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Preface 

This 1s a different kind of textbook. Organizational Behavior Real Research for Real 

Managers addresses those practical problems managers face in doing their organiza- 

tional work. It looks to systematic organizational behavior research seeking to discover 

which organizational actions and practices actually do and do not work. Unlike other 

organizational behavior textbooks, Organizational Behavior Real Research for Real 

Managers actually translates this scholarly research for real managers seeking to 

understand and control organizations. Other textbooks in the field of organizational 

behavior have failed to do this. One reflection of that failure is Ohio State’s 

Organizational Behavior faculty's finding that 80% of the top-50 MBA programs in 

the country did not use textbooks in their introductory organizational behavior classes. 

Why is this so? 

¢ Existing organizational textbooks are targeted to large undergraduate 

courses where the students have little practical experience of organiza- 

tions. These textbooks are chasing the largest classes: more students, 

more book sales. There is no need for these textbooks to address practical 

management problems because their readers have not yet faced these 

challenges. 

¢ Other textbooks contain too many “facts” that have long been discredited 

by scholars. Too many organizational behavior textbooks review familiar 

but discredited theories, after which the most honest of them will note that 

the ideas are “controversial.” Doesn’t controversy require someone argu- 

ing for the other side? When all evidence points to the contrary, who is 

arguing for movement up and down a Maslovian hierarchy of needs, or for 

Herzberg’s Two Factor Theory of Motivators? These old ideas are long 

discredited, so why waste a reader’s time by explaining them? Other 

organizational behavior textbooks are a disservice to students, as well as 

to those scholars who have worked so hard to produce new knowledge. 



* With a need to keep the attention of young people, other textbooks resort xi 

to long lists of this month’s trendy topics and cartoons. Rather than this 

straining-too-obviously for relevance, Organizational Behavior Real Research for 

Real Managers helps readers with their own practical organizational problems. 

¢ Other textbooks often do contain practical advice but make no pretense 

that it is based in research, usually just reprinting advice from popular 

management books. 

With increasing numbers of experienced professionals and managers taking 

part-time and Executive MBA courses and enrolling in university-based non-degree 

executive education courses in organizational behavior, there is a need for a book that 

clearly, honestly and accurately conveys what the field of organizational behavior can 

say to experienced managers. These students have no patience for dull lists of seem- 

ingly unconnected facts, and those trained in organizational behavior want to be able 

to share the knowledge from their field, not assign well packaged consultant’s anec- 

dotes and advice. This book was written to fill that need. 

The book is organized by managers’ practical organizational problems, but care 

is taken to draw on the most careful research. Readers will see extensive endnotes to 

that scholarly research. Because most of those works are difficult scholarly studies, 

student readers are not expected to consult these sources. However, their instructors 

may find them useful, particularly in subfields outside their own specialties. Because 

this book is intended to be useful to practicing managers and experienced profession- 

als, practical advice is developed from the scholarly research; however, these general- 

izations are clearly identified as generalizations from research as boxed Applications. 

Instructor support is available from the author at jlpearce@uci.edu. 

I am indebted to those who helped and supported me in this project. First, my 

students: it is from them that I learned so much about the practical problems managers 

face and became dissatisfied with the ill service they received from our textbooks. 

They are my inspiration and motivation. I want to thank the University of 

Washington’s Business School, which supported me with their Hansen Chair 

in the early stages of this project, and Karl Vesper who provided crucial advice. 

I received invaluable editorial assistance from Ann Clark, Eric Oberg, Boris 

Groysberg, Lisa Barron, James O’Brien, Samara Larson, and Steve Sommer. Any 

coherence this book has is due to them; the errors are all mine. Most importantly, 

Harry Briggs has been a wonder; he has applied his considerable editorial skills to 

many earlier versions of this draft and has provided invaluable professional advice on 

textbooks and the business of textbooks. His infinite patience and good cheer are the 

miracle that sustains me. 
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Why Organizational Behavior 

his is a book for people who want to understand organizations so they can 

take charge of the organizations in their lives. Those who have set ambitious 

goals for themselves will need to harness organizations. Whether you want to 

make a million dollars, see your new technology conquer the marketplace, or save 

the planet from global warming, you will need organizations. Even those with 

more modest aims, such as accomplishing project team objectives without doing 

all of the work alone, winning that promotion, or getting through staff meetings 

without suffering a stroke will find this book useful. 

This book is based on the premise that real research can be useful to man- 

agers’ real problems. Because CresuahOuae are so Complex, jpasoas ono our common 
sense peneut them is on ee use. @ ns differ, and o 

This is isa AbOOKE covering sei echt in mi field of organizational behavior 

can usefully tell us about managers’ real organizational challenges, but it is differ- 

ent from standard textbooks in that field. Textbooks are encyclopedic lists of bits 

of research findings, enlivened with cartoons and color photographs. If the bits of 

information in textbooks are organized at all, they are grouped by academic topic. 

This approach makes it difficult for people who want to take action in organiza- 

tions to make sense of the material and act based on it. This book is organized by 

the real organizational challenges faced by those who must work with and through 

organizations. Its focus is on managers, because it is their work to manage people 



2 REAL RESEARCH FOR REAL MANAGERS 

in organizations, but a practical understanding of how to master organizations can 

be useful to many others. One reflection of this focus on the real organizational 

challenges faced by real managers is the questions addressed by the chapters: 

¢ What do managers need to do to be effective and successful? 

(Chapter 2) 

¢ How can managers hire the best employees? (Chapter 3) 

¢ How do feelings affect organizational work? (Chapter 4) 

e What is the most effective way to manage employee performance? 

(Chapter 5) 

¢ How can managers do better at managing incentives? (Chapter 6) 

¢ How can managers build power without fostering resistance? (Chapter 9) 

THE CHALLENGE OF ORGANIZATIONAL MASTERY 

ion false. Common sense is developed in pee to-face 

Pelanonshiee ones where we have enough time to get 

to know one another. These common sense under- 

Pa are ne open for most os our social 

ng this boxed p 
= 

True or False? 

Isnt management just 

common sense? 

x eae to know everyone and understand everything that every 

one is doing quickly burn themselves out. 
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for s some SRN eee. but we find that some of the people we 

work with are helpful, others are talented or clever, others may see 

you as the person who can help them get what they want, and 

some will see you as the boulder blocking the road to their 

dreams. Some people make mistakes that cause you serious harm, 

Organizational mastery is a challenge. Organizations Sine ee, nor too 

SAUNA for PALS or ays one person to uly comprehend They atte: 

Bea tenia Bireprenen Richard Branson, had this to say about the ease 

American real-estate developer Donald Trump: "He has a list of the most impor- 

tant things you need in order to be successful in business, and I dont agree with 

any of them.” 
A look into the book shelves of your local bookstore for organizational 

advice will reveal thousands of opinions, anecdotes and bullet-point lists. Some 

may spur a useful idea, but many are contradictory, some are cryptic, and others 



4 REAL RESEARCH FOR REAL MANAGERS 

just silly. Your organizational success is important, and this hodgepodge of opin- 

ions and advice can be misleading, paralyzing and dysfunctional. 

And it gets worse. All of us already know something about how to succeed 

in organizations. Even the very youngest of readers will have mastered the art of 

figuring out how to get their teachers to give them the grades they need to pursue 

their goals, probably have struggled with tyrannical bosses, or, as volunteers had 

“friends” who “forgot” and i ge. to ae up after the club fair. But ever 

Because all ain us s already have mastered some organizational skills and have 

read some of those popular SEN and management advice books, we all carry 

ved. As the personal consequences for SRR SHORA eeeTneenee Bessie 

more important, our anxiety and distress uals our Pee to IL sate Wes 

F 
ettectivel 
CLICUL VoL . And there i 1S eae to anne when eee organizational aie Other 

people are careless and make mistakes that make you look bad, or team members 

don’t deliver by deadline. And, of course, the people around us also become angry, 

bored, envious, and complacent. No one should ever assume that just a few extra 

Be or kia Hes to be more Se: are all ae 1S Hee to pide. 
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In his 2001 Presidential Address t o the American See Association, 

the social condit ‘human rationality have 

or only about scnaeatagie paeramemicametcsiet million years to . 
develop our emotional intelligence. He says that we “have 

e eit arene 

[Our] ee should be on nthe iaterplay between seer eH enonoute 

ality, not theorizing about the former while ignoring the later, or proposing 

one as the opposite of the other. Attempting to understand human behavior 

as the outcome of rational cognition alone is not only incorrect — it leads 

to fundamental misunderstandings of the human condition.” 

Because organizations are so complex, can defy common sense, and certainly 

are ee many ou our personal Avon and lara iin are 

sonal management fii as xsi as ri t bookshelf of practical advice, is often 

just iliac 

10. sin nd in italics throughout the book. These opin- 
ions ee ee Bre into nee ere on practical organizational problems 

we face in trying to work successfully through organizations. These problems have 

come from executives and experienced MBA students who have been asked to 

describe their biggest organizational challenges, and from the problems addressed in 

popular leadership and management self-help books. 

This book addresses organizational challenges that are useful to both non-man- 

agerial participants and to managers. However, the focus is on managers’ organiza- 

tional challenges. Because managers’ jobs are to run organizations, more of their 

challenges are organizational challenges. But those who are not experienced man- 

agers can still gain much practical organizational knowledge. Most of the information 

— how to get what you want from organizations — 1s useful for anyone working in 

and through organizations. We all want something from organizations, and the things 

we want to Daneel a a make us Hen gtaleas on peo etes see SOLS AL AL OAL 
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WHY ORGANIZATIONAL BEHAVIOR 

ning. Sel Beneeine research identifies aa tests poral 

management opinions, as well as more complex explanations of causes in organi- 

zations. This research uses a wide range of social science methods such as experi- 

ments, surveys, interviews, ena eUoe ‘an SACU SS. to test its Syeisus and 

aes of ean behavior studies focus on arene: out errors. Shishi 

are schooled to be very skeptical, and although this is a virtue, it can make for very 

cul eaiometet even 108 OS Who" care Sans about su errors. ip iaaseme 

debueee are een to ecRiagelit because Seeannery need to come to Aes ons on 

how-we-know in order to conduct useful research. However, it serves no purpose to 

drag those wanting practical organizational knowledge into these disputes. When 

there is no practical application for a line of research, it isn’t mentioned here. 

In addition, some older research addressed management ideas that were popu- 

lar at the time but have since been thoroughly discredited by the research. Unless 

that discredited idea still surfaces as a popular management opinion, there is no rea- 

son to waste the readers’ time with it. This book is not a history of organizational 

behavior scholarship, but an extraction of what is practically useful today from this 

large body of research. 

It is for all of these above reasons that too often, ““That’s academic,” has come 

to popularly mean, “That’s useless.” But research in organizational behavior is not 

useless: you cannot have thousands of smart people thinking carefully and sifting 

evidence for so long trying to learn what does and does not work in organizations 

without producing See ou eee, aaa! see a el vue is SEMI: 
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For example, a new performance management system may solve one organiza- 

tion’s accountability problem, but in another undermine its existing system of 

accountability. 

What is worse, what one company calls, say, a “quality circle program,” 

can be very different in reality from the policies and practices another calls by the 

same name. As a practical matter, such limitations mean that a well-designed 

study can find some circumstances in which a particular management opinion is 

not true, but no one study can ever be the last word. This doesn’t mean we need to 

give up: just because social science is incomplete does not mean that we need to 

reject all of it in favor of our own personal management opinions. Organizational 

behavior research is useful in alerting us to some of the circumstances in which an 

opinion does not apply, and it is useful in fostering a critical stance toward all 

sweeping statements about organizations and management. If you can learn to 

suspect and critically evaluate your own management opinions, assumptions, and 

academic theories from reading this book, that alone will provide a strong basis 

for your organizational success. 

z iE your Oe thoughtful aialgais anidrabuons 

PUTTING ORGANIZATIONAL KNOWLEDGE TO PRACTICAL USE 

The Importance of Organizational Diagnosis 

pate problems, if they cannot be avoided). The key is to bring together your own 
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knowledge with insights from research through your own organizational 

diagnosis. 

eithei 
_ the 

True or False? 

Dont get trapped in 

analysis paralysis 

However, in most ene tinal Nem iS 

pretty quickly self-punishing unless the eration action isn t baratly Recessatyg to 

thir organizations I a 

our own Peonone and those who work there. Organizations are very complex 

social settings, where the reasons for practices and actions often are obscured by 

long chains of policy-practice-personality interactions. Most managers need to 

spend more time seeking understanding of their complex organizational worlds, 

not less. 

pence SO we can eet on with He more interesting work Yet, recall what 

Berge McCall and David Lombardo ON those managers who took the 

time to diagnose and understand each new s 
Others also have found that managers at ha 

Theree is no short cut. To be effective in any particular organization you 

need an accurate understanding of its own pressures and its unique players, in all 

of their nuance and complexity. Although the rest of the book will provide guid- 

ance on where to look, organizational mastery requires a commitment to lifelong 

organizational diagnostic work. 
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Application — Organizational Diagnosis 

¢ Remember the cliché: “When you assume you make an ass of 

you and me.” Become aware of your assumptions and test them. 

¢ Find out how others view the situation. Take them to lunch, and 
pick their brains. Don’t just rely on the same few people, but try ~ 

to find out how many different people see the situation. Social 

‘scientists ; call this triangulation. © 

* Develop alternative explanations. This is called counter- 
factual thinking: seeing things as they might have been or — 

developing multiple different explanations for what happened. 
Those more adept at counter-factual thinking are more effective. _ 

- Know the difference between theory and data. Theory is an 
explanation (“Why” something happened), and data are what — 

actually happened. Too many jump to explanations so quickly 

that they have forgotten the data their theory was supposed to 

explain. Learn to differentiate between 1) what you actually saw, 

2) what people really said, and 3) why you think it happened. 
This is hard to do and will require much practice. 

¢ Do not forget that successful managers need to take action. 

For help getting started try 

http://ww.mindtools.com/pages/article/newhte_04.htm 

Understanding What Drives Success 

Odds are that today’s media darlings, those “excellent” and “innovative” 
companies, will almost certainly be tomorrow’s failures.'” The business press 

knows that readers enjoy reading about the latest new ideas as much as they later 

like to read articles condemning the child-like excitement and mass conformity 

their own articles helped to foster. For example, five years later, the once praised 

“excellent companies” were found to have paid so much attention to their cus- 

tomers that they didn’t notice that those customers were disappearing." Today’s 

ina ev too quickly will be denounced as tomorrow’s foolish fads. 

Aric Ab ison has documented the rise and fall of management fads over the 

sourlss! SERRE: HES seemingly silly behavior actually reflects the anxiety 

nanagers have about the great difficulty and ambiguity of their work.” This book 

cannot make managerial work any less difficult, but it, and disciplined continuous 
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organizational diagnoses, can make it less ambiguous. 

A slavish See of each new trend as FOS ONES in the box 1 1S Sees 

omer BP Worship ¢ of t the latest meee ee HE compa- 

nies” is a inreerons Hane and one that is hard to break; everybody loves celebri- 

ties, and organizational work based on ey Sees a BAERSES Ep guee 

True or False? 

Today's successful companies 
have the secrets to your success. 

much 1 more useful to have a clear ahdememnadine of the organizations and people 

who are critical to your own personal success than it is to have a superficial 

understanding of some air-brushed ideal. 

Finally, the success of some organizations is dependent on the quality and 

focus of their people, but there are other organizations that succeed despite shock- 

ingly poor management of employees. Here the opinions are EELS despite 

the popularity of the opinion that success ease on eae those st 

ee reg e 

Sek ideology i 1S ey for employees: Gee who wieted enmmenseals as re agents 

(no commitments to anyone or anything but themselves) were rated as poorer per- 

formers.'* That is, it seems that the economically trained true believers in people- 

don’t-matter were more likely to lose money on their investment choices: a stock 

tip for the Fe ts astute. 

~* People who feel fairly treated are less likely to steal from their 

employers.'° 

¢ American companies with employees who report that their workplaces 

are friendly, that they have job security, are paid fairly and have oppor- 

tunities are twice as profitable as the average Standard & Poor’s 500 

Largest American companies.” 
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¢ A study of Canadian corporate bankruptcies found that the most com- 

mon reason for the failure of new companies was their managers’ defi- 

cient knowledge of how to manage." 

If people can be so important to organizational success, why have most of 

us seen organizations that somehow seemed to succeed ane (or cua) they 

True or False? 

Competitive success is 

attained through people. 

those customers aa clients may me maith asday Lire or services, they 

ai her real choice. An organization may have a product so much in 

Hemant TE it can survive the disruptions of rapid employee turnover and 

can attract eyes: wus to suifer us seta agi a they could get 

eae Pent there STR 1S ncaa one ae availabled in a partic- 

ular region, and monopsonies (only one buyer of labor) can mistreat their 

employees with impunity because employees have no place to go. Other 

times, failing large organizations can take a long time to die, and their slow 

decay can be painful to everyone. These are examples of the circumstances 

in which attracting competent workers, making sure they are working effec- 

tively, and responding to product and technology changes do not matter to 

organizational success. In those circumstances, employees who are trying to 

do a good job or make the innovations and changes needed to help their 

organizations will not matter. We all want to think we are important to our 

organizations, but our future depends on a brutally honest diagnosis of how 

important our work can ever be to our organizations. 
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Application — Diagnose Whether or not Employees 

Are Critical to an Organization’s Success 

¢ Is much of the work designed around interchangeable employees 

who are easily trained? This occurs in many factories in low wage 

countries. People are not critical to these organizations’ success. 

¢ Is the organization’s success determined by events completely 

outside the control of the people working in them? This is the 

case for many governmental organizations, with tasks, goals and 

budgets set by politicians to serve their political needs. 

Your answers to these questions imply two possible courses of 

action: If people are interchangeable and success is controlled by » 
outsiders, and if the organization has resources to burn, authority is" 

nonexistent, and you enjoy emotionally engaging struggles over 

status symbols, then you might as well stay and enjoy yourself; or 
if people are interchangeable and success is controlled by outsiders 

and if the organization has financial problems, other people have 

real power over you, or you would rather put your energy into pro- 

ductive activities, then you should leave. 

Understanding Irrationality 

The boxed opinion is a very popular one that is dangerous for anyone wishing 

to be successful in organizations. This belief is a result of a misunderstanding of the 

interplay between rationality and emotionality. Because we all can tell tales of out- 

landishly self-damaging acts we have seen at work, it is easy to believe that some 

people in organizations are just plain crazy, and nothing 

Ter ice can be done about it. But think: the large psychoanalytic: 

and clinical psychology industries exist to find the © 
rational in seemingly irrational actions. This is because 

what can on to an observer as irrational (or dys- 

functional to the actor) may be quit | 1e perspective of the person 

_ engaging in the act.” Sometimes the person may not be fully conscious of his or her 
motives, or may be unwilling to acknowledge them, but that does not mean that there 

is no reason for the action at all.2° At work, some may “irrationally” insult others, and 

so damage their own career prospects, but it could be that their need to ase ee 
and frustration, at that time, overwhelmed any long-term calculations. If you think 

hose around you are acting irrationally, you need to s stop using a label t at halts diag 

nosis and start to work at discovering what: rewards they may sein ther actions, 
Calling someone at work crazy. may feel good, but it does not help to mo tive- 

_ ly manage the situation. People do those crazy things for a reason, and ae we call 

People are irrational. 
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them crazy, we stop looking for that reason. 

How to find that reason? The lesson of a hundred years of research in clinical 

psychology suggests that it doesn’t matter that you might be correct that the behavior 

actually is dysfunctional and the other person is really hurting him or herself. If you 

want to change the behavior, or work around it, you need to discover what its reward 

is to the person doing it. 

Application — Why Are They Doing That? 

* Ask the seemingly irrational person what his or her. 
‘Sometimes it is as simple as the person having a wrong, a , 

_ about how to get things done in your organization. Sometimes 
people have mistaken theories about what is rewarded and pun- 

ished in their organizations, and so they can be helped with more 

accurate information. 

* Of course, people are not always willing to admit to themselves - 
(let alone to others) why they do certain things. If they are ; 

unaware, it could be that their actions serve as defense mech- 
anisms, helping them to avoid facing something even more 

painful.” If the problem is persistent in the face of clear, accurate 

information about organizational rewards and punishments, don’t 

assume you can change rigidly defensive behavior on your own; 

professional help is needed. However, there are mild, everyday 

versions of such ego defensive actions at work. For example, a 

person might be unwilling to admit that his aggressive behavior 

toward colleagues in meetings stems from his resentment at their 

perceived disdain of him. These behaviors are not compulsively 

driven, but emotions are involved. If you find that someone’s 

actions have a significant emotional component, do not treat it as 

a wrong-theory problem (first point above). That is, don’t keep 

repetitively providing information or lecturing the person about 

the dysfunctions of the behavior; if information didn’t work the 

first time, why would it work the fifth time? If emotion is — 
srpmparrsnerser triennial behavior will not change until the’ 

is addressed. Some tips for working with emotionally 

driven actions appear in Chapters 4 and 5. 

¢ If you do not know what the perceived reward is for the actions, 

find out. Make an effort. “Crazy people” can cause a lot of trouble 

if you do not understand why they are acting this way. And 

remember the next time you hear someone declare that someone 

else is crazy or irrational, what they are really saying is, “I don’t 

want to bother understanding this person.” 
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Understanding Organizations 

Understanding others’ motives, perceptions, hopes, and fears is not enough 

by itself for organizational success, and a myopic eee on itc can ee a dangerous 

True or False? 

if 1 can just figure out these | «work th te) % Clinical PET rane a great 
people, I will be successful. Heel Bf Sone but it is insight designed to help 

those who are unhappy or Seen penlebge 

Our organizational actions are heavily influenced by our organizational cir- 

cumstances. What is rewarded in this organization? What is measured and careful- 

ly monitored? What kinds of people does the organization hire? After all, selection 

systems, incentives and controls are all designed to get people to do organization- 

ally useful things. If it were only a question of the individual psychology of peo- 

ple, none of these incentive systems, policies and controls would be needed. 

Clinical psychology developed to treat people who find that their psychological 

problems overwhelm the specifics of their settings, and so psychologists have 

LOCHSCGH on piace Rice nee ae jessica ae 

Organizations are constructed settings designed to produce certain desired 

actions in others. People with particular skills, attitudes and values are selected; 

incentive systems are created to encourage some actions while discouraging oth- 

ers; sophisticated accountability systems and cultures are developed to ensure that 

the people in organizations do not go astray, and people are shunned or expelled if 

their actions fall short. Organizations are carefully crafted and constantly adjusted, 

staffed by people who are expected to best respond to the incentives the particular 

organization can provide. Those who delight in trying to psychoanalyze everyone 

they meet, while ignoring what is selected, measured, rewarded, and punished in 

that jean zaborye are not Boing to Be great goes successful managers. 

though insights intc 3” the : 1 be use and 1 1S path 

entertaining) ns ‘dominate organizational diagnoses. 
ions dif; icult and cannot be ignored. The f owin 1apters v ill )ro- 



Why Organizational Behavior 

Key Words 

Management opinions 

Organizational behavior 

Organizational diagnosis 

Triangulation 

Ns) 

Counter-factual thinking 

Theory and data 

Irrational 

Defense mechanisms 



RU yeste) gt ben 4 nas cabot ine a 

rt nts ceie eS ae 
a ae , i. ad . Aieee Ot (aie Yaris | ‘ip tyssa ae MS 

| oe. . rly ip els ire 
| ae YT Cis wi) | f POLST LINE eiagrnel 

7 ; 6 te “il e ) ree satingrendgaly & 

| | ee pa gS? 
ved iA ¥ 6 AV 

' — Wn ee ae 
f , | 

as ali naa nap kph elt hel 
a ye ee er Oe Janeomaed eee 4 

by oe Age 8 11 Ue OORT Tt AF @ hye) “eee gee \ems eh eal : 

ee Te ng ee Ce Pee year» Od pom ie aa ee fe 7 

naa we Shae 
f3 d ‘ ee r ‘i yah qi 

: il 7 io j mit 7 

(A ' iy: ey ey | 

; 5 mrs 7? euigia - P 

ar oad, Pere ee na 
le, ern j; ail ig sigh rely he vhs riety ¥ aaa Oe ee : 

Sia id vet osu A wast? 9046 we Ad aad Pullin aye. tie peas ryote 

PUENSI SR MTL TIA reve beer Ga Oe ie ager iT] i] a be ; a ul aT yrs os ; 

nw tows 9 soe Pitta ied arin? ie pita. te dairetn ¢ iP ner 

Ree rS TAR MID ‘Ne bo ie he Sah OF wnt . : 

; " oe y «BOM Ph SAY COG “A ey 7 : | 

pouipeds pen “RATE Tw ia Nieis : ; 

‘ ae ro yh v4 ton ph) Pon age ot rr uk aid 

oe gov tpt (Oe vir _ ah ene 

£5 isemineagento a e i 
7 is i sme pone ¢ 

7 Py pine “2,¥) PB ey viet sey 

evens sfebidiew Mek 

| i eiliy by caiedere al 

bg ek agar id oie 
ey atte ads 

a in 
isi | 

ny DVOVE ge Peet my 

ier ikeahaye et ah 
endimaciaietu . 

ay sinh 

vie. — 
; ; ah roe 

aoe welt wane F ec Wad 

preiriebec try 
1 yi tera 

7 Fa adden 4 ea, nae nora 

ve aif we 

> 

sie Mena 



2 

Why Managers? 

rganizations are managers’ work, yet there seems to be great confusion about 

what the manager’s job involves, even among those who have been doing it 

for years. We know that engineers design new machines, accountants compile 

accounts, and waiters wait on tables, 

s. It concludes by 

looking at a few common misperceptions about management. 

ORGANIZATIONAL DEMANDS 

Organizations are very demanding, and too few really ever master them. ‘While the * 

Even clever fifty-year olds find 

organizational mastery daunting.\Organizations 

‘are complex and make demands that are not’ 
‘always"obviousy A brief summary of those 

demands follows. 

True or False? 

Everything I need to know 
I learned in kindergarten. 
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Performance Pressures 

‘ formatice pressures! Whether it is a quality product that must be delivered on time 
or a needed medicine kept in stock so a patient won’t die waiting for its delivery, 

performance matters. These performance pressures cannot be eliminated by good 

manners and wishful thinking. Even, when everyone understands what is required 

agrees on what needs to be done and when every single person works with good 

will and the best of intentions, Deen work is hard parr 

Divided Perceptions 

Rapa ts oun great efficiencies from division of labor, but division of » 

SBOE s. For Sen ina venta Rate! ere’ are different mee aT! 

ists to create a single garment: designers, pattern makers, textile designers, pattern 

cutters, sewers, and so on. Virtually all organizations divide tasks because this 

division allows individuals to develop specialized expertise (and so better per- 

formance) as well as allowing the more efficient use of materials and equipment 

(and so reducing costs).* But divided tasks mean dividéd information and differing» 
“ perceptions of goals and priorities. Increasing division of labor leads to diverging: 
“incentives for those doing the work and increasingly disparate cultures over time. 
Any one of those can create organizational dysfunctions severe enough to swamp _ 

‘ment to prevent organizations from collapsing in disarray 

Dependence of All on Each One 

‘Division of labor also has the effect of creating greater systemic inter= 

“dependence; orthe dependence of allonany one. Without division of labor, 
each person could work independently, so that if a few could not perform their 

tasks, the rest could still do theirs and the organization would still produce. 

However, when an organization’s work is divided into separate tasks, with every- 
one dependent on others, a'failure’in’any one component'makes organization(or 
‘System) failure more likely.’For example, if one group of programmers develops a 
new software program together, any one of them could de-bug it, reducing the 

group’s dependence on any one programmer. However, if each programmer has 

specialized on only one part of the program and one of them leaves the company, 

it could put the entire program at risk. As organizations grow to take advantages 

of economies of scale and market power, division of labor and specialization 

increase, thus increasing systemic interdependence. Systemic interdependence , 
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makes the management of those interdependent components critical to organiza- 

‘tional survival. 

As organizations succeed and grow, they create divisions and specializations © 

that must be coordinated across the organization and must adjust to changes from 

new technologies and market8. Different organizational designs can reduce the dys-. 

functions arising from divided information, goals, incentives, and cultures and inter- 

dependence despite differing needs for innovation, speed, and quality. However, 

organization design alone is never sufficient, nor can it be designed once and for all. 

Managers are needed to cope with the unexpected — someone calls in sick, a com- » 

petitor’s new product is more attractive to customers, interest rates have increased 

— all these and more require organizations to adjust. Managers are the crucial 

means by which the organizational left hand can know what the right hand is doing. 

And the knowledge, skills and stamina needed to manage others in divided perform- 

ance—pressed organizations is not something that can be learned in kindergarten. 

Graduate MBA programs struggle to impart such skills. 

MANAGERS’ WORK 

Managers take responsibility for the performance of their groups or organizations, 

as well as coordinate with other groups, organizations, and the environment. They 

make sure that the organization continues to pro- : 

duce what is needed as technologies, markets and ‘ Paiiopiraice? 

governments: change:.So the boxed popular opin- 

ion is false — managerial work is very real. The* I don t do any real work; 

‘managerial job is not as concrete as hammer- I'm a manager. 

ing a nail, removing an appendix, or floating a 

bond issue; but very few concrete tasks could be done without the organizational 

infrastructure managers create and maintain. How exactly do managers do that? 

We now have several decades of research on what it is, exactly, that managers 

really do and why. 

Constant Communication about What Is Happening Now 

‘How do managers keep organizations together? First, we know that man-. 

-agers spend most of their time doing this in face-to-face communication with: 

vother people All who have studied managerial activities in a wide variety of 

industries and countries have found that managers prefer the current and.immedi- 

-ate to the old: They want face-to-face communication rather than telephone con- 
versations, the telephone over meetings, and meetings over written reports. As 

Henry Mintzberg noted, «managerial preference is for the most current, immediate 

‘information, and that usually comes from direct personal contact. This makes 

sense. If managers are to adjust and coordinate, they need to gather current infor- 

mation from many different sources, and the most current information comes from 
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other people reporting on what is happening now. If they are to make sure their 

organizations anticipate and respond to rapidly changing events, they need to con- 

stantly monitor what is going on. Anything unexpected or important in a formal 

report should have been communicated long before its publication date. 

Never-ending Demands 

Henry Mintzberg® and others emphasize that managers work at an unrelent- 

ing pace. It is not so much that they work long hours, but that theyidolsommanyes 

Gigi ea PNESRaRMAickiszoneeattentinesninen Even Chief Executive Officers, 
who are assumed to spend more time taking the long view, were found to never 

have a break — the brief times before formal meetings were consumed with infor- 

mal exchanges of information, and the few times that these executives were not 

scheduled, their subordinate executives would swoop in with crises and problems. 

There is always more information to gather, more people to consult, or another 
“fire that must be put out. Because managers’ work is never done, they are always” 

: leat 1 

Bewildering Variety 

M al | Bu Laee war mnnee pimniuanietaal i 

Robert Guest found that the factory foremen he studied did between 237 and 1073 

different tasks each day!® Henry Mintzberg’s Chief Executives’ phone calls averaged 

only six minutes, unscheduled meetings twelve minutes, with half of their observed 

activities completed in less than nine minutes. Avstudyiof 160'Britishtmanagers™, 

“observed over a four week period found that these managers had only nine periods , 
‘at work when they went a half-hour without being interrupted.’ Managers’ days are 
filled with countless different tasks, each one on the heels of the other. Managers 

could go from a tough budgetary battle to a party thanking a retiring employee, and 

there be grabbed by two other people who wanted to provide a brief update or warn 

of a looming problem.(Becausemmianagers are responsible for knowing anything'that® 

“Furthermore, they are constantly learning of things that may have strategic implica- 
“tions or affect their peers and employees. This means they not only receive a lot of” 

qcurrentinformation;they¢need'toypass'along informationstips and rumors to others 
who might need to act on it. 

There is some variation in managerial work at differing hierarchical levels 

and in differing industrial sectors. Evidence suggests that the larger the organization, 

the less time chief executives spend on the formal managerial activities involved in 

operational control; instead they spend more time in formal meetings and with a 

wide ranging network of external contacts.**Becauseitheichiéfiexécutives of larsere 

In addition, larg- 

er organizations are more visible and more economically important to outsiders, and 
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so their executives are more likely to be concerned with community and political 

matters, whether executives welcome these tasks or not.’ Similarly, managers in 

- governmental organizations face complex interest group pressures, and so their deci-. 

‘sions must be made cautiously. This means governmental managers must be more » 

. focused on outside activities than their private-sector counterparts." 

The Method in this Madness 

Despite the variations, all managerial jobs can look a lot like chaos, and | 

_ there is a long history of those from the sedate and measured worlds of profes- 

sional work who take managerial jobs only to get blind-sided by this torrent''. Far 

too many new managers assume that the fragmentation, pace and constant inter- 

ruptions are a result of faulty management or disorganization, and that if only 

things were planned better, job descriptions made clearer, and everyone around 

them a little more disciplined, this “incompetence” would disappear, and they 

could get on with their real jobs. Although their frustration and exhaustion are 

understandable, this diagnosis is seriously amiss. 

Managers exist to gather information and adjust their organizations 

(upward, laterally, and downward) in response to that information. Managers’ 

work is to meet with peers, supervising managers, and outsiders to gather informa- 

tion that may suggest a change needed in their own group or organization. They 

must gather information from their own employees that might suggest a change 

with larger strategic significance, and they will need to persuasively relay all of 

this to those who can make such decisions. What is more; managers must spend 

the time necessary to earn the trust of the many others from whom they might 

‘learn the subtle, informal information that no sensible person would ever put in a 

vformalireport. Managers need to spend a lot of time with other people, sometimes 

doing things that don’t look like real work but that are necessary to keeping vital 

information flowing. The work is not orderly and structured, but that doesn’t mean 

‘it cannot be competent and thoughtful. 

The managerial job is to put the pieces back together again, with the pieces 

themselves ambiguous and constantly changingSuch work requires constant 

attention, seeking to get information that is partial, biased and confused from other 
people. And anytime a disruption occurs — a key employee quits, a new product 

is placing unexpected strain on the accounting department, or a machine has bro- 

ken down causing a delay for the customer who generates 60% of your revenue — 

everything else must be dropped to make sure the emergency is addressed. 

Certainly, some of these emergencies may have been avoided, and managers need 

to be constantly searching for organizational or policy solutions that will routinize 

those tasks that can be routinized. Nevertheless, the work of managersissto:con- 

stantly gather any and all information that may help the organization and to man- . 

.age the unexpected. No systems or amount of planning can remove the unexpect- 

ed, and managing the unexpected is managers’ work. » 



2a REAL RESEARCH FOR REAL MANAGERS 

Application — Will I Be Happy as a Manager? 

“others; it will’show. This doesn’t mean managers have to be gregari- 

ous people persons; sincerity is important to building trust, and a lit- 

tle well-meaning social awkwardness can be charming. 

“weak performers. This is difficult for anyone to do but particularly 
for those who really value being part of a warm friendly group. 

ion? Does unfinished business get 

cade vo - skin? ? Tose who have staid the personalities of su, 

washi@veriant. ora Shei Heeire to nate at difficult ret 

were Mes successful ose: " It seems that the managerial job 1s* 

Those who 

enjoy making things happen will enjoy doing managerial work. 

tion, or a strong capacity for self-control, have been the most suc- 
cessful managersy” Managers must represent their group or organi- 

zation, and so the job is one of inherent conflict with others. Those 

who can make their own best case and help others to change their 

behavior without losing their tempers will be more successful man- 

agers than those who cannot. 
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WHAT EFFECTIVE MANAGERS DO 

There has long been interest in describing what managers actually do.“THE boxy» 

‘tistssHenrisFayol’s 1916 managerial tasks: In the years since then, hundreds of 
books have further refined his original 

list, adding and subtracting — usually Trica tale? 

adding —— managerial tasks. But as was | 
noted long ago, these really are just the Effective managers plan, organize, 

coordinate, and control. vague objectives of managerial work, 

ways of naming what neces to be 

PR = . 

control, ath iS, ree sure that the oaitial products 0 or services expected ft on 

their groups or organizations are delivered. But tl ere Ov 

Should managers require daily om 

hourly) reports? Should managers manage by walking around” and personally 

inspecting the work? Should managers hold weekly staff meetings? Keep up infor- 

mal channels of communication? Or some combination of those? Those are just 

some of the many ways managers might control, and depending on the work and 

the people doing it, some combinations of them will be more effective than others. 

Yof'American organizations in manufacturing, retailing, hospitals, financial institu- 
tions and government agencies. Managers’ tasks were divided into twelve more- 

ese aay oes a eit taneereeennr rr eer ers 
) | 7 s, Their 

activities ra mee of at sve mataeeria performance in each of the activ- 

ities are listed in the following table.” 



24 REAL RESEARCH FOR REAL MANAGERS 

Managerial Activities from the Most to Least 
Important to Managerial Effectiveness 

Activity Highly Effective Examples 

1.Exchanging Routine Information Every week has a scheduled meeting 

with subordinates, shares ideas and 

leads a discussion of new methods 

and procedures 

2. Handling Paperwork Prepares daily, weekly, and monthly 

reports, which include cost reports and 

comparisons with past records 

and activities 

3. Motivating/Reinforcing Immediately compliments a subordi- 

nate who handles an irate 

customer/client very well 

4. Disciplining/Punishing Writes a reprimand, sends copies to 

the employee and the personnel file, 

and uses this information in determin- 

ing the employee’s annual 

wage increase 

5. Managing Conflict Talks face-to-face with two employees 

whose functions overlap when one of 

them believes the other receives too 

much recognition or salary, listens to 

both, and sorts out the facts 

6. Staffing When filling a position, considers in- 

house personnel for promotion, 

reviews outside applications, holds 

interviews, reviews information and 

makes the selection decision 

7. Training & Developing Coaches the staff on necessary work 

processes, organizes presentations of 

procedures, and involves the staff in 

practical training exercises 
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8. Planning Sets goals and then holds face-to-face 

meetings with workers, giving specific 

instructions, review dates, and deadlines 

9. Decision-making Reads all facts related to a problem or 

issue and discusses the facts with 

others involved. 

10. Controlling Makes personal visits to work areas in 

different departments or units on a 

scheduled basis to check on work 

progress and compares summaries or 

employees’ performance to standards 

11. Interacts with Outsiders Handles customer/client relations with 

other organizations in the industry and 

meets with members of clubs important 

to the organization 

12. Socializing/Politicking Entertains top-level managers in the 

organization, such as playing tennis or 

going fishing with them 

can be seen, exchanging routine information, particularly with their employees, 

was the activity that best characterized the most effective managers. Second in 

importance was the completion of paperwork that is so critical to organizations’ 

control and accountability systems. Next in importance are the activities of moti- 

vating, disciplining, managing conflict, staffing and training. Planning, decision- 

making, and controlling trailed, with the activities of socializing with outsiders 

being the least characteristic of effective managers in these studies. In another 

study, Ben Schneider found that those managers who made sure their employees 

had the facilities, tools, and training needed to do their jobs well produced better 

organizational performance.” 

If it is the 

managerial job to gather and disperse information, then those who do more of that 

will be more effective! Similarly, if managers must manage emergencies and » 
adjust their organizations to enhance performance, they will need to spend time + 
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Application — Become a More Effective 
Manager 

Set aside regular times for informal information exchange. 

These can be lunches or coffee breaks, but they should be regu- 

lar and frequent enough to make everyone feel comfortable 

about speaking up. 

Set aside regular times for formal information exchange (for 

example, staff or project meetings). These will become more 

frequent as new information that affects others’ work and prior- 

ities is generated more quickly. Organizations facing rapid 

changes might have daily meetings, but even the most sedate 

workplaces should have informational meetings at least several 

times a year. 

Do your paperwork on time. Paperwork seems like a waste of 

time because it is not done for the person completing it. 

Nevertheless, reports and forms are part of the organization’s 

control system, and so are often the only way a manager is vis- 

ible to other important people in the organization. Anything 

important to your bosses and their staff should be a priority to 

you: effective managers know that making other people’s jobs 

more difficult is not the way to win friends, and company 

accountants and budget officers can be valuable friends. 

Remember, paperwork is necessary to higher level executives’ 

own accountability, and you will be judged by how reliably and 

completely you do it. 
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WHAT SUCCESSFUL MANAGERS DO 

> Mmostimportant.contributions of the research of Fred Luthans and his: 

see eto was its Sinan the tasks that effective managers (those 

who have satisfied, committed subordinates producing good organizational results) 

do and the tasks that successful managers | 

(those who were promoted more quickly) do. 

They found that the widely held opinion in this 
True or False? 

box is a perilous misdiagnosis of what success- To be a successful manager, 

ful managers actually are doing.”! They found” it is more important to kiss 
that the most successful managers allocated up to your bosses than it ts 

their time among their tasks differently than'the’ | %0 Produce good results. 
“most effective managers. 

Networking 

» The biggest difference was in the two least effective managerial activities of 

» interacting with outsiders and socializing/politicking. By contrast, these were the 
‘dominant activities of the most successful managers: The most successful mangers 

spent 48% of their time on networking activities whereas the most effective man- 

wagers spent only 11% of their time with outsiders, peers and their bosses. "Does 

this mean that kissing up really does matter more to managerial success than pro- 

ducing results? 

Not necessarily. First, let’s look more closely at what networking activi- 

ties are. These include joking around, chit chat, discussing rumors, complaining, 

and seeking to influence. dn other words, networking activities are nurturing per 

' sonal relationships with othérs, and if those others are important to the organiza- 

tion, this work can be critical. These relationships can help the manager’s group or 
‘organization in several ways. First, this is how managers hear about those infot- 

malmatters,that:cannot/be put into reports: Examples include pending changes, 

who is really influential, and what important people like and dislike. This kind of 

information can be invaluable in helping an organization to adjust to change.«For, 

vexample, hearing informally of a coming 4% budget cut could give departmental 

‘managers the time to analyze their budgets and propose cutting the 4% in ways _ 

that do the least damage to their own departments’ performance. 

Networking and Power 

‘In addition, this kind of informal interaction is how power is built. Power 

‘is the ability to get others to do things they otherwise would not do. ‘Managers 

‘need power to protect their groups or organizations, to get the resources they need 

to complete their tasks, and protect them from disruptive demands. Power is criti- 

éaltoumanagerial'success,,and the higher the managerial level in large organiza- 

tions, the more amassing power and informal influence becomes the critical mana- 



28 REAL RESEARCH FOR REAL MANAGERS 

gerial activity.” 

‘kinds of people — customers, clients, bankers and politicians, among many oth- 

ers. Those who can competently supervise technical work but cannot build 

alliances and the trust of those outside their own group are signaling that they are 

not t going to be able to ene the tasks ped uiteds in UE RETIE YS siamo jobs. 

itive job sone course, Be sen nan si noutielciete can th rer for itis 

ee, at the expense of others or the organization, but because these manageri- 

al skills are so necessary to organizational performance, their demonstration tends 
to attract attention. 

BEING BOTH EFFECTIVE AND SUCCESSFUL 

lation, managing subordinates, iety , yities So it cecal can ene 

re Fred TURE and He eines set isine that it rarely was done in the 

organizations they studied. Is it really this bad? Can so few managers be both 

effective and successful? Although the importance of networking to executives’ 

managerial performance is clear, do all organizations place such a low value on 

the performance-critical managerial activities of exchanging information and man- 

aging employees? The answer to this question seems to depend on the differing 

demands on differing organizations, and so the demands on the managers respon- 

sible for their organizations. There are some grounds for thinking that some organ- 

izations value managerial effectiveness more (and some value it less) than the 

organizations in the study. 

DEMANDS FOR ORGANIZATIONAL EFFECTIVENESS AND 
MANAGERIAL SUCCESS 

We know that this study’s organizations were large and that executives in large 

organizations may find it particularly difficult to differentiate between effective 

and ineffective networkers. What could account for their neglect/of the:more», 
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of his superiors in General Motors from the 1970s” and the description of Chief 

Executive Officer Ross Johnson’s personally disastrous loss of control of RJR 

Nabisco in 1988. John De Lorean describes an organization in which promotions, 

were'given to the least-obvious-choice (the manager whose previous per- 

formance would lead observers to name any number of better qualified and pre- 

pared alternatives). He*suggested that this»was: because'the obvious choices for 

promotion, (the more effective manager)»would believe that they earned, the pro- 

motion by their own performance and so would not feel beholden to anyone else. 
By contrast, the least-obvious-choice knew to whom (not to what) they owed their . 

_ success and so would act as a loyal servant of the one who promoted them. De 

Lorean reported that only rarely would an effective manager be promoted in the 

General Motors he knew. Simularly; RJR Nabisco’s Ross Johnson was described as 

someone who always focused on keeping his superiors (and immediate subordi- 

nates) jolly through extensive socializing, corporate-jet supported golf excursions, 

wand»the:like, He was so confident in his networking skills that he could not recog- 

nize his own ineffectiveness in the very different business of contested leveraged 

buy-outs that cost him his job. 

