impressions in  order to give meaning  

to their environment.    

 What causes 

people to have 

different percep-

tions of the same 

situation? 

     Watch  on  MyManagementLab

Orph eu s  G rou p  Cas t i n g :  S oc i a l  

Perception  and Attribution  
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  The  Target 

 A targets characteristics also affect what we perceive.  Loud people are more likely to be 

noticed in a group than are quiet ones.  So too are extremely attractive or unattractive 

individuals.  Novelty,  motion,  sounds,  size,  and other characteristics of a target shape 

the way we see it.  

 Because we dont look at targets  in isolation,  the relationship of a target to  its 

background influences perception.  For instance,  we often perceive women,  Aboriginal 

people,  Asians,  or members of any other group that has clearly distinguishable charac-

teristics as alike in other,  unrelated ways as well.   

  The  Si tuation  

 Context matters too.  The time at which we see an object or event can influence atten-

tion,  as can location,  light,  heat,  or any number of situational factors.  For example,  at a 

nightclub on Saturday night,  you may not notice someone decked out.  Yet that same 

person so attired for your Monday morning management class would certainly catch 

your attention.  Neither the perceiver nor the target changed between Saturday night 

and Monday morning,  but the situation is different.    

  Perceptual  Errors 

 Perceiving and interpreting why others do what they do 

takes time.  As a result,  we develop techniques to make this 

task more manageable.  These techniques are frequently 

valuablethey allow us  to  make accurate perceptions 

rapidly and provide valid data for making predictions.  

However,  they are not foolproof.  They can and do get us 

into trouble.  Some of the errors that distort the perception 

process are attribution theory,  selective perception,  halo 

effect,  contrast effects,  projection,  and stereotyping.     

  Attribution  Theory  

   Attribution theory    tries  to  explain the ways we judge 

people differently,  depending on the meaning we attribute 

to a given behaviour.  4  Basically,  the theory suggests that 

when we observe what seems like atypical behaviour by an 

individual,  we try to make sense of it.  We consider whether 

the individual is responsible for the behaviour (the cause 

is internal) ,  or whether something outside the individual 

caused the behaviour (the cause is external).   Internally  caused 

behaviours are those an observer believes to be under the 

personal behavioural control of another individual.   Externally  caused behaviours are what 

we imagine the situation forced the individual to do.  For example,  if a student is late for 

class,  the instructor might attribute his lateness to partying into the wee hours of the 

morning and then oversleeping.  This would be an internal attribution.  But if the instructor 

assumes that a major automobile accident tied up traffic on the students regular route 

to school,  he or she is making an external attribution.  In trying to determine whether 

behaviour is internally or externally caused,  we rely on three rules about the behaviour:  

(1 )  distinctiveness,  (2)  consensus,  and (3)  consistency.  Lets discuss each of these in turn.        

  Distinctiveness     Distinctiveness    refers to whether an individual acts similarly across a 

variety of situations.  Is the student who arrives late for class today also the one who is 

always goofing off in team meetings and not answering urgent emails?  What we want 

to know is whether this behaviour is unusual.  If it is,  we are likely to give it an external 

attribution.  If its not,  we will probably judge the behaviour to be internal.      

  2    Explain  attribution  theory,  
and l ist the three deter-

minants of attribution.   

  attribution  theory      The theory that 

when  we observe what seems l ike 

atypical  behaviour by an  individual ,  

we attempt to determine whether i t is 

internal ly or external ly caused.    

  distinctiveness      A behavioural  rule 

that considers whether an  individual  

acts simi larly across a variety of 

situations.    

 Can  people be 

mistaken  in  their 

perceptions? 

 Whom do you  

tend to blame 

when someone 

makes a mistake? 

Ever wonder why? 
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  Consensus   If everyone who is faced with a similar situation responds in the same way,  

we can say the behaviour shows   consensus   .  The tardy students behaviour would meet 

this criterion if all students who took the same route to school were also late.  From 

an attribution perspective,  if consensus is high,  you would probably give an external 

attribution to the students tardiness.  But if other students who took the same route 

made it to class on time,  you would attribute the cause of lateness for the student in 

question to an internal cause.      

  Consi stency   Finally,  an observer looks for   consistency   

in a persons actions.  Does the person respond the same 

way over time?  If a student is  usually on time for class,  

being 10 minutes late will be perceived differently from the 

student who is late almost every class.  The more consistent 

the behaviour,  the more we are inclined to attribute it to 

internal causes.        

  Exhibit   2-2     summarizes the key elements in attribu-

tion theory.  It illustrates,  for instance,  how to evaluate an 

employees behaviour on a new task.  To do this,  you might note that employee Emma 

generally performs at about the same level on other related tasks as she does on her 

current task (low distinctiveness) .  You see that other employees frequently perform 

differentlybetter or worsethan Emma does on that current task (low consensus) .  

Finally,  if Emmas performance on this  current task is  consistent over time (high 

consistency) ,  you or anyone else who is judging Emmas work is  likely to hold her 

primarily responsible for her task performance (internal attribution) .     

  How Attributions  Get Distorted    One of the more interesting findings from attribution 

theory is that there are errors or biases that distort attributions.  When we judge the 

behaviour of other people,  we tend to underestimate the influence of external factors 

and overestimate the influence of internal,  or personal,  factors.  5   This   fundamental 

attribution error   can explain why a sales manager attributes the poor performance of 

his or her sales agents to laziness rather than acknowledging the impact of the innovative 

  EXHIBIT 2-2   Attribution  Theory       

Observation Interpretation
Attribution
of cause

External

High
(Seldom)

Low
(Frequently)

H igh
(Frequently)

Low
(Seldom)

H igh
(Frequently)

Low
(Seldom)

Internal

External

Internal

Internal

External

Individual

behaviour

Distinctiveness

(How often  does the
person  do th is  in  
other si tuations?)

Consensus

(How often  do other 
people do th is  in  
sim i lar si tuations?)

Consistency

(How often  d id  the
person  do th is  in  

the past?)

  consensus      A behavioural  rule that 

considers whether everyone faced 

with  a simi lar situation  responds in  

the same way.   

  consistency      A behavioural  rule 

that considers whether the individual  

has been  acting in  the same way 

over time.    

  fundamental  attribution  error  

    The tendency to underestimate the 

influence of external  factors and  

overestimate the influence of internal  

factors when making  judgments 

about the behaviour of others.    

 Have you  ever 

misjudged a 

person? Do you  

know why? 
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product line introduced by a competitor.  A 2011  study suggests that this same error occurs 

when we judge leaders as charismatic,  based on limited information.  6  For instance,  Steve 

Jobs,  Apples co-founder,  gave spellbinding presentations that led him to be considered 

a charismatic visionary.  What the audience did not see were the ten hours of practice 

Jobs [committed]  to every ten minute pitch, without which he might have looked less 

charismatic.  7     

 We use   self-serving bias    when we judge ourselves,  however.  This means that when 

we are successful,  we are more likely to believe it was because of internal factors,  such 

as ability or effort.  When we fail,  however,  we blame external factors,  such as luck.  

In general,  people tend to believe that their own behaviour is more positive than the 

behaviour of those around them.  Research suggests,  however,  that individuals tend 

to overestimate their own good behaviour,  and underestimate the good behaviour of 

others.  8    Exhibit   2-3     illustrates this point.       

  Selective  Perception  

 Because its impossible for us to see everything,  any characteristic that makes a person,  

object,  or event stand out will increase the probability that it will be perceived.  Thus 

you are more likely to notice cars that look like your own.  It also explains why some 

people may be reprimanded by their manager for doing something that goes unnoticed 

when other employees do it.  Since we cannot observe everything going on about us,  we 

engage in   selective perception   .     

 How does selectivity work as a shortcut in judging other people? Since we cannot take 

in all that we observe,  we take in bits and pieces.  But we do not choose randomly;  rather,  

we select according to our interests,  background,  experience,  and attitudes.  Selective 

perception allows us to speed-read others,  but not without the risk of coming to an 

inaccurate conclusion.  Because we see what we want to see,  we can draw unwarranted 

conclusions from an ambiguous situation.  Selective perception led the Law Society of 

BC to discriminate against lawyers who suffer from a mental illness,  as  Focus on Diversity  

shows.         

  EXHIBIT 2-3   Percentage of Individuals Rating  Themselves Above Average on  Each  Attribute      

Sense of humour Abi l ity to get 
a long  with  others

84%

Performance
0%

20%

40%

60%

80%

1 00%

78%

96%

  Source:   Based  on  C .  Merkle and  M .  Weber,   True OverconfidenceThe Inability of Rational Information Processing to Account for 

Overconfidence   (March  2009).  Avai lable at SSRN:   h ttp: //ssrn . com/abstract=1 373675  .   

  self-serving bias      The tendency 

for individuals to attribute their own 

successes to internal  factors whi le 

putting  the blame for fai lures on  

external  factors.    

  selective perception       Peoples 

selective interpretation  of what they 

see based on  their interests,  back-

ground,  experience,  and attitudes.    
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 Law Societys Question  About Mental  
Health  Chal lenged  

  Should  employees be required  to reveal  that they have a  

mental  i l lness?  In  Ju ly 201 1 ,  the BC  Human  Rights Tribunal  

ru l ed  that the  Law Society of BC  had  d i scrim inated  aga in st 

a  l awyer wi th  a  menta l  d i sabi l i ty.  1 0   The  lawyer,  Peter Mokua  

G ichuru,  was awarded  a lmost $1 00 000 by the tribunal .  

 G ichurus problems started  when  he began  applying  for work as an  articl ing  student and  

had  to fi l l  out a  law society admission  program  form  with  the fol lowing  question :   Have 

you  ever been  treated  for schizophrenia,  paranoia,  or a  mood  d isorder described  as a  major 

affective i l lness,  bipolar mood  d isorder,  or manic depressive i l lness?  He answered   yes.  

 G ichuru  had  been  suffering  from bouts of depression  for almost five years and  was on  

antidepressants when  he was faced  with  the law societys question.  He felt that h is articles 

were delayed  because he answered  truthful ly about h is mental  health.  He a lso felt that h is 

d ifficulties in  keeping  h is articl ing  positions and  finding  others were a  result of h is answer 

to the question.  

 In  making  its determination,  the tribunal  found  that the law society,  whi le acting  in  good  

faith,  went beyond  what was necessary to determine the fitness of someone to practise law.  

The law society changed  the question  related  to mental  health  h istory on  the admission  form  

as a  resu lt of G ichurus appeal .  I t now reads:  

  Based  upon  your personal  h istory,  your current circumstances or any professional  

opin ion  or advice you  have received,  do you  have any existing  condition  that i s 

reasonably l ikely to impair your abi l i ty to function  as a  lawyer or articled  student?  

I f the answer is  yes  to the question  above,  please provide a  general  description  

of the impairment.   

 Those who answer  yes  to th is new question  are fol lowed on  a  case-by-case basis,  but 

the information  is kept confidential  and is not disclosed to potential  employers.  While G ichuru  

sti l l  has some concerns about the use of the information,  he testified  that i t  is a  dramatic 

improvement .  .  .  and  that on  i ts face i t does not d iscriminate between  so-cal led  physical  

and  mental  i l lnesses.   

     FOCUS ON  DIVERSITY 

       The behaviours that both  women  and  men  engage in  can  affect the perceptions that others have about 

their abi l i ty to become sen ior managers.  A recent study found  that assertiveness and  independence were 

top qual i ties to exh ibi t,  and  ind ividuals who d id  not do so were deemed  less su i ted  to be CEOs.  9   Those 

judging  the su itabi l i ty were engaging  in  selective perception.
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  Halo  Effect 

 When we draw a general impression of an individual on the basis of a single charac-

teristic,  such as intelligence,  likeability,  or appearance,  a   halo effect   operates.  11   If you 

are a critic of Prime Minister Stephen Harper,  try listing 10 things you admire about 

him.  If you are an admirer,  try listing 10 things you dislike about him.  No matter which 

group describes you,  odds are that you will not find this an easy exercise!  That is the 

halo effect:  Our general views contaminate our specific ones.     

 The reality of the halo effect was confirmed in a now classic study in which subjects 

were given a list of traits  and asked to  evaluate the person to  whom those traits 

applied.  12  When trait terms such as  intelligent ,   skillful  ,   practical  ,   industrious  ,   determined  ,  

and  warm   were used,  the person was judged to  be wise,  humorous,  popular,  and 

imaginative.  When  cold   was substituted for  warm  ,  subjects had a completely different 

set of perceptions,  although otherwise the list was identical.  Clearly,  the subjects were 

allowing a single trait to influence their overall impression of the person being judged.   

  Contrast Effects 

 There is an old saying among entertainers:  Never follow an act that has children or 

animals in it.  Why? Audiences love children and animals so much that you will look 

bad in comparison.  

 This example demonstrates how   contrast effects    can distort perceptions.  We dont 

evaluate a person in isolation.  Our reaction to one person is often influenced by other 

people we have recently encountered.     

 In a series of job interviews,  for instance,  interviewers can make distortions in any 

given candidates evaluation as a result of his or her place in the interview schedule.  

The candidate is likely to receive a more favourable evaluation if preceded by mediocre 

applicants,  and a less favourable evaluation if preceded by strong applicants.   

  Projection  

 Its easy to judge others if we assume that they are similar to us.  For instance,  if you want 

challenge and responsibility in your job,  you assume that others want the same.  Or you 

are honest and trustworthy, so you take it for granted that other people are equally reliable.  

This tendency to attribute our own characteristics to other people is called   projection   .        

  halo effect      Drawing  a general  

impression  of an  individual  on  the 

basis of a single characteristic.    

       Aborig inal  h ip-hop artists,  led  by Winn ipeg  Boyz (pictured  here),  have created  a  coal i tion  against the 

negative stereotyping  of Ind igenous rappers by the mainstream  media.  Th is in i tiative i s  an  opportun ity for 

Ind igenous h ip  hop to define i tself in  a  sustainable and  healthy manner for the future.  Aborig inal  musician  

Jarrett Martineau  says that h ip hop i s popular with  Aborig inal  youth  because i t deals with  oppression  and  

d ispossession  and  because Fi rst Nations cu l ture has a  strong  trad ition  of storytel l ing.  1 3  

  contrast effects      The concept that 

our reaction  to one person  is often  

influenced by other people we have 

recently encountered.    

  projection       Attributing  ones own 

characteristics to other people.    
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44  Part 1  U nderstand i ng  the  Workp l ace

 People who engage in projection tend to perceive others according to what they 

themselves are like,  rather than perceiving others as they really are.  Because they always 

judge people as being similar to themselves,  when they observe someone who is actu-

ally like them,  their perceptions are naturally correct.  But when they observe others 

who are not like them,  their perceptions are not as accurate.  Managers who engage in 

projection compromise their ability to respond to individual differences.  They tend to 

see people as more homogeneous than they really are.   

  Stereotyping 

 When we judge someone on the basis of our perception of the group to which he or 

she belongs,  we are using the shortcut called   stereotyping   .     

 We rely on generalizations every day because they help us make decisions quickly.  

They are a means of simplifying a complex world.  Its  less difficult to  deal with an 

unmanageable number of stimuli if we use   heuristics    (judgment shortcuts in decision 

making)  or stereotypes.  For example,  it does make sense to assume that Tre,  the new 

employee from accounting,  is going to know something about budgeting or that Allie 

from finance will be able to help you figure out a forecasting problem.  The problem 

occurs,  of course,  when we generalize inaccurately or too much.  In organizations,  we 

frequently hear comments that represent stereotypes based on gender,  age,  race,  religion,  

ethnicity,  and even weight:  14  Women will not relocate for a promotion, men are not 

interested in child care,  older workers cannot learn new skills, Asian immigrants are 

hard-working and conscientious, overweight people lack discipline. Stereotypes can be 

so deeply ingrained and powerful that they influence life-and-death decisions.  One study 

showed that,  controlling for a wide array of factors (such as aggravating or mitigating 

circumstances),  the degree to which black defendants in murder trials looked stereotypi-

cally black essentially doubled their odds of receiving a death sentence if convicted.  15      

 One of the problems of stereotypes is  that they  are   widespread and often useful 

generalizations,  despite the fact that they may not contain a shred of truth when 

applied to a particular person or situation.  So we constantly have to check ourselves 

to make sure we are not unfairly or inaccurately applying a stereotype in our evalua-

tions and decisions.  Stereotypes are an example of the warning,  The more useful,  the 

more danger from misuse.  Stereotypes can lead to strong negative reactions,  such as 

prejudice,  which we describe below.        

       Musl im  women  in  Canada  often  experience d iscrimination  in  being  h i red,  or how their co-workers treat 

them,  when  they wear a  h i jab.  In  some cases,  co-workers of Musl im  women  have been  surprised  when  

they returned  to work fol lowing  matern ity leave.  The co-workers assumed  that Musl im  women  would  be 

expected  by their husbands to stay at home to ra ise ch i ldren  rather than  work.

  stereotyping      Judging  someone on  

the basis of ones perception  of the 

group to which  that person  belongs.    

  heuristics      Judgment shortcuts in  

decision  making.    
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        Prejudice      Prejudice    is the dislike of a person or group based on preconceived and 

unfounded opinions.  For instance,  an individual may dislike people of a particular 

religion or state that they do not want to work with someone of a particular ethnicity.  

Prejudice can lead to negative consequences in the workplace and,  in particular,  to 

discrimination.  For instance,  an individual of a particular ethnic group might be passed 

over for a management position because of the belief that employees might not see that 

person as a good manager.  In another instance,  an individual in his 50s who is looking 

for work but cannot find a job may be discriminated against because of the belief that 

younger workers are more appealing than older workers.  Prejudice generally starts 

with stereotypes and then has negative emotional content added.  Prejudice is harmful 

to the person who is the target of the behaviour.  A 2011  study by researchers from the 

University of Toronto found that Asian women are more likely to take racism more 

personally than sexism and were more negatively affected by racism.  17        

  Why Do  Perception  and  Judgment Matter? 

 People in organizations are always judging one another.  

Managers must appraise their employees  performances.  

We evaluate how much effort our co-workers are putting 

into their jobs.  When a new person joins a work team,  the 

other members immediately size her up. Individuals even 

make judgments about peoples virtues based on whether 

they exercise,  as  a recent study by McMaster University 

professor Kathleen Martin Ginis showed.  18   In many cases,  

judgments have important consequences for the organiza-

tion.  A recent study found that in organizations that did not seem to value innovation,  

employees who wanted to see change were often afraid to speak out,  due to fear of 

negative perceptions from co-workers who valued the status quo.  19   Another recent study 

found that positive employee perceptions of an organization have a positive impact on 

  RESEARCH  FINDINGS:  S tereotyp i ng 

 A variety of recent studies show that even today we believe Germans are 

better workers,  Italians and African Americans are more loyal,  Jews and 

Chinese are more intelligent,  and Japanese and English are more courteous.  16  What is 

surprising is that positive stereotypes are not always positive.  

 Men are commonly believed to have stronger math abilities than women.  One study 

shows that when this stereotype is activated before men take a math test,  their perfor-

mance on the test actually goes down.  Another study found that the belief that white 

men are better at science and math than women or visible minorities caused white 

men to leave science,  technology,  engineering,  and math majors.  Finally,  a study used 

basketball to illustrate the complexity of stereotypes.  Researchers provided evidence to 

one group of undergraduates that whites were better free throw shooters than blacks.  

Another group was provided evidence that blacks were better free throw shooters than 

whites.  A third group was given no stereotypical information.  The undergraduates in all 

three groups then shot free throws while observers watched.  The people who performed 

the worst were those in the negative stereotype condition (black undergraduates who 

were told whites were better and white undergraduates who were told blacks were 

better) .  However,  the positive stereotype group (black undergraduates who were told 

blacks were better and white undergraduates who were told whites were better)  also did 

not perform well.  The best performance was turned in by those in the no stereotypical 

information group.  In short,  we are more likely to choke  when we identify with 

positive stereotypes because they induce pressure to perform at the stereotypical level.  

  prejudice      The disl ike of a person  

or group based on  preconceived and 

unfounded opinions.    

 Can   perception  

real ly affect 

 outcomes? 
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retention,  customer loyalty,  and financial outcomes.  20  A 2011  study noted that indi-

viduals who misperceive how well they have done on a task (positively or negatively)  

tended to prepare less and to perform poorly in subsequent tasks.  21      

 Lets briefly look at a few of the most obvious applications of judgment shortcuts 

in the workplace:  employment interviews,  performance expectations,  and performance 

evaluations.  

  Employment Interviews 

 Its fair to say that few people are hired without undergoing an interview.  But inter-

viewers  make perceptual  j udgments  that are often inaccurate 22   and draw early 

impressions that quickly become entrenched.  Research shows we form impressions of 

others within a tenth of a second,  based on our first glance.  23   A 2013  study indicates 

that our individual intuition about a job candidate is  not reliable in predicting job 

performance,  but that collecting input from multiple independent evaluators can be 

predictive.  24  Most interviewers decisions change very little after the first four or five 

minutes of an interview.  As a result,  information that comes out early in the interview 

carries greater weight than information that comes out later,  and a good applicant  

is probably characterized more by the absence of unfavourable characteristics than by 

the presence of favourable ones.   

  Performance Expectations 

 People attempt to  validate their perceptions of reality even when they are faulty.  25   

The terms   self-fulfilling prophecy   and  Pygmalion effect  describe how an individuals 

behaviour is determined by others expectations.  If a manager expects big things from 

her people,  they are not likely to let her down.  Similarly,  if she expects only minimal 

performance,  they will likely meet those low expectations.  Expectations become reality.  

The self-fulfilling prophecy has been found to  affect the performance of students,  

soldiers,  and even accountants.  26       

  Performance Evaluations 

 Performance evaluations very much depend on the perceptual process.  27  An employees 

future is closely tied to the appraisalpromotion, pay raises,  and continuation of employ-

ment are among the most obvious outcomes.  Although the appraisal can be objective 

(for example,  a salesperson is appraised on how many dollars of sales are generated in 

his territory),  many jobs are evaluated subjectively.  Subjective evaluations,  although often 

necessary,  are problematic because all the errors we have discussed thus farselective 

perception,  contrast effects,  halo effect,  and so onaffect them.  Ironically,  sometimes 

performance ratings say as much about the evaluator as they do about the employee!  

 As you can see,  perception plays a large role in how people are evaluated.  Personality,  

which we review next,  is  another major factor affecting how people relate to  and 

evaluate one another in the workplace.     

  Personality 

  Matthew Corrin ,  CEO of Fresh i i ,  i s  a  risk-taker.  28  I n  2005,  he opened  h is  fi rst Lettuce Eatery 

restauran t in  Toron to,  wi th  make-your-own  sa lad  offerings.  Over severa l  years,  the  number 

of Lettuce Eateries expanded .  Then  Corrin  decided  that he wanted  to open  up a  sim i lar style 

restauran t in  Ch icago,  a l though  he planned  to  expand  the menu  to i nclude rice bowls and  

burritos.  Lettuce Eateries was no longer a  good  name,  because i t d id  not represent the fu l l  menu  

selection  ava i lable.  So when  he opened  up h is fi rst restaurant in  Ch icago,  he named  i t Fresh i i .  

 Being Fresh i i  in  the Un ited  States and  Lettuce Eateries in  Canada  d id  not rea l ly make long-

term  sense to Corrin ,  as i t caused  confusion  in  brand ing.  So overn ight,  he changed  the name 

of the Canad ian  stores to Fresh i i  as  wel l ,  knowing he cou ld  easi ly lose customers who became 

confused  by the name change.  I n  the end  i t worked  out for h im,  but i t was a  risky manoeuvre.  

  3    Describe personal i ty,  the 

way i t is measured,  and  

the factors that shape i t.   

  self-fulfil l ing prophecy      A concept 

that proposes a person  wi l l  behave in  

ways consistent with  how he or she is 

perceived by others.    
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 Corrin  can  take these risks because he is open  to experiences,  one of the B ig Five personal i ty 

tra its that we d iscuss below.  When  a  franchise manager brings Corrin  new ideas for menu  i tems,  

he lets the manager try them  in  h is or her store.  Corrin s view is  to  launch  fast,  fa i l  fast,  i terate 

faster.   He does not feel  that ideas have to be right,  but that i ts important to test the ideas and  

learn  from  them.  As he explains,   I f i t sel ls great,  wel l  scale i t,  and  i f i t doesnt,  then  wel l  take 

i t away.  But weve on ly done i t in  a  very smal l  testing environment.   How do ones personal i ty 

attributes influence OB?   

 Understanding the impact of individual personalities on OB is important.  Why are 

some people quiet and passive,  while others are loud and aggressive? Are certain person-

ality types better adapted to certain job types? Before we can answer these questions,  

we need to address a more basic one:  What is personality? 

  What I s  Personal ity? 

 When we speak of someones personality,  we dont mean the person has charm or 

is  constantly smiling.  As organizational behaviourists,  we are describing a dynamic 

concept of the growth and development of a persons personality.  

 Gordon Allport produced the most frequently used definition of  personality  more than 

70 years ago.  He said personality is the dynamic organization within the individual 

of those psychophysical systems that determine his unique adjustments to his environ-

ment.  29   For our purposes,  we define   personality   as the stable patterns of behaviour 

and consistent internal states that determine how an individual reacts to and interacts 

with others.  Its most often described in terms of measurable traits that a person exhibits.      

  Measuring Personal ity  

 The most important reason managers need to know how to measure personality is 

that research has shown that personality tests are useful in hiring decisions.  Scores 

on personality tests help managers forecast who is the best fit for a job.  30  The most 

common means of measuring personality is through self-report surveys,  with which 

individuals evaluate themselves on a series of factors,  such as I  worry a lot about the 

future.  Although self-report measures work when well constructed,  the respondent 

might lie to create a good impression.  When people know that their personality scores 

are going to be used for hiring decisions,  they rate themselves as about half a standard 

deviation more conscientious and emotionally stable than if they are taking the test 

just to learn more about themselves.  31   Another problem is accuracy:  A candidate who 

is in a bad mood when taking the survey may have inaccurate scores.    
 Observer ratings provide an independent assessment of personality.  Here,  a co-worker 

or another observer does the rating (sometimes with the subjects knowledge and some-

times without) .  Although the results of self-reports and observer ratings are strongly 

correlated,  research suggests that observer ratings are a better predictor of success on the 

job.  32  However,  each can tell us something unique about an individuals behaviour in 

the workplace.  An analysis of a large number of observer-reported personality studies 

shows that a combination of self-reports and observer-reports predicts performance better 

than any one type of information.  The implication is clear:  Use both observer ratings 

and self-report ratings of personality when making important employment decisions.   

  Personality Determinants 

 An early argument in personality research centred on whether an individuals person-

ality is predetermined at birth or the result of the individuals environment.  Clearly,  

there is no simple answer.  Personality appears to be a result of both;  however,  research 

tends to support the importance of heredity over the environment.  In addition,  today 

we recognize a third factorthe situation.  Thus,  an adults personality is now generally 

  personality      The stable patterns 

of behaviour and consistent internal  

states that determine how an  

individual  reacts to and interacts with  

others.    

     Watch  on  MyManagementLab

CH2MHil l :  Abi l i ty and  Personal ity 
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considered to be made up of both hereditary and environmental factors,  moderated by 

situational conditions.  

  Heredity  refers to those factors that were determined at 

conception.  Physical stature,  facial attractiveness,  gender,  

temperament,  muscle composition and reflexes,  energy 

level,  and biological rhythms are characteristics that are 

generally considered to be either completely or substan-

tially influenced by your biological  parents  biological,  

physiological,  and inherent psychological makeup.  The 

heredity approach argues that the ultimate explanation of 

an individuals personality is a persons genes.     

 Researchers in many different countries have studied thousands of sets of identical 

twins who were separated at birth and raised apart.  33   If heredity played little or no 

part in determining personality,  you would expect to  find few similarities between 

separated twins.  Researchers have found,  however,  that genetics accounts for about 

50 percent of the personality similarities between twins and more than 30 percent 

of the similarities in occupational and leisure interests.  One set of twins,  who had 

been separated for 39  years and raised 70 kilometres apart,  were found to drive the 

same model and colour car,  chain-smoke the same brand of cigarette,  own dogs with 

the same name,  and regularly vacation within three blocks of each other in a beach 

community 2000  kilometres  away.  Several  201 4 studies  confirmed these results.  

Identical twins were much more likely to have similar drawing abilities than fraternal 

twins.  34  A related study found that the correlation between literacy and mathematical 

ability was genetically linked.  35   

 Interestingly,  twin studies have suggested that parents dont add much to our person-

ality development.  The personalities of identical twins raised in different households 

are more similar to each other than to the personalities of siblings with whom the twins 

were raised.  Ironically,  the most important contribution our biological parents may 

make to our personalities is giving us their genes.  

 Does personality change over ones lifetime? Most research in this area suggests that 

while some aspects of our personalities do change over time,  the rank orderings do 

not change very much.  For example,  peoples scores on measures of conscientiousness 

tend to increase as they get older.  However,  there are still strong individual differences 

in conscientiousness,  and despite the fact that most of us become more responsible 

over time,  people tend to change by about the same amount,  so that the rank order 

stays roughly the same.  36   For instance,  if you are more conscientious than your sibling 

now,  that is likely to be true in 20 years,  even though you both should become more 

conscientious over time.  Consistent with the notion that the teenage years are periods 

of great exploration and change,  research has shown that personality is more change-

able in adolescence and more stable among adults.  37   

  Personality Traits 

 The early work in the structure of personality revolved around attempts to identify 

and label enduring characteristics that describe an individuals  behaviour.  Popular 

characteristics include shy,  aggressive,  submissive,  lazy,  ambitious,  loyal,  and timid.  

Those characteristics,  when they are exhibited in a large number of situations,  are called 

  personality traits   .  38   The more consistent the characteristic and the more frequently it 

occurs in diverse situations,  the more important that trait is in describing the individual.        
 A number of early research efforts tried to identify the  primary  traits that govern behav-

iour.  39   However,  for the most part,  they resulted in long lists of traits that were difficult to 

generalize from and provided little practical guidance to organizational decision makers.  

Two exceptions are the Myers-Briggs Type Indicator and the Big Five Personality Model,  

the dominant frameworks for identifying and classifying personality traits.  

  personality traits      Enduring  

characteristics that describe an  

individuals behaviour.    

 Are people 

born with  their 

 personal ities? 

     Simulate  on  MyManagementLab

Individual  Behaviour 

M02_LANG7855_07_SE_C02. indd   48 2/6/1 5   4:21  PM



Chapter 2  Perception ,  Persona l i ty,  and  Emotion s  49

 Keep in mind that each of us reacts differently to personality traits.  This is partially 

a function of how we perceive those traits.  

  The  Myers-Briggs Type Indicator  

 The   Myers-Briggs Type Indicator (MBTI)    is  the most widely used personality- 

assessment instrument in the world.  40  Its  a 100-question personality test that asks 

people how they usually feel  or act in particular situations.  On the basis  of their 

answers,  individuals are classified as extraverted or introverted (E or I) ,  sensing or 

intuitive (S or N),  thinking or feeling (T or F) ,  and judging or perceiving (J or P) .  These 

terms are defined as follows:     

        Extraverted/introverted.   Extraverted individuals are outgoing,  sociable,  and 

assertive.  Introverts are quiet and shy.  E/I measures where we direct our energy 

when dealing with people and things.   

       Sensing/intuitive.   Sensing types are practical and prefer routine and order.  They 

focus on details.  Intuitives rely on unconscious processes and look at the big 

picture.  This dimension looks at how we process information.   

       Thinking/feeling.   Thinking types use reason and logic to handle problems.  

Feeling types rely on their personal values and emotions.   

       Judging/perceiving.   Judging types want control and prefer their world to be 

ordered and structured.  Perceiving types are flexible and spontaneous.    

 These classifications together describe 16 personality types.  To illustrate,  lets look 

at three examples:  

        INTJs are visionaries.   They usually have original minds and great drive for their 

own ideas and purposes.  They are skeptical,  critical,  independent,  determined,  

and often stubborn.   

       ESTJs are organizers.   They are realistic,  logical,  analytical,  decisive,  and have a 

natural head for business or mechanics.  They like to organize and run activities.   

       ENTPs are conceptualizers.   They are innovative,  individualistic,  versatile,  and 

attracted to entrepreneurial ideas.  They tend to be resourceful in solving chal-

lenging problems,  but may neglect routine assignments.    

 The MBTI has been widely used by organizations including Apple,  AT&T,  Citigroup,  

GE,  3M,  many hospitals and educational institutions,  and even the US Armed Forces.  

Evidence is mixed as to whether the MBTI is a valid measure of personality,  however 

much of the evidence is against it.  41   One problem is that the model forces a person 

into either one type or another (that is,  you are either introverted or extraverted).  There 

is no in-between,  although people can be both extraverted and introverted to some 

degree.  The best we can say is that the MBTI can be a valuable tool for increasing self-

awareness and providing career guidance.  But because results tend to be unrelated to job 

performance,  managers probably should not use it as a selection test for job candidates.   

  The  Big Five  Personal i ty Model   

 The MBTI may lack valid supporting evidence,  but an impressive body of research 

supports the   Big Five Personality Model   .  The model proposes that five basic personality 

dimensions underlie all others and encompass most of the significant variation in human 

personality.  42  Test scores of these traits do a very good job of predicting how people 

behave in a variety of real-life situations.  43   The Big Five personality traits are as follows:     

         Extraversion   .  This dimension captures a persons comfort level with relation-

ships.  Extraverts tend to be gregarious,  assertive,  and sociable.  Introverts tend 

to be reserved,  timid,  and quiet.      

  4    Describe the Myers-

Briggs Type Indicator 

personal ity framework 

and  i ts strengths and  

weaknesses.   

  5    Identify the key trai ts in  
the Big  Five Personal i ty 

Model .   

  Myers-Briggs Type Indicator 

(MBTI)      A personal i ty test that taps 

four characteristics and classifies 

people into 1  of 1 6 personal ity types.    

  Big Five Personality Model       A 

personal ity assessment model  that 

taps five basic dimensions.    

  extraversion       A personal ity factor 

that describes the degree to which  

a person  is sociable,  talkative,  and 

assertive.    
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        Agreeableness   .  This dimension refers to a persons propensity to defer to 

others.  Highly agreeable people are cooperative,  warm,  and trusting.  People 

who score low on agreeableness are cold,  disagreeable,  and antagonistic.      

        Conscientiousness   .  This dimension is a measure of reliability.  A highly 

conscientious person is responsible,  organized,  dependable,  and persistent.  

Those who score low on this dimension are easily distracted,  disorganized,  

and unreliable.      

        Emotional stability  .  This dimensionoften labelled by its converse,  

  neuroticism  taps into a persons ability to withstand stress.  People with posi-

tive emotional stability tend to be calm,  self-confident,  and secure.  Those with 

high negative scores tend to be nervous,  anxious,  depressed,  and insecure.      

        Openness to experience   .  The final dimension addresses a persons range 

of interests and fascination with novelty.  Extremely open people are creative,  

curious,  and artistically sensitive.  Those at the other end of the openness cate-

gory are conventional and find comfort in the familiar.       

 Researchers at the University of Toronto have recently created a fake proof person-

ality test to measure the Big Five personality traits.  44  Professor Jordan Peterson,  one of 

the researchers,  noted that it is common for people to try to make themselves look 

better than they actually are on these questionnaires.  .  .  .  This sort of faking can distort 

the predictive validity of these tests,  with significant negative economic consequences.  

We wanted to develop a measure that could predict real-world performance even in the 

absence of completely honest responding.  45   

  Exhibit   2-4    shows the characteristics for the high and low dimensions of each Big 

Five personality trait.      

  agreeableness      A personal i ty factor 

that describes the degree to which  a 

person  is good-natured,  cooperative,  

and trusting.    

  conscientiousness      A personal-

i ty factor that describes the degree 

to which  a person  is respon-

sible,  dependable,  persistent,  and 

achievement-oriented.    

  emotional  stability      A personal-

ity dimension  that characterizes 

someone as calm,  self-confident,  

and secure (positive)  vs.  nervous,  

depressed,  and insecure (negative).    

  openness to experience      A 

personal ity factor that describes the 

degree to which  a person  is imagina-

tive,  artistical ly sensitive,  and curious.    

  EXHIBIT 2-4  Big  Five Personality Traits       

Low

Reserved

Timid

Quiet

Cold

Disagreeable

Antagonistic

Easi ly d istracted

Disorganized

Unrel iable

Hosti le

Anxious

Depressed

Insecure

Unimaginative

Inexible

Literal -minded

Dul l

C ld

i l d i d

H ti l

i i i

               H igh

Gregarious

Assertive

Sociable

Cooperative

Warm

Empathetic

Trusting

Responsible

Organized

Dependable

Persistent

Calm

Self-condent

Secure

Creative

Flexible

Curious

Artistic

Extraversion

Agreeableness

Conscientiousness

Emotional  Stability

Openness to Experience
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  RESEARCH  FINDINGS:  The  B i g  Fi ve  

 Research on the Big Five has found a relationship between the personality 

dimensions and job performance.  46  As the authors of the most-cited review 

observed,  The preponderance of evidence shows that individuals who are depend-

able,  reliable,  careful,  thorough,  able to plan,  organized,  hardworking,  persistent,  and 

achievement-oriented tend to have higher job performance in most if not all occupa-

tions.  47  Employees who are more conscientious provide better service.  48   Employees 

who score higher in conscientiousness  develop  higher levels  of j ob  knowledge,  

probably because highly conscientious people learn more (a review of 138  studies 

revealed that conscientiousness was related to grade point average) .  49   Higher levels of 

job knowledge then contribute to higher levels of job performance.  50  Conscientious 

individuals who are more interested in learning than in just performing on the job 

are also exceptionally good at maintaining performance in the face of negative feed-

back.  51   There can be too much of a good thing,  however,  as extremely conscientious 

individuals typically do not perform better than those who are simply above average 

in conscientiousness.  52  

 Interestingly,  conscientious people live longer;  they take better care of themselves 

and engage in fewer risky behaviours such as smoking,  drinking,  drugs,  and risky 

sexual or driving behaviour.  53   They dont adapt as well to changing contexts,  however.  

They are generally performance oriented and may have trouble learning complex skills 

early in the training process because their focus is on performing well rather than on 

learning.  Finally,  they are often less creative than less conscientious people,  especially 

artistically.  54  

 The Big Five have also been found to be related to characteristics needed for specific 

jobs.  This is illustrated in  Exhibit   2-5    .   

 Although conscientiousness is the trait most consistently related to job performance,  

the other Big Five personality traits also have some bearing.  Lets look at the implica-

tions of these traits,  one at a time.  (  Exhibit   2-6     summarizes the discussion.)   

  Emotional stability.   People who score high on emotional stability are happier than 

those who score low.  Of the Big Five personality traits,  emotional stability is  most 

strongly related to  life satisfaction,  job  satisfaction,  and low stress  levels.  This  is 

 probably true because high scorers are more likely to be positive and optimistic in their 

  6    Demonstrate how the 

Big  Five personal i ty 

trai ts predict behaviour 

at work.   

    EXHIBIT 2-5   Jobs in  Which  Certain  Big  Five Personality Traits Are More Relevant        

 Detail  

Orientation  

Required  

 Social  Skil ls 

Required  

 Competitive 

Work 

 Innovation  

Required  

 Dealing  with  

Angry People 

 Time Pressure 

(Deadlines) 

 Jobs scoring  h igh  (the tra i ts l i sted  below should  predict behaviour in  these jobs) 

 Ai r traffic control ler  C lergy  Coach/scout  Actor  Correctional  officer  Broadcast news 

analyst 

 Accountant  Therapist  Financia l  manager  Systems analyst  Telemarketer  Ed i tor 

 Legal  secretary  Concierge  Sa les representative  Advertising  writer  Fl ight attendant  Ai rl ine pi lot 

 Jobs that score h igh  make these tra its more relevant to predicting  behaviour 

 Conscientiousness (+)   Extraversion  (+)  Extraversion  (+)  Openness (+)   Extraversion  (+)  Conscientiousness (+)  

    Agreeableness (+)   Agreeableness ()      Agreeableness (+)   Neuroticism  ()  

             Neuroticism  ()     

 Note:  A plus (+)  sign  means ind ividuals who score h igh  on  th is tra i t should  do better in  th is job.  A m inus ()  sign  means ind ividuals who 

score low on  th is tra i t should  do better in  th is job.  
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thinking and experience fewer negative emotions.  People low on emotional stability are 

hyper-vigilant (looking for problems or impending signs of danger)  and are especially 

vulnerable to the physical and psychological effects of stress.  

  Extraversion.   Extraverts tend to be happier in their jobs and in their lives as a whole.  

They experience more positive emotions than do introverts,  and they more freely express 

these feelings.  They also tend to perform better in jobs that require significant interper-

sonal interaction,  perhaps because they have more social skillsthey usually have more 

friends and spend more time in social situations than introverts.  Finally,  extraversion 

is a relatively strong predictor of leadership emergence in groups;  extraverts are more 

socially dominant,  take charge sorts of people,  and they are generally more assertive 

than introverts.  55   Extraverts are more impulsive than introverts;  they are more likely to 

be absent from work and engage in risky behaviour such as unprotected sex,  drinking,  

and other impulsive or sensation-seeking acts.  56   One study also found that extraverts 

were more likely than introverts to lie during job interviews.  57  

  Openness to experience.   Individuals who score high on openness to experience are 

more creative in science and in art than those who score low.  Because creativity is 

important to leadership,  open people are more likely to be effective leaders.  They are 

also more comfortable with ambiguity and change than are those who score lower on 

this trait.  As a result,  open people cope better with organizational change and are more 

adaptable in changing contexts.  58   Recent evidence also suggests,  however,  that they are 

especially susceptible to workplace accidents.  59      
  Agreeableness.   You might expect agreeable people to be happier than disagreeable 

people,  and they are,  but only slightly.  When people choose romantic partners,  friends,  

or organizational team members,  agreeable individuals are usually their first choice.  

  Less negative th inking  and

 fewer negative emotions

   Less hyper-vig i lant

Emotional  stabi l i ty

  H igher job and  l i fe  satisfaction

  Lower stress levels

  Better interpersonal  ski l l s

  G reater socia l  dominance

  More emotional ly expressive

Extraversion

  H igher performance*

  Enhanced  leadersh ip

  H igher job and  l i fe  satisfaction

  Increased  learn ing

  More creative

  More exible and  autonomous

Openness

  Train ing  performance

  Enhanced  leadersh ip

  More adaptable to change

  Better l iked

  More compl iant and

 conforming

Agreeableness

  H igher performance*

  Lower levels of deviant

 behaviour

  G reater effort and  persistence

  More drive and  d iscipl ine

  Better organ ized  and  planning

Conscientiousness

  H igher performance

  Enhanced  leadersh ip

  Greater longevity

BIG  FIVE  TRAIT WHY IS  IT RELEVANT? WHAT DOES IT AFFECT?

  EXHIBIT 2-6  How the Big  Five Personality Traits Influence OB 

      * In  jobs requiring  sign ificant teamwork or frequent interpersonal  interactions.   

     

P I A

PERSONAL INVENTORY ASSESSMENT

Learn About Yourself 

Tolerance of Ambiguity Scale 
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Thus,  agreeable individuals are better liked than disagreeable people,  which explains 

why they tend to do better in interpersonally oriented jobs such as customer service.  

They are also more compliant and rule abiding and less likely to get into accidents and 

more satisfied in their jobs.  They contribute to organizational performance by engaging 

in citizenship behaviour 60  and are less likely to engage in organizational deviance.  

Agreeableness is associated with lower levels of career success (especially earnings) .  For 

an interesting look at the upside and downside of agreeableness in the workplace,  read 

 Case IncidentOn the Costs of Being Nice   on page  74 .     

  The  Dark Triad  

 With the exception of neuroticism,  the Big Five personality traits are what we call 

socially desirable,  meaning that we would be glad to score high on them.  Researchers 

have found that three other socially  undesirable   traits,  which we all  have in varying 

degrees,  are relevant to organizational behaviour:  Machiavellianism,  narcissism,  and 

psychopathy.  Owing to their negative nature,  researchers have labelled these three traits 

the   Dark Triad   although,  of course,  they do not always occur together.  61      

  Machiavel l ianism  

 Hao is a young bank manager in Shanghai.  He has received three promotions in the 

past four years and makes no apologies for the aggressive tactics he has used to propel 

his career upward.  My name means clever,  and thats what I  amI do whatever I  have 

to do to get ahead,  he says.  Hao would be termed Machiavellian.  

 The personality characteristic of   Machiavellianism    (often abbreviated to  Mach  )  

is  named after Niccol Machiavelli,  who wrote in the sixteenth century on how to 

gain and use power.  An individual high in Machiavellianism is pragmatic,  maintains 

emotional distance,  and believes that ends can justify means.  If it works,  use it  is 

consistent with a high-Mach perspective.  A considerable amount of research has found 

that high Machs manipulate more,  win more,  are persuaded less,  and persuade others 

       I ts unusual  for two people to share the CEO role,  but Ronnen  Harary (left)  and  Anton  Rabie (right),   co-CEOs 

of Toronto-based  toy company Spin  Master (pictured  with  executive vice-president Ben  Varadi ),  l ike the 

arrangement.  Rabie i s  an  extravert,  wh i le  Harary i s  an  introvert.  The ch i ldhood  friends feel  their personal i -

ties complement each  other,  making  an  ideal  management team.

  Dark Triad       A group of nega-

tive personal i ty traits consisting  of 

Machiavel l ianism,  narcissism,  and 

psychopathy.    

  Machiavellianism      The degree 

to which  an  individual  is pragmatic,  

maintains emotional  distance,  and 

bel ieves that ends can justi fy means.    
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more than do low Machs.  62  They are more likely to act aggressively and engage in other 

counterproductive work behaviours as well.  A 2012 review of the literature revealed that 

Machiavellianism does not significantly predict overall job performance.  63   High-Mach 

employees,  by manipulating others to their advantage,  win in the short term,  but they 

lose those gains in the long term because they are not well-liked.     

 The effects of Machiavellianism depend somewhat on the context.  The reason,  in 

part,  is that individuals personalities affect the situations they choose.  One 2012 study 

showed that high-Mach job seekers were not positively affected by knowing that a 

potential employer engaged in a high level of corporate social responsibility (CSR).  64  

Another 2012 study found that Machs ethical leadership behaviours were less likely 

to translate into followers  work engagement because followers see through  these 

behaviours and realize it is a case of surface acting.  65    

  Narcissism 

 Sabrina likes to be the centre of attention.  She often looks at herself in the mirror,  has 

extravagant dreams,  and considers herself a person of many talents.  Sabrina is a narcis-

sist.  The trait is named for the Greek myth of Narcissus,  a youth so vain and proud he 

fell  in love with his own image.  In psychology,    narcissism    describes a person who 

has a grandiose sense of self-importance,  requires excessive admiration,  has a sense of 

entitlement,  and is arrogant.  Evidence suggests that narcissists are more charismatic than 

others.  66  Both leaders and managers tend to score higher on narcissism,  suggesting that 

a certain self-centredness is needed to succeed.  Narcissists also reported higher levels 

of work motivation,  job engagement,  and life satisfaction than others.  A 2012 study of 

Norwegian bank employees found that those scoring high on narcissism enjoyed their 

work more.  67  Some evidence suggests that narcissists are more adaptable and make 

better business decisions than others when the decision is complex.  68      

 While narcissism seems to have little relationship with job performance,  it is fairly 

strongly related to increased counterproductive work behaviours and is linked to other 

negative outcomes.  A study found that while narcissists thought they were  better  leaders 

than their colleagues,  their supervisors rated them as  worse.   In highly ethical contexts,  

narcissistic leaders are likely to be perceived as ineffective and unethical.  69   

 Special attention has been paid to  the narcissism of CEOs.  An Oracle executive 

described that companys CEO Larry Ellison as follows:  The difference between God 

and Larry is  that God does not believe he is  Larry.  70  A study of narcissistic CEOs 

revealed that they make more acquisitions,  pay higher premiums for those acquisitions,  

respond less clearly to objective measures of performance,  and respond to media praise 

by making even more acquisitions.  71   Research using data compiled over 100 years has 

shown that narcissistic CEOs of baseball organizations generate higher levels of manager 

turnover,  although members of external organizations see them as more influential.  72  

 Narcissism and its effects are not confined to CEOs or celebrities.  Narcissists are more 

likely to post self-promoting material on their Facebook pages.  73   Like the effects of 

Machiavellianism,  those of narcissism vary by context.  A study of Swiss Air Force officers 

found that narcissists were particularly likely to be irritated by feeling under-benefited,  

meaning that when narcissists dont get what they want,  they are more stressed by that 

than others.  74  

 Does business school reinforce narcissism in the classroom? The results of a 2012 

study that compared the level of narcissism in Millennial  business and psychology 

students appear in  Exhibit   2-7   .  The  Point/Counterpoint  on page  72  considers whether 

Millennials are more narcissistic than other generations.    

  Psychopathy 

 Psychopathy is part of the Dark Triad,  but in OB,  it does not connote insanity.  In the 

OB context,    psychopathy   is  defined as a lack of concern for others and a lack of guilt 

or remorse when ones actions cause harm. 75   Measures of psychopathy attempt to assess 

  narcissism      The tendency to be 

arrogant,  have a grandiose sense of 

self- importance,  require excessive 

admiration,  and have a sense of 

entitlement.    

  psychopathy      The tendency for 

a lack of concern for others and a 

lack of gui lt or remorse when ones 

actions cause harm.    
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the persons motivation to comply with social norms;  willingness to use deceit to obtain 

desired ends and the effectiveness of those efforts;  impulsivity;  and disregard,  that is,  

lack of empathetic concern,  for others.     

 The literature is not consistent about whether psychopathy or other aberrant person-

ality traits are important to work behaviour.  One review found little correlation between 

measures of psychopathy and job performance or counterproductive work behaviours.  76  

A 2013  study found that antisocial personality,  which is closely related to psychopathy,  

was positively related to advancement in the organization but unrelated to other aspects 

of career success and effectiveness.  77  Still other recent research suggests that psychopathy 

is related to the use of hard influence tactics (threats,  manipulation)  and bullying work 

behaviour (physical or verbal threatening) .  78   The cunning displayed by people who 

score high on psychopathy may thus help them gain power in an organization but keep 

them from using that power toward healthy ends for themselves or their organizations.    

  Other Personal ity Attributes That I nfluence  OB 

 The Big Five personality traits have proven highly relevant to OB,  and the Dark Triad 

promises to be the subject of much future research,  but they dont exhaust the range of 

traits that can describe someones personality.  Now we will look at other,  more specific 

attributes that are powerful predictors of behaviour in organizations:  core self-evaluation,  

self-monitoring,  and proactive personality.  We briefly introduce these attributes and 

summarize what we know about their ability to explain and predict employee behaviour.  

  Core  Self-Evaluation  

 People who have positive   core self-evaluations    like themselves and see themselves as 

effective,  capable,  and in control of their environment.  Those with negative core self-

evaluations tend to dislike themselves,  question their capabilities,  and view themselves 

as powerless over their environment.  79      

 People with positive core self-evaluations perform better than others because they 

set more ambitious goals,  are more committed to their goals,  and persist longer at 

attempting to reach these goals.  For example,  one study of life-insurance agents found 

that core self-evaluations were critical predictors of performance.  In fact,  this study 

  core self-evaluation       The degree 

to which  an  individual  l ikes or disl ikes 

himself or herself,  whether the person  

sees himself or herself as capable 

and effective,  and whether the 

person  feels in  control  of h is or her 

environment or powerless over the 

environment.    

20

1 9

1 8

1 7

1 6

1 5

1 4

Men

Average levels of narcissism by university major and  gender

Women

Business

Men Women

Psychology

  EXHIBIT 2-7   Does Business School  Make You Narcissistic? 

       Source:   Based  on  J .  W.  Westerman,  J .  Z.  Bergman,  S.  M .  Bergman,  and  J .  P.  Daly,  Are Un iversities 

C reating  M i l lenn ial  Narcissistic Employees?  An  Empirical  Examination  of Narcissism  in  Business Students 

and  I ts Impl ications,   Journal of Management Education   36 (201 2),  pp.   5   32  .   
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showed the majority of successful salespersons did have positive core self-evaluations.  80

In life-insurance sales,  90 percent of sales calls end in rejection,  so an agent has to 

believe in himself or herself to  persist.  People who have high core self-evaluations 

provide better customer service,  are more popular co-workers,  and have careers that 

begin on a better footing and ascend more rapidly over time.  81   They perform especially 

well if they feel their work provides meaning and is helpful to others.  82  What happens 

when someone thinks he or she is  capable but is  actually incompetent?  One study 

of  Fortune   500  CEOs,  for example,  showed that many are overconfident,  and their 

perceived infallibility often causes them to make bad decisions.  83     While many people 

are overconfident,  just as many people sell  themselves short and are less happy and 

effective than they could be because of lack of confidence.  If we decide we cannot do 

something,  for example,  we will not try,  and not doing it only reinforces our self-doubts.

  Sel f-Monitoring  
Self-monitoring    refers to an individuals ability to  adjust his  or her behaviour to 

external,  situational factors.  84  High self-monitors show considerable adaptability in 

adjusting their behaviour to external situational factors.  They are highly sensitive to 

external cues and can behave differently in varying situations,  sometimes presenting 

striking contradictions between their public personae and their private selves.  Low 

self-monitors cannot disguise themselves in the same way.  They tend to display their 

true dispositions and attitudes in every situation.  High behavioural consistency exists 

between who they are and what they do.     

 Research suggests that high self-monitors tend to pay closer attention to the behav-

iour of others and are more capable of conforming than are low self-monitors.  85   High 

self-monitoring managers tend to be more mobile in their careers and receive more 

promotions (both internal and cross-organizational)  and are more likely to occupy central 

positions in an organization.  86  High self-monitors also receive better performance ratings,  

are more likely to emerge as leaders,  and show less commitment to their organizations.  87

 According to research,  we can accurately judge others  personalities a few seconds 

after meeting them,  as  Focus on Research   shows.      

  self-monitoring      A personal ity trait 

that measures an  individuals abi l i ty 

to adjust behaviour to external ,  situ-

ational  factors.    

 Fi rst Impressions Count 

  How accurate  are  fi rst impressions  of peoples  person-

al i ties?  Research  i nd i cates  that i nd i vi dua l s  can  accurately 

appra i se  others  persona l i ti es  on ly a  few seconds  a fter fi rst 

meeting  them.  88   Th i s   zero acqua intance  approach  shows 

that regardless of the way in  which  people fi rst meet someone,  

whether in  person  or on l ine,  their first judgments about the others personal ity have val id ity.  

In  one study,  for example,  ind ividuals were asked  to introduce themselves,  on  average,  in  

7 .4 seconds.  Observers  ratings of those ind ividuals  extraversion  were sign ificantly corre-

lated  with  the ind ividuals  self-reported  extraversion .  

 Whi le  some factors make these fi rst impressions,  or  th in  sl i ces,  more accurate,  they 

have on ly a  modest effect.  For example,  some tra its l ike extraversion  are easier to perceive 

than  others upon  in itia l  acquaintance,  but less obvious traits l ike self-esteem and  emotional  

stabi l i ty are a lso often  judged  fa irly accurately by others.  Even  being  forced  to make intu i-

tive,  qu ick judgments rather than  del iberate evaluations does not seem  to undermine the 

accuracy of the appraisals.  

 The moderate accuracy of  th in  sl ices  helps expla in  the moderate val id i ty of employ-

ment interviews.  Specifical ly,  research  shows that interviewers make up their m inds about 

candidates with in  two minutes of fi rst meeting  them.  Whi le  th is i s hard ly an  ideal  way to 

make important employment decisions,  the research  on  personal i ty a lso shows that these 

judgments do have some level  of va l id i ty.   

     FOCUS ON  RESEARCH  

     

P I A

PERSONAL INVENTORY ASSESSMENT

Learn About Yourself 

Core Self-Evaluation Scale 

P I A

PERSONAL INVENTORY ASSESSMENT

Learn About Yourself 

Self-Awareness Assessment 
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  Proactive  Personal i ty 

 Did you ever notice that some people actively take the initiative to improve their current 

circumstances or create new ones?  These people have a   proactive personality   .  89   

People with a proactive personality identify opportunities,  show initiative,  take action,  

and persevere until meaningful change occurs.  Not surprisingly,  proactives have many 

behaviours that organizations desire.  They also have higher levels of job performance 

and career success.  90     

 Other actions of proactives can be positive or negative,  depending on the orga-

nization and the situation.  Proactives are more likely to  challenge the status quo or 

voice their displeasure when situations are not to  their liking.  91   If an organization 

requires people with entrepreneurial  initiative,  proactives make good candidates;  

however,  they are also more likely to  leave an organization to  start their own busi-

ness.  92   As individuals,  proactives are more likely to  achieve career success.  93   They 

select,  create,  and influence work situations in their favour.  Proactives  are more 

likely to  seek out j ob  and organizational  information,  develop  contacts  in high 

places,  engage in career planning,  and demonstrate persistence in the face of career 

obstacles.     

  Emotions 

  Matthew Corrin ,  CEO of Fresh i i ,  had  to learn  to manage h is emotions when  he fi rst started  to 

bu i ld  h is business.  94  He says of h is early days in  running the business  I  fel l  in  love too fast.  And  

I d  make h iring decisions that u l timately d idnt last more than  12 months,  and  thats expensive.  

He learned  that he had  to take more time to make the right h i ring decisions and  not rely on  

h is fi rst impression  of  love.   To make sure he can  trust h is emotions before having someone 

work for h is company,  Corrin  often  provides a  probationary period ,  even  for sen ior partners,  to 

get to know them  better.  

 Another way that Corrin  manages h is  emotions i s  by knowing when  to pick h is  battles.  As 

he expla ins,  sometimes you  need  to know when  to rol l  over and  just sort of rol l  wi th  i t.  And  

sometimes you  need  to know when  to fight back and  be aggressive,  whether i ts  negotiating a  

lease,  or a  new contract,  or doing someth ing with  an  employee.   Can  managing ones emotions 

rea l ly help make for a  better workplace?  

 Each of us  has a range of personality characteristics,  but we also  bring with us  a 

range of emotions.  Given the obvious role that emotions play in our everyday life,  

it might surprise you to  learn that,  until  very recently,  the topic of emotions was 

given little or no attention within the field of OB.  95   Why?  We offer two possible 

explanations.  

 First is the  myth of rationality .  96   Until very recently,  the protocol of the work world 

kept a damper on emotions.  A well-run organization did not allow employees to 

express frustration,  fear,  anger,  love,  hate,  joy,  grief,  or similar feelings thought to be the 

antithesis of rationality.  Although researchers and managers knew emotions were an 

inseparable part of everyday life,  they tried to create organizations that were emotion-

free.  Of course,  that was not possible.  

 The second explanation is that many believed emotions of any kind were disrup-

tive.  97  Researchers looked at strong negative emotionsespecially angerthat interfered 

with an employees ability to work effectively.  They rarely viewed emotions as construc-

tive or contributing to enhanced performance.  

 Certainly some emotions,  particularly when exhibited at the wrong time,  can reduce 

employee performance.  But employees do bring their emotions to work every day,  

and no study of OB would be complete without considering their role in workplace 

behaviour.  

  proactive personality      A person  

who identifies opportunities,  shows 

initiative,  takes action,  and perseveres 

unti l  meaningful  change occurs.    

M02_LANG7855_07_SE_C02. indd   57 2/6/1 5   4:21  PM



58  Part 1  U nderstand i ng  the  Workp l ace

  What Are  Emotions and  Moods?  

 Lets look at three terms that are closely intertwined:   affect,  emotions  ,  and  moods  .    Affect   

is a generic term that covers a broad range of feelings people experience,  including both 

emotions and moods.  98     Emotions    are intense feelings that are directed at someone or 

something.  99     Moods    are less intense feelings than emotions and often (although not 

always)  arise without a specific event acting as a stimulus.  100           

 Most experts believe emotions are more fleeting than moods.  101   For example,  if 

someone is rude to you,  you would likely feel angry.  That intense emotion probably 

comes and goes fairly quickly,  maybe even in a matter of seconds.  When you are in a 

bad mood,  however,  you can feel bad for several hours.  

 Emotions are reactions to a person (seeing a friend at work may make you feel 

glad)  or an event (dealing with a rude client may make you feel frustrated) .  You show 

your emotions when you are happy about something,  angry at someone,  afraid of 

something.  102  Moods,  in contrast,  are not usually directed at a person or an event.  

But emotions can turn into moods when you lose focus on the event or object that 

started the feeling.  And,  by the same token,  good or bad moods can make you more 

emotional in response to an event.  So when a colleague criticizes how you spoke to a 

client,  you might show emotion (anger)  toward a specific object (your colleague) .  But 

as the specific emotion starts to go away,  you might just feel generally dispirited.  You 

cannot attribute this feeling to any single event;  you are just not your normal self.  You 

might then overreact to other events.  This affect state describes a mood.   Exhibit   2-8     

shows the relationships among affect,  emotions,  and moods.   

 First,  as the exhibit shows,   affect  is  a broad term that encompasses emotions and 

moods.  Second,  there are differences between emotions and moods.  Some of these 

differencesthat emotions are more likely to be caused by a specific event,  and emotions 

are more fleeting than moodswe just discussed.  Other differences are subtler.  For 

example,  unlike moods,  emotions such as anger and disgust tend to be more clearly 

revealed by facial expressions.  Also,  some researchers speculate that emotions may be 

more action orientedthey may lead us to some immediate actionwhile moods may 

be more cognitive,  meaning that they may cause us to think or brood for a while.  103   

 Finally,  the exhibit shows that emotions and moods are closely connected and can 

influence each other.  Getting your dream job may generate the emotion of joy,  which 

can put you in a good mood for several days.  Similarly,  if you are in a good or bad 

mood,  it might make you experience a more intense positive or negative emotion than 

Emotions

   C aused  by specic event

   Very brief in  duration  (seconds or m inutes)

   Specic and  numerous in  nature
   (many specic emotions such  as anger,  
 fear,  sadness,  happiness,  d i sgust,  surprise)

   Usual ly accompan ied  by d i stinct facia l  

 expressions

   Action  oriented  in  nature

Moods

   Cause i s  often  general  and  unclear

   Last longer than  emotions (hours or days)

   More general  (two main  d imensions
 positive affect and  negative affectthat 
 are composed  of multiple specic emotions)

   General ly not indicated  by d istinct 

 expressions

   Cogn itive in  nature

Affect

Dened  as a  broad  range of feel ings that people experience.

Affect can  be experienced  in  the form  of emotions or moods.

  EXHIBIT 2-8  Affect, Emotions, and  Moods       

  affect      A broad range of feel ings that 

people experience.    

  moods      Feel ings that tend to be less 

intense than  emotions and that lack a 

contextual  stimulus.    

  emotions      Intense feel ings that are 

directed at someone or something.    

  7    Di fferentiate between  

emotions and  moods.   
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  8    Show the impact of 

emotional  labour on  

employees.   

otherwise.  In a bad mood,  you might blow up in response to a co-workers comment 

that would normally have generated only a mild reaction.  

 Affect,  emotions,  and moods are separable in theory;  in practice the distinction is 

not always crystal clear.  In some areas,  researchers have studied mostly moods,  in other 

areas mainly emotions.  So,  when we review the OB topics on emotions and moods,  you 

may see more information about emotions in one area and about moods in another.  

This is simply the state of the research.   OB in the Street  discusses how our perception of 

emotions can affect our romantic relationships.      

  Choosing Emotions:  Emotional  Labour  

 If you have ever had a job working in retail sales or waiting 

on tables in a restaurant,  you know the importance of 

projecting a friendly demeanour and smiling.  Even though 

there were days when you did not feel cheerful,  you knew 

management expected you to  be upbeat when dealing 

with customers.  So you faked it.  Every employee expends 

physical  and mental  labour by putting body and mind 

into the job.  But jobs also require   emotional labour  ,  an 

employees expression of organizationally desired emotions 

during interpersonal transactions at work.  105         

 The concept of emotional labour emerged from studies of service jobs.  Airlines 

expect their flight attendants,  for instance,  to be cheerful;  we expect funeral directors to 

be sad;  and we expect doctors to be emotionally neutral.  But really,  emotional labour 

is relevant to almost every job.  Your managers expect you,  for example,  to be courteous,  

not hostile,  in interactions with co-workers.  The true challenge arises when employees 

have to project one emotion while simultaneously feeling another.  106  This difference 

is   emotional dissonance   ,  and it can take a heavy toll on employees.  Bottled-up feel-

ings of frustration,  anger,  and resentment can eventually lead to emotional exhaustion 

  emotional  labour      When  an  

employee expresses organizational ly 

desired  emotions during  interpersonal  

interactions.    

  emotional  dissonance      Incon-

sistency between the emotions an  

individual  feels and the emotions he 

or she shows.    

 Ever wonder 

why the grocery 

clerk is always 

 smi l ing? 

 How Perception  Causes Fights in  Relationsh ips 

  What happens if you  think your partner is neglecting  you?  A 2011  study found that 

how people perceive the emotions of their romantic partner during a conflict affected 

their overall view of and reactions to the conflict.  104  The researchers studied the argu-

ments that 105  university students had during an eight-week period.  They looked at two 

types of emotions:  hard (asserting power)  and soft (expressing vulnerability) .  They 

also looked at two types of perceptions:  perceived threat (perception that the partner 

is being hostile,  critical,  blaming,  or controlling)  and perceived neglect  (perception 

that the partner does not seem committed to or invested in the relationship) .  

 The researchers found that when a person sees his or her partner react with hard emotion,  

that person perceives a threat to control, power, and status in the relationship. When a person 

sees his or her partner show little emotion,  or less soft emotion than desired,  that person 

perceives partner neglect.  The perceived threat and neglect increase the persons own hard 

and soft emotions.  

 One of the studys co-authors explained the results as follows:  [W]hat you perceive your 

partner to be feeling influences different types of thoughts,  feelings and reactions in yourself,  

whether what you perceive is actually correct. .  .  .  If a person perceives the other as angry, they 

will perceive a threat so they will respond with a hard emotion like anger or blame. Likewise,  

if a person is perceived to be sad or vulnerable,  they will perceive a neglect and will respond 

[with]  either flat or soft [emotions] .   

   OB I N  TH E  S TREET 
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and burnout.  107  It is because of emotional labours increasing importance in effective 

job performance that an understanding of emotion has gained heightened relevance 

within the field of OB.     

 Emotional labour creates dilemmas for employees.  There are people with whom you 

have to work that you just dont like.  Maybe you consider their personality abrasive.  

Maybe you know they have said negative things about you behind your back.  Regardless,  

your job requires you to interact with these people on a regular basis.  So you are forced 

to pretend to be friendly.  

 It can help you,  on the job especially,  if you separate emotions into  felt  or  displayed 

emotions  .  108    Felt emotions    are an individuals actual emotions.  In contrast,    displayed 

emotions    are those that the organization requires employees to show and considers 

appropriate in a given job.  They are not natural;  they are learned.  Similarly,  most of us 

know that we are expected to act sad at funerals,  regardless of whether we consider the 

persons death to be a loss,  and to pretend to be happy at weddings,  even if we dont 

feel like celebrating.        

 Effective managers have learned to be serious when giving an employee a negative 

performance evaluation and to hide their anger when they have been passed over for 

promotion.  A salesperson who has not learned to smile and appear friendly,  regardless 

of his true feelings at the moment,  is not typically going to last long on most sales jobs.  

How we  experience   an emotion is not always the same as how we  show   it.  109   

 Displaying fake emotions requires  us  to  suppress  real  ones.    Surface acting    is 

hiding ones inner feelings and emotional expressions in response to display rules.  

For example,  when an employee smiles at a customer even when he does not feel like 

it,  he is surface acting.    Deep acting    is trying to modify ones true inner feelings based 

on display rules.  A health care provider trying to genuinely feel  more empathy for 

her patients is deep acting.  110  Surface acting deals with ones  displayed   emotions,  and 

deep acting deals with ones  felt  emotions.  Research in the Netherlands and Belgium 

indicated that surface acting is stressful to employees,  while mindfulness (learning to 

objectively evaluate our emotional situation in the moment)  is beneficial to employee 

well-being.  111   Displaying emotions we dont really feel is exhausting,  so it is important 

to give employees who engage in surface acting a chance to relax and recharge.  A study 

that looked at how cheerleading instructors spent their breaks from teaching found 

those who used the time to rest and relax were more effective after their breaks.  112  

Instructors who did chores during their breaks were only about as effective after their 

break as they were before.  Another study found that in hospital work groups where 

there were heavy emotional display demands,  burnout was higher than in other hospital 

work groups.  113   Although much of the research on emotional labour shows negative 

consequences for those displaying false positive emotions,  a 2011  study suggests that as 

people age,  engaging in positive emotions and attitudes,  even when the circumstances 

warrant otherwise,  actually enhances emotional well-being.  114   Case IncidentCan You 

Read Emotions from Faces?   on page  75   considers whether facial expressions reveal our 

true emotions.  Meanwhile,  the  Experiential Exercise   on page  73   asks you whether you 

can detect when someone is lying.         

  Why Should  We  Care  About Emotions in  the  Workplace? 

 Research is  increasingly showing that emotions  are actually critical  to  rational 

thinking.  11 5   We must have the ability to experience emotions to  be rational.  Why? 

Because our emotions provide important information about how we understand the 

world around us.  Would we really want a manager to make a decision about firing an 

employee without regarding either his or the employees emotions?  The key to good 

decision making is to employ both thinking  and   feeling in our decisions.  

 There are other reasons to  be concerned about understanding emotions in the 

workplace.  116  People who know their own emotions and are good at reading others 

  felt emotions      An  individuals actual  

emotions.    

  displayed emotions      Emotions 

that are organizational ly required and 

considered appropriate in  a g iven  job.    

  surface acting      H iding  ones inner 

feel ings to display what is expected.    

  deep acting      Trying  to modify ones 

true inner feel ings to match  what is 

expected.    
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emotions may be more effective in their jobs.  That,  in essence,  is the theme underlying 

contemporary research on emotional intelligence.  The entire workplace can be affected 

adversely by negative workplace emotions,  another issue we consider below.  Finally,  we 

consider emotion regulation and how it affects work performance.  

  Emotional  Intel l igence  

 Diane is an office manager.  Her awareness of her own and others emotions is almost 

zero.  She is  moody and unable to  generate much enthusiasm or interest in  her 

employees.  She does not understand why employees get upset with her.  She often 

overreacts to problems and chooses the most ineffectual responses to emotional situ-

ations.  117   Diane has low emotional intelligence.    Emotional intelligence (EI)    is  a 

persons ability to (1 )  perceive emotions in the self and others,  (2)  understand the 

meaning of these emotions,  and (3)  regulate ones emotions accordingly in a cascading 

model,  as shown in  Exhibit   2-9    .  People who know their own emotions and are good at 

reading emotional cuesfor instance,  knowing why they are angry and how to express 

themselves without violating normsare most likely to be effective.  118         
 A 2011  comprehensive study reviewed and analyzed most of the previous studies on 

EI and concluded that EI is strongly and positively correlated with job performance

emotionally intelligent people are better workers.  119   One study that used functional 

magnetic resonance imaging (fMRI)  technology found executive MBA students who 

performed best on a strategic decision-making task were more likely to incorporate 

emotion centres of the brain into their choice process.  The students also de-emphasized 

the use of the more cognitive parts of their brains.  120  

 Some researchers argue that EI is particularly important for leaders.  121   One simula-

tion study also showed that students who were good at identifying and distinguishing 

among their own feelings were able to make more profitable investment decisions.  122  

 EI  has been a controversial concept in OB.  It has supporters and detractors.  In the 

following sections,  we review the arguments for and against the effectiveness of EI in 

OB.   From Concepts to Skills   on pages  76    77  gives you some insight into reading the 

emotions of others.   

  The  Case for EI  

 The arguments in favour of EI  include its  intuitive appeal,  the fact that EI  predicts 

criteria that matter,  and the idea that EI is biologically based.  

  I n tu i ti ve  Appeal    Intuition suggests that people who can detect emotions in others,  

control their own emotions,  and handle social interactions well will have a powerful leg 

up in the business world.  123   As just one example,  partners in a multinational consulting 

  9    Contrast the evidence 
for and  against the 

existence of emotional  

intel l igence.   

  EXHIBIT 2-9  A Cascading  Model  of Emotional  Intel l igence       

Perceive Emotions in  Sel f
and  Others

Understand  the Meaning  of
Emotions

Regulate Emotions

Conscientiousness

Cognitive

Emotional  Stabi l i ty

  emotional  intelligence (EI )      The 

abi l i ty to detect and to manage 

emotional  cues and information.    

     

P I A

PERSONAL INVENTORY ASSESSMENT

Learn About Yourself 

Emotional Intelligence Assessment 
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firm who scored above the median on an EI measure delivered $1 .2 million more in 

business than did the other partners.  124  One companys promotional materials for an 

EI measure claimed,  EI accounts for more than 85  percent of star performance in top 

leaders.  125    

  EI  Predicts Cri teria  That Matter   Evidence suggests that a high level of EI means a person 

will perform well on the job.  One study found that EI  predicted the performance of 

employees in a cigarette factory in China.  1 26   A review of 59  studies indicated that,  

overall,  EI was weakly but consistently positively correlated moderately with job perfor-

mance,  even after researchers took cognitive ability,  conscientiousness,  and neuroticism 

into account.  127   

  E I  I s  Biological ly Based    One study has shown that people with damage to the part of 

the brain that governs emotional processing (lesions in an area of the prefrontal cortex)  

scored no lower on standard measures of intelligence than people without similar 

damage.  Nevertheless,  they scored significantly lower on EI tests and were impaired in 

normal decision making,  as demonstrated by their poor performance in a card game 

with monetary rewards.  This study suggests that EI  is neurologically based in a way 

that is unrelated to standard measures of intelligence.  128  There is also evidence EI is 

genetically influenced,  further supporting the idea that it measures a real underlying 

biological factor.  129     

  The  Case Against EI  

 For all its supporters,  EI has just as many critics.  Its critics say that EI is vague and impos-

sible to measure,  and they question its validity.  

  E I  Researchers Do  Not Agree  on  Defini tions    It seems as though researchers are unclear 

on what EI is because researchers use different definitions of the concept.  130  Some have 

focused on tests with right and wrong answers from which we can infer someones 

ability to recognize and control emotions,  which is the ability-based perspective on EI.  

Other researchers have viewed EI as a broad variety of ideas that we can measure by 

self-reports and that are connected primarily by the fact that none of them are the same 

as cognitive intelligence.  Not only are these two definitions different,  but the measures 

used by each perspective are barely correlated with one another.  131    

  EI  Cannot Be  Measured    Many critics have raised questions about measuring EI.  Because 

EI is a form of intelligence,  they argue,  there must be right and wrong answers about 

it on tests.  Some tests do have right and wrong answers,  although the validity of some 

questions is  doubtful.  One measure asks you to  associate particular feelings with 

specific colours,  as if purple always makes us feel cool and not warm.  Other measures 

are self-reported,  meaning that there is no right or wrong answer.  For example,  an EI 

test question might ask you to respond to the statement Im good at reading other 

people,  and have no right or wrong answers.  The measures of EI  are diverse,  and 

researchers have not subjected them to as much rigorous study as they have measures 

of personality and general intelligence.  132   

  E I  I s  Nothing but Personal i ty wi th  a  Di fferent Label    Some critics argue that because EI is 

so closely related to intelligence and personality,  once you control for these factors,  EI 

has nothing unique to offer.  There is some foundation to this argument.  EI appears to 

be correlated with measures of personality,  especially emotional stability.  133   If this is 

true,  then biological markers such as brain activity and heritability are attributable to 

other well-known and much better researched psychological variables.  To some extent,  

researchers have resolved this issue by noting that EI is a construct partially determined 

by traits like cognitive intelligence,  conscientiousness,  and neuroticism,  so it makes 

sense that EI is correlated with these characteristics.  134  
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 Although the field is progressing in its understanding of EI,  many questions have not 

been answered.  EI is wildly popular among consulting firms and in the popular press,  

but its still difficult to validate this construct with the research literature.  Thus,  assessing 

exactly how EI should be used in the workplace is unclear,  as  Focus on Ethics   shows.    

 An  Eth ical  Choice 

  Should  managers use emotional  intell igence tests?  Should  

E I  tests be used  to select the best job  candidate?  1 35   Here are  

some eth ical  considerations:  

        No commonly accepted test exists.   For instance,  researchers have recently used  the 

Mayer-Sa lovey-C aruso  Emotiona l  I n tel l i gence  Test  (MSCE IT),  the  Tra i t  Emotiona l  

In tel l igence Questionnai re,  and  the newly developed  Si tuational  Judgment Test of 

Emotional  In tel l igence (SJT of E I )  in  stud ies.  Researchers feel  E I  tests may need  to be 

cu ltural ly specific because emotional  d isplays vary by culture;  thus,  the interpretation  

of emotional  cues d i ffers.  A recent study in  Ind ia  comparing  the E I  scores for Ind ian  

and  North  American  executives using  the Emotional  Competence Inventory (EC I-2 )  

test found  the resu lts simi lar but not the same,  suggesting  the need  for modification.   

       Applicants may react negatively to taking an EI test in  general,  or to parts of it.   The face 

recognition  test,  for example,  may seem cultural ly biased  to some if the subject photos 

are not d iverse.  Also,  participants who score high  on  EI  tests tend to consider them fair;  

appl icants who score lower may not perceive the tests to be fair and  can  thus consider 

the h iring  organizations unfavourablyeven  if they score wel l  on  other assessments.   

       EI tests may not be predictive of performance for all types of jobs.   In  a  study of 600 

Roman ian  parti cipants,  resu l ts  i nd icated  that E I  was va l id  for sa lespeople,  publ i c 

servants,  and  CEOs of publ ic hospita ls,  but these were a l l  roles requ iring  sign ificant 

socia l  interaction .  E I  tests may need  to be ta i lored  for each  position  category or not 

be used  when  the position  description  does not warrant.   

       It remains somewhat unclear what EI tests are actually measuring.   They may reflect 

personal i ty or intel l igence,  in  which  case other measures m ight be better.   

       Not enough research exists on how EI affects counterproductive or desirable work behav-

iours.   I t may not be prudent to test and  select applicants who are rated high  on  EI  when  

we are not yet certain  that everything  about EI  leads to desired  workplace outcomes.    

 These concerns suggest that E I  tests should  be avoided  in  h i ring  deci sions.  However,  

because research  has  ind icated  that E I  does pred ict job  performance  to  some degree,  

managers should  not be too hasty to d ismiss the tests.  Rather,  those wish ing  to use EI  in  

hiring decisions should  be aware of these issues to make informed and ethical  decisions about 

not only whom to h ire but a lso how to h ire.      

  Negative  Workplace Emotions 

 Negative emotions can lead to a number of deviant workplace behaviours.  Anyone who 

has spent much time in an organization realizes that people often engage in voluntary 

actions that violate established norms and threaten the organization,  its members,  or 

both.  These actions are called   employee deviance   .  1 36  Deviant actions fall into catego-

ries such as production (leaving early,  intentionally working slowly);  property (stealing,  

sabotage) ;  political (gossiping,  blaming co-workers) ;  and personal aggression (sexual 

harassment,  verbal abuse) .  137     

 Many of these deviant behaviours can be traced to negative emotions.  For instance,  

envy is an emotion that occurs when you resent someone for having something you 

dont,  and strongly desiresuch as a better work assignment,  larger office,  or higher 

salary.  138  It can lead to malicious deviant behaviours,  such as hostility,  backstabbing,  

      FOCUS ON  ETHICS 

  employee deviance      Voluntary 

actions that violate establ ished norms 

and threaten  the organization,  i ts 

members,  or both.    
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and other forms of political behaviour that negatively distort others  successes and 

positively distort your own accomplishments.  139   Angry people look for other people 

to blame for their bad mood,  interpret other peoples behaviour as hostile,  and have 

trouble considering others points of view.  140  Its not hard to see how these thought 

processes,  too,  can lead directly to verbal or physical aggression.  Evidence suggests that 

people who feel negative emotions,  particularly those who feel angry or hostile,  are 

more likely than others to engage in deviant behaviour at work.  141   

 Managing emotions in the workplace becomes important both to ward off negative 

behaviour and to encourage positive behaviour in those around us.  Some managers 

have even hired happiness coaches for their employees,  as discussed in  Ethical Dilemma

on page  74 .  

Focus on Research   looks at the issue of whether smiles are infectious.  You may be 

surprised to learn the extent to which your mood can affect the mood of others.  Once 

aggression starts,  its likely that other people will become angry and aggressive,  so the 

stage is set for a serious escalation of negative behaviour.      

10    Identify strategies for 

emotion  regulation  and  

their l ikely effects.   

 Smi le,  and  the Work World  
Smi les with  You  

  Can  you  make another person  smile?  I t  i s  true that a  sm i le  

usua l ly creates an  unconscious return  sm i le  from  the  person  

smi led  at.  1 42   However,  anyone who has ever smi led  at an  angry 

manager knows that a  sm i le  does not a lways have a  positive  

effect.  In  truth,  the g iving  and  withhold ing  of smi les is an  unconscious power play of office 

pol i tics.  

 New research  on  the   boss effect  suggests that the amount of power and  status a  

person  feels over another person  d ictates who wi l l  smi le.  Subordinates general ly smi le more 

often  than  their bosses smi le  back at them.  However,  the perception  of power i s  complex 

and  varies by national  cu l ture:  in  a  recent study,  Ch inese workers reflexively smi led  on ly at 

bosses who had  the power to g ive them  negative job  evaluations,  whi le  US  participants 

smi led  most to managers perceived  to have h igher socia l  power.  Other researchers found  

that when  individuals fel t powerful ,  they usual ly d id  not return  even  a  h igh-ranking  ind i-

vidual s smi le.  Conversely,  when  people felt powerless,  they returned  everyones smi les.  

 Whi le  we th ink of smi l ing  as a  choice,  smi l ing  (or conceal ing  a  sm i le)  i s  often  uncon-

scious.  Researchers are find ing  that socia l  pressure affects neurobiology.   I t shapes your 

neura l  a rch i tecture,  sa id  cogn i ti ve  neuroscienti st  Sook-Lei  Li ew.  Sm i le  reactions  are,  

therefore,  partia l ly involuntary;  when  smi l ing  i s  a  product of our atti tudes,  i t can  become 

an  unconscious process.  Thus,   your feel ings about power and  status seem  to d ictate how 

much  you  are wi l l ing  to return  a  smi le  to another person ,  cognitive neuroscientist Evan  

Carr affi rmed.   

     FOCUS ON  RESEARCH 

  Emotion  Regulation   

 Have you ever tried to cheer yourself up when you are feeling down or calm yourself 

when you are feeling angry? If so,  you have engaged in  emotion regulation  ,  which is part 

of the EI literature but is increasingly being studied as an independent concept.  143   The 

central idea behind emotion regulation is to identify and modify the emotions you feel.  

Recent research suggests that emotion management ability is a strong predictor of task 

performance for some jobs and organizational citizenship behaviours.  144  

 Researchers of emotion regulation often study the strategies people may employ to 

change their emotions.  One strategy we have discussed in this chapter is surface acting,  

or literally putting on a face of appropriate response to a given situation.  Surface acting 

does not change emotions,  though,  so the regulation effect is minimal.  Perhaps due to 

the costs of expressing what we dont feel,  a recent study suggested that individuals who 
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vary their surface-acting response may have lower job satisfaction and higher levels of 

work withdrawal than those who consistently use surface acting.  145   Deep acting,  another 

strategy we have covered,  is less psychologically costly than surface acting because the 

employee is actually trying to experience the emotion.  Deep acting,  although less false 

than surface acting,  still may be difficult because it represents acting nonetheless.  

 Organizational behaviour researchers are looking to understand strategies people 

may employ that yield the results of acting (such as showing appropriate emotions)  

but mitigate the effects of acting (such as emotional exhaustion and workplace with-

drawal) .  The goal is to give employees and managers tools to monitor and modify their 

emotional responses to workplace situations.  

 Although the research is ongoing,  studies indicate that effective emotion regulation 

techniques include acknowledging rather than suppressing our emotional responses to 

situations,  and re-evaluating events after they occur.  146  A 2013 study illustrates the poten-

tially powerful effect of cognitive reappraisal.  Of the Israeli participants who were shown 

anger-inducing information on the IsraeliPalestinian conflict,  those who were primed 

to reappraise the situation showed more willingness to consider conciliatory measures 

toward Palestine and less support for aggressive tactics than the control group,  not just 

immediately after the study but up to five months later.  This finding suggests that cognitive 

reappraisal techniques may allow people to change their emotional responses,  even when 

the subject matter is as highly emotionally charged as the IsraeliPalestinian conflict.  147  

 Another technique with potential for emotion regulation is venting.  Research shows 

that the open expression of emotions can be helpful to the individual,  as opposed to 

keeping emotions bottled up.  Caution must be exercised,  though,  because venting,  

or expressing your frustration outwardly,  touches other people.  In fact,  whether venting 

emotions helps the venter feel better depends very much upon the listeners response.  

If the listener does not respond (many refuse to respond to venting) ,  the venter actu-

ally feels worse.  If the listener responds with expressions of support or validation,  the 

venter feels better.  Therefore,  if we are going to vent to a co-worker,  we need to choose 

someone who will  respond sympathetically.  Venting to the perceived offender rarely 

improves things and can result in heightening the negative emotions.  148  

 As you might suspect,  not everyone is equally good at regulating his or her emotions.  

Individuals who are higher in the personality trait of neuroticism have more trouble doing 

so and often find their moods are beyond their ability to control.  Individuals who have 

lower levels of self-esteem are also less likely to try to improve their sad moods,  perhaps 

because they are less likely than others to feel they deserve to be in a good mood. 149   

 While it might seem in some ways desirable to regulate your emotions,  research 

suggests  there is  a downside to  trying to  change the way you feel.  Changing your 

emotions takes effort,  and as we noted when discussing emotional labour,  this effort can 

be exhausting.  Sometimes attempts to change an emotion actually make the emotion 

stronger;  for example,  trying to talk yourself out of being afraid can make you focus 

more on what scares you,  which makes you more afraid.  150  From another perspective,  

research suggests that avoiding negative emotional experiences is less likely to lead to 

positive moods than does seeking out positive emotional experiences.  151   For example,  

you are more likely to experience a positive mood if you have a pleasant conversation 

with a friend than if you avoid an unpleasant conversation with a hostile co-worker.     

  RESEARCH  FINDINGS:  Emoti on  Regu l ati on 

 While emotion regulation techniques can help us cope with difficult work-

place situations,  research indicates that the effect varies.  A 2013  study in 

Taiwan found that participants who worked for abusive supervisors reported emotional 

exhaustion and work withdrawal tendencies,  but to  different degrees based on the 

emotion regulation strategies they employed.  This finding suggests that more research 

     Watch  on  MyManagementLab

East Haven Fire Department:  Emotions 

and  Moods 
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on the application of techniques needs to be done to help employees.  152  Thus,  while 

there is much promise in emotion regulation techniques,  the best route to a positive 

workplace is to recruit positive-minded individuals and to train leaders to manage their 

moods,  job attitudes,  and performance.  153   The best leaders manage emotions as much 

as they do tasks and activities.  Although with computers now being programmed to 

read emotions,  as  OB in the Workplace   indicates,  it may be harder to hide emotions at 

work in the future.         

  GLOBAL IMPLICATIONS 

 In considering potential global differences in this chapters concepts,  lets 

look at the four areas that have attracted the most research:  (1 )  perception,  

(2)  attributions,  (3)  personality,  and (4)  emotions.  

  Perception 

 Several studies have examined how people observe the world around them.  155   In one 

study,  researchers showed East Asians and US subjects a photo with a focal object (like 

a train)  with a busy background and tracked their eye movements.  They found that the 

 Affective Computing:  Reading  Your State of M ind  

  Can  computers real ly recognize a  users emotions?  The Massachusetts Institute of 

Technology (MIT)  Media Lab is  currently programming computers to use 24 facial 

points from which they can infer an emotion.  154  What if computers could be made 

emotionally intelligent to help a person get past frustration into productivity? What if 

managers could automatically receive reports on virtual employees emotions?  What 

if sensors could help employees stay well by providing feedback on their emotional 

reactions to stress?  

 Affective computing can provide managers with in-the-moment help.  At MITs lab,  a 

tiny traffic light,  visible only to the wearer,  flashes yellow when a listeners face indicates 

lack of engagement in the conversation and red for complete disengagement.  These cues 

could help a manager who is delivering important safety information to an employee,  

for instance.  The MIT team has also developed wristbands that sense emotional states 

and activity levels.  They could help managers work with employees who are on the 

Aspergers or autism spectrum.  With this technology in the future,  well  be able to 

understand things .  .  .  that we werent able to see before,  things that calm them,  things 

that stress them,  said Rosalind Picard,  the teams director.  

 With this possibility comes responsibility,  of course.  Obvious ethical issues will 

only grow with the technologys increasing sophistication.  Employees may not want 

computers to read their emotions either for their managers use or for automatic feed-

back.  We want to have some control over how we display ourselves to others,  said 

Nick Bostrom of the University of Oxfords Future of Humanity Institute.  

 Organizations  will  eventually have to  decide when it is  appropriate to  read 

employees emotions,  as well as which emotions to read.  In the meantime,  according 

to affective computing experts,  people are still the best readers of emotions from facial 

cues.  Perhaps managers can get to know their employees state of mind by paying closer 

attention to those cues.   

   OB I N  TH E  WORKPLACE 
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US subjects were more likely to look at the focal object,  whereas the East Asian subjects 

were more likely to look at the background.  Thus,  the East Asians appeared to focus 

more on the context or environment than on the most important object in it.  As one 

of the researchers concluded,  If people are seeing different things,  it may be because 

they are looking differently at the world.  156  

 Perceptual differences across cultures have been found to be rooted in the brains 

architecture.  Using an fMRI device to scan subjects brains,  one researcher found that 

when Singaporeans were shown pictures where either the foreground or background 

was varied,  their brains were less attuned to new foreground images and more attuned 

to new background images than those of US subjects.  1 57  This finding suggests that 

perception is not universal,  and that the cultural tendency to focus on either an object/

person or a context is part of the hard wiring of our brains.  

 Finally,  culture affects what we remember as well.  When asked to remember events,  

US subjects recall more about personal details and their own personal characteristics,  

whereas Asians recall more about personal relationships and group activities.  158  

 As a set,  these studies provide striking evidence that Eastern and Western cultures 

differ in one of the deepest aspects of organizational behaviour:  how we see the world 

around us.   

  Attributions 

 The evidence on cultural differences in perception is mixed,  but most studies suggest 

that there  are   differences across cultures in the attributions people make.  159   One study 

also found Korean managers less likely to use the self-serving biasthey tended to 

accept responsibility for group failure because I  was not a capable leader instead of 

attributing failure to group members.  160  On the other hand,  Asian managers are more 

likely to lay blame on institutions or whole organizations,  whereas Western observers 

are more likely to believe individual managers should be the focus of blame or praise.  161   

That probably explains why US newspapers prominently report the names of individual 

executives when firms do poorly,  whereas Asian media provide more coverage of how 

the firm as a whole has failed.  This tendency to make group-based attributions also 

explains why individuals from Asian cultures are more likely to make group-based 

stereotypes.  162  Attribution theory was developed largely based on experiments with 

US and Western European workers.  But these studies suggest caution in making attri-

bution theory predictions in non-Western societies,  especially in countries with strong 

collectivistic traditions.  

 These differences in attribution tendencies dont mean that the basic concepts of 

attribution and blame completely differ across cultures,  though.  Self-serving biases 

may be less  common in East Asian cultures,  but evidence suggests  that they still 

operate across cultures.  1 63   Studies suggest that Chinese managers assess  blame for 

mistakes using the same distinctiveness,  consensus,  and consistency cues Western 

managers  use.  1 64   They also  become angry and punish  those  who  are  deemed 

responsible for failure,  a reaction shown in many studies  of Western managers.  

This  finding means that the basic process of attribution applies  across cultures but 

that it takes more evidence for Asian managers to  conclude someone else should 

be blamed.   

  Personality 

 The five personality traits  identified in the Big Five model  appear in almost all 

cross-cultural  studies.  1 65   These studies  have included a wide variety of diverse 

culturessuch as China,  Israel,  Germany,  Japan,  Spain,  Nigeria,  Norway,  Pakistan,  

and the United States.  Differences tend to be in the emphasis on particular dimen-

sions  and whether countries  are predominantly individualist or collectivist.  For 
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example,  Chinese managers  use the dimension of conscientiousness  more often 

and agreeableness less often than do US managers.  The Big Five appear to  predict 

behaviour more accurately in individualistic cultures than collectivistic cultures.  1 66  

However,  a surprisingly high amount of agreement exists among researchers that the 

Big Five variables are useful predictors,  especially among individuals from developed 

countries.  A comprehensive review of studies covering people from what was then 

the 1 5-nation European Community found conscientiousness to be a valid predictor 

of performance across jobs and occupational groups.  1 67  US studies have reached the 

same conclusion.  

 With respect to proactive personality,  a 2013  study of 231  Flemish unemployed 

individuals found that proactive personality was negatively related to persistence in job 

searching;  proactive individuals abandoned their job searches sooner.  However,  it may 

be that proactivity includes knowing when to step back and reconsider alternatives in 

the face of failure.  168  

 A 2013  study of 95  R & D teams in 33  Chinese companies revealed that teams with 

high-average levels of proactive personality were more innovative.  169   Like other traits,  

proactive personality is affected by the context.  A 2012 study of bank branch teams in 

China found that if a teams leader is not proactive,  the benefits of the teams proactivity 

will lie dormant or,  worse,  be suppressed by the leader.  170   

  Emotions 

 People vary in the degree to which they experience emotions.  In China,  for example,  

people report experiencing fewer positive and negative emotions than people in 

other cultures,  and the emotions they experience are less intense than what other 

cultures report.  Compared with mainland Chinese,  Taiwanese are more like Canadian 
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  EXHIBIT 2-1 0  Emotional  States Cross-Culturally      

  *Respondents in  1 50+ countries worldwide over two years were asked  whether they experienced  five positive emotions (wel l -rested,  treated  with  

respect,  en joyment,  smi l ing  and  laughing,  learn ing  or doing  someth ing  interesting)  and  five negative emotions (anger,  stress,  sadness,  physical  

pain ,  worry)  dai ly.   

  Source:   J .  C l i fton,   Singapore Ranks as Least Emotional  Country in  the World,   Gallup World ,  November 21 ,  201 2 ,   h ttp: //www.gal lup. com/

pol l /1 58882/singapore-ranks-least-emotional -country-world . aspx .   
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employees  in their experience of emotions:  On average,  Taiwanese report more 

positive and fewer negative emotions  than their Chinese counterparts.  1 71   People 

in most cultures appear to experience certain positive and negative emotions,  but 

the frequency of their experience and their intensity varies  to  some degree.  1 72  

 Exhibit   2-10    illustrates the percentage of people who experience emotions on a daily 

basis across cultures.   

 Despite these differences,  people from all  over the world interpret negative and 

positive emotions  in  much the same way.  We all  view negative emotions,  such 

as  hate,  terror,  and rage,  as  dangerous and destructive.  And we all  desire positive 

emotions,  such as  joy,  love,  and happiness.  However,  some cultures value certain 

emotions more than others.  For example,  Americans value enthusiasm,  while the 

Chinese consider negative emotions to  be more useful and constructive.  In general,  

pride is  seen as  a positive emotion in Western,  individualistic cultures such as the 

United States,  but Eastern cultures such as China and Japan tend to  view pride as 

undesirable.  1 73   

 Recent research has suggested that   negative affect    actually has many benefits.  

Visualizing the worst-case scenario often allows people to accept present circumstances 

and cope,  for instance.  174  Negative affect can allow managers to think more critically 

and fairly,  other research indicates.  175      

 The norms for the expression of emotions vary by culture as well.  For example,  

some fundamentalist Muslims see smiling as a sign of sexual attraction,  so women 

have learned not to  smile at men so as not to  be misinterpreted.  1 76   And research 

has shown that in collectivistic countries,  people are more likely to believe that the 

emotional displays of another have something to do with their own relationship with 

the person expressing the emotion,  while people in individualistic cultures dont think 

that anothers emotional expressions are directed at them.  177  Evidence indicates that in 

Canada a bias exists against expressing emotions,  especially intense negative emotions.  

French retail clerks,  in contrast,  are infamous for being surly toward customers (a report 

from the French government itself confirmed this) .  178  Reports also indicate that serious 

German shoppers have been turned off by Walmarts  friendly greeters and helpful 

personnel.  179        

     Summary 
 Individuals base their behaviour not on the way their external environment actually is,  

but rather on the way they see it or believe it to be.  

 Personality matters to OB.  It does not explain all  behaviour,  but it sets the stage.  

Emerging theory and research reveal  how personality matters more in some situa-

tions than others.  The Big Five Personality Model has been a particularly important 

advancement,  although the Dark Triad and other traits matter as well.  Moreover,  every 

trait has advantages and disadvantages for work behaviour.  No perfect constellation 

of traits is ideal in every situation.  Personality can help you understand why people 

(including yourself! )  act,  think,  and feel the way we do,  and the astute manager can 

put that understanding to use by taking care to place employees in situations that best 

fit their personality.  

 Emotions and moods are similar in that both are affective in nature.  They are also 

differentmoods are more general and less contextual than emotions.  And events do 

matter.  The time of day,  day of the week,  stressful events,  social activities,  and sleep 

patterns are some of the factors that influence emotions and moods.  Emotions and 

moods have proven relevant for virtually every OB topic we study,  and they have impli-

cations for managerial practice.     

 LESSONS LEARNED 

       People act on the basis of 

their perception of reality.   

      Personality attributes provide 

a framework for predicting 

behaviour.   

      People who are good at read-

ing the emotions of others 

are generally more effective 

in the workplace.    

  negative affect      A mood dimension  

that consists of emotions such  as 

nervousness,  stress,  and anxiety at 

the high  end and relaxation,  tranqui l-

i ty,  and poise at the low end.    
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 Study,  practise,  and explore real  business situations with  these helpful  resources:  

       Study Plan:  Check your understanding  of chapter concepts with  self-study quizzes.   

      Online Lesson Presentations:  Study key chapter topics and work through  interactive assessments to 

test your knowledge and master management concepts.   

      Videos:  Learn  more about the management practices and strategies of real  

companies.   

      Simulations:  Practise management decision-making  in  simulated business environments.    

 MyManagementLab 

P I A
PERSONAL  

INVENTORY 

ASSESSMENT

 SNAPSHOT SUMMARY 

  Perception 

   Factors That I n fluence 
Perception  

   Perceptual  Errors  

   Why Do Perception  and  
Judgment Matter?   

  Personality 

   What I s  Personal i ty?  

   Measuring  Personal i ty 

   Personal ity Determinants 

   Personal ity Tra its  

   The Dark Triad  

   Other Personal i ty Attributes 
That I nfluence OB   

  Emotions 

   What Are Emotions and  
Moods?  

   Choosing  Emotions:  
Emotional  Labour 

   Why Should  We Care About 
Emotions in  the  Workplace?     
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  for Review 

    1 .    What i s  perception?  What fac-

tors in fluence our perception?   

2.    What is attribution  theory?  What 

are the three determinants of attri-

bution?  What are the implications 

of attribution  theory for explaining  

organizational  behaviour?   

3.    What i s  personal i ty?  How do we 

typical ly measure i t?  What fac-

tors determine personal i ty?   

4.    What i s  the Myers-Briggs Type 

Ind icator?  What are i ts strengths 

and  weaknesses?   

5.    What are the key tra i ts in  the B ig  

Five Personal i ty Model?   

6.    How do the B ig  Five personal i ty 

tra i ts predict behaviour at work?   

7.    What i s  the d i fference between  

emotions and  moods?   

8.    What impact does emotional  

labour have on  employees?   

9.    What i s  the evidence for and  

against the existence of emo-

tional  intel l igence?   

1 0.    What are some strategies for 

emotion  regulation  and  their 

l ikely effects?     

  for Managers  

     Consider screening  job candidates 

for h igh  conscientiousnessas 

wel l  as the other Big  Five personal-

ity traits,  depending  on  the criteria  

your organization  finds most impor-

tant.  Other traits,  such  as core self-

evaluation  or narcissism,  may be 

relevant in  certain  situations.   

     Although  the MBTI  has been  widely 

criticized,  i t may have a  place in  

organizations.  You  may consider 

the results helpful  for train ing  and  

development;  the results can  also 

help employees better understand  

themselves,  help team  members 

better understand  one another,  

open  up communication  in  work 

groups,  and  possibly reduce 

 confl icts.   

     To foster effective decision  mak-

ing,  creativi ty,  and  motivation  in  

employees,  model  positive emo-

tions and  moods as much  as i s  

authentical ly possible.   

     Regulate your intense emotional  

responses to an  event by recogniz-

ing  the leg itimacy of the emotion  

and  being  carefu l  to vent on ly to  

a  supportive l i stener who i s  not 

involved  in  the event.   

     Be careful  not to ignore co- workers  

and  employees  emotions;  do not 

assess others  behaviour as i f i t 

were completely rational .  As one 

consultant aptly put i t,  You  cant 

d ivorce emotions from  the work-

place because you  cant d ivorce 

emotions from  people.  1 80  Man-

agers who understand  the role 

of emotions and  moods wi l l  sig-

n ificantly improve their abi l i ty to  

explain  and  predict their co-work-

ers  and  employees  behaviour.     

  for You 

   The d iscussion  of perception  might 

get you  th inking  about how you  

view the world .  When  we perceive 

someone as a  troublemaker,  for 

instance,  that may be on ly a  per-

ception  and  not a  real  characteris-

tic of the person.  I t i s  a lways good  

to question  your perceptions,  just 

to be sure that you  are not reading  

someth ing  into a  si tuation  that i s  

not there.   

   One important th ing  to consider 

when  looking  for a  job i s  whether 

your personal i ty wi l l  fi t the organ i-

zation  to which  you  are applying.  

For instance,  lets say that you  are 

considering  working  for a  h igh ly 

structured  company.  I f you,  by 

nature,  are much  less formal ,  then  

that company may not be a  good  

fi t for you.   

   Sometimes personal i ties get in  the 

way when  working  in  groups.  You  

may want to see i f you  can  figure 

out ways to get personal i ty d i ffer-

ences to work in  favour of group 

goals.   

   Emotions need  not a lways be 

suppressed  when  working  with  

others.  Whi le  emotions can  some-

times h inder performance,  positive 

emotions can  motivate you  and  

those around  you.        

  OB
at

Work 
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    Those in  un iversi ty and  col lege today have many good  

qual i ties:  They are more technological ly savvy,  more 

socia l ly tolerant,  and  more balanced  in  their work and  

fami ly priori ties than  previous generations.  1 81   Thus,  

those poised  to enter the workforce today do so with  

some important vi rtues.  Humi l i ty,  however,  i s  not one of 

them.  

 A 201 4 study comparing  M i l lenn ia ls with  Generation  

Xers found  that M i l lenn ia ls expect faster promotions,  

change jobs every two years,  and  are confident they wi l l  

ach ieve their career goals.  Jason  Kipps,  managing  d i rec-

tor for Toronto-based  Un iversum  Canada,  in  another 

201 4 study,  concluded  that M i l lenn ia l  un iversi ty students 

are saying,   I  want to get out there,  and  I  want to ki l l  i t.  

And  I  want to make lots of money.  

 Studies measuring  narcissism  suggest that scores are 

ri sing,  especia l ly among  younger generations.  For exam-

ple,  by presenting  a  choice between  two statements I  

try not to be a  show-off  vs.   I  wi l l  usual ly show off i f I  

get the chancepsychologists have found  that narcis-

sism  has been  growing  since the early 1 980s.  

 Another recent study found  that compared  with  Baby 

Boomers and  Generation  X,  students entering  col lege 

and  un iversi ty today are more l ikely to emphasize extrin-

sic va lues (money,  image,  fame) and  less l ikely to value 

intrinsic ones (concern  for others,  chari ty,  jobs that con-

tribute to society).  

 These find ings do not paint a  pretty picture,  but data  

do not l ie:  The sooner we admit i t,  the sooner we can  

begin  to address the problem  in  fami l ies,  in  education,  

and  at work.   

     THE  YOUTH  OF TODAY ARE LOST!   Th is argument i s  

l ike a  broken  record  that seems to play over and  over:  

Every generation  tends to th ink the new generation  is  

without values,  and  the new generation  th inks the older 

one i s  hopelessly judgmental  and  out of touch.  D idnt 

the supposed  Me generation  occur a  generation  ago?  

Lets send  the broken  record  to the recycl ing  bin  and  

review the evidence.  

 Another study offered  an  interesting  explanation  for 

why people  think  M i l lenn ia ls are more narcissistic.  Spe-

cifical ly,  young  people in  general  are more self-focused,  

but as people age,  they become more  other  focused.  

So we th ink young  people are d i fferent when  in  fact 

they are just the way older folks were when  they were 

younger.  As these authors conclude,   Every generation  

i s  Generation  Me.  Our level  of narcissism  appears to 

be one of the many th ings that change as we get older.  

 In  fact,  th is idea  ra ises an  important point:  Values 

change over time as we age,  but we shou ld  not confuse 

that change with  generational  effects.  One large-scale 

review of the l i terature revealed  that during  col lege and  

un iversi ty years,  we place more weight on  intrinsic va l -

ues,  and  as we progress in  our careers and  start fami l ies,  

extrinsic va lues increase in  importance.  

 Other research  has found  that people th ink that gen-

erations d i ffer in  their va lues much  more than  they in  

fact do.  One study found  that of 1 5  work values,  in  every 

case the perceived  d i fferences among  Baby Boomers,  

Generation  Xers,  and  M i l lenn ia ls were greater than  the 

actual  ones.  

 More broadly,  narcissistic folks exist in  every genera-

tion.  We need  to be carefu l  when  general izing  about 

enti re groups (whether one sex,  one race,  one cu lture,  

or one generation).  Whi le  general izations have caused  

no smal l  amount of trouble,  we sti l l  l ike to simpl i fy the 

world,  sometimes for good  reason.  In  th is case,  however,  

the good  reason  i s  not there,  especia l ly considering  the 

latest evidence.   

PO I N T COU NTE RPO I N T
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 Form  smal l  groups to d iscuss the fol lowing  topics,  as assigned  by your instructor.  Each  person  in  the group should  fi rst 

identify 35  key personal  va lues.  

   1 .    Think back to your perception  of th is course and  your instructor on  the fi rst day of class.  What factors m ight 

have affected  your perceptions of what the rest of the term  would  be l ike?   

  2.    Describe a  si tuation  where your perception  turned  out to be wrong.  What perceptual  errors d id  you  make that 

might have caused  th is to happen?     

B R E AKO U T  G ROU P  E X E R C I S E S 

 Who Can Catch a Liar? 

 We mentioned  earl ier in  the chapter that emotion  researchers are h igh ly interested  in  facial  expressions as a  window into 

ind ividuals  emotional  worlds.  1 82   Research  has a lso stud ied  whether people can  tel l  someone i s  lying  based  on  signs of 

gu i l t or nervousness in  their facial  expressions.  Lets see who i s  good  at catch ing  l iars,  but fi rst consider th is:  How good  

you  are at detecting  l ies by others i s  related  to your own  mood.  You  are actual ly less l ikely to correctly detect a  l ie  i f you  

are in  a  happy mood.   Hint:   I f you  are in  a  negative mood,  concentrate mostly on  the message i tself (Does i t seem  plau-

sible?);  i f you  are in  a  positive mood,  read  the nonverbal  cues (such  as fidgety or ca lm  behaviour)  more.  

 Spl i t up into teams and  fol low these instructions.  

   1 .     Randomly choose someone to be the team  organ izer.  Have th is person  wri te down  on  a  piece of paper  T  for 

truth  and   L  for l ie.  I f there are,  say,  six people in  the group (other than  the organ izer),  then  three people wi l l  

get a  sl ip  with  a   T  and  three a  sl ip  with  an   L.  I ts important that a l l  team  members keep what i s  on  their 

paper a  secret.   

  2.     Each  team  member who holds a  T sl ip  needs to come up with  a  true statement,  and  each  team  member who holds 

an  L sl ip  needs to come up with  a  fa lse statement.  Try not to make the statement so outrageous that no one would  

bel ieve i t (for example,   I  have flown  to the moon ).   

  3.     The organ izer wi l l  have each  member make h is or her statement.  Group members should  then  examine the person  

making  the statement closely to  try to determine whether he or she is  tel l ing  the truth  or lying .  Once each  person  

has made h is or her statement,  the organ izer wi l l  ask for a  vote and  record  the ta l l ies.   

  4.     Each  person  should  now ind icate whether the statement was the truth  or a  l ie.   

  5.     How good  was your group at catch ing  the l iars?  Were some people good  l iars?  What d id  you  look for to deter-

mine whether someone was lying?     

  E XP E R I E N T I AL  E X E R C I S E  

P I A
PERSONAL  

INVENTORY 

ASSESSMENT

Tolerance of Ambiguity Scale:  Some people are much  more tolerant of ambigu ity than  others,  wh ich  may impact 

career preferences.  Use th is scale to determine your own  tolerance of ambiguity.

Core Self-Evaluation  Scale:  Understanding  your own  personal ity can  help you  select the types of roles that are right for 

you.  Use th is scale to learn  more about how you  view yourself and  your confidence levels in  specific si tuations.

Self-Awareness Assessment:  Th is self-assessment i s designed  to help you  gain  insight into yourself and  efforts you  can  

make to increase your self-awareness.

Emotional  Intell igence Assessment:  Emotional  intel l igence can  help  people communicate more effectively and  can  

assist in  the management of confl ict.  Use th is scale to learn  more about your personal  emotional  intel l igence.

   P E R S O N AL  I N VE N TORY  A S S E S S M E N T
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    C AS E  I N C I D E N T S 

  On the Costs of Being Nice 

 Agreeable people tend  to be kinder and  more accommo-

dating  in  socia l  si tuations,  wh ich  you  m ight th ink cou ld  

add  to  thei r success  i n  l i fe.  1 84  However,  one  downside 

of ag reeableness  i s  potenti a l l y l ower earn ings.  Recen t 

research  has shown  the answer to th is and  other puzzles;  

some of them  may surprise you.  

 Fi rst,  and  perhaps most obvious,  agreeable individuals 

a re  l ess  adept a t  a  type  of negoti ation  ca l l ed  d i stribu -

tive  bargain ing .   As we d iscuss in   Chapter   9    ,  d i stributive    

bargain ing  i s  l ess  about creating  winwin  solutions and  

more  about cl a im ing  a s  l a rge  of a  share  of the  p i e  a s 

poss i b l e .  B ecau se  sa l a ry  n egot i a t i on s  a re  g en era l l y 

 d i stributive,  agreeable  ind ividuals  often  negotiate  lower 

sa lari es  for themselves  than  they m ight otherwise  get.  

Perhaps  because  of  th i s  impa i red  ab i l i ty  to  n egoti a te 

d istributively,  agreeable individuals have lower credit scores.  

 Second,  agreeable ind ividuals may choose to work in  

i ndustries  or occupations that earn  lower sa laries,  such  

as  the   caring  i ndustries  of education  or hea l th  care.  

Agreeable individuals are a lso attracted  to jobs both  in  the 

publ ic sector and  in  nonprofit organ izations.  

 Th ird ,  the earn ings of agreeable  ind ividuals a l so may 

be reduced  by their lower drive to emerge as leaders and  

by their tendency to engage in  lower degrees of proactive 

task behaviours,  such  as coming  up with  ways to increase 

organ izational  effectiveness.  

 Whi le being  agreeable certainly does not appear to help  

ones pay,  i t does provide other benefits.  Agreeable individ-

 Happiness Coaches for Employees 

  E T H I C A L  D I L EMMA 

 We  know there  i s  considerable  sp i l lover from  persona l  

unhappiness to negative emotions at work.  1 83   Moreover,  

those  who experience  negative  emotions i n  l i fe  and  at 

work a re  more  l i ke l y to  engage  i n  coun terproducti ve 

behaviours with  customers,  cl ients,  or fel low employees.  

 Increasing ly,  organ izations such  as American  Express,  

UBS,  and  KPMG  a re  tu rn i ng  to  h app i ness  coaches  to 

address th is spi l lover from  personal  unhappiness to work 

emotions and  behaviours.  

 Srikumar Rao is a  former col lege professor who has the 

n ickname  the happiness guru .   Rao teaches people to 

analyze negative emotions to prevent them from becoming  

overwhelming.  If your job is restructured,  for example,  Rao 

suggests avoid ing  negative thoughts and  feel ings about 

i t.  Instead,  he advises,  tel l  yourself i t cou ld  turn  out wel l  

in  the long  run,  and  there i s no way to know at present.  

 B eyond  refram i n g  th e  emoti on a l  impact  of  work 

si tuations,  some happiness coaches attack the  negative 

emotional  spi l lover from  l i fe  to  work (and  from  work to 

l i fe).  A working  mother found  that a  happiness ta lk by 

Shawn  Actor helped  her stop  focusing  on  her stressed-

out l i fe  and  instead  look for chances to smi le,  laugh,  and  

be gratefu l .  

 In  some cases,  the cla ims made by happiness coaches 

seem  a  b i t  tri te .  J im  Sm i th ,  who  l abe l s  h imse l f   The 

Executive  Happiness  Coach ,  asks:  What i f  I  told  you  

that there are secrets nobody told  you  as a  kidor as an  

adult,  for that matterthat can  un lock for you  a l l  sorts of 

positive emotional  experiences?  What i f the only th ing  that 

gets in  the way of you  feel ing  more happiness i sYOU?!  

What i f you  can  change your experience of the world  by 

sh i fting  a  few simple th ings in  your l i fe,  and  then  prac-

ticing  them  unti l  they become second  nature?  

 I f employees leave their experiences with  a  happiness 

coach  feel ing  happier about their jobs and  their l ives,  is that 

not better for everyone?  Says one individual,  Ivel isse Rivera,  

who felt she benefited from a  happiness coach,   If I  assume 

a  negative attitude and  complain  a l l  the time,  whoever i s  

working  with  me is going  to feel  the same way.  

 But what i f you  cannot afford  a  happiness coach  and  

your employer does  not wan t to  foot the  b i l l ?  Recen t 

research  suggests a  do-i t-yourself opportun ity to increase 

your good  mood  at home.  The key i s  to  l end  a  helping  

hand.  I f you  help  others at work,  you  may find  that later 

at home,  after you  have had  a  chance to relax and  reflect,  

your mood  wi l l  be improved.  

  Questions 

    1 .    Do you  th ink happiness coaches are effective?  How 

might you  assess their effectiveness?   

   2.    Would  you  welcome happiness tra in ing  in  your 

workplace?  Why or why not?   

   3.    Under what ci rcumstancesif anyis i t eth ical ly 

appropriate for a  supervisor to suggest a  happiness 

coach  for a  subordinate?      
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uals are better l iked  at work,  are more l ikely to help others 

at work,  and  general ly are happier at work and  in  l i fe.  

 N ice guysand  galsmay fin ish  last in  terms of earn-

ings,  but wages themselves do not define a  happy l i fe,  and  

on  that front,  agreeable individuals have the advantage.  

  Questions 

    1 .    Do you think employers must choose between agree-

able employees and top performers?  Why or why not?   

   2.    Often,  the effects of personal i ty depend  on  the si tu-

ation .  Can  you  th ink of some job si tuations in  which  

agreeableness i s  an  important vi rtue,  and  some in  

which  i t i s  harmfu l  to job performance?   

   3.    In  some research  we have conducted,  we have 

found  that the negative effect of agreeableness 

on  earn ings i s  stronger for men  than  for women  

(that i s,  being  agreeable hurt mens earn ings more 

than  womens).  Why do you  th ink th is m ight be the 

case?      

  Can You Read Emotions from Faces? 

 Some researcherspsycholog ist Pau l  Ekman  may be the 

best  knownhave  stud ied  whether faci a l  expressions 

revea l  true  emotions.  1 85   These researchers  have  d i stin -

gu i shed  rea l  sm i les  (so-ca l l ed  Duchenne sm i les,  named  

after French  physician  Gui l laume Duchenne) from   fake  

sm i les.  Duchenne found  genu ine smi les  ra i sed  not on ly 

the  corners  of the  mouth  (easi l y faked)  but a l so  cheek 

and  eye muscles (much  more d i ffi cu l t  to  fake).  So,  one 

way to determine whether someone is genuinely happy or 

amused  is to look at the muscles around  the upper cheeks 

and  eyesif the persons eyes are smi l ing  or twinkl ing,  the 

smi le is genuine.  Ekman  and  h is associates have developed  

simi lar methods to detect other emotions,  such  as anger,  

d isgust,  and  distress.  According  to Ekman,  the key to iden-

ti fying  real  emotions i s  to focus on  micro-expressions,  or 

those facia l  muscles we cannot easi ly manipulate.  Recent 

research  i nd i cates  that  people  cannot accu ratel y i n fer 

emotions in  others from  their facia l  expressions.  

 Dan  H i l l  has used  these techn iques to study the facia l  

expressions of CEOs and  found  they vary dramatical ly not 

on ly i n  thei r Duchenne sm i les but a l so  in  the degree to 

which  they d isplay positive versus negative facia l  expres-

sions.  The accompanying  table shows H i l l s analysis of the 

facia l  expressions of some prominent male executives:    

 Jeff Bezos,  Amazon   51 %  positive 

 Warren  Buffett,  Berksh ire Hathaway  69%  positive 

 M ichael  Del l ,  Del l  Computers  47%  positive 

 Larry E l l i son,  Oracle  0%  positive 

 B i l l  Gates,  M icrosoft  73%  positive 

 Ph i l  Kn ight,  N ike  67%  positive 

 Donald  Trump,  The Trump 

Organ ization  

 1 6%  positive 

 I ts  i n teresting  to  note  that these  i nd i vi dua l s,  a l l  of 

whom are successfu l  in  various ways,  have such  d i fferent 

levels of positive facia l  expressions.  I t a l so ra ises the ques-

tion :  I s  a  smi le  from  Larry E l l i son  worth  more than  a  smi le  

from  Bi l l  Gates?  

  Questions 

    1 .    Most research  suggests that we are not very good  

at detecting  fake emotions,  and  we th ink we are 

much  better at i t than  we are.  Do you  bel ieve tra in-

ing  would  improve your abi l i ty to detect emotional  

d isplays in  others?   

   2.    Do you  th ink the information  in  th is case could  help  

you  tel l  whether someones smi le  i s  genuine?   

   3.    I s  your own  impression  of the facia l  expressions of 

the seven  business leaders consistent with  what the 

researcher found?  I f not,  why do you  th ink your 

views might be at odds with  h is?         
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  Reading 
Emotions 

 Understanding  another per-

sons felt emotions is very 

difficult.  But we can  learn  to 

read  others  d isplayed emo-

tions.  1 86  We do th is by focus-

ing  on  verbal,  nonverbal ,  and  

paralanguage cues.  

    FROM  CONCEPTS TO SKILLS 

 The easiest way to find  out what someone i s  feel ing  i s  to ask them.  

Saying  someth ing  as simple as Are you  okay?  Whats the problem?  can  

often  provide you  with  the information  to assess an  ind ividual s emotional  

state.  But relying  on  a  verbal  response has two drawbacks.  Fi rst,  a lmost a l l  

of us conceal  our emotions to some extent for privacy and  to reflect socia l  

expectations.  So we might be unwi l l ing  to share our true feel ings.  Second,  

even  i f we want to verbal ly convey our feel ings,  we may be unable to do 

so.  As we noted  earl ier,  some people have d i fficu lty understand ing  their 

own  emotions and,  hence,  are unable to express them  verbal ly.  So,  at best,  

verbal  responses provide on ly partia l  information.  

 Lets say you  are ta lking  with  a  co-worker.  Does the fact that h is back 

i s  rig id ,  h is teeth  clenched,  and  h is facia l  muscles tight tel l  you  someth ing  

about h is emotional  state?  I t probably should.  Facia l  expressions,  gestures,  

body movements,  and  physical  d istance are nonverbal  cues that can  pro-

vide additional  insights into what a  person  i s  feel ing.  The facia l  expressions 

shown  in   Exh ibit   2 -1 1    ,  for instance,  are a  window into a  persons feel ings.  

Notice the d i fference in  facia l  features:  the height of the cheeks,  the ra is-

ing  or lowering  of the brow,  the turn  of the mouth,  the position ing  of the 

l ips,  and  the configuration  of muscles around  the eyes.  Even  someth ing  as 

subtle as the d istance someone chooses to position  h im- or herself from  

you  can  convey how much  intimacy,  aggressiveness,  repugnance,  or with-

drawal  that person  feels.   

  EXHIBIT 2-1 1   Facial  Expressions and  Emotions 

  Source:   Pau l  Ekman,  PhD/Paul  Ekman  Group,  LLC .   

       Each  picture portrays a  d i fferent emotion.  Try to identify them  before looking  at the answers.  

 Top,  left to  right:  neutral ,  surprise,  happiness.  Bottom:  fear,  sadness,  anger.   
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 When  you  speak with  someone,  you  may notice a  sharp change in  the 

tone of her voice and  the speed  at which  she speaks.  You  are tapping  into 

the th ird  source of information  on  a  persons emotionsparalanguage.  

Th is i s  communication  that goes beyond  the specific spoken  words.  I t in -

cludes pi tch,  ampl i tude,  rate,  and  voice qual i ty of speech.  Paralanguage 

reminds us that people convey their feel ings not on ly in  what they say,  but 

a lso in  how they say i t.   

  Practising  

Skil ls 

  Reinforcing  

Skil ls 

Part A.   Form  groups of 2 .  Each  person  i s  to spend  a  couple of minutes 

th inking  of a  time in  the past when  he or she was emotional  about some-

th ing.  Examples m ight include being  upset with  a  parent,  sibl ing,  or friend;  

being  excited  or d isappointed  about an  academic or ath letic ach ievement;  

being  angry with  someone over an  insu lt or sl ight;  being  d isgusted  by 

someth ing  someone has sa id  or done;  or being  happy because of some-

th ing  good  that happened.  Do not share th is event with  the other person  

in  your group.  

Part B.   Now you  wi l l  conduct 2  role plays.  Each  wi l l  be an  interview.  In  

the fi rst,  1  person  wi l l  play the in terviewer and  the other wi l l  play the job  

appl icant.  The job i s  for a  summer management internsh ip  with  a  large 

retai l  chain .  Each  role play wi l l  l ast no longer than  1 0  m inutes.  The inter-

viewer i s  to conduct a  normal  job interview,  except you  are to continual ly 

reth ink the emotional  episode you  envisioned  in  part A.  Try hard  to convey 

th is  emotion  whi le,  at the same time,  being  professional  in  in terviewing  

the job appl icant.  

Part C.   Now reverse positions for the second  role play.  The interviewer 

becomes the job appl icant and  vice versa.  The new interviewer wi l l  con-

duct a  normal  job interview,  except that he or she wi l l  continual ly reth ink 

the emotional  episode chosen  in  part A.  

Part D.   Spend  1 0  m inutes analyzing  the interview,  with  specific atten-

tion  focused  on  these questions:  What emotion(s)  do you  th ink the other 

person  was conveying?  What cues d id  you  pick up?  How accurate were 

you  in  reading  those cues?   

1 .    Wa tch  the  a ctors  i n  an  emotion - l aden  fi lm ,  su ch  a s   Death  of a  

Salesman   or  1 2 Angry Men  ,  for clues to the emotions they are exh ib-

iting.  Try to determine the various emotions projected  and  explain  how 

you  arrived  at your conclusion.   

   2.    Spend  a  day specifical ly looking  for emotional  cues in  the people with  

whom you  interact.  D id  paying  attention  to emotional  cues improve 

communication?        
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    C H A P T E R

  L E ARN I N G  O U TCOM ES 

     Corus Enterta inment has a  strong set of 

core va lues.  How do these va lues affect the 

companys workplace?  

3  

 After studying  this chapter,  you  should  be able to:  

  1    Contrast Rokeachs terminal  and  instrumental  values.   

  2    Describe Hofstedes value dimensions for assessing  cultures.   

  3    Identify unique Canadian  values.   

  4    Understand the three components of an  atti tude.   

  5    Describe key atti tudes that affect organizational  performance.   

  6    Summarize the main  causes of job satisfaction.   

  7    Identify the main  consequences of job satisfaction.   

  8    Identify four employee responses to job dissatisfaction.   

  9    Describe how organizations can  manage diversity effectively.   

  10    Identify the benefits of cultural  intel l igence.    

 Values,  Attitudes,  

and Diversity in  the 

Workplace 
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T

oronto-based  Corus Enterta inment decided  

to partner with  TD Bank in  summer 2014 to 

support a  program  designed  to a id  Aborigi-

nal  ch i ldren  achieve l i teracy through  sum-

mer camps.  1   The program,  Frontier Col lege,  provides 

summer l i teracy camps to Aboriginal  ch i ldren  in  

80 communities across Canada.  J ohn  Cassaday,  

president and  CEO of Corus,  expla ins that the com-

pany values the healthy development and  wel l-being 

of Canad ian  chi ld ren.  

 Corus,  a  med ia  and  enterta inment company 

that creates,  broadcasts,  and  l icenses content 

around  the world  (for example,  Cartoon  

Network (Canada) ,  HBO Canada,  

and  TELETOON),  has five core 

va lues:  

     Accountability:   We do what we say we wi l l  dono excuses.   

     Knowledge:   We bel ieve in  continuous learn ing and  the sharing of our 

insights and  ideas.   

     Initiative:   We empower employees to make great th ings happen.   

     Innovation:   We are committed  to creative th inking that leads to breakthrough  ideas 

and  superior resu l ts.   

     Teamwork:   We bel ieve that the greatest va lue is  rea l ized  when  we work together.    

 Corus a lso va lues having a  d iverse workforce.  I n  fact,  i t was named  one of Canadas Best 

Diversity Employers in  2014 and  one of Greater Torontos Best Employers that same year.  

 Genera l ly,  we expect that an  organ ization s  stated  va lues,  l ike those of an  ind ividua l ,  

wi l l  be reflected  in  i ts  actions.  For example,  i f a  company states that i t va lues environmenta l  

responsibi l i ty but has processes that are not envi ronmenta l ly friend ly,  we wou ld  question  

whether that va lue is  rea l ly important to the company.  

 I n  Corus  case,  the company backs up i ts va lue statements with  concrete pol icies and  

actions to show support for i ts va lues.  Does having strong values make for a  better workplace? 

 I n  th is chapter,  we look carefu l ly a t how va lues in fluence behaviour and  consider the 

relationsh ip between  va lues and  a tti tudes.  We a lso examine two sign i ficant i ssues that arise 

from  our d iscussion  of va lues and  a tti tudes:  how to enhance job satisfaction  and  manage 

workforce d iversi ty.               
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 THE BIG  IDEA 

 Values affect our 

behaviours and atti-

tudes,  and can have 

a big impact on how 

people with differ-

ent backgrounds get 

along in the work-

place.  

    How do countries differ in  their values?  

    Are Mi l lennials real ly different from their elders?  

    What can  you  learn  about OB from Aboriginal  culture?  

    What would  you  need to know to set up a business in  Asia?   

   OB I S  FOR  EVERYONE 
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   Values 
 Is capital punishment right or wrong? Is a persons desire for power good or bad? The 

answers to these questions are value-laden.     
   Values    represent basic convictions 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.  2  They contain a judgmental element in that they carry an 

individuals ideas as to what is right,  good,  or desirable.  Values have both content and 

intensity attributes.  The content attribute says a mode of conduct or end-state of exis-

tence is  important.   The intensity attribute specifies  how important  it is.  When we rank an 

individuals values in terms of their intensity,  we discover that persons   value system   .  

All of us have a hierarchy of values according to the relative importance we assign to 

values such as freedom,  pleasure,  self-respect,  honesty,  obedience,  and equality.  3       

 Values tend to be relatively stable and enduring.  4  Most of our values are formed in 

our early yearswith input from parents,  teachers,  friends,  and others.  As children,  we 

were told that certain behaviours or outcomes are  always   desirable or  always   undesirable.  

There were few grey areas.  It is this absolute or black-or-white characteristic of values 

that more or less ensures their stability and endurance.  

 Below we examine two frameworks for understanding values:  Milton Rokeachs 

terminal and instrumental values,  and Kent Hodgsons general moral principles.  

  Rokeach  Value  Survey   

 Milton Rokeach created the Rokeach Value Survey (RVS),  which consists of two sets of 

values,  each containing 18  individual value items.  5   One set,  called   terminal values   ,  

refers to desirable end-states of existence.  These are the goals that individuals would 

like to achieve during their lifetime.  They include   

       A comfortable life (a prosperous life)   

      An exciting life (a stimulating,  active life)   

      A sense of accomplishment (lasting contribution)   

      Equality (brotherhood,  equal opportunity for all)   

      Inner harmony (freedom from inner conflict)   

      Happiness (contentedness)  6     

 The other set,  called   instrumental values   ,  refers to preferred modes of behaviour,  

or means for achieving the terminal values.  They include   

       Ambitious (hard-working,  aspiring)   

      Broad-minded (open-minded)   

      Capable (competent,  effective)   

      Courageous (standing up for your beliefs)   

      Imaginative (daring,  creative)   

      Honest (sincere,  truthful)  7    

 Each of us places value on both the ends (terminal values)  and the means (instru-

mental values);  a balance between the two is important.  Which terminal and instrumental 

values are especially key vary by the person.   

  Hodgsons General  Moral  Principles 

   Ethics    is the study of moral values or principles that guide our behaviour and inform 

us whether actions are right or wrong.  Thus,  ethical values are related to moral judg-

ments about right and wrong.    

  values      Basic convictions that a 

specific mode of conduct or end-state 

of existence is personal ly or social ly 

preferable to an  opposite or converse 

mode of conduct or end-state of 

existence.    

  value system      A h ierarchy based on  

a ranking  of an  individual s values in  

terms of their intensity.    

 1  Contrast Rokeachs ter-
minal  and  instrumental  

values.  

  terminal  values      Goals that indi-

viduals would  l ike to achieve during  

their l i fetime.    

  instrumental  values      Preferable 

ways of behaving.    

  ethics      The study of moral  values or 

principles that guide our behaviour 

and inform us whether actions are 

right or wrong.    

     Watch  on  MyManagementLab

Honest TeaEthicsCompany 

Mission  and  Values 
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 In recent years,  there has been concern that individuals 

are not grounded in moral  values.  It is  believed that this 

lack of moral  roots  has  resulted in a number of business 

scandals,  such as  those at WorldCom,  Enron,  Hollinger 

International,  and even in the sponsorship  scandal  of the 

Canadian government.   We discuss the issue of ethics further 

in  Chapter   1 2    .   

 Management consultant Kent Hodgson has identified seven 

general moral principles that individuals should follow when 

making decisions.  He calls these the Magnificent Seven and 

suggests that they are universal values that managers should 

use to make  principled  ,   appropriate  ,  and  defensible   decisions.  8

They are presented in  OB in ActionThe Magnificent Seven 

Principles  .    

     Assessing Cultural  Values 

  Coru s  En terta i nmen t  i s  comm i tted  to  va l u i n g d i vers i ty  i n  i ts 

workpl ace,  1 0   wh ich  refl ects  a  d om inan t va l ue  of Canad a  a s  a  

mu lticu l tura l  country.  The approach  to d iversi ty i s  very d i fferent in  

the Un ited  States,  which  considers i tself a  mel ting pot wi th  respect 

to d ifferent cultures.  Corus  core values (accountabi l i ty,  knowledge,  

in i tia tive,  innovation ,  and  teamwork)  a lso gu ide employees.  What 

do you  know about the values of people from  other countries? What 

va lues make Canad ians un ique?  

  In  Chapter   1    ,  we noted that managers    have to become capable of working with people 

from different cultures.  Thus,  it is important to understand how values differ across 

cultures.  

  Hofstedes Framework for Assessing Cultures   

 One of the most widely referenced approaches for analyzing variations among cultures 

was developed in the late 1970s by Geert Hofstede.  11   He surveyed more than 116 000 IBM 

employees in 40 countries about their work-related values,  and found that managers and 

employees vary on 5  value dimensions of national culture:  

        Power distance  .    Power distance    describes the degree to which people in a 

country accept that power in institutions and organizations is distributed 

unequally.  A high rating on power distance means that large inequalities of 

power and wealth exist and are tolerated in the culture,  as in a class or caste 

system that discourages upward mobility.  A low power distance rating charac-

terizes societies that stress equality and opportunity.   

       Individualism vs.  collectivism  .    Individualism    is the degree to which people 

prefer to act as individuals rather than as members of groups and believe in 

individual rights above all else.    Collectivism    emphasizes a tight social frame-

work in which people expect others in groups of which they are a part to look 

after them and protect them.   

     Masculinity vs.  femininity .  Hofstedes construct of   masculinity   is the degree to 

which the culture favours traditional masculine roles,  such as achievement,  

power,  and control,  as opposed to viewing men and women as equals.  A 

high masculinity rating indicates the culture has separate roles for men and 

2  Describe Hofstedes 

value d imensions for 

assessing  cul tures.  

power distance      A national  culture 

attribute that describes the extent to 

which  a society accepts that power 

in  institutions and organizations is 

distributed unequal ly.    

individualism      A national  culture 

attribute that describes the degree to 

which people prefer to act as individu-

als rather than as members of groups.    

collectivism      A national  culture 

attribute that describes a tight social  

framework in  which people expect oth-

ers in  groups of which they are a part 

to look after them and protect them.   

masculinity      A national  culture attri-

bute that describes the extent to which  

the culture favours traditional  masculine 

work roles of achievement, power, and 

control.  Societal  values are character-

ized by assertiveness and materialism.    

 The Magnificent Seven  
Principles 

    Dignity of human life.   The lives of  people are 

to be respected .   

    Autonomy.   All persons are  intrinsically 

valuable   and have the  right to self-

determination  .   

    Honesty.    The truth should be told   to those 

who have a right to know it.   

    Loyalty.    Promises  ,   contracts  ,  and  commit-

ments  should be  honoured  .   

    Fairness.    People should be treated justly .   

      Humaneness.   Our  actions ought to accom-

plish good  ,  and we should  avoid doing evil  .   

      The common good.   Actions should accomplish 

 the greatest good for the greatest number   

of people.  9     

I N  ACTI ON     OB
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82  Part 1  U nderstand i ng  the  Workp l ace

women,  with men dominating the society.  A high   femininity   rating means 

the culture sees little differentiation between male and female roles and treats 

women as the equals of men in all respects.      

       Uncertainty avoidance  .  The degree to which people in a country prefer struc-

tured over unstructured situations defines their uncertainty avoidance.  In 

cultures that score high on uncertainty avoidance,  people have an increased 

level of anxiety about uncertainty and ambiguity,  and use laws and controls 

to reduce uncertainty.  Cultures low on   uncertainty avoidance    are more 

accepting of ambiguity and are less rule-oriented,  take more risks,  and more 

readily accept change.   

       Long-term vs.  short-term orientation  .  This more recent addition to Hofstedes 

typology measures a societys long-term devotion to traditional values.  People 

in a culture with   long-term orientation    look to the future and value thrift,  

persistence,  and tradition.  In a culture with   short-term orientation   ,  people 

value the here and now;  they accept change more readily and dont see 

commitments as impediments to change.                         

 More recently,  Hofstede has added a sixth dimension,  based on studies he has 

conducted over the past 10 years.  12  

        Indulgence vs.  restraint.   This newest addition to Hofstedes typology measures 

societys devotion (or lack thereof)  to indulgence.  Cultures that emphasize 

  indulgence    encourage relatively free gratification of basic and natural 

human desires related to enjoying life.  13   Those that favour   restraint   empha-

size the need to control the gratification of needs.        

 How do different countries score on Hofstedes dimensions?  Exhibit   3 -1     shows the 

ratings for the countries for which data are available.  For example,  power distance is 

higher in Malaysia than in any other country.  Canada is tied with the Netherlands as 

one of the top five individualistic countries in the world,  falling just behind the United 

States,  Australia,  and Great Britain.  Canada also tends to be short term in orientation 

and is low in power distance (people in Canada tend not to accept built-in class differ-

ences among people) .  Canada is also relatively low on uncertainty avoidance,  meaning 

that most adults are relatively tolerant of uncertainty and ambiguity.  Canada has a much 

higher score on masculinity in comparison with Sweden and Norway,  although its score 

is lower than that of the United States.   

 You will  notice  regional  differences.  Western  and 

Northern nations such as Canada and the Netherlands 

tend to be more individualistic.  Poorer countries such as 

Mexico and the Philippines tend to be higher on power 

distance.  South American nations tend to be higher than 

other countries on uncertainty avoidance,  and Asian coun-

tries tend to have a long-term orientation.     

 Hofstedes cultural dimensions have been enormously 

influential on OB researchers and managers.  Nevertheless,  

his research has been criticized.  First,  Hofstedes original work is over 40 years old and 

was based on a single company (IBM).  Thus,  people question its relevance to today.  

However,  the work was updated and reaffirmed by a Canadian researcher at the Chinese 

University of Hong Kong (Michael Bond) ,  who conducted research on values in 22 

countries on 5  continents during the 1980s.  14  Between 1990 and 2002,  the work was 

updated again by Hofstede and his colleagues with six major studies that each included 

a minimum of 14 countries.  15   These more recent studies used a variety of subjects:  elites,  

employees and managers of corporations other than IBM;  airline pilots;  consumers;  

and civil servants.  Hofstede notes that the more recent studies are consistent with the 

results of his original study.  Second,  few researchers have read the details of Hofstedes 

  uncertainty avoidance      A national  

culture attribute that describes the 

extent to which  a society feels threat-

ened by uncertain  and ambiguous 

situations and tries to avoid them.   

  long-term orientation       A national  

culture attribute that emphasizes the 

future,  thri ft,  and persistence.    

  short-term orientation       A national  

culture attribute that emphasizes the 

past and present,  respect for tradition,  

and fulfi l lment of social  obl igations.    

  indulgence      A national  culture 

attribute that emphasizes the gratifi-

cation  of basic needs and the desire 

to enjoy l i fe.    

  restraint      A national  culture attribute 

that emphasizes the importance of 

control l ing  the grati fication  of needs.    

  femininity      A national  culture 

attribute that sees l i ttle differentia-

tion  between male and  female roles;  

women are treated as the equals of 

men  in  al l  respects.    

 How do countries 

di ffer in  their 

values? 

     Simulate  on  MyManagementLab

Human Resources and Diversity 
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  EXHIBIT 3-1   Hofstedes Cultural  Values by Nation 

Power Distance

Individualism

versus Col lectivism

Masculinity

versus Femininity

Uncertainty

Avoidance

Long- versus

Short-Term

Orientation

Country Index Rank Index Rank Index Rank Index Rank Index Rank

Argentina

Austral ia

Austria

Belgium

Brazi l

Canada

Chi le

Colombia

Costa  Rica

Denmark

Ecuador

El  Salvador

Fin land

France

Germany

Great Britain

Greece

Guatemala

Hong  Kong

India

Indonesia

Iran

Ireland

Israel

I taly

Jamaica

Japan

Korea  (South)

Malaysia

Mexico

The Netherlands

New Zealand

Norway

Pakistan

Panama

Peru

Phi l ippines

Portugal

Singapore

South  Africa

Spain

Sweden

Switzerland

Taiwan

Thai land

Turkey

United  States

Uruguay

Venezuela

Yugoslavia
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      Scores range from  0  =  extremely low on  d imension  to 1 00 =  extremely h igh.  

 Note:  1  =  h ighest rank.  LTO ranks:  1  =  Ch ina;  1 51 6 =  Bangladesh;  2 1  =  Poland;  34 =  lowest.  

  Source:   Geert Hofstede,  Gert Jan  Hofstede,  M ichael  M inkov,   Cultures and  Organ izations,  Software of the M ind,  Th ird  Revised  Ed ition,  

McGrawHi l l  201 0,  ISBN  0-07-1 6641 8-1 .   
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methodology closely and are therefore unaware of the many decisions and judgment 

calls he had to make (for example,  reducing the number of cultural values to just five) .  

Despite these concerns,  many of which Hofstede refutes,  16  he has been one of the most 

widely cited social scientists ever,  and his framework has left a lasting mark on OB.    

  RESEARCH  FINDINGS:  Hofstede 

 Recent research across 598 studies with more than 200 000 respondents has 

investigated the relationship of Hofstedes cultural values and a variety of orga-

nizational criteria at both the individual and national level of analysis.  17  Overall,  the five 

original cultural dimensions were equally strong predictors of relevant outcomes,  meaning 

that researchers and practising managers need to think about culture holistically and not 

just focus on one or two dimensions.  The researchers also found that measuring individual 

scores resulted in much better predictions of most outcomes than assigning all people in 

a country the same cultural values.  In sum,  this research suggests that Hofstedes value 

framework may be a valuable way of thinking about differences among people,  but we 

should be cautious about assuming that all people from a country have the same values.  

  The  GLOBE Framework for Assessing Cultures 

 Begun in 1 993 ,  the Global Leadership and Organizational  Behavior Effectiveness 

(GLOBE)  research program is an ongoing cross-cultural investigation of leadership and 

national culture.  Using data from 825  organizations in 62 countries,  the GLOBE team 

identified nine dimensions on which national cultures differ.  18   Somesuch as power 

distance,  individualism/collectivism,  uncertainty avoidance,  gender differentiation 

(similar to masculinity vs.  femininity) ,  and future orientation (similar to long-term vs.  

short-term orientation)resemble the Hofstede dimensions.  The main difference is that 

the GLOBE framework added dimensions,  such as humane orientation (the degree to 

which a society rewards individuals for being altruistic,  generous,  and kind to others)  

and performance orientation (the degree to which a society encourages and rewards 

group members for performance improvement and excellence) .  

 Which framework is better? That is hard to say,  and each has its adherents.  We give 

more emphasis to Hofstedes dimensions here because they have stood the test of time 

and the GLOBE study confirmed them.  For example,  a review of the organizational 

commitment literature shows that both the Hofstede and GLOBE individualism/

collectivism dimensions operated similarly.  Specifically,  both frameworks showed that 

organizational commitment (which we discuss later in the chapter)  tends to be lower in 

individualistic countries.  19   This study shows that too often we make false assumptions 

about different cultures.  Ultimately,  both frameworks have a great deal in common,  

and each has something to offer.  

 The  Ethical Dilemma   on page  115   asks you to consider when something is a gift and 

when it is a bribe.  Different cultures take different approaches to this question.    

  Values in  the  Canadian  Workplace   
 Studies have shown that when individual values align with organizational values,  the 

results are positive.  Individuals who have an accurate understanding of the job require-

ments and the organizations values adjust better to their jobs,  and have greater levels of 

satisfaction and organizational commitment.  20  In addition,  shared values between the 

employee and the organization lead to more positive work attitudes,  21   lower turnover,  22  

and greater productivity.  23   

 Individual and organizational values do not always align.  Moreover,  within organiza-

tions,  individuals can have very different values.  Two major factors lead to a potential clash 

of values in the Canadian workplace:  generational differences and cultural differences.  

 3  Identify unique Canadian  

values.  
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 Lets look at the findings and implications of generational and cultural differences 

in Canada.  

  Generational  D ifferences 

 Research suggests that generational differences exist in the workplace among the Baby 

Boomers (born between the mid-1940s and the mid-1960s) ,  Generation Xers (born 

between the mid-1960s and the late 1970s) ,  and the Millennials (born between 1979  

through 1994) .  24   Exhibit   3-2    highlights the different work values of the three genera-

tions,  and indicates when each entered the workforce.  Because most people start working 

between the ages of 18  and 23,  the eras also correlate closely with employee age.   
 Generation Xers are squeezed in the workplace between the much larger Baby Boomer 

and Millennial groups.  With Millennials starting to climb the ladder in organizations,  

  EXHIBIT 3-2   Dominant Work Values in  Todays Workforce       

Entered  the Approximate

Cohort Workforce Current Age Dominant Work Values

Baby
Boomers

1 9651 985 Mid-40s to mid-60s Success,  ach ievement,  ambition,

d isl ike of authority;  loyalty to

career

Generation
Xers

1 9852000 Late 20s to early 40s Workl ife balance,  team-oriented,

d isl ike of ru les;  loyalty to

relationships

Mi l lennia l s 2000 to present Under 30 Condent,  nancial  success,  self-

rel iant but team-oriented;  loyalty

to both  self and  relationships

       When  Robert Dutton,  former president and  CEO of Bouchervi l le,  Quebec-based  Rona,  started  working  at 

the company,  sen ior managers often  were h is  grandfathers age,  whi le  he was a  young  Baby Boomer.  After 

working  over 30 years at Rona,  Dutton  noticed  that M i l lenn ia ls were starting  to make up a  larger portion  

of Ronas dealers.  Dutton  started  the group Young  Rona  Business Leaders to help  develop the M i l lenn ia l  

ta lent that wi l l  be the future of Rona. 25
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while Boomers are continuing to hold on to their jobs rather than retire,  the impact of 

having these two large generationsone younger and one olderin the workplace is 

gaining attention.  Bear in mind that our discussion of these generations presents broad 

generalizations,  and you should certainly avoid stereotyping individuals on the basis of 

these generalizations.  There are individual differences in values.  For instance,  there is no 

law that says a Baby Boomer cannot think like a Millennial.  Despite these limitations,  

values do change over generations.  26  We can gain some useful insights from analyzing 

values this way to understand how others might view things differently from ourselves,  

even when they are exposed to the same situation.     

  Baby Boomers 

 Baby Boomers (or  Boomers   for short)  are a large cohort born after World War II,  when 

veterans returned to their families and times were good.  Boomers entered the workforce 

from the mid-1960s through the mid-1980s.  They brought with them the hippie ethic  

and distrust of authority.  But they placed a great deal of emphasis on achievement and 

material success.  Pragmatists who believe ends can justify means,  they work hard and 

want to enjoy the fruits of their labours.  Boomers see the organizations that employ 

them merely as vehicles for their careers.  Terminal values such as a sense of accomplish-

ment and social recognition rank high with them.   

  Generation  X 

 The lives of Generation Xers (or  Xers   for short)  have been shaped by globalization,  

two-career parents,  MTV,  AIDS,  and computers.  They value flexibility,  life options,  and 

the achievement of job satisfaction.  Family and relationships are very important to this 

cohort.  Xers are skeptical,  particularly of authority.  They also enjoy team-oriented work.  

In search of balance in their lives,  Xers are less willing to make personal sacrifices for the 

sake of their employer than previous generations were.  They rate high on the terminal 

values of true friendship,  happiness,  and pleasure.      

       When  Sean  Durfy announced  that he was resign ing  as CEO of Calgary-based  WestJet in  201 1 ,  he sa id  i t 

was for  fami ly reasons.  Whi le that has often  been  code for  being  let go,  in  Durfys case i t was more 

l ikely the truth .  H is  wife had  been  i l l  for four years,  and  the couple has young  ch i ldren.  Instead,  there was 

ta lk that Durfys announcement was the start of what might be expected  from  other Generation  Xers,  who 

work to l ive rather than  l ive to work.  Baby Boomers were expected  to sacri fice their fami ly to cl imb the 

corporate ladder.  But th is may no longer be true of younger generations.
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  M i l lennials 

 The most recent entrants to the workforce,  the Millennials,  grew up during prosperous 

times.  They have high expectations and seek meaning in their work.  Millennials have 

life goals more oriented toward becoming rich (81  percent)  and famous (51  percent)  

than do Xers (62 percent and 29  percent,  respectively) ,  but they also see themselves as 

socially responsible and are at ease with diversity.  Millennials are the first generation to 

take technology for granted.  More than other generations,  

they tend to be questioning,  electronically networked,  and 

entrepreneurial.  At the same time,  some have described 

Millennials as entitled and needy.  They grew up with parents 

who watched (and praised)  their every move. They may clash 

with other generations over work attire and communication.  

They also like feedback.  An Ernst & Young survey found that 

85  percent of Millennials want frequent and candid perfor-

mance feedback, compared with only half of Boomers.  27      

  The  Generations Meet in  the  Workplace 

 An understanding that individuals values differ but tend to reflect the societal values 

of the period in which they grew up can be a valuable aid in explaining and predicting 

behaviour.  Baby Boomers currently dominate the workplace,  but their years of being in 

charge are limited.  In 2013,  half of them were at least 55  and 18 percent were over 60.  28      

  RESEARCH  FINDINGS:  Generati onal  D i fferences 

 Although its fascinating to think about generational values,  remember that 

these classifications lack solid research support.  Early research was plagued 

by methodological problems that made it difficult to assess whether differences actu-

ally exist.  Recent reviews suggest many of the generalizations are either overblown or 

incorrect.  29   Studies that have found differences across generations often dont support 

popular conceptions of how generations differ.  One study that used an appropriate 

longitudinal design did find the value placed on leisure has increased over generations 

from the Baby Boomers to the Millennials and work centrality has declined,  but it did 

not find that Millennials had more altruistic work values as expected.  30  Generational 

classifications may help us understand our own and other generations better,  but we 

must also appreciate their limits.  A new generation will be coming to the workplace 

soon,  and researchers suggest that this new generation may be the cause of revolution 

in the workplace.   OB in the Street  looks at Generation Z.     

 Are Mi l lennials 

real ly different 

from their elders? 

 Generation  Z:  Coming  to Your Workplace Soon  

  Wil l  the  next generation  of employees  be  rad ical ly d i fferent from  thei r  older 

sibl ings?   Ann Makosinski,  just 1 6  years old and from Victoria,  is already trying to 

start her own company.  31   A friend from the Philippines was having trouble getting 

homework done and failed a grade,  because she did not have access to electricity to 

study at night.  Makosinski won Googles annual international science fair in 2013  with 

her battery-free Hollow Flashlight,  which is powered by body heat.  

 Makosinski is part of Generation Z,  the group that comes after the Millennials,  and 

was born starting in 1995.  The oldest are 19,  and just starting to enter the workplace.  

Makosinskis cohort is described by researchers as educated,  industrious,  collaborative 

and eager to build a better planet,  exactly what she is already doing.  

   OB I N  TH E  S TREET 
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 Sparks & Honey,  a New York City advertising agency,  found that 60 percent of Gen 

Zers want jobs that had a social impact compared with 31  percent of Millennials.  They 

are the first generation to have digital access from the crib,  making them extremely 

comfortable in that world.  While their parents feel anxious about how multitasking 

might affect thinking,  Gen Zers see it as a natural action.  

 Its probably too early to define where Gen Z will go,  but Makosinski is representative of 

her generation thus far.  Im just very glad Ive been able to inspire a few people, she says.  

I think thats what really changed my life,  now Im more conscious of my actions and how 

I spend my time.   

  Cultural  D ifferences 

 Canada is a multicultural country:  In 2011 ,  20.6  percent of its population was foreign-

born.  32   This  figure compares  with 1 2.9  percent for the United States.  33   In 2011 ,  

46  percent of Torontos  population,  40  percent of Vancouvers  population,  and 

22.6  percent of Montreals population were made up of immigrants.  34  The 2011  Census 

found that 20 percent of Canadas population spoke a language other than the coun-

trys two official languages at home.  In Vancouver and Toronto,  this rate was 31  percent 

and 32 percent,  respectively,  so nearly one-third of the population of those two cities 

does not speak either English or French as a first language.  35   In Canada,  of those who 

speak other languages,  the dominant languages are Punjabi,  Chinese (not specified) ,  

Cantonese,  and Spanish.  36  These figures indicate the very different cultures that are part 

of the Canadian fabric of life.  

 Although we live in a multicultural society,  some tension exists among people from 

different races and ethnic groups.  In a recent poll,  68  percent of Canadians reported 

having heard a racist comment in the past year.  About 31  percent reported witnessing 

a racist incident.  Young people aged 18  to 24 were more likely to report having heard 

racist comments (81  percent)  and having witnessed racist incidents (50 percent) .  37     
 Canadians often define themselves as not Americans  and point out differences 

in the values of the two countries.  Ipsos Reid recently conducted a national survey of 

Americans and Canadians,  ages 18 to 34,  and found a number of differences between the 

two countries young adults.  Both groups rated health care,  education,  and employment 

as their top concerns.  When we compare the lifestyles of young adults in the United 

States and Canada,  one could describe the Americans as more traditional and more 

domestic in their values and focus,  whereas Canadians are more of the free-spirit type,  

said Samantha McAra,  senior research manager with Ipsos Reid.  38    Exhibit   3 -3     shows 

some of the other differences between Canadian and American young adults.  

  Next,  we identify a number of cultural values that influence workplace behaviour in 

Canada.  Be aware that these are generalizations,  and it would be a mistake to assume 

that everyone coming from the same cultural background acts similarly.  Rather,  these 

overviews are meant to encourage you to think about cultural differences and similari-

ties so that you can better understand peoples behaviour.  

  Francophone and  Anglophone Values 

 Quebec is  generally seen as  culturally,  linguistically,  politically,  and legally distinct 

from the rest of Canada.  39   French,  not English,  is the dominant language in Quebec,  

and Roman Catholicism,  not Protestantism,  is  the dominant religion.  Unlike the 

rest of Canada,  where the law is based on English common law principles,  Quebecs 

legal  system is  based on the French civil  code.  From time to  time,  Quebec sepa-

ratists threaten that the province will  leave Canada.  Thus,  it will  be of interest to 

managers and employees in Canadian firms to  be aware of some of the potential 

cultural  differences when managing in francophone environments compared with 

anglophone environments.  

     

P I A

PERSONAL INVENTORY ASSESSMENT

Learn About Yourself 

Intercultural Sensitivity Scale 
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 A number of studies have shown that English-speaking Canadians and French-

speaking Canadians have distinctive value priorities.  In general,  Canadian anglophone 

managers are seen to be more individualistic than Canadian francophone managers,  40  

although more recent research finds greater similarity between anglophone and fran-

cophone middle managers in terms of their individualisticcollectivistic orientation.  41   

Francophones have also been shown to be more concerned about the interpersonal 

aspects of the workplace than task competence.  42  They have also been found to be more 

committed to their work organizations.  43   Earlier studies suggested that anglophones 

took more risks,  44  but more recent studies have found that this point has become 

less true and that French-speaking Canadians had the highest values for reducing or 

avoiding ambiguity and uncertainty at work.  45   

 Canadian anglophone business people have been found to use a more cooperative 

negotiating style when dealing with one another,  compared with Canadian francophone 

business people.  46  However,  Canadian francophones are more likely than Canadian 

anglophones to use a more cooperative approach during cross-cultural negotiations.  47  

Other studies indicate that anglophone managers tend to value autonomy and intrinsic 

j ob  values,  such as  achievement,  and thus are more achievement-oriented,  while 

francophone managers tend to value affiliation and extrinsic job values,  such as tech-

nical supervision.  48  A recent study conducted at the University of Ottawa and Laval 

University suggests that some of the differences reported in previous research may be 

decreasing.  49   Another study suggests that anglophones and francophones are not very 

different personality-wise.  50  Yet another study indicates that French Canadians have 

become more like English Canadians in valuing autonomy and self-fulfillment.  51   These 

studies are consistent with a recent study that suggests there are few differences between 

francophones and anglophones.  52  

  EXHIBIT 3-3   Differences between Canadian  and  American  Young Adults, 1 8 to 34 

       Canada United  States

Text messages per week (sent and  received) 78.7  1 29.6

Onl ine socia l  media  Facebook:  81 %  had   Facebook:  57%  had

 registered  a  profi le  reg istered  a  profi le

 MySpace:  23%  had   MySpace:  54%  had  

 reg istered  a  profi le  reg istered  a  profi le

Married  25%  39%

Domestic partnersh ips 1 8%  7%

Own  a  home 35%  45%

Employed  on  a  fu l l -  or part-time basis or sel f-employed  62%  64%

Some post-secondary education  76%  68%

Actively participate in  a  recycl ing  program  88%  72%

Use publ ic transportation  once a  week or more often  33%  20%

Favourite sport NHL hockey (58%) NFL footbal l  (57%)

 Source:   Based  on  Ipsos Reid,   A Check-up on the Habits and Values of North Americas Young Adults (Part 1  )  (Calgary:  Ipsos Reid,  2009),  

 http: //www. ipsos-na.com/news-pol l s/pressrelease.aspx? id=4532  .   
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 Professor Carolyn Egri of the business school at Simon Fraser University led a cross-

cultural study on the attitudes of managers toward different influence strategies.  53   The 

study found that Canadian anglophone and francophone managers tend to  favour 

somewhat different influence strategies.  Specifically,  Canadian anglophone managers 

consider behaviour that is beneficial to the organization first and foremost as more 

acceptable than do Canadian francophone managers.  By contrast,  Canadian franco-

phone managers favour behaviour that is beneficial to their own interests first.  They 

also consider the following behaviours more acceptable than do Canadian anglophone 

managers:  destructive legal behaviours  (what the authors term a get out of my way 

or get trampled approach)  and destructive illegal behaviours (what the authors term 

a burn,  pillage and plunder  approach).  The study also found that Mexican managers 

score higher than Canadian francophone managers on their acceptance of destructive 

behaviours.  Both American and Canadian anglophone managers consider destruc-

tive behaviours to be less acceptable.  The results of this study suggest that Canadian 

francophone managers might serve as a bridge between Mexican managers at one end 

and American and Canadian anglophone managers on the other because of their level 

of acceptance of the different influence styles studied.  The studys authors concluded 

that Canadian francophones would do well in joint ventures,  business negotiations,  

and other organizational interactions that involve members of more divergent cultural 

groups.  For example,  a national Canadian firm may find it strategically advantageous to 

utilize Canadian francophones in negotiating business contracts with Mexican firms. 54  

 Despite some cultural  and lifestyle value differences,  both francophone and 

anglophone managers today would have been exposed to more of the same types of 

organizational theories during their training in post-secondary school,  which might 

also influence their outlooks as managers.  Thus we would not expect to  find large 

differences in the way that firms in francophone Canada are managed,  compared with 

those in the rest of Canada.      

  Aboriginal  Values 

 Entrepreneurial activity among Canadas Aboriginal peoples has been increasing at the 

same time that there are more partnerships and alliances between Aboriginal and non-

Aboriginal businesses.  Because of these business interactions,  its important to examine 

the types of differences we might observe in how each culture manages its businesses.  

For instance,  sustainability is  an important value in Aboriginal  logging companies.  

Chilanko Forks,  BC-based Tsi Del Del,  a logging company,  received the 2011  Aboriginal 

Forest Products Business Leadership Award because of the substantial  amount of 

revenues the company put into education.  55   For every cubic 

metre harvested,  the Alexis  Creek First Nationsowned 

company puts 50 cents into a post-secondary educational 

fund.  The fund is  used to  train the next generation of 

loggers.  Andrew Gage,  vice-president of the Forest Products 

Association of Canada,  says that its a wise investment for 

the company.  You are not going to find a group of people 

that are more committed to sustainable harvesting.  They 

share those values that our industry has been trying to get 

to for the last decade or so.  56     

 Aboriginal values are usually perceived [by non-Aboriginals]  as an impediment to 

economic development and organizational effectiveness.  57  These values include reluc-

tance to compete,  a time orientation different from the Western one,  and an emphasis 

on consensus decision making.  58  Aboriginal people do not necessarily agree that these 

values are business impediments,  however.  

 Specifically,  although Canadian businesses  and government have historically 

assumed that non-Native people must teach Native people how to run their own 

organizations,  the First Nations of Canada are not convinced.  59   They believe that 

 What can  you  

learn  about OB 

from Aboriginal  

culture? 
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traditional culture,  values,  and languages do not have to be 

compromised in the building of a self-sustaining economy.  

Moreover,  they believe that their cultural values may actually 

be a positive force in conducting business.  60  

 In recent years,  Canadian businesses facing Native land 

claims have met some difficulties in trying to accommodate 

demands for appropriate land usage.  In some cases,  accom-

modation can mean less  logging or mining by businesses 

until  land claims are worked out.  Cliff Hickey and David 

Natcher,  two anthropologists from the University of Alberta,  

collaborated with the Little Red River Cree Nation in northern 

Alberta to develop a new model for forestry operations on 

First Nations land and achieve better communication between 

businesses and Native leaders.  61   The anthropologists sought 

to balance the Native communitys traditional lifestyle with 

the economic concerns of forestry operations.   OB in Action

Ground Rules for Developing Business Partnerships with Aboriginal 

People   outlines several of Hickey and Natchers recommended 

ground rules,  which they say could be used in oil  and gas 

developments as  well.  Johnson Sewepegaham,  chief of the 

Little Red River Cree,  said his community would use these 

recommendations to resolve difficulties on treaty lands for 

which Vernon,  BC-based Tolko Industries  and Vancouver-

based Ainsworth jointly hold forest tenure.  The two companies 

presented their general development plan to the Cree in fall  

2008.  62  In 2009,  the Cree were effective in persuading Tolko 

to revise its tree harvesting activities in a way that recognizes 

and respects the First Nations ecological and cultural needs.  63

 Lindsay Redpath of Athabasca University has noted that 

Aboriginal cultures are more collectivist in orientation than are non-Aboriginal cultures 

in Canada and the United States.  65   Aboriginal organizations are much more likely to 

reflect and advance the goals of the community.  There is also a greater sense of family 

within the workplace,  with greater affiliation and loyalty.  Power distance in Aboriginal 

cultures is smaller than in non-Aboriginal cultures of Canada and the United States,  and 

there is an emphasis on consensual decision making.  Aboriginal cultures are lower on 

uncertainty avoidance than non-Aboriginal cultures in Canada and the United States.  

Aboriginal organizations and cultures tend to have fewer rules and regulations.  Each of 

these differences suggests that businesses created by Aboriginal people will differ from 

non-Aboriginal  businesses,  and both research and anecdotal  evidence support this 

conjecture.  66   For instance,  Richard Prokopanko,  director of government relations for 

Vancouver-based Alcan,  says that shifting from handling issues in a generally legalistic,  

contract-oriented manner to valuing more dialogue and collaboration has helped ease 

some of the tension that had built up over 48  years between Alcan and First Nations 

people.  67   

  Asian  Values 

 The largest visible minority group in Canada are the Chinese.  Over 1  million Chinese 

live in Canada,  representing 26 percent of the countrys visible minority population.  68

The Chinese in this country are a diverse group;  they come from different countries,  

speak different languages,  and practise different religions.  The Chinese are only one part 

of the entire East and Southeast Asian population that influences Canadian society.  Its 

predicted that by 2017 almost one-half of all visible minorities in Canada will come 

from two groups,  South Asian and Chinese,  and that these groups will be represented 

in almost equal numbers.  69   As well,  many Canadian organizations,  particularly those in 

 G round  Ru les for 
Developing  Business 
Partnersh ips with  
Aborig inal  People 

      Modify management operations to  reduce 

negative impact on wildlife species  .   

     Modify operations to  ensure community 

access  to lands and resources.   

      Protect  all  those  areas identified by 

community members   as having biological,  

cultural,  and historical significance.   

      Recognize and protect Aboriginal and 

treaty rights  to hunting,  fishing,  trapping,  

and gathering activities.   

      Increase  forest-based  economic opportuni-

ties   for community members.   

      Focus feedback  on  performance  ,  not 

personalities.   

      Increase  the  involvement of community 

members  in decision making.  64    

   OB I N  ACTI ON  

M03_LANG1 781 _07_SE_C03. indd   91 2/6/1 5   4:21  PM



92  Part 1  U nderstand i ng  the  Workp l ace

British Columbia,  conduct significant business with Asian 

firms.  Asian cultures differ from Canadian culture on many 

of the GLOBE dimensions discussed earlier.  For instance,  

Asian cultures tend to exhibit greater power distance and 

greater collectivism.  These differences in values can affect 

individual interactions.     

 Professor Rosalie Tung of Simon Fraser University and 

her student Irene Yeung examined the importance of  guanxi   

(personal connections with the appropriate authorities or 

individuals)  for a sample of North American,  European,  and Hong Kong firms doing 

business with companies in mainland China.  70  They suggest that their findings are also 

relevant in understanding how to develop relationships with firms from Japan,  South 

Korea,  and Hong Kong.  

   Guanxi   refers to the establishment of a connection between two independent indi-

viduals to enable a bilateral flow of personal or social transactions.  Both parties must 

derive benefits from the transaction to ensure the continuation of such a relationship. 71   

 Guanxi   relations are based on reciprocation,  unlike Western networked relationships,  

which may be characterized more by self-interest.   Guanxi   relationships are meant to be 

long-term and enduring,  in contrast with the immediate gains sometimes expected in 

Western relationships.   Guanxi   also relies less on institutional law,  and more on personal 

power and authority,  than do Western relationships.  Finally,   guanxi  relations are governed 

more by the notion of shame (that is,  external pressures on performance),  while Western 

relations often rely on guilt (that is,  internal pressures on performance)  to maintain 

agreements.   Guanxi   is seen as extremely important for business success in Chinamore 

than such factors as the right location,  price,  or strategy,  or product differentiation and 

quality.  For Western firms wanting to do business with Asian firms,  an understanding of 

 guanxi   and an effort to build relationships are important strategic advantages.  

 Our discussion about differences in cross-cultural values should suggest to you that 

understanding other cultures matters.  When Canadian firms develop operations across 

Canada,  south of the border,  or overseas,  employees need to understand other cultures 

to work more effectively and get along with others.        

  Attitudes   
   Attitudes    are evaluative statementseither positive or negativeabout objects,  people,  

or events.  They reflect how we feel about something.  When I  say,  I  like my job,  I  am 

expressing my attitude about work.  Typically,  researchers have assumed that attitudes 

have three components:  cognition,  affect,  and behaviour.  72  Lets look at each.    

 The statement My pay is  low  is  the   cognitive component    of an attitudea 

description of or belief in the way things are.  It sets the stage for the more critical part 

of an attitudeits   affective component  .  Affect is the emotional or feeling segment of 

an attitude and is reflected in the statement Im angry over how little Im paid. Finally,  

affect can lead to behavioural outcomes.  The   behavioural component   of an attitude 

describes an intention to behave in a certain way toward someone or somethingto 

continue the example,  Im going to look for another job that pays better.        

 Viewing attitudes as having three componentscognition,  affect,  and behaviouris 

helpful in understanding their complexity and the potential relationship between attitudes 

and behaviour.  Keep in mind that these components are closely related,  and cognition and 

affect in particular are inseparable in many ways.  For example,  imagine that you realized 

someone has just treated you unfairly.  You are likely to have feelings about that,  occurring 

virtually instantaneously with the realization.  Thus,  cognition and affect are intertwined.  

  Exhibit   3 -4    illustrates how the three components of an attitude are related.  In this 

example,  an employee did not get a promotion he thought he deserved;  a co-worker 

got it instead.  The employees attitude toward his supervisor is illustrated as follows:  

 4  Understand the three 
components of an  

atti tude.  

  attitudes      Positive or negative feel-

ings about objects,  people,  or events.    

  cognitive component      The opinion  

or bel ief segment of an  attitude.    

  affective component      The 

emotional  or feel ing  segment of an  

attitude.    

  behavioural  component      An  inten-

tion  to behave in  a certain  way toward 

someone or something.    

 What would  you  

need to know to 

set up a business 

in  Asia? 

     

P I A

PERSONAL INVENTORY ASSESSMENT

Learn About Yourself 

Multicultural Awareness Scale 
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The employee thought he deserved the promotion (cognition),  he strongly dislikes his 

supervisor (affect) ,  and he has complained and taken action (behaviour) .  As we have 

noted,  although we often think cognition causes affect,  which then causes behaviour,  

in reality these components are difficult to separate.   

 In organizations,  attitudes are important because they affect job  behaviour.  73   

Employees may believe,  for example,  that supervisors,  auditors,  managers,  and time-

and-motion engineers are all conspiring to make them work harder for the same or 

less money.  This may then lead to a negative attitude toward management when an 

employee is asked to stay late for help on a special project.  

 Employees may also be negatively affected by the attitudes of their co-workers or 

clients.   From Concepts to Skills   on page  11 6   looks at whether its  possible to  change 

someones attitude,  and how that might happen in the workplace.    

 A person can have thousands of attitudes,  but OB focuses our attention on a limited 

number of work-related attitudes that tap positive or negative evaluations that employees 

hold about aspects of their work environments.  74  Below we consider five important 

attitudes that affect organizational performance:  job satisfaction,  organizational commit-

ment,  job involvement,  perceived organizational support,  and employee engagement.  

  Job  Satisfaction 

 Our definition of   job satisfaction   a positive feeling about a job resulting from an 

evaluation of its characteristicsis clearly broad.  75   A survey conducted by Mercer in 2011  

found that Canadians are not all that satisfied:  36 percent said they were thinking about 

leaving their employers and another 20 percent were ambivalent about staying or going.  76    

  What Causes Job  Satisfaction?   

 Think about the best job you have ever had.  What made it so? Chances are you liked 

the work you did and the people with whom you worked.  Interesting jobs that provide 

training,  variety,  independence,  and control satisfy most employees.  77  A recent European 

study indicated that job satisfaction is positively correlated with life satisfaction,  in that 

your attitudes and experiences in life spill  over into your job approaches and experi-

ences.  78   Interdependence,  feedback,  social support,  and interaction with co-workers 

outside the workplace are strongly related to job satisfaction even after accounting for 

 5  Describe key atti tudes 

that affect organizational  

performance.  

  job satisfaction       A positive feel ing  

about a job resulting from an  evalua-

tion  of i ts characteristics.    

 6  Summarize the main  

causes of job satisfaction.  

  EXHIBIT 3-4  The Components of an  Attitude       

Negative

attitude

toward

supervisor

Cognitive =  evaluation

My supervisor gave a  promotion

to a  co-worker who deserved  i t

less than  me.  My supervisor i s unfair.

Affective = feeling

I  d isl ike my supervisor!
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Behavioural  =  action

I m  looking  for other work;  I ve

complained  about my supervisor

to anyone who would  l i sten.
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characteristics of the work itself.  79   A look at the list of worst jobs for job satisfaction 

(  Exhibit   3-5    )  may give you some indications of what people consider bad jobs.    
 You have probably noticed that pay comes up often when people discuss job satis-

faction.  For people who are poor (for example,  living below the poverty line)  or who 

live in poor countries,  pay does correlate with job satisfaction and overall happiness.  

But once an individual reaches a level of comfortable living (in Canada,  that occurs 

at about $40 000 a year,  depending on the region and family size) ,  the relationship 

between pay and job satisfaction virtually disappears.  People who earn $80 000 are,  

on average,  no happier with their jobs than those who earn close to $40 000.    80  Take 

a look at  Exhibit   3 -6    .  It shows the relationship between the average pay for a job and 

the average level of job satisfaction.  As you can see,  not much of a relationship exists 

  EXHIBIT 3-5   The Worst Jobs for Job Satisfaction, 201 3*  

      *Based  on  physical  demands,  work environment,  income,  stress,  and  h i ring  outlook.  

  Sources:   L.  Weber,   Best and  Worst Jobs,   Wall Street Journal ,  Apri l  1 1 ,  201 2 ,  in  the  CareerCast. com   

Jobs Rated  report,  p.  B6;  and  K.  Kensing,   The Worst Jobs of 201 3 ,    CareerCast. com  ,  201 3 ,  

 http: //www.careercast. com/jobs-rated/worst-jobs-201 3  .   
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       Source:   T.  A.  Judge,  R.  F.  Piccolo,  N .  P.  Podsakoff,  J .  C .  Shaw,  and  B .  L.  Rich,  Can  Happiness Be Earned?  
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between pay and job satisfaction.  One researcher even found no significant difference 

when he compared the overall well-being of the richest people on the  Forbes   400 list 

with that of Maasai herders in East Africa.  82   Case IncidentThinking Your Way to a Better 

Job   on page  116   considers the effect state of mind has on a persons job satisfaction.      

 Money does motivate people ,  as we will discover in  Chapter   4     .  But what motivates 

us is not necessarily the same as what makes us happy.  A recent study found that people 

who work for companies with fewer than 100 employees,  who supervise others,  whose 

jobs include caregiving,  who work in a skilled trade,  and who are not in their 40s are 

more likely to be happy in their jobs.  83   

 Job satisfaction is not just about job conditions.  Personality also plays a role.  Research 

has shown that people who have positive   core self-evaluations     (see  Chapter   2    )  who 

believe in their inner worth and basic competenceare more satisfied with their jobs 

than those with negative core self-evaluations.  Not only do they see their work as 

fulfilling and challenging,  they are more likely to gravitate toward challenging jobs in 

the first place.  Those with negative core self-evaluations set less ambitious goals and are 

more likely to give up when they confront difficulties.  Thus,  they are more likely to be 

stuck in boring,  repetitive jobs than those with positive core self-evaluations.  84    

 So what are the consequences of job satisfaction? We examine this question below.     

  Job  Satisfaction  and  Productivi ty 

 The authors of that review even labelled it illusory. As several studies have concluded,  

happy workers are more likely to  be productive workers.  Some researchers used to 

believe the relationship between job satisfaction and job performance was a myth.  But 

a review of more than 300 studies suggested the correlation between job satisfaction 

and job performance is quite strong,  even across international contexts.  85   This conclu-

sion also appears to be generalizable across international contexts.  The correlation is 

higher for complex jobs that provide employees with more discretion to act on their 

attitudes.  86   As we move from the individual to the organizational level,  we also find 

support for the satisfactionperformance relationship.  87  When we gather satisfaction 

and productivity data for the organization as a whole,  we find organizations with more 

satisfied employees tend to be more effective than organizations with fewer.   

  core self-evaluation       The degree 

to which  an  individual  l ikes or disl ikes 

himself or herself,  whether the person 

sees himself or herself as capable and 

effective,  and whether the person feels 

in  control  of his or her environment or 

powerless over the environment.    

 7  I denti fy the  main  

consequences of j ob 

sati sfaction .  

       When  asked  On  a  scale of 1  (not at a l l )  to 7  (completely)  how satisfied  are you  with  your l i fe?   Forbes   

magazines  richest Americans  averaged  5.8 and  an  East African  Maasai  tribe,  who engage in  trad itional  

herd ing  and  lead  nomadic l ives,  averaged  5.7 .  The resu lts of th is study suggest that money does not buy 

l i fe satisfaction.  81  
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96  Part 1  U nderstand i ng  the  Workp l ace

  Job  Satisfaction  and  Organizational  Ci tizenship  Behaviour 

  In  Chapter   1    ,  we defined   organizational citizenship behaviour (OCB)    as    discre-

tionary behaviour that is  not part of an employees  formal job requirements,  and 

is not usually rewarded,  but that nevertheless promotes the effective functioning of 

the organization.  88   Individuals who are high in OCB will  go beyond their usual job 

duties,  providing performance that is beyond expectations.  Examples of such behav-

iour include helping colleagues with their workloads,  taking only limited breaks,  and 

alerting others to work-related problems.  89   More recently,  OCB has been associated 

with the following workplace behaviours:  altruism,  conscientiousness,  loyalty,  civic 

virtue,  voice,  functional participation,  sportsmanship,  courtesy,  and advocacy partici-

pation.  90  OCB is important,  as it can help the organization function more efficiently 

and more effectively.  91        
 It seems logical to assume that job satisfaction should be a major determinant of 

an employees OCB.  92  Satisfied employees would seem more likely to talk positively 

about an organization,  help others,  and go beyond the normal expectations in their 

jobs because they want to reciprocate their positive experiences.  93   Consistent with this 

thinking,  evidence suggests that job satisfaction is moderately correlated with OCB;  

people who are more satisfied with their jobs are more likely to engage in OCB.  94  Why? 

Fairness perceptions help explain the relationship.  95   Those who feel their co-workers 

support them are more likely to engage in helpful behaviours,  whereas those who have 

antagonistic relationships with co-workers are less likely to do so.  96  Individuals with 

certain personality traits are also more satisfied with their work,  which in turn leads 

them to engage in more OCBs.  97  Finally,  research shows that when people are in a good 

mood,  they are more likely to engage in OCBs.  98    

  Job  Satisfaction  and  Customer Satisfaction  

  As we noted in  Chapter   1    ,  employees    in service jobs often interact with customers.  

Because service organization managers should be concerned with pleasing customers,  

its reasonable to ask:  Is employee satisfaction related to positive customer outcomes? 

  organizational  citizenship 

behaviour (OCB)      Discretionary 

behaviour that is not part of an  em-

ployees formal  job requirements,  but 

that nevertheless promotes the effec-

tive functioning  of the organization.    

       Employees waving  to guests at Hong  Kong  Disneyland  are committed  to the company and  i ts goal  of g iving  

visi tors a  magical  and  memorable experience.  Through  carefu l  h i ring  and  extensive tra in ing,  D isney ensures 

that employees identify with  i ts priori ty of pleasing  customers by serving  them  as specia l  guests.
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For front-line employees who have regular contact with customers,  the answer is yes.  

Satisfied employees increase customer satisfaction and loyalty.  99   

 A number of companies are acting on this evidence.  The first core value of online 

retailer Zappos,  Deliver WOW through service, 100  seems fairly obvious,  but the way in 

which Zappos does it is not.  Employees are encouraged to create fun and a little weird-

ness and are given unusual discretion in making customers satisfied;  they are encouraged 

to use their imaginations,  like sending flowers to disgruntled customers.  Zappos offers a 

$2000 bribe to quit the company after training (to weed out the half-hearted).   

  Job  Satisfaction  and  Absenteeism and  Turnover 

 We find a consistent negative relationship between job satisfaction and absenteeism,  

but it is moderate to weak.  101   While it certainly makes sense that dissatisfied employees 

are more likely to miss work,  other factors affect the relationship.  Organizations that 

provide liberal sick leave benefits are encouraging all their employeesincluding those 

who are highly satisfiedto take days off.  You can find work satisfying yet still want to 

enjoy a three-day weekend if those days come free with no penalties.  When numerous 

alternative jobs are available,  dissatisfied employees have high absence rates,  but when 

there are few they have the same (low)  rate of absence as satisfied employees.  102  

 The relationship between job satisfaction and turnover is  stronger than between 

job satisfaction and absenteeism.  103   Recent research suggests that managers looking 

to determine who might be likely to leave should focus on employees job satisfaction 

levels over time,  because levels do change.  A pattern of lowered job satisfaction is a 

predictor of possible intent to leave.  Job satisfaction has an environmental connec-

tion too.  If the climate within an employees immediate workplace is one of low job 

satisfaction,  there will be a contagion effect.  This research suggests managers should 

consider the job satisfaction patterns of co-workers when assigning new workers to a 

new area for this reason.  104  

 The satisfactionturnover relationship also is affected by alternative job prospects.  If 

an employee is presented with an unsolicited job offer,  job dissatisfaction is less predic-

tive of turnover because the employee is more likely leaving in response to pull  (the 

lure of the other job)  than push (the unattractiveness of the current job) .  Similarly,  

job dissatisfaction is more likely to translate into turnover when employment opportu-

nities are plentiful because employees perceive it is easy to move.  Also,  when employees 

have high human capital  (high education,  high ability) ,  job dissatisfaction is more 

likely to translate into turnover because they have,  or perceive,  many available alterna-

tives.  105   Finally,  employees  embeddedness in their jobs and communities can help 

lower the probability of turnover,  particularly in collectivistic cultures.  106   

  How Employees Can  Express Dissatisfaction    

 Job dissatisfaction and antagonistic relationships with co-workers predict a variety of 

behaviours organizations find undesirable,  including unionization attempts,  substance 

abuse,  stealing at work,  undue socializing,  and tardiness.  Researchers argue that these 

behaviours are indicators of a broader syndrome called  deviant behaviour in the workplace   

(or  counterproductive behaviour  or  employee withdrawal  ) .  107  If employees dont like their 

work environment,  they will respond somehow,  although its not always easy to forecast 

exactly  how  .  One worker might quit.  Another might use work time to surf the Internet 

or take work supplies home for personal use.  In short,  workers who dont like their 

jobs get even in various waysand because those ways can be quite creative,  control-

ling only one behaviour,  such as with an absence control policy,  leaves the root cause 

untouched.  To effectively control the undesirable consequences of job dissatisfaction,  

employers should attack the source of the problemthe dissatisfactionrather than 

try to control the different responses.  

  Exhibit   3 -7    presents a modelthe exit-voice-loyalty-neglect frameworkthat can 

be used to examine individual responses to job dissatisfaction along two dimensions:  

 8  Identify four employee 

responses to job 

dissatisfaction.  
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whether they are constructive or destructive and whether they are active or passive.  Four 

types of behaviour result:  108   

         Exit  .  Actively attempting to leave the organization,  including looking for a 

new position as well as resigning.  This action is destructive from the point of 

view of the organization.  Researchers study individual terminations and  collec-

tive turnover ,  the total loss to the organization of employee knowledge,  skills,  

abilities,  and other characteristics.  109      

        Voice   .  Actively and constructively attempting to improve conditions,  

including suggesting improvements,  discussing problems with superiors,  and 

some forms of union activity.     

        Loyalty  .  Passively but optimistically waiting for conditions to improve,  

including speaking up for the organization in the face of external criticism 

and trusting the organization and its management to do the right thing.     

        Neglect  .  Passively allowing conditions to worsen,  including chronic absen-

teeism or lateness,  reduced effort,  and increased error rate.  This action is 

destructive from the point of view of the organization.      

 Exit and neglect behaviours  reflect employee choices  of lowered productivity,  

absenteeism,  and turnover in the face of dissatisfaction.  But this model also presents 

constructive behaviours such as voice and loyalty that allow individuals to tolerate 

unpleasant situations or to work toward satisfactory working conditions.  It helps us 

understand situations,  such as those we sometimes find among unionized workers,  

where low job satisfaction is  coupled with low turnover.  110  Union members often 

express dissatisfaction through the grievance procedure or through formal contract 

negotiations.  These voice mechanisms allow them to  continue in their jobs while 

convincing themselves that they are acting to improve the situation.   

  Managers Often  Dont Get I t 

 Given the evidence we have just reviewed,  it should come as no surprise that job 

satisfaction can affect the bottom line.  One study by a management consulting firm 

  exit      Dissatisfaction  expressed 

by actively attempting  to leave the 

organization.    

  voice      Dissatisfaction  expressed by 

actively and constructively attempting  

to improve conditions.    

  loyalty      Dissatisfaction  expressed 

by passively waiting  for conditions to 

improve.    

  neglect      Dissatisfaction  expressed 

by passively al lowing  conditions to 

worsen.    

Active

ConstructiveDestructive

Passive

VOICEEXIT

LOYALTYNEGLECT

  EXHIBIT 3-7   Responses to  Job Dissatisfaction 

       Source:   When  Bureaucrats Get the B lues:  Responses to Dissatisfaction  among  Federal  Employees  by 

Caryl  Rusbul t,  David  Lowery.   Journal of Applied Social Psychology 15  ,  no.  1 ,  p.   83  .  Copyright  1 985,  

John  Wi ley and  Sons.   
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separated large organizations into  high morale (where more than 70  percent of 

employees expressed overall job satisfaction)  and medium or low morale (fewer than 

70 percent) .  The stock prices of companies in the high morale group grew 19.4 percent,  

compared with 10 percent for the medium or low morale group.  Despite these results,  

many managers are unconcerned about employee job satisfaction.  Still others overesti-

mate how satisfied employees are with their jobs,  so they dont think there is a problem 

when there is.  In one study of 262 large employers,  86  percent of senior managers 

believed their organization treated its  employees well,  but only 55  percent of the 

employees agreed.  111   Another study found 55  percent of managers thought morale was 

good in their organization,  compared with only 38 percent of employees.  112  Managers 

first need to care about job satisfaction,  and then they need to measure it rather than 

just assume that everything is going well.  113     

  Organizational  Commitment 

 In   organizational commitment   an employee identifies with a particular organiza-

tion and its goals,  and wishes to remain a member.  114  Most research has focused on 

emotional attachment to an organization and belief in its values as the gold standard 

for employee commitment.  115     

 Professor John Meyer at the University of Western Ontario and his colleagues have 

identified and developed measures for three types of commitment:  116  

         Affective commitment  .  An individuals emotional attachment to an orga-

nization and a belief in its values.  For example,  a PetSmart employee may 

be affectively committed to the company because of its involvement with 

animals.   

        Normative commitment  .  The obligation an individual feels to stay with an 

organization for moral or ethical reasons.  An employee spearheading a new 

initiative may remain with an employer because she feels she would leave the 

employer in the lurch if she left.   

        Continuance commitment  .  An individuals perceived economic value of 

remaining with an organization.  An employee may be committed to an 

employer because she is paid well and feels it would hurt her family to quit.          

 A positive relationship appears to exist between organizational commitment and job 

productivity,  but it is a modest one.  117  A review of 27 studies found that the relationship 

between commitment and performance is strongest for new employees,  and considerably 

weaker for more experienced employees.  118  Interestingly,  research indicates that employees 

who feel their employers fail to keep promises to them feel less committed,  and these 

reductions in commitment,  in turn,  lead to lower levels of creative performance.  119  And,  as 

with job involvement,  the research evidence demonstrates negative relationships between 

organizational commitment and both absenteeism and turnover.  120  

 Different forms of commitment have different effects on behaviour.  One study 

found managerial affective commitment more strongly related to organizational perfor-

mance than was continuance commitment.  121   Another study showed that continuance 

commitment was related to  a lower intention to quit but an increased tendency to 

be absent and lower job performance.  These results make sense in that continuance 

commitment is  not really a commitment at all.  Rather than an allegiance (affective 

commitment)  or an obligation (normative commitment)  to an employer,  a continu-

ance commitment describes an employee tethered  to an employer simply because 

nothing better is available.  122  

  Point/Counterpoint  on page  113   considers whether employeremployee loyalty is still 

relevant today.      

  organizational  commitment      The 

degree to which  an  employee identi-

fies with  a particular organization  

and i ts goals,  and wishes to maintain  

membership in  the organization.    

  affective commitment      An  indi-

vidual s emotional  attachment to and 

identification  with  an  organization,  

and a bel ief in  i ts values.    

  normative commitment      The 

obl igation  an  individual  feels to stay 

with  an  organization.    

  continuance commitment      An  

individual s calculation  to stay with  an  

organization  based on  the perceived 

costs of leaving  the organization.    
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  Job  I nvolvement 

 Related to job satisfaction is   job involvement  ,  1 23   which measures the degree to which 

people identify psychologically with their job and consider their perceived performance 

level  important to  self-worth.  1 24  Employees  with a high level  of j ob  involvement 

strongly identify with and really care about the kind of work they do.  Another closely 

related concept is   psychological empowerment  ,  employees beliefs in the degree to 

which they influence their work environment,  their competence,  the meaningfulness of 

their job,  and their perceived autonomy.  125   One study of nursing managers in Singapore 

found that good leaders empower their employees by fostering their self-perception 

of competencethrough involving them in decisions,  making them feel their work is 

important,  and giving them discretion to do their own thing. 126  Another study found,  

however,  that for teachers in India,  the self-perception of competence does not affect 

innovative behaviour,  which would be a desired outcome.  This research suggests that 

empowerment initiatives need to be tailored to the culture and desired behavioural 

outcomes.  127          

  Perceived  Organizational  Support 

   Perceived organizational support (POS)    is the degree to which employees believe the 

organization values their contributions and cares about their well-being.  An excellent 

example has been related by R & D engineer John Greene of  salesforce.com .  When Greene 

was diagnosed with leukemia,  CEO Marc Benioff and 350 fellow  salesforce.com  employees 

covered all  out-of-pocket costs for his  care,  staying in touch with him throughout 

his recovery.  No doubt stories like this one are part of the reason  salesforce.com  is on 

 Fortune s 100 Best Companies to Work For list.  128    

 Research shows that people perceive their organization as supportive when rewards 

are deemed fair,  when employees have a voice in decisions,  and when employees view 

  job involvement      The degree to 

which  a person  identifies with  a 

job,  actively participates in  i t,  and 

considers performance important to 

self-worth.    

  psychological  empower-

ment      Employees  bel ief in  the 

degree to which  they affect their work 

environment,  their competence,  the 

meaningfulness of their job,  and their 

perceived autonomy in  their work.    

  perceived organizational  sup-

port (POS)      The degree to which  

employees bel ieve an  organization  

values their contribution  and cares 

about their wel l-being.    

       A major focus of N issan  Motor Companys D iversity Development Office in  Japan  i s helping  female employ-

ees develop their careers.  N issan  provides women  such  as the assembly-l ine workers shown  here with  one-

on-one counsel l ing  services of career advisers and  tra in ing  programs to develop appl icable ski l l s.  Women  

can  a lso visi t N issans corporate intranet to read  interviews with   role models,  women  who have made 

substantia l  contributions to the company.  N issan  bel ieves that h i ring  more women  and  supporting  their 

careers wi l l  contribute to the companys competitive edge.
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     Watch  on  MyManagementLab

Gawker Med ia:  At t i tudes  and  J ob 

Satisfaction  
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their supervisors as supportive.  129   Employees with strong POS perceptions have been 

found to engage in higher levels of organizational citizenship behaviour,  exhibit lower 

levels of tardiness,  and offer better customer service.  130  These outcomes seem to hold 

true mainly in countries where power distance is lower.  In such countries,  including 

Canada,  people are more likely to view work as an exchange rather than a moral obli-

gation.  This is not to say that POS cannot be a predictor of work behaviours anywhere 

on a situation-specific basis.  Although little cross-cultural research has been done,  one 

study found that POS predicted only the job performance and organizational citizen-

ship behaviour of untraditional or low power-distance Chinese employeesin short,  

those more likely to think of work as an exchange rather than a moral obligation.  131    

  Employee Engagement 

 A recent concept that comes out of the work on job involvement is   employee engage-

ment  ,  an individuals involvement with,  satisfaction with,  and enthusiasm for the work 

he or she does.  To evaluate employee engagement,  we might ask employees whether they 

have access to resources and the opportunities to learn new skills,  whether they feel their 

work is important and meaningful,  and whether their interactions with co-workers and 

supervisors are rewarding.  132  Highly engaged employees have a passion for their work 

and feel a deep connection to their company;  disengaged employees have essentially 

checked outputting time but not energy or attention into their work.  133  Calgary-based 

Vista Projects,  an engineering procurement and construction management firm,  consults 

with its employees for engagement ideas.  Doing so has resulted in educational initiatives,  

opportunities for company ownership,  and time off for religious holidays.  134  To encourage 

engagement,  the president of Charlottetown, PEI-based Holland College visits the colleges 

13  sites routinely to give employees an opportunity to raise concerns.  135     

 Engagement is a real concern for most organizations because surveys indicate that few 

employees are highly engaged by their work.  A 2012 survey of Canadians conducted by the 

Canadian Management Centre and Ipsos Reid found that only 27 percent of employees 

are highly engaged and one in five are not engaged at all. 136  Engagement is highest in 

BC and Alberta,  at 33  percent.  Engagement is lowest for Millennials (24 percent)  and 

Generation Xers (22 percent).  Engagement is higher for Baby Boomers (29  percent),  and 

Traditionalists (those 64 years or older)  are the most engaged (49 percent).  These numbers 

are consistent with the United States,  but much higher than other countries.  A 2013 survey 

by Gallup,  conducted in 142 countries,  found that only 13  percent of employees world-

wide are engaged at work.  137  Most are disengaged:  63  percent are not engaged,  and 

24 percent are actively disengaged.  

 Toronto-based Molson Coors Canada found that engaged employees were five times 

less likely to have safety incidents,  and when one did occur,  it was much less serious,  

and less costly for the engaged employee than for a disengaged one ($63  per incident vs.  

$392).  Molson proudly reported that its engagement went up in 2013 from 2012,  reaching 

a high of 57 percent,  compared with 51  percent in 2012.  138  Oakville,  Ontario-based Ford 

Canada recently contracted with Charles the Butler MacPherson to help its employees 

develop more engaged customer service relationships,  as  OB in the Workplace  illustrates.      

  employee engagement      An  indi-

vidual s involvement with,  satisfaction  

with,  and enthusiasm for the work he 

or she does.    

 M ind ing  Manners,  Helping  Customers 

  Can  a  butler help salespeople engage more with  their customers?   Ford Canada 

recently hired Charles the Butler MacPherson to provide customer service training 

sessions to employees.  139   His first stop was Ottawa,  and then 23  more Ford locations 

across Canada.  

   OB I N  TH E  WORKPLACE 
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 Managers and scholars have become interested in facilitating employee engagement,  

believing something deeper than liking a job or finding it interesting drives perfor-

mance.  Studies attempt to measure this deeper level of commitment.  However,  the 

concept is relatively new and still generates active debate about its usefulness.  Part of 

the reason for this debate is the difficulty of identifying what creates job engagement.  

For instance,  the top two reasons for job  engagement that participants gave in one 

recent study were (1 )  having a good manager they enjoy working for and (2)  feeling 

appreciated by their supervisor.  140  Another study found that engagement is linked to an 

employees belief that he or she is engaged in meaningful work.  This belief is partially 

determined by job characteristics and access to sufficient resources to work effectively.  141   

Another factor is a match between the individuals values and those of the organiza-

tion.  142  Leadership behaviours that inspire workers to a greater sense of mission also 

increase employee engagement.  143     

 Recent research on engagement has set out to clarify the dimensions of employee 

engagement.  For instance,  a 2012 Australian study found that emotional intelligence 

is linked to job satisfaction,  well-being,  and employee engagement.  144  Another 2012 

study suggested that engagement fluctuates partially due to daily challenge-seeking 

and demands.  145   This work has demonstrated that engagement is distinct from job 

satisfaction and job involvement and incrementally predicts job behaviours after we 

take these traditional job attitudes into account.  146  Moreover,  engagement question-

naires usually assess motivation and absorption in a task,  quite unlike job satisfaction 

questionnaires.  Engagement may also predict important work outcomes better than 

traditional job attitudes.  147  

 Some critics note that engagement may have a dark side,  as evidenced by positive 

relationships between engagement and workfamily conflict.  148  Individuals might grow 

so engaged in their work roles that family responsibilities become an unwelcome intru-

sion.  Further research exploring how engagement relates to these negative outcomes 

may help clarify whether some highly engaged employees might be getting too much 

of a good thing.    

  Managing Diversity in  the  Workplace 
  Corus Enterta inment was recogn ized  as one of Canadas Best Diversi ty Employers in  each  year 

from  2009 to 2014.  1 49   I t was a l so recogn ized  as one of G reater Torontos Top Employers i n  

2010,  2011 ,  2013,  and  2014.  Corus uses a  wide variety of strategies to focus managers and  

employees on  d iversity issues.  The company has an  equity plan,  a  d iversi ty and  inclusion  pol icy,  

and  an  equity and  d iversi ty committee that includes employees from  a  variety of ranks.  Corus i s  

committed  to developing leadership ta lent in  i ts female employees,  creating the Corus Womens 

Leadersh ip Network  (CWLN)  with  tra in ing and  socia l  networking events.  

 MacPhersons role is to help employees in Fords service departments engage more 

with their customers so that customers receive more personalized service.  MacPherson 

explained why he was comfortable helping salespeople:  Whether youre serving food 

or whether youre presenting someone a proposal on a repair in the car,  you still have 

to be able to do it in the same way about making sure that youre at ease,  that were 

listening to you,  that youre able to speak your thoughts.  

 Ford Canadas  national  consumer experience manager,  Gemma Giovinazzo,  

is  enthusiastic about developing more engaged employees.  We know,  based on 

statistical  research,  that a highly engaged employee will  lead to  a highly engaged 

customer.  Highly engaged employees will bend over backwards for the company and 

its customers.  In such a culture,  there is  no this is  just my job;  I  am only going to 

do that.  

 Ford believes its investment in employees will also lead to more loyal customers.   

     

P I A

PERSONAL INVENTORY ASSESSMENT

Learn About Yourself 

Flourishing Scale 
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 Corus supports the development of female managers and  managers from  visible m inori ties:  

43.7 percent of i ts managers are women,  and  11 .83 percent of i ts  managers are visible m inori-

ties.  The company a lso has d iversi ty programs for employees in  the fol lowing groups:  women,  

d isabi l i ties,  visible m inori ties,  and  Aborigina l  people.  Why does managing d iversi ty wel l  make 

a  d ifference?  

 Organizations increasingly face diversity concerns as workplaces become more hetero-

geneous.    Biographical characteristics    such as age,  gender,  race,  disability,  and length 

of service are some of the most obvious ways employees differ.  Others include length of 

service (tenure) ,  religion,  sexual orientation,  and gender identity.  There is also diversity 

in   ability  ,  an individuals current capacity to perform the various tasks in a job.  Earlier 

in the chapter,  we discussed cultural and generational differences and their implications 

in the Canadian workplace.      

 Many organizations have attempted to incorporate workforce diversity initiatives 

into their workplaces to improve relations among co-workers.  Toronto-based Corus 

Entertainment is one such company.  Corus policy on diversity states the following:  

  Corus is committed to promoting an equitable work environment based on 

the merit principle.  Corus is also committed to conducting business and pro-

viding services in the communities where we operate in a manner that respects 

the dignity and independence of all employees and customers,  including those 

with varying abilities.  

  Our collective commitment to respect and nurture a diverse and accessible 

work environment promotes Accountability,  Innovation,  Initiative,  Teamwork 

and Knowledge across the organization.  150   

 Corus  statement on diversity is  typical of statements found in company annual 

reports and employee information packets to  signal corporate values to  those who 

interact with the company.  Some corporations choose to signal the value of diversity 

because they think it is an important strategic goal.  Other organizations recognize that 

the purchasing power of diverse groups is substantial.  

 When companies design and then publicize statements about the importance of 

diversity,  they are essentially producing value statements.  The hope,  of course,  is that 

the statements will  influence the behaviour of members of the organization,  particu-

larly since preference for people who are ethnically like ourselves may be ingrained 

in us  at an early age.  For example,  in a study published in 2011 ,  researchers from 

Concordia University and the University of Montreal  found that Asian Canadian 

and French Canadian preschoolers preferred to interact with kids of their own ethnic 

group.  1 51   

 Little research indicates that values can be changed successfully.  152  Because values 

tend to be relatively stable,  workplaces try to address diversity issues through education 

aimed at changing attitudes.  

  Effective  Diversity Programs   

 Joan Vogelesang,  who was CEO of Montreal-based animation software company Toon 

Boom,  says that Canadian companies dont make use of the diversity in the employees 

they have.  She thinks Canadian companies need to look beyond imperfect English and 

cultural customs when hiring.  When she worked at Toon Boom,  most of her executive 

team were first-generation immigrants.  Her employees could speak 20 languages among 

them.  Two .  .  .  staff members [could]  speak Japanese.  You can hardly do business in 

Japan if you dont speak it,  she says.  153   

 Vogelesangs  description of diversity as  a competitive advantage speaks to  the 

need for effective diversity programs that have three distinct components.  First,  they 

should teach people about the legal framework for equal employment opportunity 

  biographical  characteristics  

    Personal  characteristicssuch as 

age,  gender,  race,  and length  of 

tenure.  These characteristics are rep-

resentative of surface-level  diversity.    

  ability      An  individuals capacity to 

perform the various tasks in  a job.    

 9  Describe how organi-

zations can  manage 

diversi ty effectively.  
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and encourage fair treatment of all people,  regardless of their demographic character-

istics.  Second,  they should teach people how a diverse workforce will  be better able 

to serve a diverse market of customers and clients.  Third,  they should foster personal 

development practices that bring out the skills and abilities of all workers,  acknowl-

edging how differences in perspective can be a valuable way to improve performance 

for everyone.  154  A 2011  study by researchers at the University of Toronto Scarborough 

found that focusing on the positive benefits of diversity,  rather than telling people what 

they should and should not do,  was more likely to reduce peoples prejudices toward 

other groups.  155   The  Experiential Exercise   on page  114  considers what it feels like to be 

targeted or excluded based on demographic status.     
 Much concern about diversity has to do with fair treatment.  156  Most negative reac-

tions to employment discrimination are based on the idea that discriminatory treatment 

is  unfair.  Regardless  of race or gender,  people are generally in favour of diversity-

oriented programs if they believe the policies ensure everyone has a fair opportunity to 

show their skills and abilities.  

 A major study of the consequences of diversity programs came to what might seem 

a surprising conclusion.  1 57  Organizations that provided diversity training were not 

consistently more likely to have women and minorities in upper management positions 

than organizations that did not.  On closer examination,  though,  these results are not 

surprising.  Experts have long known that one-shot training sessions without strategies 

to encourage effective diversity management back on the job are not likely to be very 

effective.  Some diversity programs,  such as those of Toronto-based Corus Entertainment,  

Ottawa-based Health Canada,  Regina-based Information Services Corporation,  and 

Brampton,  Ontario-based Loblaw Companies,  are truly effective in improving represen-

tation in management.  They include strategies to measure the representation of women 

and visible minorities in managerial positions,  and they hold managers accountable 

for achieving more demographically diverse management teams.     

       J oan  Vogelesang,  former C EO  of Montrea l -based  an imation  software  company Toon  Boom,  says that 

C anadian  companies do not make use of the diversity in  employees they have.  She th inks Canadian  com-

panies need  to look beyond  imperfect Engl ish  and  cultural  customs when  h iring.  When  she worked  at Toon  

Boom,  most of her executive team were first-generation  immigrants.  Her employees could  speak 20 languages 

among  them.  She is pictured  with  Francisco Del  Cueto,  CTO (left),  and  Steven  Chu,  COO (right).
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Verizon  Diversity 
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  EXHIBIT 3-8  Practices Used  by a  Selected  Sample of Canadas Most Welcoming Places to  Work 

       Company  Number of  
(Location) Industry Employees Diversity Activities

Jazz Aviation   Aviation  4708 Launched  a  dedicated  Aborig inal  employee group  

(Dartmouth,  NS)    and  invited  an  Aborig inal  elder to help  develop 

   the groups m ission  statement

Cameco Corp.   M in ing  31 69 Works with  Women  in  M in ing  and  the M in ing    

(Saskatoon)   Human  Resource Counci l  to research  employment 

   barriers faced  by women  in  the min ing  industry

BC  Hydro  E lectric uti l i ty 4909 Maintains an  in-house multicu ltural  society  

(Vancouver)  (C rown  Corporation)  as wel l  as a  cu ltural  buddy program  to   

   provide support to  employees from  a l l  

   walks of l i fe

Canadian  Imperia l   Commercia l  bank 34 41 8 Maintains WorkAbi l i ty,  an  employee network

Bank of Commerce   for persons with  d isabi l i ties,  and  hosts an  annual  

(Toronto)    Abi l i ties Marketplace  event that offers services

   for persons with  d isabi l i ties

Standard  Aero  Aerospace industry 1 425  Companys employment equity committee meets 

(Winn ipeg)   on  a  quarterly basis to review i ts employment 

   equ ity plan

Ontario Publ ic Government support 61  037  Manages the OPS Pride Network to support LGBT 

Service (OPS)   employees and  a l l ies 

(Toronto) 

Sodexo Canada  Food  services 5943  Launched  the Wi l low Bean  Caf  in  partnersh ip  

(Burl ington,  ON)   with  Vancouver Coastal  Health  and  the Canadian  

   Mental  Health  Association  to provide employment 

   opportun ities and  work experience to persons 

   with  mental  health  i ssues

Northwest Territories Government services 5269 C reated  a  government-wide Traditional  Knowledge

Government   Pol icy to ensure that Aborig inal  knowledge,  va lues 

(Yel lowknife)    and  experience are handed  down from generation  

   to generation

Newalta  Corp.   Recycl ing  and  1 820 Establ ished  the Womens Leadersh ip  Network to

(Calgary)  industria l  waste  support the advancement of female employees

 management

    Source:   Based  on   The Years Most Inspiring  Workplace Inclusiveness Stories:  Canadas Best Diversity Employers for 201 4 Announced  Today,  

February 1 0,  201 4,   http: //www.newswire. ca/en/story/1 302795/the-year-s-most-inspiring-workplace-inclusiveness-stories-canada-s-best-d iversity-

employers-for-201 4-announced-today ;  and   http: //www.canadastop1 00.com/diversity/ .   

 Organizational leaders should examine their workforce to determine whether the 

  protected groups    covered by Canadas Employment Equity Act (women,  people with 

disabilities,  Aboriginal  people,  and visible minorities)  have been underutilized.  If 

groups of employees are not proportionally represented in top management,  managers 

should look for any hidden barriers to advancement.  They can often improve recruiting 

practices,  make selection systems more transparent,  and provide training for those 

employees who have not had adequate exposure to necessary work-related experiences 

in the past.   Exhibit   3 -8     presents examples of what some of the leading companies are 

doing as part of their diversity initiatives.  158    

  protected groups      The four groups 

designated by the Employment Equity 

Act as the beneficiaries of employ-

ment equity (women,  people with  

disabi l i ties,  Aboriginal  people,  and 

visible minorities).    

M03_LANG1 781 _07_SE_C03. indd   1 05 2/6/1 5   4:21  PM



1 06  Part 1  U nderstand i ng  the  Workp l ace

 Management should also clearly communicate the companys diversity policies and 

their rationale to employees so they can understand how and why certain practices 

are followed.  Communications should focus as much as possible on qualifications 

and job performance;  emphasizing that certain groups need more assistance could 

well backfire.  

  To ensure the top-level management team represents the diversity of its workforce 

and client base,  Safeway implemented the Retail  Leadership  Development (RLD)  

program,  a formal career development program.  This program is open to all employees,  

so it is inclusive,  but women and underrepresented racial or ethnic groups are particu-

larly encouraged to participate.  Interested individuals take tests to determine whether 

they have management potential.  Safeway managers are charged with providing prom-

ising RLD participants with additional training and development opportunities to 

ensure they have the skills needed for advancement,  and are given performance bonuses 

if they meet concrete diversity goals.  The RLD program has increased the number of 

white women store managers by 31  percent since its inception,  and the number of 

women-of-colour store managers by 92 percent.  159   OB in the Street  looks at what corpo-

rate boards in Canada can do to recruit more diverse members.     

 Just because a companys managers value diversity does not mean that all employees 

will share that value.  Consequently,  even if they are required to attend diversity training,  

employees may exhibit negative attitudes toward individuals because of their gender or 

ethnicity.  Additionally,  what attitudes are appropriately displayed outside of the work-

place may be questioned by some employers,  as you will discover in  Case IncidentYou 

Cannot Do That  on page  11 5  .  

 Finally,  the workplace is not the only place where peoples attitudes toward racial 

diversity are displayed,  underscoring that the responsibility for education about reacting 

 Adding  Diversi ty to Boards of D irectors 

  Why should  corporate  boards pay more attention  to  d iversity?   The Canadian 

Board Diversity Council  together with KPMG recently published a study on the 

boards of 450 of the  Financial Post  500 (FP500)  companies.  1 60  The study found that 

women held 1 5  percent of board seats on the FP500 companies;  visible minorities 

held 5 .3  percent;  persons with disabilities held 2.9  percent;  and Aboriginal people 

(including First Nations,  Inuit,  and Mtis)  held 8  percent.  With the exception of 

Aboriginal  representation,  the numbers were far fewer than the representation of 

these categories  in society at large.  Pamela Jeffery,  founder and president of the 

council,  called the results disappointing.  

 Does the lack of diversity hurt the bottom line?  Accounting firm Ernst & Young 

found that the lack of diversity on boards can make it difficult for companies to inno-

vate.  Directors who sat on FP500 boards that had more women,  visible minorities,  or 

Aboriginal diversity believed that the boards made better decisions because the diversity 

led to better discussions with more perspectives.  Board members expressed some frus-

tration about finding new directors and reported that their own networks are almost 

exclusively made up of white men.  

 The council does not favour using quotas to change the situation.  Instead,  it recom-

mends that with the large wave of retirements from boards expected in the next several 

years,  FP500 boards should use rigorous,  transparent recruiting processes to replace 

one of every three retiring directors with a director of a diverse background.   

   OB I N  TH E  S TREET 
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to diversity goes beyond employers.  In September 2011 ,  at an exhibition game between 

the Philadelphia Flyers and the Detroit Red Wings played in London,  Ontario,  someone 

from the audience threw a banana at Flyers player Wayne Simmonds,  one of the few 

black players in the NHL.  Retired Montreal Canadiens forward Georges Laraque,  when 

asked to  comment on the incident,  noted that throughout [my]  career,  [ I]  had to 

endure the N word a number of times. 161    

  Cultural  I ntel l igence   

 Are some individuals better than others at dealing with people from different cultures? 

Management professors Christopher Earley of the London School of Business and 

Elaine Mosakowski of the University of Colorado at Boulder have recently introduced 

the idea of   cultural intelligence (CQ)   ,  to suggest that people vary in how they deal 

with other cultures.  CQ is defined as the seemingly natural ability to interpret some-

ones unfamiliar and ambiguous gestures in just the way that persons compatriots and 

colleagues would,  even to mirror them.  162    

 Earley and Mosakowski suggest that CQ picks up where emotional intelligence 

leaves off.  Those with CQ try to figure out whether a persons behaviour is represen-

tative of all members of a group or just that person.  Thus,  for example,  a person with 

high CQ who encounters two German engineers would be able to determine which of 

the engineers conduct is explained by the fact of being an engineer,  by being German,  

and by behaviour that is simply particular to the individual.  A recent study found that 

CQ is particularly helpful to expatriates on international assignment because the ability 

to be confident about and interested in being in new cultural environments makes it 

easier to adjust to the demands of foreign assignments.  163     

  RESEARCH  FINDINGS:  Cu l tu ral  I n te l l i g ence 

 According to  researchers,  cultural  intelligence resides in the body [ the 

physical]  and the heart [the emotional/motivational] ,  as well as the head 

[ the cognitive] .   1 64  Individuals who have high  cognitive   CQ look for clues to  help 

them identify a cultures shared understandings.  Specifically,  an individual does this by 

looking for consistencies in behaviours across a variety of people from the same cultural 

background.  Individuals with high  physical   CQ learn the customs and gestures of those 

from other cultures and therefore act more like them.  This increases understanding,  

trust,  and openness between people of different cultures.  One study found that job 

candidates who used some of the mannerisms of recruiters who had different cultural 

backgrounds from themselves were more likely to receive job offers than those who did 

not do so.  165   Those with high  emotional/motivational   CQ believe that they are capable of 

understanding people from other cultures,  and will keep trying to do so,  even if faced 

with difficulties in doing so.  

 Based on their research,  Earley and Mosakowski have discovered that most managers 

fall into the following CQ profiles:  166  

        Provincial  .  They work best with people of similar background,  but have diffi-

culties working with those from different backgrounds.   

       Analyst .  They analyze a foreign cultures rules and expectations to figure out 

how to interact with others.   

       Natural  .  They use intuition rather than systematic study to understand those 

from other cultural backgrounds.   

       Ambassador .  They communicate convincingly that they fit in,  even if they do 

not know much about the foreign culture.   

 10  Identify the benefi ts of 
cu ltural  intel l igence.  

  cultural  intelligence (CQ)      The 

abi l i ty to understand someones 

unfamil iar and ambiguous gestures in  

the same way as would  people from 

that persons culture.    
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       Mimic .  They control actions and behaviours to match others,  even if they do 

not understand the significance of the cultural cues observed.   

       Chameleon  .  They have high levels of all three CQ components.  They could be 

mistaken as being from the foreign culture.  According to research,  only about 

5  percent of managers fit this profile.    

  Exhibit   3 -9     can help you assess your own CQ.  

    GLOBAL IMPLICATIONS  

 Although a number of topics were covered in this chapter,  we review only 

three in terms of their application beyond Canada and the United States.  

First,  we consider whether j ob  satisfaction is  simply a US  concept.  Second,  we 

examine whether employees in Western cultures are more satisfied with their jobs 

than people from other cultures.  Finally,  we look at international differences in how 

diversity is  managed.  

       Rate the extent to which  you  agree with  each  statement,  using  the fol lowing  scale:

 1  =  strongly d isagree

 2  =  d isagree

 3  =  neutral

 4 =  agree

 5  =  strongly agree

_____  Before I  interact with  people from  a  new cu lture,  I  ask myself what I  hope to ach ieve.

_____  I f I  encounter someth ing  unexpected  whi le  working  in  a  new cu lture,  I  use th is experience to figure out new ways to 

approach  other cu ltures in  the future.

_____  I  plan  how I m  going  to relate to people from  a  d i fferent cu lture before I  meet them.

_____  When  I  come into a  new cu ltural  si tuation,  I  can  immediately sense whether someth ing  i s  going  wel l  or someth ing  i s  

wrong.

Total  _____   4 =  Cognitive CQ

_____  I ts  easy for me to change my body language (for example,  eye contact or posture)  to su it people from  a  d i fferent 

cu lture.

_____  I  can  a l ter my expression  when  a  cu ltural  encounter requires i t.

_____  I  modify my speech  style (for example,  accent or tone) to su it people from  a  d i fferent cu lture.

_____  I  easi ly change the way I  act when  a  cross-cu ltural  encounter seems to require i t.

Total  _____   4 =  Physical  CQ

_____  I  have confidence that I  can  deal  wel l  with  people from  a  d i fferent cu lture.

_____  I  am  certain  that I  can  befriend  people whose cu ltural  backgrounds are d i fferent from  mine.

_____  I  can  adapt to the l i festyle of a  d i fferent cu lture with  relative ease.

_____  I  am  confident that I  can  deal  with  a  cu ltural  si tuation  that i s  unfami l iar.

Total  _____   4 =  Emotional/motivational  CQ

In terpretation:  General ly,  an  average of less than  3  would  ind icate an  area  cal l ing  for improvement,  whi le  an  average of 

greater than  4.5  reflects a  true CQ strength.   

  Source:   P.  C .  Earley and  E.  Mosakowski ,   Cultural  Intel l igence,   Harvard Business Review  82 ,  no.  1 0  (October 2004),  pp.   1 39   1 46 .  

Reprinted  by permission  of  Harvard Business Review .   

  EXHIBIT 3-9  Measuring  Your Cultural  Intel l igence 
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  I s  Job  Satisfaction  a  US Concept? 

 Most of the research on job satisfaction has been conducted in the United States.  So,  is 

job satisfaction a US concept?  The evidence strongly suggests it is  not ;  people in other 

cultures can and do form judgments of job satisfaction.  Moreover,  similar factors seem 

to cause,  and result from,  job satisfaction across cultures:  We noted earlier that pay is 

positively,  but relatively weakly,  related to job satisfaction.  This relationship appears to 

hold in other industrialized nations as well.   

  Are  Employees in  Western  Cultures More  Satisfied  with  Their Jobs? 

 Although job satisfaction appears relevant across cultures,  that does not mean that 

no cultural  differences exist in job  satisfaction.  Evidence suggests  that employees 

in Western cultures  have higher levels  of j ob  satisfaction than those in Eastern 

cultures.  1 67    Exhibit   3 -10     provides  the results  of a global  study of j ob  satisfaction 

levels of employees in 1 5  countries.  As the exhibit shows,  the highest levels appear 

in Mexico and Switzerland.  Do employees in these cultures have better jobs?  Or are 

they simply more positive (and less  self-critical) ?  Conversely,  the lowest score in 

the study was for South Korea.  South Korean culture tends to  be conformist,  and 

businesses tend to be rigidly hierarchical.  Do these factors make for low job satisfac-

tion?  1 68   It is  possible,  but low job satisfaction does not seem to translate into poor 

overall  performance.  South Korea is  viewed as an economic success story,  able to 

adapt to change quickly.   

