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Preface

Welcome to theextbook revolution (you will have to read on to learn more aboutrthelution that you have joined in
using this material for your class). We are hamplgave you on Carpenter, Bauer, and Erdodanisciples of Management
team! Given thaPrinciplesis likely to be one of the first management cosirfenot one of the first business courses, that
students take, our objective in developing thisamat was to provide students and instructors witolid and
comprehensive foundation on the fundamentals ofaigament. Each of the 16 chapters is comprehensiveubcinct, and
action-oriented but not busy (ashinsy work) Moreover, the book and supplements have beerewiitta direct and active
style that we hope students and instructors firtti beadily accessible and relevant.

DELIVERING ON OUR PROMISE

So how are we delivering on these promises? Letisider the top three ways cited by instructorsstndents. First, your
Principlesbook is organized around the well-establispkhning, organizing, leading,andcontrolling framework (or,
simply, P-O-L-C). The first three chapters introdymu to the managerial context, while the remgidid chapters are
mapped to one of the four P-O-L-C sections. The-P-©structure provides a number of benefits. Ectudipter opens with
a brief discussion of how the chapter topic fitP#®-L-C. For instructors, the use of P-O-L-C a®aerarching framework
helps with the organization of class material, dgyment of the class calendar, and making choibestaadding or
removing readings and real-life examples. It alsyvides them with an invaluable reference poirthatbeginning and
conclusion of each class session to share witlestsdwhere we've been, and where we’re going h&adagogically, this
is a simple yet powerful tool to aid and promotadsint learning. For students, the P-O-L-C typologyides them with an
enduring framework for processing and organizirsg) about everything they will learn and experierttging and beyond
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their classroom-based education, related to theagenent of organizations.

Second, there atéree underlying themescarried through all the chapters. These themesteategic thinking,
entrepreneurial thinkingandactive managemenStrategy, for instance, is explicitly concernethvwhe determinants of
high performance. Importantly, you will find thaewreat performance using the notion of the tijg&om line—the idea
that economic performance allows individuals arghoizations to perform positively in social and iemvmental ways as
well. The triple bottom line is financial, socialhd environmental performance.

The entrepreneurial dimension reflects an undeglgimd growing trend that shows that students astduictors see
themselves as entrepreneurs and active changesagenjust managers. By starting fresh with amegmeneurial/change
management orientation, we provide an excitinggEatve on the principles of management.

Finally, starting with the opening chapter, we irpmrate an active management perspective to shawdamers and
leadership are essential to personal and orgamizdteffectiveness and effective organizationahgeaMoreover, the
concluding section of each chapter is focused erafsessment and development of particular managekiks. Students
and instructors are active as leaders at an inoghagarly age and are sometimes painfully awdith® leadership failings
they see in public and private organizations. thésleader and leadership that bitrinciplestogether.

Third, your author team is bringing a truhterdisciplinary perspective to yourPrinciplescourse. The book that is the
foundation for how you learn about, study, and bdaiinciplesis titled Principles of Management: A Behavioral
Approach,andbehavioralhas very important implications for our emphasishills and decision making, coupled with the
strategic, entrepreneurial, and leadership ori@mtait Your authors are award-winning teachers wihupke a deep
knowledge and experience about the book’s concepiaierpinnings with a sincere appreciation forexigntial teaching
approaches.

THANK YOU FOR JOINING THE REVOLUTION

In adopting Carpenter, Bauer, and Erdogan, yoyoamang the revolution that is otherwise known as Flat World
Knowledge, our partner and publisher. For this lnank you. The people at Flat World Knowledge anaryuthor team
share a common vision about the future of manageewdrcation that is based pawerful but fun and simple-to-use
teaching and learning tool&4oreover, Flat World Knowledge gives you—you thedsint and you the instructor—the
power to choose. Our 16 chapters are written wsihgodular” format with self-contained sectionsttban be reorganized,
deleted, “added to,” and even edited at the sestlwvel. Using our build-a-book platform, you casigy customize your
book to suit your needs and those of your studémt®xtensive author-prepared instructors’ manuodl@xcellent set of
PowerPoint slides provide teaching support to urcdtirs. A test item file developed using statehs-art assessment
techniques supports faculty in evaluating studentgpmance.

Only with Flat World Knowledge learning platforms glou have the power to choose what y®rinciplesbook looks like,
when and how you access ydninciplesmaterial, what you use and don't use, when it vglichanged, how much you pay
for it, and what other study vehicles you leveraie=se innovative study vehicles range from boaldcpsts, flash cards,
and peer discussion groups organized in socialor&tfermats. Nowhere else on the planet can thisbimation of
user-friendliness, user choice, and leading edgentadogies be found for business education andilegr

Thank you for joining the revolution—please spread the word!

Mason, Talya, and Berrin

CHAPTER 1 Introduction to Principles of Management
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FIGURE 1.1

Managers make things happen through strategic and entrepreneurnial leadership

O 2010 Juplierimuges Corporafion

WHAT'S IN IT FOR ME?

Reading this chapter will help you do the following

1. Learn who managers are and about the nature iofabek.

2. Know why you should care about leadership, enénegurship, and strategy.

3. Know the dimensions of the planning-organizingdieg-controlling (P-O-L-C) framework.
4. Learn how economic performance feeds social amticemmental performance.

5. Understand what performance means at the indivahagroup levels.

6. Create your survivor’s guide to learning and depielg principles of management.

We're betting that you already have a lot of exgrece with organizations, teams, and leadershipv¥deen through
schools, in clubs, participated in social or religi groups, competed in sports or games, or takdulleor part-time jobs.
Some of your experience was probably pretty pesitdut you were also likely wondering sometimesn'tithere a better
way to do this?”

After participating in this course, we hope thatiyimd the answer to be “Yes!” While managemeridgh art and science,
with our help you can identify and develop thelsldssential to better managing your and othetsabiers where
organizations are concerned.

Before getting ahead of ourselves, just what isagament, let alone principles of management? A gersaprimary
challenge is to solve problems creatively, and stoould viewmanagementas “the art of getting things done through the

efforts of other people[.j’] Theprinciples of managementthen, are the means by which you actually marthge s, get
things done through others—individually, in grougsin organizations. Formally defined, the prinegpof management are
the activities that “plan, organize, and contr@ tperations of the basic elements of [people]enas, machines, methods,
money and markets, providing direction and coottitimaand giving leadership to human efforts, stoaachieve the sought

objectives of the enterpriséz.]’ For this reason, principles of management arenafiscussed or learned using a framework
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called P-O-L-C, which stands for planning, orgargzileading, and controlling.

Managers are required in all the activities of aigations: budgeting, designing, selling, creatfir@ncing, accounting, and
artistic presentation; the larger the organizatiba,more managers are needed. Everyone employeddrganization is
affected by management principles, processes,gmliand practices as they are either a managesubordinate to a
manager, and usually they are both.

Managers do not spend all their time managing. Withemeographers are dancing a part, they are noagiveg, nor are
office managers managing when they personally cbetla customer’s credit. Some employees perforgnart of the
functions described as managerial—and to that eéxtesy are mostly managers in limited areas. kanwle, those who
are assigned the preparation of plans in an agveapacity to a manager, to that extent, are makagagement decisions
by deciding which of several alternatives to présenhe management. However, they have no paatioip in the functions
of organizing, staffing, and supervising and notoarover the implementation of the plan selectednfthose
recommended. Even independent consultants are ew@nagce they get most things done through othérsseothers
just happen to be their clients! Of course, if adv$ or consultants have their own staff of sulbateis, they become a
manager in the fullest sense of the definition.yTimeist develop business plans; hire, train, orgam@ind motivate their staff
members; establish internal policies that will litatie the work and direct it; and represent theugrand its work to those
outside of the firm.

From the Margin of the Page

management

 getting things

principles of management
The mans by which you

l it 15, get
things done throuah others

1. CASE IN POINT: DOING GOOD AS A CORE BUSINESS STRATEGY

Goodwill Industries International (a nonprofit onggation) has been an advocate of diversity for d@® years. In 1902, in
Boston, Massachusetts, a young missionary setsamadl operation enlisting struggling immigrantsia parish to clean and
repair clothing and goods to later sell. This pded workers with the opportunity for basic edugatmd language training.
His philosophy was to provide a “hand up,” not afitd out.” Although today you can find retail stoiesver 2,300
locations worldwide, and in 2009 more than 64 amllpeople in the United States and Canada donatédadwill, the
organization has maintained its core mission tpeetthe dignity of individuals by eliminating bians to opportunity
through the power of work. Goodwill accomplisheis tjoal, in part, by putting 84% of its revenue lbato programs to
provide employment, which in 2008 amounted to $Ji®n. As a result of these programs, every d2amnds of every

6/29/2013 9:28 P



MBS

8 of 80

https://www.xplana.com/xplanaBookshelf/xplanaboekEmbedplayer/

MBS

Username: STEPHEN@LAUGHNET.NEBook: Principles of Management Version 1.1 Copyrightl20IBS. No part of this book may be reproduced amgmitted by any means
without the publisher's prior permission. Use (attiean qualified fair use) in violation of the lawi Terms of Service is prohibited. Violators wél prosecuted to the full extent of the
law.

business day, someone gets a job and is one sty tb achieving economic stability.

Goodwill is a pioneer of social enterprise andimasaged to build a culture of respect throughiitsrdity programs. If you
walk into a local Goodwiill retail store you aredlig to see employees from all walks of life, indhgldifferences in gender
and race, physical ability, sexual orientation, agd. Goodwill provides employment opportunitiesifdividuals with
disabilities, lack of education, or lack of job exignce. The company has created programs foridhudils with criminal
backgrounds who might otherwise be unable to fmgleyment, including basic work skill developmegnh placement
assistance, and life skills. In 2008, more than Q@ people obtained employment, earning $2.2billh wages and gaining
tools to be productive members of their commuraityodwill has established diversity as an orgarizatinorm, and as a
result, employees are comfortable addressing issfustereotyping and discrimination. In an orgatimaof individuals with
such wide-ranging backgrounds, it is not surprisirag there are a wide range of values and beliefs.

Management and operations are decentralized whkimrganization with 166 independent communityedaSoodwiill
stores. These regional businesses are indepema+igr-profit human services organizations. Desjii decentralization,
the company has managed to maintain its core valgsgtle’s Goodwill is focused on helping the 'sitgrge immigrant
population and those individuals without basic edion and English language skills. And at Goodinitlustries of
Kentucky, the organization recently invested intoossoftware to balance daily sales at storeséastline operations so
managers can spend less time on paperwork andtimerenanaging employees.

Part of Goodwill's success over the years can tiibated to its ability to innovate. As technologyolves and such skills
became necessary for most jobs, Goodwill has dpedltraining programs to ensure that individuadsfally equipped to
be productive members of the workforce, and in 28608dwill was able to provide 1.5 million peoplehntareer services.
As an organization, Goodwill itself has entereda itite digital age. You can now find Goodwill on Ehook, Twitter, and
YouTube. Goodwill's business practices encompasy#ifues of the triple bottom line of people, plaaad profit. The
organization is taking advantage of new greeraitivtes and pursuing opportunities for sustaingbliibr example, at the
beginning of 2010, Goodwill received a $7.3 milligrant from the U.S. Department of Labor, whicH pibvide funds to
prepare individuals to enter the rapidly growingagr industry of their choice. Oregon’s Goodwilllstties has partnered
with the Oregon Department of Environmental Quaditg its Oregon E-Cycles program to prevent theapgx disposal of
electronics. Goodwill discovered long ago that ity is an advantage rather than a hindrance.

Case written by Carlene Reynolds, Talya Bauer,Bexdin Erdogan to accompany Carpenter, M., Baugr&IErdogan,

B. (2009). Principles of management (1st ed.). Mesk: Flat World Knowledge. Based on informatioonfr Goodwill
Industries of North Central Wisconsin. (2009). Aebhistory of Goodwill Industries InternationaleRieved March 3,
2010, fromhttp://www.goodwillncw.org/goodwillhistory1.httwalker, R. (2008, November2). Consumed: Goodwill
hunting. New York Times Magazine, p. 18; Tabafuddg008, July26). After 85 years, Seattle Goddwihtinues to
improve lives. Northwest Asian Weekly. Retrievedchla, 2010, frontttp://www.nwasianweekly.com/old/2008270031
/goodwill20082731.htpSlack, E. (2009). Selling hope. Retail Merchaadigd9(1), 89-91; Castillo, L. (2009, February
24). Goodwill Industries offers employment progra@isvis News Journal. Retrieved April 22, 2010nfr
http://www.cnnonline.com/news/industries-32474-gathdluttweiler.htm| Information retrieved April 22, 2010, from the
Oregon E-Cycles Web sitbttp://www.deq.state.or.us/Ig/ecycle

DISCUSSION QUESTIONS

1. How might the implications of the P-O-L-C frama differ for an organization like Goodwill Induigts versus a firm
like Starbucks?

2. What are Goodwill's competitive advantages?

3. Goodwill has found success in the social sesvig¢hat problems might result from hiring and tirzgrthe diverse
populations that Goodwill is involved with?

4. Have you ever experienced problems with disaation in a work or school setting?
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5. Why do you think that Goodwill believes it nesay to continually innovate?

2. WHO ARE MANAGERS?

LEARNING OBJECTIVES
1. Know what is meant by “manager”.
2. Be able to describe the types of managers.

3. Understand the nature of managerial work.

2.1 Managers

We tend to think about managers based on theitigogh an organization. This tells us a bit abthir role and the nature
of their responsibilities. The following figure sumarizes the historic and contemporary views of miggdions with respect

to managerial roléld] In contrast to the traditional, hierarchical riglaship among layers of management and managers and
employees, in the contemporary view, top managempat and serve other managers and employeesigtheoprocess

called empowerment), just as the organization altély exists to serve its customers and clidetspowermentis the

process of enabling or authorizing an individuatltiok, behave, take action, and control work aedision making in
autonomous ways.

From the Margin of the Page

empowerment

In both the traditional and contemporary views afnagement, however, there remains the need ferelift types of
managersTop managersre responsible for developing the organizatistrategy and being a steward for its vision and
mission. A second set of managers includes funati@@am, and general managénsnctional managerare responsible
for the efficiency and effectiveness of an areahsas accounting or marketirLipervisoryor team managerare
responsible for coordinating a subgroup of a paldicfunction or a team composed of members frdfaréint parts of the
organization. Sometimes you will hear distinctiomsde between line and staff managers.

A line manageleads a function that contributes directly to pineducts or services the organization createsekample, a
line manager (often calledpmoduct or service managérat Procter & Gamble (P&G) is responsible for gineduction,
marketing, and profitability of the Tide deterg@nbduct line. Astaff managerin contrast, leads a function that creates
indirect inputs. For example, finance and accogrdire critical organizational functions but do tygically provide an

input into the final product or service a custofmeys, such as a box of Tide detergent. Insteag,4be/e a supporting role.
A project managehas the responsibility for the planning, executamd closing of any project. Project manageroéen
found in construction, architecture, consultingnpoter networking, telecommunications, or softwdegelopment.
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FIGURE 1.3

ML Junirerimas MTPMRIELION
2000 fupirerinnages Corporatiar

A general manageis someone who is responsible for managing alglemntifiable revenue-producing unit, such as a
store, business unit, or product line. General marsatypically must make decisions across diffefen¢tions and have
rewards tied to the performance of the entire (iit, store, business unit, product line, etcén&al managers take
direction from their top executives. They musttfiraderstand the executives’ overall plan for tompany. Then they set
specific goals for their own departments to fitiith the plan. The general manager of productionekample, might have
to increase certain product lines and phase ogtretlseneral managers must describe their goadycte their support
staff. The supervisory managers see that the goalmet.

FIGURE 1.4 TheChanging Roles of Management and Managers

Empowered lower-level managers
and employees are responsible for the
organization's competitiveness and

their own development
Top
managers
or';‘;i“kz’:&gz.s Top management
competitiveness and sugig:k?::::ln =
lower level managers’ aAn AReIIRS
and employees' job security employability
Lower-level managers and
employees implement top
management's strategy with
loyalty and obedience
Traditional Contemporary

2.2 The Nature of Managerial Work

Managers are responsible for the processes ohgeititivities completed efficiently with and thréugther people and
setting and achieving the firm’s goals throughdRiecution of four basic management functions: ptagyrorganizing,
leading, and controlling. Both sets of processiigaihuman, financial, and material resources.

Of course, some managers are better than othacsamplishing this! There have been a number dliestlon what
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managers actually do, the most famous of thoseumtad by Professor Henry Mintzberg in the earIyO@‘}’] One
explanation for Mintzberg's enduring influence &lpaps that the nature of managerial work has d@thwery little since
that time, aside from the shift to an empoweredti@iship between top managers and other manage rsnaployees, and
obvious changes in technology, and the expondantiedase in information overload.

After following managers around for several wedkigtzberg concluded that, to meet the many demahgsrforming
their functions, managers assume multiple roleléis an organized set of behaviors, and Minzligentified 10 roles
common to the work of all managers. As summarinetié following figure, the 10 roles are dividetbithree groups:
interpersonal, informational, and decisional. Tiferimational roles link all managerial work togethEhe interpersonal
roles ensure that information is provided. The slenal roles make significant use of the informatidhe performance of
managerial roles and the requirements of these oala be played at different times by the same gaarand to different
degrees, depending on the level and function ofagament. The 10 roles are described individuallytiey form an
integrated whole.

The three interpersonal roles are primarily conedmwith interpersonal relationships. In the figwati role, the manager
represents the organization in all matters of fditjpdhe top-level manager represents the compegslly and socially to
those outside of the organization. The supervisprasents the work group to higher management ighdrmanagement
to the work group. In the liaison role, the managtaracts with peers and people outside the azgtian. The top-level
manager uses the liaison role to gain favors aimdnration, while the supervisor uses it to mainthia routine flow of
work. The leader role defines the relationshipsvbeh the manager and employees.

FIGURE 1.5 TenMana:
- Figurehead
—> Interpersonal « Leader p—, Provide
« Liaison Information
» Monitor Process
Feedback |4 Informational - Disseminator 4 |nformation
» Spokesperson
- Entrepreneur
i Use
i « Disturbance Handler
4 | Pecisional 44— |nformation

» Resource Allocator
+ Negotiator

The direct relationships with people in the intesomal roles place the manager in a unique podibi@et information.
Thus, the three informational roles are primaréycerned with the information aspects of managesiek. In the monitor
role, the manager receives and collects informatiothe role of disseminator, the manager trarssagiecial information
into the organization. The top-level manager reee®nd transmits more information from people dettiie organization
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than the supervisor. In the role of spokesperdmnanager disseminates the organization’s inféomatto its
environment. Thus, the top-level manager is seemasdustry expert, while the supervisor is seea anit or departmental
expert.

The unique access to information places the maradée center of organizational decision makiriger€ are four
decisional roles managers play. In the entrepreraeythe manager initiates change. In the distuck handler role, the
manager deals with threats to the organizatiothérresource allocator role, the manager choosesavthe organization
will expend its efforts. In the negotiator roleetimanager negotiates on behalf of the organizafioa.top-level manager
makes the decisions about the organization as &ewhhile the supervisor makes decisions aboubhiter particular work
unit.