What did General Motors and RJR Nabisco share that would seem to make 

managerial effectiveness so unimportant to career success? One obvious answer is 

their lack of competitive pressures from organizational rivals. At that time, both: 

.companies, were very large oligopolies, ‘meaning that they were the dominant players 

among a few companies, in industries with a built-in demand from millions of con- 

sumers, who either had few other options for necessary transportation or were 

addicted to tobacco.\Companies in oligopolies do not seek to aggressively compete 

because larger profits are available for all through forbearance and (however implic- 

) ination.” And, of course, ownership was dispersed among many thousands 

OR Aitereataannse for both companies, so there was no single owner with enough « 

_power over management to compel these executives to maximize profits. If there are 

“not compelling demands on organizations to more effectively compete or maximize 

profits, we can hardly expect their managers, or anyone else, to voluntarily put 

themselves under unforgiving pressure to be effective. What is valued in managers’ 

organizations without tough performance pressure will vary — it might be the abili- 

ty to entertain and to protect superiors as happened in the old RJR Nabisco and 

General Motors, but it could also be lavish services for clients or employees. Timany 

case, without harsh, unrelenting demands on the organizations to be effective, we ° 

would not expect to see managerial effectiveness rewarded. Organizational demands 
differ, and an accurate diagnosis of our own organization’s demands are a useful © 

‘guide to which managerial activities will really be valued. 
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Application — Will Effective Managerial 
Performance Be Appreciated in this 
Organization? 

All managers in every organization think they are pressured to per- 

form, but such pressures are really a matter of degree. Below are, 

Do clients wait in long lines, or do customers have to wait for 

back ordered items? For example,poor client service is common 
in state agencies and schools because the elected officials like to 

promise more services than they like to raise taxes to pay for. 

Many political officials welcome the opportunity to shift blame 

to “ineffective bureaucrats.” 

¢ (Are expenses lavish? Examples include publicly traded firms 
with company jets, winter meetings held in Caribbean resorts, or 

expensive art on the walls. If you work for such a company and 

think these are required motivators, please visit any technology 

company with eighteen-month product life-cycles. You will see 

many brilliant, highly motivated people working punishing hours 

in crowded open offices. 

Do managers find it easier to work around problem employees 

and departments rather than solve the performance problem? 

Additional employees and a proliferation of committees and 

departments are not as much fun as art and jets, but they are just 

as wasteful. 

COMMON MANAGERIAL MISCONCEPTIONS 

‘One of the most insulting common managerial misconceptions is the distinction - 

«(that mere managers do)iThese pernicious distinctions are illustrated with the pre- 
sumed differences in the time perspectives of managers and leaders. 
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The Importance of Crisis Management 

Managers manage the unexpected, which makes effective crisis manage- 

ment an important responsibility. This boxed popular opinion disparages managers 

by implication; 

True or False? 

words: leaders are good, they have vision and 
inspire; managers are bad, they just focus on opera- Leaders have a 

tions. Actually, in some other languages the mean- ~ long-range perspective. 

forward looking and modern.” So, rather than manipulation-by-name-calling, what 

AACR eN 

line supervisors negotiated delivery dates.”” Yet in 

In conclusion, having a long- 

range perspective is a responsibility of some managerial jobs but not all. 

Nevertheless, all managers face a crush of events impinging on their atten- 

tion. All managers must drop other tasks to resolve crises that can be critical to 

organizational survival. For example, the Chief Executive Officer of Johnson and 

Johnson was widely praised for his direct management of the Tylenol poisoning 

crisis in the late 1980’s, and his actions are now taught in business cases.*! 

Running as fast as you can and fighting fires effectively is the critical contribution 

that managers make to their organizations. No beautiful long range vision ever 

amounted to anything without someone to manage the endeavor. 
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Application — More Effective Crisis Management” 

Have crisis plans in place so that rapid decisions can be made 

and quickly communicated to the affected parties. 

Don’t try to minimize a bad situation; communicate all the bad 

news at once, rather than let it continue to come out in pieces. 

Conduct regular audits to identify vulnerabilities. Benchmark 

your practices against peers. 

If crises seem to be repetitive, for example, arising because the 

same employees are repeatedly ineffective, then this is a per- 

formance problem that must be addressed. 

If crises seem to be repetitive, arising because other people in 

the organization do not consider how their actions will affect 

your group, then this is a problem of insufficient managerial 

influence. 

The Importance of the Work 

Managers’ most important job is to assume responsibility for the performance 

<at.'So this boxed opinion is the wishful thinking of narcissistic employees. People 

know that theif bosses are not their mothers» or 
True or False? example, employees know that if they do not have 

the resources they need to do their work, their 

manager’s most important job is to make sure that 

those who control those resources provide them. 

That is why 

Managers’ most important 

job is to be sensitive to 

their employees’ needs. 

The are arenrenes of managers’ ability to get resources for their group 

or organization is reflected in th 

_Managerialsuccess.,In a study tracking managers at American Telephone and 
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Telegraph over sixteen years, those managers with higher needs for power consis- 
tently outperformed other managers.™ df one of the most important jobs of man- 

employees appreciate and value influential managers, reporting better team spirit 

and a clearer understanding of organizational demands when working for man- 

agers who had higher personal needs for power.* 

Finally, it isn’t just that being hyper-responsive to employees’ needs can 

distract from spain priorities, amanages who se ther ohs a sponding to 

equuEneNTSRENeizatiompeniomntey After all, eTlOves: ae status needs, 
and everyone enjoys interacting with those with higher status.*° There are always 

those employees who are happy to take every daily complaint to a willing ear, 

especially if that willing ear has higher status. “Advising managers that their most 

‘important task is to be sensitive to employees’ needs does not help managers di S- 

Trying to meet these latter needs can consume managers’ 

valuable time without doing anything to support the group or organization’s per- 

formance. There are only so many hours in a day, and managers have an infinite 

set of demands on their time. Role overload (responsible for too much work) » 
1 7 

Those who also try to take the very considerable time necessary to listen to all 

complaints and strive to meet all of their employees’ personal as well professional 

needs are probably not spending the time they should in networking with all of 

those others on whom the performance of their group depends. Although building 

trust and confidence requires spending time in chit chat and listening to others’ 

gossip and complaints, judgments must be made about when this becomes so time 

consuming that performance suffers “Asfewsideas that might help to sustain rela-) 
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Application — Manage Your Time with 
Employees 

Set aside specific times for chit chat, gossip and listening to 

complaints. Explicitly social settings are best; Japanese man- 

agers have perfected the after-work drinking party as a place 

where honest feedback and complaints can be spoken under the 

shield of drunkenness. Settings that allow brief stops and pro- 

vide the ability to leave when you want are ideal. 

If you are invited to company farewells, birthdays, and other 

occasions, try to stop by, even if it is only for a brief “congrat- 

ulations.” It takes very little time to honor and respect others, 

and it is easy to leave these events after a brief time. 

Put a clock you can see directly behind the shoulder of guests 

seated in your office. If a guest begins a long-winded com- 

plaint, apologize, say you promised to get back to someone at 

[whatever time it is right now], and apologize the person out of 

your office. 

“attention. You will be better appreciated if you give people 
your full attention for only a couple of minutes than if you give 

them more time but then fidget, look at your watch, and in 

other ways signal that you are not interested in what they are 

saying. In the workplace it really is quality time, not quantity, 
that matters. 

The Importance of Accountability 

‘Contrary to the boxed popular management opinion, closely watching employees 

can become a self-fulfilling prophecy of ever-esca- 

lating perfunctory effort, resentmen True or False? 

Employees will slack off 

if they are not watched. 

hen we recognize that time spent 

watching other people is time not spent on those information exchanges and net- 

working activities that make managers more effective and successful, we can see 
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that the costs of constant surveillance are high indeed. 

Every person doing organizational work must be accountable, and there must 

always be some way of assessing performance. But this does not need to be 

through direct personal surveillance. 

tts} than personally from 

«move. Professional management means using formal controls such as tracking 

reports, status reports, and output information sent via email rather than orally. 

The forms will vary with the tasks to be performed; the management of employee 

accountability is discussed in more detail in Chapter 5. 

Managing Is Good for Your Health 

So far, this chapter has been a long catalogue of cautions and warnings 

about the very challenging b) 

crises and frustrations. Now for some good news for a change: Managerial respon- 
sibilities may be stressful for many, but contrary to the boxed opinion, this job is 

actually good for your health.*’Research covering “ 

True or False? 

Managerial stress 

have vies een. health sme ee longer than leads to heart attacks. 
those doing front-line work; middle managers live 

longer than supervisors, and chief executive officers live the longest of all. This 

does not seem to be a matter of access to better health care, but is the result of the 

greater autonomy and control over their working lives that come with increasing 

managerial responsibilities.*! And apparently the greater social status and esteem 

that go with more important jobs also lead to better health and longer lives. The 

managerial job may be difficult and frustrating, but once mastered, it provides 

more opportunities to pick your assignments, accomplish your work in the ways 
you would prefer, and bask in all of the advantages of higher status. 

So mastering organizations not only 

helps you achieve your ambitious goals, it is good for you. 
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Implications for Managing Managers 

VY Don’t be a pest to your boss. Managers are overloaded and 

time pressured. Whenever you talk to a manager, make it 

short and to the point. 

In the North ssitgnon cultural context, ascent sk 

| lutions OF ¢ course, you may LER since information 

He so your own solutions may not be the best ones, but they 

will initiate a problem- Soh discussion. In sas case, you 

will not be sae of upwe elegation r 

Other eras pes Stet Renanicr with nee now before 

you go. 

Even if your manager does not ask you for written reports of 

milestones and objectives achieved, provide them at least once 

a year. This will help you to remember all that you have 

accomplished and can provide an early opportunity to learn if 

you and your boss do not agree on your objectives. 

If your organization does provide formal milestones and 

objectives for your job, do not submit reports on different 

objectives (that you think should be considered in your evalu- 

ation). This is a strong signal to everyone that you are stub- 

bornly refusing to do the job you were hired to do or are try- 

ing to avoid accountability for poor performance, and it 

throws away any chance you might have had to later plead 

misunderstanding. 

Many managers have a high need to exercise power. Don’t let 

your own desire to feel in control lead you to unnecessarily 

rob managers of one of their few pleasures. Remember that 

those who are better at activity inhibition are more successful 

in organizations.” Let a manager tell you what to do every 

now and then; you won’t regret it. 
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How to Hire 

nyone who has hired the wrong person will tell you thatéhiring is one of the ’ 
A Geenraeennnemcnanens The wrong person in a job can 
be devastating. It is hard to imagine anything more costly: for the employee it can 

be an overwhelming career derailment; co-workers resent having to carry the extra 

work, and managers become frustrated with the countless hours of performance 

counseling and paperwork needed to remove an employee. 

elect; It seems that 

find the right per- just when it is most important to spend the time it will take to 
son, 4 ~ = ’ ; , - ay . oe : a - 1 

ible.' Fortunately, there is extensive research addressing 

these organizational challenges, and this chapter will introduce these ideas. 

IDENTIFYING THE BEST PERSON FOR YOUR JOB 

True or False? 

t. This boxed opinion is fine in 

the abstract, but it is useless as practical advice. Some success- 
Hire the best. 
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ful companies, such as 

people they can find,’ whereas a leading American airline, Southwestern Airlines, 

pied that it secks SE who share its values and attitudes. ——- 

er aa ee the best eee as ee are company leaders 

who have been asked the secret of their success. Systematic organizational behavior 

research can help us sort out these conflicts. 

Hiring for Organizational Fit 

This 1S ee working with nes who 

wear peel nike MORES is selecting neon oa me you ¢ com tis not 

people who are better performers, a dangerous practice that will be explored in more 

detail later in the chapter. 

Hiring the Right Personality 

If fit is not the best determinant of performance, then do the better performing 

employees have certain character traits or personalities that we could discover dur- 

ing hiring? We know that those who are hiring do seem to be looking for certain 

eee They will say they are looking for “people who aren’t afraid of hard 

work,” or “team players,” or an employee “with a positive attitude.” These are infor- 

mal ways bie describing differences in personality. ‘Are there some personality traits... 

‘that make for better performing employees? To answer this question we need to be 
more precise. 

(ter what the situation, but not in a rigid sense. For example, a person may be talka- 

tive and highly sociable in most situations, but can sometimes be quiet and with- 

drawn, say on the first day of a new and frightening assignment or due to jet-lag 

induced exhaustion. People do have personality differences that tend to be apparent 
in many different situations, and there has been a great deal of research seeking to 

learn which personalities tend to be found in the best performing employees. 

For our practical purposes, the important information to take from’the tens of 
thousands of studies of personality over the past decades is that there are five stable — 
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Big Five; and recent research on the effects of employee personality and their job 

performance has focused on them. 

Big Five Personality Dimensions 

Conscientiousness ranges from 

Lazy, Disorganized, Hard Working, 

Unreliable Organized, 

Dependable, 

Persistent 

Emotional Stability ranges from 

Insecure, Anxious, Self-confident, 

Depressed, Emotional Calm, Secure 

Agreeableness ranges from 

Cold, Belligerent Warm, 

Cooperative 

Extraversion ranges from 

Reserved, Timid, Gregarious, 

Quiet Assettive, 

Sociable 

Openness to Experience ranges from 

Practical, Narrow Interests Creative, Curious, 

Cultured 

To select just the highlights from this large body of research: it will surprise 

no one that employees higher in conscientiousness also tend to have higher perform- 
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So, when it comes to hiring the best performers, the important practical prob- 

_ lem is to accurately assess potential employees’ conscientiousness and emotional sta- ; 

, bility@Reliable and valid written tests to do this exist:'° However, not all managers 

can persuade their human resources departments to use such tests. Lacking those, 

what can managers do to hire the conscientious and emotionally stable? It may seem 

obvious that everyone would want to hire employees who are hard working, organ- 

ized, dependable, who persevere, calm, self-confident, and secure. But how many of 

those making hiring decisions ask themselves how they will learn these things about 

applicants before they begin recruiting? Any hiring manager can use references and) 

the selection interview to informally assess these and other personality dimensions. 

Ideas for making better use of such hiring tools are described later in the chapter. 

‘Of course, there are many studies of the personality predictors of employee job __ 

_performance in particular jobs! For example, although applicants’ extraversion is 

not a good predictor of their job performance in all jobs, it is a good predictor of their 

performance in jobs requiring social confidence.'"’’One of the more interesting exam- 

ples of personality predictors of performance in specific jobs is the finding that a high 

need for achievement, although not a good predictor of a manager’s job performance 

in large organizations (as we saw in Chapter 2), is a good predictor of success among 

entrepreneurs." 

In addition to the big five personality dimensions, there is another difference , 

. among applicants that studies show predicts better employee job performance. This is , 

our relatively stable tendency to have positive or negative feelings about the world 

_ around us.’* Those with positive affectivity tend to have positive feelings ACTOSS 

different situations, and those with negative affectivity tend to have negative 

feelings. Those with positive affectivity tend to interpret events in a positive light and 

have a better sense of well being, while those with negative affectivity tend to inter- 

pret events, themselves and others in a negative light and have more negative moods 

such as sadness or anger. As would not be surprising, ‘those with higher negative 

affectivity have lower job performance," lower performance on decision-making ° 

_tasks,'° and interestingly, were more likely to report that they were themselves victim= 

ized at work.'° Because employees with positive affectivity are willing to tackle prob- 

lems and interpret ambiguous situations more positively, they seem to be better per- 

formers across a wide range of jobs. Reliable and valid paper and pencil measures of 

applicant affectivity, such as the Multidimensional Personality Questionnaire,” are 

available, and like conscientiousness and emotional stability, hiring managers can 

seek to assess these informally during reference checks and job interviews. 

Hiring for the Job 

It should go without saying that effective employees must have the particular 
knowledge, skills and abilities required by the job they will be doing. Nevertheless, 
many managers are not as clear as they could be about exactly what job knowledge, 

skills and abilities are needed before hiring. (Clarity about job'requirementsdoesn’t 
‘take much time and is important for three reasons. 

First, the research reminds us that if you don’t know what you want, you 
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aren’t likely to gétit. Carefully analyzing and describing the kinds of job knowl- 

edge, skills, and abilities needed for successful job performance before beginning a 

search is es Well- eee SEE sun ave aa HEE, puone for é a 

reason. J 3 tt ee: ee, ere 

with ate jobs nthe organization ( 8. to hen it aio in the hry a 

Writing Horn sents what someone is HS teh to Aon in 

a job helps by providing a preliminary list of the knowledge, skills and abilities that 

a hiring manager will want to assess before making a hiring decision. Clarity about 

what is needed to succeed in particular jobs helps keep decision makers focused on 

gathering the actual information they need without jumping to conclusions. 

s unless those are necessary for the suc- 

cessful performance of the job. In the United States and many other countries, man- 

agers are required to use job-relevant criteria for hiring employees, and the research 

cited above helps to establish legal job relevance. It isn’t just your hunch that con- 

scientious, more emotionally stable employees free of neuroticism and negativity are 

better at their jobs; studies have established that it is so. 

Application — Write Job Descriptions 

¢ Know the uses of the job description. 

ly si job descriptions are used for in their own organizations. If 
job descriptions are used for important decisions elsewhere in the 
organization, successful managers learn how write descriptions 
that will enable them to attract, retain, and reward the best 

employees. They never leave this important task to human 
resources professionals. 

If an organization does not have a formal process for writing job 
descriptions, managers still benefit from writing their own. They 
help managers be sure they remember to consider all the job-rele- 
vant criteria when hiring as well as provide the basis for success- 
fully managing employee performance. 

If you need to develop your own job description without profes- 
sional help, get a copy of one from a previous job or a friend to 
use as a template. But remember: job descriptions are used for 
many different kinds of things, so don’t be afraid to eliminate 
bureaucratic jargon and anything else that does not accurately 
describe the knowledge, skills and abilities needed for the job. 
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Hiring the Smartest 

When seeking to hire the best, there is another easily measured personal 

characteristic that has been established as a powerful predictor of 1g perform- 

ances EIS EER CS: or what 1s sdocay more seSOn ay called, 

What j is more, er more ant the job (the fines the management ee or 

more demanding the professional requirements) the better job performance is pre- 

dicted by an applicant’s cognitive ability. Again, this should not be surprising: To 

do any job well, employees must be able to evaluate new information and make 

judgments. If no judgments were Suet rules eon be written and machines 

could cory out the EAS Certain! nore a ands that employe i 

cane nine eee on irearererne Pee not ae produces the better, 

more flexible job performance that managers and co-workers value, it saves much 

time and trouble. It has been calculated that if the United States Federal 

Government used rank-ordered cognitive ability scores to hire employees rather 

than selecting from among all of those in the top 20%, it would have saved US 

$13 billion.” Furthermore, ‘assessing job applicants’ cognitive ability is very easy:, 
Wonderlic produces a simple test of cognitive ability that can be completed by 

applicants in twelve minutes.*' And it gets even easier: because intelligence tests 

were originally developed to predict school achievement, school achievement is a 

fone Se ey to assess ican sae aed not eee 

not want to eee “se EES eapenble are Seder Even in virtually all jobs, 

but the evidence from many careful studies demonstrates that those with better 

cognitive ability tend to outperform others at work. This does not mean that cogni- 
tive ability is a perfect predictor of job performance. No one predictor of job 

applicants’ future job performance ever is. Motivation and the performance man- 

agement system count, of course, as do conscientiousness, emotional stability, and 
the particular knowledge, skills and abilities needed for that job. 
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Hiring and the Law 

Sara Rynes and her colleagues 

race, national origin, sex, and religion; in india certain castes are protected, and so 

on, with different countries having different Boboiseiva EIOupSy Wess on HU oe 

than en” Che of me reasons so meh research has been done on the oredictive 

power of applicant cognitive ability has been that so many employers have had to 

demonstrate that these formal measures to select among applicants are job relevant, 

even when they have se mOustateG ENS impact. 

One final note: this U.S. le uirement 

experience, hunches, and gut feelings — aus be job relevant. Give ' 

most Americans who make hiring decisions ae their oe have GARR 

: : | he applicant pool. This informal practicé fuels 
UNEEEA and Be sriics ee = ovat to escape from this trap? James 

Camion and Richard Arvey reviewed U. S. legal cases on the subject of adverse 

impact and determined that the actions described in the Application below have 

helped employers establish the legal defensibility of their hiring procedures. 
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Application — Legally Defensible U. S. Hiring 

Procedures 

ao le sible,'even if they had 

an ee impact on arotscted 'e sroup Smenibers a 

for the fob fie you are unclear about exactly what the person 

will be doing. Discussing and writing down exactly what the 

job involves and what knowledge and skills it uses will help all 

parties involved in the hiring decision to be clear about what is 

required. 

There i 1S een fiat interviewers Senan to give sicher scores 

to candidates from their own race,” so careful attention to bal- 

ance helps. 

Conduct reviews of recruiter behaviors and decisions. 

Keep good records of interviews. 

Monitor job interview outcomes for adverse impact. 

Finally, most countries have quite detailed employment laws, and 

any organization large enough to be locally visible (and so likely 

to become a symbol for political interests or a deep-pocket target 

of plaintiffs’ attorneys) should always get local legal advice on 

hiring policies and practices. 

AVOIDING ERRORS IN PERCEIVING OTHERS 

Mistaken perceptions of others are very common, Hite SO oe boxed BSE see 

sala 1S Ese when it comes to OS fat d to n 

True or False? 

I'll know it when I see it. yelieving all too - , : what en 

al male errors in our perceptions of others. When 
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left implicit, these BUSS reeDuOnSC can ee saripus astineen fork our own a 

need to eno and make schism fase on what aie naa ie AN say, and 

so a more explicit understanding of their person-perception biases is critical to their 

effectiveness. Perceptual biases can affect many managerial judgments at work, and 

we WLLL return to this peublest when pAdiscussiog use EN a Bue But 

hirir isions are made on brief and often impressionistic informa- 

2 jomkovisimsuties 

a e per ; uate at utur miacincinecineaant These 
inferences about Aer often are based on nthe most limited data. For example, it is 

lished that w ) ass hat physically attractive people have pos- 
| rsonality ee me i ” Clearly, eur people are not necessarily 

smarter, more conscientious, or kinder than others. 

Many of our implicit personality theories are incorrect.*' Long ago, 

psychologists discovered that we all tend to develop implicit personality theories 

aon Moss that 1 iS, unawares, me th ee ee 

an applic ssaiagualleals Olean scene ee is friendly nd pop- 

ular, even though I Bee nothing about her friendliness or popularity. 

We make quick extrapolations because knowing why a person did some- 

thing PEOeesa valuable information May what that persan might do in the future. 

during a See you reasonably want to know ea ew it because she is generally 

disagreeable and emotionally unstable? If her actions resulted from these relative- 

ly stable personality traits, you would learn to expect such outbursts and plan 

SLE Or did this co-worker make an error that will place the entire 
t in jeopardy of cutbacks the boss just learned of earlier in the day? In 

that case, satan ould v ant ts to odeacn shat. Sei her off and avoid making the same 
mistake pebvonisel low do you de ich of your t naliciaiisaieg 

is comes | ‘called the theory of 

farold Kelley established that when observing others’ actions we will 

weer ourenreeneittizt internal causes or external causes. Internal causes are. 

‘ones the actors can control; they are causes internal to the person. They include | 

the person’s motivation to engage in the act(yelling at these subordinates is the 

only way to get their attention) and personality (disagreeableness anid emotional 
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instability). External causes of another’s actions are ones they do not control: the + 

person took the action because particular circumstances compelledit (overwhelm- . 

“ing distress’at pending cuts or direct instructions from her boss to get tougher with 

employees). If others’ actions are internally caused, we will perceive and evaluate 

new information about them differently than if we judge the actions to be exter- 

nally caused. We all ask ourselves three questions about others’ actions in trying 

to determine whether they were internally or externally caused: ' 

* Does the person act this way at other times? This is the consistency, 

-of the*act. The more consistent the behavior, the more likely we are to ' 

‘judge it as internally caused. 

*, Does the person act this way in different places? If the act is unique to. 

that one place, it is more distinctive, and the greater its distinctive- 

ness the more likely we are to judge it as externally caused'by the cir- 

cumstances of that particular place. 

¢ Do other people act the same way? If others are doing the same thing, 

there is high Consensus, and we are more likely to judge the act as 

‘externally caused by the shared circumstances they all experienced. 

If we observed that this boss tended to scream at one employee or another at 

every meeting (high consistency, low distinctiveness), we would probably attribute 

her behavior to an internal cause, like disagreeableness or emotional instability. If, 

however, she had never raised her voice at anyone before and we noticed that all of 

the managers coming out of that morning meeting seemed to be upset (low consis- 

tency, high distinctiveness, high consensus), we might ascribe her actions to external 

causes, perhaps information she received at that morning meeting. 

How is this relevant to hiring the best employees? When hiring people, we 

usually make important decisions based on very little information. In the yelling- 

boss example, the employees would have worked with that boss and so have had 

many opportunities determine the consistency, distinctiveness and consensus of her 

actions. By contrast, when hiring, it is rare to have the luxury of watching the appli- : 

. cant interact with others in many different settings. We all want to be accurate in our 

attributions of internal or external causes of others’ actions, and so understanding: 

our implicit rules for attributing causality can help prevent unthinkingly false causal 

_attributions about anothers he fewer the opportunities to check our initial causal ' 

_ attributions against new observations, the more likely we are to be mistaken. Some 

_of these common perceptual biases include: 

Fundamental-attribution Error 

In practice people have a bias toward attributing internal causes to other 

«people, while attributing external causes to their owmactions.” We do this because 

if we attribute internal causes to others, we believe we can better predict their 
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behavior in the future. After all, dispositions are relatively stable, and so if we can 

characterize another person as disagreeable, rather than temporarily upset about an 

event that happened that morning, we feel like our social world is more pre- 

dictable. We have more information about our own internal states, and have seen 

ourselves acting differently in many different situations. We do not have direct 

‘access to others’ internal states, and so are more likely to assume the actions we , 

observed are typical; and’so due to internal states.** So, for example, a job appli- 

cant may have been awake the night before a job interview caring for a sick fami- 

ly member, but his slow responses during the interview are ec attributed to an 

internal state (low cognitive ability) by the interviewers Mitingamanagers. are par- 

ticularly motivated to understand who an applicant is ae ae ——~ — sO —— ; 

to take particular care not to fall prey to the fundamental attribution error. 

Similarity-attraction Bias 

‘People tend to be attracted to and to perceive more favorably those who are’ 

similar to themselves?’ We saw that interviewers tend to rate applicants from their 

‘Own race more favorably. Whether trying to create a better fit between themselves 

and co-workers (creating a more pleasant personal work environment) or uncon- 

sciously projecting their own positive self-regard onto similar others, the bias 

toward hiring people similar to themselves is well-established. But there is no evi- 

dence that people similar to those making hiring decisions are better performers. 

Similarity-attraction bias in hiring is obviously unfair and needs be guarded 

against. What is worse: because the results of this kind of bias are obvious to 

those who do not share the similarity, those who hire using this bias develop repu- 

tations as people who cannot be trusted to hire the best performers. 

First-impression Error 

We form elaborate and holistic implicit personality theories of others very 

quickly, and then those ‘firstimpressions bias our perceptions of any new informa- 

tion we receive.*’ For example, one study found that job candidates who initially 

made more favorable impressions (more attractive application forms and test 

scores) were treated more favorably during their job interviews.?’ They were asked 

‘easier questions ‘and treated more warmly. This treatment helped the interviewees 

relax and project more warmth (positive affectivity). Although job applicants will 

want to remember that first impressions do indeed count, hiring managers should 

be on guard that their first impressions do not distort the subsequent information 

they collect. 
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MANAGING A MORE EFFECTIVE HIRING PROCESS 

More Effective Use of References 

The best predictor of employees’ future job performance is their past job per-. 

‘formance.** Applicants who were chronically late to work in previous jobs are 

unlikely to be punctual in their next jobs. If 

the applicant was in frequent conflict with 

coworkers in his last two jobs, you should 

Call references only when you expect more of the same in your workplace. 

are ready to make a job offer. This means that the boxed opinion may 

reflect a common practice, but it is an uncom- 

monly foolish one. The most valuable predictor of what kind of employees appli- 

cants will be is the kind of employees they were before. And who knows the most 

about an applicant’s past job performance? The people you will call for refer- 

ences,,Employment references are the written or oral descriptions of an applicant’s 

past performance. References provide hiring managers with their best opportunities 

to assess an applicant’s future performance. The effective use of references is the 

single most valuable hiring tool a manager has; the ineffective use of references 1s 

possibly the single biggest mistake that managers make. 

What managers glean from those who have had a chance to observe an appli- 

cant for more than a brief job interview is probably the most critical information 

they can collect about an applicant. This is whysmanagers should not wait until they 

_are ready to make an offer before calling references. Why? By the time managers 

-are ready to make an offer, they want to hire the person and have already formed a 

holistic impression of the applicant. We are all subject to confirmation bias.” 

After we have already formed a positive or negative impression of someone, we all 

have a tendency to notice and attend to information that will confirm that initial - 

decision: This can be particularly dangerous when calling references. Reference 

checkers who have already decided to hire someone are not as sensitive to pregnant 
pauses and subtle hints as they need to be. 

Most references are uncomfortable telling flat-out lies, even to strangers,” 

and so they will often provide subtle cues if the applicant/former employee has 

had performance problems. The reference might pause for a lengthy period of time 

or repeat obviously rigid scripts as if by rote. Or the reference might provide a 

telling hint, “I’m sure she will do well in your organization, we have a very chal- 

lenging group”. It is critical in successful hiring to draw on all of your most 

sophisticated interpersonal skills and be alert to a reference’s inner conflicts and 

pregnant pauses. Just as psychoanalysts find much telling information in Freudian 

slips, so those speaking with applicant references can learn a great deal about an 

applicant’s past job performance by being hyper-vigilant about references’ hesita- 
_tions and cautious phrasings. 

This also is why managers should never, ever delegate reference checks to’ 

True or False? 
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somec 
These time-pressed employees will just work through their scripts as quickly as pos- 

sible. They will not be as quick to explore pregnant pauses because any uncovered 

problems will mean more work and explanations for them, and any problematic 

hires will be your problem not theirs. Certainly, they can confirm educational cre- 

dentials, previous employment and salaries, but only you, the person who will bear 

the burden of hiring the wrong person for the job, should ever check with those who 
have observed the applicant at work. . 

In fact, the common observation that most people get their jobs from personal | 

contacts"' probably comes from a lack of faith in the willingness of strangers to pro- 

vide honest assessments of employees. Many of those who are all too aware of the 

costs of the wrong hiring decision believe they cannot get an accurate assessment of 

applicants’ past job performance and will not hire strangers. Rather, they will rely on 

personal referrals and internal promotions.” Too many managers give up before real- 

ly trying to get accurate descriptions of applicants’ past job performance. 

one working for recruiting firms or in their human resources departments. Pech 
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Application — Get an Honest Assessment of an 
Applicant’s Performance from Others 

¢ Inoculate yourself for confirmation bias before the call by 

reminding yourself that your first impressions could be wrong 

and by dwelling on the pain and difficulty of hiring the wrong 

person. 

¢ Call references before deciding who to bring in for interviews. If 

applicants do not want a current employer to know they are job 

hunting, ask to call someone they had worked with in a previous 

job or someone they trust to keep the search confidential. 

¢ Ask the reference to describe behavior, not the applicant’s per- 
‘sonal characteristics./Suggest specifics scenarios: “Last time *X’ 

occurred, could you please describe what happened.” You want 

accurate descriptions, not ill-considered theories. 

Ask questions focused on what successful employees actually do. 

For example, to assess conscientiousness you might ask, “Has 

[name] ever missed a deadline?, stayed late to complete an 

important assignment?, not delivered on what was promised?” Be 

sure to ask for specific examples. 

¢ Snowball references. Ask each reference to suggest some- 

one else who has worked with the person and so can describe the © 

applicant’s performance. If applicants try to restrict you to a nar- 

row list of references, ask why. Persistent managers who ask spe- 

cific questions about applicants’ prior performance can get a lot 

of information. 

If applicants do not give permission to contact any references 

until you are about to make them an offer, or if they want to 

restrict your contacts to a narrow list of people, let them know 

that this will eliminate them from consideration. Explain that it is 

your policy to use reference descriptions of past performance in 

deciding whom to interview for all hiring decisions, and stick to 

this policy. Good employees will be confident in what you will 

learn, and poor employees will be eliminated before you have 

wasted too much time on them. 
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More Effective Use of Selection Interviews 

Selection interviews are the least accurate way to predict an applicant’s 

future job performance. :Given all of the person-perception errors we’ ve discussed, 
it isn’t surprising that selection interviews are 

much worse predictors of later job perform- Tricor False? 

ance than is information coded from a biogra- 

phical job application. Interviewers are very Selection interviews are the 
best way to pick employees. motivated to discover stable internal causes 

because they are trying to make quick judg- 

ments about an applicant’s personality, affectivity and cognitive abilities. 

Interviewers have to make important hiring decisions based on limited informa-. 

tion, and the pressures created by an unfilled position motivate them to get the 

position filled as quickly as possible. For these reasons, selection interviews have 

a very bad reputation among professional industrial-organizational psychologists,” 

and the boxed popular opinion is false. 

Despite the demonstrated problems with biased selection interviews, no one is — 

going to abandon them. Why? One reason is that interviews allow hiring managers 

to assess characteristics that, 1f they were able to be more articulate about it, they 

might describe as cognitive ability, conscientiousness, emotional stability, and posi- 

tive affectivity: characteristics we all have good reason to believe make better per- 

forming employees and a more collaborative workplace. They may also try to assess 

other complex personal traits or qualities of judgment that are believed to be job rel- 

evant in that organization — such as an ability to address aggressively hostile criti- 

cism without losing your temper. Interviews of job applicants also provide opportu- 

nities to clarify ambiguities in work histories. Questions can be asked about past » 

experience, and job knowledge can be explored. Interviews provide opportunities for | 

informal job samples, or opportunities for the applicant to demonstrate a sample 

of actual job performance. Job samples are often used for simple jobs (e.g., a typing 

test for a typist job). Interviews allow pseudo-job-samples for more complex tasks. 

For example, a hiring manager might ask questions such as, “Last time you had an. 

‘angry customer, describe the circumstances and what happened.” Finally, the sys- 

tematic research that allows us to get definitive answers about predictors of employ- 

ee success requires a precise measure of job performance, a measure that many 

would see as too narrow. Only recently have scholars developed better measures of 

the subtle behaviors that may help to improve the performance of an entire work 

group and organization but would not show up on narrow measures of productivity.” 

Those can include helping others, making constructive suggestions, pitching in to 

get a deadline met, and the like. Research using those more complete measures of 

employee performance has shown that selection interviews can be accurate predic- 

tors of employee job performance.” 

Applicant interviews can be improved. Interviewer training helps, but this 

only works with extensive practice and feedback.*” Although adding another 

untrained interviewer does not improve accuracy,” training multiple interviewers 

and combining interviews with other sources of information does.” 
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Application — Get More Accurate Information 

from Selection Interviews” 

¢ Develop an accurate job description and use it as the basis for the 

interview questions. 

¢ Outline the topics to be covered. This is enough structure to make 

sure you cover everything with all interviewees. Contrary to what 

you may have been told, rigidly asking the same questions of all 

interviewees does not make interviews more reliable. Certainly it 

is disliked by applicants and is done only because it is believed 

(but not demonstrated) to reduce legal liability. An outline of top- 

ics is sufficient structure. 

Take notes during the interview. This helps ensure a more accu- 

rate recall of the interview. 

Do not conduct panel interviews. Panel interviews are not more 

reliable and feel like a stressful inquisition to many applicants. 

Have different interviewers speak with applicants separately and 

then meet to discuss. 

Guard against common interviewer biases: favoring candidates that 

talk more during the interview, making decisions in the first few 

minutes and then going easier on favored applicants, favoring pret- 

tier people, and preferring those who are similar to themselves. 

Even with the best of effort,sselection interviews will always be error-prone. | 

However, managers do have a better hiring tool, assessment centers. In assess- 

ment centers, several trained raters evaluate job applicants on a number of different 

tasks and exercises. Assessment centers are the employee-selection gold standard! In» 

an assessment center, applicants complete many different assessment tests and per- 

form group and individual tasks, all of which are rated by all of the trained raters. 

_ Assessment center ratings have accurately predicted employee job performance and , 

promotions decades later’ They prevent some of similarity-attraction bias and first 

impression error because they provide a larger sample of applicant behaviors in 

different settings and because the raters develop an overall rating after discussions. 

However, assessment centers are expensive affairs requiring a professional staff to 

train raters and manage the centers. Nevertheless, hiring managers can mimic some 

of the best features of assessment centers, improving their chances of accurately 

predicting which applicants will be the better performers. 

tr 

1% 
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Application — A Practical Manager’s Quick- 
and-Dirty Assessment Center 

* ‘It cannot be said too many times: Develop a job description for the 

position! Before evaluating applicants, you should ask yourself how 

you plan to learn whether or not applicants have all of the knowledge, 

skills and abilities required. 

¢ Check your first impressions. After narrowing the pool to the finalists, 

articulate your first impressions of each one to alert yourself to possi- 

ble first-impression errors at the next stage. 

¢ Check your similarity-attraction bias. Are these finalists similar to you 

in ways that are not job relevant? 

¢ “Assess conscientiousness. This can be attempted in interviews, but 

sophisticated applicants understand that they need to present them- 

selves as workaholic eager-beavers, so assessing conscientiousness in 

interviews may not be effective for many applicants. The best predic- 

tor of future conscientiousness is past conscientiousness, and this is 

best obtained from references. 

¢ Assess cognitive ability. The best quick-and-dirty assessment of cogni- 

tive ability is school achievement. Some assessment of cognitive abili- 

ty can be gained by discussing job experience and technical problems 

with applicants, but take care that you do not confuse cognitive ability 

with talkativeness. 

¢ Have as many people as possible assess job finalists. Triangulation 

(or comparing the results of multiple measures) contributes to accura- 

cy. The more interviewers in more kinds of settings, the better you 

will be able to compare and discuss individual assessments. This can 

be built into interviews by having applicants go to meals, take tours, 

look at housing, and so on, all with different assessors. All assessors 

should have read the job description and discussed ways to assess the 

desired characteristics, knowledge, skills, and abilities. Afterward, 

bring the interviewers together to explore discrepancies and behaviors; 

people will not really explore and elaborate if they have to write it 

down. 

¢ Invest sufficient time to gather the applicant information you need. 

Attempting to maintain a false front is difficult to do over longer peri- 

ods of time (two-day interviews with dinners late into the night are 

quite effective here). Remember: the more information from different 

sources, the better. 
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Attracting the Best Employees 

Much of what it takes to attract the best applicants experienced managers 

already know: have the most attractive job! Having more applicants increases your 

chances of hiring better performing employees. Jobs are more attractive for any 

number of reasons: interesting work, promotion opportunities, attractive location, - 

and of course, higher pay.°*:More applicants allow hiring managers to be picky and 

so reduce the chances of a bad hiring decision. However, even those making hiring 

decisions who can afford to be picky should be fair and respectful to all applicants. 

Those with jobs that attract hundreds of applications can sometimes feel crushed 

under a never-ending avalanche of aggressive networkers. However, building rou- 

tinized systems that provide applicants with prompt and polite responses are an 

important public relations investment. Certainly, astute applicants are hyper alert to 

cues about what a job and employer are really like because taking a job is an impor- 

tant decision for anyone. Job applicants who think an organization is using fair 

selection procedures are more likely to accept offers.” 

Attracting the best applicants to accept your job offers requires judgment and 

diplomacy. On the one hand, good employees have choices, and you want these 

employees to accept your job offers: On the other hand, the boxed opinion that 

applicants need to be sold on the job by empha- 

sizing only the positive is not the best approach. 

There is strong evidence that realistic job 

When hiring employees, you | previews produce more realistic job expecta- 
need to sell them on the job. | tions, higher employee performance and lower 

turnover. A realistic job preview provides appli- ’ 

cants with both positive and negative information about the job. That is, when both 

accurate positive information and accurate negative information about a job were 

offered to applicants, those accepting the job offers had more positive initial expec- 

tations (now their confirmation biases would dispose them to interpret on-the-job 

information more favorably), they were better performing employees, and they were 

less likely to leave the job for any reason. 

All of these positive effects of realistic job previews were increased if the 

positive-and-negative information was provided in person.* Apparently, people who 

are told information in person, rather than by written material or from a videotape, 

pay more attention to it and see it as more likely to be honest. Of course, one reason 

is why realistic job previews are so effective is that some prospective employees 

who hear negative information do not accept the job offer. But isn’t it better to have 

those employees decline while you still have other applicants and before you have 

hired and trained them? This is not to say that those recruiting employees should be 

insensitive to creating a positive impression; realistic job previews provide positive 

as well as negative information. 

True or False? 
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Application — Attractive Yet Realistic 
Employment Interviewing” 

¢ Do not begin applicant interviews with negative information; 

this would be seen as so completely unexpected that applicants 

would think you were crazy. Negative information is better pre- 

sented at subsequent interviews or near the end of a one- or 

two-day interview. 

¢ Accurately describe the job environment; do not inundate the 

applicant with negative information. Remember, negative infor- 

mation at the interview stage is rare and so will probably be 

better remembered than positive information. A modest amount 

of negative information goes a long way. 

¢ Decide in advance what you will say. Ask yourself what you 

would have wanted to know about this job before taking it. 

Also ask, “What do people in this job complain about?” Then 

ask yourself whether that is likely to be important to this appli- 

cant. Sharing that information with applicants has the added 

effect of helping to inoculate them from shock and disappoint- 

ment when they first hear those complaints from fellow 

employees. 

Have those already holding the job provide positive and nega- 

tive information because they will be more credible to appli- 

cants. Face-to-face communication is more effective, ideally in 

a context in which such information is usual, for example at the 

end of a long dinner or lunch. 

Remember that you are still speaking to organizational out- 

siders when speaking to applicants; take care not to reveal 

trade secrets or competitively damaging material. 

Hiring the best employees is one of the most important tasks a manager 

undertakes. It is too often neglected because harassed managers are so time 

pressed, and yet coping with poorly performing employees takes much more time » 

than attentive and thoughtful hiring, Time invested in hiring well is never wasted. 
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Implications for Managing Managers — Landing 

that Job 

v Find opportunities to signal that you are conscientious, emotion- 

ally stable, and have positive affectivity. Come prepared with 

anecdotes that demonstrate these characteristics that you can 

insert at an appropriate time during the interview. Remember the 

importance of nuance and judgment, and that conveying your 

strengths with style and sophistication is a strong signal of cog- 

nitive ability. 

Try to put your interviewer at ease and create a positive mood. 

Emotions are contagious, so try to spread confidence and good 

will, not fear and anxiety. 

Interviewers will form an implicit personality theory of you very 

quickly, so try to convey an attractive one. The good news for 

job applicants is that faking during selection interviews can be 

successful.*’ 

What you will say and do in those first few days on the job will 

form the basis for everyone else’s inferences about your motives 

and personality. Take care. 

Organizations in the same industry can be very different. For 

example, some encourage employees to have portable skills 

while others want employees to develop in ways that are valu- 

able only to that organization. Be sure to get as much informa- 

tion as possible about how the job fits with your own skills and 

goals before accepting any offer. 
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Making Sense of Feelings 

at Work 

hy would managers need to oe ayaa Sy stuff like feelings? After all, 

work is work. But ignoring feelings is impossible. 

ousy and resentment can lead mrrat to vabaiign all concern for calculating Hien 

actions are in their own best interest, making organizational reward systems useless. 

People also wet likes it nisuikes eed can Be ae Sr ous to Hat Se 

Hoban ION - Ou actions at work are driven as m vy pi s as the 

True or False? 

Smneeaeae As he inset box uM 
good professional practice means we 

salute the uniform and not the person and 

flee the room at the first sign of a tear. This is exactly what the earliest scholar of 

modern organizations, Max Weber, advocated, 

Check your emotions at the door. 

*..the more bureaucracy is ‘dehumanized’ the more completely it succeeds 

in eliminating from official business love, hatred, and all purely personal, 

irrational and emotional elements which escape calculation. This is the 

specific nature of bureaucracy and it is appraised as its special value.” 
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Although no one has ever thought it was actually possible to completely 

dehumanize organizations, it remains an impossible ideal that drives policies in 

many organizations: objective examinations to select who will be promoted, 

impersonal seniority rules for who is let go, com- 

mands to * ce it OSE i tite ue LG 
True or False? 

Employees should express meee insel Se eneaninaiee 

their feelings at work. cussing anc analyzing feelings, In this other 
extreme ideal, every slight is explored for what it 

reveals about the other person’s deepest emotions. These advocates claim the 

expression of everyone’s feelings, thoughts and opinions should be received with 

deep respect and infinite patience.’ 

Although organizations have survived ee you of these extreme ee 

have been written exploring the manipulation of emotion by history’s aneri leaders.’ 

Charismatic leaders explicitly influence and direct followers’ emotions in order to 

achieve extraordinary things. Those who try to manage without emotion will find® 

‘they can achieve only a shallow and limited organizational performance. At the 

other extreme, open discussion of feelings at work is based on the assumption that 

this is the best way to prevent feelings from interfering with work. For good or ill, 

feelings cannot be tamed by discussion, and open discussion has its own costs in 

heightened emotional contagion, manipulation, and play acting. This extreme is no 

more a panacea than rigid impersonal professionalism. 

—— _— central to who we are srbihi we come sa the world 

UNDERSTANDING FEELINGS 

The expression of feelings in organizations 1s a complicated issue. In the first 

place, 

Anat Rafaeli and Robert Sutton have observed that customers know when 

service employees are unhappy in their jobs, and when customers perceive that serv- 

ice employees are unhappy, they themselves become less happy with the organiza- 

tion’s services.’ The transparency of our emotions to others should not be surprising; 

we all pride ourselves in being able to read others’ emotions and moods. Throughout 
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our lives, we read others’ and our own feelings and react to what we perceive in 

organizations and elsewhere. In other words, we are already expressing our feelings 

to others. The question is, Whatdowwelknowun'particular about how these feelings 

affect the workplace? 