 The amount of exposure the culture gets to diverse ways of life may affect job satis-

faction in South Korea.  The country has the highest percentage of wireless Internet 

broadband subscriptions of any country (100 percent,  or 100 subscriptions per every 

100 people) ,  which indicates that people have access  to  worldwide contemporary 

business practices.  South Korean employees may therefore know about autonomy,  

merit-based rewards,  and benefits for workers in other countries that are unavailable 

to them.  In contrast,  Mexico,  which has one of the highest job satisfaction scores,  has 

  EXHIBIT 3-1 0  Average Levels of Employee Job Satisfaction  by Country 
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1 1 0  Part 1  U nderstand i ng  the  Workp l ace

the lowest percentage of Internet subscriptions (7.7 percent) .  169   The higher job satis-

faction rate in Mexico could still  indicate that it has better jobs or that employees are 

more satisfied in lesser jobs because there is not as much opportunity for exposure to 

outside contemporary influences.  As you can see,  higher job satisfaction may somewhat 

reflect employee acceptance of the cultures business practices,  whether the practices 

are traditional or cutting-edge contemporary.  There are also many other potential 

contributing factors.  

 Does organizational commitment vary cross-nationally? A recent study explored this 

question and compared the organizational commitment of Chinese employees with 

that of Canadian and South Korean employees.  170  Although results revealed that the 

three types of commitmentnormative,  affective,  and continuanceare present in all 

three cultures,  they differ in importance.  In addition,  the study found that Canadians 

and South Koreans are closer to each other in values than either is with the Chinese.  

Normative commitment (an obligation to remain with an organization for moral or 

ethical reasons)  and affective commitment (an emotional attachment to the organiza-

tion and belief in its values)  were highest among Chinese employees.  Continuance 

commitment (the perceived economic value of remaining with an organization)  was 

 lower  among Chinese employees than among Canadian,  British,  and South Korean 

employees.   

  I s  D iversity Managed  Differently across Cultures? 

 Besides the mere presence of diversity in international work settings,  international 

differences exist in how diversity is managed.  Each country has its own legal frame-

work for dealing with diversity,  and these frameworks are a powerful reflection of the 

diversity-related concerns of each country.  Many countries require specific targets and 

quotas for achieving employment equity goals,  whereas the legal framework in Canada 

specifically forbids their use.  The types of demographic differences considered impor-

tant for diversity management also vary across countries.  For example,  in India the 

nondiscrimination framework includes quotas and set-aside programs for individuals 

from lower castes.  171   A case study of the multinational Finnish company TRANSCO 

found that it was possible to develop a consistent global  philosophy for diversity 

management.  However,  differences in legal and cultural factors across nations forced 

TRANSCO to develop unique policies to match the cultural and legal frameworks of 

each country in which it operated.  172

       

     Summary 
 Why is it important to know an individuals values? Values often underlie and explain 

attitudes,  behaviours,  and perceptions.  So knowledge of an individuals value system 

can provide insight into what makes a person tick.  

 Managers should be interested in their employees attitudes because attitudes give 

warnings of potential problems and inf uence behaviour.  Creating a satisf ed work-

force is hardly a guarantee of successful organizational performance,  but evidence 

strongly suggests that whatever managers can do to improve employee attitudes will 

likely result in heightened organizational effectiveness all the way to high customer 

satisfactionand prof ts.  

 Diversity management must be an ongoing commitment that crosses all levels of 

the organization.  Policies to improve the climate for diversity can be effective,  so long 

as they are designed to acknowledge all employees perspectives.   

 LESSONS LEARNED 

       Values represent basic 

convictions about what is 

important,  right,  and good.   

      Attitudes tend to predict 

behaviours.   

      Job satisfaction leads to 

better performance.    
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  SNAPSHOT SUMMARY 

  Values 

   Rokeach  Value Survey 

   Hodgsons  General  Moral  

Principles  

  Assessing Cultural  Values 

   Hofstedes Framework for 

Assessing  Cul tures 

   The GLOBE  Framework for 

Assessing  Cul tures  

  Values in  the Canadian 

Workplace 

   Generational  Differences 

   Cu ltural  Differences  

  Attitudes 

   Job  Satisfaction  

   Organizational  Commitment 

   Job  I nvolvement 

   Perceived  Organizational  

Support 

   Employee Engagement  

  Managing Diversity in  

the Workplace 

   Effective  Diversi ty Programs 

   Cul tural  I n tel l igence     

 Study,  practise,  and explore real  business situations with  these helpful  resources:  

       Study Plan:  Check your understanding  of chapter concepts with  self-study quizzes.   

      Online Lesson Presentations:  Study key chapter topics and work through  interactive assessments to 

test your knowledge and master management concepts.   

      Videos:  Learn  more about the management practices and strategies of real  

companies.   

      Simulations:  Practise management decision-making  in  simulated business environments.    

 MyManagementLab 

P I A
PERSONAL  

INVENTORY 

ASSESSMENT
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  for Review 

    1 .    What i s  the d i fference between  

Rokeachs terminal  and  instru-

mental  va lues?   

   2.    What are Hofstedes value d imen-

sions for assessing  cultures?   

   3 .    What values are un ique to 

Canadian  cu lture?   

   4.    What are the three components 

of an  atti tude?  Are these compo-

nents related  or unrelated?   

   5.    What are the key atti tudes that 

affect organ izational  perfor-

mance?  In  what ways are these 

atti tudes a l ike?  What i s  un ique 

about each?   

   6.    What causes job satisfaction?  For 

most people,  i s  pay or the work 

i tself more important?   

   7.    What outcomes does job satis-

faction  influence?  What impl ica-

tions do the consequences of job  

satisfaction  have for manage-

ment?   

   8.    What are the four employee 

responses to job d issatisfaction?   

   9.    How do organ izations manage 

d iversi ty effectively?   

   1 0.    What are the benefits of cu ltural  

in tel l igence?     

  for Managers 

      Pay attention  to your employees  

job satisfaction  levels as determi-

nants of their performance,  turn-

over,  absenteeism,  and  withdrawal  

behaviours.   

     Measure employee job  atti tudes 

objectively and  at regular intervals 

in  order to determine how em-

ployees are reacting  to their work.   

     To ra ise an  employees job satisfac-

tion,  evaluate the fi t between  the 

employees work interests and  the 

intrinsic parts of h is/her job to cre-

ate work that i s  chal lenging  and  

interesting  to the employee.   

     Consider the fact that h igh  pay 

a lone i s  un l ikely to create a  satisfy-

ing  work environment.   

     Understand  your organ ization s 

anti -d iscrimination  pol icies thor-

oughly and  share them  with  your 

employees.   

     Look beyond  readi ly observable 

biographical  characteristics and  

consider the ind ividual s capabi l i -

ties before making  management 

decisions.   

     Fu l ly evaluate what accommoda-

tions a  person  with  d isabi l i ties wi l l  

need  and  then  fine-tune a  job to 

that persons abi l i ties.   

     Seek to understand  and  respect 

the un ique biographical  charac-

teristics of your employees;  a  fa i r 

but ind ividual-oriented  approach  

yields the best performance.     

  for You 

      You  wi l l  encounter many people 

who have values d i fferent from  

yours in  the classroom  and  in  vari -

ous kinds of activi ties in  which  you  

participate,  as wel l  as in  the work-

place.  Try to understand  value d i f-

ferences,  and  to figure out ways to 

work positively with  people who 

are d i fferent from  you.   

     We ind icated  that a  moderate 

number of Canadians are very 

satisfied  with  their jobs,  and  we 

mentioned  the sources of some of 

the satisfactions.  We a lso identi -

fied  some of the reasons people 

are d issatisfied  with  their jobs.  Th is 

information  may help  you  under-

stand  your own  feel ings about 

whether you  are satisfied  with  

your job.   

     You  may be able to use some of 

the in formation  on  atti tudes to 

th ink about how to better work 

with  people from  d ifferent cu l -

tures.  An  understanding  of how 

cu ltures d i ffer may provide insight 

when  you  observe people doing  

th ings d i fferently from  the way 

you  do them.        

at

Work 
   OB
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  The word   loyalty  i s  horribly outdated.  1 73   Long  gone are 

the days when  an  employer would  keep an  employee for 

l i fe,  as are the days when  an  employee would  work for a  

sing le company for h is or her enti re career.  

 Workplace guru  Linda  Gratton  says,   Loyalty i s  

deadki l led  off through  shorten ing  contracts,  outsourc-

ing,  automation  and  multiple careers.  Faced  with  what 

could  be 50 years of work,  who honestly wants to spend  

that much  time with  one company?  Serial  monogamy i s 

the order of the day.  Everyone agrees;  in  a  recent study,  

on ly 59  percent of employers reported  they fel t very loyal  

to  their employees,  whi le  a  mere 32  percent bel ieved  

their employers were loyal  to them.  

 The commitment on  each  side of the equation  i s  

weak.  For example,  Renault ended  the 31 -year career 

of employee M ichel  Balthazard  (and  two others)  on  

fa lse charges of espionage.  When  the wrongness of the 

charges became publ ic,  Renault halfheartedly offered  

the employees their jobs back and  a  lame apology:   Re-

nault thanks them  for the qual i ty of their work at the 

group and  wishes them  every success in  the future.  

 As for employees  loyalty to their employers,  that i s  

worth  l i ttle  nowadays.  One manager with  Deloitte says 

that the current employee atti tude i s   I m  leaving,  I  had  

a  great experience,  and  I m  taking  that with  me.  An  

expectation  of loyalty i s  not there.  In  fact,  on ly 9  percent 

of recent col lege graduates would  stay with  an  employer 

for more than  a  year i f they d id  not l ike the job,  research  

showed.  

 The sooner we see the employment experience for 

what i t i s  (mostly transactional ,  mostly short to medium  

term),  the better off we wi l l  be.  The workplace i s  no 

place for fantasies.   

  Some employers and  employees show l i ttle  regard  for 

each  other.  That each  side can  be uncaring  or caval ier i s  

hard ly a  revelation.  No doubt such  cyn ical  atti tudes are 

as old  as the employment relationsh ip  i tself.  

 But i s  that the norm?  And  i s  i t desirable?  The answer 

to both  of these questions i s  no.  

 Management guru  Tom Peters says,   Bottom  l ine:  

loyalty matters.  A lot.  Yesterday.  Today.  Tomorrow.  Un i-

versi ty of M ich igans Dave U lrich  says,   Leaders who en-

courage loyalty want employees who are not on ly com-

mitted  to and  engaged  in  their work but who a lso find  

meaning  from  i t.   

 I t i s  true that the employeremployee relationsh ip  has 

changed.  For example,  (largely)  gone are the days when  

employers provide guaranteed  payout pensions to which  

employees contribute noth ing.  But i s  that such  a  bad  

th ing?  There i s  a  big  d i fference between  asking  employ-

ees to contribute to their pension  plans and  abandoning  

plans a l together (or fi ring  without cause).  

 Moreover,  i ts not that loyalty i s  dead,  but rather that 

employers are loyal  to a  d i fferent kind  of employee.  Gone 

are the days when  an  employer would  refuse to fi re a  

long-tenured  but incompetent employee.  But i s  that the 

kind  of loyalty most employees expect today anyway?  

Companies are loyal  to employees who do their jobs 

wel l ,  and  that too i s  as i t should  be.  Constantly tra in ing  

new employees wears down  morale and  profitabi l i ty.  

 In  short,  employees sti l l  expect certain  standards of 

decency and  loyalty from  their employers,  and  employers 

want engaged,  committed  employees in  return .  That i s  

a  good  th ingand  not so d i fferent from  yesterday.  Says 

workplace psychologist B inna  Kandola,  Workplaces 

may have changed  but loyalty i s  not deadthe bonds 

between  people are too strong.    

PO I N T COU NTE RPO I N T

  EmployerEmployee Loyalty Is an  Outdated  Concept O
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1 1 4  Part 1  U nderstand i ng  the  Workp l ace

 Feeling Excluded 

 Th is 6-step exercise takes approximately 20 minutes.  

  Individual  Work (Steps 1  and  2) 

   1 .    Al l  participants are asked  to recal l  a  time when  they have fel t uncomfortable or targeted  because of their 

demographic status.  Ideal ly,  si tuations at work should  be used,  but i f no work si tuations come to m ind,  any 

si tuation  wi l l  work.  Encourage students to use any demographic characteristic they th ink i s  most appropriate,  

so they can  write about feel ing  excluded  on  the basis of race,  ethn ici ty,  gender,  age,  d isabi l i ty status,  rel ig ion,  

or any other characteristic.  They should  briefly describe the si tuation,  what precipitated  the event,  how they 

fel t at the time,  how they reacted,  and  how they bel ieve the other party could  have made the si tuation  better.   

  2.    The instructor asks the students to then  th ink about a  time when  they might have ei ther del iberately or acci -

dental ly done someth ing  that made someone else feel  excluded  or targeted  because of their demographic 

status.  Once again ,  they should  briefly describe the si tuation,  what precipitated  the event,  how they fel t at the 

time,  how the other person  reacted,  and  how they could  have made the si tuation  better.     

  Small  Groups (Steps 3  and  4) 

   3.    Once everyone has written  their descriptions,  d ivide the class into smal l  groups of not more than  4 people.  I f at 

a l l  possible,  try to compose groups that are somewhat demographical ly d iverse,  to avoid  intergroup confl icts in  

the class review d iscussion.  Students should  be encouraged  to d iscuss their si tuations and  consider how their 

experiences were simi lar or d i fferent.   

  4.    After reading  through  everyones reactions,  each  group should  develop a  short l i st of principles for how they 

personal ly can  avoid  excluding  or targeting  people in  the future.  Encourage them  to be as specific as possible,  

and  a lso ask each  group to find  solutions that work for everyone.  Solutions should  focus on  both  avoid ing  

these si tuations in  the fi rst place and  resolving  them  when  they do occur.     

  E XP E R I E N T I AL  E X E R C I S E  

 Form  smal l  groups to d iscuss the fol lowing  topics,  as assigned  by your instructor.  Each  person  in  the group should  fi rst 

identify 3  to  5  key personal  va lues.  

   1 .    Identify the extent to which  values overlap in  your group.   

  2.    Try to uncover with  your group members the source of some of your key values (for example,  parents,  peer 

group,  teachers,  church).   

  3.    What kind  of workplace would  be most su itable for the values that you  hold  most closely?     

B R E AKO U T  G ROU P  E X E R C I S E S 

Intercultural  Sensitivity Scale:  Cu ltural  sensitivi ty can  min imize confl ict and  tension  in  the workplace.  Use th is scale 

to better understand  how cu l tura l ly sensi tive you  are.  Sensitivi ty levels can  be improved  with  education,  contact with  

other cu ltures,  and  effort.

Multicultural  Awareness Scale:  Understanding  other cu ltures i s  especia l ly important in  Canadian  workplaces,  since 

the Canadian  workforce i s  extremely d iverse.  Use th is sca le to  see how wel l  you  understand  other cu l tures and  thei r 

business practices.

Flourishing  Scale:  Flourish ing  i s  an  indicator of wel l -being  connected  to engagement,  job satisfaction,  and  l i fe satisfac-

tion .  Use th is scale to get a  sense of your current level  of wel l -being.

  P E R S O N AL  I N VE N TORY  A S S E S S M E N T

P I A
PERSONAL  

INVENTORY 

ASSESSMENT

M03_LANG1 781 _07_SE_C03. indd   1 1 4 2/6/1 5   4:21  PM



  E T H I C A L  D I L EMMA 

 Is It a Bribe or a Gift?  

 The  Corruption  of Foreign  Publ i c  Offi cia l s  Act proh ibi ts 

Canadian  fi rms from  making  payments to foreign  govern-

ment offi ci a l s  wi th  the  a im  of  ga i n i ng  or  ma in ta i n ing  

business.  1 74  But payments  are  acceptable  i f  they don t 

vi o l a te  l oca l  l aws.  For  i n stan ce,  paymen ts  to  offi cers 

working  for foreign  corporations are legal .  Many countries 

dont have such  legal  gu idel ines.  

 Bribery i s  a  common  way of doing  business i n  many 

underdeveloped  countries.  Government jobs there often  

dont pay very wel l ,  so i ts tempting  for officials to supple-

men t  th e i r  i n come  wi th  b ri bes.  I n  add i t i on ,  i n  many 

coun tri es,  the  pena l ti es  for  demand i ng  and  rece i vi ng  

bribes are few or nonexistent.  

 You  are a  Canadian  who works for a  large European  

multinational  computer manufacturer.  You  are currently 

worki ng  to  se l l  a  $ 5 -m i l l i on  system  to  a  governmen t 

agency in  N igeria.  The N igerian  officia l  who heads up the 

team  that wi l l  decide who gets th is contract has asked  you  

for a  payment of $20 000.  He sa id  th is payment wi l l  not 

guarantee you  get the order,  but without i t he could  not 

be very encouraging.  Your companys pol icy i s very flexible 

on  the i ssue of  g i fts  to faci l i tate sa les.  Your boss says 

that i ts okay to pay the $20 000,  but on ly i f you  can  be 

relatively assured  of the order.  

 You  are  not sure  what you  shou ld  do.  The  N igerian  

officia l  has told  you  speci fi ca l ly that any payment to  h im  

i s  not to  be  mentioned  to  anyone el se  on  the  N igerian  

team .  You  know for  certa i n  th a t  th ree  other  compa-

n ies are  a l so  negotiating,  but i ts  unconfi rmed  that two 

of  those  compan i es  h ave  tu rned  down  th e  paymen t 

request.  

 What would  you  do?   

    C AS E  I N C I D E N T S  

  You Cannot Do That 

 Paul  Fromm is a  h igh  school  teacher employed in  one of the 

most ethnical ly diverse school  districts in  Canada.  1 75  He is an  

excellent teacher,  and receives high ratings from his students.  

 During  weekends and  summer hol idays,  when  he  i s  

not working,  he participates in  conferences held  by white 

supremaci sts  and  an ti -Sem i ti c  g roups.  For i n stance,  he 

attended  a  conference at wh ich  swastikas were waving,  

and  ind ividuals gave Nazi  sa lutes.  Fromm also attended  a  

celebration  of Adolf H itlers bi rthday.  

 Though  i ts known  that Fromm attends these confer-

ences,  he has never expressed  racist views in  the classroom  

or d iscriminated  against any student.   I  am  here to teach  

Engl ish ,  not to make a  pol i tical  statement.  Th is i s  my job,  

thats what I  do.  And  I  do i t very wel l ,  he says.  

 The school  board  and  some of the teachers are upset 

with  Fromms behaviour.  They feel  that what he does,  even  

though  outside of work time,  i s  not consistent with  the 

school  boards va lues of encouraging  multicu ltura l  d iver-

si ty.  Some suggest that he shou ld  be fi red.   

  Questions 

    1 .    What,  i f anyth ing,  should  the school  board  do in  

th is instance?   

   2.    Should  Fromm consider not going  to further confer-

ences of th is sort?      
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  Class Review (Steps 5  and  6) 

   5.    Members of each  group are invited  to provide a  very brief summary of the major principles of how they have 

fel t excluded  or targeted,  and  then  to describe their groups  col lective decisions regarding  how these si tuations 

can  be min imized  in  the future.   

  6.    The instructor should  lead  a  d iscussion  on  how companies m ight be able to develop comprehensive pol icies 

that wi l l  encourage people to be sensitive in  their interactions with  one another.      
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1 1 6 Part 1  U nderstand i ng  the  Workp l ace

  Changing 
Attitudes 

 C an  you  change  un favou r-

ab l e  emp l oyee  a tt i tu d es?  

Sometimes!  I t  d epends  on  

who you  are,  the strength  of 

the employees atti tude,  the 

magn i tude  of  th e  ch ange,  

and  the technique you choose 

to try to change the attitude.  

    FROM  CONCEPTS TO SKILLS 

 People are most l ikely to  respond  to changes suggested  by someone who 

i s  l i ked ,  cred ible,  and  convincing .  I f  people  l i ke  you ,  they are  more apt 

to  identi fy and  adopt your message.  C red ibi l i ty impl ies  trust,  experti se,  

and  objectivi ty.  So  you  are  more l i kely to  change someones  atti tude  i f 

th at  person  vi ews  you  a s  bel i evable,  knowledgeable  about what you  

a re  saying ,  and  unbiased  i n  your presentation .  F i na l l y,  successfu l  a tti -

tude change i s  enhanced  when  you  present your arguments clearly and  

persuasively.  

 I ts  easi er to  change a  person s  a tti tude  i f  he  or she  i s  not strong ly 

committed  to  i t.  Conversely,  the  stronger the  bel ief i n  the  atti tude,  the 

harder i t i s  to change i t.  Also,  atti tudes that have been  expressed  publ icly 

are more d i fficu l t to change because doing  so requires admitting  having  

made a  m istake.  

 I ts a lso easier to change attitudes when  the change required  is not very 

significant.  To get a  person  to accept a  new attitude that varies greatly from  

    Thinking Your Way to a Better Job 

 You  have probably been  dissatisfied  with  a  job at one time 

or another in  your l i fe.  1 76  When  faced  with  a  d issatisfying  

j ob,  researchers  and  j ob  holders  a l i ke  u sua l l y th i nk i n  

terms of job sati sfaction:  Ask for more pay,  take control  

over your work,  change your schedule,  m in imize contact 

with  a  toxic co-worker,  or even  change jobs.  Whi le  each  

of these remedies may be appropriate in  certain  situations,  

increasingly researchers are uncovering  an  interesting  truth  

about job satisfaction:  I t i s  as much  a  state of m ind  as a  

function  of job conditions.  

 H ere ,  we  a re  n ot  ta l ki n g  abou t  th e  d i spos i t i on a l  

source of job satisfaction.  I ts true that some people have 

trouble find ing  any job satisfying,  whereas others cannot 

be  brough t  down  by even  the  most  onerous  of  j obs.  

However,  by state of m ind,  we mean  changeable,  easi ly 

implemented  ways of th inking  that can  affect your job 

satisfaction.  Lest you  th ink we have gone the way of self-

help  gurus Deepak Chopra  and  Wayne Dyer,  th ink again .  

Some sol id ,  a lbeit fa irly prel iminary,  evidence supports the 

notion  that our views of our job  and  l i fe  can  be  sign i fi -

cantly impacted  by changing  the way we th ink.  

 One  ma in  area  where th i s   state  of m ind  research  

m igh t help  you  change  the  way you  th ink about your 

job  (or l i fe)  i s  i n  grati tude.  Researchers have found  that 

when  people are asked  to make short l i sts of th ings for 

wh ich  they are  gratefu l ,  they report being  happier,  and  

the  i ncreased  happiness  seems to  l ast wel l  beyond  the 

moments when  people made the l i st.  

 Indeed,  gratitude may explain  why,  when  the economy 

i s  i n  bad  shape,  people  actua l l y become more  sati sfied  

wi th  th ei r  j obs.  One  su rvey revea l ed  th at,  from  2007  

to  2 008,  when  th e  economy s l i d  i n to  recess i on ,  th e 

percentage of people reporting  that they were  very satis-

fied  with  their jobs increased  to a  whopping  38 percent 

(from  28 percent).  When  we see other people suffering,  

particu larly those we see as sim i lar to  ourselves,  i t often  

leads us to real ize that,  as bad  as th ings may seem,  they 

can  a lways be  worse.  As   Wall Street Journal  column ist 

J effrey Zaslow wrote,   People  who  sti l l  h ave  j obs  a re 

find ing  reasons to be appreciative.  

  Questions 

1 .   So,  right now,  make a  short l i st of th ings about your 

job and  l i fe for which  you  are gratefu l .  Now,  after 

having  done that,  do you  feel  more positively about 

your job and  your l i fe?   

2.   Now try doing  th is every day for a  week.  Do you  

th ink th is exercise m ight make a  d i fference in  how 

you  feel  about your job and  your l i fe?        
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Chapter 3  Va l ues,  Atti tudes,  and  D i versi ty i n  th e  Workp l ace  1 1 7

  Reinforcing  

Skil ls 

his or her current position  requires more effort.  I t may a lso threaten  other 

deeply held  atti tudes.   

 Al l  atti tude-change techn iques are not equal ly effective across si tuations.  

Ora l  persuasion  techn iques are  most effective when  you  use  a  posi tive,  

tactfu l  tone;  present strong  evidence to support your position;  ta i lor your 

argument to the l istener;  use logic;  and  support your evidence by appeal ing  

to the persons fears,  frustrations,  and  other emotions.  But people are more 

l ikely to embrace change when  they can  experience i t.  The use of tra in ing  

sessions where employees share and  personal ize  experiences,  and  prac-

tise new behaviours,  can  be a  powerfu l  stimulant for change.  Consistent 

with  self-perception  theory,  changes in  behaviour can  lead  to changes in  

atti tudes.  

 Form  groups of 2 .  Person  A i s  to choose any topic that he or she feels 

strongly about and  state h is or her position  on  the topic in  30 words or less.  

Person  Bs task wi l l  be  to try to change Person  As atti tude on  th is topic.  

Person  B  wi l l  have 1 0  m inutes to make h is or her case.  When  the time i s  

up,  the roles are  reversed.  Person  B  picks the topic and  Person  A has 1 0  

m inutes to try to change Person  Bs atti tude.  

 Potenti a l  topi cs  (you  can  choose  e i ther s ide  of a  topi c)  i n clude  the 

fol lowing:  pol i tics;  the economy;  world  events;  socia l  practices;  or specific 

management issues,  such  as that organizations should  require al l  employees 

to undergo regular drug  testing,  there i s  no such  th ing  as organ izational  

loyalty any more,  the customer is a lways right,  and  layoffs are an  indication  

of management fa i lures.   

  Questions 

1 .   Were you  successfu l  at changing  the other persons atti tude?  Why 

or why not?   

2.   Was the other person  successfu l  at changing  your atti tude?  Why or 

why not?   

3.    What conclusions can  you  draw about changing  the atti tudes of 

yourself and  others?     

  Practising  

Skil ls 

1 .    Try to convince a  friend  or relative to go with  you  to see a  movie or 

play that you  know he or she does not want to see.   

2.   Try to convince a  friend  or relative to try a  d i fferent brand  of tooth-

paste.        
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      Nathal ie Godbout,  a  partner at 

Saint John, New Brunswick-

based  Lawson  Creamer since 

2006 has a  hectic work and  

family schedule.  1   She has two 

smal l  ch i ldren  (ages two and  

five),  and  her job often  starts 

at 6 a .m.  

 Godbout is  very active in  

her community.  She si ts on  a  

variety of boards and  is  cur-

rently the chair of the Mental  

Heal th  Tribunal  for southern  

New Brunswick.  

 To  balance al l  of these 

activi ties,  Godbout has to  

manage her work and  fami ly 

schedule.  Because she works 

long,  intensive days,  she is  

able  to  take off a  week from  

work about every six-and-a-

hal f weeks.  Her husband  is  a  

stay-at-home parent,  which  

helps mitigate a l l  of the time 

Godbout spends at work.  

 Godbout has a lso  learned  

to  be pragmatic about her 

work,  and  sets an  auto-reply 

for her emai l  to  let people 

know that her responses may 

be delayed.  The universe is  

kept at bay because theyre  

told  that I  respond  to  th ings at 

a  certain  time,  she said.  

 Managers need  to  be sensi-

tive to  stress at work,  especia l -

ly in  workplaces in  which  em-

ployees are driven  to  perform.  

When  Janie Toivanen, a  long-

time employee of Vancouver-

based  E lectronic Arts (EA)  

Canada  with  a  track record  of 

superior performance,  was d i -

agnosed  with  severe depres-

sion,  she asked  her employer 

for indefin i te  stress leave.  In-

stead,  just days l ater,  she was 

fi red.  After working  there for 

six years,  she  fel t l ike she had  

been  thrown  away.  Toivanen  

cou ld  not bel ieve EA would  

not do  anyth ing  to  help her 

as she struggled  to  overcome 

her i l lness.  She subsequently 

fi led  a  complaint with  the BC 

Human Rights Tribunal  and  was 

awarded, among  other things,  

$20 000 for injury to her dig-

nity, feel ings, and  self-respect 

and  $19 744 in  severance pay.    
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     Are We 

Overstressed? 
 Stress appears to be a major factor in 

the lives of many Canadians.  A 2013  

survey conducted by Statistics Canada 

found that Canadians  experience a 

great deal  of stress,  with those from 

Quebec topping the list.  2   The survey 

also  found that women were more 

stressed than men.  The inset Stressed 

Quite a Lot,  201 3  reports the findings.  

 The  impact  o f s tres s  o n  the 

Canadian economy is  huge,  costing 

an estimated $33  billion a year in lost 

productivity in 201 3 ,  3   and consider-

ably more than that in medical costs.  

 Shannon Wagner,  a clinical psycholo-

gist and a specialist in workplace stress 

research at the University of Northern 

British Columbia,  notes that changes 

in the nature of jobs may be increasing 

the levels of stress  in the workplace.  

While many j obs  are not as  physi-

cally demanding,  they are often more 

1 1 9

mentally demanding.  A lot of people 

now are identifying techno-stress and 

the 24/7 workday,  which we didnt have 

even 10 or 15  years ago,  this feeling of 

being constantly plugged in,  of checking 

email 500 times a day. 4  

 An  additional  prob lem  is  that 

employees are working longer hours 

than ever,  according to Professor Linda 

Duxbury of Carleton Universitys 

Sprott School of Business and Professor 

Chris  Higgins  of the  Richard  Ivey 

School of Business at the University of 

Western Ontario.  Their 2012 survey of 

more than 24 000  Canadians found 

that almost two-thirds of Canadians 

work more than 45  hours  a week,  a 

s ignificant increase  from 20  years 

ago.  5   Canadian businesses  have cut 

the number of employees over time,  

but not the amount of work.  Duxbury 

notes that Organizations are fooling 

themselves if they think theyre getting 

increased productivity by expecting 

those who they have left to do more.  6

   Jobs and Stress Levels 
 How do jobs rate in terms of stress?  

The inset  The Most and Least Stressful 

Jobs   on page  1 20  shows how selected 

occupations ranked in an evaluation 

of 250 jobs.  Among the criteria used 

in the rankings were overtime,  quotas,  

deadlines,  competitiveness,  physical 

demands,  environmental conditions,  

hazards encountered,  initiative required,  

stamina required,  winlose situations,  

and working in the public eye.  

 Stress is not something that can be 

ignored in the workplace.  A recent poll 

by Ipsos Reid found that 66  percent of 

the CEOs surveyed said that stress,  

burnout or other physical and mental 

health issues  have a negative effect 

on productivity.  8   A study conducted 

in 1 5  developed countries found that 

individuals who report that they are 

stressed in their jobs  are 25  percent 

more likely to  quit and 25  percent 

more l ikely to  miss  days  of work.  9

Canadian ,  French ,  and  Swedi sh 

emp loyees  repo rted  the  h ighes t 

stress  levels.  In  Canada,  41  percent 

of employees noted that they often 

or always  experience stress at work,  

while only 31  percent of employees 

in Denmark and Switzerland reported 

stress levels this high.  10    

  What Is Stress? 
Stress   is a dynamic condition in which 

an individual  is  confronted with an 

opportunity,  demand,  or resource 

related to what the individual desires 

and for which the outcome is perceived 

to be both uncertain and important.  11

This  definition is  complicated.  Lets 

look at its components more closely.  

 Stress is not necessarily bad in and 

of itself.  Although stress  is  typically 

discussed in a negative context,  it also 

has a positive value.  1 2  In response to 

stress,  your nervous system,  hypothal-

amus,  pituitary,  and adrenal  glands 

supply you with stress  hormones to 
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 Males (%)  
 Females (%)    Canada  

  21 .3   
  24.6   Newfoundland  and  

Labrador  1 3 .7  
 1 6.5  

 Prince Edward  Island   1 2 .8*  
 22 .7   Nova  Scotia  

 1 8.7  
 20.6   New Brunswick 

 1 9.3  
 20.8   Quebec 

 23 .8  
 27 . 1   Ontario 

 2 1 .6  
 25.5   Manitoba  

 1 9.3  
 20.9   Saskatchewan  

 1 9. 1  
 20. 1   Alberta  

 1 8.7  
 23 .6   Bri tish  Columbia  

 21 . 1  
 23 . 1   Yukon  

 1 6.9  
 23 .8   Northwest Territories  1 2 .6*  
 2 1 .0  

         Stressed  Qu i te  a  Lot,  201 37 

  *  Use with  caution.  
  Note:   Popu lation  aged  1 5  and  older who reported  experiencing  qu ite a  lot or 
extreme stress most days of their l ives.    
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cope.  Your heartbeat and breathing 

accelerate to increase oxygen,  while your 

muscles tense for action.  13  This response 

is an opportunity when it offers poten-

tial  gain.  Consider,  for example,  the 

superior performance that an athlete or 

stage performer gives in clutch situa-

tions.  Such individuals often use stress 

positively to rise to the occasion and 

perform at or near their maximum.  

Similarly,  many professionals see the 

pressures of heavy workloads and dead-

lines as positive challenges that enhance 

the quality of their work and the satisfac-

tion they get from their job.  However,  

when the situation is  negative,  stress 

is harmful and may hinder your prog-

ress by elevating your blood pressure 

uncomfortably and creating an erratic 

heart rhythm as you struggle to speak 

and think logically.  14  

 Recently,  researchers have argued 

that  challenge stressors  or stressors 

associated with workload,  pressure to 

complete tasks,  and time urgency

operate  qu i te  d i ffe ren t l y  from 

 hindrance stressors  or stressors  that 

keep you from reaching your goals (red 

tape,  office politics,  confusion over 

j ob  responsibilities) .  Early evidence 

suggests  that  chal lenge  s tressors 

produce less  strain than hindrance 

stressors.  15   

 Researchers have sought to  clarify 

the  conditions  under which  each 

type of stress  exists.  It appears  that 

employees who have a stronger affec-

tive commitment to their organization 

can transfer psychological stress into 

greater focus and higher sales perfor-

mance,  whereas employees with low 

levels of commitment perform worse 

under stress.  1 6   And when challenge 

stress increases,  those with high levels 

of organizational support have higher 

role-based performance,  but those 

with  low levels  of o rganizational 

support do  not.  1 7   More  typical ly,  

stress is  associated with  demands   and 

  Ten  Most Stressful
 Jobs  

    1 .    En l i sted  mi l i tary personne
l   

   2 .    M i l i tary general   

   3 .    Fi refighter  

   4.    Airl ine pi lot  

   5 .    Event coordinat
or  

   6.    Publ ic relations
 executive  

   7 .    Senior corporat
e executive  

   8.    Newspaper reporter
  

   9.    Pol ice officer  

   1 0.    Taxi  driver   

 How do jobs rate in  t
erms of stress?  According to 201 4

 research  by 

 CareerCast.com ,  the top 1 0 most and least stress
ful  jobs are as follo

ws:  1 8   

 The  Most  and  Le
ast  Stress

fu l  Jobs 

  Ten  Least Str
essful  Jobs  

    1 .    Audiologist  

   2 .    Hair styl i st  

   3 .    Jewel ler  

   4.    Tenured  univer
sity professor  

   5 .    Seamstress/tai lor  

   6.    Dietician   

   7 .    Medical  records t
echnician   

   8.    Librarian   

   9.    Multimedia  arti st  

   1 0.    Dri l l -press o
perator   

 resources  .  Demands are responsibili-

ties,  pressures,  obligations,  and even 

uncertainties that individuals face in 

the workplace.  Resources  are things 

within an individuals control that can 

be used to  resolve the demands.  For 

example,  when you take a test,  you feel 

stress because you confront opportuni-

ties and performance pressures.  To the 

extent that you can apply resources to 

the demands on yousuch as being 

prepared for the examyou will  feel 

less stress.  

 Under the  demandsresources 

perspective,  having resources  to 

cope with stress  is  just as  important 

in  offsetting it  as  demands  are  in 

increasing it.  1 9                  

  Causes of Stress 

 Workplace  stress  can  arise  from a 

variety of factors:  20  

       Environmental factors.   Uncertainty 

is  the biggest reason people have 

trouble coping with organizational 

changes.  21   Three common types 

of environmental  uncertainty are 

economic,  political,  and techno-

logical.  Changes  in the business 

cycle create  economic uncertainties  .  

When the economy is contracting,  

fo r  examp l e,  p eop l e  b ecome 

increasingly anxious  about their 

j ob  security.   Political uncertainties   

dont tend to  create stress  among 

North  Americans  as  they do  for 

employees  in  countries  such  as 

Haiti  or Venezuela.  The obvious 

reason is  that the United States 

and Canada have stable political 

systems,  in which change is  typi-

cally implemented in an orderly 

manner.  22  Because innovations can 

make an employees skills and expe-

rience obsolete in a very short time,  

computers,  robotics,  automation,  

and similar forms of  technological 

change   are also  a threat to  many 

people and cause them stress.   

      Organizational  factors.   There  i s 

no  shortage  o f factors  wi thin 

an  organization  that can  cause 
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stress.  Pressures to avoid errors or 

complete tasks in a limited time,  

work overload,  a demanding and 

insensitive boss,  and unpleasant 

co-workers  are  a  few examples.  

We have categorized these factors 

around task,  role,  and interpersonal 

demands.  23   

     Task demands   relate to a persons 

job.  They include the design of 

the individuals job (autonomy,  

task variety,  degree of automa-

tion) ,  wo rking condi tions ,  

and the physical  work layout.  

Assembly lines can put pressure 

on people when they perceive 

the lines speed to be excessive.  

Working in  an  overcrowded 

room or in  a visible location 

where noise and interruptions 

are constant can increase anxiety 

and stress.  24  As customer service 

grows  ever more  important,  

emotional  labour becomes  a 

source of stress.  25   Do you think 

you could put on a happy face 

when you are having a bad day?  

       Role demands   relate to pressures 

placed on a person as a function 

of the particular role he or she 

plays in the organization.   

       Interpersonal demands  are pressures 

created by other employees.  Lack 

of social support from colleagues 

and poor interpersonal relation-

ships can cause stress,  especially 

among employees with a high 

social  need.  A rapidly growing 

body of research has also shown 

that negative co-worker and super-

visor behaviours,  including fights,  

bullying,  incivility,  racial harass-

ment,  and sexual harassment,  are 

especially strongly related to stress 

at work.  26     

      Personal  factors.   The typical  indi-

vidual works about 40 to 50 hours 

a week.  But the experiences  and 

problems that people encounter in 

the other 120-plus nonwork hours 

can spill over to the job.  Our final 

category,  then,  encompasses factors 

in  the employees  personal  l ife:  

family issues,  personal  economic 

problems,  and personality charac-

teristics.  

    National  surveys  consistently 

show that people hold  family

and personal relationships dear.  

Marital difficulties,  the breaking 

off of a relationship,  caring for 

elderly parents,  and discipline 

troubles  with  children create 

stress  employees  often cannot 

leave at the front door when 

they arrive at work.  27   

    Regardless  of income level

people  who  make  $ 100  000 

per year seem to have as much 

trouble handling their finances 

as  those who earn $20  000

some people are poor money 

managers  or have wants  that 

exceed their earning capacity.  

The  economic   problems of over-

extended financial  resources 

create stress and take attention 

away from work.   

    Studies in three diverse organi-

zations found that participants 

who reported stress symptoms 

before beginning a job accounted 

for most of the variance in stress 

symptoms reported nine months 

later.  28  The researchers concluded 

that some people may have an 

inherent tendency to accentuate 

negative aspects of the world in 

general.  If this is true,  then stress 

symptoms expressed on the job 

may actually originate in the 

persons  personality .  29       

 When we review stressors individu-

ally,  its easy to overlook that stress is 

   FACTBOX 

       87%  of Canadian  employers 

dont measure the health  

status of the majori ty of their 

employees.   

      87%  of Canadian  employers 

are not confident that they 

can  address the mental  health  

i ssues of their employees.   

      On ly 43%  of Canadian  

employees report using  up a l l  

of their annual  vacation  days.   

      The Canadian  economy lost 

$1 6.6 bi l l ion  in  201 2  due to 

absenteeism.30   

an additive phenomenonit builds 

up.  31   Each new and persistent stressor 

adds to  an individuals  stress  level.  

A single stressor may seem relatively 

unimportant in and of itself,  but if it 

is  added to  an already high level  of 

stress,  it can be the straw that breaks 

the camels back.      

  Consequences of 
Stress 
 Stress manifests itself in a number of 

ways,  such as  high blood pressure,  

ulcers,  irritability,  difficulty in making 

routine decisions,  loss of appetite,  acci-

dent proneness,  and the like.  These 

symptoms can be placed under three 

general  categories :  physio logical ,  

psychological,  and behavioural symp-

toms.  32  

    Physiological symptoms.   Most early 

research concerned with stress was 

directed at physiological symptoms 

because most researchers  in this 

area were specialists in the health 

and medical  sciences.  Their work 

led to  the conclusion that stress 
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could create changes  in metabo-

lism,  increase heart and breathing 

rates,  increase  b lood  pressure,  

cause headaches,  and induce heart 

attacks.  Evidence now clearly indi-

cates that stress may have harmful 

physiological  effects.  One study 

l inked stressful  j ob  demands  to 

increased susceptibility to  upper 

resp iratory i l lnesses  and  poor 

immune system functioning,  espe-

cial ly for individuals  with  low 

self-efficacy.  33   A long-term study 

conducted in the United Kingdom 

found that j ob  strain was associ-

ated with higher levels of coronary 

heart disease.  34  Still  another study 

conducted  with  Danish  human 

services workers found that higher 

levels of psychological burnout at 

the work-unit level were related to 

significantly higher levels  of sick-

ness absence.  35   Many other studies 

have shown similar results linking 

work stress to a variety of indicators 

of poor health.   

      Psychological symptoms.   Job dissatis-

faction is an obvious cause of stress.  

But stress also shows itself in other 

psychological statesfor instance,  

ten s ion ,  anxi e ty,  i rri tab i l i ty,  

boredom,  and procrastination.  For 

example,  a study that tracked phys-

iological  responses  of employees 

over time found that stress  due 

to  high workloads was related to 

higher blood pressure and lower 

emotional well-being.  36   Jobs that 

make  multip le  and  confl icting 

demands or in which there is a lack 

of clarity as to the persons duties,  

authori ty,  and  responsib i l i ties 

increase stress and dissatisfaction.  37  

Similarly,  the less  control  people 

have over the pace of their work,  the 

greater their stress and dissatisfac-

tion.  Jobs that provide a low level 

of variety,  significance,  autonomy,  

feedback,  and identity create stress 

and reduce satisfaction and involve-

ment in the j ob.  38   Not everyone 

reacts  to  autonomy in  the same 

way,  however.  For those with an 

external locus of control,  increased 

job control increases the tendency 

to  experience stress  and exhaus-

tion.  39    

      Behavioural  symptoms.   Research 

on behaviour and stress has been 

conducted across several countries and 

over time, and the relationships appear 

relatively consistent.  Behaviourally 

related stress symptoms include reduc-

tions in productivity,  absence,  and 

turnover,  as well as changes in eating 

habits, increased smoking or consump-

tion of alcohol, rapid speech, fidgeting,  

and sleep disorders.  40  More recently,  

stress has been linked to aggression and 

violence in the workplace.      

  Why Do Individuals 
Differ in  Their 
Experience of 
Stress? 
 Some people thrive on stressful situ-

ations,  while others are overwhelmed 

by them.  What differentiates people in 

terms of their ability to handle stress?  

What individual  difference variables 

moderate the relationship  between 

 potential   s tressors  and   experienced   

stress?  At least four variablespercep-

tion,  job  experience,  social  support,  

and personalityare relevant.  

       Perception .   I ndividuals  react in 

response  to  their  perception   o f 

reality rather than to reality itself.  

Perception,  therefore,  moderates 

the relationship between a potential 

stress condition and an employees 

reaction to it.  Layoffs may cause one 

person to fear losing his job,  while 

another sees an opportunity to get 

a  large severance allowance and 

start her own business.  41   So stress 

potential does not lie in objective 

conditions;  instead it l ies  in  an 

employees interpretation of those 

conditions.   

      Job  experience.   Experience on the 

job  tends to  be negatively related 

to  work stress.  Two explanations 

have been offered.  42  First is selective 

withdrawal.  Voluntary turnover is 

more probable among people who 

experience more stress.  Therefore,  

people who remain with the orga-

nization longer are those with more 

stress-resistant traits or those who 

are  more  resistant to  the  stress 

characteristics  of their organiza-

tion.  Second,  people eventually 

develop coping mechanisms to deal 

with stress.  Because this takes time,  

senior members of the organization 

are more likely to be fully adapted 

and should experience less stress.   

      Social  support.   Collegial  relation-

ships with co-workers or supervisors 

can buffer the impact of stress.  43   

This is among the best-documented 

relationships in the stress literature.  

Social support helps ease the nega-

tive effects of even high-strain jobs.  

Outside the job,  involvement with 

family,  friends,  and community can 

provide the support if it is missing 

at work.   

      Persona l i ty.   Workaho l i sm  i s  a 

personality characteristic related to 

stress levels.  Workaholics are people 

obsessed with their work;  they put 

in an enormous number of hours,  

think about work even when not 

working,  and  create  additional 

work responsibilities to  satisfy an 

inner compulsion to  work more.  

In some ways,  they might seem like 

ideal employees.  That is  probably 

why when most people are asked 

in  interviews what their greatest 

weakness  is,  they reflexively say,  

I  j ust work too  hard.  However,  
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working hard  is  different from 

working compulsively.  Workaholics 

are not necessarily more produc-

tive than other employees,  despite 

their extreme efforts.  The strain of 

putting in such a high level of work 

effort eventually begins to wear on 

the workaholic,  leading to higher 

levels  of worklife  conflict and 

psychological burnout.  44     

  How Do We Manage 
Stress? 
 Below we discuss ways that individuals 

can manage stress,  and the programs 

organizations use to  help employees 

manage stress.  

  Individual  Approaches 
 An  emp loyee  can  take  p ersonal 

responsibility for reducing his or her 

stress level.  Individual strategies that 

have proven effective include time-

management techniques,  physical 

exercise,  relaxation techniques,  and a 

close social support network.  

       Time-management techniques.   Many 

people manage their time poorly.  

The well-organized employee,  like 

the well-organized student,  can 

often accomplish twice as much as 

the person who is poorly organized.  

So,  understanding and using basic 

time-management principles  can 

help individuals  cope better with 

tensions created by job demands.  45   

A few of the more well-known time-

management principles  are  (1 )  

making daily lists of activities to be 

accomplished;  (2)  prioritizing activ-

ities  by importance and urgency;  

(3)  scheduling activities according 

to  the priorities  set;  (4)  knowing 

your daily productivity cycle and 

handl ing the  most demanding 

parts  of your job  during the high 

part of your cycle,  when you are 

         T ips  for  Reducing  Stress 
   At least two or three times a  week,  spend  time with  supportive friends or fami ly.
  Ask for support when  you  are under pressure.  Th is  i s  a  sign  of heal th ,  not weakness.
  I f you  have spiri tual  or rel ig ious bel iefs,  increase or maintain  your involvement.

  Use a  variety of methods to reduce stress.  Consider exercise,  nutri -tion,  hobbies,  positive th inking,  and  relaxation  techniques such  as meditation  or yoga. 52   

most alert and productive;  and (5)  

avoiding electronic distractions like 

frequently checking email,  which 

can limit attention and reduce effi-

ciency.  46   These time-management 

skills  can help minimize procras-

tination by focusing efforts  on 

immediate  goals  and  boosting 

motivation even in the face of tasks 

that are less desirable.  47   

      Physical  activity.   Physicians  have 

recommended  noncompetitive 

physical exercise,  such as aerobics,  

walking,  jogging,  swimming,  and 

riding a bicycle,  as  a way to  deal 

with excessive stress  levels.  These 

activities  increase lung capacity,  

lower resting heart rate,  and provide 

a  mental  divers ion  from work 

pressures,  effectively reducing work-

related levels of stress.  48    

      Relaxation techniques.   Individuals 

can  teach  themselves  to  reduce 

tension through relaxation tech-

n i que s  s u ch  a s  m ed i ta t i o n ,  

hypnosis,  and deep breathing.  The 

objective is to reach a state of deep 

relaxation,  in which you focus all 

your energy on release of muscle 

tension.  49   Deep relaxation for 1 5  

or 20 minutes a day releases tension 

and provides a pronounced sense 

of peacefulness,  as  well  as signifi-

cant changes in heart rate,  blood 

pressure,  and other physiological 

factors.  A growing body of research 

shows that simply taking breaks 

from work at routine intervals can 

facilitate psychological  recovery 

and reduce stress significantly and 

may improve job performance,  and 

these effects are even greater if relax-

ation techniques are employed.  50   

      Social  support.   Having friends,  

family,  or col leagues  to  talk to 

provides an outlet when stress levels 

become excessive.  Expanding your 

social  support network provides 

you with someone to listen to your 

problems and to offer a more objec-

tive perspective on the situation.    

 The inset  Tips  for Reducing Stress   

offers additional  ideas for managing 

stress.      

  Organizational  
Approaches 
 B ran tfo rd ,  O n ta r i o - b a s ed  Th e 

Wi l l i amson  G roup ,  a  b enefi ts 

consulting and financial services firm,  

has a comprehensive wellness program 

for i ts  employees.  51   The company 
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has an in-house running program for 

employees.  It also pays the entry fee for 

employees and their family members 

who run in the annual 5  kilometre or 

10 kilometre Brantford Rotary Classic 

Run.  As well,  the company has Fibre 

Fridays to promote better nutrition by 

providing employees with trays of fruits 

and vegetables.  The companys wellness 

also features an annual health assess-

ment of employees and an employee 

assistance program. Noel MacKay,  group 

practice leader at the company,  believes 

The  Wil l iamson  Groups  wel lness 

program increases job satisfaction and 

lowers turnover.  We have people whove 

been with us for 25  years,  and almost 

40 per cent of the staff has been here 10 

years or more.  Wellness programming 

is something we intuitively know helps 

us, he said.  53   

 Most firms  that have introduced 

wellness programs have found signifi-

cant benefits.  A recent j oint study 

conducted by Sun Life Financial  and 

the Richard Ivey School  of Business 

found that in companies with wellness 

programs,  employees missed 1 .5  to 1 .7 

fewer days due to  absenteeism.  This 

resulted in estimated savings of $251  

per employee per year.  54  While many 

Canadian businesses  report having 

wellness  initiatives,  only 24 percent 

have fully implemented wellness 

strategies  (which includes multi-year 

goals  and an evaluation of results) ,  

according to a recent survey.  55   

 So  what can organizations  do  to 

reduce employee stress?  In general,  

s trategies  to  reduce  stress  include 

improved employee selection,  place-

ment of employees  in  appropriate 

jobs,  realistic goal  setting,  designing 

jobs with employee needs and skills 

in mind,  increased employee involve-

ment,  imp roved  o rgan izational 

communication,  offering employee 

s abbati cal s ,  and ,  as  mentioned,  

establishment of corporate wellness 

programs.  

 Certain jobs are more stressful than 

others,  but individuals  also  differ in 

their response to stress situations.  We 

know,  for example,  that individuals 

with little experience or an external 

locus of control tend to be more prone 

to  stress.  Selection and placement 

decisions should take these facts into 

consideration.  Although management 

should not restrict hiring to only expe-

rienced individuals  with an internal 

locus of control,  such individuals may 

adapt better to  high-stress  j obs  and 

perform those jobs more effectively.  

 Individuals  perform better when 

they have specific and challenging 

goals  and receive feedback on how 

wel l  they are  p rogress ing toward 

them.  56   Goals  can reduce stress  as 

well as provide motivation.  57  Specific 

goals that are perceived as attainable 

clarify performance  expectations.  

Additionally,  goal  feedback reduces 

uncertainties as to  actual job perfor-

mance.  The result is  less  employee 

frustration,  role ambiguity,  and stress.  

 Redesigning jobs to give employees 

more responsibility,  more meaningful 

work,  more autonomy,  and increased 

feedback can reduce stress  because 

these factors give the employee greater 

control over work activities and lessen 

dependence on others.  Of course,  not 

all employees want jobs with increased 

responsibility.  The right design for 

employees with a low need for growth 

might  b e  l es s  respons ib i l i ty and 

increased specialization.  If individuals 

prefer structure and routine,  more 

structured j obs  should also  reduce 

uncertainties and stress levels.  

 Role stress is detrimental to a large 

extent because employees feel uncer-

tain about goals,  expectations,  how 

they will  be evaluated,  and the like.  

By giving these  employees  a  voice 

in the decisions  that directly affect 

their job  performance,  management 

can increase employee control  and 

reduce role stress.  So managers should 

consider  increasing employee involve-

ment   in  decis ion  making because 

evidence clearly shows that increases 

in  employee empowerment reduce 

psychological strain.  58   

 Increasing formal  organizational 

communication  with  emp loyees 

reduces uncertainty by lessening role 

ambiguity and role conflict.  Given the 

importance that perceptions play in 

moderating the stress-response relation-

ship,  management can also use effective 

communication as a means to shape 

employee perceptions.  Remember that 

what employees categorize as demands,  

threats,  or opportunities at work are 

merely interpretations,  and  those 

interpretations can be affected by the 

symbols and actions communicated by 

management.  

 Some employees  need  an  occa-

sional  escape from the frenetic pace 

of their work.  In recent years,  compa-

nies such as American Express,  Intel,  

General Mills,  Microsoft,  Morningstar,  

DreamWorks Animation,  and Adobe 

S ys tems  have  b egun  to  p rovide 

extended voluntary leaves.  5 9   These 

sabbaticals  ranging in length from a 

few weeks to  several monthsallow 

employees to  travel,  relax,  or pursue 

personal projects that consume time 

b eyond  normal  vacation  weeks .  

Proponents say that these sabbaticals 

can revive and rejuvenate workers who 

might be headed for burnout.  

 Our final  suggestion is  to  offer 

organizational ly supported  wel l -

ne s s  p ro grams .  Thes e  typ i ca l l y 

provide workshops  to  help  people 

quit smoking,  control  alcohol  use,  

lose weight,  eat better,  and develop a 

regular exercise program;  they focus 

on the employees total physical  and 

mental  condition.  60   A study of 3 6 

programs designed to  reduce stress 

(including wellness programs)  showed 

that interventions to help employees 

reframe stressful  situations and use 

active coping strategies  appreciably 
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         Toward  Less  Stressfu l  Work 
   Avoid  h igh-stress jobssuch  as stockbroker,  customer service/ complaint worker,  pol ice officer,  wai ter,  medical  intern ,  secretary,  and  a ir traffic control lerunless you  are confident in  your abi l i ty to handle stress.

  I f you  do experience stress at work,  try to find  a  job that has plenty of control  (so you  can  decide how to perform  your work) and  supportive co-workers.
  Lack of money i s  the top stressor reported  by people under age 30,  so pursue a  career that pays you  wel l  but does not have a  h igh  degree of stress. 62    

 F A C E O F F   

 When  organ izations provide on-si te 

daycare faci l i ties,  they are fi l l ing  a  

needed  role in  parents  l ives,  and  

making  i t easier for parents to at-

tend  to their job demands rather 

than  worry about ch i ld-care arrange-

ments.  

 When employees expect organizations 

to provide child care,  they are shifting  

their responsibilities to their employers,  

rather than keeping their family needs 

and concerns private.  Moreover,  it is un-

fair to offer child-care benefits when not 

all  employees have children.  

  YOUR  PERSPECTIVE  

1 .    Think of all  the technical  avenues en-

abling employees to be connected  

24/7 to the workplace:  email,  tex-

ting,  company intranets.  A genera-

tion ago, most employees could go 

home after a day at work and not 

be on call.  What are the positive 

benefits of this change? What are the 

downsides? As an employee facing  

the demand to stay connected  to 

your workplace,  how would you try 

to maintain a balance in  your life?   

2.    How much  responsibi l i ty should  

ind ividuals take for managing  

their own  stress?  To what extent 

should  organ izations become 

involved  in  the personal  l ives of 

their employees when  trying  to 

help  them  manage stress?  What 

are the pros and  cons for whether 

employees or organ izations take 

responsibi l i ty for managing  stress?     

  WANT TO  KNOW MORE?  

 If you are wondering how stressed you are,  

take the Canadian Heart & Stroke Stress 

Test at   www.heartandstroke.on.ca/

site/c.pvI3IeNWJwE/b.4010337/k.5AF9/

Heart_Disease_Stress_Test_How_

fi t_are_you_when_i t_comes_to_

managing_stress.htm  .  The site also offers 

tips on reducing stress.  You can also take 

a worklife balance quiz at the Canadian  

Mental Health Association website (  www

.cmha.ca/mental_health/work-l ife-

balance-quiz/  )  and  read  more on  the 

effects of mental i l lness and stress.           

reduced stress levels.  61   Most wellness 

programs assume that employees need 

to take personal responsibility for their 

physical  and mental health and that 

the organization is merely a means to 

that end.  The inset  Toward Less Stressful 

Work   offers additional ideas.        

  RESEARCH  EXERCISES 

    1 .    Look for data  on  stress levels in  

other countries.  How do these 

data  compare with  the Canadian  

data  presented  in  the Factbox?  

Are the sources of stress the same 

in  d i fferent countries?  What m ight 

you  conclude about how stress af-

fects people in  d i fferent cu ltures?   

2.    Find  out what three Canadian  

organ izations in  three d i ffer-

ent industries have done to help  

employees manage stress.  Are 

there common  themes in  these 

programs?  Did  you  find  any un-

usual  programs?  To what extent 

are these programs ta i lored  to the 

needs of the employees in  those 

industries?     
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     C H A P T E R

  L E ARN I N G  O U TCOM ES 

     Mark McMorris,  number one slopestyle rider on  

the 2013 World  Snowboard  Tour,  won  a  bronze 

medal  in  the 2014 Olympics a  mere two weeks 

after fracturing a  rib.  How d id  motivation  in fluence 

h is  impressive performance?  

4  

 After studying  this chapter,  you  should  be able to:  

  1    Describe the three key elements of motivation.   

  2    Evaluate the appl icabi l i ty of early theories of motivation.   

  3    Apply the key tenets of expectancy theory to motivating  employees.   

  4    Describe goal-setting  theory,  self-efficacy theory,  and reinforcement 

theory.   

  5    Describe why equity and fairness matter in  the workplace.   

  6    Demonstrate how organizational  justice is a refinement of equity theory.   

  7    Apply the predictions of self-determination  theory to intrinsic and extrinsic 

rewards.   

  8    Discuss the ethics behind  motivation  theories.   

  9    Summarize the essence of what we know about motivating  employees.    

 P A R T  2 

 S T R I V I N G  F O R  

P E R F O R M A N C E      

 Theories of Motivation  
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ark McMorris,  number one slopestyle rider 

on  the 2013 World  Snowboard  Tour,  was 

pretty down,  accord ing to h is  father.  1   

On  J anuary 25,  a  short time before the 

open ing of the 2014 Olympics in  Soch i ,   McMorris 

crashed  during the fina l  of the X Games Aspen  

Snowboard  Slopestyle,  fracturing one of the ribs 

on  h is right side.  Even  wi th  the crash ,  wh ich  hap-

pened  on  h is th i rd  and  fina l  run ,  McMorris  won  a  

si lver medal .  However,  he had  won  the gold  medal  

a t Aspen  in  both  2011  and  2012.  

 But now he had  to get h imself ready for 

the Olympics,  wh ich  was to start in  just 

two weeks.  H is  fathers  description  

of the si tuation  showed  what McMorris faced :     When  we left h im  [the 

day after the in jury occurred] ,  he cou ld  bend  over and  touch  h is 

toes because of where [the in jury]  i s  a t,   Don  McMorris  told  The Cana-

d ian  Press on  Monday.  You  know a  cracked  rib in  the front,  you  cou ldn t do 

that.  .  .  .  Hes got five or six days before he has to worry about rid ing and  hes  got 

the best people around  h im.    

 I t genera l ly takes six weeks to hea l  from  a  cracked  rib,  and  McMorris was facing com-

peting in  the Olympics just two weeks after h is in jury.  Competing in  the Olympics was a  

d ream  of h is,  and  he wou ld  have to overcome great odds,  not to mention  pa in ,  i f he were to 

successfu l ly compete.  He sti l l  had  to qua l i fy for the Olympics,  and  the qua l i fication  round  

wou ld  take place one day before the open ing ceremony.  I f he made the team,  h is event 

was schedu led  to be held  exactly two weeks after the crash.  Would  McMorris  be motivated  

enough  to make the Olympic team? 

 I n  th is chapter,  we review the basics of motivation ,  assess motivation  theories,  and  pro-

vide an  in tegrative understand ing of how the d i fferent theories apply to motivating employ-

ees in  organ izations.                
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 Successfully 

motivating 

individuals requires 

identifying their 

needs and making it 

possible for them to 

achieve those needs.  

 THE BIG  IDEA 

    Are managers manipulating  employees when  they l ink rewards to 

productivity? Is this ethical?  

    Why do some managers do a better job of motivating  people than  

others?  

    How important is fairness to you?  

    What can  you  do i f you  think your salary is unfair?   

   OB I S  FOR  EVERYONE 
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  What I s Motivation? 
 Motivation is one of the most frequently researched topics in organizational behaviour 

(OB).  2  A 2013  Gallup poll suggests that employees are not motivated.  Seventy percent of 

Canadian employees are not engaged in their work,  and another 14 percent are actively 

disengaged.  3   In a 2014 survey,  89  percent of employees reported wasting time at work 

every day,  and 62 percent said they waste between 30 and 60 minutes each day.  How? 

Surfing the Internet came in first with 26  percent of respondents (Google,  Facebook,  

and LinkedIn were the most popular time distractors) ;  too many meetings/conference 

calls and dealing with annoying coworkers tied for second place with 24% each. 4  

   Motivation    is the process that accounts for an individuals intensity,  direction,  and 

persistence of effort toward reaching a goal.  5        

 The three key elements in our definition are intensity,  direction,  and persistence.  

 Intensity  describes how hard a person tries.  This is the element most of us focus on when 

we talk about motivation.  However,  high intensity is unlikely to lead to favourable job-

performance outcomes unless the effort is channelled in a  direction   that is beneficial.  

Therefore,  we consider the quality of effort as well  as its intensity.  Finally,  the effort 

requires  persistence  .  This measures how long a person can maintain effort.  Motivated 

individuals stay with a task long enough to achieve their goal.  

 Many people incorrectly view motivation as  a personal  traitsomething some 

people have and others dont.  Along these lines,  Douglas McGregor proposed two 

distinct views of human beings.    Theory X  ,  which is basically negative,  suggests that 

employees dislike work,  will  attempt to avoid it,  and must be coerced,  controlled,  or 

threatened with punishment to achieve goals.    Theory Y  ,  which is basically positive,  

suggests that employees like work,  are creative,  seek responsibility,  and will exercise 

self-direction and self-control if they are committed to the objectives.  6        
 Our knowledge of motivation tells us that neither theory alone fully accounts for 

employee behaviour.  What we know is that motivation is the result of the interaction of 

the individual and the situation.  Certainly,  individuals differ in their basic motivational 

drive.  But the same employee who is quickly bored when pulling the lever on a drill 

press may enthusiastically pull a slot machine lever in Casino Windsor for hours on 

end.  You may read the latest bestseller at one sitting,  yet find it difficult to concentrate 

on a textbook for more than 20 minutes.  Its not necessarily youits the situation.  

So as we analyze the concept of motivation,  keep in mind that the level of motivation 

varies both  among  individuals and  within   individuals at different times.    

 You should also realize that what motivates people will also vary among individuals 

and situations.  Motivation theorists talk about   intrinsic motivators    and   extrinsic 

motivators   .  Extrinsic motivators come from outside the person and include such things 

as pay,  bonuses,  and other tangible rewards.  Intrinsic motivators come from a persons 

internal desire to do something,  due to such things as interest,  challenge,  and personal 

satisfaction.  Individuals are intrinsically motivated when they genuinely care about their 

work,  look for better ways to do it,  and are energized and fulfilled by doing it well.  7  

The rewards the individual gets from intrinsic motivation come from the work itself 

rather than from external factors such as increases in pay or compliments from the boss.        

 Are individuals primarily intrinsically or extrinsically motivated? Theory X suggests 

that people are almost exclusively driven by extrinsic motivators.  However,  Theory Y 

suggests that people are more intrinsically motivated.  This view is consistent with that 

of Alfie Kohn,  author of  Punished by Rewards  ,  who suggests that its only necessary to 

provide the right environment,  and people will be motivated.  8    We discuss his ideas 

further in  Chapter   5    .   

 Intrinsic and extrinsic motivation may reflect the situation,  however,  rather than 

individual personalities.  For example,  suppose that your mother has asked you or your 

brother to take her to a meeting an hour away.  You may be willing to drive her,  without 

any thought of compensation,  because it will make you feel good to do something for her.  

 1  Describe the three key 

elements of motivation.  

  Theory X      The assumption  that 

employees disl ike work,  wi l l  attempt 

to avoid  i t,  and must be coerced,  

 control led,  or threatened with  punish-

ment to achieve goals.    

  Theory Y      The assumption  that 

employees l ike work,  are creative,  

seek responsibi l i ty,  and wi l l  exercise 

self-direction  and self-control  i f they 

are committed to the objectives.    

  motivation       The intensity,  direction,  

and persistence of effort a person  

shows in  reaching  a goal .    

  intrinsic  motivators      A persons 

internal  desire to do something,  due 

to such  things as interest,  chal lenge,  

and personal  satisfaction.    

  extrinsic motivators      Motivation  

that comes from outside the person  

and includes such  things as pay,  

bonuses,  and other tangible rewards.    

     

P I A

PERSONAL INVENTORY ASSESSMENT

Learn About Yourself 

Work Motivation Indicator 
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That is intrinsic motivation.  But if you have a lovehate relationship with your brother,  

you may insist that he buy you lunch for helping out.  Lunch would then be an extrinsic 

motivatorsomething that came from outside yourself and motivated you to do the 

task.  Later in the chapter,  we review the evidence regarding the significance of extrinsic vs.  

intrinsic rewards,  and also examine how to increase intrinsic motivation.  Meanwhile,  you 

might consider whether you can motivate yourself through self-talk,  an idea considered 

in  Focus on Research  .      

 Ta lking  to Yourself Can  Be a  Powerfu l  
Sel f-Motivator 

  How does internal  dialogue affect our motivation?  In  the 

ch i ldrens book  The Little Engine That Could ,  the ti tle character 

says,   I  th ink I  can ,  I  th ink I  can ,  motivating  h imsel f to  do 

the job through  positive self-ta lk.  In  a  201 0 study,  researchers 

examined  whether th is type of ta lk i s  the best way to motivate ones sel f,  or whether i t i s  

better to ask  Can  I  do th is?  9

 Subjects  were  asked  to  spend  one  m inute  ei ther wondering  whether they wou ld  

complete a  task or tel l ing  themselves they would .   Then  they were asked  to  complete 

some puzzles.  Subjects who asked  themselves whether they would  complete the task were 

more successfu l  than  those who sa id  they would.  Several  sim i lar stud ies were conducted,  

and  the resu l ts of each  of them  ind icate that intrinsic motivation  increased  when  subjects 

asked  themselves a  question  about performance.  

 These findings suggest that asking  yourself whether you  wi l l  go to the gym  three times 

next week wi l l  be more effective than  tel l ing  yourself that you  wi l l  go  to the gym  three 

times next week.  One of the authors of the study summarized  the resu lts as fol lows:   The 

popular idea  is  that self-affi rmations enhance peoples abi l i ty to meet their goals.  I t seems,  

however,  that when  it comes to performing  a  specific behaviour,  asking  questions is a  more 

promising  way of ach ieving  your objectives.   

   FOCUS ON  RESEARCH 

  Needs Theories of Motivation  
 Theories of motivation generally fall  into two categories:  needs theories and process 

theories.   Needs theories   describe the types of needs that must be met to motivate indi-

viduals.   Process theories   help us understand the actual ways in which we and others can 

be motivated.  There are a variety of needs theories,  including Maslows hierarchy of 

needs,  Herzbergs motivationhygiene theory (sometimes called the  two-factor theory ) ,  

and McClellands theory of needs.  We briefly review these to illustrate the basic proper-

ties of needs theories.  

 Needs theories are widely criticized for not standing up to scientific review.  However,  

you should know them because (1 )  they represent a foundation from which contempo-

rary theories have grown,  and (2)  practising managers still regularly use these theories 

and their terminology in explaining employee motivation.  

  Maslows H ierarchy of Needs Theory   

 The best known theory of motivation is Abraham Maslows   hierarchy of needs   .  10  

Maslow hypothesized that within every human being there exists a hierarchy of five 

needs:    

        Physiological.   Includes hunger,  thirst,  shelter,  sex,  and other bodily needs.   

       Safety.   Includes security and protection from physical and emotional harm.   

       Social.   Includes affection,  belongingness,  acceptance,  and friendship.   

 2  Evaluate the appl icabi l -
i ty of early theories of 

motivation.  

  hierarchy of needs theory  

    A h ierarchy of five needs 

physiological ,  safety,  social ,  esteem, 

and  self-actual izationin which,  as 

each  need is substantial ly satisfied,  

the next need becomes dominant.    
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       Esteem.   Includes internal esteem factors such as self-respect,  autonomy,  and 

achievement;  and external esteem factors such as status,  recognition,  and 

attention.   

       Self-actualization.   Includes growth,  achieving ones potential,  and self- 

fulfillment.  This is the drive to become what one is capable of becoming.     

 Although no need is ever fully met,  a substantially satisfied need no longer motivates.  

Thus,  as each need becomes substantially satisfied,  the next need becomes dominant.  

This is what Maslow means by moving up the steps of the hierarchy.  So if you want 

to motivate someone,  according to Maslow,  you need to understand what level of the 

hierarchy that person is currently on and focus on satisfying needs at or above that level.  

 Exhibit   4-1     identifies Maslows hierarchy of needs on the left,  and then illustrates how 

these needs are applied in the workplace.  11      

 Maslow separated the five needs into higher and lower orders.  Physiological and 

safety needs,  where people start,  are   lower-order needs   ,  and social  (belonging) ,  

self-esteem,  and   self-actualization    are   higher-order needs   .  Higher-order needs are 

satisfied internally (within the person),  whereas lower-order needs are mainly satisfied 

externally (by rewards such as pay,  union contracts,  and tenure) .        

 Maslows  theory has  received wide recognition,  particularly among practising 

managers.  Its intuitively logical and easy to understand,  even though little research 

supports the theory.  Maslow himself provided no empirical evidence,  and few studies 

have been able to validate it.  12  One 2011  study differs in its findings,  however.  Using 

data from 123  countries,  the study found that Maslows needs are universally related 

to individual happiness,  but that the order of need fulfillment had little bearing on life 

satisfaction and enjoyment.  Lower-order needs were related to positive life evaluation,  

while higher-order needs were linked to enjoying life.  The researchers concluded that 

the findings overall supported Maslows theory.  13   

 Some researchers  have attempted to  revive components  of the need hierarchy 

concept,  using principles from evolutionary psychology.  1 4  They propose that lower-

level needs are the chief concern of immature animals or those with primitive nervous 

systems,  whereas higher needs are more frequently observed in mature animals with 

more developed nervous systems.  They also note distinct underlying biological systems 

for different types of needs.   

  MotivationHygiene  Theory 

 Believing that an individuals relationship to work is basic and that attitude toward this 

work can very well determine success or failure,  Frederick Herzberg wondered,  What 

do people want from their jobs? He asked people to describe,  in detail,  situations in 

which they felt exceptionally  good   or  bad   about their jobs.  The replies people gave when 

  lower-order needs      Needs that are 

satisfied  external ly,  such  as physi-

ological  and safety needs.    

  self-actualization       The drive to 

become what a person is capable of 

becoming.    

  higher-order needs      Needs that 

are satisfied  internal ly,  such  as social  

(belonging),  self-esteem, and self-

actual ization  needs.    

    EXHIBIT 4-1   Maslows Hierarchy of Needs Applied to  the Workplace 

Physiological

Safety

Belonging

Self-Esteem

Self-

Actualization

Salary and  Rewards

Job Security

Culture

Recognition

Results

       Source:   C .  Con ley,   Peak: How Great Companies Get Their Mojo From Maslow  (San  Francisco:  Jossey-Bass,  2007).  ISBN:  978-078798861 6.  

Copyright  John  Wi ley & Sons.   

     Watch  on  MyManagementLab

Joie de Vivre Hospi tal i ty:   Employee 

Motivation  
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they felt good about their jobs significantly differed from when they felt bad,  which led 

Herzberg to his   two-factor theory  also called  motivationhygiene theory .  1 5     

 As  Exhibit   4-2    shows,  intrinsic factors,  such as achievement,  recognition,  the work 

itself,  responsibility,  advancement,  and growth,  seem to be related to job satisfaction.  

Respondents who felt good about their work tended to attribute these characteristics to 

themselves.  On the other hand,  dissatisfied respondents tended to cite extrinsic factors,  

such as company policy and administration,  supervision,  interpersonal relations,  and 

work conditions.   

 To Herzberg,  the data suggest that the opposite of satisfaction is not dissatisfaction,  

as was traditionally believed.  Removing dissatisfying characteristics from a job does not 

necessarily make the job satisfying.  As illustrated in  Exhibit   4-3    ,  Herzberg proposed a 

dual continuum:  the opposite of Satisfaction is No Satisfaction,  and the opposite 

of Dissatisfaction is No Dissatisfaction.   

 According to Herzberg,  the factors that lead to job satisfaction (motivators)  are sepa-

rate and distinct from those that lead to job dissatisfaction (hygiene factors) .  Therefore,  

managers who seek to eliminate factors that create job dissatisfaction may bring about 

peace but not necessarily motivation.  They will be placating rather than motivating their 

employees.  As a result,  Herzberg characterized conditions such as quality of supervision,  

pay,  company policies,  physical working conditions,  relationships with others,  and job 

security as   hygiene factors   .  When they are adequate,  people will not be dissatisfied;  

but neither will they be satisfied.  If we want to  motivate   people in their jobs,  Herzberg 

suggested emphasizing factors associated with the work itself or with outcomes directly 

derived from it,  such as promotional opportunities,  personal growth opportunities,  

  two-factor theory      A theory that 

relates intrinsic factors to job satisfac-

tion  and associates extrinsic factors 

with  dissatisfaction.  Also cal led  the 

 motivationhygiene theory .    

    EXHIBIT 4-2   Comparison  of Satisfiers and  Dissatisfiers      

  Source:   Harvard  Business Review.  An  exhibit from  Frederick Herzberg,  One More Time:  How Do You  Motivate Employees?   Harvard 

Business Review  81 ,  no.  1  (January 2003),  p.   90  .   

  hygiene factors      Factorssuch as 

company pol icy and administration,  

supervision,  and salarythat,  when  

adequate in  a job,  placate employees.  

When these factors are adequate,  

people wi l l  not be dissatisfied.    
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recognition,  responsibility,  and achievement.  These are the characteristics people find 

intrinsically rewarding.     

 The motivationhygiene theory is not without its critics,  who suggest the following:  16  

        Herzbergs methodology is limited by its reliance on self-reports.   When things are 

going well,  people tend to take credit.  If things do not go well,  they blame 

failure on the external environment.   

       The reliability of Herzbergs methodology is questionable.   Raters have to make 

interpretations,  so they may contaminate the findings by interpreting one 

response in one manner while treating a similar response differently.   

       No overall measure of satisfaction was used.   A person may dislike part of their 

job,  yet still think the job is acceptable overall.   

       Herzberg assumed that a relationship exists between satisfaction and productivity.   But 

he looked only at satisfaction.  To make his research relevant,  one must assume 

that a strong relationship exists between satisfaction and productivity.  17    

 Regardless of these criticisms,  Herzbergs theory has been widely read,  and few managers 

are unfamiliar with his recommendations.   

  McClel lands Theory of Needs 

 You have one beanbag,  and five targets are set up in front of you,  each farther away than 

the last.  Target A sits almost within arms reach.  If you hit it,  you get $2.  Target B is a bit 

farther out,  but about 80 percent of the people who try can hit it.  It pays $4.  Target C 

pays $8,  and about half the people who try can hit it.  Very few people can hit Target D,  

but the payoff is $16 for those who do.  Finally,  Target E pays $32,  but its almost impos-

sible to achieve.  Which target would you try for? If you selected C,  you are likely to be 

a high achiever.  Why? Read on.  

   McClellands theory of needs    was developed by David McClelland and his associ-

ates.  18   The theory focuses on three needs,  defined as follows:    

         Need for achievement (nAch)    is the drive to excel,  to achieve in relation to a 

set of standards,  and to strive to succeed.      

         Need for power (nPow)    is the need to make others behave in a way that they 

would not have behaved otherwise.      

         Need for affiliation (nAff)    is the desire for friendly and close interpersonal 

relationships.      

 McClelland and subsequent researchers focused most of their attention on nAch.  

High achievers  perform best when they perceive their probability of success  as 

  McClellands theory of needs  

    Achievement,  power,  and affi l iation  

are three important needs that help 

explain  motivation.    

  need for achievement (nAch)  

    The drive to excel ,  to achieve in  

relation  to a set of standards,  and to 

strive to succeed.    

  need for power (nPow)      The need 

to make others behave in  a way 

that they would  not have behaved 

otherwise.    

  need for affil iation  (nAff)      The 

desire for friendly and close interper-

sonal  relationships.    

    EXHIBIT 4-3   Contrasting  Views of Satisfaction  and Dissatisfaction       

Dissatisfaction Satisfaction

Traditional  view

Di ti f ti S ti f ti

Dissatisfaction No Dissatisfaction

Herzbergs view

Di ti f ti N Di ti f ti

No Satisfaction SatisfactionN S ti f ti S ti f ti

Motivators

Hygiene Factors
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0.5that is,  a 5050 chance.  1 9   They dislike gambling with high odds 

because they get no achievement satisfaction from success that comes by 

pure chance.  Similarly,  they dislike low odds (high probability of success)  

because then there is no challenge to their skills.  They like to set goals that 

require stretching themselves a little.     

 Relying on an extensive amount of research,  we can predict some rela-

tionships between achievement need and job performance.  First,  when jobs 

have a high degree of personal responsibility,  feedback,  and an intermediate 

degree of risk,  high achievers are strongly motivated.  They are successful in 

entrepreneurial activities such as running their own businesses,  for example,  

and managing self-contained units within large organizations.  20  Second,  a 

high need to achieve does not necessarily make someone a good manager,  

especially in large organizations.  People with a high achievement need are 

interested in how well they do personally and not in influencing others to do 

well.  High-nAch salespeople do not necessarily make good sales managers,  

and the good general manager in a large organization does not typically 

have a high need to achieve.  21   Third,  needs for affiliation and power tend to 

be closely related to managerial success.  The best managers are high in their 

need for power and low in their need for affiliation.  22  In fact,  a high power 

motive may be a requirement for managerial effectiveness.  23   

 McClellands theory has had the best research support of the different 

needs theories.  Unfortunately,  it has less practical effect than the others.  

Because McClelland argued that the three needs are subconsciouswe may 

rank high on them but not know itmeasuring them is not easy.  In the most 

common approach,  a trained expert presents pictures to individuals,  asks 

them to tell a story about each, and then scores their responses in terms of the 

three needs.  However,  the process is time consuming and expensive,  and few 

organizations have been willing to invest in measuring McClellands concept.   

  Summarizing Needs Theories 

 The needs theories we have just reviewed all propose a similar idea:  Individuals have 

needs that,  when unsatisfied,  will result in motivation.  For instance,  if you have a need 

to be praised,  you may work harder at your task in order to receive recognition from 

your manager or other co-workers.  Similarly,  if you need money and you are asked to 

do something (within reason)  that offers money as a reward,  you will be motivated to 

complete that task.  

 Where needs theories differ is in the types of needs they consider and whether they 

propose a hierarchy of needs (where some needs have to be satisfied before others)  or 

simply a list of needs.   Exhibit   4-4    illustrates the relationship among the three needs 

         Alexandra  Greenhi l l ,  co-founder and  CEO of 

myBestHelper i s  a  h igh  ach iever.  She was named  

one of Vancouvers Top 40 under 40 winners in  

December 201 3 .  myBestHelper i s  a  website where 

people who need  care providers (such  as nannies,  

tutors,  or babysitters)  can  connect with  people 

who are looking  to provide care.  Greenhi l l ,  who 

was writing  computer code at an  early age,  i s  a l so 

a  fami ly physician  and  has helped  the BC  Medical  

Association  with  i ts work on  electron ic medical  

records.  She envisions that myBestHelper wi l l  be 

in  every major ci ty in  Canada  with in  five years.

m
yB
e
st
H
e
lp
e
r   

    EXHIBIT 4-4  Relationship of Various Needs Theories       

Hygiene
Factors

Need  for Achievement

Need for Power

Need for Afliation

Self-Actualization

Esteem

Social

Safety

Physiological

Maslow Herzberg McClel land

Motivators
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theories that we discussed,  and  Exhibit   4-5     indicates whether the theory proposes a 

hierarchy of needs,  and the contribution of and empirical support for each theory.    

 What can we conclude from needs theories?  We can safely say that individuals do 

have needs,  and that they can be highly motivated to achieve those needs.  The types of 

needs,  and their importance,  vary by individual,  and probably vary over time for the 

same individual as well.  When rewarding individuals,  you should consider their specific 

needs.  Obviously,  in a workplace,  it would be difficult to design a reward structure that 

could completely take into account the specific needs of every employee.    

  Process Theories of Motivation  

  After fracturing a  rib during the final  of the X Games Aspen  Snowboard  Slopestyle,  Mark McMorris 

had  12 days to recover before h is Olympic qual i fication  round  was to be held .  24  And  the Olympic 

fina ls were just two days after that.  I t was an  in jury that normal ly takes six weeks to heal .  

 Marks father,  Don  McMorris,  served  as the spokesperson  for the fi rst few days of the in jury.  

Don  told  anyone who asked  that h is  son  was motivated  to  do a l l  that he could  to  be able to  

participate in  the Olympics.   [Mark]  has been  rid ing as wel l  as  anybody in  the world  and  he 

rea l ly d id  aga in  th is weekend ,  up unti l  that fa l l ,   Don  sa id .  Th is is  a  bi t of a  setback,  but I  do 

know that in  h is  m ind  and  in  h is  heart he l l  do everyth ing that he possibly can  to ride.   

    EXHIBIT 4-5   Summarizing  the Various Needs Theories           

  Theory    Maslow    Herzberg     McClelland   

  I s  there a  hierarchy 

of needs?  

 The theory argues 

that lower-order 

needs must be 

satisfied  before 

one progresses 

to h igher-order 

needs.  

 Hyg iene factors must 

be met i f a  person  

is  not to be d issatis-

fied.  They wi l l  not 

lead  to satisfaction ,  

however.  Motivators 

lead  to satisfaction .  

 People vary in  the 

types of needs they 

have.  Their motivation  

and  how wel l  they 

perform  in  a  work 

si tuation  are related  to 

whether they have a  

need  for ach ievement,  

power,  or affi l iation .  

  What is  the 

theory's impact/

contribution?  

 The theory en joys 

wide recognition  

among  practising  

managers.  Most 

managers are 

fami l iar with  i t.  

 The popularity of 

giving  employees 

greater responsibi l ity 

for planning  and  

control l ing  their work 

can  be attributed  to 

this theory (see,  for 

instance,  the job char-

acteristics model  in  

 Chapter   5    ).  I t shows 

that more than  one 

need may operate at 

the same time.  

 The theory tel ls  

us that h igh-need  

ach ievers do not 

necessari ly make good  

managers,  since h igh  

ach ievers are more 

interested  in  how they 

do personal ly.  

  What empirical  

support/criticisms 

exist?   

 Research  has not 

val idated  the h ier-

arch ical  nature of 

needs.  However,  a  

201 1  study found  

that the needs are 

un iversal ly related  

to ind ividual  

happiness.  

 I t i s  not real ly a  

theory of motivation:  

I t assumes a  l ink 

between  satisfaction  

and  productivi ty that 

was not measured  or 

demonstrated.  

 I t has mixed  empirical  

support,  but the 

theory is consistent 

with  our knowledge of 

individual  d ifferences 

among  people.  Good  

empirical  support exists 

on  needs achievement 

in  particular.  
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 Marks older brother,  Cra ig,  was asked  to describe h im.   I f Mark gets i t in  h is head  that hes 

going to do a  trick,  hes  going to do that trick unti l  he gets i t,  or hurts h imself,   he sa id .  Both  

brothers snowboarded  competi tively for a  provincia l  team  in  Saskatchewan.  However,  by the 

time Mark was 15,  he had  outgrown  the provincia l  team  and  started  competing in ternationa l ly.  

Burton ,  Red  Bu l l ,  and  Oakley stepped  in  to sponsor h im.  Mark was so committed  to becoming 

a  professiona l  snowboarder that he d ropped  out of school  a fter grade 10.  

 Mark McMorris i s  motivated  by a  m ix of in trinsic and  extrinsic motivation .  Like any ta lented  

ath lete,  he wants  to be number one.  But he a lso gets joy out of snowboard ing as  wel l .  What 

makes someone l ike McMorris  show up at the slope,  day after day,  practising h is  tricks?  

 Process theories go beyond individual needs and focus on the broader picture of how 

one motivates ones self and others.  Process theories include expectancy theory,  goal-

setting theory (and its application,  management by objectives) ,  self-efficacy theory,  and 

reinforcement theory.    

  Expectancy Theory 

 One of the most widely accepted explanations of motivation is Victor Vrooms   expec-

tancy theory  .  25   Although it has its critics,  most of the evidence supports the theory.  26    

 Expectancy theory says that employees will be motivated to exert a high level of effort 

when they believe the following:  

       That the effort will lead to good performance  

      That good performance will lead to organizational rewards,  such as salary 

increases and/or intrinsic rewards  

      That the rewards will satisfy employees personal goals   

 The theory focuses on the three relationships (expectancy,  instrumentality,  and 

valence)  illustrated in  Exhibit   4-6     and described in the following pages.  This exhibit 

also provides an example of how you might apply the theory.   

  EffortPerformance Relationship  

 The effortperformance relationship is commonly called   expectancy  .  It answers the 

question:   If I give a maximum effort,  will it be recognized in my performance appraisal?   

For many employees,  the answer is no.  Why? Their skill level may be deficient,  which 

means that no matter how hard they try,  they are not likely to be high performers.  The 

organizations performance appraisal system may be designed to assess nonperfor-

mance factors such as loyalty,  initiative,  or courage,  which means more effort will not 

 3  Apply the key tenets of 
expectancy theory to 

motivating  employees.  

  expectancy theory      The theory 

that individuals act based on  their 

evaluation  of whether their effort wi l l  

lead to good performance,  whether 

good performance wi l l  be fol lowed by 

a given  outcome,  and whether that 

outcome is attractive.    

  expectancy      The bel ief that effort is 

related to performance.    

    EXHIBIT 4-6  How Does Expectancy Theory Work?       

Expectancy

Effort      Performance Link

E  =  0

No matter how much  effort 

I  put in ,  probably not possible

to memorize the text in  24 hours.

Instrumentality

Performance      Rewards Link

I  =  0

My professor does not look

l ike someone who has $1  mi l l ion .

Valence

Rewards      Personal  Goals Link

V = 1

There are a  lot of wonderfu l  th ings

 I  could  do wi th  $1  m i l l ion .

My professor offers me $1  mi l l ion  if I  memorize the textbook by tomorrow morning.

Conclusion:  Though  I  value the reward,  I  wi l l  not be motivated  to do th is task.
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necessarily result in a higher evaluation.  Another possibility is that employees,  rightly 

or wrongly,  think the boss does not like them.  As a result,  they expect a poor appraisal,  

regardless of effort.  These examples suggest that people will only be motivated if they 

perceive a link between their effort and their performance.  Expectancy can be expressed 

as a probability,  and ranges from 0  to 1 .  To further provoke your thoughts on this 

matter,  the  Ethical Dilemma   on page  1 61   asks you to consider how grade inflation has 

affected the meaning of grades.        

  PerformanceRewards Relationship     

 The performancerewards relationship is commonly called 

  instrumentality  .  It answers the question:   If I get a good 

performance appraisal,  will it lead to organizational rewards?   

Many organizations reward things besides performance.  

When pay is  based on factors such as  having seniority,  

being cooperative,  or kissing up to the boss,  employees 

are likely to  see the performancerewards relationship 

as weak and demotivating.  Instrumentality ranges from 

1  to  +1 .  A negative instrumentality indicates that high 

performance reduces the chances of getting the desired outcome.  An instrumentality of 

0 indicates that no relationship exists between performance and receiving the desired 

outcome.            

  RewardsPersonal  Goals Relationship     

 The rewardspersonal goals relationship is commonly called   valence   .  It answers the 

question:   If Im rewarded,  are the rewards attractive to me?   The employee works hard in 

the hope of getting a promotion but gets a pay raise instead.  Or the employee wants 

a more interesting and challenging job but receives only a few words of praise.  Or the 

employee puts in extra effort to be relocated to the Paris office but instead is trans-

ferred to Singapore.  Unfortunately,  many managers are limited in the rewards they 
  valence      The value or importance an  

individual  places on  a reward.    

  instrumentality      The bel ief that 

performance is related to rewards.    

         Using  employee performance software,  convenience-store retai ler 7-Eleven  measures the efforts of store 

managers and  employees at i ts 8700 North  American  stores.  The company ties employee compensation  

to performance outcomes based  on  7-Elevens five fundamental  strategic in itiativesproduct assortment,  

value,  qual ity,  service,  and  cleanl inessas wel l  as meeting  goals set for new products.  Many other companies 

reward  simply on  sales,  which  does not capture the fu l l  range of value-added  services that employees provide.

 Are  managers 

manipulating  

employees when  

they l ink rewards 

to productivity? Is 

this ethical? 
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     Watch  on  MyManagementLab

The Work Zone Role PlaysMotivation  
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can distribute,  which makes it difficult to tailor rewards 

to individual employee needs.  Moreover,  some managers 

incorrectly assume that all employees want the same thing.  

They overlook the motivational effects of differentiating 

rewards.  In either case,  employee motivation may be lower 

because the specific need the employee has is not being met 

through the reward structure.  Valence ranges from 1  (very 

undesirable reward)  to +1  (very desirable reward).   OB in 

the Workplace   shows that valence can drive stock analysts to 

place more buy ratings than sell ratings.        

         The performancereward  relationship  i s  strong  at Mary Kay Cosmetics,  which  offers a  rewards and  recog-

nition  program  based  on  the ach ievement of personal  goals set by each  sa lesperson.  These independent 

consultants are posing  in  front of Mary Kay Career Cars,  one of many rewards that motivate Mary Kays 

sa lesforce.

 Stock Analyst Recommendations and  Valence 

  Could  rewards obscure making  accurate recommendations?  Stock analysts make 

their living trying to forecast a stocks future price;  the accuracy of their buy,  sell,  and 

hold recommendations is what keeps them in work or gets them fired.  27  Nevertheless,  

analysts place few sell ratings on stocks,  although in a steady market,  by definition,  as 

many stocks are falling as are rising.  

 Expectancy theory provides an explanation:  Analysts who place a sell  rating on a 

companys stock have to balance the benefits they receive by being accurate against the 

risks they run by drawing that companys ire.  What are these risks? They include public 

rebuke,  professional blackballing,  and exclusion from information.  Their valence for 

this is  1 .  When analysts place a buy rating on a stock,  they face no such trade-off 

because,  obviously,  companies love it when analysts recommend that investors buy 

their stock.  Expectancy theory suggests that the expected rewards and their desirability 

is higher for buy ratings than sell ratings,  and that is why buy ratings vastly outnumber 

sell ratings.   

   OB  I N  TH E  WORKPLACE 

 Why do some 

managers do 

a better job of 

motivating  people 

than  others? 
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  Expectancy Theory in  the  Workplace 

 Does expectancy theory work? Although it has its critics,  28  most of the research evidence 

supports the theory.  29   Research in cross-cultural settings has also indicated support for 

expectancy theory.  30  

  Exhibit   4-7     gives some suggestions  for what a manager can do  to  increase the 

motivation of employees,  using insights from expectancy theory.  To appreciate how 

expectancy theory might apply in the workplace,  see this chapters  Case IncidentWage 

Reduction Proposal   on page  162  for an example of what happens when expected rewards 

are withdrawn.    

  The  Importance of Providing Performance Feedback 

 People do better when they get feedback on how well they are progressing toward their 

goals because it helps identify discrepancies between what they have done and what they 

want to dothat is,  feedback guides behaviour.  But all feedback is not equally potent.  

Self-generated feedbackwith which employees are able to monitor their own progress or 

receive feedback from the task process itselfis more powerful than externally generated 

feedback.  31   Recent research has also shown that people monitor their progress differently 

depending on how close they are to goal accomplishment.  When 

they have just begun pursuing a goal,  they derive motivation 

from believing that the goal is attainable,  so they exaggerate their 

level of progress in order to stay motivated.  However,  when they 

are close to accomplishing their goal,  they derive motivation 

from believing a discrepancy still exists between where they are 

currently and where they would like to be,  so they downplay their 

progress to date to signal a need for higher effort.  32  

 Effective feedbackwhere the employee perceives  the 

appraisal  as  fair,  the manager as sincere,  and the climate as 

constructivecan lead the employee to respond positively and 

become determined to  correct his  or her performance defi-

ciencies.  33   Thus,  the performance review should be more like 

a counselling activity than a judgment process,  allowing the 

review to evolve out of the employees own self-evaluation.  For 

more tips on performance feedback,  see  OB in ActionGiving 

More Effective Feedback  .       

  Goal-Setting Theory   

 You have heard the phrase a number of times:  Just do your 

best.  Thats  all  anyone can ask for.  But what does do your 

best  mean?  Do we ever know whether we have achieved that 

vague goal?  Might we do better with specific goals?  Research 

4  Describe goal-setting  

theory,  sel f-efficacy 

theory,  and  reinforce-

ment theory.  

Improving Expectancy

Improve the abi l i ty of the

individual  to  perform.

  Make sure employees have ski l l s 

   for the task.

  Provide tra in ing.

  Assign  reasonable tasks and  goals.

Improving Instrumentality Improving Valence

Increase the ind ividual s bel ief that 

performance wi l l  l ead  to reward.

  Observe and  recognize performance.  

  Del iver rewards as promised.

  Ind icate to employees how previous 

   good  performance led  to greater rewards.

Make sure that the reward  i s

meaningful  to  the ind ividual .

  Ask employees what rewards they

   va lue.

  G ive rewards that are va lued.

EXHIBIT 4-7   Steps to Increasing Motivation, Using  Expectancy Theory       

 G iving  More Effective 
Feedback 

 Managers can use the following tips to give more 

effective feedback:  

      Relate feedback to existing performance  goals   

and clear  expectations  .   

     Give  specific  feedback tied to observable 

behaviour or measurable results.   

     Channel feedback toward  key result areas  .   

     Give feedback as  soon   as possible.   

     Give positive feedback for  improvement ,  not 

just final results.   

     Focus feedback on  performance  ,  not person-

alities.   

     Base feedback on  accurate   and  credible   

 information.  34    

   OB I N  ACTI ON  
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on   goal-setting theory   in fact reveals the impressive effects of goal specificity,  chal-

lenge,  and feedback on performance.  

 The research on goal setting theory by Edwin Locke and his colleague,  Professor Gary 

Latham at the University of Toronto,  shows that intentions to work toward a   goal    are 

a major source of work motivation.  35   Goals tell  an employee what needs to be done 

and how much effort is needed.  36   Point/Counterpoint  on page  159   considers the benefits 

of goal setting.         

 How do managers make goal-setting theory operational?  Thats often left up to the 

individual.  Some managers set aggressive performance targetswhat General Electric 

called stretch goals.  Some senior executives,  such as Procter & Gambles  former 

CEO Robert McDonald and Best Buys president and CEO Hubert Joly,  are known for 

demanding performance goals.  But many managers dont set goals.  When asked whether 

their job had clearly defined goals,  only a minority of employees in a survey said yes.  37  

 A more systematic way to utilize goal setting is with   management by objectives 

(MBO)   ,  which emphasizes participatively set goals that are tangible,  verifiable,  and 

measurable.  38   Progress on goals is periodically reviewed,  and rewards are allocated on 

the basis of this progress.    

  How Does Goal  Setting Motivate? 

 According to Locke,  goal setting motivates in four ways (see  Exhibit   4-8    ) :  39    

        Goals direct attention.   Goals indicate where individuals should direct their 

efforts when they are choosing among things to do.  For instance,  recognizing 

that an important assignment is due in a few days,  goal setting may encourage 

you to say no when friends invite you to a movie this evening.   

       Goals regulate effort.   Goals suggest how much effort an individual should put 

into a given task.  For instance,  if earning a high mark in accounting is more 

important to you than earning a high mark in organizational behaviour,  you 

will likely put more effort into studying accounting.   

  goal-setting theory      A theory 

that says that specific and difficult 

goals,  with  feedback,  lead to higher 

performance.    

  goal       What an  individual  is trying  to 

accompl ish.    

  management by objectives 

(MBO)      An  approach  to goal  setting  

in  which  specific measurable goals 

are jointly set by managers and 

employees;  progress on  goals is 

periodical ly reviewed,  and rewards 

are al located on  the basis of this 

progress.    

         Co-founders Anthony Thomson  (left)  and  Vernon  H i l l  (right)  l aunched  their fi rst Metro Bank in  London,  

England,  with  a  long-term  goal  of adding  200 new branches and  capturing  up to 1 0  percent of Londons 

banking  market.  Metro Bank chal lenges employees to reach  th is  h igh  goal  by g iving  customers exception-

al ly friendly,  conven ient,  and  flexible service.
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1 40  Part 2  S tri vi ng  for  Performance

       Goals increase persistence.   Persistence represents the effort spent on a task over 

time.  When people keep goals in mind,  they will work hard on them,  even in 

the face of obstacles.   

       Goals encourage the development of strategies and action plans.   Once goals are set,  

individuals can develop plans for achieving those goals.  For instance,  a goal to 

become more fit may include plans to join a gym,  work out with friends,  and 

change eating habits.    

 In order for goals to be effective,  they should be SMART. SMART stands for 

        S  pecific:  Individuals know exactly what is to be achieved.   

       M  easurable:  The goals proposed can be tracked and reviewed.   

       A ttainable:  The goals,  even if difficult,  are reasonable and achievable.   

       R esults-oriented:  The goals should support the vision of the organization.   

       T ime-bound:  The goals are to be achieved within a stated time.    

  From Concepts to Skills   on pages  1 62   163   presents additional ideas on how to effec-

tively engage in goal setting.     

    EXHIBIT 4-8  Lockes Model  of Goal  Setting 

Regulating  effort

Increasing  persistence

Encouraging  the development

of strategies and  action  plans

Task

performance

Directing  attention

Goals

motivate

by .  .  .

       Source:   Adapted  from  E.  A.  Locke and  G .  P.  Latham,   A Theory of Goal Setting and Task Performance   

(Englewood  C l i ffs,  N J :  Prentice Hal l ,  1 980).   

  RESEARCH  FINDINGS:  The  Effects  of  Goal  Setti ng  

 Locke and his colleagues have spent considerable time studying the effects 

of goal setting in various situations.  The evidence strongly supports the value 

of goals.  More to the point,  we can say the following:  

        Specific goals increase performance,  under certain conditions.   In early research,  

specific goals were linked to better performance.  40  However,  other research 

indicates that specific goals can lead to poorer performance in complex tasks.  

Employees may be too goal-focused on complex tasks,  and therefore not 

consider alternative and better solutions to such tasks.  41    

       Difficult goals,  when accepted,  result in higher performance than do easy goals.   

Research clearly shows that goal difficulty leads to positive performance for the 

following reasons.  42  First,  challenging goals get our attention and thus tend to 

help us focus.  Second,  difficult goals energize us because we have to work harder 

to attain them.  Third,  when goals are difficult,  people persist in trying to attain 

them.  Finally,  difficult goals lead us to discover strategies that help us perform 

the job or task more effectively.  If we have to struggle to solve a difficult problem,  

we often think of a better way to go about it.  However,  this relationship does not 

hold when employees view the goals as impossible,  rather than just difficult.  43    
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       Feedback leads to higher performance.   Feedback allows individuals to know how 

they are doing,  relative to their goals.  44  Feedback encourages individuals to 

adjust their direction,  effort,  and action plans if they are falling short of their 

goals.  Self-generated feedbackwith which employees are able to monitor 

their own progresshas been shown to be a more powerful motivator than 

externally generated feedback.  45    

       Goals are equally effective whether participatively set,  assigned,  or self-set.   Research 

indicates that how goals are set is not clearly related to performance.  46  In 

some cases,  participatively set goals yielded superior performance;  in others,  

individuals performed best when assigned goals by their boss.  But a major 

advantage of participation may be that it increases acceptance of the goal as a 

desirable one toward which to work.  47  Commitment is important.  If partici-

pation is not used,  then the individual assigning the goal needs to clearly 

explain its purpose and importance.  48    

       Goal commitment affects whether goals are achieved.   Goal-setting theory assumes 

that an individual is committed to the goal and is determined not to lower 

or abandon it.  In terms of behaviour,  the individual (1 )  believes he or she 

can achieve the goal and (2)  wants to achieve it.  49   Goal commitment is most 

likely to occur when goals are made public,  when the individual has an 

internal locus of control (that is,  considers that control over ones life resides 

within the individual) ,  when the goals are self-set rather than assigned,  and 

when goals are based at least partially on individual ability.  50  Goals them-

selves seem to affect performance more strongly when tasks are simple rather 

than complex,  well learned rather than novel,  independent rather than inter-

dependent,  and are on the high end of achievable goals.  51   On interdependent 

tasks,  group goals are preferable.  Paradoxically,  goal abandonment following 

an initial failure is more likely for individuals who self-affirm their core 

values,  possibly because they internalize the implications of failure.  52    

 Although goal setting has positive outcomes,  its not unequivocally beneficial.  For 

example,  some goals may be  too   effective.  53   When learning something is important,  

goals related to performance may cause people to become too focused on outcomes 

and ignore changing conditions.  In this case,  a goal to learn and generate alternative 

solutions will be more effective than a goal to perform.  In addition,  some authors argue 

goals can lead employees to focus on a single standard and exclude all others.  A goal 

to boost short-term stock prices may lead organizations to ignore long-term success 

and even to engage in unethical behaviour such as cooking the books  to meet those 

goals.  Other studies show that employees low in conscientiousness and emotional 

stability experience greater emotional exhaustion when their leaders set goals.  54  Finally,  

individuals may fail to give up on an unattainable goal,  even when it might be benefi-

cial to do so.  Despite differences of opinion,  most researchers do agree that goals are 

powerful in shaping behaviour.  Managers should make sure goals are aligned with 

company objectives.  

 Research has  found that people differ in the way they regulate their thoughts 

and behaviours during goal pursuit.  55   Generally,  people fall into one of two catego-

ries,  although they could belong to both.  Those with a   promotion focus    strive for 

advancement and accomplishment and approach conditions that move them closer 

toward desired goals.  Those with a   prevention focus    strive to fulfill  duties and obli-

gations and avoid conditions that pull them away from desired goals.  Although both 

strategies work toward goal accomplishment,  the manner in which they get there is 

quite different.  As an example,  consider studying for an exam.  You could engage in 

promotion-focused activities such as reading class materials and notes,  or you could 

engage in prevention-focused activities such as refraining from things that would get 

  promotion  focus      A self-regulation  

strategy that involves striving  for 

goals through  advancement and 

accomplishment.    

  prevention  focus      A self-regulation  

strategy that involves striving  for goals 

by fulfi l l ing  duties and obl igations.    
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in the way of studying,  such as playing video games or going out with friends.  Or,  you 

could do both activities.      

 You may ask,  Which is  the better strategy?  Well,  the answer to  that question 

depends on the outcome you are striving for.  While a promotion (but not a preven-

tion)  focus is related to higher levels of task performance,  organizational citizenship 

behaviour,  and innovation,  a prevention (but not a promotion)  focus is related to safety 

performance.  Ideally,  its probably best to be both promotion  and  prevention oriented.  56  

 Goal-setting theory is consistent with expectancy theory.  The goals can be considered 

the effortperformance linkin other words,  the goals determine what must be done.  

Feedback can be considered the performancereward relationship,  where the individuals 

efforts are recognized.  Finally,  the implication of goal setting is that the achievement of 

the goals will result in intrinsic satisfaction (and,  of course,  may be linked to external 

rewards).  

  Self-Efficacy Theory 

 The basic premise of   self-efficacy theory  ,  also known as  social cognitive theory  or  social 

learning theory ,  is that individuals beliefs in their ability to perform a task influence their 

behaviour.  57  The higher your self-efficacy,  the more confidence you have in your ability 

to succeed in a task.  So,  in difficult situations,  people with low self-efficacy are more 

likely to lessen their effort or give up altogether,  while those with high self-efficacy will 

try harder to master the challenge.  58   Self-efficacy can create a positive spiral in which 

those with high efficacy become more engaged in their tasks and then,  in turn,  increase 

performance,  which increases efficacy further.  59   Changes in self-efficacy over time are 

related to changes in creative performance as well.  60  Individuals high in self-efficacy 

also seem to respond to negative feedback with increased effort and motivation,  while 

those low in self-efficacy are likely to lessen their effort after negative feedback.  61   How 

can managers help their employees achieve high levels of self-efficacy?  By bringing 

goal-setting theory and self-efficacy theory together.    

 Goal-setting theory and self-efficacy theory dont compete:  they complement each 

other.  As  Exhibit   4-9     shows,  employees whose managers set difficult goals for them will 

have a higher level of self-efficacy,  and set higher goals for their own performance.  Why? 

Setting difficult goals for people communicates your confidence in them.  For example,  

  self-efficacy theory      Individuals  

bel iefs in  their abi l i ty to perform a 

task influence their behaviour.    

    EXHIBIT 4-9  Joint Effects of Goals and Self-Efficacy on  Performance 

Ind ividual  has
condence that g iven
level  of performance

wi l l  be atta ined
(self-efcacy)

Ind ividual  has
h igher level  of job

or task performance

Manager sets
di fcult,  specic

goal  for job or task

Individual  sets
higher personal

(self-set)  goal  for h is
or her performance

       Source:   Based  on  E.  A.  Locke and  G .  P.  Latham,   Bui ld ing  a  Practical ly Usefu l  Theory of Goal  Setting  

and  Task Motivation:  A 35-Year Odyssey,   American Psychologist ,  September 2002,  pp.   705   71 7  .   
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imagine that your boss sets a higher goal for you than for your co-workers.  How would 

you interpret this?  As long as you did not feel you were being picked on,  you would 

probably think,   Well,  I guess my boss thinks Im capable of performing better than others  .  

This idea sets in motion a psychological process in which you are more confident in 

yourself (higher self-efficacy)  and set higher personal goals,  performing better both in 

the workplace and outside it.   
 The researcher who developed self-efficacy theory,  Albert Bandura,  proposes four 

ways self-efficacy can be increased:  62  

        Enactive mastery.   Gaining relevant experience with the task or job.  If you have 

been able to do the job successfully in the past,  then you are more confident 

that you will be able to do it in the future.   

       Vicarious modelling.   Becoming more confident because you see someone else 

doing the task.  For example,  if your friend loses weight,  then it increases your 

confidence that you can lose weight,  too.  Vicarious modelling is most effective 

when you see yourself as similar to the person you are observing.   

       Verbal persuasion.   Becoming more confident because someone convinces you 

that you have the skills necessary to be successful.  Motivational speakers use 

this tactic.   

       Arousal.   An energized state,  so the person gets psyched up and performs 

better.  But if the task is something that requires a steady,  lower-key perspective 

(say,  carefully editing a manuscript) ,  arousal may in fact hurt performance.    

 The best way for a manager to use verbal persuasion is through the  Pygmalion effect  

or the  Galatea effect.   The Pygmalion effect is a form of self-fulfilling prophecy in which 

believing something can make it true.  For example,  sailors who were told convincingly 

that they would not get seasick while out at sea were in fact much less likely to do so.  63   

In another example,  teachers were told their students had very high IQ scores when,  

in fact,  they spanned a range from high to low.  Consistent with the Pygmalion effect,  

the teachers spent more time with the students they  thought  were smart,  gave them 

more challenging assignments,  and expected more of themall of which led to higher 

student self-efficacy and better grades.  64  Self-fulfilling prophecies have also been used 

to improve productivity in the workplace.  65   

 What are the OB implications of self-efficacy theory? Well,  its a matter of applying 

Banduras sources of self-efficacy to the work setting.  Training programs often make use 

of enactive mastery by having people practise and build their skills.  In fact,  the reason 

training works is because it increases self-efficacy.  66  Individuals with higher levels of self-

efficacy also appear to reap more benefits from training programs and are more likely to 

use their training on the job.  67  Intelligence and personality are absent from Banduras 

list but they can increase self-efficacy.  68   People who are intelligent,  conscientious,  

and emotionally stable are so much more likely to have high self-efficacy that some 

researchers argue that self-efficacy is less important than prior research would suggest.  69   

They believe it is partially a by-product in a smart person with a confident personality.  

Although Bandura strongly disagrees with this conclusion,  more research is needed.   

  Reinforcement Theory 

 Goal-setting is a cognitive approach,  proposing that an individuals purposes direct 

his or her actions.    Reinforcement theory  ,  in contrast,  takes a behaviouristic view,  

arguing that reinforcement conditions behaviour.  The two theories are clearly at odds 

philosophically.  Reinforcement theorists see behaviour as environmentally caused.  

You need not be concerned,  they would argue,  with internal cognitive events;  what 

controls behaviour is reinforcersany consequences that,  when immediately following 

responses,  increase the probability that the behaviour will be repeated.    

  reinforcement theory      A theory 

that says that behaviour is a function  

of i ts consequences.    
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 Reinforcement theory ignores the inner state of the individual and concentrates 

solely on what happens when he or she takes some action.  Because it does not concern 

itself with what initiates behaviour,  it is not,  strictly speaking,  a theory of motivation.  

But it does provide a powerful means of analyzing what controls behaviour,  and this is 

why we typically consider it in discussions of motivation.  70  

  Operant conditioning theory ,  probably the most relevant component of reinforcement 

theory for management,  argues that people learn to behave to get something they want 

or to avoid something they dont want.  Unlike reflexive or unlearned behaviour,  operant 

behaviour is influenced by the reinforcement or lack of reinforcement brought about 

by its consequences.  Therefore,  reinforcement strengthens a behaviour and increases 

the likelihood it will  be repeated.  71   

 B.F.  Skinner,  one of the most prominent advocates of operant conditioning,  argued 

that creating pleasing consequences to  follow specific forms of behaviour would 

increase the frequency of that behaviour.  He demonstrated that people will most likely 

engage in desired behaviours if they are positively reinforced for doing so;  that rewards 

are most effective if they immediately follow the desired behaviour;  and that behaviour 

that is not rewarded,  or is punished,  is less likely to be repeated.  We know a professor 

who places a mark by a students name each time the student makes a contribution 

to class discussions.  Operant conditioning scholars would argue that this practice is 

motivating because it conditions a student to expect a reward (earn class credit)  each 

time he or she demonstrates a specific behaviour (speaking up in class) .  The concept of 

operant conditioning was part of Skinners broader concept of   behaviourism   ,  which 

asserts that behaviour follows stimuli in a relatively unthinking manner.  Skinners form 

of radical behaviourism rejects feelings,  thoughts,  and other states of mind as causes of 

behaviour.  In short,  people learn to associate stimulus and response,  but their conscious 

awareness of this association is irrelevant.  72    

 You can see illustrations of operant conditioning everywhere that reinforcements 

are contingent on some action on your part.  Your instructor says that if you want a 

high grade in the course,  you must supply correct answers on the test.  A commissioned 

salesperson who wants to earn a high income must generate high sales in her territory.  

Of course,  the linkage can also teach individuals to engage in behaviours that work 

against the best interests of the organization.  Assume that your boss says that if you 

will work overtime during the next three-week busy season,  you will be compensated 

for it at the next performance appraisal.  However,  when performance appraisal time 

comes,  you find that you are given no positive reinforcement for your overtime work.  

The next time your manager asks you to work overtime,  you will probably decline!  Your 

behaviour can be explained by operant conditioning:  If a behaviour fails to be positively 

reinforced,  the probability that it will be repeated declines.  

  Methods of Shaping Behaviour 

 Behaviour can be shaped in four ways:  through positive reinforcement,  negative rein-

forcement,  punishment,  and extinction.  

 Following a response with something pleasant is called  positive reinforcement .  Following 

a response with the termination or withdrawal of something unpleasant is called  negative 

reinforcement .   Punishment  is causing an unpleasant condition in an attempt to eliminate 

an undesirable behaviour.  Eliminating any reinforcement that is maintaining a behav-

iour is called  extinction  .   Exhibit   4-10    presents examples of each type of reinforcement.  

Negative reinforcement should not be confused with punishment:  Negative reinforce-

ment strengthens a behaviour because it takes away an unpleasant situation.     

  Schedules of Reinforcement 

 While consequences have an effect on behaviour,  the timing of those consequences 

or reinforcements is also important.  The two major types of reinforcement schedules 

are  continuous   and  intermittent .  A   continuous reinforcement   schedule reinforces the 

  behaviourism      A theory that argues 

that behaviour follows stimul i  in  a 

relatively unthinking  manner.    

  continuous reinforcement      A 

desired behaviour is reinforced each  

and every time i t is demonstrated.    
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desired behaviour each and every time it is demonstrated.  Take,  for example,  the case 

of someone who has historically had trouble arriving at work on time.  Every time he 

is  not tardy,  his manager might compliment him on his desirable behaviour.  In an 

intermittent schedule,  on the other hand,  not every instance of the desirable behaviour 

is reinforced,  but reinforcement is given often enough to make the behaviour worth 

repeating.  Evidence indicates that the intermittent,  or varied,  form of reinforcement 

tends to promote more resistance to extinction than does the continuous form.  73     

 An   intermittent reinforcement   schedule can be of a ratio or interval type.  Ratio 

schedules depend on how many responses the subject makes.  The individual is rein-

forced after giving a certain number of specific types of behaviour.  Interval schedules 

depend on how much time has passed since the previous reinforcement.  With interval 

schedules,  the individual  is  reinforced on the first appropriate behaviour after a 

particular time has elapsed.  A reinforcement can also be classified as fixed or variable.  

When these factors are combined,  four types of intermittent schedules of reinforcement 

result:    fixed-interval schedule   ,    variable-interval schedule   ,    fixed-ratio schedule   ,  

and   variable-ratio schedule   .            

  Exhibit   4-11     summarizes the five schedules of reinforcement and their effects on 

behaviour.  

  intermittent reinforcement      A 

desired behaviour is reinforced often  

enough  to make the behaviour worth  

repeating,  but not every time i t is 

demonstrated.    

  fixed-interval  schedule      The 

reward is g iven  at fixed time intervals.    

  variable-interval  schedule      The 

reward  is g iven  at variable time 

intervals.    

  fixed-ratio  schedule      The reward 

is g iven  at fixed amounts of output.    

  variable-ratio  schedule      The 

reward is g iven  at variable amounts 

of output.    

    EXHIBIT 4-1 0  Types of Reinforcement           

  Reinforcement Type    Example  

 Positive reinforcement  A manager praises an  employee for a  job wel l  done.  

 Negative reinforcement  An  instructor asks a  question  and  a  student looks 

through  her lecture notes to avoid  being  cal led  on .  

She has learned  that looking  busi ly through  her notes 

prevents the instructor from  cal l ing  on  her.  

 Pun ishment  A manager g ives an  employee a  two-day suspension  

from  work without pay for showing  up drunk.  

 Extinction   An  instructor ignores students who ra ise their hands to 

ask questions.  Hand-raising  becomes extinct.  

    EXHIBIT 4-1 1   Schedules of Reinforcement           

  Reinforcement 
Schedule  

  Nature of 
Reinforcement    Effect on  Behaviour    Example  

 Continuous  Reward  g iven  after 

each  desired  behav-

iour 

 Fast learn ing  of new 

behaviour but rapid  

extinction  

 Compl iments 

 Fixed-interval   Reward  g iven  at 

fixed  time intervals 

 Average and  i rregular 

performance with  

rapid  extinction  

 Weekly paycheques 

 Variable-

interval  

 Reward  g iven  at 

 variable time inter-

vals 

 Moderately h igh  and  

stable performance 

with  slow extinction  

 Pop qu izzes 

 Fixed-ratio  Reward  g iven  

at fixed  amounts 

of output 

 H igh  and  stable 

performance attained  

qu ickly but a lso with  

rapid  extinction  

 Piece-rate pay 

 Variable-ratio  Reward  g iven  at 

 variable amounts 

of output 

 Very h igh  perfor-

mance with  slow 

extinction  

 Commissioned  sa les 
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 Although reinforcers such as pay can motivate people,  the process is  much more 

complicated than stimulusresponse.  In its pure form,  reinforcement theory ignores 

feelings,  attitudes,  expectations,  and other cognitive variables known to affect behaviour.  

Reinforcement is undoubtedly an important influence on behaviour,  but few scholars 

are prepared to argue that its the only one.  The behaviours you engage in at work and 

the amount of effort you allocate to each task are affected by the consequences that 

follow.  If you are consistently reprimanded for outproducing your colleagues,  you will 

likely reduce your productivity.  But we might also explain your lower productivity in 

terms of goals,  inequity,  or expectancies.     

  Responses to  the Reward  System   

  Olympic sports  that a re  judged  rather than  timed  are sometimes cri ticized  for what appears 

to be arbi trariness by the judges.  74  Mark McMorris,  one of the top-ranked  slopestylers in  the 

world ,  had  spent nearly two weeks trying to recover from  a  fractured  rib and  thought he turned  

in  a  good  performance during h is Olympic qua l i fication  round .  Then ,  he saw that the posted  

score d id  not match  h is expectations.  Wi th  a  score of 89.25,  he was ranked  seventh ,  wh ich  

meant that he wou ld  have to compete in  the semifina ls  to be able to make i t to the fina ls of the 

slopestyle event.  

 H e  was not happy wi th  h i s  score or the ou tcome.   I ts  pretty ri d icu lous,   sa id  McMorris 

afterward .   I ts a  judged  sport;  what can  you  do?  

 McMorris eventual ly went on  to win  the fi rst Olympic medal  for Canada  at the Soch i  Olympic 

Gamesa  bronze.  Whi le he was exci ted  to have won  a  medal ,  he was a lso surprised  that h is 

teammates Max Parrot and  Sebastien  Toutant,  who made i t to the fina l ,  d id  not.  The Canad ian  

slopestylers had  dominated  the sport for several  years.  However,  th is was the first time the event 

was held  in  the Olympics.  

  I ts  hard  to wrap your head  around  what (the judges)  rea l ly wanted  to see,   McMorris sa id .  

Kerry G i l lespie,  a  reporter for the  Toronto Star ,  wrote that  there are no defined  cri teria  on  how 

to score any of [the slopestyle performance] ,  or any way to parse out an  a th letes  ach ievement 

on  the ind ividual  elements.  There are three ra i l  sections and  three jumps on  the Olympic course.  

The score is  simply the judges  overa l l  impression .   

 Genera l ly,  ind ividua ls want to know how they wi l l  be judged ,  so that they know when  and  i f 

they wi l l  be rewarded.  The slopestylers are not push ing for clear standards in  judging,  however.  

They want to continue to be part of a  creative sport,  not one where the snowboarders simply 

copy one another to just do a  movement better.  Sti l l ,  outcomes that are not clear can  make the 

system  seem  unfair,  with  ind ividuals giving the best performances not getting the h ighest marks.  

When  ind ividua ls encounter unfa i rness in  rewards systems,  how do they respond?  

 To a large extent,  motivation theories are about rewards.  The theories suggest that indi-

viduals have needs and will  exert effort in order to have those needs met.  The needs 

theories specifically identify those needs.  Goal-setting and expectancy theories portray 

processes by which individuals act and then receive desirable rewards (intrinsic or 

extrinsic)  for their behaviour.  

 Three additional process theories ask us to consider how individuals respond to 

rewards.  Equity theory suggests that individuals evaluate and interpret rewards.  Fair 

process goes one step further,  suggesting that employees are sensitive to a variety of 

fairness issues in the workplace that extend beyond the reward system but also affect 

employee motivation.  Self-determination theory examines how individuals respond to 

the introduction of extrinsic rewards for intrinsically satisfying activities.  

  Equity Theory 

 Ainsley is a university student working toward a bachelors degree in finance.  In order to 

gain some work experience and increase her marketability,  she has accepted a summer 

 5  Describe why equity and  

fairness matter in  the 

workplace 
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internship in the finance department at a pharmaceutical company.  She is quite pleased 

with the pay:  $15  an hour is more than other students in her cohort were receiving for 

their summer internships.  At work she meets Josh,  a recent graduate of the same university 

working as a middle manager in the same finance department.  Josh makes $30 an hour.     
 On the job,  Ainsley could be described as a go-getter.  

She is  engaged,  satisfied,  and always  seems willing to 

help others.  Josh is  quite the opposite.  He often seems 

disinterested in his job and even has thoughts about quit-

ting.  When pressed one day about why he is  unhappy,  

Josh cites his pay as the main reason.  Specifically,  he tells 

Ainsley that,  compared with managers at other pharma-

ceutical companies,  he makes much less.  It isnt fair,  he 

complains.  I work just as hard as they do,  yet I  dont make 

as much.  Maybe I  should go work for the competition.     

 How could someone making $30 an hour be less satisfied with his pay than someone 

making $15  an hour and be less motivated as a result? The answer lies in   equity theory   

and,  more broadly,  in principles of organizational justice.  According to equity theory,  

employees compare what they get from their job (their outcomes, such as pay,  promo-

tions,  recognition,  or having the corner office)  to what they put into it (their inputs,  

such as effort,  experience,  and education) .  They take the ratio of their outcomes to 

their inputs and compare it to the ratio of others,  usually someone similar,  such as a 

co-worker or someone doing the same job.  This idea is illustrated in  Exhibit   4-12   .  If we 

believe our ratio to be equal to those with whom we compare ourselves,  a state of equity 

exists and we perceive the situation as fair.  J.  Stacy Adams proposed that this negative 

state of tension provides the motivation to do something to correct it.  75      

  To  Whom Do We Compare Ourselves? 

 The referent that an employee selects when making comparisons adds to the complexity 

of equity theory.  76   There are four referent comparisons that an employee can use:  

        Self-inside.   An employees experiences in a different position inside his or her 

current organization.   

       Self-outside.   An employees experiences in a situation or position outside his or 

her current organization.   

  equity theory      A theory that asserts 

that individuals compare their job 

inputs and outcomes with  those of 

others and then  respond to el iminate 

any inequities.    

    EXHIBIT 4-1 2   Equity Theory       

Person  1

Inequity,  underrewarded

Equity

Inequity,  overrewarded

Ratio of Output to Input Person 1 s Perception

Person  2

Person  1

Person  2

Person  1

Person  2

 How important is 

fairness to you? 

     Simulate  on  MyManagementLab

Motivation  
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       Other-inside.   Another individual or group of individuals inside the employees 

organization.   

       Other-outside.   Another individual or group of individuals outside the employ-

ees organization.    

 Employees  might compare themselves  with friends,  neighbours,  co-workers,  

colleagues in other organizations.  Alternatively,  they might compare their present job 

with previous jobs they have had.  Which referent an employee chooses will be influenced 

by the information the employee holds about referents,  as well as by the attractiveness 

of the referent.   Case IncidentEquity and Executive Pay  on page  1 61   considers whether 

executive compensation is equitable when compared with the pay of the average worker.   

  What Happens When  We Feel  Treated  Inequitably?    

 Based on equity theory,  employees who perceive an inequity will  make one of six 

choices.  77  

        Change their inputs   (exert less effort if underpaid,  

or more if overpaid) .   

       Change their outcomes   (individuals paid on a piece-

rate basis can increase their pay by producing a 

higher quantity of units of lower quality) .   

       Adjust perceptions of self  (I  used to think I  worked 

at a moderate pace,  but now I  realize I  work a lot 

harder than everyone else.)   

       Adjust perceptions of others   (Mikes job isnt as desirable as I  thought.)   

       Choose a different referent  (I  may not make as much as my brother-in-law,  but 

Im doing a lot better than my Dad did when he was my age.)   

       Leave the field   (quit the job) .       

  RESEARCH  FINDINGS:  I n equ i tab l e  Pay 

 Some of these propositions have been supported,  but others have not.  78  

First,  inequities created by overpayment do not seem to significantly affect 

behaviour in most work situations.  So dont expect an employee who feels overpaid to 

give back part of her salary or put in more hours to make up for the inequity.  Although 

individuals may sometimes perceive that they are overrewarded,  they restore equity by 

rationalizing their situation (Im worth it because I  work harder than everyone else) .  

Second,  not everyone is equity-sensitive.  79   A few actually prefer outcomeinput ratios 

lower than the referent comparisons.  Predictions from equity theory are not likely to 

be very accurate with these benevolent types.  

  Fair Process and  Treatment   

 Although not all of equity theorys propositions have held up,  the hypothesis served as an 

important precursor to the study of   organizational justice   ,  or more simply fairness,  in 

the workplace.  80  Organizational justice is concerned more broadly with how employees 

feel authorities and decision-makers at work treat them.  For the most part,  employees 

evaluate how fairly they are treated along four dimensions,  shown in  Exhibit   4-13    .     

   Distributive justice    is concerned with the fairness of the outcomes,  such as pay 

and recognition,  that employees receive.  Outcomes can be allocated in many ways.  For 

example,  we could distribute raises equally among employees,  or we could base them 

on which employees need money the most.  However,  as the earlier discussion on equity 

 6  Demonstrate how 

organizational  justice is  

a refinement of equity 

theory.  

  distributive justice      Perceived 

fairness of the amount and al location  

of rewards among individuals.    

  organizational  justice      An  

overal l  perception  of what is fair in  the 

workplace,  composed of distribu-

tive,  procedural ,  informational,  and 

interpersonal  justice.    

 What can  you  do 

i f you  think your 

salary is unfair? 
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theory suggests,  employees tend to perceive their outcomes are fairest when they are 

distributed equitably.    

 Does the same logic apply to teams? At first glance,  it would seem that distributing 

rewards equally among team members is best for boosting morale and teamworkthat 

way,  no one is favoured more than another.  A recent study of National Hockey League 

teams suggests otherwise.  Differentiating the pay of team members on the basis of their 

inputs (how well they performed in games)  attracted better players to the team,  made 

it more likely they would stay,  and increased team performance.  81   

 The way we have described things so far,  it would seem that distributive justice and 

equity are gauged in a rational,  calculative way as individuals compare their outcome

input ratios to others.  But the experience of justice,  and especially injustice,  is often not 

so cold and calculated.  Instead,  people base distributive judgments on a feeling or an 

emotional reaction to the way they think they are being treated relative to others,  and 

their reactions are often hot and emotional as well.  82  

 Although employees care a lot about  what  outcomes are distributed (distributive 

justice) ,  they also care a lot about  how   outcomes are distributed.  While distribu-

tive justice looks at  what  outcomes are allocated,    procedural justice    examines  how   

outcomes are allocated.  83   What makes procedures more or less fair?  There are several 

factors.  For one,  employees perceive that procedures are fairer when they are given a say 

  procedural  justice      The perceived 

fairness of the process used to deter-

mine the distribution  of rewards.    

    EXHIBIT 4-1 3   Model  of Organizational  Justice       

Organizational  Justice

Denition :  overal l  perception

of what i s  fa i r in  the workplace

Example:  I  th ink th is i s  a  fa i r

place to work.

Distributive Justice

Denition :  perceived  fa irness of outcome

Example:  I  got the pay ra ise I  deserved.

Informational  Justice

Procedural  Justice

Interpersonal  Justice

Denition :  perceived  fa irness of process

used  to determine outcome

Example:  I  had  input into the process

used  to g ive ra ises and  was g iven  a

good  explanation  of why I  received

the ra ise I  d id .

Denition :  perceived  truthfu lness of

explanations for decisions

 

Example:  The ra ise I  received  was lower

than  I  had  hoped,  but my manager

expla ined  that department cutbacks

were the reason.

Denition :  perceived  degree to which

one is  treated  with  d ign ity and  respect

Example:  When  tel l ing  me about my

raise,  my supervisor was very n ice

and  compl imentary.
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in the decision-making process.  Having direct influence over how decisions are made,  or 

at the very least being able to present your opinion to decision makers,  creates a sense of 

control and makes us feel empowered  (we discuss empowerment more in  Chapter   8    )  .  

Employees also perceive that procedures are fairer when decision makers follow several 

rules.  These include making decisions in a consistent manner (across people and over 

time),  avoiding bias (not favouring one group or person over another) ,  using accurate 

information,  considering the groups or people their decisions affect,  acting ethically,  

and remaining open to appeals or correction.    

 It turns out that procedural and distributive justice combine to influence peoples 

perceptions of fairness.  If outcomes are favourable and individuals get what they want,  

they care less about the process,  so procedural justice does not matter as much when 

distributions are perceived to be fair.  Its when outcomes are unfavourable that people 

pay close attention to the process.  If the process is judged to be fair,  then employees 

are more accepting of unfavourable outcomes.  84  Why is this the case?  Its likely that 

employees believe that fair procedures,  which often have long-lasting effects,  will even-

tually result in a fair outcome,  even if the immediate outcome is unfair.  Think about 

it.  If you are hoping for a raise and your manager informs you that you did not receive 

one,  you will probably want to know how raises were determined.  If it turns out that 

your manager allocated raises based on merit,  and you were simply outperformed by 

a co-worker,  then you are more likely to accept your managers decision than if raises 

were based on favouritism.  Of course,  if you get the raise in the first place,  then you will 

be less concerned with how the decision was made.  

 Beyond outcomes and procedures,  research has shown that employees care about two 

other types of fairness that have to do with the way they are treated during interactions 

with others.  The first type is   informational justice   ,  which reflects whether managers 

provide employees with explanations for key decisions and keep them informed of 

important organizational matters.  The more detailed and candid managers are with 

employees,  the more fairly treated those employees feel.    

 Although it may seem obvious that managers should be honest with their employees 

and not keep them in the dark about organizational  matters,  many managers are 

hesitant to share information.  This is especially the case with bad news,  which is uncom-

fortable for both the manager delivering it and the employee receiving it.  For example,  

managers may fail to provide an adequate explanation for bad news such as a layoff or 

temporary pay cut out of a fear of being blamed,  worries about making the situation 

worse,  or concerns about triggering legal action.  85   In fact,  research has linked the  absence   

of explanations to increased litigation intentions by employees who have been laid off.  86  

Explanations for bad news are beneficial when they take the form of post hoc excuses (I 

know this is bad,  and I  wanted to give you the office,  but it wasnt my decision)  rather 

than justifications (I decided to give the office to Sam,  but having it isnt a big deal) .  87   
 The second type of justice relevant to interactions between managers and employees 

is   interpersonal justice  ,  which reflects whether employees are treated with dignity and 

respect.  Compared with the three other forms of justice we have discussed,  interpersonal 

justice is unique in that it can occur in everyday interactions between managers and 

employees.  88  This quality allows managers to take advantage of (or miss out on)  oppor-

tunities to make their employees feel fairly treated.  Many managers may view treating 

employees politely and respectfully as too soft, choosing more aggressive tactics out of 

a belief that doing so will be more motivating.  Although displays of negative emotions 

such as anger may be motivating in some cases,  89   managers sometimes take this too far.      

 How much does justice really matter to employees?  A great deal,  as it turns out.  

When employees feel fairly treated,  they respond in a number of positive ways.  All 

four types of justice discussed in this section have been linked to higher levels of task 

performance and organizational citizenship behaviours (such as helping co-workers)  

as well as lower levels of counterproductive behaviours (such as shirking job duties) .  

Distributive and procedural justice are more strongly associated with task performance,  

  informational  justice      The degree 

to which  employees are provided 

truthful  explanations for decisions.    

  interpersonal  justice      The degree 

to which  employees are treated with  

dignity and respect.    

     

P I A

PERSONAL INVENTORY ASSESSMENT

Learn About Yourself 

Workplace Discipline Indicator 

M04_LANG7855_07_SE_C04. indd   1 50 2/6/1 5   5:46 PM



Chapter 4  Theori es  of  Moti vation  1 51

while informational and interpersonal justice are more strongly associated with orga-

nizational citizenship behaviour.  Even more physiological outcomes,  such as how well 

employees sleep and the state of their health,  have been linked to fair treatment.  90  Why 

does justice have these positive effects?  First,  fair treatment enhances commitment to 

the organization and makes employees feel it cares about their well-being.  In addition,  

employees who feel fairly treated trust their supervisors more,  which reduces uncer-

tainty and fear of being exploited by the organization.  Finally,  fair treatment elicits 

positive emotions,  which in turn prompts behaviours like organizational citizenship 

behaviour.  91   The  Experiential Exercise   on page  1 60  helps you understand how managers 

can foster fairness in the workplace based on the four types of organizational justice.  

 Studies suggest that managers are indeed motivated to foster employees percep-

tions of justice because they wish to ensure compliance,  maintain a positive identity,  

and establish fairness at work.  92  To enhance perceptions of justice,  they should realize 

that employees are especially sensitive to unfairness in procedures when bad news has 

to be communicated (that is,  when distributive justice is  low) .  Thus,  its  especially 

important to  openly share information about how allocation decisions are made,  

follow consistent and unbiased procedures,  and engage in similar practices to increase 

the perception of procedural justice.  However,  it may be that managers are constrained 

in how much they can affect distributive and procedural  justice because of formal 

organizational policies or cost constraints.  Interpersonal and informational justice are 

less likely to be governed by these mechanisms,  because providing information and 

treating employees with dignity are practically free.  In such cases,  managers wishing 

to promote fairness could focus their efforts more on informational and interpersonal 

justice.  93   

 Despite all attempts to enhance fairness,  perceived injustices are still likely to occur.  

Fairness is often subjective;  what one person sees as unfair,  another may see as perfectly 

appropriate.  In general,  people see allocations or procedures favouring themselves as 

fair.  94  So,  when addressing perceived injustices,  managers need to focus their actions 

on the source of the problem.  In addition,  if employees feel they have been treated 

unjustly,  having opportunities to express their frustration has been shown to reduce 

their desire for retribution.  95    

  Self-Determination  Theory   

 Its strange,  said Marcia.  I started work at the Humane Society as a volunteer.  I  put in 

15  hours a week helping people adopt pets.  And I  loved coming to work.  Then,  three 

months ago,  they hired me full-time at $11  an hour.  Im doing the same work I  did 

before.  But Im not finding it nearly as much fun.  

 Does Marcias reaction seem counterintuitive?  There is  an explanation for it.  Its 

called   self-determination theory  ,  which proposes that people prefer to feel they have 

control over their actions,  so anything that makes a previously enjoyed task feel more 

like an obligation than a freely chosen activity will  undermine motivation.  96  Much 

research on self-determination theory in OB has focused on   cognitive evaluation 

theory  ,  which hypothesizes that extrinsic rewards will reduce intrinsic interest in a task.  

When people are paid for work,  it feels less like something they  want  to do and more 

like something they  have  to do.  Self-determination theory also proposes that in addition 

to being driven by a need for autonomy,  people seek ways to achieve competence and 

positive connections to others.  A large number of studies support self-determination 

theory.  97  Its major implications relate to work rewards.      

  Extrinsic  vs.  Intrinsic  Rewards 

 Historically,  motivation theorists have generally assumed that intrinsic motivators are 

independent of extrinsic motivators.  That is,  the stimulation of one would not affect the 

other.  But cognitive evaluation theory suggests otherwise.  It argues that when extrinsic 

 7  Apply the predictions 
of sel f-determination  

theory to intrinsic and  

extrinsic rewards.  

  self-determination  theory      A 

theory of motivation  that is concerned 

with  the beneficial  effects of intrinsic 

motivation  and the harmful  effects of 

extrinsic motivation.    

  cognitive evaluation  theory 

    Offering  extrinsic rewards (for 

example,  pay)  for work effort that was 

previously rewarding  intrinsical ly wi l l  

tend to decrease the overal l  level  of a 

persons motivation.    
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rewards are used by organizations as payoffs for superior performance,  the intrinsic 

rewards,  which are derived from individuals doing what they like,  are reduced.  

 When organizations use extrinsic rewards as  payoffs for superior performance,  

employees feel they are doing a good job less because of their own intrinsic desire to 

excel than because that is what the organization wants.  Eliminating extrinsic rewards 

can also shift an individuals perception of why she works on a task from an external to 

an internal explanation.  If you are reading a novel a week because your contemporary 

literature instructor requires you to,  you can attribute your reading behaviour to an 

external source.  However,  if you find yourself continuing to read a novel a week when 

the course ends,  your natural inclination is to say,  I must enjoy reading novels,  because 

Im still reading one a week!   

 Studies examining how extrinsic rewards increase motivation for creative tasks 

suggest that we might need to  place cognitive evaluation theorys predictions into 

a broader context.  98   Goal  setting is  more effective in improving motivation,  for 

instance,  when we provide rewards for achieving the goals.  The original  authors of 

self- determination theory acknowledge that extrinsic rewards such as verbal praise and 

feedback about competence can improve intrinsic motivation under specific circum-

stances.  Deadlines and specific work standards do,  too,  if people believe they are in 

control of their behaviour.  99   

 Making extrinsic rewards specifically contingent on creative performance,  rather 

than more broadly on routine performance,  can enhance rather than undermine 

creativity.  Again,  like deadlines and specific work standards,  the benefits of extrinsic 

rewards for creativity seem to hold only if individuals have control over the task or the 

reward.  100  These findings are consistent with the central theme of self-determination 

theory:  Rewards and deadlines diminish motivation if people see them as coercive or 

controlling.  

 What does self-determination theory suggest for providing rewards?  If a senior sales 

representative really enjoys making the deal,  a commission indicates she has been doing 

a good job and increases her sense of competence by providing feedback that could 

improve intrinsic motivation.  On the other hand,  if a computer programmer values 

writing code because she likes to solve problems,  a reward for working to an externally 

imposed standard she does not accept,  such as writing a certain number of lines of code 

every day,  could feel coercive,  and her intrinsic motivation would suffer.  She would be 

less interested in the task and might reduce her effort.  

 A recent outgrowth of cognitive evaluation research is   self-concordance   ,  which 

considers how strongly peoples reasons for pursuing goals are consistent with their 

interests and core values.  101   If individuals pursue goals because of intrinsic interest,  

they are more likely to attain their goals,  and are happy even if they do not attain them.  

Why? Because the process of striving toward them is fun.  In contrast,  people who pursue 

goals for extrinsic reasons (money,  status,  or other benefits)  are less likely to attain their 

goals and are less happy even when they do achieve them.  Why? Because the goals are 

less meaningful to them.  102  OB research suggests that people who pursue work goals 

for intrinsic reasons are more satisfied with their jobs,  feel like they fit into their orga-

nizations better,  and may perform better.  103   Research also suggests that in cases where 

people do  not  enjoy their work for intrinsic reasons (those who work because they feel 

obligated to do so)  can still  perform well,  although they experience higher levels of 

strain as a result.  104    

 What does all of this mean? For individuals,  it means choose your job for reasons 

other than extrinsic rewards.  For organizations,  it means managers should provide 

intrinsic as well as extrinsic incentives.  They need to make the work interesting,  provide 

recognition,  and support employee growth and development.  Employees who feel that 

what they do is within their control and a result of free choice are likely to be more 

motivated by their work and committed to their employers.  105     

  self-concordance      The degree to 

which  a persons reasons for pursuing  

a goal  are consistent with  the persons 

interests and core values.    
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  I ncreasing I ntrinsic  Motivation 

 Our discussion of motivation theories and our discussion of how to apply motiva-

tion theories in the workplace has focused more on improving extrinsic motivation.  

Professor Kenneth Thomas of the Naval Postgraduate School in Monterey,  California,  

developed a model of intrinsic motivation that draws from the job characteristics model  

(see  Chapter   5    )   and cognitive evaluation theory.  106  He identified four key rewards that 

increase an individuals intrinsic motivation:  

        Sense of choice.   The opportunity to select what one will do and perform the way 

one thinks best.  Individuals can use their own judgment to carry out the task.   

       Sense of competence.   The feeling of accomplishment for doing a good job.  

Individuals are more likely to feel a sense of accomplishment when they carry 

out challenging tasks.   

       Sense of meaningfulness.   The opportunity to pursue worthwhile tasks.  

Individuals feel good about what they are doing and believe that what they 

are doing matters.   

       Sense of progress.   The feeling of accomplishment that one is making prog-

ress on a task,  and that it is moving forward.  Individuals feel that they are 

spending their time wisely in doing their jobs.    

 Thomas also identified four sets of behaviours managers can use to build intrinsic 

rewards for their employees:  

        Leading for choice.   Empowering employees and delegating tasks.   

       Leading for competence.   Supporting and coaching employees.   

       Leading for meaningfulness.   Inspiring employees and modelling desired 

 behaviours.   

       Leading for progress.   Monitoring and rewarding employees.    

  Exhibit   4-14    describes what managers can do to increase the likelihood that intrinsic 

rewards are motivational.     

    EXHIBIT 4-1 4  Building Blocks for Intrinsic Rewards 

  Delegated  authority

  Trust in  workers

  Security (no punishment) for honest mistakes

  A clear purpose

  Information

  A noncynical  cl imate

  Clearly identied  passions

  An  exciting  vision

  Relevant task purposes

  Whole tasks

Leading for Choice

Leading for Meaningfulness

  Knowledge

  Positive feedback

  Ski l l  recognition

  Challenge

  H igh, noncomparative standards

  A col laborative cl imate

  Milestones

  Celebrations

  Access to customers

  Measurement of improvement

Leading for Competence

Leading for Progress

       Source:   From  Intrinsic Motivation  at Work:  Bui ld ing  Energy and  Commitment.  Copyright  K.  Thomas.  

1 997.  Berrett-Koehler Publ ishers Inc. ,  San  Francisco,  CA.  Al l  rights reserved.   www.bkconnection.com  .   
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  Motivation  for Whom?   
 An ongoing debate among organizational behaviour scholars is,  Who benefits from 

the theories of motivation? 107  Some argue that motivation theories are only intended 

to  help managers get more productivity out of employees,  and are little concerned 

with employees beyond improvements in productivity.  Thus,  needs theories,  process 

theories,  and theories concerned with fairness could be interpreted not as ways to help 

employees get what they want or need,  but rather as means to help managers get what 

they want from employees.  In his review of meaningful work literature,  professor 

Christopher Michaelson of New York University Stern finds that researchers propose 

that organizations have a moral obligation to provide employees with free choice to 

enter,  honest communication,  fair and respectful treatment,  intellectual challenge,  

considerable independence to determine work methods,  democratic participation in 

decision making,  moral development,  due process and justice,  nonpaternalism,  and 

fair compensation.  108  

 Michaelson suggests that scholars concerned with meaningful work should focus on 

the conditions of the workplace and improving those conditions.  He also suggests that 

researchers have a moral obligation to make workplaces better for employees.  While 

productivity may be a by-product of better work conditions,  the important thing is for 

employers to treat employees well,  and to consider the needs of employees as an end 

in itself.  By contrast,  he argues,  mainstream motivation theory does not consider the 

moral obligation of employers to their employees,  but it does consider ways to ensure 

employees are more productive.  

 While this debate is not easily resolved,  and may well guide the elaboration of moti-

vation theories in years to come,  it does inspire a provocative analysis of why employers 

provide the workplace conditions they do.  

  Putting I t Al l  Together   

 While its always dangerous to synthesize a large number of complex ideas into a few 

simple guidelines,  the following suggestions summarize the essence of what we know 

about motivating employees in organizations:  

        Recognize individual differences.   Employees have different needs and should 

not be treated alike.  Managers should spend the time necessary to understand 

what is important to each employee and then align goals,  level of involve-

ment,  and rewards with individual needs.   

       Use goals and feedback.   Employees should have challenging,  specific goals,  as 

well as feedback on how well they are doing in pursuit of those goals.   

       Allow employees to participate in decisions that affect them.   Employees should 

contribute to a number of decisions that affect them:  setting work goals,  

choosing their own benefits packages,  solving productivity and quality prob-

lems,  and the like.  Doing so can increase employee productivity,  commitment 

to work goals,  motivation,  and job satisfaction.   

       When giving rewards,  be sure that they reward desired performance.   Rewards 

should be linked to the type of performance expected.  Its important that 

employees perceive a clear linkage.  How closely rewards are actually correlated 

to performance criteria is less important than the perception of this relation-

ship.  If individuals perceive this relationship to be low,  the results will  be low 

performance,  a decrease in job satisfaction,  and an increase in turnover and 

absenteeism.   

       Check the system for equity.   Employees should be able to perceive rewards 

as equating with the inputs they bring to the job.  At a simplistic level,  this 

 8  Discuss the eth ics 

behind  motivation  

 theories.  

 9  Summarize the essence 

of what we know about 

motivating  employees.  
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means that experience,  skills,  abilities,  effort,  and other obvious inputs should 

explain differences in performance and,  hence,  pay,  job assignments,  and 

other obvious rewards.      

  GLOBAL IMPLICATIONS 

 Most current motivation theories were developed in the United States and 

Canada.  109   Goal-setting and expectancy theories emphasize goal accomplish-

ment as well as rational and individual thoughtcharacteristics consistent 

with Canadian and American culture.  Lets look at several motivation theories and 

consider their cross-cultural transferability.  

  Needs Theories 

 Maslows needs theory says people start at the physiological level and progress up the 

hierarchy to safety,  social (belonging) ,  self-esteem,  and self-actualization needs.  This 

hierarchy,  if it applies at all,  aligns with Canadian and US culture.  In Japan,  Greece,  and 

Mexico,  where uncertainty-avoidance characteristics are strong,  security needs would 

be on top of the hierarchy.  Countries that score high on nurturing characteristics

Denmark,  Sweden,  Norway,  the Netherlands,  and Finlandwould have social needs 

on top.  110  Group work will motivate employees more when the countrys culture scores 

high on the nurturing criterion.  

 The view that a high achievement need acts as an internal motivator presupposes 

two cultural characteristicswillingness to accept a moderate degree of risk (which 

excludes countries with strong uncertainty avoidance characteristics)  and concern with 

performance (which applies to countries with strong achievement characteristics) .  This 

combination is found in Anglo-American countries such as the United States,  Canada,  

and Great Britain 111   and much less so in Chile and Portugal.   

  Goal  Setting 

 Setting specific,  difficult,  individual goals may have different effects in different cultures.  

Most goal-setting research has been done in the United States and Canada,  where 

individual achievement and performance are most highly valued.  To date,  research has 

not shown that group-based goals are more effective in collectivistic than in individu-

alistic cultures.  There is evidence that in collectivistic and high power-distance cultures,  

achievable moderate goals can be more highly motivating than difficult ones.  112  Finally,  

assigned goals appear to generate greater goal commitment in high rather than low 

power-distance cultures.  113   Much more research is needed to assess how goal constructs 

might differ across cultures.   

  Equity Theory and  Fairness 

 Equity theory has gained a strong following in Canada and the United States because 

the reward systems assume that employees are highly sensitive to equity in reward 

allocations and equity is meant to closely tie pay to performance.  

 Meta-analytic evidence shows individuals in both individualistic and collectivistic 

cultures prefer an equitable distribution of rewards over an equal division (everyone gets 

paid the same regardless of performance).  114  Across nations,  the same basic principles 

of procedural justice are respected,  and workers around the world prefer rewards based 

on performance and skills over rewards based on seniority.  115  However,  in collectivistic 

cultures employees expect rewards to reflect their individual needs as well as their perfor-

mance.  116   Other research suggests that inputs and outcomes are valued differently in 
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various cultures.  117  Some cultures emphasize status over individual achievement as a basis 

for allocating resources.  Materialistic cultures are more likely to see cash compensation 

and rewards as the most relevant outcomes of work,  whereas relational cultures will see 

social rewards and status as important outcomes.  International managers must consider 

the cultural preferences of each group of employees when determining what is fair in 

different contexts.   

  I ntrinsic  and  Extrinsic  Motivation 

 A recent study found interesting differences in managers  perceptions of employee 

motivation.  118  The study examined managers from three distinct cultural regions:  North 

America,  Asia,  and Latin America.  The results of the study revealed that North American 

managers perceive their employees as being motivated more by extrinsic factors (for 

example,  pay)  than intrinsic factors (for example,  doing meaningful  work) .  Asian 

managers perceive their employees as being motivated by both extrinsic and intrinsic 

factors,  while Latin American managers perceive their employees as being motivated 

by intrinsic factors.  

 Even more interesting,  these differences affected evaluations of employee perfor-

mance.  As  expected,  Asian managers  focused on both types  of motivation when 

evaluating their employees  performance,  and Latin American managers  focused 

on intrinsic motivation.  Oddly,  North American managers,  though believing that 

employees  are motivated primarily by extrinsic factors,  actually focused more on 

intrinsic factors  when evaluating employee performance.  Why the paradox?  One 

explanation is that North Americans value uniqueness,  so  any deviation from the 

normsuch as being perceived as being unusually high in intrinsic motivationis 

rewarded.  

 Latin American managers focus on intrinsic motivation when evaluating employees 

may be related to a cultural norm termed  simpata  ,  a tradition that compels employees 

to display their internal feelings.  Consequently,  Latin American managers are more 

sensitized to  these displays  and can more easily notice their employees  intrinsic 

motivation.   

  Cross-Cultural  Consistencies 

 Dont assume that there are  no   cross-cultural consistencies.  The desire for interesting 

work seems important to almost all  employees,  regardless of their national culture.  

In a study of 7  countries,  employees in Belgium,  Britain,  Israel,  and the United States 

ranked work number 1  among 11  work goals,  and employees in Japan,  the Netherlands,  

and Germany ranked it either second or third.  119   In a study comparing job-preference 

outcomes among graduate students  in the United States,  Canada,  Australia,  and 

Singapore,  growth,  achievement,  and responsibility had identical rankings as the top 

three.  1 20  Meta-analytic evidence shows that individuals in both individualistic and 

collectivistic cultures prefer an equitable distribution of rewards (the most effective 

employees get paid the most)  over an equal division (everyone gets paid the same 

regardless of performance) .  121   Across nations,  the same basic principles of procedural 

justice are respected,  and employees around the world prefer rewards based on perfor-

mance and skills over rewards based on seniority.  122       
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     Summary 
 The motivation theories in this chapter differ in their predictive strength.  Maslows 

hierarchy of needs,  Herzbergs two-factor theory,  and McClellands theory of needs focus 

on needs.  None of these theories has found widespread support,  although support for 

McClellands is the strongest,  particularly regarding the relationship between achieve-

ment and productivity.  Expectancy theory can be helpful,  but it assumes that employees 

have few constraints on decision making,  such as bias or incomplete information,  

which limits its applicability.  Goal-setting theory can be helpful but does not cover 

absenteeism,  turnover,  or job satisfaction.  Reinforcement theory can be helpful,  but 

not regarding employee satisfaction or the decision to quit.  Equity theorys strongest 

legacy is that it provided the spark for research on organizational justice,  which has 

more support in the literature.  Self-determination theory and cognitive evaluation 

theory have merits to consider.   

 LESSONS LEARNED 

       Recognize individual 

 differences.   

      Goals and feedback help 

motivate individuals.   

      Rewards signal what is 

 important to the employer 

(or leader) .    

  SNAPSHOT SUMMARY 

  What Is Motivation? 

  Needs Theories of Motivation 

   Maslows H ierarchy of Needs Theory 

   MotivationHygiene Theory 

   McClel lands Theory of Needs 

   Summarizing  Needs Theories   

  Process Theories of Motivation 

   Expectancy Theory 

   Goal-Setting  Theory 

   Sel f-Efficacy Theory 

   Reinforcement Theory  

  Responses to the Reward System 

   Equity Theory 

   Fa i r Process and  Treatment 

   Sel f-Determination  Theory 

   Increasing  I ntrinsic Motivation   

  Motivation for Whom? 

   Putting  I t Al l  Together      

 Study,  practise,  and explore real  business situations with  these helpful  resources:  

       Study Plan:  Check your understanding  of chapter concepts with  self-study quizzes.   

      Online Lesson Presentations:  Study key chapter topics and work through  

interactive assessments to test your knowledge and master management 

concepts.   

      Videos:  Learn  more about the management practices and strategies of real  companies.   

      Simulations:  Practise management decision-making  in  simulated business environments.    

 MyManagementLab 

P I A
PERSONAL  

INVENTORY 

ASSESSMENT
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  for Review 

    1 .    What are the three key elements 

of motivation?   

   2.    What are some early theories of 

motivation?  How appl icable are 

they today?   

   3.    What are the key tenets of expec-

tancy theory?   

   4.    What are the key principles of 

goal-setting  theory,  self-efficacy 

theory,  and  reinforcement  theory?   

   5.    Why do equity and  fa i rness mat-

ter in  the workplace?   

   6.    How is organ izational  justice a  

refinement of equity theory?   

   7.    How do the predictions of sel f-

determination  theory apply to 

in trinsic and  extrinsic rewards?   

   8.    What are some of the eth ical  

i ssues with  motivation  theories?   

   9.    What i s  the  essence  of  what 

we  know about moti vati ng  

employees?     

  for Managers 

   Consider goal-setting  theory:  

C lear and  d i fficu lt goals often  lead  

to h igher levels of employee pro-

ductivi ty.   

   Consider how reinforcement theory 

appl ies to the qual i ty and  quan-

tity of work,  persistence of effort,  

absenteeism,  tard iness,  and  acci -

dent rates.   

   Consult equity theory to help  

you  understand  productivi ty,  sat-

isfaction,  absence,  and  turnover 

 variables.   

   Expectancy theory offers a  pow-

erful  explanation  of performance 

variables such  as employee produc-

tivity,  absenteeism,  and  turnover.     

  for You 

   Dont th ink of motivation  as some-

th ing  that should  be done for you.  

Th ink about motivating  others 

and  yourself as wel l .  How can  you  

motivate yourself?  After fin ish ing  

a  particu larly long  and  dry chapter 

in  a  text,  you  could  take a  snack 

break.  Or you  might buy yourself 

a  new a lbum  once that major 

accounting  assignment i s  fin ished.   

   Be aware of the kinds of th ings 

that motivate you,  so you  can  

choose jobs and  activi ties that su it 

you  best.   

   When  working  in  a  group,  keep in  

m ind  that you  and  the other mem-

bers can  th ink of ways to make 

sure everyone feels motivated  

throughout the project.         

at

Work 
  OB
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 Of course th is i s  a  true statement.  1 23   Goal-setting  theory 

i s  one of  the   best-supported  theories in  a l l  the motiva-

tion  l i terature.  Study after study has consistently shown  

the benefits of goals.  Want to excel  on  a  test,  lose a  cer-

tain  amount of weight,  obtain  a  job with  a  particu lar in-

come level ,  or improve your golf game?  I f you  want to be 

a  h igh  performer,  merely set a  specific,  d i fficu lt goal  and  

let nature take i ts course.  That goal  wi l l  dominate your 

attention,  cause you  to focus,  and  make you  try harder.  

 Al l  too often,  people are told  by others to simply  do 

their best.   Could  anyth ing  be more vague?  What does 

 do your best  actual ly mean?  Maybe you  feel  that your 

 best  on  one day i s  to muster a  grade of 50 percent on  

an  exam,  whi le  your  best  on  another day i s  an  80.  But 

i f you  were g iven  a  more d i fficu lt goalsay,  to score a  95  

on  the examand  you  were committed  to that goal ,  you  

would  u l timately perform  better.  

 Edwin  Locke and  Gary Latham,  the  researchers best 

known  for goal -setting  theory,  put i t best when  they 

sa id :   The effects of goal  setting  are very rel iable.   

In  short,  goal -setting  theory i s  among  the  most va l id  

and  practica l  theories of motivation  in  organ izational  

 psychology.   

    Sure,  a  lot of research  has shown  the benefits of goal  

setting,  but those studies ignore the harm  that i s  often  

done by i t.  For one,  how often  have you  set a   stretch  

goal ,  on ly to see yourself later fa i l?  Goals create anxiety 

and  worry about reach ing  them,  and  they often  create 

unreal istic expectations as wel l .  Imagine those who had  

set a  goal  to earn  a  promotion  in  a  certain  period  of time 

(a  specific,  d i fficu lt goal ),  on ly to find  themselves la id  off 

once the recession  h i t.  Or how about those who envi-

sioned  a  reti rement of leisure yet were forced  to take on  

a  part-time job or delay reti rement a l together in  order to 

continue to make ends meet.  When  too many th ings are 

out of our control ,  our d i fficu lt goals become impossible.  

 Consider th is:  Goals can  lead  to uneth ical  behaviour 

and  poorer performance.  How many reports have you  

heard  over the years about teachers who  fudged  stu-

dents  test scores in  order to ach ieve educational  stan-

dards?  Another example:  When  Ken  OBrien,  a  profes-

sional  quarterback for the New York Jets,  was penal ized  

for every interception  he threw,  he ach ieved  h is goal  of 

fewer interceptions qu ite easi lyby refusing  to throw 

the bal l  even  when  he should  have.  

 In  addition  to th is anecdotal  evidence,  research  has 

d i rectly l inked  goal  setting  to cheating.  We should  heed  

the warn ing  of Professor Maurice E.  SchweitzerGoal-

setting  i s  l ike a  powerfu l  medicationbefore bl ind ly 

accepting  that specific,  d i fficu lt goal .   

PO I N T COU NTE RPO I N T

 Goals Get You  to Where You  Want to Be    O
B
 a
t
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 Form  smal l  groups to d iscuss the fol lowing  topics,  as assigned  by your instructor:  

   1 .    One of the members of your team  continual ly arrives l ate  for meetings and  does not turn  drafts  of assign-

ments in  on  time.  Choose one of the  ava i lable  theories and  ind icate how the theory expla ins the  members 

current behaviour and  how the theory cou ld  be  used  to  motivate the group  member to perform  more 

responsibly.   

  2.    You  are unhappy with  the performance of one of your instructors and  would  l ike to encourage the instructor 

to present more l ively classes.  Choose one of the avai lable theories and  ind icate how the theory expla ins the 

instructors current behaviour.  How could  you  as a  student use the theory to motivate the instructor to present 

more l ively classes?   

  3.    Harvard  Un iversi ty recently changed  i ts grading  pol icy to recommend  to instructors that the average course 

mark should  be a  B .  Th is was the resu lt of a  study showing  that more than  50 percent of students were 

receiving  an  A or A for coursework.  Harvard  students are often  referred  to as  the best and  the brightest,  

and  they pay over $36 000 (US) per academic year for their education,  so they expect h igh  grades.  D iscuss the 

impact of th is  change in  pol icy on  the motivation  of Harvard  students to study harder.     

B R E AKO U T  G ROU P  E X E R C I S E S 

 Organizational Justice 

 Task Purpose

Th is exercise wi l l  h igh l ight the four primary sources of organ izational  justice and  help  you  understand  what managers 

can  do to ensure fa i rness in  the workplace.  

  Time 

 Approximately 20 to 30 minutes.   

  Instructions 

   Break into groups of 3  or 4.  

   1 .    Each  person  should  recal l  an  instance in  which  he or she was (a)  treated  especia l ly fa i rly and  (b)  treated  espe-

cia l ly unfairly.  Work-related  instances are preferable,  but nonwork examples are fine too.   

  2.    Spend  several  m inutes d iscussing  whether the instance was more d istributive,  procedural ,  informational ,  or 

interpersonal  in  nature.  What was the source of the fa i r/unfair treatment?  How d id  you  feel ,  and  how d id  you  

respond?  Was i t easier to remember the fa i r or the unfair instance,  and  why do you  th ink that i s?   

  3.    Each  group should  develop a  set of recommendations for handl ing  the unfair si tuations in  a  fa i rer manner.  

Select a  leader for your group who wi l l  briefly summarize the unfair instances,  a long  with  the groups recom-

mendations for handl ing  them  better.  The d iscussion  should  reflect the four types of justice d iscussed  in  th is 

chapter (d istributive,  procedural ,  informational ,  and  interpersonal ).      

  E XP E R I E N T I AL  E X E R C I S E  

1 60  Part 2  S tri vi ng  for  Performance

P I A
PERSONAL  

INVENTORY 

ASSESSMENT

Work Motivation  Indicator:  Motivation  levels can  be si tuational  depending  on  whether you  consider your occupation  

a  job,  a  career,  or a  ca l l ing.  Use th is scale to see how your current occupation  ranks.

Workplace Discipline Indicator:  Not a l l  forms of d i scipl ine are effective.  Th is  instrument helps you  identi fy areas in  

which  you  may struggle when  d iscipl in ing  subordinates.

  P E R S O N AL  I N VE N TORY  A S S E S S M E N T
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 Grade Inflation 

  E T H I C A L  D I L EMMA 

 Oscar-nom inated  actor J ames  Franco  made  h ead l i nes 

when he received a  D in  Directing the Actor I I ,  a  graduate-

l evel  c l a ss  a t  New York Un i versi ty.  1 24   The  subsequen t 

fi ri ng  of  h i s  professor,  J os  San tana ,  wh ich  prompted  

a  wrongfu l -term ination  l awsu i t,  ra i sed  questions about 

grade  i n flation .  G rade in flation  i s  of parti cu lar concern  

i n  g radua te  prog rams,  where  i ts  n ot u n common  for 

75  percent of g rades  to  be  As.  Of course,  a long  wi th  

grade inflation  we have seen  tu ition  inflation,  and  educa-

tors have commented  about a  possible l ink between  the 

two.  As Professor Santana  commented,   Theres pressure 

to retain  students.  

  Questions 

    1 .    J ames Franco missed  a l l  but two of h is classes in  

Professor Santanas course.  I s  that grounds for a  D?  

What would  consti tute grounds for fa i lure?   

   2.    I f around  75  percent of grades in  graduate pro-

grams are As,  are grades now meaningless?   

   3.    Provincia l  funding  of many col leges and  un iversi ties 

has decreased  dramatical ly over the years,  increas-

ing  pressure on  admin istrators to generate revenue 

through  tu ition  increases and  other means.  How 

might th is pressure create eth ical  tensions between  

the need  to generate revenue,  student retention,  

and  grading?      

Chapter 4  Theori es  of  Moti vati on  1 61

    C AS E  I N C I D E N T S 

  Equity and Executive Pay 

 Few topics in  the business press grab headl ines and  ign ite 

the publ ic l ike the compensation  packages received  by top 

management,  which  continue to rise.  1 25   CEOs in  Canadas 

1 00 largest companies earned  a  median  compensation  of 

$5.6-mi l l ion  in  201 3 ,  a  level  of compensation  just under 

that received  before the economic downturn .  

 H ow do  compen sa t i on  comm i ttees  set  execu ti ve 

compensation?  In  many cases,  i t comes down  to equ ity 

theory and  depends on  the referent others to  which  the 

CEO i s  compared.  To determine a   fa ir  level  of pay for 

a  g iven  CEO,  members of a  compensation  board  find  out 

how much  CEOs with  simi lar levels of experience in  simi lar 

fi rms (simi lar inputs)  are being  paid  and  attempt to ad just 

compensation  (outcomes)  to be simi lar.  So,  CEOs in  large 

tech  fi rms are pa id  sim i larly to  CEOs in  other l arge tech  

fi rms,  CEOs in  smal l  marketing  companies are paid  simi-

larly to CEOs in  other smal l  marketing  companies,  and  so 

forth .  Proponents of th is practice consider i t to be  fair  

because i t ach ieves equity.  

 However,  cri tics of h igh  CEO pay want to change the 

perspective by comparing  the CEOs pay to the pay of the 

average  employee.  For example,  C anadas  1 00  h ighest 

pa id  C EOs a re  pa i d  1 7 1  times  more  than  the  average 

employee.  From  th is perspective,  CEO pay is  grossly ineq-

u itable and  thus  unfair.   

 In  response,  many CEOs,  such  as Mark Zuckerberg  of 

Facebook and  Larry Page of Google,  have taken  $1  annual  

sa laries,  though  they sti l l  earn  substantia l  compensation  

by exercising  their stock options.  In  addition,  shareholders 

of some companies,  such  as Verizon,  are playing  a  greater 

role  i n  setti ng  C EO  compensation  by reducing  awards 

when  the company underperforms.   

  Questions 

    1 .    How does the executive compensation  i ssue relate 

to equity theory?  Who do you  th ink should  be the 

comparative others in  these equity judgments?  How 

should  we determine what i s  a   fa ir  level  of pay 

for top executives?   

   2.    C an  you  th ink of procedural  justice impl ications 

related  to the ways pay pol icies for top  execu-

tives have been  insti tuted?  Do these pay-making  

decisions fol low the procedural  justice principles 

outl ined  in  the chapter?      
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    Wage Reduction Proposal 

 Th e  fo l l owi n g  p roposa l  wa s  m ade  to  emp l oyees  o f 

Montreal-based  Quebecors Vidotron  cable d ivision :  1 26  

  Employees are asked  to increase the number of hours 

worked  per week to 40  from  35,  wh i le  receiving  the 

same pay as working  the shorter work week.  In  addi-

tion,  they are asked  to accept less paid  hol iday time.   

 Quebecor spokesman  Luc Lavoie justi fied  the request 

made to the employees by saying,   They have the richest 

work contract i n  the  country,  i nclud ing  eight weeks of 

hol iday and  h igh  absenteeism.  

 The company made i t clear that i f th is proposal  were 

not accepted,  i t would  sel l  i ts cable television  and  Internet 

instal lation  and  repair operations to Entourage Technology 

Solutions.  

 The employees,  members of Canadian  Un ion  of Publ ic 

Employees (CUPE) Local  281 5,  were reluctant to agree to 

these conditions.  I f they accepted,  300 to 400 employees 

were  l i kel y to  be  l a i d  off,  and  the  company cou ld  sti l l  

consider outsourcing  the work later.  

  Questions 

1 .    Analyze th is proposal  in  terms of motivation   concepts.   

2.    As an  employee,  how would  you  respond  i f you  

received  th is proposal?   

3.    I f  you  were  the  executive  vi ce-president of the 

company,  and  a  number of your non -un ion ized  

employees  asked  you  for a  hol iday cash  g i ft,  

wou ld  you  have  responded  d i fferen tl y?  Why or 

why not?           

  Setting Goals 

 You can  be more effective at 

setting  goals if you  use the fol-

lowing eight suggestions:  1 27   

   FROM  CONCEPTS TO SKILLS 

1 . Identify your key tasks.   Goal  setting  begins by defin ing  what i t i s  that 

you  want to accompl ish .   

2. Establish specific and challenging goals for each key task.   Identify the 

level  of performance expected.  Specify the target toward  which  you  

wi l l  work.   

3. Specify the deadlines for each goal.   Putting  dead l ines on  each  goal  

reduces ambiguity.  Deadl ines,  however,  should  not be set arbitrari ly.  

Rather,  they need  to be real i stic,  g iven  the tasks to be completed.   

4. Allow the employee to participate actively.   When  employees partici -

pate in  goal  setting,  they are more l ikely to accept the goals.  However,  

i t must be sincere participation.  That i s,  employees must perceive that 

you  are tru ly seeking  their input,  not just going  through  the motions.   

5. Prioritize goals.   When  you  have more than  one goal ,  i ts important for 

you  to rank the goals in  order of importance.  The purpose of priori -

tizing  i s  to encourage you  to take action  and  expend  effort on  each  

goal  in  proportion  to i ts importance.   

6. Rate goals for difficulty and importance.   G oa l  setti ng  shou ld  not 

encourage people to choose easy goals.  Instead,  goals should  be rated  

for their d i fficu lty and  importance.  When  goals are rated,  ind ividuals 

can  be g iven  cred it for trying  d i fficu l t goals,  even  i f they dont fu l ly 

ach ieve them.   

1 62 Part 2  S tri vi ng  for  Performance
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7. Build in  feedback mechanisms to assess goal progress.   Feedback lets 

you  know whether your level  of effort i s  sufficient to attain  the goal .  

Feedback should  be frequent and  recurring.   

   8.     Link rewards to goal attainment.   Linking  rewards to the ach ievement 

of goals wi l l  help  motivate you.       

 You  worked  your way through  col lege whi le  hold ing  down  a  part-time job 

bagging  groceries at the Food  Town  supermarket chain .  You  l iked  working  

in  the food  industry,  and  when  you  graduated,  you  accepted  a  position  

with  Food  Town  as a  management tra inee.  Three years have passed,  and  

you  have gained  experience in  the grocery store industry and  in  operating  

a  large supermarket.  About a  year ago,  you  received  a  promotion  to store 

manager at one of the chain s locations.  One of the th ings you  have l iked  

about Food  Town  i s that i t g ives store managers a  great deal  of autonomy 

in  runn ing  their stores.  The company provides very general  gu idel ines to 

i ts managers.  Top management i s  concerned  with  the bottom  l ine;  for the 

most part,  how you  get there i s  up to you.  Now that you  are final ly a  store 

manager,  you  want to establ ish  an  MBO-type program  in  your store.  You  

l ike the idea  that everyone should  have clear goals to work toward  and  

then  be evaluated  against those goals.  

 Your store employs 70 people,  a l though  except for the managers,  most 

work on ly 20 to 30 hours per week.  You  have 6  people reporting  to you:  

an  assistant manager;  a  weekend  manager;  and  grocery,  produce,  meat,  

and  bakery managers.  The on ly h igh ly ski l led  jobs belong  to the butchers,  

who have strict tra in ing  and  regulatory gu idel ines.  Other less-ski l led  jobs 

include cash ier,  shelf stocker,  maintenance worker,  and  grocery bagger.  

 Specifical ly describe how you  would  go about setting  goals in  your new 

position .  Include examples of goals for the jobs of butcher,  cash ier,  and  

bakery manager.     

    1 .    Set personal  and  academic goals you  want to ach ieve by the end  of 

th is term.  Priori tize and  rate them  for d i fficu lty.   

   2.    Where do you  want to be in  five years?  Do you  have specific five-year 

goals?  Establ ish  three goals you  want to ach ieve in  five years.  Make 

sure these goals are specific,  chal lenging,  and  measurable.     

Practising  

Skil ls

Reinforcing  

Skil ls
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    C H A P T E R

  L E ARN I N G  O U TCOM ES 

     How can  a  h igh-growth  socia l  med ia  start-up keep 

i ts  workforce engaged  and  productive? I t a l l  starts 

wi th  community.   

5  

 After studying  this chapter,  you  should  be able to:  

  1    Demonstrate how the different types of variable-pay programs can  

increase employee motivation.   

  2    Show how flexible benefits turn  benefits into motivators.   

  3    Identify the motivational  benefits of intrinsic rewards.   

  4    Describe the job characteristics model  and  the way i t motivates by 

 changing  the work environment.   

  5    Compare the main  ways jobs can  be redesigned.   

  6    Explain  how specific alternative work arrangements can motivate employees.   

  7    Describe how employee involvement programs can  motivate employees.   

  8    Describe how knowledge of what motivates people can  be used to make 

organizations more motivating.    

 Motivation  in  Action  
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yan  Holmes is CEO of Hootsuite,  a  h igh ly 

successfu l  company offering socia l  med ia  

marketing and  socia l  med ia  management 

services to corporate cl ients.  1   I n  a  single 

year,  h is business grew from  60 employees to 200.  

As of 2013 he had  350 employees and  the com-

pany was experiencing quarterly revenue growth  of 

300 percent.  I n  th is h igh-growth  atmosphere,  Holmes 

knew i t was incred ibly important to keep h is employ-

ees motivated  and  engaged .  People arent as pro-

ductive or passionate when  they feel  l ike separate 

cogs in  a  mach ine.  Being socia l  and  bu i ld ing 

communities is what makes us thrive at 

work,   says Holmes.  This is as true 

in  a  company l ike ours as in  a  

mu ltinational  with  100,000 

employees scattered  across multiple continents.  The goal  is a lways to 

find  positive and  effective ways that let people meet,  in teract,  and  col laborate.   

 So how does Holmes create the motivational  team  environment that he seeks? 

First of a l l  he makes recognition  a  cornerstone of the corporate cu lture.  The companys 

on l ine performance management system a l lows anyone in  the company to publ icly recog-

n ize a  col league for excel lence in  areas such  as teamwork,  growth,  passion,  or entrepreneur-

ia l  spiri t.  The company a lso funds month ly theme parties.  The on ly ru le i s that each  party 

must be organized  by two departments that dont normal ly work together.  Th is ru le helps 

create a  sense of engagement and  community between  groups that wou ld  otherwise rarely 

in teract.  I n  add i tion ,  the parties themselves provide a  great opportun ity to have fun  together 

and  create the warm  socia l  a tmosphere that helps th is socia l  med ia  company thrive.  

 I n  th is chapter,  we focus on  how to apply motivation  concepts.  We review a  number of 

reward  programs and  consider whether rewards are overrated .  We a lso d iscuss how to cre-

ate more motivating jobs and  workplaces,  both  of wh ich  have been  shown  to be a l ternatives 

to rewards in  motivating ind ividua ls.                
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 Organizations can 

use piece-rate wages,  

merit-based pay,  

bonuses,  stock 

options,  and 

employee stock 

ownership plans to 

motivate employees.  

More effective,  

however,  is making 

jobs themselves more 

motivating.  

 THE BIG  IDEA 

    Ever wonder why employees do some strange things?  

    Are rewards overrated?  

    When  might job redesign  be most appropriate?  

    Do employers real ly l ike flexible arrangements?  

    Would  you  find telecommuting  motivating?  

    How do employees become more involved in  the workplace?   

   OB I S  FOR  EVERYONE 
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  From Theory to  Practice:  The  Role  of Money 
 The most commonly used reward in organizations is  money.  As one author notes,  

Money is probably the most emotionally meaningful object in contemporary life:  

only food and sex are its close competitors as common carriers of such strong and 

diverse feelings,  significance,  and strivings.  2  A recent survey of Canadian employees 

found that overall,  46  percent believe they are underpaid.  More employees in Quebec 

think they are underpaid (54 percent)  than those in Ontario (38 percent) .  The surveys 

results are similar to a poll conducted in the United States,  in which 45  percent felt 

they were underpaid.  3   

 The motivation theories we have presented only give us vague ideas of how money 

relates to individual motivation.  For instance,  Theory X suggests that individuals need 

to be extrinsically motivated.  Money is certainly one such extrinsic motivator.  According 

to Maslows hierarchy of needs,  individuals basic needs must be met,  including food,  

shelter,  and safety.  Generally,  money can be used to satisfy those needs.  Herzbergs 

motivationhygiene theory,  on the other hand,  suggests that money (and other extrinsic 

motivators)  are necessary but not sufficient conditions for individuals to be motivated.  

Process theories are relatively silent about the role of money specifically,  indicating more 

how rewards motivate,  without specifying particular types of rewards.  Expectancy theory 

does note that individuals need to value the reward,  or it will not be very motivational.  

 Despite the importance of money in attracting and retaining employees,  and 

rewarding and recognizing them,  not enough research has been done on this topic.  4  

With respect to job satisfaction,  one recent study found that pay level was only moder-

ately correlated,  and concluded that a person could be satisfied with his or her pay 

level,  and still not have job satisfaction.  5   Another study concluded that money leads to 

autonomy but it does not add to well-being or happiness.  6  Supporting this idea,  recent 

research suggests that money is not the sole motivator for Millennial and Baby Boomer 

employees.  Both generations find having a great team,  challenging assignments,  a range 

of new experiences,  and explicit performance evaluation and recognition as important 

as money.  7   Exhibit   5 -1     illustrates the key differences and similarities of what the two 

generations value in addition to money.   

 A number of studies suggest that there are personality traits and demographic factors 

that correlate with an individuals attitude toward money.  8   People who highly value 

money score higher on attributes like sensation seeking,  competitiveness,  materialism,  

and control.   People who desire money score higher on self-esteem,  and need for 

achievement.  Men seem to value money more than women,  who value recognition for 

doing a good job more.  9   

    EXHIBIT 5-1   What Baby Boomers and  Mil lennials  Value as Much  as Compensation           

  Baby Boomers    M il lennials  

 H igh-qual i ty col leagues  H igh-qual i ty col leagues 

 An  intel lectual ly stimulating  workplace  Flexible work arrangements 

 Autonomy regarding  work tasks  Prospects for advancement 

 Flexible work arrangements  Recognition  from  ones company or boss 

 Access to new experiences and  chal lenges  A steady rate of advancement and  promotion  

 G iving  back to the world  through  work  Access to new experiences and  chal lenges 

 Recognition  from  ones company or boss    

 Source:  Based  on  S.  A.  Hewlett,  L.  Sherbin ,  and  K.  Sumberg,   How Gen  Y & Boomers Wi l l  Reshape Your Agenda,   Harvard Business 

Review ,  J u ly/August 2009,  p.   76  .  
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 What these findings suggest is that when organizations develop reward programs,  

they need to consider very carefully the importance to the individual of the specific 

rewards offered.  The  Ethical Dilemma   on page  1 97  gives you an intriguing look at the 

amount of money needed to motivate some Canadian CEOs.   

  Creating Effective Reward  Systems 
  At Hootsu ite,  being socia l  and  part of a  hea l thy community i s  a l l  part of the job.  10  CEO Ryan  

Holmes bel ieves that human  nature i s  to make connections and  bu i ld  upon  commonal i ties.  

And  were a  socia l  med ia  company,  so there are simply no excuses to not be socia l .   He fosters 

that community spiri t wi th  incentives and  perks that reinforce the cu l ture.  One example i s  the 

onsi te gym  and  the associated  lunch  hour workout club.  An  employee named  Gera ld  reports 

that  the noon  workout i s  a  great break for me as  i t  forces me to  get away from  my desk.  I  

work out wi th  a  great team.  I ts  the team  aspect that i s  rea l ly important.  You  a lways show up 

so you  don t let each  other down,  you  plan  your meals around  i t and  even  go to bed  earl ier the 

n ight before.   Other incentives include team  performance-based  bonuses,  stock options,  and  

the opportun i ty to get financia l  support for pet projects that help to improve the l i ves of other 

employees or support the broader community.  Holmes a lso ensures that the work atmosphere 

stays  friend ly by provid ing stress release options  such  as  rooftop gardens,  nap rooms,  and  

20 friend ly therapy dogs who work each  day a longside the human  employees.  These stress-

busting tools  help people cope wi th  anxiety and  overload ing that m ight otherwise come out in  

the form  of in terpersona l  confl ict.  

 Al l  of these actions signa l  to employees that they are va lued  as  important contributors to  

the companys success.  What else can  a  company do to make sure i ts employees feel  va lued?  

  As we saw in  Chapter   3    ,  pay    is not a primary factor driving job satisfaction.  However,  

it does motivate people,  and companies often underestimate the importance of pay in 

keeping top talent.  A recent study found that although only 45  percent of employers 

thought that pay was a key factor in losing top talent,  71  percent of top performers 

called it a top reason.  11   

 Given that pay is so important,  will the organization lead,  match,  or lag the market 

in pay? How will individual contributions be recognized? In this section,  we consider 

(1 )  what to pay employees (which is decided by establishing a pay structure) ;  (2)  how 

to pay individual employees (for example,  through variable-pay programs);  (3)  what 

benefits  to  offer,  especially whether to  offer employees choice in benefits (flexible 

benefits) ;  and (4)  how to construct employee recognition programs.  

  What to  Pay:  Establishing a  Pay Structure 

 There are many ways to pay employees.  The process of initially setting pay levels entails 

balancing  internal equity the worth of the job to the organization (usually established 

through a technical process called  job evaluation  )and  external equity the external 

competitiveness  of an organizations  pay relative to  pay elsewhere in its  industry 

(usually established through pay surveys) .  Obviously,  the best pay system pays the job 

what it is worth (internal equity)  while also paying competitively relative to the labour 

market.  

 Some organizations prefer to pay above the market,  while some may lag the market 

because they cannot afford to pay market rates,  or they are willing to bear the costs 

of paying below market (namely,  higher turnover as people are lured to better-paying 

jobs) .  Some companies who have realized impressive gains in income and profit 

margins have done so partially by holding down employee wages,  such as Walmart.  12  

 Pay more,  and you may get better-qualified,  more highly motivated employees who 

will  stay with the organization longer.  A study covering 126 large organizations found 

employees who believed that they were receiving a competitive pay level had higher 
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morale and were more productive,  and customers were more satisfied as well.  13   But 

pay is often the highest single operating cost for an organization,  which means paying 

too much can make the organizations products or services too expensive.  Its a strategic 

decision an organization must make,  with clear trade-offs.  

 In the case of Walmart,  it appears that its strategic decision to keep wages low has not 

been working as of late.  Sales at Canadian stores open for more than a year,  an impor-

tant barometer of retail health known as same-store sales,  fell 1 .3  percent and customer 

traffic at those stores declined 1 .8  percent in 2013.  14  One of Walmarts larger competi-

tors,  Costco,  had a 5  percent increase in sales in the same period.  The average employee 

at Costco makes approximately two and a half times what the average employee at 

Walmart earns.  Costcos strategy is that they will get more if they pay morehigher 

wages are resulting in increased employee productivity and reduced turnover.   

  How to  Pay:  Rewarding I ndividuals through  Variable-Pay Programs   

 Why should I  put any extra effort into this job?  asks a frustrated grade 4 teacher.  I  

can excel or I  can do the bare minimum.  It makes no difference.  I  get paid the same.  

Why do anything above the minimum to get by? Similar comments have been voiced 

by schoolteachers (and some other unionized employees)  for decades because pay 

increases are tied to seniority.  

 A number of organizations are moving away from paying people based solely on 

credentials or length of service.  Piece-rate wages,  merit-based pay,  bonuses,  gainsharing,  

profit-sharing plans,  stock options,  and employee stock ownership plans are all forms 

of a   variable-pay program   ,  which bases a portion of an employees  pay on some 

individual,  group,  and/or organizational measure of performance.  Earnings therefore 

fluctuate up and down with the measure of performance,  15   as Jason Easton,  director 

of Strategy and Business Transformation at Toronto-based GM Canada,  explains:  In 

any given year the variable pay can actually be zero,  below the target or above the 

target,  depending on how the company has performed.  1 6  When GM Canada gave 

performance-based bonuses to its salaried employees,  it generated discontent among 

union employees who had no such provision in their collective agreement.  17     

 Burnaby,  BC-based TELUS and Hamilton,  Ontario-based ArcelorMittal  Dofasco 

are just a couple of examples of companies that use variable pay with rank-and-file 

employees.  About 10 to 1 5  percent of the base pay of ArcelorMittal Dofascos blue-

collar workers is subject to variable compensation,  while more than half of the CEOs 

compensation is based on variable pay.  18  GM Canada gave performance-based bonuses 

to its salaried employees in 2011 ,  generating discontent among union employees who 

had no such provision in their collective agreement.  19   

 Variable-pay plans have long been used to compensate salespeople and executives.  

Recently they have begun to be applied to other employees.  A recent international 

survey by Hewitt Associates of large organizations in 46  countries found that more 

than 80 percent offered variable pay.  In Canada,  9 .6 percent of the payroll,  on average,  

goes to variable pay.  20  

 The fluctuation in variable pay is what makes these programs attractive to management.  

It turns part of an organizations fixed labour costs into a variable cost,  thus reducing 

expenses when performance declines.  When the economy falters,  such as in 2008,  compa-

nies with variable pay are able to reduce their labour costs much faster than others.  21   

When pay is tied to performance,  the employees earnings recognize contribution rather 

than become a form of entitlement.  Low performers find,  over time,  that their pay stag-

nates,  while high performers enjoy pay increases commensurate with their contributions.  

  Individual-Based  Incentives 

 There are four major forms of individual-based variable-pay programs:  piece-rate wages,  

merit-based pay,  bonuses,  and skill-based pay.  

 1  Demonstrate how 

the di fferent types of 

variable-pay programs 

can  increase employee 

motivation.  

  variable-pay program      A pay plan  

that bases a portion  of an  employees 

pay on  some individual  and/or organi-

zational  measure of performance.    

M05_LANG7855_07_SE_C05. indd   1 68 2/6/1 5   4:23 PM



Chapter 5  Moti va tion  i n  Action  1 69

  Pi ece-Rate  Wages    The   piece-rate pay plan    has long been popular as a means for 

compensating production employees with a fixed sum for each unit of production 

completed.  A pure piece-rate plan provides no base salary and pays the employee only 

for what he or she produces.     

 Ball park workers selling peanuts and soft drinks frequently are paid this way.  If they 

sell 40 bags of peanuts at $1  each for their earnings,  their take is $40.  The harder they 

work and the more peanuts they sell,  the more they earn.  The limitation of these plans 

is that theyre not feasible for many jobs.  Surgeons earn significant salaries regardless 

of their patients outcomes.  Would it be better to pay them only if their patients fully 

recover? It seems unlikely that most would accept such a deal,  and it might cause unan-

ticipated consequences as well (such as surgeons avoiding patients with complicated 

or terminal conditions) .  So,  although incentives are motivating and relevant for some 

jobs,  it is unrealistic to think they can constitute the only piece of some employees pay.   

  Meri t-Based  Pay     Merit-based pay plans    pay for individual performance based on 

performance appraisal ratings.  A main advantage is  that people thought to be high 

performers can get bigger raises.  If designed correctly,  merit-based pay plans let indi-

viduals perceive a strong relationship between their performance and their rewards.  22     

 Most large organizations  have merit-based pay plans,  especially for salaried 

employees.  Merit pay is  slowly taking hold in the public sector.  Most government 

employees are unionized,  and the unions that represent them have usually demanded 

that pay raises be based solely on seniority.  

 The thinking behind merit pay is that people who are high performers should be 

given bigger raises.  For merit pay to be effective,  however,  individuals need to perceive 

a strong relationship  between their performance and the rewards they receive.  23   

Unfortunately,  the evidence suggests that this is not the case.  24  

 A move away from merit pay is  coming from some organizations that dont feel it 

separates high and low performers enough.  Theres  a very strong belief and theres 

evidence and academic research that shows that variable pay does  create focus 

among employees,  said Ken Abosch,  a compensation manager at human-resource 

consulting firm Aon Hewitt.  Even those companies that have retained merit pay are 

rethinking the allocation.  25   

 Although you might think a persons average level of performance is the key factor 

in merit pay decisions,  recent research indicates that the projected level  of future 

performance also plays a role.  One study found that National Basketball Association 

players whose performance was on an upward trend were paid more than their average 

performance would have predicted.  The upshot? Managers may unknowingly be basing 

merit pay decisions on how they  think   employees will  perform,  which may result in 

overly optimistic (or pessimistic)  pay decisions.  26   

 Despite the intuitive appeal of paying for performance,  merit-based pay plans have 

several  limitations.  One is  that they are typically based on an annual performance 

appraisal and thus are only as valid as the performance ratings.  Another limitation is that 

the pay raise pool fluctuates based on economic or other conditions that have little to do 

with an individual employees performance.  One year,  a colleague at a top university who 

performed very well in teaching and research was given a pay raise of $300.  Why? Because 

the budget for pay raises was very small.  Yet that is hardly pay for performance.  Unions 

typically resist merit-based pay plans and prefer seniority-based pay,  where all employees 

get the same raises.  Relatively few teachers are covered by merit pay for this reason.  

Instead,  seniority-based pay,  where all employees get the same raises,  predominates.  

 Finally,  merit pay systems may result in gender and racial discrimination in pay.  A 

recent study found that when organizations have merit-based cultures,  managers tend 

to favour male employees over female employees,  with men getting larger monetary 

rewards.  The researchers conclude that there may be unrecognized risks behind certain 

organizational efforts used to reward merit.  27   

  piece-rate pay plan       An  individual-

based incentive plan  in  which  employ-

ees are paid  a fixed sum for each  unit 

of production  completed.    

  merit-based pay plan       An  

individual-based incentive plan  based 

on  performance appraisal  ratings.    
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 Huge Bonuses,  Disastrous Results 
for the Un ited  States 

  D id  bonuses help  fuel  a  financial  meltdown?  Du ri ng  a  

two-week period  in  September 2008,  the American  economy 

a lmost looked  to be in  free fa l l .  30   The US  government bought 

up  the assets of mortgage insurers Freddie Mac and  Fannie May.  G lobal  financia l  services 

fi rm  Merri l l  Lynch ,  founded  in  1 91 4,  agreed  to  be bought by Bank of America  for very 

l i ttl e  money.  G loba l  fi n anci a l  servi ces  fi rm  Lehman  B rothers,  founded  i n  1 850,  went 

into bankruptcy.  Morgan  Stan ley was in  merger d i scussions.  Major American  insurance 

corporation  AIG  received  an  $85-bi l l ion  ba i lout from  the  US  government.  Independent 

i nvestment banks Goldman  Sachs,  founded  in  1 869,  and  Morgan  Stan ley,  founded  i n  

1 935,  announced  that they would  become bank hold ing  companies.  Investment banks 

   FOCUS ON  ETHICS  

bonus      An  individual-based incen-

tive plan  that rewards employees 

for recent performance rather than  

historical  performance.    

         Ch inese Internet fi rm  Tencent Hold ings rewards employees with  attractive incentives that include cash  

bonuses for lower-ranking  employees.  The young  men  shown  here were among  5000 employees who 

received  a  specia l  bonus tucked  in  red  envelopes and  personal ly handed  out by Tencents CEO and  

 co-founder Pony Ma.

  Bonuses   An annual   bonus    is a significant component of total compensation for many 

jobs.  28  Bonuses reward employees for recent performance rather than historical perfor-

mance and are one-time rewards rather than ongoing entitlements.  They are used by such 

companies as Hydro One,  the Bank of Montreal (BMO),  and Molson Coors Brewing 

Company.  The incentive effects of performance bonuses should be higher because,  rather 

than paying for performance that may have occurred years ago (and was rolled into their 

base pay),  bonuses reward only recent performance.  Moreover,  when times are bad,  firms 

can cut bonuses to reduce compensation costs.  The cuts can happen unevenly within a 

firm as well.  Even though Canadas six largest banks posted healthy profits for 2013,  not 

all aspects of banking did as well.  Thus bankers who worked in wealth management,  

and helped raise bank profits,  expected to see larger bonuses than those who worked in 

capital market units,  because the number of mining and energy deals slumped.  29         
 Bonuses are not free from organizational politics  (which we discuss in  Chapter   8    )  ,  and 

they can sometimes result in employees engaging in negative behaviours to ensure they 

will receive bonuses.   Focus on Ethics   raises the possibility that part of the US financial crisis 

that began in September 2008 was due to the way bonuses were awarded to executives.     
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 The collapse of so many financial institutions at once suggests that rewarding indi-

viduals based on financial measures can cause problems.  

 Recent research has shown that the way bonuses and rewards are categorized also 

affects peoples motivation.  Dividing rewards and bonuses into multiple categories

even if those categories are meaninglessmakes people work harder.  Why? Because 

they are more likely to feel as if they missed out on a reward if they dont receive one 

from each category.  Although admittedly a bit manipulative sounding,  taking rewards 

and bonuses and splitting them into categories may increase motivation.  31    

  Ski l l -Based  Pay     Skill-based pay   (also called  competency-based   or  knowledge-based pay )  

is an alternative to job-based pay and bases pay levels on the basis of how many skills 

employees have or how many jobs they can do.  32  For employers,  the lure of skill-based 

pay plans is increased flexibility of the workforce:  Staffing is  easier when employee 

skills are interchangeable.  Skill-based pay also facilitates communication across the 

organization because people gain a better understanding of one anothers jobs.  One 

study found that across 214 different organizations,  skill-based pay was related to 

higher levels of workforce flexibility,  positive attitudes,  membership behaviours,  and 

productivity.  33   Another study found that over five years,  a skill-based pay plan was 

associated with higher levels of individual skill change and skill maintenance.  34  These 

results suggest that skill-based pay plans are effective in achieving their stated goals.     

 What about the downside?  People can top outthat is,  they can learn all  the 

skills the program calls for them to learn.  This can frustrate employees after they have 

been challenged by an environment of learning,  growth,  and continual pay raises.  Plus,  

skill-based plans dont address the level of performance,  but only whether someone 

can perform the skill.    

  Group-Based  Incentives 

 There is one major form of group-based pay-for-performance program:  gainsharing.  

  Gainsharing     Gainsharing   is a formula-based group incentive plan that uses improve-

ments in group productivity from one period to another to determine the total amount 

of money to be shared.  35   For instance,  if last month a company produced 1000 items 

using 10 000 person hours,  and this month production of the same number of items was 

produced with only 9000 person hours,  the company experiences a savings of 1000 person 

hours,  at the average cost per hour to hire a person.  Productivity savings can be divided 

between the company and employees in any number of ways,  but 50-50 is fairly typical.     

  skill-based pay      An  individual-

based incentive plan  that sets pay 

levels on  the basis of how many ski l ls 

employees have or how many jobs 

they can  do.    

  gainsharing      A group-based incen-

tive plan  in  which  improvements in  

group productivity determine the total  

amount of money to be shared.    

issue and  sel l  securities and  provide advice on  mergers and  acquisitions.  By becoming  bank 

hold ing  companies,  the two companies are now subjected  to greater regulation  than  they 

were previously.  

 There  i s  no  simple  answer to  why a l l  of these  corporations  faced  col l apse  or near 

col lapse a l l  at once,  but the role that bonuses played  in  the financia l  meltdown  has been  

ra ised .  The trigger for the economic cri si s  was the col lapse of many subprime mortgages 

during  2007  and  2008.  In  the preceding  years,  numerous Americans had  been  g iven  mort-

gages for homes,  even  though  they had  no down  payments,  and  sometimes d id  not even  

have jobs.  The loan  payments were low at the beginn ing,  but eventual ly many of those 

g iven  subprime mortgages started  to default on  their loans.  

 Why wou ld  someone g ive  out a  l oan  to  an  ind ividua l  who d id  not have a  j ob  or d id  

not provide clear evidence of earn ings?  The banking  industry rewarded  mortgage brokers 

for making  loans,  g iving  out bonus payments based  on  the size  of loans.  The loans were 

then  bundled  together to make new financia l  instruments.  These resu lted  in  commissions 

and  bonuses for those  packag ing  the  i n struments.  Severa l  Wal l  Street C EOs who lost 

their jobs because of the fa l lout from  subprime loans earned   tens of m i l l ions in  bonuses 

during  the  heady days of 2005  and  2006.    
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 Gainsharing differs from profit sharing,  discussed below,  in tying rewards to produc-

tivity gains rather than profits,  so employees can receive incentive awards even when 

the organization is not profitable.  Because the benefits accrue to groups of employees,  

high-performers pressure weaker performers to work harder,  improving performance 

for the group as a whole.  36   Whole Foods uses gainsharing as one way of motivating 

employees.  Individual stores develop monthly budgets,  and if a store comes in under 

budget for the month,  the surplus is added to the annual sum paid out to employees.  

Whole Foods explains the rationale:  We strive to create a company-wide consciousness 

of shared fate  by uniting the interests of team members as closely as possible with 

those of our shareholders.  37    

  Organizational-Based  Incentives 

 There are two major forms of organizational-based pay-for-performance programs:  

profit-sharing and stock option plans,  which include employee stock ownership plans.  

  Profi t-Sharing Plans    A   profit-sharing plan    distributes compensation based on some 

established formula designed around a companys profitability.  The plan can distribute 

direct cash outlays or stock options.  Facebooks Mark Zuckerberg,  who accept a $1  

salary in 2012,  made a whopping $2.3  billion after cashing out 60 000 stock options.  38   

Although senior executives are most likely to be rewarded through profit-sharing plans,  

employees at any level can be recipients.  Burlington,  Ontario-based O.C.  Tanner Canada 

pays all of its employees bonuses based on profits,  twice a year.     

 Profit-sharing plans do not necessarily focus employees on the future,  because 

employees and managers look for ways to cut costs today,  without considering longer-

term organizational needs.  They also tend to ignore factors such as customer service 

and employee development,  which may not be seen as having a direct link to profits.  

Employees can see inconsistent rewards with such a plan.  Employees working under 

profit-sharing plans have a greater feeling of psychological ownership.  39    

  Employee  Stock Ownership  Plans  and  Stock Options   An   employee stock ownership 

plan (ESOP)    40  is a company-established benefit plan in which employees acquire stock 

as part of their benefits.  Stock options give employees the right to buy stocks in the 

company at a later date for a guaranteed price.  In either case,  the idea is that employees 

will be more likely to think about the consequences of their behaviour on the bottom 

line if they own part of the company.     

 Canadian companies lag far behind the United States in the use of ESOPs because 

Canadas tax environment is less conducive to such plans.  Nevertheless,  Edmonton-

based PCL Constructors,  the sixth-largest construction firm in North America,  has been 

owned by its employees since 1 977,  with 90 percent of the firms 3500-plus full-time 

salaried staff owning shares.  PCLs unique employee-ownership model is one of the 

keys to the companys success, notes PCL president and CEO Paul Douglas.  41   Toronto-

based I Love Rewards and Edmonton-based Cybertech are other examples of companies 

that have employee stock ownership plans.      

  profit-sharing plan      An organization-

wide incentive plan  in  which  the 

employer shares profits with  

employees based on  a predetermined 

formula.    

  employee stock ownership plan  

(ESOP)      A company-establ ished ben-

efit plan  in  which  employees acquire 

stock as part of their benefits.    

  RESEARCH  FINDINGS:  ESOPs 

 The research on ESOPs indicates that they increase employee satisfaction 

and innovation.  42  But their impact on performance is less clear.  A study by 

the Toronto Stock Exchange found positive results for public companies with ESOPs:  43   

       Five-year profit growth was 123  percent higher.   

      Net profit margin was 95  percent higher.   

      Productivity,  measured by revenue per employee,  was 24 percent higher.   
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      Return on average total equity was 92.3  percent higher.   

      Return on capital was 65.5  percent higher.    

 For ESOP plans to  be successful,  employees need to  psychologically experience 

ownership.  44  That is,  in addition to their financial stake in the company,  they need to 

be kept regularly informed on the status of the business and have the opportunity to 

influence it in order to significantly improve the organizations performance.  45   

 ESOP plans for top management can reduce unethical behaviour.  CEOs are more likely 

to manipulate firm earnings reports to make themselves look good in the short run when 

they dont have an ownership share,  even though this manipulation will eventually lead to 

lower stock prices.  However,  when CEOs own a large amount of stock,  they report earnings 

accurately because they dont want the negative consequences of declining stock prices.  46   

  flexible  benefits      A benefits plan  

that al lows each  employee to put 

together a benefits package individu-

al ly tai lored to his or her own needs 

and situation.    

  RESEARCH  FINDINGS:  Vari ab l e-Pay  Prog rams 

 Do variable-pay programs increase motivation and productivity? Studies gener-

ally support the idea that organizations with profit-sharing plans have higher 

levels of profitability than those without them. 47  Profit-sharing plans have also been linked 

to higher levels of employee affective commitment,  especially in small organizations.  48   

One study found that although piece-rate pay-for-performance plans stimulated higher 

levels of productivity,  this positive effect was not observed for risk-averse employees.  Thus,  

American economist Ed Lazear generally seems right when he says,  Workers respond to 

prices just as economic theory predicts.  Claims by sociologists and others that monetizing 

incentives may actually reduce output are unambiguously refuted by the data. 49  However,  

that does not mean everyone responds positively to variable-pay plans.  50  

  Flexible  Benefits:  Developing a  Benefits Package   

 Alain Boudreau and Yasmin Murphy have very different needs in terms of employee 

benefits.  Alain is married and has three young children and a wife who is at home full 

time.  Yasmin,  too,  is married,  but her husband has a high-paying job with the federal 

government,  and they have no children.  Alain is concerned about having a good dental 

plan and enough life insurance to support his family in case its needed.  In contrast,  

Yasmins husband already has her dental needs covered on his plan,  and life insurance 

is a low priority for both Yasmin and her husband.  Yasmin is more interested in extra 

vacation time and long-term financial benefits such as a tax-deferred savings plan.  

 A standardized benefits package for all  employees at an organization would be 

unlikely to satisfactorily meet the needs of both Alain and Yasmin.  Some organizations,  

therefore,  cover both sets of needs by offering flexible benefits.  

 Consistent with expectancy theorys thesis that organizational rewards should be 

linked to each individual employees personal goals,    flexible benefits    individualize 

rewards by allowing each employee to choose the compensation package that best 

satisfies his or her current needs.  They replace the traditional one-benefit-plan-fits-all  

programs designed for a male with a wife and two children at home that dominated 

organizations for more than 50 years.  51   The average organization provides fringe bene-

fits worth approximately 40 percent of an employees salary.  Flexible benefits can be 

uniquely tailored to accommodate differences in employee needs based on age,  marital 

status,  spouses benefit status,  number and age of dependants,  and the like.     

 The three most popular types of benefits plans are modular plans,  core-plus plans,  

and flexible spending accounts.  52   Modular plans   are predesigned packages of benefits,  

with each module put together to meet the needs of a specific group of employees.  A 

module designed for single employees with no dependants might include only essential 

benefits.  Another,  designed for single parents,  might have additional life insurance,  

disability insurance,  and expanded health coverage.   Core-plus plans   consist of a core 

 2  Show how flexible 

benefits turn  benefi ts 

into motivators.  
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of essential benefits and a menu-like selection of other benefit options from which 

employees can select.  Typically,  each employee is given benefit credits,  which allow 

the purchase  of additional benefits that uniquely meet his or her needs.   Flexible 

spending accounts   allow employees to set aside pretax dollars up to the dollar amount 

offered in the plan to pay for particular benefits,  such as eye care and dental premiums.  

Flexible spending accounts can increase employee take-home pay because employees 

dont pay taxes on the dollars they spend out of these accounts.  

 A 2009  survey of 211  Canadian organizations found that 60 percent offer flexible 

benefits,  up from 41  percent in 2005.  53   And theyre becoming the norm in other coun-

tries,  too.  Almost all major corporations in the United States offer flexible benefits.  A 

survey of firms in the United Kingdom found that nearly all  major organizations were 

offering flexible benefits programs,  with options ranging from private supplemental 

medical insurance to holiday trading,  discounted bus travel,  and child-care vouchers.  54   

  I ntrinsic  Rewards:  Employee Recognition  Programs   

 Laura makes only $10.00 per hour working at her fast-food job,  and the job is not very 

challenging or interesting.  Yet Laura talks enthusiastically about the job,  her boss,  and 

the company that employs her.  What I  like is the fact that Guy [her supervisor]  appre-

ciates the effort I  make.  He compliments me regularly in front of the other people on 

my shift,  and Ive been chosen Employee of the Month twice in the past six months.  

Did you see my picture on that plaque on the wall?   
 Organizations are increasingly recognizing what Laura knows:  Important work 

rewards can be both intrinsic and extrinsic.  Rewards  are intrinsic in the form of 

employee recognition programs and extrinsic in the form of compensation systems.  In 

this section,  we deal with ways in which managers can reward and motivate employee 

performance.  Expectancy theory tells us that a key component of motivation is the 

link between performance and rewards (that is,  having your behaviour recognized) .  

Employee recognition programs range from a spontaneous and private thank you 

on up to widely publicized formal programs in which specific types of behaviour are 

encouraged and the procedures for attaining recognition are clearly identified.  55   Some 

research suggests financial incentives may be more motivating in the short term,  but in 

the long run its nonfinancial incentives that are motivating.  56    

 A recent study found that recognition programs are common in Canadian firms.  57  An 

obvious advantage of recognition programs is that they are inexpensive because praise is 

free!  58   As companies and government organizations face tighter budgets,  nonfinancial 

incentives become more attractive.  

 Brian Scudamore,  CEO of Vancouver-based 1 -800-GOT-JUNK? understands the 

importance of showing employees that they are appreciated.  I believe that the best way 

to engage someone is with heartfelt thanks.  We have created a culture of peer recogni-

tion,  and thank yous have become contagious.  Whether its a card,  kudos at the huddle 

or basic one-on-one thanks,  gratitude goes a long way toward building team engage-

ment,  loyalty and,  of course,  happiness.  59   Scudamore says that actions like these keep 

the company growing,  and employees having fun.  

 A survey of Canadian firms found that 34 percent of companies recognize individual 

or group achievements with cash or merchandise.  60  For example,  Toronto-based soft-

ware developer RL Solutions developed a formal program for employees to recognize 

co-workers who go above and beyond in working with clients or in other aspects of their 

work.  Those recognized by their co-workers receive cash and/or other rewards.  Employees 

are also recognized with bonuses when they refer good job candidates to the company.  61   

 Other ways  of recognizing performance include sending employees  personal 

thank-you notes or emails for good performance,  putting employees on prestigious 

committees,  sending employees for training,  and giving an employee an assistant for a 

day to help clear backlogs.  Recognition and praise,  however,  need to be meaningful.  62   

 3  Identify the motivational  

benefits of intrinsic 

rewards.  

     Watch  on  MyManagementLab

Rudis Bakery:  Motivation  
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  Beware  the  Signals That Are  Sent by Rewards 

 Perhaps more often than we would like,  organizations 

engage in what has been called the folly of rewarding A,  

while hoping for B 63  ;  in other words,  managers may hope 

employees will engage in one type of behaviour,  but they 

reward another.  Expectancy theory suggests that individuals 

will generally perform in ways that raise the probability of 

receiving the rewards offered.   Exhibit   5-2    provides examples 

of common management reward follies.  By signalling what 

gets rewarded,  organizations implicitly determine whether 

employees engage in organizational citizenship behaviour,  

as  Focus on Research   shows.         

 The Reward  for Helping  Others at Work 

  I s  there a  payoff to  being  a  good  ci tizen  at work?   We 

d i scu ssed  i n   C h apter    1     h ow emp loyers     l i ke  emp loyees  to 

engage in  organ izational  ci ti zensh ip  behaviour (OCB).  But do 

employees get rewarded  for engaging  in  OCB?  

 Research  suggests that  it depends.  In  some organizations,  

employees are evaluated  more on   how  their work gets done.  I f they possess the requisite 

knowledge and  ski l ls,  or i f they demonstrate the right behaviours on  the job (for example,  

a lways greeting  customers with  a  smi le),  they are determined  by management to be moti-

vated,   good  performers.  In  these organizations,  actions targeted  toward task performance 

goals and  actions targeted  toward   citizensh ip  goals (for example,  helping  a  co-worker 

in  need) are evaluated  positively,  which  then  motivates employees to continue their OCB.  

 However,  in  other organizations,  employees are evaluated more on   what  gets done.  Here,  

employees are determined  to be  good  performers i f they meet objective goals such  as 

bi l l ing  cl ients a  certain  number of hours or reaching  a  certain  sales volume.  When  managers 

overlook employee OCB,  frown  on  helpful  behaviours,  or create an  overly competitive orga-

n izational  cu lture,  employees are not motivated  to engage in  helpful  actions.  

 There may be a  trade-off between  being  a  good  performer and  being  a  good  citizen .  

In  organ izations that focus more on  behaviours,  fol lowing  your motivation  to be a  good  

ci tizen  can  lead  to positive outcomes for your career.  However,  in  organizations that focus 

more on  objective outcomes,  you  may need  to consider the cost.   

   FOCUS ON  RESEARCH  

    EXHIBIT 5-2   Management Reward Foll ies                 

  We hope for      But we reward     

 Teamwork and  col laboration   The best team  members 

 Innovative th inking  and  ri sk-taking   Proven  methods and  not making  mistakes 

 Development of people ski l l s   Techn ical  ach ievements and  accompl ishments 

 Employee involvement and  empowerment  Tight control  over operations and  resources 

 H igh  ach ievement  Another years effort 

 Long-term  growth;  environmental  responsibi l i ty  Quarterly earn ings 

 Commitment to total  qual i ty  Sh ipping  on  schedule,  even  with  defects 

 Candour;  surfacing  bad  news early  Reporting  good  news,  whether i ts true or not;  agreeing  

with  the manager,  whether or not (s)hes right 

 Sources:  Constructed  from  S.  Kerr,  On  the Fol ly of Rewarding  A,  Whi le  Hoping  for B,   Academy of Management Executive   9 ,  no.  1  

(1 995),  pp.   7   1 4 ;  and  More on  the Fol ly,   Academy of Management Executive   9,  no.  1  (1 995),  pp.   1 5   1 6  .  Copyright  Academy 

of Management,  1 990.  

 Ever wonder why 

employees do 

some strange 

things? 
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 Research suggests that there are three major obstacles to ending these follies:  64  

   1 .     Individuals are unable to break out of old ways of thinking about reward and recog-

nition practices.   Management often emphasizes quantifiable behaviours to the 

exclusion of nonquantifiable behaviours;  management is sometimes reluctant 

to change the existing performance system;  and employees sometimes have an 

entitlement mentality (they dont want change because they are comfortable 

with the current system for rewards) .   

  2.     Organizations often dont look at the big picture of their performance system.   

Consequently,  rewards are allocated at subunit levels,  with the result that units 

often compete against each other.   

  3 .     Both management and shareholders often focus on short-term results.   They dont 

reward employees for longer-range planning.    

 Organizations would do well to ensure that they do not send the wrong message 

when offering rewards.  When organizations outline an organizational objective of 

team performance,  for example,  but reward each employee according to individual 

productivity,  this does not send a message that teams are valued.  When a retailer tells 

commissioned employees that they are responsible for monitoring and replacing stock,  

those employees will nevertheless concentrate on making sales.  Employees motivated 

by the promise of rewards will do those things that earn them the rewards they value.  

 Gordon Nixon,  CEO of the Royal Bank of Canada (RBC),  highlights changes RBC 

made to be sure it was rewarding the right things:  We constantly reinforce the values of 

the organization and ensure it is living up to those values by the way we respect people,  the 

way we compensate and promote people,  the way we recognize [them].  We changed our 

review process to ensure there is alignment with respect to values and culturethat there 

is alignment between our values and how people are recognized and rewarded. 65   OB in 

the Street  offers additional evidence that what is rewarded guides peoples focus of activity.      

 Rewarding  Gym  Attendance 
Whi le Wanting  Weight Loss 

  Will  offering incentives for going to the gym prevent first-year university students from 

gaining weight?  University students are notorious for gaining several kilograms in their 

first year,  as they adjust to living away from home and being more responsible for food 

choices,  while trying to keep up with their studies.  66  Researchers wondered if providing 

monetary incentives for students to go to the gym would help them keep off weight.  

 Students were assigned to experimental or control groups.  In the experimental group,  

students were paid between $10 and $38.75  weekly if they met the goals researchers set 

for going to the fitness centre.  Student activity was monitored through ID cards used to 

check in and check out of the centre.  

 The monetary incentives did make a difference in whether students went to the fitness 

centre weekly:  63  percent of those receiving incentives met the weekly goals on average,  

while only 13  percent of those in the control group did so.  However,  the rate of quitting 

going to the fitness centre dropped off at about the same rate for both the control and 

incentive groups.  While the control group gained a bit more weight than did the group 

receiving incentives for going to the fitness centre,  the difference was not significant.  

 The results indicate that the monetary rewards did in fact increase the likelihood that 

students would meet their weekly goals for going to the fitness centre. However, the students 

were not given rewards for maintaining or losing weight over the same period. The researchers 

had assumed that a link existed between going to the fitness centre and weight fluctuations.  

The students might have been more successful at minding their weight had the researchers 

rewarded weight loss rather than going to the fitness centre.   

   OB I N  TH E  STREET 
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  Can  We El iminate  Rewards? 

 Alfie Kohn,  in his book  Punished by Rewards  ,  argues that 

the desire to  do  something,  much less  to  do  it well,  

simply cannot be imposed;  in this sense,  it is  a mistake 

to talk about motivating other people.  All we can do is set 

up certain conditions that will  maximize the probability 

of their developing an interest in what they are doing and 

remove the conditions that function as constraints.  67  For 

an additional discussion on whether incentives are truly 

motivating,  see  Case IncidentAttaching the Carrot to the 

Stick on page   1 98 .     

 Based on his research and consulting experience,  Kohn proposes a number of actions 

that organizations can take to create a more supportive,  motivating work environment.  

     Abol ish  Incentive  Pay   Pay employees generously and fairly so they dont feel exploited.  

They will be more able to focus on the goals of the organization,  rather than have their 

paycheque as their main goal.   

  Re-evaluate  Evaluation    Instead of making performance appraisals look and feel like a 

punitive effortwho gets raises,  who gets promoted,  who is told they are performing 

poorlystructure the performance evaluation system more like a two-way conversa-

tion to trade ideas and questions.  The discussion of performance should not be tied to 

compensation.  Providing feedback that employees can use to do a better job ought 

never to be confused or combined with controlling them by offering (or withholding)  

rewards.  68    

  C rea te  th e  Cond i ti on s  fo r  Au then ti c  M oti va ti on    A noted economist summarized 

the evidence about pay for productivity as  follows:  Changing the way workers 

are  treated   may boost productivity more than changing the way they are  paid  .   69   

There is  some consensus  about what the conditions  for authentic motivation 

might be:  helping employees rather than putting them under surveillance;  listening 

to  employee concerns  and thinking about problems from their viewpoint;  and 

providing plenty of feedback so  they know what they have done right and what 

they need to  improve.  70   

  Encourage  Col laboration    People are more likely to perform better in well-functioning 

groups where they can get feedback and learn from one another.  71   Therefore,  its impor-

tant to provide the necessary supports to create well-functioning teams.   

  Enhance Content   People are generally the most motivated when their jobs give them 

an opportunity to learn new skills,  provide variety in the tasks that are performed,  and 

enable them to demonstrate competence.  Some of this can be fostered by carefully 

matching people to their jobs,  and by giving them the opportunity to try new jobs.  Its 

also possible to increase the meaningfulness of many jobs,  as we discuss later in this 

chapter.  

 But what about jobs  that dont seem inherently interesting?  One psychologist 

suggests that in cases where the jobs are fundamentally unappealing,  the manager 

might acknowledge frankly that the task is not fun,  give a meaningful rationale for why 

it must be done,  and then give people as much choice as possible in how the task is 

completed.  72  One sociologist studying a group of garbage collectors in San Francisco 

discovered that they were quite satisfied with their work because of the way it was orga-

nized:  Relationships among the crew were important,  tasks and routes were varied to 

provide interest,  and each worker owned a share of the company,  and thus felt pride 

of ownership.  73    

 Are rewards 

overrated? 
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  Provide  Choice   We are most likely to become enthusiastic about what we are doing

and do it wellwhen we are free to  make decisions about the way we carry out a 

task.  74  Extrinsic rewards (and punishments)  remove choice,  because they focus us on 

rewards,  rather than on tasks or goals.  Research suggests that burnout,  dissatisfaction,  

absenteeism,  stress,  and coronary heart disease are related to situations where indi-

viduals did not have enough control over their work situations.  75   By  choice   we do not 

mean lack of management,  but rather,  involving people in the decisions that are to be 

made.  A number of studies indicate that participative management,  when it includes 

full participation by everyone,  is successful.  76   

 It would be difficult for many organizations to implement these ideas immediately and 

expect that they would work.  Managers would need to relinquish control and take on the 

job of coach.  Employees would need to believe that their participation and input mattered.  

Nevertheless,  these actions, when implemented, can lead to quite a different workplace than 

what we often see.  Moreover,  Kohn suggests that sometimes its not the type or amount of 

rewards that makes a difference as much as whether the work itself is intrinsically interesting.  

 Below we examine how to create more motivating jobs and workplaces in order 

to make work itself more intrinsically rewarding for employees.  You might consider 

whether Starbucks is moving in the right direction to create an intrinsically motivating 

workplace after you read  OB in the Workplace  .         

  Motivating by Job  Redesign    
 Increasingly,  research on motivation focuses on approaches that link motivational 

concepts to changes in the way work is structured.  Research in   job design    suggests 

that the way the elements in a job are organized can increase or decrease effort and 

also suggests what those elements are.  We will first review the job characteristics model 

and then discuss some ways jobs can be redesigned.  Finally,  we will explore alternative 

work arrangements.     

