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CHAPTER 2 

LEARNING AND JOB SATISFACTION 
 
 
LEARNING OBJECTIVES 
 
After studying this chapter, students should be able to: 
 
1. Identify two main types of ability. 
2. Define the key biographical characteristics. 
3. Outline the process of behaviour shaping. 
4. Identify and distinguish among the two schedules of reinforcement. 
5. Discover the three components of an attitude. 
6. Understand what causes job satisfaction. 
7. Explain how employees respond to job dissatisfaction. 
 
INTRODUCTION 
 
This chapter looks at two aspects of the individual in the workplace. Firstly, we look at three individual 
variables—biographical characteristics, ability, and learning. Then we follow with a discussion on 
individual attitudes and their affect on job satisfaction. 
 
Biographical characteristics are readily available to managers. Generally, they include data that are 
contained in an employee’s personnel file. The most important conclusions are that age seems to have no 
relationship to productivity; older workers and those with longer tenure are less likely to resign; and 
married employees have fewer absences, less turnover, and report higher job satisfaction than do 
unmarried employees. But what value can this information have for managers? The obvious answer is that 
it can help in making choices among job applicants. 
 
Ability directly influences an employee’s level of performance and satisfaction through the ability-job fit. 
Given management’s desire to get a compatible fit, what can be done? First, an effective selection process 
will improve the fit. A job analysis will provide information about jobs currently being done and the 
abilities that individuals need to perform the jobs adequately. Applicants can then be tested, interviewed, 
and evaluated on the degree to which they possess the necessary abilities. Second, promotion and transfer 
decisions affecting individuals already in the organisation’s employ should reflect the abilities of 
candidates. With new employees, care should be taken to assess critical abilities that incumbents will 
need in the job and to match those requirements with the organisation’s human resources. Third, the fit 
can be improved by fine-tuning the job to better match an incumbent’s abilities. Often modifications can 
be made in the job that, while not having a significant impact on the job’s basic activities, better adapt it 
to the specific talents of a given employee. Examples would be to change some of the equipment used or 
to reorganise tasks within a group of employees. A final alternative is to provide training for employees. 
This is applicable to both new workers and present job incumbents. Training can keep the abilities of 
incumbents current or provide new skills as times and conditions change. 
 
Any observable change in behaviour is prima facie evidence that learning has taken place. What we want 
to do, of course, is ascertain if learning concepts provide us with any insights that would allow us to 
explain and predict behaviour. Positive reinforcement is a powerful tool for modifying behaviour. By 
identifying and rewarding performance-enhancing behaviours, management increases the likelihood that 
they will be repeated. Our knowledge about learning further suggests that reinforcement is a more 
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effective tool than punishment. Although punishment eliminates undesired behaviour more quickly than 
negative reinforcement does, punished behaviour tends to be only temporarily suppressed rather than 
permanently changed. Punishment may produce unpleasant side effects such as lower morale and higher 
absenteeism or turnover. In addition, the recipients of punishment tend to become resentful of the 
punisher. Managers, therefore, are advised to use reinforcement rather than punishment. 
 
Finally, managers should expect that employees will look to them as models. Managers who are 
constantly late to work, or take two hours for lunch, or help themselves to company office supplies for 
personal use should expect employees to read the message they are sending and model their behaviour 
accordingly. 
 
Attitudes comprise three main elements – cognition, affect and behaviour – these collectively determine 
how an employee might behave given various environmental conditions. From these we can expect 
certain job attitudes from staff. These include job satisfaction and dissatisfaction, job involvement and 
organisational commitment. 
 
The chapter opens with a vignette of Naomi Simson at Red Balloon who is an exemplar of good 
management which leads to high job satisfaction. This vignette discusses reasons why staff leave, and 
why they stay. The case concludes with the five key factors Simson attributes to her success.  
 
 
CHAPTER OUTLINE 
 
Ability 
  
1. We were not all created equal; most of us are to the left of the median on some normally distributed 

ability curve.  
  

2. Everyone has strengths and weaknesses in terms of ability in performing certain tasks or activities; 
the issue is knowing how people differ in abilities and using that knowledge to increase performance. 
 

3. Ability refers to an individual’s capacity to perform the various tasks in a job. It is a current 
assessment of what one can do. 
 

4. Individual overall abilities are made up of two sets of factors: intellectual and physical. 
 
 
A.  Intellectual Abilities 
  
1. Intellectual abilities are those needed to perform mental activities – for thinking, reasoning and 

problem solving.  
 

2. IQ tests are designed to ascertain one’s general intellectual abilities. Examples of such tests are the 
Wonderlic Test. 
 

3. The seven most frequently cited dimensions making up intellectual abilities are:  number aptitude, 
verbal comprehension, perceptual speed, inductive reasoning, deductive reasoning, spatial 
visualisation, and memory. (See Table 2.1). 
 

4. Jobs differ in the demands they place on incumbents to use their intellectual abilities. For example, 
the more information-processing demands that exist in a job, the more general intelligence and verbal 
abilities will be necessary to perform the job successfully. 
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5. A careful review of the evidence demonstrates that tests that assess verbal, numerical, spatial, and 
perceptual abilities are valid predictors of job proficiency at all levels of jobs. 
 

6. The major dilemma faced by employers who use mental ability tests is that they may have a negative 
impact on racial and ethnic groups. 
 

7. New research in this area focuses on “multiple intelligences,” which breaks down intelligence into its 
four sub-parts:  cognitive, social, emotional, and cultural. 

 
B.  Physical Abilities 
  
1. Specific physical abilities gain importance in doing less skilled and more standardised jobs.  

 
2. Research has identified nine basic abilities involved in the performance of physical tasks, dynamic 

strength, trunk strength, static strength, explosive strength, extent flexibility, dynamic flexibility, 
body coordination, balance, stamina. (See Table 2.2).  
 

3. Individuals differ in the extent to which they have each of these abilities.  
 

4. High employee performance is likely to be achieved when management matches the extent to which a 
job requires each of the nine abilities and the employees’ abilities. 

 
C. The Ability-Job Fit 
  
1. Employee performance is enhanced when there is a high ability-job fit. 

 
2. The specific intellectual or physical abilities required depend on the ability requirements of the job.  

For example, pilots need strong spatial-visualisation abilities. 
 

3. Directing attention at only the employee’s abilities, or only the ability requirements of the job, ignores 
the fact that employee performance depends on the interaction of the two. 
 

4. When the fit is poor employees are likely to fail.  
 

5. When the ability-job fit is out of sync because the employee has abilities that far exceed the 
requirements of the job, performance is likely to be adequate, but there will be organisational 
inefficiencies and possible declines in employee satisfaction.  
 

6. Abilities significantly above those required can also reduce the employee’s job satisfaction when the 
employee’s desire to use his or her abilities is particularly strong and is frustrated by the limitations of 
the job. 

 
 
Biographical Characteristics 
 
1. Finding and analysing the variables that have an impact on employee productivity, absence, turnover, 

and satisfaction is often complicated. 
 

2. Many of the concepts—motivation, or power, politics or organisational culture—are hard to assess.  
 

3. Other factors are more easily definable and readily available—data that can be obtained from an 
employee’s personnel file and would include characteristics such as: 
 
• Age 
• Gender 
• Marital status 
• Length of service, etc.  
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A.   Age 
  
1. The relationship between age and job performance is increasing in importance. 

 
• First, there is a widespread belief that job performance declines with increasing age.  
• Second, the workforce is aging; workers over 55 are the fastest growing sector of the workforce.  
• Third, mandatory retirement is being abandoned in many countries.  
 

2. Employers’ perceptions are mixed. 
 
• They see a number of positive qualities that older workers bring to their jobs, specifically 

experience, judgment, a strong work ethic, and commitment to quality.  
• Older workers are also perceived as lacking flexibility and as being resistant to new technology.  
• Some believe that the older you get, the less likely you are to quit your job. That conclusion is 

based on studies of the age-turnover relationship.  
 

3. It is tempting to assume that age is also inversely related to absenteeism.  
 
• Most studies do show an inverse relationship, but close examination finds that the age-absence 

relationship is partially a function of whether the absence is avoidable or unavoidable. 
• In general, older employees have lower rates of avoidable absence. However, they have higher 

rates of unavoidable absence, probably due to their poorer health associated with aging and 
longer recovery periods when injured. 

 
4. There is a widespread belief that productivity declines with age and that individual skills decay over 

time. 
 
• Reviews of the research find that age and job performance are unrelated. 
• This seems to be true for almost all types of jobs, professional and non-professional.  
 

5. The relationship between age and job satisfaction is mixed.  
 
• Most studies indicate a positive association between age and satisfaction, at least up to age 60.  
• Other studies, however, have found a U-shaped relationship.  When professional and non-

professional employees are separated, satisfaction tends to continually increase among 
professionals as they age, whereas it falls among non-professionals during middle age and then 
rises again in the later years. 

 
B.   Gender 
  
1. There are few, if any, important differences between men and women that will affect their job 

performance, including the areas of: 
• Problem-solving 
• Analytical skills 
• Competitive drive 
• Motivation 
• Sociability 
• Learning ability 

 
2. Women are more willing to conform to authority, and men are more aggressive and more likely than 

women to have expectations of success, but those differences are minor.  
 

3. There is no evidence indicating that an employee’s gender affects job satisfaction. 
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4. There is a difference between men and women in terms of preference for work schedules. 
  

• Mothers of preschool children are more likely to prefer part-time work, flexible work schedules, 
and telecommuting in order to accommodate their family responsibilities. 

 
5. Absence and turnover rates 

 
• Women’s quit rates are similar to men’s.  
• The research on absence consistently indicates that women have higher rates of absenteeism. 
• The logical explanation: cultural expectation that has historically placed home and family 

responsibilities on the woman. 
 
Instructor Note:  A brief class discussion could be facilitated on the skills and abilities students have 
developed as a result of growing up with siblings, for example conflict, negotiation, power, gender 
differences, and these perceptions could be compared with those students who may not have had siblings 
(singletons).    
 
C.   Ethnicity and race 
 
1.    Some scholars argue that it is not productive to discuss ethnicity and race for reasons of policy, 

political, biological, or for genetic and anthropological. 
 
2. Ethnicity refers to the group of people who believe they are unique on the basis of their speech, 

history, origins, culture or other unique characteristics. 
 
3. Race refers the biological heritage that distinguishes one group of people from another. 
 
4. Race has been studied frequently in OB, particularly as it relates to employment outcomes such as 

personnel selection decisions, performance evaluations, pay and workplace discrimination. 
 
5. In employment settings, there is a tendency for individuals to favour colleagues of their own race in 

performance evaluations, promotion decisions and pay raises. 
 
6. There are substantial racial differences in attitudes towards affirmative action with minority groups 

support programs to a greater degree than majority groups. 
 
7. Minority races generally fare worse than majority groups in employment decisions, are rated lower 

in employment interviews, are paid less, and promoted less frequently. 
 
8. The dilemma faced by employers who use mental ability tests for selection, promotion and training is 

the negative impact on racial and ethnic groups. The issue of racial differences is hotly debated. 
 
 
 
Learning 
  

• All complex behaviour is learned.  
• If we want to explain and predict behaviour, we need to understand how people learn.  
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A.  Definition of Learning 
  
1. What is learning?  A generally accepted definition is “any relatively permanent change in behaviour 

that occurs as a result of experience.” 
 

2. The definition suggests that we shall never see someone “learning.” We can see changes taking place 
but not the learning itself. 
 

3. The definition has several components that deserve clarification: 
 
• First, learning involves change.  
• Second, the change must be relatively permanent.  
• Third, our definition is concerned with behaviour.  
• Finally, some form of experience is necessary for learning. 

 
B. Theories of Learning 
  
There are three theories—classical conditioning, operant conditioning, and social learning. 

 
Classical Conditioning 
 

1. Classical conditioning grew out of experiments conducted at the turn of the century by a Russian 
physiologist, Ivan Pavlov, to teach dogs to salivate in response to the ringing of a bell. 
 

2. Key concepts in classical conditioning [Pavlov’s experiment] 
• The meat was an unconditioned stimulus; it invariably caused the dog to react in a specific 

way.  
• The bell was an artificial stimulus, or what we call the conditioned stimulus.  
• The conditioned response. This describes the behaviour of the dog; it salivated in reaction to 

the bell alone. 
 

3. Learning a conditioned response involves building up an association between a conditioned 
stimulus and an unconditioned stimulus.  
 

4. When the stimuli, one compelling and the other one neutral, are paired, the neutral one becomes a 
conditioned stimulus and, hence, takes on the properties of the unconditioned stimulus. 
 

5. Classical conditioning is passive—something happens, and we react in a specific way. It is 
elicited in response to a specific, identifiable event. 

  
Operant Conditioning 
 

1. Operant conditioning argues that behaviour is a function of its consequences.  People learn to 
behave to get something they want or to avoid something they do not want.  
 

2. The tendency to repeat such behaviour is influenced by reinforcement or lack of reinforcement. 
 

3. Harvard psychologist B.F. Skinner’s research on operant conditioning expanded our knowledge. 
 

4. Tenets of Operant Conditioning are: 
 
• Behaviour is learned. 
• People are likely to engage in desired behaviours if they are positively reinforced for doing 

so.  
• Rewards are most effective if they immediately follow the desired response. 
• Any situation in which it is either explicitly stated or implicitly suggested that reinforcements 

are contingent on some action on your part involves the use of operant learning.  
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Social Learning 
 

1. Individuals can also learn by observing what happens to other people, by being told about 
something, as well as by direct experiences.  
 