We know that in many circumstances, expression of employees’ feelings at 

work is seen as something that managers should manage. (Becauseouremotions 

can be so visible to others, and so important to those observing them, managers in 

many organizations have required the expression of certain emotions while work- 

ing) Through trial and error, thoseiresponsible\forrorganizations have'come'to"the 

conclusion that employees in some jobs will be more effective when they visibly 

express particular emotions. So, debt collectors are trained to express anger as a 

Way to induce debt re-payment, and airline flight attendants are expected to 

express calm and pleasure when working with passengers. This is calléd’emo- 

tional labor, or the job requirement to display particular emotions, whether 

actually feeling themvormnot.’° Much has been written about the psychological toll a 

constant demand to express positive emotions employees are not actually feeling 

can have on their health, and under some circumstances, on their quit rates.’ 

So, many jobs require employee expression of certain emotions because 

theiriexpression=issgood"forbusiness: Formally requiring particular emotional dis- 

plays is normal business practice, but it is one that is not quite acceptable, and cer- 

tainly not as legitimate as the professional suppression of emotional display. This 

confusion (and insincerity) about the role of emotions does not help us to under- 

stand them. Here the research in psychology and organizational behavior on feel- 

ings is reviewed for any possible clarity it can provide. 

Defining Feelings 

Although we are all, of course, familiar with emotions, in practice they can be 

difficult to define..But the different forms they take have differential organizational 

effects! So we begin by distinguishing between emotions, moods and temperament 

(or what we have been calling dispositions).* 

¢ Emotions are short (lasting from half a second to five minutes) reactions 

to something in the environment. These are the familiar fear, joy, anger, 

sadness and the like. Emotions play an important role in survival, provid- 

ing us with information and helping to direct our attention to what is 

umportant. 

Emotions should not be confused with moods, which are general, longer 

lasting’summaries of how we are generally feeling at any point in time. 

Whereas emotions are high in intensity, moods usually are not so sharply 
experienced: they are'the’ background feelings that we have throughout the 

day. Moods can be complex combinations of perceptions and emotions, 

but research on their effects in organizational settings has reliably grouped 

them into positive and negative moods. Like emotions} mGodsyalsoudinect 
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jon. For example, people are likely to pay attention to informa- 
or example, those in negative 

moods are more likely to pay attention to negative performance feedback. 

e 

om for example someone may have an anxious temperament 

(neuroticism), but that does not mean that the person is always experienc- 

ing the emotion of anxiety. Similarly, someone dispositionally low in neu- 

roticism might become anxious, say before an important job interview. In 

e have already discussed one such dispositio 

» tivity, and it, along with its opposite, positive affectivity, Has been widely 
studied in organizational settings. 

Influencing Others’ Feelings 

Certainly, many believe that the management of emotions, moods and dis- « 

meena they can create more positive, and so 

more receptive, moods. Skilled interviewers begin by asking easy straightforward 

questions to increase interviewee comfort and confidence in answering questions 

because a comfortable interviewee will be more expansive and forthcoming. We 

all seek to manage our own and others emotions, although we may do so with lit- 

tle awareness of what we are doing and why. 

We know that managers’ moods affect their employees' moods," and the reverse 

— that employees’ moods affect their managers’ moods." 

is why employees in direct contact with accused perpetrators, customers and 

clients are directed to display particular emotions. Police officers interrogating 

suspects fake anger or sympathy to influence suspects’ own feelings, and salespeo- 

ple have learned to display positive moods that they hope will be contagious. 

Occupational training for many jobs involves teaching the craft of emotional dis- 

(geous emotions» Novices practice using differing scenarios to help them build 

their skills in directed emotional contagion. For example, those who must work 

with others who may be distraught, such as police officers, flight attendants and 

negotiators, are trained in techniques to help them avoid catching others’ distress. 

Even in settings without explicit professional emotional display require- 

ments, people will informally, and sometimes unconsciously, seek to create and 9 

sustain desired emotions and moods via eae eee 

_ ism, but simply because they do not want to catch the other’s anxiety. Emotional 
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contagion is why those who work together often develop distinctive department or 

team-level morale.'* Emotions and moods are’contagiousyand we all tend to catch 

themfromthose we workvalongside on a regular basis. Of course, the outcome of 
manipulation through directed emotional contagion is uncertain. It can be con- 

sciously resisted like all attempted manipulations: awareness of the manipulator’s 

intent and technique can undermine its effectiveness. 

The prevalence of emotional contagion means that we are continuously 

communicating our emotions and moods to others, whether we realize it or not. If 

people are already expressing their feelings so clearly and so actively in organiza- 

tions, what can it mean to say that people should discuss their feelings at work? 

Many do advocate more active discussion of feelings than is typically seen in the 

workplace.’ This could indicate a confusion of therapeutic discussion of emotions 

after a traumatic event (beneficial),'* with emotional display rules for day-in-day- 

out work (various). Certainly, if such discussions are unusual in a particular organ- 

ization, attempts to make them happen run the risk of creating anxiety. We do 

know that sharing intense emotions induces a strong emotional response in others 

in a wide variety of cultures.'* The contagiousness’ of suchstrong feelings can 

induce greater intimacy among the participants, but in the extreme, some more 

vulnerable participants may find such discussions unbearably distressing. 

Workplaces are not therapeutic environments, and Many im those'settings maybe 

i-direct competition for promotions or attractive assignments. In such settings, 

coercing open displays of thoughts and feelings can result in elaborately false 

games in which the sophisticated strategically reveal (real or feigned) emotions, 

and the unsophisticated and emotionally vulnerable are put at personal risk." 

Emotional Intelligence 

Although we all seek to read others’ emotions, moods, and dispositions, we 

are not all equally skilled at it. The ability to read others’ emotions is now popu- 

larly called emotional intelligence." Jack Mayer and Peter Salovey coined 

this term to describesfour distinct skills: 

¢ Perceiving emotion. This is the ability to accurately identify emo- 

tions and their causes in oneself, in others, and in stories. 

Using emotion to facilitate thought. This could involve some- 

thing as simple as using a deadline (fear) to motivate oneself or others 

tolcompleté a projectOr it could be more sophisticated. For example, 

drawing on knowledge that most employees perform better when in a 

positive mood, employees may consciously try to put themselves in a 

positive mood by reviewing events that improve their mood before 

beginning work.'* Similarly, anxiety leads people to be more careful and 

systematic, and so drawing employees’ attention to the importance of a 

task can raise their anxious attention to detail." 
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¢ Understanding emotions. 

‘change. 

+ Managing emotions. This!is'the'skill of enhancing or créating Cer" 
t 

n 

So we do not know whether 

talking one’s self into a desired mood works as well as trying to evoke 

the mood by recalling events that evoked the desired mood. 

Emotional Intelligence and Performance 

S Z sa &) 

The ability to accurately 

interpret nonverbal emotional displays has been extensively studied.” Those who 

more accurately recognize nonverbal emotional 

Terenrinaice? expressions are rated as more socially skilled,” 

warmer and more sympathetic,” are more posi- 

tively evaluated by others,” and made more 

profitable investment decisions.” Because man- 

agerial work involves working with and through 

other people, we might expect that skill in reading nonverbalsemotionaldisplays” 
“would contribute to managerial effectiveness. However, apparently this is only the ~ 

< han those who were not, but 

this skill was not a predictor of managerial job performance for men.” Kristin 

American sample). However, those holding management roles in the United States 

are expected to be assertive and to take action, not necessarily to be socially sensi- 

tive to their employees. This produces role incongruence for women managers. 

For this reason, those women in management positions who can combine assertive 

authority with the gender-role expected skill of accurately perceiving others’ emo- 

tions were judged by both their bosses and employees as more effective than other 

women in similar positions. 

This contradicts the popular idea that all managers would be more effective 

if they were better at perceiving emotions.” 

Successful managers have 

high emotional intelligence. 

a skill that has been shown to benefit men 

when they work in other occupations involving extensive interpersonal work. 
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Nevertheless, this is still early research in the United States, a society known for 

valuing emotionally distant individualism. For example, in some non-American 

cultures, leaders are expected to be caring paternalists,* and so it is possible that 

more skilled reading of employees’ emotions may be a better predictor of percep- 

tions of performance in those cultures. 

‘try to’ control ‘Some of us are more skilled at reading, understanding and influenc- 

ing feelings than others, and such emotional intelligence seems to lead to better 

managerial performance for some managers, but not all. Although the professional 

manipulation of emotion at work to enhance job performance has a long history, 

systematic research on emotion at work is still in its infancy. 

Application — Understand Emotions 

One way to improve our emotional intelligence is to have a clearer 

understanding of why some important workplace emotions arise:” 

- Anger. Anger.is the reaction to a demeaning offense to yourself, 

In workplaces, anger can be generated by demeaning 

treatment that implies the target lacks social significance. Most 

* Anxiety. Anxiety is provoked when we face an uncertain threat to 
tr. Because we 

are constantly being evaluated at work and may be uncertain of our 

performance, anxiety is ever present in most workplaces. However, 

unlike anger, which spurs action, anxiety feflects’a!lack of confi=)y 

If it is expressed, it is to others, such as co-workers or family 

members. 

ebyapologizingyormaking restitution: For example, this emotion 

can afflict a newly appointed supervisor who must now act for the 

organization but may feel guilt at treating former co-workers (and 

friends) in ways that can seem disloyal. 
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Application — Understand Emotions cont. 

* Shame. We feel shame when we have not lived up to our own stan~ ees , catia ) } 

luxe. Thus, an accountant who testi- 

fies against his co-conspirators in an embezzlement fraud may feel 

shame at the betrayal of colleagues but no guilt about the theft. 

- Pride. Pride is pleasure in enhanced status based on a personal or » 
» group achievement. It’nhances our sense of our value as a person, 

and so is thetoppositevofishame. Although we all enjoy feeling pride, 

and it is often a major motivator of workplace performance, it can 

easily create a sense of superiority over others, leading us to denigrate 

those others and so make them angry. Possibly for this reason, most 

cultures frown on public displays of pride, such as bragging, and 

value displays of humility. 

Envy This is a two-person emotion in which one person wants what _ 

efor promotions, pay, andystatus, which provides fertile breeding 
grounds for envy. - 

Telling someone not to feel envy, anxiety or other emotions is not an 

effective approach. If certain emotions seem to be causing dysfunctional 

actions, it would be better to address the cause of the emotion. 

EMPLOYEE HAPPINESS AND ORGANIZATIONAL 
PERFORMANCE 

has spawned decades of research exploring every kind of happiness and possible 
variation in job performance. There are many reasons for the perennial popularity 

of what has been called the 

allows labor negotiators 

to claim that happier workers will be more productive (so deserving higher pay), it 

allows human resources professionals and researchers to be supportive of both — 
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labor and management, and it is common sense 
True or False? 

Happy workers are more 
productive workers. 

Understanding Job Performance 

Examples include efforts such as working hard to meet a deadline, helping 

coworkers, taking the initiative to solve unexpected problems, making construc- 

tive suggestions, developing oneself and spreading good will.(@ontextualyperform™ 

anceuisSmportant to most jobs, and i ial j 
performances Organizational performance requires more than a narrow focus on 

doing as instructed; it requires employees who pitch in, help others, and use their 

best judgment to solve whatever problems they confront. 

Using narrow measures of task performance or productivity that exclude 

contextual performance, literally hundreds of studies have established a very weak 

relationship between this part of job performance and all the different ways of 

looking at employee happiness. @hereaS io eVidenceyatalithatimaking employees” 

ied6eS"HGt — and this is probably the strongest, best established empirical fact in 
the field of organizational behavior — ivi 

Most organizations have worked hard to encourage task productivity through 

training, having the necessary supplies available, and performance measurement 

and incentives. When all of those systems function as they should, employees’ 

feelings matter little to narrow task performance."HOweverstheinhappiness is) 

Positive Moods and Performance 

When job performance is defined more broadly to include the various 

aspects of contextual performance, the connection to feelings is more promising, 

but it varies somewhat based on the kind of worker happiness studied. First, when 

happiness is defined as a positive mood, the results are mixed. Although negative 
moods, such as fatigue, interfere with the performance of critical tasks in the mili- 
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tary,’ negative moods also lead to greater care and attention to details and so to 

better performance on problem solving tasks.** In contrast, those in a positive 

mood will generate more ideas in a creativity task but seem less concerned about 

the quality of those ideas than those in negative moods.” It seems that positive 

moods signal that everything is fine, and so we pay less attention to the quality of 

arguments in persuasive appeals and are more likely to rely on stereotypes and 

other simplifying strategies rather than paying careful attention. Fortheskinds of 

organizational work requiring attention to detail and care to avoid errors, negative 

moods spur better performance. Good moods are relaxing; they signal that every- 

thing is fine just the way it is, and so they help with creative tasks. 

Positive Dispositions and Performance 

In addition, positive dispositions seem to lead to superior job performance 

among some professionals and managers.*’ Interestingly, positive affectivity is 

more important for better job performance for those employees with longer tenure, 

whereas negative affectivity leads to poor performance only among newer 

employees.** This doesn’t seem to make sense. We know that those with positive 

dispositions have more positive moods and vice versa for negative dispositions,” 

so why would negative moods lead to more care and attention, but positive dispo- 

sitions lead to better overall job performance? Don’t care and attention matter to 

job performance? 

It seems likely that the distinction between narrow task performance and 

contextual performance might account for these conflicting reports. Negative 

moods signal us to be alert to dangers and difficulties, so we are more attentive to 

the task at hand. Thus, we set deadlines for ourselves at least partly to create a 

self-induced mood of anxious attentiveness However, for overall job perform- 

ance, especially for managers with their pressing time demands and need to col- 

laborate and gather information, positive affectivity is beneficial because it leads 

others to view them morerpositively and sympathetically? It could be that others 

are more willing to share information and in other ways collaborate with those 

who have positive dispositions because they are pleasant company. The support 

and cooperation of others aids in performance of the managerial job of informa- 

tion exchange and influence. 

Job Satisfaction and Performance 

Although the study of employee emotions, moods and dispositions is rela- 

tively new, there has been a great deal of research on an earlier understanding of 

employee happiness called job satisfaction/Jobisatisfaction is a pleasurable 
feeling resulting from an evaluation of one’s job and job experiences: Alert read- 

ers will have noticed that this older concept is really a combination of feeling 

(pleasurable) and rational analysis (evaluation). It combines both the outcome 

(feeling) and a possible cause of that feeling (appraisal of what this job offers 

compared to other alternatives). You don’t have to be a trained social scientist to 
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guess that such a complex definition can create confusion.*' Fortunately, most 

employees who have been asked about their job satisfaction do not pay much 

attention to fine points, and so pretty reliably report themselves as satisfied, dissat- 

isfied or something in between. 

Job satisfaction is an attitude, that is a feeling, positive or negative, about 

Something, Just as employees can have positive or negative attitudes about their 

jobs, they can have a range of positive and negative attitudes about any other 

aspectof work: their pay, theirbossy their’ coworkers, top management, and so on. 

For this reason, the study of job satisfaction also involves the study of how 
employees’ attitudes might influence their actions at work. 

The attitude of job satisfaction does lead to better contextual job perform- 

ance as reflected in more altruism, more consideration of others, and more helping 

behavior, as well as fewer dysfunctional behaviors, such as reluctant, perfunctory 

effort or problem drinking.** Those who have positive feelings about their jobs 

help out and are more supportive co-workers. Jobysatisfactionis ot; however, 

veryistrongly correlated with narrow task performance? Similar results are found 

for the other workplace attitudes. AS*with*mood and dispositions, workplace atti- 

tudes such as job satisfaction do seem to lead to higher employee contextual per- 

formance but not to more efficient performance of the task itself, whether that task 

ismumberof patients seen; arrests made; deadlines met, or instruction manuals 

written. Why should worker happiness be more strongly associated with contextu- 

al performance than task performance? 

Acting on Feelings 

Although all of us have feelings and attitudes about many aspects of our 

organizational work, we do not always act on them. Whether»we'do; ordo not; act 

on our feelings and attitudes in a particular situation can be clarified by distin- 

guishing between strong and weak settings.* Strong settings are those with 

powerful normative expectations and incentives to behave in certain constrained 

ways. Weak settings are ones in which the participants do not have clear 

expectations about how to behave! For example, when students walk into a college 

elassroom)y'they know to Situnonerof theyaudience'chairs (not the chair facing the 

audience next to the podium),to'speakequietlyuntilsthe instructor begins"speaking, 

anid’ then to sitin’a pose of calm, attentive listening (whether or not they feel calm 

or are actually listening).“College classrooms are strong settings. 

Moststask performances take:placeun strongysettings.A fter all, organiza- 

tions go to a great deal of expense and trouble to make sure that employees know 

what is expected of them on the job and to establish elaborate and sophisticated 

accountability systems to manage employee performance. If an organization’s per- 

formance management and incentive systems are working properly, we should not 

find that emotions, moods, dispositions, or attitudes would have powerful effects 

on employee task performance. 

» However, contextual performance is more voluntary and cannot be mandat- 

ed and controlled in advance..This means that contextual performance takes place 
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in relatively weak settings,,and that is why attitudes and feelings are better at pre- 

dicting employee contextual'performance? Thus, workers who are dissatisfied with 

their jobs don’t make the effort to alert managers when a co-worker is making 

false promises to customers. The unhappy might not go out of their way to help 

colleagues from another division, but instead dismiss them by telling them to go 

ask a manager.'In weak settings, people have more choice about what to do, and 

so their feelings and attitudes will have a bigger impact on whether they choose to 

take the trouble to have high contextual performance.” 

Employee Absenteeism and Turnover 

Employees cannot perform if they do not show up to work. This is"another 

way in which employees’ feelings and attitudes can affect team, departmental or 

organizational performance: whether or not employees come to work ready and 

willing to do their jobs. Absenteeism is when employees do not do their work 

at the scheduled time, whether they have called in sick or taken an unauthorized 

leave. Turnover is the voluntary departure of employees from their jobs. 

Certainly, high levels of absenteeism and turnover are costly to organizations: 

harassed co-workers must take on their absent colleague’s work, substitutes must 

be hired, and new employees must be trained.“¢Unhappy workersare: much mote 

likely to quit, to be absent, or in other ways withdraw from organizations that 

make them unhappy.* Happier employees find that their organization is attractive 

f6'them. Because the organization is attractive to happy employees, they are more 

likely to show up and less likely to leave. This is important because organizations 

with chronic absenteeism must pay for overstaffing to be sure that productivity 

and performance quality do not suffer. Replacing employees who quit can entail 

heavy search and training costs (and I don’t have to tell experienced managers 

about their own heavier workload as they must pick up the slack until those posi- 

tions are filled). There.is.strong evidence: that divisions with higher managerial, 

and»especially employee; turnover have lower profitst*° It is not the case that hap- 

pier employees are necessarily more productive on their tasks, narrowly defined, 

but happier employees are more likely to go that extra mile and less likely to be 

absent and'todleave:All of these actions directly contribute to organizational 

performance. 

Although any number of different workplace attitudes can lead to employ- 

ee withdrawal, the one we know the most about is organizational commit- 

ment, or the extent to which employees are committed to the organization.*’ 

Organizational commitment,consists of both affective commitment (com- 

mitment to the organizations’ goals and values) and continuance commit- 

ment (a commitment to stay with the organization because there are no-attrac- 

tive alternatives): Whereas employees low in both forms of commitment are 

more likely to be absent or to quit,"*sonly the more emotion-focused affective 

commitment is a good predictor of contextual performance behaviors like help- 

ing others.” Particularly noteworthy is evidence that affective commitment can 

counteract the highly problematic behaviors that are encouraged by pay-for-per- 
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formance systems. The sales associates in a large nationwide company were less 

likely to engage in misleading potential customers and front loading sales if they 

felt an affective commitment to their organization.*” 

The positive consequences of employee affective 

commitment have been found in numerous countries 

and for many diverse occupations, even for temporary | Committed employees 
workers.*' Thus, this boxed popular management are better employees. 
opinion is true. 

Employees have many potential commitments, not just to their organiza- 

tions. For example, employees who are committed to their work group or cowork- 

ers are also less likely to be absent or quit. (For many employees, a pleasant work 

environmentis more important than advancement) Good managers will be sure to 

have an accurate diagnosis of the feelings, attitudes and commitments of everyone 

they come into contact with at work. Just as employees may have positive or neg- 

ative attitudes about many different aspects of work, so employees may be com- 

mitted to the organization, or to their coworkers, or to the new product, or to their 

clients, and any of these can influence their contextual performance, their absen- 

teeism, and whether or not they will leave. 

True or False? 

Feelings, Attitudes, and Organizational Performance 

Employee emotions, moods, dispositions and attitudes affect organizational 

performance in two additional ways. First, contextual performance is often help- 

ing others at work with their own performance, providing useful suggestions and 

the like}/and so should result in higher levels of team, departmental, divisional or 

organizational performance.Research does show that the higher a team’s average 

positive mood;'the betterthesteam’s\task*performance:* Additional evidence that 

employee feelings matter for organizational performance comes from astudyufind- 

ing that the average job satisfaction of factory workers in different factories pre- 

dicted those factories’ performance; the higher the employee satisfaction, the high- 

er the factory’s output and efficiency.” So, although job satisfaction does not lead 

employees to perform better on their job tasks, which are driven by the organiza- 

tions’ performance management and incentive systems, organizational perform- 

ance is more than the sum of individual employees’ narrow task performances. 

Happier workers are more likely to show up at work, to stay, and to be willing to 

invest in contextual job performance: help coworkers, take the initiative to solve 

unexpected problems, and in many other ways engage in consummate effort. 

These actions apparently improve aggregate group and organizational perform- 

ance. Employee happiness does not make employees more productive in the nar- 

row sense, but it does matter to team and organizational performance. 

The second reason employee emotions affect organizational performance is 

becalise emotions"are contagious» Employee emotions, moods, dispositions, and 

attitudes influence what others at work feel. 2he positive feelings reflectedin 

helping co-workers can create a circle of support and assistance that has been 

reflected in team and organizational performance. Of course, such positive 
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Organizations staffed by enthusiastic and committed employees may fail because 

markets have shifted or technology has become obsolete. Contextual performance 

may not be enough to save every organization, but it never hurts. 

What Makes Employees Happy 

What do we know about what leads employees to have positive feelings about 

their organization, jobs, bosses and coworkers? First; asisinot Surprising, employees»... 

Those who believe that their workplace is fair and just feel more positively about it 

than those who do not,” and employees are happier with jobs that provide more 

autonomy and variety.” Interestingl 

“at their jobssforanindéfinitetime!"So expecting to be working temporarily reduces 

happiness with a job."Although those who are paid more are more satisfied:with their 
“jobs, women are not less satisfied than men, despite their lower relative pay.” 

In conclusion, just as there are many things that employees may feel good (or 

bad) about at work and may be more (or less) committed to, so there are any num- 

ber of things that can cause such feelings. Pay is only one among many. What is 

dangerous is that high pay is very effective at inducing employees to stay in their 

well-paid jobs. So, those well-paid employees who are unhappy — because of injus- 

tice or because they hate their jobs or because they received insulting treatment — 

may stay for the money and damage organizational performance. Such employees 

may act on their unhappiness in any way they can get away with — perfunctory 

effort, undermining others or anything else, limited only by their imaginations. 

Unhappy employees who do not leave because they have no attractive alternatives 

risk spreading their negative feelings and attitudes throughout the organization.°' 
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Application — Make Employees Happy 

Because most studies of employees’ happiness have been based 

on a utilitarian understanding of happiness, most of this work has 

focused on what is associated with employees’ assessments that 

their current jobs are better than the alternatives. So 

¢ Better pay than at other jobs the employee could get. 

Lack of alternative jobs: employee job satisfaction is highest in 

areas of high unemployment. 

Jobs higher in the organizational hierarchy. 

Jobs with more autonomy that use the employees’ skills and 

knowledge and provide knowledge of results. 

Jobs that provide the particular satisfactions that the employee 

values (for example, congenial colleagues for those who value 

this or high pay for those who value that). 

Fair treatment. 

Co-workers with positive dispositions (because they create 

positive emotional contagion). 

Employees trained in more positive self-talk or positive inter- 

pretations of events.” 

FEAR AND JOB PERFORMANCE 

pedi jomthatslead - Bu ! 

least not immediately)piticanslead'to"stress, and ‘stress canlead'to'several dysfunc- — 
Wins!" In Chapter 2, we saw that the image of the stressed executive succumbing to 

a heart attack is a false one. Rather, the opposite is true. Across a‘wide variety of , 

: True or False? 

Stress kills. 



76 REAL RESEARCH FOR REAL MANAGERS 

. We can ask people to tell us their levels of experienced stress, 

stress also can be assessed by certain biological markers, as was done in the above- 

cited medical studies. The more workplace challenge:isnew,"unexpected, ambigu- 

When people 

feel that they have sufficient control over their situation to allow them the time to 

learn about the problem, or the authority to sidestep or delegate it, they are less like- 

ly to experience stress. 

“ingnewunformation. A study of the deaths of firefighters in the Mann Gulch Fire 
found that this reversion to ingrained habits under stress led to needless deaths 

because the firefighters trapped behind a brush fire did not diagnose their situa- 

tion.” Similar threat-rigidity responses have been found in other organiza- 

mg. When diagnosis and careful decision 

making are important to effective job performance, stress leads to poorer perform- 

ance. 

— smarter people give us their expected 

superior performance only when under low stress.® 

If stress kills, leads to rigid responses, and poorer job 

performance, why would so many hold this false boxed opinion? Perhaps they have 

learned from experience that their own 

employees are among the less intelligent, 

so stress does little to reduce their job per- 

Employees need to have a fire lit formance. Or perhaps some managers 
under them or they wont perform. | believe this because they know that people 

can put more effort into familiar, habituated 

tasks when under stress, and they simply assume that the problems their employees 

face are routine ones that do not require much thought. So it is possible that this opin- 

ion is based on a clear understanding of the effects of stress on employees’ perform- 

ance, based on an accurate diagnosis of their employees and their tasks, unburdened 

by any concern for its consequences for employees’ health. Alternatively, as we will 

see in the next chapter Managing Performance, perhaps managers with this opinion 

are confusing the focus, and discipline of having clear, challenging goals with the 
stress and anxiety of fear. 

True or False? 
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Application — Reduce Employee Stress 

The following are approaches to reducing stress-inducing work- 
‘place ambiguity, increasing employees’ perceived control, and ~ 
potentially useful coping strategies.” 

- Reduceyunnecessary uncertainty. The creation of artificial 
uncertainty by changing performance standards or delaying 

information does nothing to motivate better performance. 

* If uncertainty cannot be eliminated, explain and provide time 
lines for announcements when further information will be” 
(known. For example, management in an acquiring company 

can immediately let employees in an acquired company know 

which jobs are subject to reductions stemming from consolidat- 

ed functions, what the process will be for making further deci- 

sions about layoffs, and the expected time line for those 

announcements. 

mployees should be 

given clear guidance on performance standards, practices and 

objectives and then be allowed to do their work without some- 

one providing superfluous surveillance. One popular approach 

to increasing experienced autonomy in manufacturing 1s to 

group tasks into team responsibilities and then let the teams 

select team members and generate suggestions.” 

Iking can provide powerful 

buffers of stress at work. 

However, when the stressful conditions can be reappraised or 

reframed, cognitive skills focused on learning how to reframe 

and interpret events in a more positive, controllable way can 

help. For example, instead of saying, “I always screw up,” 

employees might learn to say, “Today did not go well, but I 

learned the following things from it...” 
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Implications for Managing Managers 

Y Be wary of jobs that require you to constantly display emotions 

you are not feeling. They are bad for your health. 

Managers catch their employees’ emotions as readily as employ- 

ees catch emotions from their managers. Do you only see your 

boss when you have a complaint, making yourself a source of 

frustration and anxiety? 

Develop your ability to read emotions from nonverbal behay- 

iors. Any time you are sitting and waiting is an opportunity to 

improve your emotional intelligence. For example, meetings are 

particularly good places to observe and develop your under- 

standing of how emotions affect others and combine in complex 

ways. 

If you were surprised by someone’s emotional response, take the 

time to discover why your assumption was off the mark. 

If something upsetting or distressing happens to you at work, by 

all means do talk about it with someone else. But be cautious: the 

person standing next to you when you become upset is not always 

the person you should trust with your immediate reactions. 
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Managing Performance 

S OMS common sense ane ee evidence! 

iL TC 

performance i iS SO Stmortiit we find mich ponuled nen — and thus inevitable 

contradictions and misconceptions — about managing employee performance. 

Fortunately, there is substantial research seeking to understand how to motivate, 

direct and sustain high levels of employee performance in organizations. This 

organizational behavior research does provide useful guidance about what does 

and does not work, as well as warning of traps common sense can create when it 

comes to trying to re een in organizations. s chapter is organized _ 

; rh tein ot Sera aan eewind Scuieaeruct@ath 
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at leve ACC task. However, although some man- 

agers continue to worry about employee motivation, they need not: we understand 

how to motivate. Creating and sustain- 

ing motivation can be diagnosed and 

straightforwardly addressed. This happy 

Employees will not do something if situation 1s largely due to the implemen- 

there isnt anything in it for them. tation of expectancy, self-efficacy, goal 
setting theories, and the theory of causal 

attribution. So, the boxed opinion is true. The challenge is making sure they 

believe their actions all (ek to something they actually want. 

True or False? 

Diagnosing Motivational Problems 

fan tee Meee ene ee) name ara Theory)? Will I get 

that promotion? A pay raise? The esteem and admiration of my boss? 

And, what costs might I expect from that effort? Would I have to stay 

late and miss more dinners with my family? Incur the resentment and 

jealousy of my peers? In ou words, pero aaa effort, individ- 

uals ask themselves: Do fi is eff itweigh my 
costs? If the answer is, “No,” Expectancy Theor peace no 5 effort, and 

SO no motivation. 

costs? The yes Spheres that it Apeert t matter how much anyone 

else thinks the person should value those benefits and costs, it is how 

much the person considering expending the effort actually values them. 

level that would result in the benefits I value? That i is, it is not eacin 
to nai benefits for the int iy and to want those benefits; there 

will be no effort if the person does not believe he or she has the abili- 

ties or resources to attain the necessary performance. For example, 

someone might be uncomfortable around people, and become impatient 

at meetings. If she knows those characteristics will make her a poor 

manager, she will judge that she does not have the possibility to 
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become an effective manager, and so Expectancy Theory predicts she’ ll 

expend no effort to become one. 

If any one of these three elements is missing, we would not expect effort. 
If the costs of the effort outweigh the benefits, employees will not make the effort. 

If the benefits the organization offers are unattractive (or the costs are too person- 

ally odious), employees will not make the effort. If employees do not have the 

ability or resources to turn effort into the performance necessary to obtain the ben- 

efits, ah will not make the effort. 

rse, Expectancy Theory is a highly rational theory, and we know 

a rere trump rationality. However, this theory has been a good pre- 

siete aielist for sulk actions important enough for individuals to take the time 

assessments. ge Seana those with more positive affect are more likely to judge 

that the available rewards are more attractive, that the odds of achieving attractive 

rewards are higher, and that they have the ability and resources necessary to 

obtain those rewards.° That is further evidence that we all are better at rationaliz- 

ng what feels right than we are at rationally weighing evidence. Nonetheless, for 
Pe ica purposes, whether or not employees are sufficiently rational decision 

makers is not as important as Expectancy Theory’s usefulness in diagnosing why 

people do what they do in organizations. 
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Application — Understand Motivational 
Problems 

Motivational problems usually present themselves as others not doin 
~ what you want them to do. These could be employees, suppliers, col- 

leagues, or your own boss. You need to ask Soest Why is the co 

son not Sues to HRS the action I Wane nal problems 

to eT ero someone’s s belief that they cannot sit something as 

an incentives problem, so always ask this question first. 

hinge tt eer Sr nieh many see no real opportunity for any pay raise 

of significance or gain their greatest pleasures at work from a con- 
genial relationship with co-workers. You cannot make people value 
what you think they should value or assume that everyone else val- 

ues what you personally value. What is more, don’t forget that many 

people value their sense of personal autonomy (and self respect) 
more than the small amount of eet ney Mts eee ee 

ees while ac rewar } me you nage the person ceil bea 

eas areae but aly ered for individual job performance? A 

corollary to this problem is assuming that the only reward that can 

and should be attached to effort is money. Money does matter to 

people, but it is not the only thing that does, and too many managers 
just assume that if they do not control much money they cannot 
motivate. People want many different things, so be creative. 

Addressing money’s role in the incentive problem is complicated 
enough for a more detailed discussion in the following chapter. 
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nember: Expectancy Theory’s key lesson is that it is the other person’s 

>ptions that count here , hot any objective reality. It is always possible that the 
person mieMiidersinde his or her capabilities or falsely does not believe that val- 

ued rewards will follow effort or does not understand what effort will be reward- 

ed. If so, the problem is one of clarifying their apparently inaccurate expectations. 

Enhancing Self-confidence 

ity to perform? This 
boxed common management opinion assumes that the 

reason employees aren’t doing what you want is because 

they need more painful punishments; in Expectancy 

Theory terms, the motivation problem has been diag- 

nosed as an incentives problem. Some motivation 

problems are incentives problems, but not all. If < 

True or False? 

All they need is 

a kick in the pants. 

zal otha studied 

lief that he or she is 
avoiding unde- 

ow confident are they that they can do the work? Self effi- 

ion — we en? t ee Hie! we ane t ine can aa ee eeafalls 

done — Sitdle SO it 1s eit to salomtl Lia iiss higher 

foe enn in self enicasy TIES action ae are Sheyaietart Because ditte een in 

self efficacy get more done at work, fostering high employee self efficacy, can 

improve es papel 

created Be Bvaraalicht proeeants to create a Gained Effect among new sales peo- 

ple and established professionals at work have resulted in significant improve- 

ments 1 in ile job a ° It can be oe ~Successft slur acacia 
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Application — Build Employee Self Efficacy 
Through Guided Mastery” 

Break down complex jobs into components that can be modeled 

easily. Teach each of the components. For example, new man- 

agers can be trained in the separate tasks of hiring effective 

employees, setting performance expectations, providing perform- 

ance feedback, running a meeting, and so on. 

Teach general rules and strategies for dealing with different situa- 

tions rather than scripted routines. 

Use a variety of specific examples of the application of the gen- 

eral rules and strategies. 

Use examples similar to the employee’s own job and challenges. 

Apply the new skills in a practice situation with informative 

feedback. 

Train resiliency by including skills and strategies for overcoming 

obstacles and frustrations. 

Provide an opportunity to apply the skills on the job, with an 

opportunity to evaluate what was effective and ineffective. 

THE IMPORTANCE OF ACCOUNTABILITY 

Sif eaiocgare NNER companies. '° : The rabies oath this bored aerules 

opinion is that it assumes employees know what they should do to be successful. 

In other words, it assumes they have clear and 

Tragor False? accurate expectations. Experienced managers 

know that even the most motivated employees 

Just hire the right people | can invest their effort in projects that are 
and get out of their way. short-sighted, activities they enjoy doing (rather 

than activities they should be doing), or work that 

just isn't as important as projects they should have been doing WSS Anca, 

employees do not know what they are expect neir jobs, they certair 

- cannot be expected to do Ime iin aetna: 
difficult; the more challenging managerial problem is ensuring that employees' 
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efforts are directed toward the right objectives, rather than wasting that effort 

in unproductive ways. When people in organizations are left alone to do what 

they want whenever they want to do it, they might sometimes do what is needed, 

but they are more often going to waste their time and intelligence, producing 

little of value for the organization and producing frustration for themselves. 

Clarifying and then continuously managing expectations via accountability is a 

critical part of managing employee performance. 

Employees can be held accountable in many different ways. In small 

owner-operated organizations, the owners might continuously watch employees 

and so may have no need for formal systems of performance accountability. Here 

employees are accountable for keeping the boss happy, and all but the most pig- 

headed will understand this. However, as organizations grow larger and more — 

complex than any one person can personally monitor, formal performance goals 

and standards for divisions, departments, teams and individuals are necessary to 

create and sustain accountability. 

Goal Setting 

The power of clear accountability is best demonstrated by research on Goal 

Setting Theory. A goal is the conscious aim of action (not the action itself). For 

example, to design a semiconductor chip that is 50% faster but only 10% hotter and 

no larger than the existing chip by August 30" is a performance goal. Another 

performance goal might be to reduce surgical catheter infections by 80% this calen- 

dar year. An action, like moving sterile equipment within easy reach of the surgical 

nurses, is not, 1n itself, a goal, although it could be a means to the goal of reduced 

surgical infections. As a way of holding employees accountable, goal setting can 

powerfully motivate and direct effort; however its very power makes it something 

_ that must be carefully managed to avoid unintended consequences. 

Goal Setting Theory predicts (and this prediction has been supported in count- 

less studies) that setting performance goals that are specific and difficult results in 

higher job performance than either easier goals or just being told to “do your best.”"® 
Setting specific, difficult goals works in a wide variety of jobs from the simple to 

complex research and development work.” Specific, difficult goals can also help | 

‘spur creative ways to achieve the goal. When employees, teams, divisions and 

organizations have specific difficult goals, they produce superior performance. Goal 

setting really does work. Goals are better predictors of high job performance than 

personality and preexisting motivation.'* And it may surprise some readers to know 

that specific, difficult goals produce higher performance whether or not money is 

attached to achieving them."” Why do performance goals work even without some 

payoff attached to achieving them? Because if we accept a goal as our own and we 

see it as achievable, goal achievement itself is psychologically rewarding. We all 

gain satisfaction from reaching our goals, especially difficult ones. Goal setting 

works because goals direct attention and effort to goal-related actions; goals are 

energizing, and they lead to more persistence.” 

It is important to emphasize that goal setting only works when t he goals are 
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accepted as the employees’ own,” and they believe they are able to achieve the goal.” 

Goals can be assigned by managers or others (that is, they do not have to be self-set 

to be effective), but the level of commitment to the goal is important, especially for 

very difficult goals.“ So managers must always take care to be sure that any employ- 

ee performance goals are accepted, and employees are highly committed to them. If 

they can do that, goal setting can be a powerful support to performance accountability 

and organizational control. 

It is not difficult to gain employees’ commitment to specific, difficult goals. 

When they take jobs, employees expect to be assigned tasks and to be held account- 

able for job performance, and most welcome clear targets and goals. Knowing what 

is expected, and having a way to know that they have succeeded, helps employees 

avoid frustration and anxiety. For example, those in volunteer jobs who were not held 

accountable for their job performance reported that they were insulted by such neg- 

lect.“ Employees also welcome clear performance goals because they protect them 

from arbitrary and capricious demands. Employees with specific goals can feel like 

professionals with responsibilities rather than servants at the beck and call of others. _ 

For those reasons, getting difficult, specific goals 1s welcomed by employees as long 

as they do not anticipate perilously negative consequences for failure to reach their 

difficult goals. In other words, goal setting motivates but not in a vacuum, and 

employees who have learned to distrust those setting their goals will not accept or be 

committed to those goals. 

One common way performance is undermined by mismanaged goal se 

_ by ratcheting goals. Ratcheting goals is when every met goal is followed bya | 

higher goal in the next time period. Some managers do is because they know that 

the higher the goal, the higher the performance.” Certainly, setting ever higher goals 

can spur increased performance when the initial goals are PACES as proximal 

goals. That is, if Pili eenerrcaniaipreime mate perfo ricci ea 

— series of sino | go alsiwill, ba set to ge informa 

tp a new higher g¢ Q t has sent a « at goal ac 

be a with zidinereal en pressure. We have cane iow 

that employees who believe management will ratchet their performance goals and 

quotas upward when goals are met collaborate in enforcing lower job performance 

among coworkers to avoid the punishment of ever increasing performance pres- 

sures.” Clearly, a performance management system that rewards employees for limit- 

ing their performance is dysfunctional. Employees are not stupid, and when their 

goals are routinely ratcheted upward they learn that their real objective is to work just 

at, but not above, the management-set goal. Such management actions undermine | 

employee trust and so can reduce employee contextual performance. These are the 

fabled sullen and adversarial workplaces that the discipline of organizational behavior 

arose to repair. 

Finally, because goal setting is such a powerful motivator, great care must be 

taken to establish Ste for HE SNe aaa saa nbd oN want to motivate. 

In practice, this can be messy and difficu several reas 
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* Goal setting works best when well learned skills are needed. If employ- 

ees don’t know how to reach the goal, the stress can be debilitating.” 

* Conflicting goals can lead to worse performance than no goals at all.” 

Many jobs in public-sector organizations have such conflicting objec- 

tives. For example, a nation’s customs service must prevent illegal 

products from coming into the country, but actions to prevent all unau- 

thorized entry lead to slower border crossings, something that is very 

costly in an increasingly globalized economy. Customs services must 

therefore meet two inherently incompatible goals: preventing unautho- 

rized entry, which leads to slower border crossings, and speeding goods 

across the border, which leads to more unauthorized entries. Thus, cus- 

toms services, like many other public services, can face see-saw pres- 

sures to emphasize one goal or the other, depending on the most recent 

scandal agitating their political overseers. Such performance problems 

are too often misdiagnosed as faults of employee effort or ability rather 

than a fault of organizations with fundamentally conflicting perform- 

ance demands. 

In some organizations, goals are established only for those portions of 

job performance that are most easily measured, directing attention away 

from other critical responsibilities. 

rong evidence that goals that are very difficult can lead 

mp! 0 lie and engage in other unethical actions.” If employees 

are held eniety accountable for performance goals they feel are impos- 

sible to meet, many will respond by covering up problems as long as 

possible, misleading potential customers to make the sale, or any other 

opportunity their job provides for meeting that goal, no matter what the 

cost to the organization’s reputation and long-term performance. 

¢ It is not always possible to specify in advance what needs to be done. 

When faced with complex new tasks, specific difficult goals can lead to 

performance anxiety and an unsystematic scramble to figure out what to 

do.** Because goal setting depends on absolute clarity about what per- 
formance is wanted, genuinely uncertain environments are unsuitable 

for goal setting.’ 

_ So when coping with new or uncertain problems, when a job has conflicting 

_ requirements, when goals are too difficult, or when spontaneous decision making 

is critical, setting difficult, specific employee performance goals can result in 

worse organizational performance than no goals at all. Goal setting is very good at 

directing employee attention to actions to achieve those goals, so if those goals do 

not represent all of the priority tasks for a JO a will find people powerfully 

motivated to do the wrong things. Setting specific, difficult goals is one way to 
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clarify expectations and ensure accountability, but it is not appropriate for all jobs 

or all aspects of many fone Beenie they are such powerful motivators, goals 

must be set with care and continuously evaluated for unintended consequences. 

Application — Set Clear Expectations 

You must begin by being honest with yourself about what 

accountability you actually want from employees. If you really 

want to hold them accountable for prompt responses to your 

changing requests and instructions, establishing specific perform- 

ance goals and measures wastes time and undermines their faith 

in your honesty. 

Write down any goals, tasks, accomplishments, and activities. 

Writing it down ensures clear communication, increased under- 

standing, and accountability. 

Hold employees strictly accountable for what is observable, 

measurable, and critical to performance.” 

If job descriptions exist, use them as the basis for establishing 

accountability. For each responsibility, you can ask yourself, 

what would good performance look like? For example, when you 

have seen excellent performance on “takes initiative,” what 

exactly did the employee do? What is a specific example of poor 

taking of initiative? The more specific and clearer the expecta- 

tions, the easier it is to establish accountability. 

Revise and develop these behavioral descriptions. Bringing in 

other knowledgeable people helps to clarify and to ensure you 

are covering all of the critical responsibilities. 

After expectations have been developed, establish a regular time 

to meet and discuss performance with each employee, and then 

actually do this. Make it a priority: accountability means actually 

holding employees accountable. If there is never a day of reck- 

oning, there is no accountability. Well managed organizations 

always have regular reviews of performance whether or not spe- 

cific goals are set. These reviews are opportunities to discuss 

how the performance goals and measures should be adjusted and 

to jointly address problems that occurred during the period. 
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Managing Accountability with Feedback 

Given what we know about the fundamental attribution error (that we all have a 

bias to see our own actions as driven by environmental pressures and to see 

others’ actions as driven by their own inten- 

tions), it isn’t surprising that many managers. True or False? 
falsely assume that employees view their own 

performance as the managers do. Those Employees usually know when 
responsible for the difficult and often painful they are performing poorly. 
job of providing feedback might wish that 

poorly performing employees understood the nature of their performance problems. 

Managers might wish the boxed opinion was always true, but in reality it rarely is; 

‘most of us have unrealistically positive self-evaluations. For example, survey after 

survey finds that more than 80% of employees believe that their performance is 

“above average;” among the more educated, such as scientists and engineers, more 

than 90% believe that their own performance is above average.* Yes, when you do 

the math you can see that about a third of all employees have an inflated sense of 

their own job performance. Furthermore, few employees feel they get good, detailed 

_ feedback about their performance.* These troublesome reports suggest we should 

_ never assume employees have accurate views of their own performance. This is not 

only a problem for organizations that are not getting the best employee performance; 

it is harmful to all those who falsely think they are doing their jobs well and never 

have the opportunity to improve. 

The best way for managers to make sure expectations are clear and employ- 

ees know what they need to do to improve is to provide clear feedback. Ambiguous 

communication amplifies any existing impressions, true or false.” Feedback is the 

most flexible way to ensure clarity. It is the knowledge of the results of your own 
actions; it is information that signals either that performance 1s fine or that corrective 

action is needed:* no feedback, no possibility for corrective action. Thus, it isn’t sur- 

prising that numerous studies demonstrate that specific, clear feedback that is 

focused on performance leads to higher employee job performance.*’ Furthermore, 

_ those employees who actively seek feedback — especially negative feedback — 
_ have better job performance than those who do not.* Seeking feedback is especially 

important for more ambiguous, open-ended managerial jobs. Clear expectations are 

not established once-and-for-all by setting challenging performance goals or writing 

job descriptions; high employee job performance requires constant feedback and fol- 

low-through with corrective action. 