 4  Describe the job char-

acteristics model  and  

the way i t motivates 

by changing  the work 

environment.  

  job design      The way the elements in  

a job are organized.    

 Starbucks Aims for Better Coffee 

  Can  management make operations too efficient?  Starbucks recently revised coffee-

making procedures after complaints from customers suggested that the chains coffee 

was too mechanized.  77  In a bid to bring back the perception of better coffee at its stores,  

Starbucks told its baristas to focus on making no more than two drinks at a time,  rather 

than multiple drinks at once.  

 Starbucks studied how baristas make coffee,  trying to get the routine down to the 

least amount of time possible in order to eliminate wasteful activity and speed up 

service.  For instance,  beans are no longer stored below the counter because it wastes 

time to bend over to scoop beans.  

 Baristas were also told to steam just enough milk for one drink at a time,  not a whole 

pitcher to be used for several drinks.  The corporation envisions a more efficient opera-

tion,  but employees fear longer lines.  They also do not think the new rules make sense:  

While Im blending a frappuccino,  it doesnt make sense to stand there and wait for 

the blender to finish running,  because I  could be making an iced tea at the same time,  

barista Tyler Swain says.  

 Starbucks says that the baristas just need to get comfortable with the new method,  

and all will be well.  If a customer does need to wait longer,  baristas should simply let 

the customer know.  While the operation may be more efficient,  employees complain 

about the lack of autonomy they have in preparing orders.   

   OB I N  TH E  WORKPLACE 
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  The  Job  Characteristics Model  

 Developed by OB researchers J.  Richard Hackman from Harvard University and Greg 

Oldham from the University of Illinois,  the   job characteristics model (JCM)    says we 

can describe any job in terms of five core job dimensions:  78      

         Skill variety  .  The degree to which the job requires a variety of different activi-

ties so the employee can use specialized skills and talents.      

        Task identity  .  The degree to which the job requires completion of a whole 

and identifiable piece of work.      

        Task significance   .  The degree to which the job has an impact on the lives or 

work of other people.      

        Autonomy  .  The degree to which the job provides the employee freedom,  

independence,  and discretion in scheduling work each day and determining 

the procedures for carrying it out.      

        Feedback   .  The degree to which carrying out work activities generates direct 

and clear information about the employees performance.       

 Jobs can be rated as high or low on these dimensions.  Examples of jobs with high 

and low ratings appear in  Exhibit   5-3    .   

  Exhibit   5 -4     presents  the j ob  characteristics  model  ( JCM) .  Note how the first 

three dimensionsskill variety,  task identity,  and task significancecombine to create 

meaningful work the incumbent will  view as important,  valuable,  and worthwhile.  

A 2014 study found that religious workers,  social workers,  counsellors,  and medical 

professionals rated their jobs as highly meaningful,  while those who held jobs as food 

  job characteristics model  (JCM) 

    A model  that proposes that any job 

can  be described in  terms of five 

core job dimensions:  ski l l  variety,  task 

identi ty,  task significance,  autonomy,  

and feedback.    

  feedback      The degree to which  car-

rying  out the work activi ties required 

by the job results in  the individual  

obtaining  direct and clear information  

about the effectiveness of h is or her 

performance.    

  skill  variety      The degree to which  

the job requires a variety of different 

activi ties.    

  task identity      The degree to which  

the job requires completion  of a whole 

and identifiable piece of work.    

  task significance      The degree to 

which  the job has a substantial  impact 

on  the l ives or work of other people.    

  autonomy      The degree to which  

the job provides substantial  freedom, 

independence,  and discretion  to the 

individual  in  schedul ing  the work and 

determining  the procedures to be 

used in  carrying  i t out.    

    EXHIBIT 5-3   Examples of High  and  Low Job Characteristics        

  Ski l l  Variety     

  High variety   The owner-operator of a  garage who does electrical  repair,  rebui lds engines,  does body 

work,  and  interacts with  customers 

  Low variety   A body shop worker who sprays paint eight hours a  day 

  Task Identity     

  High identity   A cabinet maker who designs a  piece of furn iture,  selects the wood,  bu i lds the object,  

and  fin ishes i t to perfection  

  Low identity   A worker in  a  furn iture factory who operates a  lathe solely to make table legs 

  Task Significance     

  High significance   Nursing  the sick in  a  hospital  intensive care un it 

  Low significance   Sweeping  hospital  floors 

  Autonomy     

  High autonomy   A sa lesperson  who schedules h is or her own  work each  day,  and  decides on  the sa les 

approach  for each  customer without supervision   

  Low autonomy   A sa lesperson  who i s  g iven  a  set of leads each  day and  i s  required  to fol low a  standardized  

sa les script with  potentia l  customers 

  Feedback     

  High feedback   A factory employee who assembles iPads and  tests them  to see whether they operate 

properly 

  Low feedback   A factory employee who assembles iPads and  then  routes them  to a  qual i ty-control  

inspector for testing  and  ad justments 

  Source: Based  on  G .  Johns,   Organizational Behavior: Understanding and Managing Life at Work ,  4th  ed.  Copyright  1 997.  Adapted  

by permission  of Pearson  Education,  Inc.  Upper Saddle River,  NJ .   
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service and hospitality workers rated them as being very low in meaningfulness.  Fast 

food cooks were at the bottom of the list of meaningfulness.  79    

 Jobs with high autonomy give incumbents a feeling of personal responsibility for 

the results;  if a job provides feedback,  employees will know how effectively they are 

performing.  From a motivational standpoint,  the JCM proposes that individuals obtain 

internal rewards when they learn (knowledge of results)  that they personally have 

performed well (experienced responsibility)  on a task they care about (experienced mean-

ingfulness) .  80  The more these three psychological states are present,  the greater will be 

employees motivation, performance,  and satisfaction,  and the lower their absenteeism and 

likelihood of leaving.  As  Exhibit   5-4    also shows,  individuals with a high growth need are 

more likely to experience the critical psychological states when their jobs are enriched

and respond to them more positivelythan are their counterparts with a low growth need.  

Autonomy does not mean the same for every person,  as  Focus on Research   shows.        

Core job

dimensions

Personal  and  

work outcomes

Skil l  variety

Task identity

Task signicance

Experienced

meaningfulness

of the work

High  internal

work motivation

Autonomy

Experienced

responsibi l ity

for outcomes

of the work

High-quality

work performance

Feedback
Knowledge of the

actual  results of

the work activities

High  satisfaction

with  the work

Low absenteeism

and  turnover

Employee growth-

need  strength

Critical

psychological  states

EXHIBIT 5-4  The Job Characteristics Model       

Source:  J .  R.  Hackman,  G .  R.  Oldham,   Work Redesign   (excerpted  from  pages  78  80 ).  Copyright  1 980 by Addison-Wesley Publ i sh ing  Co.  

ISBN:  978-0201 027792 .   

 Autonomy and  Productivi ty 

  Can autonomy really make a difference?   Research  publ ished  

in  201 1  by professors Marylne Gagn and  Devasheesh  Bhave 

of Concordias John  Molson  School  of Business found  that every 

cu lture values autonomy,  and  that the perception  of autonomy 

has  a  posi tive  impact on  employees.  81    However,  managers 

cant simply export North  American  methods of granting  autonomy anywhere and  expect 

them  to work.  Even  in  Canada,  approaches to g iving  workers more autonomy need  to be 

constantly rethought as the country becomes more multicu ltural ,  says Gagn.  

 The  researchers  found  that how autonomy i s  appl ied  makes a  d i fference i n  how i t 

i s  perceived .  I n  some cu l tures,  too much  freedom  i n  the  workplace  can  be  viewed  as 

management d isorgan ization .  However,  i f  employees feel  they have some control  over 

their activi ties,  they general ly show more commitment and  productivi ty,  particu larly when  

the work i s  complex or demands creativi ty.   

   FOCUS ON  RESEARCH  
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 A survey of college and university students highlights the underlying theme of the 

JCM.  When the students were asked about what was most important to them as they 

thought about their careers,  their top four answers were as follows:  

       Having idealistic and committed co-workers (very important to 68 percent of 

the respondents)   

      Doing work that helps others (very important to 65  percent)   

      Doing work that requires creativity (very important to 47 percent)   

      Having a lot of responsibility (very important to 39  percent)  82    

 Salary and prestige ranked lower in importance than these four job characteristics.  

  Motivating Potential  Score  

 We can combine the core dimensions  into  a single predictive index,  called the 

   motivating potential score (MPS)   ,  which is calculated as follows:     

   

Motivating 
Potential 
Score (MPS)

 =  3  

Skill 
variety  

+

 

Task 
identity 

+

 

Task 
significance  4    Autonomy   Feedback

 3

   

 To be high on motivating potential,  jobs must be high on at least one of the three 

factors  that lead to  experienced meaningfulness and high on both autonomy and 

feedback.  If jobs score high on motivating potential,  the model predicts motivation,  

performance,  and satisfaction will improve,  while absence and turnover will be reduced.  

 The first part of the  Experiential Exercise   on page  1 96   provides an opportunity for 

you to apply the JCM to a job of your choice.  You will also calculate the jobs MPS.  

In the second part of the  Experiential    Exercise  ,  you can redesign the job to show how 

you might increase its motivating potential.   From Concepts to Skills   on pages  1 99   201   

provides specific guidelines on the kinds of changes that can help increase the moti-

vating potential of jobs.     

         Working  on  a  fi sh-processing  l ine requires being  comfortable with  job specia l ization .  One person  cuts off 

heads,  another guts the fish ,  a  th ird  removes the scales.  Each  person  performs the same task repetitively 

as fi sh  move down  the l ine.  Such  jobs are low on  ski l l  variety,  task identity,  task sign ificance,  autonomy,  

and  feedback.

  motivating potential  score 

(MPS)      A predictive index suggesting  

the motivation  potential  in  a job.    
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  job rotation       The periodic shifting  

of an  employee from one task to 

another.    

  RESEARCH  FINDINGS:  J CM 

 Much evidence supports the JCM concept that the presence of a set of job 

 characteristicsvariety,  identity,  significance,  autonomy,  and feedbackgener-

ates higher and more satisfying job performance and reduces absenteeism and turnover 

costs.  83   But,  we can better calculate motivating potential by simply adding the character-

istics rather than using the formula.  84  On the critical issue of productivity,  the evidence 

is inconclusive.  85   In some situations,  job enrichment increases productivity;  in others,  it 

decreases productivity.  However,  even when productivity goes down, there does seem to be 

consistently more conscientious use of resources and a higher quality of product or service.  

 While many employees want challenging,  interesting,  and complex work,  some people 

prosper in simple, routinized work.  86  The variable that seems 

to best explain who prefers a challenging job is the strength 

of an individuals higher-order needs.  87  Individuals with 

high growth needs are more responsive to challenging work.  

Many employees meet their higher-order needs  off  the job.  

There are 168 hours in a week,  and work rarely consumes 

more than 30 percent of them.  That leaves considerable 

opportunity,  even for individuals with strong growth needs,  

to find higher-order need satisfaction outside the workplace.     

  Job  Redesign  in  the  Canadian  Context:  

The  Role  of Unions 

 Labour unions have been largely resistant to participating in discussions with manage-

ment over job redesign issues.  Redesigns often result in loss of jobs,  and labour unions 

try to prevent job loss.  88   Union head offices,  however,  can sometimes be at odds with 

their membership over the acceptance of job redesign.  Some members value the oppor-

tunity for skill development and more interesting work.  

 Some of the larger unions have been more open to discussions about job redesign.  

For instance,  the Communications,  Energy and Paperworkers Union of Canada (CEP)  

asserted that unions should be involved in the decisions and share in the benefits of 

work redesign.  89   The CEP believes that basic wages,  negotiated through a collective 

agreement,  must remain the primary form of compensation,  although the union is 

open to other forms of compensation as long as they do not detract from basic wages 

determined through collective bargaining.  

 While managers may regard job redesign as more difficult under a collective agree-

ment,  the reality is that for change to be effective in the workplace,  management must 

gain employees acceptance of the plan whether or not they are unionized.   

  How Can  Jobs Be  Redesigned?   

 Lets look at some of the ways to put JCM into practice to make jobs more motivating.  

  Job  Rotation  

 If employees suffer from overroutinization,  one alternative is   job rotation   ,  or the peri-

odic shifting of an employee from one task to another with similar skill requirements at 

the same organizational level (also called  cross-training ) .  At Singapore Airlines,  a ticket 

agent may take on the duties of a baggage handler.  Extensive job rotation is among the 

reasons Singapore Airlines is rated one of the best airlines in the world.  90  At McDonalds,  

this approach is used as a way to make sure that the new employees learn all of the tasks 

associated with making,  packaging,  and serving hamburgers and other items.     

 Many manufacturing firms have adopted job rotation as  a means of increasing 

flexibility and avoiding layoffs.  Managers at these companies train workers on all 

 5  Compare the main  ways 

jobs can  be redesigned.  

 When might job 

redesign  be most 

appropriate? 
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their equipment so they can move around as needed in response to incoming orders.  

Although job rotation has often been conceptualized as an activity for assembly line 

and manufacturing employees,  many organizations use job rotation for new managers 

to help them get a picture of the whole business as well.  91   Employees in technical trades 

and clerical and administrative positions were more likely to rotate jobs than manage-

rial and professional employees.  

 The strengths of job rotation are that it reduces boredom,  increases motivation,  and 

helps employees better understand how their work contributes to the organization.  

Research from Italy,  Britain,  and Turkey shows that job rotation is associated with higher 

levels of organizational performance in manufacturing settings.  92  

 However,  j ob  rotation has  drawbacks.  Training costs  increase,  and moving an 

employee into a new position reduces productivity just when efficiency at the prior 

job is creating organizational economies.  Work that is done repeatedly may become 

habitual and routine,  which makes decision making more automatic and efficient.  

Job rotation creates disruptions when members of the work group have to adjust to 

new employees.  The manager may have to spend more time answering questions and 

monitoring the work of the recently rotated employee.   

  Job  Enrichment 

   Job enrichment   expands jobs by increasing the degree to which the employee controls 

the planning,  execution,  and evaluation of the work.  An enriched job  allows the 

employee to do a complete activity,  increases the employees freedom and indepen-

dence,  increases responsibility,  and provides feedback so individuals can assess and 

correct their own performance.  93      

 Some newer versions of job enrichment concentrate more specifically on improving 

the meaningfulness of work,  such as  providing employees with mutual  assistance 

programs.  94  Employees who can help one another directly through their work come to 

see themselves,  and the organizations for which they work,  in more positive,  pro-social 

terms.  This,  in turn,  can increase employee affective commitment.  

 The evidence on job enrichment shows that it reduces absenteeism and turnover 

costs and increases satisfaction,  but not all job enrichment programs are equally effec-

tive.  95   A review of 83  organizational interventions designed to improve performance 

management showed that frequent,  specific feedback related to solving problems was 

linked to consistently higher performance,  but infrequent feedback that focused more 

on past problems than future solutions was much less effective.  96  Some recent evidence 

suggests that job enrichment works best when it compensates for poor feedback and 

reward systems.  97  One recent study showed that employees with a higher preference 

for challenging work experienced larger reductions in stress following job redesign than 

individuals who did not prefer challenging work.  98     

  Relational  Job  Design  

 While redesigning jobs on the basis of job characteristics theory is likely to make work 

more intrinsically motivating to people,  more contemporary research is focusing on 

how to make jobs more pro-socially motivating to people.  In other words,  how can 

managers design work so employees are motivated to promote the well-being of the 

organizations beneficiaries?  Beneficiaries of organizations might include customers,  

clients,  patients,  and users of products or services.  This view of job design shifts the 

spotlight from the employee to  those whose lives are affected by the job  that the 

employee performs.  99   

 One way to make jobs more pro-socially motivating is to better connect employees 

with the beneficiaries of their work,  for example,  by relating stories from customers who 

have found the companys products or services to be helpful.  Medical device manu-

facturer Medtronic invites people to describe how Medtronic products have improved,  

  job enrichment      The vertical  

expansion  of jobs,  which  increases 

the degree to which the employee 

controls the planning,  execution,  and 

evaluation  of the work.    
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or even saved,  their lives and shares these stories with employees during annual meet-

ings,  providing a powerful reminder of the impact of their work.  One study found that 

radiologists who saw photographs of patients whose scans they were examining made 

more accurate diagnoses of their medical problems.  Why? Seeing the photos made it 

more personal,  which elicited feelings of empathy in the radiologists.  100  

 Even better,  in some cases managers may be able to connect employees directly with 

beneficiaries.  Researchers found that when university fundraisers briefly interacted with 

the undergraduates who would receive the scholarship money they raised,  they persisted 

42 percent longer,  and raised nearly twice as much money,  as those who did not interact 

with potential recipients.  101   The positive impact of connecting employees was apparent 

even when they met with just a single scholarship recipient.  

 Why do  these connections have such positive consequences?  There are several 

reasons.  Meeting beneficiaries first-hand allows employees to see that their actions 

affect a real,  live person and that their jobs have tangible consequences.  In addition,  

connections with beneficiaries make customers or clients more accessible in memory 

and more emotionally vivid,  which leads employees to consider the effects of their 

actions more.  Finally,  connections allow employees to easily take the perspective of 

beneficiaries,  which fosters higher levels of commitment.  

 You might be wondering whether connecting employees is already covered by the 

idea of task significance in the JCM.  However,  some differences make beneficiary 

contact unique.  For one,  many jobs might be perceived to be high in significance,  yet 

employees in those jobs never meet the individuals affected by their work.  Second,  

beneficiary contact seems to have a distinct relationship with pro-social behaviours 

such as helping others.  One study found that lifeguards who read stories about how 

their actions benefited swimmers were rated as more helpful by their bosses;  this was 

not the case for lifeguards who read stories about the personal benefits of their work.  102  

The upshot?  There are many ways you can design jobs to be more motivating,  and the 

choice should depend on the outcome or outcomes you would like to achieve.   

  Alternative  Work Arrangements   

 Beyond redesigning work itself and including employees in 

decisions,  another approach to motivation is to alter work 

arrangements with flextime,  job sharing,  or telecommuting.  

Doing so might address one of Kohns ideas for increasing 

motivation that we discussed above:  creating better work 

environments for people.  These arrangements are likely 

to be especially important for a diverse workforce of dual-

earner couples,  single parents,  and employees caring for a 

sick or aging relative.      

  Flextime 

   Flextime    is short for flexible work time.  Employees must work a specific number of 

hours a week,  but they are free to vary the hours of work within certain limits.  As shown 

in  Exhibit   5-5    ,  each day consists of a common core,  usually six hours,  with a flexibility 

band surrounding it.  The core may be 9  a.m.  to 3  p.m.,  with the office actually opening 

at 6  a.m.  and closing at 6  p.m.  All employees are required to be at their jobs during the 

common core period,  but they may accumulate their other two hours before and/or 

after the core time.  Some flextime programs allow extra hours to be accumulated and 

turned into a free day off each month.      

 Canadian employees do not have much access to flextime,  however.  According to 

the results of a survey of 25  000 Canadians employed full-time conducted by professor 

Linda Duxbury of the Sprott School of Business,  Carleton University,  in 20112012,  

 6  Explain  how  specific 

al ternative work 

arrangements can  

 motivate employees.  

  flextime      An  arrangement where 

employees work during  a common 

core period each  day but can  form 

their total  workday from a flexible set 

of hours outside the core.    

 Do employers 

real ly l ike f exible 

arrangements? 
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only 15  percent of employees said they had access to flextime schedules.  Employees 

did report some flexibility in determining some of their work hours,  however,  with 

69  percent indicating high or moderate flexibility for work hours and location.  103   

According to a recent survey,  a majority (53  percent)  of US organizations now offer 

some form of flextime.  104  In Germany,  73  percent of businesses offer flextime,  and 

such practices are becoming more widespread in Japan as well.  105   In fact,  in Germany,  

Belgium,  the Netherlands,  and France,  by law,  employers are not allowed to refuse an 

employees request for either a part-time or a flexible work schedule as long as that 

request is reasonable,  such as to care for an infant child.  106  

 Most of the evidence stacks up in favour of flextime.  Flextime tends to reduce absen-

teeism and frequently improves employee productivity and satisfaction,  107  probably 

for several reasons.  Employees can schedule their work hours to align with personal 

demands,  reducing tardiness and absences,  and they can work when they are most 

productive.  Other research on the impact of flextime on the Canadian workplace 

has found that employees have positive attitudes toward it and view it as their most 

preferred work option.  108  Managers are in favour,  109   and women with flextime suffer 

less stress.  110  

    EXHIBIT 5-5   Examples of Flextime Schedules            

     Schedule 1   

  Percent Time:    1 00%  = 40 hours per week 

  Core Hours:    9 :00 a .m.5:00 p.m. ,  Monday through  Friday (1  hour 

lunch) 

  Work Start Time:    Between  8:00 a .m.  and  9:00 a .m.  

  Work End  Time:    Between  5:00 p.m.  and  6:00 p.m.  

     Schedule 2   

  Percent Time:    1 00%  = 40 hours per week 

  Work Hours:    8:00 a .m.6:30 p.m. ,  Monday through  Thursday (1 /2  hour 

lunch) 

    Friday off 

  Work Start Time:    8:00 a .m.  

  Work End  Time:    6: 30 p.m.  

     Schedule 3   

  Percent Time:    90%  = 36 hours per week 

  Work Hours:    8: 30 a .m.5:00 p.m. ,  Monday through  Thursday (1 /2  hour 

lunch) 

    8:00 a .m.Noon  Friday (no lunch) 

  Work Start Time:    8: 30 a .m.  (MondayThursday);  8:00 a .m.  (Friday)  

  Work End  Time:    5 :00 p.m.  (MondayThursday);  Noon  (Friday) 

     Schedule 4  

  Percent Time:    80%  = 32  hours per week 

  Work Hours:    8:00 a .m.6:00 p.m. ,  Monday through  Wednesday 

(1 /2  hour lunch) 

    8:00 a .m.1 1 :30 a .m.  Thursday (no lunch)  

    Friday off 

  Work Start Time:    Between  8:00 a .m.  and  9:00 a .m.  

  Work End  Time:    Between  5 :00 p.m.  and  6:00 p.m.  
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 Flextime can also help employees balance work and family life,  as is  the case at 

Goodfish Lake,  Alberta-based Goodfish Lake Development Corporation (GFLDC). GFLDC 

is an Aboriginal business that provides dry-cleaning,  clothing manufacturing and repair,  

protective clothing rentals,  and bakery services to Fort McMurray.  Many of the companys 

employees are women who have husbands that work full time in Fort McMurray.  This can 

make it difficult for GFLDCs female employees to care for their children,  so the company 

created flexible schedules to help employees balance work and home life.  111   

 A 2010 study by University of Toronto researchers found that flextime can lead to 

longer hours of work overall  and more multi-tasking.  These effects in turn lead to 

greater worklife conflict and stress.  112  So the management of flextime is an important 

issue for employees.  Flextimes other major drawback is that its not applicable to every 

job or every employee.  It works well with clerical tasks where an employees interac-

tion with people outside his or her department is limited.  Its not a viable option for 

receptionists,  salespeople in retail stores,  or people whose service jobs require them to 

be at their workstations at predetermined times.  It also appears that people who have a 

stronger desire to separate their work and family lives are less prone to take advantage of 

opportunities for flextime.  113   Overall,  employers need to consider the appropriateness 

of both the work and the workers before implementing flextime schedules.  

  Job  Sharing 

   Job sharing    allows two or more people to split a 40-hour-a-week job.  One might 

perform the job from 8:00 a.m.  to noon and the other from 1 :00 p.m.  to 5 :00 p.m.,  

or the two could work full but alternate days.  While its popular in Europe,  its not a 

common arrangement in Canada.  About 14 percent of Canadian employers offer this 

arrangement.  114  The reasons its not more widely adopted are likely the difficulty of 

finding compatible partners to share a job and the historically negative perceptions of 

individuals not completely committed to their jobs and employers.  115      

 Job sharing allows the organization to draw upon the talents of more than one indi-

vidual in a given job.  It also opens up the opportunity to acquire skilled employeesfor 

instance,  women with young children,  retirees,  and others desiring flexibilitywho 

might not be available on a full-time basis.  116  

 From the employees perspective,  job sharing increases flexibility and can increase 

motivation and satisfaction for those for whom a 40-hour-a-week job  is  just not 

practical.  But the major drawback is finding compatible pairs of employees who can 

successfully coordinate the demands of one job.  Job sharing must be well planned,  and 

needs clear job descriptions,  says Julianna Cantwell,  HR consultant with Edmonton-

based Juna Consulting.  117  

 Job sharing can be a creative solution to some organizational problems.  For example,  

Nunavut has had great difficulty finding doctors willing to commit to serving the terri-

tory for more than short periods of time.  118  Dr.  Sandy MacDonald,  director of Medical 

Affairs and Telehealth for Nunavut,  allows doctors to work for three months at a time.  

In the past,  the government was trying to get some of them to sign up for two or 

three years,  and most people dont want to do that initially,  or they would leave posi-

tions unfilled because someone would only come for two or three weeks or a month,  

he says.  Meanwhile,  doctors  working in Nunavut were 

overworked because there were not enough doctors on 

call.  MacDonalds approach has changed thatnow more 

doctors are available because of the job-sharing solution.   

  Telecommuting    

   Telecommuting    (sometimes called  teleworking )  might be 

close to  the ideal job  for many people.  No commuting,  

flexible hours,  freedom to dress as you please,  and few or 

no interruptions from colleagues.  Telecommuting refers 

  job sharing      The practice of having  

two or more people spl it a 40-hour-

a-week job.    

  telecommuting      Working  from 

home at least two days a week on  

a computer that is l inked to the 

employers office.    

 Would  you  f nd  

telecommuting  

motivating? 
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  RESEARCH  FINDINGS:  

Te l ecommuti ng 

 Telecommuting has several potential benefits.  They include a larger labour 

pool,  higher productivity,  improved morale,  and reduced office-space costs.  A positive 

relationship exists between telecommuting and supervisor performance ratings,  127  but 

any relationship between telecommuting and potentially lower turnover intentions has 

not been substantiated in research to date.  128  Beyond the benefits to organizations and 

its employees,  telecommuting has potential benefits to society.  One study estimates that,  

in the United States,  if people telecommuted half the time,  carbon emissions would be 

reduced by approximately 51  metric tons per year.  Environmental savings could also 

come about from lower office energy consumption,  fewer traffic jams that emit green-

house gases,  and fewer road repairs.  129   

 The major downside for management is  less  direct supervision of employees.  

In todays team-focused workplace,  telecommuting may make it more difficult for 

management to coordinate teamwork and can reduce knowledge transfer in organi-

zations.  130  From the employees standpoint,  telecommuting can offer a considerable 

increase in flexibility and job satisfactionbut not without costs.  131   For employees 

with a high social need,  telecommuting can increase feelings of isolation and reduce 

job satisfaction.  And all  telecommuters are vulnerable to  the out of sight,  out of 

to working at home at least two days a week on a computer 

linked to the employers office.  119   (A closely related term

 the virtual office  is  increasingly being used to  describe 

employees  who work out of their home on a relatively 

permanent basis.)  Telecommuting has been a popular topic 

lately as a result of companies such as Yahoo!  (and Best Buy)  

eliminating this form of flexible work.  120        

 More than 1  billion people worldwide worked remotely 

at the end of 2010,  and more than one-third of all workers 

were forecast to  be mobile by 2013 .  1 21   A 2013  BMO poll 

found that about 23  percent of Canadian companies offer 

telecommuting,  122  which was down from about 40 percent 

of Canadian companies in 2008.  1 23   At Ciscos downtown 

Toronto  office,  there are 200  desks for 500  employees.  

Everyone else works  remotely and j ust comes in occa-

sionally for meetings,  said Jeff Seifert,  chief technology 

officer for Ciscos Canadian division.  An internal survey of 

Cisco employees found increased productivity and satisfac-

tion due to the telecommuting.  It also saved the company 

$277 million in one year.  124  

 What kinds of jobs lend themselves to telecommuting?  

There are three categories:  routine information-handling 

tasks,  mobile  activities,  and  professional  and  o ther 

knowledge-related tasks.  1 25   Writers,  attorneys,  analysts,  

and employees who spend the majority of their time on 

computers or the phonetelemarketers,  customer-service 

representatives,  reservation agents,  and product-support 

specialistsare natural  candidates  for telecommuting.  

As  telecommuters,  they can access information on their 

computer screens  at home as  easily as  on the company 

screen in any office.     

         Bob Fortier,  president of InnoVisions Canada  (a  telecommuting  and  

flexible work consulting  organ ization),  says,  Mobi le work i s  here to 

stay.   He says that telework [telecommuting]  has many benefi ts:  I t 

helps attract employees who are looking  for flexible work,  reduces 

turnover,  and  reduces carbon  emissions.  However,  some managers 

worry about supervising  employees who work off-site.   In  an  ideal  

si tuation,  teleworkers work from  home or on  the road  a  set num-

ber of hours a  week,  but come into the office to work and  interact 

with  managers for the rest of the time.  Th is g ives them  a  healthy 

balance,  says Fortier.  1 26 
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mind effect.  132  Employees who are not at their desks,  who miss meetings,  and who 

dont share in day-to-day informal workplace interactions may be at a disadvantage 

when it comes to raises and promotions because they are perceived as not putting in 

the requisite face-time.   Point/Counterpoint  on page  1 95   considers whether face-time 

actually matters.  

 Finally,  a 2011  study by University of Toronto researchers found greater psycho-

logical  stress  for women than men when employees were contacted frequently at 

home by supervisors,  co-workers,  or clients.  The researchers concluded that women 

may encounter greater difficulties balancing work and home life while working at 

home.  1 33   

  The  Social  and  Physical  Context of Work 

 The JCM shows that most employees are more motivated and satisfied when their 

intrinsic work tasks are engaging.  However,  having the most interesting workplace 

characteristics in the world may not always lead to satisfaction if you feel isolated from 

your co-workers,  and having good social relationships can make even the most boring 

and onerous tasks more fulfilling.  Research demonstrates that social aspects and work 

context are as important as other job design features.  134  Policies such as job rotation,  

employee empowerment,  and employee participation have positive effects on produc-

tivity,  at least partially because they encourage more communication and a positive 

social environment.     
 Some social characteristics that improve job performance include interdependence,  

social support,  and interactions with other people outside of work.  Social interactions 

are strongly related to positive moods and give employees opportunities to clarify their 

work role and how well they are performing.  Social support gives employees greater 

opportunities to obtain assistance with their work.  Constructive social relationships 

can bring about a positive feedback loop as employees assist one another in a virtuous 

circle.  

 The work context is  also  likely to  affect employee satisfaction.  Hot,  loud,  and 

dangerous work is less satisfying than work conducted in climate-controlled,  relatively 

quiet,  and safe environments.  This is probably why most people would rather work in 

a coffee shop than a metalworking foundry.  Physical demands make people physically 

uncomfortable,  which is likely to show up in lower levels of job satisfaction.  

 To assess why an employee is not performing to his or her best level,  look at whether 

the work environment is supportive.  Does the employee have adequate tools,  equip-

ment,  materials,  and supplies? Does the employee have favourable working conditions,  

helpful co-workers,  supportive work rules and procedures,  sufficient information to 

make job-related decisions,  and adequate time to do a good job,  and the like?  If not,  

performance will suffer.    

  Employee Involvement 
  One way to foster employee involvement i s  to simply be ava i lable to l i sten  to your employees 

and  hear their ideas.  135  Th is is something that Hootsuite CEO Ryan  Holmes takes very seriously.  

I n  add i tion  to the month ly parties,  Holmes a lso finds other ways to make h imself accessible.  

The lunch  room,  for example,  is  centra l ly located ,  and  employees are strongly encouraged  to 

eat together and  ta lk rather than  eat a t their desks.  Holmes participates in  th is lunchtime ri tua l  

as wel l  as in  team  sports and  other recreationa l  activi ties that are run  by and  for employees.  

Casua l  contact provides opportun i ties for h im  to hear good  ideas that he m ight otherwise m iss,  

and  h is  employees are more motivated  because they know he wi l l  engage with  them,  l isten  to 

them,  and  when  appropriate act on  what they tel l  h im .

What other ways can  compan ies encourage employee involvement?   

     

P I A

PERSONAL INVENTORY ASSESSMENT

Learn About Yourself 

Diagnosing Poor Performance 
and Enhancing Motivation 
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     Employee involvement    is  a participative process  that 

uses employees  input to  increase their commitment to 

the organizations success.  The logic is  that if we engage 

employees in decisions that affect them and increase their 

autonomy and control  over their work lives,  they will 

become more motivated,  more committed to  the orga-

nization,  more productive,  and more satisfied with their 

jobs.  These benefits dont stop with  individualswhen 

teams are given more control over their work,  morale and 

performance increase.  136     

  Examples of Employee I nvolvement Programs 

 Lets look at two major forms of employee involvementparticipative management 

and representative participationin more detail.  

  Participative  Management 

 The distinct characteristic common to all    participative management   programs is 

joint decision making,  in which subordinates share a significant degree of decision-

making power with their immediate superiors.  Participative management has,  at times,  

been promoted as the solution for poor morale and low productivity.  For participative 

management to be effective,  followers must have trust and confidence in their leaders.  

Leaders should refrain from coercive techniques and instead stress the organizational 

consequences of decision making to their followers.  137     

 Studies of the participationperformance relationship have yielded mixed find-

ings.  138   Organizations that institute participative management do have higher stock 

returns,  lower turnover rates,  and higher estimated labour productivity,  although these 

effects are typically not large.  139   A careful review of the research at the individual level 

shows participation typically has only a modest influence on employee productivity,  

motivation,  and job satisfaction.  Of course,  this does not mean participative manage-

ment cannot be beneficial under the right conditions.  However,  its not a sure means 

for improving performance.   

  Representative  Participation  

 Almost every country in western Europe requires companies to practise   representa-

tive participation   ,  called the most widely legislated form of employee involvement 

around the world.  140  Its goal is to redistribute power within an organization,  putting 

labour on a more equal footing with the interests of management and stockholders 

by letting employees be represented by a small  group of employees who actually 

participate.     

 The two most common forms are works councils  and board representatives.  1 41   

Works councils are groups of nominated or elected employees who must be consulted 

when management makes decisions about employees.  Board representatives  are 

employees who sit on a companys board of directors and represent the employees 

interests.  

 The influence of representative participation on working employees seems to be 

minimal.  142  Works councils are dominated by management and have little impact on 

employees or the organization.  While participation might increase the motivation and 

satisfaction of employee representatives,  there is little evidence that this effect trickles 

down to the employees they represent.  Overall,  the greatest value of representative 

participation is symbolic.  If one is  interested in changing employee attitudes or in 

improving organizational performance,  representative participation would be a poor 

choice.  143     

  employee involvement      A 

participative process that uses the 

input of employees and is intended to 

increase employee commitment to an  

organizations success.    

  participative management      A 

process in  which  subordinates share 

a significant degree of decision-

making  power with  their immediate 

superiors.    

  representative participation       A 

system in  which  employees partici-

pate in  organizational  decision  making  

through  a smal l  group of representa-

tive employees.    

 How do 

 employees 

become more 

involved in  the 

workplace? 
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  Linking Employee I nvolvement Programs and  Motivation  Theories   

 Employee involvement draws on a number  of the motivation theories we discussed 

in  Chapter   4       .  Theory Y is consistent with participative management,  and Theory X is 

consistent with the more traditional autocratic style of managing people.  In terms of 

Herzbergs two-factor theory,  employee involvement programs could provide intrinsic 

motivation by increasing opportunities for growth,  responsibility,  and involvement in 

the work itself.  The opportunity to make and implement decisionsand then see them 

work outcan help satisfy an employees needs for responsibility,  achievement,  recog-

nition,  growth,  and enhanced self-esteem.  Extensive employee involvement programs 

clearly have the potential to  increase employee intrinsic motivation in work tasks.  

Giving employees control over key decisions,  along with ensuring that their interests 

are represented,  can enhance feelings of procedural justice.       

  Motivation:  Putting I t Al l  Together   
  In  Chapter   4   ,  we reviewed basic theories of motivation,  considering such factors as how 

needs affect motivation,  the importance of linking performance to rewards,  and the 

need for fair process.   In this chapter,  we considered various ways to pay and recognize 

people,  and looked at job design and creating more flexible workplaces.  Three Harvard 

University professors recently completed two studies that suggest a way to put  all of 

these ideas    together to understand (1 )  what motivates people and (2)  how to use this 

knowledge to make sure that organizational processes motivate.  144  

 According to the study authors,  research suggests that four basic emotional drives 

(needs)  guide individuals.  145   These are the drive to acquire;  the drive to bond;  the drive 

to comprehend;  and the drive to defend.  People want to acquire any number of scarce 

goods,  both tangible and intangible (such as social status) .  They want to bond with 

other individuals and groups.  They want to understand the world around them.  As 

well,  they want to protect against external threats to themselves and others,  and want 

to ensure justice occurs.     
 Understanding these different drives makes it possible to motivate individuals more 

effectively.  As the study authors point out,  each drive is best met by a distinct organi-

zational lever.  The drive to acquire is met through organizational rewards.  The drive 

to bond can be met by creat[ing]  a culture that promotes teamwork,  collaboration,  

openness,  and friendship. The drive to comprehend is best met through job design and 

creating jobs that are meaningful,  interesting,  and challenging.  The drive to defend 

can be accomplished through an organizations performance management and resource 

allocation processes;  this includes fair and transparent processes for managing perfor-

mance and adequate resources to do ones job.   Exhibit   5-6    indicates concrete ways that 

organizational characteristics can address individual drives.    

 7  Describe how employee 

involvement programs 

can  motivate employees.  

 8  Describe how knowl-

edge of what motivates 

people can  be used  

to make organizations 

more motivating.  

  GLOBAL IMPLICATIONS 

 Do the motivational approaches we have discussed vary by culture? Because 

we have covered some very different approaches in this chapter,  lets break 

down our analysis by approach.  Not every approach has been studied by 

cross-cultural researchers,  so we consider cross-cultural differences in (1 )  variable pay,  

(2)  flexible benefits,  (3)  job characteristics and job enrichment,  (4)  telecommuting,  

and (5)  employee involvement.  

  Variable  Pay 

 Globally,  around 80 percent of companies offer some form of variable-pay plan.  In 

Latin America,  more than 90 percent of companies offer some form of variable-pay 

     

P I A
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Effective Empowerment and 
Enagagement 
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Acquire

DRIVE PRIMARY LEVER ACTIONS

1

Reward  System   Sharply d i fferentiate good  performers from  average and  poor performers

  Tie  rewards clearly to  performance

  Pay as wel l  as  your competi tors

Bond

2

Culture   Foster mutual  rel iance and  friendsh ip  among  co-workers

  Value col laboration  and  teamwork

  Encourage sharing  of best practices

Comprehend

3

Job Design   Design  jobs that have d istinct and  important roles in  the organ ization

  Design  jobs that are mean ingful  and  foster a  sense of contribution  to
 the organ ization

Defend

4

Performance Management
and  Resource Allocation
Processes

  Increase the transparency of a l l  processes

  Emphasize thei r fa i rness

  Bu i ld  trust by being  just and  transparent in  granting  rewards,  assignments,  and
 other forms of recogn ition

    EXHIBIT 5-6  How to Fulfi l l  the Drives That Motivate Employees      

 Source:  N .  Nohria,  B .  Groysberg,  and  L. -E.  Lee,   Employee Motivation:  A Powerfu l  New Model ,   Harvard Business Review  86,  no.  78 

(Ju lyAugust 2008),  p.   82  .   

plan.  Latin American companies also  have the highest percentage of total payroll 

 allocated to variable pay,  at nearly 18  percent.  European and US companies are rela-

tively lower,  at about 12 percent.  146  When it comes to executive compensation,  Asian 

companies are outpacing Western companies in their use of variable pay.  147   

  Flexible  Benefits 

 Today,  almost all major corporations in the United States offer flexible benefits.  They 

are becoming the norm in other countries,  too.  As mentioned earlier,  a recent survey of 

211  Canadian organizations found that 60 percent offer flexible benefits.  148  Research 

in 2013  of companies in the United Kingdom found that only 27 percent have flexible 

benefits programs in place,  up just 8  percent since 2007.  149   

 In  Exhibit   5 -7   ,  we show the link between a countrys rating on GLOBE/Hofstede 

cultural dimensions ,  which we discussed in  Chapter   3    ,   and its preferences for particular 

types of rewards.  Countries that put a high value on uncertainty avoidance prefer pay 

based on objective measures,  such as skill or seniority,  because the outcomes are more 

certain.  Countries that put a high value on individualism place more emphasis on an 

individuals responsibility for performance that leads to rewards.  Countries that put 

a high value on humane orientation offer social benefits and programs that provide 

workfamily balance,  such as child care,  maternity leave,  and sabbaticals.  1 50  Also,  

although vacation is  an important reward,  taking leisure time appears to  be more 

challenging for North American employees as compared with European employees as 

 Case IncidentMotivation for Leisure   on page  1 98   shows.  Managers who receive over-

seas assignments should consider a countrys cultural orientation when designing and 

implementing reward practices.    
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  Job  Characteristics and  Job  Enrichment 

 A few studies have tested the JCM in different cultures,  but the results are not very consis-

tent.  151   One study suggested that when employees are other oriented (concerned with 

the welfare of others at work),  the relationship between intrinsic job characteristics and 

job satisfaction is weaker.  The fact that the JCM is relatively individualistic (considering 

the relationship between the employee and his or her work)  suggests that job enrichment 

strategies may not have the same effects in collectivistic cultures as in individualistic 

cultures (such as Canada and the United States) .  152  However,  another study suggests 

that the degree to which jobs have intrinsic job characteristics predicted job satisfaction 

and job involvement equally well for US,  Japanese,  and Hungarian employees.  153    

  Telecommuting 

 Does the degree to which employees telecommute vary by nation? Does telecommut-

ings effectiveness depend on culture?  First,  one study suggests that telecommuting 

is more common in the United States than in all  the European Union (EU)  nations 

except the Netherlands.  In the study,  24.6 percent of US employees engaged in telecom-

muting,  compared with only 13.0 percent of EU employees.  Of the EU countries,  the 

Netherlands had the highest rate of telecommuting (26.4 percent);  the lowest rates were 

in Spain (4.9  percent)  and Portugal (3.4 percent) .  What about the rest of the world? 

Unfortunately,  lack of data on telecommuting rates prevents comparison in other parts 

of the world.  Similarly,  we dont really know whether telecommuting works better in 

one country than another.  However,  the same study that compared telecommuting rates 

between the United States and the EU determined that employees in Europe appeared 

to have the same level of interest in telecommuting:  regardless of country,  interest is 

higher among employees than among employers.  154   

  Employee I nvolvement 

 Employee involvement programs differ among countries.  155   A study of four countries,  

including the United States and India,  confirmed the importance of modifying practices 

    EXHIBIT 5-7   Reward Preferences in  Different Countries           

  GLOBE/Hofstede 

Cultural  Dimension     Reward  Preference    Examples  

 H igh  uncertainty avoidance  Certainty in  compensation  systems:  

   Sen iori ty-based  pay 

   Ski l l -based  pay 

 G reece,  Portugal ,  Japan  

 Ind ividual ism   Compensation  based  on  ind ividual  

performance:  

   Pay for performance 

   Ind ividual  incentives 

   Stock options 

 Austral ia,  Un ited  Kingdom,  

Un ited  States 

 Humane orientation  (Hofstedes 

mascu l in ity vs.  femin in ity 

d imension) 

 Socia l  benefits and  programs:  

   Flexible benefits 

   Workplace ch i ld-care programs 

   Career-break schemes 

   Matern ity leave programs 

 Sweden,  Norway,  the Netherlands 

    Source:  Based  on  R.  S.  Schuler and  N .  Rogovsky,   Understanding  Compensation  Practice Variations across Fi rms:  The Impact of National  

Cu lture,   Journal of International Business Studies   29,  no.  1  (Fi rst Quarter 1 998),  pp.   1 59   1 77  .   
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to reflect national culture.  1 56  While US employees readily accepted these programs,  

managers in India who tried to empower their employees through employee involve-

ment programs were rated low by those employees.  These reactions are consistent with 

Indias high power-distance culture,  which accepts and expects differences in authority.  

Similarly,  Chinese employees who were very accepting of traditional Chinese values 

showed few benefits from participative decision making,  but employees who were less 

traditional were more satisfied and had higher performance ratings under participative 

management.  1 57  Another study conducted in China,  however,  showed that involve-

ment increased employees  thoughts and feelings of job  security,  enhancing their 

well-being.  158         

     Summary 
 As we have seen in this chapter,  the study of what motivates individuals is ultimately 

the key to organizational performance.  Employees whose differences are recognized,  

who feel valued,  and who have the opportunity to work in jobs that are tailored to their 

strengths and interests will be motivated to perform at the highest levels.  Employee 

participation also can increase employee productivity,  commitment to  work goals,  

motivation,  and job satisfaction.     

 LESSONS LEARNED 

       Money is not a motivator for 

all individuals.   

      Effective reward systems link 

pay to performance.   

      Jobs characterized by variety,  

autonomy,  and feedback are 

more motivating.    
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 Study,  practise,  and explore real  business situations with  these helpful  resources:  

       Study Plan:  Check your understanding of chapter concepts with self-study quizzes.  

      Online Lesson Presentations:  Study key chapter topics and work through  interactive 

assessments to test your knowledge and master management concepts.   

      Videos:  Learn  more about the management practices and strategies of real  

companies.   

      Simulations:  Practise management decision-making  in  simulated business environments.    
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  for Review 

    1 .    What i s  variable pay?  What 

variable-pay programs are used  

to motivate employees?  What 

are their advantages and  d isad-

vantages?   

   2.    How can  flexible benefits moti -

vate employees?   

   3.    What are the motivational  bene-

fi ts of in trinsic rewards?   

   4.    What i s  the job characteristics 

model?  How does i t motivate 

employees?   

   5.    What are the main  ways that 

jobs can  be redesigned?  In  your 

view,  in  what si tuations would  

one of the methods be favoured  

over the others?   

   6.    What are the three a lternative 

work arrangements of flextime,  

job sharing,  and  telecommuting?  

What are the advantages and  

d isadvantages of each?   

   7.    What are employee involvement 

programs?  How might they 

increase employee motivation?   

   8.    How can  motivation  theories be 

used  to create more motivating  

work environments?     

  for Managers 

   Recognize individual  d ifferences:  

Spend  the time necessary to under-

stand  what i s important to each  

employee.  Design  jobs to a l ign  

with  individual  needs and  maxi-

mize their motivation  potential .   

   G ive employees fi rm,  specific 

goals,  and  provide them  with  

feedback on  how wel l  they are 

doing  in  pursu it of those goals.   

   Al low employees to participate in  

decisions that affect them.  Employ-

ees can  contribute to setting  work 

goals,  choosing  their own  benefits 

packages,  and  solving  productivi ty 

and  qual i ty problems.   

   Link rewards to performance and  

ensure that employees perceive 

the l ink between  the two.   

   Check the system  for equity.  

Employees shou ld  perceive that 

experience,  ski l l s,  abi l i ties,  effort,  

and  other obvious inputs expla in  

d i fferences in  performance and  

hence in  pay,  job assignments,  and  

other obvious rewards.     

  for You 

   Because the people you  interact 

with  appreciate recognition,  con-

sider including  a  brief note on  a  

n ice card  to show thanks for a  job  

wel l  done.  Or you  might send  a  

basket of flowers.  Sometimes just 

sending  a  pleasant,  thankful  emai l  

i s  enough  to make a  person  feel  

va lued.  Al l  of these th ings are easy 

enough  to do,  and  appreciated  

greatly by the recipient.   

   I f you  are working  on  a  team  or 

in  a  volunteer organ ization,  try to  

find  ways to motivate co- workers 

using  the job characteristics 

model .  For instance,  make sure 

that everyone has some tasks over 

which  they have autonomy,  and  

make sure people get feedback on  

their work.   

   When  you  are working  on  a  team  

project,  th ink about whether every-

one on  the team  should  get the 

same reward,  or whether rewards 

should  be a l located  according  to 

performance.  Individual-based  per-

formance rewards may decrease 

team  cohesiveness i f individuals do 

not cooperate with  one another.        

at

Work 
  OB
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    Al though  a l lowing  employees to work from  home i s 

gain ing  populari ty,  telecommuting  i s  a  practice that wi l l  

on ly hurt them  and  their employers.  1 59  Sure,  employees 

say they are happier when  their organ ization  a l lows them  

the flexibi l i ty to work wherever they choose,  but who 

would  not l ike to hang  around  at home in  their pajamas 

pretending  to work?  I  know plenty of col leagues who 

say,  with  a  wink,  that they are taking  off to work from  

home  the rest of the day.  Who knows whether they are 

real ly contributing?  

 The bigger problem is the lack of face-to-face interac-

tion  between  employees.  Studies have shown that great 

ideas are born  through  interdependence,  not indepen-

dence.  Its during  those informal  interactions around the 

water cooler or during  coffee breaks that some of the most 

creative ideas arise.  If you  take that away,  you  stifle the 

organizations creative potential .  

 Trust i s  another problem.  Have you  ever trusted  some-

one you  have not met?  Probably not.  Again ,  face-to-face 

interactions a l low people to establ ish  trusting  relation-

sh ips more qu ickly,  which  fosters smoother socia l  inter-

actions and  a l lows the company to perform  better.  

 But enough  about employers.  Employees a lso would  

benefit by working  hard  at the office.  I f you  are out of 

sight,  you  are out of m ind.  Want that big  ra ise or promo-

tion?  You  are not going  to get i t i f your supervisor does 

not even  know who you  are.  

 So th ink twice the next time you  ei ther want to leave 

the office early or not bother coming  in  at a l l ,  to work 

from  home.   

   

 Please.  So-cal led  face-time i s  overrated.  I f a l l  managers 

do i s  reward  employees who hang  around  the office the 

longest,  they are not being  very good  managers.  Those 

who brag  about the 80 hours they put in  at the office 

(being  sure to point out they were there on  weekends) 

are not necessari ly the top performers.  Being  present i s  

not the same th ing  as being  efficient.  

 Besides,  there are a l l  sorts of benefits for employees 

and  employers who take advantage of telecommuting  

practices.  For one,  telecommuting  i s  seen  as an  attrac-

tive perk companies can  offer.  With  so many dual-career 

earners,  the flexibi l i ty to  work from  home on  some days 

can  go a  long  way toward  ach ieving  a  better balance 

between  work and  fami ly.  That translates into better 

recru iting  and  better retention.  In  other words,  you  wi l l  

get and  keep better employees i f you  offer the abi l i ty to 

work from  home.  

 Plus,  studies have shown  that productivi ty i s   higher ,  

not lower,  when  people work from  home.  Th is resu lt i s  

not l im ited  to the Un ited  States.  For example,  one study 

found  that Ch inese cal l  centre employees who worked  

from  home outproduced  their  face-time  counterparts 

by 1 3  percent.  

 You  say a l l  these earth-shattering  ideas would  pour 

forth  i f people interacted.  I  say consider that one of the 

biggest workplace d istractions i s  chatty co-workers.  So,  

a l though  I  concede that there are times when   face-

time  i s  beneficia l ,  the benefits of telecommuting  far 

outweigh  the drawbacks.    

PO I N T COU NTE RPO I N T
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 Form  smal l  groups to d iscuss the fol lowing  topics,  as assigned  by your instructor:  

   1 .    How might the job of student be redesigned  to make i t more motivating?   

  2.    What i s  your ideal  job?  To what extent does i t match  up with  the elements of the JCM?   

  3.    Would  you  prefer working  from  home or working  at the office?  Why?     

B R E AKO U T  G ROU P  E X E R C I S E S 

 Analyzing and Redesigning Jobs 

 Break into groups of 5  to 7  members each.  1 60  Each  student should  describe the worst job he or she has ever had.  Use 

any cri teria  you  want to select 1  of these jobs for analysis by the group.  

 Members of the group wi l l  analyze the job selected  by determin ing  how wel l  i t scores on  the job characteristics model .  

Use the fol lowing  scale for your analysis of each  job d imension:  

     7     =  Very high    

    6   =   H igh    

    5   =  Somewhat high    

    4  =   Moderate   

    3   =   Somewhat low   

    2   =   Low   

    1   =   Very low    

 The fol lowing  sample questions can  gu ide the group in  i ts analysis of the job in  question:  

        Skill variety.   Describe the different identifiable ski l ls required to do this job.  What is the nature of the oral,  written,  and/

or quantitative ski l ls needed?  Physical  ski l ls?  Does the job holder get the opportunity to use al l  of h is or her ski l ls?   

       Task identity.   What i s  the product that the job  holder creates?  I s  he or she involved  in  i ts production  from  

beginn ing  to end?  I f not,  i s  he or she involved  in  a  particu lar phase of i ts production  from  beginn ing  to end?   

       Task significance.   How important i s  the product?  How important i s  the job holders role in  producing  i t?  How 

important i s  the job holders contribution  to the people he or she works with?  I f the job holders job  were 

el im inated,  how inferior would  the product be?   

       Autonomy.   How much  independence does the job holder have?  Does he or she have to fol low a  strict 

schedule?  How closely i s  he or she supervised?   

       Feedback.   Does the job holder get regular feedback from  h is or her manager?  From  peers?  From  h is or her 

staff?  From  customers?  How about intrinsic performance feedback when  doing  the job?    

  EXPE R I E N T I AL  E X E R C I S E  
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Diagnosing  Poor Performance and  Enhancing  Motivation:  Correcting  poor performance i s  a  key management 

responsibi l i ty.  Th is instrument helps you  assess your abi l i ties in  th is area.

Effective Empowerment and Engagement:  Some engagement and  empowerment techniques are more effective than  

others.  Use th is scale to see how your approach  measures up,  and  to get some ideas for improvement.

Personal  Empowerment Assessment:  Th is sel f-assessment helps you  better understand  the extent to which  you  are 

empowered  in  a  particu lar role.

  P E R S O N AL  I N VE N TORY  A S S E S S M E N T
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 Are CEOs Paid Too Much? 

  E T H I C A L  D I L EMMA 

 C ritics have described  the astronomical  pay packages g iven  

to Canadian  and  American  CEOs as  rampant greed.  1 61   

I n  201 3 ,  the  med ian  annua l  compensation  of C EOs i n  

Canadas  1 00  l argest compan ies was $5 .6  m i l l ion .  That 

means that the compensation  of CEOs,  which  had  fa l len  

a  bit from  201 0 to 201 1 ,  i s a lmost back to the levels from  

before  th e  downtu rn ,  when  the  med i an  C EO  ea rned  

$5.8 mi l l ion.  The 201 3  CEO compensation  was 1 71  times 

what the  average fu l l -time C anad ian  employee  earned  

i n  2 01 3  ($46  634).  C anad i an  C EOs  may feel  they a re 

underpa id ,  though ,  i f  they compare  themselves  wi th  a  

simi lar group of American  CEOs,  whose median  pay was 

US$ 1 2 . 75  m i l l i on  i n  2 01 2 ,  and  2 57  times  that  of  the 

average pay for US  employees.  

 How do you  explain  such  large pay packages for CEOs?  

Some say that executive compensation  represents a  classic 

economic response to a  si tuation  in  which  the demand  i s 

great for h igh-qual ity top-executive ta lent,  and  the supply 

i s  low.  Other arguments in  favour of paying  executives 

m i l l ions a  year are the need  to compensate people for the 

tremendous responsibi l i ties and  stress that go with  such  

jobs;  the motivating  potential  that seven- and  eight-figure 

annua l  i ncomes provide  to  sen ior executives  and  those 

who might aspire to be;  and  the influence of senior execu-

tives on  the companys bottom  l ine.  

 C ri ti cs  of executive  pay practices i n  C anada  and  the 

Un i ted  States  argue  that C EOs choose board  members 

whom  they can  count on  to support ever-increasing  pay 

for  top  managemen t.  I f  board  members  fa i l  to   p l ay 

a long,  they ri sk losing  their positions,  their fees,  and  the 

prestige and  power inherent in  board  membersh ip.  

 In  addition,  i ts not clear that executive compensation  

i s  tied  to fi rm  performance.  For example,  a  201 4 analysis 

of compensation  data  by Equ i lar showed  l i ttle  correlation  

between  CEO pay and  company performance.  Consider 

the  data  in   Exh ibi t   5 -8    ,  wh ich  i l lustrates the  d i sconnect 

that can  sometimes happen  between  CEO compensation  

Chapter 5  Moti vation  i n  Acti on  1 97

    EXHIBIT 5-8  201 4 Compensation  of Canadas Most Overpaid  CEOs*            

 CEO(s) 
 Was Paid  

(2-Year Avg.) 
 Should  Have 
Been  Paid  

 Amount 
Overpaid  

 1 .   Gerald  Schwartz,  Onex Corporation,  

Toronto,  Ontario 

 $1 9  907  000  $8 668 000  $1 1  239 000 

 2 .   J im  Smith ,  Thomson  Reuters Corp. ,  

Toronto,  Ontario 

 $ 1 1  659 000  $4 556 000  $7  1 03  000 

 3 .   Scott Saxberg,  C rescent Point Energy Corp. ,  

Calgary,  Alberta  

 $8  954 000  $2  421  000  $6  533  000 

 4.   C raig  Mulhauser,  Celestica  Inc. ,  

Toronto,  Ontario 

 $6  595  000  $3  1 22  000  $3  473  000 

 5 .   Mark Davis,  Chemtrade Logistics Income 

Fund,  Toronto,  Ontario 

 $5  042  000  $2  41 6 000  $2  626 000 

 *  Financial Post Magazine   uses a   Bang  for the Buck  formula  to calcu late the amount overpaid,  taking  into account CEO 

performance variables.  

  Source:   A Guide to Using  the CEO Scorecard,  Financial Post Magazine,  November 201 4,  p.  33 ;  and  information  in   CEO 

Scorecard  201 4,   Financial Post Magazine  ,  November 201 4,  pp.   3437  .  

 Using  the formula  found  on  page  1 81  ,  ca lcu late the jobs motivating  potentia l  score.  D iscuss whether you  th ink th is 

score accurately reflects your perceptions of the motivating  potentia l  of these professions.  

 Using  the suggestions offered  in  the chapter for redesign ing  jobs,  describe specific actions that management could  

take to increase th is jobs motivating  potentia l .  

 Calcu late the costs to management of redesign ing  the job in  question.  Do the benefits exceed  the costs?  

 Conclude the exercise by having  a  representative of each  group share h is or her groups analysis and  redesign  sugges-

tions with  the enti re class.  Possible topics for class d iscussion  might include simi lari ties in  the jobs chosen,  problems in  

rating  job d imensions,  and  the costbenefit assessment of design  changes.   
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    Attaching the Carrot to the Stick 

 I t  seems  l i ke  common  sen se  that  people  work h arder 

when  there  a re  i n centives  a t  stake,  bu t many scholars 

question  th is premise.  1 63   Alfie  Kohn  has long  suggested  

that employees  a re   pun i shed  by rewards  and  u rges 

that organ izations avoid  tying  rewards to  performance 

because of the negative consequences that can  resu lt.  As 

an  a l ternative to rewards,  some experts recommend  that 

managers foster a  posi tive,  upbeat work environment in  

hopes that enthusiasm  wi l l  translate into motivation.  

 Although  rewards  can   be motivating,  they can  reduce 

employees  in trinsic in terest in  the tasks they are doing .  

Along  these  l i nes,  Mark Lepper of Stan ford  Un iversi ty 

    C AS E  I N C I D E N T S 

  Motivation for Leisure 

 When  I  h ave  time  I  don t  h ave  money.  When  I  h ave 

money I  d on  t  h ave  t ime,   says  G l enn  Ke lman ,  C EO 

of  Red fi n .  1 62   H e  i s  n ot  a l one.  Wh i l e  many employees 

find  themselves  faced  wi th  60-,  70-,  or 80-hour weeks 

(and  sometimes more);  others who are unemployed  can  

f i n d  th emse l ves  wi th  too  much  time  on  th e i r  h and s.  

Take  Den n i s  Lee ,  a  sa l es  a ssoci a te  whose  g i r l fr i en d  

i s  unemployed .  She  has  time to  spare,  bu t he  says  her 

unemployment makes i t  financia l ly impossible for me to 

support the both  of us,  even  i f we just go on  a  smal l  trip,  

and  get a  smal l  hotel  and  stay for a  couple of days.  

 Yet some argue that ind ividual s choose to  be unem-

ployed  to take advantage of socia l  safety nets and  en joy 

a  more lei surely l i festyle.  Casey Mul l igan ,  a  Un iversi ty of 

Ch icago economist,  says,   I  estimate that half of the drop 

in  the employment-population  ratio came from  an  expan-

sion  of the socia l  safety net.  

 Those  who  a re  emp loyed  a nd  who  may h ave  th e 

financia l  means to take a  vacation  often  leave those vaca-

tion  days on  the table.  The average Canadian  employee 

recei ves  a lmost 4  weeks  of  vacation  time  a  yea r,  and  

76  percen t  take  th e i r  fu l l  vaca ti on  time.  The  average 

US employee gets 2 .6  weeks of vacation  a  year,  yet on ly 

43  percent take that time.  

 The chal lenge of taking  leisure time does not seem  to 

be a  problem  for employees in  many European  countries.  

Take the French,  who get 30 days of vacation  and  say they 

take a l l  of them.  Employees in  Spain ,  I ta ly,  and  Germany 

get about the same time off.  Moreover,  i f you  work in  the 

European  Un ion  and  get sick on  vacation ,  the European  

Court  of J u sti ce  states  that  you  a re  en ti tl ed  to  take  a  

make-up vacation .   

  Questions 

    1 .    Why do you  th ink North  American  employees are 

g iven  less vacation  time relative to employees in  

other countries?   

   2.    Why do you  th ink Canadian  workers often  do not 

take a l l  of their a l lotted  vacation  time?  Are these 

personal  choices,  or are they driven  more by society,  

or by organ izational  cu lture?   

   3.    I f many unemployed  are spending  around  two 

hours/day looking  for work as some research  ind i -

cates,  do you  th ink that means they are en joying  

a   leisurely  l i festyle?  Why or why not?  I f unem-

ployed,  how would  you  spend  your days?      

1 98  Part 2  S tri vi ng  for  Performance

and  fi rm  performance.   Financial Post Magazine   u ses  a  

 Bang  for the  Buck  formu la  to  ca l cu late  wh ich  C EOs 

were overpaid  (or underpaid),  based  on  their companys 

performance between  201 2  and  201 3 .   

 I s  h igh  compensation  of CEOs a  problem?  I f so,  does 

th e  b l ame  for  th e  prob lem  l i e  wi th  C EOs  or  wi th  th e 

shareholders and  boards that knowing ly a l low the prac-

tice?  Are Canadian  and  American  CEOs greedy?  Are these 

C EOs acting  uneth ica l l y?  Shou ld  thei r pay reflect more 

closely some mu ltiple  of thei r employees  wages?  What 

do you  th ink?   
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found  that ch i ld ren  rewarded  for d rawing  wi th  fel t-tip  

pens no longer wished  to use the pens at al l  when  rewards 

were removed,  whereas ch i ldren  who were not rewarded  

for using  the pens were eager to use them.  And  neuro-

imaging  researchers found  that when  incentives reached  a  

certain  threshold,  the brain s reward  centre began  to shut 

down  and  people became d istracted.  According  to Vikram  

Ch ib,  the lead  researcher on  the project,  people begin  to 

worry about losing  the  carrot when  the  stakes get too 

h igh,  which  leads to fa i lure.  

 Rewards can  a lso lead  to misbehaviour by employees.  

Psychologist Edward  Deci  notes,  Once you  start making  

peoples  rewards  dependen t on  outcomes rather than  

behaviors,  the  evidence i s  people  wi l l  take the  shortest 

route to those outcomes.  Consider factory employees paid  

purely based on  the number of units they produce.  Because 

on l y  q u an ti ty  i s  rewarded ,  th ey may n eg l ect  q u a l i ty.  

Executives rewarded  strictly on  the basis of the quarterly 

stock price wi l l  tend  to ignore the long-term  profitabi l i ty 

and  survival  of the fi rm;  they might even  engage in  i l legal  

or unethical  behaviour to increase their compensation.  

 Some rewards  may a l so  have  l ega l  impl i cations.  An  

increasing  number of companies,  such  as Whole Foods,  are 

providing  financial  rewards to employees who meet health  

goals or participate in  wel lness programs,  but such  efforts 

raise concerns about discrimination  against those unable to 

reach  the goals.  Incentives might not motivate employees to 

take a  more active role in  managing their health  in  any case.  

As David  Anderson,  vice-president and  ch ief health  officer 

at StayWell  Health  Management,  says,  An  incentive i tself 

doesnt necessari ly buy engagement.  I t buys compl iance.  

 However,  the majori ty of research  ci ted  in  th is  and  the 

previous  chapter shows that ind ividuals g iven  rewards for 

behaviour wi l l  be more l ikely to  engage in  the rewarded  

behaviou rs.  I ts  a l so  un l i ke l y that  i nd i vi dua l s  engaged  

i n  very bori ng ,  repeti ti ve  tasks  wi l l  l ose  the i r  i n tri n s i c 

moti vation  i f  the  task i s  rewarded  because  they never 

had  any intrinsic motivation  to begin  with .  The real  i ssue 

for managers  i s  fi nd ing  an  appropri ate  way to  reward  

behaviours so  that desi red  behaviour i s  i ncreased  wh i le  

less-desired  behaviour i s  decreased.  

  Questions 

1 .    Do you  th ink that,  as a  manager,  you  should  use 

incentives regularly?  Why or why not?   

2.    C an  you  th ink of a  time in  your own  l i fe when  the 

possibi l i ty of receiving  an  incentive  reduced  your 

motivation?   

3.    What employee behaviours do you  th ink might be 

best encouraged  by offering  incentive rewards?           

   FROM  CONCEPTS TO SKILLS 

  Designing Enriched Jobs 

 How does management enrich  an  employees job? The following suggestions,  

based on the JCM, specify the types of changes in  jobs that are most l ikely to 

lead to improving their motivating potential  (also see  Exhibit   5-9   ).  1 64   

    1 .     Combine tasks.   Managers should  seek to take existing  and  fraction-

a l i zed  tasks and  put them  back together to  form  a  new and  larger 

module of work.  Th is increases ski l l  variety and  task identity.   

   2.     Create natural work units.   The creation  of natural  work un its means 

that  the  tasks  an  employee  does  form  an  i den ti fi ab le  and  mean -

ingfu l  whole.  Th is increases employee  ownersh ip  of the work and  

improves the l ikel ihood  that employees wi l l  view their work as mean-

ingfu l  and  important rather than  as i rrelevant and  boring.   

   3.     Establish  client relationships.   The  cl i en t i s  the  user of the product 

or servi ce  that the  employee  works  on  (and  may be  an   i n terna l  
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  Practising  

Skil ls 

 You  own  and  manage Sunrise Del iveries,  a  smal l  freight transportation  

company that makes local  del iveries of products for your customers.  You  

have a  total  of n ine employeesan  admin istrative assistant,  two ware-

house personnel ,  and  six del ivery drivers.  

 The drivers  job i s  pretty straightforward.  Each  morn ing  they come 

in  at 7 :30 a .m. ,  pick up their dai ly schedule,  and  then  drive off in  their 

preloaded  trucks to make their stops.  They occasional ly wi l l  a l so pick up 

packages and  return  them  to the Sunrise warehouse,  where they wi l l  be 

un loaded  and  redirected  by the warehouse workers.  

 You  have become very concerned  with  the h igh  turnover among  your 

drivers.  Of your current six drivers,  three have been  working  for you  less 

than  two months and  on ly ones tenure exceeds six months.  Th is  i s  frus-

trating  because you  are paying  your drivers more than  many of the larger 

del ivery companies l ike UPS and  FedEx.  Th is turnover i s  getting  expen-

sive because you  are constantly having  to spend  time find ing  and  tra in ing  

replacements.  I ts  a l so  hard  to develop  a  qua l i ty customer-service  pro-

gram  when  customers constantly see new faces.  When  you  have asked  

customer  as wel l  as  someone outside the organ ization).  Wherever 

possible,  managers should  try to establ ish  d irect relationships between  

employees and  their cl ients.  Th is increases ski l l  variety,  autonomy,  and  

feedback for the employee.   

4. Expand jobs vertically.   Vertical  expansion  g ives employees responsibi l i -

ties and  control  that were formerly reserved  for management.  I t seeks 

to partia l ly close the gap between  the  doing  and  the  control l ing  

aspects of the job,  and  i t increases employee autonomy.   

5. Open feedback channels.   By increasing  feedback,  employees not on ly 

learn  how wel l  they are performing  their jobs,  but a lso whether their 

performance i s  improving,  deteriorating,  or remain ing  at a  constant 

l evel .  I dea l ly,  th i s  feedback about performance shou ld  be  received  

d i rectly as the employee does the job,  rather than  from  management 

on  an  occasional  basis.  For instance,  at many restaurants you  can  find  

feedback cards on  the table to ind icate the qual i ty of service received  

during  the meal .     
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EXHIBIT 5-9  Guidelines for Enriching  a  Job      

Combine tasks Ski l l  variety

Task identity

Task signicance

Autonomy

Feedback

Form natural  work units

Establ i sh  cl ient relationships

Expand  jobs vertical ly

Open feedback channels

Suggested Action Core Job Dimensions

Source:   J .  R.  Hackman  and  J .  L.  Suttle,  eds.   Improving Life at Work  

(Santa  Monica,  CA:  Goodyear Publ i sh ing,  1 977),  p.   1 38 .   
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Chapter 5 Moti vation  i n  Acti on  201

  Reinforcing  

Skil ls 

1 .    Th ink of the worst job you  have ever had.  Analyze the job according  

to the five d imensions identified  in  the JCM.  Redesign  the job to make 

i t more satisfying  and  motivating.   

2.    Spend  one to  th ree hours  at various times observing  employees in  

your col lege d in ing  hal l .  What actions would  you  recommend  to make 

these jobs more motivating?     

departing  drivers why they are qu itting,  common  complaints include:  

 Theres no room  for advancement,   The job i s  boring,  and  Al l  we do 

i s drive.  What should  you  do to solve th is problem?   
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    C H A P T E R

  L E ARN I N G  O U TCOM ES 

     How can  a  team  come together and  perfect 

a  new performance in  just a  few short months?  

6  

 After studying  this chapter,  you  should  be able to:  

  1    Define  group  and  team ,  and identify the different types of teams.   

  2    Analyze the growing  popularity of teams in  organizations.   

  3    Contrast the five types of teams.   

  4    Show how role requirements change in  different si tuations.   

  5    Demonstrate how norms exert influence on  an  individual s behaviour.   

  6    Identify the five stages of group development.   

  7    Identify the characteristics of effective teams.   

  8    Explain  the impl ications of diversity for group effectiveness.   

  9    Show how group size affects group performance.   

  10    Decide when  to use individuals instead of teams.    

 Groups and Teamwork 
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uebec-based  Cirque du  Solei l  i s  recogn ized  

worldwide for the many creative shows i t has 

produced  since i ts start in  1 984.  1   The compa-

ny has 5000 employees,  wi th  close to 2000 of 

them  located  a t i ts  headquarters in  Montreal .  I ts  employ-

ees represent more than  50 nationa l i ties and  speak 25 

d i fferent l anguages,   wh ich  cou ld  present cha l lenges in  

developing a  spiri t of teamwork.  

 Teamwork,  however,  i s  what Ci rque du  Solei l  does 

best.  Accord ing to Lyn  Heward ,  who was the companys 

d i rector of creation  for many years,  no matter what your 

product i s    your resu l ts l ie  in  having a  passionate 

strong team  of people.  People are the d riv-

ing force.  I  th ink because the Cirques 

product i s  the sum  tota l  of people,  

i ts  a  l i ttle more evident.   Heward  

notes the importance of bu i ld ing trust 

so that everyone can  work together in terde-

pendently.  Guy La l ibert,  the founder and  major-

i ty owner of Cirque,  emphasizes that the whole i s  

much  bigger than  the sum  of the parts,  as  each  ind ividua l  

employee is  but a  quarter note in  a  grand  symphony.   

 Ci rque assesses 60 to 70 new cand idates a  year,  

trying to find  ind ividua ls who wi l l  add  to the many ta lented  employees on  board .  Cand i-

dates are eva luated  on  a  number of d imensions,  but team  ski l l s  are important.  Speci fica l ly,  

recru i ters eva luate whether ind ividua ls can  effectively work in  teams to solve problems and  

whether they generously share ideas wi th  others.  

 For teams to excel ,  a  number of cond i tions need  to be met.  Effective teams need  wise 

leadersh ip,  a  variety of resources,  and  a  way to solve problems.  Team  members need  to be 

ded icated ,  and  they need  to bu i ld  trust.  I n  th is chapter,  we examine when  i ts  best to have 

a  team,  how to create effective teams,  and  how to dea l  wi th  d iversi ty on  teams.                

  Q
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 Effective teams do 

not simply happen.  

They require 

attention to  process,  

team composition,  

and rewards.  

 THE BIG  IDEA 

Chapter 6  G roups  and  Teamwork 203

       Ever wonder what causes flurries of activity in  groups?  

      Should  individuals be paid  for their  teamwork or their  individual  

performance?  

      Why do some team members seem to get along  better than  others?  

      Why don t some team members pul l  their weight?   

   OB I S  FOR  EVERYONE 
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204  Part 2  S tri vi ng  for  Performance

  Teams vs.  Groups:  What I s the Difference? 
 There is some debate whether groups and teams are really separate concepts or whether 

the two terms can be used interchangeably.  We think that there is a subtle difference 

between the terms.  A   group    is two or more people with a common relationship.  Thus 

a group could be co-workers,  or people meeting for lunch or standing at the bus stop.  

Unlike teams,  groups do not necessarily engage in collective work that requires inter-

dependent effort.      

 A   team    is a small number of people with complementary skills who are committed 

to a common purpose,  performance goals,  and approach for which they hold them-

selves mutually accountable.  2  Groups become teams when they meet the following 

conditions:  3     

       Team members share  leadership  .   

      Both individuals and the team as a whole share  accountability  for the work of 

the team.   

      The team develops its own  purpose   or  mission  .   

      The team works on  problem solving  continuously,  rather than just at scheduled 

meeting times.   

      The teams measure of  effectiveness   is the teams outcomes and goals,  not indi-

vidual outcomes and goals.    

 Thus,  while not all groups are teams,  all teams can be considered groups.  Much of 

what we discuss in this chapter applies equally well to both.  

  Why Have  Teams Become So  Popular?   

 The organization that  does not  use teams has become newsworthy.  Teams are everywhere.  

As organizations have restructured themselves to compete more effectively and effi-

ciently,  they have turned to teams as a better way to use employee talents.  Management 

has found that teams are more flexible and responsive to changing events than are tradi-

tional departments or other forms of permanent groupings.  Teams have the capability to 

quickly assemble,  deploy,  refocus,  and disband.  Teams also can be more motivational.  

 Recall from the job characteristics model discussed in  Chapter   5     that    having greater task 

identity is one way of increasing motivation.  Teams allow for greater task identity,  with 

team members working on tasks together.  

 Research suggests that teams typically outperform individuals when the tasks being 

done require multiple skills,  judgment,  and experience.  4  However,  teams are not neces-

sarily appropriate in every situation.  Are teams truly effective? What conditions affect 

their potential?  How do members work together?  These are some of the questions we 

will answer in this chapter.   

  Types of Teams   

 Teams can make products,  provide services,  negotiate deals,  coordinate projects,  offer 

advice,  and make decisions.  5   In this section,  first we describe the four most common 

kinds of teams you are likely to find in organizations:  

       Problem-solving (or process-improvement)  teams  

      Self-managed (or self-directed)  teams  

      Cross-functional (or project)  teams  

      Virtual teams   

  group      Two or more people with  a 

common relationship.    

 1  Define  group  and   team ,  

and  identi fy the di fferent 

types of teams.  

  team      A smal l  number of people who 

work closely together toward a com-

mon objective and are accountable to 

one another.    

 2  Analyze the growing  

populari ty of teams in  

organizations.  

 3  Contrast the five types 
of teams.  
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 The types of relationships that members within each team have to one another are 

shown in  Exhibit   6-1    .  Later in this section,  we also describe  multiteam systems  ,  which 

use a team of teams and are becoming increasingly widespread as work increases in 

complexity.   

  Problem-Solving Teams 

 A   problem-solving (or process-improvement)  team    is typically made up of 5  to 12 

employees from the same department who meet for a few hours each week to discuss 

ways of improving quality,  efficiency,  and the work environment.  6   Such teams can also 

be planning teams,  task forces,  or committees that are organized to get tasks done.  

During meetings,  members share ideas or offer suggestions on how to improve work 

processes and methods.  Rarely,  however,  are these teams given the authority to unilat-

erally implement any of their suggested actions.  Montreal-based Clairol Canada is an 

exception.  When a Clairol employee identifies a problem,  he or she has the authority to 

call together an ad hoc group to investigate,  and then define and implement solutions.  

Clairol presents GOC (Group Operating Committee)  Awards to teams for their efforts.        

  Sel f-Managed  Teams 

 Problem-solving teams only make recommendations.  Some organizations have gone 

further and created teams that not only solve problems but also implement solutions 

and take responsibility for outcomes.  

 A   self-managed (or self-directed)  team   is typically made up of 10 to 15  employees.  

The employees perform highly related or interdependent jobs and take on many of the 

responsibilities of their managers.  7  Typically,  this includes planning and scheduling 

of work,  assigning tasks to members,  making operating decisions,  taking action on 

problems,  and working with suppliers and customers.  Fully self-managed teams even 

select their own members and leader and have the members evaluate one anothers 

performance.  Supervisory positions can take on decreased importance and may even 

be eliminated.       

 Research on the effectiveness of self-managed work teams has not been uniformly 

positive.  8   When disputes arise,  members stop cooperating and power struggles ensue,  

which leads to lower group performance.  9   However,  when team members feel confident 

that they can speak up without being embarrassed,  rejected,  or punished by other team 

membersin other words,  when they feel psychologically safeconflict is  actually 

beneficial and boosts performance.  10  In addition,  one study of 45  self-managing teams 

of factory employees found that when team members perceived that economic rewards 

such as pay were dependent on input from their teammates,  performance improved for 

both individuals and the team as a whole.  11   

 Finally,  although individuals  on teams report higher levels  of j ob  satisfaction 

compared with other individuals,  they also sometimes have higher absenteeism and 

  problem-solving (or process-

improvement) team      A group of 

5 to 1 2 employees from the same 

department who meet for a few 

hours each  week to discuss ways of 

improving  qual i ty,  efficiency,  and the 

work environment.    

  self-managed (or self-directed) 

team      A group of 1 0 to 1 5 employ-

ees who take on  many of the respon-

sibi l i ties of their former managers.    

?

Problem-solving Self-managed Cross-functional Virtual

Technology

    EXHIBIT 6-1   Four Types of Teams       

     Watch  on  MyManagementLab

CH2MHil l :   Work Teams 
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206  Part 2  S tri vi ng  for  Performance

turnover rates.  One large-scale study of labour productivity in British establishments 

found that although using teams in general does improve labour productivity,  no 

evidence supported the claim that self-managed teams performed better than traditional 

teams with less decision-making authority.  1 2  Thus,  it appears that for self-managing 

teams to be advantageous,  a number of situational factors must be in place.   Point/

Counterpoint  on page  234  considers whether empowerment is key to effective teams.   

  Cross-Functional  Teams 

 Starbucks created a team of individuals from production,  global PR,  global communica-

tions,  and marketing to develop its VIA brand of instant coffee.  The teams suggestions 

resulted in a product that would be cost-effective to produce and distribute and that 

was marketed with a tightly integrated,  multifaceted strategy.  13   This example illustrates 

the use of   cross-functional (or project)  teams   ,  made up of employees from about 

the same hierarchical level but different work areas,  who come together to accomplish 

a task.    

 Cross-functional teams are an effective means for allowing people from diverse areas 

within an organization (or even between organizations)  to  exchange information,  

develop new ideas,  solve problems,  and coordinate complex projects.  Of course,  cross-

functional teams are not easy to manage.  14  Their early stages of development are often 

time-consuming as members learn to work with diversity and complexity.  It takes time 

to build trust and teamwork,  especially among people from varying backgrounds,  with 

different experiences and perspectives.   

  Virtual  Teams 

 Problem-solving,  self-managed,  and cross-functional teams do their work face to face.  

  Virtual teams    use computer technology to tie together physically dispersed members in 

order to achieve a common goal.  15   They collaborate onlineusing communication links 

such as wide-area networks,  videoconferencing,  instant messaging,  and emailwhether 

  cross-functional  (or project) 

team      A group of employees at 

about the same hierarchical  level ,  but 

from different work areas,  who come 

together to accomplish  a task.    

  virtual  team      A team that uses 

computer technology to tie together 

physical ly dispersed members in  

order to achieve a common goal.    

         At the Louis Vu itton  factory in  Ducey,  France,  a l l  employees work in  problem-solving  teams,  with  each  team  

focusing  on  one product at a  time.  Team  members are encouraged  to suggest improvements in  manufac-

turing  work methods and  processes as wel l  as product qual i ty.  When  a  team  was asked  to make a  test 

run  on  a  prototype of a  new handbag,  team  members d iscovered  that decorative studs were causing  the 

bags zipper to bunch  up.  The team  a lerted  managers,  who had  techn icians move the studs away from  the 

zipper,  which  solved  the problem.
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they are only a room away or continents apart.  Virtual teams are so pervasive,  and tech-

nology has advanced so far,  that its probably a bit of a misnomer to call these teams 

virtual.  Nearly all teams today do at least some of their work remotely.       
 Despite becoming more widespread,  virtual teams face special challenges.  They may 

suffer because there is less social rapport and less direct interaction among members,  

leaving some feeling isolated.  One study showed that team leaders can reduce feel-

ings of isolation,  however,  by communicating frequently and consistently with team 

members so none feel unfairly disfavoured.  17  In addition,  evidence from 94 studies 

entailing more than 5000 groups found that virtual teams are better at sharing unique 

information (information held by individual members but not the entire group),  but 

they tend to share less information overall.  18  As a result,  low levels of virtuality in teams 

results in higher levels of information sharing,  but high levels of virtuality hinder it.  At 

the same time,  virtual teams can contribute to environmental sustainability,  as  Focus 

on Ethics   shows.     

         Queens School  of Business started  an  innovative executive MBA program  in  201 1  that rel ies on  a  vi rtual  

team  of students.  Whi le  there are three residentia l  sessions during  the program,  most courses are taught 

in  vi rtual  boardroom sessions with  students participating  from  home.   The program  offers the same real-

time connectivity and  interactivity as our boardroom learn ing  centres,  but offers more accessibi l i ty to a  

top-ranked  program  to participants who wouldnt otherwise have the time or be able to physical ly be in  a  

boardroom location  on  weekends,  sa id  G loria  Saccon,  d irector of the executive MBA program.  1 6  

 Vi rtual  Teams Leave a  Smal ler 
Carbon  Footprint 

  Should  virtual  teams be used  even  more?  Despite being  in  

d ifferent countries,  or even  on  di fferent continents,  many teams 

in  geograph ical ly d ispersed  locations are able to communicate 

effectively without meeting  face-to-face,  thanks to technology such  as videoconferencing,  

instant messaging,  and  emai l .  1 9   In  fact,  members of some of these virtual  teams may never 

meet each  other in  person.  Although  the merits of face-to-face versus electron ic commu-

n ication  have been  debated,  there may be a  strong   ethical  a rgument for vi rtual  teams.  

Keeping  team  members where they are,  as  opposed  to  having  them  travel  every time 

   FOCUS ON  ETHICS 
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208 Part 2  S tri vi ng  for  Performance

 For virtual  teams to  be effective,  management should 

ensure that (1 )  trust is established among team members (one 

inflammatory remark in a team member email can severely 

undermine team trust) ;  (2)  team progress is monitored closely 

(so the team does not lose sight of its  goals  and no  team 

member disappears) ;  and (3)  the efforts and products of the 

virtual team are publicized throughout the organization (so 

the team does not become invisible) .  20  For even more tips,  see 

 OB in ActionManaging Virtual Teams  .      

  Multi team Systems 

 The types  of teams we have described so  far are typically 

smaller,  standalone teams,  although their activities relate to 

the broader objectives of the organization.  As tasks become 

more complex,  teams  are  often  made b igger.  However,  

increases in team size are accompanied by higher coordina-

tion demands,  creating a tipping point at which the addition 

of another member does more harm than good.  To solve this 

problem,  organizations are employing   multiteam systems   ,  

collections of two or more interdependent teams that share a superordinate goal.  In 

other words,  multiteam systems are a team of teams.  22    

 To picture a multiteam system,  imagine the coordination of response needed after a 

major car accident.  There is the emergency medical services team,  which responds first 

and transports the injured to the hospital.  An emergency room team then takes over,  

providing medical care,  followed by a recovery team.  Although the emergency services 

team,  the emergency room team,  and the recovery team are technically independent,  

their activities are interdependent,  and the success of one depends on the success of the 

others.  Why? Because they all  share the higher goal of saving lives.     

  multiteam system      A col lection  of 

two or more interdependent teams 

that share a superordinate goal ;  a 

team of teams.    

they need  to meet,  may be a  more environmental ly responsible 

choice.  A very large proportion  of a i rl ine,  ra i l ,  and  car transport 

i s  for business purposes and  contributes greatly to g lobal  carbon  

d ioxide emissions.  When  teams are able to meet vi rtual ly rather 

than  face-to-face,  they dramatica l ly reduce thei r  carbon  foot-

print.   

 Here are several  ways that vi rtual  teams can  be harnessed  for 

greater sustainabi l i ty:  

   1 .     Encourage a l l  team  members to th ink about whether a  face-

to-face meeting  is real ly necessary and  to try to use al ternative 

communication  methods whenever possible.   

  2 .     Communicate as much  information  as possible through  virtual  

means,  i n cl ud ing  ema i l ,  te lephone ca l l s,  and  videoconfer-

encing.   

  3 .     When  travel l i ng  to  team  meetings,  choose  the  most envi -

ronmenta l ly responsible  methods possible.  Al so,  check the 

envi ronmental  profi le  of hotels before booking  rooms.   

  4.     I f  the envi ronmental  savings are  not enough  motivation  to 

reduce travel ,  consider the financia l  savings.  According  to  a  

recent survey,  businesses spend  about 8 to 1 2  percent of their 

en ti re  budget on  travel .  Commun icating  electron ica l l y can  

therefore result in  two benefits:  (a) i ts cheaper and  (b) its good  

for the environment.     

 Managing  Virtual  
Teams 

 Establishing trust and commitment,  encouraging 

communication,  and assessing team members 

pose tremendous  challenges  for virtual  team 

managers.  Here are a few tips to make the process 

easier:  

      Establish  regular times   for group interaction.   

     Set up  firm rules   for communication.   

     Use  visual forms of communication   where 

possible.   

      Copy the style of face-to-face teams  .  For 

example,  allow time for informal chitchat and 

socializing,  and celebrate achievements.   

      Give and receive feedback   and offer assis-

tance on a regular basis.  Be persistent with 

people who are not communicating with you 

or one another.   

     Agree on  standard technology  so all team 

members can work together easily.   

     Consider using  360-degree feedback  

to better understand and evaluate team 

members.   

     Provide a  virtual meeting room   via an 

intranet,  website,  or bulletin board.   

     Note which employees  effectively use email   

to build team rapport.   

      Smooth the way for the next assignment  if 

membership on the team,  or the team itself,  is 

not permanent.   

      Be available   to employees,  but dont wait for 

them to seek you out.   

     Encourage  informal,  off-line conversation   

between team members.  21     

   OB I N  ACTION  
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  From Individual  to  Team Member 
  El l i e  Syracopou los  i s  th e  manager of Ci rq ue  d u  Sol ei l s  graph ic  commun ica ti ons  team .  23   

H er team  works  beh ind  the  scenes  to  crea te  promoti ona l  ma teri a l s  tha t make  Ci rque du  

Solei l s  charm  jump out from  the page.   To ach ieve the h igh-qua l i ty production  she expects,  

Syracopoulos emphasizes a  work environment that encourages creativi ty.  She finds that open  

communication ,  flexibi l i ty and  grati tude  form  the bu i ld ing blocks for that environment.  

 She insists that when  her team  is working,  they must be focused  on  one another and  the job 

a t hand ,  and  not be confronted  with  externa l  d istractions.  Her basic instructions to her team  

are as fol lows:  

       Turn  off emai l  noti fications  

      Turn  down  your phone ringer  

      Do not bring your cel l  phone to a  meeting  

      B lock off time each  day to focus on  hot projects,  and  stick to i t!    

 How can  ind ividua l  team  members actua l ly become a  team?  

 For either a group or a team to function,  individuals have to achieve some balance 

between their own needs and the needs of the group.  When individuals come together 

to form groups and teams,  they bring with them their personalities and all their previous 

experiences.  They also bring their tendencies to act in different ways at different times,  

depending on the effects that different situations and different people have on them.     
 One way to think of these differences is in terms of possible pressures that individual 

group members put on one another through roles,  norms,  and status expectations,  as 

 OB in the Workplace   indicates.  As we consider the process of how individuals learn to 

work in groups and teams,  we will use the terms interchangeably.  Many of the processes 

that each go through are the same,  with the major difference being that teams within the 

workplace are often set up on a nonpermanent basis,  in order to accomplish projects.     

 Turn ing  Around  a  Losing  Team  

  Can  one star performer make a  team successful?  The Winnipeg Blue Bombers won 

three games in 2013  and 9  of 36 from 2012 to 2013.  24  By early August 2014,  though,  

fans thought maybe the team had turned its fate around,  with a 5  to 1  winning record 

on August 6,  the best in the West Division.  

 The Bombers hired quarterback Drew Willy before the 2014 season started,  and he 

received some of the credit for making a difference,  earning two CFL Offensive Player 

of the Week titles playing for the Bombers.  With the early winning streak,  head coach 

Mike OShea praised Willy for his leadership and his confidence.  He knows he can do 

it  his belief in himself,  his knowledge that he can get the job done spills over to his 

teammates.  They recognize that he believes they are going to get it done.  

 Willys skills and leadership were not enough to lead the Bombers to a winning 

season,  however.  The team won just one more game after August 6,  losing 12 during 

the season.  Despite the dismal record,  sportswriter Gary Lawless noted that Willy is 

the future in Winnipeg and this off-season will all be about giving him what he needs 

to succeed.  The general view was that Willy had done all  that he could do,  but he 

needed a better team.  OShea noted,  as the team was headed into the last game of the 

season,  that even with a losing record,  team members were still expected to give their 

all in the final game.  They need to come and play  .  If weve got the right group of 

guys who love to play football,  then this is another opportunity for them to do what 

they love to do.   

   OB I N  TH E  WORKPLACE 

     

P I A

PERSONAL INVENTORY ASSESSMENT

Learn About Yourself 

Team Development Behaviours 
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  Roles   

 Shakespeare once said,  All the worlds a stage,  and all the men and women merely 

players.  Using the same metaphor,  all group members are actors,  each playing a   role   .  

By this term,  we mean a set of expected behaviour patterns of a person in a given 

position in a social unit.  The understanding of role behaviour would be dramatically 

simplified if each of us could choose one role and play it out regularly and consistently.  

Instead,  we are required to play a number of diverse roles,  both on and off our jobs.    

 As we will see,  one of the tasks in understanding behaviour is grasping the role that 

a person is currently playing.  For example,  on the job a person might have the roles 

of electrical engineer,  member of middle management,  and primary company spokes-

person in the community.  Off the job,  there are still more roles:  spouse,  parent,  church 

member,  food bank volunteer,  and coach of the softball team.  Many of these roles are 

compatible;  some create conflicts.  For instance,  how does ones religious involvement 

influence managerial decisions regarding meeting with clients on the Sabbath?  We 

address role conflict below.  

  Role  Confl ict 

 Most roles are governed by   role expectations   ,  that is,  how others believe a person 

should act in a given situation.  For instance,  there are certain expectations about how 

a manager should act while at work.  However,  if the manager is  also a parent,  and 

that managers child woke up sick in the morning,  the manager may be confronted by 

conflicting role expectations:  go to work or remain with the sick child.  This dilemma 

is role conflict.    Role conflict   arises when an individual finds that complying with one 

role requirement may make it more difficult to comply with another.  25   At the extreme,  

it can include situations in which two or more role expectations are mutually contradic-

tory!  A great deal of research demonstrates that conflict between work and family roles 

is one of the most significant sources of stress for most employees.  26      

 Most employees are simultaneously in occupations,  work groups,  divisions,  and 

demographic groups,  and these different identities can come into conflict when the 

expectations of one clash with the expectations of another.  27  During mergers and acqui-

sitions,  employees can be torn between their identities as members of their original 

organization and of the new parent company.  28  Organizations structured around multi-

national operations also have been shown to lead to dual identification,  with employees 

distinguishing between the local division and the international organization.  29    

  Role  Ambigui ty 

   Role ambiguity   exists when a person is unclear about the expectations of his or her 

role.  In teams,  role ambiguity can lead to confusion,  stress,  and even bad feelings.  For 

instance,  suppose two group members each think that the other one is responsible for 

preparing the first draft of a report.  At the next group meeting,  neither brings a draft 

report,  and both are annoyed that the other person did not do the work.    

 Groups benefit when individuals know their roles.  Roles within groups and teams 

should be balanced.  Edgar Schein,  professor emeritus of the MIT Sloan School of 

Management,  suggests that   role overload    occurs when what is expected of a person 

far exceeds what he or she is able to do.  30    Role underload    occurs when too little 

is expected of someone,  and that person feels that he or she is not contributing to the 

group.        

  Norms   

 Have you ever noticed that golfers dont speak while their partners are putting on the 

green,  or that employees dont generally criticize their bosses in public?  Why?  The 

answer is norms!  

 4  Show how role require-

ments change in  di ffer-

ent situations.  

  role      A set of expected behaviours 

of a person  in  a g iven  position  in  a 

social  unit.    

  role expectations      How others 

bel ieve a person  should  act in  a g iven  

situation.    

  role conflict      A situation  in  which  

an  individual  finds that complying  with  

one role requirement may make i t 

more difficult to comply with  another.    

  role ambiguity      A person  is unclear 

about his or her role.    

  role overload      Too much is 

expected of someone.    

  role underload      Too l i ttle is 

expected of someone,  and that 

person  feels that he or she is not 

contributing  to the group.    

 5  Demonstrate how norms 

exert influence on  an  

individual s behaviour.  
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Chapter 6  G roups  and  Teamwork 21 1

Norms    are acceptable standards  of behaviour within a 

group that are shared by the groups members.  All groups have 

established norms that tell  members  what they ought and 

ought not to  do under certain circumstances.  When agreed 

to and accepted by the group,  norms act as a means of influ-

encing the behaviour of group members,  with a minimum of 

external controls.  Norms differ among groups,  communities,  

and societies,  but all of these entities have norms.  31     

 Formalized norms are written up in organizational manuals 

that set out rules and procedures for employees to follow.  But,  

by far,  most norms in organizations are informal.  You dont 

need someone to  tell  you that throwing paper airplanes or 

engaging in prolonged gossip sessions at the water cooler is 

an unacceptable behaviour when the big boss from Toronto 

is touring the office.  Similarly,  we all know that when we are 

in an employment interview discussing what we did not like 

about our previous job,  there are certain things we should not 

talk about (such as difficulty in getting along with co-workers 

or our manager) .  There are other things its appropriate to talk 

about (inadequate opportunities for advancement,  or unim-

portant and meaningless work) .  

 Norms can cover virtually any aspect of group behaviour.  32

Some of the most common norms have to do with issues such as 

        Performance.   How hard to work,  the level of output,  

what kind of quality,  levels of tardiness  

       Appearance.   Dress codes,  when to look busy,  when to 

goof off,  how to show loyalty  

       Social arrangement.   With whom to eat lunch,  whether to form friendships on 

and off the job  

       Allocation of resources.   Pay,  assignments,  allocation of tools and equipment   

  OB in ActionCreating a Team Charter  presents a way for teams to develop norms 

when the team first forms.     

  The  How and  Why of Norms 

 How do norms develop? Why are they enforced? A review of the research allows us to 

answer these questions.  34  

 Norms typically develop gradually as group members learn what behaviours are 

necessary for the team to function effectively.  Of course,  critical events in the group 

might short-circuit the process and quickly prompt new norms.  Most norms develop 

in one or more of the following four ways:  

        Explicit statements made by a group member.   Often,  instructions from the groups 

supervisor or a powerful member establish norms.  The team leader might 

specifically say that no personal phone calls are allowed during working hours 

or that coffee breaks must be no longer than 10 minutes.   

       Critical events in the groups history.   These set important precedents.  A bystander 

is injured while standing too close to a machine and,  from that point on,  

members of the work group regularly monitor one another to ensure that no 

one other than the operator gets within two metres of any machine.   

       Primacy.   The first behavioural pattern that emerges in a group frequently sets 

team expectations.  Groups of students who are friends often choose seats near 

norms      Acceptable standards of 

behaviour within  a group that are 

shared by the groups members.    

 C reating  a  Team  
Charter 

 When you form a new team,  you may want to 

develop a team charter,  so that everyone agrees on 

the basic norms for group performance.  Consider 

including answers to the following in your charter:  

   What are team members  names and contact 

information   (e.g. ,  phone,  email)?   

   How will  communication   among team 

members take place (e.g. ,  phone,  email)?   

   What will the  team ground rules   be (e.g. ,  

where and when to meet,  attendance expecta-

tions,  workload expectations)?   

   How will  decisions   be made (e.g. ,  consensus,  

majority vote,  leader rules)?   

   What  potential conflicts   may arise in the 

team? Among team members?   

   How will  conflicts be resolved   by the 

group? 33     

   OB I N  ACTI ON  
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21 2  Part 2  S tri vi ng  for  Performance

one another on the first day of class and become upset if an outsider takes 

their  seats in a later class.   

       Carry-over behaviours from past situations.   Group members bring expectations 

with them from other groups to which they have belonged.  Thus,  work 

groups typically prefer to add new members who are similar to current ones 

in background and experience.  This is likely to increase the probability that 

the expectations they bring are consistent with those already held by the 

group.    

 Groups dont establish or enforce norms for every conceivable situation,  however.  

The norms that the groups will enforce tend to be those that are important to them.  35   

What makes a norm important? 

        It facilitates the groups survival.   Groups dont like to fail,  so they seek to 

enforce any norm that increases their chances for success.  This means that 

groups try to protect themselves from interference from other groups or 

individuals.   

       It increases the predictability of group members behaviours.   Norms that increase 

predictability enable group members to anticipate one anothers actions and 

to prepare appropriate responses.   

       It reduces embarrassing interpersonal problems for group members.   Norms are 

important if they ensure the satisfaction of their members and prevent as 

much interpersonal discomfort as possible.   

       It allows members to express the central values of the group and clarify what is 

distinctive about the groups identity.   Norms that encourage expression of 

the groups values and distinctive identity help solidify and maintain the 

group.     

  Conformity 

 As a group member,  you desire acceptance by the group.  Because of your desire for 

acceptance,  you are susceptible to  conforming to  the groups norms.  Considerable 

evidence shows that the group can place strong pressures on individual members to 

change their attitudes and behaviours to  conform to the groups standard.  36  There 

are numerous reasons for conformity,  with recent research highlighting the impor-

tance of a desire to  form accurate perceptions of reality based on group consensus,  

to develop meaningful social relationships with others,  and to maintain a favourable 

self-concept.  

 The impact that group pressures for   conformity   can have on an individual members 

judgment and attitudes was demonstrated in studies by psychologist Solomon Asch.  37  

Asch found that subjects gave answers that they knew were wrong,  but that were consis-

tent with the replies of other group members,  about 35  percent of the time.  The results 

suggest that group norms can pressure us toward conformity.  We desire to be one of 

the group and avoid being visibly different.    

 Research by University of British Columbia professor Sandra Robinson and colleague 

Anne OLeary-Kelly indicates that conformity may explain why some work groups are 

more prone to antisocial behaviour than others.  38   Individuals working with others 

who exhibited antisocial behaviour at work were more likely to engage in antisocial 

behaviour themselves.  Of course,  not all conformity leads to negative behaviour.  Other 

research has indicated that work groups can have more positive influences,  leading to 

more pro-social behaviour in the workplace.  39   

 Overall,  research continues to indicate that conformity to norms is a powerful force 

in groups and teams.     

  conformity      Adjusting  ones 

behaviour to al ign  with  the norms of 

the group.    
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Chapter 6  G roups  and  Teamwork 21 3

  Stages of Group and  Team Development 

  As Ci rque du  Solei l s  creative team  and  cast prepared  for the spring 2014 open ing of Kurios:  

Cabinet of Curiosi ties,  they faced  a  number of questions.  40  What was the shows new d irector,  

M ichel  Laprise,  going to be l ike? Wou ld  the show capture the same feel ing of wonder Laprise 

says he experienced  when  he saw Cirque du  Solei l  as a  l i ttle boy? How would  the 107 people 

on  tour and  150 loca l  h i res in  every new ci ty learn  to work together? What wou ld  i t be l ike to 

produce a  show un l ike any other that Ci rque had  done in  the past? To bu i ld  a  successfu l  team  

that produces a  h igh-qua l i ty,  creative performance,  Cirques cast members had  to go through  

severa l  stages.  So what stages do teams go through  as they develop?    

 When people get together for the first time with the purpose of achieving some objec-

tive,  they discover that acting as a team is not something simple,  easy,  or genetically 

programmed.  Working in a group or team is often difficult,  particularly in the initial 

stages,  when people dont necessarily know one another.  As time passes,  groups and 

teams go through various stages of development,  although the stages are not neces-

sarily exactly the same for each group or team.  In this section,  we discuss two models 

of group development.  The five-stage model describes the standardized sequence of 

stages groups pass through.  The punctuated-equilibrium model describes the pattern of 

development specific to temporary groups with deadlines.  These models can be applied 

equally to groups and teams.     

  The  Five-Stage Model   

 As shown in    Exhibit   6-2   ,  the five-stage group-development model characterizes groups 

as proceeding through the distinct stages of  forming ,   storming ,   norming ,   performing ,  and 

 adjourning .  41   Although we now know that not all groups pass through these stages in a 

linear fashion,  the five-stage model of group development can still help in addressing 

 6  Identify the five stages 

of group development.  

    EXHIBIT 6-2   Stages of Group Development and  Accompanying Issues       

Forming

Pre-group

Storming

Norming

Performing

Adjourning

Individual  issues

Dependence/
interdependence

Return  to
independence

Group issues

How do I  
t in?

Why are 
we here?

Whats my 
role here?

Who is  in  
charge and  who 
does what?

What do the 
others expect 
of me?

Can  we agree 
on  roles and  
work as a  team?

How do I  
best perform?

Can  we do 
the job 
properly?

Whats next?

How do we 
d isband?

Independence

     Watch  on  MyManagementLab

 Witness.org  Managing  Groups and  

Teams 

     Simulate  on  MyManagementLab

Teams 
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21 4  Part 2  S tri vi ng  for  Performance

any anxieties you might have about working in groups and teams.  The model shows 

how individuals move from being independent to working interdependently with 

group members.   

        Stage I:  Forming.   Think about the first time you met with a new team.  Do you 

remember how some people seemed silent and others felt confused about 

the task you were to accomplish? Those feelings arise during the first stage 

of group development,  known as   forming   .  Forming is characterized by a 

great deal of uncertainty about the teams purpose,  structure,  and leadership.  

Members are testing the waters  to determine what types of behaviour are 

acceptable.  This stage is complete when members have begun to think of 

themselves as part of a team.     

       Stage II:  Storming.   Do you remember how some people in your team just 

did not seem to get along,  and sometimes power struggles even emerged? 

These reactions are typical of the   storming    stage,  which is one of intragroup 

conflict.  Members accept the existence of the team,  but resist the constraints 

that the team imposes on individuality.  Furthermore,  there is conflict over 

who will control the team.  When this stage is complete,  a relatively clear hier-

archy of leadership will emerge within the team.    

   Some teams never really emerge from the storming stage,  or they move 

back and forth through storming and the other stages.  A team that remains 

forever planted in the storming stage may have less ability to complete the 

task because of all the interpersonal problems.   

       Stage III:  Norming.   Many teams resolve the interpersonal conflict and reach the 

third stage,  in which close relationships develop and the team demonstrates 

cohesiveness.  There is now a strong sense of team identity and camaraderie.  

This   norming    stage is complete when the team structure solidifies,  and the 

team has assimilated a common set of expectations of what defines correct 

member behaviour.     

       Stage IV:  Performing.   Next,  and you may have noticed this in some of your own 

team interactions,  some teams just seem to come together well and start to do 

their work.  This fourth stage,  when significant task progress is being made,  is 

called   performing   .  The structure at this point is fully functional and accepted.  

Team energy has moved from getting to know and understand one another to 

performing the task at hand.     

       Stage V:  Adjourning.   For permanent work groups and teams,  performing is the 

last stage in their development.  However,  for temporary committees,  teams,  

task forces,  and similar groups that have a limited task to perform,  there is an 

  adjourning    stage.  In this stage,  the group prepares for its disbandment.  High 

task performance is no longer the groups top priority.  Instead,  attention is 

directed toward wrapping up activities.  Group members responses vary at this 

stage.  Some members are upbeat,  basking in the groups accomplishments.  

Others may be depressed over the loss of camaraderie and friendships gained 

during the work groups life.      

 For some teams,  the end of one project may mean the beginning of another.  In this 

case,  a team has to transform itself in order to get on with a new project that may need 

a different focus and different skills,  and may need to take on new members.  Thus the 

adjourning stage may lead to renewal of the team to get the next project started.  

  Putting the  Five-Stage Model  into  Perspective  

 Many interpreters of the five-stage model have assumed that a group becomes more 

effective as it progresses through the first four stages.  This assumption may be  generally 

true,  but what makes a group effective is actually more complex.  42  First,  groups proceed 

  forming      The first stage in  group 

development,  characterized by much  

uncertainty.    

  storming      The second stage in  

group development,  characterized  by 

intragroup confl ict.    

  norming      The third  stage in  group 

development,  characterized by close 

relationships and cohesiveness.    

  performing      The fourth  stage in  

group development,  when  the group 

is ful ly functional .    

  adjourning      The final  stage in  group 

development for temporary groups,  

where attention  is directed toward 

wrapping  up activities rather than  task 

performance.    
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Chapter 6  G roups  and  Teamwork 21 5

through the stages of group development at different rates.  Those with a strong sense 

of purpose and strategy rapidly achieve high performance and improve over time,  

whereas those with less sense of purpose actually see their performance worsen over 

time.  Similarly,  groups that begin with a positive social focus appear to achieve the 

performing stage more rapidly.  Nor do groups always proceed clearly from one stage 

to the next.  Storming and performing can occur simultaneously,  and groups can even 

regress to previous stages.  

 The five-stage model also ignores organizational context.  43   For instance,  a study of 

a cockpit crew in an airliner found that,  within 10 minutes,  three strangers assigned 

to fly together for the first time had become a high-performing team.  How could a 

team come together so quickly?  The answer lies in the strong organizational context 

surrounding the tasks of the cockpit crew.  This context provided the rules,  task defini-

tions,  information,  and resources needed for the team to perform.  They did not need 

to develop plans,  assign roles,  determine and allocate resources,  resolve conflicts,  and 

set norms the way the five-stage model predicts.    

  The  Punctuated-Equil ibrium Model  

 Temporary groups with deadlines dont seem to follow the previous model.  Studies 

indicate that temporary groups with deadlines have their own unique sequence of 

action (or inaction) :  44  

       The first meeting sets the groups direction.   

      The first phase of group activity is one of inertia.   

      A transition takes place exactly when the group has used up half its allotted 

time.   

      This transition initiates major changes.   

      A second phase of inertia follows the transition.   

      The groups last meeting is characterized by mark-

edly accelerated activity.    

 This pattern,  called the punctuated-equilibrium model,  

is shown in  Exhibit   6-3    .  45   Its important for you to under-

stand these shifts in group behaviour,  if for no other reason 

than when you are in a group that is not working well or 

one that has gotten off to a slow start,  you can start to think 

of ways to help the group move to a more productive phase.      

    EXHIBIT 6-3   The Punctuated-Equil ibrium Model        

Completion

Transition

First

meeting

Phase  1

Phase  2

(H igh)

(Low)
A (A+B)/2

Time

P
e
r
f
o
r
m

a
n
c
e

B

 Ever wonder 

what causes 

 f urries of activity 

in  groups? 
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21 6  Part 2  S tri vi ng  for  Performance

  Phase 1  

 As both a team member and possibly a team leader,  its important that you recognize 

that the first meeting sets the teams direction.  A framework of behavioural patterns and 

assumptions through which the team will approach its project emerges,  sometimes in 

the first few seconds of the teams life.  

 Once set,  the teams direction becomes written in stone  and is unlikely to  be 

re-examined throughout the first half of the teams life.  This is a period of inertiathat 

is,  the team tends to stand still or become locked into a fixed course of action.  Even if 

it gains new insights that challenge initial patterns and assumptions,  the team is inca-

pable of acting on these new insights in Phase 1 .  You may recognize that in some teams,  

during the early period of trying to get things accomplished,  no one really did his or her 

assigned tasks.  You may also recognize this phase as one where everyone carries out the 

tasks,  but not in a very coordinated fashion.  Thus,  the team is performing at a relatively 

low state.  This does not necessarily mean that its doing nothing at all,  however.   

  Phase 2  

 One of the more interesting discoveries made in work team studies was that teams 

experienced their transition precisely halfway between the first meeting and the offi-

cial deadline,  whether members spent an hour on their project or six months.  46   The 

similarity occurred despite the fact that some teams spent as little as an hour on their 

project,  while others spent six months.  The midpoint appears to work like an alarm 

clock,  heightening members awareness that their time is limited and that they need to 

get moving. When you work on your next team project,  you might want to examine 

when your team starts to get moving.  

 This transition ends Phase 1  and is characterized by a concentrated burst of changes,  

dropping of old patterns,  and adoption of new perspectives.  The transition sets a revised 

direction for Phase 2,  which is a new equilibrium or period of inertia.  In this phase,  

the team executes plans created during the transition period.  The teams last meeting is 

characterized by a final burst of activity to finish its work.  There have been a number 

of studies that support the basic premise of punctuated equilibrium,  though not all of 

them found that the transition in the team occurred exactly at the midpoint.  47   

  Applying the  Punctuated-Equi l ibrium  Model  

 We can use this model to describe typical experiences of student teams created for doing 

group term projects.  At the first meeting,  a basic timetable is established.  Members size 

up one another.  They agree they have nine weeks to do their project.  The instructors 

requirements are discussed and debated.  From that point,  the group meets regularly to 

carry out its activities.  About four or five weeks into the project,  however,  problems are 

confronted.  Criticism begins to be taken seriously.  Discussion becomes more open.  The 

group reassesses where it has been and aggressively moves to make necessary changes.  If 

the right changes are made,  the next four or five weeks find the group developing a first-

rate project.  The groups last meeting,  which will probably occur just before the project is 

due,  lasts longer than the others.  In it,  all final issues are discussed and details resolved.  

 In summary,  the punctuated-equilibrium model characterizes deadline-oriented 

teams as exhibiting long periods of inertia,  interspersed with brief revolutionary changes 

triggered primarily by their members  awareness of time and deadlines.  To use the 

terminology of the five-stage model,  the team begins by combining the  forming  and 

 norming  stages,  then goes through a period of  low performing ,  followed by  storming ,  then 

a period of  high performing ,  and,  finally,   adjourning .  

 Several researchers have suggested that the five-stage and punctuated-equilibrium 

models are at odds with each other.  48  However,  it makes more sense to view the models 

as complementary:  The five-stage model considers the interpersonal process of the 

group,  while the punctuated-equilibrium model considers the time challenges that the 

group faces.  49      
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  Creating Effective Teams 

  Ci rque du  Solei l  has a  mu l ticu l tura l  workforce,  wi th  employees representing over 60 d i fferent 

cu l tures.  50  The company recognizes that i t can  use th is d iversi ty to i ts advantage by developing 

and  sharing the cu l tura l  assets  the  employees bring to  the workplace.  Ci rque can  d raw on  

Brazi l ian  percussion  and  capoeira,  Austral ian  d idgeridoo,  Ukrain ian  and  African  dancing,  Peking 

opera  singing,  as wel l  as  Kung Fu  through  the cu l tura l  backgrounds of i ts employees.  Diversi ty 

can  make i t harder to be cohesive when  teams fi rst develop.  Thus,  Ci rque holds tra in ing boot 

camps,   where new recru i ts are pushed  to their l im i ts.  The goa l ,  accord ing to stage d i rector 

Franco Dragone,  i s  to  turn  a th letes in to artists and  form  a  cohesive team  of brothers.  What 

other factors m ight contribute to the effectiveness of the Cirque du  Solei l  performers?    

 When we consider team effectiveness,  we refer to such objective measures as the teams 

productivity,  managers ratings of the teams performance,  and aggregate measures of 

member satisfaction.  Some of the considerations necessary to create effective teams 

are outlined next.  However,  we are also interested in team process.   Exhibit   6-4    lists the 

characteristics of an effective team.   

 7  Identify the characteris-
tics of effective teams.  

    EXHIBIT 6-4  Characteristics of an  Effective Team            

  1 .    Clear purpose   The vision,  m ission,  goal ,  or task of the team  has been  defined  and  i s  now accepted  

by everyone.  There i s  an  action  plan .  

  2 .    Informality   The cl imate tends to be informal ,  comfortable,  and  relaxed.  There are no obvious 

tensions or signs of boredom.  

  3.    Participation    There i s  much  d iscussion,  and  everyone i s  encouraged  to participate.  

  4.    Listening    The members use effective l i sten ing  techn iques such  as question ing,  paraphrasing,  

and  summarizing  to get out ideas.  

  5 .    Civi l ized  disagreement   There i s  d isagreement,  but the team  is comfortable with  th is and  shows no signs of 

avoid ing,  smooth ing  over,  or suppressing  confl ict.  

  6.    Consensus decisions   For important decisions,  the goal  i s  substantia l  but not necessari ly unan imous agree-

ment through  open  d iscussion  of everyones ideas,  avoidance of formal  voting,  or easy 

compromises.  

  7.    Open  communication    Team  members feel  free to express their feel ings on  the tasks as wel l  as on  the groups 

operation.  There are few h idden  agendas.  Communication  takes place outside of 

meetings.  

  8.     Clear rules and  work 
assignments  

 There are clear expectations about the roles played  by each  team  member.  When  

action  i s  taken,  clear assignments are made,  accepted,  and  carried  out.  Work i s  d istrib-

uted  among  team  members.  

  9.    Shared  leadership   Wh i le  the team  has a  formal  leader,  leadersh ip  functions sh ift from  time to time 

depending  on  the ci rcumstances,  the needs of the group,  and  the ski l l s  of the 

members.  The formal  leader models the appropriate behaviour and  helps establ ish  

positive norms.  

 1 0.   External  relations   The team  spends time developing  key outside relationsh ips,  mobi l izing  resources,  and  

bu i ld ing  cred ibi l i ty with  important players in  other parts of the organ ization.  

 1 1 .   Style diversity   The team  has a  broad  spectrum  of team-player types including  members who empha-

size attention  to task,  goal  setting,  focus on  process,  and  questions about how the 

team  is function ing.  

 1 2 .   Self-assessment   Periodical ly,  the team  stops to examine how wel l  i t i s  function ing  and  what may be 

interfering  with  i ts  effectiveness.  

  Source:   G .  M .  Parker,   Team Players and Teamwork: The New Competitive Business Strategy  (San  Francisco:  Jossey-Bass,  1 990),  

Table 2 ,  p.   33  .  Copyright  1 990 by Jossey-Bass Inc. ,  Publ i shers.  ISBN:  978-1 555422578 
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 There is no shortage of efforts that try to identify the factors 

that lead to team effectiveness.  51   However,  studies have taken 

what was once a veritable laundry list of characteristics  52  

and organized them into a relatively focused model with three 

general categories summarized in  Exhibit   6-5    ,  context,  compo-

sition,  and process.  53    

 Keep in mind two caveats as you review the issues that lead 

to effective teams:  

        First,  teams differ in form and structure.  Since the model we 

present attempts to generalize across all varieties of teams,  

you need to be careful not to rigidly apply the models 

predictions to all teams.  54  The model should be used as a 

guide,  not as an inflexible prescription.   

       Second,  the model assumes that its already been deter-

mined that teamwork is preferable over individual work.  

Creating effective  teams in situations where individuals 

can do the job better is equivalent to solving the wrong 

problem perfectly.    

 What does  team effectiveness   mean in this model?  Typically,  

it has included objective measures of the teams productivity,  

managers  ratings of the teams performance,  and aggregate 

measures of member satisfaction.   OB in ActionHarming Your 

Team   presents activities that can make a team ineffective.  You 

might want to evaluate your own team experience against this 

checklist to give you some idea of how well your team is func-

tioning,  or to understand what might be causing problems for 

your team.  Then consider the factors that lead to more effective 

EXHIBIT 6-5   A Model  of Team Effectiveness       

Team 

effectiveness

Context

  Adequate resources

  Leadership and  structure

  Cl imate of trust

  Performance 
   evaluation
   and  rewards

Composition

  Ski l ls

  Personality

  Roles

  Diversity

  Size

  Members preference for   

   teamwork

Process

  Common purpose

  Specic goals

  Team efcacy

  Mental  models

  Managed  level  of conict

  Accountabil ity

 Harming  Your Team  

       Refuse to share  issues and concerns. Team 

members refuse to share information and engage 

in silence,  avoidance, and meetings behind closed 

doors where not all members are included.   

      Depend   too much  on the leader  .  Members 

rely too much on the leader and do not carry 

out their responsibilities.   

      Fail to follow through   on decisions.  Teams 

do not take action after decision making,  

showing that the needs of the team have low 

priority,  or that members are not committed 

to the decisions that were made.   

      Hide conflict .  Team members do not reveal 

that they have a difference of opinion,  and 

this causes tension.   

      Fail at conflict resolution  .  Infighting,  put-

downs,  and attempts to hurt other members 

damage the team.   

      Form subgroups  .  The team breaks up into 

smaller groups that put their needs ahead of 

the team as a whole.  55     

   OB I N  ACTI ON  

M06_LANG7855_07_SE_C06. indd   21 8 2/6/1 5   4:25 PM



Chapter 6  G roups  and  Teamwork 21 9

teams below.  For an applied look at the process 

of building an effective team,  see the Experiential 

Exercise  on page  235  ,  which asks you to build a 

paper tower with teammates and then analyze 

how the team performed.     

  Context 

 The four contextual  factors  that appear to  be 

most significantly related to team performance 

are adequate resources,  effective leadership,  a 

climate of trust,  and a reward system that reflects 

team contributions.  

  Adequate  Resources 

 All work teams rely on resources outside the team 

to sustain them.  A scarcity of resources directly 

reduces the ability of a team to perform its job 

effectively.  As one set of researchers concluded,  

after looking at 1 3  factors potentially related to team performance,  perhaps one of 

the most important characteristics of an effective work group is the support the group 

receives from the organization.  57  This support includes technology,  adequate staffing,  

administrative assistance,  encouragement,  and timely information.  

 Teams must receive the necessary support from management and the larger organiza-

tion if they are going to succeed in achieving their goals.      

  Leadership  and  Structure  

 Leadership plays a crucial role in the development and success of teams.  

 Professor Richard Hackman of Harvard University,  who is the leading expert on 

teams,  suggests that the role of team leader involves the following:  58   

       Creating a real team rather than a team in name only  

      Setting a clear and meaningful direction for the teams work  

      Making sure that the team structure will support working effectively  

      Ensuring that the team operates within a supportive organizational context  

      Providing expert coaching   

 Leadership  is  especially important in multiteam systems.  Here,  leaders  need 

to  empower teams by delegating responsibility to  them,  and they play the role of 

 facilitator,  making sure the teams work together rather than against one another.  59

Teams that establish shared leadership by effectively delegating it are more effective 

than teams with a traditional single-leader structure.  60  

 Recent research suggests that women may make better team leaders than men,  as 

Focus on Research   shows.     

         Wadood Ibrahim (centre),  CEO of Winnipeg-based  Protegra,  a  management consult-

ing  firm,  strongly bel ieves in  engaged teams.  We give Protegrans the autonomy and  

responsibi l ity to do their own  work,  and  as a  result,  they take on  the chal lenge to 

do what they need  to without strict h ierarchical  management structures in  place.  56

Pr
o
te
g
ra
 I
n
c.
   

 A Leaders Gender Can  
Affect Team  Performance 

  Do  mens  and  womens  approaches  to  team  leadersh ip 

lead  to  d i fferent outcomes?   The  more  women  parti ci -

pating  equal ly in  a  project,  the better the outcome,  suggests 

professor Jenn ifer Berdah l  of the Sauder School  of Business at 

the Un iversi ty of Bri ti sh  Columbia.  61   Berdah l s  research  looked  at 1 69  students enrol led  

in  her organ izational  behaviour courses.  She found  that a l l  of the teams started  out with  

   FOCUS ON  RESEARCH 
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one person  taking  a  leadersh ip role.  However,  i f the groups were 

predominantly male,  the same person  stayed  in  charge the entire 

time.  In  predominantly female teams,  women  shared  leadersh ip 

roles,  and  were more egal i tarian  in  how they worked.  Male-led  

teams,  whether they were predominantly male groups or m ixed-

gender g roups,  received  poorer grades on  thei r projects  than  

teams where women  shared  leadersh ip  roles.  

 Berdah l  g i ves th i s  advice  to  students:   In  a  creative  project 

team,  i ts  rea l ly important to  ensure there i s  equal  opportun i ty 

for participation.   

 A leader,  of course,  is not always needed.  For instance,  the 

evidence indicates that self-managed teams often perform 

better than teams with formally appointed leaders.  62  Leaders 

can also obstruct high performance when they interfere with 

self-managed teams.  63   On self-managed teams,  team members 

absorb many of the duties typically assumed by managers.   

  Cl imate  of Trust 

 Members  of effective teams  trust one another.  For team 

members to achieve a climate of trust,  they must feel that the 

team is capable of getting the task done,  and they must believe 

that the team will not harm the individual or his or her interests.  64  Interpersonal 

trust among team members facilitates cooperation,  reduces the need to monitor one 

anothers behaviour,  and bonds members around the belief that others on the team 

wont take advantage of them.  Team members are more likely to take risks and expose 

vulnerabilities when they believe they can trust others on their team. Trust allows a team 

to accept and commit to its leaders goals and decisions.  But its not just the overall level 

of trust in a team that is important.  How trust is dispersed among team members also 

matters.  Trust levels that are asymmetric and imbalanced between team members can 

mitigate the performance advantages of a high overall level of trust.  65    OB in Action

Building Trust  shows the dimensions that underlie the concept of trust.   Focus on Diversity

examines how trust varies across cultures.        

 Developing  Team  Members  
Trust across Cu ltures 

  How do you  develop trust on  multicultural  teams?  The 

devel opmen t  of  tru st  i s  cri t i ca l  i n  an y work  s i tu a ti on ,  bu t 

especia l ly in  multicu ltural  teams,  where d i fferences in  commu-

nication  and  interaction  styles may lead  to m isunderstandings,  

eroding  members  trust in  one another.  67   

 Some studies have shown  that overal l  levels of trust d iffer across cu ltures.  For example,  

Germans have been  found  to  be  l ess  trusting  of people  from  other countries,  such  as 

Mexicans and  Czechs.  Japanese employees have been  found  to be more trusting  of their 

North  American  counterparts than  the other way around,  but on ly in  long-lasting  relation-

sh ips.  Ch inese and  US  employees seem  to trust each  other equal ly.  

 There  i s  some evidence that people  from  d i fferent cu l tures  pay attention  to  d i fferent 

factors when  decid ing  whether someone i s  trustworthy.  Ri sk taking  appears to  be more 

cri ti ca l  to  bu i ld ing  trust for US  and  Canad ian  employees than  for J apanese  employees,  

perhaps reflecting  that C anada  and  the  Un i ted  States  are  lower in  uncerta in ty avoid-

ance  than  J apan .  Both  Ch inese  and  Mexican  employees appear to  rel y more than  US  

 FOCUS ON DIVERSITY 

 Bu i ld ing  Trust 

 The following actions,  in order of importance,  

help build ones trustworthiness.  

    Integrity built through  honesty  and 

truthfulness  .   

    Competence  demonstrated by technical 

and interpersonal  knowledge   and  skills  .   

    Consistency shown by  reliability ,  

predictability ,  and  good judgment  in 

handling situations.   

    Loyalty ones willingness to  protect  and 

stand up   for another person.   

    Openness  ones willingness to  share 

ideas   and  information   freely.  66     

   OB I N  ACTI ON  
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 For additional information on what leaders can do to improve the climate of trust 

in their organization,  see  OB on the EdgeTrust ,  on pages  240  245  .   

  Performance Evaluation  and  Rewards    

 How do you get team members to be both individually and 

jointly accountable?  Individual performance evaluations 

and incentives are not consistent with the development of 

high-performance teams.  So in addition to evaluating and 

rewarding employees for their individual contributions,  

management should modify the traditional,  individually 

oriented evaluation and reward system to  reflect team 

performance and focus on hybrid systems that recognize 

individual members for their exceptional contributions 

and reward the entire group for positive outcomes.  68  Recent research found that when 

team members did not trust their colleagues ability,  honesty,  and dependability,  they 

preferred individual-based rewards rather than team-based rewards.  Even when trust 

improved over time from working together,  there was still a preference for individual-

based rewards,  suggesting that teams must have a very high level of trust for members 

to truly embrace group-based pay.  69   

 One additional consideration when deciding whether and how to  reward team 

members is  the effect of pay dispersion on team performance.  Research by Nancy 

Langton,  your Vancouver-based author,  shows that when there is a large discrepancy in 

wages among group members,  collaboration is lowered.  70  A study of baseball player 

salaries also found that teams where players were paid more similarly often outper-

formed teams with highly paid stars  and lowly paid scrubs.  71   How teams are 

structured and rewarded is the topic of  Focus on Research  .       

 Should individuals 

be paid for their 

 teamwork or 

their individual  

performance? 

employees  on  emotiona l  cues  such  a s  mutua l  understand ing ,  openness,  a nd  soci a l  

bond ing ,  and  less  on  cogn i ti ve  cues  such  as  rel i abi l i ty,  professiona l i sm ,  and  economic 

cooperation .  

 When  interacting  with  others from  different cultures,  whether in  a  formal  team setting  

or not,  i t seems that what drives you  to trust your col leagues may d iffer from what drives 

your col leagues to trust you,  and  recognizing  these d ifferences can  help to faci l i tate h igher 

levels of trust.   

 The Impact of Rewards on  Team  
Function ing  

  Can  competitive teams learn  to cooperate?  Researchers 

at M ich igan  State Un iversity composed  80 four-person  teams 

from  undergraduate business students.  72   In  a  command-and-

control  computer simulation  developed  for the US Department 

of Defense,  each  team s  m i ssion  was  to  mon i tor a  geograph ic  a rea ,  keep  un fri end ly 

forces from  moving  in ,  and  support friendly forces.  Team  members played  on  networked  

computers,  and  performance was measured  by both  speed  (how quickly they identi fied  

targets and  friendly forces)  and  accuracy (the number of friendly fi re errors and  m issed  

opportun ities).  

 Teams were rewarded  ei ther cooperatively (in  which  case team  members shared  rewards 

equal ly)  or competitively (in  which  case team  members were rewarded based  on  their ind i-

vidual  contributions).  After playing  a  few rounds,  the reward  structures were switched  so 

that the cooperatively rewarded  teams were g iven  competitive rewards and  the competi-

tively rewarded  teams were now cooperatively rewarded.  

 The researchers found  the in i tia l ly cooperatively rewarded  teams easi ly adapted  to the 

competitive reward  conditions and  learned  to excel .  However,  the formerly competitively 

   FOCUS ON  RESEARCH  
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  Composition  

 The team composition category includes variables that relate to how teams should be 

staffedskills,  the ability and personality of team members,  the allocation of roles,  

the diversity of members,  the size of the team,  and members preference for teamwork.     

  Ski l ls  

 Part of a teams performance depends on the knowledge,  skills,  and abilities of indi-

vidual members.  73   Its true that we occasionally read about an athletic team of mediocre 

players who,  because of excellent coaching,  determination,  and precision teamwork,  

beat a far more talented group.  But such cases make the news precisely because they are 

unusual.  A teams performance is not merely the summation of its individual members 

abilities.  However,  these abilities set limits on what members can do and how effectively 

they will perform on a team.  

 Research reveals some insights into team composition and performance.  First,  when 

the task entails considerable thought (solving a complex problem such as reengineering 

an assembly line) ,  high-ability teamscomposed of mostly intelligent membersdo 

better than lower-ability teams,  especially when the workload is distributed evenly.  That 

way,  team performance does not depend on the weakest link.  High-ability teams are 

also more adaptable to changing situations;  they can more effectively apply existing 

knowledge to new problems.  

 Finally,  the ability of the teams leader also matters.  Smart team leaders help less-

intelligent team members when they struggle with a task.  A less intelligent leader can 

conversely neutralize the effect of a high-ability team.  74  

  Exhibit   6-6    identifies some important skills that all team members can apply to help 

teams function well.    

  Personal i ty of Members 

 Teams have different needs,  and people should be selected 

for the team on the basis of their personalities and prefer-

ences,  as well as the teams needs for diversity and specific 

roles.   We demonstrated in  Chapter   2     that personality    has 

a significant influence on individual employee behaviour.  

This assertion can also be extended to team behaviour.     

 Many of the dimensions  identified in  the Big Five 

Personality Model have been shown to be relevant to team 

effectiveness.  A review of the literature suggests that three of 

the Big Five traits are especially important for team performance.  75   Specifically,  teams 

that rate higher on mean levels of conscientiousness and openness to experience tend 

to perform better.  Moreover,  a 2011  study found that the level of team member agree-

ableness also matters:  Teams did worse when they had one or more highly disagreeable 

members.  76   Perhaps one bad apple  can   spoil the whole bunch!  

 Research has provided us with a good idea about why these personality traits are 

important to teams.  Conscientious people are good at backing up other team members,  

 Why do some 

team members 

seem to get 

along  better than  

others? 

rewarded  teams cou ld  not adapt to  cooperative  rewards.  I t seems teams that start out 

being  cooperative can  learn  to be competitive,  but competitive teams find  i t much  harder 

to  learn  to cooperate.  

 In  a  fol low-up study,  researchers found  the same results:  cooperative teams more easi ly 

adapted  to competitive conditions than  competi tive teams d id  to cooperative conditions.  

However,  they a l so found  competitive teams cou ld  adapt to cooperative conditions when  

g iven  freedom  to  a l l ocate  thei r  rol es  (as  opposed  to  having  the  roles  assigned ).  That 

freedom may lead  to intrateam cooperation,  and  thus the process of structuring  team roles 

helps the formerly competitive team  learn  to be cooperative.   

     Watch  on  MyManagementLab

The Work Zone Role PlaysTeams 
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and they are also good at sensing when their support is truly needed.  One study found 

that specific behavioural tendencies such as personal organization,  cognitive structuring,  

achievement orientation,  and endurance were all related to higher levels of team perfor-

mance.  77  Open team members communicate better with one another and throw out more 

ideas,  which leads teams composed of open people to be more creative and innovative.  78   

 Suppose an organization needs to create 20 teams of 4 people each and has 40 highly 

conscientious people and 40 who score low on conscientiousness.  Would the organiza-

tion be better off (a)  putting all the conscientious people together (forming 10 teams with 

the highly conscientious people and 10 teams of members low on conscientiousness)  

or (b)  seeding each team with 2 people who scored high and 2 who scored low on 

 conscientiousness? 

 Perhaps surprisingly,  the evidence tends to suggest that option (a)  is the best choice;  

performance across the teams will be higher if the organization forms 10 highly consci-

entious teams and 10 teams low in conscientiousness.  The reason is that a team with 

varying conscientiousness levels will not work to the peak performance of the highly 

conscientious members.  Instead,  a group normalization dynamic (or simple resent-

ment)  will complicate interactions and force the highly conscientious members to lower 

their expectations,  reducing the groups performance.  In such cases,  it does appear to 

make sense to put all  of ones eggs [conscientious team members]  into one basket 

[ into teams with other conscientious members] .  79    

  Al location  of Roles 

 Teams have different needs,  and members should be selected to ensure all the various roles 

are filled.  A study of 778 major league baseball teams over a 21 -year period highlights the 

importance of assigning roles appropriately.  80  As you might expect,  teams with more expe-

rienced and skilled members performed better.  However,  the experience and skill of those 

in core roles who handle more of the workflow of the team, and who are central to all work 

processes (in this case,  pitchers and catchers),  were especially vital.  In other words,  put your 

most able,  experienced,  and conscientious employees in the most central roles in a team.  

    EXHIBIT 6-6  Teamwork Skil ls           

  Orients team to 
problem-solving  situation   

 Assists the team  in  arriving  at a  common  understanding  of the si tuation  or 

problem.  Determines the important elements of a  problem  si tuation .  Seeks out 

relevant data  related  to the si tuation  or problem.  

  Organizes and  manages 
team performance  

 Helps team  establ ish  specific,  chal lenging,  and  accepted  team  goals.  Monitors,  

evaluates,  and  provides feedback on  team  performance.  Identifies a l ternative 

strateg ies or real locates resources to address feedback on  team  performance.  

  Promotes a  positive 
team environment  

 Assists in  creating  and  reinforcing  norms of tolerance,  respect,  and  excel lence.  

Recognizes and  praises other team  members  efforts.  Helps and  supports other 

team  members.  Models desirable team  member behaviour.  

  Faci l itates and  manages 
task conflict  

 Encourages desirable and  d iscourages undesirable team  confl ict.  Recognizes the 

type and  source of confl ict confronting  the team  and  implements an  appropriate 

resolution  strategy.  Employs win-win  negotiation  strategies to resolve team  

confl icts.  

  Appropriately promotes 
perspective  

 Defends stated  preferences,  argues for a  particu lar point of view,  and  withstands 

pressure to change posi tion  for another that i s  not supported  by log ica l  or 

knowledge-based  arguments.  Changes or modifies posi tion  i f a  defensible  argu-

ment i s  made by another team  member.  Projects courtesy and  friend l iness to 

others wh i le  argu ing   posi tion .  

    Source:  G .  Chen,  L.  M .  Donahue,  and  R.  J .  Kl imoski ,   Train ing  Undergraduates to Work in  Organ izational  Teams,   Academy of 

Management Learning & Education   3 ,  no.  1  (March  2004),  p.   40  .   
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 Within almost any group,  two sets of role relationships need to be considered:  task-

oriented roles and maintenance roles.    Task-oriented roles    are performed by group 

members to ensure that the tasks of the group are accomplished.  These roles include 

initiators,  information seekers,  information providers,  elaborators,  summarizers,  and 

consensus makers.    Maintenance roles    are carried out to ensure that group members 

maintain good relations.  These roles include harmonizers,  compromisers,  gatekeepers,  

and encouragers.      

 Effective teams maintain some balance between task orientation and maintenance of 

relations.   Exhibit   6-7    identifies a number of task-oriented and maintenance behaviours 

in the key roles that you might find in a team.   

  task-oriented roles      Roles 

performed by group members to 

ensure that the tasks of the group are 

accomplished.    

  maintenance roles      Roles 

performed by group members to 

maintain  good relations within  the 

group.    

    EXHIBIT 6-7   Roles Required for Effective Team Functioning            

     Function     Description     Example  

  Roles that build  

task accomplish-

ment  

  Initiating   Stating  the goal  or problem,  

making  proposals about how to 

work on  i t,  setting  time l im its.  

  Lets set up an  agenda  for 

d iscussing  each  of the prob-

lems we have to consider.  

     Seeking information 

and opinions  

 Asking  group members for specific 

factual  information  related  to the 

task or problem,  or for their opin-

ions about i t.  

 What do you  th ink would  

be the best approach  to th is,  

Jack?  

     Providing informa-

tion and opinions  

 Sharing  information  or opin ions 

related  to the task or problems.  

  I  worked  on  a  sim i lar problem  

last year and  found. . .   

     Clarifying   Helping  one another understand  

ideas and  suggestions that come 

up in  the group.  

 What you  mean,  Sue,  i s  that 

we could    ?  

     Elaborating   Bu i ld ing  on  one anothers ideas 

and  suggestions.  

  Bu i ld ing  on  Dons idea,  I  th ink 

we could     

     Summarizing   Reviewing  the points covered  by 

the group and  the d i fferent ideas 

stated  so that decisions can  be 

based  on  fu l l  information.  

 Appointing  a  recorder to take 

notes on  a  blackboard.  

     Consensus taking   Provid ing  periodic testing  on  

whether the group i s  nearing  a  

decision  or needs to continue 

d iscussion.  

  Is  the group ready to decide 

about th is?  

  Roles that build  and  

maintain  a  team  

  Harmonizing   Mediating  confl ict among  other 

members,  reconci l ing  d isagree-

ments,  rel ieving  tensions.  

  Don,  I  dont th ink you  and  

Sue real ly see the question  that 

d i fferently.   

     Compromising   Admitting  error at times of group 

confl ict.  

 Wel l ,  I d  be wi l l ing  to change i f 

you  provided  some help  on     

     Gatekeeping   Making  sure a l l  members have a  

chance to express their ideas and  

feel ings and  preventing  members 

from  being  interrupted.  

  Sue,  we havent heard  from  

you  on  th is i ssue.  

     Encouraging   Helping  a  group member make h is 

or her point.  Establ ish ing  a  cl imate 

of acceptance in  the group.  

  I  th ink what you  started  to 

say i s  important,  Jack.  Please 

continue.  

   Source:   From  Ancona  / Kochan  / Scu l ly / Van  Maane.  Managing for the Future,  1 E.   1 996 South-Western,  a  part of Cengage Learn ing,  

Inc.  Reproduced  by permission.   www.cengage.com/permissions   
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 On many teams,  there are individuals who will be flexible enough to play multiple 

roles and/or complete one anothers tasks.  This is an obvious plus to a team because 

it greatly improves its adaptability and makes it less reliant on any single member.  81   

Selecting members who themselves value flexibility,  and then cross-training them to 

be able to do one anothers jobs,  should lead to higher team performance over time.  

To increase the likelihood team members will work well together,  managers need to 

understand the individual strengths each person can bring to a team,  select members 

with their strengths in mind,  and allocate work assignments that fit with members 

preferred styles.   

  Diversity of Members   

   Group diversity   refers to the presence of a heterogeneous mix of individuals within a 

group.  82  Individuals can be different not only in functional characteristics (jobs,  posi-

tions,  or work experiences)  but also in demographic or cultural characteristics (age,  race,  

sex,  and citizenship) .  The degree to which members of a work unit (group,  team,  or 

department)  share a common demographic attribute,  such as age,  gender,  race,  educa-

tional level,  or length of service in the organization,  is the subject of   organizational 

demography  .  Organizational demography suggests that attributes such as age or the 

date of joining should help us predict turnover.  The logic goes like this:  Turnover will 

be greater among those with dissimilar experiences because communication is more 

difficult and conflict is more likely.  Increased conflict makes membership less attractive,  

so employees are more likely to quit.  Similarly,  the losers in a power struggle are more 

apt to leave voluntarily or be forced out.  83       

 Many of us hold the optimistic view that diversity should be a good thingdiverse 

teams should benefit from differing perspectives and do better.  Two meta-analytic 

reviews of the research literature show,  however,  that demographic diversity is essentially 

unrelated to team performance overall,  while a third review actually suggests that race 

and gender diversity are negatively related to team performance.  84  One qualifier is that 

gender and ethnic diversity have more negative effects in occupations dominated by 

white or male employees,  but in more demographically balanced occupations,  diversity 

is less of a problem.  Diversity in function,  education,  and expertise are  positively related 

to group performance,  but these effects are quite small and depend on the situation.  

 Proper leadership can also improve the performance of diverse teams.  85   One study 

of 68 teams in China found that teams diverse in terms of knowledge,  skills,  and ways 

of approaching problems were more creative,  but only when their leaders were trans-

formational and inspiring.  86   

 We have discussed research on team diversity in race or gender.  But what about diver-

sity created by national differences? Like the earlier research,  evidence here indicates that 

these elements of diversity interfere with team processes,  at least in the short term.  87   

  S ize  of the  Team   

 Most experts agree that keeping teams small is a key to improving group effectiveness.  88   

Generally speaking,  the most effective teams have five to nine members.  And experts 

suggest using the smallest number of people who can do the task.  Unfortunately,  there 

is a pervasive tendency for managers to err on the side of making teams too large.  While 

a minimum of four or five may be necessary to develop diversity of views and skills,  

managers seem to seriously underestimate how coordination problems can dramatically 

increase as team members are added.  When teams have excess members,  cohesiveness 

and mutual accountability decline,  social loafing increases,  and people communicate less.  

Members of large teams have trouble coordinating with one another,  especially under time 

pressure.  When a natural work unit is larger and you want a team effort,  consider breaking 

the unit into subteams if its difficult to develop effective coordination processes.  89  Uneven 

numbers in teams may help provide a mechanism to break ties and resolve conflicts,  while 

an even number of team members may foster the need to create more consensus.  

 8  Explain  the impl ications 

of d iversi ty for group 

effectiveness.  

  group diversity      The presence of 

a heterogeneous mix of individuals 

within  a group.    

  organizational  demography      The 

degree to which  members of a work 

unit share a common demographic 

attribute,  such  as age,  gender,  race,  

educational  level ,  or length  of service 

in  an  organization,  and  the impact of 

th is attribute on  turnover.    

 9  Show how group 

size affects group 

 performance.  
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  Size and Social  Loafing   One of the most impor-

tant findings related to the size of a team has 

been labelled   social loafing   ,  the tendency for 

individuals to expend less effort when working 

collectively than when working individually.  90  

It directly challenges the assumption that the 

productivity of the team as a whole should 

at least equal  the sum of the productivity 

of each individual in it.  Research looking at 

teams working on a rope-pulling task showed,  

the larger the team,  the less individual effort 

expended.  91   One person pulling on a rope 

alone exerted an average of 63  kilograms of 

force.  In groups  of three,  per-person force 

dropped to  53  kilograms.  And in groups of 

eight,  it fell  to only 31  kilograms per person.  

Other research supports these findings.  92  Total 

group performance increases with group size,  

but the addition of new members has dimin-

ishing returns on individual productivity.  More 

may be better in the sense that the total productivity of a group of four is greater than that 

of one or two people,  but the individual productivity of each group member declines.       
 What causes social loafing? It may be due to a belief that others in the team are not 

carrying their fair share.  If you view others as lazy or inept,  you can re-establish equity 

by reducing your effort.  But simply failing to contribute may 

not be enough to be labelled a free rider.  Instead,  the group 

must believe the social loafer is acting in an exploitive manner 

(benefiting at the expense of other team members) .  93   Another 

explanation for social loafing is  the dispersion of responsi-

bility.  Because the results of the team cannot be attributed to 

any single person,  the relationship between an individuals 

input and the teams output is  clouded.  In such situations,  

individuals may be tempted to become free riders  and coast 

on the teams efforts.  In other words,  there will be a reduction 

in efficiency when individuals believe that their contribution 

cannot be measured.  To reduce social loafing,  teams should 

not be larger than necessary,  and individuals should be held 

accountable for their actions.  You might also consider the ideas 

presented on dealing with shirkers in this  chapters   Ethical 

Dilemma   on page  236  .  At the same time,  some people who 

seem to be free riders  fail to speak up at meetings because 

they are introverted,  as  Case IncidentTongue-Tied in Teams   on 

page  236  shows.    

  Members  Preference for Teamwork 

 Not every employee is a team player.  Given the option,  many 

employees will  select themselves  out  of team participation.  

When people who would prefer to work alone are required to 

team up,  there is a direct threat to the teams morale.  94  This 

suggests that,  when selecting team members,  individual prefer-

ences should be considered,  as well as abilities,  personalities,  

and skills.  High-performing teams are likely to be composed 

of people who prefer working as part of a team.       

  social  loafing      The tendency for 

individuals to expend less effort when  

working  col lectively than  when work-

ing  individual ly.    

         At the Olympic Vi l lage for the 201 0 Winter Games in  Vancou-

ver,  teams were housed  in  apartment bu i ld ings.  In  short order,  

teams put up their countrys flags on  balcon ies in  a  d i splay of 

team  spiri t.  The Austral ian  team,  however,  a l so put up their box-

ing  Kangaroo flag.  The International  Olympic Committee asked  

them  to take i t down  because the flag  i s  a  commercia l  trade-

mark,  but the team  refused,  as they viewed  i t as their good  luck 

charm.  Many Canadians in  Vancouver sided  with  the Austra-

l ians,  and  the Austral ians  icon ic flag  d id  not come down.
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         Although  social  loafing  is consistent with  individual istic cu ltures,  i ts not consistent with  

col lectivistic societies such  as China.  The young  employees shown  here celebrating  

the opening  of a  new KFC  restaurant in  Shanghai  are motivated  by ingroup goals and  

perform  better in  a  group than  they do by working  individual ly.
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  Process 

 Process variables make up the final  component of team effectiveness.  The process 

category includes member commitment to  a common purpose,  establishment of 

specific goals,  team efficacy,  shared mental models,  a managed level of conflict,  and 

accountability.  These will be especially important in larger teams,  and in teams that are 

highly interdependent.  95   

 Why are processes important to team effectiveness?  We learned from social loafing 

that 1  +  1  +  1  does not necessarily add up to 3 .  When each members contribution 

is not clearly visible,  individuals tend to decrease their effort.  Social loafing,  in other 

words,  illustrates a process  loss  from using teams.  But 

teams should create outputs greater than the sum of their 

inputs,  as when a diverse group develops creative alterna-

tives.   Exhibit   6-8     illustrates how group processes can have 

an impact on a groups actual  effectiveness.  96   Scientists 

often work in teams because they can draw on the diverse 

skills of various individuals to produce more meaningful 

research than researchers working independentlythat 

is,  they produce positive synergy,  and their process gains 

exceed their process losses.      

  Common Plan  and  Purpose 

 Effective teams begin by analyzing the teams mission,  developing goals to achieve that 

mission,  and creating strategies for achieving the goals.  Teams that consistently perform 

better have established a clear sense of what needs to be done and how.  97  

    EXHIBIT 6-8  Effects of Group Processes       

Potential  group

effectiveness
+ =

Process

gains

Process

losses

Actual  group

effectiveness

 Why don t some 

team members 

pul l  their weight? 

         A study of 23  National  Basketbal l  Association  teams found  that  shared  experiencetenure on  the team  

and  time on  courttended  to improve turnover and  boost winloss performance sign ificantly.  Why do you  

th ink teams that stay together longer tend  to play better?
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 Members of successful teams put a tremendous amount of time and effort into 

discussing,  shaping,  and agreeing upon a purpose that belongs to them both collectively 

and individually.  This common purpose,  when accepted by the team, becomes the equiv-

alent of what GPS is to a ship captainit provides direction and guidance under any and 

all conditions.  Like a ship following the wrong course,  teams that dont have good plan-

ning skills are doomed;  perfectly executing the wrong plan is a lost cause.  98   Teams should 

agree on whether their goal is to learn about and master a task or simply to perform the 

task;  evidence suggest that different perspectives on learning versus performance goals 

lead to lower levels of team performance overall.  99   It appears that these differences in 

goal orientation produce their effects by reducing discussion and sharing of information.  

In sum,  having all employees on a team strive for the same  type   of goal is important.  

 Effective teams also show   reflexivity  ,  meaning that they reflect on and adjust their 

master plan when necessary.  A team has to  have a good plan,  but it also has to be 

willing and able to adapt when conditions call for it.  100  Interestingly,  some evidence 

does suggest that teams high in reflexivity are better able to adapt to conflicting plans 

and goals among team members.  101         

  Specific  Goals 

 Successful teams translate their common purpose into specific,  measurable,  and real-

istic performance goals.  Just as goals can lead individuals to higher performance  (see 

 Chapter   4   )  ,  they can also energize teams.  Specific goals facilitate clear communication.  

They also help teams maintain their focus on achieving results.  

 Consistent with the research on individual goals,  team goals should be challenging.  

Difficult but achievable goals have been found to raise team performance on those 

criteria for which they are set.  So,  for instance,  goals for quantity tend to raise quan-

tity,  goals for speed tend to raise speed,  goals for accuracy tend to raise accuracy,  and 

so on.  102   

  Team Efficacy 

 Effective teams have confidence in themselves.  They believe they can succeed.  We call 

this  team    efficacy .  103   Teams that have been successful raise their beliefs about future 

success,  which,  in turn,  motivates them to work harder.  In addition,  teams that have a 

shared knowledge of who knows what within the team can strengthen the link between 

team members self-efficacy and their individual creativity because members can more 

effectively solicit opinions and advice from their teammates.  104  

 One of the factors that helps teams build their efficacy is   cohesiveness   the degree 

to  which members are attracted to  one another and are motivated to  stay on the 

team.  105   Although teams differ in their cohesiveness,  this factor is important because 

its related to team productivity.  106       
 Studies  consistently show that the relationship  of cohesiveness  and produc-

tivity depends  on the performance-related norms  established by the group.  107  

If  performance-related norms are high (for example,  high output,  quality work,  coop-

eration with individuals outside the group) ,  a cohesive group will be more productive 

than a less cohesive group.  If cohesiveness is  high and performance norms are low,  

productivity will  be low.  If cohesiveness is  low and performance norms are high,  

productivity increasesbut less than in the high cohesivenesshigh norms situation.  

Where cohesiveness and performance-related norms are both low,  productivity will 

tend to  fall  into the low-to-moderate range.  These conclusions are summarized in 

 Exhibit   6-9    .   

 Most studies of cohesiveness focus on socio-emotional cohesiveness,  the sense of 

togetherness that develops when individuals derive emotional satisfaction from group 

participation.  108  There is also instrumental cohesiveness:  the sense of togetherness 

that develops when group members are mutually dependent on one another because 

they believe they could not achieve the groups  goal  by acting separately.  Teams 

  reflexivity      A team characteristic of 

reflecting  on  and adjusting  the master 

plan  when necessary.    

  cohesiveness      The degree to which  

team members are attracted to one 

another and are motivated to stay on  

the team.    

     

P I A

PERSONAL INVENTORY ASSESSMENT

Learn About Yourself 

Diagnosing the Need for Team 
Building 
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need to achieve a balance of these two types of cohesiveness to function well.   OB in 

ActionIncreasing Group Cohesiveness   indicates how to increase both socio-emotional 

and instrumental cohesiveness.     

 What,  if anything,  can management do to  increase team efficacy?  Two possible 

options are helping the team to achieve small successes and providing skills training.  

Small successes build team confidence.  As a team develops an 

increasingly stronger performance record,  it also increases the 

collective belief that future efforts will lead to success.  In addi-

tion,  managers should consider providing training to improve 

members  technical and interpersonal skills.  The greater the 

abilities of team members,  the greater the likelihood that the 

team will develop confidence and the capability to deliver on 

that confidence.   

  Mental  Models 

 Effective teams share accurate   mental models   organized 

mental  representations of the key elements within a teams 

environment that team members share.  110  If team members 

have the wrong mental models,  which is  particularly likely 

to happen with teams under acute stress,  their performance 

suffers.  111   The similarity of team members  mental models 

matters,  too.  If team members have different ideas about how 

to do things,  the teams will fight over how to do things rather 

than focus on what needs to be done.  112     

  Managed  Level  of Confl ict  
 Conflict on a team is  not necessarily bad.     As we discuss in 

 Chapter   9    ,  conflict    has a complex relationship with perfor-

mance.   Relationship conflicts  those based on interpersonal 

incompatibility,  tension,  and animosity toward othersare 

almost always dysfunctional.  11 3   However,  when teams are 

performing nonroutine activities,  disagreements about task 

content (called  task conflicts  )  stimulate discussion,  promote 

critical assessment of problems and options,  and can lead to 

better team decisions.  A study conducted in China found that 

moderate levels of task conflict during the initial  phases of 

team performance were positively related to team creativity,  but 

  mental  models      Team members  

knowledge and bel iefs about how the 

work gets done by the team.    

EXHIBIT 6-9   Relationship among Team Cohesiveness, Performance Norms, 
and  Productivity       
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productivity

Moderate to
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 Increasing  Group 
Cohesiveness 

  To increase socio-emotional cohesiveness:   

      Keep the group relatively  small  .   

     Strive for a  favourable public image   to 

increase the status and prestige of belonging.   

     Encourage  interaction   and  cooperation  .   

     Emphasize members  common characteris-

tics   and interests.   

      Point out environmental threats   (e.g. ,  

competitors achievements)  to rally the group.    

  To increase instrumental cohesiveness:   

      Regularly update and  clarify the groups 

goal(s)  .   

     Give every group member a  vital piece of 

the action.    

     Channel each group members special talents 

toward the  common goal(s)  .   

      Recognize   and equitably reinforce  every 

members contributions  .   

     Frequently remind group members they  need 

one another   to get the job done.  109     

   OB I N  ACTI ON  

P I A

PERSONAL INVENTORY ASSESSMENT
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Positive Practices Survey 
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both very low and very high levels of task conflict were nega-

tively related to team performance.  114  In other words,  both too 

much and too little disagreement about how a team should 

initially perform a creative task can inhibit performance.  

 The way conflicts are resolved can also  make the differ-

ence between effective and ineffective teams.  Effective teams 

resolved conflicts by explicitly discussing the issues,  whereas 

ineffective teams had conflicts focused more on personalities 

and the way things were said.  115   

 Kathleen Eisenhardt of the Stanford Graduate School of 

Business and her colleagues studied top management teams 

in  technology-based companies  to  understand how they 

manage conflict.  116   Their research identified six tactics that 

helped teams successfully manage the interpersonal conflict 

that can accompany group interactions.  These are presented 

in  OB in ActionReducing Team Conflict  .  By handling the 

interpersonal conflict well,  these groups were able to achieve 

their goals without letting conflict get in the way.     

 Groups need mechanisms by which they can manage the 

conflict,  however.  117  From the research reported above,  we could conclude that sharing 

information and goals,  and striving to be open and get along,  are helpful strategies for 

negotiating our way through the maze of conflict.  A sense of humour,  and a willingness 

to understand the points of others without insisting that everyone agree on all points,  

are also important.  Group members should try to focus on the issues,  rather than on 

personalities,  and strive to achieve fairness and equity in the group process.   

  Accountabi l i ty 

 As we noted earlier,  individuals can engage in social loafing and coast on the groups 

effort when their particular contributions  cannot be identified.  Effective teams 

undermine this tendency by making members individually and jointly accountable 

for the teams purpose,  goals,  and approach.  119   Therefore,  members should be clear 

on what they are individually responsible for and what they are jointly responsible 

for on the team.   From Concepts to Skills   on pages  238    239   discusses how to conduct 

effective team meetings.     

  Beware!  Teams Are Not Always the  Answer   
 Despite considerable success in the use of teams,  they are not necessarily appropriate 

in all situations.  Teamwork takes more time and often more resources than individual 

work.  Teams have increased communication demands,  conflicts to be managed,  and 

meetings to be run.  So the benefits of using teams have to exceed the costs,  and that is 

not always the case.  120  A study done by Statistics Canada found that the introduction 

of teamwork lowered turnover in the service industries,  for both high- and low-skilled 

employees.  However,  manufacturing companies experienced higher turnover if they 

introduced teamwork and formal teamwork training,  compared with not doing so 

(15.8  percent vs.  10.7 percent) .  121   

 How do you know if the work of your group would be better done in teams? Its been 

suggested that three tests be applied to see if a team fits the situation:  122  

        Can the work be done better by more than one person?   Simple tasks that dont 

require diverse input are probably better left to individuals.   

       Does the work create a common purpose or set of goals for the people in the group 

that is more than the sum of individual goals?   For instance,  the service depart-

ments of many new-car dealers have introduced teams that link customer 

10  Decide when  to use 

individuals instead  of 

teams.  

 Reducing  Team  
Confl ict 

      Work with  more,  rather than less,  informa-

tion  ,  and debate on the basis of facts.   

     Develop  multiple alternatives   to enrich the 

level of debate.   

     Develop commonly agreed-upon  goals  .   

     Use  humour   when making tough decisions.   

     Maintain a  balanced power  structure.   

     Resolve issues  without forcing 

consensus  .  118     

   OB I N  ACTI ON  
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service personnel,  mechanics,  parts specialists,  and sales representatives.  Such 

teams can better manage collective responsibility for ensuring that customers 

needs are properly met.   

       Are the members of the group interdependent?   Teams make sense where there is 

interdependence among taskswhere the success of the whole depends on 

the success of each one,   and   the success of each one depends on the success 

of the others.  Soccer,  for instance,  is an obvious  team   sport because of the 

interdependence of the players.  Swim teams,  by contrast,  except for relays,  

rely heavily on individual performance to win a meet.  They are groups of 

 individuals performing individually,  whose total performance is merely the 

aggregate summation of their individual performances.     

  GLOBAL IMPLICATIONS 

 Research on global considerations in the use of teams is just beginning,  but 

four areas are particularly worth mentioning:  the extent of teamwork,  self-

managed teams,  team cultural diversity,  and group cohesiveness.  

  Extent of Teamwork 

 One study comparing US workers to Canadian and Asian workers revealed that 51  percent 

of workers in Asian-Pacific countries and 48 percent of Canadian employees report high 

levels of teamwork.  But only 32 percent of US employees say their organization has a 

high level of teamwork.  123  Thus,  Canadians engage in a great deal more teamwork than 

do Americans.   

  Self-Managed  Teams 

 Evidence suggests that self-managed teams have not fared well in Mexico,  largely due to 

that cultures low tolerance of ambiguity and uncertainty and employees strong respect 

for hierarchical authority.  124  Thus,  in countries relatively high in power distancewhere 

roles of leaders and followers are clearly delineateda team may need to be structured 

so leadership roles are spelled out and power relationships identified.   

  Team Cultural  D iversity and  Team Performance 

 How do teams composed of members from different countries perform? The evidence 

indicates that the cultural diversity of team members interferes with team processes,  at 

least in the short term.  125   However,  cultural diversity does seem to be an asset for tasks 

that call for a variety of viewpoints.  But culturally heterogeneous team members have 

more difficulty learning to work with one another and solving problems.  The good news 

is while newly formed culturally diverse teams underperform newly formed culturally 

homogeneous teams,  the differences disappear after about three months.  126  Fortunately,  

some team performanceenhancing strategies seem to work well in many cultures.  One 

study found that teams in the European Union made up of members from collectivistic 

and individualistic countries benefited equally from group goals.  127  Read about IBMs 

use of multicultural project teams in  Case IncidentIBMs Multicultural Multinational 

Teams   on page  237 .   

  Group  Cohesiveness 

 Researchers studied teams from an international bank with branches in the United 

States (an individualistic culture)  and in Hong Kong (a collectivistic culture)  to deter-

mine the factors that affected group cohesiveness.  1 28  Teams were entirely composed 

of individuals from the branch country.  The results showed that,  regardless of what 
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 LESSONS LEARNED 

       A good team will achieve 

balance between individual 

needs and team needs.   

      To create effective teams,  

members should be 

rewarded for engaging in 

team behaviour rather than 

individual behaviour.   

      Teams should not be created 

for tasks that could be better 

done by individuals.    

  SNAPSHOT SUMMARY 

  Teams vs. Groups: What Is 
the Difference? 

   Why Have Teams Become 
So Popular?  

   Types of Teams  

  From Individual  to 
Team Member 

   Roles 

   Norms  

  Stages of Group and 
Team Development 

   The Five-Stage Model  

   The Punctuated-Equi l ibrium  
Model   

  Creating Effective Teams 

   Context 

   Composition  

   Process  

  Beware!  Teams Are Not 
Always the Answer      

 Study,  practise,  and explore real  business situations with  these helpful  resources:  

       Study Plan:  Check your understanding  of chapter concepts with  self-study quizzes.   

      Online Lesson Presentations:  Study key chapter topics and work through  interactive assessments 

to test your knowledge and master management concepts.   

      Videos:  Learn  more about the management practices and strategies of real  

companies.   

      Simulations:  Practise management decision-making  in  simulated business environments.    

 MyManagementLab 

P I A
PERSONAL  

INVENTORY 

ASSESSMENT

culture the teams were from,  giving teams difficult tasks and more freedom to accom-

plish those tasks created a more tight-knit group.  Consequently,  team performance 

was enhanced.  

 However,  the teams differed in the extent to which increases in task complexity and 

autonomy resulted in greater group cohesiveness.  Teams in individualistic cultures 

responded more strongly than did teams in collectivistic cultures,  became more united 

and committed,  and,  as a result,  received higher performance ratings from their supervi-

sors than did teams from collectivistic cultures.  

 These findings suggest that individuals from collectivistic cultures already have a 

strong predisposition to work together as a group,  so there is less need for increased 

cohesiveness.  However,  managers in individualistic cultures may need to work harder 

to increase team cohesiveness.  One way to do this is to give teams more challenging 

assignments and provide them with more independence.        

     Summary 
 Few trends have influenced j obs as  much as  the massive movement to  introduce 

teams into the workplace.  The shift from working alone to working on teams requires 

employees to cooperate with others,  share information,  confront differences,  and subli-

mate personal interests for the greater good of the team.   
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  for Review 

    1 .    Define  group   and   team  .  What 

are the d i fferent types of teams?   

2.    How do you  expla in  the growing  

populari ty of teams in  organ iza-

tions?   

3.    What are the five types of teams?   

4.    Do role requirements change in  

d i fferent si tuations?  I f so,  how?   

5.    How do group norms influence 

an  ind ividual s behaviour?   

6.    What are the five stages of group 

development?   

7.    What characteristics contribute 

to the effectiveness of a  team?   

8.    What are the impl ications of 

d iversi ty for group effectiveness?   

9.    How does group size affect 

group performance?   

1 0.    When  i s  work performed  by ind i -

viduals preferred  over work per-

formed  by teams?     

  for Managers 

   Effective teams have common  

characteristics.  They have ade-

quate resources,  effective leader-

sh ip,  a  cl imate of trust,  and  a  per-

formance evaluation  and  reward  

system  that reflects team  contribu-

tions.  These teams have ind ividuals 

with  techn ical  expertise as wel l  as 

problem-solving,  decision- making,  

and  interpersonal  ski l l s  and  the 

right tra i ts,  especia l ly conscien-

tiousness and  openness.   

   Effective teams a lso tend  to be 

smal lwith  fewer than  1 0  people,  

preferably of d iverse backgrounds.  

They have members who fi l l  role 

demands and  who prefer to be 

part of a  group.  The work that 

members do provides freedom  and  

autonomy,  the opportunity to use 

d i fferent ski l l s  and  ta lents,  and  the 

abi l i ty to complete a  whole and  

identifiable task or product.  I t a lso 

has a  substantia l  impact on  others.   

   Effective teams have members who 

bel ieve in  the teams capabi l i ties 

and  are committed  to a  common  

plan  and  purpose,  have an  accu-

rate shared  mental  model  of what 

i s to be accompl ished,  share spe-

cific team  goals,  maintain  a  man-

ageable level  of confl ict,  and  show 

a  minimal  degree of social  loafing.   

   Because ind ividual istic organ iza-

tions and  societies attract and  

reward  ind ividual  accompl ish-

ments,  i t can  be d i fficu lt to  cre-

ate team  players in  these environ-

ments.  Try to select ind ividuals 

who have the interpersonal  ski l l s  

to be effective team  players,  pro-

vide tra in ing  to develop teamwork 

ski l l s,  and  reward  ind ividuals for 

cooperative efforts.     

  for You 

   Know that you  wi l l  be asked  to 

work on  teams and  groups both  

during  your undergraduate years 

and  later on  in  l i fe,  so understand-

ing  how teams work i s  an  impor-

tant ski l l  to  have.   

   Think about the roles that you  play 

on  teams.  Teams need task- oriented  

people to get the job done,  but 

they also need maintenance-

oriented  people who help keep 

people working  together and  feel-

ing  committed  to the team.   

   Help  your team  set specific,  mea-

surable,  real i stic goals,  as th is leads 

to more successfu l  outcomes.        

  OB
at

Work 
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    Empowerment advocates cite the benefits yet neglect 

the harm  that can  be done when  too much  decision-

making  power i s  g iven  to teams.  They th ink that,  to cre-

ate effective teams,  a l l  you  have to do as a  leader i s  noth-

ing  because,  by empowering  teams,  youve effectively 

stepped  away as a  leader and  have lost your authority.  

Empowerment can  do some good  in  certain  ci rcum-

stances,  but i ts certain ly not a  cure-al l .  

 Yes,  organ izations have become flatter over the past 

several  decades,  paving  the way for decision-making  

authority to seep into the lower levels of the organ iza-

tion .  But consider that many teams are  empowered  

simply because the management ranks have been  so 

th inned  that there i s  no one left to make the key cal l s.  

Empowerment i s  then  just an  excuse to ask teams to 

take on  more responsibi l i ty without an  accompanying  

increase in  tangible benefits l ike pay.  

 In  addition,  the organ izations leadersh ip  a l ready has 

a  good  idea  of what i t would  l ike i ts teams (and  ind ivid-

ual  employees)  to accompl ish .  I f managers leave teams 

to their own  devices,  how l ikely i s  i t that those teams 

wi l l  a lways choose what the manager wanted?  Even  i f 

the manager offers suggestions about how the team  

might proceed,  empowered  teams can  easi ly ignore that 

advice.  Instead,  they need  d i rection  on  what goals to 

pursue and  how to pursue them.  That i s  what effective 

leadersh ip  i s  a l l  about.  

 Consider what happens when  decision-making  

authority i s  d istributed  among  team  members.  The clari ty 

of each  team  members role becomes fuzzy,  and  mem-

bers lack a  leader to whom they can  go for advice.  And  

final ly,  when  teams are self-managed,  they become l ike 

si los,  d isconnected  from  the rest of the organ ization  and  

i ts m ission.  Simply handing  people authority i s  no guar-

antee they wi l l  use i t effectively.  So,  leave the power to 

make decisions in  the hands of those who have worked  

their way up the organ ization .  After a l l ,  they got to be 

leaders for a  reason.    

    I f you  want h igh-performing  teams with  members who 

l ike one another and  their jobs,  I  have a  simple solu-

tion.  1 29   Remove the leash  tied  to them  by management 

and  let them  make their own  decisions.  In  other words,  

empower them.  Th is trend  started  a  long  time ago,  when  

organ izations real ized  that creating  layers upon  layers 

of bureaucracy thwarts innovation,  slows progress to a  

trickle,  and  merely provides hoops for people to jump 

through  in  order to get anyth ing  done.  

 You  can  empower teams in  two ways.  One way i s  

structural ly,  by transferring  decision  making  from  man-

agers to team  members and  g iving  teams the officia l  

power to develop their own  strategies.  The other way 

i s  psychological ly,  by enhancing  team  members  bel iefs 

that they have more authority,  even  though  leg itimate 

authority sti l l  rests with  the organ ization s leaders.  How-

ever,  structural  empowerment leads to heightened  feel-

ings of psychological  empowerment,  g iving  teams (and  

organ izations)  the best of both  worlds.  

 Research  suggests that empowered  teams benefit in  

a  number of ways.  Members are more motivated.  They 

exh ibit h igher levels of commitment to the team  and  to 

the organ ization.  And  they perform  much  better too.  

Empowerment sends a  signal  to the team  that i ts trusted  

and  does not have to be constantly m icromanaged  by 

upper leadersh ip.  And  when  teams get the freedom  to 

make their own  choices,  they accept more responsibi l i ty 

for and  take ownersh ip  of both  the good  and  the bad.  

 G ranted,  that responsibi l i ty a lso means empowered  

teams must take the in i tiative to foster their ongoing  

learn ing  and  development,  but teams entrusted  with  the 

authority to gu ide their own  destiny do just that.  So,  do 

yourself (and  your company) a  favour and  make sure that 

teams,  rather than  needless layers of m iddle managers,  

are the ones making  the decisions that count.   

  To Get the Most Out of Teams, Empower Them 
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 Form  smal l  groups to d iscuss the fol lowing  topics,  as assigned  by your instructor:  

   1 .    One of the members of your team  continual ly arrives late for meetings and  does not turn  drafts of assignments 

in  on  time.  In  general ,  th is group member i s  engaging  in  socia l  loafing.  What can  the members of your group 

do to reduce socia l  loafing?   

  2.    Consider a  team  with  which  you  have worked.  Was there more emphasis on  task-oriented  or maintenance-

oriented  roles?  What impact d id  th is have on  the groups performance?   

  3.    Identify 4 or 5  norms that a  team  could  put into place near the beg inn ing  of i ts l i fe  that m ight help  the team  

function  better over time.     

B R E A KO U T  G ROU P  E X E R C I S E S 

 The Paper Tower Exercise  

   Step 1    Each  group wi l l  receive 20 index cards,  1 2  paper cl ips,  and  2  marking  pens.  Groups have 1 0  m inutes 

to plan  a  paper tower that wi l l  be judged  on  the basis of 3  cri teria:  height,  stabi l i ty,  and  beauty.  No 

physical  work (bu i ld ing) i s  a l lowed  during  th is plann ing  period.   

  Step 2    Each  group has 1 5  m inutes for the actual  construction  of the paper tower.   

  Step 3    Each  tower wi l l  be identified  by a  number assigned  by your instructor.  Each  student i s  to  ind ividual ly 

examine al l  the paper towers.  Your group is then  to come to a  consensus as to which  tower is the winner 

(5  m inutes).  A spokesperson  from  your group should  report i ts decision  and  the cri teria  the group used  

in  reach ing  i t.   

  Step 4     In  your smal l  groups,  d iscuss the fol lowing  questions (your instructor may choose to have you  d iscuss 

on ly a  subset of these questions):  

    a.     What percentage of the plan  d id  each  member of your group contribute,  on  average?   

   b.     D id  your group have a  leader?  Why or why not?   

   c.     How d id  the group general ly respond  to the ideas that were expressed  during  the plann ing  

period?   

   d.     To what extent d id  your group fol low the five-stage model  of group development?      

    e.     Li st specific behaviours exh ibited  during  the plann ing  and  bu i ld ing  sessions that you  fel t were 

helpfu l  to the group.  Expla in  why you  found  them  to be helpfu l .   

  E XP E R I E N T I AL  E X E R C I S E  

P I A
PERSONAL  

INVENTORY 

ASSESSMENT

Team Development Behaviours:  Th is self-assessment i s  designed  to help you  better understand  the contributions you  

make to bu i ld ing  effective teams and  teamwork.

Diagnosing  the Need  for Team Building:  Team  cohesion  i s  important for optimal  team  function ing.  Use th is scale to 

determine i f team-bui ld ing  activi ties would  benefit your group.

Positive Practices Survey:  Th is  d iagnostic instrument helps you  identi fy the behaviours that are  typica l  of the very 

h ighest performing  teams and  organ izations.

  P E R S O N AL  I N VE N TORY  A S S E S S M E N T
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236  Part 2  S tri vi ng  for  Performance

 Dealing with Shirkers 

  E T H I C A L  D I L EMMA 

 We have noted  that one of the most common  problems 

in  groups is  socia l  loafing,  which  means group members 

contribute less than  i f they were working  on  thei r own.  

We might ca l l  such  ind ividuals  sh irkersthose who are 

contributing  far less than  other group members.  

 Most of us have experienced  social  loafing,  or sh irking,  

i n  g roups.  And  we  may even  adm i t to  times  when  we 

shirked  ourselves.  We discussed  earl ier in  the chapter some 

ways of d iscouraging  social  loafing,  such  as l imiting  group 

si ze,  hold ing  i nd i vidua l s  responsible  for thei r contribu -

tions,  and  setting  group  goa ls.  Wh i le  these  tactics  may 

be  effective,  in  our experience,  many people simply work 

around  sh i rkers.  We just d id  i t ourselvesit was easier 

that way,  says one group member.  

 C on si der  th e  fo l l owing  questi on s  for  d ea l i ng  wi th  

sh irking  in  groups:  

    1 .    Do group members have an  eth ical  responsibi l i ty to 

report sh irkers to leadersh ip?  I f you  were working  

on  a  group project for a  class and  a  group member 

was socia l  loafing,  would  you  communicate th is 

in formation  to the instructor?  Why or why not?   

   2.    Do you  th ink socia l  loafing  i s  a lways sh irking  (fa i l ing  

to l ive up to your responsibi l i ties)?  Are there times 

when  sh irking  i s  eth ical  or even  justi fied?   

   3.    Socia l  loafing  has been  found  to be h igher in  West-

ern,  more ind ividual istic nations than  in  other coun-

tries.  Do you  th ink th is means we should  tolerate 

sh irking  on  the part of North  American  workers to 

a  greater degree than  i f i t occurred  with  someone 

from  Asia?     

    CAS E  I N C I D E N T S 

  Tongue-Tied in Teams 

 Th i rty-one-year-old  Robert Murphy has  the  best i n ten -

ti on s  to  pa rt i c i pa te  i n  team  meeti n g s,  bu t  when  i t s 

 g ame  t i m e ,   h e  ch okes .  1 3 0   An  on l i n e  m a rke t i n g  

represen tati ve,  Robert  cannot be  cri ti ci zed  for l ack of 

preparation .  After being  i nvi ted  to  a  business  meeting  

wi th  s i x  of  h i s  co-workers  and  h i s  supervi sor,  Robert 

began  doing  h is research  on  the meetings subject matter.  

H e  compi led  notes,  a rranged  them  neatly,  and  wa lked  

into the  meeting  room.  As soon  as  the meeting  began,  

 I  j u st  sa t  there  l i ke  a  l ump,  fi xated  on  the  fact that I  

was qu iet.   The  enti re  meeting  passed  wi thout Robert 

contributing  a  word .  

 Robert i s  certa in ly not the  fi rst person ,  nor i s  he  the 

l a st,  to  fa i l  to  speak up  du ring  meeti ngs.  Wh i l e  some 

employees may actual ly lack abi l i ty,  the h igh ly intel l igent 

a lso freeze.  One study found  that i f we bel ieve our peers 

are smarter,  we experience anxiety that temporari ly blocks 

our abi l i ty to  th ink effectively.  In  other words,  worrying  

about what the group th inks of you  makes you  dumber.  

The study a l so  found  the  effect was worse for women,  

perhaps because they are more socia l ly attuned.  

 I n  other cases,  fa i l ing  to  speak up  may be  attributed  

to  persona l i ty.  Wh i l e  the  extraverted  tend  to  be  asser-

tive and  assured  in  group  settings,  the more introverted  

prefer to  col lect thei r thoughts before  speakingif they 

speak at a l l .  But aga in ,  even  those who are extraverted  

can  remain  qu iet,  especia l ly when  they feel  they cannot 

contribute.  

   f.     Li st specific behaviours exh ibited  during  the plann ing  and  bu i ld ing  sessions that you  fel t were 

dysfunctional  to the group.  Expla in  why you  found  them  dysfunctional .  

 Source:  Th is exercise i s  based  on  The Paper Tower Exercise:  Experiencing Leadership and Group Dynamics,  by Ph i l l ip  L.  Hunsaker and  Johanna  

S.  Hunsaker,  unpubl ished  manuscript.  A brief description  i s  included  in   Exchange,  Organizational Behavior Teaching Journal 4,  no.  2  (1 979),  

p.   49  .  Reprinted  by permission  of the authors.  The materia l s l i st was suggested  by Professor Sal ly Maitl i s,  Sauder School  of Business,  Un iversity 

of Bri tish  Columbia.        
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  IBMs Multicultural Multinational Teams 

 As work has become more global ,  companies are real izing  

the benefits of composing  teams of employees who not 

on ly have d ifferent cu ltural  backgrounds,  but who l ive in  

d i fferent countries.  1 31   These multicu l tura l ,  mu ltinational  

teams are extremely diverse,  al lowing companies to leverage 

widely d ifferent points of view about business problems.  

 One company known  for using  multicu ltural ,  multina-

tional  teams is IBM.  Although  at one time IBM  was famous 

for i ts written  and  unwritten  ru lessuch  as i ts no-layoff 

pol icy,  focus on  ind ividual  promotions and  ach ievement,  

expecta ti on  of  l i fet ime  servi ce  a t  th e  company,  an d  

requ i rement  of  su i ts  and  wh i te  sh i rts  a t  worktimes 

have changed.  

 IBM  has cl ients i n  1 70  countries and  now does two-

th i rd s  of  i ts  bu si n ess  ou ts i d e  th e  U n i ted  S ta tes.  As  a  

resu l t,  i t  h as  overtu rned  vi rtua l l y a l l  a spects  of  i ts  o l d  

cu l tu re.  One  re l a ti ve ly n ew focu s  i s  on  teamwork.  To 

foster  appreciation  of a  variety of cu l tures and  open  up 

emerg ing  markets,  IBM  sends hundreds of i ts  employees 

to month-long  volunteer project teams in  reg ions of the 

world  where most big  compan ies don t do business.  Al  

C hakra ,  a  software  developmen t manager l oca ted  i n  

Ra leigh ,  North  C arol i na ,  was  sen t to  j oin  G reenForest,  

a  furn i ture  manufacturing  team  in  Tim isoara,  Roman ia .  

With  Chakra  were IBM  employees from  five other coun-

tri es.  Together,  the  team  helped  G reenForest  become 

more  computer-savvy to  increase  i ts  business.  In  return  

for the IBM  teams assi stance,  G reenForest was charged  

noth ing .  I BM  fi rm ly bel i eves  these  mu l ti cu l tura l ,  mu l ti -

national  teams are good  investments,  because they help  

lay the groundwork for uncovering  business in  emerg ing  

economies.  IBM  i s  not the on ly company to use multicu l -

tura l ,  mu ltinational  teams.  In tel  Corp. ,  for example,  has 

teams of employees located  in  the Un i ted  States,  I srael ,  

and  I reland.  

 To  manage  these  types of teams effectivel y,  l eaders 

must possess certain  characteristics.  These include obvious 

factors  l i ke  openness  to  cu l tu ra l  d i versi ty and  cu l tu ra l  

in tel l igence.  Accord ing  to a  survey conducted  by M iriam  

Erez,  a  facu l ty member at the Techn ion-Israel  Insti tute of 

Technology,  i ts  better for leaders to have a  g lobal  rather 

than  a  cross-cu l tura l  perspective.  What i s  the d i fference?  

A g lobal  perspective means integrating  cu ltural ly d ifferent 

and  geograph i ca l l y d i fferen t i nd i vi dua l s  i n to  a  s i ng l e,  

un i fied  team.  Leaders with  a  g lobal  perspective develop 

a  g l oba l  i d en ti ty i n  add i ti on  to  the i r  l oca l  or  n a ti ona l  

i denti ty,  wh i le  l eaders  wi th  a  cross-cu l tu ra l  perspective 

do  not perceive  themselves  as  belong ing  to  more  than  

one cu lture.  

  Questions 

    1 .    I f you  calcu late the person-hours devoted  to IBMs 

team  projects,  they amount to more than  1 80 000 

hours of management time each  year.  Do you  th ink 

th is  i s  a  wise investment of IBMs human  resources?  

Why or why not?   

   2.    Would  you  l ike to work on  a  multicu ltural ,  multina-

tional  project team?  Why or why not?   

   3.    Multicu ltural  project teams often  face problems 

with  communication ,  expectations,  and  values.  

How do you  th ink some of these chal lenges can  be 

overcome?        

 Wh a t  to  d o?  M i ch a e l  Woodwa rd ,  a n  o rg a n i za -

tiona l  psycholog i st,  suggests  pa i ring  up  wi th  someone 

more assertive  who can  pu l l  you  in to  the  conversation .  

Preparation  i s  key,  even  i f i t means ta lking  to the person  

fa c i l i ta t i n g  th e  meeti n g  beforeh and  to  d i scu ss  you r 

thoughts.  And  final ly,  the rea l ization  that others may be 

feel ing  the  same anxiety can  a l so  help  spark the  confi -

dence to speak up.   

  Questions 

    1 .    Recal l  a  time when  you  fa i led  to speak up during  

a  group meeting.  What were the reasons for your 

si lence?  Are they simi lar to or d i fferent from  the 

reasons d iscussed  here?   

   2.    Beyond  the tips provided  in  th is Case Incident,  

can  you  th ink of other strategies that can  help  the 

tongue-tied?   

   3.    Imagine that you  are leading  a  team  meeting  and  

you  notice that a  couple of team  members are not 

contributing.  What specific steps m ight you  take to 

try to increase their contributions?      
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238 Part 2 Stri vi ng  for  Performance

1 . Prepare a  meeting agenda.   An  agenda  defines  what you  hope  to 

accompl ish  at the meeting.  I t should  state the meetings purpose;  who 

wi l l  be  in  attendance;  what,  i f  any,  preparation  i s  requ i red  of each  

participant;  a  detai led  l i st of i tems to be covered;  the specific time and  

location  of the meeting;  and  a  specific fin ish ing  time.   

2. Distribute the  agenda  in  advance.   Pa rti c i pan ts  shou l d  h ave  th e 

agenda  sufficiently i n  advance  so  they can  adequately prepare  for 

the  meeting .   

3. Consult with  participants before  the  meeting.   An  u n prepa red  

parti cipan t cannot contribute  to  h i s  or her fu l l  potentia l .  I ts  your 

responsibi l i ty to  ensure  that members are  prepared,  so  check wi th  

them  ahead  of time.   

4. Get participants to go over the agenda.   The fi rst th ing  to do at the 

meeting  is to have participants review the agenda,  make any changes,  

then  approve the final  agenda.   

5. Establish specific time parameters.   Meetings should  begin  on  time and  

have a  specific time for completion.  I ts your responsibi l i ty to specify 

these time parameters and  to hold  to them.   

6. Maintain  focused discussion.   I ts  your responsibi l i ty to g ive d i rection  

to the d iscussion;  to  keep i t focused  on  the i ssues;  and  to m in imize 

in terruptions,  d isruptions,  and  i rrelevant comments.   

7. Encourage and support participation of all members.   To maximize the 

effectiveness of problem-oriented  meetings,  each  participant must be 

encouraged  to contribute.  Quiet or reserved  personal i ties need  to be 

drawn  out so their ideas can  be heard.   

8. Maintain  a  balanced style.   The effective  group  leader pushes when  

necessary and  i s  passive when  need  be.   

9. Encourage the clash of ideas.   You  need  to encourage d i fferent points 

of view,  critical  th inking,  and  constructive d isagreement.   

1 0.     Discourage the clash of personalities.   An  effective meeting  is character-

ized  by the cri tical  assessment of ideas,  not attacks on  people.  When  

running  a  meeting,  you  must quickly intercede to stop personal  attacks 

or other forms of verbal  insu lt.   

1 1 .     Be an  effective listener.   You  need  to  l i sten  wi th  in tensi ty,  empathy,  

and  objectivi ty,  and  do whatever i s  necessary to get the fu l l  intended  

mean ing  from  each  participants comments.   

1 2.     Bring proper closure.   You  should  close a  meeting  by summarizing  the 

groups accompl ishments.  C lari fy what actions,  i f any,  need  to fol low 

the meeting,  and  a l locate fol low-up assignments.  I f any decisions are 

made,  you  also need  to determine who wi l l  be responsible for commu-

n icating  and  implementing  them.     

  Conducting a 
Team Meeting 

 Team meetings have a  repu-

tation  for inefficiency.  For 

instance,  noted  Canadian-

born  economist John  Kenneth  

Galbraith  has said,  Meetings 

are indispensable when  you  

dont want to do anything.  

 When  you  are responsible 

for conducting  a  meeting,  

what can  you  do to make i t 

more efficient and  effective?  

Fol low these 1 2  steps:  1 32   

1 . Prepare a  meeting agenda.   An  agenda  defines  what you  hope  to

accompl ish  at the meeting.  I t should  state the meetings purpose;  whho 

i l l b i tt d h t i f ti i i d f h

    FROM  CONCEPTS TO SKILLS 
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Chapter 6 Groups  and  Teamwork 239

Reinforcing

Skil ls

 J ameel  Saumur i s  the leader of a  five-member project team  that has been  

assigned  the task of moving  h is engineering  fi rm  into the booming  area  

of h igh-speed  intercity ra i l  construction.  Saumur and  h is team  members 

have been  research ing  the field ,  identifying  specific business opportun i-

ties,  negotiating  a l l iances with  equipment vendors,  and  evaluating  h igh-

speed  ra i l  experts and  consultants from  around  the world .  Throughout 

the process,  Tonya  Eckler,  a  h igh ly qual i fied  and  respected  engineer,  has 

chal lenged  a  number of th ings Saumur sa id  during  team  meetings and  in  

the workplace.  For example,  at a  meeting  two weeks ago,  Saumur pre-

sented  the team  with  a  l i st of 1 0  possible h igh-speed  ra i l  projects and  

started  evaluating  the companys abi l i ty to  compete for them.  Eckler con-

tradicted  vi rtual ly a l l  of Saumurs comments,  questioned  h is statistics,  and  

was qu ite pessimistic about the possibi l i ty of getting  contracts on  these 

projects.  After th is latest d isplay of d ispleasure,  two other group members,  

Bryan  Worth  and  Maggie Ames,  are complain ing  that Ecklers actions are 

damaging  the teams effectiveness.  Eckler was orig inal ly assigned  to the 

team  for her un ique expertise and  insight.  I f you  had  to advise th is team,  

what suggestions would  you  make to get the team  on  the right track to 

ach ieve i ts fu l lest potentia l?   

Practising

Skil ls  

1 .    In terview three managers at d i fferent organ izations.  Ask them  about 

their experiences in  managing  teams.  Have each  describe teams that 

they thought were effective and  why they succeeded.  Have each  a lso 

describe teams that they thought were ineffective and  the reasons that 

might have caused  th is.   

2.    C on tra st  a  team  you  h ave  been  i n  where  members  tru sted  one 

another with  another team  you  have been  in  where members l acked  

trust in  one another.  How d id  the conditions in  each  team  develop?  

What were the  consequences in  terms of i n teraction  patterns and  

performance?        
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Trust 

      Bruce MacLel lan, president 

and  CEO of Toronto-based  

Environics Communications,  

finds that bui lding  trust in  the  

workplace has a  h igh  payoff.  1

In  fact, he bel ieves that trust is  

a  crucial  element of h is publ ic 

relations firms success.  Bui ld  

trust [because]  everything  you  

say and  do wil l  be watched.  .  .  .  

Bui lding  a  stable and  trust-

ing  atmosphere is essential  to  

other success.  People may not 

always agree, but i f they see 

transparency, consistency and  

candor, i t helps.  

 Employees (pictured  above 

at a  recent company retreat)  

look forward  to  the  annual  

ESRA (read  i t  backward)  

award.  The award  goes to  the  

person  who made the biggest 

blooper of the  year in  front 

of a  cl ient or col league.  One 

employee won  for recom-

mending  a   su i table  park-

ing  spot from  which  the cl ient 

got towed.  Another employee 

was caught on  a  television  

in terview looking  l ike  she was 

fa l l ing  asleep.  She d idnt 

rea l ize  she was on  camera  

and  looked  l ike  she was fa l l -

ing  asleep wh i le  our cl ient 

was speaking,  MacLel lan  

says.  The award  ensures that 

employees feel  safe  when  

they make mistakes and  that 

they can  trust their col leagues.  

  MacLel lan  a lso  bu i lds 

trust a t Environ ics  by help-

ing  employees ach ieve work

l i fe  ba lance.  After working  a t 

the  fi rm  for four years,  Steve 

Acken,  vice-president of d ig i -

ta l  services,  wanted  to  travel  

the  world  and  requested  

four months of unpaid  l eave.  

They held  my job  for four 

months and  that was every-

th ing,  sa id  Acken,  making  

h im  even  more  committed  to  

the  fi rm .    
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    Trust,  or lack of trust,  is an increasingly 

important leadership issue in todays 

organizations.  2  Trust is fragile.  It takes 

a long time to  build,  can be easily 

destroyed,  and is hard to regain.  3   

 A  2 01 2  s u rvey  o f Canadians 

c o n d u c t e d  b y  t h e  C a n a d i a n 

Management Centre and Ipsos  Reid 

found that 61  percent of Canadians 

dont trust their senior leaders.  4   Its 

not just senior leaders who get a failing 

grade for communication.  Internal 

communications  are  also  dissatis-

fying:  only 46  percent of Canadian 

employees are satisfied.  5   

 Acco rding  to  a  recent  s urvey 

by Edmonton-based  David  Apl in 

Recruiting,  managers  and  human 

resources professionals are not aware 

that a trust deficit exists in the work-

place and think that employees quit 

due to insufficient pay.  Likely,  this is 

because employees arent going to cite 

lack of trust as their reason for leaving.  

It would be experienced by many as 

burning a bridge on the way out the 

door,  Aplin says.  6   

  What Is Trust? 

Trust  is a psychological state that exists 

when  you  agree  to  make  yourself 

vulnerable to  another because you 

have positive expectations about how 

things are going to turn out.  7   Trust is 

a history-dependent process based on 

relevant but limited samples of experi-

ence.  8   It takes time to form,  building 

incrementally and accumulating.  Most 

of us find it hard,  if not impossible,  

to  trust someone immediately if we 

dont know anything about them.  At 

the extreme,  in the case of total igno-

rance,  we can gamble,  but we cannot 

trust.  9   But as we get to know someone 

and the relationship matures,  we gain 

241

confidence in our ability to  form a 

positive expectation.  

 There is inherent risk and vulnera-

bility in any trusting relationship.  Trust 

involves making oneself vulnerable,  as 

when,  for example,  we disclose inti-

mate information or rely on anothers 

promises.  10   By its  very nature,  trust 

provides  the opportunity for disap-

pointment or to  be taken advantage 

of.  11   But trust is not taking risk per se;  

rather,  it is a willingness to take risk.  12

So when I  trust someone,  I  expect that 

he or she will  not take advantage of 

me.  This  willingness  to  take risks  is 

common to all trust situations.  13   

  What Determines 

Trust? 

 What are the key characteristics leading 

us to believe a person is trustworthy? 

Research has identified three:  integrity,  

benevolence,  and ability.  14  

       Integrity.   Integrity refers to honesty 

and truthfulness.  When 570 white-

collar employees were given a list of 

28  attributes related to leadership,  

honesty was rated the most impor-

tant by far.  1 5   Integrity also means 

having consistency between what 

you do and say.   

    Benevolence.   Benevolence means the 

trusted person has your interests at 

heart,  even if yours are not neces-

sarily in line with theirs.  Caring and 

supportive behaviour is part of the 

emotional  bond between leaders 

and followers.   

    Ability.   Ab il ity encompasses  an 

individuals technical and interper-

sonal knowledge and skills.  Even a 

highly principled person with the 

best intentions in the world wont 

be trusted to accomplish a positive 

outcome for you if you dont have 

faith in his or her ability to get the 

job  done.  Does  the person know 

what he or she is talking about? You 

are unlikely to listen to or depend 

upon someone whose abilities you 

do not believe in.    

 In addition to these factors,  a review 

of the findings for the effects of leader-

ship on building trust indicates that 

several characteristics of leadership are 

most likely to build trust.  Leaders who 

engage in procedural justice (ensuring 

fair procedures  and outcomes)  and 

interactional  justice (treating people 

fairly when procedures  are  carried 

out) ,  and who encourage participative 

decision making and use a transfor-

mational  leadership  style,  are most 

successful at building trust.  16  

 Time is  another component for 

building trust.  We come to trust people 

based on observing their behaviour 

over a period of time.  17  Leaders need 

to  demonstrate they have integrity,  

benevolence,  and ability in situations 

where trust is  importantsay,  where 

they could behave opportunistically 

or let employees down.  Trust can be 

won in the ability domain by demon-

strating competence.  Recent research 

with 100 companies around the world 

suggests  that leaders  can build trust 

by shifting their communication style 

from top-down commands to ongoing 

organizational dialogue.  When leaders 

regularly create interpersonal conver-

sations with their employees that are 

intimate,  interactive,  and inclusive and 

that intentionally follow an agenda,  

followers demonstrate trust with high 

levels  of engagement.  1 8   The  inset 

What Are the Consequences of Trust  on 

page  242  illustrates the importance of 

developing trust in the workplace.       
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  Basic Principles 
of Trust 
 Research offers a few principles that 

help  us  better understand how trust 

and mistrust are created:  20  

       Mistrust drives out trust.   People who 

are trusting demonstrate their trust 

by increasing their openness  to 

others,  disclosing relevant infor-

mation,  and expressing their true 

intentions.  People who  mistrust 

conceal information and act oppor-

tunistically to  take advantage of 

others.  A few mistrusting people 

can poison an entire  organization.   

      Trust begets  trust.   Exhibiting trust 

in others tends to  encourage reci-

procity.   

  Trust between  managers and  employees has a  nu
mber of advan-

tages.  Here are just a  few
 that research  ha

s shown:1 9   

       Trust encourag
es taking risks.  W

henever employees decide to
 

deviate from  the usual  way of doing  th ing
s,  or to  take their

 

managers  word  on  a  new d irection,  they a
re taking  a  ri sk.  I

n  both  

cases,  a  trusting  
relationsh ip can  f

aci l i tate that leap
.   

      Trust facilitates
 information sharing.  One big  reason  em

ployees fai l  

to express conce
rns at work i s  that they d

ont feel  psychol
ogical ly 

safe reveal ing  th
eir views.  When  managers demonstrate they wi l l  

g ive employees  ideas a  f
a i r hearing  and  a

ctively make changes,  

employees are more wi l l ing  to  speak ou
t.   

      Trusting group
s are more effective.  When  a  leader sets

 a  trusting  

tone in  a  group,  
members are  more wi l l ing  to  help  eac

h  other 

and  exert extra  e
ffort,  wh ich  increases tru

st.  Members of 

m istrusting  groups
 tend  to  be suspi

cious of each  oth
er,  constantly 

guard  against ex
ploitation ,  and  re

strict communication  with  

others in  the gro
up.  These action

s tend  to underm
ine and  eventu-

a l ly destroy the g
roup.   

      Trust enhances
 productivity.  The

 bottom-l ine interest of c
ompa-

n ies appears to b
e positively influe

nced  by trust.  Em
ployees who 

trust their superv
isors tend  to rece

ive h igher perfor
mance ratings.  

People respond  t
o mistrust by concea

l ing  information  and  secretl
y 

pursu ing  their ow
n  in terests.    

         What  Are  the  Conse
quences  of  T

rust?      

      Trust can be regained (sometimes) .   

Leaders  who  b etray trus t  are 

especially l ikely to  be evaluated 

negatively by followers  if there 

is  already a low level  of leader

member exchange.  21   Once  it  i s 

violated,  trust can be regained,  but 

only in certain situations.  22  If the 

cause is  lack of ability,  its  usually 

best to apologize and recognize you 

should have done better.  When lack 

of integrity is the problem,  apolo-

gies dont do much good.  Regardless 

of the violation,  saying nothing or 

refusing to  confirm or deny guilt 

is  never an effective strategy for 

regaining trust.  Trust can be restored 

when the individual  observes  a 

consistent pattern of trustworthy 

behaviours  by the transgressor.  

However,  if the transgressor used 

deception,  trust never fully recovers,  

even when the person deceived 

is  given apologies,  promises,  or a 

consistent pattern of trustworthy 

actions.  23    

      Mistrusting groups self-destruct.   The 

corollary to the previous principle is 

that when group members mistrust 

one another,  they repel and sepa-

rate.  They pursue their own interests 

rather than the groups.  Members of 

mistrusting groups tend to be suspi-

cious of one another,  are constantly 

on guard against exploitation,  and 

restrict communication with others 

in the group.   

      Trust increases cohesion.   Trust holds 

people together.  24   If one person 

needs help or falters,  that person 

knows that the others will be there 

to fill  in.   

      Mistrust generally reduces productivity.   

Leaders  who  break the  psycho-

logical  contract  with  workers ,  

demonstrating they are not trust-

worthy,  will find that employees are 

less  satisfied and less committed,  

have a higher intent toward turn-

over,  engage in  less  citizenship 

behaviour,  and have lower levels of 

task performance.  25      

  What Can Leaders 
Do to Increase 
Trust? 
 Professors Linda Duxbury of Carleton 

Universitys Sprott School of Business 

and  Chri s topher H iggins  o f the 

Univers i ty  o f Wes tern  Ontario s 

Richard Ivey School of Business found 

that employees  who  work in  envi-

ronments characterized by trust and 

respect report less  stress  and greater 

productivity than those who work in 

environments where trust is lacking.  26  
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To improve the climate of trust in an 

organization,  it is  important to build 

social capital and build team trust.     

  Building Social  Capital  
 Maintaining integrity in organizations 

is  a  way of building social  capital 

among members of the organization.  

Scholars use the term  social capital   to 

refer to  strong relationships  within 

organizations that help organizations 

function smoothly.  28   Social  capital 

is  built on trust,  and allows deals to 

move faster,  teams to be more produc-

tive,  and  people  to  perform more 

creatively.  29   

 Some companies seem better able 

to build social capital than others.  The 

inset  Increasing Organizational Candour

indicates ways that organizations can 

increase the level  of trust available 

internally.   

          I ncreasing  Organ izational  Candour  
  To develop a  cu lture of candour in  your organ ization,  start with   yourself and  consider these tips. 27   
       Tell the truth.  Develop a  reputation  for stra ight ta lk.         Encourage people to speak truth to power.  People h igher up in  the organ ization  need  to know the truth .  Encourage people lower down  to be courageous and  speak up.   
      Reward contrarians.  Recogn ize and  chal lenge your own  assump-tions.  Find  col leagues to help  you  do that.   
      Practise having unpleasant conversations.  Del iver bad  news kind ly so that people do not get hurt unnecessari ly.         Diversify your sources of information.  Communicate regularly with  d ifferent groups of employees,  customers,  and  competitors.         Admit your mistakes.  I f you  do so,  others wi l l  do the same.         Build organizational support for transparency.  H i re people who have a  reputation  for candour el sewhere.  Protect whistle-blowers.         Set information free.  Share informationunless there i s  a  clear reason  not to.    

  Building Team Trust 
 Professor Kurt Dirks  of Washington 

University in St.  Louis studied the effect 

of trust in ones coach on team perfor-

mance during basketball season for 30 

teams in Division I  and Division III of 

the NCAA (National Collegiate Athletic 

Association).  30  His findings show that 

basketball players trust in their coach 

improves team performance.  The two 

teams with the highest level of trust in 

their coach had outstanding records for 

the season he studied.  The team with 

the lowest level  of trust won only 10 

percent of its games,  and the coach was 

fired at the end of the season.     

 As these results indicate,  team leaders 

have a significant impact on a teams 

trust climate.  The following points 

summarize ways to build team trust:  31   

       Demonstrate that you  are working 

for others interests,  as  well  as  your 

   FACTBOX 

   In  201 4:

    53%  of Canadians surveyed  

thought that persons l ike 

themselves were credible or 

extremely credible.   

      On ly 36%  of Canadians 

surveyed  thought that govern-

ment officia ls were cred ible or 

extremely credible.   

      On ly 31 %  of Canadians 

surveyed  thought that informa-

tion  conveyed  by CEOs was 

credible.   

      On ly 9%  of Canadians surveyed  

sa id  they would  trust business 

leaders to speak the truth,  

regardless of the complexity or 

unpopulari ty of an  i ssue.   

      On ly 1 1 %  of Canadians 

surveyed  sa id  they would  trust 

business leaders to make eth ical  

and  moral  decisions. 32    

own.   All  of us are concerned with 

our own self-interest,  but if others 

see you using them,  your j ob,  or 

the organization for your personal 

goals  to  the  exclus ion  of your 

teams,  departments,  and organi-

zations  interests,  your credibility 

will be undermined.   

    Be a team player.   Support your work 

team both  through  words  and 

actions.  Defend the team and team 

members when they are attacked 

by outsiders.  Doing so will demon-

strate your loyalty to  your work 

group.   

    Practise openness.   Mistrust comes 

as  much from what people dont 

know as from what they do know.  

Openness leads to confidence and 
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trust.  So  keep  people informed,  

explain your decisions,  be candid 

about problems,  and fully disclose 

relevant information.   

    Be fair.   Before making decisions 

or taking actions,  consider how 

others will perceive them in terms 

of obj ectivity and fairness.  Give 

credit where its  due,  be objective 

and impartial in performance eval-

uations,  and pay attention to equity 

perceptions in reward distributions.   

    Speak your feelings.   Managers and 

leaders who convey only hard facts 

come across  as  cold and distant.  

By sharing your feelings,  you will 

encourage others to view you as real 

and human.  They will  know who 

you are,  and their respect for you 

will increase.   

    Show consistency in the basic values 

that guide  your decision  making.

Mistrust comes from not knowing 

what to  expect.  Take the time to 

think about your values and beliefs.  

Then let them consistently guide 

your decisions.  When you know 

your central purpose,  your actions 

will  follow accordingly,  and you 

will project a consistency that earns 

trust.   

    Maintain confidences.   You trust those 

you can confide in and rely on.  So if 

people tell you something in confi-

dence,  they need to feel assured that 

you will  not discuss it with others 

or betray that confidence.  If people 

perceive  you  as  someone  who 

leaks  personal  confidences,  or 

someone who cannot be depended 

upon,  you wont be perceived as 

trustworthy.   

      Demonstrate competence.   Develop 

the  admiration  and  respect  o f 

others by demonstrating technical 

       Know yourself.  I f you  t
end  to trust the w

rong  people too 
qu ickly,  

learn  to interpret
 the cues better.  

I f you  have d iffic
u lty bu i ld ing  

trusting  relations
h ips,  learn  how to do th is.

34   

      Start small.  Start with  smal l  acts of trust,  a
nd  see i f they are

 

reciprocated.   

      Write an escape cla
use.  Have a  plan  for ho

w the relationsh ip  

wi l l  end,  so that pe
ople can  trust more fu l ly and  with  more 

commitment.   

      Send strong si
gnals.  Signal  trus

tworth iness more clearly and  re
tal -

iate strongly when  your trust i s 
abused.   

      Recognize the
 other persons d

ilemma.  The other pers
on  i s  a l so 

trying  to figure o
ut whether you  can  b

e trusted.  Reassu
re that 

person  about whether or how much  he or she sh
ould  trust you.   

      Look at roles a
s well as people.  A persons role or 

position  can  

provide some guarantee of h
is or her expertis

e and  motivation .   

      Remain vigilant and a
lways question.  Do not just engag

e in  due 

d i l igence in i tia l ly.
 Keep your due d

i l igence up-to-da
te.    

         The  Ru les  fo
r  Trusting  Wisely      

and professional ability and good 

business sense.  Pay particular atten-

tion to developing and displaying 

yo ur  communi ca t i o n ,  t e am -

building,  and other interpersonal 

skills.   

    Work on  continuous  improvement.

Teams should approach their own 

development as part of a search for 

continuous improvement.    

 High-performance teams are char-

acterized by high mutual trust among 

members.  That is,  members believe in 

the integrity,  character,  and ability of 

one another.  Since trust begets  trust 

and distrust begets  distrust,  main-

taining trust requires careful attention 

by leaders and team members.  33   High 

trust can have a downside,  though,  if 

it inspires team members to  not pay 

attention to one anothers work.  Team 

members  with  high  trust may not 

monitor one another,  and if the low 

monitoring is  accompanied by high 

individual  autonomy,  the team can 

perform poorly.  35     

  Does Distrust 
Ever Pay Off? 
 A recent study by Rotman School of 

Management professors Nancy Carter 

and Mark Weber found that people 

who  are  more  trusting are  better 

able to  detect lies in other people.  36

However,  Professor Roderick Kramer 

of the Graduate School  of Business 

at Stanford University suggests  that 

always being completely trusting may 

not be a desirable strategy.  Instead,  he 

offers tempered trust,  which means 
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to trust wisely and well as a better way 

for individuals  to  act.  His  views are 

quite contrary to  most management 

literature,  which discusses the benefits 

of trust.  Essentially,  Kramer argues that 

distrust can be beneficial.  37  

 Kramer believes that we are hard-

wired to  trust:   trust is  our default 

position;  we trust routinely,  reflex-

ively,  and somewhat mindlessly,  across 

a broad range of social situations.  38

Many times this  trust serves us well,  

but sometimes it lets us down.  Witness 

the many people who were taken in 

by the charms  of New York stock-

broker Bernie Madoff and Montreal 

investment adviser Earl Jones,  and lost 

millions of dollars because of the trust 

they had in them.  

 So  what does  Kramer suggest we 

do?  Start with  some  prudent para-

noia  .  Prudent paranoia is  a form of 

constructive suspicion regarding the 

intentions and actions of people and 

organizations.  39   Kramer argues that 

such paranoia can be an early warning 

s ignal  during difficult  times.  For 

instance,  during times of mergers and 

acquisitions,  employees are naturally 

distrustful of other departments,  and 

wonder whether they will  lose their 

jobs.  Managers may watch out to see 

who may be threatening their power 

base.  Those  with  high  emotional 

intelligence are most likely to  prac-

tise prudent paranoia;  after all,  one of 

the signs of emotional intelligence is 

paying attention to ones environment 

and responding accordingly.     

 The inset  The Rules for Trusting Wisely

presents  some of Kramers  tips  for 

starting on a lifelong process of learning 

how to trust wisely and well. 40     

     RESEARCH  EXERCISES 

1 .    Look for data  on  the extent to 

wh ich  companies in  other coun-

tries are trusted  by the ci tizens 

of those countries.  How do they 

compare with  the extent to which  

Canadians trust companies?  Can  

you  draw any inferences about 

what leads to greater or less trust 

of corporations?   

2.    Identify three Canadian  organ iza-

tions that are trying  to improve 

their image to be more trustwor-

thy.  What effect i s  th is new image 

having  on  the organ izations  bot-

tom  l ines?     

  YOUR  PERSPECTIVE  

1 .    Why might corporations be wi l l -

ing  to neglect the importance of 

trust and  instead  engage in  be-

haviours such  as those that could  

lead  to corporate scandals?   

2.    What steps can  organ izations take 

to make sure that they are seen  as 

trustworthy by the rest of society?     

  WANT TO  KNOW MORE?  

 D .  DeSteno,  Who Can  You  Trust?  

 Harvard Business Review ,  March  

201 4,  pp.   22   23  ;  A.  J .  C .  Cuddy,  

M .  Kohut,  and  J .  Neffinger,   Connect,  

Then  Lead,   Harvard Business Review ,  

Ju lyAugust 201 3 ,  pp.   54  61  ;  R.  M .  

Kramer,   Reth inking  Trust,   Harvard 

Business Review ,  June 2009,  p.   71  ;  

and  J .  OToole and  W.  Benn is,  Whats 

Needed  Next:  A Cu lture of Candor,  

 Harvard Business Review ,  June 2009,  

pp.   54  61  .           

 F A C E O F F   

 Trust in  others can  be dangerous.  

I f you  get too close to someone 

else,  that person  could  take ad-

vantage of you,  and  possibly hurt 

your chances to get ahead.  

 Trust improves relationships among  

individuals.  Through trust,  produc-

tivity can be increased and more 

creative ideas are l ikely to come for-

ward.  
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     C H A P T E R

  L E ARN I N G  O U TCOM ES 

     How can  two entrepreneurs best use the web 

to ra ise funds for their new invention  and  stay 

connected  wh i le working in  d i fferent continents?  

7  

 After studying  this chapter,  you  should  be able to:  

  1    Describe the communication  process and formal  and informal  

communication.   

  2    Show how channel  richness underl ies the choice of communication  

channel .   

  3    Identify common barriers to effective communication.   

  4    Contrast downward,  upward,  and  lateral  communication.   

  5    Compare and contrast formal  smal l-group networks and the grapevine.   

  6    Show how to overcome the potential  problems in  cross-cultural  

communication.    

    P A R T  3  

 I N T E R A C T I N G  

E F F E C T I V E L Y 

 Communication  
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alvin  Chus fourth-year mechatronics thesis 

project a t the Un iversi ty of Waterloo was 

the start of a  new company,  Waterloo-

based  Pa lette,  wh ich  launched  in  May 

2013.  1   Mechatron ics combines mechan ica l  systems 

with  electrica l/electronic and  computer controls to 

create a  complete system.  Pa lette offers buttons,  

sl iders,  and  d ia ls that a l low users to bu i ld  hardware 

in terfaces for their software.  For instance,  a  DJ  m ight 

bu i ld  a  control ler with  d ia ls to ad just music effects,  

fades,  or cue points of songs.  

 Chu  and  classmate Ash ish  B idad i ,  who 

was a  year ahead  of Chu  at Waterloo,  

worked  together to find  fund ing 

to get their project off the 

ground ,  wh ich  meant that 

they had  to be good  not on ly a t 

engineering but a lso a t communicating the va lue of the idea  and  the l ikel i -

hood  of i ts  success to potentia l  funders.  They took thei r idea  to Kickstarter,  a  

globa l  crowdfund ing web-based  pla tform,  where a  campa ign  to  ra i se $100 000 ran  

between  N ovember 201 3  and  J anuary 201 4.  They wen t beyond  thei r  goa l ,  ra i si ng 

$1 58 470 in  just 45 days.  

 The two entrepreneurs then  appl ied  to be part of HAXLR8R,  an  accelerator program  

based  in  Shenzhen,  Ch ina ,  wi th  an  office in  San  Francisco.  HAXLR8R  provides mentor-

sh ip,  tra in ing,  and  seed  fund ing to entrepreneurs bu i ld ing hardware devices.  Most of 

the successfu l  appl icants are from  the Un i ted  States and  Europe.  Chu  and  B idad i  were 

remarkably successfu l  a t convincing HAXLR8R  that they shou ld  be part of the program.  

One of 1 0 compan ies selected  in  2013,  they were the on ly team  from  Canada.  Chu  and  

B idad i  recogn ized  that the abi l i ty to communicate effectively was key to getting financia l  

support for Pa lette as wel l  as ensuring the companys viabi l i ty.  

 I n  th is  chapter,  we ana lyze the power of communication  and  the ways in  wh ich  we can  

make i t more effective.                  
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 THE BIG  IDEA 

 Real communication 

requires feedback 

(both giving it and 

seeking it) .  

    Does body language real ly make a difference?  

    Ever notice that communicating  via emai l  can  lead to 

misunderstandings?  

    How can  you  improve cross-cultural  communication?   

   OB I S  FOR  EVERYONE 
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  The  Communication  Process  
 Individuals spend nearly 70 percent of their waking hours communicatingwriting,  

reading,  speaking,  listeningwhich means that they have many opportunities in which 

to engage in poor communication.  Communication is an important consideration for 

organizations and individuals alike.  Communication is a foundation for many things 

that happen among groups and within the workplacefrom motivating,  to providing 

information,  to controlling behaviour,  to expressing emotion.  Good communication skills 

are very important to your career success.  A recent study of recruiters found that they rated 

communication skills as  the  most important characteristic of an ideal job candidate.  2  

 No group can exist without communication,  which is the  transfer  and  understanding  

of a message between two or more people.   Exhibit   7-1     depicts  this    communica-

tion process   .  The key parts of this model are (1 )  the sender,  (2)  encoding,  (3)  the 

message,  (4)  the channel,  (5 )  decoding,  (6)  the receiver,  (7)  noise,  and (8)  feed-

back.  The  sender  initiates a message by encoding a thought.  The  message   is  the actual 

physical product of the senders  encoding.   When we speak,  the speech is the message.  

When we write,  the writing is  the message.  When we gesture,  the movements of our 

arms and the expressions on our faces are the message.  The  channel   is  the medium 

through which the message travels.  The sender selects it,  determining whether to use 

a formal or informal channel.    Formal channels    are established by the organization 

and transmit messages related to  the professional activities of members.  They tradi-

tionally follow the authority chain within the organization.  Other forms of messages,  

such as personal or social,  follow   informal channels   ,  which are spontaneous and 

emerge as a response to individual choices.  3   The  receiver  is the person(s)  to whom the 

message is  directed,  who must first translate the symbols into understandable form.  

This step is the  decoding  of the message.   Noise   represents communication barriers that 

distort the clarity of the message,  such as perceptual problems,  information overload,  

semantic difficulties,  or cultural  differences.  The final  link in the communication 

process is  a feedback loop.   Feedback   is  the check on how successful we have been 

in transferring our messages as  originally intended.  It determines whether under-

standing has been achieved.         

 The model indicates that communication is both an interactive and iterative process.  

The sender has to keep in mind the receiver (or audience),  and in finalizing the commu-

nication may decide to revisit decisions about the message,  the encoding,  and/or the 

feedback.  

  Choosing a  Channel   

 Why do people choose one   channel    of communication over another;  for instance,  a 

phone call instead of a face-to-face talk? One answer might be anxiety!  An estimated 

  communication  process      The 

steps between a source and a 

receiver that result in  the transfer and 

understanding  of meaning.    

  formal  channels      Communication 

channels establ ished by an  organiza-

tion  to transmit messages related to 

the professional  activities of members.    

  informal  channels      Communication  

channels that are created spontane-

ously and that emerge as responses 

to individual  choices.    

  channel       The medium through  which  

a message travels.    

  1    Describe the commu-

nication  process and  

formal  and  informal  

communication.   

  EXHIBIT 7-1   The Communication  Process Model        

Encodes the
message

Chooses the
channel

Chooses a
message

Provides
feedback

Decodes the
message

Sender Receiver

Considers the receiver

Considers the sender

Noise

  2    Show how channel  

richness underl ies the 

choice of communica-

tion  channel .   
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5  to 20 percent of the population 4  suffers from debilitating   communication appre-

hension   ,  or anxiety,  which is undue tension and anxiety about oral communication,  

written communication,  or both.  We all know people who dread speaking in front of 

a group,  but some people may find it extremely difficult to talk with others face to face 

or become extremely anxious when they have to use the telephone.  As a result,  they 

may rely on memos,  letters,  or email to convey messages when a phone call would not 

only be faster but also more appropriate.         
 But what about the 80 to 95  percent of the population who dont suffer from this 

problem? Is there any general insight we might be able to provide regarding choice of 

communication channel?  A model of media richness has been developed to explain 

channel selection among managers.  5      
 Channels differ in their capacity to convey information.  Some are  rich   in that they 

have the ability to (1 )  handle multiple cues simultaneously,  (2)  facilitate rapid feed-

back,  and (3)  be very personal.  Others are  lean   in that they score low on these three 

factors.  As  Exhibit   7-2    illustrates,  face-to-face conversations score highest in terms of 

channel richness    because they transmit the most information per communication 

episodemultiple information cues (words,  postures,  facial expressions,  gestures,  into-

nations) ,  immediate feedback (both verbal and nonverbal) ,  and the personal touch of 

being present.   Focus on Research   explains why face-to-face meetings are so important.      

communication  apprehension   

   Undue tension  and anxiety about oral  

communication,  written  communica-

tion,  or both.    

channel  richness      The amount of 

information  that can  be transmitted 

during  a communication  episode.    

