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Preface


Welcome


This brief text was created as an alternative to the 600- or 700-page comprehensive textbook in organizational behavior (OB). Essentials of Organizational Behavior attempts to provide balanced coverage of all the key elements comprising the discipline of OB in a style that readers will find both informative and interesting. We’re pleased to say that this text has achieved a wide following in short courses and executive programs, as well as in traditional courses as a companion volume to experiential, skill development, case, and reading resources. It is currently used at hundreds of colleges and universities in the United States, Canada, Latin America, Europe, Australia, and Asia. It has also been translated into Spanish, Portuguese, Japanese, Chinese, Dutch, Polish, Turkish, Danish, and Bahasa Indonesian.







        

      

    


      
        
          
Solving Teaching and learning Challenges


Students and instructors alike have expressed a need for a text on organizational behavior that is concise, clear, and focused on what matters: the Essentials. Since its first publication in 1984, we have tried diligently to keep this book as digestible and concise as possible to meet this need.


Essentials of Organizational Behavior provides a brief overview of the core concepts and theories within the field of OB. Our current text users rave about this approach because it gives them flexibility to include other kinds of learning experiences and content in their OB courses. As a result, this text is currently used in a wide variety of courses and programs—ranging from community colleges to graduate schools, and in both in-person and online courses.


Part of the reason we have been able to keep this book short in length is that it does not include review questions, cases, exercises, or other components. It continues to provide the basic core of OB knowledge, allowing instructors the maximum flexibility in designing and shaping their courses.


In addition, Essentials of Organizational Behavior focuses on translating state-of-the art theory and research on OB into actionable practices that can be directly applied by students in the world of work. (See the Implications for Managers section at the end of each chapter.) By focusing on why OB matters in the workplace, students can apply what they learn to their own working experiences, regardless of their field of study.







        

      

    


      
        
          
New to This Edition


Please note that all eText assessments, videos, and other interactive media items are only available in the Pearson+ eText, which is available both for standalone purchase as well as part of a MyLab subscription.


State-of-the-Art Research and Examples


New examples, research studies, and other forms of content were added to this edition. Content coverage was expanded to include updated research, discussion, and examples of current issues related to all aspects of organizational behavior. 


Given the unprecedented effect of the global COVID-19 pandemic on organizational behavior, new sections were added on remote and hybrid work in the Motivation (Application) chapter. The impact of remote work was included throughout the book as it relates to topics such as work teams, group behavior, organizational structure, and stress and health outcomes. 


Artificial Intelligence and Machine Learning


Artificial intelligence (AI) and its applications, such as machine learning, have completely revolutionized the field of OB. Given the prevalence of AI applications in organizations and its status as a cutting-edge method in OB, we have included new examples of AI research and application throughout the text. In particular, we highlight the impact of bias in AI. 


Increased Coverage on Diversity 


Diversity continues to be a hot topic within the study of OB. We address the complexity of diversity, including discussions of intersectionality and social categorization. Practical guidelines are also provided for managers to foster an inclusive workplace.


Communication


Understanding communication processes and barriers is essential for any student of OB. As a result, we have made updates to reflect the unique challenges and opportunities students will face in the field today, including discussion of advancements in virtual communication, cybersecurity, and social media.


Stress and Health


Experts are recognizing the detrimental effects of mismanaged stress at work. We have significantly expanded our discussion of stress and added several sections on health, including illness and injury, mental and physical health, and mechanisms of health and stress.


Opportunities for Interactivity and Applied Learning


Users of the Pearson eTextbook for Essentials of Organizational Behavior also have access to numerous new features for this edition, including interactive exhibits.
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About MyLab Management


To improve student results, we recommend pairing this textbook with MyLab Management, the teaching and learning platform that empowers you to reach every student. By combining the trusted author content of Essentials of Organizational Behavior with digital tools and a flexible platform, MyLab personalizes the learning experience and will help your students learn and retain key course concepts while developing skills that future employers are seeking in their candidates. From Interactive Reading Assignments and Mini Sims to Personal Inventory Assessments and Dynamic Study Modules, MyLab Management helps you teach your course, your way.







        

      

    


      
        
          
Instructor Teaching Resources


Essentials of Organizational Behavior comes with the following teaching resources:



          
          
          
          
            
              
              
	Supplements available to instructors at www.pearson.com/uk

	Features of the Supplement





	Instructor’s Manual



authored by Nathan Hartman, Illinois State University

	
	Chapter-by-chapter summaries



	Teaching notes



	Examples and activities



	Teaching tips



	Solutions to all discussion questions in the book







	
Test Bank

authored by Maggie Niland Glass, Daemen University


	
	Over 1700 multiple-choice, true/false, and short answer/essay questions.


	Includes answer explanations


	Aligned to Learning Objectives from the text


	Classified according to difficulty level


	Learning outcomes identified


	AACSB learning standard identified (Written and oral communication, Ethical understanding and reasoning, Analytical thinking, Diverse and multicultural work environments, Reflective thinking, Application of knowledge, Interpersonal relations and teamwork, and Integration of real-world business experiences)







	Computerized TestGen




	
TestGen allows instructors to:



	Customize, save, and generate classroom tests.



	Edit, add, or delete questions from the Test Item Files.



	Analyze test results.



	Organize a database of tests and student results. 








	
PowerPoints

authored by Francis Goeddeke, Jr., Wayne State University





	
Slides include all the graphs, tables, and equations in the textbook. PowerPoints meet accessibility standards for students with disabilities. Features include, but are not limited to:


	Keyboard and Screen Reader access


	Alternative text for images


	High color contrast between background and foreground colors
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Part 1


Understanding Yourself and Others







        

      

    

              
                
                  
                  
                  

                

              


          
            
      
        
          
Chapter 1



What Is Organizational Behavior?








Learning Objectives


After studying this chapter, you should be able to:



	
1.1Define organizational behavior (referred to as OB throughout the text).



	
1.2Show the value of systematic study to OB.



	
1.3Identify the major behavioral science disciplines that contribute to OB.



	
1.4Demonstrate why few absolutes apply to OB.



	
1.5Identify managers’ challenges and opportunities in applying OB concepts.



