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Chapter objectives: :dwil dilw
By the end of this chapter the student is expected to be able to:

1. Define organizational behavior.

2. Show the value of systematic study to OB.
3. Identify the major behavioral science disciplines that contribute to

OB.
4. Identify managers’ challenges and opportunities in applying OB

concepts.
5. Compare the three levels of analysis in this text’s OB model.
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Management and Organizational Behavior i &gt g 32y

The roles of a manager—and the necessary skills needed to perform as
one—are constantly evolving. More than ever, individuals are placed into
management positions with- out management training or informed
experience. According to a large-scale survey, more than 58 percent of
managers reported they had not received any training and 25 percent
admitted they were not ready to lead others when they were given the
role.8 Added to that challenge, the demands of the job have increased: the
average manager has seven direct reports (five was once the norm), and
has less management time to spend with them than before.® Considering
that a Gallup poll found organizations chose the wrong candidate for
management positions 82 percent of the time,'°we conclude that the more
you can learn about people and how to manage them, the better prepared

you will be to bethat right candidate. OB will help you get there.

Organizational Behavior (OB) Defined (OB) (aiil) & gluad) iy jo

Organizational behavior (OB) is a field of study that investigates the
Impact individuals, groups, and structure have on behavior within
organizations, for the purpose of applying such knowledge toward

improving an organization’s effectiveness. That’s a mouthful, so let’s

break it down S slull e dalaiil) dadl 5 Cile sanall 5 o Y1) 58l 8 Gay Al 0 Jlae 8 (OB) (eadiiil) & glad)
Ty Al Lo s Ay gla 138 Aadaiall dullad aen g 48 jaall 028 (ki Congs ladaiall Jal

OB is a field of study, meaning that it is a distinct area of expertise with a
common body of knowledge. What does it study? It studies three
determinants of behavior within organizations: individuals, groups, and

structure. In addition, OB applies the knowledge gained about

hﬂ‘wﬁ)ﬂ&@}m@aﬁ\wwdmﬂ\é\ ‘&\JJJ@%&M\&}M\#U‘\
sbedaiall Jada @l Ll aaas Jal o A3 ya 4d) S yu ) L

Jsn Bl & jaal) astaill ol ale gy cclly 1) A8LaYL Al cile sanall s oY)



IER
ACADEMY

Chapter 1: Welcome to the World of OB

Alad ST S8 Jaa cilaliiall Jaa Jaf G bl e JSel) li s clelasll 3149
individuals, groups, and the effect of structure on behavior in order to

make organizations work more effectively.

To sum up our definition, OB is the study of what people do in an
organization and the way their behavior affects the organization’s

performance. Because OB is concerned specifically with employment-

related situations, it examines behavior in the context of job satisfaction,

absenteeism, employment turnover, productivity, human performance,

and management. Although debate exists about the relative importance of
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Leader behavior and power

Interpersonal communication e
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Group structure and processes . iy s
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Attitude development and perception . i,L_gf .

o asllyel pall
Change processes o el s

Conflict and negotiation

Work design

Effective versus Successful Managerial Activities daalil)y aladl 4 0y dais¥)

Now that we understand what OB is, we may begin to apply some
concepts. Consider the important issue of effective management. What

makes one manager more effective than another? To answer the question,

Fred Luthans, a prominent OB researcher, and his associates looked at

what managers do from a unigue perspective.'? 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’s not always the case.
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Luthans and his associates studied more than 450 managers. All engaged

in four managerial activities:

« Traditional management. Decision making, planning, and
controlling. . i s sy ja i L 5 )
o Communication. Exchanging routine information and
processing paperwork, - dxtleay Al ) clagiad) Jiliy Jeal s
3. Human resources (HR) management. Motivating, disciplining,
managing conflict, staffing, and training.