2. Learning by observing is an extension of operant conditioning; it also acknowledges the existence 
of observational learning and the importance of perception in learning. 
 

3. The influence of models is central to social learning. 
 

4. Four processes determine the influence that a model will have on an individual.  
 
• Attentional processes. People learn from a model only when they recognise and pay attention 

to its critical features.  
• Retention processes. A model’s influence will depend on how well the individual remembers 

the model’s action after the model is no longer readily available.  
• Motor reproduction processes. After a person has seen a new behaviour by observing the 

model, the watching must be converted to doing. 
• Reinforcement processes. Individuals will be motivated to exhibit the modelled behaviour if 

positive incentives or rewards are provided. 
 
C.   Shaping:  A Managerial Tool 
  
1. When we attempt to mould individuals by guiding their learning in graduated steps, we are shaping 

behaviour. 
 

2. It is done by systematically reinforcing each successive step that moves the individual closer to the 
desired response.  
 

Methods of Shaping Behaviour 
 
• Positive reinforcement—following a response with something pleasant 
 
• Negative reinforcement—following a response by the termination or withdrawal of something 

unpleasant 
 
• Punishment is causing an unpleasant condition in an attempt to eliminate an undesirable 

behaviour 
 
• Extinction—eliminating any reinforcement that is maintaining a behaviour. When the behaviour 

is not reinforced, it tends to gradually be extinguished.  
 

3. Both positive and negative reinforcement result in learning. They strengthen a response and increase 
the probability of repetition. Both punishment and extinction, however, weaken behaviour and tend to 
decrease its subsequent frequency. 
 

4. Reinforcement, whether it is positive or negative, has an impressive record as a shaping tool. 
 

5. A review of research findings: 
 
• Some type of reinforcement is necessary to produce a change in behaviour. 
• Some types of rewards are more effective for use in organisations than others. 
• The speed with which learning takes place and the permanence of its effects will be determined 

by the timing of reinforcement.  This point is extremely important and deserves considerable 
elaboration. 
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 Schedules of Reinforcement 
 
1. The two major types of reinforcement schedules are: 1) continuous and 2) intermittent. 

 
2. A continuous reinforcement schedule reinforces the desired behaviour each and every time it is 

demonstrated.  
 

3. In an intermittent schedule, not every instance of the desirable behaviour is reinforced, but 
reinforcement is given often enough to make the behaviour worth repeating. 
 
• It can be compared to the workings of a slot machine. 
• The intermittent payoffs occur just often enough to reinforce behaviour. 
 

4. Evidence indicates that the intermittent, or varied, form of reinforcement tends to promote more 
resistance to extinction than does the continuous form. 
 

5. An intermittent reinforcement can be of a ratio or interval type.  
 

6. Ratio schedules depend upon how many responses the subject makes; the individual is reinforced 
after giving a certain number of specific types of behaviour.  

 
7. Interval schedules depend upon how much time has passed since the last reinforcement; the 

individual is reinforced on the first appropriate behaviour after a particular time has elapsed.  
 
8. A reinforcement can also be classified as fixed or variable.  
 
9. Intermittent techniques are placed into four categories, as shown in Figure 2.1. 
 
10. Fixed-interval reinforcement schedule—rewards are spaced at uniform time intervals; the critical 

variable is time, and it is held constant. Some examples: 
 
11. This is the predominant schedule for most salaried workers in North America—the pay check. 
 
12. Variable-interval reinforcements—rewards are distributed in time so that reinforcements are 

unpredictable. 
 
• Pop quizzes 
• A series of randomly timed unannounced visits to a company office by the corporate audit staff 
 

13. In a fixed-ratio schedule, after a fixed or constant number of responses are given, a reward is initiated.  
 
• A piece-rate incentive plan is a fixed-ratio schedule. 
 

14. When the reward varies relative to the behaviour of the individual, he or she is said to be reinforced 
on a variable-ratio schedule.  
 
• Salespeople on commission 
 

 
Behaviour Modification 
 
1. A classic was study conducted at Emery Air Freight (now part of Federal Express): 

 
• Emery’s management wanted packers to use freight containers for shipments whenever possible. 
• Packers intuitively felt that 90 percent of shipments were containerised.  An analysis showed that 

it was only 45 percent.  
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• Management established a program of feedback and positive reinforcements by asking each 
packer to keep a checklist of his or her daily packing, both containerised and non-containerised.  

• At the end of each day, the packer computed his or her container utilisation rate.  
• Container utilisation jumped to more than 90 percent on the first day of the program and held.  
• This simple program of feedback and positive reinforcements saved the company $2 million over 

a three-year period. 
 

2. This program at Emery Air Freight illustrates OB Modification. 
 

3. The typical OB Mod program follows a five-step problem-solving model: 
 
• Identifying critical behaviours 
• Developing baseline data 
• Identifying behaviour consequences 
• Developing and implementing an intervention strategy 
• Evaluating performance improvement 
 

4. Critical behaviours make a significant impact on the employee’s job performance; these are those 5–
10 percent of behaviours that may account for up to 70 or 80 percent of each employee’s 
performance.  
 

5. Developing baseline data determines the number of times the identified behaviour is occurring under 
present conditions.  
 

6. Identifying behavioural consequences tells the manager the antecedent cues that emit the behaviour 
and the consequences that are currently maintaining it.  
 

7. Developing and implementing an intervention strategy will entail changing some elements of the 
performance-reward linkage-structure, processes, technology, groups, or the task—with the goal of 
making high-level performance more rewarding.  
 

8. Evaluating performance improvement is important to demonstrate that a change took place as a result 
of the intervention strategy. 
 

9. OB Mod has been used by a number of organisations to improve employee productivity and to reduce 
errors, absenteeism, tardiness, accident rates, and improve friendliness toward customers. 

 
Problems with OB mod and reinforcement theory 
 
1. Although reinforcement in the form of rewards and punishment has research support, that doesn’t 

mean it is the best way to reward people. 
 
2. One problem with behaviourism is that people’s innermost thoughts and feelings in response to the 

environment are irrelevant. 
 
3. Is shaping really occurring if a compliment was provided without the intention of moulding 

behaviour? The contribution of operant conditioning and behaviourism are recognised, however, 
superseded by other approaches recognising cognitive processes. 

 
Attitudes 
 
1. Attitudes are evaluative statements or judgments – either favourable or unfavourable - concerning 

objects, people or events.  
 



Instructor’s Manual: Robbins et al OB – The Essentials © 2010 Pearson Education Australia 10 

2. Attitudes are complex. If you ask people their attitudes towards something like, soccer, you may get a 
simple response but the reasons underlying the response are probably complex. 

 
A.  What are the main components of attitudes? 

  
1. Three components of an attitude: 

 
• Cognition 
• Affect 
• Behaviour 
 

2. The belief that “discrimination is wrong” is a value statement and an example of the cognitive 
component of an attitude.  

 
3. Value statements set the stage for the more critical part of an attitude—its affective component. Affect 

is the emotional or feeling segment of an attitude.  Example:  “I don’t like Jon because he 
discriminates against minorities.” 
 

4. The behavioural component of an attitude refers to an intention to behave in a certain way toward 
someone or something.  Example:  “I chose to avoid Jon because he discriminates.” 
 

5. Viewing attitudes as made up of three components helps with understanding of their complexity and 
the potential relationship between attitudes and behaviour. 
 

6. The components of attitudes are closely related, in many ways, cognition and affect are inseparable. 
For example, if an employee didn’t get a promotion that she thought she deserved (cognition), the 
employee strong dislikes her supervisor (affect), the employee is looking for another job (behaviour). 
 

7. In organisations, attitudes are important because they affect job behaviour. 
 
B.   How consistent are attitudes? 
 
1. Research has generally concluded that people seek consistency among their attitudes and between 

their attitudes and behaviour. 
 
2. When there is an inconsistency forces are initiated to return the individual to equilibrium where 

attitudes and behaviour are again consistent. 
 
3. Tobacco executives provide an example. They can cope because the data linking cigarette smoking 

and negative health outcomes can be denied because of a lack of causation. The can acknowledge the 
negative consequences of smoking but rationalise that they are promoting freedom of choice. 

 
4. Cognitive dissonance refers to any incompatibility that an individual might perceive between two or 

more attitudes or between behaviour and attitudes. 
 
5. Festinger proposed that the desire to reduce dissonance is determined by the importance of the 

elements creating the dissonance, the degree of influence the individual has over the elements, and the 
rewards involved in the dissonance. 

 
6. If the elements creating dissonance are relatively unimportant the pressure to correct the imbalance 

will be low.  
 
7. When the elements are important dissonance can be reduced through a change in behaviour, or 

attitude. 
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8. The degree of influence that individuals believe that they have over the elements will impact how 

they react to the dissonance. If they perceive no control, they are less likely to be receptive to attitude 
change. 

 
9. High rewards accompanying high dissonance tend to reduce the tension inherent in the dissonance.  
 
10. In an organisation the theory can help to predict the propensity to engage in attitude and behavioural 

change. 
 
C. Does behaviour always follow from attitude? 
 
1. Early studies investigating the attitudes-behaviour relationship have concluded that attitudes were 

unrelated to behaviour or, at best, only slightly related.  
 
2. More recent research as demonstrated that attitudes significantly predict future behaviour. 
 
Moderating variables 
 
1. The most powerful moderators are the importance of the attitude, its specificity, its accessibility, 

whether there exist social pressures and whether a person has direct experience with the attitude. 
 
2. Important attitudes reflect fundamental values, self-interest, or identification with individuals or 

groups that a person values. 
 
3. The more specific the attitude the more specific the behaviour. 
 
4. Attitudes that are easily remembered are more likely to predict behaviour. 
 
5. Discrepancies between attitudes and behaviour are more likely to occur when social pressures to 

behave in certain ways hold exceptional power. 
 
6. The attitude-behaviour relationship is likely to be much stronger if an attitude refers to something 

with which the individual has direct personal experience. 
 
 
 
 
 
D. What are the main job attitudes? 
 
1. A person can have thousands of attitudes, however, OB focuses attention on a limited number of 

work-related attitudes. 
 
2. Most OB research has been concerned with three attitudes; job satisfaction, job involvement, and 

organisational commitment. 
 
Job satisfaction 

 
1. It is an individual’s general attitude toward his/her job.  

 
2. A high level of job satisfaction equals positive attitudes toward the job and vice versa. 
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3. Employee attitudes and job satisfaction are frequently used interchangeably. 
 

4. Often when people speak of “employee attitudes” they mean “employee job satisfaction.” 
 

Job involvement 
 

1. Job involvement measures the degree to which a person identifies psychologically with his/her job 
and considers his/her perceived performance level important to self-worth. 

 
2. A related concept is psychological empowerment which is the employees’ belief in the degree to 

which they impact their work environment, their competence, the meaningfulness of their job, and the 
perceived autonomy of their work. 

 
3. High levels of job involvement and psychological empowerment are positively related to 

organisational citizenship and job performance. 
 
4. High job involvement is found to be related to fewer absences and lower resignations rates. 

 
Organisational commitment 

 
1. A state in which an employee identifies with a particular organisation and its goals, and wishes to 

maintain membership in the organisation. 
  
2. There are three separate dimensions to organisation commitment: 

• Affective commitment – an emotional attachment to the organisation 
• Continuance commitment – perceived economic value of remaining with the organisation 
• Normative commitment – an obligation to remain because of ethical or moral reasons 

 
3. There appears to be a positive relationship between organisational commitment and job productivity, 

but the relationship is modest, and a negative relationship between absenteeism and turnover.  
 
4. Affective commitment was a significant predictor of various outcomes compared with normative 

commitment and continuance commitment.  
 
5. The concept of commitment may be less important to employers and employees that it once was as 

the notion of an employee staying with a single organisation for most of their career has become 
increasingly obsolete. 

 
6. We might expect that something akin to occupational commitment to become a more relevant 

variable because it better reflects today’s fluid workforce.  
 
Instructor Note:  This is a useful break to reflect upon the contents of the “Chinese employees and 
organisational commitment” feature at the end of this instructor’s guide. It is useful to discuss with 
students how attitudes may vary across different cultures. The use of the Chinese example in comparison 
with a Western context makes for an interesting beginning to a broader discussion on the differences in 
attitudes across cultures. 
 
Other Job Attitudes 
 
• Perceived organisational support 
 
1. Perceived organisational support is the degree to which employees believe the organisation values 

their contribution and cares about their well-being 
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2. Research shows that people perceive their organisation’s support when rewards are deemed fair, 
when employees have a voice in decisions, and when their supervisors are seen as supportive.  

 
• Employee engagement 
 
1. Employee engagement is defined as an individual’s involvement with, satisfaction with, and 

enthusiasm for, the work they do.  
 

2. Research has identified that employees with high-average levels of engagement had higher levels of 
customer satisfaction, were more productive, had higher profits, and had lower levels of turnover and 
accidents.  
 

3. As the concept is new, how engagement relates to other concepts such as job satisfaction, 
organisational commitment, job involvement or intrinsic motivation is unknown. It could be that 
engagement captures what these attitudes have in common.  
 

Are these job attitudes really all that distinct?  
 