	
1.6Compare the three levels of analysis in this text’s OB model.



	
1.7Describe the key employability skills gained from studying OB that are applicable to other majors or future careers.











        

      

    

              
                
                  
                  
                  

                

              


          
            
      
        
          1.1: Management and Organizational Behavior








1.1 Learning Objective


Define organizational behavior (referred to as OB throughout the text).





Right now, you might be wondering, “What is organizational behavior, and why does it matter to me?” We will define organizational behavior (OB) shortly, but first, let us begin with the end in mind: why OB matters and what the study of OB offers you.


Historically, business school coursework emphasized the technical aspects of management, focusing on economics, accounting, finance, and quantitative techniques. Coursework on human behavior in organizations received relatively less attention. This might be surprising to you because you might be thinking “the people make the place”1: organizations are only as effective as the people who comprise them, so should we not try to understand people in the workplace as well as how we make decisions, communicate, and interact with one another? Over the past several decades, however, business schools have realized the significant role that interpersonal skills play in determining managers’ and employees’ effectiveness. This realization led to the birth of OB, which, at its core, focuses on individuals and groups in organizations.









Understanding OB is important to you today more than ever. We are in the midst of an OB revolution of sorts that is gaining traction year by year. A knowledge of OB and interpersonal skills is critical for your success and advancement in the modern workplace. It is also relevant to nearly every job. One study by Monster mined nearly a million market-wide job postings to determine the most frequently desired skills in applicants.2 Communication skills were at the top of the list, followed by other OB-relevant skills, including problem-solving and influence skills.


Furthermore, these skills are necessary for career advancement. A survey of over 2,100 CFOs across 20 industries indicated that a lack of interpersonal skills is the top reason why some employees fail to advance.3 Ultimately, OB can equip you with critical tools for success and advancement in the workplace. In this text, we pay special attention to how the knowledge and practice of OB can help you (1) think analytically and critically, (2) make better decisions, (3) communicate and collaborate more effectively with others, and (4) act with a sense of social responsibility in the workplace. Research has demonstrated that these types of “employability skills” are highly valued and desired by employers. A lack of these skills can lead to problems in the workplace.4


Incorporating OB principles into the workplace can also yield many critical organizational outcomes. First, companies known as good places to work—such as Hilton, American Express, Wegmans, Cisco, Workday, Salesforce, and Edward Jones5—have been found to generate superior financial performance due to their attention to OB.6 Second, developing managers’ and employees’ interpersonal skills helps organizations attract and keep high-performing employees. This function is vital because outstanding employees are always in short supply and costly to replace.7 Third, there are strong associations between the quality of workplace relationships and employee job satisfaction, stress, and turnover. One extensive study of hundreds of workplaces and more than 200,000 respondents showed that social relationships among coworkers and supervisors were strongly related to overall job satisfaction. Positive social relationships were also associated with lower stress at work and lower intentions to quit.8 Fourth, an emphasis on OB can foster awareness of organizations’ environmental, social, and sustainability performance.9 Accordingly, universities have begun to incorporate social entrepreneurship education into their curriculum to train future leaders in addressing social issues within their organizations.10 







Spanish multinational broadband and telecommunications provider Telefónica is one of the best places to work because of their “people” focus. Telefonica’s concerted efforts to keep its employees happy and productive includes putting in place a confidential help channel, which allows employees to clarify queries regarding operational matters and raise instances of noncompliance.






But enough about the positives—incorporating OB principles into the workplace can also help us understand how to manage the negative aspects and outcomes of work, such as unethical or deviant workplace behavior, violence, stress, discrimination, sexual harassment, conflict, drug abuse, incivility, and theft.11 Clearly, there are tremendous benefits to understanding people and their behavior within organizations. As such, we have written this text to help managers, potential managers, and employees develop an understanding of human behavior as individuals, members of groups or teams, and workers.






        

      

    


      
        
          
1.1.1: Management Activities



The world of work involves an overwhelming number of activities, tasks, and responsibilities. For instance, workers can collect, process, and make sense of data; make decisions; perform physical activities; interact with others; or perform administrative activities.12 Although workers’ activities may also involve interacting and coordinating work with other people, it is usually a much more significant component of managerial jobs. Managers’ work can be categorized into four different activities: planning, organizing, leading, and controlling. 



	
                  Planning. The planning function encompasses defining an organization’s goals, establishing an overall strategy for achieving those goals, and developing a comprehensive set of plans to integrate and coordinate activities. Evidence indicates the need for planning increases the most as managers move from lower-level to mid-level management.13

              

	
                  Organizing. When managers design their work unit’s structure, they are organizing. The organizing function includes determining what tasks are to be done, who is to do them, how the tasks are to be grouped, who reports to whom, and where decisions are to be made.

              

	
                  Leading. Every organization contains people, and it is management’s job to direct and coordinate those people, which is the leading function. When managers motivate employees, direct their activities, select the most effective communication channels, or resolve conflicts, they are engaging in leading.

              

	
                  Controlling. Management must monitor its organization’s performance and compare it with previously set goals to ensure that activities are going as they should. If there are any significant deviations, management’s job is to get the organization back on track. This monitoring, comparing, and potential correcting is the controlling function.

              









        

      

    


      
        
          
1.1.2: Management Roles


Henry Mintzberg, now a prominent management scholar, undertook a careful study of executives early in his career to determine what they did in their jobs. Based on his observations, Mintzberg concluded that managers perform ten different, highly interrelated roles or sets of behaviors, thus serving a critical function in organizations.14 These ten roles are primarily (1) interpersonal, (2) informational, or (3) decisional. Although much has changed in the world of work since Mintzberg developed this model, research indicates that the roles have changed very little.15


Interpersonal Roles 


All managers must perform duties that are ceremonial and symbolic in nature. For instance, when the president of a college hands out diplomas at commencement or a factory supervisor gives a group of high school students a tour of the plant, they are acting in a figurehead role. Another key interpersonal role all managers have is a leadership role. This role includes hiring, training, motivating, and disciplining employees. The third role within the interpersonal grouping is the liaison role, or contacting and fostering relationships with others who provide valuable information. The sales manager who obtains information from the quality control manager in their own company has an internal liaison relationship. When that sales manager has contact with other sales executives through a marketing trade association, they have external liaison relationships.