EXHIBIT 7-2   Information  Richness of Communication  Channels 

Formal  reports,

bul letins

Low

channel

richness

H igh

channel

richness

Prerecorded

speeches

Onl ine d iscussion

groups,  groupware
Live speeches Video conferences

Memos,  letters Emai l Voice mai l
Telephone

conversations

Face-to-face

conversations

Source:   R.  H .  Lengel  and  R.  L.  Daft,   The Selection  of Communication  Media  as an  Executive Ski l l ,   Academy of Management Executive  ,  

August 1 988,  pp.   225   232  ;  and  R.  L.  Daft and  R.  H .  Lengel ,  Organ izational  Information  Requirements,  Media  Richness,  and  Structural  

Design,   Managerial Science  ,  May 1 996,  pp.   554  572  .  Reproduced  from  R.  L.  Daft and  R.  A.  Noe,   Organizational Behavior  (Fort Worth,  

TX:  Harcourt,  2001 ),  p.   3 1 1  .  ISBN:  978-003031 681 4.   

 Communicating  in  Bad  Times 

Can  communication  real ly make a  d ifference during  bad  

economic times?   A 201 1  study found  that when  economic 

times are  bad,  i t  i s  particu larly important for management to  

create an  atmosphere of trust.  6   They can  do th is  by commu-

n icating  d i rectly wi th  employeesbul letin  boards,  i n tranets,  

newsletters,  and  emai l  can  a l l  be effective.  However,  face-to-face communication  i s  the 

most important way of communicating.   

     FOCUS ON  RESEARCH 

   Impersonal  written media such as formal reports and bulletins rate lowest in 

richness.  Two students were suspended from class for choosing YouTube,  a very rich 

channel,  to distribute their message.  Their actions also raised concerns about privacy 

in the classroom,  as  Focus on Ethics   reveals.    

Watch  on  MyManagementLab

The Work Zone Role Plays

Communication  

Watch  on  MyManagementLab

CH2MHil l :  Communication  
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 YouTubes Darker Side 

I s  i t  okay for students  to  post a  teachers  outburst on  

YouTube?   Two grade 9 students from cole Secondaire Mont-

Bleu  in  Gatineau,  Quebec,  were suspended  from  school  after 

teachers discovered a  video the students had  posted on  YouTube.  7

One of the students provoked  the teacher during  class time while the other secretly taped the 

scene for about 50 minutes with  a  compact digital  camera.  

 The  students,  who have academic problems,  were  i n  a  specia l -education  cl ass.  The 

teacher had  33  years of experience and  specia l i zed  i n  teach ing  students wi th  l earn ing  

d isabi l i ties.  After the incident,  the teacher went on  sick leave,  and  h is un ion  sa id,   He i s  

so embarrassed  that he may never return  to class.   

 There was no apparent explanation  for why the students decided  to provoke and  then  

fi lm  the teacher.  Other students have sa id  that  the teacher was good  at helping  them  

improve their grades.  

  I  th ink students are just trying  to embarrass the teachers they dont l ike,  school  board  

president Jocelyn  B londin  sa id .   In  the future,  students wi l l  have to keep thei r cel lphones 

in  thei r pockets and  use them  outside of class,  she pred icted  shortly after the incident.  

 Teachers and  school  boards are trying  to determine strategies for handl ing  these kinds 

of events in  classrooms.  The Gatineau  school  no longer al lows personal  electronic devices in  

the classroom.  In  Ontario,  the Safe Schools Act states that students who engage in  onl ine 

bul lying  are to be suspended  from classes.   

     FOCUS ON  ETHICS 

  The choice of one channel over another depends on whether the message is routine.  

Routine messages  tend to  be straightforward and have a minimum of ambiguity.  

Nonroutine messages are likely to be complicated and have the potential for misun-

derstanding.  Individuals can communicate nonroutine messages more effectively by 

selecting rich channels.  Rob Sobey,  president of the Dartmouth,  Nova Scotia-based 

Lawtons Drugs chain,  knows that memos do not help in a crisis when staff morale needs 

       According  to Rob Sobey,  president of Lawtons Drugs,  a  memo never motivates.  I t can  thank and  compl i -

ment,  but in  a  true cri si s,  you  need  to hold  a  town  hal l  meeting  to communicate seminal  information.  Use 

of a  rich  communication  channel  to communicate a  nonroutine message i s  more l ikely to be successfu l .
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boosting.  A memo never motivates.  A memo can thank and compliment,  but you need 

the town hall meeting [in a true crisis] .  You have to put yourself out there in the flesh. 8     

  One study found that managers preferred delivering bad news (layoffs,  promotion 

denials,  and negative feedback)  via email,  and that the messages were delivered more 

accurately this way.  However,  sending negative information through email is generally 

not recommended.  One of the co-authors of the study noted that offering negative 

comments face-to-face is often taken as a sign that the news is important and the deliv-

erer cares about the recipient.  9   In the  Ethical Dilemma   on page  270 ,  it appears that a 

managers use of a channel relatively low in richness (email)  to convey a nonroutine 

message caused a lot of embarrassment to the sender.  

 Channel  richness  is  a helpful  framework for choosing your mode of commu-

nication.  I ts  not always  easy to  know when to  choose oral  rather than written 

communication,  for instance.  Experts say oral  communication or face-time with 

co-workers,  clients,  and upper management is  key to success.  However,  if you seek 

out the CEO just to say hello,  you may be remembered as an annoyance rather than 

a star,  and signing up for every meeting on the calendar to increase your face-time is 

counterproductive to getting the work of the organization done.  Your communication 

choice is worth a moments thought:  Is the message you need to communicate better 

suited to a discussion,  or a diagram?   

  Barriers to  Effective Communication   

  As  part of their effort to  ra ise money for their business,  Pa lette co-founders Ca lvin  Chu  and  

Ash ish  B idad i  turned  to Kickstarter,  a  globa l  crowdfund ing web-based  platform  where people 

in troduce projects to potentia l  investors.  10  Pa lette produces hardware to be used  wi th  peoples  

own  software,  so they had  to be able to describe their product effectively to ensure investors 

wou ld  understand  the idea.  The two a lso had  to convey to others their seriousness and  moti -

vation .  They d id  th is  through  posts and  pictures placed  on  their page on  the Kickstarter si te,  

creating an  impressive story l ine about Pa lette.  Are there other factors that Chu  and  B idad i  

m ight have considered  to make sure everyone was ready to l isten  to their pi tch  for fund ing?  

 A number of factors have been identified as barriers to communication.  This section 

presents the most prominent ones.     

  Fi ltering 

   Filtering    refers to a senders purposely manipulating information so the receiver will 

see it more favourably.  A manager who tells his boss what he feels the boss wants to 

hear is filtering information.  

 The more vertical  levels in the organizations hierarchy,  the more opportunities 

there are for filtering.  But some filtering will occur wherever there are status differences.  

Factors such as fear of conveying bad news and the desire to please the boss often lead 

employees to tell  their superiors what they think they want to hear,  thus distorting 

upward communications.     

  Selective  Perception  

 Receivers in the communication process selectively see and hear based on their needs,  

motivations,  experience,  background,  and other personal characteristics.  Receivers also 

project their interests and expectations into communications as they decode them.  

An employment interviewer who believes that young people are more interested in 

spending time on leisure and social activities  than working extra hours to  further 

their careers is  likely to  be influenced by that stereotype when interviewing young 

job applicants.   As we discussed in  Chapter   2    ,  we    dont see reality;  rather,  we interpret 

  filtering      A senders manipulation  

of information  so that i t wi l l  be seen  

more favourably by the receiver.    

  3    Identify common 

barriers to effective 

communication.   

     

P I A

PERSONAL INVENTORY ASSESSMENT

Learn About Yourself 

Communicating Supportively 
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what we see and call it reality.  A 2011  study found that people perceived that they 

communicated better with people with whom they were close (friends and partners)  

than with strangers.  However,  in ambiguous conversations,  it turned out that their 

ability to communicate with close friends was no better than their ability to commu-

nicate with strangers.  11    

  I nformation  Overload  

 Individuals have a finite capacity for processing data.  When the information we have to 

work with exceeds our processing capacity,  the result is   information overload  .  We have 

seen that dealing with it has become a huge challenge for individuals and for organiza-

tions.  With emails,  phone calls,  text messages,  meetings,  and the need to keep current in 

ones field,  more and more employees are saying that they are suffering from too much 

information.  The information can be distracting as well.  A recent study of employees who 

have tracking software on their computers found that they clicked on their email program 

more than 50 times in the course of a day,  and used instant messaging 77 times.  The 

study also found that,  on average,  employees visited 40 websites during the workday.  12    

 What happens when individuals have more information than they can sort and 

use?  They tend to  select,  ignore,  pass  over,  or forget.  Or they may put off further 

processing until  the overload situation ends.  Consider what happens in a poorly 

planned PowerPoint presentation (see  Case IncidentPowerPoint Purgatory  on page  271  ) .  

In any case,  lost information and less effective communication results,  making it all the 

more important to deal well with overload.  

 To deal with information overload,  it may make sense to connect to technology less 

frequently,  to,  in the words of one article,  avoid letting the drumbeat of digital missives 

constantly shake up and reorder to-do lists.  13   By creating breaks for yourself,  you may 

be better able to prioritize,  think about the big picture,  and thereby be more effective.  14  

 As information technology and immediate communication have become a more 

prevalent component of modern organizational life,  more employees find they are never 

able to get offline.  The negative impacts of these communication devices can spill over 

into employees  personal lives as well.  Both workers and their spouses relate the use 

of electronic communication technologies outside work to higher levels of worklife 

conflict.  15   Employees must balance the need for constant communication with their 

own personal  need for breaks from work or they risk burnout from being on call 

24 hours a day.   

  Emotions 

 You may interpret the same message differently when you are angry or distraught 

than when you are happy.  For example,  individuals  in positive moods are more 

confident about their opinions after reading a persuasive message,  so well-designed 

arguments have stronger impacts on their opinions.  1 6   People in negative moods are 

more likely to scrutinize messages in greater detail,  whereas those in positive moods 

tend to accept communications at face value.  1 7  Extreme emotions such as jubilation 

or depression are most likely to hinder effective communication.  In such instances,  

we are most prone to  disregard our rational and objective thinking processes and 

substitute emotional judgments.   

  Language 

 Even when we are communicating in the same language,  words mean different things 

to different people.  Age and context are two of the biggest factors that influence such 

differences.  

 When business consultant Michael Schiller asked his 1 5-year-old daughter where 

she was going with friends,  he told her,  You need to recognize your ARAs and measure 

  information  overload      A condition  

in  which  information  inflow exceeds 

an  individuals processing  capacity.    
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against them. Schiller said that in response,  his daughter looked at him like he was 

from outer space.  (For the record,   ARA   stands for accountability,  responsibility,  and 

authority.)  Those new to corporate lingo may find acronyms such as  ARA  ,  words such 

as  deliverables   (verifiable outcomes of a project) ,  and phrases such as  get the low-hanging 

fruit  (deal with the easiest parts first)  bewildering,  in the same way parents may be 

mystified by teen slang.  18  

 Our use of language is far from uniform.  If we knew how each of us modifies the 

language,  we could minimize communication difficulties,  but we usually dont know.  

Senders tend to incorrectly assume that the words and terms they use mean the same 

to the receiver as to them.   

  Si lence 

 Its easy to ignore silence or lack of communication,  because it is defined by the absence 

of information.  However,  research suggests using silence and withholding communica-

tion are common and problematic.  19   One survey found that more than 85  percent of 

managers reported remaining silent about at least one issue of significant concern.  20  

Employee silence means  managers  lack information about ongoing operational 

problems.  Moreover,  silence regarding discrimination,  harassment,  corruption,  and 

misconduct means top management cannot take action to eliminate this behaviour.  

Finally,  employees who are silent about important issues may also experience psycho-

logical stress.     
 A study looking at the human factors that caused airline accidents found that pilots 

who had take charge  attitudes with their crews were more likely to  make wrong 

decisions than pilots who were more inclusive and consulted with their crews before 

deciding what to do.  21   It was the communication style of the pilot that affected the 

crews behaviour.  Crew members were not willing to intervene,  even when they had 

necessary information,  when they regularly worked under decisive  pilots.  That kind 

of silence can be fatal.  In his book  Outliers  ,  Malcolm Gladwell noted,  The kinds of 

       Ca l l -centre operators at Convergys Corporation  in  New Delh i ,  Ind ia,  speak Engl ish  in  serving  their custom-

ers from  North  America  and  the Un ited  Kingdom.  But even  though  the operators and  customers speak 

a  common  language,  communication  barriers exist because of d ifferences in  the countries  cu l tures and  

language accents.  To overcome these barriers,  the operators receive tra in ing  in  North  American  and  Briti sh  

pop cu lture so they can  make smal l  ta lk and  are taught to speak with  Western  accents so they can  be more 

easi ly understood  by the cal l ing  cl ients.
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errors that cause plane crashes are invariably errors of teamwork and communication.  

One pilot knows something important and somehow doesnt tell the other pilot.  22  

 Silence is less likely where minority opinions are treated with respect,  work group 

identification is high,  and high procedural justice prevails.  23   Practically,  this means 

managers must make sure they behave in a supportive manner when employees voice 

divergent opinions or concerns,  and they must take these under advisement.  One act of 

ignoring or belittling an employee for expressing concerns may well lead the employee 

to withhold important information in the future.  

 Effective listening skills are discussed in  From Concepts to Skills   on pages  272  273  .   

  Nonverbal  Communication     

 Every time we deliver a verbal message,  we also impart a 

nonverbal message.  24  Sometimes the nonverbal compo-

nent may stand alone.  Anyone who has ever paid a visit to 

a singles bar or a nightclub is aware that communication 

need not be verbal to convey a message.  A glance,  a stare,  

a smile,  a frown,  a provocative body movementthey all 

convey meaning.  This example illustrates that no discus-

sion of communication would be complete without a 

discussion of   nonverbal communication   .  This type of 

communication includes body movements,  facial expressions,  and the physical distance 

between the sender and receiver.    

 It has been argued that every body movement has a meaning and that no move-

ment is  accidental.  25   Through body language,  we can say such things as,  Help me,  

Im confused,  or Leave me alone,  Im really angry.  Rarely do we send our messages 

consciously.  We act out our state of being with nonverbal body language,  even if we are 

not aware of doing so.  We lift one eyebrow for disbelief.  We rub our noses for puzzle-

ment.  We clasp our arms to  isolate ourselves or to  protect ourselves.  We shrug our 

shoulders for indifference,  wink one eye for intimacy,  tap our fingers for impatience,  

slap our forehead for forgetfulness.  26   

 The two most important messages that body language conveys are (1 )  the extent to 

which an individual likes another and is interested in his or her views and (2)  the rela-

tive perceived status between a sender and receiver.  27  For instance,  we are more likely to 

position ourselves closer to people we like and to touch them more often.  Similarly,  if 

you feel that you are of higher status than another,  you are more likely to display body 

movementssuch as crossed legs or a slouched seated positionthat reflect a casual 

and relaxed manner.  28   

 While we may disagree with the specific meaning of certain movements (and different 

cultures may interpret specific body movements differently),  body language adds to and 

often complicates verbal communication.  For instance,  if you read the transcript of a 

meeting,  you do not grasp the impact of what was said in the same way you would if you 

had been there or had seen the meeting on video.  Why? There is no record of nonverbal 

communication.  The  intonations  ,  or emphasis,  given to words or phrases is missing.  

 The  facial expression   of a person also conveys meaning.  A snarling face says something 

different from a smile.  Facial expressions,  along with intonations,  can show arrogance,  

aggressiveness,  fear,  shyness,  and other characteristics that would never be communi-

cated if you read a transcript of the meeting.  

 The way individuals space themselves in terms of  physical distance  ,  commonly called 

  proxemics   ,  also has meaning.  What is considered proper spacing is largely dependent 

on cultural norms.  For instance,  studies have shown that those from contact cultures 

(for example,  Arabs,  Latin Americans,  southern Europeans)  are more comfortable with 

body closeness and touch than those from noncontact  cultures (for example,  Asians,  

North Americans,  northern Europeans) .  29   These differences can lead to confusion.  If 

  nonverbal  communication   

    Messages conveyed through  body 

movements,  facial  expressions,  and 

the physical  distance between the 

sender and receiver.    

  proxemics      The study of physical  

space in  interpersonal  relationships.    

 Does body 

language real ly 

make a 

difference? 

M07_LANG1 781 _07_SE_C07. indd   254 2/6/1 5   4:31  PM



Chapter 7  C ommun i cati on  255

someone stands closer to you than expected according to your cultural norms,  you may 

interpret the action as an expression of aggressiveness or sexual interest.  However,  if 

the person stands farther away than you expect,  you might think he or she is displeased 

with you or uninterested.  Someone whose cultural norms differ from yours might be 

very surprised by your interpretation.    

 Its important for the receiver to be alert to these nonverbal aspects of communication.  

You should look for nonverbal cues,  as well as listen to the literal meaning of a senders 

words.  In particular,  you should be aware of contradictions between the messages.  The 

manager may say that she is free to talk to you about that raise you have been seeking,  

but you may see nonverbal signals (such as looking at her watch)  that suggest this is not 

the time to discuss the subject.  Its not uncommon for people to express one emotion 

verbally and another nonverbally.  These contradictions often suggest that actions speak 

louder (and more accurately)  than words.  The  Experiential Exercise  on page  269   will help 

you see the value of nonverbal communication in interpersonal relations.  

 We should also monitor body language with some care.  For instance,  while it is often 

thought that people who cross their arms in front of their chest are showing resistance 

to a message,  individuals might also do this if they are feeling cold,  regardless of their 

reaction to a message.   

  Lying 

 The final barrier to effective communication is outright misrepresentation of infor-

mation,  or lying.  People differ in their definition of a lie.  For example,  is deliberately 

withholding information about a mistake a lie,  or do you have to actively deny your role 

in the mistake to pass the threshold? While the definition of a lie befuddles ethicists 

and social scientists,  there is no denying the prevalence of lying.  In one diary study,  the 

average person reported telling one to two lies per day,  with some individuals telling 

considerably more.  30  Compounded across a large organization,  this is an enormous 

amount of deception happening every single day.  Evidence shows that people are more 

comfortable lying over the phone than face to face and more comfortable lying in 

emails than when they have to write with pen and paper.  31   

 Can you detect liars?  The literature suggests that most people are not very good at 

detecting deception in others.  32  The problem is that no nonverbal or verbal cues are 

unique to lyingaverting your gaze,  pausing,  and shifting your posture can also be 

signals of nervousness,  shyness,  or doubt.  Most people who lie take steps to  guard 

against being detected,  so they might look a person in the eye when lying because they 

know that direct eye contact is (incorrectly)  assumed to be a sign of truthfulness.  Finally,  

many lies are embedded in truths;  liars usually give a somewhat true account with just 

enough details changed to avoid detection.  

 In sum,  the frequency of lying and the difficulty in detecting liars makes this an 

especially strong barrier to effective communication.    

  Organizational  Communication  

  Ca lvin  Chu  and  Ash ish  B idad i ,  co-founders of Pa lette,  took on  d istinct roles in  the organization.  33   

Chu  became CEO,  and  was in i tia l ly based  in  Shenzhen,  Ch ina,  to  oversee the production  of 

the parts for Pa lette.  B idad i  became COO,  and  was based  in  Waterloo to run  the software un i t.  

Working so far away from  each  other meant that they needed  a  way to communicate so that 

both  knew exactly what was going on .  

 Weve worked  rea l ly hard  to  make sure [were]  on  the same page and  that has trickled  

down  to the rest of the team,  Mr.  B idad i  sa id .  They used  Google Hangouts for most of their 

communication  and  exchanged  emai ls to  fi l l  the gaps.   These mechan isms worked  wel l  for 

the smal l  company,  even  with  the two founders being so geographical ly far apart.  What else can  

an  organ ization  do to make communication  more effective?  
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 In this section,  we explore ways that communication occurs in organizations,  including 

the direction of communication,  formal small-group networks,  the grapevine,  and 

electronic communications.  

  D irection  of Communication  

 Communication can flow downward,  upward,  and/or laterally in organizations.  34  We 

will  explore each of these directional flows and their implications.  

  Downward  

 Communication that flows from one level of a group or organization to a lower level 

is  downward communication  .  Group leaders and managers use this approach to assign 

goals,  provide job instructions,  inform employees of policies and procedures,  identify 

problems that need attention,  and offer feedback.  

 In downward communication,  managers must explain the reasons  why  a decision 

was made.  One study found that employees were twice as likely to be committed to 

changes when the reasons behind them were fully explained.  Although this finding may 

seem like common sense,  many managers feel they are too busy to explain things,  or 

that explanations will open up a big can of worms. Evidence clearly indicates,  though,  

that explanations increase employee commitment and support of decisions.  35  Although 

managers might think that sending a message one time is enough to get through to lower-

level employees,  most research suggests that managerial communications must be repeated 

several times and through a variety of different media to be truly effective.  36  Moreover,  

for employees to actually listen to a managers message,  they must believe what is being 

said.  Sentis 2014 Canadian Employee Benchmark survey found that 40 per cent [of 

employees]  dont believe that their organizations senior leaders communicate honestly 

with employees. 37  Aware of the importance of open and honest communication, Toronto-

based RL Solutions,  a health care software developer,  shares all of its performance and 

financial information with employees,  so that everyone feels that they are in the loop.  38  

 Another problem in downward communication is its one-way nature;  generally,  

managers inform employees but rarely solicit their advice or opinions.  Research affirms 

that employees will not provide input,  even when conditions are favourable,  if doing so 

seems against their best interests.  39   A study revealed that nearly two-thirds of employees 

say their boss rarely or never asks their advice.  The study noted,  Organizations are 

always striving for higher employee engagement,  but evidence indicates they unneces-

sarily create fundamental mistakes.  People need to be respected and listened to.  40  

 The best communicators explain the reasons behind their downward communica-

tions but also solicit communication from the employees they supervise.  That leads us 

to the next direction:  upward communication.   

  Upward  

 Upward communication flows to a higher level in the group or organization.  Its used to 

provide feedback to higher-ups,  inform them of progress toward goals,  and relay current 

problems.  Upward communication keeps managers aware of how employees feel about 

their jobs,  co-workers,  and the organization in general.  Managers also rely on upward 

communication for ideas on how things can be improved.  Port Coquitlam,  BC-based 

Benefits by Design,  a benefits administration agency,  encourages an open-door policy 

so that staff members can take their concerns to their managers as soon as possible.  41   

 Given that of most managers job responsibilities have expanded,  upward communi-

cation is increasingly difficult because managers are overwhelmed and easily distracted.  

As well,  sometimes managers subtly (or not so  subtly)  discourage employees from 

speaking up.  42  To engage in effective upward communication,  communicate in head-

lines,  support your headlines with actionable items,  and prepare an agenda to make 

sure you use your bosss attention well.  43    

  4    Contrast downward,  

upward,  and  lateral  

communication.   
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  Lateral  

 When communication occurs among members of the same work group,  among members 

of work groups at the same level,  among managers at the same level,  or among any hori-

zontally equivalent employees,  we describe it as lateral (or horizontal)  communication.  

 Horizontal communication saves time and eases coordination.  Some lateral rela-

tionships are formally sanctioned.  Often,  they are informally created to short-circuit 

the vertical hierarchy and speed up action.  So from managements perspective,  lateral 

communication can be good or bad.  Because strict adherence to the formal vertical 

structure for all  communications can be inefficient,  lateral  communication occur-

ring with the knowledge and support of managers can be beneficial.  But it can create 

dysfunctional conflicts when the formal vertical channels are breached,  when members 

go above or around their managers to get things done,  or when employers find out that 

actions have been taken or decisions made without their knowledge.    

  Small-Group Networks  

   Formal communication networks    can be complicated,  including hundreds of people 

and a half-dozen or more hierarchical levels.  To simplify,  we have condensed these 

networks into three common small groups of five people each (see  Exhibit   7-3    ) :  chain,  

wheel,  and all-channel.     
 The  chain   rigidly follows the formal chain of command;  this network approximates 

the communication channels you might find in a rigid three-level organization.  The 

 wheel   relies on the leader to act as the central conduit for all  group communication;  

it simulates the communication network you would find on a team with a strong 

leader.  The  all-channel   network permits group members to actively communicate with 

one another;  its most often characterized in practice by self-managed teams,  in which 

group members are free to contribute and no one person takes on a leadership role.     
 As  Exhibit   7-3     illustrates,  the effectiveness of each network depends on the dependent 

variable that concerns you.  For instance,  the structure of the wheel network facilitates 

the emergence of a leader,  the all-channel network is best if high member satisfaction 

is most important,  and the chain network is best if accuracy is most important.  Thus,  

we conclude that no single network is appropriate for all occasions.   

  The  Grapevine 

 The most common   informal communication network    in a group or organization 

is the   grapevine   .  44  Although rumours and gossip transmitted through the grapevine 

  formal  communication  networks  

    Task-related  communications that 

fol low the authority chain.    

  informal  communication  

networks      Communications that flow 

along  social  and relational  l ines.    

  grapevine      The organizations most 

common informal  network.    

  5    Compare and contrast 

formal  smal l-group 

networks and the 

grapevine.   

  EXHIBIT 7-3   Three Common Small-Group Networks and Their Effectiveness       

All-ChannelWheelChain

Moderate

H igh

Moderate

Moderate

Speed

Accuracy

Emergence of a  leader

Member satisfaction

Fast

H igh

High

Low

Fast

Moderate

None

High

     Simulate  on  MyManagementLab

Communication  
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may be informal,  its still an important source of information 

for employees and candidates.  Grapevine or word-of-mouth 

information from peers about a company has important effects 

on whether job applicants join an organization.  45       

 The grapevine has three main characteristics.  46  First,  its not 

controlled by management.  Second,  most employees perceive 

it as more believable and reliable than formal communiqus 

issued by top management.  Finally,  its largely used to serve the 

interests of the people within it.  

 Is the information that flows along the grapevine accurate?  

The evidence indicates that about 75  percent of what is carried 

is accurate.  47  But what conditions foster an active grapevine? 

What gets the rumour mill rolling? 

 Its  frequently assumed that rumours start because they 

make titillating gossip.  Research indicates that rumours emerge 

as a response to situations that are important to us,  where there 

is ambiguity,  and under conditions that arouse anxiety.  48  The 

secrecy and competition that typically prevail in large organi-

zations around such issues as the appointment of new senior managers,  the relocation 

of offices,  and the realignment of work assignments create conditions that encourage 

and sustain rumours on the grapevine.  A rumour will persist until either the wants and 

expectations creating the uncertainty underlying the rumour are fulfilled or until the 

anxiety is reduced.  

 The grapevine is an important part of any groups or organizations communication 

network.  49   It gives managers a feel for the morale of their organization,  identifies issues 

employees consider important,  and helps tap into employee anxieties.  The grapevine 

also serves employees  needs:  Small talk creates a sense of closeness and friendship 

among those who share information,  although research suggests it often does so at the 

expense of those in the out group.  50  There is also evidence that gossip is driven largely 

by employee social networks that managers can study to learn more about how positive 

and negative information is flowing through the organization.  51   Thus,  while the grape-

vine may not be sanctioned or controlled by the organization,  it can be understood.  

 Can managers entirely eliminate rumours? No.  Research indicates that even some 

forms of gossip provide pro-social motivation.  52  Managers can reduce the negative 

consequences of rumours by explaining decisions and openly discussing worst-case 

possibilities.  53    OB in ActionReducing Rumours   gives some tips for reducing the nega-

tive consequences of rumours.      

  Electronic  Communications 

 An indispensableand in about 71  percent of cases,  the primarymedium of commu-

nication in todays organizations is  electronic.  Electronic communicationswhich 

include email,  instant messaging,  text messaging,  and social media,  including blogs

make it possible for you to work,  even if you are away from your workstation.     

  Emai l  

 The growth of emails use since its inception nearly 50 years 

ago has been spectacular,  and email is now so pervasive that 

its hard to imagine life without it.  Recent research found that 

more than 3.1  billion active email accounts exist worldwide,  

and corporate employees send and receive,  on average,  105  

emails each day.  55    Exhibit   7-4    shows the time managers and 

professionals spend daily on various tasks.  Many managers 

report that they spend too much time on email.   

 Ever notice that 

communicating  

via emai l  can  

lead to misunder-

standings? 

 Reducing  Rumours 

    Provide information  :  Rumours tend to thrive 

in the absence of formal communication.   

    Explain actions   and  decisions  that seem 

problematic.   

    Do not shoot  the  messenger  :  Respond to 

rumours calmly and rationally.   

    Maintain open   communication  channels :  

Encourage people to talk about their concerns 

and ideas.  54    

   OB I N  ACTI ON  
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 Email messages can be quickly written,  edited,  and stored.  They can be distributed to 

one person or thousands with the same click of a key,  although some companies (such 

as data company Nielsen)  have banned the reply to all  feature.  56   The cost of sending 

formal email messages to employees is a fraction of the cost of printing,  duplicating,  

and distributing a comparable letter or brochure.  57  Email is not without cost,  however.  

In fact,  according to email software company Messagemind,  corporations lose $650 

billion each year from time spent in processing unnecessary email communication.  58   

A recent study also indicated that people focus longer on tasks and are less stressed 

when they are cut off from checking email.  59   Canadians divert 42  percent of their 

email directly to junk mail  folders,  according to an Ipsos Reid study.  60  Over one-

third of the survey respondents said they had trouble handling all  of their email,  and 

only 43  percent thought that email increased efficiency at work.  Even though he and 

his business partner are located many plane hours apart,  Damien Veran,  co-founder of 

Slim-Cut Media (with offices in Toronto and Paris)  does not think email is the answer 

for communicating with his co-founder,  as  OB in the Workplace   demonstrates.      

  EXHIBIT 7-4  Al location  of Time at Work for Managers and Professionals 

28%

1 9%

1 4%

39%

Reading  and  answering  emai l

Searching  and  gathering  information

Communicating  and  col laborating  internal ly

Role-specic tasks

       Source:   Based  on  M .  Chui  et a l . ,   The Socia l  Economy:  Un locking  Value and  Productivi ty through  

Socia l  Technologies,  McKinsey & Company,  Ju ly 201 2 ,   h ttp: //www.mckinsey. com/insights/h igh_tech_

telecoms_internet/the_socia l_economy .   

 Asleep in  Paris,  Busy Working  in  Toronto 

  What is  the best way to  communicate when  business  partners are  on  d ifferent 

continents?   Toronto-based Damien Veran and Paris-based Thomas Davy launched 

Slim-Cut Media in 2011 .  61   The two,  who have been friends since childhood,  have only 

seen each other in person a handful of times since the company launched.  To bridge 

the communication gap,  they use the telephone and Skype.  Emails can be tricky,  Mr.  

Veran said.  You need to be careful to make the amount of connecting [in real time]  

very regular.  

 Veran is still  working hard at 4 p.m.  in Toronto,  while Davys day is  ending.  Veran 

admits the two sacrifice personal time to keep the communication flowing.  He has 

to be there for the team at 9  a.m. ,  but he also has to answer my emails from Canada 

at 11  p.m.   

   OB I N  TH E  WORKPLACE 
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       Toronto-based  Upverter was started  by th ree  friends (l eft to  right)  Zak Homuth ,  Stephen  Hamer,  

and  M ichael  Woodworth  (shown  here  at the  Maker Fa i re,  an  event that showcases g rassroots 

innovation ).  The  th ree,  a l l  tra ined  as  electri ca l  eng ineers,  wanted  to  create  a  network for on l ine 

col l aboration  for hardware  designers.  They l aunched  a   crowd-sourced  l i brary of parts  and  design  

tool s,  and  the  company took off qu ickly a fter they demonstrated  the  service  at DemoFal l  201 1  i n  

Santa  C lara ,  C a l i forn ia .

Focus on Ethics   illustrates that employees cannot assume that their email is private.    

 Your Emai l  Can  Get You  Fi red  

  Should  your email  be safe from your managers eyes?  A 

recent pol l  conducted  by Envi ron ics found  that 35  percent of 

C anad ians  say they have  sent emai l s  from  thei r work-based  

emai l  address that they worry could  come back to hurt them.  62   

Even  so,  about the same percentage of employees bel ieve their employers probably check 

on  emai l  accounts,  and  52  percent th ink their employer has the right to do so.  Moreover,  

30 percent of Canadians know someone who has been  d iscipl ined  because of an  emai l  

sent at work.  

 Whi le a  C ity of Toronto employee was merely d iscipl ined  after sending   inappropriate  

pictures using  a  ci ty computer,  Fred  Jones (not h i s real  name) was fi red  from  a  Canadian  

company for forward ing  d i rty jokes to  h i s  cl ients.  Unti l  th i s  incident,  Jones had  been  a  

h igh-performing  employee who sold  network computers for h is company.  Jones thought 

that he was on ly sending  the jokes to cl ients who l iked  them,  and  assumed  that the cl ients 

would  tel l  h im  i f they d id  not want to receive the jokes.  Instead,  a  cl ient complained  to the 

company about receiving  the d i rty jokes.  After an  investigation,  the company fi red  Jones.  

Jones i s sti l l  puzzled  about being  fi red.  He views h is emai l  as private;  to h im,  sending  jokes 

is  the same as tel l ing  them  at the water cooler.  

 Jones was not aware that under current law,  employee information,  includ ing  emai l ,  i s  

not necessari ly private.  Most federal  employees,  provincia l  publ ic sector employees,  and  

     FOCUS ON  ETHICS 
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  Ann Cavoukian,  Information and Privacy Commissioner of Ontario,  notes that 

employees deserve to be treated like adults and companies should limit surveillance 

to rare instances,  such as when there is suspicion of criminal activity or harassment.  63   

She suggests that employers use respect and courtesy when dealing with employees 

email,  and she likens email to office phone calls,  which generally are not monitored 

by the employer.  Its clearly important,  in any event,  that employees be aware of their 

companys policy on email.   

  Instant Messaging and  Text Messaging 

 Like email,  instant messaging (IM)  is  usually done via computer.  It is  a synchronous 

technology,  meaning you need to  be there to receive the message.  In this way,  IM 

operates like a telephone without an answering machine:  If you are present when 

the IM comes in,  you can respond in real time to engage in online typed dialogue.  If 

you miss the incoming IM,  you may be alerted when you next log on that a person 

tried to  reach you.  However,  unlike the case with email,  you are not then usually 

expected to reply.  

 Text messaging (TM)  is similar to instant messaging in that both are synchronous 

technologies,  but text messaging is  usually done via cellphone and often as a real-

time alternative to phone calls.  The guidelines for the business use of texting are still  

evolving.   

  Social  Media  

 Nowhere has  communication been more transformed than in  the rise of social 

networks like Facebook and LinkedIn,  and business is taking advantage of the oppor-

tunities these social  media present.  Many organizations have developed their own 

in-house social networking applications,  known as  enterprise social software  ,  and most 

have their own Facebook page and Twitter feeds.  64  According to  research advisory 

firm Gartner Inc. ,  companies that use social media as more than a marketing tool 

may lead their industries  in growth by 201 5 .  65   Rather than being one huge site,  

Facebook,  with more than 1 .11  billion active users  per month,  66   is  composed of 

separate networks based on schools,  companies,  or regions.  According to Facebooks 

2013  first-quarter earnings report,  the lowest numbers of monthly active users are in 

the United States and Canada;  Europe has a larger number of users,  and Asia has an 

even larger number.  67  Users can send public messages to other users either by posting 

on their walls or through messages or chats.  Privacy remains a high concern for many 

Facebook users.  

 Unlike many social  media venues,  LinkedIn was created as  an online business 

network.  User profiles on the site are like virtual rsums.  Communication is sometimes 

limited to endorsements of others skills and establishment of business connections,  

although direct private communication is available and users can form and belong to 

groups.  

 Social  media offer potential  benefits  and drawbacks for organizations,  as   Case 

IncidentUsing Social Media to Your Advantage   on page  270  demonstrates.  

  Blogs   A  blog  (short for web log)  is a website about a single person or company.  In 2014,  

over 200 million Tumblr blogs and 75.8 million WordPress blogs existed worldwide.  68   

employees working  for federal ly regulated  industries are covered  by the federal  Privacy Act 

and  Access to Information  Act,  in  place since 1 985.  Many private sector employees are not 

covered  by privacy leg islation ,  however.   
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And,  of course,  many organizations and their leaders have 

blogs that speak for the organization.  

 Twitter is  a hybrid social networking service for users to 

post micro-blog entries of 140 characters to their subscribers 

about any topic,  including work.  A 2013  study found that only 

5 .6  percent of CEOs at the worlds  largest companies have 

Twitter accounts,  while 68  percent have no social media pres-

ence at all.  69   As Harvard professor Bill George noted,  Can you 

think of a more cost-effective way of getting to your customers 

and employees? 70  Having many followers can be an advantage 

to a firm or a manager,  and a huge liability when posts (tweets)  

are badly written or negative.  

 Flickr,  Pinterest,  Google+ ,  YouTube,  Wikis,  Jive,  Socialtext,  

Snapchat,  and Social Cast are just a few of the many public 

and industry-specific social  p latforms,  with  new ones 

launching daily.  Some are designed for only one type of 

posting:  YouTube accepts only videos,  for instance,  and Flickr 

only videos and images.  Other sites have a particular culture,  

such as Pinterests informal posts sharing recipes or decorating 

tips.  There is likely to soon be a social media site tailored to 

every type of communication.  To  help  you find a balance 

between your desire to engage in social media and to  behave ethically toward the 

company in which you are employed,   OB in ActionUsing Social Media Responsibly

summarizes rules established by IBM.     

 Should managers care about employees social media presence?  Point/Counterpoint

on page  268   addresses this question.      

  GLOBAL IMPLICATIONS 

  Effective communication is difficult under the best of conditions.  Cross-cultural 

factors clearly create the potential for increased communication problems.  

  Cultural  Barriers to  Communication  

 Researchers have identified four specific problems related to language difficulties in 

cross-cultural communication.  72  First,  there are  barriers caused by semantics  .  As we have 

noted previously,  words mean different things to different people.  This is particularly 

true for people from different cultures.  Some words,  for instance,  dont translate 

between cultures.  The Finnish word  sisu   means something akin to guts or dogged 

persistence but is essentially untranslatable in English.  Similarly,  the new capitalists 

in Russia may have difficulty communicating with British or Canadian counterparts 

because English terms such as  efficiency ,   free market ,  and  regulation   have no direct Russian 

equivalents.  

 Second,  there are  barriers caused by word connotations  .  Words imply different things in 

different languages.  The Japanese word  hai   translates as yes,  but its connotation may 

be yes,  Im listening,  rather than yes,  I  agree.  Western executives may be hampered 

in their negotiations if they dont understand this connotation.  

 Third,  there are  barriers  caused by tone differences  .  In some cultures,  language is 

formal;  in others,  its informal.  In some cultures,  the tone changes depending on the 

context:  People speak differently at home,  in social situations,  and at work.  Using a 

personal,  informal style in a situation where a more formal style is expected can be 

inappropriate.  

  6    Show how to overcome 

the potential  problems 

in  cross-cultural  

communication.   

 Using  Socia l  Media  
Responsibly 

    Dont write   anything you would be  uncom-

fortable  having your employer read.   

   Keep in mind that  what you publish  could 

be public for a  long time .   

   If you are writing about your company,   be 

transparent about your role   in the 

organization.   

    Get approval   from the organization before 

posting  private   or internal  conversations  .   

    Be upfront  about correcting errors and 

updating previous posts.  71     

   OB I N  ACTI ON  

M07_LANG1 781 _07_SE_C07. indd   262 2/6/1 5   4:31  PM



Chapter 7  C ommun i cati on  263

 Fourth,  there are  differences in tolerance for conflict and methods for resolving conflicts.   

Individuals from individualistic cultures tend to be more comfortable with direct 

conflicts and will make the source of their disagreements overt.  Collectivists are more 

likely to acknowledge conflict only implicitly and avoid emotionally charged disputes.  

They may attribute conflicts to the situation more than to the individuals and there-

fore may not require explicit apologies to repair relationships,  whereas individualists 

prefer explicit statements accepting responsibility for conflicts and public apologies 

to restore relationships.      

  Cultural  Context 

 Cultures tend to differ in the degree to which context influences the meaning indi-

viduals take from communication.  73   In   high-context cultures    such as China,  Korea,  

Japan,  and Vietnam,  people rely heavily on nonverbal and subtle situational cues when 

communicating with others,  and a persons official status,  place in society,  and repu-

tation carry considerable weight.  What is  not  said may be more significant than what 

 is   said.  In contrast,  people from Europe and North America reflect their   low-context 

cultures   .  They rely essentially on spoken and written words to convey meaning;  body 

language or formal titles are secondary (see  Exhibit   7-5    ) .       

 Contextual differences mean quite a lot in terms of communication.  Communication 

in high-context cultures implies considerably more trust by both parties.  What may 

appear,  to an outsider,  as a casual and insignificant conversation is important because 

it reflects the desire to build a relationship and create trust.  Oral agreements imply 

strong commitments in high-context cultures.  Also,  who you areyour age,  seniority,  

rank in the organizationis highly valued and heavily influences your credibility.  

But in low-context cultures,  enforceable contracts will  tend to be in writing,  precisely 

worded,  and highly legalistic.  Similarly,  low-context cultures value directness.  Managers 

are expected to  be explicit and precise in conveying intended meaning.  Its  quite 

different in high-context cultures,  where managers tend to make suggestions  rather 

than give orders.    

  A Cultural  Guide    

 There is much to be gained from business intercultural communications.  It is safe to 

assume that every single one of us has a different viewpoint that is culturally shaped.  

Because we do have differences,  we have an opportunity to reach the most creative solu-

tions possible with the help of others if we communicate effectively.  

  high-context cultures      Cultures that 

rely heavily on nonverbal  and subtle 

situational  cues in  communication.    

  low-context cultures      Cultures 

that rely heavi ly on  words to convey 

meaning  in  communication.    

Chinese

Korean

Japanese

Vietnamese

Arab

Greek

Spanish

Ita l ian

Engl i sh

North  American

Scandinavian

Swiss

German

H igh

context

Low

context

  EXHIBIT 7-5   H igh-  vs.  Low-Context Cultures       
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Learn About Yourself 

Communication Styles 
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       G loba l i zation  has  changed  the  way Toyota  Motor Corporation  provides  employees wi th  the  i n forma-

tion  they need  for deci sion  making .  I n  the  past,  Toyota  transferred  employee  knowledge on  the  job 

from  generation  to  generation  th rough   taci t understand ing ,  a  common  commun ication  method  

used  i n  the  conform ist and  subdued  J apanese  cu l tu re.  Today,  however,  as  a  g loba l  organ ization ,  Toyota  

transfers  knowledge  of i ts  production  methods to  overseas  employees by bring ing  them  to  i ts  tra in ing  

centre  i n  J apan ,  shown  here,  to  teach  them  production  methods by using  how-to manua l s,  practi ce 

dri l l s,  and  l ectures.
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 According to  Fred Casmir,  a leading expert in inter-

cultural  communication  research ,  we  o ften  don t 

communicate well  with people outside of our culture 

because we tend to  generalize from only knowing their 

cultural origin.  74  Doing so can be insensitive and poten-

tially disastrous,  especially when we make assumptions 

based on observable characteristics.  Many of us  have a 

richly varied ethnic background and would be offended 

if someone addressed us according to  what culture our 

physical features might favour,  for instance.  Also,  attempts to be culturally sensitive to 

another person are often based on stereotypes propagated by the media.  These stereo-

types usually dont have a correct or current relevance.  

 Casmir noted that because there are far too many cultures for anyone to  under-

stand completely,  and individuals interpret their own cultures differently,  intercultural 

communication should be based on sensitivity and the pursuit of common goals.  He 

found the ideal condition is an ad hoc third culture  a group can form when they 

seek to incorporate aspects of each members cultural communication preferences.  The 

norms this subculture establishes through appreciating individual differences create a 

common ground for effective communication.  Intercultural groups that communicate 

effectively can be highly productive and innovative.  

 When communicating with people from a different culture,  what can you do to 

reduce misinterpretations? Casmir and other experts offer the following suggestions:  76    

 How can  you  

improve cross-

cultural  commu-

nication? 
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         Know yourself.   Recognizing your own cultural iden-

tity and biases is critical to then understanding the 

unique viewpoint of other people.   

       Foster a climate of mutual respect,  fairness,  and 

democracy.   Clearly establish an environment of 

equality and mutual concern.  This will be your 

third culture  context for effective intercultural 

communication that transcends each persons 

cultural norms.   

       Learn the cultural context of each person.   You may find 

more similarities or differences to your own frame 

of reference than you might expect.  Be careful not 

to categorize them by culture of origin,  however.   

       When in doubt,  listen.   If you speak your opinions 

too early,  you may be more likely to offend the 

other person.  You will  also want to listen first 

to better understand the other persons intercul-

tural language fluency and familiarity with your 

culture.   

       State facts,  not your interpretation.   Interpreting or 

evaluating what someone has said or done,  in 

contrast with describing,  is based more on the 

observers culture and background than on the 

observed situation.  If you state only facts,  you will 

have the opportunity to benefit from the other 

persons interpretation.  Delay judgment until you 

have had sufficient time to observe and interpret 

the situation from the differing perspectives of all 

the cultures involved.   

       Consider the other persons viewpoint.   Before sending 

a message,  put yourself in the recipients shoes.  

What are his or her values,  experiences,  and frames of reference? What do you 

know about his or her education,  upbringing,  and background that can give you 

added insight? Try to see the people in the group as they really are first,  and take 

a collaborative problem-solving approach whenever potential conflicts arise.   

       Proactively maintain the identity of the group.   Like any culture,  the establishment 

of a common-ground third culture  for effective intercultural communi-

cation takes time and nurturing.  Remind members of the group of your 

common goals,  mutual respect,  and need to adapt to individual communica-

tion preferences.

        

     Summary 
 You have probably discovered the link between communication and employee satis-

faction in this chapter:  the less uncertainty,  the greater the satisfaction.  Distortions,  

ambiguities,  and incongruities between verbal and nonverbal messages all  increase 

uncertainty and reduce effective communication.   

 LESSONS LEARNED 

       Just because something is 

said,  it does not mean that it 

was heard.   

      Communication is rarely 

objective.  Both the senders 

and receivers reality affects 

the framing and understand-

ing of the message.   

      Information overload is a 

serious problem for most 

individuals.    

       Savannah  Olsen,  a  C ree from  Saddle Lake,  Alberta,  i s  the co-owner 

of Old  Fa ithfu l  Shop,  located  in  Vancouvers h istoric Gastown  d is-

trict.  She was named  the 201 3  National  Aborig inal  Entrepreneur of 

the Year by the Canadian  Counci l  for Aborig inal  Business.  In  g iving  

her the award,  the Counci l  noted  that her business i s  a  model  for 

helping   Canadians see aborig inal  people as net contributors to the 

Canadian  economy and  shared  prosperity.  Because of the stores 

location,  she takes a  un ique approach  to developing  her customer 

base.  Olsen  says that she  [holds]  in -store craft workshops and  m in i  

farmers markets featuring  growers and  other local  vendors.  These 

events provide an  opportun ity to get to know our customers and  

establ ish  a  feel ing  of neighbourl iness.  75  
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  SNAPSHOT SUMMARY 

  The Communication 
Process 

   Choosing  a  Channel   

  Barriers to Effective 
Communication 

   Fi l tering  

   Selective  Perception  

   In formation  Overload  

   Emotions 

   Language 

   Si lence 

   Nonverbal  Communication  

   Lying   

  Organizational  
Communication 

   Direction  of Communication  

   Smal l -Group Networks 

   The Grapevine 

   E lectronic Communications     

 Study,  practise,  and explore real  business situations with  these helpful  resources:  

       Study Plan:  Check your understanding  of chapter concepts with  self-study quizzes.   

      Online Lesson Presentations:  Study key chapter topics and work through  interactive assessments to 

test your knowledge and master management concepts.   

      Videos:  Learn  more about the management practices and strategies of real  

companies.   

      Simulations:  Practise management decision-making  in  simulated business environments.    

 MyManagementLab 

P I A
PERSONAL  

INVENTORY 

ASSESSMENT
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  for Review 

    1 .    What are the key parts of the 

communication  process,  and  

how do you  d istinguish  formal  

from  informal  communication?   

   2.    How does channel  richness under-

l ie the choice of communication  

channel?   

   3 .    What are some common  barriers 

to  effective communication?   

   4.    What are the d i fferences among  

downward,  upward,  and  lateral  

communication?   

   5.    What are the differences between  

formal  smal l-group networks and  

the grapevine?   

   6.    What potentia l  problems under-

l ie cross-cultural  communication?  

How can  they be overcome?     

  for Managers 

     Remember that your com-

munication  mode wi l l  partly 

determine your communication  

effectiveness.   

    Obtain  feedback from  your 

employees to make certain  your 

messageshowever they are 

communicatedare understood.   

    Remember that written  com-

munication  creates more mis-

understandings than  oral  

communication;  communicate 

with  employees through  in -

person  meetings when  possible.   

    Make sure you  use communica-

tion  strategies appropriate to 

your audience and  the type of 

message you  are sending.   

    Keep in  m ind  that cu lture can  be 

a  communication  barrier.     

  for You 

    I f you  are having  d i fficu lty com-

municating  with  someone,  you  

might consider that both  you  and  

the other person  are contributing  

someth ing  to that breakdown.  

Th is tends to be true even  i f you  

are incl ined  to bel ieve that the 

other person  i s  the party more 

responsible for the breakdown.   

    Often,  ei ther selective perception  

or defensiveness gets in  the way 

of communication.  As you  work 

in  your groups on  student proj-

ects,  try to observe communica-

tion  flows more cri tical ly to help  

you  understand  ways that com-

munication  can  be improved  and  

dysfunctional  confl ict avoided.        

   OB
 at

Work  
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  There  i s  l i ttle  to  be ga ined  and  much  to  be lost when  

organ izations fol low candidates  and  employees  pres-

ence on  socia l  med ia .  Managers may be  able  to  l earn  

more about ind ividua l s  th rough  thei r on l ine activi ty,  and  

organ izations may be  able  to  catch  some good  press 

from  employee postings,  but the  ri sk of l i abi l i ty for 

th is  in trusion  on  privacy i s  inescapable.  Managers are 

i l l -equ ipped  to mon itor,  in terpret,  and  act upon  employ-

ees  socia l  media  postings,  and  few have any experience 

with  relating  the medium  to business use.  

 Managers may a lso easi ly m isinterpret information  

they find.  Few companies have tra in ing  programs for the 

proper use of socia l  media;  on ly 40 percent have socia l  

media  pol icies of any kind.  Those that do are skating  on  

th in  ice because monitoring  pol icies can  confl ict with  pri -

vacy regulations.  

 An  employees on l ine image does not reveal  much  

that i s  relevant to the job,  certain ly not enough  to war-

rant the time and  money a  business would  spend  on  

monitoring.  Most users view socia l  media  as a  private,  

recreational  venue.  In  th is l ight,  monitoring  employees  

socia l  media  accounts i s  an  uneth ical  violation  of their 

right to  privacy.  

 Equa l  employment opportun i ty l aws requ i re  com-

pan ies  to  h i re  wi thout respect to  race,  age,  rel ig ion ,  

nationa l  orig in ,  or d i sabi l i ty.  But managers  who check 

in to  cand idates  socia l  med ia  postings often  find  out 

more  than  the  cand idate  wanted  to  share,  and  then  

there  i s  no  way to  keep  that i n formation  from  affect-

ing  the  h i ring  deci sion .  Search ing  th rough  socia l  med ia  

can ,  therefore,  expose a  company to  a  costl y d i scrim i -

nation  cl a im .  

 Using  employees  personal  socia l  media  presence as a  

marketing  tool  through  company-supportive postings i s  

uneth ical  from  many standpoints.  Fi rst,  i ts uneth ical  to 

expect employees to expand  the companys cl ient base 

through  their personal  contacts.  Second,  i ts unreason-

able to expect them  to endorse the company after work-

ing  hours.  And  the practice of asking  employees for their 

socia l  media  passwords i s  an  obvious intrusion  into their 

personal  l ives.  

 In  sum,  people have a  right to a  professional  and  a  

private image.     

  Everyone uses social  media.  77   Wel l ,  a lmost everyone:  A 

recent Pew research  study found  that the h ighest percent-

age of adults who use social  networking  sites was in  Israel  

at 53  percent,  fol lowed by 50 percent in  the United  States,  

43  percent in  Russia  and  Britain,  and  42  percent in  Spain.  

Canada was not included  in  the 20 countries studied.  

 Business i s  socia l ,  and  using  employees  socia l  con-

tacts to increase business has a lways been  a  facet of 

marketing.  Organ izations that dont fol low their employ-

ees  socia l  media  presence are m issing  an  opportun ity to 

expand  their business and  strengthen  their workforce.  

Employees are key representatives of their companies to 

the outside world .  The Honda employee who once told  

30 friends that Honda  i s  best can  now tel l  300 Facebook 

friends and  500 Twitter fol lowers about the latest model .   

 Monitoring  employees  socia l  media  presence can  

a lso strengthen  the workforce by identifying  the best 

ta lent.  Managers can  look for potentia l  on l ine celebri -

tiesfrequent bloggers and  Twitter users with  many fol -

lowersto approach  for co-branding  partnersh ips.  Scru-

tiny can  a lso help  employers spot problems.  For example,  

consider the employee who is  fi red  one day and  turns 

violent.  A manager who had  been  monitoring  the em-

ployees socia l  media  posts may have been  able to detect 

warn ing  signs.  A human  resources department monitor-

ing  employees  socia l  media  activi ty may be able to iden-

ti fy a  substance abuse problem and  provide help  for the 

employee through  the companys intervention  pol icies.  

 A job candidates socia l  media  presence provides one 

more input to h i ring  and  retention  decisions that many 

companies a l ready take advantage of.  In  real i ty,  there i s  

no d i fference between  the employee and  the person.  

 Employers that monitor social  media  can  a lso iden-

tify employees who use their platforms to send  out bad  

press or who leak proprietary information.  For th is reason,  

managers may someday be  required  to monitor employ-

ees  social  media  postings and  to act upon  infringements.   

 Managers should  therefore develop enforceable 

social  media  pol icies and  create a  corporate infrastructure 

to regularly research  and  monitor socia l  media  activi ty.  

The potential  increase in  business and  l imit on  l iabi l i ty i s  

ample return  for dedicating  staff and  work hours to bui ld-

ing  a  successful  monitoring  program.   

  Employees Social  Media  Presence Should  
Matter to Managers 
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 An Absence of Nonverbal Communication 

 Th is exercise wi l l  help  you  see the value of nonverbal  communication  in  interpersonal  relations.  

   1 .    The class i s  to d ivide into pairs (Party A and  Party B).   

  2.    Party A i s  to select a  topic from  the fol lowing  l i st:  

   a.    Managing  in  the M iddle East i s  sign ificantly d i fferent from  managing  in  North  America.   

  b.    Employee turnover in  an  organ ization  can  be functional .   

  c.    Some confl ict in  an  organ ization  i s  good.   

  d .    Whistle-blowers do more harm  than  good  for an  organ ization.   

  e.    An  employer has a  responsibi l i ty to provide every employee with  an  interesting  and  chal lenging  job.   

  f.    Everyone should  reg ister to vote.   

  g.    Organ izations should  require a l l  employees to undergo regular drug  testing.   

  h.     Ind ividuals who have majored  in  business or economics make better employees than  those who have 

majored  in  h istory or Eng l ish .   

    i .    The place where you  get your col lege or un iversi ty degree i s  more important in  determin ing  career success 

than  what you  learn  whi le  you  are there.   

    j .    I ts uneth ical  for a  manager to purposely d istort communications to get a  favourable outcome.     

  3.    Party B  i s  to  choose h is or her position  on  th is topic (for example,  arguing   against  the view that  an  employer 

has a  responsibi l i ty to  provide every employee with  an  interesting  and  chal lenging  job ).  Party A now must 

automatical ly take the opposite position .   

  4.    The 2  parties have 1 0  m inutes in  which  to debate their topic.  The catch  i s  that ind ividuals can  on ly commu-

n icate verbal ly.  They may  not  use gestures,  facia l  movements,  body movements,  or any other nonverbal  

communication.  I t may help  for both  parties to si t on  their hands to remind  them  of these restrictions and  to 

maintain  an  expression less look.   

  E XP E R I E N T I AL  E X E R C I S E  

 Form  smal l  groups to d iscuss the fol lowing  topics,  as assigned  by your instructor:  

   1 .    What d i fferences have you  observed  in  the ways that men  and  women  communicate?   

  2.    How do you  know when  a  person  i s  l i sten ing  to you?  When  someone i s  ignoring  you?   

  3.    Describe a  si tuation  in  which  you  ignored  someone.  What impact d id  i t have on  that persons subsequent 

communication  behaviours?     

B R E AKO U T  G ROU P  E X E R C I S E S 

Communicating  Supportively:  Supportive communication  i s  a  ski l l  that must be practised.  Use th is scale to find  out 

how wel l  you  do at supportive communication  now,  and  get some ideas for future improvement.  

Communication  Styles:  D ifferent people tend  to prefer d ifferent interpersonal  communication  styles.  Use th is scale to 

determine your communication  style,  and  then  think about how variations in  style may impact communication  effectiveness.

  P E R S O N AL  I N VE N TORY  A S S E S S M E N T

P I A
PERSONAL  

INVENTORY 

ASSESSMENT
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  5.    After the debate i s  over,  the class should  d iscuss the fol lowing:  

   a.    How effective was communication  during  these debates?   

  b.    What barriers to communication  existed?   

  c.    What purposes does nonverbal  communication  serve?   

  d.    Relate the lessons learned  in  th is exercise to problems that m ight occur when  communicating  on  the 

telephone or through  emai l .       

 The Pitfalls of Email 

  E T H I C A L  D I L EMMA 

 Wh i le  emai l  may be a  very usefu leven  ind ispensable

form  of communication  in  organ izations,  i t certain ly has 

i ts  l im its  and  dangers.  78   Indeed,  emai l  can  get you  in to 

trouble with  more people,  more qu ickly,  than  a lmost any 

other form  of communication.  

 Ask Bi l l  Cochran.  Cochran,  44,  is a  manager at Richmond  

Group,  an  advertising  agency.  As Richmond  was gearing  

up  to  produce  a  Super Bowl  ad  for one of i ts  cl i ents

BridgestoneCochrans boss sent an  emai l  to 200 people 

describing  the internal  competition  to determine which  ad  

idea  would  be presented.  Cochran  chose the occasion  to 

g ive a  pep talk to h is team.  Using   locker room talk,  he 

composed  an  emai l  criticizing  the other Richmond  teams,  

naming  employees he thought would  provide them  real  

competitionand  those who would  not.  

 What Cochran  d id  nexthit the Send  keyseemed  so 

innocuous.  But i t was a  keystroke he would  soon  wish  he 

could  undo.  Shortly after he sent the emai l ,  a  co-worker,  

Wendy Mayes,  wrote to h im:  Oh  God  .  .  .  B i l l .  You  just 

h i t REPLY ALL!   

  Questions 

    1 .    After real izing  what he had  done,  how should  

Cochran  have responded  to th is si tuation?   

   2.    After the incident,  Mayes says of Cochran:   H is 

name soon  became synonymous with   id iotic behav-

ior  such  as dont pu l l  a  Cochran.   I s  i t uneth ical  to 

participate in  such  ribbing?   

   3 .    Kaspar Rorsted ,  C EO  of Henki l ,  a  consumer and  

industria l  products  company based  in  Germany,  

says that copying  others  on  emai l s  i s  overused .  

 I ts  a  waste  of time,  he  sa id .   I f they want to 

wri te  me,  they can  wri te  me.  People  often  copy 

me to  cover thei r back.   Do  you  agree?  How can  

you  decide  when  copying  others  i s  necessary vs.  

 a  waste  of time ?      

    C AS E  I N C I D E N T S 

  Using Social Media to Your Advantage 

 As you  know,  socia l  media  have transformed  the way we 

interact.  79  The transparent,  rapid-fire communication  they 

make possible means people can  spread information  about 

companies more rapid ly than  ever.  

 Do  organ i zations  understand  yet how to  u se  soci a l  

media  effectively?  Perhaps not.  Recent find ings ind icated  

that on ly 3  out of 1 0  CEOs in  the  Fortune   500 have any 

presence on  national  socia l  media  si tes.  Many executives 

are wary of these new technologies because they cannot 

a lways control  the  outcomes of thei r commun ications.  

However,  whether they are  d i rectly i nvolved  wi th  socia l  

med i a  or  not,  compan ies  shou ld  recogn ize  that  these 

messages are out there,  so i t behooves them to make their 

voices heard.  Some experts say social  media  tools improve 

productivi ty because they keep employees connected  to 

thei r compan ies during  nonoffice  hours.  As wel l ,  socia l  

media  can  be an  important way to learn  about emerging  

trends.  Andr  Schneider,  ch ief operating  offi cer of the 

World  Econom ic  Forum,  u ses  feedback from  Linked In  

d i scu ss i on  g roups  a n d  Fa cebook  fr i en d s  to  d i scover 
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emerging  trends and  issues worldwide.  Padmasree Warrior,  

ch ief technology officer of C isco,  has used  social  media  to 

refine her presentations before a   test  audience.  

 The fi rst step  in  developing  a  socia l  media  strategy i s  

establ i sh ing  a  brand  for your commun icationsdefine 

what you  want your socia l  med ia  presence  to  express.  

Experts  recommend  that compan ies  beg in  thei r  soci a l  

med i a  stra tegy by l everag i ng  the i r  i n terna l  corpora te 

networks to test their strategy in  a  medium  thats easier 

to  control .  Most companies a l ready have the technology 

to  u se  soci a l  med ia  th rough  thei r  corporate  websi tes.  

Beg in  by using  these platforms for communicating  with  

employees and  faci l i ta ti ng  soci a l  networks  for genera l  

information  sharing.  As social  networking  expert Soumitra  

Dutta  from  Insead  notes,  My advice i s to bui ld  your audi-

ence slowly and  be selective about your contacts.  

 Despite  the  potentia l  advantages,  organ izations a l so 

need  to be aware of significant drawbacks to social  media.  

Fi rst,  i ts very d i fficu lt to control  socia l  media  communica-

tion s.  M i crosoft  found  th i s  ou t when  the  professiona l  

blogger i t h ired  spent more time promoting  h imself than  

getti ng  posi ti ve  i n formation  ou t  abou t  th e  company.  

Second ,  importan t i n tel l ectua l  cap i ta l  m igh t l eak ou t.  

Companies need  to establ ish  very clear pol icies and  proce-

dures to ensure that sensitive information  about ongoing  

corporate strategies i s  not d isseminated  via  socia l  media.  

Final ly,  managers should  maintain  motivation  and  interest 

beyond  their in i tia l  forays into socia l  media.  A si te that i s  

rarely updated  can  send  a  very negative message about 

the organ izations level  of engagement with  the world .  

  Questions 

    1 .    Do you  th ink organ izations need  to have a  socia l  

media  presence today?  Are the drawbacks suffi -

cient to make you  th ink i ts better for them  to avoid  

certain  media?   

   2.    What features would  you  look for in  a  socia l  media  

outlet?  What types of information  would  you  avoid  

making  part of your socia l  media  strategy?   

   3 .    What do you  th ink i s  the future d i rection  of socia l  

media?  How might emerging  technologies change 

them?      

  PowerPoint Purgatory 

 We  h ave  a l l  been  th ere ,  d on e  th a t:  1 0  m i n u tes,  2 0 

PowerPoint sl ides.  80   Whether you  have been  the harried  

presenter racing  through  the sl ides or the hapless l i stener 

choosing  between  read ing  the  sl ides or l i sten ing  to  the 

talk,  i ts miserable.  In  al l ,  350 PowerPoint presentations are 

g iven  per second  worldwide,  and  the program  commands 

95  percent of the presentation  software market.  Why do 

we do th is to ourselves?  

 The short answer seems to be because we know how,  

or at least we th ink we do.  Joel  Ingersol l  of Lorton  Data,  

a  M inneapol is database company,  said,  You  say to your-

sel f,   I  l l  start vomi ting  in formation  I  found  on  my hard  

drive unti l  I  h i t,  oh,  about 20 sl ides,  and  then  I  l l  wing  the 

talking-to-people part.   Bombarding  audiences with  stark 

phrases is only one possible pitfal l ,  says Rick Altman,  author 

of  Why Most PowerPoint Presentations Suck .  Another is to 

overdesign  your presentation.  Most of us spend 36 percent 

of our prep time on  design,  according  to a  recent study,  yet 

we fai l  to remember that  less i s more.  The poor choices 

that sometimes result (such  as using  cartoonish  typefaces 

for a  serious presentation) can  undermine your intended  

message.  Altman  cautions against using  layer after layer 

of bul let points to write out what you  should  say instead,  

and  he recommends making  sparing  use of holograms,  3D,  

and  l ive Twitter feeds that only detract from your message.  

 Successfu l  ta lks are  about a  story and  an  in teraction.  

 Even  i f  you  re  a  m idd le  manager del i vering  fi nanci a l s 

to  you r departmen t i n  s l i des,  you  re  te l l i ng  a  story.  A 

manager i s  constantly trying  to  persuade,  says  Nancy 

Duarte,  owner of a  presentation  design  company.  Equal ly 

importan t  i s  th e  a ud i en ce .   Everyone  i s  s i ck  of  th e 

one-way diatribe,  Duarte notes,  and  Altman  recommends 

engaging  people  as i f theyre in  preschool  waiting  to get 

picked  up by their parents.  According  to Keith  Yamashita,  

founder of SYPartners commun ications,  th i s  may mean  

d i tch ing  PowerPoint a l together.   There are endless tech-

n iques that are  more appropriate  than  PowerPoint,  he 

contends.  Like what?  

 Experts suggest fewer visual  a ids and  more l ive  inter-

action  with  the audience.  H igh  tech  does not guarantee 

better storytel l ing .   Pin  up  butcher paper on  the  wal l s,  

d raw a  m ap  of  you r  th i n ki n g ,  a n d  h an d  th a t  ou t,   

Yamash i ta  says,  or u se  a  wh i te  board .  The  resu l ts  can  

amaze you.  When  sa les engineer Jason  Jones had  trouble 

l aunch ing  h i s  two-hour s l i de  presen tation  to  a  dozen  

cl ients,  buddy Dave Eagle stepped  in .  Al l  right,  I  got two 
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presentations for ya l l ,  Eagle told  the dozen  cl ients,  one 

where the presentation  was on  the wal l  with  sl ides,  and  

the other just spoken.  The cl ients chose the latter,  and  they 

won  the account.  

  Questions 

1 .   What are some of the ways people m isuse Power-

Point?  What are the potentia l  consequences?   

2.   Have you  used  PowerPoint in  your school  projects 

or at work?  In  what presentations d id  you  find  

PowerPoint most effective in  communicating  your 

message?  In  what presentations d id  PowerPoint 

h inder your successfu l  communication?   

3.   Li st the pros and  cons you  see for managers avoid-

ing  PowerPoint as a  mode of communication.         

    FROM  CONCEPTS TO SKILLS 

  Effective 

Listening 

 To o  m a n y  p e o p l e  t a k e 

l i sten ing  ski l l s  for granted.  81   

They con fu se  h ea ri ng  wi th  

l i sten ing.  

 What i s  the  d i fference?  Hearing  i s  merely pi cking  up  sound  vibrations.  

Listen ing  i s  making  sense out of what we hear.  That i s,  l i sten ing  requ ires 

paying  attention,  interpreting,  and  remembering  sound  stimul i .  

 The  average  person  normal l y speaks at a  rate  of 1 25  to  200  words 

per m inute.  However,  the  average  l i stener can  comprehend  up  to  400 

words per minute.  Th is leaves a  lot of time for id le  m ind-wandering  whi le  

l i sten ing.  For most people,  i t a l so means they have acquired  a  number of 

bad  l i sten ing  habits to fi l l  in  the  id le time.  

 The fol lowing eight behaviours are associated with  effective l istening ski l ls.  

If you want to improve your l istening ski l ls,  look to these behaviours as guides:  

1 . Make eye contact.   How do you  feel  when  somebody doesnt look at 

you  when  you  are speaking?  I f you  are l ike most people,  you  are l ikely 

to  in terpret th is  behaviour as a loofness or l ack of in terest.  We may 

l i sten  with  our ears,  but others tend  to judge whether we are real ly 

l i sten ing  by looking  at our eyes.   

2. Exhibit affirmative head nods and appropriate facial expressions  .  The 

effective l i stener shows interest in  what i s  being  sa id .  How?  Through  

nonverbal  signals.  Affirmative head  nods and  appropriate facial  expres-

sions,  when  added  to good  eye contact,  convey to the speaker that 

you  are l i sten ing.   

3. Avoid distracting actions or gestures.   The  other s i de  of  showing  

interest i s  avoid ing  actions that suggest your m ind  is  somewhere else.  

When  l i sten ing,  dont look at your watch ,  shuffle  papers,  play with  

your penci l ,  or engage in  sim i lar d istractions.  They make the speaker 

feel  that you  are bored  or un interested.  Maybe more important,  they 

indicate that you  are not fu l ly attentive and  may be missing  part of the 

message that the speaker wants to convey.   

   4. Ask questions.   The cri tical  l i stener analyzes what he or she hears and  

asks questions.  Th is  behaviour provides clari fication ,  ensures under-

standing,  and  assures the speaker that you  are l i sten ing.   

   5. Paraphrase.   Paraphrasing  means restating  what the speaker has said  

in  your own  words.  The effective l i stener uses phrases such  as What 

I  hear you  saying  is .  .  .   or Do you  mean  .  .  .  ?  Why rephrase what 

has already been  said?  Two reasons!  First,  i ts an  excel lent control  device 
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to check on  whether you  are l istening  careful ly.  You  cannot paraphrase 

accuratel y i f  your m ind  i s  wandering  or i f  you  are  th inking  about 

what you  are going  to say next.  Second,  i ts a  control  for accuracy.  By 

rephrasing  what the speaker has said  in  your own  words and  feeding  

i t back to the speaker,  you  verify the accuracy of your understanding.   

   6. Avoid interrupting the speaker.   Let the speaker complete h i s  or her 

thought before you  try to respond.  Dont try to second-guess where 

the speakers thoughts are going.  When  the speaker i s  fin ished,  you  

wi l l  know!   

   7. Dont overtalk.   Most of us  wou ld  rather voice  our own  ideas than  

l i sten  to what someone else says.  Too many of us l i sten  on ly because 

i ts the price we have to pay to get people to let us ta lk.  Whi le talking  

may be more fun  and  si lence may be uncomfortable,  you  cannot ta lk 

and  l i sten  at the same time.  The good  l i stener recognizes th is fact and  

does not overtalk.   

   8.     Make smooth transitions between the roles of speaker and listener.   When  

you  are a  student sitting  in  a  lecture hal l ,  you  find  it relatively easy to get 

into an  effective l istening  frame of mind.  Why?  Because communication  

is essential ly one-way:  The teacher talks and  you  l isten.  But the teacher-

student dyad  is not typical .  In  most work situations,  you  are continual ly 

sh ifting  back and  forth  between  the roles of speaker and  l istener.  The 

effective l istener,  therefore,  makes transitions smoothly from speaker to 

l i stener and  back to speaker.  From a  l istening  perspective,  th is means 

concentrating  on  what a  speaker has to say and  practising  not thinking  

about what you  are going  to say as soon  as you  get an  opportunity.     

  Practising

Skil ls 

 Form  groups  of 2 .  Th i s  exerci se  i s  a  debate.  Person  A can  choose  any 

contemporary i ssue.  Some examples include business eth ics,  the value of 

un ions,  sti ffer grading  pol icies,  same-sex marriage,  money as a  motivator.  

Person  B  then  selects a  position  on  th is i ssue.  Person  A must automatical ly 

take the counter-position.  The debate is to proceed for 8 to 1 0 minutes,  with  

on ly one catch.  Before each  person  speaks,  he or she must fi rst summarize,  

in  h is or her own  words and  without notes,  what the other person  has said.  

I f the summary does not satisfy the speaker,  i t must be corrected  unti l  i t 

does.  What impact do the summaries have on  the qual i ty of the debate?   

  Reinforcing  

Skil ls 

1 .   In  another classpreferably one with  a  lecture formatpractise active 

l i sten ing .  Ask question s,  paraph rase,  exh ib i t  a ffi rm ing  nonverba l  

behaviours.  Then  ask yourself:  Was th is harder for me than  a  normal  

lecture?  Did  i t affect my note taking?  Did  I  ask more questions?  Did  

i t improve my understanding  of the lectures content?  What was the 

instructors response?   

2.   Spend  an  entire day fighting  your urge to talk.  Listen  as careful ly as you  

can  to everyone you  ta lk to,  and  respond  as appropriately as possible 

to  understand,  not to make your own  point.  What,  i f anyth ing,  d id  

you  learn  from  th is exercise?        
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    C H A P T E R

  L E ARN I N G  O U TCOM ES 

     Can  a  mayor accused  of smoking crack coca ine 

save h is job? Power and  pol i tics tel l  much  of 

the story.   

8  

 After studying  this chapter,  you  should  be able to:  

  1    Define  power .   

  2    Describe the five bases of power.   

  3    Explain  the role of dependence in  power relationships.   

  4    Identify nine power or influence tactics and their contingencies.   

  5    Explain  what empowerment is,  and  the factors that lead to i t.   

  6    Show the connection  between harassment and the abuse of power.   

  7    Identify the causes and consequences of pol i tical  behaviour.   

  8    Apply impression  management techniques.   

  9    Determine whether a pol i tical  action  is ethical .    

 Power and Politics  
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n  August 2014,  Rob Ford ,  Mayor of Toronto,  

publ icly thanked  Deputy Mayor Norm  Kel ly 

for taking over after Ford  was stripped  of h is 

mayoral  duties after admitting to smoking 

crack cocaine.  1   Counci l lor J oe M ihevc sa id  

Ford s words to Kel ly were sincere for that moment.   

 Ford s problems started  when  word  of a  video that 

a l leged ly showed  h im  smoking crack was reported  in  

the  Toronto Star  and  on  the website Gawker in  May 

2013.  For months,  Ford  den ied  the accusation  that 

he smoked  crack (or that such  a  video existed).  I n  

November,  however,  Ford  admitted  using crack,  

which  is when  counci l  asked  Kel ly to take over 

most of the mayors duties.  

 I n  Apri l  2014,  a  second  video of 

a l leged  drug use surfaced,  and  

the  Globe and Mail  agreed  to 

pay its creator $10 000 for six screenshots.  As the story went to print,  

Ford  announced  that he was going to a  rehabi l itation  faci l ity,  and  took a  leave of 

absence from the mayors role for two months.  

 During much  of 2014,  Ford s antics were a  running joke throughout Canada  and  

even  made international  head l ines.  Despite th is,  he was able to reta in  h is job as mayor unti l  

h is term  ended .  Due to i l lness,  he decided  not to run  for mayor again ,  but he d id  run  for ci ty 

counci l lor and  was easi ly elected  to the seat he held  for 10 years before he became mayor.  

Ford  has been  able to channel  h is power and  pol i tics in to getting what he wantswhich  is  

making sure that taxpayers  money is spent wisely.  So,  despite h is antics,  h is consti tuents 

bel ieve he has their in terests at heart,  and  that is  what matters to them.  

 I n  both  research  and  practice,   power  and   politics  have been  described  as d i rty words.  

I ts  easier for most of us to ta lk about sex or money than  about power or pol i tica l  behaviour.  

Power is  seductive.  People who have power deny i t,  people who want i t try not to look l ike 

they are seeking i t,  and  those who are good  at getting i t a re secretive about how they do so.  2

 A major theme in  th is chapter i s that power and  pol i tics are a  natura l  process in  any 

group or organ ization .  Al though  you  m ight have heard  the saying Power corrupts,  and  

absolu te power corrupts absolutely,   power is  not a lways bad .  

 Power and  pol i tics are rea l i ties of organ izationa l  l i fe,  and  they are not going to go away.  

Understand ing how to use power and  pol i tics effectively makes organ izationa l  l i fe more 

manageable,  because i t can  help you  ga in  the support you  need  to do your job effectively.                

  I
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 Power is not 

necessarily a 

zero-sum game.  

Sharing power may 

in fact increase 

everyones power.  

 THE BIG  IDEA 

         V
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    Have you  ever wondered how you  might increase your power?  

    What do you  need to be truly empowered?  

    Why do some people seem to engage in  pol i tics more than  others?  

    In  what si tuations does impression  management work best?   

   OB I S  FOR  EVERYONE 
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  A Definition  of Power   
   Power    refers to a capacity that A has to influence the behaviour of B,  so that B acts in 

accordance with As wishes.  3   This definition implies that there is a  potential   for power if 

someone is dependent on another.  But one can have power and not impose it.    

 Probably the most important aspect of power is that its a function of   dependence   .  

The greater Bs dependence on A,  the greater As power in the relationship.  Dependence,  

in turn,  is based on the alternatives that B perceives and the importance that B places 

on the alternative(s)  that A controls.  A person can have power over you only if he or 

she controls something you desire.  If you are attending college or university on funds 

totally provided by your parents,  you probably recognize the power that your parents 

hold over you.  You are dependent on them for financial support.  But once you are out 

of school,  have a job,  and are making a good income,  your parents power is reduced 

significantly.  Who among us,  though,  has not known or heard of the rich relative who 

is able to control a large number of family members merely through the implicit or 

explicit threat of writing them out of the will?       
 Within larger organizations,  the information technology (IT)  group often has consid-

erable power,  because everyone,  right up to the CEO,  is dependent on this group to keep 

computers and networks running.  Since few people have the technical expertise to do 

so,  IT personnel end up being viewed as irreplaceable.  This gives them a lot of power 

within the organization.  

 Power makes people uncomfortable.  4  People who have power deny it,  people who 

want it try not to look like they are seeking it,  and those who are good at getting it are 

secretive about how they do so.  5   Commenting on a recent study,  one researcher noted,  

A persons sense of power is an extremely pervasive feeling in everyday life.  6   

 Part of the discomfort about power may have to do with how people perceive those 

in power.  A 2011  study found that people who behave rudelyputting their feet up on 

a chair,  ordering a meal brusquelywere believed by those watching this behaviour 

to be more likely to get to make decisions  and able to get people to listen to what 

[they]  say  than people who behave politely.  The researchers concluded that norm 

violators are perceived as having the capacity to act as they please.  7  As a result,  they 

seem more powerful.  Another study found that people who have power judged others 

much more negatively for speeding,  dodging taxes,  and keeping a stolen bike than if 

they engaged in this behaviour themselves.  The study also found that those who had 

legitimate power were even more likely to indulge in moral hypocrisy than those who 

did not feel personally entitled to their power.  8   

 Power should not be considered a bad thing,  however.  Power,  if used appropriately,  

should actually be a positive influence in your organization,  says professor Patricia 

Bradshaw of the Schulich School of Business at York University.  Having more power 

doesnt necessarily turn you into a Machiavellian monster.  It can help your team 

and your organization achieve its goals and increase its potential.  9    Focus on Research   

provides insight into the dynamics of power,  choice,  and personal control.     

1  Define power.  

  power      A capacity that A has to 

influence the behaviour of B,  so that B 

acts in  accordance with  As wishes.    

  dependence      Bs relationship to A 

when A possesses something  that B 

requires.    

 Power:  I ts Al l  About Control  

  Why is  choice less  important when  you  have a  sense of 

personal  power?  A 201 1  study examining  how people th ink 

about power suggests  that the  desi re  for power i s  d i rectl y 

related  to  control .  1 0   I n  one of the experiments that was part 

of the study,  subjects were asked  to th ink about their feel ings 

about being  in  the role of a  boss or an  employee after read ing  a  description  of the role.  

Subjects in  the employee role  read  about being  in  a  powerless si tuation,  wh i le  those in  

the boss role read  about being  in  a  powerful  si tuation .  Afterward,  subjects were asked  to 

   FOCUS ON  RESEARCH 

     Watch  on  MyManagementLab

Power and Pol itical  Behaviour 
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 Everyone wants power.  Or do they?  Point/Counterpoint  on page  301   considers this 

question.   

  Bases of Power 

  Rob Ford ,  formerly the mayor of the l argest ci ty in  Canada,  had  legi timate powerpower that 

comes from  hold ing a  particu lar role.  1 1   Th is power was ca l led  in to question ,  however,  when  

the fi rst crack coca ine video surfaced ,  and  the Toronto ci ty counci l  stripped  h im  of most of h is 

power,  giving them  to the deputy mayor,  Norm  Kel ly.  

 Despi te h is antics,  wh ich  were widely publ ished  in  Canada  and  abroad ,  many people sti l l  

sympath ized  wi th  the mayor.  Despi te pol i ticians and  the med ia  ca l l ing for h im  to step down,  

many ord inary people  d id  not.  As  one  reporter sa id ,  H is  regu la r-guy au then tici ty sti l l  h as 

unden iable appeal .  Here i s  a  guy who can  make head l ines just by ta lking about h is trash-bin  

face-offs wi th  raccoons (theyre getting braver and  braver) .   Ford  benefi ted  from  another type 

of power,  ca l led  referent power.  People l iked  h im.  What are some other types of power people 

can  have,  and  how do they use them?    

 Where does power come from? What is it that gives an individual or a group influence 

over others?  We answer by dividing the bases or sources of power into two general 

groupingsformal and personaland then breaking each of these down into more 

specific categories.  12  

  Formal  Power 

 Formal power is based on an individuals position in an organization.  It can come from 

the ability to coerce or reward,  or from formal authority.  

  Coercive  Power 

   Coercive power    depends on fear of the negative results that might occur if one fails 

to comply.  It rests on the application,  or the threat of the application,  of physical sanc-

tions such as the infliction of pain,  the generation of frustration through restriction of 

movement,  or the controlling by force of basic physiological or safety needs.       
 At the organizational level,  A has coercive power over B if A can dismiss,  suspend,  

or demote B,  assuming that B values his or her job.  Similarly,  if A can assign B work 

activities that B finds unpleasant or treat B in a manner that B finds embarrassing,  A 

possesses coercive power over B.  Coercive power can also come from withholding key 

information.  People in an organization who have data or knowledge others need can 

make others dependent on them.   

  Reward  Power 

 The opposite of coercive power is    reward power   .  People will  go  along with the 

wishes  or directives  of another if doing so  produces  positive benefits;  therefore,  

 2  Describe the five bases 
of power.  

  coercive power      Power that is 

based on  fear.    

  reward power      Power that achieves 

compl iance based on  the abi l i ty to 

distribute rewards that others view as 

valuable.    

choose whether to  buy eyeglasses or i ce cream  from  a  store that had  three options or a  

store that had  fi fteen  options.  Subjects in  the powerless employee si tuation  chose the 

scenario  with  more options,  even  i f i t meant driving  farther or waiting  longer.  

 In  other words,  people who have power do not feel  the need  for as much  choice,  and  

people who lack power demand  to have more choice.  Th is research  suggests that  power 

sati sfies  the  th i rst for choice  and  choice  quenches the  desi re  for power because  each  

replen ishes a  sense of control .   

  People  instinctively prefer h igh  to  low power posi tions,  says Ena  Inesi ,  one of the 

researchers from the London Business School.  For those in  low power positions,   it feels good  

when  you  have choice,  and  it doesnt feel  good  when  choice is taken  away.   
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someone who can distribute rewards that others view as valuable 

will  have power over those others.  These rewards  can be either 

financialsuch as controlling pay rates,  raises,  and bonusesor 

nonfinancial,  including offering recognition,  promotions,  interesting 

work assignments,  friendly colleagues,  and preferred work shifts or 

sales territories.  13      

  Legitimate  Power 

 In formal groups and organizations,  probably the most frequent 

access to  one or more of the bases of power is  through a persons 

structural position.  This is called   legitimate power   .  It represents the 

power a person receives as a result of his or her position in the formal 

hierarchy of an organization.    

 Legitimate power is broader than the power to coerce and reward.  

Specifically,  it includes acceptance by members of an organization of 

the authority of a position.  We associate power so closely with the 

concept of hierarchy that just drawing longer lines in an organization 

chart leads people to infer that the leaders are especially powerful,  

and when a powerful executive is described,  people tend to put the 

person at a higher position when drawing an organization chart.  1 4

When school principals,  bank presidents,  or government department 

heads speak (assuming that their directives are viewed to be within 

the authority of their positions) ,  teachers,  tellers,  and civil servants 

listen and usually comply.  

 The  Ethical Dilemma   on page  303   asks you to think about how 

much you should defer to those in power.  The Milgram experiment,  discussed in  Focus 

on Research  ,  looks at the extremes individuals sometimes go to in order to comply with 

authority figures.       

legitimate power      Power that a 

person  receives as a result of h is or 

her position  in  the formal  h ierarchy of 

an  organization.    

 A Shocking  Experiment 

  Would  you  shock someone if you  were told  to do so?  A 

classic experiment conducted  by Stan ley M i lgram  studied  the 

extent to which  people are wi l l ing  to obey those in  authority.  1 5

Subjects were recru ited  for an  experiment that asked  them to 

admin ister electric shocks to a   student  who was supposed  

to learn  a  l i st of words.  The experiments were conducted  at Yale Un iversity,  and  subjects 

were assured  by the experimenter,  who was dressed  in  a  white lab coat,  that pun ishment 

was an  effective way to learn.  The subjects were placed  in  front of an  instrument panel  

that ind icated  the shocks cou ld  go from  1 5  vol ts to 450 volts.  With  each  wrong  answer,  

subjects  were  to  adm in i ster the  next-h ighest shock l evel .  After the  shocks reached  a  

m iddle level ,  the  student  started  to cry out in  pain .  The experimenter would  instruct the 

subject to continue admin istering  shocks.  What the experimenter was trying  to find  out 

was the level  at which  subjects would  stop  admin istering  the electric shock.  No subject 

stopped  before 300 vol ts,  and  65  percent of the  subjects  continued  to  the  end  of the 

experiment,  even  though,  at the upper levels,  the instrument panel  was marked  Danger 

XXX.  I t should  be noted  that subjects were not actual ly admin istering  shocks,  and  that 

the  student  was actual ly a  confederate and  was simply acting  as i f in  pain .  However,  the 

subjects bel ieved  that they were admin istering  electric shocks.  Th is experiment suggests 

that many people wi l l  obey those who appear to have leg itimate authority,  even  in  ques-

tionable ci rcumstances.   

   FOCUS ON  RESEARCH  

         In  Ind ia,  Naina  Lal  Kidwai  i s  a  powerfu l  woman  in  the 

banking  industry.  She derives her power as Chairman  

of HSBC  Ind ia.  Kidwai s formal  power i s  based  on  her 

position  at the bank.
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  Personal  Power 

 Many of the most competent and productive chip designers at Toronto-based Celestica 

have power,  but they are not managers and have no formal power.  What they have is 

 personal power ,  which comes from an individuals unique characteristics.  There are two 

bases of personal power:  expertise and the respect and admiration of others.     

  Expert Power 

   Expert power   is influence based on expertise,  special skills,  or knowledge.  Expertise has 

become one of the most powerful sources of influence as the world has become more 

technologically oriented.  While it is  generally acknowledged that physicians have 

expertise and hence expert powermost of us follow the advice that our doctor gives 

usyou should also recognize that computer specialists,  tax accountants,  economists,  

and other specialists can have power as a result of their expertise.  Young people may 

find they have increased power in the workplace these days because of their technical 

knowledge and expertise that Baby Boomer managers may not have.     

  Referent Power 

   Referent power    develops out of admiration of another and a desire to be like that 

person.  Sometimes teachers and coaches have referent power because of our admiration 

of them.  Referent power explains why celebrities are paid millions of dollars to endorse 

products in commercials,  such as Drake for OVO Jordan Brand sneakers,  Eugenie 

Bouchard for Coca-Cola Canada,  Gwen Stefani for LOreal,  and Justin Timberlake for 

Sauza tequila.  Some people who are not in formal leadership positions nonetheless 

have referent power and exert influence over others because of their charismatic dyna-

mism,  likability,  and emotional effects on us.    

 The  Experiential Exercise   on page  302  gives you the opportunity to explore the effec-

tiveness of different bases of power in changing someones behaviour.    

  Evaluating the  Bases of Power 

 Generally,  people will respond in one of three ways when faced with those who use the 

bases of power described above:  

        Commitment.   The person is enthusiastic about the request,  and shows initia-

tive and persistence in carrying it out.   

       Compliance.   The person goes along with the request grudgingly,  puts in 

minimal effort,  and takes little initiative in carrying out the request.   

       Resistance.   The person is opposed to the request and tries to avoid it with such 

tactics as refusing,  stalling,  or arguing about it.  16     

 A review of the research on the effectiveness of these forms of power finds that 

they differ in their impact on a persons  performance.  1 7    Exhibit   8 -1     summarizes 

some of this research.  Coercive power leads to resistance from individuals,  increased 

mistrust,  and is negatively related to employee satisfaction and commitment.  Reward 

power results  in compliance if the rewards  are consistent with what individuals 

want as rewards.  Legitimate power also results in compliance,  but it does not gener-

ally result in increased commitment.  In other words,  legitimate power does  not 

inspire individuals  to  act beyond the basic level.  Expert and referent powers  are 

the most likely to lead to  commitment from individuals and are positively related 

to  employees  satisfaction with  supervision,  their organizational  commitment,  

and their performance.  Ironically,  the least effective bases of power for improving 

commitmentcoercive,  reward,  and legitimateare the ones most often used by 

managers,  perhaps because they are the easiest to  introduce.  1 8   Research shows that 

  expert power      Influence based on  

special  ski l ls or knowledge.    

  referent power      Influence based on  

possession  by an  individual  of desir-

able resources or personal  traits.    

     Watch  on  MyManagementLab

CH2MHil l :  Power & Political  Behaviour 
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deadline pressure increases group members  reliance on individuals with expert and 

information power.  1 9      

  Dependency:  The  Key to  Power 

  Rob Ford ,  former mayor of Toronto,  ran  for election  to ci ty counci l  in  October 2014 and  easi ly 

defeated  h is  opponents,  receiving a lmost 3500 more  votes than  the combined  votes  of h is 

1 3  opponents.  20  Voters in  Ward  2  l ikely th ink that Ford  wi l l  be able to help them  get th ings they 

want for their neighbourhood .  When  he was thei r counci l lor before becoming the mayor,  he 

was known  for persona l ly return ing phone ca l l s.  He vowed  after the election  that  I  l l  be taking 

care of my hea l th  and  I  l l  be taking care of the people in  Etobicoke North  and  I  l l  continue to 

take care of every taxpayer in  th is  ci ty,  l ike I  a lways have.  The voters certa in ly had  a l ternative 

cand idates to choose from,  but they elected  Ford .  What factors m ight lead  one party (a  person  

or an  organ ization)  to have greater power over another?    

 The most important aspect of power is  that it is  a function of dependence.  In this 

section,  we show how an understanding of dependency is central to furthering your 

understanding of power itself.  

  The  General  Dependency Postulate 

 Lets begin with a general postulate:   The greater Bs  dependence on A,  the greater the 

power A has over B  .  When you possess anything that others require but that you alone 

control,  you make them dependent upon you and,  therefore,  you gain power over 

them.  21   Another way to frame dependence is to think about a relationship in terms of 

who needs whom? The person who has most need is the one most dependent on 

the relationship.  22  

 Dependence is inversely proportional to the alternative sources of supply.  If some-

thing is plentiful,  possession of it will not increase your power.  If everyone is intelligent,  

intelligence gives no special advantage.  Similarly,  in the circles of the super rich,  money 

does not result in power.  But if you can create a monopoly by controlling information,  

prestige,  or anything that others crave,  they become dependent on you.  Alternatively,  the 

 3  Explain  the role of 
dependence in  power 

relationships.  

    EXHIBIT 8-1   Continuum of Responses to  Power      

  Source:   STEERS,  RICHARD M . ;  BLACK,  J .  STEWART,  ORGANIZATIONAL BEHAVIOR,  5th  Ed. ,  1 994.  Reprinted  and  Electron ical ly reproduced  

by permission  of Pearson  Education,  Inc. ,  Upper Saddle River,  New Jersey.    
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more options you have,  the less power you place in the hands 

of others.  This explains,  for example,  why most organizations 

develop multiple suppliers rather than give their business to 

only one.      

  What Creates Dependence? 

 Dependence is  increased when the resource you control  is 

important,  scarce,  and cannot be substituted.  23   

  Importance 

 If nobody wants what you have,  there is no dependence.  To 

create dependence,  the thing(s)  you control must be perceived 

as  important.  In some organizations,  people who control 

the budget have a great deal  of 

importance.  In other organiza-

tions,  those  who  possess  the 

knowledge to  keep  technology 

working smoothly are viewed as 

important.  What is important is 

situational.  It varies among orga-

nizations and undoubtedly also 

varies over time within any given 

organization.      

  Scarcity 

 As noted previously,  if something is plentiful,  possession of it 

will not increase your power.  A resource must be perceived as 

scarce to create dependence.  

 Scarcity can help explain how low-ranking employees gain 

power if they have important knowledge not available to high-

ranking employees.  Possession of a scarce resourcein this 

case,  important knowledgemakes those who dont have it 

dependent on those who do.  Thus,  an individual might refuse 

to show others how to do a job or might refuse to share information,  thereby increasing 

his or her importance.  

 The scarcitydependence relationship can further be seen in the power of occupa-

tional categories.  For example,  college and university administrators have no problem 

finding English instructors to staff classes.  There are more individuals who have degrees 

enabling them to work as English instructors than there are positions available in 

Canada.  The market for corporate finance professors,  by contrast,  is extremely tight,  

with the demand high and the supply limited.  The result is that the bargaining power 

of finance faculty allows them to negotiate higher salaries,  lighter teaching loads,  and 

other benefits.   

  Nonsubsti tutabi l i ty 

 The fewer substitutes there are for a resource,  the more power comes from control 

over that resource.  At universities with strong pressures on the faculty to publish,  the 

more recognition the faculty member receives through publication,  the more mobile 

he or she is,  because other universities want faculty who are highly published and 

visible.  Although tenure can alter this relationship by restricting the department heads 

alternatives,  faculty members with few or no publications have the least mobility 

and are subject to  the greatest influence from their superiors.  In another example,  

when a union goes on strike and management is not permitted to replace the striking 

         Because Xerox Corporation  has staked  i ts  future on  development 

and  innovation,  Sophie Vandebroek is  in  a  position  of power at 

Xerox.  She i s  the companys corporate vice president and  president 

of the Xerox Innovation  Group,  and  her groups m ission  i s   to pio-

neer h igh-impact technologies that enable us to lead  in  our core 

markets and  to create future markets for Xerox.  Xerox depends 

on  Vandebroek to make that mission  a  real i ty.

 Have you  ever 

wondered 

how you  might 

increase your 

power? 
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employees,  the union has considerable control over the organizations ability to carry 

out its tasks.  

 People are often able to ask for special rewards (higher pay or better assignments)  

because they have skills that others dont.     

  I nfluence Tactics   

 How do  individuals  translate their bases of power into  specific,  desired actions? 

Research has identified nine distinct influence tactics:  24  

   1.     Rational persuasion.   Using facts and data to make a logical or rational presenta-

tion of ideas.   

  2.     Inspirational appeals  .  Appealing to values,  ideals,  and goals when making a request.   

  3.     Consultation.   Getting others involved to support ones objectives.   

  4.     Ingratiation.   Using flattery,  creating goodwill,  and being friendly prior to 

making a request.   

  5.     Personal appeals.   Appealing to loyalty and friendship when asking for something.   

  6.     Exchange.   Offering favours or benefits in exchange for support.   

  7.     Coalitions.   Getting the support of other people to provide backing when 

making a request.   

  8.     Pressure.   Using demands,  threats,  and reminders to get someone to do something.   

  9.     Legitimacy.   Claiming the authority or right to make a request,  or showing that 

it supports organizational goals or policies.     

 Some tactics are more effective than others.  Rational persuasion,  inspirational appeals,  

and consultation tend to be the most effective,  especially when the audience is highly 

interested in the outcomes of a decision process.  Pressure tends to frequently backfire 

and is typically the least effective of the nine tactics.  25   You can also increase your chance 

of success by using two or more tactics together,  as long as your choices are compatible.  26  

For instance,  using both ingratiation and legitimacy can lessen the negative reactions 

that might come from appearing to dictate  outcomes,  but only when the audience 

does not really care about the outcome of a decision process or the policy is routine.  27    

 The effectiveness of some influence tactics depends on the direction of influence.  28  

Studies have found that rational persuasion is the only tactic that is  effective across 

organizational levels.  Inspirational appeals work best as a downward-influencing tactic 

with subordinates.  When pressure works,  its generally only to achieve downward influ-

ence.  The use of personal appeals and coalitions is most effective with lateral influence 

attempts.  In addition to the direction of influence,  a number of other factors have 

been found to affect which tactics work best.  These include the sequencing of tactics,  a 

persons skill in using the tactic,  and the culture of the organization.     
 You are more likely to  be effective if you begin with softer  tactics that rely on 

personal  power such as  personal  and inspirational  appeals,  rational  persuasion,  

and consultation.  If these fail,  you can move to  harder  tactics  (which emphasize 

formal  power and involve greater costs  and risks) ,  such as  exchange,  coalitions,  

and pressure.  29   Interestingly,  it has  been found that using a single soft tactic is 

more effective than using a single hard tactic,  and that combining two soft tactics 

or a soft tactic and rational  persuasion is  more effective than any single tactic or 

a combination of hard tactics.  30   The effectiveness of tactics  depends on the audi-

ence.  31   People especially likely to  comply with soft power tactics  tend to  be more 

reflective and intrinsically motivated;  they have high self-esteem and greater desire 

for control.  Those likely to comply with hard power tactics are more action oriented 

 4  Identify n ine power or 

influence tactics and  

their contingencies.  
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and extrinsically motivated and are more focused on getting along with others than 

on getting their own way.  

 People differ in their   political skill   ,  or the ability to influence others in such a way 

as to enhance their own objectives.  The politically skilled are more effective users of all 

of the influence tactics.  Political skill also appears to be more effective when the stakes 

are highsuch as when the individual is  accountable for important organizational 

outcomes.  Finally,  the politically skilled are able to exert their influence without others 

detecting it,  which is a key element in being effective (its  damaging to be labelled 

political) .  32  However,  these individuals also appear most able to use their political skills 

in environments marked by low levels of procedural and distributive justice.  When an 

organization is run with open and fairly applied rules,  free of favouritism or biases,  

political skill is actually negatively related to job performance ratings.  33     

 Finally,  we know that cultures within organizations differ markedlyfor example,  

some are warm,  relaxed,  and supportive;  others are formal and conservative.  Some 

encourage the use of participation and consultation,  some encourage reason,  and still 

others rely on pressure.  People who fit the culture of the organization tend to obtain 

more influence.  34  Specifically,  extraverts tend to be more influential in team-oriented 

organizations,  and highly conscientious people are more influential in organizations 

that value working alone on technical tasks.  People who fit the culture are influential 

because they can perform especially well in the domains deemed most important for 

success.  In other words,  they are influential because they are competent.  Thus,  the orga-

nization itself will influence which subset of influence tactics is viewed as acceptable 

for use.  The kinds of tactics used have also changed over time.   

  How Power Affects People  

  People can  use power for a  variety of purposes.  35  There is evidence to suggest that while Rob Ford  

and  h is brother Doug have done much  to serve the people of Etobicoke in  their roles as counci l-

lors to that city,  they have a lso made use of their positions to benefit themselves and  their friends.  

 The Fords have a  fam i ly fi rm ,  named  DECO Labels and  Tags.  The brothers were accused  of 

helping RR  Donnel ley,  one of the companys US suppl iers,  to get meetings with  ci ty bureaucrats 

to d iscuss outsourcing part of ci ty hal l  printing to them.  Meanwhi le,  DECO was trying to negotiate 

a  better business arrangement with  RR  Donnel ley.  Wh i le no dea ls were ever concluded ,  such  

behaviour i s  questionable.  

 I n  2012,  then  mayor Ford  tri ed  to  get road  work i n  fron t of DECO exped i ted ,  so  tha t i t 

wou ld  be fin ished  before the business  50th  anniversary celebration .  Ci ty officia ls  d i rected  that 

publ ic resources be used  for th is  work.  When  Apol lo Hea lth  and  Beauty Care,  a  Toronto-based  

shampoo manufacturer that purchased  labels from  DECO,  was ci ted  for effluent from  the manu-

facturing process getting in to the sewer l ines,  the brothers asked  Lou  Di  G i ron imo,  the head  of 

Toronto Water,  to meet wi th  Apol lo representatives to sort out the si tuation .  

 In  September 2012,  Mayor Ford  was criticized  by a  taxpayers  advocacy group for using city staff 

and  equipment to help the Don Bosco Eagles,  a  youth  football  team he had  coached  for many years.  

 What leads people to use power ei ther selfish ly or wisely?  

 To this point,  we have discussed what power is and how it is acquired.  But we have not 

yet answered one important question:  Does power corrupt? 

 Power does appear to have corrupting aspects.  For example,  power can lead people to 

place their own interests ahead of those of others.  Why does this happen? Interestingly,  

research suggests that power not only leads people to  focus on their self-interests 

because they can but also liberates people to focus inward,  and thus come to place 

greater weight on their goals and interests.  Power also appears to lead individuals to 

objectify  others (to see them as tools to obtain their instrumental goals) ,  to value 

relations with people with less power,  and to see relationships as more peripheral.  36   

  political  skill       The abi l i ty to influ-

ence others in  such  a way as to 

enhance ones objectives.    
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 That is not all.  Powerful people react (especially negatively)  to any threats to their 

competence.  They are more willing to denigrate others.  People given power are more likely 

to make self-interested decisions when faced with a moral hazard (such as when hedge fund 

managers take more risks with other peoples money because they are rewarded for gains 

but less often punished for losses).  Power also leads to overconfident decision making.  37  

 So,  yes,  power does appear to have some important disturbing effects on us.  But 

that is hardly the whole storyits more complicated than that.  Power does not affect 

everyone in the same way,  and there are even positive effects of power.  Lets consider 

each of these in turn.  

 First,  the toxic effects of power depend on ones personality.  Research suggests that if we 

have an anxious personality,  power does not corrupt us because we are less likely to think 

that using power benefits us.  38  Second,  the corrosive effect of power can be contained 

by organizational systems.  One 2012 study found,  for example,  that while power made 

people behave in a self-serving manner,  when accountability of this behaviour was initi-

ated,  the self-serving behaviour stopped.  Third,  forgive the pun,  but we have the power 

to blunt the negative effects of power.  One study showed that simply expressing gratitude 

toward powerful others made them less likely to aggress against us.  39   Finally,  remember 

the aphorism that those with little power grab and abuse what little they have? There 

appears to be some truth to this in that the people most likely to abuse power are those 

who are low in status and gain power.  Why is this the case? It appears that having low 

status is threatening,  and this fear is used in negative ways if power is given.  40  

 As you can see,  some factors can ameliorate the negative effects of power.  But power can 

have general positive effects.  Power can energize and lead to approach motivation (that is,  

more motivation to achieve goals).  It can also enhance peoples motivation to help others 

(at least certain people) .  A 2012 study found,  for example,  that values toward helping 

others only translated into actual work behaviour when people felt a sense of power.  41   

 These studies point to an important insight about power:  Its not so much that power 

corrupts but that it  reveals  .  Supporting this line of reasoning,  another study revealed that 

power led to self-interested behaviour only for those with weak moral identities (that 

is,  the degree to which morals are core to ones identity) .  For those with strong moral 

identities,  power actually enhanced their moral awareness.  42   

  Empowerment:  G iving Power to  Employees 
 Thus far,  our discussion has impliedto some extent,  at leastthat power is some-

thing that is more likely to reside in the hands of managers,  to be used as part of their 

interaction with employees.  However,  in todays workplace,  there is a movement toward 

sharing more power with employees by putting them in teams and also by making them 

responsible for some of the decisions regarding their jobs.  For instance,  at Vancouver-

based iQmetrix Software Development,  employees are part of a results-only workplace,  

where they are encouraged to make their own decisions.  43   Organizational specialists 

refer to this increasing responsibility as  empowerment .       

  Definition  of Empowerment 

 The definition of  empowerment  that we use here refers to the freedom and the ability of 

employees to make decisions and commitments.  45   Unfortunately,  neither managers 

nor researchers agree on the definition of empowerment.  One study found that execu-

tives were split about 50-50 in their definition.  46  One group of executives believed 

that empowerment was about delegating decision making within a set of clear bound-

aries. 47  Empowerment would start at the top,  specific goals and tasks would be assigned,  

responsibility would be delegated,  and people would be held accountable for their 

results.  The other group believed that empowerment was a process of risk taking and 

personal growth.  This type of empowerment starts at the bottom,  with considering the 

 5  Explain  what empower-

ment is,  and  the factors 

that lead  to i t.  
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employees needs,  showing them what empowered behav-

iour looks like,  building teams,  encouraging risk-taking,  

and demonstrating trust in employees ability to perform.  

 Case IncidentDelegate Power or Keep It Close?   on page  304  

considers the tension between delegating and remaining 

in charge.  

 One difficulty with empowerment is that managers often 

give lip service to  the idea,  48   with organizations telling 

employees that they have decision-making responsibility,  

but not giving them the authority to carry out their decisions.  

The result is a great deal of cynicism in many workplaces,  

particularly when empowered employees are microman-

aged.  For an employee to be fully empowered,  he or she 

needs access to the information required to make decisions;  

rewards for acting in appropriate,  responsible ways;  and the 

authority to make the necessary decisions.  Empowerment 

means that employees understand how their job fits into the 

organization and are able to make decisions regarding job 

action guided by the organizations purpose and mission.  

 Not every employee appreciates  being empowered,  

however.  One study found that sometimes empowerment 

can make employees ill  if they are put in charge at work 

but lack the confidence to handle their responsibilities.  49      
 Robert E.  Quinn and Gretchen M.  Spreitzer,  in their 

research on the characteristics  of empowered people 

(through both in-depth interviews and survey analysis) ,  

found four characteristics that most empowered people 

have in common:  

       Empowered people have a sense of  self-determination   (they feel free to choose 

how to do their work;  they are not micromanaged).   

      Empowered people have a sense of  meaning  (they feel that their work is 

important to them;  they care about what they are doing) .   

      Empowered people have a sense of  competence   (they feel confident about their 

ability to do their work well;  they know they can perform).   

      Empowered people have a sense of  impact  (they believe that they can have 

influence on their work unit;  others listen to their ideas) .       

         D i scount has a  cu l ture of empowerment.  As Jay Singer,  D iscounts 

president and  CEO,  notes:  We want a  cu lture where people .  .  .  feel  

va lued  every day.  We want an  environment where they feel  their con-

tributions are sign ificant and  that their roles tru ly matter.   In  201 3 ,  

D iscount was named  one of Canadas 1 0  Most Admired  Corporate 

Cu ltures in  the Growth  & Smal l  Cap category by Waterstone Human  

Capital .  Pictured  here are executives David  M inas,  Susan  Bal l ,  Al  Nan j i ,  

J ay Singer,  and  Barry Singer.  44 
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         At Vancouver-based  Great Li ttle  Box Company (GLBC ),  which  designs and  manufactures corrugated  con-

tainers,  employees are g iven  the freedom to do whatever they feel  i s  necessary and  appropriate to make 

customers happy.  I f a  customer i s  d i ssatisfied  with  the product,  the employee can  say,  OK,  I  l l  bring  th is 

product back and  return  i t for you,  without having  to get prior authorization .
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 When employees  are empowered,  they are expected 

to act,  at least in a small way,  as owners of the company,  

rather than just employees.  Ownership is not necessary in 

the financial  sense,  but in terms of identifying with the 

goals and mission of the organization.  For employees to 

be empowered,  however,  and have an ownership mentality,  

four conditions need to  be met,  according to  Professor 

Dan Ondrack at the Rotman School of Management at the 

University of Toronto:  50  

       There must be a clear definition of the values and mission of the company.   

      The company must help employees acquire the relevant skills.   

      Employees need to be supported in their decision making,  and not criticized 

when they try to do something extraordinary.   

      Employees need to be recognized for their efforts.    

  Exhibit   8-2    outlines what two researchers discovered in studying the characteristics 

of empowered people.     

  The Abuse of Power 
 Studies indicate that when someone is in a position of power,  he or she may be more 

willing to exert that power.  51    Focus on Research   shows how this idea played out in one 

particular study.     

 The Cookie Experiment 

  Who  eats  the  fourth  cookie?   I n  a  study known  a s  th e 

 cookie  experiment,  three psycholog ists i nstructed  teams of 

three students to write a  short paper during  a  meeting.  52   Two 

of the  team  members  (the   subord inates )  were  to  do the 

actual  wri ting ,  and  the th i rd  team  member (the  boss ) was 

assigned  to evaluate the work and  determine the pay the two writers would  receive.  Part 

way through  the meeting,  experimenters brought in  a  plate of five cookies.  As expected,  

   FOCUS ON  RESEARCH 

EXHIBIT 8-2   Characteristics of Empowered People      

  Robert E.  Quinn  and  Gretchen  M .  Spreitzer,  in  their research  on  the characteristics of 

empowered  people (through  both  in-depth  interviews and  survey analysis),  found  four 

characteristics that most empowered  people have in  common:

  Self-determination: They choose how to do their work (they are not m icromanaged).

   Sense of meaning:  They care about what they do because they consider what they do 

has an  important purpose.

   Sense of competence:  They bel ieve that they have the abi l i ty to perform  their 

work wel l .

   Sense of impact:  They bel ieve that their ideas are l i stened  to and  that they can  

influence work outcomes.   

  Source:   Based  on  R.  E .  Qu inn  and  G .  M .  Spreitzer,   The Road  to Empowerment:  Seven  Questions 

Every Leader Should  Consider,   Organizational Dynamics  ,  Autumn  1 997,  p.   41  .   

 What do you  

need to be truly 

empowered? 
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 Below we examine ways in which power can be unacceptably exhibited at work.  

  Harassment in  the  Workplace   

 People who engage in harassment in the workplace are typically abusing their power 

position.  The manageremployee relationship best characterizes an unequal power 

relationship,  where position power gives the manager the capacity to  reward and 

coerce.  Managers  give employees  their assignments,  evaluate their performance,  

make recommendations for salary adjustments  and promotions,  and even decide 

whether employees retain their job.  These decisions give a manager power.  Since 

employees want favourable performance reviews,  salary increases,  and the like,  its 

clear that managers control  the resources that most employees consider important 

and scarce.  

 Although co-workers do not have position power,  they can have influence and 

use it to  harass peers.  In fact,  although co-workers appear to  engage in somewhat 

less severe forms of harassment than do managers,  co-workers are the most frequent 

perpetrators of harassment,  particularly sexual harassment,  in organizations.  How 

do co-workers exercise power?  Most often they provide or withhold information,  

cooperation,  and support.  

 Some categories of harassment have long been illegal in Canada,  including those 

based on race,  religion,  and national origin,  as well as sexual harassment.  Unfortunately,  

some types of harassment that occur in the workplace are not deemed illegal,  even 

if they create problems for employees and managers.  We focus here on two types of 

harassment that have received considerable attention in the press:  workplace bullying 

and sexual harassment.  

  Workplace Bul lying 

 Many of us  are  aware,  anecdotally if not personally,  of managers  who  harass 

employees,  demanding overtime without pay or excessive work performance.  Further,  

some of the recent stories of workplace violence have reportedly been the result of an 

employee feeling intimidated at work.  In research conducted in the private and public 

sector in southern Saskatchewan,  Cleste Brotheridge,  a professor at the Universit du 

Qubec  Montral,  found that bullying was prevalent in the workplace.  Forty percent 

of the respondents noted that they had experienced one or more forms of bullying 

weekly in the past six months.  Ten percent experienced bullying at a much greater 

level:  five or more incidents a week.  Brotheridge notes that bullying has a negative 

effect on the workplace:  Given bullyings deleterious effects on employee health,  it 

is reason for concern.  53   

 There is no clear definition of workplace bullying,  and Marilyn Noble,  a Fredericton-

based adult educator,  remarks that in some instances a fine line exists between managing 

and bullying.  However,  recent research suggests that bosses who feel inadequate or over-

whelmed are more likely to bully.  54  As one of the studys co-authors explained:  The 

 6  Show the connection  

between harassment 

and  the abuse of power.  

no one ate the fi fth  cookie (ru les of etiquette suggest that one should  not eat the last i tem  

on  a  plate).  The researchers were interested,  then,  in  who ate the fourth  cookie,  g iven  that 

i t was extra.   Bosses  were far more l ikely to take the fourth  cookie than   subordinates,  

and  were much  more l ikely to chew with  their mouths open  and  scatter crumbs widely,  

signs that their power enabled  them  to act in  less-inh ibited  ways.  

 The  authors  concluded  that people  wi th  power behave  very d i fferently than  those 

wi thout i t.  Powerfu l  people  are  genera l ly l ess  inh ibi ted  and  sometimes act in  counter-

normative ways.  Powerless people  are more l ikely to feel  negative moods and  emotions,  

to  attend  to pun ishment and  threat,  to make more carefu l ,  control led  judgments about 

others  i n tentions,  atti tudes,  and  actions,  and  to  inh ib i t thei r own  behaviours  and  act 

contingently upon  others.    
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combination of having a high-power role and fearing that one is not up to the task   

causes power holders to lash out.  55   

 The effects  of bullying can be devastating.  Professors Sandy Hershcovis  of the 

University of Manitoba and Julian Barling of Queens University found that the conse-

quences of bullying were more harmful to its victims than those who suffered sexual 

harassment.  Bullied employees more often quit their jobs,  were less satisfied with their 

jobs,  and had more difficult relationships with their supervisors.  56   

 Quebec introduced the first anti-bullying labour legislation in North America on 

June 1 ,  2004.  The legislation defines psychological harassment as any vexatious behav-

iour in the form of repeated and hostile or unwanted conduct,  verbal comments,  actions 

or gestures that affect an employees dignity or psychological or physical integrity and 

that results in a harmful work environment for the employee.  57  Under the Quebec 

law,  bullying allegations will be sent to mediation,  where the accuser and the accused 

will work with an independent third party to try to resolve the problem.  If mediation 

fails,  employers who have allowed psychological harassment can be fined up to $10 000 

and ordered to pay financial damages to the victim.  WorkSafeBC has also developed 

occupational health and safety policies to help employers and prevent and address 

workplace bullying.  58   OB on the EdgeWorkplace Bullying on pages 340345  looks at 

this matter more closely.   

  Sexual  Harassment 

 Sexual harassment is wrong.  It can also be costly to employers.  Just ask executives at 

Walmart,  the World Bank,  and the United Nations.  59   The Supreme Court of Canada 

defines   sexual harassment   as unwelcome behaviour of a sexual nature in the work-

place that negatively affects the work environment or leads to  adverse job-related 

consequences for the employee.  60  Despite the legal  framework for defining sexual 

harassment,  disagreement continues as to what  specifically  constitutes sexual harass-

ment.  Sexual harassment includes unwanted physical touching,  recurring requests for 

dates when it is made clear the person is not interested,  and coercive threats that a 

person will lose her or his job if she or he refuses a sexual proposition.  The problems 

of interpreting sexual harassment often surface around some of its more subtle forms

unwanted looks or comments,  off-colour jokes,  sexual artifacts such as nude calendars 

in the workplace,  sexual innuendo,  or misinterpretations of where the line between 

being friendly ends and harassment begins.    

 Most studies confirm that the concept of power is central to understanding sexual 

harassment.  61   This seems true whether the harassment comes from a supervisor,  a 

co-worker,  or an employee.  Sexual harassment is more likely to occur when there are 

large power differentials.  The supervisoremployee dyad best characterizes an unequal 

power relationship,  where formal power gives the supervisor the capacity to reward and 

coerce.  Because employees want favourable performance reviews,  salary increases,  and 

the like,  supervisors control resources most employees consider important and scarce.  

Thus,  sexual harassment by the manager typically creates the greatest difficulty for those 

being harassed.  If there are no witnesses,  its the victims word against the harassers.  

Has this manager harassed others,  and,  if so,  will  those others come forward or fear 

retaliation? Male respondents in one study in Switzerland who were high in hostile 

sexism reported higher intentions to  sexually harass in organizations that had low 

levels of justice,  suggesting that failure to have consistent policies and procedures for 

all employees might actually increase levels of sexual harassment.  62  

 Employers in Canada are expected to protect their employees with sexual harass-

ment policies.  Some employers have developed sexual harassment policies,  and some 

go further,  either banning workplace romances or requiring them to be reported to 

management.  Lying about a workplace affair got one manager fired,  as   OB in the 

Workplace   shows.     

  sexual  harassment      Unwelcome 

behaviour of a sexual  nature in  the 

workplace that negatively affects the 

work environment or leads to adverse 

job-related consequences for the 

employee.    
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 I ts  Not About the Affair,  I ts About the Coverup 

  Should  an  employee be fired  for lying  about a  workplace affair?  Bryan Reichard,  

a 41 -year-old married manager at Kitchener-based Kuntz Electroplating,  had an affair 

with one of the companys administrative assistants.  63   She was single and 26.  

 In order to prevent sexual harassment lawsuits,  Kuntz implemented a non-fraternization 

policy,  which specified that employees in romantic relationships needed to notify their 

manager.  Reichard was repeatedly asked if he was having an affair with the administrative 

assistant,  but he denied it.  Kuntz did not forbid office relationships,  so Reichard would 

not have been disciplined for having a workplace affair.  

 However,  Reichard was eventually terminated for lying about the affair.  The decision 

was appealed,  and Kuntzs decision to terminate Reichard was upheld.  The judge hearing 

the case gave his reasoning in his December 2011  judgment:  Kuntz had every right to 

consider that Reichards wilful misconduct seriously called into question the trust,  integ-

rity and honesty required for him to perform his duties as a manager and that Kuntzs 

lack of trust in Reichard was sufficient to terminate him for cause.   

   OB I N  TH E  WORKPLACE 

 In addition to its legal repercussions,  sexual harassment obviously has a negative 

impact on the work environment.  Sexual harassment negatively affects job attitudes 

and leads those who feel harassed to withdraw from the work (for example,  avoiding 

work,  failing to attend scheduled meetings) .  In fact,  perceptions of sexual harassment 

are more likely than workplace bullying to lead to work withdrawal.  64  It also appears 

that sexual harassment has health consequences.  Women exposed to workplace sexual 

harassment reported psychological distress two years after the harassment occurred.  65   

 Workplaces are not the only place where sexual harassment occurs.  While noncon-

sensual sex between professors and students is rape and subject to criminal charges,  

its  harder to  evaluate apparently consensual  relationships that occur outside the 

classroom.  There is some argument over whether truly consensual sex is ever possible 

between students and professors.  In an effort to underscore the power discrepancy and 

potential for abuse of it by professors,  in 2009  Yale University implemented a policy 

forbidding romantic relationships between professors and undergraduate students.  66  

Deputy Provost Charles Long explained the universitys decision:  I  think we have a 

responsibility to protect students from behavior that is damaging to them and to the 

objectives for their being here.  Most universities have been unwilling to adopt such 

an extreme stance,  and its not clear that in Canada such a policy would stand up in 

the courts.  Carleton University does not prohibit relationships between individuals in 

authority and those who are not,  but does include the following statement in its sexual 

harassment policy:  No individual in a position of authority is permitted to grade or 

supervise the performance of any student,  or evaluate an employee or a colleague,  with 

whom they are sexually involved or have been within the past five years.  67  

 A recent study found that nearly two-thirds of university students experience some 

type of sexual harassment,  but most of these incidents go unreported.  68  However,  much 

of this harassment comes from student-on-student incidents.  Matt Abbott,  a student at 

the University of New Brunswick,  says that certain aspects of sexual violence are almost 

normal within the dating culture in campus communities.  Iain Boekhoff,  the editor-

in-chief of Western Universitys Frosh issue of the  Gazette  ,  came under fire in August 

2014 for publishing an article telling first-year students how to sexually harass their 

teaching assistants (TAs) .  Boekhoff defended the article as being relatively tame.  Two 

years ago it was just straight,  How to have sex with your TA, as one of the 50 or 100 

things to do before you leave Western, he said.  69   Is it any wonder,  then,  that University 
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of British Columbia student Anoushka Ratnarajah notes that the line with respect to 

sexual harassment and the issue of consent are still fuzzy for many students? 70  

 Sexual harassment can wreak havoc on an organization,  not to  mention on the 

victims themselves.  But it can be avoided.  A managers role in preventing sexual harass-

ment is  critical.  Managers can protect themselves and their employees from sexual 

harassment in the following ways:  

       Make sure an active policy defines what constitutes sexual harassment,  

informs employees that they can be fired for sexually harassing another 

employee,  and establishes procedures for making complaints.   

      Reassure employees that they will not encounter retaliation if they issue a 

complaint.   

      Investigate every complaint and inform the legal and human resource 

 departments.   

      Make sure that offenders are disciplined or terminated.   

      Set up in-house seminars to raise employee awareness of sexual harassment 

issues.    

 Should workplaces ban all forms of sexual behaviour as a way of preventing harass-

ment?  Focus on Ethics   considers this question.        

 Sex at Work 

  Should  romantic relationships be prohibited at work?  The 

d i ffi cu l ty i n  mon i tori ng  and  defi n i ng  sexua l  h a rassment a t 

work has led  some organ izations to  go beyond  d iscourag ing  

overt  sexua l l y h a rassi ng  behaviours.  7 1   C ompan i es  rang i ng  

from  Walmart to Staples to Xerox have d iscipl ined  employees 

for workplace romances and  upheld  pol icies that ban  h ierarch ical  romantic relationsh ips,  

such  as between  a  supervisor and  a  subord inate.  The idea  i s  that such  relationsh ips are  

so fraught with  potentia l  for abuse of power that they cannot possibly be consensual  for 

extended  periods of time.  Surveys by the Society of Human  Resource Management suggest 

that concerns  about both  potentia l  sexua l  harassment and  lowered  productivi ty have 

motivated  prohibitions on  workplace romances.  However,  eth icists and  legal  scholars have 

thrown  some  no romance  pol icies into question  on  the grounds they are patron izing  or 

invade employee privacy.  

 What does organ izationa l  behaviour research  have  to  say about  consensual  sexua l  

behaviour at work?  One study of more than  1 000 respondents found that 40 percent were 

exposed to sexual  behaviour in  some form in  the past year.  Counter to the idea that al l  sexual  

behaviour at work is negative,  some female and  many male respondents reported  enjoying  

the experience.  However,  exposure to sexual  behaviour at work was negatively related  to 

performance and  psychological  wel l-being.  People may report enjoying  it,  but i t m ight be 

hurting  their productivity and  wel l-being  anyway.   

 FOCUS ON  ETHICS 

  Politics:  Power in  Action  

  When  the  stories  of the  fi rst vi deo  pu rported ly showing Rob Ford  smoking crack coca ine 

surfaced  i n  M ay 2013,  Ford  persistently den ied  both  the existence of the video,  and  tha t he 

smoked  crack.  72   N ot everyone bel i eved  h i s  d en ia l ,  and  the  story pu t Torontos  mayor i n to 

the i n terna tiona l  news.  Some members of ci ty counci l ,  as  wel l  as  the ed i toria l  boards of the 

National Post ,   Toronto Sun  ,  and   Toronto Star ,  ca l l ed  for Ford  to  step down .  Ford  refused  to 

resign ,  fi red  h is  ch ief of staff,  and  faced  the resignation  of six staff members.  

 7  Identify the causes and 
consequences of pol itical  

behaviour.  
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 I n  N ovember 2013,  the  Globe and Mail  publ i shed  photos  taken  from  a  second  video tha t 

showed  Ford  smoking crack.  The pol ice subsequently con fi rmed  the exi stence of the video.  

Ford  apologi zed  for h i s  actions,  cl a im ing he d id  not rea l l y remember them ,  and  announced  

that he  was going in to rehab for d rug and  a lcohol  abuse.  But he adamantly sa id  he wou ld  not 

resign  from  office,  even  in  the face of some counci l  members suggesting that he do just tha t.  

 That Ford  d id  not resign  despi te th is  very publ ic scanda l  ind icates that he used  h is pol i tica l  

ski l ls  wisely.  He made sure that h is a l l ies were supportive of h im  to keep h is  detractors a t bay.  

How can  pol i tics help you  save your career?    

 When people get together in groups,  power will be exerted.  People want to carve out 

a niche from which to exert influence,  to earn awards,  and to advance their careers.  73   

When employees in organizations convert their power into action,  we describe them as 

being engaged in politics.  Those with good political skills have the ability to use their 

bases of power effectively.  74  In this section,  we look at political behaviour,  including 

the types of political activity people use to try to  influence others,  and impression 

management.  Political skills are not confined to adults,  of course.  Even young children 

are quite adept at waging careful,  deliberate campaigns to wear their parents down,  so 

that they can get things that they want.  

  Definition  of Pol itical  Behaviour 

 There is no shortage of definitions for organizational politics.  One clever definition of 

politics comes from Tom Jakobek,  Torontos former budget chief,  who said,  In politics,  

you may have to go from A to C to D to E to F to G and then to B.  75   Essentially,  this 

type of politics focuses on the use of power to affect decision making in an organization,  

or on self-serving and organizationally unsanctioned behaviours.  76  

 For our purposes,  we will define   political behaviour   in organizations as those activi-

ties that are outside ones formal role and that influence,  or attempt to influence,  the 

distribution of advantages and disadvantages within the organization.  77    

  political  behaviour      Those 

activi ties that influence,  or attempt 

to influence,  the distribution  of 

advantages and disadvantages within  

the organization.    

         When  American  figure skater Johnny Weirs low scores were announced  at the mens 201 0 Olympic Figure 

Skating  finals,  a lmost the enti re crowd  booed  the judges in  the Vancouver stad ium.  Some thought that 

the judges were engaging  in  pol i tics to send  a  message to h im  that h is style of artistic skating  was not 

mascul ine  enough  for the sport.  Although  he fa i led  to win  an  Olympic medal ,  he was asked  to be a  

commentator for NBC  for skating  events during  the 201 4 Winter Olympics in  Soch i .
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 This definition encompasses key elements from what most people mean when they 

talk about organizational politics.  Political  behaviour is  outside ones specified job 

requirements.  The behaviour requires some attempt to use ones bases of power.  Our 

definition also encompasses efforts to influence the goals,  criteria,  or processes used 

for decision making when we state that politics is  concerned with the distribution 

of advantages and disadvantages within the organization.  Our definition is broad 

enough to include such varied political  behaviours as withholding key information 

from decision makers,  j oining a coalition,  whistle-blowing,  spreading rumours,  

leaking confidential  information about organizational  activities  to  the media,  

exchanging favours with others in the organization for mutual benefit,  and lobbying 

on behalf of or against a particular individual  or decision alternative.   Exhibit   8 -3     

provides a quick measure to  help you assess how political your workplace is.    

    EXHIBIT 8-3   A Quick Measure of How Political  Your Workplace Is      

  How pol i tical  i s  your workplace?  Answer the 1 2  questions using  the fol lowing  scale:

 SD  =  Strongly disagree

 D = Disagree

 U   =  Uncertain

 A  =  Agree

 SA  =  Strongly agree

 1 .  Managers often  use the selection  system  to h i re on ly people who can  help  them  in  their future.  ______

 2 .  The ru les and  pol icies concern ing  promotion  and  pay are fa i r;  i ts how managers carry out the pol icies 

that i s  unfair and  sel f-serving.  ______

 3 .  The performance ratings people receive from  their managers reflect more of the managers   own  agenda  

than  the actual  performance of the employee.  ______

 4.  Although  a  lot of what my manager does around  here appears to be d i rected  at helping  employees,  

i ts  actual ly intended  to protect my manager.  ______

 5 .  There are cl iques or  in-groups  that h inder effectiveness around  here.  ______

 6.  My co-workers help  themselves,  not others.  ______

 7 .  I  have seen  people del iberately d istort information  requested  by others for purposes of personal  gain ,  

either by withhold ing  i t or by selectively reporting  i t.  ______

 8.  I f co-workers offer to lend  some assistance,  i t i s  because they expect to get someth ing  out of i t.  ______

 9.  Favouritism  rather than  merit determines who gets ahead  around  here.  ______

 1 0.  You  can  usual ly get what you  want around  here i f you  know the right person  to ask.  ______

 1 1 .  Overal l ,  the ru les and  pol icies concern ing  promotion  and  pay are specific and  wel l -defined.  ______

 1 2 .  Pay and  promotion  pol icies are general ly clearly communicated  in  th is organ ization.  ______

This questionnaire taps the three sa l ient d imensions that have been  found  to be related  to perceptions of pol i tics:  manager 

behaviour;  co-worker behaviour;  and  organ izational  pol icies and  practices.  To  ca lcu late  your score for i tems 1 1 0,  g ive 

yoursel f 1  point for Strong ly d i sagree;  2  points  for D i sagree;  and  so  forth  (through  5  points  for Strong ly agree).  For 

i tems 1 1  and  1 2 ,  reverse  the  score  (that i s,  1  point for Strong ly agree,  etc. ).  Sum  up  the  tota l :  The h igher the  tota l  

score,  the greater the  degree of perceived  organ izationa l  pol i ti cs.   

  Source:   G .  R.  Ferris,  D.  D.  Frink,  D.  P.  S.  Bhawuk,  J .  Zhou,  and  D.  C .  G i lmore,   Reactions of D iverse Groups to Pol i tics in  the Workplace,  

 Journal of Management  22 ,  no.  1  (1 996),  pp.   32   33  .   
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  RESEARCH  FINDINGS:  Po l i ti cki ng  

 Individuals who successfully engage in politicking can achieve favourable 

outcomes.  But for most peoplewho have modest political  skills  or are 

unwilling to play the politics gameoutcomes tend to be predominantly negative.  80  

There is,  for instance,  very strong evidence indicating that perceptions of organizational 

politics are negatively related to job satisfaction.  81   The perception of politics also tends 

to increase job anxiety and stress.  This seems to be because of the perception that,  

by not engaging in politics,  a person may be losing ground to others who are active 

politickers,  or,  conversely,  because of the additional pressures individuals feel because 

of having entered into and competing in the political arena.  82  Not surprisingly,  when 

politicking becomes too much to handle,  it can lead employees to quit.  83   

 Researchers have also noted two interesting qualifiers.  First,  the politicsperformance 

relationship appears to be moderated by an individuals understanding of the hows 

and whys of organizational politics.  An individual who has a clear understanding of 

who is responsible for making decisions and why they were selected to be the decision 

makers would have a better understanding of how and why things happen the way 

they do than someone who does not understand the decision-making process in the 

organization.  84  When both politics and understanding are high,  performance is likely 

to increase because the individual will see political actions as an opportunity.  This is 

consistent with what you might expect among individuals with well-honed political 

skills.  But when understanding is low,  individuals are more likely to see politics as a 

threat,  which can have a negative effect on job performance.  85   

 Second,  perceptions of political behaviour at work influence the extent to which 

ethical  leadership affects organizational citizenship behaviour.  86   One study found 

that male employees were more responsive to ethical leadership and showed the most 

  The  Real ity of Pol itics 

 Why,  you may wonder,  must politics exist?  Isnt it possible for an organization to be 

politics-free? Its  possible  ,  but most unlikely.  Organizations are made up of individuals 

and groups with different values,  goals,  and interests.  78   This sets up the potential for 

conflict over the allocation of limited resources,  such as departmental budgets,  space,  

project responsibilities,  and salary adjustments.  79   If resources were abundant,  then all 

constituencies within the organization could satisfy their goals.  But because they are 

limited,  not everyones interests can be satisfied.  Furthermore,  gains by one individual 

or group are often  perceived   as coming at the expense of others within the organization 

(whether they are or not) .  These forces create real competition among members for the 

organizations limited resources.  

 Maybe the most important factor behind politics within organizations is the realiza-

tion that most of the facts that are used to allocate the limited resources are open to 

interpretation.  What,  for instance,  is  good  performance? What is an  adequate  improvement?  

What constitutes an  unsatisfactory  job? Its in this large and ambiguous middle ground 

of organizational lifewhere the facts  dont  speak for themselvesthat politics flourish.     
 Finally,  because most decisions must be made in a climate of ambiguitywhere facts 

are rarely fully objective,  and thus are open to interpretationpeople within organiza-

tions will use whatever influence they can to spin the facts to support their goals and 

interests.  That,  of course,  creates the activities we call  politicking .  For more about how 

one engages in politicking,  see  From Concepts to Skills   on pages  305    307 .  

 Therefore,  to answer the earlier question about whether it is possible for an orga-

nization to  be politics-free,  we can say yesbut only if all  the members of that 

organization hold the same goals and interests,  organizational resources are not scarce,  

and performance outcomes are completely clear and objective.  However,  that does not 

describe the organizational world in which most of us live.    

M08_LANG7855_07_SE_C08. indd   293 2/9/1 5   1 2:30 PM



294 Part 3  I n teracti ng  E ffecti ve l y

 Powerfu l  Leaders Keep 
Their (Fr)Enemies C lose 

  Is  i t really wise to keep your enemies close?  We have a l l  

heard  the term   frenemies  used  to describe friends who are 

a l so  ri va l s  or people  who act l i ke  fri ends but secretly d i sl i ke 

each  other.  88   Some  observers  h ave  a rgued  tha t  frenem ies 

are  increasing  at work due to the  abundance of very close,  intertwined  relationsh ips that 

bridge peoples professional  and  personal  l ives.  

 Recent research  based  on  th ree experimenta l  stud ies found  that a  dominant l eader 

chose to work in  the same room  with  a  riva l  ingroup member,  even  when  instructed  that 

they would  probably perform better apart;  to si t closer to the rival  when  working  together;  

and  to express an  expl icit preference to be closer to the rival .  The primary reason  dominant 

leaders wanted  to be closer to rivals was to monitor the rivals  behaviour and  performance 

and  protect their power.  

 The research  a l so found  that the  keeping  enemies closer  effect was strong  under 

certa in  cond i tionswhen  a  ri va l  was socia l l y dom inant,  when  a  dominant l eader fel t 

competition  from the rival ,  and  when  the rewards and  abi l i ty to serve as a  dominant leader 

were dependent on  the rival s performance.  

 These resu lts suggest that the concept of frenemies i s very real  and  that we choose to 

keep our rivals close so  we can  keep an  eye on  the competition  they provide.   

     FOCUS ON  RESEARCH 

organizational citizenship behaviour when levels of both politics and ethical leadership 

were high.  Women,  on the other hand,  appear most likely to engage in organizational 

citizenship behaviour when the environment is consistently ethical and  apolitical.   

  Types of Pol itical  Activity 

 People engage in a variety of political  activities  in  organizations,  including the 

following:  87  

        Attacking or blaming others.   Used when trying to avoid responsibility for failure.   

       Using information.   Withholding or distorting information,  particularly to hide 

negative information.   

       Managing impressions.   Bringing positive attention to oneself or taking credit for 

positive accomplishments of others.   

       Building support for ideas.   Making sure that others will support ones ideas 

before they are presented.   

       Praising others.   Making important people feel good.   

       Building coalitions.   Joining with other people to create a powerful group.   

       Associating with influential people.   Building support networks.   

       Creating obligations.   Doing favours for others so 

they will owe you favours later.    

 Individuals use these political  activities  for different 

purposes.  Some of these activities (such as attacking or 

blaming others)  are more likely to be used to defend ones 

position,  while other activities (such as building support 

for ideas and managing impressions)  are meant to enhance 

ones image.  Evidence suggests that keeping your enemies 

close to  you makes some sense politically,  as   Focus  on 

Research   indicates.         

 Why do some 

people seem to 

engage in  pol i tics 

more than  

others? 
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  Impression  Management 

 The process by which individuals attempt to control the impression others form of them 

is called   impression management  .  89   Being perceived positively by others should have 

benefits for people in organizations.  It might,  for instance,  help them initially to get 

the jobs they want in an organization and,  once hired,  to get favourable evaluations,  

superior salary increases,  and more rapid promotions.  In a political context,  it might 

help bring more advantages their way.       

 Who might we predict will  engage in impression management?  No surprise here.  

Its our old friend,  the high self-monitor  (see  Chapter   2    )  .  90  Low self-monitors tend to 

present images of themselves that are consistent with their personalities,  regardless of 

the beneficial or detrimental effects for them.  In contrast,  high self-monitors are good at 

reading situations and moulding their appearances and behaviour to fit each situation.  

 Keep in mind that when people engage in impression management,  they are sending 

a false message that might be true under other circumstances.  91   Excuses,  for instance,  

may be offered with great sincerity.  You may  actually  believe that ads contribute little to 

sales in your region.  But misrepresentation can have a high cost.  92  So the impression 

manager must be cautious not to be perceived as insincere or manipulative.  93     

  impression  management      The 

process by which  individuals attempt 

to control  the impression  others form 

of them.    

 8  Apply impression  man-

agement techniques.  

  RESEARCH  FINDINGS:  Impressi on 

Managemen t Techn i ques 

 Researchers  have found that people have mixed reactions  when they 

encounter impression management by others.  Participants in a study in Switzerland 

disliked an experimental  confederate who claimed to be a personal  friend of the 

well-liked Swiss tennis star Roger Federer,  but they generally liked confederates who 

just said they were fans.  94  Another study found that when managers attributed an 

employees  organizational citizenship behaviour to  impression management,  they 

actually felt angry (probably because they felt manipulated)  and gave subordinates 

lower performance ratings.  When managers attributed the same behaviours to pro-

social  values and concern about the organization,  they felt happy and gave higher 

performance ratings.  95   

 The evidence indicates  that most j ob  applicants use 

impression management techniques in interviews 96  and 

that,  when impression management behaviour is  used,  

it works.  97   In  one study,  for instance,  interviewers  felt 

that applicants for a position as a customer-service repre-

sentative who used impression management techniques 

performed better in the interview,  and they seemed some-

what more inclined to  hire these people.  98   Moreover,  

when the researchers considered applicants  credentials,  

they concluded that it was the impression management techniques alone that influ-

enced the interviewers.  That is,  it did not seem to matter if applicants were well  or 

poorly qualified.  If they used impression management techniques,  they did better in 

the interview.     

 Research indicates that some impression management techniques work better in 

interviews than others.  Researchers have compared applicants who used techniques 

that focused on promoting ones accomplishments (called  self-promotion  )  to applicants 

who used techniques that focused on complimenting the interviewer and finding 

areas of agreement (referred to as  ingratiation  ) .  In general,  applicants appear to use 

self-promotion more than ingratiation.  99   What is  more,  self-promotion tactics may 

be more important to interviewing success.  Applicants who work to create an appear-

ance of competence by enhancing their accomplishments,  taking credit for successes,  

 In  what si tuations 

does impression  

management 

work best? 
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         Organ izations foster pol i ticking  when  they reduce resources in  order to improve performance.  After 

announcing  plans to downsize i ts  g lobal  workforce of 1 00 000 employees to increase i ts competitiveness,  

French  pharmaceutical  fi rm  Sanofi  stimulated  pol i tical  activi ty among  employees,  who organ ized  protests 

against the job cuts.
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and explaining away failures do better in interviews.  These effects reach beyond the 

interview:  Applicants who use more self-promotion tactics also seem to  get more 

follow-up job-site visits,  even after adjusting for grade-point average,  gender,  and job 

type.  Ingratiation also works well in interviews,  meaning that applicants who compli-

ment the interviewer,  agree with his or her opinions,  and emphasize areas of fit do 

better than those who dont.  100  

 In terms of performance ratings,  the picture is quite different.  Ingratiation is posi-

tively related to performance ratings,  meaning that those who ingratiate with their 

supervisors get higher performance evaluations.  However,  self-promotion appears to 

backfire:  Those who self-promote actually seem to receive  lower  performance evalua-

tions.  101   There is an important qualifier to this general result.  It appears that individuals 

high in political skill are able to translate impression management into higher perfor-

mance appraisals,  whereas those lower in political skill  are more likely to be hurt by 

their attempts at impression management.  102  

 What explains these results?  If you think about them,  they make sense.  Ingratiating 

always works because everyoneboth interviewers and supervisorslikes to be treated 

nicely.  However,  self-promotion may work only in interviews and backfire on the job 

because,  whereas the interviewer has little idea whether you are blowing smoke about 

your accomplishments,  the supervisor knows because its his or her job to observe you.  

Thus,  if you are going to self-promote,  remember that what works in an interview will 

not always work once you are on the job.  

  The  Ethics of Behaving Political ly   

 Although there are no  clear-cut ways to  differentiate ethical  from unethical  poli-

ticking,  there are questions you should consider.  For example,  what is  the utility of 

engaging in politicking?  Sometimes we do it for little good reason.  Louis LaPierre,  

the former head of the New Brunswick Energy Institute,  had his Order of Canada 

taken away from him in June 2014 after it came to light that he had lied about his 

 9  Determine whether a 

pol i tical  action  is  ethical .  
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academic record.  LaPierre,  who had been a professor at the University of Moncton 

for 30 years,  had long claimed he earned a Ph.D.  in ecology from the University of 

Maine,  when,  in fact,  he had earned a Ph.D.  in education from Walden University in 

Minnesota.  LaPierre likely had a lot to gain by claiming he had a degree in science,  

rather than in education.  103   Outright lies like this may be a rather extreme example 

of impression management,  but many of us have at least distorted information to 

make a favourable impression.  One thing to keep in mind is whether its really worth 

the risk.  For LaPierre,  in the end,  it really was not.  Another question to  ask is  this:  

How does the utility of engaging in the political behaviour balance out any harm 

(or potential harm)  it will  do to others?  Complimenting a supervisor on his or her 

appearance in order to  gain favour is  probably much less  harmful than grabbing 

credit for a project that you dont deserve,  as  Case IncidentBarrys Peer Becomes His 

Boss   on page  304  indicates.     
 Finally,  does the political  activity conform to  standards  of equity and justice?  

Sometimes its  difficult to weigh the costs and benefits of a political action,  but its 

ethicality is clear.  The department head who inflates the performance evaluation of a 

favoured employee and deflates the evaluation of a disfavoured employeeand then 

uses these evaluations to justify giving the former a big raise and nothing to the latter

has treated the disfavoured employee unfairly.  

 Unfortunately,  powerful people can become very good at explaining self-serving 

behaviours in terms of the organizations best interests.  They can persuasively argue 

that unfair actions are really fair and just.  Our point is  that immoral  people can 

justify almost any behaviour.  Those who are powerful,  articulate,  and persuasive 

are most vulnerable to ethical lapses because they are likely to  be able to get away 

with unethical practices successfully.  When faced with an ethical dilemma regarding 

organizational politics,  try to consider whether playing politics is  worth the risk and 

whether others might be harmed in the process.  If you have a strong power base,  

recognize the ability of power to corrupt.  Remember that its a lot easier for the power-

less to act ethically,  if for no other reason than they typically have very little political 

discretion to exploit.    

  GLOBAL IMPLICATIONS 

 Although culture might enter any of the topics we have covered to this point,  

three questions are particularly important:  (1 )  Does culture influence views 

on empowerment?  (2)  Does culture affect the influence tactics people prefer to use?  

(3)  Does culture influence how people respond to politics in the workplace? 

  Views on  Empowerment 

 Four US researchers  investigated the effects  of empowerment on employees  of a 

multinational firm by looking at four of the companys comparable plants:  one in the 

Midwestern United States,  one in central Mexico,  one in west-central India,  and one 

in the south of Poland.  104  These four locations were chosen because they differed on 

power distance and individualism  (concepts we discussed in  Chapter   3    )  .  India and 

Mexico are considered high in power distance,  and the United States is considered the 

lowest in power distance.  Mexico and India are high in collectivity,  the United States is 

highly individualistic,  and Poland is moderately individualistic.  

 The findings showed that Indian employees gave their supervisors low ratings when 

empowerment was high,  while employees in the other three countries rated their super-

visors favourably when empowerment was high.  In both the United States and Mexico,  

empowerment had no effect on satisfaction with co-workers.  However,  satisfaction with 

co-workers was higher when employees were empowered in Poland.  In India,  empower-

ment led to lower satisfaction with co-workers.  
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 Similar findings in a study comparing empowerment in the United States,  Brazil,  

and Argentina suggest that in hierarchical  societies,  empowerment may need to  be 

introduced with care.  105   Employees in those countries may be more used to working 

in teams,  but they also expect their manager to be the person with all  the answers.  

Professor Marylne Gagn of Concordias John Molson School of Business,  who has 

studied empowerment cross-culturally,  106   notes that in some cultures,  bosses cant 

ask the opinion of subordinates,  because it makes them appear weak.  So managers in 

these environments have to find other ways to make people feel autonomous.  There is 

no simple recipe.  107   

  Preference for I nfluence Tactics 

 Evidence indicates that people in different countries tend to prefer different influence 

tactics.  108  A study comparing managers in the United States and China found that US 

managers prefer rational appeal,  whereas Chinese managers prefer coalition tactics.  109   

These differences tend to be consistent with the values in these two countries.  Reason 

is consistent with the US preference for direct confrontation and the use of rational 

persuasion to  influence others and resolve differences,  while coalition tactics  are 

consistent with the Chinese preference for meeting difficult or controversial requests 

with indirect approaches.  Research also has shown that individuals in Western,  indi-

vidualistic cultures tend to engage in more self-enhancement (such as self-promotion)  

behaviours than individuals in Eastern,  more collectivistic cultures.  110  

 A study of Swedish,  German,  Czech,  Polish,  and Finnish managers found that 

Swedish managers saw mere differences in opinion as conflicts,  so  they adopted a 

conflict-avoidant strategy that emphasized more passive forms of persuasion.  111   German 

managers,  on the other hand,  saw disagreement as a useful opportunity to gain new 

knowledge and fostered some rational discussion as an influence technique.  Finnish 

managers preferred discussion-oriented influence tactics as well.  Czech and Polish 

managers believed managers were under pressure to halt conflicts quickly when they 

arose,  since conflict resolution is time consuming.  Therefore,  the Czech and Polish 

managers switched to more autocratic,  power-oriented influence styles.  

 Are the same influence tactics equally effective across a country? Although researchers 

usually compare two very different cultures,  it is also important to examine differences 

within a given culture,  because those differences can sometimes be greater than differ-

ences between cultures.  China is a big country with different cultures and traditions.  

A recent study of mainland Chinese,  Taiwanese,  and Hong Kong managers explored 

how the three cultural subgroups differ according to the influence tactics they prefer 

to use.  112  Although managers from all  three places believe that rational persuasion 

and exchange are the most effective influence tactics,  managers in Taiwan tend to use 

inspirational appeals and ingratiation more than managers from either mainland China 

or Hong Kong.  The study also found that managers from Hong Kong rate pressure as 

more effective in influencing others than do managers in Taiwan or mainland China.  

Such differences have implications for business relationships.  For example,  Taiwanese 

or mainland Chinese managers may be taken aback by the use of pressure tactics by a 

Hong Kong manager.  Likewise,  managers from Hong Kong may not be persuaded by 

managers from Taiwan,  who tend to use ingratiating tactics.  Such differences in influ-

ence tactics may make business dealings difficult.  Companies should address these 

issues,  perhaps making their managers aware of the differences within cultures.   

  Response  to  Politics in  the  Workplace 

 Almost all our conclusions on employee reactions to organizational politics are based 

on studies conducted in North America.  The few studies that have included other coun-

tries suggest some minor modifications.  113   One study of managers in US culture and 
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three Chinese cultures (Peoples Republic of China,  Hong Kong,  and Taiwan)  found 

that US managers evaluated gentle persuasion tactics such as consultation and inspi-

rational appeal as more effective than did their Chinese counterparts.  114  Other research 

suggests that effective US leaders achieve influence by focusing on personal goals of 

group members and the tasks at hand (an analytical approach),  whereas influential East 

Asian leaders focus on relationships among group members and meeting the demands 

of the people around them (a holistic approach).  115        

     Summary 
 An effective manager accepts the political nature of organizations.  Some people are 

significantly more politically astute than others,  meaning that they are aware of the 

underlying politics and can manage impressions.  Those who are good at playing politics 

can be expected to get higher performance evaluations and,  hence,  larger salary increases 

and more promotions than the politically nave or inept.  The politically astute are also 

likely to exhibit higher job satisfaction and be better able to neutralize job stressors.  

 Few employees relish being powerless in their job and organization.  People respond 

differently to the various power bases.  Expert and referent power are derived from an 

individuals personal qualities.  In contrast,  coercion,  reward,  and legitimate power 

are essentially organizationally derived.  Competence especially appears to offer wide 

appeal as a political skill.   

 LESSONS LEARNED 

       Effective leaders use expert 

and/or referent power.   

      To maximize your power,  

increase others dependence 

on you.   

      Politics is inevitable;  manag-

ing politics well is a skill.    

  SNAPSHOT SUMMARY 

  A Definition of Power  
 Bases of Power  

   Formal  Power 

   Personal  Power 

   Evaluating  the  Bases of 
Power  

  Dependency: The Key to 
Power 

   The General  Dependency 
Postulate  

   What Creates Dependence?  

  Influence Tactics  

  How Power Affects 
People  

  Empowerment: Giving 
Power to Employees  

   Defin i tion  of Empowerment 

  The Abuse of Power  

   Harassment in  the  Workplace 

  Politics: Power in  Action  

   Defin i tion  of Pol i tica l  
Behaviour 

   The Real i ty of Pol i tics 

   Types of Pol i tica l  Activity 

   Impression  Management 

   The Eth ics  of Behaving  
Pol i tical ly      

 Study,  practise,  and explore real  business situations with  these helpful  resources:  

       Study Plan:  Check your understanding  of chapter concepts with  self-study quizzes.   

      Online Lesson Presentations:  Study key chapter topics and work through  interactive 

assessments to test your knowledge and master management concepts.   

      Videos:  Learn  more about the management practices and strategies of real  

companies.   

      Simulations:  Practise management decision-making  in  simulated business environments.    

 MyManagementLab 

P I A
PERSONAL  

INVENTORY 

ASSESSMENT
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  for Review 

    1 .    What i s  power?   

   2.    What are the five bases of power?   

   3.    What i s  the role of dependence 

in  power relationsh ips?   

   4.    What are the n ine most often  

identified  power or influence 

tactics and  their contingencies?   

   5.    What does i t mean  to be 

empowered?  What factors lead  

to empowerment?   

   6.    What i s  the connection  between  

harassment and  the abuse of 

power?   

   7.    What are the causes and  conse-

quences of pol i tical  behaviour?   

   8.    What are some examples of 

impression  management tech-

n iques?   

   9.    What standards can  you  use to 

determine whether a  pol i tical  

action  is  eth ical?     

  for Managers 

   As a  manager who wants to maxi-

mize your power,  you  wi l l  want to 

increase others  dependence on  

you.  You  can,  for instance,  increase 

your power in  relation  to your boss 

by developing  knowledge or a  ski l l  

she needs and  for which  she per-

ceives no ready substi tute.   

   You  wi l l  not be a lone in  attempt-

ing  to bu i ld  your power bases.  

Others,  particu larly employees and  

peers,  wi l l  be seeking  to increase 

your dependence on  them,  wh i le  

you  are trying  to m in imize i t and  

increase their dependence on  you.  

Th is push  and  pu l l  i s  continual .   

   Try to  avoid  putting  others in  a  

position  where they feel  they have 

no power.   

   An  effective manager accepts the 

pol i tical  nature of organ izations.  

By assessing  behaviour in  a  pol i ti -

cal  framework,  you  can  better 

predict the actions of others and  

use that in formation  to formulate 

pol i tical  strategies that wi l l  ga in  

advantages for you  and  your work 

un it.   

   Consider that employees who 

have poor pol i tical  ski l l s  or are 

unwi l l ing  to play the pol i tics game 

general ly relate perceived  orga-

n izational  pol i tics to lower job 

satisfaction  and  self-reported  per-

formance,  increased  anxiety,  and  

h igher turnover.  Therefore,  i f you  

are good  at organ izational  pol i tics,  

help  your employees understand  

the importance of becoming  pol i t-

ical ly savvy.     

  for You 

   Power and  pol itics should  not 

simply be viewed  as a  winlose 

si tuation .  Through  power and  

pol i tics,  one bu i lds coal i tions to 

work together effectively.  I ts pos-

sible to make sure that everyone i s  

included.   

   There are a  variety of ways to 

increase your power in  an  organ i-

zation.  As an  example,  you  could  

acqu ire more knowledge about a  

si tuation  and  then  use that infor-

mation  to negotiate a  bonus with  

your employer.  Even  i f you  dont 

get the bonus,  the knowledge 

may help  you  in  other ways.   

   To increase your power,  consider 

how dependent others are on  

you.  Dependency i s  affected  by 

your importance and  substi tutabi l -

i ty and  by the scarcity of options.  

I f you  have needed  ski l l s  that no 

one else has,  you  wi l l  have more 

power.   

   Pol i tics i s  a  real i ty of most orga-

n izations.  Being  comfortable with  

pol i tics i s  important.  Pol i tics i s  

often  about making  deals with  

other people for mutual  gain .   

   Pol i tical  ski l l s  can  be developed.  

Remembering  to take time to join  

in  an  office bi rthday celebration  

for someone i s  part of developing  

the ski l l  of working  with  others 

effectively.        

at

Work 
  OB
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    We dont admit to wanting  everyth ing  that we secretly 

want.  1 1 6  Money i s  one example.  One psychologist found  

that few people would  admit to wanting  money,  but they 

thought everyone else wanted  i t.  They were half right

everyone wants money.  And  everyone wants power.  

 Harvard  psychologist David  McC lel land  was justi fiably 

famous for h is study of underlying  motives.  McC lel land  

would  measure peoples motivation  for power from  h is 

analysis of how people described  pictures (cal led  the 

Thematic Apperception  Test,  or TAT).  Why d idn t he sim-

ply ask people how much  they wanted  power?  Because 

he bel ieved  that many more people real ly wanted  power 

than  would  admit,  or even  consciously real ize.  That i s  

exactly what he found.  

 Why do we want power?  Because i ts good  for us.  I t 

g ives us more control  over our own  l ives.  I t g ives us more 

freedom  to do as we wish .  There are few th ings worse in  

l i fe  than  feel ing  helpless,  and  few better than  feel ing  in  

charge of your destiny.  

 Research  shows that people with  power and  status 

command  more respect from  others,  have h igher self-

esteem  (no surprise there),  and  en joy better health  than  

those of less stature.  

 Usual ly,  people who tel l  you  power does not matter 

are those who have no hope of getting  i t.  Being  jealous,  

l ike wanting  power,  i s  one of those th ings people just wi l l  

not admit to.   

    Of course i ts true that some people desire powerand  

often  behave ruth lessly to get i t.  For most of us,  how-

ever,  power i s  not h igh  on  our l i st of priori ties,  and  for 

some people,  power i s  actual ly undesirable.  

 Research  shows that most ind ividuals feel  uncomfort-

able when  placed  in  powerfu l  positions.  One study asked  

ind ividuals,  before they began  work in  a  four-person  team,  

to ind icate what  rank,  from  1  [h ighest]  to 4 [ lowest] ,  in  

terms of status and  influence with in  the group,  would  you  

l ike to ach ieve.  You  know what?  On ly about one-th ird  

(34 percent)  of participants chose the h ighest rank.  In  a  

second  study,  researchers studied  employees participat-

ing  in  Amazons Mechanical  Turk on l ine service.  They 

found  that when  employees were asked  about their rea-

sons for belonging  to the three groups (which  would  be a  

workplace,  a  volunteer group,  a  congregation,  etc. )  that 

were most important in  their l i fe,  the main  reason  was 

to gain  power to get respect.  I f they could  get respect 

without gain ing  power,  that i s  what most preferred.  In  a  

th ird  study,  the authors found  that ind ividuals preferred  

power on ly when  they had  h igh  abi l i tythat i s,  where 

their influence helped  their groups.  

 Th is interesting  research  suggests that we often  con-

fuse the desire for power with  other th ingsl ike the 

desire to be respected  and  to help  our groups and  orga-

n izations succeed.  In  these cases,  power i s  someth ing  

most of us seek for more benevolent endsand  on ly in  

cases when  we th ink the power does good.  

 Another study found  that the majori ty of people want 

respect from  their peers,  not power.  Cameron  Anderson,  

the author of th is research,  sums i t up  n icely:   You  dont 

have to be rich  to be happy,  but instead  be a  va luable 

contributing  member to your groups,  he comments.  

What makes a  person  h igh  in  status in  a  group i s  being  

engaged,  generous with  others,  and  making  self sacri-

fices for the greater good.    

PO I N T COU NTE RPO I N T

  Everyone Wants Power O
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 Form  smal l  groups to d iscuss the fol lowing  topics,  as assigned  by your instructor:  

   1 .    Describe an  incident where you  tried  to use pol i tical  behaviour in  order to get someth ing  you  wanted.  What 

in fluence tactics d id  you  use?   

  2.    In  th inking  about the incident described  above,  were your influence tactics effective?  Why?   

  3.    Describe an  incident where you  saw someone engaging  in  pol i tics.  What was your reaction  to observing  the 

pol i tical  behaviour?  Under what ci rcumstances do you  th ink pol i tical  behaviour i s  appropriate?     

B R E A KO U T  G ROU P  E X E R C I S E S 

 Understanding Bases of Power 

    Step 1 :   Your instructor wi l l  divide the class into groups of about 5  or 6 (making sure there are at least 5  groups).  1 1 7   

Each  group wi l l  be assigned  1  of the fol lowing  bases of power:  (1 )  coercive,  (2 )  reward,  (3 ) legitimate,  

(4) expert,  and  (5) referent.  Refer to your text for d iscussion  of these terms.   

   Step 2:   Each  group is  to develop a  role play that h igh l ights the use of the power assigned.  The role play should  

be developed  using  the fol lowing  scenario:  

   You  are the leader of a  group that is trying  to develop a  website for a  new cl ient.  One of your 

group members,  who was assigned the task of researching  and  analyzing  the websites of your 

cl ients competition,  has twice fai led  to bring  the analysis to scheduled  meetings,  even  though  

the member knew the assignment was due.  Consequently,  your group i s fa l l ing  behind  in  

getting  the website developed.  As leader of the group,  you  have decided  to speak with  th is 

team member and  to use your specific brand  of power to influence the individuals behaviour.    

   Step 3:   Each  group should  select 1  person  to play the group leader and  another to play the member who has 

not done the assignment.  You  have 1 0  m inutes to prepare an  influence plan .   

   Step 4:   Each  group wi l l  conduct i ts role play.  In  the event of multiple groups assigned  the same power base,  

1  of the groups may be asked  to volunteer.  Whi le  you  are watch ing  the other groups  role plays,  try to 

put yourself in  the place of the person  being  influenced,  to see whether that type of influence would  

cause you  to change your behaviour.    

 Immediately after each  role play,  whi le  the next one i s  being  set up,  you  should  pretend  that you  were the person  being  

influenced,  and  then  record  your reaction  using  the questionnaire opposite.  To do th is,  take out a  sheet of paper and  

tear i t into 5  (or 6)  pieces.  At the top of each  piece of paper,  write the type of influence that was used.  Then  write the 

letters A,  B ,  C ,  and  D  in  a  column,  and  ind icate which  number on  the scale (see opposite)  reflects the influence attempt.  

  E XP E R I E N T I AL  E X E R C I S E  

P I A
PERSONAL  

INVENTORY 

ASSESSMENT

Gaining  Power and  Influence:  Power and  influence can  be gained  in  many ways,  but most people have a  preferred  

style or tactic.  Use th is scale to determine your preferred  power and  influence tactics.  Are there a l ternative tactics that 

may be more effective?

Using  Influence Strategies:  The abi l i ty to influence others i s  a  key component of effective socia l  interaction.  Th is sel f-

assessment helps you  identify your preferred  approach  to exercising  influence.

  P E R S O N AL  I N VE N TORY  A S S E S S M E N T

M08_LANG7855_07_SE_C08. indd   302 2/9/1 5   1 2:31  PM



Chapter 8  Power and  Pol i ti cs  303

O
B
 a
t
 W

o
r
k

  Reaction  to Influence Questionnaire 

 For each  role play,  th ink of yourself as being  on  the receiving  end  of the influence attempt described,  and  record  your 

own  reaction.  

  Type of power used   __________________________ 

   A.    As a  resu lt of the in fluence attempt,  I  wi l l  .  .  .  

  definitely not comply    1   2   3   4  5    definitely comply    

  B.    Any change that does come about wi l l  be .  .  .  

  temporary    1   2   3   4  5    long-lasting    

  C.    My own  personal  reaction  i s  .  .  .  

  resistant    1   2   3   4  5    accepting    

  D.    As a  resu lt of th is influence attempt,  my relationsh ip  with  my group leader wi l l  probably be .  .  .  

  worse    1   2   3   4  5    better     

    Step 5:   For each  influence type,  1  member of each  group wi l l  take the pieces of paper from  group members 

and  calcu late the average group score for each  of the 4 questions.  For efficiency,  th is should  be done 

whi le  the role plays are being  conducted.   

   Step 6:   Your instructor wi l l  col lect the summaries from  each  group,  and  then  lead  a  d iscussion  based  on  these 

resu lts.   

   Step 7:   D iscussion.  

      1 .     Which  kind  of influence i s  most l ikely to immediately resu lt in  the desired  behaviour?   

     2.    Which  wi l l  have the most long-lasting  effects?   

     3.     What effect wi l l  using  a  particu lar base of power have on  the ongoing  relationsh ip?   

     4.     Which  form  of power wi l l  others find  most acceptable?  Least acceptable?  Why?   

     5.     Are there some si tuations where a  particu lar type of influence strategy might be more effective than  

others?        

 How Much Should You Defer to Those in Power? 

  E T H I C A L  D I L EMMA 

 Al though  i ts  not a lways  easy to  adm i t i t  to  oursel ves,  

often  we adapt our behaviour to su it those in  power.  1 1 8  To 

some degree,  i ts important for organizational  success that 

we do so.  After a l l ,  people are in  positions of authority for 

a  reason,  and  i f no one paid  attention  to the ru les put in  

place by these people,  chaos would  ru le.  

 At  other times,  however,  and  more  often  th an  we 

acknowledge,  powerfu l  ind ividuals in  organ izations push  

our actions into eth ical  grey areas,  or worse.  

 I n  Stan ley M i lgrams famous experiments,  most i nd i -

viduals del ivered  what they thought were severe shocks 

on ly because an  authority figure d i rected  them  to do so.  

 More  recen tl y,  managers  of  restau ran ts  and  stores 

(includ ing  McDonalds,  Applebees,  Taco Bel l ,  and  others)  

were persuaded  to strip  search  customers or employees 

when  an  ind ividual  impersonating  a  pol ice officer phoned  

in  and  instructed  them  to do so.  

 These powerful  examples aside,  there are more prosaic 

ways  power  persuades  u s .  For  exampl e ,  many stock 

ana l ysts  report pressure  from  thei r  bosses  to  promote 

funds from  which  the organization  profits most (which,  in  

such  si tuations,  i s  not d isclosed  to their cl ients).  

 Few of  u s  a re  g o i n g  to  d e l i ver  e l ectri c  sh ocks  or 

perform  strip  searches.  Bu t these  examples,  a s  wel l  as 

the hazing  incidents that took place in  Dalhousies mens 

rugby team  and  womens hockey team  in  201 4,  h igh l ight 

the d isturbing  tendency for many of us to conform  to the 

wishes of those in  power.  
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    Barrys Peer Becomes His Boss 

 As Barry looked  out the window of h is office in  Toronto,  

the g loomy October skies obscured  h is usual  view of CN  

Tower.  1 20    That figures,  Barry thought to  h imsel fhis 

mood  was just as g loomy.  

 Fi ve  months ago,  Barrys  company,  CTM ,  a  relatively 

sma l l  bu t g rowing  technology company,  reorgan i zed  

i tself.  Although  such  reorganizations often  imperi l  careers,  

Barry fel t the change on ly improved  h i s  posi tion .  Barrys 

co-worker,  Raphael ,  was promoted  to a  d i fferent depart-

ment,  which  made sense because Raphael  had  been  with  

the company for a  few more years and  had  worked  with  

the  C EO on  a  successfu l  project.  Because  Raphael  was 

  Questions 

    1 .    Do you  th ink people ta i lor their behaviour to su it 

those in  power more than  they admit?  Do you?   

   2.    One writer commented  that these acts of bending  

behaviour to su it those in  power remind   anyone 

who i s  under pressure to carry out orders from  

above  to constantly question  the val id i ty and  

prudence of what theyre being  asked  to do.  Why 

dont we do th is more often?   

   3.    Why do some ind ividuals resist the effects of power 

more strongly than  others?      

    C AS E  I N C I D E N T S 

  Delegate Power,  or Keep It Close? 

 S aman tha  Pa rks  i s  th e  owner  an d  C EO  of  Spa rks,  a  

smal l  agency that develops advertising,  promotions,  and  

marketing  materia l s  for h igh-fash ion  fi rms.  1 1 9   Parks has 

tended to keep a tight rein  on  her business,  overseeing most 

projects from start to finish.  However,  as the firm has grown,  

she has found it necessary to delegate more and  more deci-

sions to her associates.  She was recently approached  by a  

hairstyl ing  chain  that wants a  comprehensive redefinition  of 

its entire marketing and  promotions look.  Should  Samantha  

try to manage this project in  her traditional  way,  or should  

she delegate major parts to her employees?  

 Most managers confront th is question  at some point in  

their careers.  Some experts propose that top executives need  

to stay very close to the creative core of their business,  which  

means that even  if their primary responsibi l ity is to manage,  

CEOs should  never cede too much control  to committees of 

creative individuals or they can  lose sight of the firms overal l  

future d irection.  Moreover,  executives who do fa l l  out of 

touch  with  the creative process risk being  passed  over by 

a  new generation  of  plugged  in  employees who better 

understand  how the business real ly works.  

 O thers  offer  th e  opposi te  advi ce,  sayi ng  i ts  n ot  a  

good  idea  for a  CEO to  sweat the smal l  stuff  such  as 

manag ing  i nd i vidua l  cl i en t accounts  or projects.  These 

experts advise executives to identi fy everyth ing  they can  

 outsource  to other employees and  to delegate as much  

as possible.  By el im inating  trivia l  tasks,  executives wi l l  be 

better able to focus their attention  on  the most important 

decision  making  and  control  aspects of their jobs,  which  

wi l l  help  the business and  a lso ensure that the top execu-

tive maintains control  over the functions that real ly matter.  

 These  pieces of advice  are  not necessari l y i n  confl ict 

with  one another.  The rea l  cha l lenge i s  to  identi fy what 

you  can  delegate  effectivel y wi thout ced ing  too  much  

power and  control  away from the person  with  the unifying  

vision .  That i s  certain ly easier sa id  than  done,  though.   

  Questions 

    1 .    I f you  were Samantha  Parks,  how would  you  priori -

tize which  projects or parts of projects to delegate?   

   2.    In  expla in ing  what makes her decisions hard,  Parks 

sa id ,   I  h i re good  people,  creative people,  to run  

these projects,  and  I  worry that they wi l l  see my 

oversight and  authority as interfering  with  their 

creative process.  How can  she deal  with  these 

concerns without g iving  up too much  control?   

   3.    Should  executives try to control  projects to maintain  

their position  of authority?  Do they have a  right to 

control  projects and  keep in  the loop on  important 

decisions just so they can  remain  in  charge?      
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promoted  and  their past work roles were so simi lar,  Barry 

thought h is own  promotion  was soon  to come.  

 However,  six weeks ago,  Barrys boss left.  Raphael  was 

transferred  back to  the  same department and  became 

Barrys boss.  Although  Barry felt a  bit overlooked,  he knew 

he was sti l l  relatively jun ior in  the company and  fel t that 

h is good  past relationsh ip  with  Raphael  would  bode wel l  

for h is future prospects.  

 The  past s i x weeks,  however,  h ad  brough t noth ing  

but d i sappointment.  Al though  Raphael  often  told  Barry 

he was doing  a  great job,  drawing  from  several  observa-

tions,  Barry fel t that opin ion  was not being  shared  with  

the h igher-ups.  Worse,  a  couple of Barrys friends in  the 

company showed  Barry several  emai ls where Raphael  had  

taken  credit for Barrys work.  

  Raphael  i s not the person  I  thought he was,  thought 

Barry.  

 What was h i s  fu ture  i n  the  company i f  no  one  saw 

the outcomes of h is hard  work?  How would  i t affect h is 

career to work for someone who apparently was wi l l ing  

to do anyth ing  to get ahead,  even  at others  expense?  He 

thought about looking  for work,  but that prospect on ly 

darkened  h is mood  further.  He l iked  the company.  He fel t 

he d id  good  work there.  

 As  Ba rry l ooked  aga in  ou t  h i s  window,  a  l i gh t ra i n  

began  to  fa l l .  The  CN  Tower was no  more  vi sib l e  than  

before.  He just d id  not know what to do.  

  Questions 

1 .    Should  Barry complain  about h is treatment by 

Raphael?  To whom?  I f he d id  complain ,  what in flu-

ence tactics shou ld  Barry use?   

2.    Studies have shown  that those prone to com-

plain ing  or whin ing  tend  to have less power in  

an  organ ization.  Do you  th ink whin ing  leads to 

d imin ished  power and  influence,  or the other way 

around?  How can  Barry avoid  appearing  to be a  

whiner?   

3.    Do you  th ink Barry should  look for another job?  

Why or why not?        

    FROM  CONCEPTS TO SKILLS 

  Politicking 

 Forget,  for a  moment,  about the eth ics of pol i ticking  and  any negative 

impressions you  may have of people who engage in  organ izational  pol i -

tics.  1 2 1   I f you  wanted  to be more pol i tical ly adept in  your organ ization ,  

what could  you  do?  The fol lowing  eight suggestions are l ikely to improve 

your pol i tical  effectiveness:  

    1 .     Frame arguments in  terms of organizational goals.   E ffecti ve  pol i -

ticking  requ ires camouflag ing  your sel f-interest.  No matter that your 

objective  i s  sel f-serving;  a l l  the  arguments you  marshal  in  support of 

i t  must be  framed  in  terms of the benefi ts  that the  organ ization  wi l l  

ga in .  People  whose  actions  appear to  b l atan tly fu rther thei r  own  

in terests at the  expense of the  organ ization s  are  a lmost un iversa l l y 

denounced,  are l ikely to lose influence,  and  often  suffer the u l timate 

pena l ty of being  expel led  from  the organ ization .   

   2.     Develop the right image.   I f  you  know your organ ization s  cu l tu re,  

you  understand  what the  organ i zation  wants  and  va lues  from  i ts 

employeesin  terms of dress;  associates to  cu l tivate,  and  those to 

avoid;  whether to appear risk-taking  or risk-averse;  the preferred  lead-

ersh ip  style;  the importance placed  on  getting  a long  wel l  with  others;  

and  so forth.  Then  you  are equipped  to project the appropriate image.  

Because the assessment of your performance i s  not a  fu l ly objective 

process,  both  style and  substance must be addressed.   
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3. Gain control of organizational resources.   The control  of organizational  

resources that are scarce and important is a  source of power.  Knowledge 

and  expertise are particularly effective resources to control .  They make 

you more valuable to the organization  and,  therefore,  more l ikely to gain  

security,  advancement,  and  a  receptive audience for your ideas.   

4. Make yourself appear indispensable.   Because  we are  dea l ing  wi th  

appearances rather than  objective facts,  you  can  enhance your power 

by appearing  to be ind ispensable.  That i s,  you  dont have to real ly be 

ind ispensable  as long  as key people in  the organ ization  bel ieve that 

you  are.  I f the organ ization s prime decision  makers bel ieve there i s  

no ready substi tute for what you  are g iving  the organ ization,  they are 

l ikely to go to great lengths to ensure that your desires are satisfied.   

5. Be visible.   Because performance evaluation  has a  substantial  subjective 

component,  i ts important that your manager and  those in  power in  

the organization  be made aware of your contribution.  I f you  are fortu-

nate enough  to have a  job that brings your accompl ishments to the 

attention  of others,  i t may not be necessary to take d i rect measures 

to  i n crease  your vi sib i l i ty.  Bu t your job  may requ i re  you  to  hand le 

activi ties that are low in  visibi l i ty,  or your specific contribution  may be 

ind istinguishable because you  are part of a  team  endeavour.  In  such  

cases,  without appearing  to be tooting  your own  horn,  you  wi l l  want 

to cal l  attention  to yourself by h igh l ighting  your successes in  routine 

reports,  having  satisfied  customers relay their appreciation  to sen ior 

executives,  being  seen  at socia l  functions,  being  active in  professional  

associations,  developing  powerfu l  a l l ies who speak posi tively about 

your accompl ishments,  and  simi lar tactics.  Of course,  the ski l led  pol i ti -

cian  actively lobbies to get those projects that wi l l  increase h is or her 

visibi l i ty.   

6. Develop powerful allies.   I t  h elps  to  have  powerfu l  people  i n  your 

camp.  Cu l ti vate  contacts  wi th  potentia l l y i n fluentia l  people  above 

you,  at your own  level ,  and  in  the lower ranks.  They can  provide you  

with  important information  that may not be avai lable through  normal  

channels.  There wi l l  be  times,  too,  when  deci sions wi l l  be  made in  

favour of those with  the greatest support.  Having  powerfu l  a l l ies can  

provide you  with  a  coal i tion  of support i f and  when  you  need  i t.   

7. Avoid tainted members.   I n  a lmost every organ ization ,  there  a re 

fringe members whose status i s  questionable.  Their performance and/

or loyalty i s  suspect.  Keep your d istance from  such  ind ividuals.  G iven  

the real i ty that effectiveness has a  large subjective component,  your 

own  effectiveness m ight be cal led  into question  i f you  are perceived  

as being  too closely associated  with  ta inted  members.   

8. Support your manager.   S ince he or she evaluates your performance,  

you  wi l l  typ i ca l l y wan t to  do  whatever i s  n ecessary to  h ave  your 

manager on  your side.  You  shou ld  make every effort to  help  your 

manager succeed ,  make her l ook good ,  and  support her i f  she  i s  

under s i ege,  and  to  spend  the  time  to  fi nd  out what cri teri a  she 

wi l l  be  using  to  assess your effectiveness.  Do  not underm ine  your 

manager,  and  do not speak negatively of her to  others.     

  Practising  

Skil ls 

 You  used  to  be  the  star marketing  manager for H i l ton  E lectron ics  Cor-

poration .  But for the  past year,  you  have  been  outpaced  aga in  and  

aga in  by Sean ,  a  new manager i n  the  design  department who has  been  
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accompl i sh ing  everyth ing  expected  of h im  and  more.  Meanwh i le,  your 

best efforts to  do your job  wel l  have been  sabotaged  and  undercut by 

Mariayour and  Seans manager.  For example,  before last years in terna-

tional  consumer electron ics show,  Maria  moved  $30 000 from  your bud-

get to Seans.  Despite your best efforts,  your marketing  team  could  not 

complete a l l  the marketing  materia l s normal ly developed  to showcase a l l  

of your organ izations new products at th is  important industry show.  Also,  

Maria  has ch ipped  away at your staff and  budget ever since.  Although  you  

have been  able to meet most of your goals with  less staff and  budget,  Maria  

has continued  to sl ice away resources from  your group.  Just last week,  

she el im inated  two positions in  your team  of eight marketing  specia l i sts 

to make room  for a  new designer and  some extra  equ ipment for Sean .  

Maria  i s  clearly taking  away your resources whi le  g iving  Sean  whatever he 

wants and  more.  You  th ink i ts  time to do someth ing,  or soon  you  wi l l  not 

have any team  or resources left.  What do you  need  to do to make sure 

your d ivi sion  has the resources to survive and  grow?   

1 .    Keep  a  one-week j ourna l  of your behaviour,  describ ing  i n cidents 

when  you  tried  to influence others around  you.  Assess each  incident 

by asking:  Were you  successfu l  at these attempts to influence them?  

Why or why not?  What could  you  have done d i fferently?   

2.    Outl ine a  specific action  plan,  based  on  concepts in  th is module,  that 

would  improve your career progression  in  the organ ization  in  which  

you  currently work or in  wh ich  you  would  l ike to be employed.        

  Reinforcing  

Skil ls 
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    C H A P T E R

  L E ARN I N G  O U TCOM ES 

     The BC Government and  the BC Teachers  

Federation  needed  to negotiate a  new col lective 

barga in ing agreement.  Cou ld  the two sides reach  

an  agreement after years of bi tterness?  

9  

 After studying  this chapter,  you  should  be able to:  

  1    Define  conflict .   

  2    Describe the three types of confl ict and the three loci  of confl ict.   

  3    Identify the conditions that lead to confl ict.   

  4    Contrast distributive and integrative bargaining.   

  5    Show how individual  di fferences influence negotiations.   

  6    Assess the roles and functions of third-party negotiations.    

 Conflict and  

Negotiation  
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T

he BC Teachers  Federation  (BCTF),  wh ich  

is  the un ion  for publ ic school  teachers in  

BC,  and  the BC government have a  long 

h istory of an imosi ty.  1   The un ion  has l i ttle 

admiration  for Premier Christy Clarke because in  

2002,  when  she was m in ister of Education ,  the BC 

government effectively tore up the teachers  col lec-

tive agreement by passing B i l ls  27,  28,  and  29,  

wh ich  el im inated  provisions in  the col lective agree-

ment that dea l t wi th  class size and  composi tion ,  cut 

support for ch i ld ren  with  specia l  needs,  and  took 

away the rights of teachers to col lectively 

barga in  for their working cond i tions.  

 These actions outraged  the 

BCTF,  wh ich  took the gov-

ernment to court over the 

B i l ls.  I n  2007,  the Supreme 

Court of Canada  ru led  that key parts of B i l l  29 were unconsti tu tiona l .  I n  

2011 ,  the BC Supreme Court ru led  that severa l  sections in  B i l ls  27  and  28 were 

unconsti tutiona l  and  gave the government one year to amend  those bi l ls.  The BC 

government then  in troduced  B i l l  22,  wh ich  den ied  teachers the right to negotiate class size 

and  composi tion .  I n  J anuary 2014,  the BC Supreme Court ru led  B i l l  22  unconsti tu tiona l  

and  ordered  the government to reinstate the barga in ing rights of teachers.  

 Faced  wi th  a  government that has passed  four bi l ls  on  teachers  rights since 2002 

that have each  been  declared  unconsti tu tiona l ,  the BCTF entered  in to another round  of 

barga in ing wi th  the BC government in  spring 2014.  Wou ld  the parties be able to overcome 

years of confl ict and  resolve their d i fferences? 

 I n  th is  chapter,  we look at sources of confl ict and  strategies for resolving confl ict,  

includ ing negotiation .               
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 THE BIG  IDEA 

 Resolving conf icts 

and engaging in 

successful nego-

tiations requires 

understanding your 

objectives and the 

objectives of the 

other party.  

       T
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       Is confl ict always bad?  

      Should  you  try to win  at any cost when  you  bargain?  

      How does anxiety affect negotiating  outcomes?  

      Ever wonder i f men and women negotiate di fferently?   

   OB I S  FOR  EVERYONE 
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    Conflict  Defined  
 Several  common themes underlie most definitions of conflict.  2   Conflict must be 

 perceived   by the parties to it;  if no one is aware of a conflict,  then its generally agreed 

that no conflict exists.  Conflict also involves opposition or incompatibility,  and interac-

tion between the parties.  3   These factors set the conditions that determine the beginning 

point of the conflict process.  We can define   conflict   broadly as a process that begins 

when one party perceives that another party has negatively affected or is about to nega-

tively affect something that the first party cares about.  4      

 Conflict describes the point when an interaction becomes interparty disagreement.  

People experience a wide range of conflicts in groups and organizationsincom-

patibility of goals,  differences over interpretations of facts,  disagreements based on 

behavioural expectations,  and the like.  Our definition covers the full range of conflict 

levelsfrom subtle forms of disagreement to overt and violent acts.  

 Conflict has positive and negative effects,  which we will discuss further when we 

cover functional and dysfunctional conflict.  For a discussion of the benefits and draw-

backs of conflict,  see  Point/Counterpoint  on page  334 .  

  Functional  vs.  Dysfunctional  Confl ict 

 The general view on conflict is that not all conflict is bad.  5   Some conflicts support the 

goals of the group and improve its performance;  these are 

  functional   ,  or constructive,  forms of conflict.  But some 

conflicts hinder group performance;  these are   dysfunc-

tional   ,  or destructive,  forms of conflict.  The criterion that 

differentiates  functional  from dysfunctional  conflict is 

group performance.  If a group is unable to achieve its goals 

because of conflict,  then the conflict is dysfunctional.         
 Stimulating functional conflict can be productive,  as 

 Case IncidentChoosing Your Battles   on page  336   shows.      

  Types of Confl ict 

 One means of understanding conflict is to identify the type of disagreement,  or what 

the conflict is about.  Is it a disagreement about goals?  Is it about people who just rub 

one another the wrong way? Or is it about the best way to get things done? Although 

each conflict is unique,  researchers have classified conflicts into three categories:  task,  

relationship,  and process.  

   Task conflict   relates to the content and goals of the work.    Relationship conflict   

focuses on interpersonal relationships.    Process conflict   is about how the work gets 

done.  Studies demonstrate that relationship conflicts,  at least in work settings,  are 

almost always dysfunctional.  6   Why?  It appears that the friction and interpersonal 

hostilities inherent in relationship conflicts increase personality clashes and decrease 

mutual understanding,  which hinders the completion of organizational tasks.  Of the 

three types,  relationship conflicts also appear to be the most psychologically exhausting 

to individuals.  7   Because they tend to revolve around personalities,  you can see how 

relationship conflicts can become destructive.  After all,  we cannot expect to change our 

co-workers personalities,  and we would generally take offence at criticisms directed at 

who we are as opposed to how we behave.        

 While scholars agree that relationship conflict is dysfunctional,  considerably less 

agreement exists as to whether task and process conflicts are functional.  Early research 

suggested that task conflict within groups was associated with higher group perfor-

mance,  but in 2012 a review of 11 6  studies found that task conflict was essentially 

unrelated to group performance.  However,  the research found that the relationship 

between conflict and performance depends on a number of mediating factors.  8   

  conflict      A process that begins when 

one party perceives that another party 

has negatively affected or is  about to 

negatively affect something  that the 

first party cares about.    

 1  Define  conflict .  

  functional  conflict      Confl ict that 

supports the goals of the group and 

improves i ts performance.    

  dysfunctional  conflict      Confl ict 

that hinders group performance.    

 2  Describe the three types 
of confl ict and  the three 

loci  of confl ict.  

  task conflict      Confl ict over content 

and goals of the work.    

  relationship conflict      Confl ict 

based on  interpersonal  relationships.    

  process conflict      Confl ict over how 

work gets done.    

 Is conf ict always 

bad? 

     Watch  on  MyManagementLab

CH2MHil l :   Conf ict and  Negotiation  
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 One factor is  whether the conflict includes top management or occurs at a lower 

hierarchical  level in the organization.  Task conflict among top management teams 

was positively associated with their performance,  whereas conflict lower in the orga-

nization was negatively associated with their performance.  The multi-study review 

also found that it matters whether other types of conflict are occurring at the same 

time.  If task and relationship conflict occurred together,  task conflict was more likely 

negative,  whereas if task conflict occurs by itself,  it was more likely positive.  Some 

scholars have argued that the strength of conflict is importantif task conflict is very 

low,  people are not really engaged or addressing the important issues.  If task conflict 

is  too  high,  however,  infighting will  quickly degenerate into  personality conflict.  

According to  this view,  moderate levels of task conflict are optimal.  Supporting this 

argument,  one study in China found that moderate levels  of task conflict in the 

early development stage increased creativity in groups,  but high levels  decreased 

team performance.  9   

 Finally,  the personalities of team members appear to matter.  A recent study demon-

strated that teams made up of individuals  who are,  on average,  high in openness 

and emotional  stability are better able to  turn task conflict into  increased group 

performance.  10  The reason may be that open and emotionally stable teams can put 

task conflict in perspective and focus on how the variance in ideas can help solve the 

problem,  rather than letting it degenerate into relationship conflicts.  

 What about process  conflict?  Researchers  found that process  conflicts  revolve 

around delegation and roles.  Conflicts  over delegation often relate to  shirking.  

Moreover,  conflicts over roles can leave some team members feeling marginalized.  

Thus,  process  conflicts  often become highly personalized and quickly devolve 

into  relationship  conflicts.  Its  also  true,  of course,  that arguing about how to  do 

something takes time away from actually doing it.  We have all  been part of groups 

in which the arguments and debates  about roles and responsibilities  seem to  go 

nowhere.   

  Loci  of Confl ict   

 Another way to understand conflict is to consider its locus,  or where the conflict occurs.  

Here,  too,  there are three basic types.    Dyadic conflict   is conflict between two people.  

  Intragroup conflict   occurs within a group or team.    Intergroup conflict   is conflict 

between groups or teams.        

 Nearly all  of the literature on task,  relationship,  and process conflict considers 

intragroup conflict (within the group) .  That makes sense given that groups and 

teams often exist only to perform a particular task.  However,  it does not necessarily 

tell  us about the other loci of conflict.  For example,  research has found that for intra-

group task conflict to influence performance within the team,  its  important that the 

teams have a supportive climate in which mistakes are not penalized and every team 

member [has]  the others back.  11   But is  this concept useful for understanding the 

effects of intergroup conflict for the organization?  Think about,  say,  the NHL.  For a 

hockey team to adapt and improve,  perhaps a certain amount of task conflict is good 

for team performance,  especially when the team members support one another.  But 

would we care whether members from one team supported members from another 

team?  Probably not.  In fact,  if teams are competing with one another so that only 

one team can win,  interteam conflict seems almost inevitable.  When is intergroup 

conflict helpful,  and when is it a concern? 

 One study on intergroup conflict found an interplay between an individuals position 

within a group and the way that individual managed conflict between groups.  Group 

members who were relatively peripheral in their own groups were better at resolving 

conflicts between their group and another one.  But this happened only when those 

peripheral members were still  accountable to their group.  12   Thus,  being at the core 

  dyadic conflict      Confl ict that occurs 

between two people.    

  intragroup conflict      Confl ict that 

occurs within  a group or team.    

  intergroup conflict      Confl ict 

between different groups or teams.    
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of your work group does not necessarily make you the best person to manage conflict 

with other groups.  

 Another intriguing question about loci is whether conflicts interact or buffer one 

another.  Assume,  for example,  that Dana and Alain are on the same team.  What 

happens if they do not get along interpersonally (dyadic conflict)  and their team also 

has high personality conflict?  What happens to their team if two other team members,  

Shawna and Justin,  do get along well?  Its also possible to ask this question at the intra-

group and intergroup level.  Intense intergroup conflict can be quite stressful to group 

members and might well affect the way they interact.  A 2012 study found,  for example,  

that high levels of conflict between teams caused individuals to focus on complying 

with norms within their teams.  13   

 Thus,  understanding functional and dysfunctional conflict requires not only that 

we identify the type of conflict;  we also need to  know where it occurs.  Its possible 

that while the concepts of task,  relationship,  and process conflict are useful in under-

standing intragroup or even dyadic conflict,  they are less useful in explaining the effects 

of intergroup conflict.  

 Thinking about conflict in terms of type and locus helps us realize that its probably 

inevitable in most organizations,  and when it does occur,  we can attempt to make it as 

productive as possible.   

  Sources of Confl ict   

 A number of conditions can give rise to conflict.  They  need not  lead directly to conflict,  

but at least one of these conditions is necessary if conflict is to surface.  For simplic-

itys sake,  these conditions (which we can also look at as causes or sources of conflict)  

have been condensed into three general categories:  communication,  structure,  and 

personal variables.  1 4     

 3  Identify the conditions 

that lead  to confl ict.  

       IBM  benefi ts from  the d iversi ty of employees l ike  G reg  Labows (left)  and  Tsegga  Medh in ,  who engage 

in  functional  confl ict that improves the companys performance.  At IBM,  d iversi ty drives innovation.  For 

innovation  to flouri sh ,  IBM  rel ies on  the creative tension  from  d i fferent ideas,  experiences,  perspectives,  

ski l l s,  in terests,  and  th inking.
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  Communication  

  As we saw in  Chapter   7    ,  communication    can be a source of conflict through semantic 

difficulties,  misunderstandings,  and noise  in the communication channels.  15   

 A review of the research suggests that differing word connotations,  jargon,  insuffi-

cient exchange of information,  and noise in the communication channel are all barriers 

to communication and potential antecedent conditions to conflict.  Research has further 

demonstrated a surprising finding:  The potential for conflict increases when either too 

little or too much communication takes place.  Apparently,  an increase in communica-

tion is functional up to a point,  whereupon its possible to overcommunicate,  with a 

resultant increase in the potential for conflict.   

  Structure  

 Conflicts between two people can be structural in nature;  that is,  they can be the conse-

quence of the requirements of the job or the workplace more than personality.  For 

instance,  its not uncommon for the sales department to be in conflict with the produc-

tion department,  if sales perceives that products will be delivered late to customers.  

The term  structure   in this context includes variables such as size of the group,  degree 

of specialization in the tasks assigned to group members,  composition of the group,  

jurisdictional clarity,  reward systems,  leadership style,  goal compatibility,  and the degree 

of dependence between groups.  

 A review of structural variables that can lead to conflict in the workplace suggests 

the following:  16  

        Size,  specialization,  and composition   of the group act as forces to stimulate 

conflict.  The larger the group and the more specialized its activities,  the greater 

the likelihood of conflict.  The potential for conflict tends to be greatest where 

group members are younger and where turnover is high.   

       The greater the ambiguity  in precisely defining where responsibility for actions 

lies,  the greater the potential for conflict to emerge.  Such jurisdictional ambi-

guities increase intergroup fighting for control of resources and territory.   

       Reward systems   create conflict when one members gain is at anothers expense.  

Similarly,  the performance evaluation process can create conflict when indi-

viduals feel that they are unfairly evaluated,  or when managers and employees 

have differing ideas about the employees job responsibilities.   

       Leadership style   can create conflict if managers tightly control and oversee the 

work of employees,  allowing employees little discretion in how they carry out 

tasks.   

       The diversity of goals   among groups is a major source of conflict.  When groups 

within an organization seek diverse ends,  some of which are inherently at 

oddssuch as when the sales team promises products that the development 

team has not yet finalizedopportunities for conflict increase.   

       If one group is dependent on another  (in contrast to the two being mutually 

independent) ,  or if interdependence allows one group to gain at anothers 

expense,  opposing forces are stimulated.     

  Personal  Variables 

 Have you ever met people to whom you take an immediate dislike? You disagree with 

most of their opinions.  The sound of their voice,  their smirk when they smile,  and their 

personality annoy you.  We have all met people like that.  When you have to work with 

such individuals,  there is often the potential for conflict.  

 Our last category of potential  sources  of conflict is  personal  variables,  which 

include personality,  emotions,  and values.  People high in the personality traits of 
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disagreeableness,  neuroticism,  or self-monitoring are prone to  tangle with other 

people more often,  and to react poorly when conflicts occur.  1 7  Emotions can also 

cause conflict even when they are not directed at others.  An employee who shows 

up to  work irate from her hectic morning commute may carry that anger into her 

workday and result in a tension-filled meeting.  18   People are furthermore more likely 

to cause conflict when their values are opposed.     

  Confl ict Resolution  

  Du ri n g spri ng 201 4,  both  the  BC  governmen t and  the  provi nces  teachers  tri ed  to  ga i n  

publ ic  approva l  for thei r  approach  to  ba rga in ing.  1 9   At  the  time,  publ i c  opin ion  s i ded  more 

wi th  the  teachers  (wi th  43  percen t of support)  th an  the  governmen t (wi th  28 percen t of 

support) .  I n  l a te  August,  a  week before  cl asses  were  to  resume (and  no  one bel i eved  tha t 

they wou ld ) ,  36 percen t of those  pol l ed  supported  the  teachers  and  35  percen t supported  

the  governmen t.  

 I n  an  effort to  resta rt the sta l l ed  negoti a tions  and  get the schools  opened  on  time,  the 

m in ister of Education  recommended  that both  sides enter in to med iation  and  suspend  strike 

and  lockout activi ties for two weeks wh i le med iation  carried  on.  The parties began  meeting with  

med iator Vince Ready a  day before the Labour Day weekend  was to begin,  a l though  the teachers 

had  not yet decided  whether to ca l l  off their strike.  What other approaches m ight parties use 

to try to resolve a  confl ict?  

 Conflict in the workplace can affect the effectiveness of individuals,  teams,  and the 

entire organization.  20   One study found that 20  percent of managers  time is  spent 

managing conflict.  21    
 Once conflict arises,  what can be done to resolve it? The way a conflict is defined goes 

a long way toward establishing the sort of outcomes that might settle it.  For instance,  if 

I  define our salary disagreement as a zero-sum or  winlose situation  that is,  if you get 

the increase in pay you want,  there will be just that amount less for meI am going to 

be far less willing to look for mutual solutions than if I  frame the conflict as a poten-

tial  winwin situation  .  So individual attitudes toward a conflict are important,  because 

attitudes typically define the set of possible settlements.    

  Confl ict Management Strategies Based  on  Dual  Concern  Theory 

 Conflict researchers often use  dual concern theory  to describe peoples conflict manage-

ment strategies.  22  Dual concern theory considers how ones degree of  cooperativeness   

(the degree to  which one tries to satisfy the other persons concerns)  and  assertive-

ness   (the degree to which one tries to satisfy ones own concerns)  determine how a 

conflict is handled.  23   The five conflict-handling strategies identified by the theory are 

as follows:     

        Forcing.   Imposing ones will on the other party.   

       Problem solving.   Trying to reach an agreement that satisfies both ones own and 

the other partys aspirations as much as possible.   

       Avoiding.   Ignoring or minimizing the importance of the issues creating the 

conflict.   

       Yielding.   Accepting and incorporating the will of the other party.   

       Compromising.   Balancing concern for oneself with concern for the other party 

in order to reach a solution.    

 Forcing is a winlose solution,  as is yielding,  while problem solving seeks a win

win solution.  Avoiding conflict and pretending it does not exist,  and compromising,  

     

P I A

PERSONAL INVENTORY ASSESSMENT

Learn About Yourself 

Strategies for Handling Conf ict 

     

P I A

PERSONAL INVENTORY ASSESSMENT

Learn About Yourself 

Managing Interpersonal Conf ict 
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so that neither person gets what they want,  can yield loselose solutions.   Exhibit   9 -1     

illustrates these five strategies,  along with specific actions that one might take when 

using them.  

  Choosing a particular strategy for resolving conflict depends on a variety of factors.  

Research shows that while people may choose among the strategies,  they have an under-

lying disposition to handle conflicts in certain ways.  24  In addition,  some situations call 

for particular strategies.  For instance,  when a small child insists on trying to run into 

the street,  a parent may need a forcing strategy to restrain the child.  Co-workers who 

are having a conflict over setting deadlines to complete a project on time may decide 

that problem solving is the best strategy to use.  

  OB in ActionChoosing Strategies to Deal with Conflicts   indicates the situations in 

which each strategy is best used.      

  What Can  I ndividuals Do  to  Manage Confl ict? 

 Individuals can use a number of conflict resolution techniques to try to defuse conflict 

inside and outside of the workplace.  These include the following:  25      

        Problem solving.   Requesting a face-to-face meeting to identify the problem and 

resolve it through open discussion.   

       Developing overarching goals.   Creating a shared goal that requires both parties 

to work together,  and motivates them to do so.   

  EXHIBIT 9-1   Conflict-Handling Strategies and Accompanying Behaviours 
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                       Forcing

Satisfying  ones own  interests 

without concern  for the others 

interests

    Make threats and  bluffs

    Make persuasive arguments

    Make positional  commitments

                Problem solving

Clarifying  d ifferences to nd  

mutual ly benecia l  outcomes

    Exchange information  about 

     priorities and  preferences

    Show insights

    Make trade-offs between  

     important and  unimportant i ssues

              Compromising

Giving  up something  to reach  an  

outcome (done by both  parties)

    Match  others concessions

    Make conditional  promises 

     and  threats

    Search  for a  middle ground

                    Avoiding

Withdrawing  from  or ignoring  

conict

    Dont th ink about the i ssues

                     Yielding

Placing  the others interests above 

ones own

    Make uni lateral  concessions

    Make unconditional  promises

    Offer help

        Sources:  Based  on  K.  W.  Thomas,  Confl ict and  Negotiation  Processes in  Organizations,  in   Handbook of 

Industrial and Organizational Psychology ,  vol .  3 ,  2nd  ed. ,  ed.  M.  D.  Dunnette and L.  M.  Hough  (Palo Alto,  

CA:  Consulting  Psychologists Press,  1 992),  p.   668 ;  C .  K.  W.  De Dreu,  A.  Evers,  B.  Beersma,  E.  S.  Kluwer,  

and  A.  Nauta,  A Theory-Based  Measure of Confl ict Management Strategies in  the Workplace,   Journal 

of Organizational Behavior  22 ,  no.  6  (September 2001 ),  pp.   645  668 ;  and  D.  G .  Pruitt and  J .  Rubin,  

 Social Conflict: Escalation,  Stalemate and Settlement  (New York:  Random House,  1 986).    

     Watch  on  MyManagementLab

Gordon  Law  G roup :  Con fl i c t  and  

Negotiation  
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       Smoothing.   Playing down differences while emphasizing common interests 

with the other party.   

       Compromising.   Agreeing with the other party that each will give up something 

of value to reach an accord.   

       Avoiding.   Withdrawing from or suppressing the conflict.    

 The choice of technique may depend on how serious the issue is to you,  whether you 

take a winwin or a winlose approach,  and your preferred conflict management style.  

 When the conflict is specifically work-related,  there are additional techniques that 

might be used:  

        Expansion of resources.   The scarcity of a resourcesay,  money,  promotion 

opportunities,  office spacecan create conflict.  Expansion of the resource can 

create a winwin solution.   

       Authoritative command.   Management can use its formal authority to resolve the 

conflict and then communicate its desires to the parties involved.   

       Altering the human variable.   Behavioural change techniques such as human 

relations training can alter attitudes and behaviours that cause conflict.   

       Altering the structural variables.   The formal organization structure and the inter-

action patterns of conflicting parties can be changed through job redesign,  

transfers,  creation of coordinating positions,  and the like.     

 Choosing  Strategies to Deal  with  Confl icts 

  Forcing 

   In  emergencies    

   On  important  but unpopular  issues    

   On  vital issues   when you know you are right  

   Against  people who take advantage   of noncompeti-

tive behaviour    

  Problem solving 

   If both sets of concerns are  too important for 

compromise    

   To  merge different perspectives   

   To  gain commitment  through a consensus  

   To  mend a relationship     

  Avoiding 

   When an issue is  trivial   

   When your  concerns wont be met   

   When potential  disruption outweighs the benefits   

of resolution  

     To let people  cool down  and regain perspective    

  Yielding 

      When you find  you are wrong    

     To show your  reasonableness   

     When  issues are more important to others   than 

yourself  

     To  build social credits   for later issues  

     When  harmony and stability  are especially 

important    

  Compromising  

      When  goals are important but not worth more 

assertive approaches    

     When opponents are committed to  mutually exclu-

sive goals    

     To achieve   temporary settlements  to complex 

issues  

     To arrive at  expedient solutions  under time pressure 26     

   OB I N  ACTI ON  
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  Resolving Personal ity Confl icts 

 Personality conflicts are an everyday occurrence in the work-

place.  A 2011  study found that Canadian supervisors spend 

about 1 6  percent of their time handling disputes  among 

employees.  27  A variety of factors lead to personality conflicts 

at work,  including the following:  28   

       Misunderstandings based on age,  race,  or cultural 

differences  

      Intolerance,  prejudice,  discrimination,  or bigotry  

      Perceived inequities  

      Misunderstandings,  rumours,  or falsehoods about an 

individual or group  

      Blaming for mistakes or mishaps (finger-pointing)    

 Personality conflicts can result in lowered productivity when 

people find it difficult to work together.  The individuals expe-

riencing the conflict may seek sympathy from other members 

of the work group,  causing co-workers to take sides.  The ideal 

solution would be for the two people having a conflict to work 

it out between themselves,  without involving others,  but this 

does not always happen.   OB in ActionHandling Personality 

Conflicts   suggests ways of dealing with personality conflicts in 

the workplace.    

    Resolving I ntercultural  Confl icts 

 While  some personality conflicts  may be  stimulated by 

cultural differences,  its  important to  consider intercultural 

conflicts as a separate form of conflict.  Canada is a multicul-

tural society,  and its organizations increasingly interact in a 

global environment,  setting up alliances and joint ventures 

with partners from other parts of the world.  Greater contact 

with people from other cultures can lead to  greater under-

standing,  but it can also  lead to  misunderstanding when 

individuals ignore the different perspectives that might result 

from cultural differences.    

  RESEARCH  FINDINGS:  Cu l tu ral  Vi ews  on  Con fl i ct 

 Across cultures,  people have different ideas about the appropriateness and 

effects of conflict.  For instance,  Mexicans expect conflict to be kept private,  

while Americans expect conflict to  be dealt with directly and openly.  30   We suggest 

in  Exhibit   9-2    that there is an optimal level of conflict in the workplace to maximize 

productivity,  but this is decidedly a North American viewpoint.  Many Asian cultures 

believe that conflict almost always has a negative effect on the work unit.  31    

 Collectivistic cultures value harmony among members more than individualistic 

cultures do.  Consistent with this idea,  research shows that those from Asian cultures 

show a preference for conflict avoidance,  compared with Americans and Britons.  32

Research also shows that Chinese and East Asian managers prefer compromising as a 

strategy,  33   even though from a North American perspective,  this might be viewed as 

suboptimal.  Compromise may be viewed as a way of saving face,  so that each party gets 

to preserve pride and dignity.  34  

 Handl ing  Personal i ty 

Confl icts 

 Tips for employees having a personality conflict 

    Communicate directly  with the other person 

to resolve the perceived conflict (emphasize 

problem solving and common objectives,  not 

personalities) .   

    Avoid dragging  co-workers into the conflict.   

   If dysfunctional conflict persists,   seek help   

from direct supervisors or human resource 

specialists.    

 Tips  for third-party observers  of a personality 

conflict 

    Do not take sides   in someone elses person-

ality conflict.   

    Suggest the parties work things out  them-

selves in a constructive and positive way.   

   If dysfunctional conflict persists,   refer the 

problem   to parties direct supervisors.    

 Tips for managers whose employees are having a 

personality conflict 

    Investigate and document  conflict.   

   If appropriate,   take corrective action   (e.g. ,  

feedback or behaviour shaping) .   

   If necessary,   attempt informal dispute 

resolution  .   

    Refer difficult conflicts  to human resource 

specialists or hired counsellors for formal 

resolution attempts and other interventions.  29     

   OB I N  ACTI ON  
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 Studies show that North Americans prefer a problem-solving approach to conflicts,  

because this presents both parties with a winwin solution.  35   Winwin solutions are 

less likely to be achieved in Asian cultures,  however.  East Asian managers tend to ignore 

conflict rather than make it public,  36  and more often than not,  Japanese managers tend 

to choose nonconfrontational styles.  37  Chinese managers prefer compromising and 

avoiding to manage conflict.  38   These preferences make it difficult to negotiate a win

win solution.  In general,  Westerners are more comfortable with competition,  which 

may explain why research finds that Westerners are more likely to choose forcing as a 

strategy than are Asians.  39   

 Taken together,  these research findings suggest the importance of being aware of 

cultural differences with respect to conflict.  Using ones own cultures conflict resolu-

tion strategies may result in even greater conflict.  40  Some individuals and some cultures 

prefer harmonious relations over asserting themselves,  and they may not react well to 

the confrontational dynamics more common among North Americans.  Similarly,  North 

Americans expect that negotiations may lead to a legal contract,  whereas Asian cultures 

rely less on legal contracts and more on relational contracts.   

  Confl ict Outcomes 

  One of the un fortunate side effects  of the d ispute between  the BC government and  the BC 

Teachers  Federation  has been  a  loss of mutual  trust.  41   The teachers were particu larly l ivid  that 

the government,  instead  of accepting the decision  by the BC Supreme Court that B i l l  22  was 

unconsti tu tiona l ,  asked  the teachers to set aside grievances arising from  that decision  wh i le  

the provincia l  government appeals the ru l ing,  wh ich  could  take many years.  From  the teachers  

perspective,  the j udge had  ordered  the province to  reinsta te  cl auses  tha t i t  h ad  previously 

removed  from  the contract i l lega l ly,  and  the government shou ld  fol low the judges d irective.  I s  

there a  way to m in im ize negative outcomes when  confl ict becomes inevi table?  

 The actionreaction interplay between conflicting parties creates consequences that 

are  functional  ,  if the conflict improves the groups performance,  or  dysfunctional  ,  if it 

hinders performance.  

 Conflict is  constructive when it improves the quality of decisions,  stimulates 

creativity and innovation,  encourages interest and curiosity among group members,  

provides the medium for problems to be aired and tensions released,  and fosters self-

evaluation and change.  Conflict can prevent groupthink  (discussed in  Chapter   1 2   )  .  It 

does not allow the group passively to rubber-stamp decisions that may be based on 

weak assumptions,  inadequate consideration of relevant alternatives,  or other problems.  

  EXHIBIT 9-2   Confl ict and  Unit Performance       
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Conflict challenges the status quo and supports the creation of new ideas,  promotes 

reassessment of group goals and activities,  and increases the probability that the group 

will respond to change.  An open discussion focused on higher-order goals can make 

functional outcomes more likely.  Groups that are extremely polarized do not manage 

their underlying disagreements effectively and tend to accept suboptimal solutions,  or 

they avoid making decisions altogether rather than working out the conflict.  42  

 Dean Tjosvold of Lingnan University in Hong Kong suggests three desired outcomes 

for conflict:  43   

        Agreement.   Equitable and fair agreements are the best outcome.  If agreement 

means that one party feels exploited or defeated,  this will  likely lead to further 

conflict later.   

       Stronger relationships.   When conflict is resolved positively,  this can lead to 

better relationships and greater trust.  If the parties trust each other,  they are 

more likely to keep the agreements they make.   

       Learning.   Handling conflict successfully teaches one how to do it better next 

time.  It gives an opportunity to practise the skills one has learned about 

handling conflict.    

 Below we examine what research tells us about the constructive effects of conflict.   

  RESEARCH  FINDINGS:  

The  Constructi ve  Effects  of  Con fl i ct 

 Research studies in diverse settings confirm that conflict can be functional 

and improve productivity.  Team members with greater differences in work styles and 

experience also tend to share more information with one another.  44  

 These observations lead us to predict benefits to organizations from the increasing 

cultural  diversity of the workforce.  And that is  what the evidence indicates,  under 

most conditions.  Heterogeneity among group and organization members can increase 

creativity,  improve the quality of decisions,  and facilitate change by enhancing member 

flexibility.  45   Researchers compared decision-making groups composed of all-Caucasian 

individuals with groups that also contained members from Asian,  Hispanic,  and Black 

ethnic groups.  The ethnically diverse groups produced more effective and more feasible 

ideas,  and the unique ideas they generated tended to be higher quality than the unique 

ideas produced by the all-Caucasian group.  

 The above research findings suggest that conflict within a group can lead to strength 

rather than weakness.  However,  factors such as personality,  social support,  and commu-

nication moderate how well groups can deal with internal conflict.  At an individual 

level,  both a persons personality (agreeableness)  and his or her level of social support 

influence that persons response to conflict.  Agreeable employees and those with lower 

levels of social support respond to conflict more negatively.  46  

 Open communication is  important to  resolving conflict.  Group members who 

discuss differences of opinion openly and are prepared to manage conflict when it 

arises resolve conflicts successfully.  47  Group members with cooperative conflict styles 

and a strong underlying identification to the overall group goals are more effective than 

those with a more competitive style.  48   Managers need to emphasize shared interests in 

resolving conflicts,  so group members who disagree with one another dont become too 

entrenched in their points of view and start to take the conflicts personally.  

 Unfortunately,  not all conflict results in positive outcomes.  A substantial body of 

literature documents how dysfunctional  conflict can reduce group effectiveness.  49   

Among the undesirable outcomes are poor communication,  reduced group cohesive-

ness,  and subordination of group goals due to infighting among members.  All  forms 
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of conflicteven the functional varietiesappear to reduce group member satisfaction 

and trust.  50  When active discussions turn into open conflicts between members,  infor-

mation sharing between members decreases significantly.  51   At the extreme,  conflict can 

bring group functioning to a halt and potentially threaten the groups survival.   

  Negotiation    

  Th e  d i spu te  between  th e  BC  Tea ch ers   Fed era ti on  a n d  th e  BC  governmen t  en d ed  on  

September 1 6,  201 4,  two  weeks  a fter wha t shou ld  h ave  been  the  fi rst  d ay of c l a sses.  52   

Th roughout the previous summer,  i t  was not clear how the d i spute wou ld  end .  The province 

assured  everyone tha t i t  wou ld  not l egisla te  the teachers  back to  work (a  tactic  the govern-

ment had  used  in  the past) .  The teachers  sa id  they were not going to  ca l l  off thei r strike in  

order for classes  to  start on  time.  

 Both  parties had  spoken  occasional ly with  mediator Vince Ready,  to see i f he could  somehow 

help them  arrive at an  agreement.  I n  the spring,  Ready had  said  he d id  not have time to med iate 

the d ispute.  I n  August,  Ready sa id  the parties were too far apart.  But in  m id -September,  Ready 

found  that the parties m ight be ready to actual ly engage in  col lective bargain ing and,  i f that were 

true,  then  maybe he cou ld  help them  through  med iation .  

 As in  any col lective barga in ing si tuation,  i ts  rare for ei ther party to get everyth ing they want.  

Compromise is  part of negotiation,  and  both  sides hope to get some part of what i t wants.  I n  the 

settlement obta ined  with  the help of Ready,  teachers l ikely fel t that the deal  offered  in  med iation  

was better than  what they would  get shou ld  the province decide instead  to legislate the teachers 

back to work.  The province,  however,  recognized  that legislating the teachers back to work would  

not be popu lar and  wou ld  l ikely l ead  to a  court case.  So the province made a  somewhat better 

financia l  offer,  and  the teachers agreed  to accept less than  what they were in i ti a l ly hoping for.  

 I n  the end ,  the teachers voted  86 percent in  favour of the new contract.  BCTF president J im  

I ker expla ined ,  We a l l  know that th is dea l  isn t perfect,  but i t does provide ga ins for teachers,  i t 

protects our charter rights,  i t increases support for our students,   he sa id .  There wi l l  be more 

classroom  and  specia l ist teachers in  schools to help our students;  our teachers on  ca l l  wi l l  get 

fa i r pay for a  days work and  a l l  our members wi l l  get a  sa lary increase.   How do perceptions of 

fa i rness in fluence the negotiation  process?  

 Earlier in the chapter,  we reviewed a number of conflict resolution strategies.  One well-

developed strategy is to negotiate a resolution.  Negotiation permeates the interactions 

of almost everyone in groups and organizations:  Labour bargains with management;  

managers negotiate with employees,  peers,  and senior management;  salespeople nego-

tiate with customers;  purchasing agents negotiate with suppliers;  employees agree to 

cover for one another for a few minutes in exchange for some past or future benefit.  

In todays loosely structured organizations,  in which members work with colleagues 

over whom they have no direct authority and with whom they may not even share a 

common boss,  negotiation skills are critical.  

 We define   negotiation    as a process in which two or more parties try to agree on 

the exchange rate for goods or services they are trading.  53   Note that we use the terms 

 negotiation   and  bargaining  interchangeably.    

 Within a negotiation,  be aware that individuals have issues,  positions,  and inter-

ests.   Issues   are items that are specifically placed on the bargaining table for discussion.  

 Positions   are the individuals stand on the issues.  For instance,  salary may be an issue 

for discussion.  The salary you hope to receive is your position.  Finally,   interests   are the 

underlying concerns that are affected by the negotiation resolution.  For instance,  the 

reason that you might want a six-figure salary is that you are trying to buy a house in 

Vancouver,  and that is your only hope of being able to make mortgage payments.     
 Negotiators who recognize the underlying interests of themselves and the other party 

may have more flexibility in achieving a resolution.  For instance,  in the example just 

given,  an employer who offers you a mortgage at a lower rate than the bank does,  or 

 4  Contrast d istributive and  
integrative bargaining.  

  negotiation       A process in  which  

two or more parties exchange goods 

or services and try to agree on  the 

exchange rate for them.   
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who provides you with an interest-free loan that can be used against the mortgage,  may 

be able to address your underlying interests without actually meeting your salary posi-

tion.  You may be satisfied with this alternative,  if you understand what your interest is.  

 Below we discuss bargaining strategies and how to negotiate.  

  Bargaining Strategies 

 There are two general approaches to negotiation:   distributive bargaining  and  integrative 

bargaining .  54  These are compared in  Exhibit   9 -3    .   

  Distributive  Bargaining 

   Distributive bargaining    is  a negotiating strategy that 

operates under zero-sum (winlose)  conditions.  That is,  

any gain I  make is  at your expense,  and vice versa.  You 

see a used car advertised for sale online.  It appears to be 

just what you have been looking to buy.  You go out to see 

the car.  Its great,  and you want it.  The owner tells you the 

asking price.  You dont want to pay that much.  The two of 

you then negotiate over the price.  Every dollar you can get 

the seller to cut from the cars price is a dollar you save,  and 

  distributive bargaining      Negotia-

tion  that seeks to divide up a fixed 

amount of resources;  a winlose 

solution.    

       I n  general ,  people negotiate more effectively with in  cu ltures than  between  them.  Pol i teness and  positiv-

i ty characterize the typical  confl ict-avoidant negotiations in  Japan  such  as those of labour un ion  leader 

H idekazu  Kitagawa (right),  shown  here presenting  wage and  benefits demands to Ikuo Mori ,  president of 

Fu j i  Heavy Industries,  maker of Subaru  veh icles.

  EXHIBIT 9-3   Distributive vs.  Integrative Bargaining 

        Source:   Based  on  R.  J .  Lewicki  and  J .  A.  Li tterer,   Negotiation   (Homewood,  IL:  I rwin ,  1 985),  p.   280 .  

  Bargaining  Characteristic    Distributive Bargaining     Integrative Bargaining   

 Available resources   Fixed  amount of resources to be d ivided   Variable amount of resources to be d ivided  

 Primary motivations   I  win ,  you  lose  I  win ,  you  win  

 Primary interests  Opposed  to each  other  Convergent or congruent with  each  other 

 Focus of relationships  Short-term   Long-term  

K
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d
o
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e
w
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o
m
   

 Should  you  try 

to win  at any 

cost when  you  

bargain? 
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every dollar more the seller can get from you comes at your expense.  So the essence of 

distributive bargaining is negotiating over who gets what share of a fixed pie.  By   fixed 

pie   ,  we mean a set amount of goods or services to be divided up.  When the pie is fixed,  

or the parties believe it is,  they tend to bargain distributively.         

 A party engaged in distributive bargaining focuses on trying to get the opponent 

to agree to a specific target point,  or to get as close to it as possible.  Examples of this 

tactic are persuading your opponent of the impossibility of reaching his or her target 

point and the advisability of accepting a settlement near yours;  arguing that your 

target is  fair,  while your opponents  is  not;  and attempting to  get your opponent 

to feel emotionally generous toward you and thus accept an outcome close to your 

target point.  

