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Student briefing

What are the aims of this text?
Introduce  

the subject
We aim to bring the study of behaviour in organizations to undergraduate and postgraduate 
students who have little or no social science background.

Link to practice We aim to show how organizational behaviour concepts, theories and techniques can be 
applied in work and management settings.

Recognize 
diversity

We aim to raise awareness of the range of social and cultural factors that affect behaviour 
in organizations.

Stimulate  
debate

We aim to promote a challenging, critical perspective, observing that the ‘correct’ answers 
to organizational questions, and solutions to problems, rely on values, judgements and ide-
ology, as well as on evidence.

Who are our readers?
Our target readers are students who are new to the social sciences, and to the study of 
organizational behaviour. This is a core subject on most business and management degree, 
diploma and masters programmes. Accountants, architects, bankers, computer scientists, 
doctors, engineers, hoteliers, nurses, surveyors, teachers and other specialists, who have 
no background in social science, may find themselves studying organizational behaviour as 
part of their professional examination schemes.

What approach do we adopt?
Social science 

perspective
Our understanding of organizations derives from a range of social science disciplines. 
Other texts adopt a managerial, psychological or sociological perspective. However, many 
occupations benefit from an understanding of organizational behaviour. Not all students 
are going to be managers, psychologists or sociologists.

Self-contained 
chapters

The understanding of one chapter does not rely on others. The material does not have to 
be read in the sequence in which it is presented. Ideas and theories are developed from the 
organizational context, to individual psychology, through social psychology, to organiza-
tional sociology, politics and management topics. Chapters cover both theory and practice, 
classic and contemporary.

Challenging ideas Many of the issues covered in this text are controversial, and competing views are 
explained. The aim is not to identify ‘correct answers’ or ‘best practices’, which are often 
simplistic and misleading. The aim is to raise further questions, to trigger discussion and 
debate, and to stimulate critical thinking.

Flexible design This book works with many semester-based introductory-level programmes. Our Spring-
board feature suggests sources for more advanced assignment work. Organizational behav-
iour overlaps with other subjects such as human resource management, and this book is 
useful for those modules, too.
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Comparative 
analysis

One way to highlight how we behave in organizations is to compare our experience with 
that of others. As a student, you engage routinely in comparative analysis, on railways and 
aircraft, in buses, hotels, restaurants and hospitals. Is that management behaviour appro-
priate? Is that employee response effective? Does our theory help us to understand those 
behaviours, or not?

Too many theories?
Students who are new to organizational 
behaviour often complain about the num-
ber of different theories. You will see this, 
for example, in our discussion of motivation, 
culture, leadership and power. Does this 
mean that the field is immature? How can all 
of these theories be ‘right’? It does not help 
that many organizational behaviour theories 
were first developed decades in the past.

Marc Anderson (2007) argues that differ-
ent theories are valuable because they help 
us to fill our ‘conceptual toolbox’. We live 
in a complex world, and we need a variety 
of tools and perspectives to deal with the 

many, and changing, issues and problems 
that we face. This means that one theory 
could be helpful in one context, but a dif-
ferent perspective could be useful in another 
setting. An idea that appears to be of limited 
value today may help us to deal with tomor-
row’s challenges.

There are no ‘right or wrong’ theories, or 
‘one best way’. There are only theories that 
are more or less useful in helping us to deal 
with different issues in different settings at 
different times. We benefit from having ‘too 
many theories’. This is not a problem.

What aids to learning are included?
Learning outcomes

Key terms

Exercises

Chapters open with clear learning outcomes.
Chapters open with a list of the key terms that are then explained, and these are combined 
in the Glossary.
Each chapter has two learning exercises for tutorial or seminar use, and these can be used 
in a flexible way.

What would  
you do?

A problem or incident opens each part of the text, and you are asked to make, and to jus-
tify, your decision.

Learning  
resources

Home viewing

OB cinema 

OB on the web

The companion website for this text contains an additional set of resources related to each 
chapter.
Each chapter identifies a movie which illustrates the topic in a graphic, entertaining and 
memorable way, for home viewing.
In each chapter movie clips are identified for classroom use, illustrating specific issues, 
concepts or arguments for analysis.
One or two websites or short videos have been selected for the way in which they illustrate 
the chapter material.

Stop and think You are regularly invited to stop, to think through controversial and contradictory issues, 
to apply ideas and arguments to your own experience, to question your assumptions.

Revision Each chapter closes with sample examination questions, which can be used for personal 
study or as tutorial exercises.

Cartoons In order to make the subject interesting and memorable, we include novel, varied and 
unusual material such as cartoons, illustrations and research boxes, to change the pace, 
rhythm and appearance of the text.

xxiv Student briefing
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Recap Each chapter closes with a section summarizing the chapter content with respect to the 
learning outcomes.

Research 
assignment

A focused information-gathering project involving either a website search, library exercise, 
or interviewing, or a combination of methods is included in each chapter.

Invitation to see The opening of each Part of the text is prefaced with a photograph showing how work 
and organizations are portrayed; visual images are rarely neutral, and you are invited 
to ‘decode’ these pictures, identifying the obvious and more subtle meanings that they 
promote.

Employability Employability has been defined as ‘a set of achievements, skills, understandings and per-
sonal attributes, that make graduates more likely to gain employment and be successful in 
their chosen occupations, which benefits themselves, the workforce, the community and 
the economy’ (Yorke, 2006, p.8).

Employability and OB
Knowledge of this subject can improve your employability and career prospects. What 
are employers looking for? A qualification alone may not be enough. Most organizations 
are also looking for other ‘competencies’ – behaviours, skills, attributes and experiences 
that they expect you to have, or to develop, in order to perform effectively at work (Egan, 
2011). Research by the Chartered Institute of Personnel and Development (2010) found that 
employers are looking for evidence of:

r� leadership

r� people management

r� business skills/commercial acumen

r� work ethic and results orientation

r� customer service skills

Source: © Sam Gross/The New Yorker Collection/www.cartoonbank.com
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r� communication – oral and written

r� interpersonal skills

r� project and programme management

r� leading and managing change

r� general management skills

r� creativity and innovation

r� teamworking skills

r� problem-solving skills

r� self-management

r� political and cultural awareness.

 

Components of critical thinking
Alan Thomas (2003) argues that critical thinking is one 
aspect of effective management, and identifies four com-
ponents of the critical thinking process:

1. Identifying and challenging assumptions about

r� the nature of management, its tasks, skills and  
purposes

r� the nature of people and why they behave as they 
do

r� the nature of organizations

r learning, knowing and acting

r values, goals and ends.

2. Creating contextual awareness by understanding

r how management has developed historically

r how management is conceived of in other societies

r the implications of different industrial, organiza-
tional, economic, political and cultural contexts for 
management

r the interrelation between organizations and soci-
ety.

3. Identifying alternatives by

r becoming aware of the variety of ways in which 
managing and organizing can be undertaken

r inventing and imagining new ways of managing 
and organizing

r specifying new goals and priorities.

4. Developing reflective scepticism by

r� adopting a questioning, quizzical attitude

r� recognizing the limitations of much that passes for 
knowledge

r� knowing how to evaluate knowledge claims

r� developing a resistance to dogma and propaganda

r� being able to distinguish systematic argument and 
reasoned judgement from sloppy thinking, simplis-
tic formulae and sophistry.

What is the difference between critical and uncriti-
cal thinking? When we are thinking uncritically, we 
accept common-sense assumptions at face value with-
out checking their validity; we deny or ignore the influ-
ence of context on beliefs and practices; we do not 
look for and evaluate alternatives; and we cling rigidly 
and unquestioningly to dogmas and authoritative pro-
nouncements.

Critical thinking is an attitude of mind which empha-
sizes the constant need to ask ‘why?’.

From an organizational behaviour perspective, we can add the following:

r� knowledge of how organizations are managed

r� critical thinking; research, analysis and synthesis

r� prioritizing and decision making

r� appetite for learning; learning to learn

r� understand cross-cultural issues and differences.
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A CIPD (2013, p.26) survey of 460 UK employers also found that they were also looking for 
well-developed ‘workplace and basic life skills’. These skills include office etiquette, time-
keeping, reliability, self-organization, understanding dress codes and work ethic, along with 
office skills such as telephone techniques, customer service, interpersonal skills, teamwork-
ing and showing respect for colleagues. These responses reflect a traditional concern that 
higher education focuses more on theory and academic excellence than on practical skills, 
and knowledge of how business works. One response to this survey said:

The working hard ethic, respect, timekeeping, acceptable work behaviour, problem-solving, 
proactivity, ability to organize themselves, desire for work – these are key work skills that 
university courses seem to forget – they concentrate too much on theoretical knowledge and 
don’t prepare youngsters for the workplace, so it is a shock for some. (CIPD, 2013, p.27)

What are your strengths and limitations as far as potential employers are concerned? To 
help you to think about how to increase your value to employers, we have developed the 
employability assessment matrix. Each chapter asks you for an action plan to develop your 
profile in relation to the ideas, concepts, frameworks, behaviours, methods and other issues 
that you have covered while studying that topic. This includes this text and wider read-
ing, tutorial discussion, class presentations, assignment work and critical viewing (visual 
literacy). We hope that you will find this useful in developing your knowledge, skills and 
behaviour repertoire. You can do this working alone, or in association with your instructor, 
helping you to develop your employability.

These competencies overlap with each other; this is not a rigid framework. Different 
commentators interpret these competencies in different ways, and different employers 
attach varying degrees of importance to them (Rothwell and Arnold, 2007). What matters, 
however, is the importance that you attach to these competencies with respect to the devel-
opment of your career. The table on the next page shows how our chapters broadly map 
onto the 20 competencies, grouped for convenience under four main headings – personal 
qualities, leadership qualities, practical skills and other attributes.

Internships: all work and no pay
One way to improve your employability is to accept an internship – temporary work expe-
rience, lasting a few weeks or months, often unpaid. Some internships involve routine 
manual work, but many organizations provide valuable development opportunities. Google 
recruits 3,000 interns every year. The European Commission in Brussels and Luxembourg 
recruits 1,400 stagiaires for five months of work with them. The large professional services 
consultancies – Deloitte, EY, KPMG and PricewaterhouseCoopers – together employ over 
30,000 interns a year. The Indian technology company Infosys invites 150 interns to Banga-
lore each year.

Benefits to employers include free labour, the reputational advantages that come from 
making a contribution to society and the local community, and the opportunity to assess 
candidates for permanent positions. Benefits to interns include the chance to acquire new 
knowledge and skills, to experience work in a particular organization and sector, to extend 
personal networks and to assess potential employers. Over a third of graduate vacancies in 
Britain are now filled from organizations’ own internship programmes, according to one 
market research company. From an analysis of the CVs of its members, the online social 
networking service LinkedIn found that a quarter of interns took full time jobs in the organ-
izations where they did their placements. More than half of the investment banking recruits 
at Goldman Sachs and Morgan Stanley are recruited from those organizations’ own intern 
programmes (The Economist, 2014).

If you plan to follow this route, choose your internship with care. To make the most 
of the experience, identify how you can use the internship to develop your personal and 
leadership qualities, practical skills and other attributes. This will be an even more power-
ful development opportunity if you use the employability assessment matrix to identify the 
specific competencies that you can enhance in relation to the topics covered in this text.
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Competencies and chapters

Competencies that will improve your 
employability

Personal qualities:

self-management
work ethic/results orientation
appetite for learning
interpersonal skills
creativity and innovation

6 Personality
2 Environment: Gen Y, Gen C
5 Learning
7 Communication; 8 Perception
19 Change

Leadership qualities:

leadership
people management
leading and managing change
project management
general management skills

18 Leadership
9 Motivation; 14 Work design
3 Technology; 19 Change
17 Organizational architecture: 19 Change
all chapters relate to this

Practical skills:

commercial/business acumen
customer service skills
communication skills
problem solving skills
teamworking skills

2 Environment: corporate responsibility
1 Explaining organizational behaviour
7 Communication
What would you do? feature
11 Group structure; 12 Individuals in groups; 
13 Teamworking

Other attributes:

political awareness
understand cross-cultural issues
how organizations work
critical thinking
prioritizing, decision making

21 Conflict; 22 Power and politics
4 Culture
all chapters relate to this
Student briefing; 1 Explaining organizational 
behaviour
20 Decision making
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What is our perspective?
Our aim is to provide you with a teaching resource which includes materials and ideas that 
will help you to design and to develop the courses that you want to deliver to the student 
groups for which you are responsible. A single text and support materials cannot define the 
curriculum. We expect most instructors not to teach to this text, but from it, developing 
their own distinctive style and approach, incorporating their own topics and materials. This 
aim complements that of giving your students a text that will meet their needs in terms of 
content, interest, applicability, and readability.

Challenge
We use a number of text features to encourage an active and questioning approach to the 
subject. We want to challenge students by inviting them to confront real, practical and the-
oretical problems and issues for themselves. Students are invited regularly to stop reading 
and to consider controversial points, individually or in group discussion. We want to alert 
students to the significance of organizational behaviour in everyday life. The study of this 
subject cannot be confined to the lecture theatre and library. Eating a pizza in a restaurant, 
joining a queue at a cinema, returning a faulty product to a store, purchasing a train ticket, 
arguing with a colleague at work, taking a holiday job in a hotel, reading a novel – these are 
all experiences related to aspects of organizational behaviour.

Standpoint
Some organizational behaviour texts are based on a managerial standpoint, giving students 
little encouragement to question the material, or to consider other lines of reasoning and act-
ing. In contrast, some texts adopt a critical standpoint, encouraging challenge and debate, 
but without offering practical options. We aim to strike a balance. A view that encourages 
debate, challenge and criticism involves asking the following kinds of questions, when pre-
sented with a theory, an argument, evidence, or with a recommendation for action:

r� Does this make sense, do I understand it, or is it confused and confusing?

r� Is the supporting evidence compelling, or is it weak?

r� Does a claim to ‘novelty’ survive comparison with previous thinking?

r� Is the argument logical and coherent, or are there gaps and flaws?

r� What biases and prejudices are revealed in this line of argument?

r� Is a claim to ‘neutrality’ realistic, or does it conceal a hidden agenda?

r� Are the arguments and judgements based convincingly on the evidence?

r� Whose interests are served by this argument, and whose are damaged?

r� Is the language of this argument designed to make it more appealing?

Where appropriate, we explore competing views and standpoints, from commentators 
who base their approaches on different assumptions and values. This approach is rein-
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forced in the Stop and think boxes, and in the exercise and case materials at the end of 
each chapter. For a fuller treatment of a critical approach to understanding and researching 
organizational behaviour, see Mats Alvesson and Karen Lee Ashcraft (2009). For texts writ-
ten from a critical stance, see Paul Thompson and David McHugh (2009), and Fiona Wilson 
(2013).

Historical backdrop
Management theorists generate a constant stream of new ideas and techniques. Manag-
ers tend to be fashion-conscious, and are always interested in the latest thinking, which 
can create competitive advantage. Students (and textbook authors) also need to keep up 
with this flood of innovation. Armed with a knowledge of the history of the subject, how-
ever, one can often see in ‘new’ thinking and methods aspects of familiar ‘old’ ideas. What 
appears to be new is often less a ‘paradigm shift’ in thinking than a ‘packaging shift’. Is the 
technique of ‘job sculpting’, invented in the late 1990s, really ‘new’ or just a reworking of 
‘job enrichment’ from the 1960s? Is the ‘McDonaldization’ of work a contemporary trend, 
or the continuing expression of early twentieth century management thinking? Is the fash-
ionable concept of emotional intelligence a twenty-first century development, or a restate-
ment of ideas from the 1940s about personal and interpersonal awareness and sensitivity? 
One can only fully appreciate current thinking through an understanding of past research 
and ideas.

Why include cartoons?
Some instructors have criticized our use of cartoons, presumably regarding these as frivo-
lous and unnecessary. We disagree. The selected cartoons always relate to the content and, 
as well as entertaining and engaging students who are new to this subject, are a potential 
memory aid. Elizabeth Doherty (2011, p.147) provides a more compelling rationale, viewing 
cartoons as providing insights into the deeper meanings of social situations and injustices, 
noting that ‘the cartoon can indict human weakness and evil more incisively than columns 
of editorials’. She analysed over 300 Dilbert comic strips published over a five-year period. 
With regard to how managers view employees, typical themes included: exploitable com-
modity, an expendable resource to be used, not important or having much worth or value, 
incompetent, invisible, needing close supervision, and at fault for management mistakes. 
With regard to how managers treat employees, recurring themes included: abuse, moni-
tor, constrain, depersonalize, make life unpleasant, physical and/or mental threat, poor 
communication, overwork, problematic pay and recognition, lack of respect, indifference, 
behaving incompetently, and setting priorities that focus on the organization rather than 
the employee. Cartoon images depict feelings and emotions that readers can often relate to 
their own personal work experiences, particularly with regard to having one’s dignity chal-
lenged. Doherty (2011, p.298) concludes that:

Dilbert cartoons, much like aestheticism and comic art generally, provide a way to assess 
the feelings and emotions that exist between managers and their employees; they provide 
a mirror onto the culture in which we live and work. It appears that management does 
not always recognize employees as humans, an important contributor to the organiza-
tion, or worth regarding with respect. Instead, some bosses view their subordinates as 
nonvalued, exploitable commodities and abuse them accordingly.

Comic art thus provides a novel and undervalued aesthetic perspective for under-
standing and challenging aspects of organizational behaviour that are not openly 
addressed in many textbooks. Taking Doherty’s ‘mirror on our culture’ argument, car-
toons can be used as powerful tools for triggering tutorial debate on controversial and 
sensitive topics.

xxx Instructor briefing
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Why recommend movies and television programmes?
The use of feature films and television as teaching resources for organization and manage-
ment studies is well established (Billsberry et al., 2012). Voyeurism is one aspect of our 
media experience; we watch others dealing with their circumstances, their relationships, 
their problems. Film and television can influence attitudes and behaviours by telling us 
what is ‘OK’, desirable, acceptable, and what is not, by offering role models which suggest, 
literally, how we should act. The people that we see on the screen are often people like us, 
or people we would want to be. We are also cast in a judgemental role; was that behaviour 
effective, appropriate and one that I could use in similar circumstances?

Watching a movie or a television programme is an opportunity for ‘observational learn-
ing’ as well as passive entertainment. Gerald Smith (2009) describes how he based his 
organizational behaviour course on over 40 films, which he used as the main medium for 
exploring concepts and theories, and practical applications in different contexts. Courtney 
Hunt (2001) describes how he uses the often complex storylines and characters in popular 
television programmes to demonstrate, for example, aspects of motivation theory, percep-
tual bias, equity theory and perceptions of justice. Ronald Soetaert and Kris Rutten (2014) 
describe how the popular Danish television series Borgen illustrates the skills of ‘spinning 
and the spin doctor’. They suggest that Borgen offers resources of value to politicians, lead-
ers, managers, journalists, communication specialists (spin doctors) – and to women, as 
the main character is female. Robin Holt and Mike Zundel (2014) explore the American 
television series The Wire, as ethnography, and as a management case study. They show 
how this series, based on the drugs trade in Baltimore, confronts issues such as the nature 
and consequences of performance measures, and the search (which also interests the drug 
gangs) for leaner and more efficient processes. Film and television can illustrate aspects 
of organizational behaviour, can generate theoretical insight, and can also be used to test 
theoretical ideas (Hassard and Buchanan, 2009).

John Hassard and Ruth Holliday (1998) unkindly observe that textbooks like this one 
offer a sanitized picture of organizational behaviour. Stephen Ackroyd and Paul Thomp-
son (1999) also argue that orthodox texts overlook misbehaviour – ‘soldiering’, sabotage, 
pilfering, practical jokes. However, Hassard and Holliday (1998) also note that film (and 
television) ‘plays out sex, violence, emotion, power struggle, the personal consequences of 
success and failure, and disorganization upon its stage’. The use of film as a teaching and 
learning tool can thus help to address these criticisms, paradoxically by offering more real-
istic portrayals of work and organizations through fictional accounts.

The action in movies often takes place in fictional and real organizations such as Tyrell 
Corporation (Blade Runner, 1982), Nakatomi Trading (Die Hard, 1988), Zap-Em (Men 
in Black, 1997), Ryan Entertainment (Mulholland Drive, 2001), Runway Magazine (The 
Devil Wears Prada, 2006), Donaldson’s Supermarket (The Promotion, 2008), Career Tran-
sition Counselling (Up in the Air, 2009), Ford (Made in Dagenham, 2009), Keller Zabel 
Investments (Wall Street: Money Never Sleeps, 2010), GTX Corporation (The Company 
Men, 2010), Comnidyne Industries (Horrible Bosses, 2011), Facebook (The Social Net-
work, 2010), the Code and Cypher School at Bletchey Park (The Imitation Game, 2014), 
and Stratton Oakmont (The Wolf of Wall Street, 2014). Following the global financial cri-
sis from 2008, and referring to The Wolf of Wall Street, Kate Muir (2014, p.7) notes, ‘you 
wonder if the film is merely an anthropological study of the bankers who deluded us and 
brought the sub-prime canker into society. These people are still among us. Be afraid. Be 
very afraid’.

To what extent do film and television reinforce or challenge stereotypes of work, 
authority, power, status and organization structure? Popular media are at least partly 
responsible for creating, embellishing and maintaining those stereotypes in the first place. 
Nelson Phillips (1995) argues that the use of narrative fiction, in film and also in novels, 
short stories, plays, songs and poems, is a way of strengthening the connection between 
organizational behaviour as an academic discipline, and the subjective experience of 
organizational membership. Some films appear to assume responsibility for challenging 
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stereotypes: Philadelphia in its portrayal of AIDS; Disclosure for the portrayal of female 
rape and sexual harassment at work. Hassard and Holliday (1998) argue, however, that 
the media mostly reinforce conservative values, offering traditional images of hierarchy, 
group dynamics, power relations, sex role stereotyping, the role of authority figures and 
dysfunctional bureaucracy.

The portrayal of women in films can help to explain, at least in part, the ‘glass cliff’, 
or the under-representation of women in senior leadership positions (see Chapter 18). 
Regarding films as ‘social texts’ that are consumed by viewers, Souha Ezzedeen (2013) 
studied over 100 movies featuring women in senior management and professional roles. 
These texts reflect social values and beliefs, and help to construct perceptions of women 
in managerial roles. She argues that films rarely represent women in positive or empow-
ering ways:

Negative professional depictions include portrayals of women with questionable com-
petence and lack of work ethics, laced with inappropriate sexual relationships on the 
job. Dominant among these portrayals are illustrations of the woman as the proto-
typical bitchy boss who is eventually taught a lesson in the storyline. Lastly, relational 
depictions rarely showcase women in stable and happy relationships, rather they are 
portrayed as generally alone or lonely. There is always relational upheaval in the lives 
of the women, with contrasts between the happily married homemaker and lonely 
career woman often presented. When married with children, women are often seen 
as inept at parenting, in troubled relationships with their children, and struggling to 
maintain balance between work and family. Taken together, these themes suggest that 
career women are punished in the intimate family domain for succeeding or attempt-
ing to succeed in the career domain. Thus, being a career woman does not only sig-
nify being the prototypical mean boss, it also means being alone, disconnected, and 
unhappy. (Ezzedeen, 2013, p.253)

Ezzedeen (2013) concedes that men are also portrayed negatively, but their career pro-
gression is not blocked by a glass ceiling. Women thus suffer more from unflattering movie 
and television images. Geena Davis (2015) also argues that popular films reinforce uncon-
scious bias against women, a theme that we will explore further in Chapter 18.

To explore these issues further, see Boozer (2002), Zaniello (2003; 2007), Bell (2008), 
Champoux (2005, 2006, 2007), Huczynski and Buchanan (2004, 2005), and Hassard and 
Buchanan (2009). Catherine Tyler et al. (2009) discuss the advantages of having students 
identify appropriate film clips to illustrate organization and management concepts. Jon 
Billsberry et al. (2012) explore the rationale for and benefits of using film in management 
teaching, with innovative suggestions. They also assess the benefits and drawbacks of dif-
ferent film formats, and include a discussion of copyright law.

Invitation to see: why analyse photographs?
Acknowledging that ‘the visual’ still lacks the credibility of conventional forms of evi-
dence, Emma Bell and Jane Davison (2013) argue that visual research in organization and 
management studies has ‘reached a point of maturity’, and they review recent develop-
ments in this field. We live in a world saturated with visual imagery, from newspapers, 
magazines, street advertising, television and the internet. We are also presented with 
a range of other visual information: the appearance and dress of the people we meet, 
the design, layout, colours and decoration of their workplaces, the architecture of the 
buildings in which they work, the technology in use. Despite its volume, richness and 
complexity, we tend to take most of this visual information for granted, as part of the 
background tapestry in organizational and everyday life. While we may smile or grimace 
at the occasional photograph, we rarely pause for long to dissect, analyse, interpret and 
debate the content of these visual images.
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Why should we pay attention to these transient images? We see them once and rarely 
feel the need to refer back to them. Street advertisements and internet banners are displayed 
for brief periods before being updated. The photographs in magazines and newspapers are 
just illustrations, contextualized with a brief caption, and it is the accompanying text that 
matters. The images in television and street advertising are clearly contrived to attract our 
attention, and they cannot mislead us in that respect.

Visual images are rarely, if ever, neutral. They are not ‘just’ illustrations. They usually 
tell a story, present a point of view, support an argument, perpetuate a myth, or maybe 
create, reinforce or challenge a stereotype. Images carry messages, sometimes obvious, 
sometimes subtle, sometimes clear, sometimes confusing. Visual imagery is thus a valu-
able source of information which we often overlook. Visual research methods have been 
widely used in sociology and anthropology for many years (Bateson and Mead, 1942; 
Collier and Collier, 1986), but organizational researchers have been slow to exploit the 
possibilities (Warren, 2009). There has, however, been a recent growth of interest in 
the potential of visual methods in social science more generally, and in organizational 
behaviour (Prosser, 1998; Emmison and Smith, 2000; Buchanan, 2001; Mitchell, 2009). 
The edited collection by Emma Bell et al. (2014) indicates just how mature this field has 
become, and illustrates the significant and innovative contributions that visual methods 
can make.

We would therefore like to encourage students to adopt a more critical perspective on 
visual images of organizational behaviour. You will find at the beginning of each Part of 
the book a short section titled Invitation to see, displaying photographs showing aspects 
of work and organizations. Visual information constitutes data, in the same way that 
interviews and survey questionnaires provide data, and which also therefore requires 
interpretation.

The aims of Invitation to see are to:

1. encourage students to look at the organizational world, and the actors who populate it, 
in an entirely different way;

2. demonstrate the value of visual data in offering insights into human and organizational 
behaviour;

3. introduce and develop the concept of interpreting or ‘decoding’ visual images.

Photographs can be seen, read, interpreted or decoded in three main ways.

Reality captured Images can be seen as captured fragments of reality, frozen in 
time, indisputably accurate renditions of scenes and actors. This 
is how photography was regarded when it was invented, and 
many commentators concluded that ‘art is dead’. An artist could 
never hope to capture reality as accurately as a photograph, 
so why bother? This perspective is reflected in the saying ‘the 
 camera doesn’t lie’.

Reality fabricated Photographs can instead be regarded as social and technological 
constructs, which reveal as much about the photographer as they 
do about the image. The photographer selects the scene, a camera, 
a lens, which in combination determine properties of the image, 
such as sharpness, contrast, lighting, grain and depth of field. 
More critically, the photographer selects the angle and framing of 
a shot, determining what is included, and also selects the moment 
to open the shutter and capture the image. Viewers see only what 
the photographer wants them to see. What is outside the frame, 
and the sequence of events before and after the shutter was fired, 
remain unseen. Digital photography allows many further possi-
bilities to manipulate images after they have been captured. This 
perspective implies that ‘the camera and the computer lie for the 
photographer’.
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Multiple realities How an image is interpreted by viewers, independent of the pho-
tographer’s intent, is also significant. For the cover of this book, we 
wanted an image that had no direct association with organizations, 
factories, office buildings, managers, collaborative teams, aggressive 
animals, or any other typical organizational metaphor. There is a key 
question concerning whose interpretation of an image is correct – 
that of the photographer, or that of the viewer? Both points of view 
are valid, and are of equal interest. As discussed in Chapter 2, the 
idea that texts can have many interpretations also applies to visual 
images. The viewer does not have to know the photographer’s intent, 
which may be inferred from the image and its caption. Photogra-
phers cannot predict the interpretations which viewers will place on 
their work, but it is those interpretations that condition the viewer’s 
response. This perspective implies that ‘what the camera produces is 
for us to determine’.

With invitation to see, three questions are significant:

1. What are you being invited to see here? What did the photographer intend this image to 
convey? Does it tell a story, present a point of view, support an argument, perpetuate a 
myth, reinforce a stereotype, challenge a stereotype?

2. What does this image convey to you, personally? How do you interpret this? What do 
you think this means? Do you agree with what is being said here? Is the message inac-
curate or misleading, perhaps insulting? Does this image carry meanings which the pho-
tographer may not have intended?

3. How do others interpret this image? Do they decode it in different ways? How can differ-
ences of interpretation of the same image be explained?

This photograph appeared in The Times (22 January 2015), illustrating an article about 
Vicki Tough and her career in industrial abseiling, described in the article header as ‘an 
unconventional route to breaking through the glass ceiling’. We are told that one of Vicki’s 
first assignments involved being lowered through a porthole in an oil tanker in a Newcastle 
shipyard. The article describes this kind of work as very dirty and extremely dangerous.
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‘You’re hanging around all day, but I don’t find work is boring’
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Here is one decoding of this image:

Here is a young woman with a happy smile, looking confidently and directly at the cam-
era. She is clearly enjoying her work, despite the fact that this appears to be physically 
demanding and dangerous, dangling in an abseil harness high above the ground. We 
cannot see where her feet are placed, but this looks as though she is ‘free abseiling’ 
(which can be even more demanding), rather than ‘walking’ down a wall which provides 
support and stability. The image caption tells us that this is her full-time job, her chosen 
career. But we think of this as ‘men’s work’, and the yellow ‘high visibility’ helmet, and 
black/grey overalls with reinforcements at the knees and elbows reinforce that view; 
these are ‘men’s clothes’. This image, therefore, shatters the stereotype that women can-
not do work like this.

What else does this image suggest?

The woman has clearly posed for this photograph, which appears to be a ‘publicity stunt’. 
The scene has been carefully set up in a clean, safe building (a training facility perhaps?). 
She is not inside the dirty, smelly hold of an oil tanker. In her dark overalls and yellow 
helmet, she has been posed against some bright red scaffolding to bring contrasting col-
ours to the photograph. To support the idea that this is a ‘setup’, her hands, face and 
overalls are clean. Dangerous work? She is firmly tethered with strong ropes, and appears 
to be relaxed as well as smiling. This is not a dangerous situation at all (although this 
is scary if one has not tried abseiling before). Photographed alone, she seems to be a 
‘maverick’, in a role where it is unusual to find a woman – and this is a rare and unusual 
way in which to ‘break through the glass ceiling’. The image can thus be interpreted as 
reinforcing conventional stereotypes of ‘men’s work’ and ‘women’s work’.

It is possible to reach different interpretations of this image. The message lies, in part, 
in the photograph, but also depends on the perceptions of the viewers. This image can 
be ‘decoded’ as both contradicting and reinforcing stereotypes related to men’s work and 
women’s work. It is of course also possible to read too much into such an image. The key 
questions are, how do you read this image, what story does it tell you, what are you being 
invited to see here?
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 Part 1 The organizational context

Introduction
Part 1, The organizational context, explores four topics:

1. Different ways to explain organizational behaviour, contrasting traditional variance expla-
nations with contemporary process explanations.

2. How the wider environment of the organization affects internal structures and work-
ing practices, including demographic trends, ethical behaviour, and corporate social 
responsibility.

3. How new technologies, and ‘the second machine age’ (robotics, machine intelligence), are 
changing the nature of jobs and organizations, including the automation of knowledge work.

4. Aspects of organizational culture, and different ways to understand this concept, and the 
links from culture to organizational change and performance.

The second decade of the twenty-first century is a time of severe economic and geopolitical 
turbulence and uncertainty, accompanied by rapid developments in new technologies. The 
ability of organizations to anticipate shocks, trends, and opportunities, and to respond rap-
idly in appropriate ways, are clearly vital to performance and survival. Organizations must be 
designed and managed – ‘built to change’ – in order for these degrees of responsiveness and 
adaptability to happen effectively.

The subject matter of organizational behaviour spans a number of levels of analysis – 
 individual, group, organization, and the wider environment, or context. Part 1 explores key 
aspects of the organizational context. These include the nature and pace of social and tech-
nological change, and the pressures on management to be seen to be acting ethically and 

A field map of the organizational behaviour terrain

PESTLE: The Political, Economic, Social, Technological, Legal, and Ecological Context

���Individual�������
���Group�������
���Management and organization
� ������
���Leadership proces��������

���organizational effectiveness
���quality of working life

�
���	���������������� �������� ����������
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 Invitation to see 3

exercising corporate social responsibility. Organizations develop their own distinctive cultures, 
which are different from, while clearly linked to, the wider national cultures in which they 
operate.

A recurring theme in this text concerns the design of jobs, and the organization and 
 experience of work. The organization of work reflects a number of influences, at different 
levels of analysis. We explain how the experience and organization of work is influenced by:

r� contextual factors, in Chapter 2

r� technological factors, in Chapter 3

r� psychological factors, in Chapter 9

r� social psychological factors, in Chapter 13

r� historical factors, in Chapter 15

r� power and political factors, in Chapter 22.

Invitation to see

Workers assemble Motorola Moto X smartphones at a factory in Texas, for sale in Europe. 
A photo similar to this appeared in the Financial Times, 15 January 2014, p.16, at the head 
of an article titled ‘Google to roll out Moto X in Europe’

 1. Decoding: Look at this image closely. Note in as much detail as possible what messages 
you feel that it is trying to convey. Does it tell a story, present a point of 
view, support an argument, perpetuate a myth, reinforce a stereotype, chal-
lenge a stereotype?

 2. Challenging: To what extent do you agree with the messages, stories, points of view, 
arguments, myths, or stereotypes in this image? Is this image open to chal-
lenge, to criticism, or to interpretation and decoding in other ways, revealing 
other messages?

 3. Sharing: Compare with colleagues your interpretation of this image. Explore explana-
tions for  differences in your respective decodings.
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4 Part 1 The organizational context

You’re the employee: what would you do?
I am the managing director of a small firm that trades 
in a high-pressure, fast-moving market. We take pride 
in our leading edge management practices, and in get-
ting results. Our new ‘Generation C’ recruits – who I’m 
told are always ‘connected, communicating, clicking’ – 
have an average age of around 20. I am now 45; a lot 
has changed since I was young, and attitudes to work 
in particular. We are finding it more difficult to attract 
new staff, and they seem to need a lot of counselling 
in the first few months to help them to see beyond the 
job to the future of the company in this challenging 

environment. Our motivation strategy involves basic 
 salary with performance-related bonuses. Most of our 
new staff are quite happy with their basic earnings.

This new Generation C seems to have higher expec-
tations, wanting more challenging work, and greater 
responsibility, which is admirable. But they seem to 
expect too much too soon, without putting in the effort. 
I find this strange, because I worked my way to the top 
through hard graft. How can I motivate our new staff? 
You work alongside them, and you are not so much older 
than they are. What would you do?
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Key terms
organizational behaviour

organization

controlled performance

organizational dilemma

fundamental attribution error

organizational effectiveness

balanced scorecard

quality of working life

positivism

operational definition

variance theory

constructivism

process theory

evidence-based management

human resource management

employment cycle

discretionary behaviour

big data

data analytics

Learning outcomes
When you have read this chapter, you should be able to define those 
key terms in your own words, and you should also be able to:

1. Explain the importance of understanding organizational 
behaviour.

2. Explain and illustrate the central dilemma of organizational 
design.

3. Understand the need for explanations of behaviour in 
organizations that take account of relationships between factors 
at different levels of analysis.

4. Understand the difference between positivist and constructivist 
perspectives, and their implications for the study of organizational 
behaviour.

5. Understand the difference between variance and process theories 
and their uses in understanding organizational behaviour.

6. Explain the development and limitations of evidence-based 
management.

7. Recognize the range of applications of organizational behaviour 
theory, and contributions to human resource management policy 
and practice.
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6 Chapter 1 Explaining organizational behaviour

Let’s put it this way: if you have a limited understanding of organizational behaviour,  
then you have a limited understanding of one of the main sets of forces that affect you per-
sonally, that influence the society and culture in which you live, and which shape the world 
around you. Organizations affect everything that you do – sleeping, waking, dressing, eating, 
travelling, working, relaxing, studying – everything. This chapter explores how we can explain 
the behaviour of people in organizations. First, let’s define what organizational behaviour  
means.

The definition of a field of study defines the issues, questions and problems that it 
explores. Organizational behaviour covers environmental (macro) issues and group and 
individual (micro) factors (Heath and Sitkin, 2001). We live in an organized world. Look at 
your clothes, phone, food, residence, iPad – we are affected in many ways by organizations 
of different kinds.

Organizational 
behaviour the study  
of the structure and 
management of 
organizations, their 
environments, and the 
actions and interactions 
of their individual 
members and groups.

What is organizational behaviour?

Why did that happen?
I t  was a bad experience. You ordered a soft  
drink and a sandwich. The person who served you  
was abrupt and unpleasant, did not smile, ignored 
you, did not make eye contact, and continued 
their conversation with a colleague instead of ask-
ing if you wanted anything else. They slapped your  
change on the counter rather than put it in your 

hand, then turned away. You have used this 
café before, but you have never been treated so  
rudely. You leave feeling angry, deciding never to 
return.

How can you explain the unusual behaviour of the person 
who served you?

Table 1.1: The top six in 2015

Organization (country) Number of employees (million)

Walmart (US) 2.10

McDonald’s 1.90

Sinopec (China) 1.02

Hon Hai Precision Industry (Taiwan) 1.20

G4S (UK) 0.62

United States Postal Service (US) 0.60

Some organizations are large and powerful. Table 1.1 lists the six largest private sector 
organizations in the world in 2015, in terms of number of employees (www.Wikipedia.org).  
Some public sector organizations are also big employers. For example, in 2015 the US 
Department of Defense had 3.2 million employees; the Chinese People’s Liberation Army 
2.3 million; the UK National Health Service 1.7 million; the Indian Railways had 1.4 million. 
The study of organizational behaviour thus has direct practical implications for those who 
work in, manage, seek to subvert, or interact in other ways with organizations, whether 
they are small and local, or large and international.

The term organizational behaviour was first used by Fritz Roethlisberger in the late 
1950s, because it suggested a wider scope than human relations (Wood, 1995). The term 
behavioural sciences was first used to describe a Ford Foundation research programme 
at Harvard in 1950, and in 1957 the Human Relations Group at Harvard (previously the 
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Mayo Group) became the Organizational Behavior Group. Organizational behaviour was 
 recognized as a subject at Harvard in 1962, with Roethlisberger as the first area head 
(Roethlisberger, 1977).

You will come across similar labels: organizational theory, industrial sociology and 
psychology, organizational psychology, organizational analysis, organization studies. 
 Organizational theory and industrial sociology tend to focus on macro-level studies of groups 
and organizations. Industrial and organizational psychology focus on individual behaviour. 
Organizational analysis tends to emphasize practice rather than theory.  Organization stud-
ies is a term which highlights the widening of the range of issues and perspectives that this 
field now embraces (Clegg et al., 2006). These labels indicate shifts in emphasis rather than 
clear boundaries. Organizational behaviour is widely accepted as the ‘umbrella’ term, but 
some would argue with that.

How can we explain your experience in the café? We can blame the personality and skills 
of the individual who served you. However, there are many other possible explanations:

r� poor staff training;

r� staff absences have increased work pressure;

r� long hours, fatigue, poor work–life balance;

r� equipment not working properly;

r� anxiety about organizational changes;

r� domestic difficulties – family arguments, poor health;

r� low motivation due to low pay;

r� an autocratic supervisor;

r� a dispute with colleagues created an uncomfortable atmosphere;

r� timing – you came in at the wrong moment.

Blaming the individual is often wrong. Your experience could also be explained by contex-
tual, group, structural and managerial process factors, in and beyond the workplace. The 
explanation could come from any one of those factors. In many cases, a combination of 
factors explains the behaviour in question. The customer walks away. As a member of that 
organization, you have to live with these issues. As a manager, you are responsible for solv-
ing the problem.

The relationship between organizational behaviour and management practice is contro-
versial. Are we studying this subject in order to understand, or to advise, or both? And 
who do we want to advise? Most American and many British texts adopt a managerialist 
perspective. However, the focus on management is regarded by some commentators as 
unhelpful, for at least four reasons, concerning power inequalities, the subject agenda, mul-
tiple stakeholders and fashion victims.

Power inequalities: Management is an elite occupational group, with access to information 
and resources beyond those available to mere employees. In a recent speech, Hillary 
Clinton noted that the top 25 hedge fund bosses earn more than all of America’s kin-
dergarten teachers combined (The Economist, 2015). Top executives in the UK earn 
150 times more than the average employee (Oakley, 2015). Why should academic study 
support the affluent and powerful? A managerialist perspective discourages a critical 
view of management.

The agenda: A managerialist perspective focuses on a narrow range of issues of importance 
to managers, concerning control and performance. Issues that are significant to individu-
als and groups, theories that have limited practical use, and arguments that are critical of 
the managerial role are pushed aside.

Multiple stakeholders: Management is only one group with a stake in organizational behav-
iour. An understanding of this subject is of value to employees, groups which suffer 
discrimination, trade unions, customers, suppliers, investors and the wider community. 
Organizational behaviour is a subject of individual, social and economic significance.
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8 Chapter 1 Explaining organizational behaviour

What is an organization? Why are you uncomfortable about calling some of the items 
on that list ‘organizations’? Perhaps you considered size as a deciding factor? Or the provi-
sion of goods and services for sale? Or the offer of paid employment? If we define a term 
too widely, it becomes meaningless. Our margin definition is one way to define an organi-
zation, but this should explain why you found it awkward to describe a street corner gang 
as an organization, but not a hospital, a company or a club. Let us examine this definition 
more closely.

Social arrangements
To say that organizations are social arrangements is simply to observe that they are groups 
of people who interact with each other as a consequence of their membership. However, all 
of the items on our list are social arrangements. This is not a distinctive feature.

Collective goals
Common membership implies shared objectives. Organizations are helpful where individu-
als acting alone cannot achieve goals that are considered worthwhile pursuing. All of the 
items on our list are social arrangements for the pursuit of collective goals, so this is not a 
distinctive feature either.

Organization  
a social arrangement 
for achieving controlled 
performance in pursuit 
of collective goals.

Fashion victims: Managers follow the latest trends in thinking and technique, to improve 
personal and organizational effectiveness. A managerialist perspective encourages a 
focus on fashion. Some fashions survive while others fade. As some fads are old ideas 
with new packaging, we can only make an informed assessment if we understand the 
history of the subject.

In this text, we adopt a ‘multiple-stakeholders-inclusive-agenda’ view of organizational 
behaviour, based on a broad social science perspective. This does not mean that practi-
cal applications are ignored, but readers are encouraged to adopt a challenging, critical 
approach to research, theory, and practice, rather than to accept a managerial or a social 
scientific point of view without question.

Organizations do not ‘behave’. Only people can be said to behave. Organizational behav-
iour is shorthand for the activities and interactions of people in organizations. Organizations 
populate our physical, social, cultural, political and economic environment, offering jobs, 
providing goods and services, creating our built environment, and contributing to the exist-
ence and fabric of communities. The products and services of McDonald’s, Google, Apple, 
Microsoft, Ford and Samsung shape our existence and our daily experience.  However, we 
tend to take organizations for granted precisely because they affect everything that we do. 
Familiarity can lead to an underestimation of their impact. With how many organizations 
have you interacted in some way today?

StOp and think

Why should the term ‘organization’ be difficult to define? Which of the following are 
organizations, and which are not? Explain your decision in each case.

r� A chemicals processing company

r� The Jamieson family next door

r King’s College Hospital

r The local street corner gang

r Clan Buchanan

r Your local squash club

r A terrorist cell

r A famine relief charity

r The Azande tribe

r A primary school
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 What is organizational behaviour? 9

The way in which one defines a phenomenon determines ways of looking at and study-
ing it. The study of organizational behaviour is characterized by the view that organizations 
should be studied from a range of different perspectives. In other words, it is pointless to 
dispute which is the ‘correct’ definition. One author who has popularized the ‘multiple 
perspectives’ view of organizations is the Canadian academic Gareth Morgan. In Images 
of Organizations (2006), he offers eight metaphors which invite us to see organizations 
through a series of different lenses, as:

r� machines;

r� biological organisms;

r� human brains;

r� cultures, or subcultures;

r� political systems;

Controlled performance
Organizations are concerned with controlled performance in the pursuit of goals. The 
performance of an organization as a whole determines its survival. The performance of a 
department determines the resources allocated to it. The performance of individuals deter-
mines pay and promotion prospects. Not any level of performance will do, however. We 
live in a world in which the resources available to us are not sufficient to meet all of our 
desires. We have to make the most efficient use of those scarce resources. Levels of perfor-
mance, of individuals, departments and organizations are therefore tied to standards which 
determine what counts as inadequate, satisfactory, or good.

Performance has to be controlled, to ensure that it is good enough, or that action is taken 
to improve it. An organization’s members have to perform these control functions as well 
as the operating tasks required to fulfil their collective purpose. The need for controlled 
performance leads to a deliberate and ordered allocation of functions, or division of labour, 
between an organization’s members.

Admission to membership of organizations is controlled, usually with reference to stand-
ards of performance: will the person be able to do the job? The price of failure to perform to 
standard is loss of membership. The need for controlled performance leads to the establish-
ment of authority relationships. The controls only work where members comply with the 
orders of those responsible for performing the control functions.

To what extent are a family, the Azande tribe, or a street gang, preoccupied with per-
formance standards and correcting deviations? To what extent does their existence depend 
on their ability to meet targets? To what extent do they allocate control functions to their 
members, programme their activities, and control their relationships with other members? 
The way in which you answer these questions may explain your readiness or reluctance to 
describe them as organizations.

It can be argued, therefore, that it is the preoccupation with performance and the need for 
control which distinguish organizations from other social arrangements.

Controlled 
performance setting 
standards, measuring 
performance, comparing 
actual with standard, 
and taking corrective 
action if necessary.

StOp and think

In what ways could the Jamieson family be concerned with performance and control?

How is membership of a street gang determined? What do you have to do to become a 
member? What behaviours lead to exclusion from gang membership?

Are organizations different from other social arrangement in degree only, and not 
different in kind? Are all social groupings not concerned with setting, monitoring and 
correcting standards of behaviour and performance defined in different ways?
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10 Chapter 1 Explaining organizational behaviour

r� psychic prisons;

r� systems of change and transformation;

r� instruments of domination.

These metaphors are ways of thinking about, ‘reading’ and evaluating organizations. The 
‘machine’ metaphor suggests an analysis of component parts and their interaction. The 
‘psychic prison’ metaphor suggests looking at how an organization shapes the thinking and 
intellectual growth of its members. Morgan argues that by using different metaphors we can 
identify new ways in which to design and manage organizations.

If we destroy this planet
If we eventually destroy this planet, the underlying cause will not be technology or weap-
onry. We will have destroyed it with ineffective organizations. The main limitation on 
human aspirations lies not with intellect or equipment, but in our ability to work together. 
The main cause of most man-made disasters (Bhopal, Three Mile Island, Challenger, 
Columbia, Deepwater Horizon) has been traced to organizational and management factors.

Groups can achieve more than individuals acting alone. Human beings are social ani-
mals. We achieve psychological satisfaction and material gain from organized activity. 
Organizations, in their recruitment and publicity materials, like you to think that they are 
‘one big happy family’. Everyone is a team player, shooting at the same goals. Organiza-
tions, of course, do not have goals. People have goals. Collectively, the members of an 
organization may be making biscuits, treating patients, or educating students, but individ-
ual members also have personal goals. Senior managers may decide on objectives and try to 
get others to agree by calling them the ‘organization’s mission’ or ‘corporate strategy’; but 
they are still the goals of the people who determined them in the first place.

The Macondo Well blowout
On 20 April 2010, when the blowout preventer failed, a 
mile under water, the explosion and fire on the 33,000-
ton Deepwater Horizon drilling rig in the Gulf of Mexico 
killed 11 of the 126 crew members, and seriously injured 
17 others. Oil poured from the well-head on the sea 
bed, drifting towards the Louisiana coast 50 miles away, 
threatening wildlife, and local fishing and tourism indus-
tries. Around 5 million barrels of crude oil spilled into 
the Gulf before the flow stopped on 15 July. This was 
the biggest environmental disaster in the US since the 
Exxon Valdez spilled 750,000 barrels of crude oil in Prince 
 William Sound in 1989.

Was this disaster the result of a technology failure? 
No. Two reports from a National Commission on the oil 
spill show that it was due to organizational and manage-
ment failures (Deep Water, and Macondo: The Gulf Oil 
Disaster, both published in 2011).

The rig’s ‘responsible operator’ was BP, whose part-
ners Anadarko Petroleum and MOEX Offshore were to 
share costs and profits. BP leased Deepwater Horizon 
from Transocean, whose staff operated the rig. Another 

company, Halliburton, was contracted to cement the pipe 
from the well to the rig. So the rig was manned by BP site 
leaders, Transocean managers, engineers, supervisors, 
drillers and toolpushers, and Halliburton cementers and 
mudloggers. BP paid US$34 million in 2008 for the lease 
to drill in Mississippi Canyon Block 252. Macondo was its 
first well on the MC 252 lease, estimated to produce at 
least 50 million barrels of oil.

By April 2010, drilling at Macondo was six weeks 
behind schedule and $58 million over budget, costing BP 
$1 million a day to run; it was known as ‘the well from 
hell’. Drilling for oil is risky. Since 2001, the Gulf work-
force of 35,000 people, on 90 drilling rigs and 3,500 pro-
duction platforms, suffered 1,550 injuries, 60 deaths, and 
948 fires and explosions.

The cement that Halliburton pumped to the bottom 
of the Macondo well did not seal it. Tests indicating 
problems with the cement formula were ignored. But 
as the cementing went smoothly, a planned evaluation 
was skipped. The following pressure test results were 
misinterpreted, and signs that the well had a major oil 
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leak (or ‘kick’) were missed. Kicks must be detected and 
controlled in order to prevent blowouts. By the time the 
Deepwater Horizon crew realized that they were dealing 
with a kick, it was too late for the blowout preventer to 
stop an explosion. Oil was already in the riser pipe, and 
heading for the surface.

To create this disaster, eight factors had combined, all 
involving aspects of management.

1. Leadership
There was conflict between managers and confusion 
about responsibilities. After a BP reorganization in April 
2010, engineering and operations had separate report-
ing structures. This replaced a project-based approach in 
which all well staff reported to the same manager.

2. Communication
Those making decisions about one aspect of the well 
did not always communicate critical information to oth-
ers making related decisions. The different companies on 
the rig did not share information with each other. The BP 
engineering team was aware of the technical risks, but 
did not communicate these fully to their own employees 
or to contractor personnel.

3. Procedures
BP did not have clear procedures for handling the prob-
lems that arose. The last-minute redesign of procedures 

in response to events caused confusion on the rig. 
It would have been more appropriate to stop operations 
temporarily to catch up.

4. Training and supervision
BP and Transocean had inadequate personnel training, 
supervision and support. Some staff were posted to the 
rig without prior assessment of their capabilities. Individu-
als made critical decisions without supervisory checks. BP 
did not train staff to conduct and interpret pressure test 
results. Transocean did not train staff in kick monitoring 
and emergency response.

5. Contractor management
Subcontracting was common industry practice, but with 
the potential for miscommunication and misunderstand-
ing. In this case, information about test results and tech-
nical analyses did not always find its way to the right 
person. BP’s supervision of contractors was weak, and 
contractors did not feel able to challenge BP staff deci-
sions, deferring to their expertise.

6. Use of technology
The blowout preventer may have failed, in part, due to 
poor maintenance. Drilling techniques were much more 
sophisticated than the technology required to guard 
against blowouts. Well-monitoring data displays relied on 
the right person looking at the right data at the right time.

Re
ut

er
s
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12 Chapter 1 Explaining organizational behaviour

A concern with performance leads to rules and procedures, and to jobs that are simple 
and repetitive. This makes it easier to plan, organize and coordinate the efforts of large 
numbers of people. This efficiency drive, however, conflicts with the desire for freedom of 
expression, autonomy, creativity and self-development. It is difficult to design organizations 

Organizations can mean different things to those who use them and who work in them, 
because they are significant personal and social sources of:

r� money, physical resources, other rewards;

r� meaning, relevance, purpose, identity;

r� order and stability;

r� security, support and protection;

r� status, prestige, self-esteem, self-confidence;

r� power, authority, control.

The goals pursued by individual members of an organization can be different from 
the purpose of their collective activity. This creates an organizational dilemma – how to 
design organizations that will achieve overall objectives, while also meeting the needs of 
those who work for them. One study asked manufacturing workers whether or not they 
agreed that managers and employees shared the same interests in their businesses (Noon 
and Blyton, 2007). The proportion of workers who agreed were 24 per cent in The Nether-
lands, 36 per cent in Britain and 42 per cent in Norway.

Organizations are social arrangements in which people control resources to produce 
goods and services efficiently. However, organizations are also political systems in which 
some individuals exert control over others. Power to define the collective purposes of organ-
izations is not evenly distributed. One of the main mechanisms of organizational control is 
the hierarchy of authority. It is widely accepted (often with reluctance) that managers have 
the right to make the decisions while lower-level employees are obliged to comply, or leave.

Organizational 
dilemma how to 
reconcile inconsistency 
between individual 
needs and aspirations, 
and the collective 
purpose of the 
organization.

7. Risk management
BP and Transocean did not have adequate risk assess-
ment and management procedures. Decisions were 
biased towards saving costs and time. The Macondo well 
risk register focused on the impact of risks on time and 
cost, and did not consider safety.

8. Regulation
The Minerals Management Service was responsible for 
safety and environmental protection, and for  maximizing 

revenues from leases and royalties – competing goals. 
MMS revenues for 2008 were $23 billion. Regulation had 
not kept pace with offshore drilling technology devel-
opment. MMS lacked the power to counter  resistance 
to regulatory oversight, and staff lacked the training 
and experience to evaluate the risks of a project like 
 Deepwater Horizon.

Organizational and management failures caused this 
disaster. This pattern can be seen in other serious events, 
accidents and catastrophes in different sectors.

Health service management dilemmas
The UK National Health Service (NHS) held a boat race 
against a Japanese crew. After Japan won by a mile, a 
working party found the winners had eight people row-
ing and one steering, while the NHS had eight steering 
and one rowing. So the NHS spent £5 million on consult-
ants, forming a restructured crew of four assistant steer-
ing managers, three deputy managers and a director of 
steering services. The rower was then given an incentive 

to row harder. They held another race and lost by two 
miles, so the NHS fired the rower for poor performance, 
sold the boat and used the proceeds to pay a bonus to 
the director of steering services.

From Patrick Kidd (2014, p.13) 
© The Times, 30 December 2014, reproduced  

with permission.
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that use resources efficiently, and are also effective in developing human potential. Many 
of the ‘human’ problems of organizations arise from conflicts between individual needs, 
and the constraints imposed in the interests of collective purpose. Attempts to control and 
coordinate human behaviour are thus often self-defeating.

That is a pessimistic view. Organizations are social arrangements, designed by people 
who can also change them. Organizations can be repressive and stifling, but with thought-
ful design, they can also provide opportunities for self-fulfilment and expression.

How eighteenth century pirates solved the  
organizational dilemma
Martin Parker (2012) notes that life on navy and  merchant 
ships in the early eighteenth century was vicious and 
unsanitary. Sailors had poor food, their pay was low, 

and they enjoyed highly unequal shares of the treasure. 
Discipline was cruel, violent, and often sadistic. A voyage 
could be regarded as successful if half the crew survived.

Pirates, on the other hand, developed a radical alter-
native approach to work organization based on more 
democratic and egalitarian principles.

On pirate ships, written ‘articles’ gave each man 
a vote, and most had an equal share of the stores and 
the plunder, apart from senior officers. Crew members 
could earn extra rewards for joining boarding parties, and 
pirate vessels operated injury compensation schemes. 
There were clear rules, with graded punishments for 
theft, desertion and fighting on board: ‘being set ashore 
somewhere where hardships would ensue, slitting the 
nose and ears, a slow death by marooning on an island or 
a quick death on board’ (p.42). Weapons were to be kept 
clean, and no boys or women were allowed on board. In 
addition, authority depended on consent. Pirate captains 

had to win a vote by their crew for their position, and 
only had absolute authority during a conflict. Contrary 
to the popular image, pirate ships often cooperated with 
each other in pursuit of a prize. For seafarers, therefore, 
piracy could be a more attractive alternative than the 
legitimate alternatives. While naval and merchant ships 
often had to ‘press’ their crew members into service by 
force, many pirates were ex-merchant seamen.

Parker thus argues that the boundaries between legiti-
mate and illegal organizations and activities (including 
outlaws and the mafia) are not always as clear as they 
appear to be. Eighteenth century pirates solved the 
organizational dilemma, and could meet both individual 
and organizational needs more effectively than the ‘legal’ 
competition.

Source: www.CartoonStock.com
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14 Chapter 1 Explaining organizational behaviour

The map explains two sets of outcomes: organizational effectiveness, and quality of 
working life. There are four sets of factors which can explain those outcomes. These con-
cern individual, group, structural and management process factors. Finally, organizations 
are not static. Organizations and their members have plans for the future which influence 
actions today. Past events also shape current perceptions and actions. We need to explain 
behaviours with reference to their location in time.

As well as helping to explain organizational behaviour, this model is an overview and 
a guide to the content of this book. You will find this model again at the beginning of each 
Part of the book, to help you to locate each topic in the context of the subject as a whole.

A field map of the organizational behaviour terrain
How can behaviour in organizations be explained? To answer this question systematically, 
we will first develop a ‘field map’ of the terrain (see Figure 1.1). Organizations do not 
operate in a vacuum, but are influenced by their wider context, represented by the outer 
box on the field map. One approach to understanding context is ‘PESTLE analysis’, which 
explores the Political, Economic, Social, Technological, Legal and Ecological issues affect-
ing the organization and its members.

���Individual��������
���Group��������
���Management and organization
� �������
���Leadership proces���������

��	
����
���P����������E���������S�������T��������������L���������E�����������������

���organizational effectiveness
���quality of working life

������������������������ �������� ���������

Figure 1.1: A field map of the organizational behaviour terrain

StOp and think

The atmosphere just isn’t the same any more, and the place is losing customers. Staff 
in the restaurant or bar that you use are less helpful and friendly than they once were. 
The quality of service that you receive has fallen sharply. Why?

Use the field map in Figure 1.1 to find possible explanations for this poor performance. 
Can you blame the context, technology, individuals, teamworking, organizational 
structure, changes to the culture, management style? Maybe the cause lies with  
a combination of these factors?

M01_BUCH2881_09_SE_C01.indd   14 07/26/16   8:29 PM



 A field map of the organizational behaviour terrain 15

Remember the unhelpful person in your café? In situations like these, we often assume 
that the person is to blame, and we overlook the context in which they work. This tendency 
to blame the individual is known as the fundamental attribution error, a term first dis-
cussed by Lee Ross (1977).

In some circumstances, the individual may be to blame, but not always. If we are not 
careful, the fundamental attribution error leads to false explanations for the behaviour of 
others. We must also be aware of how the social and organizational context can affect 
behaviour, and the influence of unseen and less obvious factors. To help overcome this 
attribution bias, Figure 1.1 includes individual factors, and suggests other possible explana-
tions for the behaviour of our shop assistant.

r� Context factors (PESTLE): Maybe the store is facing competition, sales have collapsed, 
the store is closing next month, and the loyal shop assistant is bitter about being made 
redundant (economic factors). Perhaps closure is threatened because the local popula-
tion is falling, and reducing sales (social issues).

r� Individual factors: Maybe the shop assistant is not coping with the demands of the job 
because training has not been provided (learning deficit). Maybe this assistant is not 
suited to work that involves interaction with a demanding public (personality traits). 
Or perhaps the shop assistant finds the job boring and lacks challenge (motivation 
problem).

r� Group factors: Maybe the employees in this unit have not formed a cohesive team (group 
formation issues). Maybe this shop assistant is excluded from the group (a newcomer, 
perhaps) and is unhappy (group structure problems). The informal norm for dealing 
with awkward customers like you is to be awkward in return, and this assistant is just 
‘playing by the rules’ (group norms).

r� Structural factors: Perhaps the organization is bureaucratic and slow, and our assistant is 
anxiously waiting for a long-standing issue to be resolved (hierarchy problems). Maybe 
there is concern about the way in which work is allocated (work design problems). 
 Perhaps the unit manager has to refer problems to a regional boss (decision-making 
issues), who doesn’t understand local issues.

r� Management process factors: Maybe the autocratic unit manager has annoyed our shop 
assistant (inappropriate leadership style), or the assistant is suffering ‘initiative fatigue’ 
following organizational changes (change problems). Perhaps the assistant feels that 
management has made decisions without consulting employees who have useful infor-
mation and ideas (management decision-making problems).

These are just some examples; maybe you can think of other contextual, individual, group, 
structural and management process factors. This list of possible causes for your bad experi-
ence illustrates a number of features of explanations of organizational behaviour.

First, we almost always need to look beyond the person, and consider factors at different 
levels of analysis: individual, group, organization, management, the wider context.

Second, it is tempting to look for the single main cause of behaviour. However, behav-
iour can be influenced by many factors which in combination, and over time, contribute to 
organizational effectiveness and the experience of work.

Third, while it is easy to address these factors separately, in practice they are often 
linked. Our employee’s damaging behaviour could be the result of falling sales which jeop-
ardize job security (context), and encourage an autocratic supervisory style (management), 
leading to changes in working practices (process), which affect existing jobs and lines of 
reporting (structure) and team memberships (group), resulting in increased anxiety and 
reduced job satisfaction (individual). These links are not shown in Figure 1.1 because they 
can become complex (and would make the diagram untidy).

Fourth, we need to consider the factors that we want to explain. The term  organizational 
effectiveness is controversial, because different stakeholders have different ideas about 
what counts as ‘effective’. A stakeholder is anyone with an interest, or stake, in the 
organization.

Fundamental 
attribution error 
the tendency to 
emphasize explanations 
of the behaviour 
of others based on 
their personality or 
disposition, and to 
overlook the influence 
of wider contextual 
influences.

Organizational 
effectiveness  
a multi-dimensional 
concept defined 
differently by different 
stakeholders, including 
a range of quantitative 
and qualitative 
measures.
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16 Chapter 1 Explaining organizational behaviour

Organizational effectiveness can be defined in different ways. For commercial 
 companies, effectiveness often means ‘profit’, but this raises other issues. First, timescale 
is important, as improving short-term profits can damage future performance. Second, 
some organizations forgo profit in order to increase market share, or to secure survival and 
growth. Shareholders want a return on investment, customers want quality products or 
services at reasonable prices, managers want high-flying careers, employees want decent 
pay, good working conditions, job security, and development and promotion opportunities. 
 Environmental groups want to protect wildlife, reduce carbon dioxide emissions and other 
pollution, reduce traffic and noise levels, and so on.

One approach to establishing organizational effectiveness is the balanced scorecard. 
This involves determining a range of quantitative and qualitative performance measures, 
such as shareholder value, internal efficiencies, employee development, and environmental 
concerns.

The phrase quality of working life has similar problems, as we each have different 
needs and expectations. Quality of working life is linked to organizational effectiveness, 
and also to most of the other factors on the left-hand side of our map. It is difficult to talk 
about quality of working life without considering motivation, teamwork, organizational 
design, development and change, human resource policies and practices, and manage-
ment style.

What kind of model is this? The ‘outputs’ overlap with the ‘inputs’, and the causal arrow 
runs in both directions. High motivation and group cohesiveness lead to organizational 
effectiveness, but high performance can increase motivation and teamwork. The ‘outputs’ 
can influence the ‘inputs’. Can an ‘effect’ influence a ‘cause’? Logically, this is the wrong 
way around.

StOp and think

Consider the institution in which you are currently studying. List the internal and 
external stakeholders. Identify how you think each stakeholder would define 
organizational effectiveness for this institution. Why the differences?

Balanced scorecard 
an approach to 
defining organizational 
effectiveness using 
a combination of 
quantitative and 
qualitative measures to 
assess performance.

Quality of working 
life an individual’s 
overall assessment of 
satisfaction with their 
job, working conditions, 
pay, colleagues, 
management style, 
organizational 
culture, work–life 
balance, and training, 
development and career 
opportunities.

Home viewing
Management at the Belgian manufacturing company 
 Solwal need to cut costs due to competition from Asia. 
This is the background to the movie Two Days, One 
Night (2014, directors Jean-Pierre and Luc Dardenne) 
which reveals some of the consequences of the global 
financial crisis. Sandra Bya (played by Marion Cottilard) 
has been off work, suffering from depression. During 
her absence, Mr Dumont, the senior manager, decides 
that in Sandra’s section they need only 16 workers and 
not 17. He calculates that the company can either pay 
the €1,000 annual bonuses for 16 employees, or can-
cel the bonuses and Sandra (the 17th employee) stays. 
The staff vote 13 to 3 in favour of their bonuses. Sandra 
learns about this on the Friday before returning to work. 
However, one of Sandra’s colleagues persuades Dumont 

to hold another ballot on Monday morning. Sandra is 
married with two children, and badly needs her job. Her 
husband persuades her to speak to the 13 colleagues 
who voted for the bonuses, to ask them to change 
their minds. She has only two days in which to do this. 
 Sandra soon discovers that her colleagues have financial 
problems of their own.

How do you feel about Dumont’s decision to let his 
employees decide whether to keep their bonuses, or 
to keep Sandra? At the end of the movie, how do you 
feel about Dumont’s proposal for giving Sandra her job 
back? Is it inevitable that, in a financial crisis, organiza-
tional and individual needs cannot both be satisfied? 
What other steps could management have taken in these 
circumstances?
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The problem with social science
What can social science offer to organizational behaviour? The contribution of social sci-
ence to the sum of human knowledge in general is often regarded with scepticism. The 
natural sciences do not have this problem. What is the problem with social science?

We can put people on the moon, deliver movies to your computer, send pictures to 
mobile phones on which you can watch television, genetically engineer disease-resistant 
crops, perform ‘keyhole’ surgery, and so on. Natural science has also given us technolo-
gies with which we can do enormous damage. Textbooks in electrical engineering, naval 
architecture, quantum mechanics and cardio-vascular surgery tell the reader how things 
work, how they go wrong and how to fix them. Students from these disciplines often find 
psychology, sociology and organizational behaviour disappointing because these subjects 
do not always offer clear practical guidance. Social science often raises more questions than 
it answers, and draws attention to debates, conflicts, ambiguities and paradoxes, which 
are left unresolved. Natural science gives us material technology. Social science has not 
given us a convincing social engineering, of the kind which, say, would reduce car theft, 
or eliminate terrorism. Nevertheless, managers expect organizational research to resolve 
organizational problems.

The goals of science include description, explanation, prediction and control of events. 
These four goals represent increasing levels of sophistication. Social science, however, 
seems to struggle in all of these areas. Table 1.2 summarizes the problems.

Table 1.2: Goals of science and social science struggles

Goals of science Practical implications Social science struggles

Description Measurement Invisible and ambiguous variables
People change over time

Explanation Identify the time order of events
Establish causal links between 
variables

Timing of events not always clear
Cannot always see interactions

Prediction Generalizing from one setting to 
another

Uniqueness, complexity and lack of 
comparability between settings

Control Manipulation Ethical and legal constraints

StOp and think

You discover that one of your instructors has a new way to improve student 
performance. She gives students poor grades for their first assignment, regardless of 
how good it is. This, she argues, stimulates higher levels of student performance in 
subsequent assignments.

This is an example of ‘social engineering’. To what extent is this ethical?

These ‘struggles’ only arise if we expect social science to copy natural science practices. 
If the study of people and organizations is a different kind of enterprise, then we need dif-
ferent procedures. Social science is just a different kind of science.

Description
Natural and social science differ in what they are attempting to describe. Natural sci-
ence describes an objective reality. Social science describes (or documents) how 
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18 Chapter 1 Explaining organizational behaviour

people understand and interpret their circumstances. Objective reality is stable. People’s 
 perceptions change.

The first goal of science, however, is description, and to achieve this, social science has 
only three methods: observation, asking questions and studying documents. Documents 
can include blogs, emails and texts, websites, diaries, letters, company reports, commit-
tee minutes, or publications. Physicists and chemists, for example, use only one of these 
methods – observation. Metals, chemicals and interstellar objects do not respond well to 
interrogation, or send text messages, and do not publish autobiographies in the style that 
has become popular, for example, with corporate chief executives.

There are different modes of observation. The researcher can observe informal discus-
sion in a cafeteria, join a selection interview panel, follow candidates through a training 
programme, or take a job with an organization in order to experience what it is like to work 
there. Our understanding of the management role, for example, is based largely on observa-
tion, but this has limitations. What can we say about someone’s perceptions and motives 
just by observing them? We could shadow somebody for a day or two, and make guesses. 
Eventually we will need to ask them some questions.

How do we study phenomena that cannot be observed directly, such as learning 
 (Chapter 5)? We do this through inference. As you read this text, we would like to think 
that you are learning about organizational behaviour. However, if we could open your head 
as you read, we would struggle to find ‘the learning process’ (neurophysiology has begun 
to understand memory processes). The term ‘learning’ is a label for an invisible (to a social 
scientist) activity whose existence we can assume.

Some changes must take place inside your head if learning is to occur. Neurophysiol-
ogy can help to track down the processes involved, but it is not clear how an improved 
understanding of the neurology and biochemistry of learning would help us to design better 
job training programmes. The procedures for studying learning by inference are straightfor-
ward. We can examine your knowledge of this subject before you read this text, and repeat 
the test afterwards. If the second set of results is better than the first, then we can infer that 
learning has taken place. Your ability to perform a particular task has changed, and we 
can use that change to help us identify the conditions that caused it. In this way, we can 
study the effects of different inputs to the learning process – characteristics of the teachers, 
learners, physical facilities, and the time and other resources devoted to the process. We 
can study variations in methods, materials and timing. Our understanding of the learning 
process can thus develop systematically. From this knowledge, we can begin to suggest 
improvements.

StOp and think

The manager of a major high street retail store in your area has asked you, a 
researcher, to assess the level of job satisfaction among sales staff. You cannot speak to 
staff, because that would affect sales. Can you do this assessment by observation? What 
will you look for?

Questions can be asked in person in an interview, or through self-report questionnaires. 
The validity of responses, as a reflection of the ‘truth’, is questionable for at least three 
reasons:

First, our subjects may lie. People planning a robbery, or who resent the intrusion of a 
researcher, may give misleading replies. There are ways in which we can check the accu-
racy of what people tell us, but this is not always possible or convenient.

Second, our subjects may not know. The mental processes related to our motives typically 
operate without conscious effort. Most of us struggle through life without constantly ask-
ing ‘why am I here?’, and ‘what am I doing?’ The researcher gets the answers of which 
the person is aware, or which seem to be appropriate in the circumstances.
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Third, our subjects may tell us what they think we want to hear. People rarely lie to 
researchers. They create problems by being helpful. Easier to give a simple answer than 
a complex history of intrigue and heartbreak. The socially acceptable answer is better 
than no answer at all. Researchers must be aware of the social context in which informa-
tion is collected.

Explanation
A second goal of science is explanation. We can often infer that one event has caused 
another even when the variables are not observable. If your test score is higher after read-
ing this text than before, and if you have not been studying other materials, then we can 
infer that this text has caused your score to improve. The sequence of events is not eas-
ily established. We might assume, for instance, that satisfaction leads to higher job per-
formance. However, we also know that good performance makes people more satisfied. 
Which comes first? Which way does the causal arrow point?

The laws that govern human behaviour seem to be different from those that govern the 
behaviour of natural phenomena. Consider, for instance, the meteorological law, ‘clouds 
mean rain’. This law holds good right around the planet. The cloud does not have to be 
told, either as a youngster or when it approaches hills, about the business of raining. 
 Compare this situation with the social law, ‘red means stop’. A society can choose to 
change this law, to ‘blue means stop’, because some people are red–green colour blind 
(and thus cause hideous accidents). The human driver can deliberately jump the red 
light, or have a lapse of concentration and pass the red light accidentally. Clouds can-
not vote to change the laws that affect them, nor can they break these laws, or get them 
wrong by accident.

We are not born with pre-programmed behavioural guides, although it appears that we 
are equipped from birth to learn certain behaviours, such as language (Pinker, 2002). We 
have to learn the rules of our particular society at a given time. Different cultures have 
different rules about relatively trivial matters, such as how close people should stand to 
each other. We also have rules about how and when to shake hands and for how long the 
shake should last, about the styles of dress and address appropriate to different occasions, 
about relationships between superior and subordinate, between men and women, between 
elderly and young. Even across the cultures of Europe, and of the Pacific Rim, there are 
major differences in social rules, both between and within countries.

We cannot expect to discover laws governing human behaviour consistently across time 
and place. Social and cultural norms vary from country to country, and vary across subcul-
tures in the same country. Our individual norms, attitudes and values also vary over time 
and with experience, and we are likely to answer a researcher’s questions differently if 
approached a second time.

Prediction
A third goal of science is prediction. Social science can often explain events without being 
able to make precise predictions (Table 1.3). We may be able to predict the rate of suicide 
in a given society, or the incidence of stress-related disorders in an occupational group. 
However, we can rarely predict whether specific individuals will try to kill themselves, or 
suffer sleep and eating disorders. This problem is not critical. We are often more interested 
in the behaviour of groups than individuals, and more interested in tendencies and prob-
abilities than in individual predictions and certainties.

There is a more fundamental problem. Researchers often communicate their findings to 
those who have been studied. Suppose you have never given much thought to the ultimate 
reality of human existence. One day, you read about an American psychologist, Abraham 
Maslow, who claims that we have a basic need for ‘self-actualization’, to develop our capa-
bilities to their full potential. If this sounds like a good idea, and you act accordingly, then 
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what he has said has become true, in your case. His claim has become true. This may be 
because he has given you a fresh view of human experience, or because he has given you a 
label to explain an aspect of your intellectual makeup.

Table 1.3: We can explain – but we cannot confidently predict

We can explain staff turnover in 
a supermarket in terms of the 
repetitive and boring nature of 
work

but we cannot predict which 
individual staff members will leave, 
or when they will choose to do so

Individual
factors

We can explain the factors that 
contribute to group cohesiveness 
in an organization

but we cannot predict the level 
of cohesion and performance of 
particular groups

Group
factors

We can explain why some 
types of organizational 
structure are more adaptable in 
the face of external change than 
others

but we cannot predict the 
performance improvements that  
will follow an organizational 
structure change

Structure
factors

We can explain how different 
management styles encourage 
greater or lower levels of 
employee commitment and 
performance

but we cannot predict which 
managers will achieve the highest 
levels of commitment and 
performance in a given setting

Management
factors

Some predictions are thus self-fulfilling. Simply saying that something will happen can 
either make it happen, or increase the likelihood of it happening. The statement from a gov-
ernment spokesperson that ‘there is no need for motorists to start panic-buying petrol’ will 
always trigger panic-buying by motorists, thus creating the fuel shortages that the statement 
was designed to avoid. Equally, some predictions are intentionally self-defeating. Many of 
the disastrous predictions of economists, about budget deficits and interest rate movements, 
for example, are designed to trigger action to prevent those prophecies from coming true. 
In an organization, one could predict that valuable employees will leave if a given manage-
ment style continues, in the hope that this will lead to a change in style.

Control
A fourth goal of science is control, or the ability to change things. Social science and organi-
zational research findings are often designed to encourage change. The natural scientist 
does not study the order of things in order to be critical, or to encourage that order to 
improve itself. It is hardly appropriate to evaluate, as good or bad, that gas expands when 
heated, or the number of components in a strand of DNA. Social scientists, on the other 
hand, are often motivated by a desire to change aspects of society and organizations. For 
that purpose, we need to understand how things currently work, and the strengths and 
weaknesses of those arrangements. Such understanding, therefore, is not necessarily a use-
ful end in itself. Social science can be critical of the social and organizational order that it 
uncovers, because that order is only one of many that we are able to create.

As we said earlier, we do not have a social technology that enables us to manipulate 
other people. Perhaps we should be grateful for this. However, Table 1.4 identifies organi-
zational interventions that are designed to control aspects of employee behaviour.

It is important to recognize that our judgements and our recommendations are based 
not only on evidence, but also on values. Social science has been criticized as ‘ideology in 
disguise’. However, if one studies organizations in order to change and improve them, then 
we cannot escape that criticism. Our improvement is not necessarily your improvement.
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Explaining organizational behaviour
We need to look again at how social science tries to explain things. The natural sciences 
are based on an approach known as positivism. The term ‘scientific’ is often used to mean 
a positivist approach that is objective and rigorous, using observations and experiments to 
find universal relationships.

Heat a bar of metal, and it expands. Eat more salt, and your blood pressure rises. The 
factor that causes a change is the independent variable. The effect to which it leads is 
the dependent variable. These are also known as the causal and outcome variables. Salt 
is the independent (causal) variable; blood pressure is the dependent (outcome) vari-
able. Those variables can be measured, and those causal relationships are universal and 
unchanging. To measure something, you need an operational definition – a method for 
quantifying the variable.

The operationalization of temperature and blood pressure involves thermometers and 
monitors. Questionnaires are often used as operational definitions of job satisfaction and 

Table 1.4: Interventions to control organizational behaviour

Organizational intervention Attempts to control

Staff training and development programmes 
(Chapter 5, Learning)

Employee knowledge and skills

Psychometric assessments  
(Chapter 6, Personality)

The types of people employed

Employee communications (Chapter 7, 
Communication)

Employee understanding of and compliance with 
management-inspired goals

Job redesign (Chapter 9, Motivation) employee motivation, commitment and 
performance

Teambuilding (Part 3) Levels of team cohesion and performance

Reorganization – structure change (Part 4) Ability of the organizational to respond to 
external turbulence

Organizational change (Chapter 19, Change) Speed of change and reduction of conflict and 
resistance

Organizational culture change (Chapter 4, 
Culture)

Values, attitudes, beliefs and goals shared by 
management and employees

Human resource management (Chapter 1, 
Explaining OB)

high employee performance

Leadership style (Chapter 18, Leadership) Commitment to an overarching vision

StOp and think

You are a management consultant studying repetitive clerical work in an insurance 
company. The staff are bored, unhappy and demotivated. Your study shows how 
work redesign can improve things by giving them variety and autonomy in their jobs. 
However, managers claim that their work system is cost-effective, and produces the 
service which customers want, while allowing them to keep their staff under control.

As the management consultant with the evidence, how would you resolve this 
disagreement, and persuade management to implement your recommendations? 
What do you think are your chances of being successful?

positivism a 
perspective which 
assumes that the world 
can be understood 
in terms of causal 
relationships between 
observable and 
measurable variables, 
and that these 
relationships can be 
studied objectively using 
controlled experiments.
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management style. With those measures, we can answer questions about the effects of dif-
ferent management styles on employee satisfaction, and job performance. That assumes that 
human behaviour can be explained with the methods used to study natural phenomena.

Our field map of the organizational behaviour terrain (Figure 1.1) can thus be read as a 
‘cause and effect’ explanation. Manipulate the independent variables on the left, and you 
alter the values of the dependent variables – organizational effectiveness and quality of 
working life – on the right. This kind of explanation is known as a variance theory: do 
variations in management style cause varying levels of job satisfaction; do varying person-
ality traits cause variations in levels of job performance?

Although positivism and variance theory have been successful in the natural sciences, 
many social scientists argue that this approach does not work in the social and organiza-
tional world. Positivism assumes that there is an objective world ‘out there’ which can be 
observed, defined and measured. In contrast, constructivism argues that many aspects of 
that so-called objective reality are defined by us. ‘Reality’ depends on how we see it, on 
how we socially construct it (Berger and Luckmann, 1966).

Operational 
definition the method 
used to measure the 
incidence of a variable 
in practice.

Variance theory 
an approach 
to explaining 
organizational 
behaviour based on 
universal relationships 
between independent 
and dependent variables 
which can be defined 
and measured precisely.

Constructivism 
a perspective which 
argues that our social 
and organizational 
worlds have no ultimate 
objective truth or 
reality, but are instead 
determined by our 
shared experiences, 
meanings, and 
interpretations.

What does it mean to say that ‘reality is socially constructed’? Suppose you want to meas-
ure aggression at student functions. As a positivist, you first have to decide what counts 
as ‘aggression’. Your operational definition could be an ‘aggressiveness index’ which you 
use to count observable behaviours such as raised and angry voices, physical contact, pain 
and injury, and damage to property. You might find, for example, that some functions are 
more aggressive than others, that aggressiveness is higher later in the evening, that female 
students are just as aggressive as male students, and so on.

Now, suppose you observe one male student shout at and punch another on the arm. 
The second student responds angrily and pushes the first student away. A table is shaken, 
drinks are spilled, glasses are broken. Your ‘aggressiveness index’ just increased by five or 

. . . and then he raises the issue of, ‘how many angels can dance on the head of a pin?’, 
and I say, you haven’t operationalized the question sufficiently – are you talking about 
classical ballet, jazz, the two-step, country swing . . .
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six points. In talking to the students, however, they describe their actions as friendly, fun, 
playful; a typical Friday night. The other members of their group agree. This socially con-
structed version of events, for actors and observers, actually involves friendship. Your oper-
ational definition is misleading. What matters is how those involved interpret their own 
actions. Of course, in a different social or organizational setting, raised voices, physical 
violence and damaged property will be understood as aggression. The interpretation of 
those behaviours is not consistent from one context to another. Temperatures of 45 degrees 
 Celsius, or blood pressure readings of 180 over 90, will always be ‘high’, wherever you are.

Constructivism argues that we are self-interpreting beings. We attach meaning and pur-
pose to what we do. Chemical substances and metal bars do not attach meaning to their 
behaviour, nor do they give interviews or fill out questionnaires. So, human behaviour 
cannot be studied using methods that apply to natural objects and events. As a constructiv-
ist, our starting point must lie with how others understand, interpret and define their own 
actions, and not with definitions that we create for them. The organizational behaviour 
variables in which we are interested are going to mean different things, to different people, 
at different times, and in different places.

Variance theory, therefore, is not going to get us very far. To understand organizational 
issues, we have to use process theory (Mohr, 1982; Langley et al., 2013).

Process theory shows how a sequence of events, in a given context, lead to the outcomes 
in which we are interested. Those outcomes could concern individual satisfaction, the effec-
tiveness of change, organizational performance, the resolution of conflict. Outcomes are 
often generated by combinations of factors interacting with each other. If salt raises your 
blood pressure, half that salt will reduce the pressure by a measurable amount. If leader-
ship is necessary for the success of organizational change, it does not make sense to con-
sider the implications of half that leadership.

The Macondo Well blowout described earlier is a good example of a process explana-
tion. This disaster was caused by a combination of factors over time: confused leadership 
structures, poor communication, lack of procedures, mismanagement of contractors, poor 
maintenance and use of technology, inadequate risk management, an ineffective regulatory 
system. No single factor was to blame as they all contributed to the sequence of disastrous 
events and to the tragic outcomes.

Process theory is helpful when we want to understand:

r� complex and messy social and organizational problems;

r� situations that are affected by a large number of different factors which are difficult to 
define and measure, and which change with time and context;

r� factors which do not have independent effects, but combine and interact with each 
other;

r� sequences of events where the start and end points are not well defined;

r� interesting outcomes which are themselves difficult to define and measure.

Variance theory offers definitive explanations where the links between causes and outcomes 
do not change. The values of the causal variables always predict the values of the outcome 
variables (this temperature, that volume). Process theories offer probabilistic explanations. 
We can say that combinations of factors are more or less likely to generate the outcomes of 
interest, but not always.

process theory  
an approach 
to explaining 
organizational 
behaviour based on 
narratives which 
show how several 
factors, combining and 
interacting over time 
in a particular context, 
are likely to produce the 
outcomes of interest.

StOp and think

Hospital managers are concerned that patients with serious conditions wait too long 
in the emergency department before they are diagnosed and treated.

How would a positivist approach this problem?

How would a constructivist approach this problem?
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The positivist wants to observe and record patient numbers, waiting and treatment 
times, staffing levels, bed numbers, the availability of resources. The constructivist wants to 
talk to doctors, nurses and ambulance crews, to find out how they feel about working here 
and what they think the problems are. Which approach is more likely to resolve the waiting 
times problem, and why?

Table 1.5 summarizes the contrasting perspectives on which explanations for organiza-
tional behaviour can be based. What are the implications for our field map of organizational 
behaviour? Seen from a positivist perspective, that model encourages the search for consist-
ent causal links: this organizational structure will improve effectiveness and adaptability, 
that approach to job design will enhance performance and quality of working life. The posi-
tivist is looking for method, for technique, for universal solutions to organizational problems.

Table 1.5: Positivism versus constructivism

Perspective

Positivism Constructivism

Description Accepts information that can be 
observed and quantified consistently

Accepts qualitative information, 
and relies on inference; studies local 
meanings and interpretations

Explanation Uses variance theories
Relies mainly on observable quantitative 
data and measurements
Seeks universal laws based on links 
between independent and dependent 
variables

Uses process theories
Relies mainly on qualitative data and 
self-interpretations
Develops explanatory narratives based on 
factors combining and interacting over 
time and in context

Prediction Based on knowledge of stable and 
consistent relationships between 
variables
Predictions are deterministic

Based on shared understanding and 
awareness of multiple social and 
organizational realities
Predictions are probabilistic

Control Aims to shape behaviour and achieve 
desired outcomes by manipulating 
explanatory variables

Aims at social and organizational 
change through stimulating critical 
self-awareness

Seen from a constructivist perspective, our field map suggests other questions: how do 
we define and understand the term ‘organization’, and what does ‘effectiveness’ mean to 
different stakeholders? What kind of work experiences are different individuals looking for, 
and how do they respond to their experience, and why? The constructivist argues that 
explanations may apply only to a small part of the social and organizational world, and that 
explanations may have to change as the context changes, with time. Constructivists seek to 
trigger new ideas and change by stimulating self-critical awareness.

This field map, therefore, does not set out causal links across the organizational behav-
iour terrain. This is just one way to picture a complex subject quickly and simply. We hope 
that it also gives you a useful overview, and helps you to organize the material in this text. 
It also serves as a reminder to consider the range of interacting factors that may explain 
what we observe, and that it is often helpful to look beyond what may appear to be the 
main and obvious explanations.

Research and practice: evidence-based management
Do managers use organizational research evidence to inform their plans and decision mak-
ing? Given the problems facing social science in the areas of prediction and control, do the 
kinds of evidence and explanation that social science produces help managers in their task? 
Is research useful when applied to real world organizations and problems?
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Sara Rynes et al. (2014, p.317) admit that ‘when students or practitioners look to the 
research base to answer practical questions, they often find that much of our research evi-
dence isn’t all that impressive’. There is a well-known gap between academic research and 
organizational practice, and it is not difficult to explain why. Researchers publish their 
work in academic journals. Most managers do not read much, and few read academic pub-
lications. Many researchers follow lines of enquiry that do not focus on the problems that 
organizations and their managers are facing. Research and practice also work on different 
timescales. A manager with a problem wants to solve it today; a researcher with a project 
could take two to three years to come up with some answers.

What does evidence-based management look like?
‘Here is what evidence-based management looks like. 
Let’s call this example, a true story, “Making Feedback 
People-Friendly”. The executive director of a health care 
system with 20 rural clinics notes that their performance 
differs tremendously across the array of metrics used. This 
variability has nothing to do with patient mix or employee 
characteristics. After interviewing clinic members who 
complain about the sheer number of metrics for which 
they are accountable (200+ indicators sent monthly, com-
paring each clinic to the 19 others), the director recalls a 
principle from a long-ago course in psychology: human 
decision makers can only process a limited amount of 
information at any one time. With input from clinic staff, 

a redesigned feedback system takes shape. The new sys-
tem uses three performance categories – care quality, 
cost, and employee satisfaction – and provides a sum-
mary measure for each of the three. Over the next year, 
through provision of feedback in a more interpretable 
form, the health system’s performance improves across 
the board, with low-performing units showing the great-
est improvement’ (from Rousseau, 2006, p.256).

In this example a principle (we can process only a lim-
ited amount of information) is translated into practice 
(give feedback on a small set of critical performance met-
rics using terms people understand).

Basing decisions on evidence should be better than relying on habit, bias and false 
assumptions. Jeffrey Pfeffer and Robert Sutton (2006) are particularly critical of ‘pay for 
performance’ schemes used to motivate people to higher levels of achievement. For exam-
ple, the UK government has considered paying hospital surgeons according to their success 
in their operating theatres. Schemes like this assume that (a) job performance depends on 
motivation, (b) staff are motivated by money, (c) performance can be measured in a consist-
ent and reliable way, and (d) employees work alone, and are not dependent on the contribu-
tions of others. These assumptions are all false. You may hate your job, but work harder in 
order to get a good reference when you leave. ‘Performance’ can have several aspects, some 
of which are subjective (‘quality of care’). The emphasis on financial benefits overlooks the 
importance that most of us attach to intrinsic rewards and doing a good job. The surgeon in 
an operating theatre is heavily dependent on cooperation from many colleagues, all of whose 
efforts affect the patient’s well-being. Paying some members of staff more than others is divi-
sive if the scheme is seen as unfair, and that will lower everyone’s performance.

Pfeffer and Sutton (2006) argue that, while pay for performance schemes are popu-
lar, there is no evidence that they work – except where our four assumptions are correct. 
There is evidence that these schemes actually lower performance. Managers aware of this 
 evidence would avoid the costs of pay for performance schemes, and find better ways to 
motivate staff (see Chapter 9).

This argument, inspired by evidence-based medicine, has led to an evidence-based 
 management movement. There is an Evidence-Based Management Collaborative, based at 
Carnegie Mellon University in America. EBMgt has a Wikipedia entry; check it out. EBMgt 
is a seductive idea. It uses the language of ‘scientific evidence’ and ‘causally interpretable 
data’. It is attractive to researchers who want to influence practice, and is attractive to 

Evidence-based 
management 
systematically using the 
best available research 
evidence to inform 
decisions about how 
to manage people and 
organizations.

When the late Peter Drucker was asked why managers fall for bad advice and fail to use sound evidence, 
he didn’t mince words. ‘Thinking is very hard work. And management fashions are a wonderful 
substitute for thinking’ (Pfeffer and Sutton, 2006, p.219).
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managers looking for independent legitimation for their decisions and actions. (Evidence-
based decision making is explored in more depth in Chapter 20.) But does it work as 
intended?

The similarities between medicine and management have been exaggerated. Medicine 
may advise with confidence to ‘take pill, cure headache’, but there are few such general 
solutions to organizational problems. There is no such thing as ‘best practice’ because this 
depends on local circumstances. Management interventions vary according to the context. 
Usually, a number of initiatives or solutions are implemented at the same time. It is rare to 
see one solution aimed at a single problem. Medical and managerial decisions differ in other 
significant respects, too; doctors treating headaches do not have to consider the impact of 
their decisions on organizational politics.

Best practice or next practice?
Susan Mohrman and Edward Lawler (2012, p.42) argue 
that:

The major challenge for organizations today is navigat-
ing high levels of turbulence. They operate in dynamic 
environments, in societies where the aspirations and 
purposes of various stakeholders change over time. 
They have access to ever-increasing technological 

capabilities and information. A key organizational 
capability is the ability to adapt as context, opportuni-
ties, and challenges change.

Evidence-based best practice means doing what 
worked in the past. To respond effectively to new chal-
lenges, we need to focus also on ‘next practice’.

Christine Trank (2014) identifies two other problems with EBMgt. First, academic arti-
cles are designed to persuade. They are open to interpretation and are not simply neutral 
ways of sharing information. Different readers can come to different conclusions from the 
same evidence. Second, she criticizes the prescriptive ‘what works’ approach of EBMgt 
because ‘It points towards a more technocratic than professional practice: one in which sci-
entific research is translated to narrow action rules that are applied as routines, rather than 
one in which considerable autonomy is granted to knowledgeable practitioners using judge-
ment and values to decide on action’ (Trank, 2014, p.384). Those involved in professional 
work, she argues, must be able to use their judgement and to ignore ‘action rules’ based on 
what worked in the past, elsewhere, but which may not work here and now.

David Denyer and David Tranfield (2009, p.687) prefer the terms ‘evidence-informed’ 
and ‘evidence-aware’. Rob Briner et al. (2009) note that research evidence is only one factor 
in most professional decisions, and may not be the most important – stakeholder prefer-
ences, context and judgement are also involved. If the term is used rigidly, however, EBMgt 
may underestimate the contributions of research to practice. For Alan Bryman and David 
Buchanan (2009, p.711) contributions include:

r� developing new perspectives, concepts and ideas;

r� suggesting how current arrangements could be redesigned;

r� confronting social and organizational injustices;

r� highlighting significant issues, events and processes;

r� surfacing issues that might remain hidden;

r� broadcasting voices that might remain silent;

r� demonstrating the potential consequences of different actions.

Organizational research can therefore shape practice by suggesting, in creative and posi-
tive ways, how problems are understood in the first place, and how they are approached. 
While we can rarely say, ‘here is the solution to your problem’, we can often say, ‘here is a 
way to understand your problem, and to develop solutions that will work in this context’.
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Human resource management: OB in action
One area where organizational behaviour (OB) contributes to evidence-based practice is 
human resource management (HRM – or personnel management). These subjects are 
often taught separately, with distinct topics and methods, but there is overlap. OB is con-
cerned with micro- and macro-organizational issues, at individual, group, corporate and 
contextual levels of analysis. HRM develops and implements policies which enhance qual-
ity of working life, and encourage commitment, engagement, flexibility and high perfor-
mance from employees in the context of corporate strategy.

In designing those policies, HRM (or simply HR) can be seen as ‘organizational behaviour 
in practice’. This applies to all stages of the employment cycle (Figure 1.2) – stages that you 
will encounter at various points in your career. At the end of this cycle, ‘termination’ can 
mean that the employee has resigned, retired, been made redundant, or been fired.

So
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human resource 
management the 
function responsible for 
establishing integrated 
personnel policies to 
support organizational 
strategy.

Employment cycle 
the sequence of stages 
through which all 
employees pass in each 
working position they 
hold, from recruitment 
and selection, to 
termination.

inductionrecruitment selection  

trainingreward performance appraisal

promotiondiscipline career planning

terminationrecruitment

Figure 1.2: The employment cycle
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To show the links between OB and HRM, Table 1.6 maps the OB topics covered in this 
text against areas of HRM practice. The basic model of HRM (Figure 1.3) says that, if you 
design your people policies in a particular way, then performance will improve. In terms of 
the concepts we introduced earlier, HRM policies are independent variables, and the quality 
of working life and organizational effectiveness are dependent variables. However, as we 
will see, a process perspective is more appropriate for explaining relationships between HR 
policies and organizational outcomes.

Table 1.6: Human resource management and organizational behaviour

HRM functions issues and activities OB topics

Recruitment,  
selection, induction

Getting the right employees into the right 
jobs; recruiting from an increasingly diverse 
population; sensitivity to employment of 
women, ethnic minorities, the disabled, 
the elderly

Environmental turbulence; PESTLE analysis; 
personality assessment; communication; person 
perception; learning; new organizational forms

Training and  
development

Tension between individual and organizational 
responsibility; development as a recruitment 
and retention tool; coping with new 
technologies

Technology and job design; new organizational 
forms; learning; the learning organization; 
motivation; organizational change

Performance appraisal  
and reward

Annual appraisal; pay policy; fringe benefits; 
need to attract and retain staff; impact of 
teamwork on individual pay

Motivation; expectancy theory; equity theory; 
group influence on individual behaviour; 
teamworking

Managing conduct  
and discipline

Sexual harassment, racial abuse, drug abuse, 
alcohol abuse, health and safety; monitoring 
misconduct; using surveillance; formulation  
and communication of policies

Surveillance technology; learning; socialization; 
behaviour modification; organizational culture; 
managing conflict; management style

Participation and  
commitment

Involvement in decisions increases 
commitment; design of communications 
and participation mechanisms; managing 
organizational culture; tap ideas, release 
talent, encourage loyalty

Communication; motivation; Organizational 
structure; organizational culture; new forms of 
flexible organization; organizational change; 
leadership style

Organizational  
development and  
change

The personnel/human resource management 
role in facilitating development and change; 
flexible working practices

Organizational development and change; 
motivation and job design; organizational 
culture and structure; leadership

if you implement ‘high commitment-
high performance’ human resource

practices linked to strategy

you will improve quality of working
life, product quality, quality of customer
service, and organizational effectiveness

independent variables dependent variables

then

Figure 1.3: The basic model of HRM

The Bath model of HRM
The Bath People and Performance Model (Purcell et al., 2003) is shown in Figure 1.4. This 
more detailed model focuses on the processes through which HR policies influence employee 
behaviour and performance. For people to perform beyond the minimum requirements of a 
job, three factors, Ability, Motivation and Opportunity (AMO), are necessary:
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If one of these factors is weak or missing, then an individual’s performance is likely to be 
poor. You may have the ability and the motivation, but if your supervisor prevents you 
from sharing ideas with colleagues and insists on ‘standard procedure’, then you will prob-
ably not ‘go the extra mile’.

Most employees have some choice over how, and how well, they perform their jobs. 
This is known as discretionary behaviour.

Sales assistants, for example, can decide to adopt a casual and unsympathetic tone, or 
they can make customers feel that their concerns have been handled in a competent and 
friendly way. Negative, uncaring behaviours are often a response to an employee’s percep-
tion that the organization no longer cares about them. When one member of staff annoys a 
customer, and management finds out, then that employee has a problem. However, if staff 
collectively withdraw their positive discretionary behaviours, this affects the performance 
of the whole organization, and management have a problem.

Factor Employees must

Ability have job skills and knowledge, including how to work well with others

Motivation feel motivated to do the work, and to do it well

Opportunity be able to use their skills, and contribute to team and organizational success

discretionary 
behaviour freedom 
to decide how work is 
going to be performed; 
discretionary behaviour 
can be positive, such 
as putting in extra time 
and effort, or it can 
be negative, such as 
withholding information 
and cooperation.

job security

career
opportunity

performance
appraisal

training and
development

recruitment
and selection

pay
satisfaction

work–life
balance

job challenge
and autonomy

teamworking

involvement

communication

exercise of
discretionary
behaviour to 

improve
performance

beyond
minimum

requirements,
to ‘go the
extra mile’

ResponseImplementationAMO factorsHR policy areas Behaviour

Ability

Motivation

Opportunity

Implementation
by line

managers

encouragement

respect

trust

organization
commitment

and

job satisfaction

performance
outcomes

Figure 1.4: The Bath People and Performance Model

Source: adapted from Purcell et al. (2003, p.7). Reprinted by permission of the Chartered Institute of Personnel and 
Development.

What encourages employees to ‘go the extra mile’? The answer lies in the model’s 
 process theory, which explains performance outcomes in terms of a combination of factors:

1. Basic HR policies are required to produce the Ability, Motivation and Opportunity that 
are key to any level of performance.

2. The line managers who ‘bring these policies to life’, have to communicate trust, respect 
and encouragement, in the way that they give directions, and respond to suggestions.

M01_BUCH2881_09_SE_C01.indd   29 07/26/16   8:29 PM



30 Chapter 1 Explaining organizational behaviour

3. The combination of HR policies with line management behaviours must lead to feelings 
of job satisfaction and commitment, or the policies themselves will have little impact on 
behaviour and performance.

4. People tend to use positive discretionary behaviours when they experience pride in their 
organization, and want to stay there. Commitment and job satisfaction thus encourage 
employees to use discretionary behaviour to perform better.

How can HR help an organization to make money?
Ed Catmull was the co-founder of Pixar, the animation 
studio that made the Toy Story films. When Pixar began 
making Toy Story 2, Catmull was stunned to discover 
that his production staff refused to work on the sequel 
because the creatives had left them feeling ‘disrespected 
and marginalized – like second-class citizens’ on the first 
film. On the first film, everything – budgets, schedules 
and even ideas – had to be communicated through the 

appropriate line manager. ‘If an animator wanted to talk 
to a modeller, he had to go through the proper chan-
nels’, Catmull said. By abolishing that rule – and encour-
aging a free flow of information – Pixar improved morale. 
A simple HR fix facilitated the making of two more  
Toy Story films that between them generated well 
over £1 billion in box office revenues (from Mendoza,  
2015, p.31).

While those policies must be in place, it is the process of implementing them that matters. 
The same policies, with inconsistent or half-hearted management, can lower commitment 
and satisfaction, and positive discretionary behaviours will be withdrawn. The policies cen-
tral to this model are:

1. Recruitment and selection that is careful and sophisticated.

2. Training and development that equips employees for their job roles.

3. Career opportunities.

4. Communication that involves two-way information sharing.

5. Involvement of employees in management decision making.

6. Teamworking.

7. Performance appraisal and development.

8. Pay that is equitable and motivating.

9. Job security.

10. Challenge and autonomy.

11. Work–life balance.

This suggests that a positive bundle of policies which reinforce each other will have more 
impact than the sum of individual policies. On the other hand, a deadly combination of 
other policies can compete with and weaken each other: for example, financial rewards 
based on individual contributions, with appraisal and promotion systems which encourage 
teamworking.

Big data and the HR contribution
There is compelling evidence for the link between ‘high performance’ human resource 
management and organizational performance. On commercial grounds alone, surely this 
evidence has made an impact on practice? Stephen Wood et al. (2013) report the findings 
from a survey of 87,000 UK businesses. They found that adoption of high performance prac-
tices varied from sector to sector, and between larger and smaller employers. Innovative 
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organizations, and those in competitive markets for premium quality goods and services 
were more likely to be adopters than those producing basic goods. In the UK, the use of all 
high performance practices declined between 2007 and 2011. These ‘best practices’ are not 
as common in practice as they are in textbooks.

That low impact of HR policies may now change, due to the contributions of ‘big data’ 
and ‘data analytics’. The increasing ‘digitization’ of services and processes allows organiza-
tions to capture large amounts of information concerning those who use them. Every time 
you use a search engine, visit a website, make an online purchase, receive or make a call or 
send a text on your mobile phone, make a payment using your smartphone, transfer funds 
online, or drive a motor car equipped with a GPS system, the companies which provide 
these products and services collect information about you, your location, your movements, 
and your habits and preferences.

For example, Gerry George et al. (2014, p.321) note that ‘a participant in a Formula 1 car 
race generates 20 gigabytes of data from the 150 sensors on the car that can help analyse the 
technical performance of its components, but also the driver reactions, pitstop delays, and 
communication between crew and driver that contribute to overall performance’. Before 
the computers and the internet were available, information of this kind was difficult, if not 
impossible, to capture, store, or analyse. It is also possible to analyse social behaviour pat-
terns and networks, by mapping patterns of movements in the workplace, using sensors or 
badges, and the frequency of meeting room usage using remote sensors to record entry and 
exit patterns. Are the ‘right’ people communicating and coordinating their activities with 
each other? How is this reflected in performance? The information required to answer such 
questions, across a whole organization, is now available in near real time.

The volume of information now available to commercial businesses and to government 
agencies is so vast that it is known as big data.

These large amounts of detailed information allow organizations to explore and to pre-
dict patterns and trends in individual and group behaviours, such as consumer choices, 
traffic patterns, or the outbreak and spread of diseases. To reveal those patterns and trends, 
statistically and visually, more powerful computational tools have been developed, known 
as data analytics.

Data analytics are contributing to human resource management policies by provid-
ing objective information on which to base decisions and to solve HR-related problems. 
‘Human capital analytics’ can provide insights into an organization’s workforce, the HR 
policies and practices that support them, and workforce characteristics such as knowledge, 
skills and experience (Chartered Institute for Personnel and Development, 2015). Bruce 
Fecheyr-Lippens et al. (2015) describe how a leading healthcare organization used these 
methods to improve employee engagement, saving more than US$100 million. Analysis 
showed that pay discrepancies had caused job dissatisfaction which led to high staff turno-
ver. Using predictive analytics, another company saved $20 million on bonuses while cut-
ting staff turnover by half. Analysis showed that the main reasons why staff left concerned 
lack of investment in training and inadequate recognition. The expensive retention bonuses 
were having no impact. The consulting company McKinsey believed that staff defections 
were due to performance ratings or compensation. Analytics showed, however, that the 
key factors were a lack of mentoring and coaching. The ‘flight risk’ across the company fell 
by up to 40 per cent once coaching and mentoring were improved (Fecheyr-Lippens et al., 
2015, p.2).

Big data information 
collected, often in real 
time, from sources 
such as internet clicks, 
mobile transactions, 
user-generated content, 
social media, sensor 
networks, sales queries, 
purchases.

data analytics 
the use of powerful 
computational methods 
to reveal and to 
visualize patterns and 
trends in very large sets 
of data.

StOp and think

There is compelling evidence to show that ‘high performance’ HR practices do work, 
and can improve financial returns. They have been widely publicized in management 
journals. So why do you think these management practices are not more widely 
used?
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HR – business partners and working the pumps
The human resource function is traditionally the ‘employ-
ees’ champion’, but it is also responsible for ensuring 
that employment practices fit the company’s commercial 
strategy. These roles involve the use of ‘hard’ and ‘soft’ 
HR practices. Hard HR aims to control costs. Soft HR aims 
to maintain motivation and commitment. In a recession, 
the need to control costs can conflict with the staff desire 
for job security. How does HR work in this situation? 
Research from Ireland suggests some answers.

Hard HR Soft HR

Cut pay and bonuses

Reduce headcount

Cut working time

Control recruitment  
and promotion

Measure productivity

Reduce costs

Improve communications

Engage and involve staff

Training, talent management, 
Redeployment

Larger pay cuts for higher paid 
staff

In-sourcing

Build motivation and 
commitment

Ireland has suffered the most serious economic crisis 
in its history, with a shrinking economy, rising unem-
ployment, a high rate of company insolvencies, a fall in 
earnings in both private and public sectors, and the need 
for an internationally financed rescue package. The tra-
ditionally good partnership relations between Ireland’s 

employers, trade unions and government collapsed in 
2009 when they failed to agree on pay and economic 
priorities. How does the HR function operate in this 
situation?

A team from University College Dublin and Queen’s 
University Belfast surveyed 450 managers and ran focus 
groups with a further 30 (Roche, 2011). They found that 
the influence of HR had grown, as companies relied more 
on the function’s expertise. HR had developed a dual 
role, as ‘business partners’, helping senior managers with 
strategy, and ‘working the pumps’, helping line manag-
ers to implement changes.

Do hard times mean hard responses? Some compa-
nies, such as Dublin Airport Authority, introduced ‘tiered’ 
pay cuts that were deeper for staff on higher salaries, 
and seen to be fair. Most companies froze recruitment, 
wages and salaries. But the recession also put a priority 
on communications, to make sure that everyone under-
stood the commercial situation. Employee engagement 
was also important as a source of ideas for responding 
to the crisis.

In other words, the HR response to recession involved 
bundles of hard and soft practices. The hard part of 
the bundle dealt with the short-term business agenda. 
But companies were also aware of the need to main-
tain employee motivation and commitment beyond 
the recession.
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RECap

1. Explain the importance of an understanding of 
organizational behaviour.

r� Organizations influence almost every aspect of our 
daily lives in a multitude of ways.

r� If we eventually destroy this planet, the cause 
will not lie with technology or weaponry, but 
with ineffective organizations and management 
 practices.

2. Explain and illustrate the central dilemma of 
organizational design.

r� The organizational dilemma concerns how to rec-
oncile the inconsistency between individual needs 
and aspirations, and the collective purpose of the 
organization.

3. Understand the need for explanations of behav-
iour in organizations that take account of combi-
nations of, and relationships between factors at 
different levels of analysis.

r� The study of organizational behaviour is multi- 
disciplinary, drawing in particular from psychol-
ogy, social psychology, sociology, economics and 
political science.

r� Organizational behaviour involves a multi-level 
study of the external environment, and inter-
nal structure, functioning and performance of 
organizations, and the behaviour of groups and 
 individuals.

r� Organizational effectiveness and quality of work-
ing life are explained by a combination of con-
textual, individual, group, structural, process and 
managerial factors.

r� In considering explanations of organizational 
behaviour, systemic thinking is required, avoiding 
explanations based on single causes, and consid-
ering a range of interrelated factors at different 
 levels of analysis.

4. Understand the difference between positivist 
and constructivist perspectives, and their respec-
tive implications for the study of organizational 
behaviour.

r� A positivist perspective uses the same research 
methods and modes of explanation found in the 
natural sciences to study and understand organi-
zational behaviour.

r� It is difficult to apply conventional scientific 
research methods to people, because of the 

 ‘reactive effects’ which come into play when 
 people know they are being studied.

r� A constructivist perspective assumes that, as we 
are self-defining creatures who attach meanings 
to our behaviour, social science is different from 
natural science.

r� A constructivist perspective believes that reality is 
not objective and ‘out there’, but is socially con-
structed.

r� A constructivist approach abandons scientific neu-
trality and seeks to stimulate social and organiza-
tional change by providing critical feedback and 
encouraging self-awareness.

5. Understand the distinction between variance 
and process explanations of organizational 
behaviour.

r� Variance theory explains organizational behaviour 
by identifying relationships between independent 
and dependent variables which can be defined 
and measured. Variance theories are often quan-
titative, and are based on a positivist perspective.

r� Process theory explains organizational behaviour 
using narratives which show how many factors 
produce outcomes by combining and interacting 
over time in a given context. Process theories can 
combine quantitative and qualitative dimensions, 
and can draw from positivist and constructivist tra-
ditions.

6. Explain the development and limitations of 
 evidence-based management.

r� The concept of evidence-based management is 
popular, but the links between evidence and prac-
tice are complex; evidence can shape the ways in 
which problems are understood and approached, 
rather than offering specific solutions.

7. Recognize the breadth of applications of organi-
zational behaviour theory, and contributions to 
human resource management practice.

r� The Bath model of human resource management 
argues that discretionary behaviour going beyond 
minimum requirements relies on having a combi-
nation of HR policies.

r� High performance work practices increase organi-
zational profitability by decreasing employee turn-
over and improving productivity, but they are not 
widely adopted.

 Recap 33
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Springboard
Alan Bryman and Emma Bell (2015) Business Research Methods (4th edn). Oxford: Oxford 

University Press. Authoritative account of methods in management and organizational 
research.

Stella Cottrell (2011) Critical Thinking Skills: Developing Effective Analysis and Argument  
(2nd edn). Basingstoke: Palgrave Macmillan. Explores the nature and application of criti-
cal thinking.

1. How is organizational behaviour defined? What topics does this subject cover? What 
is the practical relevance of organizational behaviour?

2. Describe an example of organizational misbehaviour, where you as a customer were 
treated badly. Suggest possible explanations for your treatment.

3. Hospital managers are concerned that patients with medical emergencies wait too long 
in the casualty department before they are diagnosed and treated. Which approach, 
positivist or constructivist, is more likely to resolve this problem, and why?

4. How can evidence, concepts, theories and models from organizational behaviour 
 contribute effectively to organizational practice? Give examples.

Revision

Research 
assignment

Organizations affect all aspects of our lives. Buy a small notebook. Starting on Friday 
morning when you wake up, and ending on Sunday night when you go to bed, keep a 
list of all the organizations with which you have had contact over this period.

‘Contact’ includes, for example, a radio programme that you listen to at breakfast, a 
television station that you watch, the shops that you visit, the bank with whose card you 
make payments, the companies who run the buses, trains and taxis that you use. Which 
companies make the food and drinks that you consume? Also, which cinemas, bars, 
nightclubs, sports and social clubs did you visit? Religious and educational establish-
ments? Medical facilities or emergency services that you have used (you never know)? 
Check your mail: which organizations have written to you? Do you have any utility or 
council tax bills to pay, and from which organizations do you get these services? Have 
you dealt with any charity requests? Have you checked your internet service provider 
and social networking organizations? What companies made your computer and mobile 
phone? Which companies designed the browser and other software that you are using? 
Whose advertisements have you watched?

Every time you do anything or go anywhere over these three days, stop and ask: 
which organizations am I interacting with in some way? – and record the names in your 
notebook. Then on Sunday night, or first thing Monday morning:

1. Total the number of organizations with which you have had contact on each of the 
three days – Friday, Saturday and Sunday.

2. Remove any duplicates and assign a number to each organization on your remain-
ing list.

3. Devise a categorization scheme for your numbered organizations, including as many 
of them as possible;  private/public, profit/charitable; goods/services. Use as many 
categories as you need. Some organizations may not ‘fit’ your scheme, but this is not 
a problem. How many organizations were in each category?

4. Consider what this list of organizations reveals about you and your lifestyle. Be 
 prepared to share your conclusions with colleagues.
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Lyman W. Porter and Benjamin Schneider (2014) ‘What was, what is, and what may be 
in OP/OB’, Annual Review of Organizational Psychology and Organizational Behav-
ior, 1: 1–21. Fascinating account of the history of organizational behaviour from the 
mid- twentieth century; reviews current status, with recommendations for the future. 
 Available at www.annualreviews.org/journal/orgpsych

Shaun Tyson (2014) Essentials of Human Resource Management (6th   edn). London: 
 Routledge. Introductory text exploring how HR has developed new approaches in 
response to global recession, increasing competition, and the need for corporate agility.

OB cinema
Antz (1998, directors Eric Darnell and Tim Johnson). This clip (7 minutes) begins immediately after the 
opening credits with Z (played by Woody Allen) saying ‘All my life I’ve lived and worked in the big 
city’ and ends with General Mandible (Gene Hackman) saying, ‘Our very next stop Cutter’. This is the 
story of a neurotic worker ant, Z 4195, who wants to escape from his insignificant job in an authori-
tarian organization – the ant colony.

1. Using the field map of the organizational behaviour terrain as a guide, identify as many examples 
as you can of how individual, group, structural and managerial process factors influence organiza-
tional effectiveness and quality of working life in an ant colony.

2. What similar examples of factors affecting organizational effectiveness and quality of working life 
can you identify from organizations with which you are familiar?

OB on the web
Search YouTube for ‘The Corporation (6/23): The Pathology of Commerce’. This short clip (47 sec-
onds) from the movie The Corporation is presented by Dr Robert Hare who is a consultant to the FBI 
on psychopaths. He argues that corporations have all the characteristics of psychopaths. Do you find 
his argument convincing? What are the implications of this viewpoint?

Chapter exerCises

1. Best job – worst job

 Objectives 1. To help you to get to know each other.
  2. To introduce you to the main sections of this organizational behaviour course.

 Briefing 1. Pair up with another student. Interview each other to find out names, where you 
both come from, and what other courses you are currently taking.

2. In turn, introduce your partner to the other members of the class.

3. Two pairs now join up, and the group of four discuss:

What was the worst job that you had? What made it so bad?
What was the best job that you ever had? What made it so good?

 Chapter exercises 35
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36 Chapter 1 Explaining organizational behaviour

4. Appoint a scribe, to record the recurring themes revealed in group members’ stories 
about their best and worst jobs. Appoint also a group spokesperson.

5. The spokespersons then give presentations to the whole class, summarizing the 
recurring features of what made a job good or bad. As you listen, use this score sheet 
to record the frequency of occurrence of the various factors.

Factors affecting job experience

Factors Examples (✓) if mentioned

Individual factors Pay: reasonable or poor
Job training: comprehensive or none
Personality: clashes with other people
Communication: frequent or little

Group factors Co-workers: helping or not contributing
Conflict with co-workers
Pressure to conform to group norms
Staff not welded into a team

Structural factors Job tasks: boring or interesting
Job responsibilities: clear or unclear
Supervision: too close or little
Rules: too many or insufficient guidance

Management factors Boss: considerate or autocratic
Decisions: imposed or asked for opinions
Disagreements with managers: often or few
Changes: well or poorly implemented

2. Management versus workers

Rate each of the following issues on this five-point scale, in terms of whether you think man-
agers and workers have shared, partially shared, or separate interests (from Noon and Blyton, 
2007, p.305):

share identical interests 1 2 3 4 5 have completely separate interests

• health and safety standards

• basic pay

• introducing new technology

• levels of overtime working

• designing interesting jobs

• bonus payments

• flexible working hours

• equal opportunities

• company share price

• developing new products and/or services

• redundancy

Explain why you rated each of these issues in the way that you did.
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Employability assessment
With regard to your future employment prospects:

1. Identify up to three issues from this chapter that you found significant.

2. Relate these to the competencies in the employability matrix.

3. Decide what actions you need to take to maintain and/or develop those competencies under each of the four 
headings of the employability matrix.
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Personal qualities
self-management

work ethic/results orientation
appetite for learning
interpersonal skills

creativity and innovation

Leadership qualities
leadership

people management
leading and managing change

project management
general management skills

Other attributes
political awareness

understand cross-cultural issues
how organizations work

critical thinking
decision making

Practical skills
commercial acumen

customer service skills
communication skills
problem solving skills

teamworking skills

Employability

The employability matrix
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Key terms
environment

stakeholders

environmental uncertainty

environmental complexity

environmental dynamism

post-modern organization

environmental determinism

strategic choice

environmental scanning

globalization
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Learning outcomes
When you have read this chapter, you should be able to define those 
key terms in your own words, and you should also be able to:

1. Understand the mutual interdependence between the 
organization and its environment.

2. Appreciate the strengths and limitations of PESTLE analysis of 
organizational environments.

3. Explain contemporary organizational responses to environmental 
turbulence.

4. Apply utilitarianism, theory of rights and theory of justice to assess 
whether or not management actions are ethical, and recognize the 
limitations of those criteria.

5. Understand the concept of corporate social responsibility, and the 
practical and ethical implications of this concept for organizational 
behaviour.

 Chapter 2 Environment
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40 Chapter 2 Environment

Why study an organization’s environment?

The competitive environment today
Mark Frissora, chief executive of the car rental company 
Hertz, explains the impact of technology:

I’ve never seen a more volatile business environment 
than the one we are operating in today. Technol-
ogy and social media have completely changed the 
concept of competitive advantage. For a long time, 
companies could test and experiment; they could 
pilot a new concept or product, but they could keep 
it confidential. Now, whatever you do and say is 
almost instantly transferable to your competitors. 
Pricing strategies, marketing strategies, anything you 

pilot, even in a small market, immediately gets into 

your competitors’ hands on a global basis. Unless 

you can patent something, the first-mover advan-

tage, at least the way we learned about it in busi-

ness school, lasts a very short period of time. What 

used to be a two-year competitive advantage is two 

minutes today. This is all due to the increased use 

of the Internet, social media, and other technology- 

based advances.

From Kirkland (2013, p.2)

An organization must interact with the outside world, with its environment. That 
 environment has become more volatile, uncertain, complex and ambiguous (‘VUCA’). 
Organizational effectiveness and survival thus depend on monitoring and understanding 
these trends and developments, and on responding appropriately. The study of the organi-
zational environment is critical.

The work of any organization – local café, city hospital, multinational motor car 
 company – can be described in terms of ‘import–transformation–export’ processes. The 
car plant imports staff, materials, equipment and energy, which it transforms into vehicles, 
which are exported to customers through direct sales or a dealer network. Organizations are 
constantly involved in exchanges with their suppliers, customers, regulatory agencies and 
other stakeholders, including their employees.

The environment for a motor car plant in the twenty-first century is complex. Energy 
costs are difficult to predict, and are sensitive to geopolitical events. Hybrid, electric and 
semi-autonomous vehicles are weakening demand for traditional cars. The engineering 
skills of car manufacturers have become less significant than electronic expertise, as engine 
management, safety, entertainment, communications, navigation and other driver-assist 
systems are computerized. Where in the world should motor car manufacturing plants be 
located? In 2015, the Japanese carmaker Toyota planned to build new plants in Mexico and 
China, having built one in Thailand in 2013 (Inagaki, 2015).

Cost competition has encouraged the use of ‘lean manufacturing’ methods, which affect 
work organization and quality of working life. The concern with pollution caused by inter-
nal combustion engines which burn petrol and diesel oil has encouraged the development 
of cleaner engines and electrically powered cars to reduce carbon emissions. The volume 
of traffic in many cities has driven local governments to consider road pricing, congestion 
charges and taxes to encourage the use of public transport. These are just some of the fac-
tors in the environment of a car plant, forcing constant adjustments to ways of thinking 
about the business. This means constantly reviewing strategy, organization structure, use 
of resources, management decisions, job design and working practices.

Environment issues, 
trends and events 
outside the boundaries 
of the organization, 
which influence 
internal decisions 
anF DehavioWrs�

Stakeholders anyone 
who is concerned with 
how an organization 
operates, and who 
will be affected by its 
decisions and actions.

Stop and think

What factors, trends or developments in the external environment of retail food  
stores – Sainsbury’s, Tesco, Waitrose, Walmart – are affecting their behaviour and 
working practices?

What are the main factors in the environment of your college or university? How are 
those factors influencing management actions – and how are these affecting you?
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Figure 2.1 outlines the argument of this chapter: ‘the world out there’ influences ‘the 
world in here’.

The working world in 2020
What will work and management and organizations 
be like in 2020? A report from the Chartered Manage-
ment Institute (2014, p.24) outlines the trends that are 
 probably going to shape the future:

r� Technology is transforming the ways in which organi-
zations function. By 2020, everybody will have six dif-
ferent devices that will be connected to the internet, 
in addition to smart buildings and cars. There will be 
more connected devices on the planet than people.

r� People skills will become even more important to man-
agers who will lead teams whose members work flex-
ibly, in a range of locations, connecting with each other 
online in flat and less hierarchical organization structures.

r� With access to big data and data analytics (see 
 %hapter ��� managers will have tools for analysing 
staff emails and social media profiles, allowing them 
to assess the intelligence and emotional stability of 

potential recruits, the engagement of existing staff, 
and to manage performance and retention more 
effectively.

r� Diversity will become an even more important busi-
ness imperative. Nearly 1 billion women are likely to 
join the global workforce over the next decade. By 
2020, women are expected to take up 56 per cent of 
the net increase in jobs in the UK.

r� The proportion of black, Asian and other ethnic minori-
ties in the UK population will rise to 20 per cent by 2051.

r� Many of the young people joining companies today 
will live to 100 years old and will be working until they 
are about 85.

What are the implications of these trends and devel-
opments? Managers need to develop a culture that pri-
oritizes ethics, social responsibility, sustainability and 
flexibility.

External environment factors,
trends, and developments

lead to
change in

internal organization structures,
processes, and behaviours

Figure 2.1: External environment–organization links

Social science texts annoy readers from other disciplines by first presenting a model, and 
then showing that it is wrong, which we will do here. There are three reasons for using this 
approach:

1. It is helpful to begin simple and work up to complex.

2. If we construct an argument using basic assumptions, then introduce more complex 
and realistic assumptions, the thinking behind the model is exposed more clearly.

3. Models like Figure 2.1 are just ‘one point of view’, and are open to challenge.

Fast and furious: forces affecting the auto industry
In their interview with Bill Ford, the great-grandson of 
Henry Ford and the executive chairman of Ford Motor 
Company, Hans-Werner Kass and Thomas Fleming (2015, 
pp.65–6) asked him about the forces that were influenc-
ing the pace of change in the auto industry:

The pace of change is accelerating and I love it. 
I think it’s the most interesting time in my 35 years 
at Ford. It used to be that the auto industry, and the 
car itself, were part of a self-contained ecosystem. 
If there were breakthroughs, they were developed 

within the  industry. It was a much more controlled 
environment and not nearly as dynamic as today’s. 
In fact, I think we ended up being rather insular as 
an industry, and on balance it was not a good thing. 
That’s all been turned on its head; we now have dis-
ruption coming from every angle, from the potential 
ways we fuel our vehicles to the ownership model. 
We have a whole generation that just wants access 
to vehicles as opposed to ownership – for example, 
through services such as Uber, Zipcar, and RelayRides. 

➔
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Understanding the dynamics of the environment is central to organizational survival. 
Organizations which are ‘out of fit’ have to change, or go out of business: still making CDs 
now that subscription-based music streaming services such as Spotify, Beats and Tidal are 
available; still printing books now that tablets and e-book readers are commonplace; still 
machining components now that we have 3D printing technology. As the complexity and 
pace of environmental change seem to have increased, organizations that are able to adapt 
quickly to new pressures and opportunities are likely to be more successful than those 
which are slow to respond. However, the organization that jumps in the wrong direction – 
 improving existing products and services, for example – may be in trouble; but it is interest-
ing to note that vinyl records (‘LPs’), once regarded as obsolete, have become popular again. 
One concern for organizational behaviour, therefore, has been the search for ‘fit’ between 
the internal properties of the organization, and features of the external environment.

The search for ‘fit’
Many commentators argue that the internal structures and processes of an organization 
should reflect, or ‘fit’ the external environment. What does this mean? One factor that 
affects most organizations is environmental uncertainty.

Most managers feel that the pace of events is increasing, and that they lack a clear 
view of the way ahead, the nature of the terrain, obstacles, or the final destination. How 
can organizations be adaptable enough to cope with continuous and unpredictable change? 
Robert Duncan defined uncertainty as the lack of adequate information to reach an unam-
biguous decision, and argued that environmental uncertainty has two dimensions (Duncan 
1972, 1973, 1974, 1979). One dimension concerns the degree of simplicity or complexity. 
The other is the degree of stability or dynamism:

Even the dealership model is changing, with Tesla sell-
ing directly to consumers. In terms of connectivity, so 
much of the technology is being developed outside 
the auto industry. 9hether itos vehicle�to�vehicle and 

vehicle-to-infrastructure  communication, semiautono-
mous and fully autonomous driving, or connecting to 
the cloud – these are all major trends coming at us 
fast and furiously.

Environmental 
uncertainty the 
degree of unpredictable 
turbulence and change in 
the political, economic, 
social, technological, 
legal and ecological 
context in which an 
organization operates.

Simple–complex The number of different issues faced, the number of different factors 
to consider, the number of things to worry about

Stable–dynamic The extent to which those issues are changing or stable, and whether 
they are subject to slow movement or to abrupt shifts 

Environmental 
complexity the range 
of external factors 
relevant to the activities 
of the organization; the 
more factors, the higher 
the complexity.

Environmental 
dynamism the pace 
of change in relevant 
factors external to the 
organization; the greater 
the pace of change, 
the more dynamic the 
environment.

External factors can include customers, suppliers, regulatory bodies, competitors and 
partners in joint ventures. Duncan argued that the ‘stable–dynamic’ dimension is more 
important in determining environmental uncertainty. Complexity means that you have 
many issues to consider. Dynamism, on the other hand, is more difficult to manage because 
you don’t know what is going to happen next. Plotting these two dimensions against each 
other gives us the typology in Figure 2.2. This typology can be applied to the organization 
as a whole, or to particular business units and departments.

Stop and think

Which type of environment would you prefer to work in; stable/simple or dynamic/
complex, and why? Share your choice with a colleague. You will have to consider this 
question every time you apply for a job.
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External environments do not determine internal structures and processes. Our percep-
tion is selective, paying attention to some factors and filtering out others. The same envi-
ronment may be perceived differently by different managers, even in the same sector. It is 
management perceptions which affect decisions about organization strategy, structures and 
processes. Igor Ansoff (1997) has developed this argument, summarized in Table 2.1.

large number of
different external factors

changing slowly:
insurance company

university

large number of
dissimilar external factors

changing frequently:
airline
bank

small number of
similar external factors

changing slowly:
beer distributor

florist

small number of
similar external factors
changing frequently:

fashion designer
book publisher

low – simple high – complex

low – stable

high – dynamic

degree of
dynamism

degree of complexity

Figure 2.2: Duncan’s typology of organizational environments

Table 2.1: Ansoff’s typology of environments

Level Environmental change Organization strategy Management attitude

1 Repetitive
Little or no change

Stable
Based on precedent

Stability seeking
Rejects change

2 Expanding
Slow incremental change

Reactive
Incremental change based on 
experience

Efficiency driven
Adapts to change

3 Changing
Fast incremental change

Anticipatory
Incremental change based on 
extrapolation

Market driven
Seeks familiar change

4 Discontinuous
Discontinuous but predictable 
change

Entrepreneurial
Discontinuous new 
strategies based on observed 
opportunities

Environment driven
Seeks new but related 
change

5 Surprising
Discontinuous and  
unpredictable change

Creative
Discontinuous new and  
creative strategies

Environment creating
Seeks novel change

He identifies five types of environment based on the turbulence being experienced, from 
‘repetitive’ at one extreme, to ‘surprising’ at the other. Read the first two columns of his 
table vertically, working up and down the scale from ‘repetitive’ at one extreme to ‘surpris-
ing’ at the other. Go to level 1, the repetitive environment, and read the table horizontally. 
Ansoff argues that we can identify the most appropriate strategy and management atti-
tude for that environment. In a stable environment, strategy should be based on precedent. 
What worked in the past will work in future. In a repetitive environment, the management 
attitude concerns stability. Change could ruin the business:

environment is repetitive, 
with no change

strategy should be stable 
and based on precedent

management should seek 
stability, reject change

Now go to level 5, to the surprising, discontinuous and unpredictable environment, and 
again read across the row. As you might expect, the recommended strategy is creative, 
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based on new approaches, and not on what the organization has done in the past. The 
management attitude has to be novelty-seeking, seeking to influence the environment in 
creative ways. Holding on to past precedents in this context will ruin the business:

surprising environment, 
unpredictable  

change

novel strategies  
should be based on  

creativity

management should  
embrace change,  

seek novelty

Now read the other three middle rows, again working across the table, noting the strategy and 
management implications for each of the other levels of change. Once that argument and the 
practical implications are clear, try reading the organization strategy column vertically. This 
can be read as a strategy scale, from stability (precedent driven) at one extreme to creativity 
(novelty driven) at the other. The final column works in the same way, with a management 
attitude scale, from stability (rejecting change) to creativity (embracing novelty).

Ansoff (1997) distinguishes between extrapolative and discontinuous change, shown by 
the separation in Table 2.1 between levels 3 and 4. Where change is extrapolative, the 
future can be predicted, more or less, following (extrapolating from) current trends. When 
change is discontinuous, our ability to predict is limited. Most managers today would proba-
bly claim that their organizations operate in discontinuous and/or surprising environments.

Ansoff makes unkind comments about managers who have been successful in organizations 
with extrapolative environments. He claims that they may lack the skills, knowledge, experi-
ence and attitudes to deal with discontinuous change. Success in a discontinuous environment 
requires entrepreneurial vision and creativity, anticipating change. He suggests that ‘Managers 
incapable of developing an entrepreneurial mindset must be replaced’ (Ansoff, 1997, p.76).

Stop and think

Does your educational institution face extrapolative or discontinuous change? To what 
extent is the institution’s strategy and management attitude appropriate to that level 
of change?

Apply this analysis to yourself. What level of environmental change are you subject to, 
and how does this affect your behaviour?

Our updated model is in Figure 2.3. The stimulus of external change prompts organiza-
tional responses. The scale, dynamism and complexity of environmental stimuli encour-
age an adaptive, environmentally responsive organizational ‘paradigm’, described as the 
 post-modern organization.post-modern 

organization  
A networked, 
information-rich, 
delayered, downsized, 
boundary-less, 
high-commitment 
organization employing 
highly skilled, well-paid 
autonomous knowledge 
workers.

Stimulus Response

Environmental pressures Organizational characteristics 

globalization
extrapolative or discontinuous change

future scenario probabilities
management perceptions

political factors
economic factors

social and demographic factors
technological factors

legislative factors
environmental factors

organization strategy
organization structure, teamwork

management, leadership style
working practices, empowerment

employment patterns
from bureaucracy to network
innovative business solutions

the post-modern organization

lead to
change in

such as: such as:

Figure 2.3: The search for environment–organization ‘fit’
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Stewart Clegg (1990, p.181) describes the post-modern organization:

Where the modernist organization was rigid, post-modern organization is flexible. Where 
modernist consumption was premised on mass forms, post-modernist consumption is 
premised on niches. Where modernist organization and jobs were highly differenti-
ated, demarcated and de-skilled, post-modernist organization and jobs are highly de- 
differentiated, de-demarcated and multiskilled.

The claim is that bureaucracy, macho managers and boring jobs are being replaced by 
flexible organizations with participative, supportive managers and interesting, multi-
skilled, jobs.

Stop and think

Have you experienced, or observed, a flexible, boundary-less, post-modern 
organization with skilled and autonomous employees?

Have you experienced, or observed, the opposite – a bureaucratic organization with 
poorly paid, boring and unskilled jobs that are controlled by autocratic managers?

We promised that, having built a model, we would knock it down. There are four flaws 
in the reasoning in Figure 2.3. The first problem concerns environmental determinism.

We know that internal organizational arrangements are affected by many factors: the 
dynamics of the senior management team, their approach to decision making, employee 
suggestions, past experience. We also know that, whatever the reality ‘out there’, what 
really matters is how the environment is understood and interpreted ‘in here’. This means 
that an environmental ‘stimulus’ is just one stimulus among many, and that this is not 
guaranteed either a response, or the expected response.

The second problem concerns assumptions about organizational boundaries. Can we say 
clearly what is ‘out there’ and what is ‘in here’? Organizations are involved in a constant 
process of exchange with the environment, importing staff and resources, exporting goods 
and services. Employees are members of the wider society, whose values and preferences 
are thus ‘inside’ the organization. Many organizations operate in collaboration with suppli-
ers and competitors, to share the costs, for example, of developing new materials, processes 
and products. Some organizations – gymnasiums, motoring assistance – treat customers 
as ‘members’. The boundaries between organizations and their environments are often 
blurred.

The third problem is one of interpretation. We are considering ‘environment’ and ‘organ-
ization’ as separate domains. However, an organization chooses and influences its environ-
ment; this is a matter of strategic choice (Child, 1997). European motor car companies can 
choose whether or not to manufacture and sell their cars in China. A restaurant changes 
its environment (customers, suppliers, competitors) when the owners choose to stop sell-
ing fast food and move into gourmet dining. In other words, the external environment is 
enacted: the organization creates and to some extent even becomes its own environment, 
rather than being ‘given’ or ‘presented with’ that environment.

The final problem concerns continuity. The model suggests a picture of rapid and radi-
cal change. However, we know that is not the case. We can identify many continuities, 
environmental and organizational. The German Weihenstephan Brewery was founded 
in 1040, the Swedish company Stora in 1288, Oxford University Press in 1478, Beretta in 
1530, Sumitomo in 1590, Lloyd’s in 1688, Sotheby’s in 1744, Guinness in 1759, Royal Dutch 
Shell in 1833, Nokia in 1865. We are familiar with the arguments for constant change. 
 However, organizations that live long and prosper are also valuable: they establish com-
munity links, provide continuity of employment across generations, and also offer a sense 
of social cohesion and communal solidarity (de Geuss, 1999). One set of responses to 
environmental pressures thus involves organizational adaptation, or reinvention, in order 

Environmental 
determinism 
the argument that 
internal organizational 
responses are primarily 
determined by external 
environmental factors.

Strategic choice 
the ability of an 
organization to decide 
on the environment, or 
environments – that is, 
sectors, and parts of 
the world – in which it 
wiNN operate�
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to survive; the telecommunications company Nokia began by making paper, and has since 
been involved in making rubber boots, raincoats, cables, television sets and studded bicycle 
tyres (Skapinker, 2015).

Analysing the organization’s environment
Identifying current and future factors ‘out there’ which could affect an organization often 
produces a long list. The first problem, therefore, is to identify all of those factors. The 
next challenge is to predict their impact. The methods used to analyse the environment are 
known as environmental scanning techniques.

Environmental scanning involves collecting information from different sources: gov-
ernment statistics, websites, newspapers and magazines, specialist research and consult-
ing agencies, demographic analysis, market research, focus groups. There are three major 
trends affecting most organizations; technology, globalization and demographics.

Technology
Technology is probably the most tangible and visible aspect of environmental change. The 
pace of development appears to be unchecked. Three years ago, the previous edition of this 
text described social networking and cloud computing as ‘new’; these are now established 
and ‘old’. Successful new business models based on smartphone ‘apps’ may be relatively 
new as this text is being developed, but will be old when you read this. Most of us use our 
own devices and online services for personal and social, as well as for work purposes; we 
are no longer dependent on our employing organization’s technology (which can often be 
more cumbersome and slow).

Applications of computing affect almost all aspects of our lives: how we entertain our-
selves, how we buy goods and services, how we communicate. These developments have 
increased the number of ‘knowledge workers’ whose value depends more on what they 
know than on what they can do. Software design, creative problem solving and ‘back office’ 
support do not depend on location, and these kinds of knowledge work can be outsourced 
to countries where rates of pay are lower. A focus on computing, however, overlooks devel-
opments in other fields, such as new materials, and in healthcare where the pace of devel-
opment of new drugs, treatment regimes and medical equipment seems to be as rapid as in 
computing, but attracts less attention.

Environmental 
scanning techniques 
for identifying and 
predicting the impact 
of external trends and 
developments on the 
internal functioning of 
an organization.

Stop and think

What new technologies, materials, medical treatments, services, processes, and so on, 
have affected your life and work recently?

In what ways? For better, or for worse?

Technology affects organizational behaviour in many ways, and on many levels: the 
design and delivery of products and services, corporate strategies, modes of communica-
tions and information exchange, the day-to-day work of individuals. These implications are 
explored in depth in Chapter 3.

Globalization
In the twenty-first century, developed Western economies see both threats and opportu-
nities in the economic growth of countries such as Brazil, Russia, India and China – the 
so-called BRIC economies. Those economies have lower labour costs, and some are attrac-
tive locations for manufacturing operations and customer service call centres. There is a 
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widespread perception that ‘outsourcing’ manufacturing and service operations in this way 
is happening at the expense of jobs in Europe and North America. The term given to these 
trends and developments is globalization (Giddens, 1990).

Richard Dobbs et al. (2014) explore the implications of the three forces identified in this 
section: globalization, technology and connectivity, and ageing populations. Each of these 
forces alone is driving major changes, but in combination, the consequences will be radical. 
The consulting company McKinsey estimates that half of world economic growth between 
2010 and 2025 will come from organizations based in over 400 cities in emerging markets –  
cities that few people in the West have heard of: Tianjin (China), Porto Alegre (Brazil), 
Kumasi (Ghana).

Smartphones and the on-demand economy

The smartphone is creating new businesses and business 
models, which are changing the organization of work 
and careers by using ‘apps’ to link service providers rap-
idly with potential customers. One well-known example 
is Uber, a taxi service founded in San Francisco in 2009 
and now operating in over 50 countries. With the Uber 
app on your phone, you can find a taxi or a ‘rideshare’ 

within minutes. Handy and Homejoy provide custom-
ers with self-employed home helps. Instacart purchases 
and delivers groceries. Washio offers a laundry service. 
BloomThat delivers flowers. TaskRabbit will find a last-
minute gift. SpoonRocket delivers restaurant-quality 
meals. Medicast and Axiom will send you a doctor or a 
lawyer, respectively. These new app-based business mod-
els do not need offices or costly computers, there are 
no full-time employees, and transaction costs are low. 
Algorithms link those with needs to those who have the 
capacity to meet them. Location is not necessarily impor-
tant, say for organizations that need a specialist to do 
some computer programming, or to develop a legal brief. 
This way of working will not suit all potential providers, 
especially those who prefer stability and predictability in 
their employment. However, this approach is attractive 
to those who want to use their spare time to generate 
income from freelancing, and who are happy working for 
Me plc (based on The Economist, 2015).
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Globalization the 
intensification of 
worldwide social and 
business relationships 
which link localities in 
such a way that local 
conditions are shaped 
by distant events.

Video case: globalization to localization?

This four-minute Financial Times video analyses changes in the nature of trade, globalization, 
and ‘hyperglobalization’. Shawn Donnan (world trade editor, Financial Times) explains how ‘the 
digital era’ is influencing trading patterns, encouraging the local provision of goods and services. 
What are the disadvantages and benefits of these trends, for individuals, organizations, and 
national economies?

Home viewing
Syriana (2006, director Stephen Gaghan) comes with the 
slogan ‘everything is connected’, and offers insights into 
globalization. The film is set in the fictional Gulf state of 
Syriana, and is based on relations between the global oil 
industry and national politics, illustrating the links between 

power and wealth, between  political, organizational and 
personal actions, between the decisions of corporate exec-
utives and the fate of workers. The action shifts between 
America, the Middle East and Europe. Friends are enemies; 
colleagues are crooks. One character observes, ‘Corruption 

➔
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Globalization is an uneven process. Many people around the world do not have access 
to the goods and technologies that contribute to the experience of globalization for affluent 
members of developed economies. Many societies and groups reject the dislocation that 
globalization can bring, and object to the spread of Western culture, signified most clearly 
by brand labels. Western organizations (from fast food outlets to national embassies) have 
become terrorist targets, as well as focal points for the demonstration of anger over per-
ceived attempts to impose Western values on other cultures.

ain’t nothing more than government intrusion into  market 
efficiencies in the form of regulation. We have laws 
against it precisely so we can get away with it. Corruption 
is our protection. Corruption is what keeps us safe and 
warm. Corruption is how we win’. George Clooney plays 
Bob Barnes, a CIA agent hunting Middle Eastern terrorists. 
His role is to prevent the ageing Emir and his idealistic son 
from finalizing a deal with %hina� and not #merica 
nI want 
you to take him from his hotel, drug him, put him in the 

front of a car, and run a truck into it at 50 miles an hour’). 
Syriana attributes the radicalization of young immigrant 
Muslims from Pakistan, and their suicide terrorist attack on 
an oil tanker, to the casual way in which a global oil com-
pany treats its employees. George Clooney won an Oscar 
for his part in this movie. Identify positive and negative 
examples of globalization in action, and assess whether 
the advantages outweigh the disadvantages, from the 
viewpoint of this film.
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Stop and think

How does globalization affect you personally?

In what ways could globalization influence your working life and your career?

What are the personal benefits and disadvantages?
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Demographics
Demographic changes pose some of the most difficult challenges for management in 
the twenty-first century. The workforce in industrialized economies is ageing. The 
proportion of the population who have retired from employment is growing relative 
to the proportion of the population still in work. An ageing population is one conse-
quence of people living longer and having fewer children. This is an accelerating 

Barbie is a globalization icon

Barbie is one of the most profitable toys in history, 
selling at a rate of two per second, and generating 
over 75��  billion in annual revenues for the /attell 
 Corporation based in Los Angeles (Giddens and Sut-
ton, 2009, p.135). Sold in 140 countries, she is a global 

citizen, but she is global in another sense, too. Although 
she was designed in America, she has never been made 
there, and was first manufactured in Japan in 1959 
(where wages were low at the time), and has since been 
made in other low-wage countries in Asia. The only com-
ponents of Barbie which come from America are the 
cardboard packaging, and some paints. Her body and 
wardrobe come from elsewhere across the planet:

Component/
manufacturing stage

Source

Designs, pigments, oils, 
moulds

United States

Cardboard packaging Made in United States with 
pulp from Indonesia

Oil for her plastic parts Saudi Arabia

Refined oil and PVC plastic 
pellets

Taiwan

Injection moulding China, Indonesia, Malaysia

Nylon hair Japan

Cotton dresses China

Distribution Hong Kong

The sign on the box may say ‘made in China’, or Indo-
nesia, or Malaysia. But Barbie crosses many geographical 
boundaries on her journey from the designer’s sketchpad 
to the customer. Look at the products that you own and 
use. Where do they come from? Choose one of your 
favourite items and see if you can identify where in the 
world its components were made.
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The cross-border spider’s web of global production and supply
‘Victor and William Fung, owners of Li and Fung, a Hong 
Kong-based company that helps orchestrate these sup-
ply chains, have said that this network has “ripped the 
roof off the factory”. Suppliers can now be anywhere. 
They use the example of a pair of shorts they made for 

an  American retailer. The buttons came from China, the 
zips from Japan, the yarn was spun in Bangladesh and 
woven into fabric and dyed in China, and the garment 
was stitched together in Pakistan. Yet every pair of shorts 
has to look as if it were made in one factory’.
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global phenomenon. One measure is the percentage of the population aged 65 or 
over: in the past, that was around 3 to 4 per cent. However, in developed economies 
today, those over 65 comprise around 15 per cent of the population, and this could 
reach 25 per cent on average by 2050 (Chand and Tung, 2014). According to one 
estimate, around half of all the humans who have ever been over 65 are alive today, 
and that by 2035, over 1.1 billion people – 13 per cent of the world’s population –  
will be above 65 (The Economist, 2014a). In the UK, these percentages are:

Generations
Veterans, born 1925 to 1942; also known as the silent 

generation, matures, traditionalists

Baby Boomers, born 1946 to 1964; also just called 
Boomers

Generation X, born 1965 to 1979, also known as baby 
busters, the thirteenth, lost generation

Generation Y, born 1980 to 1994; also known as 
 millennials, nexters, echo boomers

Generation C, born since 1995; Connected, Communi-
cating, always Clicking

These dates are approximate – different commentators 
disagree (Parry and Urwin, 2011).

*UK Office of National Statistics estimate: www.statistics.gov.uk

Year % of population age 65 or over

1985 15

2010 17

2035* 23

In 2010, there were 10 million people aged 65 or over in the UK. Over 30 per cent of the 
workforce was over 50 in 2015 (CIPD, 2015). The average age of the UK population is also 
increasing:

Year Average age

1985 35

2010 40

2035* 42

*UK Office of National Statistics estimate: www.statistics.gov.uk

An ageing population has social consequences. The Boomers who were born after the 
Second World War (which ended in 1945), were celebrating their 60th birthdays (and 
thinking about retirement) from around 2006. Boomers have been called a ‘silver tsunami’ 
sweeping across affected countries (The Economist, 2010). The novel Boomsday, by Chris-
topher Buckley (2007), tells of the anger of younger generations whose taxes pay for the 
pensions, health and welfare of elderly Boomers.

The silver tsunami has other consequences. How will organizations fill the gaps as 
Boomers retire, taking their knowledge and experience with them, while the numbers of 
skilled youngsters are shrinking. Some older workers – ‘nevertirees’ – have decided to carry 
on working, and organizations will also have to learn how to manage them. Will older 
workers adapt to new technologies and working practices, and be willing to be managed 
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by youngsters? These are new problems, with little research or experience on which to 
draw. Approaches to managing older workers include:

r� exit interviews to capture their wisdom

r� mentoring systems in which Boomers coach their replacements

r� phased retirement rather than a sudden stop

r� shorter working weeks with flexible hours

r� calling on pools of retired staff for special projects

r� working during busy periods, punctuated by ‘Benidorm leave’.

A recent survey of over 1,000 managers found that most organizations had not yet devel-
oped their age management policies (Pickard, 2010). Younger managers find it difficult to 
manage older workers, who have different drives, and need flexibility (to care for elderly 
parents and grandchildren, for example). Management styles have to be consultative, draw-
ing on the experience of older workers for whom money is probably not the main or only 
motivator. Another useful practice is intergenerational mentoring; Boomers welcome the 
chance to mentor and support Gen Ys, who can share their potentially better understanding 
of social networking technologies.

There is a common perception that older workers are less motivated, do not perform well, 
are more costly and have a reduced ability to learn. Research has shown all of those percep-
tions to be false. Part of this negative stereotype also says that older workers are more resistant 
to change – a view that contributes to age discrimination. However, a study of 3,000 German 
workers in 93 companies by Florian Kunze et al. (2013) found that older employees were less 
resistant to change than younger colleagues. One explanation is that older workers may have 
better strategies for coping with and adapting to changing organizational environments.

How to handle ‘grumpy Boomers’
We tend to think of each generation, such as ‘Baby 
Boomers’, or ‘Gen Y’, as having a distinct set of attitudes 
and values. A study of Canadian knowledge workers, 
by Linda Duxbury and Michael Halinski (2014), suggests 
that this picture is too simple: there can be as much 
diversity within a generational group as between genera-
tions. Boomers, born between 1946 and 1964, will retire 
between 2010 and 2030. The problem is that, with an 
ageing population, Boomers will leave the workforce just 
as the numbers of employees to replace them is falling. 
Using a survey that measured commitment, and intention 
to quit work, the research identified four categories of 
older workers:

disengaged-exiters  organizations will 
 benefit if they quit

engaged-high-performers  organizations want to 
retain their services

retired-on-the-job  organizations could 
benefit if they were 
‘re-engaged’

exiting-performers  organizations want to 
retain their skills and 
experience

For the organization, disengaged-exiters and 
engaged-high-performers are not problems. The former 
will not be a loss if they leave, and the latter will continue 
to be committed and perform well. The other two groups 
are more difficult; those who are retired-on-the-job are 
not contributing as much as they could, and it is costly to 
replace the exiting-performers.

The main difference between exiting-performers and 
engaged-high-performers was workload. Those who 
were planning to exit worked longer hours, and worked 
more often at home, reporting higher levels of overload 
than any other group. Those who were retired-on-the-job 
had moderate levels of job satisfaction, and had mixed 
views of management and organizational culture.

What are the practical implications? Organizations 
that want to discourage committed but grumpy Boom-
ers from leaving need to address workload issues; reduce 
hours and overtime, and introduce flexible working. 
On the other hand, a focus on skills development, sup-
portive management and organizational culture is nec-
essary to renew the commitment of those who have 
retired-on-the-job.
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Generation Y are the children of the Boomers. Most of the student readers of this text will 
be Gen Ys. Do Boomers and Gen Ys want different things from work? Sylvia Ann Hewlett 
and colleagues suggest that these groups actually share a number of attitudes, behaviours 
and preferences (Hewlett et al., 2009). Their findings are based on surveys of around 4,000 
college graduates, followed by focus groups and interviews. They found that Boomers and 
Gen Ys both want flexible work arrangements and opportunities to give something back to 
society. Both of those factors were more important than pay. The motives of Boomers are 
summarized in Table 2.2.

Nevertirement and nevertirees
Barclays Wealth is a bank for ‘high net worth’ people 
(www.barclayswealth.com). To find out more about their 
customers’ future plans, they surveyed 2,000 wealthy 
individuals, who had at least £1 million of assets to 
invest. They found that, rather than planning a conven-
tional retirement, many planned to go on working (Lep-
pard and Chittenden, 2010):

In Britain, 70 per cent of those under 45 said that they 
will always want to be involved in some form of commer-
cial or professional work. In other words, ‘nevertirement’ 
could become more popular, and this may not apply just 
to the wealthy. Organizations will need to develop human 
resource policies and working practices to deal effectively 
with this trend. The number of people in Britain working 
beyond retirement age rose to over 800,000 in 2010. In 
that year, there were around 724,000 people aged 18 
to 24 out of work. If the elderly don’t retire, but carry 
on working, will this contribute to youth unemployment?

Country % planning to work 
beyond retirement age

Saudi Arabia 92

United Arab Emirates 91

Qatar 91

South Africa 88

Latin America 78

UK 60

Ireland 59

USA 54

Japan 46

Spain 44

Switzerland 34

The rewards from work that Boomers regard as important are:

1. high-quality colleagues;

2. an intellectually stimulating workplace;

3. autonomy regarding work tasks;

4. flexible work arrangements;

5. access to new experiences and challenges;

Table 2.2: Portrait of Baby Boomers: what makes them ‘tick’?

Staying in harness 42% predict they will continue working after age 65 – and 14% say they will never retire 
because they enjoy their work which is related to their identities

Long runways 47% see themselves as being in the middle of their careers – global recession is also 
encouraging them to delay retirement

From ‘me’ to ‘we’ 55% are members of external volunteer networks – the idealism of the 1960s lives on, and they 
volunteer time to environmental, cultural, educational and other causes

Familial obligations 71% say they care for the elderly – in addition to looking after elderly parents, they contribute 
financial support to their own children

Yearning for flexibility 87% say that flexible working is important – they want to pursue other interests as well as work, 
and look for autonomy and flexibility in their jobs

Source: based on Hewlett et al. (2009).
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6. giving back to the world through work;

7. recognition from the company or the boss.

Dan Matthews (2015) argues that because Gen Y live in an interactive and collaborative 
world where feedback is instant and open, they expect to find those features at work. They 
want to be involved, will share their views whether invited to or not, and are happy work-
ing with many communication channels. However, they can be more difficult to manage 
than other groups, because they are more interested in personal development than in the 
organization. Change is not threatening, but an opportunity to gain intrinsic (personal) and 
extrinsic (material) rewards. Managers thus have to spend time communicating with Gen Y 
on their own terms. Matthews argues, however, that this investment produces returns, by 
developing Gen Y views on smarter ways of doing things, flexible working, and the devices 
and services that they prefer to use. Treated with respect, Gen Y can contribute positively to 
organizational transformation; ignored, they can create problems.

Source: http://seldomlogical.com

The world of Generation Y
Generation Y, or ‘millennials’, were born in the 1980s and 
1990s. By 2025, it is estimated that they will comprise 
�� per cent of the global worMforce. (rom a management 
perspective, therefore, it is important to understand their 
values and expectations:

r� Generation Y looks for ethical employers, opportu-
nities for progression, a good work–life balance and 
interesting work; almost half (45 per cent) choose 
workplace flexibility over pay.

r� More than half (57 per cent) of Generation Y in the 
UK intend to leave their jobs within one or two years 
of joining.

r� They tend to be independent and resist micromanage-
ment, but they want feedback and coaching.

r� They are comfortable with technology and social 
networks, creative and open-minded, multiculturally 
aware, confident, able to collaborate and ethical.

r� More than three-quarters (77 per cent) of Generation 
Y view formal management qualifications to be the 
most effective method of learning and development.

r� Many want to be entrepreneurs; more than a quarter 
(27 per cent) of 16- to 30-year-olds in the UK claimed 
in a study in 2012 that they were considering setting 
up a business.

➔
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Boomers and Gen Y want to serve a wider purpose, want opportunities to explore their 
interests and passions, and say that flexible working and work–life balance are important 
to them. They also share a sense of obligation to the wider society and the environment. 
(Gen Xs are far less likely to find those obligations important.) It is also significant that 
both groups say that financial gain is not their main reason for choosing an employer. They 
are interested in other forms of reward: teamwork, challenge, new experiences, recogni-
tion. Human resource practices need to emphasize teamwork and collaboration, flexible 
working, phased retirement, project work, short-term assignments, opportunities to support 
external causes and eco-friendly work environments.

r� However, they can also display a strong sense of 
 entitlement, an inability to communicate face-to-face, 
a lack of decision-making skills, a poor sense of aware-
ness, a low work ethic, and can appear overconfident.

r� Generation Y lacks a global mindset: just one UK 
 student studies abroad for every 15 international stu-
dents in the UK (from CMI, 2014, p.20).

On the grid 24/7: here comes Generation C

Generation C is the label being given to those born 
after 1990. The ‘C’ stands for connected, communicat-
ing, content-centric, computerized, community oriented 
and always clicking. This is the first generation to have 
grown up with the internet, social media and mobile 
handheld computing, for whom 24/7 mobile and inter-
net connectivity are taken for granted, and freedom 
of expression is the norm. These technologies encour-
age more flexible forms of working, and less hierarchi-
cal organizations, and they are blurring the boundaries 
between work and personal life. By 2020, Gen C will 

make up over 40 per cent of the population in America, 
Europe and the BRIC countries (Friedrich et al., 2011). 
Gen C will be:

On the grid 24/7:  Connected around the clock is 
normal. Global mobile phone and 
internet use are predicted to increase 
as follows:

2012 2020

Mobile phone users 4.6 billion 6 billion
Internet users 1.7 billion 4.7 billion

Social animal 2.0:  With a range of personal 
 relationships driven by social 
networks, voice channels, online 
groups, blogs, electronic messaging. 
This will create fast-moving 
business and political pressures as 
information and ideas spread more 
widely, more quickly.

There are organizational consequences. Most Gen C 
employees will bring their own computers to work rather 
than use corporate resources. There will probably be 
more work done by virtual project groups, with fewer 
face-to-face meetings, and less frequent travel.
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Other demographic trends that will affect many organizations include global migration, 
triggered in part by wars, improved communications and transport, and in Europe by new 
rules concerning harmonization and labour mobility. This contributes to a richer ethnic, 
cultural and religious mix in a given workforce, and puts a premium on the ability to man-
age this diversity of values, needs and preferences. An ageing population is also contribut-
ing to widespread labour and skill shortages.

Further trends include ‘the hourglass economy’, divided between educated and skilled 
knowledge workers, who are in demand, and poorly educated, untrained and poorly paid 
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manual and clerical workers, for whom there are fewer job opportunities. Lifestyles and 
values are changing, affecting the formation and composition of households, patterns of 
living and consumption, trends in leisure and education, and preferences in working pat-
terns. Social values also change. Environmental concern, expressed in punitive fines for 
organizations which create toxic waste, and in public protests, over new roads and airports, 
for example, were uncommon before the 1980s, but are now routine. These concerns con-
tribute to the corporate social responsibility movement, explored later in this chapter.

Where is everyone?
Labour and skill shortages are a global problem. The 
magazine Work (2014, published by the Chartered Insti-
tute for Personnel and Development) used several public 
information sources to produce the following picture:

Canada estimated that 25 per cent of 
Canadian miners will be eligible for 
retirement in 2023

United States of 
America

report in 2014 attributed an annual 
loss of $1.4bn in farm income to 
labour shortages

United Kingdom cybersecurity skills gap could take 
�� years to address

Germany predicted shortage of 500,000 
nurses by 2030 being met by 
recruitment from China

Chile retailers cannot recruit staff who can 
earn higher wages in mining

South Africa workforce management company 
Adcorp reported in 2014 that 
470,000 vacancies were unfilled 
because applicants lacked the right 
skills

Russia future growth harmed and wages 
increased by inflexible education 
system

Africa in 2013 there were more 
'thiopian doctors in %hicago than in 
Ethiopia

Japan April 2014, labour shortages caused 
123 branches of the restaurant 
chain 5uMiya to close on  
a single day

Australia one in three butchers reported no 
suitable applicants for vacancies 
advertised in 2013

PESTLE and scenario planning
One approach to environmental scanning is PESTLE analysis. This is a simple, struc-
tured tool which helps to organize the complexity of trends in technology, globalization, 
demographics and other factors. Pestle analysis provides an audit of an organization’s 
environment and is used to guide strategic decision making and plan for possible future 
contingencies (Morrison and Daniels, 2010).

Figure 2.4 illustrates a typical range of PESTLE trends and pressures. The details under 
each heading are for illustration, and they are not comprehensive. The best way to approach 
environmental scanning is to do an analysis yourself. This will almost certainly reveal that 

Stop and think

In what ways do your values differ from the values of your parents?

In what ways will your lifestyle differ from that of your parents?

In what ways will your experience of work differ from that of your parents?

How will your values and expectations as an employee make life easier or more 
difficult for the organizations that are likely to employ you?

pEStLE analysis  
an environmental 
scanning tool identifying 
Political, Economic, 
Social, Technological, 
Legal and Ecological 
factors that affect an 
organization.

M02_BUCH2881_09_SE_C02.indd   55 07/26/16   8:30 PM



56 Chapter 2 Environment

the neat categories in the model overlap in a rather untidy way in practice. Many legislative 
changes are politically motivated. Ecological concerns reflect changing social values and 
preferences. Some technology developments (electric cars) are encouraged by economic 
and ecological issues (the cost of oil and CO2 emissions). However, the aim of the analysis 
is to identify external environmental factors, their interrelationships, and their impact. It is 
less important to get them into the ‘correct’ boxes.
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Figure 2.4: PESTLE analysis

BMW’s 2017 production line project

The BMW 7-series motor car is made at Dingolfing, in 
Lower Bavaria. Production managers were concerned 
about how to maintain the plant’s productivity with an 

ageing workforce. Older workers tend to have longer 
sickness absences, and have to work harder to keep up 
their output. The average age of the plant’s workers was 
expected to rise from 39 to 47 by 2017. So, management 
set up a pilot project, staffing one of the lines (making 
rear axle gearboxes) with a ‘year-2017 mix’ of 42 work-
ers with an average age of 47. Could this ‘2017’ group 
achieve the same productivity as lines with younger 
employees? (Loch et al., 2010).

The ‘2017 line’ workers identified 70 changes. These 
were complemented by job rotation, to balance the 
workload on individuals, and strength and stretching 
exercises which were developed by a physiotherapist, but 
a volunteer from the group then took over. Most changes 
concerned ways to reduce wear and tear on the workers, 
which also reduced sickness absence.
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PESTLE analysis raises a number of issues.
First, it is difficult to escape from the argument that the organization must pay atten-

tion to PESTLE trends and developments. The organization which fails to respond to those 
external factors will quickly run into difficulties.

Second, the long list of external factors, even under these neat headings, can be intimi-
dating. Identifying which are most significant, and then predicting their impact, can be 
difficult.

Third, a full understanding of external factors can involve the analysis of a substantial 
amount of different kinds of data, and this takes time. How about analysing demographic 
trends in south-central Scotland, for example, or pan-European regulations affecting the 
food and drink industry, or forthcoming information technology software innovations, 
or collating the results of surveys concerning lifestyle changes and consumption patterns 
across South East Asia. The time spent on these analyses has to be balanced against the 
need for a rapid response.

Examples of changes Cost Benefits

Wooden flooring €5,000 Reduce knee strain and static electric 
shocks

Orthopaedic footwear €2,000 Reduce strain on feet

Magnifying lenses €1,000 Reduce eyestrain, minimize errors

Barbershop chairs €1,000 Enable short breaks; work while seated

Manual hoisting cranes €1,000 Reduce back strain

Angled monitors No cost Reduce eyestrain

Adjustable work tables No cost Less physical effort; quick to adjust

Large-handled tools No cost Reduce strain on arms

Stackable containers No cost Less physical effort

Larger typeface on screens No cost Reduce eyestrain, minimize errors

Senior managers identified the problem; production 
managers set up the experiment; production line workers 
created the solution. This pilot was initially dismissed as 
‘the pensioners’ line’. However, for a capital investment 
of €20,000, productivity rose 7 per cent in one year, 
to the same level as lines staffed by younger workers. 

6he original line target was ��� gearboZes a shift. 6his 
was increased to 500 in 2008, then to 530 in 2009. With 
zero defects, and absenteeism below the plant average, 
the company now cites the line as a model of produc-
tivity, with similar projects in plants in Liepzig (Germany) 
and Steyr (Austria).

Stop and think

Choose an organization with which you are familiar: hospital, supermarket, 
university or college, the place you worked last summer.

Make a list of the political, economic, social, technological, legislative and ecological 
factors that affect that organization.

What practical advice would you give to the management of this organization?

How would you assess the practical value of this exercise to the organization?
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Environmental complexity makes prediction hazardous. We can predict demographic 
trends with some accuracy, with respect to mortality, and gender and age profiles. We can 
normally predict economic trends with some confidence in the short to medium term, two 
to three years. Trends in social values and lifestyles, politics, technological innovation, or 
the impact of new technology, cannot be predicted with much confidence – although that 
does not stop journalists and others from making the attempt. Environmental scanning can 
mean a lot of informed guesswork and judgement.

PESTLE analysis has two strengths, and four weaknesses:

Strengths
1. The analysis encourages consideration of the range of external factors affecting internal 

organizational arrangements and business planning.

2. The analysis is a convenient framework for ordering a complex and bewildering set of 
factors, helping an organization plan for future opportunities and threats.

Weaknesses
1. This analysis can identify many factors which may not be significant. It is difficult to 

strike a balance between identifying all factors, and those which are important.

2. It is difficult to anticipate ‘defining events’, such as wars, terrorist attacks, new dis-
coveries, economic collapse, and major political or financial crises which shift country 
boundaries or radically change government policies.

3. This analysis can involve the time-consuming and expensive collection of data, some of 
which may be available, and some of which may have to be researched.

4. The time spent in information gathering and analysis may inhibit a rapid and effective 
response to the very trends being analysed.

Scenario planning in a high-risk world
Terrorism is not the only unexpected risk that might 
ruin a business. Outbreaks of infectious diseases such as 
SARS and MERS can be equally damaging. In the past, 
says Bain’s (a management consultancy firm) Mr Rigby, 
managers were reluctant to draw up plans in case they 
frightened employees and customers. Now, he says, ‘it’s 
a necessity’. The new concern with geopolitical risks has 
led to a revival of scenario planning. Pioneered in the 
1970s by Pierre Wack at Royal Dutch/Shell (which includes 
three different forecasts of the global economy in its stra-
tegic planning), scenario planning became unfashionable 
because the geopolitical climate appeared to be benign. 
Now, however, it has become popular as a way to help 
managers to think about and plan for future uncertain-
ties (Cave, 2008; The Economist, 2004). An international 
survey of over 2,000 executives found that the main per-
ceived threats to economic growth are geopolitical insta-
bility and political leadership transitions (McKinsey, 2015).

Another study, produced for the annual World Eco-
nomic Forum (Marsh, 2015) identified the ten global risks 
of highest concern to executives over the next ten years:

interstate conflicts terrorist attacks

extreme weather events natural catastrophes

water crises spread of infectious  
diseases

unemployment or 
underemployment

energy price shock

data fraud or theft misuse of technologies

The top three risks in terms of likelihood were inter-
state conflict, extreme weather events, and failure of 
national governance. The top three in terms of impact 
were water crises, spread of infectious diseases and 
weapons of mass destruction. Alec Marsh (2015, p.8) 
advises, ‘Take these and build plausible scenarios 
assuming that one of them happens. Next, ask what 
would happen if a second event occurred at the same 
time’. Scenario planning can help to assess the risk 
landscape, and can also help organizations to prepare 
for what could happen.
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Environmental analysis with PESTLE is used for scenario planning, a technique developed 
by the oil company Royal Dutch/Shell in the 1970s (Wilkinson and Kupers, 2013) and also 
known as the ‘Shell method’. Scenarios are not predictions, but ‘plausible stories’ about the 
future, and are designed to break the habit of assuming that the future will look much like 
the present, and to encourage creative discussion of issues and developments that might 
otherwise be overlooked.

Scenario planning combines environmental scanning with creative thinking, to identify 
the most probable future scenario as a basis for planning and action. In the field of corpo-
rate strategy, scenario planning is used to explore ‘best case, worst case’ possibilities, and 
to encourage ‘out-of-the-box’ and creative ‘blue skies’ thinking. Environmental scanning 
is a useful predictive tool, particularly when allied with scenario planning, and as a guide 
to creative decision making. This is also a useful framework which exposes the range of 
external environmental influences on internal organizational behaviour, and highlights the 
relationships between those external factors.

Scenario planning  
the imaginative 
development of one 
or more likely pictures 
of the dimensions 
and characteristics 
of the future for an 
organization.

Work in 2020: colourful scenarios
The consultancy company PricewaterhouseCoopers used 
scenario planning to explore the future of work (Arkin, 
2007). They developed three possible scenarios for 2020:

Orange world Big companies have been replaced 
by networks of small specialized 
enterprises. People work on short-
term contracts exploring job 
opportunities online through portals 
developed by craft guilds. 

Green world Demographic change, climate and 
sustainability are key business drivers. 
Employment law, employee relations 
and corporate responsibility are vital in 
this heavily regulated environment.

Blue world Huge corporations are like mini-
states providing staff with housing, 
health, education and other welfare 
benefits. Human capital metrics 
are sophisticated, and people 
management is as powerful as 
finance.

What if none of these models turns out to be correct? 
Is this a waste of time? Sandy Pepper, the project leader, 
argues that: ‘You can respond more quickly to what does 
happen if you have trained yourself to think in a more 
innovative, lateral way about the future’.

lead to
change in

External environmental pressures:

political factors
economic factors

social factors
technological factors

legislative factors
environmental factors

possible future scenarios

Internal organization responses:

organization strategy
organization structure

management style
working practices

employment patterns
innovative solutions

Figure 2.5: External environment–organization link detailed

We can now update our model. Figure 2.5 shows the links between external environ-
mental pressures and internal organizational responses in more detail.

This model relies on a number of basic assumptions:

r� That all the relevant data can be identified, collected and analysed.

r� That the analysis will lead to accurate forecasts, and to realistic future scenarios.

r� That the analysis will be consistent, and not pull the organization in different directions.

r� That the kinds of internal organizational responses indicated by the analysis can be 
implemented at an appropriate pace.
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Ethical behaviour
Organizations and managers are expected to behave ethically. The emphasis on this aspect 
of organizational behaviour has increased in the twenty-first century, for two reasons. The 
first concerns a number of high-profile corporate scandals (Enron, Worldcom). The second 
concerns increasing media scrutiny of organization and management practices, focusing 
on environmental issues, use of low-cost labour and other potentially unethical behaviours 
(such as bribery). These concerns are not new, but they are seen as more important and 
attract more attention than they have done in the past.

domain of codified law
(legal standards)

domain of ethics
(social standards)

domain of free choice
(personal standards) 

high low

degree of explicit control

Figure 2.6: Three domains of action

Richard Daft (2008) distinguishes between the ‘domain of codified law’, and the ‘domain 
of free choice’. In the domain of law, our behaviour is decided by legislation. Individuals 
are not allowed to murder or to steal, and organizations must conform with accounting, 
tax, health and safety, and employment legislation. If we do the wrong thing, we end up 
in court, or in jail; organizations can be fined, and in some cases senior managers can 
be imprisoned. In the domain of choice, we can do what we like: smoke cigarettes, eat 
unhealthy food, take as little exercise as we choose. Organizations can decide which busi-
nesses to be in, where to locate their headquarters, which markets to expand.

Are we ever really ‘free to choose’ our behaviour? Daft (2008, p.139) points out that, even 
where there are no laws to guide our behaviour, there are ‘standards of conduct, based on 
shared principles and values about moral conduct that guide an individual or company’. We 
have to decide whether or not to comply with those norms. The domain of ethics thus sits 
between the domain of law and the domain of choice (Figure 2.6). We may have to take 
responsibility for our actions in a courtroom (domain of codified law), in the court of our own 
conscience (domain of free choice), or in the court of social judgement (domain of ethics).

We need to distinguish between individual ethics and business ethics. The behavioural 
choices facing individuals and organizations are different, and the criteria against which 
we judge those actions may also be different. Gerry Johnson, Kevan Scholes and Richard 
Whittington (2008) explore questions of individual and business ethics using a three-level 
framework which includes the ethics of the individual manager, the organization’s ethical 
stance, and the organization’s approach to corporate social responsibility:

 Level 1: individual ethics
This concerns the decisions and actions of individual managers, and the ethical  principles 

behind their behaviour.

 Level 2: the organization’s ethical stance
This concerns the extent to which the organization’s minimum obligations to 

 stakeholders and to society at large will be exceeded.

 Level 3: corporate social responsibility
This focuses on how the organization puts its ethical stance into practice, by addressing 

 different stakeholder interests.

Individual ethics
Managers should surely act ethically. However, there is no consensus on what constitutes 
‘ethical’ behaviour. Different commentators use different criteria with regard to decisions 
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over what is right, and what is wrong. Those differences lead to conflicting judgements 
about the same behaviour. As a result, ethics is a controversial subject.

Gerald Cavanagh, Dennis Moberg and Manuel Velasquez developed a template to distin-
guish ethical from unethical management actions (Cavanagh et al., 1981; Velasquez et al., 
1983). Their perspective is based on three ethical frameworks: utilitarianism, individual 
rights, and natural justice (Table 2.3). They suggest that these criteria should be combined 
to reach ethical judgements.

Utilitarianism
A utilitarian perspective judges behaviour in terms of outcomes; this is the classic ‘ends jus-
tifies means’ argument. This approach considers the ‘balance sheet’ of benefits and costs to 
those involved. Behaviour is ethical if it achieves ‘the greatest good of the greatest number’. 
However, in even modestly complex settings, with several stakeholders, and actions with a 
range of consequences, calculating the costs and benefits can be challenging.

Rights
This perspective judges behaviour on the extent to which fundamental individual rights are 
respected. This includes the right of free consent, the right to privacy, the right to freedom 
of conscience, the right of free speech, the right to due process in the form of an impar-
tial hearing. The ethical decision depends on whether or not individual rights have been 
violated.

Ethics the moral 
principles, values and 
rules that govern our 
decisions and actions 
with respect to what is 
right and wrong, good 
and bad.

Table 2.3: Ethical frameworks

Strengths Weaknesses

Utilitarianism Encourages efficiency
Parallels profit maximization
Looks beyond the individual

Impossible to quantify variables
Can lead to unjust resource allocation
Individual rights may be violated

Rights Protects the individual
Establishes standards of behaviour 
independent of outcomes

May encourage selfish behaviour
Individual rights may become obstacles 
to productivity and efficiency

Justice Ensures fair allocation of resources
Ensures democratic operation, 
independent of status or class
Protects the interests of the under-
represented in the organization

Can encourage a sense of entitlement 
that discourages risk and innovation
Some individual rights may be violated to 
accommodate justice for majority

Source: adapted from Organizational Dynamics, Vol. 12, No 2, Velasquez, M., Moberg, D.J. 
and Cavanagh, G.F., Organizational statesmanship and dirty politics: ethical guidelines for the 
organizational politician, p.72, © 1983, with permission from Elsevier.

Justice
This perspective judges behaviour on whether or not the benefits and costs flowing from an 
action are fairly, equitably and impartially distributed. Distributive justice states that rules 
should be applied consistently, those in similar circumstances should be treated equally, 
and individuals should not be held responsible for matters beyond their control. As with the 
utilitarian view, these issues are awkward to resolve in practice, as judgements of consist-
ency, similarity and responsibility are subjective and vary from one setting to another.

These three perspectives produce a ‘decision tree’ for deciding whether an action is ethi-
cal or not (Figure 2.7). First, ‘gather the facts’, then ask about benefits, rights and justice. 
The framework also introduces circumstances which could justify unethical behaviour 
in some settings. ‘Overwhelming factors’ are issues that justify setting aside ethical crite-
ria. Some actions may have ‘dual effects’, with positive and negative outcomes, and the 
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negatives may be acceptable if they are outweighed by the positives. ‘Incapacitating factors’ 
may prevent the decision maker from applying ethical criteria. For example, managers can 
be constrained by the views and actions of colleagues, and may be pressured into behav-
iour that they would not choose themselves. Individual managers may not have enough 
information on which to reach a judgement. Finally, the individual may doubt the relevance 
of one or more ethical criteria to a given setting. The right to free speech, for example, may 
not apply if this involved releasing information that would be damaging to others.

As a result, we have several escape routes which allow actions that would be prohibited 
by the three criteria. The urgency of the case, time pressures, resource constraints, penal-
ties for inaction, and so on, can all be called upon as overwhelming, dual, or incapacitating 
factors.

The behaviour
is not ethical

The behaviour
is ethical

No Yes

!� ��������������
�����
!� �������
���
!� ��
���
���������
�����
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Figure 2.7: The ethical decision tree

Stop and think

Sam and Bob: Sam and Bob are research scientists in the General Rubber product 
development laboratory. Sam, who is introvert, quiet and serious, is more technically 
proficient; his patents have earned the company around $6 million over the 
past ten years. Bob does not have the same expertise, his output is ‘solid though 
unimaginative’, and he is extrovert and demonstrative. The rumour is that Bob will 
be moved into an administrative role. The lab offers a $300,000 fund each year for 
the best new product idea. Sam and Bob both submit proposals, which are assessed 
as having equal merit. Sam takes no further action, but Bob conducts a publicity 
campaign, about which he tells Sam in advance, promoting the advantages of his 
proposal to those who might influence the final decision. Informal pressure builds to 
decide in Bob’s favour (Cavanagh et al., 1981).

Is Bob’s behaviour ethical? Does the ethical decision tree help you to reach a 
decision?
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Cavanagh and colleagues (1981) argue that Bob’s actions are unethical. From a  utilitarian 
perspective, the outcome is acceptable, as both proposals had equal merit. From a rights 
perspective, Sam had the same opportunities, and he knew about Bob’s informal campaign. 
But by introducing ‘irrelevant differences’ between the proposals based on personal lobby-
ing, Bob’s behaviour breached the principles of justice, and was unethical.

How do you feel about this judgement? Ideas in most organizations do not make pro-
gress on merit alone. Bob recognized that ideas benefit from good publicity. Should we 
praise Sam for his ethics and criticize Bob for his unfair practices? Or should we regard Sam 
as naive and lazy, and praise Bob for his enthusiasm and understanding of the context? 
Bob’s actions were not secret, and he won the prize. For the company that wants to encour-
age innovation, Bob seems to be the better role model. This decision tree offers contradic-
tory assessments, and can lead to judgements that are controversial.

This ethical decision framework seems to offer a structured approach for resolving dif-
ficult choices. However, it can produce outcomes which are confusing, and in some cases 
perverse. ‘Ethical’ in this example describes behaviour that is careless, amateurish and 
naive, while contextual awareness, astuteness and professionalism are labelled unethical. 
This framework focuses on single incidents, but Bob and Sam have to continue working 
for that organization. The actions that they take, and the results they achieve, influence 
how they are regarded, which affects how colleagues feel about and respond to them. 
Whether they get results, or avoid the difficult issues, affects their career prospects and the 
degree of influence that they can exert in the organization in future. In other words, the 
way in which they handle these issues affects their reputation beyond the single incident. 
Maybe we should adopt a broader time horizon in reaching such decisions about ethical or 
unethical behaviour.

This framework can highlight the issues, but it cannot always make the decision for us. 
That is a matter of personal judgement. Velasquez et al. (1983, pp.79–80) conclude:

The manager who is unable to use ethical criteria because of these incapacitating factors 
may justifiably give them a lesser weight in making decisions about what to do. However, 
determining whether a manager’s lack of freedom, lack of information, or lack of certi-
tude is sufficient to abrogate moral responsibility requires one to make some very diffi-
cult judgements. In the end, these are hard questions that only the individuals involved 
can answer for themselves.

Business ethics and corporate social responsibility
Business ethics has become a topic stimulating much interest and debate. It is widely 
assumed that unethical behaviour, allowing financial institutions to take unacceptably high 
risks, contributed to the global financial crisis triggered by the collapse of Lehmann Broth-
ers in 2008 (Archer, 2010). There is a danger that the resultant recession, by creating harsh 
competitive conditions, could encourage higher levels of unethical behaviour. Some coun-
tries have particularly high rates of bribery and corruption, such as China, India and Russia. 
Companies which have been involved in corruption probes in emerging markets include 
BAE Systems, Daimler, Hewlett Packard, Rio Tinto and Siemens.

The previous section introduced a framework for exploring ethical questions, and con-
sidered the ethical dilemmas facing individual managers. The other two levels of the frame-
work concern the organization’s ethical stance, and corporate social responsibility.

Ethical stance
Johnson et al. (2008, p.189) suggest that organizations can take progressively more intense 
ethical stances (Figure 2.8). Each stance incorporates an increasing range of stakeholder 
interests; includes a wider range of criteria; and involves a longer period over which 

Ethical stance  
the extent to which an 
organization exceeds 
its legal minimum 
obligations to its 
stakeholders and to 
society at large.
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outcomes are judged. At the start of this continuum is the minimum obligations position, 
focusing on the short-term financial interests of shareholders. This is not really an ‘ethical’ 
position. The organization works within the law, but does not engage in additional social or 
environmental activities such as charitable donations. Performance is measured in financial 
terms.

The next step in the continuum involves a shift in language as well as focus, from share-
holders to stakeholders. There are many groups with a stake in an organization: employees, 
suppliers, customers, local community, government, society. This stance also focuses on 
shareholder interests, but recognizes that these can be enhanced by the positive manage-
ment of relationships with other stakeholders. A company’s engagement in, for example, 
charitable giving, while not producing shareholder gains in the short term, can enhance 
reputation and visibility, and contribute to long-term profits and share price. These actions 
can be regarded as promotional expenditure and investments in the future. Organizational 
performance is thus measured in financial terms over a longer period.

Moving two steps beyond minimum obligations addresses the interests and expectations 
of multiple stakeholders. The actions of organizations adopting this stance might include 
refusing to ‘off-shore’ jobs to countries where wages are lower, contracting with ‘fair trade’ 
suppliers, keeping uneconomic units working to preserve employment, and not selling 
anti-social products. While these actions increase costs, and shareholder gains may not 
be maximized, other stakeholders benefit. The problem is balancing the interests of all 
the stakeholders. Organizational performance therefore is not measured solely in financial 
terms.

Moving three steps beyond the minimum position, organizations can be ideologically 
driven, aiming to reshape society. Google appears to be one example of an organization 
which takes this stance (although some of their actions and aspirations are controversial). 
While shareholders and financial constraints can limit the actions of organizations, private 
companies with no shareholders find it easier to adopt this ethical stance.

Ethics and financial reporting
Traditional financial reporting focuses on revenues, profits and returns for shareholders. 
This approach does not take into account the contributions that a business potentially 
makes to ‘the triple bottom line’, concerning people, planet and profits. Now, around 
200 companies in Europe, mostly from Austria, Germany and Switzerland have adopted 
the ‘common good balance sheet’, which assesses ethical behaviour as well as finances. 
The common good balance sheet has a scoring system, with a maximum of 1,000 points. 
Points are awarded for acting in a humane, cooperative, ecological and democratic way, 
and points are deducted for actions such as violating employment legislation, causing pollu-
tion, unequal pay for men and women, using tax havens and hostile takeovers.

This approach was developed by Christian Felber, an Austrian who also founded the 
social movement ‘Economy for the Common Good’. Sparda-Bank Munich, which has 

minimum
obligations

position

short-term
shareholder

interests

longer-term
 stakeholder

interests

multiple
stakeholder
obligations

shaper of
society

Figure 2.8: Intensity of ethical stance

Source: after Exploring Corporate Strategy: Text and Cases, Johnson, G., Scholes, K. and 
Whittington, R., Pearson Education Limited, © Pearson Education Limited 2008.
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750 employees, was one of the first companies to adopt the common good balance sheet, in 
2011. Another company that had adopted this approach is Vaude, a family-owned manufac-
turer of mountain sports clothing in Germany, which has 1,600 employees. The company’s 
chief executive, Antje von Dewitz, says:

I’m totally critical of the system and the way economics is taught – this notion of a homo 
economicus that strives only to maximize profits is such a one dimensional way of think-
ing about business. Enterprises must take responsibility for their actions towards their 
employees, the community and the environment. (Bryant, 2014, p.14)

Stop and think

Innocent Drinks was established in 1999, started making fruit smoothies, and 
diversified into other drinks and soups. Look at what the company says on its 
website (www.innocentdrinks.co.uk) about ‘us’ and about ‘our ethics’. What ethical 
stance does this company take? In what ways do you think that this approach to 
‘sustainable business’ will improve profitability? In what ways could this damage 
profitability? Are you more or less likely to buy their products, knowing what 
Innocent says about its view of corporate social responsibility?

Corporate social responsibility
One of the problems facing companies operating in countries where corruption is high 
 concerns the expectation that bribes will be involved if business deals are to be agreed. 
However, a new Bribery Act came into force in the UK in 2010, and the defence of ‘normal 
business practice’ no longer applies (Daniels, 2010). The Bribery Act creates:

r� a general offence of offering or receiving bribes, inducing someone to perform a function 
or activity improperly;

r� a specific offence of bribing an overseas public official with the intent to obtain or retain 
business;

r� a corporate offence of failing to prevent people working on behalf of the organization 
(employees, agents, consultants) from being involved in bribery which results in obtain-
ing or retaining business.

America has had a similar US Foreign Corrupt Practices Act since 1977, aimed at com-
panies dealing with state and public sector contracts; UK legislation covers all business 
dealings. The penalties for corporate offences include unlimited fines for the organization 
and its directors, and a maximum ten-year jail sentence for individuals involved in bribery. 
Corporate hospitality is an unresolved problem. Hospitality is an accepted element of busi-
ness, but lavish hospitality could be seen as bribery; deciding what is lavish or not is a mat-
ter of interpretation. Corporate anti-bribery policies and practices, including whistleblowing 
procedures, codes of conduct, and employee training, become important in this context, 
and may be seen as aspects of corporate social responsibility.

Should organizations adopt an ethical stance that supports social and environmental 
issues? This can be good for business, if it attracts socially responsible customers (Don-
aldson and Preston, 1995). The economist Milton Friedman (1970) once argued that ‘The 
business of business is business’. His view is now unfashionable. The corporate social 
responsibility (CSR) movement expects organizations to promote social and environmental 
or ‘green’ issues. This has become a key environmental pressure, combining the Political, 
Ecological, Social and Technological aspects of PESTLE analysis. Many organizations are 
addressing these issues, to build their reputation as ‘responsible corporate citizens’.

The actions of large, wealthy, powerful organizations can have a major impact on local 
communities and national economies, world trade, the environment, employment, job 
security, and employee health and pensions. Surely organizations must behave ‘respon-
sibly’, and promote social and environmental issues? Along with management ethics, the 

Corporate social 
responsibility  
the view that 
organizations should act 
ethically, in ways that 
contribute to economic 
development, the 
environment, quality 
of working life, local 
communities, and the 
wider society.
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importance of corporate responsibility has been highlighted in the twenty-first century by 
corporate scandals at Enron, Worldcom, and the Japanese company livedoor, where execu-
tives were accused of fraudulent transactions which benefited them personally.

CSR sounds desirable, but has its critics. The concept is vague, and can mean different 
things in different settings. Managers who pay for community projects and make charitable 
donations are giving away money that belongs to shareholders, and which could be rein-
vested in the business, or used to improve pay and working conditions. Another objection 
is that, if you are acting legally, then by definition you are acting morally, so what’s the 
problem? It is hard to distinguish between ‘responsible’ actions that reflect a concern for 
society, and actions designed to enhance the reputation of the company. It is also important 
to recognize that business laws and customs vary between countries and cultures. What 
constitutes fair and just ethical conduct depends on where you are in the world. Finally, 
CSR seems to overlook the benefits of competition, which leads to better quality products 
and services, and to reduced costs for consumers. Critics of CSR also argue that furthering 
social and environmental issues is the job of governments.

Be good, or else
In the second half of the past decade, a new sort of 
business, high-frequency trading, sprang up – the 
art of buying shares, holding them for milliseconds, 
then offloading them at infinitesimally higher prices. 
The result was miniscule profits on each trade that, 
over time, aggregated into huge heaps of money. The 
prizes were so great, for instance, that a fibre-optic 
cable costing millions was laid from Chicago to New 
York – in as straight a line as  possible – specifically to 
shave milliseconds off the time it took trades to zap 
between traders and stock exchanges.

A funny way to make a fortune, perhaps, but less 
funny if you were one of those who lost out. Those 
high-frequency traders made their money by skimming 
tiny amounts off the trades made by banks and brokers 
for institutional investors. It isn’t difficult to wonder at 
the morality of the programmers who financed their 
Aspen holidays this way, but the real villains were the 
big investment banks that, rather than informing their 
biggest clients that they were being subtly outmanoeu-
vred, gleefully joined in. (Hazlehurst, 2014, p.16)

It appears that many people still believe that ‘greed is 
good’, and that ‘flexible ethics’ are required to succeed in 
business. See Michael Lewis’ (2014) book Flashboys, on 
high-frequency traders. Reporting the findings from the 
Dow Jones State of Anti-Corruption Compliance Survey 
of 350 companies around the world, Jeremy Hazlehurst 
(2014) notes that 45 per cent claimed to have lost busi-
ness to unethical competitors in 2013. At an individual 
level, 63 per cent of managers said that they had been 
asked to do something against their ‘personal code’, 
and 10 per cent said that they had resigned as a result. 

Several companies, however, appear to have achieved 
the ideal combination of ‘doing well and doing good’:

Wal-Mart: plans to use 100 per cent renewable energy 
and create zero waste by 2020, and will tie executive 
pay to meeting compliance targets and anti-corrup-
tion obligations.

Unilever: aims to double the size of its business between 
2010 and 2020 while halving its greenhouse gas emis-
sions and waste and water usage, and source all raw 
agricultural products sustainably, while bringing clean 
water to 500 million people.

Marks & Spencer’s: Plan A, launched in 2007, has helped 
the company to cut waste sent to landfill to zero, cut 
CO2 emissions by 23 per cent, reduce waste by 28 per 
cent and water use by 27 per cent – saving £320 million.

Nestlé: to ensure good supplies of high-quality coffee, 
works with non-governmental organizations to pro-
vide over 50,000 small coffee producers and coopera-
tives in eight Latin America countries with loans, plant 
stock, fertilisers and pesticides, and technical advice 
and training – thus supporting its supply chain, and 
benefiting farmers.

Coca-Cola: similar to Nestlé, has projects to increase the 
number of mangoes that can be grown from �� to 
600 an acre, securing the company’s supply chain, 
and making farmers richer.

Johnson & Johnson: helped employees to quit smoking, 
saving the company $250 million in healthcare costs; this 
project produced a return of $2.71 for every dollar spent.

Based on Hazlehurst (2014, p.18)

M02_BUCH2881_09_SE_C02.indd   66 07/26/16   8:31 PM



 Business ethics and corporate social responsibility 67

The popularity of CSR

Interest in the social impact of business dates from the early nineteenth century, with Robert 
Owen, who managed New Lanark Mills, south of Glasgow, in Scotland, from 1800 to 1825. 
In contrast with other employers at the time, Owen wanted to give his employees good liv-
ing and working conditions, education and healthcare. But it was not until the late 1960s 
that interest in corporate social responsibility and business ethics was taken more seriously. 
These themes are now established in contemporary debate and organizational research. 
CSR has become popular for three main reasons:

1. CSR as self-defence: If we don’t do it ourselves, we’ll have it done to us. While operating 
within the law, organizations are still self-regulating in many respects. However, there is 
always the danger that a high-profile corporate scandal will create demand for new regu-
lation. Enron and other similar fraud cases, for example, led to the introduction of new 
regulations affecting corporate governance in America (the infamous Sarbanes—Oxley 
Act, 2002). Expensive and cumbersome to implement, that legislation was designed to 
restore public confidence by improving corporate accounting controls. CSR can be seen 
as a strategy to demonstrate corporate concern with ethical behaviour and impact on the 
community.

2. CSR as a result of affluence: If we don’t do it, they’ll stop buying from us. Increased 
affluence encourages us to assess the behaviour of the companies from which we buy 
products and services. If we feel that a company is not behaving in a socially acceptable 
manner, then we can withdraw our custom. Patterns of customer demand can affect 
corporate actions, for example by focusing on healthy eating, the promotion of ethical 
investment, and concern for the environment. CSR can deflect criticism and maintain 
customer support.

3. CSR as impression management: Greenwashing: If we tell people how responsible we 
are, our reputation will improve profits. Every CSR initiative gets media attention, and 
free publicity. The company that makes visible contributions to society may find that 
sales and market share increase. False or exaggerated claims, however, can damage 
reputation. CSR can be seen as a strategy to manage the impression that the consum-
ing public has of the organization, and as a result to get good public relations and free 
advertising.

CSR, sustainability and innovation

Many companies have linked CSR to product design and supply chain management, 
appointing chief sustainability officers to run sustainability units which employ sustain-
ability consultants. Sustainability means making the most of scarce resources, reduc-
ing costs through lean production and ‘tight’ supply chains. Nike, which makes shoes, 
has a Materials Sustainability Index that tells designers about the environmental impact 
of products. The delivery company UPS uses a ‘carbon calculator’ to track the carbon 
footprint of individual packages. Strategies to improve sustainability can trigger inno-
vation. Nike is making more clothes from polyester derived from recycled bottles, and 
has made a shoe with an ‘upper’ knitted from a single thread, replacing many wasteful 

Stop and think

Consider the CSR policies and practices described in the box ‘Be good, or else’. What 
behaviours would you like to add to that list? What benefits would you expect those to 
produce?
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What to expect from CSR

Kasturi Rangan et al. (2015) argue that most organiza-
tions do not have coherent CSR strategies, which tend 
to be dispersed across three different areas or ‘theatres’: 
philanthropy, operational effectiveness, and transforming 
the business model. They also argue that the primary goal 
of CSR should be to align an organization’s social and 
environmental activities with its business purpose and val-
ues. If CSR also contributes to financial results and repu-
tation, these are useful, but secondary outcomes. Survey 
research showed that in general, the benefits from each 
of the three theatres are:

Theatre Benefits

Philanthropy Improves company’s social standing
Supports company’s philanthropic 
priorities
Increases employee motivation

Operational 
improvements

Improves company’s social standing
Improves company’s environmental 
impact
Protects resources on which the 
company depends

Business model 
transformation

Solves an important social/
environmental problem
Promises long-term gains
Addresses senior management’s social/
environmental mission

The experience of the Indian company Ambuja 
Cement illustrates the benefits of a coordinated approach 
to CSR. Ambuja decided to increase the use of biofuels 
in its plant (operational improvement). Consequently, 
a farmer education programme was expanded to offer 
advice on recovering farm waste to use as biofuel (phi-
lanthropy). A trucking safety programme was introduced, 
to reduce accidents (operational improvement). This pro-
gramme was expanded to include education on alcohol, 
tobacco and HIV/AIDS (philanthropy). Ambuja also set 
up initiatives to reduce water usage and to treat waste-
water (operational improvements). These led to a ‘water 
recharge’ programme to replenish groundwater systems, 
and made formerly mined land arable again (philan-
thropy). The reclaimed farmland is then offered to land-
owners in exchange for new mining land (business model 
transformation).

For further details of the CSR policies and practices of 
Ambuja Cement, go to: www.ambujacementfoundation 
.org

components. Starbucks holds ‘coffee cup summits’ at the Massachusetts Institute of 
Technology to find ways to reduce the environmental impact of disposable cups. As 
companies become more frugal and imaginative, CSR contributes to profits as well as to 
reputation (The Economist, 2012).
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RECap

1. Understand the interdependence between the 
organization and its environment.

r� To survive, organizations have to adapt their inter-
nal structures, processes and behaviours to cope 
with complexity and the pace of external change.

r� External pressures on organizations come from the 
globalization of business, developments in infor-
mation technology, and social and demographic 
trends.

2. Appreciate the strengths and limitations of  
PESTLE analysis of organizational environments.

r� PESTLE analysis provides a comprehensive frame-
work for identifying and planning responses to 
external factors that can affect an organization.

r� PESTLE analysis generates vast amounts of infor-
mation, creating a time-consuming analysis prob-
lem, and making predictions based on this analysis 
can be difficult.

3. Explain contemporary organizational responses 
to environmental turbulence.

r� Ansoff argues that bureaucratic organizations are 
effective in stable environments, but that fluid 
structures are more effective in ‘turbulent’ envi-
ronments.

r� Duncan argues that what counts is the manage-
ment perception of environmental uncertainty; 
perception determines the management response.

4. Apply utilitarianism, theory of rights and theory 
of justice to assess whether or not management 
actions are ethical, and recognize the limitations 
of those criteria.

r� The utilitarian perspective argues that behaviour 
is ethical if it achieves the greatest good for the 
greatest number.

r� The theory of rights judges behaviour on the extent 
to which individual rights are respected, including 
right of free consent, right to privacy, right to free-
dom of conscience, right of free speech, right to 
due process in an impartial hearing.

r� The theory of justice judges behaviour on whether 
or not the benefits and burdens flowing from an 
action are fairly, equitably and impartially distrib-
uted.

r� These criteria produce different assessments of the 
same behaviour; and circumstances can involve 
other factors, making the application of these cri-
teria inappropriate.

5. Understand the concept of corporate social 
responsibility, and the practical and ethical 
implications of this concept for organizational 
behaviour.

r� Businesses and their managers are expected to 
act in responsible and ethical ways, contributing 
to social and environmental outcomes as well as 
making profit.

r� Responsible practices include, for example, the 
business contribution to the community, the sus-
tainable use of resources, ethical behaviour in 
relationships with suppliers and customers, and 
‘common good balance sheet’ reporting to com-
plement financial reporting.

r� Critics argue that it is government’s job to deal 
with social and environmental issues. The role of 
business is to maximize profits while operating 
within the law. Managers who donate company 
funds to ‘good causes’ give away shareholders’ 
money.

1. Explain the concept of organizational stakeholder. Choose an organization with which 
you are familiar. List its stakeholders. What expectations will they have of that organ-
ization?

2. What are the strengths and weaknesses of PESTLE analysis? Illustrate your answer 
with reference to issues and organizations with which you are familiar.

3. What are the dangers and the benefits of corporate social responsibility, for employ-
ees, management, organizations, society, the environment?

4. Why can it be difficult to decide whether a particular action is ethical or not?

Revision
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Springboard

Alison Beard and Richard Hornik (2011) ‘It’s hard to be good’, Harvard Business Review, 
89 (11): 88–96. Profiles five companies with exemplary approaches to responsible busi-
ness practices: Royal DSM (Netherlands), Southwest Airlines (US), Broad Group (China), 
 Potash Corporation (Canada) and Unilever (UK).

Richard Dobbs, James Manyika and Jonathan Woetzel (2015) No Ordinary Disruption. New 
York: Public Affairs/Perseus Books. Examines the potential effects of four ‘disruptive trends’ 
concerning increasing urbanization in emerging markets, accelerating technological change 
(see our Chapter 3), ageing population, and the growing web of global  connections.

Masud Chand and Rosalie L. Tung (2014) ‘The ageing of the world’s population and its 
effects on global business’, Academy of Management Perspectives, 28 (4): 409–29. Explores 
the nature and implications of the rapid ageing of the world’s population, and the implica-
tions for organizations in general, and for human resource policies in particular.

Lynda Gratton (2011) The Shift: The Future of Work is Already Here. London: Collins. 
Explores how trends in globalization, society, demography, technology and use of natural 
resources are reshaping work, and offers advice on how to ‘future-proof’ your career.

Research 
assignment

Innocent Ltd started with fruit smoothies, and diversified into other drinks. Look at what 
the company says on its website – www.innocentdrinks.co.uk – about ‘us’ and about 
‘our ethics’. What ethical stance does this company take? In what ways do you think that 
this approach to ‘sustainable business’ will improve profitability? In what ways could 
this damage profitability? Are you more or less likely to buy their products, knowing 
what Innocent says about corporate social responsibility? In April 2009, Innocent sold 
a £30 million stake in the company to Coca-Cola, claiming that this would allow the 
company to ‘do more of what Innocent is here to do’. How does this link with Coca-
Cola change your assessment of Innocent’s ethical stance? See Chapter 4, Organization 
culture, where the influence of founders’ values on company culture, including Innocent 
Ltd, is explored.

OB cinema
Thank You for Smoking (2005, director Jason Reitman) DVD track 18, 1:13:39 to 1:20:26 (7 minutes). 
This is the story of a tobacco company spokesman and lobbyist for cigarettes. In this clip, Nick Naylor 
(played by Aaron Eckhart) testifies before a Senate hearing where issues of free choice and ‘bad prod-
ucts’ are discussed. As you watch this, identify:

1. Who are the cigarette companies’ stakeholders?

2. What corporate social responsibility issues are raised here?

3. Where do you stand on the issue of freedom of choice for consumers?

OB on the web
Follow the flip-flop trail with Professor Caroline Knowles: www.flipfloptrail.com
You probably own a pair of flip-flop sandals; they are cheap and simple, and are worn by more people 
on the planet than any other shoes. Where do they come from? The design dates from ninth century 
Japan; mass production of plastic flip-flops began in the 1930s. Today, the trail begins with extraction 
and refining of the oil-based raw materials – one starting point is Kuwait. Caroline Knowles then fol-
lows the trail through the manufacture and distribution of the finished products, and finally to what 
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happens to flip-flops when they are discarded. As you follow the trail, note the number of different 
people, cultures, organizations and countries that are involved in making your flip-flops. This is truly a 
global product – a product of globalization.

Caroline Knowles (2014) Flip-Flop: A Journey Through Globalization’s Backroads. London: Pluto Press.

CHAPTER ExERCISES

1. Ethical conduct

 Objectives 1. To explore the nature of ethical and unethical work behaviours.

2. To identify what makes some behaviour ethical, and some behaviour unethical.

3. To explore individual differences in reaching ethical judgements.

 Briefing  The following table lists examples of behaviour at work (DeJong et al., 2008). Are these 
actions ethical? Tick your response in the column that best describes your opinion.

   Share your answers with colleagues. Note the differences in your responses. Explore 
and explain why you hold different views on these issues. What makes some  behaviours 
ethical and some behaviours unethical? Are differences between individuals linked to 
age, sex, experience, culture, religion, or to other factors? What are the implications of 
these differences for you personally and for your relationships with others? What are the 
implications for managing a diverse multicultural workforce?

Behaviour Aways  
ethical

Ethical in some 
contexts

Always 
unethical

1. Claim credit for the work of others ❒ ❒ ❒
2. Withhold information to slow others down ❒ ❒ ❒
3. Call in sick so that you can have the day off ❒ ❒ ❒
4. Make a false time report ❒ ❒ ❒
5. Pad your expenses claims ❒ ❒ ❒
6. Accept gifts for favours ❒ ❒ ❒
7. Use friends as sources of confidential information ❒ ❒ ❒
8. Deliberately make your boss look bad ❒ ❒ ❒
9. Use company materials for your own purposes ❒ ❒ ❒

10. Report colleagues who violate company rules ❒ ❒ ❒
11. Make friends with the power brokers ❒ ❒ ❒
12. Give others gifts or bribes in return for favours ❒ ❒ ❒
13. Deliberately make a colleague look bad ❒ ❒ ❒
14. Conduct personal business on company time ❒ ❒ ❒
15. Divulge confidential information to others ❒ ❒ ❒
16. Deliberately take your time to complete a task ❒ ❒ ❒
17. Drink alcohol during working hours ❒ ❒ ❒
18. Buy company products, not those of competitors ❒ ❒ ❒
19. Vote for issues because they support this company ❒ ❒ ❒
20. Work for more than one employer at a time ❒ ❒ ❒
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2. Profits versus people

 Objective To explore the nature and implications of management views of ethical issues.

 Briefing  In the late ‘noughties’ (2005–2010), a lot of companies and managers found them-
selves accused of making a lot of money through ‘suspect’ business practices. Observers 
and commentators always say that, if they had been in charge, this would not have 
happened.
Individual ranking (1): Consider the following business values, and rank them in order of 
importance according to your own beliefs and principles:

1. Career development of employees

2. Concern for employees as people

3. Concern for the environment

4. Customer orientation

5. Efficiency

6. High quality of products and services

7. Integrity

8. Managerial and organizational effectiveness

9. Profit making

10. Social responsibility

Individual ranking (2): Now rank these items again, this time according to the values that 
you believe are actually given to them by practising managers.

 Groupwork In groups of three:

1. Develop a consensus ranking (from top priority to bottom priority) of these business 
values based on the personal sentiments and values of your group’s members.

2. Calculate the practising managers’ rankings using the average of your group mem-
bers’ rankings (give 10 points to the top ranked item, 9 to the second, and so on).

 Discussion  How does your group’s consensus ranking of personal values compare with the practis-
ing managers’ ranking? Is there a difference? If so, why?

Employability assessment
With regard to your future employment prospects:

1. Identify up to three issues from this chapter that you found significant.

2. Relate these to the competencies in the employability matrix.

3. Decide what actions you need to take to maintain and/or develop those competencies under each of the four 
headings of the employability matrix.
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Personal qualities
self-management

work ethic/results orientation
appetite for learning
interpersonal skills

creativity and innovation

Leadership qualities
leadership

people management
leading and managing change

project management
general management skills

Other attributes
political awareness

understand cross-cultural issues
how organizations work

critical thinking
decision making

Practical skills
commercial acumen

customer service skills
communication skills
problem solving skills

teamworking skills

Employability
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Key terms
second machine age

technological determinism

organizational choice

socio-technical system design

computerization

nonstandard work

social matrix

replacement effects

compensatory mechanisms

Learning outcomes
When you have read this chapter, you should be able to define those 
key terms in your own words, and you should also be able to:

1. Explain the arguments against technological determinism from a 
socio-technical systems point of view.

2. Understand the nature and organizational implications of the 
‘second machine age’, and the range of ‘disruptive technologies’ 
that are involved.

3. Explain the potential impact of second machine age technology on 
knowledge work, which has traditionally been seen as difficult to 
computerize.

4. Assess the benefits and problems of the new ways of working that 
are being made possible by developments in technology.

5. Understand the nature of ‘the social matrix’ and the potential 
organizational uses of social media technologies.

6. Assess the challenges created by computerization in the second 
machine age, including skill shortages, growing inequality, 
cybercrime and technological unemployment.
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Why study technology?

IT’s transformative
‘Progress in information technology is transformative. 
Every year brings faster processing speeds, greater stor-
age capacity, bigger data sets, and more advanced soft-
ware. Ways of connecting, sharing, collaborating, and 

doing business become richer, more varied, and more 
powerful, enabled to a large extent by expanding IT capa-
bilities’ (Chui et al., 2013, p.1).

From an organizational behaviour perspective, technology is an important topic for four 
reasons:

1. No escape. Technology affects most aspects of our personal, domestic, social and work-
ing lives. Computing and information technologies (‘IT’) in particular affect: how you 
communicate and share information, how you buy goods and services, how you travel 
and find places, how and what you study, how you discover and apply for job vacancies, 
how you are assessed when you apply for a job, and how you spend your leisure time. 
IT developments also affect how private – or public – you can be.

2. The consumerization of IT. In the past, our interest focused on organizational uses of 
technology. However, the ways in which IT has developed mean that personal, domes-
tic and corporate uses now overlap. Many of us prefer to use our own tablets, laptops, 
smartphones and apps when and where we choose, rather than to be restricted to clumsy 
corporate systems. Interpersonal contacts that used to rely on corporate email are being 
replaced by personal messaging systems such as WhatsApp, Slack, Snapchat, Skype and 
Facebook, although staff in many organizations are banned from using these at work. 
Corporate IT is being ‘consumerized’: personal and organizational uses of technology are 
no longer separate topics.

3. Organizational implications. Technology influences business models, corporate strategy, 
competitive advantage, organization structures and processes, the design of jobs, skill 
and knowledge requirements, personal work–life balance, communication systems and 
organization culture. In other words, technology is an organizational behaviour issue 
with many implications. The scale and pace of innovation mean that technology is also a 
main driver of organizational change (which we explore in Chapter 19).

4. A second industrial revolution. Developments in IT are creating smarter machines, in 
turn creating another industrial revolution – the second machine age. As with the first 
machine age, this will bring dramatic changes, reshaping our economy, society, culture, 
organizations and the nature of work. It will also affect you, personally, by influencing 
the kinds of work that will be available, and the skill and knowledge requirements of 
those jobs. We explore the nature and organizational implications of the second machine 
age shortly. 

Second machine age 
a twenty-first century 
phenomenon based on 
rapid developments in 
computerization which 
will affect many tasks 
previously considered 
impossible to automate.

The three-minute world in 2050
Drawing on the experience of a ‘wise crowd’ of  
200 managers from 40 companies around the world, 
Lynda Gratton (2011) predicts how technology will shape 
our working lives:

1. Technological capability increases exponentially: 
 computing costs continue to fall, putting complex 
technology in handheld devices.

76 Chapter 3 Technology
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Determinism or choice
Before exploring the implications of the second machine age, we have to consider one fun-
damental question: to what extent does technology determine the nature of work? Compare 
a hospital with a call centre. Their different technologies seem to determine the kinds of 
tasks that need to be done, the knowledge and skills required, how work is organized, the 
organization structure. The argument that technology has predictable outcomes for work 
and organization is called technological determinism.

Does technology really determine these factors? Does work have to be organized to meet 
the demands of the technology? Many studies (notably in coal mining, textile manufacturing 

Technological 
determinism 
the argument that 
technology explains 
the nature of jobs, 
skill and knowledge 
requirements, and 
organization structure.

2. Billions more people become connected: a global 
phenomenon, creating the possibility of ‘global 
consciousness’.

3. The cloud becomes ubiquitous: global infrastructure 
makes services available to anyone with a computer.

4. Continuous productivity gains: gains depend on tech-
nology, and on organization cultures, cooperation and 
teamwork.

5. Social participation increases: growth in user- generated 
content, with ‘wise crowd’ and open innovation methods.

6. The world’s knowledge becomes digitized: knowledge 
available to anyone regardless of formal educational links.

7. Mega-companies and micro-entrepreneurs emerge: 
mega-companies will span the globe; many small 
entrepreneurial groups will emerge.

8. Ever-present avatars and virtual worlds: work will be 
performed virtually, through avatars.

9. The rise of cognitive assistants: which will help us to 
relate the ever-increasing content to the needs of 
our job roles.

10.  Technology replaces jobs: robots will play more impor-
tant roles, from manufacturing to caring for the elderly.

‘Imagine it – no peace, no quiet, no reflection time. 
Constantly plugged in, hooked up, online.’ Gratton  
(2011, p.58) predicts that global connections, and the norm 
of 24/7 working will create a world ‘where it seems that no 
activity lasts more than three minutes, and where those in 
employment are continuously competing with people across 
the globe to strive to serve the different stakeholders they 
work with. Do you think your world is already fragmented?’
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and car assembly), from the 1940s onwards, have shown that this is not the case (Trist and 
Bamforth, 1951, is a classic example). Whatever the technology, jobs can be designed with 
different levels of variety, autonomy, responsibility and interaction with others. These are 
job design choices. (We will explore the impact of these job design choices on employee 
motivation in Chapter 9.)

Determinism is an oversimplified perspective. The opposing view highlights the role of 
organizational choice. These choices concern the design of equipment and systems, such 
as how much control is built into a machine, and what human intervention and discretion 
are allowed. There are choices concerning the goals that a technology is being used to pur-
sue: reduce costs, improve quality, generate management information, enhance employee 
surveillance and control. There are choices in how work is organized: see box ‘How to 
make hi-fi’.

These choices are based on assumptions about human capabilities and organizational 
characteristics. They rely less on the capabilities of particular items of equipment. These 
are called ‘psychosocial assumptions’, concerning beliefs about individuals and groups. 
To consider the ‘impact’ of a technology, therefore, is to consider the wrong question. 
Technological innovations trigger decision making and negotiation processes which are 
driven by the perceptions, goals and assumptions of those who are involved. The outcomes 
of those processes influence the ‘impact’.

It is important to note that, just because a job can be automated, does not mean that it 
will be. This too is a matter of choice. People may be cheaper than equipment, and may 
produce similar outputs. For some tasks, human judgement may be desirable, to monitor a 
process, solve problems, avoid breakdowns and maintain continuity of operations. In the 
provision of some services, customers may prefer to interact with a person rather than a 
machine.

Organizational 
choice the argument 
that work design and 
organization structure 
depend on decisions 
about how and why 
technology is used, and 
not by the technology 
itself.

Source: Cartoonstock

The concept of socio-technical system design, developed by researchers at the Tavistock 
Institute in London (Emery and Trist, 1960), is helpful in exploring these issues. An organi-
zational system that is designed to satisfy social needs, ignoring the technical system,  

Socio-technical 
system design an 
approach to job and 
organization design 
which tries to find the 
best fit between the 
social and technological 
dimensions.
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will run into problems. However, an organizational system designed to meet only the 
demands of the technology will create social and organizational problems. The aim, therefore, 
is ‘joint optimization’ of the social and technical dimensions, which is also a matter of choice.

How to make hi-fi
Linn Products, based in Glasgow in Scotland, makes top 
of the range audio equipment. Despite the engineering 
sophistication and complexity, every product is assembled 
by hand, by a single employee. The company’s founder 
and executive chairman, Ivor Tiefenbrun, explains why 
he abandoned the traditional assembly line in favour of 
‘single-stage build’:

Early on, we did use an assembly line and tried to 
operate like a mini General Motors. But try as I might, 
I couldn’t get all the manufacturing processes to syn-
chronize efficiently. So, one day, I asked one of the 
women on the turntable assembly line to collect all 
the parts of the product, assemble it, and bring it 
to me. She looked at me a little strangely, went and 
gathered the components, and assembled the turn-
table in 17 and a half minutes – a process that took  
22 and a half minutes on the line.

That was an ‘aha’ moment for me. We reorgan-
ized the factory to accommodate a single-stage build 
model, using computer-controlled vehicles to distrib-
ute materials to work positions, and taught every-
one in the plant how to build any product we made. 
That way, we could do real-time manufacturing, let 
customer orders pull, reconfigure the factory, and 
shift resources as needed to produce what customers 
wanted that day.

When one person builds a product from start to 
finish, they feel responsible for it and can see the con-
nection between what they do and how the product 
performs. And since the people who build the products 
are often responsible for servicing them later, those 
employees interact with customers and see how happy –  
or unhappy – they are. So, they’re learning a lot more 
than just how to assemble a product. They start to spot 
connections that no engineer, service technician, or 
assembly-line worker ever would, and bring skills devel-
oped in one area to bear on what they do somewhere 
else. As a result, they can contribute to product quality 
with improvements and innovation. (Morse, 2006)
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Is there a position between determinism and choice? Technology must have some influ-

ence on work and organization. As we will see, technological innovations in the second 
machine age will mean that more tasks requiring manual skills can be automated. We will 
also find that tasks requiring complex cognitive skills can also, potentially, be performed by 
clever computer systems. Paradoxically, we could see more demand for sophisticated crea-
tive, problem-solving, management and leadership skills. Jobs for graduates in the STEM 
subjects – science, technology, engineering, mathematics – are likely to grow in number 
faster than non-STEM subjects. Rather than determining the outcomes, however, our smart 
new technologies have enabling properties. They open up fresh choices and possibilities. 
The outcomes will depend on how we use our socio-technical system design choices.

The second machine age
The first machine age began with the steam engine, which contributed to the Industrial 
Revolution in the eighteenth century, with the effects continuing into the nineteenth and 
early twentieth centuries. Erik Brynjolfsson and Andrew McAfee (2014) argue that, in the 
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Computers will never be able to do that
‘Just across the road from Gothenburg’s 
main railway station, at the foot of a pair of 
hotels, a line of taxis is waiting to pick up 
passengers. The drivers, all men, many of 
them immigrants, chat and lean against their 
vehicles, mostly Volvos. One of them, an 
older man with an immaculate cab, ferries 
your correspondent to Volvo’s headquarters 
on the other side of the river. Another car is 
waiting there, a gleaming new model with 
unusual antennae perched on two corners of 

its roof. An engineer gets in and drives the 
car onto a main commuter route. Then he 
takes his hands off the wheel.

‘Only ten years ago driving a car was seen 
as the sort of complex task that was easy 
for humans but impossible for computers. 
Driving taxis, delivery vans or lorries has been 
one of the few occupations in which people 
without qualifications could earn a decent 
wage. Driverless vehicles could put an end to 
such work’ (Avent, 2014, p.7).

twenty-first century, we are experiencing a second machine age, based on developments in 
computerization (or digitization), which have three properties.

Exponential growth in computing power
Computerized systems are now able to perform more functions, faster, on smaller devices. 
Gordon Moore, co-founder of the semiconductor manufacturing company Intel, predicted 
in 1965 that the computing power (memory, computational ability, speed, storage capacity) 
that could be built into an integrated circuit would double, year on year, for at least the next 
decade. ‘Moore’s Law’ has worked for over four decades, and is likely to continue. This 
works for other components; your iPad has a speaker, a microphone, two cameras, Wi-Fi, 
GPS, a digital compass, an accelerometer, a gyroscope, a light sensor and a touch screen. 
Computing power is growing exponentially. This rate of improvement has not been seen 
in any other technology; steam power doubled in efficiency only three or four times over  
200 years (Brynjolfsson and McAfee, 2014, p.47).

Computerization job 
automation by means 
of computer-controlled 
equipment.

STOp and Think

What does ‘exponential growth’ mean in practice? You have persuaded someone to 
reward you for completing a task by putting one penny on the first of the 64 squares  
of a chess board, then 2p on the next square, 4p on the next, 8p on the next, and so  
on, doubling the number of pennies each time. How many pennies will there be  
on the 64th square?

Noting that computers are getting better faster than anything else, ever, Brynjolfsson and 
McAfee (2014, p.49) cite the example of the ASCI Red supercomputer. ASCI was the world’s 
fastest computer when it was introduced in 1996. It cost US$55 million, was the size of 
a tennis court, and was the first computer to reach a speed of 1 Teraflop (million opera-
tions a second). Released in 2013, the Sony PlayStation 4, the size of a small pile of maga-
zines, sat on a desktop, weighed 3 kilos, had twice the computational power of ASCI Red  
(1.8 Teraflops), and cost $450.

Big data, powerful analytics
Big brother is not just watching you; it is logging your lifestyle. Send a text message; that act 
is logged. Buy a copy of this book from Amazon; that purchase is logged. Use an ebook reader 
to study the text; that is logged. Check a website; that is logged. Buy a train ticket and book a 
holiday online; that information is logged. The cost of data capture is low because it is based 
on internet clicks, mobile transactions, calls and messages, user- generated content, social 
media, sales queries and product purchases. Vehicles and smartphones with GPS record your 
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movements. We also have internet access to other information: general knowledge, holiday 
destinations, statistical data, books, music, art, cartoons and maps, for example.

This raises concerns about privacy. A survey in 2014 found that, while most people 
were aware that organizations were collecting their personal data, few understood what 
specific information they were revealing when they were online, including their social 
network friends’ list, location, web searches, communication history, IP address and web 
surfing history (Morey et al., 2015, p.99). By capturing this information, government agen-
cies and companies have access to ‘Big Data’, much of which is ‘real time’ (see Chapter 1). 
Traditionally, collating this kind of business intelligence was slow and costly. With pow-
erful statistical methods, ‘data analytics’ can process that information to reveal patterns 
and trends, to make predictions, and to make autonomous decisions. There is competitive 
advantage in being able to identify and to respond more quickly than in the past to chang-
ing circumstances, and to developments that may at one time not have been noticed.

Innovations combined with innovations
Brynjolfsson and McAfee (2014) also note that these innovations can be combined and recom-
bined to produce more innovation. If you want to design a new app, you do not have to invent 
the internet and the smartphone; these are already in place. You do not even have to be able to 
understand computer code as there are several cloud-based app development tools available. 
Improved computing power, combined with large datasets, makes it possible to design autono-
mous vehicles, which require highly sophisticated pattern recognition and rapid response capa-
bilities to operate safely. In contrast, there is only so much that one can do with a steam engine.

The combination of machine learning and voice recognition could bring dramatic 
improvements in areas such as healthcare and personal assistance. For example, an 
American company has developed an app, Crystal, which gathers information about people 
from the internet and analyses their management style, attention span and communica-
tion techniques. The app then advises the user on how best to conduct conversations, such 
as asking the boss for a pay rise (Pennington, 2015).

It appears that, in terms of the exponential growth in innovations from these three proper-
ties, we have only just reached ‘the second half of the chessboard’ (see Stop and think). In 
other words, there is probably much more change, and more disruption, to come. Computers 
can forecast property prices, teach students, grade exams and design beer  bottles – better and 
cheaper than humans can, meaning better and cheaper products and services. But there are 
problems. First, the scale and pace of change may create unemployment as those who are 
displaced are in the wrong locations, and do not have useful skills. Second, while those in rou-
tine office jobs and manufacturing were traditionally under threat, computerization may now 
affect knowledge workers: accountants, doctors, lawyers, managers. This could create a ‘two-
tier’ society with a well-paid elite, and everybody else – who have no jobs, or perform simple 
routine ‘screen-sitting’ work. Third, widespread computerization may lead to higher levels of 
cybercrime. We will explore those problems below in more detail.
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James Manyika et al. (2013) identify 12 technologies that have the potential to ‘disrupt 
the status quo’ by creating new products and services, and changing the ways in which we 
live and work. These are summarized in Table 3.1, where the right-hand column indicates 
the staggering number of people who may be affected. Previous disruptive technologies 
include digital photography (which displaced chemicals-based photography), and online 
news (replacing traditional print media). Manyika et al. (2013, p.3) chose those 12 tech-
nologies for their ‘potential to affect billions of consumers, hundreds of millions of workers, 
and trillions of dollars of economic activity across industries’.

Table 3.1: Twelve disruptive technologies and their potential impacts

Technology Capabilities Estimated impacts

Mobile internet Cheap and powerful computer 
devices, internet connectivity

4.3 billion people who are still not 
connected to the internet
1 billion transaction workers

Automated knowledge 
work

Intelligent software responding 
to unstructured commands

230 million knowledge workers
1.1 billion smartphone users with 
digital assistance apps

Internet of things Networks of low-cost sensors 
and actuators� collecting data� 
monitoring, decision making

1 trillion things that could be 
connected, from healthcare to 
mining to manufacturing

Cloud technology Computer hardware and 
software services provided over 
a network

2.7 billion internet users
50 million servers in the world

Advanced robotics Robots with enhanced senses, 
deZterity and intelligence

320 million manufacturing 
workers
250 million annual major  
surgeries

Autonomous vehicles Operation and navigation 
with no or reduced human 
intervention

1 billion cars and trucks globally
450,000 civilian, military and 
general aircraft in the world

Next-generation 
genomics

Fast, low-cost gene sequencing, 
big data analytics, synthetic 
biology

26 million annual deaths from 
cancer, cardiovascular disease and 
type 2 diabetes

Energy storage Systems that store energy for 
later use, including batteries

1 billion cars and trucks globally
1.2 billion people without access  
to electricity

3D printing Additive manufacturing – 
objects made by printing layers 
of material

320 million manufacturing 
workers
8 billion toys made globally a year

Advanced materials Materials with superior 
properties and functionality

7.6 million tons of silicon annually
45,000 metric tons, annual global 
carbon fibre consumption

Advanced oil and gas 
recovery

Exploration and recovery 
methods make extraction 
of unconventional sources 
economical

22 billion barrels of oil equivalent 
in natural gas globally
30 billion barrels of crude oil 
produced globally

Renewable energy Electricity generation with 
reduced impact on climate

Reduce the 13 billion tons pa 
CO2 emissions from electricity 
generation
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Manyika et al. (2013) also argue that the nature of work will change, with millions 
requiring new skills. Some jobs will be automated (service work, for example), and com-
puting power will complement other human skills such as creativity and decision making. 
Advanced and developing economies will be affected in different ways; energy storage will 
make electric vehicles more competitive in the former, and will provide developing coun-
tries with access to electricity and the internet. The benefits from these technologies will 
thus not be evenly distributed.

Martin Hirt and Paul Willmott (2014, p.1) note that that computerization is ‘profoundly 
changing the strategic context: altering the structure of competition, the conduct of busi-
ness, and, ultimately, performance across industries’. They identify three opportunities for 
organizations:

r� enhancing interaction, between customers, suppliers, employees and other stakehold-
ers, as consumers come to prefer tailored, mixed-media, digital online communication 
channels;

r� improving management decisions, by processing ‘big data’ and information from ‘the 
internet of things’, and thus being able to personalize marketing allocations, and reduce 
operational risks by sensing equipment breakdowns;

r� creating new business models, such as crowdsourcing product development, and peer-to-
peer customer service.