The supervisor performs these managerial rolesvbatdifferent emphasis than higher managers. Sugmy management
is more focused and short-term in outlook. Thus fiurehead role becomes less significant andligtarbance handler
and negotiator roles increase in importance forstigervisor. Since leadership permeates all daesyithe leader role is
among the most important of all roles at all lexelsnanagement.

So what do Mintzberg's conclusions about the natfim@anagerial work mean for you? On the one harahagerial work

is the lifeblood of most organizations becauserivas to choreograph and motivate individuals tamazing things.
Managerial work is exciting, and it is hard to irmegthat there will ever be a shortage of demanddpable, energetic
managers. On the other hand, managerial work isssacily fast-paced and fragmented, where manageiklevels
express the opinion that they must process muck mésrmation and make more decisions than theydduwave ever
possibly imagined. So, just as the most succesgfahizations seem to have well-formed and welkated strategies, there
is also a strong need for managers to have goatégies about the way they will approach their wditks is exactly what
you will learn through principles of management.

KEY TAKEAWAY

Managers are responsible for getting work doneutiinathers. We typically describe the key manabnections as
planning, organizing, leading, and controlling. Tedinitions for each of these have evolved oveetijust as the nature of
managing in general has evolved over time. Thisutien is best seen in the gradual transition ftomtraditional
hierarchical relationship between managers and@mapk, to a climate characterized better as adesosiwn pyramid,
where top executives support middle managers ang imturn, support the employees who innovatefalfiil the needs of
customers and clients. Through all four managéuiadtions, the work of managers ranges across|&6,fsom figurehead
to negotiator. While actual managerial work camseballenging, the skills you gain through prinegpbf management
—consisting of the functions of planning, organizilegding, and controlling—will help you to meet $hechallenges.

EXERCISES

1. Why do organizations need managers?

2. What are some different types of managers anddwothey differ?
3. What are Mintzberg's 10 managerial roles?

4. What three areas does Mintzberg use to orgémiz&0 roles?

5. What four general managerial functions do pples of management include?

3. LEADERSHIP, ENTREPRENEURSHIP, AND STRATEGY

LEARNING OBJECTIVES

1. Know the roles and importance of leadership, ergpreneurship, and strategy in principles of manageent.
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2. Understand how leadership, entrepreneurship, andtrategy are interrelated.

The principles of management are drawn from a numbacademic fields, principally, the fields o&fership,
entrepreneurship, and strategy.

From the Margin of the Page

leadership
The act of Influencing others

loward 8 foal

3.1 Leadership

If management is defined as getting things doneutit others, theleadershipshould be defined as the social and informal
sources of influence that you use to inspire adtidken by others. It means mobilizing others totwarstruggle toward a
common goal. Great leaders help build an orgaoiathuman capital, then motivate individuals teetaoncerted action.
Leadership also includes an understanding of wiveere, and how to use more formal sources of aigtennd power,

such as position or ownership. Increasingly, we liva world where goothanagementequires gooteadersand

leadership While these views about the importance of ledderare not new (see “Views on Managers Versus eed))
competition among employers and countries for & Bnd brightest, increased labor mobility (tHiwar for talent” here),
and hypercompetition puts pressure on firms toshirepresent and future leadership capabilities.

P&G provides a very current example of this siifemphasis to leadership as a key principle of gemant. For example,
P&G recruits and promotes those individuals who aiestrate success through influence rather thaotdirecoercive
authority. Internally, there has been a change franagers being outspoken and needing to direictstiadf, to being
individuals who electrify and inspire those arotihem. Good leaders and leadership at P&G useddly imaving

followers, whereas in today’s society, good leatipraneans followership and bringing out the bestdar peers. This is one
of the key reasons that P&G has been consisteariked among the top 10 most admired companieittited States for

the last three years, according:tmrtunemagaziné.s]

Whereas P&G has been around for some 170 yearhiearnainning firm in terms of leadership is Googldhich has only
been around for little more than a decade. Bothsfiemphasize leadership in terms of being excegtairdeveloping
people. Google has toppEdrtune’s100 Best Companies to Work for the past two ygaomgle’s founders, Sergey Brin

and Larry Page, built a company around the ideavtbek should be challenging and the challenge lshioel funi6l
Google’s culture is probably unlike any in corperétmerica, and it's not because of the ubiquitewa lamps throughout
the company’s headquarters or that the compangbuded to cook for the Grateful Dead. In the samg Google puts
users first when it comes to online service, Goegleouses that it puts employees first when it saimelaily life in all of its
offices. There is an emphasis on team achieveragmatpride in individual accomplishments that cdmité to the
company’s overall success. Ideas are traded, temteldout into practice with a swiftness that cardlzzying. Observers
and employees note that meetings that would takesteisewhere are frequently little more than aveosation in line for
lunch and few walls separate those who write tlteedoom those who write the checks. This highly oamicative
environment fosters a productivity and camaradeeéed by the realization that millions of peopddyron Google results.
Leadership at Google amounts to a deep beliefifthat give the proper tools to a group of peopleovike to make a
difference, they will.
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FIGURE 1.6

Views on Managers \Versus Leaders

My definition of a leader...is a man who can persuagleple to do what they don't want to do, or dowthay’re too lazy
to do, and like it

- Harry S. Truman (1884-1972), 33rd president & United States

You cannot manage men into battle. You manageshyogl lead people

- Grace Hopper (1906-1992), Admiral, U.S. Navy

Managers have subordinates—leaders have follawers

- Chester Bernard (1886-1961), former executive aumthor of Functions of the Executive

The first job of a leader is to define a vision fbe organization...leadership is the capacity toslate vision into
reality.

- Warren Bennis (1925-), author and leadership $&ho

A manager takes people where they want to go. &t ¢gader takes people where they dont necessaslyt to go but
ought to

- Rosalynn Carter (1927-), First Lady of the Unitethtes, 1977-1981

3.2 Entrepreneurship

It's fitting that this section on entrepreneurstajows the discussion of GooglEntrepreneurship is defined as the
recognition of opportunities (needs, wants, prosleamd challenges) and the use or creation of resstio implement
innovative ideas for new, thoughtfully planned wees. Perhaps this is obvious, butesitrepreneur is a person who
engages in the process of entrepreneurship. Weiltkesntrepreneurship as a process because itinftelres more than
simply coming up with a good idea—someone alsadasnvert that idea into action. As an examplbath, Google’s
leaders suggest that its point of distinction ‘fisi@ipating needs not yet articulated by our glahadience, then meeting
them with products and services that set new stdsd@his constant dissatisfaction with the wapdhiare is ultimately the

driving force behind the world’s best search engil[“?é

Entrepreneurs and entrepreneurship are the catddystalue creation. They identify and create meavkets, as well as
foster change in existing ones. However, such vetlaation first requires an opportunity. Indeee, tipportunity-driven
nature of entrepreneurship is critical. Opportesitare typically characterized as problems in $e@ireolutions, and the
best opportunities are big problems in search@gbiutions. “The greater the inconsistencies istiex) service and quality,
in lead times and in lag times, the greater theswats and gaps in information and knowledge, thatgrehe

6/29/2013 9:28 P



MBS https://www.xplana.com/xplanaBookshelf/xplanaboekEmbedplayer/

MBS

Username: STEPHEN@LAUGHNET.NEBook: Principles of Management Version 1.1 Copyrightl20IBS. No part of this book may be reproduced amgmitted by any means
without the publisher's prior permission. Use (attiean qualified fair use) in violation of the lawi Terms of Service is prohibited. Violators wél prosecuted to the full extent of the
law.

opportunities.’{g] In other words, bigger problems will often meaearthwill be a bigger market for the product or gav
that the entrepreneur creates. We hope you cantsethe problem-solving, opportunity-seeking natofe
entrepreneurship is a fundamental building blockefective principles of management.

3.3 Strategy

When an organization has a long-term purpose uatied in clear goals and objectives, and thesks goa objectives can
be rolled up into a coherent plan of action, thenweuld say that the organization has a stratédpad agoodor even

greatstrategy when this plan also takes advantageiqtiamesources and capabilities to exploit a biygnowing external
opportunity.Strategy then, is the central, integrated, externally-deelnconcept of how an organization will achieve its

objectives{.g] Strategic managemenis the body of knowledge that answers questiopsitathe development and
implementation of good strategies.

Strategic management is important to all orgariestbecause, when correctly formulated and comratedc strategy
provides leaders and employees with a clear sgidélines for their daily actions. This is whyadt&rgy is so critical to the
principles of management you are learning abouaiplgiput, strategy is about making choices: What do today? What
shouldn’t | be doing? What should my organizatierdioing? What should it stop doing?

3.4 Synchronizing Leadership, Entrepreneurship, andtrategy

You know that leadership, entrepreneurship, aratesyy are the inspiration for important, valuahled useful principles of
management. Now you will want to understand how thight relate to one another. In terms of prirespbf management,
you can think of leadership, entrepreneurship,sirategic management as answering questions attat,™ “what,” and
“how.” Leadership helps you understand who helpd lne organization forward and what the criti¢teracteristics of
good leadership might be. Entrepreneurial firms emgepreneurs in general are fanatical aboutifgerg opportunities
and solving problems—for any organization, entrapteship answers big questions about “what” anrozgéion’s purpose
might be. Finally, strategic management aims toergake that the right choices are made—specifidalyt, a good strategy
is in place—to exploit those big opportunities.

One way to see how leadership, entrepreneurshipstaaitegy come together for an organization—angdo—is through

a recent (disguised) job posting from Craigsligiok at the ideal candidate characteristics idexwtifin the Help Wanted
ad—you don't have to look very closely to see thgbu happen to be a recent business undergraul thieeorganization
depicted in the ad is looking for you. The postdentifies a number of areas of functional experta the target candidate.
You can imagine that this new position is prettyical for the success of the business. For thasoa, we hope you are not
surprised to see that, beyond functional expettige business seeks someone with leadership peatreurial, and strategic
orientation and skills. Now you have a better idéahat those key principles of management involve.

From the Margin of the Page

eurship

entrepreneur

A pérson who & figagesin the

proacess of entreprenéursnip.

strategy
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Help Wanted—Chief of Staff

We're hiring a chief of staff to bring some orderthe mayhem of our firm's growth. You will touclkiegything at the
company, from finance to sales, marketing to oj@raf recruiting to human resources, accountiriguestor relations. You
will report directly to the CEO.

Here’s what you're going to be asked to do acrassge of functional areas in the first 90 day$pteeyour job evolves
into a whole new set of responsibilities:

Marketing

m Leverage our existing customer base using beslaiss direct marketing campaigns via e-mail, ph@viet), and print or
mail communications.

m Convert our current customer spreadsheet and asgdbto a highly functional, lean customer refetiop management
(CRM) system—we need to build the infrastructuredovice and reach out to customers for multiprais

m Be great at customer service personally—exceltimgerson and on the phone, and you will help uisl lauNinja
certification system for our employees and parttetse like you.

m Build our Web-enabled direct sales force, reqgidrot of strategic work, sales-force incentiveige and
experimentation, and rollout of Web features topsupthe direct channel.

Sales

m Be great at demonstrating our product in the shomr, as well as at your residence and in the figlkr-to be one of the
top sales reps on the team (and earn incremeniableacompensation for your efforts).

Finance and Accounting

m Build our financial and accounting structures pnacesses, take over QuickBooks, manage our teatcolntants, hire
additional resources as needed, and get that prafifoss statement (P&L) rocking.

m Figure out when we should pay our bills and mariegen members to get things paid on time and mamagaorking
capital effectively.

m Track our actual revenues and expenses againsbyawuprojection—you will be building and runningrdinancial
model.

Operations

m We are building leading-edge capabilities on mtpexchanges, and shipping—you will help guideesgia thinking on
operational solutions and will implement them witlr operations manager.

m We are looking for new headquarters, you may higptify, build out, and launch.
HR and Recruiting

m We are recruiting a team of interns—you will take lead on the program, and many or all of thelir@port to you; you
will be an ombudsman of sorts for our summer pnogra

m The company has a host of HR needs that are tlyrfendled by the CEO and third parties; you taike over many of
these.

Production and Product Development

m The company is actively recruiting a productiosigtant/manager—in the meanwhile, there are a nuofb&eb-facing
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and vendor-facing activities you will pitch in on.
The Ideal Candidate Is...
m a few years out of college but is at least twthoee years away from going to business or ottediugate school;

m charismatic and is instantly likeable to a wideiety of people, driven by sparkling wit, a highgdee of extraversion, and
a balanced mix of self-confidence and humility;

m able to read people quickly and knows how to tpeaiple accordingly;

m naturally compassionate and demonstrates stropgtém easily thinking of the world from the persipee of another
person;

m an active listener and leaves people with theesthredt they are well heard;
m exceptionally detail-oriented and has a memowy déiksteel trap—nothing falls through the cracks;
m razor sharp analytically, aced the math sectiaimef SAT test, and excels at analyzing and sglpioblems;

m a perfectionist and keeps things in order witteeas

KEY TAKEAWAY

The principles of management are drawn from thpeeific areas—Ileadership, entrepreneurship, aategfic management.
You learned that leadership helps you understaralhelips lead the organization forward and whatctiteal
characteristics of good leadership might be. Emé&negurs are fanatical about identifying opportesiénd solving
problems—for any organization, entrepreneurship arnsWig questions about “what” an organization'ppse might be.
Finally, as you've already learned, strategic managnt aims to make sure that the right choicesnade—specifically,
that a good strategy is in place—to exploit thageopportunities.

EXERCISES

1. How do you define leadership, and who would igleuntify as a great leader?
2. What is entrepreneurship?

3. What is strategy?

4. What roles do leadership, entrepreneurshipstmatkegy play in good principles of management?

4. PLANNING, ORGANIZING, LEADING, AND CONTROLLING

LEARNING OBJECTIVES
1. Know the dimensions of the planning-organizingdading-controlling (P-O-L-C) framework.
2. Know the general inputs into each P-O-L-C dimensn.

A manager’s primary challenge is to solve problemastively. While drawing from a variety of acaderdisciplines, and to
help managers respond to the challenge of creptatdem solving, principles of management have loegn categorized
into the four major functions of planning, organg;ileading, and controlling (the P-O-L-C framewofkhe four functions,
summarized in the P-O-L-C figure, are actually lightegrated when carried out in the day-to-daglities of running an
organization. Therefore, you should not get caughih trying to analyze and understand a comp&éay rationale for
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categorizing skills and practices that composenthele of the P-O-L-C framework.

It is important to note that this framework is mothout criticism. Specifically, these criticismem from the observation
that the P-O-L-C functions might be ideal but ttiely do not accurately depict the day-to-day astmimactual

manager&o] The typical day in the life of a manager at anveleean be fragmented and hectic, with the constaett of
having priorities dictated by the law of the triviaany and important few (i.e., the 80/20 rule)wdwer, the general
conclusion seems to be that the P-O-L-C functidmeanagement still provide a very useful way ofsifying the activities

managers engage in as they attempt to achieveizagtjanal goalé.ll]

FIGURE 1.7 The P-D-L-C Framewaork

1. Vision & Mission 1.Organization Design | - Leadership 1. Systerns/Processes
2. Strategizing 2. Culture 2. Decision Making | 2. Strategic Human
Resources

3. Communications
4. Groups/Teams
5. Maotivation

3. Goals & Objectives | 3. Soclal Networks

4.1 Planning

Planning is the function of management that inv®lsetting objectives and determining a course tidméor achieving
those objectives. Planning requires that manageesaare of environmental conditions facing thegamization and
forecast future conditions. It also requires thahagers be good decision makers.

Planning is a process consisting of several stpsprocess begins widmvironmental scanningwhich simply means that
planners must be aware of the critical contingesifdeing their organization in terms of economioditions, their
competitors, and their customers. Planners mustattempt to forecast future conditions. Thesedasts form the basis for
planning.

Planners must establish objectives, which arersiatés of what needs to be achieved and when. REamest then
identify alternative courses of action for achigvobjectives. After evaluating the various alteired, planners must make
decisions about the best courses of action foeattg objectives. They must then formulate necgssi®ps and ensure
effective implementation of plans. Finally, plansierust constantly evaluate the success of theis@ad take corrective
action when necessary.

There are many different types of plans and plannin

Strategic planninginvolves analyzing competitive opportunities ahckats, as well as the strengths and weaknessies of
organization, and then determining how to positi organization to compete effectively in theiviemnment. Strategic
planning has a long time frame, often three yearsare. Strategic planning generally includes thiére organization and
includes formulation of objectives. Strategic pliangris often based on the organization’s missidmctvis its fundamental
reason for existence. An organization’s top managermost often conducts strategic planning.

Tactical planning is intermediate-range (one to three years) planthiat is designed to develop relatively concretd a
specific means to implement the strategic plan.dididevel managers often engage in tactical plapnin

Operational planning generally assumes the existence of organizatide-af subunit goals and objectives and specifies
ways to achieve them. Operational planning is staorge (less than a year) planning that is desigmeevelop specific
action steps that support the strategic and td¢tiaas.
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4.2 Organizing

Organizing is the function of management that imgsldeveloping an organizational structure andallng human
resources to ensure the accomplishment of objextiMee structure of the organization is the framéwathin which effort
is coordinated. The structure is usually represkhtean organization chart, which provides a grapbpresentation of the
chain of command within an organization. Decisiorzgle about the structure of an organization arergéin referred to as
organizational designdecisions.

Organizing also involves the design of individuddg within the organization. Decisions must be netateut the duties and
responsibilities of individual jobs, as well as thanner in which the duties should be carried Datisions made about the
nature of jobs within the organization are gengredlled “job design” decisions.

Organizing at the level of the organization invaidkeciding how best to departmentalize, or clugibs into departments to
coordinate effort effectively. There are many diffiet ways to departmentalize, including organitigdunction, product,
geography, or customer. Many larger organizaticesmultiple methods of departmentalization.

Organizing at the level of a particular job invaveow best to design individual jobs to most effety use human
resources. Traditionalljpb designwas based on principles of division of labor apécsalization, which assumed that the
more narrow the job content, the more proficiestitidividual performing the job could become. Hoegexperience has
shown that it is possible for jobs to become towaowa and specialized. For example, how would yke to screw lids on
jars one day after another, as you might have dwargy decades ago if you worked in company that raadesold jellies
and jams? When this happens, negative outcomds, iesluding decreased job satisfaction and orzgional
commitment, increased absenteeism, and turnover.

From the Margin of the Page

environmental scanning

From the Margin of the Page

organizational design

Recently, many organizations have attempted tkestribalance between the need for worker spedializand the need for
workers to have jobs that entail variety and autendviany jobs are now designed based on such plascas
empowermentob enrichment andteamwork. For example, HUI Manufacturing, a custom shediifabricator, has done
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away with traditional “departments” to focus ondising and responding to customer needs. From coynpae meetings
to team huddles, HUI employees know and underdfagid customers and how HUI might service them.Bé&t

4.3 Leading

Leading involves the social and informal sourcemfifience that you use to inspire action takemthers. If managers are
effective leaders, their subordinates will be egidstic about exerting effort to attain organizadibobjectives.

The behavioral sciences have made many contristaonderstanding this function of managementsdteality research
and studies of job attitudes provide importantiinfation as to how managers can most effectively sedordinates. For
example, this research tells us that to becometdféeat leading, managers must first understaait fubordinates’
personalities, values, attitudes, and emotions.