 When engaged in distributive bargaining,  one of the best things you can do is to 

make the first offer,  and to  make it an aggressive one.  Making the first offer shows 

power;  individuals in power are much more likely to make initial offers,  speak first at 

meetings,  and thereby gain the advantage.  Another reason this is a good strategy is the 

anchoring bias (the tendency for people to fixate on initial information) .  Once that 

anchoring point is set,  people fail to adequately adjust it based on subsequent informa-

tion.  A savvy negotiator sets an anchor with the initial offer,  and scores of negotiation 

studies show that such anchors greatly favour the person who sets them.  55   

 For example,  say you have a job  offer,  and your prospective employer asks you 

what sort of starting salary you would want.  You have just been given a giftyou 

have a chance to  set the anchor,  meaning that you should ask for the highest salary 

that you think the employer could reasonably offer.  For most of us,  asking for a 

million dollars is  only going to  make us look ridiculous,  which is  why we suggest 

being on the high end of what you think is   reasonable  .  Too  often,  we err on the 

side of caution,  being afraid of scaring off the employer,  and thus settle for far too 

little.  It  is   possible to scare off an employer,  and its  true that employers do not like 

candidates to  be overly aggressive in salary negotiations,  but liking is  not the same 

as respect or doing what it takes to  hire or retain someone.  56   What happens much 

more often is  that we ask for less than what we could have obtained,  as  the  Ethical 

Dilemma   on page  336   shows.  

  OB in the Street  shows that in the context of eBay auctions,  however,  sellers who start 

with a low price on an item can end up getting a higher selling price.    

  fixed pie       The bel ief that there 

is only a set amount of goods or 

services to be divided up between 

the parties.    

 A Low Anchor Value Can  Reap 
H igher Returns on  eBay 

  Should  a  seller use a  high  or a  low starting  bid  in  an  eBay auction?   In their analysis 

of auction results on eBay,  a group of researchers found that  lower  starting bids gener-

ated higher final prices.  57  As just one example,  Nikon digital cameras with ridiculously 

low starting bids (one penny)  sold for an average of $312,  whereas those with higher 

starting prices went for an average of $204.  

 What explains  such a counterintuitive result?  The researchers  found that low 

starting bids attract more bidders,  and this increased traffic generates more competing 

bidders,  so in the end the price is  higher.  Although this may seem irrational,  nego-

tiation and bidding behaviour are not always rational,  and as  you have probably 

experienced firsthand,  once you start bidding for something,  you want to  win,  

forgetting that for many auctions the one with the highest bid is  often the loser (the 

so-called winners curse) .  

   OB I N  TH E  S TREET 
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  Another distributive bargaining tactic is revealing a deadline.  Negotiators who reveal 

deadlines speed concessions from their negotiating counterparts,  making them recon-

sider their position.  And even though negotiators dont  think   this tactic works,  in reality,  

negotiators who reveal deadlines do better.  58    

  Integrative  Bargaining 

 In contrast to distributive bargaining,    integrative bargaining   assumes that one or more 

settlements exist that can create a winwin solution.  In terms of intraorganizational 

behaviour,  integrative bargaining is preferable to distributive bargaining.  Why? Because 

the former builds long-term relationships and makes working together in the future 

easier.  It bonds negotiators and allows both sides to leave the bargaining table feeling 

that they have achieved a victory.  For instance,  in unionmanagement negotiations,  

both sides might sit down to figure out other ways to reduce costs within an organiza-

tion,  so that its possible to have greater wage increases.  Distributive bargaining,  on the 

other hand,  leaves one party a loser.  It tends to build animosity and deepen divisions 

when people must work together on an ongoing basis.  For a discussion on the role of 

unions in labourmanagement negotiations,  see  Case IncidentThe Pros and Cons of 

Collective Bargaining  on page  337 .    

 Research shows that over repeated bargaining episodes,  a losing party who feels 

positive about the negotiation outcome is much more likely to bargain cooperatively 

in subsequent negotiations.  This  points to  the important advantage of integrative 

negotiations:  Even when you win,  you want your opponent to feel positively about 

the negotiation.  59   

 Why,  then,  dont we see more integrative bargaining in organizations?  The answer 

lies in the conditions necessary for this type of negotiation to succeed.  These include 

parties who are open with information and candid about their concerns,  sensitivity 

by both parties to the others needs,  the ability to trust one another,  and a willingness 

by both parties to maintain flexibility.  60  Because these conditions often dont exist in 

organizations,  negotiations often take a win-at-any-cost dynamic.  

 There are ways to achieve more integrative outcomes.  Individuals who bargain in 

teams reach more integrative agreements than those who bargain individually because 

more ideas are generated when more people are at the bargaining table.  61   Another 

way to achieve higher joint-gain settlements is to put more issues on the table.  The 

more negotiable issues that are introduced into a negotiation,  the more opportunity 

there is for logrolling,  where issues are traded because of the parties differences in 

preferences.  This  approach creates better outcomes for each side than if each issue 

were negotiated individually.  62  Focus also on the underlying interests of both sides 

rather than on issues.  In other words,  its better to concentrate on  why  an employee 

wants a raise rather than to focus just on the raise amountsome unseen potential 

for integrative outcomes may arise if both sides concentrate on what they really want 

rather than on specific items theyre bargaining over.  Typically,  its easier to concentrate on 

  integrative bargaining      Negotiation  

that seeks one or more settlements 

that can  create a winwin  solution.    

 If you are thinking of participating in an auction,  consider the following two points.  

First,  some buyers think sealed-bid auctionswhere bidders submit a single bid in a 

concealed fashionpresent an opportunity to get a steal  because a price war cannot 

develop among bidders.  However,  evidence routinely indicates that sealed-bid auctions 

are bad for the winning bidder (and thus good for the seller)  because the winning bid 

is higher than would otherwise be the case.  Second,  buyers sometimes think jumping 

bidsplacing a bid higher than the auctioneer is askingis a smart strategy because 

it drives away competing bidders early in the game.  Again,  this is  a myth.  Evidence 

indicates bid jumping is good at causing other bidders to follow suit,  thus increasing 

the value of the winning bid.   
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underlying interests when parties stay focused on broad,  

overall  goals  rather than on immediate outcomes of a 

specific decision.  63   Negotiations when both parties  are 

focused on learning and understanding the other side 

tend to yield higher joint outcomes than those in which 

parties are more interested in their individual bottom-line 

outcomes.  64    

  Compromise may be your worst enemy in negotiating 

a winwin agreement.  Compromising reduces the pres-

sure to bargain integratively.  After all,  if you or your opponent caves in easily,  no one 

needs to be creative to reach a settlement.  People then settle for less than they could 

have obtained if they had been forced to consider the other partys interests,  trade off 

issues,  and be creative.  65   Consider a classic example where two sisters are arguing over 

who gets an orange.  Unknown to them,  one sister wants the orange to drink the juice,  

whereas the other sister wants the orange peel to bake a cake.  If one sister gives in and 

gives the other sister the orange,  then they will not be forced to explore their reasons 

for wanting the orange,  and thus they will  never find the winwin solution:  They 

could  each   have the orange because they want different parts of it!  A poor compro-

mise may sometimes be the result of negotiation anxiety.  A 2011  study found that 

negotiators who feel anxious expect lower outcomes,  make lower first offers,  respond 

more quickly to offers,  exit bargaining situations earlier,  and ultimately obtain worse 

outcomes.  66   If self-efficacy is high,  this will moderate some of the harmful effects of 

anxiety.  67   So its important to feel prepared and do what you can to reduce anxiety 

before negotiating a deal.    

  How to  Negotiate 

  Exhibit   9 -4    provides a simplified model of the negotiation process.  It views negotia-

tion as made up of five steps:  (1 )  developing a strategy;  (2)  defining ground rules;  

(3)  clarifying and justifying;  (4)  bargaining and problem solving;  

and (5)  attaining closure and implementation.   

  Developing a  Strategy 

 Before you start negotiating,  you need to do your homework.  What 

is the nature of the conflict?  What is the history leading up to this 

negotiation? Who is involved,  and what are their perceptions of the 

conflict?  What do you want from the negotiation?  What are  your  

goals?  It often helps to put your goals in writing and develop a range 

of outcomesfrom most hopeful  to minimally acceptableto 

keep your attention focused.  

 You also want to  prepare an assessment of what you think are 

the other partys  goals.  68   What will  they probably ask for?  How 

entrenched are they likely to be in their position? What intangible or 

hidden interests may be important to them? On what terms might 

they be willing to settle?  When you can anticipate your opponents 

position,  you are better equipped to counter arguments with the facts 

and figures that support your position.  You might also be able to 

anticipate better negotiating options for yourself.  You want to be sure,  

however,  that the information that you consider regarding your oppo-

nent is relevant to the negotiation.  A 2011  study found that too much 

of the wrong kind of information can make for worse bargaining 

outcomes.  In some cases,  the person with extraneous information 

stopped looking for mutually beneficial outcomes earlier than those 

who did not have this information.  69   

  EXHIBIT 9-4  The Negotiation  Process 

Developing  a  strategy

Dening  ground rules

Clarifying  and  
justifying

Bargaining  and  
problem solving

Achieving  closure and
implementation

        Source:   Based  on  R.  J .  Lewicki ,   Bargain ing  and  

Negotiation,   Exchange: The Organizational Behavior 

Teaching Journal  6,  no.  2  (1 981 ),  pp.   39   40 .    

 How does anxiety 

affect negotiating  

outcomes? 
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 In determining goals,  parties are well advised to consider their target and resistance 

points,  as well as their  b  est  a  lternative  t o a  n  egotiated  a  greement (   BATNA  ) .  70  The buyer 

and the seller are examples of two negotiators.  Each has a  target point  that defines what 

he or she would like to achieve.  Each also has a  resistance point ,  which marks the lowest 

outcome that is acceptablethe point below which each would break off negotiations 

rather than accept a less favourable settlement.  The area between these two points 

makes up each negotiators aspiration range.  As long as there is some overlap between 

the buyers and sellers aspiration ranges,  a   bargaining zone    exists where each sides 

aspirations can be met.  Referring to  Exhibit   9-5    ,  if the buyers resistance point is $450,  

and the sellers resistance point is $500,  then the two may not be able to reach agree-

ment because there is no overlap in their aspiration ranges.       

 Ones BATNA represents the alternative that an individual will face if negotiations 

fail.  For instance,  during the BC Teachers Federation and BC government negotiations,  

both parties wanted to avoid a legislated end to the strike,  if possible.  The government 

knew that legislation would cause even more animosity.  The teachers knew that they 

would likely get a worse deal if the government imposed one than if they worked with 

the mediator to get a settlement.  In the end,  both sides must have concluded that what 

they had achieved through mediation was better than the alternative of a legislated 

end to the dispute.  

 As part of your strategy,  you should determine not only your BATNA but also some 

estimate of the other sides as well.  71   If you go into your negotiation having a good idea 

of what the other partys BATNA is,  even if you are not able to meet theirs,  you might 

be able to get them to change it.  Think carefully about what the other side is willing to 

give up.  People who underestimate their opponents willingness to give on key issues 

before the negotiation even starts end up with lower outcomes from a negotiation.  72  

 You can practise your negotiating skills in the  Experiential Exercise   on page  335  .   

  Defining Ground  Rules 

 Once you have done your planning and developed a strategy,  you are ready to begin 

defining the ground rules and procedures with the other party over the negotiation 

itself.  Who will  do the negotiating? Where will  it take place?  What time constraints,  

if any,  will  apply? To what issues will negotiation be limited? Will there be a specific 

procedure to follow if an impasse is reached? During this phase,  the parties will also 

exchange their initial proposals or demands.   From Concepts to Skills   on pages  338   339   

directly addresses some of the actions you should take to improve the likelihood that 

you can achieve a good agreement.   

  Clari fying and  Justi fying 

 After you have been presented your initial  positions,  you and the other party will 

explain,  amplify,  clarify,  bolster,  and justify your original demands.  This step need not 

be confrontational.  Rather,  its an opportunity for educating each other on the issues,  

  BATNA      The  b est  a l ternative  t o a 

 n egotiated  a greement;  the outcome 

an  individual  faces i f negotiations fai l .    

  bargaining zone      The zone 

between each  partys resistance 

point,  assuming  that there is overlap 

in  this range.    

  EXHIBIT 9-5   Staking  Out the Bargaining  Zone       

Buyers aspiration  range

Sel lers aspi ration  range
Bargain ing

zone

Buyers

target

point

Sellers

resistance

point

Buyers

resistance

point

Sellers

target

point

$400 $475 $525 $600
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why they are important,  and how each arrived at their initial 

demands.  Provide the other party with any documentation that 

helps support your position.   

  Bargaining and  Problem Solving 

 The essence of the negotiation process is the actual give and 

take in trying to hash out an agreement.  A 2011  study found 

that those who used competing and collaborating (essentially 

a combination of the forcing and problem solving conflict 

resolution styles  discussed earlier in the chapter)  as  part 

of their strategy to  gain a higher starting salary were more 

successful  (and received higher increases)  than those who 

used compromising and accommodating strategies.  74  The 

study looked at the influence of individual differences and 

negotiation strategies on starting salary outcomes based on 

a sample of 1 49  newly hired employees in various industry 

settings.  Results  indicated that those who chose to  nego-

tiate increased their starting salaries by an average of $5000.  

Individuals who negotiated by using competing and collabo-

rating strategies,  characterized by an open discussion of ones 

positions,  issues,  and perspectives,  further increased their 

salaries as compared with those who used compromising and 

accommodating strategies.  Individual differences,  including 

risk aversion and integrative attitudes,  played a significant role 

in predicting whether individuals negotiated,  and if so,  what 

strategies they used.  

OB in ActionTips for Getting to Yes   gives you further ideas on how to make negoti-

ating work for you,  based on the popular book  Getting to Yes  .  75       

  Achieving Closure  and  Implementation  

 The final step in the negotiation process is formalizing your agreement and developing 

procedures necessary for implementing and monitoring it.  For major negotiations

from labourmanagement negotiations to bargaining over lease termsthis will require 

hammering out the specifics in a formal contract.  For most cases,  however,  closure of 

the negotiation process is nothing more formal than a handshake.     

  I ndividual  Differences in  Negotiation  Effectiveness 

 Are some people better negotiators than others? The answer is more complex than you 

might think.  Three factors influence how effectively individuals negotiate:  personality,  

moods/emotions,  and gender.    

  Personality Traits  in  Negotiation  

 Can you predict an opponents negotiating tactics if you know something about his 

or her personality?  Because personality and negotiation outcomes are related but 

only weakly,  the answer is,  at best,  sort of.  Most research has focused on the Big 

Five personality trait of agreeableness,  for obvious reasonsagreeable individuals are 

cooperative,  compliant,  kind,  and conflict-averse.  We might think such characteristics 

make agreeable individuals easy prey in negotiations,  especially distributive ones.  The 

evidence suggests,  however,  that overall agreeableness is weakly related to negotiation 

outcomes.  Why is this the case? 

 It appears that the degree to  which agreeableness,  and personality more gener-

ally,  affects negotiation outcomes depends on the situation.  The importance of being 

5  Show how individual  

di fferences influence 

negotiations.  

 Tips for Getting  to Yes 

 R.  Fisher and W.  Ury present four principles for 

winwin negotiations in their book  Getting to Yes  :  73

    Separate  the  people from   the  problem  .  

Work on the issues at hand,  rather than 

getting involved in personality issues between 

the parties.   

   Focus on  interests,  not positions  .  Try to iden-

tify what each person needs or wants,  rather 

than coming up with an unmovable position.   

   Look for ways to achieve  mutual gains  .  

Rather than focusing on one right  solution 

for your position,  brainstorm for solutions 

that will satisfy the needs of both parties.   

   Use  objective criteria   to achieve a fair solu-

tion.  Try to focus on fair standards,  such as 

market value,  expert opinion,  norms,  or laws 

to help guide decision making.    

   OB I N  ACTI ON  
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extraverted in negotiations,  for example,  will  very much depend on how the other 

party reacts to someone who is assertive and enthusiastic.  One complicating factor for 

agreeableness is that it has two facets:  The tendency to be cooperative and compliant 

is one,  but so is the tendency to be warm and empathetic.  76   It may be that while the 

former is a hindrance to negotiating favourable outcomes,  the latter helps.  Empathy,  

after all,  is  the ability to take the perspective of another person and to gain insight 

and understanding of them.  We know so-called perspective-taking benefits integrative 

negotiations,  so perhaps the null effect for agreeableness is due to the two tendencies 

pulling against one another.  If this is the case,  then the best negotiator is a competi-

tive but empathetic one,  and the worst is a gentle but empathetic one.   Focus on Ethics   

indicates how empathy can help you be a more ethical negotiator.    

 Using  Empathy to Negotiate More 
Eth ical ly 

  H ow can  empathy  make  you  a  more  eth i ca l  n egoti -

ator?  You  may have  noti ced  that much  of ou r advi ce  for 

negotiating  effectively depends on  understanding  the perspec-

tive and  goals of the person  with  whom you  are negotiating.  77   Preparing  checkl ists of your 

negotiation  partners interests,  l ikely tactics,  and  BATNA have a l l  been  shown  to improve 

negotiation  outcomes.  Can  these steps make you  a  more ethical  negotiator as wel l?  Studies 

suggest that they might.  

 Researchers  asked  respondents  to  i nd i cate  how much  they tended  to  th ink about 

other peoples feel ings and  emotions and  to describe the types of tactics they engaged  in  

during  a  negotiation  exercise.  More empathetic ind ividuals consistently engaged  in  fewer 

uneth ical  negotiation  behaviours l ike making  false promises and  manipulating  information  

and  emotions.  To put th is in  terms fami l iar to you  from personal ity research,  i t appears that 

ind ividuals who are h igher in  agreeableness wi l l  be more eth ical  negotiators.  

 When  considering  how to  improve your eth ica l  negotiation  behaviour,  fol low these 

gu idel ines:  

   1 .     Try to understand  your negotiation  partners perspective,  not just by understanding  

cogn i tively what the other person  wants,  but by empath izing  with  the emotional  

reaction  he or she wi l l  have to the possible outcomes.   

  2 .     Be  aware of your own  emotions,  because many moral  reactions are fundamental ly 

emotiona l .  One  study found  that  engag ing  i n  uneth i ca l  n egoti ation  strateg ies 

increased  feel ings of gu i l t,  so by extension,  feel ing  gui l ty in  a  negotiation  may mean  

that you  are engaging  in  behaviour you  wi l l  regret later.   

  3 .     Beware  of empath izing  so  much  that you  work aga inst your own  in terests.  Just 

because you  try to understand  the motives and  emotional  reactions of the other side 

does not mean  you  have to assume that the other person  is  going  to be honest and  

fa i r in  return.  So be on  guard.    

   FOCUS ON  ETHICS 

  A 2012 study suggests that the type of negotiations matters as well.  In this study,  agree-

able individuals reacted more positively and felt less stress (measured by their cortisol 

levels)  in integrative negotiations than in distributive ones.  Low levels of stress,  in turn,  

made for more effective negotiation outcomes.  78  Similarly,  in hard-edged distributive 

negotiations,  where giving away information leads to a disadvantage,  extraverted nego-

tiators do less well because they tend to share more information than they should.  79   

 Research also indicates that intelligence predicts negotiation effectiveness,  but,  as 

with personality,  the effects are not especially strong.  80  In a sense,  these weak links mean 

that you are not severely disadvantaged,  even if you are an agreeable extravert,  when its 

time to negotiate.  We can all learn to be better negotiators.  81    
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  Moods/Emotions in  Negotiation 

 Do  moods and emotions  influence negotiation?  They do,  but the way they work 

depends on the emotions as well as the context.  A negotiator who shows anger generally 

induces concessions from opponents,  for instance,  because the other negotiator believes 

no further concessions from the angry party are possible.  One factor that governs this 

outcome,  however,  is poweryou should show anger in negotiations only if you have at 

least as much power as your counterpart.  If you have less,  showing anger actually seems 

to provoke hardball  reactions from the other side.  82  Another factor is how genuine 

your anger isfaked  anger,  or anger produced from so-called surface acting  (see 

 Chapter   2    )  ,  is not effective,  but showing anger that is genuine (so-called deep acting)  

does.  83   It also appears that having a history of showing anger,  rather than sowing the 

seeds of revenge,  actually induces more concessions because the other party perceives 

the negotiator as tough.  84  Finally,  culture seems to matter.  For instance,  one study 

found that when East Asian participants showed anger,  it induced more concessions 

than if the negotiator expressing anger was from the United States or Europe,  perhaps 

because of the stereotype of East Asians as refusing to show anger.  85   

 Anxiety also appears to have an impact on negotiation.  For example,  one study found 

that individuals who experienced more anxiety about a negotiation used more decep-

tions in dealing with others.  86  Another study found that anxious negotiators expect 

lower outcomes,  respond to offers more quickly,  and exit the bargaining process more 

quickly,  leading them to obtain worse outcomes.  87  

 As you can see,  emotionsespecially negative onesmatter to negotiation.  Even 

emotional unpredictability affects outcomes;  researchers have found that negotiators 

who express positive and negative emotions in an unpredictable way extract more 

concessions because it makes the other party feel less in control.  88   As one negotiator 

put it,  Out of the blue,  you may have to react to something you have been working 

on in one way,  and then something entirely new is introduced,  and you have to veer 

off and refocus.  89   

 Finally,  emotions play a major role in shaping perceptions.  90  Negative emotions 

allow us to oversimplify issues,  lose trust,  and put negative interpretations on the other 

partys behaviour.  91   In contrast,  positive feelings increase our tendency to see potential 

relationships among elements of a problem,  take a broader view of the situation,  and 

develop innovative solutions.  92   

  Gender Differences in  Negotiation 

 Men and women behave similarly in many areas of orga-

nizational behaviour,  but negotiation is not one of them.  

Men and women tend to negotiate differently,  and these 

differences affect outcomes.     

 A popular stereotype is that women are more coopera-

tive and pleasant in negotiations than are men.  Although 

this stereotype is controversial,  it has some merit.  Men tend 

to place a higher value on status,  power,  and recognition,  

whereas women tend to place a higher value on compas-

sion and altruism.  Moreover,  women tend to value relationship outcomes more than 

men,  and men tend to value economic outcomes more than women.  93   

 These differences affect both negotiation behaviour and negotiation outcomes.  

Compared with men,  women tend to behave in a less assertive,  less self-interested,  and 

more accommodating manner in negotiations.  As a 2012 literature review concluded,  

women are more reluctant to initiate negotiations,  and when they do initiate negotia-

tions,  they ask for less,  are more willing to accept [the]  offer,  and make more generous 

offers to their negotiation partners than men do.  94  A 2012 study of MBA students at 

Carnegie-Mellon University found that male MBA students took the step of negotiating 

 Ever wonder i f 

men  and women 

negotiate 

di fferently? 
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their first offer 57  percent of the time,  compared with 4  percent for female MBA 

students.  The net result?  A $4000 difference in starting salaries.  95   

 However,  the disparity goes even further than that.  Because of the way women 

approach negotiation,  other negotiators seek to  exploit female negotiators by,  for 

example,  making lower salary offers.  As a result,  female negotiators obtain poorer 

individual outcomes than male negotiators do,  and two women negotiating together 

build less total value than do two male negotiators.  96   

 This is not a fix the woman problem for two reasons.  First,  as is the case with any 

stereotype that has some validity,  we always find individual variations.  There are average 

differences between men and women in negotiation,  but this hardly means that every 

mans behaviour is more assertive than every womans in negotiation.  Second,  some 

men hold a gender double standardwhen women behave stereotypically,  men are 

more likely to take advantage of the cooperative behaviour,  but when women behave 

assertively,  their assertive behaviour is viewed more negatively than if the same behav-

iour were demonstrated by men.  

 So what can be done to change this troublesome state of affairs? First,  organizational 

culture plays a role here.  If an organization,  even unwittingly,  encourages a predomi-

nantly competitive model for negotiators,  this will tend to increase gender-stereotypical 

behaviours (men negotiating competitively,  women negotiating cooperatively) ,  and it 

will also increase backlash when women go against stereotype.  Men and women need to 

know that its acceptable for each to show a full range of negotiating behaviours.  Thus,  

a female negotiator who behaves competitively and a male negotiator who behaves 

cooperatively need to know that they are not violating expectations.  

 Second,  at an individual level,  women cannot directly control male stereotypes of 

women.  Fortunately,  such stereotypes are fading.  However,  women  can   control their 

own negotiating behaviour.  Does this  mean they should 

always behave aggressively and in a self-interested manner 

in negotiations? If economic outcomes are valued,  then the 

answer,  in general,  is  yes.  And,  of course,  the shoe can be 

put on the other footif men value social outcomes,  they 

should consider behaving in a more cooperative manner.  

 Research is less clear as to whether women can improve 

their outcomes  even further by showing some gender-

stereotypical  behaviours.  A 201 2  article by Laura Kray,  

professor at the University of California,  Berkeley,  and 

colleagues  suggested that female negotiators  who  were 

instructed to behave with feminine charm (be animated 

in body movements,  make frequent eye contact with their 

partner,  smile,  laugh,  be playful,  and frequently compli-

ment their partner)  did better in negotiations than women 

not so instructed.  These behaviours did not work for men,  

regardless of the gender of their negotiating partner.  97  

 Other researchers disagree and argue that what can best 

benefit women is to break down gender stereotypes on the 

part of individuals who hold them.  98   Its possible this is a 

short-term/long-term situation:  In the short term,  women 

can gain an advantage in negotiation by being both asser-

tive and flirtatious,  but in the long term,  their interests are 

best served by eliminating these sorts of sex role stereotypes.  

 Evidence also suggests that womens own attitudes and 

behaviours hurt them in negotiations.  Managerial women 

demonstrate less confidence than men in anticipation of 

negotiating and are less  satisfied with their performance 

afterward,  even when their performance and the outcomes 

       Respected  for her intel l igence,  confident negotiating  ski l ls,  and  suc-

cessful  outcomes,  Christine Lagarde is the managing  director of the 

International  Monetary Fund  (IMF).  Prior to that she was the min ister 

for the economy,  finance,  and  employment in  France,  where she 

used  her negotiating  ski l ls to boost French  exports by 1 0 percent.  

She is a lso known  for her much  earl ier work as a  labour and  anti-

trust lawyer for the global  law firm  Baker & McKenzie,  during  which  

she negotiated  with  Frances trade unions to change the countrys 

labour laws,  including  ending  the 35-hour l imit on  the workweek,  

to help boost the nations sluggish  economy.
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they achieve are similar to those of men.  99   Women are also less likely than men to see 

an ambiguous situation as an opportunity for negotiation.  Women may unduly penalize 

themselves by failing to engage in negotiations that would be in their best interest.  

Some research suggests that women are less aggressive in negotiations because they are 

worried about backlash from others.  This finding has an interesting qualifier:  Women 

are more likely to engage in assertive negotiation when they are bargaining on behalf 

of someone else than when they are bargaining on their own behalf.  100  A 2011  study by 

professor Linda Schweitzer of the Sprott School of Business,  Carleton University,  and 

three colleagues found that women tend to have lower expectations about salaries and 

promotions as they enter the workforce,  which may explain why they are less aggressive 

in salary negotiations.  101        

  Third-Party Negotiations   
 To this point,  we have discussed bargaining in terms of direct negotiations.  Occasionally,  

however,  individuals or group representatives reach a stalemate and are unable to 

resolve their differences.  In such cases,  they may turn to alternative dispute resolution 

(ADR),  where a third party helps both sides find a solution outside a courtroom.  The 

three basic third-party roles are mediator,  arbitrator,  and conciliator.  

  Mediator 

 A   mediator    is  a neutral  third party who facilitates a negotiated solution by using 

reasoning and persuasion,  suggesting alternatives,  and the like.  Mediators can be much 

more aggressive in proposing solutions than conciliators.  Mediators are widely used in 

labourmanagement negotiations and in civil court disputes.  British Columbias Motor 

Vehicle Branch uses mediation to help settle accident claims.  In Ontario,  all disputes 

between companies and employees now go to mediation within 100 days.  Pilot projects 

found that more than 60 percent of the disputes were partly or fully resolved within 60 

days after the start of the mediation session.  102    

 The overall effectiveness of mediated negotiations is fairly impressive.  For example,  

a 2014 Mediate BC survey found that over 90 percent of mediations resolved all  issues 

or helped the parties move toward resolution.  The survey also found that the average 

satisfaction rate with the process was over 90 percent.  103   But the situation is the key to 

whether mediation will succeed;  the conflicting parties must be motivated to bargain 

and resolve their conflict.  Additionally,  conflict intensity cannot be too high;  media-

tion is most effective under moderate levels of conflict.  Finally,  perceptions of the 

mediator are important;  to be effective,  the mediator must be perceived as neutral and 

noncoercive.   

  Arbitrator 

 An   arbitrator   is a third party with the authority to dictate an agreement.  Arbitration 

can be voluntary (requested by the parties)  or compulsory (forced on the parties by 

law or contract) .    

 The big advantage of arbitration over mediation is that it always results in a settle-

ment.  Whether there is a negative side depends on how heavy-handed the arbitrator 

appears.  If one party is left feeling overwhelmingly defeated,  that party is certain to be 

dissatisfied and the conflict may resurface at a later time.   

  Conci l iator 

 A   conciliator    is a trusted third party who provides an informal communication link 

between the negotiator and the opponent.  Conciliation is used extensively in international,  

 6  Assess the roles and  
functions of third-party 

negotiations.  

  mediator      A neutral  third  party who 

faci l i tates a negotiated solution  by 

using  reasoning,  persuasion,  and 

suggestions for alternatives.    

  arbitrator      A third  party to a nego-

tiation  who has the authority to dictate 

an  agreement.    

  conciliator      A trusted third  party 

who provides an  informal  communi-

cation  l ink between the negotiator 

and the opponent.    
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labour,  family,  and community disputes.  In practice,  conciliators typically act as more than 

mere communication conduits.  They also engage in fact-finding,  interpreting messages,  

and persuading disputants to develop agreements.    

 In Canada,  the first step in trying to resolve a labour relations dispute can be to bring 

in a conciliation officer when agreement cannot be reached.  This may be a good faith 

effort to resolve the dispute.  Sometimes,  however,  a conciliator is used so that the union 

can reach a legal strike position or management can engage in a lockout.  Provinces 

vary somewhat in how they set out the ability to engage in a strike after going through 

a conciliation process.  For instance,  in Nova Scotia,  once the conciliation officer files a 

report that the dispute cannot be resolved through conciliation,  there is a 14-day waiting 

period before either party can give 48 hours notice of either a strike or a lockout.  104    

  GLOBAL IMPLICATIONS 

 Below we consider (1 )  how conflict is handled in different cultures,  (2)  whether 

there are differences in negotiating styles across cultures,  and (3)  how the 

display of emotions affects negotiations in different cultures.  

  Confl ict Resolution  and  Culture 

 Research suggests that differences across countries in conflict resolution strategies may 

be based on collectivistic tendencies and motives.  105   Collectivistic cultures see people 

as deeply embedded in social situations,  whereas individualistic cultures see people as 

autonomous.  As a result,  collectivists are more likely to seek to preserve relationships 

and promote the good of the group as a whole.  They will  avoid direct expression of 

conflicts,  preferring to use more indirect methods for resolving differences of opinion.  

Collectivists may also be more interested in demonstrations of concern and working 

through third parties to resolve disputes,  whereas individualists will be more likely to 

confront differences of opinion directly and openly.  

 Some research supports this theory.  Compared with collectivistic Japanese negotia-

tors,  individualistic US negotiators are more likely to see offers from their counterparts 

as unfair and reject them.  Another study revealed that while US managers are more 

likely to use competing tactics when faced with a conflict,  Chinese managers are more 

likely to  use compromising and avoiding.  106   Interview data,  however,  suggest top 

management teams in Chinese high-technology firms prefer integration even more 

than compromising and avoiding.  107   

  Cultural  D ifferences in  Negotiating Style 

 So what can we say about culture and negotiations?  First,  it appears that people gener-

ally negotiate more effectively within cultures than between them.  For example,  a 

Colombian is apt to do better negotiating with a Colombian than with a Sri Lankan.  

Second,  it appears that in cross-cultural negotiations,  its especially important that the 

negotiators be high in openness.  This point suggests that cross-cultural negotiators 

should rank high on openness to experience and avoid factors such as time pressures 

that tend to inhibit learning about and understanding the other party.  108   

  Culture,  Negotiations,  and  Emotions 

 As a rule,  no one likes to face an angry counterpart in negotiations.  However,  East Asian 

negotiators may respond less favourably to anger than people from other cultures.  109   

 Two separate studies found that East Asian negotiators were less likely to accept 

offers  from negotiators  who displayed anger during negotiations.  Another study 

explicitly compared how US and Chinese negotiators react to  an angry counterpart.  
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When confronted with an angry negotiator,  Chinese negotiators increased their use 

of distributive negotiating tactics,  whereas US negotiators decreased their use of these 

tactics.  110  

 Why might East Asian and Chinese negotiators respond more negatively to angry 

negotiators? The authors of the research speculated that because their cultures empha-

size respect and deference,  they may be particularly likely to perceive angry behaviour 

as disrespectful,  and thus deserving of uncooperative tactics in response.

      

     Summary 
 While many people assume that conflict lowers group and organizational performance,  

this assumption is frequently incorrect.  Conflict can be either constructive or destructive 

to the functioning of a group or unit.  As shown in  Exhibit   9-2   ,  levels of conflict can be 

either too high or too low to be constructive.  Either extreme hinders performance.  An 

optimal level is one that prevents stagnation,  stimulates creativity,  allows tensions to 

be released,  and initiates the seeds of change without being disruptive or preventing 

coordination of activities.   

 LESSONS LEARNED 

       A medium level of conf ict 

often results in higher pro-

ductivity than an absence of 

conf ict.   

      Negotiators should identify 

their BATNA (  b  est  a  lternative 

 t o  a  n  egotiated  a  greement) .   

      In relationships with long-

term consequences,  its best 

to use a winwin strategy in 

bargaining.      SNAPSHOT SUMMARY 
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 Study,  practise,  and explore real  business situations with  these helpful  resources:  

       Study Plan:  Check your understanding  of chapter concepts with  self-study quizzes.   

      Online Lesson Presentations:  Study key chapter topics and work through  interactive assessments to 

test your knowledge and master management concepts.   

      Videos:  Learn  more about the management practices and strategies of real  

companies.   

      Simulations:  Practise management decision-making  in  simulated business environments.    

 MyManagementLab 
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  for Review 

    1 .    What i s  confl ict?   

   2.    What are the three types of con-

fl ict and  the three loci  of confl ict?   

   3 .    What are the conditions that 

lead  to confl ict?   

   4.    What are the differences be t ween  

d istributive and  integrative bar-

gain ing?   

   5.    How do ind ividual  d i fferences 

in fluence negotiations?   

   6.    What are the roles and  functions 

of th i rd-party negotiations?     

  for Managers 

   Seek integrative solutions when  

your objective i s  to learn,  when  

you  want to merge insights from  

people with  d ifferent perspectives,  

when  you  need  to gain  commit-

ment by incorporating  concerns 

into a  consensus,  and  when  you  

need  to work through  feel ings that 

have interfered  with  a  relationship.   

   I ts  best to avoid  an  i ssue when  

i ts trivia l  or symptomatic of other 

i ssues,  when  more important i ssues 

are pressing,  when  you  perceive 

no chance of satisfying  everyones 

concerns,  when  people need  to 

cool  down  and  regain  perspective,  

when  gathering  information,  and  

when  others can  resolve the con-

fl ict more effectively.   

   Consider compromising  when  

goals are important but not worth  

potentia l  d isruption,  when  oppo-

nents with  equal  power are com-

mitted  to mutual ly exclusive goals,  

and  when  you  need  temporary 

settlements to complex i ssues.   

   D istributive bargain ing  can  resolve 

d isputes,  but i t often  reduces the 

satisfaction  of one or more nego-

tiators because i ts confrontational  

and  focused  on  the short term.  

Integrative bargain ing,  in  contrast,  

tends to provide outcomes that 

satisfy a l l  parties and  bu i ld  lasting  

relationsh ips.   

   Make sure you  set aggressive 

negotiating  goals and  try to find  

creative ways to achieve the objec-

tives of both  parties,  especial ly 

when  you  value the long-term  rela-

tionship  with  the other party.  That 

does not mean  sacrificing  your 

self-interest;  rather,  i t means trying  

to find  creative solutions that g ive 

both  parties what they real ly want.     

  for You 

   I t may seem  easier,  but avoid ing  

confl ict does not necessari ly have 

a  more positive outcome than  

working  with  someone to resolve 

the confl ict.   

   Trying  to ach ieve a  winwin  solu-

tion  in  a  confl ict si tuation  tends 

to lead  to better relationsh ips and  

greater trust.   

   I ts  not a lways possible to resolve 

confl ict on  ones own.  There are 

a l ternative d ispute resolution  

options,  including  having  some-

one help  mediate the confl ict.   

   I ts  better to focus more on  inter-

ests rather than  positions when  

engaged  in  a  negotiation.  Doing  

so g ives you  the abi l i ty to arrive at 

more flexible solutions.        

   OB
 at

Work  
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  I t may be true that confl ict i s  an  inherent part of any 

group or organ ization.  I t may not be possible to el im i-

nate i t completely.  However,  just because confl icts exist i s  

no reason  to g lori fy them.  Al l  confl icts are dysfunctional ,  

and  i ts one of managements major responsibi l i ties to 

keep confl ict intensity as low as humanly possible.  A few 

points wi l l  support th is case:  

        The negative consequences from conflict can  be dev-

astating.   The l i st of negatives associated  with  confl ict 

i s  awesome.  The most obvious are increased  turnover,  

decreased employee satisfaction,  inefficiencies between  

work un its,  sabotage,  labour grievances and  strikes,  

and  physical  aggression.  One study estimated  that 

managing  confl ict at work costs the average employer 

nearly 450 days of management time a  year.   

       Effective managers build teamwork.   A good  man-

ager bu i lds  a  coord inated  team.  Confl i ct works 

aga inst such  an  objective.  A successfu l  work group 

i s  l i ke  a  successfu l  sports  team:  Members  a l l  know 

thei r roles  and  support thei r teammates.  When  

a  team  works wel l ,  the  whole  becomes g reater than  

the  sum  of the  parts.  Management creates team-

work by m in im izing  in terna l  confl i cts  and  faci l i tat-

ing  in terna l  coord ination .   

       Competition is good for an  organization,  but not 

conflict.   Competition  and  confl ict should  not be con-

fused  with  each  other.   Conflict  i s  behaviour d i rected  

against another party,  whereas  competition   i s  behav-

iour a imed  at obtain ing  a  goal  without interference 

from  another party.  Competition  i s  healthy;  i ts the 

source of organ izational  vi ta l i ty.  Confl ict,  on  the other 

hand,  i s  destructive.   

       Conflict is avoidable.   I t may be true that confl ict i s  

inevitable when  an  organ ization  i s  in  a  downward  

spira l ,  but the goal  of good  leadersh ip  and  effective 

management i s  to avoid  the spira l  to begin  with .      

  Lets  briefly review how stimulating  confl ict can  provide 

benefits to the organ ization:  1 1 1   

        Conflict is a  means by which to bring about radical 

change.   I ts  an  effective device by which  management 

can  drastical ly change the existing  power structure,  

current interaction  patterns,  and  entrenched  atti -

tudes.  I f there i s  no confl ict,  i t means the real  prob-

lems are not being  addressed.   

       Conflict facilitates group cohesiveness.   Whi le  confl ict 

increases hosti l i ty between  groups,  external  threats 

tend  to cause a  group to pu l l  together as a  un it.  Con-

fl ict with  another group brings together those with in  

each  g roup.  Such  i n tragroup  cohesion  i s  a  cri ti ca l  

resource that groups draw on  in  good  and  especia l ly 

in  bad  times.   

       Conflict improves group and organizational effective-

ness.   G roups or organ izations devoid  of confl ict are 

l ikely to suffer from  apathy,  stagnation,  groupth ink,  

and  other debi l i tating  d iseases.  In  fact,  more organ i-

zations probably fa i l  because they have  too little   con-

fl ict,  not because they have too much.  Stagnation  i s  

the biggest threat to organ izations,  but since i t occurs 

slowly,  i ts i l l  effects often  go unnoticed  unti l  i ts too 

late.  Confl ict can  break complacencyalthough  most 

of us dont l ike confl ict,  i ts often  the last best hope of 

saving  an  organ ization .   

       Conflict brings about a  slightly higher,  more construc-

tive level of tension.   Constructive levels of tension  

enhance the chances of solving  the confl icts in  a  way 

satisfactory to a l l  parties concerned.  When  the level  

of tension  i s  very low,  the parties may not be suffi -

ciently motivated  to do someth ing  about a  confl ict.     

  Conf ict:  Good  or Bad? 
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P I A
PERSONAL  

INVENTORY 

ASSESSMENT

Strategies for Handling Conflict:  Different people tend  to rely on  d ifferent strategies for handl ing  confl ict.  Use th is scale 

to determine your preferred  strategy.  I s  there an  a lternative strategy that may be more effective in  workplace si tuations?

Managing  Interpersonal  Confl ict:  Th i s  sel f-assessment i s  designed  to  help  you  better understand  your preferred  

approaches to managing  interpersonal  confl ict.

  P E R S O N AL  I N VE N TORY  A S S E S S M E N T

 A Negotiation Role Play 

 Th is role play i s  designed  to help you  develop your negotiating  ski l l s.  The class i s  to break into pairs.  One person  wi l l  play 

the role of Alex,  the department supervisor.  The other person  wi l l  p lay C . J . ,  Alexs boss.  

  The situation:   Alex and  C . J .  work for hockey-equipment manufacturer Bauer.  Alex supervises a  research  laboratory.  

C . J .  i s  the manager of R & D.  Alex and  C . J .  are former skaters who have worked  for Bauer for more than  6  years.  C . J .  

has been  Alexs boss for 2  years.  

 One of Alexs employees has greatly impressed  Alex.  Th is  employee i s  Li sa  Roland.  Li sa  was h i red  1 1  months ago.  

She i s  24 years old  and  holds a  masters degree in  mechanical  engineering.  Her entry-level  sa lary was $57  500 a  year.  

She was told  by Alex that,  in  accordance with  corporation  pol icy,  she would  receive an  in i tia l  performance evaluation  at 

6  months and  a  comprehensive review after 1  year.  Based  on  her performance record,  Lisa  was told  she cou ld  expect a  

sa lary ad justment at the time of the 1 -year review.  

 Alexs evaluation  of Lisa  after 6  months was very positive.  Alex commented  on  the long  hours Lisa  was working,  her 

cooperative spiri t,  the fact that others in  the lab  en joyed  working  with  her,  and  her immediate positive impact on  the 

project she had  been  assigned.  Now that Lisas fi rst anniversary i s coming  up,  Alex has again  reviewed  Lisas performance.  

Alex th inks Lisa  may be the best new person  the R & D  group has ever h i red.  After on ly a  year,  Alex has ranked  Lisa  as 

the number 3  performer in  a  department of 1 1 .  

 Salaries in  the department vary greatly.  Alex,  for instance,  has a  basic salary of $93  800,  plus el ig ibi l i ty for a  bonus that 

might add  another $7000 to $1 1  000 a  year.  The sa lary range of the 1 1  department members i s  $48 400 to $79 000.  

The lowest sa lary i s  a  recent h i re with  a  bachelors degree in  physics.  The 2  people that Alex has rated  above Lisa  earn  

base salaries of $73  800 and  $78 900.  They are both  27  years old  and  have been  at Bauer for 3  and  4 years,  respectively.  

The median  sa lary in  Alexs department i s  $65  300.  

  Alexs role:   You  want to g ive Lisa  a  big  ra ise.  Whi le  she i s  young,  she has proven  to be an  excel lent addition  to the 

department.  You  dont want to lose her.  More important,  she knows in  general  what other people in  the department 

are earn ing,  and  she th inks she is underpaid.  The company typical ly g ives 1 -year raises of 5  percent,  a lthough  1 0 percent 

  EXPE R I E N T I AL  E X E R C I S E  

 Form  smal l  groups to d iscuss the fol lowing  topics,  as assigned  by your instructor:  

   1 .    You  and  2  other students carpool  to school  every day.  The driver has recently taken  to playing  a  new rad io 

station  qu ite loudly.  You  do not l ike the music,  or the loudness.  Using  one of the confl ict-handl ing  strategies 

outl ined  in   Exh ibit   9-1    ,  ind icate how you  might go about resolving  th is confl ict.   

  2.    Using  the example above,  identify a  number of BATNAs ( b  est  a  l ternative  t o  a   n  egotiated   a  g reement)  avai lable 

to you,  and  then  decide whether you  should  continue carpool ing.   

  3.    Wh ich  confl ict-handl ing  strategy i s  most consistent with  how you  deal  with  confl ict?  I s  your strategy effective?  

Why or why not?     

B R E AKO U T  G ROU P  E X E R C I S E S  

M09_LANG1 781 _07_SE_C09. indd   335 2/1 1 /1 5   1 1 :55 AM



O
B
 a
t 
W

o
r
k

336  Part 3  I n teracti ng  E ffecti ve l y

is not unusual  and  20 to 30  percent increases have been  approved  on  occasion .  You  would  l ike to get Lisa  as large an  

increase as C . J .  wi l l  approve.  

  C. J. s role:   Al l  your supervisors typica l l y try to  squeeze you  for as  much  money as  they can  for thei r people.  You  

understand  th is because you  d id  the same th ing  when  you  were a  supervisor,  but your boss wants to keep a  l id  on  costs.  

He wants you  to keep ra ises for recent h i res general ly in  the range of 5  to 8  percent.  In  fact,  he has sent a  memo to a l l  

managers and  supervisors stating  th is objective.  However,  your boss i s a lso very concerned  with  equity and  paying  people 

what they are worth .  You  feel  assured  that he wi l l  support any sa lary recommendation  you  make,  as long  as i t can  be 

justi fied.  Your goal ,  consistent with  cost reduction,  i s  to keep sa lary increases as low as possible.  

  The negotiation:   Alex has a  meeting  scheduled  with  C . J .  to d iscuss Lisas performance review and  sa lary ad justment.  

Take a  couple of m inutes to th ink through  the facts in  th is exercise and  to prepare a  strategy.  Then  you  have up to 1 5  

minutes to conduct your negotiation.  When  your negotiation  i s  complete,  the class wi l l  compare the various strategies 

used  and  the outcomes that resu lted.   

 The Lowball Applicant 

  E T H I C A L  D I L EMMA 

 Consider th is fi rst-person  account:  

  I  am  a  human  resources manager,  so  I  i n terview people 

every day.  Sometimes the managers in  my company ask 

me to pre-screen  candidates,  which  I  do after d iscussing  

the  j ob  a t  l ength  wi th  the  manager.  I  u sua l l y start  the 

cand idate screen ing  with  a  few personal i tyjob fi t tests;  

then  conduct an  interview,  fol lowing  a  l i st of job-specific 

questions the manager has g iven  me;  and  final ly d iscuss 

the job requirements,  our company,  and  the pay/benefits.  

By that time in  the process,  the cand idate usual ly has a  

good  idea  of the job and  i s  eager to suggest a  h igh  level  

of pay at the top of the advertised  bracket or,  often,  above 

the pay bracket.  However,  th is i sn t a lways the case.  

 One  time  i n  parti cu l a r,  an  excel l en t cand idate  wi th  

outstand ing  qua l i fi cations  su rpri sed  me  by saying  that 

since she wanted  flextime,  she would  accept a  rate below 

the  pay bracket.  C on fused ,  I  a sked  her i f  sh e  wanted  

a  reduction  i n  hours  below fu l l  time.  She  sa id  no,  she 

expected  to work fu l l  time and  on ly wanted  to come in  a  

l i ttle late and  would  leave a  l i ttle late to make up the time.  

I  guess she figured  th is was a  concession  worth  slash ing  

her sa lary for,  but our company has flextime.  In  fact,  she 

could  have asked  for five fewer hours per week,  sti l l  been  

considered  fu l l  time by our company pol icies,  and  negoti-

ated  for above the advertised  pay grade.  

 I  knew the manager would  be h igh ly interested  in  th is  

candidate and  that he could  probably get her to work the 

longer fu l l -time hours at a  lower rate of pay.  That outcome 

might be best for the company,  or i t m ight not.  She obvi-

ously d idnt fu l ly understand  the company pol icies in  her 

favour,  and  she was unsoph isticated  about her worth  in  

the marketplace.  What should  I  have done?   

  Questions 

    1 .    I f the human  resources manager were to coach  the 

appl icant to request a  h igher salary,  would  the coach-

ing  work against the interests of the organization?  Is  

i t the responsibi l i ty of the human  resources manager 

to put the organizations financial  interests first?   

   2.    What do you  see as the potentia l  downside of the 

human  resources manager abstain ing  from  d iscuss-

ing  the pay i ssue further with  the candidate?   

   3 .    I f the candidate were h i red  at the reduced  rate she 

proposed,  how might the si tuation  play out over the 

next year when  she gets to know the organ ization  

and  pay standards better?      

    CAS E  I N C I D E N T S  

  Choosing Your Battles 

 Wh i le  much  of th i s  chapter has  d i scussed  methods for 

ach ieving  harmon ious relationsh ips  and  getti ng  out of 

confl icts,  i ts  a l so important to  remember that there are 

si tuations in  which  too l i ttle  confl ict can  be a  problem.  1 1 2   

As  we noted ,  i n  creative  problem-solving  teams,  some 

level  of task confl ict early in  the process of formulating  a  

solution  can  be an  important stimulus to innovation.  

 However,  the conditions must be right for productive 

confl ict.  In  particu lar,  individuals must feel  psychological ly 

safe in  bringing  up issues for d iscussion.  If people fear that 
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what they say i s  going  to be held  against them,  they may 

be reluctant to speak up or rock the boat.  Experts suggest 

that effective confl icts have three key characteristics:  They 

shou ld  (1 )  speak to  what i s  possible,  (2 )  be compel l ing,  

and  (3 )  involve uncertainty.  

 So how should  a  manager  pick a  fight ?  Fi rst,  ensure 

that the stakes are sufficient to actual ly warrant a  d isrup-

tion .  Second,  focus on  the future,  and  on  how to resolve 

the confl ict rather than  on  whom to blame.  Th ird,  tie  the 

confl ict to fundamental  values.  Rather than  concentrating  

on  winn ing  or losing,  encourage both  parties to see how 

successfu l ly exploring  and  resolving  the confl ict wi l l  l ead  

to optimal  outcomes for al l .  I f managed  successful ly,  some 

degree of open  disagreement can  be an  important way for 

companies to manage simmering  and  potential ly destruc-

tive confl icts.  

 However,  not every organization  fol lows these principles.  

CP Rai l  and  the C ity of Vancouver have been  at odds on  

what should  happen  to a  rai l  l ine that runs down what is  

cal led  the Arbutus Corridor on  the west side of Vancouver.  

CP stopped  using  the l ine in  the late 1 990s,  and  over the 

years residents have used  the area  on  ei ther side of the 

rai lway tracks for award-winning community gardens as well  

as walking  their dogs.  CP wanted to develop the property 

for commercial  and  residential  use.  The city was opposed to 

this,  and a 2006 Supreme Court of Canada judgment gave it 

the right to determine how the land would  be used.  The city 

would  l ike to see the property,  which  is 1 1  ki lometres long,  

used  as a  greenway and  a  future transit corridor.  

 C P owns the  l and  and  wants  to  develop  i t  or sel l  i t 

to  the  ci ty.  I n  201 4,  C P g rew ti red  of the  impasse  wi th  

Vancouver.  No ta lks between  the parties had  taken  place 

i n  years.  The  ra i lway announced  tha t  i t  was  go ing  to 

reinstate tra in  service,  which  i t has the legal  right to  do,  

even  though  the city does not want th is to happen.  Rather 

than  fighting  th is battle with  the ci ty,  the ra i lway decided  

to  pick a  battle  with  the gardeners who were using  the 

pri va te  p roperty.  C P  g ave  noti ce  th a t  i t  wou ld  beg i n  

tearing  out gardens in  August,  at the height of harvest 

season.  They then  destroyed  some of the gardens in  mid-

August,  hoping  that pressure from  the community about 

the loss of their gardens would  spur the ci ty into making  

some sort of settlement with  the company.  Instead,  the 

move infuriated  both  gardeners and  people l iving  in  the 

area  because i t was viewed  as a  bu l lying  tactic.  Many of 

the gardens had  existed  whi le  BC  Rai l  was sti l l  operating,  

and  the company had  not objected  to them  at the time.  

 To  escalate  further,  CP in formed  people  l i ving  in  the 

area  that i t planned  to spray herbicides a long  the l ine.  CP 

d irector M ike LoVecch io wrote,   Th is work i s  to continue 

throughout August and  September.  Our goal  is to have the 

entire l ine ready for train  operations in  the fal l .   Fol lowing  

these actions,  the ci ty entered  into ta lks with  CP,  but the 

two parties cou ld  not agree on  the price the ci ty should  

pay the  ra i lway for the  l and .  I n  October 201 4,  the  ci ty 

l aunched  a  consti tutional  cha l lenge against the  ra i lway,  

wh ich  means that the  i ssue wi l l  be  tied  up  in  court for 

qu i te  some  time.  The  ci ty a l so  appl i ed  for permanen t 

in junctions to stop CP from doing  any more damage to the 

remain ing  gardens or doing  anyth ing  further to reactivate 

the ra i l  l ine.  In  J anuary 201 5,  the ci ty lost i ts  bid  to  ha l t 

C Ps  Arbutus corridor p lan .  However,  the  ci ty l aunched  

another lawsuit to have the ra i lway declared  abandoned,  

to be heard  later in  201 5.   

  Questions 

    1 .    C an  involving  a  th i rd  party in  a  d ispute,  much  l ike 

CP Rai l  d id  with  the community gardeners,  ever 

resu lt in  a  positive outcome?   

   2.    How can  negotiators use confl ict management 

strategies to their advantage so that d i fferences in  

in terests lead  to positive integrative solutions rather 

than  dysfunctional  confl icts?   

   3 .    C an  you  th ink of si tuations in  your own  l i fe  in  

wh ich  si lence has worsened  a  confl ict between  

parties?  What m ight have been  done d i fferently to  

ensure that open  communication  faci l i tated  col -

laboration  instead?      

    The Pros and Cons of Collective Bargaining 

 Fewer employees  i n  th e  pri va te  sector  a re  un i on i zed ,  

compared  with  those who work in  the publ ic sector (1 6.4 

vs.  71 .4 percent in  201 2).  1 1 3   Does being  in  a  labour un ion  

make a  d i fference for optimal  wages and  benefits?  

 On  the  posi ti ve  s i de,  by negotiating  as  a  col l ecti ve,  

publ ic sector employees,  who are more heavi ly un ionized,  

are  able  to  earn ,  on  average,  rough ly 1 2  percent more 

than  employees  working  i n  the  mostl y non -un ion i zed  
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private sector.  Unions also can  protect the rights of workers 

aga in st capri ci ous  action s  by employers.  C onsider the 

fol lowing  example:  

  Lyd i a  cr i t i c i zed  th e  work  of  f i ve  o f  h er  co-workers .  

They were  not amused  and  posted  angry messages on  

a  Facebook page.  Lyd i a  compla i ned  to  her  supervi sor 

th a t  the  posti ng s  vi o l a ted  the  employers   zero  to l er-

ance  pol i cy aga i n st   bu l l yi ng  and  ha rassmen t.   The 

employer investigated  and ,  agreeing  that i ts  pol i cy had  

been  violated,  fi red  the five.   

 Most of us would  probably prefer not to be fi red  for 

Facebook posts.  Th is i s  a  protection  un ions can  provide.  

 On  the  negati ve  s i de,  publ i c-sector un ions  a t  times 

have been  able  to negotiate employment arrangements 

that are hard  to sustain .  According  to the Fraser Insti tute,  

a lmost 90  percent of those employed  by the  C anad ian  

governmen t rece i ve  pen si on  benefi ts  a s  pa rt  of  th e i r 

tota l  compensation .  On ly 24  percent of pri vate  sector 

employees have these benefits.  Th is a l lowed  government 

employees to  reti re  about 2 . 5  years earl ier than  private 

sector employees between  2007  and  201 1 .  

 Further,  i ts often  more d i fficult to fi re a  member of a  

publ ic-sector un ion,  even  i f performance i s  exceptional ly 

poor.  In  201 1 ,  3 .8 percent of private sector employees were 

fired.  Only 0.6 percent of public sector employees were fired.  

 Reasonable  people  can  d i sagree about the  pros and  

cons of un ions and  whether they help  or h inder an  orga-

n i zation s  ab i l i ty to  be  successfu l .  There  i s  no  d i spu te,  

however,  that they often  figure prominently in  the study 

of workplace confl ict and  negotiation  strategies.  

  Questions 

1 .   Labourmanagement negotiations m ight be charac-

terized  as more d istributive than  integrative.  Do you  

agree?  Why do you  th ink th is i s  the case?  What,  i f 

anyth ing,  would  you  do about i t?   

2.   I f un ions have negotiated  unreasonable agree-

ments,  what responsibi l i ty does management or the 

admin istration  bear for agreeing  to these terms?  

Why do you  th ink they do agree?   

3.   I f you  were advising  un ion  and  management repre-

sentatives about how to negotiate an  agreement,  

drawing  from  the concepts in  th is chapter,  what 

would  you  tel l  them?        

  Negotiating 

 Once you  have taken  the time 

to assess your own  goals,  to 

consider the other partys 

goals and  interests,  and  to 

develop a  strategy,  you  are 

ready to begin  actual  nego-

tiations.  The fol lowing  five 

suggestions should  improve 

your negotiating  ski l ls:  1 1 4  

    FROM  CONCEPTS TO SKILLS 

1 . Begin  with  a  positive overture.   S tud ies  on  negoti ation  show that 

concessions tend  to  be  reciprocated  and  l ead  to  agreements.  As a  

resu l t,  beg in  barga in ing  wi th  a  posi tive  overtureperhaps a  smal l  

concessionand  then  reciprocate your opponents concessions.   

2. Address problems,  not personalities.   Concentrate on  the negotiation  

i ssues,  not on  the personal  characteristics of your opponent.  When  

negotiations get tough,  avoid  the tendency to attack your opponent.  

I ts your opponents ideas or position  that you  d isagree with ,  not h im  

or her personal ly.  Separate the people from  the problem,  and  dont 

personal ize d i fferences.   

3. Pay little attention to initial offers.   Treat an  in i ti a l  offer as merely a  

point of departure.  Everyone has to  have an  i n i ti a l  posi tion .  These 

in i tia l  offers tend  to be extreme and  ideal i stic.  Treat them  as such.   

4. Emphasize win   win solutions.   Inexperienced  negotiators often  assume 

that their gain  must come at the expense of the other party.  As noted  

with  integrative bargain ing,  that need  not be the case.  There are often  

winwin  solutions.  Bu t assum ing  a  zero-sum  game means m i ssed  

opportun ities for trade-offs that could  benefit both  sides.  So i f condi-

tions are supportive,  look for an  in tegrative solution.  Frame options 

in  terms of your opponents interests,  and  look for solutions that can  

a l low your opponent,  as wel l  as yourself,  to declare a  victory.   
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  Practising  
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5. Create an  open  and trusting climate.   Ski l l ed  negotiators are  better 

l i steners,  ask more questions,  focus thei r arguments more d i rectly,  

are less defensive,  and  have learned  to avoid  words and  phrases that 

can  i rri tate an  opponent (for example,   generous offer,   fair price,  

 reasonable arrangement ).  In  other words,  they are better at creating  

the open  and  trusting  cl imate necessary for reach ing  an  in tegrative 

settlement.     

 As marketing  d i rector for Done Right,  a  reg ional  home-repair chain ,  you  

have come up with  a  plan  you  bel ieve has sign ificant potentia l  for future 

sales.  Your plan  involves a  customer information  service designed  to help  

people make their homes more environmental ly sensitive.  Then,  based  on  

homeowners  assessments of their homes  environmental  impact,  your 

firm  wi l l  be prepared  to help  them  deal  with  problems or concerns they 

may uncover.  You  are real ly excited  about the competitive potentia l  of 

th is new service.  You  envision  pamphlets,  in -store appearances by environ-

mental  experts,  as wel l  as contests for consumers and  school  kids.  After 

severa l  weeks of preparations,  you  make your pi tch  to your boss,  N ick 

Castro.  You  point out how the market for environmental ly sensitive prod-

ucts i s growing  and  how this growing  demand represents the perfect oppor-

tunity for Done Right.  N ick seems impressed  by your presentation,  but he 

has expressed  one major concern:  He th inks your workload  i s  a l ready too 

heavy.  He does not see how you  are going  to have enough  time to start 

th is new service and  sti l l  be able to look after a l l  of your other assigned  

marketing  duties.  You  real ly want to start the new service.  What strategy 

wi l l  you  fol low in  your negotiation  with  N ick?   

1 .   Negotiate with  a  team  member or work col league to handle a  smal l  

section  of work that you  are not going  to be able to get done in  time 

for an  important deadl ine.   

2.   The  next time you  purchase a  relatively expensive i tem  (such  as an  

automobi le,  apartment lease,  appl iance,  jewel lery),  attempt to nego-

tiate a  better price and  gain  some concessions such  as an  extended  

warranty,  smal ler down  payment,  maintenance services,  or the l ike.        
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Bullying 
      Mered i th  Boucher,  a  former 

Walmart assistant manager 

a t  a  store  in  Windsor,  Ontario,  

was  awarded  $41 0  000  in  

damages by the  Ontario  

Court of Appea l  a fter success-

fu l ly argu ing  that she  was 

subjected  to  workplace  bu l -

lying  by her manager,  Jason  

Pinnock.  1   Boucher described  

her experience  to  reporter 

I oanna  Roumel iotis  on  CBCs 

The National  i n  Ju ly 201 4:  

   He would  start off and  he 

would  start,  Gong, gong, 

gong, gong!   [swinging  h is 

arms as i f h i tting  a  gong] .  

And  then  hed  be l ike,  Th is 

is  a  [expletive]  gong  show  

[close to  Bouchers face]  

and  then  hed  start,  Di ,  d i ,  

d i ,  d i ,  d i ,  d i ,  d i ,  d i ,  d i ,  d i ,  d i ,  

d i ,  d i ,  d i ,  d i  [waving  h is 

hands wi ld ly and  getting  

very close to  Boucher] .  And  

hed    hed  just go  off and  

hed  go  crazy   every day 

  and  he was doing  i t in  

front of everyone.   

 Bouchers harassment start-

ed after she refused to falsify 

temperature logs for refriger-

ated cases in  the store.  Pinnock 

targeted  Boucher for six months,  

engaging  in  a  variety of activi-

ties to demean her.  Boucher 

complained to Walmart senior 

managers about Pinnocks 

behaviour several  times, but 

they did  nothing.  

 The Court of Appeal  

award  reduced  the orig inal  

$1 .4 mi l l ion  Boucher was 

awarded  by a  jury.  However, 

the court found  both  Walmart 

and  Pinnock l iable,  assign-

ing  fines to  both  parties.  The 

jury heard  testimony from  

Boucher that Pinnock cal led  

her a  [expletive]  id iot  and  

made her count skids in  front 

of co-workers to  prove that she 

knew how to  count.  

 Workplaces in  many parts 

of Canada  are required  to  

address bul lying.  Bul lying  i tself 

is  not i l legal ,  but some forms 

of i t for example,  threats,  

assau l t,  and  harassment

are included  in  the Criminal  

Code.    

340

Workplace

       OB

on
 th
e

ED
GE
  

         C
B
C
   

M09_OB_LANG1 781 _07_SE_C09_OB. indd   340 2/1 1 /1 5   3:57 PM



     What Is Happening 
in  Our Workplaces? 
 Workplaces today are receiving highly 

critical reviews,  being called everything 

from uncivil  to toxic.  

 Lynne  Anderson  and  Christine 

Pearson,  management  p rofessors 

from St.  Josephs  University and the 

University of North Carolina,  respec-

tively,  note that historians may view 

the dawn of the twenty-first century 

as a time of thoughtless acts and rude-

ness:  We tailgate,  even in  the slow 

lane;  we  dial  wrong numbers  and 

then slam the receiver on the innocent 

respondent;  we break appointments 

with nonchalance.   2   The workplace 

has  often  been  seen as  one of the 

places where civility still  ruled,  with 

co-workers treating one another with a 

mixture of formality and friendliness,  

distance and politeness.  However,  with 

downsizing,  re-engineering,  budget 

cuts,  pressures for increased produc-

tivity,  autocratic work environments,  

and the use of part-time employees,  

there has been an increase in uncivil 

and aggressive workplace behaviours. 3

 What does civility in the workplace 

mean?  A simple definition of  work-

place civility   is  behaviour involving 

politeness and regard for others in the 

workplace,  within workplace norms 

for respect.  4   Workplace incivility ,  then,  

 involves  acting with  disregard for 

others in the workplace,  in violation 

of workplace norms for respect.  5   Of 

course,  different workplaces will have 

different norms for what determines 

mutual respect.  For instance,  in most 

restaurants,  if the staff were rude to you 

when you were there for dinner,  you 

would be annoyed,  and perhaps even 

complain to the manager.  However,  at 

The Elbow Room Caf in downtown 

Vancouver,  if customers  complain 

they are in a hurry,  manager Patrick 

Savoie might well  say,   If youre in 

a  hurry,  you  should  have  gone to 

McDonalds.   6   Such a comeback is 
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acceptable to the diners at The Elbow 

Room Caf,  because rudeness  is  its 

trademark.  7  

 Most work environments  are not 

expected to be characterized by such 

rudeness.  However,  this  has  been 

changing in  recent  years .  Robert 

Warren,  a  University of Manitoba 

marketing professor,  notes that simple 

courtesy has gone by the board.  8   

 Instead,  we see workplaces character-

ized by workplace bullying,  which can 

take the form of repetitious verbal abuse 

and offensive behaviour ( including 

gestures)  by one or more people that 

threaten,  humiliate,  or intimidate a 

person;  it can also involve work interfer-

ence that prevents a person from getting 

work done.  9   

  What Do We Know 
About Workplace 
Bullying? 
 There are few statistics on workplace 

bullying in Canada.  The Workplace 

Bullying Institute conducts the largest 

scientific study of bullying in  the 

United States,  and a 201 4  study of 

1000 adults found the following:  10  

      The percentage of respondents who 

have suffered abusive conduct at 

work is 27 percent.   

     The percentage of respondents who 

have witnessed abusive conduct at 

work is 21  percent.   

     A full  72  percent of respondents 

are aware that workplace bullying 

happens.   

     Men are significantly more likely to 

engage in bullying behaviour than 

women (69  percent vs.  31  percent) .   

     Women who bully are significantly 

more likely to bully women rather 

than men (68 percent vs.  32 percent).   

     Men who bully are more likely to 

target women rather than men (57 

percent vs.  43  percent) .   

     Overall ,  60  percent of bullying 

targets are women.       

   FACTBOX 

 What h appen s  when  employees 

experience rudeness in  the  work-

place?

   48%  decreased  their work 

effort,

  47%  decreased  their time at 

work,

  38%  decreased  their work 

qual i ty,

  66%  said  their performance 

decl ined,

  80%  lost work time worrying  

about the incident,

  63%  lost time avoid ing  the 

offender,  and

  78%  said  their commitment to 

the organ ization  decl ined. 1 1  

 The evidence suggests  that rude-

ness,  bullying,  and violence are all 

on the rise.  The victims of these nega-

tive behaviours are not just the ones 

who suffer,  however.  1 2   Witnesses  to 

bullying also suffer.  13   

 While  rudeness  i s  on  the  ri se,  

professor Andr  Roberge  at  Laval 

University suggests  that some of the 

rudeness  is  generational.  He finds 

that young clerks  often lack both 

knowledge and civility.  Employers are 

having to train young people in simple 

manners  because that is  not being 

done at home.  1 4  Professor Warren 

backs  this  up:  One of the biggest 

complaints  I  hear from businesses 

when I  go  to  talk about graduates is 

the lack of interpersonal skills.  15    

  Workplace Violence 
 Recently,  researchers have suggested that 

incivility may be the beginning of more 

negative behaviours in the workplace,  

including aggression and violence.  16  
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 Kevin  Douglas  Addison chose a 

deadly way to exhibit the anger he felt 

toward his former employer.  In April 

2014,  he took a shotgun and opened 

fire at his former place of employment,  

the Western Forest Products  mill  in 

Nanaimo,  BC,  killing two employees 

(one of them a foreman)  and injuring 

two others.  The mill  had closed in 

2008 and had re-opened in a smaller 

capacity in 2010.  Co-workers  specu-

lated that financial problems as well 

as  not being rehired when the mill 

re-opened may have led Addison to 

engage in the shooting.  Roy Robertson,  

a retired mill employee,  called Addison 

an absolutely super nice guy.  But me,  

you,  anyone else can crack under pres-

sure.  I  dont know his situation.  17  

 Workplace violence,  according to 

the International Labour Organization 

(ILO),  includes 

   any incident in which a person is 

abused,  threatened or assaulted in 

circumstances relating to [his or her]  

work.  These behaviours would origi-

nate from customers or co-workers 

at any level of the organization.  This 

definition would include all forms of 

harassment,  bullying,  intimidation,  

physical  threats,  assaults,  robbery 

and other intrusive behaviour.  18    

 Few Canadian statistics  on anger 

at work are available,  although we do 

know that 53  percent of women and 47 

percent of men reported experiencing 

workplace violence in 2004.  About 

1 7  percent of the incidents  where 

violent victimization occurred happens 

in  the workplace.  1 9   Glenn French,  

president and founder of the Toronto-

based Canadian Initiative on Workplace 

Violence,  suggests that these numbers 

underrepresent the true state of violence 

in Canada.  He acknowledges that there 

is  less gun violence in the workplace 

here than in the United States:  We do 

it the Canadian way:  we dont kill you,  

well  just make your life a living hell 

by harassing and intimidating you on 

the job.  The face of violence in Canada 

tends  to  be far more indirect than 

what weve seen [in the Western Forest 

Products mill in Nanaimo] . 20  

 Sandra  Robinson  and  Jennifer 

Berdahl,  both professors at the Sauder 

School of Business at the University of 

British Columbia,  have recently been 

looking at the effects of being ignored 

(ostracized)  in the workplace.  Their 

research found that while people tend 

to think that ostracism is less offensive 

than harassment,  the people who are 

ostracized seem to suffer greater effects.  

The experience of ostracism has  a 

bigger impact on job dissatisfaction,  

on psychological well-being,  on self-

reported physical health,  on intentions 

to quit the company, Robinson said.  21   

The study found that ostracism was quite 

widespread:  71  percent of employees 

reported being ostracized in the previous 

six months,  compared with 48 percent 

who reported being bullied.  22  

 Those who are ostracized are more 

likely to  quit their jobs within three 

years than those who have been bullied.  

Robinson concluded that because ostra-

cism is less visible,  its harder to fight.  

Victims of ostracism really feel they 

cant do  anything about it.  Its  very 

difficult to  call-out the absence of 

behaviour.  A lot of people end up quit-

ting for their own well-being. 23     

  What Causes 
Incivility (and 
Worse) in  the 
Workplace? 
 If employers and employees are acting 

with less  civility toward each other,  

what is causing this to happen? 

 Managers and employees often have 

different views of the employees role 

in the organization.  Jeffrey Pfeffer,  a 

professor of organizational behaviour 

at the Graduate School  of Business 

at  S tanford  University,  notes  that 

many companies  dont really value 

their employees:  Most managers,  if 

theyre being honest with themselves,  

will admit it:  When they look at their 

people,  they see costs,  they see salaries,  

they see benefits,  they see overhead.  

Very few companies  look at their 

people and see assets.  24  

 Most employees,  however,  like to 

think that they are assets to their orga-

nization.  The realization that they are 

simply costs and not valued members 

of an organization can cause frustra-

tion for employees.  

 In  addition,  employers  exces-

sive demands and top-down style of 

management are contributing to the 

rise of work rage, claims Gerry Smith,  

author of  Work Rage .  25  He cites demands 

coming from a variety of sources:  over-

time,  downsizing,  rapid technological 

changes,  company restructuring and 

difficulty balancing the demands of job 

and home. 26  Smith worries about the 

consequences of these demands:  If you 

push people too hard,  set unrealistic 

expectations and cut back their benefits,  

theyre going to strike back. 27  

 Smiths work supports the findings 

of studies that report the most common 

cause of anger and bullying is  the 

actions of supervisors or managers.  28  

Other common causes of anger iden-

tified by the researchers include lack 

of productivity by co-workers  and 

others;  tight deadlines;  heavy work-

load;  interaction with the public;  and 

bad treatment.  The inset  Do You Have 

a Bad Boss?   describes some of the bad 

behaviour of bosses.  

 A  2011  s tudy found  that  how 

managers deal with displays of anger at 

work can do much to defuse tensions.  

Co-workers want to  see the manager 

take some responsibility for a fellow 

employees  anger,  rather than disci-

plining the employee,  if the manager 

or the  working conditions  are  the 

source of the anger.  29          
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  The Psychological  
Contract 
 Some researchers have looked at this 

frustration in terms of a breakdown 

of the psychological contract formed 

between employees and employers.  

 An employer and employee begin 

to  develop  psychological  contracts 

as  they are first introduced to  each 

other in the hiring process.  31   These 

contracts  continue over time as  the 

employer and the employee come to 

understand each others expectations 

about the amounts  and quality of 

work to  be performed and the types 

of rewards to  be given.  For instance,  

when  an  employee  i s  continual ly 

asked to  work late and/or be avail-

able at all  hours through pagers and 

email,  the employee may assume that 

doing so will result in greater rewards 

or faster promotion down the line.  

The employer may have had no such 

intention,  and may even be thinking 

that the employee should be grateful 

s imply to  have  a  j ob.  Later,  when 

the employee does  not get expected 

(though never promised)  rewards,  he 

or she is disappointed.  

         Do  You  Have  a  Bad  Boss? 
 You  know you  have a  bad  boss i f he  or she .  .  .  (percent reporting  bosses who d id  th is)30

.  .  .  fa i ls  to keep promises (39%)
.  .  .  fa i l s  to g ive credit when  due (37%)
.  .  .   gave you  the  si lent treatment  at least once in  the past year (31 % )

.  .  .   makes negative comments about you  beh ind  your back to other employees or managers (25%)
.  .  .  i nvades your personal  privacy (24%).  .  .   b lames others to cover up m istakes or to min imize their own  embarrassment (23%)   

   FACTBOX  

   40%  of Canadians have expe-

rienced  workplace bu l lying  

at least weekly for the last six 

months.

  74%  of employees say their 

managers make inappropriate 

comments.

  On ly 3%  of bu l l ied  people fi le  

lawsuits.

  57%  of employees say their 

managers bu l ly or intimidate.

  56%  of reported  bu l lying  

incidents were in i tiated  by 

managers and  33%  were in i ti -

ated  by co-workers.

  77%  of bu l lying  cases involved  

sing le perpetrators.

  23%  of bu l lying  cases involved  

multiple perpetrators. 34 

 Sandra Robinson,  an  organiza-

tional  behaviour professor at  the 

Sauder School  of Business  at  the 

University of British Columbia,  and 

her colleagues have found that when 

a psychological  contract is  violated 

(perceptually or actually) ,  the relation-

ship  between the employee and the 

employer is  damaged.  The result can 

be a loss  of trust.  32   The breakdown 

in  trust can cause employees  to  be 

less ready to accept decisions or obey 

rules.  33   The erosion of trust can also 

lead employees to take revenge on the 

employer.  So they dont carry out their 

end of a task.  Or they refuse to pass on 

messages.  They engage in any number 

of subtle and not-so-subtle behaviours 

that affect the way work gets doneor 

prevents work from getting done.  

 Recent research on the psycholog-

ical contract suggests that violations of 

implicit or explicit promises may not 

be necessary to affect employee inten-

tions  to  stay with the organization 

and/or engage in citizenship  behav-

iours.  Professors  Samantha Montes 

and David Zweig of the Rotman School 

of Management found that employees 

expect decent pay,  developmental 

opportunities,  and support (whether 

or not employers promise to  deliver 

such) ;  and when they dont receive 

those things,  their behaviour toward 

the organization becomes negative.  35     

    The Toxic 
Organization  
 Pfeffer suggests that companies have 

become toxic places to  work.  36   He 

notes that companies,  particularly in 

Silicon Valley,  ask their employees to 

sign contracts on the first day of work 

indicating the employees understanding 

that the company has the right to fire at 

will and for any reason. Some employers 

also  ask their employees  to  choose 

between having a life and having a 

career.  Pfeffer relates a joke people used 

to tell about Microsoft:  We offer flex-

ible timeyou can work any 18 hours 

you want. 37  This kind of attitude can be 
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toxic to employees,  although it does not 

imply that Microsoft is a toxic employer.  

The inset  How to Deal with a Toxic Boss

gives tips,  should you find yourself in 

that situation.  

 What does  it mean to  be a toxic 

organization?  The inset  What Does a 

Toxic Organization Look Like?   describes 

one.  The late professor Peter Frost of 

the Sauder School of Business at the 

University of British Columbia noted 

that there will always be pain in organi-

zations,  but that sometimes it becomes 

so intense or prolonged that conditions 

within the organization begin to break 

down.  In other words,  the situation 

becomes toxic.  This is not dissimilar to 

what the liver or kidneys do when toxins 

become too intense in a human body.  39   

 What  causes  o rganizations  to 

be  toxic?  Like  Pfeffer,  Fro st  and 

Robinson identify a number of factors.  

Downsizing and organizational change 

are two main factors,  particularly in 

recent years.  Sometimes organizations 

experience unexpected eventssuch as 

the sudden death of a key manager,  an 

unwise move by senior management,  

strong competition from a start-up 

companythat lead to toxicity.  Other 

organizations  are toxic throughout 

their system due to policies and prac-

         How to  Deal  wi th  a  Tox
ic  Boss 

   Empathize,  an
d dont tak

e it person
ally.  I ts d if

ficu l t,  but 
i f you  try 

to underst
and  your b

osss persp
ective,  i t m

ay help  yo
u  cope more 

effectively.

  Draw a line.  When  behav
iour is inap

propriate o
r abusive,  s

tand  up fo
r 

yourself.  A
t some point,  no

 job is worth  being
 harassed  o

r abused.

  Dont sa
botage or 

be vindicti
ve.  I f you  t

ake reveng
e,  you  bec

ome 

part of the
 problem.

  Be patie
nt and tak

e notes.  Yo
u  may find  i t u

sefu l  to ha
ve notes a

t 

your d i spo
sal  shou ld  

the boss sh
ine the spo

tl ight on  y
ou.3

8    

tices that create distress.  Such factors as 

unreasonable stretch goals or perfor-

mance targets,  or unrelenting internal 

competition,  can create toxicity.  There 

are  also  toxic managers  who  lead 

through insensitivity,  vindictiveness,  

and failure to  take responsibility,  or 

they are control freaks or are unethical.    

   What Are the Effects of 
Incivility and Toxicity 
in  the Workplace? 
 In  general,  researchers  have found 

that the effects of workplace anger are 

sometimes subtle:  a hostile work envi-

ronment and the tendency to do only 

enough work to get by.  40  

 Those who feel chronic anger in the 

workplace are more likely to  report 

feelings  of betrayal  by the organi-

zation,  decreased feelings of loyalty,  

a  decreased sense that respondent 

values and the organizations values 

are similar,  a decreased sense that the 

employer treated the respondent with 

dignity and respect,  and a decreased 

sense that employers  had fulfil led 

promises made to respondents.  41   So 

do these feelings make a difference? 

Apparently so.  Researchers have found 

that those who felt angry with their 

employers were less likely to put forth 

their best effort,  more l ikely to  be 

competitive toward other employees,  

and less  likely to  suggest a quicker 

and better way to do their job.  42  All 

of these actions tend to decrease the 

productivity possible in the workplace.  

 Its not just those who work for an 

organization who are affected by inci-

vility and toxicity.  Poor service,  from 

indifference to  rudeness  to  outright 

hostility,  characterizes many transac-

tions in Canadian businesses.  Across 

the country,  better business bureaus,  

provincial government consumer-help 

agencies and media ombudsmen report 

a  lengthening l itany of complaints 

         What Doe
s a  Toxic

 Organiz
ation  Lo

ok Like?
 

 Toxic organ
izations ha

ve the fol lo
wing  charac

teristics:
43

  inabi l i ty 
to ach ieve

 operation
 goals and

 commitments

  problem
-solving  pr

ocesses dr
iven  by fea

r with  few good  deci
sions

  poor int
ernal  communication

  huge am
ounts of w

aste that r
esu lt from

 poor decis
ions,  and  l

ots of 

rework

  interper
sonal  relat

ionsh ips d
riven  by m

anipu lative
 and  sel f-c

entred  

agendas   
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  YOUR  PERSPECTIVE  

1 .    I s  i t reasonable to suggest,  as 

some researchers have,  that young  

people today have not learned  to 

be civi l  to others or do not place a  

h igh  priori ty on  doing  so?  Do you  

see th is as one of the causes of 

incivi l i ty in  the workplace?   

2.    What should  be done about man-

agers who create toxici ty in  the 

workplace wh i le  being  rewarded  

because they ach ieve bottom-

l ine resu lts?  Should  bottom-l ine 

resu lts justi fy their behaviour?     

  WANT TO  KNOW MORE?  

 I f you  would  l ike to read  more on  th is 

topic,  see P.  K.  Jonason,  S.  Slomski,  and  

J .  Partyka ,   The  Dark Tri ad  a t  Work:  

How Toxic Employees Get Their Way,  

 Personality and Individual Differences  ,  

February 201 2,  pp.   449  453  ;  B.  Schyns 

and  J .  Sch i l l i n g ,   H ow Bad  Are  th e 

Effects of Bad  Leaders?  A Meta-Analysis 

o f  D e s tru ct i ve  Lea d e rsh i p  a n d  I t s 

Outcomes,   The Leadership Quarterly ,  

February 201 3,  pp.   1 38  1 58 ;  Canadian  

C en tre  for  Occupati ona l  H ea l th  and  

Sa fety,   Bu l l yi ng  i n  the  Workplace,  

www.ccohs.ca/oshanswers/psycho-

social /bu l lying .html  ;  and  L.  Du rr,  

Surviving the Toxic Workplace   (N ew 

York:  McGraw H i l l ,  201 0).           

 F A C E O F F   

 Manners are an  over-romanticized  

concept.  The big  i ssue is  not that em-

ployees need  to be concerned  about 

their manners.  Rather,  employers 

should  be paying  better wages.  

 The Golden  Rule Do unto others as 

you  would  have others do unto you,  

should  sti l l  have a  role in  todays 

workplace.  Being  n ice pays off.  

about contractors,  car dealers,  repair 

shops,  moving companies,  airlines and 

department stores.   44   This  suggests 

that customers and clients may well 

be feeling the impact of internal work-

place dynamics.   

  Legislation  to Prevent 
Bullying 
 The Canadian Criminal Code has no 

bullying offence,  although depending 

on the circumstance,  other charges 

could  be  made,  such  as  criminal 

harassment,  uttering threats,  assault,  

and  sexual  assaul t.  On  a  provin-

ci al  l evel ,  on ly  s ome  p rovinces 

have adopted legislation directed at 

bullying.  Others are still  working out 

potential approaches.  45   

 For instance,  in 2012 WorkSafeBC 

started  to  accept mental  disorder 

claims  that were  the  results  of a 

cumulative series of significant work-

related stressors.   That was  a major 

shift  for the  organization,  which 

promotes workplace health and safety 

in  British  Columbia.  Previously it 

had only processed claims for stress 

from traumatic events.  Between 2012 

and 2014,  WorkSafeBC accepted 655  

mental  stress  claims  and paid  out 

more than $10  million in damages.  

While the majority of claims were for 

traumatic incidents,  about 30 percent 

were for workplace stress.  Forty-five to 

50  people are applying for benefits 

every week.  Thats  an indication that 

there are problems in the workplace,  

says Jennifer Leyen,  director of special 

care services for WorkSafeBC.  46  

 WorkSafeBC requires employers in 

the province to have a policy in place 

to prevent bullying and harassment.  It 

also reminds employers and employees 

what bullying includes:  insults,  sabo-

tage,  threats.  However,  bullying does 

not include negative work evaluations,  

discipline,  or firing.  Some experts find 

that this  new policy is  not enough,  

however.  It overlooks  other issues 

like the damage caused by a constant 

thrum of low-level incivilitythe eye 

rolling,  the interruptions,  the dismis-

siveness.  47       

  RESEARCH  EXERCISES 

    1 .    Look for data  on  violence and  anger 

in  the workplace in  other coun-

tries.  How do these data  compare 

with  the Canadian  and  American  

data  presented  here?  What might 

you  conclude about how violence 

and  anger in  the workplace are 

expressed  in  d ifferent cu ltures?   

   2.    Identify three Canadian  organ iza-

tions that are trying  to foster bet-

ter and/or less toxic environments 

for their employees.  What kind  of 

effect i s  th is having  on  the organ i-

zations  bottom  l ines?     
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  C H A P T E R

  L E ARN I N G  O U TCOM ES 

     How can  organ izers of  the Greatest Outdoor 

Show on  Earth  dea l  effectively wi th  cha l lenges,  

includ ing major crises? A strong organ izationa l  

cu l ture is  part of the answer.   

10  

 After studying  this chapter,  you  should  be able to:  

  1    Describe the common characteristics of organizational  culture.   

  2    Identify the functional  effects of organizational  culture on  people and the 

organization.   

  3    Identify the factors that create and sustain  an  organizations culture.   

  4    Show how culture is transmitted to employees.   

  5    Identify the l iabi l i ties of organizational  culture.   

  6    Demonstrate how an  ethical  organizational  culture can  be created.   

  7    Describe a positive organizational  culture.    

    P A R T  4 

 S H A R I N G  T H E 

O R G A N I Z A T I O N A L  V I S I O N    

 Organizational  Culture 
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he 10-day Calgary Stampede,  held  every 

J u ly,  is  a  celebration  of Alberta s h istory and  

spiri t.  I t showcases the people,  an imals,  

trad i tions,  and  va lues of the West.  1   The 

theme of the stampede is  Were Greatest Together,   

a  sentiment that organ izers try to have reflected  in  

every aspect of their organ izationa l  cu l ture.  Th is cu l-

ture was put to the test in  2013 when  the Stampede 

grounds were flooded  in  the days just before the 

officia l  open ing,  leaving organizers and  thousands of 

volunteers scrambl ing to relocate key events and  

accommodate over a  m i l l ion  visi tors despite 

the flood  waters.  Ca l ls  for the Stampede 

to proceed  no matter what were so 

widespread  that Come Hel l  

or H igh  Water  became the 

officia l  ra l lying cry,  song,  and  T-sh irt of an  enti re ci ty.  

 The teamwork,  commitment,  and  persistence d isplayed  wh i le saving 

the show was so impressive that i ts not surprising that the Ca lgary Stampede 

received  the prestigious Waterstone Award  for Canadas Top 10 Most Admired  Cor-

porate Cu l tures in  2013.  The award  is  based  on  demonstrating a  posi tive cu l ture that i s  

supported  by and  a l igned  wi th  the organ izations leadersh ip,  recru i tment methods,  reward  

systems,  and  manner of measuring organ izationa l  performance.  

 Commenting on  the award ,  Susan  Garnett,  vice president of People Services for the 

Stampede,  observed  that the Ca lgary Stampede works wi th  the community  to preserve 

and  promote western  heri tage and  va luesand  we do that a l l  year long.  Th is  award  as a  

most-admired  corporate cu l ture veri fies what we a l ready knowwe are greatest together.   

 I n  th is  chapter,  we show that every organ ization  has a  cu l ture.  We examine how that 

cu l ture revea ls i tsel f and  the impact i t has on  the a tti tudes and  behaviours of members of 

that organ ization .  An  understand ing of what makes up an  organ ization s  cu l ture and  how 

i t i s  created ,  susta ined ,  and  learned  enhances our abi l i ty to expla in  and  pred ict the behav-

iour of people a t work.                  

  T
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 A strong organiza-

tional culture can 

guide individual 

decisions and help 

everyone work 

together toward the 

same goals.   

 THE BIG  IDEA  

    What does organizational  culture do?  

    What kind  of organizational  culture would  work best for you?  

    Is  culture the same as rules?   

   OB I S  FOR  EVERYONE 
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348  Part 4  Sha ri ng  the  Organ i za tiona l  Vi s i on

  What I s  Organizational  Culture? 
 When Henry Mintzberg,  professor at McGill University and one of the worlds leading 

management experts,  was asked to compare organizational structure and corporate 

culture,  he said,  Culture is the soul of the organizationthe beliefs and values,  and 

how they are manifested.  I  think of the structure as the skeleton,  and as the flesh and 

blood.  And culture is the soul that holds the thing together and gives it life force.  2  

 Mintzbergs culture metaphor provides a clear image of how to think about culture.  

Culture provides stability to an organization and gives employees a clear understanding 

of the way things are done around here. Culture sets the tone for how an organization 

operates and how individuals within the organization interact.  Think of the different 

impressions you have when a receptionist tells you that Ms.  Dettweiler  will be avail-

able shortly,  while at another organization you are told that Emma will be with you 

as soon as she gets off the phone.  Its clear that in one organization the rules are more 

formal than in the other.  

 As we discuss organizational culture,  you may want to remember that organiza-

tions differ considerably in the cultures they adopt.  Consider the different cultures 

of Calgary-based WestJet Airlines and Montreal-based Air Canada.  WestJet is viewed 

as having a young,  spunky,  can-do environment,  where customers will  have more 

fun. 3   Air Canada,  by contrast,  is considered less helpful and friendly.  One analyst even 

suggested that Air Canada staff tend to make their customers feel stressed by their 

confrontational behaviour.  4  Our discussion of culture should help you understand how 

these differences across organizations occur.   
 As you start to think about different organizations where you might work,  you will 

want to research their cultures.  For instance,  some organizations cultures are admired 

more than others:  Winnipeg-based Bison Transport,  Calgary-based The Sovereign 

General Insurance Company,  Vancouver-based 1 -800-GOT-JUNK,  and Toronto-based 

G Adventures are 4 of the 10 companies named Most Admired Corporate Cultures 

of 2013  in the Mid-Market category (revenues over $100 million to $500 million).  5   Its 

important to consider whether you are a good cultural match for a job.  An organization 

that expects employees to work 15  hours a day may not be where you would like to work.      

  Definition  of Organizational Culture 

   Organizational culture    refers to a system of shared meaning held by members that 

distinguishes the organization from other organizations.  6   Seven primary characteristics 

capture the essence of an organizations culture:  7  

        Innovation and risk-taking.   The degree to which employees are encouraged to 

be innovative and take risks.   

       Attention to detail.   The degree to which employees are expected to work with 

precision,  analysis,  and attention to detail.   

       Outcome orientation.   The degree to which management focuses on results,  or 

outcomes,  rather than on the techniques and processes used to achieve these 

outcomes.   

       People orientation.   The degree to which management decisions take into 

consideration the effect of outcomes on people within the organization.   

       Team orientation.   The degree to which work activities are organized around 

teams rather than individuals.   

       Aggressiveness.   The degree to which people are aggressive and competitive 

rather than easygoing and supportive.   

       Stability.   The degree to which organizational activities emphasize maintaining 

the status quo in contrast to growth.    

 1  Describe the common 

characteristics of orga-

nizational  cu l ture.  

  organizational  culture      A system 

of shared meaning  held  by members 

that distinguishes the organization  

from other organizations.    

     

P I A

PERSONAL INVENTORY ASSESSMENT

Learn About Yourself 

Company Culture Assessment 
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 Each of these characteristics exists on a continuum from low to high.  

 When individuals consider their organization in terms of these seven characteristics,  

they get a composite picture of the organizations culture.  This picture becomes the 

basis for feelings of shared understanding that members have about the organization,  

how things are done in it,  and the way members are supposed to behave.   Exhibit   10-1     

demonstrates how these characteristics can be mixed to  create highly diverse orga-

nizations.  Organizational characteristics are even reflected in your classroom,  as the 

 Experiential Exercise   on page  372  shows.   

 Some research has conceptualized culture into four different types based on the 

Competing Values Framework  we described in  Chapter   1     :  8   the collaborative and cohe-

sive  clan  ,  the innovative and adaptable  adhocracy,   the controlled and consistent  hierarchy,   

and the competitive and customer-focused  market.   A review of 94 studies found that 

job attitudes were especially positive in clan-based cultures,  innovation was especially 

strong in market cultures,  and financial performance was especially good in market 

cultures.  9   Although the Competing Values Framework received some support,  the review 

authors noted that further theoretical work is needed to ensure that its consistent with 

the actual cultural values found in organizations.   

  Levels of Culture 

 Because organizational culture has multiple levels,  10  the metaphor of an iceberg has 

often been used to describe it.  11   However,  a simmering volcano may better represent 

the layers of culture:  Beliefs,  values,  and assumptions bubble below,  producing observ-

able aspects of culture at the surface.   Exhibit   10-2    reminds us that culture is very visible 

at the level of   artifacts   .  These are what you see,  hear,  and feel when you encounter 

an organizations culture.  You may notice,  for instance,  that employees in two offices 

have very different dress policies,  or one office displays great works of art while another 

posts company mottos on the wall.  These visible artifacts emerge from the organiza-

tions culture.    

  Exhibit   10-2    also shows us that beliefs,  values,  and assumptions,  unlike artifacts,  are 

not always readily observable.  Instead,  we rely on the visible artifacts (material symbols,  

special language used,  rituals carried out,  and stories told to others)  to help us uncover 

the organizations beliefs,  values,  and assumptions.    Beliefs    are the understandings of 

how objects and ideas relate to each other.    Values    are the stable,  long-lasting beliefs 

about what is important.  For instance,  Winnipeg-based Palliser Furniture,  a manufac-

turer of leather- and fabric-upholstered furniture,  promotes the following corporate 

  artifacts      Aspects of an  organiza-

tions culture that you  see,  hear,  and 

feel .    

  beliefs      The understandings of how 

objects and ideas relate to each  other.    

  values      The stable,  long-lasting  

bel iefs about what is important.    

    EXHIBIT 1 0-1   Contrasting  Organizational  Cultures       

Organization  A Organization  B

  Managers  must  fu l l y document 

   a l l  deci sions.   

  C reati ve  deci sions,  change,  and  ri sks

   a re  not encouraged .

  Extensive  ru l es  and  regu lations  exi st    

   for  a l l  employees.

  Producti vi ty i s  va l ued  over employee 

   mora le.

  Employees  are  encouraged  to  stay 

   wi th in  thei r own  department.

  I nd i vi dua l  effort i s  encouraged .

  Management encourages  and  

   rewards  ri sk-taking  and  change.

  Employees  are  encouraged  to  

    run  wi th  i deas,  and  fa i l u res  a re   

   treated  as   l earn ing  experi ences. 

  Employees  have  few ru les  and  

   regu la tions  to  fol l ow.

  Producti vi ty i s  ba l anced  wi th  treating  

   i ts  people  ri ght.

  Team  members  a re  encouraged  to  i n teract  

   wi th  people  a t a l l  l evel s  and  functions.

  Many rewards  a re  team-based .   
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350  Part 4  Sha ri ng  the  Organ i za tiona l  Vi s i on

values:  integrity,  promoting peoples dignity and value,  respect for the environment,  

community support,  and striving for excellence.  1 2    Assumptions    are the taken-for-

granted notions of how something should be.  When basic assumptions are held by the 

entire group,  members will have difficulty conceiving of another way of doing things.  

For instance,  in Canada,  some students hold a basic assumption that universities should 

not consider costs when setting tuition,  and should keep tuition low for greater access 

by students.  Beliefs,  values,  and assumptions,  if we can uncover them,  help us under-

stand why organizations do the things that we observe.            

  Cultures Functions 

 Culture performs a number of functions within an organization:  

       It has a boundary-defining role because it creates distinction between one 

organization and others.   

      It conveys a sense of identity to organization members.   

      It helps create commitment to something larger than an individuals self-

interest.   

      It enhances stability;  it is the social glue that helps hold the organization 

together by providing standards for what employees should say and do.   

      It serves as a control mechanism that guides and shapes the attitudes and 

behaviour of employees,  and helps them make sense of the organization.    

 This last function is of particular interest to us.  13   Culture 

defines the rules of the game.  

 Todays  trend toward decentralized organizations 

makes culture more important than ever,  but ironically 

it also makes establishing a strong culture more difficult.  

When formal authority and control systems are reduced,  

cultures  shared meaning   can point everyone in the same 

direction.  However,  employees organized in teams may 

show greater allegiance to their team and its values than 

to the organization as a whole.  In virtual organizations,  
  assumptions      The taken-for-granted 

notions of how something  should  be.    

 2  Identify the functional  
effects of organizational  

cu lture on  people and  

the organization.  

    EXHIBIT 1 0-2   Layers of Culture       

Artifacts of

Organizational  Culture

Organizational  Culture

Beliefs

Values

Assumptions

Language
Material  Symbols

Stories
Rituals

 What does 

organizational  

culture do? 
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Chapter 1 0  Organ i za tiona l  C u l tu re  351

the lack of frequent face-to-face contact makes establishing a common set of norms 

very difficult.  Strong leadership that communicates frequently about common goals 

and priorities is especially important in innovative organizations.  14      

  Culture  Creates C l imate 

 If you have worked with someone whose positive attitude inspired you to do your best,  

or with a lacklustre team that drained your motivation,  you have experienced the effects 

of climate.    Organizational climate    refers to the shared perceptions organizational 

members have about their organization and work environment.  15   This aspect of culture 

is  like team spirit at the organizational level.  When everyone has the same general 

feelings about what is important or how well things are working,  the effect of these 

attitudes will be more than the sum of the individual parts.  One meta-analysis found 

that across dozens of different samples,  psychological climate was strongly related to 

individuals level of job satisfaction,  involvement,  commitment,  and motivation.  16   A 

positive overall workplace climate has been linked to higher customer satisfaction and 

financial performance as well.  17           
 Dozens of dimensions of climate have been studied,  including innovation,  creativity,  

communication,  warmth and support,  involvement,  safety,  justice,  diversity,  and 

customer service.  1 8   A person who encounters  a positive climate for performance 

will think about doing a good job more often and will  believe others support his or 

her success.  Someone who encounters a positive climate for diversity will feel more 

comfortable collaborating with co-workers regardless of their demographic background.  

Climates can interact with one another to produce behaviour.  For example,  a positive 

climate for worker empowerment can lead to higher levels of performance in organi-

zations that also have a climate for personal accountability.  19   Climate also influences 

the habits people adopt.  If the climate for safety is positive,  everyone wears safety gear 

and follows safety procedures even if individually they would not normally think very 

often about being safeindeed,  many studies have shown that a positive safety climate 

  organizational  climate      The 

shared perceptions organizational  

members have about their organiza-

tion  and work environment.    

          Employees of French  video game publ i sher Ubisoft are shown  working  on  an  upcoming  version  of the 

 Just Dance   game at the fi rms creative studio near Paris.  Imaginative employees who work in  teams on  

chal lenging  projects at Ubisofts 29  creative studios around  the world  share the posi tive cl imate of creative 

col laboration  that reflects the d iversity of team  members.
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     Watch  on  MyManagementLab

Zappos:  Motivating  Employees 

through Company Culture 

     Watch  on  MyManagementLab

B lackb i rd  G u i tars :  O rgan i zat i onal  

Culture 
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352  Part 4  Sha ri ng  the  Organ i za tiona l  Vi s i on

decreases the number of documented injuries on the job.  20  WestJet sets the tone for its 

customers by making sure its employees have fun too,  as  OB in the Workplace   shows.        

  The  Ethical  D imension  of Culture 

 Organizational cultures are not neutral in their ethical orientation,  even when they are 

not openly pursuing ethical goals.  Over time,  the   ethical work climate (EWC)   ,  or the 

shared concept of right and wrong behaviour in the workplace,  develops as part of the 

organizational climate.  The ethical climate reflects the true values of the organization 

and shapes the ethical decision-making of its members.    

 Researchers have developed ethical climate theory (ECT)  and the ethical climate 

index (ECI)  to  categorize and measure the ethical  dimensions of organizational 

cultures.  22  Of the nine identified climate categories,  five have been found to be most 

prevalent in organizations:   instrumental  ,   caring ,   independence  ,   law and code  ,  and  rules  .  

Each explains the general  mindset,  expectations,  and values of the managers and 

employees in relation to their organization.  For instance,  in an  instrumental   ethical 

climate,  managers may frame their decision making around the assumption that 

employees (and companies)  are motivated by self-interest (egoistic) .  Conversely,  in 

a  caring   climate,  managers may operate under the expectation that their decisions 

will  positively affect the greatest number of stakeholders (employees,  customers,  

suppliers)  possible.  

  ethical  work climate (EWC)      The 

shared concept of right and wrong  

behaviour in  the workplace that 

reflects the true values of the 

organization  and shapes the ethical  

decision-making  of i ts members.    

 WestJet Brings on  the Fun  

  H ow  d oe s  a  c om pa n y  e n su re  i t s  cu l tu ra l  c l i m a te  i s  m a i n ta i n ed  a n d  

supported?  WestJet is a Canadian airline famous for its fun,  customer-oriented corpo-

rate culture.   21    Both employees and guests are encouraged to actually enjoy flyinga 

goal that is reinforced by a casual working environment in which jokes and innocuous 

silliness are encouraged.  Maintaining this positive and upbeat culture can be difficult,  

especially within a high-stress industry that experiences a great deal of uncertainty.  

WestJet management is well aware of the effects of the economy on its industry and 

ensures that,  even in times of austerity,  resources are provided to maintain its culture.  

WestJet has over 200 employee events a year that support and reinforce its culture.  

Employees who get it right are recognized through a Kudos Corneran online 

program that allows peers and customers to acknowledge excellence when they see it.   

  Even WestJets  organizational  structure supports  its  culture.  For example,  the 

company has a WestJetters  committee of flight attendants who meet in order to,  

among other things,  write jokes that can be used to amuse guests on flights.  Devoting 

time and money to this sort of work may seem frivolous to some,  but WestJet sees it as 

a crucial component of cultural maintenance.  Everybodys unique,  says Don Bell,  a 

WestJet founder and the airlines executive vice-president,  and if you embrace peoples 

personalities rather than turn them into robots,  and give them the guidelines and the 

working environment to blossom,  it creates something thats very hard to reckon with.   

  WestJet has been able to demonstrate very clearly that a direct link exists between 

maintaining its fun,  upbeat culture and high levels of customer satisfaction.  Vince 

Molinaro,  managing director of Leadership Solutions for Knightsbridge Human Capital 

Solutions,  observed that far too many organizations operate on the belief that you 

can have one set of principles and standards for employees,  and another completely 

different set for customers.  WestJet is demonstrating the power of alignment between 

employee and customer.    

   OB I N  TH E  WORKPLACE 
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 Ethical climates of  independence   rely on each individuals personal moral ideas to 

dictate his or her workplace behaviour.   Law and code   climates require managers and 

employees to use an external standardized moral compass such as a professional code 

of conduct for norms,  while  rules   climates tend to operate by internal standardized 

expectations from,  perhaps,  an organizational policy manual.  Organizations often 

progress through different categories as they move through their business life cycle.  

 An organizations  ethical  climate powerfully influences  the way its  individual 

members feel they should behave,  so much so that researchers have been able to predict 

organizational outcomes from the climate categories.  23   

 The ECI is a new way researchers are seeking to understand the context of ethical 

drivers in organizations.  By measuring the collective levels of moral sensitivity,  judg-

ment,  motivation,  and character of our organizations,  we may be able to judge the 

strength of the influence our ethical climates have on us.  24  

 Although ECT was first introduced more than 25  years ago,  researchers have recently 

been studying ethics in organizations more closely to determine not only how ethical 

climates behave (through ECI,  for instance,  introduced in 2010)  but also how they 

might be fostered,  and even changed.  25   Eventually,  we will be able to provide leaders 

with clear blueprints for designing effective ethical climates to improve the lives of an 

organizations members.   

  Do  Organizations Have  Uniform Cultures? 

 Organizational culture represents a perception of the organization that employees hold 

in common.  We should,  therefore,  expect that individuals with different backgrounds 

or at different hierarchical levels will  describe their organizations culture in similar 

terms.  26   That does not mean that an organization has no subcultures.  

 Most large organizations have a dominant culture and numerous subcultures.  27  A 

  dominant culture    expresses the   core values    a majority of members share and that 

give an organization its distinct personality.  28     Subcultures    tend to develop in large 

organizations to reflect common problems,  situations,  or experiences faced by groups 

of members in the same department or location.        

  dominant culture      A system of 

shared meaning  that expresses the 

core values shared by a majority of 

the organizations members.    

  core values      The primary or 

dominant values that are accepted 

throughout the organization.    

  subcultures      Mini-cultures within  

an  organization,  typical ly defined 

by department designations and 

geographical  separation.    

          I n ternet retai ler Zappos understands how organ izational  behaviour affects an  organ izations performance.  

According  to the Zappos Insights website,  employees are encouraged   to create fun  and  a  l i ttle  weird-

ness,  which  helps the fi rm  maintain  a  positive work environment.
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 If organizations were composed only of a variety of subcultures,  organizational 

culture as an independent variable would be significantly less powerful.  It is the shared 

meaning aspect of culture that makes it such a potent device for guiding and shaping 

behaviour.  This  is  what allows us  to  say that the Zappos  culture values customer 

care and dedication over speed and efficiency,  and to use that information to better 

understand the behaviour of Zappos executives and employees.  29   But subcultures can 

influence members behaviour too.      

  Strong vs.  Weak Cultures 

 It is possible to differentiate between strong and weak cultures.  30  If most employees 

(responding to management surveys)  have the same opinions about the organizations 

mission and values,  the culture is strong;  if opinions vary widely,  the culture is weak.  

 In a   strong culture   ,  the organizations core values are both intensely held and 

widely shared.  31   The more members who accept the core values and the greater their 

commitment,  the stronger the culture and the greater its influence on member behav-

iour.  This is because the high degree of shared values and intensity create a climate 

of high behavioural control.  American retailer Nordstrom has developed one of the 

strongest service cultures in the retailing industry.  Nordstrom employees know what 

is expected of them,  and these expectations go a long way in shaping their behaviour.  

Google and Procter & Gamble also have strong innovative cultures,  and they are trying 

to learn how to be even better innovators from each other,  as  Case IncidentGoogle and 

P&G Swap Employees   on page  374  shows.    

 A strong culture builds cohesiveness,  loyalty,  and organizational commitment.  These 

qualities,  in turn,  lessen employees tendency to leave the organization.  32  One study 

found that the more employees agreed on customer orientation in a service organiza-

tion,  the higher the profitability of the business unit.  33   Another study found that when 

team managers and team members disagreed about perceptions of organizational 

support,  team members experienced more negative moods,  and the performance of 

teams was lower.  34  These negative effects are especially strong when managers believe 

the organization provides more support than employees think it does.    

  Reading an  Organizations Culture 
  The Calgary Stampede reinforces i ts cu l ture of being Great Together  in  many ways.  35   I t offers 

visi tors specia l ized  socia l  med ia  si tes and  GPS-enabled  mobi le appl ications that make i t easy to 

invi te and  then  locate friends,  even  in  crowds of thousands.  I n  add i tion ,  over 2300 communi ty 

volunteers from  a l l  walks of l i fe support the Stampede.  Volunteers include h igh  school  students,  

sen iors,  and  everyone in -between.  There are 47  d i fferent volunteer committees,  wh ich  offer a  

broad  range of opportun ities for people from  a  variety of backgrounds.  A large number of volun-

teers return  every year,  helping to main ta in  some cu l tura l  continu i ty wi th in  the organization s 

open  and  welcoming environment.  

 The  spi ri t  of i ncl usi veness  permeates  ri gh t up  the  board  l evel .  U n l ike  many Canad ian  

organ iza tions,  the Ca lgary Stampede has a  sign i ficant number of female board  members:  5  

of 20 board  members (or 25  percent)  a re women .  Th is  commitment to  d iversi ty a t the most 

sen ior l evel s  sets  the  tone  for the  rest of th e  organ iza tion ,  

rein forcing the inclusive cu l ture sought by Stampede orga-

n i zers.  Why d oes  cu l tu re  h ave  such  a  strong i n fl uence  on  

peoples  behaviour?  

 As we noted in  Exhibit   10-2   ,  the artifacts of culture inform 

outsiders and employees about the underlying values and 

beliefs  of the organizations  culture.  These artifacts,  or 

physical manifestations of culture,  include stories,  rituals,  

  strong culture      A culture in  which  

the core values are intensely held  and  

widely shared.    

 What kind  of 

organizational  

culture would  

work best 

for you? 
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material symbols,  and language.  The extent to which organizations have artifacts of 

their culture indicates whether they have strong or weak cultures.   From Concepts to Skills   

on pages  375   377  offers additional ideas on how to read an organizations culture.    

   Stories 

 When Toronto-based Bank of Montreal (BMO)  decided several years ago to become a 

leader in customer service in the banking industry,  it needed a way of communicating 

this message to the banks employees.  The decision:  Every meeting starts with a customer 

story.  No matter what kind of meeting is being held,  one staff member has to tell  a 

recent story about an interaction with a customerranging from feel-good stories to 

horror stories of something that went wrong for the customer.  By focusing on customer 

stories,  employees know they need to pay attention to interactions so that they can share 

the stories.  Susan Brown,  a senior vice-president with BMO,  explains the importance of 

the story focus for the bank:  If you want to change culture,  a great way to do it is the 

customer story.  Its part of the evolution of developing a customer-centric culture. 36  

 Stories circulate through many organizations,  anchoring the present in the past and 

legitimating current practices.  They typically include narratives about the organizations 

founders,  rule breaking,  rags-to-riches successes,  reductions in the workforce,  reloca-

tion of employees,  reactions to past mistakes,  and organizational coping.  37  Employees 

also create their own narratives about how they came to either fit or not fit with the 

organization during the process of socialization,  including first days on the job,  early 

interactions with others,  and first impressions of organizational life.  38       

  Rituals 

   Rituals    are repetitive sequences of activities that express and reinforce the key values 

of the organization;  what goals are most important;  and which people are important 

and which are expendable.  39     

  rituals      Repetitive sequences of 

activi ties that express and reinforce 

the key values of the organization;  

what goals are most important;  and 

which  people are important and which  

are expendable.    

          Southwest Airl ines i s  known  for good  customer service.  However,  legend  has i t that a  woman  who was a  

frequent flyer complained  constantly about the service,  d ispiri ting  the customer service department.  Final ly,  

the head  of customer relations asked  Herb Kel leher,  the founder,  what they should  do.  Kel lehers response 

to the customer was brief:   Dear Mrs.  X,  We wi l l  m iss you.  Love,  Herb.  Employees were thri l led  to get th is  

kind  of support from  their CEO.
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 One well-known corporate ritual is Walmarts company chant.  Begun by the compa-

nys founder,  Sam Walton,  as a way to motivate and unite his workforce,  Gimme a 

W,  gimme an A,  gimme an L,  give me an M,  A,  R,  T!   has become a company ritual 

that bonds Walmart employees and reinforces Waltons belief in the importance of his 

employees to the companys success.  Similar corporate chants are used by IBM,  Ericsson,  

Novell,  Deutsche Bank,  and PricewaterhouseCoopers.  40   

  Material  Symbols 

 The layout of corporate headquarters,  the types of cars given to top executives,  and 

the presence or absence of corporate aircraft are a few examples of   material symbols   .  

Others include the size of offices,  the elegance of furnishings,  executive perks,  and dress 

code.  41   In addition,  corporate logos,  signs,  brochures,  and advertisements reveal aspects 

of the organizations culture.  42  These material symbols convey to employees,  customers,  

and clients who is important,  the degree of egalitarianism top management desires,  and 

the kinds of behaviour that are appropriate (such as risk-taking,  conservative,  authori-

tarian,  participative,  individualistic,  social) .  For instance,  pictures of all Creo employees 

hang in the Burnaby,  BC-based companys entrance lobby,  which visibly conveys Creos 

anti-hierarchical culture.       
 Companies differ in how much separation they make between their executives and 

employees.  This plays out in how material benefits are distributed to executives.  Some 

companies provide their top executives with chauffeur-driven limousines and,  when 

they travel by air,  unlimited use of the corporate jet.  Other companies might pay for car 

and air transportation for top executives,  only the car is a Chevrolet with no driver,  and 

the jet seat is in the economy section of a commercial airliner.  At Bolton,  Ontario-based 

Husky Injection Molding Systems,  a more egalitarian culture is favoured.  Employees and 

management share the parking lot,  dining room,  and even washrooms.   Case IncidentIs 

  material  symbols      What conveys 

to employees who is important,  the 

degree of egal itarianism top man-

agement desires,  and the kinds of 

behaviour that are appropriate.    

          At Walmart,  cu l ture i s  transmitted  to  employees through  the  da i ly ri tua l  of the  Walmart cheer.   The 

cheer i s  performed  at both  US  and  in ternational  stores.  Employees are  asked  to do  the  cheer in  every 

morn ing  meeting .  Shown  here are  employees of a  Walmart store  in  Evergreen  Park,  I l l i nois,  chanting  

the motivational  cheer that helps preserve  a  smal l -fami ly spi ri t and  work envi ronment with in  the world s 

l argest reta i ler.
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a 5S Culture for You?   on page  374  discusses how the 5S method has been used to imple-

ment and sustain order in workspaces.   

  Language 

 Many organizations and subunits within them use language to help members identify 

with the culture,  show their acceptance of it,  and help preserve it.  Baristas at Starbucks 

call  drinks  short ,   tall  ,   grande  ,  and  venti   instead of  small  ,   medium  ,   large  ,  and  extra-large  ,  

and they know the difference between a half-decaf double tall almond skinny mocha 

and an iced short schizo skinny hazelnut cappuccino with wings.  43   Students and 

employees at Grant MacEwan College are informed by the philosophy of the colleges 

namesake.  Dr.  Grant MacEwan,  historian,  writer,  politician,  and environmentalist,  was 

never a formal part of the management of the organization.  However,  many phrases 

from his writing and creed have found their way into formal college publications and 

calendars,  as well as informal communications,  including his most well known,  I have 

tried to leave things in the vineyard better than I  found them.  44      

  Creating and  Sustaining an  Organizations Culture  

  M a in ta in ing an  organ izationa l  cu l ture in  the face of i n terference can  be cha l lenging.  45   The 

Ca lgary Stampede saw severa l  cha l lenges to  i ts  i nclusive,  commun i ty-spi ri ted  cu l ture in  i ts  

ea rl y yea rs.  The fi rst  Stampede  was  held  i n  1 886 and  i n cluded  a l l  members  of the  l oca l  

commun i ty,  i nclud ing the five Fi rst N ations of Treaty No.  7:  the Tsuu  T ina ,  Pi ikan i ,  Stoney,  

Ka ina i ,  and  S iksika .  These bands  hel d  powwows and  offered  cu l tu ra l  d i spl ays  d u ri ng the 

Stampede,  and  their onsi te  vi l l age  was a  popu lar a ttraction .  Efforts  by the Department of 

I nd ian  Affa i rs to suppress Aborigina l  cu l ture in  1 912 meant that Aborigina ls  cou ld  not partici -

pate in  the Stampede.  Stampede organ izers fought back hard ,  so that Aborigina l  people wou ld  

not be excluded .  The organ izers fought back aga in  after the 1 914 I nd ian  Act made i t i l legal  for 

Aborigina l  people to participate in  fa i rs  and  parades.  

 The Stampedes commitment to an  inclusive cu lture has paid  off.  Some powwow organizers 

and  participants are fourth-generation  volunteers.  By 2014 the vi l lage associated  with  the powwow 

doubled  in  size and  featured  an  exhibit outl in ing partnerships between  the city,  local  First Nations,  

and  the Stampede.  What role does cul ture play in  creating h igh-performing organizations?  

 An organizations culture does not pop out of thin air,  and once established,  it rarely 

fades away.  What influences the creation of a culture? What reinforces and sustains these 

forces once they are in place?  Exhibit   10-3     summarizes how an organizations culture is 

established and sustained.  We describe each part of this process next.   

  How a  Culture  Begins 

 An organizations current customs,  traditions,  and general way of doing things are 

largely due to what it has done before and how successful it was in doing it.  This leads 

 3  Identify the factors that 

create and  sustain  an  

organizations culture.  

    EXHIBIT 1 0-3   How Organizational  Cultures Form       

Selection

criteria

Social ization

Organization 's

cu lture

Phi losophy

of

organization's

founders

Top

management

M1 0_LANG7855_07_SE_C1 0. indd   357 2/1 1 /1 5   4:1 9 PM



358  Part 4  Sha ri ng  the  Organ i za tiona l  Vi s i on

us to  the ultimate source of an organizations  culture:  

the founders.  46   Free of previous customs or ideologies,  

founders have a vision of what the organization should 

be,  and the firms small size makes it easy to impose that 

vision on all  organizational members.  In the case of the 

Calgary Stampede,  early founders were willing to  fight 

much larger political  and legal  systems,  including the 

Indian Act itself,  to ensure that Aboriginal people could 

participate in the event.  This philosophy would have sent 

a very strong message to Stampede workers and volunteers,  reinforcing their culture of 

inclusion in a time period not known for tolerance in general and certainly not distin-

guished by any widespread inclusion of Aboriginal cultures and people.    

  Culture creation occurs in three ways.  47  First,  founders only hire and keep employees 

who think and feel the way they do.  Second,  they indoctrinate and socialize employees 

to their way of thinking and feeling.  Finally,  the founders own behaviour encourages 

employees to identify with the founders and thereby internalize those beliefs,  values,  

and assumptions.  When the organization succeeds,  the founders personality becomes 

embedded in the culture.  

 The culture at Toronto-based PCL,  the largest general  contracting organization 

in Canada,  is  still  strongly influenced by the vision of Ernest Poole,  who founded 

the company in 1 906.  Pooles rules,  which include Employ highest grade people 

obtainable  and Encourage integrity,  loyalty and efficiencies,   still  influence the 

way the company hires and trains  its  employees long after the founders  death.  48  

Other contemporary examples of founders who have had an immeasurable impact 

on their organizations  cultures  are the late Ted Rogers  of Toronto-based Rogers 

Communications,  Frank Stronach of Aurora,  Ontario-based Magna International,  and 

Richard Branson of UK-based Virgin Group.   

  Keeping a  Culture  Al ive 

 Once a culture is  in place,  practices within the organization maintain it by giving 

employees a set of similar experiences.  49   The selection process,  performance evaluation 

criteria,  training and career development activities,  and promotion procedures ensure 

that those hired fit in with the culture,  reward those who support it,  and penalize (and 

even expel)  those who challenge it.  Three forces play a particularly important part in 

sustaining a culture:   selection   practices,  the actions of  top management ,  and  socialization   

methods.  Lets look at each.       

  Selection  

 The explicit goal of the selection process is to identify and hire individuals who have 

the knowledge,  skills,  and abilities to perform successfully.  

 The final  decision,  because its  significantly influenced by the decision makers 

judgment of how well the candidates will fit into the organization,  identifies people 

whose values are essentially consistent with at least a good portion of the organiza-

tions values.  50  

 Selection  also  provides  information about the organization to  applicants.  

Windsor,  Ontario-based Windsor Family Credit Union makes j ob  candidates  go 

through a process that has as many as eight steps so  that the organization and the 

employee can determine if they are a good fit for each other.  51   To signal that dignity 

and respect are important parts  of Kitchener,  Ontario-based Mennonite Savings 

and Credit Unions  culture,  j ob  candidates are provided with interview questions 

in advance.  The credit union encourages two-way communication throughout the 

hiring process.  52  

 4  Show how culture is  

transmitted  to 

employees.  

 Is culture the 

same as rules? 

     Simulate  on  MyManagementLab

Organizational  Culture 
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 Careful  hiring practices mean that those who perceive a conflict between their 

values and those of the organization can remove themselves from the applicant pool.  

Selection,  therefore,  becomes a two-way street:  It allows the employer or applicant to 

avoid a mismatch and sustains organizational culture by selecting out those individuals 

who might attack or undermine the organizations core values.   

  Top  Management 

 The actions of top  management also  have a major impact on the organizations 

culture.  53   Through words and behaviour,  senior executives establish norms that filter 

through the organization about,  for instance,  whether risk-taking is  desirable;  how 

much freedom managers give their employees;  what is  appropriate dress;  and what 

actions will  pay off in terms of pay raises,  promotions,  and other rewards.   

  Social ization  

 No matter how effectively the organization recruits and selects new employees,  they 

need help adapting to the prevailing culture.  That help is   socialization   .  54  As a 2011  

study suggests,  socialization done well will develop a new employees self-efficacy,  hope,  

optimism,  and resilience.  55     

 New employees at the Japanese electronics company 

Sanyo are socialized through a particularly long training 

program.  At their intensive five-month course,  trainees 

eat and sleep together in company-subsidized dorms 

and are required to  vacation together at company-

owned resorts.  They learn the Sanyo  way of doing 

everythingfrom how to speak to managers to proper 

grooming and dress.  56   The company considers this 

program essential for transforming young employees,  

fresh out of school,  into  dedicated  kaisha senshi  ,  or 

corporate warriors.  

 Starbucks does not go  to the extreme that Sanyo 

does,  but i t  seeks  the same outcome.  5 7   Al l  new 

employees go through 24 hours of training.  Classes 

cover everything necessary to transform new employees 

into  brewing consultants.  They learn the Starbucks 

philosophy,  the company j argon,  and even how to 

help  customers  make decisions  about beans  and 

grind,  as well as about espresso machines.  The result 

is  employees who understand Starbucks  culture and 

who project an enthusiastic and knowledgeable image 

to customers.     
 An  o rganization  continues  to  s o cial i ze  i ts 

employees throughout their career in the organiza-

tion,  which  further contributes  to  sustaining the 

culture.  As part of its  continual socialization process,  

the CEO  of Windsor Family Credit  Union  takes 

employees to  breakfast quarterly to  find out about 

their questions,  concerns,  and their work.  59   These 

breakfasts  also  provide an  opportunity to  ensure 

that employees understand the overall  goals  of the 

organization.  

 We can think of socialization as a process composed of 

three stages:  prearrival,  encounter,  and metamorphosis.  60  

  socialization       The process that 

adapts new employees to an  organi-

zations culture.    

          Softchoice was a  recipient of the Top 1 0  Most Admired  Corporate Cu lture 

awards in  201 3 .  The technology solutions and  managed  services provider 

understands how a  strong  organ izational  cu l ture can  lead  to h igh  per-

formance.  Sandy Fal lon,  sen ior vice-president of people,  expla ins why:  

 Engagement i s  extremely important to us.  At the same time,  we want 

to make sure we measure our progress.  How are we doing?  What i s  the 

engagement level?  We are a lways asking  those questions and  hearing  

back from  employees.  58  One of the ways Softchoice keeps i ts employees 

engaged  is  by a l lowing  them  to bring  their dogs to work,  which  reduces 

stress and  encourages more interaction  among  employees.

TH
E
 C
A
N
A
D
IA
N
 P
R
E
S
S
/F
re
d
 L
u
m
/T
h
e
 G
lo
b
e
 a
n
d
 M
a
il  

M1 0_LANG7855_07_SE_C1 0. indd   359 2/1 1 /1 5   4:1 9 PM



360  Part 4  Sha ri ng  the  Organ i za tiona l  Vi s i on

 Making  Culture Work 

  How early on  should  social ization  take place?  Leaders at Burnaby,  BC-based TELUS 

recognize that in order for an organizational culture to work,  that culture needs to be 

established early,  preferably during the hiring process.  61   It also needs to be continually 

supported and reinforced.  

 TELUS prides itself on a culture focused on collaborative learning.  This culture is 

heavily reinforced on its Careers web page.  TELUS asks prospective candidates whether 

they build spirited relationships.  Prospective candidates are also informed that they 

should expect to foster a strong collaborative network,  and continually drive their 

own learning.  That learning is expected to begin immediately.  Unlike most employers,  

TELUS offers job  applicants tips about what specifically to  include in their rsum 

and cover letter and how best to prepare for an interview with the company.  It even 

offers a Career Tools  page that helps job seekers identify their goals,  outline their 

personal strengths,  and match those goals and strengths with open positions within 

the organization.  

 This focus on learning is further reinforced after the hiring process.  For example,  

collaboration tools and internal social networking sites are provided to all employees,  

and open door policies encourage the free flow of information between staff and 

management.  Regular webinars are offered on a variety of topics and mentors and 

coaches assist with the learning process.  Dan Pontefract,  chief envisioner at TELUS,  

explains the companys approach:  the more open and collaborative you are with 

people,  the healthier your culture becomes. A healthy,  established culture that empha-

sizes ongoing learning helps TELUS stay ahead of the curve in a highly competitive,  

innovation-focused industry.   

   OB I N  TH E  WORKPLACE 

    EXHIBIT 1 0-4  A Socialization  Model        

Prearrival Encounter Metamorphosis

Socialization Process Outcomes

Commitment

Productivity

Turnover

This process (illustrated in  Exhibit   10-4   )  has an impact on the new employees work 

productivity,  commitment to the organizations objectives,  and eventual decision to 

stay with the organization.   OB in the Workplace   discusses how TELUS starts to socialize 

future employees from the time they visit the companys Careers web page.      

  The  Prearrival  Stage    The   prearrival stage    explicitly recognizes that each individual 

arrives with a set of values,  attitudes,  and expectations about both the work and the 

organization.  One major purpose of a business school,  for example,  is  to socialize 

business students to the attitudes and behaviours business firms want.  Newcomers 

to  high-profile organizations with a strong market position will  make their own 

  prearrival  stage      The period of 

learning  in  the social ization  process 

that occurs before a new employee 

joins the organization.    
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assumptions about what it must be like to work there.  62  What people know before 

they join the organization and how proactive their personality is are critical predictors 

of how well they adjust to a new culture.  63     

 One way to capitalize on prehire characteristics in socialization is to use the selection 

process to inform prospective employees about the organization as a whole.  We have 

also seen how the selection process ensures the inclusion of the right typethose 

who will fit in.   

  The  Encoun ter  S tage    Upon entering the organization,  the new employee begins 

the   encounter stage    and confronts  the possibility that expectationsof the job,  

co-workers,  boss,  and the organization in generalmay differ from reality.  If the 

employees expectations are fairly accurate,  the encounter stage merely reaffirms earlier 

perceptions.       
 However,  this is often not the case.  At the extreme,  new members may become totally 

disillusioned with the realities of their job and resign.  Proper recruiting and selection 

should significantly reduce the probability of that outcome,  and so too should encour-

aging friendship ties in the organizationnewcomers are more committed when friends 

and co-workers help them learn the ropes.  64  A 2011  study by professor Alan Saks of 

the Rotman School of Management at the University of Toronto and professor Jamie 

Gruman of the School of Hospitality and Tourism Management at the University of 

Guelph demonstrates the benefits of orientation,  training,  and mentorship programs 

for new employees.  These activities help employees adjust better because they make 

them feel happier,  more confident that they will  more likely fit with the organization,  

and therefore more engaged.  65    

  encounter stage      The stage in  the 

social ization  process in  which  a new 

employee sees what the organization  

is real ly l ike and confronts the pos-

sibi l i ty that expectations and real i ty 

may diverge.    

          I n  a  study conducted  by the US  Reputation  Insti tute and   Canadian Business   magazine in  201 4,  Tim  Hortons 

was rated  as the company with  the best corporate reputation  in  Canada,  as wel l  as coming  in  second  in  

the world .  The company has often  fared  wel l  in  th is survey.  However,  in  September 201 4,  Tim  Hortons was 

bought by Burger King.  Wi l l  th is  have an  impact on  Tims cu lture going  forward?  66 
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  The  Metamorphosis  Stage    Finally,  to work out any problems discovered during the 

encounter stage,  the new employee changes or goes  through the   metamorphosis 

stage   .  The entry socialization options presented in  Exhibit   10-5     are designed to bring 

about the desired metamorphosis.  The more management relies on formal,  collective,  

fixed,  and serial socialization programs and emphasizes divestiture,  the more likely 

that newcomers  differences and perspectives will  be stripped away and replaced by 

standardized and predictable behaviours.  These  institutional   practices are common in 

police departments,  fire departments,  and other organizations that value rule following 

and order.  Programs that are informal,  individual,  variable,  random,  and emphasize 

investiture are more likely to give newcomers an innovative sense of their role and 

methods of working.  Creative fields,  such as research and development,  advertising,  and 

filmmaking,  rely on these  individual   practices.  Most research suggests that high levels 

of institutional practices encourage personorganization fit and high levels of commit-

ment,  whereas individual practices produce more role innovation.  67     

 We can say that metamorphosis and the entry socialization process is complete when 

       The new employee has become comfortable with the organization and his or 

her job  

      The new employee has internalized the norms of the organization and the 

work group,  and understands and accepts these norms  

      The new employee feels accepted by his or her peers as a trusted and valued 

individual,  is self-confident that he or she has the competence to complete the 

job successfully,  and understands the systemnot only his or her own tasks 

but also the rules,  procedures,  and informally accepted practices  

      The new employee understands how he or she will be evaluated and knows 

what criteria will be used to measure and appraise his or her work;  he or she 

knows what is expected and what constitutes a job well done     

  metamorphosis stage      The stage 

in  the social ization  process in  which  

a new employee adjusts to the values 

and norms of the job,  work group,  and 

organization.    

    EXHIBIT 1 0-5   Entry Socialization  Options       

   Formal  vs.  Informal   The more a  new employee i s  segregated  from  the ongoing  work setting  and  d i fferentiated  in  

some way to make expl ici t h is or her newcomers role,  the more formal  socia l ization  i s.  Specific orientation  and  tra in ing  

programs are examples.  Informal  socia l ization  puts the new employee d i rectly into h is or her job,  with  l i ttle  or no specia l  

attention .  

  Individual  vs.  Collective   New members can  be social ized  individual ly.  Th is describes how its done in  many professional  

offices.  They can  a lso be grouped  together and  processed  through  an  identical  set of experiences,  as in  m i l i tary boot camp.  

  Fixed  vs.  Variable  Th is refers to the time schedule in  which  newcomers make the transition  from  outsider to insider.  A 

fixed  schedu le establ ishes standardized  stages of transition .  Th is characterizes rotational  tra in ing  programs.  I t a l so includes 

probationary periods,  such  as the 8- to 1 0-year  associate  status accounting  and  law fi rms use before decid ing  whether 

to name a  candidate as a  partner.  Variable schedu les g ive no advance notice of their transition  timetable.  Variable sched-

u les describe the typical  promotion  system,  where ind ividuals are not advanced  to the next stage unti l  they are  ready.  

  Serial  vs.  Random  Seria l  socia l ization  is  characterized  by the use of role models who tra in  and  encourage the newcomer.  

Apprenticesh ip  and  mentoring  programs are examples.  In  random  socia l ization ,  role models are del iberately withheld.  The 

new employee i s  left on  h is or her own  to figure th ings out.  

  Investiture vs.  Divestiture  Investi ture socia l ization  assumes that the newcomers qual i ties and  qual i fications are the 

necessary ingredients for job success,  so these qual i ties and  qual i fications are confirmed  and  supported.  D ivesti ture socia l -

ization  tries to strip  away certain  characteristics of the recru it.  Fratern ity and  sorority  pledges  go through  d ivesti ture 

socia l ization  to shape them  into the proper role.   

  Sources:   Based  on  J .  Van  Maanen,   People Processing:  Strategies of Organ izational  Socia l ization,   Organizational Dynamics,   Summer 1 978,  

pp.   1 9   36  ;  and  E.  H .  Schein ,  Organ izational  Cu lture,   American Psychologist ,  February 1 990,  p.   1 1 6  .  
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  As  Exhibit   10-4    on page  360  shows,  successful metamorphosis should have a posi-

tive impact on the new employees productivity and commitment to the organization.  

It should also reduce the tendency to leave the organization.  

 Researchers have begun to examine how employee attitudes change during social-

ization by measuring those attitudes at several points over the first few months.  One 

study has documented patterns of honeymoons  and hangovers  for new workers,  

showing that the period of initial adjustment is often marked by decreases in job satis-

faction as their idealized hopes come into contact with the reality of organizational 

life.  68  Other research suggests that role conflict and role overload for newcomers rise 

over time and that workers with the largest increases in these role problems experi-

ence the largest decreases in commitment and satisfaction.  69   It may be that the initial 

adjustment period for newcomers presents increasing demands and difficulties,  at 

least in the short term.        

  The  Liabil ities of Organizational  Culture  

 Culture enhances  organizational  commitment and increases  the consistency of 

employee behaviour.  70  These are clearly benefits to an organization.  Culture is valuable 

to employees too,  because it spells out how things are done and what is important.  

However,  we should not ignore the potentially dysfunctional aspects of culture,  especially 

of a strong culture,  on an organizations effectiveness.  Hewlett-Packard,  once known 

as a premier computer manufacturer,  has been rapidly losing market share and profits 

as the dysfunction of its top management team has trickled down,  leaving employees 

disengaged,  uncreative,  unappreciated,  and polarized.  71   A strong poisonous culture can 

also affect a companys bottom line,  as the  Ethical Dilemma   on page  373   shows.  

 5  Identify the l iabi l i ties of 
organizational  cu lture.  

          New employees at Broad  Air Condition ing  in  Changsha,  Ch ina,  are indoctrinated  in  the companys m i l i tary-

style cu l ture by going  through  a  1 0-day tra in ing  session  of boot camp,  where they are d ivided  into platoons 

and  l ive in  barracks.  Boot camp prepares new h ires for the mi l i tary formal i ty that prevai ls  at Broad,  where 

employees begin  their work week standing  in  formation  during  a  flag-raising  ceremony of two company 

flags and  the flag  of Ch ina.  Al l  employees l ive in  dorms on  the company campus and  receive free food  and  

lodging.  To motivate i ts  workers,  Broad  has scattered  throughout the campus 43  l i fe-size bronze statues of 

inspirational  leaders from  Confucius to Jack Welch,  the former CEO of GE.
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 Below,  we consider organizational cultures impact on change,  diversity,  and mergers 

and acquisitions.  

  Barrier to  Change 

 Culture is a liability when the shared values do not agree with those that further the 

organizations effectiveness.  For example,  when an organizations environment is under-

going rapid change,  its entrenched culture may no longer be appropriate.  72  Consistency 

of behaviour,  an asset in a stable environment,  may then burden the organization and 

make it difficult to respond to changes.  For many organizations with strong cultures,  

practices that previously led to successes can lead to failure when those practices no 

longer match up well with environmental needs.  73    

  Barrier to  Diversity 

 Hiring new employees who differ from the majority in race,  gender,  disability,  or other 

characteristics creates a paradox:  74  Management demonstrates support for the differ-

ences that these employees bring to the workplace,  but newcomers who wish to fit in 

must accept the organizations core cultural values.  Because diverse behaviours and 

unique strengths are likely to diminish as people attempt to assimilate,  strong cultures 

can become liabilities when they effectively eliminate these advantages.  A strong culture 

that condones prejudice,  supports  bias,  or becomes insensitive to  people who are 

different can undermine formal corporate diversity policies.   

  Barrier to  Mergers and  Acquisitions 

 Historically,  when management looked at merger or acquisition decisions,  the key 

factors were related to financial advantages or product synergy.  In recent years,  cultural 

compatibility has become a primary concern.  75   All  things being equal,  whether the 

merger or acquisition actually works seems to have much to do with how well the two 

organizations cultures match up.  

 A survey by consulting firm A.  T.  Kearney revealed that 58  percent of mergers failed 

to reach their financial goals.  76  As one expert commented,  Mergers have an unusually 

high failure rate,  and its always because of people issuesin other words,  because of 

conflicting organizational cultures.  The $183  billion merger between America Online 

(AOL)  and Time Warner in 2001  was the largest in US corporate history.  77  It was also 

a disaster.  Only one year later,  the company suffered an astounding annual loss of 

$99  billionwhat was then the largest financial loss in US history.  78   Culture clash is 

commonly argued to be one of the causes of AOL Time Warners problems.  

  Strategies for Merging Cultures 

 Organizations can use several strategies when considering how to merge the cultures 

of two organizations:  79   

        Assimilation.   The entire new organization is determined to take on the culture 

of one of the merging organizations.  This strategy works best when one of 

the organizations has a relatively weak culture.  However,  if a culture is simply 

imposed on an organization,  it rarely works.   

       Separation.   The organizations remain separate and keep their individual 

cultures.  This strategy works best when the organizations have little overlap in 

the industries in which they operate.   

       Integration.   A new culture is formed by merging parts of each of the organiza-

tions.  This strategy works best when aspects of each organizations culture 

need to be improved.       

M1 0_LANG7855_07_SE_C1 0. indd   364 2/1 1 /1 5   4:1 9 PM



Chapter 1 0  Organ i za tiona l  C u l tu re  365

  Changing Organizational  Culture  

  The Ca lgary Stampede i s  about inclusion ,  bu t i ts  a lso about trad i tion .  80  I ts  a  celebration  of 

Western  cowboy cu l ture.  That cu l ture,  however,  has a t times found  i tsel f at odds wi th  modern  

sensibi l i ties.  Organizers have needed  to find  compromises that a l low the Stampede to mainta in  

western  cu l tural  trad i tions whi le sti l l  accommodating modern  concerns.  Nowhere was th is more 

evident than  in  the chuckwagon  race controversies.  

 I n  1 986 n ine horses were ki l led  in  chuckwagon  race accidents.  That started  an  ongoing 

controversy,  wi th  some argu ing tha t the races a re  cruel  and  shou ld  be banned  and  others 

argu ing that a l l  sport has some element of risk and  chuckwagon  races are a  beloved  trad i tion .  

 Stampede organ izers have worked  i n  cooperation  wi th  the  Society for the Prevention  of 

Cruel ty to  An ima ls  to  find  a  way to  change thei r approach  and  encourage the development 

of a  sa fety cu l tu re  wh i l e  sti l l  ma in ta in ing trad i tions.  Tha t h as  mean t some changes  to  the 

ru les such  as a l tering the design  of the wagons to  l essen  the possibi l i ty of en tanglements and  

commencing random  d rug and  a lcohol  testing on  both  horses and  riders.  S im i la r changes 

have been  made i n  other events,  particu larly a fter six an ima ls  d ied  in  2010.  For example,  i n  

2011  a  no-time pena l ty ru le was i n troduced  for participants who make a  d angerous tackle in  

the steer-wrestl ing event.  

 These ru le changes can  be poorly received  by trad itional ists who see them  as interfering with  

the puri ty  of the sport.  Stampede organ izers m in im ize th is resistance by carefu l ly expla in ing 

the anticipated  safety impacts and  by rigorous and  consistent enforcement of the ru les.  Over 

time,  the consistency of thei r messaging helps to  broaden  awareness and  fosters the safety 

cu l ture that they seek.  Why has the Stampede been  so successfu l  in  creating an  organizationa l  

cu l ture that enables change?  

 Changing an organizations culture is difficult and requires that many aspects of the 

organization change at the same time,  especially the reward structure.  Culture is such a 

challenge to change because it often represents the established mindset of employees 

and managers.     
 John Kotter,  professor of leadership at Harvard Business  School,  has  created a 

detailed approach to implementing change,   which we discuss in  Chapter   1 4    .  81   Efforts 

directed at changing organizational culture do not usually yield immediate or dramatic 

results.  Cultural change is actually a lengthy processmeasured in years,  not months.  

But we can ask the question,  Can culture be changed? And the answer is,  Yes!   The 

evidence suggests that cultural change is most likely to occur when most or all of the 

following conditions exist:  

        A dramatic crisis.   A shock that undermines the status quo calls into question 

the relevance of the current culture.  Examples of a crisis might be a surprising 

financial setback,  the loss of a major customer,  or a dramatic technological 

breakthrough by a competitor.   

       Turnover in leadership.   New top leadership,  which can provide an alternative set 

of key values,  may be perceived as more capable of responding to the crisis.  

Top leadership definitely refers to the organizations chief executive,  but also 

might need to include all senior management positions.   

       Young and small organization.   The younger the organization,  the less entrenched 

its culture will be.  Its also easier for management to communicate its new 

values when the organization is small.   

       Weak culture.   The more widely held a culture is,  and the higher the agreement 

among members on its values,  the more difficult it will be to change.  Weak 

cultures are more open to change than strong ones.    

 Below we discuss two specific kinds of cultural change:  creating an ethical organiza-

tional culture and creating a positive organizational culture.    

     Watch  on  MyManagementLab

The Work Zone Role Plays

Organizational  Culture 
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  Creating an  Ethical  Organizational  Culture 

 The organizational  culture most likely to  shape high ethical  standards among its 

members is high in risk tolerance,  low to moderate in aggressiveness,  and focuses on 

means as well as outcomes.  82  This type of culture takes a long-term perspective and 

balances the rights of multiple stakeholders,  including the employees,  stockholders,  and 

the community.  Managers are supported for taking risks and innovating,  are discouraged 

from engaging in unbridled competition,  and guided to pay attention not just to  what  

goals are achieved but also to  how  .  

 If the culture is strong and supports high ethical standards,  it should have a very 

powerful and positive influence on employee behaviour.  However,  examples of orga-

nizations that have failed to establish proper codes of ethical conduct can be found in 

the media nearly every day.  Some actively deceive customers or clients.  Others produce 

products that harm consumers or the environment,  or they harass or discriminate 

against certain groups of employees.  Others are more subtle and cover up or fail  to 

report wrongdoing.  The negative consequences of a systematic culture of unethical 

behaviour can be severe and include customer boycotts,  fines,  lawsuits,  and government 

regulation of an organizations practices.  

 What can managers do to  create a more ethical culture?  They can adhere to  the 

following principles:  83   

        Be a visible role model.   Employees will  look to the actions of top management 

as a benchmark for appropriate behaviour.  Senior managers who take the 

ethical high road send a positive message.   

       Communicate ethical expectations.   Minimize ethical ambiguities by sharing an 

organizational code of ethics that states the organizations primary values and 

ethical rules that employees must follow.   

       Provide ethics training.   Set up seminars,  workshops,  and training programs to 

reinforce the organizations standards of conduct,  to clarify what practices are 

permissible,  and to address possible ethical dilemmas.   

       Visibly reward ethical acts and punish unethical ones.   Appraise managers on how 

their decisions measured against the organizations code of ethics.  Review the 

means taken to achieve goals,  as well as the ends themselves.  Visibly reward 

those who act ethically and conspicuously punish those who do not.   

       Provide protective mechanisms.   Provide formal mechanisms so employees can 

discuss ethical dilemmas and report unethical behaviour without fear of repri-

mand.  These might include ethics counsellors,  ombudspersons,  or ethics officers.    

 The work of setting a positive ethical climate has to start at the top of the organiza-

tion.  84  A study of 195  managers demonstrated that when top management emphasizes 

strong ethical values,  supervisors are more likely to practise ethical leadership.  Positive 

ethical attitudes transfer down to line employees,  who show lower levels of deviant 

behaviour and higher levels of cooperation and assistance.  A study involving auditors 

found perceived pressure from organizational leaders to behave unethically was associ-

ated with increased intentions to engage in unethical practices.  85   Clearly the wrong type 

of organizational culture can negatively influence employees ethical behaviour.  Finally,  

employees whose ethical values are similar to those of their department are more likely to 

be promoted,  so we can think of ethical culture as flowing from the bottom up as well.  86     

  Creating a  Positive  Organizational  Culture 

 At first blush,  creating a positive culture may sound hopelessly naive,  or like a Dilbert-

style conspiracy.  The one thing that makes us believe this trend is here to stay is that 

there are signs that management practice and OB research are converging.  

 6  Demonstrate how an  

ethical  organizational  

cu lture can  be created.  

 7  Describe a positive 

organizational  culture.  

M1 0_LANG7855_07_SE_C1 0. indd   366 2/1 1 /1 5   4:1 9 PM



Chapter 1 0  Organ i za tiona l  C u l tu re  367

 A   positive organizational culture    emphasizes building on employee strengths,  

rewards more often than it punishes,  and emphasizes individual vitality and growth.  87  

Lets consider each of these areas.    

  Bui lding on  Employee Strengths 

 Although a positive organizational culture does not ignore problems,  it emphasizes 

showing employees how they can capitalize on their strengths.  As management guru 

Peter Drucker said,  Most [employees]  do not know what their strengths are.  When 

you ask them,  they look at you with a blank stare,  or they respond in terms of subject 

knowledge,  which is the wrong answer.  Wouldnt it be better to be in an organiza-

tional  culture that helped you discover your strengths and learn how to make the 

most of them? 

 Larry Hammond,  CEO of Auglaize Provico,  an agribusiness based in Ohio,  used 

this approach when you would least expect it:  during the darkest days of his business.  

In the midst of the firms worst financial struggles,  when it had to lay off one-quarter 

of its  workforce,  Hammond decided to  try a different approach.  Rather than dwell 

on what was wrong,  he took advantage of what was right.  If you really want to 

[excel] ,  you have to  know yourselfyou have to know what youre good at,  and you 

have to  know what youre not so  good at,  says Hammond.  With the help of Gallup 

consultant Barry Conchie,  Hammond focused on discovering and using employee 

strengths and helped turn the company around.  You ask Larry [Hammond]  what 

the difference is,  and hell  say that its  individuals using their natural  talents,  says 

Conchie.  88   

  Rewarding More Often  Than  Punishing 

 Although most organizations are sufficiently focused on extrinsic rewards such as 

pay and promotions,  they often forget about the power of smaller (and cheaper)  

rewards like praise.  Part of creating a positive organizational  culture is  catching 

employees doing something right.  Many managers withhold praise because they 

are afraid employees will  coast or because they think praise is  not valued.  Employees 

generally dont ask for praise,  and managers usually dont realize the costs of failing 

to  give it.  

 Consider Elzbieta Grska-Kolodziejczyk,  a plant manager for International Papers 

facility in Kwidzyn,  Poland.  Employees worked in a bleak windowless basement.  

Staffing became roughly one-third of its prior level,  while production tripled.  These 

challenges had done in the previous three managers.  So when Grska-Kolodziejczyk 

took over,  although she had many ideas about transforming the organization,  at the 

top of her list was recognition and praise.  She initially found it difficult to give praise 

to those who were not used to it,  especially men.  They were like cement at the begin-

ning,  she said.  Like cement.  Over time,  however,  she found they valued and even 

reciprocated praise.  One day a department supervisor pulled her over to tell her she was 

doing a good job.  This I  do remember,  yes,  she said.  89    

  Emphasizing Vital i ty and  Growth  

 No organization will  get the best out of employees who see themselves as cogs in 

the machine.  A positive culture realizes the difference between a job  and a career.  

It supports not only what the employee contributes to organizational effectiveness,  

but also how the organization can make the employee more effective personally and 

professionally.   

  Limits of Positive  Culture  

 Is a positive culture the answer to all organizational problems? Although companies 

have embraced aspects of a positive organizational culture,  its a new enough area that 

there is some uncertainty about how and when it works best.  

  positive organizational  culture  

    A culture that emphasizes bui lding  

on  employee strengths,  rewards 

more than  punishes,  and emphasizes 

individual  vital i ty and growth.    
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 Not all  national cultures value being positive as much as Canadian and US cultures 

do,  and,  even within these countries,  there surely are limits to how far we should go 

to preserve a positive culture.  For example,  Admiral,  a British insurance company,  has 

established a Ministry of Fun in its call  centres to organize poem writing,  foosball,  

conker (a British game involving chestnuts) ,  and fancy dress days,  while other compa-

nies in the insurance industry have maintained more serious cultures.  When does the 

pursuit of a positive culture start to seem coercive or even Orwellian? As one critic notes,  

Promoting a social orthodoxy of positiveness focuses on a particular constellation 

of desirable states and traits but,  in so doing,  can stigmatize those who fail to fit the 

template.  90  There may be benefits to establishing a positive culture,  but an organiza-

tion also needs to be objective and not pursue it past the point of effectiveness.  See 

 Point/Counterpoint  on page  371   for additional thoughts on whether organizations should 

create a positive organizational culture.     

  GLOBAL IMPLICATIONS 

  We considered global cultural values (collectivism and individualism,  power 

distance,  and so on)  in  Chapter   3    .  Here,  our focus is a bit narrower:   How is 

organizational culture affected by a global context? 

 Organizational  cultures often reflect national  culture.  The culture at AirAsia,  a 

Malaysian-based airline,  emphasizes openness and friendship.  The carrier has a lot 

of parties,  a participative management,  and no private offices,  reflecting Malaysias 

relatively collectivistic culture.  However,  the culture of Air Canada does not reflect 

the same degree of informality.  If Air Canada were to set up operations in Malaysia 

or merge with AirAsia,  it would need to take these cultural differences into account.  

When an organization opens up operations in another country,  it ignores the local 

culture at its own risk.  

 Three times a week,  employees at the Canadian unit of Japanese video game maker 

Tecmo Koei begin the day by standing next to their desks,  facing their boss,  and saying 

Good morning in unison.  Employees then deliver short speeches on topics that range 

from corporate principles to 3D game engines.  Tecmo Koei also has employees punch a 

time clock and asks women to serve tea to top executive guests.  Although these practices 

are consistent with Tecmo Koeis culture,  they do not fit Canadian culture very well.  Its 

kind of like school,  says one Canadian employee.  91   

 The management of ethical behaviour is one area where national culture can rub 

up against corporate culture.  92  Canadian managers tend to endorse the supremacy of 

anonymous market forces and implicitly or explicitly view profit maximization as a 

moral obligation for business organizations.  This worldview sees bribery,  nepotism,  and 

favouring personal contacts as highly unethical.  Any action that deviates from profit 

maximization may indicate that inappropriate or corrupt behaviour may be occurring.  

In contrast,  managers in developing economies are more likely to see ethical decisions 

as embedded in a social environment.  That means doing special favours for family and 

friends is not only appropriate but possibly even an ethical responsibility.  Managers in 

many nations also view capitalism skeptically and believe the interests of employees 

should be put on a par with the interests of shareholders.  

 Because culture strongly affects  performance,  organizations who have units  in 

different countries need to construct and clearly communicate a multinational culture 

that focuses on corporate values.  These values should be unique and separate from 

identifiable country norms,  emphasize respect and tolerance for cultural differences,  

and address the issue of cultural identity.  Globalization can be an opportunity to posi-

tively change organizational culture.
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     Summary 
  Exhibit   10-6    depicts organizational culture as an intervening variable.  Employees form 

an overall subjective perception of the organization based on factors such as degree of 

risk tolerance,  team emphasis ,  and support of people.  This overall perception becomes,  

in effect,  the organizations culture or personality and affects employee performance 

and satisfaction,  with stronger cultures having greater impact.  

 LESSONS LEARNED 

       Reward systems generally sig-

nal the parts of the organiza-

tional culture that are valued.   

      Culture can have both posi-

tive and negative effects on 

organizations.   

      Organizational culture can 

make change diff cult,  if not 

impossible.    

    EXHIBIT 1 0-6   How Organizational  Cultures Have an  Impact on  Employee 
Performance and  Satisfaction       

  Innovation  and  risk

   taking

  Attention  to detai l

  Outcome orientation

  People orientation

  Team  orientation

  Aggressiveness

  Stabi l i ty

Organ izational

cu lture

Performance

Satisfaction

H igh

Low

Strength

Perceived  as

Objective factors
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 Study,  practise,  and explore real  business situations with  these helpful  resources:  

       Study Plan:  Check your understanding  of chapter concepts with  self-study quizzes.   

      Online Lesson Presentations:  Study key chapter topics and work through  interactive assessments to 

test your knowledge and master management concepts.   

      Videos:  Learn  more about the management practices and strategies of real  

companies.   

      Simulations:  Practise management decision-making  in  simulated business environments.     
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  for Review 

    1 .    What i s  organ izational  cu lture,  

and  what are i ts common  char-

acteristics?   

   2.    What are the functional  effects 

of organ izational  cu lture on  peo-

ple and  the organ ization?   

   3 .    What factors create and  sustain  

an  organ izations cu lture?   

   4.    How is cu lture transmitted  to 

employees?   

   5.    What are the l iabi l i ties of organ i-

zational  cu lture?   

   6.    How can  an  eth ical  organ iza-

tional  cu lture be created?   

   7.    What i s  a  positive organ izational  

cu lture?     

  for Managers 

      Real ize that an  organ izations cu l -

ture i s  relatively fixed  in  the short 

term.  To effect change,  involve 

top management and  strategize a  

long-term  plan .   

     H i re ind ividuals whose values 

a l ign  with  those of the organ iza-

tion;  these employees wi l l  tend  to 

remain  committed  and  satisfied .  

Not surprising ly,  misfi ts  have 

considerably h igher turnover rates.   

     Understand  that employees  per-

formance and  socia l ization  depend  

to a  considerable degree on  their 

knowing  what to do and  not do.  

Train  your employees wel l  and  

keep them  informed  of changes to 

their job roles.   

     Be aware that your companys 

organ izational  cu lture may not be 

 transportable  to other coun-

tries.  Understand  the cu ltural  

relevance of your organ ization s 

norms before introducing  new 

plans or in i tiatives overseas.     

  for You 

      Increase your understanding  of 

cu lture by looking  for simi lari ties 

and  d i fferences across groups and  

organ izations.  For instance,  do you  

have two courses where the class-

room  environment d i ffers consid-

erably?  What does th is suggest 

about the underlying  assumptions 

in  teach ing  students?  Simi larly,  

compare customer service at two 

local  coffee shops or sandwich  

shops.  What does the employee 

behaviour suggest about each  

organ izations cu lture?   

     C arefu l ly consider the cu lture of 

any organ ization  at wh ich  you  are 

th inking  of being  employed.  You  

wi l l  feel  more comfortable in  cu l -

tures that share your values and  

expectations.  You  may find  your-

self reacting  very negatively i f an  

organ izations cu lture (and  values)  

does not match  your own.   

     Keep in  m ind  that groups create 

min i -cu ltures of their own.  When  

you  work in  a  group on  a  student 

project,  be aware of the values and  

norms that are being  supported  

early on  in  the groups l i fe.  These 

wi l l  greatly influence the groups 

cu lture.        

at

Work 

M1 0_LANG7855_07_SE_C1 0. indd   370 2/1 1 /1 5   4:20 PM



Chapter 1 0  Organ i za tiona l  C u l tu re  371

O
B
 a
t W
o
r
k

  O  rgan izations should  do everyth ing  they can  to establ ish  

a  positive cu lture,  because i t works.  93   Scores of recent 

studies have shown  that ind ividuals who are in  positive 

states of m ind  at work and  in  l i fe  lead  happier,  more pro-

ductive,  and  more fu lfi l l ing  l ives.  G iven  the accumulating  

evidence,  researchers are now studying  ways to make 

that happen.  

 In  a  recent  Harvard Business Review  article,  Wharton  

facu lty member Adam  Grant d iscusses an  interesting  

concept:   outsourcing inspiration  .  What does he mean  by 

that?  Grant writes:  A growing  body of research  shows 

that end  userscustomers,  cl ients,  patients,  and  others 

who benefit from  a  companys products and  services

are surprising ly effective in  motivating  people to work 

harder,  smarter,  and  more productively.  

 Some examples of how th is m ight work:  

       A  buddy program  that in troduces Alzheimers 

patients to scientists working  to develop treatments 

for the d isease.   

      Weekly team  meetings that begin  with  stories about 

how the team  has made a  d ifference in  customers  

l ives.   

      Health  care workers coming  face to face with  a  

patient whose story deeply touches them.    

 Of course,  there are other ways of creating  a  positive 

organ izational  cu lture,  includ ing  bu i lding  on  strengths 

and  rewarding  more than  pun ish ing.  

 C reating  a  positive organ izational  cu lture i s  not 

magic,  but i t tends to have extremely positive benefits 

for organ izations that embrace i t.   Outsourcing inspira-

tion   i s  a  great way for employees to feel  appreciated,  

to experience empathy,  and  to see the impact of their 

workal l  motivating  outcomes that wi l l  lead  organ iza-

tions to be more effective and  ind ividuals more fu lfi l led  

in  their work.   

  Many unanswered  questions exist about the merits of 

using  positive organ izational  scholarsh ip  to bu i ld  positive 

organ izational  cu ltures.  Lets focus on  three.  

  What is a  positive culture?   The employment relation-

sh ip can  be amicable and  even  mutual ly beneficial .  How-

ever,  g lossing  over natural  d ifferences in  interests with  the 

frosting  of positive cu lture i s intel lectual ly d ishonest and  

potential ly harmful .  From  time to time,  any organization  

needs to undertake unpopular actions.  Can  anyone d is-

miss an  employee positively (and  honestly),  or explain  to 

someone why others received  a  ra ise?  There is a  danger in  

trying  to sugarcoat.  Positive relationships wi l l  developor 

noton  their own.  We would  be better off preaching  

that people,  and  organizational  cu ltures,  should  be hon-

est and  fai r rather than  unabashedly positive.  

  Is practice ahead of science?   Before we start beseech-

ing  organ izations to bu i ld  positive cu ltures,  we should  

make sure these in terventions work as we th ink they do.  

Many have un intended  consequences,  and  we simply 

dont have enough  research  to support the cla ims put 

forth .  As one reviewer noted,   Everyone wants to bel ieve 

they could  have greater control  over their l ives by simply 

changing  the way they th ink.  Research  that supports th is 

idea  gets promoted  loudly and  widely.  But i ts not based  

on  a  mountain  of evidence.  

  Is building a  positive culture manipulative?   Psycholo-

gist Lisa  Aspinwal l  writes of  saccharine terrorism,  

where employees are coerced  into positive mindsets by 

Happiness Coaches.  You  may th ink th is an  exaggeration,  

but companies l ike UBS,  American  Express,  KPMG,  FedEx,  

Adobe,  and  IBM  use Happiness Coaches to do exactly 

that.  As one critic noted,   Encouraging  people to main-

tain  a  happy outlook in  the face of less-than-ideal  condi-

tions i s a  good  way of keeping  citizens under control  in  

spite of severe societal  problems,  or keeping  employees 

productive whi le keeping  pay and  benefits low.    

PO I N T COU NTE RPO I N T

  Organizations Should  Strive to Create a  

Positive Organizational  Culture  
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Company Culture Assessment:  Employees usual ly work best when  there i s  a l ignment between  the company cu lture 

and  their own  cu ltural  preferences.  Use th is scale to assess which  cu lture i s  the best fi t for you.

  P E R S O N AL  I N VE N TORY  A S S E S S M E N T

P I A
PERSONAL  

INVENTORY 

ASSESSMENT

 Form  smal l  groups to d iscuss the fol lowing  topics,  as assigned  by your instructor:  

   1 .    Choose 2  courses that you  are taking  th is term,  ideal ly in  d i fferent facu lties,  and  describe the cu lture of the 

classroom  in  each.  What are the simi lari ties and  d i fferences?  What values about learn ing  might you  infer from  

your observations of cu lture?   

  2.    Identify arti facts of cu lture in  your current or previous workplace.  From  these arti facts,  would  you  conclude 

that the organ ization  had  a  strong  or weak cu lture?   

  3.    Have you  or someone you  know worked  somewhere where the cu lture was strong?  What was your reaction  

to that strong  cu lture?  Did  you  l ike that environment,  or would  you  prefer to work where there i s  a  weaker 

cu lture?  Why?     

B R E AKO U T  G ROU P  E X E R C I S E S 

 Rate Your Classroom Culture 

 Li sted  here are 1 4 statements.  Using  the 5-i tem  scale (from  Strongly Agree to Strongly Disagree),  respond  to each  state-

ment by ci rcl ing  the number that best represents your opin ion.  

     Strongly     Strongly

 Agree       Agree       Neutral        Disagree       Disagree    

    1 .     I  feel  comfortable chal lenging  statements made by my     5      4     3      2      1

instructor.     

   2.     My instructor heavi ly penal izes assignments that are not     1      2      3      4     5

turned  in  on  time.     

   3.    My instructor bel ieves that  i ts final  resu lts that count.      1      2      3      4     5     

   4.     My instructor i s  sensitive to my personal  needs and      5      4     3      2      1

problems.     

   5.     A large portion  of my grade depends on  how wel l  I  work     5      4     3      2      1

with  others in  the class.     

   6.    I  often  feel  nervous and  tense when  I  come to class.      1      2      3      4     5     

   7.    My instructor seems to prefer stabi l i ty over change.      1      2      3      4     5     

   8.     My instructor encourages me to develop new and      5      4     3      2      1

d i fferent ideas.     

  E XP E R I E N T I AL  E X E R C I S E  
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   9.    My instructor has l i ttle  tolerance for sloppy th inking.      1      2      3      4     5     

  1 0.     My instructor i s  more concerned  with  how I  came to     5      4     3      2      1

a  conclusion  than  with  the conclusion  i tself.     

  1 1 .    My instructor treats a l l  students a l ike.      1      2      3      4     5     

  1 2.     My instructor frowns on  class members helping  each      1      2      3      4      5

other with  assignments.     

  1 3.     Aggressive and  competitive people have a  d istinct     1      2      3      4      5

advantage in  th is class.     

  1 4.    My instructor encourages me to see the world  d i fferently.      5      4      3      2      1      

  Scoring  Key:  

 C a lcu late your total  score by add ing  up the numbers you  ci rcled.  Your score wi l l  fa l l  between  1 4 and  70.  

 A h igh  score (49 or above) describes an  open,  risk-taking,  supportive,  humanistic,  team-oriented,  easy-going,  growth-

oriented  cu l ture.  A low score  (35  or below) describes a  closed,  structured,  task-oriented,  i nd ividua l i sti c,  tense,  and  

stabi l i ty-oriented  cu lture.  Note that d i fferences count,  so a  score of 60 i s  a  more open  cu lture than  one that scores 50.  

Also,  real ize that one cu lture i sn t preferable over another.  The  right  cu lture depends on  you  and  your preferences for 

a  learn ing  environment.  

 Form teams of 5  to 7  members each.  Compare your scores.  How closely do they al ign?  Discuss and  resolve any discrep-

ancies.  Based  on  your teams analysis,  what type of student do you  th ink would  perform  best in  th is class?    

  A Bankrupt Culture 

  E T H I C A L  D I L EMMA

 Like many newspapers,  the  Chicago Tribune   i s in  trouble.  94  

The paper was bought by rea l  estate mogul  Sam  Zel l  i n  

2007 ,  who promptly fi l ed  for bankruptcy.  That d id  not 

surprise experts.  What Zel l  d id  next d id .  

 Zel l  h i red  Randy M ichael s  as  the  Tribune  Companys 

CEO.  Soon  after M ichaels arrived,  he launched  an  attack 

on  the  Tribunes  cu l ture.  I n  an  in formal  meeting  wi th  a  

group of fel low Tribune executives,  M ichaels said,  Watch  

th is  and  offered  the waitress $1 00 to show her breasts.  

The group was dumbfounded.  

 But M ichaels hard ly stopped  there.  

 M ichaels was fond  of a  cu lture that included   sexual  

innuendo,  poisonous workplace banter,  and  profane invec-

ti ve.   One  press  re l ease  announced  the  h i ri ng  of  Kim  

Johnson ,  who,  i t  was  sa id ,  was   a  former wa i tress  a t 

KnockersThe Place  for Hot Racks and  Cold  Brews.   

Another execu ti ve  reporti ng  to  M i chael s  sen t  l i nks  to 

raunchy websites in  emai l  messages.  M ichaels was heard  

loud ly d i scussing  with  other executives he  had  brought 

with  h im  the  sexual  su itabi l i ty of various employees.  

 When  some  compl a i n ed  abou t  th e  ch ange  i n  th e 

organ i zation s  cu l tu re,  M ichael s  rewrote  the  employee 

handbook.  Working  at Tribune means accepting  that you  

might hear a  word  that you,  personal ly,  m ight not use,  

the new manual  stated.  You  might experience an  attitude 

you  don t share.  You  m ight hear a  j oke that you  don t 

consider funny.  That i s  because  a  l oose,  fun ,  non l inear 

atmosphere i s  important to the creative process.  I t then  

concluded,   Th is should  be understood,  should  not be a  

surprise,  and  not considered  harassment.  

 Eventual ly M ichaels was forced  out,  but the damage 

had  been  done.  The Tribune was in  bankruptcy through  

201 2 ,  and  the company restructured  In  201 3 .  More than  

5000 employees have lost their jobs.  In  retrospect,  Zel l  has 

cal led  h is purchase  the deal  from  hel l .  It appears that he 

appointed  a  CEO to match  the deal .  

  Questions 

    1 .    What does th is story tel l  you  about the effect of top 

management on  organ izational  cu lture?   

   2.    Den ise Brown,  a  former member of the Tribunes 

management,  sa id ,   I f you  spoke up,  you  were 

portrayed  as a  si ssy.  How would  you  have reacted  

i f you  witnessed  some of these behaviours?   

   3 .    How can  you  determine when  a  l ine has been  

crossed  between  a  fun  and  informal  cu lture,  and  

one that i s  offensive and  inappropriate?      
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    C AS E  I N C I D E N T S 

  Is a 5S Culture for You? 

 J ay Scovie  looked  at h i s  workspace.  95   H e  took pride  in  

how n ice and  tidy he had  made i t look.  As i t turns out,  h is 

pride was m isplaced.  Sweeping  vi sible  clutter from  your 

workspace by packing  i t into boxes h idden  in  a  closet was 

not acceptable  to  h i s  employer,  J apanese manufacturer 

Kyocera.  Scovies habit drew the attention  of Dan  Brown,  

Kyoceras newly appointed  inspector.   I t became a  topic 

of repeated  conversation ,  Scovie sa id .  

 Why the obsession  with  order?  Kyocera  has joined  a  

growing  l i st of organizations that base their cu lture on  5S,  

a  concept borrowed  from  lean  manufacturing  and  based  

on  five phases or principles:  

    1 .     Sorting (Seiri) .  Going  through  a l l  tools,  materia ls,  

and  suppl ies so as to keep on ly what i s  essentia l .   

   2.     Straightening (Seiton) .  Arranging  tools,  suppl ies,  

equipment,  and  parts in  a  manner that promotes 

maximum efficiency.  For everyth ing  there should  be 

a  place,  and  everyth ing  should  be in  i ts place.   

   3 .     Shining (Seiso) .  Systematic clean ing  to make the 

workplace and  workspace as clean  and  neat as pos-

sible.  At the end  of the sh ift or workday,  everyth ing  

i s  left as i t was when  the workday started.   

   4.     Standardizing (Seiketsu)  .  Knowing  exactly what your 

responsibi l i ties are to keep the fi rst three Ss.   

   5.     Sustaining (Shitsuke)  .  Maintain ing  and  reviewing  

standards,  rigorous review,  and  inspection  to ensure 

order does not slowly sl ip  back into d isorder or 

chaos.    

 Other compan ies  a re  fo l l owing  Kyocera  i n  making  

5S  an  important part of their cu l ture,  includ ing  London,  

On ta rio-based  3M  C anada ,  M arkham ,  On tari o-based  

Steelcase,  and  St.  Thomas,  Ontario-based  Waltec.  Lawn  

mower  m anu fa ctu rer  Toro  o rg an i zes  p r i n ter  ou tpu t 

according  to 5S  principles,  and  Virg in ia  Mason  Hospital  in  

Seattle uses 5S to coordinate office space and  arrange the 

placement of medical  equipment,  such  as stethoscopes.  

Pau l  Levy,  president and  C EO  of Beth  I srael  Deaconess 

Med ica l  Center in  Boston,  has used  5S  to reduce errors 

and  time lost search ing  for equipment.  

 At  Kyocera ,  B rown  exerci ses  some  d i screti onhe 

asked  one employee to remove a  hook on  her door whi le  

a l lowing  another to keep a  whale  figurine on  her desk.  

 You  have to figure out how to balance being  too picky 

wi th  uphold ing  the  purpose  of the  program,  he  sa id .  

Wh i l e  B rown  was  happy wi th  Scovies  desk (i f  not the 

closet),  he wanted  to look inside.  Scovie tried  to red irect 

the conversation  but relented  when  Brown  pressed.  Inside 

one of Scovies desk drawers was a  box fu l l  of CDs,  smal l  

electron ic devices,  and  i tems Kyocera  no longer makes.  

Obviously,  were at the sorting  stage here,  Scovie told  

Brown.   

  Questions 

    1 .    What would  you  see as the value in  Kyocera  using  

5S?   

   2.    What are some advantages and  d isadvantages of 

trying  to impose a  sim i lar cu lture in  Canadian  com-

panies?   

   3 .    What m ight your response be to having  to engage 

in  the 5S  principles in  your workplace?      

    Google and P&G Swap Employees 

 The cu ltures of Google and  Procter & Gamble (P&G) could  

not be  more  d i fferent.  96   P&G  i s  notoriously control led ,  

d i s c i p l i n ed ,  s ca l a b l e ,  a n d  r i g i dso  m u ch  so  th a t 

employees  ca l l  themsel ves   Proctoid s.   Goog le  i s  j u st 

as famous for i ts la id-back,  unstandardized,  free-flowing  

cu lture.  

 So what would  cause these two large,  successful  exam-

ples of strongyet dissimilarcorporate culture to decide 

to social ize one anothers employees?  One reason  clearly is  

marketing:  P&G  sees more of i ts future marketing  efforts 

occurring  on l ine,  and  Google,  of course,  i s  an  ideal  fi t for 

that strategy.  Google,  for i ts part,  sees P&G  as the u ltimate 

 heavy h i tter  buyer for i ts ad  space (P&G  is the biggest 

advertiser in  the world).  

 However,  i t a lso seems clear that th is exchange is about 

more than  marketing.  After a l l ,  P&G  and  Google do busi-

ness with  plenty of organ izations with  wh ich  they dont 

swap employees.  Both  companies bel ieve that by exposing  
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key managers to a  culture that emphasizes innovation,  but 

in  a  whol ly d ifferent way,  they can  push  their own  innova-

tion  even  further.  

 Sometimes we learn  the most from  the ways in  wh ich  

we  a re  d i fferen t,  an d  th a t  i s  certa i n l y  th e  ca se  h ere .  

I n  on e  of  th e  ea rl y  emp l oyee  swaps,  Den i se  C hudy,  

a  G oog l e  sa l es-team  l eader,  s tunned  P&G  managers 

wi th  recent data  i nd icating  on l ine  search  for the  word  

coupons   was up 50 percent in  the past year.  P&G  staffers 

see  themselves as  members of one of the  world s most 

i nnovati ve  and  da ta -d ri ven  organ i zation s,  famous  for 

tracking  consumer preferences,  product use,  and  buying  

behaviour.  They are not easi ly stunned.  To enter Googles 

own  un iverse was a  humbl ing,  and  chal leng ing,  learn ing  

experience.  

 Googles swapped  employees are learn ing  someth ing,  

too.  When  poring  over decades of marketing  materia l s 

on  P&G s  T i de  detergen t  and  the  fi rm s  a l l eg i ance  to 

bright orange packaging,  Google employee Jen  Bradburn  

wrote,   I ts  a  help  to know not to mess with  the orange 

too much.  

 D i fferences,  of course,  a re  sti l l  apparent.  When  one 

P&G  manager  showed  Goog l e  employees  a  1 954  ad  

for Tide,  he  proud ly noted ,   Thats  when  you  reached  

70  percent to  80  percent of your aud ience  wi th  televi -

sion.  The Google team  laughed  in  aston ishment.  

  Questions 

1 .   Do you  th ink the employee swap between  Google 

and  P&G  is a  good  idea  for both  companies?  Why 

or why not?  Why do so few companies do th is?   

2.   One of the reasons P&G  and  Google agreed  to the 

swap was to transmit the best aspects of the other 

companys cu lture to their own.  Drawing  from  th is 

chapter,  describe how cu lture might be transmitted  

in  such  swaps.   

3.   Wh ich  cu ltureGoogles or P&Gsdo you  th ink 

would  fi t you  best?  Why?   

   4.   Would  you  en joy an  employee swap with  a  com-

pany with  a  very d i fferent cu lture?  Why or why not?        

    FROM  CONCEPTS TO SKILLS 

  How to Read an Organizations 
Culture 

 The abi l i ty to read  and  assess an  organ ization s cu lture can  be a  va luable 

ski l l .  97   

 I f you  are looking  for a  job,  you  wi l l  want to choose an  employer whose 

cu lture i s  compatible with  your values and  in  which  you  wi l l  feel  comfort-

able.  I f you  can  accurately assess a  prospective employers cu lture before 

you  make your decision ,  you  may be able to save yourself a  lot of grief and  

reduce the l ikel ihood  of making  a  poor choice.  Simi larly,  you  wi l l  undoubt-

ed ly have business transactions with  numerous organ izations during  your 

professional  career.  You  wi l l  be trying  to sel l  a  product or service,  negotiate 

a  contract,  or arrange a  joint venture,  or you  may merely be seeking  out 

wh ich  ind ividual  in  an  organ ization  controls certain  decisions.  The abi l i ty to  

assess another organ izations cu lture can  be a  defin i te plus in  successfu l ly 

completing  these pursu its.  

 For the sake of simpl ici ty,  we wi l l  approach  the problem  of reading  an  

organ ization s cu lture from  the point of view of a  job appl icant.  We wi l l  

assume you  are interviewing  for a  job.  Here i s  a  l i st of th ings you  can  do to 

help  learn  about a  potentia l  employers cu lture:  

       Observe the physical  surroundings.  Pay attention  to signs,  pictures,  

style of dress,  length  of hair,  degree of openness between  offices,  and  

office furn ish ings and  arrangements.   
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      With  whom d id  you  meet?  Just the person  who would  be your imme-

d iate manager?  Or potentia l  col leagues,  managers from  other depart-

ments,  or sen ior executives?  Based  on  what they revealed,  to what 

degree do people other than  the immediate manager have input into 

the h i ring  decision?   

      How would  you  characterize the style of the people you  met?  Formal?  

Casual?  Serious?  Jovia l?   

      Does the organ ization  have formal  ru les and  regulations printed  in  a  

human  resource pol icy manual?  I f so,  how detai led  are these pol icies?   

      Ask questions of the people you  meet.  The most val id  and  rel iable in for-

mation  tends to come from  asking  the same questions of many people 

(to see how closely their responses a l ign)  and  by ta lking  with  boundary 

spanners.   Boundary spanners   are employees whose work l inks them  to 

the external  environment and  includes jobs such  as human  resources 

interviewer,  sa lesperson,  purchasing  agent,  labour negotiator,  publ ic 

relations specia l i st,  and  company lawyer.    

 Questions that wi l l  g ive you  insights into organ izational  processes and  

practices m ight include the fol lowing:  

       What i s  the background  of the founders?   

      What i s  the background  of current sen ior managers?  What are their 

functional  specia l izations?  Were they promoted  from  with in  or h i red  

from  outside?   

      How does the organ ization  integrate new employees?  I s  there an  ori -

entation  program?  Train ing?  I f so,  could  you  describe these features?   

      How does your manager define h is or her job success?  (Amount of 

profit?  Serving  customers?  Meeting  deadl ines?  Acquiring  budget 

increases?)   

      How would  you  define fa i rness in  terms of reward  a l locations?   

      C an  you  identify some people here who are on  the  fast track ?  What 

do you  th ink has put them on  the fast track?   

      C an  you  identify someone who seems to be considered  a  deviant in  the 

organ ization?  How has the organ ization  responded  to th is person?   

      C an  you  describe a  decision  that someone made here that was wel l  

received?   

      C an  you  describe a  decision  that d id  not work out wel l?  What were the 

consequences for the decision  maker?   

      Could  you  describe a  crisis or cri tical  event that has occurred  recently 

in  the organ ization?  How d id  top management respond?  What was 

learned  from  th is experience?     

 After spending  your fi rst three years after col lege graduation  as a  free-

lance graph ic designer,  you  are looking  at pursu ing  a  job  as an  account 

executive at a  graph ic design  fi rm.  You  feel  that the scope of assignments 

and  potentia l  for techn ica l  tra in ing  far exceed  what you  would  be able  

to do on  your own,  and  you  are looking  to expand  your ski l l s  and  meet a  

brand-new set of chal lenges.  However,  you  want to make sure you   fi t  

in  to  the organ ization  where you  are going  to be spending  more than  

eight hours every workday.  What i s  the best way for you  to find  a  place 

where you  wi l l  be  happy,  and  where your style  and  personal i ty wi l l  be  

appreciated?   

  Practising  

Skil ls 
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  Reinforcing  

Skil ls 

1 .   Do  some compari sons of the  atmosphere  or feel ing  you  get from  

various organ izations.  I t  wi l l  probably be  easiest for you  to  do th i s 

exercise using  restaurants,  retai l  stores,  or banks.  Based  on  the atmo-

sphere that you  observe,  what type of organ izational  cu lture do you  

th ink these  organ i zations m igh t have?  I f  you  can ,  i n terview th ree 

employees at each  organization  for their descriptions of their organiza-

tion s cu lture.   

2.   Th ink about changes  (ma jor and  m inor)  that you  have  dea l t  wi th  

over the past year.  Perhaps these changes involved  other people and  

perhaps they were personal .  D id  you  resist the change?  D id  others 

resist the change?  How did  you  overcome your resistance or the resis-

tance of others to the change?         
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    C H A P T E R

  L E ARN I N G  O U TCOM ES 

     B ryce Wi l l i ams was  elected  as  ch ief of the 

Tsawwassen  Fi rst N a tion  when  he  was  on ly 

22  years  old .  Two years  l a ter,  he  has  proven  

to  be  a  strong l eader focused  on  cu l tu ra l  and  

econom ic growth ,  i nclud ing the  construction  

of the  second -l a rgest ma l l  i n  Canada .  What 

makes a  successfu l  l eader?  

11   

 After studying  this chapter,  you  should  be able to:  

  1    Contrast leadership and management.   

  2    Summarize the conclusions of trait theories of leadership.   

  3    Identify the central  tenets and main  l imitations of behavioural  theories of 

leadership.   

  4    Assess contingency theories of leadership by their level  of support.   

  5    Contrast charismatic and transformational  leadership.   

  6    Identify the leadership roles avai lable to nonmanagers.   

  7    Define  authentic leadership .   

  8    Discuss the requirements of ethical  leadership.   

  9    Define  servant leadership .    

 Leadership  
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A

l though  he i s  sti l l  young,  24-year-old  

Bryce Wi l l i ams knows a  great d ea l  about 

leadersh ip.  1   H e i s  the elected  ch ief of the 

Tsawwassen  Fi rst Nation  (TFN ) ,  the fi rst 

u rban  sel f-governed  nation  in  BC th rough  a  trea ty 

signed  in  2009.  The trea ty not on ly opened  up 

enormous opportun i ties  for econom ic development 

bu t a l so  created  concerns about cu l tura l  ma in te-

nance.  Wi l l i ams  commitment to  ba lance led  to  h i s 

election  as  ch ief i n  2012.  When  he was asked  

about h i s  surprise win  aga inst older and  more 

experienced  cand idates,  Wi l l i ams repl ied  

tha t  I  th ink my people-fi rst menta l i ty 

i s  a  big part of getting elected

and  being involved  wi th  the 

commun i ty qu i te  often  and  

having tha t want and  need  to 

strengthen  the cu l tu re.   

 Wi l l i ams has the cred ibi l i ty that comes from  being d i rectl y involved  in  cu l -

tu ra l  ma in tenance h imsel f.  H e i s  a  ta len ted  carver who teaches Coast Sa l i sh  a rt to 

ch i ld ren  in  h i s  commun i ty.  As  an  elected  leader he strives  to  help foster the creation  of 

cu l tu re-bearers  by supporting trad i tiona l  a rts  such  as  weaving,  d ancing,  singing,  and  

carving.  Th is  support i s  carried  ou t i n  a  way tha t a l so l eads to  econom ic opportun i ty.  

For example,  i n  J anuary 2014 the TFN  broke ground  on  two new destina tion  shopping 

ma l l s  on  Tsawwassen  l and .  These mega  ma l ls  wi l l  not on ly generate profi ts  for the band  

bu t a l so  help provide a  forum  for the d i splay and  sa le  of trad i tiona l  a rts  products.  Obvi -

ously i ts  good  to  keep the cu l tu re a l i ve,  bu t you  can t host programs and  services when  

you  don t have money to  move those th ings forward ,  so  theyre  both  very importan t,   

observes Wi l l i ams.  

 I n  th is  chapter,  we review leadersh ip stud ies to determ ine what makes an  effective 

leader.  We consider factors that a ffect ones abi l i ty to lead  and  examine inspirationa l  leader-

sh ip and  sel f-management.  Fina l ly,  we d iscuss contemporary issues in  leadersh ip.                  
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 THE BIG  IDEA 

  Knowing how to lead 

well does not come 

naturally.  Effective 

leadership requires 

an understanding 

of how to inspire 

individuals to achieve 

common goals.   

    Have you  ever wondered i f there was one  right  way to lead?  

    Can  anyone be a leader?  

    How do you  manage yourself?   

   OB I S  FOR  EVERYONE 

       C
B
C
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  What I s Leadership?   
 We define   leadership    as the ability to influence a group toward the achievement of a 

vision or set of goals.  The source of this influence may be formal,  such as that provided 

by managerial rank in an organization.  But not all  leaders are managers,  nor are all 

managers leaders.  Just because an organization provides its  managers with certain 

formal rights is no assurance they will lead effectively.  Nonsanctioned leadershipthe 

ability to influence that arises outside the formal structure of the organizationis often 

as important or more important than formal influence.  Leaders can emerge from within 

a group as well as by formal appointment.    

 Organizations need strong leadership  and   strong management for optimal effec-

tiveness.  We need leaders to challenge the status quo,  create visions of the future,  and 

inspire organizational members to  achieve the visions.  We also  need managers to 

formulate detailed plans,  create efficient organizational structures,  and oversee day-to-

day operations.  

 In our discussion of leadership,  we will focus on two major tasks of those who lead 

in organizations:  managing those around them to get the day-to-day tasks done,  and 

inspiring others to do the extraordinary.  It will become clear that successful leaders rely 

on a variety of interpersonal skills in order to encourage others to perform at their best.  

It will also become clear that,  no matter the place in the hierarchy,  from CEO to team 

leader,  a variety of individuals can be called on to perform leadership roles.   

  Leadership  as Supervision  
  When  asked  about what tra its a  ch ief should  have,  Bryce Wi l l iams says that a  leader i s someone 

who can  be the voice of the people.   2   He does not mean  being loud  or opin ionated .  I n  fact,  

du ring h i s  na tion s  l egisla tive assembly he i s  often  si len t,  even  during tense debates.  He i s  

l i sten ing,  carefu l l y absorbing everyones  viewpoint and  perspective.  Some people reca l l  that 

prior ch iefs had  a  d i fferent style,  getting more involved  and  advocating strongly for one side of 

a  debate.  Steven  Stark,  a  member of the legislature,  observed  that Bryce is  conservative.  He 

watches.  He i s  qu iet but he uses h is  words wisely.  He has that open  ear.   Listen ing carefu l ly 

helps Wi l l iams find  mutua l ly beneficia l  solu tions to problems.  For example,  when  d iscussing a  

d ispute wi th  a  local  municipal i ty over sewer l ines,  he observes that  there has to be relationship 

bu i ld ing there and  we just have to find  a  way to work together so that we can    benefi t a l l  of 

our communities.   So,  what makes an  effective leader?  

 In this section,  we discuss theories of leadership that were developed before 1 980.  

These early theories focused on the supervisory nature of leadershipthat is,  how indi-

viduals managed the day-to-day functioning of employees.  The theories took different 

approaches in understanding how best to  lead in a supervisory capacity.  The three 

general types of theories that emerged were (1 )  trait theories,  which propose leaders 

have a particular set of traits that makes them different from nonleaders;  (2)  behav-

ioural theories,  which propose that particular behaviours make for better leaders;  and 

(3)  contingency theories,  which propose the situation has an effect on leaders.  When 

you think about these theories,  remember that although they have been considered 

theories of leadership,  they rely on an older understanding of what leadership 

means,  and dont convey a distinction between leadership and supervision.  

  Trait Theories:  Are  Leaders Different from Others?   

 Have you ever wondered whether some fundamental  personality difference makes 

some people born leaders?   Trait theories of leadership    focus on personal qualities 

and characteristics.  The search for personality,  social,  physical,  or intellectual attributes 

that differentiate leaders from nonleaders goes back to the earliest stages of leadership 

 1  Contrast leadership and 
management.  

  leadership      The abi l i ty to influence 

a group toward the achievement of a 

vision  or set of goals.    

 2  Summarize the conclu-

sions of trai t theories of 

leadership.  

  trait theories of leadership  

    Theories that consider personal  qual i-

ties and  characteristics that di fferenti-

ate leaders from nonleaders.    
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research.  Trait theory emerged in the hope that if it were possible to identify the traits 

of leaders,  it would be easier to select people to fill leadership roles.  Being able to select 

good leaders is important because not all people know how to be good leaders,  as  Focus 

on Research   shows.      

 Bad  Bosses Everywhere 

  Doesn t  l eadersh ip  come natura l ly?   Al though  much  i s  

expected  of leaders,  what i s  surprising  i s  how rarely they seem  

to meet the most basic defin itions of effectiveness.  3   A recent 

study of 700 employees revealed  that many bel ieve their super-

visors dont g ive credit when  its due,  gossip about them behind  

their backs,  and  dont keep thei r word.  The si tuation  i s  so bad  that for many employees,  

the studys lead  author says,   They dont leave thei r company,  they leave their boss.   

 Key find ings of the study are as fol lows:  

       39  percent sa id  thei r supervisor fa i led  to keep promises.   

      37  percent sa id  thei r supervisor fa i led  to g ive cred it when  due.   

      3 1  percent sa id  thei r supervisor gave them  the  si lent treatment  in  the past year.   

      2 7  percen t sa id  thei r  supervi sor made negati ve  comments  about them  to  other 

employees or managers.   

      24 percent sa id  thei r supervisor invaded  their privacy.   

      2 3  percent sa id  thei r supervi sor b l ames others  to  cover up  m i stakes or m in im ize 

embarrassment.    

 Why do companies promote such  people into leadersh ip positions?  One reason  may be 

the Peter Principle.  When  people are promoted  into one job (say,  as a  supervisor or coach) 

based  on  how wel l  they did  another (say,  salesperson  or player),  that assumes that the ski l ls  

of one role are the same as the other.  The on ly time such  people stop being  promoted  i s  

when  they reach  their level  of incompetence.  Judging  from  the resu lts of th is study,  that 

level  of leadersh ip  incompetence i s reached  a l l  too often .  

 A recent study found  that lack of respect for a  leader by employeesfor instance,  when  

employees feel  that the leader i s  not the best person  for the jobhas a  sign i ficant impact 

on  whether employees wi l l  fol low that leader.  The researchers found  that simply naming  

someone  the leader  d id  not by i tself create effective leadersh ip.  4   

   FOCUS ON  RESEARCH  

  Research efforts at isolating leadership traits resulted in a number of dead ends.  

A research review in the late 1 960s identified nearly 80  leadership traits,  but only 

5  of these traits were common to 4 or more of the investigations.  5   By the 1990s,  we 

could say that most leaders are not like other people,  but the particular traits that 

were isolated varied a great deal from review to review.  6   Identifying leadership traits 

remained a challenge.  

 A breakthrough came when researchers began organizing traits around the Big Five 

Personality Model  (see  Chapter   2    )  .  7   Most of the dozens of traits in various leadership 

reviews fit under one of the Big Five (for example,  ambition and energy are part of 

extraversion) ,  giving strong support to certain traits as predictors of leadership.  

 A comprehensive review of the leadership literature,  organized around the Big Five,  

found extraversion to be the most predictive trait of effective leadership.  8   However,  

extraversion is more strongly related to the way leaders emerge than to their effective-

ness.  Sociable and dominant people are more likely to  assert themselves in group 

situations,  but leaders need to make sure they are not too assertive.  One study found 

that leaders who scored very high on assertiveness were less effective than those who 

scored moderately high.  9   
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 Unlike agreeableness and emotional stability,  conscientiousness and openness to 

experience also showed strong and consistent relationships to leadership,  although not 

quite as strong as extraversion.  Overall,  the trait approach does have something to offer.  

Leaders who like being around people and are able to assert themselves (extraverted) ,  

are disciplined and keep commitments they make (conscientious),  and are creative and 

flexible (open)  do have an advantage when it comes to leadership,  suggesting that good 

leaders do have key traits in common.  

 One reason is  that conscientiousness  and extraversion are positively related to 

leaders self-efficacy,  which explained most of the variance in subordinates ratings of 

leader performance.  10  People are more likely to follow someone who is confident that 

she is going in the right direction.  

 Another trait that may indicate effective leadership is emotional intelligence (EI)  ,  

discussed in  Chapter   2     .  Advocates  of EI  argue that without it,  a person can have 

outstanding training,  a highly analytical mind,  a compelling vision,  and an endless supply 

of terrific ideas but still not make a great leader.  This may be especially true as individuals 

move up in an organization.  11   A core component of EI is empathy.  Empathetic leaders can 

sense others needs,  listen to what followers say (and dont say),  and read the reactions 

of others.  A leader who effectively displays and manages emotions will find it easier to 

influence the feelings of followers by expressing genuine sympathy and enthusiasm for 

good performance,  and by showing irritation when employees fail to perform.  12  

 The link between EI  and leadership effectiveness may be worth investigating in 

greater detail.  1 3   Recent research has demonstrated that people high in EI  are more 

likely to  emerge as leaders,  even after taking cognitive ability and personality into 

account.  14  Based on the latest findings,  we offer two conclusions.  First,  contrary to what 

we believed 20 years ago and thanks to the Big Five Personality Model,  we can say that 

traits can predict leadership.  Second,  traits do a better job at predicting the emergence 

of leaders and the appearance of leadership than in distinguishing between  effective   

and  ineffective   leaders.  1 5   The fact that an individual exhibits the right traits and that 

others consider that person to be a leader does not necessarily mean that the leader is 

successful at getting a group to achieve its goals.   Case IncidentMoving from Colleague 

to Supervisor  on page  408  considers the challenges one faces when moving from being 

a co-worker to taking on leadership responsibilities.   

  Behavioural  Theories:  Do  Leaders Behave in  Particular Ways?   

 The failures of early trait studies led researchers in the late 1940s through the 1960s to 

wonder whether there was something unique in the way that effective leaders behave.  

Trait research provides a basis for  selecting  the right people for leadership.  In contrast,  

  behavioural theories of leadership    implied we could  train   people to be leaders.    

  The  Ohio  State  Studies 

 The most comprehensive behavioural theories resulted from the Ohio State Studies in 

the late 1 940s,  16   which sought to identify independent dimensions of leader behav-

iour.  Beginning with more than a thousand dimensions,  the studies narrowed the list 

to two that substantially accounted for most of the leadership behaviour described by 

employees:   initiating structure   and  consideration  .  

   Initiating structure    is the extent to which a leader is likely to define and structure 

his or her role and those of employees in order to attain goals;  it includes behaviour 

that attempts to organize work,  work relationships,  and goals.  A leader high in initi-

ating structure is someone who assigns group members to particular tasks,  expects 

workers to maintain definite standards of performance,  and emphasizes the meeting 

of deadlines.  17    

   Consideration    is the extent to which a leaders job relationships are characterized 

by mutual trust,  respect for employees ideas,  and regard for their feelings.  A leader high 

 3  Identify the central  
tenets and  main  l imita-

tions of behavioural  

theories of leadership.  

  behavioural  theories of 

leadership      Theories that propose 

that specific behaviours di fferentiate 

leaders from nonleaders.    

  initiating structure      The extent to 

which  a leader is l ikely to define and 

structure his or her role and the roles 

of employees in  order to attain  goals.    

  consideration       The extent to which  

a leader is l ikely to have job relation-

ships characterized by mutual  trust,  

respect for employees  ideas,  and 

regard for their feel ings.    
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in consideration helps employees with personal problems,  is friendly and approach-

able,  treats all employees as equals,  and expresses appreciation and support.  In a recent 

survey,  when asked to indicate the factors that most motivated them at work,  66 percent 

of employees mentioned appreciation.  18      

  The  Michigan  Studies 

 Leadership studies at the University of Michigans Survey Research Center had similar 

objectives to the Ohio State Studies:  to locate behavioural characteristics of leaders 

that appeared related to performance effectiveness.  19   The Michigan group identified 

two behavioural types:    employee-oriented leaders   ,  who emphasized interpersonal 

relations by taking a personal interest in the needs of employees and accepting indi-

vidual differences among them;  and   production-oriented leader  ,  who emphasized 

the technical or task aspects of the jobfocusing on accomplishing the groups task.  

These dimensions are closely related to the Ohio State dimensions.  Employee-oriented 

leadership is similar to consideration,  and production-oriented leadership is similar to 

initiating structure.  In fact,  most leadership researchers use the terms synonymously.  20      

 At one time,  the results of testing behavioural theories were thought to be disap-

pointing.  However,  a review of 1 60 studies found the followers of leaders high in 

consideration were more satisfied with their jobs,  were more motivated,  and had more 

respect for their leaders.  Initiating structure was more strongly related to higher levels 

of group and organization productivity and more positive performance evaluations.    

      RESEARCH  FINDINGS:  Behavi ou ral  Theori es 

of  Leadersh i p 

 A 2011  study integrated the results of 59  previous studies in order to deter-

mine the impact of specific leader behaviours on leadership  effectiveness,  group 

performance,  and employee job satisfaction.  21   Task-oriented behaviours explained 

47.6  percent of the variance in group performance and 33 .3  percent of the variance 

in overall  leadership  effectiveness.  Change-oriented transformational  leadership 

  employee-oriented leader      A 

leader who emphasizes interpersonal  

relations.    

  production-oriented leader      A 

leader who emphasizes the technical  

or task aspects of the job.    

       I ndra  Nooyi ,  CEO and  board  chairman  of PepsiCo,  i s  described  as fun-loving,  sociable,  agreeable,  conscien-

tious,  emotional ly stable,  and  open  to experiences.  Recognized  as one of the most powerfu l  women  in  

business,  Nooyi s  personal  qual i ties and  tra i ts have contributed  to her job performance and  success.
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behaviours were also strongly associated with group performance and overall effective-

ness,  explaining 28.5  percent and 22.5  percent,  respectively,  of the variance in these 

areas.  Consideration behaviours (such as providing emotional support)  had a smaller 

but still significant impact on performance and leadership effectiveness (16.6  percent 

and 19.5  percent of total variance,  respectively) .  Being supportive was associated with 

employee job satisfaction (21  percent of variance) ,  but providing a reward structure 

had a greater impact,  explaining 43.9  percent of the variance in employee job satis-

faction.  These results suggest that while all of these leader behaviours are important,  

task-oriented behaviours are essential to leadership effectiveness.  

  Contingency Theories:  Does the  Situation  Matter?   

 Some tough-minded leaders seem to gain a lot of admirers when they take over strug-

gling companies and turn them around.  However,  predicting leadership success is 

more complex than isolating a few traits or behaviours.  

What works in very bad times and in very good times 

doesnt seem to translate into  long-term success.  When 

researchers looked at situational influences,  it appeared 

that under condition  a  ,  leadership style  x  would be appro-

priate,  whereas style  y   was more suitable for condition 

 b  ,  and style  z   for condition  c  .  But what  were   conditions 

 a  ,   b  ,  and  c  ?  We consider four situational theories below:  

the Fiedler contingency model,  Hersey and Blanchards 

Situational Leadership  ,  and path-goal theory.    

   Fiedler Contingency Model  

 The first comprehensive contingency model for leadership was developed by Fred 

Fiedler.  22  The   Fiedler contingency model    proposes that effective group performance 

depends on the proper match between the leaders style and the degree to which the 

situation gives the leader control.       
 Fiedler created the  least preferred co-worker (LPC)   questionnaire to determine whether 

individuals were primarily interested in good personal relations with co-workers,  and 

thus  relationship-oriented  ,  or primarily interested in productivity,  and thus  task-oriented  .  

Fiedler assumed that an individuals leadership style is fixed.  Therefore,  if a situation 

requires a task-oriented leader and the person in that leadership position is relationship-

oriented,  either the situation has to be modified or the leader must be removed and 

replaced for optimum effectiveness to be achieved.  

 After assessing an individuals basic leadership style through an LPC questionnaire,  

the next step is to match the leader with the situation.  Fiedler identified three contin-

gency dimensions that determine the situation a leader faces.  That situation will then 

affect the leaders effectiveness:  

        Leadermember relations.   The degree of confidence,  trust,  and respect members 

have for their leader.   

       Task structure.   The degree to which job assignments are procedurized (that is,  

structured or unstructured).   

       Position power.   The degree of influence a leader has over power-based activities 

such as hiring,  firing,  discipline,  promotions,  and salary increases.    

 The next step is to evaluate the situation in terms of these three variables.  Fiedler 

stated that the better the leadermember relations,  the more highly structured the 

job,  and the stronger the position power,  the more control  the leader has.  A very 

favourable situation (in which the leader has a great deal of control)  might include a 

payroll manager who is well respected and whose employees have confidence in her 

 4  Assess contingency 

theories of leadership by 

their level  of support.  

  Fiedler contingency model       A 

leadership theory that proposes that 

effective group performance depends 

on  the proper match  between the 

leaders style and the degree to which  

the situation  gives the leader control .    

 Have you  ever 

wondered i f there 

was one  right  

way to lead? 

     Simulate  on  MyManagementLab

Leadership 
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(good leadermember relations) ;  activities that are clear and specificsuch as wage 

computation,  cheque writing,  and report filing (high task structure) ;  and provision of 

considerable freedom to reward and punish employees (strong position power) .  An 

unfavourable situation might be that of the disliked chairperson of a volunteer United 

Way fundraising team.  In this job,  the leader has very little control.  

 Fiedler suggested that task-oriented leaders perform best in situations of high and 

low control,  while relationship-oriented leaders perform best in moderate control 

situations.  23   In a high control situation,  a leader can get away with task orientation,  

because the relationships are good,  and followers are easily influenced.  24  In a low 

control situation (which is characterized by poor relations,  ill-defined task,  and low 

influence) ,  task orientation may be the only thing that makes it possible to get some-

thing done.  In a moderate control situation,  being relationship-oriented may smooth 

the way to getting things done.  

 How would you apply Fiedlers findings? You would match leaders with the type of 

situationin terms of leadermember relations,  task structure,  and position powerfor 

which they were best suited.  Because Fiedler views an individuals leadership style as 

fixed,  there are only two ways to improve leader effectiveness.  

 First,  you can change the leader to fit the situationas a baseball manager puts a 

right- or left-handed pitcher into the game depending on the hitter.  If a group situation 

rates highly unfavourable but is currently led by a relationship-oriented manager,  the 

groups performance could be improved under a manager who is task-oriented.  The 

second alternative is to change the situation to fit the leader,  by restructuring tasks or 

increasing or decreasing the leaders power to control factors such as salary increases,  

promotions,  and disciplinary actions.  

 Studies testing the overall validity of the Fiedler model find considerable evidence to 

support substantial parts of it.  25   But the logic underlying the LPC questionnaire is not 

well understood,  and respondents scores are not stable.  26   The contingency variables 

are also complex and difficult for practitioners to assess.  27   

  Hersey and  Blanchards Si tuational  Leadership    

   Situational Leadership    (SL)   ,  focuses on followers.  SL says successful leadership 

depends on selecting the right leadership style contingent on the followers  readiness  ,  

or the extent to which they are willing and able to accomplish a specific task.  A leader 

should choose one of four behaviours,  depending on follower readiness.  This idea is 

illustrated in  Exhibit   11 -1    .     

 If followers are  unable   and  unwilling  to do a task,  the leader needs to give clear and 

specific directions;  if they are  unable   and  willing ,  the leader needs to display high task 

orientation to compensate for followers lack of ability and high relationship orienta-

tion to get them to buy into the leaders desires.  If followers are  able   and  unwilling ,  

the leader needs to use a supportive and participative style;  if they are both  able   and 

 willing ,  the leader does not need to do much.  

 SL has intuitive appeal.  It acknowledges the importance of followers and builds 

on the logic that leaders can compensate for their limited ability and motivation.  Yet 

research efforts to test and support the theory have generally been disappointing.  28  

Why?  Possible explanations include internal ambiguities and inconsistencies in the 

model itself as well as problems with research methodology in tests.  So despite its intui-

tive appeal and wide popularity,  any endorsement must be cautious for now.   

  Path-Goal  Theory 

 Developed by University of Toronto professor Martin Evans in the late 1960s and subse-

quently expanded upon by Robert House (formerly at the University of Toronto,  but 

now at the Wharton School of Business at the University of Pennsylvania) ,    path-goal 

theory   extracts elements from the Ohio State leadership research on initiating structure 

and consideration and the expectancy theory of motivation.  29   It says that its the leaders 

  Situational  Leadership    (SL)      A 

leadership theory that focuses on  the 

readiness of fol lowers.    

  path-goal  theory      A leadership 

theory that says i t is the leaders job 

to assist fol lowers in  attain ing  their 

goals and to provide the necessary 

direction  and/or support to ensure 

that their goals are compatible with  

the overal l  objectives of the group or 

organization.    
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job to provide followers with the information,  support,  or other resources necessary to 

achieve their goals.  (The term  path-goal   implies effective leaders clarify followers paths 

to their work goals and make the journey easier by reducing roadblocks.)    

 According to this theory,  leaders should follow three guidelines to be effective:  30  

        Determine the outcomes subordinates want.   These might include good pay,  job 

security,  interesting work,  and autonomy to do ones job.   

       Reward individuals with their desired outcomes   when they perform well.   

       Let individuals know what they need to do to receive rewards   (that is,  the path 

to the goal) ,  remove any barriers that would prevent high performance,  and 

express confidence that individuals have the ability to perform well.    

 Path-goal theory identifies four leadership behaviours that might be used in different 

situations to motivate individuals:  

       The  directive leader  lets followers know what is expected of them,  schedules 

work to be done,  and gives specific guidance as to how to accomplish tasks.  

This closely parallels the Ohio State dimension of initiating structure.  This 

behaviour is best used when individuals have difficulty doing tasks or the 

tasks are ambiguous.  It would not be very helpful when used with individuals 

who are already highly motivated,  have the skills and abilities to do the task,  

and understand the requirements of the task.   

      The  supportive leader  is friendly and shows concern for the needs of followers.  

This is essentially synonymous with the Ohio State dimension of consid-

eration.  This behaviour is often recommended when individuals are under 

stress,  or otherwise show that they need to be supported.   

      The  participative leader  consults with followers and uses their suggestions 

before making a decision.  This behaviour is most appropriate when individ-

uals need to buy in to decisions.   

  EXHIBIT 1 1 -1   Hersey and  Blanchards Situational  Leadership         

Able and

will ing

Able and

unwil l ing/

apprehensive

R3R4

Unable and

wil l ing

Unable and

wil l ing

Unable and

unwill ing/

insecure

Unable and

unwill ing/

insecure

ModerateHigh Low

Task Behaviour

Leader Behaviours

Sell ing

Tell ing
De

leg
at
in
g

Pa
rti
cip

at
in
g

R
e
la
ti
o
n
sh
ip
 B
e
h
a
v
io
u
r

(Low) (H igh)

S4

S3 S2

S1

(High)

Follower Readiness

R2 R1

M1 1 _LANG1 781 _07_SE_C1 1 . indd   386 2/1 1 /1 5   4:51  PM



Chapter 1 1  Leadersh ip  387

      The  achievement-oriented leader  sets challenging goals and expects followers to 

perform at their highest level.  This behaviour works well with individuals who 

like challenges and are highly motivated.  It would be less effective with less 

capable individuals,  or those who are highly stressed from overwork.     

 As  Exhibit   11 -2    illustrates,  path-goal theory proposes two types of contingency vari-

ables that affect the leadership behaviouroutcome relationship:  environmental variables 

that are outside the control of the employee and variables that are part of the personal 

characteristics of the employee.  The theory proposes that employee performance and 

satisfaction are likely to be positively influenced when the leader compensates for what 

is lacking in either the employee or the work setting.  However,  the leader who spends 

time explaining tasks when those tasks are already clear or when the employee has the 

ability and experience to handle them without interference is likely to be ineffective 

because the employee will see such directive behaviour as redundant or even insulting.        

  RESEARCH  FINDINGS:  Path -Goal  Theory 

 Testing path-goal theory has not been easy.  A review of the evidence suggests 

mixed support,  which indicates that either effective leadership does not 

rest in the removal of roadblocks and pitfalls to employee path instrumentalities as 

path-goal theories propose or that the nature of these hindrances is not in accord with 

the proposition of the theories.  31   Another review found the lack of support to be 

shocking and disappointing.  32  Some researchers believe that the theory is valid but 

incomplete and that even more attention should be focused on things that moderate 

the relationship between leader and follower behaviours.  In a study of 162 workers in 

a document-processing organization,  for example,  researchers found workers consci-

entiousness was related to higher levels of performance only when supervisors set goals 

and defined roles,  responsibilities,  and priorities.  33   Other studies have found that goal-

focused leadership can lead to higher levels of emotional exhaustion for subordinates 

who are low in conscientiousness and emotional stability.  34  These studies demonstrate 

that leaders who set goals enable conscientious followers to achieve higher performance 

but may cause stress for workers who are low in conscientiousness.  

  EXHIBIT 1 1 -2   Path-Goal  Theory       

CONTINGENCY FACTORS

Environmental

  Task structure

  Formal  authority system

  Work group

Subordinate

  Locus of control

  Experience

  Perceived  abil ity

Leader Behaviour

  Directive

  Supportive

  Participative

  Achievement-oriented

Outcomes

  Performance

  Satisfaction

     

P I A

PERSONAL INVENTORY ASSESSMENT

Learn About Yourself 

Leadership Style Indicator 
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 One of the dangers of any theory of situational leadership is the assumption that 

the behaviour of the leader should adjust to  meet followers  needs.  It may be that 

leaders act on employees  perceived needs rather than their real needs.   Recall  from 

 Chapter   2     that perceptions are reality.     A recent study found that if managers view 

followers positivelythat they are good citizens,  industrious,  enthusiasticthey will 

treat their employees positively.  If they think of their employees negativelythat they 

are conforming,  insubordinate and incompetentthey will treat them that way.  35   By 

extension,  managers may not adopt the appropriate situational leadership behaviour 

if they have incorrect perceptions of their employees.   Case IncidentLeadership by 

Algorithm   on page  409   explores ways to learn how to adapt your leadership style to 

better fit the situation.  

  Substitutes for Leadership 

 The previous three theories argue that leaders are needed,  but that leaders should 

consider the situation in determining which style of leadership to adopt.  However,  

numerous studies collectively demonstrate that,  in many situations,  leaders actions are 

irrelevant.  Experience and training are among the  substitutes   that can replace the need 

for a leaders support or ability to create structure.  Organizational characteristics such as 

explicit formalized goals,  rigid rules and procedures,  and cohesive work groups can also 

replace formal leadership,  while indifference to organizational rewards can neutralize 

its effects.   Neutralizers   make it impossible for leader behaviour to make any difference 

to follower outcomes.  These substitutes and neutralizers are shown in  Exhibit   11 -3    .  36  

  Its  simplistic to  think employees are guided to  goal  accomplishments solely by 

the actions  of their leaders.   We have introduced a    number of variablessuch as 

attitudes,  personality,  ability,  and group norms that  affect employee performance 

and satisfaction.  Leadership is  simply another independent variable in our overall 

organizational behaviour (OB)  model.  

  EXHIBIT 1 1 -3   Substitutes and  Neutralizers for Leadership 

Characteristics of Individual

Experience/train ing

Professional i sm

Indifference to rewards

Characteristics of Job

Highly structured  task

Provides i ts own  feedback

Intrinsical ly satisfying

Characteristics of Organization

Expl icit formal ized  goals

Rig id  ru les and  procedures

Cohesive work groups

Effect on  Leadership

Substitutes for task-oriented  leadership

Substitutes for relationship-oriented  and  task-oriented  leadership

Neutral izes relationsh ip-oriented  and  task-oriented  leadersh ip

Substitutes for task-oriented  leadership

Substitutes for task-oriented  leadership

Substitutes for relationship-oriented  leadership

Substitutes for task-oriented  leadership

Substitutes for task-oriented  leadership

Substitutes for relationship-oriented  and  task-oriented  leadership

       Source:   Based  on  S.  Kerr and  J .  M .  Jermier,   Substitutes for Leadersh ip:  Their Mean ing  and  Measurement,  

 Organizational Behavior and Human Performance  ,  December 1 978,  p.   378 .   
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 Sometimes the difference between substitutes and neutralizers is  fuzzy.  If I  am 

working on a task that is intrinsically enjoyable,  theory predicts that leadership will 

be less important because the task itself provides enough motivation.  But does that 

mean intrinsically enjoyable tasks neutralize leadership effects,  or substitute for them,  

or both? Another problem is that while substitutes for leadership (such as employee 

characteristics,  the nature of the task,  and so forth)  matter to performance,  that does 

not necessarily mean that leadership does not matter to performance.  37    

  I nspirational  Leadership  

  B ryce Wi l l i ams wan ts to  create a  new generation  of cu l ture-bearers,   a  goa l  he  takes very 

seriously.  38  As the leader of the Tsawwassen  First N ation ,  he has begun  rea l izing th is goa l  in  a  

number of ways.  The mega  mal ls being bu i l t on  Tsawwassen  lands are a  good  start,  since they 

wi l l  create a  conven ient and  h igh-profi le location  to market trad i tiona l  arts and  crafts.  Wi l l iams  

vision  extends far beyond  that,  however.  As a  tra ined  carver,  he teaches Sa l ish  coasta l  art to 

Tsawwassen  ch i ld ren  a t a  weekly book and  art club,  helping to develop the ta lents of young 

artists.  Th is contact a lso makes h im  accessible to loca l  ch i ld ren  and  youth .  Peggy McCleod ,  

who faci l i tates the classes,  says that having that time the way they do every week,  wi th  one of 

the leaders,  I  th ink rea l ly goes a  long way to speak to how va lued  they are.   As for Wi l l iams,  h is 

perspective i s  very stra ightforward .  Part of being a  Ha ida  artist or a  Coast Sa l ish  artist is  being 

wi l l ing to pass on  those trad itions.  I t upl i fts me to be able to pass a long some of that knowledge.  

What does i t take to be an  inspirationa l  leader?    

 The leadership theories we have discussed above ignore the importance of the leader 

as a communicator who inspires others to act beyond their immediate self-interests.  

In this section,  we present two contemporary leadership theories with a common 

theme.  They view leaders as individuals who inspire followers through their words,  

ideas,  and behaviours.  These theories are charismatic leadership and transformational 

leadership.  

  Charismatic  Leadership  

 The following individuals are often cited as being charismatic leaders:  Frank Stronach 

of Aurora,  Ontario-based Magna International;  Mogens Smed,  CEO of Calgary-based 

DIRTT (Doing It Right This Time)  Environmental Solutions;  Pierre Trudeau,  the late 

prime minister;  Michalle Jean,  former Governor General;  and Craig Kielburger,  of Free 

The Children.  So what do they have in common? 

  What Is  Charismatic  Leadership? 

 Max Weber,  a sociologist,  defined  charisma   (from the Greek for gift)  more than a 

century ago as a certain quality of an individual personality,  by virtue of which he or 

she is set apart from ordinary people and treated as endowed with supernatural,  super-

human,  or at least specifically exceptional powers or qualities.  These are not accessible 

to the ordinary person and are regarded as of divine origin or as exemplary,  and on 

the basis of them the individual concerned is treated as a leader.  39   Weber argued that 

charismatic leadership was one of several ideal types of authority.  

 The first researcher to consider charismatic leadership in terms of OB was Robert 

House.  According to Houses   charismatic leadership theory  ,  followers make attri-

butions of heroic or extraordinary leadership abilities  when they observe certain 

behaviours,  and tend to give these leaders power.  40  A number of studies have attempted 

to identify the characteristics of the charismatic leader and have documented fourthey 

have a vision,  they are willing to take personal risks to achieve that vision,  they are 

sensitive to followers needs,  and they exhibit behaviours that are out of the ordinary 

(see  Exhibit   11 -4   ) .  41      

 5  Contrast charismatic 

and  transformational  

leadership.  

  charismatic leadership theory  

    A leadership theory that states 

that fol lowers make attributions of 

heroic or extraordinary leadership 

abi l i ties when they observe certain  

behaviours.    
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 Are the heroic qualities ascribed to charismatic leaders part of their DNA?  Point/

Counterpoint  on page  406  considers the question.   

  How Charismatic  Leaders Influence Fol lowers 

 How do charismatic leaders actually influence followers?  By articulating an appealing 

  vision   a long-term strategy for how to attain a goal by linking the present with a better 

future for the organization.  Desirable visions fit the times and circumstances and reflect 

the uniqueness of the organization.    

 A vision needs an accompanying   vision statement  ,  a formal articulation of an 

organizations vision or mission.  Charismatic leaders may use vision statements to 

imprint on followers an overarching goal and purpose.  They build followers self-esteem 

and confidence with high performance expectations and the belief that followers can 

attain them.    

 Next,  through words and actions,  the leader conveys a new set of values and sets 

an example for followers to imitate.  One study of Israeli bank employees showed,  for 

example,  that charismatic leaders were more effective because their employees person-

ally identified with them.  42  Charismatic leaders also set a tone of cooperation and 

mutual support.  A study of 115  government employees found they had a stronger sense 

of personal belonging at work when they had charismatic leaders,  increasing their will-

ingness to engage in helping and compliance-oriented behaviour.  43   

 Finally,  the charismatic leader engages in emotion-inducing and often unconven-

tional behaviour to demonstrate courage and convictions about the vision.  Followers 

catch the emotions their leader conveys.  44     

  RESEARCH  FINDINGS:  Chari smati c  Leadersh i p 

 Research shows impressive correlations between charismatic leadership and 

high performance and satisfaction among followers.  45   People working for 

charismatic leaders are motivated to exert extra work effort and,  because they like and 

respect their leader,  express greater satisfaction.  It also appears that organizations with 

charismatic CEOs are more profitable.  And charismatic professors enjoy higher course 

evaluations.  46   

 Even in laboratory studies,  when people are psychologically aroused,  they are more 

likely to respond to charismatic leaders.  47  This may explain why charismatic leaders 

tend to surface in politics,  religion,  wartime,  or a business firm that is in its infancy or 

facing a life-threatening crisis.  

  vision       A long-term strategy for 

attaining a goal  or goals.    

  vision  statement      A formal  articula-

tion  of an  organizations vision  or 

mission.    

  EXHIBIT 1 1 -4  Key Characteristics of Charismatic Leaders 

          1 .      Vision and articulation .  Has a  visionexpressed  as an  ideal ized  goalthat proposes a  

future better than  the status quo;  and  i s  able to clari fy the importance of the vision  in  

terms that are understandable to others.   

  2 .      Personal risk .  Wi l l ing  to take on  h igh  personal  ri sk,  incur h igh  costs,  and  engage in  

sel f-sacri fice to ach ieve the vision .   

  3 .      Sensitivity to followers needs  .  Perceptive of others  abi l i ties and  responsive to their 

needs and  feel ings.   

  4.      Unconventional behaviour .  Engages in  behaviours that are perceived  as novel  and  

counter to norms.      

  Source  :  Based  on  J .  A.  Conger and  R.  N .  Kanungo,   Charismatic Leadership in  Organizations   (Thousand  

Oaks,  CA:  Sage,  1 998),  p.   94 .   
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 People are especially receptive to charismatic leadership when they sense a crisis,  

when they are under stress,  or when they fear for their lives.  Charismatic leaders are able 

to reduce stress for their employees,  perhaps because they help make work seem more 

meaningful and interesting.  48  Some peoples personalities are especially susceptible 

to charismatic leadership.  49   Consider self-esteem.  If a person lacks self-esteem and 

questions his or her self-worth,  that person is more likely to absorb a leaders direction 

rather than establish his or her own way of leading or thinking.  

 A recent study found that it is possible for a person to learn how to communicate 

charismatically,  which would then lead that person to be perceived more as a leader.  