One of the 12 technologies identified by Manyika et al (2013) is robotics. Robots left 
movie screens and the pages of science fiction long ago, and they are developing rapidly 
in the twenty-first century. One driving force, sponsored by the US Pentagon, has been 
the Defence Advanced Research Projects Agency (DARPA) which organized the Darpa 
Robotic Challenge (DRC), first held in 2013. Teams were each given $1 million with which 
to improve their robots and compete again the following year. The estimated cost of the 
DRC is $80 million, and is based on the belief that robots have many further military, com-
mercial and household benefits. A review of the robotic technology available in 2014 dem-
onstrated the wide range of applications – laboratory assistance, hospital trolley pusher, 
care for the elderly, carpet cleaning, aerial photography and remote controlled weaponry 
(Morton, 2014).

Will robots humans at an accelerating pace? Discussion of this issue at the World 
Economic Forum in Davos in January 2015 estimated that 45 per cent of jobs in the United 
States would be replaced by robots and other forms of automation over the next 20 years, 
with the middle tier of jobs disappearing (Tett, 2015). The Forum also concluded that 
income inequality would get worse.

Robots have traditionally been seen as automating manual work, replacing human 
effort. Although that trend will continue, robots are now being designed to work alongside 
humans, in ways that can complement each other’s abilities. For example, meet Sawyer 
(picture opposite). This is a ‘cobot’, one of a new generation of collaborative robots that 
are designed to work safely alongside employees. Made by an American company, Rethink 

Video case: automation, jobs and history
This six-minute Financial Times video is presented by Cardiff Garcia, US editor of FT Alphaville. 
Garcia considers the future of the labour market as robots threaten to take over more jobs. 
New technologies are fundamentally different from ‘old’ technology, and the pattern of replace-
ment and compensation mechanisms that has avoided unemployment in the past may no longer 
work. Are we creating a divided society? On the one hand, a skilled, employed, affluent elite. On 
the other, those who are either unemployed or in poorly paid menial jobs.
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Robotics, Sawyer has a single arm, and can perform a range of tasks in electronics manu-
facturing such as machine tending and circuit board testing. Another cobot, from Universal 
Robots, a Danish company, is called UR3, and is a small table-top device that can assemble, 
polish, glue and screw components, and pack eggs.

In other words, our understanding of what constitutes a robot is changing, to 
include a much wider range of clever machines that can perform many more functions. 
Organizations are using cobots to handle jobs that used to need human dexterity and 
eyesight, and also to deal with problems caused by labour shortages and rising wages. 
Cobots can also do things that humans find physically difficult or unpleasant. These new 
cobots are light and easy to move between tasks, and do not require specialist program-
ming skills to operate. This means that they can be used by smaller organizations, which 
could not afford larger and more expensive traditional robots (Powley, 2015). Rather than 
be seen as a threat to job security, cobots can work with and help employees in various 
ways. Faced with an ageing workforce, cobots could enable companies to retain the ser-
vices of older workers.

Computerizing Lego
Lego, the highly profitable (and privately owned) Danish 
toy manufacturer, famous for its coloured bricks, is not 
immune from computerization. The company’s tradi-
tional business model is simple, transforming plastic that 
costs $1 a kilo into Lego box sets which sell for $75 a 
kilo. However, children increasingly play games on iPads 
and smartphones, and Lego’s sales growth slowed after 
2010. How can Lego compete in the evolving digital 
world?

Lego’s first experiment with the online game Lego 
Universe was not successful. They then developed a 
partnership with a Swedish company Mojang, which 
designed Minecraft, a popular computer game based on 
virtual landscapes resembling Lego building blocks. Lego 
now sells sets based on the game. Another partnership 
involved TT Games, to develop video games based on 
Lego ranges such as Star Wars and Legends of Chima. 
The Lego Movie, made in collaboration with Warner Bros 

in 2014, generated $500 million when it was released. In 
partnership with Google, The Lego Movie was accompa-
nied by a video game, new construction sets (the giant 
Sea Cow pirate ship and the hero Emmet Brickowski), 
and a website (www.buildwithchrome.com). The sequel 
is scheduled for 2017. Another innovation was Lego 
Fusion. Items built with Lego bricks are captured using 
a smartphone or tablet which imports them into a 3D 
digital online world where users can play using their own 
designs. Lego was one of the most-watched brands on 
YouTube. Emphasizing the continuing importance of 
the physical brick, and physical play, Lego’s chief execu-
tive, Jørgen Vig Knudstorp, explained, ‘I see digital as an 
extra experience layer’ (Milne, 2014). With record sales 
and earnings, Lego became the world’s most popular 
and most profitable toymaker in 2015; the company esti-
mates that, on average, every person on earth owns 102 
Lego bricks (Milne, 2015).
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Automating knowledge work
John Markoff (2015) argues that there is a choice between using artificial intelligence (AI) 
to automate jobs and replace people, and developing ‘intelligence augmentation’ (IA) sys-
tems that make people more effective. As computerization develops, therefore, will knowl-
edge workers be free to deal with more complex and demanding tasks, making them more 
productive and valuable? Or, like manual workers, will knowledge workers also be replaced 
by machines?

Automation began with simple routine tasks, in manufacturing and office administra-
tion. It is more difficult to automate tasks where adaptability, flexibility, judgement and 
sophisticated cognitive skills are required, such legal writing, driving a car and managing 
people. In many professions, computer systems have been used as tools which comple-
ment rather than replace human skills and knowledge. However, computerization costs 
are falling, and computing capabilities are growing: artificial intelligence, speech recog-
nition, pattern matching, machine learning, machine vision, data mining, data analyt-
ics, text mining, image processing, problem-solving skills, mobile robotics, drones and 
wearable technology. More tasks can now be performed efficiently and economically 
by machine. The traditional advantages of skilled labour are being diluted, through the 
combination of computing power, clever software and access to very large amounts of 
information.

Artificial intelligence and big data allow more knowledge work to be automated,  
such as:

r� automating routine communication tasks such as answering customer calls;

r� extending the capabilities of professionals, such as doctors and lawyers, with machine 
learning systems that can identify connections that humans could miss;

r� providing automatic content creation and synthesis;

r� increasing the consistency of tasks such as searching and analysing information (Chui  
et al., 2013, p.19).
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Carl Frey and Michael Osborne (2013) also note that work can be classified as routine 
(repetitive) or non-routine (varied, requiring flexibility). The former follows explicit rules or 
procedures, and the latter is more difficult to codify because of the many exceptions. Work 
can also be classified in terms of whether manual (physical) or cognitive (intellectual) 
capabilities are more important. In the past, work that was more easily codified was more 
readily automated. Now, computerization can handle non-routine work as well. Table 3.2 
identifies some of the non-routine manual and cognitive tasks that can now be computer-
ized, thus putting the jobs of some knowledge workers at risk.

Table 3.2: How computerization will affect non-routine tasks

Non-routine work that can now be computerized

Manual tasks Cognitive tasks

Elderly care
Equipment maintenance
Maintaining wind turbines
Quality screening vegetables
Hospital surgery

Driving a car in city traffic
Deciphering poor handwriting
Financial trading
Fraud detection
Medical diagnostics

Frey and Osborne (2013, p.23) identify three ‘bottlenecks’ that are preventing or delay-
ing further computerization. These concern the problems that computers still have with 
tasks that involve perception and manipulation, creative intelligence and social intelligence:

r� Complex perceptual and manipulation tasks: identifying objects and their properties in a 
cluttered environment.

r� Creative intelligence tasks: music, sculpture, jokes, recipes, creative writing.

r� Social intelligence tasks: negotiating, persuading, caring, counselling, therapy.

These bottlenecks suggest that many non-routine professional tasks cannot be auto-
mated. That is not necessarily the case, as Frey and Osborne (2013, p.23) observe:

Beyond these bottlenecks, however, we argue that it is largely already technologically pos-
sible to automate almost any task, provided that sufficient amounts of data are gathered 
for pattern recognition. Our model thus predicts that the pace at which these bottlenecks 
can be overcome will determine the extent of computerization in the twenty-first century.

As decisions come to rely more on ‘big data’, when will ‘thinking machines’ with artifi-
cial intelligence be able to take over top management jobs? Rik Kirkland (2014) argues that 
data analytics software with pattern-matching capabilities may be able to solve some prob-
lems better than senior managers who rely instead on personal experience and intuition. 
However, he concludes that, because computers are not good at innovating, top execu-
tives will still be required for their creative abilities, leadership skills and strategic thinking. 
Andrew McAfee commented:

I’ve still never seen a piece of technology that could negotiate effectively. Or motivate 
and lead a team. Or figure out what’s going on in a rich social situation or what moti-
vates people and how you get them to move in the direction you want. These are human 
abilities. They’re going to stick around. (Kirkland, 2014, p.72)

The work of chief executives and other senior managers requires a high degree of social 
intelligence, dealing with senior colleagues and other officials to discuss future plans and 
strategies, coordinate activities, resolve problems, and to negotiate and approve contracts 
and agreements. Consequently, most management, business and finance occupations where 
social intelligence is necessary face a low risk of being affected by computerization, as with 
many jobs in education, healthcare, the arts and media. Engineering and science occupa-
tions where high degrees of creative intelligence are required are also ‘low risk’. Lawyers 
are ‘low risk’, but paralegals and legal assistants are ‘high risk’. In general, high skill–high 
wage occupations are least susceptible to computerization (Keen, 2015).
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Martin Dewhurst and Paul Willmott (2014) also ask whether algorithms could take over 
from the board of directors. They conclude that, although ‘brilliant machines’ working with 
‘big data’ will become decision-making aids, ‘senior executives will be able to make the 
biggest difference through the human touch. By this we mean the questions they frame, 
their vigour in attacking exceptional circumstances highlighted by increasingly intelligent 
algorithms, and their ability to do things machines can’t. That includes tolerating ambiguity 
and focusing on the “soft” side of management’ (Dewhurst and Willmott, 2014, p.77). They 
also argue that rich information and more powerful analysis tools will empower lower-level 
managers who will have more decision-making autonomy. This means that senior execu-
tives can spend less time on day-to-day management, and focus on longer-term strategic 
issues, and on solving major problems when the need arises.

What can domain newbies do?
‘In 2012, a team of four expert pathologists looked 
through thousands of breast-cancer screening images, 
and identified the areas of what’s called mitosis, the 
areas which were the most active parts of a tumour. It 
takes four pathologists to do that because any two only 
agree with each other 50 percent of the time. It’s that 
hard to look at these images; there’s so much complex-
ity. So they then took this kind of consensus of experts 

and fed those breast-cancer images with those tags to 
a machine-learning algorithm. The algorithm came back 
with something that agreed with the pathologists 60 per-
cent of the time, so it is more accurate at identifying the 
very thing that these pathologists were trained for years 
to do. And this machine-learning algorithm was built by 
people with no background in life sciences at all. These 
are total domain newbies’ (Kirkland, 2014, p.69).

Use your soft skills
‘Humans have and will continue to have a strong com-
parative advantage when it comes to inspiring the troops, 
empathizing with customers, developing talent, and 
the like. Sometimes, machines will provide invaluable 
input, as Laszlo Bock at Google has famously shown in 
a wide range of human-resource data-analytics efforts. 

$ut  translating this insight into messages that reso-
nate with organizations will require a human touch. No 
computer will ever manage by walking around. And no 
effective executive will try to galvanize action by say-
ing, “we’re doing this because an algorithm told us to”’ 
(Dewhurst and Willmott, 2014, p.82).

New ways of working
Computerization, and in particular the mobile internet and cloud technology, has encour-
aged the development of various forms of nonstandard work. These are jobs which do not 
involve turning up at the same place and time every day to work under supervision with 
the mutual expectation that this arrangement will be permanent. Various labels are used 
for nonstandard work: alternative, contingent, contract, disposable, e-lance, freelance, tel-
ecommuting, workshifting. In a nonstandard job, your place of work is just as likely to be in 
your home, or a coffee shop. For some, the world has become a virtual office. Census data 
suggest that, in America, 10 per cent of the working population have nonstandard jobs, 
and that these are more common for high skill–high pay knowledge workers such as inde-
pendent contractors, researchers and consultants, managers and other professionals. The 
same trend applies in Britain, Australia, Canada, Europe, Japan and parts of Asia (Ashford  
et al., 2007). The exercise of knowledge, creativity and problem-solving skills requires more 
freedom and flexibility than traditional bureaucracy allows, and computerization has made 
this possible.

Many of us prefer nonstandard work because it is flexible and varied, free from direct 
management supervision and organization politics, is often better paid, and gives us 

nonstandard work 
employment that does 
not involve a fixed 
working schedule at the 
same physical location 
for an extended time.
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STOp and Think

What for you are the benefits and disadvantages of nonstandard work? If you know 
someone who has a nonstandard job, ask them how they feel about it. Would their 
experience encourage you to find nonstandard work?

a lifestyle in which we can more easily combine work with personal and family inter-
ests. These preferences have been linked to the expectations of Generation Y – the 
 Netgeneration – born since 1980 and who have grown up with today’s technology. Gen 
Y does not have a monopoly on these preferences and lifestyles, which are also char-
acteristic of many Gen Xers and Baby Boomers (see Chapter 2). One of the challenges 
created by these trends concerns managing a blended workforce, in which standard and 
nonstandard employees work in collaboration, but with different working conditions and 
lifestyles.

Home viewing
In the movie Ex Machina (2015, director Alex Garland), 
Caleb (played by Dohmnall Gleeson) wins a company 
competition; the prize is to spend a week in the house of 
the chief executive Nathan (Oscar Isaac). Nathan wants 
Caleb to test his creation, Ava (Alicia Vikander), an arti-
ficially intelligent humanoid robot. Is she really intelli-
gent? Does she have consciousness? Will there come a 
time when we will not be able to distinguish between 
human and robot? What does this movie suggest may 
be the benefits and dangers of artificial intelligence? 

What motivates those who design and manufacture 
these machines? The theme of Ex Machina is similar 
to that of I Robot (2004, director Alex Proyas) in which 
Chicago cop Del Spooner (Will Smith) investigates the 
possibility that a robot has overridden its programming 
and committed murder. In 2015, the famous physicist 
Stephen Hawking predicted that artificially intelligent 
machines will eventually take over from their inferior 
human creators. In your assessment, is that a possibility, 
or is that claim exaggerated?

There are many personal and organizational advantages. Working from home does not 
need expensive office space. There is no distracting office ‘chit chat’. The time, costs and 
frustrations of travel to work are cut. Many organizations report increased efficiency, pro-
ductivity, work turnaround, accuracy, speed of response and morale. Where location is not 
important, an organization can use people whom they might not otherwise employ. For 
the employee, there is freedom to arrange the working day without supervision, and you 
become your own boss.

Workshifters
Workshifter: someone who works from coffee shops, 
hotels, airports, home, anywhere.

Workspace, not workplace: that’s the new mantra of 
forward-thinking companies where business leaders 
know that it’s not where their employees work, but 
how they work that makes the difference. Whether 
they are in an airport departure lounge, a conference 

centre, a client’s offices, or simply in the study or spare 
bedroom of their own home, a new breed of employee – 
a group sometimes referred to as ‘workshifters’ – is 
increasingly demanding access to corporate informa-
tion from a huge variety of physical locations.

In fact, say workshifters, flexibility is key to their 
job satisfaction. In a recent survey of 3,100 mobile 
workers at over 1,100 enterprises worldwide, almost 
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two�thirds 
�� per cent� reported improved worM�life 
balance and more than half (51 per cent) say that they 
feel more relaxed because of more flexible working 
arrangements.

At BT, for example, flexible workers are judged to be 
20 per cent more productive than their office-based col-
leagues. At American Express, teleworkers handle 26 per 
cent more calls and produce 43 per cent more business. 
Bosses at Dow Chemicals, meanwhile, have calculated 
that average productivity has increased by around 
38 per cent since the introduction of its flexible work 
programme. In all these cases, contributing factors seem 
to be fewer interruptions and more effective time man-
agement, because better connectivity means less time is 
wasted while sitting on a train, for example, or in the odd 
free hour between conference sessions. (© Twentyman, 
News International Trading Ltd, 6 October 2011)

From Twentyman (2011)C
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Could the office become a ‘dead concept’ in the second machine age? Are organizations 
‘ditching the desk’? A survey by a meetings room booking agency found that (Bounds, 
2015):

r� three-fifths of workers say that they do not need to be in an office to be productive;

r� 60 per cent of professionals work outside the office;

r� on average office desks are unoccupied for over 60 per cent of the time.

Tablets, phablets, iPads, smartphones, Wi-Fi, broadband, mobile internet and cloud stor-
age have reduced the need for daily travel to a specific place of work. In 1998, there were 
2.9 million ‘homeworkers’ in the UK (working at home, or using home as a base). By 
2014, that had risen to 4.2 million – about 14 per cent of the working population (Office 
of National Statistics: www.ons.gov.uk). In 2015 the public relations agency M&C Saatchi 
removed most of the desks and desktop computers in its London offices, to encourage staff 
to work ‘free range’ anywhere (Spanier, 2015, p.11). The flexibility of working from home 
can lead to higher job satisfaction and better work–life balance.

However, not being seen in the office can create problems. Kimberly Elsbach et al. (2010) 
interviewed 39 managers in offices in California, to explore their observations and assess-
ments of their staff. They found that homeworkers who were high performers were never-
theless promoted less often than their colleagues who turned up for work. The researchers’ 
explanation for this concerns ‘passive face time’ – the amount of time that you are seen at 
work, without talking to anyone. This means being observed sitting at a desk, working in a 
public area, or attending meetings. Face time can be expected (normal working hours), or 
extracurricular (arriving early, leaving late). If you have lots of expected face time, you are 
likely to be seen as more responsible, dependable, reliable, trustworthy and conscientious. 
Put in some extracurricular face time, and you may also be seen as more committed, dedi-
cated, devoted and caring. For example, managers in interviews said:

‘So this one guy, he’s in the room at every meeting. Lots of times he doesn’t say any-
thing, but he’s there on time and people notice that. He definitely is seen as a hardwork-
ing and dependable guy.’

‘Working on the weekends makes a very good impression. It sends a signal that you’re 
contributing to your team and that you’re putting in that extra commitment to get the 
work done.’ (Elsbach et al., 2010, p.745)
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Observers use passive face time at work to assess employees’ characteristics, and in 
particular how responsible and committed they are. As a manager, you need to be aware 
of this when evaluating performance, and give more weight to employee output and other 
contributions. As an employee, you need to be aware that working at home can improve 
your work–life balance, but can also damage your career, by affecting your status, perfor-
mance evaluations, salary increases and chances of promotion.

Along with the flexibility, freedom and work–life balance, nonstandard work has disadvantages:

r� high set-up costs (but hardware and software costs are falling);

r� employees are not able to share equipment and other office facilities;

r� lack of face-to-face social interaction, sharing of ideas, team spirit;

r� employees lose touch with organizational culture and goals;

r� management cannot easily monitor and control activity;

r� some customers, partners and suppliers are reassured by a ‘conventional’ office.

Despite the working style choices which increasing computerization has created, does 
that daily commute to work now sound more worthwhile?

The social matrix
Social technology is a massive technological and social phenomenon – but its power as a 
business tool is still being discovered. Never before has a communications medium been 
adopted as quickly or as widely as social media. It took commercial television 13 years 
to reach 50 million households, and Internet service providers took three years to sign 
their 50 millionth subscriber. But it took Facebook just a year and Twitter even less time 
to reach the same milestone.

Socially enabled applications will become ubiquitous, allowing liking, commenting, 
and information sharing across a large array of activities. We will live and conduct busi-
ness in a social matrix, where virtually all resources can be found – collaborators, talent, 
customers, funders. The social matrix will enable new forms of organization that are only 
just becoming apparent. (Chui et al., 2013, p.3)

The Internet at first offered ‘flat’ applications, with which users could not interact; com-
munications were one-way only. The social networking service Facebook was launched in 
2004, and we now have many internet-mediated tools that allow two-way, real-time com-
munication, collaboration and co-creation. In 2015, Facebook claimed over 1 billion users; 
LinkedIn had 300 million; over 250 million people used Twitter; Pinterest had over 70 million  
users. WeChat, the Chinese mobile text and messaging service had around 440 million 
active users, which is more than the population of the United States. These tools allow us 
to create and share information, ideas, pictures, music and videos. The mobile internet and 
cloud storage mean that we can do this where and when we want, without having to rely 
on traditional corporate computing. Social media and mobile technologies are ‘low friction’ 
tools: they are everywhere, easy to use, and flexible. Another feature is their rapid develop-
ment; much of this chapter will be out of date before this text is published.

Social media are radically changing the ways in which we interact with each other, develop 
our relationships, share experiences and form opinions. These networking tools have also 
changed the ways in which organizations interact with and gather information about their cus-
tomers. We now live and work in a social matrix in which any interaction or activity can become 
social (Chui et al., 2013, p.3). Crowdsourcing can help to solve problems. Crowdfunding can 
support new business ideas. Collaboration and knowledge sharing can be encouraged through 
social networks. Customers can be attracted by the ‘social’ features of new products and ser-
vices, which they can help to improve. Facebook ‘likes’ can be used to identify what products 
people are buying and to improve retail merchandising and marketing, for example.

A study by McKinsey Global Institute concluded that social media could increase the pro-
ductivity of knowledge workers by 20 to 25 per cent, as people would spend much less time 

Social matrix an 
environment in which 
any online activity can 
be social, influencing 
actions, solving 
problems, innovating 
and creating new types 
of organizations that 
are not constrained by 
traditional boundaries.
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looking for information (Chui et al., 2013). In January 2015 Facebook launched a corporate 
version of its social networking platform, called Facebook at Work. A number of corporate 
‘partners’ were asked to experiment with its possibilities, to discover if this could increase 
employee productivity by sharing ideas through posts, groups and messages. This develop-
ment was triggered by the observation that Facebook’s own staff were using the network 
instead of email for internal communication. This new platform sought to address organi-
zational concerns over data security, intellectual property and privacy. Unlike ‘personal’ 
Facebook, information shared on Facebook at Work belongs to the employer, and employ-
ees who leave will not have access to their corporate account (Kuchler, 2015).

Collaborative potential
‘Kraft Foods, which had launched an internal social 
network in 2011, saw the potential to raise the level 
of collaboration and knowledge sharing across the 
corporation by investing in a more powerful social 
networking platform. The new system supports micro-
blogging, automatic content tagging, and easy crea-
tion and maintenance of subgroups for communities 
of practice (e.g., pricing experts). This has accelerated 
knowledge sharing, leading to shorter development 

cycles, as well as quicker responses to actions of 
competitors.

‘Firms are exploring using social media tools to reduce 
email, which is responsible for more than a quarter of the 
typical office worker’s time. French IT services provider 
Atos SE pledged in 2011 to become a “zero email” com-
pany by 2014 and aims to boost employee productivity 
by replacing email with a collaborative social networking 
platform’ (from Chui, 2013, p.5).

Social media are in widespread use, especially by younger employees. These technolo-
gies could thus make significant contributions to organizational effectiveness. Jonny Gifford 
(2013) argues that the main ones are:

Efficient communication: increase efficiency of communication and knowledge transfer, get-
ting the right information to the right people.

Employee voice: seeking employee views, giving employees a platform.

Networking and collaboration: creating meaningful connections with people we would oth-
erwise not know, and facilitating collaboration.

Learning and development: the use of social media to support e-learning and development 
and to encourage self-directed learning.

Recruitment and job hunting: social networking sites are now widely used for recruit-
ment; employers and job-seekers use social media to check each other to inform their 
choices.

These applications promise to transform internal communications and staff engagement, 
recruitment and learning. Social media could be central in encouraging more open, commu-
nicative, egalitarian, collaborative and responsive organizational cultures. However, ease 
of communications can also generate information overload. How are organizations actually 
using social media? Marketing and customer services have already been affected. Social 
media allow consumers to share opinions of brands to a wider audience than word-of-
mouth can reach. Consumers are therefore ‘hyper-informed’ when making purchasing deci-
sions. Customer service is also being transformed, with half of US customers using social 
media to raise complaints or ask questions; a third of social media users say that they pre-
fer this channel to the phone when dealing with customer service issues (Bannon, 2012). 
Organizations must be sensitive to these trends, and respond accordingly.

The use of social media in relation to employee engagement, productivity, innovation and 
communication, however, are more diffuse. The applications listed above allow organizations 
to tailor information to individuals and groups. The organization can communicate with large 
numbers of people at the same time, regardless of location, thus creating dialogue concerning 
particular topics and problems, and encouraging networks and collaboration. Social network-
ing sites can also reveal (to potential employers) information about candidates’ abilities and 
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characteristics, and also display (to potential employees) an organization’s culture, goals and 
priorities, such as attitude to corporate social responsibility, for example.

Social media drivers
A survey of executives found that the main drivers of 
social media adoption were (Matthews, 2015):

1. responding faster to changing needs

2. optimizing business processes

3. increasing revenue and profits

4. attracting the best talent in a competitive market

5. better-engaged employees.

In 2011, the consulting company McKinsey held a contest to find companies using social 
media in innovative ways, to improve management methods and engage frontline employ-
ees (McKinsey & Company, 2011). Demonstrating the uses and benefits of these tools, here 
are some of the winners:

The Dutch Civil Service. Dutch government employees faced bureaucratic hurdles, such as 
having to book meeting rooms in their own buildings through an external agency, which 
took time and generated costs. Following a frustrated tweet from one member of staff, a 
group formed, and used open-source software to develop their own reservation system. 
This now covers over 50 offices and over 550 workplaces in government buildings across 
the country.

Essilor International. Essilor is a global manufacturer of ophthalmic lenses, and has a train-
ing programme with personal and Web 2.0 approaches to share best practices across 102 
sites in 40 countries. It now takes one year to reach the level of skill that once took three 
years, and social networking allows coaching across different locations. A lens- processing 
centre in Thailand developed a game to teach new employees how to understand the 
shape of a particular type of lens, and this game is now also used in Brazil.

Best Buy. Best Buy is a consumer electronics retailer with 1,500 locations and 100,000 
employees. To ensure that top management understood what frontline staff learned from 
customers, the company created an online feedback system which allowed everyone to 
see the customer information gathered in all the stores. This influenced a range of prac-
tices, from improving shop signs, to complex decisions about implementing a national 
promotion. This was a fast, flexible and inexpensive way of responding to ‘the voice of 
the customer’.
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Cemex. Cemex is a large Mexico-based cement company, which developed an approach to 
employee collaboration called Shift. This helped to reduce the time taken to introduce 
new products and process improvements. Shift uses wikis, blogs, discussion boards and 
web-conferencing to help employees around the world collaborate with each other. For 
example, 400 employees working on ready-mix products helped to identify which worked 
well, and which were obsolete, slimming the product line and updating the global cata-
logue. Now, with over 500 active communities, Shift is used to solve local problems, 
using global resources, as well as storing and sharing the knowledge that is generated.

Those organizations may be rare examples. A survey of 2,100 UK employees and 590 
human resource managers suggests that the development of novel uses of social media 
has been slow and that few employees used these tools for work (Gifford, 2013). Only 
one-quarter of the organizations surveyed allowed staff to connect personal smartphones 
and tablets to the organization’s IT network. Employees are probably more sophisticated 
in the use of social media tools in their private lives than are employers with regard to 
organizational applications. Where organizations were using these technologies, they were 
more likely to be targeting external (customers, other stakeholders) rather than internal 
audiences. Applications of ‘employee voice’ were superficial, with management seeking 
employee views, but not necessarily being more responsive or open to influence as a result. 
There was limited corporate support for BYOD (bring your own device) practices.

A study in 2013 examined how chief executives in American organizations used four 
social networks: Twitter, LinkedIn, Facebook and Google Plus. Around 30 per cent were 
LinkedIn members, but participation in other networks was ‘dismal’. Linda Pophal (2014, 
p.23) concludes, ‘It appears that few CEOs and other senior executives are familiar with, or 
convinced of, the benefits of communicating via social media’. Access to social networking 
and mobile technology is not a barrier; a perceived lack of organizational relevance is.

Antisocial media
One large UK bank had a company intranet, which gave 
staff the opportunity to give feedback to senior manage-
ment. During a major reorganization, which involved cut-
ting costs, and the closure of many branches with job 
losses, the bank’s human resources director decided to 
assess staff morale. He posted an intranet article which 
praised employees’ commitment and flexibility. Staff 
were asked to leave comments, and hundreds responded. 
Most of the feedback was negative:

‘If you want promotion do every extracurricular task 
that you can. Don’t worry about the quality of the 
work as it is irrelevant.’

‘Either execs are lying, or somewhere down the 
line people are misrepresenting what is being commu-
nicated from above.’

‘Why should we trust you after what you did on 
pensions?’

Most complaints concerned the decision to close the 
generous final salary pension scheme. This happened at 
the same time as the chief executive was awarded a large 
pension contribution as part of his multi-million-pound 
annual package, and was seen as showing double stand-
ards. Staff also criticized the excessive bureaucracy and 
lack of top management support. The corporate intranet 
makes it easy for management to capture staff feedback. 
That feedback, however, may be unfavourable, particu-
larly when management actions are seen as inconsistent, 
or unfair.

There are three challenges to the further development of these technologies:

1. Finding ways to exploit social media effectively, to achieve organizational goals. Those 
goals may include external relationships and reputation, and internal culture change to 
improve engagement, information sharing, collaboration and the organization’s ability to 
respond rapidly to trends and new ideas.

2. Finding the best ‘fit’ between new online tools and the social system of the organization, 
including the needs, interests and preferences of employees. Socio-technical system design 
has become more important in this context, given the pace of technology development.
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3. Designing and redesigning effective socio-technical systems when, as noted earlier, the 
technologies involved are moving targets. The number and nature of digital tools and social 
networking sites are constantly evolving. Individuals and organizations are still developing 
an understanding of how they can be used effectively, for personal and corporate benefit.

The development of enterprise-specific social networks may help to realize the potential 
of these technologies. Employees can be involved in two-way discussions using a secure 
‘gated’ corporate networking platform, for incubating ideas and feeding these to senior 
management. This can also be used to facilitate ad hoc communication and collaboration. 
Social networking can be a more engaging medium than traditional communication tools, 
to send corporate messages, quickly capture employee reactions, to check that messages 
have been understood, and for information-sharing in general. A corporate social network 
could strengthen the sense of shared purpose, by celebrating achievements, reinforcing mis-
sion and values, and strengthening identification with the organization. From a study of 
seven organizations with internal networks, Gifford (2014) offers this advice:

r� Enterprise networks need a clear rationale or purpose if they are to be used and become 
embedded. They need to support day-to-day activities.

r� The process of identifying uses is better developed bottom-up, coming from staff. But 
effective uses need to be identified and replicated if they are to spread and be sustained.

r� It helps if there is a key individual, or a team of ‘community champions’ guiding and 
encouraging the use of social media until this reaches critical mass.

r� Enterprise social networks are time-efficient ways for senior managers to engage with 
large numbers of staff and to increase their visibility. However, the effects will be nega-
tive if senior management challenge or criticize comments with which they disagree.

r� Social networks should be self-managed and not censored; policies should be ‘light touch’ 
(with an expectation that posts will be ‘respectful’); negative comments should be dealt 
with frankly and openly; employees should be informed if comments have caused offence.

Social media offer a range of powerful, flexible, ‘information-rich’ communication chan-
nels, which appear to have valuable uses. Organizations that have experimented with these 
technologies have achieved significant benefits. Most of the tools are public, and require lit-
tle skill to use. In order to develop beneficial applications, it also seems that innovation and 
experimentation will be necessary in order to tailor these new methods to local conditions 
and organizational goals.

Four challenges
The second machine age will transform many sectors and jobs, public and private sector, 
and will generate social and economic benefits. New disruptive technologies will improve 
quality of working life, health and healthcare, and the environment. However, there seem 
to be at least four challenges that governments and organizations will need to address: the 
problems of growing inequality and skill shortages, and the increasing risks of cybercrime 
and technological unemployment.

Inequality
As more routine manual tasks are automated, in manufacturing, services and office work, 
demand for unskilled employees will fall. This could create a ‘two-tier society’ with grow-
ing inequality. There will be a well-paid elite, of owners, ‘supermanagers’ and professionals 
who have valuable skills and knowledge, and whose capabilities are complemented by tech-
nology. The rest will be unemployed, or will have poorly paid, routine tasks that machines 
are still unable to do (dog walking, cleaning). Those in the middle will be squeezed out. 
Inequality can be socially and politically dangerous, especially if it is visible and extreme, 
and those who do not belong to the elite believe that they have been treated unfairly. 
Extreme pay inequality generates grievances and protests.
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Skills shortages
Our new, clever, disruptive technologies may be able to carry out more tasks for us, but this 
does not mean that all of the remaining jobs will be deskilled. The implications of techno-
logical innovation are not as simple as that. Technology does of course deskill many jobs, 
but can also increase demands on skill and knowledge in other areas. Studies of manufac-
turing in the past have shown that sophisticated, flexible, expensive equipment often needs 
sophisticated, flexible, expensive people to operate it. Since the 1980s, it has been known 
that more advanced technologies can increase:

r� capital investment per employee;

r� the speed, scope and costs of mistakes;

r� skill requirements, and dependence on skilled people;

r� interdependencies between functions;

r� sensitivity of performance to changes in skill and attitudes.

In the second machine age, developments in 3D printing (also known as additive manufactur-
ing), are likely to stimulate demand for customized products that were previously too expensive, 
and to create more manufacturing jobs, which in turn will require high levels of skill, potentially 
developed in simulated production systems in a virtual environment (Markillie, 2012). Richard 
Walton and Gerald Susman (1987) argued that the response to these trends should include a 
skilled, flexible workforce, flat management structures, ‘people policies’ that included multiskill-
ing, teamwork, frontline autonomy, and greater attention to training and development.

Skill shortages have already begun to appear, and the advice from the 1980s is relevant 
today. A global survey of 850 senior executives by the consulting company McKinsey found 
that most organizations were planning to increase spending on computerization, either to 
strengthen competitive advantage in an existing business, or to create new business models 
(Gottlieb and Willmott, 2014). Growth was expected to come mainly from online customer 
engagement and innovation, including new products, operating models and business mod-
els. In terms of priorities, automation ranked lowest. However, organizational hurdles were 
preventing faster development:

r� problems finding staff with digital skills;

r� organization structures unsuitable for developing online businesses;

r� inflexible business processes, designed to handle conventional initiatives;

r� lack of good quality information to inform decisions;

r� ‘inability to adopt an experimentation mindset’ (Gottlieb and Wilmott, 2014, p.6).

The survey found that the most urgent needs for skilled staff were in areas such as ana-
lytics, online development, project management, cloud computing, joint business enterprise 
and cybersecurity. To remain competitive, therefore, many organizations may have to adopt 
a version of Lego’s pattern of rapid experimentation and innovation. The management chal-
lenge will be to implement new structures, processes and information systems, and develop 
‘experimentation’ cultures. As already noted, investment in training and development will 
be necessary in order to fill the skills gap.

One clear message
‘One clear message: the nature of work is changing. 
Technologies such as advanced robots and knowl-
edge work automation tools move companies further 
to a future of leaner, more productive operations, but 
also far more technologically advanced operations. 
The need for high-level technical skills will only grow, 
even on the assembly line. Companies will need to find 

ways to get the workforce they need, by engaging with 
policy makers and communities to shape secondary and 
tertiary education and by investing in talent develop-
ment and training; the half-life of skills is shrinking, and 
companies may need to get back into the training busi-
ness to keep their corporate skills fresh’ (Manyika et al., 
2013, p.21).
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Cybercrime
Cybersecurity is widely seen as a technological problem. That is only part correct. Cyberse-
curity and cybercrime are organizational behaviour and management problems. Although 
external hackers are a threat, the greatest risks come from employees and connected 
organizations.
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Sophisticated international computer networks have enormous benefits, but they bring 
new threats and dangers. Mobile internet and cloud computing technologies give us easy 
access to information, but put security and privacy at risk. In 2013, the retail company 
Target was hacked by cybercriminals who stole the credit card numbers of 40 million 
customers (the chief executive and chief information officer lost their jobs). The thieves 
accessed Target’s systems by using the personal details of one of the company’s refrigera-
tion vendors (Upton and Creese, 2014). In 2014, hackers stole the personal information of 
over 50,000 employees of the multinational electronics company Sony. In 2015, hackers 
posted personal details of 39 million members of the website Ashley Madison (advertising 
slogan – ‘Life is short. Have an affair’).

Anything connected to the internet is open to hacking: public utilities, banks, factories, 
refineries, air and rail transport systems, motor cars. Kevin Townsend (2011) estimates 
that the annual cost of cybercrime to the UK economy is £27 billion, £17 billion of which 
is due to commercial espionage. Companies are experiencing Advanced Persistent Threats 
(APTs), or targeted attacks on systems and databases. APT is a term coined by the US air 
force, and such attacks have been reported by Sony, Nintendo, RSA, Mitsubishi and Google. 
‘Operation Shady Rat’, exposed in 2011 by the internet security company McAfee, is alleged 
to have stolen intellectual property from 70 government agencies and international compa-
nies in 14 countries over five years (Robertson, 2011).

Financial institutions and government agencies are susceptible to attacks with economic 
and political motives. One of the first examples of cyberwarfare, the Stuxnet Worm dam-
aged uranium centrifuges in Iran in 2010. In 2015, details of over 20 million government 
employees were stolen from the US Office of Personnel Management – one of the largest 
breaches of US government data ever. Cyberterrorism poses obvious threats. Cyberattacks 
could disrupt communication systems, power and water distribution, and air traffic control 
systems, putting lives at risk. The possibilities are illustrated in the movie Die Hard 4 (2007, 
director Len Wiseman), starring Bruce Willis. The US defence secretary, Leon Panetta, has 
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argued that a cyberattack on financial markets, power grids and government systems could 
be ‘the next Pearl Harbor’ (The Economist, 2011).

Video case: cyber hygiene
This four-minute Financial Times video, presented by the newspaper’s San Francisco correspond-
ent Hannah Kuchler, asks how companies can protect themselves more effectively from cyber-
attacks. As you watch this video, identify (a) the technology fixes, and (b) the organizational 
solutions that are explored. According to this commentary, which of these sets of solutions is 
more effective?

When computers and users were all in the same building, security was simple. Today, 
cloud computing and mobile devices mean that data and users can be anywhere. Also, as 
mentioned earlier, many of us use our own gadgets for work purposes. Thus, establishing 
secure procedures, and erecting barriers to crime and terrorism, has become more difficult. 
Social networking can provide access to personal information, which can be used to get 
usernames, passwords, photographs, credit card details, and much more – which can then 
be used to bypass corporate security defences. This is known as ‘phishing’, or ‘spear phish-
ing’ and ‘whaling’, where attacks are targeted on key figures such as senior executives and 
other high-profile individuals. Most countries have cyberwarfare units to detect, deflect and 
respond to attacks. For organizations, this means sophisticated security systems, improved 
risk assessment, staff training and heightened vigilance to detect intrusions (Frean, 2011).

David Upton and Sadie Creese (2014) warn about the increasing threat from insider 
attacks, such as the one that affected Target. One cybersecurity expert told them, ‘The 
best way to get into an unprepared company is to sprinkle infected USB sticks with the 
company’s logo round the car park. Some employee is bound to try one of them’ (p.97). 
They estimate that 20 per cent of all cyberattacks involve insiders (employees, contractors, 
third-party suppliers). The targeting of employees through social media is a rapidly growing 
threat (Lewis, 2015). Insiders have easy and legitimate access to an organization’s systems, 
and have more opportunities than outsiders to disrupt operations and steal intellectual 
property. The motives behind insider attacks are varied: financial gain, revenge, desire for 
recognition and power, response to blackmail, loyalty to others, political beliefs.

Paradoxically, preventing employees from using corporate systems for personal reasons 
(accessing Facebook and dating sites, for example) is not an effective response. Upton and 
Creese (2014) advise giving employees freedom to use the web, but to use security software 
to monitor their activities, and to detect dangers. They also advise having a clear secu-
rity policy with penalties for violations; security awareness training to help staff to detect 
potential threats; careful screening of job applicants; rigorous subcontracting processes; and 
transparent employee monitoring.

As well as external criminal and terrorist threats, organizations need to be aware that 
unhappy employees also present security risks, as they may seek revenge by deleting data 
and causing other systems damage. People are the weakest links in security systems, but 
employees are also the main line of defence. People management policies are therefore key 
to avoiding cyberattacks.

Technological unemployment
Will second machine age technologies create mass unemployment? For example, the 
increased capabilities and falling costs of computerization mean that it is now possible to 
design fully automated ‘lights out’ manufacturing plants. The electronics company Foxconn 
is developing such a plant at Chengdu in China; there will be few jobs for unskilled labour 
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in such facilities (Avent, 2014, p.12). Amazon is developing the use of robots in distribution 
centres, and automated drones that would make delivery drivers redundant (Keen, 2015). 
Most employees in transportation and logistics occupations, most office and administrative 
support workers, many service occupations, and labour in production occupations are all 
at risk. New technologies create unemployment through replacement effects, substituting 
equipment for people, while increasing productivity. You have seen another example, in 
supermarkets using self-service checkouts, which require much fewer staff.

Historically, those who have been replaced by new technology have (sooner or later) 
found work in other sectors, supplying new products and services. It was predicted in 
the 1980s that developments in computing would lead to technological unemployment. 
Widespread automation of manufacturing and services would lead to redundancies; we 
would have to worry about how to use our new leisure time. The economist John Maynard 
Keynes made a similar prediction in the 1930s. But these predictions have never come true. 
Although people in some jobs are indeed replaced by machines, a number of compensatory 
mechanisms come into play.

There are several compensatory mechanisms. New products and services need new 
infrastructure (factories, offices, distribution chains), which create jobs in those areas. The 
reduced costs from technological innovation lead to lower prices which increase demand 
for other goods and services – creating more jobs. New technologies are not always imple-
mented instantly; it takes time to solve technical and organizational problems, and scrap-
ping existing facilities can be costly. The benefits of new technologies may not at first be 
clear, and organizations often experiment with and introduce new systems gradually, to 
hedge the risks. Investment in new technologies is based on the expectation that the organi-
zation’s market will expand, in which case the existing workforce may be retained, if not 
increased. Finally, new technologies do not always live up to their promise, and may not 
be able to do everything that the ‘old’ technology could do. This could explain why many 
homes still have traditional landlines, and there is still demand for vinyl records, compact 
discs and printed books.

The impact of new technology has traditionally depended on the interplay between 
replacement effects and compensatory mechanisms. The latter have ensured that comput-
erization has created more jobs than have been replaced; human input has not been elimi-
nated. But with so many clever new disruptive technologies, could the balance between 
replacement and compensation be changing?

Ian Stewart et al. (2014) offer a reassuring argument, based on the power of three com-
pensating mechanisms to generate additional jobs. First, new technology creates employ-
ment in new sectors: two of the top ten fastest growing occupations in the UK over the 
past three decades have been in the technology sector. Second, new technology creates 
jobs in knowledge-intensive sectors: medicine, business and specialist services, marketing, 
design and education. Third, as applications of new technologies reduce the relative prices 
of some goods and services, demand for other goods and services increases, creating new 
jobs, some of which are in technology-driven sectors such as communications and home 
entertainment.

Brynjolfsson and McAfee (2014) argue, however, that technology is developing so rap-
idly that those who are displaced today may not be able to ‘reskill’ themselves fast enough, 
and may never catch up. In the second machine age, the adjustments could be slower and 
more difficult, and unemployment may be the outcome. Inequality between the well-paid 
and the poorly paid may be joined by inequality between those who have jobs and those 
who do not. Hirt and Wilmott (2014, p.8) also point to the ‘relentlessly evolving business 
models – at higher velocity’, which computerization is encouraging. Banks, taxi drivers, 
travel companies, camera makers, publishers and universities – among others – are seeing 
their traditional business models undermined by faster-moving and cheaper competitors 
whose products and services are more appealing to internet-savvy consumers.

Carl Frey and Michael Osborne (2013) looked at over 700 jobs, estimating the chance 
that these would be computerized, based on technology that is available or under develop-
ment now. They concluded that 47 per cent of current employment in the United States was 

Replacement effects 
processes through 
which intelligent 
machines substitute for 
people at work, leading 
to unemployment.

Compensatory 
mechanisms 
processes that delay 
or reduce employment 
replacement effects, 
and which lead to 
the creation of new 
products and services, 
and new jobs.
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at high risk, and that computer algorithms (programmed problem-solving formulae) could 
substitute for around 140 million full-time knowledge workers worldwide (p.19). Table 3.3 
shows a sample of their predictions.

Research involving 200 business leaders and young people from Asia, Europe and 
America by the consulting company CBRE claims that half of all occupations today will not 
exist by 2025; these include process work, customer work and middle management roles 
(Andrew et al., 2014). More people will instead work in roles requiring computing, leader-
ship and creative skills. In addition 35 per cent of jobs in the UK today are at risk of being 
replaced by robots; these include office and administrative support jobs, sales and services 
work, and jobs in transport and construction. Those currently holding such jobs thus face 
an uncertain future.

For those who fear being left behind, the answer is not to compete, but to develop capa-
bilities that complement new technologies; these include complex communication, and the 
generation of creative ideas. From a personal perspective, to insure against the risk of your 
job being computerized, it may be helpful to develop your social and creative skills, par-
ticularly those that complement machine intelligence. Other possibilities come from the 
development of new kinds of online business models and related jobs; independent craft 
producers and technical specialists can market their products and services by attracting 
customers worldwide through the internet.

Table 3.3: Probability that computerization will lead to job losses within the next two 
decades

Job
Probability of computerization
(‘0’ = low risk; ‘1’ = high risk)

Recreational therapists 0.003

Dentists 0.004

Training and development managers 0.006

Chief executives 0.015

Financial analysts 0.23

Managers 0.25

Stock clerks and order fillers 0.64

Administrative services managers 0.73

Bartenders 0.77

Accountants and auditors 0.94

Secretaries and administrative assistants 0.96

Telemarketers 0.99

ReCap

1. Explain the arguments against technological 
determinism from a socio-technical systems point 
of view.

r� Technology does not determine the nature of jobs 
and organizational structures. Work can be organ-
ized in different ways, and the degrees of variety, 

responsibility and interaction in work are design 
choices.

r� Socio-technical system design attempts to meet 
the needs of both the social and technological 
aspects of work; focusing on the demands of one 
aspect alone creates problems.

➔
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r� Technology should be seen as having enabling 
properties, opening up fresh choices and possi-
bilities (but tasks will not always be automated just 
because they can be).

2. Understand the nature and organizational 
implications of the ‘second machine age’, and 
the range of ‘disruptive technologies’ that are 
involved.

r� The second machine age is being created due to a 
combination of exponential growth in computing 
power, the availability of big data and data analyt-
ics, and the way in which innovations can build on 
each other.

r� The main effects of the second machine age will 
be produced by computerization – the ability 
to automate many more tasks using computer- 
controlled equipment.

r� Disruptive technologies such as the mobile inter-
net, internet of things, cloud technology, advanced 
robotics and 3D printing, will create new products 
and services, which have the potential to change 
the ways in which billions of people around the 
world live and work.

r� For organizations, computerization will improve 
interaction with employees, customers and other 
stakeholders, lead to better management decisions 
using big data, and create new business models.

r� Robots have successfully automated a lot of man-
ual work. Cobots are now being developed to 
work safely alongside employees in many differ-
ent roles. However, it is estimated that 45 per cent 
of jobs in the United States could be replaced by 
robots over the next 20 years.

3. Explain the potential impact of second machine 
age technology on knowledge work, which has 
traditionally been regarded as difficult if not 
impossible to computerize.

r� Tasks that require cognitive skills, adaptability and 
judgement have been difficult to automate. How-
ever, artificial intelligence and big data now mean 
that knowledge work such as answering customer 
calls, and searching and analysing information can 
now be computerized.

r� Routine tasks have traditionally been easier to 
automate than non-routine tasks. That is changing. 
Non-routine manual tasks that can be computer-
ized include elderly care, equipment maintenance 
and hospital surgery. Non-routine cognitive tasks 
that can be computerized include driving cars in 
city traffic, financial trading and medical diagnosis.

r� Computers still struggle with complex perceptual 
and manipulation tasks, and with tasks that require 
creative and social intelligence. Once those problems 
have been overcome, it will be possible to automate 
many more non-routine professional tasks.

r� Although managers will increasingly rely on deci-
sion aids based on big data and intelligent algo-
rithms, management capabilities that will still be 
needed include innovation, problem solving, crea-
tivity and managing people – motivating, negotiat-
ing and other leadership skills.

4. Assess the benefits and problems of the new 
ways of working that are being made possible by 
developments in technology.

r� Mobile internet, cloud computing and a smart-
phone or tablet allow many people to work where 
and when they want, without having to travel 
to work every day. These nonstandard jobs can 
increase productivity and job satisfaction, and 
improve work–life balance.

r� Organizations can reduce the costs of office space, 
and hire people they might not otherwise employ 
because of where they live.

r� Nonstandard work has several disadvantages. 
Employees cannot share office facilities, social 
interaction and ideas-sharing are limited, manage-
ment cannot easily monitor and control employ-
ees, and some customers and suppliers want to be 
reassured with a conventional office.

r� Employees who work from home may find that 
they miss out on promotion opportunities. The 
lack of passive face time (being seen at work even 
if you do not talk to anyone) makes homeworkers 
appear to be less dependable and less committed.

5. Understand the nature of ‘the social matrix’ and 
the potential organizational uses of social media 
technologies.

r� Any online activity can now be social, involving 
others in sharing information and solving prob-
lems, and creating new types of organization. We 
live and work in a social matrix.

r� Social media are changing the ways in which we 
communicate, interact and work with each other. 
The tools are public, and do not need much skill 
to use. Crowdsourcing helps to solve problems; 
crowdfunding supports new business ideas.

r� It is estimated that social media could increase 
the productivity of knowledge workers by up to 
�� per cent� mainly by reducing the time spent 
looking for information.
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r� For organizations, social media can improve exter-
nal and internal communications, give employees 
a stronger voice, support learning and develop-
ment, and streamline recruitment.

r� Despite the benefits, organizations have been 
slow to develop social media applications due to 
concerns over security, business benefits and the 
‘fit’ with existing structures and systems. Employ-
ees are probably more sophisticated in their use of 
social media in their private lives than employers 
with regard to organizational uses.

r� One approach to overcoming those concerns is to 
develop enterprise-specific social networks, which 
are ‘gated’ and limit communications to employ-
ees, at all levels.

6. Assess the challenges created by computeriza-
tion in the second machine age, including skill 
shortages, growing inequality, cybercrime and 
technological unemployment.

r� Computerization in the second machine age could 
create a ‘two-tier’ society and growing income 
inequality, with a highly skilled and well-paid elite, 
and everybody else, who will have poorly paid 
jobs, if they are employed.

r� Paradoxically, computerization will create skill 
shortages in areas such as analytics, online 

 development, project management, cloud com-
puting, joint business enterprise, cybersecurity and 
other high-level technical capabilities. Interpretive 
and problem-solving skills will remain valuable. 
Demand for STEM subject graduates will rise.

r� With increasing risks from insider attacks as well as 
external hackers, cybersecurity is an organizational 
problem as well as a technological one. Motives 
for insider attacks include money, desire for recog-
nition and revenge against an organization or its 
staff. People are the weakest link in security, but 
employees are also the first line of defence, and 
human resource management policies are key to 
avoiding cyberattacks.

r� New technology in the past has not led to unem-
ployment, as the development of new products 
and services has created new demand, and thus 
new jobs. However, the pace of change in the sec-
ond machine age is such that many of those who 
are displaced may not be able to catch up.

r� Computer algorithms could replace 140 million 
knowledge workers worldwide over the next two 
decades. For dentists, training and development man-
agers, and chief executives, the probability of comput-
erization is very low. Occupations which face a high 
probability of computerization include accountants 
and auditors, secretaries and telemarketers.

1. Why is technology such an important aspect of organizational behaviour?

2. What computing properties are creating the second machine age, and what benefits 
will these developments potentially bring?

3. What does it mean to say that we live and work in a social matrix? What are the 
implications of the social matrix for you, personally, and for organizations?

4. Why is cybercrime a human resource management problem, and not just a technical 
issue? What are the organizational implications of this observation?

Revision

Research 
assignment

The second machine age is based on several disruptive technologies (Table 3.1). Because 
these technologies are relatively new, and are constantly evolving, there is a lack of aca-
demic research concerning their implications for organizational behaviour. Choose from 
Table 3.1 a disruptive technology that you find interesting. What more can you find out 
about that technology using Google, YouTube, other online resources and traditional 
print media (magazines, newspapers)?

r� What can you discover about the benefits of this technology for individuals, 
 organizations and society as a whole?

r� What can you discover about the problems and risks with this technology?
r� As an employee, how do you assess the implications of this technology for you?
r� As a manager, how do you assess the implications of this technology for your organization?
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Springboard

Erik Brynjolfsson and Andrew McAfee (2014) The Second Machine Age: Work, Progress, 
and Prosperity in a Time of Brilliant Technologies. New York and London: W.W. Norton 
& Company.

Martin Ford (2015) The Rise of the Robots: Technology and the Threat of Mass Unemployment. 
London: Oneworld Publications. Artificial intelligence will automate knowledge work, not 
just simple manual jobs. However, this new technology will do what new technology in 
the past has done – facilitate more highly skilled and better paid jobs.

Jerry Kaplan (2015) Humans Need Not Apply: A Guide to Wealth and Work in the Age 
of Artificial Intelligence. New Haven, CT: Yale University Press. Argues that robot-
ics, machine learning, and intelligent agents will cause social turmoil unless managed 
carefully.

John Markoff (2015) Machines of Loving Grace: The Quest for Common Ground Between 
Humans and Robots. New York: Ecco Press.

OB cinema
Modern Times (1936, director Charles Chaplin). DVD track 2, 0:01:10 to 0:06.00 (5 minutes). Clip 
opens with flock of sheep and ends when the scene cuts from the assembly line to the manager’s 
office. Despite the date, this sequence is still one of the most powerful movie illustrations of the 
human being treated as a machine, of the worker caught in the cogwheels of capitalist production.

1. Are employees still subjected to such treatment in organizations today? Give examples.

2. Can you identify instances where new technology has liberated workers from this kind of 
treatment?

3. Chaplin’s movie was set in a factory; do office workers escape from the effects of technology?

DVD track 3, 00:06:07 to 00:12:57 (6 minutes): clip begins in the manager’s office as the salesmen 
bring in a piece of equipment; ends with the manager saying ‘It’s no good – it isn’t practical’ (cap-
tion). This is a disastrous demonstration of the Billows Feeding machine which is designed to feed 
employees while they work, thus improving productivity.

1. What does this scene reveal about management objectives in the use of technology?

2. What does this scene tell us about management values in relation to employees?

OB on the web

Personal advice for the second machine age
Search YouTube for ‘Erik Brynjolfsson: The key to growth’.

Professor Erik Brynjolfsson (co-author of The Second Machine Age, 2014) offers 
three pieces of advice to his students. ‘First, learn how to do things that humans 
do better than machines.’ These include creativity and entrepreneurship, but also 
interpersonal skills such as motivation, persuasion, nurturing, and caring. Second, 
embrace life-long learning. ‘The skills that are valuable today may be less valuable 
tomorrow, as technology advances.’ Third, do what you really love. ‘In the second 
machine age, most markets will be “winner takes most” where a small number of 
top performers get most of the revenue, attention and success. It’s difficult, if not 
impossible, to excel without really loving what you do’ (from Jacobs, 2015, p.14).Erik Brynjolfsson Andrew McAfee
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CHAPTER ExERCISES

1. Into the matrix

 Objectives 1. To encourage breadth of thinking about a topic, in this case the social matrix.

2. To develop skills in producing a wide-ranging and balanced assessment.

3. To consider the extent to which technology determines or facilitates the outcomes or 
impacts that it produces.

 Briefing  The issue for debate is: What are the individual, organizational, and social benefits and 
dangers of living and working in a social matrix?

Divide into groups of three. Your group’s task is to think of as many relevant points as 
you can concerning the issue for debate. List these points on a flipchart for presenta-
tion. Time allowed: 10 to 15 minutes.

Present your points in plenary. Your points will be awarded ‘quality marks’ for rele-
vance, importance, plausibility, and creativity. If your argument for a point is particularly 
impressive or original, you can win more quality marks. The group with the highest 
quality marks will be declared the winner. Time allowed depends on number of groups: 
up to 45 minutes.

Consider two of the main benefits and two of the main dangers that you have identi-
fied. To what extent are these inevitable consequences of the social matrix? To what 
extent do these consequences depend on how individuals and organizations decide to 
use the technologies that are involved?

2. Old McDonald’s Farm

 Objective  To explore the integration of social and technical aspects of an organization 

/arcic� �����.

 Briefing  Organizations are socio-technical systems. This means that technology – equipment, 
machines, processes, materials, layout – has to work alongside people – structures, 
roles, role relationships, job design. You can’t design an organization to suit the 
technology while ignoring the people, because that would be ineffective. Similarly, 
designing an organization just to suit the people, while ignoring the requirements of 
the technology, would be equally disastrous. The concept of socio-technical system 
design means that the social system and the technical system have to be designed so 
that they can work with each other.

 Old  Let’s consider Old McDonald’s farm. On this farm, he had no pigs, cows, or chickens. 
 McDonald’s He had only corn, planted in long rows that grew all year round. McDonald had a
 farm  perfect environment for growing corn. The soil was rich, and the climate was perfect, 

12 months every year.

McDonald’s rows were so long that at one end of the row, the soil was being prepared 
for planting, while the next section on that row was being planted, the next section was 
growing, and the next was being harvested. McDonald had four of these long rows.

McDonald is a progressive and scientific farmer. He is concerned about both productiv-
ity and quality. He had an industrial engineer study the amount of effort required to 
complete the work in each function on each row. He found that two employees were 
required per section, on each row, fully employed in that function all year round. There-
fore, he employed eight workers on each row.

Initially, Mr McDonald had only four rows, A, B, C and D, and a total of 32 people. But 
he decided to expand, adding two more rows. This added 16 more workers. Now he 
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had 48 employees. Until this time, he had only one supervisor responsible for directing 
the work of all 32 employees on the initial four rows. Now he decided that there was 
too much work for one supervisor. He added another.

Mr McDonald now had to decide whether to reorganize the work of his managers and 
employees. He decided to talk to his two supervisors, Mr Jones and Mr Smith, who had 
very different ideas.

Mr Jones insisted that the only intelligent way to organize was around the technical 
knowledge, the functional expertise. He argued that he should take responsibility for 
all employees working on the first two sections, soil preparation and planting, on all 
rows. Mr Smith, he acknowledged, had greater expertise in growing and harvesting, so 
he would take responsibility for all employees in the last two sections. They would each 
have an equal number of employees to supervise.

Mr Smith had a different idea. He argued that, while some specialized knowledge was 
needed, it was more important for the employees to take responsibility for the entire 
growing cycle. This way, they could move down the row, seeing the progress of the 
corn. He argued for organizing the employees into teams by row.

Soil prep Planting Growing Harvesting

Row A

Row B

Row C

Row D

Row E

Row F

Mr McDonald has hired you as a consultant to help him with his organizational design. 
The questions that he wants you to answer are:

1. How will you organize employees on the farm, and how will you assign responsibility 
to Smith and Jones? You can recommend any assignment that you like, but the num-
bers of employees that are required will stay the same.

2. What socio-technical principles support your recommendations? Why is your 
approach better than the alternatives?

If you were one of Mr McDonald’s employees, which approach to organizational design 
would you prefer, and why?

Employability assessment
With regard to your future employment prospects:

1. Identify up to three issues from this chapter that you found significant.

2. Relate these to the competencies in the employability matrix.

3. Decide what actions you need to take to maintain and/or develop those competencies under each of the four 
headings of the employability matrix.
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Personal qualities
self-management

work ethic/results orientation
appetite for learning
interpersonal skills

creativity and innovation

Leadership qualities
leadership

people management
leading and managing change

project management
general management skills

Other attributes
political awareness

understand cross-cultural issues
how organizations work

critical thinking
decision making

Practical skills
commercial acumen

customer service skills
communication skills
problem solving skills

teamworking skills

Employability
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Key terms
organizational culture

surface manifestations of 
organizational culture

organizational values

basic assumptions

organizational socialization

pre-arrival stage of socialization

encounter stage of socialization

role modelling

metamorphosis stage of 
socialization

integration (or unitary) 
perspective on culture

differentiation perspective  
on culture

fragmentation (or conflict) 
perspective on culture

strong culture

weak culture

internal integration

external adaptation

social orientation

power orientation

uncertainty orientation

goal orientation

time orientation

Learning outcomes
When you have read this chapter, you should be able to define those 
key terms in your own words, and you should also be able to:

1. Account for the popularity of the concept of organizational 
culture among managers and researchers.

2. List, describe, and give examples of Schein’s three levels of 
organizational culture.

3. Distinguish the stages of organizational socialization.

4. Contrast managerial and social science perspectives on 
organizational culture.

5. Assess the link between organizational culture and organizational 
performance.

6. Distinguish between different types of organizational culture.

7. Distinguish different dimensions of national culture.

 Chapter 4 Culture
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Why study organizational culture?
Organizational culture can be thought of as the personality of an organization. It is also 
often referred to as corporate culture. It deals with how things are done in a company on a 
daily basis. It affects how employees perform their work; how they relate to each other, to 
customers, and to their managers. Organizational culture affects not only task issues – how 
well or badly an organization performs, but also emotional issues – how workers feel about 
their work and their companies.

Banking cultures of concern
Can you name a bank that has been reported as being 
involved in some financial irregularity in recent years? 
Perhaps it is easier to name one that has not. Banks 
have been accused of rash lending, tax evasion, financial 
mis-selling, attempts to manipulate the London Inter-
bank Offer Rate (Libor) and the foreign exchange (forex) 
markets, and even of money laundering. CCP Research 
Foundation estimated that since 2010, the world’s largest 

banks have spent over $300 billion on litigation (Shotter, 
2015). Some have admitted their misdemeanours and 
been fined, sued, forced to make reparations, or all three. 
When challenged by the media or an investigating par-
liamentary committee, their senior managers claim that 
the problem was caused by a small group of staff or an 
isolated individual employee (‘a bad apple’) who has now 
resigned, been dismissed, or else is being retrained.

However, the prevalence of such misconduct within the banking industry around the 
world suggests that this form of organizational behaviour cannot be explained solely in 
terms of individual factors. Instead, it is necessary to ask questions about the ethics of the 
banking industry in general, and about the cultures of the individual banks in particular. 
Peter Day (2012) argued that the banking industry’s culture had changed from doing ‘what 
is right’ to doing what is OK by the lawyers and compliance officers or, as he puts it, ‘doing 
what you can get away with’. If banking culture is the problem, then changing it has to be 
the solution. Two main changes have been proposed:

More women. The UK Parliamentary Committee on Banking Standards reported that ‘The 
culture on the trading floor is overwhelmingly male’ and called for a better gender bal-
ance in investment banks (Thompson and Jain, 2013). The argument is that research 
shows that high levels of male testosterone fuel a greater willingness to take risks, so 
you can reduce both by increasing the number of women on the trading floor. Others 
argue that physiological diversity is more important, so you need older males as well as 
women.

More training. Over a quarter of a million employees of some of the major international 
banks have been undergoing training to reinforce work codes, company values, desired 
employee behaviour, and positive corporate culture. However, there is scepticism that 
managers can successfully monitor, measure, and maintain adherence to corporate val-
ues, especially when competitive pressures mount (Hill, 2013).

A study by André Spicer and colleagues (2014) concluded that the ‘toxic’ and ‘aggressive’ 
culture inside British banks which led to the aforementioned scandals would take a genera-
tion to change. Poor standards have so far cost the UK banking industry £38.5 billion in 
fines and customer compensation. The messages from top banking executives about culture 
change are still not reaching frontline staff. ‘Culture change initiatives particularly in the 
large institutions, remain relatively fragile’, concludes the report.

If there are so many ‘bad apples’ then just culture training them may not be enough 
or even appropriate. Banks need to change their ‘barrels’ by modifying their organization 
structures, and changing their processes of staff recruitment, promotion, day-to-day deci-
sion making, and particularly staff remuneration. The chief executive of one bank reported 
that it had completely overhauled the way that its employees’ performance was measured 

M04_BUCH2881_09_SE_C04.indd   108 07/26/16   8:34 PM



 Rise of organizational culture 109

and how they were being incentivized (Arnold, 2014). Rather than blaming ‘bad apples’, 
it may be more appropriate to ask what the senior ‘barrel-makers’ are doing (Zimbardo, 
2007).

Organizational culture has been a popular topic since the early 1980s. First adopted by 
senior executives and management consultants as a quick-fix solution to virtually every 
organizational problem, it was later adopted by researchers as an explanatory framework 
with which to understand behaviour in organizations (Alvesson, 2001). Ann Cunliffe (2008) 
states that organizational culture is important because it:

r� shapes the image that the public has of an organization;

r� influences organizational effectiveness;

r� provides direction for the company;

r� helps to attract, retain and motivate staff.

Stop and think

If the organization that you are currently studying at or working in were a person, 
would it be male or female? How old would it be? Where would it live? What car 
would it drive?

Rise of organizational culture
Organizational culture remains a controversial concept. Some writers argue that just as 
one can talk about French culture, Arab culture, or Asian culture, so too it is possible to 
discuss the organizational culture of the British Civil Service, McDonald’s, Microsoft, or of 
Disney. It is generally recognized that organizations have ‘something’ (a personality, philos-
ophy, ideology, or climate) which goes beyond economic rationality, and which gives each 
of them their own unique identity. Organizational culture has been variously described as 
‘the way we do things around here’ (Deal and Kennedy, 1982), ‘how people behave when 
no one is watching’, and ‘the collective programming of the mind’ (Hofstede, 1980, 2001).

The current debates about culture are traceable to the early 1980s when two books 
 catapulted the concept to the forefront of management attention, In Search of Excel-
lence, written by Tom Peters and Robert Waterman (1982); and Terrence Deal and Allan 
 Kennedy’s (1982) Corporate Cultures. These publications suggested that a strong organi-
zational culture was a powerful lever for guiding workforce behaviour. Other factors also 
stimulated an interest in culture:

r� Japan’s industrial success during the 1970s and 1980s.

r� Increasing globalization placed organizational culture into sharp focus alongside national 
culture.

r� The assumption that organizational performance depended on employee values being 
aligned with company strategy.

r� The contentious view that management could manipulate culture to achieve organiza-
tional (change) objectives.

r� The belief that intangible (soft) factors such as values and beliefs impacted on financial 
(hard) ones such as profits.

Originally introduced to managers by consultants, it was not long before academics 
started to take an interest in organizational culture as well. Edgar Schein (2004), a busi-
ness school professor, was among the first to refine the concept, seeking to measure it for 
research purposes. Research attention turned to the meanings and beliefs that employees 
assigned to organizational behaviour, and how these influenced the ways in which they 
themselves behaved in companies (Schultz, 1995).

organizational 
culture the shared 
values, beliefs and 
norms which influence 
the way employees 
think, feel and act 
towards others inside 
and outside the 
organization.
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Culture: surface manifestations, values and 
basic assumptions

Edgar Schein’s (2004) model is widely accepted and considers organizational culture in 
terms of three levels, each distinguished by its visibility to, and accessibility by individuals 
(Figure 4.1). Schein’s first level is the surface manifestation of organizational culture, 
also called ‘observable culture’. It refers to the visible things that a culture produces. It 
includes both physical objects and also behaviour patterns that can be seen, heard or felt. 
These all ‘send a message’ to an organization’s employees, suppliers, and customers.

Surface 
manifestation of 
organizational 
culture culture’s most 
accessible forms which 
are visible and audible 
behaviour patterns  
and objects.

Artefacts

Ceremonials

Courses

Heroes

Jokes

Language

Legends
Mottoes

Norms

Physical
layout

Rites

Sagas

Slogans

Stories

Symbols

Integrity

Innovation

Respect

Safety

Teamwork

Citizenship

Diversity

Excellence

Honesty

SURFACE MANIFESTATIONS OF CULTURE

VALUES

BASIC ASSUMPTIONS

Basis on which individuals are respected

Basis of the company’s ability to compete

How and by whom decisions should be
made

Whether competition or collaboration is
the most desirable mode of behaviour for
employees

Figure 4.1: Schein’s three levels of organizational culture

Source: adapted from Organizational Behaviour and Analysis: An Integrated Approach, 
4ollinson� &.� 2earson 'ducation .imited� � 2earson 'ducation .imited ����.

The surface level of culture is the most visible. Anyone coming into contact with it can 
observe it. Its constituent elements are defined below and illustrated in Table 4.1:

1. Artefacts are material objects created by human hands to facilitate culturally expressive 
activities. They include tools, furniture, appliances and clothing.

2. Ceremonials are formally planned, elaborate, dramatic sets of activities of cultural 
expression, e.g. opening events, prize-givings, graduations, religious services.

3. Courses and workshops are used to instruct, induct, orient and train new members in 
company practices.
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4. Heroes are characters, living or dead, who personify the values and beliefs; who are 
referred to in company stories, legends, sagas, myths and jokes; and who represent role 
models that current employees should emulate.

5. Jokes are humorous stories intended to cause amusement, but their underlying themes 
carry a message for the behaviour or values expected of organizational members.

6. Language is the particular form or manner in which members use vocal sounds and 
written signs to convey meaning to each other. It includes both specialist technical 
vocabulary related to the business (jargon), as well as general naming choices.

7. Legends are handed-down narratives about wonderful events based on company his-
tory, but embellished with fictional details. These fascinate employees and invite them 
to admire or deplore certain activities.

8. Mottoes are maxims adopted as rules of conduct. Unlike slogans, mottoes are rarely, if 
ever, changed.

9. Norms are expected modes of behaviour that are accepted as the company’s way of 
doing things, thereby providing guidance for employee behaviour.

10.  Physical layout concerns things that surround people, providing them with immediate 
sensory stimuli, as they carry out culturally expressive activities.

11.  Rites are elaborate, dramatic sets of activities that consolidate various forms of cultural 
expression into one event. They are formally planned events such as annual staff per-
formance reviews.

12.  Sagas are historical narratives describing the unique accomplishments of groups and 
their leaders. They usually describe a series of events that are said to have unfolded 
over time and which constitute an important part of an organization’s history.

13.  Slogans are short, catchy phrases that are regularly changed. They are used for both 
customer advertising and also to motivate employees.

14.  Stories are narratives describing how individuals acted and the decisions they made 
that affected the company’s future. Stories can include a mixture of both truth and 
fiction.

15.  Symbols refer to any act, event, object, quality or relationship that serves as a vehicle 
for conveying meaning.

Table 4.1: Examples of surface manifestations of organizational culture at Motorola and Rolls Royce

Manifestation Examples

Motorola Rolls Royce

1. Artefacts Name badges, stationery, T-shirts, promotional 
items, celebratory publications

Name badges. Standard work wear, issued to all 
staff levels in the organization. 'ach polo shirt is 
customized with the wearer’s name

2. Ceremonials Annual service dances, annual total customer 
satisfaction competition

Fun days, sporting events, commemorative shows

3. Courses Basic health and safety course Induction courses to orient new starts  
to RR principles

4. Heroes Paul Galvin, Joseph Galvin – founders Henry Rolls, Charles Royce – founders

5. Jokes ‘The Right Way, The Wrong Way and the 
Rolls-Royce Way’ – humorous, self-deprecating 
comments about the evolution of certain ways 
of going about things, but also a reminder of the 
importance of individuality and identity

(Continued)
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Manifestation Examples

Motorola Rolls Royce

6. Language 'mployees Mnown as n/otorolanso. 4ole�naming 
conventions and communications remind 
everyone of their responsibilities as /otorolans

&ivisional�departmental naming s Lob roles 
defined within particular naming structures

7. Legends The first walkie-talkies. First words 
communicated from the moon  
via /otorola technology

Commemorative window in tribute to the Rolls-
Royce Spitfire’s contribution to World War II

8. Mottoes Total Customer Satisfaction, Six Sigma 
3uality� Intelligence 'verywhere� 'ngineering 
Intelligence with Style

%entre of 'Zcellence
6rusted to &eliver 'Zcellence

9. Norms 'thics� 4espect� Innovation %ode of $usiness %onduct s 3uality� 'Zcellence� 
'thics� 4espect

10. Physical layout Semi-open plan – cubed group set up – Junior 
managers have separate offices beside staff; 
senior managers have corporate offices 
distanced from most employees

Open plan layouts – applies to both offices and 
work cells where possible

11. Rites Badges – initially the identity badge, but then 
the service badge, given at five-year intervals, 
has a great deal of kudos

Length of Service Acknowledgement – rite  
of passage

12. Sagas /otorolaos time�lined history used repeatedly  
to demonstrate its influence on the world.

The 1970s bankruptcy saga

13. Slogans Hello Moto s /odern reinvention of how the 
/otorola name came into being s a fusion 
of n/otoro 
representing a car� plus n*olao 
representing Hello in Spanish, to emphasize 
communications on the move

14. Stories About a particular vice-president who fell 
asleep at a very important customer meeting. 
# cautionary tale about what not to do�

Impact of a particular shop floor visit and how 
the feedback to quality managers changed 
thinking and processes. The tale is cautionary 
about how misunderstandings can generate 
unnecessary panics

15. Symbols /otorola n/o brand s Mnown as the emsignia The Rolls-Royce brand – RR

Source� personal communications. 4olls�4oyce logo � %hris *ennessey�#lamy.

Stop and think

Think about an organization of which you have personal experience. Provide 
examples of as many of the 15 surface manifestations of organizational culture  
as you can.

Table 4.1: Continued
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Schein’s second level of culture concerns organizational values. These:

r� represent something that is explicitly or implicitly desirable to an individual or group;

r� influence employees’ choices from available means and ends of action;

r� reflect their beliefs as to what is right and wrong, or specify their general preferences.

Organizational values are the accumulated beliefs held about how work should be done 
and situations dealt with (Adler and Gundersen, 2008). They can be consciously or uncon-
sciously held; they are often unspoken, but guide employees’ behaviours. They can be 
encapsulated either in phrases or in single words such as:

Citizenship Diversity Excellence

Honesty Integrity Innovation

Respect Safety Teamwork

Values are said to provide a common direction for all employees, and to guide their 
behaviour. ‘People way down the line know what they are supposed to do in most situa-
tions because the handful of guiding values is crystal clear’ (Peters and Waterman, 1982, 
p.76). Motorola has two key values – ‘uncompromising integrity’ and ‘constant respect for 
people’. The Central Intelligence Agency’s (CIA) core values, shown on its website, state 
that ‘quiet patriotism is our hallmark’; ‘we pride ourselves on our extraordinary responsive-
ness to the needs of our customers’; staff ‘embrace personal accountability’; put ‘country 
first and agency before self’, and they learn from their mistakes because they ‘reflect on 
their performance’. Additionally, CIA employees ‘seek and speak the truth’, but they add, 
only ‘to our colleagues and our customers’. You can go to the website of any large, pri-
vate, public or voluntary organization – Microsoft, the British National Health Service or 
Amnesty International – and locate their values in their vision or mission statement. Two 
well-known companies’ values, Google’s and IKEA’s, are listed in Table 4.2.

organizational 
values the 
accumulated beliefs 
held about how work 
should be done and 
situations dealt with, 
that guide employee 
behaviour.

Table 4.2: Corporate values

Google’s 10 things we know to be true IKEA’s nine fundamental doctrines

1. Focus on the user and all else will follow
2. It’s best to do one thing, really, really well
3. Fast is better than slow
4. &emocracy on the web worMs
5.  You don’t need to be at your desk to need 

an answer
6. You can make money without doing evil
7. There’s always more information out there
�. The need for information crosses all borders
9. You don’t need a suit to be serious

10. )reat Lust isnot good enough

1. The product range is our identity
2. 6he I-'# spirit s a strong and lively reality
3. Profit gives us resources
4. To reach good results with small means
5.  Concentration of energy is important for  

our success
6. Simplicity is a virtue
7. The different way
�. To behave responsibly is a privilege
9.  /ost things still remain to be done s a 

glorious future

Source: based on Bock (2015, p.31) and Stenebo (2010, p.135).

Sources of values
Values distinguish one organization from another, but where do they come from? One 
source of values is the views of the original founder, as modified by the company’s current 
senior management (Schein, 1983). Originally, a single person or group of people, has an 
idea for a new business, and brings in other key people to create a core group who share 
a common vision. This group then creates an organization, recruits others, and begins to 
build a common history. Stephen Robbins and Timothy Judge (2013) suggest that a com-
pany’s current top management acts as its ‘culture carriers’. Thus ‘organizational’ values 
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are really always the values of the current company elite (senior managers). This is similar 
to the way that ‘organizational goals’ actually represent the preferred aims of chief execu-
tives and their management teams (see Figure 4.2).

Top management

Socialization

Selection criteria
Organizational

culture
Philosophy of

organization’s founder

Figure 4.2: Where does organizational culture come from?

Source: Robbins, Stephen P., Judge, Timothy A., Organizational Behavior� ��th� � ����. 2rinted 
and electronically reproduced by permission of 2earson 'ducation� Inc.� 7pper 5addle 4iver� 
0ew ,ersey.

In a sense, therefore, organizational values are always backward looking, despite being 
developed to contribute to the future development of the company. For an organizational 
culture to form, a fairly stable collection of people need to have shared a significant history, 
involving problems, which allows a social learning process to take place. Organizations that 
have such histories possess cultures that permeate most of their functions (Schein, 2004). 
Company values come in lists. They are to be found printed in company reports, framed on 
company walls, and published on organizational websites.

Home viewing
The film Steve Jobs 
����� director &anny $oyle� is a bio-
graphical drama based on the life of the co-founder of 
Apple Inc. It depicts the launches of three iconic com-
pany products s /acintosh 
������ 0eZt 
����� and the 

i/ac 
�����. #s you watch the film� looM out for eZam-
ples of Jobs’ values and beliefs. How might these have 
influenced the development of Apple’s organizational 
culture?

Football culture
'mmanuel 1gbonna and .loyd *arris 
����� studied an 
'nglish 2remier .eague football clubos attempt to mod-
ernize its culture. They identified five factors that perpet-
uated the existing cultural norms, values and beliefs that 
impeded club executives’ attempts to change it. These 
were:

Historical legacy. The club’s rich history and past suc-
cess guided daily activities and, it was believed, would 
bring future success. The philosophy of life and foot-
ball of a past manager credited with reviving club for-
tunes came to be adopted by the club. The new value 
of ‘professional commercialism’ was questioned, and 
putting profits ahead of winning trophies was seen as 
a betrayal of this manager. &espite a lacM of success� 
this historical legacy hampered current executives’ 
attempts to change core values, introduce individual 

performance management matrices, and to radically 
restructure pay and working conditions.

Symbolic expressions. The club museum exhibits were 
full of symbolic imagery and meanings. Cups, trophies 
and player strips all stressed team spirit, tradition, fan 
loyalty� togetherness and passion. 'Z�players were dis-
proportionally represented in the museum exhibits, 
and others acted as guides, sharing their stories of the 
past. All these symbolic expressions created a bridge 
between the present and the past. The museum rein-
forced the existing culture, preventing executives 
implementing their desired changes.

Subculture dynamics. Several different sub-cultures were 
brushing up against each other within the organi-
zation. The team, and all those associated with it, 
were revered and respected, and their sub-culture 
dominated the club. The team manager’s preferences 
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Discussing the relationship between junior-level employees and corporate values, Chris 
Grey recounted the experience of one of his MBA students, a senior manager in a super-
market chain, a company known to be an exemplar of successful culture management. The 
staff had been subject to a multimillion-pound culture training initiative, and he wanted to 
discover the extent of their ‘buy-in’ to the company’s culture values. To what extent did 
frontline staff subscribe to these corporate values? He found that not only did staff did not 
believe in these values, but three-quarters of them claimed never to have even heard of 
these values! (Grey, 2009, p.74).

concerning new stadium location and the purchase 
of a player prevailed over those of the executives. The 
team sub-culture did not accept the executives’ redefi-
nition of success, and it embodied the belief that suc-
cess would return by continuing with past values and 
recipes.

Employment practices. Traditionally, the club’s new 
managers had been internal appointments. &espite 
attempts to introduce new, more systematic recruit-
ment practices, informal approaches were continued. 
The choice of an external manager was opposed by 
the team sub-culture, but was accepted when an  
ex-player who was unlikely to work with executives 
to undertake radical transformation was appointed 

as assistant manager. These human resource practices 
impeded executives’ culture change efforts.

Key stakeholders. Three classes of supporters existed. 
While the ‘casual’ and ‘club-connected’ ones engaged 
with the club, it was the die-hard fans that had the 
greatest influence. They possessed an encyclopaedic 
knowledge of club history, had a variety of match ritu-
als, and were the opinion leaders with whom the club 
wanted to have good relations. They associated with 
the team rather than the club’s management; saw 
their role as continuing the club’s traditions, and there-
fore resisted the proposed changes by means of pro-
test marches and radio phone-ins which embarrassed 
the club’s executives.

Stop and think

Can you list any of the values of the organization that you work for currently or have 
done so in the past? Would knowing their values change your way of working?

Finally, basic assumptions are the deepest level of culture, and are the most difficult to 
comprehend. They are the set of shared but unspoken suppositions about the best way to 
do things within a company. They relate to the nature of reality and the organization’s rela-
tionship with its environment. Towards the start of the animated film Chicken Run (2000), 
Mrs Tweddie the farmer responds to her husband’s suspicion that the chickens are planning 
to escape by saying ‘They’re chicken’s you dolt! Apart from you, they’re the most stupid 
creatures on this planet. They don’t plot, they don’t scheme, and they are not organized!’ 
Here, Mrs Tweddie’s ‘basic assumptions’ are blinding her to reality and preventing her from 
taking appropriate action (Ambrosini et al., 2012).

Over time, a company’s values, beliefs and attitudes become so ingrained and well-
established that they cease to be articulated or debated by employees. Instead of being 
discussed, they become ‘baked’ into the fabric of an organization’s culture. These basic 
assumptions begin with the founder’s thinking, and then develop through a shared learning 
process. A company’s basic assumptions often relate relate to:

Quality Economy Predictability

Stability Excellence Responsibility

Morality Profitability Innovativeness

As employees act in accordance with company values, beliefs and attitudes, these become 
embedded as basic assumptions. Because they are invisible, they are difficult to pin down 
(Notter and Grant, 2011). Staff who are judged not to share these basic assumptions may be 
regarded as outsiders, become ostracized, and perhaps even be ‘performance managed’ out 
of the company.

Basic assumptions 
invisible, preconscious, 
unspoken, ‘taken-for-
granted’ understandings 
held by individuals 
within an organization 
concerning human 
behaviour, the 
nature of reality and 
the organization’s 
relationship to its 
environment.
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Organizational socialization
The ultimate strength of a company’s culture depends on the employees’ shared agree-
ment on their company’s core values and their emotional attachment to them (Gordon and 
 DiTomaso, 1992). One learns about these through organizational socialization. This is the 
process through which an employee’s pattern of behaviour, values, attitudes and motives 
are influenced to conform to those of the organization’s (see Figure 4.3). It includes the 
careful selection of new company members, their instruction in appropriate ways of think-
ing and behaving; and the reinforcement of desired behaviours by senior managers.

organizational 
socialization the 
process through 
which an employee’s 
pattern of behaviour, 
values, attitudes and 
motives is influenced to 
conform to those of the 
organization.

Goals and values
Adoption of the spoken
and unspoken goals and

values of the organization

Politics
Information regarding formal

and informal work relationships
and power structures within the

organization

History
Information regarding the
organization’s traditions,

customs, myths, and rituals

Performance proficiency
Knowledge of the roles
required and the tasks

involved in the job

Organizational
Socialization

Language
Knowledge of the acronyms,

slang, and jargon that are
unique to the organization

People
Successful and satisfying

relationships with
organizational members

Figure 4.3: Dimensions addressed in most socialization efforts

Source� %olSuitt et al. 
����� p. ���� from %hao� ).6.� 1o.eary�-elly� #./.� 9olf� 5.� -lein� *.,. 
and )ardner� 2.&.� 1rganizational socialization� its content and conseSuences� Journal of Applied 
Psychology, Vol. 79, No 5, pp. 730–43, American Psychological Association, (APA), reprinted with 
permission.

Socialization is important because, as John van Maanen and Edgar Schein (1979) argue, 
if the culture of the organization is to endure, new recruits have to be taught to see the 
organizational world as their more experienced colleagues do. Socialization involves new-
comers absorbing the values and behaviours required to survive and prosper in an organi-
zation. It reduces the variability of behaviour by instilling employees with an understanding 
of what is expected of them, and how they should do things. By providing both internal 
guidance and a shared frame of reference, socialization standardizes employee behaviour, 
making it predictable for the benefit of senior management. Richard Pascale (1985) distin-
guished seven key steps in the process of organizational socialization. These are shown in 
Figure 4.4.

Selection: Trained recruiters carefully select entry-level candidates. They determine their 
traits using psychometric selection methods. The entrants are not ‘oversold’ on a par-
ticular position, because the companies rely on applicants ‘deselecting’ themselves, 
that is, withdrawing from the application process, if they find that the organization’s 
values do not fit in with their own. This is also referred to as the pre-arrival stage of 
socialization.

Induction experiences: Once working, the organization encourages new entrants to adopt the 
company’s beliefs and values. It can do this by having them attend induction courses, 
assigning them to an existing employee who ‘shows them the ropes’ (buddy system), or 

pre-arrival stage 
of socialization the 
period of learning in 
the process that occurs 
before an applicant 
joins an organization.
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rotating them through different departments to familiarize them with the organization’s 
work. This represents the encounter stage of socialization.

How do new hires learn how they should behave so as to fit into the organization’s cul-
ture? A number of learning methods (see Chapter 5) are used:

Rewards and control systems: New members’ performances are carefully assessed and 
rewarded. The organization uses systems that are comprehensive and consistent, and 
which link to individual success to company values.

Adherence to values: The employees identify with the common organizational values 
 allowing them to reconcile the personal sacrifices that they have made in order to be a 
member of the organization.

Reinforcing folklore: New entrants are exposed to the organizational stories, myths and sym-
bols as they interact with their managers and colleagues within the workplace. These 
provide them with a code of conduct that clarifies ‘how things are done around here’ 
and, by implication, how they should do them as well.

In recent years, companies have been setting up their own corporate universities. A 
Boston Consulting Group survey found that those in America had doubled between 1997 
and 2007, and around the world there were over 4,000 of them. Perhaps the most famous 
of these is McDonald’s ‘Hamburger University’ with its seven worldwide campuses which 
have trained 275,000 of its employees since 1961. Corporate universities are particularly 
useful in inculcating and overhauling company culture. For example, Unilever’s university 
played a central role when the company sought to re-focus its culture more on sustainable 
business (The Economist, 2015).

New company entrants also learn about their organizations through role modelling. 
They are shown employees who are judged by the company to be ‘winners’ – that is, who 
possess the traits, demonstrate the behaviours, and achieve the results, that are recognized 
and valued by the firm. The learner observers these ‘winners’ and acquires a mental picture 
of the act and its consequences (rewards and punishments), and then copies them, acting 
out the acquired image. This marks the metamorphosis stage of socialization in which the 
new employee adjusts to their organization’s values, attitudes, motives, norms and required 
behaviours.

An increasing number of large multinational companies are following IKEA’s example in 
adopting English as their official language. Some company bosses argue that English pro-
motes free thinking because it lacks the status distinction of other languages; and provides 

1. Careful selection of
entry level candidates

4. Rewards and control
systems are meticulously
refined to reinforce
behaviour that is deemed
pivotal in the marketplace

2. Humility inducing
experiences promote
openness towards
accepting organization’s
norms and values

5. Adherence to values
enables the reconciliation
of personal sacrifices

6. Reinforcing

START

3. In-the-trenches training
leads to mastery of a core
discipline

DESELECT

7. Consistent
role models

Figure 4.4: Seven steps of organizational socialization

Source� from 2ascale 
�����.

Encounter stage 
of socialization the 
period of learning in the 
process during which 
the new recruit learns 
about organizational 
expectations.

Role modelling a 
form of socialization 
in which an individual 
learns by example, 
copying the behaviour 
of established 
organization members.

Metamorphosis 
stage of 
socialization the 
period in which the 
new employee adjusts 
to their organization’s 
values, attitudes, 
motives, norms and 
required behaviours.
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a neutral, common language following the mergers of companies from different countries. 
It also assists in recruiting top staff, reaching global markets and assembling global teams. 
The practice began with firms like ABB (Swiss-Swedish), based in small population coun-
tries. Now it includes Audi and Lufthansa (Germany) and Aventis (Germany–France), 
where English is used in official documents. English has been adopted by Japanese firms 
like Honda and Bridgestone, as well as by Chinese ones – Lenovo and Huawei. However, 
such ‘Englishization’ stirs up emotions and impacts upon corporate cultures. Slow-learning 
employees lose confidence, worry about job security, and do not participate in meetings. 
Cliques of fluent and non-fluent speakers develop, creating resistance and division among 
the workforce. GE France was fined when its workers sued it for forcing them to read 
internal documents in English. A policy designed to bring workers together might have the 
opposite effect (The Economist, 2014a; Neeley, 2012).

Beyond the induction period, which, in some large companies, may last up to a year, 
performance-based appraisal systems visibly signal which goals new hires should be striv-
ing for and how. Finally, senior management’s behaviour, in promoting, censoring and 
dismissing employees, also sends information to employees about company values, expec-
tations about norms, risk-taking, acceptability of delegation, appropriate dress, topics of 
discussion, and so on. This socialization process is depicted in the film The Firm (1993). 
Harvard law graduate Mitch McDeere (played by Tom Cruise) joins a small Memphis law 
firm. McDeere first develops expectations about the organization during his job interview, 
and then experiences its reality.

Do you speak IKEA?
(ounded by Ingvar -amprad in ����� I-'# is a private 
company which has about 250 stores around the world; 
150,000 employees; and a turnover of 250 billion Swed-
ish Mroner 
5'-�. 6he print run of the I-'# catalogue is 
��� million copies in �� languages and �� editions. 
Language is an important part of every culture. Two 
decades ago� it was decided to maMe 'nglish the worM-
ing language of the group. I-'#�5wenglish is a form of 
pidgin 'nglish that is a living and developing language� 

with a limited vocabulary and a fluid grammar. It has to 
be learned by anyone seeking to make a career within 
the company. In his presence� all I-'# staff� irrespective 
of their position in the hierarchy, should refer to Ingvar 
Kamprad, as ‘Ingvar’, while in his absence, he should be 
called ‘IK’ or ‘the founder’; but never as ‘Kamprad’ in 
the third person. 6he new I-'# employee also needs to 
become familiar with some other I-'# words and phrases 
which are explained below.

IKEA speak Translation

Co-worker I-'# employee
Retailer Store
Visitor 2erson visiting an I-'# store
Customer 8isitor who picMs up an I-'# item
Advantage Price difference below that of competitors
Swedish money 5wedish Mroner 
5'-�
‘Straight into the woodshed’ Product achieving best seller status
BTI – breath-taking item Product so cheap it makes customers gasp
2I, s punch�in�the�Law item Cheap alternative to a competitor’s product
Ingvar’s bag Blue bag with the yellow-handled lettering that customers carry 

around the shop
Ingvar-cakes $iscuits served at I-'# headSuarters in  lmhult in 5weden
‘Open-the wallet’ item Item so cheap that they are designed to be bought on impulse.
‘False nose’ Taking an inefficient decision
‘I have no confidence in you any longer’ ‘You will be dismissed’

Source: based on Stenebo (2010).
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Perspectives on culture contrasted
The debate about organizational culture takes place between two camps – managerial and 
social science. The managerial camp contains writers and consultants who believe that 
there is a relationship between a strong culture and organizational performance. They hold 
that ‘A well-developed and business-specific culture in which management and staff are 
thoroughly socialized … can underpin stronger organizational commitment, higher morale, 
more efficient performance, and generally higher productivity’ (Furnham and Gunter, 1993). 
Ranged against them is the social science camp containing those academics who believe 
that organizational culture is a term that is over-used, over-inclusive and under-defined. 
The description of organizational culture on the preceding pages has taken a managerial 
perspective. Its distinguishing feature is that it is both prescriptive and normative – that is, 
it recommends what a company’s culture should be. The managerial–social science debate 
about organizational culture can be considered under four headings:

Managerial Social science

1. Culture has versus Culture is

2. Integration versus &ifferentiation�fragmentation

3. Culture managed versus Culture tolerated

4. Symbolic leadership versus /anagement control

1. Culture ‘has’ versus culture ‘is’
The has-view holds that every organization possesses a culture which, along with its strat-
egy, structure, technology and employees, is part of the organizational machine that can be 
controlled and managed. It sees organizational culture as constituting an objective reality of 
artefacts, values and meanings that can be quantified and measured. The culture is ‘given’ 
to new hires who have not participated in its formation. From this perspective, culture is 
acquired by employees. It is seen as capable of definition, intervention and control, repre-
senting a ‘tool for change’ that can be used by managers. The writers most associated with 
this view, which is still current, are the management academics and consultants mentioned 
earlier in the chapter (Peters and Waterman, 1982; Deal and Kennedy, 1982; Pascale and 
Athos, 1982).

The alternative is the is-view. It sees organizational culture as something that the organi-
zation is. From this standpoint, individuals do things, and work together in certain ways. 
Thus, they create a culture which evolves spontaneously and is therefore not capable of 
being managed. It holds that culture cannot be easily quantified or measured, and that 
researchers must study it the way that anthropologists study other societies. Culture is pro-
duced and reproduced continuously through the routine interactions between organization 
members. Hence organizational culture exists only in, and through, the social (inter)actions 
of employees. This approach seeks to understand social relations within organizations, and 
holds that a company’s culture may not necessarily conform to what management wants. 
Writers associated with this view include Gagliardi (1986), Knights and Willmott (1987), 
Ogbonna (1993) and Smircich (1983).

2. Integration versus differentiation/fragmentation
Joanne Martin (1992) distinguished three perspectives on culture which she labelled inte-
gration differentiation and fragmentation (see Table 4.3). These have formed the basis of 
research and writing on this topic. The managerial integration (or unitary) perspective on 
culture holds that an organization possesses a single, unified culture, consisting of shared 
values to which most employees subscribe. These integrating features lead to improved 
organizational effectiveness through greater employee commitment and employee control, 

integration (or 
unitary) perspective 
on culture regards 
culture as monolithic, 
characterized 
by consistency, 
organization-wide 
consensus and clarity.

Joanne Martin, Fred 
H. Merrill Professor 
of Organizational 
Behaviour, Emerita  
(b. 1940)
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as measured by productivity and profitability. It also includes the controversial notion of a 
‘strong’ culture, which is defined by three characteristics: the existence of clear set of val-
ues, norms and beliefs; the sharing of these by the majority of members; and the guidance 
of employees’ behaviour by those same values, norms and beliefs.

Table 4.3: Martin’s contrasting perspectives on organizational culture

Features Cultural perspective

Integration Differentiation Fragmentation

Orientation to consensus Organization-wide 
consensus

Sub-cultural consensus No consensus – 
multiplicity of views

Relations between different 
cultural elements

Consistent Inconsistent Complex

Orientation to ambiguity 'Zclude it Channel it outside 
subculture

Focus upon it

Source: from Cultures in Organizations: Three Perspectives� 1Zford 7niversity 2ress 
/artin� ,. 
����� p.��. %opyright � ���� by 1Zford 7niversity 2ress� Inc. www.oup.com 
adapted from 2ondy 
et al.� ������ /artin and /eyerson 
����� and /artin and (rost 
������.

In contrast, social science emphasizes two perspectives – differentiation and fragmenta-
tion. The differentiation perspective on culture regards a single organization as consisting 
of many groups, each with their own sub-cultures. Each of these has its own characteristics, 
which differ from those of its neighbours. It therefore sees organizational culture as differ-
entiated or as a plurality rather than as a unified whole. Within an organization, there are 
diverse interest groups which have their own objectives (e.g. management versus labour; 
staff versus line; marketing versus production). Thus, the differentiation perspective sees 
‘cultural pluralism’ as a fundamental aspect of all organizations; seeks to understand the 
complexity and the interaction between frequently conflicting sub-cultures; and therefore 
stands in direct contrast to the managerial integration (unitary) perspective on culture.

Martin Parker (2000) argued that sub-cultures are the way in which employees distin-
guish themselves within companies – by their occupation or profession; by the function 
they perform; by their geographical location in the firm; and by their age (e.g. senior mem-
bers of the engineering department in the research building). These sub-cultures overlap 
and contradict each other. Thus the neat typology of organization cultural types which is 
presented later in this chapter may understate the complexities of organizational life. These 
sub-cultures act to obstruct management attempts to develop a unified culture which might 
be used to control staff.

The other social science perspective – the fragmentation (or conflict) perspective on 
culture – assumes the absence of consensus; stresses the inevitability of conflict; focuses 
on the variety of interests and opinions between different groups; and focuses upon power 
differences in organizations. The fragmentation perspective sees organizations as collec-
tions of opposed groupings which are rarely reconciled. It is critical of managers and man-
agement consultants who underplay the differences that exist between individuals, groups 
and departments within a company. It sees conflict rather than consensus as the norm 
within organizations; and challenges the notion of the existence of a single organizational 
culture (Becker, 1982).

3. Culture managed versus culture tolerated
Since the managerialist perspective sees culture as something that an organization has, 
it further assumes that it is capable of being managed by corporate leaders. Some com-
panies even have a ‘Director of Corporate Culture’. This has sparked three debates. First, 
concerning how managers can change their company’s culture from ‘weak’ to ‘strong’. 

differentiation 
perspective 
on culture sees 
organizations as 
consisting of sub-
cultures, each with its 
own characteristics, 
which differ from those 
of its neighbours.

Fragmentation (or 
conflict) perspective 
on culture regards 
it as consisting of an 
incompletely shared 
set of elements that 
are loosely structured, 
constantly changing  
and which are generally 
in conflict.
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Second, how culture can help a company innovate and adjust rapidly to environmental 
changes. Third, the part played by leaders’ visions and styles of management in managing 
their cultures. This view assumes that senior company executives can and should exercise 
cultural leadership. Cultural leadership is seen as maintaining, promoting and developing 
the company’s culture (Trice and Beyer, 1984, 1993). Some ‘culture managed’ writers, such 
as Fred Luthans (1995), argue that strong cultures can be created by management’s use of 
rewards and punishments. In contrast, the ‘culture tolerated’ academics argue that employ-
ees’ deeply held values and beliefs cannot be modified in the short term using such external 
stimuli.

Chris Grey was critical of culture management programmes. In his view, they had an 
ambitious desire to shape individuals’ beliefs. This search for shared values (between 
the company’s and the employees’) entailed, in his view, an aggressive approach which 
focused primarily on employees rather than upon their work. He stated: ‘Culture manage-
ment aspires to intervene in and regulate [employee] being, so that there is no distance 
between individuals’ purposes and those of the organization for which they work’ (Grey, 
2009, p.69). Essentially, it attempts to eliminate the organizational dilemma.

In general, he felt that culture management programmes achieved this by selecting those 
staff amenable to organizational values; sacking employees who were less amenable; using 
training and communication; exposing staff to organizational values through videos, mis-
sion statements; having core values printed on pocket-sized cards and distributed to staff; 
and using company slogans, company songs, group exercises and, in the case of one UK 
bank, having ‘a parade of employees in animal costumes chanting the virtues of the bank as 
a fun place to be!’ (Grey, 2009, p.69).

Cultures of fun
Software firms in Silicon Valley have put rock-climbing 
walls, slides and inflatable animals inside their office 
buildings. Acclaris, an American IT company, has a ‘chief 
fun officero� and 6& $anM has a n9owo department that 
despatches costume-clad teams to ‘surprise and delight’ 
successful workers. Creating this culture of fun is driven 
by three popular management fashions of the moment: 
empowerment, engagement and creativity. These com-
panies believe that if employees express the fun side of 
their personalities, they will be happier and thus more 
productive and creative. Some commentators have been 
consistently critical of this approach, stating that it was 
absurd for companies to provide slides for staff and allow 
them to wear nsilly propeller hatso. 6hey have peLoratively 

dubbed it n/ontessori managemento after the school 
system which promotes learning through play (The 
 Economist, 2010a, 2010b).

*owever� research by /ichael 6ews and his colleagues 
(2012) found that fun workplaces were a greater attrac-
tion to Lob seeMers than either pay or opportunities for 
promotion. /oreover� /esmer�/agnus et al 
����� 
reviewed past research that studied ����� subLects 
and found that employee humour was associated with 
enhanced worM performance� Lob satisfaction� worMgroup 
cohesion and health, satisfaction with supervisor, and 
reduced burnout and withdrawal. Who then will have the 
last laugh?

4. Symbolic leadership versus management control
Symbolic leadership (or the management of organizational culture) is one way of encour-
aging employees to feel that they are working for something worthwhile, so that they will 
work harder and be more productive. Burman and Evans (2008) argue that it is only those 
managers who are also leaders that can impact on culture in this way. This view treats 
leader-managers as heroes, who symbolize the organization both internally to their employ-
ees, and externally to customers, governments and others (Smircich and Morgan, 1982). 
These leaders, said Carol Ray (1986, p.294), ‘possess direct ties to the values and goals of 
the dominant elites in order to activate the emotion and sentiment which may lead to devo-
tion, loyalty and commitment to the company’. The managerialist view holds that employ-
ees can be helped to internalize organizational values.
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In contrast, the social science perspective argues that symbolic leadership represents 
management’s attempt to get employees to direct their behaviour themselves, towards 
organizational goals. People enter organizations with different motivations, experiences and 
values. These natural individual differences tend to direct their behaviours in numerous, 
often divergent directions. Managers have always sought ways to control their employees, 
ensuring that they behave in relatively uniform and predictable ways. Carol Ray (1986) dis-
tinguished three different types of management control through history (Figure 4.5).

Bureaucratic control (F.W. Taylor)
manipulation of rewards → loyalty → increased productivity

Humanistic control (Elton Mayo)
‘satisfying’ task or work group → loyalty → increased productivity

Culture (symbolic) control (Deal and Kennedy, Schein)
manipulation of culture → love firm and its goals → increased

productivity including myth and ritual

Figure 4.5: Contrasting forms of organizational control

Source: from Corporate culture; the last frontier of control? Journal of Management Studies, 
��
��� pp. ���s�� 
4ay� %.#. ����� � $lacMwell 2ublishing .td and 5ociety for the #dvancement of 
/anagement 5tudies ����.

Ray noted the move away from bureaucratic control towards humanistic control. The for-
mer focuses on external, overt control of employees through rules, procedures, close super-
vision, appraisal and rewards. Frederick Taylor, Henry Ford, Max Weber and Henri Fayol 
all recommended this approach to direct the behaviour of employees towards organizational 
goals. It was expensive in terms of the supervisory manpower required, frequently caused 
resentment, and elicited grudging compliance from the workers. In contrast, humanistic 
control sought to satisfy employees’ needs by providing a satisfying work task or a pleasant 
working group life to promote internal control. Promoted originally by Mayo (1933, 1945), 
the hope was that individuals would willingly meet organizational goals by meeting their 
own personal goals and objectives.

Employee perceptions of company culture
The Boston Research Group’s study The National 
 Governance, Culture and Leadership Assessment sur-
veyed thousands of American employees from all hierar-
chical levels asking them about their company’s culture. 
The largest category, 54 per cent, saw their employer’s 
culture as being top-down, but with skilled leadership, 
many rules and a mixture of carrots and sticks – ‘the 
informed acquiescence approach’. The second larg-
est category� �� per cent of respondents� described 

their company’s culture as being based on command-
and-control, top-down management or leadership-by- 
coercion – the ‘blind obedience approach’. The third 
group, consisting of only 3 per cent of respondents, 
reported a culture where employees were guided by a 
set of core principles and values that inspired them to 
align their behaviour with their firm’s mission – ‘the self- 
governance approach’ (The Economist� ����� p.���.

The next change was from humanistic control to culture (or normative) control. It was 
an attempt by management to regulate organization members’ thoughts, values and emo-
tions. It involves shaping the internal worlds and identities of the employees in their 
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workplaces. Carol Ray suggested that managers saw organizational culture as an effective 
control tool. It sought to affect what employees thought, believed, felt and valued. She said 
that ‘control by corporate culture views people as emotional, symbol-loving and needing 
to belong to a superior entity or collectivity’ (Ray, 1986, p.295). This form of control had 
previously only been attempted by religious organizations. A manager at a high-tech US 
company summarized the approach: ‘Power plays don’t work. You can’t make ’em do 
anything. They have to want to. So you have to work through the culture. The idea is to 
educate people without [their] knowing it. Have the religion and not know how they got it’ 
(quoted in Kunda, 1992, p.5).

Work or play?
Peter Fleming and André Spicer (2004, 2007) researched 
what they termed the social geography of self and iden-
tity. They studied a call centre company that they named 
Sunray, which emphasized a culture of fun, epitomized in 
the slogan ‘Remember the 3 Fs – Focus, Fun, Fulfilment’. 
Their study demonstrated how the company attempted 
to blur the traditional boundaries that typically divided 
work life and private life, in an effort to extend its control 
over employees. It disrupted and reorganized the tradi-
tional inside�outside boundary by holding team meetings 
before or after work at city centre cafes or nearby parks. 
Its teambuilding meetings involved participants bringing 
personal items from home into the workplace. Sunray 
used the private lives of workers as a training strategy to 
get them to invest more of themselves in their work. It 
also encouraged inside-the-organization activities that 
normally tooM place outside worM� such as wearing pyLa-
mas, drinking alcohol; bringing home-made food to share 
with colleagues; decorating a work area with personal 
items; dressing casually – to be ‘free to be themselves’. 
Additionally, it encouraged activities at home which were 
more appropriate inside the organization – e.g. the mem-
orizing of the company slogan; attending company train-
ing sessions on Sundays. These actions challenged the 
social geography of work and non-work.

The researchers found that Sunray’s cultural tech-
niques evoked in employees feelings and identities tra-
ditionally associated with being outside work, but not 

normally found inside it. The cultural message was that 
all the experiences that employees normally looked for-
ward to after worM� such as having fun� partying� Loy� 
fulfilment, exhilaration and friendship could be obtained 
inside the company. The aim of this conscious blur-
ring of the boundary between private life and working 
life was to maximize the productive demands of the 
company. It was the ‘whole’ person that the company 
now desired� not Lust the uniform corporate self� since 
employee creativity and innovation were now linked to 
staff ‘being themselves’. Sunray had a conscious recruit-
ment strategy of employing young people who they 
found ‘can be themselves and know how to have fun’, 
6he maLor corporations around the world seeM to absorb 
the lifestyles, consumption patterns and social activities 
of their employees by importing the positive experi-
ences and emotions associated with non-work into the 
workplace.

Other researchers have picked up these themes. 
 Fleming and Sturdy (2011) studied the fun culture in 
a call centre and showed how management’s com-
pulsory sociability and organized fun events acted as 
distractions from their punishing Tayloristic control 
regimes; Costas (2012) investigated the culture of 
friendship in a large, global professional services firm; 
and 4amaraLan and 4eid 
����� considered how much 
of our own self was defined by our work, and how this 
came about.

The use of organizational culture to control and direct employees’ behaviour involves 
the selective application of rites, ceremonials, myths, stories, symbols and legends by com-
pany managers to direct the behaviour of their employees. It is called symbolic manage-
ment. It involves encouraging employees to internalize desired company values and norms. 
External control is thus replaced by self-control, like that used by professionals such as 
doctors, teachers, lawyers and priests (Willmott, 1993; Rose, 1990). This approach appeals 
to managers because it is cheaper, avoids resentment and builds employee commitment to 
the company and its goals.
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Culture strength and organizational performance
What is the relationship between organizational culture and company performance? Does 
culture cause performance, or does performance cause culture, or are both caused by a 
third variable? Over a six-year period, Anthony Boyce and his colleagues (2015) studied 95 
franchise automobile dealerships. These carried the same products but were operated inde-
pendently and hence possessed different cultures. The researchers concluded that ‘culture 
comes first’. The culture of the dealerships consistently predicted the subsequent levels 
of customer satisfaction ratings and vehicle sales. For an organization’s culture to affect a 
firm’s profitability, said Barney (1986, 1991), it:

r� had to be unique to the firm

r� should not be easily reproducible by competitors

r� permitted the firm to perform in ways that made it more effective than its competitors.

But what type of culture leads to what kind of company performance? A distinction has 
been made in the research literature between strong culture and weak culture organiza-
tions (Gordon and DiTomaso, 1992; Chatman et al., 2014). A strong culture is defined by 
O’Reilly (1989) as one which possesses:

r� intensity – organization members have a strong emotional attachment to the core values 
and norms of the organizations, and are willing to display approval or disapproval of fel-
low members who act in certain ways; and

r� sharedness – there is widespread agreement among employees about these organization 
values and norms

In contrast, a weak culture is one in which there is little agreement among employees 
on, or emotional attachment to, their organization’s core values.

Thus, the greater the number of employees who accept their organization’s core values, 
the stronger their emotional attachment to those values is, and the more they ‘walk their 
talk’, then the stronger a company’s culture will be, and vice versa. A strong culture is held 

Dress down Friday – employee democracy  
or management control?
Chris Grey noted that, superficially, a relaxed corporate 
dress code such as n&ress down (ridayso appeared to 
be something that was humanizing, and which allowed 
employees to demonstrate their individuality. How-
ever, he argued that it sent the message to staff that 
there was no difference between their being at work 
and their not being at work. It said to each employee, 
there is no ‘real you’ that is separate from work. The 
‘real you’ is there, always present, at work. The relaxed 
corporate dress code, along with a company’s access 
to all its staff, through their mobile phones, at all times 

and everywhere, symbolized and enacted the idea that 
home and work exist together, and that employees 
should no longer think of themselves as ‘9-to-5ers’, 
even if they officially work these hours. The dress code 
symbolized the view that work life and home life are 
one. Thus, in his view, the real importance of infor-
mal clothing at work was not that it denoted a freer, 
more democratic atmosphere within the workplace, 
but rather that it was an example of greater control 
being exerted over employees by senior management 
( Kellaway, 2013).

Stop and think

Consider the organizational approach to culture as described in the research on Sunray. 
Would you like to ‘live the company?’

Strong culture one in 
which an organization’s 
core values and norms 
are widely shared 
among employees, 
intensely held by them, 
and which guide their 
behaviour.

Weak culture one in 
which there is little 
agreement among 
employees about their 
organization’s values 
and norms, the way 
things are supposed to 
be, or what is expected 
of them.
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to unite staff, and direct their attitudes and actions. Currently, Apple, Google, Hewlett Pack-
ard, McDonald’s and Disney are considered by many commentators to be ‘strong culture’ 
companies. Much of the managerial literature has assumed that companies with strong cul-
tures perform better than those with weak ones.

Stop and think

Is a strong organizational culture likely to improve company 
performance and lead it to success? What other factors can 
affect organizational success or failure as much or more?

John Kotter and James Heskett (1992) were among the first to research the relation-
ship between organizational culture and a company’s economic success. They empirically 
tested the cultural strength of 207 large firms from a variety of industries. They only found 
a moderate correlation, and discovered examples of successful weak culture companies, 
and unsuccessful strong culture ones. They concluded that there was some evidence for a 
strong culture–success relationship, but that it was insufficient as an explanation in itself. 
Sørensen (2002) used Kotter and Heskett’s data to show that strong cultures promoted 
consistent financial performance under stable conditions but were less reliable in rapidly 
changing environments.

These conclusions are supported by Denison et al. (2004), who noted that models link-
ing organizational culture and organizational performance have to deal with the contra-
dictions of companies attempting to achieve both internal integration (getting all their 
departments and staff to work in tandem) and external adaptation (responding quickly 
and effectively to environmental changes). They write that organizations that are market-
focused and opportunistic have problems with internal integration. In contrast, those that 
are well-integrated and over-controlled can have difficulties of external adaptation respond-
ing to their changing environments.

A strong culture may impede success if it encourages conformist attitudes. Miller (1994) 
suggested that it can cause inertia (clinging to past recipes), immoderation (foolish risk 
taking), inattention (selective perception of signals) and insularity (failure to adapt to the 
environment). The classic example was IBM, a corporation acknowledged for its strong cul-
ture, which nearly collapsed in the 1990s when it failed to respond to Apple’s challenge and 
initially failed to make the transition from mainframe to personal computers.

Strong cultures are slow to develop and difficult to change. Strong cultures may not nec-
essarily be ‘good’ cultures if they result in employees holding inappropriate attitudes and 
managers making wrong decisions. A good example of this is the major banks around the 
world being given huge fines for inappropriate behaviour. The subprime mortgage crisis 
in 2008 had a major impact on the financial services sector. In addition to big losses, the 
sector faced tighter regulation of investment activities, which were seen as aggressive and 
risky. Under its previous chief executive, Barclays Capital aspired to be the largest invest-
ment bank in the world, and additional staff were hired to expand that part of the business. 
But in 2012 it was revealed that staff were manipulating the London inter-bank offered rate 
(Libor), and Barclays was fined £290 million. The top bank executives left the bank.

An internal review censured Barclays’ investment business for its ‘win at all costs’ cul-
ture, which was arrogant and selfish, and put financial gain before customers (Salz, 2013). 
The Salz review criticized strong sub-cultures at Barclays, rather than praised them. An 
organization may have a strong culture and shared values, but it is important to know what 
those values are. Organizational cultures at Barclays, NASA and BP appear to have been 
strong, but they were also wrong. Strong cultures can lead to inappropriate behaviours, 
encourage conformity, complacency and inertia, and take time to develop and change. A 
survey in 2013 of over 1,000 financial services sector staff in the UK found that culture 
change was indeed slow. Only half the respondents agreed that there had been a culture 
change initiative led by senior management, and less than a fifth of those agreed that there 

internal integration 
the process through 
which employees 
adjust to each other, 
work together and 
perceive themselves as 
a collective entity.

External adaptation 
the process through 
which employees 
adjust to changing 
environmental 
circumstances to attain 
organizational goals.
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had been any real change. A fifth of all respondents said that culture change initiatives had 
been superficial and ineffective. This survey concluded that:

[While] some senior leaders in parts of the banking sector are having at least partial success 
in changing culture to become more customer focused, some parts of the industry are largely 
operating as before. This is reinforced by the survey findings that a third of respondents still 
identify shareholders as their organization’s most important stakeholder, with only about 50 
per cent identifying customers as their most important stakeholder. (CIPD, 2013, p.26)

Emily Lawson and Colin Price (2003) argue that the success of change relies on persuad-
ing individuals to change their ‘mindsets’ – to think differently about their jobs and how 
they work. This first involves changing behaviour. They identify three levels of change. 
First, some outcomes (increase revenue) can be achieved without changing working prac-
tices (selling non-core assets). Second, staff can be asked to change working practices in 
line with current thinking (finding ways to reduce waste). The third level involves fun-
damental changes in organizational culture, in collective thinking and behaviour – from 
reactive to proactive, hierarchical to collegial, inward-looking to externally focused. They 
identify four conditions for changing mindsets at level three:

The surrounding structures (reward and recognition systems) must be in tune with the 
new behaviour. Employees must have the skills to do what it requires. Finally, they must 
see people they respect modelling it actively. Each of these conditions is realized inde-
pendently; together they add up to a way of changing the behaviour of people in organi-
zations by changing attitudes about what can and should happen at work. (Lawson and 
Price, 2003, p.32)

In other words, ‘mindsets’ cannot be altered directly, but can be changed by a careful 
rethinking of organizational structures, skills and role models. The effectiveness of Barclays’ 
‘truthfulness training’ may thus depend not just on the training content, but on whether 
or not the wider organizational conditions encourage the desired ‘mindset’. Thus one can 
compare the advantages and disadvantages of strong cultures as shown in Table 4.4.

Table 4.4: Advantages and disadvantages of a strong culture

Advantages Disadvantages

Strengthens engagement, pride and company 
loyalty

Creates overconfidence and reduces critical 
thinking among top management

'ncourages commitment to organizational  
rather than personal goals

'ncourages insularity and inhibits diversity

Builds cohesiveness and identity Slower response to environmental changes

Predictable, consistent behaviour Barrier to innovation

Gives the organization a distinctive image /ergers and acSuisitions less successful

/aMes company more attractive to potential 
recruits and reduces turnover

/ore liMely to taMe inappropriate risMs

This line of argument leads us away from a ‘one best culture’ viewpoint. Rob Goffee 
and Gareth Jones (2003) take this contingency approach to culture which holds that ‘it all 
depends’. These authors state that the most suitable culture for any organization is one 
that is ‘environmentally appropriate’ for it. This means that its culture should meet the 
challenges of the environment in which that particular company operates. Performance 
is likely to be better for companies possessing cultures that are both strong and able to 
adjust sufficiently well to their environments. Thus, a firm which operates in a volatile, 
competitive environment will need a strong culture that not only adapts quickly but even 
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perhaps anticipates environmental changes. In contrast, if a company has a predictable 
and  relatively static environment, it will need a strong but less adaptable culture. A study 
by Jose Garmendia (2004) into companies in the health insurance industry confirmed that 
a strong culture had a positive impact on organizational performance (results), but only if 
that culture was adapted to the firm’s environment and interacted proactively with it.

Stop and think

Organizational culture influences how employees dress for work. Think about what 
clothes your bosses and co-workers wear at your current or recent workplace. How 
do your university lecturers dress? What do their dress choices tell you about the 
culture of these organizations?

Types of organizational culture
Various writers have produced different culture typologies, all of which assume that, rather 
like different personality type classifications (e.g. introvert, extrovert), an entire organiza-
tion (like an individual) can be assigned to a single culture type category on the basis of 
its possession of certain unique cultural traits. Perhaps the most popular organizational 
culture typology is Charles Handy’s (1993). His classification is based on the degree of 
centralization and formalization, and is shown in Figure 4.6. Centralization refers to how 
much power and authority is concentrated at the top of the organization; and formalization 
concerns the extent to which rules, procedures and policies govern organizational activities.

r� Power cultures have a single, dominant individual who exerts their will; controlling by 
recruiting those of a similar viewpoint; and operating with the minimum of rules. It is 
represented symbolically by a web. It works on precedent, anticipating desires of those 
at the centre. Decisions are based on a balance of power rather than logic, and there is 
little emphasis on discussion to reach consensus. For example, small companies run by 
their founder-owners.

r� Role culture organizations emphasize the importance of rules, procedures, role expecta-
tions and job descriptions. It is represented symbolically by a Greek temple. Managers 
within them operate ‘by the book’, on the basis of their position in the hierarchy and 
their role, and in a depersonalized way. It is based on its functional departments and 
specialties, and its operations are driven by logic and rationality. This culture is charac-
teristic of bureaucracies.

CENTRALIZATION 
High  Low 

Low 

High 

FORMALIZATION 

Role culture
(Greek temple)

Task culture
(lattice) 

Power culture
(the web)

Person culture
(cluster)

Figure 4.6: Handy’s culture typology

Source: based on Handy (1993).
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r� Person culture organizations are focused on individuals. It is represented symbolically by 
a cluster. They exist for the benefit of their members, and may include a ‘star performer’. 
Control is exercised only by mutual consent, and the organization is seen as being sub-
ordinate to individuals. This type of culture is typical of originations such as rock bands 
and classical music quintets, as well as small, start-up IT firms, architects’ partnerships 
and barristers’ chambers.

r� Task cultures are job or project oriented. It is represented symbolically by a lattice. The 
task is specified at the top, but then the emphasis shifts to finding the resources and get-
ting the job done through using individuals’ enthusiasm and commitment, working as a 
team. Influence within this culture is based on expertise, rather than position or personal 
power. Such cultures are found in client-focused agencies such as advertising companies 
and management consultancies.

National cultures
The culture of a nation is affected by many variables. Laurent (1989) argues that national 
culture is more powerful and stable than organizational culture. Brooks (2003) saw organi-
zational culture being partly the outcome of societal factors, some of which are identified 
in Figure 4.7. National cultural stereotypes are well established: Scots are mean; Americans 
are brash; Germans are humourless; French are romantic; and Japanese are inscrutable. 
Researchers have studied how national cultures might affect organizational cultures in spe-
cific country settings. For example, there is much known about the processes and outcomes 
of multicultural teams (Stahl et al., 2010). Attempts to establish a common organizational 
culture in a multinational firm can be undermined by the strength of a national culture. An 
organization’s culture, while having unique properties, is necessarily embedded within the 
wider norms and values of the country in which its office and facilities are located, and is 
affected by the personal values that employees bring with them to work.

Languages
spoken

Legal
system

Values
espoused

Extent of
education

Political
system

Dominant
religion

National
culture

Figure 4.7: Factors affecting national culture

Source: from Organizational Behaviour: Individuals, Groups and Organization, Brooks, I., Pearson 
'ducation .imited � 2earson 'ducation .imited ����.

Vanhoegaerden (1999) felt that an awareness and understanding of national cultural 
differences was crucial for everybody in the organization. He suggested two reasons as to 
why these have been neglected. First, many people believed that, underneath, everybody 
was fundamentally the same. This belief is reinforced by the impression that national cul-
tures are merging. The success of global companies such as Disney and Coca-Cola, among 
others, can wrongly convince us that the countries in the world are becoming more alike. 
However, the political upheavals, economic crises, military conflicts and human suffering 
reported on TV screens every evening challenges this view and shows that cultures remain 
very different.

Second, the convergence that appears to exist does so at only a superficial level, and many 
deep cultural differences remain. Blaise Pascal (1623–1662), the French mathematician and 
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philosopher noted that ‘There are truths on this side of the Pyrenees, which are falsehoods 
on the other’. Even an archetypal global brand like McDonald’s encounters cultural obsta-
cles as it covers the world. When it opened in Japan, it found that Ronald McDonald’s 
clown-like white face did not go down well. In Japan, white is associated with death and 
was unlikely to persuade people to eat Big Macs. The company also found that Japanese 
people had difficulty in pronouncing the ‘R’ in Ronald, so the character had to be renamed 
Donald McDonald.

CERN: organizational culture and national cultures
6he 'uropean 1rganization for 0uclear 4esearch is 
 better Mnown by its original� (rench acronym %'40� 
which stands for the Conseil Européen pour la Recherche 
Nucléaire. The organization is the world’s largest particle 
physics research centre and home to the Large Hadron 
Collider (LHC) housed in a 27 km tunnel that straddles 
the Franco-Swiss border near Geneva. It is the place 
where� in ����� the 9orld 9ide 9eb was invented by 
Sir Tim Berners-Lee, a British scientist, and where in 2012, 
the Higgs boson (the ‘God particle’) was discovered, 
which explains how the universe began.

%'40 receives ���� million a year of funding from 
21 member states including Israel. It has over 2,500 
permanent employees, but visiting scientists from 

113 countries increase numbers to 14,000 people. In 
its staff canteen Nobel Prize winners with their plas-
tic trays sit alongside students. Anna Cook, its head 
of recruitment� says that within %'40� collaboration 
between different cultures is paramount. ‘We’ve got 
Indians working alongside Pakistanis, Israelis work-
ing beside Palestinians. I think the mission – “science 
for peace and looking for the answers to fundamen-
tal questions of the universe” – unites people.’ In 
her view, other organizations can achieve a similar 
culture but they need to embrace diversity by having 
a management board comprising people from differ-
ent  cultures, nationalities and backgrounds’ (Financial 
Times, 2015).

Home viewing
Outsourced (2007, director John Jeffcoat) tells the story 
of Todd Anderson (played by Josh Hamilton), a 32-year-
old manager of a Seattle customer call centre whose 
entire order fulfilment department is outsourced to India. 
&espite facing unemployment� he accepts a temporary 
Lob to go there to train his replacements. 9hat does he 
learn about Indian culture? As you watch, each time you 

notice a culturally specific practice, tradition, taboo, behav-
iour, attitude, assumption or approach, pause the film and 
make a note of it. How many items do you end up with on 
your list? What issues does the film raise about the effect 
of cultural difference at work; the relationships between 
employees from different backgrounds; and the global 
economy’s impact on national and personal identity?

Penalty shootouts, national culture and high status
6he 'nglish national football teamos history of bun-
gled penalties has become a national disgrace. Penalty 
shootouts were first used as a tie�breaMer in 'uropean 
%hampionships in ���� and in the 9orld %up in ����. 
'ngland is at the bottom of the international league with 
only a �� per cent success rate� Lust below that of 6he 
Netherlands (67 per cent). It has been eliminated from 
five international tournaments since 1990. In contrast, 
 Germany, four-time winners of the World Cup, has won 
all its shootouts in that competition, and has a success 
rate of 93 per cent over the two competitions. However, it 

is the Czechs who are the masters of the penalty shootout 
with an overall 100 per cent success rate. Penalty-taking 
makes particular demands of footballers. Although the 
match itself is a team game, the penalty kick is an individ-
ual endeavour. It looks simple, but the stakes are incred-
ibly high. It is more a test of nerve than athleticism. What 
can explain the national teams’ varying success rates?

Superficially, one might speculate that it has some-
thing to do with national cultures. /aybe countries with 
collectivist national cultures perform better than those 
with individualistic ones. Geir Jordet (2009) investigated 

➔
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whether national differences in variables associated with 
pressure on players could explain national differences 
in penalty shot performance by players from teams of 
approximately the same standard. He identified coun-
tries whose national teams had the highest status by 
having previously won the 9orld %up or the 'uropean 
Championship, and whose team included players from 
7'(# 'uropean domestic league winners�%hampions 
league (CL).

'ngland has a high status national team. It is a coun-
try that had the highest average CL wins at the time of 
the shootout; and had the most internationally merited 
players in the shootout; but has the longest time with-
out winning a title. This suggests that expectations 
on the 'ngland players are high and they eZperience 

extraordinary pressure. Jordet’s research indicates that 
if you are an 'ngland player and have a highly favour-
able view of yourself; if your fans have high expectations 
of you; if you are in a high-pressure situation (a penalty 
miss means your team’s instant defeat); and you fear 
recriminations from an unforgiving media if you fail, then 
a common response to such an ego-threat is to engage 
in escapist strategies. These include rushing to take the 
penalty as quickly as possible (quick response time) and 
avoiding looking at the goalkeeper (avoidance behav-
iour). Both have been associated with poor shootout per-
formance. When the pressure builds, the lessons appear 
to be: emphasize the positive incentives rather than the 
costs of failure and, if possible, avoid the Germans and 
the Czechs (The Economist, 2014b; Jordet, 2009).

AGGRESSIVE GOAL BEHAVIOUR
Value material

possessions, money
and assertiveness

LONG-TERM OUTLOOK
Value dedication, hard work

and thrift

UNCERTAINTY ACCEPTANCE
Positive response to

change and new
opportunities

POWER RESPECT
Authority is inherent in one’s

position within a hierarchy

INDIVIDUALISM
The interests of the individual

take precedence

PASSIVE GOAL BEHAVIOUR
Value social relevance,
quality of life and the

welfare of others

SHORT-TERM OUTLOOK
value traditions,
social obligations

UNCERTAINTY AVOIDANCE
Prefer structure and
a consistent routine

POWER TOLERANCE
Individuals assess authority in
view of its perceived rightness
or their own personal interests

COLLECTIVISM
The interests of the group

take precedence

Relative importance of
the interests of the individual
vs the interests of the group

The appropriateness
of power/authority

within organizations

An emotional response
to uncertainty and change

What motivates people
to achieve different

goals

UNCERTAINTY
ORIENTATION

GOAL
ORIENTATION

SOCIAL
ORIENTATION

POWER
ORIENTATION

TIME
ORIENTATION

The extent to which
members of a culture adopt
a long-term or a short-term

outlook on work and life

Figure 4.8: Hofstede’s five dimensions of national culture

Source� from )riffin� 4icMy 9.� 2ustay� /ichael 9.� International Business� �th edition� � ����� 
p.���. 4eprinted and electronically produced by permission of 2earson 'ducation� Inc.� 7pper 
Saddle River, New Jersey.
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At both the organizational and national levels of the cultural debate, one sees not only 
attempts to identify specific traits, but also attempts to classify organizations and countries 
into different types. This creation of trait lists and typologies parallels work in individual 
personality. In the 1980s, Geert Hofstede (1986, 1991) carried out a cross-cultural study of 
116,000 employees of the same multinational company located in 40 countries. He distin-
guished national cultures in terms of five orientations – social, power, uncertainty, goal and 
time (Hofstede and Bond, 1988). Each cultural orientation affects the perceptions, attitudes, 
values, motivation and behaviours of people who live in it. Like personality assessment, 
each of the orientations represents a separate cultural continuum (personality trait), so each 
national culture can be positioned somewhere along each dimension as shown in Figure 4.8.

The Global Leadership and Organizational Behaviour Effectiveness (GLOBE) programme 
has updated and extended Hofstede’s pioneering work. This is a longitudinal study of lead-
ership and organizational culture of 825 organizations located in 62 countries (Javidan 
and House, 2001; House et al. 2004). Whereas Hofstede’s was a one-off, snapshot survey, 
GLOBE is a longitudinal study reporting changes over time. GLOBE contrasts national cul-
tures on nine dimensions, which include, but also go beyond, those proposed by Hofstede. 
The GLOBE researchers have summarized the findings of the first two decades of their 
research into leadership and national culture and these are shown in Table 4.5. This shows 
the three highest and lowest ranking countries on each of GLOBE’s nine dimensions.

Social orientation 
the relative importance 
of the interests of the 
individual versus the 
interest of the group –  
individualism versus 
collectivism.

power orientation 
the appropriateness of 
power/authority within 
organizations – respect 
versus tolerance.

Uncertainty 
orientation the 
emotional response to 
uncertainty and change 
– acceptance versus 
avoidance.

Goal orientation the 
motivation to achieve 
goals – aggressive 
masculinity versus 
passive femininity.

time orientation the 
time outlook on work 
and life – short term 
versus long term.

Table 4.5: Cultural dimensions and GLOBE country rankings

Cultural 
dimension

Definition: the  
degree to which

Countries  
scoring high

Countries  
scoring low

Assertiveness Individuals are bold, 
forceful, dominant, 
confrontational or 
demanding in relationships 
with others

Spain
75#
Greece

Sweden
New Zealand
Switzerland

In-group 
collectivism-

Individuals express pride, 
loyalty and cohesiveness 
to their organizations or 
families

'gypt
China
/orocco

&enmarM
Sweden
New Zealand

Institutional 
collectivism*

Organizational and 
government practices 
encourage and reward 
collective distribution 
of resources (as under 
socialism) and collective 
action

Greece
Hungary
Germany

&enmarM
Singapore
Japan

Future orientation Individuals engage in 
future-oriented behaviours 
planning, delaying 
gratification and investing 
in the future

&enmarM
Canada
Netherlands

Russia
Argentina
Poland

Gender 
differentiation

A collective minimizes 
different treatment of men 
and women, as through 
equal opportunities based 
on ability and performance

South Korea
'gypt
/orocco

Sweden
&enmarM
Slovenia

Humane 
orientation

A society or organization 
encourages and rewards 
individuals for being fair, 
altruistic, generous, caring 
and kind to others

Indonesia
'gypt
/alaysia

Germany
Spain
France

(Continued)
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Comparing business management cultures
National cultures affect organizations and managements in many different ways. For example, 
using Hofstede’s culture orientations, Christine Congdon and Catherine Gail (2013) investi-
gated how national culture affected office workspaces. They concluded that workspace designs 
that suited national cultures fostered trust and productivity, and increased a company’s com-
petitive advantage. For example, on the social orientation dimension, in the USA (individual-
ist), cubicles have been removed, allowing staff to choose the space that best suits their work 
tasks. In contrast, in China (collectivist), the employees favour densely arranged work stations.

With respect to management skills, Gurnek Bains and his team (2015) studied 1,500 
managers around the world to identify their strengths and weaknesses in a range of soft and 
hard skills. They compared seven cultural leadership groups on 20 skills dimensions which 
they grouped under six main headings: Thinking (e.g. analytical, commercial); Leadership 
(e.g. authoritative, inclusive); Self-awareness (e.g. insight, growth); Motivation (e.g. drive, 
emotional openness); Interpersonal (e.g. engaging, collaboration); and Other (e.g. breadth 
of experience and knowledge). The key differences they discovered were:

r� Sub-Saharan African leaders scored low on commercial thinking but high on intellectual 
flexibility.

r� Latin American leaders were weak on strategic thinking but strong on collaboration and 
showed extraordinary drive and ambition.

r� European leaders scored highest and Sub-Saharan African leaders lowest, in their ability 
to win ‘hearts and minds’.

r� Latin America, followed by China, produced the most engaging and likeable leaders.

r� Forming close bonds was not a priority for any leaders.

r� Emotional openness and authenticity was a challenge for all leaders, but less so for those 
in Europe.

Erin Meyer (2014, p.123) observed that ‘Today success depends on the ability to navigate 
the wild variations in the ways people from different societies think, lead and get things 
done’. In order to help managers deal with the multi-dimensional complexity of national 
cultures, she developed a ‘culture map’ consisting of eight scales which represent manage-
ment behaviours as shown in Table 4.6.

Cultural 
dimension

Definition: the  
degree to which

Countries  
scoring high

Countries  
scoring low

Performance 
orientation

A society encourages 
and rewards group 
members for performance 
improvements, excellence, 
high standards and 
innovation

75#
Taiwan
New Zealand

Russia
Argentina
Greece

Power distance /embers of a collective 
expect power to be 
distributed equally

Russia
Spain
Thailand

&enmarM
Netherlands
South Africa

7ncertainty 
avoidance

A society, organization 
or group relies on 
social norms, rules and 
procedures to alleviate 
unpredictability of future 
events

Austria
&enmarM
Germany

Russia
Hungary
Bolivia

*A low score indicates collectivism

Source: based on House et al. (2004), in Slocum and Helriegel (2010); Javidan and House (2001); 
and &orfman et al. 
�����.

Table 4.5: Continued
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Video case: the rise of intercultural managers

In this four-minute Financial Times video� &ella $radshaw talMs to ,ean�2hiippe #mmeuZ� director 
of the I'5') 5chool of /anagement in (rance. 5he asMs him about the way in which managers 
are being taught to become inter-culturally aware. What are the limitations of the approaches 
that Ammeux describes? What would you suggest yourself?

Table 4.6: Business management culture map

Dimension scale Definition

Communicating
low context

versus
high context

In low-context cultures, communication is precise, simple, 
explicit and clear; messages are understood at face value. 
In high-context cultures, communication is sophisticated, 
nuanced and layered. /essages are implied� not plainly stated.

Evaluating
direct negative feedback

versus
indirect negative feedback

To be useful, feedback has to be constructive. However, 
different cultures see this differently. This scale measures the 
preference for frank (direct) negative feedback as opposed to 
diplomatic (indirect) negative feedback.

Persuading
principles-first

versus
applications-first

This scale measures argument types and thought patterns. 
Whether the argument components are broken down 
(Western-specific) or shown how they all fit together (Asian-
holistic). Also, whether deductive arguments (principles-first) 
are used or inductive logic (applications-first) is preferred.

Leading
egalitarian

versus
hierarchical

&egree of respect or deference shown to authority figures 
described as ‘power distance’. Cultures range from egalitarian 
to hierarchical.

Deciding
consensual

versus
top-down

This scale measures the degree to which a culture is 
consensus-minded (getting group agreement) before making 
a decision. This is often, but not always, synonymous with 
egalitarian cultures. Japanese are non-egalitarian (hierarchical) 
but are also strongly consensus-minded.

Trusting
task-based

versus
relationships-based

This scale measures the basis of trust. In a task-based culture, 
cognitive (from the head) trust is built through work. In a 
relationship-based culture, affective (from the heart) trust is 
built through getting to know one another at a personal level

Disagreeing
confrontational

versus
avoids confrontation

This scale measures tolerance for disagreement and perception 
of whether it is helpful or harmful to collegial relationships. 
Cultures differ in terms of how productive for a team or 
organization they believe confrontation to be.

Scheduling
linear time

versus
flexible time

This scale measures the value placed on operating in a 
structured, linear manner, adhering strictly to schedules 
(monochromic) or being flexible and reactive, treating 
schedules as broad guidelines.

Source: based on /eyer 
����� pp.���s���.

Each culture has its own profile along these eight dimensions which reflects its value 
systems. Meyer provides an example comparison of Israeli and Russian business cultures 
based on her eight scales. She highlights the similarities and differences between them that 
affect interpersonal relations. These are shown in Figure 4.9.
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Israel vs. Russia

COMMUNICATING
low-context high-context

EVALUATING
direct negative

feedback

PERSUADING
principles-

first

LEADING
egalitarian

DECIDING
consensual

TRUSTING
task-based

DISAGREEING
confrontational

SCHEDULING
linear time

indirect negative
feedback

applications-
first

hierarchical

top-down

relationship-
based

avoids
confrontation

flexible time

Figure 4.9: Comparing management cultures: Israel versus Russia

Source� /eyer 
����� p.����.

REcap

1. Account for the popularity of organizational cul-
ture among managers and academics.

r� Culture management offers managers a route to 
economic success.

r� For consultants, the concept provides an appeal-
ing; easy-to-grasp quick-fix solution to sell to 
managers wishing to improve their organization’s 
performance.

r� For academics, it offers an alternative perspective 
with which to research and theorize about organi-
zations and provides a new context within which 
to explore postmodernist ideas.

2. List, describe and exemplify Schein’s three levels 
of organizational culture.

r� Schein distinguished surface manifestations of 
culture at level one (e.g. artefacts, rites, ceremo-
nials); organizational values at level two (e.g. cus-
tomer obsession); and basic assumptions at level 
three.

3. Distinguish the stages of organizational 
socialization.

r� The stages of organizational socialization are pre-
arrival, encounter and metamorphosis.

4. Contrast managerial and social science perspec-
tives on organizational culture.

r� Organizational culture is something that a com-
pany either has, or what a company is.

r� Organizational culture is a single, integrated unit 
or a differentiated entity consisting of multiple, 
different sub-cultures, fragmented with conflicting 
interests.

r� An organization’s culture can be managed by 
its leaders or it is beyond their direct control and 
instead has to be tolerated by them.

r� Culture signals a new era of symbolic leadership 
which relies on internalized forms of employee 
direction, or it represents old-style management 
control in a new guise.

➔
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5. Assess the link between organizational culture 
and organizational performance.

r� Few research studies have been conducted which 
explicitly test a causal link between an organiza-
tion’s culture and its economic performance.

r� Those that have been conducted do not illustrate 
any direct causal relationship between a ‘strong’ 
culture and high economic performance suggest-
ing, at a minimum, that other, mediating variables 
may be more significant.

r� There is anecdotal data as well as a logical argu-
ment, to suggest that organizations possessing a 
strong culture at a time of required change, may 
be less flexible, less able to change, and hence less 
likely to perform well economically.

6. Dist inguish between different types of 
 organizational culture.

r� Handy categorized the cultures of organization 
using a four-type framework: role, power, task 
and person

7. Distinguish different dimensions of national 
 culture.

r� Hofstede suggested that national culture could 
be differentiated along five dimensions: power 
distance; uncertainty avoidance; individualism–
collectivism; and masculinity–femininity and short 
term–long term perspectives.

r� 6he ).1$' frameworM for assessing national 
culture incorporates and extends Hofstede’s 
dimensions and includes: assertiveness; future ori-
entation; gender differentiation; uncertainty avoid-
ance� power distance� individualism� collectivism� 
in-group collectivism; performance orientation; 
humane orientation.

1. Is organizational culture capable of being managed or do chief executives have to tol-
erate the culture that they inherit?

2. How can culture help or hinder an organization’s effectiveness?

3. What guidance does the research into national culture offer managers working around 
the world for global corporations?

4. To what extent, and in what ways, might a national culture affect an organization’s 
own culture?

Revision

Research 
assignment

First, familiarize yourself with the list of Schein’s 15 surface manifestations of culture as 
shown on pages 110–11. Use this list to (a) interview a manager and obtain examples 
of as many of the surface manifestations of culture as they are able to provide you with. 
(b) For each manifestation, ask your manager what purpose it serves within their organi-
zation. (c) Ask them what external and internal factors have moulded the organiza-
tion’s culture into what it is today. (d) Fit your organization into Handy’s organizational 
 culture typology justifying your choice with examples from the company concerned.

Springboard

Lazlo Bock (2015) Work Rules. London: John Murray. The author describes Google’s cul-
ture and how its human resource managements practices have contributed to it.

Vas Taras, Piers Steel and Bradley Kirkman (2011) ‘Three decades of research on national 
culture in the workplace: do the differences still make a difference?’, Organizational 
Dynamics, 40 (3): 89–198. This article discusses the effect of national culture on employee 
attitudes and behaviour.

Hugh Willmott (1993) ‘Strength is ignorance, slavery is freedom: managing culture in mod-
ern organizations’, Journal of Management Studies, 30 (5): 515–52. A classic article in 
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which the author proposes that culture is a particular form of control which operates, not 
by external regulation, but by shaping the identity (internal world) of an organization’s 
employees.

Fleming, P. (2013) ‘Down with Big Brother: the end of corporate culturalism?’, Journal of 
Management Studies, 50 (3): 515–52. Twenty years on, the author reflects on  Willmott’s 
classic article; and considers the role of resistance. He argues that companies use 
 ‘biopower’ and not just cultural control, which encourages other types of dissent.

OB cinema
Dead Poets Society (1989, director Peter Weir): DVD track 1, 0:00:53–0:04:44 (4 minutes)
To establish context, many films begin with shots of an organization to communicate its culture. The 
clip begins with the opening credits of the film, and ends after Mr Keating has been introduced, sits 
down and there is a shot of an outside scene.

1. Which surface manifestations of Welton Academy’s culture are being communicated here?

2. What values can you infer about Welton Academy’s organizational culture from viewing this clip?

Example from Welton 
Academy culture

1.  Artefacts are material objects created to facilitate culturally expressive 
activities. They include tools, furniture, appliances and clothing.

2.  Ceremonials are formally planned, elaborate, dramatic sets of activities 
of cultural expression.

3.  Courses and workshops are used to instruct, induct, orient and train 
new members, and to recognize the contributions of existing ones.

4.  Heroes are characters, living or dead, who personify the values and 
beliefs; who are referred to in company stories.

5.  Jokes are humorous stories intended to cause amusement but whose 
underlying themes may carry a message about behaviour or values.

6.  Language is the particular form or manner in which members use 
vocal sounds and written signs to convey meaning to each other. 

7.  Legends are handed-down narratives about wonderful events based 
on history, but embellished with fictional details. 

8.  Mottoes are maxims adopted as rules of conduct which are rarely,  
if ever, changed.

9.  Norms are expected modes of behaviour that are accepted as the 
company’s way of doing things. 

10.  Physical layout concerns things that surround people, providing them 
with sensory stimuli.

11.  Rites are elaborate, dramatic sets of activities that consolidate various 
forms of cultural expression into one event. 

12.  Sagas are historical narratives describing the unique accomplishments 
of a group and its leaders. 

13. Slogans are short, catchy phrases that are regularly changed. 

14.  Stories are narratives describing how individuals acted and the 
decisions they made that affected the company’s future. 

15.  Symbols refer to any act, event, object, quality or relation that serves 
as a vehicle for conveying meaning.
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OB on the web
Can you deduce an organization’s culture from its videos? Insert ‘Google culture‘ into YouTube and 
view some of the videos displayed. 7sing Lust these video clips� describe what you thinM are the main 
features of the company’s culture.
How do national cultural differences get in the way of communication? Insert ‘Cultural differences’ 
into YouTube, and view a selection of these video clips. Identify which verbal and non-verbal behav-
iours differ most between cultures (e.g. dress, etiquette) and which might cause offence if they are 
inappropriate.

CHAPTER ExERCISES

1. Surface manifestations

 Objectives �. 7nderstand how organizational structure and processes affect organizational 
culture.

  2. Speculate how the organizational culture might affect your views and behaviours  
as an employee.

 Briefing 'Zamine the three clusters of descriptions as directed by your instructor. (or each one�

  �. &ecide what nmessageo each one sends to employees about the organizationos 
culture.

  2. Speculate on the reactions and behaviours it might encourage or discourage among 
employees.

 Descriptions 1. Companies want their employees to have creative ideas.

   (a)  Company A hires only the smartest people and then immediately after appoint-
ment sends them on creativity workshops.

   (b)  Company B has a rigorous selection procedure. Its expensive and elaborate 
three-day assessment centre selection approach focuses on determining each 
applicant’s level of creativity.

   (c)  Company C has a staff restaurant with only six-seater tables to allow different 
staff to meet; its rest areas have whiteboards on the walls; and there are sugges-
tion boxes in every main corridor

  2. Companies have different approaches to employees’ work spaces.

   (a)  Company A encourages staff to personalize their workspaces by decorating them 
with photos, toys and other items brought from home. Staff are free to come to 
work dressed as they like.

   (b)  Company B has open space work areas for all staff. They wear business dress 
and address each other by their first names. /anagers do not have their own 
offices or secretaries. The conference suite is used for staff meetings to which 
secretarial and support staff are invited. Recycling boxes are located throughout 
the building.

   (c)  Company C believes messy desks demonstrates a lack of personal  organization; 
it operates a paperless office system and requires managers to enforce a ‘clear 
surface’ policy. Non-business-related items in workspaces are considered 
 unprofessional and are banned. n&ress�down (ridayso were introduced by senior 
management after much discussion, some time ago.
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 3. Companies have different approaches to employees’ errors.

  (a)  In company A, an employee’s mistake is discussed at a team meeting, recorded on 
the employee’s file, and senior management is informed for possible disciplinary 
action.

  (b)  In Company B, the manager identifies errors made by subordinates, talks to the 
individuals, shows them where they went wrong, and what he should do in the 
future.

  (c)  In Company C, employees discuss their mistakes with their managers. The manager 
assists the subordinate to analyse their error, helps them learn from it, and agrees 
an action plan for future improvements.

2. National culture etiquette

 Objectives 1. To recognize the similar ways in which national cultural values are shared.

  2. To understand differences between national cultures

 Briefing �. 5tudents form into small groups based on their country of origin 
e.g. %hina� 75#� 
,apan� or region 
e.g. 5candinavia� 'astern 'urope� 5outh #merica� /iddle 'ast�.

  2. Individually, identify an experience that you had after coming to this country that 
you found surprising, unusual, upsetting, puzzling, irritating, pleasing or significant 
in some way.

  �. 'ach group then prepares�

   (a) A list of ‘student experiences’ about this country.

   
b�  &oos and &onots guide for a person visiting their country or region for the first 
time, so as to avoid embarrassment or causing offence when interacting with its 
nationals.

Your guide should cover:

• business situations (e.g. visiting company offices, attending business meetings) and 
social situations (e.g. being invited to the person’s home and meeting their family)

• verbal behaviour (e.g. choice of words, mode of speech, conversation topics) and 
non-verbal behaviour (e.g. dress, greetings, gifts).

Nominate a speaker and present your group members’ experiences and their guide to 
the other class members.

Employability assessment
With regard to your future employment prospects:

1. Identify up to three issues from this chapter that you found significant.

2. Relate these to the competencies in the employability matrix.

3. &ecide what actions you need to taMe to maintain and�or develop those competencies under each of the four 
headings of the employability matrix.
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Personal qualities
self-management

work ethic/results orientation
appetite for learning
interpersonal skills

creativity and innovation

Leadership qualities
leadership

people management
leading and managing change

project management
general management skills

Other attributes
political awareness

understand cross-cultural issues
how organizations work

critical thinking
decision making

Practical skills
commercial acumen

customer service skills
communication skills
problem solving skills

teamworking skills

Employability
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A field map of the organizational behaviour terrain

 Part 2 Individuals in the organization

Introduction
Part 2, Individuals in the organization, explores five topics from psychology:

r� Learning, in Chapter 5

r� Personality, in Chapter 6

r� Communication, in Chapter 7

r� Perception, in Chapter 8

r� Motivation, in Chapter 9.

These topics are of enduring significance to management and organizational behaviour. How-
ever, in an economic downturn, such as the second decade of the twenty-first century has 
produced, maintaining a capable, informed, motivated and engaged workforce becomes 
more, not less, important. Achieving those outcomes in a period of uncertainty is difficult, as 
training budgets are cut, work becomes more intensified, and nobody has the time for com-
munications. We know that, as a general rule, giving people at all levels of an organization 
more autonomy, more freedom to experiment, and to solve their own problems, can increase 
individual and organizational performance. However, the management tendency in times of 
crisis is to tighten controls on employee behaviour and to centralize decision making – actions 
which can have the opposite effect on motivation and performance. In a difficult and uncer-
tain economic climate, it may be necessary to pay even more attention to employee psychol-
ogy than when times are good – remembering that managers are employees, too.

These aspects of psychology are closely related, and contribute in different ways to our 
understanding of behaviour in general, to our understanding of behaviour in organizations 

���organizational effectiveness
���quality of working life

�
���	���������������� �������� ����������

���Individual�������
���Group�������
���Management and organization
� ������
���Leadership process�������
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 1. Decoding. Look at this image closely. Note in as much detail as possible what messages 
you feel that it is trying to convey. Does it tell a story, present a point of 
view, support an argument, perpetuate a myth, reinforce a stereotype, chal-
lenge a stereotype?

 2. Challenging. To what extent do you agree with the messages, stories, points of view, 
arguments, myths, or stereotypes in this image? Is this image open to chal-
lenge, to criticism, or to interpretation and decoding in other ways, revealing 
other messages?

 3. Sharing. Compare with colleagues your interpretation of this image. Explore explana-
tions for differences in your respective decodings.
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From an article in Financial Times, 2 September 2014, p.5, illustrating an article about how 
more ‘baby boomers’ in Germany are being encouraged to return to work because of 
shortages of younger staff. The photo was taken in a factory workshop in Bonn; Germany 
has the second highest employment rate among 55- to 64-year-olds in Europe.

in particular, and to our analysis of performance at work and quality of working life. The 
 coverage of these topics is clearly more limited than you will find in a psychology text, because 
we are focusing on issues that help us to understand organizational behaviour, and on 
 techniques and approaches that have shaped organization and management practice.

Invitation to see
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You’re the management consultant: what would you advise?
For many years now, we have been running successful 
training programmes for graduate and non-graduate 
recruits. We have a reputation for attracting the best, and 
our training breadth and quality are regarded as indus-
try standard. As a result, there is fierce competition for 
places on these programmes. Our qualified trainees soon 
acclimatize to their new roles, and make an impact in the 
area of the business which they join.

We were shocked when we saw the analysis of our 
retention rate for trainees. Many of them benefit from 
our training, and then leave for better pay and promotion 
prospects elsewhere. They are encouraged to progress in 
this company, but fewer and fewer regard us as ‘a job for 
life’, or even a job for the next couple of years. We are 
just the first short step on their career ladder.

We spend a lot of money on our training programmes, 
and we want to keep those who have graduated in order 
to get a return on that investment. Improving the skills 
base of the sector as a whole may be a socially responsi-
ble thing to do, but we can’t survive on altruism, and we 
don’t want to train the best staff at our expense just to 
see them poached by our competitors.

We can’t stop our staff looking at better offers, but 
our pay and benefits are competitive, and we don’t think 
that this problem can be solved by throwing more money 
at it. How can we encourage loyalty in the talent that we 
have developed, and ensure that our valuable investment 
is not wasted?

You’re a management consultant, so you will have seen 
this problem in other companies. What would you advise?
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Key terms
learning

behaviourist psychology

cognitive psychology

feedback (learning)

positive reinforcement

negative reinforcement

punishment

extinction

Pavlovian conditioning

Skinnerian conditioning

shaping

intermittent reinforcement

schedule of reinforcement

cybernetic analogy

feedforward interview

intrinsic feedback

extrinsic feedback

concurrent feedback

delayed feedback

behaviour modification

socialization

behavioural modelling

provisional selves

behavioural self-management

learning organization

single-loop learning

double-loop learning

tacit knowledge

explicit knowledge

knowledge management

Learning outcomes
When you have read this chapter, you should be able to define those 
key terms in your own words, and you should also be able to:

1. Explain the characteristics of the behaviourist and cognitive 
approaches to learning.

2. Explain and evaluate the technique of behaviour modification.

3. Explain the socialization process, and assess the practical relevance 
of this concept.

4. Explain and evaluate the technique of behavioural self-
management.

5. Describe features of knowledge management and the learning 
organization.
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Why study learning?
*O�BO�FDPOPNZ�EPNJOBUFE�CZ�LOPXMFEHF�XPSL�BOE�SBQJE�VOQSFEJDUBCMF�DIBOHF�UIF�BCJMJUZ�
UP�MFBSO�BOE�UP�DPOUJOVF�MFBSOJOH�GPS�JOEJWJEVBMT�BOE�PSHBOJ[BUJPOT�JT�DSVDJBM��5FDIOPMP-
HJFT�BSF�EFWFMPQJOH�BU�TVDI�B�QBDF�JO�UIF�ATFDPOE�NBDIJOF�BHF��UIBU�TLJMMT�BOE�LOPXMFEHF�
XIJDI�BSF�SFRVJSFE�UPEBZ�NBZ�IBWF�MJUUMF�WBMVF�UPNPSSPX�	BT�XF�FYQMPSFE�JO�$IBQUFS��
��
*OEJWJEVBM�MFBSOJOH�BCJMJUZ�JT�UIFSFGPSF�JNQPSUBOU�JO�UFSNT�PG�FNQMPZNFOU�QFSGPSNBODF�KPC�
TFDVSJUZ�BOE�DBSFFS��0SHBOJ[BUJPOT�BMTP�OFFE�UP�SFDSVJU�TUBGG�XIP�IBWF�BQQSPQSJBUF�TLJMMT�BOE�
LOPXMFEHF�BOE�UIFO�UP�FOTVSF�UIBU�UIPTF�DBQBCJMJUJFT�BSF�LFQU�VQ�UP�EBUF��-FBSOJOH�UIFPSZ�
UIVT�BGGFDUT�NBOZ�BSFBT�PG�NBOBHFNFOU�QSBDUJDF�

r� UIF�JOEVDUJPO�PG�OFX�SFDSVJUT�

r� UIF�EFTJHO�BOE�EFMJWFSZ�PG�KPC�USBJOJOH�BOE�EFWFMPQNFOU�

r� UIF�EFTJHO�PG�QBZNFOU�TZTUFNT�

r� IPX�TVQFSWJTPST�FWBMVBUF�FNQMPZFF�QFSGPSNBODF�BOE�QSPWJEF�GFFECBDL�

r� NFUIPET�GPS�NPEJGZJOH�FNQMPZFF�CFIBWJPVS�

r� DSFBUJOH�B�MFBSOJOH�PSHBOJ[BUJPO�

r� UIF�EFTJHO�BOE�PQFSBUJPO�PG�LOPXMFEHF�NBOBHFNFOU�TZTUFNT�

-FBSOJOH�JT�B�GVOEBNFOUBM�UPQJD�JO�QTZDIPMPHZ�CVU�BT�XF�XJMM�TFF�JT�EJWJEFE�CFUXFFO�
CFIBWJPVSJTU�BOE�DPHOJUJWF�UIFPSJFT��5IF�MFBSOJOH�PSHBOJ[BUJPO�BO�JEFB�XIJDI�IBT�CFDPNF�
QPQVMBS�DPNCJOFT�TUSVDUVSFT�BOE�QPMJDJFT�UP�FODPVSBHF�MFBSOJOH�XJUI�JOEJWJEVBM�BOE�DPSQP-
SBUF�CFOFGJUT��4PNF�MBSHFS�DPNQBOJFT�SFHBSE�MFBSOJOH�BT�TP�JNQPSUBOU�UIBU�UIFZ�IBWF�FTUBC-
MJTIFE�UIFJS�PXO�DPSQPSBUF�VOJWFSTJUJFT�

,OPXMFEHF�DBO�CF�BO�BTTFU�NPSF�JNQPSUBOU�UIBO�FRVJQNFOU�BOE�NBUFSJBMT�XIFSF�VOEFS-
TUBOEJOH�PG�QSPDFTTFT�m�UIF�AIPX�UP��PG�NBLJOH�QSPEVDUT�BOE�QSPWJEJOH�TFSWJDFT�m�JT�DSJUJDBM��
$PNQFUJUJWF�BEWBOUBHF�NFBOT�LOPXJOH�how to�NBLF�QSPEVDUT�how to�JOOPWBUF�SBQJEMZ�
how to�CSJOH�OFX�QSPEVDUT�BOE�TFSWJDFT�RVJDLMZ�UP�UIF�NBSLFUQMBDF�LOPXJOH�how to�NFFU�
DIBOHJOH�DVTUPNFS�OFFET��5IF�DBQBDJUZ�UP�MFBSO�BOE�UP�EFWFMPQ�OFX�LOPXMFEHF�BGGFDUT�BO�
PSHBOJ[BUJPO�T�BCJMJUZ�UP�HSPX�BOE�TVSWJWF�BT�UFDIOPMPHJFT�DVTUPNFS�SFRVJSFNFOUT�HPWFSO-
NFOU�QPMJDJFT�BOE�FDPOPNJD�DPOEJUJPOT�DIBOHF�

What will you need to learn?
In 2014, research involving 200 business 
leaders and young people from Asia, Europe 
and America by the consulting company 
CBRE found that:

Young workers are breaking the unwrit-
ten rules of hierarchy and of who talks 
to whom. They are losing verbal skills but 
have the ability to maintain large networks, 
absorb more information and filter out 
non-essential material to avoid overload. 
They draw from rich and varied sources 
and forms of media to tell compelling 

stories in unique ways. However, there 
are concerns that young workers are not 
developing valuable interpersonal skills. 
Said one participant: We need to tease 
this generation out of the isolation of 
their devices to collaborate. There will be 
a competitive advantage to organizations 
that nurture the discipline of knowing 
when to switch devices off and talk face to 
face. (Andrew et al., 2014, p.3)

How does this finding apply to you – and to 
your future employability and career?

M05_BUCH2881_09_SE_C05.indd   146 07/26/16   8:35 PM



 The learning process 147

The learning process
)PX�EP�XF�MFBSO �)PX�EP�XF�DPNF�UP�LOPX�XIBU�XF�LOPX�BOE�UP�EP�XIBU�XF�BSF�BCMF�UP�
EP �5IFTF�RVFTUJPOT�MJF�BU�UIF�IFBSU�PG�QTZDIPMPHZ�BOE�JU�JT�OPU�TVSQSJTJOH�UIBU�XF�BSF�GBDFE�
XJUI�EJGGFSFOU�BQQSPBDIFT�UP�UIFTF�RVFTUJPOT��5IJT�WBSJFUZ�NBJOUBJOT�DPOUSPWFSTZ�FYDJUF-
NFOU�BOE�JOUFSFTU�JO�UIF�TVCKFDU�BOE�BMTP�IFMQT�UP�HFOFSBUF�OFX�UIJOLJOH��5IF�BCJMJUZ�UP�
MFBSO�JT�OPU�VOJRVF�UP�IVNBO�CFJOHT��"OJNBMT�BMTP�MFBSO�BT�EPH�PXOFST�BOE�DJSDVT�GBOT�DBO�
DPOGJSN��0OF�GFBUVSF�UIBU�TFFNT�UP�EJTUJOHVJTI�VT�GSPN�BOJNBMT�JT�PVS�BCJMJUZ�UP�MFBSO�BCPVU�
BEBQU�UP�TVSWJWF�JO�BOE�NBOJQVMBUF�PVS�FOWJSPONFOU�GPS�QVSQPTFT�UIBU�XF�PVSTFMWFT�EFGJOF��
"OJNBMT�DBO�BEBQU�UP�DIBOHFT�JO�UIFJS�DJSDVNTUBODFT�CVU�UIFJS�BCJMJUZ�UP�NBOJQVMBUF�UIFJS�
FOWJSPONFOU�JT�MJNJUFE�BOE�UIFZ�BQQFBS�UP�IBWF�MJUUMF�DIPJDF�PWFS�UIFJS�HPBMT��*O�BEEJUJPO�
BOJNBMT�IBWF�EFWFMPQFE�OP�TDJFODF�UFDIOPMPHZ�PS�FOHJOFFSJOH�m�PS�TPDJBM�TDJFODF�

8F�IPQF�UIBU�XIFO�ZPV�IBWF�GJOJTIFE�SFBEJOH�UIJT�UFYU�ZPV�XJMM�CF�BCMF�UP�TBZ�UIBU�ZPV�
IBWF�MFBSOFE�TPNFUIJOH��5IF�UFTU�JT�XIFUIFS�PS�OPU�ZPV�XJMM�CF�BCMF�UP�EP�UIJOHT�UIBU�ZPV�
DPVME�OPU�EP�CFGPSF��:PV�TIPVME�LOPX�XIBU�UIF�TUVEZ�PG�PSHBOJ[BUJPOBM�CFIBWJPVS�JOWPMWFT�
BOE�ZPV�TIPVME�CF�BCMF�UP�UFMM�PUIFST�XIBU�ZPV�LOPX�BOE�UIJOL�BCPVU�JU��:PV�TIPVME�CF�BCMF�
UP�DPNQMFUF�BTTJHONFOUT�BOE�BOTXFS�RVFTUJPOT�UIBU�ZPV�DPVME�OPU�UBDLMF�CFGPSF��8F�DBO�
EFTDSJCF�UIJT�QSPDFTT�BT�learning�

5IJT�EFGJOJUJPO�PG�MFBSOJOH�FNQIBTJ[FT�EVSBCJMJUZ�BOE�FYQFSJFODF��#FIBWJPVS�DBO�CF�
DIBOHFE�UFNQPSBSJMZ�CZ�NBOZ�GBDUPST�JO�XBZT�UIBU�EP�OPU�JOWPMWF�MFBSOJOH��0UIFS�GBDUPST�
XIJDI�DIBOHF�PVS�CFIBWJPVS�BSF�NBUVSBUJPO�	JO�DIJMESFO
�BHFJOH�	JO�BEVMUT
�ESVHT�BOE�
GBUJHVF��0VS�JOUFSFTU�JT�XJUI�MBTUJOH�CFIBWJPVS�DIBOHF��5IJT�DBO�JOWPMWF�QSPDFEVSBM�MFBSOJOH�
PS�ALOPXJOH�IPX��DPODFSOJOH�ZPVS�BCJMJUZ�UP�DBSSZ�PVU�TLJMMFE�BDUJPOT�TVDI�BT�IPSTF�SJEJOH�
PS�QBJOUJOH�B�QJDUVSF��0S�UIJT�DBO�JOWPMWF�EFDMBSBUJWF�MFBSOJOH�PS�ALOPXJOH�UIBU��TVDI�BT�UIF�
IJTUPSZ�PG�PVS�VTF�PG�UIF�IPSTF�PS�UIF�DPOUSJCVUJPO�PG�UIF�&VSPQFBO�'VUVSJTU�NPWFNFOU�JO�
UIF�FBSMZ�UXFOUJFUI�DFOUVSZ�UP�DPOUFNQPSBSZ�BSU�

Learning the process 
of acquiring knowledge 
through experience 
which leads to a lasting 
change in behaviour.

Delivering profit
Norbert Dentressangle was a French transport 
 company, with 12,800 employees in its logistics divi-
sion in the UK. Their lorries were a common sight on 
Europe’s roads. This was not a ‘hi-tec’ organization: 
most employees were packing operatives and drivers, 
who delivered goods to stores such as M&S and Tesco. 
Why should an organization like this invest in learning 
and development (L&D), especially in a difficult and 
competitive market with a need to cut costs? From 
2012, however, the company actually increased its L&D 
investment. Chris Dolby, L&D manager for the logistics 
division explained:

Our competitors use the same sorts of warehouses 
and similar methods so ultimately the difference 
between us and them is our people. We have to be 
more effective, more reliable and closer to our cus-
tomers. We don’t have huge layers of management. 
We empower people to manage their team and make 
decisions as if it was their own mini business. For them 

to be able to do that we have to train and develop 
them. (Chynoweth, 2013, p.19)

The company’s training programmes were attended by 
7,200 staff in 2012. Driver training programmes led to a 
30 percent reduction in road accidents. Frontline staff with 
management potential could apply to join the company’s 
‘fast track’ graduate training scheme. During that scheme, 
one employee, initially hired to stack shelves and pick stock, 
generated £120,000 of savings by making the customer 
returns process more efficient. The company’s annual man-
agement development programme cost £78,000 for 30 
participants, who each had to  implement a cost savings pro-
ject. Projects in 2012 saved £1.1  million, through consolidat-
ing routes and changing the ways in which empty trailers 
were managed. Asked about the value of L&D, Dolby said:

It’s all about delivering performance that improves the 
bottom line. It’s not pink and fluffy. It’s about hard-nosed 
strategy that delivers profit. (Chynoweth, 2013, p.19)
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'SPN�OFVSPMPHJDBM�SFTFBSDI�XF�LOPX�XIJDI�BSFBT�PG�UIF�CSBJO�BSF�JOWPMWFE�JO�MFBSOJOH�
BOE�NFNPSZ�QSPDFTTFT�BMUIPVHI�PVS�VOEFSTUBOEJOH�PG�UIFTF�QSPDFTTFT�JT�JODPNQMFUF��5IF�
TUVEZ�PG�MFBSOJOH�IPXFWFS�JT�OPU�DPOGJOFE�UP�CSBJO�TVSHFSZ��8F�DBO�infer�UIBU�MFBSOJOH�IBT�
UBLFO�QMBDF�CZ�FYBNJOJOH�DIBOHFT�JO�ZPVS�CFIBWJPVS��*G�XF�BTTVNF�UIBU�CFIBWJPVS�EPFT�
OPU�BMUFS�TQPOUBOFPVTMZ�GPS�OP�SFBTPO�UIFO�XF�DBO�MPPL�GPS�FYQFSJFODFT�UIBU�DPVME�DBVTF�
CFIBWJPVS�DIBOHF��5IFTF�FYQFSJFODFT�NBZ�CF�JOUFSOBM�PS�UIFZ�NBZ�CF�TFOTPSZ�GSPN�UIF�
FOWJSPONFOU��5IF�UBTL�PG�JOGFSSJOH�XIFUIFS�PS�OPU�MFBSOJOH�IBT�UBLFO�QMBDF�NBZ�CF�BO�PCWJ-
PVT�POF�CVU�PCTFSWBCMF�CFIBWJPVS�NBZ�OPU�BMXBZT�SFWFBM�MFBSOJOH�

$IBOHFT�JO�CFIBWJPVS�DBO�CF�NFBTVSFE�VTJOH�B�AMFBSOJOH�DVSWF��POF�FYBNQMF�PG�XIJDI�JT�
TIPXO�JO�'JHVSF�����DPODFSOJOH�UIF�EFWFMPQNFOU�PG�NBOVBM�TLJMMT�

Steep acceleration

Slow beginning

Plateau

Time

Performance

Steep accelerationeSteep accelerationeSteep acceleration

Slow beginningi

Figure 5.1: The typical manual skills learning curve

➔

Neuroscience says: less coffee, no late-night computer games, 
more exercise
Neuroscience is the study of brain activity, using tools such 
as magnetic resonance imaging to explore how mental 
processes relate to emotions and behaviours. One area 
where neuroscience has started to develop fresh insights 
concerns the study of learning. These findings have impli-
cations for organizational practice. Paul  Howard-Jones 
(2014) argues that neuroscience will help us to:

r� understand how the brain is capable of learning 
 continuously, at all ages;

r� be aware of the flexibility, or ‘neuroplasticitity’ of the 
brain and how it can reorganize and develop with 
experience;

r� learn skills that support the development of further 
learning;

r� improve learning through exercise and other physical 
activity.

Research has shown how the development of basic lit-
eracy and ‘number sense’ at school builds a platform 
for learning work-related skills. The skill and knowledge 
requirements for many jobs are increasing, and individu-
als and organizations will need to keep up with the pace 
of environmental and technological change. However, 
computer-based ‘brain training’ can improve our abil-
ity to retain information, which is in turn a predictor of 
academic and professional achievement, and helps us to 
solve problems more effectively.

Neuroscience studies have shown links between exer-
cise, cognitive function and learning. The ability to learn 
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5IF�MFBSOJOH�DBO�CF�QMPUUFE�GPS�POF�QFSTPO�GPS�B�HSPVQ�PG�USBJOFFT�PS�FWFO�GPS�B�XIPMF�
PSHBOJ[BUJPO��5IF�DVSWF�JO�'JHVSF�����TVHHFTUT�UIBU�

��� -FBSOJOH�JT�OPU�B�TNPPUI�QSPDFTT�CVU�DIBOHFT�JO�QBDF�PWFS�UJNF�VOUJM�B�TUBCMF�QFBL�QFS-
GPSNBODF�JT�FWFOUVBMMZ�SFBDIFE�

��� 5IF�MFBSOFS�T�BCJMJUZ�EFWFMPQT�TMPXMZ�BU�GJSTU�UIFO�BDDFMFSBUFT�BOE�EFWFMPQT�NPSF�RVJDLMZ�
CFGPSF�GJOBMMZ�SFBDIJOH�B�QMBUFBV�

-FBSOJOH�DVSWFT�GPS�NBOVBM�TLJMMT�PGUFO�GPMMPX�UIJT�QSPGJMF�CVU�DPHOJUJWF�TLJMMT�DBO�EFWFMPQ�
JO�UIF�TBNF�XBZ��5IF�TIBQF�PG�B�MFBSOJOH�DVSWF�EFQFOET�PO�UIF�DIBSBDUFSJTUJDT�PG�UIF�UBTL�
BOE�PG�UIF�MFBSOFS��*U�JT�PGUFO�QPTTJCMF�UP�NFBTVSF�MFBSOJOH�JO�UIJT�XBZ�UP�DPNQBSF�JOEJWJEV-
BMT�XJUI�FBDI�PUIFS�BOE�UP�FTUBCMJTI�XIBU�DPOTUJUVUFT�HPPE�QFSGPSNBODF��*G�XF�VOEFSTUBOE�
UIF�GBDUPST�JOGMVFODJOH�UIF�TIBQF�PG�UIF�DVSWF�XF�DBO�EFWFMPQ�XBZT�UP�NBLF�MFBSOJOH�NPSF�
FGGFDUJWF�

Stop and think

Draw your own learning curve for this organizational behaviour course.

Why is it that shape? What would be your ideal learning curve look like?

How could you change the shape of your learning curve?

5IF�FYQFSJFODFT�UIBU�MFBE�UP�DIBOHFT�JO�CFIBWJPVS�IBWF�B�OVNCFS�PG�JNQPSUBOU�GFBUVSFT�
'JSTU�UIF�NJOE�JT�OPU�B�QBTTJWF�SFDPSEFS�PG�JOGPSNBUJPO�QJDLFE�VQ�UISPVHI�UIF�TFOTFT��

8F�DBO�PGUFO�SFDBMM�UIF�QMPU�PG�B�OPWFM�GPS�FYBNQMF�CVU�SFNFNCFS�WFSZ�GFX�PG�UIF�BVUIPS�T�
XPSET��5IJT�TVHHFTUT�UIBU�XF�EP�OPU�SFDPSE�FYQFSJFODFT�JO�B�TUSBJHIUGPSXBSE�XBZ�

4FDPOE�XF�BSF�VTVBMMZ�BCMF�UP�SFDBMM�FWFOUT�JO�XIJDI�XF�IBWF�QBSUJDJQBUFE�BT�JG�XF�
XFSF�BOPUIFS�BDUPS�JO�UIF�ESBNB��8F�BSF�BCMF�UP�SFGMFDU�UP�TFF�PVSTFMWFT�AGSPN�PVUTJEF��BT�
PCKFDUT�JO�PVS�PXO�FYQFSJFODF��"U�UIF�UJNF�XIFO�XF�FYQFSJFODFE�UIF�FWFOUT�UIPTF�DBOOPU�
IBWF�CFFO�UIF�TFOTF�JNQSFTTJPOT�UIBU�XF�QJDLFE�VQ��3FGMFDUJPO�JT�B�WBMVBCMF�DBQBCJMJUZ�

and speed of recall, for example, are higher in teenag-
ers and adults who are physically fit. Studies have also 
shown how financial rewards for completing a learning 
task reduce motivation by removing the fun and intrin-
sic value of the task. Contrary to popular belief, caffeine 
may keep you awake, but it suppresses cognitive func-
tion, and interferes with learning. Caffeine can also cause 
sleep disruption, and reduce the efficiency of our learning 
further.

One piece of bad news is that playing computer 
games late at night can also lead to sleep disorders and 
interfere with learning. However, research shows that 
video games can help to improve our ability to switch 
our visual attention, ignore irrelevant visual cues, and to 
infer the probable outcomes of different actions. These 
learning effects may be due to the way in which games 
stimulate the brain’s reward and pleasure centres. 

One study found that a specially designed video game 
improved the performance of air force cadet pilots, 
and another study showed that surgeons who played 
video games made over 30 per cent fewer errors in a 
test of their surgical skills (skill using Nintendo Wii may 
be linked to ability to perform laparoscopic or ‘keyhole’ 
surgery). The ‘gamification’ of learning is not currently 
well understood, however, and may apply to some skills 
but not to others.

Insights from neuroscience research are likely to have 
a growing impact on organizational learning. How-
ever, we should be cautious. This report concludes, ‘We 
should see neuroscience as a new area of insights to 
be carefully combined with those from other perspec-
tives, rather than a silver bullet solution’ (Howard-Jones, 
2014, p.14).
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5IJSE�OFX�FYQFSJFODFT�EP�OPU�BMXBZT�MFBE�UP�CFIBWJPVS�DIBOHF��%FDMBSBUJWF�MFBSOJOH�
GPS�FYBNQMF�NBZ�OPU�CF�FWJEFOU�VOUJM�XF�BSF�BTLFE�UIF�SJHIU�RVFTUJPOT��0VS�FYQFSJFODFT�
NVTU�CF�QSPDFTTFE�JO�TPNF�XBZ�JG�UIFZ�BSF�UP�JOGMVFODF�PVS�CFIBWJPVS�JO�GVUVSF�

'PVSUI�UIF�XBZ�JO�XIJDI�XF�FYQSFTT�PVS�ESJWFT�EFQFOET�PO�B�NJY�PG�HFOFUJDT�BOE�FYQFSJ-
FODF��8F�IBWF�JOOBUF�ESJWFT�XIJDI�BSF�TFFO�JO�CFIBWJPVS�JO�EJGGFSFOU�XBZT�EFQFOEJOH�PO�
B�DPNCJOBUJPO�PG�GBDUPST��0VS�JOOBUF�NBLFVQ�CJBTFT�PVS�CFIBWJPVS�JO�DFSUBJO�EJSFDUJPOT�CVU�
UIFTF�QSFEJTQPTJUJPOT�DBO�CF�NPEJGJFE�CZ�FYQFSJFODF�

5IJT�DIBQUFS�FYBNJOFT�UXP�BQQSPBDIFT�UP�MFBSOJOH�CBTFE�PO�behaviourist�	ATUJNVMVT�
SFTQPOTF�
�psychology�BOE�cognitive�	AJOGPSNBUJPO�QSPDFTTJOH�
�psychology��5IFTF�QFS-
TQFDUJWFT�BSF�JO�NBOZ�SFTQFDUT�DPOUSBEJDUPSZ�CVU�UIFZ�DBO�BMTP�CF�TFFO�BT�DPNQMFNFOUBSZ��
4VNNBSJ[FE�JO�5BCMF�����UIFTF�QFSTQFDUJWFT�IBWF�EJGGFSFOU�JNQMJDBUJPOT�GPS�PSHBOJ[BUJPO�
BOE�NBOBHFNFOU�QSBDUJDF�

Behaviourist 
psychology a 
perspective which 
argues that what we 
learn are chains of 
muscle movements; 
mental processes are 
not observable, and 
are not valid issues for 
study.

Cognitive 
psychology a 
perspective which 
argues that what 
we learn are mental 
structures; mental 
processes can be 
studied by inference, 
although they cannot be 
observed directly.

Table 5.1: Behaviourist and cognitive perspectives

Behaviourist, stimulus-response Cognitive, information processing

Studies observable behaviour Studies mental processes

Behaviour is determined by learned sequences  
of muscle movements

Behaviour is determined by memory, mental 
processes and expectations

We learn habits We learn cognitive structures

We solve problems by trial and error We solve problems with insight and understanding

Routine, mechanistic, open to direct research Rich, complex, studied using indirect methods

The behaviourist approach to learning
5IF�"NFSJDBO�QTZDIPMPHJTU�+PIO�#��8BUTPO�	����m����
�JOUSPEVDFE�UIF�UFSN�behaviour-
ism�JO�������)F�XBT�DSJUJDBM�PG�JOUSPTQFDUJPO�B�QPQVMBS�UFDIOJRVF�BU�UIBU�UJNF�JO�XIJDI�
TVCKFDUT�XFSF�BTLFE�UP�UBML�BCPVU�UIFJS�FYQFSJFODFT�BOE�UIPVHIU�QSPDFTTFT�UP�FYQMPSF�UIFJS�
NJOET�BOE�UP�EFTDSJCF�XIBU�UIFZ�GPVOE�UIFSF��*OTUFBE�8BUTPO�XBOUFE�PCKFDUJWF�ATDJFO-
UJGJD��IBOEMFT�PO�IVNBO�CFIBWJPVS�JUT�DBVTFT�BOE�JUT�DPOTFRVFODFT��5IJT�UPPL�IJN�BOE�
NBOZ�PUIFS�QTZDIPMPHJTUT�BXBZ�GSPN�UIF�JOUBOHJCMF�DPOUFOUT�PG�UIF�NJOE�UP�TUVEZ�SFMBUJPO-
TIJQT�CFUXFFO�WJTJCMF�TUJNVMJ�BOE�WJTJCMF�SFTQPOTFT��5IBU�JT�XIZ�CFIBWJPVSJTU�QTZDIPMPHZ�JT�
BMTP�LOPXO�BT�ATUJNVMVT�SFTQPOTF�QTZDIPMPHZ��

#FIBWJPVSJTN�BTTVNFT�UIBU�XIBU�MJFT�CFUXFFO�UIF�TUJNVMVT�BOE�UIF�SFTQPOTF�JT�B�NFDIB-
OJTN�UIBU�XJMM�CF�SFWFBMFE�BT�PVS�LOPXMFEHF�PG�UIF�CJPDIFNJTUSZ�BOE�OFVSPQIZTJPMPHZ�PG�
UIF�CSBJO�EFWFMPQT��5IJT�NFDIBOJTN�SFMBUFT�TUJNVMJ�UP�SFTQPOTFT�JO�B�XBZ�UIBU�HPWFSOT�
CFIBWJPVS��8F�DBO�UIVT�TUVEZ�IPX�TUJNVMJ�BOE�SFTQPOTFT�BSF�SFMBUFE�XJUIPVU�VOEFSTUBOEJOH�
UIF�OBUVSF�PG�UIBU�NFDIBOJTN��#FIBWJPVSJTN�BSHVFT�UIBU�OPUIJOH�PG�psychological�JNQPS-
UBODF�IBQQFOT�CFUXFFO�TUJNVMVT�BOE�SFTQPOTF��$PHOJUJWF�QTZDIPMPHZ�BSHVFT�UIBU�TPNFUIJOH�
PG�DPOTJEFSBCMF�QTZDIPMPHJDBM�JNQPSUBODF�IBQQFOT�IFSF�

5IF�PMEFTU�UIFPSZ�PG�MFBSOJOH�TUBUFT�UIBU�BDUJPOT�UIBU�BSF�FYQFSJFODFE�UPHFUIFS�UFOE�UP�CF�
BTTPDJBUFE�XJUI�FBDI�PUIFS�	UPVDIJOH�B�GMBNF�QBJO
��8F�VTF�LOPXMFEHF�PG�UIF�PVUDPNFT�

Video case: rise of neuroscience in executive education

This five-minute Financial Times video explains why  neuroscience has become a popular aspect 
of management education. Tara Sward from the MIT Sloan School of Management describes 
how sleep, nutrition and physical wellbeing can measurably affect our thinking ability (IQ) and 
productivity.

John Broadus 
Watson (1878–1958)
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PG�QBTU�CFIBWJPVS�UP�EP�CFUUFS�JO�GVUVSF�	EPO�U�UPVDI�GMBNFT
��:PV�MFBSO�UP�HFU�IJHIFS�
BTTJHONFOU�HSBEFT�CZ�GJOEJOH�PVU�IPX�XFMM�ZPV�EJE�MBTU�UJNF�BOE�XIZ��8F�DBOOPU�MFBSO�
XJUIPVUãfeedback��#FIBWJPVSJTUT�BOE�DPHOJUJWF�QTZDIPMPHJTUT�BHSFF�UIBU�FYQFSJFODF�BGGFDUT�
CFIBWJPVS�CVU�EJTBHSFF�PWFS�IPX�UIJT�IBQQFOT�

'FFECBDL�DBO�CF�SFXBSEJOH�PS�QVOJTIJOH��*G�B�QBSUJDVMBS�CFIBWJPVS�JT�SFXBSEFE�UIFO�JU�JT�NPSF�
MJLFMZ�UP�CF�SFQFBUFE��*G�JU�JT�QVOJTIFE�PS�JHOPSFE�JU�JT�MJLFMZ�UP�CF�BWPJEFE�JO�GVUVSF��5IJT�JT�LOPXO�
BT�UIF�AMBX�PG�FGGFDU��XIJDI�TUBUFT�UIBU�XF�MFBSO�UP�SFQFBU�CFIBWJPVST�UIBU�IBWF�GBWPVSBCMF�DPO-
TFRVFODFT�BOE�BWPJE�UIPTF�UIBU�IBWF�OFVUSBM�PS�VOEFTJSBCMF�PVUDPNFT��6TJOH�UIJT�LOPXMFEHF�
SBUT�DBO�CF�USBJOFE�UP�SVO�UISPVHI�NB[FT�XJUI�B�DPNCJOBUJPO�PG�GPPE�QFMMFUT�BOE�FMFDUSJD�TIPDLT�

#FIBWJPVSJTN�NBLFT�TVCUMF�EJTUJODUJPOT�SFMBUJOH�UP�SFXBSE�BOE�QVOJTINFOU�JMMVTUSBUFE�JO�
5BCMF������8JUI�positive reinforcement�EFTJSFE�CFIBWJPVST�MFBE�UP�QPTJUJWF�DPOTFRVFODFT��
8JUI�negative reinforcement�UIF�VOEFTJSBCMF�PVUDPNFT�DPOUJOVF�VOUJM�UIF�EFTJSFE�CFIBW-
JPVS�PDDVST��"T�POF�PGG�punishment�GPMMPXT�VOEFTJSBCMF�CFIBWJPVS�UIJT�JT�EJGGFSFOU�GSPN�
OFHBUJWF�SFJOGPSDFNFOU��8IFSF�CFIBWJPVS�IBT�OP�QPTJUJWF�PS�OFHBUJWF�PVUDPNFT�UIJT�DBO�
MFBE�UP�UIF�extinction�PG�UIBU�CFIBWJPVS�BT�JU�DPNFT�UP�CF�TFFO�BT�VOJNQPSUBOU�

Feedback (learning) 
information about 
the outcomes of our 
behaviour.

Stop and think

Some airlines, concerned about the cost of fuel, want to encourage passengers to carry 
less luggage (a lighter plane uses less fuel). One approach is to allow passengers with 
hand luggage only to skip the check-in queues. Another is to charge passengers extra 
for each item of luggage that they check in.

Which reinforcement regimes are being used to teach passengers to travel light?

Behaviour modification in practice
David Boddy (2013, p.458) reports the following commu-
nication from a call centre manager:

In our call centre, staff are rewarded when behaviour 
delivers results in line with business requirements. Each 
month, staff performance is reviewed against a num-
ber of objectives, such as average call length, sales of 
each product, and attention to detail. This is known as 
Effective Level Review and agents can move through 
levels of effectiveness ranging from 1 to 4, and gain an 
increase in salary after six months of successful reviews. 
Moving through effective levels means that they have 
performed well and can mean being given other tasks 
instead of answering the phone. The role can become 

mundane and repetitive so the opportunity to do other 
tasks is seen as a reward for good performance. Thus it 
reinforces acceptable behaviour.

Conversely, staff who display behaviour that is 
not desirable cannot move through these levels, and 
repeated failure to do so can lead to disciplinary action. 
This can be seen as punishment rather than behaviour 
modification. People can become resentful at having 
their performance graded every month, particularly in 
those areas where it is their line manager’s perception 
of whether or not they have achieved the desired results.

Which reinforcement regimes does this call centre man-
ager describe?

Table 5.2: Reinforcement regimes

Behaviour Reinforcement Result Illustration

Positive  
reinforcement

Desired behaviour 
occurs

Positive consequences  
are introduced

Desired behaviour  
is repeated

Confess, and stick to your story, 
and you will get a shorter prison 
sentence

Negative 
reinforcement

Desired behaviour 
occurs

Negative consequences  
are withdrawn

Desired behaviour  
is repeated

The torture will continue until 
you confess

Punishment Undesired  
behaviour occurs

A single act of  
punishment is  
introduced

Undesired behaviour  
is not repeated

Fail to meet your scoring target 
and we kick you off the team

Extinction Undesired behaviour 
occurs

Day’s work not counted 
towards bonus

Undesired behaviour  
is not repeated

Ignore an individual’s practical 
jokes used to gain attention

positive 
reinforcement the 
attempt to encourage 
desirable behaviours 
by introducing positive 
consequences when 
the desired behaviour 
occurs.
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5IF�EFWFMPQNFOU�PG�BTTPDJBUJPOT�CFUXFFO�TUJNVMJ�BOE�SFTQPOTFT�PDDVST�JO�UXP�EJGGFSFOU�
XBZT�LOPXO�BT�Pavlovian conditioning�BOE�Skinnerian conditioning��1BWMPWJBO�DPOEJ-
UJPOJOH�BMTP�LOPXO�BT�DMBTTJDBM�BOE�BT�SFTQPOEFOU�DPOEJUJPOJOH�XBT�EFWFMPQFE�CZ�UIF�3VT-
TJBO�QIZTJPMPHJTU�*WBO�1FUSPWJDI�1BWMPW�	����m����
�

5IF�CFTU�LOPXO�SFTQPOTF�XIJDI�1BWMPW�TUVEJFE�DPODFSOFE�B�EPH�TBMJWBUJOH�BU�UIF�TJHIU�
PG�GPPE��1BWMPW�EFNPOTUSBUFE�IPX�UIJT�DPVME�CF�BTTPDJBUFE�XJUI�B�DPNQMFUFMZ�EJGGFSFOU�
TUJNVMVT�TVDI�BT�UIF�TPVOE�PG�B�CFMM��%PH�PXOFST�BSF�USBJOFE�UPEBZ�JO�DMBTTJDBM�DPOEJUJPO-
JOH�NFUIPET��*G�ZPV�TIPX�NFBU�UP�B�EPH�JU�XJMM�QSPEVDF�TBMJWB��5IF�NFBU�JT�UIF�TUJNVMVT�
UIF�TBMJWB�JT�UIF�SFTQPOTF��5IF�NFBU�JT�BO�unconditioned�TUJNVMVT��UIF�EPH�TBMJWBUFT�OBUV-
SBMMZ�BOE�UIF�TBMJWB�JT�BO�unconditioned�SFTQPOTF��6ODPOEJUJPOFE�SFTQPOTFT�BSF�BMTP�DBMMFE�
SFGMFYFT��:PVS�MPXFS�MFH�KFSLT�XIFO�ZPV�BSF�TUSVDL�KVTU�CFMPX�UIF�LOFFDBQ��ZPVS�QVQJMT�
DPOUSBDU�XIFO�MJHIU�JT�TIPOF�JOUP�ZPVS�FZFT��5IFTF�BSF�UZQJDBM�IVNBO�SFGMFYFT��)VNBOT�BMTP�
TBMJWBUF�BOPUIFS�VODPOEJUJPOFE�SFTQPOTF�BU�UIF�TJHIU�BOE�TNFMM�PG�GPPE�

Source: PEANUTS © 1989 Peanuts Worldwide LLC. Dist by Universal Uclick. Reprinted with 
permission. All rights reserved.

4VQQPTF�XF�SJOH�B�CFMM�CFGPSF�XF�TIPX�UIF�NFBU�UP�UIF�EPH��%P�UIJT�PGUFO�FOPVHI�BOE�
UIF�EPH�XJMM�BTTPDJBUF�UIF�CFMM�XJUI�UIF�NFBU��4PPO�JU�XJMM�TBMJWBUF�BU�UIF�TPVOE�PG�UIF�CFMM�
XJUIPVU�GPPE�CFJOH�QSFTFOU��5IF�CFMM�IBT�CFDPNF�B�conditioned�TUJNVMVT�BOE�UIF�TBMJWB�JT�
OPX�B�DPOEJUJPOFE�SFTQPOTF��5IF�EPH�IBT�MFBSOFE�GSPN�FYQFSJFODF�UP�TBMJWBUF�BU�UIF�TPVOE�
PG�B�CFMM�BT�XFMM�BT�BU�UIF�TJHIU�PG�GPPE��*U�EPFT�OPU�IBWF�UP�CF�B�CFMM��"MM�NBOOFS�PG�TUJNVMJ�
DBO�CF�DPOEJUJPOFE�JO�UIJT�XBZ��1BWMPW�EJTDPWFSFE�UIJT�GPSN�PG�DPOEJUJPOJOH�CZ�BDDJEFOU��
)JT�SFTFBSDI�XBT�JOJUJBMMZ�DPODFSOFE�XJUI�TBMJWBUJPO�CVU�IF�PCTFSWFE�UIBU�IJT�EPHT�TBMJWBUFE�
BU�UIF�TJHIU�BOE�TPVOE�PG�IJT�MBCPSBUPSZ�BTTJTUBOUT�CFGPSF�UIFZ�XFSF�HJWFO�UIFJS�NFBU��)F�
GPVOE�UIJT�NPSF�JOUFSFTUJOH�BOE�DIBOHFE�UIF�GPDVT�PG�IJT�SFTFBSDI�

pavlovian 
conditioning 
a technique for 
associating an 
established response or 
behaviour with  
a new stimulus.

Home viewing
Pavlov has influenced Hollywood. In The Truman Show 
(1998, director Peter Weir), Truman Burbank (played by 
Jim Carrey) is adopted as a child by a television network. 
He believes that he is living a normal life, but he is actu-
ally a prisoner in an immense domed city-sized sound-
stage, simulating the town of Seahaven, where he is 
surrounded by actors who play members of his family, 
teachers and employers. As in the Big Brother television 
series, his every action is broadcast to viewers around the 

world, 24 hours a day, and has created a multimillion-
dollar franchise for the network. If Truman were to quit, 
network profits would collapse. To stop him from leav-
ing, the production team devise a plan based on Pavlo-
vian conditioning. As you watch this movie, note how 
Truman’s original conditioning is achieved. How does 
this conditioning affect Truman’s daily life? How does he 
overcome his conditioning in his attempt to escape from 
Seahaven?

4VQQPTF�XF�OPX�TUPQ�HJWJOH�UIF�NFBU�UP�UIF�EPH�BGUFS�UIF�CFMM��5IF�EPH�XJMM�DPOUJOVF�
UP�TBMJWBUF�BU�UIF�TPVOE�PG�UIF�CFMM�BMPOF�FYQFDUJOH�UIF�CFMM�UP�TJHOBM�UIF�BSSJWBM�PG�GPPE��*G�
XF�DPOUJOVF�UP�EP�UIJT�IPXFWFS�UIF�WPMVNF�PG�TBMJWB�QSPEVDFE�GBMMT�BOE�UIF�BTTPDJBUJPO�
CFUXFFO�UIF�DPOEJUJPOFE�TUJNVMVT�BOE�DPOEJUJPOFE�SFTQPOTF�FWFOUVBMMZ�TVGGFST�extinction�

negative 
reinforcement the 
attempt to encourage 
desirable behaviours by 
withdrawing negative 
consequences when 
the desired behaviour 
occurs.

punishment the 
attempt to discourage 
undesirable behaviours 
through the 
application of negative 
consequences, or by 
withholding a positive 
consequence, following 
the undesirable 
behaviour.

Extinction the attempt 
to eliminate undesirable 
behaviours by attaching 
no consequences, 
positive or negative, 
such as indifference  
and silence.
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Skinnerian conditioning�JT�BMTP�LOPXO�BT�JOTUSVNFOUBM�BOE�BT�PQFSBOU�DPOEJUJPOJOH�
EJTDPWFSFE�CZ�UIF�"NFSJDBO�QTZDIPMPHJTU�#VSSIVT�'SFEFSJD�4LJOOFS�	����m����
��8JUI�
JOTUSVNFOUBM�DPOEJUJPOJOH�OFX�CFIBWJPVST�PS�SFTQPOTFT�CFDPNF�FTUBCMJTIFE�UISPVHI�BTTP-
DJBUJPO�XJUI�QBSUJDVMBS�TUJNVMJ�

8IFSF�UIF�DPOTFRVFODF�PG�B�CFIBWJPVS�JT�EFTJSBCMF�UP�UIF�JOEJWJEVBM�UIFO�UIF�GSFRVFODZ�
PG�UIBU�CFIBWJPVS�JT�MJLFMZ�UP�JODSFBTF��(JWFO�B�QBSUJDVMBS�DPOUFYU�BOZ�CFIBWJPVS�UIBU�JT�
SFXBSEFE�PS�SFJOGPSDFE�XJMM�UFOE�UP�CF�SFQFBUFE�JO�UIBU�DPOUFYU��4LJOOFS�QVU�B�SBU�JOUP�B�CPY�
	LOPXO�BT�B�A4LJOOFS�CPY�
�XJUI�B�MFWFS�XIJDI�XIFO�QSFTTFE�HBWF�UIF�BOJNBM�GPPE��5IF�
SBU�JT�OPU�UBVHIU�UP�QSFTT�UIF�MFWFS�JO�UIF�CPY��)PXFWFS�XBOEFSJOH�BSPVOE�UIF�CPY�UIF�SBU�
FWFOUVBMMZ�NPWFT�UIF�MFWFS��*U�NBZ�TJU�PO�JU�LOPDL�JU�XJUI�JUT�IFBE�PS�QVTI�JU�XJUI�B�QBX��
5IBU�SBOEPN�CFIBWJPVS�JT�SFJOGPSDFE�XJUI�GPPE�BOE�TP�JU�JT�MJLFMZ�UP�IBQQFO�BHBJO�

4LJOOFSJBO�DPOEJUJPOJOH�JT�BMTP�DBMMFE�JOTUSVNFOUBM�DPOEJUJPOJOH�CFDBVTF�JU�DPODFSOT�
CFIBWJPVST�UIBU�BSF�B�NFBOT�UP�HFUUJOH�TPNF�NBUFSJBM�SFXBSE��4LJOOFS�T�SBU�IBT�UP�CF�VOEFS�
UIF�JOGMVFODF�PG�TPNF�ESJWF�CFGPSF�JU�DBO�CF�DPOEJUJPOFE�JO�UIJT�XBZ��)JT�SBUT�XFSF�IVOHSZ�
XIFO�UIFZ�XFOU�JOUP�IJT�CPY�BOE�UIFJS�CFIBWJPVS�UIVT�MFE�UP�B�EFTJSFE�SFXBSE�

Skinnerian 
conditioning 
a technique for 
associating a response 
or a behaviour with its 
consequence.

Stop and think

Can you recognize conditioned responses in your own behaviour?

Is there a particular song, or a smell (perfume or aftershave, or food cooking), that 
makes you think of another person, another place, another time, another experience?

8IFSF�EP�UIF�UFSNT�SFTQPOEFOU�BOE�PQFSBOU�DPOEJUJPOJOH�DPNF�GSPN �3FTQPOEFOU�DPOEJ-
UJPOJOH�DPNFT�GSPN�8BUTPO�T�TUJNVMVT�SFTQPOTF�QTZDIPMPHZ�XIJDI�TUBUFE�UIBU�UIFSF�XBT�OP�
CFIBWJPVS�PS�OP�SFTQPOTF�XJUIPVU�B�TUJNVMVT�UP�TFU�JU�JO�NPUJPO��0OF�DPVME�UIVT�DPOEJUJPO�
B�LOPXO�SFTQPOTF�UP�B�HJWFO�TUJNVMVT��4VDI�SFTQPOTFT�BSF�DBMMFE�SFTQPOEFOUT��,OFF�KFSLT�
QVQJM�DPOUSBDUJPOT�BOE�TBMJWBUJPO�BSF�XFMM�LOPXO�BOE�DMFBSMZ�JEFOUJGJFE�SFTQPOTFT�UIBU�BSF�
BNFOBCMF�UP�DPOEJUJPOJOH�

4LJOOFS�PO�UIF�PUIFS�IBOE�PCTFSWFE�UIBU�BOJNBMT�BOE�IVNBOT�EP�CFIBWF�JO�UIF�BCTFODF�
PG�TQFDJGJD�TUJNVMJ�TVDI�BT�B�SBU�XBOEFSJOH�BSPVOE�JO�IJT�4LJOOFS�CPY��)F�BSHVFE�UIBU�
NPTU�IVNBO�CFIBWJPVS�JT�PG�UIJT�LJOE��#FIBWJPVST�UIBU�EP�OPU�IBWF�JEFOUJGJBCMF�TUJNVMJ�BSF�
DBMMFE�PQFSBOUT��0QFSBOU�DPOEJUJPOJOH�UIVT�FYQMBJOT�IPX�OFX�CFIBWJPVST�BSF�FTUBCMJTIFE�

Ivan Petrovich 
Pavlov (1849–1936)

Burrhus Frederic 
Skinner (1904–1990)
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TVDI�BT�QSFTTJOH�UIBU�MFWFS�UP�HFU�GPPE��3FTQPOEFOU�DPOEJUJPOJOH�EPFT�OPU�BMUFS�UIF�BOJNBM�T�
CFIBWJPVS�	UIF�EPH�BMXBZT�EJE�TBMJWBUF�XIFO�JU�UIPVHIU�UIBU�GPPE�XBT�DPNJOH
�POMZ�UIF�
CFIBWJPVS�T�UJNJOH��4LJOOFS�BMTP�EFWFMPQFE�UIF�UFDIOJRVF�PG�shaping�PS�UIF�TFMFDUJWF�SFJO-
GPSDFNFOU�PG�EFTJSFE�CFIBWJPVST��)F�XBT�BCMF�UP�HFU�QJHFPOT�UP�QMBZ�QJOH�QPOH�BOE�UP�XBML�
JO�GJHVSFT�PG�FJHIU�m�EFNPOTUSBUJOH�IPX�TQPOUBOFPVT�CFIBWJPVST�DBO�CF�TIBQFE�CZ�PQFS-
BOU�DPOEJUJPOJOH��:PV�DBO�TFF�B�EFNPOTUSBUJPO�PO�:PV5VCF�CZ�TFBSDIJOH�GPS�A#'�4LJOOFS�
�'PVOEBUJPO�m�1JHFPO�1JOH�1POH�$MJQ��

4LJOOFS�TUVEJFE�OVNFSPVT�WBSJBUJPOT�PO�UIF�PQFSBOU�DPOEJUJPOJOH�UIFNF��0OF�DPODFSOFE�
UIF�PDDBTJPOBM�SFXBSE�PG�EFTJSFE�CFIBWJPVS�SBUIFS�UIBO�EFMJWFSJOH�SFXBSET�JO�B�DPOUJOVPVT�
BOE�SFHVMBS�XBZ��5IJT�JT�DMPTFS�UP�SFBM�MJGF�UIBO�B�MBCPSBUPSZ�FYQFSJNFOU��8IZ�GPS�FYBNQMF�
EP�HBNCMFST�LFFQ�QMBZJOH�XIFO�UIFZ�MPTF�NPTU�PG�UIF�UJNF �8IZ�EP�BOHMFST�DPOUJOVF�UP�GJTI�
XIFO�UIFZ�BSF�DBUDIJOH�OPUIJOH �5IFSF�BSF�NBOZ�TVDI�FYBNQMFT�PG�UIF�QPXFS�PG�intermit-
tent reinforcement.�#FIBWJPVS�DBO�CF�NBJOUBJOFE�XJUIPVU�SFHVMBS�BOE�DPOTJTUFOU�SFJOGPSDF-
NFOU�FWFSZ�UJNF�UIBU�JU�PDDVST�

Shaping the selective 
reinforcement of chosen 
behaviours in a manner 
that progressively 
establishes a desired 
behaviour pattern.

Automating behaviour modification
B.J. Fogg (2009) argues that technology can be used to 
modify people’s behaviour, by ‘automating persuasion’. 
One persuasive technology is the fuel gauge in a Toyota 
Prius. This measures engine efficiency, and encourages 
owners to change their driving behaviour to get more 
miles per gallon. The games that come with the Nintendo 
Wii tell families to ‘get off the couch and start moving’. 
Fogg’s five rules for designing automated persuasion are:

1. Target a simple behaviour. ‘Reduce stress levels’ is a 
complex and ambitious goal; persuading people to 
stop and stretch for 20 seconds when prompted is 
more realistic, anyone can do it, and the success rate 
is measurable.

2. Understand what is preventing the target behaviour. 
The reason always concerns lack of motivation, lack of 
ability or lack of a trigger to perform the behaviour. In 
other words, Behaviour change depends on Motiva-
tion, Ability, and a Trigger:

3. Choose the right technology channel. Email, online 
video, e-commerce websites, social networks, text 
messages – these are simple and direct. Installed soft-
ware and specialist devices can make target behav-
iours simpler and increase ability.

4. Start small and fast. Sophisticated ideas take time to 
design, and users may reject the complexity. Creating 
a simple, focused persuasive experience with a clear 
goal is inexpensive, can be implemented quickly, and 
is easy to change if it doesn’t work.

5. Build on small successes: Getting people to stretch for 
20 seconds is not a sexy project. However, Fogg’s trial 
had a 70 per cent compliance rate, and the prompt 
was expanded to include relaxation techniques – 
again with high compliance.

The trigger, therefore, lies in the technology. Once a 
simple approach is working, it can be expanded. Get peo-
ple to repeat the behaviour routinely, on a fixed sched-
ule. Increase the difficulty of the behaviour. Reach more 
people. Target other simple behaviours. Target less per-
suadable groups. Automating behaviour modification is 
inexpensive, and it works.

Fogg Behavior Model
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triggers

triggers
fail here

Action
Line

ability

succeed here

at the same
moment

hard to do

low
motivation

high
motivation

easy to do

Source: © 2007 BJ Fogg; www.behaviormodel.org. 
For permissions contact BJ Fogg.

intermittent 
reinforcement a 
procedure in which a 
reward is provided only 
occasionally following 
correct responses, and 
not for every correct 
response.
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5IF�QBUUFSO�BOE�UJNJOH�PG�SFXBSET�GPS�EFTJSFE�CFIBWJPVS�JT�LOPXO�BT�UIF�schedule of 
reinforcement��5IF�QPTTJCMF�WBSJBUJPO�JO�TDIFEVMFT�PG�SFJOGPSDFNFOU�JT�MJNJUMFTT�BOE�4LJO-
OFS�JOWFTUJHBUFE�UIF�FGGFDUT�PG�B�OVNCFS�PG�UIFTF�	'FSTUFS�BOE�4LJOOFS�����
��)PXFWFS�
UIFSF�BSF�UXP�NBJO�DMBTTFT�PG�JOUFSNJUUFOU�SFJOGPSDFNFOU�DPODFSOJOH�JOUFSWBM�TDIFEVMFT�BOE�
SBUJP�TDIFEVMFT�XIJDI�BSF�EFTDSJCFE�JO�5BCMF�����	CBTFE�PO�-VUIBOT�BOE�,SFJUOFS�����
�
DPOUSBTUFE�XJUI�DPOUJOVPVT�SFJOGPSDFNFOU�

4LJOOFS�DMBJNFE�UIBU�POF�DPVME�FYQMBJO�UIF�EFWFMPQNFOU�PG�DPNQMFY�QBUUFSOT�PG�CFIBW-
JPVS�XJUI�UIF�UIFPSZ�PG�PQFSBOU�DPOEJUJPOJOH��5IJT�TIPXT�IPX�CFIBWJPVS�JT�TIBQFE�CZ�PVS�
FOWJSPONFOU�CZ�PVS�FYQFSJFODFT�BOE�CZ�UIF�TFMFDUJWF�SFXBSET�BOE�QVOJTINFOUT�UIBU�XF�
SFDFJWF��5IJOLJOH�QSPCMFN�TPMWJOH�BOE�UIF�BDRVJTJUJPO�PG�MBOHVBHF�IF�BSHVFE�BSF�EFQFOE-
FOU�PO�UIFTF�TJNQMF�DPOEJUJPOJOH�QSPDFTTFT��4LJOOFS�SFKFDUFE�UIF�VTF�PG�ANFOUBMJTUJD��DPO-
DFQUT�BOE�AJOOFS�QTZDIJD�GPSDFT��JO�FYQMBOBUJPOT�PG�IVNBO�CFIBWJPVS�CFDBVTF�UIFTF�XFSF�
OPU�PCTFSWBCMF�XFSF�OPU�SFTFBSDIBCMF�BOE�XFSF�UIFSFGPSF�OPU�OFDFTTBSZ�UP�UIF�TDJFODF�PG�
IVNBO�QTZDIPMPHZ��8IZ�VTF�DPNQMJDBUFE�BOE�VOPCTFSWBCMF�DPODFQUT�XIFO�TJNQMF�BOE�
PCTFSWBCMF�QIFOPNFOB�QSPWJEF�BEFRVBUF�FYQMBOBUJPOT 

4LJOOFS�T�JOGMVFOUJBM�XPSL�MFE�UP�UIF�EFWFMPQNFOU�PG�QSPHSBNNFE�MFBSOJOH�B�UFDIOJRVF�
PG�JOTUSVDUJPO�EFTJHOFE�UP�SFJOGPSDF�DPSSFDU�SFTQPOTFT�JO�UIF�MFBSOFS�BOE�UP�MFU�QFPQMF�MFBSO�
BU�UIFJS�PXO�QBDF��5IF�behaviour modification�UFDIOJRVFT�EFTDSJCFE�MBUFS�BSF�BMTP�CBTFE�PO�
IJT�JEFBT��"T�UIF�CFIBWJPVS�PG�B�DPOEJUJPOFE�BOJNBM�JT�DPOTJTUFOU�BOE�QSFEJDUBCMF�UIJT�DBO�
BMTP�CF�VTFE�UP�UFTU�UIF�FGGFDUT�PG�ESVHT�

Schedule of 
reinforcement the 
pattern and frequency of 
rewards contingent on 
the display of desirable 
behaviour.

Stop and think

To what extent should the criteria for effective punishment be used by managers  
when disciplining employees in an organizational context?

Table 5.3: Schedules of reinforcement

Schedule Description Effects on responses Example

Continuous Reinforcement after every  
correct response

Establishes high performance, but can 
lead to satiation� rapid eZtinction when 
reinforcement is withheld

Praise

Fixed ratio Reinforcement after a 
predetermined number of  
correct responses

Tends to generate high rates of desired  
responses

Incentive payments

Variable ratio Reinforcement after a random 
number of correct responses

Can produce a high response rate that is  
resistant to extinction

Commission on sales 

Fixed interval Reinforcement of a 
correct response after a 
predetermined period

Can produce uneven response patterns, 
slow following reinforcement, vigorous 
immediately preceding reinforcement

Weekly payments

Variable interval Reinforcement of a correct 
response after random periods

Can produce a high response rate that is  
resistant to extinction

Prizes

3FJOGPSDJOH�EFTJSFE�CFIBWJPVS�JT�HFOFSBMMZ�NPSF�FGGFDUJWF�UIBO�QVOJTIJOH�VOEFTJSBCMF�
CFIBWJPVS��)PXFWFS�$�$��8BMUFST�BOE�+�&��(SVTFL�	����
�GSPN�B�SFWJFX�PG�SFTFBSDI�TVH-
HFTUFE�UIBU�QVOJTINFOU�DBO�CF�FGGFDUJWF�JG�JU�NFFUT�UIF�GPMMPXJOH�DPOEJUJPOT�

r� UIF�QVOJTINFOU�TIPVME�CF�RVJDL�BOE�TIPSU�

r� JU�TIPVME�CF�BENJOJTUFSFE�JNNFEJBUFMZ�BGUFS�UIF�VOEFTJSBCMF�CFIBWJPVS�

r� JU�TIPVME�CF�MJNJUFE�JO�JUT�JOUFOTJUZ�

r� JU�TIPVME�CF�TQFDJGJDBMMZ�SFMBUFE�UP�CFIBWJPVS�BOE�OPU�UP�DIBSBDUFS�USBJUT�

r� JU�TIPVME�CF�SFTUSJDUFE�UP�UIF�DPOUFYU�JO�XIJDI�UIF�VOEFTJSBCMF�CFIBWJPVS�PDDVST�

r� JU�TIPVME�OPU�TFOE�ANJYFE�NFTTBHFT��BCPVU�XIBU�JT�BDDFQUBCMF�CFIBWJPVS�

r� QFOBMUJFT�TIPVME�UBLF�UIF�GPSN�PG�XJUIESBXBM�PG�SFXBSET�OPU�QIZTJDBM�QBJO�
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8IZ�TIPVME�XF�MPPL�POMZ�BU�PCTFSWBCMF�TUJNVMJ�BOE�SFTQPOTFT�JO�UIF�TUVEZ�PG�QTZDIPMPHZ �
*T�JU�OPU�QPTTJCMF�UP�TUVEZ�UIF�JOUFSOBM�XPSLJOHT�PG�UIF�NJOE�JO�JOEJSFDU�XBZT�CZ�JOGFSFODF �
#FIBWJPVSJTN�TFFNT�UP�CF�VOOFDFTTBSJMZ�SFTUSJDUJWF�FYDMVEJOH�UIPTF�DIBSBDUFSJTUJDT�UIBU�
NBLF�VT�JOUFSFTUJOH�EJGGFSFOU�BOE�BCPWF�BMM�IVNBO�

)PX�EP�XF�TFMFDU�GSPN�BMM�UIF�TUJNVMJ�UIBU�CPNCBSE�PVS�TFOTFT�UIPTF�UP�XIJDI�XF�BSF�
HPJOH�UP�SFTQPOE �8IZ�BSF�TPNF�PVUDPNFT�TFFO�BT�SFXBSEJOH�BOE�PUIFST�BT�QVOJTINFOUT �
5IJT�NBZ�BQQFBS�PCWJPVT�XIFSF�UIF�SFXBSE�JT�TVSWJWBM�PS�GPPE�BOE�UIF�QVOJTINFOU�JT�QBJO�
PS�EFBUI��)PXFWFS�XJUI�JOUSJOTJD�PS�TZNCPMJD�SFXBSET�UIJT�JT�OPU�BMXBZT�DMFBS��5P�BOTXFS�
UIFTF�RVFTUJPOT�XF�IBWF�UP�DPOTJEFS�TUBUFT�PG�NJOE�DPODFSOJOH�QFSDFQUJPO�BOE�NPUJWBUJPO�

5IF�SFXBSET�BOE�QVOJTINFOUT�UIBU�CFIBWJPVSJTUT�DBMM�SFJOGPSDFNFOU�XPSL�JO�NPSF�DPN-
QMFY�XBZT�UIBO�DPOEJUJPOJOH�UIFPSJFT�TVHHFTU��3FJOGPSDFNFOU�JT�BMXBZT�LOPXMFEHF�PS�
feedback�	EFGJOFE�FBSMJFS
�BCPVU�UIF�TVDDFTT�PG�QBTU�CFIBWJPVST��'FFECBDL�JT�JOGPSNBUJPO�
UIBU�DBO�CF�VTFE�UP�NPEJGZ�PS�NBJOUBJO�QSFWJPVT�CFIBWJPVST��5IJT�JOGPSNBUJPO�IBT�UP�CF�
QFSDFJWFE�JOUFSQSFUFE�HJWFO�NFBOJOH�BOE�VTFE�JO�EFDJTJPOT�BCPVU�GVUVSF�CFIBWJPVST��5IF�
GFFECBDL�IBT�UP�CF�QSPDFTTFE��5IJT�JT�XIZ�DPHOJUJWF�MFBSOJOH�UIFPSJFT�BSF�DBMMFE�JOGPSNBUJPO�
QSPDFTTJOH�UIFPSJFT�

5IJT�BQQSPBDI�ESBXT�DPODFQUT�GSPN�UIF�GJFME�PG�DZCFSOFUJDT�XIJDI�XBT�FTUBCMJTIFE�CZ�
UIF�"NFSJDBO�NBUIFNBUJDJBO�/PSCFSU�8JFOFS�	����
��)F�EFGJOFE�DZCFSOFUJDT�BT�AUIF�TDJFODF�
PG�DPNNVOJDBUJPO�JO�UIF�BOJNBM�BOE�JO�UIF�NBDIJOF���0OF�DFOUSBM�JEFB�PG�DZCFSOFUJDT�JT�
UIF�OPUJPO�PG�UIF�DPOUSPM�PG�TZTUFN�QFSGPSNBODF�UISPVHI�GFFECBDL��*OGPSNBUJPO�QSPDFTTJOH�
UIFPSJFT�PG�MFBSOJOH�BSF�CBTFE�PO�XIBU�JT�DBMMFE�UIF�cybernetic analogy�

5IF�FMFNFOUT�PG�B�DZCFSOFUJD�GFFECBDL�DPOUSPM�TZTUFN�BSF�PVUMJOFE�JO�'JHVSF�����

Cybernetic analogy 
an explanation of the 
learning process based 
on the components and 
operation of a feedback 
control system.

standard

measurement output

feedback

input comparator effector

Figure 5.2: Elements of cybernetic feedback control

Feedback – or feedforward
The aims of appraisal interviews are to give employees 
feedback on past performance, and provide guidance 
to help them to improve in future. However, there are 
problems with this approach. It is often seen as an annual 
ritual in which the main purpose is to complete the 
paperwork as quickly as possible. If the feedback is nega-
tive, focusing on mistakes, shortfalls and weaknesses, this 
can trigger a defensive response, and reduce the motiva-
tion to change behaviour. Job satisfaction and organiza-
tional commitment are also damaged where employees 

feel that the feedback is biased, unfair, inaccurate or 
politically motivated.

Marie-Hélène Budworth et al. (2015) suggest an 
alternative: the feedforward interview. A traditional 
appraisal focuses on what went wrong and what the 
employee has to do in order to improve. A feedforward 
interview explores what has been positive in the employ-
ee’s experience, focusing on strengths and successes. The 
appraiser does not have to act as judge or critic, and pro-
vides no negative feedback in this process

Feedforward 
interview a method 
for improving employee 
performance by focusing 
on recent success and 
attempting to create the 
same conditions  
in the future.

Norbert Wiener 
(1894–1964)
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$POTJEFS�B�EPNFTUJD�IFBUJOH�DPOUSPM�TZTUFN��5IF�UFNQFSBUVSF�TUBOEBSE�JT�TFU�PO�B�UIFS-
NPTUBU�BOE�B�IFBUFS�	FGGFDUPS
�TUBSUT�UP�XBSN�VQ�UIF�SPPN��5IF�PVUQVU�PG�UIF�TZTUFN�JT�
IFBUFE�BJS��$IBOHFT�JO�UFNQFSBUVSF�BSF�NFBTVSFE�CZ�B�UIFSNPNFUFS��5IF�UFNQFSBUVSF�PG�
UIF�SPPN�JT�DPOUJOVBMMZ�DPNQBSFE�XJUI�UIF�TUBOEBSE��8IFO�UIF�SPPN�SFBDIFT�UIF�SFRVJSFE�
UFNQFSBUVSF�UIF�FGGFDUPS�JT�TXJUDIFE�PGG�BOE�XIFO�UIF�SPPN�DPPMT�JU�JT�TXJUDIFE�PO�BHBJO�

5IF�DZCFSOFUJD�BOBMPHZ�TBZT�UIBU�UIJT�DPOUSPM�MPPQ�JT�B�NPEFM�PG�XIBU�HPFT�PO�JO�UIF�
NJOE��'PS�TUBOEBSE�SFBE�NPUJWF�QVSQPTF�JOUFOU�PS�HPBMT��5IF�PVUQVU�JT�CFIBWJPVS��0VS�
TFOTFT�BSF�NFBTVSJOH�EFWJDFT��0VS�QFSDFQUJPO�JT�UIF�DPNQBSBUPS�XIJDI�PSHBOJ[FT�BOE�
JNQPTFT�NFBOJOH�PO�UIF�TFOTPSZ�EBUB�XIJDI�DPOUSPM�CFIBWJPVS�JO�QVSTVJU�PG�PVS�HPBMT��8F�
FBDI�IBWF�BO�JOUFSOBM�SFQSFTFOUBUJPO�PS�ATDIFNB��PG�PVSTFMWFT�BOE�PVS�FOWJSPONFOU��5IJT�
JOUFSOBM�SFQSFTFOUBUJPO�JT�VTFE�JO�B�QVSQPTJWF�XBZ�UP�EFUFSNJOF�PVS�CFIBWJPVS�BOE�JT�BMTP�
LOPXO�BT�UIF�JOEJWJEVBM�T�perceptual world�	TFF�$IBQUFS��
�

8F�NBLF�QMBOT�UP�BDIJFWF�PVS�HPBMT��5IFTF�QMBOT�BSF�TFUT�PG�NFOUBM�JOTUSVDUJPOT�GPS�HVJE-
JOH�UIF�SFRVJSFE�CFIBWJPVS��8JUIJO�UIF�NBTUFS�QMBO�	HFU�BO�FEVDBUJPOBM�RVBMJGJDBUJPO
�UIFSF�
BSF�MJLFMZ�UP�CF�B�OVNCFS�PG�TVC�QMBOT�	TVCNJU�FTTBZT�PO�UJNF��QBTT�FYBNJOBUJPOT��NBLF�
OFX�GSJFOET
��5IF�PSHBOJ[BUJPO�PG�PVS�CFIBWJPVS�JT�IJFSBSDIJDBM�m�B�DPODFQU�XIJDI�JT�BMTP�
TFFO�JO�DPNQVUFS�QSPHSBNT�XIFSF�SPVUJOFT�BOE�TVCSPVUJOFT�BSF�AOFTUFE��XJUIJO�FBDI�PUIFS�

8F�DBO�BMTP�VTF�JOGPSNBUJPO�PO�IPX�XF�BSF�EPJOH�m�GFFECBDL�m�UP�VQEBUF�PVS�JOUFSOBM�
SFQSFTFOUBUJPO�BOE�UP�SFGJOF�BOE�BEBQU�PVS�QMBOT��'FFECBDL�DBO�FJUIFS�CF�TFMG�HFOFSBUFE�PS�
DPNF�GSPN�BO�FYUFSOBM�TPVSDF��JU�DBO�CF�FJUIFS�intrinsic�PS�extrinsic�

*OEFQFOEFOU�PG�UIF�TPVSDF�BOE�OBUVSF�PG�UIF�GFFECBDL�UJNJOH�JT�BMTP�JNQPSUBOU��'FFE-
CBDL�DBO�BSSJWF�EVSJOH�PS�BGUFS�UIF�CFIBWJPVS�UIBU�XF�BSF�MFBSOJOH��JU�DBO�CF�FJUIFS�concur-
rent�PS�delayed�

*OUSJOTJD�GFFECBDL�JT�JOWBSJBCMZ�DPODVSSFOU��8IFO�ZPV�UISPX�SJOHT�PWFS�QFHT�BU�UIF�GBJS�UP�
XJO�B�TPGU�UPZ�UIF�JOUSJOTJD�DPODVSSFOU�WJTVBM�GFFECBDL�NFBOT�UIBU�ZPV�LOPX�JNNFEJBUFMZ�
IPX�XFMM�	PS�IPX�CBEMZ
�ZPV�BSF�QFSGPSNJOH��4PNF�FYUSJOTJD�GFFECBDL�JT�BMTP�DPODVSSFOU�m�
GSPN�B�ESJWJOH�JOTUSVDUPS�GPS�FYBNQMF��)PXFWFS�GPS�ZPVS�OFYU�DPVSTF�BTTJHONFOU�GFFECBDL�
GSPN�ZPVS�MFDUVSFS�JT�HPJOH�UP�CF�EFMBZFE��*OTUSVDUPST�DBOOPU�QSPWJEF�DPODVSSFOU�GFFECBDL�PO�
ZPVS�FTTBZ�PS�QSPKFDU�CVU�UIF�MPOHFS�UIF�EFMBZ�UIF�MFTT�FGGFDUJWF�UIF�GFFECBDL�JT�MJLFMZ�UP�CF�

'FFECBDL�SFXBSET�BOE�QVOJTINFOUT�BOE�LOPXMFEHF�PG�SFTVMUT�IBWF�B�motivating�FGGFDU�
PO�CFIBWJPVS�BT�XFMM�BT�B�SFJOGPSDJOH�FGGFDU��0QQPSUVOJUJFT�UP�MFBSO�OFX�TLJMMT�BOE�LOPXM-
FEHF�UP�VOEFSTUBOE�NPSF�BOE�UP�EFWFMPQ�NPSF�FGGFDUJWF�XBZT�PG�DPQJOH�XJUI�PVS�FOWJSPO-
NFOU�DBO�CF�JOUSJOTJDBMMZ�NPUJWBUJOH��5IF�"NFSJDBO�QTZDIPMPHJTU�3PCFSU�8��8IJUF�	����
�
TVHHFTUT�UIBU�XF�IBWF�B�NPUJWF�UP�EFWFMPQ�ADPNQFUFODF��XIJDI�HJWFT�VT�TBUJTGBDUJPO��"T�
PVS�EJTDVTTJPO�PG�UIF�learning organization�TIPXT�UIF�AVSHF�UPXBSET�EJTDPWFSZ��BOE�UIF�

A feedforward interview begins by asking the 
employee to describe occasions when their performance 
was successful. The interviewer then explores situations 
where the individual and the organization both benefit. 
The employee is then asked to identify the difference 
between their goals and the current state. This leads 
finally to the employee setting goals to reduce this dis-
crepancy. As employees identify their own performance 
goals, and what they have to do to achieve them, the 
motivation to change is higher that it would be if those 
goals and behaviour changes were imposed.

Budworth et al. (2015) describe how the sales and 
customer service unit in a business equipment organiza-
tion compared the effects of traditional appraisals with 
feedforward interviews. All 25 managers were randomly 
assigned to a traditional or a feedforward approach. 

Those who were to use feedforward were trained in 
the method, but employees were not aware of this. 
About half of the employees (70) were given a feed-
forward interview, and the other 75 had a traditional 
appraisal. After the appraisals, employee performance 
was assessed using a behavioural observation scale, 
with items such as ‘this individual completes projects 
before deadlines’ and ‘this person actively finds ways 
to improve this business’. The feedforward interview 
not only improved performance more than traditional 
appraisals, but that improvement was lasting. Citing a 
survey of 5,000 employees which found that less than 
one-third felt that a traditional appraisal helped them 
to improve performance, Budworth et al. (2015) con-
clude that feedforward could be more effective than 
feedback.

intrinsic feedback 
information which 
comes from within, from 
the muscles, joints, skin 
and other mechanisms 
such as that which 
controls balance.