Studies of motivation and motivation theory proviagortant information about the ways in which wen& can be
energized to put forth productive effort. Studiés@mmunication provide direction as to how managen effectively and
persuasively communicate. Studies of leadershigeadkrship style provide information regardingsiioms, such as,
“What makes a manager a good leader?” and “In witztions are certain leadership styles most ayp@te and
effective?”

4.4 Controlling

Controlling involves ensuring that performance doeetsdeviate from standards. Controlling consisthee steps, which
include (1) establishing performance standards;@®)paring actual performance against standards(3jriaking
corrective action when necessary. Performance atdadre often stated in monetary terms such asnuey costs, or
profits but may also be stated in other terms, sisctinits produced, number of defective productevels of quality or
customer service.

The measurement of performance can be done inadevays, depending on the performance standarmsgding financial
statements, sales reports, production resultspiastsatisfaction, and formal performance appmidddnagers at all levels
engage in the managerial function of controllingéme degree.

The managerial function of controlling should netdonfused with control in the behavioral or malsipiue sense. This
function does not imply that managers should attémpontrol or to manipulate the personalitieduga, attitudes, or
emotions of their subordinates. Instead, this fionodf management concerns the manager’s rol&kingaecessary actions
to ensure that the work-related activities of sdb@tes are consistent with and contributing tovthedaccomplishment of
organizational and departmental objectives.

Effective controlling requires the existence ofndasince planning provides the necessary perfarenatandards or
objectives. Controlling also requires a clear ustdarding of where responsibility for deviationsnfretandards lies. Two
traditional control techniques are budget and perémce audits. An audit involves an examination\arification of
records and supporting documents. A budget auditighes information about where the organizationiik respect to what
was planned or budgeted for, whereas a performamdie might try to determine whether the figurgsomted are a
reflection of actual performance. Although coningllis often thought of in terms of financial critg managers must also
control production and operations processes, pwgesdor delivery of services, compliance with camyp policies, and
many other activities within the organization.

The management functions of planning, organizieggling, and controlling are widely considered taHsebest means of
describing the manager’s job, as well as the bagttw classify accumulated knowledge about theystfignanagement.
Although there have been tremendous changes ientYieonment faced by managers and the tools usedbinagers to
perform their roles, managers still perform thesgeatial functions.
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FIGURE 1.8

KEY TAKEAWAY

The principles of management can be distilled dowiour critical functions. These functions arerplang, organizing,
leading, and controlling. This P-O-L-C frameworkyides useful guidance into what the ideal job ofamager should look
like.

From the Margin of the Page

job enrichment

Ajob

EXERCISES

1. What are the management functions that comfives®-O-L-C framework?
2. Are there any criticisms of this framework?

3. What function does planning serve?

4. What function does organizing serve?

5. What function does leading serve?

6. What function does controlling serve?

5. ECONOMIC, SOCIAL, AND ENVIRONMENTAL PERFORMANCE

LEARNING OBJECTIVES

1. Be able to define economic, social, and enviroemtal performance.
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2. Understand how economic performance is relateatsocial and environmental performance.

Webster’s dictionary defines performance as “thecetion of an action” and “something accomplish@a].’Principles of
management help you better understand the inpuat€iitical organizational outcomes like a firmisomomic performance.
Economic performance is very important to a firgigkeholdersparticularly its investors or owners, because this
performance eventually provides them with a retanrmheir investment. Other stakeholders, like tha’s employees and
the society at large, are also deemed to benefit fuch performance, albeit less directly. Increggithough, it seems
clear that noneconomic accomplishments, such agirglwaste and pollution, for example, are keyciatbrs of
performance as well. Indeed, this is why the notibthetriple bottom line is gaining so much attention in the business
press. Essentially, the triple bottom line refer3he measurement of business performance alote,svironmentaland
economic dimensions. We introduce you to econosaicial, and environmental performance and condlnéesection with
a brief discussion of the interdependence of ecimperformance with other forms of performance.

5.1 Economic Performance

In a traditional sense, the economic performancefom is a function of its success in produciegéfits for its owners in
particular, through product innovation and theoidfiit use of resources. When you talk about tluie tf economic
performance in a business context, people typicaltyerstand you to be speaking about some formodit.p

The definition of economic profit is the differenibbetween revenue and the opportunity cost of stiueces used to

produce the items soli®! This definition includes implicit returns as cogtsr our purposes, it may be simplest to think of
economic profit as a form @fccounting profit where profits are achieved when revenues exceeddtounting cost the
firm “pays” for those inputs. In other words, yarganization makes a profit when its revenues anerthan its costs in a
given period of time, such as three months, sixthmror a year.

Before moving on to social and environmental penfmce, it is important to note thaistomersplay a big role in
economic profits. Profits accrue to firms becausstamers are willing to pay a certain price foradoict or service, as
opposed to a competitor’s product or service afjadr or lower price. If customers are only wilitgmake purchases
based on price, then a firm, at least in the fdammpetition, will only be able to generate prdffit keeps its costs under
control.

5.2 Social and Environmental Performance

You have learned a bit about economic performanddta determinants. For most organizations, yeutsat economic
performance is associated with profits, and prafitpend a great deal on how much customers anegii pay for a good
or service.

From the Margin of the Page

stakeholders

With regard to social and environmental performaiitds similarly useful to think of them as formgprofit—social and
environmental profit to be exact. Increasingly, thygics of social and environmental performanceshgarnered their own
courses in school curricula; in the business wahiely are collectively referred to esrporate social responsibility (CSR)
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CSR is a concept whereby organizations consideintbessts of society by taking responsibility fbe impact of their
activities on customers, suppliers, employeesgttwdders, communities, and the environment insgdeats of their
operations. This obligation is seen to extend bdybe statutory obligation to comply with legistatiand sees organizations
voluntarily taking further steps to improve the lifyeof life for employees and their families, agthas for the local
community and society at large.

Two companies that have long blazed a trail in @8RBen & Jerry’s and S. C. Johnson. Their statésradvout why they
do this, summarized in Table 1.1, capture manyefacets just described.

TABLE 1.1 Examples of leading firms with strong C5R orientations

Ben & “We've taken time each year since 1989 to compile this [Social Audit] report because we continue 1o

Jerry's | believe that it keeps us in touch with cur Company’s stated Social Mission, By raising the prafile of
social and environmental matters ins he Company and rding the impact of our work on the
community, this report aids us in our search for business decisions that support all three parts of our
Compary Miss Staterner anomic, Praduct, and Social. In addition, the repart is an important
source of informaticon aboul wpany far students, journalists, prospective employees, and other
interested observers, In this way, it helps us in our quest 10 keep our values, our actions, and public

perceptions in alignment.”™

5.0 "It's nice 1o live next door to a family that cares about its neighbars, and at 5, C. lohnson we are
Johnson | cammitted to being a good neighbor and contributing to the well-being of the countries and the
communities where we conduct business, We have a wide variety of efforts to drive global
development and growth that benefit the people around us and the planeat we all share. From
exceptional philanthropy and volunteerism to new business models that bring econamic growth to the
world's poorest communities, we'te helping 1o create stronger communities for families around the
| globe "

5.3 Integrating Economic, Social, and EnvironmentaP erformance

Is there really a way to achieve a triple bottame lin a way that actually builds up all three faa#tperformance
—economic, social, and environmental? Advocates3R Gnderstandably argue that this is possible hodld be the way
all firms are evaluated. Increasingly, evidenceainting that attention to a triple bottom linerisre than being
“responsible” but instead just good business. &ritirgue that CSR detracts from the fundamentalaoiz role of
businesses; others argue that it is nothing mare slperficial window dressing; still, others argjuat it is an attempt to
preempt the role of governments as a watchdogmmeerful multinational corporations.

While there is no systematic evidence supportiedy suclaim, a recent review of nearly 170 reseatatiies on the
relationship between CSR and firm performance tepahat there appeared to be no negative shamshefidcts of such

practices. In fact, this report showed that theas & small positive relationship between CSR aade$tolder returng.’!
Similarly, companies that pay good wages and gifed benefits to attract and retain high-calibeplegees “are not just

being socially responsible; they are merely pratgigood managemenH’B]
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FIGURE 1.9

i [ENIY

The financial benefits of social or environment&RCinitiatives vary by context. For example, enmirent-friendly
strategies are much more complicated in the consproducts and services market. For example, cassnettailer The
Body Shop and StarKist Seafood Company, a strabegimess unit of Heinz Food, both undertook emvitental strategies

but only the former succeeded. The Body Shop gngeeat lengths to ensure that its business ingically sustainablé:]
It actively campaigns against human rights abusdg@ animal and environmental protection andis of the most
respected firms in the world, despite its sma#.sonsumers pay premium prices for Body Shop mtsdostensibly
because they believe that it simply costs moradwige goods and services that are environmerfrédigdly. The Body
Shop has been wildly successful.

From the Margin of the Page

<orpar;

StarKist, too, adopted a CSR approach, when, if,li®8ecided to purchase and sell exclusively laioksafe tuna. At the
time, biologists thought that the dolphin populatétecline was a result of the thousands killeth@ndourse of tuna harvests.
However, consumers were unwilling to pay highecgsifor StarKist's environmental product attributdsreover, since
tuna were bought from commercial fishermen, thisipalar practice afforded the firm no protectigorh imitation by
competitors. Finally, in terms of credibility, theembers of the tuna industry had launched numenasisccessful
campaigns in the past touting their interest ingheironment, particularly the world’s oceans. Thraesumers did not
perceive StarKist's efforts as sincerely “green.”

You might argue that The Body Shop’s customersiatssually price insensitive, hence the succeds ehvironment-based
strategy. However, individuals are willing to papma for organic produce, so why not dolphin-safeafiOne difference is
that while the environment is a public good, orggribduce produces both public and private benéfiis example, organic
farming is better for the environment and pestidige produce is believed to be better for thethezflthe consumer.
Dolphin-free tuna only has the public environmebiefits (i.e., preserve the dolphin populatiod aceans’ ecosystems),
not the private ones like personal health. Itug tthat personal satisfaction and benevolenceraat® benefits, too.
However, consumers did not believe they were ggttieir money’s worth in this regard for StarKish&, whereas they do
with The Body Shop’s products.

Somewhere in our dialogue on CSR lies the ideaakimg the solution of an environmental or socialgem the primary

purpose of the organization. Cascade Asset Manage/@&M), is a case in poirﬁ%.o] CAM was created in April 1999, in
Madison, Wisconsin, and traces its beginnings ¢othiversity of Wisconsin's Entrepreneurship prognahere the owners
collaborated on developing and financing the ihliizgsiness plan. CAM is a private, for-profit emiése established to
provide for the environmentally responsible disposiof computers and other electronics generaydolisinesses and
institutions in Wisconsin. With their experiencedaelationships in surplus asset disposition amdpedger hardware
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maintenance, the founders were able to apply shéls and education to this new and developingi#cy.

Firms are willing to pay for CAM’s services becatise disposal of surplus personal computers (Fdgciognized as risky
and highly regulated, given the many toxic materahbedded in most components. CAM'’s story is @lsdible (whereas
StarKist had trouble selling its CSR story). Thenpany was one of the original signers of the “Elaut Recyclers Pledge

of True Stewardship[.m] Signers of the pledge are committed to the hightastdards of environmental and economic
sustainability in their industry and are expeciztivie out this commitment through their operatiamsl partnerships. The
basic principles of the pledge are as follows: xypoet of untested whole products or hazardous compis or commodities
(CRTs, circuit boards) to developing countriesuse of prison labor, adherence to an environmantdhorker safety
management system, provision of regular testingsarits to ensure compliance, and support efforesitourage
producers to make their products less toxic. CAMI gr@wn rapidly and now serves over 500 businedsratitutional
customers from across the country. While it is gpized as one of the national leaders in respa)Siple-stop information
technology (IT) asset disposal, its success ia@itrg new entrants such as IBM, which view PC céey as another

profitable service they can offer their existingit basé??]
KEY TAKEAWAY

Organizational performance can be viewed alongtdmensions—financial, social, and environmentalliectvely
referred to as the triple bottom line, where thtelatwo dimensions are included in the definitidrCSR. While there
remains debate about whether organizations shousider environmental and social impacts when ngglirsiness
decisions, there is increasing pressure to inchudé CSR activities in what constitutes good ppies of management. This
pressure is based on arguments that range fromh€IBR attract and retain the best and brightestamps, to showing
that the firm is being responsive to market dematwdgbservations about how some environmentakaoil needs
represent great entrepreneurial business oppaesintand of themselves.

EXERCISES

1. Why is financial performance important for orgations?

2. What are some examples of financial performanetics?

3. What dimensions of performance beyond finararialincluded in the triple bottom line?
4. How does CSR relate to the triple bottom line?

5. How are financial performance and CSR related?

6. PERFORMANCE OF INDIVIDUALS AND GROUPS

LEARNING OBJECTIVES

1. Understand the key dimensions of individual-levueperformance.

2. Understand the key dimensions of group-level parmance.

3. Know why individual- and group-level performancegoals need to be compatible.

Principles of management are concerned with orgéiaiz-level outcomes such as economic, socialpeirenmental
performance, innovation, or ability to change add@. However, for something to happen at the lefsah organization,
something must typically also be happening withie érganization at the individual or team levelviobsly, if you are an
entrepreneur and the only person employed by yompeany, the organization will accomplish what youashd reap the
benefits of what you create. Normally though, ormations have more than one person, which is whyntveduce to you
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concepts of individual and group performance.

6.1 Individual-Level Performance

Individual-level performance draws upon those thipgu have to do in your job, mr-role performance, and those things
that add value but which aren’t part of your forijodl description. These “extras” are called exbie-performance or
organizational citizenship behaviors (OCBSs)AL this point, it is probably simplest to congi@da in-role performance as
having productivity and quality dimensions assalawith certain standards that you must meet tpodio job. In contrast,
OCBs can be understood as individual behaviorsatebeneficial to the organization and are digmmaty, not directly or

explicitly recognized by the formal reward syst@rﬂ.

In comparison to in-role performance, the spectofinvhat constitutes extra-role performance, or OGBems be great
and growing. In a recent review, for example, manaent researchers identified 30 potentially diifeéferms of OCB,
which they conveniently collapsed into seven comth@mes: (1) Helping Behavior, (2) SportsmanstipJrganizational

Loyalty, (4) Organizational Compliance, (5) Indival Initiative, (6) Civic Virtue, and (7) SeIf-Delaxpment[zA'] Definitions
and examples for these seven themes are summariZatle 1,429

From the Margin of the Page

in-role performance

The things that you have 1o
do as part of your job and its
job descriptian.

organizational citizenship
behaviors (OCBs)

Voluntary behaviers
employees perform to help

1 benefit the

TABLE 1.2 A current survey of arganization citizenship behaviors

Helping Behavior (Taking on the forms of | Altruism
altruism, interpersonal helping, courtesy,
peacemaking, and cheerleading.)

» Voluntary actions that help anather person with a work
problem
= Instructing a new hire on how to use equipment, helping a
coworker catch up with a backlog of wark, fetching
materials that a colleaque needs and cannot procure on
their own
Interpersonal helping
= Focuses on helping coworkers in their jobs when such belp
was neaded.
Courtesy
= Subsurmes all of those foresightful gestures that help
someone else prevent a problem
s Touching base with people before committing to actions
that will affect them, providing advance notice to someons
who needs to know to schedule work.

Peacemaking
m Actions that help to prevent, resclve, or mitigate
inconstructive interpersonal conflict
Cheerleading
= The words and gestures of encouragement and
reinforcernent of coworkers.

» Accomplishments and professional development,
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Sportsmanship | A citizenlike posture of tolerating the inevitable inconveniences and iImpositions of work
without whining and grievances

Organizational | [dentification with and all '_" ce to arganizational leaders and the organization as a whole,
Loyalty | transcendin i 51 | |-q':. wl:u k groups, an 1 deparments.
| Repre nization against threats, contributing to

Its good 'r:‘.;_"l_ll.-_\'.l’.] 1 dnci (m[‘cra mU with others 10 serve the interests of the whale

Organizational | Anorientation towand ¢ rganizati ional structure, job o ch"u ticns, and personnel policies that

Compliance (or recognizes and accepts the necessity and desir ab ility of a rational structure of rules and

Chedience) | requilations, Obedience may be demonstrated by a respect for rules and instructions,
punctuality in attendance and task completion, and stewardship of organizational resources.

Individual A pattern of going well bevond minimally required levels of atendance, punctuality

F G : Vreq i ¥
Initiative (o hausekeeping, conserving resources, and related matters of internal maintenance.
Conscientiousness)
Civic Virtue | Responsible, constructive involverment in the political process of the organization, including

nat just expressing apinions but reading one’s mail, attending mestings, and keeping
| abreast of larger issues invelving the arganization

Self-
Development

Incluces ._lll the steps 1 r‘.][ workers take to voluntarly improve their knowledge, skills, and
or able to :_urln.hulu_l y their crganizations. Seeking out and takir o]
| & ced lr ANINg 5, keeping abreast of the latest developments in one’s
| held anc 1 area, or even learning a new wl, of skills s0 as 10 expand the range of one's
contributions ta an organization.

As you can imagine, principles of management &e#lito be very concerned with individuals’ in-rgderformance. At the
same time, just a quick glance through Table 1aRilshsuggest that those principles should helpbatter manage OCBs as
well.

6.2 Group-Level Performance

A group is a collection of individuals. Group-level periance focuses on both the outcomes and procesdlasftions of
individuals, or groups. Individuals can work onitre@vn agendas in the context of a group. Groughtonsist of project-
related groups, such as a product group or areesitire or branch of a company. The performaneegnbup consists of
the inputs of the group minus any process lossrésatit in the final output, such as the qualityagfroduct and the ramp-up
time to production or the sales for a given moRttecess losss any aspect of group interaction that inhibasdyproblem
solving.

From the Margin of the Page

process loss

Anyaspact of group
Interaction that inhibits
group functioning

Why do we sagroupinstead otean? A collection of people is not a team, though they learn to function in that way.
A teamis a cohesive coalition of people working togetteeachieve the team agenda (i.e., teamwork). Baing team is
not equal to total subordination of personal agenbat it does require a commitment to the visiot @volves each
individual directly in accomplishing the team'’s etiive. Teams differ from other types of groupthiat members are
focused on a joint goal or product, such as a ptaten, completing in-class exercises, discussitmpic, writing a report,
or creating a new design or prototype. Moreoveangalso tend to be defined by their relativelyllenaize. For example,
according to one definition, “A team issenallnumber of people with complementary skills who @venmitted to a

common purpose, performance goals, and approacttioh they are mutually accountablé®

The purpose of assembling a team is to accompligle bgoals that would not be possible for theviimldial working alone
or the simple sum of many individuals’ independeatk. Teamwork is also needed in cases where rfuiklls are needed
or where buy-in is required from certain key stakdars. Teams can, but do not always, provide inguigperformance.
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Working together to further the team agenda seernmtease mutual cooperation between what are oftepeting
factions. The aim and purpose of a team is to petfto get results, and to achieve victory in therkplace and
marketplace. The very best managers are those arhgather together a group of individuals and rtiwdin into an
effective team.