People who are perceived to be charismatic show empathy,  enthusiasm,  and self-

confidence;  have good speaking and listening skills;  and make eye contact.  50  To learn 

more about how to be charismatic yourself,  see the  Experiential Exercise   on page  407 .     

     The  Dark Side  of Charismatic  Leadership  

 When organizations are in need of great change,  charismatic leaders are often able to 

inspire their followers to meet the challenges of change.  Be aware that a charismatic 

leader may become a liability to an organization once the crisis is over and the need for 

dramatic change subsides.  51   Why? Because then the charismatic leaders overwhelming 

self-confidence can be a disadvantage.  He or she is unable to listen to others,  becomes 

uncomfortable when challenged by aggressive employees,  and begins  to  hold an 

unjustifiable belief in his or her rightness on issues.  Some would argue that Toronto 

mayor Rob Fords refusal to step down as mayor after incriminating evidence of drug 

use materialized would fit this description.  

 Charismatic leadership,  by its very nature,  silences criticism.  Thus,  employees follow 

the lead of their visionary CEOs unquestioningly.  Professor David Leighton,  of the 

Richard Ivey School of Business at the University of Western Ontario,  notes that even 

boards of directors and auditors are reluctant to challenge these CEOs.  He finds that 

Canadas more balanced culture  is less likely to turn CEOs into heroes.  52  

       The transformational  leadersh ip  of C isco CEO John  Chambers has helped  grow the company into the 

top g lobal  designer and  maker of networking  equipment,  with  record  worldwide sa les of US$46 bi l l ion  a  

year.  Chambers communicates h is vi sionary strategy to employees,  encourages them  to be creative,  and  

empowers them  to make decisions.

Fa
n
g
 k
u
a
n
g
/I
m
a
g
in
e
ch
in
a
/A
P
 I
m
a
g
e
s   

M1 1 _LANG1 781 _07_SE_C1 1 . indd   391 2/1 1 /1 5   4:51  PM



392  Part 4  Sha ri ng  the  Organ i za tiona l  Vi s i on

 A study of 29  companies that went from good to  great (their cumulative stock 

returns were all at least three times better than the general stock market over 1 5  years)  

found that a key difference in successful charismatic leaders may be the  absence   of being 

ego-driven.  53   Although the leaders of these firms were fiercely ambitious and driven,  

their ambition was directed toward their company rather than themselves.  They took 

responsibility for mistakes and poor results but gave credit for successes to other people.  

These individuals are called level 5  leaders because they have four basic leadership 

qualitiesindividual capability,  team skills,  managerial competence,  and the ability 

to stimulate others to high performanceplus a fifth quality:  a paradoxical blend of 

personal humility and professional will.    Level 5  leaders    channel their ego needs away 

from themselves and into the goal of building a great company while getting little 

notoriety in the business press.      

  Transformational  Leadership  

 A stream of research has focused on differentiating transformational from transactional 

leaders.    54  The Ohio and Michigan State studies,  the Fiedler contingency model,  and 

path-goal theory describe   transactional leaders   those who guide their followers 

toward established goals by clarifying role and task requirements.    Transformational 

leaders    inspire followers to transcend their self-interests for the good of the organiza-

tion,  and can have an extraordinary effect on their followers.  55   Richard Branson of the 

Virgin Group is a good example of a transformational leader.  He pays attention to the 

concerns and developmental needs of individual followers;  changes followers aware-

ness of issues by helping them to look at old problems in new ways;  and excites and 

inspires followers to put out extra effort to achieve group goals.  A 2012 study suggests 

that transformational leaders are most effective when their followers are able to see the 

positive impact of their work through direct interaction with customers or other benefi-

ciaries.  56    Exhibit   11 -5     briefly identifies and defines the characteristics that differentiate 

transactional from transformational leaders.       

 Transactional and transformational leadership complement each other;  they are not 

opposing approaches to getting things done.  57  Transformational leadership  builds on   

transactional leadership and produces levels of follower effort and performance that 

go beyond what transactional leadership alone can do.  But the reverse is not true.  So if 

you are a good transactional leader but do not have transformational qualities,  you will 

likely only be a mediocre leader.  The best leaders are transactional  and  transformational.  

  level  5  leaders      Leaders who are 

fiercely ambitious and driven,  but 

their ambition  is directed toward their 

company rather than  themselves.    

  transactional  leaders      Leaders 

who guide or motivate their fol lowers 

in  the direction  of establ ished goals 

by clari fying  role and task 

requirements.    

  transformational  leaders      Lead-

ers who inspire fol lowers to transcend 

their own self- interests and who are 

capable of having  a profound and 

extraordinary effect on  fol lowers.    

  EXHIBIT 1 1 -5  Characteristics of Transactional  and Transformational  Leaders 

       Transactional  Leader

Contingent Reward:  Contracts exchange of rewards for effort,  promises rewards for good  performance,  recognizes 

accompl ishments.

Management by Exception  (active):  Watches and  searches for deviations from  ru les and  standards,  takes correct action.

Management by Exception  (passive):  Intervenes on ly i f standards are not met.

Laissez-Faire:  Abdicates responsibi l i ties,  avoids making  decisions.

Transformational  Leader

Idealized Influence:  Provides vision  and  sense of m ission,  insti l l s  pride,  gains respect and  trust.

Inspirational Motivation:  Communicates h igh  expectations,  uses symbols to focus efforts,  expresses important purposes in  

simple ways.

Intellectual Stimulation:  Promotes intel l igence,  rational i ty,  and  carefu l  problem  solving.

Individualized Consideration: Gives personal  attention,  treats each  employee ind ividual ly,  coaches,  advises.   

  Source:   B .  M .  Bass,   From  Transactional  to  Transformational  Leadersh ip:  Learn ing  to  Share the Vision ,   Organizational Dynamics ,  

Winter 1 990,  p.   22  .  Copyright  Elsevier.   

     Watch  on  MyManagementLab

Leading  
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  Ful l  Range of Leadership  Model  

  Exhibit   11 -6     shows the full range of leadership model.  Laissez-faire is the most passive 

and therefore the least effective of the leader behaviours.  58  Management by exception

active or passiveis slightly better than laissez-faire,  but its still considered ineffective.  

Management by exception leaders tend to be available only when there is a problem,  

which is often too late.  Contingent reward leadership can be an effective style of leader-

ship,  but will not get employees to go above and beyond the call of duty.   
 Only with the four remaining leadership stylesall aspects of transformational 

leadershipare leaders able to motivate followers to perform above expectations and 

transcend their own self-interest for the sake of the organization.  Individualized consid-

eration,  intellectual stimulation,  inspirational motivation,  and idealized influence 

(known as the four  I s)  all result in extra effort from employees,  higher productivity,  

higher morale and satisfaction,  higher organizational effectiveness,  lower turnover,  

lower absenteeism,  and greater organizational adaptability.  Based on this model,  leaders 

are generally most effective when they regularly use each of the four  I s.   

  How Transformational  Leadership  Works 

 Transformational leaders are more effective because they themselves are more creative 

and also because they encourage those who follow them to be creative,  too.  59   In compa-

nies with transformational leaders,  there is greater decentralization of responsibility,  

managers have more propensity to  take risks,  and compensation plans are geared 

toward long-term results,  all of which facilitate corporate entrepreneurship.  60  One study 

of information technology workers in China found empowering leadership behaviour 

led to  feelings of positive personal control among workers,  which increased their 

creativity at work.  61   Another recent study indicated that abusive supervisors negatively 

affect creativity,  not for just their direct reports but for entire teams.  62  

 Companies with transformational leaders show greater agreement among top managers 

about the organizations goals,  which yields superior organizational performance.  63   The 

  EXHIBIT 1 1 -6  Full  Range of Leadership Model        

Ideal ized

Inuence

Inspirational

Motivation

Intel lectual

Stimulation

Individual ized

Consideration

Contingent

Reward

Management

by Exception

Laissez-Faire

Passive Active

Ineffective

Effective

Tr
a
n
s
a
c
ti
o
n
a
l

Tr
a
n
s
fo
rm
a
ti
o
n
a
l

M1 1 _LANG1 781 _07_SE_C1 1 . indd   393 2/1 1 /1 5   4:51  PM



394  Part 4  Sha ri ng  the  Organ i za tiona l  Vi s i on

Israeli military have seen similar results,  showing that transformational leaders improve 

performance by building consensus among group members.  64  Transformational leaders 

are able to increase follower self-efficacy,  giving the group a can do spirit.  65   Followers 

of transformational leaders are more likely to pursue ambitious goals,  be familiar with 

and agree on the strategic goals of the organization,  and believe that the goals they are 

pursuing are personally important.  66   

 Just as vision helps explain how charismatic leadership works,  it also explains part 

of the effect of transformational leadership.  One study found that vision was even 

more important than a charismatic (effusive,  dynamic,  lively)  communication style in 

explaining the success of entrepreneurial firms.  67     

  RESEARCH  FINDINGS:  Transformati onal  Leadersh i p 

 Transformational leadership has been supported at diverse job levels and occu-

pations (school principals,  marine commanders,  ministers,  presidents of MBA 

associations,  military cadets,  union shop stewards,  schoolteachers,  sales reps).  One study 

of R & D firms found that teams whose project leaders scored high on transformational 

leadership produced better-quality products as judged one year later and were more profit-

able five years later.  68  Another study looking at employee creativity and transformational 

leadership found employees with transformational leaders had more confidence in their 

ability to be creative at work and higher levels of creative performance.  69   A review of 117 

studies testing transformational leadership found that it was related to higher levels of 

individual follower performance,  team performance,  and organizational performance.  70  

 Transformational leadership is not equally effective in all situations,  however.  It has a 

greater impact on the bottom line in smaller,  privately held firms than in more complex 

organizations.  71   Transformational leadership may be more effective when leaders can 

directly interact with the workforce to make decisions than when they report to an 

external board of directors or deal with a complex bureaucratic structure.  One study 

showed transformational leaders were more effective in improving group potency in 

teams higher in power distance and collectivism.  72  

 A 2014 study also distinguished between an individual employees perception of 

leadership behaviours and the collective perception shared by a group of followers.  The 

researchers found that transformative leadership consistently increased the number of orga-

nizational citizenship behaviours engaged in by employees.  That effect was significantly 

stronger when the group as a whole agreed that the leaders behaviours were empowering.  

If only some individuals felt empowered,  the positive impact was lessened considerably.  73   

 Transformational leadership theory is not perfect.  There are concerns about whether 

contingent reward leadership is strictly a characteristic of transactional leaders only.  And 

contrary to the full range of leadership model,  the 4  I s  in transformational leadership 

are not always superior in effectiveness to transactional leadership (contingent reward 

leadership sometimes works as well as transformational leadership) .  

 In summary,  transformational leadership is more strongly correlated than transac-

tional leadership with lower turnover rates,  higher productivity,  lower employee stress 

and burnout,  and higher employee satisfaction.  74  Like charisma,  it can be learned.  One 

study of Canadian bank managers found that branches managed by those who under-

went transformational leadership training performed significantly better than branches 

whose managers did not receive training.  75   

 The Global Leadership and Organizational Behavior Effectiveness (GLOBE)  research 

programof 825  organizations in 62 countries that we discussed in  Chapter   3      links a 

number of elements of transformational leadership with effective leadership,  regardless 

of country.  76  This conclusion is very important because it disputes the contingency view 

that leadership style needs to adapt to cultural differences.  
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 What elements of transformational leadership appear universal?  Vision,  foresight,  

providing encouragement,  trustworthiness,  dynamism,  positiveness,  and proactiveness 

top the list.  The GLOBE team concluded that effective business leaders in any country 

are expected by their subordinates to provide a powerful and proactive vision to guide 

the company into the future,  strong motivational skills to stimulate all employees to 

fulfill the vision,  and excellent planning skills to assist in implementing the vision.  77  

A vision is important in any culture,  but the way it is formed and communicated may 

need to be adapted.   

  Contemporary Leadership  Roles 

  Mentoring is  an  important aspect of leadersh ip.  78  Ch ief Bryce Wi l l iams has a lways been  happy 

to learn  from  others.  I n  fact,  i ts  part of what makes h im  a  strong leader despite h is youth .  H is 

grandfather had  been  a  ch ief and  h is  fa ther had  sat on  counci l ,  so Wi l l iams was exposed  to 

the pol i tica l  l i fe early on .  He a lso sat on  the executive counci l  for th ree years before runn ing 

for ch ief.  The mentoring and  learn ing process d id  not end  with  h is  election .  He sti l l  pays close 

attention  to the opin ions of h is executive counci l ,  and  he shares decision-making authori ty wi th  

h is  Tsawwassen  Fi rst Nation  legislative assembly,  wh ich  i s  made up of 12  legislators and  the 

ch ief.  The legislative assembly meets a t regu lar sessions,  wh ich  are held  over severa l  weeks 

once or twice a  year.  Steven  Stark observes that we have a  very un ique team  stand ing beh ind  

Bryce.  He is  young,  but we knew that when  we elected  h im .  A lot of us  ta lked  about i t,  that 

Bryce isn t the on ly one that makes a l l  the decisions.   What can  formal  leaders do to help foster 

self-d irected  leadersh ip in  others?    

 Transformational  leadership  theory focuses  on heroic leaders,  leaders  at the top 

echelons of the organization,  and also on individuals rather than teams.  However,  

the notion of  leader at the top  does  not adequately 

reflect what is  happening in  some workplaces  today,  

where there is less hierarchy and more connections,  both 

inside and outside of the organization.  There is  a need 

for more distributed leadership.  In this form,  leader-

ship is distributed across many players,  both within and 

across organizations,  up and down the hierarchy,  wherever 

information,  expertise,  vision,  and new ways of working 

together reside.  79      

 The following sections aim to explain how leadership can be spread throughout the 

organization through mentoring,  self-leadership,  team leadership,  online leadership,  

and leading without authority.  Even if you are not a manager or someone thinking 

about leadership in a corporate situation,  this discussion offers important insights into 

how you can take on a leadership role in an organization.     

  Mentoring 

 Many leaders take responsibility for developing future leaders through mentoring rela-

tionships.  A   mentor   is a senior employee who sponsors and supports a less-experienced 

employee (a protg) .  The mentoring role includes coaching,  counselling,  and spon-

sorship to help protgs develop skills,  to provide support and help bolster protgs 

self-confidence,  and to lobby so that protgs get good assignments,  promotions,  and 

salary increases.  80  Successful mentors are good teachers.  They present ideas clearly,  listen 

well,  and empathize with protgs problems.       

 Traditional informal mentoring relationships develop when leaders identify a less 

experienced,  lower-level employee who appears to have potential for future develop-

ment.  81   The protg will often be tested with a particularly challenging assignment.  If 

he or she performs acceptably,  the mentor will develop the relationship,  informally 

 6  Identify the leader-
ship roles avai lable to 

nonmanagers.  

  mentor      A senior employee who 

sponsors and supports a less-

experienced  employee.    

 Can  anyone be a 

leader? 

     

P I A

PERSONAL INVENTORY ASSESSMENT

Learn About Yourself 

Personal Assessment of 
Management Skills  
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showing the protg how the organization  really  works outside its formal structures 

and procedures.  

 Why would a leader want to be a mentor? 82  Many feel they have something to share 

with the younger generation and want to provide a legacy.  Mentoring provides unfil-

tered access to the attitudes of employees,  and protgs can be an excellent source of 

early warning signals that identify potential organizational problems.  

 Are all employees in an organization equally likely to participate in a mentoring rela-

tionship? Unfortunately,  no.  83   However,  research continues to indicate that employers 

should establish mentoring programs because they benefit both mentors and protgs.  

A recent study in Korea found that mentors achieved higher levels of transformational 

leadership abilities as a result of the process,  while organizational commitment and 

well-being increased for both mentors and protgs.  84  

 Although begun with the best intentions,  these formal relationships are not as 

effective as informal ones.  85   Poor planning and design tend to be the reason.  Mentor 

commitment is critical to a programs effectiveness;  mentors must see the relationship 

as beneficial to themselves and the protg.  The protg,  too,  must feel he or she has 

input into the relationship;  someone who feels that its foisted on him or her will just 

go through the motions.  86   Formal mentoring programs are also most likely to succeed 

if they appropriately match the work style,  needs,  and skills of protg and mentor.  87  

 You might assume that mentoring is  valuable for objective outcomes such as 

compensation and job performance,  but the research suggests the gains are primarily 

psychological.  Research indicates that while mentoring can have an impact on career 

success,  its not as much of a contributing factor as ability and personality.  It may  feel   

nice to have a mentor,  but it does not appear that having a mentor,  or even having a 

good mentor who provides both support and advice,  is critical to ones career.  Mentors 

may be effective not because of the functions they provide but because of the resources 

they can obtain:  A mentor connected to a powerful network can build relationships that 

will help the protg advance.  Network ties,  whether built through a mentor or not,  are 

a significant predictor of career success.  88  If a mentor is not well connected or not a very 

strong performer,  the best mentoring advice in the world will not be very beneficial.   

       Ed  C lark (right),  who stepped  down  as CEO of TD  Bank in  October 201 4,  spotted  someth ing  in  Bharat 

Masrani  (left)  the fi rst time he met h im  in  2002.  C lark soon  became Masrani s mentor and  champion,  provid-

ing  h im  with  a  variety of career opportunities.  The mentoring  paid  off,  as Masrani  became C larks successor.
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  Self-Leadership  (or Self-Management) 

 A growing trend in organizations is the focus on self-leadership,  

or self-management,  where individuals and teams set goals,  

plan and implement tasks,  evaluate performance,  solve their 

own problems,  and motivate themselves.  89    (Recall our discus-

sion of self-managed teams in  Chapter   6    . )      

 Reduced levels of supervision,  offices in the home,  team-

work,  and growth in service and professional employment have 

increased the demand for self-leadership.  Self-management 

can also  be a substitute or neutralizer for leadership  from 

others.  

 Despite the lack of studies of self-management techniques in 

organizational settings,  self-management strategies have been 

shown to be successful in nonorganizational settings.  91   Those 

who practise self-management look for opportunities to  be 

more effective in the workplace and improve their career success 

and provide their own sense of reward and feedback after 

carrying out their accomplishments.  Moreover,  self-reinforced 

behaviour is often maintained at a higher rate than behaviour 

that is externally regulated.  92   OB in ActionEngaging in Self-

Leadership   indicates ways in which you can practise effective self-leadership.     

 How do leaders create self-leaders? The following approaches have been suggested:  93   

        Model self-leadership.   Practise self-observation,  

setting challenging personal goals,  self-direction,  

and self-reinforcement.  Then display these behav-

iours,  and encourage others to rehearse and then 

produce them.   

       Encourage employees to create self-set goals.   Support 

employees in developing quantitative,  specific 

goals;  having such goals is the most important 

part of self-leadership.   

       Encourage the use of self-rewards to strengthen and increase desirable behaviours.   

By contrast,  limit self-punishment only to occasions when the employee has 

been dishonest or destructive.   

       Create positive thought patterns.   Encourage employees to use mental imagery 

and self-talk to further stimulate self-motivation.   

       Create a climate of self-leadership.   Redesign the work to increase the natural 

rewards of a job and focus on these naturally rewarding features of work to 

increase motivation.   

       Encourage self-criticism.   Encourage individuals to be critical of their own 

performance.    

 The underlying assumptions behind self-leadership are that people are responsible,  

capable,  and able to exercise initiative without the external constraints of bosses,  rules,  

or regulations.  Given the proper support,  individuals can monitor and control their 

own behaviour.   

  Team Leadership   

 Leadership is increasingly taking place within a team context.  As teams grow in popu-

larity,  the role of the leader in guiding team members takes on heightened importance.  94  

 How do you  

manage yourself? 

 Engaging  in  

Self-Leadersh ip  

 To engage in effective self-leadership:  90  

    Think horizontally,  not vertically .  Vertical 

relationships in the organization matter,  but 

peers can become trusted colleagues and have 

a great impact on your work.   

   Focus on  influence,  not control  .  Work with 

your colleagues,  not for them.  Be collabora-

tive and share credit.   

    Create opportunities  ,  dont wait for them.  

Rather than look for the right time,  be more 

action oriented.    

   OB I N  ACTION  

Watch  on  MyManagementLab

The Work Zone Role Plays

Leadership 
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Also,  because of its more collaborative nature,  the role of team leader is different from 

the traditional leadership role performed by first-line supervisors.    
 Many leaders are not equipped to handle the change to team leader.  As one promi-

nent consultant noted,  Even the most capable managers have trouble making the 

transition because all the command-and-control type things they were encouraged to do 

before are no longer appropriate.  Theres no reason to have any skill or sense of this.  95   

This same consultant estimated that probably 1 5  percent of managers are natural 

team leaders;  another 1 5  percent could never lead a team because it runs counter to 

their personality.  [They are unable to sublimate their dominating style for the good of 

the team.]  Then theres that huge group in the middle:  team leadership doesnt come 

naturally to them,  but they can learn it.  96   

 Effective team leaders need to build commitment and confidence,  remove obstacles,  

create opportunities,  and be part of the team.  97  They have to learn skills such as the 

patience to share information,  the willingness to trust others,  the ability to give up 

authority,  and an understanding of when to intervene.  New team leaders may try to 

retain too much control at a time when team members need more autonomy,  or they 

may abandon their teams at times when the teams need support and help.  98   

  Roles of Team Leaders 

 A study of 20 organizations that reorganized themselves around teams found certain 

common responsibilities that all leaders had to assume.  These included coaching,  facili-

tating,  training,  communicating,  handling disciplinary problems,  and reviewing team/

individual performance.  99   Many of these responsibilities apply to managers in general.  

A more meaningful way to describe the team leaders job is to focus on two priorities:  

managing the teams external boundary and facilitating the team process.  100  We have 

divided these priorities into four specific roles that team leaders play:  

        Liaisons with external constituencies.   Outsiders include upper management,  

other internal teams,  customers,  and suppliers.  The leader represents the team 

to other constituencies,  secures needed resources,  clarifies others expectations 

of the team,  gathers information from the outside,  and shares this informa-

tion with team members.   

       Troubleshooters.   When the team has problems and asks for assistance,  team leaders 

sit in on meetings and try to help resolve the problems.  This rarely relates to 

technical or operational issues because the team members typically know more 

about the tasks being done than does the team leader.  The leader contributes 

by asking penetrating questions,  by helping the team discuss problems,  and by 

getting needed resources from external constituencies.  For instance,  when a team 

in an aerospace firm found itself short-handed,  its team leader took responsi-

bility for getting more staff.  He presented the teams case to upper management 

and got the approval through the companys human resources department.   

       Conflict managers.   When disagreements surface,  team leaders help process the 

conflict.  What is the source of the conflict?  Who is involved? What are the 

issues?  What resolution options are available?  What are the advantages and 

disadvantages of each? By getting team members to address questions such as 

these,  the leader minimizes the disruptive aspects of intrateam conflicts.   

       Coaches.   They clarify expectations and roles,  teach,  offer support,  cheerlead,  

and do whatever else is necessary to help team members improve their work 

performance.      

  Onl ine  Leadership  

 How do you lead people who are physically separated from you and with whom you 

communicate electronically?  This question needs attention from OB researchers.  101   
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Todays managers and their employees are increasingly being linked by networks rather 

than geographical proximity.  We propose that online leaders have to think carefully 

about what actions they want their digital messages to initiate.  They confront unique 

challenges,  the greatest of which appears to  be developing and maintaining trust.  

  Identification-based trust  ,  based on a mutual understanding of each others inten-

tions and appreciation of the other persons wants and desires,  is particularly difficult 

to achieve without face-to-face interaction.  102  Online negotiations can also be hindered 

because parties express lower levels of trust.  103     

 Good leadership skills will  soon include the ability to communicate support,  trust,  

and inspiration through electronic communication and to accurately read emotions in 

others messages.  In electronic communication,  writing skills are likely to become an 

extension of interpersonal skills.   

  Leading without Authority 

 Can you lead,  even if you dont have the authority (or a formal appointment)?  For 

instance,  what if you wanted to convince the dean to introduce more relevant business 

courses,  or you wanted to convince the president of the company where you work to use 

more environmentally friendly strategies in dealing with waste? How do you effectively 

lead in a student group,  when everyone is a peer?  

 Leadership at the grassroots level does happen.  Rosabeth Moss Kanter,  in her book 

 The Change Masters  ,  104  discusses examples of employees who saw something that 

needed changing and took on the responsibility to do so.  Employees were more likely 

to do this when organizations permitted initiative at all levels of the organization,  rather 

than making it a tool of senior executives only.  

 Leading without authority means exhibiting leadership behaviour even though 

you do not have a formal position or title.  Neither Martin Luther King Jr.  nor Nelson 

Mandela operated from a position of authority,  yet each was able to inspire many to 

follow him in the quest for social justice.  The workplace can be an opportunity for 

leading without authority as well.  As Ronald Heifetz of the Harvard Kennedy School 

notes,  Leadership means taking responsibility for hard problems beyond anyones 

expectations.  105   It also means not waiting for the coachs call.  106  

 What are the benefits of leading without authority? Heifetz has identified three:  107  

        Latitude for creative deviance.   Its easier to raise harder questions and look for 

less traditional solutions when a person is not locked into the trappings that 

go with authority.   

       Issue focus.   Individuals can focus on a single issue,  rather than be concerned 

with the myriad issues that those in authority face.   

       Front-line information.   An individual is closer to the detailed experiences of 

some of the stakeholders and thus,  more information is available.    

 Not all organizations support this type of leadership,  and some have been known to 

actively suppress it.  Still,  you may want to reflect on the possibility of engaging in lead-

ership behaviour because you see a need,  rather than because you are required to act.    

  Contemporary I ssues in  Leadership  

  As  an  Aborigina l  l eader,  B ryce Wi l l i ams apprecia tes  the need  to  be an  au then tic  voice  for 

h is  Fi rst N ation .  1 08  Steven  Stark,  a  member of the l egisla ture,  notes that Wi l l i ams  commit-

ment to economic development does not undermine h is  enduring commitment to supporting 

Tsawwassen  First Nation  (TFN)  cu l ture.  Stark i s  very blunt in  h is assessment of the need  for 

authentici ty.  You  cou ld  ta lk wh i te l anguage a l l  day long and  sound  very soph isticated ,  but i f 

you  don t have that native cu l ture beh ind  you  and  ta lk wi th  the native tongue,  you re not going 

  identification-based trust      Trust 

based on  a mutual  understanding  

of each  others intentions and 

appreciation  of each  others wants 

and desires.    
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to get very far.   Stark had  heard  previous leaders ta lk about the importance of cu l ture wi thout 

fol lowing through.  Wi l l iams came in  and  centred  h is election  platform  on  cu l tura l  revi ta l ization ,  

and  h is cu l tura l  ties and  commitment were the decid ing factors for many TFN  members.  How 

important i s  authentic leadersh ip?  

 What is  authentic leadership?  Is  there an ethical dimension to leadership?  What is 

servant leadership?  In this section,  we briefly address these contemporary issues in 

leadership.  

  Authentic  Leadership    

 Campbell  Soups CEO Denise Morrison decided to lower sodium in the companys 

soup products simply because it was the right thing to do.  109   Kathleen Taylor,  chair of 

the Royal Bank of Canada (RBC),  believes that being a successful leader requires being 

authentic:  authentic leaders build meaningful relationships that yield far better results 

than command and control of the past.  110  

   Authentic leaders    know who they are,  know what they believe in and value,  and act 

on those values and beliefs openly and candidly.  Their followers consider them to be 

ethical people.  The primary quality produced by authentic leadership is trust.  Authentic 

leaders share information,  encourage open communication,  and stick to their ideals.  

The result:  People come to have faith in them.    

 There has been limited research on authentic leadership to date.  However,  recent 

research indicates that authentic leadership,  especially when shared among top manage-

ment team members,  can create a positive energizing effect that heightened firm 

performance.  111   Authentic leadership is a promising way to think about ethics and trust 

in leadership because it focuses on the moral aspects of being a leader.  Transformational 

or charismatic leaders can have a vision and communicate it persuasively,  but some-

times the vision is wrong (as in the case of Hitler) ,  or the leader is more concerned 

with his own needs or pleasures,  as in the case of former Toronto mayor,  Rob Ford.  112    

 7  Define  authentic 

leadership .  

  authentic  leaders      Leaders who 

know who they are,  know what they 

bel ieve in  and  value,  and act on  these 

values and bel iefs openly and can-

didly.  Their fol lowers could  consider 

them to be ethical  people.    

       Entrepreneur Grace Liu  (th i rd  from  the right,  in  the fi rst row) i s  an  authentic leader.  Shown  here with  her 

employees,  Liu  i s  co-founder and  managing  d i rector of Asianera,  a  maker of hand-painted  bone ch ina.  She 

bu i l t her successfu l  business of h igh-qual i ty porcela in  and  innovative design  based  on  her strong  personal  

core values of respecting  the ind ividual  and  operating  with  integrity.
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    Ethical  Leadership   

 Researchers have begun to study the ethical implications in leadership.  113   Why now? 

One reason may be the growing interest in ethics throughout the field of management.  

Another reason may be that ethical lapses by business leaders are never absent from the 

headlines.  Another may be the discovery that many past leaderssuch as Martin Luther 

King Jr.  and John F.  Kennedysuffered ethical shortcomings.  Another reason may be the 

growing realization that although every member of an organization is responsible for 

ethical behaviour,  many initiatives aimed at increasing organizational ethical behaviour 

are focused on the leaders.  The role of the leader in creating the ethical expectations for 

all members is crucial.  114  A recent study of 2572 US Army soldiers underscored that 

ethical top leadership influences not only direct followers but also all organizational 

levels,  because these top leaders create an ethical culture and expect lower-level leaders 

to behave along ethical guidelines.  115   

 Ethics and leadership intersect in a number of ways.  Transformational leadership 

has ethical implications since these leaders change the way followers think.  Charisma,  

too,  has an ethical component.  Unethical leaders use their charisma to enhance power 

over followers,  directed toward self-serving ends.  Leaders who treat their followers with 

fairness,  especially by providing honest,  frequent,  and accurate information,  are seen 

as more effective.  116  Related to this is the concept of humbleness,  another characteristic 

ethical leaders often exhibit as part of being authentic.  Research indicates that leaders 

who model humility help followers to understand the growth process for their own 

development.  117  Leaders rated as highly ethical tend to have followers who engage in 

more organizational citizenship behaviours and who are more willing to bring prob-

lems to the leaders attention.  118   Recent research also found that ethical leadership 

reduced interpersonal conflicts.  119   

 Because top executives set the moral tone for an organization,  they need to set high 

ethical standards,  demonstrate them through their own behaviour,  and encourage and 

reward integrity in others while avoiding abuses of power such as giving themselves 

large raises and bonuses while laying off employees.  A recent research review found that 

role modelling by top leaders positively influenced managers throughout their orga-

nizations to behave ethically and fostered a climate that reinforced group-level ethical 

conduct.  The findings suggest that organizations should invest in ethical leadership 

training programs,  especially in industries with few ethical regulations.  The researchers 

furthermore advised that ethical leadership training programs to teach cultural values 

should be mandated for leaders who take foreign assignments or manage multicultural 

work teams.  120  

 For ethical leadership to be effective,  its not enough for the leader to simply possess 

high moral character.  After all,  no universal standard for ethical behaviour exists,  and 

ethical norms vary by culture,  by industry,  and even sometimes within an organization.  

Leaders must be willing to express their ethical beliefs and persuade others to follow 

their standards.  Followers must believe in both the leader and the overlying principles,  

even if they dont personally agree with every minor stance.        
 Leadership is not value-free.  In assessing its effectiveness we need to address the 

 means   that a leader uses in trying to achieve goals,  as well as the content of those goals.  

Scholars have tried to integrate ethical and charismatic leadership by advancing the 

idea of   socialized charismatic leadership   leadership that conveys other-centred 

(not self-centred)  values and models ethical conduct.  121   Socialized charismatic leaders 

are able to bring employee values in line with their own values through their words 

and actions.  122    

 One researcher suggests that there are four cornerstones to a moral foundation of 

leadership:  123   

        Truth telling .  Leaders who tell the truth as they see it allow for a mutual,  fair 

exchange to occur.   

 8  Discuss the require-

ments of ethical  leader-

ship.  

  socialized charismatic leader-

ship      Leadership that conveys values 

that are other-centred vs.  self-centred 

and models ethical  conduct.    

     

P I A

PERSONAL INVENTORY ASSESSMENT

Learn About Yourself 

Ethical Leadership Assessment 
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       Promise keeping.   Leaders need to be careful of the commitments they make,  

and then careful of keeping those commitments.   

       Fairness.   Leaders who are equitable ensure that followers get their fair share for 

their contributions to the organization.   

       Respect for the individual.   Leaders who tell  the truth,  keep promises,  and are fair 

show respect for followers.  Respect means treating people with dignity.    

 Moral leadership comes from within the individual,  and in general means treating 

people well,  and with respect.  

 Do you think it would be ethical for a leader to go undercover in his or her organi-

zation to see how employees performed? The  Ethical Dilemma   on page  407  considers 

this question.     

  Servant Leadership 

 Scholars have recently considered ethical leadership from a new angle by examining 

  servant leadership   .  1 24  Servant leaders go beyond their self-interest and focus on 

opportunities to help followers grow and develop.  They dont use power to achieve 

ends;  they emphasize persuasion.  Characteristic behaviours include listening,  empa-

thizing,  persuading,  accepting stewardship,  and actively developing followers potential.  

A recent study of 126 CEOs found that servant leadership is negatively correlated with 

the trait of narcissism.  125   Because servant leadership focuses on serving the needs of 

others,  research has focused on its outcomes for the well-being of followers.    

 What are the effects of servant leadership? One study of 123  supervisors found it 

resulted in higher levels of commitment to the supervisor,  self-efficacy,  and perceptions 

of justice,  which all  were related to organizational citizenship behaviour (OCB) .  1 26  

This relationship between servant leadership and follower OCB appears to be stronger 

 9  Define  servant 

leadership .  

  servant leadership       A leadership 

style marked by going  beyond the 

leaders own self- interest and instead 

focusing  on  opportunities to help 

fol lowers grow and develop.     

       C ra ig  Kielburger was just 1 2  years old  when  he read  about a  young  Pakistan i  boy of the same age who 

was murdered  whi le  engaged  in  ch i ld  labour,  and  ra l l ied  h is classmates to become involved  in  stopping  the 

practice.  Th is work eventual ly led  to the creation  of Free The Ch i ldren,  an  organ ization  that now operates 

in  45  countries,  trying  to reduce the use of ch i ld  labour.  Kielburger i s  an  example of someone showing  

eth ical  leadersh ip  at a  very early age.
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when followers are focused on being dutiful and responsible.  127  Second,  servant lead-

ership increases team potency (a belief that ones team has above-average skills and 

abilities) ,  which in turn leads to higher levels of group performance.  128  Third,  a study 

with a nationally representative sample found higher levels of OCB associated with a 

focus on growth and advancement,  which in turn was associated with higher levels of 

creative performance.  129     

  GLOBAL IMPLICATIONS 

 Most of the research discussed in this chapter was conducted in English-

speaking countries.  We know very little about how culture might influence 

the validity of the theories,  particularly in Eastern cultures.  However,  a recent analysis 

of the GLOBE research program  (see  Chapter   3     for more details)   has produced some 

useful preliminary insights about how to manage in Brazil,  France,  Egypt,  and China.  130  

Lets consider each.  

        Brazil.   Based on the values of Brazilian employees,  a manager leading a team 

in Brazil would need to be team oriented,  participative,  and humane.  Leaders 

high on consideration who emphasize participative decision making and have 

high LPC scores would be best suited to managing employees in this culture.  

As one Brazilian manager said in the study,  We do not prefer leaders who 

take self-governing decisions and act alone without engaging the group.  Thats 

part of who we are.   

       France  .  French employees have a more bureaucratic view of leaders and are 

less likely to expect them to be humane and considerate than Canadian 

and American employees.  A leader high on initiating structure (relatively 

task oriented)  will do best and can make decisions in a relatively autocratic 

manner.  A manager who scores high on consideration (people oriented)  may 

find that style backfiring in France.   

       Egypt.   Employees in Egypt are more likely to value team-oriented and partici-

pative leadership than Canadian and American employees.  However,  Egypt 

is also a relatively high-power-distance culture,  meaning status differences 

between leaders and followers are expected.  To be participative yet demon-

strate ones status,  the leader should ask employees for their opinions,  try to 

minimize conflicts,  and not be afraid to take charge and make the final deci-

sion (after consulting team members) .   

       China.   According to the GLOBE study,  Chinese culture emphasizes being 

polite,  considerate,  and unselfish,  but it also has a high performance orienta-

tion.  These two factors suggest consideration and initiating structure may both 

be important.  Although Chinese culture is relatively participative compared 

with the cultures of Canada and the United States,  there are also status 

differences between leaders and employees.  These findings suggest that a 

moderately participative style may work best with Chinese employees.    

 While the idea of charismatic leadership was developed based on North American 

observations,  professors Dale Carl of the Faculty of Management at Ryerson University 

and Mansour Javidan at the Thunderbird School of Global Management in Arizona 

found that transformational leadership is  expressed relatively similarly in a variety 

of countries,  including Canada,  Hungary,  India,  Turkey,  Austria,  Singapore,  Sweden,  

and Venezuela.  The transformational leadership traits that appear to be universal are 

vision,  foresight,  providing encouragement,  trustworthiness,  dynamism,  positiveness,  

and proactiveness.  The two concluded that effective business leaders in any country 

are expected by their subordinates to provide a powerful and proactive vision to guide 
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the company into the future,  strong motivational skills to stimulate all  employees to 

fulfill the vision,  and excellent planning skills to assist in implementing the vision. 131   

 A vision is important in any culture,  then,  but how its formed and communicated 

may still need to vary by culture.  A GE executive who used his US leadership style in 

Japan recalls,  Nothing happened.  I  quickly realized that I  had to adapt my approach,  

to act more as a consultant to my colleagues and to adopt a team-based motivational 

decision-making process rather than the more vocal style which tends to be common 

in the West.  In Japan the silence of a leader means far more than a thousand words 

uttered by somebody else.  132

      

     Summary 
 Leadership plays a central part in understanding group behaviour because its  the 

leader who usually directs us toward our goals.  Knowing what makes a good leader 

should thus be valuable in improving group performance.  The early search for a set of 

universal leadership traits failed.  However,  recent efforts using the Big Five Personality 

Model show strong and consistent relationships between leadership and extraversion,  

conscientiousness,  and openness to  experience.  The behavioural  approachs major 

contribution was narrowing leadership into task-oriented (initiating structure)  and 

people-oriented (consideration)  styles.  By considering the situation in which the leader 

operates,  contingency theories promised to improve on the behavioural approach,  but 

only Fiedlers least preferred co-worker theory has fared well in leadership research.  

Research on charismatic and transformational leadership has made major contributions 

to our understanding of leadership effectiveness.   

 LESSONS LEARNED 

       Leaders provide vision and 

strategy;  managers imple-

ment that vision and strategy.   

      Leaders need to have a vision,  

they need to communicate 

that vision,  and they must 

have followers.   

      Leaders need to adjust their 

behaviours,  depending on 

the situation and the needs 

of employees.    

  SNAPSHOT SUMMARY 

 What Is Leadership? 

 Leadership as 

Supervision 

   Tra it Theories:  Are  Leaders 
Different from  Others?  

   Behavioural  Theories:  Do 
Leaders Behave in  Particu lar 
Ways?  

   Contingency Theories:  Does 
the  Si tuation  Matter?  

   Substi tutes for Leadersh ip 

 Inspirational  Leadership 

   Charismatic Leadersh ip 

   Transformational  
Leadersh ip 

 Contemporary 

Leadership Roles 

   Mentoring  

   Sel f-Leadersh ip (or 
Sel f-Management)  

   Team  Leadersh ip 

   On l ine Leadersh ip 

   Leading  without Authori ty 

 Contemporary Issues in  

Leadership 

   Authentic Leadersh ip 

   Eth ical  Leadersh ip 

   Servant Leadersh ip     

 Study,  practise,  and explore real  business situations with  these helpful  resources:  

       Study Plan:  Check your understanding  of chapter concepts with  self-study quizzes.   

      Online Lesson Presentations:  Study key chapter topics and work through  interactive assessments to 

test your knowledge and master management concepts.   

      Videos:  Learn  more about the management practices and strategies of real  

companies.   

      Simulations:  Practise management decision-making  in  simulated business environments.     

  MyManagementLab 

P I A
PERSONAL  

INVENTORY 

ASSESSMENT
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  for Review 

    1 .    How are leadersh ip  and  man-

agement d i fferent from  one 

another?   

   2.    What are the conclusions of tra i t 

theories of leadersh ip?   

   3 .    What are the central  tenets and  

main  l im itations of behavioural  

theories of leadersh ip?   

   4.    What i s  Fied lers contingency 

model?  Has i t been  supported  in  

research?   

   5.    How do charismatic and  trans-

formational  leadersh ip  compare 

and  contrast?  Are they val id?   

   6.    What leadersh ip  roles are avai l -

able to nonmanagers?   

   7.    What i s  authentic leadersh ip?   

   8.    What are the requirements of 

eth ical  leadersh ip?   

   9.    What i s  servant leadersh ip?  How 

does i t make a  d i fference in  

organ izations?     

  for Managers 

   For management positions,  h i re 

candidates who exh ibit transfor-

mational  leadersh ip  qual i ties and  

who have demonstrated  vision  

and  charisma.   

   Tests and  interviews can  help  you  

identify people with  leadersh ip  

qual i ties.   

   H i re candidates whom you  bel ieve 

are eth ical  and  trustworthy for 

management roles,  and  tra in  cur-

rent managers in  your organ iza-

tions eth ical  standards in  order to 

increase leadersh ip  effectiveness.   

   Seek to develop trusting  relation-

sh ips with  fol lowers because,  as 

organ izations have become less 

stable and  predictable,  strong  

bonds of trust are replacing  bureau-

cratic rules in  defin ing  expectations 

and  relationships.   

   Consider investing  in  leadersh ip  

tra in ing  such  as formal  courses,  

workshops,  rotating  job responsi-

bi l i ties,  coach ing,  and  mentoring.     

  for You 

   I ts easy to imagine that theories 

of leadership are more important 

to those who are leaders or who 

plan  in  the near future to become 

leaders.  However,  leadership oppor-

tunities occur throughout an  orga-

nization.  You have no doubt seen  a  

student leader who did  not neces-

sari ly have any formal  authority be 

extremely successful.   

   Leaders are not born,  they learn  

how to lead  by paying  attention  to 

the si tuation  and  what needs to be 

done.   

   There i s  no one best way to lead.  

I ts important to consider the si tu-

ation  and  the needs of the people 

who wi l l  be led.   

   Sometimes no leader i s  needed

the ind ividuals in  the group sim-

ply work wel l  enough  together 

that each  takes turns at leader-

sh ip  without appointing  a  formal  

leader.        

  OB
 at

Work  
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PO I N T COU NTE RPO I N T
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  Of course heroes are not l ike everyone else.  That i s  what 

makes them heroes.  

 A generation  of evidence from  behavioural  genetics 

reveals that  everyth ing  i s  genetic,  meaning  we have 

yet to d iscover an  important human  behaviour that does 

not have genetic orig ins.  Although  we are not aware of 

any such  study with  respect to heroism,  i t would  be sur-

prising  i f courageous behaviour were not at least partly 

genetic.  

 I ts fool ish  to th ink courageous people are not excep-

tional  because of who they are.  Just as we know there i s  

an  entrepreneuria l  personal i ty and  a  leader personal i ty,  

there is a  heroic personal ity.  Research  suggests,  for exam-

ple,  that people who score h igh  on  conscientiousness are 

more l ikely to engage in  courageous behaviour.  

 Not a l l  leaders are heroes,  but many have exh ibited  

courageous behaviour.  CEO Richard  Branson  may or may 

not be a  hero,  but when  he launches h is latest attempt 

to set the world  record  for an  around-the-world  bal -

loon  fl ight or sloop sa i l ing,  he exh ibits the same coura-

geous behaviour when  he i s  leading  conglomerate Virg in  

Group.  Virg in  Group now includes more than  400 com-

panies,  including  Virg in  Galactic,  a  space tourism  com-

pany,  and  Virg in  Fuels,  whose goal  i s  to revolution ize the 

industry by provid ing  sustainable fuels for automobi les 

and  a i rcraft.  Same leader,  same heroic behaviourin  

work and  in  l i fe.  

 Are we real ly to bel ieve that Richard  Branson  and  other 

courageous leaders are just l ike everyone else?    

  We often  ascribe heroic qual i ties to our leaders.  1 33   They 

are courageous in  the face of great ri sk.  They persevere 

when  few would.  They take action  when  most si t by.  

Heroes are exceptional  people who d isplay exceptional  

behaviour.  

 But some socia l  psycholog ists question  th is conven-

tional  wisdom.  They note that heroism  can  be found  in  

many spheres of l i fe,  including  in  the behaviour of whistle-

blowers,  explorers,  rel ig ious leaders,  scientists,  Good  

Samaritans,  and  those who beat the odds.  At some time 

in  our l ives,  we a l l  show heroism  when  the si tuation  

a l lows us to.  I f we want to see more heroic behaviour,  we 

need  to create more si tuations that produce i t.  

 Stanford  psychologist Ph i l  Zimbardo goes even  fur-

ther to argue that our romantic view that heroes are 

born  i s  m isplaced:  

 The banal i ty of evi l  i s  matched  by the banal i ty of 

heroism.  Neither i s  the consequence of d isposi-

tional  tendencies   Both  emerge in  particu lar 

si tuations at particu lar times,  when  si tuational  

forces play a  compel l ing  role in  moving  ind ividuals 

across the l ine from  inaction  to action.  

 People exh ibit brave behaviour every day.  The workers 

who ri sked  thei r l i ves to  conta in  J apan s  earthquake-

ravaged  nuclear reactors in  201 1  are a  great example.  

Thus,  we err when  we th ink leaders are un iquely posi -

tioned  to behave heroical ly.  We a l l  can  be heroes in  the 

right si tuation.   

  Heroes Are Made, Not Born  
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Leadership Style Indicator:  Whi le  leadersh ip  styles wi l l  often  need  to vary based  on  the si tuation,  most people have a  

preference for one style or another.  Use th is scale to assess your personal  leadersh ip  style preference.  

Personal  Assessment of Management Ski l ls:  Th i s  in strument i s  designed  to  assess your proficiency in  the use of 

important personal  and  interpersonal  ski l l s  that are relevant for managers.

Ethical  Leadership Assessment:  S ince leaders set the tone for the entire organization,  i ts especial ly important that they 

engage in  eth ical  behaviours.  Use th is scale to assess your eth ical  perspective on  leadersh ip  roles.

  P E R S O N AL  I N VE N TORY  A S S E S S M E N T

 Being Charismatic 

  From Concepts to Skills   on  pages  41 0  41 1   provides ideas on  how to become charismatic.  In  th is exercise,  you  wi l l  use 

that information  to practise projecting  charisma.  1 34  

   1 .    The class should  break into pairs.   

  2.     Student As task i s  to  lead  Student B  through  a  new-student orientation  to your col lege or un iversi ty.  The 

orientation  should  last about 1 0  to 1 5  m inutes.  Assume that Student B  i s  new to your col lege or un iversi ty and  

i s  unfami l iar with  the campus.  Student A should  attempt to project h imself or herself as charismatic.   

  3.     Roles now reverse and  Student Bs task i s  to  lead  Student A in  a  1 0- to 1 5-minute program  on  how to study 

more effectively for col lege or un iversi ty exams.  Take a  few minutes to th ink about what has worked  wel l  for 

you,  and  assume that Student A i s  a  new student interested  in  improving  h is or her study habits.  Again ,  Student 

B  should  attempt to project h imself or herself as charismatic.   

  4.     When  both  role plays are complete,  each  pair should  assess how wel l  i t d id  in  projecting  charisma  and  how i t 

m ight improve.     

  EXPE R I E N T I AL  E X E R C I S E  

 Form  smal l  groups to d iscuss the fol lowing  topics,  as assigned  by your instructor:  

   1 .    Identify an  example of someone you  th ink of as a  good  leader (currently or in  the past).  What tra i ts d id  he or 

she have?  How d id  these tra i ts d i ffer from  those in  someone you  identify as a  bad  leader?   

  2.    Identify a  si tuation  when  you  were in  a  leadersh ip  position  (in  a  group,  in  the workplace,  with in  your fami ly,  

etcetera).  To what extent were you  able to use a  contingency approach  to leadersh ip?  What made that easier 

or more d i fficu lt for you?   

  3.    When  you  have worked  in  student groups,  how frequently have leaders emerged  in  the groups?  What d i fficu l -

ties occur when  leaders are leading  peers?  Are there ways to overcome these d i fficu lties?     

B R E AKO U T  G ROU P  E X E R C I S E S  

 Undercover Leaders 

  E T H I C A L  D I L EMMA  

 The W Network television  show  Undercover Boss Canada   

features a  leader working  undercover in  h i s  or her own  

company to find  out how the organization  real ly works.  1 35   

Here,  we consider the ethical  leadership lessons it might offer.  

 Executives from  Mexx Canada,  Calgary Transit,  Sodexo 

Canada,  and  Mr.  Lube have been  featured  on  the show.  

Typical ly,  the executive works undercover for a  week.  

Then  the employees with  whom and  under whom the 
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leader has worked  are summoned  to company headquar-

ters and  rewarded,  or pun ished,  for their actions.  

 In  one episode,  Andy C lark,  the founder and  CEO of 

Edmonton-based  C lark Bu i lders,  strapped  on  a  tool  bel t 

for the fi rst time in  30  years and  added  a  moustache to 

work beside h i s  employees.  He wondered  i f,  at 62  years 

old ,  he  cou ld  keep  up.  He  made a  lot of rookie  errors,  

but when  he  heard  about the wi fe  of one of h i s  employ-

ees who was qu i te  si ck,  he  ca l led  a  doctor friend  to  see 

i f he  cou ld  help  wi th  her cancer and  offered  to  pay the 

fu l l  medica l  cost for treatment.  He  sa id  he   just wanted  

to  improve the  qua l i ty of her l i fe,  however much  she 

had  l eft.   

 Some criticize the show for i ts faux real ism.  The CEOs 

know they are on  camera,  so every word  and  facial  expres-

sion  i s for the cameras.  Many employees know they are on  

camera,  too.  One critic commented,   Because the series  

very existence requires cooperation  from  the executives 

that i t purports to make suffer for their sins,  i t has to raise 

them h igher,  in  the end,  than  i t found  them at the start.  

 Real istic or not,  the series continues to be popular.  

And  the effects on  the bosses featured  in  the episodes

and  their employeesare profound.  

 Li sa  Lisson,  president of M ississauga-based  Fedex 

Canada,  joined  her employees on  the front l ine to see 

how they worked.  She says the company  prides i tself on  

provid ing  excel lent service to our customers.  Comment-

ing  on  her experience,  she sa id   I  am  so g lad  that I  d id  

th is.  I  th ink i ts important for presidents of companies to 

get to know their employees.  They g ive their heart and  

soul  to our company and  we need  to take time to real ly 

get to know who they are and  tel l  them  that we care 

about them.  Because we do.  

 The idea  has moved  beyond  television  too.  Recently,  

the Austral ian  government created  a  program  that places 

CEOs undercover in  their own  workplaces.  One partici -

pating  CEO,  Ph i l  Smith  of cloth ing  retai ler Fletcher Jones,  

sa id  tearfu l ly,   I  learnt a  lot from  th is that I  wouldnt have 

found  out any other way.  

  Questions 

    1 .    Do you  th ink i ts eth ical  for a  leader to go under-

cover in  h is or her organ ization?  Why or why not?   

   2.    Do you  th ink leaders who work undercover are 

real ly changed  as a  resu lt of their experiences?   

   3 .    Would  you  support a  government program  that 

gave companies incentives to send  leaders 

undercover?      

    C AS E  I N C I D E N T S 

  Moving from Colleague to Supervisor 

 Cheryl  Kahn,  Rob Carstons,  and  Linda  McGee have some-

th ing  in  common.  1 36  They a l l  were promoted  with in  their 

organ izations into management posi tions.  As wel l ,  each  

found  the transition  a  chal lenge.  

 Kahn was promoted to director of catering for the Glazier 

Group of restaurants.  With  the promotion,  she real ized  that 

things would  never be the same again.  No longer would  she 

be able to participate in  water-cooler gossip or shrug  off an  

employees chron ic lateness.  She says she found  her new 

role to be daunting.  At first I  was l ike a  bul ldozer knocking  

everyone over,  and  that was not wel l  received.  I  was saying,  

 Its my way or the h ighway.   And  was forgetting  that my 

friends were a lso in  transition.  She admits that th is style 

al ienated  just about everyone with  whom she worked.  

 C arstons,  a  techn ical  manager at IBM,  ta lks about the 

uncerta in ty he  fel t after being  promoted  to  a  manager 

from  a  jun ior programmer.   I t was a  l i ttle  bi t chal lenging  

to be suddenly giving  directives to peers,  when  just the day 

before you  were one of them.  You  try to be carefu l  not to 

offend  anyone.  I ts strange walking  into a  room  and  the 

whole conversation  changes.  People dont want to be as 

open  with  you  when  you  become the boss.  

 McGee i s  now president of Medex Insurance Services.  

She started  as a  customer-service representative with  the 

company,  then  leapfrogged  over col leagues in  a  series of 

promotions.  Her fast ri se  created  problems.  Col leagues 

would  say,   Oh ,  here comes the big  cheese now.   God  

on ly knows what they ta lked  about beh ind  my back.   

  Questions 

    1 .    A lot of new managers err in  selecting  the right 

leadersh ip  style when  they move into management.  

Why do you  th ink th is happens?   
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    Leadership by Algorithm 

 I s  there one right way to lead?  1 37   Research  suggests not,  

the  methods explored  in  th i s  chapter text suggest not,  

and  common sense suggests a   one size fi ts a l l  approach  

could  be d isastrous because organizations exist for d iverse 

purposes and  develop un ique cu ltures.  Leadersh ip  devel-

opment programs general ly teach  a  best-practices model ,  

but experts suggest that ind ividuals tra ined  in  leadersh ip  

techn iques  that a re  contrary to  thei r  own  natures  ri sk 

losing  the authentici ty crucia l  to  effective leadersh ip.  The 

real  path  to leadersh ip  may l ie  in  algorithms.  

 I f you  have ever taken  a  strengths-based  assessment 

su ch  a s  th e  H a rri son  Assessmen t  or  G a l l up s  C l i fton  

StrengthsFinder,  you  know that surveys a imed  at d iscov-

eri n g  you r  person a l i ty,  ski l l s ,  an d  p referen ces  resu l t 

i n  a  persona l  profi l e .  Th i s  tool  i s  h e lpfu l  i n  l eadersh ip  

development,  but a lgori thms can  take  your l eadersh ip  

development to  the  n ext  l eve l  of  persona l i za tion  and  

appl i cation .  They can  take the  resu l ts  from  each  survey 

you  complete,  for i n stance,  and  u se  them  to  create  a  

leadersh ip program  that matches your needs and  abi l i ties.  

 As  the  founder of  TMBC  and  au thor  of   StandOut ,  

Marcus Buckingham  i s  an  expert on  creating  l eadersh ip  

programs.  He recommends the fol lowing  steps:  

    Step 1 .   F i nd  or  develop  the  assessment tool s.  

Th e se  m i g h t  i n c l u d e  a  p e rson a l i ty 

component,  such  as a  B ig  Five inventory 

test,  and  wi l l  include other tests compa-

n ies can  resource or create according  to 

what leadersh ip  characteristics they are 

seeking  to monitor.   

   Step 2.   Identify the top leaders in  the organ iza-

ti on  and  adm in i ster the  test  to  them .  

S im i l a r i t i es  i n  th e i r  p rofi l es  m ay n ot 

emerge across the broad  spectrum  of a l l  

top leaders.  Th is step is not to determine 

what a l l  the  l eaders  have  i n  common,  

but to group the top leaders into catego-

ries by their sim i lar profi les.   

   Step 3.   In terview the leaders with in  each  profi le  

category to learn  about the techn iques 

th ey u se  th a t  work.  Often  th ese  wi l l  

be  un ique,  unscripted ,  and  revea l ing ly 

co rre l a ted  to  th e  s tren g th s  i n  th e i r 

a ssessment profi l e.  C ompi l e  the  tech -

n iques with in  each  profi le  category.   

   Step 4.   The resu l ts of top  leader profi le  catego-

ri es  and  thei r  techn iques  can  be  u sed  

to  c rea te  a n  a l g o r i thm ,  o r  ta i l o red  

m e th o d ,  f o r  d e ve l o p i n g  l e a d e r s .  

Adm i n i s te r  th e  a s sessm en t  te s ts  to 

developing  l eaders and  determine thei r 

profi le  categories.  The techn iques from  

successfu l  l eaders  can  now be  shared  

wi th  th e  develop i ng  l eaders  who  a re 

most l i ke  them  because  they share  the 

same profi l e  category.    

 These  steps  provide  a  means  for successfu l  l eaders 

to pass a long  to developing  leaders techn iques that are 

l ikely to feel  authentic to the developing  leaders and  that 

encourage creativi ty.  The techn iques can  be del ivered  in  

an  ongoing  process as short,  personal ized,  interactive,  and  

readi ly appl icable tips and  advice,  for resu lts no two-week 

leadersh ip  development course could  ach ieve.  

  Questions 

    1 .    I f you  have participated  in  leadership development 

programs,  how effective d id  you  find  them in  (a)  

teaching  you  techniques and  (b) g iving  you  practical  

strategies you  could  use?  What could  they do better?   

   2.    What are some potential  negatives of using  

Buckinghams approach  to leadership development?   

   3.    Would  you  suggest applying  Buckinghams steps to 

an  organ ization  in  which  you  have worked?  Why or 

why not?        

   2.    I f new managers dont know what leadersh ip  style 

to  use,  what does th is say about leadersh ip  and  

leadersh ip  tra in ing?   

   3 .    Which  leadersh ip  theories,  i f any,  could  help  new 

leaders deal  with  th is transition?   

   4.    Do you  th ink i ts easier or harder to be promoted  

internal ly into a  formal  leadersh ip  position  than  to 

come into i t as an  outsider?  Expla in .      
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1 . Project a  powerful,  confident,  and dynamic presence.   Th is has both  

verbal  and  nonverbal  components.  Use a  captivating  and  engag ing  

voice tone.  Convey confidence.  Talk d irectly to people,  maintain  d irect 

eye contact,  and  hold  your body posture in  a  way that says you  are 

sure of yourself.  Speak clearly,  avoid  stammering,  and  avoid  sprinkl ing  

your sentences with  noncontent phrases such  as  ahhh  and   you  

know.   

2. Articulate an  overarching goal.   You  need  to  share  a  vi sion  for the 

future,  develop an  unconventional  way of ach ieving  the vi sion ,  and  

have the abi l i ty to communicate the vision  to others.  

   The vision  i s  a  clear statement of where you  want to go and  how 

you  are going  to get there.  You  need  to persuade others that the 

ach ievement of th is vision  i s  in  their sel f-interest.   

  You  need  to look for fresh  and  rad ical ly d i fferent approaches to 

problems.  The road  to ach ieving  your vision  should  be seen  as novel ,  

but a lso appropriate to the context.   

  Charismatic ind ividuals not on ly have a  vision,  but they are a lso 

able to get others to buy into i t.  The real  power of Martin  Luther 

King  J r.  was not that he had  a  dream,  but that he could  articu late i t in  

terms that made i t accessible to m i l l ions.     

3. Communicate h igh  performance expectations and confidence in  

others ability to meet these expectations.   You  need  to demonstrate 

your confidence in  people by stating  ambitious goals for them  ind i -

vidual ly and  as a  group.  You  then  convey absolute bel ief that they wi l l  

ach ieve thei r expectations.   

4. Be sensitive to the needs of followers.   Charismatic leaders get to know 

thei r fol lowers ind ividual ly.  You  need  to understand  thei r i nd ividual  

needs and  develop intensely personal  relationsh ips with  each.  Th is i s  

done through  encouraging  fol lowers to express their points of view,  

being  approachable,  genuinely l i stening  to and  caring  about fol lowers  

concerns,  and  asking  questions so that fol lowers can  learn  what i s  

real ly important to them.     

  Practising 
to Be 
Charismatic 

 In  order to be charismatic 

in  your leadersh ip  style,  you  

need  to engage in  the fol -

lowing  behaviours:  1 38  

     FROM  CONCEPTS TO SKILLS  

  Practising  

Skil ls 

 You  are a  manufacturing  manager in  a  large electron ics plant.  1 39  The com-

panys management i s  a lways search ing  for ways to increase efficiency.  

They recently instal led  new machines and  set up  a  new simpl ified  work 

system,  but to  the surprise  of everyoneinclud ing  youthe expected  

increase in  production  was not real ized.  In  fact,  production  has begun  to 

drop,  qual i ty has fa l len  off,  and  the number of employee resignations has 

ri sen .  

 You  do not th ink that there i s  anyth ing  wrong  with  the machines.  You  

have had  reports from  other companies that are using  them,  and  they 

confirm  your opin ion.  You  have a lso had  representatives from  the fi rm  that 

bu i l t the mach ines go over them,  and  they report that the mach ines are 

operating  at peak efficiency.  
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 You  know that some aspect of the new work system  must be respon-

sible for the change,  but you  are getting  no help  from  your immediate 

team  membersfour fi rst-l ine supervisors who report to you  and  who are 

each  in  charge of a  sectionor your supply manager.  The drop in  produc-

tion  has been  variously attributed  to poor tra in ing  of the operators,  lack 

of an  adequate system  of financia l  incentives,  and  poor morale.  Al l  of the 

individuals involved  have deep feel ings about th is i ssue.  Your team  does 

not agree with  you  or with  one another.  

 Th is morn ing  you  received  a  phone cal l  from  your d ivision  manager.  He 

had  just received  your production  figures for the past six months and  was 

cal l ing  to express h is concern.  He ind icated  that the problem  was yours to 

solve in  any way that you  th ink best,  but that he would  l ike to know with in  

a  week what steps you  plan  to take.  

 You  share your d ivi sion  managers concern  with  the fa l l ing  productivi ty 

and  know that your employees are a l so concerned.  Using  your knowl-

edge of leadersh ip  concepts,  wh ich  leadersh ip  style  would  you  choose?  

And  why?   

  Reinforcing  

Skil ls 

1 .   Th ink of a  group or team  to wh ich  you  currently belong  or of which  

you  have been  a  part.  What type of leadersh ip  style d id  the leader of 

th is group appear to exhibit?  G ive some specific examples of the types 

of leadersh ip behaviours he or she used.  Evaluate the leadersh ip  style.  

Was i t appropriate for the group?  Why or why not?  What would  you  

have done d i fferently?  Why?   

2.   Observe two sports teams (either col lege/un iversi ty or professional

one that you  consider successfu l  and  the other unsuccessfu l ).  What 

l eadersh ip  styles  appear to  be  used  in  these  team  si tuations?  G ive 

some speci fi c  examples  of the  types of l eadersh ip  behaviours  you  

observe.  How would  you  evaluate the leadersh ip  style?  Was i t appro-

priate for the team?  Why or why not?  To what degree do you  th ink 

leadersh ip  style influenced  the teams outcomes?        
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    C H A P T E R

  L E ARN I N G  O U TCOM ES 

     A m i l i tary veteran  suffered  d iscrim ination  by three 

pol ice officers due to their poor decision  making.  

How can  people avoid  common  decision  pi tfa l ls  

and  make good  decisions?  

12  

 After studying  this chapter,  you  should  be able to:  

  1    Contrast the rational  model  of decision  making  with  bounded rational i ty 

and intuition.   

  2    Describe common decision  biases and errors.   

  3    Contrast the strengths and weaknesses of group decision  making.   

  4    Compare the effectiveness of interacting,  brainstorming,  and  the nominal  

group technique.   

  5    Define  creativity ,  and  describe the three-stage model  of creativity.   

  6    Describe the four criteria used in  making  ethical  decisions.   

  7    Define  corporate social responsibility .    

 Decision  Making,  

Creativity,  and Ethics  
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n  Apri l  16,  2011 ,  Bi l ly-Joe Nachuk,  a  deco-

rated  mil i tary veteran  suffering from post-

traumatic stress d isorder,  made a  coura-

geous decision  to social ize at the Keystone 

Motor Inns restaurant and  bar in  Brandon,  Manitoba.  1

Suffering from anxiety,  he had  avoided  publ ic spaces 

for two years,  but now he had  Gambler,  a  service dog 

trained  to help him  manage h is symptoms.  Despite 

explanations and  the provision  of  officia l  service dog 

certification  papers,  Keystone management com-

plained  about the presence of the dog to three 

on-duty pol ice officers who were at the restau-

rant.  One of the officers asked  Nachuk 

about the dog,  and  he  explained  

that i t was a  service dog.  

Because Nachuk was not 

bl ind ,  the officer d id  not bel ieve 

Nachuk needed  the dog.  Despite further attempts by Nachuk to explain  why 

he had  a  service dog,  the officers would  not l isten  and  escorted  h im  out of the bar.  

 Nachuk fi led  a  human  rights complaint for d iscrimination  based  on  d isabi l i ty as a  

resu lt of th is incident.  I n  Apri l  2014,  the Manitoba  Human  Rights Commission  agreed  that 

d iscrimination  had  taken  place and  awarded  h im  damages.  The Brandon  Pol ice Services 

have since addressed  the issue with  tra in ing.  The question  remains,  How cou ld  three  officers 

working together make the mutual  decision  that Nachuks dog was not a   legitimate  service 

dog in  the face of clear evidence otherwise,  most notably h is officia l  service dog papers? What 

does th is si tuation  tel l  us about our own  capacity for decision-making errors? 

 I n  th is chapter,  we describe how decisions in  organ izations are made,  as wel l  as how 

creativi ty i s  l inked  to decision  making.  We a lso look a t the eth ica l  and  socia l ly responsible 

aspects of decision  making as part of our d iscussion .  Decision  making affects people a t a l l  

levels of the organ ization ,  and  i ts  engaged  in  by both  ind ividua ls  and  groups.  Therefore,  we 

a lso consider the specia l  characteristics of group decision  making.    

Chapter 1 2  Deci s i on  Making ,  C reati vi ty,  and  Eth i cs  41 3

 THE BIG  IDEA 

 Decision making 

can be improved 

through systematic 

thinking and an 

awareness of 

common biases.  

    Do people real ly consider every alternative when  making  a decision?  

    Is i t okay to use intuition  when making  decisions?  

    Why is i t that we sometimes make bad decisions?  

    Why are some people more creative than  others?  

    How can  people make more ethical  decisions?   

   OB I S  FOR  EVERYONE 

         C
B
C
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e
w
s   
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41 4  Part 4  Sha ri ng  the  Organ i za tiona l  Vi s i on

                How Should  Decisions Be Made? 
 A   decision    is the choice made from two or more alternatives.  Decision making happens 

at all  levels  of an organization.  Business schools train students to  follow rational 

decision-making models.  While models have merit,  they dont always describe how 

people make decisions.   There are decision-making errors people commit in addition 

to the perceptual errors we discussed in  Chapter   3    .      

 Knowing how to make decisions is  an important part of everyday life.  Below we 

consider various decision-making models that apply to both individual and group 

choices.  (Later in the chapter,  we discuss special aspects of group decision making.)  We 

start with the rational decision-making model,  which describes decision making in the 

ideal world,  a situation that rarely exists.  We then look at alternatives to the rational 

model,  and how decisions actually get made.  

  The  Rational  Decision-Making Process   

 We often think that the best decision maker is the   rational    decision maker,  who makes 

consistent,  value-maximizing choices within specified constraints.  2  These choices are 

made following a six-step   rational decision-making model   .  3   Moreover,  specific 

assumptions underlie this model.        

  The  Six-Step Rational  Model  

 The six steps in the rational decision-making model are presented in  Exhibit   1 2-1    .      
 First,  the decision maker must  define the problem  .  If you calculate your monthly 

expenses and find you are spending $50 more than your monthly earnings,  you have 

defined a problem.  Many poor decisions can be traced to the decision maker over-

looking a problem or defining the wrong problem.  

 The decision maker then needs to  identify the criteria   that are relevant to making the 

decision.  This step brings the decision makers interests,  values,  and similar personal 

 1  Contrast the rational  
model  of decision  

making  with  bounded 

rational i ty and  intui tion.  

    EXHIBIT 1 2-1   Steps in  the Rational  Decision-Making  Model        

Making  a  Decision

1 .

Dene the 

problem

2.

Identify the

criteria

4.

Develop 

a l ternatives

3.

Al locate  weights 

to  the cri teria

5.

Evaluate the

alternatives

6.

Select the  

best a l ternative

  decision       The choice made from two 

or more alternatives.    

  rational       Refers to choices that are 

consistent and value-maximizing  

within  specified  constraints.    

  rational  decision-making 

model       A six-step decision-making  

model  that describes how individuals 

should  behave in  order to maximize 

some outcome.    

     Simulate  on  MyManagementLab

Decision  Making  
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preferences into the process,  because not all individuals will consider the same factors 

relevant for any particular decision.  

 To understand the types of criteria that might be used to make a decision,  consider 

how Toronto-based Canadian Imperial Bank of Commerce (CIBC)  handles the many 

sponsorship requests it receives each year.  When it makes a decision about whether to 

support a request,  the bank takes into account a number of criteria.  Specifically,  to be 

eligible for funding,  a request must 

       Be aligned to youth,  community,  or health  

      Be for a Canadian organization,  using funds in Canada  

      Be for a registered charity with a Canada Revenue Agency Charitable 

Registration Number or a non-profit organization  

      Have achievements and goals in line with CIBCs overall goals  

      Address a community need  

      Include planned and measureable outcomes,  that can be evaluated  

      Have audited financial  statements,  principled financial  practices,  and 

sustainable funding 4    

 If the sponsorship request does not meet these criteria,  it is not funded.  

 Because the criteria identified are rarely all  equal in importance,  the third step 

requires the decision maker to  allocate weights to the criteria  .  

 The fourth step requires the decision maker to  develop alternatives   that could succeed 

in resolving the problem.  

 The decision maker then critically  evaluates the alternatives  ,  using the previously 

established criteria and weights.  

 Finally,  the decision maker  selects the best alternative   by evaluating each alterna-

tive against the weighted criteria and selecting the alternative with the highest total 

score.   

  Assumptions of the  Model  

 The rational decision-making model assumes that the decision maker has complete 

information,  is able to identify all the relevant options in an unbiased manner,  and 

chooses the option with the highest utility.  5   Most decisions dont follow the rational 

model;  people are usually content to find an acceptable or reasonable solution to a 

problem rather than an optimal one.  Choices tend to be limited to the neighbourhood 

of the problem symptom and the current alternative.     

  How Do Individuals Actually Make Decisions? 

  I t seems hard  to comprehend  how three tra ined  pol ice officers could  overlook B i l ly-Joe Nachuks 

explanation  that h is  dog was a  service dog,  especia l ly since he had  the correspond ing paper-

work.  6  Stereotypes and  biases may have played  roles.  One officer asked ,  Why do you  have 

a  service dog,  you  aren t bl ind ,   suggesting stereotypica l  th inking about d isabi l i ty and  service 

an imals.  The officers may have assumed  that Nachuk was being d i fficu l t and  presumptuous 

by bringing a  dog in to the bu i ld ing,  and  trying to cha l lenge authori ty.  What sorts of perceptua l  

biases m ight affect the decisions people make?  

 Most decisions in the real world dont follow the rational model.  As one expert in deci-

sion making has concluded,  Most significant decisions are made by judgment,  rather 

than by a defined prescriptive model.  7  What is more,  people are remarkably unaware 

of making suboptimal decisions.  8   
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41 6  Part 4  Sha ri ng  the  Organ i za tiona l  Vi s i on

 In the following sections,  we indicate areas where the reality of decision making 

conflicts with the rational model.  9   None of these ways of making decisions should be 

considered  irrational  ;  they simply depart from the rational model when information is 

unavailable or too costly to collect.  

  Bounded  Rationality in  Considering Alternatives    

 Our limited information-processing capability makes it 

impossible to assimilate all the information necessary to 

optimize.  10  Most people respond to a complex problem 

by reducing it to a level they can readily understand.  Many 

problems dont have an optimal solution because they are 

too complicated to fit the rational decision-making model,  

so people  satisfice  ;  they seek solutions that are satisfactory 

and sufficient.  

 When you considered which university or college to attend,  did you look at  every  

workable alternative? Did you carefully identify all the criteria that were important in 

your decision? Did you evaluate each alternative against the criteria in order to find 

the optimum school? The answer to these questions is probably no.  But dont feel bad,  

because few people selected their educational institution this way.  

 Because the human mind cannot formulate and solve complex problems with full 

rationality,  we operate within the confines of   bounded rationality   .  We construct 

simplified models that extract the essential features from problems without capturing 

all their complexity.  11   We can then behave rationally within the limits of the simple 

model.    

  How does bounded rationality work for the typical individual?  Once we have iden-

tified a problem,  we begin to search for criteria and alternatives.  But the criteria are 

unlikely to be exhaustive.  We identify alternatives that are highly visible and that usually 

  bounded rationality      Limitations on  

a persons abi l i ty to interpret,  process,  

and act on  information.    

         I sao Moriyasu  i s  president of DeNA,  a  Japanese Internet fi rm  focused  on  socia l  game platforms and  socia l  

games.  Shown  here with  the fi rms new  comm  app,  Moriyasu  operates with in  the confines of bounded  

rational i ty in  making  complex decisions about acquiring  other fi rms,  expanding  g lobal ly,  and  rapid ly devel-

oping  new services.

 Do people real ly 

consider every 

alternative when  

making  a 

decision? 
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represent familiar criteria and tried-and-true solutions.  Next,  we begin reviewing the 

alternatives,  focusing on choices that differ little from the current state until we identify 

one that is good enoughthat meets an acceptable level of performance.  That ends 

our search.  So the solution represents a   satisficing    choicethe first  acceptable   one we 

encounterrather than an optimal one.        

 Satisficing is  not always bada simple process may frequently be more sensible 

than the traditional rational decision-making model.  12  To use the rational model,  you 

need to gather a great deal of information about all the options,  compute applicable 

weights,  and then calculate values across a huge number of criteria.  All these processes 

can cost time,  energy,  and money.  If there are many unknown weights and preferences,  

the fully rational model may not be any more accurate than a best guess.  Sometimes 

a fast-and-frugal process of solving problems might be your best option.  Returning to 

your college or university choice,  would it be best to fly around the country to visit 

dozens of potential campuses and pay application fees for all?  It might be smarter to 

satisfice by finding a few colleges or universities that match most of your preferences 

and then focus your attention on differentiating among those.   

  I ntuition  

 Perhaps the least rational way of making decisions is   intui-

tive decision making   ,  an unconscious process created 

from distilled experience.  13   Intuitive decision making occurs 

outside conscious thought;  relies on holistic associations,  or 

links between disparate pieces of information;  is fast;  and is 

affectively charged,  meaning that it engages the emotions.  14        

 While intuition is not rational,  its not necessarily wrong.  

Nor does  it always  contradict rational  analysis;  rather,  

the two can complement each other.  Intuition can be a 

powerful force in decision making.  Nor is it superstition,  or the product of some magical 

or paranormal sixth sense.  Intuition is complex and based on years of experience and 

learning.   OB in the Street  shows how intuition applies to grand master chess players.    

  satisficing      To provide a solution  

that is both  satisfactory and sufficient.    

  intuitive decision  making      An  

unconscious process created out of a 

persons many experiences.    

 Is  i t okay to use 

intuition  when  

making  

decisions? 

 In tu ition  Comes to the Chess Board  

  Can intuition really help you win a chess game?   Apparently so.  15   Novice chess players 

and grand masters were shown an actual,  but unfamiliar,  chess game with about 25  pieces 

on the board.  After 5  or 10 seconds,  the pieces were removed,  and each subject was asked 

to reconstruct the pieces by position.  On average,  the grand master could put 23  or 24 

pieces in their correct squares,  while the novice was able to replace only 6.  Then the exer-

cise was changed.  This time,  the pieces were placed randomly on the board.  Again,  the 

novice got only about 6 correct,  but so did the grand master!  The second exercise demon-

strated that the grand master did not have a better memory than the novice.  What the 

grand master  did  have was the ability,  based on the experience of having played thousands 

of chess games,  to recognize patterns and clusters of pieces that occur on chessboards in 

the course of games.  Studies also show that chess professionals can play 50 or more games 

simultaneously,  making decisions in seconds,  and exhibit only a moderately lower level 

of skill than when playing one game under tournament conditions,  where decisions take 

half an hour or longer.  The experts experience allows him or her to recognize the pattern 

in a situation and draw on previously learned information associated with that pattern 

to arrive at a decision quickly.  The result is that the intuitive decision maker can decide 

rapidly based on what appears to be very limited information.   

   OB I N  TH E  S TREET 
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41 8 Part 4  Sha ri ng  the  Organ i za tiona l  Vi s i on

  As the example of the chess players shows,  those who use intuition effectively often 

rely on their experiences to help guide and assess their intuitions.  That may be why 

senior managers are more likely to turn to intuition when they are lacking full informa-

tion,  as  Focus on Research   shows.     

 Putting  Intu ition  to Work in  the 
Workplace 

How do sen ior managers  use  intu ition  in  their decision  

making?  A  study of 57  Austra l i an  sen ior execu ti ves  who 

make marketing  sponsorsh ip decisions found  that a lmost a l l  of 

them  used  intu ition  to help  gu ide their decisions at least some 

of the time.  1 6   Organizations that placed  a  h igh  value on  trust when  selecting  sponsorsh ip  

opportunities were more l ikely to have managers who based  thei r decisions on  intu ition .  

Not su rpri s i ng l y,  managers  a t  organ izations  wi th  h igh l y forma l i zed  deci si on -making  

processes reported  less use of intu ition ,  a l though  even  they reported  using  i t moderately 

frequently.  Managers were more l ikely to rely on  thei r i ntu i tion  when  the factors under 

consideration  were vague or complex,  or the benefits of sponsorship were largely nonmon-

etary and  intangible.  Uncertainty in  the environment,  i t seems,  increased  their rel iance on  

 gut feel .   Whi le  intu i tion  can  help  us make better decisions i f we have the appropriate 

tacit knowledge,  i ts worthwhi le  to double-check to ensure that perceptual  errors are not 

biasing  our thought processes.   

   FOCUS ON  RESEARCH 

 Does intuition contribute to effective decision making? Researchers are divided,  but 

most experts are skeptical,  in part because intuition is hard to measure and analyze.  A 

recent study that examined peoples ability to use their gut  to make decisions found 

that not everyones gut is reliable.  For some,  the physiological feeling that one associ-

ates with intuition works,  but for others it does not.  17  Probably the best advice from 

one expert is  this:  Intuition can be very useful as a way of setting up a hypothesis 

but is unacceptable as proof.  18   Use hunches based on experience to speculate,  yes,  

but always make sure to test those hunches with objective data and rational analysis.  

Intuition is also part of spirituality,  a burgeoning area of interest to OB scholars,  as  OB 

on the EdgeSpirituality in the Workplace   on pages  448  453   demonstrates.   

  Judgment Shortcuts    

 Decision makers engage in bounded rationality,  but they 

also allow systematic biases and errors to creep into their 

j udgments.  1 9   To  minimize effort and avoid trade-offs,  

people tend to rely too heavily on experience,  impulses,  gut 

feelings,  and convenient rules of thumb.  Shortcuts can be 

helpful.  However,  they can lead to distortions of rationality,  

as  OB in the Street  shows.      

2  Describe common  deci-

sion  biases and  errors.   Why is i t that we 

sometimes make 

bad decisions? 

 Penalty Kick Decisions 

Should  you  stand  sti l l  or leap into action?  This is the classic question facing a goalie 

in a faceoff against a midfielder for a penalty kick.  20  Ofer H.  Azar,  a lecturer in the 

School of Management at Ben-Gurion University in Israel,  finds that goalies often make 

the wrong decision.  

   OB I N  TH E  STREET 
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   In what follows,  we discuss some of the most common judgment shortcuts to alert 

you to mistakes that are often made when making decisions.  

  Overconfidence Bias 

 Recent research continues to conclude that we tend to be overconfident about our abili-

ties and about the abilities of others;  also,  that we are usually not aware of this bias.  21   

Its been said that no problem in judgment and decision making is more prevalent 

and more potentially catastrophic than overconfidence.  22  

 When we are given factual questions and asked to judge the probability that our 

answers are correct,  we tend to be overly optimistic.  This is known as   overconfidence 

bias   .  In a study of confidence intervals (educated guesses about some characteristic 

of a population) ,  when people said they were 90 percent confident that their answers 

were correct,  their answers were correct only about 50 percent of the timeand experts 

were no more accurate in their estimation of confidence intervals than were novices.  23     

  Individuals whose intellectual and interpersonal abilities are  weakest  are most likely 

to overestimate their performance and ability.  24  Also,  a negative relationship exists 

between entrepreneurs optimism and performance of their new ventures:  the more 

optimistic,  the less successful.  25   The tendency to be too confident about their ideas 

might keep some from planning how to avoid problems that arise.  Overconfidence is 

most likely to surface when organizational members are considering issues or problems 

that are outside their area of expertise.  26    

  Anchoring Bias 

 The   anchoring bias    is a tendency to fixate on initial information and fail to adequately 

adjust for subsequent information.  27  It occurs because the mind appears to give a 

disproportionate amount of emphasis to the first information it receives.  28  Anchors 

are widely used by people in professions where persuasion skills are importantsuch 

as advertising,  management,  politics,  real estate,  and law.  For instance,  in a mock jury 

trial,  the plaintiffs attorney asked one set of jurors to make an award in the range of 

$15  million to $50 million.  The plaintiffs attorney asked another set of jurors for an 

award in the range of $50 million to $150 million.  Consistent with the anchoring bias,  

the median awards were $15  million and $50 million,  respectively.  29      

 Consider the role of anchoring in negotiations.  Any time a negotiation takes place,  so 

does anchoring.  As soon as someone states a number,  your ability to ignore that number 

 Why?  The goalie tries to anticipate where the ball  will  go after the kick.  There is 

only a split second to do anything after the kick,  so anticipating and acting seem like 

a good decision.  

 Azar became interested in studying goalie behaviour after realizing that the incen-

tives are huge for the goalie to get it right.  Goalkeepers face penalty kicks regularly,  

so they are not only high-motivated decision makers,  but also very experienced ones,  

he explains.  That said,  80 percent of penalty kicks score,  so goalies are in a difficult 

situation at that instant when the kick goes off.  

 Azars study found that goalies rarely stayed in the centre of the net as the ball was 

fired (just 6.3  percent of the time).  But staying in the centre is actually the best strategy.  

Goalies  halted penalty kicks  when staying in the centre 33 .3  percent of the time.  

They were successful only 1 4.2  percent of the time when they moved left and only 

12.6  percent of the time when they moved right.  

 Azar argues that the results show that there is a bias for action, explaining that 

goalies think they will feel worse if they do  nothing  and miss,  than if they do  something  

and miss.  This bias then clouds their judgment,  encouraging them to move to one side 

or the other,  rather than just staying in the centre,  where the odds are actually more in 

their favour.   

  overconfidence bias      Error in  

judgment that arises from being  

far too optimistic about ones own 

performance.    

  anchoring bias      A tendency to fix-

ate on  initial  information,  from which  

one then  fai ls to adequately adjust for 

subsequent information.    
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has been compromised.  For instance,  when a prospective employer asks how much you 

were making in your prior job,  your answer typically anchors the employers offer.  You 

may want to keep this in mind when you negotiate your salary,  but remember to set the 

anchor only as high as you realistically can.  The more precise your anchor,  the smaller 

the adjustment.  Some research suggests that people think of making an adjustment 

after an anchor is set as rounding off a number.  If you suggest a salary of $55  000,  your 

boss will consider $50 000 to $60 000 a reasonable range for negotiation,  but if you 

mention $55  650,  your boss is more likely to consider $55  000 to $56 000 the range 

of likely values for negotiation.  30   

  Confirmation  Bias 

 The rational decision-making process assumes that we objectively gather informa-

tion.  But we dont.  We  selectively  gather it.  The   confirmation bias    represents a case 

of selective perception.  We seek out information that reaffirms our past choices,  and 

we discount information that contradicts them.  31   We also tend to accept at face value 

information that confirms our preconceived views,  while we are skeptical of informa-

tion that challenges these views.  Therefore,  the information we gather is typically biased 

toward supporting views we already hold.  This confirmation bias influences where we 

go to collect evidence because we tend to seek out sources most likely to tell us what we 

want to hear.  It also leads us to give too much weight to supporting information and too 

little to contradictory information.  32  We are most prone to confirmation bias when we 

believe we have good information and strongly hold our opinions.  Fortunately,  those 

who feel there is a strong need to be accurate in making a decision are less prone to 

confirmation bias.      

  Avai labi l i ty Bias 

 The   availability bias    is the tendency for people to base their judgments on informa-

tion that is readily available.  33   Recent research indicates that a combination of readily 

available information and our previous direct experience with similar information is 

particularly impactful to our decision making.  Events that evoke emotions,  that are 

particularly vivid,  or that have occurred more recently tend to be more available in 

our memory.  As a result,  we tend to overestimate unlikely events,  such as being in an 

airplane crash,  suffering complications from medical  treatment,  or getting fired.  34  

The availability bias can also explain why managers,  when doing annual performance 

appraisals,  tend to give more weight to the recent behaviour of an employee than to 

that of six or nine months ago.      

  Escalation  of Commitment 

 Some decision makers escalate commitment to a failing course of action.  35     Escalation 

of commitment   refers to staying with a decision even when there is clear evidence that 

its wrong.  For example,  a friend has been dating a man for about four years.  Although 

she admits that things are not going well,  she is determined to marry him anyway.  Her 

justification:  I  have a lot invested in the relationship!      

 When is escalation of commitment most likely to occur? A 2012 study indicates that 

it tends to occur when individuals view themselves as responsible for the outcome.  

The fear of personal failure even biases the way we search for and evaluate informa-

tion so that we choose only information that supports our dedication.  We might,  for 

example,  weight opinions in favour of reinvestment as more credible than opinions 

for divestment.  36  

 A 2012 meta-analysis revealed some interesting findings about what causes us to 

escalate our commitment after initial failure.  First,  it does not appear to matter whether 

we chose the failing course of action or it was assigned to uswe feel responsible and 

escalate commitment in either case.  Second,  the sharing of decision authoritysuch as 

when others review the choice we madecan lead to higher escalation of commitment 

  escalation  of commitment      An  

increased commitment to a previous 

decision  despite negative information.    

  confirmation  bias      The tendency 

to seek out information that reaffirms 

past choices and to discount informa-

tion  that contradicts past judgments.    

  availability bias      The tendency for 

people to base their judgments on  

information  that is readi ly avai lable to 

them rather than  complete data.    
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because the original decision is more public (thus,  individuals feel a stronger need to 

justify the original decision by continuing) .  Finally,  awareness of sunk costs associated 

with the decision reduces escalation of commitment when individuals feel responsible 

(it gives them an escape clause) .  37   

  Randomness Error 

 Most of us like to think we have some control over our world and our destiny.  Our 

tendency to  believe we can predict the outcome of random events is  the   random-

ness error   .     

 Decision making suffers when we try to create meaning in random events,  particu-

larly when we turn imaginary patterns into superstitions.  38   These can be completely 

contrived,  such as I  never make important decisions on Friday the 1 3th.  They can 

also evolve from a certain pattern of behaviour that has been reinforced previously.  

For example,  Mikal Kingsbury,  a world champion in moguls who won a silver medal 

at the Sochi Olympics while representing Canada,  wears the same T-shirt under his 

ski clothing at every competition.  The T-shirt says Its good to be the King.  He wore 

it the first time he won a medal in a World Cup event,  and then started wearing it 

to every major competition.  Even if I  do badly,  its still got some magic,  he said.  39   

Superstitious behaviour can be debilitating when it affects daily judgments or biases 

major decisions.   

  Risk Aversion  

 Mathematically,  we should find a 5050 flip of the coin for $100 to be worth as much 

as a sure promise of $50.  After all,  the expected value of the gamble over a number of 

trials is $50.  However,  nearly everyone but committed gamblers would rather have the 

sure thing than a risky prospect.  40  For many people,  a 5050 flip of a coin even for 

$200 might not be worth as much as a sure promise of $50,  even though the gamble is 

mathematically worth twice as much!  This tendency to prefer a sure thing over a risky 

outcome is   risk aversion   .     

 Risk aversion has important implications.  To offset the risks inherent in a commission-

based wage,  companies pay commissioned employees considerably more than they 

do those on straight salaries.  Risk-averse employees will stick with the established way 

of doing their jobs rather than take a chance on innovative methods.  Sticking with 

a strategy that has worked in the past minimizes risk,  but it will  lead to stagnation.  

Ambitious people with power that can be taken away (most managers)  appear to be 

especially risk averse,  perhaps because they dont want to gamble everything they have 

worked so hard to achieve.  41   CEOs at risk of dismissal are also exceptionally risk averse,  

even when a riskier investment strategy is in their firms best interests.  42  

 Risk preference is sometimes reversed:  People prefer to take chances when trying to 

prevent a negative outcome.  43   They would rather take a 5050 gamble on losing $100 

than accept the certain loss of $50.  Thus they will  risk losing a lot of money at trial 

rather than settle out of court.  Trying to cover up wrongdoing instead of admitting a 

mistake,  despite the risk of truly catastrophic press coverage or even jail time,  is another 

example.  Stressful situations can make risk preferences stronger.  People will more likely 

engage in risk-seeking behaviour for negative outcomes,  and risk-averse behaviour for 

positive outcomes,  when under stress.  44   

  H indsight Bias 

 The   hindsight bias    is  the tendency to believe falsely,  after the outcome of an event 

is actually known,  that we could have accurately predicted that outcome.  45   When we 

have accurate feedback on the outcome,  we seem to be pretty good at concluding that it 

was obvious.  As Malcolm Gladwell,  author of  Outliers  ,   The Tipping Point ,  and  David and 

Goliath  ,  writes,  What is clear in hindsight is rarely clear before the fact.  Its an obvious 

point,  but one that nonetheless bears repeating.  46    

  randomness error      The tendency 

of individuals to bel ieve that they 

can  predict the outcome of random 

events.    

  risk aversion       The tendency to 

prefer a sure gain of a moderate 

amount over a riskier outcome,  even  

i f the riskier outcome might have a 

higher expected payoff.    

  hindsight bias      The tendency to 

bel ieve falsely,  after an  outcome of 

an  event is actual ly known,  that one 

could  have accurately predicted that 

outcome.    
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  The hindsight bias reduces our ability to learn from the past.  It 

lets us think that we are better predictors than we really are,  and 

can make us falsely confident.  If your actual predictive accuracy 

is only 40 percent,  but you think its 90 percent,  you are likely to 

be less skeptical about your predictive skills.  

OB in ActionReducing Biases and Errors in Decision Making

provides  you with some ideas for improving your decision 

making.    

      Group Decision  Making    
 The beliefcharacterized by juriesthat two heads are better 

than one has  long been accepted as  a basic component of 

North American and many other countries legal systems.  Today,  

many decisions in organizations are made by groups,  teams,  or 

committees.  In this section,  we review group decision making 

and compare it with individual decision making.  

  Groups vs.  the  I ndividual  

 Decision-making groups may be widely used in organizations,  

but are group decisions preferable to those made by an indi-

vidual  alone?  The answer to  this  depends  on a number of 

factors we consider below.  48  See  Exhibit   1 2-2    for a summary of 

our major points.   Point/Counterpoint  on page  441   also considers 

whether people are more creative when they work alone or with 

others.   

  Strengths of Group Decision  Making 

 Groups generate  more complete information and knowledge  .  By combining the resources 

of several individuals,  groups bring more input into the decision process.  They offer 

increased diversity of views  ,  which opens up the opportunity to consider more approaches 

and alternatives.  Finally,  groups lead to   increased acceptance of a solution  .  49   Group 

members who participated in making a decision are likely to support it enthusiastically 

and encourage others to accept it.   

 3  Contrast the strengths 
and  weaknesses of 

group decision  making.  

EXHIBIT 1 2-2   Group vs. Individual  Decision  Making            

 Criteria  of Effectiveness  Groups  Individuals 

 More complete information       

 D iversi ty of views      

 Decision  qual i ty      

 Accuracy      

 C reativi ty      

 Degree of acceptance      

 Speed       

 Efficiency      

 Reducing  B iases and  
Errors in  Decision  
Making  

    Focus on goals .  Clear goals make decision 

making easier and help you eliminate options 

that are inconsistent with your interests.   

    Look for information that disconfirms   

your  beliefs  .  When we deliberately consider 

various ways we could be wrong,  we challenge 

our tendencies to think we are smarter than 

we actually are.   

    Dont create meaning   out of random events.  

Ask yourself if patterns can be meaningfully 

explained or whether they are merely coinci-

dence.  Dont attempt to create meaning out of 

coincidence.   

    Increase  your  options  .  The more alternatives 

you can generate,  and the more diverse those 

alternatives,  the greater your chance of finding 

an outstanding one.  47    

   OB I N  ACTI ON  
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  Weaknesses of Group Decision  Making 

 Group decisions are  time-consuming  because groups typically take more time to reach a 

solution.  There are  conformity pressures  .  The desire by group members to be accepted and 

considered an asset to the group can result in squashing any overt disagreement.  Group 

discussion can be  dominated by one or a few members  .  If they are low- and medium-ability 

members,  the groups overall effectiveness will  suffer.  Finally,  group decisions suffer 

from  ambiguous responsibility .  In an individual decision,  its clear who is accountable 

for the final outcome.  In a group decision,  the responsibility of any single member is 

watered down.   

  Effectiveness and  Efficiency 

 Whether groups are more effective than individuals depends on how you define effec-

tiveness.  Group decisions are generally more  accurate   than the decisions of the average 

individual in a group,  but they are less accurate than the judgments of the most accurate 

group member.  50  If decision effectiveness is defined in terms of  speed  ,  individuals are 

superior.  If  creativity  is important,  groups tend to be more effective than individuals.  

And if effectiveness means the degree of  acceptance   the final solution achieves,  the nod 

again goes to the group.  51      
 But we cannot consider effectiveness without also assessing efficiency.  With few 

exceptions,  group decision making consumes more work hours than an individual 

tackling the same problem alone.  The exceptions tend to be the instances in which,  to 

achieve comparable quantities of diverse input,  the single decision maker must spend 

a great deal of time reviewing files and talking to other people.  In deciding whether 

to use groups,  then,  consideration should be given to assessing whether increases in 

effectiveness are more than enough to offset the reductions in efficiency.  The  Experiential 

Exercise   on page  442  gives you an opportunity to assess the effectiveness and efficiency 

of group decision making vs.  individual decision making.    

  Groupthink and  Groupshift 

 Two by-products of group decision making have the potential to affect the groups 

ability to appraise alternatives objectively and arrive at quality solutions:  groupthink 

and groupshift.  

  Groupthink 

 Have you ever felt like speaking up in a meeting,  classroom,  or informal group,  but 

decided against it?  One reason may have been shyness.  On the other hand,  you may 

have been a victim of   groupthink  .  Groupthink relates to norms.  It describes situations 

in which group pressures for conformity deter the group from critically appraising 

unusual,  minority,  or unpopular views.  Groupthink is  a disease that attacks many 

groups and can dramatically hinder their performance.  The individuals mental effi-

ciency,  reality testing,  and moral judgment deteriorate as a result of group pressures.  52    

  We have all seen the symptoms of the groupthink phenomenon:  53   

        Illusion of invulnerability.   Group members become overconfident among them-

selves,  allowing them to take extraordinary risks.   

       Assumption of morality.   Group members believe highly in the moral rightness 

of the groups objectives and do not feel the need to debate the ethics of their 

actions.   

       Rationalized resistance.   Group members rationalize any resistance to the 

assumptions they have made.  No matter how strongly the evidence may 

contradict their basic assumptions,  members behave so as to reinforce those 

assumptions continually.   

  groupthink      A phenomenon in  

which  group pressures for confor-

mity prevent the group from cri tical ly 

appraising  unusual,  minority,  or 

unpopular views.    

     Watch  on  MyManagementLab

Decision  Making  (TWZ Role Play)  
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       Peer pressure.   Group members apply direct pressure on those who momen-

tarily express doubts about any of the groups shared views or who question 

the validity of arguments supporting the alternative favoured by the majority.   

       Minimized doubts.   Those group members who have doubts or hold differing 

points of view seek to avoid deviating from what appears to be group 

consensus by keeping silent about misgivings and even minimizing to them-

selves the importance of their doubts.   

       Illusion of unanimity.   If someone does not speak,  its assumed that he or she is 

in full agreement.  In other words,  abstention becomes viewed as a yes vote.    

 Groupthink can also take place among strategic decision-makers,  as  OB in the Street  

shows.    

  Groupthink appears to be closely aligned with the conclusions psychologist Solomon 

Asch drew in his experiments with a lone dissenter ,  which we described in  Chapter   6     .  

Individuals who hold a position that is different from that of the dominant majority 

are under pressure to suppress,  withhold,  or modify their true feelings and beliefs.  As 

members of a group,  we find it more pleasant to be in agreementto be a positive part 

of the groupthan to be a disruptive force,  even if disruption is necessary to improve 

the effectiveness of the groups decisions.  Groups that are more focused on performance 

than on learning are especially likely to fall victim to groupthink and to suppress the 

opinions of those who do not agree with the majority.  55   

 G roupth ink at Target Canada  

  Why did  a  large, experienced  retailer make so many basic errors when  launching  its 

Canadian  outlets?  In 2013,  US-based Target brought its mass-merchandise stores to 

Canada,  building over 100 stores in under a year.  54  Things did not go well over 2013 and 

2014.  The stores drastically underperformed,  with customers complaining about poor 

selection,  high prices,  and empty store shelves.  The retailer admits to poor planning,  

failing to research the prices charged by its Canadian competitors,  and not making sure 

its supply chains would work properly.  

 Even with these difficulties,  Target Chief Financial Officer John Mulligan said the 

retailer was in Canada for the long haul.  Mulligan admitted that we bit off way too 

much,  too early.  In retrospect we shouldve probably opened five to  10  stores [ in 

2013]refined the operations,  refined the supply chain,  the technology,  got our store 

teams trained.  But again,  thats all hindsight,  we are where we are right now and were 

focused on moving forward to fix this for our guests.  Despite this statement,  in 2015  

the US parent companys CEO,  Brian Cornell,  announced that Target was pulling out 

of Canada and closing all 1 33  stores across the country.  

 Why did Targets Canadian management team choose to continue to open even more 

new stores in 2014 after its first stores opened with a strategy that was proving highly 

problematic?  Groupthink is part of the answer.  As one former employee stated:  [Key 

team members from the United States]  were not guides or resources,  as much as they 

were obstacles to progress.  If it didnt come from/work in the U.S.  then it was not a 

discussion point.  The same employee added:  To .  .  .  assume that the same playbook 

used in the U.S.  would work in Canada was incredible.  The inability of the [key team 

members from the United States]  to think and work beyond this led to us attempting 

to Xerox the U.S.  store culture (for Team Members and Guests)  instead of develop one 

that is tailored to Canadian tastes and attitudes.   

   OB I N  TH E  STREET 
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 Do all groups suffer from groupthink? No.  It seems to occur most often where there is 

a clear group identity,  where members hold a positive image of their group,  which they 

want to protect,  and where the group perceives a collective threat to this positive image.  56  

So groupthink is less a dissenter-suppression mechanism than a means for a group to 

protect its positive image.  One study showed that those influenced by groupthink were 

more confident about their course of action early on.  57  Groups that believe too strongly in 

the correctness of their course of action are more likely to suppress dissent and encourage 

conformity than are groups that are more skeptical about their course of action.  

 What can managers do to minimize groupthink? 58   

        Monitor group size.   People grow more intimidated and hesitant as group size 

increases,  and,  although there is no magic number that will eliminate group-

think,  individuals are likely to feel less personal responsibility when groups 

get larger than about 10.   

       Encourage group leaders to play an impartial role.   Leaders should actively seek 

input from all members and avoid expressing their own opinions,  especially 

in the early stages of deliberation.   

       Appoint one group member to play the role of devils advocate.   This members role 

is to overtly challenge the majority position and offer divergent perspectives.   

       Stimulate active discussion of diverse alternatives to encourage dissenting views and 

more objective evaluations.   Group members might delay discussion of possible 

gains so they can first talk about the dangers or risks inherent in a decision.  

Requiring members to first focus on the negatives of an alternative makes the 

group less likely to stifle dissenting views and more likely to gain an objective 

evaluation.    

 While considerable anecdotal evidence indicates the negative implications of group-

think in organizational settings,  not much actual empirical work has been conducted in 

organizations in this area.  59   In fact,  researchers on groupthink have been criticized for 

         Young  adults rioting  in  the streets of Vancouver after the Canucks  loss to the Boston  Bru ins in  Game 7  of 

the 201 1  NHL playoffs may have been  affected  by groupth ink as they got carried  away,  smash ing  windows,  

looting,  and  setting  fi res.  I t i s  un l ikely that everyone who participated  in  the riots had  carefu l ly planned  out 

their activities in  advance of the riots starting.
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suggesting that its effect is uniformly negative 60  and for overestimating the link between 

the decision-making process and its outcome.  61   A study of groupthink using 30 teams 

from 5  large corporations suggests that elements of groupthink may affect decision 

making differently.  For instance,  the illusion of invulnerability,  assumption of morality,  

and illusion of unanimity were positively associated with team performance.  62  The most 

recent research suggests that we should be aware of groupthink conditions that lead to 

poor decisions,  while realizing that not all groupthink symptoms harm decision making.      

  Groupshift or Group Polarization  

 There are differences between group decisions and the individual decisions of group 

members.  63   What appears to happen often times in groups is that the discussion leads 

members toward a more extreme view of the position they already held.  Conservative 

types become more cautious,  and more aggressive types take on more risk.  The group 

discussion tends to exaggerate the initial position of the group because participants 

have engaged in   groupshift  ,  a phenomenon in which the initial positions of individual 

group members become exaggerated because of the interactions of the group.     

 Group polarization is a special type of groupthink.  A groups polarized decision 

reflects the dominant decision-making norm that develops during discussion.  Whether 

the shift in the groups decision is toward greater caution or more risk depends on the 

dominant prediscussion norm.  

 Several explanations have been offered to account for the shift toward polarization 

in a group.  64  It has been argued,  for instance,  that the discussion makes members more 

comfortable with one another,  and,  thus,  more willing to express extreme versions of 

their original positions.  Another argument is  that the group diffuses responsibility.  

Group decisions free any single member from accountability for the groups  final 

choice,  so greater risks can be taken.  Its also likely that people take on extreme positions 

because they want to demonstrate how different they are from the outgroup.  65   People 

on the fringes of political or social movements take on ever-more extreme positions just 

to prove they are really committed to the cause,  whereas those who are more cautious 

tend to take moderate positions to demonstrate how reasonable they are.  

 How should you use the findings on groupshift?  Recognize that group decisions 

exaggerate the initial position of the individual members,  that the shift has been shown 

more often to be toward greater risk,  and that the direction in which a group will shift is 

a function of the members prediscussion inclinations.   Case IncidentIf Two Heads Are 

Better Than One,  Are Four Even Better?   on page  446  considers the impact of groupshift 

on investment decisions.    

  Group  Decision-Making Techniques    

 Groups can use a variety of techniques to make decisions.  We outline three of them 

below.  

  Interacting Groups 

 The most common form of group decision making takes place in   interacting groups   .  

Members  meet face to  face and rely on both verbal  and nonverbal  interaction to 

communicate with one another.  But as our discussion of groupthink demonstrated,  

interacting groups often censor themselves and pressure individual members toward 

conformity of opinion.   Brainstorming  and the  nominal group technique   can reduce many 

of the problems inherent in the traditional interacting group.      

  Brainstorming 

   Brainstorming    uses an idea-generation process that specifically encourages any and 

all alternatives,  in a criticism-free environment.    

 4  Compare the effective-

ness of interacting,  

brainstorming,  and the 

nominal  group technique.  

  brainstorming      An  idea-generation  

process that specifical ly encour-

ages any and  al l  alternatives,  whi le 

withholding  any cri ticism of those 

alternatives.    

  groupshift      A phenomenon in which  

the initial  positions of individual  group 

members become exaggerated 

 because of the interactions of the group.    

  interacting groups      Typical  groups 

in  which  members interact with  one 

another face to face.    
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  In a typical brainstorming session,  6  to  1 2 people sit around a table.  The group 

leader states the problem in a clear manner so  that all  participants understand it.  

Members then free-wheel  as many alternatives as they can in a given period of time.  

To encourage group members to think the unusual,  no criticism is allowed,  and all 

ideas are recorded for later discussion and analysis.  

 Brainstorming may indeed generate ideasbut not in a very efficient manner.  

Research consistently shows that individuals working alone generate more ideas than 

a group in a brainstorming session.  66   One reason for this is production blocking.  

When people generate ideas in a group,  many people are talking at once,  which blocks 

the thought process and eventually impedes the sharing of ideas.  67  Another reason 

suggested by a 2011  study is fixationgroup members start to fixate early on a limited 

number of solutions rather than continue to  look for others.  68   One recent study 

suggests that goal-setting approaches might make brainstorming more effective.  69   The 

following technique goes further than brainstorming by offering methods that help 

groups arrive at a preferred solution.  70   

  Nominal  Group Technique 

 The   nominal group technique    restricts  discussion or interpersonal communica-

tion during the decision-making process,  hence the term  nominal   (which means in 

name only) .  Group members are all physically present,  as in a traditional committee 

meeting,  but they operate independently.  Specifically,  a problem is presented and then 

the group takes the following steps:     

       Before any discussion takes place,  each member independently writes down 

his or her ideas on the problem.   

      After this silent period,  each member presents one idea to the group.  Group 

members take turns presenting a single idea until all ideas have been 

presented and recorded.  No discussion takes place until all ideas have been 

recorded.   

      The group discusses the ideas for clarity and evaluates them.   

      Each group member silently and independently ranks the ideas.  The idea with 

the highest aggregate ranking determines the final decision.    

 The steps of the nominal group technique are illustrated in  Exhibit   1 2-3    .  The chief 

advantage of the technique is that it permits the group to meet formally but does not 

restrict independent thinking,  as does the interacting group.  Research generally shows 

that nominal groups outperform brainstorming groups.  71    

 Each of these group decision techniques has its own strengths and weaknesses.  The 

choice depends on what criteria you want to emphasize and the cost-benefit trade-off.  

  nominal  group technique      A 

group decision-making  method in  

which  individual  members meet face 

to face to pool  their judgments in  a 

systematic but independent fashion.    

    EXHIBIT 1 2-3   Nominal  Group Technique       

Ind ividual  Activity

Ind ividuals  si lently rank

(or vote on)  each  

solution  presented.

Team  members  receive 

description  of problem.

Ind ividual  Activity

Ind ividuals  si lently 

write  down  

possible  solutions.

Group Activity

Ind ividuals  take turns 

describing  solutions  

to  each  other;  

group then  d iscusses  

and  evaluates  ideas.
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As  Exhibit   1 2-4    indicates,  an interacting group is good for achieving commitment to a 

solution,  brainstorming develops group cohesiveness,  and the nominal group technique 

is an inexpensive means for generating a large number of ideas.      

  Creativity in  Organizational  Decision  Making    
 Although the rational decision-making model will often improve decisions,  a decision 

maker also needs   creativity  ;  that is,  the ability to produce novel and useful ideas.  72  

These ideas are different from what has been done before but are appropriate for the 

problem presented.     

 Why is creativity important to decision making? It allows the decision maker to more 

fully appraise and understand problems,  including seeing problems others cannot see.  

Such thinking is becoming more important.   
 Although all aspects of organizational behaviour have complexities,  that is especially 

true for creativity.  To simplify,   Exhibit   1 2-5     provides a   three-stage model of creativity   

in organizations.  The core of the model is   creative behaviour ,  which has both  causes   

(predictors of creative behaviour)  and  outcomes   (innovation).  In this section,  we discuss 

the three stages of creativity,  starting with the centre,  creative behaviour.        

    EXHIBIT 1 2-4  Evaluating  Group Effectiveness            

    Type of Group 

 Effectiveness Criteria   Interacting   Brainstorming   Nominal   Electronic 

  Number and quality of ideas    Low  Moderate  H igh   H igh  

  Social pressure   H igh   Low  Moderate  Low 

  Money costs   Low  Low  Low  H igh  

  Speed   Moderate  Moderate  Moderate  Moderate 

  Task orientation    Low  H igh   H igh   H igh  

  Potential for interpersonal conflict   H igh   Low  Moderate  Low 

  Commitment to solution    H igh   Not appl icable  Moderate  Moderate 

  Development of group cohesiveness    H igh   H igh   Moderate  Low 

  Source:   Based  on  J .  K.  Murn ighan,  Group Decision  Making:  What Strateg ies Should  You  Use?   Academy of Management Review ,  

February 1 981 ,  p.   61  .   

 5  Define  creativity ,  and  

describe the three-stage 

model  of creativity.  

    EXHIBIT 1 2-5   Three-Stage Model  of Creativity in  Organizations       

Creative outcomes (Innovation)

Novelty Usefulness

Creative behaviour

Problem formulation Information  gathering Idea  generation Idea  evaluation

Causes of creative behaviour

Creative potential Creative environment

  creativity      The abi l i ty to produce 

novel  and useful  ideas.    

  three-stage model  of creativity  

    The proposition  that creativi ty involves 

three stages:  causes (creative 

potential  and creative environment),  

creative behaviour,  and creative 

outcomes (innovation).    

     

P I A

PERSONAL INVENTORY ASSESSMENT

Learn About Yourself 

Creative Style Indicator 
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  Creative  Behaviour 

 Creative behaviour occurs in four steps,  each of which leads to the next:  

        Problem formulation.   Any act of creativity begins with a problem that the 

behaviour is designed to solve.  Thus,    problem formulation    is defined as the 

stage of creative behaviour in which we identify a problem or an opportu-

nity that requires a solution as yet unknown.  For example,  Brendan Brazier 

believed at an early age that a plant-based diet could transform him into 

a professional athlete,  so he set out to prove that by following such a diet.  

Brazier attributes clean eating to his seven-year career as an Ironman triath-

lete and two-time win of the Canadian 50-kilometre Ultra Marathon.  He is 

also the formulator of a line of plant-based nutritional products through his 

company,  Vega,  as well as a bestselling author.  73       

       Information gathering.   Given a problem,  the solution is rarely directly at hand.  

We need time to learn more and to process that learning.  Thus,    informa-

tion gathering   is the stage of creative behaviour when possible solutions to a 

problem incubate in an individuals mind.  Niklas Laninge of Hoas Tool Shop,  

a Stockholm-based company that helps organizations become more innovative,  

argues that creative information gathering means thinking beyond usual routines 

and comfort zones.  For example,  have lunch with someone outside your field to 

discuss the problem. Its so easy,  and youre forced to speak about your business 

and the things that you want to accomplish in new terms.  You cant use buzz-

words because people dont know what you mean, Laninge says.  74      

       Idea generation.   Once we have collected the relevant information,  its time 

to translate knowledge into ideas.  Thus,    idea generation    is the process of 

creative behaviour in which we develop possible solutions to a problem from 

relevant information and knowledge.  Increasingly,  idea generation is collab-

orative.  For example,  when NASA engineers developed the idea for landing 

a spacecraft on Mars,  they did so collaboratively.  Before coming up with the 

Curiosityan SUV-sized rover that lands on Mars from a sky cranethe team 

spent three days scribbling potential ideas on whiteboards.  75       

       Idea evaluation.   Finally,  its time to choose from the ideas we have gener-

ated.  Thus,    idea evaluation    is the process of creative behaviour in which we 

evaluate potential solutions to identify the best one.  Sometimes the method of 

choosing can be innovative.  When Dallas Mavericks owner Mark Cuban was 

unhappy with the basketball teams uniforms,  he asked fans to help design and 

choose the best uniform.  Cuban said,  Whats the best way to come up with 

creative ideas? You ask for them.  So we are going to crowd source the design 

and colors of our uniforms.  76  Generally,  you want those who evaluate ideas to 

be different from those who generate them,  to eliminate the obvious biases.       

  Case IncidentThe Youngest Female Self-Made Billionaire   on page  445   asks you to 

consider how the three-stage model of creativity applies to the success of Spanx owner 

Sara Blakely.   

  Causes of Creative  Behaviour   

  Having defined creative behaviour,  the main stage in the 

three-stage model,  we now look back to  the causes  of 

creativity:  creative potential and creative environment.  

  Creative  Potential  

 Is there such a thing as a creative personality? Indeed.  While 

creative geniuswhether in science (Albert Einstein) ,  art 

  problem formulation       The stage 

of creative behaviour that involves 

identifying  a problem or an  oppor-

tunity that requires a solution  as yet 

unknown.    

  information  gathering      The stage 

of creative behaviour when possible 

solutions to a problem incubate in  an  

individual s mind.    

  idea generation       The process 

of creative behaviour that involves 

developing  possible solutions to a 

problem from relevant information  

and knowledge.    

  idea evaluation       The process 

of creative behaviour involving  the 

evaluation  of potential  solutions to 

problems to identify the best one.    

 Why are some 

people more 

creative than  

others? 
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(Pablo Picasso) ,  or business (Steve Jobs)is scarce,  most people have some of the 

characteristics shared by exceptionally creative people.  The more of these characteristics 

we have,  the higher our creative potential.     
 Intelligence is related to creativity.  Smart people are more creative because they are 

better at solving complex problems.  However,  intelligent individuals may also be more 

creative because they have greater working memory;  that is,  they can recall  more 

information that is related to the task at hand.  77  

 The Big Five personality trait of openness to experience  (see  Chapter   2    )   correlates 

with creativity,  probably because open individuals are less conformist in action and 

more divergent in thinking.  78   Other traits of creative people include proactive person-

ality,  self-confidence,  risk taking,  tolerance for ambiguity,  and perseverance.  79   

  Expertise   is the foundation for all creative work and thus is the single most important 

predictor of creative potential.  Film writer,  producer,  and director Quentin Tarantino 

spent his youth working in a video rental store,  where he built up an encyclopedic 

knowledge of movies.  The potential for creativity is enhanced when individuals have 

abilities,  knowledge,  proficiencies,  and similar expertise to their field of endeavour.  

You would not expect someone with minimal knowledge of programming to be very 

creative as a software engineer.      

  Creative  Environment 

 Most of us have creative potential we can learn to apply,  but as important as creative 

potential is,  by itself it is not enough.  We need to be in an environment where creative 

potential can be realized.  What environmental factors affect whether creative potential 

translates into creative behaviours? 

 First and perhaps most important is   motivation  .  If you are not motivated to  be 

creative,  it is unlikely that you will be.  A 2013  review of 26 studies revealed that intrinsic 

motivation,  or the desire to  work on something because its  interesting,  exciting,  

         Shahrzad  Rafati ,  founder and  CEO of Vancouver-based  BroadbandTV,  made  Fast Company s  201 4 Most 

C reative People in  Business 1 000 l i st.  When  she was sti l l  an  undergraduate computer science major at 

UBC ,  she came up with  the idea  of taking  video uploaded  to si tes l ike  YouTube and  merg ing  i t with  

on l ine  advertising  opportun itiesbringing  together both   pirates  and  corporate content providers.  Her 

companys MultiChannel  Network (MCN) was ranked  the th i rd-largest on  YouTube in  201 4 with  more than  

1 .6  bi l l ion  month ly views.
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PERSONAL INVENTORY ASSESSMENT

Learn About Yourself 

How Creative Are You?  
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 satisfying,  and challenging  (discussed in more detail in  Chapters   4    and    5    )  ,  correlates 

fairly strongly with creative outcomes.  This link is true regardless of whether we are 

talking about student creativity or employee creativity.  80  

 Its also valuable to work in an environment that rewards and recognizes creative 

work.  The organization should foster the free flow of ideas,  including providing fair and 

constructive judgment.  Freedom from excessive rules encourages creativity;  employees 

should have the freedom to decide what work is to be done and how to do it.  A 2012 

study of 385  employees working for several drug companies in China revealed that 

both structural empowerment (in which the structure of the work unit allows sufficient 

employee freedom)  and psychological empowerment (which lets the individual feel 

personally empowered)  were related to employee creativity.  81   

 Good leadership matters to creativity.  A 2012 study of more than 100 teams working 

in a large bank revealed that when the leader behaved in a punitive,  unsupportive 

manner,  the teams were less creative.  82  By contrast,  when leaders are encouraging in 

tone,  run their units in a transparent fashion,  and encourage the development of their 

employees,  the individuals they supervise are more creative.  83   

  As we learned in  Chapter   6    ,  more    work today is being done in teams,  and many 

people believe diversity will  increase team creativity.  Past research,  unfortunately,  

has suggested that diverse teams are not more creative.  More recently,  however,  a 

2012 study of Dutch teams revealed that when team members were explicitly asked 

to understand and consider the point of view of the other team members (an exer-

cise called perspective-taking) ,  diverse teams  were   more creative than those with less 

diversity.  84  A 2012 study of 68  Chinese teams reported that diversity was positively 

related to team creativity only when the teams leader was inspirational and instilled 

members with confidence.  85   Another 2012 study in a multinational pharmaceutical 

company found that teams that comprised members with diverse business functions 

were more creative when they shared knowledge of one anothers areas of expertise.  86  

Collectively,  these studies show that diverse teams  can   be more creative,  but only under 

certain conditions.    

  Creative  Outcomes (Innovation) 

 The final stage in our model of creativity is  the outcome.  Creative behaviour does 

not always produce a creative or innovative outcome.  An employee might generate a 

creative idea and never share it.  Management might reject a creative solution.  Teams 

might squelch creative behaviours by isolating those who propose different ideas.  A 

2012 study showed that most people have a bias against accepting creative ideas because 

ideas create uncertainty.  When people feel uncertain,  their ability to see any idea as 

creative is blocked.  87  

 We can define  creative outcomes   as ideas or solutions judged to be novel and useful 

by relevant stakeholders.  Novelty itself does not generate a creative outcome if it is not 

useful.  Thus,  off-the-wall  solutions are creative only if they help solve the problem.  

The usefulness of the solution might be self-evident (for example,  the iPad),  or it might 

be considered successful by stakeholders before the actual success can be known.  88  

 An organization may harvest many creative ideas from its employees and call itself 

innovative.  However,  as one expert recently stated,  Ideas are useless unless used.  Soft 

skills help translate ideas into results.  A 2012 study found that among employees of a 

large agribusiness company,  creative ideas were most likely to be implemented when 

the individual was motivated to translate the idea into practiceand when he or she 

had strong networking ability.  89   Another important factor is organizational climate;  

a 2013  study of health care teams found that team creativity translated into innova-

tion only when the climate actively supported innovation.  90  These studies highlight 

an important fact:  Creative ideas do not implement themselves;  translating them into 

creative outcomes is a social process that requires use of other concepts  addressed in 
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this book,  including power and politics (  Chapter   8    ) ,  leadership (  Chapter   11    ) ,  and 

motivation (  Chapters   4    and    5    ) .     

  From Concepts to Skills   on pages  446    447  provides suggestions on how you can 

become more effective at solving problems creatively.    

  What About Ethics in  Decision  Making?    
  The three pol ice officers involved  in  B i l l y-J oe Nachuks human  rights compla int were on-duty,  

playing a  formal  role representing civi l  order and  respect for the publ ic.  91   As such,  their actions 

hold  greater eth ica l  impl ica tions,  a  fact noted  by the Man i toba  Human  R ights  Commission  

when  i t released  i ts decision .  The actions of a  single representative can  undermine the publ ics 

perception  of the eth ics of an  enti re organ ization .  For that reason,  the commission  noted  that 

officers shou ld  be held  to  a  h igher standard  of behaviour and  shou ld  be a  posi tive example 

of accommodation  for people wi th  d isabi l i tiesa  standard  that was not ach ieved  by the three 

officers in  thei r in teraction  with  Nachuk.  How does eth ics in fluence decision  making?  

 No contemporary examination of decision making would be complete without the 

discussion of ethics,  because ethical considerations should be an important criterion in 

organizational decision making.    Ethics    is the study of moral values or principles that 

guide our behaviour and inform us whether actions are right or wrong.  Ethical princi-

ples help us do the right thing. In this section,  we present four ways to ethically frame 

decisions and examine the factors that shape an individuals ethical decision-making 

behaviour.  We also examine ways to encourage more ethical decisions.  To learn more 

about your approach to ethical decision making,  see the  Ethical Dilemma   on page  444 .    

   Four Ethical  Decision  Criteria  

 An individual can use four criteria in making ethical choices.  92  The first is   utilitari-

anism   ,  in which decisions are made solely on the basis of their outcomes,  ideally to 

provide the greatest good for the greatest number.  This view dominates business deci-

sion making.  It is consistent with goals such as efficiency,  productivity,  and high profits.  

By maximizing profits,  for instance,  business executives can argue that they are securing 

the greatest good for the greatest numberas they hand out dismissal notices to 1 5  

percent of employees.     

 A second ethical criterion is to make decisions consistent with fundamental liberties 

and privileges as set forth in documents such as the Canadian Charter of Rights and 

Freedoms.  An emphasis on  rights   in decision making means respecting and protecting 

the basic rights of individuals,  such as  the rights to  privacy,  free speech,  and due 

process.  This criterion protects   whistle-blowers    when they report unethical or illegal 

practices by their organizations to the media or to government agencies,  using their 

right to free speech.     

 A third criterion is  to  impose and enforce rules fairly and impartially to  ensure 

 justice   or an equitable distribution of benefits and costs.  Union members typically 

favour this view.  It justifies paying people the same wage for a given job,  regardless of 

performance differences,  and using seniority as the primary determination in making 

layoff decisions.  A focus on justice protects the interests of the underrepresented and 

less powerful,  but it can encourage a sense of entitlement that reduces risk-taking,  

innovation,  and productivity.  

 A fourth ethical criterion is  care  .  The ethics of care can be stated as follows:  The 

morally correct action is  the one that expresses care in protecting the special  rela-

tionships that individuals have with each other.  93   The care criterion suggests that 

we should be aware of the needs,  desires,  and well-being of those to whom we are 

closely connected.  This perspective does remind us of the difficulty of being impartial 

in all  decisions.     

  ethics      The study of moral  values or 

principles that guide our behaviour 

and inform us whether actions are 

right or wrong.    

  utilitarianism      A decision  focused 

on  outcomes or consequences that 

emphasizes the greatest good for the 

greatest number.    

  whistle-blowers      Individuals who 

report unethical  practices by their 

employer to outsiders.    

 6  Describe the four cri teria 
used  in  making  ethical  

decisions.  
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 A focus on utilitarianism promotes efficiency and productivity,  but it can sideline the 

rights of some individuals,  particularly those with minority representation.  The use of 

rights protects individuals from injury and is consistent with freedom and privacy,  but 

it can create a legalistic environment that hinders productivity and efficiency.  A focus 

on justice protects the interests of the underrepresented and less powerful,  but it can 

encourage a sense of entitlement that reduces risk taking,  innovation,  and productivity.  

 Decision makers,  particularly in for-profit organizations,  feel comfortable with utili-

tarianism.  The best interests  of the organization and stockholders can justify a lot of 

questionable actions,  such as large layoffs.  But many critics feel this perspective needs to 

change.  Public concern about individual rights and social justice suggests that managers 

should develop ethical standards based on nonutilitarian criteria.  This presents a chal-

lenge because satisfying individual rights and social justice creates far more ambiguities 

than utilitarian effects on efficiency and profits.  However,  while raising prices,  selling 

products with questionable effects on consumer health,  closing down inefficient plants,  

laying off large numbers of employees,  and moving production overseas to cut costs can 

be justified in utilitarian terms,  a single ethical criterion may no longer be sufficient to 

judge how good a decision is.  

 People dont always follow ethical standards.  To understand why,  researchers are 

turning increasingly to   behavioural ethics   an area of study that analyzes how people 

behave when confronted with ethical dilemmas.  Their research tells us that while ethical 

standards exist collectively (society and organizations)  and individually (personal 

ethics) ,  individuals dont always follow ethical standards promulgated by their orga-

nizations,  and we sometimes violate our own standards.  Our ethical behaviour varies 

widely from one situation to the next.   Focus on Research   considers why people cheat,  

and what organizations can do to limit cheating.        

  behavioural  ethics      Analyzing  

how people actual ly behave when 

confronted with  ethical  di lemmas.    

         Toronto-based  Hospital i ty Workers Train ing  Centre (HWTC) i s  a  partnersh ip  between  UNITE  HERE  (the 

hospital i ty workers  un ion) and  major hotels in  Toronto.  The purpose of HWTC  i s to tra in  people who face 

employment barriers in  ski l l s  necessary for the hospital i ty industry,  and  then  help  them  find  work.  Genevivea  

Scott,  27,  shown  here,  was one of those tra inees.  Recently,  HWTC  opened  Hawthorne,  a  restaurant in  

downtown  Toronto,  so that entrants and  current workers could  get ski l l s  tra in ing  in  the jobs involved  in  

runn ing  a  restaurant.  Dan iel le  Olsen,  executive d i rector of HWTC,  shows that HWTC  goes beyond  uti l i tar-

ian  cri teria  when  she says that  i t i s  essentia l  for us to balance the tension  between  Hawthornes socia l  

m ission  and  the economic real i ty of runn ing  a  restaurant.  HWTC  clearly supports socia l  justice as wel l .  94 
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      Making Ethical  Decisions 

 How might we increase ethical decision-making in orga-

nizations? First,  sociologist James Q.  Wilson proposed the 

broken windows theory the idea that decayed and disorderly 

urban environments may facilitate criminal  behaviour 

because they signal antisocial norms.  Although controver-

sial,  the theory does fit with behavioural ethics research 

showing that seemingly superficial aspects of the environ-

mentsuch as lighting,  outward displays of wealth and 

status,  and cleanlinesscan affect ethical  behaviour in 

organizations.  96  Managers must first realize that ethical behaviour can be affected by 

signals;  for example,  if signs of status and money are everywhere,  an employee may 

perceive those,  rather than ethical standards,  to be of the highest importance.  Second,  

managers should encourage conversations about moral issues;  they may serve as a 

reminder and increase ethical decision making.  A 2012 study found that simply asking 

business school students to think of an ethical situation had powerful effects when 

they were making ethical choices later.  97  Finally,  we should be aware of our own moral 

blind spotsthe tendency to see ourselves as more moral than we are and others 

as less moral than they are.  Although smart people can be just as susceptible to moral 

blind spots as others,  an environment that encourages open discussions and does not 

penalize people for coming forward is key to overcoming blind spots and increasing 

the ethicality of decision making.  98   

 Behavioural ethics research stresses the importance of culture to ethical decision 

making.  There are few global standards for ethical decision making,  99   as contrasts 

between Asia and the West illustrate.  What is ethical in one culture may be unethical 

 Why People Cheat 

What makes  ind ividual s  decide  to  cheat?   We  a l l  h ave 

chea ted  a t  someth i n g .  95   We  cou l d  a ssume  th a t  d eci d i n g  

to  cheat i s  a  product of cold  hard  ca lcu lus:  I s  the  benefi t of 

ch ea ti n g  worth  th e  cost?  Resea rch  shows,  h owever,  th a t 

cheating  i s  less rational  than  expected.  Several  201 2  research  

projects yield  the fol lowing  insights about how organizations can  stem  cheating  and  other 

uneth ical  behaviour:  

        Cheating happens away from the cash.   One  study found  that people  stea l  more 

when  they are a  couple of steps removed  from  the cash .  For example,  one gal lerys 

g ift shop was hemorrhaging  money,  but the reason  was that volunteers were helping  

themselves to merchand ise,  not the cash  drawer.  Simi larly,  when  researchers put six 

packs of Coke and  six $1  bi l l s in  dorm  fridges,  every Coke was gone with in  72  hours,  

but none of the cash.   

       Cheating is contagious.   A  study of  h i gh  school  studen ts  i n  upper-m idd l e-cl ass 

communities revealed  that among  the 93  percent who admitted  to cheating,  the top 

reason  was the pervasiveness of cheating  by others.  A recent study of accounting  

undergraduates revealed  that cheating  was most l ikely among  students who reported  

having  recently seen  cheating  and  having  friends who cheated.   

       Moods affect cheating.   Research  shows that people cheat more when  they are angry 

or ti red.  Th is  insight reveals  another positive d ividend  of trying  to  reduce negative 

moods at work ,  as we d iscussed  in   Chapter   2     .   

       Incentives matter.   Studies suggest that h igh-stakes outcomes create cheating  as an  

i nevi table  consequence.  Coaches,  C EOs,  and  pol i ti ca l  l eaders shou ld  sti l l  be  held  

accountable,  but i ts helpfu l  to understand  ci rcumstances in  wh ich  expectations may 

seem  attainable on ly by cheating.    

   FOCUS ON  RESEARCH  

 How can  people 

make more 

ethical  decisions? 
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in another.  For example,  because bribery is more common in countries such as China,  

a Canadian working in China might face a dilemma:  Should I  pay a bribe to secure 

business if its an accepted part of that countrys culture?  Although some companies 

such as IBM explicitly address this issue,  many dont.  Without sensitivity to cultural 

differences in defining ethical conduct,  organizations may encourage unethical conduct 

without even knowing it.     

 While the difference between an ethical and unethical decision is not always clear-

cut,  there are some questions you should consider.   Exhibit   1 2-6     illustrates a decision 

    EXHIBIT 1 2-6  I s  a  Decision  Ethical?       

Unethical

Unethical

Unethical

Ethical

N
o

No

No

Ye
s

Ye
s

Ye
s

Does the decision

respect the 

rights of the 

ind ividuals 

affected?

Is the decision  

motivated  by 

sel f-serving  

interests?

Is the decision

fair and  equitable?
Question 1

Question 2

Question 3

         After a  garment factory bu i ld ing  in  Pakistan  col lapsed,  ki l l ing  and  in juring  thousands of people in  Apri l  

201 3 ,  Galen  Weston  (right),  chairman  of Brampton,  Ontario-based  Loblaw Companies,  sa id  Loblaw would  

 be a   force for good  in  Bangladesh.  Loblaw is Toronto-based  Joe Freshs parent corporation,  and  some 

of Joe Freshs clothes were manufactured  in  the col lapsed  factory.  Loblaw signed  an  agreement to monitor 

a l l  factories worldwide for fi re safety and  structural  soundness.  I ts the on ly Canadian  company to have 

done so.  Some labour rights activists have argued  that more Canadian  companies should  take a  more eth i-

cal  approach  to offshore production.  Weston  i s shown  here with  Joe M imran  of Joe Fresh,  speaking  to the 

media  one week after the bu i ld ings col lapse.  1 00 

Ta
ra
 W
a
lt
o
n
/Z
U
M
A
 P
re
ss
/N
e
w
sc
o
m
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tree to guide ethical decision making.  101   This tree is built on three of the ethical deci-

sion criteriautilitarianism,  rights,  and justicepresented above.  The first question 

you need to answer addresses self-interest vs.  organizational goals.   
 The second question concerns the rights of other parties.  If the decision violates the 

rights of someone else (the persons right to privacy,  for instance) ,  then the decision 

is unethical.  

 The final  question that needs  to  be addressed relates  to  whether the decision 

conforms to standards of fairness and equity.  The department head who inflates the 

performance evaluation of a favoured employee and deflates the evaluation of a disfa-

voured employeeand then uses these evaluations to justify giving the former a big 

raise and nothing to the latterhas treated the disfavoured employee unfairly.  

 Unfortunately,  the answers to the questions in  Exhibit   1 2-6    are often argued in ways 

to make unethical decisions seem ethical.  Powerful people,  for example,  can become 

very adept at explaining self-serving behaviours in terms of the organizations best 

interests.  Similarly,  they can persuasively argue that unfair actions are really fair and 

just.  Our point is that immoral people can justify almost any behaviour.  Those who 

are powerful,  articulate,  and persuasive are the most likely to be able to get away with 

unethical actions successfully.  When faced with an ethical dilemma,  try to answer the 

questions in  Exhibit   1 2-6     truthfully.  Organizations that dont foster a strong culture 

of ethics may find themselves facing disaster,  as the story of now-bankrupt Montreal,  

Maine and Atlantic Railway (MMA),  discussed in  OB in the Workplace  ,  shows.    

     Corporate  Social  Responsibil ity    

   Corporate social responsibility   is  an organizations responsibility to consider the 

impact of its decisions on society.  Thus,  organizations may try to better society through 

such things as charitable contributions or providing better wages to employees working 

in offshore factories.  Organizations may engage in these practices because they feel 

pressured by society to do so,  or they may seek ways to improve society because they 

feel it is the right thing to do.     

 Canadians want businesses to give back to society,  according to a recent poll which 

found that Canadians views of corporations are largely affected by whether businesses 

support charitable causes and protect the environment.  103   Oakville,  Ontario-based Tim 

Hortons,  which makes customers aware of its Childrens Foundation,  is well regarded 

by Canadians.  104  

 7  Define  corporate social 

responsibility .  

  corporate social  responsibility  

    An  organizations responsibi l i ty to 

consider the impact of i ts decisions 

on  society.    

 The Eth ics of Fostering  a   Culture of Shortcuts  

  How can  an  org an i za ti on s  cu l tu re  con tri bu te  to  a  d ead l y  d i sa ster?   The 

Transportation Safety Board of Canadas  report about the Lac-Mgantic,  Quebec,  

derailment that killed 47 people and obliterated part of the town indicated that MMAs 

lax attitude toward safety contributed to the disaster.  102  The TSB found MMA was a 

company with a weak safety culture that did not have a functioning safety management 

system to manage risks,  the agency said.  The companys approach to safety represents a 

significant breach of ethics given the threat posed by a lack of appropriate standards in 

the rail industry.  Gaps in training,  employee monitoring,  and maintenance were noted.  

One such gap,  a failure to properly test the air brake system,  contributed directly to the 

tragic events of July 6,  2013.  From all indications,  this culture of shortcuts was well 

established.  Managements decision to let this culture flourish ultimately led MMA to 

disaster,  bankruptcy,  and ruin.   

   OB I N  TH E  WORKPLACE 
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 Not everyone agrees that organizations should engage in corporate social respon-

sibility.  For example,  economist Milton Friedman remarked in  Capitalism and Freedom   

that few trends could so thoroughly undermine the very foundations of our free society 

as the acceptance by corporate officials of a social responsibility other than to make as 

much money for their stockholders as possible.  105   

 Joel Bakan,  professor of law at the University of British Columbia,  author of  The 

Corporation  ,  106  and co-director of the documentary of the same name,  is more critical of 

organizations than Friedman.  Bakan suggests that todays corporations have many of the 

same characteristics as a psychopathic personality (for example,  self-interested,  lacking 

empathy,  manipulative,  and reckless in their disregard of others) .  Bakan notes that even 

though companies have a tendency to act psychopathically,  this is not why they are 

fixated on profits.  Rather,  their only legal responsibility is to maximize organizational 

profits for stockholders.  He proposes changes in laws to encourage corporations to 

behave more socially responsibly.  

 Canadian senior executives have mixed feelings about the extent to which busi-

nesses should get involved in charitable giving,  or forcing industry standards on foreign 

corporations.  A 2011  poll found that 45  percent believe individual shareholders,  not 

the company,  should make personal decisions about giving to charity.  Another 35  

percent,  however,  felt corporations should donate to charities.  One CEO explained,  

Being a good corporate citizen means assisting those less fortunateas long as it is 

done in the context of the entities aims,  objectives and employees desires.  107  A 2011  

poll  conducted by COMPAS found that Canadian business leaders were not about 

imposing Canadian management values on Chinese employers,  however.  We dont 

have the right to tell China how to run its economy, said one CEO.  We have the choice 

to buy,  or not to buy. 108  

 A recent survey found that Canadian and American MBA students are very inter-

ested in the subject of corporate social responsibility.  Over 80 percent of respondents 

believed business professionals should take into account social and environmental 

impacts when making decisions.  Almost two-thirds of these respondents felt that 

corporate social responsibility should be part of core MBA classes,  and 60 percent said 

they would seek socially responsible employment.  109    

  GLOBAL IMPLICATIONS 

 In this section,  we consider global research on the three key areas we discussed 

in this chapter:  decision making,  creativity,  and ethics.  

  Decision  Making 

 The rational decision-making model makes no acknowledgment of cultural differences,  

nor does the bulk of OB research literature on decision making.  A recent review of 

cross-cultural OB research covered 25  areas,  but cultural influence on decision making 

was not among them.  Another recent review identified 15  topics,  but the result was the 

same:  No research on culture and decision making.  110  

 However,  Indonesians,  for instance,  dont necessarily make decisions the same way 

Australians do.  Therefore,  we need to recognize that the cultural background of a deci-

sion maker can have a significant influence on the selection of problems,  the depth of 

analysis,  the importance placed on logic and rationality,  and whether organizational 

decisions should be made autocratically by an individual manager or collectively in 

groups.  111   

 Cultures differ in their time orientation,  the importance of rationality,  their belief 

in the ability of people to solve problems,  and their preference for collective decision 

making.  Differences in time orientation help us understand why managers in Egypt 

make decisions at a much slower and more deliberate pace than their US counterparts.  
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While rationality is valued in North America,  that is not true elsewhere in the world.  

A North American manager might make an important decision intuitively but know 

its important to appear to proceed in a rational fashion because rationality is highly 

valued in the West.  In countries such as Iran,  where rationality is not as paramount as 

other factors,  efforts to appear rational are not necessary.  

 Some cultures emphasize solving problems,  while others focus on accepting situ-

ations as  they are.  Canada falls  in the first category;  Thailand and Indonesia are 

examples of the second.  Because problem-solving managers believe they can and should 

change situations to their benefit,  Canadian managers might identify a problem long 

before their Thai or Indonesian counterparts would choose to recognize it as such.  

Decision making by Japanese managers is much more group-oriented than in Canada.  

The Japanese value conformity and cooperation.  So before Japanese CEOs make an 

important decision,  they collect a large amount of information,  which they use in 

consensus-forming group decisions.  

 In short,  there are probably important cultural differences in decision making,  but 

unfortunately not yet much research to identify them.   

  Creativity 

 A 2013  nation-wide study suggests that countries scoring high on Hofstedes culture 

dimension of individuality  (discussed in  Chapter   3    )   are more creative.  112  Western coun-

tries such as the United States,  Italy,  and Belgium score high on individuality,  and South 

American and Eastern countries such as China,  Colombia,  and Pakistan score low.  Do 

these findings mean that Western cultures are more creative?  Some evidence suggests 

that this is true.  A 2013  study compared the creative projects of German and Chinese 

college students,  some of whom were studying in their homeland,  and some of whom 

were studying abroad.  An independent panel of Chinese and German judges deter-

mined that the German students were most creative and that Asian German students 

were more creative than domestic Chinese students.  These results suggested that the 

German culture was more creative.  113   However,  even if some cultures are more creative 

on average,  strong variations always occur within cultures.  Put another way,  millions 

of Chinese are more creative than their US counterparts.   

  Ethics 

 No global ethical standards exist,  114  as contrasts between Asia and the West illustrate.  115   

Because bribery is commonplace in countries such as China,  a Canadian working in 

China might face a dilemma:  Should I  pay a bribe to secure business if its an accepted 

part of that countrys culture? A manager of a large US company operating in China 

caught an employee stealing.  Following company policy,  she fired him and turned him 

over to the local authorities.  Later,  she was horrified to learn the employee had been 

summarily executed.  116  

 Although ethical standards may seem ambiguous in the West,  criteria defining right 

and wrong are actually much clearer there than in Asia,  where few issues are black and 

white and most are grey.  In Japan,  people doing business together often exchange gifts,  

even expensive ones.  This is  part of Japanese tradition.  When North American and 

European companies started doing business in Japan,  most North American executives 

were not aware of the Japanese tradition of exchanging gifts and wondered whether this 

was a form of bribery.  Most have come to accept this tradition now,  and have even set 

different limits on gift giving in Japan than in other countries.  117  

 Global organizations must establish ethical principles for decision makers in coun-

tries such as India and China and modify them to reflect cultural norms if they want to 

uphold high standards and consistent practices.  Having agreements among countries 

to police bribery may not be enough,  however.  The 34 countries of the Organisation 
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for Economic Co-operation and Development (OECD)  entered into an agreement to 

tackle corporate bribery in 1997.  However,  a 2011  study by Berlin-based Transparency 

International found that 21  of the OECD countries are doing little or nothing  to 

enforce the agreement.  Canada came under strong criticism for being the only G7 

country in the little or no enforcement category. The United States and Germany rated 

highest on number of cases filed.  Transparency International noted that Canada needed 

to enforce more of its laws in this area.  118

     Summary 
 An understanding of the way people make decisions can help us explain and predict 

behaviour,  but few important decisions are simple or unambiguous enough for the 

rational decision-making models assumptions to apply.  We find individuals looking for 

solutions that satisfice rather than optimize,  injecting biases into the decision process,  

and relying on intuition.  Managers should encourage creativity in employees and teams 

to create a route to innovative decision-making.  Individuals are more likely to make 

ethical decisions when the culture in which they work supports ethical decision making.   

 LESSONS LEARNED 

       Individuals often short-cut the 

decision-making process and 

do not consider all options.   

      Intuition leads to better 

results when supplemented 

with evidence and good 

judgment.   

      Exceptional creativity is rare,  

but expertise in a subject 

and a creative environment 

encourage novel and useful 

creative outcomes.    

  SNAPSHOT SUMMARY 

  How Should Decisions Be 

Made? 

   The Rational  Decision-

Making  Process  

  How Do Individuals 

Actually Make Decisions? 

   Bounded  Rational i ty in  

Considering  Al ternatives 

   I n tu ition  

   J udgment Shortcuts   

  Group Decision Making 

   Groups vs.  the  I nd ividual  

   Groupth ink and  Groupshift 

   Group Decision-Making  

Techniques   

  Creativity in  

Organizational  Decision 

Making 

   Creative Behaviour 

   Causes of Creative Behaviour 

   Creative Outcomes 

(Innovation)   

  What About Ethics in  

Decision Making? 

   Four Eth ical  Decision  Criteria  

   Making  Eth ical  Decisions 

  Corporate Social  

Responsibility      

 Study,  practise,  and explore real  business situations with  these helpful  resources:  

       Study Plan:  Check your understanding  of chapter concepts with  self-study quizzes.   

      Online Lesson Presentations:  Study key chapter topics and work through  interactive assessments to 

test your knowledge and master management concepts.   

      Videos:  Learn  more about the management practices and strategies of real  

companies.   

      Simulations:  Practise management decision-making  in  simulated business environments.     

  MyManagementLab 

P I A
PERSONAL  

INVENTORY 

ASSESSMENT
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  for Review 

    1 .    What i s  the rational  model  of 

decision  making?  How i s  i t d i f-

ferent from  bounded  rational i ty 

and  intu i tion?   

   2.    What are some common  decision  

biases or errors people make?   

   3 .    What are the strengths and  

weaknesses of group (versus 

ind ividual )  decision  making?   

   4.    How effective are interacting,  

brainstorming,  and  the nominal  

group techn ique?   

   5.    What i s creativity,  and  what i s  the 

three-stage model  of creativity?   

   6.    What are the four cri teria  used  

in  making  eth ical  decisions,  and  

how do they d i ffer?   

   7.    What i s  corporate socia l  respon-

sibi l i ty?     

  for Managers 

      Ad just your decision-making  

approach  to the national  cu lture 

you  are operating  in  and  to the 

cri teria  your organ ization  values.  

I f you  operate in  a  country that 

does not value rational i ty,  dont 

feel  compel led  to fol low the 

rational  decision-making  model  or 

to try to make your decisions appear 

rational .  Adjust your decision-

making  approach  to ensure com-

patibi l i ty with  the organ izational  

cu lture.   

     Be aware of biases.  Then  try to min-

imize their impact.   OB in Action

Reducing Biases and Errors in  

Decision Making   on  page  422  

offers some suggestions.   

     Combine rationa l  ana lysi s  wi th  

in tu i tion .  These are not confl i ct-

ing  approaches to  decision  mak-

ing .  By using  both ,  you  can  actu-

a l l y improve your decision-making  

effectiveness.   

     Try to enhance your creativi ty.  

Actively look for novel  solutions to 

problems,  attempt to see problems 

in  new ways,  use analogies,  and  

h i re creative ta lent.  Try to remove 

work and  organ izational  barriers 

that m ight impede your creativi ty.     

  for You 

      In  some decision  situations,  consider 

fol lowing the rational  decision-

making  model .  Doing  so wil l  ensure 

that you  review a  wider variety of 

options before committing  to a  par-

ticular decision.   

     Analyze the decision  si tuation  and  

be aware of your biases.  We a l l  

bring  biases to the decisions we 

make.   

     Combine rational  analysis with  

intu ition .  As you  gain  experience,  

you  should  feel  increasingly con-

fident in  imposing  your intu itive 

processes on  top of your rational  

analysis.   

     Use creativi ty-stimulation  tech-

n iques.  You  can  improve your 

overal l  decision-making  effective-

ness by search ing  for innovative 

solutions to problems.  Th is can  be 

as basic as tel l ing  yourself to th ink 

creatively and  to look specifical ly 

for un ique a l ternatives.   

     When  making  decisions,  th ink 

about their eth ical  impl ications.  

A qu ick way to do th is i s  to ask 

yourself:  Would  I  be embarrassed  

i f th is action  were printed  on  the 

front page of the newspaper?        

 at

Work  
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  I  know groups are a l l  the rage.  1 1 9   Businesses are knock-

ing  down  wal ls and  cubicles to create more open,   col-

laborative  environments.   Self-managing  teams  are 

replacing  the trad itional  m iddle manager.  Students in  

un iversi ties are constantly working  on  group projects,  

and  even  young  ch i ldren  are find ing  themselves learn ing  

in  smal l  groups.  

 I  a l so know  why  g roups are a l l  the rage.  Work,  they 

say,  has become too complex for ind ividuals to perform  

a lone.  Groups are better at brainstorming  and  coming  

up with  creative solutions to compl icated  problems.  

Groups a lso produce h igher levels of commitment and  

satisfactionso long  as group members develop feel ings 

of cohesiveness and  trust one another.  

 For every group that comes up with  a  creative solu-

tion,  I  l l  show you  twice as many ind ividuals who would  

come up with  a  better solution  had  they on ly been  left 

a lone.  Consider creative gen iuses l ike Leonardo DaVinci ,  

I saac Newton,  and  Pablo Picasso.  Or,  more recently,  Steve 

Wozniak,  the co-founder of Apple Computer.  Al l  were 

introverts who toi led  by themselves.  According  to Woz-

n iak,   I m  going  to g ive you  some advice that m ight be 

hard  to take.  That advice i s:  Work a lone .  .  .  not on  a  

committee.  Not on  a  team.  

 Enough  anecdotal  evidence.  Research  has a lso shown  

that groups can  ki l l  creativi ty.  One study found  that 

 computer programmers at companies that g ive them  

 privacy and  freedom  from  interruptions outperformed  

their counterparts at companies that forced  more open-

ness and  col laboration.  Or consider Adrian  Furnham,  an  

organ izational  psychologist whose research  led  h im  to 

conclude that  business people must be insane to use 

brainstorming  groups.  People slack off in  groups,  and  

theyre afraid  to communicate any ideas that might make 

them  sound  dumb.  These problems dont exist when  

people work a lone.  So take Picassos advice:  Without 

great sol i tude,  no serious work i s  possible.   

  I  wi l l  grant your point that there are ci rcumstances in  

which  groups can  h inder creative progress,  but i f the 

right conditions are put in  place,  groups are simply much  

better at coming  up with  novel  solutions to problems 

than  are ind ividuals.  Using  strategies such  as the nominal  

group techn ique,  generating  ideas electron ical ly rather 

than  face-to-face,  and  ensuring  that ind ividuals do not 

evaluate others  ideas unti l  a l l  have been  generated  

are just a  few ways you  can  set up groups for creative 

 success.  

 The fact of the matter i s  that problems  are   too com-

plex these days for ind ividuals to effectively perform  

a lone.  Consider the Rovers launched  by NASA to roam  

around  Mars col lecting  data.  An  accompl ishment l ike 

that i s  made possible on ly by a  group,  not a  lone ind i -

vidual .  Steve Wozniaks col laboration  with  Steve Jobs i s  

what real ly made Apple sa i l  as a  company.  

 In  addition,  the most in fluentia l  research  i s  conducted  

by teams of academics,  rather than  ind ividuals.   Indeed,  i f 

you  look at recent Nobel  Prize winners in  areas such  as 

economics,  physics,  and  chemistry,  the majori ty have 

been  won  by academics who col laborated  on  the 

 research.  

 So i f you  want creativi ty,  two heads are in  fact better 

than  one.    

PO I N T COU NTE RPO I N T

  People Are More Creative When  They Work Alone 
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Creative Style  Ind icator:  C reati vi ty takes d i fferen t forms.  U se  th i s  sca le  to  assess  your own  creati ve  style  when  

approach ing  problems at work.  

How Creative Are You?:  Some occupations require h igh  levels of creativity,  whi le others focus more on  fol lowing  ru les.  

Use th is scale to determine how creative you  are.  Th is information  can  help  gu ide career decisions.

  P E R S O N AL  I N VE N TORY  A S S E S S M E N T

P I A
PERSONAL  

INVENTORY 

ASSESSMENT

 Form  smal l  groups to d iscuss the fol lowing  topics,  as assigned  by your instructor:  

   1 .    Apply the rational  decision-making  model  to decid ing  where your group might eat d inner th is even ing.  How 

closely were you  able to fol low the rational  model  in  making  th is decision?   

  2.    The company that makes your favourite snack product has been  accused  of being  weak in  i ts socia l  responsi-

bi l i ty efforts.  What impact wi l l  th is have on  your purchase of any more products from  that company?   

  3.    You  have seen  a  classmate cheat on  an  exam  or an  assignment.  Do you  do someth ing  about th is or ignore i t?     

B R E AKO U T  G ROU P  E X E R C I S E S  

 Wilderness Survival 

 You  are a  member of a  h iking  party.  After reach ing  base camp on  the fi rst day,  you  decide to take a  quick sunset h ike by 

yourself.  After a  few exh i larating  mi les,  you  decide to return  to camp.  On  your way back,  you  real ize that you  are lost.  

You  have shouted  for help,  to no avai l .  I t i s  now dark,  and  getting  cold .  

  Your Task 

 Without communicating  with  anyone else in  your group,  read  the fol lowing  scenarios and  choose the best answer.  Keep 

track of your answers on  a  sheet of paper.  You  have 1 0  m inutes to answer the 1 0  questions.  

   1 .    The fi rst th ing  you  decide to do i s  to bu i ld  a  fi re.  However,  you  have no matches,  so you  use the bow and  dri l l  

method.  What i s  the bow and  dri l l  method?  

   a.    A dry,  soft stick i s  rubbed  between  ones hands against a  board  of supple green  wood.   

  b.    A soft green  stick i s  rubbed  between  ones hands against a  hardwood  board.   

  c.    A stra ight stick of wood  i s  qu ickly rubbed  back and  forth  against a  dead  tree.   

  d .    Two sticks (one being  the bow,  the other the dri l l )  are struck to create a  spark.     

  2.    I t occurs to you  that you  can  a lso use the fi re as a  d istress signal .  How do you  form  the international  d istress 

signal?  

   a.    2  fi res  

  b.    4  fi res in  a  square  

  c.    4 fi res in  a  cross  

  d .    3  fi res in  a  l ine    

  EXPE R I E N T I AL  E X E R C I S E  
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  3.    You  are very th irsty.  You  go to a  nearby stream  and  col lect some water in  the smal l  metal  cup you  have in  

your backpack.  How long  should  you  boi l  the water?  

   a.    1 5  m inutes  

  b.    1  m inute  

  c.    A few seconds  

  d .    I t depends on  the a l ti tude.     

  4.    You  are very hungry,  so you  decide to eat what appear to be ed ible berries.  When  performing  the un iversal  

ed ibi l i ty test,  what should  you  do?  

   a.    Do not eat for 2  hours before the test.   

  b.    I f the plant stings your l ip,  confirm  the sting  by hold ing  i t under your tongue for 1 5  m inutes.   

  c.    I f noth ing  bad  has happened  2  hours after d igestion,  eat half a  cup of the plant and  wait again .   

  d .    Separate the plant into i ts basic components and  eat each  component,  one at a  time.     

  5.    Next,  you  decide to bu i ld  a  shelter for the even ing.  In  selecting  a  si te,  what do you   not  have to consider?  

   a.    I t must contain  materia l  to make the type of shelter you  need.   

  b.    I t must be free of insects,  repti les,  and  poisonous plants.   

  c.    I t must be large enough  and  level  enough  for you  to l ie  down  comfortably.   

  d .    I t must be on  a  h i l l  so you  can  signal  rescuers and  keep an  eye on  your surroundings.     

  6.    In  the shelter that you  bu i l t,  you  notice a  spider.  You  heard  from  a  fel low h iker that black widow spiders 

populate the area.  How do you  identify a  black widow spider?  

   a.    I ts  head  and  abdomen  are black;  i ts thorax i s  red.   

  b.    I t i s  attracted  to l ight.   

  c.    I t runs away from  l ight.   

  d .    I t i s  dark with  a  red  or orange marking  on  the females abdomen.     

  7.    After getting  some sleep,  you  notice that the n ight sky has cleared,  so you  decide to try to find  your way 

back to base camp.  You  bel ieve you  should  travel  north  and  can  use the North  Star for navigation.  How do 

you  locate the North  Star?  

   a.    Hold  your right hand  up as far as you  can  and  look between  your index and  midd le fingers.   

  b.    Find  Si rius and  look 60 degrees above i t and  to the right.   

  c.    Look for the B ig  Dipper and  fol low the l ine created  by i ts cup end.   

  d .    Fol low the l ine of Orions belt.     

  8.    You  come across a  fast-moving  stream.  What i s  the best way to cross i t?  

   a.    Find  a  spot downstream  from  a  sandbar,  where the water wi l l  be ca lmer.   

  b.    Bu i ld  a  bridge.   

  c.    Find  a  rocky area,  because the water wi l l  be shal low and  you  wi l l  have hand- and  footholds.   

  d .    Find  a  level  stretch  where i t breaks into a  few channels.     

  9.    After walking  for about an  hour,  you  feel  several  spiders in  your clothes.  You  dont feel  any pain ,  but you  

know some spider bi tes are pain less.  Which  of these spider bi tes i s  pain less?  

   a.    B lack widow  

  b.    B rown  recluse  

  c.    Wolf spider  

  d .    Harvestman  (daddy longlegs)     

  1 0.    You  decide to eat some insects.  Which  insects should  you  avoid?  

   a.    Adults that sting  or bi te  

  b.    C aterpi l lars and  insects that have a  pungent odour  

  c.    Ha iry or brightly coloured  ones  

  d .    Al l  the above      
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  Group Task 

 Break into groups of 5  or 6  people.  Now imagine that your whole group is  lost.  Write down  your own  answers fi rst,  and  

then  compi le your groups answers by reach ing  consensus approach  to reach  each  decision .  Once the group comes to 

an  agreement,  write the group decisions down  on  the same sheet of paper that you  used  for your ind ividual  answers.  

You  wi l l  have approximately 20 minutes for the group task.   

  Scoring  Your Answers 

 Your instructor wi l l  provide you  with  the correct answers,  which  are based  on  expert judgments in  these si tuations.  Once 

you  have received  the answers,  calcu late (A) your ind ividual  score;  (B)  your groups score;  (C ) the average individual  score 

in  the group;  and  (D) the best ind ividual  score in  the group.  Write these down  and  consult with  your group to ensure 

that these scores are accurate.  

   (A)    Your ind ividual  score __________  

  (B)    Your groups score __________  

  (C )    Average ind ividual  score in  group __________  

  (D)    Best ind ividual  score in  group __________    

  Discussion  Questions 

   1 .    How d id  your group (B)  perform  relative to yourself (A)?   

  2.    How d id  your group (B)  perform  relative to the average ind ividual  score in  the group (C )?   

  3.    How d id  your group (B)  perform  relative to the best ind ividual  score in  the group (D)?   

  4.    Compare your resu lts with  those of other groups.  D id  some groups do a  better job of outperforming  ind ivid-

uals than  others?   

  5.    What do these resu lts tel l  you  about the effectiveness of group decision  making?   

  6.    What can  groups do to make group decision  making  more effective?   

  7.    What ci rcumstances m ight cause a  group to perform  worse than  i ts best ind ividual?      

 Five Ethical Decisions:  What Would You Do? 

  E T H I C A L  D I L EMMA  

 Assume that you  are a  middle manager in  a  company with  

about 1 000 employees.  How would  you  respond  to each  

of the fol lowing  si tuations?  1 20  

   1 .    You  are negotiating  a  contract with  a  poten-

tia l ly very large customer whose representative 

has h inted  that you  could  a lmost certain ly be 

assured  of getting  h is business i f you  gave h im  

and  h is wife an  a l l -expenses-paid  cru ise to 

the Caribbean.  You  know the representatives 

employer would  not approve of such  a   payoff,  

but you  have the d iscretion  to authorize such  an  

expenditure.  What would  you  do?   

  2.    You  have an  autographed  CD by Sam Roberts and  

put i t up for sale on  eBay.  So far,  the h ighest bid  

i s $74.50.  A friend  has offered  you  $1 00 for the 

CD,  commenting  that he could  get $1 50 for i t on  

eBay in  a  year.  You  know this is h ighly un l ikely.  

Should  you  sel l  your friend  the CD for what he 

offered  ($1 00)?  Do you  have an  obl igation  to tel l  

your friend  you  have l isted  your CD on  eBay?   

  3.    Your company pol icy on  reimbursement for 

meals whi le  travel l ing  on  company business i s  

that you  wi l l  be repaid  for your out-of-pocket 

costs,  which  are not to exceed  $80 a  day.  You  

dont need  receipts for these expensesthe 

company wi l l  take your word.  When  travel l ing,  

you  tend  to eat at fast-food  places and  rarely 

spend  in  excess of $20 a  day.  Most of your 

col leagues submit reimbursement requests in  the 

range of $55  to $60 a  day regardless of what 

their actual  expenses are.  How much  would  you  

request for your meal  reimbursements?   
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  4.    You  are the  manager at a  gaming  company,  

and  you  are responsible  for h i ring  a  g roup  to 

outsource the  production  of a  h igh ly antici -

pated  new game.  Because your company i s  a  

g iant i n  the  industry,  numerous compan ies are 

trying  to  get the  bid .  One of them  offers you  

some kickbacks i f you  g ive that fi rm  the bid ,  

but u l timately,  i t  i s  up  to  your bosses to  decide 

on  the  company.  You  don t mention  the  incen-

tive,  but you  push  upper management to  g ive 

the  bid  to  the  company that offered  you  the 

kickback.  I s  withhold ing  the  truth  as bad  as 

l ying?  Why or why not?   

  5.    You  have d iscovered  that one of your closest 

friends at work has stolen  a  large sum  of money 

from  the company.  Would  you  do noth ing?  

Go d i rectly to an  executive to report the inci -

dent before ta lking  about i t with  the offender?  

Confront the ind ividual  before taking  action?  

Make contact with  the ind ividual  with  the goal  

of persuading  that person  to return  the money?     

     C AS E  I N C I D E N T S 

  The Youngest Female Self-Made Billionaire 

 Picture th is.  1 21   The bi l l ionaire owner and  founder stands in  

the conference room trying  on  bras whi le the CEO stands 

behind  her,  adjusting  the straps.  The floor is l i ttered  with  

underwear.  The owner takes off one bra  and  puts on  

another.  Five executives in  the conference room barely bl ink.  

 Welcome to Sara  B lakelys company,  Spanx.  In  just a  

few years,  Spanx has become to sl imming  underwear 

what JELL-O i s to  gelatin  and  Kleenex i s  to facia l  ti ssue:  So 

dominant i s  the brand  that i ts name i s  synonymous with  

the category.  

 At 42 ,  B lakely i s  not the youngest bi l l ionaire in  the 

world .  However,  she is  the youngest female self-made 

bi l l ionaire.  Like many stories of entrepreneuria l  success,  

hers i s  part gri tty determination,  part inspiration,  and  part 

ci rcumstance.  The gri t was easy to see early on .  As a  ch i ld  

growing  up in  C learwater Beach,  Florida,  she lured  friends 

in to doing  her chores by setting  up a  competition .  At 1 6,  

B lakely was so in tent on  success that she l i stened  to self-

help  guru  Wayne Dyers record ings incessantly.  Friends 

refused  to ride in  her car.   No!  Shes going  to make us 

l i sten  to that motivational  crap!   B lakely recal l s they sa id .  

 After twice fa i l ing  to get into law school ,  B lakely start-

ed  her fi rst business in  1 990,  runn ing  a  kids  club at the 

C learwater Beach  H i l ton.  I t worked  unti l  the H i l tons gen-

eral  manager found  out.  Later,  whi le  working  fu l l -time in  

sa les,  B lakely began  learn ing  how to start a  business.  Her 

inspiration  for Spanx came whi le  she was cold-cal l ing  cus-

tomers as a  sales manager for an  office supply company.  

She hated  pantyhose.   I ts Florida,  i ts hot,  I m  carrying  

copy mach ines,  she noted.  

 At the Georgia  Tech  l ibrary,  B lakely researched   every 

pantyhose patent ever fi led.  She wrote her patent appl ica-

tion  by fol lowing  a  textbook she read  in  Barnes & Noble.  

Then  she worked  on  marketing,  manufacturing,  and  fi -

nancing,  treating  each  as i ts own  project.  After numerous 

rejections,  she final ly found  mi l l  owners in  North  Carol ina  

wi l l ing  to finance the manufacturing.  At the end  of the 

day,  the guy ended  up just wanting  to help  me,  B lakely 

sa id .  He d idnt even  bel ieve in  the idea.  

 For a  time,  B lakely rel ied  on  US stores such  as Neiman  

Marcus to set up her table and  on  word-of-mouth  to get 

the news out to the publ ic.  Her big  break came when  

she sent samples to Oprah  Winfreys styl i st.  Harpo Produc-

tions cal led  to say that Winfrey would  name Spanx her 

favourite product of the year and  warned  B lakely to get 

her website ready.  She d id  not have a  website.  

 B i l l ions of dol lars in  sa les later,  B lakely has no plans 

to slow down.  Spanx i s  sold  in  54 countries,  and  B lakely 

wants to double international  sa les in  three years.  She 

says:   The biggest ri sk in  l i fe  i s  not ri sking.  Every ri sk you  

take in  l i fe  i s  in  d i rect proportion  to the reward.  I f I m  

afraid  of someth ing,  i ts the next th ing  I  have to go do.  

Thats just the way I ve been.   

  Questions 

    1 .    Does h indsight bi as  a ffect the  factors  to  wh ich  

you  m ight attribute  B l akelys  success?  Why or 

why not?   

   2.    Use the three-stage model  of creativi ty to analyze 

B lakelys decision  making.  What can  you  learn  from  

her story that might help  you  be more creative in  

the future?      
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  Solving 
Problems 
Creatively 

 You  can  be more effective at 

solving  problems creatively 

i f you  use the fol lowing  1 0  

suggestions:  1 22   

    FROM  CONCEPTS TO SKILLS  

1 .    Think of yourself as creative.   Research  shows that i f  you  th ink you  

cannot be creative,  you  wont be.  Bel ieving  in  your abi l i ty to be creative 

i s  the fi rst step in  becoming  more creative.   

2. Pay attention  to your intuition.   Every ind ividua l  has a  subconscious 

mind  that works wel l .  Sometimes answers wi l l  come to you  when  you  

least expect them.  Listen  to that  inner voice.  In  fact,  most creative 

people wi l l  keep a  notepad  near their bed  and  write down  ideas when  

the thoughts come to them.   

3. Move away from your comfort zone.   Every ind ividual  has a  comfort 

zone in  which  certainty exists.  But creativi ty and  the known  often  do 

not m ix.  To be creative,  you  need  to move away from  the status quo 

and  focus your m ind  on  someth ing  new.   

4. Determine what you want to do.   This includes such  things as taking time 

to understand  a  problem before beginning  to try to resolve i t,  getting  

al l  the facts in  mind,  and  trying  to identify the most important facts.   

5. Think outside the box.   Use analogies whenever possible (for example,  

could  you  approach  your problem  l ike a  fi sh  out of water and  look at 

what the fish  does to cope?  Or can  you  use the th ings you  have to do 

to find  your way when  its foggy to help you  solve your problem?).  Use 

    If Two Heads Are Better Than One,  
Are Four Even Better?  

 M agg ie  Becker,  age  24,  i s  a  marketi ng  manager for a  

smal l  chain  of shops in  Hal i fax.  Recently,  Maggies wealthy 

uncle passed  away and  left her,  h is on ly n iece,  $ 1 00 000.  

Maggie considers her current salary adequate to meet her 

current l i ving  expenses,  so  she  wou ld  l i ke  to  invest the 

money so that when  she buys a  house she wi l l  have a  n ice 

nest egg  on  which  to draw.  

 One of Maggies neighbours,  Brian,  is a  financial  adviser.  

Brian  told  Maggie that the array of investment options i s 

vi rtual ly endless.  She asked  h im  to present her with  two of 

the best options,  and  th is i s  what he offered  her:  

    1 .    A very low-risk AAA bond  fund.  With  th is  option,  

based  on  the information  Brian  provided,  Maggie 

estimates that after five years she stands vi rtual ly 

zero chance of losing  money,  with  an  expected  gain  

of approximately $7000.   

   2.    A moderate-risk mutual  fund.  Based  on  the infor-

mation  Brian  provided  her,  Maggie estimates that 

with  th is option  she stands a  50 percent chance of 

making  $40 000 but a lso a  50 percent chance of 

losing  $20 000.    

 Maggie prides herself on  being  rational  and  objective 

in  her th inking.  However,  she i s  unsure of what to do in  

th is case.  Brian  refuses to help her,  tel l ing  her that she has 

already l imited  herself by asking for only two options.  While  

driving  to  her parents  house for the weekend,  Maggie 

finds herself vaci l lating  between  the two options.  Her older 

brother i s a lso visiting  the folks th is weekend,  so Maggie 

decides to gather her fami ly around  the table after d inner,  

lay out the two options,  and  go with  their decision.  You  

know the old  sayingtwo heads are better than  one,  she 

says to herself,   so four heads should  be even  better.  

  Questions 

    1 .    Has Maggie made a  good  decision  about the way 

she i s  going  to make the decision?   

   2.    Wh ich  investment would  you  choose?  Why?   

   3.    Wh ich  investment do you  th ink most people would  

choose?   

   4.    Based  on  what you  have learned  about groupsh ift,  

which  investment do you  th ink Maggies fami ly wi l l  

choose?        
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  Reinforcing  

Skil ls 

  Practising  

Skil ls 

different problem-solving  strategies,  such  as verbal ,  vi sual ,  mathemat-

ical ,  or theatrical .  Look at your problem  from  a  d i fferent perspective,  

or ask yourself what someone else,  such  as your grandmother,  m ight 

do i f faced  with  the same si tuation.   

6. Look for ways to do things better.   Th is may involve trying  consciously 

to  be orig inal ,  not worrying  about looking  fool ish ,  keeping  an  open  

mind,  being  a lert to odd  or puzzl ing  facts,  th inking  of unconventional  

ways to use objects and  the environment,  d iscard ing  usual  or habitual  

ways of doing  th ings,  and  striving  for objectivi ty by being  as cri tical  of 

your own  ideas as you  would  be of someone elses.   

7. Find several right answers.   Being  creative means continuing  to look for 

other solutions even  when  you  th ink you  have solved  the problem.  A 

better,  more creative solution  just m ight be found.   

   8.     Believe in  finding a  workable solution.   Like bel ieving  in  yourself,  you  

a lso need  to bel ieve in  your ideas.  I f you  dont th ink you  can  find  a  

solution,  you  probably wont.   

9. Brainstorm with others.   C reativi ty i s  not an  i solated  activi ty.  Bouncing  

ideas off of others creates a  synergistic effect.   

1 0.  Turn creative ideas into action.   Coming  up with  creative ideas i s  on ly 

part of the process.  Once the ideas are generated,  they must be imple-

mented.  Keeping  great ideas in  your m ind,  or on  papers that no one 

wi l l  read,  does l i ttle  to expand  your creative abi l i ties.     

 Every time the phone rings,  your stomach  clenches and  your palms start 

to sweat.  And  i ts no wonder!  As sa les manager for Brinkers,  a  mach ine 

tool  parts manufacturer,  you  are besieged  by cal l s  from  customers who are 

upset about late del iveries.  Your boss,  Carter Hererra,  acts as both  produc-

tion  manager and  scheduler.  Every time your sa les representatives negoti -

ate a  sa le,  i ts up  to Carter to  determine whether production  can   actual ly 

meet the del ivery date the customer specifies.  Carter invariably says,   No 

problem.  The good  th ing  about th is  i s  that you  make a  lot of in i tia l  sa les.  

The bad  news i s  that production  hard ly ever meets the sh ipment dates 

that Carter authorizes.  Moreover,  he does not seem  to be a l l  that con-

cerned  about the aftermath  of late del iveries.  He says:  Our customers 

know theyre getting  outstanding  qual i ty at a  great price.  Just let them  try 

to match  that anywhere.  I t can t be done.  So even  i f they have to wait a  

couple  of extra  days or weeks,  theyre sti l l  getting  the best deal  they can.  

Somehow the customers dont see i t that way,  and  they let you  know 

about thei r unhappiness.  Then  i ts up  to you  to try to soothe the relation-

sh ip.  You  know th is problem  has to be taken  care of,  but what  possible  

solutions are there?  After a l l ,  how are you  going  to keep from  making  

your manager angry or making  the customers angry?  Use your knowledge 

of creative problem-solving  to come up  with  solutions.   

1 .   Take 20 minutes to l ist as many words as you can  using  the letters in  the 

word   brainstorm.   (There are at least 95. ) If you  run  out of l istings before 

time is up,  i ts okay to quit early.  But try to be as creative as you  can.   

   2.    List on  a  piece of paper some common  terms that apply to both  water 

and  finance.  How many were you  able to come up with?        
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      One fal l  day, Kira  Leskew, who 

was owner of Etobicoke, 

Ontario-based Amberwood  

Doors, found herself screaming  

into the phone.  1   The customer 

at the other end  of the l ine was 

upset because a  part had not 

been del ivered on  time, but 

Leskew attacked the customer 

rather than  admit fault.  

 She was so  upset when  she 

hung  up the phone that she 

 retreated  to  her car to  try some 

meditation.  Using  breath ing  

to  calm  down, I  went into  feel  

space,  she explains.  Essen-

tia l ly I  paid  attention  to  how I  

fel t,  and  named  my emotions:  

I  fel t hurt,  upset,  let down  and  

embarrassed.  With in  a  few 

minutes,  I  had  a  real ization  

of what was real ly bothering  

me:  I  was breaking  my word  

to  my customer.  After she 

calmed  down, Leskew cal led  

her  customer to  deal  with  the  

issue more graciously.  

 Leskew has since offered  

mindfu l  meditation  sessions 

to  her employees,  and  most 

have taken  the four one-

hour sessions g iven  over two 

months.  She said  the sessions 

paid  off with  a  notable in-

crease in  teamwork,  respect 

and  support.    
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     What Is 
Spirituality? 
 Workplace spirituality is   not   about 

organized religious practices.  Its  not 

about God or theology.  This point was 

made clear in a recent study of 275  

natural  and social  scientists  at elite 

universities.  About 25  percent said 

they have a spirituality that is consis-

tent with science,  although they are not 

formally religious.  2  

  Workplace spirituality  recognizes 
that people have an inner life that nour-

ishes and is nourished by meaningful 

work in the context of community.  3   

Organizations that promote a spiritual 

culture recognize that people seek to 

find meaning and purpose in their work 

and desire to connect with other human 

beings as part of a community.  Many of 

the topics we have discussedranging 

from job design (designing work that 

is meaningful to employees)  to trans-

formational  leadership  ( leadership 

practices  that emphasize a higher-

order purpose and self-transcendent 

goals)  are well matched to the concept 

of organizational  spirituality.  When 

a company emphasizes  its  commit-

ment to paying suppliers in developing 

countries a fair (above-market)  price 

for their goods to facilitate community 

developmentas do Vancouver-based 

Maiwa,  Halifax-based Fibres  of Life,  

Hudson,  Quebec-based Pure Art,  and 

Whitehorse-based Bean North Cafit 

is encouraging a more spiritual culture.  4     

 B lake Ashforth  of Arizona State 

University and Michael  Pratt of the 

University of I l l inois  propose that 

workplace spirituality has three major 

dimensions:  

       Transcendence of self:   a connection to 

something greater than ones self,  

449

and encompassing other people 

and things  

    Holism and harmony:   integration of 

self in such a way that it informs 

ones behaviour  

      Growth:   self-development,  self-

actualization and achieving ones 

hopes and potential   

 When pursued together,  these three 

dimensions lead to connection,  coher-

ence,  and completeness.  5    

  Why Spirituality 
Now? 
  As  we  noted  in  our discussion  of 

emotions in  Chapter   3    ,  there    is contro-

versy over whether feelings should be 

displayed in the workplace.  At the same 

time,  employers  are showing more 

concern about an employees inner life.  

Just as the study of emotions improves 

our understanding of organizational 

behaviour,  an awareness  of spiritu-

ality can help  us  better understand 

employee behaviour in the twenty-

first century.  Similarly,  organizations 

that are concerned with spirituality are 

more likely to  directly address prob-

lems created by conflicts that occur in 

everyday life.  6   

 Of course,  employees have always 

had  an  inner l ife.  So  why has  the 

search for meaning and purposefulness 

in work surfaced now? We summarize 

the reasons in the inset  Reasons for the 

Growing Interest in Spirituality .   

  Spirituality and 
Mindfulness 
 Recently,  mindfulness has become part 

of the discussion on spirituality in the 

workplace.  Ellen J.  Langer,  Harvard 

professor of psychology,  has  been 

studying mindfulness for much of her 

academic career.  She defines mindful-

ness as the process of actively noticing 

new things.  When you do that,  it puts 

you in the present.  It makes you more 

sensitive to context and perspective.  Its 

the essence of engagement.  7  

  workplace spirituality      The recognition  that 

people have an  inner l i fe that nourishes and is 

nourished by meaningful  work that takes place in  

the context of community.    

 Reasons  for  the  Growing Interest  i n  Spi ri tual i ty 

       Spi ri tual i ty acts as a  counterbalance to the pressures and  stress of a  turbulent pace of l i fe.  Contemporary l i festylessingle-parent fami l ies,  geograph ical  mobi l i ty,  the temporary nature of jobs,  new technologies that create d i stance between  peopleunderscore the lack of community many people feel  and  increase the need  for involvement and  connection .   
      Formal ized  rel ig ion  has not worked  for many people,  and  they continue to look for anchors to replace lack of fa i th  and  to fi l l  a  growing  feel ing  of emptiness.   
      Job  demands have made the workplace dominant in  many peoples l ives,  yet they continue to question  the mean ing  of work.         More people desire to integrate personal  l i fe va lues with  their professional  l i fe.   

      An  increasing  number of people are finding  that the pursu it of more materia l  acquisi tions leaves them  unfu lfi l led.    
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 Mindfulness means staying aware in 

the present and not simply accepting 

that this  is  the way we have always 

done things.   Langer explains  how 

to  make this possible:  When youre 

mindful,  rules,  routines,  and goals 

guide you;  they dont govern you.  9   

The inset  Advantages  to  Mindfulness   

p res ents  Langer s  reasons  to  b e 

mindful.   

 What i s  Langers  advice  about 

being mindful?  Life consists only of 

moments,  nothing more than that.  

So if you make the moment matter,  it 

all  matters.  You can be mindful,  you 

can be mindless.  You can win,  you 

can lose.  The worst case is to be mind-

less  and lose.  So  when youre doing 

anything,  be  mindful ,  notice  new 

things,  make it meaningful to you,  and 

youll prosper.  10  

 Meditation is  one of the ways  to 

become more mindful.  Professor Jamie 

Gruman,  at the College of Business 

and Economics  at the University of 

Guelph,  who studies meditation in the 

workplace,  notes that research shows 

people who meditate suffer from less 

stress,  are less rigid in their thinking 

and  are  less  l ikely to  have  overly 

emotional reactions to difficulties.  All 

of these things are qualities of effective 

working and management decision 

making.  11   

 Research also shows that engaging 

in meditation helps people be more 

creative;  1 2  and that just three succes-

sive days of 25  minutes of mindfulness 

meditation  can  effectively reduce 

stress.  1 3   Fifteen minutes  of mindful 

meditation was found to  be helpful 

in stopping individuals from thinking 

about sunk costs when making deci-

sions  (a bias we described in  Chapter 

  1 2   )  ,  making them more able to focus 

on the present and make clearer deci-

sions.  14  

 Mindful meditation is easy to prac-

tice,  doesnt require a rigid schedule,  

and can easily become part of ones 

work routine,  notes Maria Gonzalez,  

president of Toronto-based Argonauta 

S trategic  Al l iances  Consul ting.  1 5   

Her clients  include BMO Financial 

Group,  Ontarios Hydro One and the 

Conference Board of Canada.  She is 

also the author of  Mindful Leadership  .  16   

Business meetings are a good example 

of why mindfulness  is  needed.   In 

many conversations,  neither s ide 

is  fully there for the discussion.  Its 

become a constant that people are 

trying to multitask and holding their 

BlackBerrys under the table at meet-

ings and never focusing on the issue at 

hand, says Gonzalez.  17    

  Characteristics 
of a  Spiritual  
Organization 
 Spiritual organizations are concerned 

with helping people develop and reach 

their full  potential.  This is  analogous 

to Abraham Maslows description of 

self-actualization that  we discussed in 

relation to  motivation in  Chapter   4       .  

S imilarly,  organizations  concerned 

with spirituality are more l ikely to 

directly address problems created by 

worklife conflicts.  18   

 The  Vancouver I s l and  Heal th 

Authority recognizes  that spiritual 

care  can  be  helpful  to  those faced 

with stressful health care decisions.  1 9   

Consequently,  Nanaimo  Regional 

General Hospital offers staff,  patients,  

and patients  families access to  spiri-

tual  health services that match their 

belief perspectives.  

 At  Mon trea l - b as ed  Al imen ts 

Ouimet-Cordon Bleu,  a  processed-

foods company,  CEO J.  Robert Ouimet 

has installed meditation rooms in all 

of his factories.  He took this idea from 

a conversation he had with Mother 

Teresa.  There is  no talking or eating 

allowedonly silence.  The idea is  to 

give the workplace a feeling of serenity 

and a sense of higher purpose,   he 

explains.  Ouimet wants his workplace 

to be a place not only where goods are 

produced but also  where employees 

find their lives enriched.  Ouimets goal 

is to make it possible for his employees 

to discover their essential values,  some 

of which are solidarity and brother-

hood,  peace and serenity,  humility and 

reconciliation between people.  20  To 

 Advantag
es  to  M

indfu lne
ss 

        I ts  easie
r to pay at

tention.   

      You  rem
ember more of what youve

 done.   

      Youre m
ore creativ

e.   

      Youre a
ble  to take

 advantage
 of opport

un ities when  they p
resent 

themselves.   

      You  ave
rt the dang

er not yet 
ari sen .   

      You  l ike
 people be

tter,  and  p
eople l ike 

you  better
,  because y

oure 

less evalua
tive.  

   Youre m
ore charism

atic.  
8     
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do this  he has  developed Integrated 

System of Management Activities 

(ISMA),  which include,  among others,  

a  gesture,  personal  testimonials,  

a  room for s ilence  and reflection,  

annual  personal  bilateral  meetings,  

the community meal,  a monthly spiri-

tual support group. He believes that 

these soulful initiatives increase not 

only human happiness and well-being,  

but company profitability as well.  A 

2011  study backs him up:  Mindfulness 

meditation  has  been  reported  to 

enhance numerous mental  abilities,  

including rapid memory recall,  says a 

co-author of the study.  21   

 London,  Ontario-based 3M Canada 

also provides a quiet room for medita-

tion and reflection,  which was one of 

the factors cited in explaining why it 

was chosen as one of Canadas top 100 

employers for 2014.  22   Calgary-based 

Shel l  Canada provides  a  medita-

tion and reflection centre so  that its 

employees can have a more mindful,  

calming experience at work.  23   

 What differentiates spiritual orga-

nizations  from their nonspiritual 

counterparts?  Although research on 

this question is only preliminary,  our 

review identified four cultural  char-

acteristics  that tend to  be evident in 

spiritual organizations.  24  

  Strong Sense of 
Purpose 
 Spiritual  organizations  build their 

cultures around a meaningful purpose.  

While profits may be important,  they 

are not the primary value of these orga-

nizations.  People want to be inspired 

by a  purpose  that they bel ieve  i s 

important and worthwhile.  

 Charl l o tte  Kwon ,  owner  and 

CEO  o f Vancouver-based  Maiwa 

Handprints,  pays  the artisans  from 

developing countries  who  provide 

textiles  for her retail  stores substan-

tially more than what others pay them.  

She wants to  protect craftspeople,  so 

that they can continue to produce their 

artwork.  She also wanted to make sure 

that their traditional arts will survive.  

I  dont want to lose traditional dyes 

made with specific recipes  that are 

rarely written down.  Without care,  that 

information could be lost forever.  25

She also notes that she does not need 

to  pay the artisans minimum prices 

to  survive:  I  live okay.  I  dont need 

anything more.  26      

  Trust and Respect 
 Spiritual organizations are character-

ized by mutual  trust,  honesty,  and 

openness.  Managers are not afraid to 

admit mistakes.  Steve Reaume,  dealer 

principal  of Windsor-based Reaume 

Chevrolet Buick GMC,  a  company 

founded by his grandfather,  attributes 

the success of the business to the trust 

his family has built in the community.  

The company displays  A Tradition 

of Trust .  .  .  since 1931  banner in its 

showroom and on its website.  Reaume 

explains  the companys  approach:  

Generation after generation weve 

been earning peoples  trust.  Treating 

customers  right,  every time,  is  all  it 

takes.  27  Trust is also a big part of how 

Reaume treats its workforce and fosters 

employee loyalty.   

  Humanistic Work 
Practices 
 The practices  embraced by spiritual 

organizations  include flexible work 

schedules,  group- and organization-

based rewards,  narrowing of pay and 

status  differentials,  guarantees  of 

individual employee rights,  employee 

empowerment,  and  j ob  s ecuri ty.  

Hewlett-Packard,  for instance,  has 

h and l ed  tempo rary  downturn s 

through voluntary attrition and short-

ened workweeks (shared by all) ,  and 

it has  handled longer-term declines 

through early retirements and buyouts.   

   FACTBOX  

       64%  of Canadians consider 

themselves spiri tual .   

      71 %  of Canadians attend  

rel ig ious services at least some-

times.   

      50%  of Canadians report that 

they are rel ig ious.   

      60%  of Canadians th ink 

that publ ic schools should  be 

doctrine-free.  28    

  Toleration  of Employee 
Expression  
 Finally,  spiritual organizations dont 

stifle employee emotions.  They allow 

people to  be themselvesto express 

their moods  and feelings  without 

guilt or fear of reprimand.  Employees 

at Calgary-based WestJet Airlines,  for 

instance,  are encouraged to  express 

their sense of humour on the job,  to 

act spontaneously,  and to make their 

work fun.  

 At Aliments Ouimet-Cordon Bleu,  

employees  are encouraged to  have 

annual  one-on-one meetings  with 

their managers  where  employees 

can express  any and all  frustrations 

without worrying that something 

negative will  happen to them.  When 

Ouimet first introduced this practice,  

employees  were reluctant to  voice 

their concerns.  As  Ouimet notes,  

Over time,  a  sense of trust devel-

oped.  29   Ouimets employees are also 

encouraged to engage in gestures of 

reconciliation,  where they apologize 

to  one another when interpersonal 

conflicts arise.  Ouimet says he sets the 

example by apologizing when he has 

blown a gasket.  
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 The inset  Organizational Models for 

Fostering Spirituality  describes models 

for spiritually based organizations.     

  Achieving 
a  Spiritual  
Organization 
 Many organizations have grown inter-

ested  in  spirituality but have  had 

difficulty putting its  principles  into 

practice.  Several  types  of practices 

can facilitate a spiritual workplace,  31

including those that support work

life balance.  Leaders can demonstrate 

values,  attitudes,  and behaviours that 

trigger intrinsic motivation and a sense 

of calling through work.  Encouraging 

employees to consider how their work 

provides a sense of purpose through 

community building can also  help 

achieve a spiritual workplace.   

  Criticisms of 
Spirituality 
 Critics of organizations that embrace 

spiritual values have focused on three 

issues.  First is the question of scientific 

foundation.  What,  really,  is workplace 

spirituality?  Is  it just a new manage-

ment buzzword? Second,  are spiritual 

organizations legitimate?  Third is the 

question of economics:  Are spirituality 

and profits compatible? 

 F i rs t ,  a s  you  m ight  imagine,  

comparatively little research exists on 

workplace spirituality.  32  We dont know 

whether the concept will have staying 

power.  Do the cultural characteristics 

just identified really separate spiritual 

organizations?  Spirituality has  been 

defined so broadly in some sources that 

practices from job rotation to corpo-

rate retreats at meditation centres have 

been identified as spiritual practices.  

Do employees  of so-called spiritual 

organizations perceive that they work 

in spiritual  organizations?  Although 

research suggests support for workplace 

spirituality,  the questions we have just 

posed need to be answered before the 

concept gains full credibility.  

 Organ iz
ational  

Models  fo
r  Foster

ing  Spi r
i tua l i ty 

        Religion
-based org

anization:   
The organ

izations pr
actices are

 consistent
 with  bibl ical

 teach ings
;  there i s a

n  emphasis 

on  prayer 
as a  primary form  of intrafi r

m  communication;  
employees are

 expected  
to accept c

ore Christian  pri
nciples 

as gu ides t
o decision  

making.   

       Evolutio
nary organ

ization:   Sp
iri tual  open

ness i s  enc
ouraged;  t

he gu id ing
 texts are a

 m ixture of C
hristian  scr

iptures 

and  ph i los
oph ical  works (Kant

,  Neibuhr,  Bu
ber);  there

 i s an  emphasis on  s
erving  the 

customer,  preserv
ing  the en

viron-

ment,  and  re
specting  st

akeholders
.   

       Recover
ing organi

zation:   The
 organizati

on  models i tself
 after the 1

2 -step pro
gram  of Alcohol ics A

nonymous;  spiri -

tual i ty i s  d
iscussed  in

 ways that ar
e acceptab

le to the l a
rgest num

ber of peo
ple.  The 1 2

-step prog
ram  emphasizes 

confession
 (of fa i lure

s),  accepta
nce of Gods wi l l  and  gu id

ance,  and  
rel iance on

 the help  o
f others.  T

h is model  i s  infr
e-

quently fo
und  in  the

 business w
orld.   

       Socially 
responsibl

e organiza
tion:  Socia

l  concerns 
and  values

 are part o
f everyday

 business a
ctivities;  th

e organiza
tion  

emphasizes th
e expressio

n  of the in
dividual s 

whole perso
n  and  sou

l ;  customers,  suppl ie
rs,  and  oth

er stakeho
lders 

are expect
ed  to bond

 more read i ly
 to the fi rm

;  spiri tual i t
y and  sou l

 are expl ici
t core busi

ness princi
ples.   

       Values-b
ased organ

ization:   Th
e organ iza

tion  fi rmly rejects a
l l  notions o

f rel ig ious 
doctrine;  i t

 favours no
nrel ig ious 

and  

nonspiri tua
l  secular va

lues or vi rt
ues (e.g . ,  a

wareness,  co
nsciousnes

s,  d ign ity,  
honesty,  o

penness,  r
espect,  in t

egri ty,  

and,  above
 a l l ,  trust);  

values are 
gu ides for 

pol icy setti
ng  and  de

cision  making  thro
ughout the

 fi rm.  The Golden  Rule
 

i s the prim
e business

 principle.   

       Best-pra
ctice model:   The o

rgan ization
 combines parts

 of a l l  of th
e above m

odels;  i t em
phasizes va

lues-based
 secular 

orientation
;  i t adds an

 open ly ex
pressed  sp

iri tual  d imension;  i t  e
mphasizes th

e importance o
f  a  h ighe

r power,  peri -

od ic moral  audits
,  and  a  bro

adly inclus
ive approa

ch  to stake
holders.   

30     
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 On the second question,  dealing 

with the legitimacy of spiritual orga-

nizations,  an emphasis on spirituality 

can clearly make some employees 

uneasy.  Critics have argued that secular 

institutions,  especially business firms,  

have no business imposing spiritual 

values on employees.  This criticism is 

undoubtedly valid when spirituality is 

defined as bringing religion and God 

into the workplace.  33   However,  the 

criticism seems less stinging when the 

goal is  limited to helping employees 

find meaning and purpose in their 

work lives.  If the concerns listed in the 

inset  Reasons for the Growing Interest in 

Spirituality   on page  449   truly charac-

terize a large segment of the workforce,  

maybe the time is right for more orga-

nizations  to  help  employees  find 

meaning and purpose in their work 

and to use the workplace as a source 

of community.  

 Finally,  whether spirituality and 

profits  are compatible obj ectives  is 

certainly relevant for managers  and 

investors  in business.  The evidence,  

although limited,  indicates that they 

are.  In one study,  organizations that 

provided their employees with oppor-

tunities  for spiritual  development 

outperformed those that did not.  34

Other studies reported that spirituality 

in organizations was positively related 

to  creativity,  employee satisfaction,  

team performance,  and organizational 

commitment.  35   

 The cynic will  say that all  of this 

caring stuff is  in  fact merely good 

public relations.  Even so,  the results 

at both WestJet and Aliments Ouimet-

Cordon Bleu suggest that a  caring 

organization is good for the bottom 

line.  WestJet is strongly committed to 

providing the lowest airfares,  on-time 

service,  and a pleasant experience for 

customers.  WestJet employees  have 

one of the lowest turnover rates in the 

airline industry,  the company consis-

tently has the lowest labour costs per 

miles flown of any major airline,  and it 

has proven itself to be the most consis-

tently profitable airline in Canada.  36

Jacques Gingras,  a production manager 

at Al iments  Ouimet-Cordon Bleu,  

says  Ouimets  practices  really help 

the bottom line.  Obviously,  people 

cant go to the silence rooms whenever 

they want,  because were running an 

assembly line.  But they communicate 

well and respect one another.  It makes 

the operation run more smoothly.  37     

     RESEARCH  EXERCISES 

1 .    Look for data  on  compan ies that 

foster spiri tual i ty in  the workplace 

in  Canada  and  the Un ited  States.  

Can  you  draw any inferences 

about whether incorporating  spir-

itual i ty in  the workplace is  becom-

ing  a  trend?   

2.    Identify three Canadian  organ iza-

tions or CEOs that have encour-

aged  more openness toward  

spiritual i ty in  their organ izations.  

What,  i f any,  commonal i ties exist 

in  these organ izations?     

  YOUR  PERSPECTIVE  

1 .    Have you  ever tried  meditation?  If 

yes,  did  it help you  achieve more 

clarity in  your th inking?  If not,  what 

are your views on  this practice?   

2.    What does spiritual i ty mean  to 

you?     

  WANT TO  KNOW MORE?  

 In  201 3  three of the top-sel l ing  books 

by C anad ian  authors,  based  on  in ter-

nationa l  sa les,  were  on  sp i ri tua l i ty.   A 

New Earth:  Awakening to Your Lifes 

Purpose  ,  by Vancouvers  Eckhart Tol le  

topped  the l ist.  Another book of Tol les,  

the spiri tual  gu ide  The Power of Now ,  

p l aced  sixth  on  the  l i st  of top-sel l ers.  

The Shack  ,  by  Wi l l i am  Pau l  Young ,  

placed  th ird  on  the bestsel ler l i st.           

   F A C E O F F 

 Organ izations that encourage spiri tu-

al i ty as part of their cu lture are bound  

to have more positive bottom  l ines,  

because everyone in  the organ ization  

wi l l  act more eth ical ly.  

 An  emphasis on  spiritual ity at work 

distracts individuals from focusing  on  

the demands of their jobs,  and  makes 

some people uncomfortable.  I t should  

not be encouraged.  
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       C H A P T E R

  L E ARN I N G  O U TCOM ES 

     Revi ta l ization  Sa int-Pierre is  a  nonprofi t that i s  

fighting poverty and  helping regenerate i ts  neigh-

bourhood .  How has embedd ing community par-

ticipation  in  i ts  organ izationa l  structure contrib-

uted  to i ts  success?  

13   

 After studying  this chapter,  you  should  be able to:  

  1    Identify the six elements of an  organizations structure.   

  2    Describe the characteristics of a bureaucracy.   

  3    Describe the characteristics of a matrix organization.   

  4    Describe the characteristics of a virtual  organization.   

  5    Understand why managers would  want to create a boundaryless 

organization.   

  6    Demonstrate how organizational  structures differ,  and contrast mechanistic 

and organic structural  models.   

  7    Analyze the behavioural  impl ications of di fferent organizational  designs.    

    P A R T  5 

 R E O R G A N I Z I N G  T H E 

W O R K P L A C E 

 Organizational  

Structure 
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avid  Marshal l ,  d irector of Montreal-based  

Revita l ization  Saint-Pierre,  i s committed  to 

keeping control  of the agency in  the hands 

of neighbourhood  citizens.  1   The organiza-

tion s fund ing comes from  the municipal i ty,  private 

donations,  and  revenue from  agency-run  busi  nesses,  

whi le decision-making authori ty stays in  the hands of 

community members.  Al l  strategic and  most tactical  

decisions are made by committee.  These committees 

have 6 to 20 members and  at least 50 percent of 

members must be loca l  ci tizens.  

 Four key priori ties were establ ished  to 

enhance the area s develop ment when  

the agency began  in  2003:  the 

revi ta l ization  of main  street,   

increased  access to outdoor 

sports faci l i ties,  the creation  of 

a  community festiva l ,  and  the creation  of a  genera l  store that would  stock 

low-cost fru i ts and  vegetables.  By faci l i tating the engagement and  commitment of 

loca l  volunteers in  these priori ties,  Revita l ization  Sa int-Pierre has avoided  the volun-

teer fatigue  that is common  among many service agencies.  

 The theme of th is  chapter i s  that organ izations have d i fferent structures,  determined  

by speci fic forces,  and  that these structures have a  bearing on  employee atti tudes and  

behaviour.  Organ izations need  to th ink carefu l ly about the best way to organ ize how people 

inside and  outside the organ ization  are connected  to one another.  These connections form  

the basis for organ izationa l  structure.                  

Chapter 1 3  Organ i za tiona l  S tructu re  455

 THE BIG  IDEA 

 Organizational 

structure determines 

what gets done in 

an organization,  

and who does it.  

    What happens when a person performs the same task over and over 

again?  

    What happens when a person reports to two bosses?  

    Can  an  organization  real ly have no boundaries?  

    So what does  technology  mean?   

   OB I S  FOR  EVERYONE 
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456  Part 5  Reorgan i zi ng  the  Workp l ace

  What I s  Organizational  Structure?    
 An   organizational structure    defines how job tasks are formally divided,  grouped,  

and coordinated.  Managers need to address six key elements when they design their 

organizations structure:  work specialization,  departmentalization,  chain of command,  

span of control,  centralization and decentralization,  and formalization.  2   Exhibit   1 3-1     

presents all  of these elements as answers to an important structural question.      

  Work Special ization  

 We use the term   work specialization   ,  or  division of labour ,  

to describe the degree to which tasks in the organization are 

subdivided into separate jobs.  The essence of work special-

ization is that,  rather than an entire job being completed 

by one individual,  its broken down into a number of steps,  

with each step being completed by a separate individual.  In 

essence,  individuals specialize in doing part of an activity 

rather than the entire activity.        

 Specialization can be efficient.  Employee skills  at 

performing a task improve through repetition.  Less time is spent in changing tasks,  

in putting away tools and equipment from a prior step in the work process,  and in 

preparing for another.  Its  easier and less costly to find and train employees to  do 

specific and repetitive tasks.  This is especially true of highly sophisticated and complex 

operations.  For example,  could Montreal-based Bombardier produce even one Canadian 

regional jet a year if one person had to build the entire plane alone? Not likely!  Finally,  

work specialization increases efficiency and productivity by encouraging the creation 

of special inventions and machinery.  

 However,  specialization can lead to boredom,  fatigue,  stress,  low productivity,  poor 

quality,  increased absenteeism,  and high turnover,  so it is not always the best way to 

organize employees.  Giving employees a variety of activities to do,  allowing them to do 

a whole and complete job,  and putting them into teams with interchangeable skills can 

result in significantly higher output and increased employee satisfaction.  

 Most managers today recognize that specialization provides economies in certain 

types of jobs but problems when its carried too far.  High work specialization helps 

McDonalds make and sell hamburgers and fries efficiently,  and aids medical specialists 

 1  Identify the six elements 

of an  organizations 

structure.  

    EXHIBIT 1 3-1    Six Key Questions That Managers Need to  Answer in 
Designing the Proper Organizational  Structure            

 The Key Question   The Answer Is Provided  By 

 1 .   To what degree are tasks subdivided  into 

separate jobs?  

  Work specialization   

 2 .   On  what basis wi l l  jobs be grouped  

together?  

  Departmentalization   

 3 .   To whom do ind ividuals and  groups report?    Chain of command  

 4.   How many ind ividuals can  a  manager effi -

ciently and  effectively d i rect?  

  Span of control  

 5 .  Where does decision-making  authority l ie?    Centralization and decentralization   

 6.   To what degree wi l l  there be ru les and  regu-

lations to d i rect employees and  managers?  

  Formalization   

  organizational  structure      How job 

tasks are formal ly divided,  grouped,  

and coordinated.    

  work specialization       The degree 

to which  tasks in  the organization  are 

subdivided into separate jobs.    

 What happens 

when  a person  

performs the 

same task over 

and over again? 
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working in hospitals.  Other companies,  on the other hand,  have achieved success by 

reducing specialization.  

 Wherever job roles can be broken down into specific tasks or projects,  specialization 

is possible.  This opens the potential for employers to use online platforms to assign 

multiple workers to tasks from a broader functional role like marketing.  3   Thus,  whereas 

specialization of yesteryear focused on breaking manufacturing tasks into specific duties 

within the same plant,  todays specialization breaks complex tasks into specific elements 

by technology,  by expertise,  and often globally.  Yet the core principle is the same.      

  Departmental ization 

 Once jobs are divided up through work specialization,  they must be grouped so that 

common tasks can be coordinated.  The basis on which jobs are grouped together is 

called   departmentalization   .  One of the concerns related to departmental groups is 

that they can become  silos   within an organization.  Often,  departments start protecting 

their own turf and not interacting well with other departments,  which can lead to a 

narrow vision with respect to organizational goals.     

  Functional  Departmental ization  

 One of the most popular ways to group activities is by  functions   performed.  For example,  

a manufacturing company might separate engineering,  accounting,  manufacturing,  

human resource,  and purchasing specialists into common departments.  Similarly,  a 

hospital might have departments devoted to research,  patient care,  accounting,  and 

so forth.  The major advantage to functional groupings is obtaining efficiencies from 

putting people with common skills and orientations together into common units.   

  Product Departmental ization  

 Tasks can also be departmentalized by the type of  product  the organization produces.  

Procter & Gamble groups each major productsuch as  Tide,  Pampers,  Charmin,  

         Work i s  specia l ized  at the Russian  factories that manufacture the wooden  nesting  dol ls ca l led   matryoshkas  .  

At th is factory outside Moscow,  ind ividuals specia l ize in  doing  part of the dol l  production,  from  the crafts-

men  who carve the dol ls  to the painters who decorate them.  Work specia l ization  brings efficiency to dol l  

production,  as some 50 employees can  make 1 00  matryoshkas   every two days.

  departmentalization       The basis on  

which  jobs are grouped together.    
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and Pringlesunder an executive who has complete global responsibility for it.  The 

major advantage to  this  type of grouping is  increased accountability for product 

performance,  since all  activities related to a specific product line are under the direc-

tion of a single manager.   

  Geographical  Departmental ization  

 Another way to departmentalize is on the basis of geography,  or territory.  The sales func-

tion,  for instance,  may be divided regionally with departments for British Columbia,  

the Prairies,  Central Canada,  and Atlantic Canada.  Each of these regions is,  in effect,  a 

department organized around geography.  If an organizations customers are scattered 

over a large geographical area and have similar needs based on their location,  then this 

form of departmentalization can be valuable.      

  Process Departmental ization  

 Some companies organize departments by the processing that occurs.  For example,  an 

aluminum tubing manufacturer might have the following departments:  casting;  press;  

tubing;  finishing;  and inspecting,  packing,  and shipping.  This is an example of process 

departmentalization,  because each department specializes in one specific phase in 

the production of aluminum tubing.  Since each process requires different skills,  this 

method offers a basis for the homogeneous categorizing of activities.  

 Process departmentalization can be used for processing customers,  as well as prod-

ucts.  For example,  in some provinces,  you may go through a series of steps handled by 

several departments before receiving your drivers licence:  (1 )  validation by a motor 

vehicles division;  (2)  processing by the licensing department;  and (3)  payment collec-

tion by the treasury department.   

  Customer Departmental ization  

 Yet another way to departmentalize is on the basis of the particular type of customer the 

organization seeks to reach.  Microsoft,  for example,  is organized around four customer 

         The Cari l lon  Generating  Station  on  the Ottawa  River (shown  here)  i s  one of Montreal -based  Hydro-

Qubecs hydroelectric power stations.  Hydro-Qubec organ izes i ts operations by functions so that the 

company can  be more responsive to growth  outside Quebec.  I t has four d ivisions:  Hydro-Qubec Produc-

tion,  Hydro-Qubec Transnergie,  Hydro-Qubec Distribution,  and  Hydro-Qubec quipement et services 

partags/Socit d nergie de la  Baie James.
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markets:  consumers,  large corporations,  software developers,  and small  businesses.  

Customers in each department have a common set of problems and needs best met by 

having specialists for each.  

 Large organizations may use all the forms of departmentalization we have described.  

A major Japanese electronics firm organizes each of its divisions along functional lines,  

its manufacturing units around processes,  sales around seven geographical regions,  and 

each sales region into four customer groupings.  In a strong recent trend among organi-

zations of all sizes,  rigid functional departmentalization is increasingly complemented 

by teams that cross traditional departmental lines.  As  we described in  Chapter   6    ,   as tasks 

have become more complex,  and more diverse skills are needed to accomplish those 

tasks,  management has turned to cross-functional teams.    

  Chain  of Command 

 While the chain of command was once a basic cornerstone in the design of organiza-

tions,  it has far less importance today.  4  But contemporary managers should still consider 

its implications,  particularly for industries that deal with potential life-or-death situ-

ations.  The   chain of command    is the continuous line of authority that extends from 

upper organizational levels to the lowest level and clarifies who reports to whom.  It 

helps employees answer questions such as,  Who do I  go to if I  have a problem? and 

To whom do I  report?     

 We cannot discuss the chain of command without also discussing authority and 

unity of command.    Authority   refers to the rights inherent in a managerial position to 

give orders and expect them to be obeyed.  To facilitate coordination,  each managerial 

position is given a place in the chain of command,  and each manager is given a degree 

of authority in order to  meet his or her responsibilities.  The principle of   unity of 

command    helps preserve the concept of an unbroken line of authority.  It says a person 

should have one and only one superior to whom he or she is directly responsible.  If 

the unity of command is broken,  an employee might have to cope with conflicting 

demands or priorities from several superiors,  as is often the case in organization charts 

dotted-line reporting relationships.        

 Because managers have limited time and knowledge,  they may choose to delegate 

some of their responsibilities to other employees.    Delegation    is  the assignment of 

authority to another person to carry out specific duties,  allowing the employee to make 

some of the decisions.  Delegation is an important part of a managers job,  as it can 

ensure that the right people are part of the decision-making process.  Through delega-

tion,  employees are being empowered to make decisions that previously were reserved 

for management.   From Concepts to Skills   on pages  484  485   presents strategies to be a 

better delegator.        
 Times change,  and so  do the basic tenets  of organizational  design.  A low-level 

employee today can access information in seconds that was available only to  top 

managers a generation ago.  Operating employees are empowered to make decisions 

previously reserved for management.  Add the popularity of self-managed and cross-

functional teams as well as the creation of new structural designs that include multiple 

bosses,  and you can see why authority and unity of command may appear to hold less 

relevance.   Point/Counterpoint  on page  480  considers whether management as we know 

it is an outdated concept.  

 Many organizations still find they can be most productive by enforcing the chain of 

command.  Indeed,  one survey of more than 1000 managers found that 59  percent of 

them agreed with the statement,  There is an imaginary line in my companys organiza-

tional chart.  Strategy is created by people above this line,  while strategy is executed by 

people below the line.  5   However,  this same survey found that lower-level employees 

buy-in to the organizations strategy was inhibited because they did not participate in 

the setting of the strategy but relied on those at the top of the hierarchy to do so.  

  chain  of command      The continu-

ous l ine of authority that extends from 

upper organizational  levels to the 

lowest level  and clarifies who reports 

to whom.    

  authority      The rights inherent in  a 

managerial  position  to give orders and  

to expect the orders to be obeyed.    

  unity of command      The idea that 

a subordinate should  have only one 

superior to whom he or she is directly 

responsible.    

  delegation       Assignment of authority 

to another person  to carry out specific 

duties,  al lowing  the employee to 

make some of the decisions.    

     

P I A

PERSONAL INVENTORY ASSESSMENT

Learn About Yourself 

Delegation Self-Assessment 
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460  Part 5  Reorgan i zi ng  the  Workp l ace

 Sometimes lower-level employees dont follow the chain of command and engage in 

creative deviance that results in very successful ideas,  as  Case IncidentCreative Deviance:  

Bucking the Hierarchy?   on page  483   shows.   

  Span  of Control  

   Span of control    refers to the number of employees who report to a manager.  This 

number will vary by organization,  and by unit within an organization,  and is deter-

mined by the number of employees a manager can efficiently and effectively direct.  In 

an assembly-line factory,  a manager may be able to direct numerous employees,  because 

the work is well defined and controlled by machinery.  A sales manager,  by contrast,  

might have to  give one-on-one supervision to individual sales reps,  and,  therefore,  

fewer would report to the sales manager.  All things being equal,  the wider or larger the 

span,  the more efficient the organization.  An example can illustrate the validity of this 

statement.     

 Assume that we have two organizations,  both of which have approximately 4100 

operative-level employees.  As  Exhibit   13-2    illustrates,  if one has a uniform span of 4 and 

the other a span of 8,  the wider span would have 2 fewer levels and approximately 800 

fewer managers.  If the average manager earned $56 000 a year,  the wider span would 

save about $45  million a year in management salaries.  Obviously,  wider spans are more 

efficient in terms of cost.  However,  at some point when supervisors no longer have time 

to provide the necessary leadership and support,  a wider span reduces effectiveness and 

has a negative effect on employee performance.   

 Narrow or small spans have their advocates.  By keeping the span of control to 5  

or 6 employees,  a manager can maintain close control.  6   But narrow spans have three 

major drawbacks.  First,  as already described,  they are expensive because they add levels 

of management.  Second,  they make vertical communication in the organization more 

complex.  The added levels of hierarchy slow down decision making and tend to isolate 

upper management.  Third,  narrow spans of control encourage overly tight supervision 

and discourage employee autonomy.  

 The trend in recent years has been toward wider spans of control.  7  Wider spans of 

control are consistent with recent efforts by companies to reduce costs,  cut overhead,  

speed up decision making,  increase flexibility,  get closer to customers,  and empower 

employees.  However,  to ensure that performance does not suffer because of these wider 

    EXHIBIT 1 3-2   Contrasting  Spans of Control        

1

2

3

4

5

6

7

(Highest)

Assuming  span  of 4

Operatives

Managers (Levels 1 6) =  1 365

= 4096 Operatives

Managers (Levels 1 4) =  585

= 4096

1

4

1 6

64

256

1 024

4096

Assuming  span  of 8

4096
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1
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(Lowest)  span of control       The number of 

employees that report to a manager.    

M1 3_LANG1 781 _07_SE_C1 3. indd   460 2/1 2/1 5   1 :43 PM



Chapter 1 3  Organ i za tiona l  S tructu re  461

spans,  organizations have been investing heavily in employee training.  Managers recog-

nize that they can handle a wider span when employees know their jobs inside and out 

or can turn to their co-workers when they have questions.   

  Central ization  and  Decentralization  

   Centralization    refers to the degree to which decision making is concentrated at a single 

point in the organization.  In centralized organizations,  top managers make all the deci-

sions,  and lower-level managers merely carry out their directives.  In organizations at the 

other extreme,  decentralized decision making is pushed down to the managers closest 

to the action or even to work groups.     

 The concept of centralization includes only formal authority;  that is,  the rights 

inherent in ones position.  An organization characterized by centralization is inherently 

different structurally from one that is decentralized.  In an organization characterized 

by   decentralization   ,  employees can act more quickly to solve problems,  more people 

provide input into decisions,  and employees are less likely to feel alienated from those 

who make decisions that affect their work lives.  Decentralized departments make it 

easier to address customer concerns as well.  A 2013  study suggests that the effects of 

centralization and decentralization can be predicted:  Centralized organizations are 

better for avoiding commission errors (bad choices) ,  while decentralized organizations 

are better for avoiding omission errors (lost opportunities) .  8      

 Management efforts  to  make organizations  more flexible and responsive have 

produced a recent trend toward decentralized decision making by lower-level managers,  

who are closer to the action and typically have more detailed knowledge about prob-

lems than top managers.  Big retailers such as Hudsons Bay have given store managers 

considerably more discretion in choosing what merchandise to stock.  Doing so allows 

the stores to compete more effectively against local merchants.  When Procter & Gamble 

empowered small groups of employees to make many decisions about new-product 

development independent of the usual hierarchy,  it was able to rapidly increase the 

proportion of new products ready for market.  9   Research investigating a large number 

of Finnish organizations demonstrated that companies with decentralized research and 

development offices in multiple locations were better at producing innovation than 

companies that centralized all research and development in a single office.  10  

 Decentralization is often necessary for companies with offshore sites because local-

ized decision making is needed to respond to each regions profit opportunities,  client 

base,  and specific laws,  while centralized oversight is needed to hold regional managers 

accountable.  Failure to  successfully balance these priorities can harm not only the 

company,  but also its relationships with foreign governments,  as in the groundbreaking 

2013  case brought by Argentinas government against Britains HSBC Holdings bank 

for wrongdoing at its Argentine subsidiary.  According to reports,  the local HSBC head-

quarters in Buenos Aires aided Argentine companies to evade taxes and launder money 

through phantom accounts.  11   Perhaps in this situation tighter corporate oversight could 

have made these activities impossible.   

  Formalization  

   Formalization    refers to the degree to which jobs within the organization are standard-

ized.  In organizations that are highly formalized,  there are explicit job descriptions,  

lots of organizational rules,  and clearly defined procedures covering work processes.  

Employees can be expected always to handle the same input in exactly the same way,  

resulting in a consistent and uniform output where there is high formalization.  Where 

formalization is low,  job behaviours are relatively nonprogrammed,  and employees 

have a great deal of freedom to exercise discretion in their work.  Formalization not 

only eliminates the possibility of employees engaging in alternative behaviours but 

also removes the need for employees to consider alternatives.      

  centralization       The degree to which  

decision  making  is concentrated at a 

single point in  the organization.    

  decentralization       The degree to 

which  decision  making  is distributed 

to lower-level  employees.    

  formalization       The degree to which  

jobs within  the organization  are 

standardized.    
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462  Part 5  Reorgan i zi ng  the  Workp l ace

   McDonalds is an example of a company where employee routines are highly formal-

ized.  Employees are instructed in such things as how to greet the customer (smile,  be 

sincere,  make eye contact) ,  ask for and receive payment (state amount of order clearly 

and loudly,  announce the amount of money the customer gives to the employee,  count 

change out loud and efficiently) ,  and thank the customer (give a sincere thank you,  

make eye contact,  ask customer to come again) .  McDonalds includes this informa-

tion in training and employee handbooks,  and managers are given a checklist of these 

behaviours so that they can observe their employees to ensure that the proper proce-

dures are followed.  12  

 The degree of formalization can vary widely among organizations and within orga-

nizations.  Publishing representatives who call  on college and university professors 

to inform them of their companys new publications have a great deal of freedom in 

their jobs.  They have only a general sales pitch,  which they tailor as needed,  and rules 

and procedures governing their behaviour may be little more than the requirement to 

submit a weekly sales report and suggestions on what to emphasize about forthcoming 

titles.  At the other extreme,  clerical and editorial employees in the same publishing 

houses may need to be at their desks by 8  a.m.  and follow a set of precise procedures 

dictated by management.    

  Common Organizational  Designs 
 We now turn to describing some of the more common organizational designs:  the  simple 

structure  ,  the  bureaucracy ,  and the  matrix structure  .  

  The  Simple  Structure 

 What do a small retail store,  a start-up electronics firm run by a hard-driving entrepre-

neur,  and an airline war room in the midst of a company-wide pilots  strike have in 

common? They probably all use the   simple structure   .    

         Hospita ls benefit from  standardized  work processes and  procedures common  to bureaucratic structure 

because they help  employees perform  their jobs efficiently.  The nursing  staff in  the matern ity ward  of a  

New Zealand  hospital  adhere to formal  ru les and  regulations in  provid ing  care to moms and  newborns.

  simple structure      An  organizational  

design  characterized by a low degree 

of departmental ization,  wide spans 

of control ,  authority central ized in  a 

single person,  and l i ttle formal ization.    
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  The simple structure is said to be characterized most by what it is  not  rather than by 

what it is.  The simple structure is not elaborate.  13   It has a low degree of departmen-

talization,  wide spans of control,  authority centralized in a single person,  and little 

formalization.  It is a flat  organization;  it usually has only two or three vertical levels,  

a loose body of employees,  and one individual in whom the decision-making authority 

is centralized.  

 Most companies start as a simple structure,  and many innovative technology-based 

firms with short expected lifespans,  such as cellphone app development firms,  remain 

compact by design.  14  The simple structure is most widely adopted in small businesses 

in which the manager and the owner are one and the same,  such as the local corner 

grocery store.  

 The strength of the simple structure lies  in its  simplicity.  Its  fast,  flexible,  and 

inexpensive to maintain,  and accountability is clear.  One major weakness is that its 

difficult to maintain in anything other than small organizations.  It becomes increasingly 

inadequate as an organization grows because its low formalization and high centraliza-

tion tend to create information overload at the top.  As size increases,  decision making 

typically becomes slower and can eventually come to a standstill as the single executive 

tries to continue making all the decisions.  This often proves to be the undoing of many 

small businesses.  If the structure is not changed and made more elaborate,  the firm 

often loses momentum and can eventually fail.  The simple structures other weakness 

is that its riskyeverything depends on one person.  One serious illness can literally 

destroy the organizations information and decision-making centre.  

