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CHAPTER 1

AN INTEGRATIVE MODEL OF OB

Be?ause of the diversity in its topics and disciplinary roots, it is common for students in an organi-
zational behavior class to wonder, “How does all this stuff fit together?” How does what gets cov-
ered in Chapter 3 relate to what gets covered in Chapter 13? To clarify such issues, this textbook
1S structured around an integrative model of OB, shown in Figure 1-1, that’s designed to provide a
roadmap for the field of organizational behavior. The model shows how the topics in the next 15
chapters—represented by the 15 ovals in the model—all fit together. We should stress that there are
other potential ways of combining the 15 topics, and Figure 1-1 likely oversimplifies the connec-
tions among the topics. Still, we believe the model provides a helpful guide as you move through

this course. Figure 1-1 includes five different kinds of topics.

INDIVIDUAL OUTCOMES The right-most portion of the model contains the two primary out-
comes of interest to organizational behavior researchers (and employees and managers in orga-
nizations): job performance and organizational commitment. Most employees have two primary
goals for their working lives: to perform their jobs well and to remain a member of an organiza-
tion that they respect. Likewise, most managers have two primary goals for their e{np{oyees:
to maximize their job performance and to ensure that they stay with the firm for a significant
length of time. As described in Chapter 2, there are several specific b.ehaviors that, when taken
together, constitute good job performance. Similarly, as described in Chapter 3, ghere are a
number of beliefs, attitudes, and emotions that cause an employee to remain committed to an

employer. | izational commitment so that you can
This ing job performance and organizational co .
book starts by covering job p ooals. Our hope is that by using perfor-

better understand the two primary organizational behavior
g s to
mance and commitment as starting points, we can highlight the practical importance of OB I}t
loyees who perform well and wan

: - ving em :
ics. After all, what could be more important than having emp 'he other chapters in the

to stay with the company? This structure also enables us 0 conclude e e i
book with sections that describe the relationships between each chapter's top

' ibi lation-
and commitment. For example, the chapter on motivation concludes by describing the re

ivati itment. In this way, you'l
: .o ance and motivation and commi .
ships between motivation and perform ful for understanding your own attitudes and

learn which of the topics in the model are most use
behaviors. gt

What s Organizationa| Behavior?

® 1.2

What are the two primary
outcomes In studies of OB?
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What factors affect the two
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INDIVIDUAL MECHANISMS Our integrative model also illustrates a number of iﬂ‘?i"id‘f
mechanisms that directly affect job performance and organizational commitment. These mdu;
Job satisfaction, which captures what employees feel when thinking about their jobs and doié m:s’
day-to-day work (Chapter 4). Another individual mechanism is stress, which reflects empw)fdel
psychological responses to Job demands that tax or exceed their capacities (Chapter 5’). Th;ne]ffoﬂ
also includes motivation, which captures the energetic forces that drive employees’ WOr mpat)
(Chapter 6). Trust, justice, and ethics reflect the degree to which employees feel that their cohanism
does business with fairness, honesty, and integrity (Chapter 7). The final individual 7%
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A firm’s resources include finan-
cial (revenue, equity, etc.) and
physical (buildings, machines,
technology) resources, but they
also include resources related to
organizational behavior, such as
the knowledge, ability, and wis-
dom of the workforce, as well as
the image, culture, and goodwill

of the organization.
The resource-based view

suggests that the value of
resources depends on several
factors, shown in Figure 1-2.
For example, a resource is
more valuable when it is rare.

Diamonds, oil, Babe Ruth baseb

all expensive precisely because they
Ask yourse
satisfied, and good team players. In m

he exception rather than the rule. If go

people are hard to find.”
been talented, motivated,
markets, such employees are t
the effective managemen
The resource-based Vi

meaning that it cannot be imitate
For example,

ting firms can switch tothe s
d tools can be approximated, and marketing stra

t, are much more diffi
ple are inimitable.

have enough money.
q short time, but cOmpe

be copied, equipment an
Good people, in contras
three reasons peo

t of OB should prove
iew also suggests that
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all cards, and Action Comics #1 (the debut of Superman) are

are rare. Good people are also rare—witness the adage “good

If what percentage of the people you've worked with have
any organizations, cities, or job

od people really are rare, then

to be a valuable resource.

q resource is more valuable
's resources can be imitated, if competitors

an help a firm gain an advantage for

ology. Manufacturing practices can
tegies can be mimicked.

in Figure 1-2, there aré

when it is inimitable,

d. Many of the firm

a new form of technology ¢
ame techn

cult to imitate. As shown
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3. Boston Consulting 23. ' ~
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| 4. Baird

5. Edward Jones
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Source: M.C. Bush and S. Lewis-Kulin., “The 100 Best Companies to Work For.” Fortune, March 15, 2017,

A third study focused on Fortune’s “100 Best Companies to Work For” list, which has appeared
annually since 1998." Table 1-3 provides some highlights from the 2017 version of the list If the
100 firms on the list really do have good OB practices, and if good OB practices really d(; infly-
ence firm profitability, then it follows that the 100 firms should be more profitable. To expl
this premise, the study went back to an earlier version of the list and found a “matchi;l ﬁnnlz’ (t)‘re
th.ose companie§ that were included.!® The matching firm consisted of the most similaf com a:;r
with respect to industry and size in that particular year, with the added requirement thaf ch
company had not appeared on the “100 Best” list. This process essentially created two groups of

manket.mg, ;e"hn(’logy, physical © 8 much attention to it as they do accounting, finance
aging their people wh . ‘ e comp : : = ,
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and that the best way to structure jobs was to make them as simple and mundane as possible.** Theo-
ries must therefore be tested to verify that their predictions are accurate. As shown in Figure 1-3, the
scientific method requires that theories be used to inspire hypotheses. Hypotheses are written predic-
tions that specify relationships between variables. For example, a theory of social recognition could be
used to inspire this hypothesis: “Social recognition behaviors on the part of managers will be positively
related to the job performance and organizational commitment of their units.” This hypothesis states,

in black and white, the expected relationship between social recognition and unit performance.