FIGURE 1.10

Lontempara

6.3 Compatibility of Individual and Group Performan ce

As a manager, you will need to understand the cthilitst of individual and group performance, typity with respect to
goals and incentives. What does this mean? Loaliggals first, there should be compatibility bedwéndividual and

group goals. For example, do the individuals’ gaalstribute to the achievement of the group goalrerthey
contradictory? Incentives also need to be aligretdiben individuals and groups. A disconnect betvibese is most likely
when individuals are too far insulated from theeeméil environment or rewarded for action that isaamsistent with the
goal. For example, individuals may be seeking tdege a certain technology and, in doing so, délyelease to customers,
when customers would have been satisfied with tineent solution and put a great priority on itsetiyndelivery. Finally,
firms need to be careful to match their goals whiir reward structures. For example, if the orgation’s goal is to
increase group performance but the firm's perforresappraisal process rewards individual employedumtivity, then the
firm is unlikely to create a strong team culture.

KEY TAKEAWAY

This section helped you understand individual anedijg performance and suggested how they mightpaithto
organizational performance. Principles of managernmeorporate two key facets of individual performa: in-role and
OCB (or extra-role) performance. Group performaimeéyrn, was shown to be a function of how wetliinduals achieved
a combination of individual and group goals. A tdama type of group that is relatively small, anémibbers are willing and
able to subordinate individual goals and objectieethose of the larger group.

EXERCISES

1. What is in-role performance?

2. What is extra-role performance?

3. What is the relationship between extra-role gremince and OCBs?
4. What differentiates a team from a group?

5. When might it be important to understand thelizations of individual performance for group perfance?
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7. YOUR PRINCIPLES OF MANAGEMENT SURVIVOR’S GUIDE

LEARNING OBJECTIVES

1. Know your learning style.

2. Know how to match your style to the circumstance
3. Use the gauge-discover-reflect framework.

Principles of management courses typically comkimmavledge about skills and the development andiegifon of those
skills themselves. For these reasons, it is hefpfuyou to develop your own strategy for learn@imput and developing
management skills. The first part of this stratsigguld be based on your own disposition towardiagr The second part
of this strategy should follow some form of the gexdiscover-reflect process that we outline atetihe of this section.

7.1 Assess Your Learning Style

You can assess your learning style in a numberayswAt a very general level, you can assess \glér iatuitively (see
“What Is Your Intuition about Your Learning Stylg?however, we suggest that you use a survey im&nt like the
Learning Style Index (LSI), the output from whicbuycan then readily compare with your intuitionthis section, we

discuss the dimensions of the LSI that you can déet@gasily and quickly onliné’! The survey will reveal whether your
learning style is active or reflective, sensorynbuitive, visual or verbal, and sequential or gib[ﬁg]

What Is Your Intuition About Your Learning Style?
Your learning style may be defined in large parthsy answers to four questions:

1. How do you prefer to process information: adyivethrough engagement in physical activity or dssian? Or
reflectively—through introspection?

2. What type of information do you preferentiallgrpeive: sensory (external)—sights, sounds, phlys@ssations? Or
intuitive (internal)—possibilities, insights, hures?

3. Through which sensory channel is external infdiom most effectively perceived: visual—pictureisgiams, graphs,
demonstrations? Or verbal—words, sounds? (Othepsgnklannels like touch, taste, and smell areivelgtuntapped in
most educational environments, and are not coreideere.)

4. How do you progress toward understanding: segliga—in continual steps? Or globally—in large jumpslistically?

TRY IT OUT HERE:http://www.engr.ncsu.edu/learningstyles/ilsweb.html

Active and Reflective Learners

Everybody is active sometimes and reflective samegi Your preference for one category or the atieyr be strong,
moderate, or mild. A balance of the two is des&alflyou always act before reflecting, you canguinto things
prematurely and get into trouble, while if you spéoo much time reflecting, you may never get aimgtllone.
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“Let’s try it out and see how it works” is an a&ilearner’s phrase; “Let’s think it through firg$"the reflective learner’s
response. If you are an active learner, you temdtsin and understand information best by doimgething active with
it—discussing it, applying it, or explaining it tohers. Reflective learners prefer to think aboguietly first.

Sitting through lectures without getting to do drrgty physical but take notes is hard for both lewytypes but particularly
hard for active learners. Active learners tendrjoyegroup work more than reflective learners, whefer working alone.

Sensing and Intuitive Learners

Everybody is sensing sometimes and intuitive samedi Here too, your preference for one or the atter be strong,
moderate, or mild. To be effective as a learner@ontlem solver, you need to be able to functiothbvaays. If you
overemphasize intuition, you may miss importanadebr make careless mistakes in calculationsaadb-on work; if you
overemphasize sensing, you may rely too much onarieation and familiar methods and not concentesti@ugh on
understanding and innovative thinking.

Even if you need both, which one best reflects y@errsors often like solving problems by well-esshield methods and
dislike complications and surprises; intuitors likeovation and dislike repetition. Sensors areeniely than intuitors to
resent being tested on material that has not begitidy covered in class. Sensing learners temlike learning facts;
intuitive learners often prefer discovering podisies and relationships.

Sensors tend to be patient with details and googeatorizing facts and doing hands-on (laboratomkyintuitors may be
better at grasping new concepts and are often ocmrdortable than sensors with abstractions and enadltical
formulations. Sensors tend to be more practicalcamdful than intuitors; intuitors tend to work tieasand to be more
innovative than sensors.

Sensors don't like courses that have no apparememdion to the real world (so if you are sensoy ghould love
principles of management!); intuitors don't likeldg-and-chug” courses that involve a lot of menetian and routine
calculations.

Visual and Verbal Learners

In most college classes, very little visual infotima is presented: students mainly listen to lezsiand read material written
on whiteboards, in textbooks, and on handouts. itimiately, most of us are visual learners, whiclamsethat we typically
do not absorb nearly as much information as we avibuhore visual presentation were used in claffecve learners are
capable of processing information presented eitiseially or verbally.

Visual learners remember best what they see—pictdiggrams, flowcharts, time lines, films, and destaations. \Verbal
learners get more out of words—written and spokeategtations. Everyone learns more when informasgorésented both
visually and verbally.

Sequential and Global Learners

Sequential learners tend to follow logical, stepwiaths in finding solutions; global learners mayable to solve complex
problems quickly or put things together in novelg/ance they have grasped the big picture, but iy have difficulty
explaining how they did it. Sequential learnergdtemgain understanding in linear steps, with estep following logically
from the previous one. Global learners tend tanléatarge jumps, absorbing material almost rangiomithout seeing
connections, and then suddenly “getting it.”

Many people who read this description may concladerrectly that they are global since everyonedwgeerienced
bewilderment followed by a sudden flash of undemieg. What makes you global or not is what haperisre the light
bulb goes on. Sequential learners may not fullyeustind the material, but they can nevertheleseathing with it (like
solve the homework problems or pass the test) siepieces they have absorbed are logically caede&trongly global
learners who lack good sequential thinking abdititowever, may have serious difficulties untiptheve the big picture.
Even after they have it, they may be fuzzy aboetdétails of the subject, while sequential learngag know a lot about
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specific aspects of a subject but may have trowgiéeing them to different aspects of the sameesulgr to different
subjects.

7.2 Adapt Your Style

OK, so you've assessed your learning style. Whatilshyou do now? You can apply this valuable angairtant
information about yourself to how you approach yprinciples of management course and the largerlRP&framework.

Active Learners

If you act before you think, you are apt to maksth@nd potentially ill-informed judgments. You dete concentrate on
summarizing situations and taking time to sit bungelf to digest information you have been givefolejumping in and
discussing it with others.

If you are an active learner in a class that allittés or no class time for discussion or problsolving activities, you
should try to compensate for these lacks when tulysStudy in a group in which the members takagexplaining
different topics to one another. Work with othergtiess what you will be asked on the next test figare out how you
will answer. You will always retain information Ibet if you find ways to do something with it.

Reflective Learners

If you think too much, you risk doing nothing—ev&here comes a time when a decision has to be nraale action taken.
Involve yourself in group decision making whenepessible, and try to apply the information you hawvas practical a
manner as possible.

If you are a reflective learner in a class thaived little or no class time for thinking about neformation, you should try
to compensate for this lack when you study. Daniply read or memorize the material; stop periokiida review what
you have read and to think of possible questiorepgptications. You might find it helpful to writdart summaries of
readings or class notes in your own words. Doingiag take extra time but will enable you to rethie material more
effectively.

Sensory Learners

If you rely too much on sensing, you tend to prefkat is familiar and concentrate on facts you kimstead of being
innovative and adapting to new situations. Seeloppbrtunities to learn theoretical information d@hen bring in facts to
support or negate these theories.

Sensors remember and understand information bigyifcan see how it connects to the real worlgolf are in a class
where most of the material is abstract and thezaktyou may have difficulty. Ask your instructanrfspecific examples of
concepts and procedures, and find out how the gisegply in practice. If the teacher does not pleenough specifics,
try to find some in your course text or other referes or by brainstorming with friends or classate

Intuitive Learners

If you rely too much on intuition, you risk missiimgportant details, which can lead to poor decisi@king and problem
solving. Force yourself to learn facts or memoda¢a that will help you defend or criticize a theor procedure you are
working with. You may need to slow down and looldatail you would otherwise typically skim.

Many college lecture classes are aimed at intuitéosvever, if you are an intuitor and you happebéan a class that deals
primarily with memorization and rote substitutionformulas, you may have trouble with boredom. siar instructor for
interpretations or theories that link the factstrgrto find the connections yourself. You may ai&oprone to careless
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mistakes on tests because you are impatient witilsland don't like repetition (as in checking yeompleted solutions).
Take time to read the entire question before yart sinswering, and be sure to check your results.

Visual Learners

If you concentrate more on pictorial or graphicdébimation than on words, you put yourself at dirli$ disadvantage
because verbal and written information is still thein preferred choice for delivery of informati®ractice your note
taking, and seek out opportunities to explain imfation to others using words.

If you are a visual learner, try to find diagrasisgtches, schematics, photographs, flowcharts)ypother visual
representation of course material that is predomtipaerbal. Ask your instructor, consult referermmoks, and see whether
any videotapes or CD-ROM displays of the courseen@ltare available. Prepare a concept map bpdistey points,
enclosing them in boxes or circles, and drawingdliwith arrows between concepts to show conneci@ulsr-code your
notes with a highlighter so that everything relgtio one topic is the same color.

Verbal Learners

As with visual learners, look for opportunitiesliéarn through audiovisual presentations (such aR@M and Webcasts).
When making notes, group information accordingdonoepts, and then create visual links with arrosmsgyto and from
them. Take every opportunity you can to createtshtables, and diagrams.

Write summaries or outlines of course materialdaryown words. Working in groups can be particylaffective: you gain
understanding of material by hearing classmatgslagmations, and you learn even more when you dexp&ining.

Sequential Learners

When you break things down into small componentsarm@ often able to dive right into problem solvifbis seems to be
advantageous but can often be unproductive. Faraesglf to slow down and understand why you araglsomething and
how it is connected to the overall purpose or dbjecAsk yourself how your actions are going téphgou in the long run.
If you can't think of a practical application fothat you are doing, then stop and do some morepibtgre” thinking.

Most college courses are taught in a sequentiaheraklowever, if you are a sequential learner andhave an instructor
who jumps around from topic to topic or skips stefs may have difficulty following and rememberidgk the instructor
to fill in the skipped steps, or fill them in yoeisby consulting references. When you are studyake the time to outline
the lecture material for yourself in logical orderthe long run, doing so will save you time. Yaight also try to strengthen
your global-thinking skills by relating each newimyou study to things you already know. The mare can do so, the
deeper your understanding of the topic is likelpéo

Global Learners

If grasping the big picture is easy for you, then gan be at risk of wanting to run before you walk. You see what is
needed but may not take the time to learn howtbestcomplish it. Take the time to ask for explaet, and force
yourself to complete all problem-solving steps befcoming to a conclusion or making a decisiogoli can’t explain what
you have done and why, then you may have misstédatdetails.

If you are a global learner, it can be helpfulyou to realize that you need the big picture diilsject before you can
master details. If your instructor plunges direatlp new topics without bothering to explain hdvwey relate to what you
already know, it can cause problems for you. Fateily, there are steps you can take that may leelggt the big picture
more rapidly. Before you begin to study the fiesttion of a chapter in a text, skim through thererthapter to get an
overview. Doing so may be time consuming initialiyt it may save you from going over and over iittlial parts later.
Instead of spending a short time on every subjeetyenight, you might find it more productive torimerse yourself in
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individual subjects for large blocks. Try to reldéibe subject to things you already know, eitheabling the instructor to
help you see connections or by consulting referengbove all, don't lose faith in yourself; you kelventually understand
the new material, and understanding how it conniectsher topics and disciplines may enable yoaply it in ways that
most sequential thinkers would never dream of.

7.3 Gauge-Discover-Reflect

You have already begun to apply the spirit of whiatrecommend in this third part of the developnwntour principles of
management survival kit, by gauging your learniytes The three essential components are (1) gaugee-dtock of your
knowledge and capabilities about a topic; (2) diece-learn enough about a topic so that you caspsstific development
goals on which you can apply and practice, and ggage again your progress toward your set gaatsy(3) reflect—step
back and look at the ways you have achieved yoalsgtake the opportunity to set new ones, andnitieothis experience
and thought process in a daily journal.

Gauge

It is always good to start any self-developmentpss by getting some sense of where you are. §hdtyi we commence
with thegaugestage. For learning and developing in the argain€iples of management, such knowledge is esdeBYy
analogy, let’s say you want to take a road tripaiubwn. Even if you have a map and a compast|lits pretty important
to know exactly where you are starting on the map!

Your instructor will likely introduce you to a numbof different types of management assessmert, taontl you should
experiment with them to see how they work and #ngrele to which results resonate with your intuiti@mword of caution
here—just because some assessment results mayvilastour intuition or self-image, do not immedigtassume that they
are wrong. Instead, use them as an opportunityrativation for further probing (this can fuel yowork in the discovery
and reflect stages).

The obvious value of commencing your learning psscgith some form of assessment is that you haleaa starting
point, in terms of knowledge. This also means yoat now have a basis for comparing your achievertteanhy relevant
specific goals that you set. Less obvious perhatisei experience you will gain with principles cimagement skill
assessments in general. More and more organizatgensome form of assessment in the recruitinganuesources
development, and yes, even promotion processes.experience with these different surveys will giwri the confidence
to take other surveys and the knowledge needduoww erganizations that you are aware of your an¢asrength and
development opportunities.

Discover

Thediscoverystage of your principles of management surviviahlis four related facets: (1) learn, (2) set g¢8)sapply,
and (4) practice. Let us look at each one in turn.

Learn

You have probably learned a little about a cersaisject just by virtue of gauging your depth iHritsome cases, you might
even have read up on the subject a lot to accyrgaeige where you were strong or weak. There isn@&xisting survey
for every subject, and it is beneficial to learmhmu might gauge this or that area of interest.

The learning facet essentially asks that you bydlgr knowledge base about a particular topic. As kmmow, learning has
multiple facets, from simply mastering facts anéirdéons, to developing knowledge of how you migtply that
knowledge. You will typically want to start with @ mastery over facts and definitions and therdlygilr knowledge base
to a more strategic level—that is, be able to uridatswhen, where, and how you might use thoseitlefia and facts in
principles of management.
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Set SMART Goals

The combination of gauging and learning about &tsipould permit you to set some goals relatedia yocal topic. For
example, you want to develop better team commuinitakills or better understand change managendénile your goals
should reflect the intersection of your own neeuts the subject, we do know that effective goalsfatertain
characteristics. These characteristics—specific somadle, aggressive, realistic, and time bound—yleddacronym

SMART/?®] Here is how to tell if your goals are SMART goals.
Specific

Specific goals are more likely to be achieved tha@neral goal. To set a specific goal, you mustvanthe six “W”
guestions:

m Who: Who is involved?

m What: What do | want to accomplish?
m Where: At what location?

m When: In what time frame?

m Which: What are the requirements and constraints?

m Why: What specific reasons, purpose, or benefigglzere to the accomplishment of the 9188]?

EXAMPLE: A general goal would be, “Get a job astail store manager.” But a specific goal would S&dentify my
development needs in the next three weeks to beaamiail store manager.” “Are You Ready to Be adRetail Store
Manager?” provides you with an introductory listsofvey questions that might help you accelerate poogress on this
particular goal set.

Are You Ready to Be a Great Retail Store Manager?

The service sector employs more than 80% of thewbgkforce, and the position of retail store maarag in increasing
demand. Have you already developed the skills ta geeat store manager? Score yourself on eattesé t10 people skills.
How close did you get to 1007 Identify two areaddgelop, and then move on to two more areas drategbal is achieved.

1. "I challenge employees to set new performanedsgo
Never: 1 Seldom: 3 Often: 5 Regularly: 10

2. “l coach employees to resolve performance prosle
Never: 1 Seldom: 3 Often: 5 Regularly: 10

3. “I encourage employees to contribute new ideas.”
Never: 1 Seldom: 3 Often: 5 Regularly: 10

4. “| take an interest in my employees’ personeddi”
Never: 1 Seldom: 3 Often: 5 Regularly: 10

5. “I delegate well.”

Never: 1 Seldom: 3 Often: 5 Regularly: 10
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6. “I communicate my priorities and directions clga
Never: 1 Seldom: 3 Often: 5 Regularly: 10

7. “l resolve conflicts in a productive way.”

Never: 1 Seldom: 3 Often: 5 Regularly: 10

8. “l behave in a professional way at work.”
Never: 1 Seldom: 3 Often: 5 Regularly: 10

9. “l inspire my employees with a dynamic persdgali

Never: 1 Seldom: 3 Often: 5 Regularly: 10
10. “l am a good listener.”
Never: 1 Seldom: 3 Often: 5 Regularly: 10

Measurable

When goals are specific, performance tends to @mk{?l] Why? If goals are not specific and measurable, wowld you
know whether you have reached the goal? Any pedooa level becomes acceptable. For the same rda8iog,
someone, “Do your best” is not an effective goadaese it is not measurable and does not give ttsapa specific target.

Aggressive

This may sound counterintuitive, but effective gaale difficult, not easy. Aggressive goals are addlled stretch goals.
Why are effective goals aggressive? Easy goalotpnovide a challenge. When goals are aggressidevéaien they require
people to work harder or smarter, performance témtte dramatically higher.

Realistic

While goals should be difficult, they should alsoli|ased in reality. In other words, if a goal maxeéd as impossible to reach,
it does not have any motivational value. Only yan decide which goal is realistic and which is isgiole to achieve; just
be sure that the goal you set, while it is aggvessemains grounded in reality.

Timely

The goal should contain a statement regarding wineproposed performance level will be reacheds Waiy, it provides
the person with a sense of urgency.

Apply and Practice

Your knowledge of the subject, plus your SMART gogive you an opportunity to apply and test yownwledge. Going
back to our road-trip analogy, gauging gives yatiaating point, learning gives you a road map asmdmass, and goals give
you a target destination. Practice, in turn, sinmpéans some repetition of the application procéss: objective here
should be to apply and practice a subject long gimdliat, when you gauge it again, you are likelgde some change or
progress.

