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PREFACE

This brief text was created as an alternative to the 600- or 700-page comprehensive text-
book 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 LEARNING AND TEACHING 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 publica-
tion in 1984, we have tried diligently to keep this book in the range of 325 to 450 pages
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 design-
ing 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. In the next
section, we describe another facet of the practicality of this book: employability skills.

EMPLOYABILITY SKILLS

As a new feature in this edition, we spotlight five specific skills that research studies
have identified as critical competencies that employers look for in job applicants. The
competencies have been grouped together to form a broad set of “employability skills.”
These skills include critical thinking, communication, collaboration, knowledge



application/analysis, and social responsibility. We have included a new section
in Chapter 1 that introduces employability skills, along with a matrix that identifies
which employability skills are targeted by each part of the book. Explicit examples of
how OB is relevant for business functions (e.g., marketing, sales) and outcomes are
also highlighted in each subsequent chapter.

NEW TO THIS EDITION
State-of-the-Art Research and Examples

In total, nearly 1,000 new examples, research studies, and other forms of content were
added to this edition. Content coverage was expanded to include updated research, dis-
cussion, and examples of current issues related to all aspects of organizational behavior.
Overall, 538 contemporary examples were added to this edition.

OB in Times of Crisis

Given the unprecedented effect of the global COVID-19 pandemic on organizational
behavior, new sections were added on OB topics in times of crisis. Four new “crisis”
sections were added to the chapters on Decision Making, Teams, Communication, and
Leadership. A discussion of COVID-19 and its effects on telecommuting was also in-
cluded in the Motivation (Application) chapter.

Business Ethics

Events such as the BP Deepwater Horizon Oil spill, the Wells Fargo account fraud scan-
dal, and the now infamous Enron scandal have cemented business ethics as an incredibly
important topic area relevant to the study of OB. In this new edition, we have broadly
increased our coverage of business ethics topics, including a new standalone section on
organizational justice in the Motivation Concepts chapter, as well as new content on
(un)ethical behavior (e.g., deviance) in the sections on organizations, behavioral ethics,
corporate social responsibility, counterproductive work behaviors, moral emotions, the
Dark Triad personality traits, (un)ethical leadership (e.g., abusive supervision), prejudice
and discrimination, as well as ethical cultures and climate.

Artificial Intelligence and Machine Learning

Artificial intelligence (Al) and its applications, such as machine learning, have com-
pletely revolutionized the field of OB. Given the prevalence of Al applications in orga-
nizations and its status as a cutting-edge method in OB, we have included new examples
of Al research and application throughout the text. In total, 40 applications of artificial
intelligence and machine learning were incorporated across the chapters.

Increased Coverage on Diversity and Globalization

Diversity and globalization topics continue to be hot topics within the study of OB.
Increased integration of contemporary globalization and diversity issues were added into
topic discussions. Ninety-seven examples relevant to global issues, cross-cultural differ-
ences, and globalization were added as well as 129 examples of how OB affects diversity
in organizations.

Preface
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20  Preface

CHAPTER-BY-CHAPTER CHANGES

Chapter 1: What Is Organizational Behavior?

* New content: New Trends and Limitations in “Building on Big Data With Artifi-
cial Intelligence,” Employability Skills

¢ Newly revised sections: Learning Objectives, What Is Organizational Behavior?,
Management and Organizational Behavior, Complementing Intuition With Sys-
tematic Study, Implications for Managers

¢ New research incorporated in the following areas: Introduction, Comple-
menting Intuition With Systematic Study, Building on Big Data With Artificial
Intelligence, Globalization, Workforce Diversity, Social Media, Productivity,
Employability Skills