1. Evidence suggests that these attitudes are highly related. 

  
2. The correlation between perceived organisational support and affective commitment is very strong – 

the problem with strong correlation is that the variables may be redundant.  
 

3. Redundancy is inefficient and confusing. 
 

4. Although OB researchers like proposing new attitudes, often we haven’t been good at showing how 
each attitude compares and contrasts to the others.  
 

5. There is some measure of distinctiveness among these attitudes – they aren’t exactly the same – but 
overlap greatly.  
 

6. The overlap may exist for various reasons – including an employee’s personality – some people are 
predisposed to be positive or negative about almost everything. 
 

 
E. How Are Employee Attitudes Measured? 
 
1. The most popular method for measuring attitudes, because of its ease of implementation and speed of 

results, is through the use of attitude surveys. 
 

2. Attitude surveys elicit responses from employees through questionnaires on how they feel about their 
jobs, work groups, supervisors, and the organisation. 
  

3. The typical attitude survey presents the employee with a set of statements or questions with a rating 
scale indicating the degree of agreement.  
 

4. An individual’s attitude score is achieve by summing up responses to the questionnaire items, the 
scores can be averaged for work groups, teams, departments, divisions or the organisation as a whole. 
 

5. Results from attitude surveys can frequently surprise management. 
 

6. A complicating factor is that attitude surveys can be viewed sceptically or suspiciously by many 
employees concerned about confidentiality. Using an outside body to conduct and analyse the data 
can help to reduce concerns.  
 

7. Using attitude surveys regularly provides managers with valuable feedback on the perception of 
employees towards working conditions. 
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F. What is the Importance of Attitudes to Workplace Diversity? 
 
1. Managers are increasingly concerned with changing employee attitudes to reflect shifting 

perspectives on racial, gender and other diversity issues.  
 

2. Diversity training is now increasingly offered by the majority of Australian state and federal 
departments and private employers. 
 

3. Almost all diversity training programs include a self-evaluation phase – people are pressed to 
examine themselves and confront any ethnic and cultural stereotypes they might hold.  
 

4. Think about activities such as group discussions or panels with representatives from diverse groups, 
with additional activities designed to change attitudes.  This could include arranging for people to do 
volunteer work in community or social service centres to meet face-to-face with those from diverse 
backgrounds, and using exercises to let participants feel what it is like to be different. 

 
Job Satisfaction 
 
A. Measuring Job Satisfaction 
 
1. Job satisfaction is “an individual’s general attitude toward his/her job.”  
 
2. Jobs require interaction with co-workers and bosses, following organisational rules and policies, 

meeting performance standards, living with working conditions that are often less than ideal, and the 
like. This means that an employee’s assessment of how satisfied or dissatisfied he or she is with 
his/her job is a complex summation of a number of discrete job elements. 
 

3. The two most widely used approaches are a single global rating and a summation score made up of a 
number of job facets.  
 
a.   The single global rating method is nothing more than asking individuals to respond to one 

question, such as “All things considered, how satisfied are you with your job?”  
 
b.  A summation of job facets is more sophisticated: 
 

• It identifies key elements in a job and asks for the employee’s feelings about each one ranked 
on a standardised scale.   

 
• Typical factors that would be included are the nature of the work, supervision, present pay, 

promotion opportunities, and relations with co-workers. 
 

4. Comparing these approaches, simplicity seems to work as well as complexity. Comparisons of one-
question global ratings with the summation-of-job-factors method indicate both are valid. 

 
B. How Satisfied Are People in Their Jobs? 
 
1. Most people are satisfied with their jobs in the developed countries surveyed. 

 
2. Satisfaction levels vary a lot depending on which facet of job satisfaction you are talking about. On 

average people are satisfied with their jobs overall, with the work itself, and with their supervisors 
and co-workers. (see Figure 2.3) 

 
3. Respondents tend to be less satisfied with their pay and promotion opportunities. 
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C.   What Causes Job Satisfaction? 
 
 
1. Most people prefer work that is challenging and stimulating over work that is predictable and routine. 
 
2. For people who are poor (living below the poverty line), or who live in poor countries, pay correlates 

with job satisfaction and with overall happiness. But once an individual reaches a level of 
comfortable living the relationship virtually disappears. Jobs that are compensated handsomely have 
average job satisfaction levels no higher than those that are paid much less. 

 
3. Money does motivate people, but what motivates us isn’t necessarily the same as what makes us 

happy. 
 
 
D. The Impact of Dissatisfied and Satisfied Employees on the Workplace. 
 
1. There are consequences when employees like and their jobs, and when they dislike their jobs. One 

theoretical framework – the exit-voice-loyalty-neglect framework is helpful in understanding the 
consequences of dissatisfaction. 

 
2. Responses differ along two dimensions: constructive/destructive and active/passive.  They are defined 

as follows (see Figure 2.4): 
• Exit – behaviour directed towards leaving the organisation 
• Voice – actively and constructively attempting to improve conditions 
• Loyalty – passively but optimistically waiting for conditions to improve 
• Neglect – passively allowing conditions to worsen 
 

3. Exit and neglect behaviours encompass our performance variables—productivity, absenteeism, and 
turnover.  

 
4. Voice and loyalty are constructive behaviours that allow individuals to tolerate unpleasant situations 

or to revive satisfactory working conditions. It helps us to understand situations, such as those 
sometimes found among unionised workers, where low job satisfaction is coupled with low turnover. 

 
 Job Satisfaction and Job Performance 
 
1. Happy workers are more likely to be productive workers, although it is hard to tell which way the 

causality runs. 
 
2. Moving from the individual to the organisational level, support is also found for the satisfaction-

performance relationship. For organisations as a whole the more satisfied employees tend to be more 
effective than organisations with fewer satisfied employees. 

 
Job Satisfaction and OCB 
 
1. It seems logical to assume that job satisfaction should be a major determinant of an employee’s 

organisational citizenship behaviour.  More recent evidence, however, suggests that satisfaction 
influences OCB, but through perceptions of fairness. 
 

2. There is a modest overall relationship between job satisfaction and OCB. 
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3. Basically, job satisfaction comes down to conceptions of fair outcomes, treatment, and procedures.  

When you trust your employer, you are more likely to engage in behaviours that go beyond your 
formal job requirements. 

 
Job Satisfaction and Customer Satisfaction 
 
1. Evidence indicates that satisfied employees increase customer satisfaction and loyalty. 

 
2. Customer retention and defection are highly dependent on how front-line employees deal with 

customers.  Satisfied employees are more likely to be friendly, upbeat, and responsive.  Customers 
appreciate that. 
 

3. Dissatisfied customers can also increase an employee’s dissatisfaction.  The more employees work 
with rude and thoughtless customers, the more likely they are to be dissatisfied. 

 
 
Job Satisfaction and Turnover 
 
1. Satisfaction is also negatively related to turnover, but the correlation is stronger than for absenteeism. 
 
2. An important moderator of the satisfaction-turnover relationship is the employee’s level of 

performance. 
 
3. Level of satisfaction is less important in predicting turnover for superior performers. 
 
4. Job satisfaction is more important in influencing poor performers to stay than superior performers. 
 
Job Satisfaction and Workplace Deviance 
 
1. Job dissatisfaction predicts a lot of specific behaviours including involvement with unions, substance 

abuse, surfing the internet, stealing at work, undue socialising, leaving early and tardiness. 
 
2. The behaviours are termed ‘deviant behaviour’ or ‘employee withdrawal’ 
 
3. The key is that if employees don’t like their work environment, they will respond somehow. 
 
 
 
 
 
SUMMARY AND IMPLICATIONS FOR MANAGERS 
 
1. Ability directly influences an employee’s level of performance. 
 
2. An effective selection process will improve ability-job fit.  
 
3. Promotion and transfer decisions affecting individuals already in the organisation’s employ should 

reflect the abilities of candidates. 
 
4. The fit can be improved by fine-tuning the job to better match an incumbent’s abilities. 
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5. Biographical characteristics are readily observable to managers, however, that doesn’t mean they 
should be used. 

 
6. Any observable change in behaviour is prima facie evidence that learning has taken place. 
 
8. Positive reinforcement is a powerful tool for modifying behaviour. 
 
9. Managers should be interested in employee attitudes as these provide warnings of potential problems 

and influence behaviour. 
 
10. Satisfied and committed employees have lower rates of turnover, absenteeism and withdrawal 

behaviours. 
 
11. Satisfied employees perform better on the job. 
 
12. Given that managers want to keep resignations and absences down – they will want to do things that 

will generate positive job attitudes. 
 
13. The most important thing managers can do to raise employee satisfaction is making the work 

challenging and interesting. 
 
14. While paying employees poorly will not attract high-quality staff, high pay alone is unlikely to create 

a satisfying work environment. 
 
15. Employees will try to reduce cognitive dissonance. 
 
16. If employees are required to engage in activities that appear inconsistent to them or that are at odds 

with their attitudes, the pressures to reduce the resulting dissonance are lessened when employees 
perceive that the dissonance is externally imposed and is beyond their control, or if the rewards are 
significant enough to offset the dissonance. 

 
 
 
 
 
 
 
 
 
 
 

EXERCISES AND PRACTICAL ELEMENTS OF OB 
 
 
 
OB IN PRACTICE  
 

The benefits of cultural intelligence 
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Synopsis: The ability to interpret an individual’s unfamiliar gestures and behaviours in the same way as 
others from the individual’s culture would is described as having ‘cultural intelligence’. The example of 
an engineering design team comprised of two German and one American member is provided. The 
scenario unfolds that the American member believes that his German colleagues are rude as they 
condemned ideas brought forward and thus the American member is less willing to contribute good ideas, 
whereas the German members were criticising ideas and not the individual. However, whether cultural 
intelligence is separate from other forms of intelligence such as emotional intelligence or cognitive ability 
is unclear. 
 
Teaching note:  Being able to interact with individuals from different cultures is a key asset in today’s 
global business environment, lead a class discussion on the some of the experiences that students have 
had when travelling or working with people from different cultures. Provide an emphasis on the value of 
diversity in organisations and how organisations can use the knowledge within their organisation to 
improve the cultural intelligence of all staff. 
 
Full Case: 
Have you ever noticed that some individuals seem to have a knack for relating well to people from 
different cultures? Some researchers have labelled this skill ‘cultural intelligence’, which is an outsider’s 
natural ability to interpret an individual’s unfamiliar gestures and behaviours in the same way that others 
from the individual’s culture would. Cultural intelligence is important because when conducting business 
with people from different cultures, misunderstandings can often occur, and as a result, cooperation and 
productivity may suffer.  
 
Consider the following example. An American manager was meeting with his fellow design team 
engineers, two of whom were German. As ideas floated around the table, the manager’s German 
colleagues quickly condemned them and remarked how poor the ideas were. The American thought the 
feedback was harsh and concluded that his German colleagues were rude. However, they were merely 
criticising the ideas, not the individual—a distinction that the American was unable to make, perhaps due 
to a lack of cultural intelligence. As a result, the American became wary of contributing potentially good 
ideas. Had the American been more culturally intelligent, he likely would have recognised the true 
motives behind his colleagues’ remarks and thus may have been able to use those remarks to improve his 
ideas.  
 
It is unclear whether the notion of cultural intelligence is separate from other forms of intelligence, such 
as emotional intelligence, and even whether cultural intelligence is different from cognitive ability. 
However, it is clear that the ability to interact well with individuals from different cultures is a key asset 
in today’s global business environment.  
 
Source: Based on C. Earley and E. Mosakowski, ‘Cultural Intelligence’, Harvard Business Review, 
October 2004, pp. 139–46.  
 
 
 
OB IN PRACTICE 
 

Don’t forget the impact of siblings 
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Synopsis: The impact of siblings on the way in which we develop has recently become the focus of 
research interest. A major element of social skill development arises from resolving conflict in the sibling 
relationship. It is suggested that children who have learned to resolve conflict with their siblings tend to 
have superior negotiation and conflict resolution skills. Siblings will use favouritism to acquire benefits 
for all siblings, a valuable skill when it comes to getting desired outcomes from supervisors. Different sex 
siblings teach each other about the different perspectives of each helping to resolve cross-gender 
differences, and tend to strengthen gender identity. For singletons while social development takes longer 
there appears to be little difference in adults, except for time allocation, whereas siblings spend a lot of 
time with siblings (even in adult life) singletons channel time in other activities such as their careers. 
 
Teaching note:  Break students into small groups, ideally with a mixture of singletons and those with 
siblings. Ask the students to reflect upon strategies that they have learned from their childhood which are 
successful now as adults. Explore the differences in opinion of those from larger families, smaller 
families and those without siblings. Do the students believe that these early social skills provide them 
with a benefit as adults, why, why not? 
 
Full Case: 
The impact of genetics, parents and peers has long been studied to help explain why people are the way 
they are. However, one area that has only recently started to attract some serious research has been the 
impact of siblings on the way we develop. The preliminary findings are adding another dynamic piece to 
the puzzle. 
 
One of the first findings is how important the impact of siblings is on social skill development. A major 
element of the sibling relationship is conflict—or, more importantly, how they resolve conflicts. Where 
young children have learned how to resolve conflicts with their siblings, their conflict resolution skills 
later in life tend to be superior to those who didn’t learn these in their childhood. Importantly, siblings 
teach and learn negotiation skills in interacting with one another. 
 