Reflect
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This final stage has two parts: (1) gauge again(ancecord.
Gauge Again

As suggested under “Apply and Practice,” you wlnkto gauge your progress. Have you become mooxative? Do you
better communicate in teams? Do you have a betigenstanding of other key principles of management?

Record

Many people might stop at the gauge again poiritthmy would be missing out on an incredibly valeaipportunity.
Specifically, look at what you have learned andeadd regarding your goals, and chronicle your psgjin some form of a

journal.[32] A journal may be a required component of a priesipf management course, so there may be extassiell
as intrinsic motives for starting to keep a journal

There are also various exercises that you cankmaiahrough your journaling. These allow you balienge yourself and
think more creatively and deeply. An effective joairentry should be written with clear images awalifigs. You should
aim to include your reactions along with the famtgvents related to your developmental goals.eRperience of certain
experiments may not necessarily be what you thotighguld be, and this is what is important to ecapt You are bound to
feel turmoil in various moments, and these feelamgsexcellent fodder for journaling. Journalinigws you to vent and
understand emotions. These types of entries cafféetive at giving yourself a more rounded persipe®mn past events.

In addition to the goals you are evaluating, theeenumerous things to write about in a journal ¥an reflect on the day,
the week, or even the year. You can reflect on Bvidgnat you have been a part of or people you haete Look for
conclusions that you may have made or any contlietsyou faced. Most important, write about how yelt. This will
allow you to examine your own emotional respon¥es.may find that you need to make a personal aaiaesponse to
those conflicts. The conclusions that you make fyonr journal entries are the ingredients to sedfagh. Facing those
conflicts may also change your life for the betéeryou are able to grow as a person.

You should also always go back and review whathee written. Think about each journal entry youehmade and what
it means. This is the true aspect of self-growtbuh journaling. It is easy to recognize changgsurself through your
journaling. You may find that you had a disturbidga one day, but the next your attitude was mtteb You may also
find that your attitude grows and improves day hy.d'his is what makes journaling a true self-grotatol.

Journaling may be inexpensive, but it does regirite and commitment. The time factor itself carsb®ll, only about 10
minutes a day or maybe 30 minutes a week, dependitngw you would like to summarize your life. Yda, however,
have to be motivated to write on a regular basierkf you do not have a lot of time to write, ywili still be able to enjoy
the large amount of personal growth that is aviléirough journaling. Perhaps this suggests tbat first goal set relates
to time set aside for journaling.

KEY TAKEAWAY

You have seen how different individuals approa&hlétarning process and that an understanding séttiéferences can
help you with your objectives related to principtésnanagement. Beyond this general understandipgus own learning
style, you also have an opportunity to put togetfoer own survival kit for this course. Your kitllhiave answers and
resources based on the gauge-discover-reflect fvrarke The development of SMART goals are partidulanportant in
the successful application of the framework.

EXERCISES
1. What is your learning style?

2. How does your style compare with your prior iitibn?
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3. What target learning issue could you use to éxat with the gauge-discover-reflect framework?
4. What does the acronym SMART refer to, in theternof goal setting?

5. What SMART goals could you apply to your targetrning issue?
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Felder, and R. Brent, “Understanding Student Défferes,”Journal of Engineering Education 9do. 1 (2005): 57-72, for
an exploration of differences in student learnityies, approaches to learning (deep, surface, @atkgic), and levels of
intellectual development, with recommended teachiagtices to address all three categories. R.eldleff, and J. E.
Spurlin, “Applications, Reliability, and Validityfahe Index of Learning StylesJournal of Engineering Education 2d40.1
(2005): 103-12, provides a validation study of tls. Also see T. A. Litzinger, S. H. Lee, J. C. ¥isand R.M. Felder, “A
Psychometric Study of the Index of Learning Styldsurnal of Engineering Education 960. 4 (2007): 309-19.

29. In his seminal 1954 workhe Practice of Manageme(itlew York: Collins), Peter Drucker coined the wsafithe
acronym for SMART objectives while discussing oljez-based management.

30. http://www.topachievement.com/smart.hifatcessed October 15, 2008).

31. M. E. Tubbs, “Goal setting: A Meta-analytic Exaation of the Empirical EvidenceJournal of Applied Psychology
71(1986): 474-83.

32. K. BromleyJournaling: Engagements in Reading, Writing, anthkimg (New York: Scholastic, 1993).
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CHAPTER 2 Personality, Attitudes, and Work Behaviols
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FIGURE 2.1

Successiul omanizations depend on getting the right mix of individuals in the right positions at the right times

WHAT'S IN IT FOR ME?

Reading this chapter will help you do the following

1. Understand the roles of personality and valueebermining work behaviors.
2. Explain the process of perception and how it affewrk behaviors.

3. Identify the major work attitudes that affect wdnrhaviors.

4. Define the concept of person-organization fit &od it affects work behaviors.
5. List the key set of behaviors that matter for aigational performance.

6. Be able to develop your positive attitude skills.

FIGURE 2.2 The P-0-L-C Framework

1. Vision & Mission 1. Organization Design | 1- FﬂadEﬁhiP 1. Systems/Processes
2. Strategizing e 2. Decision Making 2. Strategic Human
3. Goals & Objectives | 3. Social Networks 3. Communications [ RESOUICes

4. Groups/Teams

5. Motivation

Individuals bring a number of differences to wofkey have a variety of personalities, values, dtithdes. When they
enter into organizations, their stable or transgharacteristics affect how they behave and perfbtareover, companies
hire people with the expectation that they havéaieknowledge, skills, abilities, personalitiesdavalues.
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Recall that you are learning about the principlesanagement through the planning-organizing-legdiontrolling
(P-O-L-C) framework. Employees’ personalities,tattes, and work behaviors affect how managers appreach
P-O-L-C dimension. Here are just a few examples:

m When conducting environmental scanning duringalhening process, a manager’s perceptions colonfbemation that
is absorbed and processed.

m Employee preferences for job design and enrichifssmtects of organizing) may be a function of iftlials’ personalities
and values.

m Leading effectively requires an understandingropleyees’ personalities, values, and attitudes.
m Absenteeism can challenge a manager’s abilitypidrol costs and performance (both at the groupiragididual levels).

Therefore, it is important for managers to undewdtine individual characteristics that matter fimpdoyee and manager
behaviors.

1. CASE IN POINT: SAS INSTITUTE INVESTS IN EMPLOYEE S

2008 SAS [nstitute Inc. All righits réserved _|.'.:-I|-|_-.|,_":.'“'.:' Iy permission from SAS Instizpute Inc., Cary, North Carolf

Who are your best customers? Which customers argitoy you the most profits and which are the lgmsfitable?
Companies are increasingly relying on complicatath anining software to answer these and other igmsstMore than
92% of the top 100 companies on fartuneGlobal 500 list are using software developed b $#stitute Inc., the world’s
largest privately held software company, for theisiness intelligence and analytical needs. Thg, Glrth Carolina,
company is doing extremely well by any measureyTeve over 10,000 employees worldwide, operatevér 100
countries, ranked number 1 Bortunes 2010 list of the “Best Companies to Work Fomidareported $2.31 billion in
revenue in 2009 (their 33rd consecutive year ofvgiand profitability). They reinvested 23% of th2009 revenue into
research and development (R&D) activities. The cmyds quick to attribute their success to thegrenince and loyalty
of their workforce. This is directly correlated ihow they treat their employees.

SAS has perfected the art of employee managentdrds lbeen ranked éfortunemagazine’s best places to work list every
year since the list was first published. Employsssm to genuinely enjoy working at SAS and are ugllysattached to the
company, resulting in a turnover rate that is thas 4% in an industry where 20% is the norm. tt,favhen Google
designed their own legendary campus in Califottiay visited the SAS campus to get ideas.

One thing SAS does well is giving its employeesarpmities to work on interesting and challengimgjgcts. The software
developers have the opportunity to develop cuttidge software to be used around the world. The aopnmakes an
effort to concentrate its business in the areaafytics, which add the most value and help orgaioins best analyze
disparate data for decision making, creating opities for SAS workers to be challenged. Plus,dbmpany removes
obstacles for employees. Equipment, policies, raed meetings that could impede productivity direieated.
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SAS has treated employees well in bad times asaséli good times. CEO Jim Goodnight is quotedagimg, “For 2010, |
make the same promise that | did last year—SAShaile no layoffs. Too many companies worldwide ifieed employees
and benefits to cut costs in 2009. SAS took theosipp stance, and we have been rewarded in employaiey and overall
success of the business. Maintaining this posttiooughout the downturn puts us in the best posttiomeet the expected
market upturn.”

In addition, the company has a reputation as ageiowhen it comes to the perks it offers employkeetsthese perks are
not given with a mentality of “offer everything bilite kitchen sink.” There is careful thinking andrming behind the
choice of perks the company offers. SAS condugslae employee satisfaction surveys, and any fubereefits and perks
offered are planned in response to the resultscdhgany wants to eliminate stressors and anytheigdissatisfies from
people’s lives. To keep employees healthy andhiite are athletic fields; a full gym; a swimmirapp and tennis,
basketball, and racquetball courts on campus. Blag;ompany offers free on-site health care fgpleyees, covers
dependents at their fully staffed primary medicakccenter, and offers unlimited sick leave. Thagany understands that
employees have a life and encourages employeesrioreasonable hours and then go home to theitiésmin fact, a
famous motto in the company is, “If you are workfogmore than 8 hours, you are just adding bug8.3 is truly one of
the industry leaders in leveraging its treatmemeaaiple for continued business success.

Case written by Berrin Erdogan and Talya Bauer tco@mpany Carpenter, M., Bauer, T., & Erdogan, BO@). Principles
of management (1st ed.). New York: Flat World Kedgk. Based on information from Doing well by beitper nice.
(2007, December 1). Economist. Retrieved April2B1,0, fromhttp://www.financialexpress.com/news/doing-well-by-
being-rather-nice/24709@akebread, C. (2005, July). SAS...not SOS. Ber@gditada, 29(7), 18; Florida, R., &
Goodnight, J. (2005, July-August). Managing foratireity. Harvard Business Review, 83(7/8), 124-1K4rlgaard, R.
(2006, October 16). Who wants to be public? Forkaa, 2(17), 22; SAS ranks No. 1 on Fortune “Bestn@anies to
Work For” list in America. (2010, January 21). Sp@ss release. Retrieved May 27, 2010, fhotp://www.sas.com
/news/preleases/2010fortuneranking.html

DISCUSSION QUESTIONS
1. How would you translate SAS’s art of employesagement in terms of the P-O-L-C framework?

2. SAS s a global company. Do you think that teaddits offered and the strategy used to improvel@mee satisfaction
vary from country to country?

3. If a company is unable to provide the beneffitlg SAS does, in what other ways might a firm ergmtsitive work
attitudes?

4. What risks could be associated with giving wéakp surveys, as was done at SAS?

5. What are some effective strategies to creatdambed work and home life? Is this more or less cfiallenge when you
are starting a new career?

2. PERSONALITY AND VALUES

LEARNING OBJECTIVES

1. Identify the major personality traits that are relevant to organizational behavior.
2. Explain the potential pitfalls of personality testing.

3. Describe the relationship between personality ahwork behaviors.

4. Understand what values are.
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5. Describe the link between values and work behaoris.

2.1 Personality

Personality encompasses a person’s relatively stable feelihgaghts, and behavioral patterns. Each of ushasque
personality that differentiates us from other pepphd understanding someone’s personality givekias about how that
person is likely to act and feel in a variety ¢figtions. To manage effectively, it is helpful taderstand the personalities of
different employees. Having this knowledge is aiseful for placing people into jobs and organizagio

FIGURE 2.4

":I. .Hll:”:rrr'r:l!r."r' ‘-r|f-'|" J

“I'm neither a good cop nor a bad cop, Jerome. Like yourself,
I'm a complex amalgam of positive and negative personality
traits that emerge or not, depending on crrcumstances. 2

Phe New Yorsker Collechione 2007 Mick Stevens from carfoonbank comr. AN Rights Reserved

From the Margin of the Page

personality

The refanively stable feelings,
thaughts, ancl behavioral
pattedns a person had

If personality is stable, does this mean that ésdoot change? You probably remember how you haaneged and evolved
as a result of your own life experiences, parergtytg and attention you have received in earlidbbid, successes and
failures you experienced over the course of ydey &ind other life events. In fact, personality slobange over long periods
of time. For example, we tend to become more dgaaiminant, more conscientious (organized and deéakle), and more

emotionally stable between the ages of 20 and ABraas openness to new experiences tends to daslive agél.] In
other words, even though we treat personality lasively stable, change occurs. Moreover, everitlikood, our
personality matters, and it has lasting consequsefuraus. For example, studies show that part otaveer success and job

satisfaction later in life can be explained by ohitdhood personalitV.]
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Is our behavior in organizations dependent on eusgnality? To some extent, yes, and to some extentWhile we will
discuss the effects of personality for employeeabén, you must remember that the relationshipsiescribe are modest
correlations. For example, having a sociable arnidaing personality may encourage people to seekds and prefer social
situations. This does not mean that their persgnalil immediately affect their work behavior. Atork, we have a job to
do and a role to perform. Therefore, our behaviay fme more strongly affected by what is expecteasphs opposed to
how we want to behave. Especially in jobs that ime@ lot of autonomy, or freedom, personality tetalexert a strong

influence on work behavié?,] something to consider when engaging in Organ&ctiyities such as job design or
enrichment.

Big Five Personality Traits

How many personality traits are there? How do wengknow? In every language, there are many worssrithéng a
person’s personality. In fact, in the English laage, more than 15,000 words describing persortaiye been identified.
When researchers analyzed the traits describirgppality characteristics, they realized that maiffgrgnt words were
actually pointing to a single dimension of persapalVhen these words were grouped, five dimensgaesmed to emerge,

and these explain much of the variation in ourqnmﬁties[‘” These five are not necessarily the only traitstbete. There
are other, specific traits that represent otheedsions not captured by the Big Five. Still, untierding them gives us a
good start for describing personality.

FIGURE 2.5 The Big Five Personalit
Trait Description
0 Curious, original, intellectual, creative, and open to
bl new ideas.

Organized, systematic, punctual, achievement

Conscientiousness oriented, and dependable.

Outgoing, talkative, sociable, and enjoys being in

Extraversion social situations.

ﬁgreea bleness Affable, tolerant, sensitive, trusting, kind, and warm.

Neuroticism Anxious, irritable, temperamental, and moody.

As you can see, the Big Five dimensions are opsnoesscientiousness, extraversion, agreeablemad$yeuroticism—if
you put the initials together, you get the acrorf@@EAN. Everyone has some degree of each of thais; it is the unique
configuration of how high a person rates on som#stand how low on others that produces the iddai quality we call
personality.

Opennesss the degree to which a person is curious, algintellectual, creative, and open to new id€aple high in
openness seem to thrive in situations that redjexéility and learning new things. They are higinhotivated to learn new
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skills, and they do well in training settin@ﬂhey also have an advantage when they enter ineveorganization. Their
open-mindedness leads them to seek a lot of infiismand feedback about how they are doing andiild belationships,

which leads to quicker adjustment to the nevv[%lWhen given support, they tend to be crea[lﬂ/@pen people are highly
adaptable to change, and teams that experienceegefin changes in their tasks do well if they apufated with people

high in opennes@.] Compared with people low in openness, they axeratae likely to start their own busind$sThe
potential downside is that they may also be prongecoming more easily bored or impatient with ircaut

Conscientiousnessefers to the degree to which a person is orgengestematic, punctual, achievement-oriented, and
dependable. Conscientiousness is the one pergomalitthat uniformly predicts how high a persopé&rformance will be

across a variety of occupations and j[)ll%ln fact, conscientiousness is the trait most dedy recruiters, and highly

conscientious applicants tend to succeed in irgarsit ! Once they are hired, conscientious people not temig to
perform well, but they also have higher levels ofirration to perform, lower levels of turnover, lemlevels of

absenteeism, and higher levels of safety performamwork[.lz] One’s conscientiousness is related to career sserel

career satisfaction over tinh&’) Finally, it seems that conscientiousness is aalddutrait for entrepreneurs. Highly
conscientious people are more likely to start tbhein business compared with those who are not cmtgus, and their

firms have longer survival ratés A potential downside is that highly conscientitndividuals can be detail-oriented
rather than seeing the big picture.

Extraversion is the degree to which a person is outgoing, tekasociable, and enjoys socializing. One ofdktablished
findings is that they tend to be effective in jaigolving saled!®] Moreover, they tend to be effective as managenlsizay

demonstrate inspirational leadership behalitiisextra-verts do well in social situations, andaassult, they tend to be
effective in job interviews. Part of this succesmes from preparation, as they are likely to usé gocial network to
prepare for the inter-vielt”] extraverts have an easier time than introvertsigen adjusting to a new job. They actively
seek information and feedback and build effectelationships, which helps them adj[i@. Interestingly, extraverts are
also found to be happier at work, which may be beeaf the relationships they build with the peapleund them and

their easier adjustment to a new fﬂ)ﬂ However, they do not necessarily perform welllijods; jobs depriving them of
social interaction may be a poor fit. Moreoverytlage not necessarily model employees. For exartipg, tend to have
higher levels of absenteeism at work, potentiadigduse they may miss work to hang out with or dtterthe needs of their

friends.[zo]

FIGURE 2.6

45 of 80 6/29/2013 9:28 P



MBS

46 of 80

https://www.xplana.com/xplanaBookshelf/xplanaboekEmbedplayer/

MBS

Username: STEPHEN@LAUGHNET.NEBook: Principles of Management Version 1.1 Copyrightl20IBS. No part of this book may be reproduced amgmitted by any means
without the publisher's prior permission. Use (attiean qualified fair use) in violation of the lawi Terms of Service is prohibited. Violators wél prosecuted to the full extent of the
law.
Agreeablenesss the degree to which a person is affable, takgsensitive, trusting, kind, and warm. In otheres, people
who are high in agreeableness are likeable pedmteget along with others. Not surprisingly, agrdegieople help others

at work consistently; this helping behavior doesdepend on their good moéd! They are also less likely to retaliate

when other people treat them unfaf?@/]. This may reflect their ability to show empathy doadjive people the benefit of
the doubt. Agreeable people may be a valuableiadda their teams and may be effective leaderabbse they create a

fair environment when they are in leadership pomEZ?’] At the other end of the spectrum, people low irragbleness are
less likely to show these positive behaviors. Mesgppeople who are disagreeable are shown tdfiitjobs

unexpectedly, perhaps in response to a conflid¢t aviboss or a pe@r‘}] If agreeable people are so nice, does this medn th
we should only look for agreeable people when gitifou might expect some jobs to require a lowlle¥agreeableness.
Think about it: When hiring a lawyer, would you fanea kind and gentle person or someone who caul stp to an
opponent? People high in agreeableness are adslikidg to engage in constructive and change-teign

communicatiort?] Disagreeing with the status quo may create canélied agreeable people may avoid creating such
conflict, missing an opportunity for constructivieange.