Informational Roles 


To some degree, all managers collect information from outside organizations and institutions. They typically scan the news media and talk with other people to learn of changes in the public’s tastes and what competitors may be planning. Mintzberg called this the monitor role. Managers also act as a conduit to transmit information to organizational members. This is the disseminator role. Also, managers perform a spokesperson role when representing the organization to outsiders.


Decisional Roles 


Mintzberg identified four roles that require making choices. In the entrepreneur role, managers initiate and oversee new projects to improve their organization’s performance. As disturbance handlers, managers take corrective action in response to unforeseen problems. As resource allocators, managers are responsible for allocating human, physical, and monetary resources. Finally, managers perform a negotiator role. In this role, they discuss issues and bargain with other units (internal or external) to gain advantages for their unit.







        

      

    


      
        
          
1.1.3: Effective Versus Successful Managerial Activities


What makes one manager more effective than another? To answer this question, prominent OB researcher Fred Luthans and his associates looked at what managers do from a somewhat different perspective.16 They asked, “Do managers who move up most quickly in an organization do the same activities and with the same emphasis as managers who do the best job?” You might think the answer is yes, but that is not always the case.


Luthans and his associates studied more than 450 managers, all engaged in four managerial activities:



	
                  Traditional management. Decision making, planning, and controlling.

              

	
                  Communication. Exchanging routine information and processing paperwork.

              

	
                  Human resources (HR) management. Motivating, disciplining, managing conflict, staffing, and training.

              

	
                  Networking. Socializing, politicking, and interacting with outsiders.

              




The “average” manager spent 32 percent of their time in traditional management activities, 29 percent communicating, 20 percent in HR management activities, and 19 percent networking. However, the time and effort that different individual managers spent on those activities varied greatly. Networking made the most considerable contribution among successful managers (defined in terms of time to promotion within their organization). HR management activities made the least relative contribution. Furthermore, Luthans and associates found that among effective managers (defined in terms of quantity and quality of their performance and the satisfaction and commitment of employees), communication made the most considerable contribution and networking the least. The connection between communication and effectiveness is also evident. Managers who explain their decisions and seek information from colleagues and employees—even if the information turns out to be negative—are the most effective.17







        

      

    


      
        
          
1.1.4: Organizational Behavior (OB) Defined


Now that we have established the importance of what workers and managers do, we turn our focus more broadly toward how people behave in organizations. Organizational behavior (OB) is a field of study investigating the impact of individuals, groups, and structure on behavior within organizations to apply such knowledge toward improving an organization’s effectiveness. That is a mouthful, so let us break it down.


OB is the study of what people do in an organization and how their behavior affects the organization’s performance. Because OB is concerned specifically with employment-related situations, it examines behavior in the context of job attitudes, absenteeism, employee turnover, productivity, performance, and management. Although debate exists about the relative importance of each, OB includes these core topics: 18



	
                  Performance, citizenship, deviance, and creativity

              

	
                  Diversity and inclusion

              

	
                  Job attitudes, emotions, and moods

              

	
                  Personality and individual differences

              

	
                  Judgment and decision making

              

	
                  Motivation

              

	
                  Justice and ethics in organizations

              

	
                  Groups and teams

              

	
                  Communication and relationships

              

	
                  Leadership and management

              

	
                  Power, politics, and corruption

              

	
                  Conflict and negotiation

              

	
                  Organizational theory and structure

              

	
                  Organizational culture and climate

              

	
                  Organizational health, stress, and safety
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          1.2: Complementing Intuition With Systematic Study








1.2 Learning Objective


Show the value of systematic study to OB.




Whether you have explicitly thought about it before or not, you have been “reading” people almost all your life. You have watched their actions and interpreted what you see or tried to predict what people might do under different conditions. This casual approach to reading others can often lead to erroneous predictions, but using a systematic approach can improve your accuracy. Underlying the systematic approach in this text is the belief that behavior is not random. Instead, we can identify consistencies underlying people’s behavior and modify them to reflect individual differences.








These consistencies are fundamental. Why? Because they allow predictability. Behavior is generally predictable, and the systematic study of behavior is a way to make reasonably accurate predictions. When we use the term systematic study, we mean looking at relationships, attempting to attribute causes and effects, and basing our conclusions on scientific evidence. That is, we base our predictions on data gathered under controlled conditions and measured and interpreted rigorously.


Evidence-based management (EBM) complements systematic study by basing managerial decisions on the best available scientific evidence.19 For example, we want doctors to make decisions about patient care based on the latest available evidence. EBM argues that managers should do the same, thinking more scientifically about management problems. For instance, a manager might pose a question, search for the best available evidence, and apply the relevant information to the question or case at hand. You might wonder why a manager would not base decisions on evidence. However, the vast majority of management decisions are still made “on the fly,” with little to no systematic study of available evidence. Even more worrisome, there is mounting public distrust of scientists and researchers, which often leads managers to ignore evidence and “go with their guts.”20


But should we trust our guts? Systematic study and EBM add to intuition, or those “gut feelings” about what makes others (and ourselves) “tick.” Of course, the things you have come to believe in an unsystematic way are not necessarily incorrect. One review of hundreds of studies suggests that data-driven judgments (based on algorithms) were about 10 percent more accurate than human’s intuitive judgments.21 Many managers hold so-called commonsense opinions regarding effective management that have been flatly refuted by empirical evidence. Moreover, managers are often motivated to hold onto these beliefs even in the face of contradictory evidence. They react negatively to this information, especially when it counteracts their beliefs, self-image, self-interest, or identity.22 







        

      

    


      
        
          
1.2.1: Leveraging Data Analytics With Artificial Intelligence (AI)


Data has been used to evaluate behavior since at least 1749, when the word statistic was coined to mean a “description of the state.”23 Statistics back then were used for governance purposes, but since the data collection methods were clumsy and simplistic, so were the conclusions. Over time, computers became sophisticated enough to store and manipulate large amounts of data.24 The development of two overlapping fields, data analytics and artificial intelligence (AI), has allowed organizations to utilize these data sets, and as a result transform not just the workplace, but many aspects of our daily lives. For instance, when you open Netflix, but you are not sure what to watch, you can simply select the “Play Something” button. Instantly, a show or movie will play on your screen. You have AI to thank, as it uses data on your viewing habits and data from other users with similar viewing histories to select a show.