  The  Family Business 

 Family businesses employ 6  million people in Canada and represent about 60 percent 

of the countrys gross domestic product.  15   Some of the most prominent family busi-

nesses in Canada over the past 50  years include Montreal,  Quebec-based Seagram 

         M ississauga,  Ontario-based  Furlan i s Food  Corporation  uses a   fami ly business  mental i ty to govern  i ts  ap-

proach  to employees.  The business i s  run  in  a  non-h ierarch ical  manner and  no formal  or impersonal  human  

resources processes d ictate employee behaviour.  Employees are encouraged  to share ideas open ly,  which  

keeps morale h igh .  For a  recent improvement project,  employees from  d ifferent levels and  areas col labo-

rated  to make the process go smooth ly.
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Company (the Bronfman family) ,  Calgary,  Alberta-based Shaw Communications (the 

Shaw family) ,  Montreal,  Quebec-based Birks jewellers (the Birk family) ,  Saint John,  

New Brunswick-based J.D.  Irving (the Irving family),  and Florenceville,  New Brunswick-

based McCain Foods (the McCain family).  Not all family businesses are as large as these,  

however,  and many have relatively simple structures.  

 Family businesses have more complex dynamics than nonfamily businesses,  because 

they face both family/personal relations and business/management relations.  These 

companies generally have shareholders (family members and perhaps others),  although 

the businesses may be public companies listed on the stock exchange.  For instance,  of 

the companies mentioned above,  Seagram Company and Shaw Communications are 

public companies.  Shaw Communications has an interesting structureonly family 

members have voting shares.     
 Unlike nonfamily businesses,  family businesses must manage the conflicts found 

within families,  as well as the normal business issues that arise for any business.  As 

John Davis of Harvard Business School notes,  In a family business,  the business,  the 

family,  and the ownership group all need governance. Good governance structures can 

help family businesses manage the conflicts that may arise.  Good governance includes 

a sense of direction,  values to live by or work by,  and well-understood and accepted 

policies that tell organization members how they should behave.  16  

 One area in which governance can play a key role is  in CEO succession.  Family 

businesses need to figure out rules of succession for when the CEO retires,  and also 

rules for who in the family gets to work in the business.  Succession in family-owned 

businesses often does not work because personal and emotional factors determine 

who the next leader will be,  rather than suitability.  17  For instance,  a father may want 

his first-born son to take over the business,  even if one of the daughters might make 

a better CEO.  The issues become more complex when second- and third-generation 

family members become involved in the family business.  So what makes family busi-

nesses unique? Founders of family businesses seek to build businesses that are also 

family institutions. 18  As a result,  there is added pressure on the business,  which needs 

to balance business needs and family needs.  Family businesses may have different goals 

than nonfamily businesses as well,  emphasizing the importance of family values in 

maintaining and growing the business rather than wealth maximization.    

  The  Bureaucracy    

 Standardization!  That is the key concept underlying all bureaucracies.  Consider the 

bank where you keep your chequing account,  the department store where you buy 

your clothes,  or the government offices that collect your taxes,  enforce health regula-

tions,  or provide local fire protection.  They all rely on standardized work processes for 

coordination and control.  

 Bureaucracy is a dirty word in many peoples minds.  However,  it does have advan-

tages.  Its primary strength is its ability to perform standardized activities in a highly 

efficient manner.  Putting like specialties together in functional departments results in 

economies of scale,  minimum duplication of people and equipment,  and employees 

who can speak the same language among their peers.  

 A   bureaucracy   is characterized by highly routine operating tasks achieved through 

specialization,  strictly formalized rules and regulations,  tasks that are grouped into 

functional departments,  centralized authority,  narrow spans of control,  and decision 

making that follows the chain of command.     

  Strengths of Bureaucracy 

 German sociologist Max Weber,  writing in the early 1 900s,  described bureaucracy 

as  an alternative to  the traditional  administrative form.  In the traditional model,  

leaders could be quite arbitrary,  with authority based on personal relations.  There 

 2  Describe the character-

istics of a bureaucracy.  

  bureaucracy      An  organizational  

design  with  highly routine operating  

tasks achieved  through  special iza-

tion,  formal ized rules and regulations,  

tasks that are grouped into functional  

departments,  central ized authority,  

narrow spans of control ,  and decision  

making  that fol lows the chain  of 

command.    
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were no general rules,  and no separation between the leaders private  and public  

business.  Bureaucracy solved some of the problems of leaders who took advantage 

of their situation.  

 The primary strength of the bureaucracy lies  in its  ability to  perform standard-

ized activities in a highly efficient manner.  Bureaucracies can get by nicely with less 

talentedand,  hence,  less costlymiddle- and lower-level managers.  Rules and regula-

tions substitute for managerial discretion.  Standardized operations,  coupled with high 

formalization,  allow decision making to be centralized.  There is little need for inno-

vative and experienced decision makers below the level of senior executives.  In short,  

bureaucracy is an effective structure for ensuring consistent application of policies and 

practices and for ensuring accountability.   

  Weaknesses of Bureaucracy 

 Bureaucracy is not without its problems.  Listen in on a dialogue among four execu-

tives in one company:  You know,  nothing happens in this place until  we  produce   

something,  said the production executive.  Wrong,  commented the research and 

development manager.  Nothing happens until  we  design   something!   What are 

you talking about?  asked the marketing executive.  Nothing happens here until we 

 sell   something!   The exasperated accounting manager responded,  It doesnt matter 

what you produce,  design,  or sell.  No one knows what happens until we  tally up the 

results  !   This conversation highlights that bureaucratic specialization can create conflicts 

in which functional-unit goals override the overall  goals of the organization.  Each 

department acts like a silo,  focusing more on what it perceives as its own value and 

contribution to the organization.  Each silo fails to understand that departments are 

really interdependent,  with each having to perform well for the company as a whole 

to survive.  The conflict that can happen among functional units means that sometimes 

functional unit goals can override the overall goals of the organization.  

 Bureaucracy can sometimes lead to  power being concentrated in the hands of 

just a few people,  with others expected to follow their orders unquestioningly.  The 

 Ethical Dilemma   on page  482  illustrates what can happen when someone higher in the 

authority chain pressures someone below him or her to perform unethical tasks.  

 The other major weakness of a bureaucracy is something we have all experienced:  

obsessive concern with following the rules.  When cases arise that dont precisely fit the 

rules,  there is no room for modification.  The bureaucracy is efficient only as long as 

employees confront problems that they have previously encountered and for which 

programmed decision rules have already been established.   Case IncidentI Detest 

Bureaucracy   on page  483   lets you consider alternatives to bureaucracy and how you 

might feel about these alternatives.    

  The  Matrix Structure    

 Another popular organizational design option is the   matrix structure   .  You will find it 

being used in advertising agencies,  aerospace firms,  research and development laborato-

ries,  construction companies,  hospitals,  government agencies,  universities,  management 

consulting firms,  and entertainment companies.  19   It combines two forms of departmen-

talization:  functional and product.  Companies that use matrix-like structures include 

Boeing,  BMW,  IBM,  and Procter & Gamble.     

 The strength of functional departmentalization is putting like specialists together,  

which minimizes the number necessary while allowing the pooling and sharing of 

specialized resources across products.  Its major disadvantage is the difficulty of coor-

dinating the tasks of diverse functional specialists on time and within budget.  Product 

departmentalization has exactly the opposite benefits and disadvantages.  It facilitates 

coordination among specialties to achieve on-time completion and meet budget targets.  

It provides clear responsibility for all activities related to a product but with duplication 

 3  Describe the charac-

teristics of a matrix 

organization.  

  matrix structure      An  organizational  

design  that combines functional  and 

product departmental ization;  i t has a 

dual  chain  of command.    
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of activities and costs.  The matrix attempts to gain the strengths of each,  while avoiding 

their weaknesses.  

 The most obvious structural characteristic of the matrix is that it breaks the unity-

of-command concept.  Employees in the matrix have two bossestheir functional 

department managers and their product managers.  

  Exhibit   1 3-3     shows the matrix structure used in a faculty of business administration.  

The academic departments of accounting,  administrative studies,  finance,  and so forth 

are functional units.  Specific programs (that is,  products)  are overlaid on the functions.  

Thus,  members in a matrix structure have a dual chain of command:  to their functional 

department and to their product groups.  A professor of accounting who is teaching an 

undergraduate course reports to the director of undergraduate programs,  as well as to 

the chair of the accounting department.   

  Advantages of a  Matrix Structure  

 The strength of the matrix is its ability to foster coordination when the organization 

has a number of complex and interdependent activities.  Information permeates the 

organization and more quickly reaches those people who need it.  Furthermore,  the 

matrix reduces bureaupathologies.  The dual lines of authority reduce tendencies of 

departmental members to become so busy protecting their little worlds that the orga-

nizations overall goals become secondary.  20  A matrix also achieves economies of scale 

and facilitates the allocation of specialists by providing both the best resources and an 

effective way of ensuring their efficient deployment.   

  Disadvantages of a  Matrix Structure  

 The major disadvantages of the matrix lie in the confu-

sion it creates,  its tendency to foster power struggles,  and 

the stress it places on individuals.  21   Without the unity-of-

command concept,  ambiguity about who reports to whom 

is significantly increased and often leads to conflict.  Its not 

unusual for product managers to fight over getting the best 

specialists assigned to their products.  Bureaucracy reduces 

the potential for power grabs by defining the rules of the 

    EXHIBIT 1 3-3   Matrix Structure for a  Faculty of Business Administration       
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game.  When those rules are up for grabs,  power struggles between functional and 

product managers result.  For individuals who desire security and absence of ambiguity,  

this work climate can be stressful.  Reporting to more than one manager introduces role 

conflict,  and unclear expectations introduce role ambiguity.  The comfort of bureau-

cracys predictability is replaced by insecurity and stress.        

  New Design  Options 

  David  Marsha l l ,  d i rector of Revi ta l ization  Sa in t-Pierre,  says that one of the best th ings about 

having committees dominated  by Sa in t-Pierre residents i s  the ease with  wh ich  the agency can  

identi fy service gaps and  respond  to evolving needs.  22   Having the people who actua l ly use 

our services decid ing where to  focus our a tten tion  helps keep us  relevan t,   he  expla ins.   I t 

a lso fosters  creativi ty and  innovation .  For example,  in  2003,  access to affordable,  fresh  food  

was identi fied  as an  i ssue,  resu l ting in  the creation  of a  genera l  store and  community ki tchen.  

Soon,  members of the food  securi ty committee noticed  that some residents sti l l  cou ld  not afford  

adequate nutri tion .  The committee created  a  pol icy giving people the opportun ity to exchange 

work hours worked  in  the store for fresh ,  hea l thy food .  

 I n  2013,  the food  securi ty committee identi fied  four other Montrea l  neighbourhoods that 

lacked  access to h igh  qua l i ty,  affordable food .  A mobi le store was developed  for summer 2014,  

and  i t was a  resound ing success.  I n  what situations could  new forms of organization  be effective?  

 Senior managers in a number of organizations have been developing new structural 

options with fewer layers of hierarchy and more emphasis on opening the boundaries 

of the organization.  23   In this section,  we describe two such designs:  the  virtual organiza-

tion   and the  boundaryless organization  .  We also discuss how efforts to reduce bureaucracy 

and increase strategic focus have made downsizing routine.  

  The  Virtual  Organization    

 Why own when you can rent?  That question captures the essence of the   virtual orga-

nization    (also sometimes called the  network organization   or  modular organization  ) .  24  

The virtual organization can take several different forms,  depending on its degree of 

centralization.  In some instances,  a small,  core organization outsources major busi-

ness functions.  In this case,  the core organization would have more of the control.  In 

more extreme forms,  the virtual organization is a continually evolving network of 

independent companiessuppliers,  customers,  even competitorslinked together to 

share skills,  costs,  and access to one anothers markets.  25   In this case,  participants give 

up some of their control and act more interdependently.  Thus,  virtual organizations 

may not have a central office,  an organizational chart,  or a hierarchy.  Typically,  the 

organizations come together to exploit specific opportunities or attain specific strategic 

objectives.     

 The prototype of the virtual  structure is  todays movie-making organization.  In 

Hollywoods golden era,  movies were made by huge,  vertically integrated corporations.  

Studios such as MGM,  Warner Brothers,  and 20th Century Fox owned large movie lots 

and employed thousands of full-time specialistsset designers,  camera people,  film 

editors,  directors,  and even actors.  Today,  most movies are made by a collection of indi-

viduals and small companies who come together and make films project by project.  26  

This structural form allows each project to be staffed with the talent best suited to its 

demands rather than just the people employed by the studio.  It minimizes bureaucratic 

overhead because there is no lasting organization to maintain.  As well,  it lessens long-

term risks and their costs because there is no long terma team is assembled for a finite 

period and then disbanded.  

 About one in nine Canadian companies engages in some sort of alliance.  These 

alliances take many forms,  ranging from precompetitive consortia to coproduction,  

 4  Describe the charac-
teristics of a vi rtual  

organization.  

  virtual  organization       A continual ly 

evolving  network of independent 

companiessuppl iers,  customers,  

even  competitorslinked together to 

share ski l ls,  costs,  and access to one 

anothers markets.    
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cross-equity arrangements,  and equity joint ventures with separate 

legal  entities.  27   Amazon.ca partners  with Canada Post in such an 

arrangement.  Orders placed on Amazon.cas website are fulfilled and 

shipped by Assured Logistics,  which is part of Canada Post.  Assured 

Logistics operates a Toronto-area warehouse that stores books,  music,  

and movies so that they can be shipped when ordered,  thus elimi-

nating the need for Amazon to set up its own warehouse facility in 

Canada.  Newmans Own,  the food products company founded by Paul 

Newman,  sells hundreds of millions of dollars in food every year yet 

employs only 28 people.  This is possible because it outsources almost 

everything:  manufacturing,  procurement,  shipping,  and quality control.  

 What is  going on here?  A quest for maximum flexibility.  These 

virtual organizations have created networks of relationships that allow 

them to contract out manufacturing,  distribution,  marketing,  or any 

other business function management feels  others can do better or 

more cheaply.  The virtual organization stands in sharp contrast to the 

typical bureaucracy and concentrates on what it does best,  which is typically design or 

marketing.  

  Exhibit   1 3-4    shows a virtual organization in which management outsources all the 

primary functions of the business.  The core of the organization is a small  group of 

executives whose job is to oversee directly any activities done in house and to coor-

dinate relationships with the other organizations that manufacture,  distribute,  and 

perform other crucial functions for the virtual organization.  The dotted lines represent 

the relationships typically maintained under contracts.  In essence,  managers in virtual 

structures spend most of their time coordinating and controlling external relations,  

typically by way of computer-network links.   

 The major advantage of the virtual organization is its flexibility,  which allows indi-

viduals with an innovative idea and little money to successfully compete against more 

established organizations.  Virtual  organizations also save a great deal of money by 

eliminating permanent offices and hierarchical roles.  28   

 The drawbacks of virtual organizations have become increasingly clear as their popu-

larity has grown.  29   They are in a state of perpetual flux and reorganization,  which means 

roles,  goals,  and responsibilities are unclear,  setting the stage for political behaviour.  

Cultural alignment and shared goals can be lost because of the low degree of interaction 

among members.  Team members who are geographically dispersed and communicate 

infrequently find it difficult to  share information and knowledge,  which can limit 

innovation and slow response time.  Sometimes,  as with Vancouver-based Lululemons 

shipments of unintentionally see-through yoga pants,  the consequences of having 

geographically remote managers can be embarrassing and even financially harmful to 

the company.  30  Ironically,  some virtual organizations are less adaptable and innovative 

than those with well-established communication and collaboration networks.  A leader-

ship presence that reinforces the organizations purpose and facilitates communication 

is thus especially valuable.   

  The  Boundaryless Organization    

 General Electrics former chairman,  Jack Welch,  coined the term   boundaryless organi-

zation    to describe his idea of what he wanted GE to become:  a family grocery store.  31   

That is,  in spite of GEs monstrous size (2013  revenues were over $150 billion) ,  Welch 

wanted to  eliminate vertical and horizontal boundaries within it and break down 

external barriers between the company and its customers and suppliers.  The bound-

aryless organization seeks to eliminate the chain of command,  have limitless spans 

of control,  and replace departments with empowered teams.  Although GE has not yet 

achieved this boundaryless stateand probably never willit has made significant 

    EXHIBIT 1 3-4  A Virtual  Organization       
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 5  Understand  why 

managers would  want 

to create boundaryless 

organizations.  

  boundaryless organization       An  

organization  that seeks to el iminate 

the chain  of command,  have l imitless 

spans of control ,  and replace depart-

ments with  empowered teams.    
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progress toward that end.  So have other companies,  such as Hewlett-Packard,  AT&T,  

Motorola,  and 3M.     

  OB in the Workplace   explores some of the issues involved in creating a global virtual 

workplace.        

    The boundaryless  organization breaks down barriers 

internally by flattening the hierarchy,  creating cross-

hierarchical teams (which include top executives,  middle 

managers,  supervisors,  and operative employees),  and using 

participative decision-making practices and 360-degree 

performance appraisals  (where peers and others above 

and below the employee evaluate his or her performance) .  

Another way management can cut through barriers is to use 

lateral transfers,  rotating people into and out of different 

functional areas.  This approach turns specialists into generalists.  

 One of the drawbacks of boundaryless organizations is  that they are difficult to 

manage.  Its difficult to overcome the political and authority boundaries inherent in 

many organizations.  It can also be time-consuming and difficult to manage the coor-

dination necessary with so many different stakeholders.  That said,  the well-managed 

boundaryless organization offers the best talents of employees across several different 

 Can  an  organiza-

tion  real ly have 

no boundaries? 

 The World  I s  My Corporate Headquarters 

  What does i t  mean  to  be  a  vi rtual  company?   Neither Automattic Inc. ,  with 1 23  

employees working in 26  countries nor Kalypso LP,  with 150 employees around the 

globe has a corporate headquarters or,  truly,  an office of any sort.  32  The implications of 

this new understanding of what it means to be a global virtual business are logistical,  

structural,  and human.  

 On the logistics  end of getting work done,  office-less  companies  utilize every 

technology available,  from Skype to blogs.  Sensitive information is limited to phone 

discussions,  though the difficulty of scheduling virtual meetings can be tricky across a 

number of time zones.  When needed and at least annually,  employees fly to designated 

intermediate spots for face-to-face time.  Employees live where they want or where a 

strategic company presence for clients is desired.  

 The office-less company is not a good fit for every industry.  The complete decentraliza-

tion of the organizations physical structure dictates a nonhierarchical organization chart.  

High employee autonomy and empowerment to make decisions means supervision must 

be very light in order for the company to compete and take advantage of business oppor-

tunities specific to one employees region,  which the rest of the company cannot see.  

 With hiring possibilities worldwide,  the company must also be clear about who can 

recruit new candidates and how to fit them into the organizational structure.  Though 

the office-less  company sounds like a good opportunity to  maximize the world-

wide talent pool,  it presents challenges on a human level.  According to Bill  Poston,  

founding-partner of Kalypso,  the office-less company does not work for people who are 

uncomfortable with ambiguity. With the technology available,  workers are not isolated,  

but the necessary lack of hierarchy means some workers may feel underappreciated.  

 The office-less company is still  a rarity in the world,  but its popularity is  growing.  

Its  very possible that truly global corporations of the future will need to  consider a 

decentralization strategy that includes either many headquartersor no headquar-

ters at all.   

 OB I N  TH E  WORKPLACE 
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organizations;  enhances cooperation across functions,  divisions,  and external groups;  

and potentially offers much quicker response time to the environment.   

  The  Leaner Organization:  Organization  Downsizing 

 The goal of the new organizational forms we have described is to improve agility by 

creating a lean,  focused,  and flexible organization.   Downsizing  is a systematic effort to 

make an organization leaner by closing locations,  reducing staff,  or selling off business 

units that do not add value.  

 The radical shrinking of Waterloo-based BlackBerry was a case of downsizing due 

to loss of market share and changes in consumer demand.  The company started large 

layoffs in mid-2011 ,  which continued until mid-2014 when the companys CEO,  John 

Chen,  wrote the following in a memo to employees:  We have completed the restruc-

turing notification process,  and the work force reduction that began three years ago 

is  now behind us.  33   Forty percent of BlackBerrys employees were laid off between 

September 2013  and May 2014 alone.  The downsizing was the result of difficulties in 

producing an innovative smartphone that could compete with products made by Apple 

and Samsung.  

 Other firms downsize to  direct all  their efforts  toward their core competencies.  

American Express claims to have been doing this in a series of layoffs over more than a 

decade:  7700 jobs in 2001 ;  6500 jobs in 2002;  7000 jobs (10 percent of its workforce)  in 

2008;  and 4000 jobs in 2009.  The 2013  cut of 5400 jobs (8.5  percent of the remaining 

workforce)  represents its biggest retrenchment in a decade.  34  Each layoff has been 

accompanied by a restructuring to reflect changing customer preferences,  away from 

personal customer service and toward online customer service.  According to CEO Ken 

Chennault,  these restructuring initiatives  are designed to make American Express 

more nimble,  more efficient and more effective in using our resources to drive growth   

and to maintain marketing and promotion investments.  35   

         BMW Group operates as a  boundaryless organ ization  in  design ing,  developing,  and  producing  i ts BMW,  

Rol ls-Royce,  and  M in i  cars.  The automakers plant,  shown  here in  Jakarta,  Indonesia,  i s  part of BMWs 

flexible g lobal  production  network that responds qu ickly to fluctuations in  customer demands and  market 

requirements.
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 Some companies focus on lean management techniques to reduce bureaucracy and 

speed decision making.  For example,  Starbucks adopted lean initiatives in 2009,  which 

encompassed all levels of management and also focused on faster barista techniques 

and manufacturing processes.  Customers have generally applauded the shortened wait 

times and product consistency at this well-run corporation.  Starbucks continues to reap 

returns from its lean initiatives,  posting notable revenue gains each quarter.  36   

 Despite the advantages of being a lean organization,  the impact of downsizing on 

organizational performance has been a source of controversy.  37  Reducing the size of 

the workforce has an immediately positive outcome in the form of lower wage costs.  

Companies downsizing to improve strategic focus often see positive effects on stock 

prices after the announcement.  On the other hand,  among companies that only cut 

employees but dont restructure,  profits and stock prices usually decline.  Part of the 

problem is the effect of downsizing on employee attitudes.  Those who remain often feel 

worried about future layoffs and may be less committed to the organization.  38  Stress 

reactions can lead to increased sickness absences,  lower concentration on the job,  and 

lower creativity.  In companies that dont invest much in their employees,  downsizing 

can also lead to more voluntary turnover,  so vital human capital is lost.  The result is a 

company that is more anemic than lean.  

 Companies can reduce negative impacts by preparing in advance,  thus alleviating 

some employee stress and strengthening support for the new strategic direction.  39   The 

following are some effective strategies for downsizing.  Most are closely linked to the 

principles for organizational justice  we discussed in  Chapter   4    :  

        Investment .  Companies that downsize to focus on core competencies are more 

effective when they invest in high-involvement work practices afterward.   

       Communication  .  When employers make efforts to discuss downsizing with 

employees early,  employees are less worried about the outcomes and feel the 

company is taking their perspective into account.   

       Participation  .  Employees worry less if they can participate in the process in 

some way.  In some companies,  voluntary early retirement programs or sever-

ance packages can help achieve leanness without layoffs.   

       Assistance  .  Severance,  extended health care benefits,  and job search assistance 

demonstrate a company cares about its employees and honours their contri-

butions.    

 Companies that make themselves lean can be more agile,  efficient,  and productive

but only if they make cuts carefully and help employees through the process.    

  Why Do  Structures Differ? 
 We have described organizational designs ranging from the highly structured bureau-

cracy to the amorphous boundaryless organization.  The other designs we discussed 

exist somewhere in-between.     

  Exhibit   1 3-5     recaps our discussions by presenting two extreme models of organiza-

tional design.  One we will call the   mechanistic model   .  Its generally synonymous with 

the bureaucracy in that it has highly standardized processes for work,  high formaliza-

tion,  and more managerial hierarchy.  The other extreme,  the   organic model   ,  looks a 

lot like the boundaryless organization.  Its flat,  has fewer formal procedures for making 

decisions,  has multiple decision makers,  and favours flexible practices.  40         
 With these two models in mind,  lets  ask a few questions:  Why are some orga-

nizations structured along more mechanistic lines,  whereas others follow organic 

characteristics?  What forces influence the choice of design? In the following pages,  we 

present the major causes,  or determinants,  of an organizations structure:  strategy,  orga-

nizational size,  technology,  and environment.  41   The  Experiential Exercise   on page  481   

 6  Demonstrate how 

organizational  structures 

di ffer,  and contrast 

mechanistic and  organic 

structural  models.  

  mechanistic  model       A structure 

characterized by high  special ization,  

rigid  departmental ization,  a clear 

chain  of command,  narrow spans of 

control ,  a l imited information  network,  

and central ization.    

  organic model       A structure that 

is flat,  uses cross-functional  and 

cross-hierarchical  teams,  possesses 

a comprehensive information  network,  

has wide spans of control ,  and has 

low formal ization.    
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gives you the opportunity to create different organizational structures and see how they 

can affect productivity.  

  Organizational  Strategy 

 Because structure is  a means to help management achieve its objectives,  and objec-

tives are derived from the organizations overall strategy,  its only logical that structure 

follow strategy.  42  If management significantly changes the organizations strategy,  the 

structure must change to accommodate.  43   Most current strategy frameworks focus on 

three strategy dimensionsinnovation,  cost minimization,  and imitationand the 

structural design that works best with each.  44        

  Innovation  Strategy  
 To what degree does an organization introduce major new products or services?  An 

  innovation strategy   strives to achieve meaningful and unique innovations.  Obviously,  

not all  firms pursue innovation.  Apple and 3M do,  but it certainly is  not a strategy 

pursued by McDonalds.  Innovative firms will use competitive pay and benefits to attract 

top candidates and motivate employees to take risks.  Some degree of mechanistic struc-

ture can actually benefit innovation.  Well-developed communication channels,  policies 

for enhancing long-term commitment,  and clear channels of authority all may make it 

easier for rapid change to occur smoothly.        

  Cost-Minimization  Strategy 

 An organization pursuing a   cost-minimization strategy   tightly controls costs,  refrains 

from incurring unnecessary innovation or marketing expenses,  and cuts prices in selling 

a basic product.  This would describe the strategy pursued by Walmart,  as well as the 

sellers of generic grocery products.  Cost-minimizing organizations pursue fewer policies 

meant to develop commitment among their workforce.      

  Imitation  Strategy 

 Organizations following an   imitation strategy   try to both minimize risk and maximize 

opportunity for profit,  moving into new products or new markets only after innovators 

have proven their viability.  Mass-market fashion manufacturers like H&M that copy 

designer styles follow this strategy,  as do firms such as Hewlett-Packard and Caterpillar.  

    EXHIBIT 1 3-5   Mechanistic vs.  Organic Models       

The Mechanistic Model The Organic Model

  H igh  special ization

  Rig id  departmental ization

  Clear chain  of command

  Narrow spans of control

  Central ization

  H igh  formal ization

  Cross-functional  teams

  Cross-hierarchica l  teams

  Free ow of information

  Wide spans of control

  Decentral ization

  Low formal ization

  innovation  strategy      A strategy 

that emphasizes the introduction  of 

major new products and services.    

  cost-minimization  strategy      A 

strategy that emphasizes tight cost 

controls,  avoidance of unnecessary 

innovation  or marketing  expenses,  

and price cutting.    

  imitation  strategy      A strategy of 

moving  into new products or new 

markets only after their viabi l i ty has 

already been  proven.    

     Simulate  on  MyManagementLab

Organizational  Structure 

     Watch  on  MyManagementLab

ZipCar:  Organizational  Structure 

     Watch  on  MyManagementLab

Rudis Bakery:  Organizational  Structure 
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They follow smaller and more innovative competitors with superior products,  but 

only after competitors have demonstrated that the market is there.  Italys Moleskine,  

a small maker of fashionable notebooks,  is another example of imitation strategy,  but 

in the reverse;  looking to open more retail shops around the world,  its employing the 

expansion strategies of larger,  successful fashion companies Salvatore Ferragamo and 

Brunello Cucinelli.  45      

  Exhibit   1 3 -6     describes  the structural  option that best matches  each strategy.  

Innovators need the flexibility of the organic structure,  while cost minimizers seek 

the efficiency and stability of the mechanistic structure.  Imitators combine the two 

structures.  They use a mechanistic structure in order to maintain tight controls and 

low costs in their current activities,  but create organic subunits in which to pursue new 

undertakings.     

  Organizational  Size 

 An organizations size significantly affects its structure.  46  Organizations that employ 

2000 or more people tend to have more specialization,  more departmentalization,  more 

vertical levels,  and more rules and regulations than do small organizations.  However,  

size becomes less important as an organization expands.  Why is this?  At around 2000 

employees an organization is already fairly mechanistic.  An additional 500 employees 

will  not have much impact.  But adding 500 employees to an organization that has 

only 300 members is likely to significantly shift it toward a more mechanistic structure.   

  Technology 

   Technology   describes the way an organization transfers its inputs into outputs.  Every 

organization has at least one technology for converting financial,  human,  and physical 

resources into products or services.  Ford Motor Company uses an assembly-line process 

to make its vehicles.  Universities may use a number of instruction technologies to teach 

studentsthe formal lecture method,  case-analysis,  experiential exercises,  programmed 

learning and online instruction and distance learning.  Regardless,  organizational struc-

tures adapt to their technology.        

  Variations in  Technology 

 Numerous  s tudies  have  examined  the  technology

structure relationship.  47  What differentiates technologies 

is their  degree of routineness  .  Routine activities are charac-

terized by automated and standardized operations,  such 

as an assembly line,  where one might affix a car door to 

a car at set intervals,  automated transaction processing of 

sales transactions,  and printing and binding  of this book .  

Nonroutine activities are customized and require frequent 

revision and updating.  They include furniture restoring,  

custom shoemaking,  genetic research,  and the writing and 

    EXHIBIT 1 3-6  The StrategyStructure Relationship            

 Strategy  Structural  Option  

 Innovation    Organic:   A loose structure;  low specia l ization,  low formal ization,  decentral ized  

 Cost m in imization    Mechanistic:   Tight control ;  extensive work specia l ization ,  h igh  formal ization,  h igh  central ization  

 Im itation    Mechanistic and organic:   M ix of loose with  tight properties;  tight controls over current activi ties 

and  looser controls for new undertakings 

  technology      The way in  which  an  

organization  transfers i ts inputs into 

outputs.    

 So what does 

 technology  

mean? 
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editing of this  book   .  In general,  organizations engaged in nonroutine activities tend to 

prefer organic structures,  while those performing routine activities prefer mechanistic 

structures.    

  Environment 

 An organizations   environment   includes outside institutions or forces that can affect 

the organizations performance,  such as suppliers,  customers,  competitors,  government 

regulatory agencies,  and public pressure groups.  Some organizations face dynamic 

environmentsrapidly changing government regulations affecting their business,  

new competitors,  difficulties in acquiring raw materials,  continually changing product 

preferences by customers,  and so on.  Other organizations face relatively static envi-

ronmentsfew forces in their environment are changing.  Dynamic environments 

create significantly more uncertainty for managers than do static ones.  To minimize 

uncertainty in key market arenas,  managers may broaden their structure to sense and 

respond to threats.  Most companies,  including Pepsi and WestJet Airlines,  have added 

social networking departments to their structure so as to respond to negative informa-

tion posted on blogs.  Or companies may form strategic alliances with other companies;  

for example,  Microsoft and Yahoo!  joined forces to better compete with Google in the 

online search provider arena.     

 Any organizations environment has three dimensions:  capacity,  volatility,  and 

complexity.  48   

 The  capacity  of an environment refers to the degree to which it can support growth.  

Rich and growing environments generate excess resources,  which can buffer the orga-

nization in times of relative scarcity.  

  Volatility  describes the degree of instability in an environment.  A dynamic environ-

ment with a high degree of unpredictable change makes it difficult for management 

to make accurate predictions.  Because information technology changes at such a rapid 

pace,  for instance,  more organizations environments are becoming volatile.  

 Finally,   complexity  is the degree of heterogeneity and concentration among environ-

mental elements.  Simple environmentslike the tobacco industry,  where the methods 

of production,  competitive and regulatory pressures,  and the like havent changed in 

quite some timeare homogeneous and concentrated.  Environments characterized by 

heterogeneity and dispersionlike the broadband industryare complex and diverse,  

with numerous competitors.  

  Exhibit   1 3-7    summarizes our definition of the environment along its three dimen-

sions.  The arrows in this  figure are meant to  indicate movement toward higher 

    EXHIBIT 1 3-7   Three-Dimensional  Model  of the Environment       

Stable

ComplexSimple

Abundant

Scarce

Dynamic

  environment      Those insti tutions or 

forces outside the organization  that 

potential ly affect the organizations 

performance.    
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uncertainty.  Organizations that operate in environments  characterized as  scarce,  

dynamic,  and complex face the greatest degree of uncertainty because they have high 

unpredictability,  little room for error,  and a diverse set of elements in the environment 

to monitor constantly.   
 Given this three-dimensional definition of  environment ,  we can offer some general 

conclusions about environmental uncertainty and structural arrangements.  The more 

scarce,  dynamic,  and complex the environment,  the more organic a structure should 

be.  The more abundant,  stable,  and simple the environment,  the more mechanistic a 

structure should be.    

  Organizational  Designs and  Employee Behaviour 
 We opened this chapter by implying that an organizations structure can have significant 

effects on its members.  What might those effects be?    

 A review of the evidence leads to a pretty clear conclusion:  You cannot generalize!  

Not everyone prefers the freedom and flexibility of organic structures.  Different factors 

stand out in different structures as well.  In highly formalized,  heavily structured,  mecha-

nistic organizations,  the level of fairness in formal policies and procedures is a very 

important predictor of satisfaction.  In more personal,  individually adaptive organic 

organizations,  employees value interpersonal justice more.  49   Some people are most 

productive and satisfied when work tasks are standardized and ambiguity minimized

that is,  in mechanistic structures.  So any discussion of the effect of organizational design 

on employee behaviour has to address individual differences.  To do so,  lets consider 

employee preferences for work specialization,  span of control,  and centralization.  50

Focus on Research   looks at the impact of working from home on employee behaviour.       

7  Analyze the behavioural  
impl ications of d i fferent 

organizational  designs.  

 Working  from  Home 

Are there  advantages to  companies  that let employees 

work from  home?   Employees who work from  home even  

part of the  time  report they a re  happier,  and   a s  we  saw i n  

 Chapter   3    ,   happier employees are l ikely to be more productive 

than  thei r d i ssatisfied  counterparts.  51   From  an  organ ization s 

perspective,  compan ies are  real izing  gains of five to seven  extra  work hours a  week for 

each  employee working  from home.  There are also cost savings,  from reduced  overhead  for 

office space and  uti l i ties to  el im ination  of unproductive socia l  time.  Employers of a  home-

based  workforce can  establ ish  work teams and  organ izational  reporting  relationsh ips with  

l i ttle  attention  to office pol i tics,  opening  the potentia l  to more objectively assign  roles and  

responsibi l i ties.  These may be some of the reasons organizations have increasingly endorsed  

the concept of telecommuting.  

 Al though  we  can  a l l  th i nk of j obs  that may never be  conduci ve  to  working  from  

home (such  as  many i n  the  service  industry),  not a l l  posi tions  that  could  be  based  from  

home  should  be.  Research  ind icates the success of a  work-from-home posi tion  depends 

on  the  j obs  structu re  even  more  than  on  i ts  ta sks.  The  amoun t of i n terdependence 

needed  between  employees  wi th in  a  team  or  i n  a  reporting  rel a tionsh ip  sometimes 

requ i res   epistemic interdependence  ,  wh ich  i s  each  employees abi l i ty to  pred ict what 

other employees wi l l  do.  Organ ization  consu ltants pay attention  to  how employee  roles 

rela te  i n  the   architecture   of the  organ ization  chart,  rea l i zing  that i n tentiona l  relation -

sh ip  bu i l d ing  i s  key.  Thus,  wh i le  an  employee  may complete  the  tasks  of a  j ob  wel l  by 

working  a lone  from  home,  the  benefi ts  of teamwork can  be  l ost.  

 The success of a  work-from-home program depends on  the individual ,  the job,  and  the 

cu lture of the organ ization.  Work from  home can  be satisfying  for employees and  efficient 

for organ izations,  but research  suggests that there are l im its.   

   FOCUS ON  RESEARCH 
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  The evidence generally indicates that work specialization contributes to  higher 

employee productivitybut at the price of reduced job satisfaction.  However,  work 

specialization is  not an unending source of higher productivity.  Problems start to 

surface,  and productivity begins to suffer,  when the human diseconomies of doing 

repetitive and narrow tasks overtake the economies of specialization.  As the workforce 

has become more highly educated and desirous of jobs that are intrinsically rewarding,  

we seem to reach the point at which productivity begins to decline as a function of 

specialization more quickly than in the past.  While decreased productivity often 

prompts companies to add oversight and inspection roles,  the better answer may be to 

reorganize work functions and accountability.  52  There is still a segment of the workforce 

that prefers the routine and repetitiveness of highly specialized jobs.  Some individuals 

want work that makes minimal intellectual  demands and provides the security of 

routine;  for them,  high work specialization is a source of job satisfaction.  The question,  

of course,  is whether they represent 2 percent of the workforce or 52 percent.  Given that 

some self-selection operates in the choice of careers,  we might conclude that negative 

behavioural outcomes from high specialization are most likely to surface in profes-

sional jobs occupied by individuals with high needs for personal growth and diversity.  

 Its probably safe to say that no evidence supports a relationship between span of 

control and employee satisfaction or performance.  Although its intuitively attractive to 

argue that large spans might lead to higher employee performance because they provide 

more distant supervision and more opportunity for personal initiative,  the research 

fails to support this notion.  Some people like to be left alone;  others prefer the security 

of a boss who is quickly available at all times.  Consistent with several of the contin-

gency theories of leadership  discussed in  Chapter   11     ,  we would expect factors such as 

employees experiences and abilities and the degree of structure in their tasks to explain 

when wide or narrow spans of control are likely to contribute to their performance and 

job satisfaction.  However,  some evidence indicates that a managers job satisfaction 

increases as the number of employees supervised increases.  

 We find fairly strong evidence linking centralization and job satisfaction.  In general,  

less centralized organizations have a greater amount of autonomy.  Autonomy appears 

positively related to job satisfaction.  But,  again,  while one employee may value freedom,  

another may find autonomous environments frustratingly ambiguous.  

 Our conclusion:  To maximize employee performance and satisfaction,  managers 

must take into account individual differences,  such as experience,  personality,  and the 

work task.  Culture should factor in,  too.  

 We can draw one obvious insight:  Other things being equal,  people dont select 

employers randomly.  They are attracted to,  are selected by,  and stay with organizations 

that suit their personal characteristics.  53   Job candidates who prefer predictability are 

likely to seek out and take employment in mechanistic structures,  and those who want 

autonomy are more likely to end up in an organic structure.  So the effect of structure on 

employee behaviour is undoubtedly reduced when the selection process facilitates proper 

matching of individual characteristics with organizational characteristics.  Furthermore,  

companies should strive to establish,  promote,  and maintain the unique identity of their 

structures since skilled employees may quit as a result of dramatic changes.  54   

  GLOBAL  IMPLICATIONS 

 When we think about how culture influences how organizations are to be 

structured,  several questions come to mind.  First,  does culture really matter to 

organizational structure? Second,  do employees in different countries vary in their percep-

tions of different types of organizational structures? Finally,  how do cultural considerations 

fit with our discussion of the boundaryless organization? Lets tackle each question in turn.  
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  Culture  and  Organizational  Structure 

 Does culture really affect organizational structure?  The answer might seem obvious

yes!but there are reasons it may not matter as much as you think.  The US model 

of business has been very influential on organizational structures in other countries.  

Moreover,  US and Canadian structures themselves have been influenced by structures 

in other countries (especially Japan,  Great Britain,  and Germany).  However,  cultural 

concerns still might be important.  Bureaucratic structures still dominate in many parts 

of Europe and Asia.  One management expert argues that US management often places 

too much emphasis on individual leadership,  which may be jarring in countries where 

decision making is more decentralized.  55    

  Culture  and  Employee Structure  Preferences 

 Research suggests  that national  culture influences  the preference for structure.  56  

Organizations that operate with people from high power-distance cultures,  such as 

Greece,  France,  and most of Latin America,  find that their employees are much more 

accepting of mechanistic structures than are employees from low power-distance coun-

tries.  So consider cultural differences along with individual differences when predicting 

how structure will affect employee performance and satisfaction.     

   Culture  and  the  Boundaryless Organization 

 When fully operational,  the boundaryless  organization also  breaks down barriers 

created by geography.  Today most large US companies and some Canadian compa-

nies  see  themselves  as  global  corporations  and many,  such as  Coca-Cola and 

McDonalds,  do as much business overseas as in North America,  and some struggle 

to incorporate geographical regions into their structure.  In other cases,  the boundary-

less organization approach is need-based.  Such is  the case with Chinese companies,  

which have made 93  acquisitions in the oil  and gas industry since 2008  to  meet the 

forecasted demand their resources in China cannot meet.  57  The boundaryless orga-

nization provides one solution because it considers geography more of a tactical,  

logistical issue than a structural one.  In short,  the goal of the boundaryless organiza-

tion is  to  break down cultural  barriers.  

 One way to do so is through strategic alliances.  Firms such as NEC Corporation,  

Boeing,  and Apple each have strategic alliances or joint partnerships with dozens of 

companies.  These alliances blur the distinction between one organization and another 

as employees work on joint projects.  Research from 119  international joint ventures 

(IJVs)  in China indicates that these partnerships allow firms to learn from one another 

and obtain higher new product performance especially where a strong learning culture 

exists.  58   Moreover,  some companies allow customers to perform functions previously 

done by management.  Some AT&T units receive bonuses based on customer evalua-

tions of the teams that serve them.  Finally,  telecommuting is blurring organizational 

boundaries.  The security analyst with Merrill  Lynch who does his job from his ranch 

in Alberta or the software designer in Winnipeg who works for a Waterloo firm are just 

two of the millions of employees who work outside the physical boundaries of their 

employers premises.   

  Culture  and  the  Impact of Downsizing 

 The changing landscape of organizational structure designs has implications for the 

individual progressing on a career path.  Recent research interviews with managers in 

Japan,  the United Kingdom,  and the United States indicate that employees who have 

weathered downsizing and resulting hybrid organizational structures consider their 
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future career prospects diminished.  While this may or may not be true,  it shows that 

organizational structure does affect the employee and thus must be carefully designed.  59

    

         Summary 
 The theme of this chapter is  that an organizations internal structure contributes to 

explaining and predicting behaviour.  That is,  in addition to individual and group factors,  

the structure has a bearing on employee attitudes.  What is the basis for this argument? 

To the degree that an organizations structure reduces ambiguity for employees and 

clarifies concerns such as What am I supposed to do? How am I supposed to do it?  

To whom do I  report?  and To whom do I  go if I  have a problem? it shapes their 

attitudes and facilitates and motivates them to higher levels of performance.   Exhibit   13-8     

summarizes what we have discussed.  

 LESSONS LEARNED 

       Organizational structure 

determines the level of 

autonomy an individual has.   

      Organizational strategy,  

organizational size,  tech-

nology,  and environment 

determine an organizations 

structure.   

      There is no one best struc-

ture,  and individuals differ in 

their preference of organiza-

tional structure.    

    EXHIBIT 1 3-8  Organizational  Structure: I ts Determinants and  Outcomes       

determines Performance

and

satisfaction

Moderated  by

individual

d i fferences and

cultural  norms

associated

with

Causes

    Strategy

    Size

    Technology

    Environment

Structural  designs

    Mechan istic

    Organ ic

    SNAPSHOT SUMMARY 

  What Is Organizational  
Structure? 

   Work Specia l ization  

   Departmental ization  

   Chain  of Command  

   Span  of Control  

   Centra l ization  and  
Decentral ization  

   Formal ization   

  Common Organizational  
Designs 

   The Simple Structure 

   The Bureaucracy 

   The Matrix Structure   

  New Design Options 

   The Virtual  Organ ization  

   The Boundaryless 
Organization  

   The Leaner Organization:  
Organization  Downsizing   

  Why Do Structures Differ? 

   Organizational  Strategy 

   Organizational  Size 

   Technology 

   Environment 

  Organizational Designs 
and Employee Behaviour       

 Study,  practise,  and explore real  business situations with  these helpful  resources:  

       Study Plan:  Check your understanding  of chapter concepts with  self-study quizzes.   

      Online Lesson Presentations:  Study key chapter topics and work through  interactive assessments to 

test your knowledge and master management concepts.   

      Videos:  Learn  more about the management practices and strategies of real  

companies.   

      Simulations:  Practise management decision-making  in  simulated business environments.     

  MyManagementLab 
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  for Review 

    1 .    What are the six key elements 

that define an  organ izations 

structure?   

   2.    What are the characteristics of a  

bureaucracy,  and  how does i t d i f-

fer from  a  simple structure?   

   3 .    What are the characteristics of a  

matrix organ ization?   

   4.    What are the characteristics of a  

vi rtual  organ ization?   

   5.    Why would  managers create a  

boundaryless organ ization?   

   6.    Why do organ izational  structures 

d i ffer,  and  what i s  the d i fference 

between  a  mechanistic structure 

and  an  organ ic structure?   

   7.    What are the behavioural  impl ica-

tions of d i fferent organ izational  

designs?     

  for Managers 

   Specia l ization  can  make opera-

tions more efficient,  but remem-

ber that excessive specia l ization  

can  create employee d issatisfac-

tion  and  reduce motivation .   

   Avoid  design ing  rig id  h ierar-

ch ies that overly l im it employees  

empowerment and  autonomy.   

   Ba lance the advantages of vi rtual  

and  boundaryless organ izations 

against the potentia l  pi tfa l l s  before 

adding  flexible workplace options.   

   Downsize your organ ization  to 

real ize major cost savings,  and  

focus the company around  core 

competenciesbut on ly i f neces-

sary because downsizing  can  have 

a  sign ificant negative impact on  

employee morale.   

   Consider the scarcity,  dynamism,  

and  complexity of the environ-

ment,  and  balance the organic and  

mechanistic elements when  design-

ing  an  organizational  structure.     

  for You 

   Th ink about the type of organ iza-

tional  structure that su its you  best 

when  you  look for a  job.  You  may 

prefer a  structured  workplace,  l ike 

that of a  mechanistic organ ization .  

Or you  may prefer a  much  less 

structured  workplace,  l ike that of 

an  organ ic organ ization.   

   I f you  decide to start your own  

company,  know the d i fferent 

structural  considerations so that 

you  can  create an  organ ization  

that meets your needs as both  a  

business person  and  a  person  with  

additional  interests.   

   As a  manager or as an  entrepre-

neur,  consider how much  respon-

sibi l i ty (central ization/decentral iza-

tion) you  want to take for yourself 

compared  with  how much  you  are 

wi l l ing  to share with  others in  the 

organ ization.        

  OB
 at

Work  
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480  Part 5  Reorgan i zi ng  the  Workp l ace

  There i s  no  right size fi ts a l l  approach  to organ iza-

tional  structure.  How flat,  informal ,  and  col laborative an  

organ ization  should  be depends on  many factors,  but 

no matter what,  management structure i s  needed.  Lets 

consider two cases.  

 People lauded how loosely and  informally Warren  Buf-

fett structured  his investment firm,  Berkshire Hathaway.  

Buffett spends most of h is day reading and talking  infor-

mally with  h ighly gifted  people whom he trusts and  who 

trust h im.  This sounded wonderful  unti l  i t was discovered  

Buffetts CFO and  heir apparent David  Sokol  was on  the 

take.  Sokol  made $3  mil l ion  when  he successful ly lobbied  

for Berkshire Hathaway to acquire a  firm  in  which  he had  

secretly acquired  a  significant stake.  H is insider manoeuvres 

discovered,  Sokol  was forced to resign.  Wouldnt Buffett 

have known Sokol  was compromised  if he supervised  more 

closely or had  structures in  place to check such   freedom?  

Its hard  to argue with  Berkshire Hathaways past successes,  

but they dont prove the company is ideal ly structured.  

 Berksh ire Hathaway i s  a  cautionary example of the 

peri l s  of a  structure that i s   too   flat and  informal .  For 

the benefi ts of a  formal  structure,  look no further than  

Honeywel l  International .  CEO David  Cote seems relaxed  

and  fun-loving  (witness h is Harley-Davidson  rides  and  

office atti re of leather bomber jacket and  jeans),  but h is 

hard-h itting  work eth ic i s  legendary.  As the leader of a  

g lobal  technology and  manufacturing  conglomerate,  

Cote keeps a  tight rein  on  the four industry d ivisions and  

1 32  000 employees.  

 Cotes control  focus does not end  at the executive suite,  

thanks to a  formal  organizational  structure with  job titles,  

security clearances,  role descriptions   the works,  at al l  lev-

els on  the organization  chart.  At the factories,  job titles are 

painted  l iteral ly on  the  floor  to indicate who needs to be 

presentand standingat organizational  meetings moni-

tored  with  a  clock hand that turns red  when  1 5  minutes is  

up.  Not only did  Cote successfully merge three disparate 

company cultures and  more than  250 factories,  but the 

new Honeywell  has cl imbed up the  Fortune   500 ranks and  

pul ls in  $37.1  bi l l ion  in  annual  sales.  The companys prof-

its have increased faster than  sales,  in  part due to Cotes 

insistence on  freezing  raises and hiring  only two to three 

employees for every four to five who exit.  

 The examples of Berksh ire Hathaway and  Honeywel l  

i l lustrate the strong  need  for management structure in  

an  ever-changing,  d iverse,  worldwide marketplace.    

  Managementat least as we know itis dying.  60   For-

mal  organ izational  structures are g iving  way to flatter,  

less bureaucratic,  less formal  structures.  And  thats a  

good  th ing.  

 Today,  leaders are celebrated  for triumphing   over  

structure rather than  for working  wel l  with in  i t.  Innova-

tive companies such  as Apple,  Google,  Facebook,  Twit-

ter,  and  Groupon  were born  and  now thrive thanks not 

to a  multi layered  bureaucracy,  but to an  innovative idea  

that was creatively executed  by a  flexible group of people 

freely col laborating.  Management in  those compan ies 

exists to faci l i tate,  rather than  control .  

 The new wave of el im inating  job ti tles i s  a  prime in-

d icator of compan ies learn ing  to structure for innova-

tion.  Th is trend  i s  a  reflection  of the changes in  job scope 

that have come with  increased  technological  savvy.  For 

instance,  the fact that most managers do their own  key-

boarding  has dramatical ly changed  the job of the office 

secretary of generations before.  The scope of what man-

agers do has broadened  to include typing,  taking  notes,  

and  managing  their own  fi les/schedules,  whi le  the scope 

of what secretaries (or admin istrative assistants)  do has 

broadened  to include making  socia l  media  posts and  as-

suming  techn ical  duties.  The most innovative fi rms have 

questioned  whether they need  job ti tles at a l l ,  instead  

emphasizing  col laboration  throughout the organ ization.  

 The best compan ies have el im inated  offices a l to-

gether and  encourage employees to m ingle and  form  

teams according  to their project in terests.  Th is su its 

younger workers who never d id  want offices,  who as-

pire to work  with   the top players rather than   report to   

them,  and  who value flexible hours and  work from  home 

options.  Job ti tles are gone,  roles are ambiguous,  and  

reporting  relationsh ips morph  by project.  

 The ta lent i s  ready for the el im ination  of management 

as we know i t.  The successfu l  corporation  of the future 

wi l l  have a  flatter organ izational  structure and  account-

abi l i ty based  on  performance.   

  The End  of Management 
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Delegation  Self-Assessment:  Most employees,  whether leaders or team  members,  need  to delegate work from  time 

to time.  Use th is scale to  assess your abi l i ty to delegate effectively.

Cognitive Style Indicator:  Cogn itive style can  profoundly influence both  task preferences and  organizational  structure 

preferences.  Use th is scale to determine your preferred  cognitive style.

Organizational  Structure Assessment:  Personal i ty and  cu ltural  factors can  influence which  organ izational  structure 

you  prefer.  Use th is scale to determine what type of organ izational  structure would  be the best fi t for you.

  P E R S O N AL  I N VE N TORY  A S S E S S M E N T

 Words-in-Sentences Company 

  Overview:   You  are a  smal l  company that 

   1 .    manufactures words;  and   

  2.    packages them  into meaningfu l  Engl ish-language sentences.  61     

 Market research  has establ ished  that sentences of at least 3  words but not more than  6 words are in  

demand.  Therefore,  packaging,  distribution,  and  sales should  be set up for  3- to 6-word sentences .  

  Time:    Approximately 30 m inutes.  (Note:  A production  run  takes 1 0  m inutes.  Whi le  the game i s  more 

effective i f 2  [or more]  production  runs are completed,  even  1  production  run  wi l l  generate effective 

d iscussion  about how organ izational  structure affects performance. )  

  Group Task:    Your group must design  and  participate in  runn ing  a  W-I-S  company.  You  wi l l  be competing  with  

other companies in  your industry.  The success of your company wi l l  depend  on  (a)  your objectives,  

(b) planning,  (c)  organ izational  structure,  and  (d) qual i ty control .  You  should  design  your organ iza-

tion  to be as efficient as possible during  each  1 0-minute production  run.  After the fi rst production  

run ,  you  wi l l  have an  opportun ity to reorgan ize your company i f you  want.  

  Raw Materials:    For each  production  run,  you  wil l  be given  a   raw material  phrase.   The letters found in  the phrase 

serve as the raw materials avai lable to produce new words in  sentences.  For example,  i f the raw 

material  phrase is   organizational  behaviour i s  fun,  you  could  produce the words and  sentence 

Nat ran  to a  zoo.  One way to th ink of your raw material  phrase is to take al l  the letters appearing  

in  the phrase and  write them down as many times as they appear in  the phrase.  Thus,  for the phrase 

 organizational  behaviour i s fun  you  have:  a-4;  b-1 ;  c-0;  d-0;  e-1 ;  f-1 ;  g-1 ;  h-1 ;  i -4;  j -0;  k-0;  l -1 ;  

m-0;  n-3;  o-3;  p-0;  q-0;  r-2 ;  s-1 ;  t-1 ;  u-2;  v-1 ;  w-0;  x-0;  y-0;  z-1 ,  for a  total  of 28 raw material  letters.  

  EXPE R I E N T I AL  E X E R C I S E  

 Form  smal l  groups to d iscuss the fol lowing  topics,  as assigned  by your instructor:  

   1 .    Describe the structure of an  organ ization  in  which  you  worked.  Was the structure appropriate for the tasks 

being  done?   

  2.    Have you  ever worked  in  an  organ ization  with  a  structure that seemed  inappropriate to the task?  What would  

have improved  the structure?   

  3.    You  are considering  opening  up a  coffee bar with  several  of your friends.  What kind  of structure might you  

use?  After the coffee bar becomes successfu l ,  you  decide that expanding  the number of branches might be a  

good  idea.  What changes to the structure might you  make?     

B R E AKO U T  G ROU P  E X E R C I S E S  
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  Production      There are several  ru les that have to be fol lowed  in  producing  words-in-sentences.   If these rules

Standards:   are not followed, your output wil l  not meet production  specifications and  wil l  not pass 

quality-control  inspection.   

    1 .    A letter may appear on ly as often  in  a  manufactured  word  as i t appears in  the raw materia l  

phrase;  for example,   organ izational  behaviour i s  fun  has 1  letter  l  and  1  letter  e.   Thus 

 steal  i s  leg itimate,  but not  tel ler.   I t has too many  l s  and   e  s.   

   2.    Raw materia l  letters can  be used  again  in  d i fferent manufactured  words.   

   3 .    A manufactured   word   may be used  on ly  once   during  a  production  run;  once a  wordfor 

example,   theis used  in  a  sentence,  i t i s  out of stock for the rest of the production  run.  

No other sentence may use the word   the.   

   4.    A new word  may not be made by adding   s   to  form  the plural  of an  a l ready used  manufac-

tured  word.   

   5.    Sentences must make grammatical  and  log ical  sense.   

   6.    Al l  words must be in  the Engl ish  language.   

   7.    Names and  places are acceptable.   

   8.    S lang  i s  not acceptable.   

   9.    Writing  must be leg ible.  Any i l leg ible sentence wi l l  be d isqual i fied.   

  1 0.    Only sentences that have a  minimum of 3  words and a  maximum of 6 words wil l  be considered.    

  Directions:  

    Step 1    Production  Run 1 .  The instructor wi l l  place a  raw material  phrase on  the board  or overhead.  When the 

instructor announces,   Begin  production,  you  are to manufacture as many words as possible and  

package them in  sentences for del ivery to the Qual ity Control  Review Board.  You wil l  have 1 0 minutes.   

   Step 2    When  the instructor announces  Stop production,  you  wi l l  have 30 seconds to del iver your output 

to the Qual ity Control  Review Board.  Output received  after 30 seconds does not meet the del ivery 

schedule and  wi l l  not be counted.  You  may use up to 2  sheets of paper,  and  each  sheet of paper 

must identify your group.   

   Step 3    Your output should  be del ivered  by your qual i ty-control  representative,  who wi l l  work with  the 

other representatives to evaluate the performance of each  of the groups.  

    Measuring  Performance:   The output of your W-I-S  company i s measured  by the total  number of 

acceptable words that are packaged  in  sentences of 3  to 6  words on ly.  

    Quality Control:   I f any word  in  a  sentence does not meet the standards set forth  above,  a l l  the 

words in  the sentence wi l l  be rejected.  The Qual ity Control  Review Board  (composed  of 1  member 

from  each  company) i s  the final  arbiter of acceptabi l i ty.  In  the event of a  tie  vote on  the Review 

Board,  a  coin  toss wi l l  determine the outcome.   

   Step 4    While the output is being evaluated,  you should  make plans for organizing  the second production  run.   

   Step 5   Production  Run  2 .   

   Step 6   The resu lts are presented.   

   Step 7   D iscussion.      

 Just Following Orders 

  E T H I C A L  D I L EMMA  

 Betty Vi n son  took a  j ob  as  a  m id -l evel  accoun tan t for 

$50 000 a  year with  a  smal l  long-distance company that 

grew up to become a  g iant telecom  five years later.  62   

 Hard-working  and  di l igent,  within  two years Ms Vinson  

was  promoted  to  a  sen ior  manager  i n  th e  corpora te 

accounting  d ivision .  In  her new job,  she helped  compi le  

quarterly results,  along with  1 0 employees who reported  to 

her.  Soon after taking the new position,  her bosses asked her 

to make false accounting entries.  At first,  she said  no.  But 

continued pressure led  her to final ly cave in.  Her decision  to 

make the false entries came after the companys chief finan-

cial  officer assured her that he would assume all  responsibility.  
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 Over the course of six quarters,  Ms Vinson  made i l legal  

entries to bolster the companys profits at the request of 

her superiors.  At the end  of 1 8  months,  she had  helped  

fa lsi fy at least $3 .7  bi l l ion  in  profits.  Of course,  the whole 

scheme unravel led,  in  what became the largest fraud  case 

in  corporate h istory.  

 M s  Vi n son  p l eaded  gu i l ty  to  two  crim i n a l  coun ts 

of conspi racy and  securi ties  fraud ,  charges that carry a  

maximum sentence of 1 5 years in  prison.  She was sentenced  

to five months in  prison  and  five months of house arrest.  

 Wha t  wou l d  you  h ave  done  h ad  you  been  i n  M s 

Vin son s  j ob?  I s   j u st fo l l owing  orders  an  acceptable 

excuse for breaking  the law?  I f your l ivel ihood  i s  on  the 

l ine,  do you  say  no  to a  powerful  boss?  What can  orga-

n izations do to lessen  the chance that employees m ight 

capitu late to uneth ical  pressures imposed  by their boss?   

    CAS E  I N C I D E N T S  

  Creative Deviance:  Bucking the Hierarchy? 

 One of the major functions of an  organizational  h ierarchy is  

to increase standardization  and  control  for top managers.  63   

U sing  the  cha in  of command,  managers can  d i rect the 

activi ties of subord inates toward  a  common  purpose.  I f 

the  right person  wi th  a  creative  vi sion  i s  i n  charge of a  

h ierarchy,  the results can  be phenomenal .  Unti l  Steve Jobss 

passing  in  October 201 1 ,  Apple had  used  a  strongly top-

down  creative process in  which  most major decisions and  

innovations flowed  d i rectly through  Jobs and  then  were 

delegated to subteams as specific assignments to complete.  

 Then  there  i s  creative  deviance,  i n  wh ich  i nd ividua l s 

create extremely successful  products despite being  told  by 

senior management to stop working  on  them.  The electro-

static d isplays used  in  more than  half of Hewlett-Packards 

i n struments,  the  tape  sl i tter that was  one  of the  most 

important process innovations in  3Ms h istory,  and  N ich ias 

development of mu l ti -b i l l i on -dol l ar LED  brigh t l i gh ting  

technology were a l l  official ly rejected  by the management 

h ierarchy.  In  a l l  of these cases,  an  approach  l ike Apples 

would  have shut down  some of the most successful  prod-

ucts these companies ever produced.  Doing   business as 

usua l  can  become such  an  imperative in  a  h ierarch ica l  

organization  that new ideas are seen  as threats rather than  

opportun ities for development.  

 I ts not immediately apparent why top-down  decision  

making  works so wel l  for one h ighly creative company l ike 

Apple,  whi le h ierarchy nearly ruined  innovations at several  

other organizations.  It may be that Apples structure is actu-

al ly quite simple,  with  relatively few layers and  a  great deal  

of responsibi l ity placed on  each  individual  for his or her own  

outcomes.  Or it may be that Apple simply had  a  very unique 

leader who was able to rise above the conventional  stric-

tures of a  CEO to create a  culture of constant innovation.   

  Questions 

    1 .    Do you  th ink i ts possible for an  organ ization  to 

del iberately create an   anti -h ierarchy  to encour-

age employees to engage in  more acts of creative 

deviance?  What steps m ight a  company take to 

encourage creative deviance?   

   2.    What are the dangers of an  approach  that encour-

ages creative deviance?   

   3 .    Why do you  th ink a  company such  as Apple i s  able 

to  be  creative wi th  a  strong ly h ierarch ica l  structure,  

whereas other compan ies find  h ierarchy l im i ting?   

   4.    Do you  th ink Apples success has been  entirely 

dependent upon  Steve Jobss role as head  of the 

h ierarchy?  What are the potentia l  l iabi l i ties of 

a  company that i s  so strongly connected  to the 

decision-making  of a  sing le ind ividual?      

    I  Detest Bureaucracy 

 G reg  Strakosch ,  founder and  C EO  of i n teractive  med ia  

company TechTarget,  h a tes  bu reaucracy.  64   So  h e  h as 

created  a  workplace  where  h i s  600  employees are  free 

to come and  go as they please.  There are no set pol icies 

mandati ng  worki ng  hou rs  or  deta i l i n g  s i ck,  persona l ,  

or vacation  days.  Employees  a re  free  to  take  a s  much  

vacation  as they want and  to work the hours when  they 

are most productiveeven  i f i ts  between  midn ight and  

4 a .m .  I f  you  need  a  day off to  take your kid  to  camp?  

No problem.  Strakosch  says ideas l i ke  setting  a  speci fi c 

number of sick days  strike me as arbitrary and  dumb.  

He trusts h is employees to act responsibly.  
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    FROM  CONCEPTS TO SKILLS  

 Strakosch  i s  qu ick to state that  th i s  i sn t a  country 

club.  A painstaking  h i ring  process i s  designed  to weed  

out al l  but the most autonomous.  Managers set ambitious 

quarterly goals,  and employees are given  plenty of indepen-

dence to achieve them.  However,  there is l ittle tolerance for 

fai lure.  As TechTargets website states,  there is a  1 00 percent 

focus on  results.  Employees are fired  for underachieving.  

 Moreover,  while hours are flexible,  employees frequently 

put in  at least 50 hours a  week.  In  addition,  regardless of 

hours worked,  employees are required  to remain  accessible 

via  emai l ,  cel lphone,  instant messaging,  or laptop.  

 Strakoschs approach  seems to be working.  TechTarget 

became a  public company in  May 2007 with  a  $1 00 mil l ion  

IPO and  has grown  to become the leading  on l ine media  

company for the  technology sector.  I n  May 201 4,  the 

company was recogn ized  as one of the  Best Places to 

Work,  the seventh  time i t has been  so recognized.  

  Questions 

    1 .    What type of organ izational  structure does 

TechTarget have?   

   2.    Why does th is type of structure work at TechTarget?   

   3 .    How transferable i s  th is structure to other organ iza-

tions?   

   4.    Would  you  want to work at TechTarget?  Why or 

why not?        

1 . Clarify the assignment.   The place to beg in  i s  to determine what i s  to  

be  delegated  and  to  whom.  You  need  to  identi fy the  person  most 

capable  of doing  the task,  then  determine i f he or she has the time 

and  motivation  to do the job.  

    Assum ing  that you  have  a  wi l l i ng  and  able  employee,  i t  i s  your 

responsibi l i ty to provide clear information  on  what i s being  delegated,  

the  resu l ts  you  expect,  and  any time or performance  expectations 

you  hold.  

    Un less there i s  an  overrid ing  need  to adhere to specific methods,  

you  should  delegate on ly the end  resu lts.  That i s,  get agreement on  

what is to be done and  the end  results expected,  but let the employee 

decide on  the means.   

2. Specify the employees range of discretion.   Every act of delegation  

comes with  constraints.  You  are delegating  authority to  act,  but not 

un l im i ted  authori ty.  What you  are  delegating  i s  authori ty to  act on  

certa in  i ssues and ,  on  those i ssues,  wi th in  certa in  parameters.  You  

need  to specify what those parameters are so employees know,  in  no 

uncertain  terms,  the range of their d iscretion.   

3. Allow the employee to participate.   One of the best sources for deter-

min ing  how much  authority wi l l  be necessary to accompl ish  a  task i s  

the employee who wi l l  be held  accountable for that task.  I f you  a l low 

employees to participate in  determin ing  what i s delegated,  how much  

authority i s  needed  to get the job done,  and  the standards by which  

they wi l l  be  judged,  you  increase employee motivation ,  satisfaction ,  

and  accountabi l i ty for performance.   

4. Inform others that delegation  has occurred.   Delegation  shou ld  not 

occur in  a  vacuum.  Not on ly do you  and  the employee need  to know 

speci fi ca l l y what has been  delegated  and  how much  authori ty has 

been  granted,  but anyone else who may be affected  by the delegation  

act a lso needs to be informed.   

5. Establish feedback controls.   The establishment of controls to monitor the 

employees progress increases the l ikel ihood  that important problems 

  Delegating 
Authority 

 Managers get th ings done 

through  other people.  Be-

cause there are l im its to any 

managers time and  knowl-

edge,  effective managers 

need  to understand  how to 

delegate.   Delegation   i s  the 

assignment of authority to 

another person  to carry out 

specific duties.  I t a l lows an  

employee to make some of 

the decisions.  Delegation  

should  not be confused  with  

participation.  In  participative 

decision  making,  there i s  a  

sharing  of authority.  In  del -

egation,  employees make 

decisions on  their own.  

 A number of actions differ-

entiate the effective delegator 

from the ineffective delegator.  

You can  become a  more effec-

tive delegator if you  use the 

fol lowing five suggestions:  65   
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  Reinforcing  

Skil ls 

  Practising  

Skil ls 

wil l  be identified  early and  that the task wi l l  be completed  on  time and  

to the desired  specifications.  For instance,  agree on  a  specific time for 

completion  of the task,  and  then  set progress dates when  the employee 

wil l  report back on  how well  he or she is doing  and  any major problems 

that have surfaced.  This can  be supplemented with  periodic spot checks 

to ensure that authority guidel ines are not being  abused,  organization  

pol icies are being  fol lowed,  and  proper procedures are being  met.     

 You  are the d i rector of research  and  development for a  large pharmaceuti -

cal  manufacturer.  You  have six people who report d i rectly to  you:  Sue (your 

secretary),  Dale (laboratory manager),  Todd  (qual i ty standards manager),  

Linda  (patent coordination  manager),  Ruben  (market coordination  man-

ager),  and  Marjorie (sen ior projects manager).  Dale i s  the most sen ior of 

the five managers and  i s  general ly acknowledged  as the ch ief candidate to 

replace you  i f you  are promoted  or leave.  

 You  have received  your annual  instructions from  the CEO to develop 

next years budget for your area.  The task i s  relatively routine,  but takes 

qu ite a  bi t of time.  In  the past,  you  have a lways done the annual  budget 

yourself.  But th is year,  because your workload  i s  exceptional ly heavy,  you  

have decided  to try someth ing  d i fferent.  You  are going  to assign  budget 

preparation  to one of your subordinate managers.  The obvious choice i s  

Dale.  Dale has been  with  the company longest,  i s  h igh ly dependable,  and,  

as your probable successor,  i s  most l ikely to gain  from  the experience.  The 

budget i s  due on  your bosss desk in  eight weeks.  Last year i t took you  

about 30 to 35  hours to complete.  However,  you  have done a  budget 

many times before.  For a  novice,  i t m ight take double that amount of time.  

 The budget process i s  general ly stra ightforward.  You  start with  last 

years budget and  modify i t to reflect inflation  and  changes in  departmen-

tal  objectives.  Al l  the data  that Dale wi l l  need  are in  your fi les,  on l ine,  or 

can  be obtained  from  your other managers.  

 You  have just walked  over to Dales office and  informed  h im  of your 

decision.  He seemed  enthusiastic about doing  the budget,  but he a lso has 

a  heavy workload.  He told  you,   I m  regularly coming  in  around  7  a .m.  and  

i ts unusual  for me to leave before 7  p.m.  For the past five weekends,  I ve 

even  come in  on  Saturday morn ings to get my work done.  I  can  do my best 

to  try to find  time to do the budget.  Specify exactly what you  would  say 

to Dale and  the actions you  would  take i f Dale agrees to do the budget.   

1 .   Watch  a  classic movie that has examples of managers  delegating  

assignments.  Pay expl i ci t  a ttention  to  the  i ncidence  of delegation .  

Was delegating  done effectively?  What was good  about the practice?  

How might i t have been  improved?  Movies with  delegation  examples 

include  The Godfather ,   The Firm  ,   Star Trek ,   Office Space  ,   Nine-to-Five  ,  

and   Working Girl .   

   2.    The next time you  have to do a  group project for a  class,  pay expl icit 

attention to how tasks are delegated.  Does someone assume a leadership  

role?  If so,  note how closely the delegation  process is fol lowed.  Is delega-

tion  different in  project or study groups than  in  typical  work groups?         
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    C H A P T E R

  L E ARN I N G  O U TCOM ES 

     Hudson s Bay has struggled  for years to find  i ts  

n iche.  I n  the h igh ly competi tive reta i l  market,  how 

can  the reta i ler adapt to ensure i t stays relevant 

and  profi table?  

14  

 After studying  this chapter,  you  should  be able to:  

  1    Identify the forces for change.   

  2    Compare the four main  approaches to managing  organizational  change.   

  3    Describe the sources of resistance to change.   

  4    Describe two ways to create a culture for change.    

 Organizational  Change 
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hroughout much  of the early 2000s,  Hud-

son s Bay (HBC)  was struggl ing wi th  both  

sa les and  i ts identi ty.  1   As Anthony Stokan,  

a  Toronto-based  reta i l  consultant,  expla ined  

in  March  2006,  You ve got an  organ ization  that has 

been  grovel l ing to turn  around  for a  decade and  the 

shopping opportun i ties for the average Canad ian  

consumer have never been  more extraord inary.   

The reta i l  operation  had  just been  involved  in  a  hos-

ti le takeover by J erry Zucker,  who took the company 

private,  named  h imself CEO,  and  d ism issed  a  

number of sen ior executives.  The battle to 

turn  around  HBCs fortunes began .  

 Zuckers  vision  was a  more 

customer-service oriented  

department store.  By taking 

the company private,  he  l iber-

ated  HBC from  the relentless focus of  the street  on  quarterly performance 

and  a l lowed  necessary changes to occur.   However,  before Zucker cou ld  com-

plete the turnaround ,  he passed  away in  2008.  HBC was then  acqu ired  by another 

equ i ty fi rm ,  whose new board  comprised  experienced  in ternationa l  reta i lers who commit-

ted  to continu ing Zuckers vision  of excel lent customer service and  developing a  new d irec-

tion  for HBC.  

 One of those in ternationa l  reta i lers was Bonn ie Brooks,  who was appointed  president 

and  CEO of HBC in  2008.  Would  Brooks be able to change HBC in  a  way that wou ld  sup-

port the companys viabi l i ty over the long term? 

 HBC is  just one of many organ izations that needs to reinvent i tsel f i f i t i s  to survive in  

a  cha l lenging business envi ronment.  Engaging in  any kind  of change in  an  organ ization  i s 

not easy.  I n  th is  chapter,  we examine the forces for change,  managing change,  and  con-

temporary change issues.                  
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 THE BIG  IDEA 

 Change is inevitable,  

and being able to 

adapt to change will 

help the process go 

more smoothly.  

    Are there positive approaches to change?  

    How do you  respond to change?  

    What makes organizations resist change?   

   OB I S  FOR  EVERYONE 
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  Forces for Change   

 No company today is in a particularly stable environment.  Even those with dominant 

market share must change,  sometimes radically.  The Future Shop store that opened in 

Cornwall,  Ontario,  in mid-November 2014 is a sign of the changes happening to big 

box stores.  2  The store is small,  less than one-third the size of the average Future Shop 

store.  A large warehouse attached to the store caters to online shoppers who then go 

to the store to pick up their items.  Fewer customers show up to browse merchandise.  

Instead,  they do their research online.  Enticing them to pick up merchandise ordered 

online is intended to get people into the store,  so that perhaps they will buy more.  The 

Internet has changed the way people shop,  and big box stores are having to change the 

way they interact with customers.  

 Change or die!   is the rallying cry among todays managers worldwide.   Exhibit   14-1     

summarizes six distinct forces that act as stimulants for change.   

 In a number of places in this book,  we have discussed the changing  nature of the 

workforce  .  Almost every organization must adjust to  a multicultural  environment,  

demographic changes,  immigration,  and outsourcing.  

  Technology  is changing jobs and organizations.  It is not hard to imagine the very idea 

of an office becoming an antiquated concept in the near future.  

 The Canadian housing and financial sectors have experienced extraordinary  economic 

shocks   in recent years,  although not to the extent that they have in the United States.  

The financial turbulence that began in 2008 has eroded the average employees retire-

ment account considerably,  forcing many employees to  postpone their anticipated 

retirement date and,  in some cases,  making it harder for younger people to find jobs.  

 1  Identify the forces for 
change.  

    EXHIBIT 1 4-1   Forces for Change            

 Force  Examples 

 Nature of the workforce  More cu ltural  d iversi ty 

    Ag ing  population  

    Many new entrants with  inadequate ski l l s  

 Technology  Faster,  cheaper,  and  more mobi le  computers 

    On l ine music sharing  

    Deciphering  of the human  genetic code 

 Economic shocks  Rise and  fa l l  of dot-com  stocks 

    Record  low interest rates 

    Turbulent financia l  markets  

 Competition   G lobal  competitors 

    Mergers and  consol idations 

    G rowth  of e-commerce 

 Socia l  trends  In ternet chat rooms 

    Retirement of Baby Boomers 

    Ri se of d iscount and   big  box  retai lers 

 World  pol i tics  G lobal  financia l  crises 

    Open ing  of markets in  Ch ina  

   
 Government shakeups around  the world

Extreme weather 
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Meanwhile,  spending has dropped,  and many Canadian retailers are still suffering the 

consequences today.  

  Competition   has changed.  Competitors are as likely to come from across the ocean as 

from across town.  Successful organizations will be fast on their feet,  capable of devel-

oping new products rapidly and getting them to market quickly.  In other words,  they 

will be flexible and will require an equally flexible and responsive workforce.     

  Social trends   dont remain static either.  Consumers who are otherwise strangers 

now meet and share product information in chat rooms and blogs.  Companies must 

continually adjust product and marketing strategies to be sensitive to changing social 

trends.  For example,  consumers,  employees,  and organizational leaders are increasingly 

sensitive to environmental concerns.  As a result,  green practices have quickly become 

expected rather than optional.  

 Not even globalizations  strongest proponents could have imagined how  world 

politics   would change in recent years.  We have seen a major set of financial  crises 

that have rocked global markets,  Japans fall  into recession in 2014,  a dramatic rise 

in the power and influence of China,  intense shakeups in governments around the 

world,  and the societal  effects  of extreme weather.  Throughout the industrialized 

world,  businessesparticularly in the banking and financial  sectorshave come 

under new scrutiny.  

  Opportunities for Change 

 Organizations  have many opportunities  to  engage in  change.  They can change 

their motivation structures or redesign jobs.  They may engage in corporate social 

responsibility.  They may organize more around teams or share more leadership by 

empowering employees.  They may create flatter structures,  or move to more modular 

structures.  Sometimes the entire culture of the organization needs to  change for 

organizational change to be successful,  as  Case IncidentStarbucks Returns to Its Roots   

         M ichael  Medl ine,  the new CEO of Canadian  Tire,  recognizes that h is company has had  a  poor d ig ita l  pres-

ence in  recent years.  He plans to change that qu ickly by introducing  more consumer emai l  a lerts to help  

h is customers,  including  letting  them  know that i tems they might need  (for example,  shovels when  i ts 

snowing) are on  sa le.
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on page  51 2  shows.   Exhibit   1 4-2     summarizes the range of change targets available 

to organizations.  

  As we discussed the workplace in this book,  and talked about possible change,  we 

might have implied that change happens easily,  perhaps overnight,  and does not require 

careful thought or planning.  This implication exists because we did not discuss how 

these changes actually happen in the workplace,  what has to be done to achieve change,  

and how difficult change actually is.  We wanted you to understand what changes were 

possible before we actually discussed how to carry them out.   

  Change Agents 

 Who is responsible for managing change activities in an organization? The answer is 

  change agents   .  3   They see a future for the organization that others have not identified,  

and they are able to motivate,  invent,  and implement this vision.  Change agents can 

be managers or nonmanagers,  employees of the organization or outside consultants.  4    

  In some instances,  internal management will  hire the services of outside consul-

tants to  provide advice and assistance with major change efforts.  Because they are 

from the outside,  these individuals can offer an objective perspective often unavail-

able to  insiders.  Outside consultants,  however,  are disadvantaged because they 

usually have an inadequate understanding of the organizations  history,  culture,  

operating procedures,  and personnel.  Outside consultants also  may be prone to 

initiating more drastic changeswhich can be a benefit or a disadvantagebecause 

they dont have to  live with the repercussions after the change is  implemented.  In 

contrast,  internal staff specialists or managers,  when acting as change agents,  may 

be more thoughtful (and possibly more cautious)  because they have to  live with the 

consequences of their actions.       

    EXHIBIT 1 4-2   Organizational  Targets for Change 

Change
targets

Purpose

C lari fy or create
mission  and  objectives

Technology

Improve equ ipment,
faci l i ties,  and  
workows

Objective

Set or modify 
specic performance 

targets

Strategy

C larify or create 
strateg ic and

operational  plans

Culture

C larify or create core 
bel iefs and  values

People

Update recru iting  and
selection  practices;

improve tra in ing  and
development

Tasks

Update job  designs
for ind ividuals 
and  groups

Structure

Update organ izational
design  and  coordination

and  mechanisms

       Source:   J .  R.  Schermerhorn  J r. ,  J .  G .  Hunt,  and  R.  N .  Osborn,   Organizational Behavior ,  9th  ed. ,  2005,  

p.   363  ,   Figure   1 6. 1    .  Copyright  2005  John  Wi ley & Sons,  Inc.   

  change agents      People who act as 

catalysts and assume the responsibi l-

ity for managing  change activi ties.    
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  Approaches to  Managing Change   

  I n  2008,  when  Bonn ie Brooks was appointed  president and  CEO of HBC,  many reta i l  ana lysts 

were saying that Hudsons Bay Co.  was too broken  to fix.   5   B rooks l iked  the cha l lenge.  She 

had  spent the previous 1 1  years,  includ ing the last 5 as president,  a t Hong Kong-based  Lane 

Crawford  J oyce Group,  wh ich  had  more than  500 stores in  Asia .  Brooks was in ternationa l ly 

recognized  for her work in  turn ing around  the Lane Crawford  stores.  

 B rooks took what others saw as  Hudson s Bays m isfortunetoo much  rea l  estateand  

turned  i t in to a  benefit.  Rather than  sel l ing off stores,  l ike Sears Canada  had  done,  Brooks turned  

to creating stores with in  stores a t Hudson s Bay.  Top Shop (a  Bri tish  fash ion  reta i ler) ,  Coach ,  

Burberry,  and  Kleinfeld  Brida l  were encouraged  to open  stores in  Hudson s Bay.  She attracted  

new designers for The Room,  a  h igher end  assortment of womens cloth ing.  Brooks noted  that 

Hudson s Bay was in  the right place to do th is:  There i s  no other store in  Canada  that cou ld  

provide that [kind  of shopping experience] .  Sears wou ldn t be able to a ttract those brands and  

Holt Renfrew wouldn t have the space.   

 Customers a lso bought in to the changes.  Five years in to Brooks  term ,  J oe Thacker,  ch ief 

strategist at Toronto-based  Fusion  Reta i l  Analytics,  sa id  the fol lowing:  The turnaround ,  I  th ink,  

is real .  Those numbers arent coming from  industry growth.  Thats a l l  coming from  market share 

ga ins.  What has made Brooks  approach  to change successfu l?  

 To this point,  we have discussed the kinds of changes organizations can make.  Assuming 

that an organization has uncovered a need for change,  how does it engage in the change 

process?  We turn to four approaches to managing change:  Lewins classic three-step 

model of the change process,  Kotters eight-step plan for implementing change,  action 

research,  and appreciative inquiry.  

  Lewins  Three-Step  Model  

 Kurt Lewin argued that successful change in organizations should follow three steps,  

which are illustrated in  Exhibit   1 4-3    :    unfreezing   the status quo,    moving    to a new state,  

and   refreezing    the new change to make it permanent.  6             

 2  Compare the four main  

approaches to managing  

organizational  change.  

         John  Betts,  president of Toronto-based  McDonalds Canada,  i s  a lways looking  for new ideas to reinvent h is  

company.  When  he wanted  to get Canadians to th ink about McDonalds as a  great place to buy coffee,  

the company offered  free coffee for two weeks,  which  brought in  large numbers of customers to try the 

coffee,  and  increased  coffee sa les considerably.

  unfreezing      Change efforts to over-

come the pressures of both  individual  

resistance and group conformity.    

  moving      Efforts to get employees 

involved in  the change process.    

  refreezing      Stabi l izing  a change 

intervention  by balancing  driving  and 

restraining  forces.    
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 The status quo can be considered to be an equilibrium state.  To move from this 

equilibriumto overcome the pressures of both individual  resistance and group 

conformityunfreezing must happen in one of three ways.  (See  Exhibit   1 4-4   . )  The 

  driving forces   ,  which direct behaviour away from the status quo,  can be increased.  

The   restraining forces   ,  which hinder movement from the existing equilibrium, can be 

decreased.  A third alternative is to  combine the first two approaches  .  Companies that have 

been successful in the past are likely to encounter restraining forces because people ques-

tion the need for change.  7  Similarly,  research shows that companies with strong cultures 

excel at incremental change but are overcome by restraining forces against radical change.  8          

 The value of this model can be seen through the example of a large oil company that 

decided to consolidate its three regional marketing offices in Winnipeg,  Calgary,  and 

Vancouver into a single regional office in Calgary.  The decision was made in Toronto,  

and the people affected had no say whatsoever in the choice.  The reorganization meant 

transferring more than 150 employees,  eliminating some duplicate managerial posi-

tions,  and instituting a new hierarchy of command.  

 The oil companys management could expect employee resistance to the consolida-

tion and outlined its alternatives.  Those in Winnipeg or Vancouver may not want to 

transfer to another city,  pull children out of school,  make new friends,  adapt to new 

co-workers,  or undergo the reassignment of responsibilities.  Positive incentives such 

as pay increases,  liberal moving expenses,  and low-cost mortgage funds for new homes 

in Calgary might encourage employees to accept the change.  Management might also 

unfreeze acceptance of the status quo by removing restraining forces.  It could counsel 

employees individually,  hearing and clarifying each employees specific concerns and 

apprehensions.  Assuming that most of the fears are unjustified,  the counsellor could 

assure the employees that there was nothing to fear and then demonstrate,  through 

tangible evidence,  that restraining forces are unwarranted.  If resistance is  extremely 

high,  management may have to resort to both reducing resistance and increasing the 

attractiveness of the alternative if the unfreezing is to be successful.  

 Research on organizational change has shown that,  to be effective,  the actual change 

has to happen quickly.  9   Organizations that build up to change do less well than those 

that get to and through the moving stage quickly.  

 Once the consolidation change has been implemented,  to be 

successful the new situation must be refrozen so that it can be 

sustained over time.  Without this  last step,  change likely will 

be short-lived and employees will try to go back to the previous 

equilibrium state.  The objective of refreezing,  then,  is to stabilize 

the new situation by balancing the driving and restraining forces.  

 How could the oil companys management refreeze its consoli-

dation change?  By systematically replacing temporary forces 

with permanent ones.  Management might impose a new bonus 

system tied to the specific changes desired.  The formal rules and 

regulations governing behaviour of those affected by the change 

should also be revised to reinforce the new situation.  Over time,  

of course,  the work groups own norms will  evolve to sustain the 

new equilibrium.  But until that point is reached,  management 

will have to rely on more formal mechanisms.  

    EXHIBIT 1 4-3   Lewins Three-Step Change Model        

RefreezingMovingUnfreezing

  driving forces      Forces that direct 

behaviour away from the status quo.    

  restraining forces      Forces that 

hinder movement away from the 

status quo.    

    EXHIBIT 1 4-4  Unfreezing  the Status Quo       

Time

Driving

forces

Restrain ing

forces

Desired
state

Status
quo
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 A key feature of Lewins three-step model is its conception of change as an episodic 

activity.  For a debate about whether organizational change today is an episodic activity 

or an ongoing and at times chaotic process,  see  Point/Counterpoint  on page  509  .   

  Kotters  Eight-Step  Plan  for Implementing Change 

 John Kotter of Harvard Business School built on Lewins three-step model to create a 

more detailed approach for implementing change.  10  

 Kotter began by listing common failures that occur when managers try to initiate 

change.  These include the inability to  create a sense of urgency about the need for 

change;  failure to create a coalition for managing the change process;  the absence of a 

vision for change and inability to effectively communicate that vision;  not removing 

obstacles that could impede the achievement of the vision;  failure to provide short-term 

and achievable goals;  the tendency to declare victory too soon;  and/or not anchoring 

the changes in the organizations culture.  

 Kotter then established eight sequential steps to overcome these problems.  These 

steps are listed in  Exhibit   1 4-5    .   

 Notice how  Exhibit   14-5     builds on Lewins model.  Kotters first four steps essentially 

represent the unfreezing stage.  Steps 5  through 7 represent moving.  The final step 

works on refreezing.  Kotters contribution lies in providing managers and change 

agents with a more detailed guide for successfully implementing change.   

  Action  Research 

   Action research    refers to a change process based on the systematic collection of data 

and then selection of a change action based on what the analyzed data indicate.  11   Its 

value is in providing a scientific method for managing planned change.  Action research 

consists of five steps:  diagnosis,  analysis,  feedback,  action,  and evaluation.     

 The change agent,  often an outside consultant in action research,  begins by gathering 

information about problems,  concerns,  and needed changes from members of the 

organization.  This  diagnosis   is analogous to the physicians search to find specifically 

what ails a patient.  In action research,  the change agent asks questions,  reviews records,  

interviews employees,  and listens to their concerns.  

    EXHIBIT 1 4-5   Kotters Eight-Step Plan  for Implementing  Change        

   1 .    Establ ish  a  sense of urgency by creating  a  compel l ing  reason  for why change is needed.   

  2 .    Form  a  coal i tion  with  enough  power to lead  the change.   

  3 .    C reate a  new vision  to d i rect the change and  strategies for ach ieving  the vision .   

  4.    Communicate the vision  throughout the organ ization.   

  5 .     Empower others to act on  the vision  by removing  barriers to change and  encourag ing  

ri sk-taking  and  creative problem-solving.   

  6.     Plan  for,  create,  and  reward  short-term  wins  that move the organ ization  toward  

the new vision .   

  7 .     Consol idate improvements,  reassess changes,  and  make necessary ad justments in  the 

new programs.   

  8.     Reinforce the changes by demonstrating  the relationsh ip  between  new behaviours 

and  organ izational  success.      

  Source:   Based  on  J .  P.  Kotter,   Leading Change   (Boston:  Harvard  Business School  Press,  1 996).   

  action  research      A change process 

based on  the systematic col lection  of 

data and then  selection  of a change 

action  based on  what the analyzed 

data indicate.    
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 Diagnosis is followed by  analysis  .  What problems do people key in on? What patterns 

do these problems seem to take?  The change agent organizes this information into 

primary concerns,  problem areas,  and possible actions.  

 Action research requires the people who will participate in any change program to 

help identify the problem and determine the solution.  So the third step feedback  

requires sharing with employees what has been found from the first and second steps.  

The employees,  with the help of the change agent,  develop action plans for bringing 

about any needed change.  

 Now the  action   part of action research is  set in motion.  The employees and the 

change agent carry out the specific actions they have identified to correct the problems.  

 The final step,  consistent with the scientific underpinnings of action research,  is  eval-

uation   of the action plans effectiveness,  using the initial data gathered as a benchmark.  

 Action research provides at least two specific benefits for an organization.  First,  it 

is problem-focused.  The change agent objectively looks for problems,  and the type of 

problem determines the type of change action.  While this may seem intuitively obvious,  

many change activities are not handled this way.  Rather,  they are solution-centred.  The 

change agent has a favourite solutionfor example,  implementing flextime,  teams,  or a 

process re-engineering programand then seeks out problems that his or her solution 

fits.  Second,  because action research involves employees so thoroughly in the process,  

it reduces resistance to change.  Once employees have actively participated in the feed-

back stage,  the change process typically takes on a momentum of its own under their 

sustained pressure to bring it about.   

  Appreciative  Inquiry 

 Most organizational  change approaches  are  problem 

centred.  They identify a problem or set of problems,  then 

look for a solution.    Appreciative inquiry (AI)    accentuates 

the positive.  12  Rather than looking for problems to fix,  this 

approach seeks to identify the unique qualities and special 

strengths of an organization,  which can then be built on 

to improve performance.  That is,  it focuses on an organiza-

tions successes rather than on its problems.        

 The appreciative inquiry process  (see  Exhibit   1 4-6    )  

consists of four steps,  or Four  D  s,  often played out in a large-group meeting over a 

two- or three-day time period,  and overseen by a trained change agent:  

        Discovery.   Identify what people think are the strengths of the organization.  

Employees recount times they felt the organization worked best or when they 

specifically felt most satisfied with their jobs.   

       Dreaming.   Employees use information from the discovery phase to speculate 

on possible futures for the organization,  such as what the organization will  be 

like in five years.   

    EXHIBIT 1 4-6  The Four  D  s of Appreciative Inquiry 

Discovery

Finding  out the 

best of what is

Dreaming

Visualizing

what might be

Design

Designing

what should  be

Destiny

y

Implementing

what wil l  be

       Source:   Based  on  D.  L.  Cooperrider and  D.  Whitney,   Collaborating for Change: Appreciative Inquiry  (San  Francisco:  Berrett-Koehler,  2000).   

  appreciative inquiry (AI )      An  

approach  to change that seeks to 

identify the unique qual i ties and 

special  strengths of an  organization,  

which  can  then  be bui l t on  to improve 

performance.    

 Are there positive 

approaches to 

change? 
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       Design.   Based on the dream articulation,  participants focus on finding a common 

vision of how the organization will look,  and agree on its unique qualities.   

       Destiny.   In this final step,  participants discuss how the organization is going to 

fulfill its dream,  and they typically write action plans and develop implemen-

tation strategies.     

 AI  has proven to be an effective change strategy in organizations such as Toronto-

based Orchestras Canada,  Ajax,  Ontario-based Nokia Canada,  Burnaby,  BC-based 

TELUS,  Calgary-based EnCana,  and Toronto-based CBC.  

 Nokia Canada employees consider the future,  envision the perfect solutions to the 

future,  and then identify what needs to happen to get to the future as envisioned.  Of 

their AI work,  general manager Nathalie Le Prohon says,  Its very unstructured,  very 

open to innovation and imagination,  and very powerful as a tool for developing new 

thought leadership,  new ways to approach business problems.  13   

 TELUSs Go East division in Calgary has used AI to increase positive ideas among 

customer-care employees.  Barbara Armstrong,  a senior manager,  explains the positive 

impact of the process:  The fact that [front-line workers]  are being heard completely 

changes the way they view things.  14  

 The use of AI in organizations is relatively recent,  and it has not yet been determined 

when it is most appropriately used for organizational change.  15   However,  it does give 

us the opportunity of viewing change from a much more positive perspective.    

  Resistance to  Change   

  Like any change agent,  Bonn ie Brooks faced  resistance as she started  to implement changes at 

Hudsons Bay.  16  Not a l l  of senior management agreed  with  what she was doing.  But she was not 

deterred,  and  she expla ined  how she made the changes happen.  The key is being enthusiastic,  

pa inting a  picture that people can  grasp and  understand  and  generating enough  exci tement,  

motivation .  Once the sen ior management team  got beh ind  the concept of our reinvention ,  I  

th ink my surprise was actua l ly the speed  wi th  wh ich  we made the transformation .   What other 

tactics m ight Brooks have used  to help break down  resistance to change?  

 Our egos are fragile,  and we often see change as threatening.  One recent study showed 

that even when employees are shown data that suggest they need to change,  they latch 

on to whatever data they can find that suggest they are okay and dont need to change.  17  

Employees who have negative feelings about a change cope by not thinking about it,  

increasing their use of sick time,  or quitting.  All these reactions can sap the organization 

of vital energy when its most needed.  18   Resistance to change can be positive if it leads 

to open discussion and debate.  19   These responses are usually preferable to apathy or 

silence and can indicate that members of the organization are engaged in the process,  

providing change agents an opportunity to explain the change effort.  Change agents 

can also use resistance to modify the change to fit the preferences of other members 

of the organization.  When they treat resistance only as a threat,  rather than a point of 

view to be discussed,  they may increase dysfunctional conflict.     
 Resistance to change does not necessarily surface in standardized ways.  It can be 

overt,  implicit,  immediate,  or deferred.  It is easiest for management to deal with resis-

tance when it is overt and immediate,  such as complaints,  a work slowdown,  or a strike 

threat.  The greater challenge is managing resistance that is implicit or deferred.  These 

responsesloss of loyalty to the organization,  loss of motivation to work,  increased 

errors or mistakes,  increased absenteeismare more difficult to recognize.  Deferred 

actions also cloud the link between the change and the reaction to it and may surface 

weeks,  months,  or even years later.  Or a single change that in and of itself might have 

little impact becomes the straw that breaks the camels back  because resistance to 

earlier changes has been deferred and stockpiled.  

 3  Describe the sources of 

resistance to change.  

     Watch  on  MyManagementLab

Organizational  Change (TWZ Role 

Play)  

M1 4_LANG1 781 _07_SE_C1 4. indd   495 2/1 2/1 5   2:20 PM



496  Part 5  Reorgan i zi ng  the  Workp l ace

 Lets look at the sources of resistance.  For analytical purposes,  we have categorized 

them by individual and organizational sources.  In the real world,  the sources often 

overlap.  

  I ndividual  Resistance    

 Individual sources of resistance to change reside in basic 

human characteristics such as perceptions,  personalities,  

and needs.   Exhibit   1 4-7     summarizes four reasons why 

individuals may resist change:  20  

        Self-interest .  People worry that they will  lose some-

thing of value if change happens.  Thus,  they look 

after their own self-interests rather than those of 

the total organization.   

       Misunderstanding and lack of trust.   People resist change when they dont under-

stand the nature of the change and fear that the cost of change will outweigh 

any potential gains for them.  This often occurs when they dont trust those 

initiating the change.   

       Different assessments.   People resist change when they see it differently than 

their managers do and think the costs outweigh the benefits,  even for the 

organization.  Managers may assume that employees have the same informa-

tion that they do,  but this is not always the case.   

       Low tolerance for change.   People resist change because they worry that they do 

not have the skills and behaviour required of the new situation.  They may feel 

that they are being asked to do too much,  too quickly.    

   In addition to the above,  individuals sometimes worry that being asked to change 

may indicate that what they have been doing in the past was somehow wrong.  Managers 

should not overlook the effects of peer pressure on an individuals response to change.  

As well,  the managers attitude (positive or negative)  toward the change and his or her 

relationship with employees will affect an individuals response to change.    

    EXHIBIT 1 4-7   Sources of Individual  Resistance to Change      

  Source:   Based  on  J .  P.  Kotter and  L.  A.  Sch lesinger,   Choosing  Strategies for Change,   Harvard 

Business Review ,  Ju lyAugust 2008,  pp.   1 07   1 09  .   

Misunderstanding

and  lack of trust

Different

assessments

Individual

Resistance

Low tolerance

for change

Self-interest

 How do you  

respond to 

change? 

     

P I A

PERSONAL INVENTORY ASSESSMENT

Learn About Yourself 

Whats  My Comfort with 
Change?  
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 The  Ethical Dilemma   on page  511   looks at one employees resistance to a change in 

the workplace and asks you to consider whether the plan for implementing that change 

might have been part of the problem.  

  Cynicism 

 Employees often feel cynical about the change process,  particularly if they have been 

through several rounds of change,  and nothing appears (to them)  to have changed.  

One study identified sources of cynicism in the change process of a large unionized 

manufacturing plant.  21   The major elements  contributing to  the cynicism were as 

follows:  

       Feeling uninformed about what was happening  

      Lack of communication and respect from ones manager  

      Lack of communication and respect from ones union representative  

      Lack of opportunity for meaningful participation in decision making   

 The researchers also found that employees with negative personalities were more 

likely to be cynical about change.  While organizations might not be able to change 

an individuals personality,  they certainly have the ability to provide greater commu-

nication and respect,  as well as opportunities to participate in decision making.  The 

researchers found that cynicism about change led to such outcomes as lower commit-

ment,  less satisfaction,  and reduced motivation to work hard.    

  Organizational  Resistance 

 Organizations,  by their very nature,  are conservative.  22  They 

actively resist change.  You dont have to  look far to  see 

evidence of this phenomenon.  Government agencies want 

to  continue doing what they have been doing for years,  

whether the need for their service changes or remains the 

same.  Organized religions are deeply entrenched in their 

history.  Attempts to change church doctrine require great 

persistence and patience.  Educational institutions,  which 

exist to  open minds and challenge established ways of 

thinking,  are themselves extremely resistant to change.  Most school systems are using 

essentially the same teaching technologies today as they were 50 years ago.  Similarly,  

most business firms appear highly resistant to change.   Case IncidentWhen Companies 

Fail to Change   on page  513   considers how the failure to innovate has left a number of 

once leading-edge companies at the back of the pack.     

 Six major sources  of organizational  resistance (shown in  Exhibit   1 4-8    )  are as 

follows:  23   

        Structural inertia.   Organizations have built-in mechanismssuch as their 

selection processes and formalized regulationsto produce stability.  When an 

organization is confronted with change,  this structural inertia acts as a counter-

balance to sustain stability.   

       Limited focus of change.   Organizations are made up of a number of interdependent 

subsystems.  One cannot be changed without affecting the others.  So limited 

changes in subsystems tend to be nullified by the larger system.   

       Group inertia.   Even if individuals want to change their behaviour,  group norms 

may act as a constraint.   

       Threat to expertise.   Changes in organizational patterns may threaten the exper-

tise of specialized groups.   

 What makes 

organizations 

resist change? 
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        Threat to established power relationships.   Any redistri-

bution of decision-making authority can threaten 

long-established power relationships within the 

organization.   

        Threat to established resource allocations.   Groups in the 

organization that control sizable resources often see 

change as a threat.  They tend to be content with the 

way things are.     

 The  Experiential  Exercise   on page  510   asks  you to 

identify how power relationships are affected by orga-

nizational change.   

  Overcoming Resistance to  Change 

 Not all change is good.  Research has shown that some-

times an emphasis on making speedy decisions can lead 

to bad decisions.  Sometimes the line between resisting 

needed change and falling into a speed trap is a fine one 

indeed.  24  What is more,  sometimes in the fog of change,  

those who are initiating change fail  to realize the full 

magnitude of the effects they are causing or to estimate 

their true costs to the organization.  Thus,  although the 

perspective generally taken is that rapid,  transformational 

change is good,  this is not always the case.  Change agents 

need to carefully think through the full implications.     

 Eight tactics can be used by change agents to  deal 

with resistance to change.  25   Lets review them briefly.  

         Education and communication.   Communicating the logic 

of a change can reduce resistance on two levels.  First,  it 

fights the effects of misinformation and poor commu-

nication:  If employees receive the full facts and get 

any misunderstandings cleared up,  resistance should 

subside.  Second,  communication can be helpful in 

selling the need for change.  Research shows that 

    EXHIBIT 1 4-8  Sources of Organizational  Resistance to  Change       

Organizational
Resistance

Threat to established
resource al locations

Structural
inertia

Threat to established
power relationships

Limited  focus 
of change

Threat to
expertise

Group
inertia

         Canadas Yel low Pages Group is a  company that has faced significant change.  

The company has d iversified  from print d irectories to aggressively develop 

and  market onl ine directories and  direct marketing  services for businesses.  

Despite this h igh  degree of organizational  change,  Yel low Pages Group has 

been  named a  top employer repeatedly.  By emphasizing  its strong  culture of 

continuous improvement and attracting  employees that share its values,  the 

company is able to reduce organizational  resistance to change.
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 change is more likely when the need for change is packaged properly.  26  A 

study of German companies revealed that changes are most effective when a 

company communicates its rationale,  balancing various stakeholder (share-

holders,  employees,  community,  customers)  interests,  vs.  a rationale based 

on shareholder interests only.  27  Similarly,  a study of a changing organization 

in the Philippines found that formal change information sessions decreased 

employees anxiety about the change,  while providing high-quality informa-

tion about the change increased their commitment to it.  28       

       Participation and involvement.   Its difficult for individuals to resist a change 

decision in which they have participated.  Assuming that the participants 

have the expertise to make a meaningful contribution,  their involvement can 

reduce resistance,  obtain commitment,  and increase the quality of the change 

decision.  However,  against these advantages are the negatives:  potential for a 

poor solution and great consumption of time.      
       Building support and commitment.   When employees fear and anxiety are high,  

employee counselling and therapy,  new-skills training,  or a short paid leave 

of absence may facilitate adjustment.  When managers or employees have low 

emotional commitment to change,  they favour the status quo and resist it.  29   

Employees are also more accepting of changes when they are committed to 

the organization as a whole.  30  So firing up employees and emphasizing their 

commitment to the organization overall can also help them emotionally 

commit to the change rather than embrace the status quo.   

       Developing positive relationships.   People are more willing to accept changes 

if they trust the managers implementing them.  31   One study surveyed 235  

employees from a large housing corporation in the Netherlands that was 

experiencing a merger.  Those who had a more positive relationship with their 

supervisors,  and who felt that the work environment supported development,  

were much more positive about the change process.  32  A 2011  set of studies 

found that individuals whose personalities made them more resistant to 

change felt more positive about a change if they trusted the change agent.  33   

This research suggests that if managers are able to facilitate positive relation-

ships,  they may be able to overcome resistance to change even among those 

who ordinarily dont like changes.   

       Implementing changes fairly.   One way organizations can minimize the nega-

tive impact of change is to make sure the change is implemented fairly.   As we 

learned in  Chapter   4   ,  procedural    fairness becomes especially important when 

employees perceive an outcome as negative,  so its crucial that employees see the 

reason for the change and perceive its implementation as consistent and fair.  34   

       Manipulation and co-optation.   The term  manipulation   refers to covert influence 

attempts.  Twisting and distorting facts to make them more attractive,  with-

holding undesirable information,  and creating false rumours to get employees 

to accept a change are all examples of manipulation.  If management threatens 

to close a manufacturing plant whose employees are resisting an across-

the-board pay cut,  and if the threat is actually untrue,  management is using 

manipulation.   Co-optation  ,  on the other hand,  is a form of both manipulation 

and participation.  It seeks to buy off the leaders of a resistance group by 

giving them a key role,  seeking their advice not to find a better solution but to 

get their endorsement.  Both manipulation and co-optation are relatively inex-

pensive ways to gain the support of adversaries,  but they can backfire if the 

targets become aware they are being tricked or used.  Once that is discovered,  

the change agents credibility may drop to zero.   

     

P I A
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Leading Positive Change 

     Simulate  on  MyManagementLab

Change 
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       Selecting people who accept change.   Research suggests that the ability to easily 

accept and adapt to change is related to personalitysome people simply 

have more positive attitudes about change than others.  35   Such individuals are 

open to experience,  take a positive attitude toward change,  are willing to take 

risks,  and are flexible in their behaviour.  One study of managers in the United 

States,  Europe,  and Asia found that those with a positive self-concept and high 

risk tolerance coped better with organizational change.  A study of 258 police 

officers found that those who were higher in growth-needs,  internal locus 

of control,  and internal work motivation had more positive attitudes about 

organizational change efforts.  36   Individuals higher in general mental ability 

are also better able to learn and adapt to changes in the workplace.  37  In sum,  

an impressive body of evidence shows organizations can facilitate change by 

selecting people predisposed to accept it.    

   Its also important for change agents to be aware of how adaptable work-

place teams are to change.  Studies have shown that teams with a collective 

orientation to learning about and mastering tasks are better able to adapt to 

changing environments.  38   This research suggests that it may be necessary to 

consider not only individual motivation but also group motivation when 

planning to implement changes.  

        Explicit and implicit coercion.   Coercion is the application of direct threats or 

force upon the resisters.  If management really is determined to close a manu-

facturing plant whose employees do not accept a pay cut,  the company is 

using coercion.  Other examples are threats of transfer,  loss of promotions,  

negative performance evaluations,  and a poor letter of recommendation.  The 

advantages and drawbacks of coercion are approximately the same as those 

for manipulation and co-optation.    

 As you read  OB in the Workplace ,  consider which of the above steps staff at Rockwood 

Institution used to help inmates introduce changes into their lives.    

 Habitat for Humanity and  Rockwood  Insti tution  
Partner to Change Lives 

  How can  prison  inmates be  encouraged  to  learn  new ski l l s  and  influence their 

community in  positive ways?   Recidivism rates among released offenders are higher 

when those offenders dont perceive any other lifestyle options that would enable them 

to effectively support themselves and their loved ones.  39   At Rockwood Institution in 

Manitoba,  Assistant Warden Shannon Plowman has found an effective formula to 

change recidivism rates by partnering with Linda Peters,  the vice president of Program 

Delivery for Habitat for Humanity.  Their program,  which is financially supported by 

Public Safety Canada and Human Resources and Skills Development Canada,  gives 

minimum-security inmates with poor job prospects the opportunity to learn market-

able construction skills in a safe and supportive environment.  

 At Rockwood,  inmates who participate in the Habitat for Humanity specialized work 

program are provided with formal instruction on tool use and construction basics.  

Then,  under professional supervision,  they apply those skills to building a ready-to-

transport house on the grounds of the correctional facility.  The homes are then relocated 

to appropriate sites and are provided to needy families on the Habitat for Humanity 

waiting list.  Eligible program graduates  can also do supervised work in the broader 

community,  receiving day passes to help on Habitat for Humanity builds in nearby 

 OB I N  TH E  WORKPLACE 
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From Concepts to Skills   on pages  513   515   provides additional tips for carrying out 

organizational change.   

  The  Pol itics of Change 

 No discussion of resistance to change would be complete without a brief mention of 

the politics of change.  Because change invariably threatens the status quo,  it inherently 

implies political activity.  40  

 Politics  suggests  that the demand for change is  more 

likely to  come from outside change agents,  employees who 

are new to the organization (who have less invested in the 

status  quo) ,  or managers who are slightly removed from 

the main power structure.  Managers  who have spent their 

entire careers  with  a single organization and eventually 

achieve a senior position in the hierarchy are often major 

impediments to change.  Its  a very real threat to their status 

and position.  Yet they may be expected to implement change 

to demonstrate that they are not merely caretakers.  By acting 

as change agents,  they can convey to stockholders,  suppliers,  

employees,  and customers that they are addressing problems 

and adapting to  a dynamic environment.  Of course,  as you 

might guess,  when forced to  introduce change,  these long-

time power holders tend to implement incremental change.  

Radical change is too threatening.  This explains why boards 

of directors  that recognize the need for rapid and radical 

change frequently turn to outside candidates for new leader-

ship.  41    OB in Action   provides some tips for keeping the pace 

of change going quickly.       

  Creating a  Culture  for Change   

  I n  2013,  Hudson s  Bay (HBC)  announced  that Bonn ie Brooks  term  as president wou ld  end  

in  J anuary 2014 and  that she wou ld  become the vice-cha irman  to assist R ichard  Baker (who 

had  become CEO of HBC in  2012)  with  corporate strategy.  43   Liz Rodbel l ,  president of HBCs 

Lord  & Taylor cha in ,  was appointed  to replace Brooks as president.  Brooks was not on ly the 

president of Hudsons Bay but a lso i ts voice.  Noted  for her  low,  smoky voice,  she starred  in  a  

number of rad io ads,  announcing that someth ing was on  sa le.  Rodbel l  became the new voice  

Winnipeg and surrounding communities.  These day passes are highly desirable,  viewed 

as a privilege and reward.  Upon release,  some people even find transitional employ-

ment with Habitat for Humanity,  working there for several months to help develop an 

employment history and contacts in the construction industry.  

 This program manages change well.  It focuses on providing education and fostering 

participation and direct involvement.  Parole officers try to recommend new participants 

who are already open to changing their lives and most graduates  advocate for the 

program to other inmates.  Support and commitment to the program are increased by 

allowing some participants to meet the families receiving the new homes,  something that 

inmates report as being a transformative experience in their lives.  One participant stated that 

I never realized I could be proud for good things I was doing. Before I was always admired 

for being scary and fighting,  it surprises me how proud I am of working on this house.  

 Rockwood officials and Habitat for Humanity staff work together to create an envi-

ronment that enables,  supports,  and then reinforces and rewards positive change.  It is 

a model many for-profit companies could learn from.   

 How to Speed  Up the 
Pace of Change 

      Compel executives to  confront reality  and 

 agree on ground rules   for working together.   

      Limit change initiatives  to two or three.   

      Move ahead quickly  and dialogue with those 

not on board.   

     Get  all employees engaged .  Explain how 

changes are relevant to them personally.   

     Offer appropriate  rewards and incentives  .   

      Celebrate milestones  .   

      Anticipate   and  defuse  postlaunch blues and 

midcourse overconfidence.  42    

   OB I N  ACTI ON  
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of Hudsons Bay ads as of the 2014 hol iday season.  Wi l l  customers respond  as favourably to 

Rodbel l  as they d id  Brooks? 

 When  Brooks  new position  was announced,  concern  among investors led  HBCs stock price 

to  d rop th ree poin ts  immed iately a fterward .  What wou ld  th is  reaction  mean  for the changes 

a l ready underway i n  the  company (such  a s  the  pu rchase  of Saks  Fi fth  Avenue)?  B rooks 

expressed  confidence that change wou ld  continue at HBC,  and  that she wou ld  sti l l  be a  part of 

that change.  As she describes her new role:  My main  in terest i s  the cha l lenge of change,  and  

the cha l lenge of taking on  projects that aren t for the fa in t of heart.   

 H as Brooks  emphasis  on  change over fi ve  years as  presiden t been  enough  to  create a  

cu l tu re of con tinuous change wi th in  HBC tha t wi l l  con tinue to  keep the reta i l er relevan t to 

customers?  H ow can  HBC compete  successfu l l y  wi th  N ord strom ,  a  recen t en tran t to  the 

Canad ian  reta i l  market,  and  La  Maison  Simons,  wh ich  is  expand ing beyond  Quebec?  

 We have considered how organizations can  adapt  to  change.  But recently,  some OB 

scholars have focused on a more proactive approachhow organizations can  embrace   

change by transforming their cultures.  In this section we review two such approaches:  

stimulating an innovative culture and creating a learning organization.  

  Stimulating a  Culture  of I nnovation 

 How can an organization become more innovative? Although there is no guaranteed 

formula,  certain characteristics surface again and again when researchers study innova-

tive organizations.  44  We consider the characteristics as structural,  cultural,  and human 

resources.  Change agents should consider introducing these characteristics into their 

organization if they want to create an innovative climate.  Lets start by clarifying what 

we mean by innovation.  

  Defini tion  of  Innovation  

 Change refers to  making things different.    Innovation   ,  a more specialized kind of 

change,  is a new idea applied to initiating or improving a product,  process,  or service.  45   

So all innovations involve change,  but not all changes necessarily involve new ideas 

or lead to significant improvements.  Innovations can range from small incremental 

improvements,  such as tablet computers,  to radical breakthroughs,  such as Nissans 

electric Leaf car.      

  Sources of Innovation  

  Structural variables   have been the most studied potential  source of innovation.  46   A 

comprehensive review of the structureinnovation relationship leads to the following 

conclusions:  47  

        Organic structures positively influence innovation.   Because they are lower in 

vertical differentiation,  formalization,  and centralization,  organic organiza-

tions facilitate the flexibility,  adaptation,  and cross-fertilization that make the 

adoption of innovations easier.   

       Long tenure in management is associated with innovation.   Managerial tenure 

apparently provides legitimacy and knowledge of how to accomplish tasks 

and obtain desired outcomes.   

       Innovation is nurtured when there are slack resources.   Having an abundance of 

resources allows an organization to afford to purchase innovations,  bear the 

cost of instituting innovations,  and absorb failures.   

       Interunit communication is high in innovative organizations.   48   Innovative organi-

zations are high users of committees,  task forces,  cross-functional teams,  and 

other mechanisms that facilitate interaction across departmental lines.    

 4  Describe two ways to 

create a cul ture for 

change.  

  innovation       A new idea appl ied  

to in itiating  or improving  a product,  

process,  or service.    
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 Innovative organizations tend to have similar  cultures  .  They encourage experimenta-

tion.  They reward both successes and failures.  They celebrate mistakes.  Unfortunately,  in 

too many organizations,  people are rewarded for the absence of failures rather than for 

the presence of successes.  Such cultures extinguish risk-taking and innovation.  People 

will suggest and try new ideas only when they feel such behaviours exact no penalties.  

Managers in innovative organizations recognize that failures are a natural by-product 

of venturing into the unknown.  3M is known for its culture of innovation,  as  OB in the 

Workplace   describes.          

         Ba idu,  a  Ch inese company that made the fi rst search  engine designed  specifical ly for the Ch inese language,  

has bu i l t a  cu l ture that fosters innovation.  Baidu  describes i ts  cu l ture as simple and  rel iable,  where candour 

and  trust are valued,  pol i ticking  i s  taboo,  and  an  organ ic structure promotes the cross-ferti l i zation  of ideas.

 3M  Is a  Leader in  Innovation  

  What does it take to be a  leader in  innovation?  Many organizations strive to achieve 

the standard of innovation reached by 3M,  the company responsible for the develop-

ment of waterproof sandpaper,  masking tape,  and Post-it   notes.  49   3M has developed a 

reputation for sustained innovation over a long period of time,  even though it is a large 

organization with over $30 billion in global sales,  over 80 000 employees worldwide,  

and operations in more than 70 countries.  It has a stated objective that 30 percent of its 

sales are to come from products less than four years old.  In one year alone,  3M launched 

more than 200 new products.  

 In 201 4,  two of its  technologies won Edison Awards,  a global  competition for 

exceptional creativity and ingenuity.  The company won a silver award for its Petrifilm   

 Salmonella   Express Systema test method for the rapid detection and biochemical 

confirmation of salmonella in food.  It also won a bronze for its Two-Phase Immersion 

Cooling Technology using 3M   Novec   Engineered Fluida cooling technology for 

hardware in data centres that can be used to significantly reduce energy costs.  

 OB I N  TH E  WORKPLACE 
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  Within the  human resources   category,  innovative organizations actively promote 

the training and development of their members so that they keep current,  offer high 

job security so employees dont fear getting fired for making mistakes,  and encourage 

individuals  to  become champions of change.  Once a new idea is  developed,    idea 

champions    actively and enthusiastically promote the idea,  build support for it,  over-

come resistance to it,  and ensure that its implemented.  50  Champions have common 

personality characteristics:  extremely high self-confidence,  persistence,  energy,  and a 

tendency to take risks.  They also display characteristics associated with transforma-

tional leadership.  They inspire and energize others with their vision of the potential 

of an innovation and through their strong personal conviction in their mission.  Idea 

champions are good at gaining the commitment of others,  and their jobs provide 

considerable decision-making discretion.  This autonomy helps them introduce and 

implement innovations in organizations.  51        

  Creating a  Learning Organization  

 Another way an organization can proactively manage change is to make continuous 

growth part of its cultureto become a learning organization.  52  

  What Is  a  Learning Organization? 

 Just as  individuals learn,  so  too do organizations.  A   learning organization    is  an 

organization that has developed the continuous capacity to adapt and change.  All 

organizations learn,  whether they consciously choose to or notit is a fundamental 

requirement for their sustained existence.  53   Some organizations just do it better than 

others.     

 Most organizations engage in what has been called   single-loop learning   .  54  When 

errors are detected,  the correction process relies on past routines and present policies.  

This type of learning has been likened to a thermostat,  which,  once set at 17C,  simply 

turns on and off to keep the room at the set temperature.  It does not question whether 

the temperature should be set at 17C.  In contrast,  learning organizations use   double-

loop learning  .  They correct errors by modifying the organizations objectives,  policies,  

and standard routines.  Double-loop learning challenges deeply rooted assumptions and 

norms within an organization.  It provides opportunities for radically different solutions 

to problems and dramatic jumps in improvement.  To draw on the thermostat analogy,  

a thermostat using double-loop learning would try to determine whether the correct 

policy is 17C,  and whether changes might be necessitated by the change in season.      

    Exhibit   14-9     summarizes the five basic characteristics of a learning organization.  Its 

one in which people put aside their old ways of thinking,  learn to be open with each 

other,  understand how their organization really works,  form a plan or vision on which 

everyone can agree,  and then work together to achieve that vision.  55   

 Why is 3M such a successful innovator? The company encourages its employees to 

take risksand rewards the failures,  as well as the successes.  3Ms management has 

the patience to see ideas through to successful products.  It invests nearly 7 percent of 

company sales revenue in research and development,  yet management tells its R & D 

people that not everything will  work.  It also fosters a culture that allows people to 

defy their managers.  For instance,  each new employee and his or her manager take a 

one-day orientation class where,  among other things,  stories are told of victories won 

by employees despite the opposition of their boss.  

 All of 3Ms scientists and managers are challenged to keep current. Idea champions 

are created and encouraged by allowing scientists and engineers to spend up to 15 percent 

of their time on projects of their own choosing. If a 3M scientist comes up with a new idea 

but finds resistance within the researchers own division,  he or she can apply for a $70 000 

grant from an internal venture-capital fund to further develop the idea.   

  idea champions      Individuals who 

actively and enthusiastical ly promote 

an  idea,  bui ld  support for i t,  overcome 

resistance to i t,  and ensure that the 

idea is implemented.    

  learning organization       An  organi-

zation  that has developed the continu-

ous capacity to adapt and change.    

  single-loop learning      A process of 

correcting  errors using  past routines 

and present pol icies.    

  double-loop learning      A process 

of correcting  errors by modifying  the 

organizations objectives,  pol icies,  and 

standard routines.    
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  Proponents of the learning organization envision it as a remedy for three fundamental 

problems of traditional organizations:  fragmentation,  competition,  and reactiveness.  56   

First,   fragmentation   based on specialization creates walls and chimneys that separate 

different functions into independent and often warring fiefdoms. Second,  an overemphasis 

on  competition   often undermines collaboration.  Managers compete to show who is right,  

who knows more,  or who is more persuasive.  Divisions compete when they ought to coop-

erate and share knowledge.  Team leaders compete to show who the best manager is.  Third,  

 reactiveness   misdirects managements attention to problem solving rather than creation.  

The problem solver tries to make something go away,  while a creator tries to bring some-

thing new into being.  An emphasis on reactiveness pushes out innovation and continuous 

improvement and,  in its place,  encourages people to run around putting out fires.   

  Managing Learning 

 What can managers do to  make their firms learning organizations?  Here are some 

suggestions:  

        Establish a strategy.   Managers need to make their commitment to change,  inno-

vation,  and continuous improvement explicit.   

       Redesign the organizations structure.   The formal structure can be a serious 

impediment to learning.  Flattening the structure,  eliminating or combining 

departments,  and increasing the use of cross-functional teams reinforces inter-

dependence and reduces boundaries.   

       Reshape the organizations culture.   To become a learning organization,  managers 

must demonstrate by their actions that taking risks and admitting failures are 

desirable traits.  That means rewarding people who take chances and make 

mistakes.  Managers also need to encourage functional conflict.  The key to 

unlocking real openness at work,  says one expert on learning organizations,  

is to teach people to give up having to be in agreement.  We think agree-

ment is so important.  Who cares? You have to bring paradoxes,  conflicts,  and 

dilemmas out in the open,  so collectively we can be more intelligent than we 

can be individually.  57       

  GLOBAL  IMPLICATIONS 

 A number of change issues we have discussed in this  chapter are culture-

bound.  To illustrate,  lets briefly look at five questions:  

        Do people believe change is possible?   Remember that cultures vary in terms of 

beliefs about their ability to control their environment.  In cultures in which 

    EXHIBIT 1 4-9  Characteristics of a  Learning  Organization        

   1 .    The organ ization  has a  shared  vision  that everyone agrees on .   

  2 .     People d iscard  their old  ways of th inking  and  the standard  routines they use for 

solving  problems or doing  their jobs.   

  3 .     Members th ink of a l l  organ izational  processes,  activi ties,  functions,  and  interactions 

with  the environment as part of a  system  of interrelationsh ips.   

  4.     People open ly communicate with  each  other (across vertical  and  horizontal  bound-

aries)  without fear of cri ticism  or pun ishment.   

  5 .     People suppress their personal  sel f-interest and  fragmented  departmental  interests to 

work together to ach ieve the organ izations shared  vision .      

  Source:   Based  on  P.  M .  Senge,   The Fifth Discipline   (New York:  Doubleday,  1 990).   
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people believe that they can dominate their environment,  individuals will 

take a proactive view of change.  This,  for example,  would describe Canada 

and the United States.  In many other countries,  such as Iran and Saudi Arabia,  

people see themselves as subjugated to their environment and thus will tend 

to take a passive approach toward change.   

       If change is possible,  how long will it take to bring it about?   A cultures time orien-

tation can help us answer this question.  Societies that focus on the long term,  

such as Japan,  will demonstrate considerable patience while waiting for posi-

tive outcomes from change efforts.  In societies with a short-term focus,  such 

as Canada and the United States,  people expect quick improvements and will 

seek change programs that promise fast results.   

       Is resistance to change greater in some cultures than in others?   Resistance to change 

will be influenced by a societys reliance on tradition.  Italians,  as an example,  

focus on the past,  whereas Canadians emphasize the present.  Italians,  there-

fore,  should generally be more resistant to change efforts than their Canadian 

counterparts.   

       Does culture influence how change efforts will be implemented?   Power distance 

can help with this issue.  In high power distance cultures,  such as Malaysia 

and Panama,  change efforts will tend to be autocratically implemented by 

top management.  In contrast,  low power distance cultures value democratic 

methods.  We would predict,  therefore,  a greater use of participation in coun-

tries such as Austria and Denmark.   

       Do successful idea champions do things differently in different cultures?   The 

evidence indicates that the answer is yes.  58  People in collectivistic cultures,  

in contrast to individualistic cultures,  prefer appeals for cross-functional 

support for innovation efforts;  people in high power distance cultures prefer 

         Four Seasons Hotels and  Resorts operates 92  properties in  38 countries around  the world .  Managing  

change in  th is company would  normal ly be very complex because of the cu l tural  d iversi ty of i ts employees.  

However,  i ts made easier by the fact that a l l  employees,  such  as those shown  here at the Caprice restaurant 

in  the Four Seasons Hotel  in  Hong  Kong,  Ch ina,  share a  common  service cu l ture and  a  set of common  

corporate values.  As a  resu lt,  Four Seasons has won  awards as the employer of choice in  many of the 

countries in  which  i t operates.
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champions to work closely with those in authority to approve innovative 

activities before work is conducted on them;  and the higher the uncertainty 

avoidance of a society,  the more champions should work within the orga-

nizations rules and procedures to develop the innovation.  These findings 

suggest that effective managers will alter their organizations championing 

strategies to reflect cultural values.  So,  for instance,  while idea champions in 

Russia might succeed by ignoring budgetary limitations and working around 

confining procedures,  idea champions in Greece,  Portugal,  Guatemala,  and 

other cultures high in uncertainty avoidance will be more effective by closely 

following budgets and procedures.        

        Summary 
 The need for change has been implied throughout this text.  For instance,  think about 

attitudes,  motivation,  work teams,  communication,  leadership,  organizational struc-

tures,  and organizational cultures.  Change was an integral part in our discussion of 

each.  If environments were perfectly static,  if employees skills and abilities were always 

up to  date,  and if tomorrow were always exactly the same as today,  organizational 

change would have little or no relevance to managers.  But the real world is turbulent,  

requiring organizations and their members to undergo dynamic change if they are to 

perform at competitive levels.   

 LESSONS LEARNED 

       Individuals resist change;  

breaking down that resis-

tance is important.   

      Change requires unfreezing 

the status quo,  moving to a 

new state,  and making the 

new change permanent.   

      Innovative cultures reward 

both successes and failures 

so that people are not 

afraid to make mistakes.    
  SNAPSHOT SUMMARY 

  Forces for Change 

   Opportunities for Change 

   Change Agents  

  Approaches to Managing 
Change 

   Lewins  Three-Step Model  

   Kotters  E ight-Step Plan  for 

Implementing  Change 

   Action  Research  

   Appreciative  I nquiry  

  Resistance to Change 

   I ndividual  Resistance 

   Organizational  Resistance 

   Overcoming  Resistance to  

Change 

   The Pol i tics of Change  

  Creating a  Culture for 
Change 

   Stimulating  a  Cul ture  of 

I nnovation  

   Creating  a  Learn ing  

Organization      

 Study,  practise,  and explore real  business situations with  these helpful  resources:  

       Study Plan:  Check your understanding  of chapter concepts with  self-study quizzes.   

      Online Lesson Presentations:  Study key chapter topics and work through  interactive assessments to 

test your knowledge and master management concepts.   

      Videos:  Learn  more about the management practices and strategies of real  

companies.   

      Simulations:  Practise management decision-making  in  simulated business environments.    

 MyManagementLab 

P I A
PERSONAL  

INVENTORY 

ASSESSMENT
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  for Review 

    1 .    What are the forces for change?   

   2.    What are the four main  ap-

proaches to managing  organ iza-

tional  change?   

   3.    What forces act as sources of re-

sistance to change?   

   4.    How can  managers create a  cu l -

ture for change?     

  for Managers 

      Consider that,  as a  manager,  you  

are a  change agent in  your orga-

n ization.  The decisions you  make 

and  your role-model l ing  behaviour 

wi l l  help  shape the organ izations 

change cu lture.   

     Your management pol icies and  

practices wi l l  determine the de-

gree to which  the organ ization  

learns and  adapts to changing  en-

vironmental  factors.   

     People resist change because 

change can  be stressfu l .  Low to 

moderate amounts of stress en-

able many people to perform  their 

jobs better by increasing  their 

work intensity,  a lertness,  and  abi l -

i ty to react.  Therefore,  dont hesi -

tate to introduce change just be-

cause stress m ight be induced.     

  for You 

      Not everyone i s  comfortable with  

change,  but you  should  real ize 

that change i s  a  fact of l i fe.  I t i s  

d i fficu lt to avoid  and  can  resu lt in  

negative consequences when  i t i s  

avoided.   

     I f you  need  to change someth ing  

in  yourself,  be aware of the impor-

tance of creating  new systems to 

replace the old .  Saying  you  want 

to be health ier without specify-

ing  that you  intend  to go to the 

gym  three times a  week or eat five 

servings of fru its and  vegetables a  

day means that change l ikely wi l l  

not occur.  I ts important to specify 

goals and  behaviours as part of 

change.   

     Consider focusing  on  positive 

aspects of change,  rather than  

negative ones.  For instance,  

instead  of noting  that you  d id  not 

study hard  enough,  acknowledge 

the effort you  put into studying  

and  how that helped  your perfor-

mance,  and  then  set positive goals 

as a  resu lt.        

 at

Work  
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  Organ izational  change i s  an  episodic activi ty.  59   That i s,  i t 

starts at some point,  proceeds through  a  series of steps,  

and  cu lminates in  some outcome that those involved  

hope i s  an  improvement over the starting  point.  I t has a  

beginn ing,  a  m iddle,  and  an  end.  

 Lewins three-step model  represents a  classic i l lustra-

tion  of th is perspective.  Change i s  seen  as a  break in  the 

organ izations equi l ibrium.  The status quo has been  d is-

turbed,  and  change i s  necessary to establ ish  a  new equ i-

l ibrium  state.  The objective of refreezing  i s  to stabi l ize 

the new si tuation  by balancing  the driving  and  restrain-

ing  forces.  

 Some experts have argued  that organ izational  change 

should  be thought of as balancing  a  system  made up of 

five interacting  variables with in  the organ izationpeo-

ple,  tasks,  technology,  structure,  and  strategy.  A change 

in  any one variable has repercussions on  one or more of 

the others.  Th is perspective i s  episodic in  that i t treats or-

gan izational  change as essentia l ly an  effort to sustain  an  

equi l ibrium.  A change in  one variable begins a  chain  of 

events that,  i f properly managed,  requires ad justments in  

the other variables to ach ieve a  new state of equ i l ibrium.  

 Another way to conceptual ize the episodic view of 

change i s  to  th ink of managing  change as analogous to 

captain ing  a  sh ip.  The organ ization  i s  l ike a  large sh ip  

travel l ing  across the calm  Mediterranean  Sea  to a  local  

port.  The sh ips captain  has made th is exact trip  hun-

dreds of times before with  the same crew.  Every once 

in  a  whi le,  however,  a  storm  wi l l  appear,  and  the crew 

has to respond.  The captain  wi l l  make the appropriate 

ad justmentsthat i s,  implement changesand,  having  

manoeuvred  through  the storm,  wi l l  return  to calm  wa-

ters.  Like th is sh ips voyage,  managing  an  organ ization  

should  be seen  as a  journey with  a  beginn ing  and  an  

end,  and  implementing  change as a  response to a  break 

in  the status quo that i s  needed  on ly occasional ly.    

 The episodic approach  for handl ing  organ izational  

change has become obsolete.  Developed  in  the 1 950s 

and  1 960s,  i t reflects the environment of those times 

treating  change as the occasional  d isturbance in  an  oth-

erwise peacefu l  world .  However,  i t bears l i ttle  resem-

blance to todays environment of constant and  chaotic 

change.  

 I f you  want to understand  what i ts l ike to manage 

change in  todays organ izations,  th ink of i t as equ ivalent 

to permanent whitewater rafting.  The organ ization  is  

not a  large sh ip,  but more akin  to a  40-foot raft.  Rather 

than  sa i l ing  a  ca lm  sea,  th is raft must traverse a  rag ing  

river made up of an  un interrupted  flow of wh itewater 

rapids.  To make th ings worse,  the raft i s  manned  by 1 0  

people who have never worked  together or travel led  the 

river before,  much  of the trip  i s  in  the dark,  the river i s  

dotted  with  unexpected  turns and  obstacles,  the exact 

destination  of the raft i s  not clear,  and  at i rregular in-

tervals the raft needs to pu l l  to shore,  where some new 

crew members are added  and  others leave.  Change i s  

a  natural  state,  and  managing  i t i s  a  continual  process.  

That i s,  managers never get the luxury of escaping  the 

whitewater rapids.  

 The stabi l i ty and  predictabi l i ty characterized  by the 

episodic perspective no longer captures the world  we 

l ive in .  D isruptions in  the status quo are not occasional ,  

temporary,  and  fol lowed  by a  return  to an  equi l ibrium  

state.  There i s,  in  fact,  no equi l ibrium  state.  Managers 

today face constant change,  bordering  on  chaos.  They 

are being  forced  to play a  game they have never played  

before,  governed  by ru les that are created  as the game 

progresses.    

PO I N T COU NTE RPO I N T

  Organizational  Change Is Like Sail ing  Calm Waters 
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Whats My Comfort with  Change?:  Some people deal  wel l  with  change whi le others do not.  Use th is scale to determine 

your own  comfort with  change.  Th is  information  can  help  in  career selection ,  since some occupations and  industries 

experience more change than  others.  

Leading  Positive Change:  Change leaders requ ire  a  complex mix of ski l l s  and  abi l i ties.  Use th is  scale to assess your 

abi l i ty to lead  positive change with in  an  organ ization.

Innovation  Attitude Scale:  What i s  your atti tude toward  innovation?  Use th is scale to help  determine i f you  would  

work wel l  in  occupations and  industries that require h igh  levels of innovation.

  P E R S O N AL  I N VE N TORY  A S S E S S M E N T

P I A
PERSONAL  

INVENTORY 

ASSESSMENT

 Form  smal l  groups to d iscuss the fol lowing  topics,  as assigned  by your instructor:  

   1 .    I denti fy a  loca l  company that you  th ink needs to undergo change.  What factors suggest that change i s  

necessary?   

  2.    Have you  ever tried  to change the behaviour of someone you  worked  with  (for instance,  someone in  one of 

your project groups)?  How effective were you  in  getting  change to occur?  How would  you  expla in  th is?   

  3.    Identify a  recent change that your col lege or un iversi ty introduced,  and  i ts effects on  the students.  D id  the 

students accept the change or fight i t?  How would  you  expla in  th is?     

B R E AKO U T  G ROU P  E X E R C I S E S  

 Power and the Changing Environment 
  Objectives  

   1 .    To describe the forces for change influencing  power d ifferentials in  organizational  and  interpersonal  relationships.   

  2.    To understand  the effect of technological ,  legal/pol i tical ,  economic,  and  socia l  changes on  the power of ind i -

viduals with in  an  organ ization.  60     

  The Situation  

 Your organ ization  manufactures golf carts and  sel l s  them  to country clubs,  golf courses,  and  consumers.  Your team  is 

faced  with  the task of assessing  how environmental  changes wi l l  affect ind ividuals  organ izational  power.  Read  each  of 

the five scenarios and  then,  for each,  identify the 5  members in  the organization  whose power wi l l  increase most in  l ight 

of the environmental  condition(s).    

 Advertising  expert (m)  AccountantCGA (m)  Product designer (m) 

 Ch ief financia l  officer (f)   General  manager (m)  In -house counsel  (m) 

 Securities analyst (m)  Marketing  manager (f)   Publ ic relations expert (m) 

 Operations manager (f)   Computer programmer (f)   Human  resources manager (f)  

 Corporate tra iner (m)  Industria l  engineer (m)  Chemist (m) 

 (m) =  male  (f)  =  female       

  EXPE R I E N T I AL  E X E R C I S E  
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   1 .    New computer-aided  manufacturing  technologies are being  introduced  in  the workplace during  the upcoming  

2  to 1 8 months.   

  2.    New federal  emissions standards are being  leg islated  by the government.   

  3.    Sa les are way down;  the industry appears to be shrinking.   

  4.    The company i s  plann ing  to go international  in  the next 1 2  to 1 8 months.   

  5.    The  C anad ian  Human  Rights  Commission  i s  applying  pressure  to  ba lance  the  ma lefemale  popu lation  

in  the  organ ization s  upper h ierarchy by th reaten ing  to  publ i ci ze  the  predominance  of men  i n  upper 

management.     

  The Procedure  

   1 .    D ivide the class into teams of 3  to 4 students each.   

  2.    Teams should  read  each  scenario and  identify the 5  members whose power wi l l  increase most in  l ight of the 

external  environmental  condition  described.   

  3.    Teams should  then  address the question:  Assuming  that the 5  environmental  changes are taking  place at once,  

which  5  members of the organ ization  wi l l  now have the most power?   

  4.    After 20 to 30 minutes,  representatives of each  team  wi l l  be selected  to present and  justi fy their conclusions 

to the enti re class.  D iscussion  wi l l  begin  with  scenario 1  and  proceed  through  to scenario 5 .  Then  the class wi l l  

look at what m ight happen  i f a l l  5  environmental  changes happened  at once.      

 Changes at the Television Station 

  E T H I C A L  D I L EMMA  

 A local  television  station  had  been  experiencing  a  ratings 

decl ine for several  years.  61   In  201 4,  the station  switched  

some of i ts programming.  That has explained  some of the 

ratings decl ine.  However,  i n  recent months,  the  ratings 

have continued  to sl ide.  Eventual ly,  the station  manager,  

Lucien  Stone,  decided  he  had  to make a  change to  the 

local  newscast.  

 After meeting  with  the programming  manager,  Stone 

ca l l ed  a  meeting  of the  employees and  announced  h i s 

i n ten tion  to   sp i ce  th i ngs  up  du ri ng  the  5  p .m .  and  

1 0  p .m .  l oca l  n ews.  The  30-m inu te  broadcasts  wou ld  

sti l l  i n clude the  trad i tiona l   top  stories,   sports,  and  

weather  segments.  However,  on  slow news days,  more 

a tten tion -getti ng  materi a l  wou ld  be  u sed .  Stone  a l so 

ind icated  some programming  decisions would  probably 

be revisi ted.   The days of  Little House on  the Prairie   are 

over,  he sa id .  

 Madison  Devereaux,  29,  had  been  the chief meteorolo-

g ist since 201 2 .  After receiving  a  degree in  meteorology,  

she joined  the station  and  qu ickly worked  her way up the 

ranks,  impressing  viewers and  management a l ike with  her 

extensive knowledge and  articulate,  professional ,  m istake-

free del ivery.  

 Al though  she  was rel ig ious,  Devereaux was not one 

to express her rel ig ious bel iefs in  the newsroom.  Most of 

those at the station  were not even  aware that she closely 

practised  a  rel ig ion.  

 Devereaux was troubled  by the announced  changes to 

the programming  but d id  not speak up  at the time.  One 

Monday during  a  pre-production  meeting ,  she  l earned  

that on  Thursday of that week,  one of the reporters,  Sam  

Berkshow,  wou ld  presen t a  segmen t ca l l ed   Danci ng  

Around  the Economy,  which  would  focus on  how local  

strip  clubs were doing  wel l  despite the sluggish  economy.  

 Devereaux d id  not th ink i t was appropriate to a i r the 

segmen t du ri ng  the  5  p .m .  n ewscast  and  a sked  both  

her producer and  Stone  to  reconsider the  p i ece,  or a t 

least a i r i t i n  the 1 0  p.m.  time slot.  When  they refused,  

she asked  whether she could  take the day off when  the 

segment a i red .  Stone aga in  refused .  Th i s  was  sweeps 

week  (when  ratings are calcu lated),  Stone wanted  to a i r 

the story,  and  Devereauxs contract proh ibi ted  her from  

taking  time off during  sweeps week.  

 When  Devereaux d i d  n ot  sh ow up  for  work  th a t 

Thu rsday,  th e  sta ti on  fi red  h er,  a rgu i n g  th a t  she  h ad  

breached  her contract.  
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 For  h er  pa rt,  Devereaux sa i d ,   I m  not  ang ry wi th  

the station ,  but I  am  sorry about the  changes that have 

taken  place.   

  Questions 

    1 .    Do you  th ink ei ther party behaved  uneth ical ly in  th is 

case?  I f so,  why?   

   2.    I f you  share Devereauxs view on  the segment,  

would  you  have handled  the si tuation  d ifferently?  

How?   

   3.    Drawing  on  Kotters eight-step plan  for implement-

ing  change,  how might the station  have handled  i ts 

planned  change d i fferently?      

    CAS E  I N C I D E N T S  

  Starbucks Returns to Its Roots 

 You  a re  probab l y so  u sed  to  see i ng  S ta rbucks  coffee 

shops everywhere that you  might not real ize the company 

went from  just 1 1  stores in  the Un i ted  States in  1 987  to 

1 8  000 locations in  60  countries and  earn ing  more than  

$3 .6  bi l l ion  in  quarterly revenue in  201 4.  62   C anada  has 

the  second-h ighest number of stores  in  the  world  (the 

Un i ted  States i s  fi rst),  but i t  has  the  h ighest densi ty,  a t 

39.54 stores per m i l l ion  people,  greater than  the Un i ted  

States,  which  is in  second  place at 36.25  stores per mi l l ion  

people.  

 Th is  incred ibly rapid  growth  sprang  from  the compa-

nys  abi l i ty to  create  a  un ique experience for customers 

who wanted  to buy its d istinct brand  of lattes and  mochas 

wherever  th ey found  themsel ves.  At  S ta rbucks  core,  

there  i s  a l so  a  cu l tu re  of  treati ng  each  customer a s  a  

va lued  guest who shou ld  feel  comfortable  relaxing  and  

taking  in  the ambience of the store.  Whether you  were 

in  i ts  fi rst Canadian  location  in  Vancouver or i ts  location  

i n  St.  J ohn s,  Newfound land,  you  knew what to  expect 

at Starbucks.  

 Th is uniform culture was truly put to the test in  the face 

of massive expansion ,  however,  and  by 2006 Starbucks  

chai rman  and  former CEO Howard  Schu ltz knew some-

th i n g  h ad  g one  wrong .  H e  n oted  th a t   As  I  v i s i ted  

hundreds of Starbucks stores in  ci ties around  the world ,  

the entrepreneurial  merchant in  me sensed  that something  

intrinsic to Starbucks  brand  was missing.  An  aura.  A spirit.  

The stores were lacking  a  certain  soul .  Starbucks  perfor-

mance had  become lacklustre,  with  hundreds of planned  

store openings being  cancel led  and  hundreds more stores 

being  closed.  

 So,  Schu l tz  took the  d ramati c  step  of com ing  back 

a s  C EO  a n d  en g ag i n g  i n  a  compan y-wi de  e ffort  to 

change the corporate  cu l ture  back to  what i t  had  been  

before  the  expansion .  Al l  Starbucks stores were  closed  

for a  sing le  afternoon  as part of a  tra in ing  effort of the 

bari stas.  Qual i ty control  was a  primary m ission ;  bari stas 

were instructed  to pour every g lass of espresso l ike honey 

from  a  spoon  to preserve the  fl avour.  Th i s  emphasi s  on  

qua l i ty over speed  ran  counter to  the  principles of mass 

production ,  but i t  was just what the company needed  to 

ensure  i t  cou ld  reta in  i ts  cu l ture.  Espresso mach ines that 

obscured  the customers  view were replaced  wi th  lower-

profi l e  mach ines  that a l l owed  bari stas  to  l ook d i rectl y 

a t guests  wh i le  making  beverages.  And   assembly-l i ne 

producti on ,   l i ke  maki ng  severa l  d ri nks  a t  on ce,  was 

d i scouraged  i n  favour of s lowly making  each  d rink for 

each  customer.  

 Schu l tz  i s  convinced  h i s  efforts  to  take  the  cu l tu re 

back  to  i ts  roots  a s  a  n e i ghbou rhood  coffee  shop

on e  en tra n ced  wi th  th e   rom an ce  o f  co ffee  a n d  

treati ng  every cu stomer as  an  o l d  fri endhave  saved  

the  company.   

  Questions 

    1 .    What factors are most l ikely to change when  a  com-

pany grows very rapid ly,  as Starbucks d id?  How can  

these changes threaten  the cu lture of an  organ iza-

tion?   

   2.    Why might th is  type of rad ical  change process be 

easier for Starbucks to implement than  i t would  be 

for other companies?   

   3 .    A great deal  of the return  to i ts orig inal  cu lture has 

been  credited  to Howard  Schu ltz,  who acted  as 

an  idea  champion.  Expla in  how Schultzs efforts to 

change Starbucks  cu lture fi t with  our d iscussion  

of approaches to managing  change earl ier in  the 

chapter.      
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    FROM  CONCEPTS TO SKILLS 

  Carrying Out Organizational 
Change 

 An  After Action  Review is a  nonhierarch ical  team  debriefing  process that 

helps participants in  and  those responsible for a  project understand  what 

went wel l ,  what went wrong,  and  how performance can  be improved.  64  

Seven  d iscipl ines embedded  in  the After Action  Review can  help  create 

effective change:  

    1 .     Build an intricate understanding of the business.   Organizational  members 

need to have the big  picture revealed to them so they know why change 

i s  needed  and  what i s  happening  in  the industry.  Let organ izational  

members know what is expected of them as the change proceeds.   

    When Companies Fail to Change 

 The Trin i ton  TV,  transistor rad io,  Walkman,  and  VCR are 

the stuff of time capsules nowadays,  but not long  ago they 

were cutting-edge technology.  63   Japan  was at the pinnacle 

of the home consumer electronics industry from the 1 970s 

to the 1 990s,  introducing  new innovations to the world  

each  year.  Now those same Japanese fi rms are at the back 

of the pack and  struggl ing  to stay in  the game.  Japanese 

electronics production  has fal len  by more than  41  percent,  

and  Japans g lobal  market share of electron ics goods and  

services has decreased  by more than  half since 2000.  Sony,  

for example,  d id  not earn  any profits between  2008 and  

201 2 ,  and  then  was fa l l ing  behind  again  in  201 4.  What 

happened?  

 The simple  answer i s  fa i lure to innovate.  Whi le  fi rms 

outside Japan  pioneered  digital  technology and  conquered  

the In ternet,  Japanese fi rms stuck to semiconductors and  

hardware.  But the deeper i ssue i s  the refusal  of Japanese 

man agers  to  a d apt  to  th e  ch ang i ng  g l oba l  en vi ron -

ment and  to change their organ izations accord ingly.  For 

i n stance,  Sony mastered  the  technology needed  for a  

d igital  music player years before Apple introduced  the iPod  

in  2001 ,  but i ts engineers resisted  the change.  Sonys d ivi-

sions would  not cooperate with  one another fast enough  

to compete in  th is market or in  the new market for flat-

screen  TVs.  Even  now,  Sony has not managed  to change 

i ts  organ ization  to  reflect current g loba l  th inking  in  the 

industry.  For instance,  they and  other Japanese firms make 

a  l a rger number of products  than  most of thei r g loba l  

competitors.  Former Sony executive Yosh iaki  Sakito sa id,  

 Sony makes too many models,  and  for none of them can  

they say,  Th is contains our best,  most cutting-edge tech-

nology.   Apple,  on  the other hand,  makes one amazing  

phone in  just two colors and  says,  Th is i s the one.   Sony 

was attempting  to  ad just i ts  behaviour by fa l l  201 4,  by 

real izing  that i t had  too many models of smartphone.  The 

plan  i s  to focus on  premium  phones.  

 For J apanese  electron ics  compan ies  to  survive,  they 

must  ch ange.  They were  once  ab l e  to  structu re  th e i r 

organ i zations  around  abundant,  i nexpensi ve  l abour to 

keep  costs  down  and  prices competi tive,  but that i s  no 

longer the case.  One compl icating  factor is that Japan  is an  

ancient country of many traditions,  with  a  low birth  rate 

and  an  aging  population.  The countrys culture wi l l  make it 

even  more d ifficult to real ign  to g lobal ization.  I t now must 

change to foster innovation,  which  may involve a  cu ltural  

as much  as an  organ izational  transformation.  

  Questions 

1 .    What made the Japanese electron ics industry in i -

tia l ly successfu l?   

   2.    Why i s  the Japanese electron ics industry no longer a  

success story?   

3.    What types of organ izational  changes would  you  

advise Japanese electron ics managers to consider?   

   4.    How do you  th ink Japanese demographic trends 

have been  a  factor in  the innovation  problem?        
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2. Encourage uncompromising straight talk.   Communication  cannot be 

based  on  h ierarchy,  but must a l low everyone to contribute freely to  

the d iscussion.   

3. Manage from the future.   Rather than  setting  goals that are d i rected  

toward  a  specific future point in  time (and  thus encouraging  everyone 

to stop when  the goal  i s  ach ieved),  manage from  the perspective of 

a lways looking  toward  the future and  future needs.   

4. Harness setbacks.   When  th ings do not go as planned,  and  there are 

setbacks,  i ts natural  to blame yourself,  others,  or bad  luck.  Instead,  

teach  everyone to view setbacks as learn ing  opportun ities and  oppor-

tun ities for improvement.   

5. Promote inventive accountability.   Wh i le  employees know what the 

specific targets and  goals are,  they should  a lso be encouraged  in  the 

change process to be inventive and  take in i tiative when  new oppor-

tun ities arise.   

6. Understand the quid pro quo.   When  organ izations undergo change 

p rocesses,  emp l oyees  a re  pu t  u n der  a  l o t  of  s tress  a n d  stra i n .  

Organ izations must ensure  that employees  are  rewarded  for thei r 

efforts.  To bui ld  appropriate commitment,  organizations must develop 

four levels of incentives:  

a.    Reward  and  recognition  for effort  

b.    Tra i n i n g  and  ski l l  d eve l opmen t th a t  wi l l  m ake  the  employee 

marketable  

c.    Mean ingfu l  work that provides intrinsic satisfaction   

d.    Communication  about where the organ ization  i s  going  and  some 

say in  the process for employees    

7. Create relentless discomfort with  the status quo.   People  are  more 

wi l l ing  to change when  the current si tuation  looks less attractive than  

the new si tuation.    

 These points ind icate that effective change i s  a  comprehensive process,  

requiring  a  lot of commitment from  both  the organ izations leaders and  

i ts members.   

  Practising  

Skil ls 

 You  are the nursing  supervisor at a  local  hospital  that employs both  emer-

gency room  and  floor nurses.  Each  of these teams of nurses tends to 

work a lmost exclusively with  others doing  the same job.  In  your profes-

sional  reading,  you  have come across the concept of cross-train ing  nurs-

ing  teams and  g iving  them  more varied  responsibi l i ties,  which  in  turn  has 

been  shown  to improve patient care whi le  lowering  costs.  You  cal l  the 

two team  leaders,  Sue and  Scott,  into your office to expla in  that you  want 

the nursing  teams to move to th is approach.  To your surprise,  they are 

both  opposed  to the idea.  Sue says she and  the other emergency room  

(ER) nurses feel  they are needed  in  the ER,  where they fi l l  the most vi ta l  

role in  the hospital .  They work specia l  hours when  needed,  do whatever 

tasks are required,  and  often  work in  d i fficu lt and  stressfu l  ci rcumstances.  

They th ink the floor nurses have relatively easy jobs for the pay they re-

ceive.  Scott,  the leader of the floor nurse team,  tel l s  you  that h is group 

bel ieves the ER nurses lack the specia l  tra in ing  and  extra  experience that 

the floor nurses bring  to the hospital .  The floor nurses cla im  they have 

the heaviest responsibi l i ties and  do the most exacting  work.  Because they 
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  Reinforcing  

Skil ls 

have ongoing  contact with  patients and  fami l ies,  they bel ieve they should  

not be cal led  away from  vi ta l  floor duties to help  the ER nurses complete 

their tasks.  What should  you  do about your idea  to introduce more cross-

train ing  for the nursing  teams?   

1 .    Th ink about a  change (major and  minor) that you  have dealt with  over 

the last year.  Perhaps the change involved  other people,  and  perhaps i t 

was personal .  Did  you  resist the change?  Did  others resist the change?  

How d id  you  overcome your resistance or the resistance of others to 

the change?   

2.    In terview a  manager at three d i fferent organ izations about a  change 

he or she implemented.  What was the managers experience in  imple-

menting  the change?  How did  the manager manage resistance to the 

change?        

M1 4_LANG1 781 _07_SE_C1 4. indd   51 5 2/1 2/1 5   2:21  PM



     A D D I T I O N A L  C A S E S 
    

    The Additional  Cases present key concepts examined  in  the text.  The fol lowing  table indicates the chapters that apply to the major 

topic areas addressed  in  each  case.  

 
 Cases  Chapters 

    1   2   3   4  5   6   7   8   9   1 0   1 1   1 2   1 3   1 4 

 Case 1 :  The Personal i ty Problem                                           

 Case 2 :  The Path  to Fraud                                            

 Case 3 :  Auditing,  Atti tudes,  and  Absenteeism                                         

 Case 4:  Bad  Fai th  Bargain ing?  Government Power and  

Negotiations with  the Publ ic Service 

                                         

 Case 5 :  Gender-Based  Harassment among  the Royal  

Canadian  Mounted  Pol ice 

                                         

 Case 6:  D isabi l i ty Accommodations and  Promotions at Bunco                                           

 Case 7 :  Promotion  from  With in                                         

 Case 8:  Repairing  Jobs That Fa i l  to Satisfy                                          

 Case 9:  Boundaryless Organ izations                                           

 Case 1 0:  Trouble at C ity Zoo                                         

  Learning Goals 
 In  th is case,  you  wi l l  have an  opportunity to assess the positive 

and  negative tra i ts associated  with  a  personal i ty type that i s  

often  encountered in  h ighly competitive,  performance-oriented  

settings.  You  should  consider the role of organizational  culture 

in  supporting  and  reinforcing  behaviours associated  with  th is 

personal i ty type.  Use that i n sight to  suggest strateg ies that 

could  help maximize the benefits of th is personal ity type whi le  

min imizing  i ts l iabi l i ties.   

  Major Topic  Areas 

       Personal i ty ( Chapter   2    )   

      Organ izational  cu lture ( Chapter   1 0    )   

      Work atti tudes ( Chapter   3    )     

  The Scenario  
 J a sm i n e  Pa te l ,  d i rector  of  H uman  Resou rces  a t  Verti ca l  

Horizon ,  si ts  a t her desk th inking  about what to  do next.  1   

She is  wondering  how to handle the d isruptive behaviour of a  

h igh-performing  sa les representative,  Rhett Stark.  

 Vertica l  Horizon  i s  a  software company in  the Ki tchener-

Waterl oo  h i g h -tech  corr i d or.  I t  s ta rted  ou t  d eve l op i n g  

programming tools that help large teams of software developers 

work together effectively.  Now it was moving  into other areas 

such  as web content management.  Since the company was in  

the midst of adding to its product l ine,  it was very important that 

the sales representatives support the transition.  I f sales of the 

new product l ine were too low,  the entire company could  fold.  

 The sales team  consists of 1 2  outside (field) sales represen-

tatives and  6 inside representatives who provide support to the 

outside representatives.  Each  inside representative i s  respon-

sible for generating  leads and  otherwise supporting  the two 

outside sales representatives assigned  to them.  In  addition,  the 

sales team  includes a  sales manager who can  be consulted  on  

a  dai ly basis for advice and  a  vice-president (VP) of Sales who 

i s  responsible for strateg ic in i tiatives.  

 Most  of  the  sa l es  represen ta ti ves,  a s  wel l  a s  the  sa l es 

manager and the VP of Sales,  are relatively new to the organiza-

tion.  As a  result,  they often  consult with  Rhett for advice about 

the companys  products,  i ts  customers,  and  sa les strateg ies.  

Rhett i s an  outside sales representative who has been  with  the 

company for over eight years,  a  long time in  the software world.  

H is natural  charisma combined  with  h is strong  product knowl-

edge and  excel lent customer service has helped  h im  exceed  h is 

sales quota  quarter after quarter.  Rhett is charming,  bold,  and  

h igh ly self-confident.  He i s  a  g ifted  leader who has a  natural  

abi l i ty to draw people to h im.  People feel  special  around  Rhett.  

    Case 1 :  The Personality Problem 
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One co-worker says:  when  he talks to you,  he makes you  feel  

l ike you  are the most important and  interesting  person  in  the 

world.  Although  Rhetts personal ity has helped  h im  become a  

successful  sales representative,  i t has i ts downside.  

 Rhett i s  the ring leader of a  group of sa les representatives 

who often  work late and  then  go out partying  together.  Th is 

behaviour has been  supported  by the VP of Sales,  who feels 

that the time spent bonding  after work makes for a  strong  

team.  The n ights the sales representatives have spent together 

clubbing  and  bar hopping  has  created  cohesion  wi th in  the 

work group,  but i t has also had  some negative effects.  Jasmine 

overheard  two ma le  members of the  sa les team  d i scussing  

marital  problems that had  arisen  as a  result of their late n ights 

out.  What bothered  me,  one  sa id  to  the  other,   i s  that 

when  I  told  Rhett that my wi fe  was upset about i t,  he  ju st 

laughed  and  walked  away.  I  know i ts my own  responsibi l i ty,  

but you  would  th ink he would  be more sympathetic.   

 A h igh -perform ing  sa les  representative  named  Ma lcolm  

spoke to  J asm ine privately about Rhett and  made a  sim i l ar 

point:   I ts pretty clear that Rhett has a  lot of informal  power 

around  here,  he sa id .   Everyone,  even  management,  l i stens 

to h im  and  does what he says.  I m  worried  because I m  not 

part of h is pack.   I  dont drink or go out with  Rhetts group.  

Rhett makes fun  of me behind  my back.  He insults me in  front 

of others,  and  no one dares say anyth ing  about i t.  G iven  h is 

in formal  power in  th is  department,  how can  I  ever expect a  

fa i r chance at a  promotion?  

 Worrisome,  too,  i s  Rhetts behaviour with  h i s inside sa les 

represen ta ti ve,  Ai sh a .  Ai sh a  recen tl y a sked  to  meet wi th  

Jasmine to d i scuss a  few  issues.  She told  Jasmine:   Rhett 

delegates work to me and  then  interferes by micro-managing  

i t.  When  a  project goes wel l ,  he takes the credit for i t;  when  a  

project goes badly,  he blames me publ icly.  I m  often  asked  to 

go beyond  my duties to help Rhett;  he even  th inks i ts okay to 

cal l  me late at n ight and  on  weekends.  I f I  dont do what Rhett 

asks,  he says I m  being  d i fficu lt and  question ing  h is authority.  

Most of the time,  I  feel  l ike  I m  here on ly to meet h is needs 

and  not those of the other sa les representative I m  assigned  

to.  The th ing  i s,  Rhetts in  charge of my performance review.  

 Jasmine has no authori ty to  tel l  Rhett how to l ive  h i s l i fe  

ou tsi de  the  workpl ace,  bu t  i ts  c l ear  that  h e  i s  n egati vel y 

affecting  other employees in  the department.  He a lso appears 

to  be  completel y unconcerned  about h i s  impact on  other 

employees.  J asm ine  suspects  that Rhett i s  a  narci ssi st,  and  

perhaps  Mach i avel l i an  too.  Bu t  h e  i s  the  companys  best 

sa les representative by far.  How can  she manage th is d i fficu lt 

personal i ty and  help  create a  health ier work environment?  

  Discussion  Questions 

   1 .    Do you  th ink that Rhett i s  Mach iavel l ian  and  a  narcis-

sist?  Why or why not?   

   2.    Assuming  that Rhett i s  Mach iavel l ian  and  a  narcissist,  

what i s  the most effective way to m in imize the negative 

effect he can  have on  other employees?   

   3.    How has the organ izations cu lture contributed  to the 

toxic subcu lture that seems to be developing  in  the 

sa les department?  What can  management do to foster 

an  organ izational  cu lture that i s  supportive of a l l  

employees,  positive,  and  h igh  performing?      

  Learning Goals 
 I n  th i s  ca se ,  you  wi l l  h ave  an  opportun i ty  to  eva l u a te  a  

decision-making  process that u l timately led  to an  employee 

engaging  in  uneth ica l  and  i l legal  behaviour.  Consider wh ich  

factors contributed  to Ju l ies decision  to engage in  fraud.  How 

did  organizational  variables combine with  external  pressures to 

influence her decision?  Use that insight to make recommenda-

tions about what the insurance company could,  and  should,  

do to prevent simi lar si tuations from  unfold ing  in  the future.  

  Major Topic  Areas 

      Decision-making  and  eth ics ( Chapter   1 2    )   

      Work values and  atti tudes ( Chapter   3    )   

      Corporate socia l  responsibi l i ty ( Chapter   1 2    )     

  The Scenario  
 Ju l ie Smith  trembled  uncontrol lably as the judge ordered  her to 

stand  up  for sentencing.  1   I t was real ly happen ing.  She would  

be sent to pri son .  Al l  th i s time,  no matter how many warn-

ings she got from  her l awyer,  a  part of her had  never rea l ly 

bel ieved  that i t would  come to th is.  A four month  sentence 

to be served  in  a  m in imum  securi ty faci l i ty fol lowed  by two 

years of probation ,  thundered  the judge,   and  you  wi l l  pay 

fu l l  resti tution.  Ju l ie fel l  back into her chair and  began  to cry.  

How would  her six-year-old  son  cope wh i le  she was impris-

oned?  She had  not even  told  anyone in  her fami ly what was 

happening  because she was so embarrassed  and  humi l iated.  

How had  she ended  up here?  

 In  m id-2007,  Ju l ie  started  working  as an  accounts payable 

clerk for a  large insurance company.  Her job consisted  primari ly 

of processing  invoices but as a  member of the wider finance 

    Case 2:  The Path to Fraud 
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department she had  many opportun ities to observe and  learn  

the  companys  aud i t  procedures.  J u l i e  vi ewed  the  work i n  

accounts payable as repetitive and  tedious,  and  she was aware 

that she d id  not have the d iscretion  or authority to make her 

own  deci sions.  Everyth ing  at th i s  company was done VERY 

strictly by the book.  Despite these l im itations,  however,  Ju l ie  

en joyed  her j ob  and  the  company of  h er  co-workers  and  

col leagues,  and  she fel t that her employer treated  her wel l .  

 I n  earl y 2008,  J u l i e  made a  l a tera l  move  to  the  depart-

ment that admin istered  corporate commercial  accounts.  Large 

corporations  bought i n su rance  pol i ci es  a s  protection  from  

lawsuits and  were requ ired  to pay a  flat rate per term  regard-

less of the number of cla ims made against them.  Ju l ie oversaw 

more than  500 corporate pol icies.  When  one of the corporate 

cl ients experienced  a  loss,  Ju l ie  would  process the cla ims for 

legal  fees,  compensation,  and  related  incidentals.  Examples of 

common  losses included  compensation  paid  out due to sl ips 

and  fal l s,  safety violations,  and  other lawsuits.  Ju l ie processed  

an  average of 1 3  to 1 5  claims per week.  When  the compensa-

tion  was less than  $1 0 000,  Ju l ie  simply created,  signed,  and  

i ssued  the  cheque hersel f.  C la ims over $ 1 0  000  requ i red  a  

second  signature,  but she could  ask anybody in  the office to 

sign,  so th is was rarely a  problem.  

 After several  months on  the job,  Jul ie noticed  that the corpo-

rate cl ients d id  not receive reports about claims made against 

their accounts.  Since corporate cl ients paid  a  flat fee regardless 

of how many cases were processed,  the corporate cl ients had  

l i ttle incentive to actively monitor claims activities.  

 Although  she en joyed  her job and  her co-workers,  Ju l ie,  a  

sing le mother with  a  toddler,  struggled  to make ends meet.  

She earned  $24 000 per year.  Her expenses had  exceeded  her 

income ever since her son  was born.  Daycare was so expensive,  

but she had  no choice but to use it i f she was planning  to work 

fu l l -time.  Worse,  the smal l  savings account that she inherited  

upon  her mothers death  a  few years ago was nearly empty.  

She had  on ly a  h igh  school  education,  and  she had  been  very 

lucky to  l and  the  job  at the  in surance  company in  the  fi rst 

p l ace.  Her options for i ncreasing  her i ncome were l im i ted ,  

and  her sons father had  never been  involved  in  parenting  or 

provided  any type of financial  support.  In  fact,  Ju l ie doubted  

she  wou ld  be  able  to  locate  h im ,  even  i f  she  tri ed .  As  she 

worried  and  considered  her l imited  a lternatives,  Ju l ie thought 

about her work tasks again,  remembered  that her companys 

internal  audit process examined corporate commercial  accounts 

on ly every six years,  and  came up with  an  idea  for some rel ief.  

 J u l i e s  son  was  en rol l ed  i n  a  pri va te,  a t-home,  daycare 

service.  She  was friends wi th  Marie,  the  person  who oper-

ated  the home daycare,  and  they had  shared  a  lot of laughs 

together.  Ju l ie  usual ly pa id  for daycare on  a  bi -weekly basis 

u s i ng  a  persona l  cheque.  U n ti l  th e  d ay she  d i dn t.  Th ree 

weeks after her in i tia l  flash  of  inspiration,  a  d i fferent kind  

of cheque was handed  over to Marie,  one with  the insurance 

companys  name featured  as  payer i n stead  of J u l ies  name.  

 Thats weird ,  commented  Marie,  what i s  up  with  th is?  

Oh,  I  was embarrassed  to tel l  you,  sa id  Ju l ie,  looking  down  

at her feet.   I m  having  some financia l  d i ffi cu l ti es  and  my 

employer has  decided  to  help  me out,  so  the  cheques  for 

daycare wi l l  come from the company from now on.  Although  

th i s  sounded  a  l i ttle  strange to  Marie,  she  figured  that the 

i ssue was personal ,  shrugged,  and  accepted  Ju l ies cheque.  

 Ju l ie  left the daycare feel ing  euphoric.  Her idea  had  actu-

al ly worked!  Three weeks previously,  she had  created  a   loss  

in  the system  with  Maries name ascribed  to i t.  Ju l ie  selected  

one of the very large corporate commercia l  accounts against 

which  to submit the claim,  a  company that was seldom,  if ever,  

reviewed.  She was wel l  aware of the most common  types of 

losses experienced,  and  so i t was not d ifficult to come up with  

a  scenario and  dol lar va lue that would  not attract attention.  

She simply entered  Maries name as the claimant,  approved  the 

cla im,  and  in  due course a  cheque was i ssued.  

 Th e  p l an  h ad  worked  so  wel l  th e  fi rst  t ime  th a t  J u l i e  

executed  i t again .  And  again .  And  again .  A l i ttle  over eight 

months passed  and,  in  that time,  she created  eight d i fferent 

cl a ims  under Maries  n ame.  She  added  i t  up  one  day and  

rea l ized  that she  had  netted  $1 2  000 from  her  side activi -

ties.   Ju l ie  reflected  on  how easy i t had  a l l  been.  She worried  

that  she  wou ld  be  tempted  to  do  i t  over and  over aga i n ,  

and  not just for daycare expenses.  Th i s  was not the  person  

she wanted  to be.  She decided  that the on ly solution  was to 

remove herself from  temptation.  She asked  for,  and  received,  

a  transfer to  another department.  

 Wh i le  Ju l ie  was celebrating  her transfer and  the fact that 

she wou ld  no longer be tempted,  a  problem  emerged.  The 

cheque for the last cla im  she had  invented  came back to her,  

because she had  not fi l led  in  a  field  that coded  the cla im  for 

the  accounting  system .  Normal l y she  cou ld  have  fi xed  the 

oversight in  a  few seconds,  but because she had  been  trans-

ferred ,  she no longer had  access to the system.  The person  

who replaced  Ju l ie  asked  her for a  copy of the paperwork to 

back up  the  cla im  before fi l l i ng  in  the  m issing  in formation .  

Ju l ie  was unable to provide any.  Not long  after th is incident,  

Ju l ie  arrived  at work one morn ing  to find  hersel f ca l led  in to 

a  private  room.  Management in formed  her that they knew 

about the fraudulent cla ims,  fi red  her,  and  advised  her to get 

a  lawyer.  One month  later,  a  pol ice officer came to her home,  

and  she was formal ly charged  with  fraud  over $5000.  

 Now here she was,  in  court,  being  sentenced.  She feared  

that her l i ttle  boy would  not understand  why she would  not 

return  home that n ight.  She had  not told  anybody about what 

was happen ing ,  in  den ia l  that she m ight actua l ly go  to j a i l .  

She felt numb a l l  over and  just prayed  that her new boyfriend  

would  be wi l l ing  to take care of her son  unti l  she was released.  
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I f not,  her son  would  become a  ward  of the state and  be sent 

to a  foster home;  a  thought that once again  reduced  Ju l ie  to  

despair.  Al l  she had  ever wanted  was to be able to look after 

her son  properly.  How had  i t come to th is?  

  Discussion  Questions 

   1 .    What does th is case teach  us about eth ical  decision-

making  behaviours?   

   2.    D id  the workplace environment or corporate cu lture 

contribute to Ju l ies abi l i ty to  rational ize her fraudulent 

activi ties?  Did  these factors contribute to her decision  to 

stop committing  fraud?  Based  on  your understanding  

of how work atti tudes develop,  expla in  how organ iza-

tional  factors may have contributed  to her activi ties and  

subsequent decisions.   

   3 .    What can  employers do to create an  environment that 

encourages eth ical  behaviour?      

  Learning Goals 
 In  th is case,  you  wi l l  have an  opportun ity to evaluate whether 

an  eth ical  lapse in  an  employees behaviour should  be consid-

ered  as an  isolated  incident or a  symptom of broader problems 

with in  the corporate culture.  You  wi l l  a lso be asked  to consider 

wh ich  factors  contributed  to  the  deci sion  by Peters  d i rect 

reports to  simply go a long  wi th  h i s  d i rections.  Other i ssues 

to consider include the fol lowing:  How might factors such  as 

poor social ization  or communication  have contributed  to the 

behaviour of Peters d i rect reports?  What would  theories of 

motivation  suggest?  Should  the organization  have used  a  more 

formal ized  structure?  Use your own  insight to make recom-

mendations about what the organ ization  could,  and  should,  

do to prevent simi lar si tuations from  developing  in  the future.  

  Major Topic  Areas 

      Work atti tudes ( Chapter   3    )   

      Organ izational  cu lture and  socia l ization  

( Chapter   1 0    )   

      Power and  group dynamics ( Chapter   8    )   

      Motivation  ( Chapters   4    and     5    )   

      Eth ical  decision-making  ( Chapter   1 2    )   

      Organ izational  structure ( Chapter   1 3    )     

  The Scenario  
  Youve got to be kidding  sa id  San jay,  shaking  h is head,   is  

he  there  right now?   Yes,  sa id  B ianca,   i f we drive  over 

there you  can  see for yourself.   What the heck,  excla imed  

San jay,   lets go.  1   The pair left their office tower and  drove 

the  1 0  m inute  d i stance to  Peters  house.  B i anca  was right.  

Peter was supposed  to be  out at a  cl ient si te  overseeing  an  

audit,  but h is car was parked  in  h is driveway,  and  he could  be 

seen  clearly through  h is large,  l iving  room window.  Wel l ,  th is 

i s  awkward,  sighed  San jay.  What do we do now?  

 Sanjay and  Bianca  were senior managers at one of Canadas 

top four professional  audit fi rms.  Their team  was responsible 

for performing  audits for a  broad  range of corporate cl ients.  

The fi rm  had  a  very traditional  and  formal ized  structure,  l ike 

the  other l a rge  p l ayers  i n  thei r  i ndustry.  Recent g raduates 

were h i red  as  students in  accounts  during  wh ich  time they 

were expected  to complete their professional  exams and  work 

toward  thei r chartered  accountant (CA)  designation .  Upon  

passing  their CA exams,  they could  compete to become jun ior 

auditors in  the fi rm.  I f they chose to stay with  the fi rm,  they 

could  then  expect to progress to a  supervisory role and  final ly,  

in  six to seven  years become a  sen ior manager.  The best and  

brightest auditors stood  to become future partners in  the fi rm.  

Many g raduates,  however,  simply worked  at the  company 

long  enough  to ach ieve their CA designation,  which  requires 

a  m in imum of two years  experience working  in  an  aud iting  

fi rm.  The cu lture th is process created  was coined   up or out,  

since that is exactly what happened.  Employees moved up (i .e. ,  

they were promoted) or out (i . e. ,  left the company).  There was 

no shame in  leaving,  though;  in  fact,  i t was anticipated  that 

most employees would  remain  on ly long  enough  to get their 

designations and  then  move on.  

 Pe te r  h a d  j o i n ed  th e  f i rm  a  few yea rs  a g o  a n d  h a d  

progressed  to  a  supervi sory role.  Recently,  Peter had  come 

to  th e  concl u si on  tha t  the  pa th  to  pa rtner was  not ri gh t 

for h im ,  and  he  began  applying  for j obs wi th  other compa-

n ies.  But h i s  deci sion  to  apply for j obs  el sewhere created  a  

d i l emma.  He  was  not comfortable  te l l i ng  h i s  employer he 

was looking  for work el sewhere,  and  he  was a l so concerned  

that i f h is  employer knew that he was contemplating  leaving  

the  fi rm ,  h i s  cu rren t a ssi gnments  and  stand ing  wou ld  be 

negati vely a ffected .  To  make  matters  worse,  Peter had  no 

idea  how long  i t  wou ld  take  to  find  a  new job,  and  he  a l so 

had  no  i dea  how to  manage organ izing  time off to  partici -

pate  i n  i n terviews.  

    Case 3 :  Auditing,  Attitudes,  and Absenteeism 
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 Peter revi ewed  h i s  work ta sks  and  responsib i l i ti es  and  

came up  wi th  what he  perceived  to  be  a  viable  solution  to 

h i s d i lemma.  He began  tel l ing  the people under h is  supervi -

sion  that their current cl ient d id  not require their presence on  

Fridays,  and  they should  work at home instead.  Peter encour-

aged  them  to use the time to work on  th ings l ike fi le  reviews 

or even  ju st to  relax.  The members of Peters  team  d id  not 

question  h is  instructions,  even  though  i t was h igh ly unusual  

to  be  a l lowed,  and  even  encouraged ,  to  work from  home.  

Even  fu l l  partners  seldom  worked  from  home.  The  cl i en ts 

themselves  d id  not question  the  teams absence on  Fridays 

ei ther (one suspects that the  average worker i s  not terribly 

d i sappointed  when  he/she d i scovers  that the  aud i t team  i s 

absent for a  day).  Th is  arrangement a l lowed  Peter to  tel l  h is 

manager that he  was conducting  on-si te  aud i ts  on  Fridays,  

when  he was actual ly schedul ing  and  attending  a  series of job  

in terviews on  those days.  

 The situation  continued for a  couple of months before a  few 

of Peters d irect reports became uncomfortable enough  to say 

someth ing.  They approached  B ianca,  who drove past Peters 

house the fol lowing  Friday to see for herself whether or not he 

was there.  When  she confirmed  that he was at home,  instead  

of  on-si te,  she returned  to the office to d i scuss the si tua-

tion  with  San jay.  Now here the two of them  were,  stand ing  

on  Peters front step,  wondering  how to handle the si tuation.  

Sanjay knocked  on  the door.  Peter answered,  but as soon  as 

he saw Sanjay and  Bianca,  h is face turned  red.  They asked  h im  

what was going  on  and  were stunned when  Peter began  to cry.  

 After Peter rega ined  h i s  composure,  the  th ree  of them  

returned  to  the  offi ce  to  d i scuss  the  s i tuation .  San jay and  

B ianca  l earned  that the  reason  for the  absences on  Fridays 

was so  that Peter cou ld  attend  job  in terviews.  Once San jay 

and  B ianca  heard  a l l  of the detai l s,  they asked  Peter to step  

out of the  office wh i le  they d i scussed  the si tuation  in  more 

detai l .   The irony,  remarked  Sanjay,  once they were alone,   is 

that i f Peter had  just told  us what was happening,  we would  

have been  happy to g ive h im  time off to go to interviews.  We 

recently completed  h is performance evaluation,  and  a lthough  

he  i s  a  sol i d  accountant,  he  j u st  i sn t partner materia l .  He 

doesnt have a  future here  anyway.  I ts  not that he i s  a  bad  

aud i tor,  but others  are  better.  I  wou ld  have been  happy to 

help  h im  find  a  good  placement.   Thats a l l  wel l  and  good,  

sa id  B ianca ,   but i t  i sn t even  Peter I m  worried  about.  He 

supervised  several  d i fferent teams over the couple of months 

he was doing  th is.  Why d id  i t take so long  for any of them  

to let us know what he was doing?  I  know the work sti l l  got 

done and  the cl ients were satisfied,  and  I  know that everyone 

l ikes to be friend ly around  here and  hang  out together,  but 

these  people  are  aud i tors for goodness sake!  I  wou ld  have 

expected  better.  Do you  th ink th is m ight be a  symptom  of a  

bigger problem  with  our corporate cu lture?  And  i f so,  what 

should  we do about i t?  

  Discussion  Questions 

   1 .    Why do you  th ink Peters d i rect reports kept qu iet about 

the work from  home  d irective for as long  as they 

d id?  Why d id  some of them  eventual ly decide to inform  

management?   

   2.    Do you  th ink th is si tuation  would  have happened  i f the 

organ ization  had  a  more formal  structure in  place?  Why 

or why not?   

   3 .    Do you  th ink the lapse in  Peters eth ical  behaviour 

ind icates a  broader problem  with  the fi rms corporate 

cu lture?  Why or why not?  I f yes,  what should  manage-

ment do now to try to change i ts corporate cu lture?      

  Learning Goals 
 In  th is case,  you  wi l l  have an  opportun ity to assess the impact 

of federal  government pol icy on  labour relations in  the publ ic 

sector.  You  wi l l  be  asked  to  consi der what stra teg ies  and  

tactics may contribute to the escalation  of confl ict and  how 

the si tuation  could  be handled  moving  forward  to lessen  the 

intensity and  emotional  nature of the confl ict.  You  wi l l  a lso be 

asked  to consider i ssues of power and  eth ics.  Do you  bel ieve 

the federal  government i s  acting  eth ical ly in  the case?  What 

about the un ions?  

  Major Topic  Areas 

      Power and  pol i tics ( Chapter   8    )   

      Confl ict and  negotiation  ( Chapter   9    )   

      Eth ics ( Chapter   1 2    )     

    Case 4:  Bad Faith Bargaining? Government 
Power and Negotiations with the Public Service 
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  The Scenario  

 Barga in ing  between  un ions and  management in  the  publ i c 

sector can be not only newsworthy but also highly controversial.  1   

 I n  1 967 ,  the  C anad ian  government gave  federa l  publ i c 

servants col lective bargain ing  rights.  Those rights gave publ ic 

service un ions the right to choose whether to settle  contract 

d isputes by arbitration  or by strike.  

 Treasury Board  President Tony C lement,  who i s  currently 

responsible  for federa l  l abour i ssues,  changed  those rights 

in  201 3  when  he introduced  sweeping  reforms to the Publ ic 

Servi ce  Labour Rel a ti ons  Act.  The  new ru les  for col l ecti ve 

bargain ing  seem  to favour the government.  

 I n  the  federa l  publ i c  servi ce,  un ions  were  once  able  to 

d ec i d e  whether  th ey wan ted  to  settl e  th e i r  d i spu tes  by 

arbi tration  (a  process in  wh ich  an  arbi trator imposes a  deci -

sion  on  the parties in  a  d i spute)  or conci l iation  (a  process in  

wh ich  a  settlement i s  recommended  and  i s  backed  by the 

right to  strike).  The new ru les g ive the  federa l  government,  

rather than  the federa l  un ions,  the power to decide whether 

ind ividua l  d i sputes are  solved  by arbi tration  or conci l i ation .  

Federa l  publ ic service un ions are concerned  that the govern-

ment can  force them  into conci l iation  (and  a  possible  strike),  

even  i f  thei r  members  bel i eve  a rb i tration  wou ld  resol ve  a  

d i spute.  U l timately,  the  new ru les  for col l ecti ve  barga in ing  

have decreased  the  power of un ions that represent federa l  

publ i c servants and  make i t more l ikely that affected  un ion  

members  wi l l  ag ree  to  concession s  i f  they consider stri ke 

action  undesi rable.  

 Th e  federa l  governmen t h as  a l so  p l aced  l im i ts  on  th e 

factors that arbi trators and  conci l iation  boards can  consider 

when  they provide decisions on  d isputes for federal  un ions.  

They are required  to focus on  two factors:  the federal  govern-

ments  fiscal  ci rcumstances relative to i ts budgetary pol icies  

and  the  abi l i ty to  recru i t and  reta in  employees.  The l abour 

board  had  previously concluded  that those two preconditions 

favoured  the  federa l  government to  an  excessi ve  degree;  

despite th is conclusion,  C lement made the preconditions law 

a  few months later.  

 In  201 4,  C lement announced  that the federal  government 

would  revamp the publ ic services sick leave pol icy.  2   Under the 

new col lective bargain ing  ru les,  federal  publ ic service un ions 

are seriously l im ited  in  resolving  any d isputes over sick leave.  

 Under the federal  governments existing  sick leave pol icy,  

federal  publ ic servants receive 1 5  days of paid  sick leave per 

year.  Unused  days can  be carried  over to subsequent years (a  

process known  as  banking )  and  then  be used  as needed.  

I n  some  cases,  employees  may end  up  wi th  many weeks 

 banked.  Th is can  help them get through  a  prolonged  i l lness 

or major in juries,  since i t takes 65  days to become el ig ible for 

long-term  d i sabi l i ty payments.  C lement points  out that the 

exi sting  sick leave pol icy creates sign i ficant l i abi l i ties on  the 

government ba lance sheet,  since  the  government needs to 

account for the  potentia l  u se  of banked  si ck days.  In  earl y 

201 4,  banked  sick leave was va lued  at $5. 2  bi l l ion .  3   At the 

same time,  a  report by the Parl iamentary Budget Office ind i -

cates that i t costs the government very l i ttle  to pay sick leave 

to federal  servants.  For example,   the report found  that sick 

leave can  range from  a  low of 0. 1 6 per cent of total  [federal ]  

departmental  spending  to 2 .74 per cent on  the h igh  end  of 

the scale.   4  

 C lement a l so ci ted  absenteeism  as an  i ssue related  to the 

existing  si ck l eave pol i cy,  since  workers wi th  l arge amounts 

of banked  si ck l eave time m ight use  sick days for purposes 

other than  those orig ina l ly intended.  Sick leave pol icy i s  a l so 

associ ated  wi th  an  equ i ty i ssue.  S i n ce  employees  need  to 

wa i t 65  days to  get long-term  d i sabi l i ty payments,  the  net 

effect i s  that long-term  employees (ones who have had  time 

to  bank  many d ays)  h ave  a  much  better  sa fety n et  th an  

j un ior employees.  C lement bel i eves  that replacing  the  si ck 

l eave  pol i cy wi th  a  short-term  d i sabi l i ty p l an  wou ld  ensure 

that everyones heal th  needs are met in  a  consistent and  fa i r 

manner,  whi le  m i tigating  the  problems associated  with  the 

exi sting  pol i cy.  He  feel s  so  strong ly about i t  that he  began  

negotiations  wi th  i n surance  providers  before  fi na l i zing  the 

new pol icy with  the federa l  publ ic service un ions,  a  step  that 

was very poorly received.  

 As a  result,  1 7  federal  publ ic service un ions have signed  a  

 sol idarity pledge,  agreeing  that they wi l l  not surrender their 

current sick leave benefits.  Many of those un ions have three-

year contracts that expire in  December 201 4,  setting  the stage 

for confl ict and  unrest over th is (and  l ikely other)  i ssues.  Wi l l  

a  bru ising  battle l ie  ahead?  

  Discussion  Questions 

   1 .    Do  the new col lective barga in ing  ru les for federa l  

publ i c service  un ions in troduced  by the  federa l  govern-

ment represent an  abuse of government power?  Why 

or why not?   

   2.    Have any negotiation  or communication  errors been  

made by the government or by the un ions in  relation  to 

federal  sick leave reform?  I f yes,  what are they?   

   3 .    How could  the government,  as an  employer,  proceed  

to develop a  more trusting  relationsh ip  with  employees 

under the new ru les for col lective bargain ing?  What 

could  they do to better manage labour relations moving  

forward?      
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  Learning Goals 
 I n  th i s  case,  you  wi l l  have  an  opportun i ty to  eva luate  how 

organ izational  cu lture influences the way power i s  used  and  

ethical  decisions are made within  the Royal  Canadian  Mounted  

Pol i ce  (RCMP).  C onsider why the  RCMP developed  such  a  

widespread  problem  with  gender-based  harassment a l lega-

tions.  Did  the RCMP leadersh ip contribute to the problem and,  

i f so,  how can  they help  to resolve i t?  

  Major Topic  Areas 

      Workplace harassment and  bu l lying  ( Chapter   8    )   

      Organ izational  cu lture ( Chapter   1 0    )   

      Organ izational  change ( Chapter   1 4   )   

      Leadersh ip  ( Chapter   1 1    )     

  The Scenario  
 In  December 2006,  the BC  Court of Appeal  upheld  the decision  

by the BC  Supreme Court to award  Nancy Su lz $950 000 in  

damages for severe,  long-term harassment experienced while she 

worked for Canadas RCMP.  1   The sexual  harassment she endured  

starting  i n  1 995  led  to  her request for a  med ica l  d i scharge 

from the RCMP in  2000,  due to major depressive disorder.  Her 

harasser,  Staff Sergeant Donald  Smith,  has continued to enjoy a  

successful  career with  the force.  Sulz was not the first person  to 

complain  about him;  another female officer made similar al lega-

tions in  the late 1 980s but ultimately did  not pursue them.  

 Four female  RCMP officers a l l eged  that they were sexu-

al ly assaulted  by Sergeant Robert B lundel l  during  undercover 

operation s  that took p l ace  i n  C a l gary between  1 994 and  

1 997.  Their internal  complaints were d ismissed  and  ignored,  

a  problem  that went a l l  the  way up  to  then-Commissioner 

G iu l i ano  Zaccardel l i .  The  offi cers  reported  that a fter fi l i ng  

complaints,  they were  considered  rats and  whistleblowers and  

subject to harassing  rid icule.  2   The four officers felt that  the 

lack of response signaled  to the rank and  fi le of the RCMP that 

si lence,  cover-up,  and  min imization  are the preferred  method  

of deal ing  with  harassment with in  the RCMP.  3   

 The  offi cers chose  to  fi l e  a  l awsu i t aga inst the  RCMP in  

Calgarys Court of Queens Bench  in  September 2003  because 

of the RCMPs lack of response.  We have done everyth ing  we 

can  do with in  the force to address the problems and  issues,  

the four reported  in  a  formal  statement.   They have not been  

satisfactori ly resolved,  and  weve had  to take th is step as a  last 

resort.   4  At the time of fi l ing  thei r case,  two of the a l leged  

victims were on  stress leave and  the other two reported  losing  

career opportun i ties  wi th in  the  force.  One  l ost her role  as 

a  hostage negotiator,  and  the  other has not been  assigned  

to undercover operations since  making  the  a l legations.  The 

a l l eged  perpetrator of the  sexua l  assau l ts,  meanwh i le,  lost 

one day of pay and  was later promoted.  The case was settled  

out of court in  2007,  with  the terms kept secret.  5   However,  

in  December 201 1 ,   The Fifth Estate   reported  that two of the 

complainants continue to feel  they were let down by the RCMP 

in  the matter.   That seems to be the way of the RCMP,  thats 

kind  of l i ke  the  tooth less  ti ger.  Theres  never any account-

abi l i ty,  said  Victoria  C l i ffe,  one of the four complainants.  6   

 J anet Merlo,  of Nanaimo,  BC ,  would  no doubt understand  

the frustration  the four Ca lgary RCMP officers experienced.  

She  recei ved  a  med i ca l  d i scharge  from  the  RCMP due  to 

post-traumati c  stress  d i sorder  th a t  was  a  d i rect  resu l t  of 

ongoing  workplace harassment and  bu l lying .  She was a l leg-

ed l y sub j ected  to  frequen t sexua l  remarks  and  unwanted  

invi tations  from  her immediate  supervi sor.  Co-workers a l so 

left sex toys and  pornography on  her desk.  I t took two years 

after Merlos in i tia l  complaint for the organ ization  to respond.  

The response thanked  Merlo for her letter and  noted:  As you  

are aware the RCMP does not take these a l legations l ightly 

and,  in  fact,  has an  obl igation  to provide a  harassment free 

envi ronment for a l l  of our employees.   7   Merlo was advised  

that the matter had  been  investigated  but no action  wou ld  

be taken.  Subsequently,  Merlo in itiated  legal  proceedings,  but 

she was unable  to continue due to the h igh  costs involved.  8  

Hel i  Ki janen,  of Thunder Bay,  Ontario,  who qu i t her job  with  

the RCMP in  201 1  due to incessant harassment,  has experi -

enced  the same chal lenges trying  to get justice.  

 Other court cases are proceeding.  Officer El isabeth  Couture,  

of Surrey,  BC ,  made a  cla im  th rough  ci vi l i an  courts  aga inst 

three male  RCMP col leagues for systematical ly targeting  her 

and  creating  a  cl imate  of fear i n  the  workplace.  Staff Sgt.  

Travis Pearson  found  h imself in  criminal  court due to a l lega-

tions that he raped  Officer Susan  Gasta ldo,  of Burnaby,  BC ,  

i n  h i s  home and  then  actively sta lked  her ch i ldren  i n  order 

to intimidate her in to si lence.  An  un identi fied  former RCMP 

officer testi fied  at h is tria l  that Pearson  had  a lso attempted  to 

rape her under very sim i lar ci rcumstances,  but she was too 

intimidated  to report i t at the time.  9   

 In  November 201 1 ,  Corporal  Catherine Gal l iford,  of Langley,  

BC ,  another RCMP officer and  victim  of ongoing  workplace 

    Case 5 :  Gender-Based Harassment among the 
Royal Canadian Mounted Police 
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sexua l  harassment,  decided  she  had  had  enough.  She used  

the media  to g ive her voice weight and  expose the extent and  

severity of the harassment experienced  by many of the 261 3  

female RCMP officers,  a  smal l  m inority in  a  force of 22  000.  I t 

was not long  before other women,  inspired  by Gal l i ford,  a lso 

came forward  to tel l  their stories,  resulting  in  the beginnings of 

a  class action  lawsuit against the RCMP for i ts fai lure to address 

widespread  gender-based  harassment and  bu l l ying .  RCMP 

leadersh ip has l i ttle reason  to be surprised.  An  internal  study 

conducted in  1 996 found that 6 out of 1 0 female Mounties had  

been  sexual ly harassed  at work and  that more than  1 0 percent 

reported  unwanted  touching  by male col leagues.  

 Unfortunately,  that same leadersh ip  has done a  very poor 

job  of respond ing  to  compla in ts  or addressing  the  cu l tura l  

issues that underl ie them.  Questioned  after Gal l iford  had  gone 

publ ic,  Krista  Carle,  one of the four Calgary RCMP officers who 

fi led  a  complaint against Blundel l ,  said  the fol lowing  about her 

formal  complaint:   there was an  internal  review and  nothing  

came of i t.  There was a  memo that went out to col leagues and  

staff about how there was an  incident with  someone placing  

inappropriate  materia l  on  someones  desk.  Everyone knew 

it was me,  so i t was a lmost l ike I  got blamed  for getting  the 

guys in  trouble.  And  they never found  out who put the porn  

on  my desk.   1 0   C arle  was d i scharged  from  the RCMP with  

post-traumatic stress d isorder that she attributes to 1 9 years of 

unremitting  sexual  harassment and  general  bul lying.  

 Paul  Champ,  a lawyer who has been involved  in  RCMP cases,  

says that  the process often takes years because the RCMP often  

does not treat complaints as a  priority.  .  .  .  Most complaints are 

dismissed  out of hand  or dismissed  with  no remedy offered  to 

the complainant other than  we talked  to h im  about it.   1 1   

 Recognition  of the scope of the problem  led  Bob Paulson,  

the  new RCMP Commissioner,  to  make an  unprecedented  

forma l  statement acknowledg ing  that the  continued  exi s-

tence of the force i tself was at ri sk.  He needed  to  clear-cut 

problems that have  taken  root deeply.  Too many Mounties 

bel ieve their authority enti tles them  to misuse power.  .  .  .  The 

Mounties are  one or two more earth-shattering  heartbreaks 

away from  losing  a l l  cred ib i l i ty.  I  tel l  you ,  one  day there  i s  

going  to be the removal  of the Stetson  (the RCMPs emblem-

atic hat and  symbol  of the force) i f we dont get th is right.  1 2   

 Steps have been  taken.  An  external  labour relations expert 

was retained to review the RCMPs existing harassment policy,  and  

a new code of conduct was introduced in  April  201 4.  1 3   Some are 

skeptical  that these efforts wil l  help to change a long entrenched  

culture.  Officer El isabeth  Couture bel ieves that management 

at the local  level  routinely turns a  bl ind  eye to harassment as its 

occurring.  You can  have al l  the staff workshops on  the issue that 

you want,  but unless detachment supervisors deal  with incidents 

in  a  forceful  and unequivocal  manner it wont matter.  1 4  

 The RCMPs female officers who have experienced  harass-

ment,  both  past and  present,  are not waiting  around  to see if 

these efforts to effect change within  the RCMP will  be successful.  

By J u l y 201 4,  a  cl ass  action  l awsu i t  was l aunched  by over 

330 women.  1 5   Lawyer Alexander Zaitzeff,  who is representing  

Janet Merlo,  reports that  the stories are consistent.  The stories 

are common in  terms of harassment,  bul lying,  and  oftentimes,  

sexual  issues.  The calls are sad,  hugely sad.  The stories are terrible.  

Many serving  members are unable to work because they are 

petrified in  l ight of their experiences.  1 6  Lawyers are also quick to 

point out the impact that these gender-biased attitudes may have 

on  perceived  in justice in  the broader community.  For instance,  

a  lack of perceived  sensitivity may inhibit female members of 

the publ ic from reporting  sexual  assaults or stalking  incidents.  

With  the class action  lawsuit proceeding,  the RCMP leadership  

wil l  need to carefully consider how to restore its reputation  and  

credibi l ity among both  female staff and the broader community.  

  Discussion  Questions 

   1 .    What aspects of the organ izational  cu lture in  the RCMP 

may have contributed  to i ts problems with  widespread  

sexual  harassment a l legations?   

   2.    Do the a l leged  cla ims of sexual  harassment point to a  

leadersh ip  problem?  Why or why not?   

   3 .    Devise a  plan  to manage a  cu lture change at the RCMP.  

What resistance might you  encounter and  how could  

you  overcome i t?      

  Learning Goals 

 In  th i s case,  you  wi l l  have to decide whether to promote an  

employee  who  h as  a  d i sab i l i ty.  You  wi l l  n eed  to  consi der 

whether the particular d isabi l i ty presents a  legal ly and  moral ly 

    Case 6:  Disability Accommodations and 
Promotions at Bunco 

defensible reason  against promotion  to a  management role.  

I f you  choose to promote the employee,  what can  you  do to 

help  ensure h is success?  I f you  do  not  promote h im,  how can  

you  explain  and  justify your decision,  whi le helping  the person  

to maintain  positive work atti tudes?  
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  Major Topic  Areas 

      D iversi ty (d isabi l i ty)  ( Chapter   3    )   

      Work atti tudes ( Chapter   3    )   

      Recru itment and  selection  ( Chapter   1 0    )     

  The Scenario  
 N icholas,  the d irector of finance at Bunco Canada,  sat weari ly 

at h is desk,  sighed  deeply,  and  rubbed  h is eyes.  1   He wondered  

whether an  external  search  for the companys newly created  

accounting  manager role was the right choice.  Had  N icholas  

decision  been  reasonable and  fa i r?  

 Pau l  had  worked  for N i cholas  as  a  staff accountant for 

1 4 years.  Paul  was a  Certified  Management Accountant (CMA) 

and  was the sen ior accountant responsible for external  finan-

cia l  reporting.  

 Pau l  was a  consistent and  rel iable employee who,  due to 

h is long  tenure,  knew a  lot about the organization.  He had,  at 

some point in  h is career,  performed most accounting  functions 

at Bunco,  i nclud ing  plant costing ,  budgeting ,  ana lysi s,  and  

financia l  plann ing,  and  so he understood  the detai l s of each  

role extremely wel l .  Pau l  got a long  wel l  with  the jun ior staff 

(most of whom  had  been  wi th  the company for more than  

1 0 years) and  was considered  a  key member of the accounting  

team .  He  frequently acted  as  an  i n formal  advi ser to  other 

members of h is team,  put in  overtime,  and  engaged  in  special  

projects,  including  process improvements and  database optimi-

zation.  In  fact,  he had  become the sole subject matter expert 

on  some cri ti ca l  fi nancia l  appl i cations  needed  for month ly 

reporting.  In  the past four years,  however,  Pau l  had  requ ired  

specia l  accommodations from  Bunco for C rohns d isease.  

 C roh n s  d i sea se  i s  a n  i n cu rab l e  i n f l ammatory  bowe l  

d i sease  that resu l ts  i n  sporad ic and  unpred ictable  bouts  of 

moderate to severe pain ,  fever,  d iarrhea,  gas,  vomiting,  and  

rectal  bleeding.  2   Sufferers of C rohns may experience brief or 

extended  remissions that last months or even  years,  and  then  

rel apse  wi thout obvious  tri ggers,  a l though  many pati en ts 

with  C rohns d i sease report that stress sign i ficantly worsens 

symptoms and  can  tri gger fl a re-ups.  3   There  i s  no  cu re  for 

the  d i sease,  but anti - in flammatory and  immune-modu lator 

medication ,  surgery,  and  carefu l  attention  to d iet can  control  

symptoms and  min imize relapses for some people.  4  

 C anad i an  cou rts  recogn i ze  C rohn s  d i sease  a s  a  l eg i ti -

mate d i sabi l i ty for employment-related  purposes.  Employers 

a re  requ i red  to  a ccommodate  C rohn s  d i sease  as  l ong  a s 

that accommodation  does  not resu l t i n  excessive  hardsh ip  

to  them .   Duty to  reasonabl y accommodate  means  that 

an  employer must take a l l  reasonable  measures to enable  a  

d i sabled  employee  to  keep  working .  In  add i tion  to making  

physica l  accommodations such  as provid ing  laptops,  wheel -

chair ramps,  etc. ,  employers can  a lso be required  to revise job 

responsibi l i ties and  performance appraisal  cri teria.  

 When  he was fi rst d iagnosed  with  C rohns four years ago,  

Paul  had  d iscussed  several  concerns with  N icholas.  Nicholas,  I  

dont know how long  i t wi l l  take me to get th is under control .  

I ts  not l ike I  cant work at a l l .  I  l l  go for a  couple  hours and  

be fine,  but then.  .  .  I  dont th ink anyone wants me runn ing  

to the washrooms here.  Besides i ts humi l iating.  I  need  some 

privacy.  When  the pain  flares up i ts a l l  I  can  focus on.  Maybe I  

cou ld  just work from  home on  a  laptop on  my bad  days,  play 

i t by ear a  l i ttle  bi t?  

 N i cholas  rep l i ed :  Wel l  I  don t  see  a  problem  wi th  you  

worki n g  from  home  sometimes,  bu t  a re  you  su re  th a ts 

what you  want?  I  spoke to an  HR representative about th is 

yesterday,  and  she pointed  out that we have a  corporate pol icy 

that proh ibits laptop use for everyone except sen ior manage-

ment and  sa les,  but under the ci rcumstances,  I m  pretty sure 

I  can  get one approved  for you.  I  was wondering  i f going  on  

long-term  d isabi l i ty m ight be a  better solution  for you  to get 

yourself wel l  though,  assuming  that we can  get the insurance 

company to  support the  cla im .  Your hea l th  has  to  be  your 

fi rst priori ty.  That sa id ,  I  don t rea l l y know what we l l  do  i f 

you  leave!   

 Pau l  was reluctant to  seek long-term  d i sabi l i ty,  because 

he d id  not want to g ive up so much  of h is l i fe  to the d isease.  

I t was a lso unclear whether the cla im  would  be accepted  by 

Buncos  in surer.  After another d i scussion  wi th  an  HR repre-

sentative,  N icholas decided  that a  laptop should  be i ssued  to 

Pau l  and  that he should  be permitted  to work at home on  h is 

bad  days.  N icholas trusted  h im  not to abuse the privi lege so 

fel t no need  to document the  decision  further.  An  informal  

 handshake agreement  was readi ly accepted  by Pau l .  

  Accommodation  Implemented:  

The  First Few Years 

 Pau l  and  N icholas expla ined  the si tuation  to co-workers in  a  

regularly scheduled  staff meeting,  and,  in i tia l ly,  everyone was 

supportive  of the  new arrangement.  As more time passed,  

however,  N icholas became worried .  He  had  anticipated  the 

occasional  absence,  but over the fi rst few months of the new 

arrangement,  Pau l  consistently worked  two days in  the office 

and  then  had  to go home for two to three days,  mean ing  he 

was absent more than  50 percent of the time.  Although  Pau l  

d id  respond  to emai l ,  N icholas felt that he had  underestimated  

the  ongoing  impact that Pau l s  absence m ight have on  the 

team  over the long  term.  N icholas was being  inundated  with  

da i l y questions  from  staff that wou ld  norma l l y have  been  

routed  to  Pau l .  Despi te  the  d i ffi cu l ti es  ad justi ng ,  N i cholas 

fel t  strong ly that accommodating  Pau l  was the  right th ing  
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to do,  so he sa id  noth ing.  About five months after the in i tia l  

d iscussion  and  the purchase of a  laptop for use by Paul ,  Pau l s 

symptoms decreased,  and  he was able to work in  the office 

about 85  percent of the time for the next 1 8 months.  

 About two years ago,  C rohns-related  relapses and  prob-

lems returned  for Pau l .  At the same time,  due to growth  in  

market-share  and  a  new acqu i si tion ,  the  demands  on  the 

accounting  department had  increased  sign i fi cantly.  Budget 

constra in ts  d id  not a l low for the  h i ring  of add i tiona l  staff.  

Everyone had  to work a  l i ttle  harder and  be wi l l ing  to work 

significantly more overtime,  often  unti l  1 1 :00 p.m.  or midnight 

for several  days in  a  row.  

 As  previousl y mentioned ,  bouts  of C rohn s  d i sease  a re 

often  triggered  by stress.  Since months-  and  years ends were 

particularly stressful  times,  Paul  would  often  experience attacks 

then ,  j ust when  he was needed  most i n  the  office.  He  was 

frequently absent during  these key times,  m issing  more than  

ha lf of the months ends over six months.  Other accounting  

employees,  who previously had  supported  Paul s accommoda-

tions,  began  to murmur their resentment among  themselves.  

 One day N icholas overheard  several  col leagues ta lk about 

h im,  when  they d id  not real ize he was in  the area.   I t would  

rea l ly make my l i fe  easier i f  I  cou ld  work from  home,  one 

said.  Another asked,  Couldnt he control  h is C rohns with  d iet,  

i f he rea l ly tried  to?  I  th ink he just doesnt want to be stuck 

here  a l l  even ing  for a  week l ike us suckers!    I  dont th ink 

he can  control  i t  that  much,  another voice ch imed.  A fourth  

person  responded,   even  so,  i t does make for a  conven ient 

excuse  doesn t  i t;  h e  cou ld  fake  i t  on  any g i ven  day,  and  

nobody wou ld  even  know the  d i fference.  I  bet he  took off 

th is afternoon  because he heard  theyre bring ing  in  pizza  for 

d inner AGAIN.   Its not even  fa i r,  a  fi fth  voice complained,  

 i f he can  phone and  emai l  h is work in  why cant we?  My ex 

i s  furious that I  m issed  my n ight with  the kids;  I  l l  be paying  

for that one for a  whi le.   

 N icholas worried  about the worsening  morale among  what 

had  previously been  a  very close team.  Furthermore,  Pau l  had  

been  sign ificantly late submitting  h is external  financial  reports 

on  several  occasions,  and  h is lack of avai labi l i ty had  hampered  

other peoples abi l i ty to complete interdependent tasks.  Since 

h is relapse began  1 8 months ago,  the department had  been  

late in  submitting  i ts month ly financial  reports to head  office 

seven  times!  The  department sti l l  compl ied  wi th  dead l ines 

imposed by the Securities and  Exchange Commission  (SEC),  but 

i t m issed  many internal  deadl ines.  Whi le not a l l  of the depart-

ments late fi l ings could  be directly attributed  to Pauls condition  

(and  absences),  he had  certain ly contributed  to the problem.  

 That said,  N icholas knew that Pau l  had  l imited  control  over 

the C rohns d isease,  so N icholas d id  not mention  h is concerns 

to  Pau l  or document performance problems.  I f  anyone el se 

sa id  anyth ing  to  Pau l  d i rectly,  N i cholas  was  unaware  of i t.  

N icholas ended up doing  l i ttle more than  hope that Paul  would  

experience a  remission  and  that the si tuation  would  improve.   

  The  Accounting Manager Role 

 Meanwhi le the changes continued  apace at Bunco.  Ongoing  

growth  and  further acquisitions-in-process meant that N icholas 

acquired  sign ificant new responsibi l i ties.  Part of that transition  

included  N icholas taking  on  a  more  strateg ic  role  i n  fi nan-

cia l  management and  physica l ly relocating  to the companys 

executive headquarters in  Toronto.  Th is meant that he would  

no longer be around  day to  day to manage the accounting  

department at the northern  packaging  faci l i ty.  I t was a lso no 

longer adequate for the department to adopt a  flat organ iza-

tional  structure,  with  staff accountants formal ly reporting  to 

the d i rector.  An  accounting  manager position  would  need  to 

be created.  

 As d i rector,  N icholas was responsible for financia l  strategy,  

i d en ti fyi ng  opportun i ti es  for  cost  reducti on  and  revenue 

g rowth ,  foreign  exchange  stra tegy,  amel iorating  con trol s,  

and  managing  transition  teams for new acquisi tions.  In  turn ,  

the new accounting  manager would  be responsible for much  

of what N icholas had  previously done.  Th is included  advising  

sen ior executives,  including  the CEO,  about month ly financia l  

results and  projected  year-end  performance,  as wel l  as overal l  

responsibi l i ty for costing  and  management accounting.  Th is 

position  required  ongoing  communication  with  various parts 

of the company,  including  occasional  travel  to the head  office.  

The  most important part of the  accounting  manager role,  

however,  involved  managing  the team  at the northern  faci l i ty.  

Th i s  i ncluded  assign ing  tasks and  provid ing  da i l y gu idance,  

advice,  and  socia l  support to jun ior staff.  

 Under normal  ci rcumstances,  Pau l  wou ld  have been  the 

natural  choice for promotion  to th is new accounting  manager 

position.  He wanted  i t;  indeed,  he felt i t was owed  to h im  in  

return  for h i s  long  years of service.  He  was the most sen ior 

person  in  the department and,  other than  N icholas,  Paul  had  

the h ighest level  of formal  accounting  education .  The other 

members of the department d id  not qual ify for the role,  as they 

were not CMAs.  Paul  had also created many of the spreadsheets 

and  systems that were an  integral  component of the compa-

nys financial  reporting  system.  The new role,  however,  would  

come with  a  significantly increased  stress load,  since i t involved  

management responsibi l ities and  a  much  h igher pol itical  profi le  

in  the organization.  Could  Paul  real ly handle the stress,  g iven  

h is d isabi l ity?  Also,  i f he d id  experience a  flare-up,  how could  

he manage a  team of people from home,  when  multiple ques-

tions came up each  day?  Reports to head  office were a lready 

being sent late with  alarming frequency,  damaging the northern  

branchs reputation  with in  the company.  Would  th is si tuation  

become worse under Paul s d irection?  
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 Fourteen  months earl ier,  N icholas had  careful ly considered  

his options vis--vis fi l l ing  the future account manager position.  

He tried  to d iscuss h is concerns with  h is HR department but 

d iscovered  that promotions were legal  and  eth ical  grey areas 

when  i t  came to  d i sabi l i ty accommodation .  Under a  subset 

of law regarding  duty to accommodate,  employers were not 

able to deny promotions based  on  inabi l i ty to perform  a  job 

without fi rst proving  undue hardship,  but what d id  that real ly 

mean?  The concept was largely untested  in  the courtroom.  An  

HR staff member suggested  that Paul  be asked  to participate 

in  a  detai led  medical  assessment to prove that he could  not 

complete the essential  operational  requirements of the job.  This 

suggestion  did  not sit wel l  with  Nicholas.  A medical  assessment 

could  be regarded  as invasive,  and  the procedure would  lead  

to Pau l  being  expected  to share a  great deal  of confidentia l  

medical  information.  Furthermore,  as with  any management 

job,  i t was hard  to d istinguish  the  essential  aspects of the job 

from the secondary ones.  Presenting  and  defending  monthly 

financial  reports,  for example,  was a  key part of the job.  I t was 

a l so very stressfu l ,  as  the  reports were examined  and  ques-

tioned  in  detai l  by powerful  sen ior executives.  Since stress was 

a  trigger for flare-ups of C rohns d i sease,  cou ld  Pau l  hand le 

the  pressure?  What about travel  to  head  offi ce?  Th i s  was 

a lso stressful ,  and  travel  might wel l  prove impossible for Paul .  

Was i t fa ir to expect Paul  to try,  g iven  h is medical  condition?  

N icholas  biggest concern,  however,  was that Paul  would  not 

a lways be physica l ly ava i lable  to the  staff.  N icholas fel t that 

the physical  presence of a  manager in  the office was central  to 

the orderly flow of information,  completion  of dai ly tasks,  and  

maintenance of a  supportive and  col legial  environment.  He d id  

not know if he could  tru ly justify cal l ing  that physical  presence 

 essential ,  but h is gut told  h im  i t was.  

 Under pressure to decide whether to fi l l  the new position  

i n terna l l y or externa l l y,  N i cholas  was not su re  that he  was 

making  the right choice,  but he decided  to launch  an  external  

search  for an  account manager,  instead  of promoting  Paul .  

  Discussion  Questions 

   1 .    Should  N icholas have promoted  Paul?  Why or why not?   

   2.      a.     What are N icholas  legal  responsibi l i ties to  Pau l  in  

th is si tuation?   

     b.     What are N icholas  eth ical  responsibi l i ties to  Pau l  in  

th is si tuation?  How does that balance with  N icholas  

responsibi l i ties to Pau l s co-workers?     

   3.    I f Paul  were to be promoted,  what strategies could  

Nicholas use to help Paul  achieve success in  h is new role?       

  Learning Goals 
 Th is case wi l l  a l low you  to evaluate the impact of (in )effective 

employee relations on  motivation  and  job  performance.  Pay 

particu lar attention  to i ssues of perceived  equ ity and  a lso to 

expectation  setting  and  how they each  relate to motivation.  Is 

th is companys approach  to internal  recruitment l ikely to cause 

ongoing  problems for them?  I f so,  why?  

  Major Topic  Areas 

      Motivation  ( Chapters   4    and     5    )   

      Work atti tudes ( Chapter   3    )   

      Communication  ( Chapter   7    )   

      Pol i tics (  Chapter   8    )     

  The Scenario  
 The  two i n terviewers  l eaned  forward  across  the  table  and  

looked  at E l i sa  i n tentl y.  We are  very impressed  wi th  your 

rsum and  your recently completed  MBA,  the HR manager 

stated,   but the cl ient tra in ing  role that we have avai lable i s  

entry level .  With  your 1 0 years of sales and  train ing  experience 

and  your education,  you  seem rather overqual ified  and  we are 

concerned.  

 E l i sa  sh i fted  sl ightly i n  her seat then  turned  on  her best 

smi le  as she answered  the interviewer.   I  do understand  that 

I  am  overqual i fied  for th is job,  she responded,   I  have a lso 

heard  that Kium  Solutions i s  a  real ly great place to work and  

I  know your CEO has some real ly interesting  ideas for moving  

the  company forward.  I  th ink I  cou ld  do a  lot of good  here 

and  I  am  wi l l ing  to start in  an  entry level  job to get in  the door 

as long  as there are other opportun ities down  the road.  The 

in terviewers g lanced  at each  other and  nodded.  Wel l  that 

works for us,  responded  the HR manager.  You  can  start now 

and  I  am  qu i te  confident that someth ing  more cha l leng ing  

that better matches your qual i fications wi l l  come up with in  a  

year or so.   That sounds great,  sa id  E l i sa.   I  look forward  

to coming  on  board.  

 Fifteen  months later,  El isa  was sti l l  in  the entry level  train ing  

role,  which  saw her travel l ing  to d ifferent cl ient si tes each  day 

to train  their new employees on  how to use Kiums document 

management systems.  El isa  was the fi rst person  with  a  degree 

    Case 7:  Promotion from Within 
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i n  education  who had  served  in  the  cl ient tra iner role.  Her 

formal  knowledge about teaching  and  learning  had  helped  her 

make substantia l  improvements to the existing  cl ient tra in ing  

program.  El isas manager had  commented  several  times about 

the sign ificant increases in  cl ient satisfaction  ratings that they 

had  observed.  C l ients were especial ly impressed  that El isa  was 

so readi ly avai lable to themshe even  gave them her personal  

cel lphone number.  I f they had  a  software question  or problem  

at 9:00 p.m.  or on  a  Saturday,  E l i sa  would  answer her phone 

and  cheerfu l l y help,  someth ing  that was nei ther expected  

nor requ i red .  E l i sa  was  su re  that she  had  done  everyth ing  

she could  to impress her new employers.  As a  resu lt,  she was 

particu larly excited  when  her co-worker pointed  out the new 

job that had  been  posted  to the internal  recruitment webpage 

(a  specia l  website for jobs posted  internal ly with  the intent of 

promoting  from  with in).  

 The  posti ng  was  for a  newly created  posi ti on ,  d i rector 

of Tra in ing.  Previously,  the company on ly had  cl ient tra iners 

(an  entry l evel  job)  and  HR genera l i sts who took care  of a l l  

employee tra in ing.  The new d i rectorsh ip  would  report to  the 

VP of Sales,  making  i t a  h igh ly prestig ious posi tion  with in  the 

corporate  h i erarchy.  The  d i rector wou ld  be  responsible  for 

improving  i n i ti a l  staff orientation  and  the  tra in ing  received  

by n ew h i res  i n  th e  Sa l es  department.  Ki um  re l i ed  on  i ts 

sa lesforce to grow its business.  The d i rector of Train ing  would  

th erefore  be  fu l fi l l i n g  an  importan t  ro l e  i n  th e  organ i za -

tion .  E l i sa  cou ld  not be  more  del i gh ted .  After a l l ,  she  had  

an  MBA and  a  degree in  adu l t education ,  plus she had  over 

a  decade of experience sel l ing  software solutions (a l though  

for compan ies other than  Kium).  In  fact,  i t was her desi re  to 

get away from  never-end ing  sa les quotas and  broaden  her 

ca reer choi ces  that  l ed  her to  pu rsue  an  MBA.  G i ven  her 

many qua l i fi cations and  her record  of strong  performance,  

El isa  was confident that she would  be a  competitive candidate 

for the role.  

 E l i sa  sent in  her rsum and,  at the end  of the appl ication  

period,  she was not the least bit surprised  when  she was cal led  

for an  interview with  the VP of Sales.  

 E l i sa  kn ew th a t  sh e  wou l d  h a ve  to  exp l a i n  wh y  sh e 

was  wel l  q u a l i f i ed  for  th e  j ob .  To  p repa re  for  th e  i n ter-

view,  she  reread  the  strateg ic  goa l s,  vi sion ,  and  m i ssion  of 

the  company and  thought carefu l l y about how she  cou ld  

contribute.  She  even  had  her boyfriend  ask her mock i n ter-

view questions so  that she  cou ld  practi se  her answers.  On  

the  morn ing  of her i n terview,  a l though  she  fel t  prepared ,  

sh e  was  a l so  n ervou s.  Th en  d i sappoi n tmen t  stru ck.  Th e 

assi stant to  the  VP of Sa les ca l led  to  say that the  VP of Sa les 

was no longer in terested  in  in terviewing  her.  After reviewing  

her rsum,  he  rea l i zed  that she  d id  not have enough  d i rect 

experience i n  sa les  at Kium.  