From the Margin of the Page

openness

conscientiousness

extraversion

tive,
Yoys being I

Neuroticism refers to the degree to which a person is anxigitable, temperamental, and moody. It is perhhpsonly

Big Five dimension where scoring high is undesgableurotic people have a tendency to have emdtaijastment
problems and habitually experience stress and dsipre People very high in Neuroticism experienogmber of problems
at work. For example, they have trouble forming arantaining relationships and are less likely é@assbmeone people go to

for advice and friendshiB.G] They tend to be habitually unhappy in their jobd eeport high intentions to leave, but they

do not necessarily actually leave their jaﬂ;.Being high in Neuroticism seems to be harmfulrte’s career, as these
employees have lower levels of career success (meghwith income and occupational status achiewexheé’s career).

Finally, if they achieve managerial jobs, they témdreate an unfair climate at wdfR]

In contrast, people who are low on Neuroticism—éha$io have a positive affective disposition—tenéstperience
positive moods more often than negative moods. Téeg to be more satisfied with their jobs and ntanemitted to their

companiei?g] This is not surprising, as people who habituadlg the glass as half full will notice the good gjsiin their
work environment while those with the opposite eleter will find more things to complain about. Whet these people are
more successful in finding jobs and companiesulibimake them happy, build better relationshipsvatk that increase
their satisfaction and commitment, or simply sesrtnvironment as more positive, it seems thatNmuroticism is a
strong advantage in the workplace.

Evaluate Yourself on the Big Five Personality Fexto

Go tohttp://www.outofservice.com/bigfiven see how you score on these factors.
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Other Personality Dimensions

In addition to the Big Five, researchers have psedovarious other dimensions, or traits, of per#gn@hese include
self-monitoring, proactive personality, self-esteamd self-efficacy.

Self-monitoring refers to the extent to which a person is capaffonitoring his or her actions and appearanc®aial
situations. People who are social monitors areatobiameleons who understand what the situatioraddmand act

accordingly, while low social monitors tend to gt way they fedfO! High social monitors are sensitive to the types of
behaviors the social environment expects from thigmir ability to modify their behavior accordingthe demands of the

situation they are in and to manage their impressiifectively are great advantages for tt@ﬂn?rhey are rated as higher

performers and emerge as Iead%%?l’hey are effective in influencing other people anel able to get things done by
managing their impressions. As managers, howewey, tend to have lower accuracy in evaluating gropmance of their
employees. It seems that while trying to managi ttmpressions, they may avoid giving accurate beaxdk to their

subordinates to avoid confrontations, which coutdlér a manager’s ability to carry out the Con'lmgllfunction[33]

Proactive personalityrefers to a person’s inclination to fix what isomg, change things, and use initiative to solve
problems. Instead of waiting to be told what to pimactive people take action to initiate meanihghange and remove the

obstacles they face along the way. Proactive iddafs tend to be more successful in their job $metc ] They also are
more successful over the course of their carearguse they use initiative and acquire greater whakeding of how the

politics within the company work®! Proactive people are valuable assets to their aniep because they may have higher
levels of performanc[eo’.G] They adjust to their new jobs quickly because tinegerstand the political environment better
and make friends more quicliﬁz] Proactive people are eager to learn and engagany developmental activities to

improve their skilld38! For all their potential, under some circumstarmreactive personality may be a liability for a pars
or an organization. Imagine a person who is preadiut is perceived as too pushy, trying to chahges other people are
not willing to let go of, or using their initiativiee make decisions that do not serve a compangsiberests. Research

shows that a proactive person’s success depeniis onher understanding of the company’s coreeslability, and skills

to perform the job and ability to assess situatideaands correctiﬁg]

From the Margin of the Page
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self-esteem
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Self-esteems the degree to which a person has overall pedidelings about himself or herself. People withh
self-esteem view themselves in a positive light, @nfident, and respect themselves. In contrasiplp with low
self-esteem experience high levels of self-douldtcrestion their self-worth. High self-esteem lated to higher levels of

satisfaction with one’s job and higher levels offpanance on the jo[é"p] People with low self-esteem are attracted to

situations where they will be relatively invisiblych as large compani%%]. Managing employees with low self-esteem may
be challenging at times because negative feedbaek gith the intention of improving performanceyz viewed as a
negative judgment on their worth as an employeerdfore, effectively managing employees with reédii low self-esteem
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requires tact and providing lots of positive feedbahen discussing performance incidents.
Self-Esteem Around the Globe

Which nations have the highest average self-est&as@archers asked this question by surveying altig300 individuals
across 53 nations, in 28 languages.

On the basis of this survey, these are the topati@ms in terms of self-reported self-esteem:
1. Serbia

2. Chile

3. Israel

4. Peru

5. Estonia

6. United States of America
7. Turkey

8. Mexico

9. Croatia

10. Austria

The following are the 10 nations with the lowedt-seported self-esteem:
1. South Korea

2. Switzerland

3. Morocco

4. Slovakia

5. Fiji

6. Taiwan

7. Czech Republic

8. Bangladesh

9. Hong Kong

10. Japan

Source: Adapted from information in Denissen, A.JPenke, L., & Schmitt, D. P. (2008, July). Sstfeem reactions to
social interactions: Evidence for sociometer meésiaus across days, people, and nations. Journako§éhality &

Social Psychology, 95, 181-196; Hitti, M. (2005Nh&¥ No. 1 in self-esteem? Serbia is tops, Japaksdowest, U.S. is no.
6 in global survey. WebMD. Retrieved November @882fromhttp://www.webmd.com/skin-beauty/news/20050927Avhos
number-1-in-self-esteerBchmitt, D. P., & Allik, J. (2005). The simultanes administration of the Rosenberg self-esteem
scale in 53 nationals: Culture-specific featuregtibal self-esteem. Journal of Personality andi@desychology, 89,
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623-642.

Self-efficacyis a belief that one can perform a specific taglcessfully. Research shows that the belief thatamedo
something is a good predictor of whether we canalgtdo it. Self-efficacy is different from othpersonality traits in that

it is job specific. You may have high self-efficaioybeing successful academically, but low selieeffy in relation to your
ability to fix your car. At the same time, peoplevk a certain level of generalized self-efficaayd ¢hey have the belief that
whatever task or hobby they tackle, they are likelpe successful in it.

Research shows that self-efficacy at work is relladejob performanc[é‘.z] This is probably because people with high
self-efficacy actually set higher goals for themesland are more committed to their goals, whgveaple with low

self-efficacy tend to procrastina[f@.] Academic self-efficacy is a good predictor of yguade point average, as well as
whether you persist in your studies or drop outojliage[.44]

Is there a way of increasing employee’s self-efficaln addition to hiring people who are capablpafforming the
required job tasks, training people to increase dwdf-efficacy may be effective. Some people rasp respond well to
verbal encouragement. By showing that you belibeg tan be successful and effectively playing tte of cheerleader, a
manager may be able to increase self-efficacyfiselEmpowering people—giving them opportunitiesest their skills so

that they can see what they are capable of—isaatgmd way of increasing self—effica%?.]

From the Margin of the Page
sell-efficacy

A belief that one can perform

A speciic task sucoesslully.

2.2 Personality Testing in Employee Selection

Personality is a potentially important predictomairk behavior. In job interviews, companies tryagsess a candidate’s
personality and the potential for a good match,itetrviews are only as good as the people cormigithiem. In fact,

interviewers are not particularly good at detecthmybest trait that predicts performance: congiciesness o)

One method some companies use to improve this naatidetect the people who are potentially gooct@ixidates is
personality testing. Several companies conductnppé®yment personality tests. Companies using thelieve that these
tests improve the effectiveness of their selectiod reduce turnover. For example, Overnight Tramapon in Atlanta

found that using such tests reduced their on-thal@inquency by 50%—100%]

Yet, are these methods good ways of employee s@l@dExperts have not yet reached an agreemehiosubject and the
topic is highly controversial. Some experts citéadadicating that personality tests predict parfance and other important
criteria such as job satisfaction. However, we nusterstand that how a personality test is usdaeintes its validity.
Imagine filling out a personality test in classu¥eill probably fill it out as honestly as you carhen, if your instructor
correlates your personality scores with your cfgs$ormance, we could say that the correlationdgamngful. But now
imagine that your instructor tells you, before g@iyou the test, that based on your test scoreswijlbsecure a coveted
graduate assistant position, which comes witht@tuwaiver and a stipend. In that case, would siiLfill out the test
honestly or would you try to make your persondbiyk as “good” as possible?

In employee selection, where the employees witHItlest” personalities will be the ones receivinglaoffer, a
complicating factor is that people filling out thervey do not have a strong incentive to be homeshct, they have a
greater incentive to guess what the job requirélssaswer the questions in a way they think the @mygs looking for. As
a result, the rankings of the candidates who thkedst may be affected by their ability to fakem8 experts believe that

this is a serious problehA'lE.;] Others point out that even witéking the tests remain valid—the scores are relatedato jo

performancé‘.‘g] It is even possible that the ability to fake igmted to a personality trait that increases sucaes®rk, such
as social monitoring.
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FIGURE 2.7

Scores on personality self-assessments are dotort@ther reasons beyond the fact that some dateli can fake better
than others. Do we even know our own personalidge?ve the best person to ask this question? Hpe&rvisors,
coworkers, and customers see our personality matgnraore than how we see ourselves. Thereforagssilf-report

measures of performance may not be the best wanea$uring someone’s persona[lﬁg). We have our blind areas. We may
also give “aspirational’ answers. If you are askéndther you are honest, you may think “yes, | abvagve the intention
to be honest.” This actually says nothing aboutryatual level of honesty.

Another problem with using these tests is the uagerelationship between performance and perggnéln the basis of
research, personality is not a particularly strimgicator of how a person will perform. Accordirmdne estimate,
personality only explains about 10%—-15% of variaiimjob performance. Our performance at work delpaam many
factors, and personality does not seem to be thdaotor for performance. In fact, cognitive alyil{iyour overall mental
intelligence) is a more powerful predictor of jobrformance. Instead of personality tests, cognaiviity tests may do a
better job of predicting who will be good performePersonality is a better predictor of job satisfam and other attitudes,
but screening people out on the assumption thatrtiayy be unhappy at work is a challenging argurt@ntake in an
employee selection context.

In any case, if an organization decides to useethests for selection, it is important to be awartheir limitations. If they
are used together with other tests, such as testgyoitive abilities, they may contribute to makipbetter decisions. The
company should ensure that the test fits the jabaatually predicts performance. This is calleddeading the test. Before
giving the test to applicants, the company coule @i to existing employees to find out the tralitat are most important for
success in this particular company and job. Thethe selection context, the company can pay pdati@ttention to those
traits.

Finally, the company also needs to make sure teatest does not discriminate against people obdbkis of sex, race, age,
disabilities, and other legally protected chardsties. Rent-a-Center experienced legal difficsltighen the test they used
was found to violate the Americans with Disabititiéct (ADA). The company used the Minnesota Multigic Personality
Inventory for selection purposes, but this test degeloped to diagnose severe mental illnessigluided items such as “I
see things or people around me others do not beeffect, the test served the purpose of a clidgaluation and was

discriminating against people with mental illnessdsich is a protected category under ABA

From the Margin of the Page
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they think the company ls
looking for
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2.3 Values
F r'G URE 2.8 Values Included in Schwartz’'s (1992} Value Inv entory

Values Definition

Achievement The desire for personal success.

Bilinolenda The desire to protect the well-being of people who are
close to the person.

Conformity Being motivated by being self-disciplined and obedient.
Conforming to others.

Hedonism The desire for pleasure in life.
The desire for control over others, attaining power

Power
and prestige.

Security Valuing safety and stability.

Self The desire to be free and independent.

direction

Stimulation The desire for a stimulating and exciting life.

Tradition Acceptance of social customs and traditional ideas in a
society.

; The desire to protect the well-being of all people.
LVt Caring about social justice,

Valuesrefer to people’s stable life goals, reflectingaivis most important to them. Values are estaldisheoughout one’s

life as a result of accumulating life experienaey] values tend to be relatively stalBfd. The values that are important to a
person tend to affect the types of decisions thalgenhow they perceive their environment, and theiual behaviors.

Moreover, a person is more likely to accept a jibravhen the company possesses the values he aashs aboup®!
Value attainment is one reason people stay in gpaaom When a job does not help them attain thdirega they are likely

to decide to leave if they are dissatisfied wité jibb[>*

What are the values people care about? As wittopalisy dimensions, researchers have developedadva@meworks, or
typologies, of values. One of the particularly usé&fameworks includes 10 valubs]

From the Margin of the Page
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Values a person holds will affect their employméiut: example, someone who values stimulation higidy seek jobs that
involve fast action and high risk, such as firefigghpolice officer, or emergency medicine. Somewhe values
achievement highly may be likely to become an gméeeur or intrapreneur. And an individual who eslibenevolence and
universalism may seek work in the nonprofit segtith a charitable organization or in a “helping fession,” such as
nursing or social work. Like personality, valueséamplications for Organizing activities, suchassigning duties to
specific jobs or developing the chain of commamdpleyee values are likely to affect how employeespond to changes in
the characteristics of their jobs.

In terms of work behaviors, a person is more likelaccept a job offer when the company possebsegiues he or she
cares about. A firm’s values are often describetiéncompany’s mission and vision statements, ameht of the Planning

function'®®! value attainment is one reason people stay imgeaay. When a job does not help them attain ttedires,
they are likely to decide to leave if they are al@satisfied with the job”]

FIGURE 2.9

KEY TAKEAWAY

Personality traits and values are two dimensionatinh people differ. Personality is the uniqudatigely stable pattern of
feelings, thoughts, and behavior that each indadidisplays. Big Five personality dimensions (ops®) conscientiousness,
extraversion, agreeableness, and Neuroticismyrgyertant traits; others that are particularly ralevfor work behavior
include self-efficacy, self-esteem, social monitgriand proactive personality. While personality &ronger influence over
job attitudes, its relation to job performance esaker. Some companies use personality testingeesout candidates.
Companies using personality tests are advisedlitat@ their tests and use them to supplement e#ohiniques with
greater validity, such as tests of cognitive abhiftompanies must also ensure that a test doetistoiminate against any
protected group. Values express a person’s lifésptzey are similar to personality traits in thizty are relatively stable
over time. In the workplace, a person is more yikelaccept a job that provides opportunities flue attainment. People
are also more likely to remain in a job and catbat satisfy their values.

EXERCISES
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1. Think about the personality traits covered is fection. Can you think of jobs or occupatioret geem particularly
suited to each trait? Which traits would be unig#tysdesirable across all jobs?

2. What are the unique challenges of managing greplowho have low self-efficacy and self-esteema ttould you deal
with this situation?

3. What are some methods that companies can @sséss employee personality?

4. Have you ever held a job where your persondidynot match the demands of the job? How did yact to this
situation? How were your attitudes and behavidiecadd?

5. Identify ways in which the Big Five (of the maea and/or the employees) may affect how you aamager would carry
out the Leadership function.

3. PERCEPTION

LEARNING OBJECTIVES

1. Understand the influence of biases in the proce®f perception.

2. Describe how we perceive visual objects and hdhese tendencies may affect our behavior.
3. Describe the biases of self-perception.

4. Describe the biases inherent in our perceptioraf other people.

Our behavior is not only a function of our persidgalnd values but also of the situation. We intetpur environment,
formulate responses, and act accordirfggrceptionmay be defined as the process by which individdetect and
interpret environmental stimuli. What makes humarcpption so interesting is that we do not solepond to the stimuli
in our environment. We go beyond the informatioatt lh present in our environment, pay selectiverdittn to some
aspects of the environment, and ignore other elertbat may be immediately apparent to other people

Our perception of the environment is not entiralifanal. For example, have you ever noticed thalevgtancing at a
newspaper or a news Web site, information thaspeeially interesting or important to you jumps otithe page and
catches your eye? If you are a sports fan, whilellsgy down the pages, you may immediately seewasitem describing
the latest success of your team. If you are théneraif a picky eater, an advice column on todddexdfng may be the first
thing you see when looking at the page. If you werently turned down for a loan, an item of finahnews may jump out

at you. Therefore, what we see in the environngatfunction of what we value, our needs, our fesrd our emotionS®]
In fact, what we see in the environment may beaively flat out wrong because of such mental tewdks. For example,
one experiment showed that when people who weaddadf spiders were shown spiders, they inaccwyraitelught that the

spider was moving toward thet)

In this section, we will describe some common petueal tendencies we engage in when perceiving th@oother people
and the consequences of such perceptions. Ouragevef these perceptual biases is not exhaustivere-ite many other
biases and tendencies that can be found in thepe@aple perceive stimuli.

3.1 Visual Perception

Our visual perception definitely goes beyond thegsatal information available to us; this phenomesocommonly
referred to as “optical illusions.” Artists and @geers of everything from apparel to cars to homteriors make use of
optical illusions to enhance the look of the pradi#anagers rely on their visual perception to fahair opinions about
people and objects around them and to make semapresented in graphical form. Therefore, wtdading how our
visual perception may be biased is important.
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First, we extrapolate from the information avakatd us. Take a look at the first figure. The whitengle you see in the
middle is not really there, but we extrapolate fribwa information available to us and see it th8mailarly, when we look at

objects that are partially blocked, we see the o450l

FIGURE 2.10

From the Margin of the Page

perception

Now, look at the next figure. What do you see? Mpesiple look at this figure and see two facea goblet, depending on
which color—black or white—they focus upon. Our visual perception is ofterséthbecause we do not perceive objects in
isolation. The contrast between our focus of aiberdnd the remainder of the environment may makebject appear
bigger or smaller.

This principle is shown here in the third figurd.fist glance, the circle on the left may appeiggér, but they are the same
size. This is due to the visual comparison of thddia circle on the left with its surrounding cies| whereas the middle
circle on the right is compared with the biggecleis surrounding it.

How do these tendencies influence behavior in dzgdons? The fact that our visual perception igtfemeans that
managers should not always take what they seeatfaue. Let's say that you do not like one ofrypeers and you think
that you saw this person surfing the Web duringamrurs. Are you absolutely sure, or are you sirfipiiyg the gaps?
Have you really seen this person surf unrelated ¥itel, or is it possible that the person was &é@gdor work-related
purposes? The tendency to fill in the gaps alssesour memory to be faulty. Imagine that you Haeen at a meeting
where several people made comments that you didgret with. After the meeting, you may attributeshof these
comments to people you did not like. In other woyds may twist the reality to make your memoriggenconsistent with
your opinions of people.
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FIGURE 2.11

The tendency to compare and contrast objects ampleo# each other also causes problems. For eraifigbu are a
manager who has been given an office much smhber the other offices on the floor, you may feak tyour workspace is
crowded and uncomfortable. If the same office is@unded by smaller offices, you may actually fibelt your office is
comfortable and roomy. In short, our biased viggateption may lead to the wrong inferences alimipeople and objects
around us.

FIGURE 2.12

3.2 Self-Perception

Human beings are prone to errors and biases wheripieg themselves. Moreover, the type of biasgpebave depends
on their personality. Many people suffer fregif-enhancement biasThis is the tendency to overestimate our perfooaan
and capabilities and see ourselves in a more pedight than others see us. People who have assstE personality are

particularly subject to this bias, but many otheds® have this bias to varying degréﬁel;l.At the same time, other people
have the opposing extreme, which may be labelegl&agffacement biagor modesty bias). This is the tendency to
underestimate our performance and capabilitied@sde events in a way that puts ourselves in @ megative light. We
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may expect that people with low self-esteem magdrticularly prone to making this error. These tmdes have real
consequences for behavior in organizations. Fomela people who suffer from extreme levels of-salhancement
tendencies may not understand why they are nahgegttomoted or rewarded, while those who havenddacy to
self-efface may project low confidence and takeariame for their failures than necessary.