Assume a family member owned a chain of 1 fast-food restaurants and allowed you to test this
ants. Specifically, you decided to train the managers in a subset of the

restaurants about how to use social recognition as a tool to reinforce behaviors. Meanwhile, you
left another subset of restaurants unchanged to represent a control group. You then tracked the
total number of social recognition behaviors exhibited by managers over the next nine months
by observing the managers at specific time intervals. You measured job performance by tracking
drive-through times for the next nine months and used those times to reflect the minutes it takes
for a customer to approach the restaurant, order food, pay, and leave. You also measured the com-

mitment of the work unit by tracking employee retention rates over the next nine months.
So how can you tell whether your hypothesis was supported? You could analyze the data by

examining the correlation between social recognition behaviors and drive-through times, as well as
the correlation between social recognition behaviors and employee turnover. A correlation, ab.b.re-
viated . describes the statistical relationship between two variables. Correlations can be positive

or negative and range from 0 (no statistical relationship) to 1 (a perfect.statistical relationship)t:
Picture a spreadsheet with two C jumn contains the total numbers O

olumns of numbers. One co .
social recognition behaviors for all 21 restaurants, age drive-through

the other contains the aver
times for those same 21 restaurants. The best way to g€

t a feel for the correlation is to look at a
scatterplot—a graph made from those two columns of num

bers. Figure 1-4 presents three scatter-
plots, each depicting different-sized correlations. The strength of the correlatiox? can be inferred
t. Panel (a) shows a perfect 1.0 correlati

: . knowing the
from the “compactness” of its scatterplo . elation; ]t(‘nctl lganel
score for social recognition allows you to predict the score for drlve:through t{mes perfectly.

' end in the data is {ess obvious than in P

1 (a) but still
(b) shows a correlation of .50, so the tr . am: t(1 szi -
easy to see with the naked eye. Finally, Panel (c) shows a correlation of .00—no sta
e OB questions are

.t 2 not “yes Or no”
tionship. Understanding the correlation is important becaus | . -
; ; . s “ ' ition lead to higher job performance:
in nature. That is, the question is not “Does social recogni a7 The correlation

but rather “How offen does social recognition lead“to higher J”ob pe:iformanc
provides a number that expresses an answer to the “how often” ques on.

hypothesis using the restaur

@) 16

How are correlations
Interpreted?




CHAPTER 2 Job Performance

We begin our jou

- ve model of organizational behavior with job per.for-
he integrative Lnderstanding one’s OWn performance is a
f employees in one’s unit

ance. Why begin ;
y employen, & Consider for a moment the job performance Of your univer-
. . director, you might gauge the coach’s

critical concern for any
is g critical concern for any manager-
sity’s basketball coach. ious behaviors time does the coach spend on
s practices? Are the offensive and

mes appropriate? You might

performance by pa)’iﬂg
o recruiting $€as
de the strict domain of basketball. Does the

the road during
defensive schemes We

also consider some Ot
coach run a clean progr

d. and are the plays

H-dCSigIlC ’ )
her behaviors that fall outsl

am? Do players graduate on tim

A ~ i in public? : ;- En
well during interviews with the media and when in pu : | & |
Of course, as your university's athletic director, you might be tempted to ask a simpler ques-

ion: Is the coach a winner? After all, fans and boosters may not care h.ow gc?od the coac.h is at
the previously listed behaviors if the team fails to win conference champlonshlx?s or make it deep
into the NCAA tournament. Moreover, the coach’s performance in terms of wins and losses has
important implications for the university because it affects ticket sales, licensing fees, and booster
donations. Still, is every unsuccessful season the coach’s fault? What if the coach develops a well-
conceived game plan but the players repeatedly make mistakes at key times in the game? What if
the team experiences a rash of injuries or inherits a schedule that turns out to be much tougher
than originally thought? What if a few games during the season are decided by fluke baskets or by
bad calls by the referees? - R e o TR S St e R g R AN . L
This example illustrates AL RO L TS e |
of buliswlnis tll)u ¢ one dilemma when examining job performance. Is performance a set
at a person does (or does not) engage in, or is performance the end |
behaviae? You sieht h oLy ; ce the end result of those
¢ tempted to believe it’s more appropriate to def] i
of results rather than behaviors. This is because resul (1 — peRTIIRIGS £ b
nected to the central concern of managers—“th rbes S _— :nore objective” and are more con-
of sales.employees i - the bottom line.” For example, the job perf;
ployees 1s often measured by the amount of sales revenu Ay
OVer some time span (e.g., a month, a quarter, a year). For the most : gene’rated' SRR —
: ost part, this logic makes perfect

«? Does the coach represent the university -




- Learning work tasks, tech-

I i _ Behaviors Involved |In
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Rl e Ll i M LA ! S S Al
TRV YR WG

BEHAVIORS
Handling emergencies or Quickly analyzin
. , 9 Options for dealing with da
. nge
crisis situations and thelr Implications: making split-second ciec?lslr s b
clear and focused thinking - ons based on
Handling work stress

Solving problems creatively

Turning problems upside-down and inside

-out to find fresh

new a ' '

r dpproaches, Integrating seemingly unrelated information
Nd aeveloping creative solutions

Dealing with uncertain and

- | Readily and easily changi
unpredictable work situations ‘<aslly changing gears in response to unpredict-

ZZE ;;’ une‘xpe,cted events and circumstances; effectively

NG pians, goals, actions, or priorities t ith ¢ '
| s | S, O deal with -
Ing situations -~ .. it aod

Quickly and proficiently learni . et
| ‘ | ning new met
nologies, and work situations - ' S hods or how to

.

W@%W:&@{v&“y“”-ﬁ Ty 7

perform previously unlearned tasks: anticipating change in the

work demands and searching for and participating in assign-
ments or training to prepare for these changes
Demonstrating interpersonal | Being flexible and open-minded when dealing with others;
adaptabillity listening to and considering others’ viewpoints and opinions and'
. altering one’s own opinion when it's appropriate to do so

Demonstrating cultural = Willingly adjusting behavior or appearance as necessary to

adaptability Y comply with or show respect for others’ values and customs;
S d understanding the implications of one’s actions and adjusting

one’s approach to maintain positive relationships with other

| groups, organizations, or cultures |

\
- T B Y5 A o Sy .y g 0y N -~ et "y LIRS L) 4 1 PR 28 s
A N

-

Source: Adapted from E.E. Pulakos, S. Arad, M.A. Donovan, and K.E. Plamondon, “Adaptability in the Workplace:

Development of a Taxonomy of Adaptive Performance,” Journal of Applied Psychology 85 (2000), pp. 612-24. American
Psychological Association. ' o |

explained by the rapid technoiogical change and intense competition that mark today’s business

landscape.'® In this context, employee creativity 1s necessary to spark the types of innovations that

enable organizations to stay ahead of their competition. Because creative ideas do not always get

implemented, it is important to recognize creative performance behaviors, as we}l pilah B
outcomes that result from those behaviors. %, it o, i o a7 i il ot  be
Now that we've given you a general understanding of task performance tlehavwrs, - m1g11tf
wondering how organizations identify the sets of behaviors that represent task performance” Ot
different jobs. Many organizations identify task performance behaviors by cogducung a job anal:rsnss
Although there are many different ways to conduct a job analysis, most boil down to th;ee S f:gn;
First, a list of the activities involved in a job is generated. This list generally results fro;n itlf activ-
several sources, including observations, surveys, and interviews of er.nploy.ees. Sec.on ,:ti:m " and
ity on this list is rated by “subject matter experts,” according to things - thfe iy the job or
frequency of the activity. Subject matter experts generally havc? experience per on':tl'::i s
Managing the job and therefore are in a position o judge the importance 9f .SPCC tance and fre-
the organization, Third, the activities that are rated highly in terms of thelr ufmporthen find their
quency are retained and used to define task performance. Those retained behaviors

@) 23

How do organizations
Identify the behaviors that
underlle task performance?




formance <
CHAPTER 2 JOP Per ~ way into training PIrograms as

tems as measures 10 evaluate

Toyola production workers
assemble vehicles using

a highly standardized and em performance.

As an example, to deter-

efficient set of tasks.
mine training objectives for
production workers, Toyota
yses a highly detailed job
analysis Process to identify
important tasks as well as the
behaviors necessary to effec-
tively complete those tasks.20
R The core job tasks involved in
OFric Gay/AP Images the jOb of a bumper'mOIding
operator, for example, include
» «machine tending,” and “quality,” and each of these tasl.<s furt.her cfonsists of
: . ~lude de-molding, trimming, spray-
broken down further into more detailed steps,
become the focus of the training. For

«routine core tasks,
several more detailed steps.

molding, and sanding. Each of t

and in turn, the specific hehaviors involved in each step L
example, to de-mold the left side of the bumper, the worker must "USC left thumb to push along

edge of bumper,” “place pressure i the crease of thumb,” “push toward left side away from mold,”

and “grasp top edge when bumper is released.” Although this level of detail might seem like an
awful lot of analysis for what one might imagine to be a relatively straightforward job, Toyota

competes on the basis of quality and cost, and its success in selling millions of Priuses, Camrys,
Tacomas, and Highlanders each year has been attributed to its ability to train production workers

o follow the standardized and efficient procedures.”
Men's Wearhouse, the Houston-based retailer, provides another good example of an organiza-

it:;:r:atti uses btask performance fnfonnati.on to mal?age its employees.?? The company first gathers
ot | " 10“ about the employee’s on-thejob behaviors. For example, the job of wardrobe consul-
rea:en?:o‘ ves ngeetmg, mtememg and measuring customers properly, ensuring proper alteration
' e u; collected, and treating customers in a warm and caring manner. After the inf '

) belg;vi g;: h,esc(z)molr] managers provide feedback and coaching to the employe.e about whichoimauox;‘
' I 1

' she needs to change to improve. The feedback is framed as constructive criyfiz?s:n

meant to improv ; ‘
prove an employee’s behavior. Put yourself in the place of a Men’s Wearhouse wardrobe
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measure helping, an interpersonal forp
1, most frequently, either at schoo] o
1k group.” Answer each question using
(Instructors. Assessments 01l Spqrtsmanship, boosterism
: d in the P OWCI'P oints 1 the Canect Library’s
nts for this chapter.) . AT s |

itical deviance, ail :
politca! es and in the Connect assignme
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'NEITHER = SLIGHTLY MODERATELY STRONGLY

STRONGLY MODERATELY  SLIGHTLY 3 ‘
DISAGREE  DISAGREE  DISAGREE  DISAGREE AGREE ~ AGREE = AGREE
' NOR AGREE

1. | volunteer to do things for my work group.

2. | help orient new members of my work group. -~ . . P S e bl et |

" 3.]attend functions that help my work group. =~ & . 0 T s

4. assist others In my group with their work for _thé be'r.)eﬁt. ofthegroup Pitte e

- 5.1getinvolved to benefit my work groUp. e S e

it doesn’t ’diStract | Irected at vorre an
you from fulfilling vour . =1 <o, 2t YOUT Collea is ; ‘
uifilling your own Job duties ang responilillfisl.ig hlsllfs ot S5l s
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CHAPTER 2 Job Performance

: anizational effective-

¢ its tasks,3® and research suggests that these behaviors can boostagi.ﬁ vl uality i cow

natuf:) o I;S research conducted in 2 paper i St .6 quin itizenship behavior.*!
fhon. AR OE R | rews that included more workers who engaged in Cl

. : ' moted higher
. 30 restaurants also showed that higher levels of 01.tlzens.hlp behat‘_’l:_’; zf:c):e a0 a]jtyg::‘, -

—— operating efficiency, higher customer satisfaction, higher perio hip behaviors have

rth:lnue- :)et;:d t%wer customer complaints.*? Thus, it seems clear that ciizenship

food waste,

o influence on the bottom line. . . : : he spe-
’ Slgreufcolxciecllmbecause citizenship behaviors are relatively discretionary and influenced by t o