Being a parent’s favourite will be quickly observed and capitalised upon by siblings. Knowing that one 
child is the favourite allows the siblings to exploit that fact to their benefit. The siblings will use the 
favourite to get benefits for all the siblings, a valuable skill when it comes to getting desired outcomes 
from superiors in organisations. Managers also have favourites among their employees (discussed in the 
leadership chapters), so being able to exploit this for the advantage of all is a social skill developed 
among siblings while still very young. 
 
Siblings will also help to cement the gender differences we observe in organisations. Different sex 
siblings teach each other about the different perspectives of each, how to relate to those of the opposite 
gender and, importantly, how to negotiate and resolve cross-gender differences. They also tend to 
strengthen gender identity—boys will be more atypically boys and girls more atypically girls where there 
are different gender siblings. This is because each gender will be carving out their distinct gender niche 
rather than trying to be like their opposite gender siblings. 
 
Where does this leave single child people (called ‘singletons’ in the research)? Are they disadvantaged by 
the lack of siblings? The preliminary research suggests that while their social skill development takes 
longer, in fact there is very little difference in adults from single-child families as compared with people 
who grew up with siblings. The main difference seems to be in time allocation. Whereas siblings spend a 
lot of time with siblings, even in their adult life, singletons channel their time into life-fulfilling activities 
and those activities that further their careers. 
 
Source: Adapted from J. Kluger, ‘The New Science of Siblings’, Time, 10 July 2006, pp. 44–53. 
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OB IN PRACTICE 

Job Satisfaction Hits Record Lows 
 
Synopsis: The longitudinal evidence from employee attitude surveys demonstrates that job satisfaction 
levels among academics in Australian universities are dropping significantly. The drop is across all ages, 
levels and most notable in mid-career academics who make up the bulk of the workforce. The strongest 
area of dissatisfaction is the increased workloads caused by increasing use of computer technologies in 
teaching and increased teaching workload, while the emphasis in promotions and rewards systems is still 
on research. Another indicator of falling satisfaction for Australian academics was the decline in 
satisfaction with salary.  
 
Teaching note:  The case example suggests that if universities and the government ignore the problem of 
the continuing dissatisfaction of Australian academics that it is likely to have dire consequences. Ask the 
students to discuss the case example and identify the consequences for this specific example, and for 
organisations generally of a continue decline in average satisfaction. How does the satisfaction of the 
employees in this example compare to the national average? How likely is it that the academics in this 
example are going to continue to perform well? Referring back to the facet theory of satisfaction, what 
can the universities do to try and improve the satisfaction of staff? 
 
Full Case: 
There is now longitudinal evidence produced by the Australian government that job satisfaction levels 
among academics in Australian universities are dropping significantly. It is hard to know for sure whether 
this downward trend will continue, but some recent evidence provides some intriguing suggestions. This 
decline is found among academics of all ages, but most notably among mid-career academics who make 
up the bulk of the workforce. This same group report increased stress and workloads at levels higher than 
for early- or late-career academics. Female academics generally find they have to put more time into their 
workloads than before, due to work stressors, but at the same time report slightly higher satisfaction 
levels. The question not researched was whether the increased satisfaction reported was warranted, or 
whether it was the academic’s way of reducing cognitive dissonance. There are also variations in 
satisfaction between regional and capital city universities, as well as between newer and older ‘sandstone’ 
universities; satisfaction in the latter tends to be higher, and with fewer stressors, than in the regional and 
new universities.  
 
What are the strongest areas of dissatisfaction? Probably the biggest area of dissatisfaction is the 
increased workloads caused by increasing use of computer technologies in teaching. While academics are 
having to come to grips with this increased teaching workload, the emphasis in the promotions and 
rewards systems is still on research, rather than on teaching. Indeed, 91 per cent of academics saw 
research being used exclusively for the determination or rewards and promotions, whereas their teaching 
commitment as a percentage of their workload is rising exponentially. Further creating low job 
satisfaction among academics is the lack of formal training or qualifications in teaching, courseware 
design and the new teaching technologies available to them. The report suggests that as many as 75 per 
cent of academics have no teaching training. The combination of increased workloads with little or no 
formal teacher training, and little or no ongoing staff development, was cited by many respondents as a 
major source of dissatisfaction. 
 
Other indicators of falling job satisfaction for Australian academics were the decline in satisfaction with 
salary, which dropped to just 31 per cent, and with job security, which dropped to 43 per cent. All this 
information points to significant concerns for Australian universities, particularly as dissatisfied teachers 
are often not good at hiding their dissatisfaction from their students. Given that the most dissatisfied 
group were mid-career academics, who form the largest group of teaching staff, ignoring the problem will 
have dire consequences for the future. 
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Source: Based on Department of Education, Science and Training, Report on the Work Roles of 
Academics in Australian Universities, 1999, accessed online at 
<www.dest.gov.au/archive/highered/eippubs/eip00_5/execsum.htm>. 
 
 
MYTH OR SCIENCE? – “You Can’t Teach an Old Dog New Tricks!” 
 
Synopsis: This statement is false.  This statement reflects a widely held stereotype. Studies consistently 
demonstrate that older employees are perceived this way, but the evidence indicates that older workers 
(typically defined as people aged 50 and over) want to learn and are just as capable of learning as any 
other employee group. Older workers do seem to be somewhat less efficient in acquiring complex or 
demanding skills. That is, they may take longer to train. But once trained, they perform at comparable 
levels to younger workers. 
 
Trainability has been the subject of much research. There are differences between people in their 
trainability. A number of individual-difference factors (such as ability, motivational level, and 
personality) do influence it; age, however, has not been found to influence these outcomes. 
 
Class Exercise: 
1 Ask students to describe how people, over 50, are different from them or a recent university graduate. 

Record their ideas on the board. [To prime the pump, ask them to compare themselves to their parents 
or grandparents.] 

2 After generating a list of at least 20 characteristics, ask them to help you sort the characteristics into 
two sets: positives regarding work, negatives regarding work. 

3 Discuss with students two ideas: 1) Why are older people different in these ways than younger—i.e., 
older people tell stories about the good old days, and 2) If they were a manager, would the list of 
positives or negatives weigh more heavily in their hiring decision? 

4 Discuss the material above (also found in the student’s text). 
5 Conclude by asking students to research this issue on the WWW (a suggested exercise can be found 

in the WEB EXERCISES found at the end of this chapter, or you can photocopy an article on this 
issue and hand it out in class).  Have them report back in the next class about how the article affected 
their thinking. Start the next class with 15 minutes on discussion of their research. 

 
Full Case: 
‘You Can’t Teach an Old Dog New Tricks!’ 
This statement is false. It reflects the widely held stereotype that older employees have difficulties in 
adapting to new methods and techniques. Studies consistently demonstrate that older employees are 
perceived as being relatively inflexible, resistant to change, and less willing and able to be trained than 
their younger counterparts. But these perceptions are mostly wrong.  
 
Evidence does indicate that older employees (typically defined as people aged 50 and over) are less 
confident of their learning abilities (perhaps due to acceptance of societal stereotypes). Moreover, older 
employees do seem to be somewhat less efficient in acquiring complex or demanding skills, and, on 
average, they are not as fast in terms of reaction time or in solving problems. That is, they may take 
longer to train. Finally, older employees receive less support from supervisors and fellow employees for 
engaging in learning and developmental activities. However, once trained, research indicates that older 
employees actually learn more than their younger counterparts, and they are better at transferring what 
they have learned to the job.  
 
The ability to acquire the skills, knowledge, or behaviour necessary to perform a job at a given level—
that is, trainability—has been the subject of much research. And the evidence indicates that there are 
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differences between people in their trainability. A number of individual-difference factors (such as low 
ability and reduced motivation) have been found to impede learning and training outcomes. However, age 
hasn’t been found to influence these outcomes. In fact, older employees actually benefit more from 
training. Still, the stereotypes persist.  
 
SOURCES: T. Maurer, K. Wrenn and E. Weiss, ‘Toward Understanding and Managing Stereotypical 
Beliefs about Older Workers’ Ability and Desire for Learning and Development’, Research in Personnel 
and Human Resources Management, vol. 22, 2003, pp. 253–85; T. J. Maurer, E. M. Weiss and F. G. 
Barbeite, ‘A Model of Involvement in Work-Related Learning and Development Activity: The Effects of 
Individual, Situational, Motivational, and Age Variables’, Journal of Applied Psychology, vol. 88, no. 4, 
2003, pp. 707–24; J. A. Colquitt, J. A. LePine and R. A. Noe, ‘Toward an Integrative Theory of Training 
Motivation: A Meta-Analytic Path Analysis of 20 Years of Research’, Journal of Applied Psychology, 
vol. 85, no. 5, 2000, pp. 678–707; and  
K. A. Wrenn and T. J. Maurer, ‘Beliefs about Older Workers’ Learning and Development Behavior in 
Relation to Beliefs about Malleability of Skills, Age Related Decline, and Control’, Journal of Applied 
Social Psychology, vol. 34, no. 2, 2004, pp. 223–42. 
 

MYTH OR SCIENCE? – ‘Happy workers are productive workers’ 
 
Synopsis: This statement is generally false. The myth that ‘happy workers are productive workers’ 
developed in the 1930s and 1940s, largely as a result of findings drawn by researchers conducting the 
Hawthorne studies at Western Electric. Based on those conclusions, managers began efforts to make their 
employees happier by engaging in practices such as laissez-faire leadership, improving working 
conditions, expanding health and family benefits such as insurance and reimbursement of university 
tuition fees, providing company picnics and other informal get-togethers, and offering counselling 
services for employees. 
 
But these paternalistic practices were based on questionable findings. Reviews of the research 
indicate that, if there is a positive relationship between happiness (that is, satisfaction) and productivity, 
the correlation is in the low-to-moderate range—somewhere between +.17 and +.30. This means that no 
more than 3–9 per cent of the variance in output can be accounted for by employee satisfaction.  
 
Based on the evidence, a more accurate conclusion is actually the reverse—productive employees 
are likely to be happy employees. That is, productivity leads to satisfaction, rather than the other way 
around. If you do a good job, you intrinsically feel good about it. In addition, assuming that the 
organisation rewards productivity, your higher productivity should increase verbal recognition, your pay 
level and probabilities for promotion. These rewards, in turn, increase your level of satisfaction with the 
job. 
 
 
 
 
Class Exercise: 
1. Brainstorm with students about situations where they knew workers/employees were unhappy with 

the company or their jobs, but still did a reasonably good job. Perhaps have them share insights into 
their own feelings about their school, or a particular class they disliked but still tried very hard. 

2. Discuss why someone who is unhappy with his/her job might work hard at it and do good work. 
3. Why would someone who is happy with his/her job not perform at a higher level than the disgruntled 

worker? 
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4. Students should come to realise that most effort comes from internal drive, not external motivation. 
As a result, a highly internally motivated individual might perform well in any circumstance whereas 
his/her organisational environment would not positively affect a non-internally motivated individual. 

 
Full Case: 
‘Happy Workers Are Productive Workers’ 
This statement is generally true. The idea that ‘happy workers are productive workers’ developed in the 
1930s and 1940s largely as a result of findings drawn by researchers conducting the Hawthorne studies at 
Western Electric. Based on those conclusions, managers worked to make their employees happier by 
focusing on working conditions and the work environment. Then, in the 1980s, an influential review of 
the research suggested that the relationship between job satisfaction and job performance wasn’t 
particularly high. The authors of this review even went so far as to label the relationship as ‘illusory’. 
 
More recently, a review of more than 300 studies corrected some errors in this earlier review. It estimated 
that the correlation between job satisfaction and job performance is moderately strong. This conclusion 
also appears to be generalisable across international contexts. The correlation is higher for complex jobs 
that provide employees with more discretion to act on their attitudes. 
 
It is important to recognise that the reverse causality might be true—productive workers are likely to be 
happy workers, or productivity leads to satisfaction. In other words, if you do a good job, you intrinsically 
feel good about it. In addition, your higher productivity should increase your recognition, your pay level, 
and your probabilities for promotion. Cumulatively, these rewards, in turn, increase your level of 
satisfaction with the job.  
 
It is probably the case that both arguments are right: that satisfaction can lead to high levels of 
performance for some people, while for others, high performance may cause them to be satisfied.  
 
SOURCES: M. T. Iaffaldano and M. Muchinsky, ‘Job Satisfaction and Job Performance: A Meta-
Analysis’, Psychological Bulletin, March 1985, pp. 251–73; T. A. Judge, C. J. Thoresen, J. E. Bono and 
G. K. Patton, ‘The Job Satisfaction–Job Performance Relationship: A Qualitative and Quantitative 
Review’, Psychological Bulletin, May 2001, pp. 376–407; T. Judge, S. Parker, A. E. Colbert, D. Heller 
and R. Ilies, ‘Job Satisfaction: A Cross-Cultural Review’, in N. Anderson, D. S. Ones, H. K. Sinangil and 
C. Viswesvaran (eds), Handbook of Industrial, Work, & Organizational Psychology, vol. 2 (Thousand 
Oaks, CA: Sage, 2001, p. 41); C. N. Greene, ‘The Satisfaction–Performance Controversy’, Business 
Horizons, February 1972, pp. 31–41; E. E. Lawler III, Motivation in Organizations (Monterey, CA: 
Brooks/Cole, 1973); and M. M. Petty, G. W. McGee and J. W. Cavender, ‘A Meta-Analysis of the 
Relationship between Individual Job Satisfaction and Individual Performance’, Academy of Management 
Review, October 1984, pp. 712–21. 
 