Chapter 2: Diversity in Organizations

* New content: Stereotype Threat, Diversity in Groups, Diversity Programs, Gender
(the Glass Ceiling and Glass Cliff), Cultural Intelligence, Bias Against Mothers,
Work-Life Balance Issues Tied to Diversity

e Newly revised sections: Diversity, Discrimination and Stereotyping, Biographi-
cal Characteristics, Other Differentiating Characteristics, Implementing Diversity
Management Strategies, Summary, Implications for Managers

e New research incorporated in the following areas: Demographic Character-
istics, Age, Gender, Race and Ethnicity, Hidden Disabilities, Religion, Sexual
Orientation and Gender Identity, Cultural Identity, Intellectual Abilities, Physical
Abilities, Diversity in Groups, Diversity Programs

Chapter 3: Attitudes and Job Satisfaction

* New content: Employee Engagement, updated Global Job Satisfaction Exhibits

* Newly revised sections: Attitudes, Attitudes and Behavior, Job Attitudes, Job
Satisfaction, What Causes Job Satisfaction?

* New research incorporated in the following areas: Attitudes, Attitudes and
Behavior, Job Attitudes, Employee Engagement, How Satisfied Are People in Their
Jobs?, Job Conditions, Turnover, The Impact of Job Dissatisfaction, Managers
Often “Don’t Get It”

Chapter 4: Emotions and Moods

* New content: Positive and Negative Affect, Moral Emotions, Emotional
Intelligence

¢ Newly revised sections: What Are Emotions and Moods?, Sources of Emotions
and Moods, Emotional Labor, Emotional Intelligence, Emotion Regulation
Techniques

¢ New research incorporated in the following areas: The Basic Emotions, Expe-
riencing Moods and Emotions, The Function of Emotions, Personality, Weather,
Sleep, Sex, Controlling Emotional Displays, Affective Events Theory, Emotional
Intelligence, Emotion Regulation, Emotion Regulation Techniques, Selection and
Leadership, OB Applications of Emotions and Moods
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Chapter 5: Personality and Values

¢ New content: Other Frameworks includes research on the HEXACO model,
Cultural Values, New Exhibit (5.5), Comparison of Hofstede’s Framework and the
GLOBE Framework

¢ Newly revised sections: Linking Individuals to the Workplace (moved to intro-
ductory section), Personality, Agreeableness at Work, Other Personality Attributes
Relevant to OB, Personality and Situations, Values, Cultural Values, Summary,
Implications for Managers

¢ New research incorporated in the following areas: What Is Personality?,
Person—Job Fit, Person—Organization Fit, The Myers—Briggs Type Indicator, How
Do the Big Five Traits Predict Behavior at Work?, The Dark Triad, Other Frame-
works, Core Self-Evaluation, Self-Monitoring, Proactive Personality, Personality
and Situations, Situation Strength Theory, Trait Activation Theory, Values, Termi-
nal Versus Instrumental Values, Generational Values, Hofstede’s Framework

Chapter 6: Perception and Individual Decision Making

* New content: The Threat of Technological Unemployment, Decision Making in
Times of Crisis, Deonance Theory

* Newly revised sections: What Is Perception?, Person Perception: Making Judg-
ments About Others, Common Shortcuts in Judging Others, Decision Making
in Organizations, Influences on Decision Making, Choosing Between Criteria,
Causes of Creative Behavior, Summary, Implications for Managers

* New research incorporated in the following areas: Factors That Influence
Perception, Attribution Theory, Stereotyping, The Link Between Perception and
Individual Decision Making, Intuition, Overconfidence Bias, Confirmation Bias,
Auvailability Bias, Risk Aversion, Hindsight Bias, Personality, Gender, Reward
Systems, Behavioral Ethics, Lying, Causes of Creative Behavior

Chapter 7: Motivation Concepts

e New content: Basic Psychological Needs in Self-Determination Theory, Expec-
tancy Theory, Organizational Justice

e Newly revised sections: Learning Objectives, Motivation, Early Theories of Mo-
tivation, Contemporary Theories of Motivation, Other Contemporary Theories of
Motivation, Job Engagement, Summary, Implications for Managers