If employee performance is so critical to effective organizational perform- 

ance, and accurate feedback enhances that performance, why are so many employ- 

ees not getting the feedback they need? The theory of causal attribution helps in 
understanding this breakdown. As we saw in Chapter 3, this theory explains how 

and why people make the causal attributions they do. People ask, Why did that hap- 
pen? Their own answers to that question help us predict what they will do about it.” 

This theory proposes that our causal attributions are based on whether or not the 

performance is attributed to the employee (internal cause) or attributed to something 
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in his or her environment (external cause). One of Edward Deming’s most enduring 

contributions to management was his insistence that evaluators are biased to make © 

internal attributions rather than looking first to such external causes of poor employ- 

ee performance as lack of equipment, inadequate information, faulty training, and so 

forth.” Furthermore, even if performance was internally caused, was the employee’s 

poor performance caused by a temporary situation or were the causes more stable 

(consistency)? Temporary or one-time incidents can be safely ignored; consistent 

causes need to be managed. 

The actions a manager will take to manage an employee’s poor performance | 

will differ if different causes are diagnosed. Performance feedback works best when 

it is a conversation about causes — a conversation about how to fix the problems. 

Objective observers certainly can disagree about the different causes of an employ- 

ee’s poor performance, and those differences in attribution can be even more pro- 

nounced because neither managers nor employees are wholly objective observers of 

employees’ job performance. Employees are biased to attribute their own less-than- 

stellar job performance to external or uncontrollable causes. In contrast, their man- 

agers are biased to perceive the causes as internal to the employee and therefore 

controllable by him or her. Given this fundamental attribution bias, we find that 

employees often do disagree with their managers’ performance feedback.*' Because 

a positive assessment by supervisors is so important to subordinates, they sometimes 

focus on selling their own perception of their job performance rather than listening 

to their supervisors’ analysis.” 

For all of these reasons, a conversation with others about their poor per- 

formance can be frustrating to most managers. So it isn’t surprising that many of 

them stop trying to provide honest performance feedback to their employees. They 

are tempted to distort feedback to make it more positive® or just give up when 

employees are solid performers in other areas. There has been much speculation 

about why so many managers abandon giving performance feedback to resistant 

employees, with the consensus being that in many organizations those responsible 

for giving performance feedback have little to gain by being brutally honest and 

much to lose. If managers are not confident in their own abilities to give feedback 

or not confident that employees can or will improve, there is little benefit to — 

counter-balance the undoubted costs of a hostile and painful conversation leading 
to resentful employees. 

So, employees attribute any performance inadequacies to external and 

uncontrollable causes (and assume everyone else also does so), and their managers 

attribute the causes to the employees themselves and so assume that feedback will 

not change anything. Performance feedback does not take place, or is done in a 

way that damages performance, and so opportunities to diagnose and correct per- 

formance problems are missed. Performance suffers and employees become frus- 

trated and angry. What can be done? The best approach is to help managers 

become more skilled and confident in giving performance feedback. 

The problem of disappearing performance feedback is exacerbated by many 

managers’ lack of knowledge about how to give feedback that is more likely to be 

heard and less likely to result in a hostile reaction from feedback recipients.” 
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The following guidelines might assist the unfortunate manager whose job it is 

to provide this necessary performance information to defensive and resistant 

employees. 

Application — Give Effective Performance 
Feedback* 

Base feedback on objective information if possible, such as week- 

ly production reports, monthly revenue, or customer complaints. 

What might otherwise be interpreted as personal criticism can be 

replaced with a joint focus on how to improve those numbers. 

Describe specific actions, not personalities. Be factual. Don’t ever 
tell someone, “You are...” 

Never use condescending language or tone. 

Describe the effects of the action. For example, “When you do 

[describe the action] it leads to [describe the negative conse- 

quences for the organization]...” Practice this; it works. 

If you gain agreement that the effects are unwelcome, begin joint 

problem solving. For example, “How can we prevent...” 

If you do not gain agreement that the action occurred, wait for its 

next appearance. Do not try to persuade. 

If after a second attempt to describe the action, the employee still 

does not acknowledge or perceive a problem when it has just 

occurred, there are no opportunities for behavior change. So either 

live with the problematic behavior or remove the employee. 

If you do not gain agreement on the negative effects of the action, 

this lack of agreement is now the problem. If the negative effects 

are personal for the employee, resistance means there are no 

opportunities for behavior change, so either live with it or remove 

the employee. If the action has negative effects for others or the 

organization and the employee refuses to acknowledge those 

effects, you have a very serious problem. Consider removing or 

isolating the employee. 
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Application — Give Effective Performance 
Feedback cont. 

¢ Ifthe person gets very emotional during feedback (or at any other 

time), try the following: If the employee is talking (or shouting), 

let him or her talk it out before trying to address the underlying 

problem. Do not interrupt very upset people with rational observa- 

tions or analysis; this will just further enrage them. If someone 

cries, hand her or him a tissue and wait it out before trying to 

address the underlying problem. Crying should never terminate an 

important conversation; wait it out. For those employees who are 

slow to re-gain control of their emotions, formally Sees the 

discussion for the next day. Don’t let it drop, and do not let em 

tional outbursts lead to an avoidance of accountability. yee 

employees are quite ready to analyze performance problems after 

they have had a day to absorb the news. 

Be sure to follow up and either congratulate employees on their 

successful changes or take action if no change has occurred. 

Finally, use good judgement. If you have experienced employees 

who already know what they need to do, don’t irk them by roboti- 

cally providing feedback. Better to use your time together to solve 

problems and discuss plans. 

MEASURING THE PERFORMANCE YOU REALLY WANT 

There is no doubt about the importance of accour | 

j exactly”? The power of what is measured to drive perforn ance is cle | 

is not in understanding this but in knowing how to set up rmeAsHewO of job erm 

ance to gain the power of tools such as goal setting to motivate the performance you 
really do want. This challenge arises from the fact that perfect measurement of 

employee performance Is very rare in practice. If perfect performance measurement 

were possible, then organizations could hire contractors rather than employees. This 

means the popular hope expressed in the inset box is nearly always a false hope. We 

have employees because we cannot pre- 

cisely measure all of what we might want 

from them in advance, and we will always 

We just need to design a better ues on their contextual performance. 
performance measurement system. —e 

True or False? 

shave clear EP intions — they 
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should do and so can be accountable for their actions. This dilemma can be 

_ addressed in part by carefully avoiding the following impediments to measuring the 

~ employee performance we really do want. 

Measuring Quality 

The first challenge to performance measurement is that those actions and 

performance outcomes that can be measured are not always the actions and per- 

formance outcomes most needed. A rigid adherence to what is most measurable 

can result in goal displacement. Neglect of what you really want to achieve in 

favor of what is most easily measured, or goal displacement,” can lead to 

serious problems for organizational performance. One form of goal displacement 

is a Sole focus on performance quantity because it is easily measured: sales 

volume, deadlines met, earnings targets exceeded, and the like. For most jobs, 

these outputs are important and should be measured. However, alone they are 

incomplete measures of most jobs because they say nothing about performance 

quality, something that usually requires someone’s judgment after the fact. So, 

sales volume may be important, but not if it comes from front loading the orders 

_and so robbing sales from the next reporting period; deadlines must be met, but 

not by producing incomplete and thoughtless reports; and earnings targets met by 

managing earnings can be very damaging to an organization’s reputation. 

Furthermore, the importance of contextual performance has already been 

discussed. If good job performance is defined solely as achieving numeric targets, 

then no one should be surprised if employees produce quantity without helping 

customers and co-workers, problem solving, and exercising good judgment. They 

are just doing what they have been told the organization really wants. 

oal displacement can be avoided by including assessments of performance 

quality and contextual performance along with quantity measures. So, for exam- 

ple, sales associates might also be judged on the number of calls to clients and 

client evaluations of the associates. Examples of good judgment and citizenship 

can be recorded and discussed during feedback sessions. However, quality and 

behavioral assessments can rarely be specified with the same precision as per- 

formance quantity measures. Assessments of work quality and employee effort 

often rely on someone’s judgment, and so are subject to interpretation and dispute. 

This means that such measures will be contentious and never perfectly satisfactory 

to everyone. Also, such measurement systems will make performance manage- 

ment more complex, and the greater the complexity the more difficult it is to gain 

the power of clear expectations.*’ However, if quality is important to performance 

and there are no measures devoid of subjective judgment after the fact, some loss 

in motivational power is preferable to a powerful system motivating the wrong 

actions. In short, there can never be a perfect job performance measurement system, 

and recognition of this is eater to managerial maturity. 
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Application — Accountability for Performance 

Quality* 

¢ Approach performance measurement in the same way you would 

try to diagnose any other quality improvement effort: use process 

flow charts and cause-and-effect diagrams to identify wasteful 

practices, rework, sources of conflict, and opportunities for 

improvement. 

Performance problems should first be viewed for any possible prob- 

lems in system design rather than rushing to blame individuals. 

Contextual performance should be identified as a necessary com- 

ponent of job performance, and examples of successful contextu- 

al performance should be identified and discussed during per- 

formance reviews. 

Employees should be held accountable for quality improvement 

suggestions as well as for quantitative performance goals. 

Measuring Innovation 

A focus on what is most easily measurable can be particularly costly for 

experimentation and innovation. ase Sen ee SHON PES pees to 

meet those goals, but because innovation 1 erently unpredi nknow- 

able, it cannot be Raeipaneerien nator ty for goals met. Such goal < 

ability can be interpreted as high evaluation pressure, aiid oe pressure ee 

less experimentation, and so, less innovation. In practice, what happens is that 

employees are admonished to innovate, but innovation is never measured. For 

example, some years ago the Bank of America established a program to promote 

innovations in new products and customer service. However, because employees’ 

performance was still measured as meeting routine targets such as number of new 

customer accounts, there was little innovation.” ® This bank’s attempt to encourage 

innovation is all too common: because innovation could not be specified in 

advance with specific goals and measures, it yas left completely outside the per- 

‘formance management system. Organizations that say they want innovation, but 

hold employees accountable for what is most easily measured, will not get innova- 
tion from their employees. Research indicates that having multiple performance 

measures (such as current job performance and innovation) does not impede 

experimentation as long as there was low evaluation pressure.” Just because inno- 

vation must be assessed after the fact does not mean it cannot be assessed as part 
of expected job performance. 
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What Is Really Important Will Change 

Change is inevitable. All organizations face pressures to change in response 

to shifting customer, client, patient, competitor, constituent, or governmental 

demands. And change continuously undermines existing employee accountability 

systems. First, all measurement systems decay over time, something that Marshall 

Meyer has called the performance paradox.*' He provides evidence from a 

wide variety of businesses, social services and sports to show that once a measure 

of performance is used to evaluate, those being evaluated will seek to improve 

their performance on that measure. Over time they either learn how to perform 

better on that measure or are removed for poor performance. That is, after a period 

of time, all who are being evaluated on that measure will do well on it, and so the 

measure losses its ability to differentiate (all are high performers). This means the 

performance measures lose their usefulness. This inevitable process leads organi- 

zations to continuously add new measures that can better differentiate perform- 

ance. But again, performance inevitably improves on the new measures, and so 

other measures need to be added. 

This performance paradox is the reason why we often find very baroque and 

complex measurement systems, as evaluators constantly seek to discover the bet- 

ter performers, and performers constantly seek to improve on their performance 

measures. So over time, measurement systems can become extremely elaborate 

_ and complex, with ever more time and resources devoted to maintaining them. 

The more performance measurement 1s used to differentiate employees, the more 

‘severe this decay will be. This ratings inflation often is not correctly attributed 
to the external cause of the performance paradox, but is falsely attributed to soft- 

hearted or lazy performance raters. This mistaken internal attribution has led to 

attempts to force dispers1 must have both ree and low performers in a prede- 

- termined distribution) on a measure on which all employees are actually perform- 

ing identically. Such strong-armed human resources policies are rightly decried as 

arbitrary and unfair by both the employees and the managers rating their perform- 

ance. These forced performance distributions are all too frequent, and as 

Marshall Meyer has persuasively demonstrated, based on an ignorance of the 

inevitable decay of all measures used to differentiate performers. It is fairer and 

more credible to add new measures than to force a distribution of ratings on a per- 

formance measure with no actual differences between high and low performers. 

Just as inevitably, attempts to change and adapt organizations are under- 

mined by existing employee measurement systems. The more detailed the per- 

formance measurement system, and the more specific the goals, the greater the 

likelihood that existing accountability systems will undermine change. The more 

sophisticated and elaborate the measurement system, the more resistant everyone 

is to changing it. What is a fair measure of performance on the new responsibili- 

ties? How exactly will employees need to allocate their efforts on these new initia- 

tives? Employees worry about how they will fare under new and uncertain sys- 

tems. If the new performance measurement system is not yet calibrated correctly, 

will they still be judged fairly? Furthermore, change requires managers and 

= 
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employees to devote considerable time to redesigning performance measurement 

systems, and this takes time away from other job responsibilities. Certainly those 

undertaking organizational changes need to build changes in employee accounta- 

bility systems into their planning, including recognizing the amount of time man- 

agers will need to re-develop new accountability systems for their employees. 

MANAGING PERFORMANCE APPRAISAL SYSTEMS 

Given the importance of clarifying expectations and accountability, it is no surprise 

that many organizations have instituted formal performance appraisal systems. In 

formal performance appraisal systems, managers commit their evalua- 

tions of their employees to writing and place the evaluations in the employees’ per- 

sonnel files, usually with the requirement that the evaluator has met with the 

employee for a performance discussion. Such appraisal systems can include numeri- 

cal ratings scales (for example, 5 = superior performance, 4 = exceeds expectations, 

3 = meets expectations, and so on) for all types of personal traits, behaviors or per- 

formance characteristics. These systems may include performance goals established 

specifically for each job with a narrative description of whether the goal was 

achieved, or they might include any combination of the above. 

Performance appraisal systems are intended to achieve three goals: 1) com- 

pel managers to record each employee’s performance so this evaluation can be the 

basis for granting salary increases, promotions, and terminations; 2) ensure that per- 

formance feedback and developmental coaching for 

employees is provided at least once a year; and 3) let 

employees know what their future prospects might 

Performance appraisals be in the organization. Because there are so many 

should be abolished. problems with how performance appraisal systems 
function in real organizations, we find advice like 

that appearing in the inset box. However, although performance appraisals should be 

abolished for comparison purposes (Use | above), they can be useful to performance 

feedback and expectations clarification (Uses 2 and 3 above). 

We have already learned that many managers dread giving their employees 

feedback, and forcing managers to do something they do not want to do does not 

mean that it will be done well. So, it is no surprise that many organizations have 

found that performance appraisals have disappeared in practice.” If the forms must be 

officially filed, managers will send a completed form in inter-departmental mail ask- 

ing for the employee’s signature, or if compelled to meet face to face, hand a com- 

pleted form to employees for their signature with unmistakable body language indi- 

cating that discussion is not welcome. Furthermore, after all of the anxiety and fear of 

performance appraisal, very few organizations actually review those written records 

when deciding whom to promote. The many problems with performance-appraisals- 

in-practice have been widely studied, with much insight generated and some useful 

advice for managers produced. A brief review of those problems follows. 

True or False? 
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Appraisal Accuracy 

erformance appraisals are notoriously inaccurate. There is substantial 

research documenting the many biases in performance appraisal ratings. To cite 

just a few examples. In Chapter 3, we saw that interviewers tend to rate job appli- 

cants from their own race more favorably. Similarly, the more similarities man- 

agers share with their employees (e.g., work values, work experience, age, race, 

gender) the higher they rate the employees’ performance.* There are other impedi- 

ments to accurate performance ratings: more experienced managers are more like- 

_ ly to attribute performance problems to external causes, but new managers are 

_ more likely to suffer from the fundamental attribution error and blame the 

employee for performance problems.” Intelligence is no help either: smarter man- 

agers are as likely to make performance rating errors as their less gifted peers; 

however managers who believe that personality and ability are more changeable 

and flexible in others are more accurate appraisers of performance.** Attempts to 

improve accuracy have focused on developing more descriptive performance 

scales (it doesn’t really help),°° and on rater training (also not much help).*’ With 

such serious accuracy problems, it is no surprise that those organizations that are 

not constrained by political pressures for formal employee evaluations do not use 

their performance appraisal data to make important personnel decisions. 

More Effective Use of Appraisal Ratings 

_ The effectiveness of performance appraisals depends on how they are used. 

If they are not used for anything at all, then the problems they create for managers 

will lead to their disappearance-in-practice. Alternatively, if the ratings must be 

used for pay increases and promotions, the performance paradox says that 

employees will exert great effort to improve their numbers, leading to a rating 

inflation that makes these measures useless for comparative purposes. 

Nevertheless, formal performance appraisals can be useful to managers and their 

employees. They are more likely to contribute to clarifying expectations and per- 

formance feedback when they are confined to employee development and career 

planning. If performance appraisals are the basis for a problem-solving perform- 

ance discussion, they can help support a performance conversation in which man- 

agers learn what their employees want and employees can better understand their 

managers’ performance expectations. So most of the problems with formal per- 

formance appraisals come from their use to compare employees; when used to 

‘support accountability and problem solving they can be helpful. This begs the 

question: must employees be compared? 

Forcing Employee Performance into a Number 

Employee comparisons usually are done by assigning an overall score to 

employee performance. Accuracy and the use of appraisals to improve employee 

performance are undermined by a focus on assigning numbers to rank ordering 
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employees. Organizations do need to make comparative judgments about employ- 

ees, but reducing employees with complex performance strengths and weaknesses 

to a single number, or worse, forcing rank ordering on performance, undermines 

accuracy and makes feedback difficult. Such summary numbers provide no infor- 

mation about performance expectations and no useful performance feedback, and 

so they do not help improve employee performance. Furthermore, such rankings 

of current performance say Se ADO ale a be ls Hoel eel ina 

higher level job. Finally, how was yees’ work compared in cing thes 

numbers? Some employees HS SETSSERNEEF that i 1S ae exeustireds mney 

others make contributions that must be judged by someone else after the fact. | 

What cannot be doubted is that such systems are very de-motivating for those so 

ranked and place unreasonable burdens on managers who have to justify and 

defend their rankings to their outraged employees.** These forced numbering sys- 

tems make performance-improvement planning discussions virtually impossible as 

employees focus on their number and try to lobby and cajole for a better one. 

These degrading numbering systems do not contribute to innovative employee or 

organizational performance and reflect a misunderstanding of performance 

accountability. 

Self-appraisal 

Unfortunately, adding self-appraisals does not improve the accuracy of 

performance appraisals or make them more useful in performance feedback.” 

Self-appraisals are deeply flawed in prac- 

tice, making this inset boxed opinion 

false. Self-appraisals are more lenient in 

Having employees engage in ‘support of a positive self-image” and are 

self-evaluation makes performance | even less accurate than inaccurate man- 

appraisal more democratic. agers’ ratings of the employees’ job per- 
formance.” After all, we know that many 

employees have an overly inflated view of their own performance, and so asking 
them to rate themselves puts them in a bind. Should they rate their own perform- 

ance a little lower than they really think it is, in the hope they will seem suitably 

modest and their manager will insist on a gratifyingly higher rating? Or should 

employees provide their own honest (and probably inflated) performance self- 

assessment at the risk of revealing themselves to be clueless? Peer ratings are even 

worse, with less-than-outstanding peer ratings leading to significantly lower 
~employee job satisfaction, lower team cohesiveness, and co-worker retaliation by 

lowering other team members’ ratings in subsequent reviews.” This is not to say 

that asking employees to describe their own performance cannot be useful. When 

employees describe their performance and bring that description to a developmen- 

tal performance discussion, it can help managers understand how employees view 

their own performance, aiding in performance feedback. This is different from 

asking employees (or their peers) to assign a number to performance. 

True or False? 
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So, performance appraisals are inaccurate, their use to compare employees 

creates arbitrary misleading numerical scores, and self- and peer-ratings just make 

everything worse. What can be done? Certainly organizations need to be sure that 

employees are accountable for performance, and forcing managers to make time in 

their busy schedules to discuss each employee’s performance once a year can aid in 

both performance accountability and better performance. An emphasis on clarifying 

expectations, establishing accountability, and descriptive feedback, rather than com- 

parisons, can make for productive performance-focused conversations. Also, it is 

only fair that employees know where they really stand with their managers. Finally, 

when employees can present their own perceptions, when they feel that the discus- 

sion is focused on job relevant factors, and when they have a chance to discuss con- 

crete plans for improvement, performance appraisals can be effective.” 
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Application — Make Any Performance Appraisal 

System Work 

If your organization has a system with vague ideals such as “pro- 

vides leadership,” define what those mean to you with specific 

actions. For example, provides leadership could be defined for 

your employees as, in part, holding regular meetings with their 

own subordinates to discuss how their work contributes to strategy. 

Send these translations-into-specifics in writing to all the people 

you will evaluate as early in the performance period as possible. 

If your organization has a purely objective or performance-targets 

system, add specific actions that describe how these targets 

should be met and include examples of unit-supporting contextual 

performance. Send this elaboration in writing to all the people you 

will evaluate as early in the performance period as possible. 

If your organization has no performance appraisal system, create 

your own annual review by writing down specific performance 

expectations. There is no need for rating scales or templates. Ideas 

for these could be developed in a group discussion. After develop- 

ing these expectations, send them in writing to all the people you 

will evaluate as early in the performance period as possible. 

Excellent practical guidelines are available at www.shrm.org. 

Before the appraisal meeting, send a written notice of the time and 

date for the meeting, attach a copy of the written performance 

expectations they have already received, and ask employees to be 

prepared to discuss their own assessments of how they met each 

performance expectation. 

In preparation for the meeting, list specific actions to illustrate each 

of the evaluation criteria. This will be aided by keeping an inci- 

dent file (a file in which notes are placed throughout the year 

describing exactly what each subordinate did well or poorly). This 

helps to avoid focusing only on the very recent past, and employ- 

ees will appreciate that you remembered specifics about their per- 

formance; it shows that what they do is important to you. 

Begin the discussion by asking employees to describe their per- 

formance on each of the criteria. If you agree with their assess- 

ments, you can just add a few specific examples from your inci- 

dent file and spend time working together to solve any problems 

and plan for the future. 
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Plan to spend a proportionate amount of time discussing specifics 

that reflect the employee’s overall performance. That is, if the 

employee has been an excellent overall performer, spend most of 

the time discussing the specific things he or she did so well. Do 

not dismissively rush through the good performance in order to 

spend most of the time on the problematic areas. 

If you disagree with an employee’s diagnosis of the problem, state 

your own diagnosis as specifically and descriptively as possible. If 

the employee disagrees, this disagreement is now a problem that 

needs to be addressed, mutually if possible. 

Try to begin and end with areas of success. 

At no time during the discussion should you hand a completed 

evaluation form to the employee. That would signal that you really 

had made up your mind beforehand and the discussion was just a 

sham. Within one week after the meeting, submit whatever written 

form is required by your organization along with a narrative based 

on your elaborated performance expectations to employees for 

their signatures. If your organization has no formal form to com- 

plete, submit the summary of your discussion with any revised per- 

formance expectations in writing to each employee, keeping a 

copy for yourself. 

¢ Unless you are forced to do so by your organization, do not assign 

- numbers to any employee’s overall job performance, ever. The 

only possible use of such numbers is to compare employees work- 

ing in far flung corners of a large bureaucracy (on what we know 

to be inaccurate assessments). No one likes to be graded (unless it 

is an A+). Don’t destroy a potentially productive conversation with 

gratuitous numbers. 

If you do have to assign numbers to performance, make sure you 

can defend them and plan to manage the disappointment among 

those employees who receive anything lower than the highest pos- 

sible rating. While you might wish employees would think it obvi- 

ous that they are solid but not outstanding performers, very few 

will see it this way (and even those realists would love to be flat- 

tered by the highest ratings). 

End the discussion with a specific set of action plans, which may 

include modifications to the performance expectations. 
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ACCOUNTABILITY AND AUTONOMY 

As should now be clear, accountability is central to successful performance man- 

agement. However, accountability, properly managed, does not have to destroy 

employees’ sense of autonomy in their work. Autonomy is the sense employees 

have that they are free to determine how they do their jobs. Employees who feel 

they have more autonomy in their jobs produce better quality work, are absent less 

often, and are less likely to quit than employees who feel they have little autono- 

my at work.” Accountability begins with assessment, but assessments do not have 
to be rigidly tied to the narrow goals or outputs that create goal displacement and 

damage a sense of autonomy. 

How to create accountability without destroying a sense of autonomy is best 

illustrated by the introduction of a measurement program by New York City’s 

police chief, William Bratton.® Previously, New York police precincts were meas- 

ured annually on the number of police cars and officers on the street, number of 

raids, arrests made, and so forth. The chief wanted to shift the focus to accounta- 

bility for crime control, and so he began requiring precincts to compile daily infor- 

mation on the numbers of different types of crime in each precinct on their new 

computers. These data were fed back to the precinct commanders, who were 

required to meet periodically with a review board to present their precincts’ crime 

statistics and their plans for reducing crime. Under this new assessment system, 

precinct commanders now had more accurate and timely feedback for the crime in 

their precincts; it was now clear they were accountable for crime reduction. As a 

result, precinct commanders developed and shared new approaches to reducing 

crime. This new system led crime to plummet in New York. These New York City 

precinct commanders did not have specific goals for crime reduction; they reduced 

crime via assessment and problem solving discussions. This example illustrates 

that as long as an catalina ee be clear about its mission, it can establish 
accountability for employees’ contribution to that mission through measurement, 

even if the missions or jobs are too complex or uncertain for specific performance 

goals. This can be done by clearly articulating what is wanted and then developing 
multiple performance measures that can reflect that performance. Note 

that having multiple performance measures is not the same thing as goal conflict 

(one goal can only be achieved at the expense of another goal). 

For example, the best research universities require that their faculty be 

among the handful of most important contributors to scholarship in their fields. 

They assess this performance in a variety of ways: numbers of papers or books in 

the most prestigious (and competitive) publishing outlets, the number of other 

scholars who have cited their scholarship, detailed written evaluations of the work 

by the leading scholars at other universities, the quality of the university jobs the 

faculty member’s doctoral students obtain, and others. These criteria are clear 

(written in personnel guidelines), can be flexibly combined (an unambiguously 

important scientific breakthrough can be rewarded before it has been heavily cited 
by others), and are difficult (most faculty do not pass the performance hurdles to 
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receive tenure at the best research universities). Faculty in the most demanding 

research universities are held accountable for meeting these scholarship standards. 

They are fired in their early career if they do not meet them, and they are denied 

salary increases and assigned additional administrative duties if they do not meet 

them after securing tenure. 

For those universities, a specific goal (say, number of publications) could 

lead to goal displacement (publish many meaningless publications in obscure jour- 

nals), rather than the real performance goal of intellectual leadership. The key to 

accountability is multiple performance measures with flexibility and judgment. 

Multiple measurement systems are inherently more subjective than objective per- 

formance goals, but that does not mean that expectations are unclear or perform- 

ance expectations are not demanding. Too many people confuse subjectively 

assessed performance with favoritism and ambiguity and think that the only way 

to remove them is to eliminate all subjective judgments. Organizations will get the 

_ performance for which they hold employees, teams, divisions, and organizations 

accountable. The challenge is to find the combination of measures that really 

reflects superior performance. 

Finally, too many managers confuse assessment for accountability with sur- 

veillance. Intrusive surveillance undermines employee performance. This is 

because many employees hate close monitoring of their performance.” Closely 

watching employees at work reduces their autonomy, and many will retaliate by 

narrowing their jobs and so producing poorer job performance.” For example, 

resentful employees can engage in malicious obedience, following every rule 

and instruction thoroughly in the sure knowledge that this obedience will produce 

catastrophic organizational performance. An example of malicious obedience is an 

air traffic controllers’ slowdown (creating long flight delays by meticulously fol- 

lowing every rule). Close monitoring of employee performance has produced 

vicious circles of withheld cooperation and perfunctory rather than contextual per- 

formance. This often leads in turn to stricter organizational surveillance, producing 

a death spiral of sullen resentment and deteriorating organizational performance. 

Accountability and autonomy are not mutually exclusive: corporate chief 

executive officers can be held accountable for corporate earnings growth while 

retaining the autonomy to decide how to achieve those corporate earnings. 

Successful accountability depends on developing measures of the performance 

that is really wanted (not just the performance most easily measured) and should 

not be confused with heavy-handed personal surveillance. Organizations get the 

performance they assess, and they get the performance they reward: the focus of 

the next chapter. 
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Implications for Managing Managers 

V Find out what performance is really expected of you. Start by 
asking. After completing a task or project, ask your manager what 

you could have done better. Then listen without disagreeing or 
defending your actions. Try to understand the others’ assessments 

as dispassionately as you possibly can. Next, look around. Who 1s 

being rewarded, and who is being punished? Why? Resist the 
urge to explain these observations away with cynical accounts 

that emphasize non-performance causes. Begin with the assump- 
tion that those who are being rewarded are contributing some- 

thing to someone’s idea of good performance, and learn what that 
might be. Too often, cynicism is Just a way of avoiding honest 

self-appraisals. 

Try to get accurate performance feedback. Remember that most 

managers have been punished for providing honest feedback and 

so will be reluctant to be brutally honest. You must encourage 

them in small steps. Many people will provide indirect hints or 

pregnant pauses. You should actively encourage others to elabo- 

rate and then reinforce their honesty by vigorously nodding and 

thanking them for the information. Ask their advice for how you 
might do it better next time. Again, nod and thank them for their 

helpful advice. Most people want to share their observations and 

advice as long as they will not be punished for doing so. If you 

persist in rewarding them for accurate feedback, eventually you 

will have trained them to provide it. Actively practice feedback 
seeking with supervisors, experienced co-workers, peers, and any- 

one else who might have a perspective on your performance. 

If you got a low performance appraisal rating, learn why. Your 

most important task is to understand why your manager views 
your performance in this way. If you understand that, you will be 
able to either improve your performance or get a more suitable 

job on your own time table. Do not argue with your supervisor 

about the rating. Disagreement will make your manager defensive 

and gives you no opportunity to learn. Under no circumstances 

should you append a written dispute or excuses to the formal per- 
formance appraisal on file. Remember, most appraisals on file are 
never looked at by anyone ever again (so why anger your boss for 

a momentary emotional gratification?). In those rare organizations 
in which formal ratings are used for personnel decisions, your 

note does not change the rating, it just provides a permanent writ- 

ten record of your misunderstanding of how organizations really 
work. Undertake formal appeals with great caution. 
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Managing Incentives 

| fae matter. People come together to do organizational work because they 
believelthey Will'@ainlsomething trom theiractions! Those gains might be a 

desire to contribute to an organization that is doing good works, a sense of personal 
fulfillment, a company car, or anything else imaginable. Slavery is rare in today’s 

world: employees voluntarily join and work in organizations for what they can get 
out of it. People participate in organizations because they gain more enjoyment, 
more valuable experience, a shorter commute, more money — more of something 
— than they could get from any of their alternatives. 

coordinate Theim actions WithlOthers!'T he effective management of incentives is nec- 
essary to organizational performance, and it is difficult to get night. Everyone com- 
plains about the incentive systems in their organizations, and managers and human 
resources professionals are constantly tinkering with incentives trying to make them 

bette. \aeTee anon BRC ivesstomemaploniaaénsoudisicnlistnmandOroT” 

This chapter explains what systematic organizational behavior research says 
about why organizational incentive systems can be so difficult to manage and what 

seems to work and what doesn’t. It discusses the challenges of being clear about 
what actions really are rewarded, discovering which incentives employees actually 
do value, money as an employee incentive, and concludes with a discussion of how 
to more effectively manage incentives. 
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CLARITY ABOUT WHAT IS REWARDED 

‘One of the most common ways incentive systems become dysfunctional is from 
Gmployee incertaintwaboumwhatiactionswill!belrewarded. This is the incentives 
problem identified in Chapter 5. All too often, incentives are attached to actions 

the organization does not want, and employee actions it would like to see are 

either ignored or punished. 

“are rewarded in the organization, and which actions managers feel should be 
“rewarded. ~ 

The Actions Organizations Need from Employees 

The actions managers expect from employees certainly will vary by the job. 

Scientists are expected to develop patentable product innovations, accountants are 

expected to meet filing deadlines, and truck drivers must get their deliveries to the 

right destinations on time. For this reason, all employee incentive systems need to. 

‘the employees are expected to do: That is done with job descriptions. Beyond the 
particulars of individual jobs, we can group employee actions into some general 

categories that can be useful in understanding the design of incentive systems. 

These employee actions can be summarized as follows.’ 

¢ Join the organization. All organizational participants must be 

enticed to work for the organization. Because membership in the organ- 

ization is easily assessed (you know if someone you wanted to recruit 

accepted your job offer or not), incentives for employees to join the 

organization are not particularly problematic for managers. 

jon?»It is not difficult to discover and develop 

the right incentives to attract employees to join the organization. 

¢ Remain with the organization. 

These costs include not only 

recruiting and training new employees but damage to organizational 

performance while new recruits learn the job. But again, “if theypayssben=) 

0, Incentives to remain 

are usually not managers’ biggest challenge. 
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¢ Reliably show up at work. If employees do not show up to work, 

the work cannot be done. Absenteeism can be quite costly.° It is also 

easily assessed: someone is either at work or not at work. No ambiguity 

there. So, like joining and remaining, attendance is easily measured — 

you know exactly what employee actions you want — and so it is a 

straightforward matter to attach incentives to these actions. 

Application — Absenteeism Is a Problem Easily 
Solved 

Chronic absenteeism in a department or division usually arises 

because absenteeism has been inadvertently rewarded. Some com- 

mon ways this occurs: 

When employees see absenteeism as legitimate — just the normal 

expected behavior at work — they will be absent more.’ Make sure 

absenteeism is not seen as normal practice. 

The more paid sick leave days employees have, the more they will 

be absent.’ 

Employees who are unhappy with the work they are doing or with 

their co-workers will be absent more than those who are not.® 

Employees are held accountable for reliably showing up for work; 

if chronic violators do not get this clear and unambiguous message, 

they should be removed. 

Providing financial incentives for attendance significantly reduces . 

absenteeism.’ Because absenteeism has a direct and quantifiable 

cost, such “paying for attendance” can be cost-effective. 

Unfortunately, too many managers just do not like such programs, 

and when they are stopped, the absenteeism reverts to its old, 

higher levels."° 
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to the organization" The challenge of managing incentivesis "fot with attraction, © 
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formance (helping others and going above and beyond direct job duties). 

Task performance. As we saw in Chapter 5, measuring task perform- 

ance is not always straightforward — sometimes performance quality is 

too complex for specific, difficult goals, or significant employee inno- 

vation is wanted. Managers need to take care to communicate what task 

performance actions or outputs will earn incentives and be sure that the 

incentives have not been inadvertently attached to the wrong actions or 

to just a subset of the actions needed for effective employee task 

performance. 

Contextual performance. Contextual performance cannot be speci- 

fied in detail in advance. It consists of employees’ consummate effort to 

do their best, to help when needed, and to spontaneously solve unex- 

pected problems. Examples of contextual performance can be given, 

and contextual performance can be assessed after the fact by describing 

good and poor examples of it. But such after-the-fact incentives intro- 

duce uncertainty, contributing to the incentives problem. 

Many Employees Want To Contribute 

eContribute and'so have*higher job performance.” Also, those employees who give 
more generously to charity are more productive.” So, applicants who are more 

inclined to collaborate, earnestly try to do good work, and to help others can be 

hired (and more importantly, those who generally distrust others and are only out 

for themselves can be avoided). Hiring only those employees who are inclined to 

high levels of contextual performance is an important place to start. 
However, 

“tant to make sure their social environment supports contextual performance. 
‘Employees do not act in a vacuum, and if those around them believe that only 

Employees work in social settings, and because all groupings of people talk about 

what is important in their environment,"* organizational incentive systems are usu- 

ally an important topic of conversation at work. Such conversations lead to a 
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shared consensus about what “‘is really rewarded,” and if that shared consensus is 

that working harder to produce quality work or pitching in to help others will be 

punished, the organization has a conflicting incentive system. Employees are » 

«quality work, innovation and contextual performance and the sure scorn and ~ 
idi What to do? Managers do not 
completely control employees’ social environments, but they can learn to under- 

stand whether they support or undermine employees’ decisions to go that extra 

mile. Social environments that punish high levels of task or contextual perform- 

ance need a thoughtful diagnosis to uncover the reasons and then actions to elimi- 

nate them. More information about how to diagnose and influence workplace 

social environments is found in Chapter 7, Navigating the Social Scene. 

Avoid Punishing the Performance You Really Want 

One of the reasons employees will come to a consensus that contextual per- 

formance will be punished is that some organizations actually do punish extra 

effort without realizing it. 

5 This You will get the 
behavior you reward. 

True or False? 

boxed popular opinion is supported by research; you 

will get the behavior you reward. 

qdojwant. For example, managers will say they want employees to contribute to a 

cross-departmental task force, but employees’ performance appraisal ratings are 

based solely on their own departmental task performance. Should we be surprised 
that the task force project is a low priority? Managersjareltold to spend time trains” 

(ation is rewarding? Production workers are paid by the piece, but if they exceed 

their monthly production quotas by more than 10%, their jobs will be re-timed so 

that they will receive less money per piece produced. Of course, they will work 

together to be sure that they all limit their production so they can keep the piece 

rates as high as possible: that is what is rewarded.'® Too many organizations say 

they want quality work, innovation and contextual performance, but they do not 

reward it. All of these actions take time, and employee incentive systems that are 

rigidly based on what is easily measured will not reward quality, innovation or 

contextual performance. 
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Actions Can Be Rewarded After the Fact 

fact\We might expect that those who went above and beyond narrow task duties 

would be seen as valuable in those jobs with more responsibility. In fact, these are 

often the actions that lead to promotions to managerial jobs." In addition to promo- 

tions, there are many ways to reward quality work, innovation and contextual per- 

formance after the fact: praise, recognition, bonuses, and more. There is evidence 

_ easily-measured task performance are certain, very large and valuable whereas the 
rewards for quality, innovation and contextual performance are puny and uncertain, 

While we will still find those few martyrs who will con- 

tinue to try their hardest to do their best in the face of organizational incentive sys- 

tems to the contrary, this is no way to manage an organization. 

Application — Reasons for Contextual 
Performance” — 

- ‘Employees who believe their organizations value their contribu- - 
“tions and care about their well being (organizational 

rr 
supportiveness) tend to have higher contextual performance. , 

¢ Employees who have higher job satisfaction will do more. 

¢ Employees who feel their organization is fair and just will do 

more to help the organization and co-workers than those who feel 

their organization is unfair. 

¢ Employees have lower contextual performance when the com- 

pensation of their executives is very high, when the organization 

is performing poorly, and after seeing their co-workers get layed 
off in an insensitive way.” 
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WHAT DO EMPLOYEES ACTUALLY WANT? 

While finding ways to attach incentives to work quality, innovation, and contextu- 

al performance is inherently challenging, discovering what incentives employees 

actually value is not. The confusion that does exist seems to come from ham-fisted 

applications of the work of a previous generation of psychologists and philoso- 

phers to employee incentives. The early decades of organizational behavior 

research focused on sorting out these confusions, and so a brief clarification might 

be necessary for those who may still believe these discredited ideas. 

Intrinsic and Extrinsic Rewards 

0, or complete one project before 

beginning another, all because you want to do those things, not because someone 

else will reward you for doing it. Wélfindythoseyactionswe enjoy doing justibecause 

Those rewards managers control to try to motivate employee actions are extrinsic 

rewards, by definition. 

Many employees often will go to extraordinary lengths to get the extrinsic 

rewards someone else is offering..Organizations,cannotirely Solely on employees’ 

Even organizational volunteers get extrinsic 

rewards like community recognition and job 

training for their work.*' Contrary to this 

boxed popular opinion, extrinsic rewards at 

work do not destroy the fun and excitement of a job. In fact, cH68@iwithimorelengag””” 

It is true that intrinsic rewards are more 

reliable: people will keep doing what they enjoy doing, whereas work done for an 

extrinsic reward often will stop once the extrinsic reward is removed. However, 

workplaces always have had, and always will need, extrinsic rewards to motivate 

and coordinate all of the work done for them. 

True or False? 

Extrinsic rewards reduce 

the intrinsic rewards 

employees get from their work. 

\to'quit>The more rewards, of whatever kind, the more motivating the work. What 

can be done to make an employee’s work more intrinsically motivating? 
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Application — Provide Opportunities for Intrinsic 
Motivation” 

Jobs that use a wider variety of employees’ skills are more intrins1- 

cally rewarding than those that do not. It is no fun doing the same , 

simple task day in, day out. 

Completing a project from beginning to end is more intrinsically 

rewarding than doing just a small piece of the task with little 

understanding of what is being accomplished. 

Doing work that has an important effect on others 1s intrinsically 

mOtivating.It is easier to care more about quality performance 

when people’s lives are at stake than when you are just processing 

the paper to support regulations you think are dumb. 

Employees who have the autonomy to plan, schedule and complete 

their work are more intrinsically motivated than those who do not. 

We all care more about the work we are personally responsible for. 

Employees who receive feedback about their performance are more 

intrinsically motivated. Without knowledge about which actions are 

effective, employees have no opportunity to gain enjoyment from 

testing their skills or accomplishing their goals. 

Hierarchies of Needs 

People do work for very different reasons, and these reasons can vary from, 

the obVvious"(a paycheck) to the creepy (in response to some deep-seated psycho- 

logical compulsion to punish oneself). Because what employees'seek from Work,is 

so complicated, some decades ago psychologists sought to try to make more sense 

of it by drawing on psychological need theories. These are theories of moti- 

vation that posit that people have biological and psychological needs'(e.g., for 

water, food, companionship, esteem) afd'they are motivated to do what will'satis2 

fy those needs) However, over time these theorists developed longer lists of needs, 

making their theories less and less helpful.*° To make need theories more useful, 

early organizational psychologists drew on Abraham Maslow’s theory thatneeds 

were arranged in a hierarchy. In theories of need hierarchies, as soon as one © 
type of need is satisfied, the one just above it in the hierarchy is now activated and ; 
so now the higher need drives actions.” 

These need-hierarchy theories are fine as far as the biological basics are 

concerned, but they break down when applied to organizational rewards. Think 

about it: money is an important incentive in most organizations, but is money sat- 
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Wor esteem (can buy that expensive sports car), or for personal growth (can retire 

early and devote your time to good works)2aSo" 

True or False? 

— Once employees are paid 

qmore'than thirty yearsjagoz* Observation of the 

behavior of successful investment bankers should 

be enough to convince anyone that many, many 

people will continue to work very hard for more money long after they have 

enough to meet their biological needs. There are no organizational needs or orga- 

nizational incentives that are superior to others, and people who value one work 

incentive are in no way operating at lower or higher levels than those who value a 

different organizational incentive. The managers’ task is to understand what each 

of their employees actually do value from their work and to avoid temptations to 

denigrate anyone who wants something different from what they personally want. 

enough, they are no longer 

motivated by money. 

MONEY AND MOTIVATION 

Perhaps people should be paid for their performance, but we rarely find that this is 

true in organizations. This inset boxed opinion is a hope for something that cannot 

exist for most jobs in most organizations. 

True or False? 

Employees should be 

paid for performance. 

Does Money Motivate? 

' This boxed pop- 

ular opinion is the result of a mistaken focus on 

what people say, instead of what they actually do. 

In practice, employees will report that money is not Money doesn t motivate. 

a very important incentive to them personally, but 

they firmly believe that it is important to “someone 

True or False? 
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like themselves.” ‘Because:people:do not want to seem crass, they willdeny 

money’s importance to themselves as an incentive. However, research focused on ° 

what employees do, rather than what they say, finds that money can be a very pow- 

erful incentive in organizations.% Enough money really does motivate many employ- 

ees, all else being equali The challenge of money as an incentive in organizations is 

not that it is not powerful, but that it i$ so powerful it can create more incentive 

problems than it solves. 
Money can be a powerful incentive because money can be so many different 

things to different people. Employees may want different things, but money is one 

of the few incentives that enables them to get more of many of the different things 

they value. For those who like adventure travel, more money allows them to tramp 

through more jungles; m@remmoney allows employees’ to "pay for tutors for their chil 

dren; higher pay lets the harried single mother hire a house cleaner so she can spend 

her nights sleeping; and art lovers who earn more can buy better materials and col- 

lect more of their favorite works. This is not to say that money matters more than 

anything else at work; pedple also value security, interesting problems to solve)’ 

enjoyable'co-workers, and their self-respect/And as we already know, different peo- 

ple value different things. But to say that money is not the only workplace incentive 

is not the same as saying that it never matters. 

Another reason money can be such a powerful incentive is because it is the 

one metric that allows employees to compare themselves to others.*’ These compar- 

isons happen both within organizations and in society as a whole. Within organiza- 

tions, an employee may not be strongly motivated by the additional things that can 

be bought with a 5% salary increase, compared to a 4% increase. However, virtually 

all employees who discover that a co-worker who they believe to be a poorer per- 

former than themselves received a 5% increase, while they got only 4%, will be 

unhappy. Those who receive comparatively less will want to know why they were 

seen as worse performers than their more generously compensated co-workers, and 

woe to those managers who do not have carefully documented reasons for making 

these distinctions. 