How then are artificial intelligence and data analytics related? While at first glance data analytics and AI may appear to be very similar, there are significant differences in their capabilities. Data analytics involves using a variety of tools, technologies, and processes to discover trends and solve problems from large volumes of data.25 AI is software that also relies on using large amounts of data to identify and learn from data trends. The key difference is that, while data analytics is dependent on human interaction to identify trends and test assumptions, AI can do so autonomously.26 


Current Usage 


The use of data analytics and AI to understand, help, and manage people is relatively new but is “as ubiquitous as the air we breathe.”27 No matter how many terabytes of data firms collect or from how many sources, the reasons for the use of data analytics and AI are essentially the same. They include predicting any event, from a book purchase to a spacesuit malfunction; detecting how much risk is incurred at any time, from the risk of a fire to that of a loan default; and preventing catastrophes large and small, from a plane crash to an over-stock of product.28 


The expansion of generative AI (GenAI) systems (a type of AI that falls under the broader category of machine learning) such as ChatGPT has allowed computers to create exciting new content including music and art. But beyond generating hours of endless entertainment, this type of AI also has many practical applications for businesses such as producing credible writing in mere seconds or creating new product designs.29 GenAI has made an impact in a variety of industries, from producing high-resolution weather forecasts to analyzing medical images. 


Future Trends 


The impact of AI on the future of work, the labor market, and office professionals will likely be significant. AI will replace some repetitive jobs and tasks that humans now perform. However, the real promise lies not just in the automation of routine tasks, but the potential for AI and humans to work more closely together. 30 For example, AI has the capacity to support urban planners and disaster recovery teams by generating synthetic data (e.g. traffic, population, hypothetical scenarios, etc.), which could then be utilized by individuals to more effectively plan and prepare for the future.31 Ultimately, though, humans make decisions on how to implement policies based on this information. While AI can be used to augment an individual’s decision, we should not think of it as a replacement for an individual’s decision making.32 



Myth

Artificial intelligence will eliminate most jobs.




Fact

AI is more likely to enhance job roles by automating routine tasks and allowing humans to focus on more complex activities. While AI might reduce the need for routine data entry roles, it will create new jobs in AI maintenance, data analysis, and AI ethics. Similarly, in manufacturing, AI might replace some assembly line jobs, but it is also likely to generate roles in AI programming, robotics maintenance, and system management.



Despite concern that AI will eliminate jobs, a recent study indicates that it is “more likely to enhance job roles than eliminate them.”33 Most experts agree that AI will have a positive impact on the future of work by making companies more productive and profitable. Indeed, the economic potential of generative AI is enormous. By 2030, the AI market is expected to increase to over $1.8 trillion. In the coming chapters, we discuss how and in what ways data analytics and AI have contributed to the study and practice of OB. 


Limitations 


As technological capabilities for handling data have increased, so have privacy issues and appropriate application.34 This limitation is particularly true when data collection includes surveillance instruments. For instance, an experiment in Brooklyn, New York, was designed to improve residents’ quality of life. The researchers collected intensive data from infrared cameras, sensors, and smartphone Wi-Fi signals on these residents.35 


But critics point out that after Frederick Taylor introduced surveillance analytics in 1911 to increase productivity, these techniques were surpassed by Alfred Sloan’s greater success, achieved by providing meaningful work to employees.36 Further, pioneering studies at the Hawthorne Western Electric plant demonstrated the massive role of group dynamics and norms. From these studies, productivity was a function of both whether workers feel management cares about them and the social forces that cause group members to behave in certain ways.37 In other words, it is less about the direct effect of surveillance on workers and more a function of the social forces at play.


These issues bring up a larger concern: What do people think about big data when they are the data source? Organizations using data analytics and AI run the risk of offending the very people they are trying to influence: employees and customers. Overall, we do not advise you to throw your intuition out the window. We are also not suggesting you base all your decisions on a machine learning algorithm. In dealing with people, leaders often rely on hunches, and sometimes the outcomes are excellent. At other times, human tendencies get in the way. As we will discuss in Chapter 2, the creators of AI can unintentionally create biases.38 The prudent use of data analytics and AI, along with an understanding of human behavioral tendencies, can contribute to sound decision making and ease natural biases. What we are advising is to use evidence as much as possible to inform your decisions. That is the promise of OB.
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          1.3: Disciplines That Contribute to OB








1.3 Learning Objective


Identify the major behavioral science disciplines that contribute to OB.




OB is an applied behavioral science built on contributions from several behavioral disciplines, mainly psychology and social psychology, sociology, and anthropology. Psychology’s contributions have been principally at the individual or micro level of analysis. In contrast, the other disciplines have contributed to our understanding of macro concepts such as group processes and organization. Exhibit 1-1 is an overview of the major contributions of other disciplines to the study of OB. In turn, OB has influenced the working world, specifically HR practices (e.g., work design, training, employee selection, performance appraisal).













        

      

    


      
        
          
1.3.1: Psychology


Psychology seeks to measure, explain, and sometimes change humans and other animals’ behavior. Contributors to OB’s knowledge are learning theorists, personality theorists, counseling psychologists, and, most important, industrial and organizational psychologists.


Early industrial/organizational psychologists studied fatigue, boredom, and other working conditions that could impede efficient work performance. More recently, their contributions have expanded to include learning, perception, personality, emotions, training, leadership effectiveness, needs, motivational forces, job satisfaction, decision-making processes, performance appraisal, attitude measurement, employee-selection techniques, work design, and job stress. 







        

      

    


      
        
          
1.3.2: Social Psychology


Social psychology, generally considered a branch of psychology, blends concepts from psychology and sociology to focus on people’s influence on one another. One central study area is change —how to implement it and reduce barriers to its acceptance. Social psychologists also contribute to measuring, understanding, and changing attitudes; identifying communication patterns; and building trust. They have made significant contributions to our study of group behavior, power, and conflict.