¢ New research incorporated in the following areas: Motivation; Two-Factor
Theory; McClelland’s Theory of Needs; Cognitive Evaluation Theory; Self-
Concordance; Basic Psychological Needs; Goal Commitment, Task Character-
istics, and National Culture; Goal Setting and Ethics; Individual and Promotion
Foci; Equity Theory; Distributive Justice; Interpersonal Justice; Justice Outcomes;
Job Engagement; Integrating Contemporary Theories of Motivation

Chapter 8: Motivation: From Concepts to Applications
* New content: Job Enrichment
e Newly revised sections: Learning Objectives, Motivating by Job Design, Job
Redesign, Alternative Work Arrangements, Telecommuting, Employee Involve-
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ment, Using Extrinsic Rewards to Motivate Employees, Using Intrinsic Rewards
to Motivate Employees

e New research incorporated in the following areas: Motivating by Job Design,
Efficacy of the JCM, Job Redesign, Job Rotation, Relational Job Design, Tele-
commuting, Employee Involvement and Participation, Participative Management,
Using Extrinsic Rewards to Motivate Employees, What to Pay: Establishing a Pay
Structure, How to Pay: Rewarding Individual Employees Through Variable-Pay
Programs, Piece-Rate Pay, Merit-Based Pay, Employee Stock Ownership Plan,
Employee Recognition Programs

Chapter 9: Foundations of Group Behavior

* New content: Groupshift, Research on Hidden Profiles and Information Sharing

e Newly revised sections: Defining and Classifying Groups, Stages of Group De-
velopment, Group Roles, Group Norms, Group Size and Dynamics, Group Cohe-
siveness, Group Diversity

¢ New research incorporated in the following areas: Social Identity, Ingroups
and Outgroups, Role Perception, Role Expectations, Role Conflict, Norms and
Emotions, Norms and Conformity, Positive Norms and Group Outcomes, Nega-
tive Norms and Group Outcomes, Norms and Culture, Status and Group Interac-
tion, Status Inequity, Status and Stigmatization, Group Size and Dynamics, Types
of Group Diversity, Challenges of Group Diversity, Strengths and Weaknesses of
Group Decision Making, Effectiveness and Efficiency, Groupthink

Chapter 10: Understanding Work Teams

* New content: Crises and Extreme Contexts, Team Trust, Teaming

* Newly revised sections: Learning Objectives, Introduction, Differences Between
Groups and Teams, Updated Exhibit 10-3, Team Context, Team Processes and
States (Motivation and Mental Models), Creating Effective Teams, Turning Indi-
viduals Into Team Players

* New research incorporated in the following areas: Self-Managed Work Teams,
Virtual Teams, Multiteam Systems, Creating Effective Teams, Team Context
(including resources, leadership, structure, culture, climate, performance evalua-
tion, and reward systems), Team Composition (member abilities, personality, and
team size), Team Processes and States (including a common plan, motivation, team
identity, team cohesion, and mental models), Turning Individuals Into Team Players

Chapter 11: Communication

e New content: Communicating in Times of Crisis

¢ Newly revised sections: Introduction, Direction of Communication, Functions of
Communication, Modes of Communication, Persuasive Communication, Barriers
to Effective Communication, Cultural Factors, Summary

* New research incorporated in the following areas: The Communication
Process, Feedback, Downward and Upward Communication, Lateral Communica-
tion, The Grapevine, Written and Nonverbal Communication, Choosing Commu-
nication Methods, Information Security, Persuasive Communication (Automatic
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and Controlled Processing, Importance/Interest Level, Message Characteristics),
Barriers to Effective Communication (such as Emotions, Language, and Silence),
Cultural Barriers

Chapter 12: Leadership

* New content: Leading in Times of Crisis, Gender and Leadership

e Newly revised sections: Trait Theories of Leadership, Contingency Theories,
Contemporary Theories of Leadership, Trust, Substitutes for and Neutralizers of
Leadership

e New research incorporated in the following areas: Personality Traits and
Leadership (such as the Big Five Traits and Dark Triad Traits); Emotional Intel-
ligence (EI) and Leadership; Leader Consideration Behaviors,;Cultural Differenc-
es; Path—-Goal Theory; Leader—-Member Exchange (LMX) Theory; Charismatic,
Transformational, and Transactional Leadership Styles; Charismatic Leadership’s
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PART 1 Understanding Yourself and Others

1

What Is Organizational Behavior?