3. Lcudll g opils gl _uL.,U e pall 5o 5 daluaiV g ¢ ueaill - (HR) Ayl 3 ) gall 310)
4. Networking. Socializing, politicking, and interacting with outsiders.
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Complementing Intuition with Systematic Study dagial du iy Guall Jlasiul

Whether you’ve explicitly thought about it before or not, you’ve been
“reading” people almost all your life by watching their actions and
interpreting what you see, or by trying to predict what people might do

under different conditions. The casual approach to reading others can

often lead to erroneous predictions, but using a systematic approach can
L) ye JDA (e Uy i eliln ) sha Gulil) T80 i€ Slls oY o 0 (e Aal jea e 8 0 S8 38 i€ g g
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Underlying the systematic approach is the belief that behavior is not
random. Rather, we can identify fundamental consistencies underlying
the behavior of all individuals and modify them to reflect individual
differences. These fundamental consistencies are very important. Why?
Because they allow for predictability. Behavior is generally predictable,
and the systematic study of behavior is a means to making reasonably
accurate predictions. When we use the term systematic study, we mean
looking at relation- ships, attempting to attribute causes and effects, and
basing our conclusions on scientific evidence—that is, on data gathered
under controlled conditions and measured, and interpreted, in a rigorous
manner. i gl L) Jy Ll sie Gad bl (ol e V) s agiall el adle o s 3 Gulsd)
L) BN o3a 5 A0 8l (35 il (et sy Lelani s 31 Y)Y S @l sl oSl ) il
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Evidence-based management (EBM) 431 e daidl) 5 1ay)

complements systematic study by basing managerial decisions on the best
available scientific evidence. For example, we want doc- tors to make
decisions about patient care based on the latest available evidence, and
EBM argues that managers should do the same, thinking more
scientifically about management problems. 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 what
manager would not base decisions on evidence, but the vast majority of
management decisions are still made “on the fly,” with little to no

. . . Sl Aalial) dalad) A1 il Gl e G lay) i )il 3A5 JMS (e dungiall Rl jall JaSs Ay e 28 Gl o)
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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.

Jsa "Adalal) Ganla0" Gl ol cGuand) )l 1Y) e 2380 Cadall g dmgiall Al )
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Electric) noted, “The trick, of course, is to know when to go with your

gut.”16But if we make a//decisions with intuition or gut instinct, we’re
likely working with incomplete information—Ilike making an investment
decision with only half the data about the potential for risk and reward.
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Data, the foundation of EBM, have been used to evaluate behavior since
at least 1749, when the word “statistic” was coined to mean a
“description of the state.”!’ Statistics back then were used for purposes of
governance, but since the data collection methods were clumsy and
simplistic, so were the conclusions. “Big data”—the extensive use of

statistical compilation and analysis—didn’t become possible until
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computers were sophisticated enough to both store and manipulate large
amounts of information. The use of big data began with online retailers

but has since permeated virtually every business.

Disciplines That Contribute to the OB Field i dd) Juaa (2 aalod Al claaid)

OB is an applied behavioral science built on contributions from a number
of behavioral disciplines, mainly psychology and social psychology,
sociology, and anthropology. Psychology’s contributions have been
principally at the individual or micro-level of analysis, while 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 to the study of OB.
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Psychology (uii ale

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

bl 48 jaa 8 sl s ) Gmny G (s AY) il pally puall sl sy iy (il ) (ora () ple

SA.\E.\.\S\}‘SGL\‘A\ vuﬂ‘ clale uﬂhu‘x»y‘} ‘Qﬁ)\.ﬁ:ﬂuy| w.u” ;\.ASG} ‘w\ L)L.i} s(;l::ﬂ\ ag).ka clale GAJLAJ\
Early industrial and organizational psychologists studied the problems of
fatigue, boredom, and other working conditions that could impede
efficient work performance. More recently, their contributions have
expanded to include learning, perception, personality, emotions, training,
leadership effectiveness, needs and motivational forces, job satisfaction,
decision-making processes, performance appraisals, attitude
measurement, employee-selection techniques, work design, and job
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Social Psychology slaiay) il ale