. . 43 rds,
ific situation the employee is working in, they can vary significantly over time. ghi“n‘;‘th:;;‘;e =
;n employee who engages in citizenship behavior during one pl(;ll?tl n:ht:tn;og}:/e ok e e
. . o o it’e like
C'iﬁzen Sm?ezzgﬁiﬁgo;hig gﬁ?&?&ﬁﬁ:ﬁﬁ:ﬁoﬁrx&ﬁ : proj th and were willing to invest
:‘;ee:tpggal of extra effort in order to be 1.1e1pfu1. At some point, however, the 1.):1'20;) Z;tthtt‘:ehgi
you were working may have done something that made you feel much less positiv s
laboration and, as a consequence, you decided to withhold your extr'fl .help so that you co e
your energies elsewhere. In fact, researchers have shown that good. cm.zen.s can de.vettzp (:'l t‘lzenship
fatigue, or the sense that one is worn out and on edge from engaging in citizenship. sz?r.ls D
fatigue reduces future acts of citizenship, and may be especially likely to occur wt}en good cmzer}s
feel that their extra efforts are not supported, or they experience pressure to continue to engage in
citizenship even when they’re already feeling stretched by other demands. .
Third, from an employee’s perspective, it may be tempting to discount the importance of citi-
zenship behaviors—to just focus on your own job tasks and leave aside any “extra” stuff. After all,
citizenship behaviors appear to be voluntary and optional, whereas task performance requirements
are not. However, discounting citizenship behaviors is a bad idea because supervisors don’t always
view such actions as optional. In fact, research on computer salespeople, insurance agents, pet-
rochemical salespeople, pharmaceutical sales managers, office furniture makers, sewing machine
operators, U.S. Air Force mechanics, and first-tour U.S. Army soldiers has shown that citizenship
behaviors relate strongly to supervisor evaluations of Job performance, even when differences

As we discuss in our OB Internationally feature, the

stly . , this issue has a lot
nizations, supervisors’ evaluations of employee job per-

1 . ' mining employee pay and promotions. Indeed, emplovee
citizenship .behavmr has been found to influence the salary and promotion recommenditiins
People receive, over and above their task ' it pays to be a good citizen.
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i
; i awed as relatively voluntary becay
. i vior tends to be viewe _ [ aIC
ve already explained, citizenship beha. - girectly rewarded. However, people in org,
As WE'VE - ined in job descriptions Of . , PO
it's not often explicitly ou.tlme . the degree to which citizenship behavior is truly voluntary
nizations vary in their behet:s regardlng ieations. As an example, consider a situation in whijgj,
d these differences have important I’ . is or her belief that the behavior
- 0 citizenship behaviors because of his or | - e | OTS are
an employee engages i CIl ks for a supervisor who believes that citizenship behay.
t of the job. However, this employee WO | o  citizenship behavs
part o Assuming that the supervisor would not consider the citizenship behaviors
e unnt::cessary\'/aluation the employee would likely react negatively because he or she hqg
on a performanf:e € ) . vities that help other members of the organizatiop
not been recognized for putting effort into activities . | ST '
So what types of factors cause differences in beliefs regarding wh.ether ornal 01t1zensh1.p behay.-
ior is discretionary? One factor that would appear to be important is national culture. It is widely
believed that the culture in countries like the United States, Canada, and the Netherlands éncour-
ages behaviors that support competition and individual achievement, Whereas the cu_lture. In coun-
tries like China, Colombia, and Portugal encourages be_haViOIS that promote cooperation and
group interests over self-interests. On the basis of these cultural differences, it seems logical to
expect that people from the former set of countries would consider citizenship behavior relatively
unimportant compared with people from the latter set of 'CQuntifies.. In reality, however, the find-
ngs from one recent study comparing Canadian and Chinese managers found that this cultural §
stereotype was simply not true. Managers in both countries not only took citizenship behavior gom:ce: ﬁ
nto account when evaluating overall job performance, but the weight they gave to citizenship —
thtagqr in their overall evaluation of employees was the same. One explanation for this result is .
at the realities of running effective business organizations in a global economy have a signifi- PromEe |
cantly stronger impact on m SRRSO e ey e e s < P :
Onger impact on managerial practices than do cultural norms. It - soning, h
__ that the results of thi o PR LY CUIUT - 41 18 1mportant to note
S L2 WC Can ignore o ’
\ . of this study do not mean that € can ignore culture wh 3 s do so, ur
" . - importan
£ form of ¢
_ ;' Theft -
not more
terproduc
one stud)
that this t
friends w
: food and
quite cou
Produ
Ing the ef
the mor ; 23;). much
' mgem
0 be T aged the devi » and counter roducti viors |
o San eating in the roomg—eyen . °es that measured the cleanlin P ve beha | ees Who ¢
S §abotage eventuall p Pping potato chj b ©ss of the rooms. They ’ t
Ais . y created a 90 pe . 1P Dags to senq fo d - f 00 many
result, despite jtq much lowe percent disc failyre rate that Od particles into the air | tional ¢o,
Peated,and the ongapigun . . f Production costs gy higho. “Ompletely alienated customers 5. of prody
Even if youve pe 3t SUPDOrted the tegpn duality picture, the laser disc disapr | iy
of ¢ Ver heard of tps | ology suffereq ; : ¢Oming ¢
ounterproductive papa: © 1aser dise, yoy' °¢ Incredible losses, *
enues ehaviors in the ' 7.7 Ve Certainly gq¢ '
oo Year, but what may 1 o urant industry jg g ° X0 @ Testaurant, The cost
Il:::s ];huty'one percent of er:pllnore disturbing js the naturee St;*mated t0 be 2-3 percent of rev-
pare oye 0
f00d, 13 percen intenuog - Who respondeq 1 those counterproductive beha

OWingly served improperly
b °I employees, and 12 percent
trved 10 a customer (yuck!). At
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Scaling Study,” Academy of Management Journal 38 (1995), pp. 555-72.

promise to never return to that establishment., Of course, such behaviors can also lead to food poi-

soning, health code violations, and a damaging lawsuit. Employees who sabotage customers may
do so, under certain circumstances, as a response to perceived mistreatment by customers. It's
important to note, however, that retaliation in this manner is not justified, so it’s still considered a

form of counterproductive behavior.”* | | |
Theft represents another form of property deviance and can be just as expensive as sabotage (if

not more). Research has shown that up to three-quarters of all e.mplgyees hav§ ens%aged in coun-
terproductive behaviors such as theft, and the cost of these ‘pehavwrs is staggering.’* For example,
one study estimated that 47 percent of store inventory shrmkagg was due tosgmployee thc::ft ;ng
that this type of theft costs organizations approximately $14.6 billion per year. Maybe you've ha

friends who worked at a restaurant or bar and been lucky enough to get discounted (or even free)

food and drinks whenever you wanted, Clearly that circumstance is productive for you, but it's