LEARNING OBJECTIVES

After studying this chapter, you should be able to:

1.1 Define organizational behavior (referred to as OB throughout the text).
1.2 Show the value of systematic study to OB.

1.3 Identify the major behavioral science disciplines that contribute to OB.
1.4 Demonstrate why few absolutes apply to OB.

1.5 Identify managers’ challenges and opportunities in applying OB concepts.
1.6 Compare the three levels of analysis in this text’s OB model.

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

ight now, you might be wondering, “What is organizational behavior and why

does it matter to me?” We will define organizational behavior (OB) very 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 on human behavior in organizations has
received relatively little attention. This might be surprising to you, because you might
be thinking, but “the people make the place™;! organizations are only as effective as the
people who comprise them. 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
last several decades, business schools and organizations have realized the significant role
interpersonal skills play in determining a manager’s effectiveness. Understanding OB is
important to you now, more than ever. We are in the midst of an OB revolution, of sorts,
that is gaining traction year by year. As noted in the 2016 Deloitte Global Business Trends
report, organizations have figured out that they need to understand “what makes people
join, perform well in, and stay with an organization; who will likely be successful; who
will make the best leaders; and what is required to deliver the highest-quality customer
service and innovation.”

A knowledge of OB and interpersonal skills is critical for your success and
advancement in the modern workplace. According to Jeff Weiner, chief executive officer
(CEO) of LinkedIn, “communications is the No. 1 skills gap across. . . major cities in the
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United States.™ It is also relevant to nearly every job: One study by Monster (a global
employment company) mined nearly one million market-wide job postings to determine
the most frequently desired skills in applicants.* Communication skills was at the top of
the list, followed by other OB-relevant skills, including problem-solving and influence
skills. Furthermore, these skills are also necessary for your career advancement. A sur-
vey of over 2,100 chief financial officers across twenty industries indicated that a lack of
interpersonal skills is the top reason why some employees fail to advance.’ Ultimately,
OB can equip you with tools that are critical to success and advancement in the work-
place. 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 respon-
sibility in the workplace. Research has demonstrated that these types of “employability
skills” are highly valued and desired by employers, and a lack of these skills can lead to
problems in the workplace.6

From the organizational standpoint, incorporating OB principles can help trans-
form a workplace from good to great, with a positive impact on the bottom line. Com-
panies known as good places to work—such as Lululemon, LinkedIn, Zoom Video,
Southwest Airlines, Bain & Company, Google, the Boston Consulting Group, and
Facebook’—have been found to generate superior financial performance as a result of
their attention to OB.® Second, developing managers’ interpersonal skills helps orga-
nizations attract and keep high-performing employees, which is important because
outstanding employees are always in short supply and costly to replace. Third, the
quality of workplace relationships is strongly linked with employee job satisfaction,
stress, and turnover. One study of hundreds of workplaces and more than 200,000
respondents showed that positive social relationships among coworkers and supervi-
sors were strongly related to overall job satisfaction, lower stress at work, and lower
intentions to quit.’ Positive work relationships help employees to flourish, leading
to improvements in job and life satisfaction, positive emotions at work, and percep-
tions that one’s work has meaning.'® Fourth, an emphasis on OB in organizations
can foster awareness of social responsibility. Universities have started to incorporate
social entrepreneurship education into their curriculum in order to train future leaders
in addressing social issues within their organizations.!' This is especially important
because there is a growing need for understanding the means and outcomes of corpo-
rate social responsibility (CSR).!?