Social psychology, generally considered a branch of psychology, blends
concepts from both psychology and sociology to focus on people’s
influence on one another. One major study area is change—how to
implement it and how to reduce barriers to its acceptance. Social
psychologists also contribute to measuring, understanding, and changing
attitudes; identifying communication patterns; and building trust. Finally,

they have made important contributions to our study of group behavior,

a0l e Sl Laia) e s Gl ple (e malie G g e b5 il ale g 8 G Lo i L sas yiing (S LaiaY) () ale
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While psychology focuses on the individual, sociology studies people in

relation to their social environment or culture. Sociologists have

contributed to OB through their study of group behaviors in

organizations, particularly formal and complex organizations. Perhaps

most importantly, sociologists have studied organizational culture, formal

organization theory and structure, organizational technology,

communications, power, and conflict. ifﬂﬁﬁ;ﬂﬁfiiﬂﬁﬁf;&iﬁﬁ sias
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Anthropology s s iy

Anthropology is the study of societies in order 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
within different organizations. Much of our current understanding of
organizational culture, organizational climate, and differences among
national cultures is a result of the work of anthropologists or those using
il 5 CEN Jlae (8 Lin sl g2 0 eldde Jae Laelu 85 agihadil y jdil) e Capnill Ciagy Cilasinall 250 5 L gl g g A ale
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Challenges and Opportunities for OB el dslull gajilly claal

Understanding organizational behavior has never been more important for
managers. Take a quick look at the dramatic changes in organizations.
The typical employee is get- ting older; the workforce is becoming
increasingly diverse; and global competition re- quires employees to
. . . RUECIOYCE: PUPICPRUPETEONII SR T TOPN < - JE I PR
become more flexible and cope with rapid change. T,y i T o S e
O et Asallall Audliall 5 Lo g ST Conpal Alalall 3 580 g ¢ gl 8 paiy
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As a result of these changes and others, employment options have
adapted to include new opportunities for workers. Exhibit 1-2 details
some of the types of options individuals may find offered to them by
organizations or for which they would like to negotiate. Under each
heading in the exhibit, you will find a grouping of options from which to
choose—or combine. For instance, at one point in your career you may
find yourself employed full time in an office in a localized, nonunion
setting with a salary and bonus compensation package, while at another
point you may wish to negotiate for a flextime, virtual position and
choose to work from overseas for a combination of salary and extra paid
. A Wnang 38 ) LAl g sl (mny Janadily 221 el am sy s Jloall sapan Los b Jadiil Cala sl s S5 el 5 ol kil o3¢d An
time Off. o el Ji et e a0 @080 e e pane ni (GaL) i () pie S ity Ll im Jl) i 58 ) 5 il 08 (50 ol e
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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 for which OB offers

solutions or, at least, meaningful insights toward solutions.
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Continuing Globalization iy ) il
Organizations are no longer constrained by national borders. Samsung,
the largest South Korean business conglomerate, sells most of its
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products to organizations in other countries; Burger King is owned by a

Brazilian firm; and McDonald’s sells hamburgers in 118 countries on 6
continents. Even Apple—arguably the U.S. company with the strongest
U.S. identity—employs twice as many workers outside the United States
as it does inside the country. And all major automobile makers now
manufacture cars outside their borders; Honda builds cars in Ohio, Ford
in Brazil, Volkswagen in Mexico, and both Mer- cedes and BMW in the
United States and South Africa. The world has become a global village.
In the process, the manager’s job has changed. Effective managers

anticipate and adapt their approaches to the global issues we discuss next.