When human beings perceive themselves, they aresalgect to théalse consensus erroiSimply put, we overestimate

how similar we are to other peo&é] We assume that whatever quirks we have are shgradarger number of people
than in reality. People who take office suppliemkotell white lies to their boss or colleaguegatee credit for other
people’s work to get ahead may genuinely feel these behaviors are more common than they reallyTéwe problem for
behavior in organizations is that, when peoplecbelithat a behavior is common and normal, they i@pgat the behavior
more freely. Under some circumstances, this may tea high level of unethical or even illegal bebss.

3.3 Social Perception

How we perceive other people in our environmenalss shaped by our biases. Moreover, how we peraghers will
shape our behavior, which in turn will shape thkawéor of the person we are interacting with.

One of the factors biasing our perceptiosté&reotypes.Stereotypes are generalizations based on a giarpaeristic. For
example, believing that women are more cooperdtigsa men or that men are more assertive than wamgestereotypes.
Stereotypes may be positive, negative, or nedtrahe abstract, stereotyping is an adaptive fonetiwe have a natural
tendency to categorize the information around usd&e sense of our environment. Just imagine hompticated life
would be if we continually had to start from scrato understand each new situation and each nesemp&re encountered!
What makes stereotypes potentially discriminateony a perceptual bias is the tendency to geneifatine a group to a
particular individual. If the belief that men arem assertive than women leads to choosing a manaovequally qualified
female candidate for a position, the decision lpéllbiased, unfair, and potentially illegal.

Stereotypes often create a situation cadlelftfulfilling prophecy. This happens when an established stereotype canses

to behave in a certain way, which leads the othetydo behave in a way that confirms the stere@% If you have a
stereotype such as “Asians are friendly,” you aceentikely to be friendly toward an Asian persorcBuse you are
treating the other person more nicely, the respgaseget may also be nicer, which confirms yougioél belief that Asians
are friendly. Of course, just the opposite is @tae. Suppose you believe that “young employeeslaokers.” You are less
likely to give a young employee high levels of msgibility or interesting and challenging assigntseiihe result may be
that the young employee reporting to you may beciocreasingly bored at work and start goofing offnfirming your
suspicions that young people are slackers!

Stereotypes persist because of a process calletigelperceptiorSelective perceptiorsimply means that we pay
selective attention to parts of the environmentievighoring other parts, which is particularly inntent during the Planning
process. Our background, expectations, and beliéfshape which events we notice and which evemtsgnore. For

example, an executive’s functional background affitct the changes he or she perceives in theamaznt®?!
Executives with a background in sales and markestgggthe changes in the demand for their produnik wxecutives with
a background in information technology may morealilggerceive the changes in the technology thepaom is using.
Selective perception may also perpetuate steresfypeause we are less likely to notice eventgghagainst our beliefs.
A person who believes that men drive better tham&mmay be more likely to notice women driving pyptinan men
driving poorly. As a result, a stereotype is maimed because information to the contrary may nenheeach our brain!
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Let's say we noticed information that goes agamstbeliefs. What then? Unfortunately, this is mamntee that we will
modify our beliefs and prejudices. First, when we examples that go against our stereotypes, wetdezome up with
subcategories. For example, people who believevtbaten are more cooperative when they see a fentedds assertive
may classify her as a “career woman.” Therefore gkample to the contrary does not violate theestgpe and is

explained as an exception to the rﬁ?@.Or, we may simply discount the information. In @tedy, people in favor of and
against the death penalty were shown two studiesshowing benefits for the death penalty whiledther disconfirming
any benefits. People rejected the study that wgaihat their belief as methodologically inferiodaended up believing in

their original position even mot&®! In other words, using data to debunk people’sbebr previously established opinions
may not necessarily work, a tendency to guard agaihen conducting Planning and Controlling adéeit

One other perceptual tendency that may affect Wehavior idirst impressions. The first impressions we form about
people tend to have a lasting effect. In factt firgpressions, once formed, are surprisingly esilio contrary information.
Even if people are told that the first impressiaese caused by inaccurate information, people aoltb them to a certain

degree because once we form first impressions,litbegme independent from the evidence that cretbedl®’]
Therefore, any information we receive to the cagtdoes not serve the purpose of altering themgimeathe first day that
you met your colleague Anne. She treated you irde manner, and when you asked for her help, sishéd you off. You
may form the belief that Anne is a rude and unhgipérson. Later on, you may hear that Anne’s nrathseriously ill,
making Anne very stressed. In reality, she may Hmseen unusually stressed on the day you first metityou had met her
at a time when her stress level was lower, youdtbale thought that she is a really nice persohcBances are, your
impression that she is rude and unhelpful will clzinge even when you hear about her mother. Indt@aschew piece of
information will be added to the first one: Sheude, unhelpful, and her mother is sick.

As a manager, you can protect yourself againsteidency by being aware of it and making a conso@fort to open
your mind to new information. It would also be tamuy advantage to pay careful attention to the ifinpressions you create,
particularly during job interviews.
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FIGURE 2.13

KEY TAKEAWAY

Perception is how we make sense of our environinengsponse to environmental stimuli. While perzgjour
surroundings, we go beyond the objective infornmagigailable to us and our perception is affectedinyalues, needs,
and emotions. There are many biases that affecahyrarception of objects, self, and others. Wheoging the physical
environment, we fill in the gaps and extrapolaterfrthe available information. When perceiving oghstereotypes
influence our behavior. Stereotypes may lead tiefglilling prophecies. Stereotypes are perpetddiecause of our
tendency to pay selective attention to aspectseoEhvironment and ignore information inconsisteittt our beliefs.
Understanding the perception process gives us tduasderstanding human behavior.

From the Margin of the Page

first impressions

EXERCISES
1. What are some of the typical errors, or opiitadions, that we experience when we observe physbjects?
2. What are the problems of false consensus effow?can managers deal with this tendency?

3. Describe a situation where perception biasee bacould affect any of the P-O-L-C facets. Usesample you have
experienced or observed, or, if you do not havé sucexample, create a hypothetical situation. Howe manage the
fact that human beings develop stereotypes? |e therh as thing as a good stereotype? How woulggenent stereotypes
from creating unfairness in management decisions?

4. Describe a self-fulfilling prophecy you have expnced or observed in action. Was the propheayréble or
unfavorable? If unfavorable, how could the partiase chosen different behavior to produce a moséip® outcome?

4. WORK ATTITUDES

LEARNING OBJECTIVES

1. Define what work attitudes are.
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2. Define and differentiate between job satisfactivand organizational commitment.
3. List several important factors influencing job stisfaction and organizational commitment.
4. ldentify two ways companies can track attitudeg the workplace.

How we behave at work often depends on how wedleelit being there. Therefore, making sense of lenple behave
depends on understanding their work attitudesatitude refers to our opinions, beliefs, and feelings ala®mpects of our
environment. We have attitudes toward the food ate geople we meet, courses we take, and thingiowat work, two
job attitudes have the greatest potential to imfieehow we behave. These are job satisfaction egzchizational
commitment.

Job satisfactionrefers to the feelings people have toward théir jbthe number of studies conducted on job satishn is
an indicator, job satisfaction is probably the nmiogiortant job attitude. Institutions such as Qaliw the Society for Human
Resource Management (SHRM) periodically conduatietuof job satisfaction to track how satisfied toyees are at
work. According to a recent Gallup survey, 90%lw €mployees surveyed said that they were atdeastwhat satisfied

with their jobs. A recent SHRM study revealed 40%owvere very satisfie§®!

Organizational commitment is the emotional attachment people have towaradongpany they work for. A highly
committed employee is one who accepts and believie® company’s values, is willing to put out efftb meet the
company’s goals, and has a strong desire to rewitlithe company. People who are committed to theinpany often
refer to their company as “we” as opposed to “thay’in “in this company, we have great benefithi& Way we refer to
the company indicates the type of attachment agatiiication we have with the company.

There is a high degree of overlap between jobfaatien and organizational commitment because thihgt make us happy
with our job often make us more committed to thepany as well. Companies believe that these adtitade worth
tracking because they often are associated wittpouwgs that are important to the Controlling roleshsas performance,
helping others, absenteeism, and turnover.

4.1 What Causes Positive Work Attitudes?

What makes you satisfied with your job and develommitment to your company? Research shows thati@eay
attention to several factors of their work envir@m including characteristics of the job (a fuortof Organizing
activities), how they are treated (related to Leslgip actions), the relationships they form wittieagues and managers
(also Leadership related), and the level of stitesgob entails.

As we have seen earlier in this chapter, persgratitl values play important roles in how employleesabout their jobs.

From the Margin of the Page
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FIGURE 2.14 Factors Contributing to Job Satisfaction and Organizational Commitment

Job Satisfaction
Organizational Commitment

B

Job Characteristics

Employees tend to be more satisfied and committgabis that involve certain characteristics. Thifitglbo use a variety of
skills, having autonomy at work, receiving feedbaaokthe job, and performing a significant task some job characteristics
that are related to satisfaction and commitmentvéier, the presence of these factors is not impbfta everyone. Some
people have a high need for growth. These emplaygeekto be more satisfied when their jobs helprtbeild new skills

and imprové.ﬁg]
Organizational Justice and the Psychological Contret

A strong influence over our satisfaction level @hfairly we are treated. People pay attentiorhtofairness of company
policies and procedures, fair and kind treatmemhfsupervisors, and fairness of their pay and a#wwards they receive

from the companvo] Organizational justice can be classified into ¢hcategories: (1) procedural (fairness in the way
policies and processes are carried out), (2) digivie (the allocation of resources or compensatiwh benefits), and (3)
interactional (the degree to which people are éeatith dignity and respect). At the root of orgational justice is trust,
something that is easier to break than to repéiroken.

Thepsychological contractis the unspoken, informal understanding that apl@yae will contribute certain things to the
organization (e.g., work ability and a willing afiie) and will receive certain things in returrg(ereasonable pay and
benefits). Under the psychological contract, anleyge may believe that if he or she works hardraceives favorable
performance evaluations, he or she will receivaramual bonus, periodic raises and promotions, alhdot be laid off.
Since the “downsizing” trend of the past 20 yearany commentators have declared that the psyckalagpntract is
violated more often than not.

Relationships at Work

Two strong predictors of our happiness at work @ammitment to the company are our relationshipb wdtworkers and
managers. The people we interact with, how frietidgy are, whether we are socially accepted innauk group, whether
we are treated with respect by them are importaout happiness at work. Research also shows tinaemtionship with
our manager, how considerate the manager is, aethethwe build a trust-based relationship withmanager are critically

important to our job satisfaction and organizatlcormnmitment[.71] When our manager and overall management listen to
us, care about us, and value our opinions, we tiefekl good at work. When establishing effectiglations with
employees, little signals that you care about yoaployees go a long way. For example, in 2004 $andisco’s Hotel
Carlton was taken over and renovated by a new neamagt group, Joie de Vivre Hospitality. One of sheall things the
new management did that created dramatic resuishved, in response to an employee attitude sutliey,replaced the

old vacuum cleaners housekeepers were using ameldstaplacing them every year. It did not costadbmpany much to
replace old machinery, but this simple act of listg to employee problems and taking action weohg way to make

employees feel bett&f!
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Stress

Not surprisingly, the amount of stress presentjobds related to employee satisfaction and committ. Stressors range
from environmental ones (noise, heat, inadequatélagon) to interpersonal ones (organizationditjps, conflicts with
coworkers) to organizational ones (pressure todaw@iking mistakes, worrying about the securityhef job). Some jobs,
such as intensive care unit nurse and militarytéigbilot, are inherently very stressful.

Another source of stress has to do with the roteple are expected to fulfill on and off the jolmld&Rambiguity is
uncertainty about what our responsibilities arthajob. Role conflict involves contradictory derdarat work; it can also
involve conflict between fulfilling one’s role as @mployee and other roles in life, such as the ebparent, friend, or
community volunteer.

Generally speaking, the higher the stress levelldWer job satisfaction tends to be. But notta#iss is bad, and some
stressors actually make us happier! For exampleimgpunder time pressure and having a high degfeesponsibility are

stressful, but they are also perceived as chalteagd tend to be related to high levels of satigfat’>!

4.2 Assessing Work Attitudes in the Workplace

Given that work attitudes may give us clues abdut will leave or stay, who will perform better, awtio will be more
engaged, tracking satisfaction and commitment $eiged helpful step for companies. If there are gamywide issues that
make employees unhappy and disengaged, thesembeddsolved. There are at least two systematys mawhich
companies can track work attitudes: throagitude surveysand exit interviews. Companies such as KFC andjLlJofn
Silver restaurants, the SAS Institute, Google, @thers give periodic attitude surveys, which aredus track employee
work attitudes. Companies can get more out of teaseeys if responses are held confidential. If legges become
concerned that their individual responses will bared with their immediate manager, they are Ikslylto respond
honestly. Moreover, success of these surveys depmnthe credibility of management in the eye opleyees. If
management periodically collects these surveysbwction comes out of them, employees may adopira cynical
attitude and start ignoring these surveys, hamgéhia success of future efforksxit interviews involve a meeting with the
departing employee. This meeting is often condubied member of the human resource managementtdegydr If
conducted well, this meeting may reveal what makegloyees dissatisfied at work and give manageniees about areas
for improvement.

How strong is the attitude-behavior link? Firsiadf it depends on the attitude in question. Ydtitiales toward your
colleagues may influence whether you actually kfedpn on a project, but they may not be a good preddof whether you
quit your job. Second, it is worth noting that tatties are more strongly related to intentions twale in a certain way,
rather than actual behaviors. When you are difsatigith your job, you will have the intention keave. Whether you
actually leave will be a different story! Your leag will depend on many factors, such as availghdf alternative jobs in
the market, your employability in a different comgaand sacrifices you have to make while changibg. Thus, while the
attitudes assessed through employee satisfactivaygiand exit interviews can provide some basipfedicting how a
person might behave in a job, remember that behavadso strongly influenced by situational coastts.

KEY TAKEAWAY

Work attitudes are the feelings we have towarc it aspects of the work environment. Job satisfaand
organizational commitment are two key attitudes #ra the most relevant to important outcomesdtiteon to personality
and fit with the organization, work attitudes arfiienced by the characteristics of the job, petioap of organizational
justice and the psychological contract, relatiopshiith coworkers and managers, and the stresks lexperienced on the
job. Many companies assess employee attitudesghrawrveys of worker satisfaction and through iexé@rviews. The
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usefulness of such information is limited, howewegause attitudes create an intention to behaaedartain way, but they
do not always predict actual behaviors.

From the Margin of the Page

attitude surveys
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A megting with the departing
mployee,

EXERCISES

1. What is the difference between job satisfacéind organizational commitment? How do the two cptxeelate to one
another?

2. In your opinion, of the factors that influencerkattitudes, which three are the most importamhaking people
dissatisfied with their jobs? Which three are thestimportant relating to organizational commitnient

3. Do you think making employees happier at work good way of motivating people? When would higtisgaction not be
related to high performance?

4. How important is pay in making people attached tompany and making employees satisfied?

5. Do you think younger and older people are smiilavhat makes them happier at work and makes ttwnmitted to
their companies? Do you think there are male-femi#flerences? Explain your answers.

5. THE INTERACTIONIST PERSPECTIVE: THE ROLE OF FIT

LEARNING OBJECTIVES

1. Differentiate between person-organization and peon-job fit.

2. Understand the relationship between person-johitfand work behaviors.

3. Understand the relationship between person-orgaration fit and work behaviors.

As we have seen in the earlier sections of thiptErahuman beings bring in their personality, ealuattitudes, perceptions,
and other stable traits to work. Imagine that ymuiaterviewing an employee who is proactive, dueatand willing to take
risks. Would this person be a good job candidatbatdehaviors would you expect this person to detnate?

The questions we pose here are misleading. Whiteahwbeings bring their traits to work, every orgation is also
different, and every job is different. Accordingth® interactionist perspective, behavior is a fiomcof the person and the
situation interacting with each other. Think abibiu¥Vould a shy person speak up in class? Whileygperson may not feel
like speaking if he or she is very interested m $hbject, knows the answers to the questions teehfortable within the
classroom environment, and knows that class paticin is 30% of the course grade, this personspagk up in class
regardless of his or her shyness. Similarly, tHeab®r you may expect from someone who is proactiveative, and willing
to take risks will depend on the situation.

The fit between what we bring to our work enviromtnand the environmental demands influences ngtaun behavior
but also our work attitudes. Therefore, personfijolind person-organization fit are positively telhto job satisfaction and
commitment. When our abilities match job demandd,\ahen our values match company values, we tebé taore
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satisfied with our job and more committed to thenpany we work fof’4l

When companies hire employees, they are inter@steskessing at least two types ofRfierson-organization fitrefers to
the degree to which a person’s personality, valyesls, and other characteristics match thoseeobtganization.
Person-job fitis the degree to which a person’s knowledge ssklbilities, and other characteristics match dhedemands.
(Human resources professionals often use the albli|mvKSAO to refer to these four categories dffiladtes.) Thus,
someone who is proactive and creative may be d firédar a company in the high-tech sector thatigdbenefit from
risk-taking individuals but may be a poor fit focampany that puts a high priority on routine aredictable behavior, such
as a nuclear power plant. Similarly, this proactive creative person may be a great fit for aielded job such as
marketing manager but a poor fit for an office fpghly dependent on rules such as accountant.

From the Margin of the Page

person-organization fit

person-job fit

When people fit into their organization, they teéade more satisfied with their jobs, more committe their companies,

are more influential in their company, and remaimgker in their compar{)7/.5] One area of controversy is whether these
people perform better. Some studies found a pesiiationship between person-organization fit jabdoerformance, but
this finding was not present in all studies, sseims that only sometimes fitting with a companuiture predicts job

performancé?B] It also seems that fitting in with the companyues is important to some people more than to atRers
example, people who have worked in multiple compaiténd to understand the effect of a companytsreubetter and

therefore pay closer attention to whether theyfivih with the company when making their decisibf] Also, when they
build good relationships with their supervisors #mel company, being a misfit does not seem to mastenuch’®!

KEY TAKEAWAY

While personality, values, attitudes, perceptiams] KSAOs are important, we need to keep in miad blehavior is jointly
determined by the person and the situation. Cesiaiations bring out the best in people, and som@etho is a poor
performer in one job may turn into a star emploiye& different job. Therefore, managers need tciclem the individual
and the situation when making Organizing decisamsut the job or when engaging in Leadership digtiviike building
teams or motivating employees.

EXERCISES
1. How can a company assess person-job fit befdrg employees? What are the methods you thinkavbe helpful?

2. How can a company determine person-organizétibefore hiring employees? Which methods do ydnk would be
helpful?

3. What can organizations do to increase persomjobperson-organization éfter they hire employees?

6. WORK BEHAVIORS

LEARNING OBJECTIVES
1. Define job performance, organizational citizensip, absenteeism, and turnover.