In today’s competitive and demanding workplace, employees and managers alike
cannot succeed by virtue of their technical skills alone. They also must exhibit good peo-
ple skills. This text has been written to help people in organizations develop those skills
along with the knowledge that understanding human behavior provides. In so doing, we
believe you will obtain lasting skills and insight about yourself and others.

MANAGEMENT AND ORGANIZATIONAL BEHAVIOR

More than ever, individuals are placed into management positions without sufficient man-
agement training or informed experience. According to the US Bureau of Labor Statistics,
employers with 100-500 employees provide less than one hour of management training
per six-month period, on average.13 Furthermore, according to a large-scale survey, more



Chapter 1 * What Is Organizational Behavior? 29

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.'* Added to that
challenge, the demands of the job have increased: The average manager has seven direct
reports (five was once the norm) and spends less time supervising them than managers of
the past.'®> 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 be that
right candidate. OB will help you get there.

Effective Versus Successful Managerial Activities

What makes one manager more effective than another? To answer this question, Fred
Luthans, a prominent OB researcher, and associates looked at what managers do from a
unique perspective.!” They asked, “Do managers who move up most quickly in an orga-
nization 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 associates studied more than 450 managers. All engaged in four man-
agerial activities:

1. Traditional management. Decision making, planning, and controlling.

2. Communication. Exchanging routine information and processing paperwork.

3. Human resources (HR) management. Motivating, disciplining, managing con-
flict, staffing, and training.

4. 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 different individual managers spent
on those activities varied a great deal. Among managers who were successful (defined
in terms of speed of promotion within their organizations), networking made the
largest relative contribution to success and HR management activities made the least
relative contribution. Indeed, other studies in Australia, Israel, Italy, Japan, and the
United States confirm the link between networking, social relationships, and success
within an organization.18 However, Luthans and associates found that among effec-
tive managers (defined in terms of quantity and quality of their performance and the
satisfaction and commitment of their employees), communication made the largest
relative contribution and networking the least. The connection between communication
and effective managers is also clear. 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.'”

Organizational Behavior (OB) Defined

Now that we have established what managers do and why this is important for OB, we

turn our focus more broadly toward how people behave in organizations.
Organizational behavior (OB) is a field of study that investigates the impact that

individuals, groups, and structure have on behavior within organizations for the purpose

Organizational
behavior

A field of study
that investigates

the impact that
individuals, groups,
and structure have
on behavior within
organizations, for the
purpose of applying
such knowledge
toward improving
an organization’s
effectiveness.



30 Part I ¢ Understanding Yourself and Others
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of applying such knowledge toward improving an organization’s effectiveness. That is a
mouthful, so let us break it down.

OB is a field of study, meaning that it is a distinct area of expertise with a com-
mon body of knowledge. It focuses on three determinants of behavior in organizations:
individuals, groups, and structure. In addition, OB applies the knowledge gained about
individuals, groups, and the effect of structure on behavior in order to make organiza-
tions 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 each, OB

includes these core topics:2"

* Motivation

e Leader behavior and power

¢ Interpersonal communication
 Group structure and processes

* Attitude development and perception
* Change processes

 Conflict and negotiation

* Work design

COMPLEMENTING INTUITION WITH SYSTEMATIC STUDY

Whether you have explicitly thought about it before or not, you have 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 ap-
proach can improve your accuracy.

Underlying the systematic approach is the belief that behavior is not random.
Rather, we can identify consistencies underlying people’s behavior and modify them to
reflect individual differences.

These fundamental consistencies are very important. 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, on data gathered under controlled condi-
tions and measured, and interpreted, in a rigorous manner.

Evidence-based management (EBM) complements systematic study by basing
managerial decisions on the best available scientific evidence. For example, we want
doctors 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. You might wonder what manager would not base decisions on
evidence, but most management decisions are still made “on the fly,” with little to no
systematic study of available evidence.?!

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