        

      

    


      
        
          
1.3.3: Sociology


While psychology focuses on the individual, sociology studies people in relation to their social environment or culture. Sociologists have contributed to OB by studying group behaviors in organizations, particularly formal and complex organizations. Perhaps most important, sociologists have studied organizational culture, formal organization theory and structure, organizational technology, communications, power, and conflict.







        

      

    


      
        
          
1.3.4: Anthropology


Anthropology is the study of societies to learn about human beings and their activities. Anthropologists’ work on cultures and environments has helped us understand differences in fundamental values, attitudes, and behavior among people in different countries and organizations. Much of our current understanding of organizational culture, organizational climate, and differences among national cultures results from anthropologists’ work or those using their methods.











        

      

    

              
                
                  
                  
                  

                

              


          
            
      
        
          1.4: There Are Few Absolutes in OB








1.4 Learning Objective


Demonstrate why few absolutes apply to OB.




Laws in the physical sciences—chemistry, astronomy, physics—are consistent and apply in various situations. They allow scientists to generalize about the pull of gravity or be confident about sending astronauts into space to repair satellites. Human beings are complex, and few, if any, simple and universal principles explain organizational behavior. Because we are not alike, our ability to make simple, accurate generalizations about ourselves is limited. Two people often act very differently in the same situation, and the same person’s behavior changes in different cases. Of course, this does not mean that we cannot offer reasonably accurate explanations of human behavior or make valid predictions. It does mean that OB concepts must reflect situational or contingency conditions. We can say x leads to y, but only under conditions specified in z—the contingency variables.







OB was developed by applying general concepts to a particular situation, person, or group. For example, OB scholars and practitioners would avoid stating that everyone likes complex and challenging work (a generalization). Why? Because not everyone wants a challenging job. Some people prefer routine over varied work or simple over complex tasks. A job attractive to one person may not be to another; its appeal is contingent on the person who holds it. Often, we find both general effects and contingencies. For instance, money does have some ability to motivate most of us (a general effect). On the contrary, some of us are more motivated by money than others, and some situations are more about money than others (both contingencies). Realizing how both general effects and their contingencies guide behavior leads to the best understanding of OB.
















        

      

    

              
                
                  
                  
                  

                

              


          
            
      
        
          1.5: Challenges and Opportunities








1.5 Learning Objective


Identify managers’ challenges and opportunities in applying OB concepts.




Understanding organizational behavior has never been more critical for managers. Take a quick look at the dramatic changes in organizations. The workforce is becoming increasingly diverse; organizations are continuing to develop a global, integrated presence; technology is revolutionizing how (and where) we do work; managers are increasingly interested in the role that justice and ethics play in the workplace; organizations are beginning to focus on their responsibilities to the environment, societies, and communities—and at the same time developing strengths in workers. 







In short, today’s challenges bring opportunities for managers to use OB concepts. In this section, we review some—but not nearly all—of the critical developing issues confronting managers. OB offers solutions to these challenges and opportunities—or at least meaningful insights toward solutions.






        

      

    


      
        
          
1.5.1: Workforce Diversity and Inclusion


With the advent of social movements such as #metoo and Black Lives Matter,39 organizations, their management and leadership, and workers worldwide are continuing to realize the importance of diversity in crafting equitable and inclusive workplaces. One of the most compelling opportunities for organizations is managing workforce diversity, which recognizes that the workforce is heterogeneous in its gender identity, age, race, ethnicity, sexual orientation, and other characteristics.40


Beyond recognizing diversity, all organization members are responsible for doing something about it if a fair, equitable, and productive workplace is to be realized. Workforce inclusion focuses on creating and maintaining workplaces that support and leverage their members’ diversity.41 Inclusion compels the workforce and managers to recognize that people are like mosaics, characterized by tiles representing the various identities and value systems that “make them who they are.”42 An inclusive workplace is one in which workers feel that they are involved in critical processes, feel welcomed and valued, and are treated as “insiders.”43







        

      

    


      
        
          
1.5.2: Continuing Globalization


Globalization has led organizations, leaders, and employees to become increasingly connected across the globe, now more than ever.44 Globalization refers to the process in which worldwide integration and interdependence are promoted across national borders. Samsung, the largest South Korean business conglomerate, sells most of its products to organizations in other countries; a Brazilian firm owns Burger King; and McDonald’s operates in over one hundred countries on six continents. Although globalization is a trend no society can stop, the world is at a tension point in which societies choose between isolating their economies and remaining open to the world. Given how globalization can change the employment landscape rapidly in many communities, the choices made by nations regarding immigration, free trade, and social and political openness and cooperation have many and complex implications for wage growth, employment, poverty, and economic inequality.


At the same time, we are in the midst of the Fourth Industrial Revolution, transforming the way in which we live. Rapidly increasing automation has led to the emergence of completely new categories of jobs as AI is expected to affect almost 40 percent of jobs globally.45 While this revolution carries the potential to improve the quality of life for individuals across the world, global cooperation is needed to ensure it does not have the opposite effect: increasing income inequality.46 One of the unique challenges of this tide of globalization is forging cooperation between organizations and their employees worldwide and pursuing the public good with social responsibility in mind. As a result of globalization, the manager’s job has changed. To be effective in the workplace, try to anticipate and adapt your approach to the global issues we discuss in the upcoming sections. 







        

      

    


      
        
          
1.5.3: Working With People From Different Cultures 


Even in your own country, you will find yourself working with people born and raised in different cultures. What motivates you may not motivate them. Some may find a straightforward, blunt communication style rude or threatening. To work effectively with people from different cultures, you need to understand how their culture and background have shaped them in order to adapt your management style to accommodate these differences. For instance, managers need to know the workforce’s cultural norms in each country where they do business. A large percentage of the workforce in some countries enjoys long holidays. There will be national and local regulations to consider as well. Managers of subsidiaries abroad also need to be aware of the unique financial and legal regulations applying to guest companies in order to avoid violating them. Violations can have implications for both operations in that country and political relations between countries. In addition, managers need to be mindful of differences in regulating competition; understanding the laws can often increase the chances of success. 