What is more, money is not only used for within-organization comparisons; it 

is used by the larger society as a way of judging who is more successful. We often 

cannot know how much responsibility and influence someone working outside our 

own work group has or how interesting their work really is. But employees all have 

their pay in common, and that means that}pay becomes the one universal indicator, 

of social Status. You may suspect that those red sports cars parked at the entrance to 

your high school reunion mask indebtedness and collapsing marriages, but those 

classmates’ annual pay provides a precise measure of who is ahead of whom ¢And 

the more educated the employees, the more likely they are to compare their pay to 
the pay of someone outside the organization,” a further reminder of managers’ limit- . 
éd personal control over this powerful incentive. Of course, there are jobs for which 
this particular comparative game does not apply: the clergy, interns, students. Like it 

or not, especially for those working in business, money is often the way society 

keeps score, and whether or not you personally think this is right, we all know 

everyone else is using money in this way, making it hard to ignore. 
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For all of these reasons,money as an incentive can be too powerful. People 

will go to extraordinary lengths to obtain this particular incentive, both for what it 

will buy and for what it tells everyone else about the value of their work and their 

status)They pay a great deal of attention to who is getting paid what. Some "people 

neglect other responsibilities to get that incentive, and others will lie, cheat and 

steal to get more money. Because money is so powerful as an incentive,man- 

agers must take great care in managing it. 

Can Money Be Tied to Job Performance? 

When most people think of pay for performance, they think that those 

who have higher job performance will make more than those who have poorer 

performance. However, except in rare circumstances, organizations really cannot 

pay employees for their job performance. This is because pay is the price of labor 

sét by the labor market.’ Organizations pay employees to join and remain in 

their jobs, and the going rate for some jobs is much higher than for others “@learly 

if many, many people have the knowledge and skills to do certain work, they will 

drive the price down, leaving a job with relatively low pay. Think of intern- 

ships, those extraordinarily low paid jobs with a very large supply of potential 

labor because of their glamorous surroundings or entry-level experience for desir- 

able occupations. Experienced managers know that pay is driven by labor-market 

supply and demand, but they do not always think through what this means for pay 

for performance. 

If a job has a labor-market pay rate, a sensible employer might pay about 

10% above the going rate in order to attract the best potential employees, but to pay 

much more than that would be a waste of the organization’s resources. An organiza- 

tion can have a receptionist who is an outstanding performer, and an executive vice 

president of marketing who is a mediocre performer. But no organization is going to 

pay that outstanding receptionist more than the mediocre executive vice president, 

nownatter what their respective job performanceswTo so do would be to pay much 

more than the going rate for receptionists, or much less than what it would take to 

attract and keep executive vice presidents of marketing, or both. What people really 

mean by pay for performance is that the receptionist with outstanding performance 
receives a 5% pay increase while the mediocre executive vice president receives 

only 2% (which is probably more actual money for the executive vice president for 

marketing because the labor-market pay rate for that job is so much more). 

‘Organizations do not really have true pay for performance systems for most 

jobsibecause!theyrcannot. What organizations really have are labor-market pay 

systems with, at most, tiny pay differentials for those doing the same jobs based 

on an assessment of job performance. Managers need to be honest with them- 

selves and their employees about this. Confusion can be costly#For example; 

organizations that try to avoid overpaying when changing to a pay for perform- 

ance system by reducing the base pay and putting more of employees’ pay-at- 

risk (dependent on job performance) find that employees react very negatively to 

‘being paid below market value, that performance does not improve, and that man- 
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agers are forced to return to paying market-competitive wages when hiring new 

employees.” 

Given all of the difficulties in accurately assessing performance, and the 

inevitable resentments of employees with pay raises fractionally smaller than what 

their co-workers get, why would any sensible manager award large differential 

salary increases? Certainly managers should not award any salary increase to poor 

performers; they should remove poor performers. Why are poor performers getting 

paid at all? But except in rare circumstances, organizations are not going to allo- 

cate large amounts of money to pay for job performance because it will lead to 

wasteful overpaying for labor, and thesamount by which managers really'cangdif- 

ferentiate pay increases needs to be small to avert all out war among employees 

who need to cooperate with one another. It is not that money is not valued by 

employees; it is just that paying for individual job performance usually createsis 

more problems than it solves.** Merit pay systems do not work” and so we find 

that organizations do not, and will not, have real pay for individual job perform- 

ance for most jobs.” 

Identify the Performance That Gets Paid 

The reason why pay for individual job performance usually does not work 

is that it relies on a flawed understanding of organizations." First, it assumes we 

can specify exactly what we want from employees in advance) In practice, uncer- 

tainty about priorities and unexpected changes are the reasons why organizations 

hire employees rather than contract for labor or services. Second, it assumes 

employees work independently. In practice, most employees depend on support 

staff and collaborate on large projects in doing their jobs. df only those whoseypers 

formance is easiest to measure have the opportunity to earn substantial financial 

incentives, those providing their support services can become resentful. Such 

internal inequity can damage collaboration: For example, the wider the pay 

disparities among members of top management teams in high-technology compa- 

nies, the less likely they are to collaborate, and the lower the companies’ perform- 

ance.” The management challenge 1s to actually tie pay to the performance you 

really want to motivate, and this performance will often involve uncertainties and 

collaboration. Recall the discussion of the challenges of measuring performance 

quality, innovation and contextual performance. There is evidence that pay takes 
all of the inherent ambiguities involved in assessing critical employee contribu- 

tions, and then add money to it. Money draws employees’ attention like nothing 

else. This means that the tiniest logical flaw or inconsistency in performance 

measurement or pay administration will receive immediate attention and lengthy 
analysis. 

For these reasons, organizations that use money as a performance incentive 

usually find that they are driven to be extremely explicit about what, exactly, will 

earn more money." If managers are not excruciatingly clear about exactly what 

employees need to do to get this powerful incentive, they quickly find that ° 

employees will make their best guesses about what really will be rewarded, and 
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organizations will find that they are powerfully rewarding the wrong actions. If 

managers are going to attach money to actions, they better make sure those are 

really the actions they want. 

What are those rare circumstances in which employees really can be paid 

for individual job performance? (Real pay for individual’job\performance is appro- 

priate for those jobs that directly produce revenue for the organization, so that 

employees can be given a percentage of the revenue they generate, Here employee 

job performance is nearly perfectly aligned with the organization’s performance. 

Thus, salespeople earn commissions on their sales, investment bankers get a per- 

centage of the deals they complete, and hedge-fund managers are paid a percent- 

age of their portfolios’ gains.sPayeforundividualyjob'performance can’ be;/and/usu- 

ally is, used to powerfully motivate employee performance for such jobs. 

Yet, even under these ideal circumstances, these pay for individual perform- 

ance systems come at a cost. Because these pay systems only reward the sale 

made or deal closed, employees neglect any tasks that do not directly contribute to 

what is being so powerfully rewarded: This means that the more these employees 

must collaborate with others, the more these pay systems can be counterproduc- 

tive. For example, investment firm star traders who changed firms found their 

performance dropped significantly without the support systems they enjoyed in 

their previous firms.“ Because the sales territories each employee is allocated can 

vary a great deal in their potential, these systems also foster vicious jurisdictional 

disputes and “client stealing.” Furthermore, if these employees’ job performance 

depends on the effective delivery of support functions, managers need to make 

sure that those critical employees get their own cut of the action to prevent their 

resentment and withdrawal of critical support. Finally, employees in jobs with 

such a high proportion of their pay tied to performance are notorious for their 

mobility, always hopping to the job that promises slightly more pay for their per- 

formance. This threat of job hopping drives managers to pay ever more to be able 

to stay ahead of competitors who might steal their best producers. <Realpay for 

individualwemployeejob\performariceis wonderful for those employees who can 

perform in these pressured environments, but they are not easy forithemanagers 

who must try to manage these workplaces. 

Paying for Organizational Performance 

One approach to harnessing the power of money as an incentive without 

creating dysfunctional effects for organizational performance is to tie incentive 

money to organizational\(or business unit) performance:* It makes sense that pay 

should be attached to the performance that really does matter. Of course, it may be 

difficult for some individuals to see how they are personally contributing to the 

performance of very large organizations, but an open discussion of the ways their 

work contributes to organizational performance can be valuable. Such discussions 

also help all employees to understand what the critical milestones and tasks are, 

enabling them to apply their own best judgment in supporting these organization- 

critical functions. For example, if one software group is working on a product that 
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must be ready in time for an important customer’s new-product launch, human 

resources professionals can be sure to expedite this group’s requests for new 

employees, and purchasing agents will make sure their equipment needs have the 

highest priority. 

“Employees might be given stock (or stock options) so their personal wealth will 
rise and fall with organizational shareholder wealth. Other possibilities include 

“formance targets: The measures of organization or business unit performance can 

be as simple as a single profit target or complicated formulas that combine scrap 

rates, costs, revenue, new products, and so forth. Theskeyafeaturerofisuch»plansas» 

Glstithetopl!eXeCUtiVEes. When all gain or lose money, the attention of all is directed 

to organizational performance 

annualiprofits. The organization Haslalgenérous retirement program (incentives. for 
jr nea 

accept o employ whe ceded). See nei aieeanee 

forming employees make double or more en the labor market rate for their jobs. 

Lincoln Electric has obtained extraordinary productivity and cooperation, prosper- 

ing in the varied business conditions of its past one-hundre 

~~, VV U i 

Nevertheless, when carefully managed, these plans draw attention to ee fact that 

all employees are dependent on the success of the organization and help reinforce 

the idea that their success is as dependent on how they support their colleagues’ 

success as it is on their own actions. 
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Application — Pay for Unit and Organizational 
Performance 

All employees should receive money based on the organization 

or unit’s performance. 

The performance needs to be established in advance. 

Organizations that do not specify the organizational performance 

measures before the review period are usually just seeking ways 

to hide very high compensation for certain employees under the 

guise of pay-for-performance, as is the case for so many Chief 

Executive compensation plans.” 

Small payouts are not an excuse to avoid paying for organization- 

al performance. These still attract employee attention. 

Be prepared to manage the disappointment if there is poor orga- 

nizational performance and thus smaller payouts than in previous 

years. As with all pay systems, people quickly see their current 

pay as an entitlement. 

If the organization is a non-profit or governmental agency, organ- 

ization-level goals can be set and all employees treated to a pic- 

nic or some other celebration to mark the occasion. In a govern- 

ment agency, if all managers donated a modest sum into a “per- 

formance fund” that would pay some of the costs of the celebra- 

tion, it would be a powerful gesture. 

MORE EFFECTIVE MANAGEMENT OF INCENTIVES 

xpecting money to carry the entire 

employee incentive burden is like playing hockey with half your team sitting in the 

penalty box. As should now be clear, managers do not control all organizational 

incentives, but they usually control more than they assume. Herestwoypowerfulyat » 
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Security 

“belloyal'to them.” Employment insecurity has spread to the kind of managerial 
and professional work that once seemed to offer lifetime employment.” This mat- 

ters because the offer of employment security to those who were good performers 

was once the foundation of (white collar) employee incentive systems.”! | 

‘the:door In that way, such organizations improve the quality of their employees.” 

»* Those employees 

who do not expect employment security have a smaller network of colleagues at 

work they can call on for assistance and have poorer job performance,” perhaps 

because they are spending more of their time polishing their resumes for that next 

employer. Furthermore, 

Wo6thers as they aré"tréatifigius!? The very real decline in employment security is 
making it ever more difficult for managers to be sure employees do quality work, 

innovate, and help solve problems as they arise. What can managers do to try to 

re-establish this important incentive? 
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Application — Security as an Incentive 

Many managers are nervous about providing job security as an 

incentive because employment security is so commonly associated 

with non-responsive inefficient bureaucracies. However, attempts 

to provide security combined with stringent performance accounta- 

bility can be very effective. 

Even though you cannot promise employment security, you can 

communicate that you will try to provide employment security 

for highly performing employees. 

Attempts to provide employment security must always come 

with strong job performance accountability. 

Security as an incentive needs to be combined with careful 

hiring systems to minimize hiring those who cannot perform or 

who are uncollaborative. 

Security as an incentive works best when supported by a high- 

performance, customer-focused, results-driven culture, as 

described in Chapter 8, Understanding Cultures.” 

Because employment security cannot be promised in most 

competitive environments, provide honest information about 

the future of your organization. Be explicit about plans to 

build employment security for high-performing employees 

(e.g., training to keep skills up-to-date). 

Always be aware that employees need to consider their 

long-term welfare and will leave if they find that it is best 

served elsewhere. 

Status 

Workplaces are social settings where employees compare their compensa- 

tion to what others are getting, develop friends and enemies, and jockey for status. 

any who have no interest in the tasks managers do covet 

the corner office that comes with the job. Engineers gain status from the number 

of patents they have secured, police officers from the number of arrests they have 

made, attorneys for the number of cases they have won, and so on./Many employ- 
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ees devote much time and attention to gaining and defending their organizational 

or professional status. 

There is no doubt that having higher status brings many desirable things to 

those who have it. Those with higher status are healthier,” receive disproportion- 

ately higher rewards,” have more influence over others,*” and are assumed to be 

competent in all things.” Those with higher status do not have to work as hard, 

receive more, are able to get more of what they want from others, and live longer 

to enjoy it.” It%s probably the only organizational incentive as powerful as money 

(maybe more so in organizations with limited money), and a careful diagnosis of 

most organizations will reveal many people deeply engaged in struggles for more 

of it. 

Clearly, status is used as an employee incentive in many circumstances. For 

example, the job of manager is often a very difficult one — squeezed from above. 

and below, no longer able to work every day with supportive co-workers, less 

sense of personal achievement, and in many organizations pay that is not much 

more than employees could receive from overtime work. For many managerial 

jobs, the higher Status is the primary incentive. It is noteworthy that organizations 

in which employees already have high status (professors in universities and physi- 

cians in hospitals) find it difficult to recruit managers (department chairs and med- 

ical directors). Status is one of the primary incentives organizations use to recruit 

employees into management positions: 

Does this mean this boxed popular opinion that workplaces should be egali- 

tarian is wrong? No, it is just a bit misleading. Those advocating workplace egalitar- 

ianism are usually arguing against status differences 

with no basis in performance.” Elaborately hierarchi- 
cal systems of dining rooms, status-based lavatories, , 

Make the workplace as and layers of assistants between differing categories 

egalitarian as possible. of employees and managers do not contribute to 
information exchange or a sense that everyone is 

working together’ Employee attention to status itself cannot be removed, but 6rganis 

zations will be more effective to the extent that everyone believes that status derives 

from contributions to organizational performance, not from credentials or job classi 

fications. 

Managers can use status as an incentive in two ways. One is to use their 

own status as an incentive’ Although no one person can ever completely control 

status, which is ultimately a judgment of the many} those in authority usually 

attain higher status with their positions, and those with high status can extend that 

status to others. The title of the old song, “I Danced with a Man who Danced with: 

a Girl who Danced with the Prince of Wales,” reminds us of the power of status 

generalization, Those with higher status can reward those with lower status 

with their time and attention. For example, Donald Petersen, then the Chief 

Executive of Ford Motor Company, wanted the plant mangers to make implement- 

ing Ford’s new quality improvement program a higher priority.® One of the ways 

he did this was by asking to spend most of his time during his regular plant visits 

speaking with the person responsible for the plant’s quality improvement program. 

True or False? 
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Initially, this responsibility was assigned to low-level staff members, but when 

managers realized they would get more time with Ford’s chief executive if they 

were responsible for a successful quality program, they rushed to volunteer for 

this’assignment. With the best and most ambitious managers in charge of the qual- 

ity programs, they were much more likely to succeed. 

Another way to use status as an incentive is through recognition programs. 

This boxed opinion reflects too many managers’ neglect of recognition as an incen- 

tive. Recognition comes from formal pro- 

grams such as employee of the month, True or False? 

plaques»given at banquets, laudatory stories 

featuring employees in newsletters, and the 

like. Such programs can be very cost effec- 

tive. Social recognition is more informal, in which anyone recognizes another’s 

contributions; expertise or help: Both of these can be very powerful incentives; the 

management challenge is to make sure that formal and informal recognition are not 

in conflict with another. 

There can be no doubt that many value the esteem, status and respect of others 

who are themselves powerful or respected.°*, When recognition is combined with per- 

formance feedback, there are larger improvements in employee performance in both 

manufacturing and service industries than when either is used alone.®’ In fact, when 

recognition was combined with performance feedback, it had the same impact as 

making money contingent on performance improvements in manufacturing compa- 

nies and had twice the motivating power of money in service industries.” Finally, 

those organizations having more employees reporting; ‘Inthe past seven days, I have 

received recognition or praise for doing good work,” had significantly higher busi- 

ness-unit customer satisfaction and loyalty, profitability, and productivity than those 

that fewer employees reporting that.” Recognition is very powerful incentive, and it 

is virtually free. 

However, like all other incentives systems, recognition programs can be mis- 

managed, usually by becoming forced and fake. The requirement for regular monthly 

recognitions can damage their value: the first recognitions may have been for the 

unambiguously praiseworthy, but asumorevand»more recipients receive them, the 

choices become less clearly performance based. Similarly, because recognition seems 

tobe free) it can be over-supplied. Frequent praise, administered on some arbitrary 

reinforcement schedule, soon becomes a workplace joke. Certainly, formal recogni- 

tion programs need to be based on performance that all participants agree is valuable. 

Because the esteem and respect of one’s co-workers and professional col- 

leagues can be a very powerful motivator for many, this powerful organizational 

incentive system should never be ignored. (Interestingly, the informal recognition 

of a supervisor can be more powerful than a company’s formal recognition pro- 
gram.” Because managers control many things employees value, because they 

have status, because they are usually technical experts in most settings, their hon- 

est praise can be important. What is important to remember is that those who are 
most respected by the employee, for whatever reason, will be the ones whose 

recognition is most valued. 

Your praise is in your paycheck. 
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‘Recognition can be a particularly useful motivator when you want to moti-) 
‘vate learning. Learning is critical to organizations because it involves develop-, 
ing new skills, using new technologies, understanding potential new customers’ 
needs, and all of the other things organizations need to adapt to their changing 
fvironments! In the workplace, it is difficult to tie many incentives directly to 
learning because most significant learning requires sequences of complex actions 

and many trials before it takes place successfully. It is simply too cumbersome to 

try to tie incentives to all of these different sequential behaviors, and it is too frus- 

trating to learners to have the money removed from what they have mastered and 

now attached to something else. Recognition’and praisehoweverpcanibestieditom, 

Application — Ways To Recognize Employees” 

Match the recognition to the achievement. The completion of a 

critical project should receive more recognition than a quick 

helping hand. 

Provide many different ways to recognize employees; different 

people value different things. 

Informal recognition is important, but it should not be the only 

recognition. Bob Nelson’s rule of thumb is that for every four 

informal recognitions (e.g., a thank-you) there should be a more 

formal acknowledgement (e.g., recognition at a staff meeting), 

and for every four of these an even more formal recognition such 

as praise at a company meeting. 

Formal programs to recognize employees should be very public, 

reflect the organization’s strategy and values, and should be 

changed frequently so they don’t become stale. 

Blanket recognitions of everyone are not really recognitions of 

anyone. Recognize specific accomplishments and explain why 

they are important to the organization. 
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Fairness 

Incentive systems that are seen as unfair severely damage employee reten- 

wion and j6b performance} This boxed popular opinion is widely supported by 

research. Incentive systems that employees see as 

fair are much more likely to be accepted, to moti- True or False? 
vate better job performance, and to result in less 

employee theft.” Employees who feel fairly treat- 

ed are more committed to their organizations and 

have lower turnover, and their organizations have higher customer satisfaction and 

performance.” Those who feel they have been unfairly treated, particularly those 

who feel promises were broken or they were in some other way betrayed, have 

extremely negative reactions, such as aggression and retaliation. Betrayal is a par- 

ticularly strong feeling — it leads to indignation, contempt, and rage that can last 

long after the incident took place: people who describe betrayals that happened 

over fifty years ago do so with fresh, strongly felt anger.” For these reasons, man- 

agers should make every effort to treat employees fairly, and what is equally 

important, make sure they are believed to be fair. 

However, treating employees fairly is not a simple matter of doing what a 

manager thinks is right. What one person believes is fair may appear unfair to anoth- 

er) This challenge can be addressed by distinguishing distributive justice from proce- 

dural justices The perception that the distribution of assignments, incentives and'pro- 

motions is fair is called distributive justice..But because what employees tend 

to think is fair 1s biased toward valuing their own contributions more, this creates a 

natural €mployee bias to believe their organizations are unfair. For example, blue 

collar employees believe that unpleasant physical conditions should play an impor- 

tant role in setting pay levels, whereas white collar employees tend to think pay 

should be based more on education and responsibility.” A pay system that one set of 

employees thinks is fair can be seen as unfair by the other. 

Organizations will not be able to distribute valued things equally: the best 

assignments cannot go to everyone, labor market differences mean pay levels will 

differ, and few can obtain promotions. @his creates a potential challenge for man- 

agersmwemployees who did not receive the best assignment, the most money, or the 
promotion may feel unfairly treated. That means a lot of aggrieved employees. 

How can managers distribute incentives and the other things employees might 

value to manage performance without their employees feeling unfairly treated? 

Because organizational resources usually are distributed unequally, organi- 

zational behavior researchers have tured to the study of another type of justice: 

procedural justice. Procedural justice is the belief that although I may or may 

not have gotten what I wanted (distribution), | believe that the decision was made 

‘fairly (procedures). If employees believe that the procedures used to make the 

decision allowed them some voice in the decision, some control over the process, 
that it can be corrected if erroneous, and is based on accurate information, they 

will see the decision as more procedurally fair or just’ Employees who believe 

their workplaces are procedurally fair or just respond as positively as those who 

Reward employees fairly. 
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eing treated with 

respect and consideration in management decisions can be more important to 

employees than whether or not they got what they wanted.” A careful management 

of perceptions of procedural and interactional justice allows managers to unequal- 

ly distribute incentives without damaging employees’ belief in their fairness. 

Application — Increase Employees’ Perceptions 
of Fairness” 

Explain the reasons for the decision; these must be the actual reasons. 

Be sure to explain who you believe employees should compare 

themselves to and why; fairness judgments are based on compar- 

isons with others. 

Give employees a chance to voice their views before a decision 1s 

made. This must be sincere. 

Provide other attractive things for the good performer who did 

not get the promotion. Can you offer more interesting work? Or a 

reclassification to a higher pay grade? 

Provide opportunities to correct errors. We all make mistakes, 

and providing a system for appeals and corrections leads employ- 

ees to judge their organizations as fairer. For example, employee 

drug testing is judged as fairer by employees when they have an 

opportunity to request a retest.” 

Always treat employees with respect and consideration for their 

feelings. 

If the decision really was out of your hands, say so. 

Always assume that information about differential pay raises and 

private deals will become known to other employees. This is 

information about how fairly they are being treated, and so 

employees are very motivated know what everyone else is get- 

ting. If you cannot defend your decision to all of your employees 

you should not do it. 
b) 
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Trust 

SPRUE ore must ie action trusting that others later mill respond in 

ways they expect. Managers hire employees trusting that they have been truthful 

about their previous experience. Employees puse in to ae others when at 1S” 

Neos Shaki this oa be pee ee Xe 

n have done their jobs professionally to th tc ties. If managers 

had to AChE every Santee Ra ree up on fee every mae group has done, 

organizations would grind to a halt. If employees would not act unless they were 

assured of receiving something in return, they would do very little organizational 

work. 

Because incentive systems are an organization’s formal system of kita 

Le aime incentive ada can either Eupharge or CET DING trust. Incentive 

Li oe ean pene ne Tee incentive eis are organizations’ actions 

toward their employees. Pretty words about being a team player and being all in 

this together will enrage employees if they are contradicted by incentive systems 

that make it clear that these are not really rewarded in that organization. When 

managers make obviously untrue statements, it is the same as saying, “Never trust 

anything I do or say.” Some ways of building trust have been established by 

research. 
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Application — Why Do Employees Trust?” 

Employees trust those they know longer and more frequently 

meet face-to-face. 

Employees trust those who treat them fairly. 

Employees trust those who have included them. 

Employees trust those who share important information with them. 

Employees trust those who trust them. 

Employees trust more in those organizations where trust is 

expected and normal. 

Employees trust those who have refrained from exploiting them 

when they could have done so. 
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Implications for Managing Managers 

v If you want to make more money, the best way is to have skills 

that a labor market values highly. Don’t ever expect pay for per- 

formance to get you more than a small amount more than the 

going rate your job commands in the labor market. 

If your organization forces you to give different pay increases to 

your employees, you will want to try to prevent damaging their 

sense of fairness and collaboration. If those establishing this 

policy are blind to evidence and reason, you can always do what 

one manager did: exchange the above-average pay increases 

from year to year. Those employees who get above-average 

increases in one year get below-average increases in the next, so 

that over time all are getting the same pay increases. 

If your organization doesn’t reward contextual performance, 

take care: managers usually expect and need contextual per- 

formance from their employees, and you depend on your man- 

ager for many things. Lecturing your manager about the organi- 

zation’s dysfunctional incentive system is stupid. Recognize that 

you work with two parallel and contradictory incentive systems: 

one controlled by the organization’s formal incentive system, 

and one controlled by your manager. 

What if you think you are not paid fairly? First, be absolutely 

sure this is the case. Remember we all have biases to view our 

own contributions as more deserving than others’ contributions. 

Second, ask your manager about the reasons for the pay you 

receive (taking care that your tone does not imply that this is an 

attack). Listen without disagreeing and try to encourage your 

manager to be expansive and descriptive. If you still think you 

are not paid fairly and that you would be paid more fairly some- 

where else, then you should take that other job. Remember that 

pay is determined by the value of your services in the labor 

market, not by any abstract system of pay for performance, pay 

for skills and responsibilities, or the cost of living. Don’t dwell 

on unfairness, it is bad for your health. 
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Navigating the Social Scene 

mployees are rarely socially isolated, responding 

solely to their individual incentives. Instead, Siaaiissnseietelanedaneaiaiaill 

,tems»Theanset boxed opinion is not true: 

and support provided by those they work with 

It’s all about the incentives 

We cannot assume that selection, performance management, and incentive 

systems alone matter to organizational behavior. Socialyscientists long ago demon- 

performance expectations, and their motivations in numerous ways. For example, 

employees are powerfully motivated by others’ positive evaluations; they want to 

attain status and legitimacy in others’ eyes. Also, the desire to best someone in 

competition can be a powerful motivator. And what is fair and unfair can only be 
judged in comparison to what others are getting. 

The field of organizational behavior began when early 20th century’ 
“researchers sought to understand why factory workers, who were paid by the 



138 REAL RESEARCH FOR REAL MANAGERS 

piece, harassed and scorned coworkers who produced more than the group’s own 

informal production limite! Why did these employees care more about the good 

opinions of their coworkers than they did about making more money? Scholars 

have»spentthe last'hundred years trying to understand why organizational social 

environments are so powerful, and how they work to support — or to undermine — 

employees’ experiences of work and their organizations’ performance. 

The organizational social environment, or the people we interact 

with on a regular basis at work, is less subject to managerial control than organi- 

zational structures:and policies, performance measures, and incentivesystems: 

Because managers’ control over social environments is so limited, many managers 

make the mistake of ignoring them. They will reorganize or change the incentives 

because they can take these actions quickly, rather than take the time to diagnose 

how the organizational social environment may be supporting or undermining 

organizational incentives. Yet, the power of organizational social environments for 

individual and organizational performance is too important to be ignored" Why 

can organizational social environments swamp any effects of individual perform- 

ance and incentive systems? And what can managers do about it? This chapter 

addresses these questions. 

WHY OTHERS ARE SO POWERFUL 

We are highly attuned to those around us for several reasons. First, we all 

seek»relationships*with other people: A disinterest in others and an inability to read 

social cues are seen as serious mental disabilities.” Human beings have always 

relied on others for their survival, and attention to others’ opinions and intentions 

is part of our biological heritage. @ertainlyjamunterestin others also has'survival 

value in today’s organizations. Most prefer to work with and do business with 

those they personally know to be trustworthy.° This assessment of trustworthiness 

is SO important that when we do not know others, we look to their reputations 

before doing business with themvlf those we trust report that a stranger is trust- 

worthys;werare’more' likely to’trust'thatpersonourselves:* So, for example, astute 

executives will learn as much as they can about potential business partners before 

their first meetings, and many lawyers, bankers, and consultants will provide repu- 

tational information about potential partners along with their technical profession- 

al services. Getting to know others personally and learning their reputations are 

the primary ways we learn who can or cannot be trusted at work.’ 

Second, we also seek out relationships with others for the pleasure they pro- 
vide in and of themselves.° Conversation, shared jokes, and gossip are enjoyable 

and interesting “Theyanake*dull jobs"funjrare:awelcomesbreakefromuntense,con- 

centration,.and,canshelpreduce’stress and frustrationmWorking all day, day after 

day, with no social interaction can be boring. Even worse, ‘Wworkimgewithsothers 

who are hostile will be intolerable for most of us. The respect and acceptance of 

those around us can be a powerful incentive, and it is no surprise that those who 
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are unhappy with their organizational social environments are more likely to 

leave.’ 

Others are a powerful influence on us because they have been and continue 

to be important to our mental health, our success, and our happiness on and off the 

job? For this reason, whenever people regularly come together to work, they will 

pay attention to those around them, talk to one another about work, and create a 

shared social environment. 

OTHERS AFFECT FEELINGS ABOUT WORK 

Social environments are a powerful influence on employees’ emotional 

experiences at work and their workplace attitudes. In previous chapters the discus- 

sion of feelings and attitudes focused on individuals. While feelingsand attitudes 

are held by individuals, we know that the feelings and attitudes of individuals 

develop in response to the feelings and attitudes of others,* so much so, that for 

the practical purposes of understanding workplace feelings and attitudes, knowing 

the social environments underpinning them is more useful than knowing particular 

individuals’ feelings and attitudes. 

Coworkers’ Moods and Attitudes Are Contagious 

Feelings and attitudes are heavily affected by the feelings and attitudes dis- 

played by coworkers. In Chapter 4 motionalicontagionwvas introduced. This is 

the fact that we all tend to catch the emotions and moods of others? So it is no 

surprise that people who work together over time tend to have a characteristic 

group mood,'’ Coworkers’ moods mutually influence one another until they stabi- 

lizeanto’a shared group mood) That is, emotions such as happiness, fear, and 

envy all spread among those who work together. We know from Chapter 3 that 

feelings affect attention to detail, creativity, employee contextual performance, 

absenteeism, and turnover. This means that those who work together mutually 

influence one another’s feelings in ways that directly affect organizational behay- 

1or and performance. 

Attitudes also are contagious, and employees’ observations of those they 

work with can have powerful effects on their work attitudes. This is illustrated by 

.Seymour Lieberman’s'' classic study of attitude change at work. He had just com- 

pleted a survey of unionized workers’ attitudes toward management when the fac- 

tory expanded. Twenty-three of the factory workers were promoted to supervisory 

positions, and thirty-five were elected as union stewards (representatives). 

These new supervisors’ and stewards’ attitudes toward management had not been 

any different from those of their fellow factory workers before their new responsi- 

bilities. However, a -yearlater Seymour Lieberman found that the new supervisors 

were significantly more pro management, and the union stewards were significant- 

ly less pro management. Supervisors had spent time in management meetings with 

other managers hearing more positive information about management and their 
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travails, while union stewards had spent more time in meetings with other union™ 

officials hearing stories about management perfidy at their own workplace and » 

obvover thatyyear What is particularly valuable about this study was Seymour 

Lieberman’s opportunity to return to the factory two years later. He found that 

eight of the new supervisors were demoted (as part of a large layoff), and fourteen 

of the new stewards returned to their previous jobs as regular factory workers..In 

ey presumably did not 

forget all they had learned at those management and union meetings, but they 

were apparently more heavily influenced by the views of those they were working 

alongside at the time of the surveys than they were by their former coworkers or 

old information. ae ) sadegitbas( ci SBionganizationa ; = 

attitudes.” 
This has great practical importance. To repeat: 

epersonalyattitudes:» That is, when asked to report coworkers’ perceptions of the 

workplace and their own perceptions, what employees believed to be their 

coworkers’ attitudes were more powerful predictors of their actions than were 

their own attitudes. ‘After all, employees know they are being observed by those 

they work with and want to keep the good opinion of their coworkets. Since we 
know from previous chapters how important employee attitudes are to their con- 

textual job performance, absenteeism, and turnover, this means it is even more 

important to know what employees’ perceptions of their coworkers’ attitudes are 

in a given workplace than it is to know what any individual 

True or Gee thinks or feels. This makes the inset boxed opinion not true: 

people do not make up their own minds, at least about 
People make up some aspects of their workplace. They try to find out what 

their own minds. | their coworkers’ thoughts are on the subject and then let 

that be their guide to action. 
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Application — Diagnose Employees’ Moods and 
Attitudes 

What is the characteristic mood of your workplace? Ask, 

“In general, how do people feel about __s might now?” 

When diagnosing attitudes, ask employees what they believe 

others’ attitudes are, rather than asking them for their own atti- 

tudes. For example, “Overall, do most employees here like or 

dishikeseak?? 

¢ In addition to being a better predictor of workplace a 

\ the general mood and shared attitudes than they do describing 

accurate diagnoses. © 

Social Support Is Critical to Many Workplaces 

Organizational social processes provide vital emotional support to employ- 

ees and their job performances. This is especially important in the most difficult 

and stressful workplaces. Social support is the expression of understanding, 

Wothers!*The more dangerous or stressful the job, the more important social support 

becomes to employees and their performance. '* Supportive coworkers reduce anxi-, 

he 

reverse is also true: Social undermining, or intentional rudeness toward and, 

The inset boxed opinion, 

fortunately, is rarely true in most organizations. True or Ralse? 

Difficult and dangerous organizational work simply 

could not be done by employees who did not have the You are on your own. 

social support of their coworkers and managers. 

Employee Burnout 

Those who work at chronically stressful jobs, such as jobs that are danger- 

ous or ones that involve helping clients who do not improve, are subject to 

burnout. Burnout is:an emotional exhaustion leading to disengagement; cyni- _ 
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‘they TECEIVE SOCial'SUpport at Work!'*The importance of social support to those 
doing dangerous or frustrating jobs is reflected in the many examples of organiza- 

tional change failures because the changes interfered with employees’ social sup- 

port of one another in such jobs.'° For example, the introduction of new mining 

technology that separated employees, damaging their social support of one another, 

led to increased accidents and employee distress“ iiiformal'systemsjofisocialisup=" 

“tions can collapse if this support is undermined. - 

identit EBT pReerentt mre 

wandychallenges"’Studies have found that those employees in dangerous circum- 
stances, such as bomb disposal experts, who had greater shared identities provided 

one another with more social support, and this in turn lead them to experience less 

stress.’ Feeling as if they are not alone, and that they are surrounded by people . 

efrustrating jobs"done. Because all jobs can be frustrating now and then, attention 
to fostering mutual social support can be useful in any organization. 
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Application -- Foster Employee Social Support” 

Encourage a sense of shared identity through common 

experiences and challenges. Bring people together to honor 

their collective good work. 

Social support is so important to employees that they will 

usually develop shared social support on their own, as long as 

they have opportunities to interact with those doing the same 

work, on or off the job. 

Foster social support by organizing regular meetings in which 

employees share what they have found to be effective ways to 

tackle difficult problems. These need to be mutual discussions, 

not one-way lectures. 

If there is information available about more successful 

approaches to work challenges, it can be shared and used as a 

basis for discussion. 

If employees are not providing social support for one another, 

this demands careful diagnosis. Do they spend too little time 

together with the freedom to talk about anything they want? 

(Build this into the work.) Are there strong informal 

expectations against showing vulnerability? (Find a setting 

where this is expected.) Do they fear freely expressing 

themselves in front of a hostile or unsupportive person? 

(Try to create settings without this person). 

Don’t forget the importance of managers’ own social support of 

employees (and especially avoid socially undermining them). 

OTHERS INFLUENCE HOW WORK IS UNDERSTOOD 

The influence of those around us is not confined to the effects of emotional 

whe'workplacé. Employees do not just watch others or talk to them; they also listen 

to them and ask them to explain what they are doing and provide their insights on 

what will and will not work. For example,oneystudy found that the socialyenyiron- 
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ances did.” In other words, employees do not interpret managerial selection, 

performance management, and incentive systems in vacuums; these are all dis- 

cussed, analyzed, and shaped through organizational social environments. 

Employees Turn to Others for Clarity about What Matters 

weet?’ People ania at a bus stop in a rainstorm won’t 

change their perceptions of the Ween BOURSES someone denen it 1s See Ye 

a h : ¢ ee ee one ner found 1 that the more > difficult eee 

a perenne was to assess, the more likely executives were to carefully con- 

struct ne eae Sua environments for themselves. Anothergstudystoundin:, 
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Application -- Be an Important Source of 
Information 

Don’t be shy about stating how you see their jobs: What really 

matters? What satisfactions and opportunities do these jobs 

provide? 

Be persistent. Don’t make an observation just once; repetition 

is necessary. 

Openly disagree with those providing contradictory observa- 

tions in the employees’ social environment. Silence is often 

interpreted as agreement. 

Don’t forget that managers’ social cues only will be effective 

for ambiguous matters, that is, in the absence of objective 

information. Don’t remark on the blazing sun while standing in 

a downpour. 

Organizational Climates 

Others’ influence on employees’ perceptions and expectations can extend 

beyond those working together face to face. Whenever there are repeated interac- 

tions among people, whether within one work group or across divisions or organiza- 

tions, shared understandings are created. As long as there 1s interaction, contagion is 

possible. These organization-wide shared understandings are called organizational 

Employees can be quite sophisticated, and 

most would have no trouble distinguishing between their own perceptions and what 

they judge to be the shared climate in their organizations, if they differed. 

Organizations can have climates that support or hinder the free flow of communica- 

tion” and climates about how courteously customers should be treated,” among 

many other iil features. 

and his colleagues” have 

conduct 

sor departmental climates dictating how customers or clients should be treated. They 
found that the better an organization’s service climate, the lower employees’ stress, 

meet Ses 
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Application -- Build a Better Service Climate” 

Treat employees well because employees who feel well treated treat 

their clients and customers well. 

Assess client and customer perceptions of service quality and use the 

data to make improvements. 

Ensure that service employees are of high quality and that staffing 

levels are adequate. 

Take care that there are not confusing jobs, conflicting goals, 

perceived favoritism, or employees who do not know how to 

do their jobs. 

Reinforce formal training in service quality back on the job. 

Provide good facilities, equipment, and technology, since these are 

signals to employees that the organization takes service quality 

seriously. 

OTHERS’ INFLUENCE ON JOB PERFORMANCE 

~parisonsyand*through competition with one*another--Each of these is discussed 
below. 

Others Watching Affects Job Performance 

wers'than'they will when Workingvalone‘or‘against’a clock’ That is, just performing 
in front of others is energizing and motivating, even when no conversation or 

attempts to influence take place. However, this’ 

True or Falsé? 

Dont mind me; just continue 
what you were doing. 
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can have the opposite effect: reduced performance on challenging tasks.» This is 
or becoming anxious and 

frightened when having to perform before an audience. If'we'believe'those watch- ’ 

Us}/performance will improve.” That means the inset boxed statement makes a 
false assumption; our job performance is always affected by others watching, 

sometimes for the better, sometimes for the worse. 

employees'who are doing répetitivestasksysuch as making nametags for an event 
or assembly-line work,a 

productivitysAnd there is the bonus that the pleasure of others’ company makes 
these workplaces more interesting and attractive. 

Roncnaienaiiewanerwual {publi " int 

saligndetiilivasi Ff ala i 

Fortunately, performance anxiety:can be overcome. Performance anxiety comes 
threatening. When we are 

threatened, adrenaline rushes, blood is diverted to our major muscles, and our 

heart rate increases. This is useful for outrunning a saber-toothed tiger but can 

interfere with giving presentations. Unfortunately, too many people fear that these 

anticipatory physiological reactions will worsen once they start to perform, lead- 

ing them to freeze, and so they avoid public speaking, never learning that per- 

formance anxiety can be overcome. 
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Application -- Conquering Performance Anxiety 

* The first step is to reinterpret the anticipatory physiological» 

anxietymIt is normal to be nervous before getting in front of an 

audience; think of that nervousness as the energy you need to keep 

your audience awake and focused. 

weethereto»persuadevandunform'them: Really, you are the only one 
who cares what you look like. The more you focus on what you are 

trying to accomplish, the more quickly you will relax. Remember: 

Le oe Rly 

° It:helps:toumakeeyeycontact/with theraudiencesTry picking just one 
or two people (a bit toward the back of the room, not in the first 

row) and address those individuals. Because most people often 

speak to one or two people without getting anxious, this can help. 

If possible, you might engage the audience with a question; this 

will help you to keep your focus on them and their responses. 

The more 

presentations you do, the more ordinary and routine they become. 

Volunteer to give presentations every chance you get. A worldwide 

voluntary association dedicated to helping people give effective 

speeches and presentations is Toastmasters; you can find a local 

group at www.toastmasters.org. 

Job Performance Is Contagious 

The performance of coworkers is SULTS 

sn neyebelievethOsecoworRers doriuEhatd ; ae 

of them = will-work harder and more persistently and will perform better.*” This 
performance enhancement has been documented for many jobs: Sales people sell 

more, scholars publish more, and golfers score better when they work with superi- 

or performers. @hi 

it is the sole result of the 
Wriélor False? ' . 

pte Bae presence of high-performing coworkers. That means the 

Work with the best. inset management opinion is true »Working"withethe:best 
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versely, poor coworker performance negatively influences your own. ” 
Coworkers’ performance is influential for two reasons. First, coworkers” 

» performance is a signal: Good performers set higher standards of achievement, ° 

while poor performers send the message that no additional efforty persistence, or * 

im provements are necessary. Second, there is evidence that employees can be » 

abeled as poor performers merely by their association with poor performers. 
Many employees are aware that their own performance is better when they 

have high-performing coworkers. Boris Groysberg found that star investment ana- 

lysts were less likely to leave for another employer if they had more able cowork- 

ers at their current organization.* Having high performing coworkers was one of * 

the most powerful ways to retain highly mobile star performers. Poor performing 

rotten apples really do spoil the whole performance barrel. This is another reason 

managers should not to turn a blind eye to poor performing employees. 

The Power of Social Comparisons 

The power of social comparisons is not limited to effort and persistence on 

the job but affects all aspects of organizational behavior. Others are an important 

source of information about all aspects of the organization, as well as a source of 

performance calibration.” ‘Social comparison processes; or employees’. com-y 

parison ¢ of their own effort, job performance, rewards, and working conditions to 

that of others, are an important source of information for people at work: Which . 

task*shouldiedosfirst?’ Whats fair?’ Why did that person really get promoted 

instead of me? As we saw in the previous chapters, employees’ belief in the fair- 

ness of their own treatment is very important to their organizational behavior. 

Managers should never underestimate how enraged employees can become when 

» they feel unfairly treated, and the primary way they decide whether they are treat- © 

» ed fairly is by comparing themselves with others. - 

This means that to whom employees choose to compare themselves matters 

~ a great deal to their expectations, perceptions, attitudes, and motivation. 

» Researchers call the individuals chosen for comparison the person’s Comparison ° 

» others? If employees compare themselves to those who earn low pay, they are * 
Wiikely to see themsélves\as'wellspaidyybut if they compare themselves to someone 

with a big office, their own offices will seem crummy. The'challengesformanagers 

Wnis»todiscover:whoremployees/are using. for,comparisons. From research we know: 

* Employees are more likely to choose those they see as similar to 

themselves" for Comparisons;”’ The more similarities they share in job 
titles)"agesjitasks, and so forth, the more likely they are to become 

comparison others. 

«Employees are more likely to compare themselves to those who are in 

welose*physical’proximity. Physical proximity means More"nteraction,and 

_ thus more common understandings. 
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‘whovare'most’attractive:*: Since the best performers are more attractive 

in most organizations, they are more often chosen for comparison. 

This means, for example, 

bring diverse people into proximity to one another. They tell previously uncon- 

nected employees that they are now similar (“on the same team’ oo 

policies. Some employees might feel more satisfied, but unfortunately, we know » 

| 

‘searchifor'comparison Othersiwholare better Off.” Employee happiness over a 
favorable comparison is fleeting, but employee grievances over an unfavorable 

one can last decades.* Those who now see themselves as worse off see no need to 

search for other comparisons; they will feel 

unfairly treated and remain unhappy. 

Unfortunately, telling employees who to select as 

You shouldnt complain — their comparison others, as reflected in the inset 

look how much better off boxed opinion, is not effective@Influencingy., 

you are compared to__. | (@mployeeschoices:of comparison,otherssisnot,, 
othat easy. * 

True or False? 

Finally, employees are not the only ones.- 

coer raicacdisilieaieinieieaeaeaeiabatianiiaemainaeeeteemnaea ) ) mares ) ere 

job"performances” For example, employees with high contextual performance 
received higher job performance ratings from their managers when those employ- 

ees worked alongside coworkers who only rarely pitched in and helped others, but 

employees with the same high contextual performance were not rated as high per- 

formers when their coworkers also had high contextual performance.““Whenithein 
‘coworkers were going beyond the minimum job requirements, employees did not 
eget,assmuchicreditifor their contextual performancelManagers need to take care to 
avoid creating unnecessary anger and resentment with unthinking implicit compar- 

isons in their performance appraisals. 
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Application -- Manage Social Comparisons at Work 

* Begin with a careful diagnosis of employees’ comparison others: 

To whom do your employees compare themselves when deciding 

what job performance is good job performance? When deciding 

how hard to work? To determine if they are fairly paid? In deciding 

if their jobs are challenging or boring? 

Managers should do all they can to make the best performers 

visible and accessible to others. Providing opportunities for 

informal interaction with the best performers helps to reduce social 

distance. 