 
 
 
 
 
 
 
POINT-COUNTERPOINT – All Human Behaviour Is Learned 



Instructor’s Manual: Robbins et al OB – The Essentials © 2010 Pearson Education Australia 24 

 
Point: 
Human beings are essentially blank slates that are shaped by their environment.  B.F. Skinner, in fact, 
summarised his belief in the power of the environment to shape behaviour when he said, “Give me a child 
at birth and I can make him into anything you want.” 
 
We have a number of societal mechanisms that exist because of this belief in the power of learned 
behaviour.  Let me identify some of them: 
 

 Role of parenting:  We place a great deal of importance on the role of mothers and fathers in the 
raising of children.  We believe, for instance, that children raised without fathers will be hindered 
by their lack of a male role model.  Parents who have continual run-ins with the law risk having 
government authorities take their children from them.  The latter action is typically taken because 
society believes that irresponsible parents do not provide the proper learning environment for 
their children. 

 Importance of education:  Most advanced societies invest heavily in the education of their young.  
They typically provide ten or more years of free education.  In countries like the United States, 
going on to university after finishing high school has become the norm rather then the exception.  
This investment in education is undertaken because it is seen as a way for young people to learn 
knowledge and skills. 

 Job training:  For those individuals who do not go onto university, most will pursue job training 
programs to develop specific work-related skills.  They will take courses to become proficient as 
auto mechanics, medical assistants, and the like.  Similarly, people who seek to become skilled 
trades’ workers will pursue apprenticeships as carpenters, electricians, or pipe fitters.  In addition, 
business firms invest billions of dollars each year in training and education to keep current 
employee skills up-to-date. 

 Manipulating of rewards:  Complex compensation programs are designed by organisations to 
fairly reward employees for their work performance, but these programs are also designed with 
the intention to motivate employees.  They are designed to encourage employees to engage in 
behaviours that manage desires and to extinguish behaviours that management wants to 
discourage.  Salary levels, for instance, typically reward employee loyalty, encourage the learning 
of new skills, and motivate individuals to assume great responsibilities in the organisation. 

 
The above mechanisms all exist and flourish because organisations and society believe that people can 
learn and change their behaviour. 
 
 
Counter Point: 
While people can learn and can be influenced by their environment, far too little attention has been paid 
to the role that evolution has played in shaping human behaviour. Evolutionary psychology tells us that 
human beings are basically hardwired at birth. We start our lives with ingrained traits, honed and adapted 
over millions of years that shape and limit our behaviour. 
 
All living creatures are ‘designed’ by specific combinations of genes with natural selection removing 
faulty design features. Characteristics that help a species to survive tend to endure, for example, 
characteristics of homo sapiens include: 

• Emotions. Stone Age people at the mercy of wild predators and natural disasters learned to trust 
their instincts so today emotions remain the first screen to all information and can never be fully 
suppressed. 

• Risk avoidance. Ancient hunter-gathers weren’t big risk takers, cautious and comfortable with the 
status quo and see change as risky and tended to avoid it. 
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• Stereotyping. To prosper in clan society, early Man had to quickly identify those he could trust 
and those he couldn’t. 

• Male competitiveness. Males in early societies had to engage in games or battles in which there 
were clear winners and losers. Winners attained high status, were viewed as more attractive and 
more likely to reproduce.  

Evolutionary psychology challenges the notion that people are free to change their behaviour, and that 
nature predisposes us to act and interact in particular ways in particular circumstances. 
 
1. Discuss with students how and why they choose subjects within their course. (Caution students at the 

beginning not to name professors teaching the various sections.) 
2. Have students create their own individual lists of criteria. Give them five minutes to create their lists. 
3. Ask for volunteers to record their reasons on the board. 
4. Discuss the reasons, creating a composite list that supports Point and one that supports Counter Point. 
5. Which position is more thoroughly supported by students’ experiences with choosing classes? 
6. Do they think their class-choosing experience would be paralleled in the real work world? Why or 

why not? 
 
[Some points in this argument are based on B.M. Staw, “Dressing Up Like an Organisation: When 
Psychological Actions Can Explain Organisational Action,” Journal of Management, December 1991, pp. 
805-19. Also from J. Pfeifer, “Organisation Theory and Structural Perspectives on Management,” Journal 
of Management, December 1991, pp. 789-803.] 
 
Class Exercise: 
 
Arrange the entire class into two teams, the Affirmative and the Negative, with three members of each 
team to become the debate leaders and to debate the topic with the opposing team. The members of the 
class who are not actively speaking should provide the debate speakers with ideas, facts and data to be 
used in the development of the arguments prior to the debate, and during the debate can be taking notes to 
help the debaters rebut the opposing teams’ views. 
  
Topic “That nature is dominant over nurture” 
 
If students have not had much experience in the past with debating provide the following suggestions for 
the team roles. 
 
Affirmative team’s roles  

1st – defines what they believe the topic to mean, presents the affirmative’s team line, outlines briefly 
what each speaker will discuss, presents the first half of the affirmative teams case. 

2nd – reaffirms the affirmative’s teams line, rebut the main points presented by the 1st negative 
speaker (about 30% of the speech should be rebuttal), presents the second half of the affirmative 
teams case. 

3rd – reaffirms the affirmative’s teams line, rebuts the remaining points of the negative teams case 
(about 70% of the speech should be rebuttal), presents a summary of the affirmative’s case and 
rounds off the debate for the affirmative team. 

 
 
 
Negative team’s roles  
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1st – accepts or rejects the topic definition provided by the affirmative team, presents the negative 
teams line, outlines briefly what each speaker will discuss, rebuts the affirmative speaker (about 
25% of the speech should be rebuttal), presents the first half of the negative teams case 

2nd – reaffirms the negative’s teams line, rebut the main points presented by the 1st affirmative 
speakers (about 30% of the speech should be rebuttal), presents the second half of the negative 
teams case. 

3rd – reaffirms the negative’s teams line, rebuts the remaining points of the affirmative teams case 
(about 70% of the speech should be rebuttal), presents a summary of the negative’s teams case 
and rounds off the debate for the negative team. 

 
 
POINT-COUNTERPOINT – Managers Can Create Satisfied Employees 
 
Point 
Managers Can Create Satisfied Employees 
A review of the evidence has identified four factors conducive to high levels of employee job satisfaction: 

• Mentally challenging work 
• Equitable rewards 
• Supportive working conditions 
• Supportive colleagues 

 
Studies generally find that employee satisfaction is increased when the immediate supervisor is 
understanding and friendly, offers praise for good performance, listens to employees’ opinions, and shows 
a personal interest in them. 
 
Counter Point 
The notion that managers and organisations can control the level of employee job satisfaction is 
inherently attractive. There is a growing body of evidence that challenges that idea. Evidence seems to 
show that employee job satisfaction is largely genetically determined.  
 
You either have happy genes, or you don’t. Approximately 50-80 percent of people’s differences in 
happiness, or subjective well-being, have been found to be attributable to their different genes. Analysis 
of satisfaction data for a selected sample of individuals over a 50-year period found consistently stable 
results over time. This and other research suggests that an individual’s disposition toward life is 
established by his/her genetic makeup, holds over time, and carries over into his/her disposition toward 
work. 
 
Given these findings, there is probably little that most managers can do to influence employee 
satisfaction. The only place where managers will have any significant influence will be through their 
control of the selection process.  
 
 
Tutorial Exercise:   
Do this exercise before discussing the Point-Counter Point with students. 
1. Have students think about two to three jobs they have had, outside of family chores. [Working for a 

family business is okay.] 
2. Ask them to list the jobs at the top of the sheet of paper. 
3. Next have them list what they really liked about the jobs and what they disliked about the jobs. 
4. Ask five-to-ten volunteers to write their job titles on the board and list 3–5 things they really 

like/disliked about each job. 
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5. With the class, look for commonalties across jobs and consolidate them into a list of things people 
like and do not like about work. 

6. Have students then discuss what managers or supervisors could do to increase the likes and decrease 
the dislikes. 

7. Ask if these changes would cause them or others to work harder. Have them explain why it would or 
would not. 

8. Lead the students to draw conclusions about how much their supervisors or managers control things 
that would increase their like or dislike, motivation or demotivation for the job. 

  
[E.A. Locke, “The Nature and Causes of Job Satisfaction,” in M.D. Dunnette (ed.), Handbook of 
Industrial and Organisational Psychology (Chicago: Rand McNally), 1976, pp. 1319–28. See, for 
instance, T.A. Judge and S. Watanabe, “Another Look at the Job Satisfaction-Life Satisfaction 
Relationship,” Journal of Applied Psychology, December 1993, pp. 939–48; R.D. Arvey, B.P. McCall, 
T.J. Bouchard, Jr., and P. Taubman, “Genetic Influences on Job Satisfaction and Work Values,” 
Personality and Individual Differences, July 1994, pp. 21–33; and D. Lykken and A. Tellegen, 
“Happiness is a Stochastic Phenomenon,” Psychological Science, May 1996, pp. 186–89.] 
 
 
QUESTIONS FOR REVIEW 
 
1. Assess the validity of using intelligence scores for selecting new employees. 

Answer – IQ tests are designed to ascertain one’s general intellectual abilities. The seven most 
frequently cited dimensions making up intellectual abilities are number aptitude, verbal 
comprehension, perceptual speed, inductive reasoning, deductive reasoning, spatial visualisation, and 
memory. Jobs differ in the demands they place on incumbents to use their intellectual abilities. The 
more information-processing demands that exist in a job, the more general intelligence and verbal 
abilities will be necessary to perform the job successfully. A careful review of the evidence 
demonstrates that tests that assess verbal, numerical, spatial, and perceptual abilities are valid 
predictors of job proficiency at all levels of jobs. The major dilemma faced by employers who use 
mental ability tests is that they may have a negative impact on racial and ethnic groups. 
 

2. Describe the steps you would take to ensure that an individual has the appropriate abilities to 
satisfactorily do a given job. 
Answer. Abilities are made up of two sets of factors, intelligence and physical.  
Intellectual abilities are needed to perform mental activities for roles that require thinking, reasoning 
and problem solving. The most frequently cited dimensions of intellectual ability include number 
aptitude, verbal comprehension, perceptual speed, inductive reasoning, deductive reasoning, spatial 
visualisation, and memory. A complex job in terms of information-processing requires more general 
intelligence and verbal abilities to perform the job successfully. 
Physical abilities are important for less-skilled and more standardised jobs, jobs in which stamina, 
manual dexterity, leg strength or similar talents. Research has identified that nine basic abilities 
involved in the performance of physical tasks, dynamic strength, trunk strength, static strength, 
explosive strength, extent flexibility, dynamic flexibility, body coordination, balance, stamina. 
 

3. How do age, gender, marital status, ethnicity and race, and seniority affect performance at work? 
Answer. Biographical characteristics are being analysed by research to determine the relationship 
between these variables and outcome variables such as productivity, absence, turnover, deviance, 
citizenship and satisfaction.  
Age is suggested to impact work performance through older employees bringing positive qualities 
such as experience, judgement, strong work ethic and commitment to quality, but those of older age 
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are also perceived as lacking flexibility, and resistant to new technology. However, research reviews 
find that age and job performance are unrelated. 
Gender research demonstrates that there are few if any differences between men and women that will 
affect their job performance.  
Martial status research indicates that married employees have fewer absences, undergo fewer job 
turnovers and are more satisfied with their jobs than unmarried employees. However, two decades 
ago most cohabiting couples were married, today it is more than twice as likely that cohabiting 
couples aren’t married thus much more research is required to identify causal factors. 
Ethnicity and race has been studied quite a bit in OB, particularly in relation to selection decisions, 
performance valuations, pay and discrimination. In employment settings individuals tend to favour 
colleagues of their own race in performance evaluations, promotion decisions and pay raises. 
Minorities received lower ratings in employment interviews, are paid less and promoted less 
frequently. A dilemma faced by employers who use mental ability tests are the negative impacts on 
racial and ethnic groups as racial differences in cognitive ability tests continues to be hotly debated. 
Seniority research has demonstrated that time on a particular job is positively related to job 
productivity, and negatively related to absenteeism and turnover.  

 
4. Explain classical conditioning. 

Answer – is a learning theory developed by a Russian physiologist, Ivan Pavlov, after conducting 
research to teach dogs to salivate in response to the ringing of a bell. Classical conditioning involves 
the key concepts of unconditioned stimulus; conditioned stimulus; and conditioned response. 
Essentially, learning is a conditioned response involving the building of a link between conditioned 
stimulus and an unconditioned stimulus. 

 
5.  Contrast classical conditioning, operant conditioning, and social learning.  

Answer – Classical conditioning grew out of experiments conducted at the turn of the century by a 
Russian physiologist, Ivan Pavlov, to teach dogs to salivate in response to the ringing of a bell. Key 
concepts are unconditioned stimulus; conditioned stimulus; and conditioned response. Learning a 
conditioned response involves building up an association between a conditioned stimulus and an 
unconditioned stimulus. Classical conditioning is passive. Something happens, and we react in a 
specific way. It is elicited in response to a specific, identifiable event. 