        

      

    


      
        
          
1.5.4: Technology and Social Media


Technology, such as the advancements in AI discussed earlier, has profoundly affected the business world. Another example is social media. Many organizations continue to struggle with employees’ social media use in the workplace. In November 2022, an employee of Elon Musk’s X Corporation was fired after making an online post criticizing the company’s decision to require employees to return to the office after working remotely during the COVID-19 pandemic.47 Social media is a complicated issue for today’s managers, presenting both a challenge and an opportunity for OB. For instance, should HR investigate a candidate’s social media presence? Should a hiring manager quickly peruse their Instagram before making an offer? How can managers attract applicants and customers through their own social media presence?48 Managers need to adopt evidence-based policies designed to protect employees and their organizations and administer them with balance and understanding. See Chapter 11 for more on social media.


Once employees are on the job, many organizations have policies about accessing social media at work—when, where, and for what purposes. But what about the impact of social media on employee well-being? One study found that subjects who woke up in a positive mood and then accessed Facebook frequently found that their mood worsened during the day; these subjects also reported decreased satisfaction with their lives.49 Managers—and the field of OB—are trying to improve employee attitudes and therefore enhance positive organizational outcomes.


On the other hand, some organizations have policies that reinforce an “always-on” culture. The typical employee in the 1960s and 1970s showed up at a specified workplace Monday through Friday and worked for clearly defined eight- or nine-hour chunks of time. That is no longer true for a large segment of today’s workforce because the workplace definition has expanded to include anywhere a laptop or smartphone can go. Managers still need to consider the well-being of  employees who work flexible hours or work remotely from home (or from half a continent away). One of the biggest challenges to maintaining employee well-being is the new reality that many workers never get away from the virtual workplace. While technology allows many employees to do their work at home or on the beach in Tahiti, it can make many feel that they are not part of a team. According to Tony Ventrice, senior product manager at Inkitt, “It’s important that not all of these communications are even completely serious. Much of what brings a team together is the shared banter.”50


As a result of their increased responsibilities in and out of the workplace, employees want jobs that give them flexibility in their work schedules in order to manage work–life conflicts better.51 In fact, according to a global Cisco survey of 28,000 employees, 82 percent indicated that the ability to work from anywhere made them happier.52 Enhancing flexibility not only means happier employees but has also been shown to increase productivity and work-life balance. Most college and university students say attaining a balance between personal life and work is a primary career goal; they want a life and a job. Organizations that do not help their employees achieve work–life balance will find it increasingly difficult to attract and retain the most capable and motivated individuals. Given these significant changes, a focus on technologies (e.g., AI, social media, and remote work) will substantially affect OB for years to come. Throughout the text, we discuss how technology interfaces with each of OB’s core topics. As you will see in later chapters, the field of OB offers several suggestions to guide managers in leveraging technology effectively.







        

      

    


      
        
          
1.5.5: (Un)ethical Behavior


The corporate world is characterized by cutbacks, expectations of increasing productivity, and tough competition. It is not surprising that many employees feel pressured to cut corners, break the rules, and engage in other questionable practices. They increasingly face ethical dilemmas and ethical choices in which they are required to identify right and wrong conduct. Should they “blow the whistle” if they uncover illegal activities in their company? Do they follow orders with which they do not personally agree? Do they “play politics” to advance their careers?


How workers, managers, and people react to these ethical dilemmas and ethical choices results in unethical behavior or ethical behavior. Unethical behavior is any action that violates widely accepted moral norms (e.g., lying, cheating, stealing, harming others). In contrast, ethical behavior meets or exceeds widely accepted moral norms (e.g., following the rules, going above self-interest to help others).53 Most of the time, unethical behavior negatively affects workers’ and managers’ performance and withdrawal behaviors, teams’ performance, and organizations’ productivity (see the next section for these variables defined and described as outcomes). Furthermore, as we discuss in the chapter on job attitudes, these behaviors can often be referred to as counterproductive work behaviors (CWB) that actively damage the organization. However, it is essential to state that not all unethical behaviors are counterproductive.54 For instance, entrepreneurs may lie to potential clients about their production capacity to earn their business (i.e., a legitimacy lie)55—an action that would help their organization. Though most of us would agree that lying is often unethical, it emphasizes that what constitutes good, ethical behavior sometimes depends on the context and the values of those doing the judging. These nuances highlight the complexity of ethics in organizations and warrant their continued study and understanding by students of OB.







        

      

    


      
        
          
1.5.6: Corporate Social Responsibility (CSR)


Would you be as happy to work for an organization with a stated social welfare mission as one without? An organization’s commitment to corporate social responsibility (CSR), or its self-regulated actions to benefit society or the environment beyond what is required by law, has become increasingly important in the working world. Organizations practice CSR in several ways, including environmental sustainability initiatives, nonprofit work, volunteering, charitable giving, and even more traditional HR practices such as sustainability training and development.56



Myth﻿

Corporate social responsibility (CSR) initiatives involve external engagements that do not directly impact behavior of employees within the organization.




Fact

CSR may involve external engagements such as environmental sustainability initiatives, nonprofit work, volunteering, charitable giving, as well as internal HR practices such as sustainability training and development. CSR positively affects worker attitudes, turnover intentions, and performance, leading to better organizational outcomes.



CSR is good for the planet and good for people. Research suggests that CSR positively affects worker attitudes, turnover intentions, and performance. CSR has an even larger effect on discretionary behaviors such as organizational citizenship behavior (OCB) and deviance (discussed later in this chapter).57 Workers respond well to CSR for several reasons. CSR can lead workers to identify more strongly with their organizations, experience a sense of meaningfulness for giving back, feel as if they belong to something greater than themselves, or even fulfill more egoistic needs (engaging in CSR to advance their own agendas).58 CSR is also good for business. One meta-analysis across 42 studies found that CSR efforts predict organizations’ financial performance.59


Although CSR’s influence is increasing year after year, these initiatives do not always have the intended effect of retaining employees and attracting the attention of job seekers. Research indicates that job seekers are not as likely to view an organization’s CSR initiatives as authentic unless they are also accompanied by an investment in human resources practices such as training, career development, and pay and benefits.60 


Regardless, “the next generation of employees is seeking out employers that are focused on the triple bottom line: people, planet, and revenue,” said Susan Cooney, founder of philanthropy firm Givelocity.61 CSR allows workers to serve a higher purpose or contribute to a mission. However, an organization’s CSR efforts must be well governed, and its initiatives must be sustainable for long-term benefits.62 In sum, CSR is a needed, positive trend of accountability and serving. It has also become a significant part of organizational life. Throughout the text, we highlight the intersection between CSR and several core OB topics.