' i ive of the organization.
quite counterproductive from the perspective O — | .
Production deviance is also directed against the organization but focuses specifically on reduc

ing the efficiency of work output. Wasting resources, when employees use (00 dmajny maﬁﬁsf:;
too much time to do too little work, is the most common fgrm of production ew?nucr:n i
turing employees who use too much wood or metal are wasting ICSOUICCE as arekrf(s)oaslowly il
ees who use too many ingredients when preparing the | sk o g ter 3 on organiza-
too many breaks are also wasting resources because “time is money” (see Lhap e form
tional commitment for more discussion of such issues). Substancg abuse 1rlep.rets)ez)lr hortiy bafie
of production deviance. If employees abuse drugs O alco.h EASERE Jg because their work
coming to work, then the efficiency of their production will be compromise
will be done more slowly and less accurately. . , : oy
In contrast to property and production deviance, political fov 4rce ri-ff,f té:;?x(g)isc;hs?alln 5’3
tionally disadvantage other individuals rather than the larger organization. o
ts are not confirmed as true—1s one form of politica

: : : e fac .
versations about other people In s at some point in time and knows the emotions people

deviance. Everyone has experienced gossip . . -
feel when theyydiscover thI;t other people have been talking ab<.)u.t'them. Such beh;vrl:l);;i 2:3;
mine the morale of both friendship groups and work groups. Incivility represents CO
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CHAPTER 2 Job Performance

Counterproductive behav-

lor by employees can be

destructive to the organiza-

tion’s goals. In some sel-

tings, such as a restaurant,
It can even be a problem
for customers.

‘ I1€SS. Bey()n d
émployees s the
' sanizations with thg .losses that result from 2 lack
. of

orn .
L. First, there’ogra,phlc graffiti.°!



goal for any manager is, therefore, to hava employees who fulfill all three i .
’ e
performer description. pieces of this good

You'll find that some chapter
whereas other topics are more strong
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porary workplace. Put simply, the kinds of jobs employ-
get organized within companies. These trends put pres-
e while altering the form and function of others.

ees do are changing, as is the way workers
sure on some elements of job performanc

KNOWLEDGE WORK

Historically speaking, research on organizational behavior has focused on the physical aspects
of job performance. This focus was understandable, given that the U.S. economy was indus-
trial in nature and the productivity of the employees who labored in plants and factories was
of great concern. However, by the early 1990s, the majority of new jobs required employees to
engage in cognitive work, applying theoretical and analytical knowledge acquired through edu-
cation and continuous learning.%’ Statistics from the U.S. Department of Labor confirm that
this type of work, also called knowledge work, is becoming more prevalent than jobs involving
physical activity.5® | - | |
In addition to being more cognitive, knowledge work tends to be more fluid and dynamic in
nature. Facts, data, and information are always changing. Moreover, as time goes by, it becomes
easier to access more and more of these facts and data, using Google on an iPhone for example.
In addition, the tools used to do knowledge work change quickly, with software, databases, and
computer systems updated more frequently than ever. As those Fgols become more pow?rﬁﬂ, the
expectations for completing knowledge work become more amb1u9us. After all, shouldn’t reports
and presentations be more comprehensive and finished more quickly when every book used to
create them is available online 24/7 rather than at some library? In fe.lct, as many have recently
noted, expectations regarding knowledge work can pecorpe overwhelming forbemployees, agd as a
consequence, new and innovative ways of performing this type of work may be necessary.

® 26

What workplace trends are
affecting Job performance
in today's organizations?

SERVICE WORK

One of the largest and fastest growing sectors in the economy Ik In I that-g mdl:):
goods but rather in industries that provide services. Service work, or. WOfk that Provx es ?mts
tangible goods to customers through direct electronic: \{erbgl, or phys1.ca1 mteractignézgcgbom
for approximately 55 percent of the economic actw.lt.y in the Umtefl States, o terms
20 percent of the new jobs created are service jobs, trailing onls./ professional servufee workers
of growth.” Retail salespersons, customer service repres.entatwes., and food ser\{lc s
represent the bulk of that service job growth., By comparison, maintenance, repi}(l)rt;s over the
tion, and production jobs are projected to account for only 4-7 percent of newj .

next several years.



The increase in service jobs hag g nupy,
wer of implications for job performance For
example, the costs of bad task performan,,

Amazon CEO Jeff Bezcz are more immediate and more obvioyg, Whep,
ses the Importance : tati 'y
- customer service. customer SErvice representatives do thej; job

duties poorly, the custor,ner is fight there
notice. That failure can’t be hidden behing
the scenes or corrected by oth«‘-:r.ernployees
chipping in before it’s too late. In additiop,
service work contexts place a greater pre.
mium on high levels of citizenship behavig,
and low levels of counterproductive behay.
e e ior. If service employees refuse to help ope
OMarcus R. Donner/AP Images another or maintain good Spor tsmanship, or

y g

. nter. Maintaining a positive work environment therefore b.ecomes f:ven more vita|
thehsf;wie ::I:l(;uvery. notable organizations compete successfully by placing special emphag;g on
aCl,

the performance of people who do service work. Amazon},1 for exarilﬁz,l ;i:g?;e:oﬂ:gsiz best way
to ensure that customers keep using its website to purchase mef C}lstom-
ers are satisfied with their experience, especially when a transaction gpes wrong, sucl;zas if mer-
chandise arrives broken or an order doesn’t ship because the product is back ordefed. . Amazon
customer service employees receive a great deal of training so that they can provide timely and
consistent responses to customers who have questions or problems. In fact, customer service s SO
important to Amazon that each and every employee, including CEQ Jeff Bezos, spends two days
4 year answering customer service calls,” Apparently all this training has paid off: Amazon now
ranks number one in customer service quality, scoring above companies such as The Ritz-Carlton
and Lexus, which are famous for providing world-class customer service.”