Working with People from Different Cultures 4iliss cildls (s galddl ga Jasd)

In your own country or on foreign assignment, you’ll find yourself
working with bosses, peers, and other employees born and raised in
different cultures. What motivates you may not motivate them. Or your
communication style may be straightforward and open, which others may
find uncomfortable and threatening. To work effectively with people
from different cultures, you need to understand how their culture and
background have shaped them and how to adapt your management style
¥ i Lo Riliae S L5 1l ol il s e3ha s sy ga end hus ans chinl g b 5f Gl 3
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Adapting to Differing Cultural and Regulatory i, iasy ciisuay) e sl

NORMS To be effective, managers need to know the cultural norms of
the workforce in each country where they do business. For instance, in
some countries a large percentage of the workforce enjoys long holidays.
There are national and local regulations to consider, too. Managers of
subsidiaries abroad need to be aware of the unique financial and legal

regulations applying to “guest companies” or else risk violating them.
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Violations can have implications for their operations in that country and

Chapter 1: Welcome to the World of OB

also for political relations between countries. Managers also need to be
cognizant of differences in regulations for competitors in that country;
many times, understanding the laws can lead to success or failure. For
example, knowing local banking laws allowed one multinational firm—

the Bank of China—to seize control of a storied (and very valuable)

London building, Grosvenor House, from under the nose

of the owner, the Indian hotel group Sahara. Management at Sahara
contended that the loan default that led to the seizure was a

misunderstanding regarding one of their other properties in New York.2
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Globalization can get complicated. .75 7 70 5705 T i L o ke, sy s Lok ot oo fnss 1S s

Workforce Demographics itsall s gl duisal) 4us 5

The workforce has always adapted to variations in the economy,
longevity, birth rates, socioeconomic conditions, and other changes that
have a widespread impact. People adapt to survive, and OB studies the
way those adaptations affect individuals’ behavior. For instance, even
though the 2008 global recession ended years ago, some trends from
those years are continuing: many people who have been long unemployed
have left the workforce,?” while others have cobbled together several part-
time jobs?® or settled for on- demand work.?° Further options that have
been particularly popular for younger educated workers have included
obtaining specialized industry training after college,3° accepting full-time
jobs that are lower-level, ' and starting their own companies.? As
students of OB, we can investigate what factors lead employees to make
various choices and how their experiences affect their perceptions of their

workplaces. In turn, this can help us predict organizational outcomes.
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Longevity and birth rates have also changed the dynamics in
organizations. Global longevity rates have increased by six years in a
very short time (since 1990),23while birth rates are decreasing for many
developed countries; trends that together indicate a lasting shift toward an
older workforce. OB research can help explain what this means for
employee attitudes, organizational culture, leadership, structure, and
communication. Finally, socioeconomic shifts have a profound effect on
workforce demographics. For example, the days when women stayed
home because it was expected are just a memory in some cultures, while
in others, women face significant barriers to entry into the work- force.
We are interested in how these women fare in the workplace, and how
their conditions can be improved. This is just one illustration of how
cultural and socioeconomic changes affect the workplace, but it is one of
many. We discuss how OB can provide understanding and insight on
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One of the most important challenges for organizations is workforce
diversity, a trend by which organizations are becoming more
heterogeneous in terms of employees’ gender, age, race, ethnicity, sexual
orientation, and other characteristics. Managing this diversity is a global
concern. Though we have more to say about it in the next chapter, suffice
it to say here that diversity presents great opportunities and poses
challenging questions for managers and employees. How can we leverage
differences within groups for competitive advantage? Should we treat all
employees alike? Should we recognize individual and cultural
differences? What are the legal requirements in each country? Does
increasing diversity even matter? It is important to address the spoken
and unspoken concerns of organizations today.
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Social Media  _slia¥l Jual g Jilus

As we discuss in Chapter 9, social media in the business world is here to
stay. Despite its pervasiveness, many organizations continue to struggle
with employees’ use of social media in the workplace. For instance, in