2. Explain factors associated with each type of wkrbehavior.
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One of the important objectives of the field ofamgational behavior is to understand why peopleakie the way they do.
Which behaviors are we referring to here? We wiius on four key work behaviors: job performaneganizational
citizenship behaviors, absenteeism, and turnowate bhat the first two behaviors are desirable pwbereas the other two
are often regarded as undesirable. While thesedi@unot the only behaviors organizational behasioconcerned about, if
you understand what we mean by these behaviorthandajor influences over each type of behaviow, wil gain more
clarity about analyzing the behaviors of otherthimworkplace.

FIGURE 2.15 Factors That Have the Strongest Influence aver Work Behaviors
Job Organizational
rd : Absenteeism | Turnover
Performance | Citizenship
General Organizational | Health Having low
mental justice and problems performance
abilities interpersonal
relations
Organizational | Personality Work/life Negative work
justice and balance issues | attitudes
interpersonal
relations
Stress (-) Paositive work Negative work | Stress
attitudes attitudes
Positive work | Older Younger Personality
attitudes employee employee
Personality Younger
employee &
shorter tenure

6.1 Job Performance

Job performancerefers to the level to which an employee succégstifills the factors included in the job desgtion.
For each job, the content of job performance mifgrdiMeasures of job performance include qualitd guantity of work
performed by the employee, the accuracy and spébdwvich the job is performed, and the overaleefiveness of the
person on the job.
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In many companies, job performance determines venethperson is promoted, rewarded with pay raggesn additional
responsibilities, or fired from the job. Therefonegst employers observe and track job performaHuis.is done by keeping
track of data on topics such as the number of shéesemployee closes, the number of clients thd@mp visits, the
number of defects found in the employee’s outputhe number of customer complaints or complimeatgived about the
person’s work. In some jobs, objective performagi@ea may not be available, and instead superdsamrker, customer,
and subordinate assessments of the quality andityuainwork performed by the person become théciatbrs of job
performance. Job performance is one of the maicomogs studied in organizational behavior and isrgortant variable
managers must assess when they are engaged inh@lhg role.

From the Margin of the Page

job perfarmance
Tt

What Are the Major Predictors of Job Performance?

Under which conditions do people perform well, aritht are the characteristics of high performersséhguestions
receive a lot of research attention. It seemstti@tmost powerful influence over our job performaigourgeneral mental
ability also known as cognitive ability or intelligencedaoften abbreviated as “g.” General mental abdidy be divided
into several components—reasoning abilities, veabdl numerical skills, and analytical skills—andaems to be important
across different situations. It seems that “g"tstarfluencing us early in our school days becatlisestrongly correlated

with measures of academic success even in child{Sbth adult life, “g” is also correlated with diffememeasures of job

performancé?o] It seems that the influence of “g” on performargienportant across different settings, but theralso
variation. In jobs with high complexity, it is muahore critical to have high general mental abgitiExamples of such jobs
are manager, sales representative, engineer, afespions such as law and medicine. In jobs suglola® officer and
clerical worker, the importance of “g” for high pemmance is still important but weaker.

Perceptions of organizational justice and interperal relationshipsare factors determining our performance level. Whe
we feel that we are being fairly treated by the pany, that our manager is supportive and rewaglsgerformance, and
when we trust the people we work with, we tendddfgrm better. Why? It seems that when we beliegeare treated well,
we want to reciprocate. Therefore, we treat thepaom well by performing our job more effectively.

The stresswe experience on the job also determines our padoce level. When we are stressed, our mentadjiesere
drained. Instead of focusing on the task at hamdstart concentrating on the stressor trying teaogiph it. Because our
attention and energies are diverted to dealing stittss, our performance suffers. Having role amitlyigind experiencing

conflicting role demands are related to lower psmﬁ;mce[.Sl] Stress that prevents us from doing our jobs doebkawve to
be related to our experiences at work. For exanaglegrding to a survey conducted by Workplace @ptid5% of the
respondents said that financial stress affects werformance. When people are in debt, worryingiabweir mortgage

payments or college payments of their kids, theifgrmance will suffelt?

Ourwork attitudesparticularly job satisfaction, are also correladépb performance but not to as great a degremas
might expect. Many studies have been devoted tergtehding whether happy employees are more prieduSome
studies show weak correlations between satisfaetimhperformance while others show higher cor@iat{what

researchers would call “medium sized” correlatithSO).[Ss] The correlation between commitment and performaeids

to be even weak&¥ Even with a correlation of .30, though, the relaship may be lower than you may have expected.
Why is this the case?

It seems that happy workers have an inclinatidpetonore engaged at work. They nregntto perform better. They may be
more motivated. But there are also exceptions.krabout this: Because you want to perform, doesrtigan that you will
actually perform better? Chances are your skiklév performing the job will matter. There arecat®me jobs where
performance depends on factors beyond an emplogeetsol, such as the pace of the machine theyarking on.
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Because of this reason, in professional jobs sachith engineers and researchers, we see a striorigbetween work

attitudes and performance, as opposed to manuatjoth as assembly-line worké&td. Also, think about the alternative
possibility: If you don't like your job, does thisean that you will reduce your performance? Maybéoua certain point,
but there will be factors that prevent you fromueidg your performance: such as the fear of gefiied, the desire to get
a promotion so that you can get out of the job ytoat dislike so much, or your professional worki@tAs another example,
among nurses, there seems to be a weak corretstareen satisfaction and performance. Even whgnabeunhappy,
nurses put a lot of effort into their work becattsey feel a moral obligation to help their patierts a result, we should not
expect a one-on-one relationship between satisfaeind performance. Still, the observed correlatistiveen work
attitudes and performance is important and hagipedwalue.

Finally, job performance has a modest relationslitb personalitytraits, particularly conscientiousness. People wtfgo
organized, reliable, dependable, and achieveméentted seem to outperform others in various coat&ft

From the Margin of the Page
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6.2 Organizational Citizenship Behaviors

While job performance refers to the performancdudfes listed in one’s job description, organizagibcitizenship
behaviors involve performing behaviors that areardiscretionaryOrganizational citizenship behaviors (OCB)are
voluntary behaviors employees perform to help atlagd benefit the organization. Helping a new c&eounderstand how
things work in this company, volunteering to orgarihe company pichic, and providing suggestiomadanagement about
how to improve business processes are some exaafflgzenship behaviors. These behaviors conteitha the smooth
operation of business.

What are the major predictors of citizenship bebiw# Unlike performance, citizenship behaviors diodepend so much on
one’s abilities. Job performance, to a large extepends on our general mental abilities. Whenagulithe education,
skills, knowledge, and abilities that are needepaidorm well, the role of motivation on performanoecomes more limited.
As a result, just because someone is motivatedatiimean that the person will perform well. Fdizenship behaviors, in
contrast, the motivation-behavior link is cleak&®e help others around us if we feel motivated t@aloand managers, in the
Leadership role, are responsible for motivating legges.

Perhaps the most important factor explaining otigeziship behaviors @rganizational justice and interpersonal
relationshipsWhen we have a good relationship with our managerwe are supported by our manager, when we are
treated fairly, when we are attached to our perdnen we trust the people around us, we are maedy lib engage in
citizenship behaviors. A high-quality relationskijth people we work with will mean that simply dgiour job will not be
enough to maintain the relationship. In a high-ipat¢lationship, we feel the obligation to recipade and go the extra mile

to help them ouf’]

Our personalityis yet another explanation for why we perforneeitiship behaviors. Personality is a modest predatto
actual job performance but a much better prediotaitizenship. People who are conscientious, adrlee and low on

Neuroticism tend to perform citizenship behaviomenoften than othe &8l

Job attitudesre also moderately related to citizenship behlswanore so than they are to job performance. Peupte
are happier at work, those who are more commitigtdir companies, and those who have overallipesittitudes toward
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their work situation tend to perform citizenshighbgiors more often than others. When people arapmy they tend to be
disengaged from their jobs and rarely go beyondriimimum that is expected of thefif]

Interestingly, age seems to be related to the &equwith which we demonstrate citizenship behaviBeople who are
older are better citizens. It is possible that wige we gain more experiences to share. It beceasisr to help others

because we have more accumulated company ancfiégiences to draw from2)

6.3 Absenteeism

Absenteeism refers to Unscheduled absences frok Boch absences are costly to companies becatiseiof
unpredictable nature, affecting a manager’s aliitZontrol the firm's or department’s budget. Wizenemployee has an
unscheduled absence from work, companies strugdied replacement workers at the last minute. Ty involve hiring
contingent workers, having other employees worktime, or scrambling to cover for an absent cownrkbe cost of
absenteeisnto organizations is estimated at $74 billion. Acliog to a Mercer Human Resource consulting stbi&% of

the money spent on payroll is related to absentddid

What causes absenteeism? First, we need to Idbk &gpe of absenteeism. Some absenteeism is uaeiand is related
to health reasond-or example, reasons such as acute or serioess|ltower back pain, migraines, accidents onehaag

on or off the job, or acute stress are importaasoas for absenteeidff] Health-related absenteeism is costly, but it would
be unreasonable and unfair to institute organimatipolicies penalizing it. When an employee hasergtagious illness,
showing up at work will infect coworkers and withthbe productive. If the illness is not contagidu still in the
organization’s best interest for the employee teee proper medical treatment and rest to proradtdl recovery. Indeed,
companies are finding that programs aimed at kgeporkers healthy are effective in dealing withsttyipe of absenteeism.
Companies using wellness programs, educating emetogbout proper nutrition, helping them exereiad, rewarding them

for healthy habits have reported reduced absemédis

From the Margin of the Page
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Fallure to appesr at work

Work/life balancds another common reason for absences. Staying bmgare for a sick family member, attending the
wedding or funeral of a loved one, and skippingkatorstudy for an exam are all common reasonsrisclieduled
absences. Companies may deal with these by giviipdpgees more flexibility in work hours. If emplag®can manage
their own time, they are less likely to be abs@uaversely, when a company has “sick leave” bubther leave for social
and family obligations, they may fake being sickl aise their “sick leave.” One solution is to hav@rgle paid time off
policy that would allow workers to balance work difeland allow companies to avoid unscheduled adse Organizations
such as Lahey Clinic at Burlington, Massachusbttge found this to be effective in dealing with elmesduled absences.
Some companies such as IBM got rid of sick leategather and instead allow employees to take afmine off as they

need, so long as the work gets dbte.

Sometimes, absenteeism is a form of work withdramal a step followed by turnover. In other wompsyr work attitudes
lead to absenteeism. When employees are dissdtigiie their work or have low organizational cormént, they are
likely to be absent more often. Thus, absenteeaistalised by the desire to avoid an unpleasant evrkonment. In this
case, management may deal with absenteeism bytigatasy the causes of dissatisfaction and deaiitigthem.

Are there personal factors contributing to absaste®Research does not reveal a consistent linkeegt personality and
absenteeism, but there is one demographic criténminpredicts absenteeism: age. Interestinglyamaghst some
stereotypes that increased age would bring morhhg@blems, research shows that age is negatiet&dyed to both
frequency and duration of absenteeism. That ispgetuworkers are the ones more likely to be ab&atdause of reasons
that include higher loyalty to their company anstramnger work ethic, older employees are lessylikel absent from
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Work.[95]

FIGURE 2.186

6.4 Turnover

Turnover refers to an employee’s leaving an orgditia. Employedurnover has potentially harmful consequences, such as
poor customer service and poor company-wide pedno®. When employees leave, their jobs still nedzktperformed by
someone, so companies spend time recruiting, haing training new employees, all the while sufffgifrom lower

productivity. Yet, not all turnover is bad. Turnove particularly a problem when high-performingmoyees leave, while a
poor performer’s leaving may actually give the campa chance to improve productivity and morale.

Why do employees leave? An employgeesformancdevel is an important reason. People who perfooorly are actually
more likely to leave. These people may be firedy @ encouraged to quit, or may quit because af tbar of being fired.
Particularly if a company has pay-for-performanggtems, poor performers will find that they are @atning much due to
their below-standard performance. This gives p@sfgsmers an extra incentive to leave. This dogsmean that high
performers will definitely stay with a company. Higerformers may find it easier to find alternajwies, so when they are
unhappy, they can leave more quickly.

Work attitudesare often the primary culprit in why people leawéhen workers are unhappy at work, and when theyado
feel committed to their companies, they are miylito leave. Loving the things you do, being hapjith the
opportunities for advancement within the compaeynd happy about pay are all aspects of our wditidés relating to
turnover. Of course, the link between work attisidaed turnover is not direct. When employees amapipy, they will have
the intention to leave and may start looking fgola But their ability to actually leave will depgion many factors, such as
their employability and the condition of the jobnket. For this reason, when national and regionahwployment is high,
many people who are unhappy will still continuevark for their current company. When the econongoimg well, people
will start moving to other companies in responsbdimg unhappy. Understanding the connection batwegployee
happiness and turnover, many companies make amn &ffmake employees happy. SAS Institute emplopess a 35-hour
workweek and enjoy amenities such as a swimmindgjgruab child care at work. The company’s turnovarisund 4%—5%,

in comparison to the industry averages ranging ftaa—2094 26!

People are more likely to quit their jobs if thegperiencestressat work as well. Stressors such as role conftict @le
ambiguity drain energy and motivate people to seegdtnatives. For example, call center employeggsisnce a great deal
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of stress because of poor treatment from custorosigwork hours, and constant monitoring of tkesiery action.
Companies such as EchoStar realize that one méthod effective in retaining their best employeet® give them
opportunities to move to higher-responsibility j@tsewhere in the company. When a stressful jalstep toward a more

desirable job, employees seem to stick around Hﬂae

There are also individual differences in whethespbe leave or stay. For exampfersonalityis a factor in the decision to
quit one’s job. People who are conscientious, adrlee and emotionally stable are less likely td their jobs. Many
explanations are possible. People with these pelisptraits may perform better at work, which lsdd lower quit rates.
Or, they may have better relations with coworkerd managers, which is a factor in their retentidihatever the reason, it

seems that some people are likely to stay longanwagiven job regardless of the circumstantds.

From the Margin of the Page

turnover

An employee’s leaving an

Whether we leave a job or stay also depends oagae@ndhow long we have been theteseems that younger employees
are more likely to leave. This is not surprisingdese people who are younger often have fewer mspldies such as
supporting a household or having dependents. Asutr they can quit a job they don’t like much eeasily. They may
also have higher expectations and thus be morly éésippointed when a job proves to be less remgittian they had
imagined. Similarly, people who have been with eypany for a short period of time can quit more lgaSor example,
Sprint Nextel found that many of their new hiregeviikely to quit within 45 days of their hiring ties. When they
investigated, they found that newly hired employ@ege experiencing a lot of stress from avoidabdblems such as
unclear job descriptions or problems with hookipghieir computers. Sprint was able to solve theduer problem by
paying special attention to orienting new hireswiemployees experience a lot of stress at work tlaeik is usually not
much keeping them in the company such as estatilstieds to a manager or colleagues. New employagsxen have
ongoing job interviews with other companies whegytktart working. This, too, gives them the flelkipito leave more
easily.

KEY TAKEAWAY

Employees demonstrate a wide variety of positive rmegative behaviors at work. Among these, fourcatieally important
and have been extensively studied in the OB liteeatJob performance is the degree of successamith one
accomplishes the tasks listed in one’s job deseripA person’s abilities, particularly general rrarability, are the main
predictor of job performance in many occupationswhive are treated at work, the level of stress Bapeed at work,
work attitudes, and, to a lesser extent, our pelggrare also factors relating to one’s job pemfance. Citizenship
behaviors are tasks helpful to the organizatioh gbeabove and beyond one’s job description. Pewdoce of citizenship
behaviors are less a function of our abilities ammte of motivation. How we are treated at work speality, work attitudes,
and our age are the main predictors of citizengkipong negative behaviors employees demonstrasengdeism and
turnover are critically important. People who exgece health problems and work/life balance issuesprone to more
absenteeism. Poor work attitudes are also relataigenteeism, and younger employees are morg tikbe absent from
work, especially when dissatisfied. Turnover ishieigamong low performers, people who have negatork attitudes, and
those who experience a great deal of stress. Paitycend being younger are personal predictotsiafover.

EXERCISES

1. What is the difference between performance aganizational citizenship behaviors? As a mandges, would you
improve someone’s performance? How would you irsgezdtizenship behaviors?

2. Are citizenship behaviors always beneficialie tompany? Can you think of any citizenship bedravemployees may
perform with the intention of helping a company that may have negative consequences overall?

3. Given the factors correlated with job performngnghich employee selection methods should be hatidentifying
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future high performers?

4. What are the major causes of absenteeism at\ttimlv can companies minimize the level of absestettat takes
place?

5. In some companies, managers are rewarded famizimg the turnover within their department or ica. A part of their
bonus is directly tied to keeping the level of war below a minimum. What do you think about téeptial effectiveness
of these programs? Do you see any downsides togoghams?

7. DEVELOPING YOUR POSITIVE ATTITUDE SKILLS

LEARNING OBJECTIVES
1. Learn to be happier at work.
2. Leverage your attitudes for optimum work performance.

Have you ever wondered how you could be happiaak and how greater work satisfaction could imgrgour overall
effectiveness? Here are some ideas that may halpgitieve a great sense of peace for yourself haswhen you are
working with a negative coworker.

m Leverage your Big Five trait¥our personality is a big part of your happiné8ich of the Big Five positive traits are
you strongest on? Be aware of them and look foodppities to express them at work. Are you higi\N&uroticism? If so,
work to overcome this challenge: If you chooseirid the negative side of everything, you will.

m Find a job and company that fit you weBood fit with the job and company are importanydor happiness. This starts
with knowing yourself, your chosen career, andgasicular job in question: What do you want frdme job? What do you
enjoy doing?

m Get accurate information about the job and the canypAsk detailed questions about what life is likehis company.
Do your research. Read about the company; usespmial network to understand the company’s culture.

m Develop good relationships at wodake friends. Try to get a mentor if your compaiogs not have a formal mentoring
program. Approach a person you admire and atteoniptitd a relationship with this person. An expecded mentor can be
a great help in navigating life at a company. Yearial network can help you weather the bad dagigpaovide you with
emotional and instrumental support during your tahe@ company as well as afterward.

m Pay is important, bybb characteristics matter more to your job satitfan. So don't sacrifice the job itself for a bit
more money. When choosing a job, look at the lefehallenge and the potential of the job to ma&e feel engaged.

m Be proactive in managing organizational liléthe job is stressful, cope with it by effectitime management and having
a good social network, as well as being proactivgeitting to the source of stress. If you don’tdhanough direction, ask
for it!

m Know when to leavdf the job makes you unhappy over an extendedgdani time and there is little hope of solving the
problems, it may be time to look elsewhere.
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FIGURE 2.7

KEY TAKEAWAY

Promoting a positive work attitude will increaseuyoverall effectiveness as a manager. You cameass your own
happiness at work by knowing yourself as a persgmensuring that you work at a job and company wlyeu fit in, and by
building effective work relationships with your nager, coworkers, and subordinates. Concentratirijemotivating
potential of the job when choosing a job and sgjtire problems you encounter in a proactive mamagrbe helpful as
well.

EXERCISES

1. Do you believe that your own happiness at wetik your hands? What have you done in the pasttease your own
satisfaction with work?

2. Consider the most negative person you workteramt with. Why do you think they focus more oe tlegative side of
life?

3. On the basis of what you have read in this @rapan you think of ways in which you can imprgeeir effectiveness in
dealing with negative coworkers?
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