Because complainers love an audience, they often actively seek out 

others at work. Try to keep disgruntled employees’ perspectives 

from dominating your organizational social environment just 

because the managers and high performers are too busy working to 

spend time with employees. 

Because organizational changes can change employees’ 

comparison others, be aware of how changes can shift who comes 

into contact and who is seen as similar. Mergers, acquisitions, 

reorganizations, and new teams all require that any differences in 

circumstances be acknowledged and explained at the beginning. 

Workplace Competition 

Wators—Employees will work harder and achieve 

higher performance when competing with 

others.* The boxed quotation from The 

Economist about the now notorious compensa- 

tion of investment bankers 1 is true for others as 

@whenicooperation"is needed’ No doubt, many have seen dysfunctional es 
tion where employees sabotage and come to distrust and resent one another 
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_ Many readers will recognize that these are the features of games, and we all 

play games with friends and family without damaging future cooperation. 

nc PEN SES TR RE ae sree Hn sigetenentaaae 
»in those circumstances with clear, fair, unambiguous rules and small stakes! 

MAJORITIES RULE 

When expectations are shared by all, they have a very powerful influence 

on organizational behavior. Bu 

‘socialenvironment disagree? In practice, no organization is a monolithic shared 
social environment with everyone in agreement about everything all the time. 

_arapidly changing world. In real organizations employees rarely face a united = 

chorus who sees things the same way; they face’conflicting»voices)andiviews. 

them thanis\the minority: Several voices, if they are seen to be acting independ- 
ently, are more powerful than one alternative view.” Thisidoes notmeansthaty pile inpewreHnar Once thereratet , Ht , 

Unfortunately, in practice, the assignment of someone as a devil’s advocate 

does not prevent unthinking unanimity, and the inset boxed opinion is not truciiAge 

pe Aegan EE = is 
“intended to make Sure that there is no Tish to judement Without considering all 
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relevant information. But apparently, formally’ 
a True or Falsé? 

pe ere ate The best way to avoid a 

bad decision is to appoint 
a devils advocate. 

_ hard work of reconsidering their assumptions and 
conclusions. 

Dissent is risky “Whenever dissenters speak up) they initially generate a ~ 

However, once those in the majority realize that all of the arguments 

have been made, and they have settled on a shared understanding, continuing dis- 

sent angers them. Because dissent that does not generate useful new information is » 

rs. 

Majorities will remove persistent dissenters if they can, or, if not, shun them. 

‘Establishing a devil’s advocate is supposed to create safety for a dissenter (“It’s 
not me, it’s the role”), but that phoniness also means the dissenting information, 

Application -- Work Effectively with Disagreement 

* Disagreement and discussion of alternatives can produce better 
decisions and help employees to anticipate problems. However, 

_ out being punished as a dissenter. » 

¢ Openly discuss the need for shared understandings in order to take 

action. Try to separate the dissenting information from other areas 

where there are shared understandings. Precision helps. 

¢ Avoid the natural inclination to blame the messenger. The use of 

de-personalized and very polite language helps. Say, “That idea 

LSM esNOleay OUlAbea! 26 

¢ When using a devil’s advocate, remember to take the dissenting 

information seriously. Write it down. Spend time considering 

each point. 
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MANAGE SOCIAL ENVIRONMENTS 

Building Reputations 

The secret of life is honesty 
and fair dealing; if you can | a 
fake that you have it made. quip in the inset box is true: Those without repu- 

tations for honesty and fair dealing won’t find 

aes OS to sacle an sn 

vat VES I 

ensure that they build rom sas PepttAOS atlate managers Hebi to worry that 

the powerful informal social controls of gossip and reputation are not working at 

cross purposes with their performance-measurement and incentive systems. 
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Application -- Build a Good Reputation” 

Deliver what you promised. Always remember that people will 

talk, and they will talk vigorously about those they believe have 

done them wrong. 

Associate with other people of good repute. Those with good 

reputations need to worry about protecting their reputations, and 

because we all know that, we assume that those with good 

reputations will not associate with bad characters. 

Work in an attractive or high-status industry or for an attractive or 

high-status organization. Reputations rub off. 

Establishing Roles 

ition” For 

example, the chairperson of a meeting is expected to set the agenda, manage the 

discussion, watch the time, and summarize the decisions and actions arising from 

the meeting. 

expectedirolesyas when a manager does not provide active leadership.” 
Organizational members have roles to play and jobs to do, and they come into the 

organization expecting some guidance about what their roles should be. 

crainnengiagssiannidennantenaninensnasesiy sc have sco loys ——— le | 

wersistentin managing themy It is one of the role expectations of the managerial job, 
and when managers neglect it, they leave the power of establishing expectations to 

others. This means clear detailed job descriptions and time spent with new employ- 

Managing Employee Socialization 

Finally, the best time to influence organizational social environments is 

when employees are new. People in transition usually are anxious. We all like to 

feel competent at our jobs, and new employees will pay attention, trying to learn 

what they should do to be successful in a new job or organization.° 
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for a long to come. Because of this, you ° 

True or False? rarest spect? managers to try to influence what » 
“new employeesilearna Unfortunately, too many 

follow the false popular management advice in 

the inset box anddeave:thestaskyof shaping new- 

_comers’ perceptions, attitudes, and expectations to + 

- whoever is most interested in this work. Those 

who are least satisfied with their jobs often enjoy a new audience for their com- 
plaints, and the more contact employees have with dissatisfied fellow employees, 

the more*dissatisfied:they:become:themselves.” For managers, spending time with 

new employees is a critical investment in building clear performance expectations 

and a social environment that supports good performance. 

he process by which newcomers learn the ropes of their new workplaces is. 

called socialization. This word means literally “becoming social, “ew Knowing 

what others expect and value, who to consult, and who to avoid. This subtle and 

sophisticated knowledge 1s necessary for success at any job, and the more com 

plex and ambiguous the work, the more social knowledge is needed to be compe-_ 

tent. John Van Maanen has described how different organizational approaches to 

. ~ socialization can produce more or less change in the!newcomer’s attitudes, percep- — 

“tions, and expectations.” 

For example, the more formality, individualization, and divestiture involved 

in newcomers’ socialization, the more likely they will be to shed their previous 

attitudes and views and adopt the organization’s preferred attitudes and expecta- 

tions. Formal socialization is the degree to which the newcomer is segregated 

» fromthe normal workplace and given a formalnewcomer’s"status;(for example, 

called a recruit, trainee, or freshman). The more segregated the newcomers, the 

more they are stigmatized as incompetent, and so the more motivated they are to 

achieve veteran status‘and*remain open to information"that tells them how to do 

that. In addition; some newcomers are socialized individually and some collective- 

lysas part of a class or group" Those socialized in a collective, or group, have 

more resources to potentially resist the organization’s message by developing a set 

of contrary perceptions shared with their fellow group members. Those going 

through the process individually hear few alternative perspectives, and it is diffi- 

cult to find social support for contrary views. Finally,«diwestiture seeks torstrip, 

the newcomer of previous attitudes and identities by cutting off contact with out-" 

siders, sometimes through harassment and long periods of demeaning dirty work. 

For example, in some organizations new engineers are given an impossible project 
in order to demonstrate to them that engineering school did not teach them every- 

thing they will need to know to be good engineers. While certain organizations 

have always paid careful attention to the intensive socialization of their newcom- 

ers (for example, military organizations, police departments, the clergy), all organ- 

izations can benefit from management attention to the shared understandings new 
employees develop about their workplaces. 

The best approach is to 

just throw new employees 

in the water. 
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Application -- Manage Socialization 

What are the attitudes, perceptions, and expectations that best 

support employees’ success? Do not say it is “hard work,” if that is 

not really true. If you are seen as the source of false information, 

you will lose credibility. 

Make sure you have a chance to explain what you think the secrets 

of success are to newcomers in the first week. Make the time. 

Take them to lunch or for a coffee. Early, accurate information 

influences their interpretations of subsequent information. 

Are there any coworkers who make an effort to spend time with, 

and so informally socialize, newcomers? If you disagree with these 

active socializers, in your first-week conversations with newcomers 

you should inoculate them by sharing what they will likely hear 

from these individuals and why you disagree. 

Schedule regular times to meet with newcomers in their first six 

months. They can ask questions, and you can make sure your views 

are a central part of how they come to understand what they are 

seeing and hearing on the job. Not only will you be seen as 

considerate and socially supportive, their early impressions can 

provide you with useful diagnostic information. 
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Implications for Managing Managers 

Work with the best. 

Managers will compare your performance to that of those who are 

in close proximity or similar to you. Work to make sure your own 

good performance is not buried in the clutter. 

Since you will come to share the moods, opinions, and expecta- 
tions of those you work with frequently, you will need to inocu- 
late yourself against those attributes you don’t like. Look for 

others who share your feelings and views, and try to spend as 

much time with them as possible. 

Be a supportive coworker. Take the time to listen. 

Remember that dissent can be threatening to others. Dissent 

with care. 

Never dismiss gossip; what is being said may seem trivial, but 

important messages about others’ trustworthiness are being sent. 

Associate with people who have good reputations. Take them to 
lunch, and join their voluntary associations. 

Your organizational social environments will have a major 

influence on the way you understand and perceive your work 

and organizations. Select your organizational social 
environments carefully. 
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Understanding Cultures 

Sr environments usually become stable and predictable, and once stabilized 

they can have powerful effects on organizational performance.“Stablejsocial”™ 

Mas 

What is more, ange. For example, a decade 

or more after a corporate merger, many employees will still see themselves as 

belonging to one of the two original companies, rather than to the new combina- 

tion. Here the effects of cultures on organizational behavior are introduced, with 

special attention to how culture impedes organizational change. Different cultures, 

such as those that support high levels of organizational performance, are intro- 

duced. The chapter concludes by introducing the problems of colliding cultures, 

that is, the challenges of managing in globally dispersed and diverse workplaces. 

DIAGNOSING CULTURES 

acre, ol These are cultures that encourage dysfunctional practices such as 

theft, indifferent task performance, and refusal to cooperate with other divisions or 

departments. debs 
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‘power and strength of multinational Japanese corporations.’ Here are organizations 

(rather than sabotaging or withholding 

information from them), and employees work hard and embraced technological 

changes (without any of the complicated individual incentives that American man- 

agers tried to juggle). It wasn’t any one thing the Japanese do. Rather, manage- 

ment practices, employee perceptions, expectations, and social environments all 

seemed to reinforce and work in concert to create Japanese corporations’ SUCCEeSS- 

es. So began several decades of work t 

qeontributedstosorganizationalypertormanceyandywhyy Here this work is briefly 
introduced. 

What Culture Is (and Is Not) 

Culture is a fuzzy idea. The word “culture” 

True or False? was adopted from the field of anthropology, and 
I havent got time for this even here there is much dispute about what the 

culture fluff. I’ve got a term means.’ If those who spend their lives study- 
business to run. ing culture cannot agree on what it means, how 

can managers, who have pressing practical busi- 

ness, hope to make sense of it? And, more impor- 

tantly, is it worth their time? Yes, there are several useful lessons from this work, 

and as long as everyone remembers to approach the idea of culture with caution, 

th 

There are several different definitions of culture, but I will use Clifford 

Geertz’s, definition because of its clarity and practical usefulness. 

AANA For exemple, there i 
wide variation in the meaning of clothing in different organizations. In some 

organizations wearing shorts means the employees are youthful and innovative 

professionals, while in other organizations it means the employees work on the 

loading dock. Of course, the meaning of clothing is easy to discover in most 

organizations. Understanding culture is most useful in learning the meanings of 

subtle things that are costly to correct if you get them wrong. For example, it can 

be seen as politically astute in some organizations to have an informal discussion 

of a new proposal with others before introducing it at a meeting. By contrast, in a 

different organization (perhaps in the same industry, working on similar problems) 

this action would be interpreted as the sneaky behavior of someone trying to go 

behind others’ backs to make secret deals. In the second organization people of 

integrity are supposed to introduce their new proposals openly and honestly at 

meetings, where ideas are vigorously debated. In the first organization sounding 

out others before a meeting is seen as good professional practice, while in the sec- 

ond it signals the person is untrustworthy. Woe to the manager who moves from 

one organization to the other: Human resources management never discusses such 
subtleties during orientation! 
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Because culture develops naturally in interaction with others over long peri- 

ods of time, it is often implicit, that is, unspoken. Unlike organizational climate, 

which is explicit, or spoken, culture includes all of the ways of working people 

know but that, to them, go without saying. Because so much of culture is implicit, 

it is often invisible to us until we come into contact with those from different cul- 

tures. For this reason Edward Hall said cultures were conveyed through “silent 

languages.’ These silent languages of culture can have enormous effects on indi- 

viduals’ careers and organizational performance and are therefore worth under- 

standing. 

Norms 

One way to diagnose cultures is through their norms, short for normative 

expectations. Norms are the dos and don’ts for behavior in a given social environ- 

ment, the unwritten rules for what people should and should not do. Norms only 

govern actions, not thoughts or feelings, and: they vary in intensity. Those violat- 

ing high-intensity norms are severely punished or expelled. Violations of 

low-intensity norms are not considered very important; they receive a raised 

eyebrow or snide remark at worst. Finally, norms usually will develop only for 

those behaviors others in that social environment consider to be important.’ For 
example, in North American universities neither students nor other members of 

those communities see the way faculty members dress as an indicator of their 

competence; norms about faculty clothing in these universities are low intensity. A 

faculty member who violates one of the few clothing norms that do exist by wear- 

ing formal attire when teaching, for example, would not face serious professional 

consequences. By contrast, for chief executive officers in large business firms 

around the world, the norms regarding proper clothing usually are high intensity, 

narrow, and strict. Chief executive officers could expect active attempts to force 

conformity because everyone in their social environment believes their clothing 

signals something important about their discipline, reliability, and competence. 

In most organizations high-intensity norms will develop about actions that 

can affect resources and survival.For this reason, the relative intensity of norms in 

different organizations can be useful for diagnosing what is really important there. 

‘For example, in organizations in competitive industries there often are high-inten- 

sity norms about working long hours and delivering projects on time, whereas in 

governmental organizations the highest-intensity norms might cover employee 

interactions with the public and news media. 

Knowing that norms grow in intensity, the more important the behavior is 

believed to be can be used to try to diagnose actions that otherwise might seem 

puzzling. For example, John Weeks wanted to know why British bankers com- 

plained so much, yet no one ever took action to fix problems. In diagnosing this 

puzzle he found that norms about complaints (what it is appropriate to complain 

about at work and how employee complaints were tailored for different listeners) 

were an important signal of social sophistication to these bankers.° Employee 
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complaints actually built and sustained social support among coworkers; they 

were not calls for change. A new manager in this bank who mistakenly assumes 

that these complaints signal problems that should be addressed would be consid- 

ered incompetent in this bank’s culture. 

Application -- Cultural Diagnosis for Managers 

¢ If you are new to an organization, ask everyone possible what is 

considered good performance and what is considered bad. As often 

as possible ask questions such as: Who gets ahead? Why? 

Others will not always be able to tell you about all norms because 

so much of culture is implicit. If you violate an implicit norm, you 

may see anger, puzzlement, or laughter. This means that while 

others may not be able to explain all their norms, you can be 

sensitive to their reactions. If you don’t understand why a reaction 

occurred, this is something you should try to learn. Gather more 

data and watch. 

Cultivate good informants. These are people who are more aware 

of their culture and can better articulate its meanings. Once you 

think you do understand something, share your interpretation with 

your best informants. It may not be something they could have 

articulated, but if it seems right or wrong, good informants 

should know. 

What makes sense in one social environment can seem crazy in 

another. Anyone changing organizations or jobs should be alert to 

subtle differences in the meanings of different actions. 

\Of course, everyone does not always conform to all of the norms in their 
ost competent people are careful to 

conform to others’ high-intensity normative expectations for their behavior in that 

social environment.’ Certainly we all conform to norms in those social environ- 

ments that are important to us, since we know that dissenters can be expelled, 

shunned, or seen as incompetent, making it difficult for us to get our jobs done 

well.* However, 
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This means that a careful observation of who is able to avoid conformity can 

»provide insight into what is actually valued in a particular culture. For example, a 

scientist with several valuable patents may get away with screaming at colleagues, 

behavior that would receive chastisement from a human-resources professional if 

done by someone with more modest achievements. ‘Note that it would be extremely 

‘rare to avoid conformity to high-intensity norms, no matter how many idiosyncrasy 

credits an employee might have: Staying with our ill-tempered scientist, a violation 

of (high-intensity) norms regarding careful scientific experimentation and honest 

reporting of results would not be tolerated no matter how distinguished the scientist 

may be. One useful diagnostic strategy is to observe which actions create shock and 

anger; those are the ones that violate high-intensity norms. 

Finally, not all norm violations are done on purpose.'Some norm violators 

are indifferent to the good opinion of their coworkers. This may be because their 

important social environments and social identities are outside work. Alternatively, 

some people are very poor cultural diagnosticians and make unintentional mis- 

takes. Whatever the reason, norm violation is costly: Others will seek to expel 

those violating their important norms at work; they will shun them, undercut them, 

badmouth them, and undermine their work in many different ways. 

Rituals 

Understanding of the role of rituals also can be useful to practical organiza- 

tional work. Rituals are solemn ceremonies consisting of a series of actions per- 

formed ina set order. Rituals‘symbolize more abstract ideas, make them physical, 

andweinforce the participants’ own Commitment to them» Many organizations have 

ritual practices that support employees’ understandings of their organizations. As 

an illustration, one of the most widely misunderstood rituals in organizations 1s 

the meeting. 

Meetings are events to which certain people are invited to address organiza- 

tional issues or problems, receive and share information, and sometimes make deci- 

sions. Meetings are widely complained of, and 

the inset boxed popular opinion is one held by 

many. However, those studying meetings find True or False? 

that, when observed carefully, theseygatherings 

are organizational rituals that explain a great 

dealabout organizational"cultures, and so that 

opinion need not be true. 

Helen Schwartzman found that the formal, publicly stated purposes of meet- 

ings were rarely the only or most important purposes of meeting rituals)? Rather, 

she found that meetings were one of the few organizational settings in which 

power and status could be displayed. Those who could call others to a meeting 

‘demonstrated their power over those others! Those who could arrive late or leave 

‘early showed they were not subordinate to the person who called the meeting. 

Ritualized displays of the power relationships in organizations were reflected in 

who spoke first, who spoke the most, who was addressed, and who was ignored. 

Meetings are a waste of time. 
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And those who were never invited to meetings were invisible non-persons of no 

consequence. Finallysthose who were invited to the most meetings were the most , 

Meetings also reflect a great deal about their organizations. Oe 

like other social entities, have rituals they believe are necessary to make that 

which is most important to their members real and concrete. In practice, this 

means the more ambiguous the organization’s tasks and the more uncertain the 

performance for which it is accountable, the more meetings it holds." 

P ee in any organization create uncertainty, and so require more meetings. = 

This is not to say that meetings always are fun. Those called to meetings in 

which they learn nothing useful or contribute nothing meaningful to decisions, all 

while their work piles up, are much abused. Sanaa 

«negative feelings such as envy, anger, and frustration. As we saw in Chapter 4, 
emotions are contagious, so it is no surprise that so many leave meetings irritated, 

frustrated, and exhausted. One way to help make sure these common emotional 

experiences do not lead to in-meeting outbursts you may later regret is to try to 

focus your attention on learning about what is usually implicit and hidden in 

organizations: culture and power. 
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Application -- Make Good Use of Your Time 
in Meetings 

e 

bw the use of power is one of managers’ 

most important tools, meetings are a good place to diagnose and 

analyze shifts in power. 

Some things to watch for: Who is addressed most frequently? 

Whose questions are always answered? Who is ignored? What 

happens when others act as if they have power that someone else 

does not accept? This doesn’t mean you should rigidly rely solely 

on who speaks the most. Sometimes the most powerful people in 

the room rarely speak but have surrogates speak for them. 

wintelligence? Does anyone persistently speak more often than their 
actual power merits? What are others’ reactions? 

Opening mail (paper or electronic) while someone is speaking to 

you 1s an insult to the speaker. This means that those who do this in 

meetings are either very powerful or clueless (or both). 

Using meetings to read power dynamics doesn’t mean that the 

formal, explicit purposes of meetings can be ignored. If you are 

running the meeting, others will be much happier if you set and 

stick to agendas, follow up on requests and decisions, and report on 

actions taken since the last meeting. '' For more advice on the 

practical business of running effective meetings, 

see www.allbusiness.com/business_advice/articles/11341.html. 

THE STABILITY OF ORGANIZATIONAL CULTURES 

Why Organizational Cultures Are So Stable 

We have already seen in Chapter 3 that 
ne en 
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particular organization are more likely to be unhappy, possibly perform poorly, 

and so to leave than are those who find that their attitudes and perceptions are 

shared by their managers and coworkers; this is attrition.Attraction, selection, and 

attrition all reinforce one another, creating stable organizational cultures. 

Second, socialization reinforces organizational cultural stability. Shared under- 

standings are quickly adopted by new members and are passed down, from old hand 

to new recruit. Third, because cultures are so complex and implicit, it is a great deal 

of trouble to»develop»alternativessthatwillwworky Over time attraction, selection, attri- 

tion, socialization, and the difficulty of finding better alternatives produce cultures 

that are passed on from person to person, leading to organizational cultures that can 

persist long after the original people are gone. 

Finally, another force supporting organizational cultural stability arises because 

those creating and sustaining organizations draw on their national cultural practices in 

forming and sustaining their organizations;"* For example, Ellen Westney explains 

that Japanese employees’ strong identification with and commitment to their organi- 

zations developed becauseWapan shiftedivery rapidly from a feudalto industrialized 

society in the 19th century. Japanese employees took industrial jobs expecting to give . 

feudal loyalty to their overlords and brought their village-based sense of shared fate." 

In contrast, the United States was the first continent-sized integrated industrial econo- 

my with businesses that grew very large at a time of massive immigration. The most 

effective way to manage such large, diverse immigrant work forces was to import 

impersonal bureaucratic management systems from the military and civil service." 

Management practice in America is dominated by concerns for procedural justice, 

and managers are expected to be as constrained by rules as their employees are.“HOW» 

organizations should operate is one part of national or ethnic cultural practices; cer- 

tain practices just (implicitly) “feel right” or “wrong.” 

These powerful stability-remtorcing processes are why we can so often see the 

history of an organization in its current practices: For example, large military contrac- 

tors have the formal policies, extensive documentation, and slow and careful decision 

making of their governmental customers. These practices help them to meet these 

customers’ requirements. However, a military contractor might see the potential of its 

technology for commercial applications. Executives may create new divisions 

focused on potential new business customers to exploit these opportunities, but if the 

new divisions are staffed by employees from the original military contractor, they are 

likely to be burdened by old practices that are inappropriate to the fast-paced compet- 

itive pressures of its new commercial marketplace. This is why large former monopo- 

lies find it extremely difficult to work like nimble start-ups after moving into more 

competitive markets. Too many unspoken, implicit assumptions, perceptions, and 

practices must change. 

Changing Complex Interdependent Cultural Systems 

One of the most valuable management applications of cultural analysis is the 

‘anthropological insight that cultures are complex interdependent systems. Because 

cultures are implicit, complex, and composed of interdependent, mutually reinforcing 
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parts, it is difficult to know how a change of one component will affect other interre- 

lated components: For example, a chief executive might be brought into a new-prod- 

uct research-based organization from a successful manufacturing firm. The new exec- 

utive implements the performance measurement and incentive system that worked so 

well in the previous organization. However, it is not as easy to fairly measure scien- 

tists’ output, and attaching rewards and punishments to nonsensical measured out- 

comes can lead to a heavy turnover among the company’s best scientists, decimating 

the new-product pipeline. 

The challenge of complex interdependencies is most apparent in attempts at 

organizational change. Organizational change is so very difficult, in part, because it 

attempts to change employees’ shared implicit understandings of important interde- 

pendent features of their work and organizations. Until action is taken and the effects 

observed, it is virtually impossible to know what the effects of a major change will 

be. This is why the success rate of organizational changes is so poor.'’ Managers can 

rarely know all of the meanings in organizations of any 

size, they cannot know how those interdependent systems 

will react to any major change, and certainly they cannot 

control all of the meanings different participants will con- Employees have to 
struct. With such inherent complexity, the popular man- be sold on change. 

agement opinion in the inset box is not just false, it is 

absurd. 

There is a long history of research demonstrating that shared attitudes in a 

social environment are much more resistant to change than are attitudes individuals 

hold privately.'* This is why most organizational-change programs involve discus- 

sions with others. Organizational-change consultants are aware of the World War II- 

era research on attempts to get American housewives to try recipes using culturally 

shunned visceral meats. They found that if the women could discuss preparing meals 

with visceral meats in regular meetings with their peers, change was more likely." 

Such discussions must occur among those who feel they are free to voice their con- 

cerns, and the meetings must continue over times In’such,settings. employees: can hear 

how others have coped with similar problems and can get informal advice and 

encouragement. In these discussions they can develop new shared understandings and 

provide one another with social support for cultural change. 

Alas, this documented process for suecessful:cultural change has too often 

been mismanaged in actual organizational-change programs. For example, employees 

might be gathered together to listen to sales pitches for change, not to freely discuss 

their concems and difficulties. Because everyone is busy, employees are convened 

once, before the change has started. This means there is no possibility for new shared 

understandings and social support for change to develop. Further, those who control 

real rewards and punishments often are present at 

these discussions, making many employees unwill- True or False? 

ing to honestly voice their fears and difficulties. 

The boxed inset opinion is falsey Cultural change 

comes from open discussion, collaboratively solv- 

ing problems as they arise, and sincere social sup- 

True or False? 

The leader 8 purpose has 
to belong to everyone in 

the organization. 
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\ ales pitches for change are 
worse than useless. They invite cynicism and are public displays of failed attempts at 

manipulation, inviting cynicism rather than the new shared understandings the change 

agents had in mind. 

Application -- Change Organizational Cultures 

Begin with a diagnosis of how the proposed changes may involve 

unspoken norms and cultural meanings. Most change involves 

new techniques and technologies, which are concrete and explicit. 

However, even technical changes can fail if they involve implicit 

norms, expectations, and cultures in ways not anticipated. 

Have your change consultants or champions conduct careful 

diagnoses of how the proposed changes will affect implicit under 

standings and norms in your particular organization. Do the 

consultants and champions know the critical performance- 

supporting aspects of your current culture and how the change 

may impact them? Insist that they do. 

‘effective. Build this continuous work into the change program. 

Take employees’ problems seriously and adjust the program in 

response to the new information being generated by the change. 

Make this a regular part of the change. Organizations are too 

implicit, complex, and interdependent for anyone to get it all right 

the first time. Successful change programs to adjust as new 

information is generated. 

Politically astute managers attach their own preferred policies and 

organizational structures to the change program. Organizational 

changes foster active politicking, and so is a time of both peril 

and opportunity. 

Determine if executives really are committed to the change. If 

those championing organizational change are not putting in the 

time and attention that real organizational change requires, 

assume they are more interested in grand gestures to support their 

next career moves. It is probably better to assume they are not 

stupid, but know exactly what they are doing so you can simply 

wait them out. 
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THE RISKS OF STRONG CULTURES 

One of the fads that came out of the fascination with Japanese corporate cul- 

tures was a belief in the power of strong cultures.ain'strong cultures everyone in 

the organization tends to agree on what is important and what different actions 

mean. These are organizations in which all of the employees share the same vision 

of the organization’s purpose.”’ In strong cultures there are shared stories and rituals 

and a sense that everyone in the organization has a shared identity. Strong cultures 

should support outstanding organizational performance because everyone has a 

shared understanding of what they should be doing, and employees should have 

more contextual performance because they are committed to the organization. 

Certainly it makes sense that if everyone shares a common goal and assumptions, 

they will be less likely to be working at 

cross purposes. Howeveryiresearch suggests 

that the inset boxed management opinion is 

not true. Strong cultures have both advan- The most effective organizations 
tages and disadvantages for organizational have strong corporate cultures. 
performance. 

First, strong cultures have employ: 
‘ees who see things the same way» Yet, if their shared vision is not performance 

focused, strong cultures will not produce high levels of organizational perform- 

ance. Strong cultures need not be performance focused. They can support negli- 

gence, hostility to clients, and anything else you can imaginé/In)strongycultures, 

everyone agrees on what should be done; this shared understanding doesn’t neces- 

sarily support high levels of organizational performance. 

Second, even when strong cultures are performance focused, they have dis- 

advantages. In a‘study of several Silicon Valley high-technology companies, the 

advantages of their strong performance=focused cultures included employee hard 

workypersistence, and focus on improving organizational performance.”' However, 

the study’s réseéarchers documented several problems among employees, such as 

resistance to needed changes, neglect of families and other non-work activities, 

Stressj/and\burnout. Strong cultures can be so powerful that they can foster behav- 

ior among employees that is dysfunctional for their own health and safety. 

Similarly, others also have found that organizational success has bred failures in 

strong cultures.” This was because success fostered a strong cultural belief that 

what everyone was doing was right, but these assumptions harnessed the power of 

the social environment to resist change when the marketplace changed” Even 

‘when strong organizational cultures are performance focused and foster high 

levels of employee effort, they come at a cost of reduced organizational flexibility. 

True or False? 
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Your Organization Has a Strong Culture If ... 

Employees usually refer to the organization using “‘we,” rather than 
“they” or oa tie 

New employees are confused for months on end and struggle to 

understand the organization’s particular norms. 

The organization avoids hiring managers from the outside. 

Employees socialize with one another after work. 

Employees protect one another from attack, whether the attack is 

right or wrong. 

Employees are reluctant to leave the organization for better 

opportunities elsewhere. 



Understanding Cultures abe As 

HIGH-PERFORMANCE ORGANIZATIONAL CULTURES 

————- -—~ High-performance organizational cultures vary 

somewhat, but all have mutually reinforcing interdependent management practices 
Winn eprasetseathaagemeniainlawalsanerthslayeswmentorninioeandy: 
* commitment. — 

High-performance Organizational Cultures Have ...” 

Promotions from within the organization as much as possible. 

Employees hired because they share the organization’s values and 

have high skill levels. 

Higher pay than comparable jobs in other organizations. 

Team-, division-, and organization-based incentives. 

Performance-focused appraisals that include plans for long-term 

employee development. 

Extensive employee and managerial training. 

Use of teams and other forms of direct collaboration among 

employees. 

Employee discretion and freedom to make decisions about how to 

do their work. 

As much employment security as possible. 

In high-performance organizational cultures employees’ shared understand- 

ings and expectations all reinforce and support management hiring and perform- 

ance management systems rather than working at cross purposes. For example, if 

employees are delegated more decision-making responsibility, it is important that 

they have the necessary information and skills. If organizations want to hire those 

with high-level skills, they will have to pay above-market salaries to attract and 

retain them. If the organization wants employees to collaborate with others and 

adapt to changing demands, they need to assure employees that they will not be 

working themselves out of a job by providing employment security to them. If 
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only one (or a few) of these practices are in place, management practices and cul- 

ture will work at cross purposes and undermine one anothe 

or they can support and reinforce one another. Those claiming that managers need 

to focus on just one practice — listen to their employees, instill a shared vision, or 

change the incentive system — do not understand how complex and interdependent 

organizations are. A number of studies eae Bt the boxed inset opinion is 

not true.’ 

True or False? 

You only need to do 

[insert this year s fad] to 

be a successful manager. 

» higher-performing organizations. Studies in many countries have documented 

higher sales, higher sales from new products, and higher profits in organizations 

with high-performance organizational cultures.”* Research has found that high-per= 

hahaa Ecal Ty 

protected organizational cultures. Examples Wanda eines are inex- 

pensive state ion lleoes with unionized tenured faculty members or monopoly serv- 

ice providers with extensive employee-protection policies. While both high-per- 

formance and protected organizational cultures emphasize employment security, 

there are important differences: 
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Application -- Distinguish Protectéd!Cultures.from 

1 lovmen ‘ae we 

rformance; employment security is not 

performance-dependent in protected cultures. 

High-performance cultures provide extensive training focused on 

performance improvement; protected cultures provide training as 

a benefit. 

In high-performance cultures employees take broad responsibility 

for the organization’s performance; in protected cultures employees 

focus on defending their own occupational prerogatives. 

4 Extensive business information is provided to all employees in 

high-performance cultures; information is hoarded to build power 

in protected cultures. 

41 high-performance cultures human-resources professionals seek to 

support and assist managers; in protected cultures human-resources 

professionals seek to control managers. 

WHEN CULTURES COLLIDE 

Because so much of culture is implicit, cultures often become visible only 

when people from different ones come into contact with one another. Whether 

through a merger, an acquisition, a new outsourcing relationship, or a joint ven- 

ture, increasingly employees find that their jobs require them to work with those 

who have developed their own separate and different cultural systems of meaning. 

Sometimes differing cultural practices will become apparent at first contact, and 

other times cultural clashes will surprise everyone months later. 

elves” As described earlier, the ability of employees to wor togeth er collabora- 

tively is important to organizational performance. However, today we work in an 

organizational world that does not allow trust and shared meanings to develop at a 

leisurely pace among people who have had a lifetime of shared experiences. We all 

must work with employees, contractors, vendors, and customers from differing cul- 

tures, and we must do so under unrelenting pressures for speed and responsiveness. 
- rh, 

| 
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a ese rapid collaborations, and managers. 
y 

eu 
: l Meingoee hic ; di donscinclex 71 al 

nAatlo y ae rCS, and managing diverse workp laces 

WHEN WORK IS DONE VIRTUALLY 

Information technology has made the problem of colliding cultures worse. It 

used to be that working with people from different organizations was a slow and, 

— raat he : ae prea nite 

@standin’s. And because these processes were so slow and costly, many executives 

avoided the challenges of creating rapid collaborations across great distances by 

slowly growing their organizations.*' Now, with the pervasive use of electronic 

communication media, more and more organizations find that they can reduce 

costs by developing virtual workplaces for even the most complex products and 

services. 

Virtual work is often frustrating for everyone. Virtual workplaces are, 

Sameera —— saa it is worse when virtual teams span differing 
national cultures. 

True or False? “miscorimunicationimoreslikelys> This a major rea- 
son Why virtual teams do not perform as well as, 

work requiring information sharing, managing’ the 
qunexpectediandunnovation. The boxed inset opin- 
ion is only partly true Mformation technolosythas 

a 

«saryforcomplexsorganizationalework. Nevertheless, Cristina Gibson and Jennifer 

Gibbs have found that virtual workplaces can overcome these barriers and perform 
well if they are carefully managed.” 

Information technology 
has made it easier to 

communicate. 
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Application -- Manage More Effective Virtual 
Workplaces 

Select members who already know each other, if possible, and post 

background information about all team members on an online site 

for the team so they can get to know one another before 

beginning work. 

Try to keep membership and procedures stable. The difficult 

process of developing shared expectations in virtual workplaces is 

made worse by changing structures and personnel. 

Hold mandatory, regularly scheduled e-meetings (meetings via 

video or online tools) for all members. When some members miss 

different meetings, this adds to miscommunication and frustration. 

Teams should meet face to face at the beginning of projects and at 

regular intervals during their work. 

The more members use the words “empathy,” “openness,” and 

“understanding” to describe other members of the virtual work 

place, the more effective they are. 

MANAGING ACROSS DIFFERENT NATIONAL CULTURES 

All of the challenges of working across different organizational cultures are 

magnified when working across different national cultures. Because working, buy- 
ing, and selling across national borders affects nearly everyone working in organi- 

zations today, working across national cultures is an important management chal- 

lenge. Those who work across national boundaries not only face the formidable 

challenges of working with different legal systems, governmental practices, regula-_ 
\ tory environments, and educational systems, they also face the challenges of work~ 

s. National cultures are 

much richer, more complex, “il much more likely to be implicit than single-nation 

organizational cultures. This is because national cultures have been built over gen- 

erations and learned over lifetimes, rather than in a few months or years. While 

biologists and philosophers may agree with the inset boxed opinion, organizational 
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behavior does not go that deep, and national 

cultural differences affect all aspects of 

Down deep we are all the same. organizational behavior and management in 

ways that make the opinion false for our 

practical management purposes. 

Because managers from North America and Europe could not become coun- 

try experts in all of the dozens of countries in which they found themselves having 

business relationships, they became interested in theories that explained the cultur- 

al differences of many nations in ways that would be useful in their work. Because 

of that demand, * 

True or False? 

Universalism-particularism 

So, for example, under univer- 

salism good managers should judge all of their employees based on their individ- 

ual job performances, whether they like or dislike the employees personally. 

Similarly, benefits such as sick pay and vacation should be administered according 

to a set of rules that applies equally to all. Byscontrast/underparticularism;.good, 

needsy'skillsy or relationships with others. In particularistic cultures managers may 
pay an employee whose husband has a well-paying job less than one doing the 

same work who must support her family. Particularistic managers would give 

more paid days off to someone with a sick relative who needed care than to one 

who did not have those obligations.“More universalistié Cultures tenditorbe" found” 

~emanagerandthow employees" feel about their managerse*Those from universalistic 
cultures tend to extensively document the rules and expect everyone to apply rules 

without regard to their personal relationships. 

Bebuile® No one from a particularistic culture would expect someone with whom 

they do not have a personal relationship to tell them the truth. This means that for 

employees in particularistic cultures, it is important to establish close personal 
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relationships with others. A manager or coworker from a universalistic culture 

who keeps arms-length professional relationships would be seen as someone who 

does not want to establish trust and good working relationships and thus could not 

be trusted. 

Collectivism-individualism 

For example, individualists are more likely to avoid working hard on a team 

task if they can get away with loafing, while collectivists would not let the team 

down whether they could get away with it or not. However, managers should not 

assume that collectivists are all selfless altruists. Becausé colléctivists define the” 
; 

enealiecn thepearesish/yatiuned.tommba eet ea -_ 

a = Senge cra cape ail sere ee arama OE ‘i 

izati ’The most 
individualistic cultures are The Netherlands, Great Britain, and the former British 

colonies, with the United States and Australia (with their long histories of lightly 

populated frontiers) scoring highest. The most collectivist cultures are in Central 

America and the Asian Muslim countries.*! 
aT ORIwATISRRBeRaKthatsthe: bed aguieynetmindinidua) 

S we 

learned in Chapter 6, perceptions that money and other incentives are allocated 

fairly are very important to employees, and so we find that performance measure- 

ment and pay systems are almost always adapted to local national cultures. 

Research has found that those managers who did adapt their management prac- 

tices to local cultures had higher returns on sales and assets.” 

Power Distance 

As a final example, national cultures can vary in the extent to which they 

are low or high in power distance. In tow power distance culturesydifferences 

vse 

: > Note that this says nothing about the 

actual power of anyone; it only illustrates how those who have different power are 
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expected to interact with one another. The Nordic countries have the lowest power 

distance, and Malaysia, Indonesia, and the Latin American countries around the 

Caribbean have the highest power-distance cultures. 
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_ high power-distance national cultures. Managers in high power distance culture 

_ often complain of being overworked, and they rarely manage through the delega 
tion of accountability and empowerment. , 

Application -- Management in Different National 
Cultures* 

¢ Begin with a careful diagnosis. While organizations that adapt 

their management practices to local cultures are more successful, 

this needs to be balanced against the fact that some national 

cultures do not have a history of effective large-scale organiza- 

tion. Ask yourself: What 1s critical to organizational success? 

Alternatively, what is a cultural preference and can be adapted to 

local conditions? 

Know before you go. Research the country in which you will be 

doing business. Be aware that the greater its culture varies from 

your own, the less likelihood of success.” 

Become aware of your own cultural perspectives and assumptions. 

Work to diagnosis the meaning of the foreign managerial practices 

you encounter. What problems do they solve (or might once 

have solved)? 

* Develop youreulturabintelligence) or your abilitytorrecog-../ 

“For example, Americans, who are taught to be 

confident talkers, should practice using silence. 
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Grouping countries by cultural dimensions can help illuminate sim- 

ilarities and differences. This is an important matter when we observe that 

49 

Such cultural dimensions can help alert managers to possible adjustments 

they may need to consider in the management practices they have devel- 

oped in their own cultures, ones they implicitly assume will be seen as 

fair and professional to everyone. However, caution is in order. Grouping 

national cultures by just a few highly abstracted dimensions provides only 

limited information when working with those from an unfamiliar national 

culture. Fortunately, the internet has many easily accessible resources, 

making country-specific cultural research only a few clicks away. 

Application -- Learn About National Cultures 

¢ For country cultures and political economies: 

http://globaledge.msu.edu/ibrd/ibrd.asp 

http://Icweb2.loc.gov/frd/cs/cshome.html 

www.state.gov/www/background_notes/index.html 

www.bspage.com/ | netiq/Netig.html 

www.WTO.org 

www.un.org/english/ 

For travel warnings: 

http://travel.state.gov 

For news and country-specific current events: 

http://newslink.org/ 

www.economist.com 

WORKING WITH DIVERSITY 

Different cultures can collide within organizations as well as across them. 
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These changes usually are discussed as diversity management.Diversity refers, 

‘to. variety in the backgrounds and experiences of those who work together — diver- » 
diane nl Pr laangRRL 

Before nape EUR aaa the effects of diversity on organizational behavior, we 

need to address prejudice. 

“another because of his*or her membership in’agroup. Racial, ethnic, and gender 
prejudice have received the most attention, but it also is common in organizations 

to find prejudice against individuals based on their occupational training and expe- 

rience. Recent research on racial prejudice in the workplace can be summarized: 
Although overt statements of prejudice have nearly disappeared in most American® 

~ organizations, unarticulated feelings of prejudice are still widespread.” And 
research continues to demonstrate than non-whites are less likely to be hired or 

— <p And in a shocking twist, mimi 

Similar effects are found in relation to gender. In this case, it is a matter of 

differing role expectations that men and women hold for each other. For example, 

women at work are punished for expressing negative feelings and for not acting 

altruistically (but men are not).*"Women must demonstrate"supérior job perform- 

~ance to avoid being considered poor performers#In one study women business 

True or False? 

Men and women 
communicate differently. 

While most of us will work to remove prejudice (in feelings as well as 

deeds), some will not want to wait for society to change and will need to take 

action to protect themselves today. 



Understanding Cultures 183 

Application -- Succeed in a White Man’s World 

Because prejudice can be shared by those who are disadvantaged 

and advantaged, check your own implicit assumptions: Am I dis- 

counting some employees’ actions, but not others? Do I provide 

more support and encouragement to some based on their 

demography and background rather than their performance? 

Look for opportunities to demonstrate your skills early. In most 

organizations that care about performance, good performance will 

trump prejudice, so act quickly and well. 

You increase your chances of success by working at a job with 

unambiguous individual measures of performance. If they don’t 

exist, develop some, and then be sure to report your performance 

against them. 

Flattery, agreeing with the boss, and doing favors does help, but 

take care to do this with nuance and sophistication; heavy-handed 

ingratiation 1s an insult to the recipient and can backfire. 

Don’t expect diversity training to do much good.”’ The only 

reliable way to overcome prejudice is to do excellent work that is 

unambiguously yours. 

In today’s global economy all of us can expect to find ourselves in 

the minority at some point in our careers. This puts those who have 

never had to practice the above skills at a disadvantage. 

Finally, as will surprise no one who has read 

this far, the inset boxed opinion is not true: 
True or False? 

—— Diverse workplaces have 
higher performance. 

Of course, some tasks need those with different experiences and 

skills to work together to produce a product, service, or decision that would be the 

poorer for not using all of that relevant knowledge. Those who put such teams and 

workplaces together need to realize that the’more!diverseithey are, the more timiey, 
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wthatallow then? 'to work effectively, The most reliable way for all organizations to be 
successful is to provide more effective shared experiences for people who will be 

working together; this cannot be rushed. 

Implications for Managing Managers 

Y ‘Cultivate multiple informants who can explain what things mean) 
“and*howthings*work. Recognize that the first person you get to 

know may not be the best source for reliable information. 

Learn the norms and rituals in your organizations. If a practice 1s 

puzzling, there is a good chance it has an implicit purpose, and a 
careful diagnosis will be more useful than loud complaints about it. 

Be wary of organizational change programs. Many younger 

employees are less invested in the older ways of doing things and 
see change programs as an opportunity to shine. Older and wiser 

employees have learned to wait and see if the bandwagon is really 
going anywhere before jumping aboard. 

Do not underestimate the difficulties of working in a foreign coun- 

try. Because it is such a challenge, it can be easier to take those 
opportunities while you are young, flexible, and strong. 
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Mastering Power 

' In fact, one of the most com- 

mon misconceptions is the one in the inset box: All you need to do is present your 

clever idea to the world, and the world will rush to imple- 

ment it. It never happens this way. True or FaTseees 

Good ideas sell 

themselves. 
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nate"employees. However, managers also need to enlist the support of peers, boss- 

es, vendors, contractors, and suppliers, as well as that of their employees. 
LOODCT ad OTL © OTe thd | wv Ne CDOT! 

ced to kn O€ ‘ UPpPO swell 

This ee inuvdbions eet research can tell us pain power. Because power 

is complex, ambiguous, and so often mismanaged, this chapter begins by laying a 

foundation for the diagnosis of organizational power. The foundation begins by clar- 

ifying what power is and distinguishing it from similar things such as authority and 

manipulation. Next we’ll look at a description of some of the most important bases 

of power in organizations and common reasons for organizational politicking. This 

section ends by discussing what research can tell us about why people submit or 

resist others’ attempts to wield power over them. With this foundation in place, man- 

agers can become more adept at diagnosing and understanding the power and poli- 

tics in their workplaces. The chapter then continues by introducing some of the most 

common and successful political tactics available to managers. 