Extrinsic feedback 
information which 
comes from our 
environment, such as 
the visual and aural 
information needed  
to drive a car.

Concurrent feedback 
information which 
arrives during our 
behaviour and which 
can be used to control 
behaviour as it unfolds.

delayed feedback 
information which is 
received after a task is 
completed, and which 
can be used to influence 
future performance.
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Behaviourism in practice
#FIBWJPVSJTN�MFE�UP�UIF�EFWFMPQNFOU�PG�behaviour modification�UFDIOJRVFT�GJSTU�VTFE�UP�
USFBU�NFOUBM�BOE�MFBSOJOH�EJTPSEFST�BOE�QIPCJBT�BOE�GPS�QTZDIJBUSJD�SFIBCJMJUBUJPO�BOE�BDDJ-
EFOU�BOE�USBVNB�SFDPWFSZ��5IFTF�NFUIPET�BSF�OPX�VTFE�JO�NBOZ�PSHBOJ[BUJPOBM�TFUUJOHT�

"T�EFWFMPQFE�CZ�'SFE�-VUIBOT�	-VUIBOT�BOE�,SFJUOFS�������-VUIBOT�FU�BM������
�
�PSHBOJ[BUJPOBM�CFIBWJPVS�NPEJGJDBUJPO�PS�0#.PE�IBT�GJWF�TUFQT�

��� Identify�UIF�DSJUJDBM�PCTFSWBCMF�BOE�NFBTVSBCMF�CFIBWJPVST�UP�CF�FODPVSBHFE�

���Measure�UIF�DVSSFOU�GSFRVFODZ�PG�UIPTF�CFIBWJPVST�UP�QSPWJEF�B�CBTFMJOF�BHBJOTU�XIJDI�
UP�NFBTVSF�JNQSPWFNFOU�

���Establish� UIF�USJHHFST�PS�BOUFDFEFOUT�GPS�UIPTF�CFIBWJPVST�BOE�BMTP�FTUBCMJTI�UIF�
�DPOTFRVFODFT�m�QPTJUJWF�OFVUSBM�BOE�OFHBUJWF�m�UIBU�GPMMPX�GSPN�UIPTF�CFIBWJPVST�

���Develop�B�TUSBUFHZ�UP�TUSFOHUIFO�EFTJSFE�CFIBWJPVST�BOE�XFBLFO�EZTGVODUJPOBM�CFIBW-
JPVST�UISPVHI�QPTJUJWF�SFJOGPSDFNFOU�	NPOFZ�SFDPHOJUJPO
�BOE�GFFECBDL��QVOJTINFOU�
NBZ�CF�OFDFTTBSZ�JO�TPNF�DBTFT�GPS�FYBNQMF�UP�JOIJCJU�VOTBGF�CFIBWJPVS�

���Evaluate�TZTUFNBUJDBMMZ�UIF�FGGFDUJWFOFTT�PG�UIF�BQQSPBDI�JO�DIBOHJOH�CFIBWJPVS�BOE�
JNQSPWJOH�QFSGPSNBODF�DPNQBSFE�XJUI�UIF�PSJHJOBM�CBTFMJOF�NFBTVSFNFOU�

#FIBWJPVS�NPEJGJDBUJPO�JT�BUUSBDUJWF�UP�NBOBHFST�XIP�DBO�NBOJQVMBUF�UIF�SFJOGPSDFNFOU�
PG�FNQMPZFF�CFIBWJPVST��5IF�NFUIPE�GPDVTFT�PO�CFIBWJPVS�SBUIFS�UIBO�PO�JOUFSOBM�NFOUBM�
TUBUFT�BOE�QSPDFTTFT��%FTJSBCMF�CFIBWJPVST�JODMVEF�TQFBLJOH�QPMJUFMZ�UP�DVTUPNFST�BUUFOEJOH�
USBJOJOH�IFMQJOH�DPMMFBHVFT�PS�JO�B�IPTQJUBM�XBTIJOH�IBOET�UP�SFEVDF�JOGFDUJPOT��6OEFTJS-
BCMF�CFIBWJPVST�JODMVEF�MBUFOFTT�NBLJOH�QPPS�RVBMJUZ�JUFNT�BOE�CFJOH�SVEF�UP�DVTUPNFST��
0#.PE�VTFT�SFJOGPSDFNFOU�UP�FMJNJOBUF�VOEFTJSFE�CFIBWJPVS�BOE�FODPVSBHF�EFTJSFE�CFIBW-
JPVS��4VQQPTF�B�NBOBHFS�XBOUT�XPSL�BTTJHONFOUT�DPNQMFUFE�PO�UJNF�XJUI�GFX�TVCNJUUFE�
CFZPOE�UIF�EFBEMJOF��5IF�0#.PE�PQUJPOT�BSF�TVNNBSJ[FE�JO�5BCMF�����

Behaviour 
modification 
a technique for 
encouraging desired 
behaviours and 
discouraging unwanted 
behaviours using 
operant conditioning.

Table 5.4: Behaviour modification options

Procedure Operationalization Behavioural effect

Positive 
reinforcement

Manager praises employee each time work is 
completed on schedule

Increases desired work behaviour

Negative 
reinforcement

Unpaid overtime continues to be mandatory until 
work is completed on schedule, then overtime  
is rewarded

Increases desired work behaviour

Punishment Manager asks employee to stay late when work is 
not handed in on time

Eliminates or decreases undesired behaviour

Extinction Manager ignores the employee when work is 
handed in late

Eliminates or decreases undesired behaviour

Stop and think

From your own experience, identify an example of each of the four varieties of 
feedback. What changes in that feedback would be required for you to be able to 
improve your performance (on this course, at sport, whatever)?

AXJMM�UP�VOEFSTUBOE��IBWF�USJHHFSFE�B�TFBSDI�GPS�OPWFM�PSHBOJ[BUJPOBM�GPSNT�JO�XIJDI�JOEJ-
WJEVBM�BOE�PSHBOJ[BUJPOBM�MFBSOJOH�BSF�FODPVSBHFE�

M05_BUCH2881_09_SE_C05.indd   158 07/26/16   8:35 PM



 Behaviourism in practice 159

'SFE�-VUIBOT�BOE�DPMMFBHVFT�	����
�EFTDSJCF�IPX�0#.PE�JNQSPWFE�QSPEVDUJWJUZ�JO�
B�3VTTJBO�UFYUJMF�NJMM��'PS�QFSGPSNBODF�JNQSPWFNFOUT�XPSLFST�XFSF�HJWFO�FYUSJOTJD�
SFXBSET�JODMVEJOH�"NFSJDBO�QSPEVDUT�TVDI�BT�BEVMUT��BOE�DIJMESFO�T�DMPUIJOH�BOE�GPPE�
UIBU�XBT�EJGGJDVMU�UP�HFU�JO�3VTTJB��5IFZ�XFSF�BMTP�HJWFO�ATPDJBM�SFXBSET��	BUUFOUJPO�SFD-
PHOJUJPO�GFFECBDL
�GPS�TQFDJGJD�BDUJPOT�TVDI�BT�DIFDLJOH�MPPNT�VOEFSUBLJOH�SFQBJST�
NPOJUPSJOH�GBCSJD�RVBMJUZ�BOE�IFMQJOH�PUIFST��5IJT�BQQSPBDI�XBT�XFMDPNF�BOE�MFE�UP�
TJHOJGJDBOU�JODSFBTFT�JO�QFSGPSNBODF�	-VUIBOT�FU�BM�������Q����
��"TLJOH�UIF�XPSLFST�
GPS�JEFBT�PO�IPX�JNQSPWF�QFSGPSNBODF�HPU�OP�SFTQPOTF��UIF�DVMUVSF�BOE�QPMJUJDBM�DMJNBUF�
QSFWFOUFE�UIFN�GSPN�NBLJOH�TVHHFTUJPOT�XIJDI�XPVME�DSJUJDJ[F�NFUIPET�BOE�DPMMFBHVFT��
-VUIBOT�DPODMVEFT�UIBU�0#.PE�AGJUT��&BTUFSO�&VSPQFBO�PSHBOJ[BUJPOBM�DVMUVSFT�XIFSF�JU�
IBT�XJEF�BQQMJDBCJMJUZ�

OBMod, MRSA and ICUs
Adverse events cost the UK health service £2 billion a 
year, and hospital-acquired infections cost a further 
�� billion. *uman error seems to be the main cause� but 
research shows that organizational culture and manage-
ment systems can encourage undesirable behaviour. 
Could behaviour modification techniques be used to 
improve patient safety?

Dominic Cooper et al. (2005) describe a hospital 
OBMod programme designed to reduce infections, such 
as MRSA (methicillin-resistant staphylococcus aureus). 
The usual methods include screening, isolation, cleaning, 
monitoring, training, awareness-raising and improved pol-
icies and protocols, but that wasn’t enough to solve the 
problem. Two intensive care units (ICUs) were involved, 
employing 140 doctors, nurses, healthcare assistants and 
administrative staff. The units had many visitors, includ-
ing physicians, other hospital staff, family members and 
friends. The programme focused on two behaviours. The 
first was hand-washing, to reduce the spread of infection; 
research shows that doctors wash their hands on less than 
10 per cent of appropriate occasions. The second con-
cerned the accuracy and completeness of nursing docu-
ments which record patients’ conditions.

Staff were briefed on the aims and conduct of the 
programme, to engage them in problem solving and in 

generating ideas (such as installing a sink at the entrance 
where visitors could wash). Staff were asked to identify 
their main concerns, and what they saw as the most 
common undesired behaviours. A project coordinator 
and eight observers were trained in behaviour modifica-
tion methods; how to observe, how to give feedback, 
how to set improvement goals. A checklist of 36 desired 
behaviours was developed, so that observers could record 
compliance, which they did by standing at the central 
nursing station for 20 minutes at a randomly chosen time 
each day. Observation data were analysed weekly, posted 
on a feedback chart, and discussed in group feedback 
meetings.

The results showed significant changes in behaviour 
which along with other methods reduced MRSA infec-
tions by 70 per cent. With fewer MRSA patients, there 
was extra ICU capacity, reduced laboratory costs, less 
overtime and temporary staff costs, and reduced costs 
of complaints. These outcomes were attributed to moti-
vation to provide quality care (goals), and to the weekly 
performance data (feedback) which let staff know that 
they were doing a good job. Apart from the time that 
staff spent training, observing and in meetings, the pro-
gramme costs came to only a few hundred pounds for 
clerical materials and cleaning items.

0#.PE�IBT�UIF�GPMMPXJOH�DIBSBDUFSJTUJDT�

r� *U�BQQMJFT�UP�DMFBSMZ�JEFOUJGJBCMF�BOE�PCTFSWBCMF�CFIBWJPVST�TVDI�BT�UJNFLFFQJOH�BCTFO-
UFFJTN�DBSSZJOH�PVU�DIFDLT�BOE�SFQBJST�BOE�UIF�VTF�PG�QBSUJDVMBS�XPSL�NFUIPET�

r� 3FXBSET�BSF�DPOUJOHFOU�PO�UIF�QFSGPSNBODF�PG�UIF�EFTJSBCMF�CFIBWJPVST�

r� 1PTJUJWF�SFJOGPSDFNFOU�DBO�UBLF�B�OVNCFS�PG�GPSNT�GSPN�UIF�QSBJTF�PG�B�TVQFSJPS�UP�DBTI�
QSJ[FT�UP�GPPE�UP�DMPUIJOH�

r� #FIBWJPVS�DIBOHF�BOE�QFSGPSNBODF�JNQSPWFNFOUT�DBO�CF�ESBNBUJD�

r� 5IF�EFTJSFE�NPEJGJDBUJPO�JO�CFIBWJPVS�NBZ�POMZ�CF�TVTUBJOFE�JG�QPTJUJWF�SFJOGPSDFNFOU�JT�
DPOUJOVFE�	BMUIPVHI�UIJT�NBZ�CF�JOUFSNJUUFOU
�
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Cognitive perspectives in practice
8IFO�QFPQMF�KPJO�BO�PSHBOJ[BUJPO�UIFZ�HJWF�VQ�TPNF�QFSTPOBM�GSFFEPN��5IBU�JT�QBSU�PG�UIF�
QSJDF�PG�NFNCFSTIJQ��&NQMPZFFT�UIVT�BDDFQU�UIBU�BO�PSHBOJ[BUJPO�DBO�NBLF�EFNBOET�PO�
UIFJS�UJNF�BOE�FGGPSU�BT�MPOH�BT�UIFTF�EFNBOET�BSF�TFFO�UP�CF�MFHJUJNBUF��0UIFS�NFNCFST�PG�
UIF�PSHBOJ[BUJPO�IBWF�UP�UFBDI�OFX�SFDSVJUT�XIBU�JT�FYQFDUFE�PG�UIFN��5IF�QSPDFTT�UISPVHI�
XIJDI�SFDSVJUT�BSF�ATIPXO�UIF�SPQFT��JT�DBMMFE�socialization��$PHOJUJWF�QTZDIPMPHJTUT�SFHBSE�
CFIBWJPVS�NPEJGJDBUJPO�BT�TJNQMJTUJD�BOE�UVSO�UP�NPSF�DPNQMFY�TPDJBM�FYQMBOBUJPOT�BOE�
NFUIPET�GPS�PSHBOJ[BUJPOBM�CFIBWJPVS�DIBOHF�

5IJT�QFSTQFDUJWF�ESBXT�PO�TPDJBM�MFBSOJOH�UIFPSZ�XIJDI�JT�CBTFE�PO�BTTVNQUJPOT�BCPVU�
IVNBO�QTZDIPMPHZ�EJGGFSFOU�GSPN�UIPTF�CFIJOE�0#.PE�UFDIOJRVFT��0OF�PG�UIF�NPTU�JOGMVFO-
UJBM�BEWPDBUFT�PG�TPDJBM�MFBSOJOH�UIFPSZ�IBT�CFFO�"MCFSU�#BOEVSB�	���������
�XIP�TIPXFE�
UIBU�XF�MFBSO�OFX�CFIBWJPVST�CZ�PCTFSWJOH�BOE�DPQZJOH�PUIFST�UISPVHI�behavioural mod-
elling��8F�DPQZ�UIF�CFIBWJPVS�PG�PUIFST�BOE�XF�EP�OPU�OFFE�SFXBSET�PS�QVOJTINFOUT�UP�
FODPVSBHF�VT�UP�EP�UIJT��)PXFWFS�JG�UIF�CFIBWJPVST�UIBU�XF�DPQZ�BSF�TVDDFTTGVM�	SFXBSEFE�
PS�SFJOGPSDFE�CZ�QPTJUJWF�SFTVMUT
�UIFO�XF�BSF�NPSF�MJLFMZ�UP�DPOUJOVF�UP�BDU�JO�UIBU�XBZ��
0VS�DBQBCJMJUJFT�GPS�SFGMFDUJPO�BOE�TFMG�EFUFSNJOBUJPO�BSF�DFOUSBM�JO�UIJT�QFSTQFDUJWF��8F�DPO-
TUSVDU�UISPVHI�PCTFSWBUJPO�BOE�FYQFSJFODF�JOUFSOBM�NPEFMT�PG�PVS�FOWJSPONFOU�BOE�QMBO�
DPVSTFT�PG�BDUJPO�BDDPSEJOHMZ��5IF�XBZT�JO�XIJDI�XF�NPEFM�PVSTFMWFT�PO�PUIFST�JT�QBSUJDV-
MBSMZ�BQQBSFOU�JO�DIJMESFO�BOE�XF�DPOUJOVF�UP�DPQZ�PS�JNJUBUF�PUIFST�BT�BEVMUT�

#BOEVSB�T�BSHVNFOU�UIBU�XF�MFBSO�UISPVHI�TPDJBM�FYQFSJFODF�UISPVHI�PCTFSWBUJPO�BOE�
NPEFMMJOH�EPFT�OPU�EFOZ�UIF�JNQPSUBODF�PG�SFJOGPSDFNFOU��#FIBWJPVSBM�NPEFMMJOH�JOWPMWFT�
UIF�GPVS�QSPDFTTFT�PG�BUUFOUJPO�SFUFOUJPO�QSPEVDUJPO�BOE�SFJOGPSDFNFOU�PVUMJOFE�JO�
�'JHVSFã�����4VQQPTF�XF�DIPPTF�UP�CBTF�TPNF�PG�PVS�CFIBWJPVST�	IPX�UP�IBOEMF�B�KPC�JOUFS-
WJFX�IPX�UP�NBLF�OFX�GSJFOET
�CZ�NPEFMMJOH�PVSTFMWFT�PO�TPNFPOF�XIP�JT�TVDDFTTGVM�JO�
UIPTF�BSFBT��4VQQPTF�UIBU�PVS�OFX�BQQSPBDI�EPFT�OPU�MFBE�UP�UIF�EFTJSFE�SFTVMUT��XF�EPO�U�
HFU�UIF�KPC�XF�GBJM�UP�FTUBCMJTI�SFMBUJPOTIJQT��8JUIPVU�SFJOGPSDFNFOU�XF�BCBOEPO�UIPTF�
OFX�CFIBWJPVST�BOE�MPPL�GPS�PUIFS�NPEFMT��*G�PVS�OFX�NFUIPET�BSF�TVDDFTTGVM�IPXFWFS�XF�
XJMM�VTF�UIFN�BHBJO�

Socialization the 
process through which 
individual behaviours, 
values, attitudes and 
motives are influenced 
to conform with those 
seen as desirable 
in a given social or 
organizational setting.

Behavioural 
modelling learning 
how to act by observing 
and copying the 
behaviour of others.

Stop and think

How do you feel about being given food, t-shirts and praise for working harder?

Do you regard this approach as practical, or as demeaning – and why?

attention
processes

retention
processes

production
processes

reinforcement

learner focuses
on the key

behaviour of
the person

being modelled

learner must
recall the role

model’s
behaviour

when they are
not present

learner must
be able to

reproduce the
behaviour

learner must see
their model

receiving
reinforcement
for behaviour,
then receive it

themselves

Figure 5.3: The behavioural modelling process

Source: based on Weiss (1990).

8IFO�XF�HFU�B�OFX�KPC�XF�IBWF�UP�MFBSO�IPX�UP�AGJU�JO��BOE�UIJT�NFBOT�GPMMPXJOH�
UIF�OPSNT�BOE�SVMFT�UIBU�BSF�DPOTJEFSFE�UP�CF�BQQSPQSJBUF�JO�UIF�PSHBOJ[BUJPO�BOE�XPSL�
HSPVQ��'SPN�IFS�TUVEZ�PG�GJOBODJBM�BOBMZTUT�BOE�DPOTVMUBOUT�)FSNJOJB�*CBSSB�	������
*CBSSB�BOE�#BSCVMFTDV�����
�TIPXT�IPX�XF�BEBQU�UP�OFX�SPMFT�CZ�FYQFSJNFOUJOH�XJUI��

Albert Bandura 
(b.1925)
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provisional selves�XIJDI�BSF�CBTFE�PO�UIF�SPMF�NPEFMT�UIBU�XF�TFF�BSPVOE�VT��5IJT�QSP-
DFTT�TIF�GPVOE�IBT�UISFF�TUBHFT�

Observing: XF�XBUDI�PUIFS�QFPQMF�UP�TFF�IPX�UIFZ�CFIBWF�BOE�SFTQPOE�

Experimenting: XF�USZ�PVU�TPNF�PG�UIPTF�CFIBWJPVST�UP�TFF�IPX�UIFZ�XPSL�GPS�VT�

Evaluating:� �XF�VTF�PVS�PXO�BTTFTTNFOU�BOE�GFFECBDL�GSPN�PUIFST�UP�EFDJEF�XIJDI�
CFIBWJPVST�UP�LFFQ�BOE�XIJDI�UP�EJTDBSE�

0VS�PCTFSWBUJPOT�PG�SPMF�NPEFMT�JO�B�OFX�TFUUJOH�DBO�DPWFS�B�SBOHF�PG�JTTVFT��QIZTJDBM�
BQQFBSBODF�QFSTPOBM�TUZMF�XBZT�PG�JOUFSBDUJOH�EJTQMBZT�PG�TLJMM��5IJT�EPFT�OPU�NFBO�UIBU�
XF�KVTU�DPQZ�PUIFST��8F�DIPPTF�UIF�CFIBWJPVST�UIBU�XF�GFFM�BSF�DSFEJCMF�BOE�UIBU�BSF�
�DPOTJTUFOU�XJUI�IPX�XF�TFF�PVSTFMWFT�BOE�BMTP�DPOTJTUFOU�XJUI�IPX�XF�XBOU�PUIFST�UP�TFF�
VT�m�BT�DPNQFUFOU�DSFBUJWF�FOUIVTJBTUJD�USVTUXPSUIZ��8F�EP�UIJT�CZ�FYQFSJNFOUJOH�LFFQ-
JOH�UIPTF�BDUJPOT�UIBU�XF�MJLF�BOE�EJTDBSEJOH�UIPTF�UIBU�EP�OPU�XPSL�PS�XIJDI�BSF�JODPO-
TJTUFOU�XJUI�PVS�TFMG�JNBHF��$PNNFOUT�GSPN�*CBSSB�T�	����
�JOUFSWJFXFFT�JMMVTUSBUF�UIJT�

5IFSF�BSF�B�HPPE�IBMG�EP[FO�UP�B�EP[FO�TFOJPS�QFPQMF�*�E�WJFX�BT�NFOUPST��*�UIJOL�VQ�
VOUJM�EJSFDUPS�ZPV�SF�CVJMEJOH�ZPVS�TLJMMT�ZPV�SF�USZJOH�PO�EJGGFSFOU�TUZMFT�MJLF�EJGGFSFOU�
DMPUIFT�BMNPTU��:PV�USZ�BOE�GJHVSF�PVU�XIBU�TUZMFT�GJU�ZPVS�QFSTPOBMJUZ�BOE�GJU�XIBU�ZPV�SF�
HPPE�BU��"OE�UIFO�UIBU�T�IPX�ZPV�TIPVME�USZ�UP�HP�BGUFS�CVTJOFTT��	Q����


*�WF�CFFO�PVU�XJUI�9�BOE�XBUDIFE�IJN�JO�BDUJPO��)F�T�WFSZ�BHHSFTTJWF�JO�OFX�CVTJOFTT�m�
POF�PG�UIF�CFTU�JO�UIF�GJSN��)F�IBT�B�WFSZ�DIBSJTNBUJD�QFSTPOBMJUZ�XIJDI�JT�TPNFUIJOH�
ZPV�DBO�U�UFBDI��*�EPO�U�UIJOL�*�DPVME�SFBMMZ�SFQMJDBUF�IJT�TUZMF��*�N�OPU�BT�PVUHPJOH�CVU�*�
UIJOL�UIF�BUUJUVEF�BOE�QFSTJTUFODF�BSF�UIJOHT�UIBU�*�IBWF��	Q����


*�EPO�U�IBWF�BO�BHHSFTTJWF�QFSTPOBMJUZ��*�IBWF�CFFO�UPME�*�OFFE�UP�JNQSPWF��*�IBWF�BEKVTUFE�UP�JU�CZ�
CFDPNJOH�NPSF�BTTFSUJWF�PWFS�UJNF��+VTU�XBUDIJOH�1�XBT�HPPE��4IF�JT�WFSZ�WPDBM�BTLT�MPUT�PG�RVFT-
UJPOT�BMXBZT�NBLFT�TVSF�TIF�IBT�B�QPJOU�UP�NBLF�JT�WFSZ�BTTFSUJWF��/PX�*�EP�MJLF�TIF�EPFT��	Q����


provisional selves 
from observing others, 
the experiments that 
we make with the 
ways in which we act 
and interact in new 
organizational roles.

Stop and think

Think of two people who you have observed recently – one a real person, the other a 
character in a film or a television programme. How have they influenced you? Which of 
their behaviours have you adopted? How did that work out?

The dark side of socialization
New recruits have to learn the behaviours and attitudes 
that will help them to ‘fit in’, and to perform their jobs 
well. Many organizations have formal induction pro-
grammes. Informal socialization – observing, and get-
ting information and feedback from co-workers – is also 
important. However, as well as introducing newcomers 
to desired organizational norms, informal processes can 
encourage unsafe and risky behaviours, such as drinking 
alcohol at work.

Songqi Liu and colleagues (2015) studied 57 supervi-
sors and 147 recently appointed members of sales and 
client service staff in two manufacturing companies in 
China. The roles of the service staff included contacting 
and visiting new and existing customers, to discuss their 
needs for products and services, to negotiate sales and to 
resolve complaints. The researchers used interviews and 

questionnaires to find out about staff drinking habits in 
relation to clients.

The new client service staff quickly learned that 
‘drinking alcohol is an effective and legitimate means 
to improve job performance’ (p.334). Why? Alcohol 
creates a more relaxed and friendly atmosphere, lowers 
inhibitions and encourages the free and open exchange 
of information. Some cultures have a tradition of 
closing a deal with a drink. After observing existing 
employees and external clients, new recruits began 
‘performance drinking’. The consumption of alcohol 
in work meetings was acceptable, because it improved 
business relationships, increased sales and helped indi-
vidual careers. The long-term damage to health was 
less important than the need to conform with the job 
expectations.
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)PX�EPFT�TPDJBM�MFBSOJOH�UIFPSZ�BQQMZ�UP�PSHBOJ[BUJPOBM�TFUUJOHT �0SHBOJ[BUJPOT�FODPVS-
BHF�EJGGFSFOU�TUBOEBSET�DPODFSOJOH�

r� XIBU�DPVOUT�BT�HPPE�XPSL�QFSGPSNBODF�

r� GBNJMJBSJUZ�JO�TPDJBM�JOUFSBDUJPOT�BU�XPSL�

r� UIF�BNPVOU�PG�EFGFSFODF�UP�TIPX�UP�TVQFSJPST�

r� ESFTT�BOE�BQQFBSBODF�

r� TPDJBM�BDUJWJUJFT�BGUFS�XPSL�

r� BUUJUVEFT�UP�XPSL�DPMMFBHVFT�NBOBHFST�VOJPOT�DVTUPNFST�

:PV�IBWF�UP�MFBSO�UIFTF�TUBOEBSET�BOE�UIF�SFMBUFE�BUUJUVEFT�BOE�CFIBWJPVST�UP�CFDPNF�
BO�BDDFQUFE�NFNCFS�PG�UIF�PSHBOJ[BUJPO��:PV�EP�OPU�IBWF�UP�CFMJFWF�UIBU�UIF�PSHBOJ[B-
UJPO�T�TUBOEBSET�BSF�BQQSPQSJBUF��*O�PSEFS�UP�AGJU�JO��XIBU�NBUUFST�JT�UIBU�ZPV�CFIBWF�
as if�ZPV�CFMJFWF�JO�UIPTF�OPSNT��4PDJBMJ[BUJPO�NFUIPET�PGUFO�JOWPMWF�GPSNBM�JOEVDUJPO�
QSPHSBNNFT�DPNCJOFE�XJUI�NFOUPSJOH�BOE�CVEEZ�TZTUFNT�DPSQPSBUF�WJEFPT�BOE�QPE-
DBTUT�AGBDF�UP�GBDF��DIBMMFOHF�NFFUJOHT�XJUI�TFOJPS�FYFDVUJWFT�BOE�ANBTUFS�DMBTTFT��SVO�
CZ�UPQ�QFSGPSNFST��4PDJBMJ[BUJPO�DBO�BMTP�CF�JOGPSNBM�BDIJFWFE�XJUIPVU�QMBOOFE�JOUFS-
WFOUJPO�CZ�HJWJOH�SFXBSET�TVDI�BT�QSBJTF�FODPVSBHFNFOU�BOE�QSPNPUJPO�GPS�ADPSSFDU��
CFIBWJPVS��/FXDPNFST�BMTP�AMFBSO�UIF�SPQFT��KVTU�CZ�XBUDIJOH�DPMMFBHVFT��5IJT�NBZ�CF�
TVQQPSUFE�CZ�OFHBUJWF�SFJOGPSDFNFOUT�BOE�QVOJTINFOUT�MJLF�CFJOH�JHOPSFE�SJEJDVMFE�
PS�GJOFE�GPS�CFIBWJPVS�UIBU�JT�APVU�PG�MJOF���8F�RVJDLMZ�MFBSO�XIBU�BUUJUVEFT�UP�UBLF�
XIBU�TUZMF�PG�MBOHVBHF�UP�VTF�XIBU�AESFTT�DPEF��UP�PCFZ�XIFSF�UP�UBLF�MVODI�BOE�XJUI�
XIPN�BOE�TP�PO�

Stop and think

Remember when you first joined this college or university; how did you feel about 
the formal socialization or induction process? To what informal socialization were you 
exposed? Which had the greater impact on your behaviour, the formal or the informal 
processes?

Managed socialization in action
Social learning theory argues that we learn correct behav-
iours through experience and through the examples or 
role models that other people provide. While this can 
happen naturally, some companies prefer not to leave it 
to chance, and to manage the process instead. For exam-
ple, some companies use a ‘buddy system’, pairing new 
recruits with established employees. However, if you get 
a job with the American computer software company 
Trilogy, based in Austin, Texas, you will be sent to Tril-
ogy University (TU) for three months, to join an orienta-
tion programme modelled on Marine Corps basic training 
(Tichy, 2001). This is an intense and intimidating ‘boot 
camp’, designed to challenge recruits, most of whom are 
university graduates with an average age of 22. Trilogy 
wants to familiarize them with appropriate knowledge 
and skills, and also with the company’s ‘vision and val-
ues’. Run over three months, for up to 200 recruits at a 
time, the boot camp has three stages.

Month one
New recruits are assigned to a section, of about  
20  people, and to an instruction track. The section leader 
is an experienced Trilogy employee, and the tracks resem-
ble work in the company. Along with functional training, 
the recruits are assessed on a series of increasingly chal-
lenging assignments, which mirror real customer prob-
lems, but with reduced timescales. Students are stretched 
beyond the point of failure in order to introduce com-
pany values including humility, creativity, innovation, 
teamwork, customer problem solving and risk taking. 
Another goal is to develop lasting, trusting relationships 
with colleagues.

Month two
Recruits are asked to develop ‘a frame-breaking great 
new business idea’. Teams of three to five have to gener-
ate an idea, create a business model, build the product, 
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0G�DPVSTF�PSHBOJ[BUJPOT�EP�OPU�SFMZ�PO�TPDJBMJ[BUJPO�BMPOF�JO�PSEFS�UP�FRVJQ�FNQMPZFFT�
XJUI�BQQSPQSJBUF�LOPXMFEHF�BOE�TLJMMT��.PTU�VTF�B�DPNCJOBUJPO�PG�PUIFS�GPSNBM�BOE�JOGPS-
NBM�MFBSOJOH�BOE�EFWFMPQNFOU�NFUIPET��"�TVSWFZ�PG�����IVNBO�SFTPVSDF�QSPGFTTJPOBMT�JO�
UIF�6,�JO������GPVOE�UIBU�UIF�GJWF�NPTU�DPNNPO�MFBSOJOH�BOE�EFWFMPQNFOU�NFUIPET�JO�VTF�
XFSF�	$*1%�����B
�

r� PO�UIF�KPC�USBJOJOH�

r� JO�IPVTF�EFWFMPQNFOU�BOE�JOUFSOBM�QFFS�UP�QFFS�LOPXMFEHF�TIBSJOH�QSPHSBNNFT�

r� DPBDIJOH�CZ�MJOF�NBOBHFST�PS�DPMMFBHVFT�

r� POMJOF�F�MFBSOJOH�DPVSTFT�

r� FYUFSOBM�DPOGFSFODFT�XPSLTIPQT�BOE�FWFOUT�

5IFTF�NFUIPET�XFSF�FYQFDUFE�UP�HSPX�JO�QPQVMBSJUZ�FYDFQU�FYUFSOBM�DPOGFSFODFT��0O�UIF�
PUIFS�IBOE�GPSNBM�FEVDBUJPO�PGG�TJUF�JOTUSVDUPS�MFE�USBJOJOH�FYUFSOBM�DPOGFSFODFT�BOE�UIF�
VTF�PG�.00$T�	.VMUJQMF�0OMJOF�0QFO�-FBSOJOH�$PVSTFT
�XFSF�FYQFDUFE�UP�EFDMJOF��5IF�
TVSWFZ�BMTP�SFWFBMFE�UIBU�PO�UIF�KPC�USBJOJOH�XBT�UIPVHIU�UP�CF�UIF�NPTU�FGGFDUJWF�MFBSO-
JOH�QSBDUJDF��0OMJOF�BOE�NPCJMF�MFBSOJOH�PGG�TJUF�JOTUSVDUPS�MFE�USBJOJOH�BOE�FYUFSOBM�FWFOUT�
XFSF�DPOTJEFSFE�UP�CF�UIF�MFBTU�FGGFDUJWF�	$*1%�����C�Q���
��(JWFO�UIF�EJGGJDVMU�EPNFTUJD�
BOE�HMPCBM�FDPOPNJD�DPOEJUJPOT�BU�UIF�UJNF�PG�UIJT�TVSWFZ�PSHBOJ[BUJPOT�GFMU�JU�BQQSPQSJBUF�
UP�VTF�JOUFSOBM�SFTPVSDFT�UP�TVQQPSU�MFBSOJOH�BOE�EFWFMPQNFOU�JOTUFBE�PG�NPSF�FYQFOTJWF�
FYUFSOBM�QSPWJEFST��*U�JT�BMTP�JOUFSFTUJOH�UIBU�UFDIOPMPHZ�CBTFE�NFUIPET�XFSF�UIPVHIU�UP�CF�
BNPOH�UIF�MFTT�FGGFDUJWF�MFBSOJOH�BOE�EFWFMPQNFOU�NFUIPET��)PXFWFS�UIF�EFWFMPQNFOUT�JO�
MFBSOJOH�UFDIOPMPHZ�XIJDI�SFTQPOEFOUT�TBJE�XPVME�IBWF�UIF�NPTU�JNQBDU�PWFS�UIF�OFYU�GJWF�
ZFBST�JODMVEFE�NPCJMF�MFBSOJOH�WJSUVBM�DMBTTSPPNT�TPDJBM�NFEJB�BOE�XFCJOBST�

Behaviour modification versus socialization
*T�CFIBWJPVS�NPEJGJDBUJPO�B�VTFGVM�BQQSPBDI�UP�MFBSOJOH�BU�XPSL�BOE�UIF�EFWFMPQNFOU�PG�
BQQSPQSJBUF�CFIBWJPVST �5IF�FWJEFODF�TVHHFTUT�B�RVBMJGJFE�AZFT���UIFSF�BSF�UXP�RVBMJGJDBUJPOT�

'JSTU�CFIBWJPVS�NPEJGJDBUJPO�OFFET�DBSFGVM�QMBOOJOH�UP�JEFOUJGZ�TQFDJGJD�CFIBWJPVSBM�HPBMT�
BOE�QSPDFEVSFT�GPS�SFJOGPSDJOH�UIF�CFIBWJPVST�UIBU�XJMM�BDIJFWF�UIPTF�HPBMT��5IF�NFUIPE�DBO�
CF�FGGFDUJWF�XIFO�CFIBWJPVS�BOE�SFJOGPSDFNFOU�BSF�DMFBSMZ�JEFOUJGJFE�BOE�MJOLFE��XFBS�ZPVS�
TFBU�CFMU�BOE�XF�MM�HJWF�ZPV�DBTI��5IF�NFUIPE�JT�MFTT�FGGFDUJWF�XIFO�UIJT�SFMBUJPOTIJQ�JT�
WBHVF��EFNPOTUSBUF�ZPVS�DPNNJUNFOU�BOE�XF�XJMM�DPOTJEFS�ZPV�GPS�QSPNPUJPO�

4FDPOE�UIF�ASFXBSET�GPS�HPPE�CFIBWJPVS��NFUIPE�BQQFBST�CSPBEMZ�DPOTJTUFOU�XJUI�"NFSJDBO�
	BOE�QFSIBQT�&BTUFSO�&VSPQFBO
�DVMUVSBM�WBMVFT�BOE�BTQJSBUJPOT��5IF�USBOTGFS�PG�UIJT�BQQSPBDI�
UP�PUIFS�DVMUVSFT�DPVME�CF�B�QSPCMFN��5IF�NPTU�PGUFO�DJUFE�QSBDUJDBM�FYBNQMFT�BSF�"NFSJDBO�

design a marketing plan and present the results to the 
Chief Executive. These projects are real, and many are 
funded. Recruits are expected to learn about the need 
to set priorities, assess probabilities and measure results. 
Failure to generate a successful idea is not punished.

Month three
Most recruits move on to business-related ‘graduation 
projects’, and leave TU as they find sponsors willing to 
take them on. Graduation involves a meeting with the 
recruit, the new manager and the section leader, at 
which the recruit’s abilities are reviewed, their career 
objectives are examined and the manager’s three- to 

five-year goals for the recruit (including further skill 
development) are agreed. Most graduates find a home 
in the company, but those few who cannot find a spon-
sor have to leave.

Since 1995, when TU was founded, recruits’ projects 
have generated revenues of $25 million, and formed the 
basis for $100 million in new business for the company. 
Innovative ideas include internet-based motor car retail-
ing, and a website which allows shoppers to put products 
from several different internet retailers into a single pur-
chase. In addition, the section leaders assigned for three 
months to inspire, mentor and develop the new recruits 
improve their own leadership and change agency skills.
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Stop and think

You are responsible for training the new shelf-stacker in your local supermarket. What 
combination of behaviour modification and socialization techniques will you use, and 
how will you apply these?

#FIBWJPVS�NPEJGJDBUJPO�JT�NBOJQVMBUJWF�PGUFO�JHOPSFT�JOUFSOBM�OFFET�BOE�JOUSJOTJD�SFXBSET�
BOE�DBO�CF�B�UISFBU�UP�JOEJWJEVBM�EJHOJUZ�BOE�BVUPOPNZ��*U�DBO�CF�TFFO�BT�B�TJNQMJTUJD�BOE�
USBOTQBSFOU�BUUFNQU�UP�NBOJQVMBUF�PUIFST�QSPNQUJOH�DZOJDJTN�SBUIFS�UIBO�CFIBWJPVS�DIBOHF��
5IF�UFDIOJRVF�UIVT�IBT�MJNJUBUJPOT��)PXFWFS�0#.PE�SFRVJSFT�UIF�DPNNVOJDBUJPO�PG�HPBMT�
BOE�FYQFDUBUJPOT�JO�VOBNCJHVPVT�UFSNT��.BOZ�XPVME�BSHVF�UIBU�TVDI�DMBSJUZ�JT�EFTJSBCMF��'SFE�
-VUIBOT�BOE�3PCFSU�,SFJUOFS�	����
�TVNNBSJ[F�UIF�QSPCMFNT�XJUI�CFIBWJPVS�NPEJGJDBUJPO�

���"QQSPQSJBUF�SFJOGPSDFST�NBZ�OPU�BMXBZT�CF�BWBJMBCMF�JO�SPVUJOF�XPSL�TFUUJOHT�GPS�
FYBNQMF�

���8F�EP�OPU�BMM�SFTQPOE�JO�UIF�TBNF�XBZ�UP�UIF�TBNF�SFJOGPSDFST��XIBU�POF�QFSTPO�GJOET�
SFXBSEJOH�NBZ�CF�PG�MJUUMF�DPOTFRVFODF�UP�TPNFPOF�FMTF�

���0ODF�TUBSUFE�B�CFIBWJPVS�NPEJGJDBUJPO�QSPHSBNNF�IBT�UP�CF�TVTUBJOFE�

��� 5IFSF�NBZ�OPU�CF�FOPVHI�FYUSJOTJD�NPUJWBUPST�	IFBMUI�DBSF�CFOFGJUT�CPOVTFT
�BWBJMBCMF�

5IFZ�BMTP�BSHVF�IPXFWFS�UIBU�UIF�UFDIOJRVF�IBT�NBEF�TJHOJGJDBOU�DPOUSJCVUJPOT�

��� #FIBWJPVS�NPEJGJDBUJPO�UFDIOJRVFT�QVU�UIF�GPDVT�PO�PCTFSWBCMF�FNQMPZFF�CFIBWJPVS�BOE�
OPU�PO�IZQPUIFUJDBM�JOUFSOBM�TUBUFT�

��� 5IF�NFUIPE�TIPXT�IPX�QFSGPSNBODF�JT�JOGMVFODFE�CZ�PVUDPNFT�UIBU�EFQFOE�JO�UVSO�PO�
UIF�JOEJWJEVBM�T�CFIBWJPVS�

��� *U�TVQQPSUT�UIF�WJFX�UIBU�QPTJUJWF�SFJOGPSDFNFOU�JT�NPSF�FGGFDUJWF�JO�DIBOHJOH�FNQMPZFF�
CFIBWJPVS�UIBO�QVOJTINFOU�

��� *U�JT�QPTTJCMF�UP�TIPX�B�DMFBS�DBVTBM�MJOL�UP�QFSGPSNBODF�XIJDI�JT�PGUFO�IBSE�UP�FTUBCMJTI�
XJUI�PUIFS�CFIBWJPVS�DIBOHF�NFUIPET�TVDI�BT�KPC�FOSJDINFOU�

4PDJBM�MFBSOJOH�JT�EFQFOEFOU�PO�UIF�DVMUVSBM�DPOUFYU�BOE�JT�B�QSPDFTT�SBUIFS�UIBO�B�TQF-
DJGJD�UFDIOJRVF��4PDJBMJ[BUJPO�JO�DPOUSBTU�JT�NPSF�GMFYJCMF��"NFSJDBO�TPDJBMJ[BUJPO�UFDI-
OJRVFT�GPS�FYBNQMF�NBZ�CF�RVJUF�EJGGFSFOU�GSPN�4XFEJTI�#FMHJBO�/JHFSJBO�.BMBZTJBO�PS�
4QBOJTI�POFT��4PDJBMJ[BUJPO�JT�B�QSPDFTT�UIBU�UBLFT�QMBDF�BOZXBZ�QMBOOFE�PS�OPU��5IF�JTTVF�
DPODFSOT�BQQSPQSJBUF�TPDJBMJ[BUJPO�XJUI�SFTQFDU�UP�PSHBOJ[BUJPOBM�DVMUVSF�BOE�CFIBWJPVSBM�
QSFGFSFODFT��#FDBVTF�JU�JT�B�AOBUVSBM��QSPDFTT�XJUI�OP�DMFBS�GJOBODJBM�PS�PUIFS�CFOFGJU�GSPN�
JOWFTUJOH�JO�JUT�PQFSBUJPO�JU�NBZ�CF�EJGGJDVMU�UP�QFSTVBEF�NBOBHFNFOU�UP�HJWF�TPDJBMJ[BUJPO�
UIF�BUUFOUJPO�BOE�SFTPVSDFT�UIBU�UIJT�SFRVJSFT��5BCMF�����TVNNBSJ[FT�UIF�DPOUSBTUT�CFUXFFO�
CFIBWJPVS�NPEJGJDBUJPO�BOE�TPDJBMJ[BUJPO�

Table 5.5: Behaviour modification versus socialization

Behaviour modification Socialization

Feedback needed in both approaches for behaviour to change

Planned procedure Naturally occurring, even if also planned

Stimulus determines responses Individual needs determine responses

Externally generated reinforcements Internally generated reinforcements

Focuses on observable behaviour Focuses on unobservable internal states

Focus on tangible rewards and punishments (money, other 
material rewards)

Focus on intangible rewards and punishments (social 
inclusion, self-esteem)

Clear links between desired behaviour and consequences Intangible links between desired behaviour and consequences

Compliance required by external agent Conformity encouraged by social grouping
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)PXFWFS�BT�UIF�GPMMPXJOH�TFDUJPO�TIPXT�TPNF�PSHBOJ[BUJPOT�IBWF�JOUSPEVDFE�UIF�NFUI-
PET�PG�UIF�MFBSOJOH�PSHBOJ[BUJPO��5IJT�JT�BO�BUUFNQU�UP�TPDJBMJ[F�BO�PSHBOJ[BUJPO�T�NFNCFST�
XJUI�SFTQFDU�UP�BUUJUVEFT�BOE�CFIBWJPVST�SFMBUFE�UP�UIF�BDRVJTJUJPO�BOE�EFWFMPQNFOU�PG�OFX�
LOPXMFEHF�DSFBUJWJUZ�JOOPWBUJPO�GMFYJCJMJUZ�BOE�SFBEJOFTT�GPS�DIBOHF�

Behavioural self-management (BSM)
Management attempts to modify the behaviour of others 
raises ethical questions. Self-improvement, however, is 
acceptable and fashionable. Fred Luthans and Tim Davis 
(1979) developed the technique of behavioural self-
management for individual use.

BSM combines the behavioural focus of OBMod with 
the cognitive processes central to social learning theory. 
It is not merely a form of self-imposed behaviour modi-
fication. Social learning theory argues that we actively 
process stimuli and consequences, in a self-monitoring 
fashion, whereas behaviourism sees our behaviour 
shaped by rewards and punishments.

BSM involves the following steps (Kreitner et al., 
1999):

1. Identify the undesirable behaviour that you want to 
change, develop or improve.

2. Manage the situational cues which trigger desired 
behaviour. Avoid situations which trigger the tar-
get behaviour; seek situations which encourage 
desired behaviour instead. 7se nreminders and atten-
tion focusers’ such as notes stuck in prominent places, 
and nself�observation datao recording success and 
lapses. Set personal contracts, establish behavioural 
goals; post records of these in prominent places.

3. Provide cognitive support for the new behaviour. 
There are three ways to do this. First, through symbolic 
coding, using visual images and acronyms to support 
the desired behaviour (KISS – Keep It Simple Stupid, 
and MBWA – Management By Walking Around).  

Second, through mental rehearsal of the desired 
behaviour (a technique used by many successful sports 
people). Third, through self-talk, which is positive and 
supportive of the desired behaviour change.

4. Develop self-reinforcement, which is within your con-
trol, and which is delivered only on condition that the 
desired behaviour change is achieved. This can be 
strengthened by arranging also for positive reinforce-
ment from supportive friends and colleagues.

This web of situational cues, cognitive support and 
self-reinforcement can be a powerful combination in 
helping to eliminate target behaviours and establish 
desired behaviours in their place. Using this technique, 
Rakos and Grodek (1984) report how American college 
students successfully modified behaviour problems con-
cerning smoking, lack of assertiveness, poor study hab-
its, overeating, sloppy housekeeping, lack of exercise and 
moodiness. Luthans and Davis (1979) describe how the 
technique was used to deal with management behaviour 
problems such as overdependence on the boss, ignoring 
paperwork, leaving the office without notifying anybody, 
and failing to fill out expense reports.

Apply behavioural self-management to yourself. 
 Target a behaviour of current personal significance; 
drinking, smoking, overeating, excessive clubbing, inap-
propriate study habits. Establish a pattern of situational 
cues, cognitive support and self-reinforcement. Set a 
timescale, and use your experience to assess the power 
and  relevance of this technique.

Behavioural self-
management a 
technique for changing 
one’s own behaviour 
by systematically 
manipulating cues, 
cognitive processes 
and contingent 
consequences.

The learning organization
5IF�DPODFQU�PG�UIF�learning organization�JT�CBTFE�PO�UIF�XPSL�PG�$ISJT�"SHZSJT�BOE�%POBME�
4DIØO�	"SHZSJT�BOE�4DIØO������������"SHZSJT�����
��5IJT�JT�BO�PSHBOJ[BUJPO�UIBU�IFMQT�
JOEJWJEVBMT�UP�MFBSO�BOE�UP�QFSGPSN�NPSF�FGGFDUJWFMZ�

5IF�MFBSOJOH�PSHBOJ[BUJPO�DPODFQU�IBT�CFDPNF�TJHOJGJDBOU�GPS�TFWFSBM�SFBTPOT�

r� UIF�QSPEVDUJPO�PG�HPPET�BOE�TFSWJDFT�JODSFBTJOHMZ�JOWPMWFT�TPQIJTUJDBUFE�LOPXMFEHF�

r� LOPXMFEHF�JT�UIFSFGPSF�BT�WBMVBCMF�B�SFTPVSDF�BT�SBX�NBUFSJBMT�

r� NBOZ�PSHBOJ[BUJPOT�IBWF�MPTU�LOPXMFEHFBCMF�TUBGG�UISPVHI�SFUJSFNFOUT�BOE�EFMBZFSJOH�

r� ATFDPOE�NBDIJOF�BHF��UFDIOPMPHJFT�BSF�LOPXMFEHF�JOUFOTJWF�

r� TPNF�LOPXMFEHF�DBO�IBWF�B�TIPSU�MJGF�TQBO�NBEF�PCTPMFUF�CZ�JOOPWBUJPO�

r� GMFYJCJMJUZ�DSFBUJWJUZ�BOE�SFTQPOTJWFOFTT�BSF�OPX�QSJ[FE�DBQBCJMJUJFT�

r� LOPXMFEHF�DBO�UIVT�CF�B�TPVSDF�PG�DPNQFUJUJWF�BEWBOUBHF�GPS�BO�PSHBOJ[BUJPO�
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*LVKJSP�/POBLB�BOE�)JSPUBLB�5BLFVDIJ�	����
�BSHVF�UIBU�UIF�BCJMJUZ�UP�DSFBUF�LOPXMFEHF�
BOE�TPMWF�QSPCMFNT�JT�B�ADPSF�DPNQFUFODF��GPS�NPTU�PSHBOJ[BUJPOT��'PS�UIFN�FWFSZPOF�JT�B�
LOPXMFEHF�XPSLFS��"OZPOF�EFBMJOH�XJUI�DVTUPNFST�JT�B�TPVSDF�PG�JOUFMMJHFODF�PO�DVTUPNFS�
QFSDFQUJPOT�PG�QSPEVDUT�TFSWJDFT�BOE�QSJDJOH��5IFTF�ACPVOEBSZ�XPSLFST��BSF�PGUFO�QPPSMZ�QBJE�
	SFDFQUJPOJTUT�QPSUFST�TBMFT�TUBGG
�BOE�UIFJS�DVTUPNFS�JOUFMMJHFODF�JT�PWFSMPPLFE�BT�UIFJS�QPTJ-
UJPOT�BSF�EJTUBOU�JO�UFSNT�PG�QIZTJDBM�MPDBUJPO�BOE�PSHBOJ[BUJPO�TUSVDUVSF�GSPN�NBOBHFNFOU�

Why should organizations invest in learning and development?
Employee learning and development is often treated as a 
corporate luxury, and can be one of the first budget items 
to be cut in a recession. To control costs, some organiza-
tions focus their investment on ‘high potential’ and ‘high 
performing’ individuals. Others, however, take a more 
inclusive ‘whole workforce’ approach. Investment in learn-
ing and development can produce a number of returns:

r� commercial benefit by improving individual and group 
performance;

r� enhance employee engagement and develop human 
capital;

r� support the management of change, organizational 
adaptability and agility;

r� support the organization’s corporate social responsi-
bility goals;

r� improve retention and motivation by offering personal 
career development;

r� develop skills that will be needed in future.

Most organizations face major environmental, cultural 
and technological changes 
%hapters � and ��. )enera-
tion Y, or ‘millennials’, born between the early 1980s and 
the early 2000s, have high expectations of personal devel-
opment through work, and are more likely to see them-
selves belonging to a professional skills network, than to 
one employer. Keeping staff skills and knowledge up to 
date in this uncertain, complex and volatile context has 
thus become more important. Given these trends, which 
learning strategy is more appropriate: a ‘high performers’ 
focus or a ‘whole workforce’ approach, and why? (based 
on CIPD, 2015a).

A survey of employers in 2015 found that 54 percent 
adopted a ‘whole workforce’ approach to talent manage-
ment, and 35 per cent focused instead on high potential 
staff (CIPD, 2015b, p.20).

,BSM�8FJDL�BOE�'SBODFT�8FTUMFZ�	�����Q����
�BSHVF�UIBU�UIF�DPODFQUT�PG�APSHBOJ[BUJPO��
BOE�AMFBSOJOH��BSF�DPOUSBEJDUPSZ��0SHBOJ[BUJPO�JNQMJFT�TUSVDUVSF�PSEFS�TUBCJMJUZ��-FBSOJOH�
JNQMJFT�DIBOHF�WBSJFUZ�EJTPSHBOJ[BUJPO��$BO�UIFTF�DPODFQUT�CF�DPNCJOFE�TVDDFTTGVMMZ 

Table 5.6: Five learning disciplines

Learning discipline Explanation

1. Personal mastery Aspiration, concerning what you as an individual want to achieve

2. Mental models Reflection and inquiry, concerning the constant refinement of thinking and development of 
awareness

3. Shared vision Collective commitment to a common sense of purpose and actions to achieve that purpose

4. Team learning Group interaction, concerning collective thinking and action to achieve common goals

5. Systems thinking Understanding interdependency and complexity and the role of feedback in system development

Stop and think

An organization doesn’t exist without its members. How can an 
organization ‘learn’?

5IF�JEFB�PG�UIF�MFBSOJOH�PSHBOJ[BUJPO�XBT�QPQVMBSJ[FE�CZ�1FUFS�4FOHF�XIPTF�CPPL�The Fifth 
Discipline�	����
�XBT�BO�JOUFSOBUJPOBM�CFTU�TFMMFS��4FOHF�BSHVFT�	�����Q��
�UIBU�XPSL�BU�BMM�
MFWFMT�NVTU�CFDPNF�NPSF�AMFBSOJOHGVM��CZ�BQQMZJOH�UIF�GJWF�AMFBSOJOH�EJTDJQMJOFT��JO�5BCMF�����

Learning organization 
an organizational form 
that enables individual 
learning to create valued 
organizational outcomes, 
such as innovation, 
efficiency, environmental 
alignment and 
competitive advantage.
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4FOHF�T�BSHVNFOU�JT�m�IBWF�SFBMJTUJD�HPBMT�DIBMMFOHF�ZPVS�BTTVNQUJPOT�DPNNJU�UP�B�TIBSFE�
WJTJPO�UFBNXPSLJOH�JT�HPPE��5IF�BQQMJDBUJPO�PG�UIFTF�AEJTDJQMJOFT��IPXFWFS�JT�QSPCMFNBUJD�
BOE�JT�MJOLFE�UP�PVS�EJTDVTTJPO�PG�TPDJBMJ[BUJPO�UP�FODPVSBHJOH�UIF�ADPSSFDU��BUUJUVEFT�WBMVFT�
BOE�CFMJFGT�BNPOH�FNQMPZFFT�BU�BMM�MFWFMT��5IF�NPTU�JNQPSUBOU�MFBSOJOH�EJTDJQMJOF�JT�AUIF�GJGUI�
EJTDJQMJOF��TZTUFNT�UIJOLJOH�XIJDI�NFBOT�VOEFSTUBOEJOH�IPX�DPNQMFY�PSHBOJ[BUJPOT�GVOD-
UJPO�BOE�IPX�UIFZ�DBO�CF�DIBOHFE�UP�XPSL�NPSF�FGGFDUJWFMZ��5IF�UIFPSZ�JT�

<5>IF�QSBDUJDF�PG�PSHBOJ[BUJPOBM�MFBSOJOH�JOWPMWFT�EFWFMPQJOH�UBOHJCMF�BDUJWJUJFT��OFX�HPW-
FSOJOH�JEFBT�JOOPWBUJPOT�JO�JOGSBTUSVDUVSF�BOE�OFX�NBOBHFNFOU�NFUIPET�BOE�UPPMT�GPS�
DIBOHJOH�UIF�XBZ�QFPQMF�DPOEVDU�UIFJS�XPSL��(JWFO�UIF�PQQPSUVOJUZ�UP�UBLF�QBSU�JO�UIFTF�
OFX�BDUJWJUJFT�QFPQMF�XJMM�EFWFMPQ�BO�FOEVSJOH�DBQBCJMJUZ�GPS�DIBOHF��5IF�QSPDFTT�XJMM�
QBZ�CBDL�UIF�PSHBOJ[BUJPO�XJUI�GBS�HSFBUFS�MFWFMT�PG�EJWFSTJUZ�DPNNJUNFOU�JOOPWBUJPO�
BOE�UBMFOU��	4FOHF�FU�BM�������Q���


*O�PUIFS�XPSET�UIF�NBOBHFS�XIP�XBOUT�DPNNJUNFOU�GMFYJCJMJUZ�BOE�DSFBUJWJUZ�GSPN�FNQMPZ-
FFT�NVTU�QSPWJEF�UIFN�XJUI�MPUT�PG�MFBSOJOH�PQQPSUVOJUJFT�

4PNF�DPNNFOUBUPST�BSHVF�UIBU�B�MFBSOJOH�PSHBOJ[BUJPO�IFMQT�JUT�NFNCFST�UP�MFBSO��0UI-
FST�DMBJN�UIBU�UIF�PSHBOJ[BUJPO�JUTFMG�MFBSOT��)PX�DBO�UIJT�CF �4JMWJB�(IFSBSEJ�	�����Q����
�
USFBUT�UIF�UFSN�MFBSOJOH�PSHBOJ[BUJPO�BT�B�NFUBQIPS�XIJDI�SFHBSET�BO�PSHBOJ[BUJPO�BT�B�
CJPMPHJDBM�FOUJUZ�BT�AB�TVCKFDU�XIJDI�MFBSOT�XIJDI�QSPDFTTFT�JOGPSNBUJPO�XIJDI�SFGMFDUT�PO�
FYQFSJFODFT�XIJDI�JT�FOEPXFE�XJUI�B�TUPDL�PG�LOPXMFEHF�TLJMMT�BOE�FYQFSUJTF���(IFSBSEJ�
TVQQPSUT�UIF�WJFX�UIBU�PSHBOJ[BUJPOT�MFBSO�XJUI�FYQFSJFODF�UIF�QSPPG�MZJOH�XJUI�WJTJCMF�
DIBOHFT�JO�BO�PSHBOJ[BUJPO�T�CFIBWJPVS��'PS�FYBNQMF�JO�UIF�EFWFMPQNFOU�PG�NBOVGBDUVSJOH�
QSPDFTTFT�UIF�TUBGG�IPVST�SFRVJSFE�UP�QSPEVDF�B�VOJU�PG�PVUQVU�EFDSFBTF�XJUI�BDDVNVMBUFE�
FYQFSJFODF�FWFO�UIPVHI�UIF�TUBGG�DIBOHF��"OPUIFS�FYBNQMF�DPODFSOT�UIF�XBZT�JO�XIJDI�
PSHBOJ[BUJPOT�FWPMWF�BOE�BEBQU�UP�AGJU��UIFJS�FOWJSPONFOU�JOUSPEVDJOH�JOUFSOBM�TUSVDUVSBM�
DIBOHFT�JO�SFTQPOTF�UP�FOWJSPONFOUBM�PQQPSUVOJUJFT�BOE�QSFTTVSFT�

Is yours a learning organization?
A survey tool for deciding if you have a learning organiza-
tion has been developed by David Garvin et al. (2008). 
They felt that while others had provided a compelling 
vision of the learning organization, they had not devel-
oped a practical approach to implementing the idea. The 
effective learning organization, they argue, has three 
building blocks. Here are the three blocks and their com-
ponents, with a sample of the survey questions which 
employees are asked to rate in order to measure how 
well the learning organization functions:

Block 1: Supportive learning environment
Psychological safety ‘In this unit, it is easy to speak up 

about what is on your mind’

Appreciation of 
differences

‘Differences in opinion are wel-
come in this unit’

Openness to new  
ideas

‘In this unit, people are  
interested in better ways of  
doing things’

Time for reflection ‘Despite the workload, people in 
this unit find time to review how 
the work is going’

Block 2: Concrete learning processes  
and practices
Experimentation: ‘This unit experiments fre-

quently with new ways of 
working’

Information collection ‘This unit frequently compares 
its performance with that of 
competitors and best-in-class 
organizations’

Analysis ‘This unit engages in produc-
tive conflict and debate during 
discussions’

Education and training ‘In this unit, time is made avail-
able for education and training 
activities’

Information transfer ‘This unit regularly shares 
 information with networks of 
experts within and outside  
the organization’

➔
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0SHBOJ[BUJPOT�BMTP�IBWF�BWBJMBCMF�UP�UIFN�TFWFSBM�EJGGFSFOU�UZQFT�PG�LOPXMFEHF�OPU�BMM�PG�
XIJDI�BSF�EFQFOEFOU�PO�JOEJWJEVBM�FYQFSUJTF�	(IFSBSEJ������Q����
��5IJT�JODMVEFT�MFBSOJOH�
GSPN�QBTU�FYQFSJFODF�UISPVHI�BTTFTTNFOU�BOE�FWBMVBUJPO�BOE�MFBSOJOH�GSPN�UIF�FYQFSJFODF�
PG�PUIFS�PSHBOJ[BUJPOT��5IFSF�JT�BMTP�LOPXMFEHF�ACVJMU�JO��UP�FRVJQNFOU�BOE�SBX�NBUFSJBMT�
XJUI�GPSNVMBF�JOHSFEJFOUT�SFDJQFT�LOPXO�QSPQFSUJFT�BOE�TP�PO��4UBOEBSE�PQFSBUJOH�QSPDF-
EVSFT�DBO�VTVBMMZ�CF�GPVOE�JO�JOTUSVDUJPO�NBOVBMT�GPSNT�BOE�KPC�EFTDSJQUJPOT�m�BMM�XBZT�PG�
DPEJGZJOH�LOPXMFEHF��.BOZ�PSHBOJ[BUJPOT�BMTP�QPTTFTT�QBUFOUT�BOE�QSPQFSUZ�SJHIUT�

Block 3: Leadership that reinforces learning

‘My managers invite input from others in discussion’

‘Managers acknowledge their limitations with respect to 
knowledge, information, or expertise’

‘My managers listen attentively’

These three blocks overlap with and reinforce each other, but 
measuring an organization’s performance in each area identi-
fies areas of excellence and opportunities for improvement.

Carlsberg puts learning on tap
Carlsberg shut its entire Leeds brewery for one day for 
staff to be given additional training. The move was 
designed to give health and safety advice to 170 staff at 
the Danish lager firm, update them on new technology 
and hold wellness and personal development sessions. 
Such a large-scale initiative marks a change of thinking 
for Carlsberg.

Natalie Steed, change manager, HR, told People 
Management (30 October 2008, p.8) that ‘Stopping 
production for training is rare in manufacturing, if not 
unprecedented. But feedback from staff told us it was 
what they wanted, and having all the trainers on site on a 
single day meant we could spend our training budget in 
the most effective way.’

Usually, training at the company is conducted in groups 
of eight people, which is as many as can be spared at any 
one time. Shutting the plant gave them time to go beyond 
the bare essentials, explained Steed. ‘It’s given us the time 
to carry out things we’ve always wanted to do – particularly 
around health and well-being – rather than just doing what 
we have to do’, she said.

The day was a boost for learning at all levels. Engineers, 
who typically have high-level degrees, were given the chance 
to carry out a ‘skills gap analysis’ to identify areas to improve. 
It was also an opportunity to promote Carlsberg’s new learn-
ing centre, where staff can pursue courses in numeracy, liter-
acy and basic IT skills. The learning day idea is now set to be 
repeated in Carlsberg’s other UK brewery, in Northampton.

,BSM�8FJDL�BOE�'SBODFT�8FTUMFZ�	����
�BSHVF�UIBU�PSHBOJ[BUJPOBM�MFBSOJOH�JT�CFTU�VOEFS-
TUPPE�JO�UFSNT�PG�organizational culture��$VMUVSF�JODMVEFT�WBMVFT�CFMJFGT�GFFMJOHT�BSUFGBDUT�
NZUIT�TZNCPMT�NFUBQIPST�BOE�SJUVBMT�XIJDI�UBLFO�UPHFUIFS�EJTUJOHVJTI�POF�PSHBOJ[BUJPO�
PS�HSPVQ�GSPN�PUIFST��0SHBOJ[BUJPOT�BSF�UIVT�ASFQPTJUPSJFT�PG�LOPXMFEHF��JOEFQFOEFOU�PG�
UIFJS�NFNCFST�	4DIØO������Q����
��0SHBOJ[BUJPOT�XIJDI�BDDVNVMBUF�TUPDLT�PG�DPEJGJFE�
EPDVNFOUFE�LOPXMFEHF�JOEFQFOEFOU�PG�UIFJS�NFNCFST�DBO�UIVT�CF�TBJE�UP�MFBSO�

8FJDL�BOE�8FTUMFZ�	����
�OPUF�IPX�EJGGFSFOU�PSHBOJ[BUJPOBM�GPSNT�BSF�CFUUFS�FRVJQQFE�
GPS�MFBSOJOH��5IF�QPTU�NPEFSO�PSHBOJ[BUJPO�	$IBQUFS��
�BEBQUT�UP�FOWJSPONFOUBM�DIBOHF�JO�
BO�JOOPWBUJWF�BOE�SFTQPOTJWF�XBZ��5IJT�JT�BO�PSHBOJ[BUJPOBM�GPSN�BTTPDJBUFE�XJUI�DSFBUJWF�
UIJOLJOH�BOE�SBQJE�MFBSOJOH�BOE�IBT�BMTP�CFFO�EFTDSJCFE�BT�ABEIPDSBDZ���#VSFBVDSBDZ�PO�
UIF�PUIFS�IBOE�JT�DPODFSOFE�XJUI�FGGJDJFODZ�EJWJTJPO�PG�MBCPVS�SJHJE�DIBJO�PG�DPNNBOE�
BOE�XJUI�DMFBS�EJTUJODUJPOT�BOE�SBUJPOBMJUZ�

)PX�DBO�APSHBOJ[BUJPOBM�MFBSOJOH��CF�VOEFSTUPPE �"SHZSJT�BOE�4DIØO�	����
�EFWFMPQFE�
UIF�EJTUJODUJPO�CFUXFFO�single-loop learning�BOE�double-loop learning�	TFF�'JHVSF����
�

5IF�DPODFQU�PG� TJOHMF�MPPQ� MFBSOJOH�DPNFT� GSPN�DZCFSOFUJDT�XIFSF�DPOUSPM� TZT-
UFNT�BSF�EFTJHOFE�BSPVOE�OPSNT�TUBOEBSET�QSPDFEVSFT�SPVUJOFT�BOE�GFFECBDL��"T�QSF-
WJPVTMZ�EJTDVTTFE�UIF�DMBTTJD�FYBNQMF�PG�DZCFSOFUJD�DPOUSPM�JT�UIF�UIFSNPTUBU�XIJDI�
CZ�EFUFDUJOH�UFNQFSBUVSF�WBSJBUJPOT�UBLFT�BDUJPO�UP�DPSSFDU�EFWJBUJPOT�GSPN�B�TFU�OPSN��

Single-loop learning 
the ability to use 
feedback to make 
continuous adjustments 
and adaptations, to 
maintain performance 
at a predetermined 
standard.

double-loop 
learning the ability 
to challenge and 
to redefine the 
assumptions underlying 
performance standards 
and to improve 
performance.
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*OãTJOHMF�MPPQãMFBSOJOH�UIF�TZTUFN�NBJOUBJOT�QFSGPSNBODF�BU�UIBU�OPSN�BOE�JT�VOBCMF�UP�
AMFBSO��UIBU�UIF�OPSN�JT�UPP�IJHI�PS�UPP�MPX��*U�DBOOPU�AMFBSO�IPX�UP�MFBSO��UP�DIBMMFOHF�
BOE�SFUIJOL�JUT�BTTVNQUJPOT�BOE�WBMVFT��-JNJUFE�UP�NBLJOH�TNBMM�TDBMF�DIBOHFT�TJOHMF�MPPQ�
MFBSOJOH�JT�OPU�SFBMMZ�MFBSOJOH�BU�BMM�

Mobile learning at BP
The energy company BP found that many staff did not 
understand how the different parts of the company’s 
business – refining, drilling, logistics – fitted together. 
Instead of running tutor-led courses, Claire Churchard 
(2015) describes how BP developed innovative mobile 
methods instead.

First, BP developed a 3D aerial schematic, giving staff 
an interactive birds’ eye view of the links between the 

upstream and downstream parts of the business. Viewers 
clicked on the different areas to discover more, through 
factsheets with infographics, and five-minute video ani-
mations. All this could be accessed on iPads, anywhere, 
and at any time.

Second, the Build your own oil company game 
allowed players (learners) to navigate around a 3D 
world and to discover energy reserves over four 

Results

What we get

Single-loop learning
The most common style of

learning is just problem
solving – improving

the system as it exists.

Double-loop learning
More than just fixing the problem,
this style of learning questions the

underlying assumptions, values, and
beliefs behind what we do.

Strategies and
techniques

What we do

Assumptions

Why we do what we do

Figure 5.4: Single- and double-loop learning

Source: http://selfleadership.com/blog/topic/leadership/relfecting-and-learning-2009-to-2010/

-FBSOJOH�IPX�UP�MFBSO�JOWPMWFT�EPVCMF�MPPQ�MFBSOJOH��5IJT�NFBOT�DIBMMFOHJOH�BTTVNQ-
UJPOT�CFMJFGT�OPSNT�SPVUJOFT�BOE�EFDJTJPOT�SBUIFS�UIBO�BDDFQUJOH�UIFN�BOE�XPSLJOH�XJUIJO�
UIPTF�MJNJUBUJPOT��*O�TJOHMF�MPPQ�MFBSOJOH�UIF�RVFTUJPO�JT�IPX�DBO�XF�CFUUFS�BDIJFWF�UIBU�
TUBOEBSE�PG�QFSGPSNBODF �8JUI�EPVCMF�MPPQ�MFBSOJOH�JO�DPOUSBTU�UIF�RVFTUJPO�CFDPNFT�JT�
UIBU�BO�BQQSPQSJBUF�UBSHFU�JO�UIF�GJSTU�QMBDF 

8IFO�XF�MFBSO�XF�BDRVJSF�LOPXMFEHF�m�PG�PSHBOJ[BUJPOBM�CFIBWJPVS�HBSEFOJOH�HVJUBS�
QMBZJOH�BDDPVOUBODZ�FMFDUSJDBM�FOHJOFFSJOH�BOE�TP�PO��,OPXMFEHF�IPXFWFS�JT�B�EJGGJDVMU�
UFSN�UP�EFGJOF�DMFBSMZ��'PS�/POBLB�BOE�5BLFVDIJ�	����
�UIFSF�BSF�UXP�UZQFT�PG�LOPXMFEHF�
tacit knowledge�BOE�explicit knowledge�

tacit knowledge 
knowledge and 
understanding specific 
to the individual, 
derived from experience, 
and difficult to codify 
and to communicate  
to others.

Stop and think

Let us assume that you are learning during your organizational behaviour course. Is this 
single-loop learning, or double-loop learning? Which of these two types of learning 
should you be engaged in?

Explicit knowledge 
knowledge and 
understanding which 
is codified, clearly 
articulated and available 
to anyone.

➔
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5BDJU�LOPXMFEHF�JODMVEFT�JOTJHIUT�JOUVJUJPO�IVODIFT�BOE�KVEHFNFOUT�BOE�DPODFSOT�UIF�
JOEJWJEVBM�T�VOBSUJDVMBUFE�NFOUBM�NPEFMT�BOE�TLJMMT��5BDJU�LOPXMFEHF�UFOET�UP�CF�QFSTPOBM�
TQFDJGJD�UP�QBSUJDVMBS�DPOUFYUT�BOE�EJGGJDVMU�UP�DPNNVOJDBUF��'PS�FYBNQMF�JG�ZPV�BSF�BCMF�UP�
ESJWF�B�NPUPS�DBS�XJUI�B�NBOVBM�HFBS�TIJGU�UIFO�ZPV�XJMM�LOPX�XIFSF�UP�QPTJUJPO�ZPVS�GPPU�
UP�ATMJQ�UIF�DMVUDI��BOE�QSFWFOU�UIF�DBS�GSPN�SPMMJOH�PO�B�TMPQF��:PV�XJMM�CF�BCMF�UP�NPWF�
ZPVS�GPPU�UP�UIBU�QPTJUJPO�BDDVSBUFMZ�BOE�DPOTJTUFOUMZ�XJUIPVU�NVDI�DPOTDJPVT�UIPVHIU��
)PXFWFS�FYQFDU�UP�SVO�JOUP�EJGGJDVMUJFT�XIFO�ZPV�USZ�UP�FYQMBJO�UIJT�UBDJU�TLJMM�UP�B�MFBSOFS�
ESJWFS�

&YQMJDJU�LOPXMFEHF�PO�UIF�PUIFS�IBOE�JT�BSUJDVMBUFE�DPEJGJFE�FYQSFTTFE�BWBJMBCMF�UP�
BOZPOF��/POBLB�BOE�5BLFVDIJ�BSHVF�UIBU�UIF�+BQBOFTF�FNQIBTJ[F�UBDJU�LOPXMFEHF�XIJMF�
8FTUFSOFST�FNQIBTJ[F�FYQMJDJU�GPSNBM�DPEJGJFE�LOPXMFEHF��*O�8FTUFSO�DVMUVSFT�UBDJU�
LOPXMFEHF�JT�VOEFSWBMVFE�CFDBVTF�JU�JT�JOUBOHJCMF�BOE�EJGGJDVMU�UP�NFBTVSF��)PXFWFS�UBDJU�
BOE�FYQMJDJU�LOPXMFEHF�BSF�DPNQMFNFOUBSZ��/POBLB�BOE�5BLFVDIJ�BSF�UIVT�DPODFSOFE�XJUI�
ALOPXMFEHF�DPOWFSTJPO��JO�XIJDI�UBDJU�LOPXMFEHF�JT�NBEF�BWBJMBCMF�UP�UIF�PSHBOJ[BUJPO�PO�
UIF�POF�IBOE�BOE�PSHBOJ[BUJPOBM�LOPXMFEHF�CFDPNFT�UIF�JOEJWJEVBM�T�UBDJU�LOPXMFEHF�PO�
UIF�PUIFS�	/POBLB�FU�BM������
�

0SHBOJ[BUJPOBM�MFBSOJOH�JT�SFMBUFE�UP�CVU�JT�EJGGFSFOU�GSPN�knowledge management�
5BCMF�����TVNNBSJ[FT�UIF�NBJO�QPTJUJWF�BOE�OFHBUJWF�BTQFDUT�PG�UIF�MFBSOJOH�PSHBOJ[B-

UJPO�BOE�JUT�SFMBUFE�DPODFQUT�PG�JOUFMMFDUVBM�DBQJUBM�BOE�LOPXMFEHF�NBOBHFNFOU�

knowledge 
management the 
conversion of individual 
tacit knowledge into 
explicit knowledge so 
that it can be shared 
with others in the 
organization.

continents. One of the consultants working with the 
BP learning team said, ‘People come to this game out 
of choice rather than have it pushed onto them. And 
we’ve found that people want to play this’.

Third, BP also produced videos which staff could 
watch on their smartphones. To share experience and 
support those moving into new roles, for example, one 
video series featured leaders discussing the advice that 
they would have given to themselves at different points 
in their careers.

Fourth, text and video-animated checklists proved to 
be popular mobile learning tools, including ‘top eight 

leadership mistakes’ and ‘six things that affect decision 
making’.

Other organizations planning this approach should 
listen to what the company itself learned. Nick Shack-
leton-Jones, BP’s director for online and informal learn-
ing, said: ‘People like learning online but they won’t 
use anything that is not easy to find or beautifully 
designed and useful. And if it meets all of these criteria 
people will tell their colleagues about it and share it on 
social media’.

Table 5.7: Learning organization positives and negatives

Learning organization positives Learning organization negatives

A rich, multi-dimensional concept affecting many aspects  
of organizational behaviour

A complex and diffuse set of practices, difficult to implement 
systematically

An innovative approach to learning, to knowledge 
management, and to investing in intellectual capital

An attempt to use dated concepts from change management 
and learning theory, repackaged as a management consulting 
project

A new set of challenging concepts focusing attention  
on the acSuisition and development of individual  
and corporate knowledge

A new approach for encouraging employee compliance with 
management directives in the guise of ‘self-development’

An innovative approach to organization, management  
and employee development

An innovative approach to strengthening management 
control over employee behaviour

Innovative use of technology to manage organizational 
knowledge through databases and the internet or intranets

A technology-dependent approach which ignores how people 
actually develop and use knowledge in organizations

Exponential growth in computing power and the ability to 
analyse very large sets of data

Growing concerns about breaches of privacy and increased 
surveillance of employees
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,OPXMFEHF�NBOBHFNFOU�BOE�UIF�MFBSOJOH�PSHBOJ[BUJPO�BSF�GBTIJPOBCMF�JEFBT��5IFJS�QPQ-
VMBSJUZ�IBT�CFFO�TUSFOHUIFOFE�CZ�USFOET�EJTDVTTFE�JO�$IBQUFS����EFWFMPQNFOUT�JO�DPNQVU-
JOH�QPXFS�ACJH�EBUB��NBDIJOF�JOUFMMJHFODF�BOE�AEFFQ�MFBSOJOH���0UIFS�TVQQPSUJWF�USFOET�
JODMVEF�UIF�HSPXUI�PG�LOPXMFEHF�XPSL�BOE�UIF�SFBMJ[BUJPO�UIBU�JEFBT�HFOFSBUF�DPNQFUJUJWF�
BEWBOUBHF��(JWFO�UIF�OFHBUJWFT�TVNNBSJ[FE�JO�5BCMF�����JU�XJMM�CF�JOUFSFTUJOH�UP�TFF�IPX�
UIFTF�BQQSPBDIFT�EFWFMPQ�UISPVHI�UIF�UXFOUZ�GJSTU�DFOUVSZ�

RECap

1. Explain the characteristics of the behaviourist 
and cognitive approaches to learning.

r� Behaviourism argues that we learn chains of 
muscle movements. As mental processes are not 
observable, they are not considered valid issues for 
study.

r� Cognitive psychology argues that we learn mental 
structures. Mental processes are important, and 
they are amenable to study although they cannot 
be observed.

r� In behaviourist theory, feedback contributes to 
learning by providing reinforcement; in cogni-
tive theory, feedback provides information and is 
 motivational.

2. Explain and evaluate the technique of behaviour 
modification.

r� Respondent (or Pavlovian, classical) conditioning is 
a method by which an established response (good 
work performance) is associated with a new stim-
ulus (supervisory encouragement).

r� Operant (or Skinnerian, instrumental) conditioning 
is a method by which a behaviour (good work per-
formance) is associated with a new consequence 
(bonus payment).

r� Positive reinforcement, negative reinforcement, 
punishment and extinction condition the target by 
manipulating the consequences of desirable and 
undesirable behaviours.

r� Behaviour modification works well when rewards 
are linked clearly to specific behaviours, but does 
not work well when these links are ambiguous 
and vague; this manipulative approach may not 
be acceptable in some cultures.

3. Explain the socialization process, and assess the 
practical relevance of this concept.

r� Social learning theory argues that we learn values, 
beliefs and behaviour patterns through experi-
ence, through observation and modelling.

r� Socialization can be informal – this happens any-
way – or it can be formally organized through 
induction and training programmes.

4. Explain and evaluate the technique of 
 behavioural self-management.

r� Behavioural self-management involves identifying 
the behaviour you want to change, altering the 
situational cues which trigger that behaviour, and 
establishing support and reinforcement for your 
new behaviour.

5. Describe the characteristics of the learning 
organization.

r� A learning organization is characterized by its 
approach to strategy, to environmental scanning, 
to the use of information, to the creation of learn-
ing opportunities, and to the creation of structures 
that are flexible and enable employee learning, 
in contrast to rigid bureaucratic organizations in 
which learning is the employee’s responsibility.

r� The learning organization concept became popu-
lar as managers recognized the strategic need for 
more highly skilled and trained, flexible and crea-
tive workforces.

r� Knowledge management is a technology-based 
approach to making tacit knowledge available 
more widely, through individual and corporate 
databases, building on developments in comput-
ing power and ‘big data’ analysis techniques.
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1. What part do feedback and reinforcement play in the cognitive and behaviourist 
approaches to learning?

2. Describe and illustrate the technique of organizational behaviour modification, and 
identify the advantages and disadvantages of this technique.

3. What is the difference between feedback and feedforward? With regard to perfor-
mance appraisal, what are the advantages and disadvantages of these approaches?

4. What are the advantages and disadvantages of the learning organization in practice, 
first from a management perspective, and then from an employee perspective? Why 
should there be any contradiction between these viewpoints?

Revision

Research 
assignment

Review your understanding of social learning theory, behaviour modelling, and the con-
cept of provisional selves. How do these approaches explain the ways in which new 
employees learn about the organization and their job? Interview a manager, a supervi-
sor or team leader, and a frontline employee in an organization of your choice. Find 
out how each of those three individuals learned about the organization and their work 
when they first joined (and/or when they moved to a new job in another part of the 
organization). Collect examples of behaviour modelling, and of their experiments with 
provisional selves. How effective were those methods in helping the new employee to ‘fit 
in’? What other methods and sources of information did those individuals use in order 
to help them to ‘fit in’? From this evidence, what are the strengths and limitations of 
behaviour modelling and provisional selves as an explanation of how new employees are 
socialized by organizations?

Springboard

Chris Argyris (1982) Reasoning, Learning, and Action. San Francisco: Jossey Bass. Classic 
text on the nature of individual and organizational learning.

Amy C. Edmondson (2010) Teaming: How Organizations Learn, Innovate, and Compete in 
the Knowledge Economy. San Francisco: Jossey Bass. Argues that teams are key. Factors 
preventing team learning include fear of failure, groupthink, power structures and infor-
mation hoarding. Leaders can help by encouraging reflection, psychological safety and the 
sharing of ideas. Examples drawn from Bank of America, Children’s Hospital and Verizon.

Raymond A. Noe, Alena D.M. Clarke and Howard J. Klein (2014) ‘Learning in the twenty-
first century workplace’, Annual Review of Organizational Psychology and Organizational 
Behavior, 1: 245–75. Review of current trends in developing ‘human capital resources’ to 
gain competitive advantage, including learning based on social media.

OB cinema
A Clockwork Orange (1971 and 2000, director Stanley Kubrick) DVD track (scene) 19,1:06:57 
to 1:11.40 (6 minutes). Clip begins with doctor introducing herself: ‘Good morning. My name is 
&r $ranomo. %lip ends with &r $ranom 
played by /adge 4yan� saying� n&r $rodsMi is pleased with 
you. ;ouove made a very positive responseo.
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6his movie is based in a future totalitarian state in which the &roog 
thug� #leZ 
played by /alcolm 
/c&owell� is subLected to aversion therapy to cure him of his addiction to violence� rape� drugs and 
classical music. (iction! #version therapy was used to ntreato homoseZuals in the ����s. #n eZtremely 
violent film for its time� -ubricM removed it from circulation in ���� when it was accused of trigger-
ing copycat crimes. 6he film was released on the anniversary of -ubricMos death� in ����. In this clip 

which contains violence and nudity��

�. 6o what conditioning and reinforcement regime is #leZ subLected!

�. *ow effective is this in changing his behaviour!

�. &oes society have a moral right to interfere with individual behaviour in this way!

OB on the web
5earch ;ou6ube for n$ig $ang 6heory s operant conditioningo. In this five�minute clip from the com-
edy series� 5heldon uses operant conditioning methods to change the behaviour of .eonardos girl-
friend� 2enny. .eonard complains about this� but 5heldonos tactics are worMing. #re you aware of 
having your own behaviour conditioned in this way! %an you use this method on your friends! 9hat 
ethical issues are raised by such attempts to manipulate the behaviour of others!

ChapteR exeRCiSeS

1. Reinforcement and behaviour

 Objective 6o eZamine the effects of positive and negative reinforcement on behaviour change.

6his eZercise taMes about half an hour� and although it can be used with any size of 
group� it worMs particularly well with large classes 
/arcic� ����� pp.��s�� and ���s���.

 exercise  
overview  6wo or three volunteers will receive reinforcement from the rest of the class while per-

forming a simple tasM. 6he volunteers leave the room while the class is being briefed. 
6he instructor identifies an obLect which the student volunteers must find when they 
return to the room. 6his obLect should be unobtrusive� but it should be clearly visible to 
the class: a piece of paper stuck to the wall, a briefcase or bag in the corner, a mark on 
the wall. The instructor specifies the reinforcement regime that will apply when each of 
the volunteers comes bacM into the room.

Negative reinforcement regime: the class will hiss, boo, make sarcastic comments, and 
throw harmless items at the first volunteer when they are moving away from the cho-
sen obLect� and sit silently when they are moving towards it.

Positive reinforcement regime: the class will smile, cheer, applaud and make encourag-
ing comments with compliments when the second volunteer is moving towards the 
chosen obLect� and sit silently when they move away.

Combined reinforcement regime� the class will cheer when the third volunteer 
approaches the obLect and boo when they move away from it.

0ominate one student to record the time that it taMes each of the volunteers to find 
the obLect.

exercise  
sequence 1.  6he first volunteer is brought bacM into the room� and instructed� ;our tasM is to find 

and touch a particular object in the room. The class will help you, but you cannot 
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ask questions, and they cannot speak to you. The first volunteer continues to look 
for the object until it is found, with the class giving negative reinforcement.

2. The second volunteer is brought back into the room, and is given the same instruc-
tion, to look for the object, with the class giving positive reinforcement.

3. The third volunteer is brought back into the room, and is instructed to find the object 
with the class giving a combination of negative and positive reinforcement.

Class  
discussion •  Ask the volunteers how they each felt during this exercise. What were their emo-

tional responses to the different kinds of reinforcement they received?

• What effects did the different reinforcement regimes have on the behaviour of the 
volunteers?

• Which reinforcement regime do you think is most common in today’s organizations? 
What are the likely effects on motivation and productivity?

2. Branto bakery

Branto Bakery is a large company producing a range of bakery products for major super-
markets. Analysis by the human resource management department shows that the 
sales and administration departments have the highest rates of absenteeism and poor 
timekeeping. Interestingly, each of these departments also has individuals with the best 
absence and punctuality records. The managing director has asked the two department 
heads to address these absence and timekeeping problems. Alan Anderson, head of 
sales, has decided to adopt a behaviour modification approach. Barbara Brown, head 
of administration, has chosen to develop a socialization approach with current and new 
staff. As an external management consultant, you have been hired to give advice.

1. Design either a behaviour modification programme for Anderson, or a socializa-
tion plan for Brown, that will reduce absenteeism and improve timekeeping in their 
departments.

2. Explain the elements of your plan, how it will address their problems, and how it will 
be implemented.

3. Assess the strengths and weaknesses of your plan in the short term, and in the 
long term.

Employability assessment
With regard to your future employment prospects:

1. Identify up to three issues from this chapter that you found significant.

2. Relate these to the competencies in the employability matrix.

3. Decide what actions you need to take to maintain and/or develop those competencies under each of the four 
headings of the employability matrix.

Personal qualities
self-management

work ethic/results orientation
appetite for learning

interpersonal skills
creativity and innovation

Leadership qualities
leadership

people management
leading and managing change

project management
general management skills

Other attributes
political awareness

understand cross-cultural issues
how organizations work

critical thinking
decision making

Practical skills
commercial acumen

customer service skills
communication skills
problem solving skills

teamworking skills

Employability

The employability matrix
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 Chapter 6 Personality

Key terms
personality

psychometrics

chronotype

type

trait

nomothetic

type A personality

type B personality

Big Five

idiographic

self-concept

generalized other

unconditional positive regard

thematic apperception test

need for achievement

projective test

reliability

predictive validity

Learning outcomes
When you have read this chapter, you should be able to define those 
key terms in your own words, and you should also be able to:

1. Distinguish between type, trait and self-theories of personality.

2. Identify the strengths and limitations of formal approaches to 
personality assessment.

3. Explain the relationship between personality and stress, and 
identify individual and organizational stress management 
strategies.

4. Compare the advantages and disadvantages of questionnaires and 
projective tests as measures of personality.

5. Evaluate the benefits and problems of psychometric assessment as 
a management decision-making tool, particularly in selection.

6. Assess your own personality.
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178 Chapter 6 Personality

Oops! Is there an ‘accident prone’ personality?
The luxury cruise liner Costa Concordia ran aground 
off the Tuscany coast in January 2012. Discussing inci-
dents like this, Adrian Furnham (2012) identifies six 

personality factors that can make some people (such 
as a ship’s captain) more prone to accidents than 
others:

defiant–compliant defiant individuals have problems with authority, they don’t like being told what to 
do, which makes them accident prone

panicky–strong in a crisis, the person who is cool and confident can prevent others from panicking 
and making mistakes

irritable–cheerful people who are easily upset, get depressed and lose their tempers can annoy those 
around them and become indecisive

Why study personality?
We want to know what kind of person we are, to understand our strengths and weaknesses. 
Work seems to have become more pressured and intense, and personality affects how we 
deal with stress. Employers want to know whether you can do the job, work in a team, ‘fit’ 
with the organization culture, and be open to training. Methods for assessing personality 
are used as part of the selection process by 40 per cent of UK organizations (CIPD, 2013). 
Psychometrics – the measurement of personality and other individual capabilities – is now 
a multimillion pound industry.

Personality the 
psychological qualities 
that influence 
an individual’s 
characteristic behaviour 
patterns, in a stable and 
distinctive manner.

It is widely believed that that personality is related to job performance and career suc-
cess. Most of us believe that we are ‘good judges of character’. In a selection interview, this 
often means that you are not going to get the job unless ‘your face fits’, even if you have the 
capabilities. Psychometrics offer to support selection decisions with objective data.

An internet search for ‘psychometrics’ produces many hits. Here, we explain two 
approaches to personality assessment; nomothetic and idiographic. Nomothetic methods 
form the basis for most psychometrics, using ‘tick box’ questionnaires which are easy to 
administer and to score. Idiographic methods use open-ended approaches to capture an 
individual’s unique characteristics; these take more time, and are more difficult to score 
and to interpret. Quantitative, nomothetic methods appear to be more objective. However, 
these approaches rely on different assumptions. Our assessment should rely on the validity 
of these assumptions, and not on how easy the methods are to use.

The term psychometrics covers a range of assessments of aptitude, intelligence, integ-
rity and personality. When measuring aptitude or intelligence, we can use the term ‘test’, 
because for those characteristics, a high score is usually better than a low score. When 
measuring personality, however, the term ‘assessment’ is more appropriate. There are no 
‘correct’ answers in a personality assessment, and a high score cannot be said to be better 
or worse than a low score.

Psychometrics the 
systematic testing, 
measurement and 
assessment of 
intelligence, aptitudes 
and personality.

Latin roots
per sonare to speak through
persona an actor’s mask; a character in a play

persona grata an acceptable person
persona non grata an unacceptable person

M06_BUCH2881_09_SE_C06.indd   178 07/26/16   8:37 PM



 Why study personality? 179

In addition to selecting job applicants, psychometric assessment has several other useful 
applications:

r� assessment of suitability for promotion;

r� assessment for redeployment purposes;

r� evaluation of training potential;

r� team and leadership development;

r� vocational guidance, career counselling;

r� recruiting graduates with limited work experience;

r� redundancy counselling.

Psychometrics often complement informal and subjective methods, and can help manag-
ers to make better-informed judgements about people. However, psychometrics have been 
criticized for being unfair and misleading, in gender and cultural terms, as well as being 
poor predictors of job performance. If you want to improve your scores, or to cheat on an 
assessment, you will find many ‘how to’ websites and popular psychology books to help 
you do just that.

distractible–vigilant people who get bored quickly are inattentive, and more likely to make mistakes; 
 vigilance is needed to avoid accidents

reckless–cautious some people just don’t listen to warnings
arrogance–self-confidence arrogant individuals are less willing to learn and more likely to make bad decisions – 

but overconfident people don’t listen to others either

You may want to avoid working (and sailing) with people who are defiant, panicky, irritable, easily distracted, 
reckless and arrogant. Watch the news for stories about people involved in ‘high-profile’ accidents. The press often 
describe their characters; do they fit this profile?
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Costa Concordia cruise liner aground off the Tuscany coast, January 2012
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Defining personality
The concept of personality helps to identify our unique characters and to measure and 
understand differences between individuals. Personality describes behaviours which are 
stable and enduring, and which distinguish one individual from others.

Stability
Personality theory deals with behaviour patterns that are consistent in different contexts, 
and over time. We are less interested in behaviours that occur briefly and on rare occa-
sions. Mood swings, and behaviours caused by illness, or drugs, are not stable and are not 
personality characteristics, unless they become permanent. However, there is a problem. 
Personality seems to be flexible. The manager who is loud and autocratic in the office can 
be caring and supportive at home. The ‘stable’ behaviours which we exhibit depend, in 
part, on social context. Some personality features (as with allergies) may only appear in 
particular social and physical settings.

Distinctiveness
Personality theory is concerned with the pattern of dispositions and behaviours unique to 
the individual, and is less concerned with properties that all or most other people share. 
You may be aggressive towards waiters, friendly with librarians, deferential to professors, 
and terrified of mice. You may share many of these dispositions with a friend whose hobby 
is breeding mice.

Some psychologists argue than personality is inherited, determined by genetics and the 
biochemistry and physiology of the brain. Evidence suggests, for example, that because 
measures of job satisfaction are fairly stable over time and across jobs, a predisposition to 
be content with or to be frustrated at work may have a genetic component. In this view, 
your personality is fixed at birth, if not before, and life’s experiences do little to alter it.

Others argue that our characters are shaped by environment, culture and social factors, 
and that our feelings and behaviour patterns are learned. Social learning theory argues that 
we acquire new behaviours by observing and imitating others. Motivation theory shows 
how job satisfaction can be influenced by changes in supervisory style and the design of 
jobs. Every society has distinctive ways of doing things. We cannot possibly be born with 
this local knowledge. In this view, your personality is flexible, and changes with experi-
ence. Psychological well-being may depend on such adaptability.

The controversy over the effects of heredity and environment on personality is known as 
the ‘nature–nurture’ debate. Few psychologists hold the extreme views set out here. Both 
genetic and situational factors influence behaviour. The argument concerns the emphases 
to be given to these factors, how to measure them, and how they interact. In the twen-
tieth century, ‘nurture’ was the more fashionable view. In the twenty-first century, evi-
dence from biology, genetics and neurophysiology has shifted attention towards ‘nature’. 
These theoretical debates affect management practice. Can personality assessment help us 
to make better predictions about an individual’s future job performance?

Are you a morning person or a night owl – and does it matter?
Christoph Randler (2010) argues that those who are 
most energetic and proactive in the morning (they get 
up early), are more likely to have successful careers than 
those who are at their best in the evening. You can adjust 
your chronotype with training, but Randler argues that it 

is difficult to make major changes. His research on univer-
sity students showed that morning people, on average:

r� get better grades in school and go to better colleges

r� have better job opportunities

Chronotype a cluster 
of personality traits 
that can affect whether 
someone is more active 
and performs better in 
the morning or in the 
evening.
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Types and traits
Descriptions of the structure of personality have focused on the concepts of type and trait. 
One of the most straightforward ways of analysing personality is to classify people in terms 
of personality types.

One of the first personality theorists was Hippocrates (‘The father of medicine’), who 
lived in Greece around 400 BC. He claimed that personality type or ‘temperament’ was 
determined by bodily ‘humours’, which generated the behaviour patterns shown in  
Table 6.1.

Type a descriptive label 
for a distinct pattern of 
personality characteristics, 
such as introvert, 
extravert, neurotic.

Table 6.1: Hippocrates’ type theory of personality

Body humour Temperament or type Behaviours

Blood Sanguine Confident, cheerful, optimistic, active
Phlegm Phlegmatic Sluggish, apathetic
Black bile Melancholic Depressed, sad, prone to ill-founded fears
Yellow bile Choleric Aggressive, excitable, irritable

r� anticipate and try to minimize problems

r� perform better at work, are paid better, and have 
greater career success.
The personality traits associated with these chrono-

types are:

Morning people Evening people

Agreeable
Optimistic
Stable
Proactive
Conscientious
Satisfied with life

Creative
Intelligent
Humorous
Extraverted
Pessimistic
Neurotic and depressed

Evening people can be smart, creative, funny and out-
going, but Randler notes that ‘they’re out of sync with 
the typical corporate schedule’. Most organizational 
timetables are tailored to morning people. The evidence 
suggests that the population is evenly split between 
morning and evening types, but that after age 50, most 
of us become morning types.

Is your chronotype geared for career success? If not, 
what can you do about that?

Although his terms are still in use today, there are problems with Hippocrates’ theory. 
First, there is no evidence to confirm these relationships between body chemistry and 
behaviour. Second, personal experience suggests that there are more than four types of 
people in the world.

William Sheldon (1942) argued that temperament was related to physique, or ‘somato-
type’ (see Figure 6.1). Your personality type thus depends on your ‘biological individuality’, 
your body size and shape (and on how many hamburgers you eat).

Once again, this appealing typology it is not a good predictor of behaviour. Can  
you think of an endomorph who is introverted and intellectual? Are you friendly  
with a mesomorph who is a relaxed gourmet – or an ectomorph who is sociable and 
assertive?

Type theory was further developed by the Swiss psychologist, Carl Gustav Jung (1875–
1961), who explored psychological preferences for extraversion or introversion, for sensa-
tion or intuition, for thinking or feeling, and for judging or perceiving (Jung, 1953, 1971). 
At the heart of this theory lie four personality types, plotted across the sensation–intuition 
and thinking–feeling dimensions, shown in Figure 6.2. The mother and daughter team of 
Katherine Briggs and Isabel Myers (Myers, 1962, 1976; Myers and McCaulley, 1985) used 
Jung’s theory to develop the Myers–Briggs Type Indicator (MBTI), the world’s most popular 

Hippocrates  
(450–370 BC)

William H. Sheldon 
(1898–1970)

Carl Gustav Jung 
(1875–1961)
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Ectomorph Mesomorph Endomorph

Figure 6.1: Somatotypes

Source: John Takai/fotolia.com

personality assessment. The MBTI makes Jung’s theory easier to understand, and to use, by 
rating personal preferences on four scales:

Introvert  Extravert

Sensing  iNtuiting

Thinking  Feeling

Judging  Perceiving

Sensation Intuition

ST: Sensation–Thinking

practical, down-to earth,
impersonal, wants facts, needs
order and precision, dislikes
ambiguity, values efficiency and
clear lines of authority

NT: Intuition–Thinking

conceptual, analytical, sees
future possibilities, generates
creative new ideas, welcomes
change, sparks enthusiasm in
others

SF: Sensation–Feeling

gregarious, sociable, interested
in other people, little or no time
for personal reflection, dislikes
ambiguity, enjoys getting people
to care for and support each other

NF: Intuition–Feeling 

creative, warm, enthusiastic, hates
rules, hierarchies and procedures,
persistent and committed, flexible
and communicative, can be
overambitious and idealistic

Thinking

Feeling

Figure 6.2: Jung’s personality type matrix
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This approach assigns each individual to one side or other of each dimension, establish-
ing 16 personality types, each known by its letter code; iNtuiting is known by the letter N 
to avoid confusion with introversion. If you are ENFP, you have been typed as Extravert, 
Intuitive, Feeling and Perceiving. It is useful to remember, however, that these are prefer-
ences and tendencies; you are not trapped in those categories. Although we may prefer 
impersonal analysis (T), we can when appropriate use emotional judgements (F); we may 
prefer to focus on the immediate and concrete (S), but also be able when appropriate to 
consider imaginative opportunities (N).

The MBTI is used in many organizational contexts, including management develop-
ment programmes exploring self-awareness and personal development. It is also used with 
 problem-solving and decision-making groups which need a complementary personality mix; 
intuitive types need sensing types, feeling types need thinking types. See Belbin’s (1993) 
theory of group composition (Chapter 11).

A personality type (e.g. extravert) is a category whose members are expected to have the 
same pattern of behaviours (i.e. active, impulsive, risk taking, sociable). A personality trait, 
on the other hand, is a predisposition to behave in a particular way. The trait approach, 
however, does not expect someone who is active and impulsive necessarily to be risk-
taking and sociable – but they could be. In contrast with types, traits allow us to explore the 
complexity and variation in personality. Individuals belong to types, traits belong to indi-
viduals. You fit a type, you have a trait – and the traits that you have may or may not allow 
us to categorize you as belonging clearly to one personality type or another.

Other examples of traits include shyness, excitability, reliability, moodiness, punctuality. 
The study of traits in personality assessment, and of how traits cluster to form ‘super traits’, 
is associated with the nomothetic approach in psychology.

Trait a relatively stable 
quality or attribute of an 
individual’s personality, 
influencing behaviour in 
a particular direction.

Nomothetic an 
approach to the study of 
personality emphasizing 
the identification 
of traits, and the 
systematic relationships 
between different 
aspects of personality.

Source: Hook, L. (2015) A genetic test for ‘personality’, Financial Times, 1 July, p.16. 
© The Financial Times Limited 2015. All Rights Reserved.

A genetic test for ‘personality’
By Leslie Hook

What can you learn from your DNA, and how much do you really want to know? 
Companies exist that are prepared to tell you about your potential medical condi-
tions or your ancestry based on a cheek swab. Now Karmagenes, a start-up based in 
Geneva in Switzerland, proposes to go further and tell you about your personality.

Co-founder Kyriakos Kokkoris, who holds a PhD in microbiology, argues: “You can 
cheat a theoretical personality test by how you answer the questions, but you can’t 
cheat your DNA.” It is an appealing proposition in an age where every other self-
help book promises to tell you more about who you really are.

He and his co-founders developed an algorithm that matches specific genetic 
regions to personality traits, drawing on published research. Their test scores 14 
characteristics they have defined such as spontaneity, risk-taking, confidence and 
self-awareness. The company slogan is “meet yourself”. Mr Kokkoris and his wife 
have taken the test, and he even tested his son at three months old.

Karmagenes’ success will hinge on consumers’ acceptance of  the idea that personal-
ity is determined by genetics, which is controversial. Personalities are a mix of  nur-
ture and nature: but Mr Kokkoris says that by knowing their predisposition users of  
the Karmagenes kit can remedy “weaknesses” or focus on strengths. “My DNA says 
I am ‘low social’, but after 11 years abroad, I can talk to anyone,” says Mr Kokkoris.

In the US, companies offering DNA tests to assess health risks have been censured 
by regulatory authorities. That has not stopped Karmagenes dreaming big: Mr 
Kokkoris talks about financial advice, professional guidance, even matchmaking, 
eventually being based on DNA data.
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Nomothetic means ‘law setting or law giving’. This approach assumes that personality 
is inherited and that environmental factors have little effect. This sits on the nature side of 
the nature–nurture debate, and uses the following procedures. First, the main dimensions 
on which personality can vary are identified. Trait approaches assume that there is a com-
mon set of dimensions – temperament, character, predispositions – on which we can all be 
assessed, and also assumes that your personality can be measured and compared with oth-
ers on the same dimensions.

Source: Drew Fairweather

Second, the personalities of groups of people are assessed, using self-report question-
naires based on ‘forced choice’ questions: ‘true’ or ‘false’, ‘yes’ or ‘no’, or ‘strongly agree’ 
to ‘strongly disagree’.

Third, your personality profile is constructed across the traits measured. Your score 
on each dimension is compared with the average and the distribution of scores for the 
whole group. This allows the assessor to identify individuals around the norm, and those 
with characteristics that deviate from the norm. Your personal score has little meaning 
beyond the scores of the population with which you are being compared. You cannot 
have ‘high’ or ‘low’ scores; you can only have scores that are high or low when compared 
with others.

Fourth, the group may be split into subgroups, say by age, sex or occupation. This pro-
duces other reference points, or norms, against which individual scores can be compared. 
One may find, for example, that successful Scottish male managers tend to be introverted, 
or that women under the age of 30 who work in purchasing roles have low scores on shy-
ness. This approach is impersonal. It is difficult to use the results to predict the behaviour 
of individuals, even those with ‘extreme’ scores, because they are only extreme in com-
parison with others. It may be possible, however, to judge the behavioural tendencies and 
preferences of groups.

It may seem odd that one approach to individual personality assessment relies on studies 
of large groups. However, through this method, it is possible to find out what is normal or 
average – in the statistical sense – and then to compare individuals with that. Individuals 
who ‘deviate from the norm’ are not social outcasts. However, assessments based on this 
method are often used as a guide to the personality profiles of individuals, especially in 
employment selection.

One of the most influential trait theories was developed by Hans Jurgen Eysenck 
(1970, 1990). His research explored how personality varies on two key dimensions – the 
 extraversion–introversion or ‘E’ dimension, and the neuroticism–stability or ‘N’ dimen-
sion.  However, unlike Jung, Eysenck sought to identify trait clusters. Eysenck’s model 
offers a way of linking types, traits and behaviour, arguing that personality structure 
is hierarchical. Each individual possesses more or less of a number of traits – trait 1, 
trait 2, trait 3, and so on. Research shows how individuals who have a particular trait, 

Hans Jürgen 
Eysenck  
(1916–1997)
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This does not mean that everyone with trait 1 has a Type ‘X’ personality. It means that 
questionnaire analysis has shown that those who score highly on trait 1 are also more likely 
to have high scores on traits 3 and 5, putting them into the Type ‘X’ category. The result of 
an individual assessment using this approach is a personality profile across several traits, 
not necessarily labelling them as any one personality type. Eysenck’s approach identifies 
two main sets of types of trait clusters. The E dimension runs from extravert to introvert. 
The N dimension runs from neuroticism to stability.

Extraverts are tough-minded individuals who need stimulation. They are sociable, like 
parties, are good at telling stories, enjoy practical jokes, have many friends, but do not 
enjoy studying on their own. Introverts are tender-minded, have strong emotions, and do 
not need intense stimuli. They are quiet, prefer books to people, are reserved, plan ahead, 
distrust impulse, appreciate order, lead careful sober lives, suppress emotions, are pessimis-
tic, worry about moral standards, and are reliable.

Neurotics are emotional, unstable and anxious, have low opinions of themselves, feel 
that they are unattractive failures, tend to be disappointed with life, and are pessimistic 
and depressed. They feel controlled by events, by others and by fate. Stable people are 
‘adjusted’, self-confident, optimistic, realistic, solve their own problems, have few health 
worries, and have few regrets about their past.

Type ‘X’

trait 1 trait 3 trait 5

Type ‘Y’

trait 2 trait 4 trait 6

Figure 6.3: A hierarchical model of personality types and traits

Home viewing
Glengarry Glen Ross (1992, director James Foley) is 
based in a Chicago real-estate office. To boost flagging 
sales, the ‘downtown’ manager Blake (played by Alec 
Baldwin) introduces a sales contest. First prize is a Cadil-
lac Eldorado, second prize is a set of steak knives, third 
prize is dismissal. The sales staff include Ricky Roma 
(Al Pacino), Shelley Levene (Jack Lemmon), George 
Aaronow (Alan Arkin) and Dave Moss (Ed Harris). In 
the first ten minutes of the film, note how Blake in his 

‘motivational talk’ fits the stereotype of the extravert, 
competitive ‘macho’ salesman (warning: bad language). 
How does his ‘pep talk’ affect the sales team? Should 
salespeople copy Blake’s stereotype? What is Blake’s 
view of human nature? This part of the movie shows 
how identity is constructed through a ‘performance’. 
This contrasts with a view of identity as genetically 
determined.

Most of us have a trait profile between these two sets of extremes. Is one personality 
more desirable than another? Extraverts may be sociable and friendly, but they can also be 
unreliable. Introverts, on the other hand, are reliable, but they would rather read a book 
than talk to you. Those with extreme scores have what Eysenck calls an ‘ambiguous gift’. 
It is important to be aware of your personality, and to appreciate what others could see as 
strengths and weaknesses.

say  trait 1, are more likely to have another, say trait 3, than people who do not have trait 
1. In other words, traits tend to ‘cluster’ in patterns. These clusters identify a ‘higher order’ 
of  personality description, which Eysenck refers to as personality types, or ‘super traits’, as 
Figure 6.3 illustrates.
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Personality Types A and B
Another influential type theory links personality to stress. Meyer Friedman and Ray Rosen-
man (1974) identified two ‘behaviour syndromes’ called Type A and Type B personality 
(see Table 6.2).

Friedman and Rosenman found that Type A personalities were three times more likely to 
suffer heart disease than Type Bs. The typical Type A thrives on long hours, high workload 
and tight deadlines. These are socially and organizationally desirable characteristics, as are com-
petitiveness and a high need for achievement. However, the extreme Type A may not be able to 

Would you pass an integrity test?
Employers want staff who are conscientious, dependable 
and honest. Many companies use integrity tests to identify 
those who could pose risks, such as dishonesty, cheating, 
lying, stealing, drug abuse, racism, sexism, and violent and 
criminal behaviour. After using integrity testing in 600 of 
its 1,900 stores, one American retailer reported a 35 per 
cent drop in the loss (or theft) of stock in its stores, while 
losses rose by over 10 per cent in stores that did not use 
integrity testing (Arnold and Jones, 2006). Paul Whitely 
(2012) at the University of Essex Centre for the Study of 
Integrity has developed a test that asks you to rate the fol-
lowing ten items using these scores and ratings:

1.  never justified 2.  rarely justified

3.  sometimes justified 4.  always justified

a. avoiding paying the fare on public transport

b. cheating on taxes if you have a chance

c. driving faster than the speed limit

d. keeping money you found in the street

e. lying in your own interests

f. not reporting accidental damage you’ve done to a 
parked car

g. throwing away litter in a public place

h. driving under the influence of alcohol

i. making up things on a job application

j. buying something you know is stolen

Type A personality 
a combination of 
emotions and behaviours 
characterized by 
ambition, hostility, 
impatience and a sense 
of constant time pressure.

If your score is this means

up to 15 you are very honest and really want to do the right thing
15 up to 19 your integrity is above average but you donot mind bending the rules
20 up to 24 you are relaxed about breaking the rules when it suits you
25 and above you donot believe in rules and itos easy to breaM them when it suits you

A survey in 2011 found that just under 50 per cent of 
UK respondents scored up to 15, and only 5 per cent 
scored over 25. The average was 16. There was high tol-
erance for keeping money found in the street, exceed-
ing the speed limit and lying in one’s own interests. 
Faking job applications, dropping litter, buying stolen 
goods and drunk driving were condemned. There were 
no differences depending on affluence, education or 
occupational status. Women had slightly higher scores 
than men.

Younger people were more relaxed about ‘low level’ 
dishonesty. For example, while 75 per cent of those over 
65 regarded making false statements on a job application 
as never justified, only 33 per cent of those under 25 took 

that view, with similar views about telling lies. Compari-
son with a survey from 2000 showed that the percentage 
of respondents saying that a behaviour is never justified 
had fallen for eight out of the ten indicators. Attitudes to 
dropping litter have not changed much, but on the whole 
we appear to be more tolerant now of low level dishon-
esty than we were ten years ago.

Declining integrity is a problem. Societies in which 
trust and integrity are strong have better economic 
performance. This effect may apply to organizations 
in a world increasingly sensitive to corporate social 
responsibility. Remember – it is easy to cheat on these 
tests, and to give yourself a higher integrity score, 
especially if you are low in integrity.
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relax long enough to stand back from a complex problem to make an effective and comprehen-
sive analysis, and may lack the patience and relaxed style required in some management roles. 
Another problem is that impatience and hostility can increase the stress levels in those who have 
to work with them. Like the extravert, a Type A personality can appear to have many desirable 
aspects, but this behaviour syndrome can be dysfunctional for the individual, and for others.

Friedman and Rosenman argue that a Type A can change into a Type B, with awareness 
and training, and they suggest a number of personal ‘re-engineering strategies’:

r� keep reminding yourself that life is always full of unfinished business;

r� you only ‘finish’ when you die;

r� learn how to delegate responsibility to others;

r� limit your weekly working hours;

r� schedule time for leisure and exercise;

r� take a course in time management skills.

The problem, of course, is that the extreme Type A personality – the person most at 
risk – can never find time to implement these strategies.

Type B personality 
a combination 
of emotions 
and behaviours 
characterized by 
relaxation, low focus on 
achievement and ability 
to take time to enjoy 
leisure.

Table 6.2: Type A and Type B personality characteristics

Type A personality characteristics Type B personality characteristics

Competitive Able to take time out to enjoy leisure

High need for achievement Not preoccupied with achievement

Aggressive Easygoing

Works fast Works at a steady pace

Impatient Seldom impatient

Restless Not easily frustrated

Extremely alert Relaxed

Tense facial muscles Moves and speaks slowly

Constant feeling of time pressure Seldom lacks enough time

More likely to suffer stress-related illness Less likely to suffer stress-related illness

SToP ANd ThiNk

Are you a Type A or a Type B? Do you suffer from: alcohol abuse, excessive smoking, 
dizziness, upset stomach, headaches, fatigue, sweating, bad breath? If ‘yes’, these 
could be stress responses to your Type A behaviour. Expect your first heart attack 
before you are 45.

If you don’t suffer stress-related symptoms, perhaps you are a Type B. Do you think 
that your relaxed, casual behaviour will damage your career prospects?

Whichever your response, what are you going to do about it?

Stress management: individual and organizational
The work of Friedman and Rosenman shows a relationship between personality and 
health. Negative emotional states such as depression, hostility and anxiety are linked to 
heart disease, respiratory disorders such as asthma, headaches and ulcers. People in highly 
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stressful jobs, in which they have little or no autonomy, have a 23 per cent higher risk of a 
heart attack (Boseley, 2012). Stress is also caused by individual factors; difficulty in coping 
with change, lack of confidence, poor time management, poor stress management skills. 
In a UK survey in 2014, 56 per cent of employees said that their work was ‘very or fairly 
stressful’; in 2013–2014, 11.3 million working days were lost due to stress, depression or 
anxiety, costing employers an estimated £26 billion a year (Martindale, 2015).

Stress has many causes other than personality. Any condition that requires an adaptive 
response is known as a stressor. The pace of life and constant change generate stress by 
increasing the range and intensity of the demands on our time. Typical stressors that arise 
in organizations are:

r� inadequate physical working environment: noise, bad lighting, poor ventilation, lack of 
privacy, extremes of heat and cold, old and unreliable equipment;

r� inappropriate job design: poor co-ordination, poor training, lack of information, rigid 
procedures, inadequate staffing, high workloads, no challenge, little use of skills, no 
responsibility or participation in decision making, role ambiguity;

r� poor management style: inconsistent, competitive, crisis management, autocratic man-
agement, excessive time pressures placed on employees;

r� poor relationships: with superiors, with colleagues, with particular individuals, lack of 
feedback, little social contact, racial and sexual harassment;

r� uncertain future: job insecurity, fear of unemployment or redeployment, few promotion 
opportunities, low-status job;

r� divided loyalties: conflicts between personal aspirations and organizational require-
ments, conflict between job and family and social responsibilities.

Stress – or pressure – can also be arousing and exciting, and can enhance our sense 
of satisfaction and accomplishment, and improve our performance. The term eustress 
describes this positive aspect of stress. The prefix ‘eu’ is Greek for ‘good’. This contrasts 
with distress, which means the unpleasant, debilitating and unhealthy side of stress.

Stress can be episodic. When dealing with life’s problems, we get anxious, cope with the 
problem, and then relax again. Some events can be extremely stressful, such as the death 
of a relative, or a prison sentence. Other stressful experiences include getting a poor exam 
grade, being fined for speeding, or arguing with a friend, but these trigger less extreme 
responses. Each of these episodes on its own is unlikely to cause lasting damage. However, 
when several of these episodes occur around the same time, the health risk is increased.

Stress can be chronic. This happens when we face constant stress, with no escape, and 
this can lead to exhaustion and ‘burnout’. This may be due to the unfortunate coincidence 
of several unrelated episodes. However, chronic stress also arises from the enduring fea-
tures of our personal, social and organizational circumstances. If we are always under 
pressure, always facing multiple unrealistic demands, always having difficulties with our 
work, our colleagues, and our relationships, then the health risk from stress is likely to 
increase.

There are three other factors moderating the impact of stressors:

Condition: You are better able to cope with stress if you are in good health.

Cognitive appraisal: If you believe that you are not going to cope with a particular event, 
this belief can become a ‘self-fulfilling prophecy’.

Hardiness: Hardiness is an outlook on life characterized by a welcoming approach to 
change, commitment to purposeful activity, and a sense of being in control. This combi-
nation increases ability to deal with to stress.

Stress has many symptoms which, taken on their own, do not appear significant and are 
not threatening if they are temporary. Occasional headaches are not cause for concern. Many 
of the symptoms of stress also have other causes, so they can be overlooked, and stress is not 
recognized, and is not treated. Table 6.3 identifies typical signs of stress (from Ayling, 2015).
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Stress can have emotional consequences: anxiety, fatigue, depression, frustration, nerv-
ousness, low self-esteem. Extreme stress can lead to mental breakdown and suicide. Stress 
also affects behaviour in other ways, from ‘comfort tricks’ involving alcohol and other 
drugs and excess eating, to accident-proneness and emotional outbursts. Stress affects our 
ability to think, and interferes with learning, concentration, decision making, attention span 
and reaction to criticism. Physiological responses to stress include increased heart rate and 
blood pressure, sweating and ‘hot and cold flushes’.

The consequences of stress can be costly. The performance of stressed employees can be 
poor, and stress causes absenteeism, staff turnover, accidents and sabotage. Stress damages 
relationships (poor relationships can cause stress in the first place), and commitment to 
work and the organization falls.

Source: Jantoo

Table 6.3: The signs of excessive pressure and stress

Work performance Regression

Declining, inconsistent Performance
Uncharacteristic errors
Loss of control over work
Loss of motivation, commitment
Indecision
Lapses in memory
Increased time at work
Lack of holiday planning, usage

Crying
Arguments
Undue sensitivity
Irritability, moodiness
Over-reaction to problems
Personality clashes
Sulking
Immature behaviour

Withdrawal Aggressive behaviour

Arriving late to work
Leaving early
Extended lunches
Absenteeism
Resigned attitude
Reduced social contact
Elusiveness, evasiveness

Malicious gossip
Criticism of others
Vandalism
Shouting
Bullying or harassment
Poor employee relations
Temper outbursts

Other behaviours Physical signs

Out-of-character behaviour
Difficulty relaxing
Increased alcohol consumption
Increased smoking
Lack of interest in appearance, Hygiene
Accidents at home or work
Reckless driving
Unnecessary risk-taking

Nervous stumbling speech
Sweating
Tiredness, lethargy
Upset stomach, flatulence
Tension headaches
Hand tremor
Rapid weight gain or loss
Constantly feeling cold
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There are two broad strategies for reducing stress; individual emotion-focused strategies, 
and organizational problem-focused strategies.

Individual emotion-focused strategies improve resilience and coping skills and include:

r� consciousness-raising to improve self-awareness;

r� exercise and fitness programmes;

r� self-help training, in biofeedback, meditation, relaxation, coping strategies;

r� time management training;

r� development of other social and job interests.

Organizational problem-focused strategies deal directly with the stressors and include:

r� improved selection and training;

r� staff counselling;

r� improved organizational communications;

r� job redesign and enrichment strategies;

r� development of teamworking.

It is not always helpful to ‘blame’ the individual for their experience of and response to 
stress, despite the known link to personality. Stress is also caused by organizational factors. 
While individual resilience can be improved, the need for problem-focused organizational 
solutions is inescapable. Figure 6.4 summarizes the argument of this section, in terms of the 
causes of stress, factors that moderate the experience of stress, stress symptoms and coping 
strategies.

Built to rush: pressure and stress are good for you
In his book Rush: Why You Need and Love the Rat Race, 
Todd Buchholz (2011a) argues that speed, stress and 
competition at work add to our health and happiness. 
Taking it easy makes us unhealthy, depressed and miser-
able. Buchholz is a Harvard economics professor and a 
former White House economic adviser. He has no time 
for ‘work–life balance’, lazy vacations or yoga retreats. 
Instead, he emphasizes the benefits of activity. As we 
are ‘built to rush’, pressure and stress drive us to per-
form better, and competition encourages creativity and 
innovation.

Friedman and Rosenman (1974) argued that people 
with Type A personalities have problems with their health 
and with making good decisions. In contrast, Buchholz 
cites an Australian study, involving 9,000 people, which 
found that those with a passive lifestyle, who spent four 
or more hours a day ‘de-stressing’ in front of the televi-
sion, had an 80 per cent higher chance of developing 
heart disease than those who spent less than two hours a 
day channel hopping:

In your bloodstream is an enzyme called lipoprotein 
lipase. It’s a friendly enzyme because it draws fat to 

your muscles, where it can be burned as fuel. But 
sitting on your bum leaves fat in your bloodstream, 
where it might as well clog into formations that spell 
out 999.

We want to feel that rush of dopamine when we 
face a new challenge at work. We need that push 
of forward momentum in order to be creative. And 
we need it much more than we need mantras, deep 
breathing or the murmur that comes when we try 
to snooze through life. (Buchholz, 2011b, p.21)

Research has also shown that cognitive abilities – 
speed and clarity of thought – decay in people after they 
retire from work.

Competition is beneficial. At Apple, teams of 
designers and engineers were encouraged to compete 
with each other to persuade Steve Jobs which features 
to include in new iPhones and iPads. Buchholz is criti-
cal of the ‘Edenists’ who argue for a simpler, happier 
lifestyle. What would you rather do when you have fin-
ished reading this chapter: go relax, or rush on to the 
next task?
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Causes of stress

Symptoms

Coping strategies

Moderators

The individual:
Type A or Type B personality

Life changes:
threatening and minor episodes

Organizational conditions:
work environment,

job design, role conflict,
management style

episodic versus
chronic stress

the individual’s physical
and mental condition

cognitive appraisal of
stressors

degree of individual
‘hardiness’

absenteeism
staff turnover

poor performance
accidents and sabotage

Individual Organizational

heart disease
respiratory disorders

gastrointestinal problems
emotional difficulties

improve resilience and coping
skills

remove stressors in the
work setting

Individual emotion-focused Organizational problem-focused

Figure 6.4: Stress causes, moderators, symptoms, and coping strategies

Video case: hurry sickness – an epidemic affecting  
executives

This six-minute Financial Times video contradicts the argument of Todd 
Buchholz (2011) that we are ‘built to rush’. Richard Jolly from London 
Business School claims that we are suffering from an epidemic of ‘rush-
ing around doing things’, which stops us from reflecting and focus-
ing on priorities. Managers need new competencies, shifting the focus 
from human capital (personal knowledge and skill) to social capital – 
being able to get things done through other people.
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The Big Five
Building on Eysenck’s work, work on trait clusters has focused on the Big Five (Costa and 
McCrae, 1992). This is now broadly accepted as a common descriptive system. Research 
has consistently reproduced these dimensions in different social settings and cultures, with 
different populations, with different forms of data collection, and in different languages.

Big Five consistent trait 
clusters that capture 
the main dimensions of 
personality; Openness, 
Conscientiousness, 
Extraversion, 
Agreeableness and 
Neuroticism.

Table 6.4: The Big Five personality trait clusters

High Low

explorer (O+)
creative, curious, open-minded, 
intellectual

Openness
rigidity of beliefs and range of 
interests

preserver (O–)
conventional, unimaginative, 
narrow-minded

focused (C+)
organized, self-disciplined, 
achievement-oriented

Conscientiousness
desire to impose order and 
precision

flexible (C–)
disorganized, careless, frivolous, 
irresponsible

extravert (E+)
outgoing, sociable, talkative, 
assertive

Extraversion
level of comfort with 
relationships

introvert (E–)
reserved, quiet, introverted

adapter (A+)
good-natured, trusting, 
compliant, soft-hearted

Agreeableness
the ability to get along with 
others

challenger (A–)
rude, quarrelsome, uncaring, 
irritable, uncooperative

reactive (N+)
anxious, depressed, 
self-conscious

Neuroticism
tendency to maintain a  
balanced emotional state

resilient (N–)
calm, contented, self-assured

High Low

The Big Five (which spell OCEAN) are not personality types. These are sets of factors, 
‘super traits’, which describe common elements among the sub-factors or traits which clus-
ter together. Costa and McCrae identify six traits under each of the five headings, giving  
30 traits in total. You can find a summary of The Big Five trait clusters in Table 6.4. You can 
profile your own personality using the assessment exercise at the end of this chapter.

Openness is based on six traits: fantasy, aesthetics, feelings, actions, ideas, values. These 
run on a continuum from ‘explorer’, at one extreme, to ‘preserver’ at the other:

Explorer (O+) traits are useful for entrepreneurs, architects, change agents, artists 
and theoretical scientists. Preserver (O–) traits are useful for finance managers, stage 
performers, project managers and applied scientists. Those in the middle (O) are labelled 
‘moderates’ who are interested in novelty when necessity commands, but not for too 
long.

Conscientiousness: competence, order, dutifulness, achievement striving, self-discipline, 
deliberation. This continuum runs from ‘focused’ to ‘flexible’:

Focused (C+) traits are useful for leaders, senior executives and other high achievers. 
Flexible (C–) traits are useful for researchers, detectives and management consultants. 
Those in the middle (C) are ‘balanced’, and find it easy to move from focus to being flex-
ible, from production to research.

Extraversion: warmth, gregariousness, assertiveness, activity, excitement-seeking, positive 
emotions. This continuum runs from ‘extravert’ to ‘introvert’:

Extravert (E+) traits are useful in sales, politics, and the arts. Introvert (E–) traits 
are useful for production management, and in the physical and natural sciences. 
Those in the middle (E) are ‘ambiverts’ who move easily from isolation to social 
settings.
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Agreeableness :  trust, straightforwardness, altruism, compliance, modesty, 
 tender-mindedness. This continuum runs from ‘adapter’ to ‘challenger’:

Adapter (A+) traits are useful in teaching, social work and psychology. Challenger (A–) 
traits are useful in advertising, management and military leadership. Those in the middle 
(A) are ‘negotiators’ who move from leadership to followership as the situation demands.

Neuroticism, or ‘negative emotionality’: worry, anger, discouragement, self-consciousness, 
impulsiveness, vulnerability. This continuum runs from ‘reactive’ to ‘resilient’:

Reactive (emotional) or ‘N+’ traits are useful for social scientists, academics, and 
customer service professionals, but extreme reactivity interferes with intellectual perfor-
mance. Resilient (unflappable) or ‘N–’ traits are useful for air traffic controllers, airline 
pilots, military snipers, finance managers and engineers. Those in the middle (N) are 
‘responsives’, able to use levels of emotionality appropriate to the circumstances.

Those trait clusters may be appropriate to particular occupations. Does success in your 
chosen career, however, depend on your personality? Research suggests the following 
relationships:

Conscientiousness is positively related to salary, promotions and job status in most 
occupations

Neuroticism is negatively related to performance, salary and status

Extraversion findings are inconsistent, linked to performance, salary and job level 
in some studies, but not in others; may depend on type of work

Openness and  
agreeableness

do not correlate consistently with job performance; these attributes 
could contribute to lower performance in some jobs

Openness shown to reduce the performance of rugby referees

Agreeableness seems to interfere with management potential

Research has also shown that purchasing habits are related to The Big Five personality 
traits (The Economist, 2013, p.86). For example, extraverts are more likely to respond to a 
mobile phone advert that promises excitement, than to one that emphasizes convenience 
or security. Extraverts tend to prefer Coca-Cola, and agreeable people tend to prefer Pepsi. 
Organizations could thus develop more effective marketing strategies if they understood 
their customers’ personalities, but customers are likely to ignore corporate requests to sub-
mit to personality assessments. Some researchers, however, believe that your personality 
profile can be assessed in other ways.

LDprod/Shutterstock.com
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A group at IBM’s research centre in California has developed software that analyses 
streams of ‘tweets’, looking for words that indicate the tweeter’s personality, values and 
needs. Extraverts use words like ‘bar’, ‘restaurant’ and ‘crowd’ more frequently. Neuroti-
cism is associated with terms such as ‘awful’, ‘lazy’ and ‘depressing’. Agreeableness is 
associated with ‘summer’ and ‘unusual’. Word use can also be linked to values (what you 
think is important – loyalty, accuracy, self-development) and needs (what you feel you 
cannot live without – excitement, control, acceptance). Armed with this information, com-
panies can design their advertising specifically for you. The researchers analysed the tweets 
of 90 million users over three months. They claim to be able to produce a fairly accurate 
individual personality profile from 50 tweets, and a comprehensive profile from 200 tweets. 
When you next tweet somebody may be following your every word, but not in the way that 
you intended.

Is personality linked to success in management? Using The Big Five personality assess-
ment, Joanna Moutafi et al. (2007) studied 900 British managers, from ten organizations, 
in retailing, telecoms, manufacturing, consultancy, accounting and legal services. They 
reached three conclusions:

Conscientiousness was positively related to management level. This suggests that you are 
more likely to be promoted if you are capable, sensitive, effective, well-organized, thor-
ough, dependable, reliable, ambitious and hard-working. However, it may also be the 
case that high-level jobs encourage the development of those characteristics.

Neuroticism was negatively related to management level. This means that you are less likely 
to be promoted if you appear nervous, tense, anxious, stress-prone, unhappy, depressed, 
shy and unable to cope. People with those characteristics may avoid jobs with high lev-
els of responsibility, but the stress in those management roles may increase neuroticism.

Extraversion was positively related to management level. This implies that you are more 
likely to be promoted if you are dominant, confident, assertive, energetic, determined, 
outgoing and sociable. The researchers note that ‘Management is an extraverted activity. 
Managers attend meetings, give talks and socially interact all day long, which are activi-
ties more easily handled by extraverts than introverts’ (Moutafi et al., 2007, p.277).

Psychometric tests of cognitive abilities tend to be good predictors of job performance, while 
measures of personality traits are poorer predictors. This particular study suggests, however, 
that personality assessment could be useful in selecting people for management roles.

Automating personality assessment
Most of us believe that we are good judges of the person-
alities of others. However, this could be another human 
cognitive skill that computers perform better. Wu Youyou 
et al. (2015) compared human and computer-based 
judgements of the personalities of 86,200 participants, 
who first completed a Big Five personality assessment: 
openness, conscientiousness, extraversion, agreeable-
ness, neuroticism. The researchers also designed a 
computer model using Facebook Likes, which indicate 
‘positive associations’ with a range of issues: products, 
brands, websites, sports, music, books, restaurants. The 
participants’ personalities were then rated on The Big Five 
by Facebook friends.

The computer model was a more accurate judge, 
needing only 100 Likes in order to perform better 

than a human judge (300 Likes if the human assessor 
was a spouse). On average, Facebook users each have 
��� .iMes. %omputers may be better Ludges because 
they can store and analyse volumes of information which 
are difficult for humans to retain, and their assessments 
are not biased by emotions and motives. Why should 
Facebook Likes be linked to personality? The researchers 
explain: ‘Exploring the Likes most predictive of a given 
trait shows that they represent activities, attitudes, and 
preferences highly aligned with The Big Five theory. For 
example, participants with high openness to experience 
tend to like Salvador Dali, meditation, or TED talks; par-
ticipants with high extraversion tend to like partying, 
Snookie (reality show star), or dancing’ (Wu Youyou  
et al., 2015, p.1037).
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The development of the self
The nomothetic approach to the study of personality has been criticized by those who advo-
cate an idiographic approach, which contrasts sharply in perspective and implications.

Idiographic means ‘writing about individuals’. Psychologists using this perspective begin 
with a detailed picture of one person, aiming to capture their unique richness and complex-
ity. This is a valuable way of deepening our understanding, but does not produce universal 
laws of behaviour.

The idiographic approach makes the following assumptions:

r� First, each individual has unique traits that cannot be compared with the traits of oth-
ers. Your sensitivity and aggression are not necessarily the same as my sensitivity and 
aggression. Idiographic research produces in-depth studies of normal and abnormal indi-
viduals, with information from interviews, letters, diaries and biographies, including 
what people say and write about themselves.

r� Second, we are not just biological machines powered by heredity. We are socially self-
conscious. Our behaviour patterns are affected by our experience, and by reflection and 
reasoning, not just by instinct and habit.

r� Third, we behave in accordance with the image that we have of ourselves – our  self-concept. 
We learn about ourselves through our interactions with others. We take the attitudes and 
behaviours of others and use those to adjust our self-concept and our behaviour.

r� Fourth, as the development of the self-concept is a social process, this means that per-
sonality can change with social experiences. The development of personality is not the 
inevitable result of genetic inheritance. It is through interaction with others that we learn 
to understand ourselves as individuals. We cannot develop self-understanding without 
the (tacit) help of others. In this view, ‘human nature’ is a fluid concept. This contrasts 
with the argument that human nature is largely influenced by biology and genetics. This 
perspective, therefore, is on the nurture side of the nature–nurture debate.

The mind’s ability to reflect on its own functions is an important capability. We experi-
ence a world ‘out there’ and we can experience ourselves in that world, as objects that 
live and behave in it. We can observe, evaluate and criticize ourselves in the same con-
scious, impersonal way that we observe, evaluate and criticize others, and we can experi-
ence shame, anxiety or pride in our own behaviour. Our capacity for reflection allows us to 
evaluate past and future actions and their consequences.

The American psychologist Charles Horton Cooley introduced the concept of the ‘looking 
glass self’. Our mirror is the other people with whom we interact. If others respond warmly 
and favourably towards us, we develop a ‘positive’ self-concept. If others respond with 
criticism, ridicule and aggression, we develop a ‘negative’ self-image. The personality of the 
individual is thus the result of a process in which the individual learns to be the person they 
are. Most of us learn, accept and use most of the attitudes, values, beliefs and expectations 
of the society in which we are brought up.

In other words, we learn the stock of knowledge peculiar to our society. Red means stop. 
Cars drive on the left-hand side of the road (in Australia and Britain). An extended hand 

idiographic an 
approach to the study of 
personality emphasizing 
the uniqueness of the 
individual, rejecting the 
assumption that we can 
all be measured on the 
same dimensions.

Self-concept the set 
of perceptions that we 
have about ourselves.

Automated, accurate, inexpensive personality assess-
ment could have several uses: tailoring marketing mes-
sages, matching candidates to jobs, adjusting services 
to customers. However, the personal information that 
can be collected from your ‘digital footprint’ can also be 
used to influence and manipulate, raising questions of 
privacy.

In the movie Her (2013, director Spike Jonze), the writer 
Theodore Twombly (played by Joaquin Phoenix) falls in 
love with Samantha (Scarlet Johansson), who is his com-
puter’s artificially intelligent operating system. Samantha 
understands and responds to Theodore in a more helpful 
and effective way than his friends. The researchers con-
clude that their findings could turn this fiction into reality.
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is a symbol of respect and friendship, not of hostility or aggression. These examples, on 
their own, are trivial. Taken together, these make up our ‘recipe knowledge’ of how soci-
ety works. The taken-for-granted ‘rules’ that govern our behaviour are created, recreated 
and reinforced through our ongoing interactions with others based on shared definitions of 
our reality. We interact with each other successfully because we share this understanding. 
What we inherit from our parents cannot possibly tell us how to behave in a specific cul-
ture. We have to learn how to become persona grata through social interaction.

If we all share the same ideas and behaviours, we have a recipe for a society of conform-
ists. This is not consistent with the evidence, and the theory does not imply this. George 
Herbert Mead (1934) argued that the self has two components:

I the unique, individual, conscious and impulsive aspects of the individual

Me the norms and values of society that the individual learns and accepts, or 
‘internalizes’

Mead used the term generalized other to refer to the set of expectations that we believe 
others have of us. ‘Me’ is the part of self where these generalized attitudes are organized. 
‘Me’ refers to the mental process that enables us to reflect on our own conduct. ‘Me’ is the 
self as an object to itself.

The ‘I’ is the active, impulsive component of the self. Other people encourage us 
to conform to current values and beliefs. Reflective individuals adjust their part in the 
social process. We can initiate change by introducing new social values. Patterns of 
socially acceptable conduct are specified in broad and general ways. There is plenty 
of scope for flexibility, modification, originality, creativity, individuality, variety and 
change.

Generalized other 
what we think other 
people expect of us, in 
terms of our attitudes, 
values, beliefs and 
behaviour.

SToP ANd ThiNk

List the ten words or phrases that best describe the most important features of your 
identity.

These features could concern your social roles, physical characteristics, intellectual 
qualities, social style, beliefs and particular skills.

Then make a second list, putting what you regard as the most important feature at 
the top, and ranking all ten items with the least important at the bottom.

Starting at the bottom of your list, imagine that these items are removed from 
your personality one by one. Visualize how you would be different without each 
personality feature. What difference does its absence make to you?

This is the start of the process of establishing your self-concept. How much more or 
less valid is this approach than one based on forced choice questionnaires –  
and why?

Figure 6.5 illustrates what Carl Rogers (1947) called the ‘two-sided self’.
Our self-concept gives us a sense of meaning and consistency. But as our perceptions 

and motives change with new experiences and learning, our self-concept and our behaviour 
also change. Personality in this perspective, therefore, is not stable; the self-concept can be 
reorganized. We have perceptions of our qualities, abilities, attitudes, impulses and so on. 
If these perceptions are accurate, conscious, organized and accepted, then we can regard 
our self-concept as successful because it will lead to feelings of comfort, freedom from ten-
sion and psychological adjustment. Well-adjusted individuals thus have flexible images of 
themselves, and are open to change through new experiences.
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Personality disorders can be caused by a failure to bring together experiences, motives 
and feelings into a consistent self-concept. We usually behave in ways consistent with our 
self-images, but when we have new experiences or feelings that are inconsistent we either:

r� recognize the inconsistency and try to integrate the two sets of understanding – the 
healthy response; or

r� deny or distort one of the experiences, perhaps by putting the blame onto someone or 
something else – an unhealthy defence mechanism.

Rogers argued that at the core of human personality is the desire to realize fully one’s 
potential. To achieve this, the right social environment is required, one in which we are 
treated with unconditional positive regard. This means that one is accepted for whatever 
one is; one is valued, trusted and respected, even in the face of characteristics which others 
dislike. In this environment, the individual is likely to become trusting, spontaneous and 
flexible, with a rich and meaningful life and a harmonious self-concept. However, this is 
very different from the type of social environment in many contemporary organizations. 
Most of us face highly conditional regard, in which a narrow range of thoughts and behav-
iours is accepted.

Unconditional 
positive regard 
unqualified, non-
judgemental approval 
and respect for the traits 
and behaviours of the 
other person (a term 
used in counselling).

The individual’s
self-concept

the way ‘I’ see myself the way others see ‘Me’

what I expect of myself what others expect of Me

the personal self:
my perceptions, motives,

feelings

the social self:
how I appear to others

Figure 6.5: The two-sided self

Should you be true to yourself?
Leaders and managers are advised to be ‘authentic’ if 
they are to be effective. What does that mean in prac-
tice? ‘Authenticity’ means genuine, original, not a copy. 
For the individual, this means behaving in ways that are 
consistent with one’s ‘true self’. Herminia Ibarra (2015) 
argues, however, that a rigid self-concept is a problem 
when we are constantly faced with radical work and 
organizational changes, and where we want to change 

our behaviour to improve our performance. With an 
increasingly diverse workforce, many of us have col-
leagues whose norms and expectations are different from 
our own. It can be difficult to choose between what is 
expected of us, and what feels authentic.

Ibarra (2015) describes how two contrasting psycho-
logical profiles lead to different ways of managing our 
self-concept:

➔
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Compared with nomothetic methods, an idiographic approach appears to be a complex, 
untidy view of personality and its development. It has influenced research, but has had 
little impact on contemporary psychometrics. Any approach to studying your self-under-
standing with questions worded by someone else is not going to work. You may reject that 
wording as not relevant to your self-concept.

We need another route into the mind. Well, we can ask people to write and to talk about 
themselves. Such methods are in common use, including free association, interpretation 
of dreams, and the analysis of fantasies. Here the individual has freedom of expression 
and responses are not tied to given categories. The researcher’s job is to identify themes 
that reveal an individual’s preoccupations, interests and personality. One technique is the 
 thematic apperception test, or TAT.

This label breaks our rule about not describing personality assessments as ‘tests’. How-
ever, we have to be consistent with the literature. This is how the TAT works. First, you 
are told that you are about to take a test of your creative writing skills. Then you are shown 
photographs or drawings, typically including people, and asked to write an imaginative 
story suggested by what you see. The images do not imply any particular story. The con-
tents of your imaginative accounts are then assessed in various ways. One of these con-
cerns your need for achievement. This is not a test of your imaginative writing at all.

Thematic 
apperception test 
an assessment in which 
the individual is shown 
ambiguous pictures 
and is asked to create 
stories of what may be 
happening in them.

Need for 
achievement 
a concern with 
meeting standards 
of excellence, the 
desire to be successful 
in competition, the 
motivation to excel.

r� Chameleons are able and willing to adapt to the 
demands of different situations without feeling that 
they are faking. They ‘try on’ different styles to find a 
fit with the context.

r� True-to-selfers say what they really think and feel, 
even if that is not consistent with the expectations and 
demands of the situation.

There are problems with both of these profiles. Adapt-
able chameleons may have fast-track careers, but they 
can be seen as insincere and immoral. True-to-selfers may 
stay in their comfort zones and not change their behav-
iour to meet new demands. Ibarra cites the example of 
a manager who took on a more responsible position. 
She believed in transparent, collaborative leadership, and 
openly shared her anxieties about her role with her new 
staff. However, those employees were looking for a con-
fident leader to take charge. Instead of building trust, her 
‘authenticity’ damaged her credibility.

Instead, Ibarra (2015, p.58) advises managers and 
leaders to develop an adaptively authentic profile. This 
involves ‘playing’ with different approaches:

When we adopt a playful attitude, we’re more open 
to possibilities. It’s OK to be inconsistent from one 

day to the next. That’s not being a fake; it’s how we 
experiment to find out what’s right for the new chal-
lenges and circumstances we face.

There are three ways to develop an adaptively authen-
tic profile. First, adapt the styles and behaviours of others, 
by borrowing selectively from a large number of varied role 
models. Second, set learning goals, stop protecting our 
‘comfortable old selves’, and do not expect to get every-
thing right first time. Third, keep under review the personal 
 narratives – the stories and images that we have of our-
selves s and edit or drop these when we find ourselves in 
new situations. For example, the ‘friendly team player and 
peacekeeper’ image may not be helpful in a demanding new 
leadership assignment, and a bolder, more adventurous nar-
rative may be appropriate. Ibarra (2015, p.59) concludes:

The only way we grow as leaders is by stretching the 
limits of who we are – doing new things that make 
us uncomfortable but that teach us through direct 
experience who we want to become. Such growth 
doesn’t require a radical personality makeover. Small 
changes s in the way we carry ourselves� the way we 
communicate, the way we interact – often make a 
world of difference in how effectively we lead.
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The assessment procedure first involves deciding whether any of the characters in your 
story have an achievement goal. In other words, does somebody in your story want to 
perform better? This could involve doing something better than someone else, meeting or 
exceeding a self-imposed standard of excellence, doing something unique, or being involved 
in doing something well. Points are scored for the presence of these features in your story. 
The more achievement imagery, the higher your score.

The TAT is widely used in psychological research, occupational choice, psychiatric eval-
uation and screening candidates for high-stress jobs. The test was invented by Henry Mur-
ray and Christiana Morgan in the 1930s, and was later developed by David McClelland 
(1961; McClelland et al., 1976) as a means of measuring the strength of need for achieve-
ment. The TAT is also used to measure the needs for power and affiliation, using similar 
scoring procedures, but looking for different imagery. In the original full test, you are asked 
to write stories about 31 pictures.

What can short, creative stories about ambiguous pictures tell us about your distinctive 
and stable personality characteristics? The thematic apperception test is a projective test.

The label ‘projective’ is used because subjects project their personalities into the stories 
they write. The Rorschach test is a form of projective assessment which uses random ink-
blots instead of pictures or photographs. McClelland argues that it is reasonable to assume 
that the person with a strong concern with achievement is likely to write stories with lots of 
achievement imagery and themes. The evidence seems to support this view.

Need for achievement is important in an organizational context. People with low need 
for achievement are concerned more with security and status than with personal fulfilment, 
are preoccupied with their own ideas and feelings, worry more about self-presentation than 
their performance, and prefer bright Scottish tartans. People with high need for achieve-
ment tend to have the following characteristics:

r� They prefer tasks in which they have to achieve a standard of excellence rather than 
simply carrying out routine activities.

r� They prefer jobs in which they get frequent and clear feedback on how well they are 
doing, to help them perform better.

r� They prefer activities that involve moderate risks of failure; high-risk activities lead to 
failure, low-risk activities do not provide opportunities to demonstrate ability.

r� They have a good memory for unfinished tasks and do not like to leave things incomplete.

r� They can be unfriendly and unsociable when they do not want others to get in the way 
of their performance.

r� They have a sense of urgency, appear to be in a hurry, to be working against time and 
have an inability to relax.

Projective test 
an assessment 
based on abstract or 
ambiguous images, 
which the subject is 
asked to interpret by 
projecting their feelings, 
preoccupations and 
motives into their 
responses.

Caroline Woodham/Alamy

SToP ANd ThiNk

Write an imaginative story (100 words) about 
what is happening in this picture:

Henry Alexander 
Murray (1893–1988)
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r� They prefer sombre Scottish tartans with lots of blues and greens (Buchanan tartan has 
lots of red and yellow); unobtrusive backgrounds allow them to stand out better.

Organizations want employees with drive, ambition and self-motivation. Can the TAT be 
used to identify them? Unfortunately, it is not a good assessment for this purpose. Although 
the detailed scoring is not obvious to the untrained, the definition of achievement imagery 
is close to popular understanding. So, when you know what the ‘test’ is all about, it is easy 
to fake your score – the same problem that we have with objective questionnaires.

The TAT faces other problems as an organizational selection tool. The output of the 
assessment is hard for the untrained eye to regard as ‘objective data’. The scoring proce-
dure involves subjective interpretation. Expensive training is required in the full technical 
procedure to produce judges who can reach reliable assessments. With an objective ques-
tionnaire, anyone with the scoring key can calculate the results quickly and accurately.

McClelland argues that need for achievement can be increased by teaching you the scor-
ing system, thus helping you to write high scoring stories, and by encouraging you to see 
life more clearly in achievement terms. McClelland and colleagues have used this approach 
with senior managers, entrepreneurs, police officers and social workers, and the first appli-
cation outside America was with Indian businessmen in 1963. The TAT can thus be used to 
assess, and also to change personality.

Nomothetic versus idiographic
These contrasting perspectives on personality are summarized in Table 6.5.

Table 6.5: Nomothetic versus idiographic

The nomothetic approach The idiographic approach

Positivist bias Constructivist bias
Generalizing; emphasizes the discovery of  
laws of human behaviour

Individualizing; emphasizes the richness and 
complexity of the unique individual

Based on statistical study of large groups Based on intensive study of individuals
Uses objective questionnaires Uses projective assessments (tests) and other 

written and spoken materials
Describes personality in terms of the individual’s 
possession of traits, and trait clusters or 
personality types

Describes personality in terms of the individual’s 
own understanding and interpretation of their 
identity

Personality is composed of discrete and 
identifiable elements

Personality has to be understood as an indivisible, 
intelligible whole

Personality is primarily determined by heredity, 
biology, genetics

Personality is primarily determined by social and 
cultural processes

Personality is given and cannot be altered Personality is adaptable, open to change through 
experience

How can we choose between these perspectives? We can look at the logic of the argu-
ments, and consider the evidence. We can resort to practical uses and assess how these 
methods can treat personality disorders, or analyse and predict behaviour. These forms of 
judgement miss the point that these approaches are based on very different views of human 
nature. The evidence is such as to leave us debating for a considerable time without resolu-
tion. We need to use criteria such as:

r� Which theory is more aesthetically pleasing?

r� Which approach ‘feels’ right?

r� How does each approach fit with my world view?
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Another approach is to see these perspectives as complementary. They offer two 
broad research strategies, each of which is capable of telling us about different aspects 
of human psychology. What each alone reveals is interesting, but partial. Perhaps we 
should use both approaches and not concentrate on one alone. However, contemporary 
employee assessment and selection methods ignore this advice, using mostly nomothetic 
methods.

Selection methods
Personality assessment almost always contributes to employee selection. This may be an 
informal, personal judgement (‘does their face fit?’), but, as mentioned earlier, organiza-
tions have increasingly turned to formal psychometric methods. Choosing the right candi-
date for a job, or for promotion, is a critical decision. Incorrect decisions lead to frustrated 
employees and poor performance. Selection procedures are costly and time-consuming, and 
it is expensive to repeat them to recover from errors.

A selection (or a promotion) decision is a prediction about the candidate’s future per-
formance. Predictions are based on an understanding of the demands of the job, and on 
information about the candidates. Traditionally, candidate information has come from 
application forms, references and interviews. The application form provides background, 
but is impersonal. Referees notoriously reveal only good things about candidates. Research 
suggests that interviews can also be unreliable, and are not suitable for all occupations: 
what would you think of the football team captain who selected players on the basis of how 
well they performed in an interview?

Psychometrics
Psychometrics, the systematic testing, measurement and assessment of intelligence, apti-
tudes and personality, promise to improve the objectivity of selection and promotion 
decisions by collecting information that has predictive power. Psychometric applications 
developed rapidly during the late twentieth century, and there are now thousands of tests 
and assessments in use.

When choosing a psychometric assessment, for any purpose, two criteria are particularly 
important: reliability and predictive validity.

If the same group of people is given the same assessment on two or more occasions, and 
the results are the same or similar, then the assessment can be described as reliable. This 
is known as ‘test–retest reliability’. The validity of an assessment concerns the extent to 
which it actually measures what it sets out to measure. There are different types of validity:

r� Face validity: does it look right?

r� Construct validity: does it relate to other similar measures?

r� Predictive validity: will it tell us how well someone will perform on the job?

In employee selection, predictive validity is particularly important. So, can we pre-
dict job performance from personality assessments? No single method can accurately 
predict how well an individual will perform in a specific role. Most employers use sev-
eral methods for gathering information about candidates. A survey of 460 public and 
private sector organizations in the UK by the Chartered Institute for Personnel and 
 Development (2013, p.19) found that interviews were still a common selection method, 
and that  competency-based interviews were the most popular across all sectors. Although 
 face-to-face interviews were preferred, 56 per cent of employers were using telephone 
interviews, and nearly one-third also used video or Skype interviews. The survey findings 
are summarized in Table 6.6.

Reliability the degree 
to which an assessment 
delivers consistent 
results when repeated.

Predictive validity 
the extent to which 
assessment scores 
accurately predict 
behaviours such as job 
performance.
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More than half of the organizations surveyed used social media in their recruitment pro-
cess, but less than a fifth had a social media strategy. Social media were used mainly to 
attract candidates (86 per cent), but only 6 per cent used social media to screen candidates’ 
online profiles. Three-fifths of those organizations which did not use social media in this 
context felt that it would benefit them to do so. Over 80 per cent said that social media use 
had strengthened their employer brand and increased the number of applicants from which 
they could select. And 75 per cent said that social media had reduced their recruitment 
costs (Chartered Institute for Personnel and Development, 2013, p.5).

Table 6.6: The popularity of different selection methods

Selection method % of organizations using

Competency-based interview 82

Interview based on application form and CV 71

Tests for specific skills 55

Literacy and/or numeracy tests 45

General ability tests 45

Assessment centres 43

Personality and aptitude questionnaires 42

Group exercises, such as role-playing 28

Pre-interview references 22

Online tests 22

Approaches to selection vary from country to country. Employers in Britain and America 
rely on interviews, but graphology (handwriting analysis) is more widely used in France. 
Assessment centres are popular in Britain, Germany and The Netherlands. Blood group is a 
selection criterion in Japan.

Selection methods differ in their validity, or ability to predict job performance. The ‘perfect’ 
method would be right every time, and would have a validity coefficient of ‘1’. Random selec-
tion with a pin would score ‘0’. Studies show that structured interviews score 0.6, assessment 
centres 0.4, personality assessments 0.4 and unstructured interviews 0.3. Graphology (hand-
writing assessment) and astrology both score 0 (Rees and French, 2010, p.178). Any method 
with a validity coefficient of less than 0.5 is going to be wrong more often than it is right. Sec-
ond, personality assessments have relatively low predictive validity. The average cost of filling 
a vacancy is around £5,000 for senior managers and directors, and £2,000 for other employees, 
so selection errors can be expensive, and these figures do not consider costly errors that the 
wrong person could make (Chartered Institute of Personnel and Development, 2013, p.4).

SToP ANd ThiNk

At your next job interview, you are asked, ‘Why should we employ you?’ The first part 
of your answer concerns your knowledge and skills. The second part of your answer 
concerns your personality. What are you going to say? Will this help you to get the job?
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The results of personality assessments are rarely used as the sole basis of a selection 
decision. While these may give further useful information, along with other selection meth-
ods, personality assessments are not always good predictors of performance because:

r� people are flexible and multifaceted, and can develop new skills and behaviours and adapt to 
new circumstances; personality assessment captures a part of the whole at one point in time;

r� most jobs are multifaceted in their demands on skill and knowledge, and traits which 
enhance competence in one task may not improve overall job performance;

r� job performance usually depends on many factors that are not related to personality 
such as luck, training, payment systems, physical facilities, supervisory style, organiza-
tion structure, company policies and procedures, and organization culture and norms;

r� most jobs change over time, so predictions based on current measures are unreliable;

r� nomothetic methods work with large samples, against which individual profiles can 
be compared; these methods are not designed to make predictions about individuals, 
although that is how they are often used;

r� in clinical and research settings, most people give honest answers about personality, but 
these assessments are easy to falsify when a job or promotion is at stake.

New, improved interview techniques
It can be difficult to predict the future job performance of candidates using traditional 
unstructured interviews. Interviewees prepare, and good social skills can influence inter-
viewers who do not have time to gather more information. Interviews can be improved by 
training interviewers in questioning techniques, effective probing of responses, taking notes 
(many interviewers do not do this), using structured rating scales, and not making any deci-
sions until after the interviews are over. However, there are four other types of interview 
technique which can improve the process (Brittain, 2012):

Does size matter?
Nick Seybert (2013) claims that companies whose chief 
executives have large signatures perform worse than 
those led by CEOs with small signatures. How can that 
be? This conclusion is based on an analysis of ten years of 
annual reports of 400 large American companies.

A large signature is an indicator of narcissistic personality 
traits such as dominance and high self-esteem (i.e. outsized 
ego), and those were associated with overspending, lower 
return on assets and (paradoxically) higher CEO pay rela-
tive to that of industry peers. Narcissistic individuals tend to 
dominate discussions, ignore criticism and belittle employ-
ees. Don’t we want leaders to be hard-charging, dominant 

and confident? Yes, and some are successful (Steve Jobs is 
an example – but he was also a genius and a visionary). Sey-
bert (2013, p.33) notes that ‘Most people who have gran-
diose ideas about their own abilities and refuse input from 
others make worse decisions’, and he concludes (p.32):

[W]hen an annual report has a big CEO signature on it – 
as measured by the area of a box drawn around the sig-
natureos end points� and controlling for name length s a 
firm will, on average, spend more on capital goods, 
R&D, and acquisitions than its industry peers, yet show 
worse sales growth over the next three to six years.

Interview technique Features (and drawback)

Structured competency interview Interview questions focus on key competencies and behaviours, answers are matched 
with desired criteria, questions tailored to individual candidates (may be seen as unfair)

Career history interview Interviewer guides candidate through key events in their career, what they achieved 
and how, what failures they have experienced and what they learned, reveals behaviour 
patterns leading to success (takes time)

Pseudo-clinical psychology 
interview

Interviewer asks candidate to describe childhood memories and experiences, as these 
affect work behaviour in adult life (may be seen as not relevant)

Conversational interview Similar to structured competency approach, interviewer adopts the style of a peer who 
is taking an interest in the candidate’s role and aspirations, and allows conversation to 
flow naturally (needs a highly trained interviewer)
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Interviews provide valuable, but partial information about candidates. It is helpful to 
draw on information from other sources as well, such as aptitude tests and business simula-
tion methods. Structured, competency-based or situational interviewing has relatively high 
predictive validity (CIPD, 2013) Candidates may also be presented with work-based prob-
lems, and asked how they would respond. Imagine that you have applied for a job as an 
emergency telephone operator. Your interviewer asks you this question:

A friend calls you. She is upset. Her child has been injured. She begins to tell you, in a 
hysterical manner, about how difficult it is to get baby-sitters, what the child is wearing, 
what words the child can speak, and so on. What would you do?

Your answer is rated for communication skills, emotional control and judgement, and is 
compared with the actual behaviour of high-level performers in this occupation. It is diffi-
cult for you to cheat or to practise responses to a structured competency interview, because 
you do not know what behaviours are being sought by assessors. Companies using these 
methods report a high success rate.

Assessment centres
Assessment centres were developed during the Second World War by British War Office 
Selection Boards. Groups of around six to ten candidates are brought together for one to 
three days. They are presented, individually and as a group, with a variety of exercises, 
tests of ability, personality assessments, interviews, work samples, team problem solving 
and written tasks. Their activities are observed and scored. This is useful for selection and 
promotion, staff development, talent spotting, and for career guidance. The evidence sug-
gests that this combination of techniques improves the probability of selecting and promot-
ing appropriate candidates.

Assessment centres are expensive to design and run. Qualified assessors are necessary, 
and a lack of top management commitment to the process can give assessors and candi-
dates inappropriate signals. Methods must be tailored to each organization’s needs. The 
focus on observable and measurable aspects of behaviour overlooks less easily assessed 
skills. Advocates argue that the information collected is comprehensive and comparable, 
and candidates have opportunities to demonstrate capabilities unlikely to appear in inter-
views. The self-knowledge gained can also be valuable to candidates. It has been claimed 
that a well-designed assessment centre using a variety of methods can achieve a predictive 
validity of 0.8 with respect to job performance (CIPD, 2013).

Selection at Google
Every year, between 1 and 3 million people apply to 
work for Google, which hires several thousand of them, 
making it more selective than Harvard, Yale or Prince-
ton universities. Because only 10 per cent of applicants 
will become top performers, Google has to separate the 
exceptional from the rest. Alan Eustace, Senior Vice Presi-
dent for Knowledge, says: ‘A top notch engineer is worth 
three hundred times or more than an average engineer’ 
(Bock, 2015, p.62). Selection is so important to Google 
that, in the beginning, it took over six months to appoint 
anyone; each applicant had 15 to 25 interviews. Each 
new recruit consumed 250 hours of employee time.

Selection aims to predict how well candidates will 
perform when they join a team. Google looks for five 

attributes: engineering ability, general cognitive ability, 
leadership, role-related knowledge and ‘Googleyness’. 
These attributes are assessed using structured interviews, 
and assessments of cognitive ability, conscientious-
ness and leadership. Each job has attributes to test for, 
and interview questions are designed to predict perfor-
mance. Google also uses work sample tests to identify 
problem-solving ability: ‘Write an algorithm to do this’. 
By 2013, despite recruiting even more staff, the amount 
of time spent on each hire was reduced by 75 per cent. 
But there is one final reviewer of every job applicant – 
Larry Page, the co-founder and current Chief Executive 
of Google.
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ReCAP

1. Distinguish between type, trait and self theories 
of personality.

r� Type theories (Hippocrates, Sheldon, Jung) classify 
individuals using a limited number of personality 
categories.

r� Trait theories, based on a nomothetic perspective 
(Eysenck, Costa and McCrae), profile the individu-
al’s personality across a number of different fac-
ets.

r� Self-theories, based on an idiographic perspective 
(Cooley, Mead), describe unique individual person-
alities.

2. Identify the strengths and limitations of formal 
methods of personality assessment.

r� Formal methods offer objective and compre-
hensive assessments of personality. But they are 
impersonal, based on group norms, and don’t 
capture individual uniqueness.

r� Formal methods provide objective information 
about job candidates, but the links between per-
sonality assessment scores and job performance 
are often weak.

3. Compare the advantages and disadvantages of 
questionnaires and projective tests as measures 
of personality.

r� Objective questionnaires are easy to score and 
offer quantitative rigour. But they can only be 
interpreted using group norms; individual scores 
are meaningless.

r� Projective tests capture the richness and unique-
ness of the individual. But they have complex scor-
ing, are subjective, and individual results cannot 
easily be compared.

4. Explain the relationship between personality and 
stress, and identify appropriate individual and 
organizational stress management strategies.

r� Type A personalities (competitive, impatient) are 
more stress prone than Type B personalities (easy-
going, relaxed).

r� Individuals can develop physical and psychological 
resilience and coping skills.

r� Management has to reduce or remove work-
related stressors (job design, management style, 
adverse working conditions, excessive work-
load).

5. Evaluate the benefits and problems of psycho-
metric assessment as a tool to assist management 
decision making, particularly in selection.

r� Psychometrics offer objective, systematic, com-
prehensive and quantitative information. They are 
also useful in career guidance, counselling and 
development.

r� Individual scores are meaningless outside the con-
text of group norms.

r� It is difficult to predict job performance from a 
personality profile.

r� Personality assessment can identify strengths in 
specific areas of competence.

6. Assess realistically the main characteristics of 
your own personality.

r� Current thinking profiles personality on ‘the Big 
Five’ trait clusters of Openness, Conscientious-
ness, Extraversion, Agreeableness and Neuroticism 
(OCEAN). Self-theories argue that the self-concept 
is what is important, not your test scores.

1. What is psychometrics, and what are the main applications? What are the benefits 
and drawbacks of psychometric assessment in organizational contexts?

2. What is ‘personality’ and why is this term difficult to define clearly?

3. What is the difference between ‘type’ and ‘trait’ theories of personality? Using at least 
one example of a trait theory, explain the benefits and problems associated with this 
approach to personality assessment.

4. Explain the distinction between nomothetic and idiographic views of personality. 
What are the advantages and drawbacks of these methods?

Revision
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Springboard

Tomas Chamorro-Premuzic and Adrian Furnham (2010) The Psychology of Personnel Selec-
tion. Cambridge: Cambridge University Press. Comprehensive exploration of theories, 
techniques and controversies, and guidelines for choosing assessments and how they can 
predict job performance.

Kathy Daniels and Lisa Ayling (2011) Stress and Mental Health at Work. London: Char-
tered Institute of Personnel and Development. Explains the nature and significance of 
stress, identifies the symptoms, and outlines strategies for managing stress along with 
legal issues.

Kevin Dutton and Andy McNab (2014) The Good Psychopath’s Guide to Success. London: 
Bantam Press. Argues that there are good and bad psychopaths; the former display or 
conceal ruthlessness, fearlessness, conscience and empathy depending on the situation. 
Psychopathy is one of the ‘Dark Triad’ of personality characteristics which includes nar-
cissism and Machiavellianism.

Neal Schmitt (2014) ‘Personality and cognitive ability as predictors of effective performance 
at work’, Annual Review of Organizational Psychology and Organizational Behavior,  
1: 45–65. Assesses the advantages and limitations of cognitive testing and personality 
assessment in employee selection, based on recent research.

Research 
assignment

Interview two managers who are involved in selecting candidates for jobs in their organi-
zations. Choose two different types of organization; large and small, or public and pri-
vate sector, or manufacturing and retailing. First ask them (a) what selection methods 
do they use, (b) why they use those methods, and (c) what in their experience are the 
strengths and weaknesses of these methods. Then ask them for their judgement con-
cerning the relative importance of personality as a predictor of a candidate’s job per-
formance. If they use psychometrics, find out the extent to which the scores influence 
selection decisions. Your report will cover the following issues:

1. Describe the range of selection methods used by these organizations.

2. If the two managers reported using different methods, how can this be explained? 
Was this due to personal preferences, to the nature of the work for which candidates 
were being chosen, or to the differing nature of the organizations?

3. Summarize the strengths and weaknesses of their methods. Is their experience-based 
assessment consistent with the evidence presented in this chapter? Based on the evi-
dence concerning selection methods, what advice would you give to these managers?

4. Prepare a brief assessment of the importance placed on personality by those manag-
ers in their selection processes, compared with the evidence concerning our ability to 
predict job performance using personality assessment scores.

OB cinema
The Imitation Game (2014, director Morten Tyldum) is based on the true story of Alan Turing (played 
by Benedict Cumberbatch), one of the founders of computing science and artificial intelligence. 
During the Second World War, Turing worked as a cryptanalyst for the UK Government Code and 
Cypher School at Bletchley Park. The movie shows how Turing and his team broke the German com-
munications code, Enigma. Turing was arrogant, antisocial, solitary, literal-minded and showed little 
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empathy with others. These behaviours appear to be personality-based, but they are often related to 
a neurological condition called Autism Spectrum Disorder (ASD). Around 1 per cent of the population 
has some form of ASD and the condition mainly affects men. At one end of the spectrum, ASD can 
be socially devastating. At the other, those with ‘high functioning’ autism (Asperger’s Syndrome) can 
be extremely intelligent. People high on the spectrum are typically persistent, with excellent memory 
and attention to detail, and are good at data analysis and pattern recognition – useful skills for fraud 
detection, actuaries, software testers and proof-readers.

Today’s equivalent of Bletchley Park, GCHQ, employs ‘neuro-diverse’ intelligence officers for their 
often superior skills which are useful in dealing with cybercriminals, state-led cyberespionage and 
political activists (Kerbaj, 2014). However, as job descriptions often require ‘good communication, 
interpersonal, and teamworking skills’, those with ASD can be overlooked (Lewis, 2014). Angela Mar-
tin et al. (2015) argue that managers should be trained to deal with employees who have mental 
health issues, such as anxiety and depression – advice that applies to managing staff with ASD.

In this movie, consider the organizational issues that ASD raises:

1. Turing is interviewed for his job at Bletchley Park by Commander Denniston (Charles Dance). What 
does this reveal about the problems that can arise in selection interviews with candidates who 
have ASD? How can these interviewing problems be overcome?

2. Turing joins a team lead by Hugh Alexander (Matthew Goode). From the evidence in this movie, 
what problems can arise for leaders of teams with an ASD member? What capabilities and attributes 
do team leaders ideally need in these circumstances?

3. What guidance and support would help an ASD member of staff?

4. What training and support would it be useful to give to the other team members?

OB on the web
SHL is one of the leading companies developing and selling psychometric tests. Their prod-
uct range includes tests of verbal, numerical, inductive, deductive and spatial reasoning, as 
well as reading comprehension, situational judgement, motivation and personality. As well 
as becoming familiar with what to expect when you are subjected to such tests by potential 
employers, it is possible to improve your performance with practice. SHL provides a number 
of practice tests on its website: www.shldirect.com/en/practice-tests/

Choose one or more of these tests and follow the instructions through to your score. Is 
this assessment accurate, in your opinion? How would a potential employer would view your 
results? Could you improve your scores with practice?

ChapteR exeRCiSeS

1. the Big Five

 Objectives 1. To assess your personality profile on ‘the Big Five’ personality trait clusters.
  2. To assess the value of this kind of personality assessment in employment selection.

 Briefing  To assess your personality on the Big Five dimensions, look at each of the following  
15 pairs of adjectives, and tick the point on the scale that most accurately describes  
you or your preferences.
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1 quiet ❒ 1 ❒ 2 ❒ 3 ❒ 4 ❒ 5 talkative

2 tolerant ❒ 5 ❒ 4 ❒ 3 ❒ 2 ❒ 1 critical

3 disorganized ❒ 1 ❒ 2 ❒ 3 ❒ 4 ❒ 5 organized

4 tense ❒ 1 ❒ 2 ❒ 3 ❒ 4 ❒ 5 calm

5 imaginative ❒ 5 ❒ 4 ❒ 3 ❒ 2 ❒ 1 conventional

6 reserved ❒ 1 ❒ 2 ❒ 3 ❒ 4 ❒ 5 outgoing

7 uncooperative ❒ 1 ❒ 2 ❒ 3 ❒ 4 ❒ 5 cooperative

8 unreliable ❒ 1 ❒ 2 ❒ 3 ❒ 4 ❒ 5 dependable

9 insecure ❒ 1 ❒ 2 ❒ 3 ❒ 4 ❒ 5 secure

10 new ❒ 5 ❒ 4 ❒ 3 ❒ 2 ❒ 1 familiar

11 sociable ❒ 5 ❒ 4 ❒ 3 ❒ 2 ❒ 1 loner

12 suspicious ❒ 1 ❒ 2 ❒ 3 ❒ 4 ❒ 5 trusting

13 undirected ❒ 1 ❒ 2 ❒ 3 ❒ 4 ❒ 5 goal-oriented

14 enthusiastic ❒ 5 ❒ 4 ❒ 3 ❒ 2 ❒ 1 depressed

15 change ❒ 5 ❒ 4 ❒ 3 ❒ 2 ❒ 1 status quo

The complete Big Five personality assessment questionnaire is much longer than this short 
version, which provides only an approximate measure of traits and individual differences.

Calculate your profile as follows:

Personality dimension Add these item scores Total (from 3 to 15)

Openness to experience 5 + 10 + 15 =

Conscientiousness 3 + 8 + 13 =

Extraversion 1 + 6 + 11 =

Agreeableness 2 + 7 + 12 =

Emotional stability 4 + 9 + 14 =

Interpretation:

A high score suggests that you A low score suggests that you

Openness to  
experience

are imaginative and intellectual 
with a range of interests

prefer tradition and stability, and 
dislike change

Conscientiousness are responsible, dependable, and 
achievement-oriented

are easily distracted, unreliable 
and disorganized

Extraversion are sociable, talkative, outgoing, 
assertive

prefer to be alone, and that you 
are quiet and reserved

Agreeableness are good-natured, trusting and 
cooperative, deferring to others

prefer to promote your own 
views, to have your own way

Emotional stability are calm, secure, enthusiastic feel tense, insecure and depressed 

 Syndicate  
groups:  1.  How accurate do you find your personality profile from this assessment? If it was 

inaccurate, why do think that was the case?
  2. How helpful is this personality assessment to job interviewers who need to make 

predictions about a candidate’s future job performance? What aspects of the assess-
ment make it valuable in this respect? What aspects make it unhelpful?

 Plenary:  r�   Why are we as individuals interested in understanding more about our  
personalities?

• Why are organizations are interested in the personalities of job applicants?
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2. Measuring up

 Objectives 1. To develop understanding of how personality characteristics and other attributes can 
be assessed.

2. To explore the value of different assessment strategies.

3. To identify the limitations of selection interviewing and to explore how other 
approaches can improve the reliability and predictive validity of the organizational 
selection process.

 Introduction  The decision to select somebody for a job is always a prediction – that the chosen can-
didate will perform the job well, and better than others. On what information should 
this prediction be based?

Almost all organizations still rely on the selection interview, at least to make initial 
assessments of the suitability of candidates. Most organizations have refined the selec-
tion process, using a wider range of methods, including different kinds of interview, 
psychometrics and assessment centres. The choice of approach is not straightforward. 
Assessment centres and psychometrics can be expensive and time-consuming, and need 
specially trained staff. Interviews can be organized quickly and cheaply, and candidates 
can talk to those with whom they will be working.

This exercise asks you to design a strategy for selecting five graduate management train-
ees from a candidate pool of 20. The company’s briefing describes the attributes for 
which they are looking. What methods will you use to identify which five candidates 
best fit this specification?

 Procedure 1. Review the section of this chapter that discusses different selection methods.

2. Working in groups with three to five members, you will design a selection strategy to 
meet the Measuring up briefing. You will then assess your approach, and nominate a 
spokesperson to explain the nature, strengths and limitations of your strategy to the 
whole class.

Measuring up  
briefing  You are a member of the human resources department of ScotSouth Bank, a medium-

sized national retail bank. Each year, the company recruits five graduate management 
trainees who will begin their career at the head office in Edinburgh, but who can be 
seconded to branches anywhere in the UK. Like other financial services sector institu-
tions, the bank is going through a period of rapid change, requiring new management 
styles and processes. The bank’s research has identified a number of ‘high performance 
competencies’ that managers will require in order to operate effectively in a dynamic, 
turbulent business climate. These competencies are:

Competency Definition

Information search uses a variety of sources and information before reaching 
decisions

Concept formation uses information to detect patterns, form concepts, build 
models, to identify trends, and cause and effect relationships

Conceptual flexibility seeks out and evaluates a range of options when planning and 
deciding

Interpersonal search effective in getting good information from others through 
appropriate questioning, and good at seeing others’ viewpoints

Managing interactions builds effective, cooperative teams by involving and 
empowering others

Developmental orientation helps others to develop by increasing awareness of their own 
strengths and limitations, and providing coaching, training and 
other resources
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Competency Definition

Impact uses influencing techniques to get support for plans and ideas
Self-confidence willing to commit when required, expresses confidence in 

success
Presentation good at presenting ideas in an interesting and persuasive 

manner
Social media-savvy understands organizational benefits of social media technologies
Achievement orientation sets high personal standards, sets ambitious but realistic goals, 

wants to do things better, has targets against which progress 
is measured

 Your task 1.  Design a selection strategy, using whatever combination of methods you consider 
appropriate, to identify the five candidates who measure up best against this list of com-
petencies. Choosing the right candidates is important to the bank’s future, and you can 
design your strategy on the assumption that you have no time or resource constraints.

2.  Prepare a realistic evaluation of the strengths and limitations of your selection strat-
egy. Assess the reliability and predictive validity of your methods. Indicate the level 
of confidence – high, medium, low – that you have in your assessment of the candi-
dates using those methods.

3.  You have just heard a rumour about the company’s next quarterly financial results, 
due to be published shortly. The results are not good. Costs will need to be reduced. 
Assuming that your department will have to make cuts, design a contingency plan 
that would allow you to complete the selection process within a week, at a fraction 
of the cost of your original plan.

Prepare a realistic assessment of the strengths and limitations of your contingency plan, 
including the reliability and predictive validity of your methods and your confidence in 
the approach. Prepare to present and justify your plans in a plenary session.

Employability assessment
With regard to your future employment prospects:

1. Identify up to three issues from this chapter that you found significant.

2. Relate these to the competencies in the employability matrix.

3. Decide what actions you need to take to maintain and/or develop those competencies under each of the four 
headings of the employability matrix.

Personal qualities
self-management

work ethic/results orientation
appetite for learning
interpersonal skills

creativity and innovation

Leadership qualities
leadership

people management
leading and managing change

project management
general management skills

Other attributes
political awareness

understand cross-cultural issues
how organizations work

critical thinking
decision making

Practical skills
commercial acumen

customer service skills
communication skills
problem solving skills

teamworking skills

Employability

The employability matrix
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 Chapter 7 Communication

Learning outcomes
When you have read this chapter, you should be able to define those 
key terms in your own words, and you should also be able to:

1. Describe the dimensions of social intelligence, and explain the 
importance of this capability.

2. Understand the components of the interpersonal communication 
process.

3. Identify the main barriers to effective interpersonal 
communication.

4. Understand different questioning techniques, conversation 
controls and listening skills.

5. Explain the nature and significance of non-verbal communication 
cues and clusters.

6. Understand the nature and mechanisms of impression 
management skills and techniques.

7. Assess the concept of emotional intelligence and its practical 
significance.

8. Explain how corporate communication can influence 
understanding and encourage compliance with management 
directions.

non-verbal communication

power tells

high context culture

low context culture

impression management

emotional intelligence

communication climate

social intelligence

communication process

coding

decoding

perceptual filters

noise

feedback (communication)
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216
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Why study communication?

People management skills
To understand the attributes that employers look for in 
graduates, the Chartered Management Institute ran a 
series of workshops and a national survey. The employ-
ers said:

r� Graduates need to know how to have a difficult 
conversation about performance. They must also be 
able to manage a project, work in a team, and com-
municate and persuade – both orally and in writing.

r� Nearly two-thirds (65 per cent) of employers agree 
that graduates lack the interpersonal skills necessary 
to manage people.

r� The ability to communicate is the most important skill 
that a graduate can possess, according to employers. 
This is followed by problem-solving, team-building 
and motivational skills.

(Chartered Management Institute, 2014, p.8)

Table 7.1: Social intelligence

Social 
awareness

Primal empathy ‘Reading’ others’ emotions intuitively from small clues (such as a brief facial expression)

Attunement Understanding the other person through complete and sustained attention and careful listening

Empathic  
accuracy

Explicit understanding, through observation and inference, of what someone feels and 
thinks

Social cognition Knowing how the social world works, what is expected, reading the social signals

Social 
facility

Synchrony Smoothly orchestrating our interactions with the right gestures (smiles, nods, posture, timing)

Self-preservation Ability in interactions to trigger desired emotional responses in others, charisma

Influence Shaping the outcomes of interactions with tact and control, tuning actions to fit the circumstances

Concern Capacity for compassion, sharing others’ emotions, elation or distress

$PNNVOJDBUJPO�JT�DFOUSBM�UP�VOEFSTUBOEJOH�PSHBOJ[BUJPOBM�CFIBWJPVS�GPS�TFWFSBM�SFBTPOT�

r� UIF�FGGFDUJWFOFTT�PG�DPNNVOJDBUJPO�BGGFDUT� JOEJWJEVBM�DBSFFST�BOE�PSHBOJ[BUJPOBM�
QFSGPSNBODF�

r� WFSZ�GFX�QFPQMF�XPSL�BMPOF�BOE�UIF�KPC�PG�NPTU�NBOBHFST�JOWPMWFT�JOUFSBDUJOH�XJUI�
PUIFS�QFPQMF�PGUFO�GPS�NPSF�UIBO����QFS�DFOU�PG�UIFJS�UJNF�

r� DPNNVOJDBUJPO�JT�TFFO�BT�B�QSPCMFN�JO�NBOZ�PSHBOJ[BUJPOT�

r� JO�BO�JODSFBTJOHMZ�EJWFSTF�TPDJFUZ�TFOTJUJWJUZ�UP�UIF�OPSNT�BOE�FYQFDUBUJPOT�PG�PUIFST�JT�
WJUBM�UP�FGGFDUJWF�DSPTT�DVMUVSBM�DPNNVOJDBUJPO�

r� OFX�UFDIOPMPHZ�JT�SBEJDBMMZ�DIBOHJOH�IPX�XIBU�BOE�XIFO�XF�DPNNVOJDBUF�

&WFSZUIJOH�TJHOJGJDBOU�UIBU�IBQQFOT�JO�BO�PSHBOJ[BUJPO�JOWPMWFT�DPNNVOJDBUJPO��IJSJOH�
BOE�USBJOJOH�TUBGG�HJWJOH�GFFECBDL�QVSDIBTJOH�TVQQMJFT�TPMWJOH�QSPCMFNT�EFBMJOH�XJUI�
DVTUPNFST�EFDJEJOH�TUSBUFHZ��)PXFWFS�NBOZ�GBDUPST�DBO�JOUFSGFSF�XJUI�DPNNVOJDBUJPO��
IJFSBSDIZ�QPXFS�BOE�TUBUVT�EJGGFSFODFT�KPC�EFTJHO�UIF�OBUVSF�PG�	QBSU�UJNF�UFNQPSBSZ
�
FNQMPZNFOU�QIZTJDBM�MBZPVUT�BOE�SVMFT�

$PNNVOJDBUJPOT�BSF�JNQSPWFE�JG�ZPV�BSF�BCMF�UP�AGFFM��XIBU�PUIFST�BSF�GFFMJOH��$BO�ZPV�
ASFBE��XIBU�T�IBQQFOJOH�JO�DPNQMFY�TPDJBM�TFUUJOHT �%P�ZPV�VTF�UIBU�VOEFSTUBOEJOH�UP�NBO�
BHF�ZPVS�SFMBUJPOTIJQT �*G�TP�UIFO�ZPV�IBWF�social intelligence��%FTQJUF�NPEFSO�DPNNVOJ�
DBUJPOT�UFDIOPMPHZ�QFSTPOBM�JOUFSBDUJPOT�POF�UP�POF�GBDF�UP�GBDF�	'�'
�PS�AGBDF�UJNF��BSF�
TUJMM�JNQPSUBOU�QFSIBQT�FWFO�NPSF�TP��0VS�BCJMJUZ�UP�JOUFSBDU�FGGFDUJWFMZ�XJUI�PUIFST�XBT�GJSTU�
EFTDSJCFE�BT�TPDJBM�JOUFMMJHFODF�JO������CZ�&EXBSE�5IPSOEJLF�CVU�UIF�JEFB�XBT�TFFO�UIFO�BT�
KVTU�BOPUIFS�BTQFDU�PG�HFOFSBM�JOUFMMJHFODF�

'PS�%BOJFM�(PMFNBO�	����
�TPDJBM�JOUFMMJHFODF�JT�B�TQFDJBM�TFU�PG�DBQBCJMJUJFT�JODMVE�
JOH�TPDJBM�BXBSFOFTT�	XIBU�XF�TFOTF�BCPVU�PUIFST
�BOE�TPDJBM� GBDJMJUZ�	IPX�XF�BDU�
PO� UIBU� BXBSFOFTT
�� &BDI� PG� UIFTF� EJNFOTJPOT�IBT� GPVS� DPNQPOFOUT� 	5BCMF� ���
���

Social intelligence 
the ability to understand 
the thoughts and 
feelings of others 
and to manage 
our relationships 
accordingly.
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(MPCBMJ[BUJPO�NFBOT�UIBU�XF�PGUFO�GJOE�PVSTFMWFT�XPSLJOH�XJUI�QFPQMF�GSPN�PUIFS�DPVOUSJFT�
BOE�DVMUVSFT��$VMUVSFT�IBWF�EJGGFSFOU�OPSNT�DPODFSOJOH�IPX�DPOWFSTBUJPOT�BSF�IBOEMFE�
BQQSPQSJBUF�HSFFUJOHT�EFHSFF�PG�GPSNBMJUZ�UIF�VTF�PG�FZF�DPOUBDU�TVJUBCMF�UPQJDT�GPS�EJTDVT�
TJPO�QIZTJDBM�EJTUBODF�CFUXFFO�TQFBLFST�BOE�UIF�JOUFSQSFUBUJPO�PG�HFTUVSFT�

4PDJBM�JOUFMMJHFODF�JT�DSVDJBM�JO�B�DVMUVSBMMZ�EJWFSTF�XPSME��(PMENBO�4BDIT�B�64�CBOL�
USBJOT�JUT�+BQBOFTF�TUBGG�UP�DPNNVOJDBUF�NPSF�FGGFDUJWFMZ�XJUI�DPMMFBHVFT�GSPN�PUIFS�DPVO�
USJFT��4PDJBM�OPSNT�JO�+BQBO�FODPVSBHF�IPMEJOH�CBDL�JO�NFFUJOHT�BDUJOH�XJUI�NPEFTUZ�BOE�
BWPJEJOH�ACFIJOE�UIF�TDFOFT��MPCCZJOH�m�UIF�PQQPTJUF�PG�FYQFDUBUJPOT�JO�8FTUFSO�PSHBOJ[B�
UJPOT�	/BLBNPUP�����
�

$BO�TPDJBM�JOUFMMJHFODF�CF�JNQSPWFE�XJUI�USBJOJOH �,FO�3FB�	����
�XIP�UFBDIFT�BDUJOH�BU�
UIF�(VJMEIBMM�4DIPPM�PG�.VTJD�BOE�%SBNB�JO�-POEPO�UFMMT�UIJT�TUPSZ�

3FDFOUMZ�XIFO�*�XBT�DPBDIJOH�B�TFOJPS�NBOBHFS�PG�B�NVMUJOBUJPOBM�IF�DPOGJEFE�A8IFO�*�
TQFBL�JO�B�NFFUJOH�QFPQMF�DVU�NF�PGG��5IFZ�EPO�U�TFFN�UP�MJTUFO�UP�NZ�JEFBT��5IFO�BOPUIFS�
QFSTPO�JO�UIF�NFFUJOH�XJMM�IBWF�UIF�TBNF�JEFB�BOE�UIFZ�XJMM�BMM�MJTUFO�UP�IFS��*G�*�DPVME�GJY�
UIBU�*�E�CF�IBQQZ���8F�EJE�B�SPMF�QMBZ�XIFSF�IF�IBE�UP�BTL�IJT�DIJFG�FYFDVUJWF�GPS�NPSF�
SFTPVSDFT��*�TBU�JO�BT�UIF�DIJFG�FYFDVUJWF��)F�TBU�IVODIFE�

/PX�XIFO�ZPV�TJU�MJLF�UIBU�ZPV�BSF�OPU�HPJOH�UP�CF�CSFBUIJOH�QSPQFSMZ�BOE�JU�XJMM�BGGFDU�
ZPVS�WPJDF�XIJDI�XJMM�TPVOE�NPOPUPOPVT��*U�XJMM�BMTP�BGGFDU�IPX�ZPV�GFFM��)F�TPPO�IBE�B�
TDPXM�PO�IJT�GBDF��*�BTLFE�IJN�UP�TJU�VQ�UIFO�UP�TFOE�PVU�B�NPSF�GSJFOEMZ�FOFSHZ��8IFO�XF�
MPPLFE�BU�UIF�WJEFP�SFDPSEJOH�BGUFSXBSET�IF�XBT�BNB[FE��)F�OFWFS�SFBMJTFE�XIBU�OFHBUJWF�
TJHOBMT�IF�IBE�CFFO�TFOEJOH�PVU��4VEEFOMZ�IF�DPVME�TFF�XIZ�QFPQMF�XFSF�DVUUJOH�IJN�PGG��
UIFSF�XBT�BCTPMVUFMZ�OP�DPNNJUNFOU�UP�IJT�NFTTBHF��)F�DPVME�TFF�JU�JO�IJT�CPEZ�BOE�IFBS�JU�
JO�IJT�WPJDF��#VU�CZ�TJUUJOH�VQ�TUSBJHIU�BOE�QSPKFDUJOH�B�GSJFOEMZ�FOFSHZ�TVEEFOMZ�UIF�WPJDF�
CSJHIUFOFE�BOE�CFDBNF�NPSF�QPXFSGVM��5IF�FZFT�DBNF�BMJWF�BOE�UIFSF�PO�UIF�TDSFFO�XBT�
UIF�DPNNJUNFOU�UP�XIBU�IF�XBT�TBZJOH��/PCPEZ�XPVME�DVU�PGG�UIJT�QFSTPO��)F�XBMLFE�PVU�
PG�UIF�SPPN�B�EJGGFSFOU�NBO�

©�3FB�/FXT�*OUFSOBUJPOBM�5SBEJOH�-UE����0DUPCFS�����

4PDJBM�NFEJB�BOE�PUIFS�EJHJUBM�UPPMT�BQQFBS�UP�IBWF�NBEF�DPNNVOJDBUJPO�TJNQMFS��)PXFWFS�
,BSJO�.PTFS�	����
�BSHVFT�UIBU�EJGGJDVMUJFT�BSJTF�JG�XF�EP�OPU�DPOTJEFS�UIF�EJGGFSFODFT�CFUXFFO�
WJSUVBM�BOE�'�'�TFUUJOHT��7JSUVBM�DPNNVOJDBUJPOT�PGGFS�GFXFS�TPDJBM�BOE�OPO�WFSCBM�DVFT�BOE�QSP�
WJEF�MJNJUFE�JOGPSNBUJPO�BCPVU�UIF�DPOUFYU�JO�XIJDI�PUIFST�BSF�XPSLJOH��5IF�BOPOZNJUZ�PG�WJSUVBM�
NFEJB�SFEVDFT�PVS�BXBSFOFTT�PG�UIF�FGGFDU�PG�PVS�CFIBWJPVS�PO�PUIFST��1FPQMF�NBZ�CF�VOIBQQZ�UP�
DPMMBCPSBUF�XJUI�QFPQMF�JO�MPDBUJPOT�XIFSF�UIF�OPSNT�SVMFT�BOE�TVCDVMUVSFT�BSF�EJGGFSFOU�

Communication is not a ‘soft’ function
The American consulting company Towers Watson 
(2013) argues that communication is key to organiza-
tional performance. Three factors now put a premium on 
‘communication effectiveness’:

r� Workforce: increasingly diverse workforce, with ris-
ing expectations of the employment deal.

r� The stakes: the competitive advantage to be gained 
from ‘discretionary effort’ – the willingness of employ-
ees to ‘go the extra mile’ to improve company 
performance.

r� Shorter timelines: the need to communicate rapidly, 
driven by developments in technology and globaliza-
tion, tighter resources and increased concerns for 
security.

From a global survey of 650 organizations, they found 
that those with effective communication practices were 
three times more likely to show superior financial perfor-
mance, compared with those which did not use those 
practices. The best practices were:

1. helping employees to understand the business;

2. educating employees about organization culture and 
values;

3. providing information on financial objectives and 
organizational performance;

4. integrating new employees;

5. communicating how employee actions affect 
customers;
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5IPNBT�+��"MMFO�EFNPOTUSBUFE�JO�UIF�����T�UIBU�UIF�GSFRVFODZ�XJUI�XIJDI�XF�DPN�
NVOJDBUF�EFQFOET�PO�EJTUBODF�	TFF�"MMFO�BOE�)FOO�����
��"U�UIBU�UJNF�XF�XFSF�GPVS�
UJNFT�NPSF�MJLFMZ�UP�DPNNVOJDBUF�SFHVMBSMZ�XJUI�TPNFPOF�XIP�XBT�UXP�NFUSFT�BXBZ�GSPN�
VT�UIBO�XJUI�TPNFPOF�XIP�XBT����NFUSFT�BXBZ�BOE�XF�SBSFMZ�DPNNVOJDBUFE�XJUI�DPM�
MFBHVFT�PO�TFQBSBUF�GMPPST�PS�JO�PUIFS�CVJMEJOHT��)F�FYQSFTTFE�UIJT�GJOEJOH�JO�AUIF�"MMFO�
DVSWF��	�'JHVSF����
�

%PFT�EJTUBODF�NBUUFS�JO�UPEBZ�T�EJHJUBMMZ�DPOOFDUFE�XPSME �:FT�JU�EPFT��3FTFBSDI�CZ�#FO�
8BCFS�FU�BM��	����
�TIPXT�UIBU�UIF�"MMFO�DVSWF�JT�TUJMM�WBMJE�BOE�UIBU�QSPYJNJUZ�TFFNT�UP�IBWF�
CFDPNF�NPSF�JNQPSUBOU�BT�UIF�UFDIOPMPHZ�IBT�EFWFMPQFE��*O�POF�PG�UIFJS�TUVEJFT�FOHJOFFST�
TIBSJOH�BO�PGGJDF�XFSF����QFS�DFOU�NPSF�MJLFMZ�UP�DPNNVOJDBUF�EJHJUBMMZ�UIBO�UIPTF�XIP�XPSLFE�
BU�PUIFS�MPDBUJPOT��8IFO�DMPTF�DPMMBCPSBUJPO�XBT�OFDFTTBSZ�DPMMFBHVFT�JO�UIF�TBNF�MPDBUJPO�
TFOU�GPVS�UJNFT�UIF�WPMVNF�PG�FNBJMT�DPNQBSFE�XJUI�UIPTF�JO�PUIFS�MPDBUJPOT�MFBEJOH�UP�GBTUFS�
QSPKFDU�DPNQMFUJPO�UJNFT��8BCFS�FU�BM��	�����Q���
�DPODMVEF�APVU�PG�TJHIU�PVU�PG�TZOD��

6. providing information about the value of individuals’ 
total compensation package;

7. asking for rapid feedback from employees about their 
opinions of the company.

Towers Watson also argues that effective organiza-
tions categorize employees into groups based on the 
value of their skills and on personal characteristics. This 
employee ‘segmentation’ means that communication 

strategy can be tailored to focus on behaviours that are 
critical to performance. The most effective companies 
pay close attention to employees when they are plan-
ning change, evaluating culture, and assessing readiness 
and the impact of change. Middle and frontline man-
agers need to be good at: articulating what employees 
need to do differently to be successful, communicating 
what change means to individual employees, and creat-
ing a sense of ownership about change initiatives.

Figure 7.1: The Allen curve
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.PTFS�	�����Q���
�PGGFST�BEWJDF�PO�IPX�UP�NBOBHF�WJSUVBM�DPMMBCPSBUJPO�FGGFDUJWFMZ�

��� 4FU�SVMFT�GPS�DPNNVOJDBUJPO�FUJRVFUUF��BMXBZT�DPOGJSN�SFDFJQU�PG�NFTTBHF�VTF�QSPQFS�
BEESFTT�BOE�HSFFUJOH�JO�FWFSZ�NFTTBHF��GJOE�BDDFQUBCMF�DPNQSPNJTFT�JO�NVMUJDVMUVSBM�
DPOUFYUT�
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��� *G�JO�EPVCU�DPNNVOJDBUF�m�BT�ZPV�XPVME�JG�UIF�QFSTPO�XFSF�TJUUJOH�OFYU�UP�ZPV�

��� *ODSFBTF�USBOTQBSFODZ�	BCPVU�HPBMT�UBTLT�SVMFT
�m�CFDBVTF�UIJT�IFMQT�UP�CVJME�USVTU�

��� 5SBJO�TUBGG�JO�UIF�EJGGFSFODFT�CFUXFFO�'�'�BOE�WJSUVBM�DPNNVOJDBUJPOT�

���"TTFTT�TUBGG�MBOHVBHF�TLJMMT�BT�WJSUVBM�NFEJB�BSF�NPSF�IFBWJMZ�CBTFE�PO�XSJUUFO�DPNNV�
OJDBUJPO�BOE�UIPTF�XIP�BSF�OPU�HPPE�XSJUFST�NBZ�CF�EJTBEWBOUBHFE�

*OTUFBE�PG�NBLJOH�PVS�DPNNVOJDBUJPO�FBTJFS�.PTFS�	�����Q���
�BSHVFT�UIBU

7JSUVBM�XPSL�SFRVJSFT�NVDI�NPSF�GSFRVFOU�BOE�FMBCPSBUF�DPNNVOJDBUJPO�BOE�UIVT�NVDI�
NPSF�FGGPSU�DPNQBSFE�UP�USBEJUJPOBM�XPSL�TFUUJOHT��5IJOHT�UIBU�MJUFSBMMZ�XPSL�AXJUIPVU�TBZ�
JOH��JO�B�GBDF�UP�GBDF�DPOUFYU�OFFE�UP�CF�NBEF�FYQMJDJU�EJTDVTTFE�BOE�BHSFFE�PO�JO�B�WJS�
UVBM�XPSL�DPOUFYU��5IJT�JT�POMZ�QPTTJCMF�JG�UIFSF�JT�BO�BXBSFOFTT�PG�UIF�DFOUSBM�EJGGFSFODFT�
JO�XPSLJOH�GBDF�UP�GBDF�WFSTVT�WJSUVBMMZ�BOE�JG�UIF�FNQMPZFFT�IBWF�CPUI�UIF�NPUJWBUJPO�
BOE�UIF�BCJMJUZ�UP�FOHBHF�JO�UIBU�FYUSB�FGGPSU�

Interpersonal communication

Conversation: a competitive sport in which the first person to draw breath is declared the listener.

*O�NPTU�DVMUVSFT�DPOWFSTBUJPO�JT�B�TPDJBM�JNQFSBUJWF�JO�XIJDI�TJMFODFT�BSF�EJTDPVSBHFE�	'JO�
MBOE�JT�EJGGFSFOU
��/PSNBMMZ�BT�TPPO�BT�POF�QFSTPO�TUPQT�UBMLJOH�BOPUIFS�UBLFT�UIFJS�UVSO��
5IF�DVSSFODZ�PG�DPOWFSTBUJPO�JT�JOGPSNBUJPO��8F�BTL�ZPV�UIF�UJNF��:PV�UFMM�VT�UIF�UJNF��
*OGPSNBUJPO�IBT�CFFO�USBOTNJUUFE��*OUFSQFSTPOBM�DPNNVOJDBUJPO�IBT�CFFO�BDIJFWFE��)PX�
FWFS�UIF�communication process�JT�PGUFO�NPSF�TVCUMF�BOE�JOUFSFTUJOH�

8F�XJMM�GJSTU�GPDVT�PO�JOUFSQFSTPOBM�DPNNVOJDBUJPO��"�NPSF�EFUBJMFE�TUVEZ�XPVME�SFD�
PHOJ[F�UIF�JNQPSUBODF�PG�PUIFS�BTQFDUT�PG�DPNNVOJDBUJPO�JODMVEJOH�UIF�VTF�PG�EJGGFSFOU�
NFEJB�OFUXPSLT�BOE�JOUFS�PSHBOJ[BUJPOBM�DPNNVOJDBUJPO��5IF�QSJODJQMFT�UIBU�XF�XJMM�
FYQMPSF�IPXFWFS�IBWF�XJEF�BQQMJDBUJPO��'PS�UIF�NPNFOU�MFU�VT�GPDVT�PO�APOF�PO�POF��PS�
A'�'��DPNNVOJDBUJPO�

Communication 
process the 
transmission of 
information, and the 
exchange of meaning, 
between at least two 
people.

Stop and think

We all have experience of ineffective communication. Either the other person 
misunderstood what you had to say, or you misunderstood them. Remember the last 
time this happened: what went wrong? What caused that communication to fail? 
Share your analysis with colleagues to see whether there are common causes.

8F�EP�OPU�SFDFJWF�DPNNVOJDBUJPO�QBTTJWFMZ��8F�IBWF�UP�JOUFSQSFU�PS�EFDPEF�UIF�NFT�
TBHF��5P�UIF�FYUFOU�UIBU�XF�JOUFSQSFU�DPNNVOJDBUJPO�GSPN�PUIFST�JO�UIF�NBOOFS�UIFZ�
JOUFOEFE�BOE�UIFZ�JO�UVSO�JOUFSQSFU�PVS�NFTTBHFT�DPSSFDUMZ�UIFO�DPNNVOJDBUJPO�JT�FGGFD�
UJWF��)PXFWFS�DPNNVOJDBUJPO�JT�BO�FSSPS�QSPOF�QSPDFTT�

*OUFSQFSTPOBM�DPNNVOJDBUJPO�JOWPMWFT�NVDI�NPSF�UIBO�UIF�USBOTGFS�PG�JOGPSNBUJPO��1BZ�
BUUFOUJPO�UP�UIF�OFYU�QFSTPO�XIP�BTLT�ZPV�XIBU�UJNF�JU�JT��:PV�XJMM�PGUFO�CF�BCMF�UP�UFMM�
IPX�UIFZ�BSF�GFFMJOH�BOE�BCPVU�XIZ�UIFZ�OFFE�UP�LOPX�JG�UIFZ�BSF�JO�B�IVSSZ�QFSIBQT�PS�
JG�UIFZ�BSF�BOYJPVT�PS�OFSWPVT�PS�CPSFE�XJUI�XBJUJOH��*O�PUIFS�XPSET�UIFJS�RVFTUJPO�IBT�
B�QVSQPTF�PS�B�NFBOJOH��"MUIPVHI�JU�JT�OPU�BMXBZT�TUBUFE�EJSFDUMZ�XF�DBO�PGUFO�JOGFS�UIBU�
NFBOJOH�GSPN�UIF�DPOUFYU�BOE�GSPN�UIFJS�CFIBWJPVS�

5IF�TBNF�DPOTJEFSBUJPOT�BQQMZ�UP�ZPVS�SFTQPOTF��:PVS�SFQMZ�TVHHFTUT�BU�MFBTU�B�XJMMJOHOFTT�
UP�CF�IFMQGVM�NBZ�JNQMZ�GSJFOETIJQ�BOE�NBZ�BMTP�JOEJDBUF�UIBU�ZPV�TIBSF�UIF�TBNF�DPODFSO�BT�
UIF�QFSTPO�BTLJOH�UIF�RVFTUJPO�	XF�BSF�HPJOH�UP�CF�MBUF��XIFO�XJMM�UIJT�GJMN�TUBSU 
��)PXFWFS�
ZPVS�SFQMZ�DBO�BMTP�JOEJDBUF�GSVTUSBUJPO�BOE�BOOPZBODF��AGJWF�NJOVUFT�MBUFS�UIBO�UIF�MBTU�UJNF�ZPV�
BTLFE�NF���$PNNVOJDBUJPO�UIVT�JOWPMWFT�UIF�USBOTNJTTJPO�PG�CPUI�JOGPSNBUJPO�BOE�NFBOJOH�
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 Interpersonal communication 217

5IJT�QSPDFTT�PG�FYDIBOHF�JT�JMMVTUSBUFE�JO�'JHVSF�����XIJDI�TIPXT�UIF�NBJO�FMFNFOUT�
PG�JOUFSQFSTPOBM�DPNNVOJDBUJPO��5IJT�NPEFM�JT�CBTFE�PO�UIF�XPSL�PG�$MBVEF�4IBOOPO�BOE�
8BSSFO�8FBWFS�	����
�XIP�XFSF�DPODFSOFE�XJUI�TJHOBM�QSPDFTTJOH�JO�FMFDUSPOJD�TZTUFNT�
SBUIFS�UIBO�XJUI�PSHBOJ[BUJPOBM�DPNNVOJDBUJPO��"U�UIF�IFBSU�PG�UIJT�NPEFM�XF�IBWF�B�USBOT�
NJUUFS�TFOEJOH�B�NFTTBHF�UP�B�SFDFJWFS��8F�XJMM�BTTVNF�UIBU�UIF�DIBOOFM�JT�GBDF�UP�GBDF�
SBUIFS�UIBO�UFYU�UFMFQIPOF�PS�FNBJM��*U�JT�VTFGVM�UP�UIJOL�PG�UIF�XBZ�JO�XIJDI�UIF�USBOTNJU�
UFS�QISBTFT�BOE�FYQSFTTFT�UIF�NFTTBHF�BT�B�coding�QSPDFTT��UIF�USBOTNJUUFS�DIPPTFT�XPSET�
BOE�BMTP�IPX�UIF�NFTTBHF�XJMM�CF�FYQSFTTFE�	MPVE�BOE�XJUI�FYBTQFSBUJPO�RVJFU�BOE�JO�B�
GSJFOEMZ�NBOOFS�GPS�FYBNQMF
��5IF�TVDDFTT�PG�PVS�DPNNVOJDBUJPO�EFQFOET�PO�UIF�BDDV�
SBDZ�PG�UIF�SFDFJWFS�T�decoding��EJE�UIFZ�VOEFSTUBOE�UIF�MBOHVBHF�VTFE�BOE�BQQSFDJBUF�UIF�
FYBTQFSBUJPO�PS�GSJFOETIJQ �8F�FBDI�IBWF�PVS�PXO�perceptual filters�XIJDI�DBO�JOUFSGFSF�
XJUI�BDDVSBUF�EFDPEJOH�TVDI�BT�QSFEJTQPTJUJPOT�UP�IFBS�PS�OPU�UP�IFBS�QBSUJDVMBS�UZQFT�PG�
JOGPSNBUJPO�BOE�QSFPDDVQBUJPOT�XIJDI�EJWFSU�PVS�BUUFOUJPO�FMTFXIFSF�

Stop and think

Which communication skills do employers value most? Which communications skills 
are taught most often on business school programmes?

Studies have found that listening is the workplace communication skill most 
valued by employers, followed by conversing (interviewing, for example), and then 
presenting. However, a study of business schools found that they had their priorities 
the other way round, concentrating on students’ presentation skills, followed by 
conversing, and paying little attention to listening skills (Brink and Costigan, 2015).

How does your programme prioritize these skills? Do you need to speak to your 
instructors about this? How can you fill gaps in your skills development for yourself?

Coding the stage 
in the interpersonal 
communication 
process in which the 
transmitter chooses how 
to express a message 
for transmission to 
someone else.

decoding the stage 
in the interpersonal 
communication process 
in which the recipient 
interprets a message 
transmitted to them by 
someone else.

perceptual 
filters individual 
characteristics, 
predispositions and 
preoccupations that 
interfere with the 
effective transmission 
and receipt of 
messages.

Figure 7.2: Exchanging meaning: a model of the communication process

coding

transmitter

feedback

channel

message

decoding

receiver

context

perceptual filters perceptual filters

context

5IFSF�BSF�NBOZ�XBZT�JO�XIJDI�DPEJOH�BOE�EFDPEJOH�DBO�HP�XSPOH��'PS�FYBNQMF�XJUIPVU�
B�TIBSFE�ADPEFCPPL��TPNF�DPNNPO�XPSET�DBO�MFBE�UP�NJTVOEFSTUBOEJOHT�

Term Popular use Dictionary definition

decimate devastate cut by 10 per cent
exotic colourful, glamorous from another country
aggravate to annoy, to irritate to make worse
clinical cold, impersonal caring, at the bedside of the sick
avid enthusiastic greedy
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218 Chapter 7 Communication

-BOHVBHF�JT�BMTP�VTFE�UP�ATPGUFO��PS�UP�EJTHVJTF�VOQMFBTBOU�FWFOUT��&NQMPZFFT�CFJOH�
NBEF�SFEVOEBOU�GPS�FYBNQMF�NBZ�CF�AHJWFO�UIF�QJOL�TMJQ��AEPXOTJ[FE��AEFNJTFE��ASJHIU�
TJ[FE��AEFMBZFSFE��JOWJUFE�UP�AUBLF�HBSEFOJOH�MFBWF��UP�ATQFOE�NPSF�UJNF�XJUI�UIF�GBN�
JMZ��PS�UP�AQVU�UIFJS�DBSFFST�PO�IPME���5IFZ�NBZ�BMTP�CF�AUSBOTJUJPOFE�PVU�PG�UIF�DPNQBOZ��
ASFQPTJUJPOFE��JOWJUFE�UP�AEFWFMPQ�UIFJS�DBSFFST�FMTFXIFSF��CVU�BSF�SBSFMZ�AGJSFE���*O�TPNF�
PSHBOJ[BUJPOT�UIFSF�BSF�OP�AQSPCMFNT�BOE�EJGGJDVMUJFT��POMZ�ADIBMMFOHFT�BOE�PQQPSUVOJUJFT���
%P�TUVEFOUT�AGBJM��FYBNT�PS�EP�UIFZ�FYQFSJFODF�AEFGFSSFE�TVDDFTT��

5IF�DPNNVOJDBUJPO�QSPDFTT�JT�NBEF�NPSF�DPNQMFY�CZ�UIF�QFSDFQUVBM�GJMUFST�XIJDI�BGGFDU�
XIBU�XF�TBZ�BOE�XIJDI�JO�UVSO�BGGFDU�XIBU�XF�IFBS�BOE�IPX�XF�IFBS�JU��8IFO�ZPV�BTLFE�
XIBU�UJNF�JU�XBT�EJE�ZPV�AIFBS��UIF�GSVTUSBUJPO�PS�GSJFOETIJQ�JO�UIF�SFTQPOTF �0S�EJE�ZPV�
TJNQMZ�GPDVT�PO�UIF�JOGPSNBUJPO�CFDBVTF�UIBU�XBT�NPSF�JNQPSUBOU�UP�ZPV �5IF�USBOTNJU�
UFS�PG�B�NFTTBHF�IBT�NPUJWFT�PCKFDUJWFT�QFSTPOBMJUZ�USBJUT�WBMVFT�CJBTFT�BOE�QSFKVEJDFT�
XIJDI�DPMPVS�UIF�DPOUFOU�BOE�FYQSFTTJPO�PG�DPNNVOJDBUJPO��8F�EFDJEF�UIF�JOGPSNBUJPO�
XF�XJTI�UP�SFWFBM�BOE�XIJDI�UP�XJUIIPME�GSPN�PUIFST�CVU�PVS�GJMUFSJOH�JT�OPU�BMXBZT�DPO�
TDJPVT��4JNJMBSMZ�BU�UIF�SFDFJWJOH�FOE�GJMUFSJOH�DBO�BGGFDU�XIBU�JT�IFBSE�XIBU�JT�EFDPEFE�
XIBU�JT�OPU�EFDPEFE�BOE�UIF�XBZ�JO�XIJDI�UIF�NFTTBHF�JT�VOEFSTUPPE�

5IF�QIZTJDBM�TPDJBM�BOE�DVMUVSBM�DPOUFYU�BMTP�BGGFDU�UIF�DPNNVOJDBUJPO�QSPDFTT��5IF�
DBTVBM�SFNBSL�CZ�B�DPMMFBHVF�BDSPTT�B�DBGÍ�UBCMF�	AXF�DPVME�BMM�CF�SFEVOEBOU�CZ�$ISJTUNBT�
�
NBZ�CF�EJTNJTTFE��5IF�TBNF�DBTVBM�SFNBSL�CZ�B�DPMMFBHVF�BDSPTT�BO�PGGJDF�EFTL�DPVME�DBVTF�
BMBSN��"O�JOOPDFOU�HFTUVSF�JO�POF�DVMUVSF�DBVTFT�PGGFODF�JO�BOPUIFS��5IF�TUZMF�BOE�DPOUFOU�
PG�PVS�DPOWFSTBUJPO�PGUFO�EFQFOET�PO�PVS�SFMBUJPOTIJQT�XJUI�PUIFST��4UBUVT�EJGGFSFODFT�DPM�
PVS�PVS�DPNNVOJDBUJPO��8F�EP�OPU�SFWFBM�UP�UIF�CPTT�XIBU�XF�EJTDVTT�XJUI�DPMMFBHVFT��5IF�
TUZMF�BOE�DPOUFOU�PG�DPNNVOJDBUJPO�DBO�DIBOHF�JO�B�TUSJLJOH�NBOOFS�XIFO�OPSNBM�PSHBOJ�
[BUJPOBM�SFMBUJPOTIJQT�BSF�ATVTQFOEFE��TVDI�BT�EVSJOH�BO�PGGJDF�QBSUZ�

"OZUIJOH�UIBU�JOUFSGFSFT�XJUI�B�DPNNVOJDBUJPO�TJHOBM�JT�DBMMFE�noise�CZ�FMFDUSPOJDT�
FYQFSUT�

$PNNVOJDBUJPO�TVGGFST�GSPN�OPJTF�B�UFSN�XIJDI�DPWFST�NPSF�UIBO�KVTU�UIF�TPVOE�PG�
NBDIJOFSZ�BOE�PUIFS�QFPQMF�UBMLJOH��/PJTF�JODMVEFT�DPEJOH�BOE�EFDPEJOH�QSPCMFNT�BOE�
FSSPST�QFSDFQUVBM�GJMUFST�BOE�BOZ�PUIFS�GBDUPST�UIBU�EBNBHF�UIF�JOUFHSJUZ�PG�PVS�DIPTFO�
DIBOOFM�JODMVEJOH�JTTVFT�BSJTJOH�GSPN�PVS�SFMBUJPOTIJQT�XJUI�PUIFST��0VS�NPUJWFT�FNPUJPOT�
BOE�IFBMUI�DBO�DPOTUJUVUF�OPJTF��DPEJOH�BOE�EFDPEJOH�BSF�BGGFDUFE�CZ�BOYJFUZ�QSFTTVSF�
TUSFTT�BOE�CZ�FOUIVTJBTN�BOE�FYDJUFNFOU�

0VS�QBTU�FYQFSJFODFT�BMTP�BGGFDU�UIF�XBZ�JO�XIJDI�XF�TFF�UIJOHT�UPEBZ�BOE�MFBE�VT�UP�GJM�
UFS�XIBU�XF�USBOTNJU�BOE�XIBU�XF�SFDFJWF��$PNNVOJDBUJPO�TUVNCMFT�XIFO�USBOTNJUUFS�BOE�
SFDFJWFS�IBWF�EJGGFSFOU�GSBNFT�PG�SFGFSFODF�BOE�EP�OPU�TIBSF�FYQFSJFODF�BOE�VOEFSTUBOEJOH�
FWFO�XIFSF�UIFZ�TIBSF�B�DPNNPO�MBOHVBHF��8F�NBLF�KVEHFNFOUT�BCPVU�UIF�IPOFTUZ�JOUFH�
SJUZ�USVTUXPSUIJOFTT�BOE�DSFEJCJMJUZ�PG�PUIFST�BOE�EFDPEF�UIFJS�NFTTBHFT�BOE�BDU�PO�UIFN�

noise factors outside 
the communication 
process which 
interfere with or 
distract attention 
from the transmission 
and reception of the 
intended meaning.

Decoding UK civil service jargon
As a British tourist visiting another country, what help 
will you get from the UK Foreign Office when something 
goes wrong? Here is a guide to what you can expect 
(Burgess, 2015):

What they say What they mean

‘offered consular  
assistance’

‘we’ve told them our phone 
number’

‘receiving consular 
assistance’

‘they’ve spoken to us and been 
told that it’s nothing to do with us, 
especially at weekends’

The Home Office also has its own code to indicate 
when something is going to happen (Kidd, 2015):

What they say What they mean

‘quickly’ two weeks
‘almost there’ four weeks
‘as fast as humanly  
possible’

nine weeks

‘by the summer’ before the end of  
November

‘it will take a while’ never
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	PS�OPU
�BDDPSEJOHMZ��1FPQMF�JO�BO�PSHBOJ[BUJPOBM�TFUUJOH�NBZ�IBWF�UJNF�UP�SFGMFDU�PS�UIFZ�
NBZ�CF�VOEFS�UJNF�QSFTTVSF�PS�ADPNNVOJDBUJPO�PWFSMPBE��

5IFSF� JT�B� GJOBM�BTQFDU�PG�PVS�DPNNVOJDBUJPO�NPEFM�XIJDI�XF�IBWF�UP�DPOTJEFS��
feedback�

8IFO�XF�DPNNVOJDBUF�GBDF�UP�GBDF�XF�DBO�VTVBMMZ�UFMM�JG�UIF�PUIFS�QFSTPO�MJLFT�VT�JG�
UIFZ�BHSFF�XJUI�VT�BOE�JG�UIFZ�BSF�JOUFSFTUFE�JO�XIBU�XF�IBWF�UP�TBZ�m�PS�OPU��)PX�EP�XF�
LOPX�UIJT �8FMM�UIFZ�NBZ�TBZ�AUIBU�T�JOUFSFTUJOH��PS�A*�EJTBHSFF��PS�A*�IBWF�UP�DBUDI�NZ�
GMJHIU���8F�DBO�BMTP�UFMM�GSPN�DVFT�TVDI�BT�UIF�UPOF�PG�UIFJS�SFQMJFT�UIFJS�GBDJBM�FYQSFTTJPO�
CPEZ�QPTUVSF�BOE�MJNC�HFTUVSFT��8F�XJMM�FYQMPSF�UIF�DPEJOH�BOE�EFDPEJOH�PG�non-verbal 
communication�	CPEZ�MBOHVBHF
�MBUFS�JO�UIF�DIBQUFS�

8IFO�XF�DPNNVOJDBUF�GBDF�UP�GBDF�XF�HFU�JOTUBOU�GFFECBDL�GSPN�XIBU�PUIFST�TBZ�BOE�
IPX�UIFZ�TBZ�JU��5IJT�IFMQT�VT�UP�FYDIBOHF�JOGPSNBUJPO�NPSF�FGGFDUJWFMZ��$PNNVOJDBUJPO�
DBO�CF�BXLXBSE�XIFSF�GFFECBDL�JT�EFMBZFE�PS�BCTFOU��8F�BTL�B�RVFTUJPO�TFF�UIF�PUIFS�
QFSTPO�MPPL�BOOPZFE�PS�QV[[MFE�TFF�UIBU�XF�IBWF�OPU�XPSEFE�PVS�RVFTUJPO�DPSSFDUMZ�BOE�
ASFDPEF��UIF�NFTTBHF��'BDF�UP�GBDF�JG�XF�QBZ�BUUFOUJPO�UIJT�XPSLT�XFMM��8JUI�NPSF�GPSNBM�
BOE�EJTUBOU�GPSNT�PG�DPNNVOJDBUJPO�GFFECBDL�DBO�CF�QBSUJBM�EFMBZFE�PS�OPO�FYJTUFOU�BOE�
XF�OFFE�UP�CF�NPSF�DBSFGVM�BCPVU�PVS�DPEJOH�

Feedback 
(communication) 
processes through 
which the transmitter 
of a message detects 
whether and how that 
message has been 
received and decoded.

Stop and think

With whom do you communicate often? What prevents effective communication in 
your experience? How can you improve the effectiveness of your communication?

5IF�DPNNVOJDBUJPO�QSPDFTT�JT�QSPOF�UP�FSSPST�BSJTJOH�PO�CPUI�TJEFT�PG�UIF�FYDIBOHF��8F�
DBOOPU�DPOGJEFOUMZ�BTTVNF�UIBU�SFDFJWFST�XJMM�BMXBZT�EFDPEF�PVS�NFTTBHFT�JO�B�XBZ�UIBU�
HJWFT�UIFN�UIF�NFBOJOH�UIBU�XF�XBOUFE�UP�TFOE��$PNNVOJDBUJPO�JT�BMTP�DFOUSBM�UP�PSHBOJ�
[BUJPOBM�FGGFDUJWFOFTT�BOE�UIJT�IBT�QSBDUJDBM�JNQMJDBUJPOT��8F�BTTVNF�UIBU�PSHBOJ[BUJPOT�
GVODUJPO�CFUUFS�XIFSF�

r� DPNNVOJDBUJPOT�BSF�PQFO�

r� SFMBUJPOTIJQT�BSF�CBTFE�PO�NVUVBM�VOEFSTUBOEJOH�BOE�USVTU�

r� JOUFSBDUJPOT�BSF�CBTFE�PO�DPPQFSBUJPO�SBUIFS�UIBO�DPNQFUJUJPO�

r� QFPQMF�XPSL�UPHFUIFS�JO�UFBNT��BOE

r� EFDJTJPOT�BSF�SFBDIFE�JO�B�QBSUJDJQBUJWF�XBZ�

5IFTF�GFBUVSFT�IPXFWFS�BSF�OPU�VOJWFSTBM�BOE�EP�OPU�GFBUVSF�JO�BMM�DPVOUSJFT�PS�DVMUVSFT�
5IF�NBJO�CBSSJFST�UP�FGGFDUJWF�PSHBOJ[BUJPOBM�DPNNVOJDBUJPO�BSF�

Power differences 3FTFBSDI�DPOTJTUFOUMZ�TIPXT�UIBU�FNQMPZFFT�EJTUPSU�
VQXBSEãDPNNVOJDBUJPO�BOE�UIBU�TVQFSJPST�PGUFO�IBWF�B�
MJNJUFEãVOEFSTUBOEJOH�PG�TVCPSEJOBUFT��SPMFT�FYQFSJFODFT�BOE�
QSPCMFNT�

Gender differences .FO�BOE�XPNFO�VTF�EJGGFSFOU�DPOWFSTBUJPOBM�TUZMFT�XIJDI�
DBO�MFBEãUP�NJTVOEFSTUBOEJOH��NFO�UFOE�UP�UBML�NPSF�BOE�HJWF�
JOGPSNBUJPO�XIJMF�XPNFO�UFOE�UP�MJTUFO�BOE�SFGMFDU�NPSF�

Physical surroundings 3PPN�TJ[F�BOE�MBZPVU�JOGMVFODF�PVS�BCJMJUZ�UP�TFF�PUIFST�BOE�PVS�
SFBEJOFTT�UP�QBSUJDJQBUF�JO�DPOWFSTBUJPOT�BOE�EJTDVTTJPOT�

Language &WFO�XJUIJO�POF�DPVOUSZ�WBSJBUJPOT�JO�BDDFOU�BOE�EJBMFDU�DBO�
NBLF�DPNNVOJDBUJPO�EJGGJDVMU�

Cultural diversity %JGGFSFOU�DVMUVSFT�IBWF�EJGGFSFOU�OPSNT�BOE�FYQFDUBUJPOT�
DPODFSOJOH�GPSNBM�BOE�JOGPSNBM�DPOWFSTBUJPOT��MBDL�PG�BXBSFOFTT��
PG�UIPTF�OPSNT�DSFBUFT�NJTVOEFSTUBOEJOH�
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220 Chapter 7 Communication

Verbal communication
5IF�XPSE�AWFSCBM��BMTP�DBVTFT�EFDPEJOH�QSPCMFNT��7FSCBM�NFBOT�AJO�XPSET��XIJDI�DBO�CF�
FJUIFS�TQPLFO�PS�XSJUUFO��A7FSCBM�BHSFFNFOU��BOE�AWFSCBM�XBSOJOH��DBO�UIVT�SFGFS�FJUIFS�UP�
PSBM�PS�UP�XSJUUFO�DPNNVOJDBUJPO�BOE�CPUI�BSF�DPOUSBTUFE�XJUI�OPO�WFSCBM�DPNNVOJDBUJPO�

Questioning techniques
)PX�EP�XF�HFU�UIF�JOGPSNBUJPO�XF�XBOU�GSPN�B�DPOWFSTBUJPO �8F�EP�UIJT�CZ�VTJOH�EJGGFSFOU�
RVFTUJPOJOH�UFDIOJRVFT��5IF�NBJO�UZQFT�PG�RVFTUJPO�BSF�TIPXO�JO�5BCMF������5IF�GJSTU�CBTJD�EJT�
UJODUJPO�JO�RVFTUJPOJOH�TUSBUFHZ�JT�CFUXFFO�DMPTFE�BOE�PQFO�RVFTUJPOT��$MPTFE�RVFTUJPOT�JOWJUF�
B�GBDUVBM�TUBUFNFOU�JO�SFQMZ�PS�B�TJNQMF�ZFT�PS�OP�SFTQPOTF��0QFO�RVFTUJPOT�JOWJUF�UIF�QFSTPO�
SFTQPOEJOH�UP�HJWF�VT�NPSF�JOGPSNBUJPO��1SFEJDU�UIF�EJGGFSFOU�SFTQPOTF�UP�UIFTF�UXP�RVFTUJPOT�

8JMM�ZPV�IBWF�EJOOFS�XJUI�NF�UIJT�FWFOJOH 

8IBU�BSF�ZPV�EPJOH�UIJT�FWFOJOH 

.BVSFFO�(VJSEIBN�	����
�PGGFST�UIJT�BEWJDF�GPS�JNQSPWJOH�DPNNVOJDBUJPOT�

Face to face 8IFO�XF�BSF�BCMF�UP�TQFBL�UP�TPNFPOF�EJSFDUMZ�XF�DBO�VTF�UIF�
GFFECBDL�UP�DIFDL�UIF�DPEJOH�BOE�EFDPEJOH�BOE�UP�DPSSFDU�NJTUBLFT�
BOE�NJTVOEFSTUBOEJOH�

Reality checks 8F�TIPVME�OPU�BTTVNF�UIBU�PUIFST�XJMM�EFDPEF�PVS�NFTTBHFT�JO�UIF�
XBZ�XF�JOUFOEFE�BOE�XF�TIPVME�DIFDL�IPX�PVS�NFTTBHFT�IBWF�
CFFO�JOUFSQSFUFE�

Place and time 5IF�SJHIU�NFTTBHF�EFMJWFSFE�JO�UIF�XSPOH�QMBDF�PS�BU�UIF�XSPOH�UJNF�
JT�NPSF�MJLFMZ�UP�CF�EFDPEFE�JODPSSFDUMZ�PS�JHOPSFE��DIPPTF�UIF�UJNF�
BOE�QMBDF�XJUI�DBSF�

Empathetic listening 4FF�UIJOHT�GSPN�UIF�PUIFS�QFSTPO�T�QPJOU�PG�WJFX�DPOTJEFS�UIF�
UIJOLJOH�UIBU�NBZ�IBWF�MFE�UP�UIFJS�CFIBWJPVS�EFDPEF�UIF�NFTTBHF�
UIF�XBZ�UIFZ�NJHIU�EFDPEF�JU�MJTUFO�BUUFOUJWFMZ�UP�GFFECBDL�

Table 7.2: Questioning techniques

Question types Illustration Uses

Closed Did you enjoy the movie? To get a ‘yes’ or ‘no’ answer; to 
obtain factual information; to establish 
conversation control

Open What did you think of that movie? To introduce a subject; to encourage 
further discussion; to keep the other 
person talking

Probe Can you tell me more about that? To follow up an open question; to get 
more information; to demonstrate interest

Reflective You thought the acting was poor? To show interest and concern; to 
encourage further disclosure of feelings

Multiple What did you think of the movie, and 
wasn’t the star excellent in that role, 
and didn’t you think that the ending 
was predictable?