& 2.7

How can Organizations yse
Job Performance Informa-

tion to Mmanage employee
Performance?
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an objective might have been missed. ,

360-DEGREE FEEDBACK

the employee’s subordinates peers, and
. | ; , customers. With the excent;
Ings, the ratings are combined so that the raters can ' ! e “UPervisor

FORCED RANKING

One of the most 1.10table practices that Jack Welch, Forrune’s Manager of the 20th Century,”
u.sed to manage his workforce at General Electric involved evaluations that make clear distinc:
tions among employees in terms of their job performance. Specifically, Welch employed a system
that differentiated employees using the “vitality curve,” depicted in Figure 2-5. Managers were
required to rank all of their subordinates, and the rankings were used to place employees in one
of three categories: the top 20 percent (A players), the vital middle 70 percent (B players), Of
the bottom 10 percent (C players). The A players were thought to possess “the four Es of GE
leadership: very high energy levels, the ability to energize others around common goals, the edge
to make tough yes-and-no decisions, and finally the ability to consistently execute and deliver O
their promises.”** The B players were the focus of development. According to Welch, B playe”
are the backbone of the company but lack the passion of As. The C players refer to those emptlr(::t
ees who could not get the job done and were let go. The system was taken so seriously at GE 81
managers who couldn’t differentiate their people tended to find themselves in the C cate%;)/géh,s
Estimates are that about 20 percent of Fortune 500 companies adopted some vaﬂaf:zofflowever.
forced ranking system, also known as “rank and yank” or the “dead man’s curve. ple,
there are some important limitations to this system of performance management. qluation’
some believe the system is inherently unfair because it forces managers to give bad &¥ other
to employees who may be good performers, just to reach a pre-established perc olv
examples, employees may b it] ‘ her to avoid finding therm ar Of
y become competitive with one anot : ors for f€
lower category, or they may avoid stepping outside the bounds of routine task behav osite Of what
standing out or making a mistake. Unfortunately, these behaviors are the exact OpP q ;eati"i‘y '

. : anad ©
may be needed in today’s team-based organizations that requite cooperativencs>
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One key to understanding organizational
other words, what creates a desire to remaj

What are the three types
of organizational commit-
ment, and how do they

of an awareness of th¢ costs associated with leaving it In other words, you stay because you need to
The right-hand column reflects some obligation-based reasons for staying with the current Otganizz;-
tion, including a sense that a debt is owed to a boss, a colleague, or the larger company. These sorts
of reasons create normative commitment, defined as a desire to remain a member of an organization

due to a feeling of obligation.” In this case, you stay because you ought to.
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What Makes Someone Stay with His/Her Current Organization?

AFFECTIVE COMMITMENT | CONTINUANCE COMMITMENT | NORMATIVE COMMITMENT
(EMOTION-BASED) (COST-BASED) |  (OBLIGATION-BASED)
Some of my best friends | I'm due for a promotion - My boss has invested somuch

time in me, mentoring me, .
tralning me, showingmethe

soon .., will | advanceas "

work in my office . . . I'd
quickly &t the new company?

Miss them if | left,

I really like the atmosphere My salary and benefits getusa | My organization gave me _
atmycurrentjob...it's | nice house In ourtown.,.the | mystart. .. they hired me

fun and relaxeg, cost of llving Is higher In this when ot_her; thought | wasn't ;
new area. i | queled, g

My current job duties are | The school system lsgood | My employer hes helped m? d
very 'éWarding ...l enjoy | here, my spouse hasagood out of & Jam on a numbper ot
~Oming to work each job . .. we've really put down | oceasions. . . how could| A
"oMing, roots where we are. | leave nowt }

Staylng be - Staying because you ‘*..

cause yo Staylng because you
™ yng x oughtto.

want to. need to,
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CHAPTER 3 Organizational Commitmen

It's important t0 1O Continuance commitment focuses on personal and famijy iSsueg
family 1SSues.
personal or

mitment types, because employees often need to stay for boyp, Work
two com
than the other

nonwork reasons. One ¢

ris , . P ;
us to our current emﬁli?;’etheir sense of fit with their orgamzatlon. ar%db(;ommunlty, and wj,
nization and commu rif’ice for a job change.?* As demonstrated in Table 3-2, embeddedness
they would have 0 sac commitment by providing more reasons employees need t

O stay
- e (i s 25

mregriens Com'lggzls]c(and more sources of anxiety if they were to leavegé Research SUggests
vy Cu;redncitez?lzss helps employees weather negative events that occur,” and that it Matters
that embe

27 W . .
acr%sl§ Ckulat;(r)flst. your current situation. If you're a college student who is working Part-time, yq,
in

likely don’t feel very embedded. Your linl’cs t.o jear e ?It-e P mb::tli);:ng)zhzﬁ;:; ;n, ;lmd YOU may
feel that the job is more routine than you'd like from a 11t persp . p . Yy also wo]qp: :
feel you were sacrificing much if you left the job. From a community persgect{ve, YOu may pe
going to school in a different city or state than whe.re you, ETeW up, again resulting in fe\.;v links, Jow
perceived fit, or a lack of felt sacrifice. However, if you. re a full-tlme.employee who is relatively
established in your job and community, you may feel quite embedded i your current situatjop 2
Alcon Labs seems to understand the value of continuance commitment The Fort Worth
Texas-based leader in eye care products enjoys a voluntary turnover rate of less than 2 percent 2
One likely reason for that low rate is the benefits package Alcon offers its employees, For example,
Alcon offers a 401(k) retirement plan in which it matches 240 percent of what employees cop.

staying listed in the right-hand
all those reasons into account,
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* FOR THE COMMUNITY:

* Several close friends and family live

- hearby. e

* My family’s roots are in this
community, - |

* The weather where | live Is sultablé
for me. ; ive
* I'think of the community where ‘
.as home,

* People respect me a lot in my

communlty, | 'd be
* Leaving this community wou

that some of the reasons in the middle column of Table 3. Center o
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More

, dn
cept that demonstrates the work and nonwork forces thy; can bin:
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presence. This situation jg part;
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3 Orgnnl’zational commitmen
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ts work for ano
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ng every ,
e team won't

put find yoursell hati
; g because
farly distresSIE i situation? :
1d you do 11 thlio egative WOrK events suggests that you might respond in one of
yourself from the situation, either by bfour
eing

he organization. Thij
: S ICmoy
al ,

What wou tions
a
o ight attempt 1
which an individual ej
ither

csearch on
- First, you Mi&

e
0 3.3 geneml ays. or b
What are the four primary absent from work 1t I ffcggfj’;gy destrt)ll oti

-l ermed ex'? d-cm'wdaj Smz:er:nbership.‘“’ Second, you might attempt to change the circumg
events at work? restricts orga';)};zs 1‘; O::ew team member to attempt tO work out. tl.w situation. This action ig teances
by meetz!r}g ‘;‘as 1 active, constructive response in which individuals a.ttempt to improve (, em}ed
’ch’ o ”(]:impter 7 on job performance for more discussion of such issues).* Third, e m?ltu-
ation (rs;" and bear it,” maintaining youl effort level despite your uqhappmess, This resp O‘Eht
ijsufénﬁed loyalty, defined as @ passive, constructive r?sponse that lzamtains public Supponl;:

hile the individual privately hopes for improvement. Fourth, you might jug

performance to deteriorate slowly as you mentally “chegg

defined as a passive, destructive response in which intere
be even more costly than exit because itfs[