Operant conditioning argues that behaviour is a function of its consequences. People learn to 
behave to get something they want or to avoid something they do not want. The tendency to repeat 
such behaviour is influenced by reinforcement or lack of reinforcement. Harvard psychologist B.F. 
Skinner’s research on operant conditioning extensively expanded our knowledge. Any situation in 
which it is either explicitly stated or implicitly suggested that reinforcements are contingent on some 
action on your part involves the use of operant learning. 

Social learning individuals can also learn by observing what happens to other people, by being 
told about something, as well as by direct experiences. It is an extension of operant conditioning, it 
also acknowledges the existence of observational learning and the importance of perception in 
learning. People respond to how they perceive and define consequences, not to the objective 
consequences themselves. The influence of models is central. There are four processes: attentional 
processes, retention processes, motor reproduction processes, and reinforcement processes. 

 
6 How might employees actually learn unethical behaviours on their jobs? 

Answer – Behaviour is shaped through social learning and both positive and negative reinforcement 
results in learning. Thus behaviour such as ‘looking busy’ is likely to elicit the response of not being 
provided with more tasks to perform. 

 
7 Describe the four types of intermittent reinforcers.  
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Answer – In an intermittent schedule, not every instance of the desirable behaviour is reinforced, but 
reinforcement is given often enough to make the behaviour worth repeating. The intermittent payoffs 
occur just often enough to reinforce behaviour. Intermittent techniques are placed into four categories, 
as shown in Figure 2-1. 1) In a fixed-interval reinforcement schedule, rewards are spaced at uniform 
time intervals. 2) In a variable-interval reinforcement, rewards are distributed in time so that 
reinforcements are unpredictable. 3) In a fixed-ratio schedule, after a fixed or constant number of 
responses is given, a reward is initiated. 4) In a variable-ratio schedule, when the reward varies 
relative to the behaviour of the individual, he or she is said to be reinforced.  
 

8  What are the five steps in behaviour modification? 
Answer – The typical OB Mod program follows a five-step problem-solving model: 
• Identifying critical behaviours 
• Developing baseline data  
• Identifying behavioural consequences  
• Developing and implementing an intervention strategy 
• Evaluating performance improvement. 

 
 
9  If you had to take disciplinary action against an employee, how, specifically, would you do it? 

Answer – Every manager will, at some time, have to deal with problem behaviours. Disciplining 
employees for undesirable behaviours tells them only what not to do. It does not tell them what 
alternative behaviours are preferred. Appropriate discipline is clear on what is desired as well as 
having elements of positive reinforcement for doing what is desired. Discipline needs to balance 
strategies to extinguish undesired behaviour with strategies to encourage desired behaviour. 
 

 
10  Describe the four processes in successful social learning. 

Answer – Social learning involves learning by observing what happens to other people, by being told 
about something, as well as by direct experiences. Four processes determine the influence that a 
model will have on an individual.  
• Attentional processes. People learn from a model only when they recognise and pay attention to 

its critical features.  
• Retention processes. A model’s influence will depend on how well the individual remembers the 

model’s action after the model is no longer readily available.  
• Motor reproduction processes. After a person has seen a new behaviour by observing the model, 

the watching must be converted to doing. 
• Reinforcement processes. Individuals will be motivated to exhibit the modelled behaviour if 

positive incentives or rewards are provided.  
 
11. Contrast the cognitive and affective components of an attitude. 
Answer – Attitudes are evaluative statements that are either favourable or unfavourable concerning 
objects, people, or events. A belief is a value statement and the cognitive component of an attitude. It sets 
the stage for the more critical part of an attitude—its affective component. Affect is the emotional or 
feeling segment of an attitude. Attitude essentially refers to the affect part of the three components. In 
contrast to values, attitudes are less stable. In organisations, attitudes are important because they affect job 
behaviour.  
 
12   What is cognitive dissonance, and how is it related to attitudes? 
Answer – Leon Festinger, in the late 1950s, proposed the theory of cognitive dissonance, seeking to 
explain the linkage between attitudes and behaviour. Cognitive dissonance refers to any incompatibility 
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that an individual might perceive between two or more of his/her attitudes, or between his/her behaviour 
and attitudes. Festinger argued that any form of inconsistency is uncomfortable and that individuals will 
attempt to reduce the dissonance. The organisational implications are a greater predictability of the 
propensity to engage in attitude and behavioural change. The greater the dissonance—after it has been 
moderated by importance, choice, and rewards factors—the greater the pressures to reduce it. 
 
13   What is self-perception theory? How does it increase our ability to predict behaviour? 
Answer – Self-perception theory argues that attitudes are used to make sense out of an action. Contrary to 
cognitive dissonance theory, attitudes are just casual verbal statements. Researchers achieve higher 
correlations by pursuing whether or not behaviour influences attitudes. When asked about an attitude 
toward some object, individuals recall their behaviour relevant to that object and then infer their attitude 
from their past behaviour. While the traditional attitude-behaviour relationship is generally positive, the 
behaviour-attitude relationship is stronger.  
 
14   What moderating factors can improve the statistical relationship between attitudes and    
behaviour?  
Answer – Job satisfaction is an individual’s general attitude toward his/her job. Jobs require interaction 
with co-workers and bosses, following organisational rules and policies, meeting performance standards, 
living with working conditions that are often less than ideal, and the like. This means that an employee’s 
assessment of how satisfied or dissatisfied he or she is with his/her job is a complex summation of a 
number of discrete job elements.  
 
Recent research has demonstrated that attitudes significantly predict future behaviour. The most powerful 
moderators are: 
• The importance of the attitude reflects fundamental values, self-interest, or identification with 

individuals or groups that a person values.  
• Its specificity. The more specific the attitude and the more specific the behaviour, the stronger the 

link between the two.  
• Its accessibility. Attitudes that are easily remembered are more likely to predict behaviour than 

attitudes that are not accessible in memory.  
• Whether there exist social pressures. Discrepancies between attitudes and behaviour are more likely 

to occur where social pressures to behave in certain ways hold exceptional power.  
• Whether a person has direct experience with the attitude. The attitude-behaviour relationship is likely 

to be much stronger if an attitude refers to an individual’s direct personal experience. 
 
15   How can managers get employees to more readily accept working with colleagues who are different 
from themselves? 
Answer – Managers can initiate diversity programs that include a self-evaluation phase. People are 
pressed to examine themselves and to confront ethnic and cultural stereotypes they might hold. Additional 
activities designed to change attitudes include arranging for people to do volunteer work in community or 
social service centres in order to meet face to face with individuals and groups from diverse backgrounds 
and using exercises that let participants feel what it is like to be different. 
 
16   What explains the recent declines in employee job satisfaction? 
Answer – There has been a decline in job satisfaction since the early 1990’s—nearly an eight percent 
drop in the US alone. This happened despite that fact that those years were ones of growth and economic 
expansion. Factors that might explain the decline despite growth: increased productivity through heavier 
employee workloads and tighter deadlines, and the general feeling by employees that they have less 
control over their work. While some segments of the market are more satisfied than others, they tend to be 
higher paid and have more highly skilled jobs, which gives workers more control and challenges.  
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17   Do you think job satisfaction means the same thing in all countries? Why or why not? 
 Answer – Survey results demonstrate that most people working in developed countries are satisfied with 
their jobs, comparable research among workers in the United States, Canada, Mexico and Europe indicate 
more positive than negative results. Although research does show that satisfaction varies a lot depending 
on which facet of job satisfaction you are measuring.  
 
18    Are happy workers productive workers? 
Answer – Not necessarily. While happy workers are not necessarily productive workers, the evidence 
suggests that productivity is likely to lead to satisfaction. Organisations with more satisfied employees 
tend to be more effective than organisations with less satisfied employees. It might be true that happy 
organisations are more productive. 
 
19   Contrast exit, voice, loyalty and neglect as employee responses to job dissatisfaction. 
Answer - Exit – the behaviour of the employee is directed towards leaving the organisation,  
voice – the employee actively and constructively attempts to improve conditions, loyalty – the employee 
passively but optimistically waits for conditions to improve, neglect – the employee passively allows for 
conditions to worsen. Exit and neglect behaviours encompass the performance variables and relate to —
productivity, absenteeism, and turnover. Voice and loyalty are constructive behaviours allowing 
individuals to tolerate unpleasant situations or to revive satisfactory working conditions. It helps us to 
understand situations, such as those sometimes found among unionised workers, where low job 
satisfaction is coupled with low turnover. 
  
20  What is the relationship between job satisfaction and absenteeism? Turnover? Which is the stronger 
relationship? 
Answer  – Managers’ interest in job satisfaction tends to centre on its effect on employee performance. 
Research shows a consistent negative relationship between satisfaction and absenteeism. It makes sense 
that dissatisfied employees are more likely to miss work, but other factors have an impact on the 
relationship and reduce the correlation coefficient. Satisfaction is also negatively related to turnover, but 
the correlation is stronger than what we found for absenteeism. Again, other factors such as labour market 
conditions, expectations about alternative job opportunities, and length of tenure with the organisation are 
important constraints on the actual decision to leave one’s current job. Evidence indicates that an 
important moderator of the satisfaction-turnover relationship is the employee’s level of performance.  
 
 

 
 
QUESTIONS FOR CRITICAL THINKING 
 
1. ‘All organisations would benefit from hiring the smartest people they can get’. Do you agree or 

disagree with this statement? Support your answer. 
Answer – This is clearly the philosophy of Microsoft, and it seems to be working. Most other 
organisations focus on experience. Microsoft gives extraordinary attention to one single factor—
intelligence! This has resulted in greater diversity as well. Microsoft believes its greatest asset is the 
collective intellectual resources of its employees.  

 
2. What do you think is more likely to lead to success on a job – a good ability-job fit or personality-

organisation fit? Explain. 
Answer – Research seems to indicate the personality-organisation fit is critical for managers and 
executives to be successful. The key to ability-job fit is knowing how people differ in abilities and 



Instructor’s Manual: Robbins et al OB – The Essentials © 2010 Pearson Education Australia 32 

using that knowledge to increase the likelihood that an employee will perform his or her job well. The 
answer is not really either/or but both/and. 

 
3. What abilities do you think are especially important for success in senior-level management 

positions? 
Answer – Senior-level managerial positions are likely to be performed better by those with strong 
thinking, reasoning and problem-solving skills. Intelligent people are also more likely to emerge as 
leaders of groups.  
 

4. What have you learned about ‘learning’ that could help you to explain the behaviour of students in a 
classroom if (a) the lecturer gives only one test-a final examination at the end of the course? (b) the 
lecturer gives four exams during the term, all of which are announced on the first day of class? (c) 
the student’s grade is based on the results of numerous exams, none of which are announced by the 
lecturer ahead of time? 
Answer – The instructors are using different schedules of reinforcement which may cause the 
students to react according to the type of reinforcement provided. In (a) the instructor is using fixed-
interval, but only once at the end of the course.  Because the students are not getting any 
reinforcement throughout the term, they may not be learning the material as the class progresses.  
Some students may become anxious and “want to know how they are doing,” and others may simply 
wait to the end of the term to study since it “doesn’t make any difference anyway.”  In (b) the 
instructor is using continuous reinforcement at fixed intervals.  This provides students with frequent 
feedback on performance in the class.  Students can adjust their inputs (studying, class attendance, 
etc.) based on the feedback the tests provide.  In (c) the instructor is using variable-interval type of 
reinforcement.  Because the course performance measurements are unpredictable, students would 
need to stay on top of the material to be ready for a test or quiz. 
 

5.  “Managers should do everything they can to enhance the job satisfaction of their employees.” Do   
you agree or disagree? Support your position.  

Answer – Students will probably argue for yes, however, the reality is there may not be any 
productivity or bottom line positive reason for doing so. In the real world, managers’ interest in job 
satisfaction tends to centre on its effect on employee performance. Happy workers are not necessarily 
productive workers, but evidence suggests that productivity is likely to lead to satisfaction. Also, 
organisations with more satisfied employees tend to be more effective than organisations with less 
satisfied employees. It might be true that happy organisations are more productive. Also, it makes 
sense that dissatisfied employees are more likely to miss work, but other factors have an impact on 
the relationship and reduce the correlation coefficient.  

 
6.   Discuss the advantages and disadvantages of using regular attitude surveys to monitor employee job 

satisfaction. 
Answer – Using attitude surveys on a regular basis provides managers with valuable feedback on 
how employees perceive their working conditions. Policies and practices that management views as 
objective and fair may be seen as inequitable by employees in general or by certain groups of 
employees. Employee behaviours are often based on perceptions, not reality. The use of regular 
attitude surveys can alert management to potential problems and employees’ intentions early so that 
action can be taken to prevent repercussions. On the other hand, the use of surveys may create an 
expectation for change that may or may not actually come about. 

 
7.  ‘It doesn’t matter how employees say they feel about their employers. What really matters in terms of 

behaviour is whether they have better options out there.’ Is there any evidence to support or refute 
this statement? 
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 Answer – Research demonstrates that there is a strong negative relationship between job satisfaction 
and turnover, suggesting that employees who are dissatisfied with their work will engage in 
behaviours designed to exit the organisation. Moderators of this relationship do exist in factors such 
as labour-market conditions, expectations about alternative job opportunities, and length of tenure. 

  
8.   When employees are asked whether they would again choose the same work or whether they would 

want their children to follow in their footsteps, typically less than half answer in the affirmative. 
What, if anything, do you think this implies about employee job satisfaction? 