Confuses the listener; gives them a 
choice of question to which to respond

Leading You didn’t see anyone leaving the 
house?

To get the answer that you expect to 
hear (so, why ask?)

Hypothetical What would happen if . . .? To encourage creative thinking
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*U�TFFNT�BT�UIPVHI�DMPTFE�RVFTUJPOT�BSF�MJNJUFE�XIJMF�PQFO�RVFTUJPOT�BSF�NPSF�FGGFDUJWF��
*G�UIF�QVSQPTF�JT�UP�HFU�UIF�PUIFS�QFSTPO�UP�EJWVMHF�MPUT�PG�JOGPSNBUJPO�UIFO�UIJT�BTTFTTNFOU�
JT�DPSSFDU��)PXFWFS�DMPTFE�RVFTUJPOT�BSF�QBSUJDVMBSMZ�VTFGVM�JO�UXP�TFUUJOHT��'JSTU�XIFSF�
BMM�UIBU�JT�SFRVJSFE�JT�TJNQMF�GBDUVBM�JOGPSNBUJPO��A"SF�ZPV�DPNJOH�UP�UIF�NFFUJOH ��0QFO�
RVFTUJPOT�JOWJUF�UIF�EJTDVTTJPO�PG�JSSFMFWBOU�JOGPSNBUJPO�GPS�XIJDI�UIFSF�NBZ�CF�OP�UJNF��
4FDPOE�JOUFSWJFXFST�PGUFO�CFHJO�XJUI�B�TNBMM�OVNCFS�PG�DMPTFE�RVFTUJPOT�JO�PSEFS�UP�FTUBC�
MJTI�UIF�DPOWFSTBUJPO�QBUUFSO��8F�IBWF�BMM�IBE�FYQFSJFODF�PG�DPOWFSTBUJPOT�XIFSF�UIF�PUIFS�
QFSTPO�UPPL�DPOUSPM�HJWJOH�VT�JOGPSNBUJPO�XIJDI�XF�EJE�OPU�XBOU��$MPTFE�RVFTUJPOJOH�DBO�
BWPJE�UIJT��$POTJEFS�UIF�GPMMPXJOH�TFRVFODF�BU�UIF�CFHJOOJOH�PG�BO�JOUFSWJFX�

8IBU�JT�ZPVS�DVSSFOU�KPC�UJUMF 

)PX�MPOH�IBWF�ZPV�CFFO�JO�ZPVS�QSFTFOU�QPTJUJPO 

8IBU�XBT�ZPVS�QSFWJPVT�QPTJUJPO 

5IJT�DBO�IFMQ�UP�FTUBCMJTI�UIF�DPOWFSTBUJPO�QBUUFSO�CZ�TJHOBMMJOH�UP�UIF�PUIFS�QFSTPO�A*�
BTL�UIF�RVFTUJPOT�ZPV�HJWF�UIF�BOTXFST���6TVBMMZ�CZ�UIF�UJNF�UIF�UIJSE�PS�GPVSUI�DMPTFE�
RVFTUJPO�IBT�CFFO�BOTXFSFE�UIF�QFSTPO�CFJOH�JOUFSWJFXFE�XJMM�XBJU�GPS�UIF�JOUFSWJFXFS�UP�
BTL�UIFJS�OFYU�RVFTUJPO�BOE�XJMM�OPU�CFHJO�UBMLJOH�BCPVU�TPNF�PUIFS�JTTVF�

1SPCFT�BSF�TJNQMZ�BOPUIFS�UZQF�PG�PQFO�RVFTUJPO�TIPXJOH�UIBU�UIF�MJTUFOFS�JT�JOUFSFTUFE��
*O�NPTU�DBTFT�UIBU�TIPX�PG�JOUFSFTU�FODPVSBHFT�UIF�EJTDMPTVSF�PG�NPSF�JOGPSNBUJPO�

5IF�SFGMFDUJWF�TUBUFNFOU�JT�B�QPXFSGVM�UFDIOJRVF�GPS�NBJOUBJOJOH�SBQQPSU�BOE�FODPVSBH�
JOH�UIF�EJTDMPTVSF�PG�JOGPSNBUJPO�QBSUJDVMBSMZ�BCPVU�GFFMJOHT�BOE�FNPUJPOT��"MM�UIBU�ZPV�
IBWF�UP�EP�JT�UP�NJSSPS�PS�SFGMFDU�CBDL�UP�UIF�QFSTPO�BO�FNPUJPO�UIBU�UIFZ�IBWF�AHJWFO��UP�
ZPV��5IF�FNPUJPO�FYQSFTTFE�DBO�CF�TQPLFO�	AZPV�EJEO�U�FOKPZ�ZPVS�IPMJEBZ�UIFO�
�PS�JU�DBO�
SFGMFDU�B�OPO�WFSCBM�FYQSFTTJPO�	AZPV�MPPL�IBQQZ�UIJT�NPSOJOH�
��"T�XJUI�QSPCFT�SFGMFDUJWF�
TUBUFNFOUT�TJHOBM�JOUFSFTU�BOE�DPODFSO�BOE�FODPVSBHF�UIF�PUIFS�QFSTPO�UP�UFMM�VT�NPSF�

Stop and think

Record a television police drama, a magazine programme, or a news broadcast. Watch 
somebody being interviewed: police interviewing suspect, host interviewing celebrity, 
news reader interviewing politician. What questioning techniques are used. What 
advice can you give to the interviewer to improve their questioning?

Replay this interview with the sound off. Can you identify any barriers which made this 
communication less effective – physical layout, posture, timing, non-verbal behaviours? 
What further advice can you give to the interviewer?

.VMUJQMF�RVFTUJPOT�BOE�MFBEJOH�RVFTUJPOT�BSF�SBSFMZ�VTFE�CZ�USBJOFE�JOUFSWJFXFST��.VMUJ�
QMFT�BSF�PGUFO�VTFE�XIFO�QPMJUJDJBOT�BSF�CFJOH�BTLFE�BCPVU�UIFJS�WJFXT�PO�UPQJDBM�TVCKFDUT��
-FBEJOH�RVFTUJPOT�BSF�FTQFDJBMMZ�JOFGGFDUJWF�XIFO�GSFTI�JOGPSNBUJPO�JT�SFRVJSFE��8BUDI�B�
QPMJDF�ESBNB�PO�UFMFWJTJPO�BOE�JEFOUJGZ�IPX�NBOZ�UJNFT�XJUOFTTFT�BOE�TVTQFDUT�BSF�DPO�
GSPOUFE�XJUI�RVFTUJPOT�TVDI�BT�

4P�ZPV�EJEO�U�TFF�BOZPOF�FMTF�MFBWF�UIF�IPVTF�BGUFS�GJWF�P�DMPDL 

:PV�SF�TBZJOH�UIBU�UIF�TUPMFO�UFMFWJTJPOT�XFSF�QVU�JO�ZPVS�HBSBHF�CZ�TPNFCPEZ�FMTF 

)ZQPUIFUJDBM�RVFTUJPOT�DBO�CF�VTFGVM�JO�TUJNVMBUJOH�DSFBUJWF�BOE�JOOPWBUJWF�ACMVF�TLJFT��
UIJOLJOH��6TFE�JO�TFMFDUJPO�JOUFSWJFXJOH�IPXFWFS�UIJT�UFDIOJRVF�UFMMT�VT�IPX�XFMM�UIF�DBOEJ�
EBUF�IBOEMFT�IZQPUIFUJDBM�RVFTUJPOT�BOE�NBZ�SFWFBM�MJUUMF�BCPVU�UIFJS�GVUVSF�KPC�QFSGPSNBODF�

Conversation controls
8F�BMTP�DPOUSPM�PVS�DPOWFSTBUJPOT�UISPVHI�B�SBOHF�PG�DPOTDJPVT�BOE�VODPOTDJPVT�WFSCBM�
BOE�OPO�WFSCBM�TJHOBMT�XIJDI�UFMM�UIF�QBSUJFT�UP�B�DPOWFSTBUJPO�GPS�FYBNQMF�XIFO�POF�IBT�
GJOJTIFE�BO�VUUFSBODF�BOE�XIFO�JU�JT�TPNFCPEZ�FMTF�T�UVSO�UP�TQFBL��5IFTF�TJHOBMT�SFWFBM�
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222 Chapter 7 Communication

BHSFFNFOU�GSJFOETIJQ�EJTBHSFFNFOU�BOE�EJTMJLF�m�FNPUJPOT�XIJDI�JO�UVSO�TIBQF�UIF�GVS�
UIFS�SFTQPOTF�PG�UIF�MJTUFOFS��5IF�GPVS�NBJO�DPOWFSTBUJPO�DPOUSPM�TJHOBMT�BSF�FYQMBJOFE�JO�
5BCMFã�����	/PUF�UIBU�UIF�EJGGFSFOU�VTFT�PG�QBVTFT�EFQFOE�PO�DPOUFYU�
�8IFO�TQFBLJOH�OPS�
NBMMZ�XF�VTF�UIFTF�TJHOBMT�IBCJUVBMMZ��)PXFWFS�BXBSFOFTT�PG�UIFTF�NFUIPET�BMMPXT�VT�UP�
CSJOH�UIFN�VOEFS�DPOTDJPVT�DPOUSPM��5IFSBQJTUT�BOE�DPVOTFMMPST�GPS�FYBNQMF�VTF�TFWFSBM�
NFUIPET�UP�TIBQF�DPOWFSTBUJPOT�JO�XBZT�UIBU�BMMPX�UIFJS�DMJFOUT�UP�FYQSFTT�UIFJS�QSPCMFNT�
BOE�UP�JEFOUJGZ�TPMVUJPOT��.BOBHFST�IPMEJOH�TFMFDUJPO�BQQSBJTBM�PS�QSPNPUJPO�JOUFSWJFXT�
OFFE�UP�VOEFSTUBOE�DPOWFSTBUJPO�DPOUSPM�UFDIOJRVFT�JO�PSEFS�UP�IBOEMF�UIFTF�JOUFSBDUJPOT�
FGGFDUJWFMZ�

Table 7.3: Conversation control signals

Signal Example Meaning

Lubricators ‘Uh huh’; ‘mmm, mmm’ and other 
grunts and groans

I’m listening, keep talking, I’m 
interested

Inhibitors ‘What!’; ‘really’ ‘oh’ and similar loud 
interjections

I’m surprised, I don’t agree, I’ve heard 
enough of this

Bridges ‘I’d like to leave that and move on to 
ask you about . . .’

I’d like to make a clean link to the next 
conversation topic

Pauses (1) About two seconds silence In normal conversation: same as 
lubricators

Pauses (2) Silence of three seconds or longer In a threat context: I’m going to wait 
until I get an answer

Pauses (3) Silence of three seconds or longer In a counselling context: I’ll give you 
time to think

When bosses lie
People speak differently when they lie. By analysing thou-
sands of transcripts of quarterly conference calls of Ameri-
can chief executives and chief financial officers, David 
Larker and Anastasia Zakolyukina (2012) found that they 
could tell when bosses were being truthful about their 
earnings and profits, and when they were not. The bosses 
whose profits were later ‘materially restated’ chose differ-
ent words. The language that gave the deceptive bosses 
away included:

r� making more references to general knowledge – ‘you 
know’ – and referring less to shareholder value, to 
reduce the risk of lawsuits;

r� using stronger positive-emotion terms such as ‘fantas-
tic’ instead of ‘good’ in order to sound more persuasive;

r� using fewer anxiety words, such as ‘worried’, ‘fearful’, 
‘nervous’;

r� using the third person (‘it seems as if’), and avoiding 
the first person (‘I think that’);

r� using fewer hesitation cues such as ‘um’ and ‘er’;

r� making more frequent use of swear words.

This means that we can now tell when bosses are 
being deceitful, at least until they have taken the training 
course which advises them to hesitate more, swear less, 
sound reassuring, and avoid highly emotional words. No 
more fantastic profit forecasts after that, then.

Non-verbal communication
8IJDI�QBSU�PG�UIF�IVNBO�BOBUPNZ�JT�DBQBCMF�PG�FYQBOEJOH�VQ�UP�UFO�UJNFT�JO�TJ[F�XIFO�XF�
BSF�FNPUJPOBMMZ�BSPVTFE �5IF�BOTXFS�PG�DPVSTF�JT�UIF�QVQJM�PG�ZPVS�FZF��8IFO�XF�MPPL�BU�
TPNFUIJOH�XF�GJOE�JOUFSFTUJOH�m�BO�JNBHF�B�TDFOF�B�QFSTPO�m�PVS�QVQJMT�EJMBUF��8IFO�XF�
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MPTF�JOUFSFTU�PVS�QVQJMT�DPOUSBDU��5IFSF�JT�B�QIZTJPMPHJDBM�CBTJT�JO�OPO�WFSCBM�DPNNVOJDB�
UJPO�GPS�UIF�AEBSL�MJNQJE�QPPMT��UP�XIJDI�SPNBOUJD�OPWFMJTUT�SFGFS�

8IFO�XF�JOUFSBDU�XJUI�PUIFST�GBDF�UP�GBDF�XF�BSF�DPOTUBOUMZ�TFOEJOH�BOE�SFDFJWJOH�
NFTTBHFT�UISPVHI�PVS�TJHOT�FYQSFTTJPOT�HFTUVSFT�QPTUVSFT�BOE�WPDBM�NBOOFSJTNT��*O�
PUIFS�XPSET�non-verbal communication�BDDPNQBOJFT�PVS�WFSCBM�DPNNVOJDBUJPO��8F�
DPEF�BOE�USBOTNJU�GBDUVBM�JOGPSNBUJPO�NBJOMZ�UISPVHI�WFSCBM�DPNNVOJDBUJPO��8F�BMTP�DPEF�
BOE�USBOTNJU�GFFMJOHT�BOE�FNPUJPOT�BOE�UIF�TUSFOHUI�PG�PVS�GFFMJOHT�UISPVHI�OPO�WFSCBM�
DPNNVOJDBUJPO�

/PO�WFSCBM�DPNNVOJDBUJPO�JT�BMTP�DBMMFE�body language��8F�XJMM�VTF�UIF�UFDIOJDBM�
UFSN�GPS�UXP�SFBTPOT��'JSTU�OPO�WFSCBM�DPNNVOJDBUJPO�JT�SJDI�BOE�WBSJFE��UIF�UFSN�CPEZ�
MBOHVBHF�TVHHFTUT�UIBU�XF�BSF�POMZ�DPODFSOFE�XJUI�CPEZ�NPWFNFOUT�BOE�QPTUVSFT��4FD�
POE�UIF�UFSN�CPEZ�MBOHVBHF�JNQMJFT�UIBU�HFTUVSFT�IBWF�TQFDJGJD�NFBOJOHT��5IBU�JT�OPU�UIF�
DBTF�ãUIFãNFBOJOH�PG�OPO�WFSCBM�DPNNVOJDBUJPO�BMTP�EFQFOET�PO�DPOUFYU��5IF�UFDIOJDBM�
UFSN�IBTãUIF�BEWBOUBHF�PG�JODMVEJOH�B�SBOHF�PG�CFIBWJPVST�BOE�TJHOBMT�PVS�DPODFSO�XJUI�
IPX�UIFTF�CFIBWJPVST�BSF�FNCFEEFE�JO�UIF�DPNNVOJDBUJPO�QSPDFTT�

non-verbal 
communication 
the process of coding 
meaning through 
behaviours such as 
facial expressions, limb 
gestures and body 
postures.

Table 7.4: Dimensions of non-verbal communication

occulesics: eye behaviour

kinesics: body and limb movements

proxemics: the use of space

paralanguage: tone and pitch of voice

facial expressions

posture

chromatics: the use of colour

chronemics: the use of time

haptics: bodily contacts

Non-verbal hints for the job interview
When you sit down, lean forward slightly; this shows 
interest. Use open-handed gestures – palm upwards – to 
convey sincerity. Keep regular eye contact, but not for 
more than 60 per cent of the time, or you’ll look mad. 
However, do it for less than 30 per cent of the time and 
you may seem shifty or bored.

Don’t sit defensively – hands across the body, knees 
pressed together, hand over your mouth – it can look 

neurotic or unstable. Equally, don’t fidget or play with 
your hair, or grin maniacally. Above all, don’t slouch 
back in the chair, arms behind your head, with a chal-
lenging stare. It threatens the interviewer and makes 
you look arrogant and difficult (Burne and Aldridge, 
1996, p.3).

'SPN�UIF�TVCUJUMF�PG�IJT�CPPL�How to Read Others��Thoughts by Their Gestures�"MMBO�
1FBTF�	����
�TVHHFTUT�UIBU�POF�DBO�XPSL�PVU�TPNFCPEZ�FMTF�T�BUUJUVEFT�BOE�FNPUJPOT�
GSPN�UIFJS�OPO�WFSCBM�DPNNVOJDBUJPO��*T�UIJT�QPTTJCMF �*G�XF�BSF�DBSFGVM�ZFT�TPNF�
UJNFT��8F�DBO�FYDIBOHF�NFBOJOH�XJUI�OPO�WFSCBM�DPEFT�BT�MPOH�BT�XF�BTTFTT�UIF�WFS�
CBM�BOE�OPO�WFSCBM�DPNQPOFOUT�UPHFUIFS�BOE�QBZ�DMPTF�BUUFOUJPO�UP�UIF�DPOUFYU�

5IF�GJSTU�TUVEZ�PG�HFTUVSF�XBT�DPOEVDUFE�CZ�UIF�*UBMJBO�DMFSJD�"OESFB�EF�+PSJP�CPSO�
JO�������5P�IFMQ�IJN�UP�EFDJQIFS�UIF�(SFFL�GJHVSFT�FYDBWBUFE�CZ�BSDIBFPMPHJTUT�BU�)FS�
DVMBOFVN�1P[[VPMJ�BOE�1PNQFJJ�JO�UIF�FBSMZ�OJOFUFFOUI�DFOUVSZ�IF�TUVEJFE�UIF�GBDJBM�
BOE�CPEJMZ�HFTUVSFT�PG�UIF�QFPQMF�PG�/BQMFT�B�DJUZ�GPVOEFE�CZ�UIF�BODJFOU�(SFFLT��)JT�
CPPL�Gesture in Naples and Gesture in Classical Antiquity�JT�BWBJMBCMF�JO�USBOTMBUJPO�	EF�
+PSJP�����
�

5IF�NBJO�EJNFOTJPOT�PG�OPO�WFSCBM�CFIBWJPVS�BSF�TVNNBSJ[FE�JO�5BCMF�����
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224 Chapter 7 Communication

Spot the spy
How can you tell if an overseas diplomat is also work-
ing as a spy? Is that foreign president confident about 
the threats he is making to a neighbouring country? 
To help answer questions like these, governments and 
security agencies turn to body language. In America, 
a Pentagon think-tank called the Office of Net Assess-
ment spends $300,000 a year studying the body 
language of foreign leaders. Russian government 
agencies use Western body language experts to ana-
lyse the movement patterns of leaders such as Barack 
Obama, David Cameron and Angela Merkel. The FBI 
has a Behavioural Analysis Programme which monitors 
the body language of diplomats. For example, when 
diplomats switch from their routine work to covert 
duties, they become more agitated, and this can be 
seen in their body movements. ‘Micro-expressions’ 
lasting fractions of a second can reveal hidden emo-
tions (but the context is critical to making this assess-
ment). People who are hiding important information 
often change their dress, facial expressions, gestures, 
the way they smoke, how they check the time, how 
close they stand to shop windows, and even the way 
they walk. For obvious reasons, the FBI do not publish 
details of these clues (based on The Economist, 2015).

Early Italian hand gestures (from de Jorio, 2001)

Source: Reproduced by the permission of the Syndics of 
Cambridge University Library.

1

5

7

8

6

4

9

1. Mano in fica (sexual insult)
2. Danaro (money)
3 & 4. Stupido (stupid)
5. Amore (love)
6. Chiedere (asking)
7. Condotta versipelle (deceitful conduct)
8. Schiopetto (finger–snap)
9 & 10. Disprezzo (scorn)

10

3

2
.BVSFFO�(VJSEIBN�	�����Q����
�MJTUT�����OPO�WFSCBM�

DPNNVOJDBUJPO�CFIBWJPVST�JO�OJOF�DBUFHPSJFT��XIBU�XF�
EP�XJUI�PVS�NPVUIT�FZFCSPXT�FZFMJET�BOE�FZFT�HB[F�
GBDJBM�FYQSFTTJPOT�IFBE�NPWFNFOUT�IBOET�BOE�BSNT�
MPXFS�MJNCT�BOE�USVOL�NPWFNFOUT��5IF�TVC�IFBEJOH�
ANPVUI�SFHJPO��MJTUT����CFIBWJPVST�TVDI�BT�UPOHVF�PVU�
PQFO�HSJO�ZBXO�XSZ�TNJMF�TOFFS�UJHIU�MJQT�MPXFS�MJQ�
USFNCMF�m�BOE�TP�PO��5IF�TVC�IFBEJOH�AIBOET�BOE�BSNT��
MJTUT����CFIBWJPVST��TDSBUDI�TJU�PO�IBOET�IBOE�GMVUUFS�
EJHJU�TVDL�QBMNT�VQ�DBSFTT�IBOE�PO�OFDL�

Video case: owners capitalize on body language

This four-minute Financial Times video examines the importance of body language to entre-
preneurs who are trying to raise capital. Jean Clarke from Leeds University Business School 
explains the power of body language, particularly gestures, and also the importance of speech 
and metaphors, in presenting messages in ways that will influence potential funders.
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Can you trust me?
How can you tell whether or to trust somebody? David DeSteno (2014) filmed people having either online or 
face-to-face ‘get to know you’ conversations before playing an economic game that involved a choice between 
collaboration and self-interest. They then asked participants to predict how fairly their partners would behave 
when it came to handing over money. The predictions of those who had spoken in person were more accurate 
than the predictions of those who had interacted online. This meant that the former had used non-verbal cues 
to reach their judgements. Analysis of the recordings of the conversations identified four non-verbal behaviours 
that signalled untrustworthy behaviour:

leaning away from your partner
crossing your arms
touching your hands together
touching your face

One of these clues on its own may not be significant, but those who showed all four acted in a more self-interested 
way, by refusing to share profits with their partner in the experiment’s game. DeSteno also found that participants 
who had face-to-face conversations were not aware that they were using these four clues to make their judgements 
about trustworthiness; their intuitions were correct, but they were not able to explain why.

Trustworthiness can be encouraged, DeSteno suggests, in three ways. First, avoid threats and punishments, 
which can prevent untrustworthy behaviour in the short term, but which will make others less likely to support you. 
Second, express gratitude and generosity, which lead others to act more fairly toward you. Third, emphasize simi-
larities, or ‘common ground’, leading others to see you as someone with whom they can have a long-term relation-
ship. De Steno (2014, p.115) concludes:

Is it better to trust than not? If you know nothing about potential partners’ situations and can’t interact with 
them face-to-face, the answer is probably yes. Most accepted models suggest that a bias toward trusting is better 
when you have no information to go on, as the gains from long-standing relationships tend to outweigh one-time 
losses. But when you do have a sense of your counterpart’s situation and can connect face-to-face, you should 
dispel your notions about how trust works and remember these four rules.

CROSSING ARMSLEANING AWAY FROM
A PARTNER

HAND TOUCHING FACE TOUCHING

M07_BUCH2881_09_SE_C07.indd   225 07/26/16   8:38 PM



226 Chapter 7 Communication

Stop and think

Do a deal with a friend or colleague. Agree to monitor each other’s body language 
and impression management for a week. Give each other regular, honest, critical and 
constructive feedback on body language and impression management strengths and 
weaknesses.

The power of paralanguage
Why don’t I help you with the assignment 
tonight?

instead of someone else helping you

Why don’t I help YOU with the assignment 
tonight?

I had planned to help somebody else

WHY don’t I help you with the assignment 
tonight?

do you have a problem with this?

Why don’t I HELP you with the assignment 
tonight?

instead of doing it on your own

Why don’t I help you with the assignment 
TONIGHT?

and not some other time

Paralanguage
A1BSBMBOHVBHF��JT�BOPUIFS�LFZ�DPNQPOFOU�PG�OPO�WFSCBM�DPNNVOJDBUJPO��5IJT�DPODFSOT�UIF�
SBUF�PG�TQFFDI�BOE�QJUDI�BOE�MPVEOFTT�PG�PVS�WPJDF�SFHBSEMFTT�PG�UIF�XPSET�XF�BSF�VTJOH��
5IFSF�BSF�NBOZ�EJGGFSFOU�XBZT�PG�TBZJOH�UIF�TBNF�UIJOH��JU�T�OPU�XIBU�ZPV�TBZ�CVU�IPX�
ZPV�TBZ�JU��1BSBMBOHVBHF�EFNPOTUSBUFT�TPNF�PG�UIF�PWFSSJEJOH�QPXFS�PG�OPO�WFSCBM�DPN�
NVOJDBUJPO��$POTJEFS�UIF�TJNQMF�TUBUFNFOU��A5IBU�XBT�B�SFBMMZ�HSFBU�MFDUVSF���5IJOL�PG�UIF�
NBOZ�XBZT�JO�XIJDI�ZPV�DBO�TBZ�UIJT�UIF�EJGGFSFODFT�JO�HB[F�BOE�QPTUVSF�UIBU�ZPV�DBO�
VTF�BOE�QBSUJDVMBSMZ�UIF�EJGGFSFODFT�JO�UIF�UPOF�BOE�QJUDI�PG�ZPVS�WPJDF��'PS�TPNF�PG�UIFTF�
FYQSFTTJPOT�MJTUFOFST�XJMM�IFBS�ZPV�TBZ�UIBU�ZPV�SFBMMZ�did�FOKPZ�UIF�MFDUVSF��)PXFWFS�
UIFSF�BSF�PUIFS�XBZT�JO�XIJDI�ZPV�DBO�ADPEF��UIFTF�TBNF�XPSET�OPO�WFSCBMMZ�JO�TVDI�B�
XBZ�UIBU�MJTUFOFST�XJMM�CF�MFGU�JO�OP�EPVCU�UIBU�ZPV�UIPVHIU�UIF�MFDUVSF�XBT�CPSJOH��8IFO�
WFSCBM�BOE�OPO�WFSCBM�NFTTBHFT�DPOUSBEJDU�FBDI�PUIFS�JU�JT�UIF�OPO�WFSCBM�NFTTBHF�XIJDI�
JT�CFMJFWFE�

"OPUIFS�BTQFDU�PG�OPO�WFSCBM�DPNNVOJDBUJPO�DPODFSOT�UIF�XBZ�JO�XIJDI�XF�VTF�EJT�
UBODF�JO�SFMBUJPOTIJQT��5IF�TUVEZ�PG�UIJT�BTQFDU�PG�CFIBWJPVS�JT�LOPXO�BT�AQSPYFNJDT���
#SJUJTI�DVMUVSF�SFRVJSFT�B�ATPDJBM�EJTUBODF��PG�BCPVU�IBMG�B�NFUSF�PS�NPSF�CFUXFFO�QFPQMF�
JO�OPSNBM�DPOWFSTBUJPO��*G�ZPV�DSPTT�UIJT�JOWJTJCMF�CPVOEBSZ�BOE�TUFQ�JOUP�TPNFPOF�T�
AQFSTPOBM�TQBDF��UIFZ�VTVBMMZ�NPWF�CBDLXBSET�UP�NBJOUBJO�UIF�EJTUBODF��B�GBJMVSF�UP�
ASFUSFBU��JNQMJFT�JOUJNBDZ��5IF�DPNGPSUBCMF�EJTUBODF�JO�"SBC�BOE�-BUJO�	"NFSJDBO�BOE�
&VSPQFBO
�DPVOUSJFT�JT�TNBMMFS�BOE�ZPV�BSF�MJLFMZ�UP�CF�SFHBSEFE�BT�BSSPHBOU�BOE�EJT�
UBOU�CZ�USZJOH�UP�NBJOUBJO�ZPVS�QFSTPOBM�TQBDF�XIFO�JOUFSBDUJOH�XJUI�NFNCFST�PG�UIPTF�
DVMUVSFT�

:PV�DBO�UFTU�UIF�UIFPSZ�PG�QFSTPOBM�TQBDF��"U�B�TPDJBM�HBUIFSJOH�B�QBSUZ�QFSIBQT�NPWF�
HSBEVBMMZ�BOE�UBDUGVMMZ�JOUP�TPNFPOF�FMTF�T�TQBDF�CZ�QSFUFOEJOH�UP�SFBDI�GPS�B�ESJOL�NPW�
JOH�BTJEF�UP�MFU�TPNFPOF�QBTU�MFBOJOH�GPSXBSE�UP�IFBS�CFUUFS�BOE�TP�PO��:PV�DBO�NPWF�
TPNFPOF�BDSPTT�B�SPPN�JO�UIJT�XBZ��5IF�TBNF�SFTVMU�DBO�CF�BDIJFWFE�XIJMF�TFBUFE�JG�UIF�
DIBJST�BSF�FBTZ�UP�NPWF�
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 Non-verbal communication 227

8IFO�XF�BSF�MZJOH�XF�NBZ�VODPOTDJPVTMZ�TFOE�OPO�WFSCBM�AEFDFJU�DVFT��XIJDI�JODMVEF�
SBQJE�TIJGUT�JO�HB[F�GJEHFUJOH�JO�PVS�TFBUT�MPOH�QBVTFT�BOE�GSFRVFOU�TQFFDI�DPSSFDUJPOT��
8IFO�MZJOH�JU�JT�JNQPSUBOU�UP�DPOUSPM�UIFTF�DVFT�FOTVSJOH�UIBU�WFSCBM�BOE�OPO�WFSCBM�NFT�
TBHFT�BSF�DPOTJTUFOU��4JNJMBSMZ�XIFO�XF�XBOU�UP�FNQIBTJ[F�UIF�TJODFSJUZ�PS�TUSFOHUI�PG�PVS�
GFFMJOHT�JU�JT�JNQPSUBOU�UIBU�UIF�OPO�WFSCBM�TJHOBMT�XF�TFOE�BSF�DPOTJTUFOU�XJUI�UIF�WFSCBM�
NFTTBHF�

Lie detectors
Adrian Furnham (2005) identifies several (UK) verbal and non-verbal ‘lie detectors’. However, in other cultures, these 
cues may constitute normal interpersonal behaviour and may not signal deceit.

Verbal cues

Response latency The time between the end of a question and the start of a reply. Liars 
take longer, hesitate more.

Linguistic distance Not saying, ‘I’, but talking in the abstract: for example, ‘one might 
believe that . . .’

Slow, uneven speech As an individual tries to think through their lies. They might also 
suddenly talk quickly, attempting to make a sensitive subject appear 
less significant.

Too eager to fill gaps in conversation Liars keep talking when it is unnecessary, as if a silence signifies that 
the other person does not believe them.

Too many pitch raises Instead of the pitch dropping at the end of a reply, it is lifted in the 
same way as asking a question.

Non-verbal cues

Too much squirming Someone shifting around in their seat is signalling their desire not to 
be there.

Too much eye contact, rather than too little Liars tend to overcompensate. They need to look at you to monitor 
how successful they are being.

Micro-expressions Flickers of surprise, hurt or anger that are difficult to detect. Sudden 
facial expressions of pain are often giveaways.

An increase in comfort gestures These often take the form of self-touching, particularly around the 
nose and mouth.

More stuttering and slurring Including what are known as ‘Freudian slips’.

A loss of resonance in the voice It tends to become flatter and more monotonous.

Stop and think

Say out loud exactly the same sentence, ‘This is a really interesting textbook’, in two 
different ways, with opposite meanings.
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228 Chapter 7 Communication

/PO�WFSCBM�DPNNVOJDBUJPO�JT�B�ASFMBUJPOTIJQ�MBOHVBHF��	(VJSEIBN������Q����
��5IJT�JT�
IPX�XF�DPNNVOJDBUF�USVTU�CPSFEPN�TVCNJTTJPO�EJTMJLF�BOE�GSJFOETIJQ�XJUIPVU�SFWFBMJOH�
PVS�GFFMJOHT�EJSFDUMZ��'PS�FYBNQMF�XIFO�TPNFPOF�XBOUT�UP�TJHOBM�MJLJOH�PS�GSJFOETIJQ�UIFZ�
XJMM�UVSO�UIFJS�CPEZ�UPXBSET�ZPV�MPPL�ZPV�TUSBJHIU�JO�UIF�GBDF�FTUBCMJTI�FZF�DPOUBDU�MPPL�
BXBZ�JOGSFRVFOUMZ�BOE�OPE�BOE�TNJMF�B�MPU�LFFQJOH�UIFJS�IBOET�BOE�BSNT�CZ�UIFJS�TJEFT�
PS�JO�GSPOU�PG�UIFN��5IJT�QBUUFSO�PS�DPNCJOBUJPO�PG�CFIBWJPVST�JT�DBMMFE�BO�open or positive�
OPO�WFSCBM�DMVTUFS��8IFO�EFDPEJOH�OPO�WFSCBM�DPNNVOJDBUJPO�JU�JT�JNQPSUBOU�UP�OPUF�UIF�
QBUUFSO�PG�CFIBWJPVST�

Source: Mike Seddon

5IF�UZQJDBM�closed or negative�OPO�WFSCBM�CFIBWJPVS�DMVTUFS�JOEJDBUJOH�EJTBHSFFNFOU�PS�
EJTMJLF�JOWPMWFT�UVSOJOH�ZPVS�CPEZ�BXBZ�GPMEJOH�ZPVS�BSNT�UJHIUMZ�DSPTTJOH�ZPVS�MFHT�TP�
UIBU�UIFZ�QPJOU�BXBZ�GSPN�UIF�PUIFS�QFSTPO�MPTT�PG�FZF�DPOUBDU�XBOEFSJOH�HB[F�MPPLJOH�BU�
TPNFPOF�FMTF�PS�BU�UIF�EPPS�	TVHHFTUJOH�B�EFTJSF�UP�MFBWF
�BOE�B�MBDL�PG�OPET�BOE�TNJMFT��*G�
ZPV�BSF�PCTFSWBOU�ZPV�DBO�PGUFO�UFMM�UIBU�TPNFPOF�EPFT�OPU�MJLF�XIBU�ZPV�BSF�TBZJOH�CFGPSF�
UIFZ�UBML�UP�ZPV�BCPVU�JU��5IF�DPOUFYU�JT�BMTP�JNQPSUBOU��8F�BEPQU�DMPTFE�QPTUVSFT�XIFO�XF�
BSF�VOXFMM�BOYJPVT�PS�DPME�

Interpreting gesture clusters

Cluster signals Indicating

Flexible open posture, open hands, display of palms and wrists, removing jacket, moving 
closer to other person� leaning forward in chair� uncrossed arms and legs� smiling� nodding� 
eye contact

Openness

Rigid, closed posture, arms and legs tightly crossed, eyes glancing sideways, minimal eye 
contact, frowning, no smiling, pursed lips, clenched fists, head down, flat tone of voice

Defensiveness

Drumming fingers, head cupped in palm of hand, foot swinging, brushing or picking lint 
from clothing� body pointing towards eZit� repeatedly looMing at watch� the eZit� a booM

Boredom, impatience

Small inward smile, erect body posture, hands open and arms extended outwards, eyes wide 
and alert, lively walk, expressive and well-modulated voice

Enthusiasm

Knitted forehead, deadpan expression, tentative nodding or smiling, one slightly raised 
eyebrow, strained voice, saying ‘I understand’ while looking away

Lack of understanding

Blank expression, phoney smile, tight posture, arms stiff at side, sudden eye shifts, nervous 
tapping, sudden mood shifts, speech toneless and soft or too loud and animated

Stress
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 Non-verbal communication 229

5IF�EJMBUJPO�BOE�DPOUSBDUJPO�PG�PVS�QVQJMT�JT�CFZPOE�PVS�EJSFDU�DPOUSPM�VOMJLF�PVS�IBOE�
NPWFNFOUT��CVU�PVS�FZFT�BMTP�TFOE�OPO�WFSCBM�JOGPSNBUJPO��0VS�QVQJMT�EJMBUF�JO�MPX�MJHIU�
BOE�XIFO�XF�TFF�TPNFUIJOH�PS�TPNFPOF�JOUFSFTUJOH��%JMBUJPO�DPOWFZT�IPOFTUZ�PQFOOFTT�
BOE�TFYVBM�BUUSBDUJPO��0VS�QVQJMT�BMTP�EJMBUF�XIFO�XF�BSF�SFMBYFE�BOE�XIFO�DPOTVNJOH�
BMDPIPM�BOE�PUIFS�ESVHT��$POUFYU�JT�BHBJO�DSJUJDBM�UP�BDDVSBUF�EFDPEJOH��$POUSBDUFE�QVQJMT�
DBO�TJHOJGZ�MPX�MJHIUJOH�DPOEJUJPOT�PS�MBDL�PG�JOUFSFTU�EJTUSVTU�IPTUJMJUZ�TUSFTT�TPSSPX�PS�B�
IBOHPWFS��*U�JT�POMZ�QPTTJCMF�UP�EFDPEF�QVQJM�EJMBUJPO�PS�DPOUSBDUJPO�XJUI�SFGFSFODF�UP�PUIFS�
OPO�WFSCBM�DMVFT�BOE�UP�UIF�DPOUFYU�

4PNFPOF�XIP�JT�BOYJPVT�VTVBMMZ�EJTQMBZT�ATFMG�NBOJQVMBUJPO���TUSPLJOH�MJQT�PS�BO�FBS�MPCF�
QMBZJOH�XJUI�IBJS��"OYJFUZ�DBO�BMTP�CF�TJHOBMMFE�CZ�TIJGUJOH�EJSFDUJPO�PG�HB[F��4PNF�GSJFOE�
TIJQ�TJHOBMT�DBO�CF�BNVTJOH�UP�PCTFSWF��8IFO�XF�NFFU�TPNFPOF�UP�XIPN�XF�BSF�BUUSBDUFE�
XF�PGUFO�VTF�AQSFFOJOH�HFTUVSFT���TNPPUIJOH�PVS�DMPUIFT�TUSPLJOH�PVS�IBJS�TUSBJHIUFOJOH�
PVS�QPTUVSF��8BUDI�B�HSPVQ�PG�GSJFOET�BOE�ZPV�XJMM�PGUFO�TFF�UIFN�TUBOEJOH�TJUUJOH�BOE�
FWFO�IPMEJOH�DVQT�PS�HMBTTFT�JO�BO�BMNPTU�JEFOUJDBM�NBOOFS��5IJT�JT�LOPXO�BT�AQPTUVSF�
NJSSPSJOH���:PV�DBO�PGUFO�TQPU�UIF�APVUTJEFS��BT�UIF�POF�OPU�VTJOH�UIF�QPTUVSF��'SJFOETIJQ�
HSPVQT�DPQZ�FBDI�PUIFS�T�HFTUVSFT�LOPXO�BT�AHFTUVSF�NJSSPSJOH��

8F�BMTP�VTF�OPO�WFSCBM�DPNNVOJDBUJPO�UP�TIPX�IPX�JNQPSUBOU�XF�BSF�XJUI�power tells�
	$IBQUFS���
�

5IF�QPXFS�UFMMT�UIBU�EPNJOBOU�QFPQMF�EJTQMBZ�JODMVEF�VTJOH�PQFO�QPTUVSFT�BOE�JOWBTJWF�
IBOE�HFTUVSFT�TNJMJOH�MFTT�MPPLJOH�BXBZ�XIJMF�TQFBLJOH�TQFBLJOH�GJSTU�BOE�EPNJOBUJOH�UIF�
DPOWFSTBUJPO�BOE�JOUFSSVQUJOH�PUIFST��4JHOBMT�XIJDI�TVHHFTU�B�TVCNJTTJWF�BUUJUVEF�JODMVEF�
NPEJGZJOH�ZPVS�TQFFDI�UP�TPVOE�MJLF�UIF�PUIFS�QFSTPO�IFTJUBUJPOT�	MPUT�PG�AVNT��BOE�AFST�
�
DMPTF�QPTUVSFT�BOE�TFMG�DPNGPSU�HFTUVSFT�TVDI�BT�DMBTQJOH�ZPVS�IBOET�BOE�UPVDIJOH�ZPVS�
GBDF�BOE�IBJS�	$PMMFUU�����
�

-FBEJOH�QPMJUJDJBOT�BMTP�VTF�OPO�WFSCBM�HFTUVSFT�UP�TJHOBM�UIFJS�EPNJOBODF�	,JSUPO�����
��
"T�B�AQPTJUJWF�QPXFS�HFTUVSF��"OHFMB�.FSLFM�	(FSNBOZ
�HSJQT�BOE�UIFO�QBUT�UIF�TIPVMEFS�PG�
QPMJUJDBM�DPMMFBHVFT��5P�TJHOBM�UIBU�IF�JT�DPOGJEFOUMZ�JO�DPOUSPM�#BSBDL�0CBNB�	64"
�IPMET�
IJT�IBOET�JO�GSPOU�PG�IJN�QBMNT�GBDJOH�JOXBSET�BT�JG�IPMEJOH�BO�JOWJTJCMF�CSJDL��1PMJUJDBM�
MFBEFST�BMTP�UFOE�UP�TQFBL�XJUI�B�EFFQFS�WPJDF�	.BSHBSFU�5IBUDIFS�6,
�XBML�XJUI�B�TFOTF�
PG�QVSQPTF�UP�BQQFBS�ZPVOH�BOE�FOFSHFUJD�	3POBME�3FBHBO�64"
�BOE�NBLF�FZF�DPOUBDU�
XIJMF�TIBLJOH�IBOET�	#JMM�$MJOUPO�64"
�

power tells non-verbal 
signals that indicate to 
others how important 
and dominant someone 
is, or how powerful they 
would like us to think 
they are.
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Saying ‘sorry’ without saying anything
In Japan, the way in which bosses bow indicate how sorry 
the company is for mistakes, such as Toyota’s recall of 
� million cars in ���� due to faulty accelerator pedals.

A slight bow from the waist, not held for very long, 
indicates a mild apology.

A deeper bow, at an angle of about 45 degrees, and 
lasting for about one and a half seconds, suggests contri-
tion, without accepting personal responsibility.
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230 Chapter 7 Communication

Cultural differences in communication style
5IF�VTF�BOE�JOUFSQSFUBUJPO�PG�OPO�WFSCBM�DPNNVOJDBUJPO�EJGGFS�GSPN�DVMUVSF�UP�DVMUVSF��*O�
+BQBO�TNJMJOH�BOE�OPEEJOH�JNQMJFT�VOEFSTUBOEJOH�CVU�OPU�OFDFTTBSJMZ�BHSFFNFOU��*O�"VT�
USBMJB�SBJTJOH�UIF�QJUDI�PG�ZPVS�WPJDF�BU�UIF�FOE�PG�B�TFOUFODF�TJHOJGJFT�PQFOOFTT�UP�DIBMMFOHF�
PS�RVFTUJPO�OPU�B�MJF��*O�TPNF�"TJBO�DVMUVSFT�JU�JT�JNQPMJUF�UP�HJWF�TVQFSJPST�EJSFDU�BOE�
QSPMPOHFE�FZF�DPOUBDU��B�CPXFE�IFBE�TJHOBMT�EFGFSFODF�BOE�OPU�MBDL�PG�TFMG�DPOGJEFODF�PS�
EFGFOTJWFOFTT��1FPQMF�GSPN�OPSUIFSO�&VSPQFBO�DVMUVSFT�QSFGFS�B�MPU�PG�QFSTPOBM�TQBDF�BOE�
SBSFMZ�UPVDI�FBDI�PUIFS��'SFODI�*UBMJBOT�BOE�-BUJO�"NFSJDBOT�TUBOE�DMPTFS�UPHFUIFS�BOE�
UPVDI�NPSF�PGUFO�UP�JOEJDBUF�BHSFFNFOU�BOE�GSJFOETIJQ�

4JNQMF�HFTUVSFT�NVTU�BMTP�CF�VTFE�XJUI�DBSF��.BLF�B�DJSDMF�XJUI�ZPVS�UIVNC�BOE�GPSF�
GJOHFS�FYUFOEJOH�UIF�PUIFS�UISFF�GJOHFST��)PX�XJMM�UIJT�CF�JOUFSQSFUFE �*O�"NFSJDB�BOE�UP�
TDVCB�EJWFST�JU�NFBOT�A0,���*O�+BQBO�JU�NFBOT�NPOFZ��*O�'SBODF�JU�NFBOT�[FSP�PS�OPUIJOH��
*O�TPNF�"SBC�DPVOUSJFT�JU�TJHOJGJFT�B�DVSTF��*O�(FSNBOZ�BOE�#SB[JM�JU�JT�PCTDFOF�

&EXBSE�)BMM�	���������
�EJTUJOHVJTIFE�CFUXFFO�high context culture�BOE�low context 
culture�

high context culture 
a culture whose 
members rely heavily 
on a range of social and 
non-verbal clues when 
communicating with 
others and interpreting 
their messages.

Low context 
culture a culture 
whose members focus 
on the written and 
spoken word when 
communicating with 
others and interpreting 
their messages.

A full 90-degree bow, held for up to seven seconds, 
indicates personal and/or official responsibility for an inci-
dent that has caused significant damage, and for which 
the person is asking forgiveness.

The most extreme form of bow involves kneeling with 
one’s head on the floor for perhaps 30 seconds. This indi-
cates that ‘The law may punish me, but that does not 
cover how sorry I am’.

When Toyota recalled its cars, the company president 
Akio Toyoda performed a 25-degree bow, suggesting 
that he was ‘quite sorry’: ‘In bowing terms, it holds the 
same apology value as you might get from a waiter who 
had forgotten your order’ (Lewis and Lea, 2010).

High context culture Low context culture

Establish relationship first
Value personal relations and goodwill
Agreement based on trust
Slow and ritualistic negotiations

Get down to business first
Value expertise and performance
Agreement based on legal contract
Fast and efficient negotiations

$IJOB�,PSFB�+BQBO�BOE�7JFUOBN�BSF�IJHI�DPOUFYU�DVMUVSFT�XIFSF�QFPQMF�UFOE�UP�UBLF�B�
HSFBUFS�JOUFSFTU�JO�ZPVS�QPTJUJPO�ZPVS�CVTJOFTT�DBSE�ZPVS�ESFTT�NBUFSJBM�QPTTFTTJPOT�BOE�
PUIFS�TJHOT�PG�TUBUVT��8SJUUFO�BOE�TQPLFO�DPNNVOJDBUJPOT�BSF�OPU�JHOPSFE�CVU�UIFZ�BSF�TFD�
POEBSZ��"HSFFNFOUT�DBO�CF�NBEF�PO�B�IBOETIBLF�PO�TPNFPOF�T�XPSE�

/PSUI�"NFSJDB�4DBOEJOBWJB�4XJU[FSMBOE�BOE�(FSNBOZ�BSF�MPX�DPOUFYU�DVMUVSFT�XIFSF�
QFPQMF�QBZ�TFDPOEBSZ�BUUFOUJPO�UP�OPO�WFSCBM�NFTTBHFT��1FPQMF�JO�(FSNBO�PSHBOJ[BUJPOT�
UFOE�UP�CF�QSFPDDVQJFE�XJUI�EFUBJMFE�XSJUUFO�SVMFT�BOE�"NFSJDBOT�MJLF�UP�IBWF�QSFDJTF�MFHBM�
EPDVNFOUT��"HSFFNFOUT�BSF�OPU�NBEF�VOUJM�UIF�DPOUSBDU�JT�JO�XSJUJOH�BOE�JU�JT�TJHOFE�

5IFTF�DBUFHPSJ[BUJPOT�SFGMFDU�UFOEFODJFT�BOE�BSF�OPU�BCTPMVUF��.PTU�DPVOUSJFT�IBWF�TVC�
DVMUVSFT�XJUI�WFSZ�EJGGFSFOU�OPSNT��*O�BEEJUJPO�NFO�UFOE�UP�CF�NPSF�IJHI�DPOUFYU�UIBO�
XPNFO�CVU�UIJT�PCTFSWBUJPO�EPFT�OPU�BQQMZ�UP�BMM�NFO�PS�UP�BMM�XPNFO��/FWFSUIFMFTT�JU�
JT�FBTZ�UP�TFF�IPX�NJTVOEFSTUBOEJOH�DBO�BSJTF�XIFO�IJHI�BOE�MPX�DPOUFYU�DVMUVSFT�NFFU�
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 Impression management 231

VOMFTT�UIPTF�DPNNVOJDBUJOH�BSF�TFOTJUJWF�UP�UIFJS�SFTQFDUJWF�EJGGFSFODFT��:PV�DBO�SFEVDF�
UIFTF�NJTVOEFSTUBOEJOHT�XJUI�UIF�GPMMPXJOH�GPVS�SVMFT�	3PCCJOT�FU�BM�������Q����
�

���assume that others are different�VOMFTT�ZPV�DBO�FTUBCMJTI�PUIFSXJTF��XF�UFOE�UP�BTTVNF�
UIBU�PUIFST�BSF�NPSF�MJLF�VT�UIBO�UIFZ�PGUFO�BSF�TP�ZPV�BSF�MFTT�MJLFMZ�UP�NBLF�B�NJTUBLF�
JG�ZPV�BTTVNF�EJGGFSFODF�VOUJM�ZPV�DBO�QSPWF�TJNJMBSJUZ

���use description and avoid evaluation�VOUJM�ZPV�IBWF�IBE�UJNF�UP�PCTFSWF�BOE�VOEFSTUBOE�
UIF�QFSTQFDUJWFT�PG�UIF�PUIFS�DVMUVSF�PS�DVMUVSFT�BT�JOUFSQSFUBUJPOT�BOE�FWBMVBUJPOT�BSF�
CBTFE�PO�DVMUVSBM�CBDLHSPVOE�SBUIFS�UIBO�PO�XIBU�ZPV�PCTFSWF

���practice empathy�QVUUJOH�ZPVSTFMG�JO�UIF�PUIFS�QFSTPO�T�QPTJUJPO�VOEFSTUBOEJOH�UIFJS�
WBMVFT�CBDLHSPVOE�BOE�FYQFSJFODF�BOE�GSBNFT�PG�SFGFSFODF

��� treat interpretations as working hypotheses�BOE�LFFQ�UFTUJOH�BOE�RVFTUJPOJOH�ZPVS�DPO�
DMVTJPOT�BOE�FYQMBOBUJPOT�VTJOH�GFFECBDL�BOE�DIFDLJOH�XJUI�DPMMFBHVFT�

Aboriginal culture and communication
Australian Aboriginal culture uses verbal and non-verbal com-
munication in ways that are different from European and 
North American communication styles (Nelson-Jones, 2000):

r� Aborigines value brevity in verbal communication 
rather than detailed elaboration, and simple ‘yes’ and 
‘no’ replies are common.

r� There is no word for ‘thank you’ in Aboriginal lan-
guages. People do things for you as an obligation.

r� In some Aboriginal tribes, it is unlawful to use the 
name of a dead person.

r� The terms ‘full-blood’, ‘half-caste’, ‘quarter-caste’, 
‘native’ and ‘part-Aborigine’ are regarded as offensive 
by Aborigines.

r� Long silences in Aboriginal conversation are common 
and are not regarded as awkward.

r� To some Aboriginal people, it is not acceptable to look 
another straight in the eye.

r� Some Aboriginal groups do not allow men and 
women to mix freely.

r� Aborigines feel that it is not necessary to look at the 
person who is speaking to them.

r� Aborigines do not feel that it is necessary to attend 
meetings (an interview, for example) at specific 
times.

How do these norms and preferences compare with the 
communication style of your culture?

Impression management
8F�VTVBMMZ�TFOE�BOE�SFDFJWF�OPO�WFSCBM�NFTTBHFT�VODPOTDJPVTMZ��)PXFWFS�JU�JT�QPTTJCMF�
UP�DPOUSPM�UIF�OPO�WFSCBM�TJHOBMT�UIBU�XF�TFOE�BOE�UP�CF�BXBSF�PG�BOE�UP�SFBE�UIF�DVFT�UIBU�
PUIFST�BSF�HJWJOH�UP�VT��5IJT�MFWFM�PG�BUUFOUJPO�BOE�DPOUSPM�DBO�CF�EJGGJDVMU�UP�TVTUBJO�CVU�JU�
DBO�CF�JNQPSUBOU�JO�PSHBOJ[BUJPOBM�TFUUJOHT�FTQFDJBMMZ�XIFSF�XF�XBOU�UP�DPOUSPM�UIF�JNBHF�
PS�JNQSFTTJPO�UIBU�PUIFST�IBWF�PG�VT��8F�DBO�EP�UIJT�UISPVHI�impression management�
UFDIOJRVFT�CBTFE�PSJHJOBMMZ�PO�UIF�XPSL�PG�&SWJOH�(PGGNBO�	����
�

1BVM�3PTFOGFME�BOE�DPMMFBHVFT�	����
�OPUF�UIBU�PVS�JNQSFTTJPO�NBOBHFNFOU�NFUIPET�BSF�
SJDI�BOE�WBSJFE�JODMVEJOH�

r� XIBU�XF�EP�BOE�IPX�XF�EP�JU�

r� XIBU�XF�TBZ�BOE�IPX�XF�TBZ�JU�

r� UIF�GVSOJTIJOHT�BOE�BSSBOHFNFOU�PG�PVS�PGGJDFT�

r� PVS�QIZTJDBM�BQQFBSBODF�JODMVEJOH�DMPUIFT�BOE�NBLFVQ�

r� OPO�WFSCBM�DPNNVOJDBUJPO�TVDI�BT�GBDJBM�FYQSFTTJPOT�PS�QPTUVSFT�

&GGFDUJWF�JNQSFTTJPO�NBOBHFNFOU�NFBOT�CFJOH�DPOTDJPVTMZ�BXBSF�BOE�JO�DPOUSPM�PG�UIF�
DVFT�UIBU�XF�TFOE�UP�PUIFST�UISPVHI�WFSCBM�BOE�OPO�WFSCBM�DIBOOFMT��5IJT�TVHHFTUT�UIBU�XF�
DPOTDJPVTMZ�TFFL�UP�NBOJQVMBUF�UIF�JNQSFTTJPO�PS�QFSDFQUJPOT�UIBU�PUIFST�IBWF�PG�VT�

impression 
management the 
processes through 
which we control the 
image or impression 
that others have of us.
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232 Chapter 7 Communication

"T�XJUI�DPOWFSTBUJPO�DPOUSPMT�XF�DBO�VTF�JNQSFTTJPO�NBOBHFNFOU�UP�NBOJQVMBUF�UIF�
CFIBWJPVS�PG�PUIFST��8F�EP�UIJT�GPS�FYBNQMF�CZ�AHJWJOH�PGG��UIF�JNQSFTTJPO�UIBU�XF�BSF�
GSJFOEMZ�TVCNJTTJWF�BQPMPHFUJD�BOHSZ�EFGFOTJWF�DPOGJEFOU�JOUJNJEBUJOH�BOE�TP�PO��5IF�
NPSF�FGGFDUJWFMZ�XF�NBOBHF�PVS�JNQSFTTJPO�UIF�HSFBUFS�UIF�DPOUSPM�XF�DBO�BDIJFWF�JO�TPDJBM�
JOUFSBDUJPO�BOE�UIF�HSFBUFS�PVS�QPXFS�UP�QVSTVF�PVS�QSFGFSSFE�PVUDPNFT�PWFS�PUIFST�

4PNF�QFPQMF�SFHBSE�JNQSFTTJPO�NBOBHFNFOU�BT�BDUJOH��)PXFWFS�XF�NBOBHF�PVS�JNQSFT�
TJPO�BMM�UIF�UJNF��*U�JT�IBSEMZ�QPTTJCMF�UP�BWPJE�TFOEJOH�TJHOBMT�UISPVHI�GPS�FYBNQMF�PVS�
ESFTT�QPTUVSF�GBDJBM�FYQSFTTJPOT�HFTUVSFT�UPOF�BOE�QJUDI�PG�WPJDF�BOE�FWFO�MPDBUJPO�JO�B�
SPPN��8F�DBO�EJTUJOHVJTI�CFUXFFO�DPOTDJPVT�	CZ�JNQMJDBUJPO�NPSF�FGGFDUJWF
�BOE�VODPO�
TDJPVT�	CZ�JNQMJDBUJPO�MFTT�FGGFDUJWF�PS�NJTMFBEJOH
�JNQSFTTJPO�NBOBHFNFOU��$POTDJPVT�
JNQSFTTJPO�NBOBHFNFOU�IBT�NBOZ�BEWBOUBHFT��*OUFSBDUJPOT�SVO�NPSF�TNPPUIMZ�XIFO�XF�
HJWF�UIF�DPSSFDU�TJHOBMT�UP�PUIFST�XIP�JO�UVSO�BDDVSBUFMZ�EFDPEF�UIFTF�TJHOBMT�PG�PVS�BUUJ�
UVEFT�BOE�JOUFOUT��*NQSFTTJPO�NBOBHFNFOU�JT�B�DSJUJDBM�TLJMM�JO�NBOZ�PSHBOJ[BUJPOBM�DPO�
UFYUT�TVDI�BT�DPVOTFMMJOH�BOE�JO�TFMFDUJPO�BQQSBJTBM�BOE�EJTDJQMJOBSZ�JOUFSWJFXT�

Stop and think

Is impression management simply a form of deceit? What in your view are the ethical 
problems raised by the advice that we should consciously manipulate the impression 
that others have of us through verbal and non-verbal communication?

Do you use, or do you avoid, impression management methods when you are deciding 
what to wear to go to parties, clubs, job interviews, lectures?

The ethics of impression management
At first, Richard Nixon vowed he would not debate 
John Kennedy. He had little to gain from such an 
encounter, and much to lose. As vice-president, he 
was better known than the young senator and uni-
versally considered a heavyweight. But in the end his 
fear of appearing fearful overcame his caution. It was 
a mistake. The camera is unkind to men who look 
shifty.

At the first debate in 1960, Nixon was not feeling 
well. After hearing Kennedy turn down the offer of 
makeup, he turned it down too, although it might have 
covered his five o’clock shadow. Kennedy got his aides 
to apply makeup when Nixon wasn’t looking, and pre-
sented a tanned and handsome face to the nation. Nixon 
looked like a sweaty corpse. Radio listeners thought he 
did well. But on television, Kennedy won by a mile (The 
Economist, 2008).

In your judgement, was John F. Kennedy’s behaviour 
ethical at that debate in 1960?
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 Impression management 233

.PTU�QSBDUJDBM�BEWJDF�DPODFSOT�IPX�UP�NBLF�B�HPPE�JNQSFTTJPO�GPS�FYBNQMF�JO�B�KPC�
JOUFSWJFX��"OESFX�%V#SJO�	�����QQ���m�
�JEFOUJGJFT�UBDUJDT�GPS�DSFBUJOH�B�negative�JNQSFT�
TJPO�PG�ZPVSTFMG��)FSF�BSF�UIF�UBDUJDT�UIBU�ZPV�TIPVME�BWPJE�

r� NVNCMJOH�QVUUJOH�ZPVS�IBOE�PWFS�ZPVS�NPVUI�OPU�VTJOH�GBDUT�UP�QFSTVBEF�TPNFPOF�

r� XSJUJOH�CVTJOFTT�FNBJM�NFTTBHFT�JO�UIF�TUZMF�UIBU�UFFOBHFST�VTF�XIFO�UFYUJOH�BOE�
UXFFUJOH�

r� BQQFBSJOH�JNNBUVSF�VOQSPGFTTJPOBM�BOE�VOJOUFSFTUFE�

r� JHOPSJOH�DPMMFBHVFT�XIJMF�UIFZ�BSF�UBMLJOH�CZ�MPPLJOH�BU�ZPVS�XBUDI�UBLJOH�B�NPCJMF�
QIPOF�DBMM�DIFDLJOH�UFYU�NFTTBHFT�

r� NBLJOH�JNNBUVSF�FYDVTFT�GPS�CFJOH�MBUF�m�ANZ�BMBSN�DMPDL�CSPLF��AUIF�USBGGJD�XBT�CBE��

r� EFOZJOH�SBUIFS�UIBO�BQPMPHJ[JOH�GPS�ZPVS�PXO�NJTUBLFT�

r� BQQFBSJOH�VOFOUIVTJBTUJD�BOE�CPSFE�XIFO�PUIFST�UBML�BCPVU�UIFJS�QSPCMFNT�

r� XIFO�BTLFE�B�KPC�SFMBUFE�RVFTUJPO�ZPV�SFQMZ�A*�EPO�U�LOPX�*�IBWFO�U�HPPHMFE�JU�ZFU��

%P�NFO�BOE�XPNFO�VTF�JNQSFTTJPO�NBOBHFNFOU�UBDUJDT�JO�EJGGFSFOU�XBZT �%FCPSBI�5BO�
OFO�	���������
�BSHVFE�UIBU�HJSMT�BOE�CPZT�MFBSO�EJGGFSFOU�MJOHVJTUJD�TUZMFT�m�DIBSBDUFSJTUJD�
TQFBLJOH�QBUUFSOT�m�XIJDI�DSFBUF�DPNNVOJDBUJPO�CBSSJFST�BOE�BGGFDU�DBSFFS�QSPTQFDUT��)FS�
SFTFBSDI�GPVOE�UIBU�XIJMF�HJSMT�MFBSO�UP�EFWFMPQ�SBQQPSU�CPZT�MFBSO�UIBU�TUBUVT�JT�NPSF�
JNQPSUBOU��(JSMT�GPDVT�PO�B�TNBMM�HSPVQ�PG�GSJFOET�FNQIBTJ[JOH�TJNJMBSJUJFT�BOE�QMBZJOH�
EPXO�XBZT�JO�XIJDI�TPNFPOF�DPVME�CF�CFUUFS�UIBO�PUIFST��(JSMT�UFOE�UP�CF�NPEFTU�MFTT�
TFMG�BTTVSFE�BOE�PTUSBDJ[F�UIPTF�XIP�DMBJN�TVQFSJPSJUZ��#PZT�QMBZ�JO�MBSHF�HSPVQT�FNQIB�
TJ[F�TUBUVT�BOE�MFBEFSTIJQ�EJTQMBZ�UIFJS�LOPXMFEHF�BOE�BCJMJUJFT�DIBMMFOHF�PUIFST�UBLF�
ADFOUSF�TUBHF��CZ�UFMMJOH�KPLFT�BOE�TUPSJFT�BOE�USZ�UP�BDRVJSF�TUBUVT�JO�UIFJS�HSPVQ�CZ�HJWJOH�
PSEFST��5IJT�DIJMEIPPE�MFBSOJOH�GPMMPXT�HJSMT�BOE�CPZT�JOUP�BEVMU�MJGF�

5BOOFO�T�BSHVNFOUT�BSF�TUJMM�WBMJE��,BUISZO�)FBUI�FU�BM��	����
�TUVEJFE�TVDDFTTGVM�BOE�
BNCJUJPVT�XPNFO�XIP�TBJE�UIBU�UIFZ�XFSF�OPU�CFJOH�UBLFO�TFSJPVTMZ�JO�DSJUJDBM�IJHI�MFWFM�
NFFUJOHT��5IFZ�XFSF�JHOPSFE�BOE�GPVOE�JU�IBSE�UP�CSFBL�JOUP�UIF�DPOWFSTBUJPO�TP�UIFJS�
JEFBT�XFSF�PWFSMPPLFE��.FO�BSF�BXBSF�PG�UIJT�QSPCMFN��"GUFS�B�NFFUJOH�POF�NBMF�NBOBHFS�
TBJE�UP�B�GFNBMF�DPMMFBHVF�A4UPQ�BDUJOH�MJLF�B�GBDJMJUBUPS��4UBSU�TBZJOH�XIBU�ZPV�TUBOE�GPS���
5IF�SFTFBSDIFST�BOBMZTFE�GFFECBDL�UIBU�IBE�CFFO�DPMMFDUFE�PO������GFNBMF�FYFDVUJWFT�TVS�
WFZFE�����GFNBMF�NBOBHFST�JO�'PSUVOF�����PSHBOJ[BUJPOT�BOE�JOUFSWJFXFE����UPQ�NBMF�BOE�
GFNBMF�FYFDVUJWFT�GSPN�MBSHF�NVMUJOBUJPOBM�DPNQBOJFT�

5IF�SFTFBSDI�GPVOE�UIBU�BMUIPVHI�NFO�BOE�XPNFO�BHSFFE�PO�UIF�QSPCMFNT�UIFZ�EJTB�
HSFFE�PO�UIF�DBVTFT��'PS�FYBNQMF�NFO�TBJE�UIBU�UIFZ�XFSF�DPODFSOFE�UIBU�XPNFO�XPVME�
SFTQPOE�OFHBUJWFMZ�UP�DSJUJDJTN��8PNFO�PO�UIF�PUIFS�IBOE�DPNQMBJOFE�UIBU�UIFZ�EJE�OPU�
HFU�GFFECBDL�FWFO�XIFO�UIFZ�BTLFE�GPS�JU��.FO�TBJE�UIBU�XPNFO�TIPVME�CF�NPSF�DPODJTF�
XIFO�NBLJOH�B�QPJOU��8PNFO�TBJE�UIBU�UIFZ�EJE�OPU�XBOU�UP�SFQBDLBHF�PME�JEFBT�PS�UP�
TUBUF�UIF�PCWJPVT��.FO�PCTFSWFE�UIBU�XPNFO�XFSF�NPSF�FNPUJPOBM�UIBO�NFO�CVU�XPNFO�
TBJE�UIBU�AJU�T�OPU�FNPUJPO�m�JU�T�QBTTJPO���)FBUI�FU�BM��	�����QQ����m�
�TVHHFTU�UISFF�TUFQT�

Home viewing
Catch Me If You Can (2003, directed by Steven Speilberg) 
is a comedy drama based on the true story of the forger 
and confidence trickster Frank Abagnale Jr (played by 
Leonardo Di Caprio) and the FBI agent Carl Hanratty 
(Tom Hanks) who finally apprehends him, but not before 
Frank has committed millions of dollars-worth of fraud. 
Frank is a master of the art of impression management, 
effortlessly convincing others that he is, at various stages 

in his ‘career’ a newspaper journalist, high school teacher, 
airline pilot, doctor and lawyer. He is so convincing that, 
when he does at one point decide to reveal the truth, 
his fiancé’s father (Martin Sheen) does not believe him. 
Note examples of how Frank combines non-verbal 
communication, courtship techniques, avoidance of lie 
detection cues, paralanguage and gesture clusters to 
manage the impression that he wants to convey.

Deborah Tannen 
(b.1945)
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234 Chapter 7 Communication

UP�IFMQ�XPNFO�CFDPNF�NPSF�DPNGPSUBCMF�BOE�FGGFDUJWF�JO�XIBU�BSF�TUJMM�NBMF�EPNJOBUFE�
TFUUJOHT�

r� Groundwork��*EFBT�BSF�UFTUFE�BOE�EFDJTJPOT�BSF�UBLFO�JO�JOGPSNBM�NFFUJOHT�UIBU�IBQQFO�
CFGPSF�UIF�NBJO�NFFUJOH��5IBU�JT�XIZ�NFO�PGUFO�BSSJWF�GPS�NFFUJOHT�FBSMZ�BOE�MFBWF�MBUF�
UP�TPVOE�QFPQMF�PVU�BOE�CVJME�BMMJBODFT��8PNFO�OFFE�UP�EP�UIJT�UPP�UP�ANBTUFS�UIF�
QSF�NFFUJOH��

r� Preparation��8PNFO�QSFGFS�GPSNBM�QSFTFOUBUJPOT�XIJDI�NFO�BWPJE��)PXFWFS�LFZ�QPJOUT�
SFMFWBOU�DPNNFOUT�BOE�JOUFSFTUJOH�RVFTUJPOT�DBO�CF�XSJUUFO�EPXO�JO�BEWBODF�BOE�APGG�
UIF�DVGG��SFNBSLT�DBO�CF�SFIFBSTFE��8PNFO�TIPVME�Aprepare�UP�TQFBL�TQPOUBOFPVTMZ��

r� Emotion control��"MUIPVHI�QBTTJPO�DBO�CF�QFSTVBTJWF�XIFO�XPNFO�GFMU�QBTTJPOBUF�BCPVU�
BO�JEFB�NFO�TBX�AUPP�NVDI�FNPUJPO���8PNFO�NVTU�BQQFBS�UP�CF�JO�DPNNBOE�TQFBL�XJUI�
BO�FWFO�UPOF�BDDFQU�UIBU�DPOGSPOUBUJPO�JT�OPU�QFSTPOBM�BOE�BWPJE�TJHOBMMJOH�GSVTUSBUJPO�

5IF�EJGGFSFODFT�CFUXFFO�XPNFO�BOE�NFO�BSF�OPU�BMXBZT�BT�DMFBS�BT�UIJT�CSJFG�EJTDVTTJPO�
TVHHFTUT��3FTFBSDI�GJOEJOHT�BSF�PGUFO�FYQSFTTFE�JO�UFSNT�PG�BWFSBHFT�UFOEFODJFT�BOE�QSF�
EJTQPTJUJPOT��.BOZ�XPNFO�EP�OPU�GJU�UIF�5BOOFO�QSPGJMF��)FBUI�FU�BM��	�����Q����
�TVHHFTU�
UIBU�ANFO�XJUI�NPSF�SFTFSWFE�QFSTPOBMJUJFT��XJMM�GJOE�UIFJS�BEWJDF�VTFGVM�BMPOH�XJUI�NFN�
CFST�PG�SBDJBM�BOE�FUIOJD�NJOPSJUJFT�

Emotional intelligence
/PO�WFSCBM�DPNNVOJDBUJPO�JT�POF�XBZ�JO�XIJDI�XF�EJTQMBZ�FNPUJPO��8IJMF�PGUFO�FNCBS�
SBTTJOH�BO�PQFO�TIPX�PG�FNPUJPO�DBO�TPNFUJNFT�CF�EFTJSBCMF��&NPUJPOT�BSF�B�LFZ�TPVSDF�
PG�NPUJWBUJPO��*OBCJMJUZ�UP�EJTQMBZ�BOE�TIBSF�GFFMJOHT�DBO�CF�B�IBOEJDBQ��4IBSJOH�GFFMJOHT�PG�
GSVTUSBUJPO�BOE�BOHFS�DBO�CF�BT�JNQPSUBOU�JO�BO�PSHBOJ[BUJPOBM�TFUUJOH�BT�TIPXJOH�QPTJUJWF�
GFFMJOHT�PG�GPS�FYBNQMF�QSBJTF�TBUJTGBDUJPO�BOE�GSJFOETIJQ��5IF�BCJMJUZ�UP�IBOEMF�FNPUJPOT�
DBO�CF�SFHBSEFE�BT�B�TLJMM�XIJDI�DBO�CF�EFWFMPQFE�XJUI�USBJOJOH�CVU�TPNF�SFHBSE�UIJT�TLJMM�
BT�B�QFSTPOBMJUZ�EJNFOTJPO�	TFF�$IBQUFS��
�

5IF�DPODFQU�PG�emotional intelligence�	&2
�XBT�GJSTU�EFWFMPQFE�CZ�1FUFS�4BMPWFZ�BOE�
+PIO�%��.BZFS�	����
�XIP�BSHVFE�UIBU�UIF�DPODFQU�PG�ASBUJPOBM��JOUFMMJHFODF�JHOPSFT�FNP�
UJPOBM�DPNQFUFODJFT�

5IF�DPODFQU�XBT�QPQVMBSJ[FE�CZ�%BOJFM�(PMFNBO�	������(PMFNBO�FU�BM������
�XIP�
BSHVFT�UIBU�&2�JT�NPSF�JNQPSUBOU�UP�DBSFFS�TVDDFTT�UIBO�UFDIOJDBM�TLJMMT�PS�SBUJPOBM�JOUFM�
MJHFODF��(PMFNBO�T�EJNFOTJPOT�PG�&2�BSF�TVNNBSJ[FE�JO�5BCMF�����

Emotional 
intelligence the 
ability to identify, 
integrate, understand 
and reflectively manage 
one’s own and other 
people’s feelings.

Table 7.5: The five dimensions of emotional intelligence

Dimension Definition Hallmarks

1. Self-awareness The ability to recognize and understand your 
moods, emotions and drives, and the effect 
you have on others

Self-confidence, realistic self-assessment, self-
deprecating sense of humour

2. Regulating 
feelings

The ability to control your disruptive moods 
and impulses; the propensity to suspend 
judgement, to think before acting

Trustworthiness and integrity, comfortable 
with ambiguity, openness to change

3. Motivation A passion to work for reasons beyond status 
and money; a propensity to pursue goals with 
energy and persistence

High achievement need, optimism even in the 
face of failure, organizational commitment

4. Empathy The ability to recognize and understand the 
emotional makeup of others; skill in dealing 
with the emotional responses of others

Expertise in building and retaining talent; 
cross-cultural sensitivity; service to clients and 
customers

5. Social skills Effectiveness in managing relationships and 
building networks; ability to find common 
ground, to build rapport

Effectiveness in leading change; 
persuasiveness; expertise in building and 
leading teams
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 Emotional intelligence 235

(PMFNBO�DMBJNT�UIBU�&2�HJWFT�VT�BO�BEWBOUBHF�BU�XPSL�BOE�JO�TPDJBM�SFMBUJPOTIJQT�CVU�
UIBU�JU�JT�QBSUJDVMBSMZ�JNQPSUBOU�GPS�UPQ�NBOBHFNFOU�XIFSF�DPOWFOUJPOBM�OPUJPOT�PG�JOUFM�
MJHFODF�BSF�UBLFO�GPS�HSBOUFE��"U�TFOJPS�MFWFMT�IJHI�&2�JT�B�NBSL�PG�UIF�ATUBS�QFSGPSNFS���
5IFSF�BSF�TFWFSBM�&2�BTTFTTNFOUT�BOE�TPNF�DPNNFOUBUPST�BSHVF�UIBU�&2�DBO�CF�EFWFMPQFE�
XJUI�FYQFSJFODF�BOE�USBJOJOH�

Source: Jantoo

)PXFWFS�&2�JT�B�DPOUSPWFSTJBM�DPODFQU��%JGGFSFOU�DPNNFOUBUPST�VTF�EJGGFSFOU�EFGJOJ�
UJPOT�BOE�UIFSF�JT�OP�BHSFFE�NFBTVSF�BMUIPVHI�UIFSF�BSF�MPUT�PG�RVFTUJPOOBJSFT�XIJDI�TBZ�
UIBU�UIFZ�EP�UIJT��'SPN�UIFJS�SFWJFX�PG�UIF�SFTFBSDI�'SBOL�8BMUFS�FU�BM��	����
�DPODMVEF�
UIBU�&2�DBO�IFMQ�UP�FYQMBJO�CFIBWJPVS�CVU�UIBU�UIJT�JT�POMZ�POF�GBDUPS�UIBU�BGGFDUT�BO�JOEJ�
WJEVBM�T�KPC�QFSGPSNBODF�BOE�UIBU�XF�TIPVME�USFBU�FYBHHFSBUFE�DMBJNT�GPS�UIF�QPXFS�PG�&2�
XJUI�DBVUJPO��"MPOH�XJUI�QFSTPOBMJUZ�BOE�GVODUJPOBM�TLJMMT�DPHOJUJWF�BCJMJUZ�m�USBEJUJPOBM�
JOUFMMJHFODF�m�JT�BMTP�JNQPSUBOU�FWFO�JO�KPCT�UIBU�BSF�FNPUJPOBMMZ�EFNBOEJOH�	4NFEMFZ�
����
��5BLF�UIF�TIPSU�FNPUJPOBM�JOUFMMJHFODF�UFTU�CFMPX�
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236 Chapter 7 Communication

Organizational communication
.BOZ�NBOBHFST�SFHBSE�DPNNVOJDBUJPO�BT�B�QSPCMFN�BOE�NBOZ�FNQMPZFFT�GFFM�UIBU�UIFZ�
BSF�OPU�GVMMZ�JOGPSNFE�BCPVU�NBOBHFNFOU�QMBOT��&NQMPZFF�DPNNVOJDBUJPO�IBT�CFDPNF�
NPSF�JNQPSUBOU�QBSUMZ�EVF�UP�UIF�WPMVNF�PG�PUIFS�JOGPSNBUJPO�BWBJMBCMF�UISPVHI�UIF�JOUFS�
OFU�BOE�CFDBVTF�FYQFDUBUJPOT�UP�CF�LFQU�JOGPSNFE�BOE�UP�DPOUSJCVUF�JEFBT�IBWF�JODSFBTFE�

"�TVSWFZ�PG�����6,�PSHBOJ[BUJPOT�JO������GPVOE�UIBU�POMZ����QFS�DFOU�IBE�GPSNBM�DPN�
NVOJDBUJPO�TUSBUFHJFT��$PNQBOJFT�XJUI�GPSNBM�TUSBUFHJFT�XFSF�GPVS�UJNFT�NPSF�MJLFMZ�UP�
BHSFF�UIBU�UIJT�DPOUSJCVUFE�UP�UIFJS�TVDDFTT��5IF�NBJO�HPBMT�PG�JOUFSOBM�DPNNVOJDBUJPO�XFSF�
LFFQJOH�TUBGG�JOGPSNFE�PG�DIBOHFT�BOE�TUSBUFHJFT�TUBGG�FOHBHFNFOU�BOE�QSPWJEJOH�VQEBUFT�
PO�QPMJDJFT�BOE�QSPDFEVSFT��0OMZ�POF�PSHBOJ[BUJPO�VTFE�DPNNVOJDBUJPOT�UP�FODPVSBHF�OFX�
JEFBT�BOE�JOOPWBUJPO��5IF�NPTU�QPQVMBS�DPNNVOJDBUJPO�NFUIPET�XFSF�EFQBSUNFOU�NFFU�
JOHT�POF�PO�POF�NFFUJOHT�XJUI�MJOF�NBOBHFST�UFBN�NFFUJOHT�MFUUFST�BOE�NFNPT�BOE�
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Who is about to explode?
Test your emotional intelligence. Look carefully at the 
microexpressions in each of these four portraits. Can you 
tell which one is about to ‘blow’?

What clues did you use to reach that judgement?

(From People Management, December 2014)
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FNBJM��4PDJBM�NFEJB�XFSF�VOQPQVMBS��POMJOF�WJEFP�JOTUBOU�NFTTBHJOH�JOUFSOBM�CMPHHJOH�
XJLJT�4LZQF�BOE�QPEDBTUT�XFSF�VTFE�CZ�WFSZ�GFX�PSHBOJ[BUJPOT�QSPCBCMZ�CFDBVTF�UIFTF�BSF�
TFFO�BT�QFSTPOBM�DPNNVOJDBUJPO�NFUIPET�	8PMGG�����
�

5IFSF�XBT�OP�POF�CFTU�NFUIPE��'BDF�UP�GBDF�XBT�TFFO�BT�NPSF�TVDDFTTGVM�UIBO�QSJOU�
PS�DPNQVUFS�CBTFE�NFUIPET��*OUSBOFU�TJUFT�XFSF�VTFGVM�GPS�QSPWJEJOH�JOGPSNBUJPO�PO�QPMJ�
DJFT�QSPDFEVSFT�BOE�MFHBM�SFRVJSFNFOUT��5PQ�NBOBHFNFOU�CSJFGJOHT�XFSF�DPOTJEFSFE�CFTU�JO�
UFSNT�PG�FNQMPZFF�FOHBHFNFOU�PQJOJPO�TVSWFZT�UIF�CFTU�XBZ�UP�FODPVSBHF�GFFECBDL�BOE�
NFFUJOHT�XJUI�MJOF�NBOBHFST�UIF�CFTU�XBZ�UP�JNQSPWF�JOEJWJEVBM�QFSGPSNBODF�

0OF�LFZ�NBOBHFNFOU�QSPCMFN�JT�UP�QFSTVBEF�FNQMPZFFT�UP�XPSL�JO�UIF�JOUFSFTUT�PG�UIF�
PSHBOJ[BUJPO�BT�B�XIPMF��)PXFWFS�UIF�JOUFSFTUT�PG�JOEJWJEVBMT�BOE�PSHBOJ[BUJPOT�EP�OPU�
BMXBZT�DPJODJEF��)PX�DBO�FNQMPZFF�CFIBWJPVS�CF�DIBOOFMMFE�JO�UIF�EFTJSFE�EJSFDUJPOT �*O�
UIFJS�TFNJOBM�DPOUSJCVUJPO�UP�PSHBOJ[BUJPOBM�CFIBWJPVS�+BNFT�.BSDI�BOE�)FSCFSU�4JNPO�
	����
�BSHVFE�UIBU�NBOBHFNFOU�DBOOPU�DIBOHF�CFIBWJPVS�EJSFDUMZ�PS�BMUFS�QFPQMF�T�QFS�
TPOBMJUJFT��*U�JT�NPSF�FGGFDUJWF�BOE�QSBDUJDBM�UIFZ�BSHVF�UP�JOGMVFODF�UIF�QSFNJTFT�PO�XIJDI�
QFPQMF�NBLF�UIFJS�PXO�EFDJTJPOT�BCPVU�IPX�UP�CFIBWF�

Thirteen points for an effective communication strategy
1. Convince top management that communication is 

important.

2. Build alliances across the organization to support 
initiatives.

3. Recognize that no one method will be effective.

4. Use a mix of approaches and use all available channels 
where relevant.

5. Target communication to the audience; different 
methods for shop floor and managers.

6. Respect cultural diversity and vary approaches 
accordingly.

7. Make sure that messages are consistent, over time 
and between audiences.

8. Ensure clarity of message and keep things simple.

9. Train managers in communication skills.

10. Develop and sustain two-way communication, dia-
logue and feedback.

11. Ensure that employees feel that they can say what 
they think without discomfort.

12. Ensure that communication is built into the planning 
stages of all activities.

13. Review initiatives to check what has worked, what 
hasn’t, and why.

(Cannell, 2010)

Source: 123RF
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238 Chapter 7 Communication

)PX�DBO�NBOBHFNFOU�JOGMVFODF�UIF�QSFNJTFT�m�UIF�VOEFSMZJOH�BTTVNQUJPOT�m�XIJDI�
BGGFDU�UIF�EFDJTJPOT�PG�FNQMPZFFT �'PS�FYBNQMF�QBZ�DBO�CF�CBTFE�PO�BUUFOEBODF�UJNF�
LFFQJOH�BOE�XPSL�SBUF�	UISPVHI�QJFDF�SBUFT�BOE�CPOVTFT
��$PNQBOZ�SVMFT�IPX�UIFTF�BSF�
FOGPSDFE�BOE�UIF�UFSNT�JO�XIJDI�UIFZ�BSF�FYQSFTTFE�BSF�BMTP�XBZT�PG�ATJHOBMMJOH��PS�ADPEJOH��
EFTJSBCMF�BOE�VOEFTJSBCMF�CFIBWJPVST��%FTJSBCMF�CFIBWJPVST�DBO�CF�SFJOGPSDFE�UISPVHI�UIF�
BQQSBJTBM�TZTUFN�XIJDI�JO�B�SFUBJM�TUPSF�GPS�FYBNQMF�DBO�FWBMVBUF�FNQMPZFF�CFIBWJPVST�
TVDI�BT�AFYQSFTTFT�JEFBT�DMFBSMZ�LFFQT�PUIFST�JOGPSNFE�TIBSFT�LOPXMFEHF�QSPWJEFT�UJNFMZ�
DPNNVOJDBUJPO�MJTUFOT�BOE�SFTQPOET�UP�DVTUPNFST��

Stop and think

How does your educational institution use rewards and sanctions to influence the 
decisions that you make about the nature and direction of your studies? What 
nsignalso do teaching staff send in order to communicate how they expect you to 
behave?

5IFTF�ATJHOBMMJOH�TZTUFNT��BSF�TBZJOH�ACFIBWF�UIJT�XBZ�BOE�ZPV�XJMM�CF�SFXBSEFE�BOE�PS�
QSPNPUFE�CVU�CFIBWF�UIBU�XBZ�BOE�ZPV�XJMM�CF�PWFSMPPLFE�GPS�QSPNPUJPO�m�PS�GJSFE���5IFTF�
TZTUFNT�BSF�PGUFO�DPNQMFNFOUFE�CZ�UIF�PSHBOJ[BUJPO�T�WJTJPO�BOE�NJTTJPO�TUBUFNFOUT�BOE�
CZ�TUBUFNFOUT�PG�DPSQPSBUF�WBMVFT�

#FUUFS�DPNNVOJDBUJPO�JT�PGUFO�BEWPDBUFE�CZ�NBOBHFNFOU�DPOTVMUBOUT�BT�B�DVSF�GPS�NBOZ�
PSHBOJ[BUJPOBM�QSPCMFNT�TVDI�BT�MPX�NPSBMF�IJHI�BCTFOUFFJTN�BOE�UVSOPWFS�MBCPVS�VOSFTU�
BOE�DPOGMJDU�MPX�QSPEVDUJWJUZ�BOE�SFTJTUBODF�UP�DIBOHF��5IJT�BEWJDF�JT�CBTFE�PO�UIF�UIFPSZ�
UIBU�JG�QFPQMF�VOEFSTUBOE�XIBU�JT�HPJOH�PO�UIFO�UIFZ�XJMM�CF�NPSF�MJLFMZ�UP�GPMMPX�NBOBHF�
NFOU�EJSFDUJPOT��"�XFMM�QSFTFOUFE�BSHVNFOU�TVQQPSUFE�XJUI�DPNQFMMJOH�FWJEFODF�TIPVME�
SFTVMU�JO�DPOTFOTVT�BOE�DPNQMJBODF��*T�UIBU�BMXBZT�UIF�DBTF 

0SHBOJ[BUJPOT�VTF�B�SBOHF�PG�NFDIBOJTNT�GPS�DPNNVOJDBUJOH�XJUI�FNQMPZFFT�TVDI�BT�

r� UIF�NBOBHFNFOU�DIBJO�PG�DPNNBOE�

r� SFHVMBS�NFFUJOHT�XJUI�TFOJPS�BOE�PS�NJEEMF�NBOBHFST�

r� JO�IPVTF�OFXTQBQFST�BOE�NBHB[JOFT�

r� DPNQBOZ�JOUSBOFU�

r� OPUJDFCPBSET�

r� WJEFPT�BOE�JO�IPVTF�UFMFWJTJPO�

r� DPOGFSFODFT�BOE�TFNJOBST�

r� FNQMPZFF�SFQPSUT�

r� UFBN�CSJFGJOHT�

r� FNBJM�UFYUT�CMPHT�QPEDBTUT�

5IPTF�BSF� USBEJUJPOBMMZ�POF�XBZ� UPQ�EPXO�NPEFT�PG� DPNNVOJDBUJPO��5XP�XBZ�
FYDIBOHFT�BSF�NPSF�FGGFDUJWFMZ�BDIJFWFE�UISPVHI�NFUIPET�TVDI�BT�

r� TPDJBM�NFEJB�	TFF�$IBQUFS��
�

r� ATQFBL�PVU��QSPHSBNNFT�JO�XIJDI�QSPCMFNT�BSF�UBLFO�UP�DPVOTFMMPST�

r� TVHHFTUJPO�PS�ACSJHIU�JEFBT��TDIFNFT�

r� PQFO�EPPS�QPMJDJFT�

r� UIF�BQQSBJTBM�TZTUFN�

r� RVBMJUZ�DJSDMFT�

r� BUUJUVEF�TVSWFZT�

r� JOUFSBDUJWF�FNBJM�	XIFSF�NBOBHFST�HVBSBOUFF�UP�SFQMZ
�
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#JMM�2VJSLF�	�����Q����
�BSHVFT�UIBU�DPNNVOJDBUJPOT�EFQFOE�PO�DIBOHF��5IF�NPSF�TJH�
OJGJDBOU�UIF�DIBOHF�UIF�NPSF�FNQMPZFFT�OFFE�UP�CF�JOWPMWFE��)F�VTFT�UIF�ADPNNVOJDBUJPO�
FTDBMBUPS��	'JHVSF����
�BT�B�HVJEF�UP�EFTJHOJOH�DPNNVOJDBUJPOT�TUSBUFHZ��-FWFMT�PG�JOWPMWF�
NFOU�HP�GSPN�BXBSFOFTT�VOEFSTUBOEJOH�TVQQPSU�JOWPMWFNFOU�UP�DPNNJUNFOU��5IF�FTDBMB�
UPS�TIPXT�UIF�DPNNVOJDBUJPOT�BQQSPQSJBUF�UP�FBDI�MFWFM��'PS�DPNNJUNFOU�UIF�PSHBOJ[BUJPO�
TIPVME�DPOTJEFS�VTJOH�BMM�PG�UIPTF�BQQSPBDIFT��"U�UIF�BXBSFOFTT�MFWFM�JOGPSNBUJPO�NBZ�CF�
FOPVHI��)PXFWFS�GPS�JOWPMWFNFOU�BOE�DPNNJUNFOU�DPNNVOJDBUJPO�OFFET�UP�GPDVT�PO�
JNQSPWJOH�UIF�RVBMJUZ�PG�SFMBUJPOTIJQT�

+BDL�(JCC�	����
�EFWFMPQFE�UIF�DPODFQU�PG�communication climate��"O�PQFO�DPNNV�
OJDBUJPO�DMJNBUF�QSPNPUFT�DPMMBCPSBUJWF�XPSLJOH��QFPQMF�EFWFMPQ�TFMG�XPSUI�GFFM�UIBU�UIFZ�
DBO�DPOUSJCVUF�GSFFMZ�XJUIPVU�SFQSJTBM�LOPX�UIBU�UIFJS�TVHHFTUJPOT�XJMM�CF�XFMDPNF�UIBU�
NJTUBLFT�XJMM�CF�TFFO�BT�MFBSOJOH�PQQPSUVOJUJFT�BOE�UIFZ�GFFM�USVTUFE�TFDVSF�BOE�DPOGJEFOU�
JO�UIFJS�KPC��*O�B�DMPTFE�DPNNVOJDBUJPO�DMJNBUF�JOGPSNBUJPO�JT�XJUIIFME�VOMFTT�JU�JT�UP�UIF�
BEWBOUBHF�PG�UIF�TFOEFS�BOE�SFDSJNJOBUJPO�TFDSFDZ�BOE�EJTUSVTU�DBO�NBLF�MJGF�VOQMFBTBOU��
5IJT�EJTUJODUJPO�JT�TVNNBSJ[FE�JO�5BCMF������5IFTF�FYUSFNFT�BSF�OPU�BCTPMVUFT��NPTU�PSHBOJ�
[BUJPOT�BSF�MJLFMZ�UP�IBWF�B�DMJNBUF�XIJDI�MJFT�PO�UIF�DPOUJOVVN�CFUXFFO�PQFO�BOE�DMPTFE�
BOE�UIF�DMJNBUF�NBZ�WBSZ�CFUXFFO�TFDUJPOT�PS�EFQBSUNFOUT�

Communication 
climate the prevailing 
atmosphere in an 
organization – open or 
closed – in which ideas 
and information are 
exchanged.

Awareness

Newsletter
Video
Electronic mail

Understanding

Roadshows
Video
    conferencing
Customer forums

Support

Seminars
Training courses
Business forums
Multimedia

Involvement

Team meetings
Feedback forums
Speak-up
    programmes
Interactive
    conferencing

Commitment

Updates
Team
    problem-solving
Talkback

D
eg

re
e 

of
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ha
ng

e 

Degree of involvement

Figure 7.3: The communication escalator

Source: Quirke (2008) © Making the Connections: Using Internal Communication to Turn Strategy into Action, Quirke, B., 
2008, Gower Publishing.

Table 7.6: Open and closed communication climates

Open, supportive communication climate Closed, defensive communication climate

Descriptive: informative rather than evaluative communication Judgemental: emphasis on apportioning blame, make 
people feel incompetent

Solution-oriented: focus on problem-solving rather than on 
what is not possible

Controlling: conformity expected, inconsistency and 
change inhibited

Open and honest: no hidden messages Deceptive: hidden meanings, insincerity, manipulative 
communication

Caring: emphasis on empathy and understanding Non-caring: detached and impersonal, little concern for 
others

Egalitarian: everyone valued regardless of role or status Superior: status and skill differences emphasized in 
communication

Forgiving: errors and mistakes recognized as inevitable, focus  
on minimizing

Dogmatic: little discussion, unwillingness to accept views 
of others or compromise

Feedback: positive, essential to maintaining performance and 
relationships

Hostile: needs of others given little importance
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240 Chapter 7 Communication

5IF�UIFPSZ�UIBU�AQFPQMF�XJMM�DPNQMZ�JG�UIFZ�VOEFSTUBOE��TVHHFTUT�UIBU�DPNNVOJDBUJPO�
IBT�BO�FEVDBUJPOBM�DPNQPOFOU��&NQMPZFFT�XIP�BSF�CFUUFS�JOGPSNFE�BCPVU�AFDPOPNJD�SFBMJ�
UJFT��BSF�NPSF�MJLFMZ�UP�IBWF�SFBMJTUJD�FYQFDUBUJPOT�BOE�NBLF�SFBTPOBCMF�EFNBOET��)PX�
FWFS�UIJT�BSHVNFOU�FRVBUFT�DPNNVOJDBUJPO�XJUI�QSPQBHBOEB�XIJDI�BUUFNQUT�UP�TIBQF�
BUUJUVEFT�BOE�CFIBWJPVST�JO�QBSUJDVMBS�EJSFDUJPOT�UP�HFOFSBUF�DPOTFOTVT�CZ�HJWJOH�UIF�MPHJD�
PG�NBOBHFSJBM�EFDJTJPO�NBLJOH�B�HSFBUFS�MFHJUJNBDZ��8JUI�UIF�HSPXJOH�VTF�PG�TPDJBM�NFEJB�
BMPOH�XJUI�USBEJUJPOBM�NFUIPET�TVDI�BT�UFBN�CSJFGJOHT�NBOBHFNFOU�DBO�XPSL�NPSF�DMPTFMZ�
BOE�EJSFDUMZ�XJUI�GSPOUMJOF�TUBGG��8JUI�UIF�EFWFMPQNFOU�PG�TPDJBM�NFEJB�GSPOUMJOF�TUBGG�JO�
UVSO�DBO�NBLF�UIFJS�WJFXT�LOPXO�EJSFDUMZ�BOE�SBQJEMZ�UP�NBOBHFNFOU�	BT�FYQMPSFE�JO�
�$IBQUFSã��5FDIOPMPHZ
�

$PNNVOJDBUJPO�JO�BO�PSHBOJ[BUJPO�JT�OPU�B�OFVUSBM�QSPDFTT�CVU�JT�CBTFE�PO�B�QFSTQFDUJWF�
XIJDI�SFQSFTFOUT�NBOBHFNFOU�JOUFSFTUT��0SHBOJ[BUJPOBM�QPXFS�JOFRVBMJUJFT�SFRVJSF�NBOBHF�
NFOU�UP�EJSFDU�BOE�EPNJOBUF�XPSLGPSDF�CFIBWJPVS��*OGPSNBUJPO�JT�OPU�TJNQMZ�B�DPNNPEJUZ�UP�
CF�USBOTNJUUFE��$PNNVOJDBUJPO�NFDIBOJTNT�BSF�UPPMT�GPS�NBOJQVMBUJOH�FNQMPZFF�BUUJUVEFT�
BOE�CFIBWJPVST��5IF�ADPOUFYU��JO�PVS�NPEFM�PG�UIF�DPNNVOJDBUJPO�QSPDFTT�	�'JHVSFã���
�NVTU�
DPOTJEFS�OPU�KVTU�QIZTJDBM�BOE�JOUFSQFSTPOBM�GBDUPST�CVU�BMTP�UIF�XJEFS�TPDJBM�BOE�QPMJUJDBM�
DPOUFYU�PG�PSHBOJ[BUJPOBM�DPNNVOJDBUJPO�

Stop and think

How would you describe the communication climate of your educational institution? 
Of an organization where you have recently worked? Of your current employer?

RECap

1. Describe the dimensions of social intelligence, 
and explain the importance of these capabilities, 
especially for managers.

r� The capabilities that make up social intelligence 
involve a combination of awareness – what we 
sense about others – and facility – how we act on 
that awareness.

r� Managers spend lots of time interacting with oth-
ers, and it becomes more important to understand 
the thoughts and feelings of others in a more cul-
turally diverse population.

2. Understand the main components of the inter-
personal communication process.

r� Communication involves an exchange of meaning, 
achieved through the processes of coding, trans-
mission, decoding and feedback.

r� Face-to-face communication allows instant feed-
back; coding and decoding problems arise with 
other forms of communication where feedback is 
delayed or absent.

3. Identify the main barriers to effective interper-
sonal communication.

r� The main barriers to effective communication 
include power and gender differences, physical 
surroundings, language variations and cultural 
diversity.

r� Barriers can be overcome through face-to-face 
communication, by checking decoding, by paying 
attention to context, and by seeing things the way 
the other person does.

4. Understand the effective use of different ques-
tioning techniques, conversation controls and lis-
tening skills.

r� Getting appropriate information from someone 
else involves the effective use of different ques-
tioning methods: open, closed, probe, hypotheti-
cal and reflective.

r� Effective communication involves the use of a 
range of simple conversation controls: lubricators, 
inhibitors, bridges and pauses.
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r� Active listening involves a range of verbal and non-
verbal skills.

r� Communication methods differ between high 
context and low context cultures.

5. Explain the nature and significance of non-verbal 
communication.

r� Non-verbal communication includes facial expres-
sions, eye behaviour, gesture and posture, distance 
between ourselves and others, and paralanguage.

r� If the verbal and non-verbal messages which we 
are sending are inconsistent, the verbal will be dis-
counted and the non-verbal accepted.

r� Lies can be detected in non-verbal communica-
tion, but many clues are culture-specific.

6. Understand the nature and mechanisms of 
impression management skills and techniques.

r� We influence the image that others have of us 
through verbal and non-verbal signals.

r� We use impression management to create a 
favourable image through ingratiation, intimida-
tion, self-promotion, exemplification, accounting 
and supplication.

r� Impression management can be seen as natural and 
unconscious, or as a deliberate attempt at deceit.

7. Be able to explain the concept of emotional 
intelligence and its practical significance.

r� Emotional intelligence concerns the ability to 
identify, integrate, understand and reflectively 
manage one’s own feelings, and the feelings of 
other people.

r� As with social intelligence, understanding your 
own emotions and the emotions of others is a key 
skill for all of us, particularly for managers, and 
its importance is heightened in culturally diverse 
organizational settings.

8. Understand the ways in which corporate com-
munication can be used to manipulate under-
standing and encourage compliance with 
management directions.

r� Organizations use a range of social and traditional 
media for communicating with employees.

r� The communication climate in an organization can 
be classed as open and supportive, or closed and 
defensive.

r� Organizational communication is not neutral, but 
is constructed from a management perspective in 
an attempt to manipulate the attitudes and behav-
iour of recipients.

���8IBU�JT�TPDJBM�JOUFMMJHFODF�BOE�XIZ�BSF�UIFTF�DBQBCJMJUJFT�OPX�TFFO�BT�SBOLJOH�JO�
JNQPSUBODF�XJUI�HFOFSBM�JOUFMMJHFODF�FTQFDJBMMZ�GPS�NBOBHFST 

���8IBU�BSF�UIF�NBJO�QSPCMFNT�BGGFDUJOH�UIF�DPNNVOJDBUJPO�QSPDFTT�BOE�IPX�DBO�UIFTF�
QSPCMFNT�CF�TPMWFE 

��� &YQMBJO�XJUI�FYBNQMFT�UIF�RVFTUJPOJOH�UFDIOJRVFT�XIJDI�XF�VTF�UP�PCUBJO�JOGPSNB�
UJPO�GSPN�PUIFST�BOE�UIF�DPOWFSTBUJPO�DPOUSPM�NFUIPET�UIBU�XF�VTF�UP�FOTVSF�UIBU�PVS�
JOUFSBDUJPOT�SVO�TNPPUIMZ�BOE�JO�PVS�GBWPVS�

���8IBU�JT�OPO�WFSCBM�DPNNVOJDBUJPO�BOE�XIBU�QBSU�EPFT�JU�QMBZ�JO�IVNBO�JOUFSBDUJPO�
JO�HFOFSBM�BOE�JO�PSHBOJ[BUJPOBM�TFUUJOHT�JO�QBSUJDVMBS 

Revision

➔

Research 
assignment

$IPPTF�UXP�EJGGFSFOU�UFMFWJTJPO�QSPHSBNNFT�XIJDI�JODMVEF�JOUFSWJFXT��OFXT�QPMJUJDBM�
DPNNFOUBSZ�NBHB[JOF�QSPHSBNNFT�DIBU�TIPXT��*U�EPFT�OPU�NBUUFS�XIFUIFS�UIF�JOUFS�
WJFX�JT�BCPVU�OFXT�JOGPSNBUJPO�PS�TJNQMZ�BVEJFODF�FOUFSUBJONFOU��*O�FBDI�DBTF�PCTFSWF�
POF�JOUFSWJFXFS�PS�IPTU�PS�DPNNFOUBUPS�JOUFSWJFXJOH�TPNFPOF�BOE�NBLFT�OPUFT�PO�

���8IBU�RVFTUJPOJOH�UFDIOJRVFT�BSF�VTFE�BOE�UIFJS�FGGFDUJWFOFTT�

���8IBU�RVFTUJPOJOH�UFDIOJRVFT�BSF�OPU�VTFE�

��� 5IF�JOUFSWJFXFS�T�VTF�PG�CPEZ�MBOHVBHF�
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Springboard

Daniel Goleman, Richard Boyatzis and Annie McKee (2013) Primal Leadership: Unleashing 
the Power of Emotional Intelligence. London: Harvard Business Review Press. Argues for 
emotionally intelligent leaders who are self-aware, empathic, motivating, and collabora-
tive. Claims that emotions are more significant in a world that is more economically vola-
tile and technologically sophisticated.

Andrzej Huczynski (2004) Influencing Within Organizations. London: Routledge. Practical 
guide to the realities of influence, arguing that job skills alone are not enough to ensure 
career advancement. Chapters on verbal and non-verbal influencing and impression man-
agement.

Erin Meyer (2014) ‘Navigating the cultural minefield’, Harvard Business Review, 92 (5): 
119–23. Compares business cultures on eight scales: communicating, evaluating, persuad-
ing, leading, deciding, trusting, disagreeing and scheduling. For example, Israel and Rus-
sia differ in how they prefer to lead (Russians are more hierarchical than egalitarian), to 
persuade (Russians prefer principles to applications) and to decide (Russians prefer top-
down to consensual decision making).

Helen Rosethorn and Annette Frem (2010) Harnessing the Power of Employee Commu-
nication. London: Chartered Institute for Personnel and Development. Emphasizes the 
importance of internal communication, and develops a strategic approach, linking com-
munication with motivation and personal contribution.

4. Does the interviewer display social intelligence, and what evidence can you cite?

5. Does the interviewer display emotional intelligence, and what evidence can you cite?

6. Who controls the flow of conversation – interviewer or interviewee?

Write a report comparing the similarities and differences in these two interviews. Assess 
the skill and effectiveness of the interviewer in each case. From your assessment what 
practical advice you would give to these interviewers to help them to improve their 
technique? What general conclusions can you reach concerning interviewing skills in 
general, and television interviewing in particular?

OB cinema
Burn After Reading (2008, directors Joel and Ethan Cohen): DVD track 6, 0:27:13 to 0:29:08 (2 min-
utes). Clip opens with Linda asking for ‘just a tea’; clip ends with Linda saying, ‘Haven’t you heard of 
the power of positive thinking?’

Gym employee Linda Litzke (played by Frances McDormand) is talking to the gym manager, Ted 
Treffon (Richard Jenkins).

1. What does Linda want to achieve in this conversation?

2. What tactics does she use?

3. Why does she not achieve her goal?

4. What advice can you give to Linda about managing this conversation more effectively?

5. What does Ted want to achieve in this conversation?

6. What tactics does he use?

7. Why does he not achieve his goal?

8. What advice can you give to Ted about managing this conversation more effectively?
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OB on the web
Search YouTube for video clips concerning ‘body language’ and ‘impression management’. There 
are many to choose from. One of the best (which explores both of these topics) is ‘Body language –   
indicators of interest’ (15 minutes). These clips mostly offer tips and techniques, and ‘do’s and don’ts’ 
for leaders and job interviewees in particular. Select two videos on each topic, based on how inter-
esting and relevant they appear to you. As you watch, make notes on how you can improve your 
impression management and body language, particularly with regard to improving your employabil-
ity. Note the behaviours that you could use, but also what to avoid.

CHAPTER ExERCISES

1. Impression management checklist

 Objective 1. To assess aspects of the way in which you deal with other people.

 Briefing As you read each of the following 18 statements, ask yourself whether or not it applies 
to you, and answer (tick) ‘yes’ or ‘no’ accordingly. You will of course  occasionally feel 
that you want to answer nsometimeso. $ut try in each case to decide where your per-
sonal preferences, strengths and priorities really lie. You don’t always get to sit on the 
fence. This is not a test with right or wrong answers. It is designed for personal reflec-
tion and group discussion 
based on 5nyder� ����� p.����.

Yes No

1. I find it hard to imitate the behaviour of other people.

2. At parties and gatherings, I do not attempt to do or say things that 
others will like.

3. I can only argue for ideas which I already believe.

4. I can make impromptu speeches even on topics about which I have 
almost no information.

5. I guess I put on a show to impress or entertain others.

6. I would probably make a good actor.

7. In a group of people, I am rarely the centre of attention.

8. In different situations and with different people, I often act like very 
different persons.

9. I am not particularly good at making other people like me.

10. I’m not always the person I appear to be.

11. I would not change my opinions or the way I do things in order to 
please someone or win their favour.

12. I have considered being an entertainer.

13. I have never been good at games like charades, or acting.

14. I have trouble changing my behaviour to suit different people and 
different situations.

15. At a party I let others keep the jokes and stories going.

16. I feel a bit awkward in company and do not show up quite as well as I 
should.

17. I can look anyone in the eye and tell a lie with a straight face, if for an 
appropriate reason.

18. I may deceive people by being friendly when I really dislike them.
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 Scoring You get either one point or zero, depending on how you responded to each statement. 
Simply add up the number of points you got.

Score

Statement Yes No Your score

1 0 1

2 0 1

3 0 1

4 1 0

5 1 0

6 1 0

7 0 1

8 1 0

9 0 1

10 1 0

11 0 1

12 1 0

13 0 1

14 0 1

15 0 1

16 0 1

17 1 0

18 1 0

Total:

Interpretation
A score of 13 or more implies strong impression management skills:

Awareness: you are consciously aware of your own and other people’s feelings and 
behaviour, and of how you affect others.

Flexibility: you are able to adjust what you say and do to match other people’s expec-
tations, and to achieve your goals.

Control: you are able consciously to control your behaviour, and thus to control other 
people; you probably enjoy this.

A score of 7 or less implies weak impression management skills:

Awareness: you are not always aware of your own or other people’s feelings and 
behaviour, or of how you affect others.

Flexibility: you are unable to adjust what you say and do to match other people’s 
expectations, and to achieve your goals.

Control: you are unable consciously to control your behaviour, and may feel uncom-
fortably manipulated at times.

A score between 8 and 12 implies moderate impression management skills. Read over 
the interpretations, and judge your strengths for yourself. Which way would you like to 
go – up or down?
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 Analysis Whatever your own score, consider the following key issues:
1. To what extent are impression management skills learnable and to what extent are 

we born with them?

2. Is it unethical to adjust your behaviour in order to modify the feelings and behaviours 
of others?

3. Regardless of your own impression management score, in what ways would it benefit 
you to be more aware of how other people use these skills? Give specific examples.

2. How would you respond?

 Objectives 1. To analyse the practical uses of questioning techniques and conversation controls.
2. To explore appropriate management options in dealing with employee grievances.

 Briefing Individually, read each of the three cases and choose your preferred responses.
For groups of three or four. As a group:

1. Decide the objective of the interaction with this person; what do you, as this person’s 
supervisor, want to achieve by the end of the conversation?

2. What are the key issues relevant to the individual, team and organization in this 
situation?

3. Which is the best response of the four offered, and why?
4. Develop a fifth response, if you think that is desirable, and explain its strengths.
5. Plenary: Each group presents and explains its conclusions to the group as a whole.
6. Debriefing: Your instructor will lead a discussion of the implications of the different 

responses in each case, and of the key learning points from this exercise.

Here are statements from employees, directed at you, their immediate supervisor.

Situation A: Assistant Supervisor, age 30, computer manufacturing plant
‘Yes, I do have a problem. I’d like to know more about what happened with the pro-
motions last month. Charlie got the supervisor’s job in motherboard assembly and I 
didn’t even know he was interested. Why did you give the job to him? I would like to 
know more about what you think of my promotion prospects here. I’ve been doing this 
job for about three years now, and I’ve been with the company for almost five years. I 
haven’t had any complaints about my work. Seems to me I’ve been doing a pretty good 
job, but I don’t see any recognition for that. What do I have to do to get promoted 
round here?’

1. You’ll make a great supervisor, Bill, but give it time. I’ll do what I can to make your 
case. Don’t be discouraged, OK? I’m sure you’ll get there soon, you’ll see.

2. So, you’re not sure about how the company regards your work here?

3. I understand how you feel, but I have to admit it took me five years to make supervi-
sor myself. And I guess I must have felt much the same way you do today. But we just 
have to be patient. Things don’t always happen when we’d like them to, do they?

4. Come on, you’ve been here long enough to know the answer to that one. Nobody 
got promoted just by waiting for it to happen. Get with it, you’ve got to put yourself 
forward, make people stand up and take notice of your capabilities.

Situation B: Secretary, age 45, insurance company headquarters
‘Can I ask you to do something about the calendars that Mr Johnson and Mr Hargreaves 
insist on displaying in their offices? They are degrading to women and I find them offensive. 
I know that some of the other secretaries who work on their floor feel exactly the same way 
as I do. I have to work with these men and I can’t stay out of their offices. Don’t we have 
a company policy or something? I’m surprised you’ve allowed it to go on this long as it is.’
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1. You and some of the other secretaries find these calendars insulting?

2. Look, you’re taking this all too seriously. Boys’ toys, that’s all it is, executive perks. 
Doesn’t mean anything, and there’s nothing personal behind it at all. You’ve no 
cause for concern.

3. You’re right, I don’t like that either, but we’re talking about their own offices here, 
and I think that they have the right, within reason, to make their own decisions about 
what pictures to put on the walls, same as you and I do.

4. I’ll see if I can’t get a chance to have a quiet word with them sometime next week, 
maybe try to persuade them to move their calendars out of sight, OK? I’m sure they 
don’t mean anything by it.

Situation C: Personnel Officer, age 26, local authority
‘I’ve just about had it. I can’t put up with this kind of pressure for much longer. We just 
don’t have the staff to service the level of requests that we’re getting and still do a good 
job. And some of the people we have to deal with! If that old witch in administration 
calls me one more time about those files that went missing last week, she’s going to get 
a real mouthful in return. How come you let your department get pushed around like 
this?’

1. You’re not alone. Pressure is something that we’ve all had to endure at some time. 
I understand that, it comes with the territory. I think it’s about developing the right 
skills and attitudes to cope.

2. You’re right, this is a difficult patch, but I’m sure that it will pass. This can’t go on 
for much longer, and I expect you’ll see things start to come right at the end of the 
month.

3. Well, if you can’t stand the heat, I suppose you just have to get out of the kitchen. 
And please don’t refer to people who are senior to you in this organization in that 
manner ever again.

4. Let me check – this is not about Mrs Smith in admin is it? You’re saying the strain is 
such that you’re thinking of leaving us?

Employability assessment
With regard to your future employment prospects:

1. Identify up to three issues from this chapter that you found significant.

2. Relate these to the competencies in the employability matrix.

3. Decide what actions you need to take to maintain and/or develop those competencies under each of the four 
headings of the employability matrix.

Personal qualities
self-management

work ethic/results orientation
appetite for learning
interpersonal skills

creativity and innovation

Leadership qualities
leadership

people management
leading and managing change

project management
general management skills

Other attributes
political awareness

understand cross-cultural issues
how organizations work

critical thinking
decision making

Practical skills
commercial acumen

customer service skills
communication skills
problem solving skills

teamworking skills

Employability

The employability matrix
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Key terms
perception

perceptual world

selective attention

perceptual threshold

habituation

perceptual filters

perceptual organization

perceptual set

perceptual world

halo effect

stereotype

self-fulfilling prophecy

attribution

Learning outcomes
When you have read this chapter, you should be able to define those 
key terms in your own words, and you should also be able to:

1. Identify the main features of the process of perception.

2. Distinguish between the bottom-up processing of sensory 
information and the top-down interpretation of that information.

3. Understand the nature and implications of selective attention and 
perceptual organization.

4. Give examples of how behaviour is influenced by our perceptions.

5. Explain and illustrate the main processes and problems in 
perception, including false attributions, halo effects and 
stereotyping.

6. Explain some less widely appreciated sources of discrimination at 
work arising from characteristics of the person perception and 
attribution processes.

7. Suggest techniques for improving perceptual accuracy and 
avoiding errors.
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Why study perception?
Of all the topics covered in this text, perception is perhaps the one which most clearly sets 
social science apart from natural science. We attach meanings, interpretations, values and 
aims to our actions. Our actions are influenced by how we perceive ourselves, and on how 
we perceive our social and physical environment. We explain our behaviour with terms like 
reason, motive, intention, purpose and desire. Astronomers, chemists, engineers and physi-
cists do not face this complication in coming to grips with their subject matter. For a natural 
scientist, there is a reality ‘out there’ to observe and study. For a social scientist, ‘reality’ is 
often what people perceive it to be.

Alphas

Perception is key. How other people see you counts 
just as much as who you think you are. Andrew DuBrin 
(2011) cites research which found that three-quarters 

of senior executives and half of all middle managers are 
alphas – people who are ambitious, self-confident, com-
petitive and brash. Non-alphas who want to make it to 
the executive suite will not get there unless they are seen 
to have alpha traits. To be an alpha – female or male – 
others have to see that you have these attributes:

1. self-confident and opinionated;

2. highly intelligent;

3. action oriented;

4. high performance expectations, of self and others;

5. direct communication style;

6. highly disciplined;

7. unemotional.

Alpha females and alpha males are usually perceived 
positively by others, who in turn respond positively to 
them. However, alphas have to be careful not to exag-
gerate their attributes. For example, if an alpha is so self-
confident that they ignore others, or focus on results at 
the expense of others’ feelings, then the perceptions of 
others may be extremely negative.

Catalin Pop/fotolia.com

It is our perception of reality which shapes and directs our behaviour, not some objec-
tive understanding of it. We each perceive the world around us in different ways. If one 
person on a hillside perceives that it is cold, they will reach for a sweater. If the person 
standing next to them perceives that it is warm, they will remove their sweater. These 
contrasting behaviours can occur simultaneously, regardless of the ambient temperature. 
Human behaviour is a function of the way in which we perceive the world around us, and 
how we perceive other people and events in that world.

Perception the 
dynamic psychological 
process responsible for 
attending to, organizing 
and interpreting 
sensor[ Fata�

Perception management
How do perceptions of women at work change when 
they become pregnant, and how do pregnant women try 
to maintain their professional image? Laura Little et al. 
(2015) interviewed 35 women who were either pregnant 

or who had just given birth to their first child, and who 
had worked full time during pregnancy. They were asked 
to describe how being pregnant had influenced their 
experience at work, how this affected others’ perceptions 
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We often find ourselves unable to understand other people’s behaviour. People can say 
and do surprising things in settings where it is obvious to us that some other behaviour 
would have been more appropriate. If we are to understand why you behaved in that way 
in that context, we first need to discover how you perceive that context and your place in 
it. When we are able to ‘see it the way you see it’, to put ourselves in your position, what 
initially took us by surprise is likely to become readily understandable. To understand each 
other’s behaviour, we need to be able to understand each other’s perceptions. We need to 
be able to understand why we perceive things differently in the first place.

Selectivity and organization
We do not passively register sense impressions picked up from the world around us. We pro-
cess and interpret the incoming raw data in the light of our past experiences, in terms of our 
current needs and interests, in terms of our knowledge, expectations, beliefs and motives.

StoP and think

Choose a film that you have seen recently, and which you particularly enjoyed. Now 
find a friend or colleague who has seen the same film, and who hated it.

Share your views of that film. What factors (age, sex, background, education, interests, 
values and beliefs, political views, past experience) can you identify that explain the 
differences in perception between you and your friend or colleague?

of them, and what they did to influence the way in which 
others perceived them. The participants in the study 
emphasized four motives: to show that their commitment 
to work had not changed; to be seen as maintaining a 

professional image; to avoid damaging their careers; and 
to persuade others that they were not about to leave. 
Analysis of the interviews revealed six tactics for manag-
ing professional image:

Tactics Illustrations

Managing the pace ‘I still worked as hard as I did before I got pregnant’
‘I still worked an 8-hour day, or go in on a Saturday’

Not expecting concessions ‘I always made sure that I was actually at work’
‘I’d say, I don’t mind, I’ll come in. It’s no big deal’

Going the extra mile ‘It made me work hard, to let them know, she can get this done’
‘I started busting my butt at work, working that much harder’

Accepting shorter leave ‘I took only two and a half months leave instead of four months’
‘I told them I’d be back in ten weeks, show them I was serious’

Passing as not pregnant ‘I didn’t meet with people. I’d talk to them on the phone’
‘I didn’t want to tell them, fear of hiring someone to replace me’

Downplaying the issue ‘I try not to bring up my pregnancy in conversations’
‘I want to be seen as professional, and “cuter” is not professional’

There may be personal costs in the use of these tactics:

Women who devote a considerable time to the suc-
cessful management of their professional images may 
do so at the expense of their personal lives. In addition, 
going the extra mile may have adverse health outcomes 
for the pregnant woman or the baby. A few interview-
ees wondered if they had pushed themselves too hard 
in their efforts to ‘prove themselves’ to supervisors and 

others. One respondent was put on bed rest for hyper-
tension, and another, who had a high risk pregnancy, 
chose not to follow her doctor’s orders to reduce her 
hours at work. (Little et al., 2015, p.34)

However, women who are worried about how their 
professional image will be affected by pregnancy can 
take steps to change how others perceive them, and thus 
reduce discrimination.
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The main elements in the perceptual process are shown in Figure 8.1. From a psycho-
logical point of view, the processes of sensation, on the one hand, and perception, on the 
other, work together through what are termed bottom-up and top-down processing. The 
bottom-up phase concerns the way in which we process the raw data received by our sen-
sory apparatus. One of the key characteristics of bottom-up processing concerns the need 
for selectivity. We are simply not able to attend to all of the sensory information available 
to us at any given time. Bottom-up processing screens or filters out redundant and less rel-
evant information so that we can focus on what is important.

The top-down phase, in contrast, concerns the mental processing that allows us to order, 
interpret and make sense of the world around us. One of the key characteristics of top-
down processing concerns our need to make sense of our environment, and our search for 
meaning.

This distinction between sensation (bottom-up) and perception (top-down) can be illus-
trated in our ability to make sense of incomplete, or even incorrect, sensory information. 
The missing letter or comma, or the incorrectly spelled term, does not interfere with com-
prehension, as you will know from text messaging:

This sent nce us incorr ct, bit U wull stell B abl to udersta d it.

Our top-down conceptual processing ability means that we are able to fill in the gaps and 
correct the mistakes, and make sense of ‘imperfect’ raw data.

interpretation:
sense-making, seeking closure

behavioural response
saying, doing

selective attention:
we cannot pay attention to everything

perceptual organization:
we look for order, pattern, meaning

sensory input:
incoming raw data

‘bottom-up’
processing

‘top-down’
processing

Figure 8.1: Elements in the process of perception

We each have a similar nervous system and share more or less common sensory equip-
ment. However, we have different social and physical backgrounds which give us different 
values, interests and expectations, and therefore different perceptions. We do not behave in, 
or respond to, the world ‘as it really is’. This idea of the ‘real world’ is somewhat arbitrary. 
The ‘real world’ as a concept is not a useful starting point for developing an understanding 
of human behaviour in general, or organizational behaviour in particular. We behave in, 
and in response to, the world as we perceive it. We each live in our own perceptual world.

Successful interpersonal relationships depend on some overlap between our perceptual 
worlds, or we would never be able to understand each other. Our perceptual worlds, however, 
are in a detailed analysis unique, which makes life interesting, but also gives us problems.

Our perceptual processing is normally carried out without much conscious deliberation 
or effort. In fact, we often have no effective control over the process, and, fortunately, 

Perceptual world 
the individual’s 
personal internal 
image, map or picture 
of their social, physical 
and organizational 
environOent�
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control is not always necessary. We can, however, control some aspects of the process sim-
ply by being consciously aware of what is happening. There are many settings where such 
control is desirable and can help us to avoid dangerous and expensive errors. Understanding 
the characteristics of perception can be useful in many organizational settings – with the 
design of aircraft instruments and displays for pilots, in the conduct of selection interviews, 
and in handling disputes and employee grievances.

Perception is a dynamic process because it involves ordering and attaching meaning to 
raw sensory data. Our sensory apparatus is bombarded with vast amounts of information. 
Some of this information is internal: feelings of hunger, lust, pain, fatigue. Some of this 
information comes from people, objects and events in the world around us. We do not 
passively record these sensory data. We are constantly sifting and ordering this stream of 
information, making sense of and interpreting it.

Perception is an information processing activity which involves selective attention.
Our senses – sight, hearing, touch, taste, smell and internal bodily signals or ‘ kinaesthesia’ –  

each consists of specialist nerves that respond to specific forms of energy, such as light, 
sound, pressure and temperature changes. There are some forms of energy that our senses 
cannot detect unaided, such as radio waves, sounds at very low and very high pitch, and 
infrared radiation. Our sensory apparatus has limitations that we cannot overcome without 
the aid of special equipment. We are unable to hear sound frequencies above 10,000 hertz, 
but many animals, including dogs and dolphins, can. We are unable to hear sounds below 
30 hertz, but whales can. Owls have much better eyesight than we do.

Selective attention 
the ability, often 
exercised unconsciously, 
to choose from the 
stream of sensory data, 
to concentrate on 
particular elements, and 
to iInore others�

Home viewing
In the movie, The Matrix (1999, directors Andy and Lana 
Wachowski) Morpheus (played by Laurence Fishburne) 
explains the arbitrary nature of reality to Neo (Keanu 
Reeves). As Morpheus reveals the nature of the Matrix, 

Neo exclaims, ‘This isn’t real’. Morpheus replies, ‘What is 
reality?’ This occurs around 35 minutes into the film. You 
may be able to find this 3-minute scene on YouTube by 
searching for ‘The Matrix (1999) Construct scenes’.

Home viewing
The Sixth Sense (1999, director M. Night Shyamalan) 
concerns the attempts by a child psychologist, Malcolm 
Crowe (played by Bruce Willis), to cure a young boy, Cole 
(Haley Joel Osment), who is tormented because he sees 
dead people. Crowe spends so much time with Cole that 
he ignores his wife Anna (Olivia Williams). However, this 
film manipulates the perceptions and assumptions of the 
audience. Once you have watched the film, either reflect 
on the action, or watch it again. Notice which clues you 

‘saw’, but either ignored or misinterpreted the first time 
around. Notice how your interpretation of events relied 
on the assumptions that you made – or the assumptions 
that you were expected to make. Only when you know 
the full plot of the film can you make ‘correct’ assump-
tions and interpretations, based on the same evidence 
you were given the first time around. What does this 
movie say about the ease with which your perceptions 
can be manipulated?

The constraints imposed by our sensory apparatus can be modified in certain ways by 
experience. The boundary, or perceptual threshold, between what we can and cannot 
detect can be established by experiment. We can explore individual differences in thresholds 
across the senses, and these thresholds can sometimes be altered by training and experience.

If there is a clock ticking in the room where you study, you will almost certainly not be 
aware of the sound, until somebody mentions it, or the clock stops. Next time you visit a 
library, close your eyes for few seconds and pay attention to the background noise that you 
do not usually hear. But surely you must have heard it, as you must have heard the clock 
ticking, if your ears were working properly? Our sensory apparatus responds not simply to 

Perceptual threshold 
a boundary point, either 
side of which our senses 
respectively will or will 
not be able to detect 
stimuli, such as sound, 
NiIht or toWch�
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energy, but to changes in energy levels. Having detected a stimulus, such as a clock or the 
hum of air conditioning, the nerves concerned become tired of transmitting the same infor-
mation indefinitely and give up, until the stimulus changes. This explains our surprise at 
the sudden silence which follows when machinery stops.

Once stimuli become familiar, they stop being sensed. This phenomenon, in which the 
perceptual threshold is raised, is known as habituation.

Our sensory apparatus has design limitations which filter out some information, such 
as x-rays and dog whistles. Perception involves other filtering processes, as the phenome-
non of habituation suggests. In particular, information that is familiar, non-threatening and 
unnecessary to the task in hand is screened out of our conscious awareness.

Stand on the pavement of a busy street and pay attention to as much of the available 
information as you can: the noise of the traffic, the make, colour and condition of passing 
vehicles, the smell of rubber tyres and exhaust fumes, the pressure of the pavement on 
the soles of your feet, the breeze across your face, the aftershave of a passing man, that 
woman’s perfume, the clothes of the man across the street and the type of dog he is walk-
ing, an overheard mobile phone conversation. When you think you are taking it all in, start 
to cross the road. If you get across safely, you will find that your heightened awareness has 
lapsed, dramatically. You would be mown down fairly quickly if this were not the case. 
Selective attention allows us to concentrate on the important and significant, and to ignore 
the insignificant and trivial.

Nancy Adler (2002) offers an excellent example of habituation in our use of language. 
Read the following sentence, and then quickly count the number of Fs:

FINISHED FILES ARE THE RESULT OF YEARS OF SCIENTIFIC STUDY 
COMBINED WITH THE EXPERIENCE OF YEARS

Most people who speak English as a second language see all six Fs. Native English speak-
ers usually pick up only three or four, because they tend to miss out the Fs in ‘of’. Native 
speakers have been habituated to skip the ‘of’ because it does not contribute to the meaning 
of the sentence.

Adler’s explanation is that, once we stop seeing the ‘ofs’, we do not see them again, even 
when we are looking for them. There is too much information available at any one time for 
us to pay attention to all of it, so we screen out that which is apparently of little value. The 
image of the world that we carry around inside our heads can only ever be a partial rep-
resentation of what is ‘really out there’. This leads to the conclusion that our behavioural 
choices are determined not by reality, but by what we perceive that reality to be. Our per-
ception is influenced by what are called perceptual filters.

The internal and external factors which affect selective attention are illustrated in Figure 8.2.

habituation the 
decrease in our 
perceptual response to 
stimuli once they have 
DecoOe HaOiNiar�

Perceptual filters  
individual 
characteristics, 
predispositions and 
preoccupations that 
interfere with the 
effective transmission 
anF receipt oH OessaIes�

selective
attention

personality

learning expectations motivation

stimulus factors context factorsExternal factors

Internal factors

Figure 8.2: The external and internal factors influencing selective attention
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The external factors affecting selective attention include stimulus factors and context 
factors. With respect to the stimulus factors, our attention is drawn more readily to stimuli 
that are:

large small

bright dull

loud quiet

strong rather than weak

unfamiliar familiar

stand out from surroundings blend with surroundings

moving stationary

repeated (but not repetitive) one-off

Note, however, that we do not merely respond to single features, as this list might imply; 
we respond to the pattern of stimuli available to us.

StoP and think

Identify examples of the ways in which advertisements creatively use stimulus  
factors to attract our attention, in newspapers, magazines, and on billboards  
and television.

Our attention is also influenced by context factors. The naval commander on the ship’s 
bridge and the cook in the kitchen may both have occasion to shout ‘fire’, but these identi-
cal statements mean quite different things to those within earshot, and will lead to radically 
different forms of behaviour (the taking and saving of lives, respectively). We do not need 
any help to make this crucial distinction, beyond our knowledge of the context.

The internal factors affecting perception include:

r� Learning. You’ve heard those instructions before (the pre-flight safety briefing), so are 
you going to listen to it again? Our past experience leads to the development of expecta-
tions or perceptual sets, which predispose us to pay attention to some stimuli, and to 
ignore others.

r� Personality. How come you (gregarious, sociable) saw the advertisement for the party, 
but your friend (reserved, shy) did not? Our personality traits predispose us to pay atten-
tion to some issues and events and human characteristics and not others.

r� Motivation. Do you get out of the shower to take a phone call, perhaps expecting a party 
invitation or a job offer? We are more likely to respond to stimuli that we perceive as 
important and motivating.

Much of perception can be described as classification or categorization. We catego-
rize people as male or female, lazy or energetic, extrovert or shy. In fact our classification 
schemes are usually more sophisticated than that. We classify objects as cars, buildings, 
furniture, crockery, and so on, and we refine our classification schemes further under these 
headings. However, we are not born with a neat classification scheme ‘wired in’ with the 
brain. These categories are learned. They are social constructs. What we learn is often cul-
ture bound, or culture specific. The British revulsion at the thought of eating dog (classified 
as pet), the Hindu revulsion at the thought of eating beef (classified as sacred), and the 
Islamic aversion to alcohol (classified as proscribed by the Koran), are all culturally trans-
mitted emotions based on learned values.

Problems arise when we and others act as if our culture had a monopoly on ‘right think-
ing’ on such issues. Different does not mean wrong. Different people in the same culture 
have different experiences and develop different expectations. The internal factors – our 
past experience and what we have learned, our personalities, our motivations – all shape 
our expectations of the world around us, what we want from it, what will happen in it, and 
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what should happen. We tend to select information that fits our expectations, and pay less 
attention to information that does not.

Our categorization processes, and the search for meaning and pattern, are key char-
acteristics of perception. This perceptual work is captured by the concept of perceptual 
organization.

The principles by which the process of perceptual organization operates were first identi-
fied by Max Wertheimer (1880–1943) in 1923. The ‘proximity principle’ notes that we tend 
to group together or to classify stimuli that are physically close to each other and which thus 
appear to ‘belong’ together. Note how you ‘see’ three sets of pairs rather than six blobs here:

Perceptual 
organization the 
process through which 
incoming stimuli are 
organized or patterned 
in systematic and 
OeaninIHWN wa[s�

Change blindness: just how selective can we get?
Picture the following, and prepare to be amazed by this 
famous experiment. You’re walking across a college cam-
pus when a stranger asks you for directions. While you’re 
talking to him, two men pass between you carrying a 
wooden door. You feel a moment’s irritation, but they 
move on and you carry on describing the route. When 
you’re finished, the stranger informs you that you’ve just 
taken part in a psychology experiment. ‘Did you notice 
anything change after the two men passed with the 
door?’ he asks. ‘No’, you reply uneasily. He then explains 
that the man who initially approached you walked off 
behind the door, leaving him in his place. The first man 
now comes up to join you. Looking at them standing side 
by side, you notice that the two are of different height 

and build, are dressed differently, have different haircuts, 
and have different voices.

It sounds impossible, but when Daniel Simons, a 
psychologist at Harvard University, and his colleague 
Daniel Levin of Kent State University in Ohio did this 
experiment, they found that half of those who took 
part failed to notice the substitution. The subjects had 
succumbed to what is called ‘change blindness’. Rather 
than logging every detail of the visual scene, says 
Simons, we are highly selective about what we take 
in. 1ur impression of seeing everything is Lust that s 
an impression. We extract a few details and rely on 
memory, or perhaps even our imagination, for the rest 
(Spinney, 2000).

Video case: what makes a great boss?

This five-minute Financial Times video argues that great bosses have a high degree of self-aware-
ness, and awareness of others. Valérie Gauthier from HEC Paris argues that good leaders make 
full use of all their five senses, of which listening is only one. Sensation and perception are key to 
anticipation, which is another key leadership skill. How would you benefit from developing your 
perception in the ways that Valérie Gauthier describes?

The ‘similarity principle’ notes that we classify or group together stimuli that resemble each 
other in appearance in some respect. Note how you ‘see’ four pairs here, not eight objects:

The fact that we are able to make use of incomplete and ambiguous information, by ‘fill-
ing in the gaps’ from our own knowledge and past experience, is known as the ‘principle 
of closure’. These principles of perceptual organization apply to simple visual stimuli. Of 
more interest here, however, is the way in which these principles apply to person per-
ception. How often do we assume that people are similar just because they live in the 
same neighbourhood, or work in the same section of the factory or office building (prox-
imity principle), or just because they wear the same clothes or have similar ethnic origins 
(similarity principle)? How often do we take incomplete information about someone (he’s 
Scottish) and draw inferences from this (closure principle)? This can cause the spread of 
false rumours in organizations through what is called ‘the grapevine’.

Max Wertheimer 
(1880–1943)
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Perceptual sets and perceptual worlds
We have shown how the perceptual process selects incoming stimuli and organizes them 
into meaningful patterns. We have also argued that this processing is influenced by learn-
ing, motivation and personality – factors which give rise to expectations, which in turn 
make us more ready to respond to certain stimuli in certain ways and less ready to respond 
to others. This readiness to respond is called the individual’s perceptual set.

Look at this drawing, made in 1915 by the cartoonist W.H. Hill. What do you see? Is she 
an old woman, or a young woman? Your answer may be influenced by what you are pre-
disposed to see. The reactions of different individuals may not be the same, and it does not 
make sense to argue over whose perception is correct. Two people can see the same thing, 
but perceive it in different ways.

Perceptual set 
an individual’s 
predisposition to 
respond to people and 
events in a particular 
Oanner�
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Old woman or young woman?

Is it ethical?
Sally Power and Lorman Lundsten (2005) studied 
employee perceptions of ethical behaviour in the work-
place. They asked 280 white collar and managerial staff 
to identify three ethical challenges they experienced 

at work. ‘Ethical’ was not defined, as the researchers 
wanted to find out how employees interpreted the term. 
The 764 ethical challenges that were reported fell into six 
categories:

Category Examples

Honesty /isreporting Ƃnancial Ƃgures� over�billing� hiding information� not telling the whole truth� steal-
ing through expense reports

Personal issues Stealing time from employer; lack of integrity; self-interest; acting contrary to company policy

➔
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Failure to understand the importance of differences in perception creates many difficul-
ties. Employees may perceive that they face chronic problems, while management see these 
complaints as trivial and temporary. The starting point for resolving such issues must lie 
with the recognition that different people hold different, but equally legitimate, views of the 
same set of circumstances. Chapter 1 identified two views of human behaviour. The positiv-
ist perspective sets out to discover an objective world out there, as it really is. The construc-
tivist perspective explores how our world is socially constructed, and how we experience 
and interpret that world. The argument in this chapter suggests that ‘the world out there’ 
is not a good starting point for developing an understanding of human behaviour. We each 
have a unique version of what is out there and of our own place in it. We each live in our 
own perceptual world.

We each have a perceptual world that is selective and partial, and which concentrates 
on features of particular interest and importance to us. Through the processes of learning, 
motivation and personality development, we each have different expectations and different 
degrees of readiness to respond to objects, people and events in different ways. We impose 
meaning on received patterns of information; the meanings that we attach to objects, peo-
ple and events are not intrinsic to these things, but are learned through social experience 
and are coloured by our current needs and objectives.

Our perceptions — that is, the meanings that we attach to the information available to 
us – shape our actions. Behaviour in an organization context can usually be understood 
once we understand the way in which the individual perceives that context. Figure 8.3 
illustrates the links between available information based on observation and experience, 
the perception based on that information, and outcomes in terms of decisions with respect 
to actions. This example explains why employees would ignore apparently reasonable man-
agement requests to become ‘team players’.

Perceptual world 
the individual’s 
personal internal 
image, map or picture 
of their social, physical 
and organizational 
environOent�

StoP and think

Have you disagreed with someone recently? What did you disagree about? How 
can this disagreement be explained by differences between your perceptual world 
and theirs?

Category Examples

Complex business 
issues

%oncern about eZcess corporate proƂt� environmental issues� competitive practices� seZual 
harassment; insider trading

Relationships Taking credit for others’ work; favouritism; stealing ideas; inappropriate relationships; backstab-
bing; threat of job loss

Fairness Discrimination; taking advantage of customers

Other Disloyalty; bribes or rebates

These respondents had no difficulties in identify-
ing situations in which ethical or moral principles had 
been violated. Much of the academic commentary on 
this issue, however, is less confident about categorizing 
these behaviours. For example, it is often necessary to 
balance competing interests, and behaviour perceived as 

unethical in one context could be appropriate in another 
setting. The two settings most often described as ethical 
challenges by respondents in this study involved the treat-
ment of employees by employers, and the treatment of 
customers by the company and its employees.

To understand an individual’s behaviour, therefore, we need to know something of 
the elements in their perceptual world, and the pattern of information and other cultural 
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influences that have shaped that world. To change an individual’s behaviour, therefore, we 
first have to consider changing their perceptions, through the information and experiences 
available to them. In the example in Figure 8.3, this would involve radical, visible and sus-
tained changes in company performance review, and in promotion policies and practice.

Developing an understanding of our own perceptual world is difficult because there are 
so many influences of which we are not fully aware. Information about the perceptual 
worlds of others is even more elusive. Although we can in principle find out how others 
perceive things, a lack of mutual understanding creates barriers to interpersonal commu-
nications. Unfortunately, we often forget that our own perceptual world is not the only 
 possible or correct one.

Do we see to know or know to see?
Fortunately, we as individuals are not as isolated from each other as the argument so far 
suggests. We do not live in a social and organizational world of constant disagreement 
and failed communication. A high proportion of our interactions are effective, or tolera-
bly so. Why? We are, of course, not wholly unique as individuals, and our personal per-
ceptual worlds overlap. We share the same, or similar, sensory equipment. We share the 
same basic needs. We share much of the same background social environment. Within the 
same society, although there are vast differences in experience, we share some of the same 
problems and environmental features. All this common ground makes the tasks of mutual 
understanding and interpersonal communication possible.

We have defined the process of perception in terms of making sense of the information 
available to us. We are active processors of that information, not passive recipients. However, 
much of that information is already processed for us. We are bombarded with sensory 
information, from other people, from books and newspapers and magazines, from adver-
tising, from radio, television and the internet, and from internal organizational sources –  
reports, newsletters, blogs, podcasts, briefings.

Employees at all levels have experienced major upheavals in recent years as organiza-
tions have introduced initiatives to cut costs and improve performance. These changes, 

criticizing subordinates
for wasting time in cross-
functional team meetings

carrying on with my
project work rather than
attending team meetings

withholding resources
from colleagues, in case

I might need those
resources in future

observation and
experience tell me that:

therefore my
perception is:

consequently my
actions will include:

the people who get
promoted around here
are not team players

performance review
rewards individual

performance, and not
team performance

the organization
rewards individual
performance and

not teamwork

Figure 8.3: The information–perception–actions link
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which have often led to stress, burnout, initiative fatigue and work intensification, have 
typically been communicated using arguments like this:

In order to survive in a rapidly changing, turbulent, and highly competitive environment, 
we need to become more efficient, more cost conscious, more flexible and adaptable, and 
more customer-focused. Therefore, we need to implement the following radical changes 
to organization structures, procedures, and jobs.

There are two ways to read this ‘turbulent world’ argument. First, this is a taken-for-
granted expression of contemporary organizational reality. There is nothing unusual in this 
argument about the need for organizational flexibility to deal with external change. People 
have been saying that for years. It’s obvious, isn’t it? This is a widely accepted view.

Second, this is an attempt to promote a particular perception of organizational reality, 
based on management values. After all, change is stressful and employees are likely to 
resist. If we can present a case that is difficult to challenge, then resistance can be avoided 
and the changes can go ahead more smoothly.

The key to this second reading lies with our use of language. One view of language is 
that we use it as a tool to communicate observations and understanding. An alternative 
view is that language creates that understanding, particularly through the concepts that we 
use. You cannot ‘see’ 20 different types of snow until you know what they are called and 
can link those labels to different visual stimuli. In other words, one view of language says 
that we ‘see in order to know’. The alternative view is that we need to know first, before 
we can ‘see’. The implication of this second view, that ‘we know to see’, is that perceptions 
can be influenced, or managed, through language.

Consider the ‘turbulent world so we must change’ argument. What language typically 
accompanies this exhortation? Looking through job advertisements and other organiza-
tional communications, note how often the following kinds of statements appear:

r� We need to become more customer oriented.

r� Our mission is excellence.

r� We believe in employee empowerment.

r� Our survival depends on efficiency and cost effectiveness.

r� Initiative and creativity are key competencies.

r� Flexibility is the key to competitive success.

r� We must strive for continuous improvement.

r� We are a total quality organization.

The ‘turbulent world’ argument is hard to challenge. Communications of this kind have 
the potential to lead employees to internalize management values as their own, without 
question. It is difficult to argue that ‘there is so little change in the business environment 
that we should be developing a rigid bureaucracy’, or that ‘customers don’t matter, let’s 
focus on our own staff’. However, rapid change can be personally and socially damaging: 
factory and office closures and relocation, loss of jobs, loss of community. An organization 
that ignores the well-being of its staff may find that it loses customers who feel that they 
have been given inadequate or discourteous service.

Language promotes a particular set of perceptions related to a specific set of values. An 
organization can have ‘difficulties and problems’ (negative), or ‘challenges and opportuni-
ties’ (positive). The term ‘turbulent world’ creates an impression of ‘the way things are’, 
of ‘it makes sense doesn’t it?’, of ‘that’s obvious’. Why experience ‘failure’ when you can 
enjoy ‘deferred success’? If you can get people to accept this kind of language and these 
arguments, then language becomes a tool for manipulating perceptions. If we can manip-
ulate perceptions, we can control behaviour because, as argued already, our behaviour 
depends not on some ‘external reality’ but on our perception of reality.

This ‘second reading’ of the ‘turbulent world’ argument, viewing it as an attempt to man-
age perception, reflects a change in our understanding of the use of language, not simply 
to represent the world, but also to create it. This perspective argues that ‘reality out there’ 
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is not simply waiting to be discovered, but is created in social exchange through language. 
We don’t go out and discover reality. Multiple realities are presented to us through our 
interactions. What matters is the version of reality in which most people come to believe. 
The management of perception is thus a tool for ‘keeping people in their place’ by inhibit-
ing criticism. You cannot criticize something that appears to be, and is widely accepted as 
natural, obvious or inevitable without appearing deviant or eccentric yourself.

This argument highlights the existence and value of differences in perception, of multiple 
perspectives, arguing that no single perspective should be given the privilege of being cor-
rect. This also invites us to question the obvious, and the taken-for-granted.

StoP and think

It seems that we are ‘fed’ information in language which reinforces the management 
definition of reality and justifies decisions in order to make employees compliant.

Find examples of managers or politicians using language in order to make what they 
have to say more acceptable to their audience and more persuasive.

Perceptual sets and assumptions
The concept of perceptual set, or perceptual expectation, applies to the ways in which we 
see other people, events and objects. To understand the nature of perception is to under-
stand, at least in part, the sources and nature of many organizational problems. There are 
two related features of the process of people perception: the halo effect and stereotyping.

The term halo effect was first used by the psychologist Edward Thorndike in 1920. It is 
a natural human response, on meeting a stranger, to ‘size them up’, to make judgements 
about the kind of person they are, and whether we will like them or not. On meeting some-
one, we make reasonably accurate judgements of age, sex and emotional state, and we also 
automatically start to assess characteristics such as their dominance and trustworthiness, 
even if those evaluations not necessary. It takes one-tenth of a second to reach these first 
impressions, based on aspects of appearance, such the shape of their jawline and the width 
of their eyebrows (Vernon et al., 2014).

When we are faced with new information about someone – the physical and social set-
ting, their appearance, what they say, how they say it, their posture, non-verbal behaviour, 
how they respond to us – we must be selective. In terms of the model of the perceptual pro-
cess shown in Figure 8.1, the halo effect can create errors at the selective attention stage. 
Our judgements can rely on a particular characteristic: a familiar accent, a perfume, dress 
or tie, hairstyle. If our judgement is favourable, we give that other person a positive halo. 
We may then overlook further information that could lead us to a different, more balanced, 
evaluation. If our judgement, on the other hand, is not favourable, we give the other person 
a negative halo (or horn). The halo effect can thus work in both directions.

The halo effect can therefore act as an early screen that filters out later information 
which is not consistent with our earlier judgement. The problem, of course, is that what 
we notice first about another person is often not relevant to the judgement that we want to 
make. A confounding factor is that we tend to give more favourable judgements to people 
who have characteristics similar to ours. However, since when did somebody’s voice, hair-
style, deodorant or clothes enable us to predict, say, their ability to design bridges, or man-
age a department in a hotel? Some people feel that they can make predictions from such 
limited evidence, based presumably on their own past experiences.

Organizations can also benefit from the halo effect. Harrison Hong and Inessa Liskovich 
(2015) found that American companies with comprehensive corporate social responsibility 
(CSR) policies were treated more leniently following prosecutions for corrupt practices than 
companies with weak CSR programmes. As prosecutors had limited personal knowledge of 
the companies concerned, the researchers attribute these outcomes to the halo effect (‘good 
CSR, good image, good company’).

halo effect an overall 
assessment of a person 
which influences our 
judgement of their other 
speciHic characteristics�

Stereotype a 
category, or personality 
type, to which we 
allocate people on 
the basis of their 
membership of some 
Mnown IroWp�

Edward Lee 
Thorndike  
(1874–1949)
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The term stereotyping was first used by typographers for made-up blocks of type, and 
was used to describe bias in person perception by Walter Lippmann in 1922. The concept 
refers to the way in which we group together people who seem to share similar characteris-
tics. Lippmann saw stereotypes as ‘pictures in the head’, as simple mental images of groups 
and their behaviour. So, when we meet, say, an accountant, a nurse, an engineer, a poet or 
an engineering student, we attribute certain personality traits to them because they belong 
in one of those groups. Everybody knows, for example, that Scots are mean, and blondes 
have more fun. In terms of the model in Figure 8.1, therefore, stereotyping is an error at the 
perceptual organization stage in the process of perception.

If we know, or assume, somebody’s group membership (engineer, nurse), our quick 
categorization allows us to attribute qualities to them. Stereotypes will be inaccurate on 
occasion, but they can be convenient. By adopting a stereotyped perspective, we shortcut 
our evaluation process, and make quicker predictions of behaviour. We can have problems, 
however, with those who fall into more than one category with conflicting stereotypes: 
the engineer who writes poetry, for example. The magazine People Management (2014a) 
reviewed research evidence concerning a number of common stereotypes. Most turned out 
to be false, including ‘older workers are not good with technology’, ‘women are not suited 
to manual work’, and ‘young people don’t like being told what to do’. Age presents few 
barriers to learning new skills; the concept of ‘women’s work’ is based on attitudes not on 
abilities; and ‘millennials’ have attitudes to authority (and the need for guidance) that are 
similar to other generations. Only two of the stereotypes examined were supported by the 
evidence: ‘Asians are better at mathematics’ and ‘good-looking people are more successful’.

Another perceptual shortcut is the self-fulfilling prophecy. For example, if you predict 
an avalanche in a loud voice under a large and loose overhang of snow, your prediction is 
likely to come true. The UK government has discovered that the quickest way to create a 
fuel crisis is to announce that ‘motorists are advised not to start panic-buying petrol’. This 
phenomenon also applies to human behaviour. If we expect people to be lazy, apathetic 
and careless, and treat them accordingly, we are likely to find that they respond to that 
treatment by displaying those behaviours. The reverse can also be true; if we treat people 
as though we expect them to be motivated, enthusiastic and competent, then they are likely 
to respond accordingly. We will meet this phenomenon again in Chapter 9 in our discussion 
of motivation, in Douglas McGregor’s contrast between Theory X and Theory Y.

Self-fulfilling 
prophecy a prediction 
that becomes true 
because someone 
eZpects it to happen�

Warm and cold halos
If we have an overall positive evaluation of someone, we are 
more likely to perceive that their specific attributes are posi-
tive, too. This is known as the halo effect. Richard Nisbett 
and Timothy Wilson (1977, pp.244–45) demonstrated the 
power of this phenomenon in a famous experiment.

Subjects in their experiment were shown an interview 
exploring educational practices with a teacher who spoke 
English with a European accent. Half of the subjects saw 
the teacher as answering these questions in a ‘warm’ 
way: pleasant, friendly, enthusiastic. The other half saw 
the same teacher answering the same questions, but in a 

‘cold’ way: autocratic, rigid, intolerant. The subjects were 
then asked to rate how likeable they found the teacher, 
and rated him on three other factors that were the same 
in the two experimental conditions; his physical appear-
ance, mannerisms and accent.

Those who had seen the ‘warm’ lecturer liked him 
much better than those who saw the ‘cold’ one. Most 
of the subjects who saw the ‘warm’ version also rated 
his appearance, mannerisms and accent as attractive. 
Subjects who saw the ‘cold’ teacher rated those other 
qualities as irritating.

Dress to impress
Most of us find it difficult to decide what to wear to a 
job interview. Michelle Stevens (2013) offers some useful 
advice. First, dress in a style appropriate to the business; 

formal dress may not look ‘right’ for a creative, media or 
fashion business. Second, pay attention to the small details 
of your appearance – hair, nails, accessories, perfume or 

Walter Lippmann 
(1889–1974)
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aftershave – because these also contribute to how you are 
perceived by interviewers. Third, smile, to improve your 

own self-confidence, and to establish rapport with your 
interviewer. Finally, with regard to dress, Stevens suggests:

For women For men

Empire line or shirt dress with cardigan and 
patent platform court shoes
Black, boot-leg trousers with shirt and jacket
A-line skirt with smart top and peep-toe shoes
Tailored blazer, to create a streamlined, classic, 
more formal look

Single breasted dark suit
Avoid turn-ups on trousers
Conservative tie with colour that blends in 
rather than stands out
9ell�Ƃtting trousers with shirt and blazer when 
a suit is not necessary

Sex, appearance, attractiveness and discrimination

StoP and think

You are a student. What is the popular stereotype of a student? What characteristics 
are you supposed to have? What behaviours are expected of you? Is this a positive, 
favourable stereotype, a negative, critical one, or is it balanced? Is this stereotype 
broadly accurate, as far as you are concerned, or is it biased and false? How do you 
feel about being stereotyped?

What stereotypes do you have of other groups, occupations and people? Are those 
positive or negative? To what extent are they based on experience and evidence? 
How would you expect those others to respond if you revealed your stereotype 
to them?

Height of success
Taller women earn more money than their shorter 
female colleagues because they are perceived as more 
authoritative, a survey has found. Those standing 
taller than 5ft 8in are twice as likely to earn more than 
£30,000 a year, and make an average of £5,000 more 
annually, according to a poll of over 1,400 women 
carried out by Opinion Matters and commissioned by 
retailer Long Tall Sally.

‘Research shows that tall people are consistently more 
successful in the workplace – not only do they earn more 
but they’re also more likely to be in leadership positions’, 
said Arianne Cohen, author of The Tall Book. ‘As taller 
people look down when speaking to shorter colleagues, 
they are instinctively perceived to have confidence – 
which means they are respected by their colleagues and 
bosses’ (People Management, 22 April 2010, p.15).

We said earlier that the perceptual process is concerned with making sense of and explain-
ing the world around us, and the people and events in it. Our need for explanation and 
understanding is reflected in the way in which we search for the causes of people’s actions. 
Our perceptions of causality are known as attributions.

An attribution is a belief about the cause or causes of an event or an action. Attribution 
theory was developed in the 1950s and 1960s by Fritz Heider (1958) and Harold Kelley 
(1971). They argue that our understanding of our social world is founded on our continual 
attempts at causal analysis based on how we interpret experience.

Why is that person successful? Why did that project fail? If we understand the causes 
of success and failure, we may be able to adjust our behaviour accordingly. Attribution 
is simply the process of attaching causes or reasons to the actions and events we see. We 
tend to look for causes either in people’s abilities and personalities, or in aspects of the 

attribution the 
process by which we 
make sense of our 
environment through 
our perceptions of 
caWsaNit[�
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circumstances in which they find themselves. This distinction can be described in terms of 
internal causality and external causality. We may explain an individual’s success, or pro-
motion, with reference to their superior skills and knowledge (internal causality), or with 
reference to luck, powerful friends and coincidence (external causality).

Research has revealed patterns in our attributions. When we explain our achievements 
(exam success), we point to our personal capabilities, but when we are explaining our lack 
of success, we blame our circumstances (poor teaching). This is known as projection. We 
project blame onto external causes that are beyond our control. However, we tend to attrib-
ute the behaviour of others to their disposition, that is, to aspects of their personality. We 
met the fundamental attribution error in Chapter 1. This refers to the tendency to exagger-
ate the disposition and personality of the individual rather than the context in which they 
find themselves – explaining company success in terms of the chief executive’s leadership, 
rather than the buoyant economy.

Attribution theory can explain aspects of discrimination in organizational settings. For 
example, sex and appearance affect how we are paid and promoted. In Britain, Barry Harper 
(2000) studied over 11,000 people (belonging to the long-term National Child Development 
Study) aged 33 to determine the effects of looks, height and obesity on pay. This study 
confirmed that attractive people, men and women, earn more, and that tall men earn sub-
stantially more. Height is slightly less important for women. Tall men earn 10 per cent more 
than men of average height, but tall women earn only 5 per cent more. Employers in China 
prefer taller employees, who are often paid more for the same job than shorter colleagues. 
Tall Chinese security guards, for example, are more highly paid because they make people 
feel safer than do short guards (The Economist, 2015).

Unattractive men earn 15 per cent less than colleagues with average looks, while unat-
tractive women earn 11 per cent less. Obese women earn 5 per cent less than those of 
average weight, but obese men are not affected. While widespread, the benefits of height 
and the costs of being unattractive were more common in ‘white collar’ occupations. For 
women, a 15 per cent penalty for being unattractive was most common in secretarial and 
clerical jobs. Attractive men in customer-facing sales roles earned 13 per cent more, while 
tall men in ‘high touch’ positions earned 25 per cent more. Some commentators are critical 
of ‘beauty bias’ – putting appearance before capability – and see this as another form of 
unfair discrimination at work.

Why should appearance affect career progression? Our attributions are related to our 
stereotypes. We seem to attribute explanations of people’s behaviour to aspects of their 
appearance. Discrimination against particular groups and individuals, on the basis of sex, 
sexual orientation, age or ethnic background, is now widely recognized. Legislation seeks 
to address sexual and racial discrimination. Social attitudes towards homosexuals and the 
elderly in organizational settings do appear, slowly, to be changing. However, attribution 
research suggests that discrimination, based on our perceptions of causal links between 
sex, appearance and job performance, are more subtle, and less public.

Hot dogs, old dogs, new tricks
Fast food outlets traditionally employ younger and less 
experienced staff and managers. With an ageing work-
force, the supply of young employees is declining. In 
America, less than 8 per cent of employees and man-
agers working in food service are over 55, and the 
main age group for employees is 18–24. As the sector 
expands, however, and proportion of the workforce 
in the 55 to 64 range grows, the industry will have to 
recruit increasing numbers of older staff. But there is a 
problem. While younger workers are often regarded as 

less reliable and more accident prone than their older 
colleagues, research shows that stereotyped percep-
tions of older workers are more often negative: difficult 
to train, lacking in creativity, too cautious, resistant to 
new technology, inflexible. In the hospitality industry, 
some managers keep older workers out of frontline posi-
tions in service areas, believing that they have a negative 
impact on customer perceptions of the business. Hiring 
more elderly staff could of course help to overcome that 
negative stereotype.
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With respect to attractiveness, sex, height and weight, we are dealing with factors which 
cannot have any meaningful impact on performance for most jobs or occupations. The tall, 
attractive female computer programmer of average weight may be more effective in her job 
than the short, overweight male programmer with the unremarkable features. A moment’s 
thought, however, would probably lead us to reject height, weight and attractiveness as 
causal factors here, and lead us to look for differences in education, experience and ability 
instead. The problem is that we make attribution errors by jumping quickly and uncon-
sciously to judgements of this kind, particularly when we have little information about the 
other person on which to base a more careful assessment.

Source: © Barbara Smaller/The New Yorker Collection/ 
www.cartoonbank.com

Robin Depietro and Merwyn Strate (2007) studied the 
perceptions that American managers in this sector had 
of older workers. They also asked these managers about 

the numbers of older workers they expected to employ 
in future. The 20 managers in this study perceived older 
workers to be self-motivated, disciplined, loyal and 
dependable, with good communication skills, lower levels 
of absenteeism, respect for authority and credibility with 
customers.

Despite these positive perceptions, only 25 per cent of 
the managers said that they would prefer to have older 
workers in their restaurants. Only 10 per cent said that 
they expected to employ more older workers in future, 
and 15 per cent said that they expected to employ fewer. 
Management perceptions, it seems, are not consistent 
with management actions. Dipietro and Strate (2006, 
p.183) argue that fast food organizations need to rethink 
their human resource and organization development 
policies, to match management perceptions with recruit-
ment practices. There are sound business reasons for this:

There needs to be some thought and planning for 
how older workers can add some dependability and 
maturity into restaurants, and can possibly change 
part of the image of quick service restaurants. Work-
ing to actively recruit and hire older employees could 
add a new dimension and some new markets for 
quick service restaurants.

Tattoo or not tattoo
Around 20 per cent of people in Britain have a tattoo 
(including, at the time of writing, the Prime Minister’s 
wife). Some employers, however, have a ‘no visible tat-
toos’ policy. There is no law banning discrimination 
against people with tattoos. Organizations can make up 
their own rules. There seems to be a conflict, therefore, 
between individual and organizational rights, between 
personal freedom and corporate image, and opinions are 
deeply divided (People Management, 2014b). The same 
concerns apply to facial piercing.

Will facial piercing and visible tattoos affect your job 
and career prospects? The answer is, yes, probably. Two 
studies by James McElroy et al. (2014) concluded that job 
applicants (male and female) with facial piercings were 
perceived by interviewers as less suitable. The first study 
involved 200 undergraduate students, who (the research-
ers thought) were more likely to tolerate piercings than 
adults. The students were asked to rate candidates 
for jobs on the basis of their application and a portrait 
photograph. Some candidates had facial piercings, and 

➔
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some did not. The second study used the same approach 
with 100 working adults, with similar results, although 
the students’ ratings were more negative than those 
of the adults. The applicants with facial piercings were 
 perceived as:

r� more extraverted;

r� less agreeable;

r� less conscientious;

r� less attractive;

r� of more questionable character;

r� less competent;

r� less sociable;

r� not as trustworthy.

Andrew Timming (2015) interviewed 15 service sector 
managers, and 10 adults with visible tattoos. Half of the 
tattooed adults were unemployed, including an ex-mem-
ber of a neo-Nazi skinhead gang with a spider web tattoo 
on his face and neck. All of the management recruiters 

expressed ‘derision and distaste’ for visible tattoos. One 
described them as a sign of ‘questionable behaviour’, 
indicating that people with these characteristics were 
‘discredited’, ‘flawed’ or ‘deficient’. One overriding con-
sideration, however, related to the perception of cus-
tomers, and tattoos were thus likely to be seen as more 
acceptable in ‘back stage’ rather than customer-facing 
jobs. There are settings, however, where employers want 
staff with tattoos, to help establish relationships, in social 
work, the prison service, and in ‘trendy’ clothing and 
sportswear stores, for example.

Body modifications are becoming more popular, and 
many managers have tattoos or piercings themselves, other 
than in their ears. Many students believe that piercings and 
tattoos will not affect their job prospects. However, other 
studies have found that 80 per cent of managers and recruit-
ment interviewers say that they would not hire anyone with 
piercings or tattoos (McElroy et al., 2014, p.26). Perceptions 
may be changing, but the negative stigma and prejudice per-
sists. For now, at least, candidates with piercings and tattoos 
are likely to have more difficulty in getting jobs.

Any aspect of our appearance is a form of non-verbal communication (see Chapter 7). 
We cannot control our age, or height, but these factors, combined with behaviour that is 
under our control, send signals that others decode in the light of their experiences (age is 
related to reliability), expectations (tall and handsome means self-confident and knowl-
edgeable) and prejudices (short and overweight women deter customers). This also applies 
to choice of clothing, which is under our control. Dress can indicate organizational culture, 
and can contribute significantly to the individual’s impression management. The way in 
which we dress can tell others how we want to be seen (as formal, relaxed, creative, busi-
nesslike) rather than what we are really like. However, we may not always be aware how 
others perceive our attempts to manage our impression through our appearance.

Perceptual errors and how to avoid them
As we said at the beginning of the chapter, it is our perceptions of circumstances, events 
and other people which influence our judgements, decisions and actions. However, we 
have seen how our perceptions can often lead to inaccurate judgements and inappropri-
ate decisions and actions. In order to avoid perceptual errors, we need to be aware of how 
these can arise, and how we can be misled.

Will you pass the ‘posh test’?
You may not get that job even if you have the capabilities. 
A lot depends on how you are perceived by the person who 
interviews you. A study by the UK Social Mobility and Child 
Poverty Commission found that elite law, accountancy and 

financial services organizations discriminate against work-
ing class applicants (Ashley et al., 2015). Although a degree 
from an elite university was taken as a ‘signal for qual-
ity’, recruiters looked for a number of other characteristics 
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including ‘personal style, accent and mannerisms, adaptabil-
ity, team working and other soft skills’ (p.25). These criteria 
give applicants from middle and upper class backgrounds 
an advantage. The press accused these companies of using 
a ‘posh test’ to choose candidates (Churchard, 2015).

Asked about interviewing applicants with working 
class backgrounds, one employer said, ‘Is there a dia-
mond in the rough out there? It’s highly probable, but 
how much mud do I have to sift through in that popula-
tion to find that diamond?’ (p.45). Speaking of a recent 
recruit, another employer said,

She’s short of polish. We need to talk about the way 
that she articulates, the way that she chooses words 
and the way she pronounces them. It will need some 
polish because whilst I may look at the substance, you 
know, I’ve got a lot of clients and a lot of colleagues 
who are very focused on the personal presentation 
and appearance side of it. (p.46)

It is perhaps not surprising that a successful work-
ing class candidate admitted to covering up his back-
ground, and to adjusting his accent, saying that ‘It’s 
about having the skill to adapt to your environment. 
When I went home, I went back to my old slight twang. 
When I’m in this environment, I pretend I’m posher 
than I am’ (p.71).

A study by Lauren Rivera (2015) uncovered the same 
perceptual biases in American banking, law and consult-
ing companies, where graduates from affluent back-
grounds get the best jobs. Rivera suggests how less 
privileged candidates can create the perception that 
they do fit in, by studying the organization to which they 
have applied, exploiting connections with ‘insiders’, not 
appearing eccentric, preferring team sports (a sign of a 
‘rounded character’), telling stories about how they ‘tri-
umphed against the odds’, and showing self-confidence. 
Style is just as important as substance.

Adrian Furnham (2005) argues that the process of appraising the performance of employ-
ees is subject to a number of perception errors. Here are his ‘unlucky 13’:

1. Central tendency: Appraising everyone at the middle of the rating scale.

2. Contrast error: Basing an appraisal on comparison with other employees (who may 
have received undeserved high or low ratings) rather than on established performance 
criteria.

3. Different from me: Giving a poor appraisal because the person has qualities or character-
istics not possessed by the appraiser. (People like others who are similar to themselves.)

4. Halo effect: Appraising an employee undeservedly well on one quality (performance, for 
example) because they are perceived highly by the appraiser on another quality (attrac-
tiveness, perhaps).

5. Horn effect: The opposite of the halo effect. Giving someone a poor appraisal on one 
quality (attractiveness) influences poor rating on other qualities (performance).

6. Initial impression: Basing an appraisal on first impressions rather than on how the per-
son has behaved throughout the period to which the appraisal relates.

7. Latest behaviour: Basing an appraisal on the person’s recent behaviour, rather than on 
how they have behaved throughout the appraisal period.

8. Lenient or generous rating: Perhaps the most common error, being consistently gener-
ous in appraisal, mostly to avoid conflict.

9. Performance dimension error: Giving someone a similar appraisal on two distinct but 
similar qualities, because they happen to follow each other on the appraisal form.

10. Same as me: Giving a good appraisal because the person has qualities or characteristics 
possessed by the appraiser.

11. Spillover effect: Basing this appraisal, good or bad, on the results of the previous 
appraisal, rather than on how the person has behaved during the appraisal period.

12. Status effect: Giving those in higher level positions consistently better appraisals than 
those in lower level jobs.

13. Strict rating: Being consistently harsh in appraising performance.
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The main sources of errors in person perception thus include:

1. Not collecting enough information.

2. Basing our judgements on information that is irrelevant or insignificant.

3. Seeing what we expect to see and what we want to see, and not investigating further.

4. Allowing early information to colour our judgement, despite later contradictory 
information.

5. Allowing our own characteristics to influence our judgements of others.

6. Accepting stereotypes without criticism.

7. Attempting to decode non-verbal behaviour outside the context in which it appears.

8. Basing attributions on flimsy and potentially irrelevant evidence.

The steps we need to take to avoid making perceptual errors include:

1. Take more time and avoid instant or ‘snap’ judgements.

2. Collect and consciously use more information about other people.

3. Develop self-awareness, and an understanding of how our personal biases and prefer-
ences affect our perceptions and judgements of others.

4. Check our attributions – the assumptions we make about the causes of behaviour, par-
ticularly the links we make between aspects of personality and appearance on the one 
hand and behaviour on the other.

It’s not what you hear, it’s the way that you see it
Our perceptions (of someone’s intelligence and trustwor-
thiness, for example) can be influenced by factors that 
have little or no relevance (height and attractiveness). But 
when we are asked to judge the quality of music, surely 
nothing else matters apart from the sound – the auditory 
cues. That may not be the case. Experiments conducted 
by Chia-Jung Tsay (2014) suggest that such judgements 
depend more heavily on what we see – on visual cues.

One experiment involved 118 ‘novice’ participants who 
had no training in classical music. They were exposed to 
six-second excerpts from live recordings of international 
chamber ensemble competitions, and asked to choose 
which they thought was the winning ensemble in each 
case. Participants were divided into three groups, with 
one group watching the video-only version, one hearing 
the sound-only recording, and the third seeing video-
and-sound. Questioned afterwards, over 80 per cent of 
participants said that, in judging these performances, the 
sound was critical. However, participants who only saw 
the recordings quickly identified the winning ensembles. 
Participants who were given the sound-only, or video-
and-sound recordings, were less able to identify which 
ensembles had won. Participants who watched the full 
video-and-sound recordings were no better than chance 
at picking the competition winners.

With video, one can see the passion, the gestures and 
the group interactions that produce a winning perfor-
mance. Were the original competition judges influenced 
as much by what they saw as what they heard? Or per-
haps the musical novices in this experiment relied more 
heavily on those visual cues. Tsay repeated the experi-
ment, this time using 193 experienced professional musi-
cians. Once again, over 80 per cent said that the music 
was the critical factor. However, as with the novices, the 
professionals who were shown the video-only recordings 
were able to identify the winning ensembles; the choices 
of those who were exposed to sound-only or video-and-
sound were no better than chance.

These experiments demonstrate the powerful effect of 
visual cues on our perceptions and judgements, even in sit-
uations where we would expect auditory cues to be more 
important. Other research has shown that our impressions 
of the personalities and capabilities of others are influ-
enced by aspects of their appearance. It is therefore impor-
tant to recognize the visual bias in our perceptions, and 
to take this into account, particularly when making selec-
tion and promotion decisions. Tsay (2014, p.30) concludes: 
‘This research suggests that the ultimate music ensemble 
astounds not its listeners, but its viewers.’ Does this also 
apply to ‘the ultimate chief executive’?
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To improve our understanding of others, we must first have a well-developed knowl-
edge of ourselves – our strengths, preferences, flaws and biases. The development of self-
knowledge can be an uncomfortable process. In organizational settings, we are often less 
able to express our feelings (positive and negative) about other people, due to social or cul-
tural norms, and to the communication barriers erected by status and power differentials. 
This may in part explain the appeal of training courses in social and interpersonal skills, 
self-awareness and personal growth designed to help us overcome these problems, to ‘get 
in touch’ with others, and to ‘get in touch with ourselves’. Training in interpersonal skills 
often emphasizes openness and honesty, active listening, sensitivity to non-verbal behav-
iour, and how to give and receive critical and non-evaluative feedback.

RecaP

1. Identify the main features of the process of 
perception.

r� People behave according to how they perceive the 
world, not in response to ‘reality’.

r� The perceptual process involves the interpretation 
of sensory input in the light of past experience, 
and our store of knowledge, beliefs, expectations 
and motives.

2. Distinguish between the bottom-up processing 
of sensory information and the top-down inter-
pretation of that information.

r� Sensation, or bottom-up processing, determines 
the data to which we pay attention.

r� Perception, or top-down processing, determines 
the way in which we organize and interpret per-
ceived information in order to make behavioural 
choices.

3. Understand the nature and implications  
o f   se lec t i ve  a t tent ion  and  perceptua l 
organization.

r� Selective attention is influenced by external factors 
relating to the stimulus and the context, and by 
internal factors such as learning, personality and 
motivation.

r� The way in which we organize and interpret sen-
sory data in meaningful ways, even when it is 
incomplete or ambiguous, is known as perceptual 
organization.

4. Give examples of how behaviour is influenced by 
our perceptions.

r� We each have our own perceptual world, an inter-
nal mental image of our environment.

r� Different cultures lead to differences in perception 
and consequently in behaviour.

5. Explain and illustrate the main processes and 
problems in perception, including false attribu-
tions, halo effects and stereotyping.

r� An attribution is a belief about cause and effect. 
When speaking about ourselves, we tend to attrib-
ute success to personal factors and failure to external 
factors. When speaking about others, we tend to 
attribute success and failure to personality features.

r� Making a favourable judgement of someone 
on the basis of a single positive characteristic is 
known as the halo effect, and is called the horn 
effect if the judgement is negative.

r� Assuming that someone possesses a set of per-
sonality traits because they belong to a particular 
social group is known as stereotyping.

6. Explain some less widely appreciated sources of dis-
crimination at work arising from characteristics of 
the person perception and attribution processes.

r� Aspects of behaviour are attributed to appearance, 
leading to discrimination. You are likely to be paid 
less at work if you are an overweight or underweight 
female, a short man, a husband with an overweight 
wife, and are perceived to be unattractive.

r� The fundamental attribution error leads us to empha-
size individual personality and ignore social and 
organizational context when explaining behaviour.

7. Suggest techniques for improving perceptual 
accuracy and avoiding errors.

r� To avoid mistakes, avoid rapid judgements, take 
more time, collect more information, be aware 
of your own prejudices and biases, and develop 
increased self-awareness.

r� To improve accuracy, expect errors to occur, use 
as much feedback as you can get, and take small 
steps rather than radical ones to reduce risks.
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1. Explain the distinction between sensation and perception. What is the significance of 
this distinction?

2. What is the individual’s perceptual world? What factors influence this construct, and 
how does an understanding of someone’s perceptual world help us to understand 
their behaviour?

3. What is the difference between selective attention and perceptual organization? What 
factors influence the latter process?

4. How can an organization’s selection, appraisal and promotion processes be affected 
by errors and biases in perception? How can these errors and biases be overcome?

Revision

Research 
assignment

Look carefully at the style of dress and appearance of the instructors in your educational 
institution, across all the subjects that you are studying. How does their appearance 
affect your perceptions of their:

r� approachability

r� subject knowledge

r� professionalism

r� understanding of the world beyond the academic ‘ivory tower’?

Write a report that first identifies specific aspects of your instructors’ dress and appear-
ance that lead you to make judgements on those criteria. Conclude your report with 
advice to instructors on how they could change their dress and appearance to improve 
the ways in which they are perceived by students on those criteria – to make them 
appear more approachable, more professional, and so on.

Springboard

E. Bruce Goldstein (2009) Sensation and Perception (8th edn). Belmont, CA: Wadsworth 
Publishing. Introduction to the psychology and physiology of sensation and perception. 
Illustrates how the senses function, exposing the complexity of perceptual processes.

Daniel S. Hamermesh (2011) Beauty Pays: Why Attractive People are More Successful. 
Princeton, NJ: Princeton University Press. Handsome men earn 4 per cent more than aver-
age-looking men, and unattractive men earn up to 13 per cent less. The laws of ‘pulchro-
nomics’ also apply to women. Attractive workers may attract more customers, so perhaps 
they should be paid more. Hamermesh argues that those who are unattractive should 
have legal protection.

Heidi Grant Halvorson (2015) ‘Managing yourself: a second chance to make a first impres-
sion’, Harvard Business Review, 93 (1/2): 108–11. Useful advice on what to do if you 
made a bad first impression. Provide positive information. Compliment the person on their 
fairness and open-mindedness. Make yourself indispensable. Choose the right moments, 
offering to help when they are under pressure.

OB cinema
Legally Blonde (2001, director Robert Luketic), DVD track (scene) 8, 0:21:17 to 0:22:46 (3 minutes). 
Clip begins with the tutor saying, ‘OK, welcome to law school’; clip ends with Elle saying, ‘Whoever 
said that orange was the new pink was seriously disturbed’.
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This movie tells the story of a blonde sorority queen, Elle Woods (played by Reece Witherspoon), 
whose boyfriend leaves her to go to Harvard Law School. To get him back, she goes to Harvard, too. 
Every character in this movie plays a stereotyped role. In this clip, on the law school lawn, Elle and 
three of her classmates are asked by a tutor to introduce themselves. As you watch the clip, observe 
the five characters carefully and:

1. Decide on an appropriate stereotype label (e.g. ‘absent-minded professor’) for each character.

2. Explain why you have chosen that label, based on the evidence that each character provides (what 
they say, how they say it, appearance, non-verbal behaviour).

3. For each character, identify two adjectives that you think would describe how they would be likely 
to interact socially with others.

4. Think about each of those characters in an organizational context, assess what you feel would be 
their strengths and their weaknesses.

OB on the web
Search YouTube for ‘The Corporation perception management’. This clip is part of the documentary, 
The Corporation (2006, directors Jennifer Abbott and Mark Achbar).

Watch the first two minutes and ten seconds. The commentators argue that large corporations 
are not just selling products and services. They are also advertising a way of life, a way of thinking. 
They are ‘manufacturing consent’ for their actions and for business norms and values. Is this a form 
of propaganda? One of the interviewees, the chief executive of a public relations company, explains 
his profession in terms of ‘perception management’, arguing that this is a valuable contribution to 
business and to society.

After you have watched this, identify the ways in which your own perceptions are managed in this 
way by large organizations. What is your conclusion: is corporate perception management necessary 
and valuable, or an unacceptable form of manipulation?

ChapteR exeRCiSeS

1. person perception

 Objective To explore factors influencing our perception of other people. Research has shown,
for example, that we assess others’ characters from their faces. These assessments 
include how friendly, aggressive, trustworthy and creditworthy another person is. The 
judgements that we reach based on such apparently limited information often turn out 
to be correct.

  Briefing 1. Break into groups of three.

2. Your instructor will give you five or six photographs of people, taken from recent 
newspapers and magazines. You have five minutes to work out as much as you can 
about each of these people, using only what you can see in the picture. Consider 
characteristics such as their:

• conscientiousness

• sense of humour, fun

• intelligence

• aggressiveness
➔
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• approachability

• reliability

• other characteristics suggested by the photographs.

  3.  Prepare a presentation based on your photographs and your assumptions. Explain 
clearly which items of evidence from the photographs led you to make those 
assessments.

2. You’re the interviewee: what would you do?

You are about to go for a job interview, but first you will be kept waiting in the inter-
viewer’s office. During that time, you can observe clues about your interviewer and per-
haps about the organization. What clues do you think are significant and revealing? 
What personal experiences in your own past affect how you observe and make judge-
ments in this setting?

This exercise can be completed in class time, but is more effective if steps 1 to 3 are 
completed in advance. For a one hour tutorial, time will be tight without preparation.

Step 1 Read The manager’s room description which follows, to get a feel for the setting 
in which you Ƃnd yourself.

Step 2 Complete the analysis sheet.

•  In the data column� record those observations that you Ƃnd signiƂcant and 
revealing about the kind of person who occupies this room.

•  In the inferences column, note the perceptions or conclusions that you reach 
from your data.

•  In the experiences column, record past incidents or events, recent or distant, 
that you thinM inƃuence your inferences.

Data I observe in the room The inferences that I make Based on past experience

Step 3 7sing that analysis� construct a proƂle of your interviewer.

Step 4 Finally, record your answers to the following questions:

�� What is the sex, marital status and ethnic background of the managing 
director? Identify the data in the room that lead you to your inferences.

�� How would you describe the managing director’s character? What are 
this person’s interests? What would you expect this person’s management 
style to be like? Once again, identify the data on which you base these 
judgements.

�� Given your own personality, do you think that you would be happy working 
for this person?

�� Explain how your analysis illustrates the concepts of selective attention, per-
ceptual organization, perceptual world, halo effect and stereotyping.

Step 5 2resent your Ƃndings� according to your instructoros directions.

 The manager’s You are now in the company offices, top floor, for your job interview. It sounds like your
 room ideal position. As personal assistant, you will be working for the managing director who
 description  has asked to interview you. You have arrived on time, but the managing director’s secretary  

 apologizes and tells you there will be a delay. The managing director has been called to  
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 an important meeting which will take up to 15 minutes. The secretary tells you that you  
 are welcome to wait in the managing director’s private office, and shows you in.

You know that you will be alone here for 15 minutes. You look around the room, curi-
ous about the person with whom you may be working. The shallow pile carpet is a 
warm pink, with no pattern. You choose one of six high-backed chairs, upholstered in a 
darker fabric that matches well with the carpet and curtains, and with polished wooden 
arms. In the centre of the ring of chairs is a low glass-topped coffee table. On the wall 
behind you is a large photograph of a vintage motor car, accompanied by its driver in 
leather helmet, goggles, scarf and long leather coat; you can’t make out the driver’s 
face. The window ledge holds four plants arranged equal distances apart; two look like 
small exotic ferns and the others are a begonia and a geranium in flower.

On the other side of the room sits a large wooden executive desk, with a black leather 
chair. There are some papers on the desk immediately in front of the chair. A framed 
copy of the company’s mission statement hangs on the wall behind the desk, and below 
that sits a black leather briefcase with combination locks. The plain grey waste basket by 
the wall beside the desk is full of discarded paper. There is a thick pile of what looks like 
committee minutes at the front of the desk, with a pad of yellow ‘post-it’ notes on the 
top, and a Mont Blanc pen with the Acme company logo on the barrel. To the side is a 
laptop computer and a desk lamp. In front of the lamp sits a metal photograph frame 
holding two pictures. One is of an attractive woman in her thirties with a young boy 
around eight years old. The other photograph is of a retriever dog in a field to the side 
of some farm buildings.

On the other side of the desk is a delicate china mug. In front of it lies what looks like 
a leather-covered notebook or perhaps a diary, and a passport. A copy of the Financial 
Times newspaper sits beside the notebook. You see that there is no telephone on the 
desk. Behind the desk is a small glass-fronted display case. There are some books lined 
up on top of the case: Plugged In: The Generation Y Guide to Thriving at Work, The 
Oxford Concise Dictionary of Quotations, Managing Difficult Interactions and Leaning 
In: Women, Work, and the Will to Lead. Also on top of the case sits a small bronze 
statue, of a man sitting with his legs crossed in a Yoga position. Inside the case, there 
are computing systems manuals and books and pamphlets on employment law, many 
of which deal with race and sex discrimination issues.

You decide to get up and look out the window. There is a three-seater settee under the 
window, covered in the same fabric as the armchairs with matching scatter cushions in 
the corners. From the window you can easily see people shopping and children playing 
in the nearby park. You turn to another table beside the settee. Some magazines sit in 
front of a burgundy ceramic lamp with a beige shade. There are two recent copies of 
The Economist, and a copy each of Asia Today, Classic CD and Fortune. As you head 
back to your chair, you notice that the papers on the desk in front of the chair are your 
job application and curriculum vitae. Your first name, obviously indicating your sex, has 
been boldly circled. As the Managing Director may return at any moment, you go back 
and sit in your chair to wait.

Employability assessment
With regard to your future employment prospects:

1. Identify up to three issues from this chapter that you found significant.

2. Relate these to the competencies in the employability matrix.

3. Decide what actions you need to take to maintain and/or develop those competencies under each of the four 
headings of the employability matrix.

➔
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Personal qualities
self-management

work ethic/results orientation
appetite for learning
interpersonal skills

creativity and innovation

Leadership qualities
leadership

people management
leading and managing change

project management
general management skills

Other attributes
political awareness

understand cross-cultural issues
how organizations work

critical thinking
decision making

Practical skills
commercial acumen

customer service skills
communication skills
problem solving skills

teamworking skills

Employability
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Learning outcomes
When you have read this chapter, you should be able to define those 
key terms in your own words, and you should also be able to:

1. Understand different ways in which the term motivation is used.

2. Understand how motives and motivation processes influence 
behaviour.

3. Apply expectancy theory and job enrichment techniques to 
diagnose organizational problems and to recommend practical 
solutions.

4. Explain contemporary interest in this field, with respect to extreme 
jobs, boreout, the gig economy, employee engagement and high 
performance work systems.
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Why study motivation?
A motivated workforce can be a sign of a successful organization. However, we each have 
a different reason for getting out of bed in the morning. Your motives – from the Latin 
movere, to move – are key determinants of your behaviour. If we understand your motives 
(desire for more leisure), we can influence your behaviour (take a day off if you finish that 
assignment). A survey of 50,000 business students in 15 countries (Financial Times, 2015) 
found that their top career goals were to:

1. have work–life balance;

2. be secure or stable in their job;

3. have an international career;

4. be a leader or manager of people;

5. be competitively or intellectually challenged;

6. be entrepreneurial or creative and innovative;

7. be dedicated to a cause or serve a greater purpose;

8. be autonomous or independent;

9. be a technical of functional expert.

Employers concerned with attracting, motivating and retaining college and university grad-
uates should therefore try to provide jobs that lead to these kinds of work and career expe-
riences and opportunities. This pattern is apparently seen in many other countries, too. In 
other words, look for the job advertisements which suggest that ‘we don’t pay much, but 
it’s fun’.

A demotivated workforce can be disastrous. When Apple released the iPad in May 2010, 
pictures of iPhones were burned in Hong Kong and protesters called for a global boycott of 
Apple products. This followed a series of employee suicides at Foxconn, a contract manu-
facturer which makes products for Apple and other companies at Foxconn City, an indus-
trial park in Shenzen. Foxconn City has 15 multi-storey manufacturing buildings where 
there were 12 suicides in one year. These deaths raised questions about ‘sweatshop’ work-
ing conditions.

Inside Foxconn city
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Although Foxconn paid the Shenzen minimum wage, employees compared the company 
facilities to a prison, said that they were forced to work illegal overtime and night shifts, were 
exposed to hazardous materials, and had their privacy invaded by management. In response 
to the suicides, the company put nets around its buildings, hired counsellors, and brought in 
Buddhist monks to pray. The chief executive denied that he was running a ‘sweatshop’, but 
Apple, Foxconn and other companies had already suffered ‘bad press’ (The Economist, 2010).

The question of work motivation is particularly significant during a recession, when most 
organizations want to cut costs. Can employees be motivated without offering more money? 
Douglas McGregor (1960) set out two sets of motivational propositions, which he called 
‘Theory X’ and ‘Theory Y’. To find out which propositions apply to you, complete this ques-
tionnaire. Read each pair of statements, and circle the number that reflects your view:

The average person inherently dislikes 
work

1 2 3 4 5 Work is as natural as rest to people

People must be directed to work 1 2 3 4 5 People will exercise self-discretion 
and self-control

People wish to avoid responsibility 1 2 3 4 5 People enjoy real responsibility

People feel that achievement at work is 
irrelevant

1 2 3 4 5 Achievement is highly valued by 
people

Most people are dull and uncreative 1 2 3 4 5 Most people have imagination and 
creativity

Money is the only real reason for  
working

1 2 3 4 5 /oney is only one beneƂt from 
work

People lack the desire to improve their 
quality of life

1 2 3 4 5 People have needs to improve their 
quality of life

Having an objective is a form of 
imprisonment

1 2 3 4 5 Objectives are welcomed as an aid 
to effectiveness

Add up the numbers that you circled to give you a score between 8 and 40. If you scored 
16 or less, then you subscribe to Theory X. If you scored 32 or more, then you subscribe to 
Theory Y. Theory X managers believe in giving orders, direct supervision, and in the moti-
vating power of money. Theory Y managers believe in giving autonomy and responsibility, 
and in the motivating power of interesting jobs. As an employee, which theory would you 
like to have applied to you at work?

McGregor argued that Theory Y was a more accurate description of most people’s atti-
tudes to work, and that the application of Theory X demotivated people. In other words, 
non-financial rewards can be as powerful, if not more powerful motivators than money, as 
we also value recognition, jobs with a worthwhile purpose, flexible working and personal 
development. McGregor died in 1964, but his terminology has entered the language, and his 
ideas remain influential (Heil et al., 2000).

Video case: catering to the millennials

This four-minute Financial Times video argues that millennials – those who became adults around 
the turn of the twenty-first century – have a distinct motivational profile. Alison Davis-Blake, of 
the Ross School of Business at the University of Michigan, says that millennials prefer learning 
by doing, and working in groups. Also, they have shorter attention spans, and a stronger social 
conscience than other generations. Are you a millennial? Do you fit this profile? Will this influ-
ence your career choice?
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Show me the money
Hicks Waldron, when he was chief executive of Avon, 
once said, ‘It took me a long while to learn that people 
do what you pay them to do, not what you ask them to 
do’ (Aguinis et al., 2013, p.242).

Is money a motivator? Surveys often find that money 
is not a major factor, but pay does affect whether or not 
somebody will accept a job offer from one organization, 
and not a competitor. Reviewing the research evidence, 
Herman Aguinis et al. (2013) thus argue that financial 
rewards can improve motivation and performance in 
some ways, but not in others.

Can do: The money helps to attract and retain top per-
formers. Financial rewards also meet basic and higher 
level needs, from food, shelter and leisure, to group 
membership, personal development and status 
(including the purchase of status symbols). Level of 
pay itself is often seen as an indicator of social status 
and achievement.

Can’t do: The money cannot improve job-related knowl-
edge, skill and abilities, unless it is invested in training 
and development. Paying someone more highly does 
not mean that they will become smarter and increase 
their productivity. Higher pay does not make the work 
itself more meaningful and interesting – which are 
known motivating factors. Nor does money affect 
other powerful motivators such as level of autonomy 
and degree of participation in decision making.

Finally, generous payments do not always lead to 
good performance. Those on high salaries may misrepre-
sent results in order to protect their earnings. Employees 
can reduce their performance (‘choke’) due to fear of fail-
ure when they are offered large sums of money. Well-
paid staff can develop a sense of entitlement and react 
negatively when rewards do not meet their expectations. 
Money can thus motivate undesirable behaviours. Aguinis 
et al. (2013, p.243) give this example:

Green Giant, a producer of frozen and canned veg-
etables, once rewarded its employees for remov-
ing insects from vegetables. It was later found that 
employees began to bring insects from their homes, 
placed them in the vegetables, and subsequently 
removed them to receive the monetary rewards.

Jason Shaw and Nina Gupta (2015) describe how 
the Pacific Gas and Electric Company gave bonuses to 
supervisors of crews which kept their repair costs low. 
This encouraged crews to overlook safety threats, and 
resulted in an explosion in 2010 which killed eight people 
and destroyed 38 homes.

In making decisions about financial rewards, there-
fore, it is important to know when and why money will 
be effective in improving motivation and performance.
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Extreme jobs, boreout and the gig economy
Research into work motivation declined in the 1990s. The ideas developed in the mid-to-
late twentieth century, however, are still ‘current’. Managers still use the terms and tools 
from earlier research. Three other trends suggest that motivation is still a core issue. One 
concerns extreme jobs, a second concerns boreout, and the third relates to the development 
of the gig economy.

Extreme jobs
Some of us are motivated by the extreme job which involves long hours, frequent travel 
across different time zones, and multiple other pressures.

The characteristics of extreme jobs include:

r� physical presence in the office of at least ten hours a day;

r� tight deadlines and fast working pace;

r� unpredictable workflow;

r� inordinate scope of responsibility;

r� frequent travel;

r� after-hours work events;

r� availability to clients 24/7;

r� responsibility for profit and loss;

r� responsibility for mentoring and recruiting.

Sylvia Ann Hewlett and Carolyn Buck Luce (2006) found that people in extreme jobs 
enjoy their work and are fulfilled by it. Answers to the question ‘why do you do it?’ included 
adrenaline rush, great colleagues, high pay, recognition, status and power. They cite this 
example:

A financial analyst we’ll call Sudhir emigrated five years ago from Mumbai, India. He 
works at a major commercial bank in New York. Summertime, when he puts in 90 hours 
a week, is his ‘light’ season. The rest of the year, he works upwards of 120 hours a week –  
leaving only 48 hours for sleeping, eating, entertaining, and (he smiles) bathing. Sudhir 
stays late in the office even when he has nothing particularly pressing to do. His get-a-life 
existence is a hazard of the profession – but worth it: As a 23-year-old with a first job, he 
is in the top 6 per cent of earners in America. (Hewlett and Luce, 2006, p.49)

There are more men than women in extreme jobs; only 20 per cent of ‘extreme job-
bers’ are female. Long hours and intense pressure are exhausting, and have implications 
for family life. Women in extreme jobs are concerned that their children are less disci-
plined, eat more junk food, and watch too much television as a result of their frequent 
absence. Research has shown that extreme jobs with long hours are associated with 
higher satisfaction, better career prospects and higher salary, but with also with higher 
levels of stress, more psychosomatic symptoms, lower family satisfaction and poorer 
emotional health (Burke and Fiksenbaum, 2009a, 2009b). The motivational impact of 
extreme jobs needs to be balanced with ways to reduce the long-term personal and 
domestic costs.

Boreout
According to Philippe Rothlin and Peter Werder (2008), demotivation is common, espe-
cially among office workers, and is caused by repetitive, uninteresting, unchallenging work, 
leading to boreout.

They estimate that 15 per cent of office workers are affected; boreout leads to high levels of 
sick leave and reduces company loyalty. If you suffer boreout, you turn up for work without 

Extreme job a job 
that involves a working 
week of 60 hours 
or more, with high 
earnings, combined with 
additional performance 
pressures.

Boreout boredom, 
demotivation and 
lack of energy and 
enthusiasm caused 
by uninteresting, 
unchallenging and 
monotonous work.
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enthusiasm or energy, and spend your time surfing the internet, chatting to colleagues, and 
trying to look busy. The journalist Roger Boyes (2007) describes one of his tactics:

I remember while working for the Financial Times in the 1970s that colleagues devel-
oped an ‘Italian Jacket’ system. A spare jacket, kept in the office, would be spread over 
the back of your chair, a half-drunk cup of coffee would be placed next to the phone – 
and you could disappear for a couple of hours. The editor would assume that you were 
briefly somewhere else in the building.

Other tactics include the fake stomach upset which creates time to read magazines in 
the toilet, and ‘fake smokers’ who use their ‘addiction’ as an excuse to escape from their 
desk. The employee who answers ‘yes’ to four or more of these questions may be suffering 
boreout:

1. Do you complete private tasks at work?

2. Do you feel under-challenged or bored?

3. Do you sometimes pretend to be busy?

4. Are you tired and apathetic after work even if you experienced no stress in the office?

5. Are you unhappy with your work?

6. Do you find your work meaningless?

7. Could you complete your work quicker than you are doing?

8. Are you afraid of changing your job because you might take a salary cut?

9. Do you send private emails to colleagues during working hours?

10. Do you have little or no interest in your work?

The gig economy
The nature of work itself is changing, with implications for work motivation. Arun 
 Sundarajan (2015) explains the development of a new mode of working and employment in 
the gig economy:

Not so long ago, the only people who looked for ‘gigs’ were musicians. For the rest of 
us, once we outgrew our school dreams of rock stardom, we found ‘real’ jobs that paid 
us a fixed salary every month, allowed us to take paid holidays and formed the basis for 
planning a stable future. Today, more and more of us choose, instead, to make our living 
working gigs rather than full time. To the optimists, it promises a future of empowered 
entrepreneurs and boundless innovation. To the naysayers, it portends a dystopian future 
of disenfranchised workers hunting for their next wedge of piecework.

The growth of the gig economy is driven by the development of online platforms such 
as Airbnb, Fivver, Freelancer, LinkedIn, Monster, Thumbtack, Uber and Upwork. These 
platforms allow employers who need particular skills and experience to connect with casual 
workers who can provide those capabilities (Jacobs, 2015). In the gig economy, you can 
buy a taxi ride, accommodation, software expertise, and shopping and delivery services, for 
example. If the work that needs to be done is a clearly defined project or task, the organi-
zation can hire just the right skills for the right amount of time. This cuts the cost and the 
delay in hiring permanent staff members.

What would motivate you to work independently? You will be free to innovate and be 
entrepreneurial, without having to navigate the organizational bureaucracy or deal with the 
office politics. You will be independent, self-reliant and have access to a wider variety of 
clients and tasks than you would in a single organization.

There are many jobs where your location is not important: web development, transla-
tion services, graphic design, providing legal advice. National borders are not a barrier 
to employment, with ‘e-lancers’ in one country selling their services to organizations in 
another. Andrew Byrne and Richard Walters (2015) note that,

Gig economy a 
system of employment 
in which freelance 
workers sell their skills 
and services, through 
online marketplaces, to 
employers on a project 
or task basis.
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Ukraine’s army of freelancers, the fourth-largest in Upwork’s global network, earned 
$61m in 2014. For the mainly western companies that dole out jobs on the website, 
Ukrainian web and mobile developers are cheap, responsive and easily assessed based on 
verified reviews by previous clients.

On the other hand, looking for gigs can be lonely, financially insecure, and lead to a blurring 
of work and home lives – all of which can trigger anxiety. Freelance workers do not have the 
same workplace benefits as permanent employees, or the organization’s protection should things 
go wrong. Working gigs, there is little or no prospect of a progressive career (Gapper, 2015).

Which do you prefer? The freedom and flexibility of working gigs, or the security and 
social contact in a conventional organization? Today’s theories of work motivation, and the 
techniques that influence management practice, were developed some time ago. As we will 
see, however, those ‘old’ theories can help to explain employee responses to new trends 
and developments.

Drives, motives and motivation
Motivation can be explored from three distinct but related perspectives:

1. Goals. What are the main motives for our behaviour? Wealth, status and power trigger 
behaviours directed towards their achievement. This perspective views motivation in 
terms of our desired outcomes or goals. This question is addressed by content theories 
of motivation.

2. Decisions. Why do we choose to pursue certain goals? Why do you study hard to earn dis-
tinctions while a friend has a full social life and is happy with pass grades? This perspec-
tive views motivation in terms of the cognitive decision-making processes influencing an 
individual’s choice of goals. This question is addressed by process theories of motivation.

3. Influence. How can we get you to work harder? Managers want to motivate employees 
to turn up on time and be helpful to customers. This perspective views motivation as a 
social influence process and is addressed by job enrichment theories.

Do we inherit our goals, or are they acquired through experience? If our motives are 
innate, then it would be pointless to attempt to change them. If they are acquired, then they 
can be altered. Our behaviour is influenced by our biological equipment. We appear to have 
an innate need for survival. Our needs for oxygen, water, food, shelter, warmth and sex can 
be overpowering. These needs are triggered by deprivation and are known as drives.

Drive an innate, 
biological determinant 
of behaviour, activated 
by deprivation.

Home viewing
Search YouTube for ‘Whiplash “good job” motivational 
scene’; the clip lasts for 3 minutes.

The focal character in Whiplash (2014, director Damien 
Chazelle) is a young drummer, Andrew Neiman (played 
by Miles Teller) who enrols at the prestigious Shaffer Con-
servatory of Music. Andrew’s goal is to become ‘one of the 
jazz greats’, like Buddy Rich. His bandleader and instruc-
tor, Terence Fletcher (J.K. Simmons) has high expectations 
of his students. To push Andrew and others to reach their 
potential, he uses fear and intimidation, abuse, insults, 
public humiliation and physical violence. When a student 
commits suicide as a result of this pressure, Fletcher is fired 

by the school. However, he defends his methods: ‘Truth is, 
I don’t think people understood what I was doing at Schaf-
fer. I wasn’t there to conduct. I was there to push peo-
ple beyond what’s expected of them. I believe that is an 
absolute necessity. Otherwise we’re depriving the world of 
the next Louis Armstrong. The next Charlie Parker. There 
are no two words in the English language more harmful 
than “good job”’. At the end of the movie, Andrew plays 
an outstanding drum solo; to what extent was Fletcher 
responsible for that performance? What are the advan-
tages and disadvantages of Fletcher’s motivational meth-
ods? How widely applicable is this approach?
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Table 9.1: Innate cognitive drives

Curiosity The need to explore, to play, to learn more

Sense-making The need to understand the nature of the world around us

Order and meaning The need for order, certainty, equity, consistency, predictability

Effectance or competency The need to exert mastery and control over the world around us

Self-understanding The need to know who and what we are

Our drives may not be restricted to basic biological needs. Some psychologists claim that 
we are active sensation-seekers who have the innate cognitive drives listed in Table 9.1.

Table 9.2: Drives versus motives

Drives Motives

are innate are learned

have a physiological basis have a social basis

are activated by deprivation are activated by environment

are aimed at satiation are aimed at stimulation

This distinction between innate drives and acquired motives is not clear. The terms 
‘needs’ and ‘goals’ are also used to refer to both drives and motives. We try to satisfy 
our biological drives in ways acceptable to our society. The innate drives for compe-
tency, sense-making and curiosity are socially prized in most cultures. The constructivist 
perspective (Chapter 1) argues that human behaviour is purposive; we attach reasons to 
our goals and behaviours. To understand your motives, and to influence your behaviour, 
we need to understand why you choose particular outcomes and how you decide to pur-
sue them.

Motivation is a broad concept which includes preferences for particular outcomes, 
strength of effort (half-hearted or enthusiastic) and persistence (in the face of problems and 
barriers). These are the factors that we have to understand in order to explain your motiva-
tion and behaviour. These are the factors which a manager has to appreciate in order to 
motivate employees to behave in desirable ways.

Motivation the 
cognitive decision-
making process through 
which goal-directed 
behaviour is initiated, 
energized, directed and 
maintained.

The drives come with the body. We do not have to learn to be cold, thirsty or hungry. 
However, we can override these drives. Some religious orders inflict celibacy on willing 
members. Altruism can overcome personal safety needs in extraordinary circumstances. 
The idea that our behaviour is pre-programmed is too simple. Animal behaviour, in 
contrast, is triggered largely by instincts. Birds and squirrels cannot override their pro-
gramming, and remain locked into their niches in nature. The ways in which we, on the 
other hand, seek to satisfy our drives are innumerable, and vary between individuals 
and across cultures. David Zweig (2014) describes those who are not interested in public 
recognition as ‘invisibles’. These individuals are motivated instead by the anonymous 
reward from pride in the vital work that they do, such as designing airport signs, making 
celebrity brand perfumes, or servicing the band’s gear so that concerts run smoothly.

Motives, in contrast, appear to be acquired through experience.
Polygamy is a crime in most Western cultures, but a sign of male achievement, wealth 

and status in parts of the Arab world. In some Muslim societies, the consumption of alco-
hol is punished, but gifts of alcohol are the norm in many Western cultures. Our choice of 
goals and behaviours is influenced by the norms of our society. Those who choose not to 
conform are often shunned, ridiculed, and sometimes imprisoned. Table 9.2 outlines the 
distinction between drives and motives.

Motive a socially 
acquired need activated 
by a desire for 
fulfilment.
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Content theories
Theories of motivation based on drives and needs are known as content theories, because 
drives and needs are seen as part of our common ‘mental luggage’. The most recent content 
theory of work motivation was developed by Nitin Nohria, Boris Groysberg and Linda-Eling 
Lee (2008). Their ‘emotional needs’ theory claims that we are driven by four basic and 
innate (‘hardwired’) drives:

The drive to acquire Obtain scarce goods, develop social status

The drive to bond Form connections with other individuals and groups

The drive to comprehend Satisfy our curiosity, master our environment

The drive to defend Protect against threats, promote justice

From a survey of 700 employees of large companies, they found that an organization’s 
ability to meet the four drives contributes to employee motivation by influencing feelings 
of involvement, energy and initiative, satisfaction, commitment, and intention to quit (or 
stay). Fulfilling employees’ drive to bond has the greatest impact on commitment, while 
meeting the drive to comprehend is closely linked to involvement, energy and initiative. 
However, the best way to improve motivation is to meet all four drives: ‘a poor showing on 
one drive substantially diminishes the impact of high scores on the other three’. How can 
this framework be used in practice? There is a ‘primary lever’ linked to each of the drives. 
These are the organization’s reward system, its culture, the way that jobs are designed, and 
performance management and resource allocation processes. Organizational policies and 
practices in each of those areas can enhance motivation, as shown in Table 9.3.

Table 9.3: Emotional needs theory and implications for practice

Drive Primary lever Management actions

Acquire Reward system Differentiate good from average and poor performers
Tie rewards clearly to performance
Pay as well as your competitors

Bond Culture Foster mutual reliance and friendship among co-workers
Value collaboration and teamwork
Encourage sharing of best practices

Comprehend Job design Design jobs that have distinct and important roles in the 
organization
Design jobs that are meaningful and foster a sense of 
contribution to the organization

Defend Performance 
management

Increase the transparency of all processes
Emphasize their fairness
Build trust by being just and transparent in granting 
rewards, assignments, and other forms of recognition

This emphasis on organizational factors does not mean that management behaviour 
is not important. On the contrary, because managers have some control over the way in 
which company policies are implemented, they can help to meet their employees’ drives. 
For example, a line manager or supervisor can link performance and reward through the 
use of praise, recognition, favoured assignments, the allocation of bonuses, encouraging 
teamwork, and making jobs interesting and meaningful. Once again, employees expect their 
managers to address all four drives, within the constraints of the organization. Managers 
who fail to fulfil even one drive are rated poorly.

This theory is similar to the framework developed several decades ago by the American 
psychologist Abraham Maslow (1943, 1954, 1971). Maslow also argued that we have innate 
needs (including drives and goals), and identified nine of these (Figure 9.1).
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1 self-actualization need to develop our full potential 

2 freedom of inquiry
and expression

need that is a prerequisite for the satisfaction of other
needs

3 transcendence a spiritual need, ‘to be at one with the universe’

4 aesthetics need for order and beauty 

5 to know and to
understand

need to gain and to systematize knowledge, the need for
curiosity, learning, philosophizing, experimenting, and
exploring

need for strength, confidence, achievement, self-esteem, 
independence, reputation, prestige, recognition, attention and
appreciation, and the respect of others

7 affiliation need for attachment, belongingness, affection, love,
relationships

8 safety need for security, comfort, tranquillity, freedom from fear and
threat from the environment, shelter, order, predictability, and
an organized world

9 biological need for sunlight, sexual expression, food, water, rest, and
oxygen – needs basic to our survival

6 esteem

Figure 9.1: Abraham Maslow’s needs hierarchy

If our biological and safety needs are not satisfied, we die. If our needs for love and 
esteem are not satisfied, we can feel inferior and helpless; but if these needs are satisfied, 
we feel self-confident. Self-actualization, Maslow argued, is our ultimate goal, and freedom 
of inquiry and expression is a prerequisite for this. Aesthetics and the metaphysical concept 
of transcendence have been largely ignored by management writers and researchers who 
have focused instead on self-actualization.

Maslow argued that self-actualized people are rare, and that creating the conditions for 
us to develop our capabilities to this extent was a challenging task. He also argued that 
these needs are organized in a hierarchy, with lower order biological and safety needs at 
the bottom, and higher order self-actualization and transcendence needs at the top, as in 
Figure 9.1.

Self-actualization 
the desire for personal 
fulfilment, to develop 
one’s potential, to 
become everything 
that one is capable of 
becoming.

Stop anD think

How could you use Maslow’s framework to explain a friend’s preference for either 
the freedom and flexibility of working freelance in the gig economy, or the security 
and social contact provided by working in a conventional organization?

This hierarchy, Maslow argued, has the following properties:

1. A need is not an effective motivator until those lower in the hierarchy are more or less 
satisfied. A satisfied need is not a motivator, and we have an innate desire to work our 
way up the hierarchy.
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2. Lack of need satisfaction can affect mental health. Consider the frustration, anxiety and 
depression that can arise from lack of self-esteem, loss of the respect of others, an inabil-
ity to sustain relationships, and an inability to develop one’s capabilities.

3. The experience of self-actualization stimulates desire for more. Maslow claimed that 
self-actualizers have ‘peak experiences’. When you have had one of these, you want 
another.

Maslow did not intend this hierarchy to be regarded as rigid, but as a typical picture of 
how human motivation is likely to develop under ideal conditions.

Maslow’s theory has been criticized as reflecting white American middle class values 
in the mid-twentieth century. However, Louis Tay and Ed Diener (2011) have found that 
subjective well-being is associated with need fulfilment around the world. They analysed 
data from the Gallup World Poll which asks about six needs: food and shelter, safety and 
security, social support, respect and pride, mastery, and self-direction. This poll covers 
over 60,000 people in 123 countries in eight regions: Africa, East and South Asia, Former 
Soviet Union, Latin America, Middle East, Northern Europe, South East Asia, and Southern 
Europe. Need fulfilment was important for well-being in 80 per cent of those surveyed. A 
survey of 130 bank managers in Bangladesh also found support for Maslow’s needs hier-
archy (Rahman and Nurullah, 2014). It seems that the needs identified by Maslow may be 
universal, and independent of culture.

Table 9.4: Nohria and Maslow compared

Nohria’s emotional needs Maslow’s hierarchy of needs

Acquire Biological, esteem

Bond Affiliation, esteem

Comprehend Knowing and understanding, Freedom of enquiry

Defend Safety

Maslow’s theory is still valuable, in recognizing that behaviour depends on a range 
of needs, drives and motives. His ideas still influence management practice concerning 
rewards, management style and work design. Many techniques such as job enrichment, 
total quality management, process redesign, self-managing teams, ‘new leadership’ and 
engagement have been influenced by his thinking. His framework is also consistent with 
emotional needs theory (see Table 9.4).
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Process theories
Theories of motivation that focus on how we make choices with respect to goals are known 
as process theories. Unlike content theories, process theories give us a role in deciding our 
goals and how to pursue them. Individuals are motivated by different outcomes. Cultures 
encourage different patterns of motivation. Content theories, in contrast, are universalist – 
applying to everyone regardless of culture. We will explore four process theories of work 
motivation, equity theory, expectancy theory, goal-setting theory and inner work life theory.

Equity theory
Several theorists have argued that we look for a just or equitable return for our efforts. The 
calculation of what is just or equitable depends on the comparisons we make with others. 
Equity theory is thus based on our perceptions of fair treatment. Stacy Adams (1963, 1965) 
argued that we are motivated to act in situations which we perceive to be inequitable or 
unfair. Inequity occurs when you get either more or less than you think you deserve. The 
theory is based on perceptions of inequity, but is traditionally called equity theory.

This theory explains behaviour using perceptions of social comparisons. Equity the-
ory argues that, the more intense the perceived inequity, the higher the tension, and the 
stronger the motivation to act. Adams argues that we respond differently to ‘over-reward’ 
and ‘under-reward’. We usually see a small over-reward as ‘good luck’, and do nothing, but 
a modest under-reward is not easily accepted.

How do you calculate inequity? Adams argued that we compare our rewards (pay, rec-
ognition) and contributions (time, effort, ideas) with the outputs and inputs of others. We 
have equity when these ratios are equal:

My rewards (minus my costs)
=

Your rewards (minus your costs)

My efforts and contributions Your efforts and contributions

Rewards can include a range of tangible and intangible factors: pay, status symbols, 
fringe benefits, promotion prospects, satisfaction, job security. Inputs similarly relate to any 
factor that you believe you bring to the situation, including age, experience, skill, educa-
tion, effort, loyalty and commitment. The relative priority or weighting of these various fac-
tors depends on the individual’s perception.

How do you resolve inequity? Let’s imagine that you are working as a waitress/waiter in a 
restaurant in Gamla Stan (the Old Town) in Stockholm and you discover that Annika is earning 
35 Swedish kroner (about US$4.0) an hour more than you, for the same work (about US$160 
a week more than you). Table 9.5 shows Adams’ seven strategies for reducing this inequity.

Choice of strategy is a sensitive issue, and equity theory does not predict which strat-
egy an individual will choose. Each option has different short-term and long-term conse-
quences. Arguing with your manager, reducing your input or making Annika do the hard 
work may reduce inequity in the short term, but could have long-term consequences for 
your relationships and employment at this location.

Equity theory a 
process theory of 
motivation which 
argues that perception 
of unfairness leads 
to tension, which 
motivates the individual 
to resolve that 
unfairness.

Table 9.5: Strategies for reducing inequity

Strategy Example

1. Alter your outcomes Persuade the manager to increase my pay

2. Adjust your inputs I won’t work as hard as Annika

3. Alter the comparison person’s outcomes Persuade the manager to cut Annika’s pay

4. Alter the comparison person’s inputs Leave the difficult tasks to Annika

5. Compare with someone else Per gets the same as I get

6. Rationalize the inequity Annika has worked here for much longer

7. Leave Get another job
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action to
resolve

ask manager for
raise, or get you

to do all the
hard work

motivation to
resolve

I’m going to do
something about

this

experience of
tension

this is unfair and
I’m annoyed

perception of
inequity (1)

you’re paid more
than me for the

same effort

equity restored

my efforts and
rewards are now
comparable with

yours

action to
resolve

I’m going to put
in more effort

than you to
compensate

motivation to
resolve

I’m going to
do something

about this

experience of
tension

this is unfair
and I feel guilty

perception of
inequity (2)

I’m paid more
than you for

the same effort

equity restored

my efforts and
rewards are now
comparable with

yours

Figure 9.2: Equity theory – causal chains

The theory’s predictions of behaviour for over- and under-reward are shown in Figure 9.2.
Evidence from laboratory research supports the theory, and confirms that people who 

are overpaid reduce their perceived inequity by working harder. Studies in real settings also 
broadly confirm equity theory predictions. Interestingly from a management perspective, 
perceived equity seems to lead to greater job satisfaction and organizational commitment 
(Sweeney et al., 1990).

Equity theory has some problems. A number of quantitative and qualitative variables 
have to be considered when calculating an equity ratio. These variables depend on indi-
vidual perception, and are difficult to measure. Different people use different timescales 
when calculating fairness; short-term calculations may be different from long-term implica-
tions. There are individual differences in tolerance levels, and not everyone will respond in 
the same way to a particular level of inequity. Whether or not you believe there is a valid 
explanation for inequity will also moderate your response.

Equity theory also overlooks the wider organizational context in two ways. The first 
concerns the basis of our social comparisons, which can be extremely varied. Some of us 
compare our situations with immediate colleagues, while others make comparisons with 
people in other organizations, sectors and countries. There is no rationale for preferring 
one basis of comparison to another. The second way in which equity theory ignores context 
concerns the systemic inequities in capitalist economies. Colleagues may receive the same 
treatment from their employing organization (perception of equity) while being exploited 
by more senior individuals in positions of wealth, influence and power (perception of ineq-
uity). However, this inequity is a ‘normal’ feature of capitalist society, and is thus difficult 
to challenge.

Stop anD think

What actions would you take if you were earning just a little more than Annika in 
our example from the Stockholm restaurant?

What actions would you take if you were earning very much more than Annika?

To what extent do you think equity theory can make accurate predictions of your 
behaviour in inequitable situations like these?

Equity theory has implications for practice. Employees compare pay, even in organiza-
tions that insist on pay secrecy. Perceived inequity generates resentment. Comparisons are 
often subjective and imprecise, particularly where they are based on rumour. It is important 
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to recognize that perceptions of inequity generate tension, even where there is actually little 
inequity. It may thus be important to provide accurate information about rewards, and the 
links between effort and rewards.

Expectancy theory
A motive is an outcome that has become desirable. The process through which outcomes 
become desirable is explained by the expectancy theory of motivation.

Cognitive theories in psychology assume that we are purposive, and that we are aware 
of our goals and actions. Expectancy theory is a cognitive theory, and was developed by the 
American psychologist Edward C. Tolman in the 1930s as a challenge to the behaviourist 
views of his contemporaries. Tolman argued that behaviour is directed by the expectations 
that we have about our behaviour leading to the achievement of desired outcomes.

For work motivation to be high, productive work has to be seen as a path to valued 
goals. If you need more money, and if you expect to get more money for working hard, then 
we can predict that you will work hard. If you still need more money, but if you expect that 
hard work will only result in happy smiles from the boss, then we can predict that you will 
decide not to work hard (unless you value happy smiles). This theory thus assumes that 
we behave in ways that are instrumental (that is, will lead us) to the achievement of our 
valued goals.

The American psychologist Victor H. Vroom (1964) developed the first expectancy theory 
of work motivation, based on three concepts: valence, instrumentality and expectancy. 
This is known as valence–instrumentality–expectancy theory – expectancy theory for short.

Instrumentality and expectancy are both subjective probabilities. What is important is 
what the individual estimates to be the likelihood of good performance leading to valued 
rewards, and of effort leading to good performance, respectively.

The force (F) of your motivation to work hard is the result of the product (multiplication) 
of these three variables and not the sum (addition). This is because, if one of the variables is 
zero, then, despite the value of the other two, the product, F, will be zero, and that is what 
we would expect. This cumbersome explanation is expressed in the expectancy equation:

F =  V × I × E

What is the effect of a low ‘V’ value? If you do not care what grade you get for your next 
assignment, then you will not be motivated to work hard for it.

What is the effect of a low ‘E’ value? If you believe that long hard hours in the library 
will not get you a high assignment grade, then you will not be motivated to work hard.

What is the effect of a low ‘I’ value? If you believe that a good grade will not lead to a cho-
sen qualification, or to your preferred career, then you will not be motivated to work hard.

Only when all three of the terms in the expectancy equation are positive and high will 
the motivating force be positive and strong. However, behaviour often has several out-
comes. Working hard affects our performance, level of fatigue, social life, today’s pay and 
tomorrow’s promotion. The expectancy equation thus has to be summed for all possible 
outcomes. The full expectancy equation is:

F = Σ (V × I × E)

The sign Σ is the Greek letter sigma, which means ‘add up all the values of the calculation 
in the brackets’. Note that there will be only a single E value, concerning the probability 
that high effort will lead to high performance. However, there will be several different I 
values, one for each rated outcome, concerning the probability that these will be obtained.

Expectancy theory 
a process theory 
which argues that 
individual motivation 
depends on the 
valence of outcomes, 
the expectancy that 
effort will lead to good 
performance, and 
the instrumentality 
of performance in 
producing valued 
outcomes.

Valence the perceived 
value or preference that 
an individual has for 
a particular outcome, 
and can be positive, 
negative or neutral.

instrumentality the 
perceived probability 
that good performance 
will lead to valued 
rewards, and is 
measured on a scale 
from 0 (no chance) to 1 
(certainty).

Expectancy the 
perceived probability 
that effort will result in 
good performance, and 
is measured on a scale 
from 0 (no chance) to 1 
(certainty).

Stop anD think

Why would a highly motivated individual perform badly? Why might an individual 
with a very low level of motivation be a poor performer? And why could a very 
competent individual have a low expectancy of performing well?

Edward Chace 
Tolman (1886–1959)
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In summary:

r� Expectancy theory states that behaviour results from a conscious decision-making pro-
cess based on expectations, or subjective probabilities, that the individual has about the 
results of different behaviours leading to performance and to rewards.

r� Expectancy theory can explain individual differences in motivation and behaviour.

r� Expectancy theory measures the strength of the individual’s motivation to behave in par-
ticular ways.

r� Expectancy theory assumes that behaviour is rational, and that we are aware of our 
motives.

Expectancy theory has several management consequences:

r� The link between effort and performance must be clear, but there is no point in offering 
rewards that are not valued.

r� If employees are told to do one thing but rewarded for doing another, they will focus on 
behaviours that are rewarded and ignore other instructions.

r� Money is only one of several extrinsic rewards; to be motivating it must be linked to per-
formance and be seen as equitable.

r� If different employees value different kinds of rewards, it may help to introduce a ‘cafete-
ria benefits’ scheme, offering a choice of fringe benefits.

r� The value of different rewards may change with time and has to be monitored.

In other words, to ensure low motivation and poor performance: (1) keep performance 
goals vague and ambiguous; (2) reward behaviour other than good job performance;  
(4) offer rewards which employees do not value; (5) concentrate on money and ignore 
other intrinsic and extrinsic rewards; (6) ensure that performance ratings are subjective and 
inconsistent.

These arguments have led many organizations to consider total rewards, which takes 
into account all of the extrinsic and intrinsic rewards that can be used to attract, motivate 
and retain employees. This involves developing a comprehensive approach that covers pay 
and fringe benefits, the design of jobs and experience of work (recognition, autonomy, 
work–life balance, personal development), as well as the organization culture and physical 
work environment – everything that is of potential value to employees (CIPD, 2015a).

total rewards all 
aspects of work that are 
valued by employees, 
including recognition, 
development 
opportunities, 
organization culture 
and attractive work 
environment, as well as 
pay and other financial 
benefits.

Stop anD think

Think about the job that is ideal for you, in your ideal organization. Apart from pay, 
what other benefits and rewards do you want that job and that organization to give 
you? Realistically, what does your personal ‘total rewards’ package contain?

Managerial motivational spillover
Does your manager’s motivation affect you? Jean-
Francois Coget (2011) reports research in a travel agency 
call centre involving over 1,000 customer service rep-
resentatives (CSRs), with 400 managers. The call cen-
tre had just adopted a new service technology. Were 
the CSRs motivated to adopt this new technology? The 
study found that managers’ own motivations influenced 
their CSRs. When managers adopted the new technol-
ogy themselves, CSRs were more likely to do so, and as 

managers’ motivation to adopt the technology increased, 
so did that of their CSRs.

Motivation was measured using Vroom’s expectancy 
theory, which argues in this case that the motivation to 
adopt the new technology depends on (1) expectancy: 
the belief that this will increase performance; (2) instru-
mentality: the judgement that increasing performance 
will result in positive outcomes such as more pay; and  
(3) valence: the extent to which those outcomes are 
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desired. The expectancy and instrumentality (but not 
valence) of the managers appeared to be mirrored by 
their CSRs, probably as a result of social learning, as CSRs 
modelled the attitudes and behaviours of their manag-
ers. However, this motivational effect was stronger for 
charismatic managers, who also affected the valence 
(desirability of outcomes) of their CSRs. Non-charismatic 
managers who supported the new technology actually 
reduced the extent to which their CSRs valued the new 
tool.

The manager wishing to encourage specific behav-
iours in subordinates should thus be motivated to engage 
in those behaviours themselves, and being a charismatic 
leader also helps.Source: www.CartoonStock.com

Goal-setting theory
Goal-setting theory is another process theory of motivation, which attempts to predict 
and explain work behaviour. However, the main advocate of this approach, Edwin Locke 
(1968), once argued that ‘goal-setting is more appropriately viewed as a motivational tech-
nique rather than a formal theory’ (Locke, 1975, p.465). Is seems to be both a theory and a 
technique.

Goal theory has four propositions which are well-supported by research (Locke and 
Latham, 1990):

1. Challenging goals lead to higher levels of performance than simple and unchallenging 
goals. Difficult goals are also called ‘stretch’ goals because they encourage us to improve.

2. Specific goals lead to higher levels of performance than vague goals such as ‘do your 
best’. It is easier to adjust our behaviour when we know precisely what is required of us. 
Goals should thus be SMART: specific, measurable, attainable, realistic and time-related.

3. Participation in goal setting can improve performance by increasing commitment to 
those goals, but managerially assigned goals that are adequately explained and justified 
can also lead to high performance.

4. Knowledge of results of past performance is necessary for effective goal achievement. 
Feedback contains information and is also motivational.

This theory has been tested mainly in situations where short-term targets can be 
expressed in clear and quantifiable terms. It is unclear if the theory applies to longer-term 
goals, say over a period of years, as targets are likely to be more qualitative and to change 
as circumstances alter. It is also uncertain whether this applies where goals are difficult to 
measure, such as in most types of professional work. Another limitation is the focus on 
individual goals and performance rather than on teamwork.

Herminia Ibarra (2015) suggests that mobile and wearable devices (smartphones and 
Fitbits), and other technology tools, are making ‘the quantified self’ and goal-setting more 
popular. BetterWorks, in Palo Alto California (www.betterworks.com), designs perfor-
mance tracking software that allows individuals to set and share goals, log progress on the 
company dashboard, and get feedback (‘cheers’ or ‘nudges’) from colleagues through a 
smartphone app. This approach is used by Google, Twitter and Intel, and BetterWorks has 
50 other customers (The Economist, 2015). This does not solve the problem that aspects 
of work that are difficult to measure (‘thinking strategically’, for example) may be over-
looked by the focus on problems and activities with clear ‘OKRs’ – objectives and key 
results. Another problem is that the pursuit of goals interferes with learning; people want to 

Goal-setting theory 
a process theory of 
motivation which argues 
that work motivation 
is influenced by goal 
difficulty, goal specificity 
and knowledge of 
results.

M09_BUCH2881_09_SE_C09.indd   291 07/26/16   8:41 PM

www.betterworks.com
www.CartoonStock.com


292 Chapter 9 Motivation

look good by getting results, rather than spending ‘downtime’ developing new capabilities. 
Ibarra (2015) explains:

Imagine this, not too far-fetched situation: a manager sets a goal of ‘becoming a better 
listener’. Aided by polling tools that provide continual, anonymous feedback from his or 
her direct reports and name badges with sensors that track location, face-to-face interac-
tion, gestures and speech dynamics – technologies that are already available – the man-
ager might realise that listening is easier in the morning, and schedule accordingly. That 
would be a benefit. But she might also start unconsciously avoiding people with whom 
listening is harder, in order to keep her numbers up.

Driving people hard
The secret to a happy workforce, says Charles Morgan, 
the third-generation head of The Morgan Motor 
Company, is not so much that they work for a family 
company but that there is a long-term plan and a product 
of which they can be proud. Morgan, founded in 1910, 
employs 190 staff in Malvern, Worcestershire, producing 
1,000 of its trademark cars a year, which speak of a dif-
ferent age when British automotive design and engineer-
ing were at their height.