        

      

    


      
        
          
1.5.7: Positive Work Environments


Positive organizational scholarship (also called positive organizational behavior) has been a real area of growth in OB. It explores how organizations develop human strengths, foster vitality, build resilience, and unlock potential.63 Researchers in this area say too many OB research and management practices try to identify what is wrong with organizations and their employees. Instead, they should try to study what is good about them.64 Some key topics in positive OB research are engagement, hope, optimism, and resilience in the face of strain. Researchers hope to help practitioners create positive work environments for employees.


Although positive organizational scholarship does not deny the value of the negative (such as critical feedback), it does challenge us to look at OB through a new lens, pushing organizations to develop employees’ strengths rather than dwell on their limitations. Positive organizational scholarship also puts our focus on the positive aspects of work, such as the meaning people often derive from their work, how people help one another at work, and how prosocial values can be, and often are expressed through work. 
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          1.6: Developing an OB Model and Coming Attractions








1.6 Learning Objective


Compare the three levels of analysis in this text’s OB model.




A general model defines the field of OB and stakes out its parameters, concepts, and relationships. Studying the model will provide a good picture of how the topics in this text can inform your approach to management issues and opportunities.








      
        
          


          

        

    






        

      

    


      
        
          
1.6.1: An Overview


A model is an abstraction of reality, a simplified representation of some real-world phenomenon. Exhibit 1-2 presents the skeleton of our OB model. It proposes three types of variables (inputs, processes, and outcomes) at three levels of analysis (individual, group, and organizational). The chapters to follow proceed from the individual level (Chapters 2 through 8) to group behavior (Chapters 9 through 14) to the organizational system (Chapters 15 through 17). The model illustrates that inputs lead to processes, which lead to outcomes; we discuss these interrelationships at each level of analysis. The model also shows that outcomes can influence inputs in the future, highlighting the broad-reaching effect that OB initiatives can have on an organization’s future.









        

      

    


      
        
          
1.6.2: Inputs


Inputs are variables like personality, group structure, and organizational culture that lead to processes. These variables set the stage for what will occur in an organization later. Many are determined in advance of the employment relationship. For example, individual characteristics, personality, and values are shaped by a combination of an individual’s genetic inheritance and childhood environment. Group structure, roles, and team responsibilities are typically assigned immediately before or after a group is formed. Organizational structure and culture are usually the results of years of development and change as the organization adapts to its environment and builds up customs and norms.







        

      

    


      
        
          
1.6.3: Processes


If inputs are like the nouns in OB, processes are like the verbs. Processes are actions that individuals, groups, and organizations engage in as a result of inputs and that lead to certain outcomes. At the individual level, processes include emotions and moods, motivation, perception, and decision making. At the group level, they include communication, leadership, power and politics, and conflict and negotiation. At the organizational level, processes include HR management and change practices.







        

      

    


      
        
          
1.6.4: Outcomes


Outcomes are the key variables that you want to explain or predict and that are affected by other variables. What are the primary outcomes in OB? Scholars have emphasized individual-level outcomes, such as attitudes and stress, task performance, citizenship behavior, and withdrawal behavior. At the group level, cohesion and functioning are the dependent variables. At the organizational level, we look at overall productivity and survival. Because these outcomes will be covered in all the chapters, we briefly discuss each one here so you can understand the goal of OB.


Attitudes and Stress 


Employee attitudes are the evaluations that employees make—ranging from positive to negative—about objects, people, or events. For example, the statement “My job is great” is a positive job attitude, and “My job is boring and tedious” is a negative job attitude. Stress is a psychological process that occurs in response to environmental pressures.


Some people might think influencing employee attitudes and stress is purely soft stuff, but as you will learn, attitudes often have behavioral consequences that relate directly to how well people do their jobs. The belief that satisfied employees are more productive than dissatisfied employees has been a fundamental tenet among managers for years, though only now has research begun to support it.65 Ample evidence shows that employees who are more satisfied and treated fairly are more willing to engage in the above-and-beyond citizenship behavior so vital in the contemporary business environment.66


Job Performance 


The total value of your contributions to an organization through your behaviors reflects your level of job performance over a period of time.67 For example, during a typical workday an employee at a sub shop shows up on time, clocks in using the appropriate procedures, cleans and disinfects surfaces, makes and toasts made-to-order sandwiches, resolves customer complaints, and completes all closing activities to ensure the ingredients stay fresh. All of these behaviors provide value to an organization.


A significant component of job performance is task performance, or how well a worker accomplishes the specific tasks that comprise their job or their responsibilities to the organization that employs them.68 For a factory worker, task performance could be measured by the number and quality of products produced in an hour. 


Job performance relates to a job’s core duties and responsibilities, which are often listed on a formal job description. However, job performance goes beyond merely completing core tasks—it can also involve effectively communicating with others; demonstrating initiative, effort, and persistence; and leading or facilitating your teammates’ performance, as either a formal supervisor or an informal teammate.69 Obviously, job performance is the most essential human output contributing to organizational effectiveness. Every chapter devotes considerable coverage detailing how job performance is affected by the topic in question.


Organizational Citizenship Behavior (OCB) 


The discretionary behavior that is not part of an employee’s formal job requirements but contributes to the workplace’s psychological and social environment is called organizational citizenship behavior (OCB), or simply citizenship behavior. Successful organizations have employees who do more than their usual job duties—who provide performance beyond expectations. In today’s dynamic workplace, where tasks are increasingly performed by teams and where flexibility is critical, employees who engage in good citizenship behaviors help others on their team, volunteer for extra work, avoid unnecessary conflicts, respect the spirit as well as the letter of rules and regulations, and gracefully tolerate occasional work-related impositions and nuisances.