Answer – This could indicate something relevant, such as attitude survey results are not accurate; it 
could reflect something totally irrelevant to what is being measured, i.e., parents desire for the 
children to “do better” than they are, so they wish for a better professional career for their children. 
Or it could reflect that, while the parents like their jobs, they know that their careers are not good 
matches for them.  

 
9. George Loewenstein, an economist at Carnegie-Mellon University in the United States, recently said: 

‘I think it is possible to way overestimate the importance of happiness. Part of the meaning of life is 
to have highs and lows. A life that was constantly happy was not a good life.’ Do you agree or 
disagree with Professor Loewenstein? 
Answer – Students may identify a range of responses for this question. One of the theories that may 
be incorporated here is the theory positive and negative affectivity. Or, that some people are 
predisposed to being positive and to experience happiness in all aspects of their life, while others are 
predisposed to being negative and experiencing dissatisfaction in many aspects of their life. While 
most people may experience highs and lows throughout their life course, some organisations may use 
this type of comment to explain why their employees are dissatisfied instead of seeking to understand 
the cause of the dissatisfaction and attempting to improve their employees’ attitudes. 
 

 
 
 
EXPERIENTIAL EXERCISE – Positive Reinforcement Versus Punishment  

 
Purpose – To demonstrate the power of positive and negative reinforcement.  
Time required – Approximately 20 minutes 
Participant roles – Select two volunteers. 
 
The Task 
 
1. The two volunteers are selected to receive reinforcement from the class while performing a particular 

task. The volunteers leave the room. 
2. Identify an object for the student volunteers to locate when they return to the room. (The object 

should be unobtrusive but clearly visible to the class.)  Examples that have worked well include a 
small triangular piece of paper that was left behind when a notice was torn off a classroom bulletin 
board, a smudge on the chalkboard, and a chip in the plaster of a classroom wall. 

3. The instructor specifies the reinforcement contingencies that will be in effect when the volunteers 
return to the room.  
• For negative reinforcement, students should hiss or boo when the first volunteer is moving away 

from the object.  
• For positive reinforcement, they should cheer and applaud when the second volunteer is getting 

closer to the object. 
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4. The instructor should assign a student to keep a record of the time it takes each of the volunteers to 
locate the object. 

5. Volunteer 1 is brought back into the room and told,  
• “Your task is to locate and touch a particular object in the room, and the class has agreed to help 

you. You cannot use words or ask questions. Begin.” 
• Volunteer 1 continues to look for the object until it is found, while the class assists by giving 

negative reinforcement. 
6. Volunteer 2 is brought back into the room and told,  

• “Your task is to locate and touch a particular object in the room, and the class has agreed to help 
you. You cannot use words or ask questions. Begin.”  

• Volunteer 2 continues to look for the object until it is found, while the class assists by giving 
positive reinforcement. 

7. Conduct a class discussion. Have the timekeeper present the results on how long it took each 
volunteer to find the object. 

 
 
Teaching note 
 
Lead a class discussion: 
 
1. What was the difference in behaviour of the two volunteers? 
2. What are the implications of this exercise to reinforcement schedules in organisations? 
3. Discuss specific contexts where negative reinforcement would be best and situations where positive 

would be best. Students may well feel that only positive reinforcement should be used, particularly if 
they come out of a public school system with a heavy emphasis on self-esteem. 

 
[Source: Adapted from an exercise developed by Larry Michaelson of the University of Oklahoma. With 
permission.] 
 
EXPERIENTIAL EXERCISE – Challenges in Negotiating with Chinese Executives 
 
Purpose – To demonstrate the power of power and negative reinforcement  
Time required – Approximately 50-60 minutes 
Participant roles – Team members developing strategy 
 
The Task 
 
Form into teams of three to five members each. All your team’s members work for a company that 
manufactures bathroom fixtures such as sinks, toilets, and bathtubs. Your company’s senior management 
has decided to make a serious effort to expand sales of its fixtures into the Chinese market. To begin the 
process, your team has been chosen to make a 10-day trip to Beijing and Shanghai to meet with 
purchasing executives at half-a-dozen Chinese residential and commercial real estate construction 
developers.  
 
Your team will be leaving for its trip in a week. You will have a translator in both cities, but your team 
wants to do whatever it can to make a good impression on the Chinese executives they will be meeting. 
Unfortunately, the members of your team have a relatively limited knowledge of Chinese culture. To help 
with the trip, one of your team members has found a brochure that summarises some of the unique 
characteristics of the Chinese and that might prove valuable in opening negotiations. The highlights of 
that brochure included:   
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• China is a group-oriented society and any negotiations must cover the interests of many different 
parties. 

• Emphasis is placed on trust and mutual connections. 
• The Chinese are interested in long-term benefits. 
• The Chinese seem to have a compelling need to dwell on the subject of friendship. 
• Initial business meetings are devoted to pleasantries, such as serving tea and chit chat. 
• So as not to lose face, Chinese prefer to negotiate through an intermediary. 
• Chinese expect reciprocal invitations—if a banquet is given in the honour of your team, they expect 

you to give a banquet for their team. 
• The Chinese are sensitive about foreigners’ comments on Chinese politics. 
• The Chinese are punctual and expect others will arrive promptly on time for each meeting. 
• The Chinese are well aware of Americans’ reputation for impatience. They will often take their time 

in decision making to gain an advantage in negotiations. 
• The Chinese do not like to be touched or slapped on the back or even to shake hands. A slight bow 

and a brief shake of the hands are more appropriate. 
• The Chinese generally believe that foreign business persons will be highly qualified technically in 

their specific area of expertise. 
• Chinese posture becomes rigid whenever they feel their goals are being compromised. 
• Very often, several visits are necessary to consummate any business transaction. 
• Foreigners should not focus on the individual Chinese person but rather on the group of individuals 

who are working for a particular goal. 
• Telephone calls and fax machines are a vital part of Chinese business, but they think important 

business is conducted only face to face. 
• In negotiations with the Chinese, nothing should be considered final until it has been actually realised. 
 
Your team has 30 minutes to rough out a strategy for meeting with the Chinese purchasing executives. Be 
as specific as possible. When finished, be prepared to present your strategy to the entire class. 
 
This exercise is based on information in R. Harris and R. T.Moran, Managing Cultural Differences, 4th 
ed. (Houston, TX: Gulf Publishing, 1996), pp. 252–57. 
 

 
 
 
ETHICAL DILEMMA – Is OB Mod a form of Manipulation? 
 
Synopsis: The two questions driving this ethical dilemma are is OB a form of manipulation and is it 
unethical for managers to manipulate the behaviour of employees. Critics suggest that OB Mod is 
manipulation of employees and when managers purposely select the consequences to control employee 
behaviour they rob employees of their individuality and freedom of choice. The ethics of manipulation is 
also debated and often centres on the meaning of manipulation as something devious or conniving. Others 
suggest that manipulation is merely thoughtful effort to control outcomes.  
 
Teaching Notes: 
1. In the discussion of the results, raise the issue of the ethicality of shaping behaviour with negative and 

positive reinforcement. “Is it right for a manager to use these techniques to direct the behaviour of an 
employee?” 

2. Students may need help making the mental transition from being individual contributors (they are 
responsible only for themselves and their own goals as students) to the position of a manager 
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(responsible for others and getting things done through others). What they see as manipulation as 
students may be perfectly legitimate as someone who works through others. 

 
Full Case: 
Two questions: Is OB Mod a form of manipulation? And if it is, is it unethical for managers to manipulate 
the behaviour of employees?  
 
Critics of OB Mod say that it manipulates employees. These critics argue that when managers purposely 
select consequences to control employee behaviour, they rob employees of their individuality and 
freedom of choice. For instance, some companies reinforce safe working conditions through a game 
called Safety Bingo. Every day that the workplace has no accidents, employees can draw a number for 
their bingo card. The first employee to fill a bingo card wins a television set. This program, critics might 
argue, pressures employees to behave in ways they might not otherwise engage in. It makes these human 
beings little different from the seal at the circus who, every time it does its assigned trick, is given a fish 
by its trainer. Only instead of getting a fish, some employee walks off with a television or similar prize.  
 
On the question regarding the ethics of manipulation, the answer typically surrounds what the term 
‘manipulation’ means to you. Some people believe the term has a negative connotation. To manipulate is 
to be devious or conniving. Others, however, would argue that manipulation is merely the thoughtful 
effort to control outcomes. In fact, one can say that ‘management is manipulation’ because it is concerned 
with planned efforts to get people to do what management wants them to do.  
 
What do you think? 
 
 
 
ETHICAL DILEMMA – Are Americans Overworked? 
 
Synopsis: Europeans pride themselves on their quality of life, and rightly so. In a recent worldwide 
analysis of quality of life, the United States ranked 13th, behind European countries. Factors considered in 
the study were material well-being, health, political stability, divorce rates, job security, political freedom 
and gender equality, among other factors. Most European nations have restricted work week hours, a 
month or more vacation time, whereas Americans have the fewest vacation days and longest average 
work week in the world. A Harvard economist, Juliet Schor, argues that the United States ‘is the world’s 
standout workaholic nation’ with employees overworked. In many European nations the maximum work 
week hours is 35. Recently the French parliament voted to do away with the rule to allow business more 
flexibility. Opponents of the new rule argue that it will inevitably detract from quality of life. 
 
Questions 
 
1.  Why do you think quality of life is lower in the United States compared to many European nations? Do 
you think quality of life in the United States would increase if the government required a minimum 
number of vacation days or limited work hours? 
 Answer – The case suggests that many Europeans would credit their high quality of life on a range of 
variables including free health care, more generous unemployment benefits, and greater emphasis on 
leisure as opposed to work. The culture in the United States is fundamentally different based on the 
workaholism analysis provided by the Harvard economist. To change the attitudes of employees 
increasing the minimum number of vacation days and limiting work hours may force employers and 
employees into placing more emphasis on leisure as opposed to work, however, such a fundamental 
cultural shift is not undertaken simply or easily. 
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2.  Where do you think Australia would place in comparison with the countries named above? Why 
should Australia be ranked lower than America on quality of life if we have 35-hour work weeks and at 
least four weeks’ annual leave each year? 
 Answer -  The quality of life for Australians is most likely similar to that of the United States, statistics 
have demonstrated that Australians are working longer and harder than ever before. Although work week 
hours for average workers are set at 36.5, the majority of employees are working overtime either paid or 
unpaid or have had the work that they do intensified. In some cases under the new workplace relations 
legislation workers are also now ‘buying’ out part of their annual leave and not having taking their full 
four weeks annual vacation – leading towards the development of a workaholic attitude. 
 
3. Do you think the French parliament was right to eliminate the 35-hour work week limit? Do you 
think the quality of French life will suffer? How might it impact on the high unemployment rate in France 
if those who are employed are able to work longer hours? 
 Answer – The culture of the French population may not change quickly given the flexibility in working 
hours; however, over time employers and employees may become accustomed to longer working hours 
and therefore reduce the focus on quality of life that people have had in the past. Enabling existing 
workers to extend their working hours does put pressure on those who are unemployed or underemployed 
as organisations will not find it necessary to increase staff numbers if they are able to increase staff hours. 
 
4. Do you think employers have an obligation to watch out for the quality of life of their employees? 
Could that translate into protecting employees from being overworked? 
 Answer – This question will raise a range of views and attitudes from students regarding the role of the 
employer. Some may suggest that the European perspective is overly paternalistic and that employees 
have the right to choose to work as many hours as they deem appropriate and that employers are not 
responsible for the decisions made by their adult workers. Alternatively some may suggest that employers 
have a duty of care towards their staff and that organisations should be concerned with the satisfaction 
levels and the quality of life of their staff. 
 
5. Does it make a difference that the unemployment rate in Europe is roughly double that of the United 
States and that Europe’s gross domestic product is about half of the United States? 
 Answer – In relation to the quality of life these factors do make a difference as it demonstrates that the 
United States production levels are double that of Europe with many more people actively engaged in 
work (and therefore contributing to the production levels), therefore, greater pressure is placed upon 
employees to help their organisations achieve business targets and outcomes. 
 
Full Case: 
Europeans pride themselves on their quality of life, and rightly so. In a recent worldwide analysis of 
quality of life, the United States ranked 13th. The 12 nations that finished ahead of the United States were 
all from Europe. Factors considered in the analysis were material well-being, health, political stability, 
divorce rates, job security, political freedom and gender equality, among other factors.  
 
Many Europeans would credit their high quality of life to their nations’ free health care, more generous 
unemployment benefits, and greater emphasis on leisure as opposed to work. Consider that most 
European nations mandate restricted work week hours and a month or more of vacation time, but 
Americans have among the fewest vacation days and longest average work week in the world. Juliet 
Schor, a Harvard economist who has written on the subject, argues that the United States ‘is the world’s 
standout workaholic nation’, and that US employees are trapped in a ‘squirrel cage’ of overwork. Some 
argue that mandated leisure time would force companies to compete within their industry by raising 
productivity and product quality, rather than by requiring workers to put in more hours.  
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Many European nations also place limits on the hours employers can require employees to work. France, 
Germany and other nations limit the work week to 35 hours. Recently, after much debate, the French 
parliament voted to do away with the rule that set 35 hours as the maximum work week. The justification 
was that more flexible rules would allow French companies to compete more effectively so that, if 
business required it, they could pay employees for longer hours. Opponents of the new rules argue that it 
puts the decision of how much to work in the individual’s hands. These people argue that it will 
inevitably detract from quality of life and give employers power to exploit workers. A French union 
leader said, ‘They say it is the worker who will choose how much to work, but they are lying because it is 
always the employer who decides.’  
 