43 Sometimes neglect can
. .. for months (or even years) before their

or behaviors. |
lect framework captures most of the possible

Taken together,
Jtive work event. Where d0eS organizational commitment fit in? Organizationg]
fikelihood that an individual will respond to a negative work
tructive responses). At the same time, organizational com-
the likelihood that the negative work event will prompt voice or loyalty
j j arch indeed suggests that orga-

ctive responses).
tment increases the tikelihood of voice and loyalty while decreasing the likel:
. _voice-loyalty-neglect options in action, see our

OB on Screen feature. IR ;] . .
If we consider employees’ task performance levels together with their organizational commit
ment levels, we call gain an even clearer picturé of how people might respond to negative work
events. Consider Table 3-3, which depicts combinations of high and low levels of organizational
high commitment and high

dels for other employees. Stars likely respond to nega
quo and the credibility needed to inspire

e to improve the status

are held up as role mo
unit, and you can pro
scription. Citizes

because they have the desir
spot the stars in a given

change.” It’s pretty €asy 10
current or past job experiences and identify the employees who would fit that de
1ow task performance but perform many of the voluntary “exi
thly.# Citizens ar° likely

possess high commitment and
re the organization function Smoo o
credibility needed to ISP
; itjzens

role” activities that are needed to ma
ty because they may lack the
i 7ation, You call spot ¢l

to respond to negative events with 10y
change but do possess the desire to remain a member of the organi .
. picking up

by looking for the people who do the

birthday cakes, ordering new Su pplies wh

Lone wolves possess low levels of organizationa
als for themselves,

manig and are motivated to achieve work g0
Qany. They are likely to respond to negative events with exit. Although their per'® ther
give them the credibility needed to inspire change, their lack of attachment P™ 1 r:‘t) make

using that credibility constructively. Instead, they rely on their perform
olves, look for the talent

marketable to their next employer. To spot lone W
seem t? want to get involved in important decisions ab
apathetics possess low levels of both organization al comml

:TCT ely exert the minimum level of effort needed to keep their jobs:
cgative events with neglect because they lack the performance ne
cozIn’mztment needed to engage in acts of citizenship. .
. ts. clear {rm.n this discussion that exit and neglect represent the f%ip gt orga“‘za
mmitment: withdrawal behavior, How common is withdrawal pehavior W g

en needed, and so forth.
] commitment but high lev<?ls
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Source: Adapted from R.W. Griffeth, S. Gaertner, and J K. Sager, “Taxonomic Model of Withdrawal Be

tive Response Model,” Human Resource Management Review 9 (1999), pp. 577-90. = haviors; The Adab

As shown in Figure 3-4, withdrawal comes in two forms: psychological (or neglect) and .
(or exit). Psychological withdrawal consists of actions that provide a mental escape from tihyslcal
environment.® Some business articles refer to psychological withdrawal as “warm-chair atn: ?voﬂf
meaning that employees have essentially been lost even though their chairs remain ocgy tim;;l
This withdrawal form comes in a number of shapes and sizes.>* The least serious is daydrest:i '
when employees appear to be working but are actually distracted by random thoughts or conceng
Socializing refers to the verbal chatting about nonwork topics that goes on in cubicles and ofﬁcess.
or at the mailbox or vending machines. Looking busy indicates an intentional desire on the part
of employees to look like they’re working, even when not performing work tasks. Sometimes
employees decide to reorganize their desks or go for a stroll around the building, even thougl;
they have nowhere to go. (Those who are very good at managing impressions do such things very
briskly and with a focused look on their faces!) When employees engage in moonlighting, they use
work time and resources to complete something other than their job duties, such as assignments
for another job. 1 } a g il Sl g, el T ot

Perhaps the most widespread form of psychological withdrawal among white-collar employees
is cyberloafing—using Internet, e-mail, and instant messaging access for their personal enjoyment
rather than work duties.’3 Some estimates suggest that typical cubicle dwellers stop what they're
doing about once every three minutes to send e-mail, check Facebook or Twitter, surf over to You-
Tube, and so forth.>* Such distractions consume as much as 28 percent of employees’ workdays
and cost some $650 billion a year in lost productivity. Sports fans seem particularly vulnerable.
Estimates suggest that Fantasy Football league transactions consume as much as $1.5 billion in

productivity during a typical season.’® The spring isn’t much better, as estimates suggest that
employers lose $1.2 billion as employees watch NCAA tournament games online.’¢ Some employ-

ees view cyberloafing as a way of “balancing the scales” when it comes to personal versus work
:oht for me to use the

time. For example, one participant in a cyberloafing study noted, “It is alrigh

Internet for personal reasons at work. After all, I do work overtime without receiving extra pay
from my employer.”S’ Although such views may secm quite reasonable,
cyberloafing as a means to retaliate for negative work events. One participant in the

e net 1
noted, “My boss is not the appreciative kind; I take what I can whenever 1 can. Surfing th
my way of hitting back.” ’ ok

Physical withdrawal consists of actions that
long term, from the work environment.>® Physical withdrawal also

and sizes. Tardiness reflects the tendency to arrive at work late (or
tardiness can sometimes be unavoidable, as when employees have . o at WOrk.
through bad weather, but it often represents a calculated desire to spend less time
breaks involve longer-than-normal lunches, soda breaks,
a physical escape from work. Sometimes, long breaks stretch into m
employees neglect important work functions while away from the office.
to be sure that employees who leave for lunch are actually going to come
that’s not a safe bet! . le S
Absenteeism occurs when employees miss an entire day of work.®" Of ?our;ﬁ;f;gﬂlso a chyth”
from work for a variety of reasons, including illness and family emergencies.

provide a physical escape, whether

comes in a



themselves or} the fringe of such networks, which potentially reduces their affective comm:

At th? same time, foreign-born employees are likely to feel less embedded in their cmoem:nenté
perceive fewer links to their community and less fit with their geographic area. This feell'ms:l;1
reduce their sense of continuance commitment. Recent trends suggest that the t.nost educatfd azl

skil.led immigrants are leaving the U.S. workforce at a rate of about 1,000 a day, particularly when
their home country’s economy begins to boom&® . .