The relaunch (in 2011) of the Morgan three-wheeler, 
the model that originally made the 101-year-old com-
pany’s name, should take production up to 1,500 next 
year. ‘We can think in the long term and are very loyal 
to our staff’, Mr Morgan said. ‘We drive people hard but 
this is because we know they enjoy the pressure. We 
work to task not to the clock but are flexible so people 
can build up time off. We also have an open-door policy, 
which means the customer can come and see their car 
made. That is fairly powerful for staff and increases their 
satisfaction in a product in which they can be proud. We 
have made a commitment to launching a new model 
every year and that brings its own incentives for peo-
ple, it puts people on their toes and they can see what 
they are doing next’, he said. ‘It also helps that when 
Aston Martin and Bentley were laying off people during 
the recession, we did not let anyone go. It helps here 
that people feel they are not working for a company 
which might make arbitrary decisions based on moves 
in exchange rates and labour costs’, Mr Morgan said  
(© Lea, News International Trading Ltd, 19 July 2011).A
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Inner work life theory
Equity, expectancy and goal-setting theories of motivation allow us to make choices, imply-
ing a rational, logical, reasoned approach to the decisions that shape our behaviour. They 
do not allow for the influence of emotions. The inner work life theory developed by Teresa 
Amabile and Steven Kramer (2007) argues that our behaviour and work performance are 
influenced by the way in which our perceptions, motives and emotions interact with each 
other, triggered by everyday events.

Our private thoughts and feelings may not be visible to others, but we do not leave them 
at home when we go to work. To find out how the dynamics of our ‘inner work life’ can 
affect performance, Amabile and Kramer asked 238 professionals from 26 project teams to 
complete a personal diary, in a standard format, every day for the duration of their projects. 
The researchers sent daily emails to each professional, asking for a description of an event 
that stood out in their mind that day and how that made them feel (similar to the critical 
incident method used by Herzberg, described below). This gave the researchers around 
12,000 diary entries to analyse, revealing the richness and intensity of people’s inner work 
lives, what they call ‘the reality management never sees’.

inner work life 
theory a process 
theory of motivation 
which argues that 
our behaviour and 
performance at work 
are influenced by 
the interplay of our 
perceptions, emotions, 
and motives.
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One of the main implications of this perspective concerns the role of emotions. 
Neuroscience has shown that cognition (including perception) and emotion are closely 
linked. Events at work trigger a combination of perceptual, emotional and motivational 
processes. The way in which these processes interact shapes our behaviour and our perfor-
mance at work.

The researchers conclude that we perform better when our work experiences include 
more positive emotions, stronger intrinsic motivation and more favourable perceptions of 
the work, the team, management and the organization. Positive emotions, perceptions and 
motivation were also linked to creativity. Productivity, commitment and collegiality also 
improve when we ‘are in a good mood’.

The management implications of this research differ from those of other motivation theo-
ries, which emphasize the ‘daily pat on the back’ and attempts to make work fun. This 
research suggests instead that the two most important management behaviours involve 
‘enabling people to move forward in their work’ and ‘treating them decently as human 
beings’.

1. Enable progress
The factor that made the difference between ‘good days’ and ‘bad days’ for the respondents 
in this study was a sense of being able to make progress. This could mean achieving a goal, 
accomplishing a task, solving a problem. The worst days – frustrating, sad, fearful – were 
characterized by setbacks, and even small delays could have this impact. Managers should:

r� provide direct help and do not get in the way;

r� make sure that time and other resources are adequate;

r� react to successes and failures with a learning orientation;

r� set clear and unambiguous goals (as goal theory suggests).

2. Manage with a human touch
Interpersonal relationships are also important, treating people fairly and with respect. These 
events had almost as much impact as ‘enabling progress’ on the distinction between good 
and bad days. Praise in the absence of real progress has little positive impact, and can 
arouse cynicism. Good progress without recognition leads to anger and sadness.

No play, no stay
If you have fun at work, are you less likely to leave? 
Michael Tews et al. (2014) studied the relationship 
between fun and employee turnover in a national restau-
rant chain in the US. Turnover is a constant problem in 
this sector, which tends to employ younger workers. The 
researchers surveyed almost 300 recently employed staff 
in 20 restaurants. Fun activities included social events, 
teambuilding tasks, competitions and public celebrations 
of achievements and milestones. Fun activities on their 
own, however, had little effect on staff turnover. Staff 
retention was improved where managers were seen to 

support the idea of having fun at work, and where the 
fun involved opportunities to socialize and to develop 
quality relationships with colleagues. The researchers 
conclude that ‘entry-level employees in the hospitality 
industry appear to particularly value coworkers who are 
friendly, outgoing and who socialize with one another, 
as well as managers who allow and encourage fun on 
the job’ (Tews et al., 2014, p.931). If an organization has 
problems retaining staff, supporting a workplace environ-
ment where staff can have fun together could help to 
solve the problem.

The social process of motivating others
Motivation can also be seen as a social influence process. The advice in the previous sec-
tion, about enabling progress and ‘managing with a human touch’, illustrates this. The gen-
eral question is, how do we motivate others to do what we want them to do? The question 
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for management is, how do we motivate employees to perform well? Many jobs are still 
designed using the methods of the American engineer Frederick Winslow Taylor (1911). 
Taylor’s scientific management approach to designing jobs (see Chapter 14) is as follows:

1. Decide on the optimum degree of task fragmentation, breaking down a complex job into 
a sequence of simple steps.

2. Decide the one best way to perform the work, through studies to discover the most effec-
tive method for doing each step, including workplace layout and design of tools.

3. Train employees to carry out these simple fragmented tasks in the manner specified.

4. Reward employees financially for meeting performance targets.

Stop anD think

You are employed on a job in which you repeat the same simple task every 
�� seconds, perhaps wiring plugs for lamps, ���� am until ���� pm, every day 
with a 
lunch break), five days a week. Describe your emotional response to this work.

Is it inevitable that some jobs just have to be like this, given the nature of work and 
technology, and the need to keep quality high and costs low?

Task fragmentation has advantages:

r� employees do not need expensive and time-consuming training;

r� repeating one small specialized task makes employees very proficient;

r� unskilled work gets lower pay; and

r� some of the problems of achieving controlled performance are simplified.

The disadvantages include:

r� repetitive work is very boring;

r� the individual’s contribution to the organization is meaningless and insignificant;

r� monotony leads to apathy, dissatisfaction and carelessness; and

r� the employee does not develop skills that might lead to promotion.

Taylor’s approach to job design appears logical and efficient, but it creates jobs that do 
not stimulate motivation or improve performance. Taylor had a simplified view of human 
motivation, regarding ‘lower level’ employees as ‘coin operated’ and arguing that the 
rewards for working as instructed should be financial. Taylor’s methods are more likely 
to encourage absenteeism and sabotage than commitment and flexibility. Managers are 
thus interested in theories of motivation as sources of alternative methods for encouraging 
motivation and high performance. During the 1960s and 1970s, these concerns created the 
Quality of Working Life (QWL) movement whose language and methods are still influential 
today. One QWL technique is job enrichment.

The concept of job enrichment was first developed by the American psychologist 
Frederick Herzberg (1966, 1968). However, more recent research suggests that many 
employees today respond in ways that his theory predicts (Basset-Jones and Lloyd, 2005). 
To discover what factors affected job satisfaction and dissatisfaction, 203 Pittsburgh engi-
neers and accountants were asked two ‘critical incident’ questions. They were asked to 
recall events which had made them feel good about their work, and events which had made 
them feel bad about it.

Analysis of these incident narratives showed that the factors which led to job satisfaction 
were different from those which led to job dissatisfaction. Herzberg called this a ‘two factor 
theory of motivation’, the two sets of factors being motivator factors and hygiene factors, 
summarized in Table 9.6. Motivators are also known as (job) content factors, while hygiene 
factors are known as (organizational) context factors.

Job enrichment 
a technique for 
broadening the 
experience of work 
to enhance employee 
need satisfaction and to 
improve motivation and 
performance.

Motivator factors 
aspects of work which 
lead to high levels of 
satisfaction, motivation 
and performance, 
including achievement, 
recognition, 
responsibility, 
advancement, growth 
and the work itself.

hygiene factors 
aspects of work which 
remove dissatisfaction, 
but do not contribute 
to motivation and 
performance, including 
pay, company policy, 
supervision, status, 
security and physical 
working conditions.

M09_BUCH2881_09_SE_C09.indd   294 07/26/16   8:41 PM



 The social process of motivating others 295

Table 9.6: Motivator and hygiene factors

Motivator factors (job content) Hygiene factors (organizational context)

Achievement Pay

Advancement Company policy

Growth Supervisory style

Recognition Status

Responsibility Security

The work itself Working conditions

Herzberg (1987, p.31) claimed that this pattern of motivation had been identified in 
Finland, Hungary, Italy, Israel, Japan and Zambia. In South Africa, however, while manag-
ers and skilled workers, black and white, produced the expected results, unskilled workers’ 
satisfaction appeared to be dependent on hygiene. Herzberg claimed that ‘the impoverished 
nature of the unskilled workers’ jobs has not afforded these workers with motivators – thus 
the abnormal profile’. He also cites a study of unskilled Indian workers who were ‘operat-
ing on a dependent hygiene continuum that leads to addiction to hygiene, or strikes and 
revolution’.

According to this theory, the redesign of jobs to increase motivation and performance 
should thus focus on motivator or content factors. Improvement in the hygiene or con-
text factors, Herzberg (1968) argued, will remove dissatisfaction, but will not increase 
motivation and performance. He suggested using vertical loading factors to achieve job 
enrichment.

The way in which a job is designed determines the rewards available, and what the 
individual has to do to get those rewards. It helps to distinguish intrinsic rewards and 
extrinsic rewards.

Intrinsic rewards are valued outcomes within the control of the individual, such as feel-
ings of satisfaction and accomplishment. For some of us, and for some actions, the out-
come is its own (intrinsic) reward. Mountaineers, poets, athletes, authors, painters and 
musicians are usually familiar with the concept of intrinsic reward. Few people ever get 
paid for climbing hills, and there are few wealthy poets on this planet. Extrinsic rewards 
are valued outcomes that are controlled by others, such as recognition, promotion or pay 
increases.

The relationships between performance and intrinsic reward are more immediate than 
those between performance and extrinsic reward. Intrinsic rewards are thus more important 
influences on our motivation to work. It has long been argued that ‘eat what you kill’ incen-
tive reward schemes do not work well (Kohn, 1993; Aguinis et al., 2013). Money is not an 
overriding concern for most people, and ‘bribing’ people to perform better with cash incen-
tives can be seen as manipulative. Incentive pay schemes also discourage risk taking and 
creativity, and undermine interest in the job itself. Extrinsic rewards might buy compliance, 
but they do not encourage commitment.

The Job Characteristics Model (Figure 9.3) describes the job enrichment strategy of 
Richard Hackman and Greg Oldham (1974; Hackman et al., 1975). This model sets out 
the links between the features of jobs, the individual’s experience, and outcomes such as 
motivation, satisfaction and performance. The model suggests that jobs can be analysed in 
terms of five core dimensions:

1. Skill variety: making use of different skills and abilities.

2. Task identity: providing a ‘whole’ and meaningful piece of work.

3. Task significance: how the job affects the work of others.

4. Autonomy: the degree of independence and discretion.

5. Feedback: providing performance information.

Vertical loading 
factors methods 
for enriching work 
and improving 
motivation, by removing 
controls, increasing 
accountability, and by 
providing feedback, 
new tasks, natural 
work units, special 
assignments and 
additional authority.

intrinsic rewards 
valued outcomes or 
benefits which come 
from the individual, 
such as feelings 
of satisfaction, 
competence, self-esteem 
and accomplishment.

Extrinsic rewards 
valued outcomes or 
benefits provided 
by others, such as 
promotion, pay 
increases, a bigger 
office desk, praise and 
recognition.
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This model also takes into account individual differences in growth need strength, 
which is similar to Maslow’s concept of self-actualization.

Growth need strength (GNS) is an indicator of your willingness to welcome personal 
development through job enrichment. The causal chain, from job redesign through indi-
vidual experience, to performance outcomes, depends on GNS. With employees whose GNS 
is low, an enriched job is unlikely to improve their performance.

Growth need 
strength a measure 
of the readiness 
and capability of an 
individual to respond 
positively to job 
enrichment.

Stop anD think

Your instructor offers to enrich your educational experience of studying 
organizational behaviour, with additional classes and tutorials, further reading, and 
extra feedback and revision sessions. There is no guarantee, however, that this will 
increase your course grades. How do you feel about this offer?

job redesign options combine tasks
create natural work units
establish client relationships
open feedback channels
vertical loading

change the nature of the job by increasing skill variety
task identity
task significance
autonomy
feedback

improve the work experience with more meaning
responsibility
knowledge of results

performance outcomes increased job satisfaction and
work motivation
higher quality of work performance
lower absenteeism and employee
turnover

Figure 9.3: The Job Characteristics Model

Source: based on Hackman et al. (1975, p.62).

To assess jobs on the core dimensions, Hackman and colleagues developed a question-
naire called the job diagnostic survey (JDS).

Skill variety and autonomy are measured in the JDS by questions such as:

How much variety is there in your job? That is, to what extent does the job require you to 
do many different things at work, using a variety of your skills and talents?

How much autonomy is there in your job? That is, to what extent does your job permit 
you to decide on your own how to go about doing the work?

Respondents rate their answers to these questions on a seven-point scale. The JDS thus pro-
vides operational definitions (glossary) of the variables in the model. The core job dimen-
sions are independent variables, and critical psychological states and performance outcomes 
are dependent variables (see Chapter 1). Growth need strength is a mediating variable in 

Job diagnostic 
survey a questionnaire 
which assesses the 
degree of skill variety, 
task identity, task 
significance, autonomy 
and feedback in jobs.

M09_BUCH2881_09_SE_C09.indd   296 07/26/16   8:41 PM



 The social process of motivating others 297

this causal chain. The JDS can be used to establish how motivating a job is, by calculating 
the motivating potential score (MPS) from answers across groups of employees doing the 
same job.

The MPS is calculated using the values of the variables measured by the JDS:

MPS =
 (skill variety + task identity + task significance) 

× autonomy × feedback
3

The first part of this equation concerns aspects of the job. The second part concerns how 
the work is managed. Autonomy and feedback are more important than the other dimen-
sions. The equation reflects this by treating them as two separate components. Only the 
arithmetic mean of the ratings for skill variety, task identity and task significance is used. 
If one of the three main components – job aspects, autonomy, feedback – is low, then the 
MPS will be low. A near-zero rating on either autonomy or feedback, for example, would 
pull the score down disproportionately (five times zero equals zero). A near-zero rating on 
task variety, identity or significance would not have much impact on the overall score. The 
five core dimensions stimulate three psychological states critical to high work motivation, 
job satisfaction and performance. These critical psychological states are:

1. Experienced meaningfulness: the extent to which the individual considers the work to be 
meaningful, valuable and worthwhile. (Susie Cranston and Scott Keller, 2013, call this 
the ‘meaning quotient’, which inspires employees to perform at their peak.)

2. Experienced responsibility: the extent to which the individual feels accountable for their 
work output.

3. Knowledge of results: the extent to which the individual knows and understands how 
well they are performing.

Jobs with high MPS are more likely to lead to the experience of critical psychological 
states than jobs with low scores. Expectancy theorists argue that all three critical states, and 
not just one or two, must be present if the personal and work outcomes on the right-hand 
side of the model are to be achieved. The MPS is only a guide to how motivating a job will 
be as different employees can have different perceptions of the same job. Those who put a 
low value on personal growth (revealed by a low GNS score) will not respond as the model 
suggests. No point, then, in offering them enriched jobs, unless one believes that the experi-
ence of personal development can in itself stimulate future growth need.

The model also shows how the motivating potential of jobs can be improved by applying 
five implementing concepts. These (including vertical loading, from Herzberg) are:

1. Combine tasks. Give employees more than one part of the work to do, to increase variety 
and contribution to the product or service.

2. Form natural work units. Give employees meaningful patterns of work, to increase indi-
vidual contribution and task significance.

3. Establish client relationships. Give employees responsibility for personal contacts, to increase 
variety, autonomy, and feedback (see the research box ‘Here’s looking at you, chef’).

Motivating potential 
score an indicator of 
how motivating a job 
is likely to be for an 
individual, considering skill 
variety, task identity, task 
significance, autonomy 
and feedback.

Here’s looking at you, chef
Scott Berinato (2014) interviewed Ryan Buell, a researcher 
at Harvard Business School, whose study (with colleagues 
Tami Kim and Chia-Jung Tsay) found that chefs made 
better meals when they could see their customers. Using 
a real cafeteria, and a video-conferencing arrangement, 
Buell set up four different scenarios. In the first of these, 

chefs and diners could not see each other. Second, din-
ers could see the chefs. Third, chefs could see the din-
ers. Finally, chefs and diners could see each other. 
Customers were surveyed about the service and the food. 
Satisfaction with the food was 10 per cent higher when 
the chefs could see their customers than when they could 

➔
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not see them. When customers and chefs could all see 
each other, customer satisfaction was over 17 per cent 
higher.

Buell argues that seeing the customer makes employ-
ees feel more appreciated and satisfied, and more moti-
vated to perform well. The study also showed that it 
was not just the customers’ perception of quality that 
improved; the food did get better. Buell explained:

During the experiment we had an observer in the 
kitchen taking notes and timing service. Normally, 
chefs would make eggs on the grill in advance, 

adding them to plates as needed and often overcook-
ing them. When we turned on the screens and the 
chefs saw the customers, they started making eggs to 
order more often. … There’s something refreshingly 
human about the idea that just seeing each other can 
make us more appreciative and lead to objectively bet-
ter outcomes. (Berinato, 2014, pp.34, 35)

The researchers conclude that ‘opening up the work 
environment’ in this way, creating a relationship with the 
customers, can motivate chefs to higher levels of perfor-
mance, for little or no cost.

4. Vertical loading. Increase autonomy, by giving employees responsibilities normally allo-
cated to supervisors, such as work scheduling, problem solving, training others and 
recruitment decisions.

5. Open feedback channels. Give employees performance summaries and corporate 
information. Feedback tells people how well they are doing, and provides a basis for 
improvement.

Job enrichment methods are important in an economic downturn, when costs are cut, 
jobs are lost and work motivation is imperative. However, is a model from the 1970s rele-
vant today? Maria Karanika-Murray and Georges Michaelides (2015) identify nine workplace 
characteristics that affect motivation and performance. Three of these support employee 
autonomy: responsibility for decision making, involvement in work planning and role flex-
ibility. Three support competence: feedback, appreciation, and supportive management. 
Three support relatedness: social support, trust, and sense of community. These character-
istics are similar to the JCM core dimensions of autonomy, variety, feedback, significance 
and task identity, indicating that the approach is still valid.

Recognizing that individuals have different motivational profiles, attention has also 
focused on designing and enriching jobs, through three other routes: ‘job sculpting’, ‘job 
crafting’ and ‘i-deals’.

Job sculpting first identifies what interests and challenges employees; new technology, 
developing theories, mentoring others, negotiating and persuading. Jobs, special assign-
ments and career paths can then be ‘sculpted’ to match those interests, enhance motivation 
and performance, and discourage people from leaving. Timothy Butler and James Waldroop 
(1999) describe a bank lending officer, who was good at customer services but was inter-
ested in theory and conceptual thinking. He was about to leave the company until it gave 
him a role in competitive analysis and strategy formulation.

Job crafting involves individuals adapting jobs to fit more closely their skills and interests 
by making adjustments to activities, time commitment and work intensity, and ‘task trad-
ing’ with colleagues. Amy Wrzesniewski and Jane Dutton (2001) argue that most employ-
ees do this naturally. Teams can also craft their work, leading to improved engagement and 
performance (Tims et al., 2013).

I-deals are personally negotiated – idiosyncratic – work arrangements that differ from 
those of co-workers, and can include pay and other benefits, work at home arrangements, 
flexible hours, special projects, and training and development opportunities. Traditionally 
this approach may have been limited to ‘superstars’ who had the power to negotiate their 
own special packages (top musicians and movie stars, for example). Denise Rousseau and 
colleagues (2006) conclude that these deals are now widespread in many organizations, in 
response to increasing complexity, and the pace of change.
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Engagement and high performance
Employee engagement is a fashionable topic, but it is not new. The idea came from William A. 
Kahn (1990), whose work initially had little impact on either practice or research. That is sur-
prising because engagement is often discussed in terms of ‘discretionary effort’, ‘going the extra 
mile’, ‘feeling valued’ and ‘passion for work’ (CIPD, 2014b). Reviewing the history of the con-
cept, Frank Giancola (2014) describes how engagement was promoted in the US by management 
consultants, and in Europe by academics. Although the term has been defined and measured in 
several different ways, there appear to be links between engagement, on the one hand, and job 
satisfaction, commitment and improved performance, on the other. Engagement has thus been 
described as a ‘bottom line issue’, and as ‘a must-do, not a nice-to-have’ (Rayton et al., 2012, p.i).

As a way to improve individual and organizational effectiveness, engagement has 
attracted a lot of management attention. As a potential way to improve the nation’s produc-
tivity and competitiveness, the UK government commissioned The MacLeod Review. Their 
report concluded that the UK faced an ‘engagement deficit’, and that:

We believe that if employee engagement and the principles that lie behind it were more 
widely understood, if good practice was more widely shared, if the potential that resides 
in the country’s workforce was more fully unleashed, we could see a step change in 
workplace performance and in employee well-being, for the considerable benefit of UK 
plc. Engagement, going to the heart of the workplace relationship between employee 
and employer, can be a key to unlocking productivity and to transforming the working 
lives of many people for whom Monday morning is an especially low point of the week. 
(MacLeod and Clarke, 2009, p.3)

One popular definition (CIPD, 2014b, p.1) identifies three dimensions of engagement: 
intellectual (thinking about the job and how to do it better), affective (feeling positively 
about doing a good job) and social (discussing improvements with others). Employees can 
be engaged with different aspects of work: the job itself, relationships with colleagues, the 
organization as a whole, and in some cases with other stakeholders (customers, suppli-
ers). In general, women are more engaged than men, older workers are more engaged than 
younger colleagues, and managers are more engaged than non-managers (CIPD, 2014b, p.3).

In a survey of over 2,000 employees (CIPD, 2015b), in a cross-section of industries,  
39 per cent said that they were engaged. Only 3 per cent said that they were disengaged, 
but 59 per cent – the largest response category – said that they were neutral. The three fac-
tors lowering engagement were attitudes towards senior management who did not consult 
with employees, difficulty maintaining work–life balance, and dissatisfaction with relation-
ships with line managers (CIPD, 2015b, p.4).

The MacLeod Review identified four engagement ‘enablers’ (MacLeod and Clarke, 2009, p.75):

1. Leadership which gives ‘a strong strategic narrative’ about the purpose of the organization.

2. Line managers who motivate, empower and support employees.

3. Opportunities for employees to challenge the status quo and be involved in decision making.

4. Integrity, through the values that are embedded in the organizational culture.

Surveys have traditionally been used to measure employee engagement, usually on 
an annual basis. However, the development of social media opens up other possibilities 
for dialogue. Attitudes can be captured more frequently, and in real-time. Employees can 
respond to the opinions of colleagues, and can conduct their own polls through a medium 
that is not controlled exclusively by management. Exploring these developments, David 
Silverman (2014, p.4) notes that:

Collecting employee feedback in an open, transparent and collaborative environment has 
enormous potential for participants to actually learn and share information during data 
collection. This can increase employees’ readiness for change in that they are more aware 
of the issues at hand and are more likely to feel that their voices have been heard.

Employee 
engagement being 
positively present 
during the performance 
of work by willingly 
contributing intellectual 
effort, experiencing 
positive emotions and 
meaningful connections 
to others.
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Creating an engagement system
David Guest (2014, pp.152–3) identifies the core prac-
tices that enhance employee engagement:

1. Select staff who have a propensity for engagement.

2. Train staff for engagement, through induction and 
coaching.

3. Invest in human capital and employability to develop 
competencies and confidence.

4. Redesign jobs to increase autonomy, challenge, vari-
ety, skills use and scope for learning.

5. Provide organizational support, through supportive 
systems, culture and leadership.

6. Reward and promote managers for their ability to 
engage employees.

7. Ensure fair treatment and trust in management.

�. 'nsure eZtensive and effective two�way communi � 
cation.

9. Create a context that reinforces job security and flex-
ible working.

10.  Adopt a human resource strategy that values 
engagement and these other practices.

Guest (2014, p.154) notes that these practices are 
consistent with ‘high performance work system’ models, 
and that an integrated ‘engagement system’ should thus 
produce positive outcomes.

The concept of engagement has been criticized as difficult to define precisely, perhaps 
because it can be seen as a repackaging of existing concepts such as motivation, satisfaction 
and commitment. David Guest (2014, p.141) suggests that the popularity of the concept 
may lie more with effective marketing by management consultants than with sound theory 
and evidence. Government interest in the UK has also supported the concept. However, 
Guest (2014) identifies a confusion between work engagement (concerned with employee 
health and well-being) and organizational engagement (concerned with improving organi-
zational performance). Individual employees may be interested in the former, but not in 
helping to generate higher profits. Most of the discussion of the topic assumes that employ-
ees want to be engaged, but this may not be the case.

Employee engagement at Marks and Spencer
‘Engagement’ is usually defined as the willingness of 
employees ‘to go the extra mile’ on behalf of the organi-
zation, colleagues or customers. But does employee 
engagement actually improve business performance? 
The retail chain Marks and Spencer conducts an annual 
survey of its 80,000 employees, including questions 
about engagement. Stores with the highest levels of 
engagement perform better than those that have low 

engagement, on volume of sales, the scores of mystery 
shoppers and staff absenteeism. The company’s human 
resources director argues that factors contributing to 
their employees’ engagement include their passion for 
the brand, pride in working for a company committed 
to sustainability, and knowing that the company cares 
about their well-being, even during difficult economic 
and trading conditions (Arkin, 2011).

Techniques for improving motivation and performance through engagement fall into two 
broad categories: individual job enrichment and self-managing or autonomous teamwork. 
This chapter focuses on individual motivation and jobs. Chapter 13 explores teamworking. 
These approaches converge in the high performance work system.

The ‘core ingredients’ of high performance working include (CIPD, 2014a, p.21):

r� formal appraisal systems;

r� incentives, such as performance- and profit-related pay, and share option schemes;

r� consultation mechanisms: joint committees, staff briefings, surveys, suggestion schemes;

r� employee autonomy and teamworking;

high performance 
work system a form 
of organization that 
operates at levels of 
excellence far beyond 
those of comparable 
systems.
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r� continuous improvement: total quality management, problem-solving teams, 
accreditation;

r� skills development: induction programmes, training in a range of roles;

r� aligning workforce requirements with business strategy, through recruitment proce-
dures, job design and training;

r� ‘family-friendly’ and flexible working practices.

McFlexible working
Research has shown that many employees rate flexible 
working as a highly prized benefit. In America, the fast-
food chain McDonald’s allows friends and family mem-
bers employed in the same outlet to cover each other’s 
shifts without advance notice. In Europe, employees can 
apply for a ‘McPassport’ which allows them to work for 
the company anywhere on the continent. Shift alloca-
tions can be changed through ‘McTime’, a scheme that 
lets employees manage their own schedules. These flex-
ible policies have allowed McDonald’s to improve the 
diversity of its workforce, and have made staff prouder to 
work for the company.

The German government allocated €5.1 billion 
(US$2.2 billion) in 2009 to support Kurzarbeit or 
‘short time’ working. A study estimated that this saved 
500,000 jobs. KPMG introduced its own Kurzarbeit pro-
gramme in the UK in 2009. Over three-quarters of staff 
volunteered to work a four-day week, or to take a sab-
batical, saving the company €4 million, equivalent to 
100 full-time jobs.

Flexible working not only helps to save jobs in an 
economic downturn, but can contribute to engage-
ment, motivation, work–life balance, and to productivity 
(Marsh, 2011).

Are the claims for high performance work systems justified? Research suggests that 
organizations adopting high performance practices perform better than those which do not 
(CIPD, 2014a). From their cross-sectoral study in The Netherlands, Karina Van de Voorde 
and Susanne Beijer (2015) found that high performance practices improved both organiza-
tional performance and employee commitment and well-being, where staff felt valued and 
supported by the approach.

Work redesign methods and theories of motivation have seen little development since 
the 1980s. However, the organizational context to which these theories and techniques 
are applied has changed dramatically. The distinctions between the quality of working life 
(QWL) approach, and the high performance work systems (HPWS) approach are summa-
rized in Table 9.7.

The argument of this chapter is summarized in Figure 9.4. This begins with the need for 
involvement and autonomy in work, and with the challenge and personal development that 
we desire. These needs seek fulfilment in contexts facing multiple socio-economic pressures.  

Table 9.7: QWL versus HPWS

QWL in the 1970s HPWS today

Aimed to reduce costs of absenteeism and 
labour turnover and increase productivity

Aims to improve organizational flexibility and 
product quality for competitive advantage

Autonomy improves quality of work experience 
and job satisfaction

Engagement improves commitment, skill, 
decision making and adaptability

Focused on repetitive manual and office work Focuses on challenging knowledge work

Had little impact on management roles Redefinition of management roles

‘Quick fix’ applied to problematic groups Takes time to change attitudes and behaviour

Most employees broadly want the same kinds 
of things from work

Need to cater for a wide range of individual 
differences in interests and expectations
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Addressing these needs and pressures involves job enrichment, self-managing teamwork 
and engagement. The emphasis on personal development and continuous improvement 
helps to promote adaptability, product quality and customer care, increasing organizational 
effectiveness and quality of working life.

needs for autonomy, discretion, involvement

challenge self-actualization meaningful work

social and economic pressures including

technological developments rising expectations rapid change

need and demand for employee engagement

1: emphasis on skills development, problem-solving, continuous improvement
2: quality products, improved customer service, rapid and flexible response to change

high performance working enriched jobs, autonomous
work groups, delegation,

job crafting and sculpting, i-deals

redefined management role

Figure 9.4: The case for high performance work systems

The organization of your dreams
When Rob Goffee and Gareth Jones (2013) asked execu-
tives to describe their ‘ideal organization’, they identified 
six features of ‘an organization that operates at its fullest 
potential by allowing people to do their best work’ (p.99):

r� People are allowed to ‘be themselves’: different person-
alities, skills, interests, perspectives, habits and assump-
tions are welcomed, creating ‘a culture where opposite 
types can thrive and work cooperatively’ (p.100).

r� Information is not suppressed or distorted: ‘radical 
honesty’ involves using many different communi-
cation channels, so that people know what is really 
 happening (p.102).

r� Staff are given opportunities to develop their knowledge 
and skills, enabling them to perform more effectively: 
this is done through networking, creative interaction 
with colleagues, stretch assignments and training.

r� The organization stands for something more than 
profit or shareholder value: profit is the result of 
accomplishing socially worthwhile outcomes, for 
which people feel proud to work.

r� The work itself is intrinsically rewarding and 
 meaningful – and can become a cause which encour-
ages staff to stay: people are matched with tasks that 
make sense to them and which are engaging, and 
managers trust employees to be more innovative and 
collaborative.

r� There are no stupid rules or arbitrary restrictions: pro-
cedures and quality controls have to be followed, of 
course, but the rules must be understood and seen as 
legitimate, and important in terms of supporting the 
organization’s purpose.

Admitting that creating the ‘dream organization’ can 
be challenging, given other competing claims on time and 
resources, Goffee and Jones (2013, p.106) conclude that:

People want to do good work – to feel they matter in 
an organization that makes a difference. They want 
to work in a place that magnifies their strengths, not 
their weaknesses. For that, they need some autonomy 
and structure, and the organization must be coherent, 
honest, and open.
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Stop anD think

Some commentators argue that high performance work systems and employee 
engagement are radical changes to organization design and management–employee 
relationships. Others argue that these are cosmetic, and do not affect the power and 
reward inequalities in contemporary organizations. Given your own experience of 
work, which view do you support?

REcap

1. Understand different ways in which the term 
motivation is used.

r� Motivation can refer to desired goals which we as 
individuals have or acquire.

r� Motivation can refer to the individual decision-
making process through which goals are chosen 
and pursued.

r� Motivation can refer to social influence attempts 
to change the behaviour of others.

2. Understand the nature of motives and motiva-
tion processes as influences on behaviour.

r� Motives as desirable goals can be innate (drives) or 
acquired (socially learned).

r� Content theories of motivation explain behaviour 
in terms of innate drives and acquired motives.

r� Equity theory explains motivation in terms of per-
ceived injustice or unfairness.

r� Expectancy theory explains motivation in terms of 
valued outcomes and the subjective probability of 
achieving those outcomes.

r� Goal-setting theory explains behaviour in terms of 
goal difficulty and goal specificity.

r� Inner work life theory explains behaviour in terms 
of the interactions between perceptions, motives, 
and emotions.

3. Use expectancy theory and job enrichment to 
diagnose organizational problems and to recom-
mend solutions.

r� A job will only be motivating if it leads to rewards 
which the individual values.

r� Rewards motivate high performance when the link 
between effort and reward is clear.

r� Hygiene factors can overcome dissatisfaction but 
do not lead to motivation.

r� Content factors lead to job satisfaction, motivation 
and high performance.

r� Jobs can be enriched by applying vertical job load-
ing factors.

r� The motivating potential of a job can be increased 
by improving skill variety, task identity, task signifi-
cance, autonomy and feedback.

r� Job enrichment will not improve the performance 
of individuals with low growth need strength.

r� As we each have different motivational profiles, 
personalized approaches to job redesign have 
become popular, including job sculpting, job craft-
ing and the negotiation of personal ‘i-deals’.

4. Explain the contemporary interest in this field, 
with respect to extreme jobs, boreout, the gig 
economy, employee engagement and high per-
formance work systems.

r� Some people are motivated by extreme jobs, 
working long hours under pressure, for the adren-
alin rush, high pay, status and power, but with 
personal and social problems.

r� For some office workers, their jobs are so uninterest-
ing and lacking in challenge that they suffer bore-
out, becoming drained and unenthusiastic, devoting 
their time to the appearance of working hard, while 
surfing the internet and chatting to colleagues.

r� Some individuals are motivated by the freedom 
and flexibility of the gig economy, working free-
lance as and when they choose, on defined tasks 
for different clients, accepting the financial insecu-
rity and lack of social contact.

r� An educated, informed, knowledge-based work-
force expects more participation in management 
decisions, and opportunities for self-development.

r� In a rapidly changing competitive business environ-
ment, organizations need to motivate employees 
to be flexible, adaptable, committed and creative, 
not just to turn up on time and follow instructions.

r� Employee engagement strategies and high per-
formance work systems use combinations of indi-
vidual job enrichment, autonomous teamworking, 
facilitative, coaching supervisory style, and other 
forms of delegation to empower lower-level 
employees.
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1. What is an extreme job? Why would anyone want to live and work like this? What are 
the benefits and costs of holding an extreme job?

2. What are the causes and implications of boreout? What steps can management take to 
reduce or prevent boreout among office staff?

3. What is ‘employee engagement’, and why is this a popular management concept? 
What steps can organizations take to increase employee engagement?

4. How does equity theory explain motivation and behaviour, and how can equity the-
ory be used to diagnose and improve employee motivation?

Revision

Research 
assignment

Linn Products is cited in this chapter as a company that uses job enrichment success-
fully in the manufacture of its hi-fi products. Their website is: www.LinnProducts.net. 
Linn also has its own record label: www.LinnRecords.com. Check out the company’s 
websites:

r� How does Linn describe the kinds of work that the company provides?

r� What about the working conditions?

r� The terms and conditions of employment?

r� Personal development and career opportunities?

What does this tell you about the company’s approach to employee motivation? What 
is the balance between intrinsic and extrinsic motivation? Is this what you expected  
to find?

Repeat this assessment with another organization of your own choice. Prepare a 
report describing the similarities and differences in approach to employee motivation in 
these two organizations, concluding with an assessment of which one you would choose 
on the basis of this information if both were to offer you employment.

Springboard

Nigel Bassett-Jones and Geoffrey C. Lloyd (2005) ‘Does Herzberg’s motivation theory have 
staying power?’, Journal of Management Development, 24 (10): 929–43. Presents the 
results of a survey of employee attitudes, finding that money and recognition are not pri-
mary sources of motivation. Intrinsic satisfaction was found to be more important. This 
is consistent with Herzberg’s predictions, and the researchers conclude that his theory is 
still useful.

Emma Bridger (2014) Employee Engagement. London: Kogan Page. Explains the link 
between engagement and organizational performance, and offers guidance on understand-
ing, developing and measuring engagement, with case examples.

David Ulrich and Wendy Ulrich (2010) The Why of Work. New York: McGraw-Hill. Argues 
that as work organizations take up a lot of our time, they are the settings in which most 
of us meet our needs, including the need for meaning. Organizations that can help their 
employees find meaning through work are more successful in motivating employees to 
higher productivity.
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OB cinema
Tough culture
Enron: The Smartest Guys in the Room (2005, director Alex Gibney): DVD track 4, 0:17:00 to 0:23:00 
(6 minutes). Clip begins at the start of this track; clip ends when the trader says, ‘Well I’ll stomp on 
the guy’s throat’.

The collapse of Enron is one of the largest corporate scandals in twenty-first century America. We 
are introduced in this clip to senior executive Jeff Skilling, hired by company president Kenneth Lay 
because he saw Skilling as a visionary, as ‘a man with a big idea’.

1. How would you describe Jeff Skilling’s management style?

2. What effect does he have on employee motivation?

3. Jeff’s view of human motivation is based on competition, greed and ‘survival of the fittest’. He 
introduces the Performance Review Committee system which applies a ‘rank and yank’ (also known 
as ‘stack ranking’) approach to staff appraisals. What are the advantages and disadvantages of this 
system, for managers, and for employees?

OB on the web
Find the website www.mindtools.com, and search for ‘job crafting’. There you will find practical 
advice on how to reshape or ‘craft’ your job, to make it more interesting, meaningful and personally 
satisfying. This means being creative in making some subtle and not so subtle changes, perhaps sim-
ply restructuring how time is spent during the day, or ‘task trading’ with colleagues. These changes 
may not have to be approved by management.

Thinking of the jobs that you have held, how practical is the advice on offer here? Could you have 
put this into practice, and would this have enabled you to craft a more satisfying role, or not?

ChapTer exerCises

1. Chris and pat compare salaries

 Objectives 1. To identify factors affecting pay decisions.

2. To understand the complexity of pay determination.

3. To distinguish between legal and illegal bases for pay decisions.

4. To distinguish between wise and unwise pay decisions.

 Briefing • Form groups of four or five.

• Read the Chris and Pat compare salaries briefing.

• Individually, list all the reasons you can think of why Chris and Pat earn different sala-
ries. You can include reasons that may be legal or illegal, wise or unwise.

• As a group, combine your reasons, where possible adding to them, so that your 
group list contains 20 items.

 Chris and pat Chris Clements and Pat Palmer are both computer programmers. One day, they find out
 compare that Chris earns £31,750 a year while Pat earns £40,100. Chris is surprised and says, ‘I
 salaries  can’t think of any reasons why we should be paid so differently’. Pat replies, ‘I can think 

of at least 20 reasons’.

Based on Renard (2008)
➔
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2. Job characteristics model and job redesign

 Objectives: 1. To assess the motivating potential score (MPS) of a particular job or jobs.

2. To determine which core job characteristics would need to change to improve the 
MPS of that job or those jobs.

To measure the MPS for a given job, researchers developed the Job Diagnostic Survey 
(JDS). For this exercise, we will use a short version of the JDS, which allows job design 
problems to be diagnosed, and generates ideas for job redesign.

Complete this analysis for a job in which you are currently employed (full or part time), 
or for a job that you have performed recently. (If you have never been employed, ana-
lyse the ‘job’ of a student.) The JDS is designed to be completed by the job holder, and 
not by an observer. For each of the 12 statements, decide whether this is an accurate or 
an inaccurate description of the chosen job, and rate it using this scale:

1 = very inaccurate
2 = mostly inaccurate
3 = somewhat inaccurate
4 = uncertain
5 = somewhat accurate
6 = mostly accurate
7 = very accurate.

The job chosen for analysis is: ________________

Item Rating

 1 ___________ Supervisors often let me know how well they think I am performing

 2 ___________ The job requires me to use a number of complex high-level skills

 3 ___________ The job is arranged so that I have the chance to do a complete piece of work from 
beginning to end

 4 ___________ Just doing the work required by the job provides many chances for me to work out 
how well I am doing

 5 ___________ The job is not simple and repetitive

 6 ___________ This job is one where a lot of other people can be affected by how well the work is 
done

 7 ___________ The job does not deny me the chance to use my personal initiative or judgement in 
carrying out the work

 8 ___________ 6he Lob gives me the chance to completely Ƃnish the pieces of worM I begin

 9 ___________ The job itself provides plenty of clues about whether or not I am performing well

10 ___________ The job gives me considerable opportunity for independence and freedom in how I do 
the work

11 ___________ 6he Lob itself is very signiƂcant and important in the broader scheme of things

12 ___________ The supervisors and co-workers on this job almost always give me feedback on how 
well I am doing in my work
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 Scoring Work out the average of the two items that measure each job characteristic:

Job characteristic Item numbers Average score

Skill variety 2 + 5 ÷ 2 = ______________

Task identity 3 + 8 ÷ 2 = ______________

6asM signiƂcance 6 + 11 ÷ 2 = ______________

Autonomy 7 + 10 ÷ 2 = ______________

Feedback

From the job itself 4 + 9 ÷ 2 
+
From others 1 + 12 ÷ 2 

=  ___ ÷ 2 =  ______________

To calculate the MPS for this job, first add your scores for the two feedback items, and 
divide the total by two, to give a single, average, feedback score. Then put all of the 
scores into the MPS formula:

MPS = (skill variety + task identity + task significance)  × autonomy × feedback
3

Reminder: the core job dimensions in this model are:

1. Skill variety: does the job make use of different skills and abilities?

2. Task identity: does the job involve a ‘whole’ and meaningful piece of work?

3. Task significance: does the job affect the work of others?

4. Autonomy: does the job provide independence and discretion?

5. Feedback: is performance information related back to the individual?

If you have completed this analysis alone:

• assess the strengths and weaknesses of this job in terms of its motivating potential;

• identify recommendations for redesigning this job to improve the MPS;

• assess the difficulties in implementing these recommendations, given the nature of 
the work and the organizational context in which it is performed.

If you have completed this analysis with colleagues:

• share the results of your analysis with colleagues and pick the job with the lowest 
MPS;

• identify redesign options for improving the job’s MPS (you will first need to ask the 
job holder for a detailed description of the job);

• assess the difficulties in implementing these recommendations, given the nature of 
the work and the organizational context in which it is performed.

Employability assessment
With regard to your future employment prospects:

1. Identify up to three issues from this chapter that you found significant.

2. Relate these to the competencies in the employability matrix.

3. Decide what actions you need to take to maintain and/or develop those competencies under each of the four 
headings of the employability matrix.

➔
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Personal qualities
self-management

work ethic/results orientation
appetite for learning
interpersonal skills

creativity and innovation

Leadership qualities
leadership

people management
leading and managing change

project management
general management skills

Other attributes
political awareness

understand cross-cultural issues
how organizations work

critical thinking
decision making

Practical skills
commercial acumen

customer service skills
communication skills
problem solving skills

teamworking skills

Employability
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 Part 3  Groups and teams  
in the organization

Introduction
Part 3, Groups and teams in the organization, explores the following four topics:

 r Group formation, in Chapter 10

 r Group structure, in Chapter 11

 r Individuals in groups, in Chapter 12

 r Teamworking, in Chapter 13

Many organizations claim to be based around teams. It seems to be widely accepted that 
teamwork is both natural and essential. In your next job interview, you may well be asked if 
you are ‘a team player’, and if you can provide examples to support your (positive) answer. 
Teams and groups have been the subject of research for many years. Studies have explored 
how teams are created and structured. Teams influence individual behaviour, and are in turn 
influenced by their individual members. Much is also known about the factors and conditions 
contributing to team performance. These topics thus reflect the progress of collections of 
people over time in different organizational settings. A number of individuals may informally 
develop into a group, or a team can be formally set up by management. Groups and teams 
often develop their own internal structures, which allow members to work together more 
effectively. Management’s aim is to get individuals working together as a single, cohesive, 
productive unit. Groups and teams offer a distinct but related level of analysis, between the 
individual and the organization structure and its processes.

PESTLE: The Political, Economic, Social, Technological, Legal, and Ecological Context

���organizational effectiveness
���quality of working life

�
���	���������������� �������� ����������

���Individual�������
���Group�������
���Management and organization
 ������
���Leadership process�������

A field map of the organizational behaviour terrain
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Invitation to see

No Loafing: Workers at the Greencore factory near Worksop, which produces 3 million 
sandwiches a week. At some stage, they have probably made your lunch.

The Sunday Times Magazine, March 2015, pp.22–23.
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 1. Decoding. Look at this image closely. Note in as much detail as possible what  messages 
you feel that it is trying to convey. Does it tell a story, present a point of 
view, support an argument, perpetuate a myth, reinforce a stereotype, 
 challenge a stereotype?

 2. Challenging. To what extent do you agree with the messages, stories, points of view, 
arguments, myths, or stereotypes in this image? Is this image open to 
 challenge, to criticism, or to interpretation and decoding in other ways, 
revealing other messages?

 3. Sharing. Compare with colleagues your interpretation of this image. Explore explana-
tions for differences in your respective decodings.

You’re the manager: what would you advise?
Stan, a member of one of my delivery teams, has recently 
put on a lot of weight. We are a nationwide furniture 
producer, and as distribution manager, I have to deal 
with this issue. Stan’s team has complained that he now 
has problems lifting furniture from the van and carrying 
it into customers’ premises. Normally, Stan is very hard 
working and willing. However, his level of fitness could 
increase the risk of injury to his colleagues. For example, 
another delivery team member recently had to take three 
weeks off work with a back injury. The team said that this 
injury happened when he was working with Stan, who 

was not able to help carry the products. I tried talking to 
him, but he became angry, and said that this was none 
of my business, and that his weight wasn’t a problem 
anyway.

I don’t think that Stan is capable of doing this job, but 
there is no other role that I can offer him. The last thing 
I want to do is to turn this into a formal disciplinary mat-
ter, with all the legal implications that would follow. Stan 
has been a loyal employee, and I want to be fair to him, 
but without exposing the other delivery team members 
to health and safety risks? What would you advise?
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Learning outcomes
When you have read this chapter, you should be able to define those 
key terms in your own words, and you should also be able to:

1. List the key characteristics of a group.

2. Distinguish between different types of group tasks.

3. Name the four research phases of the Hawthorne studies.

4. Distinguish between a formal and an informal group.

5. Outline Homans’ theory of group formation.

6. Enumerate the five stages of Tuckman and Jensen’s model of 
group development.

7. Summarize Katzenbach and Santamaria’s distinction between a 
team and a single-leader working group.

 Chapter 10 Group formation

Key terms and learning 
outcomes 314

Why study groups? 315

Groups in organizations 315

Definitions of groups 318

Types of group tasks 322

The Hawthorne studies 325

Group-oriented view of 
organizations 328

Formal and informal groups 331

Group formation 334

Group development 337

Groups and teams 340

Recap, Revision, Research 
assignment 341

Springboard, OB cinema,  
OB on the web 342

Chapter exercises,  
References 343

Key terms
group

group dynamics

aggregate

huddle

additive task

conjunctive task

disjunctive task

Hawthorne Effect

Human Relations approach

work passion

formal group

informal group

group self-organization

activities

interactions

sentiments
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Why study groups?
Work groups and teams have become a nearly ubiquitous part of contemporary manage-
ment practice in the majority of organizations in the world. For over two decades, organi-
zations have been restructuring their workforces into groups and teams (Li et al., 2014; 
Kozlowski and Bell, 2013). Diane Coutu (2009, p.99) observed that:

a cult has grown up around teams. Even in a society as fiercely independent as America, 
teams are considered almost sacrosanct. The belief that working in teams makes us more 
creative and productive is so widespread that when faced with challenging new tasks, 
leaders quickly assume that teams are the best way to get the job done.

However, Richard Hackman reflecting on his many years of research into groups and 
teams, concluded:

I have no question that when you have a team, the possibility exists that it will generate 
magic, producing something extraordinary, a collective creation of previously unimag-
ined quality or beauty. But don’t count on it. Research consistently shows that teams 
underperform despite the extra resources that they have. That’s because problems with 
 co- ordination and motivation typically chip away at the benefits of collaboration. And 
even when you have a strong and cohesive team, it’s often in competition with other 
teams, and that dynamic can also get in the way of real progress. (in Coutu, 2009, p.100)

While the practical aspects of groups may be significant, as Marion Hampton (1999, 
p.113) explains, the symbolic ones may be even more important:

Groups embody many important cultural values of Western society: teamwork, 
 co- operation, a collective that is greater than the sum of its parts, informality, egalitarian-
ism and even the indispensability of the individual member. Groups are seen as having 
a motivating, inspiring influence on the individual, drawing the best out of him or her, 
enabling him or her to perform feats that would be beyond him or herself as a detached 
individual. Groups can have a healing effect on individuals, bolstering their self-esteem 
and filling their lives with meaning.

According to Vašková, (2007) and the European Foundation (2007):

r� 60 per cent of European Union workers perform all or part of their work in teams;

r� most teamworking is to be found in the UK and Estonia (81 per cent) and the least in 
(Lithuania 38 per cent) and Italy (41 per cent);

r� most teamwork occurs in industrial rather than service industries;

r� teamwork is most often found in larger organizations.

Groups in organizations
Group performance thus affects the success of the organization as a whole. Being able to 
work productively with others is so important that companies place an emphasis on their 
recruits being good ‘team players’. A recent survey of employers revealed that teamworking 
was the second most important key skill (60 per cent) that they wanted to develop in their 
young recruits in their first year on the job (CIPD, 2015). It was slightly behind communica-
tion skills (64 per cent).

Researching how graduates could get a job in one of the top management consul-
tancies, investment banks or big law firms, Lauren Rivera (2015) noted that these 
companies expected their employees to spend extraordinary amounts of time together –  
learning the ropes in boot camps, working late in the office, having constant work 
 dinners, getting stuck together in airports in godforsaken places. Recruiters told her 
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316 Chapter 10 Group formation

that they looked for people who could be their friends as well as colleagues, and that 
 selection was like  ‘picking a team in the playground’, so as to create a ‘fraternity of 
smart people’ (The Economist, 2015).

It has been argued that the modern organization is no longer a collection of individuals, 
but rather a network of interconnected teams (Kozlowski and Bell, 2013). Group working 
and teamworking has been an aspect of organizational life for a long time, yet remains 
controversial. The management literature promotes the benefits of group working, and 
stresses the commonality of interests between individual workers, organized by manage-
ment into teams, and the goals of the ‘organization as a whole’ – that is, those of senior 
management.

Teams and knowledge production
A study that investigated 19.9 million research papers 
published over five decades and 2.1 million patents 
showed that teams increasingly outperform solo 
authors in the production of knowledge. Research is 
increasingly done in teams across nearly all fields. Teams 
typically produce more frequently cited research than 
individuals do, a trend that that has been increasing 

over time. Teams now also produce the exceptionally 
high-impact research, even where that distinction was 
once the domain of solo authors. These findings apply 
to sciences and engineering, social sciences, arts and 
humanities and patents, suggesting that the process 
of knowledge creation has fundamentally changed 
(Wuchty et al., 2007).

Critics, in contrast, contend that the extent of employee resistance to management’s 
attempt to establish groups has been underplayed or ignored. Employees also have been 
less convinced about teamworking. A recent study by Denise Thursfield (2015) of labora-
tory technicians revealed that when employees enjoy personal responsibility, individual 
autonomy and accountability in their performance in their work, they dislike and resist 
management attempts to introduce group working. More generally, David Knights and 
 Darren McCabe (2000) reported that employees in an automobile plant:

r� disliked the intrusion that group working had into their personal lives, causing them to 
distrust management;

r� claimed they did not understand the norms of group working and its protocols;

r� resented the move away from traditional, individual working.

Loners do the best group work
Susan Cain observed that the modern workplace is all 
about teams, open plan offices and collective brainstorm-
ing. Schools are increasing arranged in teaching ‘hubs’ 
rather than individual desks to encourage group learning. 
However, she suggests that teamwork might actually be 
stifling the creativity it is intended to encourage. The lone 
wolf, who likes to sit in an office with the door closed, in 
order to think, has become an endangered species. Lone 
geniuses are out, collaboration is in. However research 
suggests that people are more creative when they have 
privacy and freedom from interruption. Seventy per 
cent of American employees inhabit open plan offices. 

People are in each other’s faces all the time, listening to 
each other’s conversations. This constant interaction is 
exhausting and unproductive according to Cain.  Studies 
show that workers who are constantly interrupted make 
50 per cent more mistakes and typically take twice as 
long to complete tasks. In contrast, some of the most 
spectacularly creative people in many fields are introverts, 
who see themselves as individualistic, independent, non-
joiners. That puts them out of step with the modern, 
team-focused workplace. Perhaps it is time to review our 
approach to people working together in organizations 
(Cain, 2012; Driscoll, 2012).
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Drexler and Forrester (1998) suggest three tests to determine whether a work task should 
be performed by individuals or by a group:

r� Can be work be done better by more than one person? This assesses the degree of task 
complexity and the requirement for diverse skills and perspectives. Rapidly changing 
conditions can also require numerous people to be involved on a task.

r� Does the work create a common goal for group members? The group goal must be more 
than the aggregate of individual goals. While members are responsible for their piece 
of work, the group is collectively responsible for the whole process, and for collectively 
producing something that a single member alone cannot. For example, providing a pleas-
ant dining experience in a restaurant.

r� Are the individual members of the group interdependent? Does the success of the whole 
depend on the success of each one and vice versa? For example, as in the case a univer-
sity group student project where all the individual student members receive the same 
group project grade.

To boldly go … in groups
Perhaps the most fictional aspect of the classic science 
fiction TV and film series Star Trek was how well the 
crew members got on with each other despite being in 
such close proximity in the Starship Enterprise for years. 
Here on Earth, Anatoly Perminov, the head of the Rus-
sian space agency, Roskosmos, revealed Russia’s inten-
tion of building an inhabited space station on the moon 
by 2032, as a prelude to launching a manned mission to 
Mars. The estimated duration of a round trip to Mars, 
including a stay on the surface, is 520 days. This would 
be as much of a psychological as a technical challenge.

In preparation for this, in June 2010, a Frenchman 
and a Columbian-Italian, together with three Russians 
and one Chinese, entered a set of four steel containers 
which they would occupy together. This was a 17-month 
simulated mission to Mars designed by Roskosmos and 

the European Space Agency (ESA) to test the physical 
and mental requirements of an ultra-long duration space-
flight. The cramped metal construction (see photo), which 
has no windows, and in which the volunteers lived, was 
the Mars 500 ‘spaceship’. It was located in Russia’s Insti-
tute of Biomedical Problems (IBP). Like the contestants on 
the TV’s show Big Brother, the subjects were required to 
complete tasks, and were monitored to determine the 
effects of separation and close proximity living. During a 
similar experiment in IBP’s Mars Flyer isolation chamber 
in 1999, two Russian cosmonauts broke into a fist fight, 
spluttering blood on the module walls. One of them then 
pressed unwelcome kisses on a Canadian crew member.

Russians psychologists claim that cosmonauts can 
develop ‘space dementia’; become clinically depressed; 
and suffer from ‘asthenization’, which causes irritability, 
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Definitions of groups
Interpersonal behaviour builds up into group behaviour that in turn sustains and structures 
future interpersonal relations. The term group is thus reserved for people who consider 
themselves to be part of an identifiable unit, who relate to each other in a meaningful fash-
ion and who share dispositions through their shared sense of collective identity. Our defini-
tion of group emphasizes people seeking to achieve their own goals. Those goals can come 
in the form of meeting innate needs. Abraham Maslow distinguished a hierarchy of human 
needs (Chapter 9). Amongst those frequently considered are biological, safety, affiliation, 
esteem and self-actualization needs. Individuals often join groups to meet their innate needs.

low energy and leads crew members to get on badly 
with each other. Nick Kanas of the University of Califor-
nia investigated interactions between space crew and 
their mission ground controllers on the ground of Mir 
(the Soviet Union’s first space station), Skylab (NASA’s 
first station) and the current International Space  Station 
(ISS). He found that the way crew coped with stress was 
to blame the ground staff. They converted tensions on 
board into feelings that the people on Earth did not 
care. One Skylab crew became so annoyed with mission 
control during its 84 days in space that they mutinied, 

sulked and turned off all communications. Psychologists 
are unsure whether a Mars mission should be crewed 
entirely by women (they are less likely to commit suicide 
or murder each other when irritable); be mixed (the sexes 
would support each other); or consist of psychologically 
robust and less libidinous robots. At the start of Novem-
ber 2011, the Mars 500 volunteers emerged after their 
17 month, 70 million mile virtual journey complaining 
of boredom. These studies tell us that group dynamics 
within a confined space are problematic and need to be 
better understood (Amos, 2010, 2011; Wood, 2001).

Groups affect the behaviour of the individuals who compose them. For this reason, social 
psychologists study internal group dynamics. They ask how members of a group commu-
nicate with each other and coordinate their activities; how they influence each other; what 
roles they play in a group; what kind of relationships they have; which members lead, and 
which follow; how they balance a focus on their task with social issues; and how they 
resolve conflicts (see Figure 10.1).

Group two or more 
people, in face-to-
face interaction, each 
aware of their group 
membership and 
interdependence, as 
they strive to achieve 
their goals.

Group dynamics

Dominance patterns
(who leads, who follows)

Balance between task
and social goals

Conflict resolution
methods

Communication and
coordination

Influence patternsRoles and relationships

Figure 10.1: Group dynamics

Group dynamics the 
forces operating within 
groups that affect their 
performance and their 
members’ satisfaction.

Stop and think

Think of a group that you have joined voluntarily. Which of Maslow’s needs are you 
meeting through your membership of the group?
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It is important to maintain a distinction between mere aggregates of individuals and 
what are called groups. The latter are so called because they exist not only through the 
(often visible) interactions of members, but also in the (not observable) perceptions of their 
members.

In the Stop and think example, only the football team would fulfil our criteria for a 
group, and we can usefully distinguish it from an aggregate. Aggregates are individuals 
who happen to be collected together at any particular time. Like the bus travellers, theatre 
audience or the smokers, they neither relate to one another in any meaningful fashion, nor 
consider themselves a part of any identifiable unit, despite their temporary physical proxim-
ity. Similarly, our definition excludes classes of people defined by their physical attributes, 
geographical location, economic status or age, and those who do interact with each other 
on a regular basis. Thus, a group is unlikely to exceed 12 or so persons. Beyond that num-
ber, the opportunity for frequent interaction between members and hence group awareness 
is considerably reduced.

It is possible for aggregates to be transformed into groups through outside circumstances. 
At the start of ‘disaster movies’, strangers fight for their lives on board sinking ships, hijacked 
aeroplanes and burning skyscrapers. The danger causes them to interact with one another, 
increasing their awareness of each other, and leads them to see themselves as having com-
mon problems. By the end of the film, the survivors demonstrate all the characteristics of the 
group as defined here. Groups differ in the degree to which they possess the five characteris-
tics discussed below. The more of them that they have, the more a group will be recognized 
as such, and the more power it will have with which to influence its members.

1. A minimum membership of two people. Groups can range from two people to over 30. 
However, the greater the number of group members, the higher the number of possible 
relationships between them, the greater the level of communication that is required, and 
the more complex the structure needed to operate the group successfully.

2. A communication network. Each group member must be capable of communicating with 
every other member. In this communication process, the aims and purposes of the group 
are exchanged. The mere process of interaction satisfies some of our social needs, and it 
is used to set and enforce standards of group behaviour.

3. A shared sense of collective identity. Each member must identify with the other members of 
their group, and not see themselves as an individual acting independently. They must all 
believe themselves to be participants in the group, which itself is distinct from other groups.

4. Complementary goals. Members have individual objectives which can only be met 
through membership of and participation in the group. Their goals may differ but are 
sufficiently complementary that members feel able to achieve them through participation 
in the group. They recognize the need to work collectively and not as individuals.

5. Group structure. Individuals in the group will have different roles (e.g. ideas person, sug-
gestion provider, compromiser). These roles, which tend to become fixed, indicate what 
members expect of each other. Norms or rules exist which indicate which behaviours are 
acceptable in the group and which are not (e.g. smoking, swearing, late coming).

Stop and think

Why would only one of the following be considered to be a group? In what 
circumstances could one of the other aggregates become a group?

a. People riding on a bus

b. Blonde women between 20 and 30 years of age

c. Members of a football team

d. Audience in a theatre

e. People outside an office building smoking

aggregate a collection 
of unrelated people who 
happen to be in close 
physical proximity for a 
short period of time.
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Between a group and an aggregate, there is now a new, third, work arrangement. 
 Management practitioners refer to it as a swarm. Gartner (2010) says that a swarm is charac-
terized by a flurry of collective activity involving anyone who is able to add value to a task. 
In traditional groups, members know one another and work for the same manager or team 
leader. In contrast, swarms form quickly, attack a problem or grab an opportunity, and then 
quickly disperse. They involve members who are not members of the same formal group, 
and perhaps include those who have never worked together before (CIPD, 2014). However, 
academic researchers, taking their lead from the famous sociologist  Erving Goffman (1963), 
refer to this work arrangement as a huddle. A huddle is defined as an unofficial gathering 
of two or more individuals convened to discuss work issues. It is impossible to distinguish 
conceptually between a swarm and a huddle, so the latter term will be employed here. 
Huddles represent an ad hoc response to action requirements in organizations, and these 
displace the more structured, bureaucratic group practices.

Huddles are low on formality (ignoring rules, behaviour conventions, official roles and 
authority) and high on task content. They include problem-solving, information-sharing 
activities and involve collaboration. Quinn and Bunderson (2016) give an example of hud-
dles at the Toyota Motor Company. Huddles (called ‘Y-gaya’) formed spontaneously to deal 
with plant problems with speakers’ contributions being based on their knowledge rather 
than on their hierarchical position (MacDuffie, 1997). Huddles can be considered to be 
ultra-short-term groups. Some huddle memberships begin and end when goals are accom-
plished in a single interaction. However, task completion may take longer. It is unlikely that 
those who participate in a huddle would think of themselves as being members of any sort 
of group or team. Some commentators consider huddles to be more of an ‘event’ than a 
type of group.

huddle a type of 
short-term, focused 
social interaction 
occurring between two 
or more individuals in 
an organization which 
discusses work issues 
and which enhances 
learning.

Size matters
Technological developments have enabled organiza-
tions to create ever larger teams to tackle ever larger 
challenges. The problem is how to motivate and direct 
their members. With its increased number of employ-
ees, Google’s co-founder and chief executive, Larry 
Page, reduced the numbers of products and ser-
vices being developed. The company now has 30,000 
employees, but tasks are still divided up into projects 
that can be handled by groups of between five and ten 
people. At Amazon, founder and chief executive Jeff 
Bezos limits team sizes to those small enough to be fed 
with two pizzas. Limited numbers improve accountabil-
ity and goal clarity. In a small group no one can avoid 

pulling their weight, or claim that they do not know 
what their goal is. Research by Peter Klimek, a physi-
cist from the Medical University in Vienna, confirmed 
that the more people there are at a meeting, the harder 
it is to get consensus. He used a program that simu-
lated decision making by different sized committees. 
Once they exceed 20 members, it was difficult to reach 
consensus because too many sub-groups are formed. 
However, small can also be a problem. A meeting of 
eight people is the worst total for decision making. It 
produces neither a consensus nor a majority view, and 
has the highest probability of becoming deadlocked 
(Hill, 2012; Taher, 2009).

Once formed, all groups face a number of challenges, irrespective of whether they are 
government ministers agreeing a policy or university students completing a group project. 
Ten classic challenges facing groups are listed in Table 10.1, and have a direct effect on the 
group’s success or failure.

Stop and think

What additional challenges do work groups face with the development of social 
media and other technology-based communication tools?
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As the size and complexity of modern organizations has increased, the need to integrate 
the work of different groups within organizations has also grown. McLaren Racing is well 
known in Formula 1 competition. The company is divided into four groups – those who 
conceive the car, those who engineer it, those who manufacture it, and those who race it 
(Blitz, 2007). There are many benefits of group working:

r� They allow organizations to develop and deliver products and services quickly and cost-
effectively while maintaining quality.

r� They enable organizations to learn and retain that learning, more effectively.

r� Cross-functional groups promote improved quality management.

r� Cross-functional design groups can undertake effective process reengineering.

r� Production time can be reduced if tasks performed concurrently by individuals are per-
formed concurrently by people in groups.

r� Group-based organization promotes innovation because of the cross-fertilization of ideas.

r� Organizations with flat structures can be monitored, coordinated and directed more 
effectively, if the functional unit is the group rather than the individual.

r� Groups can better handle the rise in organizational information processing requirements 
caused by increasing complexity than individuals (Mohrman et al., 1995).

Table 10.1: Work group challenges

Challenge Explanation

climate What atmosphere should pervade a group and how should 
members relate to one another?
e.g. in a university student project group

objective To what extent do members understand, accept and are committed 
to the group’s objective?
e.g. producing a project report that will gain an A-grade

contribution Are all members expected to be equally involved in the group’s 
activities? Who will contribute what expertise?
e.g. is work to be shared equally and completed on time?

task division How is the group’s task to be divided up and shared between its 
members?
e.g. on what basis is work to be divided between members?

information How is information to be shared between members?  What is the 
best way to inform those who need to know?
e.g. regular meetings, emails, social media?

leadership Should leadership be shared by the group or performed by one 
person? Should that person be appointed or elected?
e.g. should there be a formal leader or should leadership be rotated?

conflict resolution How should conflict between group members to be managed? 
Should differences be avoided, accommodated or negotiated?
e.g. what happens when members express differences of view?

decision-making How should the group make decisions? What should happen if 
there are disagreements?
e.g. leader decides or group voting?

member evaluation How should members’ performance be assessed? What happens 
when individuals fail to meet their obligations?
e.g. assessment by the group leader or collectively by peer review?

performance evaluation How should the performance of group as a whole be assessed and 
improved?
e.g. regular group reviews or member questionnaires?
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Types of group tasks
Borrill and West (2005) reported research that estimated that 88 per cent of the variation 
in a group’s performance could be explained with reference to the task that it was asked 
to perform. Thus, to fully understand group process or group performance, one has to take 
account of the task that a group performs. Joseph McGrath’s circumplex model shown in 
Figure 10.2 offers a classification of group tasks. It consists of two axes. The horizontal 
axis reflects the degree to which a group task entails cognitive (mental) versus behavioural 
(physical) performance requirements. The vertical axis reflects the degree to which the 
group task is cooperative or conflicted. The degree of cooperation or conflict in a group is 
the result of the diversity of perspectives, values or interests of group members that leads to 
differences in their preferences for alternative outcomes.

McGrath proposes that groups engage in four major processes: ‘generate’, ‘execute’, 
‘negotiate’ and ‘choose’. Creative tasks such as brainstorming, and planning tasks such 
as agenda setting, both require idea generation. Execute tasks require physical movement, 
coordination or dexterity, for example, surgical operations, military missions, athletic 
contests. Negotiate tasks involve resolving conflicting viewpoints or interests, for exam-
ple, labour–management industrial disputes. Intellective or problem-solving tasks require 
choosing correct answers, and decision making or judgement tasks necessitate reaching 
consensus on a preferred solution. McGrath’s model goes on to identify eight different task 
categories. While some groups only perform one of these eight tasks, others will perform 
those from several categories (Straus, 1999).

Ivan Steiner (1972) took a different, simpler approach to classifying group tasks, based 
on the type of interdependence that a group’s task created between its members. He distin-
guished three types of tasks:

Additive task
With this type of task, all group members do basically the same job, and the final group 
product or outcome (group performance) is the sum of all their individual contributions. 
The final outcome is roughly proportional to the number of individuals contributing. There 
is low interdependency between these people. A group working together will normally 

Respect and group formation
Naomo Ellemers and her colleagues (2013) argue that the 
concept of ‘perceived respect’ involves two elements – a 
sense of being included in the group (perceived inclusion) 
and a sense of adding value to the group task (perceived 
value). They found that:

r� Perceived respect was positively related to perceived 
inclusion and perceived value.

r� Perceived inclusion related to positive team identity 
(morale, ability to perform and persistence).

r� Perceived value related to ‘willingness to invest in 
the team’ (to give support to, and compensate for 
colleagues).

r� Both positive team identity and willingness to invest 
were related to group performance (as measured by 
supervisor ratings).

Because perceived inclusion and perceived value affect 
group performance in different ways, their importance 
varies in different situations. In newly formed groups with 
little identity, it may be most important to foster individu-
als’ sense of inclusion, but when joint effort is required, 
it is more critical to focus on what they can contribute 
to the group. This study focused on military teams work-
ing on peace-keeping duties in the Balkans but has rel-
evance for employees working closely together, doing 
highly stressful work with important consequences such 
as those in the emergency services, crisis management 
and surgical teams.
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perform better than the same number of individuals working alone, provided that all group 
members make their contribution. Social loafing can, however, reduce performance on 
an additive task. Examples of additive tasks are tug-of-war contests, crowdsourcing and 
cricket.

Conjunctive task
In this task, one member’s performance depends on another’s. There is high interdepend-
ency. Thus, a group’s least capable member determines performance. A successful group 
project at university depends on one member finding the information, a second writing it 
up, and a third presenting it. All three elements are required for success and hence coor-
dination is essential in conjunctive tasks. Groups perform less well on conjunctive tasks 
than lone individuals. Examples of conjunctive tasks include climbing a mountain, playing 
chamber music, and running a relay race (Steiner and Rajaratnam, 1961).

Disjunctive tasks
In this type of task, once again, one member’s performance depends on another’s. Again 
there is high interdependency. However, this time, the group’s most capable member deter-
mines its performance. Groups perform better than their average member on disjunctive 
tasks, since even the best performer will not know all the answers, and working with oth-
ers helps to improve overall group performance. Diagnostic and problem-solving activities 
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Figure 10.2: McGrath’s circumplex model of group tasks

Source: from Group Dynamics, Thomson Wadsworth (Forsyth, D.R. 2006) p.14, 0495007293/ 
978-0495007296 adapted from McGrath, J.E., Groups: Interaction and Performance, 1st ed.,  
© 1984, p.61. Reprinted and electronically reproduced by permission of Pearson Education, Inc., 
Upper Saddle River, New Jersey.

additive task a task 
whose accomplishment 
depends on the sum 
of all group members’ 
efforts.

Conjunctive 
task a task whose 
accomplishment 
depends on the 
performance of the 
group’s least talented 
member.

disjunctive task a task 
whose accomplishment 
depends on the 
performance of the 
group’s most talented 
member.
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performed by a group would come into this category. Coordination is important here as 
well, but in the sense of stopping the others impeding the top performers (Diehl and Stro-
ebe, 1991). Examples of disjunctive task performers are quiz teams (University Challenge, 
pub quiz) and a maintenance team in a nuclear power generating plant.

Research by Glenn Littlepage (1991) on 324 undergraduate students confirmed Steiner’s 
model of group productivity. He found that how productive a workgroup was depended not 
only on its size, but also on the nature of the task that it was given (additive, conjunctive or 
disjunctive). However, and in addition, member participation patterns also played a part. It 
was not only the number of people in a group that mattered, but also what they did.

The handover
Yves Morieux of the Boston Consulting Group observed 
that relay races were often won by teams whose mem-
bers did not necessarily have the fastest individual times. 
Members of the medal-winning French women’s Olym-
pic relay team explained that, at some point, each had 
to decide whether to run their guts out, and literally be 
unable to see straight when they passed the baton, or 
whether they held something back, to make a better 
baton change, and thus enable their team mate to run a 
faster time. The value of this sort of decision making, and 
each individual’s contribution to the team, was beyond 
measure (Hindle, 2006).A
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Groups will tend to outperform the same number of individuals working separately 
when working on disjunctive tasks than on additive or conjunctive tasks. This is provided 
that the most talented member can convince the others of the correctness of their answer. 
The attitudes, feelings and conflicts in a group setting might prevent this from happening.

World of Warcraft group dynamics

MMORGs (massive multiplayer online role-playing games) 
such as Activision Blizzard’s World of Warcraft have 
become some of the most popular computer games in 
recent times.

At the start of 2015, the number of its active subscrib-
ers passed 10 million. Typically, 40 to 200 players combine 

into groups (or guilds), getting to know each other and 
forming their relationships within the game world. Mem-
bers adopt different roles and responsibilities on behalf of 
their group, which has to undertake some incredibly dif-
ficult tasks. Guild membership often changes as players/
members become fed up with their colleagues, or seek 
more attractive opportunities elsewhere. The game has 
become the focus of many scholarly studies which have 
used qualitative ethnography and quantitative census 
data analysis. Researchers have examined many aspects 
of this virtual world including its culture, economic mar-
kets and group formation. Irrespective of how strong an 
individual game character may be, the challenges require 
that the person works with others, as part of a group, 
who possess complementary skills, but also weaknesses.

Leading a raiding party of 25 group (guild) mem-
bers on a six-hour raid on Illidan, the Betrayer’s tem-
ple fortress, poses many organizational challenges. 
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The Hawthorne studies
The famous Hawthorne studies consisted of a series of experiments conducted during the 
1920s and 1930s. Although they are approaching their centenary anniversary, they are still of 
interest to us today. This is because they formed the basis of the Human Relations School of 
Management, which in turn became the basis of organizational behaviour – the  subject of this 
text. The studies revolutionalized social science research methods and provided a vocabulary 
with which to discuss social relations in the workplace which continue to be used to this day.

The studies were conducted at the Hawthorne plant of the Western Electric Company, 
located in Cicero, Illinois, which manufactured telephones. At that time, factories used 
natural daylight or candles to illuminate the workspaces of their workers. In an attempt 
to promote the sales of light bulbs, the company paid for a series of experiments to try 
to demonstrate a positive correlation between the amount of light and worker productiv-
ity. The original experiments therefore examined the effect of physical changes – originally 
 illumination – on worker productivity (Gillespie, 1991).

Later, Professor George Elton Mayo of the Harvard Business School was invited to 
bring an academic research team into the factory. Team members included Fritz Jules 
 Roethlisberger who later became the first Professor of Organizational Behaviour, holding 
his post in the Harvard Business School, and William J. Dickson. It was through their book 
 Management and the Worker that the results of the Hawthorne studies were communicated 
to the world (Roethlisberger and Dickson, 1939). The Hawthorne research revolutionized 
social science thinking.

The illumination experiments (1924–1927)
These explored the relationship between the quality of illumination and efficiency. No cor-
relation was found between production output obtained and the lighting provided. Produc-
tion even increased when the light intensity was reduced. The conclusion was that lighting 
was only one of several factors affecting production, and perhaps a minor one. A different 
study, with fewer workers, was needed to control for the effect of any single variable.

Relay Assembly Test Room experiments (1927–1933)
These experiments focused on the effect of rest pauses and the length of the working day 
on employees and their attitudes to their work and the company. Six, self-selected female 
workers, drawn from the regular workforce of the Relay Assembly Department were placed 
in a separate room for closer observation (Figure 10.3). They had been working a 48-hour 
week including Saturdays with no tea breaks. A researcher was placed in the room with 
them and kept a note of what happened (Figure 10.4). He maintained a friendly atmosphere 
by listening to their complaints, and told them what was going on. A total of 13 time peri-
ods were studied during which changes were made to the women’s rest pauses, hours of 
work and refreshment breaks.

These include recruiting, training, assessing, motivat-
ing, rewarding and retaining a talented and culturally 
diverse number of team members and coordinating 
their efforts. Decision making has to be done quickly 
but collectively; using limited information; and has 
long-term implications. The organization must be built 
and sustained with a volunteer workforce in a digitally 
mediated environment. That environment features a 

fluid workforce; self-organized and collaborative work 
activities; decentralized, non-hierarchical, rotating lead-
ership, which is changed when conditions alter. It is 
therefore not surprising that companies and manage-
ment consultants are exploring the potential of online 
‘group management simulators’ to develop managers’ 
group leadership skills (Bainbridge, 2015; Reeves et al., 
2008).

William J. Dickson 
(1904–1973)
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The results showed a nearly continuous increase in output over those 13 periods. This 
increase began when employee benefits such as rest periods, served lunches and early fin-
ishes were added, but was maintained even when these privileges were withdrawn and the 
women returned to their normal 48-hour week. The five reasons offered for the increased 
output were:

1. The motivating effect of acquiring a special status through their selection for and involve-
ment in the experiment.

2. The effect of participation as the women were consulted and informed by the 
researcher.

3. The effect of observer friendliness which improved their morale.

4. A different and less intensive form of supervision which reduced their stress while 
increasing their productivity.

5. The self-selected nature of the group creating higher levels of mutual dependence and 
support appropriate for group working.

The increase in output due to the increased attention paid to employees in this study 
is now known as the Hawthorne Effect. It is defined as the tendency of people being 
observed, as part of a research effort, to behave differently than they otherwise would. 
Mayo and his colleagues became convinced that the women were not solely motivated 
by money or by improvements in their working conditions. Their attitudes towards 
and achievement of increased output seemed to be affected by the group to which they 
belonged. These results led management to study employee attitudes using an interview-
ing programme.

Interviewing programme (1928–1930)
To find out more about how employees felt about their supervisors and working condi-
tions and how these related to morale, management instituted an interviewing programme 
involving over 20,000 interviews, which extended to family and social issues. These 
interviews also revealed the existence of many informal, ganglike groups within the for-
mal working groups. Each had its own leaders and ‘sidekicks’ who controlled production 
 output.  Examining this became the focus of the next experiment.
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Figure 10.4: Productivity and work conditions

Source: based on data from Roethlisberger and Dickson (1939). 
From Behaviour in Organizations, 6/E by Greenberg/Baron, 
© 1997. Reprinted by permission of Pearson Education, Inc. 
Upper Saddle River, NJ.

Figure 10.3: Relay Assembly Test Room, c. 1929
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hawthorne Effect 
the tendency of people 
being observed to 
behave differently than 
they otherwise would.
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Bank Wiring Observation Room experiments (1931–1932)
The interviews had revealed that groups exercised a great deal of control over the behav-
iour of their members. To find out more, a group of men were observed in another part of 
the company. The Bank Wiring Observation Room consisted of 14 men who were formally 
organized into three subgroups, each of which contained three wirers and one supervisor. 
The experiment revealed the existence of two informal groups or ‘cliques’ within the three 
formal groups; and that these cliques developed informal rules of behaviour or ‘norms’, as 
well as mechanisms to enforce these. This group was operating below its capability and 
its individual group members were not earning as much as they could. The norms under 
which the group operated were found to be (Roethlisberger and Dickson, 1939, p.522):

r� You should not turn out too much work. If you do, you are a ratebuster.

r� You should not turn out too little work. If you do, you are a chisler.

r� You should not tell a supervisor anything that might get a colleague into trouble. If you 
do, you are a squealer.

r� You should not attempt to maintain social distance or act officiously. If you are an 
inspector, you should not act like one.

Figure 10.5: Bank wiring, Hawthorne, 1941
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The researchers discovered that the Bank Wiring Observation Room men were afraid 
that if they significantly increased their output, the piece rate would be cut and the daily 
output expected by management would increase. The men could be reprimanded and lay-
offs might occur. To avoid this, the group members agreed between themselves what was 
a fair day’s output (neither too high nor too low). They enforced this informal output norm 
through a system of negative sanctions or punishments. These included:

r� ridicule as when a group member was referred to as The Slave or Speed King;

r� ‘binging’, which involved striking a norm violator painfully on the upper arm;

r� total rejection or exclusion of the individual by the group as a whole.

The social organization of the group controlled the behaviour of its members and pro-
tected it from management interference. These results showed that workers were more 
responsive to the social forces of their peer group than to the controls and incentives of 
management. Mayo concluded that:

r� Work is a group activity and not just an individual activity.

r� The social world of the adult is primarily patterned around work activities.
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r� At work, within their social group, people fulfil their needs for belonging and  recognition, 
which enhances their productivity.

r� A worker’s complaint is a manifestation of a more basic, often psychological problem.

r� Informal groups at work exercise strong social controls over the work habits and atti-
tudes of individual workers.

r� Managers need to collaborate with these informal groups to increase cohesion for the 
company’s benefit.

Those conclusions led to the Human Relations approach to management which held that 
work should be a source of social relationships for individuals, a way of meeting their need 
for belonging and for group membership, and could even be a focus for their personal iden-
tity. As Rose (1988, p.104) noted:

Within work-based social relationships or groups … behaviour, particularly productiv-
ity or cooperativeness with management, was thought to be shaped and constrained by 
the worker’s role and status in a group. Other informal sets of relationships might spring 
up within the formal organization as a whole, modifying or overriding the official social 
structure of the factory which was based on purely technical criteria such as division of 
labour.

human Relations 
approach a school of 
management thought 
which emphasizes the 
importance of social 
processes at work.

Stop and think

Employees in the Bank Wiring Observation Room were subject to group-devised 
norms which were policed and enforced. Think of a group that you have known, 
e.g. at school, work, college or socially. What norms did that group have? How did it 
police and enforce those norms?

Group-oriented view of organizations
In his book The Social Problems of an Industrial Society, Elton Mayo proposed a social 
philosophy which placed groups at the centre of our understanding of human behaviour in 
organizations (Mayo, 1945). He stressed the importance of informal groups, and encouraged 
managers to ‘grow’ them. He discussed natural groups of 3–6 workers and family groups 
of between 8 and 30 members. These would develop into one, large, organized group, con-
sisting of a plant-wide network of family groups, each with its own natural groups. Mayo’s 
vision was of a community organization in which all or most employees were members of 
well-knit, natural groups, which were linked together in common purpose. These were not 
the formal groups discussed earlier. Mayo invited managers to act somewhat like garden-
ers rather than engineers, and to use their skills, intelligence and experience to deliberately 
integrate individuals within groups.

The work-as-community theory reflects the observation that many employees now spend 
more time at work than previous generations. For many staff, it is the most important 
thing in their lives. Work passion has been defined as a strong inclination towards a job 
that they like, and in which they invest their time and energy. Harmonious work passion 
results from individuals internalizing their favourite work activity into their identity, and 
voluntarily engaging in it harmoniously, along with other aspects of their lives. In contrast, 
obsessive work passion, also the result of internalization, is driven by intra- or interper-
sonal pressures such as a person’s need for self-esteem or acceptance, or desire for rewards. 
Obsessive work passion is in conflict with other life activities and comes at a cost to the 
individual (Vallerand, 2010; Astakhova and Porter, 2015).

Work passion a strong 
inclination towards a 
job that they like, and in 
which they invest their 
time and energy.
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Google staff perks: efficiency, innovation and community

 ATMs

 Bike repair

 Bureaucracy busters

 Car wash and oil change

 Concierge service

 Culture clubs

 Dry cleaning

 Electric vehicle loans

 Employee resource groups

 Equality in benefits

 Free food at work

 gCareer (return to work programme)

 gTalent show

 Haircuts and salons

 Holiday fairs

 Massage chairs

 Mobile libraries

 Nap pods

 Onsite laundry machines

 Organic grocery delivery

 Random Lunch

 Talks@ Google

 TGIF

 Shuttle service

 Subsidized childcare

 Take Your Child to Work Day

Most people know that Google gives its staff the perk 
of free food at work. Lazlo Bock, Senior Vice President 
of People Operations, listed some of the other, lesser-
known perks that contributed to the company’s goals of 
efficiency, innovation and community.

Efficiency in employees’ personal lives is valued by the 
company. To avoid their going home to perform time- 
consuming mundane chores, it offers on-site services 
like ATMs, car washes, dry cleaning and mobile libraries, 
to make life easier. A concierge system helps staff with 
travel planning, finding plumbers, ordering flowers and 
similar tasks.

Innovation is something that the company wants to 
encourage and uses its staff perks to increase the number 
of ‘moments of serendipity’ that spark creativity. Com-
pany cafes are laid out to allow ‘casual collisions’ to occur 
between people who might have interesting conversa-
tions and micro-kitchens are scattered around the build-
ing, allowing Googlers to meet, chat and compare notes.

Community helps people do their best work. Within 
the company, the question-and-answer section of the 
weekly TGIF (‘Thank Goodness It’s Friday’) meeting allows 
any employee to ask a question; gTalent shows make staff 
aware of the personal achievements of their colleagues; and 
email lists of groups, clubs and Employee Resource Groups 
provide networks of those with similar interests. Externally, 
‘Take Your Child to Work’ and ‘Take Your Parent to Work’ 
days aim to extend a sense of community to Googlers’ chil-
dren, spouses, partners, parents and grandparents.

Bock argues that other companies could give their 
employees similar perks at little or no cost. In East London, 
the digital start-up GoCardless also offers its 50 employees 
a similar millennial-friendly workplace. Its founders’ aim is 
to attract, retain and engage new recruits by creating a 
workplace that blends the office and home, and promotes 
team interaction. Work, it appears, can give us friends, 
lovers, identity, childcare and dry cleaning. Researchers 
have documented a renewed appetite for community and 
belonging in Western democracies, and ‘corporate com-
munities’ and ‘company families’ are developing to fill the 
gap (Bock, 2015, p.52; Murphy, 2015).
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Arlie Hochschild (1997) was amongst the first to suggest that individuals work long 
hours not because of employers’ demands but because they obtain most satisfaction from 
work. Work gives them order, a degree of stability, and involvement in teamwork, which 
replaces family relationships. In contrast, life at home can often be dysfunctional and uncer-
tain, making work a place to which to escape. Critics respond by saying that in addition to 
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applying to a tiny section of the professional middle class anyway, this work-as-community 
view merely betrays a desire to put a positive gloss on the long-hours culture. It’s a nice 
motherhood notion that makes work seem worthwhile.

Rebuilding companies as communities
In an article with the above title, Henry Mintzberg argued 
that one of the causes of the current financial crisis is that 
company employees no longer possess a sense of com-
munity – a feeling of belonging to, or caring for, anything 
other than themselves. This has been the result of the 
increase in the importance ascribed to the individual lead-
ership of chief executive officers (CEOs) and an equiva-
lent reduction in importance placed on everyone else in 
the firm who has been treated as a ‘human resource’ 
to be ‘downsized’ (fired) when the share price falls. The 
result in the banks, he feels, has been the mindless, reck-
less behaviour that maximized employees’ own bonuses, 
but which ignored the ultimate consequences, and which 
has brought major organizations and giant economies to 
their knees.

He argued that the veneration of CEO leadership 
undermines a sense of community in organizations. 
 Companies had to re-engage their employees, and 
remake themselves into places where people were com-
mitted to one another and to their enterprises. Individual-
ism could not promote leadership and development on 
its own because humans are social animals, and cannot 
function effectively without ‘community’ – a social sys-
tem that is larger than themselves. Community provides 
the social glue that binds us together for the greater 

good. Community means caring about our work, our 
colleagues, and our communities. Some of the most 
admired companies such as Toyota, Semco, Mondragon 
and Pixar, all possess a strong sense of community. The 
president of Pixar attributed his company’s success to 
its vibrant community where talented people are loyal 
to one another and their collective work, everyone feels 
that they are part of something extraordinary, and their 
passion and accomplishments make their community a 
magnet for talented people. In our hectic, individualistic 
world, this sense of community has been lost in many 
organizations.

Mintzberg suggested that ‘communityship’ (as he 
called it) should stand between individual leadership on 
one side and collective citizenship on the other. Perhaps 
we should wean ourselves off idolizing heroic leaders and 
realize that we need just enough leadership to encour-
age employees to get on with things together. To allow a 
sense of community to bloom requires a compelling cul-
ture. Employees must know what the place is all about, 
and a mission statement like Google’s ‘to organize the 
world’s information and make it universally accessible 
and useful’ allows its committed people to work in coop-
erative relationships based on mutual respect (Mintzberg, 
2009; Catmull, 2008).

Another famous psychologist, Rensis Likert (1961), echoed the idea that organizations 
should be viewed and managed as a collection of groups rather than individuals. He felt 
that group forces were important in influencing the behaviour of work groups with regard 
to productivity, waste, absence and so on, and thus affected the performance of the entire 
organization. In his book chapter entitled ‘The principle of supportive relationships’, Likert, 
like Mayo, attempted to develop a theory of organizational design with the group as the 
basic building block. He argued that:

1. Work groups are important sources of individuals’ need satisfaction.

2. Groups in organizations that fulfil this psychological function are also more productive.

3. Management’s task is therefore to create effective work groups by developing  ‘supportive 
relationships’.

4. An effective organizational structure consists of democratic-participative work groups, 
each linked to the organization as a whole through overlapping memberships.

5. Coordination is achieved by individuals who carry out ‘linking functions’.

Likert is also remembered for proposing the concept of the overlapping group member-
ship structure. This he termed a ‘linking pin’ process. The overlapping works vertically by 
having the leaders of related subordinate groups as members of the next higher group, with 
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their common superior as leader and so on up the hierarchy. The organization is there-
fore conceived as consisting of many overlapping groups. This is shown in Figure 10.6. In 
his view, an organizational design based around groups rather than individuals improves 
communications, increases cooperation, provides more team member commitment, and 
produces faster decision making. Most people in an organization are members of several 
groups at the same time.

Senior
manager

Middle
managers

Supervisors

Subordinates

Figure 10.6: Rensis Likert’s linking pin model

Source: after New Patterns of Management, 1961, McGraw-Hill (Likert, R), p.113, 0070378509,  
© The McGraw Hill Companies, Inc.

Stop and think

You have accepted a job and your new employer tells you that you will become ‘part 
of the team’, and a ‘member of one big happy family here’.

r How do you feel about the organization as your ‘psychological home’ in this 
respect?

r When managers say that they want you ‘to belong’ what do they really mean?

Following Mayo and Likert, a succession of academics and management consultants over 
the decades have promoted the idea of organizations built around groups. In the 1970s, 
Leavitt (1975) asked management to use small groups as the basic organizational form, 
while Ouchi and Johnson (1978) recommended that large organizations should be organ-
ized around ‘clans’ (similar to Mayo’s natural groups) to give their members associational 
ties and cohesion. In the 1980s, Tom Peters (1987) recommended that semi-autonomous, 
self-managing teams should be the basic organizational building block.

Formal and informal groups
Workplace behaviour can be considered as varying along a continuum from formally to 
informally organized. At one extreme, formal behaviour is organized to achieve the col-
lective purpose of an organization. This may be to make washing machines, provide a 
repair service, earn £200,000 profit a year or achieve a 5 per cent return on investment. 
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To achieve such collective purposes, the organization is structured in such a way so as to 
use the limited resources it has at its disposal as efficiently and effectively as possible. It 
does this by creating what is called a formal organization. The overall collective purpose or 
aim is broken down into subgoals and subtasks. These are assigned to different subunits 
in the organization. The tasks may be grouped together and departments thus formed. Job 
requirements in terms of job descriptions may be written. The subdivision continues to take 
place until a small group of people is given one such subgoal and divides it between its 
members. When this occurs, there exists the basis for forming the group along functional 
lines. This process of identifying the purpose, dividing up tasks and so on is referred to 
as the creation of the formal organization. A group that is formed through this division of 
labour is called a formal group.

Whatever type of formal group we are interested in, they all have certain common 
characteristics:

r� They are task oriented.

r� They tend to be permanent.

r� They have a formal structure.

r� They are consciously organized by management to achieve organizational goals.

r� Their activities contribute directly to the organization’s collective purpose.

Alongside these formal groups, and consisting of the same employees, albeit arranged 
differently, will be a number of informal groups. These emerge in an organization and 
are neither anticipated nor intended by those who create the formal organization. They 
emerge from the informal interaction of the members of the formal organization. These 
unplanned-for groups share many of the characteristics of the small social leisure groups. 
These function alongside the formal groups. An informal group develops during the 
spontaneous interaction of persons in the group as they talk, joke and associate with one 
another.

Why do informal groups exist and what purpose do they serve? Ackroyd and Thompson 
(1999) introduced the concept of group self-organization to help our understanding of the 
nature of formal and informal groups. Group self-organization refers to the tendency of 
groups to

r� form interests;

r� develop autonomy;

r� establish identities.

In the Bank Wiring Room in the Hawthorne studies, workers’ interests centred upon 
restricting their output. In so doing, they gained a degree of personal control – that is, they 
increased their autonomy in relation to management. Two cliques emerged, and each devel-
oped its own separate identity. Self-interest and self-identity interact and reciprocate. These 
processes have implications for the behaviour of the groups concerned. This phenomenon 
is termed group self-organization.

Formal group 
one that has been 
consciously created 
by management to 
accomplish a defined 
task that contributes to 
the organization’s goal.

informal group  
a collection of 
individuals who 
become a group 
when they develop 
interdependencies, 
influence one another’s 
behaviour, and 
contribute to mutual 
need satisfaction.

Group self-
organization the 
tendency of groups to 
form interests, develop 
autonomy and establish 
identities.

Home viewing
Clockwatchers (1997, director Jill Sprecher), tells the 
story of four temporary secretaries working together at 
the Global Credit Association. They are separated from 
the permanent secretaries and thus come to consti-
tute an informal social group. Having little work to do, 

they develop ways of looking busy, so as not to attract 
 management’s attention. These informal social activities 
of group members give meaning to their work, and help 
them to alleviate their boredom.
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At school, your classes were examples of formal groups. Students were assigned to 
classes by teachers for specific subjects. Outside classes, at break times, you regularly asso-
ciated with different students. These were examples of informal groups. In the film Mean 
Girls (2004, director Mark Waters), Cady’s map of North Shore High School distinguished 
19 different informal groups of students which were reflected in their seating choices in the 
school cafeteria. These informal groups’ names were the Freshmen; Preps; JV jocks; Cool 
Asians; Varsity jocks; Girls who eat their feelings; Girls who don’t eat anything; Desper-
ate wannabees; Burnouts; Sexually active Bandees; and the Plastics (YouTube: Mean Girls 
 Cafeteria tribes).

Researching the social networks of informal groups
Interest in informal employee networks and productiv-
ity goes back to the Hawthorne studies. The term social 
 network refers to the informal organization developed by 
the workers themselves, in contrast to the formal organi-
zation created by management (see Chapter 12). Using 
surveys and human observation, Cross and Prusak (2002) 
studied the social networks that existed within 50 large 
organizations. Their research revealed a few role-players in 
the network whose performance was critical to the entire 
organization. The roles of these individuals included:

r� Central connectors link most of the people within an 
informal network to one another. Despite not being 
formal leaders, they know who possesses the critical 
information or expertise required to get the work done.

r� Boundary spanners connect the informal organization 
with other parts of the company or with similar net-
works in other organizations. They consult and advise 
individuals from many different company depart-
ments, regardless of their own functional affiliations.

r� Information brokers keep different subgroups in an 
informal network together. Failure to communicate 
across subgroups would lead to their splintering into 
smaller, less effective segments.

r� Peripheral specialists are those members within an 
informal network to whom anyone can turn to for 
specialized expertise.

More recent work by Maya Orbach and her colleagues 
(2015) used advances in social sensing technology to 
collect sensor and digital data to investigate the infor-
mal network communication structure within the sales 
division of a US global manufacturing company. Using 
sociometric badges to collect data on face-to-face inter-
actions (see Chapter 11, p.361), as well as email and 
instant messaging logs over a two-month period, the 
researchers studied individuals’ intra-team and inter-
team communication with their colleagues to determine 
the structure of their informal network and its effect on 
task completion. Their findings showed that the manage-
ment’s expected inter-team workflows did not describe 
the actual communications that existed between the 
different teams in the company, suggesting that it did 
not have a clear idea of how employees accomplished 
their tasks. Using this new face-to-face sensing technol-
ogy, the company could change the spatial layout of the 
workplace and measure the effects of the changes on 
employee communications.

A formal organization is ostensibly designed on rational principles and is aimed at 
achieving the collective purpose of the organization. It thus limits employees’ behaviour in 
order to be able to control and predict it. However, the individual brings their hopes, needs, 
desires and personal goals to their work. While the company may not be interested in these, 
the employee will nevertheless attempt to achieve their personal ambitions while at work 
by manipulating the situation to fulfil their unmet needs. Most other staff will generally be 
seeking to do the same, so it will not be difficult to set up a series of satisfying relationships. 

Stop and think

Can you remember the informal student groupings at your school? To which informal 
group do you belong now at college or university? Search
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These relationships in turn will lead to the formation of informal groups. Because of our 
social nature, we have a tendency to form informal groups. The task- oriented, formal 
groups rarely consider the social needs of their members. Indeed these needs are frequently 
considered to be dispensable and counterproductive to the achievement of the formal pur-
pose of the organization.

Stop and think

Consider how your educational institution contributes to the satisfaction of your 
social needs while studying through your membership of social groups (class, tutorial 
groups, self-help and study groups, clubs and societies, sports teams). On the other 
hand:

r How are other aspects of your institution’s structure, rules, procedures and policies 
blocking your satisfaction?

r How could your institution meet your social needs and those of your fellow 
students more effectively through different forms of group arrangement – and 
would these be consistent with good teaching and learning practice?

Group formation
Groups do not suddenly appear out of nowhere. Before being able and willing to  contribute 
as part of a collective, individuals who were previously strangers have to become acquainted 
with each other in order to establish how best to work together to achieve the common 
task. George Homans (1951) addressed this question of how groups formed. His three-part 
model is summarized in Figure 10.7, and we shall examine it in relation to management 
and workers in organizations.

Environment
of group

Required activities
Required interactions
Required sentiments

Emergent activities
Emergent interactions
Emergent sentiments

Formation
of a group 

Physical
Technological
Social

External system Internal system

Figure 10.7: Homans’ model of group formation

Group environment
Homans proposed that every group (or social system in his model) exists within an environ-
ment which affects it physically, technologically and socially. This environment is created 
by management’s decisions in three areas:

r� Physical. These are the actual surroundings within which a group functions. It includes 
the spatial arrangement of physical objects and location of human activities, e.g. office 
architecture and work furniture; placement of workers on an assembly line.

r� Technological. This includes both material technology (the tools, machinery and equip-
ment that can be seen, touched and heard) that group members use to do their jobs, and 
the social technology (the methods which order their behaviour and relationships).

r� Social. This encompasses the norms and values of the group itself, of its managers (e.g. 
employees as motivated solely by money) and of the organizational culture (stressing 
mutual support and collaboration or competition, distrust and backstabbing).
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Homans argued that a group’s environment was created by the organization’s manage-
ment through its design of the physical work place; its purchase of equipment and choices 
in job design; as well as its choice of strategy, structure and culture.

Homans’ group environments
Physically, the context of a group in a call centre differs 
depending on management’s choice of work furniture 
(see photos below). Each arrangement limits the form 
and nature of operators’ interactions with each other, 
and requires them to behave in certain ways. Managers 
can select work furniture to isolate operators, discourage 
them from interacting with colleagues and thus prevent 
informal groups from forming. Alison Barnes’ study of 
Australian call centres reported a manager saying ‘It’s 
not the sort of place where you can talk to the person 
beside you or behind you if you’re not taking calls … it’s 
not a job where there is a lot of interaction during the 
day’. Barnes noted that the lack of spaces at work where 
staff members could meet privately hindered their collec-
tive organization. A company policy of ‘hot desking’ also 
prevented an operator working with the same group of 
people.

The technological context of their work requires 
staff to interact with customers using the telephone 

and computer. In addition, there are the wallboards, 
with their 6-inch-high LED numbers, which show the 
number of calls waiting to be answered. These flash 
faster as the length of the queue increases. Comput-
ers monitor how many calls each operator deals with, 
and how quickly, keeping figures on all staff. The social 
technology consists of the script and prompt software 
held in the computer that directs their conversations 
in certain, required ways. Socially, the norms, values 
and goals that make up the shared understanding 
within which the group will function are specific to 
each group and are influenced by the culture of the 
call centre organization in which it operates. Barnes 
(2007, p.253) concluded, ‘The design of work in the 
call centres – the technology such as the automatic call 
distribution or the focus on statistics – inhibited worker 
interaction. Designing an office space in order to facili-
tate employee communication would have been incon-
sistent with company objectives.’Je

su
ss

an
z/

fo
to

lia
.c

om

Je
su

ss
an

z/
fo

to
lia

.c
om

External system
Homans’ external system broadly equates to the concept of the formal organization intro-
duced earlier. Managers have certain requirements or expectations of employees which, 
from the employees’ perspective, are the ‘givens’ of their jobs. They require individuals 
to perform certain activities; to have certain interactions with others; and to have certain 
sentiments or feelings towards their work.

For example, in a supermarket, the physical, technological and social environment is 
represented by the design and positioning of the checkout stations; the choice of scan-
ning equipment; and the company’s ‘the customer is always right’ policy. The supermar-
ket management wants its checkout operators to scan customers’ purchases (activities); 
greet them, offer to pack their bags, and say goodbye to them (interactions). They are also 

activities in Homans’ 
theory, the physical 
movements, and 
verbal and non-verbal 
behaviours engaged in 
by group members.
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expected to have positive attitudes and feelings towards their customers and their employer 
 (sentiments). Homans prefaced each of these elements with the term ‘required’ (required 
activities, required interactions and required sentiments) and referred to them collectively as 
the external system.

Each of these three elements reinforces each other. The more activities that employees 
share, the more frequent will be their interactions, and the stronger will be their shared 
activities and sentiments (how much the other persons are liked or disliked). The greater 
the number of interactions between persons, the more will be their shared activities and 
the stronger their sentiments towards each other. The stronger the sentiments people have 
for one another, the greater will be the number of their shared activities and interactions. 
Persons in a group interact with one another, not just because of spatial or geographi-
cal proximity (called propinquity), but also to accomplish goals such as cooperation and 
problem-solving.

interactions  
in Homans’ theory, 
the two-way 
communications 
between group 
members.

Sentiments  
in Homans’ theory, the 
feelings, attitudes and 
beliefs held by group 
members towards 
others.

Homans’ required activities and interactions
‘At most supermarkets, checkout operators are expected 
to conform to particular patterns of non-verbal behaviour 
even when not serving. For example, one checkout oper-
ator, Denise (name changed) commented in an interview 
with the authors that, at her store, not only were the 
checkouts constantly monitored by closed- circuit televi-
sion but supervisors regularly patrolled behind the check-
outs, preventing any of the operators turning around 
to talk to fellow operators, by whispering the com-
mand “FF”, which meant “Face the Front”.  Denise and 
her colleagues were required not only to “FF”, but also 
to sit straight at all times; they were strictly forbidden, 
for example, from putting their elbows on the counter 
in front of them to relax their backs’ (Noon and Blyton, 
2007, p.189).
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Internal system
Homans’ internal system broadly equates to the concept of the informal organization 
introduced earlier. This is another, different set of group members’ activities, interac-
tions and sentiments that emerge from the physical – technological – social environment, 
and as a result of the required activities, required interactions and required sentiments 
themselves. Homans prefaced each of these elements with the term ‘emergent’ (emergent 
activities, emergent interactions and emergent sentiments) and referred to them collec-
tively as the internal system. They represent the creation of informal groups within the 
organization.

These emergent activities can occur in addition to, or in place of the required activi-
ties, and are not required by the organization’s management. For example, if the job is 
repetitive (technological context), operators might see how quickly they can perform it 
(emergent activity), so as to give their work more challenge. If employees are in close 
proximity to each other (physical context), they might relieve their boredom by talking to 
each other (emergent interaction) even though company rules forbid it. Group members 
may come to view customers as a nuisance and develop anti-customer feelings (emergent 
sentiments). For Homans, the relationship between the external and internal systems was 
crucial.
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r� The internal and the external systems are interdependent. A change in one system will 
produce a change in the other. For example, the replacement of a management-selected 
team leader (external system) can impact on the activities between the group members 
(internal system). Similarly, the sentiments of group members (internal system) can 
affect the way they do their work (external system).

r� The environment and the internal and external systems are interdependent. Changes in 
the environment produce changes in the external (formal) and internal (informal) work 
organization. Individuals and groups will modify what they do and how they do it, to 
respond to the changes they perceive.

Homans’ model of group formation established the basis for our understanding of group 
behaviour. First, it highlights how the environment within which a group functions (the 
physical dispersion of staff; the technology that they use; and their social context), helps or 
hinders the process of group formation. Second, it highlights how this management-created 
environment imposes the required activities, required interactions and required sentiments 
on individuals and groups in an organization, and then how these in turn stimulate the 
emergent activities, emergent interactions and emergent sentiments that are not required by 
the external system.

Self-forming groups
Ross Smith, director of testing at Lync, a company pro-
ducing audio-visual conferencing and instant messaging 
systems, is responsible for a team of 85 software engi-
neers. He was asked to reorganize his existing team so 
as to allow next-generation product testing to begin. The 
engineers needed to be smart, but their work, while it 
was intense, complex and technical, was not intrinsically 
interesting. Smith had to keep them focused and moti-
vated. He decided to let the team lead the reorganization, 
a process which became known as ‘WeOrg’. Rather than 
have the four managers who reported directly to him pick 
their team members, Ross decided that the 85 individual 
staff, acting as free agents, should choose which of the 
four teams they wanted to join.

The team leaders were not allowed to offer their mem-
bers more money, but could give them career develop-
ment opportunities, new technologies to work on, and 

new work colleagues to work with. Initially the engineers 
were sceptical and had to be convinced that the manag-
ers were serious in accommodating everyone’s choices. 
WeOrg took longer than anticipated as employees took 
time to find the ‘right team fit’, researching the jobs and 
interviewing prospective bosses. Ultimately staff found 
themselves in acceptable if not ideal roles, and a subse-
quent survey revealed that 95 per cent of them ‘liked’ or 
‘somewhat liked’ the allocation method. In most organiza-
tions, senior executives design structures, define roles, and 
allocate people to them. While being an efficient method, 
it ignores the fact that individuals have their own skills and 
motivations, and it can lead to skill- underutilization, staff 
demotivation and increased labour turnover. The WeOrg 
approach involves greater staff participation, but is more 
time-consuming and requires a great degree of manager–
employee trust (Birkinshaw, 2013).

Group development
Groups of whatever type do not come into existence fully formed. Bruce Tuckman and 
Mary Ann Jensen (1977) suggested that groups pass through five clearly defined stages of 
development which they labelled forming, storming, norming, performing and adjourning 
(Figure 10.8). Of course not all groups develop through all the stages and some get stuck in 
the middle and remain inefficient and ineffective. Progress through the stages may be slow, 
but appears to be necessary and inescapable.

1. Forming
This is the orientation stage, at which the set of individuals has not yet gelled. The individ-
ual asks ‘How do I fit in?’ and the group asks ‘Why are we here?’ Everyone is busy finding 
out about each other’s attitudes and backgrounds, and establishing ground rules. Members 
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are also keen to fix their personal identities in the group and make a personal impression 
on the others. In the personal relations area, members are dependent on some leader to 
provide them with structure in the form of ground rules and an agenda for action. Task-
wise, they seek orientation as to what they are being asked to do, what the issues are, and 
whether everyone understands the task.

Adjourning
$� disengagement
$� 	� ��!��	
���
� ��	�	�����	��
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$� �������������
� ���	�����	��
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Figure 10.8: Stages of group development

Source: based on Tuckman and Jensen (1977) and Jones (1973).

2. Storming
This is a conflict stage in the group’s life and can be an uncomfortable period. The individual 
asks ‘What’s my role here?’ and the group asks ‘Why are we fighting over who’s in charge 
and who does what?’ Members bargain with each other as they try to sort out what each of 
them individually, and as a group, want out of the group process. Individuals reveal their 
personal goals and it is likely that interpersonal hostility is generated when differences in 
these goals are revealed. Members may resist the control of other group members and may 
show hostility. The early relationships established in the forming stage may be  disrupted. 
The key personal relations issue in this stage is the management of conflict, while the task 
function question is organization – how best to organize to achieve the group objective.
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3. Norming
In this cohesion stage, the members of the group develop ways of working to develop closer 
relationships and camaraderie. The individual asks ‘What do others expect me to do?’ and 
the group asks ‘Can we agree on roles and work as a team?’ The questions of who will 
do what and how it will be done are addressed. Working rules are established in terms of 
norms of behaviour (do not smoke) and role allocation (Jill will be the spokesperson). A 
framework is therefore created in which each group member can relate to the others and 
the questions of agreeing expectations and dealing with a failure to meet members’ expecta-
tions are addressed. The personal relations within the group stress cohesion. Members feel 
that they have overcome conflict, have ‘gelled’ and experience a sense of ‘groupiness’. On 
the task side, there is an increase in data-flow as members become increasingly prepared to 
be more open about their goals.

4. Performing
By this stage the group has developed an effective structure, and it is concerned with actu-
ally getting on with the job in hand and accomplishing objectives. The individual asks ‘How 
can I best perform my role?’ and the group asks ‘Can we do the job properly?’ The fully 
mature group has now been created which can get on with its work. Not all groups develop 
to this stage but may become bogged down in an earlier and less productive stage. In 
personal relations, interdependence becomes a feature. Members are equally happy work-
ing alone, in sub-groupings or individually. Collaboration and functional competition occur 
between them. On the task side, there is a high commitment to the objective, jobs are well 
defined and problem-solving activity ensues.

5. Adjourning
In this final stage, the group may disband, either because the task has been achieved or 
because the members have left. The individual asks ‘What’s next?’ and the group asks 
‘Can we help members make the transition to their next task or group?’ Before they 
do so, they may reflect on their time together, and ready themselves to go their own, 
 separate ways.

Tuckman and Jensen’s stages need not occur in sequence. While groups do pass through 
these different stages, they have been found to go through more of an iterative process. 
They cycle back and forth between the different stages. They may pass through one stage 
several times, or become stuck in a certain stage for a period of time. Some groups pass 
through certain stages more quickly than others. Moreover, progress through to any given 
stage is not inevitable (Gersick, 1988, 1989).

The value of the Tuckman and Jensen framework shown in Figure 10.8 is that it 
can help explain some of the problems of group working. A group may be operating at 
half power because it may have failed to work through some of the issues at the earlier 
stages. For example, the efficiency of a project team may be impaired because it had not 
resolved the issue of leadership. Alternatively, people may be pulling in different direc-
tions because the purpose of the group has not been clarified, or its objectives agreed. 
Members might be using the group to achieve their personal and unstated aims (so-called 
hidden agendas). For all these reasons, effective group functioning may be hindered.

Stop and think

Identify a group to which you currently belong – sports club, drama society, tutorial 
group, project group, etc.

r Identify which stage of development it has reached.

r What advice would you give to this group based on your analysis of its 
development?
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Groups and teams
In the literature, the terms group and team are used interchangeably, with the personal pref-
erence of writers and tradition, guiding the choice of word, rather than conceptual distinc-
tion. For example, the ‘how-to-do-it’ books aimed at a management audience tend to refer 
to teams in organizations, while, for historical reasons, discussions about shop floor work-
ing arrangements refer to autonomous work groups. Management consultants frequently 
use the term team metaphorically – that is, they apply this label to a collection of employees 
to which it is imaginatively, but not literally, appropriate. Hayes (1997) noted that the idea 
of team must be one of the most widely used metaphors in organizational life. These same 
writers also use the term normatively – that is, to describe a collection of people as what 
they should be, or what they would prefer them to be, rather than as they actually are.

In their examination of the managerial practices used by the US Marine Corps to engage 
the hearts and minds of their frontline troops, Jon Katzenbach and Jason Santamaria (1999) 
contrasted the characteristics of a team with that of a single-leader work group. These are 
summarized in Table 10.2. The authors describe the training of marines, and note that the 
highly cohesive groups produced by this process learn when and how to function as a real 
team, and when to rely on a single leader.

Home viewing
Two films illustrate the different stages of group develop-
ment. In The Breakfast Club (1984, director John Hughes) 
five American high school students spend a whole  Saturday 
in detention, under a teacher’s less than watchful eye. Over 
the day, the individuals form and develop into a group. 
In Remember the Titans (2000, director Boaz Yakin), a 

very different set of students are welded into a successful 
American football team under the leadership of their coach 
played by Denzil Washington. In both cases, identify the 
transition between the forming, storming, norming, per-
forming and adjourning stages of group formation (based 
on Reimers and Parsons, 2003; and Smith, 2009).

Table 10.2: Teams and work groups

Teams Work groups

Leadership Rotating among capable members One assigned senior individual

Goals Agreed by team discussion Set by formal leader

Work organization Decided by team members Determined by leader

Outputs Collective results achieved by 
members’ close collaboration

Individual results achieved by 
people working on their own

Performance Low at first as team learns how to 
work together, then same rate as 
work group

At first faster than a team, as 
members do not have to learn how 
to work with each other

Performance evaluation By team members themselves and 
senior management

By formal leader and senior 
management

Accountability Team members hold each other  
accountable

Group members held individually 
accountable by leader

Works well with Complex, challenging tasks  
requiring collaboration and a mix  
of interdependent skills

Time-pressured tasks requiring 
leader’s knowledge to integrate 
various contributions

Source: based on Katzenbach and Santamaria (1999).
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RECap

1. List the key characteristics of a group.

r� The key are: two or more people, in face-to-face 
interaction, each aware of his or her member-
ship in the group, each aware of the others who 
belong to the group, and each aware of their 
positive interdependence as they strive to achieve 
mutual goals.

2. Distinguish between different types of group 
tasks.

r� Groups can be assigned many different tasks, 
many of which can be categorized under the 
headings of additive, conjunctive and disjunctive.

3. Name the four research phases of the Hawthorne 
studies.

r� The Hawthorne studies consisted of four major 
phases – Illumination experiments, Relay Assembly 
Test Room experiments, Interviewing programme, 
and the Bank Wiring Observation Room experi-
ments

4. Distinguish between a formal and an informal 
group.

r� Formal groups can be distinguished from informal 
groups in terms of who creates them and what 
purposes that they serve.

5. Outline Homans’ theory of group formation.

r� George Homans’ theory of group formation 
 distinguishes between background factors, and 
required and emergent activities, interactions, 
 sentiments, to explain how individuals come to 
form groups.

6. Enumerate the five stages of Tuckman and 
 Jensen’s model of group development.

r� Tuckman and Jensen distinguish five stages 
through which groups typically proceed, which 
they name forming, storming, norming, perform-
ing and adjourning.

7. Summarize Katzenbach and Santamaria’s 
 distinction between a team and a single-leader 
working group.

r� They d ist inguish between a team and a 
 single-leader working group.

r� They contrast a team with a single-leader  working 
group on the dimensions of: who runs it; who sets 
the goals; performance evaluation; work style; 
business context; speed and efficiency; primary 
end products; and accountability.

1. Why have the results of the Hawthorne studies remained so important to this day? Of 
what value are they to those working in groups and those managing groups today?

2. How do informal groups within an organization differ from formal ones? What func-
tion do informal groups perform and which members’ needs do they meet?

3. Choose a group with which you are familiar, and analyse it using the four elements of 
Homans’ model of group formation.

4. Under what circumstances should management form a group or a team to perform a 
task, and when should it arrange for individuals to work individually on their own?

Revision

Research 
assignment

Select either a group featured in a television series or one of which you know well (e.g. 
sports team; scout/guide group; social club).

(a) Is this a formal or informal group?

(b) What stage is this group at, in terms of Tuckman and Jensen’s model of group 
development?

(c) What is your group’s size, composition, function and status?

➔
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Springboard

John Hassard (2012) ‘Rethinking the Hawthorne studies: the Western Electric research in 
its social, political and historical context’, Human Relations, 65 (11): 1431–61. The author 
reviews the contribution that this seminal research has made to our understanding of 
groups, management and organizations.

Henry Mintzberg (2009) ‘Rebuilding companies as communities’, Harvard Business Review, 
76 (7/8): 140–43. Mintzberg’s discussion of ‘communityship’ updates Mayo’s original 
idea, placing it into a contemporary context.

Liliana Pérez-Nordtvedt, Ross O’Brien and Abdul Rasheed (2013) ‘What are temporary net-
works and when are they useful?’, Group & Organization Management, 38 (3): 392–421. 
The authors discuss temporary collections of employees, whether labelled swarms or hud-
dles, in terms of their contribution to the organization.

Amanda Sinclair (1992) ‘The tyranny of a team ideology’, Organization Studies, 13 (4): 
611–26. This classic article provides a critical review of the concept of team in managerial 
and organizational writings.

(d) How do these factors affect its operation and outcomes?

(e) What roles do group members play in the group, and what are their relationships 
with one another?

(f) What expectations, rights and responsibilities are attached to each of the group 
member roles?

(g) What formal rules and informal norms does the group have to control its members’ 
behaviour?

(h) How does the group react if a member breaks its rules or norms?

OB cinema
The Magnificent Seven (1960, director John Sturges), DVD track 6, 0:18:35–track 12, 0:39:48  
(6 – 11 – 21 minutes – sequenced). Everybody who joins a group does so in order to meet their spe-
cific needs. In this classic American western film, a group of Mexican farmers cross the border, initially 
with a view to buying guns in order to defend their village against bandits. Eventually, they end up 
hiring gunmen. The clip begins as the three villagers enter Chris’ (played by Yul Brynner) hotel room. 
As you watch the clip of the selection process, pause each time a gunman agrees to join the group. 
Speculate as to which of his Maslow needs (Chapter 9) he appears to meeting by joining. There may 
be more than one need.

Character 
(actor)

Needs
Biological

Safety Affiliational Esteem (self 
and others)

Self-
actualization

Chris (Yul 
Brynner)

Harry (Brad 
Dexter)

Vin (Steven 
McQueen)

O’Reilly 
(Charles 
Bronson)
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Character 
(actor)

Needs
Biological

Safety Affiliational Esteem (self 
and others)

Self-
actualization

Britt (James 
Coburn)

Lee (Robert 
Vaughn)

Chico (Horst 
Bucholz)

OB on the web
A number of videos on YouTube summarize the findings of the Hawthorne studies: AT&T Archives: 
The year they discovered people (bonus edition); Hawthorne Studies; and Hawthorne Effect. They 
include original film of the company and the experiments themselves. These studies, now nearly 
90 years old, continue to be taught and feature in all management and organizational behaviour 
textbooks. Watch the videos and decide if the studies were about productivity or employee partici-
pation? Write a report summarizing the continuing relevance of the Hawthorne studies to today’s 
organizations.

ChAptEr ExErCiSES

1. Group experiences

 Objective Demonstrate how groups affect your work and social life.

 Briefing 1. Individually:

(a) Make a list of all the different groups to which you belong at the present time

(b)  Distinguish work groups from non-work groups, and formal from informal 
groups.

2. Form groups:

(a)  Share the number of groups that you each belong to. Which are face-to-face and 
which are virtual?

(b) Identify which types of groups all or most of you belong. Why is this?

(c)  Using examples, explain how being in a group affects your behaviour. Do you 
behave differently when in a group than when alone? Do you behave differently 
in different groups?

3. In your groups:

(a)  Each person shares a positive experience that they have had while being a 
 member of a group.

(b)  Each person shares a negative experience that they have had while being a 
 member of a group.

(c)  Identify any common factors in your positive experiences; and in your negative 
experiences

(d)  What conclusions do you draw about the way that groups should be designed 
and managed?
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2. Work group arrangements

 Objectives 1. Analyse a group’s behaviour using a theoretical framework

2. Assess the situation from a management perspective

 Briefing 1. Form into groups.

2. Analyse the Factory paint shop case below using Homans’ model: environment of 
group (physical, technological, social); external system (required activities, required 
interactions, required sentiments): internal system (emergent activities, emergent 
interactions, emergent sentiments)

3. Make the case for and against management intervention. Give your reasons and 
state your recommendations.

  Factory paint 
 shop case

Factory work can be boring and monotonous. Employees must work at the pace of the 
assembly line or machine, with output levels closely prescribed and monitored by manage-
ment. It is not surprising that factory workers will try anything to break the boredom and 
relentless grind of the controlled activity in a factory. In a particular factory a large paint-
spraying machine was approximately 100 metres long and required a team of 24 people to 
keep it running. There were only 18 workstations on the machine, but the staffing plan was 
that six people would float between jobs, thereby allowing everyone to take a break while 
keeping the machine running. In practice four people would be in the mess room for their 
entire shift running a card syndicate. Everyone else in the work team would take shorter 
breaks and simply drop in and out of the card game as their breaks allowed. A different 
team of four people would be informally ‘rostered’ each day so that over a period everyone 
had the total break time allowed by the company. The team achieved their allowed breaks 
in a way not intended (or approved) by management. Gambling was not allowed by the 
company either, but this did not bother the workers. Supervisors also turned a blind eye to 
the process as long as the work was completed and productivity was at acceptable levels.

From John Martin (2005) Organizational Behaviour and Management (3rd edn).  
London: Thomson, p.243.

Employability assessment
With regard to your future employment prospects:

1. Identify up to three issues from this chapter that you found significant.

2. Relate these to the competencies in the employability matrix.

3. Decide what actions you need to take to maintain and/or develop those competencies under each of the four 
headings of the employability matrix.

Personal qualities
self-management

work ethic/results orientation
appetite for learning
interpersonal skills

creativity and innovation

Leadership qualities
leadership

people management
leading and managing change

project management
general management skills

Other attributes
political awareness

understand cross-cultural issues
how organizations work

critical thinking
decision making

Practical skills
commercial acumen

customer service skills
communication skills
problem solving skills

teamworking skills

Employability

The employability matrix
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Learning outcomes
When you have read this chapter, you should be able to define those 
key terms in your own words, and you should also be able to:

1. List the six dimensions of group structure.

2. Identify the sources of power within a group.

3. Distinguish between two common uses of the concept of status.

4. Understand how emotional relationships within a group can be 
represented symbolically.

5. Distinguish between communication network analysis, 
communication pattern analysis and Interaction Process  
Analysis (IPA).

6. Distinguish between task, relationship and individual roles within 
a group.

7. Differentiate between Belbin’s team roles.

8. Give examples of three leadership styles identified by White and 
Lippitt.

9. Distinguish between a task and a socio-emotional group leader.

10. List the four key dimensions of a virtual team.

11. Identify the benefits and problems associated with virtual teams.
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Why study group structure?
Organizations are keen to employ people who work well together. Nicky Binning, head 
of experienced hire and global mobility at KPMG, an international advisory firm says 
that,

There is now such a pace of change that it almost doesn’t matter what you have done in 
the past … It is the ability to understand what is in front of you, and work collaboratively 
that counts. You have to work together as a team because it is likely that you are facing 
something that you have never faced before. (cited by Tieman, 2012, p.1)

An individual from a function like marketing may be delegated to participate in various 
teams which can be face-to-face, project, huddling, virtual, cross-cultural or a combination 
of these. Increasingly, members of one firm may be required to create a joint team with 
those of another company, in order to meet a client’s needs. A study of 600 organizations 
into teamworking around the world by Pam Jones, director of Ashridge Business School’s 
Performance Through People programme found that 75 per cent of the teams were dis-
persed geographically; 30 per cent were spread across time zones; and half were ‘virtual’ 
and rarely met (cited Tieman, 2012, p.1).

David Aguado and his colleagues (2014) observed that successful teamwork required its 
members to deploy specific competencies to enable them to effectively interact with each 
other; synchronize their contributions; deal constructively with conflict; and function as a 
unified whole so as to achieve the group objective. They should become an ‘expert team’ 
and not merely a ‘group of experts’. Those who possess these competences are called team 
players. This is a person who works willingly in cooperation with others for the benefit of 
the whole team. A team player is humble; does not pursue personal glory, values the per-
formance of the group over individual recognition; is committed to a common goal, and to 
achieving it selflessly.

Companies invest a great deal of time and effort during the selection process to find 
applicants who are good ‘team players’. Michael Stevens and Michael Campion (1994, 
1999) listed the knowledge, skills and attitudes (KSAs) needed by team member for team 
success. As Table 11.1 shows, these are divided into interpersonal and self-management 
clusters, each with its own sets of particular KSAs.

Team player a person 
who works willingly in 
cooperation with others 
for the benefit of the 
whole team.

Table 11.1: Knowledge, skills and abilities possessed by team players

Interpersonal KSAs

1. Conflict resolution
Recognizes the types and sources of conflict; encourages functional and discourages 
dysfunctional conflict; employs win–win negotiation strategies.

2. Collaborative problem-solving
Identifies situations in which participative group problem-solving is appropriate; judges the 
appropriate degree of participation; and overcomes obstacles to ensure it happens.

3. Communication
Understands and uses decentralized communication networks; achieves consistency in verbal 
and non-verbal communication; and correctly interprets others’ non-verbal communication.

STop and Think

Companies want to hire applicants who are good team players. At your job 
interview, you claim to be one. What evidence would you provide to support your 
claim?
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Person–group and collective fit
The company selection process attempts to find applicants who will have person–group and 
collective ‘fit’. Person–group fit concerns how the individual fits a group. It describes the 
interpersonal compatibility between individuals and their immediate work groups. When 
‘fit’ is achieved, there is an increase in an individual’s satisfaction with their job and their 
co-workers, and their organizational commitment, as well as their task performance, rise. 
Person–group fit has been assessed in terms of a match between goals; preferences for 
working climates; abilities and skills; and personality traits.

Collective fit concerns team members’ shared assessments of their compatibility with 
each other and with the requirements of their group task. Moving beyond person–group 
fit, each member asks whether their group has the shared characteristics that allow it to 
fit together well (internal fit) and whether their group possesses the requisite capabilities 
for their task (external fit). Collective fit emerges as team members interact, build a shared 
history and discuss interpretations of how their group responds to important events. The 
question asked by individuals here is ‘Do we fit as a team?’ (Kristof-Brown et al., 2014).

Self-management KSAs

4. Goal-setting and performance management
Establishes specific, challenging and accepted team goals, evaluates progress towards them, and 
provides feedback to members on their own and overall team performance.

5. Planning and task coordination
Coordinates team members’ activities and tasks, assists them to establish individual tasks and 
role assignments, thereby balancing the workload between members.

Source: adapted from Stevens and Campion (1994).

person–group fit 
the interpersonal 
compatibility between 
individuals and the 
members of immediate 
groups.

Collective fit team 
members’ shared 
assessments of their 
compatibility with each 
other and with the 
requirements of their 
group task.

Team problem
There were four team members named Everybody, 
 Somebody, Anybody and Nobody.

There was an important job to do and Everybody was 
asked to do it.

Everybody was sure Somebody would do it.
Anybody could have done it, but Nobody did.

Everybody was angry about that, because it was 
Somebody’s job.

Everybody thought Anybody could do it, but Nobody 
realized that Everybody wouldn’t.

In the end, Everybody blamed Somebody when 
Nobody did what Anybody could have done.

Group structure and process
A central idea in helping us to examine the nature and functioning of groups is that of struc-
ture. Group structure refers to the way in which members of a group relate to one another. 
When people come together and interact, differences between individuals begin to appear. 
Some talk while others listen; some make decisions, while others accept them; some ask for 
information, while others provide it. These differences between group members serve as the 
basis for the establishment of group structure. As differentiation occurs, relations are estab-
lished between members. Group structure is the label given to this patterning of relationships.

Group structure carries with it the connotation of something fixed and unchanging. While 
there is an element of permanency in terms of the relationships between members, these do 
continue to change. Group members continually interact with each other, and in consequence 
their relationships are tested and transformed. As we describe the structure of any group, it 
is useful to view it as a snapshot photograph, correct at the time the shutter was pressed but 
acknowledging that things were different the moment before and after the photo was taken.

Group structure 
the relatively stable 
pattern of relationships 
among different group 
members.
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Differences between the members of a group begin to occur as soon as it is formed. A 
rank order is quickly established between them. Nir Halvey and colleagues (2011) explain 
that this rank ordering, or the creation of a hierarchy within a group, facilitates its survival, 
functioning and performance, and contributes to its success. This ordering that occurs along 
not one, but several dimensions. The most important of these are:

r� Power

r� Status

r� Liking

r� Communication

r� Role

r� Leadership

There are as many structures in a group as there are rank ordering dimensions along 
which a group can be differentiated. Group members will be accorded different amounts of 
status and hence a group will have a status hierarchy and thus a status structure. They will 
be able to exert differing amounts of power and thus a power hierarchy and a power struc-
ture will emerge. While it is possible to examine each structural dimension of the group 
in turn, we need to remember that all are closely related and operate simultaneously in a 
group setting. A group’s structure is determined by:

1. The requirements for efficient group performance.

2. The abilities and motivations of group members.

3. The psychological and social environment of the group.

Why does a group have structure?
Why does a patterning of relationships between individuals in a group occur and what pur-
pose does it serve? Robert Bales (1950a) offered a psychological explanation based on an 
individual’s desire for stability, ‘need for order’ and ‘low tolerance of ambiguity’. He argued 
that meeting and dealing with other people within a group can cause a person stress. It is 
the potential uncertainty and unpredictability in the actions of others that causes this. If the 
behaviour between group members can be made predictable, this can reduce the tension 
for all concerned. This, he explained, is what group structure does.

A sociological explanation would point to structure as a manifestation of power, with 
structure ‘imposed’ on groups (as a natural aspect of efficient functioning, of course) to 
maintain the power position of key players in the organization. All groups are overlaid 
with the power and cultural patterns of the organization within which they exist. Whether 
a group’s structure results from its members’ basic need for predictability, or is imposed by 
powerful outsiders, the effect in either case is to create differences between the individuals 
within the group along several dimensions at the same time (e.g. status, role, power). One 
person will therefore simultaneously have high status and power since each person stands 
at the intersection of several dimensions. The combination of all of these for each group 
member is referred to as their position in the group structure.

A group’s structure will be affected by group process. Examples of a group’s process 
include:

r� Direction of communication (who talks to whom).

r� Quantity of communication (number of times each group member speaks).

r� Content of communication (type of oral utterance made).

r� Decision-making style (how decisions are made in the group).

r� Problem-solving style (how problems are approached and solved).

The structure of a group can affect its process. For example, when an individual is 
appointed the leader of a formal group, they will tend to speak more often, and will be lis-
tened to more closely. Being group leader will therefore determine the direction, frequency 

Group process the 
patterns of interactions 
between the members 
of a group.
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and content of their communication with others in the group. Conversely, group process can 
determine group structure. In an informal group, the individual who speaks most often to 
all fellow members may come to be liked the most. Their status will rise in the eyes of the 
other members, and they may be given permission to take on a leadership role within the 
group. If a group can become aware of its processes, and manage them better, then it is 
likely to achieve improved outcomes.

Power structure
Individual members of a group differ in terms of how much power they each possess, and 
hence in their ability to direct the behaviour of other members. For this reason, it becomes 
necessary for the group to have established control relations between members. This means 
clarifying and accepting which types of power are possessed by different members of a 
group. By having a power structure, the group avoids continued power struggles that can 
disrupt its functioning. It can also link activities intended to achieve its goals to a system of 
authority which is seen as legitimate by all members (Dahl, 1957).

Various writers have defined power in terms of influence. Power is an aspect not only 
in relationships between individuals within a group, but also in leadership relations and 
political issues (Chapters 18 and 22). John French and Bertram Raven (1958) saw power as 
a property not of an individual, but of a relationship. These authors distinguished different 
types of power:

r� reward power: the ability to exert influence based on the other’s belief that the influ-
encer has access to valued rewards which will be dispensed in return for compliance;

r� coercive power: the ability to exert influence based on the other’s belief that the influ-
encer can administer unwelcome penalties or sanctions;

r� referent power: the ability to exert influence based on the other’s belief that the influ-
encer has desirable abilities and personality traits that can and should be copied;

r� legitimate power: the ability to exert influence based on the other’s belief that the influ-
encer has authority to issue orders which they in turn have an obligation to accept; 

r� expert power: the ability to exert influence based on the other’s belief that the influ-
encer has superior knowledge relevant to the situation and the task.

Saying that power is a property of the relationship and not of the individual means 
that, for example, what matters is not whether you actually have rewards to distribute, but 
rather, whether others perceive you to have that ability. So you have reward power when 
others believe that you have rewards available to give, even if you do not.

power the capacity of 
individuals to overcome 
resistance on the part 
of others, to exert their 
will, and to produce 
results consistent with 
their interests and 
objectives.

Home viewing
The Flight of the Phoenix (1965, director Robert Aldrich) 
an oil company plane crashes in the Sahara desert (do 
not view the 2004 version which is very different). It tells 
the story of the formation of a group of passengers who 
attempt to rebuild the plane to escape. The group has to 
deal with the inevitable interpersonal issues of conflict, 

team roles and differences in members’ values and power, 
There are 13 people on the plane but the story focuses 
on six main characters – Towns, Moran, Harris, Watson, 
Renaud and Dorfmann. Using French and Raven’s clas-
sification, decide which person possessed which type of 
power (based on Huffman and Kilian, 2012).

STop and Think

r Who gains from having stable power in a group and why?

r Who loses, how and why?

r Make the argument for having an unstable power structure in a group.
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Status structure
Status is a prestige ranking within a group that is independent of formal status or position. It 
is closely related to leadership, because if an individual’s higher status is accepted by others 
within a group, that person can influence, control or command those around them. Status 
ranking indicates the group’s ‘pecking order’. Some writers argue that status is important 
because it motivates people and has consequences for their behaviour. This is particularly 
the case when individuals perceive a disparity between their own perception of themselves 
and how others perceive them to be. Each position in a group has a value placed upon it.

Within a company, a value is ascribed to a position by the formal organization – e.g. 
chief executive officer, vice-president, supervisor – and can be labelled formal status. 
 Formal status is best thought of as being synonymous with rank, as in the police or the 
military. It signals the particular category that an individual occupies within a well-defined 
social hierarchy (Sauder et al., 2012). In a formal group or team, individual members will 
be accorded formal status within it, based on hierarchical position and task ability.

The organization is made up of a number of defined positions arranged in order of their 
increasing authority. The formal status hierarchy reflects the potential ability of the holder 
of the position to contribute to the overall goals of the organization. It differentiates the 
amount of respect deserved and simultaneously ranks group members on a status scale. 
The outward symbols associated with formal status (e.g. size of office, quality of carpet) 
are there to inform other members in the organization of where exactly that person stands 
on the ‘organizational ladder’. This topic leads ultimately to a consideration of an organiza-
tion’s structure (see Chapter 15).

A second way in which value is placed on a position is the social honour or prestige that 
is accorded an individual in a group by the other group members. In this second sense, the 
word status is prefixed by the word ‘social’, indicating the degree of informally established 
value accorded to that position, as compared with other positions, as perceived by both 
the formal and the informal group. While one can view social status as a sort of badge of 
honour awarded for meritorious group conduct, it can also be viewed as a set of unwritten 
rules about the kind of behaviour that people in a group are expected to exhibit with regard 
to one another. It can indicate the degree of respect, familiarity or reserve that is appropri-
ate in a given situation.

One of the powers possessed by an informal group is its ability to confer status on those 
of its members who meet the expectations of the group. These members are looked up to 
by their peers, not because of any formal position they may hold in the organization, but 
because of their position in the social group. Many people actively seek status in order 
to fulfil their need for self-esteem. The granting of it by their group provides them with 
personal satisfaction. Similarly, the withholding of status can act as a group control mecha-
nism to bring a deviant group member back into line. The status accorded by the group to 
a member is immediate in terms of face-to-face feedback. The recognition and esteem given 
to group members reinforces their identification with the group and increases their depend-
ence upon it. A group member’s informal status may be the result of their ability to contrib-
ute to a group’s goals. Those individuals whose contributions are critical to group success 
are accorded higher social status.

What effect does status have in groups? Alessandro Piazza and Fabrizio Castellucci 
(2014) reviewed the existing research on status in organization and management theory. 
With respect to the literature on groups and teams, they highlighted Gould’s (2002) work 
which showed how hierarchy emerged in groups through members’ own status- conferring 
actions producing a self-reinforcing status ranking. Research by Cameron Anderson and 
colleagues focused on the causes and consequences of status increases and how the lat-
ter shaped members’ evaluations of each other (Anderson et al., 2001, 2008). However, 
most research has investigated how group members’ status and performance in groups 
are linked over time. It showed that individuals may sacrifice individual performance in 
order to enhance their group status (Bendersky and Hays, 2012; Bendersky and Shah, 
2012, 2013).

Formal status the 
collection of rights and 
obligations associated 
with a position, as 
distinct from the person 
who may occupy that 
position.

Social status the 
relative ranking that a 
person holds and the 
value of that person as 
measured by a group.
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Liking structure
Within any group, individual members will like, dislike or be indifferent to other members, 
in varying degrees. Their combined feelings towards each other represent their group’s liking 
structure. This can be studied using the technique of sociometry. The term derives from the 
Latin socius (companion) and the Greek metron (measure). Sociometry was devised by Jacob 
Moreno, who coined the term in his book Who Shall Survive (Moreno, 1953). Moreno and his 
colleagues originally used the technique in their research in the New York Training School for 
Girls in the 1930s. They mapped the friendship choices among girls in a reformatory.

Sociometric maps show the emotional relationships between individual members in 
a group on the basis of their personal choices of selection and rejection of other group 
members using a few standard symbols. This network of a group’s interpersonal feelings is 
exposed by the use of a sociometric assessment using a preference questionnaire in which 
group members are asked with whom they would prefer (or not prefer) to work, study, play 
or live. These reveal the spontaneous feelings and choices that individuals in a group have 
and make towards each other. These are divided into three classes – attraction (liking), 
rejection (disliking) and indifference (neutral feeling).

STop and Think

Consider a group of which you are currently a member. What action could you 
take to change your status in this group and what impact would this have on your 
relationships and friendships?

Status, authority and problem solving in an aeroplane cockpit

Commercial aeroplanes are piloted by groups, not 
 individuals. The actions needed when taxying, taking off, 
flying, making the final approach and landing all require 
the cockpit crew to work together. However, smooth 
group working can be impeded by status differences and 
group dynamics. Larger aircraft consist of a pilot, a co-pilot 
and a flight engineer. To indicate the relative social status 
and authority of each position, these roles are labelled 
captain, flight engineer and second officer. By law, the 
final authority on board rests with the captains, who exert 
their authority and power in various ways. Over two-thirds 
of air crashes involve human or pilot error rather than 

mechanical failure. The US National Transportation Safety 
Board attributed the causes of many fatal crashes to two 
teamwork factors – the captain’s refusal to comply with 
the suggestions of other crew members, and the crew’s 
excessive obedience to the captain’s authority.

In one case, a near miss occurred when a captain 
ignored his co-pilot’s warning to reduce airspeed. In 
the case of a DC-8 running out of fuel and crashing 
in Portland, Oregon, the flight recorder revealed that 
the captain had ignored the flight engineer’s repeated 
reminders of their dwindling fuel. A Northwest Express 
Airlines co-pilot failed to correct the captain’s errors on 
an approach, leading to a crash. Aviation authorities have 
now recognized the abuse of power by captains and the 
negative impact of excessive obedience by flight crews. 
Rather than attempting to change the group structure in 
terms of the norms of hierarchy and cockpit deference, 
they have sought to improve communication between all 
members of the flight crew. To fly safely, team members 
need to engage in the behaviours of inquiring why one 
member is taking certain actions; advocating alternative 
options; and asserting their views on matters. The acci-
dent literature is full of examples where this had not been 
done (Foushee, 1984; Milanovich et al., 1998; Tarnow, 
2000; Courtright et al., 2012).
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Sociometry the study 
of interpersonal feelings 
and relationships within 
groups.
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After analysing the answers, Moreno calculated how many times an individual had been 
chosen as a comrade by the other members of the group for the activity in question. This 
feeling (the sociometric term for which is tele), may be one of attraction (positive tele) 
or repulsion (negative tele), alternatively there may merely be indifference. As shown in 
Figure 11.1, the members’ choices are depicted on a sociogram, which reveals the group’s 
liking structure by showing all the different members’ positions. Sociometric assessment 
can reveal ‘stars’, ‘isolates’, ‘neglectees’, ‘rejectees’, ‘mutual pairs’ and ‘mutual trios’ in a 
group.

1

2

9

11 12

3

4

8

7

6

10

5

13

Star Recipient of a large number of choices, sometimes described as ‘over-chosen’

Isolate Person who makes no choices at all and receives none, i.e. a relationship of 
mutual indifference to the remainder of the group

Neglectee Person who, although he or she makes choices, receives none at all

Rejectee Person who is not chosen by anyone and who is rejected by one or more persons

Mutual pair or 
mutual trio

Individuals who choose one another

Sociogram diagram 
showing the liking 
(social attraction) 
relationships between 
individual members of 
a group.

Sociometry continues to be applied in organizations today under its newer label of social 
network analysis (Kilduff and Krackhardt, 2008). A company’s formal organization struc-
ture is shown on its organizational chart, but its informal organization can only be revealed 
through a sociometric assessment. Sociograms can be used to avoid personality clashes, 
raise group cohesion, and increase a group’s performance. The method can also be used 

Figure 11.1: Sociogram and sociometric positions within a group

STop and Think

Look at the sociogram in Figure 11.1. Identify a ‘star’, an ‘isolate’, a ‘neglectee’, a 
‘rejectee’, a ‘mutual pair’ and a ‘mutual trio’.
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Communication structure
To understand the communication structure of a group, it is necessary to know the pattern 
of positions, that is, the role and status of every member, and the duration and direction 
of communication from position to position. Each group member depends on information 
provided by others. Solving a problem, making a decision or reaching agreement all require 
information exchange between individuals. The members of a group may work closely 
together, interacting frequently and attending regular meetings. Alternatively, they may be 
physically dispersed within a building or located in different buildings, and therefore only 
able to come together occasionally, to attend a meeting. Increasingly, different members 
of the same group may be located in different countries (globally dispersed groups) and 
interact through video-conferencing. Whatever the situation, there are different ways to 
determine a group’s communication structure.

Communication network analysis
When group members meet face-to-face, and participate in a meeting around a table, they 
are said to be co-located. In such circumstances, a communication network analysis of 
their meeting can be conducted. This approach was pioneered by Noel Tichy and Charles 
Fombrun (1979). The observer makes a note of each participant’s oral utterance and at 
whom it is directed. The outcome is a communigram, which in some ways resembles a 
sociogram discussed earlier, but which does not detail mutual liking, but answers the two 
questions of who speaks to whom and how often (Figure 11.2).

Communication pattern analysis
When members of a group are physically dispersed around the same building, around differ-
ent buildings or are located in different countries, it is still possible to determine the source, 
frequency and direction of their communication with each other by using  communication 
 pattern analysis. Instead of observing the interactions between individuals, which is 
impossible, the researcher would note the initiation and direction of emails, texts and voice 
mail between the group’s members. This information is documented in a communication 
pattern chart.

For example, the information flow between the members of a group can take the form 
of a chain. A tells B, B tells C and so on. This ‘chain’ is only one of several communication 
networks used by groups. To discover the full range, and the effectiveness of each, Marvin 
Shaw (1978) conducted a laboratory experiment to test if certain group communication 
networks impeded or facilitated the performance of a task. While all the communication 
networks studied were adequate for the group to do the task, he discovered that some were 
superior in terms of standing up to disruption and encouraging the emergence of leadership. 

to reveal the feelings of unhappy pupil isolates who may not have adjusted to their school 
class group, or isolate employees who have not fitted into work teams. Comparative socio-
grams of productive and unproductive teams can highlight areas where aspects of group 
structure require modification. Sociograms have also been used in the selection and training 
of group leaders to increase cooperation, productivity and morale amongst employees, and 
to anticipate turnover and conflict problems.

Communication 
network analysis 
a technique that uses 
direct observation to 
determine the source, 
direction and quantity 
of oral communication 
between co-located 
members of a group.

Communigram a 
chart that indicates 
the source, direction 
and quantity of oral 
communication between 
the members during a 
group meeting.

Communication 
pattern analysis a 
technique that uses 
analysis of documents, 
data and voice mail 
transmission to 
determine the source, 
direction and quantity 
of oral and written 
communication between 
the dispersed members 
of a group.

Communication 
pattern chart indicates 
the source, direction 
and quantity of oral and 
written communication 
between the dispersed 
members of a group.

STop and Think

Think of an organization with which you are familiar. Identify two individuals with 
whom you would not like to work in a group. List the reasons for your reluctance.
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Shaw studied the effects of five group communication networks on task performance and 
member satisfaction, and these are shown in Figure 11.3.

The way in which different communication networks affect group functioning in terms of 
group performance, structure and member satisfaction continues to be a subject of interest. 
Robert Baron and Jerald Greenberg (1997) studied the differences in performance between 
centralized and decentralized networks. The focus of their study was upon the type of 
task that a group was required to complete. The previous chapter distinguished between 
additive, conjunctive and disjunctive tasks. Baron and Greenberg distinguished between 
‘simple’ and ‘complex’ tasks. As shown in Figure 11.4, they concluded that centralized 
networks are superior on simple tasks (top) and decentralized networks are superior on 
complex tasks (bottom). Managers in organizations are interested in ensuring that a group’s 
communication network supports rather than impedes the achievement of its task. Hence, 
by first identifying the type of network used, and then assessing its effect, they can take 
steps to match the type of group task with the most suitable type of network.

Interaction process analysis
The techniques of communication process analysis and communications network analy-
sis provide information about the source, direction and quantity of verbal communication 
(oral and written) between the members of co-located and dispersed teams respectively. 
However, neither of them considers the content of that communication. When we observe 
a congregated group in action, for example, rugby players discussing their strategy for the 

Chairperson

Gobhnait
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Anita

Sahid

Tanya
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Jos

Nikki Olle

Key

Question

Statement

Attempt to speak
not recognized

Answered own
question

?

?

?

?

? ?

?

??

?

?

?
? ?

?
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?
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Figure 11.2: Communigram showing participation at a meeting
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chain 'Y' wheel

decentralized

centralized

circle all-channel

Figure 11.3: Centralized and decentralized communication patterns in groups

Source: this article was published in Group Processes edited by L. Berkowitz, M.E. Shaw, 
Communications networks fourteen years later, pp.351–61, © Elsevier 1978.

Simple tasks

Complex tasks

Centralized
networks

(e.g. wheel)

Information
flows to central

person

Information
flows all round

the network

Information
flows to central

person

Information
flows all round

the network

Central person
can perform
task alone

Good
performance

Centralized
networks are
superior on
simple tasks

Decentralized
networks are
superior on

complex tasks

Poor
performance

Poor
performance

Good
performance

No one person
has all required

information

Central person
becomes
saturated

No one person
becomes
saturated

Decentralized
networks
(e.g. all-
channel)

Centralized
networks

(e.g. wheel)

Decentralized
networks
(e.g. all-
channel)

Figure 11.4: Task type and communication network performance

Source: from Greenberg, Jerald; Baron, Robert A., Behavior in Organizations, 6th ed. © 1997. Reprinted and electronically 
reproduced by permission of Pearson Education, Inc., Upper Saddle River, New Jersey.
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second half, or a group of students discussing their tutorial system, what we observe are 
individuals saying certain things. If we want to study the content of their oral behaviour 
within that group, we need a precise and reliable way of categorizing it. Robert Freed Bales 
(1950b) and his colleagues at Harvard University’s Laboratory of Social Relations went 
beyond their original research on who talked to whom and how often. He developed a tech-
nique for categorizing the content of group member’s oral behaviours (utterances) which he 
called Interaction Process Analysis (IPA).

Bales discovered that every group engaged in two types of oral activities – task activities 
(getting the job done) and maintenance activities (keeping the group working together). 
He found that when work groups were assigned a task, such as solving a problem or mak-
ing a recommendation, their members inevitably engaged in 12 different types of oral inter-
actions, which are shown in Table 11.2.

Communication between multidisciplinary team members 
in hospitals
Charlotta Weaver and her colleagues (2015) surveyed 
nurses and doctors about teamwork and collaboration in 
adult, in-patient oncology units in a large Chicago teach-
ing hospital. Teamwork among health care professionals 
is important in providing safe and effective patient care. 
It is particularly important for patients with cancer as the 
treatments are complex, potentially toxic, and involve 
many different health care professionals. Their study 
found that doctors’ and nurses’ perceptions of team-
work and collaboration differed widely. Nurses rated the 

quality of teamwork and collaboration in their hospital as 
relatively poor, while doctors rated collaboration with fel-
low doctors and nurses as good. Despite treatment being 
provided by multidisciplinary teams, hierarchies persist 
and interfere with teamwork. Nurses are reluctant to 
escalate their patient care concerns to doctors if they do 
not feel that they have a supportive, collaborative rela-
tionship with them. Nurses identified the main obstacle 
to collaboration as being doctors’ own negative attitude 
towards communicating.

interaction process 
analysis a technique 
used to categorize the 
content of speech.

Task activity an oral 
input, made by a group 
member that contributes 
directly to the group’s 
work task.

Maintenance 
activity an oral input 
made by a group 
member that reduces 
conflict, maximizes 
cohesion and maintains 
relationships within a 
group.

Table 11.2: Bales’ categories of oral interaction in small groups

Task

Questions
1. Asks for orientation; direction; implying autonomy for others.
2. Asks for opinion, evaluation, analysis, expression of feeling.
3. Asks for orientation, information, repeats, clarifies, confirms.

Answers
4. Gives suggestion, direction, implying autonomy in others.
5. Gives opinion, evaluation, analysis, expresses feelings, wishes.
6. Gives orientation, information, repeats, clarifies, confirms.

To
do
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One can classify or ‘code’ each person’s oral utterance during a group discussion, into these 
12 categories. For example, category 7 is ‘shows solidarity, raises others’ status, gives help, 
reward’. So, if one group member said, ‘That’s an excellent idea from Lucy’, that would be 
an example of a category 7 utterance. In contrast, category 12 is ‘shows antagonism; deflates 
other’s status; defends or asserts self’. If another member said, ‘Jill’s report was pathetic! I could 
do one that was twice as good in half the time’, that would be an example of a category 12 utter-
ance. Bales felt that with his 12 categories, one could classify most utterances that were likely to 
be made by individuals in a group when they engaged in oral interaction. In his original experi-
ments, his researchers acted as observers, and watched groups from behind a one-way mirror.

Maintenance

Positive reactions
7. Shows solidarity, raises others’ status, gives help, reward.
8. Releases tension; asks for help; withdraws from field.
9. Shows antagonism; deflates others’ status; defends or asserts self.

Negative reactions
10. Disagrees, shows passive rejection, formality, withholds help.
11. Shows tension release; asks for help; withdraws out of field.
12. Shows antagonism; deflates others’ status; defends or asserts self.

Source: based on Bales (1959).

Analysing oral interactions in a group
Below is a simplified version of Bales’ Interaction Process 
Analysis (IPA) oral behaviour classification scheme. It con-
sists of six oral behaviour categories, and each has an 
explanation alongside. Also provided is a chart for cat-
egorizing group members’ oral contributions. There is a 
space for their initials along the top row. Next time you 
are present at a group discussion, listen to what each 
individual says. Every time they speak, decide in which 
oral category their utterance belongs, and place a dot 
beside that category, under their name. Continue to do 
this, building up a record of the whole discussion.

After you have finished observing your discussion, 
total up your dots in the columns (horizontally) and for 
each group member (vertically). Your horizontal scores 
total gives you an indication of the behaviour of the 
group as a whole. For example, is this a group whose 
members are cooperating or competing with each other? 
Your vertical scores contrast the contributions of the 
individual group members, and can provide a clue to the 
roles that they are playing in the group.

Proposing   Any behaviour that puts forward a new suggestion, idea or course of action

Building   Any behaviour that develops or extends an idea or suggestion made by someone else

Supporting   Any behaviour that declares agreement or support with any individual or idea

Disagreeing   Any behaviour that states a criticism of another person’s statement

Giving information Any behaviour that gives facts, ideas or opinions or clarifies these

Seeking Information Any behaviour that asks for facts, ideas or opinions from others

Oral interaction score sheet

Oral category Members’ names

Proposing

Building

Supporting

➔
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Bales’ IPA is the most practical method yet developed which can be used to study the 
content of the oral communication between individuals in groups. He provided the first 
picture of what happens in face-to-face groups, and developed a theory of group function-
ing. He argued that group behaviour could be explained by showing how groups dealt 
with certain recurring problems such as orientation, evaluation; control, decision, tension-
management and integration.

Oral category Members’ names

Disagreeing

Giving
r� information
r� opinions
r� suggestions

Seeking
r� information
r� opinions
r� suggestions

TOTAL

STop and Think

You have been assigned to a group and given a task to perform. You hate your job, 
and the management, and intend to resign shortly. What steps would you take to 
sabotage the work of your new group, while leaving you blameless in your boss’s 
eyes, and confident of obtaining a good reference?

Badging up for effective teamwork
Sandy Pentland (2012) and his research team at the 
MIT’s Human Dynamics Laboratory discovered that the 
pattern of communication – the manner in which mem-
bers communicated – was the most important predictor 
of a team’s success. It was more important than all the 

other factors – individual intelligence, personality, skill 
and content of discussions – put together. The research-
ers equipped team members with electronic badges that 
collected data on their individual communication behav-
iour. This included whom they talked to; how much they 
talked, listened, gestured and interrupted; their tone of 
voice; whether they faced each other; and even their lev-
els of extroversion and empathy. These badges produce 
sociometrics – measures of how people interacted.

Data collected by sociometric badges

Body orientation –  position of body and standing 
 position in relation to others.

Para-verbal –  tone of voice but not words spoken when 
talking to others.

Body language –  hand and arm movements and nods, 
but not facial expressions.
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Role structure
It is a short step from identifying the types of oral contributions that individuals make in 
their groups to determining their team member roles. The occupants of every position in a 
group are expected to carry out certain functions when group members interact with one 
another. The expected behaviours associated with a position within the group constitute the 
social role of the occupant of that position. Social role is the concept that relates the indi-
vidual to the prescriptive dictates of the group. People’s behaviour within an organization 
is structured and patterned in various ways. An understanding of role helps us to explain 
how this happens.

Social role refers to the set of expectations that others hold of an occupant of a position 
in an organizational structure, e.g. shop manager, bishop, head of the production depart-
ment, etc. These role expectations presume attitudes, relationships and behaviours. A role 
is similar to a script that actors are given. The same actor changes their roles, and can act 
out different parts in front of different audiences. Different roles are played out by different 
members of a group. By totalling the columns in the oral interaction score sheet shown ear-
lier, you can see how group members contributed to the group discussion. Bales found that 
individuals played different roles within their groups, and that this was a universal feature 
of face-to-face interaction in groups. As the group deals with its problems, individual mem-
bers begin to ‘specialize’ in certain types of behaviours, thereby taking on different ‘roles’ 
within the group.

Group member roles
Within a group activity, such as a staff meeting or a tutorial discussion, some individu-
als will show a consistent preference for certain oral behaviours and not for others, for 
example, expressing their opinion, asking for information from others. How an individual 
chooses to expresses him- or herself leads them to be seen to be playing a particular role 
within their group. Kenneth Benne and Paul Sheats (1948) distinguished three categories of 
roles played by members of a group and these are shown in Table 11.3.

These data were compared with team performance and 
used to identify which communication patterns contrib-
uted to successful teamwork. The same patterns were 
in found in different teams, irrespective of their type 
or their goals. Successful call centre teams and suc-
cessful senior management teams shared certain ‘data 
signatures’ allowing the researchers to predict team 
success without actually having to meet their mem-
bers. Three aspects of communication were found to 
affect team performance most. Energy was the number 
and nature of exchanges between team members; and 
 engagement was the distribution of energy between 
team members. If all team members had relatively 
equal and reasonably high energy with one another, 
then engagement would be strong.  Exploration con-
cerned members’ communication with those out-
side their team.  Successful, creative teams oscillated 
between ‘exploration for discovery’ and  ‘engagement 

for  integration’ of ideas gathered from  outside. The 
authors concluded that 35 per cent of variation in 
a team’s performance could be accounted for by the 
 number of face-to-face exchanges.

Sociometric Solutions, a commercial firm, has com-
mercialized the use of ‘badge technology’ to discover 
social dynamics at work. They monitor how employees 
move around the workplace. One of its clients, Bank 
of America, discovered that its most productive work-
ers were those who were allowed to take their coffee 
breaks together, during which time they ‘let off steam’ 
and shared tips about dealing with frustrated custom-
ers. It used this finding to introduce collective staff 
breaks, thereby raising performance by 23 per cent, 
and reducing the amount of stress in workers’ voices 
by 19 per cent (Kuchler, 2014). Badges have also been 
used in informal network research as described by 
Orbach et al. (2015).

Social role the set of 
expectations that others 
hold of an occupant of a 
position.
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The first of these are task roles, which are principally directed towards achieving a 
group’s task. The second category, relationship roles, are concerned with building and 
maintaining good relations between group members so as to ensure the group as a whole 
can work together. Both of these categories of roles help the group to achieve its objec-
tive. In contrast, the third category, individual roles, impedes the group’s efforts to achieve 
its aims. They have also been called ‘self-interested roles’ because they advance only the 
interests of the individual member, rather than those of the group as a whole. Back in 1948, 
Benne and Sheats labelled the last of these roles ‘playboy’. However, both male and female 
members of a group (‘playboys’ and ‘cougars’) are equally capable of enjoying themselves 
at the cost of impeding the achievement of their group’s task.

Belbin’s team role theory
A widely used framework for understanding roles within a group or team was developed by 
Meredith Belbin and was based on research conducted at the Administrative Staff College, 
Henley (Belbin, 1993, 1996, 2010). He distinguished nine team roles. Each team role makes 
its own, distinctive contribution to the performance of the team. These can be grouped 
under three headings:

Table 11.3: Benne and Sheats’ roles commonly played by members of a group

Task Relationships Individual

Initiator-contributor Encourager Aggressor

Information seeker Harmonizer Blocker

Opinion seeker Compromiser Recognition seeker

Information giver Gatekeeper and expeditor Self-confessor

Opinion giver Standard setter Dominator

Evaluator-critic Observer and commentator Help seeker

Energizer Follower Special interest pleader

Procedural technician Playboy/cougar

Recorder

Source: based on Benne and Sheats (1948).

Action roles Social roles Thinking roles

r� Shaper
r� Implementer
r� Completer–Finisher

Coordinator
Teamworker
Resource investigator

Plant
Monitor–Evaluator
Specialist

Belbin (1996) argued that:

1. Within an organization people are generally appointed to a functional role on the basis 
of their ability or experience, e.g. marketing. They are rarely selected for personal char-
acteristics that would fit them to perform additional tasks within a team. In an ideal 
world, a person’s functional role and their team role would coincide.

2. The personal characteristics of an individual fit them for some roles within a team, while 
limiting the likelihood that they will be successful in other roles. For Belbin, therefore, 
team roles are individual preferences based on personality, and not the expectations of 
others, as discussed earlier in this chapter with respect to social role.

Team role an 
individual’s tendency 
to behave in preferred 
ways which contribute 
to, and interrelate with, 
other members within 
a team.

Raymond Meredith 
Belbin (b.1926)
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3. Individuals tend to adopt one or two team roles fairly consistently.

4. The roles that individuals are naturally inclined towards can be predicted through per-
sonality assessments and a team role questionnaire.

5. In an ideal (‘dream’) team, all the necessary roles are represented, and the preferred 
roles of members complement each other, thereby avoiding ‘gaps’ – i.e. there is team 
role balance. This does not mean that every team has to consist of nine people. A single 
member can ‘double up’ and play several roles, thereby enabling the overall size of the 
team to be reduced.

6. The assessment, selection, placement and guidance of individual employees by man-
agement is the way to improve team effectiveness. Once management knows employ-
ees’ team role preferences, it can use them to compose balanced teams in which all the 
required role preferences are represented.

Completer
Plant

Monitor
evaluator

Specialist

Resource
investigator

Co-
ordinator

Shaper

Team
worker

Implementer

              SHAPER
Moulds others’ ideas
pushing them to action
in order to obtain a
result.

Demanding, dynamic,
firm and impatient,
often quick-tempered
and easily frustrated.

RESOURCE INVESTIGATOR
Keeps others in touch,
explores opportunities,
shares external
information; develops
contacts.

Extrovert, enthusiastic,
communicative, is the
team’s networker; can
call upon connections;
negotiates with outsiders.

COMPLETER – FINISHER

             PLANT
Provides creative
thinking, dispassionate
analysis solves
difficult problems.

Creative, imaginative,
unorthodox.

          SPECIALIST
Provides team with
specific, technical input.

Single-minded,
self-starting, dedicated;
possess rare, expert skills.

MONITOR – EVALUATOR
Provides critical input,
a careful and objective
approach, offers options,
checks progress, helps
team avoid mistakes.

Sober, strategic,
discerning; sees options,
judges accurately.

Searches out errors and
omissions; knows if team is
on track; meets deadlines;
ensures quality and
timeliness.

The team’s ‘detail person’;
painstaking, conscientious, 
anxious; possesses
analytical and
meticulous approach.

Brings together others’
inputs, clarifies goals,
allocates responsibilities;
ensures all contribute to
discussions and decisions;
articulates team conclusions.

Mature, confident, good
chairperson, delegates
well; concerned with
fairness and equity among
team members.

        TEAMWORKER
Looks after interpersonal
relationships between
team members; resolves
conflicts; ensures team
cohesion.

Cooperative, mild,
perceptive, team
diplomat; listens,
sensitive to others,
averts friction; is sensitive
to team atmosphere;
helps others

      IMPLEMENTER
Practical thinker who
turns theoretical
ideas into workable
solutions.

Disciplined, reliable
efficient, and
conservative. Produces
processes and systems
to meet team’s needs.

       CO-ORDINATOR

Figure 11.5: Belbin’s team roles

Source: adapted from Matthewman et al. (2009); based on Belbin (1981).

STop and Think

Belbin argued that a balanced team was one in which all nine of his roles were 
represented. What factors, inside or outside the organization, other than team 
role preferences, are likely to affect the success or failure of a team within an 
organization?
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Critique of team role theory
Belbin’s theory has received a great deal of critical assessment, some of which has been 
summarized by Aitor Aritzeta et al. (2007). Belbin Associates (2009) have themselves 
offered a response to some of the questions raised about their team roles model. The main 
criticisms of the theory are:

r� It is difficult to devise measures of team success that can be objectively related to team 
composition. It is difficult to say that a given team succeeded because it possessed all 
nine roles or failed because it lacked some of them.

r� How individuals see their team roles is influenced as much by the roles that they habitu-
ally play, and what is expected of them in such roles. Thus the questionnaire scores 
reflect not only an individual’s personality traits, but also their social learning of roles.

r� The theory takes an excessively psychological perspective on role, neglecting the socio-
logical dimension of the social position they habitually adopt, and what is expected of 
them in such positions by others.

r� The theory does not sufficiently take into account differences in the type of task that the 
team is being asked to perform. Additive, conjunctive and disjunctive tasks may require 
different combinations of team roles to achieve success.

r� Team performance is affected by a variety of different factors such as strategy and lead-
ership, structure and management style, interpersonal skills and company resources. 
Focusing exclusively on team composition leads to ignoring these other critical factors.

r� The concepts of team role and personality have become intertwined, being treated as 
interchangeable, rather than as separate but interrelated.

Because of its widespread popularity, team role theory continues to generate interest 
and research. According to Belbin, a balanced team, i.e. one in which all nine roles are 
present, will perform better than an unbalanced one in which roles are duplicated or miss-
ing. Simona Lupuleac and her colleagues (2012) studied 32 teams containing 145 members 
working on development projects. They found a statistical relationship between team role 
balance and team motivation (preparedness to work hard and make a contribution to their 
team) and thus confirm the value of the theory for designing teams.

Nicoleta Meslec and Petru Curs‚eu (2015) investigated the impact of team role balance on 
group processes (communication, coordination and planning) and group outcomes (group 
cohesion, perceived performance). They studied 459 students at a Dutch university. They 
concluded that although balanced teams performed significantly better in the initial phases 
of group development, the effect disappeared towards the end of the group project and thus 
did not predict group performance at later points in time. Moreover, it linked negatively with 
group processes and outcomes. Finally, Nel Mostert (2015) studied 730 employees in the R&D 
teams of a fast-moving consumer goods company over a seven-year period. He found that:

r� most project team leaders were Shapers;

r� each team had its own unique team innovation culture;

r� all team members benefited from knowing each other’s team roles;

r� in an R&D environment, Plants, Resource investigators and Specialists produced the 
most creative team combination.

Home viewing
In the film The Internship (2013, director Shawn Levy), 
Google summer interns form themselves into small teams 
to compete with one another. One of these teams, ‘Team 
Lyle’, consists of six members – Lyle, Neha, Yo-Yo, Stuart, 

Nick and Billy. Team members have to work effectively 
together to meet the challenges set for them. Identify 
which individuals play which of Belbin’s team roles, on 
which occasions, with what result.
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Gervase Bushe and Alexandra Chu (2011) noted that unstable team membership greatly 
impedes team performance. A fluid team is defined as a collection of individuals who are 
made responsible for an outcome by their organization, but whose membership changes. 
Fluid teams have been widespread in health care, aviation (flight crews) and are increas-
ingly common in engineering, product development, and sales and customer support. 
Among the reasons for team membership changes are upsizing and downsizing; different 
skill requirements at different times; the desire for flexible personnel allocation; and staff 
career development opportunities. The authors identified four problems and suggested solu-
tions to each of these, as summarized in Figure 11.6.

Source: reprinted from Organizational Dynamics, 40(3), Bushe, G.R. and Chu. A., Fluid teams: 
solutions to the problems of unstable team membership, pp.181–88 (p.183, Figure 2 Problems  
and solutions for fluid teams) © 2011, with permission from Elsevier.

Unstable membership creates
barriers to effective team
functioning because of . . . Solutions For increased

Loss of individual
knowledge

Efficacy

&�����������������$����������������������
 processes for teams.
&� �����������$�������������������������������
&� ���������!�������������!���������
 knowledge resources for others.

&� Reduce task interdependence.
&� Substitute simple structures and
 knowledge management.
&� Increase understanding of coordination
 needs of other roles.  

Lack of cohesion

Low individual commitment
to group success

&��������������� �����������
&� ���������������������#������!����

&� Build identification and cohesion
 through the pools of expertise that
 form more stable groups.
&� Build loyalty to higher level groups
 ������������$��������!������

Lack of shared
mental models

Belonging

Figure 11.6: Problems and solutions for fluid teams

What makes a team smarter – more women?

Anita Woolley and Thomas Malone (2011) gave subjects 
aged 18 to 60 standard individual intelligence tests and 
assigned them randomly to teams. Teams were asked to 

complete brainstorming, decision making, visual puzzle 
and problem solving tasks, and were then given a col-
lective (team) intelligence score based on their perfor-
mances. It was found that there was little correlation 
between a group’s collective intelligence and the IQs 
of its collective members. However, if a group included 
more women, its collective intelligence rose. This collec-
tive group intelligence was not found to correlate with 
group satisfaction, group cohesion, group motivation or 
individual intelligence. The teams that had members with 
higher IQs did not achieve higher team scores, but those 
which had more women did. So, are brainy people over-
rated and are women the true key to team success?

The researchers concluded that gender did make a dif-
ference. The traditional argument is that diversity is good 
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Leadership structure
There are many jobs to be done in a group if it is to be both productive and satisfying for 
its members. The emergence of a leader within any group is a function of its structure. 
 Usually, a group makes a leader of the person who has some special capacity for coping 
with the group’s particular problems. They may possess physical strength, shrewdness, 
or some other relevant attribute. The leader and the members all play roles in the group. 
Through them, a group atmosphere is created which enables communication, influence and 
decision making to occur. In much of the management literature, leadership is considered 
exclusively as a management prerogative.

The relationship between the group’s leader and the followers may be thought of as one 
of social exchange. The leader provides rewards for the group by helping its members to 
achieve their own and the group’s goals. They in turn reward the leader by giving the indi-
vidual heightened status and increased influence. However, members can withdraw that 
influence at any time if they feel that the leader is no longer worthy of their respect. Viewed 
as a social exchange process, the leader has power in terms of their ability to influence the 
behaviour of those around them. Nevertheless, it is the group members who give the leader 
the power to influence them.

It has been found that the type of leadership exercised affects group performance and 
member satisfaction. Activities are performed and actions are taken by the leader. There 
has been an increasing interest in distributed leadership within a group as opposed to 
individual leadership (see Chapter 18). One can distinguish between a leader and acts of 
leadership. If we accept Raymond Cattell’s (1951) view that the leader is any group mem-
ber who is capable of modifying the properties of the group by their presence, then we can 
acknowledge that any member of the group can perform acts of leadership, and not just a 
single, designated individual. The group leadership approach considers the characteristics 
of small groups, seeking to understand the organizational context in which they exist, and 
the objectives that they seek to achieve. It seems therefore more useful to view leadership 
as a set of behaviours that change their nature depending on circumstances, and which 
switch or rotate between group members as circumstances change, rather than a static sta-
tus associated with a single individual.

Research by Robert Bales and Philip Slater (1956) into newly constituted groups found 
that two leaders regularly emerged. One was the task leader who specialized in making 
suggestions, giving information, expressing opinions and generally contributing to helping 
the group achieve its objective. The other was the socio-emotional leader who helped main-
tain relationships between group members, allowing them to express their ideas and posi-
tive feelings (see earlier distinction between group activities). This person made jokes, and 
released tensions in the group, and helped to maintain the group as a functioning entity. 
Although there was some rivalry, the two group leaders, task and socio-emotional, typically 
cooperated and worked together well.

Lynda Gratton and her colleagues (2007) confirmed this distinction 50 years later when 
investigating teams which demonstrated high levels of collaboration. They found that the 

and that you should have a mixture of men and women on 
your team. However, this research suggests that the more 
women the better. Why? The explanation runs as follows. 
Studies of excellently performing groups report that mem-
bers listen to each other; share constructive criticism; have 
open minds; are not autocratic. These are all aspects of 
what is called social sensitivity, and women in general score 
higher in tests of social sensitivity than do men. 5o what 

is important is to have people high in social sensitivity 
whether they are men or women. If you don’t know the 
sensitivity of an individual, then choose a female, as she is 
likely to have more of it. This study showed that intelligence 
tests used to predict individuals’ performances on a range 
of tasMs could also predict group performance. # groupos 
collective intelligence can be increased by changing its 
membership or increasing incentives for collaboration.

distributed 
leadership the 
collective exercise of 
leadership behaviours, 
often informal and 
spontaneous, by staff 
at all levels of an 
organization.
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flexible behaviour of their team leaders, both task and relationship oriented, was crucial. 
Successful group leaders changed their style. Initially, they emphasized task leadership –  
clarifying goals, committing members and defining individual responsibilities. Later, 
they switched to a relationship orientation, once the tensions around sharing knowledge 
emerged. Ambidextrous team leaders, possessing both task and relationship skills, appeared 
to be essential.

Distributed or centralized leadership?
Jennifer Berdahl and Cameron Anderson (2005) consid-
ered the performance of groups, and found that qual-
ity suffered when leadership was highly centralized, and 
when the majority of group members did not perform 
leadership tasks or contribute to the group’s efforts. Previ-
ous research had shown that generally, centralized leader-
ship reduced performance in tasks such as brainstorming, 
judgement and decision making. However, situations that 
require planning and coordinating, such as large groups 
doing complex tasks, may benefit from a more hierarchi-
cal male model. Further research is needed as centralized 
leadership is also associated with high levels of lateness, 
absenteeism and turnover among staff, and low levels of 
cohesion and satisfaction in the workplace.
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Leadership styles in groups

A classic study of leadership of groups was conducted 
by Kurt Lewin, Ralph White, and Ronald Lippitt in the 
1930s. It involved four groups of ten-year-old boys, each 
of whom attended an after-school hobby club. Each 
group’s members had been matched on characteristics 
such as age, personality, IQ, physical characteristics, and 
socio-economic status, to be as similar as possible. The 
adult leaders were trained in three leadership styles:

Authoritarian leadership: The primary focus was upon 
achievement. The leader gave orders, and praised or 
criticized the boys without giving reasons. He behaved 
in a distant and impersonal way, discouraging com-
munication between the boys themselves.

Democratic leadership: The primary focus was on the 
boys’ choices. When the leader made comments, 
he explained them. He used discussions to help the 
boys plan their projects; allowed them to choose their 
own work mates; and permitted them to communi-
cate freely with each other. He also participated in the 
group activities himself.

Laissez-faire leadership: The primary emphasis was 
minimal involvement. The leader left the boys to 
themselves; only gave advice and help when directly 
asked; and provided no praise, blame, or any other 
comments.

The three leadership styles had different effects on 
group atmosphere and productivity and on liking for 

Kurt Zadek Lewin
(1890–1947)

Ronald O. Lippett
(1914–1986)
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Virtual teams
Increasing competition and globalization is forcing organizations to speed up their devel-
opment and production of new products and services. Project-management software links 
the members of a team electronically, allowing them instantly to share and analyse project 
information. Simultaneously, advancing communications hardware is allowing individuals 
to interact with others anywhere in the world, on the move, via tablet, laptop or mobile 
phone – increasing people’s ability to ‘work together while apart’. The virtual conference 
call has become a standard form of group meeting, although it possesses many deficiencies 
(see ‘A conference call in real life’ on YouTube).

This combination of market-push and technology-pull has led companies to explore 
new types of working arrangements and organizational forms. One such development is 
the virtual team. Gilson et al. (2015) report survey results which suggest that 66 per cent 
of multinational organizations utilize these groups and over 80 per cent expect them to 
grow.

Virtual teams give companies access to the most qualified individuals, at the lowest cost, 
and save on office building costs. The communications technologies used by these teams 
allow their employees to manage their work and personal lives flexibly and interact with 

the leader. The researchers found that the autocratic 
leadership style led to high productivity, but only in the 
presence of the leader. It also created an aggressive but 
dependent atmosphere among the boys. The demo-
cratic leadership style led to relatively high productivity; 
to the boys liking their leaders most; to the creation of 
a friendly atmosphere; and to the boys proceeding with 
their work, irrespective of the presence or absence of 

the leader. 6he laissez�faire leadership style led to low 
 productivity that only increased when the leader was pre-
sent. It created a friendly but play-oriented atmosphere.

Based on White and Lippitt, 1960; diagram  
reproduced with permission from Hogg  

and Vaughan, Social Psychology  
© 2011 Pearson Australia, page 555.

Liked less High (leader present)
Low (leader absent)

Aggressive,
dependent,
self-oriented

Liking for
leader

EffectsLeadership style

ProductivityGroup
atmosphere

Autocratic

Relatively high
(unaffected by
presence or absence
of leader)

Democratic

Liked more Friendly,
group-centred,
task-oriented

Low
(increased in
absence of leader)

Laissez-faire

Liked less Friendly,
group-centred,
play-oriented

Virtual team 
one that relies on 
technology-mediated 
communication, while 
crossing boundaries of 
geography, time, culture 
and organization, 
to accomplish an 
interdependent task.
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colleagues around the world. The virtual team has disrupted many aspects of traditional 
group structures – power, status, liking, communication, role and leadership. According to 
Yuhyung Shin (2005), virtual teams can be distinguished from face-to-face (FTF) teams on 
four dimensions:

Spatial dispersion: the extent to which team members work in different geographical 
locations

Cultural dispersion: the extent to which a team consists of employees from different coun-
tries or cultures

Temporal dispersion: the extent to which team members work at different times

Organizational dispersion: the degree to which team members work across organizational 
boundaries

A virtual team can be of the single-country or multi-country type. If the latter, it is 
called a global virtual team and is defined as a nationally, geographically and culturally 
diverse group that communicates almost exclusively through electronic media (Jarvenpaa 
and  Leidner, 1999). Team members therefore work across temporal and spatial bounda-
ries, usually without face-to-face interaction, to coordinate their activities to attain common 
goals from different locations around the globe (Zander et al., 2012). It you think of a con-
tinuum of groups and teams based on their degree of face-to-face interaction, global virtual 
teams are at one pole of the continuum, and co-located groups (members facing each other 
over a table in a room) would be on the other.

Some of the difficulties of working successfully in these teams are discussed by Halgin 
et al. (2015). They consider how team members develop and maintain ties with colleagues, 
and connect with multiple, shifting co-workers, clients and partners, while working on tem-
porary, spatially distributed projects where colleagues change, and face-to-face interaction 
may be impossible. Team members needed to simultaneously develop a mixture of both 
weak ties (used to search for the novel information needed for creativity and innovation) 
and strong ties (to effectively transfer complex knowledge). This was both necessary and 
demanding. They found that in distributed work settings, it was the highly engaged individu-
als, i.e. those who had an energetic and affective connection with their work, who would 
develop such ties.

On the positive side, virtual teams can often complete tasks quickly and efficiently, and 
give companies access to the best (and cheapest) people and resources in locations around 
the world. On the negative side, members’ different cultural backgrounds; the fact that they 
are not ‘in synch’ because of different time zones; and the technological interface, all make 
the task of leading global virtual teams very challenging. Studies into the effectiveness of 
virtual teams have produced contradictory results. Some research studies suggest that such 
teams fail to meet their goals and are less productive than co-located teams, while others 
have concluded that they outperform face-to-face teams (Ferrazzi, 2014).

Cultural dispersion refers to the fact that a virtual team is composed of individuals from 
diverse cultural backgrounds, while organizational dispersion relates to the fact that the 
members of a virtual team may be members of different companies, and could include sup-
pliers, retailers and even consumers. It is therefore not uncommon for differences to exist 
in members’ assumptions, motivations, knowledge bases and working styles (Shapiro et al., 
2002). The differences in time and place associated with different forms of information 
exchange possibilities were identified by James Bowditch and Anthony Buona (2001) and 
these are shown in Table 11.4.

Global virtual team 
one that is nationally, 
geographically and 
culturally diverse and 
which communicates 
almost exclusively 
through electronic 
media.
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It shows that the members of a team may be present in the same place (co-located) or 
in different places (distributed), when receiving or giving information. Similarly, their com-
munication may be synchronous or asynchronous. Successful collaboration within virtual 
teams requires participants to establish contact with each other, agree lines of communica-
tion and build trust. This is done more easily face to face. Psychologists recommend that 
virtual team members who typically interact through email, telephone and videoconference 
should occasionally meet to become aware of each other’s personal and cultural contexts 
(Newing, 2007).

Virtual teams are now an established feature in the organizational landscape. Often they 
consist of cross-functional members working on highly interdependent tasks and sharing 
responsibility for team outcomes. Kerstin and Errikos Siakas (2015) studied the complexi-
ties and contradictions of a multicultural, multidisciplinary virtual collaborative project 
team sponsored by the European Union. Team members were often unknown to each other 
and were composed of a variety of experts from diverse cultural, organizational and profes-
sional backgrounds.

Information and communication technologies can potentially increase the effectiveness 
of teamworking by removing barriers of place, and enabling individual team members 
to work together across organizational and geographical boundaries. Using a literature 
review and reported findings from interviews with experts and practitioners in the field, 
Blaise Bergiel and colleagues (2008) identified the benefits and problems of virtual teams, 
enabling organizations to establish and manage such teams. Their findings are summa-
rized in Table 11.5.

Source: based on Bowditch and Buona (2001).

Table 11.4: Time and place dimensions of team information exchange

Situation Communication 
mode

Time Place Example

1. Co-located Synchronous Same Same Traditional face-to-
face meetings

2. Distributed Synchronous Same Different Video conferencing

3. Co-located Asynchronous Different Same Dedicated 
teamwork area

4. Distributed Asynchronous Different Different Email, intranet

Table 11.5: Benefits and problems of using virtual teams

Benefits Problems

Reduces travel and cost

Enables recruitment of talented employees

Promotes different areas

Builds diverse teams

Greater task-orientation because members  
have not previously met

Assists in promoting proactive employment 
practices for disadvantaged individuals and 
groups. Reduces discrimination

Sometimes requires complex technological 
applications

Lack of knowledge among employees about 
virtual teams. Subsequently a need for human 
resource development interventions

Lack of knowledge among senior managers 
concerning advanced technological applications

Not suitable for all employees due to their 
psychological makeup and predispositions

Not an option for all companies because of their 
operational environment

Source: Blaise et al. (2008).
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Leading global virtual teams
Given the aforementioned virtual team problems, there is a greater potential for misunder-
standings to arise in virtual teams and for more things to go wrong. Bowditch and Buona 
(2001) explain that while team leaders are skilled in dealing with situation 1 interactions 
– same time/same place (Table 11.4), they generally lack the experience and expertise to 
guide and facilitate interactions in the other three situations.

Being a team leader is no longer what it used to be. Instead of discussing work 
 face-to-face, casually interacting around the coffee machine, and probably relying on 
social control for work to be carried out, global virtual team leaders now have to lead 
from a distance. (Zander at al., 2013, p.228)

These authors suggest a three-phase approach to leading virtual teams which is summa-
rized in Figure 11.7.

So what is the ‘extra’ needed to lead a virtual team successfully? Various authors offer 
similar virtual group-specific leadership recommendations (Malhotra et al., 2007; Dennis  
et al., 2013; Ferrazzi, 2014). These are listed in Table 11.6.

Networked individualism
Beyond the virtual team, Rainie and Wellman (2012) discuss the development of what they 
have labelled as networked individualism. This is where people function more as con-
nected individuals and less as embedded group members or lone workers. These people are 
networked workers, moving between different sets of co-workers, using their ties to get jobs 
done; and relying on digital media to connect them to network members both near and far. 
According to these authors, networked individualism was the result of three revolutions:

r� Social network revolution. Starting in the 1960s, people changed from being embedded in 
groups – family, work, community – to being involved in multiple, partial networks.

r� Internet revolution. The provision of internet communication and information-gathering 
capacities has allowed networked computers connectivity over large distances. However, the 
computers, being personal, make the individual and not the work group the point of contact.

r� Mobile revolution. Digital media have become body appendages giving workers conveni-
ent access to co-workers and information. Separation by space and time has ceased to 
be of importance. This revolution has affected all employees from the boardroom to the 
shop floor, and also keeps long-distance lorry drivers under surveillance.

It is this triple revolution that allows networked workers to establish relationships 
between different sets of fellow workers, both with other individuals and with groups, 
doing different jobs. Many workers are no longer defined by their membership of a sin-
gle workgroup, whether co-located or virtual, but by a multitude of intersecting networks 
to which they belong. They work as connected individuals working in multiple teams on 

Video case: virtual meetings good for innovation

In this five-minute Financial Times video, Della Bradshaw talks to Adam Kingl of the London 
Business School who argues for the superiority of virtual groups over face-to-face groups in 
stimulating innovation. How convincing are his arguments concerning the factors that encour-
age innovative thinking in virtual groups?

networked 
individualism 
people functioning as 
connected individuals 
rather than embedded 
group members, moving 
between different sets 
of co-workers, using 
their ties to get jobs 
done, and relying on 
digital media to connect 
themselves with others.
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T eam
focus areas:

Phase 1 - Welcoming phase

Phase 2 - Working phase

Goal
alignment

Build relationships,
insights into own

contact

Map out tasks and
own interpretation

of objectives

Leader tasks:

Member tasks:Create common
interpretations of goals

Create social context
and trust

Clarify tasks and specify
outcomes

Relationship
building

Task
definition

Roles and
Processes

Leader tasks:
Member tasks:Define location of capabilities

and knowledge

Specify communication
and decision making
means

Facilitate processes and
interactions

Coordination
Tools

Operations

T eam
focus areas:

Communicate own
knowledge and

capabilities

Establish own use of
communication and

decision making tools

Phase 3 - Wrapping-up phase

Leader tasks:
Member tasks:

Critical review of project
processes and outcome

Reflect on experiential
learning outcomes

Emphasize global virtual team
competence development

Finalization

De-briefing

T eam
focus areas:

Conclusions for own
capability development

Conclusions on
effective global virtual

team leadership

Figure 11.7: Leading global virtual teams: work process, action and feedback

Source: from Zander et al. (2013, p.233).
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Source: adapted from Malhotra et al. (2007); Dennis et al. (2013) and Ferrazzi (2014). Used with 
permission.

Table 11.6: Practices of effective virtual team leaders

1.  Leadership practices of 
virtual team leaders

r� �Focusing the norms on how information is communicated
r� �Revisiting and adjusting the communication norms as the team 

evolves (‘virtual get-togethers’)
r� �Making progress explicit through use of virtual workspace
r� �Equal ‘suffering’ in the geographically distributed world

2.  Ensure diversity in the 
team is understood, 
appreciated and leveraged

r� �Prominent team expertise directory and skills matrix in the 
virtual workspace

r� �Virtual sub-teaming to pair diverse members and rotate sub-
team members

r� �Allowing diverse opinions to be expressed through use of 
asynchronous-electronic means (e.g. electronic discussion 
threads)

3.  Manage virtual work-cycle 
and meetings

r� �All idea divergence between meetings (asynchronous idea 
generation) and idea convergence and conflict resolution 
during virtual meetings (synchronous idea convergence)

r� �Use the start of virtual meetings (each time) for social 
relationship building

r� �During meeting – ensure through ‘check-ins’ that everyone is 
engaged and heard from

r� �End of meeting – ensure that the minutes and future work 
plans is posted to team repository

4.  Monitor team progress 
through the use of 
technology

r� �Closely scrutinize asynchronous (electronic threshold discussion 
and document posting in the knowledge repository) and 
synchronous (virtual meeting participation and instant 
messaging) communications patterns

r� �Make progress explicit through balanced scorecard 
measurements posted in the team’s virtual workplace

5.  Enhance external visibility 
of the team and its 
members

r� �Frequent report-outs to a virtual steering committee (comprised 
of local bosses of team members)

6.  Ensure individuals benefit 
from participating in 
virtual teams

r� �Virtual reward ceremonies
r� �Individual recognition at the start of each meeting
r� �Making each team member’s ‘real location’ boss aware of the 

member’s contribution

7.  Team selection r� �Limiting membership to no more than ten people.
r� �Using interviews and psychometric tests to select individuals 

suited to virtual teamworking – those with good communication 
skills; high emotional intelligence; an ability to work 
independently and recover from setbacks

8.  Common vision r� �Establishing a common goal, while also framing it in terms of 
individual members’ needs and ambitions

9.  Physical get-togethers r� �Team members should meet face to face at certain, critical  
times – at the very start of a project; whenever new people join 
the team; and when short-term goals have been achieved or 
difficult problems solved

multiple projects, both locally and at a distance. Between 65 per cent and 90 per cent of 
knowledge workers work in multiple teams simultaneously (O’Leary et al., 2011). Dim-
itrova and Wellman (2015, p.446) say that participation in such networks is ‘do or die for 
networked workers and organizations’.

M11_BUCH2881_09_SE_C11.indd   373 07/26/16   9:20 PM



374 Chapter 11 Group structure

ReCap

1. List the six dimensions of group structure.

r� The six main dimensions along which the members 
of a group differ are power, status, liking, com-
munication, role and leadership. A person may be 
placed high on one dimension and simultaneously 
low on another.

r� The group’s structure acts to increase the pre-
dictability of behaviour between the group’s 
 members.

2. Identify the sources of power within a group.

r� There are six bases or types of power: reward, 
coercive, referent, legitimate, expert and informa-
tional.

3. Distinguish between two common uses of the 
concept of status.

r� The status structure of a group is determined by 
how much status an individual member possesses. 
There is formal status and social status.

4. Understand how emotional relationships within 
a group can be represented symbolically.

r� The liking (emotional) structure of a group is 
revealed through the use of sociometry, a tech-
nique developed by Jacob Moreno.

5. Distinguish between communication network 
analysis, communication pattern analysis and 
Interpersonal Process Analysis (IPA).

r� A communication network analysis maps the 
direction and quantity of oral communication in a 
group. It is depicted on a communigram.

r� A communication pattern analysis assesses emails, 
documents, data and voice mail transmission, to 
determine the source, direction and quantity of 
both oral and written communication between the 
dispersed members of a group. It is depicted on 
a communication pattern chart as a ‘chain’, ‘Y’, 
‘wheel’, ‘circle’ or ‘all channel’.

r� Interaction Process Analysis (IPA) classifies the con-
tent of oral communications between group mem-
bers. It was developed by Robert Bales.

6. Distinguish between task, relationship and indi-
vidual classes of roles within a group.

r� The role structure of a group can differentiate 
those members who perform task-focused roles, 

relations-oriented roles and self-oriented roles. 
This distinction was made by Benne and Sheats.

7. Differentiate Belbin’s team roles.

r� Meredith Belbin’s team role theory distinguishes 
the roles played by the members of a team. They 
are Plant, Resource investigator, Coordinator, 
Shaper, Monitor evaluator, Teamworker, Imple-
menter, Completer and Specialist.

8. Give examples of three leadership styles identi-
fied by White and Lippitt.

r� White and Lippitt distinguished three leadership 
styles which they labelled authoritarian, demo-
cratic and laissez-faire.

9. Distinguish between a task and socio-emotional 
group leader.

r� Bales and Slater suggested that a group often 
had both a task leader and a socio-emotional 
leader. The first drove the group towards task 
achievement, while the second focused on rela-
tionships to keep the group working as a coop-
erative working unit.

10. List the four key dimensions of a virtual team.

r� Spatial dispersion – the extent to which team 
members work in different geographical loca-
tions; cultural dispersion – the extent to which a 
team consists of employees from different coun-
tries or cultures; temporal dispersion – the extent 
to which team members work at different times; 
and organizational dispersion – the degree to 
which team members work across organizational 
boundaries.

11.  Identify the benefits and problems associated 
with virtual teams.

r� Virtual teams offer organizations many benefits 
but also create problems which need to be antic-
ipated and managed.

r� Leading virtual teams is both similar to and differ-
ent from leading face-to-face teams. It demands 
certain additional knowledge, skills and abilities 
from virtual team leaders.

r� Beyond the virtual team is the growth of net-
worked individualism. Its effect on organizations 
and management is not yet known.

M11_BUCH2881_09_SE_C11.indd   374 07/26/16   9:20 PM



 OB cinema 375

1. Select any two groups with which you are familiar. Contrast them in terms of any 
group structure dimensions that are relevant – power, communication, liking, roles 
and leadership. Suggest possible reasons for the similarities and differences that you 
have highlighted.

2. Describe situations in which a (i) team role analysis and (ii) a sociogram would be 
relevant to improve a group’s functioning. How would you apply these two tech-
niques? How would you use the results?

3. Critically assess the strengths and weaknesses of Belbin’s team role theory as a guide 
for the manager wishing to construct a team that will be effective.

4. Identify some of the problems of virtual teamworking for (a) the companies which 
establish them, and (b) the individuals who work in them. How might these problems 
be overcome?

Revision

Research 
assignment

Studies suggest that employees spend many hours each week in meetings. Get invited 
to a real meeting that will last at least 30 minutes. Consult the box ‘Analysing oral inter-
actions in a group’ on page 359, making several copies of the oral interaction score 
sheet that you will find there. Read and follow the instructions detailed in the box. After  
30 minutes of silently observing and scoring, excuse yourself and leave the meeting 
 quietly. After you have added up your scores, write a brief report which comments on 
(a) the way this group as a whole was working, (b) the roles played by its individual 
members, and (c) the adequacy of your scoring sheet and its underlying assumptions. 
Make recommendations as to how your group members’ interactions could be improved.

Springboard

Lucy Gilson, Travis Maynard, Nicole Jones Young, Matti Vartiainen and Marko Hakonen 
(2015) ‘Virtual teams research: 10 years, 10 themes and 10 opportunities’, Journal of Man-
agement, 41 (5): 1313–37. The authors review and summarize the last ten years of empiri-
cal research on virtual teams. A good starting point for a student project on the topic.

Nir Halvey, Eileen Chou and Adam Galinsky (2011) ‘A functional model of hierarchy: why, 
how and when vertical differentiation enhances group performance’, Organizational 
 Psychology Review, 1 (1): 32–52. The authors identify five ways in which the rank ordering 
(hierarchy) of individuals within a group facilitates its success.

Selin Kesebir (2012) ‘The superorganism account of human sociality: how and when human 
groups are like beehives’, Personality and Social Psychology Review, 16 (3): 233–61. The author 
contrasts groups with beehives emphasizing the role of individuals within the collectivity.

John Mathieu, Scott Tannenbaum, Michael Kukenberger, Jamie Donsbach and George 
Alliger (2015) ‘Team experience and orientation: a measure of construct validity’, Group &  
Organizational Management, 40 (1): 6–34. The authors review nine team role models 
from 1948 to 2006 before offering their own TREO model.

OB cinema
Network (1976, director Sidney Lumet), DVD track 16, 1:48:00–1:53:00 (5 minutes). This film is set 
in the US television industry. Because of his falling ratings, the Union Broadcasting System (UBS) 
fires its leading news anchorman Howard Beale (played by Peter Finch). Beale’s on-air behaviour 
then becomes increasingly bizarre, after he promises to kill himself on television. Initially, his ratings 

➔
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 skyrocket as he becomes the ‘Mad Prophet of the Airways’, but they then decline, affecting UBS’s 
other programmes and its revenue. The clip begins as network executives assemble for a meeting, 
and ends with Diana saying ‘let’s kill the son-of-a-bitch’. Hackett (played by Robert Duvall) sits at the 
desk and begins the meeting by describing the problem.

Listen to the discussion between the six individuals in the room. Each time one of them speaks, 
decide into which of the six oral categories if fits, and indicate this by putting a dot, under their 
name. Continue until the clip has finished.

B
Joe

C
Man in chair

D
Man in armchair

E
Herb (standing)

A
Hackett

F
Diana

Oral interaction score sheet

Oral category Meeting participants

A  
Hackett

B 
Joe

C  
Main in chair

D  
Man in armchair

E  
Herb (standing)

F  
Diana

TOTAL

Proposing

Building

Supporting

Disagreeing

Giving
• information
• opinions
• suggestions

Seeking
• information
• opinions
• suggestions

TOTAL
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OB on the web
Insert ‘Managing virtual teams’ into YouTube. Watch a selection of video clips on the topic. What 
do these different presentations suggest are the main challenges for those managing virtual teams? 
Make a list of these based on the content of the videos that you have watched. Then, search the 
internet to find possible solutions to these problems. Write a report summarizing how best to create, 
build, develop and manage a virtual team.

CHAPTER ExERCISES

1. Tutorial pie

 Objectives 1. To distinguish between different dimensions of group structure.

2. To analyse the structure of one group on a given dimension.

 Background  Group structure can be a somewhat abstract concept, yet each person who is a member 
of a group automatically and unconsciously rates the other members on the basis of 
some criteria. Having done so, they then interact with them accordingly. This rating or 
ranking of group members is at the heart of the concept of group structure. However, 
there is a misconception that a group can only have one structure. In reality, there are a 
number of different but simultaneous ranking systems operating within any group, and 
a person high on one ranking scale may be low on another.

 Briefing  Imagine that the circle below is a pie-chart which represents the members of your 
 tutorial or syndicate group of which you are a member, and which accompanies this 
course. This group is scheduled to meet several times a semester or term, and you will 
have already participated in some of the group’s discussions.

Divide the pie into slices – one for each of the member of your tutorial group. Be sure to 
include a slice for yourself, and for the group’s tutor. The size of each slice should repre-
sent each person’s contribution to the class. Label each slice by inserting the individual’s 
name or initials. Having done this, form a pair with the person sitting next to you. Take 
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turns to explain your division of your pie-chart to them. Your explanation should focus 
on the following four questions:

• What at criteria did you use to decide on the size of each person’s ‘contribution slice’ 
to the tutorial class?

• Describe the way in which you divided up the pie.

• Which three people did you give the largest slices to?

• How did you evaluate yourself in relation to the others in your tutorial group?

2. Team roles questionnaire

 Objectives 1. To introduce team role theory.

2. To identify your preferred team roles.

 Instructions  Listed below are statements that describe behaviours that members use when they 
are participating in a team. As a student, you may demonstrate these behaviours at 
work, in team projects, student organizations and societies, or in interactions with your 
flatmates.
Use a 1–5 scale below to indicate how frequently you engage in these behaviours when 
part of a team. Place a number from 1 to 5 in the space to the left of each statement.

Very infrequently 1 2 3 4 5 Very frequently

_____  1. I organize and use other people’s abilities and talents productively.

_____  2. I react strongly when meetings look like losing track of the objective.

_____  3. I start to look around for possible ideas and openings.

_____  4. I often produce a new approach to a long-continuing problem.

_____  5. I analyse other people’s ideas objectively for their merits and flaws.

_____  6. I can be relied on to see that the work we need to do is organized.

_____  7. I am always ready to support good suggestions that help us resolve a problem.

_____  8. I notice omissions and have an eye for getting the details right.

_____  9. I like to employ my experience, training and qualifications.

_____ 10. I often draw out contributions from other team members.

_____ 11. I am ready to make my personal views known in a forceful way if necessary.

_____ 12. A broad range of personal contacts is important to my style of working.

_____ 13. I like to use my imagination to suggest completely new approaches.

_____ 14.  I like to weigh up several alternatives thoroughly before choosing, which may 
take time.

_____ 15. I am interested more in practicalities than in new ideas.

_____ 16. I am concerned to help others with their problems.

_____ 17. I keep a watchful eye on areas where difficulties may arise.

_____ 18. I usually only contribute when I really know what I’m talking about.

_____ 19. I am happy to take the lead when action is needed.

_____ 20. It is worth incurring some temporary unpopularity to get my views across.

_____ 21. I like to discover the latest ideas and developments as I get easily bored.

_____ 22. I can quickly see how ideas and techniques can be used in new relationships.

_____ 23. I approach the topic in a carefully analytical way.

_____ 24. Given an objective, I can sort out the concrete steps to achieve it.

_____ 25. I get on well with others and work hard for the team.
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_____ 26 I like to finish my current work before I start something new.

_____ 27. My technical knowledge and experience are usually my major contributions.

Transfer the points from each of the 27 statements into the table below, placing them 
next to the statement number. Then add up the points in each of the nine columns. 
Enter these in the ‘Total’ row. This indicates the roles that you most frequently play in a 
team. The higher the score, the more you see yourself taking that role.

Coordinator Shaper Resource 
Investigator

Plant Monitor 
Evaluator

Implementer Teamworker Completer 
Finisher

Specialist

1. 2. 3. 4. 5. 6. 7. 8. 9.

10. 11. 12. 13. 14. 15. 16. 17. 18.

19. 20. 21. 22. 23. 24. 25. 26. 27.

TOTAL

 Briefing 1. Divide into groups.

2. Remind yourself of each of the nine team roles.

3. In your groups:

 (a)  Compare your top two team role scores with those of the other members of your 
group. Give an example of behaviours that demonstrate your performance of that 
role.

 (b)  Identify which roles are preferred among students in this group (high scoring 
roles) Identify which roles avoided, rejected or are missing (low scoring roles)

 (c)  If this was a real management or project team, what could be done to cover the 
missing roles?

 (d)  Decide whether certain roles are more important in certain phases of a team’s 
operation? For example, which two team roles are likely to be crucial in the 
 getting-started phase of a team’s work; the generating-ideas phase; the 
 developing-the-ideas phase; and the implementing-the-decision phase?

 (e)  Decide to what extent your preferred team roles are a reflection of your 
personality.

This questionnaire was adapted from one developed by Nancy Foy, building on the work 
of Meredith Belbin. It appeared in Boddy, D. and Buchanan, D.A. (1987) Management 
of Technology. The Technical Change Audit. Action for Results: 5: The Process Module, 
pp.32–35, Manpower Services Commission, Moorfoot, Sheffield, Crown Copyright.

Employability assessment
With regard to your future employment prospects:

1. Identify up to three issues from this chapter that you found significant.

2. Relate these to the competencies in the employability matrix.

3. Decide what actions you need to take to maintain and/or develop those competencies under each of the four 
headings of the employability matrix.
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Personal qualities
self-management

work ethic/results orientation
appetite for learning
interpersonal skills

creativity and innovation

Leadership qualities
leadership

people management
leading and managing change

project management
general management skills

Other attributes
political awareness

understand cross-cultural issues
how organizations work

critical thinking
decision making

Practical skills
commercial acumen

customer service skills
communication skills
problem solving skills

teamworking skills

Employability
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Learning outcomes
When you have read this chapter, you should be able to define those 
key terms in your own words, and you should also be able to:

1. Explain the basic principles of social identity theory and social 
representation theory.

2. Distinguish between social facilitation and social loafing.

3. Understand how groups use norms to regulate the behaviour 
of their members�

4. Understand the process of group socialization of individuals.

5. Explain why individuals conform to the dictates of their group.

6. Distinguish between conformity and obedience, and between 
compliance and conversion.
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Why study individuals in groups?
The enthusiasm of management for groups and teams in the workplace is tempered by the 
research of social scientists who see them possessing a darker side, one which becomes 
evident when manifested in the behaviour of some mobs and crowds on the street. They 
are seen as taking over the individual’s mind, depressing intelligence, eliminating moral 
responsibility and forcing conformity. A group can cause its members a great deal of suffer-
ing and despair and can perpetuate acts of great cruelty.

There is now extensive research evidence which demonstrates the power of groups to 
affect the behaviour of their members. This was originally conducted by Elton Mayo at the 
Hawthorne plant in the 1920s. Since that time, managements have harnessed this power 
by creating groups and teams which police and discipline their own members, keeping 
their behaviour in line with organizational (management) objectives. While the power of 
the group to affect the perceptions, performance and behaviour of its individual members 
is well established, there has also been a growing body of research that shows how a lone 
individual can influence a majority.

The individual and the group
Henri Tajfel and John Turner (1986) argued that as long as individuals see themselves as more 
important than their group, then the latter cannot function effectively. Participants have to 
identify themselves as group members, treating the group’s values as their own. Such an attitu-
dinal ‘switch’ and commitment, facilitates the long-term existence and success of their group. 
This question of how much an individual should be part of the group (for their own well-being, 
for that of their group, and for the organization) and how much separate from it (to remain 
creative, critical and for their own mental health) is a continuing debate in the literature.

Let us first consider some theories which seek to explain the relationship between the 
individual and their group. Tajfel and Turner developed social identity theory that holds 
that a person’s self-concept is based not only on their individual characteristics or personal 
identity (I am reserved, I am interested in music, I have blond hair), but also on their group 
membership (I am French, I work for ABC corporation, I am a member of the accounting 
profession). They then compare themselves to other individuals and groups. People have 
a strong tendency to mentally organize things and people, including themselves, into cat-
egories. To the extent that we associate ourselves with groups, that is, categorize ourselves, 
we have social identities. Social identities, developed through group membership, are an 
important part of how we define ourselves.

Group formation can be seen as an adaptive process as one moves from feeling and 
thinking as an individual (personal identity), to feeling and thinking as a member of a 
group (social identity). Group identity holds that group membership affects people’s sense 
of who they are. The groups or social categories to which we belong (e.g. student course 
member, management team member, parent or sports club secretary) are an integral part 
of our self-concept. Our own self-concept is the way in which we see ourselves, the set of 
perceptions that we have about ourselves. It affects both how we feel about ourselves and 
how we act within a group. This is because joining a group lowers our self-awareness and 
raises our group awareness. The roles that we play within different groups, especially those 
that are important to us, influence and shape our attitudes and behaviours.

Social identity is therefore that part of an individual’s self-concept that comes from their 
membership of a group and it fulfils two functions. First, it defines and evaluates a person 
(e.g. ‘she’s a member of the design team’). Such definition and evaluation is done both 
by others and by the person themselves. Second, it prescribes appropriate behaviour for 
them. They think and behave in characteristically ‘design team’ ways. How this happens is 
through social comparison.

According to Tajfel, in order to evaluate your own opinions and abilities, you not only 
compare yourself with other individuals with whom you interact, but you also compare 

Social identity that 
part of the self-concept 
which comes from our 
membership of groups 
and which contributes 
to our self-esteem.

Self-concept the set 
of perceptions that we 
have about ourselves.
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with certain groupings but not others, we come to see the world in terms of ‘us-and-them’. 
There are two benefits for us from this. First, our understanding of the world is enhanced 
by classifying everybody this way. Second, our self-esteem can be maintained or even 
enhanced. Membership of a high status group gives us prestige, which in turn raises our 
self-esteem. We are highly motivated to feel proud to belong to the group of which we are 
members. If we cannot achieve this feeling of pride, we will either try to change the group’s 
perceived status, or to detach ourselves from it.

Categorizing people into groups and identifying with some of these groups appears to 
be a fundamental human characteristic which derives from the fact that human beings are 
social animals. Because of these two basic needs for differentiating themselves from oth-
ers and for belonging, individuals expose themselves to the control of others. Within the 
organizational context, we offer control to fellow group members who wish to direct our 
attitudes, thoughts and ideas in line with what the group considers appropriate; as well as 
to managers who seek both to motivate and control us, through instituting various forms of 
team-working arrangements.

your own group with similar, but distinct, out-groups. This comparison process is called 
social categorization. It involves classifying the people we meet on the basis of how simi-
lar or different they are to the way that we see ourselves. If I see myself as motivated, I 
will categorize other people are being more, equally or less motivated than me. We also 
 self-categorize, which means that we perceive ourselves as having the same social identity 
as other category members. It leads us to behave in ways that are consistent with the stere-
otypes of the categories to which we believe that we belong. The self-categorization process 
transforms a number of separate individuals into a group (Figure 12.1).

Social categorization and self-categorization lead to assumptions of similarity among 
those who are categorized together. It minimizes the perceived differences between mem-
bers of the in-group, and maximizes the differences between the in-group and out-groups. 
When this happens, the individuals who are part of the in-group will have assumed a social 
identity, and will view other people from this standpoint (see Figure 12.2).

We all see ourselves as members of various social groupings, which are distinguishable 
and hence different from other social groupings. The consequence is that by identifying 

Social categorization 
classifying the people 
we meet on the basis of 
how similar or different 
they are to the way that 
we see ourselves.

Self-categorization 
perceiving ourselves 
as sharing the same 
social identity as other 
category members, 
and behaving in ways 
consistent with that 
category stereotype.

personal
identity

social
identity

social
categorization

defining self
creates

leads to the
creation of

distinct
social groups

inter-group
comparison

in-group‘we’

‘they’

through

out-group

Figure 12.1: Social identity theory

Source: based on Tajfel and Turner (1986).

Self-esteem that 
part of the self which is 
concerned with how we 
evaluate ourselves.

Stop and think

What factors influence your level of identification with a group? How do you feel 
when someone says something negative about the group with which you strongly 
identify? How do you feel when a group with which you identify does something 
bad or good?
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Group influences on individuals’ perceptions
How does a group affect the perceptions of its individual members? One explanation was 
offered at the start of the text with the constructivist perspective (see Chapter 1). This argued 
that our social and organizational surroundings possess no ultimate truth or reality, but are 
determined instead by the way in which we experience and understand those worlds which 
we construct and reconstruct for ourselves, in interaction with others. In short, we don’t 
see things as they are; we see things as we are. Among these important ‘others’ with whom 
we interact and with whom we experience and understand the world, are the members of 
the groups to which we belong.

Another explanation is provided by social representations theory, which was formulated 
by Serge Moscovici (1984). This refers to the finding that when individuals join a new 
group, its members will construct and transmit complex and unfamiliar ideas to newcom-
ers in straightforward ways. This process creates what are termed social representations, 
which come to be accepted, in a modified form, by the new members of a group, and these 
help the new recruits to make sense of what is going on around them within the group and 
the organization. The explanation of some occurrence is simplified, distorted and ritualized 
by the group, and becomes a ‘common-sense explanation’ which is accepted as orthodoxy 
among its members, and is then communicated to new members. Social representations 
are a group’s theories about how the world works and are used to justify actions. The pre-
fix ‘social’ in both phrases, reminds us about the collective way in which reality is jointly 
manufactured, accepted and shared.

As a new company recruit, you discuss your role in the group with existing members. 
During these interactions, representations are presented, developed, adapted and negoti-
ated before being incorporated into your own, existing, belief framework. This happens 
during the period of socialization, shortly after you join the group. It is not a matter of 
you, as a new recruit, being given and accepting a bundle of existing group assumptions, 

Our
accepted

group
memberships
influence our
self-concept

Our self-concept
(or self-perception)

We categorize
ourselves as members

of groups

We perceive others
in terms of their

similarity to/difference
from ourselves

We
categorize
others into

groups

Our behaviour is influenced by our group-influenced self-concept

Figure 12.2: Processes of social categorization and self-categorization

Source: from Interactive Behaviour at Work, Guirdham, M., Pearson Education Limited 2002.

Social 
representations 
the beliefs, ideas and 
values, objects, people 
and events that are 
constructed by current 
group members, and 
which are transmitted to 
its new members.
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ideas, beliefs and opinions to absorb. Rather, Moscovici’s theory emphasizes the interactive 
nature of the process between you as an individual, and the other group members. Once 
incorporated, the group representations are revealed in all group members’ talk and actions 
(e.g. that the boss is an idiot).

Through these social representations, group members gain a shared frame of reference. 
Over time, new group members learn about the different assumptions, ideas, beliefs and opin-
ions held by their fellow group members about their common work situation. Some agree-
ment on perception and meaning is essential among the members of a group if they are to 
interact, communicate and agree on goals and generally act in concert on a common task. 
Such a shared view is essential for a group to continue and to develop. Moreover, as we work 
in a group, we find that our views begin to coalesce with those of other members. A shared 
frame of reference and social representations suggest the existence of a group-level process 
equivalent to organizational culture forming – a ‘group culture’ (see Chapter 4). Together, the 
shared frame of reference and social representations processes determine the meanings that 
group members come to attach to events and to other people’s behaviour around them.

Shared frame of 
reference assumptions 
held in common by 
group members, which 
shape their thinking, 
decisions, actions and 
interactions, while 
being constantly defined 
and reinforced through 
those interactions.

Global teams and cross-cultural working
Organizations that operate in a global business environ-
ment create teams whose members are culturally diverse 
and can have difficulty in creating shared frames of refer-
ence. They can have difficulty in understanding, commu-
nicating and working with each other. For example, the 
International Air Transport Association (IATA) represents 
230 airlines, employs 1,600 staff from 140 nationali-
ties, operates in 74 countries, and has its headquarters in 
Geneva (Switzerland) and Montreal (Canada). Companies 
have traditionally used either the ‘colonial’ approach, using 
skilled expatriates from the base country, or a ‘cultural 
translators’ approach, using staff who have working expe-
rience in more than one cultural setting. Western compa-
nies operating in mainland China, for example, often fill 
management roles with Chinese staff from Taiwan, Singa-
pore and Hong Kong. However, cultural differences can 
limit the effectiveness of expatriates, and cultural transla-
tors are in high demand, which makes them expensive. 
Chinese, Indian, and many Asian cultures are ‘collectivist’ 
and are acutely aware of status differences, known as 
nhigh power�distanceo 
see %hapter ��. In contrast� 9est-
ern European and North American cultures are more indi-
vidualist, with ‘low power-distance’. Junior team members 
from lower power-distance cultures share their ideas and 
challenge others, including more senior members of the 
team. In contrast, Chinese staff are cautious about making 
such interventions and defer to senior team members.

IATA developed a special training programme for 20 
of their change agents, 10 from East Asia and 10 from 
European and American cultures. This programme was 
launched in Beijing by IATA’s chief executive Giovanni 
Bisignani and his top team. This group was then paired 
to co-lead ten teams whose members were high-poten-
tial junior employees in different locations. This meant 
that each member of the co-management pair had to 
learn about and adjust their approaches to each other, 
as well as to their team members. The teams worked 
on defined projects, in addition to their routine jobs, 
for a couple of months. The change agents also had 
to provide skills training to another ten-person team 
on teamwork, project management and cross-cultural 
awareness. This programme had powerful learn-
ing effects. For example, one participant said, ‘Being 
 Chinese, it was surprising how much I learnt about 
 Chinese culture from the programme – but it was 
from the perspective of my Western colleagues, so my 
insight now has a stereo effect’. The IATA chief execu-
tive concluded that this programme was ‘helping me 
and my senior management team to accelerate the 
process of building a leadership pool within our Asian 
employee ranks. And it has exposed our current high-
potential leaders to other cultures and sensitized them 
to doing business with #sian cultureso 
,onsen and 
 $ryant� ����� p.���.

Stop and think

What challenges have you found when working in tutorial or project groups at 
university with fellow students coming from different parts of the world? In your 
view, does their ethnic or national background affect their behaviour within your 
group? In what ways?
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Early research investigated individuals performing various physical tasks. Norman Triplett 
(1898) studied children winding fishing reels and cyclists racing. The children were found to 
turn the reels faster when other children were present, and the cyclists performed 20 per cent 
faster when accompanied by a pacemaker than when alone, even in a non-racing situation. 
Later studies focused on non-physical tasks. Floyd Allport (1920) discovered that students 
completed mathematical calculations faster in the company of other students than when 
alone, and coined the term social facilitation. However, research also revealed that the pres-
ence of others can also reduce task performance, a process that is labelled social inhibition.

The explanation is that the presence of others increases arousal, which acts to enhance 
whatever a person’s ‘dominant response’ is. If the task is easy to complete successfully; 
has been frequently performed in the past; or is already well learned, then there will be an 
increase in the person’s performance in the presence of others. In contrast, if a task is difficult 
to complete successfully; has rarely been performed in the past; or has been poorly learned, 
then the increased arousal caused by the presence of others will reduce performance.

Also relevant here is the concept of synergy, which refers to the positive or negative 
result of the interaction of two or more individuals which produces an outcome (which 
can be positive or negative) that is different from the sum of the individuals operating 
separately. Positive synergy is a concept which underpins of all kinds of groups working in 
organizations. In particular, it supports the use of cross-functional teams. Positive synergy 
is the belief that the final output produced by a group of individuals working together, 
rather than separately, will equal more than the sum of the individual members’ abilities 
and efforts. A popular shorthand term for this is 2 + 2 = 5. It has been argued that the 
designated purpose of group tasks should necessarily require more than its members are 
able to offer working as individuals, so as to benefit from the positive aspects of synergy.

Group influences on individuals’ performance

Social influence, social facilitation and social inhibition
Social influence refers to the process whereby our attitudes and behaviour are influenced 
by the presence of others. The presence of others can either improve or reduce our perfor-
mance. These are termed social facilitation and social inhibition. Figure 12.3 indicates 
that having other people around you increases your arousal, and that, plus the complexity 
of the task that you perform (easy or difficult), determines how well you do.

Social influence 
the process whereby 
attitudes and 
behaviours are altered 
by the real or implied 
presence of others.

Presence of
others

Arousal
Dominant response

strengthened

SOCIAL FACILITATION
(easy behaviour

enhanced)

SOCIAL INHIBITION
(difficult behaviour

impaired)

If dominant
response is

correct

If dominant
response is
incorrect

Figure 12.3: Social facilitation and social inhibition

Source: reproduced by permission of SAGE Publications, London, Los Angeles, New Delhi and Singapore, based on Banyard, 
P.E., Davies, M.N.O., Norman, C. and Winder, B., Essential Psychology: A Concise Introduction, © Sage Publications, 2010.

Social facilitation 
the eHHect oH the 
presence of other 
people enhancing an 
individual’s performance.

Social inhibition  
the effect of the 
presence of other people 
reducing an individual’s 
performance.

Synergy the positive 
or negative result of 
the interaction of two 
or more components, 
producing an outcome 
that is different from the 
sum of the individual 
components.
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Social compensation and social loafing
Sometimes, when people work together as a group, they perform better than if they worked 
alone. At other times, when working in a group, they will expend less effort because their 
input, within the group, is more hidden. The term social compensation refers to persons 
increasing their effort, and working harder when in a group than when alone (Williams 
and Karau, 1991; Zaccaro, 1984). This happens when individuals place greater value upon 
the group rather than on the individual, or when group members are expected to achieve 
goals that are important to both the individuals and to the group (Guzzo and Dickson, 
1996). Much of management’s enthusiasm for teamworking (see Chapter 13) is based on its 
belief (or hope) that social compensation will be triggered among employees when they are 
organized to work in groups (Figure 12.4).

The paradox of the team
Paul Gaffney (2015) recounted what a sports teacher had 
once told him at school: ‘You never look better individually 
than when you play as a member of a team.’ But how can 
you promote your own self-interest by subordinating it to 
the group interest? Mumford (2015) explained that tak-
ing part in a social interaction can positively affect an indi-
vidual’s contributions. New ideas can occur; new ways of 

achieving objectives might be suggested; members share 
experiences and encourage each other. Indeed, unspoken 
understandings can develop which can allow members to 
anticipate each other’s moves, thereby enabling them to 
act as a single entity. A strong team is greater than the 
sum of its parts because it brings out the very best in indi-
vidual members, through their working together.

Social compensation 
refers to persons 
actually increasing their 
effort, and working 
harder when in a group.

Reduced
effort

Increased
effort

SOCIAL
LOAFING

SOCIAL
COMPENSATION

Others are present
and an individual’s
performance cannot
be evaluated.

Group’s performance
is unimportant

to the individual

Group’s performance
is important to the
individual who will
compensate for the

inadequacies of
others

Figure 12.4: Social compensation and social loafing

Source: based on Banyard et al. (2010).

Stop and think

Think of a time when you put a lot of effort into a group of which you were a part –  
work group, sports team or social group. Was the performance or well-being of that 
group important to you? Did you contribute far more than would normally have 
been expected of you?
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Social loafing is the tendency of individuals to exert less effort when working as part of 
a group than when working alone. Jos Benders (2005) traced management’s concern with 
employees working less hard than they theoretically could to the start of the twentieth century. 
In Europe, the famous German sociologist Max Weber wrote about what he called ‘braking’ 
(Weber, 1924). At the same time, in America, Frederick Taylor, a management consultant, was 
concerned with ‘systematic soldiering’ among the workers (see  Chapter 14). This shirking or 
withholding of individual effort can explain why group working can reduce productivity.

Max Ringelmann, a French professor of agricultural engineering, conducted the original 
social loafing research in the late 1920s on subjects, arranged in a row, pulling a rope, as 
in a ‘tug-of-war’ contest (Kravitz and Martin, 1986). People in the first position on the rope 
pulled less hard when they thought that people behind them were also pulling. Research 
suggests that individual effort tends to decrease as the size of the group increases. Ringel-
mann found that three people pulling together only achieved two and a half times the 
average individual rate, while eight ‘pullers’ achieved less than a quarter of the average 
individual rate. Ingham et al. (1974) later repeated these experiments and reported that 
subjects expended 18 per cent more effort when pulling alone than when pulling as part of 
a group (Figure 12.5). The ‘Ringelmann effect’ was renamed social loafing in the 1970s by 
Bibb Latane following investigations at Ohio University to confirm Ringlemann’s original 
work (Latane et al., 1979).

Choking performing 
worse under pressure 
than expected in 
situations with a high 
degree of perceived 
importance.

Choking at the penalty shootout

Choking under pressure is defined as performing worse 
than expected under pressure in situations of high, per-
ceived importance such as taking a penalty kick in a 
football match. Two explanations have been offered to 
account for it. First, the explicit monitoring explanation 
states that pressure induces footballers to consciously 
monitor and control movements that they normally 
execute unconsciously. Such monitoring disrupts their 
automatic, natural skill execution. Second, the distrac-
tion explanation holds that pressure induces worry which 
consumes the mental resources that would otherwise be 
used to focus upon the task in hand, thereby causing per-
formance to suffer. One response to such an ego-threat 
is seeking immediate escape by ‘avoidance looking’ 
behaviour such as turning around from the placed ball, 
and directing one’s face away from the goalkeeper while 
walking back to take the run in. Another response is 

reducing the preparation interval (the gap between the 
referee signalling the penalty shot can be taken and the 
shooter beginning his run-up to take the kick. Reducing 
the time gap gets the shot over quickly. However, while 
these may provide initial, emotional relief, both these 
strategies harm task performance.

Shooters in high-pressure situations (e.g. where a 
penalty miss would lead to instant team defeat) display 
significantly faster kick-preparation times (indicating a 
desire to get the shot over with); engage in more escap-
ist behaviours; and score fewer penalties than players 
faced with less pressure (e.g. where missing did not 
lead to instant defeat or where scoring would instantly 
result in victory). If you are a footballer and have a highly 
favourable view of yourself (high self-esteem) this can 
put you under great pressure. When threatened with 
the possibility of receiving an unfavourable evaluation 
after taking a penalty kick where failure is possible, you 
have ‘more to lose’ compared to those who have a less 
favourable views of themselves. Failure is more humiliat-
ing to you when your standards are high or when oth-
ers have high expectations of you. This can explain why 
internationally esteemed ‘superstars’ (e.g. recipients of 
FIFA Player of the Year award) were found to perform 
worse, and engaged in more escapist behaviours than 
players with a lower public status. Research shows that 
short shot-preparation times were linked to poor perfor-
mance, suggesting that this type of strategy is poten-
tially self-defeating when taking a penalty (Jordet and 
 Hartman, 2008; Jordet, 2009).
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Social loafing the 
tendency for individuals 
to exert less effort 
when working as part 
of a group than when 
working alone.
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Social loafing is an example of negative synergy. Teamwork of all kinds is fraught with 
tensions, conflicts, obstacles and problems. If these are not managed effectively, then rather 
than surpassing the best member’s capabilities, the total group output may actually equal 
less than its weakest members’ efforts. This is caused by various ‘process losses’ which can 
hinder effective group functioning (Steiner, 1972). If group process losses exceed group pro-
cess gains, then one will have a situation of negative synergy. The mathematical analogy 
would be 2 + 2 = 3. Suggestions have been offered at both the individual and the social 
levels to account for social loafing (George, 1992; Karau and Williams, 1993; Latane and 
Nida, 1980). These ‘group process losses’, as they are known, have been ascribed to vari-
ous causes, listed in Table 12.1.

One person
working alone
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groups
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Large
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Number of people working
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d The greater the number of people
who work on a group task, the
smaller the contribution any one
member of the group will make 

TThe greater the number of peoplee
who work on a group task, the
smaller the contribution any one
memmemm berbe ofo tht e ge gggrouroup wp wpp ill mamake ke 

Figure 12.5: The social loafing effect

Source: Greenberg, Jerald, Managing Behavior in Organizations, 2nd ed., © 1999, p.158. 
Reprinted and electronically reproduced by permission of Pearson Education, Inc., Upper Saddle 
River, New Jersey.

Table 12.1: Causes of social loafing with illustrative statements

Cause What people say

Inequity of effort ‘Others are not contributing, why should I?’

Diffusion of responsibility ‘I’m not personally responsibility for the outcome’

Negative effect of group reward ‘Everyone will get the same, why should I work harder?’

Problems of coordination ‘People are getting in each other’s way’

Anonymity ‘I’m hidden in the crowd, no one will notice me’

Social loafing has been found to occur most often when:

r� the task was perceived as unimportant, simple or boring;

r� group members thought their individual output was not identifiable;

r� the nature of each person’s contribution was similar to that of the others;

r� group members expected their colleagues to loaf.
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Schippers (2014) found that if there was a high degree of consciousness and agreea-
bleness within a group, then its members compensated for social loafing tendencies and 
performance would increase. In the absence of this, the solutions offered to managers to 
overcome social loafing assume that it is our natural state, and that something has to be 
added to a situation to avoid it occurring (Greenberg and Baron, 1997). Suggestions include:

Make work more involving:  Raise commitment to successful task performance, and 
encourage members to perform at a higher level.

   Increase the perceived importance of the task in the group 
members’ eyes.

Increase group significance:  Increase the significance that the group has for its individual 
members.

Strengthen group cohesion:  Make the group size small, membership attractive and sta-
ble, establish common goals, facilitate member interaction.

Identify workers:  Point out each member’s individual contribution in order to 
prevent their getting away with a ‘free ride’.