Organizations want and need employees who will do things that are not in any job description. Evidence indicates organizations that have such employees outperform those that do not.70 This is why OB is concerned with citizenship behavior as an outcome variable.


Withdrawal Behavior 


We have already mentioned behavior that goes above and beyond task requirements, but what about behavior that in some way is below task requirements? Withdrawal behavior is the set of actions that employees take to separate themselves from the organization. There are many forms of withdrawal, ranging from showing up late or failing to attend meetings to absenteeism and turnover. Some of these may also be classified as unethical behaviors (discussed earlier in the chapter). 


Employee withdrawal can have a very negative effect on an organization. The cost of employee turnover alone has been estimated to be $18,000 per employee.71 Absenteeism also costs organizations significant amounts of money and time every year. It is difficult for an organization to operate smoothly and attain its objectives if employees fail to report to their jobs. The workflow is disrupted, and important decisions may be delayed. In organizations that rely heavily on assembly-line production, absenteeism can drastically reduce output quality or even shut down the facility. Levels of absenteeism beyond the normal range directly impact any organization’s effectiveness and efficiency. A high turnover rate can also disrupt an organization’s efficiency when knowledgeable and experienced personnel leave and replacements must be found. Research indicates that, in general, turnover is significantly harmful to organizational performance.72


All organizations have some turnover, of course. Turnover varies significantly by country and, in part, reflects the economy of that country. During the post-COVID 19 pandemic economic downturn, the number of layoffs reached a historical low in 2022.73 A staggering one-third of the U.S. job force left their jobs voluntarily. Research indicates that for over a decade, the most common reason employees choose to leave their jobs is career issues, indicating a need for companies to focus resources on developing employees’ skills and abilities.



Myth

High employee turnover always results in poor organizational performance, and organizations should aim for zero turnover.




Fact

Some turnover can be beneficial for organizational flexibility and reducing the need for layoffs, though excessive turnover is generally harmful.



While high turnover often impairs an organization’s ability to achieve its goals, quitting is not all bad. In today’s changing world of work, reasonable employee-initiated turnover levels improve organizational flexibility and employee independence. They can also lessen the need for management-initiated layoffs. While it is appropriate to conclude that high turnover often indicates high employee withdrawal (and thus hurts organizational performance), zero turnover is not necessarily the goal. It is also crucial for organizations to assess which employees are leaving and why.


So why do employees withdraw from work through counterproductive behaviors or quitting? As we will show later in the text, reasons include negative job attitudes, emotions, moods, and negative interactions with coworkers and supervisors. 


Team Performance 


Although many outcomes in our model can be thought of as involving individuals, some relate to the way groups and teams operate. Team performance refers to the quantity and quality of a team’s work output. Similar to how a sports team’s performance is more than the sum of individual players’ performance, group functioning in work organizations is more than the sum of individual task performances.


What does it mean to say that a team is performing effectively? In some organizations, an effective team stays focused on a core task and achieves its ends as specified. Other organizations look for teams that can work together collaboratively to provide excellent customer service. Still others put more of a premium on creativity and the flexibility to adapt to changing situations. In each case, different activities will be required to get the most from the team.


Productivity 


The highest level of analysis in OB is the organization. An organization is productive if it achieves its goals by transforming inputs into outputs at the lowest cost. Thus, productivity requires both effectiveness and efficiency. A hospital is effective when it meets the needs of its clientele successfully. It is efficient when it can do so at a low cost. If a hospital manages to achieve higher output from its present staff by reducing the average number of days a patient is confined to a bed or increasing the number of staff–patient contacts per day, we say the hospital has gained productive efficiency. A business firm is effective when it attains its sales or market share goals, but its productivity also depends on achieving those goals efficiently. Popular organizational efficiency measures include return on investment, profit per dollar of sales, and output per hour of labor.


Organizations in the service industry must include customer needs and requirements in assessing their effectiveness. Why? Because a direct chain of cause and effect runs from employee attitudes and behavior to customer attitudes and profitability. For example, a study of over 50,000 online TripAdvisor reviews and nearly 8,000 managerial responses suggests that when managers personally respond to online reviews, financial performance (e.g., revenue per available room) increases.74 


Survival 


The final outcome we will consider is organizational survival, which is simply evidence that the organization can exist and grow over the long term. The survival of an organization depends not just on how productive the organization is but also on how well it fits its environment. A company that is very productive in making goods and services of little value to the market is unlikely to survive for long. So, survival relies on perceiving the market successfully, making good decisions about how and when to pursue opportunities, and successfully managing change to adapt to new business conditions.
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          1.7: Employability Skills








1.7 Learning Objective


Describe the key employability skills gained from studying OB that are applicable to other majors or future careers.






Myth﻿

Studying organizational behavior principles is only relevant and beneficial to business majors.




Fact﻿

OB principles are crucial for all students, regardless of their major, as they enhance employability and interpersonal skills.



Challenges relevant to OB can be found in just about every business function, from finance and accounting to management and marketing. Without a doubt, at some point in your career, you will come across an issue that hinges to no small degree on people’s behavior in organizations. A review of the significant challenges that most businesses face reveals that OB is an essential piece of the puzzle in solving many organizational problems. For instance, these problems may involve managing integrity/social responsibility, resource management, competition among businesses, bolstering customer and employee loyalty, reducing uncertainty, complying with government regulation, managing risks, and finding the right staff—all while growing revenue and increasing profit.75 But OB is not relevant to business majors only; it is vital for all students, no matter what their majors are. At first glance, it might not seem as if a university student with a microbiology degree would have any need to take an OB class, but OB principles matter for students of all majors. They can help increase employability as well as interpersonal skills in the workplace. These skills can help you become successful in your classes as you interact with other students and your professors! Clearly, the knowledge of OB concepts such as stress management, change, attitudes, emotions, and motivation, among others, can help you navigate your interactions with your classmates as you continue to learn.









Given OB’s pervasiveness in organizational life, entry-level employees and working professionals would benefit from having solid foundational skills in OB, such as communication, collaboration, critical thinking, problem solving, social responsibility, and knowledge application and analysis.


This section explores the career employability skills that a course in OB can help expand for those who select any major—from engineering to political science.
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