Warnings you have found throughout this book about the importance of care- 

ful diagnosis are particularly important for mastering power: 

UOC St ads DdaUCkK-stdaddv DCU yc Td ali : | ; 

wodepenident on’carefill and nuanced diagnoses Of Situations. The need for careful diag- 
noses in the exercise of power is especially important to keep in mind when reading 

popular management advice books on exercising power. The inset boxed advice, 

taken from one of those books,’ may be true 

if you are waging a shooting war or seeking 

to poison an early Han emperor, but in the 

Keep people off-balance and in kinds of organizations in which most of you 

the dark by never revealing the find yourselves, if you follow such popular 

purposes behind your actions. advice to lie, mislead, and sabotage, you 

will get into serious trouble. There are 

organizations in which the worst is required 

of anyone seeking to survive, but those places are rare. While popular power advice 

books can be a lot of fun to read, research suggests that there is a real danger that 

risky power plays can make things worse. Here less risky and more reliable practical 
approaches to mastering power in organizations are described. 

True or False? 

UNDERSTANDING POWER 

What Power Is (and Is Not) 

“Power, like culture, is widely misunderstoodyand many managerial careers 
have been destroyed by superficial assumptions and rash acts taken by those who 

did not understand how power worked in their organizations. This means some 
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time must be spent understanding the nuances of organizational power, authority, 

politicking, manipulation, and the personal effects of wielding power and of pow- 

erlessness. 

While we usually can distinguish who does and does not have power in our 

own organizations,’ once we try to get precise, opinions about power differ. For 

ui there is great debate in the scholarly community about definitions of 

power,’ a debate that draws attention to the reality that any two people may use 

the word “power” to mean very different things. We need to be able to clearly ” 
ee 

eemmngtatencepegretriegirpiaticheodcombaunyttend-Oet oie! 

example, those confident in ae power usually do not shout, scream, or a and 

sometimes they don’t speak publicly but let others do that for them. What is more, 

power is not prediction: Just because you declare, “Arise, sun!” at dawn does not 

mean you have power over the sun. 
Se — hi ii ; lived 

. Power is easy to misunderstand and 

diagnose because it is paren not SOLE you can Sieber da see OF touch. 

While aunamull Pane skills can help, flew are rely as important in an organi- 

zation as what people control, the legitimacy of their exercise of power, and the 

assumptions and expectations of those they want to influence.’ There are no pow- 

erful people in the abstract. For example, senior executives may have the power to 

hire and fire those working in their business units but be unable to obtain the par- 

ent corporation’s backing for all of their investment proposals. This means too 

many managers who could get things done in one organization find themselves 

frustrated and impotent in a new one. The tactics that worked so well with the 

people in one situation can be useless in another. Building effective organizational 

Formal Authority 

© 

Sp axe > For example, in 

some ceanbAins: managers are given the annoy to hire and fire, but in others 

someone else (for example, higher-level managers, those interpreting union con- 

tracts) has the authority to hire and fire employees. 

in the inset box. Authority is certainly 
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True or False?’ 

I’m their boss, so my 
subordinates will do what I say. 

Application -- Build Power to Support 
Organizational Authority® 

¢ Build on successes. Others need to be confident that you are 

someone who takes action to solve problems before they will fol- 

low your direction. Find small, easy problems to solve as soon as 

possible. 

¢ Begin by solving individuals’ problems. Help employees with 

tools, training, or other assistance. 

¢ Be flexible when it is reasonable. All employees face uncertainty in 

their lives and so want to know that their managers will understand 

if they have an emergency. Managers who won’t yell at an 

employee who is late because of a car accident on the way to work 

or who will understand when a family tragedy disrupts a valued 

employee’s performance are necessary to employees’ sense of 

personal security. Managers who are reasonable and understanding 

create reasonable and understanding employees who will 

reciprocate when those manager have to ask for assistance. 

Do not tolerate insubordination. Insubordination is disastrous to a 

manager’s power; avoid it at all costs. Public insubordination can 

be avoided by taking care to conduct a careful diagnosis of your 

power: Will you face resistance? Where? If you think public 

insubordination is possible, avoid giving the order, if at all 

possible. If you do face public insubordination, you must respond 

immediately and forcefully. Public insubordination creates 

confusion: Watching someone smoke under the “No Smoking” sign 

means employees do not know which requirements are real and 

which are just suggestions. 
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Politicking 

Power is not the same as politicking. Politicking involves actions to influ- , 
w ence others or to build one’s powers Examples of politicking are providing » 

“information in order to persuade another, doing someone a favor in exchange for ° 

“afavor in'return,sor working through a trusted colleague to get others to do what 

they otherwise would not have done!/Politics'is a way of summarizing such acts. 

‘ Politicking and politics are overt actions intended to influence, while power is» 
W the potential ability to get others to do something they otherwise would not. 

have done: 
Some people conducting organizational behavior research reserve the terms 

“politics” and “politicking” only for those actions that are illegitimate or self-serv- 

ing, actions such as lying, withholding needed information from a colleague, and 

administering organizational resources in exchange for personal favors.'° Certainly 

such actions are dysfunctional for organizations (to say nothing of the harm they 

do to their targets). Howeverghere:the:terms “politicking’»*and"“politics” are used” 

“the way political scientists use them to refer to any action undertaken to influence . 

ewanother or toybuild power." As will be detailed below, there are many political acts 

that do not depend on secrecy or dirty tricks and even may be welcomed by their 

targets. Managers must politick to do their jobs, and their 

» actions to influence and build power are not all bad.Here 
seaereit “4 7 True or False? 

w» politicking and politics mean both acceptable and unac- 

w» ceptable actions to build and exercise power, making the Politics is dirty. 

boxed inset management opinion false. 

Manipulation 

‘Many confuse politicking with manipulation. Manipulation is influencing 

vothers by deceiving them.The effective exercise of power does not depend on 

® manipulationor lying. Everyone can know exactly what you are doing and why, 

and they will still do what they otherwise would not have done. For example, * 

“most would accept that their managers have the formal authority to make a new 

\ Project the priority. A change in priorities is not manipulation. . 

Seeking to exercise power'through manipulation is not a good idea. One’ 
wreason-s»because deception and lying are unethical..So, manipulation should not 

be done for that reason alone. However, even-for those willing to: behave badly, 

manipulation is a very risky tactic. This is because it depends on complete secrecy 

efor its effects, and complete secrecy is very hard to maintain in organizations."’ | 

This is the reason why popular power advice so often fails: Eventually employees 

see the pattern and resent being manipulated. Certainly, people can become very 

angry if they feel that have been manipulated or tricked. As we saw in Chapter 6, 

those who feel they have been treated unfairly will retaliate when they can, leave 

if possible, and sullenly withhold cooperation if that is their only option." 
Power through deception and manipulation is often called being’ 

»Machiavellian) However, those who have read Niccolo Machiavelli’s entire 
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book would 

(PY ARitl 

True or False? ven the least 

To get what you want from others, | intelligent employees, with sufficient 
you need to be Machiavellian. time and motivation, can find ways to 

punish their attackers. They have the 

time, can wait, and are very motivated. 

Do you want to build an army of motivated enemies lying in wait for you to stum- 

ble? Those who hold the inset boxed management opinion are risk takers indeed. 

“you! Of course, those who assume others cannot be trusted, and that they must 

attack before they are attacked, lead others to distrust and attack in self defense. 

Morgan 

and'polities! Of course, situations differ, and some may find themselves working 

in organizations that can somehow function in the midst of such a war of all 

against all. But such organizations are rare. 

As unwise as Machiavellian manipulations can be, you might find that you 

need to defend yourself from such attacks. Below are some of the most common 

defenses against them. Clearly, such defenses, while sometimes necessary for per- 

sonal protection, undermine organizational performance. 

Application -- Defend Yourself from Manipulation” 

¢ Develop detailed documentation of your decisions and actions. 

¢ Strictly adhere to defined responsibilities, guidelines, and 

precedents. 

¢ Associate yourself with high-status people and events, and 

disassociate yourself from problems. 

¢ Play it safe by avoiding dangerous situations or decisions. 
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Effects of Politicking and Power 

Active politicking and wielding power have consequences for the partici- 

alee although the widely held management opinion in the inset box is false. 

ere is no evidence that active politicking hurts organizational performance.'*. 
Howevet,,active: politicking can be dis= 

\tressing to those who pt practice it and those » 

ewho observe it.” Politicking is emotional-_ , True or False? 

ly engaging to most, often involves frus- Politicking hurts organizational 
» tration, and can seem unfair and corrupt. performance. 
While a few enjoy the Sport ehh Te See 

en in He Senet Wave to minimize some of the negative effects of active poli. 

ticking are described in detail. 

Holding more or less power also affects the people involved. Research has 

documented the harm of powerlessness.'Powerlessness makes people unhappy and 

whurts them,” and a lack of autonomy and freedom impedes creativity and innova- 
wuon:* When employees feel they are the victims of managers who misuse their 

power,” they do not like feeling powerless, it is not good for their health, and watch- 

ing others engage in dirty tricks politicking leads to poorer employee performance. 

‘Power also has consequences for those wielding relatively more power. Some 

wof the positive effects of having relatively more power include more promotions and - 

© better job performance, especially for managers.“ Those with more power are happi- 

werand more likely to take actions that lead to building more power.” However, there 

also are negative consequences for those wielding power. 
The old Russian saying in the inset box appears to be true: 

'Those with more power are less inhibited, are poorer at self 

‘monitoring, overestimate their personal effectiveness, and are Power makes 

more self indulgent. Acting on passing feelings and whims you stupid. 
surely does not help a manager’s effectiveness #High=pow- 

nated, individuals are more likely to be impolite, bossier, to © 
‘speak out of turn, and to act aggressively toward others.°°The more powerful you. 

| ware; the less likely you are to conform to social and moral conventions, and the more » 

| w likely you are to ignore your effects on others!/All of these flaws damage managers’ 
observational and diagnostic skills and thus can hurt their job performance. So hav- 
ing power can be good for your career and health but also can damage your social ° 

«intelligence and diagnostic skills. Power is a dangerously double-edged tool. _ 

Power Can Be Used for Good or Bad 

drueor False? 

Finally, to understand power managers need to recognize that poweris»neither’ 

good nor bad in itself butrather just’ atool! Just as a kitchen knife can chop vegeta- 

bles for dinner or kill someone, power can be used for good or bad. Without power 
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very little good work would get done: Relief supplies could not be delivered 
halfway around the world to those dispossessed by war, life-saving medicines would 

not make it to the local pharmacy, and grain could not be planted, fertilized, harvest- 

ed, converted into ethanol, and put into fuel tanks. Even writers and artists, those 

stereotypical loners, depend on publishers, gallery owners, newspaper reviewers, 

and bloggers, among many, many others, to get their 

work to their admirers. ‘We all depend on the organ=" 

it. While Lord Acton’s epigram in the inset ae may 

well be true, Rosabeth Kanter has persuasively 

argued that powerlessness, which leads to frustration and the inability to get impor... 
~ tant work done, also corrupts.” 

In 

organizations people who have been allocated authority to enable them iy the 

organization’s objectives have been known to»misuse'that power for their own per-» 
ial gain, to entertain themselves, or to satisfy nasty desires. One example is'sex=! 

True or False? 

Power tends to corrupt 
and absolute power 

corrupts absolutely. 

: 8, OF OPIIE MIE AUG y CAPIICIL Yeliwi Ge iii He WO i . Sexual 

harassment is not about sexual desire or gratification but rather the use of something 

about which many have strong feelings (sex) to demoralize and denigrate another. 

Because power is vague, drawing clear lines between good and bad power 

can be difficult in practice. It is not simply a matter of intention (helping the organi- 

zation or clients is good, but helping one’s self is bad). 

~*been justified as serving some higher goal. Nevertheless, we can draw on the work 
of those seeking to rid organizations of sexual harassment for guidance: 
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Application -- Eradicate Bad Uses of Power Without 
Destroying Its Good Uses 

It helps to formally identify legitimate and illegitimate uses of 

power. Explaining the organization’s policies with examples 

educates employees and managers about what are and are not 

acceptable uses of power. 

The most well known of these are whistleblower protections, but 

they can include any well-publicized complaint process. 

Providing informal counseling can help employees understand 

whether a misuse of power has occurred before they decide to 

formally file a complaint. Counselors can include ombudspersons, 

as well as problem-specific specialists such as sexual harassment 

counselors. 

om is not a fool, and if she would disapprove of your actions, 

that should be a warning that others also would not approve. 

SOURCES OF ORGANIZATIONAL POWER AND POLITICS 

pe Similarly, some el tie ape itemise foster active 

managerial politicking while others tend to suppress it. Too often managers do not 

recognize the organizational conditions that produce more active politicking, and 

they instead jump to the conclusion that personalities are to blame. 

Power Comes from Dependence 

Much power arises out of dependence.” Thatisypeoplesiteamsyandsorgani-_ 
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‘something they want.’ That dependence may be opal such as rence 

dependence on employers for rent and food money. so be less | 

obvious, as when factory managers depend on highly skilled ROUNTTEREBED: 

~ machines running In workplaces, everyone depends on others. For example, 

employees depend on their managers to obtain resources and protection from 

unreasonable demands needed to do their jobs, managers depend on their employ- 

ees’ willingness to pitch in and help when a new challenge arises, and all are 

dependent on the organization’s prosperity for their paychecks. Mutual depend=» 

“ence on others is inherent in organizations, even though some may have relatively _ 

‘more power than others. Absolute organizational power is very rare in our soci- 

eties; even the less dependent party has some potential power in most relation 

- ships. This means the diagnosis of dependencies is central to effectively buil ing 

-and exercising power. © 

A practical implication is that people, teams, and organizations can seek to. 
_ increase their power by reducing their dependence on others.*” The less dependent 
people are on others, the more power they have to do what they want the way they » 

“want tordout”For example, a sales associate may want to spend more time calling 

on clients rather than writing reports used by the marketing department. Increasing 

others’ dependence on you and reducing your own dependence are central to many 

effective political tactics, as detailed below. 

Scarcity Leads to Politicking 

All those doing organizational work depend on resources such as skilled - 

employees tools; and Support staff. When resources are abundant and everyone 

can get most of what they want, there is little need to exercise power“H6wever~» 

» the scarcer the resources, the more people will politick to ensure themselves a’ 

share of those limited resources.'For example, in a study of budget allocations to. 

‘university departments, those departments most pinched for resources engaged i in» 

_ the most politicking?! Daniel Katz and Robert Kahn argued that resource scarcity _ 

‘is one of the primary reasons organizations seek to grow : Larger organizations ° 

mean mobemanagenal positions for the ambitious, larger organizational budgets, 

. and so less aggressive politicking among managers for resources. 2 When execu- 

tives have sufficient resources to get their work done, there is less need to argue, 

plot, and seek to persuade. By the same token, declining sales, budget cuts, and 

other resource reductions will produce more active politicking. 

Conflict Leads to Politicking 

Division of labor is inherent in large, complex organizations, and: dividing 

, labor breeds conflicts. Division of labor is rarely simple and clear BHD ifferent 

divisions and departments can be created by product, sae See or 

anything else. This means most managers can make a case-forma differet 
..of labor. Managers will seek to incorporate staff resources in thé 
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The more organizations change, the more often work needs to be re-divided, and so 

the more turf battles. 

In addition, divided labor creates departments and teams with different per- 

spectives and goals, and so efforts among managers to have their own perspectives 

and goals take precedent.” There is evidence that even simple job specialization 

leads people to see management problems in different ways, skewing their argu- 

ments toward their own training and experience.” For example, strategic challenges 

tend to be seen as operations problems by manufacturing managers and as financial 

problems by finance AES 

The marketers will bear the costs of 

learning about these new markets and building new marketing channels in unfamil- 

iar areas. Both are doing the jobs they were cane robs! ene have led them to 

department is too a it means that eer Price and knowledge from 

other departments were not fully considered, leading to poor strategic decisions. 

firms used the following processes: 
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Application -- Manage Conflicting Views 

¢ Focus on facts and measure as much as possible. As one chief 

executive said, inl 

‘tompersonalfacts.” In this way the executives could focus on what 

the facts might mean, rather than quibble about one another’s 

unsubstantiated guesses about the facts. 

Keep attention in executive committee meetings focused on the 

common organizational goal rather than on individual personal or 

unit goals that might be in competition with one another. 

Make the chief executive powerful, but not all powerful. When 

others had significant participation in decisions with relatively 

more influence in their own areas of expertise, and when the chief 

executive did not shrink from taking ultimate responsibility, the 

conflicts produced productive exchanges of information and 

less rigidity. 

attempt to reach consensus (all agree on a decision), but thattifiigs 

~utive’makes the'decision, In this way different perspectives are 

fully discussed and understood, but the organization is not para- 

lyzed trying to achieve a complete agreement that may never come. 

Ambiguity and Uncertainty Lead to Politicking 

As we saw in Chapter 7, a 

an ners WIth 

yd 
ome > =e 

vuncértainty.” If others appear to be very confident, and we are uncertain, we are 
more likely to be persuaded.” are 

the greater the ambiguity, the more people report that others politick for self-serv- 
_ing reasons‘ and that others threaten and intimidate them more.” ' 
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Ambiguity and uncertainty in organizations can come from many sources. 
>times,departments can have overlapping responsibilities, or the work itself 

Seana sas when unproven technologies need to be developed, or new 

materials need to be used.“ Ambiguity also arises when organizations face rapid * 

(changes. Since the more strategic the work, the more uncertainty there is about 

exactly what should be done, it isn’t surprising that we find that the higher a man- 

,ager’s rank, the more managers see politics and politicking as a normal part of 

wetheimobs.*° Whatever the cause, the more ambiguity and uncertainty, the more 

managerial time spent politicking. 

Centralized Power Reduces Politicking 

When there is highly centralized power, one person or group has domi-_ 

«mating power over others, and more decisions are made at higher organizational lev- 

wels. Centralized power has the benefit of reducing active politicking among man- ° 

qwagersrandsemployees:*’ There is no need to work to influence those who do not con- 

trol anything you wante® aken to the extreme, highly centralized power leads to a 

“form of organizational politics called palace politics, in which politicking con- 

_ sists, of everyone sirugoling to Bet the ear and favor of one all-powerful boss.* 

While centralized power reduces managerial and employee politicking it” 

often leads to poor organizational performance in all but the smallest and simplest 

qorganizations;” The one dominating leader cannot know all relevant information for 
complex work nor monitor the work of numerous differing specialists, which means 

that the larger the organization, and the more complex the work, the more likely the 

w person with dominating power is to lack relevant information. What is more, when + 

power is highly centralized, the only security for employees is to retain the favor of . 

«the dominating leader, turning employees into ingratiating courtiers rather than man- 

yagers with the confidence to report relevant information’ In most modern perform- 
ance-focused organizations power is dispersed to foster better organizational per- 

formance. 

When: executives at higher levels delegate power over certain decisions to 

business unit, me is called a individual” 

Senbordinaté msrp LOVeEs this is called veinaipitiid eeiesritnnangasietaaceRanl: po 

. empowerment lead to higher team and organizational performance by moving deci- 

sions down to where the information is, rather than waiting while questions and rec- ~ 

ommendations slowly move up and down the hierarchy.*' Empowerment also is ‘ 

motivating! The boxed inset opinion is false: 

Power is not fixed but can expand or contract 

based on how well it is managed.” Power that is True ofWuise? 
delegated and subordinates who have been . . 

empowered do not reduce the power of execu- Power is fixed; what I give 
away I can never get back. tives and managers. They can always step in and 

reverse the poor decisions of subordinates or 

rescind their power if it was used ineffectively. 
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Decentralization and empowerment are necessary for effective organization- 

al performance, but they do require a more active management of political 

Biers to share information and make decisions. 

communication of the Rees ag s strategic goals and 

marketplace challenges, as well as more committees and meetings 

among peers in which information can be exchanged. Meetings ares, 

and active problem solving. 

Executives need to recognize that with more dispersed information, 

political systems for making decisions need to be established. If all 

disputes are simply brought back to the boss, this is a reversion to 

palace politics and runs the risk of incomplete information and poor 

performance. Better to establish committees, other open forums for 

presenting information, and clear decision rules, such as consensus 

with qualification, to manage the politicking. 

Some Enjoy Politicking More Than Others Do 

Finally, some seek power and politick simply because they enjoy it; they 

see every situation as an opportunity to roll logs, trade horses, and bargain hard. 

Others avoid politicking. We have already learned that those with a higher Need 

for Power are more successful as managers.” In addition, those occupying more 

powerful positions tend to be those who prefer autonomy, are more gregarious and 

enthusiastic, and enjoy fostering enthusiasm in others. They are less likely to be 

conscientious and easygoing or to let well enough alone.” ,Yetjagain,,situations:do. 

on technical tasks!*° While these personality differences are not nearly as impor- 
tant as situations are in determining why people seek to exercise power,” they do 

serve as a reminder that'those whovare uncomfortable exercising power might not 
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Just as individuals differ in their preferences to exercise power, so can they 

differ in their preferred ways of exercising power. snp AIR 

‘what others who observe us report.* We already saw that people can misperceive 

how others see them, and when it comes to something as sensitive and vague as 

political tactics, self-enhancement bias can be severe. c. PERE Prone nnannnaniasi 

id.' For example, reearcher foo shat aioe women are more 

likely to successfully use influence styles that better match expectations for their 

gender roles.” A few studies show that women have the same success with the 

same tactics as men do, while other research finds that women need to confine 

themselves to gender-expected indirect methods. 

This makes the inset boxed opinion true sometimes 

and false other times. While some people do tend to 

rely exclusively on certain tactics, more effective People have different 
managers will be more flexible, adapting their styles influence styles. 

and tactics to their situations. 

True or False? 
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Application -- Diagnose Politicking in Your 
Organization 

To repeat: 

wabout how allocation decisions will be made. In this way, scarcity 
is handled in a legitimate, taken-for-granted way, rather than 

through escalating paranoia and defensive politicking. 

If politicking arises from conflicts, work to reduce departmental 

identification with teams or departments and increase organization- 

wide identification through cross-unit socializing, transfers, and 

rewards tied to organizational goal achievement. 

- Tf politicking arises from ambiguity, first check to see if the 
“ambiguity can be removed with clearer job descriptions or ~ 
“procedures. Tf not, develop explicit procedures for how decisions 

get made under uncertainty. 

¢ If politicking arises from dispersed power, develop and explain the 

formal policies and practices for reconciling differences and the 

rationales for them. 

¢ If politicking arises from personal desire to politick, a judgment is 

in order: If the person creates purely self-serving or self-indulgent 

conflicts that serve no useful organizational purpose, one way to 

eliminate the behavior is to alert everyone else to the actions. Once 

everyone understands that someone’s actions are self indulgent, self 

serving, and manipulative, these actions rarely will be effective. 

Finally, since politicking can engage emotions, create frustrations, 

and make many people uncomfortable, be sure that your own 

personal discomfort with politicking is not blinding you to the 

possibly valuable roles these activities are playing in your 

organization. 
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WHY DO ANOTHER’S BIDDING 

The final diagnostic foundation for the effective use of power is an under» 
(standing of why people willingly do what they otherwise would not’have donew If 
\ you want to get people to do something they would not otherwise have -—~ you 

meedto know why they would:dout/There is no question that in doing organiza- 

tional work, most willingly submit without a fuss to others’ power. Why should 

that be? After all, psychologists are convinced that we all seek to gain the freedom 

of action that power can bring.” There is a substantial literature documenting why * 

» people let themselves be influenced by others. — 

To Get the Organization’s Work Done 

We submit to others’ power because it leads to better organizational per- ’ 

wformance; or improved’ services to clients: Everyone understands what happens 

when the left organizational hand does not know what the oc hand is doing. 

‘When it makes sense, submitting to legitimatesypowerismecessary to coordination. 

and organizational performance. Legitimate eR is power that everyone 

mma lved accepts as right and appropriate. When power is legitimate, others will 

‘voluntarily defer to it, even when it is not in their self interest? Authority, when | 

,, allocated according to known rules and for reasons everyone believes are neces- 

Warysaisvan example of power that is accepted without thought: it is legitimate. 

Organizations have hierarchies because they are quicker and more efficient politi- | 

_.cal systems than politicking over every little decision. . 
In practice, this means that managers are expected to exercise their formal 

authority, that is, to make decisions about how to adapt to the unexpected and to 

reallocate resources when necessary. When those with formal authority do not take 

» action, they create a power vacuum, leading to employee distress and poorer unit . 

‘formance.™As needed political work does not get done, others step in to try to 

Vr but since they lack legitimacy, their decisions are not accepted by: 

_all. Some may resist or may contend for power themselves, leading to time con- 

sumed in politicking rather than in getting the work done. Anyone who has lived 

through power vacuums knows how unpleasant and frustrating they can be. 

To Be Liked 

Most of us want to be liked, and one way to make ourselves more likeable 

is to submit to that person’s influence.® In our closest relationships we are more 

likely to be mutually influential. We want to be liked by those we bie, i we 

antes to ass ue fat those we like are more SSO eae “ Making yourself | 

in relative p anyone: Cai ise’ 
ier ein mene ne seuater- 
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beliefs, and theories about our workplaces as 

True or False? those of our coworkers is reassuring and calming. 
People care more about For many people, more often than they care to 
being accurate than they admit, the boxed inset opinion is false. 

do about being liked. ‘One way to make ourselves likeable is \ 

Virtually all social interaction involves presenting public versions of ourselves and 

trying to persuade others that they should accept our presentation.” 

O) 

and we know that 1 

ang a drink On an airplane. We all usually choose our words so as not to offend, 

’ People seek to manage others’ impressions of them 

because it works. For a Geena ee en 

cae self handicapping to manage others’ performance 
expectations, civility, and much more.” These techniques can get quite sophisticat- 

ed, such as deliberately making mistakes to avoid additional work, broadcasting 

your limitations to others so you won’t have to take the time to help them, and 

threatening lawsuits to get what you want. Anotherexample of sophisticated 
as 

described below: 
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Application -- Manage Impressions in Conversation 

Those who speak first can often set the agenda and lead the 

conversation. 

Persistence matters: The number of times a point of view is 

expressed influences others’ adoption of that view, even when only 

one person keeps repeating.” 

Most nonverbal behaviors reflect quick emotional reactions and so 

are seen as more sincere; be aware of how others are reading your 

nonverbal reactions. 

When reporting an action that could be seen as bizarre, you can 

undercut the impression that you are crazy by introducing it with a 

rational disclaimer that undercuts the craziness impression. For 

example, “You might think I am crazy, but I think we should stop 

advertising on television.” 

As we saw in Chapter 7, majorities tend to produce conformity, so 

asking for others’ open support before a meeting can help produce 

majority conformity pressures. 

Why Defiance? 

Of course, submission to others’ power can never be taken for granted. 

WDefiancevand resistaniceare as’ common/as deferencey!!sand those seeking to wield 
power need to be sensitive to signs of resistance 

. | roblem). Resistance in a PAMEsHONG can ie 

targeted directly at ie holding the unwelcome power, but because this can be 

r Bio me ore in the Bate 

g .° This means that ae 

working with Sane and managers ed to be particularly sensitive to indi- 

rect signs of resistance. 

What leads to defiance or resistance? When power isilegitimately acquired; 
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arr 3 Finally, those seeking to wield power will not welcome 
resistance and defiance, but these acts are central to the adaptation of organiza- 

tions to changes in their environments. If those with more power are wrong, resist- 

ance prevents organizational failure. Actstofiresistanceican precipitate organiza=™ 
l ‘ And, of course, everyone working in 

organizations will want to resist others’ influence attempts sometimes in their 

organizational careers. 

Application -- Successful Resistance” 

Careful diagnosis 1s required: What means and resources can you 

use to resist? What are others’ perceptions and expectations? Who 

will support you and who may not? 

It is more effective to identify a particular issue and keep focused 

on it. No one can get practical work done by opposing something 

as vague as “the system.” 

Is it possible to resist within the rules? Are there formal grievance 

procedures or other legitimate resources available? 

Successful resistance requires that you debunk the reasons others 

have for not joining you. Rationalizations for inaction can be 

powerful. 

Unceasing pressure is necessary; don’t give up. However, 

individual tactics that drag on too long are not effective. 

Tactics need to be adapted as the situation changes. 

Have specific solutions or counterproposals; if your target is 

persuaded, you need to be ready with a constructive, realistic 

alternative. 

Organized resistance requires clear communication: Everyone must 

understand the objectives and strategies. 

Others must have confidence in your eventual success. If people do 

not think resistance will be effective, they simply will not think 

about it. 

Compromise is one of your most valuable tools: It is a concrete 

victory and can buy time so you can regroup and plan. 
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POLITICAL STRATEGIES AND TACTICS 

Because the effective exercise of power is so critical to a managers’ job 

performance and is so often mismanaged, 

»powerarelintroduced: Scholars have developed an endless list of political 
strategies and tactics.” Some of the most management-relevant ones are 

discussed below. 

Solve Others’ Most Important Problems 

This is an approach thatalways' works! Tt does not rely on deception:or, 
antimidation*and works as well when everyone knows what you are doing as 
when they do not. It allows its practitioners to prove 

the inset management opinion false. Strategic’ 

‘which a person, function, or department solves the 

organization’s most important problems (what those 
scholars tn roc A 

True or False? 

Nice guys finish last. 

W paste). In these Sesaiaatiott aaLeHIAS alba sale ee most Sane probes 

by discovering trends, developing marketing campaigns, and getting consumers to 

pick their products off the store shelf rather than their competitors’ product. 

wma rs in to cu | | contrast, a Bie a State 

reach ee ‘ine not nena naan 1 difficulty errr undergraduates to 

enroll because it is comparatively inexpensive for state residents. Most such uni- 

versities can predict undergraduate enrollment a decade in advance based on the 

birth rates in their states and other historical patterns. Attracting undergraduates is 

not an important problem for these universities, and those responsible for attract- 

ing and enrolling undergraduates rarely obtain executive positions or high pay for 

their work. The important problem for large state research universities is money. 

In practice, most of their money comes from the research grants that faculty scien- 

tists bring to their campuses. These scientists get a disproportionate amount of 

their respective university’s resources, and university presidents who began as sci- 

entists are common, but those who began in admissions or marketing are rare.*° 

«on for your survival or success, then that is a person, or group of people, to keep » 
ehappy at'all Costs!Tf they quit and go work for your competitor, you are sunk#hii, 
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' bettery*' It is no surprise that there is ample research 
“True or False? es piper i 

evidence supporting Strategic Contingencies’ Theory, 

Them that has, gets. stated in its crudest form in the boxed inset manage- 

ment opinion.” Thosewhosolve others’ most impor=" 

Solving others’ most important problems directs attention to several 

practical actions: 

“are best at solving! Too many complain that their work is not appreciated. 
If what you do isn’t appreciated, maybe it really isn’t that important to 

others. Focus your diagnosis on what the organization (or people you 

wish to influence) believe to be their most important problems, the ones 

critical to their survival. 

“do\(they need their most important problems a 

: The organization 

may need what you can do, but if it has many alternative problem solvers, 

you will not have a great deal of power. For example, organizations need 

to have their accounts kept according to accepted accounting standards, 

but licensed accountants are plentiful, and so they rarely have great 

power outside professional accounting organizations. Similarly, we all 

need food, but it is easily found in widely accessible grocery stores and 

restaurants, so any one grocery or restaurant has little power. 

- If you want to wield power over others, the most effective and least risky 
way is to find ways to solve their most important problems. _ 

Most recognize this method of solving others’ most important problems, 

because they have seen its effects in practice in their own organizations. But this 

knowledge has not led to most people occupying positions of great power in their 

organizations. If it is so obvious, why isn’t everyone using it? Certainly many 

choose to do the work they love, regardless of whether it makes them indispensa- 

ble to others. However,bécausé power is an'essential tool of management) man=» 

jobs well. You may not be able to solve the organization’s most important prob- 
lems, but you can solve the problems of peers, subordinates, bosses, and that one 

very important department. The key is a careful diagnosis and creativity in solving 

others’ important problems. 

An example of the kind of diagnoses and creativity involved in effectively 
using this method is the story of United State 

Little Congress." Lyndon Johnson arrived in Congress in 1931, one of 435 repre- 

sentatives in an organization that rewarded seniority with committee chairman- 
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ships and other access to power and resources. (eee 

e 

noticed that with the Great Depression, government became more active than it 

had been before. There was a flurry of proposed new legislation, legislation that 

could have far-ranging effects on a lot of people. This meant that the newspapers 

wanted to get the latest information about important pending legislation. He also 

noticed that there was an organization for the staff members of the elected repre- 

sentatives called the Little*Congress. [t provided staff training but was seen prima- 

rily as a place for staff members to socialize. However, Lyndon Johnson saw Little 

Congress’ potential. Since few cared about this organization, he easily got himself, 
velected its speaker and added speeches and discussions about pending legislation 
(which staff members develop). Then, he invited newspaper reportersyThe 
reporters were happy to get the latest inside information about the pending legisla- 

tion of interest to their readers. Once reporters; began writing storiés about what * 

q@synid6n JOhAS6H! He traded these speaking opportunities for favors and influence, 
and Little Congress was the ue of his extensive heads DeG ae? 

thatHe'eontrolled. Some of the questions you can ask yourself as you seek to build 
power through building others’ dependence on you: 

Application -- Diagnose Others’ Important Problems 

What do you want to accomplish? 

On whom are you dependent for achieving this? 

Why? 

What are their points of view likely to be? 

Which ones are the most influential? 

On whom and what are they dependent? 

Why? 

How can you help solve their important problems? 
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Have Valued Resources 

One of most frequent ways that managers can solve others’ most important 

problems is through providing them with the resources they need to get their work 

done. 

“they can'be traded with others for their supportyas when a manager loans profes- 

sionals to peers to help them get Urouen a aye work load. 

HN dane Ke t nes 

This happens 

because most of an organization’s budget is already committed, projects have been 

promised multi-year funding, necessary employees must be paid, and so forth. Yet, 

as everyone can always use a little extra, say, those loaned employees, they can 

quickly come to expect them as a standard. 

Information technology is an example of a once discretionary resource that 

has quickly become a necessity. Of course, information itself is a valuable 

resource in organizations,” putting information systems at the center of power in 

most Selah. PATE Th 

sco SESE) FOr Sage the movement of information Aus cus- 
tomer buying pattdrns to corporate headquarters via electronic data collection 

gens 

Managers ask themselves, 

“Do I have sufficient information technology support personnel in my depart- 

ment?” or, “Must I beg for service from an overwhelmed central support office?” 

No managers are fooled by soothing language about the benefits of improved 

services from consolidating such a critical service in corporate headquarters. Such 

consolidations of services are almost always intended to save money by reduced 

services 

“often’critical'to that performance: This is why so many information technology 

professionals, who may have no interest in power or politics, find themselves in 

the middle of difficult organizational politicking. 
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Application -- Information Systems and Politicking 

¢ Managers’ first political acts usually are to seek authority over the 

information processing resource (the service reports to them) or 

have sufficient budget and permission to directly purchase the 

service from outside vendors. This provides the most reliable 

supply of the resource. 

Failing that, managers will seek to assert influence over those who 

provide the critical resources through tactics such as ingratiation, 

seeking to solve the service providers’ most important problems, 

managing impressions about the criticality of their need (that is, 

screaming the loudest), and so forth. Being the target of this 

onslaught from powerful managers can be very stressful to central 

information service providers, and so executives will seek to buffer 

their centralized providers by making communication difficult, for 

example, by requiring that requests must be made only by e-mail. 

Astute managers recognize that reorganizations involving critical 

information services pose a direct threat to their ability to control 

the resources needed to do their jobs well, and they will politick to 

ensure they have reliable service provision in any reorganization. 

Be an Expert 

» most powerful in their organizations.\’Such powerful employees can be difficult 
6 manage: Prima donnas can get more of what they want, whether that is longer 
breaks, more pay, or more administrative support. All of the authority and 

resources managers control can be more than counterbalanced by the prima-donna 

employee’s ability to solve important problems. 

voutside experts willbe pulled into politickifigMeffrey Pfeffer argued that outside 
FoRventhe 

most technical of outside consultants have jobs that force them to manage the pol- 

iticking of those who will be affected by their recommendations. This is why con- 

sulting is often highly politicized work. In practice, outside consultants find them- 
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selves making political misjudgments because they lack knowledge of the local 

relationships and situations in their client organizations. For example, consultants 

working in more centralized manufacturing industries develop a business model 

based on discovering what chief executives want and making sure that goal is cen- 

tral to their recommendations. However, this model does not work in organiza- 

tions such as hospitals or law firms, where the most prominent professionals can 

hold more power than the chief executives. These powerful professionals are as 

likely to publicly mock a consultant’s report repeating the chief executive’s pet 

ideas as they are to defer to the consultant’s expertise. 

Application -- Use Outside Consultants Effectively 

¢ Consultants will be used more for new threats to the survival of the 

organization. Here outside expertise genuinely is needed, and 

knowledgeable consultants can recommend a set of actions to take 

in the face of paralyzing uncertainty. 

he In organizations with highly cen- 

tralized power the dominant person has no need to rely on outside 

expert power to get things done. 

¢ When power is dispersed and balanced in the organization, and the 

major parties are in disagreement, consultants can be called in to 

break the deadlock. 

Wekrconsultants should not Be Used: Outside consultants retained 
under these circumstances reflect serious organizational dysfunction. 

Create Social Capital 

Social relationships are an important source of power. Socialirélationships 

become social capital when they are mobilized for a purpose. For example. 

organizationsyand colleagues become social capital when they share information 

about how to use the new enterprise management software. 
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Those who have good 

relationships with their bankers do not lose as much on their investments as other 

clients do,”’ and managers who have more social relationships with a variety of 

colleagues have better job performance than those who do not.’ 

dikely:to"help theirsfriends, as the Beatles’ lyric in the inset box says.” Of course, 
friendship is not one-way exploitation: Francis)Flynn.. 

Trueor False? 
ed help were the most productive (and the most 

I get by with a little 

However, helping friends is not the only value help from my friends. 

of social capital.!Social capital also provides access to 

~written reports. Most people will not provide sensitive information unless they ~ 
trustithe recipient; and a personal relationship is a reliable way to build trust. 

Managers are especially dependent on this flow of nuanced information, making, wbuilding social capital important to their job performance. Further, for those with » 
| nr SE era 
es support of others and forming alliances is a reliable way to gain power. 
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Application -- Build Alliances” 

¢ Allies outside the organization are less likely to be competing for 

the same organizational resources, but outside alliances must be 

used with great finesse in most organizations, since few welcome 

being lobbied by outsiders on internal organizational matters. 

The advantage of internal organizational allies are that they are more 

likely to have influence and are more legitimate than outside allies, 

but they may be less willing to help you if they see you as a threat or 

competitor. Earning others’ trust is critical to building alliances. + 

Organizational alliances can be built on common interests; when 

these are not available, those with minority interests can bundle 

their divergent interests together into one proposal that contains all 

individual proposals. 

‘interests. For example, in many organizations executives fear litiga- 

tion, and so legal departments can shut down many organizational 

practices by evoking this fear. 

¢ Organizational alliances are usually much bigger than the minimum 

necessary to gain support. Implementation requires widespread 

support in organizations, and no one wants to feel cut out of impor- 

tant decisions. When building organizational alliances, don’t over-* 

t is better to have bridging 

social relationships with many others.Dhere is strong evidence that those who” 

nection to others. Those with bridging social capital provide that rich informal 

information that people otherwise would not get. If the information is useful, that 

means the bridging person is the only one providing something valuable, that is, 

solving others’ important problems. Bridging social’ capital is built by going places’ 
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Hold Formal Positions of Authority 

There is no question thattholding formal positions with the right to dictate” 

mate power of HaThOHtY | 

authority is ‘esate TERS eS Yor OF power serine eee the 
boss said so” settles a lot of issues. Because authority is such a common source of 

power, it goes without notice much of the time, except when opportunities arise to 

amass authority. 

Research has documented some of the tactics found in succession politicking.'” 

Application -- The Politics of Executive Succession 

- ‘Those who can make the most credible claims that they can solve 

nae bi 

¢ Chief executives are key to organizational adaptations to major 

environmental shifts, so outsiders are most often appointed chief 

executives when the board believes the organization is failing. 

Chief executives will often replace existing senior executives with 

those they believe are loyal to their own policies (or themselves); 

replacements are more widespread if the chief executive was 

brought in from the outside. This means that appointing new chief 

executives leads managers to be preoccupied with their survival 

(or finding their next job) for a year or more. 

¢ New chief executives from the outside are more likely to initiate 

significant organizational changes and more likely to have difficul- 

ty implementing those changes because they and their new loyal- 

ists lack knowledge of relationships and power bases in the 

organization. 
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Authority rarely is as straightforward is many might hope. As noted above, 

‘managers’ formal authority usually is insufficient to the work they need to accom-; 

plish. Interestingly, the reverse is also true: Those in positions of authority can have 

influence far beyond the formal authority assigned to the position:'’' Laboratory sub- 

jects have given deadly electric shocks to others if told to do so by a person in 

authority and’students randomly assigned as prison guards bullied, while those stu- , 

dents assigned to be prisoners cowered and grew fearful: Authority like all power is , 

rarely unambiguous. ~ 
Because authority can be ambiguous, people search for cues about who has 

authority: Who has the best office or the best furniture? The person running the 

meeting conventionally sits at the head of the table, and so sitting at the head of the 

table suggests authority. Because territory can reflect power, politicking over work-» 

place territory can be fierce.’” Much of the politicking about offices, parking spaces, 

windows and the like, what is called petty office politics, is really politicking. 

over symbols of authority: Given its ambiguity, these signals can be important. Since 

the meanings of symbols of authority and power are culture specific, interpreting 

symbols of power in different cultures is one of the challenges of globalization. . 

Application -- Interpret Symbols of Power 

* In high power distance cultures those with more power are expect- 

ed to act the part: haughty, disdainful of inferiors, giving com- 

mands. This can be-very offensive to people from low power dis- 

tance cultures who feel that their essential dignity as human beings 

is being disrespected. 

‘In low power distance cultures those with more power are expected 

‘toact as equals'to those withless power, with similar demeanor, 

styles of dress, and use of first names. This can be very confusing 

to people from high power distance cultures, since they can mistak- 

enly interpret egalitarian managers as weak and powerless. 

The meanings of symbols of relative power such as offices, cloth- 

ing, and demeanor do not mean the same things in other cultures, 

requiring great care in diagnosis when working in a foreign culture. 

Writing (and Avoiding) the Rules 

‘A powerful political tactic in organizations involves controlling the rules, » 

‘budgets, and job descriptions that constrain actions in organizations: Rules are’ 

decisions made in advance, written instructions about what to do in a particular’ 

‘situation: Written rules are necessary to decentralization and empowerment , 
_ because they are vital to making sure actions in large complex organizations are / 
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coordinated. Most comply with rules unthinkingly; people search for direction 
when they are uncertain about what to do, and rules are formal attempts to provide 
that guidance..Like centralized power, rules , 
‘reduce politicking. Rules say what should be done’ 
» by whom and are often accepted unthinkingly.’ 

After all, the primary alternative to written rules: The rules prevent us from 
. This getting any work done. 

means the inset boxed management opinion is 

false: 

wgrind tova’halt. Of course, some rules might be outdated. However, astute man- 
agers know that superficially nonsensical rules may be serving some organization- 

al purpose that executives have not done a good job of explaining or may not want 

to explain. 

True or False? 

S 

asserted in the inset boxed opinion. However, everyone True or False? 

is free to learn the rules. For those working in large 

bureaucracies, understanding the many rules and how 

they are created and changed can be an important 

source of power. For example, a skilled manager learns 

the rules for job reclassifications in order to redesign high-performing employees’ 

jobs so that the job can be reclassified into a higher pay grade, thus earning the 

gratitude of valuable employees. 

If politically astute EE cannot write Hs rules, Be will seek to leave 

them unwritten. ‘ , -onstre ve I 

Those who have the 

gold make the rules. 

Who’ the boss: the law or 

we? We are masters over the 

law, not the law over us. 

ar a it RD 
‘strategic ambiguity provides deniability (if 
«something goes'wrong)andmakes iteasientoy | 17¥e or False? 
. change direction without seeming to be incon-— 

«sistent. Avoiding the constraint of rules and 

clear public commitments is a _ 

wpower, as is reflected in the quotation in the 
inset box is from Nikita Khrushchev of the Soviet Union.'” 

Control the Agenda 

In organizations one of the mostreffective political tactics is to'seek to control» 
. Managers can influ- 
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ence expectations about what is feasible, what can be accomplished in the current 

difficult budget environment, and in many other ways influence which 1 issues are 

noticed and discussed. For example“much organizational: works)gets'doneununeet- 

n most meet- 

ings the participants speak at length on the first few agenda items, using up valuable 

time. Those chairing meetings could cut off lengthy speeches and remind everyone 

that there are important issues to come, but they don’t have to do this. Other partici- 

pants don’t have the legitimacy to cut off others’ conversation and so sit in frustra- 

tion as time is wasted on less important issues. 

Committees often serve political as well as purely information and decision 

purposes. 
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Application -- Use Committees Effectively’ 

¢ In many organizations much real work gets done between meetings 

where committee members sound out others’ support and set up the 

flow of discussion at meetings. However, make sure this is legiti- 

mate in your organization, or you could be disparaged as 

Machiavellian. 

The smaller the committee, the easier it is for it to work effective- 

ly; very large committees (15 or more members) tend to become 

hierarchical and formal, with most talking done by the high-status 

members. Committee members who do not feel they have had any 

real input will not feel committed to its decisions. The larger and 

more diverse the committee, the more time members must spend 

together to be able to work effectively. 