Reward contributions to 
the group:

  Reward members for helping others achieve the common 
goal, and not just for their individual contributions.

Threaten punishment:  Fear of punishment prevents loafing and gets members to 
‘pull their weight’ in the group.

Minimizing social loafing at university
Chris Lam (2015) investigated social loafing in stu-
dent group projects in higher education. He found that 
communication quality and task cohesion significantly 
reduced social loafing. Group members’ perceptions of 
communication quality consisted of:

r� Group discussion value – how effective and satisfac-
tory discussions were (‘group discussion outcomes 
were satisfactory’).

r� Appropriateness – How appropriate and applicable 
they were (‘group discussions were well-matched to 
the topic’).

r� Richness – How vivid and detailed communication 
messages were (‘responses in our group communica-
tion were detailed’).

r� Openness – how receptive team members were to 
each other’s communication (‘there was a great deal 
of understanding when individuals communicated 
with each other’).

r� Accuracy – whether group’s communication was cor-
rect and properly understood (‘the information that I 
received was generally accurate’).

r� Task cohesion – the degree to which the group was 
united and committed to achieving the work task 
(‘our group is united in trying to reach its goal for 
performance’)

Lam found that communication quality and task cohe-
sion accounted for more than 53 per cent of the variance 
in social loafing. To reduce social loafing, Lam recom-
mends careful attention to setting up student project 
groups (e.g. choice of group size and evaluation method); 
providing students with communication training; provid-
ing a ‘communication charter’ that details shared expec-
tations; assessing and developing their communication 
styles; and ensuring each student member’s contribution 
is documented.

Free riding is related to social loafing (Frohlich and Oppenheimer, 1970; Kerr, 1983). A 
free rider obtains benefits from team membership without bearing a proportional share of 
the costs for generating the benefit. Hogg and Vaughan (2008) give the example of a tax 
evader who uses the health care service, the education system and the roads. The main 
difference between social loafing and free riding is that although loafers reduce their indi-
vidual effort on team tasks, they still contribute something to the group’s goal. In contrast, 
free riders exploit the group product, as in the case of a team project, where a student gets 

Free rider a member 
who obtains benefits 
from team membership 
without bearing a 
proportional share of 
the costs for generating 
that benefit.
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the same grade as all the others, without having contributed anything whatsoever to the 
team’s final report.

Free riding dooms a team to ineffectiveness and is abhorrent to team members for 
three reasons. It violates an equity standard – members who have contributed baulk at 
others who receive the same benefits, despite having contributed nothing. It violates 
a social responsibility standard – everyone should contribute their fair share. Finally, 
it violates a reciprocity standard – members should exchange their contributions with 
each other. The basic strategy for management to counteract free-riding is to broaden the 
individual’s concept of self-interest and arrange matters so that an individual’s personal 
goals are attained by the achievement of the group’s collective goal (Albanese and Van 
Fleet, 1985).

Avoiding free riders
Towards the start of the film The Internship (2013) the 
large aggregate of Google summer interns rapidly form 
themselves into small groups to compete with one 
another. The members of the winning group will be 
offered permanent jobs. If you had to choose fellow stu-
dents (whom you did not know) to join you for a student 
group project, all of whose members would be awarded 
the same project grade, how would you choose whom to 
include and exclude?

Wayne Neu (2015) studied how business school 
undergraduates did this. He found that they wanted to 
find individuals who would be willing to do their share 
of the group’s work (no free riders); who would help the 
group achieve a high project grade; and who would not 
cause them anxiety, uncertainty, anger or stress. Essen-
tially, they wanted a person whom they could trust, and 
that trustworthiness was primarily signalled to them by 
a person’s reliability, communicativeness, cooperative-
ness and flexibility. Their personality was also held to be 
important, and four of the ‘Big Five’ traits – conscien-
tiousness, agreeableness, extroversion and openness (see 
Chapter 6) – were sought. However, personal attributes 
such as personality and trustworthiness can only deduced 
indirectly. So how do you decide whom to invite to join 
your group? The answer is that in the group member 
selection process, students use external, directly observ-
able, physical and behavioural cues. In order of impor-
tance, these were:

Physical cues

r� Clothing attributes – include those wearing business 
school casual clothing.

r� Hair attributes – include those who are well-groomed, 
clean-cut and clean-shaven men.

r� Tool attributes – include those already possess tools 
and supplies relevant to the team’s task (writing 
instruments, paper, planner, textbook, laptop).

r� Body art attributes – avoid students with piercings or 
tattoos.

r� Physique – avoid men who are too physically fit.

Behavioural cues

r� Smiling – avoid non-smilers.

r� Class behaviours – include those who attend lectures 
regularly, listen to the lecturer, take notes, use a high-
lighter pen, write in a planner.

r� Socializers – include those who socialize with fellow 
students before a class.

r� Participation – include those who ask or respond to 
questions and comment thoughtfully.

Making inferences about classmates based on which social 
category you place them in rather than on individual merit is 
stereotyping. How many of these physical and behavioural 
cues would you use to help you decide whom to approach or 
avoid during student project group formation?

Stop and think

Have you had experience of social loafing or free riding in 
your educational or work context? What advice would you 
give to your instructor or manager to remove it?
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Group influences on individuals’ behaviour
Elton Mayo originally noted the existence of group norms, and their enforcement through 
sanctions, during the Bank Wiring Observation Room studies at the Hawthorne works. The 
men there restricted their output to conform to a group-agreed norm or standard. In another 
study which has now become a classic in experimental social psychology, Muzafer Sherif 
(1936) showed how group norms emerged.

Sherif’s work showed that in a situation where doubt and uncertainty exist and where 
first-hand information is lacking, a person’s viewpoint will shift to come into line with 
those of other group members. In essence this situation leads to the creation of a group 
norm. This occurs quickly among group members who have had little previous experience 
of the group’s work. It also occurs among those who have had experience, although more 
slowly. Few of the subjects who took part in Sherif’s experiments felt conscious that oth-
ers had influenced their judgements. Sherif’s work suggested that in order to organize and 
manage itself, every group developed a system of norms. Norms are behavioural expecta-
tions and they serve to define the nature of the group. They express the values of the mem-
bers of the group and provide guidelines to help the group achieve its goals. A group may 
develop their norms both consciously and unconsciously.

Group norms an 
expected mode of 
behaviour or belief that 
is established either 
formally or informally by 
a group.

Sherif’s study of the emergence of group norms
Muzafer Sherif (1936) placed a group of three subjects in 
a darkened room and presented them with a small spot 
of light on a wall for them to view. He then asked them 

to track the apparent movement of the spot, and to say, 
aloud, each in turn, the direction in which they thought 
that the light was moving. The apparent movement is 

Emergence of group norms

pivotal norms socially 
defined standards 
relating to behaviour 
and beliefs that are 
central to a group’s 
objective and survival.
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Norms guide behaviour and facilitate interaction by specifying the kinds of reactions 
expected or acceptable in a particular situation. Not all group norms have equal impor-
tance. Pivotal norms guide behaviour which is central to the group – for example, the level 
of output or the amount of work preparation done. In contrast, peripheral norms guide 
behaviour that is important but not essential – for example, choice of clothing or break-
time activities. Group members who violate pivotal norms can impede group objectives or 
endanger its survival. Therefore, the consequences for such transgressing individuals are 
severe. In contrast, violation of peripheral norms, although frowned upon, has fewer nega-
tive consequences for the offender.

an optical illusion known as the ‘autokinetic effect’. The 
light does not move. Sherif’s subjects made three series 
of 100 estimates on successive days. Initially, there were 
quite wide individual differences in the response to this 
situation. Some subjects saw little movement while oth-
ers saw a lot. However, Sherif discovered that they 
started to agree on the amount of apparent movement 
quite quickly. Having exchanged information on their 
judgements, their behaviour changed. They began seeing 
the light moving in the same direction as those who had 
spoken earlier.

Gradually, all the members came to see the light as 
moving in the same direction at the same time. There was 
of course no ‘real’ movement of the light. Each individual 
began to see the light in the same way as the group 
saw it. The results Sherif obtained with two-person and 
three-person groups are shown in the diagram. When 
a group norm emerged it was found that it became the 
basis for subsequent judgement when subjects were re-
tested independently. The group norm therefore became 
a relatively permanent frame of reference for individual 
behaviour.

Norms and sanctions in gourmet cuisines
Violators of norms must be punished if norm-governed 
social exchanges between individuals are to succeed. The 
problem is deciding when to sanction norm transgressors 
(Di Stefano et al., 2015). To maintain their creativity within 
the gourmet cuisine industry, chefs exchange their knowl-
edge in the form of recipes of signature dishes and cooking 
techniques. However, if their inventive ideas are misappro-
priated, misused or distributed further by others, then chefs 
have no incentive to share them. There is no legal system 
of intellectual property rights covering culinary knowledge.

Norms: Gourmet cuisine industry norms regulate when 
and how chefs use transferred knowledge. They pro-
vide the ‘mental copyrights’ that encourage innova-
tion and exchange:

r� Norm 1: Colleagues will not copy exactly the recipe 
or the cooking technique, but instead will use it as 
source of inspiration to develop something new.

r� Norm 2: Colleagues will cite the source of the inspira-
tion for the adapted recipe by including the original 
chef’s name in its menu entry.

r� Norm 3: Colleagues will not pass on information to 
a third party without previously asking for permission 
from the original chef.

Sanctions: When norm violations occur, three types of 
sanctions are commonly used:

r� Sanction 1: Refusing further knowledge transfers.

r� Sanction 2: Cutting off material exchanges with the 
transgressor such as withholding help with missing 
ingredients or personnel.

r� Sanction 3: Sharing negative gossip about the trans-
gressor with colleagues in the industry.

When to sanction? The researchers’ main finding was 
that while on the one hand chefs felt inclined to sanc-
tion significant norm violations, before acting, they con-
sidered how other community members would interpret 
their actions. Before proceeding with sanctions they 
needed to be sure that their community members would 
see the transgression the way that they did; would con-
sider their chosen sanction to be legitimate; and would 
see the action as a reasonable way of maintaining a valu-
able norm and restoring social order. What they wanted 
to avoid at all costs was having their sanction misinter-
preted by their community, and being considered to be 
norm violators themselves.

peripheral norms 
socially defined 
standards relating to 
behaviour and beliefs 
that are important but 
not crucial to a group’s 
objective and survival.

M12_BUCH2881_09_SE_C12.indd   395 07/27/16   10:42 AM



396 Chapter 12 Individuals in groups

Why do group norms develop? David Feldman (1984) argued that their purpose was to:

r� Facilitate group task achievement or group survival. Groups develop norms which 
increase their chances of being successful and protect themselves from outsiders.

r� Increase the predictability of group members’ behaviours. Predictability means that inter-
nally, members can anticipate and prepare for the actions of colleagues, thereby smooth-
ing social interaction. Externally, it allows them to relate appropriately to outsiders.

r� Reduce embarrassing interpersonal problems for group members. Knowing what to do 
and say in a group (and what not to) increases an individual member’s comfort.

r� Express the group’s core values and define their distinctiveness. Norms allow members to 
gain a sense of the essence of the group.

How do group norms develop? Feldman (1984) reported that they did so in four ways:

r� Initial pattern of behaviour. The first behaviour pattern that emerges in a group can 
establish group expectations. For example, if the first speaker shares his feelings and 
anxieties with the other group members, the discussion of emotions in a group can 
become a norm.

r� Explicit statement by a supervisor or co-worker. This person may explicitly state certain 
expectations. The project leader may tell the newcomer that the group meetings start 
promptly on the hour, when all members are expected to be present.

r� Critical events in the group’s history. A shop floor employee makes a suggestion for an 
improvement to his supervisor, who criticizes and ridicules him. Group members ensure 
that in the future, none of them offer any more suggestions.

r� Transfer behaviours from past situations. When individuals carry over behaviours from 
past situations, they can increase the predictability of group members’ behaviours in 
new settings. For example, instructors and students transfer constant expectations from 
class to class.

Research carried out into groups in 27 widely differing organizations has it shown that 
the things that happen the first time that a new group meets strongly affect how that group 
will operate throughout its entire future life. The first few minutes at the start of the first 
group meeting are crucial as they establish not only where the group is going, but also 
what the relationship will be between the group’s leader and its members, and what basic 

Home viewing
The film Mean Girls (2004, director Mark Waters) is a 
teen comedy which examines American high school 
social cliques and the damaging effects that they can 
have on girls. Cady Heron (played by Lindsay Lohan) is 
a 16-year-old home-schooled student whose zoologist 
parents return to the USA after a 12-year research trip 
to Africa. Cady attends public school for the first time, 

and is warned there to avoid the school’s most exclusive 
clique, the Plastics, led by Regina George (Rachel McAd-
ams). Which types of power does Regina exert over her 
group’s members? What does Cady learn about the 
group norms? How does group pressure ensure that 
members do not transgress these norms?

Stop and think

It is important to feel that you fit in with your peers (others in your group, school 
or neighbourhood). However, sometimes you may find yourself doing something 
because others are doing it, and that makes you feel uncomfortable or unsafe. 
Sometimes it is hard to say no to your friends. Can you think of an occasion when 
you experienced such a situation? How did you feel?
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norms will be established and enforced. Richard Hackman quoted a distinguished orchestra 
conductor who reported that he pays the greatest attention to the first few minutes of his 
first rehearsal with any new orchestra as, in his view, its members will very quickly make 
an assessment about whether or not he and they are going to make great music together 
(Coutu, 2009, p.103).

Figure 12.6 shows the process of the formation and operation of group norms. It appears 
that, once established, group norms are difficult to change. Since the group members origi-
nally created the norms, it is they who consequently change them. Members will tend to 
resist any attempts by managers or any other outsiders to modify their group’s norms. 
Some examples of norms and the reasons for their enforcement are shown in Table 12.2. To 
enforce its norms, a group develops a set of sanctions with which to police them. The term 
group sanction refers to both the punishments and rewards that are given by a group to its 
members in the process of enforcing group norms. Punishment is a negative sanction and a 
reward is a positive sanction.

Group sanction 
a pWnishOent or 
a reward given by 
members to others in 
the group in the process 
of enforcing group 
norms.

Standards are imported
from the wider society

to which group
members belong

‘Storming’

Precedents

Standards and precedents
are adopted as group norms

Norms are imposed on group
members by sanctions

Individual members internalize
group norms

Deviant members
breach norms and are
punished, expelled, or
(sometimes) tolerated

Figure 12.6: The formation and operation of group norms.

Source: from Interactive Behaviour at Work, Guirdham, M., Pearson Education Limited 
����� p.���.

The earliest research examples of negative sanctions exercised in groups were revealed by 
the Bank Wiring Observation Room phase of the Hawthorne studies. The researchers discov-
ered that persons who broke the group norm – for example, producing either over or under 
the group norm – were ‘binged’. This involved a group member flicking the ear of the norm 
transgressor or tapping him painfully on the upper part of his arm. Both actions were intended 
to indicate physically to the man that his behaviour was unacceptable to the other group mem-
bers. Other negative sanctions can also be used by the group, and can be placed in ascending 
order of severity as shown in Figure 12.7. If negative sanctions represent the ‘stick’ to enforce 
group norm compliance, then the positive sanctions represent the ‘carrot’. Such carrots for the 
conforming individual include accolades from other members, emotional support, increase in 
social status, and acceptance of their ideas by others (Doms and van Avermaet, 1981).
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Isolating an individual from the group is labelled ostracism. It is defined as an individual 
or a group failing to take actions that engage another organization member when it would 
be customary or appropriate to do so (Robinson et al., 2013). Ostracism in the workplace 
can take many forms, including having one’s greetings ignored; being excluded from invita-
tions; or others going silent when the person tries to join their conversation. It involves the 
absence of wanted behaviour or directing non-behaviour towards the person ostracized.

Jane O’Reilly and her colleagues (2015) studied employees’ perceptions of and reactions 
to workplace ostracism. They confirmed previous studies that it was an extremely pain-
ful and unpleasant experience. Those targeted experienced hurt feelings, sadness, anxiety, 
loneliness and shame. Their research found that ostracism was strongly related to negative 
outcomes such as greater health problems; lower job satisfaction; and higher psychological 
withdrawal. Those who were ostracized at work were more likely to leave their organiza-
tion. Because it possesses such a strong threat to an individual’s need to belong at work, it 
is a powerful tool that a group can use to secure members’ conformity to its norms.

Table 12.2: Norms and sanctions

Norm Enforcement reason Examples of sanctions to 
enforce the norm

Members attend all group 
meetings regularly and arrive 
on time

Group survival Absentees or latecomers are 
first teased or ridiculed, and 
then criticized

All members are required to 
prepare written work before 
the group meetings to avoid 
delay at meeting

Group task achievement Group members compliment 
individuals whose preparation 
has been particularly thorough

Members listen to each other’s 
ideas without interrupting 
allowing them to fully present 
their thoughts and opinions

Clarification of behavioural 
expectations

A member who interrupts is 
taken aside after the meeting, 
and asked, in future, to let the 
person finish speaking

Members do not discuss their 
private lives with colleagues 
at worM

Avoidance of embarrassment Members who insist on 
discussing such matters are 
ostracized until they stop 
doing so

Expulsion from the group (if possible)

Mental punishment and possible use of physical force

Isolate individual from group activities (ostracism)

Verbal persuasion to conform to norms

Inform member of expected behaviour

Figure 12.7: Escalating group pressure to secure individual conformity to group norms

ostracism 
an inFiviFWaN or a 
group failing to take 
actions that engage 
another organization 
member when it 
would be customary or 
appropriate to do so.

Organizational group norms
Bart de Jong and his colleagues (2014) studied how 
members controlled each other’s behaviour within the 
group through norms and peer pressure (peer control). 
The researchers distinguished between norms which 

emerged spontaneously from within a group and which 
it freely adopted (voluntary group norms), and man-
agement-induced norms (organizational group norms). 
In the case of the latter, even though peer control was 
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Conformity with norms tends to increase under certain conditions. An increase in con-
formity is associated with a decrease in the size of the group; and also with an increase in 
the group’s homogeneity, visibility and a stable experience. Members who perceive them-
selves to be of low status in the group will tend to conform more, and feel that they have to 
‘earn’ the right to be deviant. High conformers are also those who feel that they are not fully 
accepted by the others. Diagnosing a team’s norms and its members’ conformity to them can 
help to explain group behaviour. Conformity can be contrasted with obedience, a situation 
in which individuals change their behaviour in response to a direction from others.

If you want to deviate from a group norm you have several options. You can attempt 
to persuade others to your viewpoint, and thus alter the group norm. Of course, the other 
members may respond by persuading you to conform to the existing norm. The higher your 
status, the more power you will have in the group and the more you will be able to change 
the behaviours and beliefs of the other members (and the less likely they will be to change 
your own). What other options are there? If the group is of little importance to you, and if 
you are free to leave the group, you will do so. Conversely, if you are of little importance 
to the group, you may be forced either to conform to its norms or else be rejected by its 
members. If, however, your presence is important to your group (e.g. because you possess 
high status, power, popularity or special skills), then the group may tolerate your deviant 
behaviour and beliefs in order to avoid the threat of losing you as a valued member.

In the film comedy Galaxy Quest (1999), five unemployed actors whose sci-fi TV series 
has been discontinued, earn a living through public appearances at fan conventions, shop-
ping mall dedications and supermarket openings. One member of the group, Jason Nesmith 
(played by Tim Allen) is regularly late at these events. He was the fictional captain of the 
Starship Protector in the TV show, and is the character most loved by the fans. Because of 
his popularity and fan appeal, the other group members are forced to tolerate his continued 
late arrival. Hence, the power that a group has to influence its members towards conformity 
to its norms depends on three main factors:

r� The positive and negative sanctions (rewards and punishments) that the group has at its 
disposal.

r� The member’s desire to avoid negative sanctions such as social and physical punish-
ments or expulsion from the group.

r� The degree of attraction that the group has for an individual member and the attraction 
that group members have for each another.

ultimately exercised by the group members themselves, 
it was managers who initiated peer control by prescrib-
ing the norms of appropriate behaviour for the groups; 
authorizing it by delegating control facilities to groups; 
and facilitating it by structuring group work patterns. The 
role of group members was to accept, participate in and 
maintain peer control once it was in place. The authors 
quote a section from James Barker’s research to illus-
trate this process. This involves a group member, Martha, 
observing one of her fellow group members, Phil, once 
again arriving late for work. She gathers two other group 
members, Diego and Mary, and together they confront 
Phil. The exchange goes as follows:

[Martha said,] ‘Look Phil, we don’t like the pattern 
you’re setting here. You’ve been late and you’re going 
to get yourself into trouble’. Phil starts to say some-
thing, but Mary cut him off. ‘You’re a member of our 
team. We expect you to support us all… You can’t 

be hanging back.’ Diego followed: ‘You’ve got to sup-
port us. We all support each other. When you’re late, 
the rest of us have to work harder’… But Mary held 
the floor: ‘No, you look. This is a bad pattern you have 
going here… If you’re not going to do what we need 
you to do… we have to do something. Don’t make us 
do that’. Phil looked at them, then looked away. ‘OK, 
OK’. (Barker, 1999, pp.80–1)

In this example, ‘employees arriving at work on time’ 
is a management-instituted norm. However, while man-
agement authorizes the use of peer pressure by explic-
itly transferring the responsibility for exercising control 
over individual tardiness to the group, the decision to 
exercise that pressure lies with the group. While such 
pressure can be applied by individual members, as 
in this example, it is often done in collaboration with 
fellow group members, acting on behalf of the whole 
group.

Conformity a change 
in an individual’s belief 
or behaviour in response 
to real or imagined 
group pressure.

obedience a situation 
in which an individual 
changes their behaviour 
in response to direct 
command from another.
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The last item on the list concerning mutual attraction is called group cohesion. It refers 
to the number and strength of mutual positive attitudes towards group members. Table 12.3 
shows the contributors to and consequences of group cohesion (Pearce et al., 2002). The 
widely cited research conclusion is that cohesion has a moderating, positive relationship on 
group performance (Greer, 2012; Gully et al, 1995).

Group cohesion the 
number and strength 
of mutual positive 
attitudes between 
individual group 
members.

Table 12.3: Group cohesion – contributors and consequences

Contributors to group cohesion Consequences of group cohesion

Small size
Past success
External threat
Common goals
Difficulty of entry
Stable membership
Opportunity to interact with others
Attractiveness of group to individuals
Fairness of rewards between members
Members’ agreement about their statuses

Group success
Member satisfaction
Higher group productivity
More cooperative behaviour between individuals
Increased interaction between members
Lower group productivity
Greater conformity by members
Members’ evaluations become distorted
Increased group influence over members

Stop and think

Consider a group of which you are a member, and its norms and sanctions. Reflect 
on a situation in which a member (perhaps yourself) broke a norm and received a 
negative sanction.

Assess the positive and negative outcomes of this occurrence for the individual group 
member concerned and for the group as a whole.

Having established a set of norms and the sanctions to enforce them, a group has to 
communicate these to new members. The new group member ‘learns the ropes’, and is 
shown how to get things done, how to interact with others, and how to achieve a high 
social status within the group. An important aspect of achieving such status is to adhere to 
the group’s rules or norms. Initial transgressions will be pointed out to the new member 
gently. However, the continued violation of norms by a group member puts at risk the 
cohesion of the group. When there is disagreement on a matter of importance to the group, 
the preservation of group effectiveness, harmony and cohesion requires a resolution of the 
conflict. Hence pressure is exerted on the deviating individual through persuasive commu-
nication to conform. The name given to this ‘educational’ process which the new member 
undergoes is group socialization and it occurs within most groups in all types of organiza-
tions (Figure 12.8).

If new recruits are thoroughly socialized, they are less likely to transgress group 
norms and require sanctions to be administered. However, while such pressure to go 
along with the majority of other members may be beneficial in many respects for the 
group, it also carries costs. If conformity is allowed to dominate, and individuals are 
given little opportunity to present different views, there is the danger of the group collec-
tively making errors of judgement, leading them to take unwise decisions. Consider the 
concept of groupthink, which, through internal conformity and external group pressure, 
leads individual members collectively to make poor group decisions (this is discussed in 
Chapter 20).

It is important to remember that while a work group will be attempting to get its new 
member to adopt its own values, symbols and expected behaviours, the organization which 
recruited the person will be endeavouring to do the same (see Table 12.4).

Group socialization 
the process whereby 
members learn the 
values, symbols and 
expected behaviours of 
the group to which they 
belong.
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Figure 12.8: A model of the process of group socialization

Source: adapted from Advances in Experimental and Social Psychology, Volume 15, L. Berkowicz, (ed.),  
Socialization in small groups: temporal changes in individual–group relations by Moreland, R.L. and 
Levine, J.M., pp.137–92. © 1982, Academic Press, with permission from Elsevier. Reproduced with 
permission from Hogg & Vaughan, Social Psychology � ���� 2earson #ustralia� p.���.

Home viewing
Ratatouille (2007, director Brad Bird) is an animated film 
about Remy, a young rat who wants to become a chef. 
It includes a short sequence which opens with a young 
man, Alfredo Linguini, cutting vegetables and Colette 
Tatou, the staff’s only female chef, immediately correcting 

his  behaviour. It ends with the characters thanking each 
other for giving and receiving advice. This short sequence 
illustrates a range of concepts in the encounter stage 
of organizational socialization. Can you identify them? 
(Champoux, 2012).

Table 12.4: Comparison of stages group of development to stages of socialization

Group development Organizational socialization

Stage 1: Orientation 1. Forming
r� Establish interpersonal relationships
r�  Conform to organizational traditions 

and standards
r�  Boundary testing in relationships and 

task behaviours

1. Getting in (anticipatory socialization)
r� Setting of realistic expectations
r� Determining match with the newcomer

Stage 2: Redefinition 2. Storming
r�  Conflict arising because of interpersonal 

behaviours
r� �Resistance to group influence and task 

requirements

2. Breaking in
r� Initiation to the job
r� Establishing interpersonal relationships
r�  Congruence between self and 

organizational performance appraisal

(Continued)
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Group development Organizational socialization

Stage 3: Coordination 3. Norming
r� Single leader emerges
r� Group cohesion established
r�  New group standards and roles formed 

for members

3. Settling in (role management)
r�  The degree of fit between one’s life 

interests outside work and the demands 
of the organization

r� �Resolution of conflicts at the 
worMplace itself

Stage 4: Formalization 4. Performing
r� Members perform tasks together
r� Establishing role clarity
r� Teamwork is the norm

Source: from Gordon (1993, p.184)

Table 12.4: Continued

Teamworking? – do make me laugh!
American firms such as Southwest Airlines, Ben &  Jerry’s, 
Sun Microsystems, Facebook and eBay invest a lot of 
time and resources in play, humour and in making their 
workplaces fun for their employees. Kingston, a technol-
ogy company, lists among its six values ‘Having fun’ –  
working in the company of friends’. Today’s young  
workers (18–25), known as Generation C (Connected, 
Communicating, always Clicking) want to play and have 
fun at work. Google, Microsoft and other firms have 
created campus-style work environments which address 
employee demands for play, fun and a relaxed work-
place. In addition, increasing numbers of people, espe-
cially in knowledge-intensive industries, are employed in 
jobs which require successful cooperation, collaboration 
and creativity. Such groups are a source of value to the 
company and are hard to duplicate. In order to motivate, 
resolve conflicts and inspire group members (and stop 
them from leaving), companies have increasingly used 
play, fun and humour as management motivational tools.

Some business journals such as The Economist (2010, 
p.84) take a negative view of fun in organizations. It 
writes that:

These days many companies are obsessed with fun. 
They are software firms in Silicon Valley which have 
installed rock-climbing walls in their reception areas 
and put inflatable animals in their offices. They fear 
that the cult of fun has spread like some disgusting 
haemorrhagic disease. Acclaris, an American IT com-
pany has a ‘chief fun officer’. TD Bank, the American 
arm of Canada’s Toronto Dominion, has a ‘Wow’ 
department that dispatches costume-clad teams to 
‘surprise and delight’ successful workers. Red Bull, a 
drinks firm, has installed a slide in its London office. 

Managers hope that ‘fun’ will make workers more 
engaged and creative.

However, researchers disagree with this negative 
view of play and fun. Sørensen and Spoelstra (2011) 
contrast ‘serious play’ as an engine of business with the 
view that work and play are indistinguishable in post-
industrial organizations. They concluded that ‘It pays to 
play’. Studies also show that humour, defined as amus-
ing communications that produce positive emotions and 
cognitions in the individual, group or organization, does 
create a positive mental state that acts as a social lubri-
cant. When used in groups, their members experience 
positive emotions that make interactions between them 
more effective and efficient, leading the group to bond 
faster. Humour is thus an important contributor to group 
effectiveness because it positively affects group cohesive-
ness, communication and creativity. It reduces stress; and 
fosters esprit de corps.

Humour produces an increase in physical and psycho-
logical energy leading workers to expend more effort in 
challenging tasks, and ensures good communication by 
inducing positive feelings. It reduces listener resistance, 
making the listener more receptive to the message that 
management sends. This more persuasive message also 
tends to be more interesting to its recipients, requiring less 
repetition and explanation by management. It also reduces 
social distance between supervisors and subordinates. 
From a group’s point of view, joking and teasing serve as 
a foundation of group culture, and are used to commu-
nicate group values, beliefs and expectations to its new 
members. Humour reaffirms the reason for the formation 
of a group, emphasizes shared values, indicates appropri-
ate behaviour and aids the development of group norms. 
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Some companies, such as Disney, are famous for, and invest much time, money and 
effort into getting their new employees to adopt the ‘company way’ of doing things. This 
equivalent process is called organizational socialization (see Chapter 4). If the picture of 
organizational life that the newcomer is presented with by the organization is congruent 
with the picture held by the workforce, they will accept it. If not, the newcomer is more 
likely to adopt the picture held by their own work group, as these are the people with 
whom they will spend most of their time.

Why do members conform to group pressure? Group norms increase the predictability of 
the behaviour of others, and reduce the chances of individuals embarrassing each other when 
interacting – for example, when speaking at social events. Complying with group norms may 
be of such personal benefit to us that we are willing to abide by them. In so doing, we sup-
press our own personal desires and reduce our individual freedoms. Moreover, we also punish 
those who violate the group’s norms and reward those who do not. Additionally, individuals 
have a desire for order and meaning in their lives. They view uncertainty as disturbing and 
as something that should be reduced to the absolute minimum. Norms, and the adherence 
to norms, help us ‘make sense’ of seemingly unconnected facts and events; provide us with 
explanations of ‘what’s going on’; and allow us to feel in control of the situations in which we 
find ourselves. The earliest experimental studies into conformity to group norms were carried 
out by Solomon Asch (1951, 1952, 1956). He found that those subjects who yielded to group 
pressure did so for different reasons. He distinguished three types of yielding:

1. Distortion of perception. These subjects seem to have convinced themselves that they 
actually did see the lines the way the other group members stated their judgements. 
Yielding at the perceptual level was rare, and occurred primarily among those who dis-
played a lack of trust in themselves. They were unaware that their estimates had been 
displaced or distorted by the majority.

2. Distortion of judgement. These subjects yielded either because they were unsure that 
they understood the task set for them, or because they did not want to ‘spoil the experi-
ment’. They suffered from primary doubt and lack of confidence. The factor of greatest 
importance was their decision that their perceptions were inaccurate, and that those of 
the majority were correct. Distortion of judgement occurred frequently.

3. Distortion of action. The subjects did not suffer a modification of perception, nor did they 
conclude that they were wrong. They yielded because they feared being excluded, ostra-
cized or considered eccentric. These subjects suppressed their observations, and voiced 
the majority position with a full awareness of what they were doing.

Asch’s experiment was replicated more than 30 years later, this time with five individu-
als using PCs who were told that they had been linked together (Doms and van Avermaet, 
1981). Whereas Asch had found that the number who refused to conform to the group in 
any trial was just 25 per cent, in a repeat study 69 per cent of the subjects made no errors. 
Maybe a computer-mediated communication environment reduces our tendency to conform 
to a unanimous group position.

Thus, while critics may laugh at what may seem to be a 
management fad, the research suggests that play, fun and 
humour appear to be effective in building high morale and 
cohesion, good communication patterns and strong social 

bonds, especially among groups of young employees. It 
may therefore be management which has the last laugh! 
(The Economist, 2010; Romero and Pescosolido, 2008; 
Sørensen and Spoelstra, 2011; www.kingston.com)

organizational 
socialization the 
process through which 
an employee’s pattern 
of behaviour, values, 
attitudes and motives is 
influenced to conform to 
that of the organization.

Stop and think

Think of an occasion when you have given an opinion or supported a decision 
contrary to your own feelings and judgement, but consistent with those around you 
at the time. How can you live with yourself for acting in such a socially compliant and 
submissive manner? What is your pathetic excuse for having done so?
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Asch’s study of conformity
In the early 1950s, Solomon E. Asch constructed a  laboratory 
experiment into individual conformity in groups.

The situation

Seven men sat around a table supposedly to participate in 
a study on visual perception.

The subject

Only number 6 (second from the right) was a real subject. 
The remainder were Asch’s paid accomplices.

The task

1 2 3

8” 61/4” 8” 63/4”

The task was an easy one: to judge which of three lines 
was equal in length to one they had seen earlier.

The problem

In experimental conditions, the accomplices had been 
instructed to lie about which line was correct. Under 
pressure, the subject (no. 6) showed signs of conflict, of 
whether to conform to the group judgement or give the 
response he judged to be correct.

The results

Members making at least one error 76%

Times average member conformed 37%

Members who never conformed 24%

Members who conformed over 10 times 11%

Members who made at least one error when 
tested alone

5%

Based on Asch (1951)

Milgram’s ‘electric shock’ experiments
A study by Stanley Milgram showed that 
a group can pressure an individual to defy 
authority. Would you torture another person 
simply because you were told to do so by 
someone in authority? Of course not, you 
would probably refuse with little hesita-
tion. In a series of now famous and highly 
controversial experiments, Stanley Milgram 
examined people’s level of obedience to 
authority. The research involved ordinary 
people of different ages, sexes, races and Stanley Milgram 

(1933–1984)
Volunteer subject, accomplice ‘learner’ 
and accomplice experimenter
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Deindividuation
Social facilitation explains how groups can arouse individuals and stimulate their perfor-
mance, while social loafing shows that groups can diffuse and hence diminish individual 
responsibility. Together, arousal and diffused responsibility combine to decrease normal 
social inhibitions and create deindividuation. Deindividuation refers to a person’s loss of 
self-awareness and self-monitoring. It involves some loss of personal identity and greater 
identification with the group.

The writings of Gustave Le Bon led to the theory of deindividuation which was first 
proposed by Leon Festinger, Albert Pepitone and Theodore Newcombe (1952). However, 
it is Marion Hampton (1999, p.112) who neatly captures the experience of deindividuation 
when she writes:

There are moments when we can observe ourselves behaving irrationally as members 
of crowds or audiences, yet we are swept by the emotion, unable to check it. In smaller 
groups too, like committees or teams, we may experience powerful feelings of loyalty, 
anxiety or anger. The moods and emotions of those around us seem to have an exagger-
ated effect on our own moods and emotions.

Edward Diener (1980) considered self-awareness (i.e. awareness of oneself as an object 
of attention) to be the crucial element in the deindividuation process. The environmental 
conditions which reduce self-awareness and thereby trigger deindividuation, as well the 
consequences of deindividuation, are summarized in Figure 12.9.

occupations. First, groups of psychiatrists,  postgraduate 
students and social science lecturers were asked by 
Milgram to predict how many of the research sub-
jects would actually obey the experimenter’s order. 
There was a high agreement that virtually all subjects 
would refuse to obey. Only one in a hundred would do 
it, said the psychiatrists, and that person would be a 
psychopath.

Milgram’s experiment involved volunteer subjects 
participating in a learning experiment. They were to 
act as teachers of people who were trying to learn a 
series of simple word pairs. As teachers they were told 
to punish the student when he failed to learn by giving 
him an electric shock. At the start the shocks were small 
in intensity but every time the learner made a mistake, 
the teacher was told to increase the size of the shock. 
In carrying out the experiments Milgram found that 
two out of every three subjects tested administered the 
electric shocks up to a level which was clearly marked 
‘fatal’ simply because an authority figure told them 
to do so. In fact, no electric shocks were ever actu-
ally given although the volunteer ‘teachers’ believed 
that the learners were really receiving the shocks they 
administered. An earlier experiment by Asch had shown 
that it only needed one other person to agree with a 
deviant for the conformity effect to be counteracted. 
In one variation of his experiment, Milgram placed 

two of his accomplices alongside the subject, so that 
the  testing of the wired-up learner would be done by 
a group and not by a single subject. This experimental 
situation is thus similar to Asch’s.

The experiment began with one of the accomplices 
administering the shocks. The first accomplice then 
refused to continue, argued with the experimenter, 
and withdrew sitting in the corner of the room. The 
second accomplice then took over, continued for 
a bit, and then refused just as the previous one had 
done. The real subject now remained to administer 
the shocks. Milgram repeated this procedure 40 times, 
each with a different subject. In 30 of these 40 cases, 
he found that once the subjects had seen their group 
colleagues defy the experimenter, they also defied him. 
When group pressure for such defiance was lacking, 
only 14 subjects defied the authority figure. Milgram 
concluded that peer rebellion is a very powerful force 
in undercutting the experimenter’s authority. A replica-
tion of Milgram’s experiment by Jerry Burger revealed 
that things had not changed greatly in the interven-
ing 45 years. A total of 70 per cent of his participants 
(compared to Milgram’s 82.5 per cent) were prepared 
to continue delivering shocks after the learner had 
cried out in pain at 150 volts. Men and women did 
not differ in their rates of obedience (Milgram, 1973; 
Burger, 2009; Blass, 2007).

deindividuation 
an increased state of 
anonymity that loosens 
normal constraints on 
individuals’ behaviour, 
reducing their sense 
of responsibility, and 
leading to an increase 
in impulsive and 
antisociaN acts�
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The influence of the crowd

Gustave LeBon stated that the crowd is ‘always 
 intellectually inferior to the isolated individual … mob 
man is fickle, credulous, and intolerant showing the vio-
lence and ferocity of primitive beings’. He added, ‘by the 
mere fact that he forms part of an organized crowd, a 
man descends several rungs in the ladder of civilization. 
Isolated he may be a cultivated individual, in a crowd 
he is a barbarian – that is a creature acting by instinct’ 
(LeBon, 1908, p.12). The street rioting that started in the 
Tottenham neighbourhood of London in 2011 quickly 

spread across the capital, and then to other English   
cit ies –  Manchester, Birmingham, Liverpool and 
 Nottingham – on the following four nights. The police 
were pitted against mocking, mobile and mostly young 
gangs of violent looters. In his book The Crowd, originally 
published in 1895, LeBon hypothesized that humans had 
a two-part personality. The upper half was conscious, 
unique to each individual and contained dignity and vir-
tue. The lower half, in contrast, was unconscious, was 
shared with everyone else, and contained bad desires 
and instincts. The  Economist (2011a, 2011b) newspaper 
reported that ‘As long as looters are part of a street mob 
they feel strong and invulnerable. Once individuals are 
arrested in large numbers … powerful peer pressure and 
the groupthink that goes with them are broken’. LeBon 
attributed this primitive behaviour to three things:

Anonymity: Individuals cannot be easily identified in a 
crowd.

Contagion: Ideas and emotions spread rapidly and 
unpredictably.

Suggestibility: The savagery that is just below the surface 
is released by suggestion.

Adam Oxford/Demotix/Demotix/Press Association Images
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Figure 12.9: Self-awareness and deindividuation

Source: reproduced with permission from Hogg & Vaughan, Social Psychology © 2011 Pearson Australia, p.424.
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A great number of different factors influence conformity to norms (see Figure 12.10). 
The personality characteristics of individuals play a part in predisposing them to con-
form to group norms. The kind of stimuli eliciting conformity behaviour is also impor-
tant. That people conform to norms when they are uncertain about a situation was 
demonstrated by the Sherif experiments. He also discovered that a person with a high 
degree of self-confidence could affect the opinions and estimates of other group mem-
bers. Asch found that if even just one confederate in his experiment broke the unanimity 
with his dissenting voice, then the dramatic effects of conformity were erased, and the 
experimental subject felt free to give the correct answer that seemed obvious all along. 
Upbringing (including formal education) also plays an important part. Bond and Smith’s 
(1996) analysis showed a steady decline in conformity since the original Asch studies. 
Collectivist culture countries show higher levels of conformity than individualist culture 
countries (see Chapter 4).

Anonymity within a crowd or large group lessens inhibitions. Warriors in a tribe paint 
their faces and wear masks. When attention is drawn away from the individual in a crowd 
or group situation, their anonymity is increased, and they are more likely to abandon their 
normal restraints and to lose their sense of individual responsibility. This can lead to anti-
social behaviour such as attacking a policeman during protest demonstrations. In military 
organizations, members have always worn uniforms; and companies now provide their 
staff with corporate clothing. While this may get them to identify more closely with their 
organizations, it can also increase their anonymity.

Stop and think

Think about a group to which you belong and with which you identify. Write down 
what this group means to you, and list some of the things that you have said or done 
that show that you identify strongly with this group.

Now, think about a group to which you belong, but with which you do not identify. 
Again write down what the group means to you and this time give examples of your 
lack of identification with that group.

personality

uncertainty

education and
upbringing

self-confident
others

organization culture
(collectivist-individualist)

dissenting
others

CONFORMITY

Figure 12.10: Factors influencing conformity to group norms

Stop and think

Is conformity by the individual within organizations a bad thing that should be eliminated 
or is it a good thing that should be encouraged?
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Individual influences on group attitudes and behaviour
So far, the focus has been on the group influencing its members. Does this mean that an 
individual can never influence their group? Clearly not, since history recounts numerous 
instances of individuals – revolutionaries, rebels, radical thinkers, religious zealots – who 
created minority groupings, and as minorities successfully persuaded majorities. Indeed, 
leadership can be considered an example of minority influence. The underpinning to the 
process of a minority’s influence on a majority is provided by Serge Moscovici’s (1980) 
social influence theory. He used the term compliance to describe what happens when a 
majority influences a minority, through its possession of various kinds of power and its 
ability to implement positive and negative sanctions. He applied the term conversion to 
describe a minority’s persuasion of a majority. The concept of conversion is illustrated 
every time an employee persuades their company to adopt a new product or create a new 
division.

In their review of 143 studies of minority influence, Wood et al. (1994) found that minor-
ities had the ability to change the opinions of those who listened to them, especially if 
the listeners were not required to publicly acknowledge such a change. Moscovici (1980) 
stressed the importance of consistency in the conversion process. The individual persuad-
ing the group had to stick unswervingly to his or her point of view. Moscovici’s research 
provides us with an understanding of how a minority can influence a majority (Nemeth, 
1986). These different writings have been summarized by Huczynski (2004), who listed 
what the minority influencer of a majority has to do:

Become viable  Take a position that others are aware of; make yourself heard; get your-
self noticed; and generally overcome the illusion of unanimity.

Create tension Motivate those in the majority to try to deal with your ideas.

Be consistent  Stick unswervingly to the same position. Do not take a variety of posi-
tions that disagree with the majority.

Be persistent Restate your consistent position in the face of others’ opposition to you.

Be unyielding  Being firm and unyielding involves digging your heels in and not 
compromising.

Be self-confident   This is conveyed by one’s consistency and persistence. It raises self-
doubts among the majority leading them to reconsider their position.

Seek defectors  Defections from the majority increase the self-doubt of the remaining 
majority and free its doubters who may have self-censored themselves to 
speak out, perhaps encouraging more converts.

In the classic film Twelve Angry Men (1957), a jury retires to decide on the guilt or inno-
cence of a youth from a slum background. At the outset, 11 of the 12 jurors are keen to 
find him guilty without further discussion. Only one member of the jury, played by Henry 
Fonda, has reservations. He successfully persuades the other 11 jurors to acquit the young 
defendant. In this example of conversion, Fonda uses all the above techniques to achieve 
his objective.

Teamwork takes longer, and there are many occasions when collaboration is a hindrance 
rather than a help. Companies therefore need to balance individual autonomy with collec-
tive action. We are aware of the downside of individualism in organizations, but teams can 
be just as destructive, by being strong and controlling, thereby ignoring individuals’ voices, 
learning and contributions. Would the crisis in the financial world have been quite so cata-
strophic if more people had spoken out in their team meetings about what they knew to be 
wrongful practices?

Compliance  
a majority’s influence 
over a minority.

Conversion  
a minority’s influence 
over a majority.
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Recap

1. Explain the basic tenets of social identity theory 
and social representation theory.

r� Social identity theory holds that aspects of our 
identity derive from the membership of a group.

r� Groups construct social representations consisting 
of beliefs, ideas and values which they transmit to 
their new members.

r� Such representations, together with group sociali-
zation, lead to all members sharing a common 
frame of reference.

2. Distinguish between social facilitation and social 
loafing.

r� Individual behaviour is variously modified by the 
presence of others or by being a part of a group.

r� The concepts of social influence, social facilitation, 
synergy and social loafing distinguish the direction 
and nature of such modifications.

3. Understand how groups use norms to regulate 
the behaviour of their members.

r� Social norms guide the behaviour of individuals in 
a group. They can be pivotal or peripheral.

r� Social norms are established in four ways – explicit 
statements, critical events, initial behaviour and 
transfer behaviour.

r� Sanctions are administered by members to those 
individuals who transgress or uphold the group’s 
norms. Sanctions can therefore be negative (ver-
bal abuse) or positive (praise). Groups possess 

an  escalating hierarchy of ever-stronger negative 
sanctions.

4. Understand the process of group socialization of 
individuals.

r� Groups teach new members about their norms and 
incorporate them into their shared frame of refer-
ence through the process of group  socialization.

5. Explain why individuals conform to the dictates 
of their group.

r� As individuals, we tend to conform to group norms 
because of benefits for us individually if others 
abide by the agreed rules; our desire for order and 
meaning in our lives; and a need to receive a satis-
fying response from others.

r� The ‘cost’ to the person who is a member of a 
group is the deindividulization that membership 
entails. Group membership brings with it ano-
nymity and becoming ‘lost in the crowd’. This can 
reduce our sense of individual responsibility, lower 
our social constraints, and lead us to engage in 
impulsive, antisocial acts.

6. Distinguish between compliance and conversion.

r� Group orientation differs depending on the cul-
ture in which an individual lives.

r� Research shows both that a majority influences an 
individual (called compliance), and that a minority 
can influence a majority (called conversion).
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Research 
assignment

Choose an organization with which you are familiar, and interview some employees who 
work there. Ask each interviewee how their co-workers would react, if they, themselves:

1. Were seen being rude or indifferent to a customer.

2. Criticized a co-worker who was not performing satisfactorily.

3. Performed their work at a level noticeably higher than that of their co-workers.

4. Approached management offering a solution to a problem they had identified.

5. Expressed concern to management about the well-being of their fellow workers.

6. Expressed concern about the poor quality of the organization’s product or service.

7. Actively developed their skill and knowledge about the organization’s operations 
and products.

Finally, ask if there are things that any employee should do or not do if they wanted to 
get on well with their co-workers in the organization. Use the information obtained from 
your interviewees to determine:

(a) on which topics there appear to be group norms;

(b) which norms are pivotal and which are peripheral;

(c) what effects these norms have on the behaviour of the individuals, the operation of 
the group and the performance of the department.

Springboard

Jerry Burger (2009) ‘Replicating Milgram: would people still obey today?’, American 
 Psychologist, 64 (1): 1–11. A modern replication of Milgram’s classic obedience experiment.

Mori, K. and Arai, M. (2010) ‘No need to fake it: reproduction of the Asch experiment with-
out confederates’, International Journal of Psychology, 45 (5): 390–97. More than half a 
century on, the authors replicated Asch’s classic experiment on conformity, but without 
using confederates, and they highlight the differences between men and women.

Nigel Nicholson (2003) ‘How to motivate your problem people’, Harvard Business Review, 
81 (1): 56–65. Provides useful advice if you are in a student project team and one member 
is not pulling their weight.

Cass Sunstein and Reid Hastire (2014) ‘Making dumb groups smarter’, Harvard Business 
Review, December, 92 (12): 90–98. The authors consider how groups are subject to deci-
sion-making errors and suggest how these could be overcome.

OB cinema
The Secret of My Success (1987, director Herbert Ross) DVD track 4, 0:17:00–0:20:00 (3 minutes). In 
this film, Brantley Foster (played by Michael J. Fox) leaves his home in Kansas to make his career as 
an executive in New York City. However, the only job he can get is in the mailroom of the Penrose 
Corporation. The clip begins with the mailroom manager saying ‘You can’t come in here bozo, take 
your crap to the mail slot’, and ends with Melrose saying ‘you put these things away’. On his first day, 
Brantley learns a great deal about the organization.

r What are the sources of his information?

r What does he learn from each source about the organization and how to behave in it?

r In your current or last job, what did you learn? How?
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OB on the web
Search YouTube for ‘Group pressure’ and ‘Elevator experiment.’ Find the original black-and-white 
video clip, and the more recent colour recreations of the elevator experiment. Find some friends to 
re-enact the experiment in one of your university buildings. See if you can make your subject face the 
back of the lift instead of the door.

CHAPTER ExERCISES

1. Group controls work

 Objectives 1. Analyse a group’s behaviour using a theoretical framework.

2. Assess the situation from a management perspective.

 Briefing 1. Individually, read the case Factory paint shop on page 344, and answer the 
 questions below:

 (a)  As an existing employee, imagine that you had been transferred to a job on the 
machine described. Would you be happy to go along with the break system 
described? What would you do if you were not a card player?

 (b)  What would you do if you were a new employee to the company who had been 
allocated to work on that machine?

 (c)  If you were an existing group member, and a new member had been transferred 
into your unit, and was reluctant to participate in the group’s informal work 
arrangements described in the case, how might your group persuade them?

 (d)  Should management ignore such adjustments to official policy and intentions? 
What are the advantages and disadvantages of doing so?

 (e) Have you ever been in a job when something similar has occurred?

  1. Form into groups of 3–5 members and nominate a spokesperson.

2. Discuss your individual answers to the questions and prepare a group response.

3. Your spokesperson will report back to the class as a whole, as directed by your instructor.

From John Martin (2005, p.243).

2. Team member from hell

 Objective To evaluate a student group’s attempt to change the behaviour of one its members.

 Briefing 1. Form groups. Read the Team member from hell scenario.

2. Each group considers the questions specified by their instructor

Discussion  
questions

1. What motivates John?

2. What mistakes did the group make in trying to motivate John?

3.  What suggestions would you make to help the group both achieve its goal and to 
motivate John?

Team member 
from hell

Let me tell you about my team member from hell. Someone with no desire to succeed 
is the worst kind of person to have as a member in your student project group because 
it is nearly impossible to induce him to do the work and perform it well. It was apparent 
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At our first meeting my expectations were confirmed. I found out that John was a mem-
ber of the university drinking club, and he did nothing but talk about his social life. 
I must say though� ,ohn was entertaining. *e could maMe us laugh� mainly because he 
didn’t seem to know what he was talking about. Unfortunately, John could also be loud 
and obnoxious and often his jokes were simply not funny. He just didn’t understand 
the difference between social time and work life. Although John planned to work in 
his family’s business when he graduated, he was working 20–30 hours a week to earn 
money to pay his tuition fees and cover his living expenses. I don’t think he wanted to 
be at university really, and he might have dropped out if it wasn’t for all his friends. John 
seemed like someone you would always have to push a little harder in order to get any-
thing done. He made no attempt to discuss anything about our team project or about 
the courses he was taking. All he ever talked about was partying.

In our team, we began by discussing what we would prepare for our next meeting. 
John did not volunteer his services for any of the tasks and when we assigned him one, 
he seemed very annoyed and dissatisfied. At the next meeting, John showed up late 
and was unprepared. I was disappointed, but not surprised. It wasn’t the end of the 
world, but I couldn’t help but look ahead at the complex project we had to complete. 
If this was the attitude and work ethic that John brought to only our second meeting, 
how were we ever going to get a reasonable project finished? I intend to make some-
thing of myself when I graduate, so I am concerned with my grades and don’t want to 
be dragged down by someone who doesn’t care. I would almost rather do things on 
my own.

We decided to distribute the workload evenly among all the members of the group. Each 
person chose a certain task, and we all began working to complete it. Things seemed to 
be going quite well until another group member and I realized that John was not com-
pleting his part of the work. He had a bad attitude about university that was not very 
positive, and was not doing well in classes. We tried to motivate him by explaining that 
if we completed the project successfully, he would complete the course and get a good 
grade. This seemed to work initially, but we soon learned he was still not completing the 
work. We discussed the situation and offered to help him if he was having difficulties. 
Again this worked temporarily but he fell back into his same old pattern.

It wasn’t as though the group didn’t make an effort to get him involved. Two of us kept 
reminding him to do his part of the project. However, John would just smile; give a lit-
tle chuckle, and reply, ‘I don’t really care about this stupid course. I don’t know why we 
have to do this anyway.’ We also sent him numerous emails, practically begging him to 
attend our meetings, so that we could have his input as well as to save his grade. He 
never responded to any of the messages. At the meetings that he did show up to, we 
confronted him, and asked him to make more of an effort to attend regularly. He was 
really laid-back and would always just tell us that he was busy, and that he would do 
what he could.

Eventually one of the members exploded with anger at him. She told him that he was 
being extremely disrespectful, and that if he didn’t want to do any work, he shouldn’t 
show up at the meetings at all! After that, the only thing that changed was that he 
began coming to our meetings, but he didn’t contribute and still did almost no work. 
He just walked in, sat there while we did the work, and then took credit for work that 
he had not done.

As time went on, we noticed that John was trying to make small attempts to slowly 
work his way back into the group. I think he began to notice what a good time we were 
having working together to complete the project. Although he became more vocal and 
offered some opinions, we really didn’t want to listen to what he had to say. We were 

from the beginning John that had no motivation. After our group had already been 
 created by the course instructor, a latecomer came to class, and the instructor assigned 
him to our group. His name was John. Already I was a little wary. Students who turn up 
to a class a couple of days after it has started are the slackers; they have either skipped 
the first few days of class, or haven’t got their schedule of courses organized.
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well advanced with the project and didn’t need his input by this time. Also, we no longer 
trusted him and did not feel that we could rely on him. I didn’t take anything that John 
said seriously any more, and when he offered to do something, I didn’t expect him to do 
it. He continued to derail our meetings with stories of his weekend parties. He began to 
complain and make sarcastic comments such as ‘Oh, I guess nobody hears me’.

As the project deadline approached, the group agreed to meet at the start and end of 
the week and then again, over the weekend, for one final time. However, after think-
ing about the plans just made, John realized that his club’s formal dance was scheduled 
for the same weekend, and he claimed there was no time to work on the project. His 
statement really annoyed me. Did he expect the rest of us to finish the project for him? 
Did he really have the nerve to change our plans, just so that he could get drunk all 
weekend? What were his priorities – university or partying? Suddenly, after this occurred 
to me, I felt a tremendous pressure. Not only did I and my other team members have 
to organize everything to finish the project, but we were also the only ones who cared 
about the quality of the work we produced. We could have talked to John again about 
his performance, but we never did. We just wanted to get the work done and go home 
as soon as we could. We decided to speak to the course instructor to see if we could get 
John removed from our group.

We told John of our intentions and he realized that he would not be able to successfully 
complete the project on his own, which he would have had to do if he was removed 
from our group. John agreed to fulfil his duties and, although we had done a large part 
of the required work that had been assigned to him, he did successfully complete the 
rest himself.

Adapted from Dr Steven B. Wolff (2009) OB in Action:  
Cases and Exercises (8th edin). Houghton Mifflin, p.318.

Employability assessment
With regard to your future employment prospects:

1. Identify up to three issues from this chapter that you found significant.

2. Relate these to the competencies in the employability matrix.

3. Decide what actions you need to take to maintain and/or develop those competencies under each of the four 
headings of the employability matrix.

Personal qualities
self-management

work ethic/results orientation
appetite for learning
interpersonal skills

creativity and innovation

Leadership qualities
leadership

people management
leading and managing change

project management
general management skills

Other attributes
political awareness

understand cross-cultural issues
how organizations work

critical thinking
decision making

Practical skills
commercial acumen

customer service skills
communication skills
problem solving skills

teamworking skills

Employability

The employability matrix
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Learning outcomes
When you have read this chapter, you should be able to define those 
key terms in your own words, and you should also be able to:

1. Understand why ‘team’ is a contested concept in the 
organizational literature.

2. List the nine dimensions of team autonomy.

3. Differentiate between four major types of teams and give an 
example of each.

4. Discuss the types of obstacles to effectiveness experienced by each 
type of team.

5. Contrast Western with Japanese concepts of teamworking.

6. List the four main elements in the ecological framework for 
analysing work team effectiveness.

7. Understand the continuing importance of teamworking.
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Why study teamworking?
The modern concept of teamworking goes back to Eric Trist and Kenneth Bamforth (1951) 
who analysed coal miners’ psychological and emotional responses to underground working. 
Their socio-technical paradigm was developed during the 1960s, but became more widely 
known through applications in the late 1960s and 1970s. As twenty-first century companies 
experience increasing challenges and organizations become more diverse, groups of staff are 
being increasingly formed into teams to achieve organizational goals (Glassop, 2002). Team-
working provides a mechanism to bring together different employees’ expertise and skills 
that are required to complete increasingly complex work tasks in ever shorter time frames. 
Teams are popular in organizations and are positively perceived by their members, manag-
ers and society at large. Companies appear to believe that teams are an effective way of:

r� improving performance;

r� reducing production costs;

r� speeding up innovations;

r� improving product quality;

r� increasing work flexibility;

r� introducing new technologies;

r� increasing employee participation;

r� achieving better industrial relations;

r� meeting the challenge of global competition;

r� identifying and solving work-related problems.

Delarue et al. (2008) reviewed the empirical research on the relationship between team-
working and organizational performance and concluded that the evidence suggested that 
companies which adopted teamworking obtained:

r� positive operational outcomes (increased productivity, quality, flexibility); and

r� improved worker outcomes in the form of positive worker attitudes (job satisfaction, 
motivation, commitment) and worker behaviours (lower turnover and absenteeism).

The researchers found that, while in general teams appeared to have had a positive impact 
on company performance, the link between the two was moderated by organizational fac-
tors. For example, company compensation schemes which gave employees a ‘team reward’ 
(rather than compensating them individually) were more likely to have an impact on 
effectiveness by creating interdependencies between team members. A company strategy 
emphasizing value (rather than cost) which used semi-autonomous teamworking, achieved 
higher levels of financial performance. Companies which were unionized (rather than non-
unionized) were found to benefit more from employees participating in teams, perhaps by 
providing them with reassurance about continued employment.

Teams at Google
In Douglas Edwards’ (2011) account of the early days of 
Google, he described Urs Hölzle as a key person on the 
engineering side (‘Saint Urs, Keeper of the Blessed Code’):

Urs’s most significant accomplishment, however, was 
building the team that built Google. ‘Your greatest 
impact as an engineer comes through hiring someone 
who is as good as you or better’ he exhorted everybody 
who would listen, ‘because over the next year, they 

double your productivity. There’s nothing else that you 
can do to double your productivity. Even if you are a 
genius, that’s extremely unlikely to happen’. . . . If you 
have very good people it gives you a safety net’, he 
believed. ‘If there’s something wrong, they self-correct. 
You don’t have to tell them. “Hey, pay attention to 
this.” They feel ownership and fix it before you even 
knew it was broken.’ (Edwards, 2011, p.36)
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Allen and Hecht (2004) discussed the ‘romance of teams’, which they defined as a faith 
in the effectiveness and even superiority of team-based work. The reason that teams are 
increasingly used, they claim, is because they fulfil not only economic needs but also cer-
tain psychological, social and political ones. Teams make people more satisfied and bolster 
their confidence; they promote the idea that everyone is unique and has something different 
to contribute to a task, and that individuals should pull together. Teamworking seems to 
fit in with currently attractive ideas of empowerment, participation and democracy. Thus, 
despite being inappropriate or ineffective in certain circumstances, teams continue to be 
used uncritically within organizations (Naquin and Tynan, 2003; Sinclair, 1992). Thus, a 
reason for studying teamworking is to determine whether or not teams are superior to indi-
viduals working alone, and, if so, in which circumstances.

Team working at Copiapó
On 14 October 2010, the last of the 33 Chilean miners 
who had been trapped for 69 days at the San José gold 
and copper mine in Copiapó in the Atacama Desert, 2,300 
feet below the Earth’s surface (two Empire State Buildings 
deep) was pulled to safety with the help of an unlikely 
source – the United States’ National Aeronautics and Space 
Administration (NASA). It was a dire situation. While devel-
oping their rescue plans, the Chilean government also 
sought advice and information from other governments and 
organizations as to how to assist the trapped miners. One of 
the organizations that responded to the call for assistance 
was NASA. It quickly formed a team consisting of two medi-
cal doctors, a psychologist and an engineer. The team spent 
three days at the rescue site in Chile assessing the similarities 
between the miners’ plight and life in space.

They gave advice to the rescue team at the mine site. 
This ranged from warning rescuers not to give the starv-
ing men too much food too quickly (which could prove 
fatal), to suggesting they wear sunglasses when surfacing 
after two months underground. Most importantly, the 
NASA team also provided the design for the innovative 

rescue capsule (nicknamed Phoenix) that was used to pull 
the miners to the surface, and ultimately saved their lives. 
The four-person NASA team consulted with 20 of their 
colleagues, and came up with 50 design recommenda-
tions. For example, that exterior rollers would cushion 
the capsule’s ride up, reducing both the friction with the 
tunnel walls, and the possibility of it getting stuck half 
way. On the day, with remarkable speed – and flawless 
 execution – miner after miner climbed into the capsule, 
and was hoisted through the rock and saw precious 
sunlight after the longest underground entrapment in 
history. Dr Michael Duncan, NASA’s deputy chief medi-
cal officer stated: ‘We were able to bring the knowledge 
we learned in space to the surface, and under the sur-
face, to help people here on Earth.’ The Copiapó incident 
involved not only very unusual team composition – these 
occupations, professions and cultures do not normally 
collaborate in this way; but also as a very unusual team 
context – rescuing trapped miners – which is not some-
thing that is done routinely (National Aeronautics and 
Space Administration, 2011; Rashid et al., 2013).
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The T-word and teamwork design
The word team derives from the old English, Fresian and Norse word for a bridle and 
thence to a set of draught animals harnessed together and, by analogy, to a number of 
persons involved in joint action (Annett and Stanton, 2000). It refers to a group whose 
members share a common goal that they pursue collaboratively; and who can only succeed 
or fail collectively.

Nicky Hayes saw teams as a sporting metaphor used frequently by managers and con-
sultants. Sainsbury’s, a large British supermarket chain, used the employee job title of 
‘checkout captain’. The metaphor stresses both inclusiveness and similarity – members 
sharing common values and cooperating to achieve common goals; while also emphasizing 
differences, as various individuals play distinct, albeit equally valuable roles, and have dif-
ferent responsibilities. She wrote:

The idea of ‘team’ at work must be one of the most widely used metaphors in organi-
zational life. A group of workers or managers is generally described as a ‘team’, in 
much the same way that a company or department is so often described as ‘one big 
family’. But often, the new employee receiving these assertions quickly discovers that 
what was described as a ‘team’ is actually anything but. The mental image of cohesion, 
 co- ordination and common goals which was conjured up by the metaphor of the team 
was entirely different from the everyday reality of working life. (Hayes 1997, p.27)

Jos Benders and Geert Van Hootegem (1999) felt that after decades of experimenta-
tion, teams had finally achieved the status of ‘good management practice’ in Western 
organizations. The terms ‘group’ and ‘team’ are words which are frequently used inter-
changeably in the management literature. Katzenbach and Smith (1993, p.112) suggest 
that the key distinction between a work group and a team relates to performance results. 
They wrote:

A working group’s performance is a function of what its members do as individuals. A 
team’s performance includes both individual results and what we call ‘collective work 
products’. A collective work product is what two or more members work on together . . . 
[it] reflects the joint, real contribution of team members.

Paul Paulus and Karen van der Zee (2004) explained how, historically, research into 
groups and that into teams had followed distinct and separate paths, with the literature on 
groups appearing in psychology textbooks, and that on teams in management textbooks, 
journals and magazines. They also wrote that ‘team is a word for managers’ – an appeal-
ing word used as a rhetorical strategy through which managers hope to achieve their goals. 
It conveys the view that we are ‘all in it together’ and the interests of workers and top 
management are the same. Other critics have argued that management’s promotion of the 
team concept was a union-busting device – a way of threatening the existence of unions as 
independent institutions promoting workers’ interests, and increasing employees’ personal 
insecurity. They imply that, in contrast, group is a word used by researchers who study 
human behaviour in organizations.

Salas et al. (2005) saw teamwork as the set of interrelated thoughts, actions and feel-
ings of each individual team member which combined to facilitate coordinated, adap-
tive performance that achieved team task objectives, and which allowed members to 
function as a team and to achieve value-added outcomes. These researchers said that 
effective teams needed more than just ‘task-work’ (i.e. individuals interacting with tools, 
machines and systems). They also needed ‘team-work’ (i.e. the ability to coordinate 
and cooperatively interact with each other through a shared understanding of members’ 
knowledge, skills and experiences). Task-work combined with team-work achieved team 
objectives.

Team a group whose 
members share a 
common goal that they 
pursue collaboratively 
and who can only 
succeed or fail 
collectively.

Group two or more 
people, in face-to-
face interaction, each 
aware of their group 
membership and 
interdependence, as 
they strive to achieve 
common group goals.
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Football teams
The golden years of the Ajax Amsterdam football team 
were the 1970s, and included the legendary Johan 
Cruyff and Piet Keizer. The players enjoyed unparal-
leled freedom at the highest level of the modern game. 
There has been nothing since to compare with the giddy, 
unintended experiment in football democracy. It was 
probably as close as anyone has ever come to running a 
major football club like a workers’ cooperative. Not only 
did the team practically pick itself, but the players also 
determined most of their own tactics and decided which 
friendly matches they would play. It was the custom 
every year for the Ajax team captain to be chosen by the 

players without the presence of the coach. Teamwork in 
Dutch football was based on the fact that the team had 
to be the star, not its players.

Confirming this view, John Kay argued that in the 
2006 World Cup, while the conquering Italian team was 
more than the sum of its individual parts, the Brazilian 
team (the final losers) was not. What distinguishes a 
great team from a group of great players? Kay highlights 
two factors. Firstly, the quality of a club’s ‘organizational 
learning’, particularly its post-match debriefings, and its 
pre-match communication with players about other play-
ers, other clubs and pitches. His second factor has to do 
with personal benefit. Kay says, ‘A player can choose to 
kick for goal or pass to a better situated player. His choice 
of behaviour will depend on the degree to which his 
incentives relate to the performance of the team rather 
than his performance as an individual, and on his expec-
tations about whether the next player will shoot or pass 
in turn. Because an individual’s behaviour depends on 
the expectations of the behaviour of others, teams will 
become locked into particular states.’ Italy’s success was 
testimony to the fact that outstanding teams can defeat 
groups of outstanding individual players – ‘A team of 
champions can be beaten by a champion team’ (Winner, 
2001; Kay, 2006).V
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Types of teams
Eric Sundstrom, Kenneth De Meuse and David Futrell (1990) distinguished four types of teams –  
advice, action, project and production – on the basis of what each did (see Table 13.1).

Sundstrom et al.’s team typology allows you to categorize different teams in organiza-
tions; compare and contrast their processes; analyse their outputs; and suggest ways of 
making improvements. Advice teams provide information to management to be used in 
its own decision making (e.g. quality circles). Action teams execute brief performances 
that are repeated under new conditions (e.g. football teams). Project teams bring together 
employees from different departments to accomplish a specific task (e.g. new product 
development). Production teams consist of individuals who share a production goal. Each 
team type can be further differentiated along five dimensions:

1. Degree of differentiation from other units: How similar (low differentiation) or different 
(high differentiation) is this team from others within the department or organization?

2. Degree of coordination: Is its work closely related to and intertwined with that of other 
work units within the organization (high coordination) or does it operate relatively inde-
pendently (low coordination)?

3. Degree of technical specialization: Are members required to apply special, technical skills 
acquired through higher education or extensive training (high specialization) or do they 
draw upon their general experience and innate problem-solving ability (low specialization)?

M13_BUCH2881_09_SE_C13.indd   421 07/27/16   9:52 AM



422 Chapter 13 Teamworking

4. Work cycles: How much time does the team need to achieve its aims? Does it perform 
short, repetitive work cycles, or a single, long one?

5. Typical outputs: What does the team produce as its output?

Team autonomy refers to the extent to which a team experiences freedom, independ-
ence and discretion in decisions related to the performance of its tasks. However, providing 
an operational definition of such a team is difficult (Nijholt and Benders, 2010). Benders 
(2005) noted the taken-for-granted assumption that the word ‘team’ was inherently associ-
ated with a high level of autonomy. The adjectives that frequently precede the word ‘team’ 
in the organizational literature are autonomous, semi-autonomous, self-managing, self- 
regulating or self-directing. However, there are many types of teams – for example, those in 
the archetypal Japanese system of lean production – which are not necessarily participative, 
let alone self-managing (Proctor and Currie, 2004). Teams differ in terms of how much 
autonomy management grants them.

When encountering an example of a supposed ‘autonomous team’ within a company, it 
is necessary to ask: who decides about what, and to what extent? Jan Gulowsen (1979), a 
Norwegian researcher, provided a framework which enables more specific assessments to be 
made about team autonomy (Table 13.2) He distinguished nine ‘task areas’ or dimensions in 
a team’s working which offer the potential for autonomy. Within each area, he specified four 
possible levels of team input. This allows different teams to be distinguished in terms of the 
level of autonomy that they possess, and allows them to be compared and contrasted.

Team autonomy 
the extent to which 
a team experiences 
freedom, independence 
and discretion in 
decisions relating to the 
performance of its tasks.

Table 13.1: Types of teams and their outputs

Types and examples Differentiation Coordination Specialization Work cycles Typical outputs

ADviCe
Committees
Review panels and boards
Quality control circles
Employee involvement 

groups
Advisory councils

Low Low Low Work cycles can 
be brief or long; 
one cycle can be 
a team life span

Decisions
Selections
Suggestions
Proposals
Recommendations

ACTion
Sports teams
Entertainment groups
Expeditions
Negotiating teams
Surgery teams
Cockpit crews
Military platoons and 

squads

High High High Work cycles brief, 
repeated under 
new conditions

Competitive events
Expeditions
Contracts
Lawsuits
Concerts
Surgical operations
Flights
Combat missions

ProjeCT
Research groups
Planning teams
Architect teams
Engineering teams
Development teams
Task forces

High Low (for 
traditional units) 
or High (for cross-
functional teams)

High Work cycles 
typically differ for 
each new project; 
one cycle can be a 
team’s life span

Plans
Designs
Investigations
Presentations
Prototypes
Reports
Findings

ProDuCTion
Assembly line teams
Manufacturing cells
Mining teams
Hospital receptions
Data processing groups
Maintenance crews

Low High High Work cycles 
typically  
repeated or 
continuous 
process; cycles 
often briefer than 
team life span

Food
Chemicals
Components
Assemblies
Retail sales
Customer service
Equipment repairs

Source: from Sundstrom et al. (1990, p.125).
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Table 13.2: Team task areas, levels of team input and team autonomy levels

Team task area/dimensions

1. Selection of the team leader
2. Acceptance of a new member into the team
3. Distribution of work
�. 6ime ƃeZibility
5. Acceptance of additional work
6. Representation outside the team
7. Production methods (choice of)
8. Production goals (output determination)
9. Production goals (quality determination)

Team input levels

1. None – No team participation and total management control. Managers make all the decisions and the team 
implements them. Team members have no input into the decision making process; there is no element of participation, 
not even in the form of suggestions or requests.

2. Some – The team has some input into decisions concerned with its immediate working environment. It can make 
suggestions and requests, and has discussions with management who may adopt its ideas.

3. Joint – A situation of co-decision making, in which a team shares decision making power with management, and plays 
an equal role in the taking and implementing of decisions.

4. Autonomy – The team is fully trusted by management, and is truly autonomous. It reaches its decisions with no input 
from management whatsoever. Management accepts the team as a full and equal partner.

Team autonomy level

low autonomy teams moderate autonomy teams high autonomy teams

assembly line workers quality circles autonomous work groups

supermarket checkouts semi-autonomous groups high performance teams

self-directed team

Source: based on Gulowsen (1979).

Home viewing
The film Rumours – Classic Albums DVD (2008) chronicles 
the making of one of rock music’s biggest selling albums 
by Fleetwood Mac. The film describes the internal strug-
gles of band members who stayed together for several 
years. As you watch the video, consider the following 
questions which draw from the various group and team 
chapters. Which group members performed task roles 
and which played maintenance roles? How did the band’s 
experience of making the album balance between team 

performance and team viability? How did the interper-
sonal turmoil within the group help or hinder their work 
product? Identify the different types of conflict within the 
band. What were the effects of this conflict and how were 
they resolved? How did the compatibility of group mem-
bers and a common goal, contribute to group cohesive-
ness? How was the group able to stay together during the 
making of the album? What common norms guided their 
behaviour? (based on Comer and Holbrook, 2012).

Researchers use four specific criteria to distinguish autonomous from semi-autonomous teams:

1. Members work together as a team.

2. Team members are responsible for specific products or services.

3. Team members jointly decide how work is done.

4. Team appoints its own leader.

To be classed as ‘semi-autonomous’, a team must fulfil the first three criteria, while 
a fully autonomous team meets all four requirements (Proctor and Burridge, 2008). 
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Table 13.3: Tasks performed by self-managing teams themselves

A survey conducted of 1,456 organizations in the United States with over 100 employees, found 
the following:

Task %

Set own work schedules 67

Deal directly with external customers 67

Conduct own member training 59

Set own production quotas/performance targets 56

Deal with suppliers/ vendors 44

Purchase equipment/ services 43

Develop budgets 39

Do their own performance reviews on members 36

Hire co-workers 33

Fire co-workers 14

Source: from Industry Report, Training, (1996, p.69).

Table 13.3 lists the types of tasks that that self-managing teams are most likely to perform 
for themselves.

According to Druskat and Wheeler (2004), 79 per cent of Fortune 1000 companies and 
81 per cent of Fortune 1000 manufacturing companies had self-managing teams. Reviewing 
previous studies, Park (2012) reported that it appeared that such teams had a positive 
effect on productivity and customer satisfaction at company level, while at the individual 
employee level they increased job satisfaction, organizational commitment and organiza-
tional citizenship behaviour. However, some contradictory research has led to speculation 
that the effects of self-managing teams may depend on the organizational context in which 
they operate. It suggests that if one is wanting to increase employees’ commitment to the 
organization and reduce staff turnover, teams are more effective in capital-intensive indus-
tries rather than in labour-intensive ones, However, von Bonsdorf et al.’s (2015) study of  
25 small retail companies showed that team autonomy was both directly and indirectly 
positively associated with company performance.

STop and Think

Naquin and Tynan (2003) found that when people seek to understand team 
performance they often give the team credit when it is successful, but blame its 
individual team members when it is not. Why, as a collective, are teams not held 
accountable for their failures?

Collaboration conundrums
Major corporations rely on large, diverse teams of highly 
educated specialists to implement major changes or 
launch initiatives – e.g. the BBC teams which cover the 
World Cup or the Olympics. Research by Lynda Gratton 
and Tamara Erickson into team behaviour in 15 multina-
tional companies discovered the paradox that the four 
qualities required for team success were the same ones 

that undermined that success. These were large size, 
diversity, virtual participation and high educational levels.

r� Size – Now teams typically consist of 100 or more 
members. The increase is due to new technologies; 
wider stakeholder involvement; coordination of diverse 
activities; and harnessing of multiple skills. Negatively, 
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they found that beyond 20 members, the natural level 
of cooperation between members decreases.

r� Diversity – Tasks require the rapid assembly of people 
from different backgrounds and perspectives, few of 
whom have ever previously met. Dissimilar views and 
knowledge can trigger innovation. Negatively, the 
greater the diversity and the number of strangers in a 
team, the less likely they are to share their knowledge.

r� Virtual participation – Complex tasks require insights 
and knowledge from people from many locations, so 

virtual teamworking is common. Negatively, as teams 
become more virtual, collaboration declines.

r� Higher education levels – Teams draw on members 
who possess highly specialized skills and knowledge. 
Negatively, the greater the proportion of highly edu-
cated specialists on a team, the more likely it is to dis-
integrate into unproductive conflicts.

(Gratton and Erickson, 2007; Gratton, 2007)

Advice teams
An advice team is created primarily to provide a flow of information to management for use 
in its own decision making. Advice teams require little in the way of coordination with other 
work units in the company. Following a major accident or disaster, the governments often 
sets up committees of experts and eminent people to advise it on future action. The com-
mittee reviews the events that occurred, and makes recommendations about improvements.

In organizations, the quality circle (also known as a kaizen team) is the best known and 
most publicized advice team of recent times. The original concept was of a team of 6 to 12 
employees from the shop floor of the same manufacturing department meeting regularly to 
discuss quality problems, investigating their causes, and recommending solutions to man-
agement. In practice, a wide range of different arrangements were established under this 
label. Quality circles varied in terms of the number of members; were applied in service as 
well as manufacturing contexts; included supervisory staff; discussed non-quality issues; 
and some had authority to implement their suggestions. All these matters depended on how 
the quality circle was established by management in the particular organization.

Quality circles are a Japanese export, and have been used worldwide. They were intro-
duced into the West during the 1980s in an effort to emulate Japanese successes. The first 
quality circle in the United States is claimed to have been at the Lockheed Missile and Space 
Company at Sunnyvale in California in 1974. The first one in Britain appeared at Rolls-
Royce in Derby in 1978. Although originally used in manufacturing, quality circles have 
been applied extensively in the service industries, government agencies, voluntary sector, 
the British National Health Service, and many other types of organizations. Despite their 
differences, quality circles do possess some common features:

r� Membership is voluntary, and members are drawn from a particular department.

r� No financial rewards are given for team suggestions.

r� Members receive training in problem solving, statistical quality control and team 
processes.

r� Their problem-solving domain is defined by management (often, but not always, quality, 
productivity and cost reduction).

r� Meetings are held weekly, usually in company time, often with trained facilitators help-
ing members with training issues and helping them to manage the meetings.

r� The decision to install quality circles is made at the top of the organization, and the cir-
cles are created at the bottom.

Management’s objectives for introducing quality circles vary greatly, including, for exam-
ple, quality improvement, quality enhancement and employee involvement. Although an 
organization may claim to have introduced quality circles, even at the height of their popu-
larity only a small proportion of the employees ever took part (Marchington, 1992). Quality 

advice team a team 
created by management 
to provide the latter 
with information for its 
own decision making.

Quality circle shop 
floor employees from 
the same department, 
who meet for a few 
hours each week 
to discuss ways of 
improving their work 
environment.
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circles represent one of the largest experiments in the use of advice teams to improve 
organizational performance during the 1980s. From the 1990s, quality circles begun to be 
superseded by the ‘total quality movement’ (Hill, 1991).

Action teams
The members of an action team are specialized in terms of their knowledge, skill and 
contribution to the team’s objective. The ‘performance’ of an action team is brief, and is 
repeated under new conditions each time. Additionally, both the specialized inputs of the 
various team members and the need for individuals to coordinate with other team members 
is high.

If a football player sustains an injury on the field, an action team consisting of the club 
physiotherapists will work on him. If the injury is serious, he may be taken to hospital, 
where another action team – a surgeon and his co-workers – operates on him. Finally, 
when recuperating in his private room, he may watch TV and see a Formula 1 race, where 
an action team changes the tyres of racing cars. In all these situations, action team mem-
bers have to exhibit peak performance on demand.

action team a team 
that executes brief 
performances that 
are repeated under 
new conditions. Its 
members are technically 
specialized, and need 
to coordinate their 
individual contributions 
with each other.

The 1.9-second tyre change
When the Grand Prix racing car flicks into the pits to col-
lect fresh tyres, it is time for the pit crew to take their 
brief place in the sun under the eyes of the packed 
grandstands and TV cameras. A pit crew can change all 
four of tyres of an F1 racing car in under two seconds. Pit 
stops are a critical time, as they can make the difference 
between victory and defeat. The speed of the mechanics 
practically defeats the eye. Have you seen a tyre change 
on a Formula 1 car? How many mechanics are involved?

The answer is about 18 in the pit itself. There are 
three men at each corner of the car; one with the wheel 
gun; another to remove the wheel; a third to put on the 
replacement; and the last operates the car jack. In fact, 
the final member of the team is the driver himself who 
has to streak down the pit lane and stop 6 to 12 inches 
in front of where the mechanics are positioned. Moving 
equipment wastes valuable tenths of a second. The tyre 
change is fraught with danger. One slip-up, one stick-
ing wheel nut, one man unable to fling his arms up in 
the all clear signal, and the race can be lost. To achieve a 

consistent, high level of team performance requires mili-
tary precision, movement programmes (like ballet), and 
practised rehearsals which go on throughout the year. 
At present the pit stop record is held by the Ferrari team 
in the 2013 Japanese Grand Prix changing Fernando 
Alonso’s tyres in 1.95 seconds. Watch the YouTube video 
The World Record – Fastest F1 Pit Stop by Ferrari. If it is 
too fast for you, see the same team activity being done in 
slow motion at Team Work Videos.
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Another example of an action team is a crew. This term is frequently used to refer to employ-
ees who work on aircraft, boats, spacecraft and film sets. A distinguishing feature of a crew is 
that it is equipment- or technology-driven. That is perhaps why McDonald’s refers to its restau-
rant employees as ‘crew members’. If the technology changes, then so does the nature of the 
crew. A crew depends on its technology, which transforms difficult cognitive tasks into easy 
ones. The crew’s ‘tools’ affect the division of labour among its members; and crew members 
use various techniques to coordinate their activities (Hare, 1992; Hutchins, 1990).

Ginnett (1993) reported how, on a Boeing 727 aircraft, the crew members’ roles are 
determined by the location of their seats in the cockpit. The captain sits in the left-hand 
seat, from which he tests all the emergency warning devices. He is the only one who can 
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taxi the aircraft, since the nose wheel gear steering is located on that side of the cockpit. 
The first officer, who starts the engines and who communicates with the control tower, 
occupies the right-hand seat. The flight engineer sits sideways, facing a panel that allows 
him to monitor and control the various sub-systems in the aircraft. He is the only one able 
to reach the auxiliary power unit. In other transportation craft, the relationship of roles to 
equipment is different. Aeroplane personnel consist of those in the cockpit – flight crew 
(pilot, co-pilot, flight engineers) – and those outside it – the cabin crew (flight attendants). 
Between 1959 and 1989, 70 per cent of all severe aircraft accidents were at least partly 
attributable to flight crew behaviour (Weiner et al., 1993). Thus, it is a more common cause 
than either pilot error or mechanical failure.

Mending a broken heart
During cardiac surgery, a patient is rendered functionally 
dead – the heart stops beating, the lungs stop pump-
ing air – while a surgical team repairs or replaces dam-
aged arteries or valves. A week later, the patient walks 
out of the hospital. The team that performs this task is 
as important as the technology that allows them to do it. 
It consists of different specialists – a surgeon, an anaes-
thetist, a perfusionist (a technician who runs the bypass 
machine that takes over the functions of the heart and 
lungs), and a scrub nurse – working closely and coop-
eratively together. It exemplifies an action team where a 
single error, miscommunication or slow response by any 
member can result in failure. Individuals are in recipro-
cal interdependence with each other, mutually adjusting 
their actions to match those of fellow members.

Amy Edmondson and her colleagues (2001) found 
that since this type of team performed hundreds of car-
diac operations annually, it established a sequence of 
individual tasks that became very well-defined and rou-
tine. Indeed, team members often needed only to look 
at, rather than speak to, one another, to signal the initia-
tion of the next stage of the procedure. The change from 
traditional, open-heart surgery procedures to minimally 
invasive ones involved several changes. The new proce-
dure not only required individual team members to learn 
new, unfamiliar tasks, but also required a number of 
familiar tasks to be performed in a different order. Thus, 
team members had to unlearn old routines before learn-
ing new ones. Additionally, the new technology required 
a greater degree of interdependence and communication 
between team members. For example, the surgeon had 
to rely more on team members for essential information 
(obtained from ultrasound images and digital readouts) 
than before. This not only disrupted the team’s routine 
but also changed the surgeon’s traditional role as order-
giver in the operating team’s tightly structured hierarchy. 
Improvements in team performance were found partly 
to depend on ‘the ability of the surgeon to allow him-
self to become a partner, not a dictator’ (Edmondson 
et al., 2001, p.128). By trying out things that might not 
work, making mistakes and pointing out problems, learn-
ing was accelerated. Such a climate was fostered by the 
words and actions of surgeons acting as team leaders.W

av
eb

re
ak

m
ed

ia
/S

hu
tt

er
st

oc
k.

co
m

Project teams
A project team consists of individuals who have been brought together for a limited period 
of time, from different parts of the organization, to contribute towards a management- 
specified task. The task may be developing a product, refining a service or commissioning a 
new plant. Once this has been completed, the team is either disbanded, or its members are 
given new assignments. Project teams are created when:

r� creative problem solving is required involving the application of different types of spe-
cialized knowledge;

project team a 
collection of employees 
from different work 
areas in an organization 
brought together to 
accomplish a specific 
task within a finite time.
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r� there is a need to closely coordinate the work on a specific project, such as design and 
development, or the production and testing of a new product.

Every university has hundreds of project teams that are conducting research. Most of 
their members are on 2–3 year contracts which span the period of the research project. 
Team members are recruited on the basis of their specialist knowledge, and their output 
consists of research reports, books and journal articles.

Within the organizational context, the best known and most common type of project 
team is the cross-functional team. This is a collection of employees who are brought 
together from different departments (functions) of the company to accomplish a specific 
task within a finite time. Jack Gordon (1992) reported that in the United States, in organi-
zations with more than 100 employees, 82 per cent had staff working in teams, of which 
18 per cent were in cross-functional teams. Another survey, this time by the Hay Group, 
revealed that approximately 25 per cent of US companies had implemented cross-functional 
teamworking (Leshner and Brown, 1993). Emmerson, an electronics company based in  
St. Louis, Missouri, established cross-functional teams in the 1990s to deal with large cus-
tomers who bought products and services from several of its divisions. Cross-functional 
teams cut across the company’s long-standing boundaries and allowed customers to see 
Emmerson as a single, integrated supplier rather than a collection of independent divisions 
(Hindle, 2006; Knight, 2005).

Traditionally, organizations have been divided into functional departments. These have 
been dubbed ‘boxes’, ‘silos’ or ‘chimneys’ to stress their insularity. By forming teams con-
sisting of people from these different boxes, organizations can break down the bounda-
ries between their functions (e.g. accounting, marketing, research, product design, human 
resources); improve coordination and integration; release the creative thought of their 
employees; and increase the speed and flexibility of their responses to customers. Cross-
functional teams are established in order to combine a wide range of employee expertise to 
achieve a more informed and rounded outcome than would otherwise be possible.

Cross-functional teams comprise employees who traditionally work in different depart-
ments or work areas. Sometimes, such teams also include customers, suppliers and external 
consultants. They are supported by their organization’s structures, systems and skills which 
enable the teams to operate successfully as a more independent unit (less bound by functional 
ties) towards goals which transcend the combined abilities of individual members. Advocates 
of cross-functional teams claim that they are beneficial to their customers, employees, and to 
the organization as a whole. Customers obtain more attractive and customized products, and 
have their needs met more rapidly. Team members benefit through having:

r� more challenging and rewarding jobs with broader responsibilities;

r� greater opportunities for gaining visibility in front of senior management;

r� an increased understanding of the entire processes across the organization;

r� a ‘fun’ working environment;

r� closer relationships with colleagues.

The organization gains through:

r� increased productivity;

r� improved coordination and integration;

r� significantly reducing processing times;

r� improving market and customer focus;

r� reducing the time needed to develop new products;

r� improving communications by having boundaries between functions spanned.

Cross-functional teams differ from other types of teams in three important respects:

r� They are representative in that their individual members usually retain their position 
back in their ‘home’ functional department.

Cross-functional 
team employees from 
different functional 
departments who meet 
as a team to complete a 
particular task.
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r� They are temporary: they have a finite life, even if their end is years in the future.

r� They are innovative: they are established to solve non-conventional problems and meet 
challenging performance standards.

The most common application of cross-functional teams has been in new product devel-
opment, innovation, and in research and development (R&D). However, they have also 
been used whenever an organization requires an input of diverse, specialist skills and 
knowledge. For example, in manufacturing and production; IT development, automation 
and support; to implement quality, cost, speed improvements and process re-engineering 
initiatives; to facilitate customer service improvements; and to streamline purchasing and 
procurement. Recent years have seen the evolution of the global virtual (project) team. 
These now permeate all levels of most large organizations, often supplementing traditional, 
face-to-face teams (Cordery et al., 2009; Zander et al., 2012).

Since team members are departmental representatives, they owe their true allegiance 
to their home, functional department. These members are therefore likely to experience a 
high degree of pressure and divided loyalties. Their temporary nature also places strains on 
members who quickly have to develop stable and effective working group processes. Cross-
functional teams can therefore have a negative effect on their participants. Organizations 
and managers need to clearly define cross-functional team assignments in order to maintain 
order and accountability.

Production teams
Typically, a production team consists of individuals who are responsible for performing day-
to-day, core operations. These may be product-oriented teams such as those assembling a 
computer on a factory floor; construction workers placing a bridge in position across a motor-
way; or teams assembling sound and light systems for a rock concert. The degree of technical 
specialization required of the team members varies from medium to low, depending on the 
nature of the duties performed. However, the required degree of coordination, both between 
the members of each team, and between the team and other work units, is high. It is these 
other units that are either responsible for providing support activities such as quality control 
and maintenance, or who provide the inputs to, or receive the outputs of that team.

The focus of 1970s experiments into employee participation and industrial democracy 
sought to raise productivity by providing employees with more interesting and varied work. 
In contrast, team-based working innovations of the 1990s represented a greater concern 
with efficiency and effectiveness. They were stimulated by the need for companies to 
remain competitive in a fiercely aggressive global environment. The rationale is that in the 
race to improve service quality or reduce new product cycle times, technology only gives an 
organization a short-term advantage, and one which can be copied anyway. It is the way 
that human resources are organized and developed that is more critical.

production team 
a stable number of 
individuals who share 
production goals, 
and who perform 
specific roles which 
are supported by a 
set of incentives and 
sanctions.

Team member familiarity
Nearly all commercial airlines now rotate members of 
their flight crews. Senior pilots on large planes often fly 
with a different co-pilot on every trip during a month. 
Airlines do not stick to the same airplane crews because, 
financially, the airline gets most from its capital equip-
ment and labour by treating each airplane, each pilot 
and every other crew member as an individual unit, and 
then uses an algorithm to maximize their utilization. 

In conseSuence� pilots dash through the airports Lust liMe 
passengers, since they have to fly two or three different 
aircraft, each with a different crew, in a single day.

Team familiarity refers to the amount of previous 
experience that members have had of working with one 
another. Robert Huckman and Bradley Staats (2013) 
studied corporate, healthcare, consulting, military and 
aviation teams. They found that the degree of familiarity 

➔
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greatly affected team performance, and was a better pre-
dictor of team performance than either individual mem-
ber or project manager experience. They measured how 
often team members had previously worked together 
over time. In one study of an Indian software services 
firm, they found that when team familiarity increased by 
50 per cent defects fell by 19 per cent and budget devia-
tions by 30 per cent. How does team familiarity and unfa-
miliarity affect team performance?

Communication: Differences between members in unfamiliar 
teams frequently result in poor communication, causing 
conflict and confusion. Team familiarity obviates the need 
to learn to communicate with each other, and this speeds 
up progress towards team goals.

Learning: Unfamiliar teams often fail to tap the 
knowledge that their members possess since they 
are unaware of who knows what. Familiarity allows 
them to become acquainted with what expertise each 
individual has to help achieve the group task, and 
encourages them to share it.

Innovation: Since new solutions come from new 
combinations of existing knowledge, team members 
must not only share their own knowledge, but also 
integrate it with that of other members. Team familiarity 

facilitates this knowledge integration process, increasing 
the chances of finding innovative solutions.

Change: Teams may be asked to modify goals or change 
time frames due to outside circumstances which can 
cause stress and require flexibility. Familiar teams provide 
a more secure basis from which to meet such challenges.

Organizations develop capabilities that their competi-
tors cannot replicate to gain competitive advantage, and 
familiar teams are one source of that advantage. Since 
each team member’s performance is dependent on that 
of the others, competitors cannot replicate an entire 
team’s capabilities by hiring away just one individual 
member. The US National Transportation Safety Board 
found that 73 per cent of accidents occurred on crew 
members’ first day of flying together, before individuals 
had a chance to learn, through experience, how best to 
operate as a team. A NASA study found that fatigued but 
familiar crews made about half as many errors as rested 
but unfamiliar ones. Asked how long it would take for 
two crew members to work together well on a flight, an 
airlines operations staff member estimated 5–6 years. 
Clearly this is not good news from a passenger point of 
view. Next time you board a plane, ask if the members of 
this crew have ever flown together before (Coutu, 2009).
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Teamwork activities
Whether yours is an advice, action, project or production team, what factors affect its per-
formance? Similar to the ‘Big Five’ personality traits (see Chapter 6), Eduardo Salas and his 
colleagues (2005) reviewed past research studies and identified five activities which most 
affected how well teams performed. These five activities were complemented by three sup-
porting and coordinating mechanisms which allowed team members to engage successfully 
in Big Five activities.
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Table 13.4: Big Five teamwork activities and associated mechanisms

Activity Definition Activities involved Purpose

Team leadership Leader’s ability to guide and 
structure team experiences 
to facilitate coordinated 
adaptive action

Leader creates and maintains 
shared mental model; 
monitors environment 
so team can to respond 
to changes; establishes 
performance expectations

Enables effective teamwork, 
team problem solving and 
member motivation

Mutual performance 
monitoring

Keeping track of fellow 
members’ work, while 
doing one’s own, to ensure 
procedures are correctly 
followed and mistakes 
avoided or corrected

Identifying mistakes and 
providing feedback and 
backup behaviour to allow 
self-correction. Based on 
shared understanding of 
tasMs and responsibilities and 
an open, trusting climate

Transforms team from sum 
of individual performances 
to synergy of teamwork 
effectiveness

Backup behaviour The discretionary provision 
of resources and task-
related effort to another 
team member when there 
is a workload distribution 
problem

Providing feedback and 
coaching to improve 
their performance; assist 
teammate to perform their 
task; perform the team 
member’s task for them

Assists teammates when 
their workload exceeds their 
capacity by shifting their 
work to underutilized team 
members

Adaptability To readjust team activities 
appropriately when deviations 
from expected actions have 
been recognized

Identifying cues signalling 
that situation has changed; 
consider the implications; and 
develop a new plan to deal 
with the new circumstances

Allows teams to respond to 
unexpected demands such as 
those requiring innovation or 
resulting from failure

Team orientation An attitudinal preference for 
placing team goals above 
individual goals and, taking 
others’ behaviour into 
account when interacting 
with them

Provides feedback 
about team success and 
cooperation; focusing on 
expectations of workload 
sharing; communication and 
accountability; creating norm 
for cooperative behaviour 
through reward systems

Increases cooperation and 
coordination among team 
members to increase task 
involvement, information 
sharing and mutual goal 
setting

Mechanisms which allow team members to engage in the Big Five activities

Shared mental models Developing a shared 
understanding of team goals 
and member tasks; and 
coordinating themselves to 
achieve those goals

Predicting members’ needs 
and making adjustments to 
team tasks or roles to achieve 
the goal

Shared mental models 
promote common 
understanding and action; 
improve communication; and 
help focus on the team goal

Mutual trust Shared belief that all 
members will perform their 
tasks and will recognize 
and protect the rights and 
interests of fellow members 
engaged in the joint 
endeavour

Sharing information, 
accepting feedbacM and 
admitting mistakes

Allows team to collaborate 
on task rather than waste 
time protecting, checking and 
inspecting each other

Closed-loop communication Senders initiate message, 
receivers acknowledge its 
receipt and interpret it; 
sender checks their message 
has been received and 
understood

Providing sufficient 
information to appropriate 
individuals, in a timely 
manner through effective 
communication channels

Communications inform 
members, update their 
shared mental model, and 
ensure that the message sent 
was the same as that received

Source: based on Salas et al. (2005, pp.560–1).
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video case: what men can learn from women

In this four-minute Financial Times video, Della Bradshaw talks to Karl Moore of McGill Univer-
sity. He discusses four areas where women appear to be more skilled than men. What are these 
skills? How can these skills help anyone become a better team player?

Management’s interest in production teams has always been in finding ways of improv-
ing employee motivation and performance. Employee participation in decision making can 
take the form of increasing their autonomy. Bram Steijn (2001) distinguished between indi-
vidual autonomy for the employee who was not part of a team – for example, in the form of 
job enrichment (see Chapter 9) and team autonomy, which was ‘the (collective) autonomy 
for the workers as a team to do a task’ (Steijn, 2001, p.193). It is the latter that is con-
sidered in this chapter. In practice individual and the teamworking approaches have con-
verged in what has come to be known as the high performance work system. Studies have 
attempted to evaluate its success (Ramsey et al., 2000). The contrast between traditional 
hierarchical management and team management is summarized in Table 13.5.

high performance 
work system a form 
of organization that 
operates at levels of 
excellence far beyond 
those of comparable 
systems.

Table 13.5: Hierarchical and team management compared

Hierarchical management: hierarchically ordered 
supervision

Team management: shift to self-management

The supervisor has precise supervisory responsibilities The supervisor is replaced by a team of 10 to 15 people, 
who take over the responsibilities of their former supervisor

The supervisor gives instructions Self-managing employees gather and synthesize 
information, act on it, and take collective responsibility for 
their actions

Management relies on formal rules and authority expressed 
in terms of disciplines that seek to reinforce this authority

Management provides a value-based corporate vision that 
guides day-to-day actions by being a reference point from 
which employees infer appropriate action

The supervisor checks that instructions have been followed The self-managing team guides its own work and 
coordinates with other areas of the company

The supervisor ensures that each employee fulfils their job 
description

The self-managing team is responsible for completing a 
specific, well-defined job-function for which all members 
are cross-trained. All members of the team have the 
authority and responsibility to make essential decisions, set 
work schedules, order materials, and coordinate with other 
teams

Source: Clegg et al. (2011, p.269).

Authors have noted the social and historic processes that have led to the emergence 
of the autonomous work team. This is a team (confusingly often labelled ‘group’ in the 
research literature) that is allocated to a significant segment of the workflow, with discre-
tion over how to carry out their work. It is argued that such teams reduce costs by elimi-
nating the need for supervisors, and their members produce more, because they are more 
motivated and committed to their jobs (Langfried, 2000; Kirkman et al., 2001; Chansler  
et al., 2003). Alan Jenkins (1994) argued that management had become preoccupied with 
autonomous teamworking, and that such teams had come to be seen as the basis for effec-
tive organizational designs.

autonomous work 
team a team allocated 
to a significant segment 
of the workflow, with 
discretion over how 
their work will be 
carried out.
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A self-managing orchestra
In the dictatorial world of orchestras, it is the conduc-
tors who choose the repertoire, organize rehearsals and 
tell musicians how to play. In contrast, the Orpheus 
Chamber Orchestra in New York shares and rotates lead-
ership roles on a weekly basis. The orchestra chooses 

a concertmaster and the principal players for each sec-
tion. These represent the core group who decide on the 
initial interpretation of the piece, and work with the 
whole ensemble, shaping the rehearsal process. Initially, 
this chaotic democracy led to inefficient rehearsals 
and bruised egos, but has improved despite remain-
ing a long process, requiring twice as many rehearsals 
than with a conductor. Musicians rely on being able to 
see and hear each other and so limit their number to  
40 players. Playing without a conductor is risky, but 
triggers spontaneity. If a great conductor makes all the 
important decisions, musicians start to play in a more 
passive way. One clarinettist said, ‘Sometimes, I’m tired 
and don’t feel like thinking and just want someone to 
guide me. On the other hand, conductors aren’t inspir-
ing and just get in the way’ (The Economist, 2006; 
Levine and Levine, 1996).H
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Suitable autonomous work team settings
There are different teams, work tasks and work settings. 
Some are suitable for autonomous teamworking, while 
others are not. Louis Davis and George Wicker (1987) 
listed the situational factors which they believed most 
suited autonomous teamworking.

1. When the work is not entirely unskilled.

2. When the work team can be identified as a meaning-
ful unit of the organization, when inputs and outputs 
are definable and clearly identifiable; and when differ-
ent teams can be separated by stable buffer areas.

3. When turnover in the team can be kept to a minimum.

4. When there are definite criteria for performance eval-
uation of the team members.

5. When timely feedback is possible.

6. When the team has resources for measuring and con-
trolling its own critical variances in workflow.

7. When the tasks are highly interdependent, so that 
team members must work together.

8. When cross-training is desired by management.

9. When jobs can be structured to balance team and 
individual tasks.

There has been confusion about the use of the concept of teamworking in different coun-
tries and in different companies. Western teamworking emphasizes enhanced employee 
control and job satisfaction through participation, and represents an example of worker 
empowerment. This refers to organizational arrangements that give employees more auton-
omy, discretion and decision-making responsibility. Grey (2009) reminds us that employee 
empowerment in organizations is only allowed by management if it is exercised in ways 
that are judged to be beneficial to the organization.

Co-located teamwork
This is the traditional form of teamwork where employees are working together, near one 
another, in the same office, building or factory floor. Van den Broek et al. (2002) distin-
guished between ‘teams’ and ‘teamworking’. A number of organizations use team struc-
tures, yet design work to be done individually. Call centre companies offer a good example 

Empowerment 
organizational 
arrangements that 
give employees more 
autonomy, discretion 
and decision-making 
responsibility.
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of this. Individuals, who work within these so-called ‘teams’, are unable to influence the 
activities of their fellow workers or control the nature of their work, but can still ‘look after 
their mates’. Asking why management would want to introduce a team structure that did 
not empower the employees, Townsend (2005) concluded that it was a way of exercising 
control over employees through group norms and company culture. To recap, in compa-
nies, teamworking is not necessarily synonymous with employee empowerment. Daft and 
Noe (2001) described a range of empowerment possibilities for individuals and teams, indi-
cating the number and range of skills needed by the employees involved (see Figure 13.1).

Self-management
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Figure 13.1: A continuum of empowerment

Source: from Daft, R.L. and Noe, R.A., Organizational Behaviour, 1E. © South-Western, a part of 
Cengage Learning, Inc. Reproduced by permission. www.cengage.com/permissions.

Japanese teamworking, in contrast, operates at the other end of the autonomous team-
work continuum. It uses the scientific management principles of ‘minimum manning, 
multi-tasking, multi-machine operation, pre-defined work operations, repetitive short cycle 
work, powerful first line supervisors, and a conventional managerial hierarchy’ (Buchanan, 
1994, p.219). Japanese work teams tend to be advice teams mistaken for production teams. 
They meet and function as teams ‘offline’ (outside the production context), in contrast to 
autonomous work teams, which function as teams ‘online’ (inside the production context).

It is also called lean production (or Toyotaism) because, compared with other mass 
production plants, it has higher labour flexibility by using multi-skilled employees who 
operate different machines; fewer workers not directly involved in product manufacture; a 
minimum of unfinished products (work in progress); and requires very little rectification of 
work already carried out. In a Toyota production system, work operations are highly stand-
ardized. After three days, new workers are able to perform any particular job specified on 
a standard operation sheet. Each highly standardized job is combined with other, similarly 
standardized ones, so as to extract the maximum amount of effort from employees with 
minimum labour input. Japanese teamworking also incorporates total quality manage-
ment (TQM) and the just-in-time system (JIT).

Japanese 
teamworking use of 
scientific management 
principles of ‘minimum 
manning, multi-
tasking, multi-machine 
operation, pre-defined 
work operations, 
repetitive short cycle 
work, powerful first 
line supervisors, and a 
conventional managerial 
hierarchy’ (Buchanan, 
1994, p.219).

Total quality 
management 
a philosophy of 
management that is 
driven by customer 
needs and expectations, 
and which is committed 
to continuous 
improvement.

Just-in-time system 
managing inventory 
(stock) in which items 
are delivered when 
they are needed in the 
production process, 
instead of being stored 
by the manufacturer.
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Teamworking does not necessarily empower workers. How work is structured and the 
context in which teamworking takes place both make a great difference. Japanese team-
working is not the same as the teamworking that came to prominence in Scandinavian and 
American companies during the 1960s and 1970s (MacDuffie, 1988). Some types of team-
working can actually disempower and deskill workers, such as that used in lean production 
settings. Thus it differs little from Fordism with its emphasis on direct management control, 
repetitive tasks and labour discipline (Danford, 1998). In contrast, other types of teamwork-
ing allow employees to perform a variety of tasks, make decisions, engage in problem-solv-
ing, and have a sense of shared responsibility. The differences are summarized in Table 13.6.

Table 13.6: A comparison of Japanese and Swedish approaches to the organization of production and work

variables japan: Toyota Sweden: volvo

Production flow 
design

Trimmed lines
JIT techniques

Socio-technical design
Job enrichment

Relations between 
groups

High degree of sequential dependence
Elimination of buffers

Group control of boundaries
Independence through buffers

Supervision High density production
Emphasis on the authority and role of the 
supervisor

Low density production
Emphasis on planning and coordination by 
supervisors

Administrative 
control

Leading hands appointed by management
Suggestions are encouraged but decisions 
are hierarchically determined to ensure 
standardization

Leading hands appointed by the group
Job rotation

Workload and 
performance

Intensive peer and supervisory pressure for 
maximum job performance and low absenteeism

Regulated by union–management 
agreements

Role of unions Management exclusively decides about work 
organization and wage systems
Weak union influence

Job content and wage system regulated by 
agreement
Union involvement in production design 
and development

Source: Hammarstrom and Lansbury (1991, p.89).

Martin Parker and Jane Slaughter (1988) were critical of Japanese teamworking, 
describing it as part of an overall management package which they labelled ‘management-
by-stress’. In their view, what appeared to be participation was in fact a new form of 
exploitation. Innovations like the Japanese ‘team concept’ increased the pace and pressure 
of work, despite the rhetoric of worker empowerment. This innovation expands manage-
ment’s control by getting workers to ‘participate’ in the intensification of their own exploi-
tation. The outcome is a low-skill, repetitive (‘lean and mean’), mass production system. 
Japanese teamworking contains the following elements (Garrahan and Stewart, 1992, p.88):

1. Interchangeability, meaning that workers are required or induced (through pay-for-
knowledge) to be capable of doing several jobs.

2. Drastic reduction of job classifications, giving management increased control to assign 
workers as it sees fit.

3. Detailed definition of every job step, increasing management control over the way jobs 
are done.

4. Workers’ participation in increasing their own workload.

5. More worker responsibility, without more authority, for jobs previously performed by supervisors.

6. A management attempt to make workers aware of the interrelatedness of the plant’s 
departments and the place of the individual in the whole.

7. An ideological atmosphere that stresses competition between plants and workers’ 
responsibility for winning work away from other sister plants.
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Multiple team membership, employee autonomy, productivity 
and learning
Previous teamwork research has assumed that people 
work in only one team. However, in the case of knowl-
edge workers, between 65 per cent and 90 per cent 
work in multiple teams. For example, 80 per cent of Intel 
employees work in multiple teams, and 61 per cent of 
these are members of three or more different teams.

Wenhong Chen and Steve McDonald (2015) exam-
ined whether such multiple team membership (MTM) 
affected the degree to which workers were allowed to 
decide when, where and how they did their jobs, and 
the extent to which they could use and develop their 
expertise on the job (autonomy). While working in mul-
tiple teams can cause information overload and distress, 
it can also help employees gain diverse knowledge from 
different sources; allow them to use a variety of their 
skills; build their personal boundary-spanning networks; 
and enrich their understanding of organizations, which 
improves their work performance. The authors found 
that the greater the number of teams a worker was 
involved in, the greater was the level of their job deci-
sion-making autonomy. They found that despite work-
ing within bureaucratic organizational structures, MTM 
complemented these traditional hierarchies, and enabled 
workers to gain more control over their work.

O’Leary et al. (2011) identified two key variables in 
MTM that influence productivity and learning. First, 
there is the number of teams that individual workers 
are members of. Research shows that in some com-
panies this can be up to 12 different, non-overlapping 
project teams. Second, there is the variety of team 
memberships. This refers to the diversity in team tasks, 

technologies and locations that individuals are involved 
in. The authors propose that the more teams people are 
in, the more productive they are but the less learning 
takes place. However, these productivity gains plateau, 
before falling with increased memberships. Conversely, 
the greater the variety, the more learning but less pro-
ductivity takes place. As before, learning gains eventu-
ally plateau.

The authors also identified attention and information 
as being critical elements in successfully managing multi-
ple team memberships. The number of teams that indi-
vidual workers are members of has a focusing effect on 
individuals’ attention, leading them to seek out more effi-
cient work practices, which, in turn, lead teams to focus 
on key priorities in their work. This focus on attention 
enhances productivity but reduces learning. However, 
the variety of teams that individual workers are in can 
increase the diversity of information that individuals and 
teams can encounter, and this stimulates learning, but at 
the expense of productivity.

Finally, Helen Pluut and her colleagues (2014) explored 
whether the fragmentation of time across multiple teams 
was demanded by the job or was a resource for employ-
ees. Individuals had to distribute their time more equally 
over a number of teams. They found that while MTM did 
not affect their taskwork (the pace and volume of their 
work), their job did became more demanding in terms 
of teamwork (communicating, coordinating with oth-
ers, interpersonal demands, conflict handling), and thus 
increased their job strain. MTM also reduced the social 
support available to team members.

ecological framework for analysing work team effectiveness
Eric Sundstrom, Kenneth De Meuse and David Futrell’s (1990) ecological framework for 
analysing work team effectiveness provides a perspective which looks at teams as embed-
ded within their organizations (see Figure 13.2). It holds that the effectiveness of any work 
team is facilitated or impeded by the team’s own internal processes, and the features of the 
organization within which it operates. The framework emphasizes the interactions between 
a team and the different aspects of its environment. The framework is intentionally vague 
about causation and timing. The spiked circular symbols in the figure stress that team 
effectiveness is dynamically interrelated with organizational context, boundaries and team 
development – being more of an on-going process than a fixed end-state.

The framework also makes extensive use the concept of boundary. Boundaries act to:

r� distinguish (differentiate) one team from another;

r� present real or symbolic barriers to the access to, or transfer of information, goods or 
people;
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ORGANIZATIONAL CONTEXT
0� Organizational culture
0� Task design/technology
0� Mission clarity
0� Autonomy
0� Performance feedback
0� Rewards and recognition
0� Training and consultation
0� Physical environment 

The spiked circular symbols signify reciprocal interdependencies between the four sets of variables.

BOUNDARIES
0� External
 differentiation
0� External
 integration

TEAM
DEVELOPMENT
0� Interpersonal
 processes
0� Norms
0� Cohesion
0� Roles

TEAM
EFFECTIVENESS
0� Performance
0� Viability

Figure 13.2: Ecological framework for analysing work team effectiveness

Source: from Sundstrom, E., De Meuse, K.P. and Futrell, D., Work teams: applications and effectiveness, American 
Psychologist, 45(2), pp.120–33 (Figure on p.122) 1990, American Psychological Society, reprinted with permission.

r� serve as points of external exchange with other teams, customers, peers, competitors or 
other entities;

r� define what constitutes effectiveness for the team within its particular organization context.

The framework suggests that, at any time, a team’s effectiveness is the outcome of team 
development and the organizational context, mediated by the team’s boundaries. Each of 
these four sets of variables will be described in turn.

organizational context
The first major variable in Sundstrom et al.’s framework is the organizational context of the 
work team. This refers to those features of an organization which are external to the work 
team, but which are relevant to the way it operates. The context consists of eight features:

1. Organizational culture
Every team operates within an organization that has its own corporate culture set in a 
wider, national culture. How do these values and beliefs impact on team effectiveness? 
Certain companies have a multi-stakeholder culture (e.g. Germany) where teamworking is 
more likely to succeed than in a shareholder culture (e.g. USA, Britain).

2. Task design and technology
Every team works to complete its given task in a particular way. The way that management 
defines the team task, and specifies the technologies it will use to achieve it, will affect the 
arrangement of individual team roles.

3. Mission clarity
If a team has a clearly defined mission or purpose within the organization, it can assist 
those teams which are closely related to or synchronized with its work. How clear is the 
team’s mission and how clearly has it been communicated to others?

4. Autonomy
Externally, management will determine a team’s autonomy. Internally, it will depend on 
the role of the leader and how they delegate their authority within the team. Every effective 
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team has to coordinate and integrate the contributions of its individual members. Which 
type of team leadership best achieves this?

5. Performance feedback
Does the team receive accurate, timely feedback on its performance from dependable meas-
urement systems?

6. Rewards and recognition
These can range from financial rewards to oral praise. Are rewards sufficiently connected to 
performance in a way that contributes to team effectiveness?

7. Training and consultation
Training and consultation in technical skills and interpersonal processes are seen as key 
elements in achieving team effectiveness. Cross-training in technical skills is very often a 
pre-requisite for job rotation which itself can be an aspect of autonomous teamworking.

8. Physical environment
The proximity of team members to one another affects both their ability to communicate 
and their level of team cohesion. Whether communicating across a table during a meeting, 
or between workstations on a factory shop floor, territories can reinforce team boundaries 
and encourage or inhibit exchanges. Physical environments are therefore central to group 
boundaries (Sundstrom and Altman, 1989).

Tenerife air disaster
At 5.01 p.m. on 27 March 1977 at Santa Cruz airport in 
Tenerife, two 747–100 jets began taxiing along the run-
ways, their captains in communication with the airport’s 
traffic controllers. Four minutes later, Pan Am 1736 and 
KLM 4805 collided on the tarmac when the Dutch air-
craft took off without permission. It led to the death of 
583 people, to this day the biggest air fatality in history. 
A number of contextual variables came together, inter-
rupting the routines of the cockpit and air-traffic control 
crews, and generating stress. These included Dutch law 
(pilots’ work hours), difficult manoeuvres and unpredict-
able weather. In this stressful setting, KLM cockpit crew 
interaction broke down. More stress improves team per-
formance but reduces individual performance, which is 
lowered by task complexity. Hence the importance of 
cockpit crew members coalescing into a team with a dis-
tinctive identity, rather than falling apart and acting more 
like individuals.

Karl Weick (1990) stated that it was unclear whether 
the KLM crew experienced negative synergy, defined 
as a form of interaction between team members which 
caused a failure of coordination within the team so 
severe that nobody knew what they were supposed to 
be doing. It might have been that the three individuals 
in the cockpit acted independently and in parallel, falling 

back on their most familiar and well-rehearsed response 
routines, rather than behaving as a team, The interrup-
tion of their normal operating procedures induced a high 
level of arousal in the crew members which reduced their 
cognitive information-processing abilities, and led them 
to ignore important cues. As a result, both the flight 
cockpit crew and the air-traffic control team made the 
wrong responses, which resulted in the deadly crash. 
This was an example of the context influencing individu-
als and teams, who responded in a way that changed 
the context as the events unfolded. A well-functioning, 
highly integrated cockpit crew might have responded to 
the increased stress with increased performance.
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Work team boundaries
The second major variable in Sundstrom et al.’s framework is the set of work team bounda-
ries. The boundary for a team is like the fence around a piece of property. It allows its 
members to know who is a member and who is not. It defines both physically and psycho-
logically on whom group members can rely, and thereby indicates when it may be neces-
sary for them to go beyond their own team for assistance and resources. For example, the 
boundary for an aircraft cockpit crew is physically defined by the design of the aircraft.

Who’s in and who’s out?
In his analysis of teams, Mark Mortensen (2014) cited 
research to show that, rather than being bounded and 
stable, today’s teams were increasing dynamic, heav-
ily interlinked or overlapping, with multiple individual 
memberships, globally dispersed, or any combination 
of these. This creates problems in deciding who is 
and who is not a team member. In their own study of  
120 senior management teams, Ruth Wageman and 
her colleagues (2007) found that nearly every top team 
thought that it had set ambiguous boundaries. When 

asked to list their team members, fewer than 10 per 
cent agreed as to who was on their team – and these 
were senior executives! It appears that chief executives, 
either fearful of appearing exclusionary or determined to 
include a member for political reasons, are responsible 
for the fuzziness of team boundaries. Thus team behav-
iour in organizations may be more heavily affected by 
socially constructed perceptions of team boundaries 
than by objective, official representations that one sees 
on an organization chart.

While working to complete an assigned task (e.g. improving a procedure; designing 
a new product; winning a match), a team has to meet the needs of the larger organiza-
tion within which it is embedded (external integration). At the same time, it has to secure 
enough independence to allow it to get on with its own work (external differentiation). 
These two features define every team’s boundary, and boundary management refers to the 
process by which teams manage their interactions with other parts of their organization. 
How successfully a team manages its boundaries will affect its performance.

External work team differentiation refers to the team as a whole in relation to the 
rest of the organization (team–organization focus). For example, a temporary team may be 
assembled by management and given resources to deal with a crisis. This team thus stands 
out, and hence differs from, other work units within the company by virtue of containing an 
identifiable collection of people (membership); working in a specific place (territory), over 
a set period of time (temporal scope), on a unique task.

Four features define the team’s boundary, distinguishing it from other teams within the 
organization:

Team membership   The identity of the individuals treated as members by both the team 
and the organization is crucial. Who decides the composition and size 
of a work team?

Team territory  A work team has to have its ‘own turf’ to establish its identity and 
manage its external relations, especially in teams whose missions 
demand both external integration and differentiation.

Temporal scope  The longer a work team exists and the more time its members spend 
cooperating, the greater will be its temporal scope, and its differentiation 
as a distinct team.

Team task  The task given to the team may be additive (accomplishment depends on 
the sum of all members’ efforts); conjunctive (depends on the performance 
of the least talented member); or disjunctive (depends on the performance 
of the most talented member).

Internal work team differentiation refers to the degree to which a team’s members pos-
sess different skills and knowledge that contribute towards the achievement of the team’s 

External work team 
differentiation  
the degree to which a 
work team stands out 
from its organizational 
context, in terms of its 
membership, temporal 
scope and territory.

internal work team 
differentiation 
the degree to which 
a team’s members 
possess different skills 
and knowledge that 
contributes towards 
the achievement of the 
team’s objective.
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objective. A team may have high differentiation, with its members having special, perhaps 
unique skills, such as the cockpit crew in an aircraft; or it may have low differentiation, when 
the knowledge and contributions of members tend to be similar, as in a quality circle team.

Differentiation within the peloton
The Tour de France cycle race was first run in 1903 and 
now involves about 150 top cyclists. The racers cover over 
2,700 miles during their 23-day journey, and the winner 
receives a €400,000 prize. The competitors ride together 
in the peloton – the picturesque mob of competing teams 
that fly like birds in formation – across the French coun-
tryside every summer. Despite the focus on individual 
riders, the Tour is a sport structured around the teams. 
The 2015 Tour involved 22 teams including Team Sky 
(UK), Team Katuska (Russia) and Team Europcar (France). 
During each 125-mile, 5-hour stage, team members fight 
to put their leader in a position to win. What appears to 
be a random mass of bicycles is really an orderly, complex 
web of shifting alliances, crossed with brutal competition, 
designed to keep or acquire the market’s most valuable 
currency – energy. A cycling team consists of 6–9 riders, 
each of whom is a specialist. The rouleurs are fast riders 
who create draughts for their team’s leader over flat ter-
rain. Riding close behind a rouleur can reduce drag by 
40 per cent. Grimpeurs are hill specialists who create a 

slipstream (a field of low wind resistance) for their leader 
as he goes up mountains; and domestiques are riders 
who carry supplies. Towards the end of the race, team 
members will bunch together ahead of their sprinter, 
shielding him from the wind for as long as possible, while 
leaving a space to let him break out near the finish line 
(Hochman, 2006: www.letour.com, 2015).
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External work team integration refers to the degree to which a work team is linked with 
the larger organization of which it is a part. It is measured in terms of how its goals and activi-
ties are coordinated and synchronized with those of other managers, peers, customers and 
suppliers inside and outside the company. This will depend on the type of team and its task.

Team development
The third major variable in Sundstrom et al.’s framework concerns the internal develop-
ment of the team. Four factors are relevant here – interpersonal processes, roles, norms and 
cohesion.

1. Interpersonal processes
A group of individuals passes through a series of stages before achieving effective perfor-
mance at the performing stage. Tuckman’s and Jensen’s (1977) model describes the charac-
teristics of each preceding stage – forming, storming and norming.

2. Roles
Roles in general are a defining feature of a team, and the role of a leader is much studied. 
Are the required member roles being performed given the group’s tasks, and are the task 
and interpersonal aspects of the leadership role being fulfilled?

3. Norms
Are the norms and rules of behaviour which are agreed on by the team members support-
ive or in conflict with effective performance? Can organizational culture be used to modify 
team norms?

External work team 
integration the degree 
to which a work team 
is linked with the larger 
organization of which it 
is a part.
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4. Cohesion
Team cohesion can engender mutual cooperation, generosity and helping behaviour, moti-
vating team members to contribute fully. However, it can also stifle creative thinking as 
individuals seek to ‘fit in’ and not to ‘rock the boat’. Small group size, similar attitudes and 
physical proximity of workspaces have all been found to encourage cohesion. Does the 
level of cohesion aid or impede the team’s effectiveness?

Team effectiveness
Team effectiveness is the dependent variable in the Sundstrom et al. framework, and is 
measured using two criteria – performance and viability. Team performance is externally 
focused and concerns meeting the needs and expectations of outsiders such as customers, 
company colleagues or fans. It is assessed using measures such as quantity, quality and 
time. Meanwhile, team viability is the social dimension, which is internally focused and 
concerns the enhancement of the team’s capability to perform effectively in the future. 
Team viability indicators include its degree of cohesion, shared purpose, and the level of 
team member commitment. The two are closely related since there is a possibility that a 
team may get a job done but self-destructs in the process.

Team performance 
a measure of how well 
a team achieves its 
task, and the needs of 
management, customers 
or shareholders.

Team viability a 
measure of how well a 
team meets the needs 
and expectations of its 
members.

RECap

1. Understand why ‘team’ is a contested concept in 
the organizational literature.

r� Teamworking is being increasingly adopted as a 
favoured form of work organization in different 
companies and industries around the world.

r� The different purposes and ways in which man-
agers have introduced this innovation, has meant 
that the term ‘team’ is used to describe a wide 
range of radically different working arrangements.

2. List the nine dimensions of team autonomy.

r� Gulowsen’s nine dimensions of team autonomy 
are: selection of the team leader; acceptance of a 
new member into the team; distribution of work; 
time flexibility; acceptance of additional work; rep-
resentation outside the team; production methods 
(choice of); production goals (output determina-
tion); production goals (quality determination).

3. Differentiate between four major types of teams 
and give an example of each.

r� Teams in organizations can be classified as advice 
(e.g. quality circles); action (e.g. surgery team); 
project (e.g. cross-functional team); and produc-
tion (e.g. autonomous work team).

4. Discuss the types of obstacles to effectiveness 
experienced by each type of team.

r� Advice teams frequently lack authority to imple-
ment their recommendations. Action teams can 

fail to integrate their members’ contributions suf-
ficiently closely. Project team members can suffer 
‘divided loyalties’ between their team and their 
home department. Production teams may lack 
autonomy for job satisfaction.

5. Contrast Western with Japanese concepts of 
teamworking.

r� The Western concept is based upon principles of 
empowerment and on-line teamworking, while 
the Japanese concept is based upon management 
principles of individual working online, and teams 
advising offline.

6. List the four main variables in ecological frame-
work for analysing work team effectiveness.

r� Team development; work team boundaries and 
organizational context affect team effectiveness.

7. Understand the continuing importance of 
teamworking.

r� Japanese forms of teamworking (Toyotaism) have 
influenced the production processes used in both 
manufacturing and service industries all around 
the world.

r� As a concept, teamworking has an appeal 
in a management philosophy that stresses 
 egalitarianism, non-hierarchy and inclusiveness 
within  organizations.

➔
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1. Self-managing or autonomous work teams are heavily promoted in the literature. 
What are the costs and benefits of these to (a) the management that establishes them 
and (b) the individuals who are members of such teams?

2. What impact can technology have on the behaviour and performance of teams? Dis-
cuss positive and negative effects, illustrating your answer with examples.

3. ‘Autonomous team is a relative term’. Discuss the concept of team autonomy explain-
ing why similarly labelled teams may, in practice, operate very differently. Consider 
why management might have difficulty in increasing the autonomy that it gives to a 
team.

4. Highlight briefly the main differences between West European and Japanese-style 
teamworking. Then, using references to the literature, consider the positive and nega-
tive aspects of both systems for either shop floor workers or management.

Revision

Research 
assignment

Using your library and the internet, locate any relevant research and management litera-
ture on effective teamworking and devise a list of best practice ‘do’s’ and ‘don’ts’, and 
use it to develop a list of questions. Select an organization; interview a team member, 
a team leader or a manager responsible for a team. Begin by determining the team’s 
purpose, method of working, performance and the challenges that it faces. Write a brief 
report assessing the team against your best practice list items from the research literature.

Springboard

Alan Jenkins (1994) ‘Teams: from ideology to analysis’, Organization Studies, 15 (6):  
849–60. This is an article defending management’s interest in teams.

Journal of Occupational and Organizational Psychology (2004) 77 (4). There continues to be 
a strong belief in the superiority of teams over individuals among managers, employees 
and the general public. The first five articles in this issue all discuss the phenomenon of 
the ‘romance of teams’.

Andreas Richter, Jeremy Dawson and Michael West (2011) ‘The effectiveness of teams 
in organizations: a meta-analysis’, The International Journal of Human Resource 
Management, 22 (13): 2749–69. Reviews and summarizes past research studies into 
whether teamworking in organizations is related to organizational effectiveness.

Geert Van Hootegem, Jos Benders, Anne Delarue and Stephen Proctor (2005) ‘Teamworking: 
looking back and looking forward’, International Journal of Human Resource Management, 
16 (2): 167–73. The authors critically assess the popularity of teamworking.

OB cinema
The Dish (2000, director Rob Sitch): DVD track 8, 0:35:55–0:53:07 (18 minutes sequenced). It is July 
1969, and Apollo 11 is heading towards the moon. On earth, the Parkes Radio Telescope in New 
South Wales, Australia, the largest in the southern hemisphere, has been designated by NASA as 
the primary receiving station for the moonwalk, which it will broadcast to the world. Then, due to 
a power cut, it ‘loses’ Apollo 11! Parkes’ director, Cliff Buxton (played by Sam Neill) and his team of 
scientists – Mitch (Kevin Harrington); Glenn (Tom Long); and Al (Patrick Warburton) – all have to work 
hard (and quickly) to solve the problem. The clip begins with the lights going out during the dance, 
and ends with Al saying ‘Just enough time to check the generator’.
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Identify examples of each of the elements of Sundstrom et al.’s ecological framework for analys-
ing work team effectiveness as the team members deal with the crisis.

Sundstrom framework element Example

   Organizational context

 1. Organizational culture

 2. Task design/technology

 3. Mission clarity

 4. Autonomy

 5. Performance feedback

 6. Rewards and recognition

 7. Physical environment

 8. Training and consultation

Work team boundaries

 9. External differentiation

10. External integration

Team development

11. Interpersonal processes

12. Norms

13. Cohesion

14. Roles

OB on the web
Search YouTube for ‘The IT Crowd/Team Players/Channel 4’ (1.34 minutes). This short, humorous 
video clip reminds us of the organizational trend, perhaps even obsession, with teams, teamworking 
and the necessity to be seen as a team player. Suggest reasons why teams should have become such 
a popular form of work design. What are the costs to those individuals who prefer to work alone?

ChaptER ExERCiSES

1. Factors affecting team performance

 Objectives 1. Identify the various factors that influence a team’s success or failure.

2. Practise using Sundstrom et al.’s model as an explanatory framework

 Briefing 1. Individually:

(a) Remind yourself of Sundstrom et al.’s ecological framework for analysing team 
effectiveness (pp.436–41),

(b) Reflect on a situation from your experience where a team of which you were a 
member (work team, sports team, church team, other) failed to achieve its goal 
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and also one where a team of which you were a member succeeded in achieving 
its goal.

(c) Identify which of Sundstrom’s 14 factors (or any others), in your view, contrib-
uted to your team’s failure or success.

2. Form groups and nominate a spokesperson.

(a) Go round each member in turn who describes their own experiences of team 
failure, and identify what they consider might have been the contributing factors.

(b) After all team members’ failures have been shared, the group identifies any 
recurring factors in the different accounts.

(c) Groups highlight any ‘missing’ (non-Sundstrom) factors.

(d) Each group then discusses what could have been done to avoid the failure in 
their first examples.

(e) Go round each member in turn who describes their own experiences of team 
success and identify what they consider to have been the contributing factors.

(f) After all team members’ successes have been shared, the group identifies any 
recurring factors in the different accounts.

(g) Groups highlight any ‘missing’ (non-Sundstrom) factors.

(h) Each group then discusses how such future success can be ensured in similar 
teams in the future.

3. The class re-forms. The spokespersons for each group report back:

(a) identifying the most common factors leading to team failure and suggesting 
how these could have been avoided;

(b) identifying the most common factors leading to team success and suggesting 
how these can be ensured in the future.

2. Land rock Alliance insurance

 objectives 1. To evaluate the advantages and disadvantages of teamworking arrangements within 
an organization.

2. To identify conditions favouring the introduction of different forms of working 
arrangements.

 Briefing 1. Individually, read the case study concerning the two different proposed work 
arrangements for the processing of the insurance claims at Land Rock Alliance Insur-
ance’s offices in Edinburgh.

2. Divide into groups, nominate a spokesperson, and:

(a) Consider the advantages and disadvantages of Eleanor Brennan’s teamworking 
arrangements for (i) the employees and (ii) the management of the company.

(b) Consider the advantages and disadvantages of Thomas Campion’s proposed 
work fragmentation arrangements for (i) the employees and (ii) the management 
of the company.

(c) Opt for one or other of the two managers’ work organization solutions, or sug-
gest a solution of your own.

(d) More generally, under what conditions in a company is (i) teamworking, and (ii) 
fragmented task working, likely to be most beneficial?

3. Group spokespersons should be ready to report their group’s conclusions to the class.

 Background  Since the 1940s, the use of asbestos in building materials and other products has led to 
many claims for damages as a result of personal injury or wrongful death. The proce-
dure for those making claims is complicated and time-consuming. Insurance companies 
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employ groups of employees trained to process the claims from each particular industry. 
The employees are given information on the history, use and current medical research 
results on the product. The processing of each individual claim application form is tedi-
ous but very important: any mistakes may affect the total amount paid to the claimant. 
Land Rock Alliance Insurance has successfully bid for the contract to process the claims 
for over 213,000 asbestosis-related chest impaired cases (ACD) and vibration white fin-
ger (VWF) victims, their partners or descendants.

 The company  Land Rock Alliance Insurance’s main office is based in Sheffield, England. The company 
has decided to open a branch office in Edinburgh to manage the new contract. It will 
be dedicated to processing the asbestosis and VWF claims. The plan is to hire 60 new 
employees including supervisors and line managers. Senior managers at head office, 
however, disagree on how the work should be organized at the new office.

 Planning At the meeting to review how the work will be organized at the Edinburgh office,  Eleanor
 meeting  Brennan, the HR director, suggested it would be more effective and efficient to create 

four teams of around 15 employees, with each team processing the claims according 
to geographical area: Scotland, Wales, Northern England and Southern England. She 
explained that each application form would be processed by team members, to enable 
each member to complete the whole processing task and to contribute to the recom-
mendation of the final settlement. Presenting some of the advantages of teamworking, 
Eleanor commented, ‘The synergy generated by teamworking and communication will 
enhance efficiency and motivate employees to actively participate in reaching a decision 
in optimum time.’ She argued that there was a direct link between job enrichment and 
high performance.

However, the director of facilities, Thomas Campion, strongly disagreed. He informed 
the assembled management team that, in his opinion, ‘self-regulated teams were b*** 
s***!’ Besides, work teams required a much longer training period for employees. 
Moreover, it was his belief that increased communication impeded decision making 
rather than enhanced it. Campion, continuing to dominate the meeting, outlined an 
alternative work arrangement for the processing of claimants’ forms. The work, he said, 
was to be divided into three major steps:

Step 1: Scrutinize and verify biographical details, date of birth, gender.
Step 2: Scrutinize and verify employment details, start/end/job description.
Step 3: Scrutinize and verify medical history including lifestyle (such as smoker or 
 non-smoker, or whether there was evidence of exposure to second-hand smoke).

Of the 60 new employees, 20 would be trained to complete task one, 20 to complete 
task two, and 20 to complete task three. Each major step in the claim process would 
also have a supervisor, a technical advisor and a section manager. Organizing the work 
this way, Campion insisted, would optimize training time, and enable the easy replace-
ment of any employee resigning from the company. Individual employees would be 
assigned a target to achieve each month, which would determine an annual bonus pay-
ment. Every six months, their section manager would appraise each employee based on 
how quickly he or she successfully processed the application forms.

Source: Bratton, J., Callinan, M., Forshaw, C. and Sawchuk, P. (2007) Work and 
Organizational Behaviour. Houndmills, Basingstoke: Palgrave Macmillan, p.317.

employability assessment
With regard to your future employment prospects:

1. Identify up to three issues from this chapter that you found significant.

2. Relate these to the competencies in the employability matrix.

3. Decide what actions you need to take to maintain and/or develop those competencies under each of the four 
headings of the employability matrix.
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A field map of the organizational behaviour terrain

PESTLE: The Political, Economic, Social, Technological, Legal, and Ecological Context

 Part 4 Management and organization
  A field map of the organizational  
  behaviour terrain

Introduction
Part 4, Management and organization, explores four related topics:

r� Work design, in Chapter 14
r� Elements of structure, Chapter 15
r� Organization design, in Chapter 16
r� Organizational architecture, in Chapter 17

These topics consider how the way in which work is defined and designed affects employee 
behaviour. Chapter 14 on the roots of contemporary work design provides a backdrop to the 
earlier Chapter 3 on technology. It links technology to structure by highlighting how choices 
about the former have an impact on design decisions concerning the latter. Chapter 15 on 
elements of structure provides an introduction to the key concepts, theories, models and 
authors in this field. This ‘vocabulary’ is then used to understand early organizational design, 
particularly in the work of Max Weber, Henri Fayol, Tom Burns and George Stalker, and Henry 
Mintzberg. The final chapter in Part 4 explains how contemporary thinking about structures 
in the field of organizational behaviour has merged with debates about corporate strategy 
and strategic management. It also brings the consideration of structural forms up to date by 
exploring hollow, modular, virtual, collaborative and network structures. The structural per-
spective offers a separate but related level of analysis after individuals and groups.

���organizational effectiveness
���quality of working life

�
���	���������������� �������� ����������

���Individual�������
���Group�������
���Management and organization
 ������
���Leadership process�������
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 Invitation to see 451

 1. Decoding: Look at this image closely. Note in as much detail as possible what messages 
you feel that it is trying to convey. Does it tell a story, present a point of 
view, support an argument, perpetuate a myth, reinforce a stereotype, chal-
lenge a stereotype?

 2. Challenging: To what extent do you agree with the messages, stories, points of view, 
arguments, myths, or stereotypes in this image? Is this image open to chal-
lenge, to criticism, or to interpretation and decoding in other ways, revealing 
other messages?

 3. Sharing: Compare with colleagues your interpretation of this image. Explore explana-
tions for differences in your respective decodings.

Invitation to see

Mackintosh’s weather-wear has taken the luxury market by storm

This image was published in the Financial Times, 21 April 2015, p.26.
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You’re the team leader: what are you going to do?
Lynette joined your five-person research team six months 
ago. Her knowledge of the topic (organizational change) 
was limited, but she has superb references and an excel-
lent grounding in social research. She starts work with 
enthusiasm. You and colleagues brief her on the project 
aims. Two months later, she has produced none of the 
outputs that you have been expecting: literature review, 
details of research methods, appropriate first contacts. 
In an informal meeting, it seems that her understand-
ing of the research aims is still unclear, so you go over 
these again. Four months into the project, she has still 
to produce any useful outputs. In another meeting, she 
indicates that the support she expected from colleagues 

is lacking, and you promise to speak to the team. Six 
months into the project, Lynette has still not produced 
anything useful. A senior colleague tells you in confidence 
that he has been told that Lynette has been setting up a 
management development and consulting business, spe-
cializing in organization development and change. You 
check this for yourself, and you find her website. Your 
project has a deadline, which you are not going to meet 
unless you can solve this problem. Failure to deliver on 
time puts future funding at risk, and threatens the jobs 
of other members of the team, as well as damaging your 
own reputation.

You’re the team leader. What are you going to do?
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Learning outcomes
When you have read this chapter, you should be able to define those 
key terms in your own words, and you should also be able to:

1. Understand how scientific management met the needs of its 
historical context.

2. Describe the main objectives and principles of the scientific 
management approach.

3. Identify the contributions of Gilbreths and Gantt to scientific 
management.

4. Understand how Fordism developed out of Taylorism.

5. Understand the deskilling debate, and the contributions of 
Braverman and Ritzer.

6. Critically assess the evidence for and against the deskilling thesis.

7. Provide examples of scientific management in contemporary 
organizations.

 Chapter 14 Work design

Key terms and learning 
outcomes 452

Why study work design? 453

Birth of scientific  
management 453

Taylorism 454

Development of Taylorism 460

Fordism 463

After Ford: the deskilling  
debate 468

Back to the future? 474

Recap, Revision, Research 
assignment 476

Springboard, OB cinema,  
OB on the web 478

Chapter exercises,  
References 479

Key terms
rationalism

scientific management

systematic soldiering

initiative and incentive system

time-and-motion studies

Fordism

mass production

McDonaldization
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 Birth of scientific management 453

Why study work design?
5IJT�DIBQUFS�FYBNJOFT�UIF�SPPUT�PG�UIF�EFTJHO�PG�XPSL�	KPCT
�UIBU�XF�TFF�JO�UPEBZ�T�PSHBOJ-
[BUJPOT��0OMZ�B�IBOEGVM�PG�NBOBHFNFOU�UIFPSJFT�DBO�DMBJN�UP�CF�USVMZ�SFWPMVUJPOBSZ�BOE�UP�
IBWF�IBE�BO�FOEVSJOH�BOE�XPSMEXJEF�JNQBDU�PO�PSHBOJ[BUJPOBM�UIPVHIU�BOE�NBOBHFNFOU�
QSBDUJDF��5IPTF�PG�'SFEFSJDL�8JOTMPX�5BZMPS�BOE�)FOSZ�'PSE�BSF�UXP�PG�UIFN��$POUSBSZ�
UP�PUIFS�UFYUT�XIJDI�BSHVF�UIBU�UIFJS�JEFBT�BSF�OP�MPOHFS�SFMFWBOU�UP�PVS�NPEFSO�IJ�UFDI�
PSHBOJ[BUJPOBM�MJWFT�XF�DPOUFOE�UIBU�CPUI�BSF�IBWJOH�B�NPSF�QFSWBTJWF�JNQBDU�PO�TPDJFUZ�
UPEBZ�UIBO�UIFZ�EJE�����ZFBST�BHP�

3FQPSUT�SFHVMBSMZ�BQQFBS�JO�OFXTQBQFST�BOE�NBHB[JOFT�XIPTF�SFBEFST�DMBJN�UIBU�UIFJS�
FNQMPZFST�VTF�DMBTTJD�5BZMPSJTU�UFDIOJRVFT�UP�BDIJFWF�FGGJDJFODZ�BOE�UIBU�UIFJS�QFSGPSNBODF�
JT�DPOTUBOUMZ�CFJOH�NFBTVSFE�	The Economist�������,BOUPS�BOE�4USFJUGFME�����
��:PV�OFFE�
POMZ�UP�WJTJU�B�DBMM�DFOUSF�B�GBTU�GPPE�SFTUBVSBOU�BUUFOE�B�VOJWFSTJUZ�DPVSTF�PS�UIJOL�BCPVU�
IPX�UIF�QIPOF�JO�ZPVS�IBOE�XBT�NBOVGBDUVSFE�UP�TFF�IPX�UIF�QSPWJTJPO�PG�HPPET�BOE�TFS-
WJDFT�IBT�CFFO�BGGFDUFE�CZ�5BZMPS�T�BOE�'PSE�T�JEFBT��5IFJS�UIFPSJFT�BOE�QSBDUJDFT�QSPTQFSFE�
UISPVHI�UIF�UXFOUJFUI�DFOUVSZ�BOE�BSF�UISJWJOH�BU�UIF�TUBSU�PG�UIF�UXFOUZ�GJSTU�DFOUVSZ��5IFZ�
DPOUJOVF�UP�BGGFDU�PVS�MJWFT�BT�TUVEFOUT�FNQMPZFFT�DPOTVNFST�BOE�DJUJ[FOT�FWFO�UIPVHI�
XF�NBZ�OPU�CF�BXBSF�PG�JU�

Home viewing

Office Space (1998, director Mike Judge) follows the progress of Peter Gibbons (played 
by Ron Livingston), an employee of the computer company, Initech. His behaviour is 
driven by the nature of his work and the imminent loss of his job due to downsizing. 
Peter shows signs of alienation, particularly feelings of powerlessness, meaninglessness 
and self-estrangement. He tells his hypnotherapist ‘Ever since I started working, every 
single day of my life has been worse than the day before it. So that means that every 
single day that you see me, that’s on the worst day of my life.’ What aspects of the 
design of his job might account for this?

Birth of scientific management
#FUXFFO������BOE������UIF�6OJUFE�4UBUFT�VOEFSXFOU�NBKPS�BOE�SBQJE�JOEVTUSJBMJ[BUJPO�
JODMVEJOH�UIF�DSFBUJPO�PG�JUT�GJSTU�MBSHF�DPSQPSBUJPOT�MJLF�4UBOEBSE�0JM�5SVTU�	&TTP
�6OJUFE�
4UBUFT�4UFFM�(FOFSBM�.PUPST�BOE�'PSE��5IFTF�GJSNT�VTFE�OFX�UFDIOPMPHJFT�PG�QSPEVDUJPO�
BOE�FNQMPZFE�MBSHF�XPSLGPSDFT��5IF�XPSLFST�JO�UIFTF�OFX�GBDUPSJFT�DBNF�GSPN�BHSJDVMUVSBM�
SFHJPOT�PG�"NFSJDB�PS�XFSF�JNNJHSBOUT�GSPN�&VSPQF��5IF�GBDU�UIBU�UIFZ�IBE�MJUUMF�LOPXMFEHF�
PG�UIF�&OHMJTI�MBOHVBHF�QPTTFTTFE�GFX�KPC�TLJMMT�BOE�IBE�OP�FYQFSJFODF�PG�GBDUPSZ�XPSL�
XFSF�NBKPS�QSPCMFNT�GPS�DPNQBOZ�NBOBHFST��4DJFOUJGJD�NBOBHFNFOU�PGGFSFE�B�TPMVUJPO�BOE�
SFQSFTFOUFE�POF�PG�UIF�GJSTU�PSHBOJ[BUJPOBM�QSBDUJDFT�DBQBCMF�PG�CFJOH�BQQMJFE�JO�EJGGFSFOU�
DPNQBOJFT��*U�JOUSPEVDFE�B�GPSNBM�TZTUFN�PG�JOEVTUSJBM�EJTDJQMJOF�

"U�UIF�TUBSU�PG�UIF�UXFOUJFUI�DFOUVSZ�NPTU�QSPEVDUT�XFSF�IBOE�NBEF�CZ�TLJMMFE�PQFSB-
UPST�XIP�VTFE�HFOFSBM�QVSQPTF�NBDIJOF�UPPMT�TVDI�BT�MBUIFT��*U�UPPL�UIFTF�DSBGUTNFO�ZFBST�
PG�USBJOJOH�UP�BDRVJSF�UIF�OFDFTTBSZ�TLJMMT�BOE�FYQFSJFODF��5IFZ�DPVME�SFBE�B�CMVFQSJOU�
WJTVBMJ[F�UIF�GJOBM�QSPEVDU�BOE�QPTTFTTFE�B�MFWFM�PG�IBOE�FZF�DPPSEJOBUJPO�BOE�HFOUMFOFTT�
PG�UPVDI�UIBU�BMMPXFE�UIFN�UP�NBOVGBDUVSF�UIF�SFRVJSFE�JUFN�	-JUUMFS�����
��)PXFWFS�UIFSF�
XFSF�JOTVGGJDJFOU�OVNCFST�PG�UIFN�UP�QFSNJU�NBTT�QSPEVDUJPO��*U�XBT�BHBJOTU�UIJT�CBDL-
HSPVOE�UIBU�'SFEFSJDL�5BZMPS�BOE�)FOSZ�'PSE�EFWFMPQFE�BOE�JNQMFNFOUFE�UIFJS�JEFBT��#PUI�
TIBSFE�B�CFMJFG�JO�rationalism�XIJDI�JT�UIF�UIFPSZ�UIBU�SFBTPO�JT�UIF�GPVOEBUJPO�PG�DFSUBJOUZ�
JO�LOPXMFEHF��5IFZ�CFMJFWFE�UIBU�JG�POF�VOEFSTUBOET�TPNFUIJOH�POF�TIPVME�CF�BCMF�CPUI�UP�
TUBUF�JU�FYQMJDJUMZ�BOE�UP�XSJUF�B�MBX�PS�B�SVMF�GPS�JU��5IF�QVSQPTF�PG�EFWFMPQJOH�BOE�BQQMZJOH�
SVMFT�MBXT�BOE�QSPDFEVSFT�JT�UP�SFQMBDF�VODFSUBJOUZ�XJUI�QSFEJDUBCJMJUZ�CPUI�JO�UIF�IVNBO�
BOE�OPO�IVNBO�TQIFSFT�

Rationalism the 
theory that reason is the 
foundation of certainty 
in knowledge.
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454 Chapter 14 Work design

Taylorism
Scientific management�JT�BMTP�LOPXO�BT�Taylorism�BOE�JO�UIJT�DIBQUFS�UIF�UXP�UFSNT�BSF�
VTFE�JOUFSDIBOHFBCMZ��'SFEFSJDL�8JOTMPX�5BZMPS�XBT�UIF�XPSME�T�GJSTU�FGGJDJFODZ�FYQFSU��
)F�XBT�CPSO�JOUP�B�XFBMUIZ�1IJMBEFMQIJB�2VBLFS�GBNJMZ�JO�������5IF�DJUZ�XBT�UIF�JOEVT-
USJBM�IFBSU�PG�����T�"NFSJDB��*U�DPOUBJOFE�NBOZ�NBOVGBDUVSFST�XIP�IBE�FBTZ�BDDFTT�UP�UIF�
1FOOTZMWBOJBO�DPBM�BOE�JSPO�NJOFT��5BZMPS�CFDBNF�BO�BQQSFOUJDF�NBDIJOJTU�JO�B�GJSN�PG�
FOHJOFFST�CFGPSF�KPJOJOH�UIF�.JEWBMF�4UFFM�$PNQBOZ�JO������XIFSF�IF�EFWFMPQFE�IJT�JEFBT��
5IF�DPNQBOZ�NBOVGBDUVSFE�MPDPNPUJWF�XIFFMT�BOE�BYMFT�BOE�JU�XBT�IFSF�UIBU�IF�SPTF�UP�
UIF�QPTJUJPO�PG�TIPQ�TVQFSJOUFOEFOU�CZ�������*O�UIJT�SPMF�IF�PCTFSWFE�UIBU�XPSLFST�VTFE�
EJGGFSFOU�BOE�NPTUMZ�JOFGGJDJFOU�XPSL�NFUIPET��)F�BMTP�OPUJDFE�UIBU�GFX�NBDIJOJTUT�FWFS�
XPSLFE�BU�UIF�TQFFE�PG�XIJDI�UIFZ�XFSF�DBQBCMF��)F�DPOUSBTUFE�OBUVSBM�TPMEJFSJOH�	J�F��UIF�
JODMJOBUJPO�UP�UBLF�JU�FBTZ
�XJUI�XIBU�IF�MBCFMMFE�systematic soldiering��5BZMPS�BUUSJCVUFE�
TZTUFNBUJD�TPMEJFSJOH�UP�B�OVNCFS�PG�GBDUPST�

r� 5IF�WJFX�BNPOH�UIF�XPSLFST�UIBU�BO�JODSFBTF�JO�PVUQVU�XPVME�SFTVMU�JO�SFEVOEBODJFT�

r� 1PPS�NBOBHFNFOU�DPOUSPMT�XIJDI�FOBCMFE�UIFN�UP�XPSL�TMPXMZ�JO�PSEFS�UP�QSPUFDU�UIFJS�
PXO�CFTU�JOUFSFTUT�

r� 5IF�DIPJDF�PG�NFUIPET�PG�XPSL�XIJDI�XFSF�MFGU�FOUJSFMZ�UP�UIF�EJTDSFUJPO�PG�UIF�XPSLFST�
XIP�XBTUFE�B�MBSHF�QBSU�PG�UIFJS�FGGPSUT�VTJOH�JOFGGJDJFOU�BOE�VOUFTUFE�SVMFT�PG�UIVNC�

Scientific 
management a 
form of job design 
which stresses short, 
repetitive work cycles; 
detailed, prescribed task 
sequences; a separation 
of task conception from 
task execution; and 
motivation based on 
economic rewards.

Systematic 
soldiering the 
conscious and deliberate 
restriction of output by 
operators.

Soldiering
Robert Kanigel (1997) explained that the word ‘soldier-
ing’ had nautical roots. It related to soldiers who, when 
transported by ship, acted as privileged passengers. They 
were exempt from the work on board that the seamen 
had to perform. To the sailors, such work avoidance came 
to be known as ‘soldiering’. Frederick Taylor recognized 
the tendency of workers to take it easy, which he labelled 

‘natural soldiering’. He considered it unfortunate, but 
almost excusable. He contrasted this with ‘systematic sol-
diering’, which was the organized, collective behaviour of 
workers in the whole workshop, who restricted their pro-
duction, prevented their employers knowing how fast they 
could work, and thus allowed them to pursue their own 
narrow self-interest. This he considered unacceptable.

"QQBMMFE�CZ�XIBU�IF�SFHBSEFE�BT�UIF�JOFGGJDJFODZ�PG�JOEVTUSJBM�QSBDUJDFT�5BZMPS�UPPL�
TUFQT�UP�JODSFBTF�QSPEVDUJPO�CZ�SFEVDJOH�UIF�WBSJFUZ�PG�XPSL�NFUIPET�VTFE�CZ�UIF�XPSLFST��
)F�TFU�PVU�UP�TIPX�IPX�NBOBHFNFOU�BOE�XPSLGPSDF�DPVME�CPUI�CFOFGJU�GSPN�BEPQUJOH�IJT�
NPSF�FGGJDJFOU�XPSL�BSSBOHFNFOUT��)JT�PCKFDUJWFT�XFSF�UP�BDIJFWF�

r� efficiency�CZ�JODSFBTJOH�UIF�PVUQVU�QFS�XPSLFS�BOE�SFEVDJOH�EFMJCFSBUF�AVOEFSXPSLJOH��CZ�
FNQMPZFFT�

r� predictability�PG�KPC�QFSGPSNBODF�CZ�TUBOEBSEJ[JOH�UBTLT�BOE�EJWJEJOH�UIFN�JOUP�TNBMM�
DMPTFMZ�TQFDJGJFE�TVCUBTLT��BOE

r� control�CZ�FTUBCMJTIJOH�EJTDJQMJOF�UISPVHI�IJFSBSDIJDBM�BVUIPSJUZ�BOE�JOUSPEVDJOH�B�TZT-
UFN�XIFSFCZ�BMM�NBOBHFNFOU�T�QPMJDZ�EFDJTJPOT�DPVME�CF�JNQMFNFOUFE�

5P�BDIJFWF�UIFTF�PCKFDUJWFT�IF�JNQMFNFOUFE�IJT�GJWF�QSJODJQMFT�PG�TDJFOUJGJD�NBOBHFNFOU�

r� "�DMFBS�EJWJTJPO�PG�UBTLT�BOE�SFTQPOTJCJMJUJFT�CFUXFFO�NBOBHFNFOU�BOE�XPSLFST�

r� 6TF�PG�TDJFOUJGJD�NFUIPET�UP�EFUFSNJOF�UIF�CFTU�XBZ�PG�EPJOH�B�KPC�

r� 4DJFOUJGJD�TFMFDUJPO�PG�UIF�QFSTPO�UP�EP�UIF�OFXMZ�EFTJHOFE�KPC�

r� 5IF�USBJOJOH�PG�UIF�TFMFDUFE�XPSLFS�UP�QFSGPSN�UIF�KPC�JO�UIF�TQFDJGJFE�XBZ�

r� 4VSWFJMMBODF�PG�XPSLFST�UISPVHI�UIF�VTF�PG�IJFSBSDIJFT�PG�BVUIPSJUZ�BOE�DMPTF�TVQFSWJTJPO�
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 Taylorism 455

5BZMPS�T�BQQSPBDI�JOWPMWFE�TUVEZJOH�FBDI�XPSL�UBTL��)F�DIPTF�SPVUJOF�SFQFUJUJWF�UBTLT�
QFSGPSNFE�CZ�OVNFSPVT�PQFSBUJWFT�XIFSF�TUVEZ�DPVME�TBWF�UJNF�BOE�JODSFBTF�QSPEVDUJPO��
.BOZ�WBSJBCMFT�XFSF�NFBTVSFE�JODMVEJOH�TJ[F�PG�UPPMT�MPDBUJPO�PG�UPPMT�IFJHIU�PG�XPSLFST�
BOE�UZQF�PG�NBUFSJBM�XPSLFE��)JT�TUVEJFT�USJFE�UP�BOTXFS�UIF�RVFTUJPO�A)PX�MPOH�TIPVME�JU�
UBLF�UP�EP�BOZ�QBSUJDVMBS�KPC�JO�UIF�NBDIJOF�TIPQ ��)F�XBOUFE�UP�SFQMBDF�SVMFT�PG�UIVNC�
XJUI�TDJFOUJGJDBMMZ�EFTJHOFE�XPSLJOH�NFUIPET��5BZMPS�FYQFSJNFOUFE�XJUI�EJGGFSFOU�DPNCJOB-
UJPOT�PG�NPWFNFOU�BOE�NFUIPE�UP�EJTDPWFS�UIF�APOF�CFTU�XBZ��PG�QFSGPSNJOH�BOZ�UBTL�

*O������5BZMPS�XBT�IJSFE�CZ�UIF�#FUIMFIFN�4UFFM�$PNQBOZ�UP�JNQSPWF�XPSL�NFUIPET��
'PS�NBOZ�ZFBST�UIF�PVUQVU�PG�UIF�DPNQBOZ�T�CMBTU�GVSOBDFT�IBE�CFFO�NPWFE�CZ����QJH�
JSPO�IBOEMFST�XIP�MPBEFE�BO�BWFSBHF�PG������UPOT�QFS�NBO�QFS�EBZ��5BZMPS�FTUJNBUFE�UIBU�
B�GJSTU�DMBTT�QJH�JSPO�IBOEMFS�PVHIU�UP�IBOEMF�CFUXFFO����BOE����MPOH�UPOT�QFS�EBZ��5BZMPS�
JOUSPEVDFE�IJT�FYQFSJNFOUBM�DIBOHFT��SBJTFE�QSPEVDUJWJUZ�CZ�B�GBDUPS�PG�GPVS��BOE�JODSFBTFE�
XPSLFST��XBHFT�CZ����QFS�DFOU��5IF�TBWJOHT�BDIJFWFE�XJUI�IJT�JNQSPWFE�XPSL�QMBO�XFSF�
CFUXFFO��������BOE��������QFS�BOOVN�BU������QSJDFT��5IF�DPTU�PG�IBOEMJOH�QJH�JSPO�
ESPQQFE�TVCTUBOUJBMMZ�BOE�UIF�FNQMPZFE�NFO�EJE�UIF�XPSL�QSFWJPVTMZ�EPOF�CZ�NBOZ�NPSF��
5BZMPS�TQFDJGJFE�XIBU�UPPMT�XPSLFST�XFSF�UP�VTF�BOE�IPX�UP�EP�UIFJS�KPCT��)JT�AEFBM��XJUI�
IJT�XPSLFST�XBT�BT�GPMMPXT��A:PV�EP�JU�NZ�XBZ�CZ�NZ�TUBOEBSET�BU�UIF�TQFFE�*�NBOEBUF�
BOE�JO�TP�EPJOH�BDIJFWF�B�MFWFM�PG�PVUQVU�*�PSEBJO�BOE�*�MM�QBZ�ZPV�IBOETPNFMZ�GPS�JU�
CFZPOE�BOZUIJOH�ZPV�NJHIU�IBWF�JNBHJOFE���5BZMPS�TBJE�A"MM�ZPV�EP�JT�UBLF�PSEFST�HJWF�VQ�
ZPVS�XBZ�PG�EPJOH�UIF�KPC�GPS�NJOF��	,BOJHFM������Q����
��)F�BUUFNQUFE�UP�BMJHO�UIF�HPBMT�
PG�UIF�XPSLFST�XJUI�UIPTF�PG�NBOBHFNFOU�

One best way of assembling a Pret A Manger sandwich

A senior Pret A Manger manager explained how to make 
a sandwich:

It is very important to make sure the same standards 
are adhered to in every single shop, whether you’re 
in Crown Passage in London, Sauchiehall Street in 
Glasgow, or in New York. The way we do that is by 
very, very detailed training. So, for example, how 
to make an egg mayonnaise sandwich is all written 
down on a card that has to be followed, and that 
is absolutely non-negotiable. When somebody joins 
Pret, they have a 10-day training plan, and on every 

single day there is a list of things that they have to be 
shown, from how to spread the filling of a sandwich 
right to the edges (that is key to us), how to cut a 
sandwich from corner to corner, how to make sure 
that the sandwiches look great in the box and on the 
shelves. So every single detail is covered on a 10-day 
training plan. At the end of that 10 days the new 
team member has to pass a quiz, it’s called the big 
scary quiz, it is quite big and it is quite scary, and 
they have to achieve 90 per cent on that in order to 
progress. (Boddy, 2014, p.47)
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456 Chapter 14 Work design

5BZMPS�T�TDJFOUJGJD�NBOBHFNFOU�XBT�B�QPXFSGVM�BOE�MBSHFMZ�TVDDFTTGVM�BUUFNQU�UP�UBLF�
DPOUSPM�PG�UIF�PSHBOJ[BUJPO�PG�QSPEVDUJPO�BXBZ�GSPN�UIF�XPSLFST�BOE�UP�QMBDF�JU�JO�UIF�
IBOET�PG�NBOBHFNFOU��#FGPSF�5BZMPS�UIF�VTF�PG�UIF�initiative and incentive system�XJUIJO�
UIF�DPNQBOZ�JOWPMWFE�NBOBHFNFOU�TQFDJGZJOH�QSPEVDUJPO�SFRVJSFNFOUT�QSPWJEJOH�XPSLFST�
XJUI�JODFOUJWFT�JO�UIF�GPSN�PG�B�QJFDF�SBUF�CPOVT�BOE�MFBWJOH�UIFN�UP�VTF�UIFJS�PXO�JOJUJB-
UJWF�JO�EFDJEJOH�IPX�CFTU�UP�PSHBOJ[F�UIFJS�XPSL��*O�5BZMPS�T�WJFX�OPU�POMZ�EJE�UIJT�SFTVMU�
JO�XBTUFE�FGGPSU�CVU�BMTP�BOE�NPSF�JNQPSUBOUMZ�XPSLFST�LFQU�UIFJS�DSBGU�TFDSFUT�UP�UIFN-
TFMWFT�BOE�XPSLFE�BU�B�DPMMFDUJWFMZ�BHSFFE�SBUF�UIBU�XBT�CFMPX�UIFJS�BCJMJUZ��5BZMPS�BSHVFE�
UIBU�NBOBHFST�TIPVME�FYFSDJTF�GVMM�SFTQPOTJCJMJUZ�GPS�UIF�QMBOOJOH�DPPSEJOBUJOH�BOE�DPOUSPM-
MJOH�PG�XPSL�JODMVEJOH�TFMFDUJOH�UIF�UPPMT�UP�CF�VTFE�	NBOBHFNFOU�XPSL
�UIFSFCZ�MFBWJOH�
XPSLFST�GSFF�UP�FYFDVUF�UIF�TQFDJGJFE�UBTLT�	TIPQ�GMPPS�XPSL
�

5BZMPS�CFMJFWFE�JO�UIF�BQQMJDBUJPO�PG�UIF�QSJODJQMFT�PG�TDJFODF�UP�EFUFSNJOF�UIF�CFTU�XBZ�
UP�QFSGPSN�BOZ�HJWFO�UBTL��)JT�ATDJFOUJGJD��BQQSPBDI�XPVME�FOE�BSCJUSBSZ�NBOBHFNFOU�EFDJ-
TJPOT��.BOBHFNFOU�XPVME�QMBO�BOE�PSHBOJ[F�UIF�XPSL�BOE�MBCPVS�XPVME�FYFDVUF�JU�BMM�JO�
BDDPSEBODF�XJUI�UIF�EJDUBUFT�PG�TDJFODF��0ODF�IJT�NFUIPET�IBE�CFFO�JOUSPEVDFE�XJUIJO�B�
DPNQBOZ�USBEF�VOJPOT�BOE�DPMMFDUJWF�CBSHBJOJOH�XPVME�JO�IJT�WJFX�CFDPNF�SFEVOEBOU��
4DJFOUJGJD�BTTFTTNFOU�XPVME�FMJNJOBUF�BMM�BNCJHVJUZ�BOE�BSHVNFOU��5IJT�BOE�BMM�IJT�PUIFS�
JEFBT�XFSF�EFUBJMFE�JO�IJT�CPPL�The Principles of Scientific Management�	5BZMPS�����
�

8PSLFST�XFSF�DPODFSOFE�UIBU�TDJFOUJGJD�NBOBHFNFOU�KVTU�NFBOU�AXPSL�TQFFE�VQ��m�UIBU�JT�
NPSF�XPSL�GPS�MFTT�QBZ��5BZMPS�XBT�BEBNBOU�UIBU�BGUFS�UIF�JNQMFNFOUBUJPO�PG�IJT�NFUIPET�
XPSLFST�XPVME�CF�SFXBSEFE�CZ�MBSHF�QBZ�JODSFBTFT�BOE�NBOBHFST�XPVME�TFDVSF�IJHIFS�QSP-
EVDUJWJUZ�BOE�QSPGJUT��4PNFUJNFT�XPSLFST�DPNQMBJOFE�BCPVU�UIF�JOFRVBMJUZ�PG�QBZ�JODSFBTFT�
TVDI�BT�XIFO�B�����QFS�DFOU�QSPEVDUJWJUZ�JODSFBTF�SFTVMUFE�JO�B����QFS�DFOU�QBZ�JODSFBTF��
5BZMPS�BSHVFE�UIBU�IJT�BQQSPBDI�FOBCMFE�QFPQMF�UP�EP�NPSF�XPSL�JO�MFTT�UJNF�VTJOH�MFTT�
FGGPSU�CFDBVTF�PG�UIF�NPSF�FGGJDJFOU�QIZTJDBM�NPWFNFOUT��4JODF�UIFZ�XFSF�FYQFOEJOH�MFTT�
FGGPSU�UIJT�IBE�UP�CF�UBLFO�JOUP�BDDPVOU�XIFO�DBMDVMBUJOH�UIFJS�XBHF�JODSFBTFT��5IF�FGGJ-
DJFODZ�TBWJOHT�BMTP�MFE�UP�UIF�SFRVJSFNFOU�GPS�GFXFS�XPSLFST��8PVME�FYJTUJOH�XPSLFST�CF�
SFEFQMPZFE�PS�NBEF�SFEVOEBOU �*O�MBUFS�ZFBST�UIF�VOJPOT�CFDBNF�SFDPODJMFE�XJUI�XPSL�
TUVEZ�BOE�BDDFQUFE�JU�FTQFDJBMMZ�JG�GJOBODJBM�CFOFGJUT�GPMMPXFE�

Call centres
$BMM�DFOUSFT�IBWF�CFFO�FYUFOTJWFMZ�TUVEJFE�CFDBVTF�UIFZ�QPTTFTT�NBOZ�GFBUVSFT�PG�5BZMPSJTU�
XPSL�EFTJHO��3FTFBSDIFST�IBWF�GPVOE�XPSL�JO�DBMM�DFOUSFT�UP�CF�QSFTTVSJ[FE�BOE�IJHIMZ�
QBDFE�TUPLFE�CZ�NBOBHFNFOU�T�QSFPDDVQBUJPO�XJUI�DPTU�NJOJNJ[BUJPO�BOE�QSPEVDUJWJUZ�
NBYJNJ[BUJPO��.PTU�PG�UIF�KPCT�XFSF�OBSSPXMZ�EFGJOFE�BOE�DMPTFMZ�NPOJUPSFE��5IF�UJNF�
EVSBUJPO�PG�FBDI�DBMM�UBLFO�UIF�DPOUFOU�PG�UIF�DPOWFSTBUJPO�XJUI�FBDI�DVTUPNFS�BOE�UIF�
BEWJDF�UP�CF�HJWFO�XFSF�BMM�DMPTFMZ�QSFTDSJCFE�

5IFSF�XBT�B�IJHI�MFWFM�PG�UBTL�GSBHNFOUBUJPO�TDSJQUJOH�BOE�DBMM�TUSFBNJOH��.PTU�PQFSB-
UPST�XFSF�USBJOFE�UP�EFBM�XJUI�KVTU�POF�BTQFDU�PG�JODPNJOH�QIPOF�FORVJSJFT��4UBGG�XFSF�GPSDF�
GFE�B�EJFU�PG�TUBOEBSEJ[FE�DBMMT�CZ�BVUPNBUJD�TZTUFNT�UIBU�NBUDIFE�FNQMPZFFT��TLJMM�TFUT��

initiative and 
incentive system a 
form of job design in 
which management 
gives workers a task 
to perform; provides 
them with the financial 
incentive to complete it, 
but then leaves them to 
use their own initiative 
as to how they will 
perform it.

Pig iron handlers at the Bethlehem Steel Works
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#Z�QBDLBHJOH�LOPXMFEHF�GPS�SBQJE�BTTJNJMBUJPO�EVSJOH�USBJOJOH�DBMM�DFOUSF�GJSNT�DPVME�USBJO�
OFX�SFDSVJUT�BOE�QMVH�UIFN�JOUP�UIF�TZTUFN�JO�UIF�TIPSUFTU�QPTTJCMF�UJNF��#VSFBVDSBUJD�TVQ-
QPSU�TZTUFNT�PQFSBUFE�UP�QPMJDF�BEIFSFODF�UP�UIF�TDSJQUT�BOE�XPSL�UBSHFUT��5FBNT�XJUIJO�DBMM�
DFOUSFT�SFTFNCMF�NBOVGBDUVSJOH�JOEVTUSZ�MFBO�QSPEVDUJPO�UFBNT�	5BZMPS�FU�BM��������5BZMPS�
BOE�#BJO�������&MMJT�BOE�5BZMPS�����
�
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The quantified workplace
The surveillance of workers, through the use of hierar-
chies of authority and close supervision, was one of 
Taylor’s five principles. Today, employee behaviour can 
be tracked at a level of detail that Taylor would not have 
believed possible. The computers such as those at the 
Evolv company in San Francisco know, in real time, why 
employees were hired, how productive they are, and can 
even follow them to a new job. Evolv analyses more than 
half a billion ‘employee data points’ across 13 countries, 
seeking to identify patterns across companies and indus-
tries. These data points range from how often employees 
interact with their supervisors to how long it takes them 
to get to the office. This company is a leader in the grow-
ing ‘quantified workplace’ movement. Big data analyt-
ics measure how people work, and claim to be able to 
improve productivity.

Steelcase puts sensors in office furniture and buildings 
to see how workers interact. Rather than just focusing 
on junior workers on the call centre floor, this company 
sees opportunities in creative departments and even in 
boardrooms where staff time is far more expensive and 

where efficiency improvements can have a disproportion-
ally large effect on the company. Sensors have become so 
cheap that they can now be put everywhere. Workplace 
quantification advocates favour placing them in work-
spaces where culture clashes occur – for example, in 
cross-border teams and post-merger groups. Polycom, a 
video conferencing company, used its monitoring tech-
nology to discover that a group in one continent did not 
understand a team in another.

Fitbits on your wrist, badges embedded with sensor 
technology, and other wearable devices on your person, 
together allow your company to track you for 24 hours a 
day, gathering data on your sleep quality, heart rate, stress, 
fatigue level, location and web browsing habits. Profusion, a 
data science consultancy, tracked 171 metrics of 31 staff for 
ten days. They found they could group employees into clus-
ters (‘busy and coping’ or ‘irritated and unsettled’). Currently 
devices are being used to make the workforce healthier, 
safer and more productive. In the future, management may 
have dashboards showing real-time employee biometrics 
that are indicators of their performance.
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458 Chapter 14 Work design

&NQMPZFFT�BSF�HFOFSBMMZ�VOBXBSF�PG�IPX�NVDI�QFSTPOBM�JOGPSNBUJPO�XIJDI�UIFZ�XPVME�
DPOTJEFS�UP�CF�QSJWBUF�JT�BMSFBEZ�CFJOH�DPMMFDUFE�BOE�BOBMZTFE�CZ�UIFJS�NBOBHFST�BOE�VTFE�
UP�HVJEF�TUBGG�TFMFDUJPO�BOE�UIF�NBOBHFNFOU�PG�KPC�QFSGPSNBODF��'PS�FYBNQMF�UIFJS�FNBJMT�
BOE�JOTUBOU�NFTTBHFT�BSF�SPVUJOFMZ�NPOJUPSFE�BOE�UIFJS�XPSL�DPNQVUFS�BOE�TNBSUQIPOF�
BSF�BDDFTTFE�CZ�UIFJS�CPTTFT��/P�FNQMPZFF�IBT�FWFS�XPO�BO�JOWBTJPO�PG�QSJWBDZ�DBTF�CBTFE�
PO�BO�FNQMPZFS�NPOJUPSJOH�UIFJS�DPNQVUFS��8IFUIFS�FNQMPZFF�NPOJUPSJOH�UFDIOPMPHZ�IBT�
B�QPTJUJWF�PS�OFHBUJWF�FGGFDU�EFQFOET�PO�UIF�DPNQBOZ�DVMUVSF��"�64�QSPGFTTPS�XIP�VTFT�EBUB�
GSPN�&WPMW�BOE�TJNJMBS�DPNQBOJFT�UP�TUVEZ�XPSLQMBDF�CFIBWJPVS�CFMJFWFT�UIBU�DPOTUBOU�
NPOJUPSJOH�TJHOBMT�B�ATDBSZ�JNBHF�GPS�UIF�GVUVSF��BOE�DPVME�EBNBHF�XPSLQMBDF�SFMBUJPOTIJQT�
	,VDIMFS�������,BU[�������0�$POOPS�����
�

Video case: wearables at work

This eight-minute Financial Times video discusses the increases in employee monitoring 
 facilitated by new technology. For the company: What are the problems of obtaining reli-
able  personal data using Fitbit and similar devices? What are the practical, moral and legal 
problems using this personal employee data? For you: Would you be willing wear a workplace 
wearable and share your sleep data with your boss? Would you trust your employer not to use 
the data against you?

Criticisms of Taylorism
$SJUJDT�PG�TDJFOUJGJD�NBOBHFNFOU�IBWF�BSHVFE�UIBU�

��� *U�BTTVNFE�UIBU�UIF�NPUJWBUJPO�PG�UIF�FNQMPZFF�XBT�UP�TFDVSF�UIF�NBYJNVN�FBSOJOHT�GPS�
UIF�FGGPSU�FYQFOEFE��*U�OFHMFDUFE�UIF�JNQPSUBODF�PG�PUIFS�SFXBSET�GSPN�XPSL�	BDIJFWF-
NFOU�KPC�TBUJTGBDUJPO�SFDPHOJUJPO
�XIJDI�MBUFS�SFTFBSDI�TUVEJFT�GPVOE�UP�CF�BT�JNQPSUBOU�

��� *U�OFHMFDUFE�UIF�TVCKFDUJWF�TJEF�PG�XPSL�m�UIF�QFSTPOBM�BOE�JOUFSBDUJPOBM�BTQFDUT�PG�QFSGPS-
NBODF�UIF�NFBOJOHT�UIBU�FNQMPZFFT�HJWF�UP�XPSL�BOE�UIF�TJHOJGJDBODF�UP�UIFN�PG�UIFJS�
TPDJBM�SFMBUJPOTIJQT�BU�XPSL�

��� *U�GBJMFE�UP�BQQSFDJBUF�UIF�SFBDUJPOT�PG�XPSLFST�UP�OFX�QSPDFEVSFT�BOE�UP�CFJOH�UJNFE�BOE�
DMPTFMZ�TVQFSWJTFE�

��� *U�IBE�BO�JOBEFRVBUF�VOEFSTUBOEJOH�PG�IPX�JOEJWJEVBM�JODFOUJWFT�XFSF�BGGFDUFE�CZ�BO�
FNQMPZFF�T�JNNFEJBUF�XPSL�HSPVQ��5BZMPS�EJE�BUUSJCVUF�AVOEFSXPSLJOH��UP�HSPVQ�QSFT-
TVSFT�CVU�NJTVOEFSTUPPE�UIF�XBZ�JO�XIJDI�UIFTF�XPSLFE��)F�GBJMFE�UP�TFF�UIBU�UIFTF�QSFT-
TVSFT�NJHIU�KVTU�BT�FBTJMZ�LFFQ�QSPEVDUJPO�BOE�NPSBMF�VQ�BT�EPXO�

��� *U�JHOPSFE�UIF�QTZDIPMPHJDBM�OFFET�BOE�DBQBCJMJUJFT�PG�XPSLFST��5IF�POF�CFTU�XBZ�PG�
EPJOH�B�KPC�XBT�DIPTFO�XJUI�UIF�NFDIBOJTUJD�DSJUFSJB�PG�TQFFE�BOE�PVUQVU��5IF�JNQPTJ-
UJPO�PG�B�VOJGPSN�NBOOFS�PG�XPSL�DBO�CPUI�EFTUSPZ�JOEJWJEVBMJUZ�BOE�DBVTF�PUIFS�QTZDIP-
MPHJDBM�QSPCMFNT�

��� *U�IBE�UPP�TJNQMF�BO�BQQSPBDI�UP�UIF�RVFTUJPO�PG�QSPEVDUJWJUZ�BOE�NPSBMF��*U�TPVHIU�UP�
LFFQ�CPUI�PG�UIFTF�VQ�FYDMVTJWFMZ�CZ�FDPOPNJD�SFXBSET�BOE�QVOJTINFOUT��)PXFWFS�UIF�
GBUJHVF�TUVEJFT�PG�-JMMJBO�(JMCSFUI�EVSJOH�UIF�����T�EJE�TJHOBM�UIF�CFHJOOJOHT�PG�B�XJEFS�
BQQSFDJBUJPO�PG�UIF�SFMFWBOU�GBDUPST�UIBU�IBE�CFFO�JHOPSFE�CZ�5BZMPS�

Taylorism in today’s HMRC
Bob Carter and his colleagues (2011, 2013) investi-
gated clerical work in the ‘back offices’ of Her Majesty’s 
Revenue and Customs (HMRC) tax processing centres in 
the UK. They studied 840 frontline staff who had expe-
rienced the application of Taylorism, in the form of lean 

production (Toyotaism). This impacted on their organiza-
tion and control of their work; discretion over their task 
performance; their degree of skill utilization; and the 
intensity of their work effort. The HMRC had redesigned 
the work to be completed more efficiently with fewer 
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staff. Time-and-motion techniques were used to appro-
priate and codify workers’ tacit knowledge into written 
operating procedures and to generate optimum work 
cycle time targets for individuals and teams.

Originally, staff had operated a system of ‘whole-case 
working’ where an administrative officer would deal with 
all aspects of a tax return – answer phone calls related 
to it; deal with all its correspondence; ensure compli-
ance with regulations and standards; and complete the 
job to its conclusion. The targets for work output were 
the norms of how much work could be completed daily 
or weekly. Staff enjoyed sufficient autonomy to man-
age their own workloads within broad parameters. 
Subsequently, HMRC management introduced a process 
of work rationalization to increase labour utilization and 
productivity rates. This involved task fragmentation with 
core responsibilities being separated out and assigned 
to specialist offices. Thus some offices become solely 
responsible for particular parts of the work process, 
e.g. for corresponding with taZ payers or for dealing with 
phone calls. They dealt with nothing else.

The previously relaxed and relatively high-trust form 
of work organization was abandoned in the interests of 
work discipline and flow line efficiency. The lean man-
agement concept of ‘value-streaming’ was implemented 
in which each worker was assigned responsibility for a 
single, fragmented task which had been strictly defined 
by standard operating procedures. The job itself (process-
ing a tax return), was expected to flow efficiently from 
worker to worker, in an assembly line fashion. These 
changes to work organization were accompanied by 
the introduction of set hourly output targets and sys-
tematic monitoring of employees’ performances. These 
targets varied from six items an hour for tax letters, to  
80 items an hour for opening tax cases. The targets were 
announced at the start of each shift by line managers, 
who then patrolled the offices, monitoring individual 
worker performance, and updated the targets and staff 
performances on white boards, on an hourly basis. Staff 
who failed to meet minimum standards were disciplined. 
Most staff found this new control system degrading and 
oppressive (Carter et al., 2011, 2013).

Stop and tHink

You have travelled back through time and are able to meet Taylor. What three 
things would you congratulate him for, and what three things would you criticize 
him for?

Taylorism in the orchestra
Here is the way in which a Taylorist industrial engineer 
might report a symphony concert.

For considerable periods the four oboe players had 
nothing to do. The number should be reduced and the 
work spread more evenly over the whole concert, thus 
eliminating peaks and valleys of activity. All the twelve 
violins were playing identical notes, this seems unnec-
essary duplication. The staff of this section should be 
drastically cut. If a larger volume of sound is required, 
it could be obtained by means of electronic apparatus. 
Much effort was absorbed in the playing of demisemi-
quavers; this seems to be an unnecessary refinement. 
It is recommended that all notes be rounded up to 
the nearest semiquaver. If this were done, it would 
be possible to use trainees and lower grade operatives 
more extensively.

There seems to be too much repetition of some 
musical passages. Scores should be drastically pruned. 
No useful purpose is served by repeating on the horns 
something which has already been handled by the 

strings. It is estimated that if all redundant passages 
were eliminated the whole concert time of 2 hours 
could be reduced to 20 minutes and there would be 
no need for an intermission. In many cases the opera-
tors were using one hand for holding the instrument, 
whereas the introduction of a fixture would have ten-
dered the idle hand available for other work. Also, it 
was noted that excessive effort was being used occa-
sionally by the players of wind instruments, whereas 
one compressor could supply adequate air for all 
instruments under more accurately controlled condi-
tions. Finally, obsolescence of equipment is another 
matter into which it is suggested further investigation 
could be made, as it was reported in the programme 
that the leading violinist’s instrument was already sev-
eral hundred years old. If normal depreciation sched-
ules had been applied, the value of this instrument 
would have been reduced to zero and purchase of 
more modern equipment could then have been con-
sidered. (Fulmer and Herbert, 1974, p.27)
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Development of Taylorism

Contributions of the Gilbreths
'SBOL�#VOLFS�(JMCSFUI�T�CBDLHSPVOE�SFTFNCMFE�5BZMPS�T�JO�UIBU�CPUI�XFSF�QSBDUJTJOH�FOHJ-
OFFST�BOE�NBOBHFST��(JMCSFUI�T�FYQFSJFODF�XBT�JO�UIF�DPOTUSVDUJPO�JOEVTUSZ�BOE�IJT�NPTU�
GBNPVT�FYQFSJNFOUT�JOWPMWFE�CSJDLMBZFST��)F�SFGJOFE�UIF�UFDIOJRVFT�GPS�NFBTVSJOH�XPSL�
XIJMF�IJT�XJGF�-JMMJBO�B�USBJOFE�QTZDIPMPHJTU�GPDVTFE�PO�UIF�IVNBO�BTQFDUT�PG�XPSL��
5PHFUIFS�UIFZ�DPOUSJCVUFE�JO�UISFF�NBJO�XBZT�

r� Motion study��5IJT�SFGFST�UP�UIF�JOWFTUJHBUJPO�BOE�DMBTTJGJDBUJPO�PG�UIF�CBTJD�NPUJPOT�PG�
UIF�CPEZ��5BZMPS�IBE�MPPLFE�NBJOMZ�BU�UJNF�BOE�IBE�OPU�GPDVTFE�BT�DMPTFMZ�PO�NPUJPOT��
(JMCSFUI�SFDUJGJFE�UIJT�PNJTTJPO�BOE�IJT�JEFBT�XFSF�QVCMJTIFE�JO�IJT�CPPL�Motion Study�
JO�������5P�TUVEZ�BOE�JNQSPWF�XPSLFST��CPEZ�NPWFNFOUT�(JMCSFUI�BUUBDIFE�TNBMM�FMFD-
USJD�MBNQT�UP�XPSLFST��IBOET�BOE�MFGU�UIF�DBNFSB�MFOT�MFGU�PQFO�UP�USBDL�UIFJS�DIBOHJOH�
QPTJUJPOT�DSFBUJOH�chronocyclegraphic�QIPUPHSBQIT�TIPXJOH�UIFJS�NPUJPO�QBUIT��)F�BMTP�
VTFE�motion picture cameras�UP�SFDPSE�XPSLFST��NPUJPOT�BOE�UJNFT�TJNVMUBOFPVTMZ�

r� Therbligs��*O�IJT�FYQFSJNFOUT�UIF�FMFNFOUBSZ�CPEZ�NPWFNFOU�XBT�DPOTJEFSFE�UP�CF�UIF�
CVJMEJOH�CMPDL�PG�FWFSZ�XPSL�BDUJWJUZ��(JMCSFUI�EFWFMPQFE�B�TZTUFN�GPS�OPUJOH�TVDI�NPWF-
NFOUT�FBDI�XJUI�JUT�PXO�TZNCPM�BOE�DPMPVS��5IFTF�IF�DBMMFE�AUIFSCMJHT��m�B�WBSJBUJPO�PG�
IJT�OBNF�TQFMU�CBDLXBSET��-JLF�EBODF�BMM�UIF�NPWFNFOUT�PG�UIF�XPSLFS�T�CPEZ�QFSGPSN-
JOH�B�QBSUJDVMBS�UBTL�XFSF�OPUFE�EPXO�VTJOH�UIF�UIFSCMJH�OPUBUJPO�	TFF�CFMPX
��3FNPWF�
BO�VOOFDFTTBSZ�UIFSCMJH�PS�UXP�BOE�FGGJDJFODZ�JNQSPWFT�BOE�QSPEVDUJWJUZ�SJTFT��*O�BEEJ-
UJPO�(JMCSFUI�EFWFMPQFE�B�TUBOEBSE�UJNF�GPS�FBDI�KPC�FMFNFOU�UIFSFCZ�DPNCJOJOH�UJNF�

symbol name

search

find

select

group

bold

transport loaded

position

assemble

use

disassemble

inspect

preposition

release load

transport empty

rest for overcoming fatigue

unavoidable delay

avoidable delay

plan

colour

black

grey

light grey

red

gold ochre

green

blue

violet

purple

light violet

burnt ochre

pale blue

carmine red

olive green

orange

yellow

lemon yellow

brown

Therblig symbols and colours
Source: Developments in Management Thought, Heinemann (Pollard, H.R. 1974).

Lillian Moller 
Gilbreth  
(1878–1972) 
and Frank 
Bunker Gilbreth 
(1868–1924)

M14_BUCH2881_09_SE_C14.indd   460 07/27/16   10:42 AM



 Development of Taylorism 461

TUVEZ�XJUI�NPUJPO�TUVEZ��Time-and-motion studies�BSF�DPOEVDUFE�UP�UIJT�EBZ�BOE�BSF�
VTFE�UP�JNQSPWF�PDDVQBUJPOBM�IFBMUI�JODSFBTF�QSPEVDUJWJUZ�BOE�EFTJHO�XBHF�QBZNFOUT�
TZTUFNT�XIPTF�VOJWFSTBM�BQQMJDBUJPO�(JMCSFUI�BEWPDBUFE�

r� Fatigue study��-JMMJBO�(JMCSFUI�T�XPSL�DPNQMFNFOUFE�IFS�IVTCBOE�T��4IF�TUVEJFE�NPUJPOT�
UP�FMJNJOBUF�VOOFDFTTBSZ�BOE�XBTUFGVM�BDUJPOT�TP�BT�UP�SFEVDF�UIF�GBUJHVF�FYQFSJFODFE�CZ�
XPSLFST��4JODF�BMM�XPSL�QSPEVDFE�GBUJHVF�GPS�XIJDI�UIF�SFNFEZ�XBT�SFTU�IFS�BJN�XBT�UP�
GJOE�UIF�CFTU�NJYUVSF�PG�XPSL�BOE�SFTU�UP�NBYJNJ[F�QSPEVDUJWJUZ��5P�EP�UIJT�TIF�GPDVTFE�
PO�UIF�UPUBM�XPSLJOH�FOWJSPONFOU�BOE�OPU�KVTU�PO�TFMFDUJOH�GJSTU�DMBTT�XPSLFST�BT�5BZ-
MPS�IBE�EPOF��4IF�TUVEJFE�KPCT�UP�FMJNJOBUF�GBUJHVF�QSPEVDJOH�FMFNFOUT��5PHFUIFS�UIF�
(JMCSFUIT�TIPSUFOFE�UIF�XPSLJOH�EBZ��JOUSPEVDFE�SFTU�QFSJPET�BOE�DIBJST��BOE�JOTUJUVUFE�
IPMJEBZT�XJUI�QBZ�	(JMCSFUI�BOE�(JMCSFUI�����
�

time-and-
motion studies 
measurement and 
recording techniques 
used to make work 
operations more 
efficient.
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Micromotion studies and chronocyclegraphic models

Stop and dRink

Order a glass of coke.

Start position: Sitting at table

Movement 1: Hand to glass (2 seconds)

Movement 2: Grip glass (0.5 seconds)

Movement 3: Lift to horizontal (1 second)

Movement 4: Lift to lips (1 second)

Movement 5: Swallow 0.05 litres of drink (2 seconds)

Movement 6: More arm to horizontal (1 second)

Movement 7: Move glass to table (1 second)

Movement 8: Release grip on glass (0.5 seconds)

Movement 9: Belch (1 second)

End position: Sitting at table

Total time for operation: 10 seconds

Go to your local café with a friend and a stopwatch, and check the above timings.

Adapted from Grey (2009, pp.37–8)
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462 Chapter 14 Work design

Physiolytics – twenty-first century time-and-motion studies
Physiolytics refers to the practice of linking wearable 
computing devices with data analysis and quantified 
feedback to improve performance. James Wilson (2013) 
argued that the emerging field of physiolytics is creating 
a twenty-first-century version of Frederick Taylor’s time-
and-motion studies. Physiolytics grew out of innovations 
in wearable technologies such as sensors in shoes (e.g. 
Nike+ used by runners to monitor distance and speed) 
and smart bracelets (e.g. BodyMedia’s FIT). While Taylor 
examined iron workers individually to obtain generaliz-
able insights, physiolytics goes much further and offers 
two types of ‘scientific management’ analyses for com-
pany mangers.

Quantifying movements within physical 
work environments
This analysis is most similar to Taylor’s original work in 
that it focuses on people’s movements in various work 
settings. At a distribution centre in Ireland, Tesco work-
ers move among 87 aisles of three-storey shelves. They 
wear armbands that track the goods they are gathering. 
A 2.8-inch display provides analytical feedback, verifying 
the correct fulfilment of an order or nudging a worker 
whose order is incomplete. Begun in 2004 by Tesco, 
its wearables programme operates in its 300 UK loca-
tions. Between 2007 and 2012, the number of full-time 
employees required to run a 40,000-square-foot store 
fell by 18 per cent. Taylor would have been proud. Man-
agers and shareholders are pleased but workers have 
complained about the surveillance and the fact that the 
system only measures speed and not quality of work.

Working with information more efficiently
This analysis makes knowledge work more efficient by 
analysing the time and motions required to perform 
a process. Its primary aim is to help employees work 
smarter, which itself leads to increased efficiency. From 
the 1990s, Bell Canada equipped its phone techni-
cians with wrist-worn PCs, allowing them to enter data 
from repair sites without walking back to the comput-
ers in their trucks, saving them an hour a day. The US 
industrial engineering firm Schneider gave its field engi-
neers belt-mounted voice-activated computers, boosting 
their efficiency by 150 per cent. In 2002, OHS, a British 
 asbestos-remediation firm, equipped its inspectors with 
belt-mounted computers which contained building blue-
prints and generated suggestions for navigating rooms 
efficiently to identify likely trouble spots. This reduced site 
visit times by 25 per cent, saving each surveyor 480 man-
hours a year.

On average, mobile workers check their smart phones 
more than 150 times daily. Each check takes about 
��  seconds and typically reSuires a seSuence of movements 
(type in password, choose app, enter data). Wearables will 
replace those steps with microinteractions – simple, time-
saving gestures. Microsoft is developing armbands that 
will project keyboards and displays onto wearers’ wrists, 
obviating the need to fumble with a smartphone. In the 
near future, predictive feedback based on a wearer’s 
movements, through informational and physical contexts, 
will be an integral part of these tools. By analysing where 
you are and where you’re going, apps will offer contextual 
data before you ask for it, eliminating search time.

Gantt’s contributions
*O������)FOSZ�-BVSFODF�(BOUU�KPJOFE�UIF�.JEWBMF�4UFFM�$PNQBOZ�BOE�CFDBNF�BO�BTTJTUBOU�
UP�UIF�DPNQBOZ�T�DIJFG�FOHJOFFS�m�'�8��5BZMPS��(BOUU�TVQQPSUFE�5BZMPS�T�BQQSPBDI�CVU�
IVNBOJ[FE�TDJFOUJGJD�NBOBHFNFOU�UP�NBLF�JU�NPSF�BDDFQUBCMF�	(BOU�����
��)F�UFNQFSFE�
5BZMPS�T�XPSL�XJUI�HSFBUFS�JOTJHIU�JOUP�IVNBO�QTZDIPMPHZ�BOE�TUSFTTFE�NFUIPE�PWFS�NFBT-
VSFNFOU��)F�CFMJFWFE�UIBU�5BZMPS�T�VTF�PG�JODFOUJWFT�XBT�UPP�QVOJUJWF�BOE�MBDLFE�TFOTJUJWJUZ�
UP�UIF�QTZDIPMPHJDBM�OFFET�PG�UIF�XPSLFST��)F�CFMJFWFE�JO�DPOTJEFSBUJPO�GPS�BOE�GBJS�EFBM-
JOHT�XJUI�FNQMPZFFT�BOE�GFMU�UIBU�TDJFOUJGJD�NBOBHFNFOU�XBT�CFJOH�VTFE�BT�BO�PQQSFTTJWF�
JOTUSVNFOU�CZ�UIF�VOTDSVQVMPVT��)F�NBEF�UISFF�NBKPS�DPOUSJCVUJPOT�

r� Best-known-way-at-present��(BOUU�T�TZTUFN�XBT�CBTFE�PO�EFUBJMFE�JOTUSVDUJPO�DBSET�JO�
UIF�CFTU�TDJFOUJGJD�NBOBHFNFOU�USBEJUJPO��)PXFWFS�IF�SFQMBDFE�5BZMPS�T�APOF�CFTU�XBZ��
XJUI�IJT�PXO�ACFTU�LOPXO�XBZ�BU�QSFTFOU���5IJT�JOWPMWFE�B�NVDI�MFTT�EFUBJMFE�BOBMZTJT�PG�
KPCT�UIBO�5BZMPS�IBE�TVHHFTUFE�

r� Task-and-bonus payment scheme��)F�SFQMBDFE�5BZMPS�T�QJFDF�SBUF�XBHF�TZTUFN�XJUI�IJT�
PXO�UBTL�BOE�CPOVT�TDIFNF��&BDI�XPSLFS�XBT�TFU�B�UBTL�SFDFJWFE�B�TFU�EBZ�SBUF�BOE�BO�
BEEJUJPOBM���m���QFS�DFOU�CPOVT�
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r� ‘Gantt Chart’��)F�EFWFMPQFE�B�CBS�DIBSU�VTFE�GPS�TDIFEVMJOH�	J�F��QMBOOJOH
�BOE�DPPSEJ-
OBUJOH�UIF�XPSL�PG�EJGGFSFOU�EFQBSUNFOUT�PS�QMBOUT��)JT�DIBSU�EFQJDUFE�RVBOUJUJFT�PSEFSFE�
XPSL�QSPHSFTT�BOE�RVBOUJUJFT�JTTVFE�GSPN�TUPSF��"MUIPVHI�IF�OFWFS�QBUFOUFE�JU�JU�JT�TUJMM�
JO�VTF�UPEBZ�BOE�CFBST�IJT�OBNF�	'JHVSF�����
�

2016

1 Feasibility testing

2 Market research

3 Product design

4 Market planning

5 Production planning

6 Financial planning

7 Final testing

8 Production and
   introduction of
   product

2017 2018 2019

Figure 14.1: Gantt chart for new product development plan beginning 2016

Fordism
#Z������UIF�OBNF�PG�)FOSZ�'PSE�IBE�CFDPNF�TZOPOZNPVT�OPU�POMZ�XJUI�IJT�.PEFM�5�NPUPS�
DBS�CVU�BMTP�XJUI�IJT�SFWPMVUJPOBSZ�UFDIOJRVFT�PG�NBTT�QSPEVDJOH�JU��)F�NPWFE�PO�GSPN�UIF�
NFDIBOJ[BUJPO�BOE�SBUJPOBMJ[BUJPO�PG�XPSL�PO�UIF�JOEJWJEVBM�XPSL�QJFDF�PS�PCKFDU�QJPOFFSFE�
CZ�5BZMPS�UP�NFDIBOJ[JOH�UIF�GMPX�PG�PCKFDUT�CFUXFFO�XPSLFST��5IF�QSPDFTT�CZ�XIJDI�UIJT�
XBT�EPOF�JT�LOPXO�BT�Fordism��*O�UIJT�TFOTF�'PSEJTN�JT�EJTUJOHVJTIBCMF�GSPN�5BZMPSJTN�JO�
UIBU�JU�SFQSFTFOUT�B�GPSN�PG�XPSL�PSHBOJ[BUJPO�EFTJHOFE�GPS�FGGJDJFOU�NBTT�QSPEVDUJPO�

'PSE�FTUBCMJTIFE�IJT�DPNQBOZ�JO�������*O�UIF�����T�JU�XBT�TLJMMFE�DSBGUTNFO�XIP�CVJMU�
NPUPS�DBST��'PSE�DMBJNFE�UIBU�UIFSF�XFSF�OPU�FOPVHI�PG�UIFN�UP�NFFU�UIF�MFWFM�PG�DBS�QSP-
EVDUJPO�UIBU�IF�XBOUFE�BOE�UIBU�XBT�XIZ�JO�IJT�WJFX�UIF�EFTLJMMJOH�PG�XPSL�XBT�OFDFT-
TBSZ��0UIFST�BSHVF�UIBU�EFTLJMMJOH�NBEF�MBCPVS�FBTJFS�UP�DPOUSPM�BOE�SFQMBDF��'PSE�T�HPBM�
XBT�ADPOUJOVPVT�JNQSPWFNFOU��SBUIFS�UIBO�UIF�APOF�CFTU�XBZ���)JT�PCKFDUJWF�XBT�UP�JODSFBTF�
IJT�DPOUSPM�CZ�SFEVDJOH�PS�FMJNJOBUJOH�VODFSUBJOUZ�	'PSE�BOE�$SPXUIFS�����
��"NPOH�IJT�
NBKPS�JOOPWBUJPOT�XFSF�

r� TZTUFNBUJD�BOBMZTJT�PG�BMM�KPCT�VTJOH�UJNF�BOE�NPUJPO�UFDIOJRVFT�

r� JOTUBMMBUJPO�PG�TJOHMF�QVSQPTF�NBDIJOF�UPPMT�UP�NBOVGBDUVSF�TUBOEBSEJ[FE�QBSUT�

r� JOUSPEVDUJPO�PG�UIF�NFDIBOJ[FE�BTTFNCMZ�MJOF�

Analysing jobs
'PSE�BQQMJFE�UIF�QSJODJQMFT�PG�TDJFOUJGJD�NBOBHFNFOU�UP�SFNPWF�XBTUF�BOE�JOFGGJDJFODZ��)F�
FTUBCMJTIFE�B�.PUJPO�1JDUVSF�%FQBSUNFOU�UIBU�GJMNFE�XPSL�NFUIPET�JO�EJGGFSFOU�JOEVTUSJFT�
TP�BT�UP�MFBSO�GSPN�UIFN��)F�BQQMJFE�UIF�QSJODJQMFT�PG�XPSL�SBUJPOBMJ[BUJPO��&NQMPZFFT�
XFSF�BMMPDBUFE�TJNQMF�UBTLT�BMM�PG�XIJDI�IBE�CFFO�DBSFGVMMZ�EFTJHOFE�UP�FOTVSF�NBYJNVN�
FGGJDJFODZ��'PSE�T�BQQSPBDI�XBT�FOUJSFMZ�FYQFSJNFOUBM�WFSZ�QSBHNBUJD�BOE�BMXBZT�PQFO�UP�
JNQSPWFNFOUT�m�USZ�JU�NPEJGZ�JU�USZ�JU�BHBJO�LFFQ�PO�VOUJM�JU�T�SJHIU��5IF�'PSE�NFDIBOJD�
PSJHJOBMMZ�B�TLJMMFE�DSBGUTNBO�CFDBNF�BO�BTTFNCMFS�XIP�UFOEFE�IJT�NBDIJOF�POMZ�QFSGPSN-
JOH�MPX�HSBEF�UBTLT��'PS�FYBNQMF�UIF�XIFFMXSJHIU�T�KPC�XBT�EJWJEFE�JOUP�BMNPTU�����PQFSB-
UJPOT�FBDI�QFSGPSNFE�CZ�B�EJGGFSFOU�NBO�VTJOH�TQFDJBMJ[FE�FRVJQNFOU�

Fordism a form of 
work design that applies 
scientific management 
principles to workers’ 
jobs; the installation of 
single purpose machine 
tools to manufacture 
standardized parts; and 
the introduction of the 
mechanized assembly 
line.

Henry Ford  
(1863–1947)
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464 Chapter 14 Work design

Installation of single-purpose machine tools to produce 
standardized parts
'PSE�VTFE�SJHJE�BOE�IFBWZ�NBDIJOF�UPPMT�DBSCPO�BMMPZ�TUFFM�UPPMT�BOE�VOJWFSTBM�HSJOEJOH�
NBDIJOFT��5IJT�FOTVSFE�UIBU�FBDI�QBSU�XBT�FYBDUMZ�MJLF�UIF�OFYU�BOE�IFODF�JOUFSDIBOHF-
BCMF��5IJT�GBDJMJUBUFE�UIF�EJWJTJPO�PG�MBCPVS�BOE�JODSFBTFE�DFSUBJOUZ��5IF�TJOHMF�QVSQPTF�
NBDIJOFT�UIBU�IF�EFTJHOFE�GPS�IJT�GBDUPSZ�XFSF�DBMMFE�AGBSNFS�NBDIJOFT��CFDBVTF�GBSN�CPZT�
DPNJOH�PGG�UIF�MBOE�DPVME�CF�RVJDLMZ�USBJOFE�UP�VTF�UIFN��5IFJS�PQFSBUPST�EJE�OPU�IBWF�UP�
CF�TLJMMFE�KVTU�RVJDL��5IF�TLJMM�XBT�OPX�JODPSQPSBUFE�XJUIJO�UIF�NBDIJOF��5IJT�FMJNJOBUFE�
UIF�OFFE�GPS�TLJMMFE�XPSLFST�BT�BOZCPEZ�DPVME�OPX�BTTFNCMF�BO�BVUPNPCJMF�

Creation of the mechanized assembly line
%FTQJUF�UIF�BGPSFNFOUJPOFE�JOOPWBUJPOT�FNQMPZFFT�DPVME�TUJMM�XPSL�BU�UIFJS�PXO�TQFFE��
*O������JU�TUJMM�UPPL����NJOVUFT�UP�BTTFNCMF�B�DBS��5P�PWFSDPNF�UIJT�QSPCMFN�JOTUFBE�PG�
NPWJOH�UIF�NFO�QBTU�UIF�DBS�UIF�DBS�XBT�NPWFE�QBTU�UIF�NFO��5IF�NFDIBOJ[FE�BTTFNCMZ�
MJOF�JNQPTFE�VQPO�FNQMPZFFT�UIF�XPSLJOH�TQFFE�UIBU�'PSE�XBOUFE��#Z������UIF�QMBOU�
IBE�JOTUBMMFE�B�DPOUJOVPVT�BVUPNBUJD�DPOWFZPS�UIBU�NFU�'PSE�T�UFDIOJDBM�BOE�QIJMPTPQIJ-
DBM�PCKFDUJWFT��5IF�FOHJOFFST�BSSBOHFE�XPSL�JO�B�MPHJDBM�PSEFS��5IF�NBUFSJBMT�BOE�TFNJ��
DPNQMFUFE�QBSUT�QBTTFE�UISPVHI�UIF�QMBOU�UP�XIFSF�UIFZ�XFSF�OFFEFE��5IF�DPOWFZPS�CFMU�
UPPL�SBEJBUPS�QBSUT�UP�BTTFNCMFST�BOE�UIFO�DBSSJFE�UIFJS�XPSL�BXBZ�UP�TPMEFSFST�XIP�GJO-
JTIFE�PGG�UIF�SBEJBUPST�	(BSUNBO�����
�

"GUFS�JOUFHSBUJOH�WBSJPVT�QSPEVDUJPO�QSPDFTTFT�'PSE�T�FOHJOFFST�QSPEVDFE�B�DPOUJOVPVTMZ�
NPWJOH�MJOF�XIJDI�XBT�GFE�CZ�PWFSIFBE�DPOWFZPST��&BDI�XPSLFS�XBT�GFFEJOH�BOE�CFJOH�GFE�
CZ�UIF�BTTFNCMZ�MJOF��*O������XIFO�UIF�.PEFM�5�XBT�JOUSPEVDFE�QSPEVDUJPO�SBO�BU����DBST�
QFS�EBZ��#Z������XIFO�UIF�3JWFS�3PVHF�QMBOU�IBE�CFFO�DPNQMFUFE�EBJMZ�QSPEVDUJPO�IBE�
SFBDIFE������DBST��5IF�TPVSDF�PG�'PSE�T�PSJHJOBM�JEFB�GPS�UIF�BTTFNCMZ�MJOF�JT�EJTQVUFE��4PNF�
TUPSJFT�UFMM�PG�)FOSZ�'PSE�HFUUJOH�UIF�JEFB�BU�BO�BCBUUPJS�XIFSF�CFFG�DBSDBTTFT�TVTQFOEFE�
GSPN�NPWJOH�IPPLT�XFSF�CFJOH�EJTBTTFNCMFE��0UIFS�BDDPVOUT�IBWF�IJN�WJTJUJOH�B�XBUDI�
QMBOU�BOE�TFFJOH�UIF�TUBHFE�BTTFNCMZ�QSPDFTT�PG�UJNFQJFDFT�	$PMMJFS�BOE�)PSPXJU[�����
�

8JUI�B�NFDIBOJ[FE�BTTFNCMZ�MJOF�UIF�QSPEVDU�XFOU�QBTU�UIF�XPSLFS�JOTUFBE�PG�UIF�
XPSLFS�IBWJOH�UP�HP�BSPVOE�UIF�QSPEVDU��*O������)FOSZ�'PSE�FTUJNBUFE�UIBU�UIJT�TBWFE�IJT�
XPSLFST�IBWJOH�UP�XBML����NJMFT�B�ZFBS��*O������BU�B�-JUUMF�$BFTBST��SFTUBVSBOU�JO�4BMU�-BLF�
$JUZ�.BSL�7BEFSP�BO�PQFSBUJPOT�TQFDJBMJTU�FTUJNBUFE�UIBU�PWFS�B�XFFL�FBDI�XPSLFS�USBW-
FMMFE�������ZBSET�NBLJOH�BOE�TFSWJOH�QJ[[BT��)F�SFBSSBOHFE�UIF�TUPSF�CZ�NPWJOH�UIF�GMPVS�
CBHT�BOE�QMBDJOH�UIF�DIFFTF�JO�GSJEHFT�CFMPX�UIF�QJ[[B�NBLJOH�TUBUJPOT�TP�UIBU�XPSLFST�EJE�
OPU�IBWF�UP�NPWF�UP�HSBUF�JU��5IJT�SFTVMUFE�JO�B����QFS�DFOU�SFEVDUJPO�JO�ZBSET�USBWFMMFE�UP�

Aircraft assembly line
Aircraft manufacturers like Boeing and Airbus have 
been seeking ways of speeding up production of their 
planes. In 2014, Boeing and Airbus delivered 723 and 
629 aircraft respectively. However, at the end of that 
year, Boeing had a backlog of orders for 5,789 aircraft 
(an all-time record), and Airbus had a backlog of 6,386 
orders valued at $919.3 billion. At its Renton factory near 
Seattle, Boeing is using Henry Ford’s principles to create a 
lean manufacturing environment that resembles a Toyota 
car plant. Aircraft fuselages come in at one end and are 
hooked onto a moving assembly line. Nose-to-tail, they 
move along at a rate of two inches a minute through 
the final assembly process. Out at the other end, roll off 

complete aircraft with wings, tails, cockpits, toilets, gal-
leys and seats. There are other features of the Toyota 
 system – the visual displays of work in progress, and 
alarms to stop production if a quality problem emerges. 
By using two assembly lines, the current version of its 737 
is being manufactured at a record rate of 37 a month. 
Elizabeth Lund, a director of manufacturing, stated: ‘A 
moving line is the most powerful tool available to identify 
and eliminate waste in a production system … [it] drives 
efficiency throughout the system because it makes prob-
lems visible and creates a sense of urgency to fix the root 
causes of those problems’ (Boeing website, 2006; The 
Economist, 2012; Hollinger, 2015).
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������m�AJG�ZPV�SF�XBMLJOH�BSPVOE�ZPV�SF�OPU�NBLJOH�QJ[[BT��IF�TBJE�B�TUBUFNFOU�XJUI�
XIJDI�)FOSZ�'PSE�XPVME�IBWF�DPODVSSFE�	7BODF�����
�

5BZMPS�T�BNCJUJPO�IBE�BMXBZT�CFFO�UP�SFNPWF�DPOUSPM�PG�UIF�QSPEVDUJPO�QSPDFTT�GSPN�
UIF�XPSLFST�BOE�QMBDF�JU�JOUP�UIF�IBOET�PG�NBOBHFNFOU��6OEFS�'PSEJTN�UIJT�XBT�CSPBEMZ�
BDIJFWFE��'PSE�T�PCKFDUJWF�XBT�UP�BMMPX�VOTPQIJTUJDBUFE�XPSLFST�UP�NBLF�B�TPQIJTUJDBUFE�
QSPEVDU�JO�WPMVNF��)F�TPVHIU�UP�NBLF�IJT�XPSLGPSDF�BT�VOJGPSN�BOE�JOUFSDIBOHFBCMF�
BT�UIF�BVUPNPCJMF�QBSUT�UIBU�UIFZ�IBOEMFE��)F�DSFBUFE�BO�BVUIPSJUBSJBO�XPSL�SFHJNF�XJUI�
DMPTFMZ�NPOJUPSFE�NBDIJOF�QBDFE�TIPSU�DZDMF�VOSFNJUUJOH�UBTLT�

Boeing factory
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First moving assembly line
The photograph below shows men working on the first moving assembly line at Ford’s Highland Park factory, 1913.

First moving assembly line
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466 Chapter 14 Work design

$POUSPM�PWFS�UIF�XPSLFS�XBT�FYFSUFE�UISPVHI�UBTL�TQFDJBMJ[BUJPO�BOE�BTTFNCMZ�MJOF�
XPSLJOH��4VDI�DPOUSPM�XBT�CPUI�JOWJTJCMF�BOE�OPO�DPOGSPOUBUJPOBM��*U�XBT�UIF�TZTUFN�OPU�
UIF�TVQFSWJTPS�UIBU�UPME�UIF�FNQMPZFF�UP�XPSL�GBTUFS��*U�EF�QFSTPOBMJ[FE�UIF�BVUIPSJUZ�SFMB-
UJPOTIJQ�UP�TVDI�B�EFHSFF�UIBU�XPSLFST�XFSF�OP�MPOHFS�BXBSF�UIBU�UIFZ�XFSF�CFJOH�EJSFDUFE��
*O������'PSE�T�3JWFS�3PVHF�QMBOU�JO�%FBSCPSO�PO�UIF�PVUTLJSUT�PG�%FUSPJU�TQSFBE�PWFS������
BDSFT�IBE������NJMMJPO�TRVBSF�GFFU�PG�GMPPS�TQBDF�QPTTFTTFE�����BDSFT�PG�HMBTT�XJOEPXT�
���NJMFT�PG�SBJMXBZ�USBDL�FNQMPZFE��������NFO�BOE�CVJMU���NJMMJPO�DBST�FBDI�ZFBS��-JUUMF�
XPOEFS�UIBU�JU�XBT�DBMMFE�UIF�Cathedral of Industry�

'PSE�T�MFHBDZ�XBT�UXPGPME��'JSTU�IF�DSFBUFE�XIBU�DBNF�UP�CF�EFGJOFE�BT�UIF�DIBSBDUFSJT-
UJDT�PG�mass production�XPSL�

r� NFDIBOJDBM�QBDJOH�PG�XPSL�

r� OP�DIPJDF�PG�UPPMT�PS�NFUIPET�

r� SFQFUJUJWFOFTT�

r� NJOVUF�TVCEJWJTJPO�PG�QSPEVDU�

r� NJOJNVN�TLJMM�SFRVJSFNFOUT�

r� TVSGBDF�NFOUBM�BUUFOUJPO�

mass production a 
form of work design 
that includes mechanical 
pacing of work, no 
choice of tools or 
methods, repetitiveness, 
minute subdivision 
of product, minimum 
skill requirements, 
and surface mental 
attention.

Cathedral of Industry
In the 1930s, the Mexican art ist  Diego Rivera  
(1886–1957) was commissioned by the Detroit Institute 
of Art to paint frescos devoted to the city’s motor car 
industry. His panels feature Ford’s River Rouge plant. 
Rivera was an independent artist with a Marxist perspec-
tive. He painted the factory workers and the machines 
that they used, but no completed car. The ethnic mix of 

the workforce is depicted. The panels show various stages 
in the production of the automobile. The men in the 
murals are depicted as sullen and angry, working amid 
the clamour and din of the machinery around them. The 
strength shown in their faces was perceived as intimidat-
ing by some observers, who accused Rivera of producing   
left-wing propaganda.
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Detroit Industry (South Wall), Diego Rivera, 1932–1933

4FDPOE�IF�SBJTFE�QFPQMF�T�TUBOEBSE�PG�MJWJOH��)BWJOH�TIPXO�UIBU�TPNFUIJOH�BT�DPN-
QMJDBUFE�BT�B�NPUPS�DBS�DPVME�CF�CVJMU�VTJOH�UIF�UFDIOJRVFT�PG�NBTT�QSPEVDUJPO�JU�XBT�
SFDPHOJ[FE�UIBU�UIF�NBOVGBDUVSF�PG�PUIFS�TJNQMFS�QSPEVDUT�XBT�BMTP�QPTTJCMF�m�SBEJPT�
XBTIJOH�NBDIJOFT�SFGSJHFSBUPST�BOE�WBDVVN�DMFBOFST��.BTT�QSPEVDUJPO�MFE�UP�NBTT�DPO-
TVNQUJPO�HJWJOH�NPSF�QFPQMF�NPSF�BDDFTT�UP�NPSF�HPPET�UIBO�FWFS�CFGPSF�JO�IVNBO�
IJTUPSZ��*O�UIF����ZFBST�UP������UIF�TUBOEBSE�PG� MJWJOH�PG�"NFSJDBOT�TLZ�SPDLFUFE��
0UIFS�DPVOUSJFT�UIBU�BEPQUFE�'PSE�T�TZTUFN�PG�NBOVGBDUVSJOH�QSPEVDUJPO�BMTP�CFOFGJUFE��
8IJMF�5BZMPSJTN�BOE�'PSEJTN�IBE�NBOZ�TJNJMBSJUJFT�UIFZ�BMTP�IBE�TPNF�EJGGFSFODFT�BT�
5BCMFã�����TIPXT�
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Table 14.1: Differences between Taylorism and Fordism

Taylorism Fordism

Approach to machinery Organized labour around existing 
machinery

Eliminated labour with new 
machinery

Technology and the  
work design

Took production process as given 
and sought to reorganize worM and 
labour processes 

Used technology to mechanize 
the work process. Workers fed 
and tended machines

Pace of work Set by the workers or the supervisor Set by machinery – the speed of 
the assembly line

$SJUJDT�IBWF�BSHVFE�UIBU�'PSE�EFTUSPZFE�DSBGUTNBOTIJQ�BOE�EFTLJMMFE�KPCT��)F�EJE�JOEFFE�
DIBOHF�UIF�XPSL�QSPDFTT�CZ�JOUSPEVDJOH�HSFBUFS�BNPVOUT�PG�SJHJEJUZ�BOE�SFHVMBUJPO�UIFSFCZ�
BGGFDUJOH�UIF�TLJMM�DPOUFOU�PG�KPCT��0UIFST�BSHVF�UIBU�TJODF�UIFSF�XFSF�JOTVGGJDJFOU�OVNCFST�
PG�TLJMMFE�XPSLFST�BWBJMBCMF�UP�EP�UIF�PSJHJOBM�KPCT�'PSE�IBE�UP�SFEFTJHO�UIF�KPCT�TP�UIBU�UIF�
FYJTUJOH�QSF�JOEVTUSJBM�MBCPVS�GPSDF�DPVME�DPQF�XJUI�UIFN��8BT�JU�MFTT�B�RVFTUJPO�PG�GPSDJOH�
B�IJHIMZ�TLJMMFE�IJHI�QSJDFE�FNQMPZFF�UP�BDDFQU�B�DIFBQFOFE�EFBE�FOE�KPC�BOE�NPSF�BO�
JTTVF�PG�JEFOUJGZJOH�UBTLT�BQQSPQSJBUF�GPS�VOTLJMMFE�QFPQMF�UP�EP�XIP�XPVME�PUIFSXJTF�IBWF�
QFSGPSNFE�FWFO�MFTT�FOKPZBCMF�UFEJPVT�XPSL 

5IF�TBNF�DSJUJDT�BMTP�BTTFSU�UIBU�TIPSU�DZDMF�SFQFUJUJWF�KPCT�IBWF�DBVTFE�XPSLFS�BMJFOB-
UJPO�BOE�TUSFTT�BOE�IBWF�TVCKVHBUFE�IVNBO�CFJOHT�UP�UIF�NBDIJOF��5IF�BTTFNCMZ�MJOF�JT�
DSJUJDJ[FE�GPS�FYFSUJOH�BO�VOEFTJSBCMF�JOWJTJCMF�DPOUSPM�PWFS�UIF�XPSLFST��0UIFS�DPNNFOUB-
UPST�PCTFSWF�IPX�'PSEJTN�IBT�TIBQFE�SFGPSNT�XJUIJO�UIF�#SJUJTI�/BUJPOBM�)FBMUI�4FSWJDF��
A'PSEJTN�NPOJUPST�UIF�UJNF�EPDUPST�BOE�OVSTFT�TQFOE�XJUI�FBDI�QBUJFOU��B�NFEJDBM�USFBU-
NFOU�TZTUFN�CBTFE�PO�EFBMJOH�XJUI�BVUP�QBSUT�JU�UFOET�UP�USFBU�DBODFSPVT�MJWFST�PS�CSPLFO�
CBDLT�SBUIFS�UIBO�QBUJFOUT�JO�UIF�SPVOE��	4FOOFUU������Q���
��5IF�EFCBUF�PWFS�UIF�CBMBODF�
PG�DPTUT�BOE�CFOFGJUT�PG�'PSEJTN�BOE�JUT�QSFDVSTPS�5BZMPSJTN�DPOUJOVFT�UP�UIJT�EBZ�

Toyotaism in hospitals
St. Goran’s hospital is not only a jewel in the crown of 
Sweden’s welfare state but also a laboratory for apply-
ing business principles in the public sector. It is run by 
Capio, a private company, and its doctors and nurses are 
Capio employees who report to the company boss and its 
board. The hospital uses the Toyota model of lean pro-
duction, introducing innovations to cut costs. Its contract 
with the Stockholm County Council to manage the hospi-
tal runs to 2021. St. Goran’s is organized on Toyotaism’s 
twin principles of ‘flow’ and ‘quality’. Doctors and nurses, 
previously professionally separated, now sit and work 

together in teams, and are all responsible for suggesting 
operational improvements. The emphasis is on collec-
tive learning. St Goran’s is the medical equivalent of a 
budget airline. There are six patients to a room, décor is 
institutional, and the aim is to maximize throughput so 
as to reduce waiting times and minimize the chances of 
patients acquiring infections. Private firms in Sweden pro-
vide 20 per cent of public hospital care and 30 per cent 
of public primary care. Both sectors apply lean manage-
ment to make the best use of resources in a high-cost 
country (The Economist, 2013).

5PEBZ�'SFEFSJDL�5BZMPS�T�BOE�)FOSZ�'PSE�T�MFHBDJFT�BSF�EJTDVTTFE�JO�UFSNT�PG�MFBO�QSP-
EVDUJPO�	PS�AMFBO�
�XIJDI�IBT�CFDPNF�POF�PG�UIF�XPSME�T�NPTU�JOGMVFOUJBM�NBOBHFNFOU�
JEFBT�BOE�JT�XJEFMZ�QSPNPUFE�GPS�VTF�JO�NBOVGBDUVSJOH�BOE�TFSWJDF�JOEVTUSJFT�BOE�CPUI�UIF�
QSJWBUF�BOE�QVCMJD�TFDUPST��-FBO�QSPEVDUJPO�JT�B�UFSN�VTFE�UP�EFTDSJCF�UIF�5PZPUB�1SPEVDUJPO�
4ZTUFN�	514
�PS�Toyotaism��514�T�BJN�JT�DPOTUBOU�JNQSPWFNFOU�BOE�SFEVDUJPO�JO�DPTUT�
UISPVHI�UIF�TZTUFNBUJD�FMJNJOBUJPO�PG�XBTUF�VTJOH�UIF�BTTFNCMZ�MJOF�TZTUFN��'PS�8PNBDL�
FU�BM��	����
�MFBO�JT�B�TDJFOUJGJD�EJTDPWFSZ�UIBU�XJMM�ACBOJTI�XBTUF�BOE�DSFBUF�XFBMUI���4PNF�
BVUIPST�IBWF�BSHVFE�UIBU�UIF�BEPQUJPO�PG�MFBO�NBOVGBDUVSJOH�IBT�BMMPXFE�FNQMPZFST�UP�
SFNPWF�EJTDSFUJPO�BOE�TJMFODF�UIF�WPJDF�PG�XPSLFST�BOE�VOJPOT�

-FP�.D$BOO�FU�BM��	����
�TVNNBSJ[FE�UIF�OVNFSPVT�DSJUJDJTNT�PG�MFBO�QSPEVDUJPO�XIJDI�
DBO�CF�SFEVDFE�UP�UIF�PCTFSWBUJPOT�UIBU�MFBO�JT�OPU�BT�SBEJDBM�B�CSFBL�XJUI�QBTU�QSBDUJDFT�BT�
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JUT�TVQQPSUFST�DMBJN��8JUI�JUT�IFBWZ�TUBOEBSEJ[BUJPO�SJHJE�QSJODJQMFT�UJHIU�TUBUJTUJDBM�DPOUSPM�
BOE�XPSL�JOUFOTJGJDBUJPO�MFBO�DSFBUFT�XPSLQMBDFT�XIJDI�BSF�KVTU�BT�BVUIPSJUBSJBO�BOE�EFNBOE-
JOH�BT�UIPTF�JO�UIF�QBTU��%FTQJUF�DMBJNT�UIBU�JU�JOWPMWFT�XPSLFST�JO�UIF�QSPDFTT�PG�DPOTUBOU�
JNQSPWFNFOU�UIFSFCZ�JODSFBTJOH�UIFJS�XPSL�TBUJTGBDUJPO�JU�BDUVBMMZ�IBT�OP�SPPN�GPS�BOZ�HFOV-
JOF�XPSLFS�JOWPMWFNFOU��.PSFPWFS�NVDI�PG�JU�JOWPMWFT�EJGGFSFOU�GPSNT�PG�FNQMPZFF�TVSWFJM-
MBODF�BOE�FWBMVBUJPO��3FTFBSDI�CZ�%FCPSB�+FTLF�BOE�"MFDJB�4BOUV[[J�	����
�SFWFBMFE�UIBU�
DMPTF�VOQSFEJDUBCMF�PS�DPOUJOVPVT�NPOJUPSJOH�PG�JOEJWJEVBMT�WJB�DBNFSBT�EBUB�FOUSZ�DIBU�BOE�
QIPOF�SFDPSEJOH�IBE�TJHOJGJDBOU�OFHBUJWF�FGGFDUT�PO�FNQMPZFFT��KPC�TBUJTGBDUJPO�TFMG�FGGJDBDZ�
BOE�DPNNJUNFOU�UP�UIF�DPNQBOZ��$BWB[PUUF�FU�BM��	����
�GPVOE�UIBU�QSPWJEJOH�MFHBM�QSPGFT-
TJPOBMT�XJUI�TNBSU�QIPOFT�JOUFOTJGJFE�UIF�PSHBOJ[BUJPO�T�IPME�PWFS�UIFJS�FNQMPZFFT�CFZPOE�
UIFJS�SFHVMBS��m��XPSLJOH�IPVST�SFBDIJOH�PVU�JOUP�OFX�TFUUJOHT�UJNF�TMPUT�BOE�TPDJBM�DPOUFYUT�

Work design at Foxconn
Jenny Chan (2013) reported on the work design arrange-
ments at Foxconn, a Taiwanese-owned multinational 
company which employs 1.4 million workers, and is 
the largest private sector employer in China and one of 
the largest in the world. It supplies products and com-
ponents to Apple, HP, Microsoft and other premium 
brands. Foxconn has adopted a production model based 
on classical Taylorist and Fordist principles. The produc-
tion process is so simplified that workers do not require 
any specialized knowledge or training to do their jobs. 
Industrial engineers use stop watches and computerized 
devices to test workers and monitor their smallest move-
ments, in order to make them all rational and planned. If 
workers are able to meet the quota, then their targets are 
increased to the maximum possible.