 E l i s a  wa s  s tu n n ed ,  won d e r i n g  wh a t  on  e a rth  h a d  

happened .  She  cou ld  not bel i eve  that she  wou ld  not even  

be g iven  an  opportun ity to expla in  why she would  be a  good  

cand idate  for the  job.  She  sent an  ema i l  to  the  VPs  assi s-

tan t  exp l a i n i ng  her qua l i fi ca tion s,  bu t  the  a ssi stan t aga i n  

confirmed  that E l isa  would  not be permitted  to interview for 

the job.  U ltimately,  E l i sa  went home an  hour early that day,  

sti l l  d i stressed  and  bewi ldered .  At 5 : 1 7  p.m .  her cel lphone 

rang.  She saw that i t was an  important cl ient who had  recently 

purchased  an  expensive and  complex solution  from  Kium.  Just 

days ago,  E l i sa  had  promised  the CEO at the cl ient company 

that she  wou ld  be  there  to  an swer questions and  support 

their rol l -out every step of the way.  She looked  again  at the 

cal l  d isplay and  at the time.  She qu ietly looked  away and  let 

the cal l  go to voicemai l .  The cl ient could  wait unti l  Monday.  

  Discussion  Questions 

   1 .    How would  you  expla in  the abrupt change in  E l i sas cus-

tomer service behaviour?  Outl ine what has happened  to 

her motivation  using  expectancy and  equity theories.   

   2.    Could  E l i sas employer have anticipated  the impact that 

cancel l ing  the d i rectorsh ip  interview might have on  her 

future performance?  What should  her employer have 

done d i fferently?   

   3 .    E l i sa  ra ised  concern  about being  shut out of the d i rec-

torsh ip  interview to the HR manager.  What could  the 

HR manager do now to help  improve El i sas motivation?  

Expla in  why your idea  would  be effective.      

  Learning Goals 

 C ompan ies often  d ivide  up  work as  a  way to  improve effi -

ciency,  but specia l ization  can  lead  to negative consequences.  

FlowFix is a  company that for years has effectively used  special-

ization  to reduce costs relative to that of i ts competitors,  but 

ri s i ng  cu stomer compla i n ts  suggest  that  the  fi rm s  strong  

    Case 8:  Repairing Jobs That Fail to Satisfy 

posi ti on  may be  s l i pping .  After read ing  the  case,  suggest 

some ways the company can  create more interesting  work for 

employees wh i le  improving  customer sati sfaction  rates.  You  

wi l l  a l so  need  to tackle  the  problem  of how to  find  people 

qua l i fi ed  and  ready to  perform  the mu l tiple  responsibi l i ties 

required  in  FlowFixs jobs.  
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  Major Topic  Areas 

      Job design  ( Chapter   5    )   

      Job satisfaction  ( Chapter   3    )   

      Personal i ty ( Chapter   2    )   

      Emotional  labour ( Chapter   2    )     

  The Scenario  
 FlowFix i s  a  m id-sized  residentia l  and  commercia l  p lumbing  

maintenance firm  that operates in  the Greater Vancouver area.    

I t has been  a  major reg ional  player in  plumbing  for decades.  

Tyron  Johnson  has been  the  sen ior executive  at FlowFix for 

about two years.  He  used  to  work for a  newer competing  

cha i n ,  Li gh tn i ng  Pl umber,  wh i ch  h as  been  d rawing  away 

more and  more customers from  FlowFix.  Although  h is job at 

FlowFix pays more,  Tyron  i s not happy with  the way th ings are 

going.  He has noticed  the work environment i s  not as vi ta l  or 

energetic as the environment he saw at Lightn ing  Plumber.  

 Tyron  th inks the problem  i s that employees are not moti -

va ted  to  provi de  th e  type  of  cu stomer  servi ce  Li gh tn i n g  

Plumber employees offer.  He recently sent surveys to customers 

to col lect in formation  about customer service performance,  

and  the  data  confi rmed  h i s  fears.  Al though  60  percent of 

respondents said  they were satisfied  with  their experience and  

would  use FlowFix again ,  40 percent fel t their experience was 

not good,  and  30 percent sa id  they would  use a  competitor 

the next time they had  a  plumbing  problem.  

 Tyron  i s  wondering  whether FlowFixs job  design  might be 

contributing  to i ts  problems in  reta in ing  customers.  FlowFix 

has about 1 1 0  employees who are d ivided  into one of four 

basi c  j ob  categories:  p lumbers,  p l umbers  a ssi stan ts,  order 

p rocessors,  a n d  b i l l i n g  represen ta ti ves.  Th i s  s tru ctu re  i s  

designed  to keep costs as low as possible.  Plumbers,  who are 

l icensed,  make very h igh  wages,  whereas plumbers assistants 

make about one-quarter of what a  l i censed  plumber makes.  

Using  plumbers  assi stants i s  therefore  a  very cost-effective 

strategy that enables FlowFix to easi ly undercut the compe-

ti tion  when  i t  comes to  pri ce.  Order processors make even  

less  than  plumbers assi stants but about the same as  bi l l i ng  

processors.  Al l  work i s  specia l ized ,  but employees are often  

dependent on  those in  other job categories to perform  at their 

most efficient level .  

 L i ke  most  p l umbi ng  compan i es,  F l owFi x  g ets  a  l ot  of 

residentia l  business from  people  who consu l t the  I n ternet.  

Corporate cl ients a l so use the companys on l ine in terface to 

make  nonroutine  ma in tenance  requests.  C ustomers  ei ther 

ca l l  i n  to  describe  a  p lumbing  problem  or submit an  on l ine 

request for plumbing  services,  receiving  a  return  cal l  with  the 

information  requ ired  to solve the problem  with in  24 hours.  

In  both  scenarios,  FlowFixs order processors determine from  

the customers description  of the problem  whether a  plumber 

or a  p l umbers  a ssi stan t shou ld  make  the  servi ce  ca l l .  The 

job  i s  then  assigned  accord ing ly,  and  a  servi ce  representa-

tive goes to the location.  When  the job has been  completed,  

the  i n formation  i s  re l ayed  to  a  b i l l i ng  represen tati ve.  The 

bi l l ing  representative forwards the invoice to the service rep 

via  cel lphone,  and  the service rep then  presents a  bi l l  to the 

cu stomer for  payment by cred i t  ca rd ,  deb i t  ca rd ,  or  cash  

(corporate cl ients remit payment via  month ly invoices rather 

than  on-the-spot).  

  The  Problem 

 Although  special ization  cuts costs significantly,  Tyron  is worried  

about customer d issatisfaction.  According  to h is survey,  about 

2 5  percen t of  cu stomer con tacts  ended  i n  no  servi ce  ca l l  

because customers were confused  by the d iagnostic questions 

the order processors asked  or because the order processors 

d id  not have sufficient knowledge or ski l l  to  expla in  the si tu-

ation .  That means fu l ly one in  four people who ca l l  FlowFix 

to h i re a  plumber were worse than  d issatisfied:  they d id  not 

become customers at a l l !  The remain ing  75  percent of ca l l s  

that d id  end  in  a  customer service encounter resu lted  in  other 

problems.  

 The  most frequent compla in ts,  Tyron  d i scovered  vi a  the 

customer surveys,  were about response time and  cost,  espe-

cia l ly when  the wrong  person  was sent to a  job.  A plumbers 

assi stan t cannot complete  a  more  techn i ca l l y compl i cated  

job.  I f a  plumbers assistant arrives onsite and  cannot do the 

work,  the appointment must be rescheduled  (with  a  l i censed  

plumber)  and  the customers time and  the  staffs  time have 

been  wasted.  The resu lting  delay often  caused  customers to 

decl ine further contact with  FlowFixmany of them  decided  

to move forward  with  Lightn ing  Plumber instead.  

 When  I  arrive at a  job I  can t take care of,  says plumb-

ers assi stant Kiera  Fri tz,   the customer gets ticked  off.  They 

thought they were getting  a  l icensed  plumber,  since they were 

cal l ing  for a  plumber.  Tel l ing  them they have to have someone 

else come out doesnt go over wel l .   

 On  the other hand,  when  a  plumber responds to a  job easi ly 

handled  by a  plumbers assistant,  the customer i s sti l l  charged  

at the plumbers h igher rate.  Licensed  plumber Ph i l ip  Wong  

also does not l ike being  in  the position  of g iving  customers bad  

news.   If I  get cal led  out to do something  l ike snake a  drain ,  

the customer isn t expecting  a  hefty bi l l .  I m  caught between  

a  rock and  a  hard  placeI  don t set the  rates or make the 

appointments,  but I m  the one who gets it from the customer.  

Plumbers a lso resent being  sent to do such  simple work.  

 Lou isa  Gomez i s  one of FlowFixs order processors.  She i s  

a l so  frustrated  when  the  wrong  person  i s  sent to  a  job  but 
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feels she and  the other order processors are doing  the best 

they can.  We have a  questionnaire were supposed  to fol low 

with  the cal ls  to find  out what the problem  is and  who needs 

to  take the  job,  she expla ins.   The customers don t know 

that we have a  standard  form,  so they th ink we can  answer 

a l l  thei r questions.  Most of us  don t know any more about 

plumbing  than  the ca l ler.  I f they dont use the terms on  the 

questi onna i re,  we  don t  understand  what  th ey re  ta l ki ng  

about.  A plumber wou ld ,  but were  not p lumbers;  we  ju st 

take the cal l s.   

 Customer service i ssues a lso involve the bi l l ing  representa-

tives.  They are the ones who are responsible  for continu ing  

to contact customers about payment.   I ts  not my fau l t the 

wrong  guy was sent,  says Susan  MacArthur.   I f two guys 

went out,  thats  two trips.  I f  a  p lumber d id  the  work,  you  

pay plumber rates.  Some of these customers dont get that I  

d idnt take thei r fi rst ca l l ,  and  so I  get yel led  at.   The bi l l ing  

representatives a lso complain  that they see only the tai l  end  of 

the process,  so they dont know what the original  cal l  entai led.  

The job  i s  fa i rly impersonal ,  and  much  of the  work involves 

record ing  customer compla ints.  Remember40 percent of 

customers are not satisfied,  and  i ts the bi l l ing  representatives 

who take the brunt of customers  negative reactions on  the 

phone.  

 Al l  employees  have  to  engage  i n  emotiona l  l abour and  

i t  i s  not cl ear that they have  the  ski l l s  or persona l i ty tra i ts 

to  complete  the  customer i n teraction  component of thei r 

jobs.  FlowFixs employees are not tra ined  to provide customer 

servi ce ,  a n d  th ey see  th e i r  work  mostl y  i n  techn i ca l ,  o r 

mechan ica l ,  terms.  Qu i te  a  few are  actua l l y anxious about 

speaking  d i rectly wi th  customers.  The order processors and  

bi l l ing  representatives real ize customer service i s  part of their 

job,  but they a lso find  deal ing  with  negative feedback from  

customers and  co-workers taxing.  

 A couple of months ago,  a  human  resource management 

consultant was h i red  to survey FlowFix employees about their 

j ob  a tti tudes.  The  resu l ts,  shown  below on  a  sca le  of 1  to 

5,  ind icated  that FlowFix employees were less sati sfied  than  

employees in  comparable  jobs.  The  table  below provides a  

breakdown  of respondents  satisfaction  levels across a  number 

of categories.      

  The  Proposed  Solution  

 The  company i s  i n  trouble,  and  as  revenues shrink and  the 

cost savings that were supposed  to be ach ieved  by d ivid ing  

up work fa i l  to materia l ize,  a  change seems to be in  order.  

 Tyron  proposes using  cash  rewards to improve performance 

among employees.  He thinks if employees were paid  based on  

work outcomes,  theyd work harder to satisfy customers.  Because 

its not easy to measure how satisfied  people are with  the in itial  

ca l l -in ,  Tyron  would  l ike to g ive the order processors a  smal l  

reward  for every 20 cal ls successful ly completed.  For the hands-

on work,  he would  l ike to have each  bi l l ing  representative collect 

information  about customer satisfaction  for each  completed  

cal l .  If no complaints are made and  the job is handled  promptly,  

a  moderate cash  reward  wou ld  be  g iven  to  the plumber or 

plumbers assistant.  If the customer indicates real  satisfaction with  

the service,  a  larger cash  reward  would  be provided.  

 Tyron  a l so wants to find  a  way to h i re  people who are a  

better fi t  wi th  the companys  new goa ls.  The current h i ring  

procedure rel i es  on  unstructured  i n terviews,  and  Tyron  has 

rea l i zed  th at  h e,  h i s  sen ior  offi ce  manager,  and  h i s  most 

experienced  lead  plumber are not very consistent when  inter-

viewing .  Fu rthermore,  they often  rely on  thei r gut i n sti nct 

when  making  h iring  decisions.  Tyron  th inks i t would  be better 

i f  h i ring  methods were  standard i zed  and  customer service 

ski l l s  were evaluated  during  that process to help them  identify 

recru its who can  actual ly succeed  in  the job.  

  Discussion  Questions 

   1 .    Al though  i ts clear employees are not especia l ly satis-

fied  with  their work,  do you  th ink th is i s  a  reason  for 

concern?  Does research  suggest satisfied  workers are 

actual ly better at their jobs?  Are any other behavioural  

outcomes associated  with  job satisfaction?   

   

 FlowFix 

Plumbers 

 FlowFix 

Plumbers 

Assistants 

 FlowFix 

Office 

Employees 

 Average 

Plumber 

 Average 

Office 

Employees 

 I  am  satisfied  with  the work I  am  asked  to do.   3 . 7   2 . 5   2 . 5   4. 3   3 . 5  

 I  am  satisfied  with  my working  conditions.   3 .8   2 .4  3 . 7   4. 1   4. 2  

 I  am  satisfied  with  my interactions with  co-workers.   3 . 5   3 . 2   2 . 7   3 .8   3 .9  

 I  am  satisfied  with  my interactions with  my supervisor.   2 . 5   2 . 3   2 . 2   3 . 5   3 .4 

 The information  that appears above about  average plumbers  and   average office employees  i s taken  from  the consu ltants records of sim i lar companies and  

publ ished  industry data  about ski l led  tradespeople.  The comparatively low averages for FlowFix employees are not exactly surprising  g iven  some of the complaints 

FlowFix employees have made.  Tyron  i s  worried  about these resu lts,  but has not been  able to formulate a  solution .  The trad itional  FlowFix cu lture has been  

focused  on  min imizing  costs,  and  the  soft stuff  l ike employee satisfaction  has not been  a  major i ssue.  
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  Learning Goals 
 The  mu l ti nationa l  organ ization  i s  an  i n creasing ly common  

and  important part of the economy.  Th is case takes you  into 

the world  of a  cutting-edge music software business seeking  

success across three very d ifferent national  and  organizational  

cultures.  Its managers need  to make important decisions about 

how to  structure work processes so  that employees can  be 

satisfied  and  productive doing  very d i fferent tasks.  

  Major Topic  Areas 

      Organ izational  structure and  boundaryless 

organ izations ( Chapter   1 3    )   

      Organ izational  cu lture ( Chapter   1 0    )   

      D iversi ty and  teams ( Chapter   6    )   

      Organ izational  socia l ization  ( Chapter   1 0    )   

      Organ izational  change ( Chapter   1 4   )     

  The Scenario  
 Newskool  Grooves i s  a  transnational  company that develops 

music  software used  to  compose  music,  p lay record ings i n  

clubs,  and  produce  a lbums.  Founder and  C EO  Gerd  Finger 

i s ,  u nderstandabl y,  the  companys  b i ggest  fan .   I  sta rted  

th i s  company from  noth ing ,  from  j u st  me,  my i deas,  and  

my computer.  I  love musiclove playing  music,  love writing  

programs for making  music,  love l i sten ing  to musicand  the 

money i s  n ice,  too.  Finger says he never wanted  to work for 

someone el se,  to  g ive  away h i s  ideas and  let someone el se 

profit from  them.  He wanted  to keep control  over them,  and  

their image.   Newskool  Grooves i s  a lways ahead  of the pack.  

In  th is business,  i f you  cant keep up,  youre out.  And  we are 

the  company everyone  e l se  must  keep  up  wi th .  Everyone 

knows when  they get something  from  us,  theyre getting  on ly 

the best and  the newest.  

 The company headquarters are  in  Berl in ,  the nerve centre 

for  the  organ i zation ,  where  new products  a re  developed  

and  the  organ i za ti ona l  stra tegy i s  estab l i shed .  Newskool  

outsources a  great deal  of i ts coding  work to programmers in  

Bangalore,  Ind ia .  I ts  marketing  efforts  are  increasing ly based  

in  i ts Toronto offices.  Th is d ivision  of labour i s  at least partia l ly 

based  on  techn ica l  experti se  and  cost i ssues.  The  German  

team  excels at design  and  production  tasks.  Because most of 

Newskools customers are Engl ish  speakers,  the Toronto office 

has been  the best group  to  wri te  ads and  market products.  

The  Bangalore  offices are  fi l l ed  wi th  outstand ing  program-

mers who dont requ ire  the  very h igh  rates of compensation  

you  wou ld  find  in  German  or C anad ian  offices.  The combi -

n a ti on  of  h i gh -tech  software,  rap i d  reorg an i za ti on ,  a nd  

outsourcing  makes Newskool  the very defin i tion  of a  bound-

aryless organ ization .  

 Finger a l so  makes the fina l  deci sion  on  a l l  h i ring  for the 

company and  places a  heavy emphasis on  independent work 

styles.  Why would  I  want to put my company in  the hands 

of people I  cant count on?  he asks with  a  laugh.   They have 

to  bel i eve  i n  what were  doing  here,  rea l l y understand  our 

d i rection  and  be able to go with  i t.  I m  not the babysitter,  I m  

not the school  master handing  out homework.  School  time i s  

over.  Th is i s  the real  world .  

  The  Work Culture 

 Employees want to  work at Newskool  G rooves because i ts 

cu tti ng  edge.  Newskool s  core  market i s  d ance  musi ci an s 

and  DJspeople who appreciate that whi le  relatively expen-

sive,  Newskool  i s  a  very h igh -qua l i ty and  innovative  brand .  

Newskool  sees  i tsel f as  a  trendsetter,  and  th i s  strategy has 

    Case 9:  Boundaryless Organizations 

   2.    Using  the job characteristics model ,  expla in  why the 

present system  of job design  may be contributing  to 

employee d issatisfaction.  Describe some ways you  could  

help  employees feel  more satisfied  with  their work by 

redesign ing  their jobs.   

   3 .    Tyron  has  a  somewhat vague i dea  about how to  imple-

ment the  cash  rewards system.  Describe  some of the 

speci fi c  ways you  wou ld  make the  reward  system  

work better,  wh i le  keeping  mora le  h igh ,  based  on  

the  case.   

   4.    Expla in  the advantages and  d isadvantages of using  

financia l  incentives in  a  program  of th is nature.  What,  i f 

any,  potentia l  problems might arise i f people are g iven  

money for ach ieving  customer satisfaction  goals?  What 

other types of incentives m ight be considered?   

   5.    C reate a  specific plan  to assess whether the reward  

system  is working.  What are the dependent variables 

that should  change i f the system  works?  How wi l l  you  

go about measuring  success?   

   6.    What types of h i ring  recommendations would  you  

make to find  people better su ited  for these jobs?  Which  

B ig  Five Personal i ty Model  tra its would  be usefu l  for the 

customer service responsibi l i ties and  emotional  labour?       
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tended  to pay off.  Wh i le  competi tors develop  sim i lar prod-

ucts and  therefore need  to continua l ly lower thei r prices to 

compete with  one another,  Newskool  has kept revenues h igh  

by creating  completely new products that dont face th is type 

of price competition .  

 U n fortunatel y,  computer p i racy has  eroded  Newskool s 

abi l i ty to make money with  just software-based  music tools,  

and  i t has had  to move into the production  of hardware,  such  

as drum machines and  ampl ifiers that incorporate i ts computer 

technology.  Making  th i s  massive  market change m igh t be 

chal lenging  for some companies,  but for an  organ ization  that 

reinvents itself every two to three years l ike Newskool  does,  the 

bigger fight i s a  constant war against stagnation  and  rig id ity.  

 The organ ization  has a  very decentral ized  structure.  With  

on ly 1 1 5  employees,  the orig inal  management ph i losophy of 

a l lowing  a l l  employees to participate in  decision  making  and  

innovation  i s  sti l l  the l i feblood  of the companys cu lture.  One 

developer notes,  At Newskool ,  they want you  to be part of 

the process.  I f you  are a  person  who wants to do what youre 

told  a t work,  you  re  i n  trouble.  Most times,  they can t  tel l  

you  what they want you  to do nextthey dont even  know 

what comes next!  Thats  why they h i re  employees who are 

creative,  people who can  try to make the next th ing  happen.  

I ts chal lenging,  but a  lot of us th ink i ts very much  an  exciting  

environment.   

  The  Boundaryless Environment 

 Because so much  of the work can  be performed on  computers,  

Finger decided  early to a l low employees to work outside the 

office.  The senior management in  Berl in  and  Toronto are both  

qu ite happy with  th is arrangement.  Because some marketing  

work does require face-to-face contact,  the Toronto office has 

weekly in-person  meetings.  Employees who l ike Newskool  are 

happiest when  they can  work th rough  the  n ight and  sl eep 

most of the day,  fi ring  up their computers to get work done at 

the drop of a  hat.  Project d iscussions often  happen  via  socia l  

networking  on  the companys intranet.  

 Th e  B anga l ore  o ffi ces  h ave  been  l ess  eager  to  work 

with  the boundaryless model .  Managers say thei r computer 

prog rammers  fi n d  worki ng  wi th  so  l i ttl e  structu re  ra ther 

uncomfortable.  They are  more used  to the  idea  of a  strong  

leadersh ip  structure and  wel l -defined  work processes.  When  

I  started ,  says  one  manager,   Gerd  sa id  getting  i n  touch  

with  h im  would  be no problem,  getting  in  touch  with  Toronto 

would  be no problem.  Were smal l ,  were fami ly,  he said.  Wel l ,  

i t  i s  a  problem.  When  I  ca l l  Toronto,  they say to  wa i t un ti l  

their meeting  day.  I  cant a lways wait unti l  they decide to get 

together.  I  ca l l  Gerdhe says,  Figure i t out.   Then  when  I  do,  

he says i t i sn t right and  we have to start again .  I f he just told  

me in  the fi rst place,  we would  have done i t.   

 Some recent events have a l so  shaken  up  the  companys 

usual  way of doing  business.  Developers in  the Berl in  office 

had  a  major commun ications breakdown  about thei r hard-

ware DJ  control ler,  which  required  many hours of d iscussion  

to resolve.  I t seems that people who seldom  met face to face 

had  a l l  made  progressbut had  moved  i n  opposi te  d i rec-

tions.  To test and  design  the companys hardware products,  

employees apparently need  to do more than  send  each  other 

code;  sometimes they need  to col laborate face to face.  Some 

spirited  d isagreements have been  voiced  with in  the organ iza-

tion  about how to move forward  in  th is new environment.  

 At the same time,  the Toronto office was experiencing  chal-

lenges in  i ts abi l i ty to execute i ts marketing  plans.  According  

to  Marketing  D i rector Sandra  Pelham,   Now that we were 

producing  hardwarereal  instrumentswe final ly thought,  All  

right,  th is i s  something  we can  work with!   We had  a  whole 

slate of musicians and DJs and producers to contact for endorse-

ments,  but Gerd  said,  No way.   He d idnt want customers who 

on ly cared  that a  celebri ty l i ked  us.  He  scrapped  the  whole 

campaign.  He says were al l  about creativity and  doing  our own  

th ingunti l  we dont want to do th ings h is way.  

 Although  the organ ization  i s  not without problems,  there 

i s  l i ttl e  question  Newskool  has  been  a  standout success  i n  

the  computer music software industry.  Wh i le  many compa-

n ies are fa i l ing,  Newskool  i s  using  i ts  market power to push  

forward  the next generation  of electronic music-making  tools.  

As Finger puts i t,  Once the rest of the industry has gotten  

together and  figured  out how theyre a l l  going  to cope with  

change,  they l l  look around  and  see that were a l ready three 

mi les ahead  of them  down  the road  to the future.  

  Discussion  Questions 

   1 .    Identify some of the problems l ikely to occur in  a  bound-

aryless organization  such  as Newskool  Grooves.  What 

are the advantages of boundaryless organizations?   

   2.    Consider some of the cu ltural  i ssues that wi l l  affect a  

company operating  in  various parts of the world .  What 

actions would  you  take to ensure that Newskool s d i ffer-

ent offices work effectively with  one another?   

   3 .    Based  on  what you  know about motivation ,  personal-

ity,  and  organ izational  cu lture,  what types of people are 

l ikely to be satisfied  in  each  functional  area  of the com-

pany?  Use concepts from  the job characteristics model  

to  describe what m ight need  to change to increase 

employee satisfaction  in  a l l  areas.   

   4.    What types of human  resources practices need  to be 

implemented  in  th is sort of organ ization?  What prin-

ciples of selection  and  h i ring  are l ikely to be effective?  

Which  B ig  Five personal i ty tra i ts and  abi l i ties m ight 

Newskool  supervisors want to use for selection?       
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  Learning Goals 
 I n  th i s  case,  you  wi l l  have an  opportun i ty to  assess how to 

restore  trust among  employees who have low mora le.  You  

shou ld  consider how organ i zationa l  cu l tu re  has  l ed  to  the 

problems faced  at the zoo.  You  wi l l  determine whether the 

organ izational  structure should  be changed  and  a lso whether 

new reward  systems should  be put in  place.  

  Major Topic  Areas 

      Communication  ( Chapter   7    )   

      Organ izational  design  ( Chapter   1 3    )   

      Leadersh ip  ( Chapter   1 1    )   

      Organ izational  cu lture ( Chapter   1 0    )   

      Job design  ( Chapter   5    )   

      Change management ( Chapter   1 4   )   

      Resistance to change ( Chapter   1 4   )     

  The Scenario  
 C i ty Zoo has been  an  important visitor destination  for genera-

tions of ch i ldren.  1   Local ly,  provincial ly,  and  national ly,  C i ty Zoo 

has had  a  remarkable reputation  for provid ing  a  h igh  qual i ty 

environment for i ts an imals whi le  enabl ing  ch i ldren  of a l l  ages 

to learn  about an imals and  see them in  natural  environments.  

The zoo operates wi th  a  ded icated  staff,  as  wel l  as  a  l arge 

number of volunteers.  Over half of i ts revenues come from  a  

specia l  tax levy on  ci ty property owners who vote on  whether 

to renew the levy during  ci ty elections held  every three years.  

 Despi te  i ts  sterl i ng  reputation ,  the  zoo went th rough  a  

year of unpleasant publ ici ty in  201 4,  after the board  of d i rec-

tors d ismissed  head  veterinarian  Tim  Bernardino.  Newspaper 

reports of the d ismissal  suggested  that Bernardino had  been  

d i smissed  for speaking  up  about harm  to some of the zoos 

an imals.  The publ ici ty forced  zoo management to respond  to 

many tough  questions regarding  i ts practices and  operations 

regard ing  both  an imals  and  staff.  C i ty Counci l  acted  swiftly 

in  the face of continued  negative press coverage of the zoo,  

feel ing  a  responsibi l i ty to the taxpayers.  In  order to answer a l l  

of the questions ra ised  by the press,  counci l  created  a  specia l  

C i tizens  Task Force to review the zoos finances and  opera-

tions,  including  animal  care.  

 I t i s  February 201 5,  and  Emma Bresl in  has just been  h i red  

by the  board  of d i rectors to  take over as  executive  d i rector 

of the zoo.  She is  reviewing  the many concerns ra ised  by the 

task force and  wondering  how she might restore employees  

and  the publ ics  confidence in  the zoo.  She wi l l  be  meeting  

with  the board  in  two weeks to present her recommendations 

for moving  forward.  The board  has asked  her to act qu ickly 

because  ci ty residents  wi l l  vote  on  the  next tax l evy i n  j u st 

th ree  months.  A  no  vote  wou ld  substantia l l y reduce the 

zoos revenues for the next severa l  years.  (  Exh ibi t   1     outl ines 

the revenues and  expenses of the zoo for fi scal  year 201 4. )  

   Background 

 Th e  C i ty Zoolog i ca l  G a rden s  got  i ts  sta rt  i n  1 905 ,  when  

Saman tha  Fraser donated  a  h edgehog  to  th e  ci tys  Pa rks 

Board.  Bu i ld ing  on  that fi rst donation ,  the zoo has grown  to 

be one of the most comprehensive zoologica l  insti tutions in  

the country.  The zoos African  Savannah  recreates the look of 

Africas pla ins and  jung les.  The Savannah  houses the world-

famous H ippoquarium,  the fi rst natura l  h ippo habi tat to  be 

created  in  a  zoo.  The zoo includes exh ibits for Siberian  tigers,  

Asian  sloth  bears,  and  the endangered  African  wi ld  dogs.  The 

zoo  has  a l so  renovated  the  Aviary and  the  Primate  Forest.  

More recent improvements include a  new parking  lot and  g ift 

shop.  The zoo i s  a  top tourist attraction  for the ci ty,  and  the 

number of annual  visi tors to the zoo has nearly tripled  from  

1 982  (364 000 visi tors)  to 201 3  (more than  1  m i l l ion  visi tors).  

In  the past five years,  the zoo has twice been  ranked  as one 

of the top 1 0  zoos in  North  America  for ch i ldren  and  fami l ies.  

I t was a l so voted  one of the top five zoos in  North  America  

i n  the   North  Ameri ca s  Favori te  Zoo  con test  sponsored  

by M icrosoft.  The  zoos  vi sion  and  m i ssion  statements  (see 

 Exh ibi t   2    )  a re  widely cred i ted  wi th  helping  the  zoo ach ieve 

these awards.   

 Unti l  1 982 ,  the zoo was run  by the ci ty.  That year,  owner-

sh ip  was transferred  to the C ity Zoological  Society,  a  private 

nonprofit organ ization.  Because of i ts dedication,  the Society 

was able to introduce a  number of improvements that the city 

had  not been  able to accompl ish .  The zoo has since doubled  

in  size and  now contributes sign ificantly to the local  economy.  

A recent study by a  local  un iversi ty found  that the zoo gener-

ates a lmost $8  in  loca l  economic activi ty for each  tax dol lar 

i t receives.  

 The  zoo employs 1 57  fu l l -time staff members and  more 

than  550  part-time and  seasonal  employees.  There  are a l so 

more than  300 volunteers who assist with  programs,  events,  

an d  commun i ty ou treach .  Donors  and  members  p rovi de 

fi nanci a l  support for an ima l  conservation  and  educationa l  

programming.  

    Case 10:  Trouble at City Zoo 
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 EXHIBIT 1  City Zoo Revenues and  Expenses, Fiscal  Year 201 4 

  Public Support        

    Property Tax Levy Receipts  $6  466 860 

    G rants  $ 1 74 780 

    Education  Program  Revenue  $344 1 1 0 

     Total  Public Support    $6 985 750  

  Development Revenue        

    Membersh ip   $3  903  420 

    Friends of the Zoo  $21 4 397  

    Annual  Fundraising   $1 30 852  

    Corporate Support  $302  952  

    Development Events  $391  565  

     Total  Development Revenue    $4 943  1 86  

  Earned  Revenue        

    Admissions  $3  253  355  

    Advanced  Sales  $337  908 

    G ross Revenue From  Concessions and  G ift Shop Operations  $7  1 53  483  

    Rides,  Parking,  and  Tours  $ 1  560 727  

    Faci l i ty Rentals  $ 1 1 6 520 

     Total  Earned  Revenue    $1 2  421  993  

     Other Revenue    $34 956  

  Total  Public Support and  Revenue       $24 385 885  

  Expenses        

    Cost of Goods Sold   $2  448 1 64 

    Wages and  Benefits  $ 1 3  900 524 

    Suppl ies,  Maintenance,  and  Uti l i ties  $4 387  642  

    Professional  Services  $2  246 560 

    Other Expenses  $71 4 487  

    ConservationProject Support  $45  093  

    An imal  Purchases  $76 542  

    Specia l  Exh ibi ts  $293  630 

  Total  Operating  Expenses       $24 1 1 2 642  

  Excess (Deficit)       $273  243  

  The  Ministry of Natural  Resources Inquiries 

  The  201 0  I nqu i ry   I n  December 2009,  Medusa ,  a  female 

sloth  bear m istaken ly bel ieved  to be pregnant,  was put into 

isolation,  where i t d ied.  Zoo officials later admitted  that they 

had  misunderstood  how to properly care for sloth  bears.  Tim  

French ,  the  cu rator of Large  Mammal s  a t  the  time,  made 

the decision  to put the bear in  i solation  on  h is own,  without 

reporting  th is to h is supervisors.  The bears zookeeper,  Mel issa  

Fox,  who reported  to French,  objected  to h is decision,  but no 

one  wou ld  l i sten  to  her,  i nclud ing  acting  head  veterinarian  

Wynona  Singh  (who was in  charge whi le Dr.  Bernardino was 

away on  research).  Foxs dai ly notes,  which  she was required  to 

fi le with  her supervisor,  described  her worries about the bear.  

Fox final ly became so upset with  the bears condition  that she 

asked  to  be  transferred  to  another part of the  zoo.  French  

resigned  after the bears death .  

Z01 _LANG1 781 _07_SE_ADD_CASE. indd   533 2/1 2/1 5   3:08 PM



534  Additional  Cases

 As a  result of the investigation,  the zoo was fined  $1 500 by 

the M in istry of Natural  Resources for violating  federal  an imal  

welfare regulations.  The zoo a lso agreed  to create an  an imal  

reporting  system  so that employees could  ra ise any concerns 

they had  about animal  welfare,  a lthough  nothing  ever resulted  

from th is agreement.   

  The  201 3  Inqui ry   In  February 201 3,  the M in istry of Natural  

Resources began  an  investigation  of an imal  deaths that had  

occurred  at the zoo over the past several  years:  

       Cupid ,  a  h ippopotamus,  d ied  in  the summer of 

201 2  at the age of 49.  Whi le  the veterinary staff 

ra ised  some questionable ci rcumstances concern ing  

the death,  zoo officia ls d ismissed  the an imal s death  

as  old  age.   

      George,  a  1 4-year-old  g iraffe,  d ied  in  201 0 from  

tetanus three weeks after he was gored  by a  kudu  

when  the two were put in  an  enclosure together.   

      Medusa,  the female sloth  bear,  d ied  in  December 

2009.    

 Zoo  offi c i a l s  were  puzzl ed  abou t  why the  M i n i stry of 

Natura l  Resources had  decided  to  investigate  these  deaths.  

 In i ti a l l y,  my gut reaction  was that the  M in i stry of Natura l  

Resources was just stepping  th ings up because of what had  

transpired  at that other zoo,  a  zoo spokesperson  sa id .  The 

spokesperson  was  referri n g  to  severa l  su sp i ci ou s  an ima l  

deaths,  includ ing  an  orangutan  euthan ized  by m istake,  at a  

large zoo in  another part of the country.  

 As the Ministry of Natural  Resources investigation  progressed,  

however,  many zoo staff became nervous about the way it was 

being  conducted.  Inspectors d id  not reveal  the exact reason  

for their inspection,  but they asked  specific questions about 

the giraffe and  the h ippopotamus.  The inspectors requested  to 

speak to some employees,  whi le refusing  to speak with  others.  

Zoo officia l s l ater sa id  the surprise  inspection  was  unusual ,  

unprecedented,  and  aggressive.  

  As  you  ca n  i m a g i n e ,  i t  wa s  a  ve ry  u p se tt i n g  a n d  

con fusi ng  time.  Weve  n ever h ad  th i s  ki nd  of  i n spection ,  

and  the  frustrating  th ing  was they wou ld  not tel l  u s  what 

they were inspecting  for,  sa id  Wi l l i am  Lau ,  the  zoos execu-

tive  d i rector.  

 Before  the  M in i stry of  Natu ra l  Resources  cou ld  i ssue  a  

report,  zoo  offi ci a l s  decided  to  conduct thei r own  i n terna l  

i n vesti gati on  i n to  the  death s  of  G eorge,  the  g i ra ffe,  and  

C up i d ,  th e  h i ppopotamus.  Offi c i a l s  were  concerned  th a t 

someone at the zoo had  made a  cal l  to the M in istry of Natural  

Resources that led  to the surprise inspection.  Lau  cla imed  that 

the investigation  was not a  witch  hunt,  and  that officia l s 

were not trying  to find  out i f anyone had  acted  as a  whistle-

blower.  We simply want to understand  what the M in istry of 

Natural  Resources i s  worried  about,  he sa id .  

 The Ministry of Natural  Resources issued a  report on  its inves-

tigation  the fol lowing  month.  In  i t,  the inspectors noted  that 

the zoo had  ignored  the warnings of Dr.  Tim  Bernardino,  C ity 

Zoos head  veterinarian,  about an imal  care.   From the review 

of numerous documents and  interviews,  i t i s  clear that these 

veterinary recommendations from  the attending  veterinarian  

[Dr.  Bernardino]  have not been  addressed  in  a  reasonable time.  

The l icensee [the C ity Zoo]  has fai led  to provide the attending  

veterinarian  with  adequate authority to ensure the provision  of 

adequate veterinary care,  the report stated.     

  Zoo  Management 

  Board  of Directors 

 The board  of d irectors oversees C ity Zoos business affairs and  

strategic plan,  but day-to-day operations are left in  the hands 

of the executive d i rector.  There are 1 8  people on  the board.  

Each  board  member serves a  three-year term.  The term  can  be 

renewed  up  to two times,  i f the board  member i s  nominated  

by the Nominating  Committee and  approved  by the board  of 

d i rectors.  The board  in  recent years has been  mostly hands-

off,  a l lowing  the executive d i rector a  great deal  of l ati tude in  

runn ing  the zoo.   

  Executive  Director 

 Th e  execu ti ve  d i rector  i s  effecti ve l y th e  C EO  of  th e  zoo,  

ca rrying  out the  strateg i c  p l an  of the  board .  Wi l l i am  (B i l l )  

Lau  was  appoin ted  execu ti ve  d i rector i n  1 989 .  Under h i s 

    EXHIBIT 2  City Zoo Vision and Mission Statements      

  Vision  Statement

To be one of the worlds outstanding  zoological  institutions.

Mission  Statement

Our mission  i s  to provide excel lent an imal  management,  

educational  programs,  and  scientific activi ties and  to provide 

visi tors with  an  en joyable,  educational ,  and  fami ly-oriented  

experience.

Objectives to ach ieve mission  statement:

  An imal  exh ibi ts that reflect natural  habitats

   Educational  programs to help  vi si tors understand  the 

relationsh ips of wi ld l i fe and  the environment

   Refuges for rare and  endangered  species to protect and  

propagate them

   Scienti fic programs that contribute to  greater understanding  

of an imals and  their habitats

  A clean,  safe,  and  pleasant faci l i ty for vi si tors and  employees

  A broad  base of community support and  involvement

  Operating  on  a  sound  business basis    
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l eadersh ip,  the  zoo expanded  considerably,  won  numerous 

awards,  and  sign i fi cantly i ncreased  i ts  revenues.  

 Lau  d id  a  good  job  of ra i sing  the  zoo profi le  externa l l y,  

particularly in  leading fundraising efforts that brought numerous 

exotic animals to the zoo.  He was not necessari ly seen  as a  good  

internal  leader,  however.  The boards Executive Management 

Committee reported  at a  March  1 3,  201 1 ,  board  meeting  that 

the zoos work environment was characterized  by numerous 

disagreements.  The minutes of th is meeting  showed  that the 

board  d i scussed   open  warfare  between  managers;  back-

bi ting  and  rude  behaviour du ring  meetings;  and  problems 

in  managers  relationsh ips wi th  Mr.  Lau .   The m inutes a l so 

reported  that Working  wi th  B i l l  i s  experienced  by some as 

d i fficu l t,  intimidating,  or scary.   Some staff had  compla ined  

that Lau  frequently yel led  at staff and  fa i led  to acknowledge 

their value.   There is a  fear of repercussion,  and  some people 

are afraid  they wi l l  be .  .  .  seen  as stupid,  bel i ttled  in  meetings,  

[and]  blamed and shamed in  front of others,  the minutes state.   

  Chief Operating Officer 

 The ch ief operating  officer (COO) i s  second  in  command  at 

the zoo,  reporting  to the executive d i rector.  The COO respon-

sib i l i ti es  i n cl ude  most of  the  operationa l  function s  of the 

zoo:  finance,  human  resources,  ma intenance  and  horti cu l -

ture,  interpretive services,  and  education.  The Department of 

Veterinary Care was the only nonoperational  function  that also 

reported  to the COO.  Al l  other an imal-related  departments,  

including  the curators,  reported  to the executive d i rector.  

 In  early 201 1 ,  the zoo h i red  Robert (Bob) Stel lenbosch  to 

be the new COO.  Un l ike the COO he replaced,  Stel lenbosch  

h ad  no  an ima l -ca re  experi en ce  i n  h i s  p revi ou s  posi ti on s.  

Before  com ing  to  the  zoo,  he  had  been  executive  d i rector 

of the  Nationa l  Funera l  D i rectors  Association  for 1 4  years.  

Prior to that,  he had  been  executive d irector of the Provincial  

Bankers Association.  Nevertheless,  veterinary care sti l l  fel l  under 

Stel lenboschs mandate,  and  the head  veterinarian  reported  to 

him.  Stel lenbosch  did  not see this as a  problem.  As Stel lenbosch  

pointed  out,  he often  had  to oversee  departments in  areas 

I  know very l i ttle about.  The secret [ is]  having  a  strong  l ine of 

communication  with  the people who report to you.  

 The zoos executive d irector a lso d id  not see Stel lenboschs 

l a ck  of  an ima l -ca re  experi en ce  a s  a  p rob l em .  We  were 

looking  for anybody with  a  background  that could  run  a  zoo 

on  a  day-to-day basis.  We d idnt find  anybody with  an  an imal  

background  who cou ld  do that.  We chose Bob Stel lenbosch  

because he was the best candidate,  Lau  sa id .    

  Caring for the  Animals 

 Three sets of employees work closely with  the an imals:  veteri -

narians,  curators,  and  zookeepers.  

  The  Veterinarians 

  Dr.  Tim  Bernardino    Dr.  Tim  Bernardino,  d i rector of An imal  

Health  and  Nutri tion  at C i ty Zoo,  was the zoos head  veteri -

nari an ,  and  had  been  a  zoo  employee  for 2 2  years.  E i gh t 

fu l l -  a n d  pa rt-time  empl oyees  i n  th e  a n ima l  h ea l th  an d  

n u tri ti on  d epa rtmen t  reported  to  h im .  Veteri n a ri an s  a re 

responsible for the health  care program  for the an imals,  and  

they a lso maintain  al l  health  records.  Bernardino was a lso the 

 attending  veterinarian  for the zoo,  a  posi tion  that carries 

with  i t the responsibi l i ty to  communicate on  a  regu lar basis 

wi th  the  M in i stry of Natura l  Resources.  Part of th is  respon-

sibi l i ty i nvolved  bring ing  questionable  an imal  deaths to  the 

attention  of the M inistry of Natural  Resources.  

 Bernardino was wel l  respected  by the international  veteri -

narian  community,  and  wel l -l iked  by the zookeepers.  He was 

known  to  deeply care for a l l  of the  an imals in  the zoo,  and  

kept up with  the latest l i terature on  the best ways to manage 

and  display an imals to maximize their comfort and  wel l-being.  

 Bernardinos performance as head  veterinarian  was gener-

a l l y  app l auded  by sen i or  managemen t.  H e  h ad  rece i ved  

glowing  ratings in  h is annual  performance reviews throughout 

h i s  ca reer.  For  i n stan ce,  a t  th e  end  of  2 01 3 ,  B ern ard i no 

received  one  of h i s  best performance  reviews ever.  Robert 

Stel lenbosch,  h is d irect supervisor,  wrote that Bernardino main-

tained   the h ighest qual i ty of work!   He a lso wrote that  Tim  

i s  wel l  respected  throughout the zoo.  Stel lenbosch  pra ised  

the  veterinarian s  techn ica l  ski l l s,  h i s  dependabi l i ty,  and  h i s 

tremendous work eth ic.  

 There were occasional  negative comments in  h is  reviews,  

a l though  these d id  not seem  to weigh  heavi ly in  h i s  overa l l  

evaluations.  For instance,  in  h is 2009 review a  former super-

vi sor  wrote,   Tim  can  be  i n ten se  and  i n fl exi b l e ,  cau si ng  

strained  relations with  fel low employees.  Sti l l ,  the supervisor 

noted  that  Bernard ino   gets  a l ong  reasonably wel l   wi th  

other zoo employees.  In  h is 201 3  review,  the veterinarian  was 

specifical ly asked  to  focus more on  people ski l ls in  the depart-

ment and  with  curators.  The review a lso noted  that  Tim  i s  

strong  in  h is bel iefs,  and  sometimes needs to temper that once 

a  final  decision  i s  made.  

 Th e  n ega ti ve  performance  appra i sa l  commen ts  were 

related  to  Bernard inos  relationsh ips  wi th  the  curators  and  

zookeepers.  He  was wel l  respected  by the  zookeepers,  and  

maintained  good  relations with  them  because their observa-

tions of the an imals helped  the an imals stay healthy.  However,  

some of the  cu rators  fe l t  that Bernard ino  empowered  the 

zookeepers too much,  so that the zookeepers would  some-

times  go  a round  thei r cu rators  to  make compla in ts  about 

an imal  care.  Bernardino worried  that some of the zookeepers 

were d iscipl ined  by their curators when  they spoke with  h im  

about their concerns regarding  the animals.   People dont feel  
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free to be open.  Discussions dont happen.  [There i s]  control  

of information,  control  of communications,  control  of decision  

making  [by the curators] ,  he sa id .  

 Beth  E l se,  curator of Conservation  and  Research ,  saw i t 

d i fferently.   I  th ink he empowered  the keepers to go around  

the supervisors and  go to h im  when  they didnt get the answer 

that they l i ked ,  she  sa id ,  echoing  comments of the  other 

curators.  

 Despi te  h i s  genera l l y good  reviews,  Bernard ino a l so  fel t 

that he was  al ienated  from the decision-making  process .  .  .  

wi th  th e  cu ra tori a l  sta ff  and  wi th  other  adm in i stra tors.   

H e  sometimes  compl a i n ed  the  cu rators  were  g i ven  more 

weight than  the veterinary staff in  decision  making  about the 

an imals,  even  when  the  heal th  of the  an imals  was in  ques-

tion.  He a lso felt that h is role as attending  veterinarian,  where 

he  was  accoun table  to  the  M in i stry of Natu ra l  Resources,  

was   not wel l  defined  or understood  by those  i n  the  zoo 

community.   

 Bernard inos reviews took a  turn  for the  worse  after the 

M in istry of Natural  Resources released  the report of i ts 201 3  

surpri se  investigation .  J ust two months l ater,  i n  May 201 3 .  

Stel lenbosch  gave Bernardino,  in  writing,  a  reprimand  about 

h i s  performance.  We need  to  have team  players,  and  you  

need  to work through  these issues in  a  more professional ,  less 

attacking  manner,  the COOs warn ing  stated.  Bernard ino 

was a lso told  that he lacked   team  atti tude,  professional ism,  

and  judgment.  

 Th is warn ing  was closely fol lowed  by the announcement 

that Bernard ino  wou ld  share  the   attend ing  veterinarian  

position  with  two others:  h is subordinate,  veterinarian  Wynona  

Singh,  and  Mammals curator Randi  Walker.  Although  Walker 

was a l so  a  veterinarian ,  she  was not l i censed  to practi se  as 

one  i n  the  province.  I n  August 201 3 ,  Bernard ino  was told  

that he would  no longer serve as an   attending  veterinarian,  

and  that S ingh  would  be the sole   attending  veterinarian .   

At about the same time,  Bernard ino received  a  written  repri-

mand ,  i n  wh ich  he  was  accused  of  stead i l y underm in ing  

an ima l  curator Dr.  Wa lker,  poor commun ication  ski l l s,  and  

intimidating  other employees.   

  D r.  Wynona  S i ngh    D r.  Wynona  S i ngh ,  who  reported  to 

Dr.  Bernard ino,  had  been  a  fu l l -time veterinarian  at the zoo 

since  1 999.  She fi rst joined  the  zoo in  1 989  as  a  part-time 

veterinari an .  S i ngh  was  the  veterinari an  on  ca l l  when  the 

g iraffe d ied  in  201 0 and  the sloth  bear d ied  in  2009,  a lthough  

she was not impl icated  in  ei ther death .  

 Bernard ino  and  S i ngh  often  butted  heads.  I n  h i s  2 01 2  

evaluation  of her,  Bernardino recommended  that she receive 

no sa lary increase.  In  January 201 3,  Bernard ino told  the zoos 

human  resources d irector that  if she doesnt improve and  we 

keep her,  I m  out of here.  

 Bernard ino was reflecting  on  a  survey of her performance 

he had  conducted  with  the  veterinary and  an imal  food  staff.  

On ly 29  percent of them  gave  her favourable  ratings,  wh i le  

61  percen t noted  that  she  h ad  b i g  commun i cation  prob-

l ems.  The  zookeepers  speci fi ca l l y  compl a i n ed  th a t  S i ngh  

d i d  not  re l a te  wel l  to  th em  and  was  not a lways  open  to 

thei r concerns.  Th i s  l ed  Bernard ino to  tel l  her that she   had  

to  continue  to  improve  some management ski l l s,  i nclud ing  

commun ication .   Despi te  negative  reviews from  her imme-

d iate staff and  subordinates,  Singh  received  h igh  marks from  

the  curators  and  associate  curators,  who ind icated  thei r fu l l  

and  unambiguous support of her.    

  The  Curators and  Zookeepers 

 C urators  make recommendations such  as  what an ima l s  to 

acquire,  whether animals should  be bred,  and  whether animals 

shou ld  be  l en t to  other zoos for e i ther breed ing  or d i splay 

pu rposes.  C u rators  a re  a l so  responsib l e  for  the  desi gn ing  

and  plann ing  of an ima l  exh ibi ts,  i nclud ing  coming  up  wi th  

ideas for new exh ibits that m ight be of interest to the publ ic.  

Al though  curators are responsible  for the overa l l  wel l -being  

of the an imals,  they are certain ly aware of the marketing  and  

publ ic relations functions of an imal  exh ibits.  

 The  genera l  curator at a  zoo  oversees the  enti re  an ima l  

col lection  and  an imal  management and  is responsible for stra-

tegic col lection  plann ing.  Zoos a lso have an imal  curators who 

manage a  speci fic section  of the an imal  col lection .  C i ty Zoo 

had  four area  curators:  curator of Fishes,  curator of Repti les,  

curator of B i rds,  and  curator of Mammals.  Some areas a l so 

had  associate curators,  such  as the assistant curator of Large 

Mammals and  the assistant curator of Smal l  Mammals.  

 Sen ior zookeepers and  zookeepers (a l so  ca l led   keepers  )  

report  to  th e  cu ra tors  and  work wi th  i n d i vi dua l  an ima l s,  

feeding  them,  handl ing  them,  keeping  their cages clean,  and  

looking  after thei r wel fare  on  a  day-to-day basi s.  Keepers 

often  work with  the same an imals for a  number of years,  so 

they can  grow qu i te  attached  to thei r an imals.  Keepers can  

feel  that they understand  more  about the  wel fare  of thei r 

an imals than  the curators.  

 At C i ty Zoo  there  was  s i gn i fi can t ten sion  between  the 

curators and  the keepers.  The keepers complained  that cura-

tors d id  not l i sten  to their concerns,  and  curators complained  

that the keepers often  went around  them  to share concerns 

about an imals with  Dr.  Bernardino.  The curators fel t that the 

keepers should  ra ise a l l  concerns with  them,  rather than  with  

the veterinarian .  

  Rand i  Walker   Rand i  Walker was cu rator of Mammal s  a t 

the zoo.  The Mammals departments 22  fu l l -time employees 

(including  1 4 zookeepers)  took care of the zoos apes,  great 

cats,  bears,  elephants,  and  a l l  hoofed  an imals.  Th is  was the 
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largest an imal  department at the zoo,  and  was twice the size 

of the next largest department,  the B i rds department.  Al l  of 

the deaths investigated  by the M in istry of Natura l  Resources 

had  happened  in  Walkers un it.  

 The assistant curator of Large Mammals and  the assistant 

curator of Smal l  Mammals worked  under Walker.  The assistant 

curators were two of the most l iked  curators at the zoo.  They 

had  excel lent an imal -care backgrounds,  were very aware of 

the zoos communication  problems,  and  knew how to work 

effectively with  the other employees.  They were also respected  

by the zookeepers and  other curators.  

 Al though  curators do not usual ly have veterinary tra in ing,  

Walker had  completed  her veterinary stud ies.  However,  she 

was not l icensed  to practise veterinary medicine in  the prov-

ince.  Her background  may have led  to her d ifficult relationship  

with  Bernard ino.  Sometimes she tried  to second  guess h im,  

and  other times she attempted  to overru le h is decisions.  

 Walker was particularly uncomfortable with  the relationship  

that Bernardino had  with  the Mammals zookeepers.  She felt 

that h i s  close  relationsh ip  to  them  undermined  her.   There 

a re  commun i ca ti on  prob l ems  wi th  mamma l  keepers  and  

[Mammals curator Rand i  Walker] ,  one keeper sa id .   Some 

people can  ta lk;  other people,  i f they open  their mouth,  she 

jumps on  them.  Thats the underlying  th ing  why people ta lk 

to  Dr.  Tim.  

 Gori l la  keeper Dale  Petin iot noted  that whi le  she had  no 

problem  d i scussing  i ssues  wi th  Walker,  sometimes keepers 

needed  to d i scuss i ssues with  a  neutra l  th i rd  party.   I ts  not 

a lways that were justi fied,  but sometimes you  need  to ta lk 

about th ings,  and  you  dont have a  next step,  other than  the 

vet,  Ms.  Petin iot sa id .  

 When  zoo officia ls,  responding  to the M in istry of Natural  

Resou rces  su rpri se  i n vesti ga ti on ,  tri ed  to  i n vesti gate  the 

death  of George  the  g i ra ffe,  they qu i ckl y d i scovered  that 

most employees in  the  Mammals department wou ld  simply 

not ta lk about the event,  saying  that they feared  retribution  

by Walker.  Even  though  zoo officia l s  offered  immunity from  

any d iscipl inary action  in  exchange for clarification  about what 

had  happened,  no one came forth  to take responsibi l i ty for 

putting  the two an imals together.   Nobody cla imed  responsi-

bi l i ty,  Andy Yang,  curator of Repti les and  head  of the internal  

investigation ,  sa id .  

 The report of the  in ternal  investigation  concluded,   The 

appa ren t  fa i l u re  of  th e  mamma l  keeper  sta ff  to  i n form ,  

d i scuss,  and  plan  th is  i n troduction  wi th  the  veterinary staff 

prior to  any action  was unacceptable  and  compromised  the 

wel fare  of the  g i raffe.   Yang s  committee  made a  poin ted  

observation  regarding  the Mammals department:   There are 

sign ificant communication  problems in  the Mammals depart-

ment that need  attention .  These communications problems 

have negatively affected  an imal  welfare.  

 Xavier Tolson,  a  human  resources consultant h i red  by the 

zoo at the end  of 201 3  to analyze workplace problems in  the 

Mammals department,  reached many of the same conclusions.  

 I  do not bel ieve I  have ever seen  a  department as dysfunc-

tiona l  as  the Mammals  department  at C i ty Zoo.  He  noted  

that there was a  lot of confl ict between  the head  curator and  

the zookeepers.  

 Tolson  suggested  that the keepers had  a  tendency to try 

to bu l ly Walker in to seeing  their point of view about an imal  

concerns.  

 Although  most of her subordinates were critical  of Walkers 

performance,  managers at the most sen ior levels in  the zoo 

were strong ly supportive of her.  She was a lways deferentia l  

to  thei r views,  and  they fel t she was right not to cave in  to 

employee concerns.     

  The  Biological  Program Committee 

 I n  most zoos,  the genera l  curator oversees the  work of the 

cu ra tors,  zookeepers,  and  veteri n a ri an s  and  a ttempts  to 

resolve any issue that might come up among  the three groups.  

However,  C ity Zoo had  no general  curator.  When  the zoo h ired  

Robert Stel lenbosch  as COO in  201 1 ,  he was unable to serve 

as general  curator,  a  role h is predecessor had  fi l led,  because 

he had  no previous an imal  experience.  

 Shortly after Stel lenbosch  was h i red,  Lau  announced  that 

the newly created  B iological  Program  Committee (BPC ) would  

perform  the duties normal ly handled  by the general  curator.  

The committee consisted  of the curators of Mammals,  B i rds,  

Repti l es,  and  F i shes,  an  an ima l  behaviou r  speci a l i st,  and  

members of the zoos veterinary staff.  On ly the four curators 

and  the an imal  behaviour specia l i st had  voting  rights on  the 

committee,  however.  The  curators  took tu rns  cha i ri ng  the 

month ly committee,  rotating  the position  every few months.  

No one else was a l lowed  to chair the committee.  

 N ot  everyone  was  h appy wi th  th e  n ew managemen t 

committee meetings.  Bernard ino,  who had  had  a  very good  

re l a ti on sh ip  wi th  the  former genera l  cu rator,  fe l t  th at  h i s 

au thori ty  was  d im in i sh ed  becau se  of  th e  BPC  stru ctu re .  

Bernardino a lso objected  that he was not able to rotate into 

the  role  of committee  cha i r.  He  compla ined  that the  cura-

tors d id  not pay enough  attention  to an imal -care i ssues.  He 

a l so  compla ined  that the  curators  treated  members  of the 

veterinary staff who were on  the committee l ike second-class 

ci tizens.  After trying  to get a long  with  the new management 

structure for about six months,  Bernardino took h is concerns 

about the  BPC  to  the  executive  d i rector.  Lau  d i sm issed  the 

veteri n a ri an s  con cern s,  suggesti n g  th a t  commun i ca ti on  

among  comm i ttee  members  was  good ,  except  for  some 

 troublemakers,  wh ich  Bernard ino took to  be  a  reference 

to h imself.  
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 Beth  E l se,  curator of C onservation  and  Research  at  the 

zoo,  noticed  a  change in  Bernard inos demeanour after the 

creation  of the BPC .   I t seemed  in  the past that Tim  rel ied  on  

gentle persuasion  to bring  people over to h is way of th inking.  

In  recent years,  particularly in  the past year,  Tim  has been  more 

of a  d isruptive influence at the zoo,  E lse sa id .   I  dont want 

to g ive the impression  that I  th ink Tim  i s  mal icious,  because 

I  dont,  E lse sa id .   Tim,  in  h is own  mind,  th inks he i s  doing  

what i s  right.  

 O th e r  emp l oyees  m u st  h a ve  a g reed  wi th  E l se  th a t 

Bernard ino was trying  to do the right th ings at the zoo.  On  

February 2 3 ,  2 01 4,  th e  zoo  sta ff  voted  on  nom inees  for 

Outstanding  Employee  of the year.  Bernardino received  the 

most votes.   

  Shockwaves at the  Zoo 

  Head  Veterinarian  Fired  

 On  February 28,  201 4,  C ity Zoo dismissed  Bernardino from  h is 

$1 02  000-a-year position  as head  veterinarian .  The executive 

d i rector sa id  that the  d i sm issa l  had  noth ing  to  do wi th  the 

201 3  M in istry of Natural  Resources inspection,  or with  i ssues 

about an imal  care.   There i s  no question  in  my mind  that he 

raised  the level  of an imal  care here at the zoo,  Lau  explained.  

 And  wh i l e  I  do  have  a  problem  wi th  the  way Bernard ino 

dealt with  the M in istry of Natural  Resources in  the past,  the 

termination  was a  resu lt of our concerns over Dr.  Bernardinos 

admin i strative  and  management ski l l s  that we had  worked  

with  h im  to address over the last several  years.  

 Bernardinos d ismissal  created  shockwaves both  inside and  

outside  of the  zoo.  The loca l  newspaper contacted  severa l  

wel l -known  veterinarians throughout the country to find  out 

what they cou ld  do about Bernard ino.  Al l  of the contacted  

veteri n a ri an s  spoke  wi th  g rea t  rega rd  for  th e  d i sm i ssed  

veterinarian .  Reporters a lso uncovered  previous performance 

revi ews  of  B ern a rd i no,  wh i ch  i n d i ca ted  th a t  B ern a rd i no 

had  performed  exceptiona l l y i n  h i s  work wi th  the  an ima l s.  

Reporters concluded  from  their investigation  that  The fi ring  

of Dr.  Bernard ino in  l ate  February was the cu lm ination  of a  

year-long  struggle between  h im  and  zoo admin istrators begin-

n ing,  i t appears,  with  the veterinarians frank comments last 

year during  a  routine an imal-care inspection  by the M in istry of 

Natural  Resources.  Those comments led  to an  admonition  by 

the M in istry of Natural  Resources that the zoo fa i led  to heed  

warn ings about i ts an imal-care practices.  

 The in tense press coverage prompted  the ci ty to  start i ts 

own  investigation  of zoo admin istration.  C i ty Counci l  fel t an  

obl igation  to protect taxpayers  money,  and  recognized  that 

publ ic confidence in  the zoo was at an  a l l -time low because 

of a l l  the negative publ ici ty.  Counci l  appointed  a  1 4-member 

C i tizens  Task Force in  m id-March .  The mandate of the task 

force  was to review zoo finances and  operations,  includ ing  

an imal  care,  and  to i ssue a  report with in  1 00 days.  

 As  the  task force  was  getti ng  underway,  more  scanda l  

struck the zoo.  The local  newspaper reported  that Executive 

Director Wil l iam  Lau  had  traded  in  the Jeep he had  been  g iven  

at zoo expense for a  luxury Volvo,  a l so pa id  for by the zoo.  

Simi larly,  COO Robert Stel lenbosch  had  traded  in  h i s  Dodge 

for a  l uxury Volvo.  The  two Volvos were  costing  taxpayers 

$1 200 per month.  

 M embers  of  th e  pub l i c  were  ou traged  by  th i s  n ews,  

coming  just two weeks after Bernard inos fi ring .  One long-

stand ing  zoo member emai led  the  local  newspaper that he 

was  d i sgusted  wi th  zoo  adm in i strators:   The  fi ri ng  of the 

wh i stl eb lowing  vet  i s  enough  to  make  one  wonder i f  the 

ch impanzees cou ld  not do a  better job of runn ing  the place.  

I f anyth ing  would  make me stop supporting  the zoo,  i t i s  the 

atti tude of the zoo d i rector and  [ch ief operating  officer] .  To 

rent Volvos for themselves,  to  be so wastefu l  with  the dol lars 

of the taxpayers i s  tantamount to being  part of the low-down  

repti le  exh ibit.    

  A Settlement and  Resignations at the  Top 

 After h is d ismissal ,  Bernardino approached  the board  of d irec-

tors,  requesting  that they meet with  h im  and  g ive h im  back 

h is job.  The board  was feel ing  under siege because of a l l  the 

negative publ ici ty.  Bernardinos d ismissal  seemed  to mobi l ize 

community sentiment toward  the veterinarian,  and  against the 

zoos sen ior management.  

 In  an  effort to  qu iet specu lation  by community members 

about zoo leadersh ip,  the board  of d i rectors made a  settle-

ment wi th  Dr.  Bernard ino  on  May 1 ,  201 4.  The  agreement 

reinstated  h im  to  h i s  posi tion  of d i rector of An ima l  Hea l th  

and  Nu tri ti on  of  th e  zoo  effecti ve  immed ia tel y,  a l though  

he  wou ld  serve  i n  th i s  rol e  on l y a s  a   consu l tan t,   on  an  

 as-needed  basi s.   The  agreement stated  that Bernard ino 

was  not a l l owed  to  be  on  zoo  g rounds  wh i l e  perform ing  

h i s  job,  and  cou ld  not enter the zoo as  a  private ci tizen  for 

si x months.  The agreement proh ibi ted  h im  from  d i scussing  

 h i s  opin ions  as  to  the  wel fare  of the  an ima l s  a t the  Zoo,  

th e  ci rcumstances  of  h i s  term ina ti on  or  re i n sta temen t  of 

employment,  h i s opin ions regard ing  personnel  at the Zoo,  or 

any other matters perta in ing  to the Zoo  with  anyone un less 

subpoenaed.  

 Bernardinos consulting  position  was to last for 1 8 months.  

He would  be paid  $1 05  000,  plus health  and  retirement bene-

fi ts  during  that time.  Under the  settlement,  he  wou ld  a l so 

receive $42  81 5  in  back pay,  benefits,  and  attorneys fees.  The 

board  agreed  to  remove a l l  negative  eva luations that were 

added  to h i s  fi le  in  201 3 .  Bernard ino agreed  that he would  
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not fi l e  cla ims of wrongfu l  d i scharge or breach  of contract 

against the zoo.  

 Two weeks after the settlement with  Bernardino,  the zoo 

board  announced  that Executive Director Wi l l iam  Lau  would  

reti re immediately,  after 25  years at the zoo.  The board  a lso 

announced  that COO Robert Stel lenbosch  would  resign  once 

a  new management team  was in  place.   

  The  Findings of the  Ci tizens  Task Force 

 Th e  C i t i zen s   Ta sk  Force  p resen ted  i ts  f i n d i n g s  to  C i ty 

Counci l  a t  a  publ i c  meeting  held  on  J u ly 8,  201 4.  The  task 

force  d i vi d ed  i ts  p resen ta ti on  i n to  th ree  pa rts :  a  d i scu s-

s i on  of  th e  emp l oyee  su rvey th ey h ad  comm i ss i on ed ;  a  

presentation  of what they had  l earned  about the  pol i ti cs  of 

zookeeping ;  and  a  d i scussion  of other observations  about 

how the  zoo  operated .  

  Employee  Survey   The C i tizens  Task Force asked  Maynard  

& Associates,  a  Toronto-based  employee relations consulting  

fi rm ,  to  determ ine employee mora le.   Exh ibi t   3     summarizes 

the  resu l ts  of the  survey,  i nclud ing  separate  resu l ts  for the 

Mammals department.  Maynard  & Associates have col lected  

 EXHIBIT 3  Employee Attitude Survey of City Zoo, and  Some Comparisons 

         Percentage of Employees Who Agree 

or Strongly Agree with Statement   

 Category  Question  City Zoo 

 Mammals 

Department  Other Zoos 

 Other 

Organizations 

 Pay  My compensation  i s  satisfactory and  fa ir compared  

with  that of other employees who work here.  

 80   81   82   75  

    My compensation  i s  satisfactory and  fa ir compared  

with  what I  would  earn  at simi lar companies.  

 81   81   82   74 

 Recognition   My supervisor recognizes and  provides posi tive feed-

back for work wel l  done.  

 63   57   68  72  

 Supervision   My supervisor treats me fa i rly.   43   43   63   63  

    My supervisor helps me perform  my work effectively.   41   39   70   70  

 Communication   I  feel  comfortable expressing  my ideas to my super-

visor and  other leaders in  the company.  

 41   35   71   73  

    Leaders communicate pertinent information  to 

employees.  

 51   48  55   74 

 Empowerment  I  am  free to make decisions that affect my work 

without consulting  with  my supervisor.  

 55   45   67   69  

    My ideas are used  when  managers make decisions 

that affect the company.  

 49   41   65   70  

 Job Satisfaction   Overal l ,  the company i s  a  good  place to work.   68  60   70   77  

 Management  The managers here are honest,  fa ir,  and  eth ical .   45   39   76   79  

 Participation   Managers seek employee input into the way work i s 

done here.  

 53   45   68  77  

 Teamwork  Employees work together as a  team  here.   59   53   79   79  

    Teamwork i s encouraged  here.   55   50   75   75  

 Train ing   I  receive adequate job-related  tra in ing  to do my job.   85   83   81   76  

    There are plenty of opportun ities here to learn  addi -

tional  ski l l s.  

 85   78  81   74 

 Work Demands  The workload  i s  fa i r and  reasonable.   75   74  73   79  
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basel ine data  as a  resu lt of their many employee surveys,  and  

those data  are a lso included.   

 On  many d imension s,  C i ty Zoo  employees  were  more 

cri tical  than  the average employee in  Maynards surveys.  Zoo 

employees complained  about the lack of effective leadersh ip,  

poor communication,  and  the scarcity of teamwork.  On ly half 

of the employees sa id  there was open  and  honest communi-

cation  at the zoo,  and  many employees noted  that th is lack 

of  commun i cation  l ed  to  rumours  and  myth s  that  spread  

throughout the zoo.  

 Employees sa id  that they d id  not feel  that they cou ld  ta lk 

freely to their supervisors about job-related  problems,  and  they 

gave low marks to supervisors for resolving  employee prob-

lems.  Employees a lso gave low marks to supervisors for letting  

employees  know what was expected  of them.  Supervi sors 

were a lso criticized  for not considering  d iffering  opin ions,  and  

a  number of employees noted  that they feared  pun ishment i f 

they expressed  contrary opin ions.  Employees a l so expressed  

the expectation  many employees placed  on  each  other that 

 if you  are not with  us;  you  are against us,  which  created  a  

lot of d ivisiveness across the zoo.  

 Despi te  the  low mora le  uncovered  by the  survey,  resu l ts 

indicated  that employees loved  working  at the zoo,  were fairly 

paid ,  and  fel t that they had  been  tra ined  appropriately to do 

their jobs.  However,  they wanted  to see an  end  to the pol itical ,  

communication,  and  leadership problems that dominated  day-

to-day work at the zoo.   

  The  Pol i tics of Zookeeping   Three members of the C itizens  

Task Force were asked  to d iscuss the events that had  occurred  

at C i ty Zoo with  respected  members of the zoo community 

throughout North  America.  Dr.  Christopher Bondar,  the asso-

ciate veterinarian  at the Central  Canada  Zoo,  suggested  that 

i t was not surprising  that there were tensions between  zoo 

management and  the  veterinari an s.   The  zoo  busi ness  i n  

general ,  because peoples  emotions tend  to  run  h igh  about 

an imals and  their welfare and  because i t i s a  smal l  community,  

tends to have a  lot of pol i tics,  sa id  Dr.  Bondar,  who added  

that he has not encountered  such  problems at h is own  zoo.  I t 

can  be hard  to understand  a l l  of the pol i tics at zoos because 

 so  many busi nesses  a re  about paperwork or  i ndustry or 

goods that dont spawn  the type of passion  people have for 

l iving  an imals.   

 M em be rs  o f  th e  t a sk  fo rce  s p oke  w i th  D r.  P h i l i p  

Rob i n son ,  a  former d i rector  of  veteri n a ry servi ces  a t  th e 

San  D i ego  Zoo,  and  au thor  of  th e  book  Life  at the  Zoo: 

Behind the Scenes with  the Animal Doctors  ,  and  asked  h im  

about the  relationsh ip  between  curators  and  veterinari ans.  

 The  percepti on  th a t  [veteri n a ri an s]  shou l d  st i ck  to  s i ck 

an ima l s  and  l eave  the  other i ssues  to  the  other people  on  

stafftrad i tiona l ly,  th i s  i s  sort of a  turf battle  that has more 

to  do  wi th  management styl e  than  anyth ing  that benefi ts 

the  an ima l s,   he  told  them.  

 Other experts supported  Dr.  Robinsons position .  They told  

the  task force  that i t  i s  crucia l  for veterinarians  to  i n teract 

with  keepers to understand  the needs of ind ividual  an imals.  

 I f the  curator says to  the  keeper,  You  on ly tel l  me  whats 

happen ing,   then  the veterinarian  i s  sort of between  a  rock 

and  a  hard  p lace  to  know when  the  an ima l  i s  on  the  road  

to a  problem,  or a l ready i s  there and  has the problem,  sa id  

Randol ph  S tua rt,  th e  execu ti ve  d i rector  of  th e  C anad i an  

Association  of Zoo Veterinarians.   Thats why most vets wi l l  

keep a  good  rapport with  keepers.  

 Experts i n  the area  of zoo admin istration  suggested  that 

many zoo adm in i strators don t appreciate  the  passion  that 

veterinari ans  bri ng  to  thei r work.  Veterinari ans  a re  ch iefl y 

concerned  with  an imal  welfare,  whi le  the zoo admin istration  

i s  a l so concerned  with  fundra ising ,  provid ing  an  experience 

for zoo visi tors,  runn ing  successfu l  g i ft shops and  snack bars,  

and  making  su re  parking  lots  a re  adequately designed  for 

visi tor load.  

 D r.  M ark C ornwa l l ,  th e  d i rector  of  an ima l  h ea l th  and  

a ttend ing  veterinarian  a t the  Maple  Leaf Zoo  stressed  the 

need  for good  commun ication  among  a l l  zoo  employees.  

The Maple Leaf Zoo was sued  by an  employee under whistle-

b lower protection  l eg i sl ation .  The  employee  was  demoted  

and  harassed  after she  compla ined  to  government offi cia l s 

abou t  u n sa fe  cond i ti on s  a t  th e  zoo.   Everybody ki n d  of 

l earned  someth ing  from  that,  sa id  Dr.  Cornwal l .   An imal  

wel fare  comes fi rst,   he  sa id .   Zoo veterinarians  are  rea l l y 

th e  on es  who  a re  i n  ch a rg e  of  th a t.  Veteri n a ri an s  ten d  

to  ch ampion  those  cau ses  because  th a t  i s  what  th ey a re 

expected  to  do.  You  have  d i fferent perspectives  and  opin -

ions on  those  th ings,  but the  key i s  to  si t down  with  a l l  the 

fo l ks.   H e  added ,   Zoos  a re  compl i ca ted  organ i sms  and  

organ izations.  Open  commun ication  can  improve  the  si tu -

ation ,  however.    

  Other Issues Raised  by the  Task Force    During  i ts  presen-

tation ,  the  C i ti zens  Task Force identi fied  a  number of other 

i ssues of concern,  and  they briefly reviewed  these for counci l .  

        Organizational culture.   The task force found  that 

lack of trust was a  big  i ssue among  staff.  They a lso 

found  a   cu lture of fear  and  noted  that even  

though  retal iation  was often  subtle,  i t was defi -

n itely there.  In  particu lar,  keepers were afraid  to 

admit actions or m istakes,  even  when  immunity was 

offered.  The task force expressed  concern  that many 

of the zookeepers were too focused  on  their own  
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specific job duties and  d id  not  see or support the 

big  picture  of the zoo as both  a  wi ld l i fe conserva-

tion  faci l i ty and  a  business.   

       Relationship among curators,  veterinarians,  and 

zookeepers.   Some curators were found  to be good  

at managing  an imals but weak at managing  people.  

The keepers complained  that curators d id  not a lways 

respond  in  a  timely manner to their proposals and  

suggestions for improving  an imal  care.  Veterinarians 

had  some of the same complaints as the keepers

that curators d id  not a lways see the need  to consult 

with  veterinarians on  an imal  management i ssues.  

The task force a lso noted  that some keepers and  

curators held  grudges that they might not be able to 

put beh ind  them.  

   Curators compla ined  that veterinarians under-

mined  them  through  d i rect contact with  the 

keepers.  However,  the task force noted  that there 

was no defined  communication  path  for keepers to 

ra i se  concern  with  the veterinary staff.  Moreover,  

experts throughout the zoo veterinary world  

stressed  the importance of open  communication  

between  keepers and  veterinarians so that vets can  

fu l fi l l  thei r obl igations under the Fi sh  and  Wi ld l i fe  

Conservation  Act.  

   The task force concluded  that there was a  lack of 

communication  among  keepers,  veterinarians,  and  

curators that led  to questionable care standards for 

the an imals.  Because departments of the zoo d id  not 

work closely together,  there was not a  good  system  

of checks and  balances to maintain  appropriate care.   

       The biological program committee.   The C itizens  

Task Force was particu larly cri tical  of the BPC ,  

suggesting  that many of the zoos problems resu lted  

from  the creation  of the BPC .  The BPC  created  a  

mutual  admiration  society for the curators,  and  

a l lowed  the curators to overlook the concerns of 

keepers and  the veterinarian  staff.  The board  a lso 

found  that there was no real  accountabi l i ty for deci-

sions because of the committee structure.   

       Organizational structure.   The task force raised  a  

number of questions about the current structure of the 

zoo,  noting  that communication  issues,  lack of team-

work,  and  lack of coordination  were al l  factors that 

resulted  in  animal  deaths,  and  were l ikely related  to 

the current structure.  During  their investigation,  they 

had  asked  Lau  whether al l  individuals directly involved  

with  animal  care had  reported  to h im.  He claimed they 

did,  unti l  a  member of the task force,  pointing  to the 

organizational  chart (see  Exhibit   4   ),  noted  that the 

veterinarians and  veterinarian  technicians reported  to 

the COO.   

    I t was largely the size of the group,  and  the 

number of people reporting  to d i fferent people.  We 

were trying  to d ivide the zoo up so that neither Bob 

nor I  [had  too many],  Lau  expla ined.  Money being  

what i t i s,  we d idnt want another h igh  management 

position .   

       Employee conduct.   The task force found  that there 

was a   lack of consistency,  un iformity,  accountabi l ity,  

and  decisiveness in  the enforcement of standards of 

conduct across departments  and  that the Employee 

Relations department was not good  at enforcing  

standards of conduct.  A number of employees 

complained  that those who worked  hard  were often  

expected  to compensate for employees who under-

performed.    

   Employees are d iscipl ined  through  a   five step  

process.  An  employee can  be terminated  if he or she 

receives five written  infractions with in  a  1 2-month  

period.  The task force found  th is process so burden-

some that employees were almost never terminated.  

In  fact,  Jennifer Fisher,  employee relations d irector,  

told  the task force that  no animal  keepers or other 

non-managerial  employees had  been  fired  in  the past 

20 years.    

  A New Executive  Director Takes Over 

 Emma Bresl in  began  her position  as the new executive d irector 

last week,  n ine months after the previous executive d i rector 

reti red.  

 B resl i n s  previous posi tion  was as  executive  d i rector for 

th e  pa st  1 0  yea rs  a t  M a ri t imes  Zoo,  a  sma l l er  zoo  wi th  

51  employees,  a  genera l  curator,  and  two contract veteri -

narians.  Bresl in  had  been  h i red  by Mari times Zoo to  reun i te 

a  d i vi ded  sta ff.  She  i s  known  a s  a  consensu s  l eader,  and  

at Mari times Zoo  she  i ncreased  commun ication ,  improved  

supervisory ski l l s,  and  taught employees to value each  others 

contributions to  the successfu l  operation  of the zoo.  Bresl in  

was a l so  successfu l  in  ra i sing  awareness among  the commu-

n i ty abou t why fi n anci a l  support  from  the  pub l i c  was  so 

important to  the zoo.  

 Bresl in  faces a  large publ ic relations problem  as she begins 

h er n ew j ob .  She  knows  th at  much  of  th e  zoos  revenue 

i s  dependen t upon  publ i c  support.  The  next tax l evy vote 

i s  th ree  months  from  now.  The  zoo  a l so  ra i ses  s i gn i fi can t 

revenue through  the  Friends of the Zoo  program,  an  annual  

subscription  program  where people donate money to the zoo.  
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She needs to restore community trust.  At the same time,  she 

needs to  g row zoo attendance  l evel s,  wh ich  have  fa l len  in  

the past six months,  and  develop a  strategic plan  for the zoo.  

 Bresl in  a lso faces a  very d ivided  and  demoral ized  staff.  She 

has reviewed  what was wri tten  in  the  press and  fami l i ari zed  

hersel f with  the  C i ti zens  Task Force review.  She knows she 

needs to  bring  some peace  and  stabi l i ty to  employee  rela-

tions.  Her most d i ffi cu l t task wi l l  be  to  un i te  the  staff.  She 

needs to bu i ld  staff morale  and  gain  their trust.  She wonders 

how she wi l l  accompl i sh  these  goa ls  over the next year.  The 

outl ine  of what she  in tends to do over the  next six months 

to  get th ings back on  track i s  to  be  presented  to  the  board  

in  two weeks.  

  Discussion  Questions 

   1 .    What can  Emma Bresl in  do to restore trust and  morale 

among  the employees?   

   2.    Should  Bresl in  promote Wynona  Singh  to head  (and  

attend ing) veterinarian  or h i re someone from  outside?   

   3 .    What changes to the organ izational  structure could  Bre-

sl in  make to help  foster a  more positive work environ-

ment?   

   4.    How might trust be restored  among  community mem-

bers so that a  positive outcome for the tax levy might 

occur?              
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ria l  posi tion  to g ive orders and  to expect 

the orders to be obeyed.    459   

 delegation  of authori ty,   484  485   

 l ead ing  without,   399    

   autonomy.   The degree to which  the job 

provides substantia l  freedom,  indepen-

dence,  and  d iscretion  to the ind ividual  in  

schedul ing  the work and  determin ing  the 

procedures to be used  in  carrying  i t out.  

  1 79  ,   1 80   

   availabil ity bias.   The tendency for people 

to base their judgments on  information  

that i s  readi ly avai lable to them  rather than  

complete data.    420    

  avoid ing,   3 1 4 ,   3 1 6 ,   3 1 7     

  B  
  Baby Boomer,   1 7  ,   85   86 ,   85   f ,   1 66  f   

  backstabbing,   63    

  bad  boss,   343  ,   344 ,   381    

  bargain ing.     See   negotiation   

  bargain ing  strategies,   321   324   

   bargaining  zone.   The zone between  each  

partys resistance point,  assuming  that 

there i s  overlap in  th is range.    325    

  barriers to effective communication.     See   

communication  barriers  

  bases of power,   277     280   

   BATNA.   The best a l ternative to a  negotiated  

agreement;  the outcome an  ind ividual  

faces i f negotiations fa i l .    325  ,   327    

  behavioural  accounting,   9    

  behavioural  change,   8  ,   3 1 6   

   behavioural  component.   An  intention  to 

behave in  a  certain  way toward  someone 

or someth ing.    92     

  behavioural  economics,   9    

   behavioural  ethics.   Analyzing  how people 

actual ly behave when  confronted  with  

eth ical  d i lemmas.    433     

  behavioural  finance,   9    

   behavioural  theories of leadership.   Theo-

ries that propose that specific behaviours 

d i fferentiate leaders from  non leaders,  

  382   384   

   behaviourism.   A theory that argues that 

behaviour fol lows stimul i  in  a  relatively 

unth inking  manner.    1 44    

   beliefs.   The understandings of how objects 

and  ideas relate to each  other.    349    

  benefits,   1 5   f   

  benevolence,   241    

  best-practice model ,   452    

  bias 

 anchoring  bias,   41 9   420  

 avai labi l i ty bias,   420  

 confirmation  bias,   420  

 h indsight bias,   421   422   

 overconfidence bias,   41 9    

  big  data,   1 1   1 2    

   Big  Five Personality Model.   A personal-

i ty assessment model  that taps five basic 

d imensions.    49   53  ,   50   f ,   51   f ,   52   f ,   222  ,  

 381  ,   430   

   biographical  characteristics.   Personal  

characteri sticssuch  as age,  gender,  race,  

and  length  of tenure.  These character-

i stics are  representative of surface-level  

d iversi ty.    1 03     

  blogs,   261   262    

  The page on which a key term is def ned is printed in boldface.  
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  boards of d i rectors,  and  d iversi ty,   1 06   

  body movements,   254   

   bonus.   An  ind ividual -based  incentive plan  

that rewards employees for recent perfor-

mance rather than  h istorical  performance.  

 1 5   f ,    1 70   1 71    

  books on  OB,   28   

  booksel l ing  industry,   1 1    

  boss effect,   64   

   boundaryless organization.   An  organ iza-

tion  that seeks to el im inate the chain  of 

command,  have l im itless spans of control ,  

and  replace departments with  empowered  

teams.    468   470 ,   477    

   bounded  rationality.   Limitations on  a  per-

sons abi l i ty to interpret,  process,  and  act 

on  information.    41 6   41 7    

   brainstorming.   An  idea-generation  process 

that specifical ly encourages any and  a l l  a l -

ternatives,  whi le  withholding  any cri ticism  

of those a l ternatives.    426   427    

  broken  windows theory,   434   

  bu l lying  in  the workplace,   287    

   bureaucracy.   An  organ izational  design  with  

h igh ly routine operating  tasks ach ieved  

through  specia l ization,  formal ized  ru les 

and  regulations,  tasks that are grouped  

into functional  departments,  central ized  

authority,  narrow spans of control ,  and  

decision  making  that fol lows the chain  of 

command.    464   465    

  burnout,   60    

  butlers,   1 01   1 02     

  C 
  Canada  

 ESOPs in ,   1 72   

 g lobal  competition,   1 6   

 harassment,   287   

 job  redesign,   1 82   

 l abour relations d ispute,   331   

 multicu l tural ism,   88  

 va lues,  Canadian   vs.   American,   88 ,   89   f  

 va lues in  Canadian  workplace,   84  92  ,  

 85   f   

  capacity,   474   

   Capitalism and Freedom   (Friedman),   437    

  care,   432    

  caring,   352    

  case studies,   1 0   f   

  cases and  case incidents 

 Apple Goes G lobal ,   30   31   

 Attach ing  the Carrot to the Stick,  

 1 98  1 99   

 Auditing,  Attitudes,  and  Absenteeism,  

 51 9   520  

 Bad  Faith  Bargain ing?,   520  521   

 Barrys Peer Becomes H is Boss,   304    305   

 Boundaryless Organizations,   530  531   

 C an  You  Read  Emotions from  Faces?,  

 75   

 Choosing  Your Battles,   336  337   

 On  the Costs of Being  N ice,   74  75   

 C reative Deviance:  Bucking  the H ierar-

chy?,   483   

 Delegate Power,  or Keep I t C lose?,   304  

 D isabi l i ty Accommodations and  Promo-

tions at Bunco,   523   526  

 Equ ity and  Executive Pay,   1 61   

 Era  of the Disposable Worker?,   3 1   

 Gender-Based  Harassment among  the 

Royal  Canadian  Mounted  Pol ice,  

 522   523   

 Google and  P&G  Swap Employees,  

 374  375   

  I  Detest Bureaucracy,   483   484  

 IBMs Multicu l tural  Multinational  Teams,  

 237   

  I f Two Heads Are Better than  One,  Are 

Four Even  Better? ,   446  

 I s  a  5S  Cu lture for You?,   374  

 Leadersh ip  by Algorithm,   409  

 Motivation  for Leisure,   1 98  

 Moving  from  Col league to Supervisor,  

 408  409  

 The Path  to Fraud,   51 7   51 9   

 The Personal i ty Problem,   51 6  51 7   

 PowerPoint Purgatory,   271   272   

 Promotion  from  With in ,   526  527   

 Pros and  Cons of Col lective Bargain ing,  

 337   338  

 Repairing  Jobs That Fa i l  to Satisfy,  

 527   530  

 Starbucks Returns to I ts Roots,   51 2   

 Th inking  Your Way to a  Better Job,   1 1 6   

 Tongue-Tide in  Teams,   236    237   

 Trouble at C i ty Zoo,   532   543   

 Using  Socia l  Media  to Your Advantage,  

 270  271   

 Wage Reduction  Proposal ,   1 62   

 When  Companies Fa i l  to Change,   51 3   

 You  Cannot Do That,   1 1 5   

 Youngest Female Self-made B i l l ionaire,  

 445    

   centralization.   The degree to which  decision  

making  i s  concentrated  at a  sing le point in  

the organ ization.    461     

  C EO compensation,   1 97   1 98   

  chain ,   257    

   chain  of command.   The continuous l ine of 

authority that extends from  upper orga-

n izational  levels to the lowest level  and  

clari fies who reports to whom.    459   460   

  chal lenge stressors,   1 20   

  chameleon,   1 08   

  change 

 action  research,   493   494  

 appreciative inquiry (AI ),   494  495  ,   494  f  

 approaches to change management,  

 491   495   

 change agents,   490 ,   493  ,   495   

 cu l ture for change,   501   505   

 cu l ture of innovation,   502   504  

 forces for change,   488  490 ,   488  f  

 g lobal  context,   505   507   

 Kotters eight-step plan  for implement-

ing  change,   493  ,   493   f  

 l earn ing  organ ization,   504  505   

 Lewins three-step model ,   491   493  ,  

 492   f  

 l im ited  focus of change,   497   

 low tolerance for change,   496  

 opportun ities for change,   489  490  

 i n  organ izational  cu lture,   365   368  

 organ izational  cu lture as barrier 

to,   364  

 point/counterpoint,   509   

 pol i tics of change,   501   

 resistance to change,   495   501   

 selection  of people who accept change,  

 500  

 targets for change,   490  f   

   change agents.   People who act as catalysts 

and  assume the responsibi l i ty for manag-

ing  change activi ties.    490  ,   493  ,   495    

   The Change Masters   (Kanter),   399    

   channel.   The medium  through  which  a  mes-

sage travels.   248 ,    248   251  ,   249   f   

   channel  richness.   The amount of informa-

tion  that can  be transmitted  during  a  com-

munication  episode.    249  ,   249   f ,   251    

  charismatic leadersh ip,   389   392  ,   390  f ,  

 41 0   41 1    

   charismatic leadership theory.   A leader-

sh ip  theory that states that fol lowers make 

attributions of heroic or extraordinary lead-

ersh ip  abi l i ties when  they observe certain  

behaviours.    389    

  cheating,   434   

  chess,  and  intu ition,   41 7    

  Ch ina,   91   92    

  choice,   1 53  ,   1 78 ,   276    277    

  co-optation,   499   

  coal i tions,   282    

  code of eth ics,   366   

  coercion,   500   

   coercive power.   Power that i s  based  on  fear.  

  277   ,   279    

   cognitive component.   The opin ion  or bel ief 

segment of an  atti tude.    92     

  cogn itive CQ,   1 07    

   cognitive evaluation  theory.   Offering  

extrinsic rewards (for example,  pay) for 

work effort that was previously rewarding  

intrinsical ly wi l l  tend  to decrease the over-

al l  level  of a  persons motivation.    1 51     

   cohesiveness.   The degree to which  team  

members are attracted  to one another 

and  are motivated  to stay on  the team.  

  228     229  ,   229   f ,   231     232    

  col laboration,   1 77    

  col lective socia l ization,   362   f   

  col lective turnover,   98   

   collectivism.   A national  cu l ture attribute 

that describes a  tight socia l  framework in  

which  people expect others in  groups of 

which  they are a  part to look after them  

and  protect them.    81   ,   3 1 7  ,   331    

  commitment,   279  ,   499    
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  common  sense opin ions,   1 1    

  communication  

 in  bad  times,   249   

 channel ,   248  251  ,   249   f  

 communication  barriers.     See   communi-

cation  barriers 

 communication  process,   248  251  ,   248  f  

 and  confl ict,   3 1 3   

 contextual  d i fferences,   263   264  

 cu l tural  context,   263   264 ,   263   f  

 cu l tural  gu ide,   264  265   

 d i rection  of communication,   256  257   

 downward  communication,   256  

 electron ic communications,   258  262   

 g lobal  context,   262   265   

 the grapevine,   257   258  

 i n terun it communication,   502   

 l ateral  communication,   257   

 nonverbal  communication,   254  255   

 open  communication,  and  confl ict,   3 1 9   

 organ izational  communication,  

 255   262   

 and  resistance to change,   498  499  

 smal l -group networks,   257  ,   257   f  

 upward  communication,   256   

   communication  apprehension.   Undue ten-

sion  and  anxiety about oral  communica-

tion,  written  communication,  or both .    249    

  communication  barriers,   251   255  ,   262   

 emotions,   252   

 fi l tering,   251   

 i n formation  overload,   252   

 l anguage,   252   253   

 l ying,   255   

 nonverbal  communication,   254  255   

 selective perception,   251   252   

 si lence,   253   254   

   communication  process.   The steps between  

a  source and  a  receiver that resu lt in  the 

transfer and  understanding  of mean ing.  

  248   251  ,   248  f   

  competence,   1 53  ,   220 ,   285  ,   286  f   

  competency-based  pay,   1 71    

  competition,   489 ,   505    

  complexity,   474   

  compl iance,   280  f   

  compromising,   3 1 4 ,   3 1 6 ,   3 1 7  ,   3 1 8 ,   324   

  computers,  and  emotions,   66    

  conceptual izers,   49    

   concil iator.   A trusted  th ird  party who 

provides an  informal  communication  l ink 

between  the negotiator and  the opponent.  

  330   331    

   confirmation  bias.   The tendency to seek 

out information  that reaffirms past choices 

and  to d iscount information  that contra-

d icts past judgments.    420    

   confl ict.   A process that begins when  one 

party perceives that another party has 

negatively affected  or i s  about to nega-

tively affect someth ing  that the fi rst party 

cares about.    31 0   

 and  communication,   3 1 3   

 constructive confl ict,   3 1 0  ,   3 1 8  31 9   

 dyadic confl ict,   3 1 1  ,   3 1 2   

 dysfunctional  confl ict,   3 1 0  ,   3 1 2  ,   3 1 8  

 functional  confl ict,   3 1 0  ,   3 1 2  ,   3 1 8  

 g lobal  context,   331   332   

 i n tercu ltural  confl icts,   3 1 7   

 i n tergroup confl ict,   3 1 1   

 i n tragroup confl ict,   3 1 1   

 loci  of confl ict,   3 1 1   31 2   

 managed  level  of confl ict,   229     230  

 outcomes,   3 1 8  320  

 personal  variables,   3 1 3   31 4  

 personal i ty confl icts,   3 1 7   

 point/counterpoint,   334  

 process confl ict,   3 1 0   31 1   

 relationsh ip  confl icts,   229  ,   3 1 0   31 1   

 resolution  of.     See   confl ict resolution  

 role confl ict,   2 1 0   

 sources of confl ict,   3 1 2   31 4  

 structural  variables,   3 1 3   

 task confl ict,   229   230 ,   3 1 0   31 1   

 types of confl ict,   3 1 0   31 1   

 and  un it performance,   3 1 8  f   

  confl ict resolution,   3 1 5   f  

 and  cu l ture,   331   

 dual  concern  theory,   3 1 4  31 5   

 ind ividuals and,   3 1 5   31 6  

 in tercu ltural  confl icts,   3 1 7   

 open  communication,   3 1 9   

 personal i ty confl icts,   3 1 7    

   conformity.   Adjusting  ones behaviour to 

a l ign  with  the norms of the group.    21 2     

   conscientiousness.   A personal i ty factor that 

describes the degree to which  a  person  i s 

responsible,  dependable,  persistent,  and  

ach ievement-oriented.    50  ,   51  ,   382    

   consensus.   A behavioural  ru le that considers 

whether everyone faced  with  a  simi lar si tu-

ation  responds in  the same way.    40    

   consideration.   The extent to which  a  leader 

is l ikely to have job relationships character-

ized  by mutual  trust,  respect for employees  

ideas,  and  regard  for their feel ings.    382   383    

   consistency.   A behavioural  ru le that consid-

ers whether the ind ividual  has been  acting  

in  the same way over time.   9  ,    40    

  constructive confl ict,   3 1 0  ,   3 1 8  31 9    

  consu ltation,   282    

  context,   39    

   contingency approach.   An  approach  taken  

by OB  that considers behaviour with in  the 

context in  which  i t occurs.    1 2    1 3    

  contingency theories,   384  388   

  contingent employee,   1 4  f   

  contingent reward  leadersh ip,   393    

   continuance commitment.   An  ind ividual s 

ca lcu lation  to stay with  an  organ ization  

based  on  the perceived  costs of leaving  the 

organ ization.    99    

   continuous reinforcement.   A desi red  be-

haviour i s  reinforced  each  and  every time i t 

i s  demonstrated.    1 44   1 45    

  contract,   1 5   f   

   contrast effects.   The concept that our reac-

tion  to one person  i s often  influenced  by 

other people we have recently encoun-

tered.    43     

  cookie experiment,   286  287    

  core-plus plans,   1 73   1 74   

   core self-evaluation.   The degree to which  

an  ind ividual  l ikes or d isl ikes h imself or 

herself,  whether the person  sees h imself 

or herself as capable and  effective,  and  

whether the person  feels in  control  of h is 

or her environment or powerless over the 

environment.    55    56 ,    95     

   core values.   The primary or dominant values 

that are accepted  throughout the organ i-

zation.    353     

  corporate boards,   1 06   

   corporate social  responsibi l ity.   An  orga-

n izations responsibi l i ty to consider the 

impact of i ts decisions on  society.    436   437    

   The Corporation   (Bakan),   437    

  Corruption  of Foreign  Publ ic Officials Act,   1 1 5    

   cost-minimization  strategy.   strategy that 

emphasizes tight cost controls,  avoidance 

of unnecessary innovation  or marketing  

expenses,  and  price cutting.    472    

  counterproductive behaviour,   97    

  creative deviance,   399    

  creative environment,   430  431    

  creative outcomes (innovation),   431   432    

  creative potentia l ,   429   430   

   creativity.   The abi l i ty to produce novel  and  

usefu l  ideas.   423  ,    428   

 causes of creative behaviour,   429   431   

 creative behaviour,   429   431   

 creative environment,   430  431   

 creative outcomes (innovation),  

 431   432   

 creative potentia l ,   429   430  

 creative problem  solving,   446  447   

 in  decision  making,   428  432   

 g lobal  context,   438  

 point/counterpoint,   441   

 three-stage model  of creativity,  

 428 ,   428  f   

  C riminal  Code,   345    

  cri tical  events,   2 1 1    

  cri tical  feedback,   20    

   cross-functional  (or project) team.   A 

group of employees at about the same 

h ierarch ical  level ,  but from  d i fferent work 

areas,  who come together to accompl ish  

a  task.    206    

  cross-train ing,   1 82    

  cu ltural  context,   263   264 ,   263   f   

  cu ltural  d i fferences 

    see also   g lobal  context 

 confl ict,   3 1 7   31 8  

 confl ict resolution,   331   

 negotiation,   328 ,   331   332   

 organ izational  structure,   477   

 and  posi tive organ izational  cu l ture,   368  

 va lues,   88  92    
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   cultural  intel l igence (CQ).   The abi l i ty to 

understand  someones unfami l iar and  

ambiguous gestures in  the same way as 

would  people from  that persons cu lture.  

  1 07    1 08 ,   1 08  f   

  cu l tural  va lues,   81   84  

 GLOBE framework,   84  

 Hofstedes framework for assessing  

cul tures,   81   84 ,   83   f   

  cu l ture.     See   cu l tural  d i fferences;  g lobal  con-

text;  organ izational  cu l ture  

  customer departmental ization,   458  459   

  customer satisfaction,   96   97    

  customer service,   1 8    

  cyn icism,   285  ,   497     

  D  
   Dark Triad.   A group of negative personal-

i ty tra i ts consisting  of Mach iavel l ian ism,  

narcissism,  and  psychopathy.    53    55    

   decentral ization.   The degree to which  deci-

sion  making  i s  d i stributed  to lower-level  

employees.    461     

   decision.   The choice made from  two or more 

a lternatives.    41 4    

  decision  making  

 bounded  rational i ty,   41 6  41 7   

 creativity in ,   428  432   

 and  eth ics,   432   436 ,   435   f  

 g lobal  context,   437   439  

 group decision  making,   422   428  

 i nd ividual  decision  making,   41 5   422  ,  

 422   

 i n tu i tive decision  making,   41 7   41 8  

 j udgment shortcuts,   41 8  422   

 rational  decision-making  process,  

 41 4  41 5  ,   41 4  f   

  decoding,   248   

   deep acting.   Trying  to modify ones true 

inner feel ings to match  what i s  expected.  

  60  ,   328   

   delegation.   Assignment of authori ty to 

another person  to carry out specific duties,  

a l lowing  the employee to make some of 

the decisions.    459  ,   484  485    

   departmentalization.   The basis on  which  

jobs are grouped  together.    457    459   

   dependence.   B s relationsh ip  to A when  A 

possesses someth ing  that B  requires.    276  ,  

 280    282  ,   3 1 3    

  design,   495    

  destiny,   495    

  destructive confl ict,   3 1 0    

  deviant behaviour in  the workplace,   97    

  d i fficu l t goals,   1 40   

  d i rection,   1 28   

  d i rection  of communication,   256  257    

  d i rective leader,   386   

  d i scovery,   494   

   displayed  emotions.   Emotions that are 

organ izational ly required  and  considered  

appropriate in  a  g iven  job.    60    

  d i ssatisfaction,   1 32   f   

  d i ssatisfiers,   1 31   f   

   distinctiveness.   A behavioural  ru le that con-

siders whether an  ind ividual  acts simi larly 

across a  variety of si tuations.    39    

  d i stributed  leadersh ip,   395    

   distributive bargaining.   Negotiation  that 

seeks to d ivide up a  fixed  amount of 

resources;  a  winlose solution .    321    323  ,  

 321   f   

   distributive justice.   Perceived  fa irness of 

the amount and  a l location  of rewards 

among  ind ividuals.    1 48   1 49    

  d i strust,   244  245    

  d iversi ty 

 on  boards of d i rectors,   1 06  

 of goals,  and  confl ict,   3 1 3   

 group d iversi ty,   225   

 organizational  cu lture as barrier to,   364  

 of team  members,   225  ,   231   

 workforce d iversi ty.     See   workforce 

d iversi ty  

  d ivesti ture socia l ization,   362   f   

  d ivision  of labour,   456  457    

   dominant culture.   A system  of shared  

mean ing  that expresses the core values 

shared  by a  majori ty of the organ izations 

members.    353     

   double-loop learning.   A process of correct-

ing  errors by modifying  the organ izations 

objectives,  pol icies,  and  standard  routines.  

  504    

  downsizing,   470  471  ,   477   478   

  downward  communication,   256   

  d ramatic cri si s,   365    

  d reaming,   494   

   driving  forces.   Forces that d irect behaviour 

away from  the status quo.    492    

  dual  concern  theory,   3 1 4  31 5    

   dyadic conflict.   Confl ict that occurs be-

tween  two people.    31 1   ,   3 1 2    

   dysfunctional  conflict.   Confl ict that h inders 

group performance.    31 0  ,   3 1 2  ,   3 1 8    

  E  
  economic pressures,  responses to,   1 3   1 5    

  economic problems,   1 21    

  economics psychology,   9    

  education,   498  499   

  effective l i sten ing,   272   273    

  effective teams,   2 1 7     2 1 9  ,   2 1 7   f ,   2 1 8  f  

 accountabi l i ty,   230  

 adequacy of resources,   2 1 9   

 common  plan  and  purpose,   227     228  

 composition,   222     226  

 contextual  factors,   2 1 9     222   

 d iversi ty of members,   225   

 l eadersh ip  and  structure,   2 1 9     220  

 managed  level  of confl ict,   229     230  

 members  preference for teamwork,   226  

 mental  models,   229   

 performance evaluation  and  rewards,  

 221   

 personal i ty of members,   222     223   

 process variables,   227     230  

 roles,   223   225  ,   225   f  

 size of the team,   225     226  

 ski l l s,   222  ,   223   f  

 specific goals,   228  

 team  efficacy,   228    229   

 trust,   220    221    

   effectiveness.   The degree to which  an  orga-

n ization  meets the needs of i ts cl ientele or 

customers.    24  ,   423    

   efficiency.   The degree to which  an  organ iza-

tion  can  ach ieve i ts ends at a  low cost.    24  ,  

 1 78 ,   423    

  effort-performance relationsh ip,   1 35   1 36   

  electron ic communications,   258  262    

  el im ination  of rewards,   1 77   1 78   

  emai l ,   258  261  ,   270   

  emotion  regulation,   64  66   

  Emotional  Competence Inventory (EC I-2 ),   63    

  emotional  CQ,   1 07    

   emotional  dissonance.   I nconsistency be-

tween  the emotions an  ind ividual  feels and  

the emotions he or she shows.    59   60   

   emotional  intell igence (EI).   The abi l i ty to 

detect and  to manage emotional  cues and  

information.    61    63  ,   61   f ,   382    

   emotional  labour.   When  an  employee ex-

presses organ izational ly desi red  emotions 

during  interpersonal  interactions.    59   60   

   emotional  stabil ity.   A personal i ty d imen-

sion  that characterizes someone as ca lm,  

self-confident,  and  secure (positive)   vs.   

nervous,  depressed,  and  insecure (nega-

tive).    50  ,   51   52  ,   382    

   emotions.   In tense feel ings that are d irected  

at someone or someth ing.    58   59  ,   58   f  

 choosing  emotions,   59   60  

 as  communication  barrier,   252   

 and  computers,   66   

 d i splayed  emotions,   60   

 emotion  regulation,   64  66  

 emotional  intel l igence (EI ),  

 61   63  ,   61   f  

 emotional  l abour,   59   60  

 fake emotions,   60   

 felt emotions,   60   

 g lobal  d ifferences,   68  69  ,   68  f  

 importance of,  in  workplace,   60   61   

 negative workplace emotions,   63   64  

 and  negotiation,   328 ,   331   332   

 reading  emotions,   76   77   

 role of,   57    

  empathy,   327    

  employed,   1 4  f   

   employee deviance.   Voluntary actions that 

violate establ i shed  norms and  threaten  the 

organ ization,  i ts  members,  or both .    63     

   employee engagement.   An  ind ividual s 

involvement with ,  satisfaction  with ,  and  

enthusiasm  for the work he or she does.  

  1 01    1 02    
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   employee involvement.   A participative 

process that uses the input of employees 

and  i s  intended  to increase employee com-

mitment to an  organ izations success.   1 24 ,  

 1 54 ,   1 88  1 90 ,    1 89  ,   1 92   1 93  ,   499    

   employee-oriented  leader.   A leader who 

emphasizes interpersonal  relations.    383     

  employee recognition  programs,   1 74   

   employee stock ownership plan  (ESOP).   

A company-establ i shed  benefit plan  in  

which  employees acquire stock as part of 

their benefi ts.    1 72   1 73    

  employees 

 cu lture,  and  structure preferences,   477   

 employee expression,   451   452   

 employee withdrawal ,   23  ,   97   

    see also   withdrawal  behaviour 

 empowerment.     See   empowerment 

 floating  employee,   1 5   f  

 organ izational  designs and,   475   476  

 strengths,   367   

 wel l -being,   1 9    

  employer-employee loyalty,   1 1 3    

  Employment Equity Act,   1 05    

  employment interviews,   46   

  employment options,   1 4  1 5   f   

  empowerment 

 characteristics of empowered  people,  

 285  ,   286  f  

 defin i tion  of,   284    286  

 employee empowerment,   1 9  ,   286  289  

 g lobal  context,   297   298  

 psychological  empowerment,   1 00  

 teams,   234   

  enactive mastery,   1 43    

  encoding,   248   

   encounter stage.   The stage in  the socia l iza-

tion  process in  which  a  new employee sees 

what the organ ization  i s  real ly l ike and  

confronts the possibi l i ty that expectations 

and  real i ty may d iverge.    361     

  engagement.     See   employee engagement  

  enterprise socia l  software,   261    

  ENTPs,   49    

  entrepreneur,   1 4  f   

   environment.   Those insti tutions or forces 

outside the organ ization  that potentia l ly 

affect the organ izations performance.  

  474   475  ,   474  f   

  epistemic interdependence,   475    

   equity theory.   A theory that asserts that 

ind ividuals compare their job inputs and  

outcomes with  those of others and  then  

respond  to el iminate any inequities.  

 1 46  1 48 ,    1 47   ,   1 47   f ,   1 55   1 56  

 comparison  with  others,   1 47   1 48  

 i nequitable pay,   1 48  

 i nequitable treatment,   1 48   

   escalation  of commitment.   An  increased  

commitment to a  previous decision  despite 

negative information.    420   421    

  esteem  needs,   1 30   

  ESTJs,   49    

  eth ical  cl imate index (EC I ),   352   353    

  eth ical  cl imate theory (ECT),   352   353    

   ethical  di lemmas and  ethical  choices.   S i tu-

ations in  which  ind ividuals are required  to 

define right and  wrong  conduct.    20    

  eth ical  leadersh ip,   401   402    

  eth ical  organ izational  cu lture,   366   

   ethical  work cl imate (EWC).   The shared  

concept of right and  wrong  behaviour in  

the workplace that reflects the true values 

of the organ ization  and  shapes the eth ical  

decision-making  of i ts members.    352   353    

   ethics.   The study of moral  va lues or prin-

ciples that gu ide our behaviour and  inform  

us whether actions are right or wrong.  

  20   2 1  ,    80  ,    432   

 behavioural  eth ics,   433   

 bonuses,   1 70  

 bribery,   1 1 5   

 C EO compensation,   1 97   1 98  

 cheating,   434  

 code of eth ics,   366  

 of cu l ture of shortcuts,   436  

 and  decision  making,   432   436 ,   435   f  

 deference to those in  power,   303     304  

 emai l ,   260 ,   270  

 emotional  intel l igence tests,   63   

 eth ical  decision  cri teria,   432   433   

 i n  g lobal  context,   438  439  

 and  goal  setting,   1 41   

 grade inflation,   1 61   

 happiness coaches,   74  

 and  leadersh ip,   401   402   

 and  motivation,   1 54  

 national  cu l ture  vs.   corporate cu l ture,  

 368  

 and  negotiation,   327   

 on l ine bu l lying,   250  

 and  organ izational  cu l ture,   352   353  ,  

 366 ,   368  

 of pol i tical  behaviour,   296    297   

 romantic relationsh ips at work,   290  

 sh i rkers,   236  

 tra in ing,   366  

 vi rtual  teams,   206    208   

  European  Community,   68   

  European  Un ion  (EU),   1 6  ,   231    

   evidence-based  management (EBM).   

Basing  manageria l  decisions on  the best 

avai lable scienti fic evidence.    1 0    

  evolutionary organ ization,   452    

  evolutionary psychology,   1 30   

  exchange,   282    

   exit.   D issatisfaction  expressed  by actively at-

tempting  to leave the organ ization.    98    

  exi t-voice-loyalty-neglect framework,  

 97   98 ,   98  f   

  expansion  of resources,   3 1 6   

  expatriate,   1 5   f   

   expectancy.   The bel ief that effort i s  related  

to performance.    1 35    

   expectancy theory.   The theory that 

ind ividuals act based  on  their evaluation  

of whether their effort wi l l  l ead  to good  

performance,  whether good  performance 

wi l l  be fol lowed  by a  g iven  outcome,  

and  whether that outcome i s attractive.  

  1 35   1 38 ,   1 35   f ,   1 38  f   

   expert power.   I n fluence based  on  specia l  

ski l l s  or knowledge.    279    

  expertise,   430 ,   497    

  external  equ ity,   1 67    

  extinction,   1 44   

   extraversion.   A personal i ty factor that de-

scribes the degree to which  a  person  

i s sociable,  ta lkative,  and  assertive.  

  49  ,   52  ,   381    

  extraverts,   49    

  extrinsic motivation,   1 56   

   extrinsic motivators.   Motivation  that comes 

from  outside the person  and  includes such  

th ings as pay,  bonuses,  and  other tangible 

rewards.    1 28    

  extrinsic rewards,   1 51   1 52  ,   1 74 ,   1 78    

  F 
   face-time,   1 95    

  facia l  expressions,   254   

  fa i r process and  treatment,   1 48  1 51  ,  

 1 55   1 56   

  fake emotions,   60    

   fake proof  personal i ty test,   50    

  fami ly,   1 21    

  fami ly business,   463   464   

   feedback.   The degree to which  carrying  out 

the work activi ties required  by the job re-

su lts in  the ind ividual  obtain ing  d irect and  

clear information  about the effectiveness 

of h is or her performance.    1 79  ,   248  

 cri tical  feedback,   20   

 effective feedback,   1 38  

 and  goal  setting,   1 41   

 importance of,   1 38  

 and  motivation,   1 54  

 negative feedback,   20   

 self-generated  feedback,   1 38   

  feel ing  types,   49    

   felt emotions.   An  ind ividual s actual  emo-

tions,    60    

   femininity.   A national  cu l ture attribute that 

sees l i ttle  d i fferentiation  between  male 

and  female roles;  women  are treated  as 

the equals of men  in  a l l  respects.    82     

   Fiedler contingency model.   A leadersh ip  

theory that proposes that effective group 

performance depends on  the proper 

match  between  the leaders style and  the 

degree to which  the si tuation  g ives the 

leader control .    384   385    

  field  studies,   1 0   f   

   fi ltering.   A senders man ipulation  of infor-

mation  so that i t wi l l  be seen  more favour-

ably by the receiver.    251     

  finance,  and  organ izational  behaviour,   8   9    

  financia l  cri sis,   1 70  1 71  ,   489    

  fi rst impressions,   56    
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  five-stage model ,   2 1 3     2 1 5  ,   2 1 3   f   

  fixation,   427    

   fixed-interval  schedule.   The reward  i s  g iven  

at fixed  time intervals.    1 45    

   fixed  pie.   The bel ief that there i s  on ly a  set 

amount of goods or services to be d ivided  

up between  the parties.    322    

   fixed-ratio schedule.   The reward  i s  g iven  at 

fixed  amounts of output.    1 45    

  fixed  socia l ization,   362   f   

   flexible benefits.   A benefits plan  that a l lows 

each  employee to put together a  benefits 

package individual ly tai lored  to h is or her 

own  needs and  situation,    1 73    1 74 ,   1 91    

  flexible employee,   1 5   f   

  flexible spending  accounts,   1 74   

  flexpatriate,   1 5   f   

   flextime.   An  arrangement where employees 

work during  a  common  core period  each  

day but can  form  their total  workday from  

a  flexible set of hours outside the core.  

 1 4  f ,    1 84   1 86 ,   1 85   f   

  floating  employee,   1 5   f   

  forcing,   3 1 4 ,   3 1 6   

   formal  channels.   Communication  channels 

establ i shed  by an  organ ization  to transmit 

messages related  to the professional  activi -

ties of members.    248    

   formal  communication  networks.   Task-

related  communications that fol low the 

authority chain .    257     

  formal  power,   277   278   

  formal  socia l ization,   362   f   

   formalization.   The degree to which  jobs 

with in  the organ ization  are standardized.  

  461    462    

  formal ized  norms,   2 1 1    

   forming.   The first stage in  group development,  

characterized  by much  uncertainty.    21 4  ,   21 6    

  fragmentation,   505    

  Francophone values,   88  90   

  free rider,   226   

   frenemies,   294   

  fu l l  range of leadersh ip  model ,   393  ,   393   f   

  fu l l -time,   1 4  f   

   functional  confl ict.   Confl ict that supports 

the goals of the group and  improves i ts  

performance.    31 0  ,   3 1 2  ,   3 1 8   

  functional  departmental ization,   457    

   fundamental  attribution  error.   The 

tendency to underestimate the influence 

of external  factors and  overestimate the 

influence of internal  factors when  making  

judgments about the behaviour of others.  

  40   41    

  fundamental  consistencies,   9    

  furloughed,   1 4  f    

  G  
   gainsharing.   A group-based  incentive plan  

in  which  improvements in  group productiv-

ity determine the total  amount of money 

to be shared.    1 71    1 72    

  Galatea  effect,   1 43    

  gender,  and  negotiation,   328  330   

  general  dependency postu late,   280    281    

  Generation  X,   1 7  ,   85   86 ,   85   f   

  Generation  Z,   87   88   

  generational  d i fferences,   1 7  ,   85   87    

  geographical  departmental ization,   458   

   Getting to Yes   (Fi sher and  Ury),   326   

  g lobal  context 

 attributions,   67   

 change,   505   507   

 communication,   262   265   

 communication  barriers,   262   

 confl ict,   331   332   

 creativity,   438  

 cu l tural  context,   263   264 ,   263   f  

 decision  making,   437   439  

 emotions,   68  69  ,   68  f  

 employee involvement,   1 92   1 93   

 empowerment,   297   298  

 equ ity theory,   1 55   1 56  

 eth ics,   438  439  

 fa i rness,   1 55   1 56  

 flexible benefits,   1 91   

 goal  setting,   1 55   

 i n fluence tactics,   298  

 i n trinsic and  extrinsic motivation,   1 56  

 job  characteristics and  job enrichment,  

 1 92   

 job  satisfaction,   1 09  1 1 0   

 l eadersh ip,   403   404  

 motivation,   1 90  1 93   

 motivation  theories,   1 55   1 56  

 multicu ltural  teams,  and  trust,   220  221   

 needs theories,   1 55   

 organ izational  commitment,   1 1 0   

 organ izational  cu lture,   368  

 organ izational  structure,   476  478  

 perception,   66   67   

 personal i ty,   67   68  

 pol i tics,   298  299  

 reward  preferences,   1 92   f  

 teams,   231     232   

 telecommuting,   1 92   

 variable-pay programs,   1 90  1 91   

 workforce d iversi ty,   1 1 0    

  g lobal ization,   1 5   1 6    

  GLOBE framework,   84 ,   1 91  ,   394  395  ,   403    

   goal.   What an  ind ividual  i s  trying  to accom-

pl ish .    1 39  ,   1 54 ,   3 1 3  ,   3 1 5    

  goal  commitment,   1 41    

   goal-setting  theory.   A theory that says that 

specific and  d ifficul t goals,  with  feedback,  

lead  to h igher performance.   1 38  1 42  ,  

  1 39  ,   1 40  f ,   1 55    

  g rade inflation,   1 61    

   grapevine.   The organ izations most common  

informal  network.    257    258   

   group.   Two or more people with  a  common  

relationsh ip.    204   

    see also   team  

 cohesiveness,   228    229  ,   229   f ,   231     232   

 development stages,   2 1 3     2 1 6  ,   2 1 3   f  

 five-stage model ,   2 1 3     2 1 5  ,   2 1 3   f  

 i nertia,   497   

 i n teracting  groups,   426  

 l eadersh ip  behaviours,  effects of,  

 383   384  

 punctuated-equi l ibrium  model ,  

 2 1 5     2 1 6  ,   2 1 5   f  

 structural  variables,  and  confl ict,   3 1 3    

  g roup-based  incentives,   1 71   1 72    

   group cohesion.   The extent to which  mem-

bers of a  group support and  val idate one 

another whi le  at work.    24    

  g roup decision  making,   422   428  

 bra instorming,   426  427   

 effectiveness,   423   

 efficiency,   423   

 evaluation  of group effectiveness,   428  f  

 g roup polarization,   426  

 groupsh ift,   426  

 groupth ink,   423   426  

  vs.   i nd ividual  decision  making,   422   

 i n teracting  groups,   426  

 nominal  group techn ique,   427   428 ,  

 427   f  

 strengths of,   422   

 techniques,   426  428  

 weaknesses of,   423    

   group diversity.   The presence of a  heteroge-

neous mix of individuals within  a  group.    225    

   group functioning.   The quantity and  qual i ty 

of a  work groups output.    24    

  g roup polarization,   426   

   groupshift.   A phenomenon  in  which  the 

in itia l  posi tions of ind ividual  group mem-

bers become exaggerated  because of the 

interactions of the group.    426    

   groupthink.   A phenomenon  in  which  group 

pressures for conformity prevent the group 

from  critical ly appraising  unusual ,  m inori ty,  

or unpopular views.    423    426   

  g rowth,   367  ,   449   

   guanxi ,   92    

  guest companies,   1 6    

  gut feel ings,   1 1    

  gym  attendance,  and  weight loss,   1 76    

  H  
   halo effect.   Drawing  a  general  impression  

of an  ind ividual  on  the basis of a  sing le 

characteristic.    43     

   hangovers,   363    

  harassment in  the workplace,   287     290   

  harmony,   449   

  heredity,   48   

   heuristics.   J udgment shortcuts in  decision  

making.    44    

   hierarchy of needs theory.   A h ierarchy of 

five needs physiological ,  safety,  social ,  

esteem,  and  self-actual izationin  which,  as 

each  need  is substantial ly satisfied,  the next 

need  becomes dominant.    1 29   1 30 ,   1 66   
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   high-context cultures.   Cu l tures that rely 

heavi ly on  nonverbal  and  subtle si tuational  

cues in  communication.    263    264 ,   263   f   

  h igh  job characteristics,   1 79   f   

  h igh  performing  period,   2 1 6   

   higher-order needs.   Needs that are satisfied  

internal ly,  such  as socia l  (belonging),  self-

esteem,  and  self-actual ization  needs.    1 30    

  h indrance stressors,   1 20   

   hindsight bias.   The tendency to bel ieve 

fa lsely,  after an  outcome of an  event i s  

actual ly known,  that one could  have accu-

rately predicted  that outcome.    421    422    

  Hodgsons general  moral  principles,   80   81    

  Hofstedes framework for assessing  cu l tures,  

 81   84 ,   83   f ,   1 91    

  hol ism,   449   

   honeymoons,   363    

  horizontal  communication,   257    

  hosti l i ty,   63    

  hourly,   1 5   f   

  human  problems,   1 2    

  humanistic work practices,   451    

   hygiene factors.   Factorssuch  as company 

pol icy and  admin istration,  supervision,  

and  sa larythat,  when  adequate in  a  job,  

placate employees.  When  these factors are 

adequate,  people wi l l  not be d issatisfied.  

  1 31      

  I  

   idea champions.   Individuals who actively and  

enthusiastical ly promote an  idea,  bui ld  sup-

port for i t,  overcome resistance to i t,  and  

ensure that the idea  is implemented.    504    

   idea evaluation.   The process of creative 

behaviour involving  the evaluation  of 

potentia l  solutions to problems to identify 

the best one.    429    

   idea generation.   The process of creative 

behaviour that involves developing  pos-

sible solutions to a  problem  from  relevant 

information  and  knowledge.    429    

   identification-based  trust.   Trust based  on  

a  mutual  understanding  of each  others 

intentions and  appreciation  of each  others 

wants and  desires.    399    

   imitation  strategy.   A strategy of moving  

into new products or new markets on ly 

after their viabi l i ty has a l ready been  

proven.    472   473    

  impact,  sense of,   285  ,   286  f   

  importance,   281    

   impression  management.   The process by 

which  ind ividuals attempt to control  the 

impression  others form  of them.    295     296   

  incentive pay,   1 68  1 73  ,   1 77    

  incivi l i ty in  the workplace,   342  ,   344  345    

  independence,   352  ,   353    

  independent contractor,   1 4  f   

  Ind ian  Act,   358   

  ind ividual-based  incentives,   1 68  1 71    

  ind ividual  decision  making,   41 5   422  ,   422    

  ind ividual  d i fferences,   9  ,   1 22   1 23  ,   1 54 ,  

 326  330   

  individual  resistance to change,   496  497 ,   496  f   

  i nd ividual  socia l ization,   362   f   

   individualism.   A national  cu lture attribute 

that describes the degree to which  people 

prefer to act as ind ividuals rather than  as 

members of groups.    81   ,   3 1 7  ,   331    

   indulgence.   A national  cu l ture attribute that 

emphasizes the grati fication  of basic needs 

and  the desire to en joy l i fe.    82     

  i nequitable pay,   1 48   

  i n fluence tactics,   282     283  ,   298   

   informal  channels.   Communication  chan-

nels that are created  spontaneously and  

that emerge as responses to ind ividual  

choices.    248    

   informal  communication  network.   Com-

munications that flow a long  socia l  and  

relational  l ines.    257    258   

  i n formal  socia l ization,   362   f   

   information gathering   The stage of creative 

behaviour when  possible solutions to a  prob-

lem incubate in  an  individuals mind.    429    

   information  overload.   A condition  in  which  

information  inflow exceeds an  ind ividual s 

processing  capacity.    252    

  i n formation  technology (IT)  group,   276   

   informational  justice.   The degree to which  

employees are provided  truthfu l  explana-

tions for decisions.    1 50    

  i ngratiation,   282  ,   295    

   initiating  structure.   The extent to which  a  

leader i s  l ikely to define and  structure h is 

or her role and  the roles of employees in  

order to attain  goals.    382    

   innovation.   A new idea  appl ied  to in itiating  

or improving  a  product,  process,  or service.  

 348 ,   431   432  ,    502   504   

   innovation  strategy.   A strategy that 

emphasizes the introduction  of major new 

products and  services.    472    

   input.   Variables that lead  to processes.    21     

  i nspirational  appeals,   282    

  i nspirational  leadersh ip,   389   395    

  i nstant messaging  (IM),   261    

   instrumental  values.   Preferable ways of 

behaving.    80  ,   352    

   instrumentality.   The bel ief that perfor-

mance i s related  to rewards.    1 36    

  I n tegrated  System  of Management Activities 

(ISMA),   451    

   integrative bargaining.   Negotiation  that 

seeks one or more settlements that can  cre-

ate a  winwin  solution.   321   f ,    323   324 ,   327    

  i n tegri ty,   241    

  i n tel l igence,  and  creativi ty,   430   

  i n tensi ty,   1 28   

   interacting  group.   Typical  groups in  which  

members interact with  one another face 

to face.    426    

  i n tercu ltural  confl icts,   3 1 7    

   intergroup conflict.   Confl ict between  d iffer-

ent groups or teams.    31 1     

   intermittent reinforcement.   A desi red  

behaviour i s  reinforced  often  enough  to 

make the behaviour worth  repeating,  but 

not every time i t i s  demonstrated.    1 45    

  i n tern ,   1 5   f   

  i n ternal  equ ity,   1 67    

  i n ternational  business travel ler,   1 5   f   

  i n terpersonal  demands,   1 21    

   interpersonal  justice.   The degree to which  

employees are treated  with  d ign ity and  

respect.    1 50    

  i n terpersonal  ski l l s,   1 8   

    see also   ski l l s  development 

 development of,   32   35   

 importance of,   5   6    

  i n terun it communication,   502    

  i n terviews,  employment,   46   

  INTJs,   49    

  i n tonations,   254   

   intragroup conflict.   Confl ict that occurs 

with in  a  group or team.    31 1     

  i n trinsic motivation,   1 53  ,   1 53   f ,   1 56   

   intrinsic motivators.   A persons internal  

desi re to do someth ing,  due to such  th ings 

as interest,  chal lenge,  and  personal  satis-

faction.    1 28    

  i n trinsic rewards,   1 51   1 52  ,   1 74   

  i n troverts,   49    

   intuition.   A gut feel ing  not necessari ly 

supported  by research.    1 1   ,   61   62  ,  

 41 7   41 8   

   intuitive decision  making.   An  unconscious 

process created  out of a  persons many 

experiences.    41 7    41 8   

  i n tu itive types,   49    

  i nvesti ture socia l ization,   362   f    

  J  

   job characteristics model  (JCM).   A 

model  that proposes that any job can  be 

described  in  terms of five core job d imen-

sions:  ski l l  variety,  task identity,  task sign ifi -

cance,  autonomy,  and  feedback.    1 79   1 81  ,  

 1 80  f ,   1 82  ,   1 88 ,   1 92    

  job  content,   1 77    

   job design.   The way the elements in  a  job 

are organ ized.    1 78   

    see also   job  redesign   

   job enrichment.   The vertical  expansion  of 

jobs,  which  increases the degree to which  

the employee controls the plann ing,  ex-

ecution,  and  evaluation  of the work.    1 83   ,  

 1 92  ,   1 99   201    

  job  evaluation,   1 67    

  job  experience,  and  stress,   1 22    

   job involvement.   The degree to which  a  

person  identi fies with  a  job,  actively par-

ticipates in  i t,  and  considers performance 

important to sel f-worth.    1 00    

  job  redesign  

 a l ternative work arrangements,  

 1 84  1 88  

 in  Canadian  context,   1 82   
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 flextime,   1 84  1 86 ,   1 85   f  

 job  characteristics model  (JCM),  

 1 79   1 81  ,   1 80  f ,   1 82  ,   1 88  

 job  enrichment,   1 83  ,   1 99   201   

 job  rotation,   1 82   1 83   

 job  sharing,   1 86  

 motivating  potential  score (MPS),   1 81   

 and  motivation,   1 78  1 88  

 relational  job design,   1 83   1 84  

 socia l  and  physical  context of work,   1 88  

 and  stress,   1 24  

 telecommuting,   1 86  1 88  

 un ions,  role of,   1 82   

 ways to redesign  jobs,   1 82   1 83    

   job rotation.   The  period ic sh i fting  of an  

employee from  one task to  another.  

  1 82    1 83    

   job satisfaction.   A posi tive feel ing  about 

a  job resu lting  from  an  evaluation  of i ts 

characteristics.    93    99   

 and  absenteeism  and  turnover,   97   

 and  average pay,   94  f  

 causes of,   93   95   

 and  customer satisfaction,   96  97   

 expression  of d issatisfaction,   97   98 ,   98  f  

 l eadersh ip  behaviours,  effects of,  

 383   384  

 and  management,   98  99   

 and  organ izational  ci tizensh ip  behaviour 

(OCB),   96   

 organ izational  cu lture,  impact of,   369   f  

 and  productivity,   95   

 i n  the Un ited  States,   1 09   

 i n  Western  cu ltures,   1 09   1 1 0   

 and  work specia l ization,   476  

 worst jobs for,   94  f   

  job  seeking,   1 4  f   

  job  share,   1 4  f   

   job sharing.   The practice of having  two or 

more people spl i t a  40-hour-a-week job.  

  1 86    

  jobless,   1 4  f   

  j udging  types,   49    

  j udgment,   45   46  

    see also   perception   

  j udgment shortcuts,   44 ,   41 8  422    

  j ustice,   1 48  1 51  ,   432  ,   471     

  K 
  knowledge-based  pay,   1 71    

  Kotters eight-step plan  for implementing  

change,   493  ,   493   f    

  L 
  l aboratory studies,   1 0   f   

  l a id  off,   1 4  f   

  l a i ssez-faire,   393    

  l anguage,   252   253  ,   357    

  l ateral  communication,   257    

  l aw and  code,   352  ,   353    

  l eader-member relations,   384 ,   385    

   leadership.   The abi l i ty to influence a  group 

toward  the ach ievement of a  vision  or set 

of goals.    380   

 ach ievement-oriented  leader,   387   

 authentic leadersh ip,   400  

 behavioural  theories of leadersh ip,  

 382   384  

 charismatic leadersh ip,   389   392  ,   390  f ,  

 41 0   41 1   

 contemporary i ssues,   399   403   

 contemporary leadersh ip  roles,   395   399  

 contingency theories,   384  388  

 and  creativi ty,   431   

 d i rective leader,   386  

 d i stributed  leadersh ip,   395   

 and  d iverse teams,   225   

 and  effective teams,   2 1 7     230  

 employee-oriented  leaders,   383   

 eth ical  leadersh ip,   401   402   

 Fied ler contingency model ,   384  385   

 fu l l  range of leadersh ip  model ,   393  ,  

 393   f  

 gender,  and  team  performance,  

 2 1 9   220  

 g lobal  context,   403   404  

 heroic qual i ties,   406  

 i nspirational  leadersh ip,   389   395   

 l ead ing  without authori ty,   399   

 Level  5  leaders,   392   

 mentoring,   395   396  

 M ich igan  Studies,   383  ,   392   

 moral  foundation  of,   401   402   

 neutral izers,   388  389 ,   388  f  

 Oh io State Studies,   382   383  ,   392   

 on l ine leadersh ip,   398  399  

 participative leader,   386  

 path-goal  theory,   385   388 ,   387   f  

 production-oriented  leader,   383   

 relationsh ip-oriented  leaders,   384  385   

 sel f-leadersh ip,   397   

 servant leadersh ip,   402   403   

 S i tuational  Leadersh ip (SL),   385  ,   386  f  

 socia l ized  charismatic leadersh ip,   401   

 style,  and  confl ict,   3 1 3   

 substitutes for,   388  389 ,   388  f  

 as supervision,   380  389  

 supportive leader,   386  

 task-oriented  leaders,   384  385   

 and  teams,   2 1 9     220 ,   225  ,   397   398  

 tra it theories of leadersh ip,   380  382   

 transactional  leaders,   392  ,   392   f  

 transformational  leadersh ip,   392   395  ,  

 392   f  

 and  trust,   242   243   

 turnover,   365    

  l eaner organ ization,   470  471    

  l earn ing,   3 1 9    

   learning  organization.   An  organ ization  

that has developed  the continuous capac-

i ty to adapt and  change.    504   505  ,   505   f   

  l east-preferred  co-worker (LPC),   384   

  l eg itimacy,   282    

   legitimate power.   Power that a  person  

receives as a  resu lt of h is or her position  in  

the formal  h ierarchy of an  organ ization.  

  278    

   level  5  leaders.   Leaders who are fiercely 

ambitious and  driven,  but their ambition  i s  

d i rected  toward  their company rather than  

themselves.    392    

  Lewins three-step model ,   491   493  ,   492   f   

  local  employee,   1 5   f   

  logrol l ing,   323    

   long-term orientation.   A national  cu lture 

attribute that emphasizes the future,  thri ft,  

and  persistence,    82     

  lose-lose si tuation,   3 1 5    

   low-context cultures.   Cu ltures that rely 

heavi ly on  words to convey mean ing  in  

communication.    263    264 ,   263   f   

  low job characteristics,   1 79   f   

  low performing  period,   2 1 6   

   lower-order needs.   Needs that are satisfied  

external ly,  such  as physiological  and  safety 

needs.    1 30    

   loyalty.   D issatisfaction  expressed  by passively 

waiting  for conditions to improve.    98    

  l ying,   255     

  M  
   Machiavell ianism.   The degree to which  an  

ind ividual  i s  pragmatic,  maintains emo-

tional  d i stance,  and  bel ieves that ends can  

justify means.    53    54   

  Magnificent Seven  principles,   81    

   maintenance roles.   Roles performed  by 

group members to maintain  good  relations 

with in  the group.    224    

  mal icious deviant behaviours,   63   64   

  management 

 end  of management,   480  

 and  job satisfaction,   98  99   

 of learn ing,   505   

 participative management,   1 89   

 tenure,  and  innovation,   502   

 top management,  and  organ izational  

cu l ture,   359   

  management by exception,   393    

   management by objectives (MBO).   An  

approach  to goal  setting  in  which  specific 

measurable goals are jointly set by manag-

ers and  employees;  progress on  goals i s  

periodical ly reviewed,  and  rewards are 

a l located  on  the basis of th is  progress.    1 39    

  man ipulation,   499   

   masculinity.   A national  cu l ture attribute that 

describes the extent to which  the cu lture 

favours trad itional  mascul ine work roles of 

ach ievement,  power,  and  control .  Societal  

va lues are characterized  by assertiveness 

and  materia l ism.    81     

  Maslows h ierarchy of needs,   1 29   1 30 ,   1 30  f ,  

 1 66   
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   material  symbols.   What conveys to em-

ployees who is important,  the degree of 

egal i tarian ism  top management desi res,  

and  the kinds of behaviour that are ap-

propriate.    356    

   matrix structure.   An  organ izational  design  

that combines functional  and  product 

departmental ization;  i t has a  dual  chain  of 

command.    465   467  ,   466  f   

  Mayer-Salovey-Caruso Emotional  Intel l igence 

Test (MSCEIT),   63    

   McClellands theory of needs.   Ach ieve-

ment,  power,  and  affi l iation  are three 

important needs that help  expla in  motiva-

tion .    1 32   1 33    

  mean ing,  sense of,   285  ,   286  f   

  mean ingfu lness,   1 53    

   mechanistic model.   A structure character-

ized  by h igh  specia l ization,  rig id  depart-

mental ization,  a  clear chain  of com-

mand,  narrow spans of control ,  a  l im ited  

information  network,  and  central ization .  

  471   ,   472   f   

   mediator.   A neutral  th i rd  party who 

faci l i tates a  negotiated  solution  by using  

reason ing,  persuasion,  and  suggestions for 

a l ternatives.    330    

  mental  i l lness,   42    

   mental  models.   Team  members  knowledge 

and  bel iefs about how the work gets done 

by the team.    229    

   mentor.   A sen ior employee who sponsors 

and  supports a  less experienced  employee.  

  395    

  mentoring,   395   396   

  mergers,   364   

   merit-based  pay plans.   An  ind ividual-based  

incentive plan  based  on  performance ap-

praisal  ratings.    1 69    

  message,   248   

  meta-analyses,   1 0   f   

   metamorphosis stage.   The stage in  the 

socia l ization  process in  which  a  new 

employee ad justs to the values and  norms 

of the job,  work group,  and  organ ization.  

  362   363    

  M ich igan  Studies,   383  ,   392    

  M i lgrams obedience experiment,   278   

  M i l lenn ia ls,   1 7  ,   72  ,   85   86 ,   85   f ,   87  ,   1 66  f   

  m imic,   1 08   

  m indfulness,   449  450   

  m isunderstanding,   496   

   model.   An  abstraction  of real i ty.  A simpl i -

fied  representation  of some real -world  

phenomenon.    21    

    see also   OB  model   

  modular organ ization,   467   468 ,   468  f   

  modular plans,   1 73    

  money,  and  motivation,   1 66  1 67   

    see also   reward  system;  rewards  

   moods.   Feel ings that tend  to be less intense 

than  emotions and  that lack a  contextual  

stimulus.    58   59  ,   58   f ,   328   

  moral  bl ind  spots,   434   

   motivating  potential  score (MPS).   A 

predictive index suggesting  the motivation  

potentia l  in  a  job.    1 81     

   motivation.   The intensity,  d i rection,  and  

persistence of effort a  person  shows in  

reach ing  a  goal ,    1 28   1 29   

    see also   motivation  theories 

 authentic motivation,   1 77   

 benefits of,   1 54  1 55   

 cross-cu ltural  consistencies,   1 56  

 effective reward  systems,   1 67   1 78  

 and  emotional  drives,   1 90 ,   1 91   f  

 employee involvement,   1 88  1 90  

 extrinsic motivation,   1 56  

 g lobal  context,   1 55   1 56 ,   1 90  1 93   

 i n trinsic motivation,   1 56  

 i n trinsic motivation,  increasing,   1 53  ,  

 1 53   f  

 by job redesign,   1 78  1 88  

 money,  role of,   1 66  1 67   

 self-motivation,   1 29    

  motivation-hygiene theory,   1 30  1 32    

  motivation  theories 

 cogn itive evaluation  theory,   1 51   

 equ ity theory,   1 46  1 48 ,   1 47   f  

 expectancy theory,   1 35   1 38 ,   1 35   f  

 fa i r process and  treatment,   1 48  1 51   

 goal -setting  theory,   1 38  1 42  ,   1 40  f  

 Maslows h ierarchy of needs,   1 29   1 30 ,  

 1 30  f  

 McC lel lands theory of needs,   1 32   1 33   

 motivation-hygiene theory,   1 30  1 32   

 needs theories,   1 29   1 34  

 process theories,   1 29  ,   1 34  1 46  

 reinforcement theory,   1 43   1 46  

 reward  system,  responses to,   1 46  1 53   

 sel f-determination  theory,   1 51   1 53   

 sel f-efficacy theory,   1 42   1 43  ,   1 42   f   

  motivational  CQ,   1 07    

   moving.   Efforts to get employees involved  in  

the change process.    491     

  mu lti -tasking,   1 86   

   multiteam system.   A col lection  of two or 

more interdependent teams that share 

a  superordinate goal ;  a  team  of teams.  

  208     209    

   Myers-Briggs Type Indicator (MBTI).   A 

personal i ty test that taps four character-

istics and  classifies people into 1  of 1 6  

personal i ty types.    49    

  myth  of rational i ty,   57     

  N  
   narcissism.   The tendency to be arrogant,  

have a  grandiose sense of self-importance,  

require excessive admiration,  and  have a  

sense of enti tlement.    54  ,   55   f ,   72    

  national  cu l ture.     See   cu ltural  d i fferences;  

g lobal  context  

  natural ,   1 07    

   need  for achievement (nAch).   The drive 

to excel ,  to ach ieve in  relation  to a  set of 

standards,  and  to strive to succeed.    1 32    

   need  for affi l iation  (nAff).   The desire for 

friendly and  close interpersonal  relation-

sh ips,    1 32    

   need  for power (nPow).   The need  to make 

others behave in  a  way that they would  

not have behaved  otherwise.    1 32    

  needs theories,   1 29   1 34  

 expectancy theory,   1 38  f  

 g lobal  context,   1 55   

 Maslows h ierarchy of needs,   1 29   1 30 ,  

 1 30  f  

 McC lel lands theory of needs,   1 32   1 33   

 motivation-hygiene theory,   1 30  1 32   

 relationsh ip  of various needs theories,  

 1 33   f  

 summary of,   1 33   1 34 ,   1 34  f   

   negative affect.   A mood  d imension  that 

consists of emotions such  as nervousness,  

stress,  and  anxiety at the h igh  end  and  

relaxation,  tranqui l i ty,  and  poise at the low 

end.    69    

  negative feedback,   20    

  negative reinforcement,   1 44   

  negative workplace emotions,   63   64   

   neglect.   D i ssatisfaction  expressed  by pas-

sively a l lowing  conditions to worsen.    98    

   negotiation.   A process in  which  two or 

more parties exchange goods or services 

and  try to agree on  the exchange rate for 

them.    320   

 bargain ing  and  problem  solving,   326  

 bargain ing  strategies,   321   324  

 clari fications and  justi fications,   325   326  

 closure and  implementation,   326  

 d i stributive bargain ing,   321   323  ,   321   f  

 and  empathy,   327   

 gender d i fferences,   328  330  

 ground  ru les,  defin ing,   325   

 i nd ividual  d i fferences,   326  330  

 i n tegrative bargain ing,   321   f ,   323   324 ,  

 327   

 moods and  emotions,   328  

 negotiation  process model ,   324  326 ,  

 324  f  

 on l ine negotiations,   399   

 and  personal i ty tra its,   326  327   

 strategy development,   324  325   

 th ird  party negotiations,   330  332    

  network organ ization,   467   468 ,   468  f   

  networked  organ izations,   1 8    

  neuroticism,   50    

  neutral izers for leadersh ip,   388  389 ,   388  f   

  noise,   248   

   nominal  group technique.   A group decision-

making  method  in  which  ind ividual  

members meet face to face to pool  their 

judgments in  a  systematic but independent 

fash ion.    427    428 ,   427   f   

  non-un ion  employee,   1 5   f   

  nonsubstitutabi l i ty,   281     282    

   nonverbal  communication.   Messages 

conveyed  through  body movements,  facia l  

expressions,  and  the physical  d istance 

between  the sender and  receiver.    254   255    
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   normative commitment.   The obl igation  an  

ind ividual  feels to stay with  an  organiza-

tion .    99    

   norming.   The th i rd  stage in  group develop-

ment,  characterized  by close relationsh ips 

and  cohesiveness.    21 4  ,   2 1 6    

   norms.   Acceptable standards of behaviour 

with in  a  group that are shared  by the 

groups members.   2 1 0     2 1 2  ,    21 1   ,   229   f   

  North  American  Free Trade Agreement 

(NAFTA),   1 6     

  O  
  OB.     See   organ izational  behaviour  

  OB  model ,   2 1   25  ,   2 1   f  

 atti tudes,   22   

 group cohesion,   24  

 group function ing,   24  

 inputs,   2 1   

 organ izational  ci tizensh ip  behaviour 

(OCB),   22   23   

 organ izational  survival ,   25   

 outcomes,   22   

 overview,   2 1   

 processes,   22   

 productivity,   24  

 stress,   22   

 task performance,   22   

 withdrawal  behaviour,   23    

  obedience experiment,   278   

  observer ratings,   47    

  Oh io State Studies,   382   383  ,   392    

  on l ine auctions,   322   323    

  on l ine leadersh ip,   398  399   

   openness to experience.   A personal i ty 

factor that describes the degree to which  a  

person  i s imaginative,  arti stical ly sensitive,  

and  curious.    50  ,   52  ,   382  ,   430   

  operant conditioning  theory,   1 44   

   organic model.   A structure that i s  flat,  uses 

cross-functional  and  cross-h ierarch ical  

teams,  possesses a  comprehensive infor-

mation  network,  has wide spans of con-

trol ,  and  has low formal ization .    471   ,   472   f   

  organ ic structures,   502    

  Organ isation  for Economic Co-operation  and  

Development (OECD),   439    

   organization.   A consciously coordinated  so-

cia l  un it,  composed  of a  group of people,  

that functions on  a  relatively continuous 

basis to ach ieve a  common  goal  or set of 

goals.    4   5   

 boundaryless organ ization,  

 468  470  

 l eaner organ ization,   470  471   

 l earn ing  organ ization,   504  505  ,   505   f  

 networked  organ izations,   1 8   

 smal l  organ ization,   365   

 spiri tual  organ ization,   450  452   

 vi rtual  organ ization,   467   468 ,   468  f ,  

 469   

 young  organ ization,   365    

  organ ization  downsizing,   470  471  ,   477   478   

  organizational-based  incentives,   1 72   1 73    

   organizational  behaviour.   A field  of study 

that investigates the impact of ind ividuals,  

groups,  and  structure on  behaviour with in  

organizations;  i ts purpose i s  to apply such  

knowledge toward  improving  an  organ iza-

tions effectiveness.    4   

 behavioural  science,  contributions of,  

 7   f ,   8   

 beyond  common  sense,   9   1 1   

 and  big  data,   1 1   1 2   

 bu i ld ing  blocks of,   7   9   

 consistencies,   9   

 contingency approach,   1 2   1 3   

 economic pressures,  responses to,  

 1 3   1 5   

 for everyone,   5   

 few absolutes,   1 2   

 and  finance,   8   9   

 OB  model ,   2 1   25   

 posi tive organ izational  scholarsh ip,   20   

 research  methods,   1 0   f  

 rigour of,   8    

  organ izational  change.     See   change  

   organizational  citizenship behaviour 

(OCB).   D iscretionary behaviour that i s  not 

part of an  employees formal  job require-

ments,  but that nevertheless promotes the 

effective function ing  of the organ ization.  

  22    23  ,    96  ,   1 75  ,   295    

   organizational  cl imate.   The shared  percep-

tions organ izational  members have about 

their organ ization  and  work environment.  

  351    352    

   organizational  commitment.   The degree 

to which  an  employee identifies with  a  

particu lar organ ization  and  i ts goals,  and  

wishes to maintain  membersh ip  in  the 

organ ization.    99  ,   1 1 0    

  organ izational  communication,   255   262   

 d i rection  of communication,   256  257   

 electron ic communications,   258  262   

 the grapevine,   257   258  

 smal l -group networks,   257  ,   257   f   

   organizational  culture.   A system  of 

shared  mean ing  held  by members that 

d istinguishes the organ ization  from  other 

organ izations.    348   

 change,  barrier to,   364  

 change,  cu l ture for,   501   505   

 changing  organ izational  cu lture,  

 365   368  

 contrasting  organ izational  cu l tures,   349   f  

 creating  and  sustain ing,   357   363   

 d iversi ty,  barrier to,   364  

 dominant cu lture,   353   

 employee performance and  satisfaction,  

 369   f  

 encounter stage,   361   

 eth ical  d imension  of,   352   353   

 eth ical  organ izational  cu l ture,   366  

 formation  of,   357   358 ,   357   f  

 functions of,   350  351   

 g lobal  context,   368  

 keeping  a l ive,   358  

 l anguage,   357   

 l evels of cu lture,   349   350 ,   350  f  

 l i abi l i ties of,   363   364  

 materia l  symbols,   356  

 mergers and  acquisitions,  barrier to,   364  

 merging  cu ltures,  strategies for,   364  

 metamorphosis stage,   362   363   

 and  organ izational  cl imate,   351   352   

 posi tive organ izational  cu lture,  

 366  368 ,   371   

 prearrival  stage,   360  

 reading  an  organ izations cu lture,  

 354  357  ,   375   377   

 ri tuals,   355   356  

 selection  process,   358  

 shortcuts,  cu l ture of,   436  

 socia l ization,   359   363  ,   360  f ,   362   f  

 stories,   355   

 strong   vs.   weak cu ltures,   354  

 top management,   359   

 un i form  cu ltures,   353   354   

   organizational  demography.   The degree 

to which  members of a  work un it share 

a  common  demographic attribute,  such  

as age,  gender,  race,  educational  level ,  or 

length  of service in  an  organ ization,  and  

the impact of th is attribute on  turnover.  

  225    

  organ izational  design  

    see also   organ izational  structure 

 boundaryless organ ization,   468  470 ,  

 477   478  

 bureaucracy,   464  465   

 and  employee behaviour,   475   476  

 fami ly business,   463   464  

 matrix structure,   465   467  ,   466  f  

 mechan istic model ,   471  ,   472   f  

 new design  options,   467   471   

 organ ic model ,   471  ,   472   f  

 organ ization  downsizing,   470  471   

 simple structure,   462   463   

 vi rtual  organ ization,   467   468 ,   468  f ,  

 469    

   organizational  justice.   An  overal l  percep-

tion  of what i s  fa ir in  the workplace,  

composed  of d istributive,  procedural ,  

informational ,  and  interpersonal  justice.  

  1 48  ,   1 49   f   

  organ izational  resistance to change,  

 497   498 ,   498  f   

  organ izational  size,   473    

  organ izational  strategy,   472   473  ,   473   f   

   organizational  structure.   How job tasks are 

formal ly d ivided,  grouped,  and  coordi -

nated.    456   462   

    see also   organ izational  design  

 central ization,   461   

 chain  of command,   459   460  

 decentral ization,   461   

 departmental ization,   457   459  
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 design ing  the proper structure,   456  f  

 determinants and  outcomes,   478  f  

 environment,   474  475  ,   474  f  

 formal ization,   461   462   

 g lobal  context,   476  478  

 organ izational  size,   473   

 organ izational  strategy,   472   473  ,   473   f  

 reasons for d ifferences in ,   471   475   

 span  of control ,   460  461  ,   460  f  

 technology,   473   474  

 work specia l ization,   456  457    

   organizational  survival.   The degree to 

which  an  organization  i s  able to exist and  

grow over the long  term.    25     

  organ izers,   49    

  other-inside comparison,   1 48   

  other-outside comparison,   1 48   

  outcome orientation,   348   

   outcomes.   Key factors that are affected  by 

some other variables.    22     

   Outliers   (G ladwel l ),   253   254   

  outsourcing,   1 6    

   overconfidence bias.   Error in  judgment that 

arises from  being  far too optimistic about 

ones own  performance.    41 9    

  overtime,   1 5   f    

  P 
  part-time,   1 4  f   

  participation,   499   

  participative leader,   386   

   participative management.   A process in  

which  subordinates share a  sign ificant de-

gree of decision  making  power with  their 

immediate superiors.    1 89    

   path-goal  theory.   A leadersh ip  theory that 

says i t i s  the leaders job to assist fol low-

ers in  attain ing  their goals and  to provide 

the necessary d i rection  and/or support 

to ensure that their goals are compatible 

with  the overal l  objectives of the group or 

organ ization.    385   388 ,   387   f   

  penalty kicks,   41 8  41 9    

  people orientation,   348   

  people ski l l s.     See   in terpersonal  ski l l s   

   perceived  organizational  support (POS).   

The degree to which  employees bel ieve an  

organ ization  values their contribution  and  

cares about their wel l -being.    1 00   1 01    

  perceiver,   38   

  perceiving  types,   49    

   perception.   The process by which  ind ividuals 

organ ize and  interpret their impressions 

in  order to g ive mean ing  to their environ-

ment.    38   

 attribution  theory,   39   41  ,   40   f ,   41   f  

 g lobal  d ifferences,   66   67   

 importance of,   45   46  

 i n fluencing  factors,   38  39  ,   38   f  

 the perceiver,   38  

 perceptual  errors,   39   45   

 and  relation  confl icts,   59   

 selective perception,   251   252   

 the si tuation,   39   

 and  stress,   1 22   

 the target,   39    

  perceptual  errors,   39   45    

  performance evaluations,   46  

 re-evaluation  of,   1 77   

 teams,   221    

  performance expectations,   46   

  performance feedback.     See   feedback  

  performance reviews.     See   performance evalu-

ations  

  performance-rewards relationsh ip,   1 36   

   performing.   The fourth  stage in  group 

development,  when  the group is fu l ly 

functional .    21 4    

  persistence,   1 28   

  personal  appeals,   282    

  personal  power,   279   280   

   personality.   The stable patterns of behav-

iour and  consistent internal  states that 

determine how an  ind ividual  reacts to and  

interacts with  others.    47    

 B ig  Five Personal i ty Model ,   49   53  ,   50   f ,  

 51   f ,   52   f ,   222  ,   381  ,   430  

 change over l i fetime,   48  

 core sel f-evaluation,   55   56  

 creative personal i ty,   429   430  

 Dark Triad,   53   55   

 determinants of,   47   48  

 i n  effective teams,   222     223   

  fake proof  personal i ty test,   50   

 g lobal  d ifferences,   67   68  

 impact of,   47   

 measurement of,   47   

 Myers-Briggs Type Ind icator (MBTI ),   49   

 and  negotiation,   326  327   

 personal i ty tra i ts,   48  49  ,   326  327   

 proactive personal i ty,   57   

 sel f-monitoring,   56   

 and  stress,   1 21  ,   1 22   1 23    

  personal i ty confl icts,   3 1 7    

   personality traits.   Enduring  characteristics 

that describe an  individual s behaviour.  

  48   49  ,   49   53  ,   50   f ,   51   f ,   52   f   

  perspective-taking,   327  ,   431    

  Peter Principle,   381    

  physical  activity,   1 23    

  physical  context of work,   1 88   

  physical  CQ,   1 07    

  physical  d istance,   254  255    

  physical  sciences,   1 2    

  physiological  needs,   1 29    

   piece-rate pay plan.   An  ind ividual  based  

incentive plan  in  which  employees are paid  

a  fixed  sum  for each  un it of production  

completed.    1 69    

   political  behaviour.   Those activities that 

influence,  or attempt to influence,  the d is-

tribution  of advantages and  d isadvantages 

with in  the organ ization,   64 ,    291   ,   296    297    

   political  ski l l .   The abi l i ty to influence others 

in  such  a  way as to enhance ones objec-

tives.    283     

  pol i ticking,   293  ,   305     307    

  pol i tics 

 of change,   501   

 eth ics of behaving  pol i tical ly,   296  297   

  frenemies,   294  

 g lobal  context,   298  299  

 impression  management,   295     296  

 pol i tical  behaviour,   64 ,   291     292  ,  

 296  297   

 pol i ticking,   293  ,   305     307   

 real i ty of pol i tics,   293     294  

 types of pol i tical  activi ty,   294  

 i n  your workplace,   292   f   

  posi tion  power,   384 ,   385    

  posi tive organ izational  behaviour,   20    

   positive organizational  culture.   A cu lture 

that emphasizes bu i ld ing  on  employee 

strengths,  rewards more than  pun ishes,  

and  emphasizes ind ividual  vi ta l i ty and  

growth.    366   368 ,   371    

   positive organizational  scholarship.   An  

area  of OB  research  that concerns how 

organ izations develop human  strength,  

foster vi ta l i ty and  resi l ience,  and  un lock 

potentia l .    20    

  posi tive reinforcement,   1 44   

  posi tive work environment,   20    

   power.   A capacity that A has to influence 

the behaviour of B ,  so that B  acts in  ac-

cordance with  As wishes.    276   

 abuse of power,   286    290  

 bases of power,   277     280 ,   302   303   

 coercive power,   277  ,   279   

 continuum  of responses to,   280  f  

 and  control ,   276    277   

 deference to those in  power,   303     304  

 and  dependence,   276 ,   280    282   

 desi re for power,   301   

 effects on  people,   283     284  

 empowerment,   284    286  

 expert power,   279   

 formal  power,   277   278  

 g lobal  context,   297     299   

 in fluence tactics,   282     283   

 leg i timate power,   278  

 personal  power,   279   

 and  pol i tics.     See   pol i tical  behaviour;  

pol i tics 

 referent power,   279   

 reward  power,   277     278  

 threat to establ i shed  power relation-

sh ips,   498   

   power distance.   A national  cu l ture attribute 

that describes the extent to which  a  

society accepts that power in  institutions 

and  organizations i s  d istributed  unequal ly.  

  81   ,   82    

   prearrival  stage.   The period  of learning  in  

the social ization  process that occurs before 

a  new employee joins the organization.    360    

   prejudice.   The d isl ike of a  person  or group 

based  on  preconceived  and  unfounded  

opin ions.    45     
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  pressure,   282    

   prevention  focus.   A sel f-regulation  strategy 

that involves striving  for goals by fu l fi l l ing  

duties and  obl igations.    1 41     

  private information,   9    

   proactive personality.   A person  who identi -

fies opportun ities,  shows in itiative,  takes 

action,  and  perseveres unti l  mean ingfu l  

change occurs.    57     

   problem formulation.   The stage of creative 

behaviour that involves identi fying  a  

problem  or an  opportun ity that requires a  

solution  as yet unknown.    429    

  problem  solving,   3 1 4 ,   3 1 5  ,   3 1 6 ,   3 1 8 ,   326   

   problem-solving (or process-improvement) 

team.   A group of 5  to 1 2  employees from  

the same department who meet for a  

few hours each  week to d iscuss ways of 

improving  qual i ty,  efficiency,  and  the work 

environment.    205    

   procedural  justice.   The perceived  fa i rness of 

the process used  to determine the d istribu-

tion  of rewards.    1 49   1 50   

   process conflict.   Confl ict over how work 

gets done.    31 0   31 1    

  process departmental ization,   458   

  process-improvement team,   205    

  process theories,   1 29   

 equ ity theory,   1 46  1 48 ,   1 47   f  

 expectancy theory,   1 35   1 38 ,   1 35   f ,   1 38  f  

 fa i r process and  treatment,   1 48  1 51   

 goal -setting  theory,   1 38  1 42  ,   1 40  f  

 reinforcement theory,   1 43   1 46  

 reward  system,  responses to,   1 46  1 53   

 self-determination  theory,   1 51   1 53   

 self-efficacy theory,   1 42   1 43  ,   1 42   f   

   processes.   Actions that individuals,  groups,  

and  organizations engage in  as a  result of 

inputs and  that lead  to certain  outcomes.    22     

  product departmental ization,   457   458   

   production-oriented  leader.   A leader who 

emphasizes the techn ical  or task aspects of 

the job.    383     

   productivity.   The combination  of the effec-

tiveness and  efficiency of an  organ ization.  

  24  ,   95  ,   1 80 ,   1 82  ,   229   f ,   476   

   profit-sharing  plan.   An  organ ization  wide 

incentive plan  in  which  the employer 

shares profi ts with  employees based  on  a  

predetermined  formula.    1 72    

  progress,   1 53    

  project team,   206   

   projection.   Attributing  ones own  character-

istics to other people.    43    44   

   promotion  focus.   A sel f-regulation  strategy 

that involves striving  for goals through  

advancement and  accompl ishment.    1 41     

   protected  groups.   The four groups desig-

nated  by the Employment Equity Act as 

the beneficiaries of employment equity 

(women,  people with  d isabi l i ties,  Aborig i-

nal  people,  and  visible m inori ties).    1 05    

  provincia l ,   1 07    

   proxemics.   The study of physical  space in  

interpersonal  relationsh ips.    254   255    

  psychological  contract,   343    

   psychological  empowerment.   Employees  

bel ief in  the degree to which  they affect 

their work environment,  their competence,  

the mean ingfu lness of their job,  and  their 

perceived  autonomy in  their work.    1 00    

  psychology,   8    

   psychopathy.   The tendency for a  l ack of 

concern  for others and  a  lack of gu i l t or 

remorse when  ones actions cause harm.  

  54   55    

  punctuated-equi l ibrium  model ,   2 1 5     2 1 6  ,  

 2 1 5   f   

   Punished by Rewards   (Kohn),   1 28 ,   1 77   1 78   

  pun ishment,   1 44   

  purpose,   451    

  Pygmal ion  effect,   46  ,   1 43     

  R 
  random socia l ization,   362   f   

   randomness error.   The tendency of ind i-

viduals to bel ieve that they can  predict the 

outcome of random  events.    421     

   rational.   Refers to choices that are consis-

tent and  value-maximizing  with in  specified  

constraints.    41 4    

   rational  decision-making  model.   A six-step 

decision-making  model  that describes how 

ind ividuals should  behave in  order to maxi-

mize some outcome.    41 4   41 5  ,   41 4  f   

  rational  persuasion,   282    

  rational i ty,  myth  of,   57    

  re-employment,   1 4  f   

  receiver,   248   

  recession,   1 3   1 5    

  recovering  organ ization,   452    

  reduced  hours,   1 5   f   

   referent power.   I n fluence based  on  posses-

sion  by an  ind ividual  of desi rable resources 

or personal  tra i ts.    279    

  reflected  best-self,   20    

   reflexivity.   A team  characteristic of reflect-

ing  on  and  ad justing  the master plan  when  

necessary.    228    

   refreezing.   Stabi l izing  a  change interven-

tion  by balancing  driving  and  restrain ing  

forces.    491     

   reinforcement theory.   A theory that says 

that behaviour i s  a  function  of i ts  conse-

quences.    1 43    1 46 ,   1 45   f   

  relation  confl icts,   59    

  relational  job design,   1 83   1 84   

   relationship conflict.   Confl ict based  on  

interpersonal  relationsh ips.    31 0   31 1    

  relationsh ip  confl icts,   230   

  relationsh ip-oriented  leaders,   384  385    

  relationsh ip  strength,   3 1 9    

  relaxation  techn iques,   1 23    

  rel ig ion-based  organization,   452    

   representative participation.   A system  in  

which  employees participate in  organ i-

zational  decision  making  through  a  smal l  

group of representative employees.    1 89    

  research  methods in  OB,   1 0   f   

  resistance,   279    

  resistance to change,   495   501   

 ind ividual  resistance,   496  497  ,   496  f  

 organ izational  resistance,   497   498 ,  

 498  f  

 overcoming,   498  500   

  resource a l location,   498   

  respect,   451    

   restraining  forces.   Forces that h inder move-

ment away from  the status quo.    492    

   restraint.   A national  cu lture attribute that 

emphasizes the importance of control l ing  

the gratification  of needs.    82     

  reti red,   1 4  f   

   reward  power.   Power that ach ieves compl i -

ance based  on  the abi l i ty to d istribute 

rewards that others view as valuable.  

  277      278   

  reward  system  

 bonus,   1 70  1 71   

 and  confl ict,   3 1 3   

 effective reward  systems,   1 67   1 78  

 el im ination  of rewards,   1 77   1 78  

 employee recognition  programs,   1 74  

 employee stock ownersh ip  plan  (ESOP),  

 1 72   1 73   

 flexible benefi ts,   1 73   1 74 ,   1 91   

 ga insharing,   1 71   1 72   

 group-based  incentives,   1 71   1 72   

 i nd ividual-based  incentives,   1 68  1 71   

 i n trinsic rewards,   1 74  

 management reward  fol l ies,   1 75   1 76 ,  

 1 75   f  

 meri t-based  pay plans,   1 69   

 organ izational-based  incentives,  

 1 72   1 73   

 pay structure,  establ i shment of,  

 1 67   1 68  

 piece-rate pay plan ,   1 69   

 profi t-sharing  plan ,   1 72   

 responses to,   1 46  1 53   

 ski l l -based  pay,   1 71   

 teams,   221     222   

 variable-pay programs,   1 68  1 73  ,  

 1 90  1 91    

  rewards 

 el im ination  of rewards,   1 77   1 78  

 extrinsic rewards,   1 51   1 52  ,   1 74 ,   1 78  

 g lobal  context,   1 92   f  

 i n trinsic rewards,   1 51   1 52  ,   1 74  

 and  organ izational  cu l ture,   367    

  rewards-personal  goals relationsh ip,   1 36  1 37    

   risk aversion.   The tendency to prefer a  sure 

gain  of a  moderate amount over a  ri skier 

outcome,  even  i f the riskier outcome 

might have a  h igher expected  payoff.    421     

  ri sk preference,   421    

  ri sk-taking,   348   

   rituals.   Repetitive sequences of activi ties that 

express and  reinforce the key values of the 

organ ization;  what goals are most impor-

tant;  and  which  people are important and  

which  are expendable.    355   356   
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  Rokeach  Value Survey (RVS),   80    

   role.   A set of expected  behaviours of a  

person  in  a  g iven  position  in  a  socia l  un it.  

  21 0  ,   223   225  ,   225   f   

   role ambiguity.   A person  i s unclear about 

h is or her role.    21 0    

   role confl ict.   A si tuation  in  which  an  ind i -

vidual  finds that complying  with  one role 

requirement may make i t more d ifficu l t to 

comply with  another.    21 0    

  role demands,   1 21    

   role expectations.   How others bel ieve a  

person  should  act in  a  g iven  si tuation.    21 0    

   role overload.   Too much  i s expected  of 

someone.    21 0    

  role stress,   1 24   

   role underload.   Too l i ttle  i s  expected  of 

someone,  and  that person  feels that he or 

she i s  not contributing  to the group.    21 0    

  romantic relationsh ips in  the workplace,   289  ,  

 290   

  ru les,   353    

  rumours,   258    

  S  
  Safe Schools Act,   250   

  safety needs,   1 29    

  sa lary,   1 5   f   

  sati sfaction,   1 32   f   

   satisficing.   To provide a  solution  that i s  both  

satisfactory and  sufficient.    41 7     

  sati sfiers,   1 31   f   

  scarci ty,   281    

  schedules of reinforcement,   1 44  1 46 ,   1 45   f   

  selection  process,   358   

   selective perception.   Peoples selective 

interpretation  of what they    see   based  on  

their interests,  background,  experience,  

and  atti tudes.    41   ,   251   252    

   self-actualization.   The drive to become 

what a  person  i s capable of becoming.  

  1 30    

   self-concordance.   The degree to which  a  

persons reasons for pursu ing  a  goal  are 

consistent with  the persons interests and  

core values.    1 52    

  self-determination,   285  ,   286  f   

   self-determination  theory.   A theory of 

motivation  that i s  concerned  with  the ben-

eficia l  effects of intrinsic motivation  and  

the harmful  effects of extrinsic motivation.  

  1 51    1 53    

  self-d irected  team,   205     206   

  self-efficacy,   1 22    

   self-efficacy theory.   I nd ividuals  bel iefs in  

their abi l i ty to perform  a  task influence 

their behaviour.    1 42   1 43  ,   1 42   f   

   self-fulfi l l ing  prophecy.   A concept that 

proposes a  person  wi l l  behave in  ways 

consistent with  how he or she i s  perceived  

by others.    46  ,   1 43    

  self-generated  feedback,   1 38   

  self-inside comparison,   1 47    

  self-interest,   496   

  self-leadersh ip,   397    

   self-managed  (or self-directed) team.   A 

group of 1 0  to 1 5  employees who take on  

many of the responsibi l i ties of their former 

managers.    205     206 ,   231    

  self-management,   397    

   self-monitoring.   A personal i ty tra it that 

measures an  ind ividual s abi l i ty to ad just 

behaviour to external ,  si tuational  factors.  

  56    

  self-motivation,   1 29    

  self-outside comparison,   1 47    

  self-promotion,   295   296   

  self-report measures,   47    

   self-serving  bias.   The tendency for ind ividu-

als to attribute their own  successes to 

internal  factors whi le  putting  the blame 

for fa i lures on  external  factors.    41   ,   67    

  sender,   248   

  sensing  types,   49    

  seria l  socia l ization,   362   f   

   servant leadership.   A leadersh ip  style 

marked  by going  beyond  the leaders 

own  self-interest and  instead  focusing  on  

opportun ities to help  fol lowers grow and  

develop.    402   403    

  service employees,   1 8    

  service organ izations,  and  effectiveness,   24   

   sexual  harassment.   Unwelcome behaviour 

of a  sexual  nature in  the workplace that 

negatively affects the work environment or 

leads to adverse job-related  consequences 

for the employee.    288     290   

  sh irkers,   236   

  short-term  assignee,   1 5   f   

   short-term orientation.   A national  cu l ture 

attribute that emphasizes the past and  

present,  respect for trad ition,  and  fu lfi l l -

ment of socia l  obl igations,    82     

  si lence,   253   254   

  si los,   457    

   simple structure.   An  organ izational  design  

characterized  by a  low degree of depart-

mental ization,  wide spans of control ,  

authority central ized  in  a  sing le person,  

and  l i ttle  formal ization .    462   463    

   single-loop learning.   A process of correct-

ing  errors using  past routines and  present 

pol icies.    504    

  si tuation,   39    

  S i tuational  Judgment Test of Emotional  Intel l i -

gence (SJT of E I ),   63    

   Situational  Leadership (SL).   A leadersh ip 

theory that focuses on  the readiness of 

fol lowers.    385  ,   386  f   

   skil l -based  pay.   An  ind ividual  based  incen-

tive plan  that sets pay levels on  the basis 

of how many ski l l s  employees have or how 

many jobs they can  do.    1 71     

   skil l  variety.   The degree to which  the job 

requires a  variety of d i fferent activi ties.    1 79    

  ski l l s  development 

 changing  atti tudes,   1 1 6   1 1 7   

 charisma,   41 0  41 1   

 creative problem  solving,   446  447   

 delegation  of authori ty,   484  485   

 development of,   32   35   

 effective l i sten ing,   272   273   

 enriched  jobs,  design ing,   1 99   201   

 goal  setting,   1 62   1 63   

 negotiation,   338  339   

 organizational  change,   51 3   51 5   

 pol i ticking,   305     307   

 reading  an  organ izations cu lture,  

 375   377   

 reading  emotions,   76   77   

 team  meeting,   238    239    

  smal l -group networks,   257  ,   257   f   

  smal l  organ ization,   365    

  SMART goals,   1 40   

  smi les,   64   

  smooth ing,   3 1 6   

  socia l  capita l ,   243    

  socia l  cogn itive theory,   1 42   1 43    

  socia l  context of work,   1 88   

  socia l  learn ing  theory,   1 42   1 43    

   social  loafing.   The tendency for ind ividu-

a l s  to  expend  less effort when  working  

col lectively than  when  working  ind ividu-

a l ly.    226    

  socia l  media,   261   262  ,   268   

  socia l  needs,   1 29    

  socia l  psychology,   8    

  socia l  support,  and  stress,   1 22  ,   1 23    

  socia l  trends,   489   

   socialization.   The process that adapts new 

employees to an  organ izations cu lture.  

  359   363  ,   360  f ,   362   f   

   socialized  charismatic leadership.   Leader-

sh ip  that conveys values that are other-

centred   vs.   self-centred  and  models eth ical  

conduct.    401     

  socia l ly responsible organ ization,   452    

  sociology,   8    

  South  Asia,   91   92    

   span  of control.   The number of employees 

that report to a  manager.    460   461  ,   460  f   

  specific goals,   1 40   

  spi ri tual  organ ization,   450  452    

  spi ri tual i ty.     See   workplace spiri tual i ty  

  stabi l i ty,   348   

   stereotyping.   J udging  someone on  the basis 

of ones perception  of the group to which  

that person  belongs.    44   45    

  stock analyst recommendations,   1 37    

  stories,   355    

   storming.   The second  stage in  group 

development,  characterized  by intragroup 

confl ict.    21 4  ,   2 1 6    

   stress.   An  unpleasant psychological  process 

that occurs in  response to environmental  

pressures.    22   ,   1 1 8   1 25  ,   1 1 9   f  

 behavioural  symptoms,   1 22   

 causes of,   1 20  1 21   

 consequences of,   1 21   1 22   

 environmental  factors,   1 20  

 i nd ividual  d i fferences,   1 22   1 23   

 i nd ividual  stress management,   1 23   
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 and  job experience,   1 22   

 jobs and  stress levels,   1 1 9  ,   1 20  

 management of,   1 23   1 25   

 mean ing  of,   1 1 9   1 20  

 organ izational  factors,   1 20  1 21   

 organ izational  stress management,  

 1 23   1 25   

 and  perception,   1 22   

 personal  factors,   1 21   

 and  personal i ty,   1 22   1 23   

 physical  activi ty,   1 23   

 physiological  symptoms,   1 21   1 22   

 psychological  symptoms,   1 22   

 relaxation  techn iques,   1 23   

 role stress,   1 24  

 and  socia l  support,   1 22  ,   1 23   

 time-management techn iques,   1 23    

   strong culture.   A cu lture in  which  the 

core values are intensely held  and  widely 

shared.    354    

  structural  inertia,   497    

  structural  variables,   3 1 3  ,   3 1 6 ,   502    

   subcultures.   M in i -cu ltures with in  an  orga-

n ization,  typical ly defined  by department 

designations and  geographical  separation.  

  353     

  substi tutes for leadersh ip,   388  389 ,   388  f   

  supportive leader,   386   

   surface acting.   H id ing  ones inner feel ings to 

d isplay what i s  expected.    60  ,   328   

  surveys,   1 0   f   

   systematic study.   Looking  at relationships,  

attempting  to attribute causes and  effects,  

and  drawing  conclusions based  on  scien-

tific evidence.   9  ,    1 0   1 1     

  T 
  target (of perception),   39    

   task conflict.   Confl ict over content and  

goals of the work.   229   230 ,    31 0   31 1    

  task demands,   1 21    

   task identity.   The degree to which  the job 

requires completion  of a  whole and  identi -

fiable piece of work.    1 79    

  task-oriented  leaders,   384  385    

   task-oriented  roles.   Roles performed  by 

group members to ensure that the tasks of 

the group are accompl ished.    224    

   task performance.   D iscretionary behaviour 

that i s  not part of an  employees formal  

job requirements,  but that nevertheless 

promotes the effective function ing  of the 

organ ization.    22     

   task significance.   The degree to which  the 

job has a  substantia l  impact on  the l ives or 

work of other people.    1 79    

  task structure,   384 ,   385    

   team.   A smal l  number of people who work 

closely together toward  a  common  objec-

tive and  are accountable to one another.  

  204   

    see also   g roup 

 competitive teams,  and  cooperation,  

 221   222   

 conformity,   2 1 2   

 cross-functional  (or project)  team,   206  

 development stages,   2 1 3     2 1 6  ,   2 1 3   f  

 effective teams.     See   effective teams 

 efficacy,   228    229   

 empowerment,   234  

 five-stage model ,   2 1 3     2 1 5  ,   2 1 3   f  

 g lobal  context,   231     232   

 from  ind ividual  to team  member,  

 209     2 1 2   

 l eadersh ip,   2 1 9     220 ,   225  ,   397   398  

 multi team  systems,   208  

 norms,   2 1 0     2 1 2   

 populari ty of,   204  

 problem-solving  (or process-

improvement)  team,   205   

 punctuated-equi l ibrium  model ,  

 2 1 5     2 1 6  ,   2 1 5   f  

 roles,   2 1 0   

 self-managed  (or self-d irected) team,  

 205     206 ,   231   

 size,   225     226  

 and  socia l  loafing,   226  

 team  charter,   2 1 1   

 turn ing  around  a  losing  team,   209   

 types of teams,   204    208 ,   205   f  

 vi rtual  team,   206    208  

 when  inappropriate,   230    231    

  team  orientation,   348   

  teamwork ski l l s,   222  ,   223   f   

  technological  change,   1 20   

   technology.   The way in  which  an  organ i-

zation  transfers i ts  inputs into outputs.  

  473    474   

   telecommuting.   Working  from  home at 

least two days a  week on  a  computer that 

i s  l inked  to the employers office.    1 86   1 88 ,  

 1 92    

  teleworking,   1 86  1 88   

  temporary employee,   1 4  f   

   terminal  values.   Goa ls  that ind ividu-

a l s  would  l ike  to  ach ieve  during  thei r 

l i fetime.    80    

  text messaging  (TM),   261    

   Theory X.   The assumption  that employees 

d isl ike work,  wi l l  attempt to avoid  i t,  and  

must be coerced,  control led,  or threatened  

with  pun ishment to ach ieve goals.    1 28  ,  

 1 66   

   Theory Y.   The assumption  that employees 

l ike work,  are creative,  seek responsibi l -

i ty,  and  wi l l  exercise sel f-d i rection  and  

self-control  i f they are committed  to the 

objectives.    1 28    

   th in  sl ices,   56    

  th inking  types,   49    

  th ird  party negotiations,   330  332    

  threat to expertise,   497    

   three-stage model  of creativity.   The 

proposi tion  that creativi ty involves three 

stages:  causes (creative potentia l  and  

creative environment),  creative behaviour,  

and  creative outcomes (innovation).  

  428  ,   428  f   

  time-management techn iques,   1 23    

  time off,   1 5   f   

  toxic boss,   343  ,   344   

  toxic organ ization,   343   345    

  toxic workplaces,   341    

  trad ing  blocs,   1 6    

  Tra it Emotional  Intel l igence Questionnaire,   63    

   trait theories of leadership.   Theories that 

consider personal  qual i ties and  charac-

teristics that d i fferentiate leaders from  

non leaders.    380   382    

   transactional  leaders.   Leaders who gu ide 

or motivate their fol lowers in  the d irection  

of establ i shed  goals by clarifying  role and  

task requirements.    392  ,   392   f   

  transcendence of sel f,   449   

   transformational  leadership.   Leaders who 

inspire fol lowers to transcend  their own  

sel f-interests and  who are capable of hav-

ing  a  profound  and  extraordinary effect on  

fol lowers.    392   395  ,   392   f   

  trust,   240  245   

 consequences of,   242   

 determinants of,   241   

 i dentification-based  trust,   399   

 l ack of,   496  

 and  leaders,   242   243   

 principles of,   242   

 socia l  capita l ,   243   

 and  teams,   220    221  ,   243   244  

 and  workplace spiri tual i ty,   451    

  turnover,   23  ,   97  ,   98 ,   1 83    

  twin  studies,   48   

   two-factor theory.   A theory that relates 

intrinsic factors to job satisfaction  and  

associates extrinsic factors with  d issatisfac-

tion .  Also cal led  the motivationhygiene 

theory .   1 30  1 32  ,    1 31      

  U  
   uncertainty avoidance.   A national  cu lture 

attribute that describes the extent to 

which  a  society feels threatened  by uncer-

tain  and  ambiguous si tuations and  tries to 

avoid  them.    82     

  underemployed,   1 4  f   

  underuti l ized,   1 4  f   

  unemployed,   1 4  f   

   unfreezing.   Change efforts to overcome the 

pressures of both  ind ividual  resistance and  

group conformity.    491   ,   492   f   

  un ions 

 col lective bargain ing,   337   338  

 and  job redesign,   1 82   

 l abour relations d ispute,   331   

 un ion  employee,   1 5   f   

  Un i ted  States,   88 ,   89   f ,   1 09  ,   1 70  1 71    

   unity of command.   The idea  that a  subor-

d inate should  have on ly one superior to 

whom he or she i s  d i rectly responsible.    459    

   uti l itarianism.   A decision  focused  on  out-

comes or consequences that emphasizes 

the greatest good  for the greatest number.  

  432  ,   433     
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  V 
   valence.   The value or importance an  ind i -

vidual  places on  a  reward.    1 36   1 37    

   value system.   A h ierarchy based  on  a  rank-

ing  of an  ind ividual s  va lues in  terms of 

their intensi ty.    80    

   values.   Basic convictions that a  specific mode 

of conduct or end-state of existence i s  per-

sonal ly or social ly preferable to an  opposite 

or converse mode of conduct or end-state 

of existence;  the stable,  long-lasting  bel iefs 

about what is  important.    80  ,    349   350  

 Aborig inal  va lues,   90   91   

 Anglophone values,   88  90  

 Asian  values,   91   92   

 Baby Boomers,   1 66  f  

 i n  Canadian  workplace,   84  92  ,   85   f  

 core values,   353   

 cu l tural  va lues,  assessment of,   81   84  

 Francophone values,   88  90  

 generational  d i fferences,   85   87   

 Hodgsons general  moral  principles,  

 80   81   

 i nstrumental  va lues,   80   

 M i l lenn ia ls,   1 66  f  

 Rokeach  Value Survey (RVS),   80   

 terminal  va lues,   80    

  va lues-based  organ ization,   452    

   variable-interval  schedule.   The reward  i s  

g iven  at variable time intervals.    1 45    

   variable-pay programs.   A pay plan  that 

bases a  portion  of an  employees pay 

on  some ind ividual  and/or organ iza-

tional  measure of performance.    1 68   1 73  ,  

 1 90  1 91    

   variable-ratio schedule.   The reward  i s  g iven  

at variable amounts of output.    1 45    

  variable socia l ization,   362   f   

  verbal  persuasion,   1 43    

  vicarious model l ing,   1 43    

  violence in  the workplace,   341   342    

  vi rtual  employee,   1 5   f   

  vi rtual  office,   1 87    

   virtual  organization.   A continual ly evolv-

ing  network of i ndependent compan ies

suppl iers,  customers,  even  competi tors

l inked  together to  share  ski l l s,  costs,  

and  access to  one anothers  markets.  

  467    468 ,   468  f ,   469    

   virtual  team.   A team  that uses computer 

technology to tie  together physical ly 

d ispersed  members in  order to ach ieve a  

common  goal .    206     208   

  vi sa  employee,   1 5   f   

   vision.   A long-term  strategy for attain ing  a  

goal  or goals.    390    

   vision  statement.   A formal  arti cu lation  

of an  organ ization s  vi sion  or m i ssion .  

  390    

  vi sionaries,   49    

  vi ta l i ty,   367    

   voice.   D i ssatisfaction  expressed  by actively 

and  constructively attempting  to improve 

conditions.    98    

  volati l i ty,   474    

  W 
  weak cul ture,   354 ,   365    

  wheel ,   257    

   whistle-blowers.   I nd ividuals who report 

uneth ical  practices by their employer to 

outsiders.   20  ,    432    

  win-lose si tuation,   3 1 4 ,   321    

  win-win  si tuation,   3 1 4 ,   3 1 8 ,   324   

   withdrawal  behaviour.   The set of actions 

employees take to separate themselves 

from  the organ ization.    23     

  work context,   1 88   

  work environment,   20    

  work from  home,   1 5   f ,   475    

   work special ization.   The degree to which  

tasks in  the organ ization  are subdivided  

into separate jobs.    456   457  ,   476   

  workahol ism,   1 22    

   workforce diversity.   The m ix of people in  

organ izations in  terms of gender,  race,  

ethn ici ty,  d i sabi l i ty,  sexual  orientation,  

age,  and  demographic characteristics such  

as education  and  socio-economic status.  

  1 6    1 7  ,   1 02   1 08  

 concerns about,   1 04  

 cu l tural  intel l igence (CQ),   1 07   1 08 ,  

 1 08  f  

 d iversi ty activities,   1 05   f  

 effective d iversity programs,   1 03   1 07   

 management of,  across cu l tures,   1 1 0    

  workplace affairs,   289  ,   290   

  workplace bu l lying,   287   288 ,   340  345    

  workplace d iversi ty.     See   workforce d iversity  

  workplace harassment,   287     290   

   workplace spiritual ity.   The recognition  that 

people have an  inner l i fe  that nourishes 

and  i s  nourished  by mean ingfu l  work that 

takes place in  the context of community.  

 448  453  ,    449   

 cri tici sms of spiri tual i ty,   452   453   

 growing  interest in ,   449  

 humanistic work practices,   451   

 m indfu lness,   449  450  

 organ izational  models,   452   

 purpose,  sense of,   451   

 spiri tual  organ ization,   450  452   

 toleration  of employee expression,  

 451   452   

 trust and  respect,   451    

  workplace violence,   341   342    

  world  pol i tics,   489    

  Y 
  yield ing,   3 1 4 ,   3 1 6   

  young  organ ization,   365     

  Z  
  zero acquaintance approach,   56    

  zero-sum  si tuation,   3 1 4 ,   321       
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  Abbott,  Matt,   289    

  Aborig inal  Peoples Television  Network,   6    

  Abosch,  Ken,   1 69    

  Adams,  J .  Stacy,   1 47    

  Addison,  Kevin  Douglas,   342    

  Admiral ,   368   

  Adobe Systems,   1 24 ,   371    

  Agrium,   6    

  AIG ,   1 70   

  Ainsworth,   91    

  Ai r Canada,   4 ,   348 ,   368   

  Ai rAsia,   368   

  Alcan,   91    

  Alcohol ics Anonymous,   452    

  Alexis  C reek First Nations,   90    

  Al iments Ouimet-Cordon  B leu,   450 ,   

451  ,   453    

  Al lport,  Gordon,   47    

  Al tman,  Rick,   271    

  Amazon,   1 1  ,   75  ,   304   

  Amazon.ca,   468   

  Amberwood  Doors,   448   

  America  On l ine (AOL),   364   

  American  Express,   74 ,   1 24 ,   371  ,   470   

  Ancona,  D. ,   224  n    

  Anderson,  Cameron,   301    

  Anderson,  David,   1 99    

  Anderson,  J .R,   1 4  n    

  Anderson,  Lynne,   341    

  AOL Time Warner,   364   

  Aon  Hewitt,   1 69    

  Apl in ,  David,   243    

  Apol lo Health  and  Beauty Care,   283    

  Apple,   1 6  ,   30   31  ,   41  ,   49  ,   441  ,   472  ,   477  ,  

 480 ,   483  ,   51 3    

  Applebees,   303    

  ArcelorM ittal  Dofasco,   1 68   

  Argonauta  Strategic Al l iances Consulting,  

 450   

  Arizona  State Un iversi ty,   449   
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  Ashforth ,  B lake,   449   

  Asianera,   400  f   

  Aspinwal l ,  Li sa,   371    

  Assured  Logistics,   468   
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  Athabasca  Un iversity,   91    

  AT&T,   49  ,   477    

  Augla ize Provico,   367    

  Automattic Inc. ,   469    

  Azar,  Ofer H . ,   41 8 ,   41 9     

  B  
  Ba idu,   503   f   

  Bakan,  Joel ,   437    

  Baker,  Richard,   501    

  Baker & McKenzie,   329   f   

  Ba l thazard,  M ichel ,   1 1 3    

  Bank of America,   1 70   

  Bank of Montreal  (BMO),   1 70 ,   1 87  ,   355    

  Barl ing,  Ju l ian ,   288   

  Barnes & Noble,   445    

  Bass,  B .  M . ,   392   n    

  BBDO Canada,   23    

  BC  Government,   308 ,   309  ,   3 1 4 ,   3 1 8 ,   320 ,  

 325    

  BC  Human  Rights Tribunal ,   42  ,   1 1 8    

  BC  Hydro,   1 05   e    

  BC  Medical  Association,   1 33   f   

  BC  Rai l ,   337    

  BC  Supreme Court,   309  ,   3 1 8 ,   522    

  BC  Teachers  Federation  (BCTF),   308 ,   309  ,  

 3 1 8 ,   320 ,   325    

  Bean  North  Caf,   449   

  Beersma,  B . ,   3 1 5   n    

  Bel l ,  Don,   352    

  Benefits by Design,   256   

  Ben ioff,  Marc,   1 00   

  Benn is,  W. ,   247    

  Berdah l ,  Jenn ifer,   2 1 9  ,   342    

  Bergman,  J .  Z. ,   55   n    

  Bergman,  S.  M . ,   55   n    

  Berksh ire Hathaway,   75  ,   480   

  Best Buy,   1 39  ,   1 87    

  Beth  I srael  Deaconess Medical  Center,   374   

  Betts,  John,   491   n    

  Bezos,  Jeff,   75    

  Bhave,  Davasheesh,   1 80   

  Bhawuk,  P.  S. ,   292   n    

  B idadi ,  Ash ish ,   247  ,   251  ,   255    

  B i rk fami ly,   464   

  B i rks,   464   

  B i son  Transport,   348   

  B lack,  J .  S. ,   280  n    

  B lackBerry,   470   

  B lakely,  Sara,   445    

  B lanchard,  Ken,   384 ,   385    

  B londin ,  Jocelyn,   250   

   Bloomberg News  ,   6    

  BMO Financia l ,   450   

  BMW,   1 6  ,   465    

  BMW Group,   470  f   

  Boeing,   20  ,   465  ,   477    

  Boekhoff,  Ia in ,   289    

  Bol ino,  M .  C . ,   1 5   n    

  Bombardier,   456   

  Bond,  M ichael ,   82    

  Boston  Bru ins,   425   f   

  Bostrom,  N ick,   66    

  Bouchard,  Eugenie,   279    

  Boucher,  Meredith ,   340   

  Bradburn,  Jen ,   375    

  Bradshaw,  Patricia,   276   

  Brandon  Pol ice Services,   41 3    

  Branson,  Richard,   1 8   f ,   358 ,   406   

  Brazier,  Brendan,   429    

  Bridgestone,   270   

  Bri ti sh  Columbias Motor Veh icle Branch,   330   

  Broad  Air Condition ing,   363   f   

  BroadbandTV,   430  f   

  Bronfman  fami ly,   464   

  Brooks,  Bonn ie,   487  ,   491  ,   495  ,   501  ,   502    

  Brotheridge,  Cleste,   287    

  Brown,  Dan,   374   

  Brown,  Den ise,   373    

  Brown,  Susan,   355    

  Brunel lo Cucinel l i ,   473    

  Buber,  Martin ,   452    

  Buckingham,  Marcus,   409   

  Buffett,  Warren,   75  ,   480   

  Burberry,   491    

  Burger King,   1 5  ,   361   f   

  Burton,   1 35     

  C 
  Ca lgary Stampede,   347  ,   354 ,   357  ,   358 ,   365    

  Ca lgary Transi t,   407    

  Cameco Corp. ,   1 05   e    

  Cameron,  K,   32   n    

  Campbel l  Soup,   23  ,   400   

  Canada  Post,   468   

  Canada  Revenue Agency,   41 5    

  Canadian  Board  Diversity Counci l ,   1 06   

   Canadian Business  ,   361   f   

  Canadian  Counci l  for Aborig inal  Business,  

 264  f   

  Canadian  Footbal l  League (CFL),   209    

  Canadian  Heart & Stroke Foundation,   1 25    

  Canadian  Human  Rights Commission,   51 1    

  Canadian  Imperia l  Bank of Commerce (C IBC ),  

 1 05   e  ,   41 5    

  Canadian  Initiative on  Workplace Violence,   342    

  Canadian  Management Centre,   1 01  ,   243    

  Canadian  Mental  Health  Association,   1 05   e  ,  

 1 25    

  The Canadian  Press,   1 26   
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  Canadian  Tire,   489  f   

  Canadian  Un ion  of Publ ic Employees (CUPE),  
 1 62    

  Cantwel l ,  Ju l ianna,   1 86   

  Cappel l i ,  Peter,   3 1    

  Caprice,   506  f   

  Carl ,  Dale,   403    

  Carleton  Un iversi ty,   289    

  Carnegie-Mel lon  Un iversity,   328   

  Carstons,  Rob,   408   

  Carter,  Nancy,   246   

  Cartoon  Network (Canada),   79    

  Casino Windsor,   1 28   

  Casmir,  Fred,   264   

  Cassaday,  John,   79    

  Caterpi l lar,   472    

  CBC ,   340 ,   495    

  Celestica  Inc. ,   1 97   e  ,   279    

  Century M in ing  Corporation,   34   

  C FL.     See   Canadian  Footbal l  League (CFL)  

  Chakra,  Al ,   237    

  Chambers,  John,   391   f   

  Chapman,  David,   5   f   

  Chapman,  Penny,   5   f   

  Chapmans Ice C ream,   5    
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  Chen,  G . ,   223   n    
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  Chen,  Y.  P,   1 5   n    

  Chennault,  Ken,   470   

  Ch ib,  Vikram,   1 99    
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  Chu,  Calvin ,   247  ,   251  ,   255    
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  C i sco,   271  ,   391   f   

  C i sco (Canadian  d ivision),   1 87    
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  Cueto,  Francisco Del ,   1 04  f   
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  DECO Labels and  Tags,   283    
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  DeNA,   41 6  f   
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  Equ i lar,   1 97    

  Erez,  M iriam,   237    

  Ericsson,   356   

  Ernst & Young,   87  ,   1 06   
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  Future of Humanity Institute (Un iversi ty of 
Oxford),   66    

  Future Shop,   488    

  G  
  G  Adventures,   348   

  Gage,  Andrew,   90    

  Gagn,  Marylne,   1 80   

  Galbraith ,  John  Kenneth,   238   

  Gal lup,   1 28 ,   367  ,   409    

  Garnett,  Susan,   347    

  Gartner Inc. ,   261    

  Gates,  B i l l ,   75    

  Gawker,   275    

   Gazette  ,   289   

  GE.     See   General  E lectric (GE)   

  General  E lectric (GE),   1 1  ,   20  ,   49  ,   1 39  ,   363   f ,  
 404 ,   468  469   

  General  M i l l s,   1 24   

  George,  B i l l ,   262    

  Georgia  Tech,   445    

  G ichuru,  Peter Mokua,   42    

  G i l lespie,  Kerry,   1 46   

  G i lmore,  D.  C . ,   292   n    

  G iovinazzo,  Gemma,   1 02    

  G ladwel l ,  Malcolm,   253  ,   421    

  G lazier Group,   408   

   Globe and Mail ,   275  ,   291    

  GM  Canada,   1 68   

  Godbout,  Nathal ie,   1 1 8   

  Goldman  Sachs,   1 70  1 71    

  Gonzalez,  Maria,   450   

  Goodfish  Lake Development Corporation  
(GFLDC),   1 86   

  Google,   20  ,   87  ,   1 28 ,   1 61  ,   354 ,   374 ,   375  ,  
 474 ,   480   

  Google+,   262    

  Google Hangouts,   255    

  Government of Canada,   81  ,   520  521    

  Gow-Jarrett,  Ch loe,   1 3    

  G raduate School  of Business (Stanford  Un i-
versity),   246 ,   342    

  G rant,  Adam,   371    

  G rant MacEwan  Col lege,   357    

  G ratton,  Linda,   1 1 3    

  G reat Li ttle  Box Company (GLBC ),   285   f   

  G reene,  John,   1 00   

  G reenForest,   237    

  G reenh i l l ,  Alexandra,   1 33   f   

  G ringrasm,  Jacques,   453    

  G roupon,   480   

  G roysberg,  B . ,   1 91   n    

  G ruman,  Jamie,   361  ,   450    

  H  
  Habaero Consulting  Group,   1 9    

  Habitat for Humanity,   500 ,   501    

  Hackman,  J .  R. ,   200  n    

  Hackman,  J .  Richard,   1 79  ,   1 80  n    

  Hackman,  Richard,   2 1 9    

  Hamer,  Stephen,   260  f   

  Hammond,  Larry,   367    

  Hancock,  B . ,   1 5   n    

  Harary,  Ronnen,   53   f   

  Harper,  Stephen,   43    

  Harpo Productions,   445    

   Harvard Business Review ,   371    

  Harvard  Business School ,   365  ,   464 ,   493    

  Harvard  Kennedy School ,   399    

  Harvard  Un iversi ty,   1 79  ,   2 1 9  ,   261   262  ,   449   

  Hawthorne,   433   f   

  HAXLR8R,   247    

  HBO Canada,   79    

  Health  Canada,   1 04   

  Hei fetz,  Ronald,   399    

  Henki l ,   270   

  Hersey,  Pau l ,   384 ,   385    

  Hershcovis,  Sandy,   288   

  Herzberg,  Frederick,   1 29  ,   1 30 ,   1 31   n  ,   1 32  ,  
 1 34 ,   1 57  ,   1 66 ,   1 90   

  Heward,  Lyn,   203    

  Hewitt Associates,   1 68   

  Hewlett,  S.  A,   1 66   

  Hewlett-Packard,   363  ,   451  ,   469  ,   472  ,   483    

  H ickey,  C l i ff,   91    

  H igg ins,  Chris,   1 1 9    

  H igg ins,  Christopher,   244   

  H i l l ,  Dan,   75    

  H i l l ,  Vernon,   1 39   f   

  H i tler,  Adolf,   400   

  H&M,   472    

  Hoas Tool  Shop,   429    

  Hodgson,  Kent,   80  ,   81    

  Hofstede,  Geert,   81  ,   82  ,   83   n  ,   84 ,   438   

  Hol land  Col lege,   1 01    

  Hol l inger International ,   81    

  Holmes,  Ryan,   1 65  ,   1 67  ,   1 88   

  Holt Renfrew,   491    

  Home Depot,   1 6    

  Homuth,  Zak,   260  f   

  Honda,   1 5  ,   268   

  Honeywel l  International ,   480   

  Hong  Kong  Disneyland,   96   f   

  Hootsuite,   1 65  ,   1 67  ,   1 88   

  Hospita l i ty Workers Train ing  Centre (HWTC),  
 433   f   

  Hough,  L.  M . ,   3 1 5   n    

  House,  Robert,   385  ,   389    

  HSBC  Hold ings,   461    

  HSBC  Ind ia,   278  f   

  Hudsons Bay Co.  (HBC ),   461  ,   486 ,   487  ,   491  ,  
 495  ,   501   502    

  Human  Resources and  Ski l l s  Development 
Canada,   500   

  Humane Society,   1 51    

  Hunt,  J .  G . ,   490  n    

  Husky In jection  Mold ing  Systems,   356   

  Hydro One,   1 70 ,   450   

  Hydro-Qubec,   458  f   

  Hydro-Qubec Distribution,   458  f   

  Hydro-Qubec quipement et services par-
tags/Socit d nergie de la  Baie James,  
 458  f   

  Hydro-Qubec Production,   458  f   

  Hydro-Qubec Transnergie,   458  f    

  I  
  I  Love Rewards,   1 72    

  IBM,   81  ,   82  ,   231  ,   237  ,   262  ,   3 1 2   f ,   356 ,   371  ,  
 408 ,   435  ,   465    

  Ibrah im,  Wadood,   2 1 9   f   

  Iker,  J im,   320   

  Immelt,  Jeff,   20    

  Inesi ,  Ena,   277    

  In formation  Services Corporation,   1 04   

  Ingersol l ,  Joel ,   271    

  InnoVisions Canada,   1 87   f   

  In tel  Corp. ,   1 24 ,   238   

  In ternational  Labour Organization  (ILO),   342    

  In ternational  Monetary Fund  (IMF),   329   f   

  In ternational  Olympic Committee,   227   f   

  In ternational  Paper,   367    

  Ipsos Reid,   88 ,   89   n  ,   1 01  ,   1 1 9  ,   243  ,   259    

  iQmetrix Software Development,   284   

  I rving  fami ly,   464    

  J  
  J avidan,  Mansour,   403    

  J azz Aviation,   6  ,   1 05   e    

  J .D.  I rving,   464   

  J ean,  M ichal le,   389    

  J ermier,  J .  M . ,   388  n    

  J ive,   262    

  Job,  Steve,   483    

  Jobs,  Steve,   30  ,   441    

  Joe Fresh,   435   f   

  John  Molson  School  of Business (Concordia  
Un iversi ty),   1 80 ,   298   

  Johns,  G . ,   1 79   n    

  Johnson,  Kim,   373    

  Joly,  Hubert,   1 39    

  Jonason,  P.  K. ,   345    

  Jones,  Earl ,   247    

  Jones,  Jason,   271    

  Judge,  T.  A. ,   94  n    

  Juna  Consulting,   1 86    
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  Kahn,  Cheryl ,   408   

  Kalypso LP,   469   

  Kandola,  B inna,   1 1 3    

  Kant,  Immanuel ,   452    

  Kanter,  Rosabeth  Moss,   399    

  Kanungo,  R.N,   390  n    

  Kel leher,  Herb,   355   f   

  Kel ly,  Norm,   275  ,   277    

  Kelman,  G lenn,   1 98   

  Kennedy,  John  F. ,   401    

  Kensing,  K,   84  n  ,   94  n    
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  KFC ,   226  f   
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  Kidwai ,  Naina  Lal ,   278  f   

  Kielburger,  C raig,   389  ,   402   f   

  King,  Martin  Luther J r. ,   399  ,   401    

  Kingsbury,  M ikal ,   421    

  Kipps,  Jason,   72    

  Ki tagawa,  H idekazu,   321   f   

  Kleinfeld  Bridal ,   491    

  Kl imoski ,  R.  J . ,   223   n    

  Kluwer,  E.  S. ,   3 1 5   n    
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  Koeppen,  N . ,   1 5   n    
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  Kotter,  John,   365  ,   493   n  ,   496  n    

  KPMG,   74 ,   1 06 ,   371    

  Kraimer,  M .  L,   1 5   n    

  Kramer,  Roderick,   246 ,   247    

  Kray,  Laura,   329    

  Kuntz E lectroplating,   289    

  Kutcher,  Ashton,   37    

  Kwon,  Charlotte,   451    

  Kyocera,   374    

  L 
  Labour Relations Board,   34   

  Labows,  Greg,   3 1 2   f   

  Lagarde,  Christine,   329   f   

  La l ibert,  Guy,   03    

  Lane C rawford  Joyce Group,   491    

  Langer,  E l len  J . ,   449 ,   450   

  Langton,  Nancy,   221    

  Lan inge,  N iklas,   429    

  Lansing,   1 6    

  LaPierre,  Louis,   296   

  Laprise,  M ichel ,   2 1 3    

  Laraque,  Georges,   1 07    

  Latham,  G .  P. ,   1 40  n  ,   1 42   n    

  Latham,  Gary,   1 39  ,   1 59    

  Laval  Un iversi ty,   89  ,   341    

  Lavoie,  Luc,   1 62    

  Law Society of Briti sh  Columbia,   41  ,   42    

  Lawless,  Gary,   209    

  Lawson  Creamer,   1 1 8   

  Lawtons Drugs,   250 ,   250  f   

  Lazear,  Ed,   1 73    

  Lee,  Denn is,   1 98   

  Lee,  L.  -E. ,   1 91   n    

  Legarde,  Christine,   329    

  Lehman  Brothers,   1 70   

  Leighton,  David,   391    

  Lengel ,  R.  H . ,   249   n    

  Lepper,  Mark,   1 98   

  Leskew,  Kira,   448   

  Lettuce Eatery,   46   

  Lewicki ,  R.  J . ,   321   n  ,   324  n    

  Lewin,  Kurt,   491  ,   509    

  Leyen,  Jenn ifer,   345    

  Lingnan  Un iversi ty,   3 1 9    

  LinkedIn ,   1 28 ,   261  ,   270   

  Li sson,  Li sa,   408   

  Li tterer,  J .  A. ,   321   n    

  Liu ,  Grace,   400  f   

  Loblaw Companies,   1 04 ,   435   f   

  Locke,  E.  A. ,   1 40  n  ,   1 42   n    

  Locke,  Edwin,   1 59    

  London  School  of Business,   1 07  ,   277    

  Long,  Charles,   289    

  Lord  & Taylor,   501    

  LOreal ,   279   

  Lorton  Data,   271    

  Lou is Vu itton,   206  f   

  LoVecch io,  M ike,   337    

  Lowery,  David,   98  n    

  Lowes,   1 6    

  Lululemon Athletica,   3  ,   4 ,   6   7  ,   1 3  ,   30  31  ,   468   

  Lynch,  Merri l l ,   477     

  M  
  Ma,  Pony,   1 70  f   

  MacDonald,  Sandy,   1 86   

  Mach iavel l i ,  N iccol,   53    

  MacKay,  Noel ,   1 24   

  MacLel lan ,  Bruce,   242    

  MacPherson,  Charles  the Butler,   1 01  ,   1 02    

  Madoff,  Bern ie,   247    

  Magna  International ,   358 ,   389    

  Maiwa,   449 ,   451    

  Makosinski ,  Ann,   87    

  Mandela,  Nelson,   399    

  Man itoba  Human  Rights Commission,  

 41 3  ,   432    

  Marshal l ,  David,   455  ,   467    

  Martineau,  Jarrett,   43   f   

  Mary Kay Cosmetics,   1 37   f   

  Maslow,  Abraham,   1 29  ,   1 30 ,   1 34 ,   1 55  ,   1 66 ,  

 450   

  Masran i ,  Bharat,   396  f   

  Mayes,  Wendy,   270   

  McAra,  Samantha,   88   

  McCain  fami ly,   464   

  McCain  Foods,   464   

  McC lel land,  David,   1 29  ,   1 32  ,   1 33  ,   1 34 ,   1 57  ,  

 301    

  McC leod,  Peggy,   389    

  McDonald,  Robert,   1 39    

  McDonalds,   1 5  ,   1 82  ,   303  ,   341  ,   456 ,   462  ,  

 472  ,   477    

  McDonalds Canada,   491   f   

  McEwan,  Grant,   357    

  McGee,  Linda,   408   

  McG i l l  Un iversity,   348   

  McGregor,  Douglas,   1 28   

  McMaster Un iversity,   45    

  McMorris,  C raig,   1 35    

  McMorris,  Don,   1 8  ,   1 34   

  McMorris,  Mark,   1 26 ,   1 27  ,   1 34 ,   1 35  ,   1 46   

  McNerney,  J im,   20    

  Medex Insurance Services,   408   

  Medhin ,  Tsegga,   3 1 2   f   

  Media  Lab (Massachusetts Institute of Tech-

nology (M IT)),   66    

  Mediate BC ,   330   

  Medical  Affai rs and  Telehealth ,   1 86   

  Medl ine,  M ichael ,   489  f   

  Mennonite Savings and  C redit Un ion,   358   

  Mental  Health  Tribunal ,   1 1 8   

  Mercedes,   1 6    

  Mercer,   93    

  Merkle,  C . ,   41   n    

  Merri l l  Lynch,   1 70 ,   477    

  Metro Bank,   1 39   f   

  Mexx Canada,   407    

  Meyer,  John,   99    

  MGM,   467    

  M ichaels,  Randy,   373    

  M ich igan  State Un iversity,   221    

  M icrosoft,   75  ,   1 24 ,   271  ,   343  ,   344 ,   458 ,   474   

  M ihevc,  Joe,   275    

  M i lgram,  Stan ley,   278 ,   303    

  M in ing  Human  Resource Counci l ,   1 05   e    

  M inkov,  M ichael ,   83   n    

  M intzberg,  Henry,   347    

  M IT Sloan  School  of Management,   2 1 0    

  Moleskine,   473    

  Mol inaro,  Vince,   352    

  Molson  Coors Brewing  Company,   1 70   

  Molson  Coors Canada,   1 01    

  Montes,  Samantha,   343    

  Montreal ,  Maine and  Atlantic Rai lway 

(MMA),   436   

  Morgan  Stan ley,   1 70  1 71    

  Mori ,  Ikou,   321   f   

  Moriyasu,  I sao,   41 6  f   

  Morn ingstar,   1 24   

  Morrison,  Den ise,   400   

  Mosakowski ,  E la ine,   1 07  ,   1 08  n    

  Motorola,   469   

  Mountain  Equipment Co-op (MEC),   6    

  Mr.  Lube,   407    

  Mulhauser,  C raig,   1 97   f   

  Mul l igan,  Casey,   1 98   
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  Mul l igan,  John,   424   

  MultiChannel  Network (MCN),   430  f   

  Murn ighan,  J .  K. ,   428  n    

  Murphy,  Robert,   236   

  MyBestHelper,   1 33   f    

  N  
  Nachuk,  B i l ly-Joe,   41 3  ,   41 5  ,   432    

  Nanaimo Regional  General  Hospital ,   450   

  NASA,   429 ,   441    

  Natcher,  David,   91    

   The National ,   340   

  National  Basketbal l  Association,   1 69  ,   227   f   

  National  Hockey League (NHL),   1 49  ,   3 1 1  ,  

 425   f   

   National Post ,   290   

  Nauta,  A,   3 1 5   n    

  Naval  Postgraduate School ,   1 53    

  NBC ,   291   f   

  NCAA (National  Col leg iate Ath letic Associa-

tion,   245    

  NEC  Corporation,   477    

  Neffinger,  J . ,   247    

  Neibuhr,  Reinhold,   452    

  Neiman  Marcus,   445    

  New Brunswick Energy Institute,   296   

  New York Jets,   1 59    

  New York Un iversity,   1 61    

  New York Un iversity Stern,   1 54   

   New Yorker ,   1 1    

  Newalta  Corp. ,   1 05   e    

  Newman,  Pau l ,   468   

  Newmans Own,   468   

  Newton,  I saac,   441    

  NHL.     See   National  Hockey League (NHL)  

  N ich ia,   483    

  N ielsen,   259    

  N ike,   75    

  N ikon,   322    

  N i ssan  Motor Company,   1 00  f   

  N ixon,  Gordon,   1 76   

  Noble,  Mari lyn ,   287    

  Noe,  R.  A. ,   249   n    

  Nohria,  N . ,   1 91   n    

  Nokia,   1 5    

  Nokia  Canada,   495    

  Nooyi ,  Indra,   383   f   

  Nordstrom,   354 ,   502    

  Northwest Territories Government,   1 05   e    

  Novel l ,   356    

  O  
  Oakley,   1 35    

  Obama,  Barack,   30    

  OBrien,  Ken,   1 59    

  O.C .  Tanner Canada,   1 72    

  Old  Fa i thfu l  Shop,   264  f   

  Oldman,  Greg,   1 79  ,   1 80  n    

  OLeary-Kel ly,  Anne,   2 1 2    

  Olsen,  Dan iel le,   433   f   

  O lsen,  Savannah,   264  f   

  Ondrack,  Dan,   286   

  1 -800-GOT-JUNK?,   1 74 ,   348   

  Onex Corporation,   1 97   e    

  Ontario Court of Appeal ,   340   

  Ontario Publ ic Service (OPS),   1 05   e    

  Oracle,   54 ,   75    

  Orchestras Canada,   495    

  Organ isation  for Economic Co-operation  and  

Development (OECD),   438  439   

  Osborn,  R.  N . ,   490  n    

  OShea,  M ike,   209    

  OToole,  J ,   247    

  Ou imet,  Robert,   450   

  OVO,   279     

  P 
  Page,  Larry,   1 61    

  Pa lette,   247  ,   251  ,   255    

  Pa l l i ser Furn iture,   349    

  Parker,  G .  M . ,   2 1 7   n    

  Parks,  Samantha,   304   

  Parl iamentary Budget Office,   520   

  Partyka,  J . ,   345    

  PCL Constructors,   1 72  ,   358   

  Pearson,  Christine,   341    

  People Services,   347    

  PepsiCo,   383   f ,   474   

  Peters,  Tom,   1 1 3    

  Peterson,  Jordan,   50    

  PetSmart,   99    

  Pew Research,   268   

  Pfeffer,  Jeffrey,   342  ,   344   

  P&G.     See   Proctor & Gamble (P&G)  

  Ph i ladelph ia  Flyers,   1 07    

  Picard,  Rosal ind,   66    

  Picasso,  Pablo,   441    

  Piccolo,  R.  F. ,   94  n    

  Pinnock,  Jason,   340   

  Pinterest,   262    

  Pizza  Hut,   1 7   f   

  Plowman,  Shannon,   500   

  Podsakoff,  N .  P. ,   94  n    

  Pontefract,  Dan,   360   

  PricewaterhouseCoopers,   356   

  Proctor & Gamble (P&G),   1 39  ,   354 ,   374 ,   375  ,  

 457   458 ,   461  ,   465    

  Prohon,  Nathal ie  Le,   495    

  Prokoanko,  Richard,   91    

  Protegra,   2 1 9   f   

  Provincia l  Government Employees  Un ion  

(PGEU),   34   

  Pru itt,  D.  G . ,   3 1 5   n    

  Publ ic Safety Canada,   500   

  Pure Art,   449    

  Q 
  Quebecors Vidotron,   1 62    

  Queens School  of Business,   207   f   

  Queens Un iversi ty,   288   

  Qu inn,  R.  E . ,   32  ,   32   n  ,   33   n    

  Qu inn,  Robert E. ,   285  ,   286  n     

  R 
  Rabie,  Anton,   53   f   

  Rafati ,  Shahrzad,   430  f   

  Rao,  Srikumar,   74   

  Ratnarajah,  Anoushka,   290   

  RCMP.     See   Royal  Canadian  Mounted  Pol ice 

(RCMP)  

  Ready,  Vince,   3 1 4 ,   320   

  Reaume,  Steve,   451    

  Reaume Chevrolet Bu ick GMC,   451    

  Red  Bu l l ,   1 35    

  Redfin ,   1 98   

  Redpath,  Lindsay,   91    

  Reichard,  Bryan,   289    

  Reid ,  Ipsos,   89  ,   89   n  ,   1 1 9    

  Renault,   1 1 3    

  Revelstoke,   1 6    

  Revita l ization  Saint-Pierre,   454 ,   455  ,   467    

  Revy,   1 6    

  Rich ,  B .  L. ,   94  n    

  Richard  Ivey School  of Business (Un iversi ty of 

Western  Ontario),   1 1 9  ,   1 24 ,   244 ,   391    

  Richmond  Group,   270   

  RL Solutions,   1 74 ,   256   

  Roberge,  Andr,   341    

  Robert,  Quinn,   33    

  Roberts,  Sam,   444   

  Robertson,  Roy,   342    

  Robinson,  Sandra,   2 1 2  ,   342  ,   343  ,   344   

  Rockwood  Insti tution,   500 ,   501    

  Rodbel l ,  Liz,   501  ,   502    

  Rogers,  Ted,   358   

  Rogers Communications,   358   

  Rogovsky,  N . ,   1 92   n    

  Rokeach,  M i l ton,   80    

  Rona,   1 6  ,   85   f   

  The Room,   491    

  Rorsted,  Kaspar,   270   

  Rotman  School  of Management (Un iversi ty of 

Toronto),   244 ,   286 ,   343  ,   361    

  Royal  Bank of Canada  (RBC ),   6  ,   1 76 ,   400   

  Royal  Canadian  Mounted  Pol ice (RCMP),  

 522   523    

  RR Donnel ley,   283    

  Rubin ,  J . ,   31 5   n    

  Rusbult,  Caryl ,   98  n     

  S  
  Saccon,  G loria,   207   f   

  Safeway,   1 06   

  Sakito,  Yosh iaki ,   51 3    

  Saks,  Alan,   361    

  Saks Fi fth  Avenue,   502    

   sa lesforce. com  ,   1 00   

  Sa lvatore Ferragamo,   473    

  Sanofi ,   296  f   

  Santana,  Jos,   1 61    
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  Sanyo,   359    

  SaskTel ,   6  ,   1 7   1 8    

  Sauder School  of Business (Un iversity of Brit-

ish  Columbia),   2 1 9  ,   342  ,   343  ,   344   

  Sauza,   279    

  Savoie,  Patrick,   341    

  Saxberg,  Scott,   1 97   f   

  Schein ,  Edgar,   2 1 0    

  Schein ,  E.H . ,   362    

  Schermerhorn,  J .  R.  J r. ,   490  n    

  Sch i l ing,  J . ,   345   n    

  Sch i l ler,  M ichael ,   252  ,   253    

  Sch lesinger,  L.  A,   496  n    

  Schneider,  Andr,   270   

  School  of Hospital i ty and  Tourism  Manage-

ment (Un iversity of Guelph),   361    

  School  of Management (Ben-Gurion  Un iver-

sity),   41 8   

  Schuler,  R.  S. ,   1 92   n    

  Schul ich  School  of Business (York Un iversi ty),  

 276   

  Schultz,  Howard,   51 2    

  Schwartz,  Gerald,   1 97   f   

  Schweitzer,  Linda,   330   

  Schweitzer,  Maurice E. ,   1 59    

  Schyns,  B . ,   345    

  Scovie,  Jay,   374   

  Scudamore,  Brian ,   1 74   

  Scu l ly,  M . ,   224  n    

  Seacrest,  Ryan,   37    

  Seagram  Company,   463   464   

  Sears,   24   

  Sears Canada,   491    

  Senge,  P.  M . ,   505   n    

  Sentis,   256   

  7-Eleven,   1 36  f   
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