Sources: Juliet Schor, The Overworked American: The Unexpected Decline of Leisure (New York: Basic 
Books, 1992); C. S. Smith, ‘Effort to Extend Workweek Advances in France’, New York Times, 10 
February 2005, p. A9; and ‘The Economist Intelligence Unit’s Quality-of-Life Index’, The Economist, 
2005: <www.economist.com/media/pdf/QUALITY_OF_LIFE.pdf>. 
 
 
 
CASE STUDY – Professional Sports: Rewarding and Punishing the Same Behaviour? 
 
Synopsis: NRL chief David Yallop is feeling the heat as a result of a growing number of off-field 
incidents involving high-profile league players where violence and heaving drinking have occurred, 
sometimes towards women. Although severe penalties are imposed these incidents continue to tarnish the 
reputation of rugby league as a family reaction and sport. The problem may be that the same system 
which punishes those being involved in off-field incidents also reinforces behaviour by receiving large 
amounts of advertising revenues from sponsorship from alcohol producers.  
 
Teaching Notes: Student answers will vary, but could include the elements bulleted below each question. 
 
Questions: 
 

1. What type of reinforcement schedule does severe monetary fines and/or suspensions for alcohol-
related behaviour represent? Is this type of schedule typically effective or ineffective? 
• A suspension represents punishment or the act of causing an unpleasant condition in an 

attempt to eliminate an undesirable behaviour 
• When behaviours are not reinforced it tends to gradually extinguish 
• The reinforcement schedule appears to be continuous, that is, each time the behaviour occurs 

(or is detected) the punishment is applied. 
 

2. What are some examples of behaviours in typical organisations that supervisors reward, but 
which may actually be detrimental to others or to the organisation as a whole? As a manager, 
what might you do to try and avoid this quandary? 
• Internal competition as opposed to collaboration can often result from the use of sales 

commissions, the competition can be divisive and cause a reduction in employee citizenship 
behaviours 

• Developing semi-autonomous work teams which receive an allocation of funds based on the 
performance of the team can create internal conflict between teams and as a consequence 
result in lower company productivity and interaction between teams 

• When choosing to reinforce certain behaviour, managers need to consider the potential 
consequences of the ratio schedules chosen and the implications not just at the individual but 
also at the group and organisational level 
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3. If you were the chief executive officer of the NRL, what steps would you take to try to reduce the 
alcohol-related incidents off the field? Is punishment likely to be the most effective deterrent? 
Why or why not? 
• Punishment is still likely to be used as the behaviour needs to be extinguished 
• Reinforcement of positive behaviour is also required, as behaviour will change and the 

change will become more permanent if both punishment of poor behaviour and reinforcement 
of positive behaviour is established 

 
4. Is it ever OK to allow potentially unethical behaviours, which on the surface may benefit 

organisations, to persist? Why or why not? 
• Unethical behaviour should not be condoned by organisations. Employees and business 

behaving in an unethical manner can have long term effects on the sustainability of the 
business and the relationships of staff.  

 
Full Case: 
Professional Sports: Rewarding and Punishing the Same Behaviour? 
 
NRL chief David Yallop is feeling the heat, but not the kind an action-packed rugby league match brings. 
He has been faced with a mounting number of off-field incidents involving high-profile league players 
where violence and heavy drinking have occurred, sometimes involving violence towards women. 
Despite severe penalties from clubs and the NRL, these incidents continue to tarnish the reputation of 
rugby league as a family recreation and sport. On one hand, clubs invest heavily in honing their athletes’ 
physical skills and teamwork skills involving a lot of team bonding, but when these same players need to 
unwind afterwards, those same attributes are causing problems. Alcohol and violence often go together, 
but when it involves high-profile NRL players, it creates many problems. It turns otherwise normal 
people into media villains and darkens the game’s reputation. This often occurs when teammates, whom 
clubs encourage to bond together for superior performance on the field, get into serious trouble off the 
field.  
 
But here is the problem: the same system that punishes those who become involved in off-field incidents 
may also reinforce such behaviour. Rugby league administrators appear to be genuinely interested in 
eliminating off-field incidents involving alcohol, but are quite happy to receive large amounts of 
advertising revenues for sponsorship of the game. And the current repercussions for players may not serve 
as a strong deterrent, judging from the frequency of incidents. A fine of between $10000 and $50000, or a 
four-match suspension, may be a relatively minor setback compared to the hundreds of thousands that can 
be earned for becoming an all-star player.  
 
Take Tavita Latu, formerly a star player of the Cronulla Sharks club, as an example. In 2006, he became 
the first rugby league player to be summarily sacked in the wake of an off-field incident involving alcohol 
and claims of assault. Now his rugby league career is over, with David Yallop telling all the clubs that the 
NRL will never again license this player. No appeal was permitted, despite no criminal charges being 
heard in court at the time of the sacking. Despite his apology to the club, his teammates and rugby 
league’s fans, this young star’s career is over for good. Meanwhile, the NRL and many of the rugby 
league clubs continue to accept significant sponsorship from alcohol producers.  
 
It appears that professional sports may be trying to have their cake and eat it too. As we have seen, 
behaviour that may lead individuals and teams to fame and fortune on the field may also be behaviour 
worthy of punishment off the field. 
 
Source: Adapted from <www.nrl.com/News/MediaReleases/Media 
ReleaseArticle/tabid/79/NewsId/1294/Default.aspx> (14 June 2006).  
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CASE STUDY 3 – Long Hours, Hundreds of Emails and No Sleep: Does this Sound Like a Satisfying 
Job? 
 
Synopsis: The case provides the work life examples of five executives from a range of businesses, all of 
whom spend extreme amounts of time at work, with most reporting someone between 80 to 100 hours per 
week, with others travelling between 300,000 to 500,000 kilometres per year all over the world. While 
many individuals would balk at the prospect of a 60-hour or more work week with constant travelling and 
little time for anything else, some are exhilarated by such professions. According to ACTU 2002 figures, 
approximately 31 per cent of all employees worked more than 48 hours per week, with more than 2.4 
million employees working more than 45 hours per week. Figures for managers aren’t available but are 
likely to be much higher, with 60-hour weeks the norm for most managers.  
 
Teaching Notes: Student answers will vary, but could include the elements bulleted below each question. 
 
Questions: 
 
1. Do you think that only certain individuals are attracted to these types of jobs, or is it the 

characteristics of the jobs themselves that are satisfying? 
The characters portrayed in the case examples are all satisfied and motivated by their positions. David 
Morgan recognises that he is a workaholic and isn’t setting a good example for an organisation trying to 
promote family-friendliness, but the case also suggests that realistically it isn’t unusual to expect a CEO 
of one of Australia’s larges corporations to work 90 to 100 hours per week. Other characters in the 
example discuss the facets of their job that excite and motivate them to work extreme hours, none of 
whom report the hours or amount of travelling to be a problem. It is difficult to determine whether it is the 
characteristics of the positions or the people which have lead to the extreme amount of time devoted to 
the pursuit of their work. 
 
2.  What are some characteristics of these jobs that might contribute to greater levels of job 

satisfaction? 
The work itself or the facets of the job are characteristics which the executives in the case find 
challenging and rewarding. The roles occupied by the case respondents are characterised by substantial 
variety, autonomy and knowledge of results (all factors for increasing satisfaction). A particularly 
interesting example is Irene Tse, who claims that she hasn’t slept completely through the night in years 
and frequently wakes up to check the global market status, and further suggests that she has worked this 
way for ten years and can count on the fingers of the hand the number of days in her career when she 
didn’t want to come to work.  
 
3. Given that the five individuals we just read about tend to be satisfied with their jobs, how might this 

satisfaction relate to their job performance, citizenship behaviour and turnover? 
Based on the theory of workplace attitudes, the executives in the case are likely to be demonstrated 
positive work performance outcomes, be likely to demonstrate greater organisational citizenship 
behaviours and be less likely to turnover in comparison with executives who do not report the same level 
of satisfaction. 
 
4. Recall David Clark’s statement, “There are plenty of people who would love to have this job.” How 

might Clark’s perception of having a job that many others desire contribute to his job satisfaction. 
Having the perception that many others would equally ‘love’ to have his job is providing Clark with an 
external referent through which to compare. As a consequence he is comparing himself and his position 
favourably which would enhance his job satisfaction. 
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ADDITIONAL WEB EXERCISE 
The following exercise is provided  in addition to that supplied in the text, and may be offered to students 
interested in further exploring OB topics on-line. 
 

Exploring OB Topics on the World Wide Web 
 
Search Engines are our navigational tool to explore the WWW.  Some 
commonly used search engines are: 
 

www.excite.com                             www.google.com  
www.yahoo.com                               www.lycos.com  
www.hotbot.com                       www.looksmart.com  

 
1. Do a WWW search on age discrimination.  Choose three sites that each deal with a different 

aspect of age discrimination. Write a one page paper outlining the key points of the information 
obtained and how it confirms or disconfirms what we learned about older workers in this chapter. 

 
2. Find a current article of an organisation that has been involved in an age discrimination suit. 

What were the specific issues involved? If resolved, what was the outcome?  Bring a copy of the 
web page to class and be prepared to discuss it.   

 
3. Shaping as a tool for changing behaviour and outcome is used in a wide variety of ways.  Perform 

a search on “shaping behaviour” or similar other key words and analyse the results.  Write a list 
of all the ways this strategy is used—and who is using it (businesses, occupations, etc.).  Bring 
your list to class to discuss. 

 
4. Visit http://sun.science.wayne.edu/~wpoff/cor/mem/operschd.html to learn more about the 

“Skinner Box” and schedules of reinforcement.  While there click on the other links to learn more 
about reinforcers, operant conditioning, and a definition of behaviour.  Then visit 
http://www.pigeon.psy.tufts.edu/eam/eam2.htm for more information on schedules of 
reinforcement and how it applies to humans and animals. 

 
5. Top executives and tough jobs.  Learn more about the skills and abilities managers need, like 

intelligence, leadership, motivation, etc., to be successful.  Visit the About.com site and learn 
more.  Print and bring an article to class for discussion.  Try these pages or do your own search on 
About.com.  Be sure to select links that look interesting found in the left frame. 

 
www.learning.about.com 
www.psychology.about.com 
 

6. There is lots of advice about controlling absenteeism in the workplace.  Read the advice given at 
the sites below.  Use what you have learned from the chapter and these sites and write a short 
description of the method you would use as a manager for controlling absenteeism.   

 
http://www.employer-employee.com/absent.html 
http://www.benefits.org/interface/cost/absent2.htm 
http://www.careerknowhow.com/absenteeism.htm 
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ADDITIONAL WEB EXERCISE 
The following exercise is provided  in addition to that supplied in the text, and may be offered to students 
interested in further exploring OB topics on-line. 

 
Exploring OB Topics on the World Wide Web 

 
Search Engines are our navigational tool to explore the WWW.  Some 
commonly used search engines are: 
 
www.excite.com                             www.google.com  
www.yahoo.com                               www.lycos.com  
www.hotbot.com                       www.looksmart.com  

 
1. Jeff Van Duzer wrote an excellent piece on ethics in business which can be accessed at  

http://www.ethix.org/essay.html .  Write a two page paper relating his three pragmatic factors 
(speed, spin and stuff) to your life as a student or employee.  Have you felt the pressure he talks 
about?  Do you think they are contributors to ethical lapses as he suggests?  Do you think the 
strategies he recommends are ones you could apply to your life as a student or employee?  For 
example, you might find donating money at this time unpractical, but maybe you are donating 
time as a tutor or at other campus activities. 

 
2. How satisfied are you with your job (or a job you had in the past)?  Take a job satisfaction quiz at 

http://www.humanlinks.com/orgsn/job_satisfaction.htm . 
 

3. Job satisfaction—what are people saying about their job satisfaction?  Try these web sites to find 
out more about what local workers are saying: 

 
http://www.inc.com/magazine/19980601/946.html  
http://www.computerworld.com/careertopics/careers/story/0,10801,61742,00.html  
http://www.humanlinks.com/orgsn/job_satisfaction.htm  

 
Are you surprised at what you read?  Write a paragraph or two on the three most important facts 
you learned from these web sites.  Bring to class for further discussion. 

 
4. What do workers value?  At Workforce.com you will find several articles on the topic.  (You will 

need to complete a free registration.)  Here is one article that gives an overview of what workers 
value:  http://www.workforce.com/archive/article/21/97/39.php .  The article states that values are 
changing and gives new trends.  Are they really changes, or are we just more aware of them now?  
Write a paragraph or two stating why you agree or disagree with the article. 

 
5. What is the state of employee loyalty?  Do organisations even care if employees are loyal?  What 

are the consequences if they are not?  Conduct a web search on employee loyalty and write a two 
page paper answering the above questions.  www.workforce.com has several excellent articles on 
the topic (you will need to complete a free registration to access them.) 
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6. Organisations often conduct attitude surveys of their employees.  What is it that they want to 
know?  Go to: http://www.hr-survey.com/EmployeeAttitude.htm to learn more about employee 
attitude surveys.  Write a paragraph or two on what you think would be the three most important 
topics would be to include on an attitude survey and why. 

 