Frontline workers’ sitting or standing postures are 
monitored as much as the work itself. They have to sit 
in standardized ways, and stools have to be placed in 

order and cannot be moved beyond a specific point. Each 
assembly line worker specializes in one specific task and 
performs repetitive motions at high speed, hourly, daily 
and for months on end. A worker on the iPhone assem-
bly line described the duration of her work cycle: ‘I take 
a motherboard from the line, scan the logo, put it in an 
anti-static bag, stick on a label and place it on the line. 
Each of these tasks takes two seconds. Every ten seconds, 
I finish five tasks’ (p.88). The company’s ‘advanced’ pro-
duction system removes feelings of accomplishment or 
initiative towards work. In 2010, 18 employees working 
for Foxconn attempted suicide. This suicide cluster rep-
resents a phenomenon that has no precedent in China’s 
industrial history. Chan wrote that ‘Thousands of miles 
away from the shelves of the Apple store, and ordinar-
ily concealed from consumer concern, lies the reality of 
alienating toil that, in extreme conditions, contributes to 
individual tragedies’ (p.85).

After Ford: the deskilling debate
5IF�JEFB�PG�GSBHNFOUJOH�XPSL�UBTLT�BOE�TJNQMJGZJOH�KPCT�XBT�CFHVO�CZ�5BZMPS�BOE�EFWFM-
PQFE�CZ�'PSE��4JODF�UIBU�UJNF�IBT�UIJT�QSPDFTT�PG�EFTLJMMJOH�XPSL�DPOUJOVFE�BOE�CFFO�
FYUFOEFE�UP�PUIFS�PDDVQBUJPOT�BOE�UZQFT�PG�XPSLFST �0S�PO�UIF�DPOUSBSZ�IBT�XPSL�CFDPNF�
NPSF�DPNQMJDBUFE�FNQMPZFFT�CFFO�CFUUFS�USBJOFE�BOE�FEVDBUFE�BOE�KPCT�NBEF�NPSF�
TLJMMFE �5BZMPS�BOE�'PSE�QMBDFE�UIF�JTTVF�PG�KPC�TLJMM�BU�UIF�DFOUSF�PG�BMM�TVCTFRVFOU�EJTDVT-
TJPOT�BCPVU�XPSL�EFTJHO��5IF�EFTLJMMJOH�EFCBUF�QSPWJEFT�B�VTFGVM�QFSTQFDUJWF�GSPN�XIJDI�UP�
DPOTJEFS�UIF�MBSHF�OVNCFS�PG�UIFPSFUJDBM�FNQJSJDBM�BOE�QSFTDSJQUJWF�XSJUJOHT�QSPEVDFE�CZ�
SFTFBSDIFST�NBOBHFST�BOE�DPOTVMUBOUT�

5XP�TFFNJOHMZ�DPOUSBEJDUPSZ�USFOET�JO�XPSL�EFTJHO�PDDVSSFE�JO�UIF�TFDPOE�IBMG�PG�UIF�
UXFOUJFUI�DFOUVSZ��'SPN�UIF�����T�CPUI�JO�UIF�6OJUFE�4UBUFT�BOE�&VSPQF�UIFSF�XBT�B�SFBD-
UJPO�BHBJOTU�5BZMPSJTN�BOE�BO�JOUFSFTU�JO�NPSF�AQFPQMF�PSJFOUFE��BQQSPBDIFT��-BCFMT�MJLF�
IVNBO�SFMBUJPOT�TPDJP�UFDIOJDBM�TZTUFNT�RVBMJUZ�PG�XPSLJOH�MJGF�PSHBOJ[BUJPOBM�EFWFMPQ-
NFOU�BOE�IVNBO�DFOUSFE�NBOVGBDUVSJOH�SFGMFDUFE�UIJT�JODMJOBUJPO��5IFO�EVSJOH�UIF�����T�
+BQBOJ[BUJPO�BOE�JO�QBSUJDVMBS�UIF�TVDDFTT�PG�+BQBOFTF�AMFBO�QSPEVDUJPO��NBOVGBDUVSJOH�
UFDIOJRVFT�BOE�+BQBOFTF�UFBNXPSLJOH�CFDBNF�QSPNJOFOU��5IF�DPOUSBEJDUJPO�XBT�WFSZ�
BQQBSFOU��0O�UIF�POF�IBOE�MFBO�QSPEVDUJPO�JOWPMWFE�NBOZ�GFBUVSFT�PG�5BZMPSJTU�BOE�'PSEJTU�
XPSL�EFTJHOT�XIJMF�PO�UIF�PUIFS�JU�BQQFBSFE�UP�JODPSQPSBUF�OVNFSPVT�QFPQMF�PSJFOUFE�GFB-
UVSFT�MJLF�UFBNXPSLJOH��5IJT�QBSBEPY�HFOFSBUFE�NVDI�SFTFBSDI�BOE�EFCBUF�
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"U�UIF�TBNF�UJNF�UIF�JOGPSNBUJPO�UFDIOPMPHZ�SFWPMVUJPO�TJHOBMMFE�UIF�JODSFBTJOH�JNQPS-
UBODF�PG�LOPXMFEHF�CBTFE�KPCT�BOE�PG�UIF�OFFE�GPS�TP�DBMMFE�ALOPXMFEHF�XPSLFST��UP�GJMM�
UIFN��5IF�OFDFTTJUZ�PG�IBWJOH�B�XFMM�FEVDBUFE�BOE�USBJOFE�XPSLGPSDF�UP�QFSGPSN�UIFTF�
NPSF�UFDIOJDBMMZ�DPNQMFY�KPCT�XBT�XJEFMZ�EJTDVTTFE��$PNNFOUBUPST�BTLFE�JG�GVOEBNFOUBM�
DIBOHFT�XFSF�UBLJOH�QMBDF�JO�UIF�OBUVSF�PG�XPSL�BOE�JG�TP�XIFUIFS�JU�SFTVMUFE�JO�QFPQMF�
CFJOH�EFTLJMMFE�BOE�UIFJS�XPSL�EFHSBEFE�PS�VQTLJMMFE�BOE�UIFJS�XPSL�BOE�XPSLJOH�MJWFT�
FOSJDIFE��5IJT�UIFO�JT�UIF�AEFTLJMMJOH�EFCBUF��

The deskilling position
5IF�EFTLJMMJOH�PG�XPSL�UIFTJT�IPMET�UIBU�UIF�QSJODJQMFT�BOE�QSBDUJDFT�PG�5BZMPSJTN�BOE�'PSE-
JTN�DPOUJOVF�UP�CF�FWFS�NPSF�XJEFMZ�BQQMJFE�XJUIJO�NPEFSO�PSHBOJ[BUJPOT��5IF�UIFTJT�GJSTU�
BQQFBSFE�JO������JO�UIF�CPPL�Labour and Monopoly Capital: The Degradation of Work in the 
Twentieth Century�XSJUUFO�CZ�)BSSZ�#SBWFSNBO�	����m����
��*O�UIF�MJUFSBUVSF�UIF�EFTLJMM-
JOH�EFCBUF�JT�BMTP�SFGFSSFE�UP�BT�MBCPVS�QSPDFTT�EFCBUF�	-JUUMFS�BOE�4BMBNBO�����
�

The Braverman deskilling thesis
There is a long-run tendency through fragmenta-
tion, rationalization and mechanization for workers 
and their jobs to become deskilled, both in an abso-
lute sense (they lose craft and traditional abilities) and 
in a relative one (scientific knowledge progressively 
accumulates in the production process). Even when 
the individual worker retains certain traditional skills, 
the degraded job that he or she performs does not 
demand the exercise of these abilities. Thus, a worker, 
regardless of his or her personal talents, may be more 
easily and cheaply substituted in the production pro-
cess. (Zimbalist, 1979, p.xv)

Writing in the 1970s, Braverman rejected the then 
popular view that Taylorism had been superseded by 
human relations and other, more sophisticated manage-
rial approaches, and that it no longer determined work 
design or work organization methods. On the contrary, 
he argued, far from having been replaced, Taylorism in 
his view had become institutionalized, and now formed 
the basis of production control within modern organiza-
tions of all kinds. The ‘Braverman thesis’, as it came to be 
known, stimulated a wide-ranging debate among labour 
process theorists. It was based on Marxist economic 

theory and the crisis of capitalism in industrial societies. 
Braverman saw scientific management as a method of 
allowing managers to directly control their employees. 
They did so by reducing the autonomy and discretion 
exercised by workers in how they performed their jobs, 
thereby deskilling their work.

Braverman contrasted two types of deskilling. First, 
organizational deskilling involved Taylor’s separation of 
task conception from task execution. Workers no longer 
planned their work or solved their problems since these 
were now dealt with by managerial or technical staff. The 
second type, technological deskilling, involved the use of 
material technology such as tools, machinery and equip-
ment, as well as social technology (work arrangements 
that coordinated, controlled and rewarded workers) to do 
the same thing. He felt that this trend was growing in all 
forms of capitalist enterprises, and was being extended to 
clerical, administrative and increasingly even professional 
occupations (Braverman, 1974). The Braverman deskill-
ing thesis was proposed in 1974, but since the 1990s it 
has been discussed as the McDonaldization thesis. This 
followed the publication in 1993 of a book by George 
Ritzer, The McDonaldization of Society (2011).

mcdonaldization a 
form of work design 
aimed at achieving 
efficiency, calculability, 
predictability and 
control through non-
human technology, to 
enhance organizational 
objectives by limiting 
employee discretion and 
creativity.

Banks, bailouts and bonuses
Vaughan Ellis and Margaret Taylor (2010, p.806) 
explained how technology in banking had contributed to 
the financial collapse of many institutions:

Technology facilitated a deskilling of the workforce 
because people no longer needed to know much 
about lending practice to make good lending deci-
sions. It is a strategy that has facilitated the cutting 

of jobs and seen people [being] paid less. You now 
don’t really know many people who know that much 
about banking and insurance. And that has been criti-
cal to some of the issues that we are now seeing, peo-
ple that work in the industry don’t know much about 
what it actually needs to do because they’ve taken 
that skill away and replaced it with IT systems.
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*O�IJT�CPPL�3JU[FS�BSHVFE�UIBU�UIF�QSPDFTT�PG�.D%POBMEJ[BUJPO�XBT�BGGFDUJOH�NBOZ�BSFBT�
PG�PVS�TPDJBM�BOE�PSHBOJ[BUJPOBM�MJWFT��)F�VTFE�UIF�UFSN�UP�SFGFS�UP�UIF�QSPDFTT�CZ�XIJDI�
UIF�QSJODJQMFT�PG�GBTU�GPPE�SFTUBVSBOUT�XFSF�DPNJOH�UP�EPNJOBUF�NPSF�BOE�NPSF�TFDUPST�
PG�"NFSJDBO�TPDJFUZ�BT�XFMM�BT�UIF�SFTU�PG�UIF�XPSME��3JU[FS�IBE�OP�QBSUJDVMBS�DPNQMBJOU�
BHBJOTU�.D%POBME�T�SFTUBVSBOUT��IF�NFSFMZ�VTFE�UIJT�GBTU�GPPE�DIBJO�BT�BO�JMMVTUSBUJPO�PG�
UIF�XJEFS�QSPDFTT�XIJDI�XBT�UIF�SFBM�GPDVT�PG�IJT�BUUFOUJPO��'PS�IJN�UIF�OFX�NPEFM�PG�
SBUJPOBMJUZ�XJUI�JUT�SPVUJOJ[BUJPO�BOE�TUBOEBSEJ[BUJPO�PG�QSPEVDU�BOE�TFSWJDF�BT�SFQSFTFOUFE�
CZ�.D%POBME�T�IBE�SFQMBDFE�UIF�CVSFBVDSBUJD�TUSVDUVSFT�PG�UIF�QBTU�BT�EFTDSJCFE�CZ�.BY�
8FCFS��)F�TBX�UIF�.D%POBME�T�BQQSPBDI�BT�QPTTFTTJOH�GPVS�LFZ�FMFNFOUT�

���Efficiency��&WFSZ�BTQFDU�PG�UIF�PSHBOJ[BUJPO�JT�HFBSFE�UPXBSET�UIF�NJOJNJ[BUJPO�PG�UJNF��
5IF�PQUJNBM�QSPEVDUJPO�NFUIPE�JT�UIF�GBTUFTU�QSPEVDUJPO�NFUIPE��'PS�.D%POBME�T�DVT-
UPNFST�JU�JT�UIF�GBTUFTU�XBZ�UP�HFU�GSPN�IVOHSZ�UP�GVMM�

���Calculability��"O�FNQIBTJT�PO�UIJOHT�CFJOH�NFBTVSBCMF��5IF�DPNQBOZ�RVBOUJGJFT�JUT�TBMFT�
XIJMF�JUT�DVTUPNFST�DBMDVMBUF�IPX�NVDI�UIFZ�BSF�HFUUJOH�GPS�UIFJS�NPOFZ��.D%POBMEJ[B-
UJPO�QSPNPUFT�UIF�OPUJPO�UIBU�RVBOUJUZ�JT�FRVJWBMFOU�UP�RVBMJUZ�F�H��UIBU�B�MBSHF�BNPVOU�
PG�QSPEVDU�EFMJWFSFE�RVJDLMZ�SFQSFTFOUT�B�RVBMJUZ�QSPEVDU�

���Predictability��5IF�QSPWJTJPO�PG�TUBOEBSEJ[FE�VOJGPSN�QSPEVDUT�BOE�TFSWJDFT�JSSFTQFDUJWF�
PG�UJNF�PS�MPDBUJPO��*U�JT�UIF�QSPNJTF�UIBU�JSSFTQFDUJWF�PG�XIJDIFWFS�.D%POBME�T�PVUMFU�
ZPV�WJTJU�JO�UIF�XPSME�ZPV�XJMM�SFDFJWF�UIF�TBNF�QSPEVDU�JO�UIF�TBNF�NBOOFS�

���Control��4UBOEBSEJ[FE�BOE�VOJGPSN�FNQMPZFFT�QFSGPSN�B�MJNJUFE�SBOHF�PG�UBTLT�JO�B�QSF-
DJTF�EFUBJMFE�NBOOFS�DPNQMFNFOUFE�CZ�OPO�IVNBO�UFDIOPMPHZ�XIJDI�JT�VTFE�UP�SFQMBDF�
UIFN�XIFOFWFS�QPTTJCMF�

3JU[FS�T�BSHVNFOU�JT�UIBU�UIF�QSPDFTT�PG�.D%POBMEJ[BUJPO�JT�TQSFBEJOH�BOE�UIBU�XIJMF�
JU�ZJFMET�B�OVNCFS�PG�CFOFGJUT�UIF�BTTPDJBUFE�DPTUT�BOE�SJTLT�BSF�JO�IJT�WJFX�DPOTJEFS-
BCMF�	3JU[FS�����
��)JT�PXO�WJFX�JT�UIBU�UIJT�USFOE�JT�VOEFTJSBCMF��)F�MPPLT�BU�UIF�JTTVF�
QSJNBSJMZ�GSPN�UIF�QPJOU�PG�WJFX�PG�XIBU�UIF�DPOTVNFS�DMJFOU�PS�DJUJ[FO�JT�SFDFJWJOH�m�B�
VOJGPSN�TUBOEBSEJ[FE�QSPEVDU�PS�TFSWJDF�)PXFWFS�IF�SFDPHOJ[FT�UIBU�UP�BDIJFWF�UIJT�UIF�
KPCT�PG�QSPEVDFST�IBWF�UP�CF�EFTLJMMFE��*O�BEEJUJPO�UP�UIF�TJNQMJGJFE�KPCT�UIBU�.D%POBME�T�
FNQMPZFFT�QFSGPSN�UIFJS�XPSL�JT�BMTP�MJNJUFE�CZ�UIF�TPQIJTUJDBUFE�UFDIOPMPHZ�PG�GBTU�GPPE�
QSFQBSBUJPO�XIJDI�HJWFT�UIFN�MJUUMF�PS�OP�EJTDSFUJPO�JO�IPX�UIFZ�QSFQBSF�BOE�EFMJWFS�GPPE�
UP�DVTUPNFST�

)BNCVSHFS�HSJMMJOH�JOTUSVDUJPOT�BSF�QSFDJTF�BOE�EFUBJMFE�DPWFSJOH�UIF�FYBDU�QPTJUJPOJOH�
PG�CVSHFST�PO�UIF�HSJMM�DPPLJOH�UJNFT�BOE�UIF�TFRVFODF�JO�XIJDI�CVSHFST�BSF�UP�CF�UVSOFE��
%SJOLT�EJTQFOTFST�GSFODI�GSZ�NBDIJOFT�QSPHSBNNFE�DBTI�SFHJTUFST�m�BMM�MJNJU�UIF�UJNF�
SFRVJSFE�UP�DBSSZ�PVU�B�UBTL�BOE�MFBWF�MJUUMF�PS�OP�SPPN�GPS�EJTDSFUJPO�DSFBUJWJUZ�PS�JOOPWB-
UJPO�PO�UIF�QBSU�PG�UIF�FNQMPZFF��4VDI�EJTDSFUJPO�BOE�DSFBUJWJUZ�XPVME�PG�DPVSTF�TVCWFSU�UIF�
BJNT�PG�FGGJDJFODZ�DBMDVMBCJMJUZ�QSFEJDUBCJMJUZ�BOE�DPOUSPM�

The McJob debate
The term McJob was coined by the eminent sociolo-
gist, Amitai Etzioni in his 1986 article in the Washington 
Post newspaper entitled ‘McJobs are bad for kids’ and 
first entered major dictionaries in 2001. Anthony Gould 
(2010) noted that the scholarly literature on the jobs of 
crew members (non-management employees) depicted 
the jobs as non-stimulating, low-wage with few benefits, 
factory-like, requiring little skill, intellectually unchalleng-
ing, and often temporary. He added that academics had 
argued that such work occurred in an exploitative con-
text with companies seeking to manipulate employees 

into believing that they had coveted jobs with great 
opportunities.

In contrast, other commentators, mainly although not 
exclusively industry advocates, took a positive perspec-
tive, arguing that such jobs offered teenage employees 
training; the chance to develop effective work habits 
and attitudes; an opportunity to observe cutting edge 
management practices; helped groups from minority 
backgrounds who might otherwise experience labour 
market disadvantages; and gave junior employees career 
progression to the company’s managerial and executive 
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positions (Allan et al., 2006). The contrasting negative 
and positive opinions arise partly as a result of commen-
tators emphasizing different aspects of these McJobs – 
the former focusing primarily on work organization, and 
the latter on human resource management.

From an employee perspective, this implies that while 
the jobs are routinized and simplistic, the organization 
itself may operate helpful and supportive human resource 
management practices. This view allows for the possibil-
ity of a job’s attractiveness to be multifaceted, possessing 
both positive and negative characteristics simultaneously. 
Gould’s (2010) research attempted to reconcile these two 
aforementioned perspectives on fast food jobs. He used 
structured surveys, statistical analysis of data sets, and a 
broad focus on crews’ and managers’ perceptions of dif-
ferent aspects of company work organization and human 
resource management. His findings with regard to fast 
food work organization were that:

r� Crew work was organized according to Taylorist 
principles.

r� Crew members overwhelmingly perceived their duties 
as comprising a limited range of non-complex tasks to 
be performed in prescribed ways.

r� Repeatedly doing the same task did not burn out or 
indoctrinate crew members.

r� Many crew members adapted to the way the work was 
organized, or at least did not view the job negatively.

r� A large minority of crew appeared to like the way 
McDonald’s work was organized and were satisfied 
with their job.

Gould’s findings with regard to human resource man-
agement were that:

r� Fast food jobs offered crew members job security and 
the possibility of careers.

r� McDonald’s strategy was compatible with the needs 
and aspirations of industry-suitable crew.

r� Managers adopted a benign developmental view of 
their workforce, believing that good work perfor-
mance should result in promotion and advancement 
opportunities and continuity of employment tenure.

Gould concluded that fast food work was a more 
complex phenomenon that had previously been sug-
gested. Despite being low-paid and, in this respect unam-
biguously negative, crew jobs were best understood in 
terms of their compatibility with individual employee 
lifestyles (human resource management/employment 
characteristics) and in terms of a match between individ-
uals’ personalities and the company’s work organization 
characteristics.

Stop and tHink

Anthony Gould’s research (see box) revealed that many McDonald’s workers were 
satisfied with their jobs. Do you find this surprising? How would you feel if you had 
one of these jobs?

5IF�TJHOJGJDBODF�PG�UIJT�EFWFMPQNFOU�JT�UIBU�KPC�EFTJHO�BOE�EFTLJMMJOH�BSF�OPX�EJTDVTTFE�
JO�UFSNT�PG�3JU[FS�BOE�IJT�.D%POBMEJ[BUJPO�UIFTJT�SBUIFS�UIBO�JO�UFSNT�PG�#SBWFSNBO�BOE�
IJT�EFTLJMMJOH�BOE�XPSL�EFHSBEBUJPO�UIFTJT��5IF�LFZ�QPJOU�JT�UIBU�CPUI�XSJUFST�BEESFTT�
CSPBEMZ�UIF�TBNF�JTTVFT��3FTFBSDIFST�TVDI�BT�#SZNBO�	����
�BOE�(PVME�	����
�DSJUJDJ[FE�
UIF�TIPSUDPNJOHT�PG�UIPTF�XIP�IBWF�XSJUUFO�BCPVU�.D%POBMEJ[BUJPO�QPJOUJOH�QBSUJDVMBSMZ�
UP�UIF�

r� SFMJBODF�PO�QPMFNJD�SBUIFS�UIBO�FNQJSJDBM�SFTFBSDI�EBUB�

r� JNQPTJUJPO�PG�UIFJS�PXO�WJFXT�PO�PUIFST��FYQFSJFODFT�OPU�UBLJOH�UIF�QFSTQFDUJWF�PG�VTFST�
JOUP�BDDPVOU�

r� EFQFOEFODF�PO�RVBMJUBUJWF�BOE�FUIOPHSBQIJD�SFTFBSDI�NFUIPET�UIBU�JEFOUJGJFE�POMZ�UIF�
QSPCMFNT�CVU�OPU�UIF�BEWBOUBHFT�PG�GBTU�GPPE�KPCT�

r� EJTTFNJOBUJPO�PG�B�TJNQMJTUJD�WJFX�PG�UIF�HMPCBMJ[BUJPO�QSPDFTT�UIBU�JHOPSFT�MPDBM�BEBQUB-
UJPOT�UP�UIF�HMPCBM�TQSFBE�PG�.D%POBMEJ[BUJPO�QSJODJQMFT�

r� NJOJNJ[BUJPO�PG�UIF�SPMF�BOE�TJHOJGJDBODF�PG�DPVOUFSWBJMJOH�USFOET�TVDI�BT�DVTUPNFST��
EFTJSF�GPS�WBSJFUZ�BOE�NBTT�DVTUPNJ[BUJPO�

r� B�GPDVT�PO�B�OBSSPX�SBOHF�PG�BTQFDUT�PG�GBTU�GPPE�KPCT�F�H��XPSL�PSHBOJ[BUJPO�)3.�
QPMJDJFT�

George Ritzer 
(b.1940)
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.JLF�/PPO�BOE�IJT�DPMMFBHVFT�	����
�IBWF�QSPWJEFE�B�DMFBS�FYQPTJUJPO�PG�UIF�EFTLJMMJOH�
VQTLJMMJOH�EFCBUF�BOE�UIF�GPMMPXJOH�TFDUJPOT�ESBX�IFBWJMZ�VQPO�UIFJS�FYQMBOBUPSZ�TUSVDUVSF��
5IFZ�PGGFS�UIF�GPMMPXJOH�DSJUJDJTN�PG�UIF�EFTLJMMJOH�UIFTJT�XIJDI�JODMVEFT�UIF�GPMMPXJOH�TJY�
QPJOUT�	QQ����m�
�

��� Ignores alternative management strategies.�*U�JHOPSFT�NBOBHFNFOU�T�BCJMJUZ�UP�DIPPTF�
CFUXFFO�VTJOH�5BZMPSJTN�UP�EFTLJMM�B�KPC�PS�FNQPXFSJOH�XPSLFST�UP�DSFBUF�SFTQPOTJCMF�
BVUPOPNZ��-FBWJOH�FNQMPZFFT�XJUI�TPNF�EJTDSFUJPO�DBO�CF�UP�NBOBHFNFOU�T�BEWBOUBHF��
5IVT�FNQMPZFF�FNQPXFSNFOU�GBDJMJUBUFT�HSFBUFS�XPSLFS�JOUFSDIBOHFBCJMJUZ�UIFSFCZ�
BMMPXJOH�CFUUFS�BTTFNCMZ�MJOF�CBMBODJOH��5IFTF�FNQMPZFFT�BSF�OPU�EFTLJMMFE�CVU�NBOBHF-
NFOU�OFWFSUIFMFTT�DPOUJOVFT�UP�DPOUSPM�UIF�MBCPVS�QSPDFTT��5IJT�TVHHFTUT�UIBU�EFTLJMMJOH�
JT�OFJUIFS�JOFWJUBCMF�OPS�OFDFTTBSJMZ�BMXBZT�EFTJSBCMF�

���Overstates management�s objective of controlling labour.�5IF�UIFTJT�VOEFSFTUJNBUFT�UIF�
EJWFSTJUZ�BOE�DPNQMFYJUZ�PG�NBOBHFNFOU�PCKFDUJWFT�BOE�QMVSBMJUZ�PG�JOUFSFTUT�NBOZ�PG�
XIJDI�NBZ�CF�DPNQFUJOH��.BSLFUJOH�UFDIOPMPHJDBM�GJOBODJBM�BOE�QPMJUJDBM�DPOTJEFSB-
UJPOT�NBZ�IBWF�BT�NVDI�JG�OPU�NPSF�JNQBDU�PO�XPSL�PSHBOJ[BUJPO��5IF�DPTU�PG�EJSFDU�
MBCPVS�JT�JO�NBOZ�DBTFT�POMZ�B�TNBMM�QSPQPSUJPO�PG�UIF�UPUBM�DPTU�PG�B�QSPEVDU�BOE�JUT�
DPOUSPM�UPEBZ�NBZ�OPU�CF�BT�TJHOJGJDBOU�B�GBDUPS�BT�JU�XBT�JO�UIF�QBTU�

���Treats workers as passive.�5IF�UIFTJT�USFBUT�XPSLFST�BT�QBTTJWF�BOE�DPNQMJBOU�ZFU�UIFSF�JT�
FWJEFODF�PG�DPMMFDUJWF�VOJPO�BOE�JOEJWJEVBM�SFTJTUBODF�UP�EFTLJMMJOH��5IF�NBOJGFTUBUJPOT�
PG�TVDI�SFTJTUBODF�IBWF�CFFO�FYUFOTJWFMZ�EPDVNFOUFE�BMUIPVHI�OPU�XJEFMZ�EJTDVTTFE��
)JTUPSJDBMMZ�NBOBHFNFOU�T�TIJGU�GSPN�EJSFDU�5BZMPSJTU�GPSNT�PG�DPOUSPM�UP�UFDIOPMPHJDBM�
CVSFBVDSBUJD�BOE�OPX�UP�B�DVMUVSBM�DPOUSPM�JT�B�UFTUJNPOZ�UP�UIF�FYJTUFODF�BOE�FGGFDU�PG�
TVDI�SFTJTUBODF�

���Underestimates the employee consent and accommodation by employees.�5IFSF�JT�DPO-
USBSZ�FWJEFODF�PG�XPSLFST�XFMDPNJOH�SBUIFS�UIBO�SFTJTUJOH�UIF�PQQPSUVOJUZ�UP�5BZMPSJ[F�
UIFJS�PXO�KPCT��5IJT�QIFOPNFOPO�XBT�PSJHJOBMMZ�QSPQPTFE�CZ�#VSBXPZ�	����
�BOE�IBT�
CFFO�PCTFSWFE�CZ�NBOBHFST��A5IFZ�<XPSLFST>�VOEFSTUPPE�UIF�UFDIOJRVF�CFDBVTF�JU�IBE�
CFFO�EPOF�to�UIFN�GPS�ZFBST�BOE�UIFZ�MJLFE�UIF�JEFB�CFDBVTF�OPX�UIFZ�IBE�UIF�DIBODF�UP�
EP�JU�GPS�UIFNTFMWFT��	RVPUFE�JO�#PKF�BOE�8JOTPS������Q���
�

��� Ignores gender.�#SBWFSNBO�T�DPODFQU�PG�TLJMM�JHOPSFT�HFOEFS�EJNFOTJPOT��"DUJOH�BT�B�
TPDJBM�HSPVQ�NFO�IBWF�JO�UIF�QBTU�TPDJBMMZ�DPOTUSVDUFE�UIFJS�OPUJPO�PG�TLJMM�UP�CFOFGJU�
UIFN�BOE�UP�EJTBEWBOUBHF�XPNFO��3FTFBSDI�CZ�4VDINBO�	����
�JO�B�MBX�GJSN�FNQMPZ-
JOH�MBXZFST�	NBJOMZ�NFO
�BOE�TVQQPSU�TUBGG�	GFNBMF
�JMMVTUSBUFE�UIJT��5IF�VTF�PG�JNBHF�
QSPDFTTJOH�UFDIOPMPHZ�DBMMFE�AMJUJHBUJPO�TVQQPSU��SFRVJSFE�TLJMMFE�DPEJOH�BOE�SFUSJFWBM�PG�
EPDVNFOUT�CZ�UIF�XPNFO��5IF�NBMFT�EFTDSJCFE�UIJT�XPSL�BT�ANJOEMFTT�MBCPVS��XIJDI�
DPVME�CF�BVUPNBUFE�UIFSFCZ�SFOEFSJOH�UIJT�GPSN�PG�LOPXMFEHF�XPSL�JOWJTJCMF�CZ�UIFJS�
HFOEFSFE�EFGJOJUJPO�PG�TLJMM�

���Overlooks skill transfer possibilities.�%FTLJMMJOH�JO�POF�BSFB�NBZ�CF�CBMBODFE�CZ�VQTLJMMJOH�
JO�BOPUIFS��5IF�ABSFBT��DPODFSOFE�NBZ�CF�EJGGFSFOU�KPCT�XJUIJO�UIF�TBNF�QMBOU�PS�QFSIBQT�
FWFO�EJGGFSFOU�BTQFDUT�PG�POF�QFSTPO�T�KPC��0CTFSWFST�PG�+BQBOFTF�KVTU�JO�UJNF�	+*5
�QSP-
EVDUJPO�TZTUFNT�OPUF�UIBU�POF�GBDFU�PG�B�QSPEVDUJPO�XPSLFS�T�KPC�DBO�CF�VQTLJMMFE�	F�H��
XIFO�UIFZ�QBSUJDJQBUF�BT�B�HSPVQ�JO�B�KPC�T�EFTJHO
�XIJMF�BOPUIFS�BTQFDU�PG�JU�DBO�CF�
EFTLJMMFE�	F�H��XIFO�UIFZ�IBWF�UP�QFSGPSN�UIF�KPC�UIBU�UIFZ�UIFNTFMWFT�IBWF�A5BZMPSJ[FE��
	$POUJ�BOE�8BSOFS�����

�

Stop and tHink

The obvious way to resolve the deskilling debate is to ask individual employees 
whether they think that their job now possesses a higher or lower level of skill 
requirement and responsibility compared to five years ago. Alternatively, if they have 
a new job, ask whether that requires more skill to perform it than their previous job. 
Why is this approach unlikely to provide a reliable answer?
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The upskilling position
/PPO�FU�BM��	����
�BSHVF�UIBU�EFTLJMMJOH�UIFPSZ�IBT�GBJMFE�UP�QSPWJEF�B�TBUJTGBDUPSZ�FYQMB-
OBUJPO�PG�UIF�EJWFSTF�FNQJSJDBM�FWJEFODF�PCUBJOFE�CZ�SFTFBSDIFST��*OTUFBE�UIFZ�GPDVT�PO�
VQTLJMMJOH�BOE�USBDF�JUT�HFOFTJT�CBDL�UP�UIF�����T�XJUI�UIF�FDPOPNJDT�PG�IVNBO�DBQJUBM�
UIFPSZ�	#FDLFS�������'VDIT�����
��5IF�UIFPSZ�IFME�UIBU�AIVNBO�DBQJUBM��	J�F��FNQMPZFFT
�
XFSF�NPSF�JNQPSUBOU�UIBO�QIZTJDBM�BTTFUT�TVDI�BT�NBDIJOFSZ�PS�CVJMEJOHT�JO�BDDVNVMBUJOH�
QSPGJUT��$PNQBOJFT�JU�XBT�DMBJNFE�XPVME�JOWFTU�JO�UIFJS�XPSLGPSDF�UISPVHI�UIF�QSPWJTJPO�
PG�FEVDBUJPO�BOE�USBJOJOH�UP�IFMQ�UIFN�DPQF�XJUI�UIF�HSFBUFS�DPNQMFYJUZ�PG�XPSL�UBTLT��
5IF�VQTLJMMJOH�QPTJUJPO�IPMET�UIBU�UIF�HFOFSBM�UFOEFODZ�UP�HSFBUFS�UFDIOJDBM�TPQIJTUJDBUJPO�
PG�XPSL�SFRVJSFT�IJHIFS�MFWFMT�PG�TLJMM�BNPOH�FNQMPZFFT�XJUI�GMFYJCMF�TQFDJBMJ[BUJPO�CFJOH�
POF�TVDI�USFOE�

*U�IBT�CFFO�FTUJNBUFE�UIBU�CFUXFFO������BOE������LOPXMFEHF�KPCT�HSFX�UXP�BOE�B�
IBMG�UJNFT�BT�GBTU�BT�FNQMPZNFOU�JO�HFOFSBM��5IFZ�DPOTUJUVUFE����QFS�DFOU�PG�UIF�"NFSJDBO�
MBCPVS�NBSLFU�JO������BDDPVOUJOH�GPS����QFS�DFOU�PG�BMM�KPCT�DSFBUFE�UIFSF�TJODF�������*U�JT�
FYQFDUFE�UIBU�UIJT�USFOE�XJMM�BGGFDU�PUIFS�DPVOUSJFT�UPP��/PPO�FU�BM��	�����QQ����m��
�MJTUFE�
GJWF�DSJUJDJTNT�PG�UIF�VQTLJMMJOH�UIFTJT�TBZJOH�UIBU�JU�

r� GBMTFMZ�BTTVNFT�UIBU�UIF�HSPXUI�PG�UIF�TFSWJDF�TFDUPS�XJMM�DSFBUF�TLJMMFE�KPCT�

r� PWFSTUBUFT�UIF�FYUFOU�UP�XIJDI�BEWBODFE�UFDIOPMPHZ�SFRVJSFT�IJHIFS�MFWFM�TLJMMT�GSPN�
FNQMPZFFT�

r� PWFSTUBUFT�UIF�FYUFOU�PG�DIBOHF�

r� PWFSTUBUFT�UIF�TLJMM�FOIBODJOH�JNQBDU�PG�OFX�XPSLJOH�NFUIPET�

r� OFFET�UP�CF�QVU�JOUP�B�HMPCBM�QFSTQFDUJWF�

Upskilling in the UK
Alan Felstead (2013) summarized some of the results 
of the UK Skills and Employment Survey (SES) of 2012 
which addressed the question of whether jobs in Britain 
had become more skilled than in the past (SES, 2012). 
Interview data from 3,200 workers aged between 20 and 
65 about the skills that they used in their jobs revealed 
that both workers and their jobs had been upskilled. The 
good news was that between 2006 and 2012, a time 
when the supply of qualified workers was growing larger, 
better levels of matching between respondents’ quali-
fications and those required for the job were achieved. 

6he bad news is that the upsMilling of Lobs in the 7- 
appeared to be weakening. SES 2012 revealed a decline 
in training and learning times since 2006. Felstead con-
cluded that in the UK, the upskilling of jobs which had 
characterized the last 20 years was slowing down, and 
warned about the danger of a reversal of the upskilling 
trend. He said that employers should ‘ratchet up their 
skill demands’ and concluded that ‘While it is a laudable 
ambition for Britain to have a high stock of skilled labour, 
those skills need to be used effectively and for that to 
happen the demand for skills needs to be raised’ (p.17).

8IBU�JT�OFFEFE�JT�B�DPODFQUVBM�GSBNFXPSL�UP�BOBMZTF�BOE�UIFO�NBQ�UIF�BDUVBM�DBTFT�PG�
KPC�EFTJHO��/PPO�FU�BM��	�����QQ����m��
�PGGFS�KVTU�TVDI�B�DPODFQUVBM�GSBNFXPSL�UIBU�JT�
DBQBCMF�PG�CFJOH�EFWFMPQFE�JOUP�BO�BOBMZUJDBM�UPPM��5IFTF�BVUIPST�DPODFQUVBMJ[F�UIF�XPSL�
QFSGPSNFE�CZ�FNQMPZFFT�BT�WBSZJOH�BMPOH�UXP�EJNFOTJPOT�m�range of work�BOE�discretion in 
work��5IFTF�BSF�TIPXO�JO�'JHVSF������

Range of work

5IF�WFSUJDBM�SBOHF�PG�XPSL�EJNFOTJPO�EJTUJOHVJTIFT�BU�POF�FYUSFNF�UIPTF�XPSLFST�XIP�SFQFBU-
FEMZ�QFSGPSN�B�TJOHMF�UBTL�m�GPS�FYBNQMF�GBDUPSZ�XPSLFST�BUUBDIJOH�B�XIFFM�UP�B�DBS�PO�BO�
BTTFNCMZ�MJOF��5IFJS�XPSL�SBOHF�XPVME�CF�OBSSPX��"U�UIF�PUIFS�FOE�PG�UIJT�EJNFOTJPO�UIFSF�
NJHIU�CF�B�TIPQ�BTTJTUBOU�TFSWJOH�DVTUPNFST�SF�TUPDLJOH�TIFMWFT�TUPDLUBLJOH�BOE�DIBOHJOH�
XJOEPX�EJTQMBZT��4JODF�TIF�QFSGPSNT�NBOZ�EJGGFSFOU�UBTLT�IFS�SBOHF�PG�XPSL�JT�XJEF�
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Discretion in work

5IF�IPSJ[POUBM�DPOUSPM�PWFS�XPSL�EJNFOTJPO�EJTUJOHVJTIFT�BU�POF�FYUSFNF�UIPTF�XPSLFST�XIP�
CFDBVTF�PG�UIF�TQFDJGJDJUZ�XJUI�XIJDI�UIFJS�XPSL�JT�EFGJOFE�IBWF�MJUUMF�PS�OP�EJTDSFUJPO�BT�UP�IPX�
UP�QFSGPSN�JU��'PS�FYBNQMF�PVS�BTTFNCMZ�MJOF�PQFSBUPS�XIP�BUUBDIFT�B�XIFFM�PO�B�DBS�XJMM�GPMMPX�
B�EFUBJMFE�XSJUUFO�TQFDJGJDBUJPO�PG�IPX�IF�PS�TIF�TIPVME�QFSGPSN�UIFJS�KPC��5IFJS�XPSL�EJTDSF-
UJPO�XPVME�CF�MBCFMMFE�MPX��"U�UIF�PUIFS�FOE�PG�UIJT�EJNFOTJPO�XPVME�CF�B�QFSTPO�XIP�IBE�IJHI�
EJTDSFUJPO�BT�UP�IPX�UP�QFSGPSN�UIFJS�XPSL�m�GPS�FYBNQMF�B�QPUUFS�B�QMVNCFS�PS�B�EPDUPS��/PPO�
FU�BM��T�GSBNFXPSL�EJTUJOHVJTIFT�GPVS�DMBTTFT�PS�UZQFT�PG�KPCT�UIBU�UIFZ�MBCFM�BT�GPMMPXT�

��� 4QFDJBMJTU�XPSL�� IJHI�EJTDSFUJPO�PWFS�B�OBSSPX�SBOHF�PG�XPSL�

��� 4QFDJBMJ[FE�XPSL�� B�OBSSPX�SBOHF�PG�QSFTDSJCFE�UBTLT�

���(FOFSBMJ[FE�XPSL�� B�XJEF�SBOHF�PG�QSFTDSJCFE�UBTLT�

���(FOFSBMJTU�XPSL�� IJHI�EJTDSFUJPO�PWFS�B�XJEF�SBOHF�PG�UBTLT�

Wide

Narrow

Low High

Deskilling
thesis

Upskilling
thesis

Discretion in work

Range of work

GENERALIZED
WORK

(3)

(2)

SPECIALIZED
WORK

GENERALIST
WORK

(4)

(1)

SPECIALIST
WORK

Figure 14.2: Work categorization framework and trends in skill change

Source: from Noon et al. (2013, p.165).

5IF�GSBNFXPSL�DBO�CF�VTFE�CPUI�UP�USBDF�USFOET�JO�TLJMM�DIBOHFT�BOE�BMTP�UP�DPNQBSF�
EJGGFSFOU�XPSL�PSHBOJ[BUJPO�JOJUJBUJWFT�EFTDSJCFE�JO�FNQJSJDBM�DBTF�TUVEJFT��/PPO�FU�BM��
	����
�EFQJDU�UIF�EFTLJMMJOH�USFOE�XJUI�UIF�TPMJE�BSSPXT�GSPN�IJHI�UP�MPX�PO�UIF�SBOHF�PG�
XPSL�EJNFOTJPO�BOE�GSPN�IJHI�UP�MPX�DPOUSPM�PO�UIF�EJTDSFUJPO�PWFS�XPSL�EJNFOTJPO��*UT�
NPTU�FYUSFNF�QPTJUJPO�MBCFMMFE�JT�	�
�4QFDJBMJTU�8PSL��5IF�VQTLJMMJOH�USFOE�JT�TIPXO�XJUI�
EPUUFE�BSSPXT�JO�UIF�PQQPTJUF�EJSFDUJPO�XJUI�JUT�FYUSFNF�QPTJUJPO�MBCFMMFE�BT�	�
�(FOFSBMJTU�
8PSL��*OTUFBE�PG�MPPLJOH�GPS�BOZ�HFOFSBM�USFOET�UIJT�ANBQ��BMMPXT�GPS�UIF�QPTTJCJMJUZ�B�TJOHMF�
HSPVQ�XPSLQMBDF�JOEVTUSZ�PS�JOEVTUSJBM�TFDUPS�UP�CF�SFQSFTFOUFE�

Stop and tHink

Consider an organization with which you are familiar – a school, university, church, 
current employer. Give one of example of specialist, specialized, generalized and 
generalist work with which you are familiar.

Back to the future?
The Economist�	����
�OPUFE�B�OFX�USFOE�XIJDI�JU�EVCCFE�A%JHJUBM�5BZMPSJTN���5IF�EJTUJO-
HVJTIJOH�GFBUVSF�PG�UIF�OFX�WFSTJPO�PG�UIJT�PME�XPSL�EFTJHO�XBT�UIBU�JUT�CBTJD�QSJODJQMFT�
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XFSF�CFJOH�TVQFSDIBSHFE�XJUI�EJHJUBM�UFDIOPMPHZ�BOE�BQQMJFE�UP�B�XJEFS�SBOHF�PG�FNQMPZ-
FFT��0SJHJOBMMZ�GPDVTFE�PO�NBOVBM�XPSLFST�5BZMPSJTN�IBT�OPX�CFFO�FYUFOEFE�UP�PGGJDF�
LOPXMFEHF�BOE�TFSWJDF�XPSLFST�BOE�FWFO�UP�NBOBHFST�UIFNTFMWFT��/FX�UFDIOPMPHZ�IBT�
BMMPXFE�DPNQBOJFT�UP�

r� EJWJEF�DMFSJDBM�XPSL�JOUP�SPVUJOF�UBTLT�BOE�PVUTPVSDF�UIFN�UP�GSFFMBODF�XPSLFST�

r� FOIBODF�UJNF�BOE�NPUJPO�TUVEJFT�UISPVHI�UIF�VTF�PG�TPDJPNFUSJD�CBEHFT�BT�EFTDSJCFE�
FBSMJFS�

r� JOUSPEVDF�QFFS�SFWJFX�TPGUXBSF�UIBU�DIBOHFT�BOOVBM�QFSGPSNBODF�SFWJFXT�JOUP�DPOUJOV-
PVT�FNQMPZFF�BTTFTTNFOUT�

r� VTF�ESPOFT�UP�NFBTVSF�UIF�QSPHSFTT�PG�CVJMEJOH�QSPKFDUT�

r� TUSBQ�UFSNJOBMT�UP�XBSFIPVTF�XPSLFST��BSNT�UP�NPOJUPS�UIFJS�XPSL�FGGJDJFODZ�

"�TFDPOE�EJTUJOHVJTIJOH�GFBUVSF�PG�EJHJUBM�5BZMPSJTN�SFMBUFT�UP�QBZ�GPS�QFSGPSNBODF��
'SFEFSJDL�5BZMPS�IBE�BMXBZT�CFFO�LFFO�UIBU�IJT�AGJSTU�DMBTT�NBO��XIP�GPMMPXFE�IJT�JOTUSVD-
UJPOT�BT�UP�IPX�UP�EP�UIF�KPC�FYBDUMZ�BOE�UIFSFCZ�SBJTFE�IJT�PVUQVU�TJHOJGJDBOUMZ�TIPVME�CF�
XFMM�SFXBSEFE��8BHF�JODSFBTFT�PG����QFS�DFOU�XFSF�OPU�VODPNNPO��5ISPVHIPVU�UIF�UXFOUJFUI�
DFOUVSZ�TUBGG�BQQSBJTBMT�IBWF�BMXBZT�EJTUJOHVJTIFE�HPPE�BWFSBHF�BOE�QPPS�QFSGPSNFST��5IFZ�
IBWF�SFXBSEFE�UIFN�	PS�OPU
�XJUI�BQQSPQSJBUF�QBZ�JODSFBTFT��4PNF�HFU����QFS�DFOU�JODSFBTFT�
PUIFST���QFS�DFOU�POFT�XIJMF�PUIFST�SFDFJWF�XSJUUFO�XBSOJOHT�UP�JNQSPWF�UIFJS�QFSGPSNBODF�

'PS�UIPTF�PSHBOJ[BUJPOT�JO�UIF�NPEFSO�FSB�XIJDI�SFMZ�TP�EJSFDUMZ�PO�UIFJS�XPSLFST��
CSBJOQPXFS�UIF�FNQMPZFF�SFXBSE�TUSBUFHJFT�PG�UIF�QBTU�BSF�CFDPNJOH�MFTT�SFMFWBOU��#JMM�
(BUFT�	.JDSPTPGU
�PODF�TBJE�UIBU�B�HSFBU�MBUIF�PQFSBUPS�DPNNBOET�TFWFSBM�UJNFT�UIF�XBHF�
PG�BO�BWFSBHF�MBUIF�PQFSBUPS�CVU�B�HSFBU�XSJUFS�PG�TPGUXBSF�DPEF�JT�XPSUI�������UJNFT�UIF�
QSJDF�PG�BO�BWFSBHF�TPGUXBSF�XSJUFS��5IJT�WJFX�XBT�FDIPFE�CZ�-BT[MP�#PDL�)FBE�PG�1FPQMF�
0QFSBUJPOT�BU�(PPHMF��*O�IJT�CPPL�DIBQUFS�FOUJUMFE�A1BZ�VOGBJSMZ��IF�XSPUF�UIBU�A"U�(PPHMF�
XF�IBWF�TJUVBUJPOT�XIFSF�UXP�QFPQMF�EPJOH�UIF�TBNF�XPSL�DBO�IBWF�B�IVOESFE�UJNFT�EJG-
GFSFODF�JO�UIFJS�JNQBDU�BOE�JO�UIFJS�SFXBSET��	#PDL������Q����
��)F�XFOU�PO�UP�DJUF�B�TJUV-
BUJPO�XIFSF�POF�FNQMPZFF�SFDFJWFE�B�TUPDL�BXBSE�PG��������BOE�BOPUIFS�XPSLFS�JO�UIF�
TBNF�BSFB�SFDFJWFE����������

*O�5BZMPS�T�EBZ�XPSLFST�XIP�EJE�OPU�QFSGPSN�UIFJS�UBTLT�BT�JOTUSVDUFE�PS�XIP�GBJMFE�UP�
BDIJFWF�UIF�SFRVJSFE�QSPEVDUJWJUZ�UBSHFUT�XFSF�EJTNJTTFE��5IJT�%BSXJOJBO�ATVSWJWBM�PG�GJU-
UFTU��BQQSPBDI�XBT�QPQVMBSJ[FE�CZ�+BDL�8FMDI�$IJFG�&YFDVUJWF�PG�(FOFSBM�&MFDUSJD�JO�UIF�
����T��)JT�AWJUBMJUZ�DVSWF��VTFE�B���m��m���QFSGPSNBODF�SBOLJOH�TZTUFN�UIBU�EJWJEFE�UIF�
DPNQBOZ�T��������FNQMPZFFT�JOUP�UIF�UPQ�QFSGPSNJOH����QFS�DFOU�UIF�NJEEMF����QFS�DFOU�
BOE�UIF�CPUUPN����QFS�DFOU��5IF�MBTU�HSPVQ�XFSF�GJSFE��5IF�BQQSPBDI�IBT�CFFO�EVCCFE�AVQ�
PS�PVU�NBOBHFNFOU��TJODF�BT�BO�FNQMPZFF�ZPV�FJUIFS�NPWFE�VQ�PS�ZPV�NPWFE�PVU��*U�JT�
BMTP�LOPXO�BT�ASBOL�BOE�ZBOL��PS�ATUBDL�SBOLJOH��BOE�BQQFBST�UP�CF�CBDL�JO�GBTIJPO�	The 
Economist�������)JMM�����
�

Stop and tHink

Image that every year, following the publication of the examination results for 
this course, the worst performing 15 per cent of students are thrown out of the 
university. Do you think this would improve your motivation to study and your 
results?

$SJUJDT�BSHVFE�UIBU�UIF�NPEFSO�WFSTJPO�PG�TDJFOUJGJD�NBOBHFNFOU�UISFBUFOT�UP�EFIVNBO-
J[F�UIF�NPEFSO�XPSLQMBDF��4QFDJGJDBMMZ�

r� 4MJDJOH�BOE�EJDJOH�LOPXMFEHF�KPCT�MJNJUT�FNQMPZFFT��BCJMJUZ�UP�VTF�UIFJS�FYQFSUJTF�
DSFBUJWFMZ�

r� .FBTVSJOH�FWFSZUIJOH�BOE�FWFSZPOF�DPOTUBOUMZ�SPCT�FNQMPZFFT�PG�UIF�QMFBTVSF�GSPN�
EPJOH�UIFJS�KPCT�
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r� 1VTIJOH�QFPQMF�UP�UIFJS�MJNJUT�MFBET�UP�FNQMPZFF�CVSOPVU�BOE�TUBGG�UVSOPWFS�m�ACVSO�BOE�DIVSO��

r� $POUJOVPVT�FNQMPZFF�QFFS�SFWJFX�BOE�JOEJWJEVBM�SFXBSET�XPSL�BHBJOTU�UFBN�XPSL�BOE�
FODPVSBHF�QPMJUJDBMMZ�NPUJWBUFE�CBDL�TUBCCJOH�

%JHJUBM�5BZMPSJTN�BQQFBST�TFU�UP�DPOUJOVF�BT�EFWFMPQNFOUT�JO�UFDIOPMPHZ�BMMPX�GJSNT�UP�
NFBTVSF�BOE�NPOJUPS�UIFJS�FNQMPZFFT�JO�FWFS�NPSF�TPQIJTUJDBUFE�XBZT��5IF�XSJUFS�DPO-
DMVEFT�UIBU�A5IF�NPTU�CBTJD�BYJPN�PG�NBOBHFNFOU�JT�XIBU�HFUT�NFBTVSFE�HFUT�NBOBHFE��
4P�UIF�NPSF�UFDIOPMPHZ�PG�NFBTVSFNFOU�BEWBODFT�UIF�NPSF�XF�IBOE�QPXFS�UP�'SFEFSJDL�
5BZMPS�T�TVDDFTTPST��	The Economist������Q���
�

Employee identification and the pursuit of happiness  
in a call centre
Most research into call centre working showed that they 
use Taylorist work designs as described on page 456. 
However, Sarah Jenkins and Rick Delbridge (2014) stud-
ied VoiceTel, a UK multi-client call centre which has won 
awards for high performance and had a leading market 
position. The company demonstrated a very different 
approach which used normative (values-based) controls 
rather than traditional (Taylorist) bureaucratic or techno-
logical controls. Normative control refers to management’s 
attempt to regulate organization members’ thoughts, val-
ues and emotions, and thus their behaviours.

The owners wanted employees to identify with, and 
commit to the company. Identification refers to how indi-
viduals define themselves through the meanings embed-
ded in the company culture. It focuses on the company 
practices that shape individuals’ constructions of their 
identity. Identification is important because it is the pro-
cess through which people come to define themselves, 
communicate that definition to others, and use it to navi-
gate their lives both inside and outside work. Staff did so, 
and also expressed great happiness with their employer 
(‘a brilliant place to work’) – a most unusual phenome-
non for a call centre. Cultural control involves employees 
internalizing norms and values. At VoiceTel the research-
ers found this internalization process operated through 
three employee-identification mechanisms:

Organization value system. Reciprocity, trust and care of 
employees were the company values espoused and pro-
moted by the firm’s owners and were reflected in the 

way staff were treated. Reciprocal relations were the cor-
nerstone of the people management approach, and the 
norm of reciprocity formed the basis of the rights and obli-
gations within the company. By caring for employees and 
valuing their work, it was expected that employees would 
care for the organization by providing high-quality work.

Social relations. This referred to interactions between 
employees, employers and clients. The owners achieved 
employee identity regulation through the company’s 
recruitment (‘recruit a friend’); selection of value- 
sharing job applicants (those who ‘go the extra mile’); 
probation (observation if they ‘fitted in’); and the way 
new recruits were socialized and managed. Regulat-
ing identity can be achieved by engendering feelings of 
belonging and membership and a sense of community, 
and this shaped and sustained the company’s culture.

Nature of work. This related to the content, organization 
and management within the call centre. The work 
was characteristic of call centres which use integrated 
telephone and computer technology. However, there 
were no scripts or standardized practices governing 
staff interactions with customers; no electronic moni-
toring of calls or targets for call-handling times. Work-
ers were organized into fours, each with a supportive 
team leader who performed a mentoring role. Call 
workers were given great autonomy in their dealings 
with clients and had discretion to negotiate service 
provision. They were expected to act in accordance 
with company values to achieve company objectives.

Recap

1. Understand how scientific management met the 
needs of its historical context.

r� At the start of the twentieth century, European 
emigration to the United States and internal 

migration from rural to urban areas produced a 
large workforce with poor English language skills 
which lacked work discipline.
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r� The same period saw the establishment of large 
corporations, and the development of technology 
that permitted, for the first time, the mass manu-
facture of products. These factories required a 
large workforce.

2. Describe the main objectives and principles of 
the scientific management approach.

r� The objectives are efficiency, by increasing the 
output per worker and reducing deliberate ‘under-
working’; predictability of job performance – 
standardizing tasks by dividing them up into small 
and closely specified subtasks; and control by 
establishing discipline through hierarchical author-
ity and introducing a system whereby all manage-
ment’s policy decisions can be implemented.

r� The principles are: a clear division of tasks and 
responsibilities between management and work-
ers; use of scientific methods to determine the 
best way of doing a job; scientific selection of 
employees; the training of the selected worker to 
perform the job in the way specified; and the sur-
veillance of workers through the use of hierarchies 
of authority and close supervision.

3. Enumerate the contributions of the Gilbreths 
and Gantt to scientific management.

r� Frank Gilbreth’s contributions were micromotion 
study; the chronocyclegraph; time-and-motion 
studies; and the ‘therbligs’ notation system. Lillian 
Gilbreth contributed fatigue study based on physi-
ological and psychological principles.

r� Laurence Gantt supplied the ‘best-known-way-
at-present’ approach to job design; the task-and-
bonus payment scheme; and the ‘Gantt Chart’.

4. Understand how Fordism developed out of 
Taylorism.

r� Ford developed the analysis of jobs; installed sin-
gle purpose machine tools to produce standard-
ized parts; and established the mechanically paced 
assembly line.

5. Understand the deskilling debate and the contri-
bution of Braverman and Ritzer.

r� The ‘Braverman thesis’ holds that there is a long-
run tendency for workers and their jobs to become 
deskilled through fragmentation, rationalization 
and mechanization.

r� Some argue for the deskilling thesis, while others 
reject it, claiming that technological developments 
have upskilled both workers and jobs and created 
new, high-skill industries.

r� The deskilling debate is often discussed in the con-
text of Ritzer’s McDonaldization process, which 
refers to an approach to work design based on 
efficiency, calculability, predictability and control.

6. Provide examples of scientific management in 
contemporary society.

r� Apart from fast food restaurants, the process of 
credit-granting through credit card; semesteriza-
tion and modularization of university courses; TV 
programming; food packaging.

��� 5BZMPSJTN�IBT�CFFO�NVDI�DSJUJDJ[FE��8IBU�BSF�UIFTF�DSJUJDJTNT �8IJDI�DSJUJDJTNT�EP�
ZPV�GFFM�BSF�WBMJE�BOE�XIJDI�BSF�OPU �(JWF�SFBTPOT�GPS�ZPVS�BTTFTTNFOU�

���%FGJOF�GJWF�LFZ�QSJODJQMFT�PS�QSBDUJDFT�PG�5BZMPSJTN�PS�'PSEJTN��6TJOH�FYBNQMFT�
FYQMBJO�IPX�UIFTF�BSF�CFJOH�VTFE�JO�UPEBZ�T�PSHBOJ[BUJPOT��%JTDVTT�IPX�UIFTF�GPSNT�
PG�XPSL�PSHBOJ[BUJPO�BGGFDU�FNQMPZFF�CFIBWJPVS�

��� 5P�XIBU�FYUFOU�BSF�QFSGPSNBODF�CBTFE�QBZ�KVTU�JO�UJNF�	TUPDL
�JOWFOUPSZ�BOE�CVTJ�
OFTT�QSPDFTT�SF�FOHJOFFSJOH�KVTU�NPEFSO�EBZ�BQQMJDBUJPOT�PG�'SFEFSJDL�5BZMPS�T�TDJFO�
UJGJD�NBOBHFNFOU 

��� *EFOUJGZ�OPO�GPPE�FYBNQMFT�PG�UIF�.D%POBMEJ[BUJPO�QSPDFTT��"OBMZTF�UIFN�JO�UFSNT�PG�
3JU[FS�T�GPVS�LFZ�FMFNFOUT�

Revision

Research 
assignment

7JTJU�ZPVS�MPDBM�GBTU�GPPE�SFTUBVSBOU�UIBU�VTFT�B�5BZMPSJTU�'PSEJTU�GPSN�PG�XPSL�PSHBOJ[BUJPO��
0CTFSWF�BOE�NBLF�OPUFT�PO�UIF�CFIBWJPVS�PG�JUT�FNQMPZFFT�CPUI�UIPTF�BU�UIF�DPVOUFS�BOE�
UIPTF�JO�UIF�LJUDIFO��"SSBOHF�UP�UBML�UP�POF�PS�UXP�DSFX�NFNCFST�m�QFSIBQT�ZPV�BMSFBEZ�LOPX�

➔
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478 Chapter 14 Work design

someone who currently works there, or has done so in the past. Ask them about the best and 
worst aspects of that job. Relate their answers to the theories and research findings discussed 
in this chapter. Are the criticisms of fast food restaurants and similar organizations unfair?

Springboard

Christopher Elliott and Gary Long (2016) ‘Manufacturing rate busters: computer control and 
social relations in the labour process’, Work, Employment and Society, 30 (1): 135–51. The 
authors provide a detailed case study of the most recent implementation of computer con-
trol over manual jobs in a distribution centre and discuss workers’ attempts at resistance.

Christina Evans and Leonard Holmes (eds) (2013) Re-Tayloring Management. Farnham: 
Gower. The book contributors consider how Taylor’s philosophy is being applied to 
knowledge workers, the professionalization of management; and the growth of manage-
ment education. It argues that managers are ‘obsessed with control’ and challenges the 
notion that modern management is all about employee engagement or empowerment.

Gerard Hanlon (2016) The Dark Side of Management: A Secret History of Management 
Theory. London: Routledge. Beginning with a consideration of Frederick Taylor, the 
author offers a critique of management arguing that it ensures that contemporary workers 
exist in a precarious world without control, democracy or power.

Linzi Kemp (2012) ‘Modern to postmodern management: developments in scientific man-
agement’, Journal of Management History, 19 (3): 345–61. The author considers scientific 
management from the perspective of postmodernism. She looks at examples of scientific 
management in the measurement of knowledge production, empowerment, total quality 
management and teamworking.

OB cinema
The Rebel (1961, director Robert Day): DVD track 2, 0:05:00–0:11:30 (7 minutes). In this film, the 
comedian Tony Hancock plays himself, as a London office worker who finds the routine of his job 
oppressive. The clip begins with a shot of the office, and ends with the manager saying to Tony, ‘Off 
you go’. As you watch this clip:

1. Identify the design principles underlying the office jobs that Tony and his (all male) colleagues are 
performing at United International.

2. Complete this matrix, indicating the advantages and disadvantages, to management and to employ-
ees, of designing jobs in this way:

advantages disadvantages

for management

for employees

1. Tony’s manager diagnoses his problem and suggests some solutions. How appropriate do you 
think his suggestions are?

2. Is this movie out of date, because management practice and office technology have changed since the 
1960s? Or can you identify jobs that you have personally had, or which you have recently observed, that 
are designed in the same way? What would be – or what has been – your reaction to work like this?
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OB on the web
Search YouTube for ‘Time-Motion Study.’ It is a 1946, black-and white film demonstrating some of 
the basic principles of time-and-motion study. Identify any aspect of your work or personal life which 
would benefit from the application of these principles.

CHAPTER ExERCISES

1. The call centre experience

 Objectives 1. To distinguish different forms of control within an organizational context

2. To explain the reasons for the popularity of call centre companies.

3. To identify the problems experienced by call centre employees and how they might 
be addressed.

 Briefing 1. Re-read pages 456–57.

2. Individually consider:

(a) What is meant by the term, control within an organizational context?

(b) In what different ways does the company that you work for control your behav-
iour on the job?

3. Form into groups and discuss the following questions:

(a) What benefits do companies gain from running their call centres?

(b) What problems does the way that work is organized in a call centre create for its 
employees?

(c) How would you improve the quality of working life of call centre employees?

2. Taylor Road order-fillers

 Objectives 1. To recognize contemporary examples of Taylorist work design.

2. To explain the reasons for the popularity of these practices.

3. To identify the problems associated with this form of work design.

 Taylor Road Taylor Road is a computer-controlled warehouse of a large, multinational company with  
 order-fillers  over 10,000 employees around the world which distributes food products and customer 

orders. The non-unionized employees receive a wage that is higher than other local 
manufacturing facilities and twice that of comparable, low-skilled service jobs. With its 
strict staff selection (95 per cent were males, aged between 20 and 40), and high wages 
and benefits, the facility enjoys a good reputation in the area. Computer controls direct, 
monitor and evaluate workers’ manual tasks using algorithms.

In a Taylor Road warehouse, a central computer coordinates and individually tailors 
work for employees. At the start of a shift, each employee receives a wireless mini-
computer (‘unit’), a headset, and a vehicle for moving goods. They log onto their unit 
with their personalized settings and passwords. The central computer assigns order-
fillers their discrete tasks which come packaged as ‘trips’. These are software-generated 
routes through the warehouse which they have to follow to collect the different parts 
of customers’ orders. Order-fillers are directed to their collection points (‘slots’) using 
computer voice-guided instructions. On arrival, the employee confirms the location by 
speaking a three-digit code printed above the slot. Once the unit ‘hears’ the code, it 

➔
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480 Chapter 14 Work design

responds with the number of cases to be collected from that slot. The order-fillers man-
ually transfer the cases onto their vehicles, and then again speak the correct quantities 
into their units. If they do not follow this behaviour sequence exactly, the order-fillers 
are unable to complete a trip.

If they are working at the minimum production rate, each employee would perform 
this behaviour sequence 1,500 to 2,000 times per shift. On average, each grocery case 
weighs 18 pounds, so an order-filler would physically lift between 27,000 and 36,000 
pounds of goods per shift. The company’s industrial engineers have developed a for-
mula which calculates a standard time for each trip. This is based on time study, digital-
ized maps of the warehouse, size and weight of cases, number of required stops, and 
fatigue allowances. Thus, every task a worker performs is electronically dispensed and 
tracked. The collected data is used to maintain the desired level of employee perfor-
mance. Computer coordination is so good that, in order to function, the warehouse 
does not require the workers to interact with each other. They might cross paths on two 
or three occasions during a shift. Thus, the order-filler’s task is designed to be repetitive, 
fatiguing and isolating.

Once he has delivered his load to the dispatch dock, the computer informs the order-
filler how quickly he has completed his last trip; updates him on his cumulative shift 
performance up to that point; lets him know the standard time for his next trip; and 
tells him the aisle and slot that he has to go to next. To keep their jobs, employees have 
to maintain a rolling four-week average performance of 95 per cent of standard time, 
as specified by the formula. Failure to achieve this standard, results in disciplinary warn-
ings, and 3–4 weeks of underperformance leads to dismissal. Employees who survive 
the first two months of employment generally continue to meet the standard. Each fort-
night, workers who have achieved between 105 and 130 per cent performance receive 
bonuses.

Form into groups and discuss the following questions:

(a) Which examples of Taylorism can you identify here?

(b) How do these practices improve efficiency and productivity?

(c) What problems does the way that work is organized in these warehouses create for 
its employees?

(d) How might these problems be overcome?

Case based on Elliott and Long (2016)

Employability assessment
With regard to your future employment prospects:

1. Identify up to three issues from this chapter that you found significant.

2. Relate these to the competencies in the employability matrix.

3. Decide what actions you need to take to maintain and/or develop those competencies under each of the four 
headings of the employability matrix.
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Personal qualities
self-management

work ethic/results orientation
appetite for learning
interpersonal skills

creativity and innovation

Leadership qualities
leadership

people management
leading and managing change

project management
general management skills

Other attributes
political awareness

understand cross-cultural issues
how organizations work

critical thinking
decision making

Practical skills
commercial acumen

customer service skills
communication skills
problem solving skills

teamworking skills

Employability
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Learning outcomes
When you have read this chapter, you should be able to define those 
key terms in your own words, and you should also be able to:

1. Explain how organization structure affects human behaviour in 
organizations.

2. List the main elements of organization structure.

3. Relate the concept of span of control to that of organizational 
hierarchy.

4. Identify line, staff and functional relationships on an organization 
chart.

5. Distinguish between the formal, informal and semi-formal 
organization of a company.

6. Understand the nature and impact of sexuality on organizational 
behaviour.

 Chapter 15 Elements of structure

Key terms and learning 
outcomes 484

Why study elements of 
structure? 485

Organization structuring 486

Types of jobs 489

Line, staff and functional 
relationships 495

Sexuality and the informal 
organization 504

Roles in organizations 507

Formalization 511

Centralization versus 
decentralization 511

Recap, Revision, Research 
assignment 513

Springboard, OB cinema,  
OB on the web 514

Chapter exercises,  
References 515

Key terms
organization structure

delegation

work specialization

job definition

job description

organization chart

hierarchy

span of control

line employees

staff employees

authority

responsibility

accountability

line relationship

chain of command

staff relationship

functional relationship

formal organization

informal organization

semi-formal organization

sexuality

sex

gender

role

role conflict

rules

formalization

centralization

decentralization

M15_BUCH2881_09_SE_C15.indd   484 07/28/16   4:44 PM



 Why study elements of structure? 485

Why study elements of structure?
The structure of an organization is like the skeleton of an animal. The various bones link 
to each other in specific ways. Different animals have different skeletons. When scientists 
unearth the remains of an animal and examine its skeleton, they can tell what kind of 
animal it was. When living, you cannot directly observe an animal’s skeleton. It is hidden 
beneath its skin. However, when a part of the skeleton becomes faulty (e.g. a broken leg), 
the whole animal cannot perform as normal until the bone heals or has been replaced. 
What an animal can and cannot do during its life is greatly determined by its skeleton. As 
Sacha Albers and her colleagues (2016, p.8) explain:

Formal organizational structures group and connect individuals within an organization. 
Departments, committees, boards, teams and task forces create temporary or permanent 
channels for individuals to come together and interact … Role descriptions and task 
assignments typically specify reporting or supervisory duties and thus create connections 
among individuals. Essentially then, organization structures establish networks of ties 
among organizational members.

Employees’ attitudes and behaviour can be shaped as much by the structure of the 
organization within which they work as by the personalities that they possess, and the 
groups and teams to which they belong. The constraints and demands of the job imposed 
through the roles that they play can dictate their behaviour, and even change their person-
alities. For this reason, it is impossible to explain the behaviour of people in organizations 
solely in terms of individual or group characteristics. Jay Lorsch described organizational 
structure as management’s formal and explicit attempts to indicate to the organization’s 
members what is expected of them. This involves the definition of individual jobs and their 
expected relationship to each other, as indicated in organizational charts and in job descrip-
tions. In his words, ‘this was management’s attempt to draw a map of whom they want to 
do what’ (Lorsch, 1977, p.3).

Alan Fox (1966) argued that explanations of human behaviour in organizations must 
consider structural factors. He was critical of those who insisted on explaining behaviour 
in organizations exclusively in terms of personalities, personal relationships and leadership. 
Such explanations are highly appealing to common sense. This is because such variables 
are directly observable – people say and do things. In contrast, the effects of a company’s 
structure on its employees are generally hidden. The structural approach stands in contrast 
to the psychologistic approach which holds that it is the individual factors that are the main 
determinants of human behaviour in organizations.

While corporate strategy specifies the goals that a company pursues, organization struc-
ture directs the means by which these will be achieved. John Child (2015, pp.17–22) noted 
that an inappropriate structure can obstruct the achievement of organizational goals by 
causing at least five problems:

1. Motivation and morale can fall if inappropriate delegation and spans of control lead 
to too little or too much responsibility being given to employees. Ill-defined roles and 
unclear priorities, work schedules and performance standards, all lead to staff not know-
ing what is expected of them.

2. Decisions may be of poor quality and will be made slowly if the company has too many 
hierarchical levels; if decision makers are separated from each other, and if decision 
making is over-centralized.

3. Conflict and lack of coordination: if the structure does not emphasize a single set of 
company-wide objectives, departmental priorities may take precedence. Conflict results 
from a failure to coordinate the activities of individuals, teams and departments, whose 
work is interdependent.
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4. Changing circumstances may not be responded to imaginatively if the structure lacks 
people performing forecasting and planning roles; if it does not give priority to innova-
tion and change; and if there is no top management support or inadequate resources.

5. Rising costs may result from many expensive bosses in tall hierarchies with narrow spans 
of control; and where additional staff are hired to administer excessive rules, procedures, 
paperwork and targets.

Stop and think

Consider the behaviour of the instructor teaching this course. Identify aspects of 
their behaviour that you like and do not like. Decide if these positive and negative 
behaviours are influenced by that person’s personality or by the organization structure 
within which they work?

Organization structuring
At the start of the text, organizations were defined as social arrangements for achieving 
controlled performance in pursuit of collective goals. One aspect of these ‘arrangements’ 
is the creation of a structure. The purpose of organization structure is, first, to divide up 
organizational activities and allocate them to sub-units; and second, to coordinate and con-
trol these activities so that they achieve the aims of the organization.

Because organization structure is an abstract concept, it is useful to begin by listing 
the seven things that it is concerned with – the elements of structure. These are shown in 
Table 15.1. Senior management’s decisions regarding each element will have a major impact 
on the employees’ work satisfaction and organizational performance, either positively or 
negatively. A recurring theme running through these decisions is delegation, which refers 
to managers granting decision-making authority to employees at lower hierarchical levels.

organization 
structure the formal 
system of task and 
reporting relationships 
that control, coordinate 
and motivate employees 
to work together to 
achieve organizational 
goals.

delegation managers 
granting decision-
making authority to 
employees at lower 
hierarchical levels.

Table 15.1: Elements of organization structure

Element Concerns

Work specialization Division of work tasks

Hierarchy Levels of management in the organization

Span of control Number of workers supervised by a single 
manager

Chain of command Reporting relationships

Departmentalization Grouping of jobs

Formalization Extent of rules

Centralization Location of decision making

1. Work specialization: To what degree should work tasks in an organization be subdivided 
into separate jobs? Should there be high specialization, or should workers do several dif-
ferent jobs (low specialization). What are the implications for time, cost of training and 
employee motivation?

2. Hierarchy: Should there be many layers or levels of management (tall hierarchy) or few 
(flat hierarchy). What are the implications in terms of communication, employee motiva-
tion and staff costs?

3. Span of control: How many subordinates should a single manager or supervisor be 
responsible for – many (wide span of control) or few (narrow span of control)?

4. Chain of command: To whom should a given individual or group report with respect to 
their work?
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5. Departmentalization: Should jobs be grouped within departments whose staff share a 
common expertise (functional); or according to the product or service they offer, the 
geographical area they operate in, the type of customer they serve, or some other basis?

6. Formalization: Should written rules, records and procedures be used to coordinate and 
control the activities of different individuals and groups (high formalization) or should 
these be kept to the minimum (low formalization)

7. Centralization: Should decisions be made at the top of the company by senior managers 
(centralized) or should decision making be delegated to more junior staff lower in the 
organizational hierarchy (decentralized)?

Home viewing
The opening scene of the film Joe Versus the Volcano 
(1990, director John Patrick Shanley) ends when Joe Banks 

played by 6om *anMs� says nI donot Mnowo. 6he scene 

contains an example of each of the seven elements of the 
organization structure of American Panascope, the com-
pany that Hanks works for. Can you identify these?

A popular way of depicting the structure of any large organizations is as a pyramid or 
triangle, as in Figure 15.1. This is only one of many possible shapes for an organization’s 
structure. Several others will be presented later in the chapter. For the time being, we can 
note that the pyramidal form shows that an organization has both a vertical and a horizon-
tal dimension. Its broad base indicates that the vast majority of employees are located at the 
bottom, and are responsible for either manufacturing the product or providing the service 
(e.g. making refrigerators, selling insurance).

Why drug dealers live with their moms
Sudhir Venkatesh and Steven Levitt investigated the 
working of a Chicago-based crack cocaine dealing 
organization called the Black Gangster Disciple Nation. 
They found that it was structured similarly to the 
fast food chain McDonald’s – ‘if you were to hold a 
McDonald’s organizational chart and a Black Disciple org 
chart side by side, you could hardly tell the difference’ 
(Levitt and Dubner, 2005, p.87). The operation was 
divided into about 100 branches (or franchises). J.T., the 
leader of one such franchise (gang), reported to about 
20 men called (without irony), the board of directors, to 
whom he paid nearly 20 per cent of his revenues for the 
right to sell crack in a designated 12-square-block area. 
The remainder of the money he distributed as he saw fit. 
Three officers reported directly to J.T. – an enforcer (who 
ensured the gang’s safety), a treasurer (who watched 
over the gang’s liquid assets) and a runner (who trans-
ported large quantities of drugs and money to and from 
the supplier). Below these officers were 25–75 street-
level salesmen known as foot soldiers who aspired to 

become officers themselves one day. At the very bot-
tom of the hierarchy were 200 members known as the 
rank-and-file. These were not actually gang employees, 
but they did pay dues to the gang, for either protection 
from rival gangs, or for the chance to secure a job as 
a foot soldier. A drug dealing organization works like a 
standard capitalist enterprise. You have to be near the 
summit to make a lot of money. The 120 men at the 
top of the Black Disciples organizational pyramid were 
paid very well (2.2 per cent of gang members took home 
more than half of all the money), with the top 20 bosses 
netting $500,000 each per annum. J.T., the gang-leader 
(franchise holder), earned $66 dollars an hour, his three 
officers each received $7 dollars an hour, and the foot 
soldiers made $3.30 an hour – less than the US mini-
mum wage. The authors concluded that, except for 
the top cats, drug dealers don’t make much money, 
and that’s why they live with their mothers (Levitt and 
Dubner, 2005; Venkatesh and Levitt, 2000; Levitt and 
Venkatesh, 2000).

In Figure 15.1, each of the six successive levels above the workers represents a layer of 
management. On the left-hand side of the diagram, the managerial ranks are divided into 
three groupings: supervisory or first-line management; middle management; and senior 
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488 Chapter 15 Elements of structure

or top management. The diagram’s right-hand side lists the commonly used job titles of 
managers who are members of each grouping. The layers also represent differences in 
status. While most people will recognize an organization structure, they are less clear 
about its purpose. Robert Duncan (1979, p.59) said: ‘Organization structure is more than 
boxes on a chart; it is a pattern of interactions and coordination that links the technology, 
tasks and human components of the organization to ensure that the organization accom-
plishes its purpose.’ For him, the purpose of a structure was twofold. First, it facilitated 
the flow of information within a company in order to reduce the uncertainty in decision 
making that was caused by information deficiency. Second, a structure achieved effective 
coordination and integration of the diverse activities occurring within different depart-
ments within a firm.

Top management

Middle management

Supervisory
management

Division heads

Department managers

Supervisors

Team leaders

Workers

Chief executive

Senior executives

Figure 15.1: Organization structure

Technical challenge? Coordination solution!
ATLAS is a particle detector experiment constructed at 
the Large Hadron Collider (LHC), a particle accelerator at 
CERN (Conseil Européenee pour la Recherche Nucléaire), a 
laboratory near Geneva in Switzerland. It is barrel-shaped, 
45 metres long, 25 metres in diameter, and weighs 7,000 
tonnes, as much as the Eiffel Tower. Physicists use it to 
study the building blocks of matter. It was assembled 100 
metres below the Swiss countryside from 10 million parts, 
twice as many as in a jumbo jet. Each day, it generates 
more data than Twitter. It is best known to the general 

public as the equipment that, in 2012, identified the Higgs 
Boson – the ‘God particle’. However, while it is a technical 
feat, it is also an organizational coordination achievement. 
Its components were designed by hundreds of scientists 
and engineers based at a dozen of different institutions. 
They were subsequently sourced from over 400 suppliers 
on four continents at a cost of ����  million. #t any one 
time, the experiments that it conducts involve more than 
3,000 researchers from 175 institutions in 38 countries 
(The Economist, 2013).

Harold Leavitt (1965) has suggested that organizations can be viewed as complex sys-
tems which consist of four mutually interacting, independent classes of variables: organi-
zational objectives, company structure, technology used and people employed. All of these 
were affected by the firm’s environment, such as the economic, political or social situation. 
The differences in organization structure can be partly accounted for by the interactions of 
these elements (Figure 15.2).

M15_BUCH2881_09_SE_C15.indd   488 07/27/16   10:43 AM



 Types of jobs 489

Structure

People

TechnologyObjectives

Environment

Figure 15.2: Leavitt diamond

FBI: mission impossible?
Established in 1908, the Federal Bureau of Investigation 
(FBI) now has a budget of $6 billion, employs 31,000 
staff, and has 56 US field offices and 50 foreign outposts. 
Historically, its agents have caught bank robbers, drug bar-
ons, organized crime leaders, corrupt politicians and serial 
killers. The FBI was organized to solve crimes efficiently 
after they had been committed – it was reactive. After 9/11 
it was required to stop crimes before they were commit-
ted – it had to become proactive. The new environment has 
meant that the FBI must change nearly everything about 
itself. First, its objectives have been changed. It has been 
mandated to take the lead in counter-terrorism and coun-
ter-intelligence, and charged with protecting Americans 
from terrorist attacks on US soil. To achieve this, it needs to 
replace its past ‘shoot-from-the-hip’, small-picture, strate-
gic planning approach, with a big-picture strategy involving 
good resource management, coordination and teamwork. 
Second, its structure needs to be changed. In the past, it 
had a highly compartmentalized and decentralized struc-
ture which relied on individual field officers’ talents and 
intuition to sniff out corruption and wrongdoing. Fighting 
terrorism required a much more centralized approach.

Third, the FBI needs to change its people. It has dou-
bled the number of both its linguists and intelligence 
analysts, and upgraded the pay of the latter. However, 
the bureau’s cumbersome hiring and training systems are 
being overwhelmed processing new recruits. The integra-
tion of new analysts is increasingly a challenge. Finally, on 
the technology side, the FBI has been upgrading to a new 
$425 million system called Sentinel. In the future, its staff 
will have to become familiar with hostile intent systems 
which are currently being developed. These use ‘pre-
crime’ technology of the type featured in Philip K. Dick’s 
short story Minority Report and the film based on it. The 
jury is still out on whether the bureau can achieve the 
necessary organizational changes being implemented, 
so that it operates in a completely different way. A past 
member of the US Government Accountability Office 
described the challenge thus: ‘You’re trying to accom-
plish this transformation in an environment that’s moving 
constantly. It’s as if you’re changing tyres on a moving 
car and you need to upgrade the vehicle you’re travelling 
in and the terrain you’re on is dicey and unstable’ (Brazil, 
2007; The Economist, 2008).

Types of jobs
An important series of decisions on organization design relate to what types of jobs should 
be created. How narrow and specialized should these jobs be? How should the work be 
divided and what should be the content of each person’s job? The detailed answers will 
of course depend on the type of job considered. Is the job being designed that of a nurse, 
engineer, car assembly worker, teacher or politician? How well defined ought work tasks to 
be? This is the question about work specialization. Some argue that newly appointed staff 
should know exactly what their duties are in detail. They suggest that this high degree of 

Work specialization 
the degree to which work 
tasks in an organization 
are subdivided into 
separate jobs.
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job definition helps to motivate employees by letting them know exactly what is expected 
of them. Such detail can also assist in performance appraisal.

Specialization is a feature of knowledge, clerical and manual jobs. After their general med-
ical training, some doctors become paediatricians, other choose obstetrics. On the assem-
bly line, some workers fit car tyres, while others fix on the doors. The choices concerning 
the extent and type of specialization depend on the criteria being used by the organization 
designer. These will be affected by their values, beliefs and preferences. It may be a case of 
trading off efficiency of production against job satisfaction. Senior management might decide 
to attempt to maximize both elements. Too rigid specialization can lead to demarcation dis-
putes. Once the elements of the job have been decided, it is possible to advertise the post.

Job definition 
determining the task 
requirements of each 
job in an organization. 
It is the first decision 
in the process of 
organizing.

Job title inflation
Job title inflation (‘uptitling’ or ‘title-fluffing’) is increas-
ing. At the top of organizations, multiple senior manag-
ers now have the word ‘chief’ in their job title (e.g. chief 
executive officer; chief operations officer; chief financial 
officer). They are collectively known as the ‘C-suite’. 
Recently, they have been joined by the ‘Chief Twitter 
Officer’ (Southwest Airlines) and the ‘Chief Blogging 
Officer’ (Coca-Cola, Marriott Hotels). Lower down the 
organization structure come the presidents (vice-, assis-
tant and others). Their numbers have increased by 312 
per cent compared to the chiefs’ increase of only 275 
per cent between 2005 and 2009. Structural factors may 
be responsible as the complexity of business and globali-
zation creates n8ice�presidents for 2hotocopiers s #sia 
Pacific’. LinkedIn, the social media website for profession-
als with 150 million members, calculated which job titles 
had experienced the greatest gains and losses. It found 
that the fastest-growing job title in America was ‘adjunct 
professor’ and the fastest shrinking was ‘sales associate’.

Towards the bottom of the organization, title-fluff-
ing is prevalent too. Paper boys have become ‘media 
distribution officers’; garbage collectors are ‘recycling 
officers’; lavatory cleaners are ‘sanitation consultants’; 
sandwich makers at Subway are ‘sandwich artists’; and 
the receptionist is the ‘director of first impressions’. 
Meanwhile, in France, cleaning ladies have become 
techniciennes de surface (surface technicians). During 
economic downturns, fancy job titles can be a substitute 
for pay rises and bonuses. Moreover, in flatter organiza-
tions with fewer levels of hierarchy, important sound-
ing job titles give employees the illusion of ascending 
the company ladder. Additionally, managers who no 
longer have anyone to manage due to company down-
sizing can also be fobbed off with important job titles. 
For many employees, their job title is very important to 
them. It indicates their status within the company and 
affects their self-image and self-esteem (The Economist, 
2010, 2012).

Others commentators believe that, far from being motivating, a high level of job defini-
tion acts to control people’s behaviour and sets minimum performance standards. What 
is needed, they argue, is for the employee to create their own job. In practice, a detailed 
job definition is provided to those doing low-level manual and clerical jobs, while at more 
senior levels there is a greater degree of own job-making. The physical manifestation of the 
choice about how much to define the job is the piece of paper on which is written the job 
description. A job description will usually contain the following information:

r� job title and the department in which it is located;

r� job holder’s position in the hierarchy;

r� to whom the job holder is responsible;

r� the objectives of the job;

r� duties required of the job holder (regular, periodical and optional);

r� liaison with other workers, staff, supervisors, and managers;

r� authority to carry out the task – the degree of freedom permitted to exercise own judge-
ment in carrying out the job.

The specialization of work activities and the consequent division of labour is a feature 
of all large, complex organizations. Once tasks have been broken down (or ‘differentiated’) 
into sub-tasks, these are allocated to individuals in the form of jobs. Persons carrying out 

Job description a 
summary statement 
of what an individual 
should do on the job.
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the jobs occupy positions in the organization’s hierarchy. Particular levels of responsibility 
and authority are allocated to these positions.

Job description
Job title:  Logistics Manager

Department: Production Department

Responsible to: Production Director

Relationships: Head of a five-member logistics team

Main objectives:
a. To cooperate with the sales department to ensure that orders are executed without delays.
b. To control the inventory in order to minimize the costs and inform the production lines.
c. To deal with all our sales representatives in order to reduce future delivery times.
d. To work with IT department to design and produce the new software for receiving orders.

Specific duties:

Duties: 40% cooperation with sales department
1. Meets every day with sales manager for the orders of the day.
2. Meets weekly with the marketing director to deal with the orders.
3. Gathers daily the numbers of orders and classifies them.
4. Checks any delays and personally takes immediate action.

Duties: 30% inventory control
1. Works with production line manager and checks the rate of production.
2. In weekly meetings, they decide the priorities in production of each product.
3. Personally checks the capacity of the storehouse and fills in the reports for the production line.
4. Meets with employees in storehouse and resolves any problems they face.

Duties: 15% sales representatives
1. Communicates with the main distributors on a weekly basis.
2. Meets once a month with the area representatives to discuss past performance.
3. Travels once a month to visit representatives in their areas.

Duties: 15% development of software
1. Meets weekly with the head of the IT department to discuss the evolution of company’s 

order receiving software.
2. Provides to IT departments the numbers of orders.

The division of labour and the relationship of one position to another is shown on the 
organization chart which graphically depicts its organization structure. It shows how the 
work of different people in the organization is coordinated and integrated (Chandler, 1988). 
The first organizational chart, that of the Union Pacific and Southern Pacific Railway in the 
USA, was published in 1910 (Harvard Business Review, 2014).

Let us consider the organization charts in Figures 15.3a and 15.3b, since they clarify 
some of the basic aspects of an organization’s structure that are introduced in this chap-
ter. These include chain of command; formal communication channels; division of labour; 
departmentalization; span of control; and levels of hierarchy. Hierarchy refers to the num-
ber of levels of authority to be found in an organization. It is a coordinating and integrating 
device intended to bring together the activities of individuals, groups and departments that 
were previously separated by the division of labour and function. In a company that has a 
flat organization structure, such as that shown in Figure 15.3a, only one level of hierarchy 
separates the managing director at the top from the employees at the bottom. In contrast, 
the organization structure depicted in Figure 15.3b has four levels in between the top and 

organization chart 
a diagram outlining 
the positions in an 
organization’s structure 
and the relationships 
between them.

hierarchy the number 
of levels of authority 
to be found in an 
organization.
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It is useful to distinguish between organizations which have many levels in their hierarchy, 
such as the military, the police and the civil service (referred to as having a ‘tall’ hierarchy), 
and organizations which manage to operate with relatively few levels of hierarchy such as 
small businesses (referred to as possessing a ‘flat’ hierarchy) or the Roman Catholic Church. 
In his classic article, Edward Lawler (1988) examined the functions of hierarchies in organiza-
tions and discussed what companies needed to do if they wanted to reduce or replace them.

Span of control refers to the number of subordinates who report to a single supervisor or 
manager and for whose work that person is responsible. Comparing the two organization charts 
in Figure 15.3, it can be seen that in the one with the flat hierarchy, there are many employees 
reporting to each supervisor. Hence, that person has a wide span of control. In a tall organiza-
tion structure, fewer employees report to each manager and hence the span of control of each of 
the managers is narrow. The larger the number of subordinates reporting to one manager, the 
more difficult it is for the manager to supervise and coordinate them effectively. General Sir Iain 
Hamilton once said ‘No one brain can effectively control more than 6 or 7 other brains’.

Harold Koontz (1966) wrote that if an organization with 4,000 employees widened 
its span of control from 4-to-1 to 8-to-1, it could eliminate two hierarchical layers of man-
agement, which translates into nearly 800 managers. Stephen Robbins and Timothy  

Span of control the 
number of subordinates 
who report directly to 
a single manager or 
supervisor.

67 positions Number of levels = 3

level

1

2

3

8–13 subordinates
report to each

supervisor

Figure 15.3a: Flat organization structure

67 positions Number of levels = 6

Level

1

2

3

4

5

6

2–3 subordinates
report to each 

supervisor

Figure 15.3b: Tall organization structure

the employees at the bottom. Google has opted to have four levels of hierarchy – vice presi-
dent, director, manager and individual contributor (Bock, 2015).
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The army’s span of control
The principle of chain-of-command ensures that each 
soldier knows to whom they are responsible. There 
can be units of different sizes for different purposes. 
Additionally, each soldier, squad, platoon, company or 

regiment leader reports to their senior officer. In this way, 
span of control (SOC) ensures that each officer has only 
between 2 and 10 soldiers reporting to them.

Form Commanded by one SOC Total soldiers

5 men 1 squad corporal  5:1 5

2 squads 1 sergeant’s squad sergeant  2:1 10

5 sergeant’s squads 1 platoon lieutenant  5:1 50

2 platoons 1 company captain  2:1 100

10 companies 1 regiment colonel 10:1 1,000

10 regiments 1 brigade general 10:1 10,000

With modifications in the numbers in different units, 
this is the principle on which armies have been organ-
ized. The general does not have to control 10,000 sol-
diers directly; he controls the ten regimental colonels, 
and so on. In modern armies this would be considered an 

excessive span of control and two or three armies would 
form an army group, but the principle remains. Split the 
task up into manageable proportions and do not have an 
excessive span of control so that real control is lost (based 
on Jervis, 1974, p.87).

Judge (2013) explained the simple arithmetic involved. Figure 15.4 shows an organization with 
4,096 workers at the level 7 – the shop floor. All the levels above this represent managerial 
positions. With a narrow span of control of 4-to-1, 1,346 managers are needed (levels 1–6). 
However, with a wide 8-to-1 span of control, only 585 would be required (levels 1–4).

Organizational level Assuming span of 4 Assuming span of 8

1 (highest)

2

3

4

5

6

7

1

4

16

64

256

1,024

4,096

1

8

64

512

4,096

span of 4:
operatives  = 4,096
managers (levels 1–6) = 1,365

span of 8:
operatives  = 4,096
managers (levels 1–4) =    585

Members at each level

Figure 15.4: Contrasting spans of control

Source: from Robbins, Stephen P.; Judge, Timothy A., Organizational Behaviour, 15th edn,  
© 2013. Printed and electronically reproduced by permission of Pearson Education, Inc., Upper 
Saddle River, New Jersey.
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The concepts of span of control and hierarchy are closely related. The wider a span of 
control is, the fewer the number of levels that there will be in the hierarchy. At each level, 
the contact between the manager and each of those reporting to him will be reduced. A 
supervisor responsible for eight operatives will have less contact with each operative than 
if she was responsible for only four. This wide span of control, with few levels of hierar-
chy produces a flatter organization structure with fewer promotion steps for employees to 
climb. However, it is likely that the communication between the levels will be improved as 
there are fewer of them for any message to pass through. Many factors affect the choice of a 
span of control, and the main ones are listed in Table 15.2.

Table 15.2: Factors determining the choice of span of control

Factors encouraging wider work spans
Similarities of tasks: The more similar the tasks carried out by subordinates are . . .
Subordinate characteristics: The more subordinates are competent, responsible and able . . .
Interaction requirements: The lower the interaction required with subordinates . . .
Standardized procedures: The more standardized procedures there are . . .
Planning and coordination: The less planning and less coordination that is required of  
subordinates’ work . . .

. . . the wider the span of control

Factors encouraging narrower work spans
Geographic proximity: The more physically dispersed subordinates are . . .
New problems: The higher the frequency of new problems experienced by subordinates . . .
Knowledge gap: The greater the gap between the manager’s and subordinates’ expertise . . .
Task complexity: If the work activities to be performed by employees are complex . . .
Manager’s job: The greater the non-supervisory element in a manager’s job . . .

. . . the narrower the span of control

Although flat hierarchies imply a wider span of control and fewer promotion oppor-
tunities, they also force managers to delegate their work effectively if they are not to be 
faced with an intolerable workload. Evidence suggests that individuals with high self- 
actualization needs prefer flat hierarchies, while those who emphasize security needs tend 

Stop and think

Can a lecturer’s span of control (class size) ever be too narrow or too wide? What 
factors determine the number of students that a single instructor can deal with in 
terms of teaching, assessment and course administration? What are the effects of 
high and low class sizes on (a) lecturers and (b) students?

Span of control at Google
The engineers at Google believed that managers did not 
matter. They thought them to be a necessary evil, but they 
got in the way, created bureaucracy and messed things up. 
In consequence, all manager roles were eliminated and all 
130 engineers reported directly to Wayne Rosing, head of 
engineering. Bureaucracy and hierarchy had been removed 
and the engineers became independent entities, linked only 
to the other members of their teams and to the product 

managers in the central organization. It worked reasonably 
well for some time, and then it did not. In January 2002, 
Wayne announced that the company’s flat structure could 
not scale much further. Google intended to recruit another 
100 engineers that year and they could not all report to 
Wayne. The new goal would be to reduce the span of con-
trol to 35-to-1. The ‘no managers’ experiment at Google 
lasted six months (Bock, 2015; Edwards, 2011).
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to gravitate towards organizations with tall hierarchies. At one time it was believed that the 
narrower the span of control was, the greater would be the level of employee productivity. 
However, research by Theobald and Nicholson-Crotty (2005) suggests that due to negative 
consequences of a narrow span, it is a moderate span of control that maximizes productiv-
ity, as shown in Figure 15.5.

High
performance

Low
performance

Narrow
span of control

Wide
span of control

Figure 15.5: Relationship between organizational performance and span of control

Source: based on Theobald and Nicholson-Crotty (2005).

The graph in Figure 15.5 shows that organizational performance and span of control 
both increase to the point at which the supervisor or manager is no longer able to coordi-
nate or monitor the large number of subordinates they are responsible for. Companies dif-
fer, and each seeks to find the span best for it. For example, Wal-Mart sets different spans 
of control – narrow for store managers so as to ensure standardization, and wide for mer-
chandizing managers at headquarters in order to implement best practices (Simons, 2005). 
To recap, an organization structure performs three functions. First, it designates the formal 
reporting relationships, specifying both managers’ spans of control and the number of hier-
archical levels. Second, it groups together individuals into departments. Finally, it specifies 
systems within the firm, to ensure that the communication, coordination and integration 
between different departments is effective.

Line, staff and functional relationships
Within an organization, one can distinguish two classes of workers. First, there are the line 
employees who contribute directly to the provision of goods or services to the customer. In 
a motor car company this refers those who assembly the car (production) and who sell the 
car (sales). They are considered to be the primary organizational functions. Line employ-
ees are shown on an organization chart which depicts their positions in the organization’s 
structure, and shows the relationships between them. The line structure is the oldest and 
most basic framework for an organization, and all other forms are modifications of it. It 
is indispensable if the efforts of employees are to be coordinated. It provides channels for 
upward and downward communication, and links different parts of the company together 
with the ultimate source of authority.

The second class of workers are called staff employees. They contribute indirectly to the 
provision of goods or services to the customer. These individuals occupy advisory positions 

Line employees 
workers who are 
directly responsible for 
manufacturing goods or 
providing a service.

Staff employees 
workers who occupy 
advisory positions and 
who use their specialized 
expertise to support the 
efforts of line employees.
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and use their specialized expertise to support the efforts of line employees. Staff employees 
work in departments such as purchasing, human resources, information technology and 
legal. These are considered to be secondary organizational functions. A firm may provide 
line managers with advice by establishing a separate department headed by staff special-
ists. This is a modification of the basic line structure, and is referred to as a line-and-staff 
structure. The staff departments and the staff employees within them perform their tasks 
through the line structure, and not independently of it.

Within any organization structure, individuals occupying different positions will have 
different relationships with one another. These relationships can be labelled line, staff and 
functional.

To explain the differences between these types of relationships, it is first necessary to 
introduce and define the concepts of authority, responsibility and accountability. You 
cannot be held accountable for an action unless you are first given the authority to do it. 
In a situation where your manager delegates authority to you, they remain responsible for 
your actions to senior management. Authority is vested in organizational positions, not in 
the individuals who occupy them. Military personnel salute the rank, not the person hold-
ing it. Authority is accepted by subordinates who comply because they believe the position 
holder has a legitimate right to exercise the authority. Authority flows down the vertical 
hierarchy of the organization, along the formal chain of command.

authority the right 
to guide or direct the 
actions of others and 
extract from them 
responses that are 
appropriate to the 
attainment of an 
organization’s goals.

Responsibility the 
obligation placed on a 
person who occupies a 
certain position in the 
organization structure to 
perform a task, function 
or assignment.

accountability 
the obligation of a 
subordinate to report 
back on their discharge 
of the duties for which 
they are responsible.

Reverse accountability
Traditional accountability refers to the obli-
gation of a subordinate to report back to 
their boss on their discharge of the duties 
for which they are responsible. Reverse 
accountability is the opposite. Gary Hamel 
(2011) gives the example of an Indian IT ser-
vices company with thousands of employ-
ees that has a management model built on 
the principle of reverse accountability. Every 
employee rates their boss and their boss’s 
boss, and their ratings are published online. 
When reviewing and updating their corpo-
rate strategies, the company shares it with 
its 8,000 employees who become involved, 

commenting on and helping to build the 
strategy. It has a complaints system which, if 
you disagree with your boss’s decision or feel 
that you have been treated unfairly, allows 
you to complete a complaint form (which is 
visible throughout the organization) which 
can only be closed down by you. Your man-
ager then has to address your complaint, 
either fixing it or explaining the situation. 
Any complaint that is not resolved within  
24 hours is escalated to the next level of 
management. In this way, bosses report 
back to their subordinates on the discharge 
of their duties.

A line relationship is one in which a manager has the authority to direct the activities 
of those in positions below them on the same line on an organization chart. Line managers 
can ‘tell’ their subordinates on their own line what to do. Such relationships are depicted 
with vertical lines on the chart, and these connect positions at each hierarchical level with 
those above and below it. It is this set of manager–subordinate relationships that are col-
lectively referred to as the organization’s chain of command. Using the analogy of a river, 
the line relationships are the designated channels through which authority flows from its 
source at the top of the organizational pyramid, through the middle management ranks, 
down via the supervisors, to employees at the desk or on the factory floor. Thus the most 
junior employee has some linkage to the most senior manager. All non-managerial employ-
ees have some authority within their jobs, which may be based on custom and practice or 
formally defined in their job descriptions.

Line relationship one 
in which a manager has 
the authority to direct 
the activities of those in 
positions below them on 
the same line.
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Every organization possesses line relationships if it has formally appointed leaders who 
have subordinates who report to them. All individuals in an organization report to a man-
ager from whom they receive instructions, help and approval. Thus in the organization 
chart shown in Figure 15.6 the Operations Manager (Completions) has the authority to 
direct the activities of the four area managers. The Operations Manager (Completions), in 
turn, can be directed by the Director of Production. All the aforementioned individuals are 
in the same line relationship. The line relationships in a company are found within depart-
ments and functions. Line managers are responsible for everything that happens within 
their particular department.

General Manager

Directors

Design Production
Engineering

Mechanical

Aerostructures

Area
Managers

Operations Managers

Supervisors

Completions

Final Assembly Development

Flight Test

Electrics Power
Plant

Electrics

Hydraulics Flying
controls

Operators

Electrical

Systems FurnishingsStructures

Principal
Engineers

Managers

Senior
Engineers

Engineers

Purchasing Inventory Production Human
Resources

Figure 15.6: Line relationships

Source: from Management: An Introduction, Boddy, D., Pearson Education Limited, © Pearson 
Education Limited 2011.

Given the pyramidal nature of companies, managers located towards the top of an organ-
ization have more authority to control more resources than those below them. For this 
reason, lower-level managers are forced to integrate their actions with those above them, 
by having to ask their bosses to approve their actions. In this way, managerial control is 
exercised down through the organization by the chain (or line) of command. Figure 15.7 
shows 17 ‘links’ in the chain of command of the British Royal Navy

A staff relationship is one in which staff department specialists provide a service to line 
managers. They can recommend, advise or assist line managers to implement their instruc-
tions concerning a particular issue, but have no authority to insist that they do so. Thus 
they have to ‘sell’ their recommendations to line managers. The human resources depart-
ment cannot direct shop floor workers, even when dealing with a personnel problem. It 
has to work with or through the line manager of the employees concerned. Staff authority 
is usually subordinate to line authority, and its purpose is to facilitate the activities being 
directed and controlled by the line managers.

Chain of command 
the unbroken line of 
authority that extends 
from the top of the 
organization to the 
bottom and clarifies 
who reports to whom.

Staff relationship 
one in which staff 
department specialists 
can recommend, advise 
or assist line managers 
to implement their 
instructions concerning 
a particular issue, but 
have no authority to 
insist that they do so.
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Admiral of the Fleet

Admiral

Vice-Admiral

Rear-Admiral

Commodore

Captain

Commander

Lieutenant-Commander

Lieutenant

Sub-Lieutenant

Midshipman

Fleet Chief Petty Officer

Chief Petty Officer

Petty Officer

Leading Seaman

Able Seaman

Ordinary Seaman

Junior Seaman

Figure 15.7: British Royal Navy: chain of command

Source: Royal Navy Museum website, www.royalnavalmuseum.org/info_sheets_nav_rankings.htm

Corporate function life cycle
In recent years, traditional staff departments such as 
human, resources, IT and legal, which provide a single, 
centralized service to all of a company’s line depart-
ments, business units and divisions, have been renamed 
‘corporate functions’. They have increased their reach 
to include risk, supply chain and talent management, 
as well as compliance and corporate strategy. They are 

increasingly influential. Simultaneously, dissatisfaction 
with their effectiveness and their value among divi-
sional managers has grown. Sven Kunisch (2014) and 
his colleagues sought to understand the reasons for their 
underperformance. They found that corporate functions 
go through a life cycle of four changes, each of which 
presents its own challenges and threats to performance.
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Youth and enthusiasm: A new corporate function is 
established to provide guidance or economies of 
scale for its business divisions. However, its staff 
may lack the required skills or company knowledge 
or wider acceptance within the firm. Its leader is 
under pressure to make it operational even though 
its mandate has not been resolved. Initially, mistakes 
are inevitably made and costs exceed benefits. At this 
stage, divisional managers mistrust it and see it as 
more of a hindrance than a help.

Adolescence and ambition: Once a new corporate function 
has had successes and developed good relationships 
with business units, it tends to believe it ‘should be 
doing more’. Its head will want to expand its portfolio 
of activities. In consequence, the function develops a 
mixture of different activities with the various business 
divisions – defining processes; providing a service or 
establishing a joint project. These growing initiatives 
increase the burden on the participating business 
divisions and result in a loss of goodwill.

Maturity and best practice: Once a corporate function’s 
mandate is stable and it has become established, its 
focus shifts to improving its performance. To do this, 
it takes an external focus, looking at other, reputable 

companies’ functions, benchmarking itself against them 
to achieve ‘best practice’. While this can stimulate new 
ideas and efficiency, such an external focus diverts 
attention from the particular needs of its own internal 
customers s their own business units s which necessarily 
benefit differentially from the function anyway.

Change and survival struggle: Demand for a given 
corporate function will, over time, inevitably reduce 
or disappear as a result of internal or external factors. 
Function managers typically resist such changes, 
fearing a loss of power, reputation, influence and 
their jobs. They look for opportunities to redeploy 
their existing skills rather than to acquire new ones. 
This results in their newly launched activities not 
adding much value to the company.

Kunisch et al. advise managers of functions to initially 
keep them small and prove their value to just a few of 
the firm’s business divisions. Later, they should focus on 
providing line managers with added value and maintain-
ing a relationship with them in order to preserve their 
continued relevance. Since corporate functions change 
continually, senior executives need to keep alert to the 
challenges they face, and take steps to ensure these func-
tions add rather than subtract value to the company.

A functional relationship is one in which staff department specialists, such as human 
resources, have the authority to insist that line managers implement their instructions con-
cerning a particular issue (e.g. redundancy procedures). So, in a functional relationship, 
staff specialists can also ‘tell’ line managers what to do, but only within their prescribed 
area of expertise. A functional relationship is shown in Figure 15.8.

Functional 
relationship one in 
which staff department 
specialists have the 
authority to insist 
that line managers 
implement their 
instructions concerning 
a particular issue.

Director
Manufacturing

Director
Marketing

Director
Accounting

Director
Engineering

Chief
Executive

Director
Human Resources

Figure 15.8: Functional relationship

The different relationships between the various positions on an organizational chart – 
line, staff and functional – are summarized in Figure 15.9 and depicted in Figure 15.10.
using various types of lines.
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Direct authority over
subordinates

Part of every manager’s
and supervisor’s role

Essence of the chain of
command

Qualified only by
functional authority

Line managers give
orders to those in their
line – TELL         

Advisory service role to
line managers

Direct authority over
line managers with
respect of their
specialism only

Service Functional 

Line authority Staff authority

Staff employees give
advice – SELL

Staff employees give
line managers orders
in their areas of 
expertise – TELL

Figure 15.9: Line, staff and functional relationships of authority

Source: adapted from Management: Theory and Practice, Cole, G.A. and Kelley, P. © 2011 
Cengage Learning EMEA. Reproduced by permission of Cengage Learning EMEA Ltd.

Maintenance

Line relationship Staff relationship Functional relationship

Board of
Directors

Director
Manufacturing

Director
Human Resources

Director
Marketing

Director
Accounting

Director
Engineering

Chief
Executive

Assistant to
Chief Executive

Remuneration
Manager

Administration
Manager

Plant BPlant A Advertising Sales Market-Research Financial Management Research Development

Training
Manager

Figure 15.10: Types of relationships between positions on an organization chart
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Stop and think

Below is an organizational chart of Hogwart’s School of Witchcraft and Wizardry.

History
of Magic

Charms Flying
Defence
Against

Dark Arts
Astronomy Potions Herbology Divination Arithmancy

Care of
Magical

Creatures

School
Nurse

Librarian Caretaker

Professors

Deputy Head

Headmaster

School
Governors

Who are the line employees and who are the staff employees? From your knowledge 
of the books and films:

(a) Which aspects of organization structure are not shown in the chart?

(b) How would you rate the performance of the school’s professors shown in the chart?

(c) How might the technology (i.e. magic) on which this organization is based affect 
its structure?

Based on the Harry Potter novels by J.K. Rowling, Bloomsbury, London

Decisions about job descriptions, organization charts, types of authority and so on all relate 
to designing the formal organization. This refers to the documented, planned relationships 
established by management to coordinate the activities of different employees towards the 
achievement of a common goal, using the division of labour and the creation of a hierarchy of 
authority. These relationships between employees are all written down, and can be checked 
and modified, as required. However, to understand and explain the behaviour of people in 
organizations, it is also necessary to become familiar with the informal organization.

The informal organization refers to the undocumented relationships that arise sponta-
neously between individuals in the workplace as they interact with one another, not only 
to do their jobs, but also to meet their psychological and physical needs. These interac-
tions lead to the creation of relationships between individual employees (see below) and to 
the development of informal groups, each with their own values and norms of behaviour, 
which allow people to meet their social needs (see Chapter 10). These groups are separate 
from those specified by the formal organization.

Compared to the formal organization, the informal organization has a more transient 
membership, making it looser and more flexible, with interactions between individuals 
being more spontaneous and more emotional, resulting in their relationships being less 
clearly defined, and their involvement being more variable. The relationship between the 
formal and the informal organizations is shown in Figure 15.11. However, the informal 
organization created by employees can be in conflict with the formal organization estab-
lished by management. Together, the two affect the human behaviours that occur within an 
organization. Some of the differences between the two are shown in Table 15.3.

Formal organization 
the documented, 
planned relationships 
established by 
management to 
coordinate the 
activities of different 
employees towards 
the achievement of the 
organizational goal.

informal 
organization 
the undocumented 
relationships that 
arise spontaneously 
between employees as 
individuals interact with 
one another to meet 
their own psychological 
and physical needs.
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THE INFORMAL
ORGANIZATION

THE FORMAL
ORGANIZATION

Organization charts

Spans of control

Policies and
procedures

Organization mission statements

Job definitions and
descriptions

Production efficiency
and effectiveness

measures

Emotional feelings,
needs and desires

Effective
relationships

between managers
and subordinates

Personal and group
goals and perceptions

Prestige and
power structures

Informal leaders

Group norms
and sentiments

Grapevines

Personal
animosities

and friendships

Figure 15.11: The formal and the informal organization

Source: from Lysons (1997).

Table 15.3: The formal and the informal organization compared

Formal organization Informal organization

A structure
 (a) origin
 (b) rationale
 (c) characteristics

B position terminology

C goals

D influence
 (a) base
 (b) type
 
c� ƃow

E control mechanism

F communication
 (a) channels
 (b) networks

G charting

H miscellaneous
 (a) individuals included
 (b) interpersonal relations
 (c) leadership role
 (d) basis for interaction
 (e) basis for attachment

planned
rational
stable

job

profitability or service to society

position
authority
top down

threat of firing or demotion

formal channels
well defined, follow formal lines

organizational chart

• all individuals in work group
• prescribed by job description
• assigned by organization
• functional duties or position
• loyalty

spontaneous
emotional
dynamic

role

member satisfaction

personality
power
bottom up

physical or social sanction (norms)

grapevine
poorly defined, cut across regular channels

sociogram

• only those ‘acceptable’
• arise spontaneously
• result of membership
• personal characteristics status
• cohesiveness

Source: based on Organizational Behaviour: Concepts and Applications, by Gray/Starke, © 1997. Reprinted by permission of 
Prentice Hall, Inc., Upper Saddle River, NJ (Gray and Starke, 1984, p.412).
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Division of labour increases productivity but specialization impedes communication 
and coordination between units. Employees cannot innovate, address new problems or 
advance knowledge frontiers on their own. Collaboration is essential to stimulate inno-
vation and expand integration. The formal organization is the main way in which firms 
coordinate employee activities and core company functions. Some firms have tried to 
encourage innovation using their formal organization, by changing employees’ departmen-
tal memberships, reporting relationships, job titles and role responsibilities. They have 
experimented with matrix structures, assigning employees simultaneously to both func-
tional departments and cross-functional product teams, and having them report to two 
bosses at the same time.

Other firms have tried using the informal organization, by altering employees’ personal 
relationships, social ties and groupings. As in informal groups, the informal organization 
structure is emergent and enacted. It comprises members’ shared interests, emotional rela-
tions, activities and memberships outside the workplace, to generate employees’ commit-
ment to work and efficiency in the workplace. Companies have placed different individuals 
in the same office space and devised social events where employees from different depart-
ments can meet and interact.

Susan Biancani and her associates (2014) drew attention to the development of a third, 
new organizational form located between the formal and the informal organization which 
they label the semi-formal organization. It is an organization design intended to shape 
employees’ relations by encouraging employee collaboration and increasing their innova-
tion and productivity. It is particularly relevant to knowledge-intensive companies which 
rely on collaborations that span and integrate different departments, but is applicable to 
any firm wanting creativity and rapid problem solving. It can be used by any organization 
that is willing to delegate to employees the freedom to choose how to allocate some of their 
working time, and allow them to choose with whom to collaborate.

In a semi-formal organization structure employees can simultaneously hold their offi-
cial position in a department and, at the same time, be members of other committees, 
task forces, advisory teams or interest groups. These additional relationships are allowed 
by the company but are not commanded by it. Individuals are not assigned or required 
to participate in them, as in a formal organization. They enter these secondary groupings 
voluntarily, as on secondment, on the basis of their interest. Additionally, and unlike 
with the informal organization, the company offers them support and coordination to do 
this.

To distinguish between the relationship between the formal, informal and semi-formal, 
Biancani at al. use the metaphor of the school curriculum. The formal organization is analo-
gous to the prescribed, inflexible, assigned curriculum that schoolchildren must learn. The 
informal organization is equivalent to the social ties between pupils finding friends from 
different classes in the playground and forming friendship groups. The semi-formal corre-
sponds to the extra-curricular – that is, the activities, projects and other opportunities avail-
able to pupils on a voluntary basis, in which only some pupils choose to participate. The 
authors give the following examples of semi-formal organizational arrangements:

r� British Petroleum’s (BP) Peer Assistant programme involves a specialized project team 
soliciting advice from those with similar experiences by inviting them to join it for sev-
eral days. Invited peers attend voluntarily because they enjoy sharing knowledge they 
have gained from previous projects.

r� Nokia’s strategic roadmap for the coming year is shared with employees and strategic 
project teams are formed around specific goals and projects. Some team members are 
appointed by executives to these teams while other individuals join voluntarily. For the 
former employees, participation is part of their formal role in the organization, but for 
the latter it represents a semi-formal membership within the company.

r� Johnson & Johnson’s ‘Stretch for Success’ programme allows employees who want to 
learn about another department to spend a fifth of their time working in that depart-
ment on a project, but continue to be responsible for all their normal duties in their own 
department. This represents semi-formal membership.

Semi-formal 
organization 
employees having 
voluntarily chosen 
secondary affiliations 
and memberships in 
addition to their official 
job, which they enter 
on the basis of their 
interest and which 
are supported and 
coordinated by their 
company.
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Sexuality and the informal organization
In contrast to the formal organization just described, the informal organization includes 
personal animosities and friendships, prestige and power structures, relationships between 
managers and subordinates, as well as emotional feelings, needs and desires. Sexuality is 
an important feature of the informal organization. It has been defined as the expression 
of our social relations to physical, bodily desires, real or imagined, by or for others, or for 
oneself, together with related bodily states and experience (Hearn et al., 1989). It is useful 
to contrast the concept of sex, which refers to the basic physiological differences between 
men and women, with gender, which refers to culturally specific patterns of behaviour 
which may be attached to either of the sexes (Oakley, 1972). For example, who should 
mow the lawn? Who should change the nappies? Most people say gender when they actu-
ally mean sex.

Many of the themes of this chapter – such as jobs, hierarchy, authority and roles – are 
significantly influenced by sexuality, an issue that is frequently ignored in management 
and organizational behaviour textbooks. However, Jeff Hearn and Pauline Parkin (2001) 
have provided a useful overview of sexuality at work. One reason for this neglect could 
be because organizations treat sexuality as something that should not occur within them. 
A distinction is made between the public and private spheres, and sexuality is seen as 
belonging to the latter. The sociologist Max Weber argued that bureaucracies were based on 
impersonality and strict rules, with a clear division between the public sphere (which was 
rational and efficient) and the private sphere (which consists of a person’s emotional and 
personal life). The suppression of sexuality was one of bureaucracy’s first tasks, as sexual-
ity was considered irrational and emotional, caused distractions, and thus interfered with 
the goal of efficiency (Bilimoria and Pederit, 2006).

However, sexuality is an integral part of every employee’s personality and identity, and 
affects their interactions with other workers (Riach and Wilson, 2007). It refers to the way 
that a person goes about expressing themselves as a sexual being. Sexuality surrounds peo-
ple in every way and in many forms. Rosemary Pringle (1989, p.90) says that it is ‘alluded 
to in dress and self-presentation, in jokes and gossip, looks and flirtations, secret affairs and 
dalliances, in fantasy’. Various other commentators have also written that organizations are 
a complex of work and play; that when you enter most organizations, you are entering a 
world of sexuality; and that since human beings are sexual, so too will be the places where 
they work (Hearn, 1993; Williams et al., 1999). Moreover, sexuality is closely related to 
power – the first reinforces the second. Both shape, control and maintain human interac-
tion between employees, and therefore their behaviours. Power can be expressed through 
sexuality, and sexuality can be used to subordinate others to a lower status. Rosabeth Moss 
Kanter (1977) suggested that what may look like sex differences may, in reality, be power 
differences. Sexuality affects employees’ work experiences, job performance, as well as the 
organizational balance of power (Fleming, 2007). Taking a historical perspective on men 
and women in the workplace, Julie Berebitsky (2012) argued that what actually goes on 
between men and women in the workplace has changed little, but what is acceptable has 
changed a great deal.

Fiona Wilson (2010) observes that at work, sexuality refers to sex roles, sexual prefer-
ence, sexual attractiveness and notions of masculinity and femininity. According to Michel 
Foucault (1979), notions of masculinity and femininity are based on social meanings that 
have been socially and culturally constructed. These meanings therefore are not fixed, but 
are subject to a process of ongoing revision, through which sex is used to shape and con-
trol human relationships. Within organizations, sexuality manifests itself in issues such 
as sexual attractiveness; gender stereotyping; sex-typing of jobs; the glass ceiling; office 
romances; sexual harassment and emotional labour (Table 15.4). Nearly 20 years ago, 
Powell and Foley (1998) complained about the dearth of research on the topic of workplace 
romance. In the intervening period this gap has been rectified, and the most recent contri-
butions are summarized by Malachowski et al. (2012).

Sexuality the way 
someone is sexually 
attracted to another 
person, whether it is 
to the opposite or the 
same sex.

Sex the basic 
physiological differences 
between men and 
women.

Gender culturally 
specific patterns of 
behaviour which may be 
attached to either of the 
sexes.
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Since the 1960s, women have increasingly joined men in organizations. In Western soci-
eties, most people will spend more than a third of their adult life in the workplace, work-
ing in close proximity to one another. This, plus the social trends for later marriage and 
the long-hours culture, means that the boundaries between work and home have become 
blurred. Much courtship and mate selection now occurs at work. It is not surprising that 
about 30 per cent of workers will date a co-worker at some point in their careers (Nardi, 
2008). Many relationships begin (and end) in the workplace even though some companies 
have policies banning office romances.

Table 15.4: Issues of sexuality in organizations

Issue Description

Sexual attractiveness Men and women using their physical appearance to influence outcomes, e.g. decisions on 
appointments, promotions, pay

Gender stereotyping Assumption that men and women possess different personality traits, e.g. men are strong, 
rational and firm; women are caring, emotional, passionate

Sex-typing of jobs Stereotyped attitudes towards men’s and women’s abilities, so that jobs are sex-typed into 
‘male jobs’ such as engineering or ‘female jobs’ such as nursing

Glass ceiling Limitation of the seniority level to which women can rise – percentage of women occupying 
chief executive officer positions; on boards of directors; in top leadership positions

Office romances Emotional, physical or sexual involvement with another employee affecting organizational 
behaviour: includes daydreaming; flirting; handholding; sexual intercourse in the office

Sexual harassment Unwanted sexual attention that is perceived as threatening or offending; can be physical, 
verbal or non-verbal

Emotional labour The management of feelings to create publicly observable facial and bodily displays

Sexuality and organizational image
Sexuality is also present in the way that a company may 
wish to be perceived by others. Virgin Atlantic Airlines’ 
2009 campaign for their 25th year anniversary had the 
slogan ‘Still Red Hot’. Their television commercial fea-
tured a male pilot as well as female cabin crew wearing 
glamorous and sexy red suits walking through an airport. 
As they do so, mostly men ogle the group of gorgeous 
hostesses, and one inadvertently squirts hamburger fill-
ing over himself. The 90-second commercial caused an 
uproar (which perhaps it was designed to do), and com-
plaints were sent to the Advertising Standards Authority. 
Search YouTube for ‘Virgin Atlantic: 25 Years, Still Red 
Hot’. It was claimed that this advertisement was insult-
ing to all women, especially those working in the aviation 
industry, as the all-female crew members were being pro-
moted as the main reason for choosing the airline. The 
ASA responded by saying that even though some viewers 
might have found the representation of the women and 
men in the advertisement distasteful, it was unlikely to 
be seen as sexist towards men or women, or to reinforce 
those stereotypes (Sweney, 2009a, 2009b).
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Stop and think

Why might companies and business academics be reluctant to admit to the existence  
of sexuality within the workplace? What negative consequences might it have for 
them?

Workplace romances
Following the sackings and resignations of chief execu-
tives of several major organizations amid allegations of 
inappropriate sexual behaviour, many companies have 
revised their ethics codes to now stipulate that sexual 
advances, casual dating, fraternization or committed 
relationships between employees (particularly between 
managers and subordinates) are prohibited. Given that 
office romances are normal in working life, and that the 
Human Rights Act (1998) gives everyone the right to 
privacy, the question arises as to whether organizations 
have the right to enforce such a requirement. In 2014, 
CareerBuilder.co.uk surveyed 1,000 full-time workers in 
different UK industries and discovered that 39 per cent 
had had intimate relationships with a co-worker, and 
16 per cent were doing so on an ongoing basis. Ten 
per cent of workers had left their employer because of 

their romantic relationship; 30 per cent of those office 
romances ended up with the couple marrying.

Today’s organizations have facilitated mutual attrac-
tion and the formation of informal relationships between 
staff through their equal gender balance; amount of 
time employees are expected to spend at work; and the 
recruitment of like-minded employees with similar back-
grounds, mindsets and educational levels. Commentators 
have noted that since human attraction is a natural pro-
cess, the outright banning of workplace romances is 
impractical. They recommend that companies should not 
thwart relationships, but rather acknowledge their exist-
ence and find a way of protecting company interests 
while considering the human rights and the well-being of 
their employees. One option suggested is ‘love contracts’ 
(Gautier, 2015).

Sexuality through informal relationships between employees in organizations can have 
both negative and positive aspects. The negative consequences for individuals and their 
fellow employees include creating jealousies; distractions from work; decreased productiv-
ity; increased errors; reduced professionalism; and exposure to sexual harassment. For the 
organization, the dangers include having to fire an employee; losing valuable talent; staff 
replacement costs; law suits; as well as bad publicity. However, there are positive conse-
quences. For example, a good work atmosphere can develop when informal relationships are 
encouraged. Rather than being a limitation on bureaucracy, sexuality can actually contribute 
to efficient operation. It can make work more fun and exciting for employees, thereby reduc-
ing their absenteeism and lateness, increasing their motivation and job satisfaction, and thus 
raising overall company performance. Some commentators have treated sexual behaviour 
as inappropriate, and as having nothing to do with work itself. However, they do acknowl-
edge that sexuality is present within the workplace. Others say that informal relations are as 
important as formal relationships in order to motivate employees and make the organization 
function. An awareness of the effects of sexuality in the workplace provides a new perspec-
tive on organizational behaviour, and increases our ability to understand and manage it.

Home viewing
Erin Brockovich (2000, director Steven Soderbergh) is an 
unemployed single mother (played by Julia Roberts) with 
three children. After losing a car accident personal injury 
claim in court, she joins her attorney’s law firm as a filing 
clerk. She discovers a systematic cover-up of the poison-
ing of a town’s water supply by the Pacific Gas and Elec-
tric Company. The film demonstrates the sexualization 

of work. Brockovich makes her sexuality explicit in the 
way that she dresses and behaves. She wears her long 
blonde hair loosely, and dresses in tight, low-cut tops, 
short skirts, see-through blouses and high heels. Her 
sexuality and lack of self-control is shown as disrupting 
and threatening order in the office. Observe how she 
uses her sexual skills on a young male worker to obtain 
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official documents. How does she persuade the working-
class families of the town to agree to become plaintiffs in 
the lawsuit?

For further information about sexuality, feminine rela-
tional skills, gender stereotypes and power themes in this 
movie, see Bell (2008).

Roles in organizations
Roles are a central feature of every organization structure, and are specified in the organi-
zation’s hierarchy. All organizational structuring occurs through the specification of the 
roles that employees are expected to play. It follows that if individuals occupying different 
positions in the hierarchy have mutual and complementary expectations, then the pattern-
ing and predictability of their behaviour is increased. The formal positions identified on an 
organizational chart of a company imply the expectation of certain behaviours from any 
person occupying that office. This becomes the person’s role. Roles are thus associated 
with positions in the organization and are involved in interactions. A single person plays 
many different and sometimes conflicting roles in life, both sequentially and simultaneously 
(e.g. mother, team leader, union official).

Role the pattern of 
behaviour expected 
by others from a 
person occupying a 
certain position in an 
organization’s hierarchy.

Subordinate swapping
The roles we play in organizations affect our behaviour. 
One company used role theory to resolve employee per-
formance problems. Department managers met regularly 
to consider the possibility of exchanging their ‘worst’ 
performing subordinates. These discussions were based 
on the assumption that poor performance was the result 
of the role that a person was being asked to perform in 
the company. That is, that there were role expectations 

that the person could not meet. The company philoso-
phy was that there were no ‘bad’ people (individuals 
with poor attitude, inadequate motivation or the wrong 
personality), but only individuals who were occupying 
roles that were unsuitable for them. The trading was a 
way of finding the poorly performing employee a differ-
ent and more suitable role in the organization (Gray and 
Starke, 1984, p.124).

People’s roles in organizations are ranked by status. Individuals occupying the role of 
manager are generally accorded more status that those occupying the role of cleaner. In 
other companies, the ranking of roles is less obvious. John van Maanen (1991) described 
the rank ordering of occupations at Disneyland:

1. Disneyland Ambassadors and Tour Guides. These were the upper-class, prestigious, 
bilingual women in charge of ushering tourists through the park.

2. Ride operators who either performed skilled work such as live narration, or who drove 
costly vehicles such as antique trains, horse-drawn carriages or the Monorail.

3. All the other ride operators.

4. Sweepers who kept the concrete grounds clean were designated as proles.

5. There was a still lower, fifth category of sub-prole or peasant status.

6. The ‘lowest of the low’ included food and concession workers, pancake ladies, peanut 
pushers, coke blokes, suds drivers and soda jerks.

Organizations are, to a degree, cooperative arrangements that are characterized by give-
and-take, mutual adjustment and negotiation. Their members get on with one another, 
often without explicit guidance, instruction or direction. The concept of role aids our under-
standing of this aspect of organizational life by stressing that employees monitor and direct 
their own work behaviour in the light of what they know is expected of them.
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Stop and think

It is common for people to refer to an organizational title or position (e.g. supervisor, 
scientist, manager) as the supervisor’s role, scientist’s role and manager’s role, as 
though it were merely an established way of referring to these positions. What 
assumptions and problems does this use of the concept fail to appreciate?

Many of the tasks involved in any job have been learned and assimilated so well by the 
employee that they become accepted as being part of the person. It raises the question of 
whether, in behaving in a certain way, we are ourselves or are just conforming to what the 
organization (and society) expects of us. Role relationships therefore are the field within 
which behaviour occurs. People’s behaviour at any given moment, is the result of:

r� their personalities;

r� their perception and understanding of each other;

r� their attitudes to the behavioural constraints imposed by the role relationship;

r� the degree of their socialization with respect to constraints;

r� their ability to inhibit and control their behaviours.

Prison experiment
Do our attitudes, values and self-image affect how we 
play roles in organizations (e.g. of a student, lecturer, 
doctor or doorman) or is it those organizational roles that 
determine our attitudes, values and self-image? In a clas-
sic experiment, Philip Zimbardo created his own prison at 
Stanford University to answer this question. He selected 
21 young men who had responded to a newspaper 
advertisement, interviewing them to ensure they were 
mature, emotionally stable, normal, intelligent North 
American male students from middle-class homes with 
no criminal record. Each volunteer was paid $15 a day 
to participate in a two-week study of prison life. A toss 
of a coin arbitrarily designated these recruits as either 
prisoners or guards. Hence, at the start of the study, 
there were no measurable differences between the two 
groups assigned to play the two roles (10 prisoners and 
11 guards).

Those taking the role of guards had their individuality 
reduced by being required to wear uniforms, including 
silver reflector glasses which prevented eye contact. They 
were to be referred to as Mr Correction Officer by the 
prisoners, and were given symbols of their power, which 
included clubs, whistles, handcuffs and keys. They were 
given minimal instructions by Zimbardo, being required 
only to ‘maintain law and order’. While physical violence 
was forbidden, they were told to make up and impro-
vise their own formal rules to achieve the stated objective 
during their 8-hour, 3-man shifts.

Those assigned the role of prisoners were unexpect-
edly picked up at their homes by a city policeman in a 

squad car. Each was searched, handcuffed, fingerprinted, 
booked in at the Palo Alto police station, blindfolded and 
then transferred to Zimbardo’s ‘Stanford County Prison’ 
in the basement of the university’s psychology building. 
Each prisoner’s sense of uniqueness and prior identity 
was minimized. They were given smocks to wear and 
had nylon stocking caps on their heads to simulate bald-
ness. Their personal effects were removed; they had to 
use their ID numbers; and were housed in stark cells. All 
this made them appear similar to each other and indistin-
guishable to observers. Six days into the planned 14-day 
study, the researchers had to abandon the experiment. 
Why?

In a matter of days, even hours, a strange relation-
ship began to develop between the prisoners and their 
guards. Some of the boy guards began to treat the boy 
prisoners as if they were despicable animals, and began 
to take pleasure in psychological cruelty. The prisoners in 
turn became servile, dehumanized robots who thought 
only of their individual survival, escape and mounting 
hatred of the guards. About a third of the guards became 
tyrannical in their arbitrary use of power, and became 
quite inventive in developing techniques to break the 
spirit of the prisoners, and to make them feel worthless. 
Having crushed a prison rebellion, the guards escalated 
their aggression, and this increased the prisoners’ sense 
of dependence, depression and helplessness. Within 36 
hours, the first ‘prisoner’ had to be released because of 
uncontrolled crying, fits of rage, disorganized thinking 
and severe depression. Others begged to be paroled and 

Philip Zimbardo 
(b.1933)
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nearly all were willing to forfeit their money if the guards 
agreed to release them.

Zimbardo attributed these changes to a number 
of causes. First, to the creation of a new environment 
within which the two groups were separated from the 
outside world. New attitudes were developed about this 
new ‘mini-world’, as well as what constituted appropri-
ate behaviour within it. Second, within this new prison 
world, the participants were unable to differentiate 
clearly between the role that they were asked to play 
(prisoner or guard) and their real self. A week’s experi-
ence of (temporary) imprisonment appeared to undo a 
lifetime of learning. Human values and self-concepts 
were challenged, and the pathological side of human 
nature was allowed to surface. The prisoners became 
so programmed to think of themselves as prisoners 

that when their requests for parole were refused, they 
returned docilely to their cells, instead of feeling capable 
of just withdrawing from an unpleasant university psy-
chological research experiment.

Zimbardo concluded that individual behaviour is largely 
under the control of social and environmental forces, 
rather than being the result of personality traits, character 
or willpower. In an organizational context such as a prison, 
merely assigning labels to people and putting them in 
situations where such labels acquire validity and meaning 
appears sufficient to elicit a certain type of behaviour. The 
power of the prison environment was stronger than each 
individual’s will to resist falling into his role. Zimbardo con-
sidered the relevance of the findings of his research, con-
ducted in the 1970s, with the behaviour of US soldiers in 
Abu Ghraib prison in Baghdad in 2004 (Zimbardo, 2007).
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The roles that we play are part of our self-concept, and personality theory tells us that 
we come to know ourselves through our interactions with others. We play different roles 
throughout our lives, and these require us to use different abilities, thereby adding more 
aspects to our self-image. Which roles we play and how successfully we play them dur-
ing our adulthood affects our level of self-esteem. Thus the roles that we play inside and 
outside the organization affect both our self-image and self-esteem. In his research, Philip 
Zimbardo showed that people possess mental concepts of different roles, and conform to 
them when asked or required to do so. The woman who is both a manager and a mother 
may experience role conflict when the expectations in these two important roles pull her in 
opposite directions.

Role conflict the 
simultaneous existence 
of two or more sets of 
role expectations on a 
focal person in such a 
way that compliance 
with one makes it 
difficult to comply with 
the others.
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Stop and think

Identify any two roles that you currently occupy simultaneously in different social 
contexts, e.g. work, home, leisure. Identify a role conflict that you regularly 
experience as a result of such multiple role occupancy.

Changing roles: master and servant?
Sharon Bolton and Carol Boyd (2003) studied the work 
of airline cabin crew. In an effort to gain a competitive 
advantage through superior customer service, interna-
tional airlines have introduced highly selective recruit-
ment programmes for cabin crew that identify those 
applicants who possess the particular qualities required 
for the job. However, contrary to popular belief, pos-
sessing the ‘right’ personality is not enough. Having 
been selected, successful candidates undergo intensive 
training and culture management programmes. The air-
line goes to great lengths to inculcate its values into its 
new hires. Interestingly, customer service training takes 
the same amount of time as safety and emergency train-
ing; while training in areas related to the health and 
well-being of crew (e.g. dealing with violence, manual 
handling) is minimal or may not take place at all. The 
resounding message received by cabin crews is that what 
is most important is how they present themselves to 
passengers. One respondent noted that over the years, 
the airline industry had taught its cabin crews to be very 

subservient. Flight attendants, like theatre or film actors, 
are asked to assume a particular identity that helps them 
to perform their work role more efficiently. In their case, 
they are asked to assume the status of servant in relation 
to the customer, who is the master.

One respondent stated that crew encountered ver-
bal abuse on a daily basis; and that many people had 
no respect for them, seeing them as servants who were 
expected to carry their bags and place them in the over-
head lockers. Another flight attendant with 21 years of 
experience, who had had to suffer passenger rudeness, 
said that the ‘passenger is always right’ and they are fully 
aware of this and take advantage of the situation. They 
know that they can say anything they like to cabin staff, 
usually do, and get away with it. The airline requires the 
work routines to be predictable and to correspond continu-
ally to predetermined standards. Temporal and spatial con-
straints mean that there is little room for any variation in 
routine: the airline needs to be able to rely on employees to 
give a homogeneous role performance on every occasion.
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Formalization
A defining characteristic of every bureaucratic organization’s structure is its rules. From the 
1930s, senior managements in large organizations increasingly adopted systems of bureau-
cratic (rule-governed) control. Formalization became widespread. This complemented the 
control exercised through machinery, and replaced that exercised through supervisory com-
mands. Rules serve to regulate and control what individuals do and, if employees comply 
with them, the rules ensure the predictability of employee behaviour within organizations. 
For example, as part of the routine process of monitoring its restaurant managers, McDon-
ald’s requires 72 safety protocols to be performed daily in each of its restaurants (Robbins 
and Judge, 2013, p.221). Both parties can benefit. For employees, rational and fair rules 
avoid managers’ personal biases. This is true despite the fact that the rules are devised and 
policed by management, who can relax or ignore them at their discretion. Unions use rules 
to restrict the arbitrary power of employers, and demarcation rules protect jobs. Although 
rules can cause frustration to employees, they also reduce role ambiguity.

Management also benefits from rules. It uses formal rules and procedures to coordinate 
the activities of different employees, and to establish conformity. Bureaucratic structures 
create job hierarchies with numerous job titles, each with its own pay rate. Elaborate for-
mal rules (based on apparently ‘objective’ criteria) provide a basis for evaluating employee 
performance and determining rewards. Government rules on equality seek to stop discrimi-
nation at work based on race, sex, age, religion or national origin. Rules are part of man-
agement’s attempt to ‘routinize’ tasks so as to remove the uncertainties involved in dealing 
with the environment. Provided that the environment is stable and unchanging, it is likely 
to be an effective strategy.

Rules procedures or 
obligations explicitly 
stated and written 
down in organization 
manuals.

Formalization 
the degree to which 
an organization 
has written rules, 
operating procedures, 
job descriptions, 
organizational charts 
and uses formal, written 
communication.

Stop and think

Think of some of the rules that you have encountered in organizations to which 
you currently belong, or used to belong. How effective are they in directing the 
behaviour of individuals? What problems do they cause, and what advantages do 
they offer, and for whom?

Centralization versus decentralization
A fundamental question faced by every chief executive is what kinds of decisions are to 
be made and by whom. The answer determines both the distribution of power within an 
organization (see Chapter 22) and the allocation of company resources. Some senior execu-
tives prefer to retain decision-making power in their hands, and thus run highly centralized 
organizations. Centralization refers to the concentration of authority and responsibility for 
decision-making power in the hands of managers at the top of an organization’s hierarchy. 
Others choose to delegate their power, giving junior managers more individual autonomy, 
self-directed teams greater freedom, and introducing job enrichment for shop floor workers. 
Thus, their organizations are much more decentralized in their structure. Decentralization 
refers to the downward dispersion of authority and responsibility for decision making to 
operating units, branches and lower-level managers.

New technology has facilitated this by making information easily available to all levels 
of employees, right down to the shop floor. The question of whether and how much to cen-
tralize or decentralize has been one of the major topics discussed in organizational structur-
ing. Each approach has its own advantages:

Centralization advantages

r� greater uniformity in decisions is possible;

r� senior managers are more aware of an organization’s future plans and are more likely to 
make decisions in its best interests;

Centralization 
the concentration 
of authority and 
responsibility for 
decision-making 
power in the hands of 
managers at the top 
of an organization’s 
hierarchy.

decentralization the 
dispersion of authority 
and responsibility 
for decision making 
to operating units, 
branches and lower-
level managers.
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r� fewer skilled (and highly paid) mangers are required;

r� greater control and cost effectiveness in company resources are possible;

r� less extensive planning and reporting procedures are required.

Decentralization advantages

r� lower-level decisions can be made faster;

r� lower-level management problems can be dealt with quickly by junior staff;

r� lower-level managers have an opportunity to develop their decision-making skills;

r� increases creativity, innovation and flexibility;

r� increased motivation of lower-level employees entrusted to make decisions rather than 
always following orders issued at higher level;

r� an organization’s workload is spread so as to allow top-level managers more time for 
strategic planning.

Stop and think

As a shop floor employee, would you prefer your company to be centralized or 
decentralized? Why?

The balance between centralization and decentralization changes on an on-going basis. 
It does so, in their view, in response to changes in company size, market opportunities, 
developments in new technology and, not least, the quality of existing decision making. 
Some cynics argue that whichever of the two is currently fashionable, it will be superseded 
by the other in due course. This may occur for no other reason than the incoming chief 
executive wishing to make a highly visible impact on his or her managers, employees, 
shareholders and financial analysts. Table 15.5 contains John Child’s (2015) summary of 
the basic choices that a company has to make concerning the various elements or com-
ponents of its organization structure. Beginning with this chapter and continuing with the 
next two, we shall examine these choices.

Table 15.5: Basic organization structure choices

Component Choice

Hierarchy
Levels/layers
Authority
Reporting lines

Tall vs. flat
Centralized vs. decentralized
Single vs. multiple

Specialization Which logic of specialization: function, process, product, region?
Specialized roles vs. general roles
Clear role definitions vs. fuzzy role definitions

Hierarchy and specialization Specialized hierarchies vs. use of mixed teams
High vs. low job autonomy and content

Rules and schedules Mandatory vs. discretionary
Rule-based orientation vs. relationship-based orientation

Systems Oriented towards reducing uncertainty vs. emphasis on signalling the need to adapt

Control Which strategy of control: personal bureaucratic, target-based, cultural or HRM-based?

Integration Vertical vs. horizontal
Degree of formalization: direct contact, liaison roles, task forces, coordinators, teams, matrix 
structures ➔
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Component Choice

Reward Criteria: hierarchical level, performance, market rate
Individual vs. group-based
Frequent vs. periodic

Boundary crossing and 
networking

Intensity of network
Role of contract vs. trust
Short-term vs. long-term links
Dominated vs. equal-partner networks
Virtual vs. non-virtual

Outsourcing Outsourcing value-chain activities vs. peripheral support activities only

Alliances Equity vs. contractual
One-partner-dominated vs. integrated management

Organizing across borders Global vs. local emphasis
Bases of integration: business, function, region?

Source: from Child (2015, p.11). Used with permission.

ReCap

1. Explain how organization structure affects 
human behaviour in organizations.

r� The procedures employees are required to follow, and 
the rules by which they are required to abide, all con-
trol and direct their behaviour in specified directions.

r� The roles that people play, and the expectations 
that others have of role holders, all direct the 
behaviour of employees. Indeed, in the long term, 
these may even lead to a change in the personality 
of the employee.

2. List the main elements of organization structure.

r� The main elements include: chain of command; 
hierarchical levels; line employees; rules; staff 
employees; role expectations; span of control; 
departmentalization; authority; and job description.

3. Relate the concept of span of control to that of 
organization hierarchy.

r� The narrower the span of control, the taller the 
organization hierarchy (and vice versa), and the 
greater the consequences for employees of having 
one or the other.

4. Identify line and staff relationships on an organi-
zation chart.

r� Line relationships are depicted vertically on an organ-
ization chart, indicating that those above possess the 
authority to direct the behaviours of those below.

r� The seniors have responsibility for the work of the 
juniors, while the juniors are accountable for their 
work to their seniors.

r� Staff relationships are depicted horizontally on an 
organization chart, indicating that those who pos-
sess specific expertise (e.g. in personnel, comput-
ing matters) advise those in line positions.

5. Distinguish between the formal, informal and 
semi-formal organization of a company.

r� The formal organization refers to the collection of 
work groups that have been consciously designed 
by senior management to maximize efficiency and 
achieve organizational goals. The informal organi-
zation refers to the unofficial network of relation-
ships that spontaneously establish themselves 
between individuals in an organization on the 
basis of their common interests and friendships. 
The semi-formal organization refers to the volun-
tary, interest-based involvement of employees in 
secondary groups, in addition to their formal jobs, 
which has company support.

r� The three forms consist of the same people, albeit 
arranged in different ways.

6. Understand the nature and impact of sexuality 
on organizational behaviour.

r� Sexuality refers to sex roles, sexual preferences, 
sexual attractiveness and notions of masculinity 
and femininity in organizations.

r� Sexuality manifests itself in issues of sexual attrac-
tiveness, gender stereotyping, sex-typing of jobs, 
the glass ceiling, the gender pay gap, work–life 
balance, office romances, sexual harassment and 
sexual minorities.
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1. Discuss the disadvantages of centralization and decentralization.

2. Why do organization structures differ? Which is the best organization structure?

3. Suggest how a managers’ role might be affected by the seniority of his or her position 
in the hierarchy, the industry sector and organizational size.

4. What are the costs and benefits for those involved in romances at work? Should a 
company ignore or actively discourage romantic relationships between its employees? 
What can senior management do to minimize the problems associated with work-
place romances?

Revision

Research 
assignment

Imagine that you are designing an organization structure for your new business – a café, 
bakery, travel agency or a similar, single shop on the high street.

1. What are the specific tasks to be accomplished by your shop’s employees?

2. Draw an organization chart based on employee tasks. Each position on the chart will 
perform specific tasks or be responsible for particular outcomes.

3. Three years later, your business is successful, and you want to open a second shop 
three miles away. What challenges would you face running your business at two loca-
tions? Draw an organization chart that shows both business locations.

4. Five years later, your business has expanded to five locations in two cities in the same 
country. How do you keep in touch with them all? How do you coordinate and con-
trol what is going on in them? Draw an updated organization chart, and explain your 
rationale for it.

5. Twenty years later, you have 75 business locations in five European countries. What 
issues and problems do you have to deal with through organization structure? Draw 
an organization chart for your organization, indicating who is responsible for cus-
tomer satisfaction, and explaining how information will flow through this enlarged 
organization.

Adapted from Daft et al. (2010, pp.129–30)

Springboard

Colleen Malachowski, Rebecca Chory and Christopher Claus (2012) ‘Mixing pleasure with 
work: employee perceptions of and responses to workplace romance’, Western Journal of 
Communication, 76 (4): 358–79. The paper begins by reviewing the most recent research 
on workplace romances thereby providing the basis for further reading.

Robert Duncan (1978–79) ‘What’s the right organization structure?’, Organizational 
Dynamics, 7 (3): 59–73. This classic article provides a structured framework with which 
managers can determine which type of organization structure is most suitable for their 
particular company.

Bill McEvily, Giuseppe Soda and Marco Totoriello (2014) ‘More formally: rediscovering 
the missing link between formal organization and informal social structure’, Academy of 
Management Annals, 8 (1): 299–345. The authors attempt to bring together the studies 
into formal and informal structures which, in their view, have been considered separately.

Philip Zimbardo, (2007) The Lucifer Effect: How Good People Turn Evil. London: Rider. The 
author describes how the organizational context in which individuals work (including the 
structure) affects their behaviour, irrespective of their individual attributes such as per-
sonality, learning or motivation.
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OB cinema
Aliens (1986, directed by James Cameron): DVD track 14, 1:00:47–1:08:08 (8 minutes). The second 
film in this science fiction series is set in the distant future on planet LV-426. The characters include 
Lieutenant Gorman, the senior officer of the space marines, Sergeant Apone, Corporal Hicks, Pri-
vate Hudson and others. In addition to these military personnel, there is Burke, who represents the 
Weyland-Yutani Corporation which owns the facilities on the planet, and Ripley (played by Sigourney 
Weaver), who is employed by it. The scene begins with Ripley shouting at Gorman ‘Get them out of 
there, do it now’ and ends at the point at which Corporal Hicks says ‘It’s the only way to be sure. 
Let’s do it!’ Which elements of organizational structure are illustrated in this clip?

OB on the web
Search YouTube for Philip Zimbardo’s famous study ‘The Stanford Prison Experiment’. Then locate 
his TED talk ‘Philip Zimbardo: the psychology of evil’. Zimbardo generalizes his findings into different 
organizational contexts. He talks about ‘bad apples’, ‘bad barrels’ and ‘bad barrel-makers’. In other 
words, do not blame the individual, blame the organizational context (including the organization 
structure) in which the individual is operating. Does Zimbardo’s argument mean that individuals (neg-
ligent bankers, brutal soldiers, lazy students) no longer have to feel responsible for their own actions?

Search for Yves Morieux’s TED talk ‘As work gets more complicated, six rules to simplify’. He 
argues that complexity of organizational functioning, reflected in its organization structure, is demo-
tivating employees and draining them of their commitment to their work for their companies. He 
offers a number of solutions. How practical are his offered solutions? What are the problems in 
implementing them?

Chapter exerCises

1. Max Weber engineering Limited

Put yourself in the role of an experienced, senior manager in this situation. Focus on 
the objective. Using your knowledge of the concepts, theories, authors, models and 
frameworks acquired so far from course lectures and reading, as well as your per-
sonal experience, evaluate the advantages and limitations of each of the four options, 
which are the only options proposed to you by the top management team. Assess the 
strengths and weaknesses of each.

 Objective  To recommend a course of action that will improve the firm’s competitiveness.

 Your problem  You are the longest serving senior manager of a large company that has an organiza-
tion structure with six levels of hierarchy and a top management team. In comparison 
to competitors of similar size, information flow through the levels of your company is 
slow. Also, when decisions for implementing change are made by top management, 
they take a long time to implement. A team of consultants has been hired to analyse 
your company’s organization structure and to eliminate two levels of the hierarchy, 
and has recommended the removal of the divisional and departmental layers. The 
de-layered middle managers will be incorporated into the group leader and profes-
sionals levels, losing their power but not their salary. Once management’s plan for 
de-layering became known to employees, protests ensued. Staff were afraid that the 
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remaining four hierarchical levels – president and board, senior management, team 
leaders and shop floor employees – would offer few opportunities for promotion. 
The young, successful middle managers were concerned about their jobs and career 
prospects. There was a concern that an increase in the span of control of the few 
remaining senior managers would mean that they would be unable to cope with the 
number of individual employees and their problems. However, the top management 
team made it clear that they wanted to implement the flattened hierarchy, but that 
it was looking for ways of dealing with employees’ concerns and problems. As an 
experienced manager you have been asked to make a recommendation.

 Your options 1. Engage a team of human resource (personnel) specialists to advise all levels of staff 
on the different aspects of empowerment programmes, and especially managers on 
their new roles as coaches.

2. Improve information flow by hiring in-house consulting staff. These personal assis-
tants to the top management can act as staff employees, and they can screen and fil-
ter information from the lower levels before presenting it directly to top management.

3. Create project teams after eliminating two levels of hierarchy. This will create an 
organic structure, with flexible teams reporting directly to the top management. Hier-
archy is irrelevant in teams.

4. Introduce a new reward and incentive system to motivate employees. Salaries should 
in the future be based on individual achievement, not hierarchical position, and team 
performance encouraged through team bonuses.

2. Human button

 Objectives 1. To list the elements of organization structure.

2. To identify examples of organization structure elements.

3. To assess how structure elements contribute to achieving organizational goals.

 Briefing 1. Read the case study Human button below, and identify the main organization struc-
ture elements described. Can you define them?

2. What are this organization’s goals? How does this organization structure operate to 
achieve them?

Human button
The responsibility for the British nuclear deterrent rests with the Royal Navy. Its fleet of 
four ballistic submarines – the SSBNs (Ship Submersible Ballistic Nuclear) - is based at 
Faslane in Scotland. One of the submarines – HMS Vanguard, Victorious, Vigilant or 
Vengeance – is always on patrol, undetectable, in the North Atlantic. They patrol for 
�� days at a time� do not surface eZcept in an emergency� and are not allowed any 
communication out of the boat. Every day, the captain is required to write a patrol 
report and a narration, explaining why certain things were done. Each SSBN is organized 
into departments, each headed by a senior officer who reports to the captain: Logis-
tics (divided into Catering Services, Supply Chain and Personnel); Marine Engineering; 
Medical; Warfare; and Weapons Engineering. Only a few of the most senior officers 
are allowed to know its location. Each is armed with up to 16 Trident II, D5 submarine-
launched, ballistic missiles whose destructive power is equivalent to all the explosives 
used in the Second World War. Even if Britain was utterly destroyed in a surprise attack, 
that one, lone submarine will always be ready and able to strike back with overwhelm-
ing force. That is the theory of nuclear deterrence.

There is a human button communication system that triggers the retaliation proce-
dure and has many built-in redundancy factors to anticipate problems. At one end 
of the communication chain is the British Prime Minster who makes the final deci-
sion. The PM’s directive, detailing the target and release time, is sent from the govern-
ment emergency room, somewhere below Whitehall. It is conveyed through his Chief 
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of Defence Staff to the bunker facility at Northwood, under the Chiltern Hills in the 
South of England, known as ‘The Hole’. Located there is Task Force 345’s operations 
room from where the command and control of Britain’s nuclear deterrent is exercised. 
At Northwood, the prime ministerial directive is authenticated, first by one A-list and 
then by one-B-list officer. The National Firing Message, as it is known, is then put into 
the system and goes onto the broadcast, which is continuously transmitted to the SSBN 
at sea. On board the submarine, the firing order is scrutinized by two officers, and 
checked against codes in the submarine’s safe. Three keys are engaged, and the cap-
tain gives the order to fire.

What happens if the Prime Minister is killed or the Hole is destroyed in a pre-emptive 
nuclear attack? In anticipation of this, the PM nominates an alternate – that is, a deci-
sion maker from the Cabinet, who will make a decision in their place, if required. In 
addition, early in each new Prime Minister’s tenure, the Cabinet Secretary briefs the PM 
on the choices to be made from beyond the grave. Since the 1960s, each Prime Minister 
has written what is known as a Letter of Last Resort. It details what the PM’s wishes are 
in the event of a nuclear attack on the United Kingdom. There are believed to be four 
options for the submarine commander: retaliate; do not retaliate; put yourself under the 
command of the United States or Australian Navy; or ‘submarine captain to use his own 
judgement’. The Prime Minister makes his choice, writes the letter in longhand, signs it 
personally, and a copy of it is placed in the safe of each of the four nuclear submarines. 
Britain is the only nuclear power that uses this letter system. When the Prime Minister 
demits from office, his letter of last resort is destroyed unread.

In a deteriorating geopolitical situation, if the submarine captain loses contact with 
Northwood, he first assures himself that Britain is an irradiated ruin and much of its 
population is dead. His orders are then to go, with his Executive Officer, to the safe in 
the submarine floor, remove the PM’s letter of last resort, and act on its contents. How-
ever, it is not the captain who pulls the nuclear trigger. The submarine is brought up to 
hover position, still submerged, before firing, and the launch order is communicated by 
the captain to his Weapons Engineering Officer (known as ‘The Weo’), who has the rank 
of Lieutenant Commander. It is he who pulls the trigger on the Colt 45 pistol handle 
whose wire runs from its butt. This allows the Weo to check other data on his control 
panels while holding the nuclear trigger in his hand. The trigger can only be activated if 
the captain turns a key on a panel in the control room. Below is the verbatim transcript 
of the final section of the launch procedure, as used in the practice drill. It represents the 
end of the firing chain which began with the Prime Minister’s order. Below is the oral 
exchange between the commanding officer (A) and his various subordinates (B), who 
respond by confirming orders and asking for permission. After the sound of a click, the 
Weo says ‘One away’. The first missile will have gone, and the end of the world will have 
arrived:

 A: Hover command, commence hovering

 B: Commence hovering

 A: Stop engine

 B: Stop engine

 A: Ship control in condition 1SQ

 B: Condition 1SQ, Roger

 A: Weo in the missile control centre – clocks

 B: Check

 A: Come IRT

 B: Check

 A: Slow ready handover

 B:  Semi-package has been shifted, we’re on the active target package, in access to 
the safe, missile spinning up

 A: I have the system. . .
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 A: We are fire control. Fire control in condition 1SQ for strategic launch

 B: Fire control in condition 1SQ for strategic launch, Roger

 A: Command Weo, weapons system in condition 1SQ for strategic launch

 B: Weo requires permission to fire

 A: Supervisor Weo, initiate fire 1

 (click)

 One away

Case based on ‘The human button’, BBC Radio 4 programme, 2 December 2008: Richard 
Knight, ‘Whose hand is on the button?’, 2 December 2008, BBC website, http://news.
bbc.co.uk/1/hi/uk/7758314.stm; Royal Navy website: http://royalnavy.mod.uk

Employability assessment
With regard to your future employment prospects:

1. Identify up to three issues from this chapter that you found significant.

2. Relate these to the competencies in the employability matrix.

3. Decide what actions you need to take to maintain and/or develop those competencies under each of the four 
headings of the employability matrix.
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Key terms
corporate strategy

organization design

traditional authority

charismatic authority

legitimate authority

bureaucracy

managerial activities

managerial roles

contingency approach to 
organization structure

technological determinism

technical complexity

technological interdependence

mediating technology

long-linked technology

intensive technology

task variety

task analysability

environmental determinism

environmental complexity

environmental dynamism

mechanistic organization structure

organic organization structure

differentiation

integration

strategic choice

Learning outcomes
When you have read this chapter, you should be able to define those 
key terms in your own words, and you should also be able to:

1. Distinguish between charismatic, traditional and legitimate forms 
of authority.

2. State the main characteristics of a bureaucratic organization 
structure as specified by Max Weber.

3. Distinguish Fayol’s six managerial activities and the main ideas of 
the classical management school.

4. Distinguish Mintzberg’s ten management roles.

5. Identify the writers who comprise the early contingency approach 
and state their main individual contributions.

6. Discuss the strengths and weaknesses of early ideas on the design 
of organization structure and the practice of management.

7. Identify the influence of early organization design ideas on 
contemporary organizations.
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Why study organization design?
A recent survey of global executives by the management consultancy McKinsey revealed 
that almost 60 per cent of them had experienced organizational redesign in the last two 
years, and a further 25 per cent had undergone it three or more years ago (Aronowitz et al., 
2015). In contrast, past generations of employees could expect an organizational upheaval 
once or twice during their careers. It appears that companies are now in a state of near-
permanent change. The design of an organization is the outcome of senior management’s 
decision about its corporate strategy which refers to establishing the aims of a company 
and the means by which these will be achieved. Whenever a company changes its strategy, 
it alters the other variables, as depicted in Jay Galbraith’s STAR model shown in Figure 16.1 
(Galbraith, 2002; Kates and Galbraith, 2010).

Corporate strategy 
establishing the aims 
of a company and the 
means by which these 
will be achieved.

Strategy

People

Rewards Processes

Structure

Figure 16.1: Galbraith’s STAR model

Organization design refers the integration of structure, people, rewards and processes to 
support the implantation of that corporate strategy. It is therefore not limited only to struc-
tural considerations, but also affects, and is affected by, the other variables. In this chapter, 
however, we shall focus on the structural choices that managers make.

As Patricia Cichocki and Christine Irwin (2014) explain, the choice of organization struc-
ture within an organizational design process involves more than just deciding about job 
titles, boxes and reporting relationships on an organizational chart. Good organization 
design will contribute to company effectiveness and success by allowing individuals, groups 
and departments to achieve their intended goals. Citing Charles Handy (1993), they remind 
designers that structures should be as simple as they can be, but as complex as they must.

Max Weber and bureaucracy
Max Weber, a German sociologist and philosopher writing at the start of the twentieth 
century, was the first to address the topic of the design of organization structures in his 
theory of bureaucracy. If Frederick Taylor was interested in the one best way to perform 
a job, Weber was concerned with the one best way to structure an organization. Literally, 

Organization design 
the integration of 
structure, people, 
rewards and processes 
to support the 
implantation of an 
organization’s corporate 
strategy.
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bureaucracy means ‘rule by office or by officials’. An organization’s structure determines 
where formal power and authority is located and this was what Weber was most interested 
in. Here, power is used to refer to the capacity of individuals to overcome resistance on 
the part of others, to exert their will, and to produce results consistent with their interests 
and objectives. Weber studied societies in history and distinguished three different types of 
authority – traditional, charismatic and legitimate authority (Weber, 1947).
It is legitimate authority that concerns us here, as it carries with it ‘position power’ (power 
deriving from the position occupied within the organization). Because of the process of 
rationalism in modern society (the belief that the human mind can discover innate laws 
which govern the workings of the universe), legitimate authority has predominated. 
Bureaucracy is the form of organization structure associated with legitimate authority. The 
six characteristics of bureaucracy are shown in Figure 16.2.

Traditional authority 
the belief that the ruler 
has a natural right to 
rule. This right was 
either God-given or by 
descent, as with the 
authority of kings and 
queens.

Charismatic 
authority the belief 
that the ruler has 
some special, unique 
virtue, either religious 
or heroic, as with the 
authority of religious 
prophets, charismatic 
politicians and film 
stars.

Legitimate authority 
based on formal, 
written rules that have 
the force of law, e.g. the 
authority of presidents, 
managers, lecturers.

Bureaucracy legal-
rational type of 
authority underpinning 
a form of organization 
structure that is 
characterized by 
job specialization, 
authority hierarchy, 
formal selection, 
rules and procedures, 
impersonality and 
impartiality and 
recording.

Bureaucracy
has

Recording 

Administrative acts and
decisions are recorded
in writing to provide
continuing organizational
memory

Positions organized in a
hierarchy with a chain of
command

Jobs broken down into
simple, routine, and
well-defined tasks

Impersonality
and impartiality 

Job
specialization

Rules and
procedures

Personnel are selected for
jobs on basis of technical
qualifications and are
offered a career    

Employees subject to rules
and procedures ensuring
predictable behaviour

Authority
hierarchy

Formal
selection

Uniform application of
rules and procedures to
all employees in an
unbiased way

Figure 16.2: Characteristics of bureaucracy

Source: adapted from Robbins, Stephen P.; Coulter, Mary. Management, 10th ed., © 2009, p.45. 
Reprinted and electronically adapted by permission of Pearson Education, Inc., Upper Saddle River, 
New Jersey.

Within a bureaucracy, we do what managers, civil servants and university lecturers tell 
us, not because we think that they have a natural right to do so, or because they possess 
some divine power, but because we acknowledge that their exercise of power is legitimate 
and hence supported by two factors:

r� The demonstrable logical relevance of their requests, directions and instructions to us. 
Their commands must seem rational by being justified through their relevance to the 
tasks of the bureaucracy and, ultimately, to its objectives.

r� A shared belief in the norms and rules of the bureaucracy that have been arrived at 
rationally (not based on tradition or personal whim) and which possess a law-like 
character.
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Weber believed that an organization based on legitimate authority would be more effi-
cient than one based on either traditional or charismatic authority. This was because its 
continuity was related to the formal organization structure and the positions within it, 
rather than to a particular person who might leave or die. Not every bureaucratic organiza-
tion will possess all the characteristics that Weber identified. However, the more of them 
that it is has, the more bureaucratic it will be.

Weber used the term bureaucracy to refer to a particular type of organization structure, 
in which work was divided, coordinated and controlled. Whereas in the past, authority had 
been based on nepotism or whim, in bureaucratic organizations it was based on rational 
principles. Bureaucracy for him was a form of organization that emphasized speed, preci-
sion, regulation, clarity, reliability and efficiency. This was achieved through a fixed divi-
sion of tasks, imposing detailed rules, regulations and procedures and monitoring through 
hierarchical supervision.

Many aspects of Weber’s model reflected the organizational circumstances of his time. 
In the early twentieth century, establishing employment relationships on the basis of pro-
fessional selection, and creating continuity of employment and career structures, was unu-
sual when the methods then most commonly used were amateur, personal and haphazard. 
Because these practices were adopted so widely, so long ago, it is difficult to believe that 
there was a time when organizations did not keep detailed written records (see Hall, 1963). 
Weber’s model gave little consideration to people’s behaviours or their attitudes.

Dress rules at UBS and Google
Employee work wear is a key aspect of every organi-
zation’s corporate image and reflects its corporate 
culture. Companies are therefore keen to ensure that 
their employees wear appropriate clothing when work-
ing alongside colleagues and meeting clients. However, 
how detailed the rules concerning appropriate dress in 
the workplace are varies considerably between compa-
nies. At one extreme, there is UBS, a Swiss bank, which 
issued a 42-page employee dress code to its staff. It 
required female staff not to wear tight, revealing shirts, 
ankle chains, flashy jewellery, or to let their underwear 
show. Male bank employees were informed that they 
should not wear socks with cartoon motifs or a three-
day beard on their faces. Moreover, their ties should 
match the bone structure of their face. Other useful 

advice included avoiding tight shoes, as they cause a 
strained smile.

The new UBS dress code is an attempt aimed at 
improving the bank’s image, which suffered after it 
accepted Europe’s biggest bailout – £37 billion – during 
the 2008 financial crisis. A UBS spokesperson said staff 
and clients had responded well to the rules which were 
being implemented in five offices in Switzerland. Staff 
appearance is important, said one financial PR consult-
ant: ‘If banks are spending money on plush carpeting and 
flowers in vases, then you don’t want people romping 
around in jeans.’ In contrast, there is Google, the search 
engine company, whose four-word, official office dress 
code is ‘You must wear clothes’ (Edwards, 2011; Jacobs, 
2010; Kay, 2011; Sparkes and Salkeid, 2010).

The strength of bureaucracy lies in its standardization. Employee behaviour is con-
trolled and made predictable. In Weber’s conception, this was achieved not through time-
and-motion study, but through the application of rules, regulations and procedures. This 
ensures that different people in the same organization carry out their work in a similar way. 
Bureaucratic organizations have a reasonably consistent set of goals and preferences. They 
devote few resources to time-consuming information searches or the analysis of current 
activities to check if these are meeting stated goals. Instead, they rely on rules, tradition, 
precedent and standard operating procedures. Little time is spent on decision making since 
decisions follow from the established routines, and few action alternatives are considered. 
The bureaucratic emphasis is on stability, fairness and predictability (Pfeffer, 1981).

Weber was struck by how the bureaucratic structure of a company routinized the pro-
cesses of its administration, in a way similar to how a machine routinized production. 
His ideas developed independently, yet they neatly complement those of Frederick Taylor. 
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While Taylor focused on the worker on the shop floor, Weber’s interest lay in administra-
tive rules and an organization hierarchy that progressed down from the top of the organiza-
tion. Nevertheless, Weber would have approved of the disciplining, rational conditioning 
and training of workers proposed by Taylor. Different organizations can be compared in 
terms of the degree of their bureaucratization using the previously defined dimensions of 
job specialization, authority hierarchy, formal selection, rules and procedures, impersonal-
ity and impartiality, and recording.

Table 16.1: Positive and negative consequences of a bureaucracy

Characteristic Positive consequence Negative consequences

For the individual For the organization

1. Job specialization Produces efficient, repetitive 
working

Overspecialization of 
employees’ skills and 
knowledge prevents them 
recognizing or caring about 
problems not in their domain

Inhibits job rotation and hence 
flexible use of personnel, 
and thus can reduce overall 
productivity

2. Authority hierarchy Clarifies who is in command Prevents employees 
contributing to decisions

Allows errors to be hidden

3. Formal selection Most appropriate person 
appointed to a position and 
promoted

Can restrict the psychological 
growth of the individual in 
their job

Individuals throughout the 
company are promoted to 
their level of incompetence

4. Rules and procedures Employees know what is 
expected of them

Introduces delays; stifles 
initiative and creativity

Leads to individual and 
sub-unit goals replacing 
organization objectives; rules 
define minimum levels of 
acceptable performance

5. Impersonality and 
impartiality

Fosters efficiency, reduces bias Dehumanizes those it purports 
to serve – officials are 
prevented from responding to 
unique features of clients who 
are treated as standard cases

Creates a climate of alienation 
through the firm as employees 
come to see themselves as 
small cogs in a wheel

6. Recording Creates an organization 
history that is not dependent 
on individual memory

Employees come to see record-
keeping as an end in itself 
rather than means to an end

Recorded precedents stifle 
attempts at company 
innovation.
Inhibits flexibility, adaptability 
and responsiveness

In modern usage, the term bureaucracy has acquired a negative meaning amongst the 
public and the media. For example, when people come up against obstructiveness in any 
aspect of organizational life, they complain about there being ‘too much bureaucracy’ or 
‘too much red tape’. In response, governments and companies promise to remove or reduce 
it. Weber’s view was in direct opposition to this. For him, bureaucracy was the most effi-
cient form of social organization precisely because it was coldly logical and did not allow 
personal relations or feelings to get in the way of achieving goals.

Rules and bureaucratic procedures provide a standard way of dealing with employees 
that avoids favouritism and personal bias. Everyone knows what the rules are and receives 
equal treatment. However, there is often frustration at having to follow what appear to 
be seemingly illogical rules, and thereby experience delays. This change in meaning has 
occurred because the principles of bureaucracy, originally designed to maximize efficiency, 
also resulted in inefficiencies. These negative aspects, costs or ‘dysfunctions’ of bureau-
cracy were the focus of debates in organizational behaviour during the 1950s and 1960s 
(Merton, 1940; Gouldner, 1954; Blau, 1966). The positive and negative consequences of 
bureaucracy are summarized in Table 16.1.
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Thomas Diefenbach and Rune By (2012) argue that, historically, the design of organiza-
tions has been shaped by the dual ideas of the vertical organization of tasks (hierarchy) and 
the rule-bound execution of tasks (bureaucracy). Despite now being considered ‘evil’, as they 
put it, both continue to exist, albeit in modified forms. Bureaucratic firms can achieve an 
acceptable or even exceptional level of efficiency, while those companies which have not 
adopted bureaucratic features have failed. There is a prevailing view that organizations 
should be structured on the basis of rationality. This means that a hierarchical structure is 
more likely to produce rational decisions and better control within an organization than any 
other (for example, one based upon teams). Commentators agree that hierarchy and bureau-
cracy establish not only functional but also social relationships, i.e. they place employees in 
certain relationships to each other. Hierarchy and bureaucracy are also persistent – they exist 
through time and space and in almost all cultures. Indeed, Pfeffer (2015) recently claimed that 
organizations needed hierarchy if they were not to descend into anarchy, while Diefenbach 
and By (2012) argued that most organizations today continue to be based upon the hierarchi-
cal, bureaucratically administered social relationships of superiors and subordinates.

Bureaucracy around the world
Every year the International Finance Corporation (part 
of the World Bank) compiles a report on bureaucracy 
(red tape) around the world. Its Doing Business report 
looks at government rules, and measures the duration 
and costs of standard business procedures – for exam-
ple, how long it takes to register a company (one day 
in New Zealand, 65 days in the Congo); to register a 
property (one day in Portugal, 513 days in Kirbati); to 
obtain a construction permit (five steps in Denmark,  
51 steps in Russia); to enforce a simple contract through 

the courts (150 days in Singapore, 1,420 days in India). 
In the 2012 Ease of Doing Business rankings, the top five 
countries were Singapore, Hong Kong, New Zealand, 
United States and Denmark, and the bottom three were 
Chad, Central African Republic and Congo-Brazzaville. 
The IFC shames world governments into cutting point-
less rules and streamlining their processes. In the last six 
years 94 per cent of the 174 economies surveyed have 
either simplified their processes or implemented reforms 
(The Economist, 2011).

Home viewing
Gosford Park (2001, director Robert Altman) is the story 
of an English house party taking place in a manor house 
during the 1920s. The guests come from different social 
classes, and many bring their own servants with them. 
Assess which types of authority are demonstrated by the 

characters. Consider how the roles are played. How is the 
authority possessed by the servants ‘below stairs’ contin-
gent on the status of their masters ‘upstairs’? What other 
elements of bureaucratic organization structure can you 
spot?

Henri Fayol and managerial activities
Henri Fayol qualified as a mining engineer in 1860 after which he joined the Commentary-
Fourchambault combine, a company in which he was to spend his entire working life. In 
1866, he became manager of the Commentary collieries and, in 1888, at the age of 47, he 
was appointed to the general manager position at a time when the financial position of the 
company was critical. By the time he retired in 1918, he had established financial stability 
in the organization. Fayol is credited with ‘inventing’ management – that is, distinguish-
ing it as a separate activity, and defining its constituent elements. Interestingly, the word 
management is not translatable into all languages, nor does the concept exist in all cultures. 
Managing of course occurs, but is not always treated as anything special or separate.

It was in 1916, the year after Frederick Taylor died, that Fayol’s book General and 
Industrial Administration was published. In it, Fayol put down in a systematic form the 
experience that he had gained while managing a large organization. He stressed methods 
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rather than personalities, seeking to present the former in a coherent and relevant fashion. 
This formed his theory of organization. While Taylor focused on the worker on the shop 
floor – a bottom-up approach – Fayol began from the top of the hierarchy and moved down-
wards. However, like Taylor, he too believed that a manager’s work could be reviewed 
objectively, analysed and treated as a technical process which was subject to certain 
definite principles which could be taught. Fayol identified six managerial activities that 
supported the operation of every organization and needed to be performed to ensure its 
success. Although his list of management activities was originally developed over 80 years 
ago, it continues to be used to this day. It is shown in Table 16.2.

Managerial 
activities activities 
performed by managers 
that support the 
operation of every 
organization and need 
to be performed to 
ensure its success.

Table 16.2: Fayol’s six managerial activities

Forecasting Predicting what might happen in the future

Planning Devising a course of action to meet that expected situation

Organizing Allocating separate tasks to different departments, units and individuals

Commanding Providing direction to employees, now more commonly referred to as directing, 
motivating or leadership

Coordinating Making sure that previously separated, assigned tasks are integrated and 
people are working well together

Controlling Monitoring progress to ensure that plans are being carried out properly

The six management activities are interrelated. For example, a company management 
team begins by forecasting the demand for its product (e.g. steel wire). It requires a sales 
forecast and will use market research to develop one. Once it is clear that there is a market 
for the product, the next activity, planning, will take place. For Fayol, planning involved 
‘making a programme of action to achieve an objective’. He collectively referred to fore-
casting and planning as purveyance. Because they are so closely related, many authors and 
books treat them as a single management activity.

Having made the plan, the third activity to be performed is organizing. This involves 
breaking down the main task into smaller pieces, and distributing them to different people. In 
a company structured along functional lines (accounting, production, marketing), the organ-
izing of people may involve creating a special, temporary project team consisting of members 
from the different functions. This is the matrix structure to be discussed in a later chapter.

Fayol used the word commanding to describe his fourth management activity. It has been 
defined as ‘influencing others towards the accomplishment of organizational goals’. Today, 
we would refer to it as directing, motivating or leading. Whichever term is chosen, perform-
ing this activity involves the manager ensuring that employees give of their best. To do this, 
managers must possess knowledge of the tasks to be done and of the people who are to do 
them. This management activity is mainly, although not exclusively, performed in a face-to-
face situation. The fifth managerial activity, coordinating, involves ensuring that the various 
tasks previously distributed to different employees through organizing are being brought 
together and synchronized with one another. Coordination can be achieved through emails, 
meetings and personal contacts between the people carrying out their unique job tasks.

Forecasting, planning and organizing
With a heavy clunk, the steel outer doors of the Svalbard 
Global Seed Vault close, shutting out the howling Arctic 
gale and entombing a tonne of new arrivals: 25,000 seed 
samples from America, Columbia, Costa Rica, Tajikistan, 
Armenia and Syria. Opened in 2008, the Svalbard Vault 

is a backup for the world’s 1,750 seed banks – the store-
houses of agricultural biodiversity. The Afghani and Iraqi 
seed banks have already been destroyed by wars, and in 
2012, the Philippines’ national seed bank was destroyed 
by fire. Syria’s bank at Aleppo is under threat. The 

➔
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Svalbard Vault is protected by two airlocks at the end of a 
tunnel sunk 160 metres into the permafrost of Norway’s 
Arctic archipelago outside the village of Longyearbyen, 
one of the world’s most northerly habitations. It is main-
tained at a constant temperature of minus 18 degrees 
Celsius. This is serious disaster preparedness. If its electric-
ity were cut, the vault would take two centuries to warm 
to freezing point. Its concave tunnel head is designed to 
deflect the force of a missile strike. The facility is nick-
named the Doomsday Vault (The Economist, 2012).
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The sixth and final managerial activity is controlling. This involves monitoring how the 
objectives set out in the plan are being achieved, with respect to the limitations of time and 
budget that were imposed. Any deviations are identified, and action taken to rectify them. 
It may be that the original plan will have to be amended. Although Fayol’s six managerial 
activities have been presented as a sequence, in reality they occur simultaneously in a com-
pany. However, forecasting and planning tend to be primary. There are also loops when 
original plans have to be changed because certain resources are found to be unavailable 
(when organizing) or when cost overruns are discovered (through controlling).

Fayol’s ideas are referred to as the classical theory of organizations or management. 
Many commentators feel that it mirrors, at the macro-organizational level, what scientific 
management offered at the micro-organizational level. Classical theory considered that 
there was one, best organization structure which would suit all organizations, irrespective 
of their size, technology, environment or employees. This structure was based on the appli-
cation of certain key principles reflecting the ‘logic of efficiency’, which stressed:

r� functional division of work;

r� hierarchical relationships;

r� bureaucratic forms of control;

r� narrow supervisory span;

r� closely prescribed roles.

Airbus 350: a challenge of coordination
The Airbus A350-XWB is a wide-bodied, long-range air-
liner. The plane is the first of its kind. It is built mainly 
from lightweight composite materials, and is an assem-
blage of millions of parts governed by a million lines of 
code. A decade ago, a simple design miscalculation on 
the company’s A380 superjumbo airliner required miles 
of wiring to be removed and reinstalled. The immedi-
ate cause of that problem was a breakdown in the 
snap-together, final assembly process in Toulouse. The 
A380’s rear fuselages are made in Hamburg, and were 
supposed to arrive in Toulouse with all their wiring ready 
to plug into the forward parts coming in from factories 
in north and west France. Each A380 contains 500 km 
of wiring, weighing 580 tonnes with 100,000 electrical 

connections, and this is woven through its walls and 
floor (see diagram). When the two halves of the aero-
plane arrived, they did not match up. The wires were 
found to be too short to connect up with each other. 
Hamburg’s failure to use the latest three-dimensional 
modelling software meant that nobody anticipated the 
effect of using lightweight aluminium wiring rather than 
copper. The aluminium made the bends in the wiring 
looms bulkier. Worse still, engineers who scrambled to 
fix the problem did so in different ways. So the early 
aircraft all have their own, one-of-a-kind wiring systems. 
This and engine supply problems set production sched-
ules for the A380 back two years, leading to $6 billion 
of losses.
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This failure in coordination led to a company restruc-
turing. Its Chief Executive reported: ‘We have changed 
our whole organization.’ Airbus may look like an air-
craft manufacturer but it is more of an integrator. It 
develops the overall plan of the plane, but then out-
sources the design and manufacture of the parts, which 
it then fits together. The company has its own facilities 
in Toulouse (France), Broughton (Wales), Filton (Eng-
land) and Hamburg (Germany). Over 7,000 engineers 

work on the A350, but only half of them are Airbus 
employees. To meet this coordination challenge, Airbus 
adopted standardized design software throughout the 
company. It also created a single, electronic render-
ing system of the aeroplane, called ‘digital mock-up’ 
(DMU), that every engineer working on the plane can 
use at any time. This allows any changes to be seen 
by everyone (The Economist, 2006; Fortune, 2007; 
Wise, 2014).

Source: www.popularmechanics.com

Criticism of classical management
When considering classical management theory, it is important to locate it in its historical con-
text. The managers of the period were dealing with larger, more complex organizations than 
had existed up to then. At the beginning of the twentieth century many new companies were 
established. They employed vast numbers of people, had numerous plants and employed new 
technologies. All of this needed coordinating. With no model or experience to fall back on, those 
who managed these organizations had no choice but to develop their own principles and theo-
ries as to what to do to run them well. Inevitably these principles were grounded in their day-
to-day experience of managing, and owed much to the models offered by military, religious and 
governmental institutions. These were the only equivalent, large organizations at the time. Over 
the years, various writers have criticized Fayol’s principles (March and Simon, 1958; Child, 
1969; Peters and Waterman, 1982; Thomas, 2003). Their criticisms included that he:

r� misleadingly proposed a single, standardized organizational model as the optimum one;

r� promoted a militaristic, mechanistic organization, which stressed discipline, command, 
order, subordinates and esprit de corps;

STOp and Think

What are the advantages and disadvantages of having 
management principles based on the experience of successful 
managers?
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r� overlooked the negative consequences of tight control and narrow task specialization, 
which can demotivate employees and hinder efficiency;

r� overemphasized an organization’s formal structure, while neglecting processes such as 
conflict management, decision making and communication;

r� underestimated the complexity of organizations;

r� based his ideas on unreliable personal knowledge, rather than systematic research evidence;

r� lacked a concern with the interaction between people;

r� underestimated the effects of conflict;

r� underrated the capacity of individual workers to process information;

r� misunderstood how people thought.

Gareth Morgan (1989) presents a continuum of different organization structure designs 
ranging from a bureaucratic one possessing classical features at one extreme, to a flexible, 
organic structure at the other (see Figure 16.3). The latter possesses little task specializa-
tion, few rules, a high degree of individual responsibility and authority, and much del-
egated decision-making authority. Morgan stated that a bureaucracy could probably evolve 
from numbers 1 to 3, and perhaps even to number 4. But for an organization to move to 
5 or 6 would require a major revolution. Such a transformation would involve not only a 
change in an organization’s structure, but also in its culture (see Chapter 4). If achieved, it 
would mean a loss of its bureaucratic features.

1 2 3 4 5 6

Rigid
bureaucratic
structure

Bureaucratic
structure with
senior
management
team

Bureaucratic
structure with
cross-
functional
teams

Matrix
structure

Project (team)
structure

Loosely
coupled
organic
structure

Figure 16.3: Types of organization structure

Source: from Morgan (1989, p.66).

Rigid bureaucratic structure

This is Weber’s classic bureaucratic organization structure. The company operates in a very 
stable environment. Its structure is pyramid-shaped, and under the control of a single chief 
executive. Because all important principles have been codified, and every contingency is 
understood and has been anticipated, it is unnecessary for the executive to hold meetings.

Bureaucratic structure with senior management team

The environment is generating novel problems which cannot be anticipated, and for which 
responses cannot be codified. The chief executive creates a management team of depart-
mental heads who meet regularly to deal with non-routine problems. Department heads 
have authority over their area of responsibility.

Bureaucratic structure with cross-functional teams
For problems requiring an interdepartmental view, a team is assembled consisting of 
lower-level staff from different departments. Members attend discussions as departmental 
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representatives. They give the ‘departmental view’; report back on developments to their 
department head; convey problems and information to that person; and implement deci-
sions made higher up. They operate as a less rigid bureaucracy.

Matrix structure

This is the matrix structure described in the next chapter. It attaches as much importance 
to projects or customer groups as to functional departments such as marketing and produc-
tion. Employees report to two bosses – their departmental boss and their project boss.

Project team structure

In this design, the majority of the organization’s core activities are tackled through project 
teams. If functional departments do exist, they play a background role. The task consists 
of completing a series of projects, and the vehicle for task achievement is the team. These 
teams are given the freedom to manage themselves within the strategic parameters defined 
by senior management. The organization possesses more the features of a network of inter-
action than of a bureaucratic structure.

Loosely coupled organic structure

A small core of staff represents the organization and sets its strategic direction. They form 
its ‘inside’ centre and sustain a network which is coupled to others, located ‘outside’. They 
use contracting to get key operational activities performed. This network of firms is held 
together by its current product or service. The firm is really an open-ended system of firms, 
ideas and activities. It lacks a clear organization structure and a definable boundary, mak-
ing it difficult to determine what or who is inside or outside.

Persistence of bureaucracy
Why do the bureaucratic structural features described in this chapter continue to persist in 
the majority of large companies to the present day? Writers such as Leavitt (2005), Du Gay 
(2005) and Robbins (1990) have suggested a number of reasons to account for their contin-
ued existence.

1. Success: For the most part, over the last 100 years bureaucracy has worked. It has done 
so, irrespective of technology, environment and people, and irrespective of whether the 
organization has been a manufacturing, medical, educational, commercial or military one.

2. Large size: Successful organizations survive and grow large, and the bureaucratic form is 
most efficient with large size.

3. Natural selection favours bureaucracy: Bureaucracy’s natural features, the six identified 
at the start of this chapter, are inherently more efficient than any others, and thus allow 
the organization to compete more effectively.

4. Static social values: The argument is that Western values favour order and regimenta-
tion and bureaucracy is consistent with such values. People are goal-oriented and com-
fortable with authoritarian structures. For example, workers prefer clearly defined job 
responsibilities.

5. Environmental turbulence is exaggerated: The changes currently being experienced may 
be no more dynamic than those at other times in history. Management strategies can 
also reduce uncertainty in the environment.

6. Emergence of professional bureaucracy: Bureaucracy has shown its ability to adjust to the 
knowledge revolution by modifying itself. The goal of standardization has been achieved 
in a different way among professional employees.

7. Bureaucracy maintains control: Bureaucracy provides a high level of standardization, 
coupled with centralized power, which is desired by those in command. For this reason 
senior managers who control large organizations favour this organization design.
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Harold Leavitt (2005) believed that the bureaucratic hierarchy in modern organizations 
was increasing rather than declining, and it was being helped by advances in technology. 
The authoritarian structures remain intact today, but are cloaked by a veil of humanism. 
According to Leavitt, organizational hierarchies are particularly resilient, managing to 
change, while retaining their basic nature. They can favour one management style over 
others (participative, analytical or ‘hot groups’), and make that the basis of their organiza-
tional culture. They can also isolate some of their characteristics in separated subunits (e.g. 
Xerox’s Palo Alto Research Centre) whose creation involved separating a ‘hot group’ from 
the rest of the company. They can break into smaller units; form into matrix structures; and 
even use technology to rid themselves of people. Despite these transmutations, the basic 
core of the bureaucratic organizational model remains intact.

In modern organizations, power and authority continue to lie with those at the top of the 
hierarchy. John Child argued that hierarchy pandered to some of the weaknesses in human 
nature. It ‘offers some people better rewards than others, often on the basis of seniority 
rather than performance; it indulges people’s need to feel more important than others; gives 
people a sense of personal progression through promotion up the ladder; legitimizes the 
exercises of power by some people over others’ (Child, 2005, p.394). Bureaucratic struc-
tures appeal to senior management as they centralize power in their hands, and allow them 
to control those at the bottom of the hierarchy. Although classical theory and bureaucracy 
have similarities, a flavour of their differences on four important dimensions are highlighted 
by Child (2015), as shown in Table 16.3.

Table 16.3: Classical theory and bureaucracy

Dimension Classical theory Bureaucracy

Specialization Division of labour according to specific 
functions

Designated roles and ‘offices’
Horizontal specialization) job positions and departments); 
vertical specialization (hierarchical levels)

Hierarchy Vertical lines of authority; authority to 
correspond to the responsibilities of each 
position

Clearly defined formal hierarchy based on officially 
assigned responsibilities and authority

Control Control by hierarchical superiors through unity 
of command

Insistence on following codes and rules – bureaucratic 
control through formalization

Coordination Achieved primarily by managers with limited 
spans of control

Through adherence to rules and procedures; also 
through formal committees

Source: Child (2015, p.32). Used with permission.

Henry Mintzberg and managerial roles
While Henri Fayol focused on managerial activities, Henry Mintzberg, a Canadian manage-
ment academic, studied the different roles performed by managers. He researched how 
managers spent their time. His work led to a reassessment of the nature of managerial work 
within organizations, and a redefinition of the roles of the manager within organizational 
structures. Mintzberg (1973, 1975) studied chief executives in large and medium-sized com-
panies, categorizing the different behaviours associated with each of their positions, and 
distinguished ten managerial roles which he classified under the three headings of inter-
personal, informational and decisional, as shown in Table 16.4. Through their interpersonal 
roles managers acquired information; through their informational roles they determined the 
priority of information; and through their decisional roles they put it to use.

Mintzberg’s research revealed a difference between what managers actually did, and 
what they said they did. He showed that a manager’s job was characterized by pace, 
interruptions, brevity and fragmentation of tasks. In addition, managers preferred to 

Managerial roles 
behaviours or tasks that 
a manager is expected 
to perform because of 
the position that he 
or she holds within a 
group or organization.
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communicate face to face; and spent a great deal of time in meetings or in making contacts 
with others. Mintzberg argued that the ten roles that he identified could describe the nature 
of managerial work more accurately than other frameworks.

Managers matter
David Garvin (2013) explained how, since its early days, 
both the founders and the engineers at Google questioned 
the value of managers. In 2002, the company eliminated 
all engineering managers and established a completely flat 
organization structure that recreated a college environ-
ment in an effort to encourage rapid idea development. 
The experiment only last a few months. Larry Page was 
swamped with staff questions on anything and everything. 
They realized that managers made non-engineering con-
tributions in the form of communicating strategy, helping 
staff prioritize projects, facilitating collaboration, support-
ing career development and ensuring that company pro-
cesses and systems were aligned with company goals. 
Google now has 5,000 managers, 1,000 directors and 100 
vice presidents to manage 37,000 employees.

However, if your highly skilled, hand-picked, newly 
hired engineers do not value management, how can you 
run your company effectively? How do you turn doubt-
ers into believers? Garvin describes how Google set out 
to prove management’s worth by using the same analyti-
cal rigour and tools that it used to hire the engineers in 
the first place. Its people analytics group launched Project 
Oxygen, which asked the question ‘Do managers matter?’ 
This research programme measured key management 
behaviours and cultivated them through communication 
and training. It collected data from staff exit interviews, 

Googlegeist ratings, performance reviews and employee 
surveys. From these, the Project Oxygen team concluded 
that managers did indeed matter. Moreover, it identified 
eight positive behaviours shared by its high-scoring man-
agers who led small and medium-sized teams at the first 
and second level of management. A good manager:

r� is a good coach;

r� empowers the team and does not micromanage;

r� expresses interest and concern for members’ success 
and personal well-being;

r� is productive and results oriented;

r� is a good communicator – l istens and shares 
information;

r� helps with career development;

r� has a clear vision and strategy for their team;

r� has the technical skills that helps them advise their 
team.

The project used data-driven decision making to 
pinpoint specific, desirable, measureable management 
behaviours, and translated these into detailed, hands-on 
guidance for company managers. The company discov-
ered that data-driven cultures responded well to data-
driven change.

The concept of role was introduced earlier in this chapter. One aspect of it is that any 
role holder can choose how to carry it out. In the case of a manager, they can decide how 
they wish to blend the ten listed roles, taking into account organizational constraints and 
opportunities. For Mintzberg, management is an art, rather than, as Fayol would argue, a 
teachable science.

Mintzberg stated that all managerial work was encompassed by these ten roles, but that 
the prominence of each role depended on the managerial level in the company hierarchy 
and the type of business. His study has provided the modern focus for all the subsequent 
research into debates about the nature of management. His work is most often contrasted 
with that of Henri Fayol.

Mintzberg (2009) reviewed the research conducted into management roles over the past 
four decades, and developed what he calls a general model of managing (Figure 16.4). This 
model is more elaborate than his original list of ten management roles. It presents three 
planes of managerial operation – information, people and action; distinguishes between 
internally and externally focused roles; lists six major roles – communicating, control-
ling, leading, doing, linking and dealing; and within these six, enumerates 23 sub-roles 
(Mintzberg, 2009, p.90).
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Table 16.4: Mintzberg’s ten managerial roles

Role Description Examples

Interpersonal roles arise directly from a manager’s formal authority and concern relations with others

Figurehead Performs symbolic, representative obligatory 
ceremonial, legal and social duties

Greets visitors, presents retirement gifts, 
signs contracts; takes clients to lunch, opens 
premises, attends annual dinners

Leader Creates the necessary culture and structure to 
motivate employees to achieve organizational 
goals

Increases productivity through hiring, staffing, 
developing, coaching, training and directing 
employees
Provides challenging assignments

Liaison Maintains network of contacts with 
those inside and outside own unit or 
organization who provide information and 
favours 

Attends staff and professional meetings, lunches 
with customers� meets departmental managers� 
also uses email and phone

Informational roles concern how information is used in the manager’s job, where it comes from and to whom it is 
communicated

Monitor Scans environment for information to 
understand the working of own  
organization and its environment

Questions subordinates and contacts; receives 
information from network contacts; reads 
business magazines, talks to customers and 
attends conferences

Disseminator Transmits information received from  
outsiders to the members of own  
organization (internal direction)

Makes phone calls; sends emails; writes 
reports, holds meetings with bosses, peers and 
subordinates

Spokesperson Transmits information to outsiders on 
organization’s views, policies, actions and 
results (external direction)

Gives press conferences, media interviews, 
speeches to external groups; prepares weekly 
status reports; conducts internal team briefings

Decisional roles: their requirements are determined by the manager’s role, seniority and availability of information

Entrepreneur Searches the organization and its environment 
for new opportunities, and initiates planned, 
voluntary changes

Develops new products, processes and 
procedures; reorganizes departments; and 
implements innovative employee payment 
systems

Disturbance handler Takes corrective action when organization  
has to react to important, involuntary, 
unexpected changes

Intervenes to avoid a strike; deals with customer 
complaints; resolves personal conflicts between 
staff 

Resource allocator Allocates resources to different departments  
by making approval decisions

Budgets, schedules, programmes, assigns 
personnel, plans strategically, determines 
manpower load, sets targets

Negotiator Participates in sales or labour negotiations
Resolves interdepartmental arguments

Negotiates merger details, supplier 
contracts� wage settlements and internal 
disputes

Source: based on Mintzberg (1973, 1975).
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Source: Mintzberg (2009, p.48).

Home viewing
Watership Down (1978, director Martin Rosen) is based 
on the book by Richard Adams. The amorphous group of 
ten rabbits are united by having to flee their home warren. 
They encounter several difficult and dangerous situations 
before finally establishing a permanent warren on Water-
ship Down. A major theme of the story is how a shrewd, 

buoyant, young rabbit, Hazel, becomes transformed into 
the great leader, Hazel-rah. As you watch the film, make 
a note of which of Mintzberg’s ten management roles 
Hazel plays, and when in the story. Decide which roles 
he does not play himself and which he delegates to other 
rabbits. Which of his behaviours shows leadership?

Contingency approach
The contingency approach to organizational behaviour asserts that the appropriate solution 
in any specific organizational situation depends (is contingent upon) the circumstances pre-
vailing at the time. This approach has been influential in topics such as work design, lead-
ership and, not least, organization structuring. The contingency approach to organization 
structure argues that, to be effective, an organization must adjust its structure in a manner 
that takes into account the type of technology it uses, the environment within which it 
operates, its size and other contextual factors.

The contingency approach holds that:

r� there is no one best way to design an organization;

r� an organization’s structure must ‘fit’ its environment;

r� the better the fit between an organization’s structure and its environment, the more 
effective it will be;

r� employees’ needs are best met when a company is properly structured and its manage-
ment style is appropriate for the task in hand.

Contingency 
approach to 
organization 
structure a perspective 
which argues that 
to be effective, an 
organization must 
adjust its structure 
to take into account 
its technology, its 
environment, its size 
and similar contextual 
factors.
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Managers need to analyse their own organization and its environment; decide and imple-
ment the most appropriate structure for the time; manage in an appropriate manner, con-
tinually monitor the situation as it changes; and revise the structure and their leadership 
style as required.

Thus organization design is an on-going management task. Weber’s bureaucratic organiza-
tion structure, described earlier in this chapter, is said to be appropriate for (matches) a stable 
environment, while a turbulent company environment requires a more flexible organization 
structure. The contingency approach was a reaction to management thinking in the first half 
of the twentieth century which was dominated by the search for the ‘one best way’. Taylor, 
Weber and Fayol all recommended single, universal solutions to management problems, often 
in the form of laws or principles. Subsequent contributions to the contingency school came 
from many different researchers who studied wage payment systems, leadership styles and 
job design. They sought to identify the kinds of situations in which particular organizational 
arrangements and management practices appeared to be most effective.

Determinism versus strategic choice
The main debate within the contingency approach to organization structuring is between 
two of its sub-schools – the determinists and the strategic choice thinkers. The determin-
ists assert that ‘contextual’ factors, like an organization’s size, ownership, technology or 
environment, impose certain constraints on the choices that their managers can make about 
the type of structure to adopt. If the organization’s structure was not adapted to its context, 
then opportunities would be lost, costs would rise, performance would be reduced, and 
the organization’s existence could be threatened. They view the aforementioned variables 
as determining the organization’s structure. Meanwhile, strategic writers contend that a 
company’s structure is not predetermined in this way. Instead they say that it is always the 
outcome of a choice made by those in positions of power.

Contingency and technological determinism
Joan Woodward, James Thompson and Charles Perrow are the leading figures in the school 
of technological determinism. They all agree that technology requires that certain tasks be 
performed, and that this in turn determines jobs, organization structures and attitudes and 
behaviours. However, they differ both in the way in which they classify technologies, and 
in how they conceive of the relationship been technology and organization structure.

Joan Woodward and technological complexity
Joan Woodward was a British academic whose work from the 1950s continues to have an 
impact today for at least three reasons (Woodward, 1958). First, she created a typology for 
categorizing and describing different technologies, giving us a ‘language’ with which to dis-
cuss them. Second, by discovering that no single organization structure was appropriate for 
all circumstances, she ended the supremacy of classical management theory, and ushered in 
the modern, contingency approach to the design of organization structures. Third, by recog-
nizing the impact of technology on organization design, she began a research tradition that 
has enhanced our understanding of the relation of new technologies to organizational forms.

Woodward studied 100 firms in south-east England. Having established their levels of 
performance, she correlated measures of company performance with different elements of 
organization structure which had been proposed by Weber, Fayol and other writers. These 
elements included the number of hierarchical levels, the span of control, the level of writ-
ten communication, and so on. She had expected her analysis to reveal the relationship 
between some of these elements of organization structure and the level of company perfor-
mance, but it failed to do so.

Technological 
determinism 
the argument that 
technology can explain 
the nature of jobs, 
skill and knowledge 
requirements, and 
organization structure.
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In her search for an alternative explanation, she noted that her firms used different tech-
nologies. She grouped their technologies into three main categories according to their sys-
tems of production – unit, mass and process. These were based on increasing technical 
complexity (1 = least complex; 10 = most complex) as shown in Figure 16.5. In unit 
production, one person works on a product from beginning to end – for example, a cabi-
netmaker producing a piece of hand-built furniture. In mass production, the technology 
requires each worker to make an individual contribution to a larger whole, such as fitting a 
windscreen on a car assembly line. In process production, workers do not touch the prod-
uct, but monitor machinery and the automated production processes, such as in chemical 
plants and oil refineries. Technical complexity is usually related to the level of mechaniza-
tion used in the production process.

Technical complexity 
the degree of 
predictability about, and 
control over the final 
product permitted by 
the technology used.

STOp and Think

Woodward’s classification of technologies is based on the manufacture of products. 
How well does it fit the provision of services? Consider services such as having your 
windows cleaned, buying a lottery ticket, insuring your car, or having a dental 
check-up, etc. What alternative classification system would you need for these?

Woodward (1965) discovered that a firm’s organization structure was indeed related 
to its performance, but through an important, additional variable – technology. The ‘best’ 
or most appropriate organization structure – that is, the one associated with highest 
 performance – depended (or was contingent upon) the type of technology employed by that 
firm. She introduced the concept of the ‘technological imperative’ – the view that technol-
ogy determines an organization’s structure. Specifically, she held that it was the complexity 
of the technology used that determined the structure.

Unit production

1 Production of simple
 units to customers’
 orders

2 Production of technically
 complex units

3 Fabrication of large
 equipment in stages

4 Production of small
 batches

Mass production

5 Production of
 components in large
 batches subsequently
 assembled diversely

6 Production of large
 batches, assembly line
 type

7 Mass production

Process production

8 Process production
 combined with the
 preparation of a product
 for sale by large-batch or
 mass production
 methods

9 Process production of
 chemicals in batches

10 Continuous flow
production of liquids,
gases, and solid shapes

Figure 16.5: Woodward’s classification of 100 British manufacturing firms according to 
their systems of production

Source: from Woodward (1958, p.11).
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Woodward identified differences in the technical complexity of the process of pro-
duction and examined the companies’ organization structures. She found that as the 
technology became more complex (going from type 1 through to type 10) two main 
things occurred. First, the length of the chain of command increased, with the number 
of management levels rising from an average of three to six. The proportion of manag-
ers to the total employed workforce rose, as did the proportion of indirect to direct 
labour. Her second major finding was that the increasing complexity of technology 
meant that the chief executive’s span of control increased, as did that of supervisors. 
The span of control of first-line supervisors was highest in mass production and lowest 
in process production. Span of control refers to the number of subordinates supervised 
by one manager and represents one of the ways of coordinating the activities of differ-
ent employees.

Woodward argued that a relationship existed between a company’s economic perfor-
mance and its technology. Her conclusion was that ‘there was a particular form of organiza-
tion most appropriate to each technical situation’ (Woodward, 1965, p.72). The reasoning 
underlying this conclusion is that the technology used to manufacture the product, or make 
available the service, places specific requirements on those who operate it. Such demands, 
for example in terms of the need for controlling work or motivating staff, are likely to be 
reflected in the organization structure. The technology–structure link is complemented by 
the notion of effective performance, which holds that each type of production system calls 
for its own characteristic organization structure.

James Thompson, technology and interdependence
The second contributor to the technological determinist perspective school was a sociolo-
gist, James Thompson (1967). He was not interested in the complexity of technologies (as 
was Woodward), but in the characteristic types of technological interdependence that 
each technology created. His argument was that different types of technology create dif-
ferent types of interdependence between individuals, teams, departments and firms. These 
specify the most appropriate type of coordination required, which, in turn, determines the 
structure needed (see Figure 16.6).

Mediating technology creates pooled interdependence

Mediating technology allows individuals, teams and departments to operate independently 
of each other. Pooled task interdependence results when each department or group member 
makes a separate and independent contribution to the company or team performance. The 
individual outputs are pooled. For example, lecturers running their own courses, secretaries 
in a firm, sales representatives on the road, insurance claims units, and supermarket check-
out operators. Since each individual’s performance can be easily identified and evaluated, 
the potential for conflict between departments or individuals is low.

Thus, predetermined rules, common forms and written procedures all act to coordinate 
the independent contributions of different units and separate employees, while clearly 
defined task and role relationships integrate the functions. This produces a bureaucratic 
organization form in which the costs of coordination are relatively low.

Long-linked technology creates sequential task interdependence

Long-linked technology requires specific work tasks to be performed in a predetermined 
order. Sequential task interdependence results when one department, group or individual 
employee must perform their task before the next can complete theirs. For example, in an 
organizational behaviour course taught by three lecturers, sequential task interdependence 
means that the first one has to complete their sessions on individual psychology before the 
second can teach group psychology, followed by the third, who presents the material on 
organization structure. In a furniture factory, a cupboard has to be assembled before the 
handles can be attached. Sequential task interdependence means that a department’s or 

Technological 
interdependence 
the extent to which the 
work tasks performed 
in an organization by 
one department or 
team member affect 
the task performance 
of other departments 
or team members. 
Interdependence can be 
high or low.

Mediating 
technology 
technology that links 
independent but 
standardized tasks.

Long-linked 
technology 
technology that is 
applied to a series 
of programmed 
tasks performed in a 
predetermined order.

M16_BUCH2881_09_SE_C16.indd   538 07/27/16   10:02 AM



 Contingency and technological determinism 539

Type of
technology

Mediating

Long-linked ‘Sequential’

Intensive ‘Reciprocal’

‘Pooled’

Low interdependence

Medium interdependence

Form and degree
of task interdependence

Categorization
standardization
rules and procedures

low

Planning
scheduled meetings,
committees

medium

Mutual adjustment
unscheduled meetings,
face-to-face discussions,
physical proximity,
interdepartmental teams

high

Bank and branches
University departments
Baseball teams

Assembly line
Fast food restaurants
American football teams

Hospitals
Airports
Basketball teams

Main types
of coordination used

Cost of
coordination

A        B        C        D

High interdependence

A     B     C     D

C

A

B

D

Examples

Figure 16.6: Thompson’s typology of technology, interdependence and coordination

group member’s performance cannot be easily identified or evaluated, as several individu-
als, groups or departments make a contribution to a single product or service.

At the company level, coordination is achieved through planning and scheduling which 
integrates the work of different departments. At the group level, coordination is achieved by 
close supervision of workers, forming work teams consisting of employees of similar levels 
of skills; and motivated by rewarding group rather than individual performance. The rela-
tive cost of coordination with this type of technology is medium.

Intensive technology creates reciprocal task interdependence

Intensive technology creates reciprocal interdependence, where all the activities of all the 
different company departments or all of the team members are fully dependent on one 
another. The work output of each serves as the input for another. For example, in an organ-
izational behaviour course which uses the group project method, a group of students can 
call upon different lecturers to provide them with knowledge or skill inputs to enable them 
to solve the project problems. Each lecturer would notice what the other had done, and 
would contribute accordingly. For this reason, with reciprocal task interdependence, the 
sequence of required operations cannot be predetermined.

Thus, the mechanisms of coordination include unscheduled meetings, face-to-face con-
tacts, project groups, task forces and cross-departmental teams. This in turns necessitates a 
close physical grouping of reciprocally interdependent units, so that mutual adjustment can 
be accomplished quickly. Where this is impossible, then mechanisms like daily meetings, 
email and teleconferencing are needed to facilitate communication. The degree of coordi-
nation required through mutual adjustment is much higher than what is necessary for the 
other technologies discussed, and is thus the most expensive of the three.

intensive technology 
technology that is 
applied to tasks that 
are performed in no 
predetermined order.

Team game metaphors
Robert Keidal (2014) argued that by using the games 
of baseball, American football and basketball as meta-
phors, and placing them within an integrated framework, 
it was possible to understand many organizations and 

their problems. Each game has its own structures, pro-
cesses and player behaviours. With respect to task inter-
dependencies, baseball exhibits pooled interdependence 
(each player makes a discrete contribution to the whole); 

➔
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American football displays sequential interdependence 
(groups of players make serial, cumulative contributions); 
and basketball features reciprocal interdependence (in 
which all players interact in a back-and-forth manner). 
He gives examples of companies defined by each game: 
Salmon Brothers (ca. 1986), the late financial power-
house, represents baseball; United Parcel Service (UPS) 
represents football; and Pixar Animation Studios repre-
sents basketball.

Keidal goes on to argue that each sport represents 
its own key organizational variable. Baseball reflects the 

division of labour (autonomy); American football reflects 
hierarchy (control); and basketball reflects collaboration 
(cooperation). Nearly every complex organizational chal-
lenge, he says, calls for a particular blend of these three 
variables. He recommends triangular thinking, which is 
the process of looking at organizational issues in terms 
of achieving a balance between these three variables. 
Together, these games, and the variables they represent, 
form a coherent, logical system or ‘trade-off space’ which 
managers can use to aid their critical thinking and assist 
their decision making.

Charles Perrow, technology and predictability
Charles Perrow (1970) is the third contributor to the technological determinist school. He 
saw technology’s effect on organization structure as working through its impact on the 
predictability of providing the service or manufacturing a product. He considered two 
dimensions. The first he labelled task variety. This referred to the frequency with which 
unexpected events occurred in the transformation (inputs to outputs) process. Task variety 
would be high if many unexpected events occurred during a technological process. The 
second he termed task analysability. This refers to the degree to which the unexpected 
problems could be solved using readily available, off-the-shelf solutions. Task analysability 
would be low if individuals or departments had to search around for a solution and rely on 
experience, judgement, intuition and problem-solving skills, and high if they did not (see 
Figure 16.7).Task variety the 

number of new and 
different demands that 
a task places on an 
individual or a function.

Task analysability 
the degree to which 
standardized solutions 
are available to solve 
the problems that arise.

Task variety

Low
(few unexpected events)

Craft
technology

e.g.
Silversmithing

Performing artists

2

Low
(not easily analysed)
(solutions have to be
developed)

High
(easily analysed)
(ready-made
solutions exist)

Task
analysability

Non-routine
technology

e.g.
Research and development

Applied scientists

3

1

Routine
technology

e.g.
Assembly line
Salespeople
Bank clerks

4

Engineering
technology

e.g.
Civil engineers

Lawyers
Tax accountants

Low

High

High
(many unexpected events)

Figure 16.7: Perrow’s model of technology

Source: from Perrow, Charles, Organizational Analysis, 1E. © 1970 Wadsworth, a part of Cengage 
Learning, Inc. Reproduced by permission. www.cengage.com/permissions.

Charles Bryce 
Perrow (b.1925)
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Types of technology
On the basis of these two dimensions, Perrow categorized technologies into four types, 
and discussed the effects of each one upon an organization’s structure. He was particularly 
interested in coordination mechanisms, discretion, the relative power of supervisors and 
the middle managers who supervised them.

1. Routine technology: In cell 1 are tasks which are simple and where variety is low (repeti-
tive task). Task analysability is high (there are standard solutions available). Examples 
include supermarket checkout operations, and fast food restaurants.

2. Craft technology: In cell 2 is craft technology, characterized by low task variety and low 
task analysability. The number of new problems encountered is small, but each requires 
some effort to find a solution. Examples include a plumber fitting a bath or shower; an 
accountant preparing a tax return.

3. Non-routine technology: In cell 3 are complex and non-routine tasks, where task variabil-
ity is high (with many new or different problems encountered), and task analysability is 
low (problem is difficult to solve). The tasks performed by research chemists, advertising 
agencies, high-tech product designers and top management teams are all examples of 
non-routine technology.

4. Engineering technology: In cell 4, engineering technology is characterized by high task 
variety and low task analysability. Many new problems crop up, but each is relatively 
simple to solve. Civil engineering companies which build roads and bridges exemplify 
this type of technology, as well as motor manufacturers producing customized cars.

When an organization’s tasks and technology are routine, its structure is likely to 
resemble that proposed by Weber and Fayol. With a tall hierarchy, channels of authority 
and formal, standardized operating procedures are used to integrate the activities of indi-
viduals, groups, units and departments. In contrast, when a firm’s tasks and technology 
become non-routine and complex, an organization will tend to use a flatter hierarchy, 
more cross-functional teamworking, greater face-to-face contact to allow individu-
als, groups units and departments to observe and mutually adjust to each other and to 
engage in decision making and problem solving. The differences between the two struc-
tures will be manifested in the number and types of formal rules and procedures used, 
the degree to which decision making is centralized, the skill levels of workers employed, 
the breadth of supervisors’ span of control and the means used for communication and 
coordination.

Contingency and environmental determinism
The second strand of determinism in organization structuring has been environmental. 
Several writers have had an interest in the relationship between a company’s environ-
ment and its structure. Some of them argue that company success depends on securing 
a proper ‘fit’ or alignment between itself and its environment (see Chapter 2). For them, 
environmental determinism means that the environment determines organization struc-
ture. One prominent environmental determinist, Paul Lawrence, even said, ‘Tell me what 
your environment is and I shall tell you what your organization ought to be’ (Argyris, 
1972, p.88).

The environmental determinists see the organization as being in constant interaction 
with its environment (see Figure 16.8). That environment consists of ‘actors’ or ‘networks’ 
(e.g. competitors, investors, customers). It includes the general economic situation, the 
market, the competitive scene and so on. Each organization has its own unique environ-
ment. The greater the number of actors or networks that are relevant to a given company, 
the more complex its environment is said to be. Organizations vary in the relative degree of 
their environmental complexity (Duncan, 1972, 1973, 1974, 1979).

Environmental 
determinism 
the argument that 
internal organizational 
responses are primarily 
determined by external 
environmental factors.

Environmental 
complexity the range 
of external factors 
relevant to the activities 
of the organization; the 
more factors, the higher 
the complexity.
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Competitors

ORGANIZATION

Suppliers

Investors

Customers Economic forces

Technological

Distributors

Employees

International forces

Government

Figure 16.8: An organization depicted in its environment consisting of different actors, 
stakeholders and networks

Those same actors and networks in an organization’s environment can also change a 
great deal or remain the same. They thus differ in their degree of environmental dyna-
mism. Different industries vary widely in their degree of dynamism. At one extreme of 
stability is the mainframe computer industry where new players must confront the barriers 
of an entrenched set of standards and the costs of switching are high. Here, the concepts of 
market segmentation, economies of scale and pre-emptive investment are all still important. 
Mainframe computers are not immune to change, as the PC revolution showed, but there 
are periods of considerable stability. In the middle of the range, one finds businesses like 
branded consumer goods. Substitution ranges from medium to high, and new entrants can 
replace established ones but not overnight. Survival and success depend upon capabili-
ties and network relationships. Most industries are located in this middle ground. At the 
extreme of turbulence is a situation where customers can constantly and easily substitute. 
The environment consists of networks of players whose positions and prospects suddenly 
and unpredictably change. Many internet businesses are located at this end of the spec-
trum. For example, the popularity of the social networking website Facebook rapidly sur-
passed that of My Space, which had previously been dominant.

Environmental determinists argue that because a company is dependent on its environ-
ment for its sales, labour, raw materials and so on, that environment constrains the kind 
of choices an organization can make about how it structures itself. As the environmental 
situation changes, the organization–environment relationship also changes. Hence, to be 
effective, a company has to structure and restructure constantly to maintain alignment (or 
‘fit’). The environmental determinists use the key concepts of environmental uncertainty 
and complexity in their explanations.

Mechanistic and organic organization structures
In the late 1950s in Britain, Tom Burns (1914–2002) and George Stalker studied the behav-
iour of people working in a rayon mill. Rayon is a yarn or fibre produced by forcing and 
drawing cellulose through minute holes. They found that this economically successful 
company with contented staff was run with a management style which, according to con-
temporary wisdom about ‘best’ management practice, should have led to worker discon-
tent and inefficiency. Some time later, the same authors studied an electronics company. 

Environmental 
dynamism the pace 
of change in relevant 
factors external to 
the organization; 
the greater the 
pace of change, the 
more dynamic the 
environment.
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Again it was highly successful, but used a management style completely different from that 
of the rayon mill studied earlier. This contradiction gave the authors the impetus to begin 
a large-scale investigation to examine the relationship between management systems and 
the organizational tasks. They were particularly interested in the way management systems 
changed in response to changes in the commercial and technical tasks of the firm (Burns 
and Stalker, 1961).

The rayon mill had a highly stable, highly structured character, which would have fit-
ted well into Weber’s bureaucratic organizational model. In contrast, the electronics firm 
violated many of the principles of classical management. It discouraged written communi-
cations, defined jobs as little as possible, and the interaction between employees was on a 
face-to-face basis. Indeed, staff even complained about this uncertainty. Burns and Stalker 
gave the label mechanistic organization structure to the former and organic organization 
structure to the latter (Table 16.5). These represented organization structures at opposite 
ends of a continuum. Most firms would be located somewhere in between.

Burns and Stalker argued that neither form of organization structure was intrinsically 
efficient or inefficient, but that rather that it all depended (was contingent) on the nature of 
the environment in which a firm operated. In their view, the key variables to be considered 
were the product market and the technology of the manufacturing process. These needed to 
be studied when the structure of a firm was being designed. Thus, a mechanistic structure 
may be appropriate for an organization which uses an unchanging technology and operates 
in relatively stable markets. An organic structure can be more suitable for a firm that has 
to cope with unpredictable new tasks. Later, Rosabeth Moss Kanter (1983) relabelled these 
two constructs segmentalist and integrative, and argued that segmentalist systems stifled 
creativity, while integrative ones were more innovative.

Mechanistic 
organization 
structure one that 
possesses a high degree 
of task specialization, 
many rules, tight 
specification of 
individual responsibility 
and authority, and 
centralized decision 
making.

Organic 
organization 
structure one that 
possesses little task 
specialization, few 
rules, a high degree of 
individual responsibility 
and authority, and 
one in which decision 
making is delegated.

Table 16.5: Characteristics of mechanistic and organic organization structures

Characteristic Rayon mill (mechanistic) Electronics (organic)

Specialization High – sharp differentiation Low – no hard boundaries, relatively few 
different jobs

Standardization High – methods spelled out Low – individuals decide own methods

Orientation of members Means Goals

Conflict resolution By superior Interaction

Pattern of authority, control and 
communication

Hierarchical – based on implied 
contractual relation

Wide net based upon common commitment

Locus of superior competence At top of organization Wherever there is skill and competence

Interaction Vertical Lateral

Communication content Directions, orders Advice, information

Loyalty To the organization To project and group

Prestige From the position From personal contribution

Source: based on Litterer (1973, p.339).

Individual or structural problems?
In Britain, an enquiry into the conditions at the Mid 
Staffordshire NHS Foundation Trust Hospital between 
2005 and 2009, which cost the lives of up to 1,200 
patients, revealed a catalogue of hospital failures. 
Patients had been left unattended and food and water 

had often been unavailable. Robert Francis, the enquiry 
leader, condemned the ‘appalling and unnecessary suf-
fering’. He went on make 29 recommendations, which 
included persuading doctors to reveal their mistakes, 
teaching compassion to nurses and registering healthcare 

➔
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assistants. Meanwhile, proposed government solutions 
included sending hospital board executives on training 
courses in error reduction and attracting ‘elite managers’. 
Together, the message being sent was that the problem 
is ‘bad’ people, and that the solution has to be ‘good’ (or 
better) people.

Alan Fox criticized the ‘psychologistic’ approach, 
which explained behaviour in organizations in terms 
of individual’s personalities and managerial leadership 
(which are clearly visible and easily understandable) while 
ignoring structural factors (which are hidden and less 

easy to grasp) (see the previous chapter). For example, 
the NHS faces the challenge of implementing structural 
reforms while protecting standards, and balancing local 
responsibility and central control. Simple sounding goals 
can be complicated by the scale and complexity of the 
NHS. Implementing Francis’ proposals can create more 
organizational upheavals, known as ‘re-disorganiza-
tions’ by staff who have experienced them in the past. 
Although not exposed to private competition, NHS hos-
pitals do operate within a political climate which looks to 
assign blame for failure (The Economist, 2013).

Differentiated and integrated organization structures
During the 1960s, Paul Lawrence and Jay Lorsch (1967) built on the work of Burns and 
Stalker, using the concepts of differentiation and integration. First, consider differentiation. 
Differentiation refers to the process of a firm breaking itself up into subunits, each of which 
concentrates on a particular part of the firm’s environment. A university differentiates itself 
in terms of different faculties and departments or colleges and schools. Such differentiation 
inevitably leads to the subunits developing their own goals, values, norms, structures, time 
frames and interpersonal relations that reflect the job that they have to do, and the uncer-
tainties with which they have to cope.

Differentiation can take two forms. Horizontal differentiation is concerned with how 
work is divided up between the various company departments and who is responsible for 
which tasks. Vertical differentiation is concerned with who is given authority at the differ-
ent levels of the company’s hierarchy. High horizontal differentiation creates many different 
departments, producing a flat structure as shown on an organization chart. High vertical 
differentiation results in many hierarchical levels, creating a tall structure. Lawrence and 
Lorsch found that effective organizations increased their level of differentiation as their 
environment became more uncertain. These adjustments allowed staff to respond more 
effectively to their specific sub-environment for which they were responsible. On the other 
hand, the more differentiated the subunits became, the more their goals would diverge and 
this could lead to internal conflicts.

Turning next to integration, this refers to coordinating the work performed in the 
previously divided (differentiated) departments, so as to ensure that it all contributes to 
accomplishing the organizational goal. Thus, having divided the university into faculties/
departments or colleges/schools, there is the need to ensure that they all contribute to the 
goals of high-quality research, excellent teaching and income generation. Lawrence and 
Lorsch found that as environmental uncertainty increased, and thus the degree of differenti-
ation increased, so organizations had to increase the level of their integration (coordination) 
between different departments and their staffs, if they were to work together effectively 
towards the common goal. Coordination is achieved through the use of rules, policies and 
procedures; goal clarification and communication; temporary task forces; permanent pro-
ject teams; and liaison and integrator roles.

When environmental uncertainty is low, differentiation too is correspondingly low. 
Because the units share common goals and ways of achieving them, the hierarchy of 
authority in a company and its standard procedures are sufficient to integrate the activities 
of different units and individuals. However, as uncertainty increases, so too does the need 
for integration. While integration is expensive, using up the resources of time, money and 
effort, a failure to integrate can be equally problematic, leading to conflict between depart-
ments which has to be resolved. Lawrence and Lorsch argued that the level of uncertainty 
in the environment that a firm has to cope with, would determine the organization struc-
ture that was most appropriate for it.

differentiation the 
degree to which the 
tasks and the work of 
individuals, groups and 
units are divided up 
within an organization.

integration the 
required level to which 
units in an organization 
are linked together, and 
their respective degree 
of independence.
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Strategic choice
The debate about contemporary organization design involves a consideration of the deci-
sions that managers make about their organizations within their environments. Thus, 
strategic choice and environment are central concepts. Both Tom Burns and George 
Stalker (1961) and Paul Lawrence and Jay Lorsch (1967) stressed the importance of 
an organization’s environment. Their original contributions were concerned primarily 
with the market conditions, and took a deterministic perspective. Their critics, however, 
pointed to the neglect of choice in decisions about organization structure. John Child 
(1972, 1997) rectified this omission, arguing that there was no one best organization 
structure, and that companies could have different structures. However, he disagreed 
with the contention that those structures were determined by ‘external, operational con-
tingencies’. Instead, he stressed the part played by powerful leaders and groups, who 
exerted their influence to create organization structures which suited their particular 
values and preferences.

Strategic choice holds that managers who control an organization make a strategic 
choice about what kind of structure it will have. They also manipulate the context in which 
their company operates, and how its performance is measured. The decisions about the 
number of hierarchical levels, the span of control, division of labour and so on, are ulti-
mately based on the personal beliefs and political manoeuvrings of the senior executives 
who make them. Strategic choice researchers continue to focus on companies’ environ-
ments, but they have become interested in how senior managers make the choices that 
link their firms’ strategies to their organization structures. Strategic choice researchers have 
criticized the deterministic writers on a number of issues:

1. The idea that an organization should ‘fit’ its environment. That is, while there are choices 
about organization structure design, these will be relatively limited. Thus, for two simi-
lar companies operating in a stable environment to succeed, each would make similar 
choices about the shape of their organization structures. However, there are examples of 
companies making very different structural choices in the same circumstances and both 
succeeding.

2. The idea that cause and effect are linked in a simple (linear) manner. This ignores the 
fact that organizations are part of a larger, complex environmental system consisting of 
other organizations with which they interact. Managers can influence and shape their 
own company environments. The idea that organizations merely adapt to their environ-
ment is too simple a view.

3. The assumption that the choice of organization structure is an automatic reaction to the 
facts presented. Studies show that decisions are made by managers on the basis of the 
interpretations that they have made about the nature of their environment. The same 
environment can be perceived in different ways, by various managers who might imple-
ment different structures, which can be equally effective.

4. The view that choices of organization structure are not political. Linked to the previous 
point, political factors will impinge on choices about structure as much as issues of per-
ception and interpretation (see Chapter 22).

Child (1997) suggested that organization structuring was a political process in which 
power and influence were used to decide on the types of jobs, levels of hierarchy, spans of 

Strategic choice 
the view that an 
organization’s 
environment, market 
and technology are 
the result of senior 
management decisions.

STOp and Think

How well are the activities performed by your educational institution differentiated 
and integrated? Identify the problems and recommend solutions that would improve 
organizational performance from the student perspective.
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control, etc. that were to be adopted and, by implication, which markets to enter and which 
companies to link up with. His work stimulated discussion in three main areas:

r� The human agents (individuals or groups) who exercise choice in the design of 
organizations.

r� The nature of the environment within which an organization exists.

r� The relationships between organizational agents (e.g. managers) and that environment.

Figure 16.9 summarizes the contrasting approaches to structuring organizations dis-
cussed in this chapter.

Organizational
structuring

Weber FayolTaylor Determinist

Child

Environmental

One best way Contingency

Strategic choice

Technological

Woodward PerrowThompson Burns and Stalker Lawrence and Lorsch

Figure 16.9: Contrasting theoretical approaches to organization structuring

Google restructures
In 2015, Google announced that it was changing the 
design of its organization. It created a new structure 
with a new, parent (holding) company called Alphabet 
Inc. which consists of a collection of different companies. 
Those companies which are not focused primarily on the 
internet, and which are unrelated to each other, have 
been separated out from Google, and set up on their 
own, as shown on the right-hand side of the organiza-
tion chart. Not all of these will be familiar to consum-
ers. Calico focuses on increasing human longevity; Fiber 
builds high-speed internet connections; Google Capital is 
its investment arm; Google Ventures is its venture-capital 
vehicle; X deals with moon shots, driverless cars, drone 
delivery, internet-delivering balloons and Google Glass; 
Life Sciences researches glucose-sensing contact lenses; 
Nest is a smart-home devices company; and Sidewalk 
Labs aims to improve cities.