¢ Committees become frustrating when members’ interests are very 

diverse, when the participants have strong independent power 

bases, or when some members would prefer that no decision or 

action be taken and so act to slow down decisions and block action. 

ing. The 

complete formal procedures need not be followed rigidly in most 

meetings, but when meetings get ugly, these rules can prevent a 

meeting from being derailed. The rules can be found at 

www.robertsrules.org. 

¢ If you find yourself on a committee that exists to publicly demon- 

strate concern rather than take real action, it will be very frustrating. 

You will work very hard to produce a report that will be buried and 

forgotten the day it arrives. It will become an opportunity to learn 

and practice your anger-management and political-diagnostic skills. 
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Develop Your Political Skills 

Political skills do matter. Managers with better political skills have better» 

political skills? Gerald Ferris and his colleagues have found that political skills 

‘involve: 

- Social astuteness, or the ability to understand and read differing social 
environments. This is used to develop a deep knowledge of particular 
_ people, their relationships, and the environments in which they work 

- Knowledge of which tactics to use in a particular situation: what is likely 
to work, when, and where; when to persuade; when to present facts; and 

when to seek allies and supporters. 

actions.” How did the target of your influence attempt react? Do others see you as 

sincere or sneaky? Accuracy in reading the social situation and restraining any of 

your own reactions that could be insulting or threatening to others are important to 

effective political skills. This knowledge of how others see you and your actions » 
“Means you can avoid the danger of inaccurately see- 

True or False?. 
“really aré. For too many, the inset boxed manage- 
ment opinion is just not true. They misjudge the sit- 

uation and the relationships or use tactics that back- 

fire. Fortunately, political skills can be learned. 

I understand how things 

work around here 
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Application -- Build Political Skills** 

* Begin by working to improve your self awareness. Questionnaires 

asking you to rate your preferences and skills can help, if used with 

good counselors who can help you reflect and interpret the infor- 

mation. Alone they are much less useful than carefully examining 

your reactions to events, asking why certain things seem to irritate 

you, and working to better understand your own and others’ reac- 

tions. 

Practice (with feedback and reflection) makes perfect. If you have 

trouble understanding why something occurred (and as a check on 

the self-flattering biases we all have), try to find someone who can 

help you interpret and understand what happened. 

Take training in drama. It can help you become more aware of oth- 

ers’ reactions to what you do. It teaches you to become aware of 

yourself as an object and to be more aware of how others read and 

interpret your actions. 

Be Attractive 

, not because of any calcu- 

@is'through having higher'statusy'Those with high status"have more influence!'* Since 
those with higher status are assumed to be competent, act with more confidence, and 

more likely to speak more often and more forcefully, 

“general resource that can be used to get moreof what youwant.'” All of the effort to 
attain higher status is not just mere vanity #higher Status results in realiability t6 Betty” 

And status striving is everywhere; for example, Studies 

emmail’Senders clainy'status by signaturélinserts (high-status people have their own 
phone number and office), shorter messages (high-status people are very busy) Sand» 

(only permissible among equals or 

when higher-status people address lower-status ones).""° 

Another common way to make yourself attractive to someone is through 
angratiation. Through 

© must be done with finesse. 

- However, like all political tactics, ingratiation 
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Application -- Judiciously Ingratiate*”’ 

¢ ‘Find things in common: People tend to like others who are similar 

to themselves. 

“directly and indirectly promote yourself. Chose actions based on 

the situation: For example, high-status people are more likely to 

ingratiate themselves to a lower-status person through flattery than 

through agreement, and people interviewing for jobs are more like- 

ly to use direct self promotion. 

Fortunately, the targets of ingratiation are less likely to 

see the motives to please in blatant ingratiation than are bystanders. 

Persuade 

Everyone wants to believe they will be per- 

suaded by the evidence, and 

: y all means, if you can find 

facts to support what you want to get done and organize them in a thoughtful way, 

you should do so. 

However, the real challenge is reflected in the all too true inset boxed opin- 

ion attributed to Peter Drucker. 

‘more favorable to ourselves. We tend to remember arguments that support our 
own ideas and pay attention to the facts that support our own preferred courses of 

action.'"” As a practical matter, when there is dis- 

eaelbr False? agreement, attempts to rationally present supporting 

facts becomes a war of facts, placing decision mak- 

ers in the role of a judge trying to sort out the claims 

and counterclaims. 

own positions. ‘facts rarely is a guaranteed way to get what you 

Most of us can find the 

facts to support our 

~ want all the time. 

‘over theirown»pay, and the company’s strategy.’ Robert Cialdini has summarized 
a great deal of research on how to harness the science of persuasion."”! 
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Application -- Persuasion Is More Effective if ... 

¢ They like:you: People are more likely to accept the influence of 

people they like. 

People are more likely to 

accept influence from those who are more like them. 

- You are seen’as’an expert: People are more likely to be influenced 

by those who know more about the subject. 

‘competent. Too many inexperienced employees and managers miss these persua- 

sion opportunities, loading up their slides with volumes of small-font data, written 

points that do not track with the oral presentation, and in other ways confuse and 

irritate audience members rather than persuade them. 
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Application -- Make Persuasive Presentations’” 

¢ (Grab the audience’s attention: What will you be doing? Work on 

making this short and snappy. 

Be clear about the steps you will follow to get there. Remember 
that an audience, unlike a reader, does not know whether you are in 

the middle, almost there, or at the end, so let them know where you 

are throughout the presentation. 

| nly th ta neces © support your points. Remember 

that BeBe ill ek on the naabes! SO Has not woven them. 

If the presentation is a technical one that you are giving to other 

experts, put tables and charts into handouts that you pass out at the 

beginning; this will give your audience members time to formulate 

their disagreements and quibbles, increasing their delight. 

9 Po Less and larger 

text is more. 

All: major points should appear ona slidé! No background or expla- 
nation in slides. Use quotations sparingly, and never use a long 

quotation. 

All graphs, charts, and tables need explanations; plan the time 
for them. 

Use no more than three colors consistently throughout. 

Avoid cutesy; it is irritating. 

(Keep it simple;the presentation graphics should only summarize or 

highlight major points. 

Threaten Harm 

‘The final tactic is threatening to harm others if they will not do what you 
“want them to @o. There is no question that a lot of power in organizations is based 
‘on explicit and implicit threats of harm, such as loss of jobs, promotions, pay 
increases, attractive job assignments, and the like. Theoretically, these are all 

rewards that are bestowed for favored performance, but many employees will 

view the threat of withholding a reward as a harmful punishment. Even though it 

is common in organizations, t 
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THE CHALLENGE OF POWER AND POLITICS 

This chapter has laid out some of the things that research can tell managers 

about building and exercising organizational power. However, Henry Mintzberg 

warns that power is as much a matter of will as skill.' Many of us are uncomfort- 

able analyzing dependencies, practicing ingratiation, and thinking about their work 

places as political arenas. While this is certainly understandable and even 

admirable, it is not Ce that ee can an to ue if ey want to be 

good at aan de essential tool of rs, and 

Because ai things are more complex than the effective aie and effec- 

tive use of power, successful managers read widely about those who have success- 

fully built and wielded it. Some of the best instruction in the use of power comes 

from biographical descriptions of how particular people amassed and deployed 

power in their own organizations. The description of Lyndon Johnson and the 

Little Congress 1s one of many excellent analysis of individuals’ rise to power.'”’ 
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Implications for Managing Managers 

VY How effective is your manager at getting what you need to be 

able to do your job? Powerless managers are a misery for their 
employees and are unlikely to change. 

vY Everything discussed throughout this chapter is as relevant for 
employees who want to succeed as it is for managers. Even the 
dullest job can be enriched by diagnosing and practicing influ- 

ence, and remember the ability to build and use power leads to 
health and wealth. 
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How To Fire and Retain 

espite everyone’s best efforts, managers cannot escape the fact that sooner or 

later they will need to let someone go. It might be for economic reasons: budg- 

ets have been cut or revenue has fallen so much that there simply isn’t enough 

money to pay everyone or an employee simply cannot do the work required. 

The wrong person in the wrong job hurts everyone. It 

harms the departing employees’ financial security and careers. Their co-workers 

become unhappy about having to do the extra work the departing employees had 

done. And if a terminated employee brings a wrongful termination lawsuit, every- 

one gets to devote many distressing hours to depositions and lawyers. 

rer rr Pa ee al but we 
begin with the challenge that most engages emotion: firing. 

Cee Clearly no blame can be attributed to employees who have 

been laid off because they do not personally control the economic conditions of 
their organizations, and so Megara et RONASAen OCs signa, ace, 

anagers may 

collude with terminated employees by supporting their claim that they were laid 
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off to be more humane and to help them get another job, to maintain the coopera- 

tion of the departing employees, and to keep the support of their friends remaining 

at work. And for white collar jobs, layoffs and terminations are often managed in 

the same way. So, although the legal distinctions are important, here the distinction 

is made only when directly relevant to the discussion of how to best manage 

employee terminations. 

We’ll address the challenge of letting employees go by discussing first what 

must be done in preparation, second how to do it in a way that is least damaging to 

organizational effectiveness, third the most effective ways to learn from the experi- 

ence, and finally the SUS and ue of honest and defensible references about 

Hones peta ation ) ng emp! 3 

o legal advice is offered here. However, because so many 

managers dread being sued by former employees, and this dread so often leads to 

dysfunctional management practices, research that can provide insights into more 

effective management actions will be shared. This information is offered only to 

counter panicky popular management Seay it is not legal advice and is no sub- 

stitute for ee such advice. olan apter concludes disc 

PREPARING TO LET EMPLOYEES GO 

Before Bae into ue pial of preparing to MS; ounD oyces go, cuaieaaly 

(ee When ae its an of management 
neglect occurs, it is usually justified by thisyboxed 

True orFalse? 

It is impossible to fire 
employees in this 
organization. 

Sure, it can be a hassle to terminate employees in many organizations. So what? 

The very organizations that have cumbersome formal requirements for doc- 

umentation and feedback before an employee can be terminated are also the ones 

that have well-staffed professional human resources departments that can guide 

managers through these processes and then manage any employee grievances. It is 

much worse for small entrepreneurs who thought they could terminate someone for 
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poor performance but then have to face a perhaps wholly unjustified legal action 

that could bankrupt them. Managers who do not take action against poor performers 

incur the hostility of the co-workers who resent carrying extra work, contributing to 

‘widespread employee dissatisfaction. These managers are making their own lives: 

weasier at the expense of their other employees, and the employees know it. A manag- 

er’s job is full of difficulties, but effective managers actively seek the information 

and support they need to carry out even their most difficult tasks. 

There are two aspects of the preparation for letting employees go that pose ° 

‘problems for managers. The first is actually deciding to let someone go, and the sec- 

~ ond is how much information to share with the employees at risk for termination — 

and all employees in the case of possible layoffs. Both reflect on managerial trust-' 

‘worthiness in important ways. We already saw how important employee trust is to 

organizational performance. Because letting employees go is one of the most inter- 

westing and traumatic events’ that can occurin a workplace; the way it is managed 

will be discussed, analyzed, and parsed for a long time to come. Emotionally” 

»charged, negative events are attended to and remembered longest.' The reasons for 

‘the termination decision, and the way it was carried out, will form the basis for 

-employees’ trust in the organization and its managers for a long time. 

Basis for the Decision To Let Employees Go 

Why was one employee let go and another spared? Employees want to know 

the answer to this question, and if managers do not make the reasons clear, employ- 

ees will develop their own theories about it. If they judge that the decision was arbi- 

trary, based on favoritism or whim, employee trust in their managers and the organi- 

zation is undermined? Layoffs seen as unfair lead to anger, retaliation, and some- 

times, to violence’.Layoffs seen as unjust amplify anxiety, fear, guilt and shame 

among remaining employees:* Workplace aggression, or purposeful acts to 

harm another or the organization, are rightly feared. There is evidence that those’ 

who feel victimized, and unfairly treated are more likely to act against others.° 
Here is a case in which detailed labor union contracts that specify explicit 

tules, such as seniority, to govern layoffs help support effective management. 

Such rules reassure employees that the decision was not based on a whim or per- 

sonal bias. Formal policies such as grievance procedures, anti-harassment and 

evaluation policies also increase the likeliehood that judges will view the organi- 

zation as fair and defer to it in a suit brought by an employee.’ Although the poor- 

est performers may not have been let go when formal rules are applied, at least. 

employee trustinsmanagement has not been damaged.’ Layoffs seen as unjust 

amplify anxiety, fear, guilt and shame among remaining employees. 

Was the decision to terminate based on the employee’s poor performance? 

Although this may be so and is clear in the manager’s mind, too often the per- 

formance criteria for this important decision are not at all clear to the remaining 

employees. So'it is not enough that the decision actually be a fair one; it is neces- 
sary that both departing and remaining employees believe it is a fair onions: | 

.important for departing employees to believe it was fair because they are much 
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amore likely to sue a former employer if they feel the decision was an unfair one.’ 

It is important for the remaining employees to believe it was fair so their commit- 

‘ment and trust are not undermined.” The best way to make sure that others see the 

decision as fair is to explain the reasons for the decision. 

Sharing Information 

Managers usually know that employees will be let go for financial reasons 

or for poor performance long before they actually let them go:‘Howmuch»should 

they let them know in advance? There are good reasons for providing as much 

» information as possible as soon as possible. 

‘First, many organizations have found that this popular opinion is not true. 

‘Because sharing information and not exploiting employees when possible creates 

‘trust,’ information about something as important as’ 

» layoffs is an opportunity to either reinforce employee 

-trust or destroy ity When managers notify employees 

If I tell employees a that layoffs are pending, they make themselves vulnera- 
layoff is coming, ble, realizing that many employees might find other 

they Il stop doing jobs before the date of the layoff. Because managers 

their work. are open and forthright with them, employees are more 

dikely to believe their future’promises. Those execu- 

tives implementing mergers who explained how it 

would affect the business and groups of employees quickly rebounded while those 

who did not provide detailed information found their employees distrusted and 

performed poorly months after the transition!’ Effective managers share as much 

information as possible because they recognize that organizational performance 

will suffer much more from employee distrust and perfunctory effort than it will 

from the possibility that some employees will spend some time at work looking 

for another job, and others might leave a week or two early. 

Second, in the case of terminating for poor performance, managers and their 

organizations also benefit from advance information. There are reasons why high- 

ly bureaucratic organizations require written notice of performance and then a 

time period for the employee to improve*many performance problems are cor- 

‘rectablé} To reiterate a message from Chapter 5 on managing performance: man- 

agers are prone to the fundamental attribution bias of seeing employee perform- 

ance as coming from some inherent fault of the employee, but many performance 

problems result from mistaken expectations, lack of information or a break down 

in the performance support systems. Letting employees know when they have ar 

‘ performance problem is seen as fair and reduces the chance that employees will 
think the manager or organization is unfair and untrustworthy.” . 

‘Finally, employees often sense when a layoff or termination is coming. Even: 

if the organization does not provide explicit organizational or personal performance 

data with an explanation of what this means for the future, employees in sales, mar; 

_ keting and accounting will all know if organizational or unit revenue is dropping. 
Engineers and scientists will know whether or not customers are interested in their 

True or False? 
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innovations. These employees all have friends in the organization who are very 

interested 1 in any pens a here future miee and this 1 isa recipe for rumors. 

mane source ca ae not had a History of Rraentt them, they don’t need to 

speculate and invent theories. 

if a governmental deenieaioa) and their implicati 

. If the information is too esandenuall to Sit ina 

newsletter, it can be shared in large meetings held on a regular 

basis. 

quate. oa epuicmeers the parecer may wren to arto 

layoffs by not filling vacancies and redeploying employees when 

possible. It may need to avoid cuts in strategically critical jobs; 

identify those jobs and explain why they’re critical. 

honestly addressed. These can ee fe ieee ae written rumors 

discussed at those regular meetings, or the rumors and responses 

can be posted. 

LETTING AN EMPLOYEE GO 

nT Ee dee cee managers att organi- 
zations by how they handle these important events. This boxed statement is not so 
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much a popular management opinion, but a popular legal opinion as implemented 

by fearful managers. Attorneys are paid to prevent low-probability-but-costly indi- 

vidual actions and are not trained to focus on the 

larger management and organizational costs of 

their actions and advice. But attorneys are not in 

| Employees should be charge; managers are, and managers need to 

escorted to their desks, weigh both the costs and benefits of blindly fol- 
watched carefully, and then | lowing the advice of people who have limited 

escorted off the premises organizational expertise. Although managers™ 
after their employment has | epmust take care'that:confidentialsinformation is 
been terminated ‘not carried out the door, they need to consider 

‘the organizational consequences of the ways 

‘departing employees are treated» Treating departing employees disrespectfully or 

like criminals damages employee trust for several reasons. First, if managers have 

-prepared properly, most of those who are being let go have good reasons to sus- 

pect this may be coming, and so already have had plenty of time to remove any 

information: That is, a bum’s rush out the door enrages the terminated employee 

and their friends at work without really protecting the organization. Second;most 

departing employees are painfully aware that they should not destroy any relation- 

ships they will want for references and leads for future jobs. So, as a practical 

matter in most organizations, ‘the odds are very low that a terminated employee 

will steal or damage confidential company information: Rather, the greater risk is 

that insensitive treatment of departing employees will lead to retaliation such as 

lawsuits and the distrust of the remaining employees.” 

True or False? 

Costs of the Insensitive Management of Departures 

Terminations and layoffs are one of the most brutal assaults that an employee 

can experience. It is not just a financial calculation of lost wages, although this is 

certainly important. It is much more than this to many employees’ First, for many, 

the organization is an important source of social identity. Our social identity is 

‘how we define ourselves in terms of group memberships. For example, someone 

might define himself as a Pakistani-American chemical engineer, husband and father 

of two, who works in the Optics Division of the world’s most innovative medical 

device company. Any one of us may belong to a very large number of groups (e.g., 

people born in Edmonton, Canada now living in Dublin, Ireland), but we will vary 

in how important any of these groups may be to our own social identity. For exam- 

ple, people who work in more prestigious professions are more likely to identify 

themselves with their jobs3'?:and people are more likely to identify themselves with a 

sports team when it is winning.'® Organizations can be an important source of iden- 

tity to many people, and the status of “unemployed” lacks prestige in most coun- 

tries. For many, losing.a.job for any reason is a public, personal failure, and so is: 

humiliating. Losing their job can, for some, be a powerful assault on how they see 

themselves and will require them to try to redefine themselves in a way that 

restores their sense of self-respect. How they are treated by their organizations and 



How To Fire And Retain 235 

managers at this difficult time matters to them and can have a powerful effect on 

their future actions. 

(treated.”” Employees who have been escorted to their desks and then out the door, in 
full view of their colleagues, will rarely feel that they have been treated with the 

respect and fairness they deserved. Rather, they will remember all of the overtime 

they put in, the weekends they sacrificed for the organization, and become angrier 

and angrier that they were betrayed and humiliated. In short order, they may decide 

that they have not been let go for legitimate business reasons, but have been stabbed 

in the back. Transgressions such as insulting treatment at departure unnecessarily 

create a oe of unfair treatment and rain me could have been oye 

Finally, the managers making these decisions may be wracked with guilt 

and fear. Terminations and layoffs create powerful and painful emotions. One indi- 

cator of how emotionally difficult this can be for managers is that virtually all can 

remember in vivid detail the first time they had to fire an employee. While this 

distress is natural, too often it leads managers to try to get rid of these painful feel- 

ings as quickly as possible by hustling the shamed and stigmatized departing 

employees out the door immediately. These are important organizational events 

that need to be carefully managed. 

Effective Management of Departures 

Explanations matter. Both departing and remaining employees 

should understand the rationale ius the pccrsicns ine feel es Es were any 

administered. St evi usiness ne ? What criteria were us: 

? Be fern Sone managers must ee the rota aa bad 

things under their control differentially. An important managerial task is to be sure 

that employees believe that these unequal distributions are fair distributions. 
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aay as We Saw in ata Z 

air ones if the decisi id its implementation are seen as fai Reeneen employ- 

CeSs Serertion that eae manager Tal ee ee are Saheb and interaction- 

ally just leads to greater job satisfaction and organizational commitment, less propen- 

sity to sue their employers, less turnover, and higher customer satisfaction ratings.” 

sapleees ee in ere nee ophiode ie ete vie che will be let 

go? Did the person fired for poor performance know what needed to be 

corrected? Are these rules and policies unambiguously based on job per- 

formance, or some other legitimate distribution rule, such as seniority? If © 

textual performance ie remaining employees. All are ae Set the egemeaae 

ing Taam are nied mi naae Is this a fair organization? They will won- 

der: If I invest a lot of my time and make a commitment to this organization, will 

I be betrayed or exploited? All managers need to be concerned that an insensitive 

layoff or termination does not motivate critical employees to begin searching for 

another job. All of these considerations need to be weighed against any possibility 

that departing employees will remove information in the few hours after they 

return to their desks. Is that information more valuable to the organization than the 

possible legal costs, reduced commitment, increased turnover and poorer perform- 

ance produced by treating departing employees with disrespect? If the answer is, 

“Yes,” and company information must be protected, feelings of betrayal and 

unfairness can be prevented by explaining these reasons to everyone. 
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Application — Separation with Respect and 
Sensitivity 

¢ Do the small things that you can do to help employees avoid 

humiliation when let go. For example, you can allow them to 

draft and send the announcement themselves (after reviewing 

it); publicly thank them for their contributions (mentioning spe- 

cific projects or accomplishments); provide a job search office 

for a month; and so forth. 

7 us as you Can p ith severance pay. 
Explain sg mole are . giving and why this is sae maximum pos- 

sible. Whatever the amount, it is a lot less than the cost of a 

wrongful termination lawsuit. 

Be aware of your own emotions and make sure that you are not 

really just rushing through a painful task as quickly as possible. 

Rushing a departing employee can inadvertently lead others to 

think you are treating the departing employee unfairly and with 

disrespect. Stopping by just to chat was helpful in large study of 

layoffs in private and public sector organizations.” 

LEARNING FROM AN EMPLOYEE’S DEPARTURE 

Whether a poorly performing employee had to be let go or a good performer is 

leaving, effective managers will recognize that this is an opportunity to learn more 

about what is or is not working as well as it should. For example, many organiza- 

tions require written analysis of what worked and what did not work at the conclu- 

sion of each project or initiative as a way of learning and disseminating more 

effective practices. 

Exit Interviews 

One approach to learning from an employees’ 

ee is to Suey exit interviews ae Han 
True or False? 

Exit interviews are a 

good way to discover 

why an employee quit. 
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assumption is that departing employees have nothing to lose from telling the truth 

and so are accurate sources of information about compensation, benefits, and the cli- 

mate of their workplace. Unfortunately, these assumptions and the boxed opinion are 

wrong. In practice, departing employees usually are non-committal in their exit 

interviews.” In fact, recent studies have discovered that these interviews provide dis- 

torted data — encouraging employees to blame their work environment for their 

departure when they really are leaving for better pay, benefits, or opportunities.” 

Neither of these results should be surprising. With expected job mobility so 

high, many employees recognize that they may need to ask for future references 

from former managers or co-workers. Departing employees will gain only a 

momentary emotional satisfaction from pouring their complaints and dissatisfactions 

into the ear of a stranger, at the potentially high cost of damaging professional rela- 

tionships they may need in the future. 

The practice of exit interviews really stems from a mistaken assumption about 

information in organizations. As organizations grow in size, high-level executives 

lose the ability to know everyone, and so they substitute formal systems like written 

job descriptions, performance goals and audits, along with the delegation that large 

organizational size compels in order to maintain organizational coherence. Although 

formal systems such as these are necessary to the management of large organiza- 

tions, there is a limit to what they can do. Most of us are reluctant to confide nega- 

tive or nuanced information in writing or to strangers. We are not confident it will 

not be distorted or turn up somewhere later in a way that can hurt us. Large organi- 

zational size requires more sophisticated formal management systems than do small 

organizations, but such formal systems are no substitute for the kind of information 

gained through the grapevine or informal organization. 

Understanding the Informal Organization 

Informal organization is the name for the networks of advice, friend- 

ship and influence among people who know one another in an organization and 

across organizations. Of course, people get to know those they work with daily, 

but they may also know people in other departments or in outside organizations 

through previous work experience, outside-work contacts, or from temporary task 

forces or committees. We all are more willing to share honest and risky informa- 

tion like gossip and complaints with those we know personally because we trust 

them not to use that information against us. Managers and employees draw on 

their informal contacts to get help with problems, to learn useful information, and 

otherwise to get the assistance and knowledge that would come slowly, if at all, 

from formal organizational systems. 

The informal organization is essential to managerial success; its existence is 

not an error or a reflection of organizational incompetence, but rather a necessity 

for coping with the unexpected and the need to gather the complex and sensitive 

information necessary to effective management. Effective managers build their 

own extensive networks of informal contacts, and they know who else has net- 
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works covering areas outside their own networks. If a manager really does not 

know why someone is quitting and does not have a sufficiently trusting relation- 

ae with someone ae es eS is a ee ves an suai ta informal net- 

Application — Build an Effective Informal 
Network 

the cee and sree pay no attention until absolutely neces- 

sary, and others are somewhere in between. It should not be 

hard to find the good informants in different work groups and 

divisions: just ask, everyone will know who they are. 

Cultivate informants in all key areas. Take advantage of those 
anes Enea you are thrown together with people from different 

departments and organizations to get to know them. Ask them 

to lunch later. Lunches are opportunities to learn, and effective 

managers do not just go to lunch with the same group, day 

after day. They build friendly, comfortable relationships with as 

many people in as many areas as possible that could be rele- 

vant to their work. 

place, ask that ihe human resources professional at that site 

take you on a tour and describe the programs. 
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GETTING AND GIVING USEFUL EMPLOYEE REFERENCES 

Most departing employees will seek references from 

their former managers, and yet many managers do 

True or False? not provide honest references because they hold the 

When called for a refer- inset boxed opinion. This fear arises because too 

many managers do not know how to give legal and 

employee, I cannot give | honest evaluations. There is no doubt that a manage- 
an honest assessment rial fear of lawsuits has many things to recommend 

because I will get sued. it, one being that it keeps those who have become 

drunk with power within the law. This is unquestion- 

ably a good thing, as those who have worked in 

countries without a strong rule of law will be the first to tell you;”’ these managers 

have learned that there are worse things than lawyers. Nevertheless, in a country as 

litigious as the United States, a salutary desire to avoid illegal acts can sometimes 

metastasize into a fear of providing an accurate desoeh ote of a former SUDO S 

PeLOnUAnes: PbS is Ouse ma 
. 3 , es See ete t 

ence about a former 

nesses reat toa executives in nie organizations henuent Hi iit agree 

and have grown used to their folkways. Heyes see eS as sas one more apiece of 

heir own staffs uss are OuLeus to be blamed and threatened dy Has ORE 

a do encounter), nd rs are a very ve luxury for small busine 

In the tnited States, anyone can file a lawsuit for any Paieclods reason at all. Most. 

of the horror stories we read regarding companies being sued for some silly reason 

are dismissed by a judge. Newspapers love these stories: lawsuit filings are public 

documents that reporters can easily access from electronic databases, and these sto- 

ries are interesting precisely because they are outrageous. Newspapers do not bother 

to waste ink on ie ASL Le Hose IeLt ice dismissal some months later. 

where might ay sue “This j is not eae to Asai eee ite ates! af 

costs Ka Fiala lawsuits, only to remind managers that there is little they can do to 

avoid the truly ridiculous ones, and that actions taken in an irrational fear of lawsuits 

can be costly to organizational performance. 
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‘Credentials (e.g., driving licenses) necessary to 



242 REAL RESEARCH FOR REAL MANAGERS 

Application — Give Legal and Honest 
Evaluations of Former Employees 

If your organization has a formal policy about providing refer- 

ences, follow it. Even if it is a dumb policy, violating it is not 

worth losing your job. 

Describe concrete behaviors; do not summarize or characterize. 

If a reference-seeker asks you for a general characterization 

(“Was Miguel a good employee?’’) do not provide it; stick to 

descriptions of behaviors and performance. 

Make sure any employees who might be asked for references 

understand the difference between describing job-relevant behav- 

iors or performance and personal characterizations. Make them 

practice so you know they understand. 

If the person who calls for a reference is a robotic professional ref- 

erence checker who obviously is not interested in really learning 

about the prospective employee, do not bother doing anything 

other than confirming employment. If that other manager cares so 

little about getting accurate information about the past performance 

of prospective employees, why should you care? 

RETAINING YOUR BEST EMPLOYEES 

Retaining your best employees also challenges managers. Any organization that 

expects to get its work done needs to retain those employees who best do its work and 

the recruitment and retention of the best employees consistently tops the concerns of 

executives in international surveys.” Too many managers find themselves trapped in a 

vicious circle of making counter-offers to retain employees, but then find that those 

Soe sis pO CESSES edn Dye pease sasyekey pee AYA pees be paid as 
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co 

nif ii The best 

employees will find it easiest to obtain a job offer, increasing the chances that they 

will leave. 

Erol aveestt to mhave doubts ann the future of the organization and their own future 

there. Such job insecurity leads employees to become less satisfied, to distrust, to 

reduce their sonar De OunAnC Es *' and to yeu seesaw for jobs elsewhere. - 

| s fair.’ Those organizations Sth True or False? 

Hee organizational cultures 

that maintained those practices continued I can t provide any information 
to prosper. Unfortunately, too many man- about possible downsizing because 

agers resist providing information 

because ee believe ae ee posed 

the best employees will leave. 
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Implications for Managing Managers — Coping 

with Job Loss 

v Try not to permanently damage any relationship at any job you 

have. You will never be able to perfectly control who will get 

called for a reference. This especially applies if you are getting 

fired; behaving nobly increases the chance that former co-work- 

ers and managers will reciprocate your good behavior by saying 

as many good things about you as they can. 

Vv Never threaten to sue someone; only jerks do that. And in the 

important practical matter of managing your own emotional sta- 

bility, be wary of actually suing an employer, no matter how 

wrong they were. You will spend many painful years reliving 

past hurts, and possibly incurring new, worse ones. For you it 

will be very personal and frightening, but the organization’s 

lawyers will just handle it as a routine cost of doing business. 

And you will never get a good reference from someone you 

forced into a legal deposition. If you are considering suing, talk 

to someone else who has done so before making your decision. 
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What the Research Says 

What the Research Says: 
True or False? 

Popular Management Opinion 

Isn’t management just common sense? 

Don’t get trapped in analysis paralysis. 

Today’s successful companies have the 

secrets to your success. 

Competitive success is attained through people. 

People are irrational. 

If I can just figure out these people 

I will be successful. 

Everything I need to know I learned 

in kindergarten. 

I don’t do any real work, I’m a manager. 

Effective managers plan, organize, 

coordinate, and control. 

To be a successful manager it is more important 

to kiss up to your bosses than to 

produce good results. 

Leaders have a long-range perspective. 

Managers’ most important job is to be sensitive 

to their employees’ needs. 

Employees will slack off if they are not watched. 

Managerial stress leads to heart attacks. 

Hire the best. 

274 

True? False? See Page 

Q) QO 2 

Q QO 8 

QO QO 10 

Q Q) 1] 

Q QO 2 

Q Q) 14 

Q QO 7 

QO QO 19 

QO OQ 2 

Q ) PH 

QO Q 31 

Q Q 32 

Q) Q 34 

Q Q a5 

OQ QO 39 



275 REAL RESEARCH FOR REAL MANAGERS 

I'll know it when I see it. ) ) 46 

Call references only when you are QO QO 50 

ready to make a job offer. 

Selection interviews are the best way QO QO ay) 

to pick the best employee. 

When hiring employees, you need to O Q 56 

sell them on the job. 

Check your emotions at the door. QO Q 61 

Employees should express their O QO 62 

feelings at work. 

Successful managers have high QO Q 66 

emotional intelligence. 

Happy workers are more productive workers. QO Q 69 

Committed employees are better employees. QO QO 73 

Stress kills. Q QO 75 

Employees need to have a fire lit under Q Q) 76 

them or they won’t perform. 

Employees will not do something if there QO QO 82 

isn’t anything in it for them. 

All they need is a kick in the pants. QO QO 85 

Just hire the right people and get out of their way. Q QO 86 

Employees usually know when they QO QO 91 

are performing poorly. 

We just need to design a better performance Q QO 94 

measurement system. 

Performance appraisals should be abolished. QO Q 98 

Having employees engage in self-evaluation QO QO 100 

makes performance appraisal more democratic. 



What the Research Says 

You will get the behavior you reward. 

Extrinsic rewards reduce the intrinsic rewards 

employees get from their work. 

Once employees are paid enough, they are no 

longer motivated by money. 

Employees should be paid for performance. 

Money doesn’t motivate. 

Make the workplace as egalitarian as possible. 

Your praise is in your paycheck. 

Reward employees fairly. 

It’s all about the incentives. 

People make up their own minds 

You are on your own. 

Don’t mind me, just continue what you were doing. 

Work with the best. 

You shouldn’t complain — look how much better off 

you are compared to __. 

“Money is not as important as outsiders assume: 

many in the industry are far more motivated by 

the desire to outshine their peers.” 

The best way to avoid a bad decision is to appoint 

a devil’s advocate. 

The secret to life is honesty and fair dealing; 

if you can fake that you have it made. 

The best approach is to just throw 

new employees in the water. 
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I haven’t got time for this culture fluff. QO QO 162 

I’ve got a business to run. 

Meetings are a waste of time. QO Q 165 

Employees have to be sold on change. Q Q 169 

The leader’s purpose has to belong to everyone Q Q 169 

in the organization. 

The most effective organizations have strong QO QO 171 

corporate cultures. 

You only need to do [insert this year’s fad] QO QO 174 

to be a successful manager. 

Information technology has made it easier to communicate. QO QO 176 

Down deep we are all the same. QO QO 178 

Men and women communicate differently. QO QO 182 

Diverse workplaces have higher performance. QO Q 183 

Good ideas sell themselves. QO QO 187 

Keep people off-balance and in the dark by never QO QO 188 

revealing the purposes behind your actions. 

I’m their boss so my subordinates will do what I say. QO Q 190 

Politics is dirty. QO QO 191 

To get what you want from others Q QO 192. 

you need to be Machiavellian. 

Politicking hurts organizational performance. Q QO 193 

Power makes you stupid. QO Q 193 

Power tends to corrupt and absolute Q O 194 

power corrupts absolutely. 

Power is fixed; what I give away I can never get back. QO Q Loo 



What the Research Says 

People have different influence styles. 

People care more about being accurate 

than they do about being liked. 

Nice guys finish last. 

Them that has, gets. 

I get by with a little help from my friends. 

The rules prevent us from getting work done. 

Those who have the gold make the rules. 

Who is the boss: the law or we? 

We are the masters over the law, not the law over us. 

I understand how things work around here. 

Most of us can find the facts to support our own positions. 

It is impossible to fire employees 

in this organization. 

It I tell employees a layoff is coming, 

they'll stop doing their work. 

Employees should be escorted to their desks, 

watched carefully, and then escorted off the 

premises immediately after their employment 

has been terminated. 

Exit interviews are a good way to discover 

why an employee quit. 

When called for a reference about a former 

employee, I cannot give an honest assessment 

because I will get sued. 

I can’t provide any information about possible 

downsizing because the best employees will leave. 
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Absenteeism, 72-73, 111 

Abusive supervision, 225 

Accountability, 34-35, 86-87, 91-95, 180, 199 

Activity inhibition and success, 22 

Affectivity, 42 

Affectivity and hiring, 42 

Negative affectivity, 42 

Positive affectivity, 42 

See also, Emotions, 63-68 

Agenda, control of, 217-218 

See also, Power, 187-225 

Aggression, workplace, 231 

Alliances, 213-214 

Ambiguity, 143-144, 166, 176, 188, 198, 216 

Strategic ambiguity, 217 

Attitudes, 71-75, 137-141, 169-170 

Attraction-Selection-attrition, 167 

Attractive, 150, 221-222 

Attribution error, 46-51 

Fundamental Attribution Error, The 48-49, 99 

Sinister attribution error, 192 

Authority, formal, 189-190, 215-216 

Autonomy, 104-105, 173 

Bias, 45-51 

Confirmation Bias, 50-51 

Burnout, 141-143 

Causal attribution, Theory of, 47-48 

and act consistency, 48 

and act consensus, 48 

and act distinctiveness, 48 

Fundamental Attribution Error, 48-49, 99 

Change, 168-170 

Cultural change, 168-170 

Climate, organizational, 145-146 

Climate, service, 145-146 

Cognitive ability, 44 

and hiring, 44 

and performance feedback, 99 

Collectivism, 179 

Commitment, 72-75, 141-142, 235 

Affective commitment, 72 

Continuance commitment, 72 

Committees, 217-219 

Common sense, 2 

Comparison others, 149-151 

Comparisons, social, 149-151 

Competition, 151-152 

Conformity, 152-153 
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Cooperation, 151-152, 154, 175, 183, 231 

Co-opted, 218 

Counter-factual thinking, 9 

Conflict, 196-197 

Conflict management, 24 

Consensus with qualification, 198 

Consultants, 211-212 

Contagion, 139-140 

and attitudes, 139-141 

and moods, 139-141 

and job performance 148-149 

Contextual performance, 69, 112-114 

Control, 25, 154, 175 

and accountability, 86-87, 91-94 

and managerial effectiveness, 10 

and surveillance, 25 

Crisis management, 31-32 

Culture, 161-184 

Corporate cultures, 167-175 

Cultural dimensions, 178-180 

Cultural intelligence, 180 

Cultural stability, 167-170 

High-performance organizational 

cultures, 173-175 

National cultures, 161-163, 168, 177-181 

Protected organizational cultures, 173-175 

Strong cultures, 171-172 

Data vs. theory, 9 

Decentralization, 199-200 

Decision-making, 152-153, 165-167, 200 

and managerial effectiveness, 25 

Defamation, 241 

Defense mechanisms, 13 

Demands, organizational, 17-19 

Dependence, 196, 207-209 

and power, 196, 207-209 

need and alternatives, 207-209 

Devil’s advocate, 152-154 

Diagnosis, 7-9, 188, 202 

Discretionary resources, 210-211 

Defiance, 205-206 

Disagreement, 153 

Discipline and managerial effectiveness, 24 

Dispositions, 64, 70 

Dissent, 150-153 

Diversity, 175-184 

Division of labor, 18 

E-meetings, 177 
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Emotions, 63-68 

Anger, 67 

Anxiety, 67, 146-148, 233 

Emotional contagion, 64-65 

Emotional Intelligence, 65-67 

Emotional labor, 63 

Envy, 68 

Cini 67.235 

Managing emotions, 66 

Perceiving emotions, 65 

Pride, 68 

Shame, 68, 235 

Using emotion to facilitate thought, 

65 

See also, Moods, 63-64, 69-70; 

Dispositions, 64, 70 

Empowerment, 199-200 

Employment security, 124-125 

Equity, 120-122 

External, 119 

Internal, 120 

See also, Fairness, 120-122, 135, 

149-150, 205, 225, 235-237 

Exit interviews, 235-236 

Expectancy Theory, 82-85 

and ability or resources deficit, 84 

and the incentives problem, 84 

Expectations, 82-90, 141-150, 153 

Setting clear expectations, 90, 

142-143 

See also, Goal setting, 87-90 

Fairness, 120-122, 135, 149-150, 225, 

235-237 

Fear, 75-76, 235 

and job performance, 75-77 

Feedback, 91-94 

and employee performance, 91-93 

and numerical evaluations, 99-100, 

102-103 

and performance appraisals, 98-103 

Giving effective feedback, 93-94 

Feelings, 4-5, 42, 61-78, 137-141 

See also, Emotions, 63-68; Moods, 

63-64, 69-70; Dispositions, 64, 70 

Firing, 229-237 

Layoffs, 229-237 

See also, Terminations, 229-237 

First-impression Error, the, 49-50 

Fit with the organization, 40 

Galatea Effect, 85-86 
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Gender roles, 182 

Goals, 87-90, 95-96 

and Accountability, 87 

Goal displacement, 95, 104 

Goal Setting Theory, 87-90 

Limitations of, 89 

Performance goal, 87-89 

Proximal goals, 88 

Ratcheting goals, 88 

Gossip, 154 

Grievances, 230 

Group mood, 137 

Happy employees, 69-75, 137 

Happy-productive-worker Thesis, 

68-69 

See also, Job satisfaction, 70-75; 

Emotions, 63-68; Moods, 63-64, 

69-70; Dispositions, 64, 70 

Health, 75-77, 140, 169 

and the managerial job, 35 

and stress, 35, 75-77 

Hierarchies, 215 

Hiring, 39-57, 167, 173 

Adverse impact, 45 

Assessment centers, 54-55 

Criteria, Job-related, 43 

Job descriptions, 43 

Job references, 50-52 

Job samples, 53 

Landing that job, 58 

Least-obvious-choice, the, 29 

Protected groups, 45 

Realistic job previews, 56-57 

Selection interviews, 53-56 

See also, Lawsuits, 45-46 

Homophily, 175 

Identity, 142, 234-235 

Social identity, 235 

Shared identity, 142, 183 

Idiosyncrasy credits, 164-165 

Implicit, 163 

See also, Culture, 161-184 

Impression management, 204-205 

Incentives, 109-131, 136, 144, 173 

See also, Rewards, 109-131, 144 

Incentives problem, the, 84 

Individualism, 179 

Influence styles, 201 

Informal organization, 238-239 

Informants, good, 164, 239 
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Information processing, social, 

144-145 

Information technology, 176-177, 

210-211 

Ingratiation, 182, 199, 211, 221-222 

Insubordination, 190 

Intelligence, 44 

Cultural intelligence, 180 

Emotional intelligence, 65-67 

See also, Cognitive ability, 44 

Interdependence, 168-170, 173-175 

Cultures as interdependent systems, 

168-170 

Systemic interdependence, 18-19 

Internships, 119 

Interviews, selection, 53-55 

Irrationality, 12-13 

Job, 19-21, 43, 50-53 

Criteria, job-related, 43 

Job descriptions, 43, 155 

Job references, 50-52 

Job samples, 53 

Managerial job, 19-21 

Realistic job previews, 56-57 

Job satisfaction, 70-75 

See also, Happy-productive-worker 

thesis, 68 

Join the organization, 110 

Justice... 129-130; 225.2311 

Distributive Justice, 129 

Interactional Justice, 130 

Procedural Justice, 129, 229 

See also, Fairness, 120-122, 

129-130, 135, 149-150, 225, 235-237 

Labor market, 119 

Lawsuits, 45-46, 229, 231, 234-235 

and getting employee references, 

240-242 

and giving employee references, 

240-242 

and hiring, 45-46 

Layoffs, 222-225, 229-237 

More sensitive process for, 

235-237 

Preparing for, 230-233 

Sharing information about, 

232-233 

Leadership, 187-188 

Learning, 128 

Machiavellian, 191-192 

Zon 

Majority influence, 152-153 

Managers, 17-35 

Effective vs. successful, 23-30 

Managerial job, about, 19-21 

Misconceptions, 3-5, 30-35 

Managerial tasks, 23-29 

Manipulation, 191-192 

Measurement, 94-98 

Accountability, 94-95 

and using an incident file, 102 

Criteria, Job-related, 43 

Forced performance distributions, 

a 

Job descriptions, 43 

Job references, 50-52 

Job samples, 53 

Multiple performance measures, 

104-105 

Performance appraisal systems, 

98-103 

Ratings inflation, 97 

Meetings, 165-167, 170, 176-177, 

217-219 

Mere Presence, 146-147 

Mom Test, The, 195 

Money, 117-123 

See also, Pay, 117-123 

Moods, 63-64, 69-70, 139-141 

Motivation, 81-94 

and autonomy, 104-105 

and malicious obedience, 105 

Diagnosing motivational problems, 

84 

Expectancy Theory, 82-85 

Galatea Effect, 85-86 

Goal Setting Theory, 87-90 

Motivating contextual performance, 

114-115 

Needs, 116-117 

Hierarchies of, 116-117 

for Achievement, 22 

for Affiliation, 22 

for Power, 22, 201 

Need theories, 116-117 

Networking, 27 

and Power, 27-28 

Networks, 212-214 

Norms, 163-165 

High-intensity norms, 163-165 

Low-intensity norms, 163-165 
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Norm of Reciprocity, 124 

Organizational behavior, 6-7 

Organizational citizenship behavior, 

69, 112-114 

Organizational mastery, 2 

Organizational supportiveness, 114 

Paperwork, 24 

Particularism, 178-179 

Pay, 117-123, 149-151, 173 

and motivating the actions you 

really want, 120 

Pay-at-risk, 119-120 

Pay for performance, 119-123 

Incentives problem, 84 

Money and motivation, 117-123 

Pay for organizational 

performance, 121-123 

See also, Incentives, 109-131 

Performance, 18, 68-76, 81-105, 

143-152 

Accountability, 86-98 

and autonomy, 104-105 

and the Fundamental Attribution 

Error, 48-49, 99 

and incident files, 102 

and malicious obedience, 105 

and numerical evaluations, 99-100 

Forced performance distributions, 

97-98 

Job performance, 69-72, 141-152, 

174-175, 182 

Contextual performance, 69, 

112-114 

More effective use of performance 

appraisals, 99 

Multiple performance measures, 

104-105 

Organizational performance, 73-74, 

145, 162, 173-175, 193, 199-200 

Pay for performance, 119-123 

Performance and stress, 75-77 

Performance anxiety, 147-148 

Performance appraisal systems, 

98-103, 171 

Performance goal, 87-89 

Performance paradox, 97-98 

Performance pressures, 18 

Quality, performance, 95-96 
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Ratings inflation, 97-98 
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Task performance, 112, 146-149 
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Emotional Stability, 41-42 
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Fundamental Attribution Error, 
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