THE CHANGING EMPLOYEE-EMPLOYER RELATIONSHIP

A few generations ago, many employees assumed that they would work for a single organization
for their entire career. The assumption was that they would exchange a lifetime of loyalty and good
work for a lifetime of job security. That perception changed in the 1980s and 1990s as downsizing
became a more common part of working life. In 1992, downsizing statistics peaked as 3.4 million

Jobs were lost, and annual job losses have remained that high ever since.¥ Downsizing represents
a form of involuntary tumover, when employees are forced to leave the organization regardless
of their previous levels of commitment. The increase in downsizing has gone hand-in-hand with
Increases in temporary workers and outsourcing, fundamentally altering the way employees view

their relationships with their employers. | |
Companies usually downsize to cut costs, particularly during a recession or economic downtur

Does downsizing work? Does it make the company more profitable? One study suggests that \he
answer is “not usually.” This study examined 3,628 companies over a 15-year time period, of which
9 percent downsized S percent or more of their workforce at least once and 33 percent t.'n.ed
15 percent or more of their workforce at least once.® The most important result was that downSIZing
hally harmed company profitability and stock price. In fact, it typically took firms two years tf
"*un to the performance levels that prompted the downsizing in the tirst place. The “cep&(mm;
Sl companies that downsized in the context of some arger change in assets (¢, ¢

. ' - only One-
0Fa ling of business, a merger, an acquisition). However, such firms were relatively rare; ORb

' ' occurred.
“ighth of the downsizers were involved in some sort of asset change at the tirme the leyos

izational come
, FE ound the organization
“Snt downsizing tend to work? One reason revolves arout 1 {he organization after




satisfaction is one O

omanizational commitment. at
live emotions while working, they may perform their jobs better and choose tq

company for a longer period of time. Think about the worst job that you've held

CXDeri

remain .

. 1: I;Oam W]th the

i it was just a summer job or a short-term work assignment. What did you fee] duringufhhfe’ eVen
e

eIICe poSi

{ those feelings influence the way you behaved, in terms of yoyg ;... . Oulse
task and citizenship behaviors rather than. counterproducti.ve or withdrawal behaviotrlge Spent op

Job satisfaction 1S 2 pleasurable emotional state resulting from the appraisa] of <;ne’ .
job experiences.‘ In other words, it represents how you fee!/ about your job and what S JOb o

about your job. Employees with high job satisfaction experience positive feelings when YOu thins

: take part in task activities. Employees with low job satisfactiop ;;l;: thmk
T1ence

negative feelings when they think about their duties or take part in their task activitieg, Unf
nately, workplace surveys suggest that satisfied employees are becoming more and more raIeortu.
example, one recent Survey showed that just 45 percent of Americans were satisfied witp 'ﬂf(?r
jobs, down from 61 percent two decades ago.” What explains the drop? The same survey feVealelr
declines in the percentage of employees who find their work interesting (51 percent), who ed
satisfied with their boss (51 percent), and who like their coworkers (57 percent). Reversing Suagﬁ
trends requires a deeper understanding of exactly what drives job satisfaction levels,
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So what explains why some employees are more satisfied than others? At a general level, employees
Jre satisfied when their job provides the things that they value. Values are those things that people
sonsciously or subconsciously want to seek or attain.? Think about this question for a few moments:
iob, that is, what things do you want your job to give you!
A good wage? A sense of achievement? Colleagues who are fun to be around? If you had to make
, list of the things you value with respect to your job, most or all of them would likely be shown in
[able 4-1. This table summarizes the content of popular surveys of work values, broken doyn into
nore general categories. Many of those values deal with the things that your work can give you,

such as good pay or the chance for frequent promotions. Other values pertain to ehe contex;l tlzt dS:aIl
-ounds your work, including whether you have a good boss or good coworkers. Still other vall

: . tavement.
vith the work itself, like whether your job tasks provide you with freedom oOr a sensc of achleV. i
. » in terms Of 1mpo

Consider the list of values in Table 4-1. Which would make your 0P % ing college and

ance right now, ' life? Maybe you have a part |
ght now, at this stage of your ybe y + above everything else. Or

/ou value enjoyable coworkers or a comfortable work environme high salary

’ : : : I d famﬂy :
naybe you're getting established 1n your career and starting .+ in your Caree

ind frequent promotions especially critical. Or perhaps you're at a pt
eel a need to help others or find an outlet for your creative ex?feSSIOn'Fanon’S call—or at Jeast
ame, which is what led us to write this textbook. We're still waiting for value different thing

Kimmel’s). Regardless of your “top five,” you can Sec that differ.ent People
ind that your values may change during the course of your working life.
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those five facets adds together to create “overall job satisfaction.” Figure 4-1 shows that employees
might be satisfied for all kinds of reasons. One person may be satisfied because she’s in a high-
paying job and working for a good boss. Another person may be satisfied because he has good
coworkers and enjoyable work tasks. You may have noticed that a few of the values in Table 4-1, such

as working for moral causes and gaining fame and prestige, are not represented in Figure 4-1, Those
values are missing because they’re not as relevant in all jobs, unlike pay, promotions, and so forth.
The first facet in Figure 4-1, pay satisfaction, refers to employees’ feelings about their pay,
including whether it’s as much as they deserve, secure, and adequate for both normal expenses
and luxury items.® Similar to the other facets, pay satisfaction is based on a comparison of the
pay that employees want and the pay they receive.? Although more money is almost always better,
z.uoa employees base their desired pay on a careful examination of their job duties and the pay
Mﬁs 1o comparable colleagues.!® As a result, even nonmillionaires can be quite satisfied &e
gmw. % Mwumww%“” Mmaaomﬂ of us!). H.mw@. :8. employees at NuStar Energy, the San \Mseﬁww
industry average. with operator of oil pipelines storage.” The company pays more M3 ots
-t o_.a aommsm_ﬂ pay and equity grants for nonexecutives. And either oﬁémnwomsa
asphalt in 2 flame. - [hose sorts of pay policies make it more bearable to stand ne
retardant suit, hard hat, shatterproof glasses, and steel-toed boots!

The n T .
pany’s EMMMMSH N mﬂmﬁo 4-1, promotion satisfaction, refers to employees’ feelings about E.
on policies and their execution, including whether promotions are frequent, fair,
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