February 2015, a Texas pizzeria fired an employee
e IS lelaidl (e wall VY cla L (g pe U ey R 83 5m 50 Jlae Y alle 3 e laia W) deal sl Jils s ol canlll Joadl) 3 128 LS
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before her first day of work because she tweeted unflattering comments

about her future job. In December 2014, Nordstrom fired an Oregon

employee who had posted a personal Facebook comment seeming to

advocate violence against white police officers.3* These examples show

that social media is a difficult issue for today’s managers, presenting both

a challenge and an opportunity for OB. For instance, how much should

HR look into a candidate’s social media presence? Should a hiring

manager read the candidate’s Twitter feeds, or just do a quick perusal of

his or her Facebook profile? Managers need to adopt policies designed to

protect employees and their organizations with balance and
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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
recent study found that subjects who woke up in a positive mood and then
accessed Facebook frequently found their mood worsened during the day.
Moreover, subjects who checked Facebook frequently over a two-week
period reported a decreased level of satisfaction with their lives.®
Managers—and OB— are trying to increase employee satisfaction, and
therefore improve and enhance positive organizational outcomes. We

discuss these issues further in Chapters 2 and 3.
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Employee Well—Being'?iWork Janll B il gal) 4sald

One of the biggest challenges to maintaining employee well-being is the
reality that many workers never get away from the virtual workplace.
While communication technology allows many technical and professional
employees to do their work at home, in their cars, or on the beach in
Tahiti, it also means many feel like they’re not part of a team. “The sense
of belonging is very challenging for virtual workers, who seem to be all
alone out in cyberland,” said Ellen Raineri of Kaplan University, and
many can relate to this feeling.2® Another challenge is that organizations
are asking employees to put in longer hours. According to one recent
study, one in four employees shows signs of burnout, and two in three
report high stress levels and fatigue.®” This may actually be an
underestimate because workers report maintaining “always on’ access for
their managers through e-mail and texting. Finally, employee well-being
is challenged by heavy outside commitments. Millions of single-parent
employees and employees with dependent parents face significant

challenges in balancing work and family responsibilities, for instance.

As you’ll see in later chapters, the field of OB offers a number of
suggestions to guide managers in designing workplaces and jobs that can
help employees deal with work—life conflicts.
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Positive Work Environment sy Jas 4iy

A growing area in OB research is positive organizational scholarship
(POS; also called positive organizational behavior), which studies how
organizations develop human strengths, foster vitality and resilience, and
unlock potential. Researchers in this area say too much of OB research

and management practice has been targeted toward identifying what’s
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wrong with organizations and their employees. In response, they try to
study what’s goodabout them.38 Some key subjects in positive OB
research are engagement, hope, optimism, and resilience in the face of
strain. Researchers hope to help practitioners create positive work

. e g sall G o o tim 8 LAl 5o (sl (R b Ll g g laliial) i Ll
environments for employees. o, boaliiga e i pally Jiisly Jadls 48 Uil sl 5Ll s b s

il sall dla) dae i 3la e G jlaal) Bae e 8 ) sialdl)

Developing an OB Model: Coming Attractions 4« ciall Jalse : OB gisal sk

We conclude this chapter by presenting a general model that defines the
field of OB and stakes out its parameters, concepts, and relationships. By
studying the model, you will have a good picture of how the topics in this
text can inform your approach to management issues and opportunities.
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Overview oeil

A model is an abstraction of reality, a simplified representation of some
real-world phenomenon. Figure 1 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). In the

chapters to follow, we proceed from the individual level
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Figure. 1 The Skeleton of Our OB Model

Inputs il

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

and builds up customs and norms.
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Processes <liledl

If inputs are like the nouns in OB, processes are like 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. Finally, at
the organizational level, processes include HR management and change
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Outcome s aa

Outcomes are the key variables that you want to explain or predict, and
that are affected by some other variables. What are the primary outcomes
in OB? Scholars have emphasized individual-level outcomes, such as
attitudes and stress, task performance, citizenship behavior, and
withdrawal. At the group level, cohesion and functioning are the
dependent variables. Finally, at the organizational level, we look at
overall productivity and survival. Because these outcomes are covered in

all the chapters, we briefly discuss each so you can understand the goal of
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