Google remains the biggest company and a subsidiary 
within Alphabet. It contains most of the products that people 

are familiar with. At the time of writing the new structure has 
not yet been finalized. Its final organization structure is likely 
to resemble that shown in the organization chart. Job roles 
and titles were also changed. Larry Page, formerly Google’s 
CEO, became CEO of Alphabet; Sergey Brin became 
President of Alphabet; and Eric Schmidt (previously Google 
chairman) became its executive chairman; while Sundar Pichai 
was appointed to be the CEO of a slimmed down Google.

In a blog post, Larry Page explained that Google had 
become a diverse group of businesses. Between 2001 
and 2015 it had acquired over 180 other companies. The 
aim of the reorganization was to create a simpler organi-
zation structure that was ‘cleaner and more accountable’. 
Internally the objective was to give these companies 
independence and the opportunity to develop their own 
brands. Externally, it was to give investors greater clarity 
about corporate strategy and a clearer idea of how much 
was being spent on new products (BBC Online News, 
2015; Kleinman, 2015; Page, 2015).
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Alphabet
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RECap

1. Distinguish between charismatic, traditional and 
legitimate forms of authority.

r� Traditional authority is based on the belief that the 
ruler has a natural right to rule.

r� Charismatic authority is based on the belief that 
the ruler has some special, unique virtue, either 
religious or heroic.

r� Legitimate authority is based on formal written 
rules which have the force of law.

2. State the main characteristics of a bureaucratic 
organization structure as specified by Max Weber.

r� Job specialization, authority hierarchy, formal 
selection, rules and procedures, impersonality and 
impartiality and recoding.

3. Distinguish Fayol’s six managerial activities and the 
main ideas of the classical management school.

r� Fayol distinguished six managerial activities: fore-
casting, planning, organizing; commanding; coor-
dinating and controlling.

r� The classical management school was based on 
the experience of managers and consultants rather 
than researchers.

4. Distinguish Mintzberg’s ten managerial roles.

r� His ten managerial roles are figurehead, leader, 
liaison, monitor, disseminator, spokesperson, 
entrepreneur, disturbance handler, resource allo-
cator and negotiator.

➔
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5. Identify the writers who comprise the contin-
gency approach and state their main individual 
contributions.

r� Contingency writers challenged Max Weber and 
Henri Fayol’s view that there was one best way to 
structure an organization.

r� They held that there was an optimum organization 
structure that would maximize company perfor-
mance and profits, and that this structure would 
differ between firms.

r� Technological contingency theorists Joan Wood-
ward, Charles Perrow and James Thompson saw 
technology as determining appropriate organiza-
tion structure.

r� Environmental contingency theorists Tom Burns 
and Graham Stalker, Paul Lawrence and Jay Lorsch 
saw the environment as determining appropriate 
organization structure.

6. Discuss the strengths and weaknesses of early 
ideas on the design of organization structure 
and the practice of management.

r� Provides a rationally designed organizational 
model that allows complex tasks to be performed 

efficiently. Persons who are best qualified to do it 
carry out the work. It provides safeguards against 
personal bias and individual favouritism.

r� It creates dysfunctional consequences of mem-
bers only interested in their own jobs, following 
rules obsessively and slow to respond to changes. 
Bureaucracies perpetuate themselves.

7. Identify the influence of early organization 
design ideas on contemporary organizations.

r� Modern organizations continue to possess the fea-
tures first described by Weber and Fayol nearly a 
century ago.

r� Early design principles have been successful, have 
helped large organizations to survive and prosper, 
reflect the static social values of many nations and 
cultures, are capable of withstanding environmen-
tal turbulence and allow senior management to 
retain power.

1. Commentators argue that both too much and too little bureaucracy in an organization 
demotivates employees and causes them stress. How can this be?

2. How does uncertainty affect the successful operation of rationally designed organiza-
tion structures such as those proposed by Weber and Fayol?

3. Define and distinguish differentiation from integration. Using an example from your 
experience or reading, illustrate these two processes in operation, and the highlight 
some of the problems that can be encountered.

4. Explain how technology and environment might influence the structure of an organi-
zation. Consider their effect on coordinating activities.

Revision

Research 
assignment

Interview a middle or senior manager about their organization’s structure. This could be 
a relative, a family friend or a past employer. Ask them to assess the strengths and weak-
nesses of the current structure in terms of allowing them to do their job well or achieving 
company goals. What changes would they like to make if they could? Your analysis of 
their comments should be related back to the material in this and the previous chapter – 
e.g. type of structure possessed, hierarchy, span of control, etc.
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Springboard

Thomas Diefenbach and Rune By (eds) (2012) Reinventing Hierarchy and Bureaucracy: 
From the Bureau to Network Organizations, Research in the Sociology of Organizations: 
Volume 35. Bingley, UK: Emerald Group Publishing. A contemporary assessment of the 
prevalence and impact of hierarchy and bureaucracy from the Stone Age period through to 
‘super flat’ organizations of today and tomorrow.

Elliot Jaques (1990) ‘In praise of hierarchy’, Harvard Business Review, 68 (1): 127–33. The 
author makes the argument for a hierarchical organization structure and against a ‘flat’ 
organization.

Henry Mintzberg (2009) Managing. Harlow, Essex: Financial Times Prentice Hall. The 
author develops his original ideas on managerial roles incorporating the research of others 
over the past 30 years, and presents a general model of managing.

Jeffrey Pfeffer (2015) Leadership BS. London: Harper Collins. The author considers leader-
ship within the context of organizations and the role of managers.

OB cinema
Crimson Tide (1995, director Tony Scott), DVD track 4, 0:25:00–0.31.33 (7 minutes). This is the story 
of how a global emergency provokes a power play on-board a US nuclear submarine, between the 
battle-hardened Captain Frank Ramsay (played by Gene Hackman) who ‘goes by the book’, and his 
Executive Officer, Lieutenant Commander Ron Hunter (Denzil Washington). The captain regularly 
runs a weapons systems readiness test in preparation for launching nuclear missiles. The clip begins 
with a loudspeaker announcement saying ‘Attention all hands, the fire has been contained’, and ends 
with Ramsey saying to Hunter ‘We’re here to defend democracy, not to practise it’.

As you watch this clip of the weapons test, identify an example of each of Weber’s six principles 
of bureaucracy.

Bureaucratic principle Examples

1. Work specialization

2. Authority hierarchy

3. Employment and career

4. Recording

5. Rules and regulations 

6. Impersonality and impartiality

OB on the web
On YouTube, watch Gary Hamel’s lectures ‘Passion trumps intellect’ (2:21), as he presents his hierar-
chy of human capabilities at work, and his ‘Gary Hamel: reinventing the technology of human accom-
plishment’ (16:32), where he considers the question of how to build organizations that are both fit 
for the future and fit for human beings. Give examples of how, in the past, the organizations have 
attempted to secure employee capabilities and suggest how managers might redesign their company 
structures for the future, to encourage and obtain the three employee capabilities located at the top 
of Hamel’s hierarchy.
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CHAPTER ExERCISES

1. Debra’s diary

 Objectives 1. To contrast managerial roles with managerial activities.

2. To identify examples of each.

 Briefing 1. Remind yourself of Mintzberg’s ten managerial roles and Fayol’s six managerial 
activities.

2. Form groups and nominate a spokesperson.

3. Read the case Debra’s Day and then:

(a) Identify one example of each of the Mintzberg’s ten roles (tasks 1–10).

(b) Identify one example of each of the Fayol’s six managerial activities engaged in 
by Debra (tasks 11–16).

 Debra’s diary  Debra is the chief executive of a large private hospital in London. In an effort to manage 
her time better, she kept a diary of the tasks she performed over a couple of days.

Mintzberg Fayol

 1. Held a meeting with all staff to inform them about the government’s new 
requirements for the feeding and management of elderly patients.

 2. Closed the ward with patient infection (MRSA) problem; instigated a ‘deep 
clean’ procedure to ensure that this outbreak within the hospital had been 
contained; and introduced a new hygiene management code of conduct. 

 3. Had the opportunity to buy a CAT scanner at a huge discount price, if we 
acted immediately. I called each of the board members to get them to agree 
to the investment. Some were unsure, but I managed to persuade them.

 4. Went to the local radio station to represent the hospital, to be interviewed 
about our work and answer listeners’ calls.

 �. )ave a presentation to a training course which clariƂed hospital goals� and 
stressed the importance of staff’s role in achieving them.

 6. Had lunch with our local Member of Parliament and got advanced information 
about future trends in government healthcare policy and funding.

 �. 5pent two hours surƂng the web to discover how our hospital compares 
in terms of numbers of patients and staff as well as facilities, with our 
competitors here and abroad.

 8. Acted to resolve a dispute between a doctor in charge of the X-Ray 
department and the union representative, concerning technicians.

 9. Finalized the budgets for all the hospital departments in line with our income 
and organizational objectives.

10. Gave a speech at the Effective Healthcare Conference describing our hospital’s 
approach to waste management.

11. Held a meeting with the different department heads to ensure nursing staff 
were being efƂciently allocated to the different wards.

12. Reviewed the food purchase data to ensure that all foodstuffs had been 
obtained in accordance with procedures laid down by the hospital, and that 
the Suantities of food supplied by vendors had been speciƂed.

M16_BUCH2881_09_SE_C16.indd   550 07/27/16   10:02 AM



 Chapter exercises 551

Mintzberg Fayol

13. Used internet to discover illness trends among the population so as to 
anticipate increases and decreases for our various medical services. 

14. Devised a new ‘pay for performance’ compensation system which ensured 
that those who had exceeded their targets were appropriately rewarded.

15. In anticipation of the upcoming annual inspection, I compiled a list of tasks to 
be completed then assigned these to the various senior managers.

16. Discussed with the board of directors how the expansion of our obesity care 
provision would be managed over the neZt Ƃve years.

2. Simulating organizational design issues

 Objectives 1. Understand how the organizational information processing requirements and uncer-
tainty are affected by the characteristics of tasks, environment and people.

2. Consider different ways of structuring an organization to deal with uncertainty, 
either reducing information processing needs or by enhancing information process-
ing capabilities.

 Instructions  Read the following scenario, and respond to the questions as directed by your 
instructor.

 Step 1 (30 minutes)  Imagine that you are a member of a group of 10–13 students who are competing with 
other teams to prepare an advertising poster for a local shop. Your client requires that 
your team’s poster should contain at least three colours, some artwork, and an impact-
ful phrase or caption that catches the attention of passers-by and is memorable. Your 
group has 30 minutes to decide how you will organize yourself to produce this poster. 
You have hired a management consultant to advise you. Your consultant recommends 
that:

• Your ‘organization’ should structure itself along functional lines. Dividing into three 
equal-sized subgroups, each will specialize in a different aspect of poster production 
The first will deal with poster layout (selection of poster size, shape, layout, colours, 
general arrangement); the second will focus on artwork (executing the drawings and 
lettering); while the third will decide on the choice of the written content.

• To avoid confusion about the different roles and responsibilities (and to avoid disrup-
tion) the three subgroups should be placed in separate but adjacent rooms.

• Each subgroup should appoint its own leader.

• Your ‘organization’ should also have an overall coordinator.

Which of your consultant’s recommendations do you agree or disagree with? Give your 
reasons.

 Step 2 (10 minutes)  After 20 minutes, each group submits a plan to the instructor describing how they have 
decided to organize themselves for their task. The plan can be in the form of an organi-
zation chart or a written statement. They indicate their areas or agreement and disa-
greement with the consultant’s recommendations.

 Step 3 (20 minutes):  The group(s) reform and discuss some of the following questions as directed by the 
instructor:

1. Consider the relationship between the nature of the task (poster production) and 
the consultant’s proposed structure. Where does it match or mismatch? State its 
strengths and weaknesses.

➔
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2. Does the time pressure make the consultant’s proposed structure more or less appro-
priate? Why?

3. Should the three sets of activities described be performed sequentially or concur-
rently? Give your reasons.

4. Is the hierarchical structure of the organization (three levels of coordination – work-
ers, subgroup leaders, overall coordinator) and the physical separation of the three 
subgroups likely to help or hinder the achievement of the task? Explain.

5. What intergroup communication needs must be met for the task to be achieved?

6. What is likely to be the role of the three subgroup leaders?

7. What aspects of the task contribute to its uncertainty?

8. What are the implications of such task uncertainty for the coordination of activities?

9. What are the possible trade-offs between task specialization by subgroup, and the 
coordination of the activities between them?

These activities are adapted from J.W. French (1993) ‘Simulating organizational design 
issues’, Journal of Management Education, 17 (1): 110–13.

Employability assessment
With regard to your future employment prospects:

1. Identify up to three issues from this chapter that you found significant.

2. Relate these to the competencies in the employability matrix.

3. Decide what actions you need to take to maintain and/or develop those competencies under each of the four 
headings of the employability matrix.

Personal qualities
self-management

work ethic/results orientation
appetite for learning
interpersonal skills

creativity and innovation

Leadership qualities
leadership

people management
leading and managing change

project management
general management skills

Other attributes
political awareness

understand cross-cultural issues
how organizations work

critical thinking
decision making

Practical skills
commercial acumen

customer service skills
communication skills
problem solving skills

teamworking skills

Employability
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Learning outcomes
When you have read this chapter, you should be able to define those 
key terms in your own words, and you should also be able to:

1. Appreciate the reason for chief executives’ need to design and 
redesign their organization’s structure.

2. Distinguish three eras of organizational design and what factors 
stimulated each.

3. Distinguish between functional, divisional, matrix and team-based 
organization structures.

4. Distinguish between an outsourcing relationship and hollow, 
modular and virtual organization structures.

5. Understand the trend towards companies’ collaborative 
relationships with competitors and customers, and their 
involvement in virtual communities.
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Why study organizational architecture?
Work has increasingly become ‘net work’, done in a self-organized way that relies on indi-
vidual initiative and is performed in a collaborative, negotiated fashion, rather than through 
management fiat (Halgin et al., 2015). Dimitrina Dimitrova and Barry Wellman (2015, 
p.443) write that ‘Changing social norms have resulted in new ways of organizing that in 
turn affect how people work with colleagues, use information technology, find information, 
advice and guidance, and where they set up shop’. Gulati et al. (2012) use the term meta-
organization to refer to networks of firms or individuals not bound by authority-based 
employment relationships but characterized by a system-level goal.

Many companies have become networked as a result of the ‘triple revolution’ – the 
impact of social networks, the internet and mobile platforms (Rainie and Wellman, 2012). 
Networked organizations are judged to be able to respond rapidly to uncertainty. They have 
been described as ‘choardic’ – able to generate order out of chaos (Child, 2015). They can 
reshape the way that employees work and how they themselves function because they are 
coordinated by social networks, and are better at exchanging information. All these changes 
have affected companies’ organization structures, authority relations and information flows. 
They are challenging the traditional, hierarchical organizational structures of present-day 
companies.

This ‘beyond the organization’ trend is changing the relationships between different 
organizations, between organizations and their owners, between their employees and their 
consumers, and is creating new organizational forms (Miles et al., 2010). Traditional firms 
in sectors such as car manufacture, pharmaceuticals and media have begun collaborating 
with each other for mutual benefit. But what exactly constitutes a ‘new’ organizational 
form? Puranam et al. (2014) argue that an organization’s structure can be conceptualized as 
offering solutions to four problems that all organizations face:

r� Novelty in task division – new ways of converting company goals into individual and 
group tasks. How can one identify and arrange the performance of interrelated sub-tasks 
and their associated information transfers, to allow the achievement of organizational 
goals?

In the warehouse, every task a worker performs is dispensed electronically and 
tracked. A central computer coordinates and individually tailors work for each 
employee. It assigns order-fillers their discrete tasks which come packaged as ‘trips.’ 
Each employee receives a wireless mini-computer and headset and a vehicle for 
moving the goods. The computer directs order-fillers to their collection points using 
voice-guided instructions. Operators deliver their loads to the dispatch dock and the 
computer then directs them to their next trip. It records how quickly each employee 
has completed their last trip and informs them of their cumulative shift performance. 
(Elliott and Long, 2016)

r� Novelty in task allocation – new ways of assigning employees to tasks (e.g. contributors 
self-select themselves to perform the tasks that they prefer rather than being assigned 
them by someone in authority).

At Oticon, a Danish manufacturer of hearing aids, project leaders with an idea com-
pete to attract resources and recruit staff to deliver results. Employees themselves decide 
whether or not to join a project team and could be members of the 100 or so projects 
that exist at any one time. Project teams are formed and reformed on a regular basis 
(Foss, 2003). At Lync, a company producing audio visual conferencing and instant 
messaging systems, rather than have the four managers pick their team members, the 
85  individual staff, acting as free agents, choose which of the four teams they want to 
join ( Birkinshaw, 2013).

r� Novelty in reward distribution – new ways of rewarding contributors (e.g. stress on 
intrinsic rewards based on the task itself; peer evaluation; reputation enhancement; 
financial rewards going beyond wages).

Meta-organization 
networks of firms 
or individuals not 
bound by authority-
based employment 
relationships but 
characterized by a 
system-level goal.
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At Google, intrinsic rewards for employees come from ‘building cool stuff for users’. 
As regards extrinsic rewards, every employee, at every level in every country, is eligible 
for share options, which are based on their contribution and performance. These are not 
distributed equally as exceptional performance can have a disproportionally great impact 
on the company. Hence, Google’s compensation system allows an employee to receive 
between two and ten times more than a colleague in the form of bonuses and shares. 
The company uses the ‘just allocation of extreme rewards based on distributive and 
procedural justice’. Employees can also reward each other for great work ‘above-and-
beyond’ individual contribution using the gThanks programme (pounced ‘gee thanks’). 
The company also rewards ‘thoughtful failure’ so as to support and encourage a culture 
of risk taking (Bock, 2015).

r� Novelty in information provision – new ways of creating shared knowledge using IT to 
enable the coordination of activities of often geographically dispersed contributors, creat-
ing new modular architecture which allows different individuals to work independently 
but in parallel.

Google’s code base, the collection of source code that makes all its products work, which 
includes its algorithms, is made available to all employees, including new hires, on their 
first day at work. The company intranet shows what everyone else is working on. The com-
pany shares all this information and expects Googlers to keep it confidential. Weekly TGIF 
(‘Thank Goodness It’s Friday’) meetings hosted by Page and Brin include Q&A sessions for 
the entire company where thousands attend in person, and others through online rebroad-
cast. Everyone in the company knows what is going on. This avoids groups doing redun-
dant work without knowing it and wasting resources; it clarifies differences in the goals of 
different groups; and it avoids internal rivalry (Bock, 2015).

The term organizational architecture refers to the framework of linked internal and exter-
nal elements that an organization creates and uses to achieve the goals specified in its 
mission statement. It thus not only includes the internal arrangements that a firm makes to 
deploy its various business processes, but also includes linkages to outsiders (other individ-
uals, groups and organizations) who come together to form a temporary system for mutual 
benefit. The first part of this chapter will focus on internal structural arrangements, while 
the second part will consider external linkages.

Organizational structures had been a way of institutionalizing and managing stability, but 
now they have had to become far more flexible and adaptive to accommodate uncertainty in 
the form of discontinuous, disruptive change. In the past, it was thought that an organizational 
arrangement whereby the company performed all its tasks internally was the best way to gain 
competitive advantage. Now, working with others has come to be seen as the best way to 
reduce costs and increase efficiency and productivity. Consequently, answers to the question of 
‘who does what’ now extend beyond the organization’s own boundary to encompass its part-
ners, competitors, customers and other communities of interest. Meta-organizations address 
the question of how to organize relations between legally autonomous entities, whether firms 
in a network or individuals in a community, without recourse to the authority inherent in 
employment contracts (although other forms of contract may play a role).

Historically, the initial problem for management was building and maintaining large-
scale production processes and the organizations that operated them. Then attention 
focused on coordinating and controlling these large, complex organizations and facilitat-
ing their orderly growth. Most recently, the focus has shifted onto inter-organizational 
relationships. Building on the work of Robert Duncan (1979), Narasimhan Anand and 
Richard Daft (2007) traced the changes in the design of organization structures. They 
distinguish three eras of organizational design, shown in Table 17.1, illustrating how 
management thinking about organization structure changed from vertical organization 
to horizontal organizing, and now to boundaryless hollow, modular, virtual and col-
laborative structures. In this chapter, we shall draw heavily on these authors’ explana-
tory structure and use their framework to compare and contrast the changes that have 
occurred in the design of organizations.

Organizational 
architecture the 
framework of linked 
internal and external 
elements that an 
organization creates 
and uses to achieve the 
goals specified in its 
mission statement.
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Table 17.1: Eras of organizational design

Era 1 Era 2 Era 3

Mid-1800s to late 1970s 1980s to mid-1990s Mid-1990s to date

Self-contained vertical 
organization structures

Self-contained horizontal 
organization structures

Boundaryless organization structure

Hollow Modular Virtual Collaborative

Source: based on Anand and Daft (2007)

StOp and think

Think of an example of a change to the structure of an organization with  
which you are familiar� *ow has this changed the way that you and others do  
your work?

Era of self-contained organization structures
The first era identified by Anand and Daft (2007) lasted over a century from the mid-1800s 
to the late 1970s. During that time, the ideal organization was held to possess the following 
characteristics:

r� self-contained;

r� having clear boundaries between itself and its suppliers, customers and competitors;

r� transforming the inputs from suppliers into completed products or services;

r� meeting its transformation process requirements internally;

r� hierarchically based.

Fjeldstad et al. (2012) stressed that these self-contained organizations were based on hierar-
chy which was used for both control and coordination. It involved setting goals, monitoring 
their fulfilment, allocating resources and managing interdependencies.

Their design emphasized the need to adapt to environmental conditions, and to maxi-
mize control through reporting relationships and a vertical chain of command (Galbraith, 
1973). Anand and Daft (2007, p.335) list the underlying design principles of a self-contained 
organization structure as:

r� group people into functions or departments;

r� establish reporting relationships between people and departments;

r� provide systems to coordinate and integrate activities both horizontally and vertically.

A department designates a distinct area or branch of an organization over which a manager 
has authority for the performance of specified activities. Thus job grouping or the depart-
mentalization of jobs constitutes an important aspect of organizational design. During this 
era, the functional, divisional and matrix organization structures became popular. All three 
rely on vertical hierarchy and the chain of command.

Functional structure
A functional structure groups its activities and people, from the bottom to the top, 
according to the similarities in their work, profession, expertise, goals or resources used – 
e.g. production, marketing, sales and finance (Figure 17.1). Each functional activity is 
grouped into a specific department. A university business school may group its staff into 
the main subject fields (finance, human behaviour; strategy, marketing and operations 
management).

departmentalization 
the process of grouping 
together activities and 
employees who share 
a common supervisor 
and resources, who are 
jointly responsible for 
performance, and who 
tend to identify and 
collaborate with each 
other.

Functional structure 
an organizational design 
that groups activities 
and people according 
to the similarities in 
their work, profession, 
expertise, goals or 
resources used.
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Divisional structure
A divisional structure divides an organization up into self-contained entities based on their 
organizational outputs – products or services provided, the geographical region operated in 
or the customer groups served. Each division is likely to have its own functional structure 
replicated within it or receive functional support (e.g. marketing, human resources) from 
its headquarters. Each division operates as a stand-alone company, doing its own research, 
production, marketing, etc. (Chandler, 1962). British hospitals are increasingly divisional-
ized, with surgery and medical diagnostics receiving support from finance and estates.

Product-based: A single motor company can organize around its different automotive 
brands. For example, Daimler’s divisions include Mercedes-Benz and Smart, while 
BMW’s include BMW and Mini. Most university business schools offer undergraduate, 
postgraduate and non-graduating courses. A product or service-based organization struc-
ture is shown in Figure 17.2.

divisional structure 
an organizational 
design that groups 
departments together 
based on the product 
sold, the geographical 
area operated in, or the 
type of customer served.

Research Personnel Manufacturing

Chief Executive

Finance Sales

Product A Product CProduct B Area X Area ZArea Y

Figure 17.1: Functional organization structure

Product A

Chief Executive

Product CProduct B

R SP M F R SP M F R SP M F

Figure 17.2: Product-based organization structure

Geography-based: Grouping on this basis is used where the product or service is provided 
within a limited distance. It meets customers’ needs effectively and economically, and lets 
senior management check and control how these are provided. Hotels and supermarkets 
are organized in this way, so are ferry companies based on particular sea routes. A univer-
sity business school may have a main campus, a city centre location and an out-of-town res-
idential (hotel) facility. A geography-based organization structure is shown in Figure 17.3.

Area X

Chief Executive

Area ZArea Y

R SP M F R SP M F R SP M F

Figure 17.3: Geography-based organization structure

Customer-based: The company can be structured around its main customers or market seg-
ments. A large bank’s departments may be personal, private, business and corporate.  
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A university business school’s clients include students, companies and research-funders. 
BT was divided into BT Retail (business and residential customers) and BT Wholesale 
(corporate customers). A customer-based organization structure is shown in Figure 17.4.

Industrial
sales

Government
sales

Chief
Executive

Direct customer
sales

Retail
sales

Figure 17.4: Customer-based organization structure

Matrix structure
A matrix structure combines a vertical structure with a strong horizontal overlay. The 
former provides downward control over the functional departments, and the latter allows 
interdepartmental coordination This structure comprises employees working in temporary 
teams composed of employees from different functions (e.g. marketing, human resources, 
production) contributing to specific projects. This structure has two lines of authority. 
Each team member reports to two bosses – their project team manager and their functional 
(department) manager (e.g. the head of production). There is thus a dual, rather than a sin-
gle, chain of command. A matrix organization structure is shown in Figure 17.5.

Matrix structure 
an organizational 
design that combines 
two different types of 
structure resulting in an 
employee having two 
reporting relationships 
simultaneously.

Product
Manager
(Toothpastes)

Product
Manager
(Suncreams)

Product
Manager
(Deodorants)

 

Director
Manufacturing

Director
Marketing

Director
Accounting

Director
Engineering

Chief
Executive

The director of each functional department exercises line authority through the vertical
chain of command.

The product manager exercises authority through the horizontal chain of command, over
those staff from the functional departments who have been assigned to work on the
product.

Employees at the intersections have two bosses. They report simultaneously to the director
of their functional department (manufacturing, marketing, accounting, or engineering) as
well as to their product manager (toothpastes, suncreams, or deodorants).

Figure 17.5: Matrix organization structure
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As a student, the most likely place that you are likely to encounter a matrix structure is 
on your university course or module, if it is taught by lecturers from a number of different 
university departments. These contributing lecturers report to two different bosses. One of 
these is responsible for the function, in this case their university academic department (e.g. 
Accounting, Economics, Law or Management). Their other ‘boss’ is the course or module 
coordinator responsible for the teaching, tutoring and assessments for the module.

Matrix structures can cause problems (Davis and Lawrence, 1978). Jon Katzenbach and 
Adam Michaels (2013) argue that when matrix organizations fail, it is often the result of 
a focus on structure to the exclusion of culture (see Chapter 4). The formal elements of 
organization design are normally addressed – the organization chart is altered, who reports 
to whom is specified and decision-making responsibilities are assigned. However, the cul-
tural changes needed to support the newly created matrix structure are typically ignored. 
Changing structure is comparatively easy – roles, job titles and departments are concrete 
and visible. In contrast, the cultural norms, values and beliefs that form the web that 
connects people together, and influences how they do their daily work, is intangible and 
difficult to define and map. They stress that in a matrix structure, collaboration between 
different departments requires a culture that encourages behaviours such as openness, a 
willingness to try new things and an acceptance of mistakes.

Era of horizontal organization structures
The second era identified by Anand and Daft (2007) lasted from the 1980s to the mid-
1990s. It promoted horizontal organization structures with a team- and process-based 
emphasis. It developed in response to the limitations of the earlier organization struc-
tures. These included difficulties of interdepartmental coordination, the ineffectiveness of 
vertical authority-based reporting systems, and the new opportunities offered by comput-
ers and networks to increase organizational information processing capacity. During this 
time, emphasis was placed on reshaping (eliminating) organizations’ internal boundaries to 
improve horizontal coordination and communication. Anand and Daft (2007, p.332) list the 
underlying design principles of a horizontal organization structure as:

r� organize around complete workflow processes rather than tasks;

r� flatten hierarchy and use teams to manage everything;

r� appoint team leaders to manage internal team processes and coordinate work;

r� permit team members to interact with suppliers and customers facilitating quick 
adaptation;

r� provide required expertise from outside the team as required.

Team-based structure
The above principles were predominantly implemented by means of a team-based struc-
ture, which treats teams as the organizing units of work. The company uses teams as the 
main way to coordinate the activities within it (Forrester and Drexler, 1999). Here, indi-
vidual employees are assembled into teams in a way similar to being assigned to traditional, 
functional departments. In one version, the organization consists entirely of different teams, 
each of which coordinates their own activities, and works with their partners and custom-
ers, to achieve their goals. Each team member possesses a different expertise (e.g. market-
ing, manufacturing, finance, human resources), which contributes to the team’s completion 
of its task or project. Team-based organizations have flattened hierarchies. This involves 
designing organizations around processes rather than tasks (Mohrman et al., 1997). The 
teams focus on processes that need to be done rather than on individual jobs. In order for 
the different members to coordinate their contributions successfully, they must share infor-
mation effectively with each other (Cherns, 1976).

team-based 
structure an 
organizational design 
that consists entirely 
of project-type teams 
that focus on processes 
rather than individual 
jobs, coordinate their 
activities, and work 
directly with partners 
and customers to 
achieve their goals.
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These teams are characterized by horizontal communication, shared or rotated leader-
ship and delegated decision making that gives authority to junior staff to make decisions on 
their own. Once the goal has been achieved, the team moves onto a new project, perhaps 
reforming its membership before doing so. A true team-based structure is rarely found in 
organizations. Where it does exist, it tends to be in smaller organizations. A team structure 
is very flat, as shown in Figure 17.6. A university department may use a team structure. 
Academic staff may be members of a multidisciplinary research team contributing to a pro-
ject funded by a research council; a teaching team responsible for delivering lectures and 
tutorials; and an administrative team, ensuring rooms are booked, student grades awarded 
and legal requirements complied with.

Project
Team A

Project
Team B

Entire organization structured entirely by teams. No traditional hierarchy.

Project
Team C

Management
team

Figure 17.6: Team-based organization structure

An example of an organization with a team-based structure is Square D, a large US 
manufacturer of electrical equipment based in Lexington, Kentucky. In 1998, the company 
divided its 800 employees into 20–30 self-managed teams which were wholly responsible 
for their own products from start to finish. Another rare example is Whole Food Markets 
Inc., also in the United States, a retailer of natural foods. Each of its shops is an autonomous 
profit centre consisting of about ten teams. Each small, decentralized team (e.g. grocery, 
vegetables, bakery, prepared food) has its own team leader. It also has complete control 
over recruiting and selecting new employees. Using team-based hiring, after 90 days, poten-
tial hires need two-thirds of the team’s support to join the staff permanently (Erickson and 
Gratton, 2007). The team leaders in each shop are a team; the shop leaders in each region 
are a team; and the company’s six regional presidents are also a team (Fishman, 2007).

Self-management at Morning Star
Gary Hamel (2011) listed the problems with companies 
having a hierarchy of managers, saying that it:

r� incurred a significant cost in managers’ wages;

r� skewed or killed decision making by creating numer-
ous approval layers;

r� increased the likelihood of calamitous decisions as top 
managers were furthest away from frontline realities;

r� created centralized decision making that prevented 
poor decisions being challenged;

r� disenfranchised low-level employees, reducing their 
scope of authority, creativity and contributions.

Organizations require coordination and control, but 
is there a way of securing the benefits of flexibility and 
the discipline of a tightly knit hierarchy, without the 
necessity to have a management superstructure? Hamel 
gives the example of Morning Star, a private company in 
California. It was started in 1970 as a one-truck owner-
operator transporting tomatoes. Today the company is 
the world’s largest tomato processor, a global market 
leader with double-digit growth for the past 20 years, 
with revenues of $700 million a year. It has no bosses 
or titles and no promotions; its employees negotiate 
responsibilities with their peers; everyone can spend the 
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company’s money; individuals are responsible for acquir-
ing the tools needed to do their jobs; and compensation 
decisions are peer-based.

Morning Star’s organizational vision is to create a com-
pany in which all team members (associates) will be self-
managing professionals, initiating communications and 
coordinating their activities with their colleagues, custom-
ers, suppliers and fellow industry participants, without the 
need for direction from others. To achieve this, the com-
pany employs a management model built on the principle 
of self-management which contains six key elements:

r� Personal mission statements. Employees prepare per-
sonal mission statements detailing how they will con-
tribute to the company’s goal. Each is responsible for 
achieving their own mission, and acquiring the neces-
sary training, resources and cooperation to do so.

r� CLOU agreements. Annually, all employees negotiate a 
Colleague Letter of Understanding with those who are 
most affected by their work. These form the operating 
plan that provides the coordination and structure nec-
essary to achieve the mission. It covers 30 activity areas 
and details the performance metrics for each.

r� Empowerment of employees. Decision-making author-
ity is given to frontline employees. It allows them to 
hire staff when they feel overloaded or new roles need 
filling, and to purchase tools and equipment needed 
to do their jobs.

r� No role descriptions. Roles are not centrally defined, 
thereby allowing employees to take on greater 
responsibilities as they gain experience and develop 
their skills. This encourages staff to drive change 
beyond their immediate areas of work responsibility, 
thereby creating innovation.

r� Competition for impact. The lack of a hierarchy, job 
titles and a career ladder means that competition 
becomes focused on who can contribute most to 
the company. Career progression involves mastering 
new skills and discovering better ways of serving col-
leagues. It is reflected in differing compensation levels.

r� Freedom to succeed. Giving employees freedom to do 
the things they like. This creates enthusiasm and bet-
ter performance. However, to exercise their freedom 
wisely, employees have to assess the impact of deci-
sions, and that is why all teams have their own profit-
and-loss accounts.

How then is control exercised, when no one is in charge?

r� Targets and data. Some 3,000 CLOUs cover Morning 
Star’s full-time employees, provide a high degree of coor-
dination. Their metrics allow employees to check if they 
are meeting associates’ needs; people are held account-
able for results; and they receive cross-company informa-
tion allowing them to see how they influence other areas.

r� Calculation and consultation. Before spending any 
company money, employees have to build a business 
case for doing so, detailing the expected return on 
investment. They have to consult colleagues, persuade 
them, and gain their agreement.

r� Conflict resolution. How is underperformance or fail-
ure to meet CLOU commitments to others dealt with? 
Initially the two parties meet to resolve the matter. 
Unresolved issues are taken to a mutually acceptable 
mediator; then, if necessary, further to a panel of six 
colleagues; and if not resolved there; to the president 
who makes a binding decision.

r� Peer review and challenge. At the end of each year, 
individuals receive feedback from their CLOU col-
leagues. Business units defend their previous year’s 
performance, justifying their use of resources, acknowl-
edging shortfalls, and presenting improvement plans.

r� Elected compensation committees. At the end of each 
year, all employees assess how they performed in terms 
of their CLOU goals, return on investment targets and 
other metrics. Staff elect local compensation commit-
tees which check these self-assessments and uncover 
unreported contributions. It uses this data to set indi-
vidual compensation levels to ensure that pay matches 
the value that the employee has added to the company.

There have been various other company attempts to 
collapse organizational hierarchies; establish manager-
less systems; and create boss-free, employee-empowered, 
self-organizing team work environments. These include 
firms such as Zappos, the US online shoe retailer owned 
by Amazon (The Economist, 2014); WL Gore & Associates 
(maker of Gore-Tex fabric); Valve, a Washington vide-
ogames maker (Kelion, 2013); and 6Wunderkinder, a 
Berlin management software development company 
(Vasagar, 2014). The newest manifestation of this old 
idea is labelled holacracy – ‘a way of running an organi-
zation that removes power from a management hierar-
chy and distributes it across roles’ (www.holacracy.org).

Rather than totally eliminate managers, it is far more common for a traditional, vertically 
structured company to add teams to the bottom of its hierarchy. Only lower-level employ-
ees, those who manufacture the product or provide the service, come to operate as teams 
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Chief Executive

Figure 17.7: Traditional organization structure with teams at lowest level

rather than as individuals. When this type of work arrangement is used on a regular basis, 
the organization may claim to be using a team-based structure. In reality, however, all that 
has happened is that it has grafted a teamworking format onto the lower hierarchical levels 
of an existing functional or divisional structure. Its organizational chart will look like that 
shown in Figure 17.7.

This ‘teams-at-the bottom’ structure may use a cross-functional team approach in which 
a number of teams consisting of employees from various functional departments, at about 
the same hierarchical level, are formed to complete particular tasks. As before, the benefits 
of this arrangement include access to the different expertise of members, improved horizon-
tal communication and better inter-departmental coordination. Typical issues addressed by 
cross-functional teams are solving a problem, developing or launching a new product, or 
initiating a change programme. The development of the Ford Motor Company’s Escape gas-
electric hybrid sports utility vehicle involved cross-functional teamworking.

Cross-functional 
team employees from 
different functional 
departments who meet 
as a team to complete a 
particular task.

Boeing’s production teams
The 787 Dreamliner is a medium-sized, wide-bodied, 
twin-engine jet capable of carrying 210 to 330 passen-
gers. To produce it, the company created an organiza-
tion structure consisting of Life Cycle Product Teams 
(LCPT) that have responsibility for the life-cycle cost of 
their product. Each LCPT has a team leader, an engineer-
ing leader, a manufacturing leader, finance and business 
leader and a global partner leader, and has responsibility 
for the design, production and delivery of their product 
on schedule and on cost to the 787 programme. The 
LCPTs operate like companies within the bigger pro-
gramme. They are of two types – vertical and horizontal.

The horizontals are the departments, the functions 
which are also called the ‘chimneys’. In the case of Boeing, 
these are Fuselage, Interior, Wing Empennage and Gear, 
and Propulsion. The verticals are the project trams which 
cut across these functional departments and are called 
Systems, Production Operations and Services. Thus, if you 
were a Boeing employee you would be both a member 
of the Fuselage department reporting to your Fuselage 
department boss and, simultaneously, a member of the 
Systems team reporting to your Systems project boss.

Vertical LCPTs are responsible for the plane’s struc-
tural components such as fuselage, interior, wings, pro-
pulsion, vertical tail, and the landing gear. Their task is to 
deliver their product into final assembly, where it all gets 
integrated with the others and built into the aeroplane. 
Horizontal LCPTs address matters relevant to all the dif-
ferent structural component teams. They are labelled 
systems, services and production operations. The Systems 
LCPT is responsible for the architecture, testing and the 

Final assembly of 787 aeroplane
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systems that go into the aeroplane. It ensures that the sys-
tems architecture for hydraulics, electrical and other sys-
tems on the airplane are all integrated. The Services LCPT 
is responsible for obtaining the input for the structural 

repair manual which comes from managers in the horizon-
tal teams. The Production Operations LCPT is responsible 
for putting this aeroplane together and their work begins 
once final assembly is initiated (Dodge, 2007a; 2007b).

There are many different structural forms that era 1 and era 2 organizations can take. To 
help our understanding, Christopher Mabey (1998) and his colleagues offered a conceptual 
framework based on the juxtaposition of three dimensions. These distinguish firms with dif-
ferent internal structures, but all of them exist within conventional organizational bounda-
ries. These authors’ three dimensions are:

Decision making: Organizational structures differ in terms of where decisions are made. 
They range from centralized (decisions made at the top) through to decentralized (power 
delegated for people to make decisions lower in the hierarchy).

Rules prevalence: Companies differ in terms of how many written rules, operating proce-
dures, job descriptions, organizational charts they have, and their use of formal, written 
communication. This dimension is called formalization, and ranges from few rules to 
many rules.

Size of organization: Firms differ in size. The size dimension is usually measured in terms 
of the number of employees and ranges from large to small.

As summarized in Table 17.2, organizations have structures based on the main organiza-
tion functions, where employees sharing common skills are placed together. This reflects 
Weber’s bureaucracy. Then we have various divisional structures (product/service, geog-
raphy, customer), selected to be most suited to a company’s activities. Next there is the 
matrix stricture, creating cross-functional teams consisting of individuals from different 
departments within the company. Finally, we have a structure based entirely on teams 
which are given limited autonomy to complete an entire production process.

Table 17.2: Era 1 and 2 organization structures

Structure Decision making Rules Size

Functional Highly centralized Many Large

Divisional Centralized Some Medium

Matrix Decentralized Several Intermediate

Team-based Highly decentralized Few Small

Home viewing
The film Other Peoples’ Money (1991, director Nor-
man Jewison) shows a how a firm’s failure to react 
to an external threat leaves it vulnerable to a hostile 
takeover. New England Wire and Cable (NEWC) is an 
old-fashioned manufacturing company, paternalisti-
cally led for 26 years by Andrew Jorgenson (played by 
Gregory Peck), who values stability and predictability. 
However, he is unaware of the developing problems in 
one of his company’s divisions which requires urgent 

re-engineering and diversification. Meanwhile, Garfield 
Investment Corporation (GIC), headed by Lawrence Gar-
field (played by Danny DeVito) looks for firms that are 
ripe to be taken over, and expects to make a substan-
tial profit by liquidating NEWC. As you watch the film, 
consider some of the reasons that corporate restructur-
ing takes places? How does Jorgenson’s leadership and 
decision-making style leave his company vulnerable to a 
takeover?
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Era of boundaryless organizations
The third era identified by Anand and Daft (2007) began in the mid-1990s and continues to 
this day. It is characterized by the development of an organization architecture called the 
boundaryless organization. This concept views firms as possessing permeable boundaries, 
both internally and externally. The firm behaves like an organism, encouraging better inte-
gration among its functional departments and closer partnerships with outsiders, so as to 
facilitate the free exchange of ideas and information, in order to maximize its flexibility and 
be able to respond rapidly to change. The term was coined by the former chief executive of 
General Electric (GE), Jack Welch, who wanted to eliminate barriers inside his company, 
not only horizontally, between GE’s different departments, but also vertically, between the 
different levels of GE’s management hierarchy. He also sought to break down barriers out-
side, between his company and its customers, suppliers and other stakeholders (Ashkenas 
et al., 2002).

Many organizations are adopting this approach in order to become more effective. 
Due to increasing costs and time pressures, companies now rarely innovate on their own. 
Instead, they increasingly seek partners with whom they can collaborate to share costs and 
speed up development. Adopting this type of organizational design involves establishing 
collaborative relationships with suppliers, competitors, customers, third parties and par-
ticipants in online communities. Increasingly, we are seeing examples of loosely intercon-
nected assemblages of companies operating different types of collaborative relationship 
structures (Schilling and Steensma, 2001).

This approach has been facilitated by the opportunities created by improved communi-
cation technology (internet, mobile phones) and the rise of emerging economies (China, 
India), as well as by management’s acceptance that an organization cannot efficiently per-
form alone all the tasks that are required to make a product or offer a service. Organizational 
structuring involves translating company policy into practices, duties and functions that 
are allocated as specific tasks to individuals and groups. However, increasingly these indi-
viduals and groups can be located outside the company. In the last 20 years, the focus has 
moved from hierarchy (single chain of command) to heterarchy (multiple chains of com-
mand); from bureaucracy to adhocracy; from structures to processes; from real to virtual; 
and from closed to open.

Outsourcing
Underpinning all the developments in organizational structure in this era has been 
 outsourcing. This describes a situation in which an organization contracts with another 
firm to provide it with either a business process, such as paying its staff wages (payroll), or 
supplying it with a component for its final product (e.g. a computer hard drive, a steering 
wheel or a packaging box), which it would have previously made itself. Figure 17.8 illus-
trates this relationship, showing that outsourcers can supply both products and processes. 
Anand and Daft (2007) identified three types of organization structure used in boundaryless 
organizations, all of which used the outsourcing principle – hollow, modular and virtual. 
To these we can add a fourth type – collaborative.

When his River Rouge plant was completed in 1928, Henry Ford boasted that it had eve-
rything it needed to turn raw materials into finished cars – 100,000 workers, factory space, 
railway track, docks and furnaces. Today, ‘The Rouge’ remains Ford’s largest plant, but 
most of the parts are made by subcontractors, and are merely fitted together by the plant’s 
6,000 employees. Even the local steel mill supplying Ford is run by Severstal – a Russian 
company (The Economist, 2011). In recent decades, outsourcing has transformed global 
business. Companies have contracted out everything from ‘mopping the floors’ (providing 
cleaning services) to ‘spotting the flaws’ (in internet security software code). Even war is 

Boundaryless 
organization one 
possessing permeable 
internal and external 
boundaries which give 
it flexibility and thus 
the ability to respond to 
change rapidly.

Collaborative 
relationship 
structure a structure 
that involves a 
relationship between 
two or more 
organizations, sharing 
their ideas, knowledge, 
staff and technology for 
mutual benefit.

Outsourcing 
contracting with 
external providers to 
supply the organization 
with the processes and 
products that were 
previously supplied 
internally.
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B C

A

product
module

Firm B supplies Organization A with one of its product modules; Firm C provides it with one of
its business processes.

business
process

Figure 17.8: Outsourcing relationship

now outsourced. The United States military outsourced many tasks to private security con-
tractors such as Blackwater Worldwide in Iraq (Scahill, 2007). In Afghanistan, it had more 
contract workers than regular troops.

Companies have outsourced to cut costs, slim operations and to concentrate on their 
core activities such as product development and marketing. When a business process or 
a product is acquired by an organization from a firm located in a different country, it is 
referred to as offshoring (Lampel and Bhaila, 2011). Nike’s factory in Vietnam is an exam-
ple of offshoring. It is estimated that the value of new outsourcing contracts every year in 
the world is $100 billion. Davis-Blake and Broschak (2009, p.322) argued that:

Because outsourcing changes what workers do, how they do it, with whom they do it, 
and what they are paid for, outsourcing is as significant a change in the nature of work 
and organization as the industrial revolution, scientific management or the emergence 
of the mature bureaucratic form, each of which fundamentally affected both work and 
workers

Offshoring contracting 
with external providers 
in a different country to 
supply the organization 
with the processes and 
products that were 
previously supplied 
internally.

Outsourcing in retreat?
Outsourcing has become one of the most contentious 
inter-organizational arrangements. There are now signs 
that companies are rethinking their approach to out-
sourcing. American data shows a decline in outsourcing 
due to the economic situation, the maturity of the mar-
ket (much of what can be outsourced already has been) 
and increasing problems. Outsourcing can go wrong in 
many different ways. There have been legal disputes 
about outsourcing. Large car companies can squeeze 
their smaller parts suppliers so much that the latter cut 
corners. Over-promising, sloppy contract writing and 
injudicious sub-(sub)contracting, have all caused prob-
lems. An outsourcing problem cannot be easily corrected. 
When companies outsource, they usually eliminate the 
department that used to do it. They become entwined 

with their contractors, handing over sensitive commercial 
information to them, and wanting them to work along-
side their own staff. Extracting oneself from this relation-
ship is difficult. It is easier to close a department than 
rebuild it. Sacking a contractor is no solution, as facto-
ries then grind to a halt through lack of parts. In 2011, 
the Japanese earthquake and tsunami in northern Japan 
had a major impact on the makers of cars, construction 
equipment and electronic products.

For all these reasons, companies are rethinking out-
sourcing and supply chain strategies and some are 
bringing more work back in-house (called reshoring). 
General Electric has added nearly half a million jobs in 
the US in recent years as rapid wage growth in emerg-
ing economies, coupled with sluggish pay in the country, 

Reshoring Returning 
to the home country 
the production and 
provision of products 
and services which 
had previously been 
outsourced to overseas 
suppliers.
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has eroded the labour cost advantage of offshore suppli-
ers. However, they are not jettisoning them. The business 
logic behind outsourcing remains compelling provided 
that it is done correctly. Those tasks which are periph-
eral to a firm’s core business are better and more cheaply 
done by specialists. Outsourcing is growing in emerging 

markets, and in Europe (especially Germany and France), 
even if not in the United States. Large outsourcing deals 
are being replaced by smaller, less rigid ones; relation-
ships are being established with several and not just one 
contractor; and shorter contracts are replacing longer 
ones (The Economist, 2013).

Hollow organization structure
Outsourcing the majority of a company’s non-core processes such as human relations, pay-
roll, purchasing, logistics and security (as opposed to the production of parts) creates a 
hollow organization structure. John Child (2015) explained that the removal of previ-
ously internally provided processes or services ‘hollows out’ the organization, reducing its 
boundaries, size and workforce – hence the name. Specialist suppliers then provide these 
for the company, as illustrated in Figure 17.9.

hollow organization 
structure an 
organizational design 
based on outsourcing 
an organization’s non-
core processes which 
are then supplied to it 
by specialist, external 
providers.

B

A

C

D

Firms B, C, D and E provide Organization A with all its business processes.

E

business
process

business
process

business
process

business
process

Figure 17.9: *ollow organization structure

Some automobile manufacturers have even outsourced the assembly of their entire vehi-
cles (The Economist, 2002). This leaves the company free to concentrate on those things 
which represent the core of their activity, those that it does best, and those which lead to 
more value creation, such as research, design and marketing. Its remaining small number of 
core staff concentrate on strategic matters, including the integration of the contributions of 
the multiple external providers that it has created.

Anand and Daft (2007, p.335) list the underlying design principles of a hollow organiza-
tion structure as:

r� determine the non-core processes that are not critical to business performance, that do 
not create current or potential business advantage and that are unlikely to drive growth 
or rejuvenation;

r� harness market forces to get non-core processes done efficiently;

r� create an effective and flexible interface;

r� align incentives between the organization and its outsourcing provider.
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Nike, the sports goods company, considers its core competencies to be in marketing and 
distribution, rather than in manufacturing. In consequence, the company relies on contract 
manufacturers located in low-cost labour areas of the world which produce merchandise 
bearing Nike’s well-known swoosh logo.

Modular organization structure
A modular organization structure is also based on outsourcing. However, unlike the hol-
low structure discussed earlier, in which outsourced processes such as logistics, payroll or 
warehousing are supplied by outsiders, a modular structure outsources the production of 
parts of the total product. Internal and external contractors supply component parts that the 
company then assembles itself. A company can break down its product’s design into chunks 
that are then manufactured by both its internal divisions and external contractors. NASA’s 
Space Shuttle, and computer hardware and software companies, aircraft manufacturers and 
household appliances firms, all organize themselves in this way. The analogy most often 
used is that of a Lego structure in which the different bricks are manufactured by a variety 
of different, external companies, and then fitted together (Schilling and Steensma, 2001). A 
modular organization structure is shown in Figure 17.10.

Modular 
organization 
structure an 
organizational design 
that involves assembling 
product chunks 
(modules) provided by 
internal divisions and 
external providers.

Firms B, C, D and E provide different product modules to Organization A, which produces its
own as well, and assembles all of them.

D

A

E

B C

product
module

product
module

product
module

product
module

Figure 17.10: Modular organization structure

Anand and Daft (2007, p.337) list the underlying design principles of a modular organi-
zation structure as:

r� break products into self-contained modules or chunks, capable of standalone 
manufacture;

r� design interfaces to ensure different chunks work together;

r� outsource product chunks to external contractors who can make them more efficiently;

r� ensure that the company can assemble the chunks that are produced internally and those 
supplied by external providers.
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This involves a single large hub company located at the network’s centre, that out-
sources chunks of its production functions to external providers, except those it deems to 
be strategically vital and close to its core competence. Acer Computers is an example of an 
organization that has turned itself into a modular company. It broke itself up into modules 
that network together and with outside suppliers and marketers, to create multiple profit 
centres. It now concentrates on research, design and branded marketing, while spinning off 
its manufacturing facilities into a separate company, Wistron, which focuses on competitive 
outsourcing (Shih et al., 2006).

Modular partners
In order to develop and manufacture its 787 Dreamliner 
model, Boeing Commercial Airplanes dramatically altered 
its usual approach, in effect creating a network organi-
zation. Boeing’s assembly plants are the final stage in a 
long and hugely complex global supply chain. This con-
sists of about 1,300 ‘tier 1’ suppliers, providing parts to 
Boeing from 5,400 factories in 40 countries. These in turn 
are fed by thousands of other ‘tier 2’ suppliers which, in 
turn, receive parts from countless others.

This form of organizational structure did not work 
for Boeing. Steve Denning (2013a, 2013b) detailed the 
many problems the company encountered. Unfinished 
Dreamliners had been scattered around its Everett plant 
due to a range of problems – a shortage of fasteners that 
hold the plane together; faulty horizontal stabilizers from 
an Italian supplier; parts not fitting together; suppliers 
failing to deliver their components on time; and Boeing 

having to take over some of its subcontractors to stop 
them collapsing financially. Jim Albaugh, head of Boeing’s 
commercial airliner division, admitted that too much of 
the Dreamliner’s production had been contracted out. 
Some of that work has since been brought back in-house, 
so that the company could check it more carefully. It 
established a ‘war room’ that monitored the outside parts 
and raw materials, sending out ‘examiners’ to visit suppli-
ers to ensure that their production met Boeing’s needs. 
In October 2011, the first Dreamliner, operated by ANA 
Airlines, made its first commercial flight from Tokyo to 
Hong Kong. It was three years late and billions of dol-
lars over budget. By 2015, the situation had recovered, 
and by mid-year, the company had delivered 64 planes. 
However, in future, companies like Boeing will need to 
think long and hard about how to employ outsourcing 
(The Economist, 2012a, 2012b; All Things 787, 2015).

Modular partners
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Virtual organization structure
The virtual organization structure consists of a temporary network of nodes (entire organ-
izations, parts of organizations, teams, specific individuals) linked by information technolo-
gies which flexibly coordinate their activities, and combine their skills and resources, in 
order to achieve common goals, without requiring traditional hierarchies of central direction 
or supervision. In this structure, the outsourcing company becomes primarily a ‘network 
coordinator’, and – when supported by sophisticated technology – a virtual organization.

A virtual organization is viewed as a single entity from the outside by its customers 
despite consisting of a network of separate companies. McKinsey, a management consul-
tancy, reported that a new class of company was emerging which used collaborative Web 
2.0 technologies intensively to connect the internal efforts of employees and to extend the 
organization’s reach to customers, partners and suppliers (Bughin and Chui, 2011). A vir-
tual organization structure is shown in Figure 17.11.

Anand and Daft (2007, p.339) list the underlying design principles of a virtual organiza-
tion structure as:

r� create boundaries around a temporary organization with external partners;

r� use technology to link people, assets and ideas;

r� each partner contributes their domain of excellence;

r� disband or absorb after opportunity ends.

Virtual organization 
structure an 
organizational design 
that uses technology 
to transcend the 
constraints of legal 
structures, physical 
conditions, place and 
time, and allows a 
network of separate 
participants to present 
themselves to customers 
as a single entity.

An organizational design that uses technology to allow a network of separate companies to
present themselves as a single entity to customers

A

B

C

D

E

F

Figure 17.11: Virtual organization structure

Many observers see virtual organizations as a panacea for many of the current organi-
zational problems. A virtual organization has the capacity to form and reform to deal with 
problems and (potentially) provide a flexible response to organizational needs and chang-
ing circumstances. The concept has generated considerable discussion and debate among 
managers, management consultants and business commentators, although they disagree 
about its nature. In the light of this, Warner and Witzel (2004) list the six features that 
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nearly all virtual organizations possess (Table 17.3). These authors argue that organizations 
should not be classified into virtual or non-virtual categories. All firms can possess some 
degree of virtuality and this can take different forms. They say that every organization is a 
mixture of virtual and tangible elements and they identify six dimensions along which com-
panies can choose to organize their activities on a virtual or a tangible basis:

r� nature of product;

r� nature of working;

r� relationship with suppliers;

r� relationship with customers;

r� relationship between firm’s elements;

r� relationship with between managers and employees.

Table 17.3: Features of virtual organizations

Feature Description

1. Lack of physical 
structure

Less physical presence than conventional organizations. Fewer tangible assets 
such as offices or warehouses, and those possessed are physically dispersed.

2. Reliance on 
communication 
technologies

Technology is used dynamically to link people, assets and ideas. 
Communication networks replace the physical structure of a conventional 
organization, to define it and give a shape to its activities.

3. Mobile work Communication networks reduce the importance of where work is physically 
located, meaning that individuals and team members no longer have to be 
physically co-located to work together on a common task.

4. Hybrid forms Short- or long-term collaboration between agencies can take various forms, 
called hybrids, including networks, consortia and webs, to achieve a mutual 
goal.

5. Boundaryless and 
inclusive

Not confined to legal entities, but can encompass suppliers and distributors, 
working with producers, and even involving customers in the production 
process.

6. Flexible and 
responsive

Can be rapidly assembled from a variety of disparate elements, to achieve a 
certain business goal and then, as required, be dismantled or reconfigured.

Source: based on Warner and Witzel, 2004, pp.3–5.

 

A supermarket’s internal operations are traditionally physical and tangible, but its links 
with its suppliers are virtual through its automated product reordering system. Thus the 
question to ask of an organization is not whether it is virtual or non-virtual, but to what 
degree, and in what ways, does it possess virtuality. Additionally, whatever an organiza-
tion’s virtual–tangible ‘asset mix’ may be, it can be managed in a virtual or in tangible way.

Collaboration
In traditional organization structures, units were either within an organization – ‘densely 
connected’ – or outside the organization, and not attached at all. In both situations, rela-
tions with external suppliers were at arm’s length. David Nadler of Mercer Delta Consult-
ing, an organizational structure (‘architecture’) consultancy company, argues that many of 
today’s companies ‘co-habit’, using joint ventures and strategic alliances. He says that what 
is inside and outside the company, which was previously clear, has now become blurred. 
However, when different businesses become connected to varying degrees, it causes them 
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problems of dependency and uncertainty, which in turn creates risk. What happens when 
a partner in a joint venture goes bankrupt? How do banks ensure that employees of com-
panies to which they have outsourced services do not steal their customers’ PIN numbers? 
Commentators even suggest that companies now need an ‘extended organizational form’ – 
one shape for their external operations and another for their in-house activities.

David Nadler sees companies increasingly consisting of a number of strategically aligned 
businesses that are linked closely where there are opportunities to create value by leverag-
ing shared capabilities, but only loosely where the greater value lies in the undifferentiated 
focus (Nadler and Tushman, 1997). This implies that close and loose relationships will 
coexist within and between organizations. Bob de Wit and Ron Meyer (2014) provide a tax-
onomy of inter-organizational, collaborative relationships (Table 17.4).

Table 17.4: Example of collaborative relationships

Non-contractual arrangements Contractual arrangements Equity-based arrangements

Multilateral 
arrangements

r Lobbying coalition  
(e.g. European Roundtable of 
industrialists)

r� Joint standard setting  
(e.g. Linux coalition)

r� Learning communities (e.g. 
Strategic Management Society)

r� Research consortium (e.g. 
Symbian in PDAs)

r� International marketing 
alliance (e.g. Star Alliance in 
airlines)

r� Export partnership 
(e.g. Netherlands Export 
Combination)

r� Shared payment system 
(e.g. Visa)

r� Construction consortium 
(e.g. Eurotunnel)

r� Joint reservation system 
(e.g. Galileo)

Bilateral 
arrangements

r� Cross-selling deal (e.g.  
between pharmaceutical firms)

r� R&D staff exchange  
(e.g. between IT firms)

r� Market information sharing 
agreement (e.g. between 
hardware and software makers)

r� Licensing agreement (e.g 
Disney and Coca-Cola)

r� Co-development contract 
(e.g. Disney and Pixar in 
movies)

r� Co-branding alliance (e.g. 
Coca-Cola and McDonald's)

r� New product joint venture 
(e.g. Sony and Ericsson in cell 
phones)

r� Cross-border joint venture 
(e.g. DaimlerChrysler and 
Beijing Automotive)

r� Local joint venture (e.g. 
CNN Turk in Turkey)

Source: from De Wit and Meyer (2014, p.144).

Currently, companies are seeking alliances for reasons which can be categorized under eco-
nomic, social and technological (Gratton, 2007, Gratton et al., 2007; The Economist, 2015c):

Technology

r� Industry fusions: New technology brings previously separate industries together. Insurers 
such as Allianz in Germany are collaborating with Google to establish a start-up centre in 
Munich that aims to use data analysis to improve the insurance market. Similarly, finan-
cial institutions have joined mobile telecoms operators to offer mobile payments.

r� Advances in collaborative technology: Companies’ collaborative experiences are sup-
ported by advanced technology (videoconferencing, Skype, email, voicemail, social 
networks, wikis and blogs). The current, wired-up generation of Facebook and Twitter 
users who are joining the commercial world prefer these ways of communicating, and 
this affects collaboration between businesses.

Economic

r� Knowledge economy: The move towards a knowledge economy and a focus on the inno-
vation of products and services.

r� Rise of partnership strategies: A change in perception away from seeing companies as 
competing for a piece of a finite cake (value appropriation) and towards their making the 
cake bigger (value creation).
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r� Cross-border links: Reciprocal relations between Western companies and those in devel-
oping countries has allowed the former to cut costs and enter new markets, and the lat-
ter to go global. Dr Reddy’s Laboratories of India and Merck of Germany are cooperating 
to produce cheaper cancer therapies that are going out of patent protection.

r� Costs: In some industries, technology costs are now so large that companies cannot 
fund them on their own. Motor car manufacturers have had to invest in electric, hybrid, 
hydrogen fuel-cell and propulsion systems while struggling to meet ever stricter carbon 
dioxide emission targets. This has resulted in collaborations between Toyota and BMW 
(fuel cells), Ford and Daimler (gearboxes) and Renault-Nissan and Avtovaz of Russia.

Social

r� Working styles of Generation Y: Unlike the competitive post-war baby-boomers, Generation 
Y (up to 30 years) is particularly adept at, and places value upon, collaborating with others.

r� Consumer pressure: The increasing popularity of online shopping has forced physical 
shop owners to work with others. Hence, to entice customers in, the New York store 
of Uniqlo, a Japanese clothing retailer has struck a deal with Starbucks to have a coffee 
shop on its premises. H&M, another clothes retailer, works with I:Co, a logistics firm, to 
free up their customers’ wardrobe space by returning old clothes which are then sold 
second-hand or recycled.

However, alliances can be dangerous and have negative consequences for their partners. 
Alliance companies have to learn to trust each other, while guarding against being exploited.

Video case: objectives of collaboration abroad

In this five-minute Financial Times video, Della Bradshaw talks to Andrea Sironi, rector of Bocconi 
University, who discusses the reasons why business schools have been actively collaborating with 
each other in recent years.

Collaboration with suppliers
Morgan Witzel (2007, p.4) noted that ‘Whereas collaboration used to be a matter of inte-
grating organizations, now it is increasingly seen as a matter of integrating activities. In 
other words, tasks are carried out by the person or organization that is most suited to the 
specific issuee.’ While most inter-firm relationships in the early networks through the 1980s 
were managed by contracts, some manufacturers realized that both upstream suppliers 
and downstream distributors possessed technical and market knowledge that was of value 
to them. They thus created cross-firm relationships with their suppliers that allowed such 
knowledge to be used to the mutual advantage of all supply chain members. Hence, discus-
sions of organization structure and the alternatives to bureaucracy now focus increasingly 
on collaborative, inter-organizational relationships (Miles et al., 2010).

McLaren and partnerships
However successful this year’s McLaren Formula 1 racing 
car is, it will bear little relation to next year’s. Such is the 
pace of change in F1 engineering that 95 per cent of it 

will be different. The planning and design take place in 
McLaren’s Technology Centre in Woking, England, but 
the ideas generated are implemented in far-flung corners 
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of the globe. A McLaren F1 racing car contains 15,000 
–16,000 separate parts that are manufactured by 750 
companies. Jonathan Neale is McLaren Racing’s manag-
ing director. His job is to coordinate all this activity. ‘I can 
just pick up the phone and say, “I can’t solve this prob-
lem. I need some help. I can tell you what the problem is 
but I don’t know how to solve it”’, he says. Partnerships 
are the lifeblood of McLaren and its rival teams.

A lot of this is about management process and 
organization. I run a high speed organization, but it’s 
a small-to-medium enterprise of 500 people. I can’t 

possibly expect to have the world’s leading know-how 
in fuel lubrication, bonding and adhesive material, yet 
I need that to compete. So how do we get that? We 
plug into our partners. I have access to global research 
and developments in fuel lubrication.

McLaren illustrates that technological developments, 
speed of change and globalization mean that a single 
organization, however successful, can no longer ‘do it 
all themselves’. Even the largest companies have had to 
develop collaborative relationships with outsiders (Blitz, 
2007, pp.22–3).

Collaboration with competitors
Collaboration with competitors can take the form of ‘cooperative competition’, which is 
called co-opetition. This occurs when two or more organizations decide that they do not 
possess an individual competitive advantage in a field, want to share common costs, or 
wish to innovative quickly but lack the necessary resources, knowledge or skill to do so 
(Brandenburger and Nalebuff, 2002). An example is the cooperation between Peugeot and 
Toyota on shared components for a new city car for Europe. In this case, companies will 
save money on shared costs, while remaining fiercely competitive in other areas. For co-
opetition to work, companies need to define very clearly where they are working together, 
and where they are competing. Co-opetition can take the legal-structural form of a strategic 
alliance or a joint venture.

Martin Nowak and Roger Highfield (2011) argue that the fittest do not survive merely by 
outrunning their rivals. The winners find ways to work together, avoid escalating conflicts 
and build trust and cooperation which allow each party to flourish. The losers are those 
who punish others and perish as a result. Based on Charles Darwin’s evolutionary prin-
ciples, they argue that humans are ‘super co-operators’. As a species, humans trust each 
other and work together, rather than beat each other. It is cooperation and not competition 
that underpins innovation. Without it there can be neither construction nor complexity. 
Some of the world’s largest industries exhibit alternating patterns of competition and coop-
eration. Microsoft and Intel have dominated personal computing but that has not prevented 
them fighting about how to divide the profits. They cooperate to create value, but compete 
to appropriate it.

Strategic alliance
A strategic alliance is a tight, formalized, contractual relationship with a legal element, 
in which firms cooperate over the medium to long term to achieve certain commercial 
objectives for mutual advantage, while remaining independent entities. Each alliance part-
ner provides their own resources, products, equipment, expertise, production facilities 
or funding. In a strategic alliance, companies merge a limited part of their domain with 
each other, and attempt to achieve the competitive advantage that might have individually 
eluded them. Alliances tend to be established over a single, specific initiative, although 
they may be later extended to cover other activities between the participating companies 
(Figure 17.12).

If you travelled by plane to come to university, your airline is likely to be a member of 
one of three mega-alliances in the international airline industry – SkyTeam, Star Alliance 
and Oneworld. These account for 69 per cent of the world’s air revenue passenger miles. 
This provides convenience and connectivity for passengers and provides the airlines with 
marketing, branding and code sharing.

Co-opetition a 
form of cooperation 
between competing 
organizations which 
is limited to specified 
areas where both 
believe they can gain 
mutual benefit.

Strategic alliance an 
arrangement in which 
two or more firms agree 
to cooperate to achieve 
specific objectives while 
remaining independent 
organizations.
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A B C

D E F

Organizations A, B, C, D, E, and F cooperate, providing resources, to achieve specific objectives
while remaining independent entities.

Figure 17.2: Strategic alliance

To be successful, an alliance between firms requires strategic fit (complementary goals), 
cultural fit (complementary values) and organizational fit (complementary structures). The 
primary reason for alliance creation is to secure specific competencies and resources to 
survive and succeed in globalizing markets, particularly those in which technologies are 
rapidly changing. Alliances can bring about organizational learning. Rather than the part-
ners being involved in skill substitution (one produces, while the other sells), they can 
learn from each other, thereby strengthening the areas in which each is weakest. However, 
research shows that alliances often end in disappointment for the organizations involved 
(Koza and Lewin, 1999).

Renault–Nissan–Daimler alliance
Rajesh Kumar (2014) explained that to the surprise of 
many, the Renault–Nissan alliance which had been estab-
lished in 1999 was now the most successful one in the 
automotive industry. Nissan had experienced years of low 
profitability and had been under pressure to find a part-
ner. Renault’s merger with Volvo had failed, and it wished 
to expand its global presence. The assets possessed by 
the two companies were complementary. Nissan’s pres-
ence in North America and its superior engineering 
capability would assist Renault’s global ambitions, while 
Renault’s cash would help Nissan reduce its debt, and its 
expertise in innovative design would benefit the Japanese 
firm. Despite the complementarity, scepticism remained 
about the future of the alliance. The two companies had 
very different organizational cultures (Chapter 4) and 
no experience of working together. Analysts at the time 
described it as a ‘marriage of desperation’ for both par-
ties, but it may be a marriage of convenience.

Despite this, the alliance has prospered. In 2015 it 
reported record synergies of €3.80 billion which had 
come particularly from purchasing, engineering and 
manufacturing, and the launch of the alliance’s first 
Common Module Family (CMF) vehicle. Later in the same 
year, the alliance announced that it had signed a con-
tract with Daimler to start a manufacturing joint venture 
in Mexico called COMPAS (Cooperation Manufacturing 
Plant Aguascalientes) which would be led by an interna-
tional management team from Nissan and Daimler (Blog 
Alliance, 2015). On the basis of his analysis of success-
ful and unsuccessful alliances, Kumar offers managers a 
list of what they should do (e.g. invest in the negotia-
tion process; foster an alliance mindset; be constructive 
and proactive) and should not do (e.g. be judgemental; 
demonstrate inflexibility; rush into an alliance) to create 
a successful one.
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Joint venture
Another form of co-opetition is the joint venture. Competitors may wish to pool resources 
or collaborate to challenge other competitors. Here, two companies remain independent, 
but establish a new organization into which they both contribute equity and which they 
jointly own. They control the newly created firm, sharing its expenses and revenues. The 
relationships between them are formalized, either through shareholding arrangements or by 
agreements specifying asset-holding and profit distribution.

Airbus is a well-known company which is also a joint venture. Toyota has a number of 
joint venture plants with companies around the world (e.g. General Motors, Peugeot), all 
of which use the Toyota Production System. The joint venture is popular with Western 
companies operating in China, providing companies with low-cost entry into new mar-
kets. Sony Ericsson was established as a joint venture in 2001 to produce mobile phones. 
It combined Sony’s consumer electronics expertise with Ericsson’s know-how in tech-
nological communication. Both companies stopped making their own mobile phones 
(Figure 17.13).

Joint venture an 
arrangement in which 
two or more companies 
remain independent, 
but establish a new 
organization that 
they jointly own and 
manage.

Organization A and Organization B invest equity in a newly created, jointly-owned, firm, C.

venture
partner

venture
partner

A B

C

Figure 17.13: Joint venture

The odd couple
If you are on a short-haul flight, the chances are that 
your aircraft’s engines were made by CFM International. 
CFM is an unusual yet durable joint venture between 
US-based General Electric (GE), the world’s most successful 
conglomerate and standard bearer of raw Anglo-Saxon 
capitalism, and Snecma, a French firm owned by Safran. 
CFM’s engines power 71 per cent of the world’s fleet of 
single-aisle aircraft. They can be found in Boeing 737s, 
DC8s, Airbus A320s and the AWACS. It supplies 400 
commercial and military customers worldwide. These are 
the workhorses of aviation, and constitute the largest 
market for engines, much bigger than that for wide-bodied 
jumbos. The joint venture began in 1974 when both 
companies wanted to expand beyond their mostly military 
customers into the growing civilian business. At the time, 

this was dominated by Pratt & Whitney, which had the best-
selling engine for single-aisle planes. As the technological 
leader, it saw no need to collaborate with anyone.  
Snecma decided against linking up with Rolls-Royce after 
a failed collaboration on Concorde engines. That left GE, 
which was anxious to get close to Airbus, which was 
founded in 1970 and was then Europe’s nascent aircraft 
consortium.

The European home of this odd pairing is an old mili-
tary airfield on the edge of the forest of Fontainebleau, 
outside Paris, while the American component is 
based within GE’s aero-engine division in Cincinnati, 
Pennsylvania. Despite a huge disparity in size, the two 
firms operate their joint venture on a simple and equita-
ble basis. In both factories, the core module of the CFM 

➔
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engine (a GE design originally developed for fighter air-
craft) is married to a French front fan and low-pressure 
turbine. Each partner is responsible for the research, 
design and production of its modules. Many companies 
set up joint ventures and other forms of collaboration, 
but few have one that is so central to their entire busi-
ness. GE and Snecma share nothing but engine parts 
and sales, and they split the proceeds roughly 50–50. Jet 

engines may be awesomely complicated machines worth 
millions of dollars each, but the secret to making them 
successfully seems to be to keep it simple. The two com-
panies have extended their partnership through to 2040 
and are cooperating in the development of the new gen-
eration of LEAP engines (The Economist, 2007; www.
cfmaeroengines.com, 2015).
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Collaboration with third parties
Back in 2008, T-Mobile, a mobile phone company operator owned by Germany’s Deutsche 
Telecom, launched its new phone, the G1, made by HTC, a Taiwanese manufacturer. The 
device was the first to be based on Google’s Android software (The Economist, 2008). 
Android is a fully ‘open’ operating system and Google hoped to attract third parties such 
as other telephone operators and handset makers to adopt Android for their smartphones. 
While today Google’s smartphone platform is not yet seen by app developers as outpac-
ing Apple’s iOS, it now matches it in many respects. In 2013, it became the world’s most 
popular app platform. Android has managed to win over many developers, creating a larger 
selection of apps than its main rival. Apple was planning to open up more of its iOS plat-
form to developers (Bradshaw, 2013a, 2013b).

Collaborating with users
At first glance, Amazon, eBay, Google, Wikipedia, You Tube, the Mozilla Foundation and 
Facebook appear to have little in common. Some charge users, others are free. Some are 
profit-making organizations, others are not. However, they all use what are called user con-
tribution systems. These are methods of aggregating people’s contributions or behaviours 
in ways that are useful to others, and these are responsible for much of their success. The 
idea is not new. Firms have always used customer satisfaction surveys and focus groups to 
provide them with feedback to improve their products. When Maxwell House wanted to 

User contribution 
system a method of 
aggregating people’s 
contributions or 
behaviours in ways that 
are useful to others.
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develop a new brand of instant coffee, it avoided the usual market testing approach. Instead, 
it approached its customers directly, obtained data from them, created a model for the ‘ideal’ 
coffee, and used this as the basis for developing the new product (Witzel, 2007). Commer-
cial companies are now developing ways in which unlimited numbers of people outside 
them can volunteer their time, energy and expertise, to improve things for themselves, and 
increase profits for the company. User contribution systems are underpinned by a range of 
new, consumer-based technologies collectively referred to as Web 2.0 (see Chapter 3).

User contribution systems can involve customers and sales prospects, as well as people 
with no previous connection with the company. One recent incarnation is called unsourc-
ing. It involves companies setting up online communities to enable peer-to-peer support 
among users. Customers’ problems are answered by unpaid individuals who have bought 
and used the same products. This is done in discussion forums set up on the company’s 
own website or on social networks like Facebook and Twitter. It is being used by compa-
nies such as Tom Tom, Lenovo and Logitech. A user contribution structure is shown in 
Figure 17.14.

An organization uses the contributions of countless
individual volunteers to help it achieve its goals.

Figure 17.14: User contribution system

The contribution of users can be active, as when they donate their work, expertise or 
information, or it can be passive (and even unknowing), as in the case of behavioural data 
gathered from them automatically when they participate in a transaction. Wikipedia, a non-
profit organization, offers a free encyclopaedia, written and frequently updated by unpaid 
experts in their fields. eBay makes a profit without any inventory because its customers fill 
its shelves. Less obviously, Google’s search engine relies on the algorithmic aggregation of 
links created by others on websites, while its advertisement placement system depends on 
data from people’s click behaviour.

Assembling producers with users
Back in 1998, LEGO® released a new product – a 727-
part set called Mindstorms®. It contained a microchip 
that made a variety of movements possible. The product 
was a great success, selling 80,000 sets. However, to the 

company’s surprise, it was being bought by adults for 
their own use, and not for children. Quite quickly, its users 
hacked the toy’s code and created a variety of new appli-
cations from soda machines to blacMLacM dealers. 6he new 

➔
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programs spread quickly over the internet and were more 
sophisticated than Lego had itself developed. Over 40 
guidebooks advised users on how to get the most out of 
this LEGO set. Initially, LEGO reacted negatively, feeling 
that customers were misusing their products. However, 
after a period of confusion and inaction, the company 
started to listen to their product’s ‘(ab)users’ in an effort to 
discover what they were doing with it. Following discus-
sions, the company decided that they were doing some-
thing interesting and important, even though it differed 
from LEGO’s own business plan. They discovered that the 
product’s (re)creators formed a community around the 
LEGO brand and shared a passion for innovation.

These users had produced physical and aesthetic add-
ons to products, such as clothes for figures, and batteries 
for trains and cars. They had developed new play themes 
such as LEGO Harry Potter and LEGO Life on Mars. 
Indeed, some product fans even devised new building 
techniques using existing bricks to produce new build-
ing styles, models and colour effects. While the majority 

of users’ improvements were incremental, which left the 
basic product unchanged, just over 10 per cent were 
radical innovations involving new experiences and play 
processes. These included mosaic building – translating 
an image into pixels (LEGO bricks) and then assembling 
it digitally; strategy games such as BrickWars involving 
multiplayer role playing; LDraw, an open-source software 
program which allows users to create virtual LEGO mod-
els and scenes; and BrickFilms, which animators use to 
create short films using LEGO figures. The LEGO com-
pany now cooperates with its user community allowing 
them to interact and co-create for mutual benefit. Having 
such an active and innovative community keeps the com-
pany focused on new products, helps it to market prod-
uct innovations and increases the chances of success as 
the product is devised by the consumers themselves. In 
the autumn of 2013, it released Mindstorms EV3. This 
version contains a programmable brick that controls all 
the other elements and can itself be controlled by an iPad 
or an iPhone (Kornberger, 2010; Hattersley, 2013).
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Most user contribution systems offer no financial incentives, so what motivates individu-
als to contribute? Cook (2008) suggests six reasons:

r� By-product: involuntary involvement when they provide data as a by-product of a trans-
action (e.g. every Amazon shopper adds to its recommendation engine).

r� Practical solutions: to obtain short-term, practical benefits (e.g. using the Del.icious.us 
site to organize their own website bookmarks which when aggregated, produces an 
index to the web useful to others).
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r� Social rewards: to gain interaction with others, to become a member of a community of 
common interests (e.g. Facebook).

r� Reputation: to gain recognition (e.g. receiving Amazon’s badge for being a ‘Top 1,000 
reviewer’) or the admiration of peers.

r� Self-expression: to have the opportunity to air their thoughts, opinions or creative expres-
sion, or to gain feedback from others (e.g. millions of YouTube videos).

r� Altruism: to help others or to let the truth to be known.

Why have companies developed user contribution systems? The systems create value 
for businesses as a consequence of the value that they deliver to their users. User benefits 
include personalized purchase recommendations, obtaining hard-to-find items, reduced 
prices, establishing new personal and business relationships, as well as membership of a 
community. Company benefits include improved products, enhancement of customer loy-
alty, better served customers, more business, reduced costs and improvements in employee 
performance. Harhoff and Mayrhofer (2010) gave examples of organizations establishing 
user communities – BMW around its series of high-powered M cars; Sun Microsystems 
around its operating system Solaris; the Mozdev Group’s development of its solutions-based 
web browser Firefox, which is coordinated by the Mozilla Foundation. Cook (2008) pro-
vides a user contribution taxonomy, which is shown in Figure 17.15.

Opinion and ratings:
Zagat guides

Expertise: Wikipedia
encyclopedia

Software code: Firefox
web browser

Creative expression:
YouTube video-sharing site

Social connections and
personal information:
Facebook social
networking site

Goods: eBay
online marketplace

Advertising:
Google’s AdWords
advertising
placement system

Services (and
goods): Craigslist
online marketplace

Aggregates
content

Buying behaviours:
Amazon’s product
recommendations

Web-linking
behaviour: Google’s
search engine
algorithm

Company
behaviour:
Westlaw’s
PeerMonitor law
firm database

Computing
capacity: Skype
internet-based
phone system

Computer sensing
capabilities:
Honda’s InterNavi
traffic information
service

Aggregates
stuff for sale

Active

User Contribution Systems

Passive

Aggregates
behavioural data

Aggregates
resources

Figure 17.15: User contribution taxonomy

Source: reprinted by permission of Harvard Business Review. From ‘The contribution revolution: 
letting volunteers build your business’ by Cook, S., 86(10) 2008. © 2008 by the Harvard Business 
School Publishing Corporation, all rights reserved.

Crowdsourcing is a term coined by Jeff Howe in Wired magazine (Howe, 2006, 2009). It 
refers to the act of taking a task traditionally performed by an employee or a contractor and 
outsourcing it to an undefined, generally large group of people, in the form of an open call 
for assistance. BBC Radio’s Traffic Unit regularly asks motorists stuck in traffic jams to call 
in on their mobile phones and report holdups which it then broadcasts over the air.

This process invites constituencies of stakeholders to collectively solve problems and exploit 
opportunities (Gouillart and Billings, 2013). Large problems can present great opportunities 
but they require the collaboration of hundreds or thousands of people. Providing a platform 
allows individuals to connect and engage with one another to create value for their organiza-
tion and for themselves. Creating a co-creation system begins with identifying a large problem 
whose solution requires the help of many people from different organizations to solve.

Crowdsourcing the 
act of taking a task 
traditionally performed 
by a designated 
agent (employee 
or contractor), and 
outsourcing it to an 
undefined, generally 
large group of people, 
in the form of an open 
call for assistance.
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Operationally, crowdsourcing involves organizations asking crowds of internet users to 
provide creative ideas, analyse data, supply information, help develop a new technology, 
carry out a design task (also known as ‘community-based design’ or ‘distributed partici-
patory design’), or help capture, systematize and analyse large amounts of data. Kevin 
Boudreau and Karim Lakhani (2013) argue that the crowdsourcing is not being used as 
widely or effectively as it could be, because companies do not know which kinds of prob-
lems are best suited to it and how to manage the crowdsourcing process. On the basis of 
their research, they identified four forms that crowdsourcing could take. These they labelled 
contests, collaborative communities, complementors and labour markets.

r� Contests: A company identifies a problem, offers a cash prize, and broadcasts an invita-
tion to submit solutions. An example would be the British Parliament, in 1714, establish-
ing the Longitude Prize to find a way of determining longitude at sea. Contests separate 
contributions and maximize different experiments.

r� Collaborative communities: A company joins forces with an online community to create 
a product. For example, in 1998, IBM joined forces with Apache, an online community 
of webmasters, to develop its web server infrastructure. Collaborative communities mar-
shal the outputs of multiple contributors and aggregate them into a coherent and value-
creating whole.

r� Complementors: Transforming your product into a platform that generates complemen-
tary innovations – e.g. iTunes was organized around Apple’s core mobile products (iPod, 
iPad and iPhone) setting up a large numbers of geographically dispersed developers who 
created innovations such as software apps and user-generated podcasts, that comple-
mented these products. Complementors provide a vast number of solutions to many dif-
ferent problems and not just one.

r� Labour markets: Using conventional contracting, labour markets link buyers to sellers 
of services, matching the former’s skills with the latter’s needs. This is the on-demand 
organization model, exemplified by Uber, Handy and SpoonRocket providing chauffeurs, 
cleaners and restaurant meals. Labour markets work when you know what you are look-
ing for, and what an appropriate problem solver looks like.

However, there are problems in using ideas or information supplied by community 
members. The firm has to check that these have not been sent to rivals, do not infringe 
patents, and have not been stolen. Second, volunteers become reluctant to contribute if 
they feel that someone is profiting from their hard work, hence the success of non-profit 
collaborations. Successful solvers in the InnoCreative network are paid between $10,000 
and $100,000. Obviously, getting unpaid or cheaper members of the public to do your work 
for you is less expensive than hiring your own staff or paying consultants. Structurally, 
in the case of both non-profit and commercial organizations, the organizational boundary 
becomes perforated, as contributions to the organizational goals come from both internal, 
company staff and from volunteer outsiders.

StOp and think

Are user-contribution systems a good way of providing the public with the 
opportunity to participate and share their expertise with companies whose products 
and services they use? Or have companies cynically managed to persuade gullible, 
emotionally challenged online users, to contribute their time, creativity and effort 
for free, in return for a spurious sense of participation in some sort of ‘community’ or 
a sense of ‘ownership’ of something?

What mode of collaboration should a firm adopt when linking with others? Gary Pisano 
and Roberto Verganti (2008) suggest that senior management should ask two questions 
about their company’s network participation and governance. First, given its corporate 
strategy, how open or closed does it want its network of collaborators to be? Second, who 
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should have the power to decide which problems the network will tackle and which solu-
tions will be adopted?

r� Participation: open or closed? Collaborative networks differ in terms of participation. 
Totally open collaboration means that anyone can join the network (suppliers, custom-
ers, hobbyists, institutions – even competitors). The sponsor announces a problem, and 
requests contributions from an unlimited number of problem-solvers. It is like a throw-
ing an open house party – you set the date and location and hope that the right people 
will come. Open-source software projects like Linux, Apache and Mozilla all exemplify 
open collaboration networks, as does threadless.com, the T-shirt retailer. In contrast, in 
a closed network, a firm will tackle its problem with one or two parties, which it chooses 
on the basis of their possession of the required capabilities. This is like a private club 
which you are invited to join. Alessi, an Italian company famous for the postmodern 
design of its home products, invited 200 collaborators to submit designs.

r� Governance: hierarchical or flat? Collaborative networks also differ in terms of govern-
ance. This relates to who gets to define the problem and choose the solution. In a hier-
archical network, the ‘kingpin’ firm alone decides on the importance of problems, how 
they will be addressed, what represents an acceptable solution and which solutions will 
be implemented. This allows it to control and secure a larger part of the innovation’s 
value. In contrast, in a flat network, the different parties are equal partners and share 
the power to decide key issues. Such decentralized decision making, say Pisano and Ver-
ganti, allows collaborators to share the costs, risk and technical challenges of innovating.

Using the dimensions of participation and governance, Pisano and Verganti propose four 
basic modes of collaboration (Figure 17.16). They label these elite circle (closed and hierar-
chical network), innovation mall (open and hierarchical), innovation community (open and 

Innovation mall

A place where a company can
post a problem, anyone can
propose solutions, and the
company chooses the solutions
it likes best.

Example: InnoCentive.com
website where companies can
post scientific problems.

Innovation community

A network where anybody
can propose problems, offer
solutions and decide which
solutions to use.

Example: Linux open-
source software.

PARTICIPATION

Open

Elite circle 

A select group of participants
chosen by a company that also
defines the problem and picks
the solutions.

Example: Alessi’s handpicked
group of 200-plus design experts
who develop new concepts for
home products.

Consortium

A private group of
participants that jointly
select problems, decide how
to conduct work, and choose
solutions.

Example: IBM’s partnerships
with select companies to
jointly develop semiconductor
technology.

Closed

GOVERNANCE

Hierarchical Flat

Figure 17.16: Four ways to collaborate

Source: reprinted by permission of Harvard Business Review. From ‘Which kind of collaboration is 
right for you?’ by Pisano, G. and Verganti, R., 86(12), 2008. Copyright © 2008 Harvard Business 
School Publishing Corporation, all rights reserved.
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flat) and consortium (closed and flat). These authors state that each has its own particular 
advantages and challenges, offers a company access to different capabilities assets, and is 
suited to specific types of problems.

With respect to participation, by choosing an open network a firm gains access to an 
extremely large number of problem-solvers, and thus to the possibility of obtaining a vast 
quantity of ideas. Moreover, it does not need to specify its contributors beforehand. The 
disadvantages are that it does not attract the best contributors, and that its chance of find-
ing the best solutions from among the mountain of submissions is low. Pisano and Verganti 
state that open networks are most effective when participating in them is easy, with the 
problem being divided into small, well-defined chunks that contributors can work on inde-
pendently; when there is one or just a few solutions that can be clearly defined; when the 
proposed solutions can be evaluated at low cost; when the difference between an ideal 
solution and an average solution is not large; and when the chance of missing out on a 
greatly superior solution proposed by an elite participant is small.

With a closed network, a firm receives solutions from the best contributors in a selected 
knowledge domain (e.g. software); the best partners prefer to participate in closed net-
works, and the chance of receiving a few suitable ideas from a small number of collabora-
tors is high. Closed networks are most effective when a firm knows the knowledge domain 
from which the best solution is likely to emerge, when it can pick the best experts itself, 
when the problem is large and cannot be broken up into parts, and when everyone’s exper-
tise is required.

With respect to governance, a hierarchical form is best when a firm possesses the capa-
bilities and knowledge to define a problem and evaluate the submitted solutions, when it 
can choose the direction to take, understands users’ needs, and can first divide and then 
integrate outsiders’ contributions. Flat forms work best when no single company possesses 
total capability on its own, and when all collaborators have a vested interest in how a prob-
lem is solved and want a role in decision making.

The dark side of new organizational forms
In a prophetic article written nearly 20 years before the boundaryless organization received 
media or research interest, Bart Victor and Carroll Stephens (1994) discussed the ‘dark side’ 
of the brave new world of the twenty-first century, networked, information rich, de-layered, 
lean and hypercompetitive organizational structures. These authors discussed the ‘new org 
form’ language of empowerment, high commitment, downsizing, restructuring and re-engi-
neering. They observed:

1. An increase in the numbers of workers who have only temporary, part-time or short-con-
tract jobs; and noted the increases in income inequalities rather than in shared benefits.

2. The creation of jobs in virtual occupations with workers performing whatever tasks are 
required to achieve the work goal, instead of having a role anchored in the organization 
and codified in a job description.

3. New organizational forms offering roles defined by the task and the location of the 
worker. Time, space and shifting group membership can become the primary definers of 
responsibility and accountability for the virtual wage slave.

4. Traditional indicators of status becoming blurred as obligations become networked and 
diffused, and the rights of employees become increasingly ephemeral.

5. Employees being expected to exhibit a feverish commitment to their company, and 
many, fearing job loss, comply despite the one-sidedness of the deal.

6. That not everyone is at ease with the free-floating demands of the hyper-flexible work-
place. Many people thrive on predictability and routine.

7. The periodic deskilling (based on technical progress) is replaced by the incessant 
demand for innovation and adaptation. The new ‘learning organization’ insists that eve-
ryone becomes a self-motivated, continuous learner. Those who do not are threatened 
with obsolescence.
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8. The flat organizations force more demanding and intrusive interpersonal relations. 
Teams and networks call for new levels and kinds of cooperation. No one can escape the 
demand to interact or to be interactive.

9. Employees’ values are offered up as fodder to be transformed by management for organi-
zational ends. The high-velocity, high-commitment, ‘flash-in-the-pan’ collectivities offer 
no ongoing relationships, no safe havens and no personal space.

Victor and Stephens (1994) concluded that in the discussions of new organizational 
forms, there is much talk of empowering, challenging and equalizing, but there is also 
much fear and loathing. More recently, John Gapper (2015, p.13) reported: ‘More and more 
people work for virtual platforms instead of companies; work is auctioned to pools of con-
tractors; median wages stagnate while returns on capital rise; some duties of doctors and 
lawyers may soon be done by machines. Is this what we want?’ These authors believe that 
twenty-first century new organizational architecture extracts a high price from everyone 
who is involved in it.

At the present time, on-demand companies provide a good example of a new organi-
zational form. These are companies which use technology to fulfil consumers’ demands in 
real-time by the immediate supply of goods and services which are driven by an efficient, 
intuitive digital mesh layered over existing infrastructure networks. Mike Jaconi (2014) 
observed that never before in the history of man could a consumer buy anything they 
wanted, at any time they wanted, simply by tapping a button on their smartphone.

Evgeny Morozov (2015) speculated that powerful tech organizations that were currently 
altering how we buy things could sweep away the existing entire economic organizational 
model. He referred to this as platform capitalism, which, in his view, would transform 
the way that goods and services are produced, shared and delivered. In this participatory 
model, customers use their smart phones to engage more directly with providers to do a 
range of things which previously required the intervention of an organization. Uber con-
nects passengers with drivers; Airbnb connects guests with hosts; Amazon connects book 
buyers with booksellers. These intermediate ‘platform organizations’, which are facilitat-
ing transportation, accommodation and reading, represent a new and previously unknown 
organization form. How they relate to employment and disability legislation, payment pro-
cesses, security and other company processes is still unclear.

On-demand 
companies companies 
which use technology 
to fulfil consumers’ 
demands in real-time by 
the immediate supply 
of goods and services 
which is driven by the 
efficient, intuitive digital 
mesh layered over 
existing infrastructure 
networks.

On-demand companies – here today, gone tomorrow?
The bringing together of computing power and free-
lance workers has created the new phenomenon of  
on-demand companies. As individuals, we use them to 
supply us with chauffeurs (Uber), cleaners (Handy) and 
flowers (BloomThat). These on-demand companies act 
as middle men, matching our individual needs with peo-
ple and monitoring quality. They also supply other firms. 
Elanc-oDesk offers companies the services of 10 million 
freelance programmers; Eden McCalum can supply 500 
freelance consultants at a fraction of the price of McKinsey 
staff; Business Talent Group supplies bosses for companies 
wanting to address specific problems without hiring more 
senior executives; and Tongal has a network of 40,000 
video-makers. At present, on-demand companies have 
little in the way of offices or full-time contract employ-
ees, but use computers to convert a customer-company’s 
needs into a set of worker’s tasks while accessing spare 
time and spare cognitive capacity around the globe.

However, these on-demand companies are not with-
out their own problems. First, their attempt to minimize 
costs to clients creates problems in training, motivating, 
retaining and managing those who supply their services. 
Second, they claim they do not employ the workers that 
they supply, but courts are currently deciding if they must 
reclassify their contract workers as regular employees, 
thereby incurring retrospective labour bills. Third, they 
face the problem of size and scaling up. When barriers 
to the entry of competitors are low, and employee loyalty 
is non-existent, it is difficult for them to build up a net-
work to suitable size. Some Uber drivers also work for its 
competitor, Lyft. ‘On-demand companies may find them-
selves stuck in a world of low margins, high promotional 
costs and labour churn as they struggle to attain the sort 
of market dominance that locks in their network advan-
tages’ (The Economist, 2015a, 2015b).
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StOp and think

*ow accurate have 8ictor and 5tephenso predictions been? What evidence from 
your reading, or your experience of work organizations can you provide that either 
confirms or contradicts their nine fears?

ReCap

1. Appreciate the reason for chief executives’ need 
to design and redesign their organization’s 
structure.

r� Organization structure is one of the ways of 
achieving organizational goals.

r� An organization’s structure will be changed as a 
result of changes in its strategy, size, technology, 
environment, globalization and diversification.

2. Distinguish three eras of organizational design 
and what factors stimulated each.

r� Era 1: mid-1800s to late 1970s – self-contained 
organization structures.

r� Era 2: 1980s to mid-1990s – horizontal organiza-
tion structures.

r� Era 3: mid-1990s to date – boundaryless organi-
zation structure (hollow, modular, virtual and col-
laborative).

3. Distinguish between functional, divisional, 
matrix and team-based organization structures.

r� A functional structure groups activities and people 
according to the similarities in their work, profes-
sion, expertise, goals or resources used.

r� A divisional structure splits an organization up into 
self-contained entities based on their organiza-
tional outputs, geographical region operated in, or 
the customer groups served.

r� A matrix structure combines two different types of 
structure (e.g. function and product).

r� A team-based structure consists entirely of 
 project-type teams that coordinate their activities, 
and work directly with partners and customers to 
achieve their goals.

4. Distinguish between an outsourcing relationship 
and hollow, modular and virtual organization 
structures.

r� An outsourcing relationship involves contracting 
with external providers to supply the organization 
with the processes and products that were previ-
ously supplied internally.

r� A hollow organization structure is based on out-
sourcing an organization’s non-core processes 
which are then supplied to it by specialist, external 
providers.

r� A modular organization structure involves assem-
bling product chunks (modules) provided by inter-
nal divisions and external providers.

r� A virtual organization structure uses technology 
to transcend the constraints of legal structures, 
physical conditions, place and time, and allows a 
network of separate participants to present them-
selves to customers as a single entity.

5. Understand the trend towards companies’ col-
laborative relationships with competitors and 
customers, and their involvement in virtual 
communities.

r� Collaboration has become a matter of integrating 
activities rather than integrating organizations.

r� Factors contributing to increased collaboration 
include the rise of partnership strategies, the 
knowledge economy, the working style of genera-
tion Y and advances in collaborative technology.

r� The increasing speed of change means that indi-
vidual organizations lack the necessary resources, 
knowledge or skill to respond individually so have 
to collaborate with others.

1. Why might Max Weber and Henri Fayol be surprised by developments in contempo-
rary organizational design arrangements?

2. Suggest how changes in organization structuring over the last 50 years have affected 
what workers and managers do, and how they do it.

Revision
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3. In the literature, inter-organizational collaboration is presented as the way forward. 
Consider the potential negative consequences of this arrangement for the companies 
involved and their employees and managers.

4. Why are network and virtual structures preferred by managers seeking to encourage 
entrepreneurship and innovation?

Research 
assignment

This chapter reported Warner and Witzel’s (2004) view that every organization pos-
sessed a mixture of virtual and tangible elements (p.572). They identified six dimensions 
along which organizations can choose to organize their activities on a virtual or a tangi-
ble basis:

r� nature of product;

r� nature of working;

r� relationship with suppliers;

r� relationship with customers;

r� relationship between teams;

r� relationship between managers and employees.

Review the discussion on virtuality and organizations in this chapter. Through personal 
contact, gain access to two different organizations. Using the six dimensions above as 
a basis for discussion, interview a manager from each organization to determine its 
 virtual–tangible elements balance.

(1) Write a report on the strengths and weaknesses of the balance based on your inter-
view findings.

(2) What effects does the balance have on employees’ working patterns?

(3) Identify where your findings are consistent with, and where they contradict the text-
book account of strengths and weaknesses of virtual forms of organization.

Springboard

Øystein Fjeldstad Charles Snow Raymond Miles and Christopher Lettl (2012) ‘The architec-
ture of collaboration’, Strategic Management Journal, 33 (6): 734–50. The authors discuss 
how environmental challenges are leading to inter-organizational collaboration and con-
sider the implications of this for organizational architectures.

Ranjay Gulati, Phanish Puranam and Michael Tushman (2012) ‘Meta-organizational design: 
rethinking design in inter-organizational and community contexts’, Strategic Management 
Journal, 33 (6): 571–86. The authors review the research on the growth of collaborative 
relationships between firms, the rise of outsourcing and the challenges of ‘coordinating 
beyond the boundary’.

Liliana Pérez-Nordtvedt, Ross O’Brien and Abdul Rasheed (2013) ‘What are temporary net-
works and when are they useful?’, Group and Organization Management, 38 (3): 392–421. 
The authors distinguish different types of networks, based on the speed of their formation 
and time duration, which are increasing being formed to respond to unpredictable envi-
ronmental changes.

Phanish Puranam, Oliver Alexy and Markus Reitzig (2014) ‘What’s “new” about new forms 
of organizing?’, Academy of Management Review, 39 (20): 162–80. The authors consider 
the factors and processes which have created and shaped the organizational structures of 
the past, and those that are shaping them in the present.
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OB cinema
Lord of the Rings; Fellowship of the Ring (2001, director Peter Jackson): DVD Chapter 27: 01:23:07–
01:29:44 (4 minutes). The scene entitled ‘The Council of Elrond’ begins when Elrond says ‘Strangers from 
distant lands, friends of old’ and ends when Pippin asking ‘Great! Where are we going?’ Elrond, the 
leader of the elves, welcomes the various peoples of Middle Earth. Heated arguments break out among 
the elves, dwarves, hobbits and men who argue over who can be trusted to travel to Mount Doom with 
the ring in order to destroy it. The scene shows the different factions and their distrust of each other. 
Elrond persuades these factions to put aside their differences for the mutual benefit of all in Middle 
Earth. The Fellowship thus created, represents a strategic alliance. Consider the following questions:

• 7nder what circumstances would different factions 
companies� unite to form a strategic alliance!

• 9hat are the costs and benefits to the firms that form strategic alliances!

• %an you find some eZamples of recent strategic alliances in media! *ow successful have they 
been?

Based on Ambrosini et al. (2008)

OB on the web
5earch ;ou6ube for n6he /atriZ 2yramid s worMing in a matriZ organizationo 
�.���� which provides 
a succinct summary of some of the key personal effectiveness skills needed by employees in order to 
worM successfully within a matriZ organization structure. 6hen search for n/aMing the matriZ worM� the 
%ampbell 5oup storyo 
������ where &oug %onant discusses how he used team formation to introduce a 
matriZ organization at the %ampbell 5oup %ompany. 9hat problems did he encounter!

Chapter exerCises

1. University strategic alliances

 Objectives 1. To consider the reasons for the creation of strategic alliances in higher education.

�. 6o evaluate the costs and benefits of this form of organizational design.

 Briefing 1. Form into groups as directed by your instructor.

�. 4ead the eZercise below.

3. Brainstorm the reasons why universities seek strategic alliances with each other 
around the world. Classify them under the main headings.

4. Answer the following questions:

• What factors might have stimulated universities to seek strategic alliances with 
one another?

• What benefits can universities obtain by joining such alliances?

• What factors shape the ability of global university alliances to create collaborative 
advantage for their members?

Since the late 1990s, there has been an increase in inter-university alliances intended to 
achieve strategic goals. American, British and Australian universities in particular, have 
eZpanded into international marMets 
particularly in 5outh 'ast #sia� usually by establish-
ing a strategic alliance with an eZisting local university or college. 5ome have opened 
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branch campuses. Three major alliances have been established: Association of Pacific 
Rim Universities (APRU), Universitas 21 and the Worldwide Universities Network. Strate-
gic alliances are designed to provide mutual benefits. These institutions have a variety of 
different reasons for seeking to establish such partnerships. Many such alliances often 
begin with courses and teaching.

Many international students go to these foreign countries to study, but there are also sub-
stantial opportunities for these foreign universities to directly offer their programmes to 
them in their home countries. Strategic alliances have become a popular entry strategy. 
Typically, a foreign university seeks an established higher education institution that is well 
located, has reasonably good facilities, an organized administration and management sys-
tem, as well as access to suitable teaching staff. The university will then provide its course 
materials to local instructors to permit them to deliver the teaching course. Occasionally, 
the university will provide a ‘home lecturer’ to either run an educational programme or 
oversee the student assessments. At the end of their programme of study, the students will 
receive a degree from the recognized, foreign university, which is usually quite prestigious 
for the graduates. Fees are charged at a standard per subject basis and the foreign univer-
sity and the local one divide the income on a predetermined basis. However, inter-univer-
sity alliances are not limited to courses and teaching and may include other collaborations.

Based on Gunn and Mintrom (2013)

2. Designing your organization’s structure

 Objectives 1. To translate an organization idea into a structural form depicted on an organization 
chart.

2. To understand the issues involved in designing organizations.

3. To examine structural alternatives when redesigning a company to deal with growth.

 Briefing 1. Form into groups as directed by your instructor.

2. Read the exercise below.

3. Work with your group members to complete the task at the end of each stage.

 Exercise  You are eating a lunchtime sandwich and drinking a coffee. You are not impressed with 
either. You believe that you can do better, and decide to start your own, distinctive bak-
ery here, in this town/city. You think of the range of bakery products that people eat; 
when, where and how they eat them; and what bakery products your various competi-
tors sell (other bakeries, supermarkets, coffee shops).

Stage 1: Decide what products your start-up bakery will sell. What services will it pro-
vide? Will these be produced on-site, bought in from outside, or a combination of both? 
What tasks need to be performed? What jobs need to be filled? Draw the organization 
chart of your start-up bakery. Your group should be prepared to justify the choice of its 
organization design.

Stage 2: Your bakery is in its third year of operation and is very successful. You decide 
to open a second bakery. Decide whether it will be similar or different to the first, and 
where it will be located geographically. How do you intend to manage both bakeries at 
the same time? Draw an organization chart showing your two bakeries and justify your 
organization design choices.

Stage 3: Five years on and you are a successful entrepreneur. You now have five baker-
ies. Where have you opened these other bakeries? How do you keep in touch with what 
is going on in all of them? How do you deal with issues of human resources, control and 
information systems? What are your biggest problems? How have you dealt with them 
in terms of your structural design decisions? Draw an organization chart showing your 
five-bakery company and justify your organization design decisions.
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Stage 4: Ten years further on and you have gone international. You have 80 bakeries 
spread around the five countries that are nearest to your own. What issues and prob-
lems do you have to deal with as a result of your decision to enter foreign markets in 
terms of organization structure? Draw an organization chart showing your international 
bakery company and justify your organization design decisions.

 Debrief •  Groups share, compare and justify their organization design choice at each of the 
stages of their bakery company’s growth.

• In turn, spokespersons display their own groups’ organizational charts, highlighting 
the similarities and differences with other groups, and justifying their own group’s 
choices.

• The class pays particular attention decisions about organization structure which relate 
to the systems and mechanisms that facilitate information flow, coordination and 
control.

Exercise adapted from Harvey and Morouney (1998)

Employability assessment
With regard to your future employment prospects:

1. Identify up to three issues from this chapter that you found significant.

2. Relate these to the competencies in the employability matrix.

3. Decide what actions you need to take to maintain and/or develop those competencies under each of the four 
headings of the employability matrix.

Personal qualities
self-management

work ethic/results orientation
appetite for learning
interpersonal skills

creativity and innovation

Leadership qualities
leadership

people management
leading and managing change

project management
general management skills

Other attributes
political awareness

understand cross-cultural issues
how organizations work

critical thinking
decision making

Practical skills
commercial acumen

customer service skills
communication skills
problem solving skills

teamworking skills

Employability
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Introduction
Part 5, Management processes, explores the following five topics:

r� Leadership, in Chapter 18

r� Change, in Chapter 19

r� Decision making, in Chapter 20

r� Conflict, in Chapter 21

r� Power and politics, in Chapter 22.

Each of these topics has an enormous impact on how employees are managed, how they 
experience their work environment, and how successful their organization is in achieving its 
goals. Each topic concerns the process of managing, which involves both managers and non-
managers. Thus, the most junior of employees may be called upon to exercise leadership skills, 
become involved in group decision making, and attempt to resolve a conflict between col-
leagues – while engaging in political behaviour in order to increase their power.

Most organizations in the twenty-first century are facing major changes in order to respond 
to turbulent economic, social, geopolitical and technological developments. Chapter 18 on lead-
ership introduces this keynote topic by covering various current perspectives and their practical 
implications. Chapter 19 explores the nature of change, considering effective organization and 
management approaches along with the individual implications. This chapter concludes with 
an exploration of innovation processes in organizations, and what it takes to be an innovator. 
Chapter 20 on decision making considers different models of decision making, different types 
of decisions, different decision makers, and different problems in decision making. This chapter 
challenges the notion that most decisions are made logically for the benefit of the organization 

 Part 5 Leadership processes

A field map of the organizational behaviour terrain

PESTLE: The Political, Economic, Social, Technological, Legal, and Ecological Context

���organizational effectiveness
���quality of working life

�
���	���������������� �������� ����������

���Individual�������
���Group�������
���Management and organization
 ������
���Leadership process�������
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 Invitation to see 595

by managers who possess the necessary information and authority.  Chapter 21 on conflict con-
siders contrasting perspectives on this challenging topic, and stresses that how you perceive a 
situation influences what actions you will take. This chapter examines how the way in which a 
company is organized engenders conflicts which, in turn, have to be managed using conflict 
resolution devices. Finally, Chapter 22 addresses the abstract but critical concept of power in 
organizations, turning to the practice of organizational politics, the latter often being defined 
as ‘power in action’. The political perspective provides an alternative to the rational standpoint 
found in many management-oriented textbooks. ‘Playing politics’ is often seen in negative 
terms. This chapter challenges this view, suggesting that the skilled use of organizational politics 
is necessary if leaders and managers are to make things happen, and get things done.

Invitation to see

Jack heads for the big league: Alibaba executives including Jack Ma, its founder, enjoy 
a stunning debut in New York. The share price soared immediately, valuing the Chinese 
online retailer at more than $220 billion. A similar photo marking this event appeared in 
The Times, 20 September 2014
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 1. Decoding: Look at this image closely. Note in as much detail as possible what mes-
sages you feel that it is trying to convey. Does it tell a story, present a point 
of view, support an argument, perpetuate a myth, reinforce a stereotype, 
 challenge a stereotype?

 2. Challenging: To what extent do you agree with the messages, stories, points of view, 
arguments, myths, or stereotypes in this image? Is this image open to 
 challenge, to criticism, or to interpretation and decoding in other ways, 
revealing other messages?

 3. Sharing: Compare with colleagues your interpretation of this image. Explore explana-
tions for differences in your respective decodings.
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You’re the management consultant: what would you advise?
Our company is planning to merge with a competitor 
next year. The two organizations have complementary 
strengths, and although it will be challenging, this merger 
will create opportunities to grow our combined market 
share. However, the companies have their headquarters 
in different cities, and there is duplication of head office 
functions, so the merger is going to involve reorganiza-
tion and redundancies. Our staff know this, of course, and 
they are feeling insecure. I know from the office gossip 

that many staff have already started looking for other 
jobs. The last thing we need, however, is a talent drain. 
We want to keep our brightest people to help develop the 
new organization, but we can’t promise a future for eve-
ryone. Making this more complicated, we have a strong 
trade union that is demanding information and consul-
tation. I want to keep morale high, and to treat people 
fairly, but I’m not sure how to achieve this. You’re the 
management consultant. What would you advise?

596 Part 5 Leadership processes
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Learning outcomes
When you have read this chapter, you should be able to define those 
key terms in your own words, and you should also be able to:

1. Explain the apparent difference between the concepts of 
leadership and management.

2. Understand the relationships between personality traits and 
effective leadership.

3. Understand the challenges facing women who aspire to leadership 
roles, and the social and business cases for ‘boardroom diversity’.

4. Understand why effective leaders either adapt their style to fit the 
organizational and cultural context in which they operate, or find 
contexts which fit their personal style.

5. Explain contemporary trends in this field concerning new 
leadership, distributed leadership, and the argument that leaders 
are unnecessary.
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598 Chapter 18 Leadership

Why study leadership?

You do people, period, not my fault
Asked in 2014 about leading the twenty-first century 
organization, the American management consultant Tom 
Peters (then aged 71) said:

If you’re a leader, your whole reason for living is 
to help human beings develop – to really develop 
people and make work a place that’s energetic and 
exciting and a growth opportunity, whether you’re 
running a housekeeping department or Google. I 
mean, this is not rocket science.

It’s not even a shadow of rocket science. You’re in 
the people-development business. If you take a leader-
ship job, you do people. Period. It’s what you do. It’s 
what you’re paid to do. People, period. Should you have 
a great strategy? Yes, you should. How do you get a 

great strategy? By finding the world’s greatest strategist, 
not by being the world’s greatest strategist. You do peo-
ple. Not my fault. You chose it. And if you don’t get off 
on it, do the world a favour and get the hell out before 
dawn, preferably without a gilded parachute. But if you 
want the gilded parachute, it’s worth it to get rid of you.

People say that fame is important, but in the end 
it really isn’t. People say that wealth is important, 
but in the end it really isn’t. My ex-wife had a father 
who was in the tombstone business. I’ve seen a lot 
of tombstones. None of ’em have net worth on ’em. 
It’s the people you develop. That’s what you remem-
ber when you get to be my age. (Heywood et al., 
2014, pp.5–6)

Leadership�BQQFBST�UP�CF�B�LFZ�EFUFSNJOBOU�PG�PSHBOJ[BUJPOBM�FGGFDUJWFOFTT�XIFUIFS�XF�BSF�EJT-
DVTTJOH�BO�BSNZ�BO�PSDIFTUSB�B�TUSFFU�HBOH�B�QPMJUJDBM�QBSUZ�B�NPVOUBJOFFSJOH�UFBN�PS�B�NVM-
UJOBUJPOBM�DPSQPSBUJPO��*U�JT�OPU�TVSQSJTJOH�UP�GJOE�UIFSFGPSF�UIBU�MFBEFSTIJQ�JT�B�GPDVT�PG�JOUFOTF�
JOUFSFTU��5IJT�GPDVT�JT�B�SFDFOU�QIFOPNFOPO��*O������UIF�6OJUFE�4UBUFT�-JCSBSZ�PG�$POHSFTT�IBE�
OP�CPPLT�PO�MFBEFSTIJQ�	)FMMFS�����
��5IF�HMPCBM�MJUFSBUVSF�PO�MFBEFSTIJQ�JT�OPX�WBTU�

-FBEFSTIJQ�JT�B�DPOUSPWFSTJBM�UPQJD��8F�IFBS�UIF�DPNQMBJOU�UIBU�AXF�OFFE�NPSF�MFBEFS-
TIJQ���)PXFWFS�UIF�PSHBOJ[BUJPOBM�IJFSBSDIZ�BOE�GPSNBM�BVUIPSJUZ�UIBU�VOEFSQJO�MFBEFSTIJQ�
QPTJUJPOT�BSF�OPX�CFJOH�DIBMMFOHFE��8F�FRVBUF�MFBEFSTIJQ�XJUI�QPTJUJPOT�PG�QPXFS�JOGMV-
FODF�BOE�TUBUVT�CVU�MFBEFSTIJQ�DBO�CF�TFFO�BU�BMM�MFWFMT�PG�BO�PSHBOJ[BUJPO��-FBEFST�IBWF�
KPC�UJUMFT�BOE�XPSLJOH�DPOEJUJPOT�XIJDI�TZNCPMJ[F�UIFJS�TUBUVT��#VU�GMBU�TUSVDUVSFT�TFMG�NBO-
BHJOH�UFBNT�LOPXMFEHF�XPSL�BOE�WJSUVBM�BOE�OFUXPSLFE�PSHBOJ[BUJPOBM�GPSNT�BMM�XFBLFO�
USBEJUJPOBM�MFBEFSTIJQ�QPTJUJPOT�CBTFE�PO�IJFSBSDIZ�BOE�TZNCPMJTN�

3BMQI�4UPHEJMM�	����
�BO�JOGMVFOUJBM�FBSMZ�DPNNFOUBUPS�EFGJOFE�MFBEFSTIJQ�BT�BO�JOGMV-
FODJOH�QSPDFTT�BJNFE�BU�HPBM�BDIJFWFNFOU��5IBU�EFGJOJUJPO�IBT�UISFF�DPNQPOFOUT��'JSTU�JU�
EFGJOFT�MFBEFSTIJQ�BT�BO�interpersonal process�JO�XIJDI�POF�JOEJWJEVBM�TFFLT�UP�JOGMVFODF�
UIF�CFIBWJPVS�PG�PUIFST��4FDPOE�JU�TFUT�MFBEFSTIJQ�JO�B�social context�JO�XIJDI�UIF�PUIFS�
NFNCFST�PG�UIF�HSPVQ�UP�CF�JOGMVFODFE�BSF�TVCPSEJOBUFT�PS�GPMMPXFST��5IJSE�JU�JEFOUJGJFT�B�
DSJUFSJPO�GPS�FGGFDUJWF�MFBEFSTIJQ�m�goal achievement�m�XIJDI�JT�POF�QSBDUJDBM�PCKFDUJWF�PG�
MFBEFSTIJQ�UIFPSZ�BOE�SFTFBSDI��.PTU�EFGJOJUJPOT�PG�MFBEFSTIJQ�TIBSF�UIFTF�QSPDFTTVBM�DPO-
UFYUVBM�BOE�FWBMVBUJWF�DPNQPOFOUT�

Leadership the 
process of influencing 
the activities of an 
organized group in 
its efforts toward 
goal setting and goal 
achievement.

Stop and think

Consider those who you would call leaders, in business, politics, sport, music, the arts. 
What characteristics – skills, abilities, personality traits – do they have in common?

Which of those leaders have had a positive impact, and which a negative impact? 
&o those whose impact was negative deserve the label of nleadero?

Compare your list of leaders with that of colleagues. How can the term ‘leader’ be 
applied to such a range of different personalities, whose actions have led to different 
outcomes?
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5SBEJUJPOBMMZ�NPTU�MFBEFST�IBWF�CFFO�NFO��UIJT�NBZ�CF�SFGMFDUFE�JO�ZPVS�BOTXFST�UP�
PVS�A4UPQ�BOE�UIJOL���$PODFSO�BU�UIF�MPX�OVNCFST�PG�XPNFO�JO�TFOJPS�PSHBOJ[BUJPOBM�SPMFT�
IFJHIUFOT�JNQPSUBODF�PG�MFBEFSTIJQ�UPEBZ�BOE�XF�XJMM�FYQMPSF�UIJT�QSPCMFN�TIPSUMZ��8F�
EJTDVTTFE�JO�UIF�JOUSPEVDUJPO�UP�UIJT�UFYU�IPX�UIF�QPSUSBZBM�PG�XPNFO�JO�GJMNT�BOE�PO�UFMFWJ-
TJPO�SFGMFDUT�XJEFS�TPDJBM�WBMVFT�BOE�CFMJFGT�BOE�IPX�NPWJFT�IFMQ�UP�NBJOUBJO�FTUBCMJTIFE�
TUFSFPUZQFT��'JMNT�SBSFMZ�TIPX�XPNFO�JO�QPTJUJWF�PS�FNQPXFSJOH�XBZT�	&[[FEFFO�����
�

(FFOB�%BWJT�	����
�BSHVFT�UIBU�GJMNT�SFJOGPSDF�VODPOTDJPVT�CJBT�BHBJOTU�XPNFO��"OB-
MZTJOH�����TVDDFTTGVM�NPWJFT�TIF�GPVOE�UIBU�JO�GBNJMZ�GJMNT�UIF�SBUJP�PG�NBMF�UP�GFNBMF�
DIBSBDUFST�JT�����BOE�UIJT�IBT�OPU�DIBOHFE�TJODF�UIF�����T��0OMZ����QFS�DFOU�PG�UIF�GJMNT�
TUVEJFE�IBE�B�GFNBMF�MFBEJOH�DIBSBDUFS�BOE�POMZ����QFS�DFOU�IBE�B�HFOEFS�CBMBODFE�DBTU��
4IF�BMTP�GPVOE�UIBU�A'FNBMF�DIBSBDUFST�JO�(�SBUFE�BOJNBUFE�NPWJFT�XFBS�UIF�TBNF�BNPVOU�
PG�TFYVBMMZ�SFWFBMJOH�DMPUIJOH�BT�GFNBMF�DIBSBDUFST�JO�3�SBUFE�GJMNT��"OE�FWFO�NPSF�CBGGMJOH�
XPNFO�NBLF�VQ�POMZ����QFSDFOU�PG�DIBSBDUFST�JO�DSPXE�TDFOFT��	%BWJT������Q��
��4IF�
DPODMVEFT�UIBU�

*G�XPNFO�BSF�DPOUJOVBMMZ�EFQJDUFE�BT�POF�EJNFOTJPOBM�TJEFMJOFE�TUFSFPUZQFE�IZQFS-
TFYVBMJ[FE�OPU�HJWFO�MFBEFSTIJQ�SPMFT�PS�TJNQMZ�BCTFOU�JU�TFOET�B�WFSZ�DMFBS�NFTTBHF��
XPNFO�BOE�HJSMT�BSF�OPU�BT�JNQPSUBOU�BT�NFO�BOE�CPZT��"OE�UIBU�IBT�BO�FOPSNPVT�
JNQBDU�PO�CVTJOFTT�BOE�TPDJFUZ��	%BWJT������QQ��m�


(JWFO�UIF�CFOFGJUT�PG�EJWFSTJUZ�BU�BMM�MFWFMT�PG�BO�PSHBOJ[BUJPO�m�FTQFDJBMMZ�JO�UIF�UPQ�UFBN�m��
NBMF�EPNJOBODF�JT�OPU�KVTU�B�QSPCMFN�GPS�XPNFO�TFFLJOH�MFBEFSTIJQ�DBSFFST��5IJT�SBJTFT�
XJEFS�TPDJBM�BOE�PSHBOJ[BUJPOBM�DPODFSOT��8F�OFFE�B�CFUUFS�VOEFSTUBOEJOH�PG�UIF�GPSDFT�UIBU�
TIBQF�MFBEFSTIJQ�TUFSFPUZQFT�BOE�CJBTFT�JO�PSEFS�UP�DPVOUFS�UIFN�UP�BDIJFWF�BO�BQQSPQSJBUF�
HFOEFS�CBMBODF�

Source: Cartoon Stock 

5IJT�DIBQUFS�FYQMPSFT�TJY�DPOUSBTUJOH�QFSTQFDUJWFT�PO�MFBEFSTIJQ�

���Trait-spotting��*EFOUJGJFT�UIF�QFSTPOBMJUZ�USBJUT�BOE�SFMBUFE�BUUSJCVUFT�PG�UIF�FGGFDUJWF�
MFBEFS�JO�PSEFS�UP�GBDJMJUBUF�UIF�TFMFDUJPO�PG�MFBEFST�

���Style-counselling��$IBSBDUFSJ[FT�EJGGFSFOU�MFBEFSTIJQ�CFIBWJPVS�QBUUFSOT�UP�JEFOUJGZ�FGGFD-
UJWF�BOE�JOFGGFDUJWF�MFBEFSTIJQ�TUZMFT�JO�PSEFS�UP�JNQSPWF�UIF�USBJOJOH�BOE�EFWFMPQNFOU�
PG�MFBEFST�
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600 Chapter 18 Leadership

���Context-fitting��$POUJOHFODZ�UIFPSJFT�BSHVF�UIBU�MFBEFSTIJQ�FGGFDUJWFOFTT�EFQFOET�PO�
BTQFDUT�PG�UIF�PSHBOJ[BUJPOBM�BOE�DVMUVSBM�TFUUJOH�

���New leadership��A4VQFSMFBEFST��BOE�AUSBOTGPSNBUJPOBM�MFBEFST��BSF�IFSPJD�JOTQJSBUJPOBM�
WJTJPOBSJFT�XIP�HJWF�QVSQPTF�BOE�EJSFDUJPO�UP�PUIFST�

���Distributed leadership��-FBEFSTIJQ�CFIBWJPVS�JT�OPU�DPOGJOFE�UP�UIPTF�XJUI�GPSNBM�TFOJPS�
SPMFT�CVU�DBO�CF�PCTFSWFE�BDSPTT�BMM�PSHBOJ[BUJPOBM�MFWFMT�

���Who needs leaders?�5SBOTGPSNBUJPOBM�MFBEFST�DBO�EFTUBCJMJ[F�BO�PSHBOJ[BUJPO�CZ�ESJWJOH�
UPP�NVDI�DIBOHF�UPP�RVJDLMZ�DBVTJOH�CVSOPVU�BOE�JOJUJBUJWF�GBUJHVF��NJEEMF�NBOBHFST�
XJUI�DIBOHF�TLJMMT�BSF�NPSF�FGGFDUJWF�

5SBJU�TQPUUJOH�XBT�QPQVMBS�VOUJM�UIF�����T�XIFO�JODPOTJTUFOU�SFTFBSDI�GJOEJOHT�MFE�UP�
UIF�BQQSPBDI�CFJOH�MBSHFMZ�BCBOEPOFE��4UZMF�DPVOTFMMJOH�XBT�UIFO�QPQVMBS�VOUJM�UIF�MBUF�
����T�XIFO�JU�XBT�PWFSUBLFO�CZ�DPOUJOHFODZ�UIFPSJFT�XIJDI�EPNJOBUFE�UIJOLJOH�VOUJM�
UIF�FBSMZ�����T��"U�UIBU�QPJOU�UIF�AOFX�MFBEFSTIJQ��NPWFNFOU�FNFSHFE��5PXBSET�UIF�FOE�
PG�UIF�UXFOUJFUI�DFOUVSZ�UIF�EJTUSJCVUFE�OBUVSF�PG�MFBEFSTIJQ�BUUSBDUFE�BUUFOUJPO��*O�UIF�
UXFOUZ�GJSTU�DFOUVSZ�TFWFSBM�DPNNFOUBUPST�DIBMMFOHFE�UIF�WBMVF�PG�MFBEFSTIJQ�OPUJOH�UIBU�
ADFMFCSJUZ�CPTTFT��PGUFO�EBNBHFE�PSHBOJ[BUJPOBM�QFSGPSNBODF�BOE�SFQVUBUJPO�XJUI�SBQJE�BOE�
SBEJDBM�DIBOHFT��)PXFWFS�FBDI�TIJGU�JO�FNQIBTJT�BOE�BQQSPBDI�IBT�OPU�SFQMBDFE�FBSMJFS�
UIJOLJOH��"MM�PG�UIPTF�QFSTQFDUJWFT�DBO�CF�TFFO�JO�UPEBZ�T�SFTFBSDI�BOE�QSBDUJDF�

Leadership versus management
8IBU�JT�UIF�EJGGFSFODF�CFUXFFO�MFBEFSTIJQ�BOE�NBOBHFNFOU �4PNF�DPNNFOUBUPST�BSHVF�
UIBU�MFBEFST�BOE�NBOBHFST�NBLF�EJTUJODUMZ�EJGGFSFOU�DPOUSJCVUJPOT��0UIFST�BSHVF�IPXFWFS�
UIBU�MFBEFSTIJQ�JT�TJNQMZ�POF�GBDFU�PG�B�DPNQMFY�NBOBHFNFOU�SPMF��8BSSFO�#FOOJT�BOE�
#VSU�/BOVT�	����
�GBNPVTMZ�BSHVFE�UIBU�ANBOBHFST�EP�UIJOHT�SJHIU��XIJMF�AMFBEFST�EP�UIF�
SJHIU�UIJOH���-FBEFST�BSF�UIVT�PGUFO�TFFO�BT�WJTJPOBSJFT�XIP�ESJWF�OFX�JOJUJBUJWFT��.BOBHFST�
TJNQMZ�TFFL�UP�NBJOUBJO�PSEFS�BOE�TUBCJMJUZ��5IF�MFBEFS�JT�QSPQIFU�DBUBMZTU�NPWFSmTIBLFS�
TUSBUFHJTU��5IF�NBOBHFS�JT�UFDIOJDJBO�BENJOJTUSBUPS�QSPCMFN�TPMWFS��5IF�MFBEFS�JOGMVFODFT�
PUIFST�UP�TJHO�VQ�UP�UIFJS�WJTJPO�JOTQJSFT�UIFN�UP�PWFSDPNF�PCTUBDMFT�BOE�HFOFSBUFT�QPTJ-
UJWF�DIBOHF��5IF�NBOBHFS�FTUBCMJTIFT�QMBOT�BOE�CVEHFUT�EFTJHOT�BOE�TUBGGT�UIF�PSHBOJ[B-
UJPO�NPOJUPST�BOE�DPOUSPMT�QFSGPSNBODF�BOE�EFMJWFST�PSEFS�BOE�QSFEJDUBCJMJUZ�

5IJT�JT�B�AHPPE�HVZT�CBE�HVZT��DBSJDBUVSF��MFBEFST�FYDJUJOH�NBOBHFST�EVMM��0CTFSWJOH�
UIBU�UIJT�JT�JOBDDVSBUF�BOE�JOTVMUJOH�+VMJBO�#JSLJOTIBX�	����
�BSHVFT�UIBU�MFBEFSTIJQ�BOE�
NBOBHFNFOU�NVTU�CF�TFFO�BT�DPNQMFNFOUBSZ�BT�SPMFT�UIBU�UIF�TBNF�QFSTPO�QMBZT�BU�EJG-
GFSFOU�UJNFT�BT�AUXP�IPSTFT�QVMMJOH�UIF�TBNF�DBSU���"OPUIFS�MFBEJOH�DPNNFOUBUPS�JO�UIJT�
GJFME�)FOSZ�.JOU[CFSH�	�����QQ��m�
�BMTP�QPTFT�B�GVOEBNFOUBM�DIBMMFOHF�UP�UIF�EJTUJOD-
UJPO�CFUXFFO�MFBEFST�BOE�NBOBHFST�

'SBOLMZ�*�EPO�U�VOEFSTUBOE�XIBU�UIJT�EJTUJODUJPO�NFBOT�JO�UIF�FWFSZEBZ�MJGF�PG�PSHBOJ[B-
UJPOT��4VSF�XF�DBO�TFQBSBUF�MFBEJOH�BOE�NBOBHJOH�DPODFQUVBMMZ��#VU�DBO�XF�TFQBSBUF�
UIFN�JO�QSBDUJDF �0S�NPSF�UP�UIF�QPJOU�TIPVME�XF�FWFO�USZ �8F�TIPVME�CF�TFFJOH�NBOBH-
FST�as�MFBEFST�BOE�MFBEFSTIJQ�BT�NBOBHFNFOU�QSBDUJTFE�XFMM�

Stop and think

Mintzberg asks: Would you like to be managed by someone who can’t lead? Would 
you like to be led by someone who can’t manage? How would you respond to those 
two questions?

'PS�.JOU[CFSH�	����
�B�NBOBHFS�T�SPMFT�JODMVEF�GSBNJOH�	EFDJEJOH�GPDVTJOH�FTUBCMJTI-
JOH�UIF�DPOUFYU�JO�XIJDI�PUIFST�XPSL
�BOE�TDIFEVMJOH�	TMJDJOH�VQ�DPODFSOT�EFDJEJOH�IPX�
UP�BMMPDBUF�UJNF
��5IF�XPSL�JOWPMWFE�JO�GVMGJMMJOH�UIPTF�SPMFT�UBLFT�QMBDF�PO�UISFF�QMBOFT��
JOGPSNBUJPO�QFPQMF�BOE�BDUJPO�	5BCMF�����
��-PPLJOH�BU�UIJT�WJFX�PG�UIF�AQFPQMF��QMBOF�
MFBEFSTIJQ�JT�POF�GBDFU�PG�UIF�NBOBHFNFOU�SPMF�
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Trait-spotting
'PS�UIF�GJSTU�IBMG�PG�UIF�UXFOUJFUI�DFOUVSZ�SFTFBSDIFST�BTTVNFE�UIBU�UIFZ�DPVME�JEFOUJGZ�UIF�
QFSTPOBMJUZ�USBJUT�BOE�PUIFS�RVBMJUJFT�PG�FGGFDUJWF�MFBEFST��*U�XPVME�UIFO�CF�QPTTJCMF�UP�TFMFDU�
JOEJWJEVBMT�XIP�QPTTFTTFE�UIPTF�DIBSBDUFSJTUJDT�BOE�UP�QSPNPUF�UIFN�UP�MFBEFSTIJQ�QPTJUJPOT�

Table 18.1: The three planes of managerial work

Plane of managerial work Management roles

Information Communicating, controlling

People Leading, linking to others

Action Getting things done, negotiating, building coalitions

The qualities of successful leaders
Summarizing conference presentations on the subject, 
and offering an up-to-date example of ‘trait-spotting’, 
Hayley Kirton (2015) argues that leaders need the follow-
ing seven abilities, to:

r� make decisions in unpredictable circumstances: deal 
with uncertainty, operate ‘outside your comfort zone’, 
provide a sense of direction;

r� grow from an unfortunate situation: learn from 
 failures how to deal with complexity;

r� listen: recognize that leaders do not have all the 
answers in complex, diverse workplaces;

r� accept feedback, especially constructive criticism, as a 
learning tool;

r� be self-aware: get in tune with your feelings, make 
intuitive decisions when appropriate;

r� keep emotions in check: manage them, do not let 
your emotions manage you;

r� read others’ emotions: be aware of how others are 
feeling, and adapt to engage them.

5IJT�TFBSDI�GPS�UIF�RVBMJUJFT�PG�HPPE�MFBEFST�XBT�JOGMVFODFE�CZ�great man theory��(SFBU�
NBO�UIFPSZ�GPDVTFE�PO�QPMJUJDBM�GJHVSFT�BSHVJOH�UIBU�MFBEFST�SFBDI�QPTJUJPOT�PG�JOGMVFODF�
GSPN�XIJDI�UIFZ�EPNJOBUF�BOE�EJSFDU�UIF�MJWFT�PG�PUIFST�CZ�GPSDF�PG�QFSTPOBMJUZ��5IFSF�JT�OP�
FRVJWBMFOU�AHSFBU�XPNBO�UIFPSZ���(SFBU�NFO�BSF�CPSO�MFBEFST�BOE�FNFSHF�UP�UBLF�QPXFS�
SFHBSEMFTT�PG�UIF�TPDJBM�PSHBOJ[BUJPOBM�PS�IJTUPSJDBM�DPOUFYU��3FTFBSDI�UIVT�GPDVTFE�PO�JEFO-
UJGZJOH�UIF�USBJUT�PG�UIFTF�TQFDJBM�QFPQMF��3BMQI�4UPHEJMM�SFWJFXFE�IVOESFET�PG�USBJU�TUVEJFT�
	���������
�BOE�DPNQJMFE�UIJT�UZQJDBM�MJTU�

r� TUSPOH�ESJWF�GPS�SFTQPOTJCJMJUZ�

r� GPDVT�PO�DPNQMFUJOH�UIF�UBTL�

r� WJHPVS�BOE�QFSTJTUFODF�JO�QVSTVJU�PG�HPBMT�

r� WFOUVSFTPNFOFTT�BOE�PSJHJOBMJUZ�JO�QSPCMFN�TPMWJOH�

r� ESJWF�UP�FYFSDJTF�JOJUJBUJWF�JO�TPDJBM�TFUUJOHT�

r� TFMG�DPOGJEFODF�

r� TFOTF�PG�QFSTPOBM�JEFOUJUZ�

r� XJMMJOHOFTT�UP�BDDFQU�DPOTFRVFODFT�PG�EFDJTJPOT�BOE�BDUJPOT�

r� SFBEJOFTT�UP�BCTPSC�JOUFSQFSTPOBM�TUSFTT�

r� XJMMJOHOFTT�UP�UPMFSBUF�GSVTUSBUJPO�BOE�EFMBZ�

r� BCJMJUZ�UP�JOGMVFODF�UIF�CFIBWJPVS�PG�PUIFST�

r� DBQBDJUZ�UP�TUSVDUVSF�TPDJBM�TZTUFNT�UP�UIF�QVSQPTF�JO�IBOE�

Great man theory 
a historicaN perspective 
which argues that the 
fate of societies, and 
organizations, is in 
the hands of powerful, 
idiosyncratic (male) 
individuals.
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*U�JT�EJGGJDVMU�UP�DIBMMFOHF�UIFTF�RVBMJUJFT��$BO�XF�TBZ�UIBU�MFBEFST�TIPVME�MBDL�ESJWF�
�QFSTJTUFODF�DSFBUJWJUZ�BOE�UIF�BCJMJUZ�UP�JOGMVFODF�PUIFST �5IFTF�BSF�EFTJSBCMF�RVBMJUJFT�JO�
NBOZ�SPMFT�IPXFWFS�BOE�EP�OPU�BQQFBS�UP�CF�VOJRVF�UP�MFBEFST�

3FTFBSDI�EJE�OPU�QSPEVDF�B�DPOTJTUFOU�TFU�PG�MFBEFSTIJQ�USBJUT�BOE�BT�TUVEJFT�DPWFSFE�
B�XJEFS�SBOHF�PG�TFUUJOHT�NPSF�RVBMJUJFT�XFSF�JEFOUJGJFE��"MNPTU����DIBSBDUFSJTUJDT�XFSF�
SFQPSUFE�GSPN�B�SFWJFX�PG����TUVEJFT�PG�MFBEFSTIJQ�USBJUT�	#JSE�����
��.PSF�UIBO�IBMG�PG�
UIFTF�USBJUT�IBE�CFFO�JEFOUJGJFE�JO�POMZ�POF�TUVEZ�WFSZ�GFX�BQQFBSFE�JO�GPVS�PS�NPSF�JOWFT-
UJHBUJPOT�BOE�POMZ�AJOUFMMJHFODF��XBT�SFQPSUFE�JO�BU�MFBTU�IBMG�PG�UIF�TUVEJFT�SFWJFXFE��*O�
BEEJUJPO�NBOZ�PG�UIFTF�USBJUT�BSF�WBHVF��8JMMJOHOFTT�UP�UPMFSBUF�EFMBZ �$BQBDJUZ�UP�TUSVDUVSF�
TPDJBM�TZTUFNT �3FBEJOFTT�UP�BCTPSC�TUSFTT �*U�JT�EJGGJDVMU�UP�TFF�IPX�USBJU�TQPUUJOH�DBO�CF�
VTFE�JO�B�MFBEFSTIJQ�TFMFDUJPO�DPOUFYU�BT�PSJHJOBMMZ�JOUFOEFE�

Advice for aspiring leaders
Richard Bracken, chairman and chief executive of Health-
care Corporation of America, was asked what advice he 
would give to aspiring leaders:

First, make sure you’re working in an organization 
where there is a good fit between your core values 
and the organization’s values – it will be difficult to 
be engaged and productive if there is a misalignment. 
Second, stay focused on delivering in your current 
position; many otherwise highly capable people are 

too quick to be thinking about the next promotion. No 
one likes a team member who is focused on the next 
opportunity. Also, don’t be intimidated by the tough 
assignments, the ones others may not want. These are 
often the places where you can grow and prove your-
self. And finally, never forget that taking calculated 
risks is the mark of a good leader. And once you com-
mit, it’s important never to go at it  halfway. (Kirkland 
et al., 2013, p.4)

Are you an alpha male or alpha female?
According to Kate Ludeman and Eddie Erlandson (2006), 
around 75 per cent of the world’s testosterone-driven, 
high-achieving executives are ‘alpha males’. They take 
charge, dominate, conquer and make things happen. 
Clever and effective, they can also cause damage, to 
themselves and to the companies they lead. Persistence 
can become stubbornness. Self-confidence leads to an 
unwillingness to listen to others. Those strengths, in 
other words, can be fatal weaknesses. There are fewer 
alpha women, and they do less damage because they 
empathize rather than confront, and are less angry and 
impatient. There are four types of alpha leader, each with 
good and bad characteristics:

Commanders:  intense, magnetic, push others hard, 
but ignore rules and create fear.

Visionaries:  creative, inspiring, but ignore reality, and 
are closed to input.

Strategists:  quick, analytical, but opinionated, not 
team players, and don’t admit mistakes.

Executors:  problem-solvers, eye for detail, get things 
done, overcritical micromanagers.

Organizations run by dysfunctional alphas have higher 
rates of illness, staff turnover, absenteeism, burnout and 

early retirement (Rushe, 2006). To find out if you have 
what it takes to be an alpha, score each of these items 
from ‘strongly agree’ (0) to ‘strongly agree’ (10):

r� No matter what, I don’t give up until I reach my goal.

r� When I play a game, I like to keep score.

r� I sometimes rant and rave when I don’t get my way.

r� My opinions and ideas are usually the best ones.

r� When others don’t agree, I lose my temper.

r� I am accustomed to being the centre of attention.

r� People have described me as a ‘natural born leader’.

r� I believe the end usually justifies the means.

r� I only collaborate with peers when I have to.

r� There are a lot of people who are just plain stupid.

Scoring

0–25� Absolute wimp; keep tissues on your desk.

26–50� Bit of a pushover.

51–75� Ambitious but afraid to wield the knife.

76–100� Congratulations, you’re an alpha.
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#Z������JU�BQQFBSFE�UIBU�UIFSF�XBT�MJUUMF�WBMVF�JO�DPOUJOVJOH�UP�JEFOUJGZ�MFBEFSTIJQ�USBJUT�
BMUIPVHI�TPNF�XFBL�HFOFSBMJ[BUJPOT�EJE�FNFSHF�	4IBX�������'SBTFS�����
��-FBEFST�UFOE�
PO�BWFSBHF�UP�TDPSF�IJHIFS�PO�NFBTVSFT�PG�

r� ability��JOUFMMJHFODF�SFMFWBOU�LOPXMFEHF�WFSCBM�GBDJMJUZ�

r� sociability��QBSUJDJQBUJPO�DPPQFSBUJWFOFTT�QPQVMBSJUZ�

r� motivation��JOJUJBUJWF�BOE�QFSTJTUFODF�

5IF�USBJU�TQPUUJOH�BQQSPBDI�XBT�BCBOEPOFE�CZ�NPTU�SFTFBSDIFST�XIP�TXJUDIFE�UIFJS�
BUUFOUJPO�GJSTU�UP�MFBEFSTIJQ�styles�BOE�UIFO�UP�DIBSBDUFSJTUJDT�PG�context��)PXFWFS�JU�IBT�
CFFO�EJGGJDVMU�UP�PWFSDPNF�UIF�CFMJFG�UIBU�FGGFDUJWF�MFBEFST�NVTU�IBWF�some�USBJUT�JO�DPNNPO�
BOE�UIF�TFBSDI�GPS�UIPTF�QFSTPOBMJUZ�NBSLFST�BOE�PUIFS�BUUSJCVUFT�DPOUJOVFT��1BSBEPYJDBMMZ�
UIFSFGPSF�BMUIPVHI�EBUJOH�GSPN�UIF�����T�USBJU�TQPUUJOH�JT�B�DPOUFNQPSBSZ�QFSTQFDUJWF�
XIJDI�DBO�CF�TFFO�JO�MFBEFSTIJQ�DPNQFUFODZ�NPEFMT�TVDI�BT�UIF�AUSBOTGPSNBUJPOBM�MFBEFS-
TIJQ�CFIBWJPVST��BQQSPBDI�EJTDVTTFE�MBUFS�JO�UIJT�DIBQUFS�

"OPUIFS�DPOUFNQPSBSZ�FYBNQMF�DBO�CF�GPVOE�JO�UIF�XPSL�PG�#SJBO�)PGGNBO�FU�BM��	����
�
XIP�EJTUJOHVJTI�CFUXFFO�AUSBJU�MJLF��BOE�ATUBUF�MJLF��DIBSBDUFSJTUJDT�PG�MFBEFST��5SBJU�MJLF�
DIBSBDUFSJTUJDT�BSF�UIPTF�XIJDI�BSF�UIPVHIU�UP�CF�NBJOMZ�JOIFSJUFE��4UBUF�MJLF�DIBSBDUFSJT-
UJDT�BSF�UIPTF�XIJDI�DBO�CF�MFBSOFE�BOE�EFWFMPQFE��5IF�SFTFBSDIFST�DPNCJOFE�FWJEFODF�
GSPN�����TUVEJFT�UIBU�FYQMPSFE�MJOLT�CFUXFFO�MFBEFST��DIBSBDUFSJTUJDT�BOE�UIFJS�FGGFDUJWFOFTT��
5IFZ�GPVOE����GBDUPST�BTTPDJBUFE�XJUI�MFBEFS�FGGFDUJWFOFTT�JODMVEJOH�TFWFO�USBJU�MJLF�BOE�TJY�
TUBUF�MJLF�DIBSBDUFSJTUJDT�	5BCMF�����
�

Table 18.2: Traits, states, and leader effectiveness

Effective leaders

Trait-like characteristics State-like characteristics

Achievement motivation Interpersonal skills

Energy Oral communication

Dominance Written communication

Honesty/integrity Administrative/management skills

Self-confidence Problem-solving skills

Creativity Decision making

Charisma

*O�UIFPSZ�CFDBVTF�TUBUF�MJLF�DIBSBDUFSJTUJDT�JOWPMWF�CFIBWJPVST�UIFZ�TIPVME�IBWF�B�
HSFBUFS�EJSFDU�JNQBDU�PO�MFBEFS�FGGFDUJWFOFTT�UIBO�USBJU�MJLF�DIBSBDUFSJTUJDT�XIJDI�BGGFDU�QFS-
GPSNBODF�JOEJSFDUMZ��)PXFWFS�UIJT�TUVEZ�GPVOE�UIBU�UIF�FGGFDUT�PG�USBJU�MJLF�BOE�TUBUF�MJLF�
DIBSBDUFSJTUJDT�XFSF�NVDI�UIF�TBNF��"MTP�BMUIPVHI�UIF�MJOLT�CFUXFFO�UIFTF�DIBSBDUFSJTUJDT�
BOE�QFSGPSNBODF�XFSF�QPTJUJWF�UIF�FGGFDUT�XFSF�XFBL��5IJT�NFBOT�UIBU�UIF�EJGGFSFODFT�
CFUXFFO�FGGFDUJWF�BOE�JOFGGFDUJWF�MFBEFST�DBOOPU�CF�FYQMBJOFE�CZ�USBJUT�BOE�TUBUFT�BMPOF��
"�MFBEFS�T�QFSGPSNBODF�JT�BGGFDUFE�CZ�NBOZ�PUIFS�GBDUPST��-VDL�BDDPSEJOH�UP�UIF�/PCFM�
QSJ[FXJOOFS�%BOJFM�,BIOFNBO�	�����Q����
�BMTP�DPOUSJCVUFT�UP�UIF�BQQBSFOU�TVDDFTT�PG�
JOEJWJEVBM�MFBEFST�BOE�UIFJS�PSHBOJ[BUJPOT�

#FDBVTF�MVDL�QMBZT�B�MBSHF�SPMF�UIF�RVBMJUZ�PG�MFBEFSTIJQ�BOE�NBOBHFNFOU�QSBDUJDFT�
DBOOPU�CF�JOGFSSFE�SFMJBCMZ�GSPN�PCTFSWBUJPOT�PG�TVDDFTT��"OE�FWFO�JG�ZPV�IBE�QFSGFDU�
GPSFLOPXMFEHF�UIBU�B�$&0�IBT�B�CSJMMJBOU�WJTJPO�BOE�FYUSBPSEJOBSZ�DPNQFUFODF�ZPV�TUJMM�
XPVME�CF�VOBCMF�UP�QSFEJDU�IPX�UIF�DPNQBOZ�XJMM�QFSGPSN�XJUI�NVDI�CFUUFS�BDDVSBDZ�
UIBO�UIF�GMJQ�PG�B�DPJO�
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,BIOFNBO�	����
�BSHVFT�UIBU�XF�QSFGFS�TJNQMF�NFTTBHFT�PG�TVDDFTT�BOE�GBJMVSF�CBTFE�
PO�B�DMFBS�VOEFSTUBOEJOH�PG�DBVTF�BOE�FGGFDU�BOE�UIBU�XF�PWFSMPPL�UIF�QPXFS�PG�MVDL��5IF�
NFTTBHF�UIBU�FGGFDUJWF�MFBEFST�NVTU�BMM�IBWF�TPNF�USBJUT�BOE�BUUSJCVUFT�JO�DPNNPO�JT�JOEFFE�
DMFBS�BOE�TJNQMF��*O�TQJUF�PG�FWJEFODF�UP�UIF�DPOUSBSZ�UIF�TFBSDI�GPS�UIPTF�LFZ�USBJUT�MPPLT�
MJLFMZ�UP�DPOUJOVF�

Do women have the wrong traits?

Male and female management styles
‘I just walked into my office and asked my staff if any of 
them would rather work for a man. Two of the women 
said, “Yes. If you were a man, you would be easier to 

manipulate”. The men said nothing.’ (Daisy Goodwin, 
television producer, 2011)

'PS�NPTU�PG�UIF�UXFOUJFUI�DFOUVSZ�JU�XBT�XJEFMZ�BTTVNFE�UIBU�MFBEFST�IBE�UP�CF�men��#FJOH�
GFNBMF�XBT�OPU�B�EFTJSBCMF�MFBEFSTIJQ�USBJU��-FBEFSTIJQ�SFTFBSDI�XBT�NPTUMZ�EPOF�CZ�NFO�
XIPTF�TVCKFDUT�XFSF�NFO��8PNFO�XFSF�MBSHFMZ�JHOPSFE�JO�MFBEFSTIJQ�SFTFBSDI�VOUJM�UIF�
����T�BOE�BSF�TUJMM�QPPSMZ�SFQSFTFOUFE�JO�TFOJPS�NBOBHFNFOU�SPMFT��3BDIFM�4VGG�BOE�%JBOBI�
8PSNBO�	����
�SFQPSU�UIBU�XPNFO�BDDPVOU�GPS�POMZ����QFS�DFOU�PG�CPBSE�EJSFDUPST�PG�'54&�
����BOE����QFS�DFOU�PG�'54&�����DPNQBOJFT�	'JOBODJBM�5JNFT�4UPDL�&YDIBOHF�JOEFY�PG�TIBSF�
QSJDFT
��)PXFWFS�JO������XIFO�B�WPMVOUBSZ�UBSHFU�PG����QFS�DFOU�XBT�TFU�JO�UIF�6,�UIPTF�
QSPQPSUJPOT�IBE�CFFO������QFS�DFOU�BOE���QFS�DFOU�SFTQFDUJWFMZ�

5IFSF�IBT�UIFSFGPSF�CFFO�QSPHSFTT�CVU�UIF�QBDF�PG�DIBOHF�IBT�CFFO�GBTUFS�JO�TPNF�DPVO-
USJFT�UIBO�JO�PUIFST��4VTBO�7JOOJDPNCF�FU�BM��	�����Q���
�GPVOE�UIBU�A*O�&VSPQF�JO������
UIF�QFSDFOUBHF�PG�XPNFO�PO�UPQ�CPBSET�WBSJFE�GSPN�����QFSDFOU�JO�1PSUVHBM�UP������QFSDFOU�
JO�/PSXBZ��5IF�6,�XBT�UIF�GJGUI�IJHIFTU�DPVOUSZ�JO�&VSPQF�BOE�UIF�XPSME���5IBU�SFTFBSDI�
GPVOE�UIBU����PG�UIF�DPNQBOJFT�JO�UIF�'54&�����IBE�SFBDIFE�UIF����QFS�DFOU�UBSHFU��%JB-
HFP�BOE�*OUFSDPOUJOFOUBM�)PUFMT�(SPVQ�CPUI�IBE����QFS�DFOU�GFNBMF�SFQSFTFOUBUJPO�PO�UIFJS�
CPBSET��0UIFS�&VSPQFBO�DPVOUSJFT�BSF�BIFBE�PG�UIF�6,�

4FWFO�PG�UIF�UPQ����DPVOUSJFT�GPS�GFNBMF�SFQSFTFOUBUJPO�BNPOH�TFOJPS�FYFDVUJWFT�BSF�JO�
FBTUFSO�&VSPQF�IFBEFE�CZ�XPSME�MFBEFS�3VTTJB�XIFSF�GPVS�PVU�PG�FWFSZ����CVTJOFTT�MFBE-
FST�BSF�XPNFO�BDDPSEJOH�UP�SFTFBSDI�CZ�(SBOU�5IPSOUPO�B�QSPGFTTJPOBM�TFSWJDFT�QSPWJEFS��
5IF�HMPCBM�BWFSBHF�BDDPSEJOH�UP�UIF�GJSN�T�MBUFTU�SFQPSU�PO�XPNFO�JO�CVTJOFTT�JT�GPS�
��ãQFSDFOU�PG�TFOJPS�KPCT�UP�CF�IFME�CZ�XPNFO��*O�FBTUFSO�&VSPQF�UIBU�GJHVSF�JT����QFSDFOU�

1PMBOE�JT�UIF�CFTU�QFSGPSNFS�JO�UIF�&6�XJUI����QFSDFOU�PG�TFOJPS�NBOBHFNFOU�KPCT�
IFME�CZ�XPNFO�GPMMPXFE�CZ�UIF�#BMUJD�TUBUFT�PG�-BUWJB�-JUIVBOJB�BOE�&TUPOJB��5IF�&6�
BWFSBHF�JT����QFSDFOU�XJUI�UIF�6,�PO����QFSDFOU�<BU�UIF�UJNF�PG�XSJUJOH>�BOE�(FSNBOZ�
BU����QFSDFOU�MBHHJOH�CFIJOE��	'PY������Q���


*O������/PSXBZ�QBTTFE�B�MBX�SFRVJSJOH�QVCMJD�DPNQBOJFT�UP�BMMPDBUF����QFS�DFOU�PG�
CPBSE�TFBUT�UP�XPNFO��0UIFS�DPVOUSJFT�IBWF�TJNJMBS�SFHVMBUJPOT��#FMHJVN�'SBODF�*UBMZ�UIF�
/FUIFSMBOET�BOE�4QBJO��5IF�OBUJPOBM�DPOUFYU�JT�JNQPSUBOU��/PSXBZ�IBT�B�USBEJUJPO�PG�VTJOH�
RVPUBT�UP�BDIJFWF�TPDJBM�HPBMT��*O�UIF�6,�JU�JT�BTTVNFE�UIBU�CVTJOFTTFT�BOE�JOEJWJEVBMT�
TIPVME�CF�GSFF�GSPN�HPWFSONFOU�JOUFSGFSFODF�

Diversity benefits, soft and hard
*O�NBOZ�DVMUVSFT�HFOEFS�FRVBMJUZ�JT�TFFO�BT�B�HPBM�XPSUI�QVSTVJOH�JO�JUT�PXO�SJHIU��*U�JT�
QFSIBQT�EJTBQQPJOUJOH�UIFSFGPSF�JG�OPU�TVSQSJTJOH�UIBU�EFCBUF�IBT�GPDVTFE�PO�AUIF�CVTJOFTT�
DBTF��GPS�BQQPJOUJOH�NPSF�XPNFO�UP�CPBSE�QPTJUJPOT��8IBU�BSF�UIF�DPNNFSDJBM�CFOFGJUT �

M18_BUCH2881_09_SE_C18.indd   604 07/27/16   10:05 AM



 Do women have the wrong traits? 605

3FTFBSDI�TIPXT�UIBU�UIFSF�BSF�RVBMJUBUJWF�BOE�GJOBODJBM�PVUDPNFT��4VGG�BOE�8PSNBO�	����
�
TVSWFZFE�����IVNBO�SFTPVSDF�QSPGFTTJPOBMT�XIP�JEFOUJGJFE�UIF�GPMMPXJOH�CFOFGJUT�PG�IBWJOH�
NPSF�XPNFO�PO�CPBSET�PG�EJSFDUPST�

r� CSJOH�EJGGFSFOU�QFSTQFDUJWFT�UP�EFDJTJPO�NBLJOH�

r� SFGMFDU�UIF�XJEFS�EJWFSTJUZ�PG�TPDJFUZ�BU�MBSHF�

r� TFSWF�BT�QPTJUJWF�SPMF�NPEFMT�

r� BSF�NPSF�JOOPWBUJWF�BOE�DSFBUJWF�

r� QSPNPUF�UIF�PSHBOJ[BUJPO�T�SFQVUBUJPO�

r� JNQSPWF�CVTJOFTT�QFSGPSNBODF�

.PTU�DPNNFOUBUPST�BHSFF�UIBU�CSJOHJOH�EJGGFSFOU�QFSTQFDUJWFT�JT�CFOFGJDJBM��#VU�IBWJOH�
KVTU�POF�PS�UXP�XPNFO�PO�B�DPNQBOZ�CPBSE�NBLFT�MJUUMF�EJGGFSFODF��8IFO�UIFSF�BSF�UISFF�
PS�NPSF�UIFZ�BSF�MFTT�MJLFMZ�UP�CF�JHOPSFE��"OJUB�8PPMMFZ�BOE�5IPNBT�.BMPOF�	����
�TUVE-
JFE�UIF�DPMMFDUJWF�JOUFMMJHFODF�PG�UFBNT��4VCKFDUT�XFSF�HJWFO�*2�UFTUT�BOE�UIFO�BMMPDBUFE�
SBOEPNMZ�UP�QSPCMFN�TPMWJOH�UFBNT��UIF�UFBNT�XFSF�HJWFO�DPMMFDUJWF�JOUFMMJHFODF�TDPSFT�
CBTFE�PO�UIFJS�UFBN�QFSGPSNBODF��5IF�SFTFBSDIFST�GPVOE�UIBU�DPMMFDUJWF�JOUFMMJHFODF�XBT�OPU�
SFMBUFE�UP�UIF�JOUFMMJHFODF�PG�UIF�JOEJWJEVBM�NFNCFST��)PXFWFS�DPMMFDUJWF�JOUFMMJHFODF�XBT�
IJHIFS�JO�UFBNT�UIBU�IBE�NPSF�XPNFO�NFNCFST��8IZ �)BWJOH�TNBSU�JOEJWJEVBMT�JT�JNQPS-
UBOU�CVU�TPDJBM�TFOTJUJWJUZ�m�B�DBQBCJMJUZ�XIJDI�XPNFO�TFFN�UP�EJTQMBZ�NPSF�TUSPOHMZ�UIBO�
NFO�m�BMTP�DPOUSJCVUFT�UP�UFBN�QFSGPSNBODF�

*O�UIFPSZ�ZFT�UIF����TNBSUFTU�QFPQMF�DPVME�NBLF�UIF�TNBSUFTU�HSPVQ�CVU�JU�XPVMEO�U�
KVTU�CF�CFDBVTF�UIFZ�XFSF�UIF�NPTU�JOUFMMJHFOU�JOEJWJEVBMT��8IBU�EP�ZPV�IFBS�BCPVU�HSFBU�
HSPVQT �/PU�UIBU�UIF�NFNCFST�BSF�BMM�SFBMMZ�TNBSU�CVU�UIBU�UIFZ�MJTUFO�UP�FBDI�PUIFS��5IFZ�
TIBSF�DSJUJDJTN�DPOTUSVDUJWFMZ��5IFZ�IBWF�PQFO�NJOET��5IFZ�SF�OPU�BVUPDSBUJD��"OE�JO�PVS�
TUVEZ�XF�TBX�QSFUUZ�DMFBSMZ�UIBU�HSPVQT�UIBU�IBE�TNBSU�QFPQMF�EPNJOBUJOH�UIF�DPOWFSTB-
UJPO�XFSF�OPU�WFSZ�JOUFMMJHFOU�HSPVQT��	8PPMMFZ�BOE�.BMPOF������Q���


Diversity in the Gulf
In 2015, women held less than 1 per cent of board 
and executive positions in private and public organi-
zations among the Gulf Cooperation Council (GCC) 
states of Bahrain, Kuwait, Oman, Qatar, Saudi Arabia 
and the United Arab Emirates. Over the past decade, a 
small number of women have been appointed to sen-
ior roles, but most are the only women near the top of 
their organizations. Women face the same barriers to 
promotion in the GCC as in other countries, but there 
are additional challenges, including cultural norms, tradi-
tions, biases and expectations. Women and men do not 
socialize outside professional contexts. This means that 
women cannot attend informal social gatherings where 
men exchange information and develop their networks. 
In Saudi Arabia, employers provide separate working 
areas for women, and sometimes separate entrances 
and lifts.

Tari Ellis et al. (2015) surveyed 550 male and female 
middle and senior managers in the GCC and interviewed 
50 women in leadership roles. Two-thirds of all those 
surveyed said that the subject of women in leadership 

was part of their organization’s strategic agenda. In the 
United Arab Emirates, 85 per cent said that this was 
on their agenda, but that proportion was less than half 
in Saudi Arabia. Women were more optimistic about 
change; 74 per cent said that women in leadership would 
become increasingly important, but only 51 per cent of 
the men agreed with that.

About 60 per cent of survey respondents said that 
women in leadership roles were a key driver of organi-
zational effectiveness; 80 per cent of female respondents 
agreed with this, but only 53 per cent of the men. One 
of the benefits of gender diversity concerns the more bal-
anced mix of leadership strengths. Women in the GCC 
scored more highly than men in the survey on four criti-
cal leadership behaviours: efficient communication, peo-
ple development, inspiration, and participative decision 
 making. The survey also revealed that:

In the GCC the presence of women leaders prompts 
a greater sense of formality in company meetings – 
most likely because there are fewer occasions for 
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4FWFSBM�TUVEJFT�TVHHFTU�UIBU�HFOEFS�EJWFSTJUZ�PO�DPNQBOZ�CPBSET�JNQSPWFT�GJOBODJBM�
�QFSGPSNBODF��"O�BOBMZTJT�CZ�UIF�GBDJMJUJFT�NBOBHFNFOU�DPNQBOZ�4PEFYP�GPVOE�UIBU�DPN-
QBOJFT�XIPTF�CPBSET�BSF�BU�MFBTU�POF�UIJSE�XPNFO�QFSGPSN�CFUUFS�UIBO�SJWBMT�HFOFSBUJOH�
���QFS�DFOU�IJHIFS�SFUVSOT�GPS�TIBSFIPMEFST�BOE����QFS�DFOU�CFUUFS�QSPGJU�NBSHJOT�	$PPQFS�
����
��3FHJOB�3FJOFSU�FU�BM��	����
�TUVEJFE�UIF�SFMBUJPOTIJQ�CFUXFFO�UIF�QSPQPSUJPO�PG�
XPNFO�JO�TFOJPS�SPMFT�JO�����-VYFNCPVSH�CBOLT�BOE�UIF�CBOLT��QFSGPSNBODF�GSPN������
UP�������"����QFS�DFOU�JODSFBTF�JO�UIF�OVNCFST�PG�XPNFO�JO�UPQ�SPMFT�JNQSPWFE�B�CBOL�T�
GVUVSF�SFUVSO�PO�FRVJUZ�CZ�PWFS���QFS�DFOU�B�ZFBS��5IJT�FGGFDU�EPVCMFE�EVSJOH�UIF�HMPCBM�
GJOBODJBM�DSJTJT�PG������UP������DPNQBSFE�XJUI�TUBCMF�NBSLFU�DPOEJUJPOT�AXIJDI�JOEJDBUFT�
UIBU�HFOEFS�EJWFSTJUZ�TFFNT�UP�CF�PG�QBSUJDVMBS�WBMVF�EVSJOH�QFSJPET�PG�FDPOPNJD�EPXOUVSO��
	3FJOFSU�FU�BM�������Q���
��*O�UIF�NPTU�TVDDFTTGVM�CBOLT�XPNFO�T�TIBSF�PG�UPQ�NBOBHF-
NFOU�QPTJUJPOT�XBT�CFUXFFO����BOE����QFSDFOU�

5IPNBT�#BSUB�FU�BM��	����
�TUVEJFE�UIF�FYFDVUJWF�CPBSE�DPNQPTJUJPO�BOE�SFUVSOT�PO�
FRVJUZ�PG�����QVCMJD�DPNQBOJFT�JO�'SBODF�(FSNBOZ�UIF�6OJUFE�,JOHEPN�BOE�UIF�6OJUFE�
4UBUFT�GSPN������UP�������(FOEFS�BOE�DVMUVSBM�EJWFSTJUZ�XFSF�NFBTVSFE�CZ�UIF�OVNCFST�PG�
XPNFO�BOE�GPSFJHO�OBUJPOBMT�PO�FBDI�CPBSE��5IF�DPNQBOJFT�SBOLFE�JO�UIF�UPQ����QFS�DFOU�
GPS�EJWFSTJUZ�IBE�SFUVSOT�PO�JOWFTUNFOU�PWFS����QFS�DFOU�IJHIFS�PO�BWFSBHF�UIBO�UIPTF�JO�
UIF�CPUUPN����QFS�DFOU��"OPUIFS�TUVEZ�GPDVTJOH�PO�TFOJPS�XPNFO�QSPEVDFE�TJNJMBS�SFTVMUT��
*U�JT�QPTTJCMF�UIBU�DPNQBOJFT�UIBU�BSF�QFSGPSNJOH�XFMM�IBWF�NPSF�GSFFEPN�UP�EFWFMPQ�EJWFS-
TJUZ�QSPHSBNNFT��5IF�SFTFBSDIFST�BSHVF�IPXFWFS�UIBU�PSHBOJ[BUJPOT�XJUI�NPSF�EJWFSTF�UPQ�
UFBNT�IBWF�B�CSPBEFS�TUSBUFHJD�QFSTQFDUJWF�BOE�UIBU�UIFZ�should�QFSGPSN�CFUUFS�

mixed-gender interactions there than in other regions 
and participants behave more formally when they do 
occur. Interestingly, the majority of leaders we talked 
to – men and women alike – felt that the added for-
mality led to more task-focused and efficient discus-
sions. (Ellis et al., 2015, p.5)

Interviewees also emphasized the benefits of involving 
more women in the development of products and ser-
vices for which women were the main customers. One 
GCC executive said: ‘We need to make women in leader-
ship sound uneventful and normal’; it seems that this is 
starting to happen, slowly.

Tom Peters on women in management
Asked about making organizational change happen, the 
American management consultant Tom Peters said that, 
after his presentations on the subject, many managers 
would tell him that they enjoyed his speech, but that they 
could not implement his ideas because their boss would 
not let them:

Now one answer to that is to put more women in 
management. They know how to do a work-around. 
Men don’t know how to do work-arounds, because 

the only thing we understand is hierarchy. That’s 
an exaggeration, of course, but then the neuro-
scientists tell us it’s not that big an exaggeration. 
The male response is, ‘I can’t do anything about it 
’cause my boss is really against it’. And the female 
response, by and large, would be, ‘Well, I know Jane 
who knows Bob who knows Dick, and we can get 
this thing done’. They do it circuitously. (Heywood 
et al., 2014, p.8)

Barriers and solutions
5IFSF�BSF�PCWJPVT�SFBTPOT�GPS�UIF�TNBMM�OVNCFST�PG�XPNFO�JO�MFBEFSTIJQ�SPMFT�BOE�UIFSF�
BSF�NPSF�TVCUMF�FYQMBOBUJPOT��%JTDSJNJOBUJPO�CZ�NBMF�DPMMFBHVFT�BOE�GBNJMZ�SFTQPOTJCJMJUJFT�
BSF�UIF�USBEJUJPOBM�SFBTPOT��3FTFBSDI�CZ�UIF�$IBSUFSFE�*OTUJUVUF�GPS�1FSTPOOFM�BOE�%FWFMPQ-
NFOU�	����
�CBTFE�PO�UIF�WJFXT�PG������XPSLJOH�XPNFO�JEFOUJGJFE�UISFF�PUIFS�GBDUPST�

r� Self-confidence��8PNFO�PGUFO�MBDL�UIF�DPOGJEFODF�UP�TFFL�QSPNPUJPO�BSHVF�GPS�B�QBZ�
SJTF�PS�BTL�GPS�EFWFMPQNFOU�PQQPSUVOJUJFT�
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r� Working the room��.BOZ�XPNFO�TBZ�UIBU�UIFZ�MBDL�OFUXPSLJOH�TLJMMT�XIJDI�MJNJUT�UIFJS�
BCJMJUZ�UP�HFU�IFMQ�GSPN�BQQSPQSJBUF�BEWJTFST�BOE�NFOUPST�

r� Embracing individuality��1SFTTVSF�UP�ABDU�MJLF�NFO��BOE�UP�DPOGPSN�UP�UIF�ABMQIB�GFNBMF��
TUFSFPUZQF�IPMET�NBOZ�XPNFO�CBDL�

5IF�*OTUJUVUF�BSHVFT�UIBU�A0SHBOJ[BUJPOT�OFFE�UP�GPTUFS�BO�FOWJSPONFOU�JO�XIJDI�XPNFO�
EPO�U�GFFM�UIF�QSFTTVSF�UP�BDU�MJLF�NFO�m�PS�JO�BOZ�PUIFS�DPOUSJWFE�XBZ�m�JO�PSEFS�UP�TVDDFFE��
*O�GBDU�PVS�DPOUSJCVUPST�FNQIBTJ[FE�UIBU�XPNFO�IBWF�VOJRVF�BOE�OBUVSBM�BEWBOUBHFT�JO�
MFBEFSTIJQ�UIBU�OFFE�UP�CF�DFMFCSBUFE��	$*1%������Q��
�

5IFSF�JT�FWJEFODF�UIBU�XPNFO�BOE�NFO�EJTBHSFF�PO�UIF�OBUVSF�PG�UIF�QSPCMFN��#PSJT�
(SPZTCFSH�BOE�%FCPSBI�#FMM�	����
�SFQPSU�UIF�SFTVMUT�PG�B�TVSWFZ�PG�����XPNFO�BOE�
���ãNFO�NPTU�PG�XIPN�XFSF�64�DPNQBOZ�EJSFDUPST��5IF�BJN�XBT�UP�EFWFMPQ�VOEFSTUBOEJOH�
PG�UIF�EJGGFSFODFT�CFUXFFO�NFO�T�BOE�XPNFO�T�FYQFSJFODFT�BT�EJSFDUPST��"MUIPVHI�HFOEFS�
EJWFSTJUZ�JT�HFOFSBMMZ�XFMDPNFE�UIF�SFTFBSDIFST�GPVOE�UIBU�NBOZ�CPBSET�EJE�OPU�LOPX�IPX�
UP�UBLF�BEWBOUBHF�PG�UIJT��5IF�TVSWFZ�BTLFE�JG�XPNFO�CSPVHIU�TQFDJBM�BUUSJCVUFT�UP�UIFJS�
SPMF����ãQFSãDFOU�PG�GFNBMF�EJSFDUPST�TBJE�UIBU�UIFZ�EJE�CVU�POMZ����QFS�DFOU�PG�UIF�NBMFT�
BHSFFE��5IF�TVSWFZ�BMTP�BTLFE�JG�GFNBMF�EJSFDUPST�GBDFE�HFOEFS�SFMBUFE�QSPCMFNT�����QFS�DFOU�
PG�GFNBMF�EJSFDUPST�BHSFFE�CVU����QFS�DFOU�PG�UIF�NBMFT�TBJE�OP��5IF�QSPCMFNT�UIBU�XPNFO�
TBJE�UIFZ�GBDFE�XFSF�EJGGFSFOU�GSPN�UIF�QSPCMFNT�UIBU�NFO�TBJE�XPNFO�GBDFE�	5BCMF�����
�

Table 18.3: The different perceptions of women and men

Problems that women say they face Problems that men say women face

Not being heard and listened to Limited access to and acceptance on boards 
due to weaker networks and the old boys’ club

Not accepted as an equal or part of the ‘in’ group Lack of experience and industry knowledge

Establishing credibility Bias and prejudice

Stereotyped expectations of women’s behaviour Having to work harder to prove themselves

5IF�NBJO�DPODFSOT�GPS�GFNBMF�EJSFDUPST�XFSF�OPU�CFJOH�IFBSE�BOE�OPU�CFJOH�USFBUFE�BT�
FRVBMT��NFO�IPXFWFS�EJE�OPU�SFDPHOJ[F�UIBU�UIFJS�GFNBMF�DPMMFBHVFT�GBDFE�UIFTF�QSPCMFNT��
5IFTF�TIBSQMZ�EJGGFSFOU�QFSDFQUJPOT�BOE�FYQFSJFODFT�JOUFSGFSF�XJUI�SFMBUJPOTIJQT�BOE�XJUI�
CPBSE�GVODUJPOJOH��5P�JNQSPWF�UIFJS�FGGFDUJWFOFTT�CPBSET�UIVT�OFFE�UP�CFDPNF�NPSF�JODMV-
TJWF�BT�XFMM�BT�NPSF�EJWFSTF�

Table 18.4: The gender diversity ecosystem

Top management commitment Chief executive’s priority
Targets for women’s representation in senior positions
Company culture with consistent gender diversity goals

Women’s development programmes Networking events
Mentors and external coaches
Leadership skills development

Collective enablers (human resource 
policies and infrastructure)

Control of gender bias in recruitment, appraisal, 
promotion
Flexible working patterns encouraged not penalized
Facilitate remote working
Action to increase number of women applicants
Processes to retain top performing women
Meetings scheduled only during business hours
Childcare facilities, in house or external
Job search programmes for partners and spouses
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5IF�QSPCMFNT�EP�OPU�MJF�FYDMVTJWFMZ�XJUI�XPNFO�T�DBQBCJMJUJFT�BOE�QFSDFQUJPOT��3FTFBSDI�
CZ�.D,JOTFZ�B�DPOTVMUJOH�GJSN�DPODMVEFT�UIBU�DVMUVSBM�BOE�TPDJPFDPOPNJD�GBDUPST�BMTP�EJT-
DPVSBHF�HFOEFS�EJWFSTJUZ�	%FWJMMBSE�FU�BM������
��4PDJBM�TVQQPSU�TZTUFNT�TVDI�BT�DIJMEDBSF�
GBDJMJUJFT�BOE�QBSFOUBM�MFBWF�JOGMVFODF�EJWFSTJUZ��.BOZ�XPNFO�XJUI�JOJUJBMMZ�IJHI�BNCJUJPOT�
UVSO�EPXO�QSPNPUJPO�CFDBVTF�PG�GBNJMZ�BOE�PUIFS�DPNNJUNFOUT��5IF�SFTFBSDIFST�BSHVF�UIBU�
PSHBOJ[BUJPOT�OFFE�UP�EFWFMPQ�B�AHFOEFS�EJWFSTJUZ�FDPTZTUFN��DPNCJOJOH�TFOJPS�NBOBHF-
NFOU�DPNNJUNFOU�EFWFMPQNFOU�QSPHSBNNFT�BOE�ADPMMFDUJWF�FOBCMFST��TVDI�BT�TVQQPSUJWF�
IVNBO�SFTPVSDF�QPMJDJFT�	5BCMF�����
�

Glass slope, glass ceiling, glass cliff

Source: previously appeared in Why Women Mean Business, Wiley (Wittenberg-Cox, A. and 
Maitland, A., 2009) © Roger Beale

5IJT�EJTDVTTJPO�FYQMBJOT�XIBU�JT�OPX�DBMMFE�UIF�AHMBTT�DFJMJOH��DSFBUFE�CZ�NBMF�EPNJOBUFE�
CPBSET�XIJDI�TUPQT�XPNFO�SFBDIJOH�TFOJPS�SPMFT��4VGG�BOE�8PSNBO�	����
�OPUF�UIBU�
XPNFO�BMTP�IBWF�B�AHMBTT�TMPQF��UP�DMJNC�CFGPSF�SFBDIJOH�UIBU�DFJMJOH�XIJMF�NFO�BSF�IFMQFE�
CZ�B�AHMBTT�FTDBMBUPS��XIJDI�DBSSJFT�UIFN�UP�UIF�UPQ��.JDIFMMF�3ZBO�BOE�"MFYBOEFS�)BTMBN�
	���������
�BSHVF�UIBU�XPNFO�QSPNPUFE�UP�TFOJPS�SPMFT�GBDF�BOPUIFS�TFU�PG�QSPCMFNT��5IFJS�
SFTFBSDI�GPVOE�UIBU�DPNQBOJFT�BSF�NPSF�MJLFMZ�UP�DIBOHF�UIF�DPNQPTJUJPO�PG�UIFJS�CPBSET�
PG�EJSFDUPST�XIFO�QFSGPSNBODF�ESPQT�UIBO�XIFO�JU�JT�JNQSPWJOH��3ZBO�BOE�)BTMBN�TVH-
HFTU�UIBU�QPPS�DPNQBOZ�QFSGPSNBODF�DBO�USJHHFS�UIF�BQQPJOUNFOU�PG�XPNFO�UP�UIF�CPBSE�
CFDBVTF�EJWFSTJUZ�MFBET�UP�IJHIFS�QFSGPSNBODF��5IFZ�BMTP�PCTFSWF�UIBU�UIJT�NFBOT�QSPNPU-
JOH�XPNFO�JOUP�QPTJUJPOT�UIBU�DBSSZ�B�IJHI�SJTL�PG�GBJMVSF��"T�XPNFO�BSF�B�NJOPSJUZ�BNPOH�
TFOJPS�NBOBHFST�UIFZ�BSF�NPSF�WJTJCMF�BOE�UIFJS�QFSGPSNBODF�UFOET�UP�CF�TDSVUJOJ[FE�NPSF�
DMPTFMZ��5IF�SFTFBSDIFST�DPODMVEF�UIBU�XPNFO�XFSF�CFJOH�ATFU�VQ�UP�GBJM��CFJOH�QMBDFE�PO�
B�AHMBTT�DMJGG��JO�EJGGJDVMU�PSHBOJ[BUJPOBM�DPOEJUJPOT�XIJDI�NBEF�UIFJS�QPTJUJPOT�QSFDBSJPVT��
8PNFO�NBZ�UIFO�GJOE�UIBU�UIFZ�BSF�IFME�SFTQPOTJCMF�GPS�QPPS�QFSGPSNBODF�DBVTFE�CZ�GBD-
UPST�UIBU�XFSF�JO�QMBDF�CFGPSF�UIFZ�XFSF�QSPNPUFE��8PNFO�NBZ�CF�VOEFSSFQSFTFOUFE�JO�
TFOJPS�NBOBHFNFOU�SBOLT�CVU�UIFZ�NBZ�CF�PWFSSFQSFTFOUFE�JO�WVMOFSBCMF�TFOJPS�QPTJUJPOT�

8PNFO�XIP�DMJNC�UIF�HMBTT�TMPQF�BOE�DSBDL�UIF�HMBTT�DFJMJOH�NBZ�UIVT�GJOE�UIFNTFMWFT�
PO�B�HMBTT�DMJGG��5IF�USBEJUJPOBM�BDSPOZN�5.5.�	UIJOL�NBOBHFNFOU�UIJOL�NBMF
�NBZ�IBWF�
CFFO�SFQMBDFE�CZ�5$5'�	UIJOL�DSJTJT�UIJOL�GFNBMF
��"�OVNCFS�PG�GBDUPST�NBZ�DPOUSJCVUF�UP�
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UIF�BQQPJOUNFOU�PG�GFNBMF�FYFDVUJWFT�JO�UJNFT�PG�USPVCMF��B�EFTJSF�UP�QSPUFDU�NBMF�NBOBHFST�
QFSIBQT�PS�UP�DIBOHF�UIF�TUBUVT�RVP��*U�NBZ�BMTP�CF�UIF�DBTF�UIBU�UIF�SJTLZ�SPMFT�BSF�UIF�POMZ�
POFT�BWBJMBCMF�UP�XPNFO�XIP�BSF�NPSF�MJLFMZ�UP�BDDFQU�UIF�DIBMMFOHF�XIFO�PGGFSFE�EVF�UP�
UIF�CBSSJFST�UP�QSPNPUJPO�UIBU�UIFZ�GBDF�FMTFXIFSF�

&WJEFODF�DPOUJOVFT�UP�TVQQPSU�UIF�DPODFQU�PG�UIF�HMBTT�DMJGG��.BSL�.VMDBIZ�BOE�$BSPM�
-JOFIBO�	����
�BOBMZTFE�����6,�DPNQBOJFT�UIBU�IBE�SFQPSUFE�B�MPTT�JO�UIF�QFSJPE������UP�
�����BGUFS�UXP�DPOTFDVUJWF�ZFBST�PG�SFQPSUFE�QSPGJUT��5IFTF�DPNQBOJFT�XFSF�NBUDIFE�XJUI�
UIPTF�UIBU�IBE�OPU�NBEF�MPTTFT��5IF�TUVEZ�GPVOE�UIBU�XIFSF�SFQPSUFE�MPTTFT�XFSF�TFWFSF�
UIF�HFOEFS�DPNQPTJUJPO�PG�DPNQBOZ�CPBSET�XBT�NPSF�MJLFMZ�UP�GBWPVS�XPNFO�UIBO�XIFSF�
MPTTFT�XFSF�TNBMM��A5IF�DSVDJBM�QPJOU�JT�UIBU�JODSFBTFE�GFNBMF�SFQSFTFOUBUJPO�JT�TJHOJGJDBOUMZ�
NPSF�MJLFMZ�UP�PDDVS�JO�QSFDBSJPVT�TJUVBUJPOT�QBSUJDVMBSMZ�JO�TFWFSF�iCJH�MPTTu�TDFOBSJPT�BT�
XF�IBWF�EFNPOTUSBUFE�IFSF��	.VMDBIZ�BOE�-JOFIBO������Q����
�

"T�XF�IBWF�TFFO�UIF�FWJEFODF�TIPXT�UIBU�GFNBMF�SFQSFTFOUBUJPO�PO�6,�DPNQBOZ�CPBSET�
IBT�CFFO�JODSFBTJOH�	7JOOJDPNCF�FU�BM������
��)PXFWFS�.VMDBIZ�BOE�-JOFIBO�	����
�DPO-
TJEFS�XIFUIFS�BT�UIF�HMPCBM�GJOBODJBM�DSJTJT�SFDFEFT�GFXFS�XPNFO�XJMM�CF�BQQPJOUFE�UP�
CPBSE�QPTJUJPOT�JO�GVUVSF�

Bad but bold or wonderful but weak
In management roles, men are traditionally seen as ‘bad 
but bold’, and women are seen as ‘wonderful but weak’. 
# series of studies by ,essica -ennedy and .aura -ray 
(2014) has produced support for these stereotypes, by 
exploring how men and women respond to ethical dilem-
mas at work.

well-being of others. For example, would you use a cheap 
product that was known to cause lethal allergic reac-
tions in some people, so that you could meet financial 
targets and win a performance bonus? Would you allo-
cate a talented subordinate to a minor project and pub-
licize their mistakes in order to damage their reputation? 
Participants in this study were asked to rate how morally 
outraged (or not) they were by these actions, and to indi-
cate whether or not they thought such behaviours made 
business sense. Women reported more moral outrage at 
these ethical violations, in which they perceived less busi-
ness sense than did men.

In a second study, 94 male and 84 female students 
read descriptions of three jobs, each involving an ethical 
issue. As a consultant, would you give honest advice to 
a client, or collect the fee? Would you invest in a com-
pany that used unethical business practices to generate 
profits? Some of these jobs were set in ‘low ethical com-
promise’ companies, where employees were expected to 
conform to ethical standards. Other jobs were in ‘high 
ethical compromise’ settings, in which the company 
norms emphasized profits. Once again, men were not 
affected by these ethical dilemmas, and women reported 
less interest in jobs that involved making ethical com-
promises. Finally, 54 male and 52 female students were 
given a word association test. This showed that women 
made stronger implicit links between business and immo-
rality than did men.

This suggests that women are more reluctant than 
men to pursue business careers because they are less will-
ing to behave in ways that compromise ethical values. 

In their first study, 38 men and 65 women read 14 
short stories involving ethical compromises, choos-
ing between money and status, or honesty and the 

➔
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Style-counselling
5IF�MPX�OVNCFST�PG�XPNFO�JO�TFOJPS�MFBEFSTIJQ�SPMFT�UIVT�IBT�MJUUMF�PS�OPUIJOH�UP�EP�XJUI�
AGFNBMF��USBJUT�BOE�BUUSJCVUFT��(PJOH�CBDL�UP�UIF�����T�QSPCMFNT�XJUI�UIF�USBJUT�BQQSPBDI�
NFBOU�UIBU�UIF�SFTFBSDI�GPDVT�TXJUDIFE�UP�MFBEFSTIJQ�NBOBHFNFOU�BOE�TVQFSWJTPSZ�TUZMF��
*OTUFBE�PG�TFMFDUJOH�MFBEFST�PO�UIF�CBTJT�PG�QFSTPOBMJUZ�USBJUT�XIZ�OPU�USBJO�BOE�EFWFMPQ�
MFBEFST�UP�VTF�BQQSPQSJBUF�CFIBWJPVS�QBUUFSOT �5IJT�SFTFBSDI�USBEJUJPO�BSHVFT�UIBU�B�DPO-
TJEFSBUF�QBSUJDJQBUJWF�EFNPDSBUJD�BOE�JOWPMWJOH�MFBEFSTIJQ�TUZMF�JT�NPSF�FGGFDUJWF�UIBO�BO�
JNQFSTPOBM�BVUPDSBUJD�BOE�EJSFDUJWF�TUZMF�

5XP�QSPKFDUT�LOPXO�SFTQFDUJWFMZ�BT�UIF�.JDIJHBO�BOE�0IJP�TUVEJFT�VOEFSQJOOFE�UIF�
JOWFTUJHBUJPO�PG�NBOBHFNFOU�TUZMF��#BTFE�NBJOMZ�PO�B�TUVEZ�PG�GPSFNFO�BU�UIF�*OUFSOBUJPOBM�
)BSWFTUFS�$PNQBOZ�UIF�XPSL�PG�UIF�4VSWFZ�3FTFBSDI�$FOUFS�JO�.JDIJHBO�JO�UIF�����T�BOE�
FBSMZ�����T�	,BU[�FU�BM������
�JEFOUJGJFE�UXP�EJNFOTJPOT�PG�MFBEFSTIJQ�CFIBWJPVS�

���employee-centred behaviour��GPDVTJOH�PO�SFMBUJPOTIJQT�BOE�FNQMPZFF�OFFET�

��� job-centred behaviour��GPDVTJOH�PO�HFUUJOH�UIF�KPC�EPOF�

5IJT�XPSL�SBO�DPODVSSFOUMZ�XJUI� UIF� JOGMVFOUJBM�TUVEJFT�PG�&EXJO�'MFJTINBO�BOE�
3BMQI�4UPHEJMM�BU�UIF�#VSFBV�PG�#VTJOFTT�3FTFBSDI�BU�0IJP�4UBUF�6OJWFSTJUZ�	'MFJTINBO�
����B�����C��'MFJTINBO�BOE�)BSSJT�������4UPHEJMM�������4UPHEJMM�BOE�$PPOT�����
��5IF�
0IJP�SFTVMUT�BMTP�JEFOUJGJFE�UXP�DBUFHPSJFT�PG�MFBEFSTIJQ�CFIBWJPVS�XIJDI�UIFZ�UFSNFE�
�consideration�BOE�initiating structure��5IF�DPOTJEFSBUF�MFBEFS�JT�SFMBUJPOTIJQT��BOE�OFFET�
PSJFOUFE��5IF�MFBEFS�XIP�TUSVDUVSFT�XPSL�GPS�TVCPSEJOBUFT�JT�UBTL��PS�KPC�DFOUSFE�

5IF�DPOTJEFSBUF�MFBEFS�JT�JOUFSFTUFE�JO�BOE�MJTUFOT�UP�TVCPSEJOBUFT�BMMPXT�QBSUJDJQBUJPO�
JO�EFDJTJPO�NBLJOH�JT�GSJFOEMZ�BOE�BQQSPBDIBCMF�BOE�TVQQPSUT�TVCPSEJOBUFT�XJUI�QFS-
TPOBM�QSPCMFNT��5IF�MFBEFS�T�CFIBWJPVS�JOEJDBUFT�USVTU�SFTQFDU�XBSNUI�BOE�SBQQPSU��5IJT�
FOIBODFT�TVCPSEJOBUFT��GFFMJOHT�PG�TFMG�FTUFFN�BOE�FODPVSBHFT�UIF�EFWFMPQNFOU�PG�DPN-
NVOJDBUJPOT�BOE�SFMBUJPOTIJQT�JO�B�XPSL�HSPVQ��5IF�SFTFBSDIFST�GJSTU�DBMMFE�UIJT�EJNFOTJPO�
ATPDJBM�TFOTJUJWJUZ��

5IF�MFBEFS�XIP�JOJUJBUFT�TUSVDUVSF�EFDJEFT�IPX�UIJOHT�BSF�HPJOH�UP�HFU�EPOF�TUSVD-
UVSFT�UBTLT�BOE�BTTJHOT�XPSL�NBLFT�FYQFDUBUJPOT�DMFBS�FNQIBTJ[FT�EFBEMJOFT�BOE�
FYQFDUT�TVCPSEJOBUFT�UP�GPMMPX�JOTUSVDUJPOT��5IF�MFBEFS�T�CFIBWJPVS�TUSFTTFT�QSPEVDUJPO�
BOE�UIF�BDIJFWFNFOU�PG�HPBMT��5IJT�JT�UIF�LJOE�PG�FNQIBTJT�UIBU�UIF�TDJFOUJGJD�NBO-
BHFNFOU�TDIPPM�	$IBQUFS���
�FODPVSBHFE�CVU�UBTL�PSJFOUBUJPO�JO�UIJT�QFSTQFDUJWF�IBT�
B�QPTJUJWF�NPUJWBUJOH�BTQFDU��5IF�SFTFBSDIFST�GJSTU�DBMMFE�UIJT�MFBEFSTIJQ�EJNFOTJPO�
�AQSPEVDUJPO�FNQIBTJT��

This conclusion, however, could have other beneficial 
outcomes:

Retaining more women may have positive ethical 
consequences for business organizations. As women 
occupy positions with authority, they may improve the 
ethical standards of the organizations in which they 
work, if they can maintain these standards on the way 
up the hierarchy. (Kennedy and Kray, 2014, p.58)

Other research suggests that improving ethical  standards 
can also improve financial results. Fred Kiel (2015) reports 
a study in which over 8,000 employees rated 100 chief 
executives on four character traits: integrity, responsibility, 
forgiveness and compassion. The average return on assets 
(ROA) of organizations whose leaders had the highest rat-
ings was five times that of those with the lowest ratings – 
9.35 per cent ROA, compared with 1.93 per cent.

Stop and think

What other steps might women take in order to strengthen their organizational 
positions and achieve promotion to more senior managerial positions?

Consideration 
a pattern oH NeaFership 
behaviour that 
demonstrates sensitivity 
to relationships and 
to the social needs of 
employees.

initiating structure 
a pattern of 
leadership behaviour 
that emphasizes 
performance of the 
work in hand and the 
achievement of product 
and service goals.
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 Style-counselling 611

$POTJEFSBUJPO�BOE�TUSVDUVSF�BSF�JOEFQFOEFOU�CFIBWJPVS�QBUUFSOT��"�MFBEFS�DBO�FNQIB-
TJ[F�POF�PS�CPUI��+PC�TBUJTGBDUJPO�JT�MJLFMZ�UP�CF�IJHIFS�BOE�HSJFWBODFT�BOE�TUBGG�UVSOPWFS�
MPXFS�XIFO�UIF�MFBEFS�FNQIBTJ[FT�DPOTJEFSBUJPO��5BTL�QFSGPSNBODF�PO�UIF�PUIFS�IBOE�
JT�MJLFMZ�UP�CF�IJHIFS�XIFO�UIF�MFBEFS�FNQIBTJ[FT�UIF�JOJUJBUJPO�PG�TUSVDUVSF��*ODPOTJEFSBUF�
MFBEFST�UZQJDBMMZ�IBWF�TVCPSEJOBUFT�XIP�DPNQMBJO�BOE�XIP�BSF�NPSF�MJLFMZ�UP�MFBWF�UIF�
PSHBOJ[BUJPO�CVU�DBO�IBWF�DPNQBSBUJWFMZ�QSPEVDUJWF�XPSL�HSPVQT�JG�UIFZ�BSF�IJHI�PO�JOJUJ-
BUJOH�TUSVDUVSF��5IJT�UIFPSZ�JT�TVNNBSJ[FE�JO�'JHVSF������

5IF�XPSL�PG�BOPUIFS�.JDIJHBO�SFTFBSDIFS�3FOTJT�-JLFSU�	����
�SFJOGPSDFE�UIF�CFOFGJUT�PG�
DPOTJEFSBUF�QFSGPSNBODF�PSJFOUFE�MFBEFSTIJQ��'SPN�JOUFSWJFXT�XJUI�TVQFSWJTPST�BOE�DMFSLT�
JO�BO�"NFSJDBO�JOTVSBODF�DPNQBOZ�IF�GPVOE�UIBU�TVQFSWJTPST�JO�IJHIMZ�QSPEVDUJWF�TFDUJPOT�
XFSF�NPSF�MJLFMZ�UP�

r� SFDFJWF�HFOFSBM�BT�PQQPTFE�UP�DMPTF�TVQFSWJTJPO�GSPN�UIFJS�TVQFSJPST�

r� HJWF�HFOFSBM�BT�PQQPTFE�UP�DMPTF�TVQFSWJTJPO�UP�UIFJS�TVCPSEJOBUFT�

r� FOKPZ�UIFJS�SFTQPOTJCJMJUZ�BOE�BVUIPSJUZ�BOE�TQFOE�NPSF�UJNF�PO�TVQFSWJTJPO�

r� CF�FNQMPZFF��SBUIFS�UIBO�QSPEVDUJPO�PSJFOUFE�

Home viewing
Star Trek (2009, director J.J. Abrams) tells the story of 
how James T. Kirk (played by Chris Pine) became cap-
tain of the USS Enterprise. When the previous cap-
tain Christopher Pike is lost, the Vulcan crew member 
/r 5pocM 
<achary 3uinto� taMes command� as the most 
senior officer on board. As you watch this movie, con-
sider the following questions. What leadership traits and 

behaviours do Kirk and Spock each display? How would 
you describe the dominant leadership style of each of 
these two characters? Why do the other officers eventu-
ally accept Kirk as their commanding officer? To what 
extent does the context in which Kirk and Spock are 
operating influence who is more likely to be an effective 
leader?

low performance

few grievances

low turnover

low performance

many grievances

high turnover

high performance

few grievances

low turnover

high performance

many grievances

high turnover

high low

high

low

Consideration

Initiating structure

Figure 18.1: The Ohio State leadership theory predictions

-JLFSU�BOE�IJT�UFBN�JEFOUJGJFE�GPVS�TZTUFNT�PG�MFBEFSTIJQ�

4ZTUFN����Exploitative�autocratic�JO�XIJDI�UIF�MFBEFS

r� IBT�OP�DPOGJEFODF�BOE�USVTU�JO�TVCPSEJOBUFT�

r� JNQPTFT�EFDJTJPOT��OFWFS�EFMFHBUFT�

r� NPUJWBUFT�CZ�UISFBU�

r� IBT�MJUUMF�DPNNVOJDBUJPO�BOE�UFBNXPSL�

4ZTUFN����Benevolent�authoritative�JO�XIJDI�UIF�MFBEFS

r� IBT�TVQFSGJDJBM�DPOEFTDFOEJOH�USVTU�JO�TVCPSEJOBUFT�

r� JNQPTFT�EFDJTJPOT��OFWFS�EFMFHBUFT�
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612 Chapter 18 Leadership

r� NPUJWBUFT�CZ�SFXBSE�

r� TPNFUJNFT�JOWPMWFT�TVCPSEJOBUFT�JO�TPMWJOH�QSPCMFNT�

4ZTUFN����Participative�JO�XIJDI�UIF�MFBEFS

r� IBT�TPNF�JODPNQMFUF�DPOGJEFODF�BOE�USVTU�JO�TVCPSEJOBUFT�

r� MJTUFOT�UP�TVCPSEJOBUFT�CVU�DPOUSPMT�EFDJTJPO�NBLJOH�

r� NPUJWBUFT�CZ�SFXBSE�BOE�TPNF�JOWPMWFNFOU�

r� VTFT�JEFBT�BOE�PQJOJPOT�PG�TVCPSEJOBUFT�DPOTUSVDUJWFMZ�

4ZTUFN����Democratic�JO�XIJDI�UIF�MFBEFS

r� IBT�DPNQMFUF�DPOGJEFODF�BOE�USVTU�JO�TVCPSEJOBUFT�

r� BMMPXT�TVCPSEJOBUFT�UP�NBLF�EFDJTJPOT�GPS�UIFNTFMWFT�

r� NPUJWBUFT�CZ�SFXBSE�GPS�BDIJFWJOH�HPBMT�TFU�CZ�QBSUJDJQBUJPO�

r� TIBSFT�JEFBT�BOE�PQJOJPOT�

-JLFSU�DPODMVEFE�UIBU�FGGFDUJWF�TVQFSWJTPST�BEPQUFE�FJUIFS�TZTUFN���PS�TZTUFN���XIJDI�
IF�DBMMFE�BO�ABMUFSOBUJWF�PSHBOJ[BUJPOBM�MJGF�TUZMF���)PXFWFS�SFDFOU�SFTFBSDI�CZ�3PEFSJDL�
,SBNFS�	����
�TVHHFTUT�UIBU�JO�DFSUBJO�DPOUFYUT�XIBU�IF�EFTDSJCFT�BT�BO�JOUJNJEBUJOH�MFBE-
FSTIJQ�TUZMF�DBO�CF�FGGFDUJWF�UPP�

#FWFSMZ�"MJNP�.FUDBMGF�BOE�.BSHBSFU�#SBEMFZ�	������"MJNP�.FUDBMGF�BOE�"MCBO��
.FUDBMGF�����
�BHSFF�XJUI�-JLFSU�JO�BSHVJOH�UIBU�B�QBSUJDJQBUJWF�FOHBHJOH�TUZMF�JNQSPWFT�
QFSGPSNBODF��5IFZ�TUVEJFE����NFOUBM�IFBMUI�UFBNT�JOWPMWFE�JO�JNQMFNFOUJOH�PSHBOJ[BUJPOBM�
DIBOHF�BOE�GPVOE�UIBU�FOHBHJOH�MFBEFSTIJQ�JODSFBTFT�FNQMPZFF�NPUJWBUJPO�KPC�TBUJTGBDUJPO�
BOE�DPNNJUNFOU�XIJMF�SFEVDJOH�TUSFTT��&BDI�UFBN�IBE�B�EFTJHOBUFE�MFBEFS�CVU�BT�UFBNT�
XFSF�PO�DBMM�BSPVOE�UIF�DMPDL�EJGGFSFOU�NFNCFST�UPPL�UIF�MFBEFSTIJQ�SPMF�BU�EJGGFSFOU�UJNFT��
&OHBHJOH�MFBEFSTIJQ�IBE�UIF�GPMMPXJOH�EJNFOTJPOT�

r� JOWPMWJOH�TUBLFIPMEFST�FBSMZ��UIJT�IFMQT�UP�FTUBCMJTI�MBTUJOH�SFMBUJPOTIJQT�

r� CVJMEJOH�B�DPMMFDUJWF�WJTJPO��UIJT�NFBOT�UIBU�UIF�UFBN�APXOT��UIF�XPSL�BOE�UIF�HPBMT�

r� OP�UFBN�IJFSBSDIZ��MFBEFSTIJQ�EFWPMWFT�BT�BQQSPQSJBUF�FWFO�XJUI�BO�BQQPJOUFE�MFBEFS�

r� TVQQPSUJWF�DVMUVSF��JOGPSNBM�TVQQPSU�GSPN�DPMMFBHVFT�GPSNBM�TVQQPSU�GSPN�TVQFSWJTJPO�
TP�QFPQMF�DBO�TIBSF�QSPCMFNT�TFFL�BEWJDF�BOE�UBLF�SJTLT�

r� TVDDFTTGVM�DIBOHF�NBOBHFNFOU��UFBN�NFNCFST�BSF�DPOTVMUFE�BCPVU�DIBOHF�BOE�UIFJS�
WJFXT�BSF�UBLFO�JOUP�BDDPVOU�

Engaging with others�XBT�POF�PG�UISFF�EJNFOTJPOT�PG�MFBEFSTIJQ�JEFOUJGJFE�JO�UIJT�
TUVEZ��5IF�TFDPOE�XBT�visionary leadership�XIJDI�JOWPMWFT�IBWJOH�DMFBS�HPBMT�CFJOH�
TFOTJUJWF�UP�TUBLFIPMEFS�OFFET�BOE�JOUFSFTUT�BOE�JOTQJSJOH�UIFN�XJUI�QBTTJPO�BOE�EFUFS-
NJOBUJPO��5IF�UIJSE�leadership capabilities�JOWPMWFT�DPNQFUFODJFT�TVDI�BT�VOEFSTUBOEJOH�
TUSBUFHZ�FOTVSJOH�HPBM�DMBSJUZ�TFUUJOH�TVDDFTT�DSJUFSJB�DPNNJUNFOU�UP�IJHI�TUBOEBSET�
BOE�EFTJHOJOH�TVQQPSUJWF�TZTUFNT�BOE�QSPDFEVSFT��0G�UIFTF�UISFF�EJNFOTJPOT�FOHBHF-
NFOU�IBE�UIF�HSFBUFTU�JNQBDU�PO�BUUJUVEFT�BOE�QFSGPSNBODF�XIJMF�MFBEFSTIJQ�WJTJPO�BOE�
DBQBCJMJUJFT�IBE�POMZ�MJNJUFE�FGGFDUT��5IJT�TUVEZ�DPODMVEFT�UIBU�UIF�EFWFMPQNFOU�PG�MFBEFS-
TIJQ�DPNQFUFODJFT�TIPVME�GPDVT�PO�FODPVSBHJOH�B�DVMUVSF�PG�FOHBHFNFOU�BU�BMM�MFWFMT�PG�
UIF�PSHBOJ[BUJPO�

The great intimidators
Roderick Kramer (2006) challenges the view that manag-
ers must be nice and not tough, and should be humble 
and self-effacing rather than intimidating. Kramer argues 

that intimidation is an appropriate style when an organi-
zation has become rigid or unruly, stagnant or drifting, 
or faces resistance or inertia. Abrasive leadership gets 
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Context-fitting
5IF�.JDIJHBO�BOE�0IJP�QFSTQFDUJWFT�PGGFS�MFBEFST�APOF�CFTU�XBZ��UP�IBOEMF�GPMMPXFST�CZ�
BEPQUJOH�UIF�AIJHI�DPOTJEFSBUJPO�IJHI�TUSVDUVSF��JEFBM��5IJT�BEWJDF�JT�TVQQPSUFE�CZ�UIF�GBDU�
UIBU�NPTU�QFPQMF�like�UIFJS�MFBEFST�UP�CF�DPOTJEFSBUF�FWFO�XIFO�UIFZ�BSF�QFSGPSNBODF�PSJ-
FOUFE�BT�XFMM��5IF�QSPCMFN�IPXFWFS�JT�UIBU�POF�MFBEFSTIJQ�TUZMF�NBZ�OPU�CF�FGGFDUJWF�JO�
BMM�TFUUJOHT��4FWFSBM�DPNNFOUBUPST�IBWF�EFWFMPQFE�GSBNFXPSLT�TIPXJOH�IPX�MFBEFSTIJQ�
FGGFDUJWFOFTT�BMTP�EFQFOET�PO�DPOUFYU�

Robert Tannenbaum and Warren Schmidt
%FQBSUJOH�GSPN�APOF�CFTU�XBZ��3PCFSU�5BOOFOCBVN�BOE�8BSSFO�4DINJEU�	����
�DPOTJEFSFE�
UIF�BVUPDSBUJDmEFNPDSBUJD�DIPJDF�PG�TUZMF�BT�B�DPOUJOVVN�GSPN�ACPTT�DFOUSFE�MFBEFSTIJQ��BU�
POF�FYUSFNF�UP�ATVCPSEJOBUF�DFOUSFE�MFBEFSTIJQ��BU�UIF�PUIFS��5IJT�JT�JMMVTUSBUFE�JO�'JHVSF������

5IF�TUFQT�JO�UIJT�DPOUJOVVN�BSF�QSFTFOUFE�BT�BMUFSOBUJWFT�GPS�UIF�MFBEFS��5BOOFOCBVN�
BOE�4DINJEU�HBWF�UIFJS�BSUJDMF�B�TVCUJUMF��ATIPVME�B�NBOBHFS�CF�EFNPDSBUJD�PS�BVUPDSBUJD�m�PS�
TPNFUIJOH�JO�CFUXFFO ��5IF�BOTXFS�UIFZ�TVHHFTU�EFQFOET�PO�UISFF�TFUT�PG�GPSDFT�

Forces in the manager��QFSTPOBMJUZ�WBMVFT�QSFGFSFODFT�CFMJFGT�BCPVU�FNQMPZFF�QBSUJDJQB-
UJPO�DPOGJEFODF�JO�TVCPSEJOBUFT�

Forces in the subordinates��OFFE�GPS�JOEFQFOEFODF�UPMFSBODF�PG�BNCJHVJUZ�LOPXMFEHF�PG�UIF�
QSPCMFN�FYQFDUBUJPOT�PG�JOWPMWFNFOU�

Forces in the situation��PSHBOJ[BUJPOBM�OPSNT�TJ[F�BOE�MPDBUJPO�PG�XPSL�HSPVQT�FGGFDUJWF-
OFTT�PG�UFBNXPSLJOH�OBUVSF�PG�UIF�QSPCMFN�

people moving. Intimidators are not bullies, but can use 
bullying tactics when time is short, and the stakes are 
high: ‘They are not averse to causing a ruckus, nor are 
they above using a few public whippings and ceremonial 
hangings to get attention. They’re rough, loud, and in 
your face’ (Kramer, 2006, p.90).

outcomes they desire. The politically intelligent manager 
focuses on weaknesses and insecurities, using coercion, 
fear and anxiety. Working for an intimidating leader 
can be a positive experience. Their sense of purpose 
can be inspirational, their forcefulness is a role model, 
and intimidators challenge others to think clearly about 
their objectives. Kramer (2006, p.92) quotes a journal-
ist who said, ‘Don’t have a reputation for being a nice 
guy – that won’t do you any good’. Intimidation tactics 
include:

Get up close and personal. Intimidators work through 
direct confrontation, invading your personal space, 
using taunts and slurs to provoke and throw you 
off-balance.

Get angry. Called ‘porcupine power’, this involves the 
‘calculated loss of temper’ (use it, don’t lose it), using 
rage and anger to help the intimidator prevail.

Keep them guessing. Intimidators preserve an air of 
mystery by maintaining deliberate distance. Transpar-
ency and trust are fashionable, but intimidators keep 
others guessing, which makes it easier to change direc-
tion without loss of credibility.

Know it all. ‘Informational intimidators’ can be very 
intimidating. It doesn’t matter whether ‘the facts’ are 
correct, as long as they are presented with total confi-
dence at the right time.

Source: © Joseph Mirachi

Intimidators have ‘political intelligence’. The socially 
intelligent manager focuses on using the strengths of 
others, through empathy and soft power, to achieve the 
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614 Chapter 18 Leadership

)BWJOH�DPODFOUSBUFE�PO�AGPSDFT�JO�UIF�NBOBHFS��BOE�DIBMMFOHFE�UIF�OPUJPO�PG�APOF�CFTU�
XBZ��UP�MFBE�SFTFBSDI�OPX�UVSOFE�UP�DPOTJEFS�UIF�QSPQFSUJFT�PG�UIF�DPOUFYU�JO�XIJDI�UIF�
MFBEFS�XBT�PQFSBUJOH��5IFTF�QSPQFSUJFT�JODMVEFE�UIF�QFPQMF�CFJOH�MFE�UIF�OBUVSF�PG�UIF�
XPSL�UIFZ�XFSF�EPJOH�BOE�UIF�XJEFS�PSHBOJ[BUJPOBM�TFUUJOH��5IJT�QFSTQFDUJWF�JNQMJFT�UIBU�
MFBEFST�NVTU�CF�BCMF�UP�AEJBHOPTF��UIF�DPOUFYU�BOE�UIFO�EFDJEF�XIBU�CFIBWJPVS�XJMM�AGJU��
CFTU��"T�UIF�CFTU�TUZMF�JT�DPOUJOHFOU�	J�F��EFQFOET
�PO�UIF�TJUVBUJPO�UIJT�BQQSPBDI�JT�LOPXO�
BT�UIF�contingency theory of leadership�

Manager
makes
decision
and 
announces
it

Manager
‘sells’
decision

Manager
presents
ideas and
invites
questions

Manager
presents
tentative
decision
subject to
change

Manager
presents
problem,
gets
suggestions,
makes
decision

Manager
defines
limits,
asks group
to make
decision

Manager
permits
subordinates
to function
within limits
defined by
superior

Boss-centred leadership

Use of authority by the manager

Area of freedom for subordinates

Subordinate-centred leadership

Figure 18.2: The Tannenbaum–Schmidt continuum of leadership behaviour

Source: reprinted by permission of Harvard Business Review. From ‘How to choose a leadership pattern’ by Tannenbaum, R. 
and Schmidt, W.H., Vol 37, March–April, reprinted in May–June, 1973. Copyright © 1958 by the Harvard Business School 
Publishing Corporation, all rights reserved.

Fred Fiedler
'SFE�'JFEMFS�EFWFMPQFE�POF�PG�UIF�GJSTU�DPOUJOHFODZ�UIFPSJFT�PG�MFBEFSTIJQ�	'JFEMFS�������
'JFEMFS�BOE�$IFNFST����������
��'SPN�TUVEJFT�PG�CBTLFUCBMM�UFBNT�BOE�CPNCFS�DSFXT�IF�
GPVOE�UIBU�MFBEFSTIJQ�FGGFDUJWFOFTT�JT�JOGMVFODFE�CZ�UISFF�TFUT�PG�GBDUPST�

��� 5IF�FYUFOU�UP�XIJDI�UIF�UBTL�JO�IBOE�JT�TUSVDUVSFE�

��� 5IF�MFBEFS�T�QPTJUJPO�QPXFS�

��� 5IF�OBUVSF�PG�UIF�SFMBUJPOTIJQT�CFUXFFO�UIF�MFBEFS�BOE�GPMMPXFST�

5IJT�BSHVNFOU�EJTUJOHVJTIFT�CFUXFFO�B�structured task�BOE�BO�unstructured task�

Contingency theory 
of leadership a 
perspective which argues 
that leaders must adjust 
their style taking into 
account the properties of 
the context.

Structured task 
a task with clear 
goals, few correct or 
satisfactory solutions 
and outcomes, few 
ways of performing 
it, and clear criteria of 
success.

Unstructured task a 
task with ambiguous 
goals, many good 
solutions, many ways 
of achieving acceptable 
outcomes, and vague 
criteria of success.

Stop and think

Leadership theory seems to be consistent in arguing that a 
considerate, employee-centred, participative and democratic 
style is more effective.

In what context would an inconsiderate, goal-centred, 
impersonal and autocratic leadership style be effective? (See OB 
cinema, this chapter, for possible answers.)
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'JFEMFS�JEFOUJGJFE�UISFF�UZQJDBM�TFUT�PG�DPOEJUJPOT�JO�XIJDI�B�MFBEFS�NJHIU�IBWF�UP�XPSL�

Condition 1 Condition 2 Condition 3

Highly structured task
High position power
Good relationships

Unstructured task
Low position power
Moderately good relationships

Unstructured task
Low position power
Poor relationships

*O�DPOEJUJPO���UBTL�PSJFOUFE�MFBEFST�HFU�CFUUFS�SFTVMUT�CFDBVTF�UIFZ�TFU�UBSHFUT�BOE�NPOJ-
UPS�QSPHSFTT��3FMBUJPOTIJQT�PSJFOUFE�MFBEFST�HFU�QPPS�SFTVMUT�CFDBVTF�UIFZ�XBOU�UP�NBJOUBJO�
UIFJS�SFMBUJPOTIJQT�

*O�DPOEJUJPO���SFMBUJPOTIJQT�PSJFOUFE�MFBEFST�HFU�CFUUFS�SFTVMUT�BT�SFMBUJPOTIJQT�BSF�LFZ�
UP�FYFSUJOH�JOGMVFODF��*O�UIJT�DBTF�UIF�UBTL�PSJFOUFE�MFBEFS�XIP�MBDLT�QPTJUJPO�QPXFS�HFUT�
QPPS�SFTVMUT�

*O�DPOEJUJPO���XIJDI�JT�IJHIMZ�VOGBWPVSBCMF�UBTL�PSJFOUFE�MFBEFST�PODF�BHBJO�HFU�CFU-
UFS�SFTVMUT�CZ�TUSVDUVSJOH�UIF�TJUVBUJPO�SFEVDJOH�VODFSUBJOUZ�BOE�JHOPSJOH�SFTJTUBODF��5IF�
SFMBUJPOTIJQT�PSJFOUFE�MFBEFS�JT�SFMVDUBOU�UP�QSFTTVSF�TVCPSEJOBUFT�BWPJET�DPOGSPOUBUJPOT�
BOE�QBZT�MFTT�BUUFOUJPO�UP�UIF�UBTL�

'JFEMFS�T�UIFPSZ�DPOGJSNT�UIF�JNQPSUBODF�PG�DPOUFYU�JO�EFUFSNJOJOH�MFBEFS�FGGFDUJWF-
OFTT�BOE�TVQQPSUT�UIF�BSHVNFOU�UIBU�UIFSF�JT�OP�POF�CFTU�TFU�PG�MFBEFSTIJQ�USBJUT�PS�CFIBW-
JPVST��#VU�DBO�MFBEFST�DIBOHF�TUZMF�UP�GJU�UIF�DPOUFYU �'JFEMFS�GFMU�UIBU�NPTU�NBOBHFST�BOE�

Stop and think

Would you describe the task of writing an essay for your organizational behaviour 
instructor as a structured or as an unstructured task? Would you prefer this task to 
be more or less structured, and how would you advise your instructor to achieve this?

When bossy is better
In a recent reworking of Fiedler’s perspective, Stephen 
Sauer (2012) argues that you should base your choice 
of leadership style on your status. Newly appointed lead-
ers in particular may be perceived as having low status 
because of their age, experience or education. Experi-
ments with business students showed that low-status 

leaders got better ratings when they took charge and told 
their teams what to do. Low-status leaders who adopted 
a participative style and asked their teams for opinions 
got lower ratings. Why? If team members think that their 
new leader has low status, asking for their input may be 
seen as lack of confidence and competence.

Source: reprinted by permission of Harvard Business Review. Adapted from ‘When bossy is better 
for rookie managers’ by Sauer, S.J., 90(5) 2012. Copyright © 2012 by the Harvard Business School 
Publishing Corporation, all rights reserved.

high status leaders low status leaders 

most effective 

participative directive 

powerful leaders can afford to
hand authority over to

subordinates

new managers need to increase
their standing by appearing
decisive

directive participative 
least effective 
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616 Chapter 18 Leadership

TVQFSWJTPST�IBWF�QSPCMFNT�JO�DIBOHJOH�UIFJS�TUZMFT��5P�CF�FGGFDUJWF�IF�BSHVFE�leaders have 
to change their context�	QFSIBQT�NPWF�UP�BOPUIFS�PSHBOJ[BUJPO
�UP�GJOE�DPOEJUJPOT�JO�XIJDI�
UIFJS�QSFGFSSFE�TUZMF�XBT�NPTU�MJLFMZ�UP�CF�FGGFDUJWF�

Paul Hersey and Ken Blanchard
"OPUIFS�JOGMVFOUJBM�DPOUJOHFODZ�UIFPSZ�XBT�EFWFMPQFE�CZ�1BVM�)FSTFZ�BOE�,FO�#MBODIBSE�
	����
��-JLF�'JFEMFS�UIFZ�BSHVF�UIBU�UIF�FGGFDUJWF�MFBEFS�ANVTU�CF�B�HPPE�EJBHOPTUJDJBO���
6OMJLF�'JFEMFS�IPXFWFS�UIFZ�CFMJFWF�UIBU�MFBEFST�DBO�BEBQU�UIFJS�TUZMF�UP�NFFU�UIF�EFNBOET�
PG�UIF�TJUVBUJPO�JO�XIJDI�UIFZ�PQFSBUF��)FSTFZ�BOE�#MBODIBSE�DBMM�UIFJS�BQQSPBDI�situational 
leadership�

5IFJS�UIFPSZ�PG�EFTDSJCFT�MFBEFSTIJQ�CFIBWJPVS�PO�UXP�EJNFOTJPOT��5IF�GJSTU�DPODFSOT�
AUBTL�CFIBWJPVS��PS�UIF�BNPVOU�PG�EJSFDUJPO�B�MFBEFS�HJWFT�UP�TVCPSEJOBUFT��5IJT�DBO�WBSZ�
GSPN�TQFDJGJD�JOTUSVDUJPOT�BU�POF�FYUSFNF�UP�EFMFHBUJPO�BU�UIF�PUIFS��)FSTFZ�BOE�#MBODIBSE�
JEFOUJGZ�UXP�JOUFSNFEJBUF�QPTJUJPOT�XIFSF�MFBEFST�FJUIFS�GBDJMJUBUF�TVCPSEJOBUFT��EFDJTJPOT�
PS�UBLF�DBSF�UP�FYQMBJO�UIFJS�PXO��5IF�TFDPOE�EJNFOTJPO�DPODFSOT�ATVQQPSUJWF�CFIBWJPVS��
PS�UIF�TPDJBM�CBDLVQ�B�MFBEFS�HJWFT�UP�TVCPSEJOBUFT��5IJT�DBO�WBSZ�GSPN�MJNJUFE�DPNNVOJDB-
UJPO�UP�DPOTJEFSBCMF�MJTUFOJOH�GBDJMJUBUJOH�BOE�TVQQPSUJOH��5IF�NPEFM�UIVT�EFTDSJCFE�GPVS�
CBTJD�MFBEFSTIJQ�TUZMFT�

Telling��)JHI�BNPVOUT�PG�UBTL�CFIBWJPVS�UFMMJOH�TVCPSEJOBUFT�XIBU�UP�EP�XIFO�UP�EP�JU�BOE�
IPX�UP�EP�JU�CVU�XJUI�MJUUMF�SFMBUJPOTIJQ�CFIBWJPVS�

Selling��)JHI�BNPVOUT�PG�CPUI�UBTL�CFIBWJPVS�BOE�SFMBUJPOTIJQ�CFIBWJPVS�

Participating��-PUT�PG�SFMBUJPOTIJQ�CFIBWJPVS�BOE�TVQQPSU�CVU�MJUUMF�UBTL�CFIBWJPVS�

Delegating��/PU�NVDI�UBTL�CFIBWJPVS�PS�SFMBUJPOTIJQ�CFIBWJPVS�

)FSTFZ�BOE�#MBODIBSE�BSHVF�UIBU�UIF�XJMMJOHOFTT�PG�GPMMPXFST�UP�QFSGPSN�B�UBTL�JT�BMTP�B�
LFZ�GBDUPS��"U�POF�FYUSFNF�XF�IBWF�JOTFDVSF�TVCPSEJOBUFT�SFMVDUBOU�UP�BDU��"U�UIF�PUIFS�
XF�IBWF�DPOGJEFOU�BOE�BCMF�GPMMPXFST��4VQFSJNQPTF�UIF�SFBEJOFTT�DPOUJOVVN�PO�UIF�UPQ�
IBMG�PG�UIF�NPEFM�BOE�ZPV�IBWF�B�CBTJT�GPS�TFMFDUJOH�BO�FGGFDUJWF�MFBEFSTIJQ�TUZMF��5IF�WJFX�
UIBU�JOTFDVSF�TVCPSEJOBUFT�OFFE�UFMMJOH�XIJMF�XJMMJOH�HSPVQT�DBO�CF�MFGU�UP�EP�UIF�KPC�JT�
DPOTJTUFOU�XJUI�PUIFS�UIFPSJFT��5IF�TUSFOHUIT�PG�UIJT�QFSTQFDUJWF�UIVT�MJF�XJUI�JUT�FNQIBTJT�
PO�DPOUFYUVBM�GBDUPST�BOE�PO�UIF�OFFE�GPS�GMFYJCJMJUZ�JO�MFBEFSTIJQ�CFIBWJPVS�

Daniel Goleman
%BOJFM�(PMFNBO�	����
�SFQPSUFE�SFTFBSDI�CZ�UIF�NBOBHFNFOU�DPOTVMUJOH�GJSN�)BZ�.D#FS�
JOWPMWJOH������FYFDVUJWFT�GSPN�BSPVOE�UIF�XPSME��5IJT�JEFOUJGJFE�TJY�MFBEFSTIJQ�TUZMFT�XIJDI�
BGGFDU�AXPSLJOH�BUNPTQIFSF��BOE�GJOBODJBM�QFSGPSNBODF��5IF�GJOEJOHT�TVHHFTU�UIBU�FGGFDUJWF�
MFBEFST�VTF�BMM�PG�UIFTF�TUZMFT�MJLF�BO�ABSSBZ�PG�DMVCT�JO�B�HPMG�QSP�T�CBH���&BDI�TUZMF�SFMJFT�PO�
BO�BTQFDU�PG�emotional intelligence�	TFF�$IBQUFS��
�XIJDI�DPODFSOT�TLJMM�JO�NBOBHJOH�ZPVS�
FNPUJPOT�BOE�UIF�FNPUJPOT�PG�PUIFST��(PMFNBO�T�TJY�TUZMFT�BSF�TVNNBSJ[FE�JO�5BCMF������

8IJMF�DPFSDJPO�BOE�QBDFTFUUJOH�IBWF�UIFJS�VTFT�UIF�SFTFBSDI�TIPXFE�UIBU�UIFTF�TUZMFT�
DBO�EBNBHF�AXPSLJOH�BUNPTQIFSF��SFEVDJOH�GMFYJCJMJUZ�BOE�FNQMPZFF�DPNNJUNFOU��5IF�
PUIFS�GPVS�TUZMFT�IBWF�B�DPOTJTUFOUMZ�QPTJUJWF�JNQBDU�PO�DMJNBUF�BOE�QFSGPSNBODF��5IF�NPTU�
FGGFDUJWF�MFBEFST�(PMFNBO�DPODMVEFT�BSF�UIPTF�XIP�IBWF�NBTUFSFE�GPVS�PS�NPSF�TUZMFT�
QBSUJDVMBSMZ�UIF�QPTJUJWF�TUZMFT�BOE�XIP�BSF�BCMF�UP�TXJUDI�TUZMFT�UP�GJU�UIF�TJUVBUJPO��5IJT�JT�
OPU�B�ANFDIBOJDBM��NBUDIJOH�PG�CFIBWJPVS�UP�DPOUFYU�BT�PUIFS�DPOUJOHFODZ�UIFPSJFT�JNQMZ�
CVU�B�GMFYJCMF�TFOTJUJWF�BOE�TFBNMFTT�BEKVTUNFOU�

David Snowden and Mary Boone
%BWJE�4OPXEFO�BOE�.BSZ�#PPOF�	����
�BMTP�BSHVF�UIBU�MFBEFST�IBWF�UP�BEKVTU�UIFJS�TUZMF�
UP�TVJU�UIF�DPOUFYU��$POUFYUT�WBSZ�JO�UFSNT�PG�IPX�TJNQMF�PS�DPNQMFY�UIFZ�BSF��5IF�Cynefin�
GSBNFXPSL�	QSPOPVODFE�LV�nev�JO
�JEFOUJGJFT�GPVS�UZQFT�PG�DPOUFYU��TJNQMF�DPNQMJDBUFE�

Situational 
leadership an 
approach to determining 
the most effective 
style of influencing, 
considering the direction 
and support a leader 
gives, and the readiness 
of followers to perform 
a particular task.
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DPNQMFY�BOE�DIBPUJD��-FBEFST�DBO�VTF�UIJT�BQQSPBDI�UP�EFUFSNJOF�IPX�CFTU�UP�PQFSBUF��
�Cynefin�JT�B�8FMTI�UFSN�UIBU�SFGFST�UP�UIF�NBOZ�GBDUPST�JO�PVS�FOWJSPONFOU��4JNQMF�BOE�
DPNQMJDBUFE�DPOUFYUT�BSF�PSEFSFE�BOE�QSFEJDUBCMF�BOE�DPSSFDU�DIPJDFT�DBO�CF�CBTFE�PO�
FWJEFODF��$PNQMFY�BOE�DIBPUJD�DPOUFYUT�BSF�VOUJEZ�BOE�VOQSFEJDUBCMF�BOE�EFDJTJPOT�IBWF�
UP�CF�CBTFE�PO�FNFSHJOH�QBUUFSOT��&GGFDUJWF�MFBEFST�DBO�DIBOHF�UIFJS�TUZMFT�UP�NBUDI�UIF�
DIBOHJOH�FOWJSPONFOU��5IJT�BQQSPBDI�JT�TVNNBSJ[FE�JO�5BCMF������

#FJOH�FGGFDUJWF�JO�POF�PS�UXP�PG�UIFTF�DPOUFYUT�JT�OPU�HPPE�FOPVHI��%FQFOEJOH�PO�UIF�
DJSDVNTUBODFT�B�MFBEFS�DPVME�CF�GBDFE�XJUI�BMM�GPVS�DPOUFYUT�BU�UIF�TBNF�UJNF��B�TJNQMF�
GJOBODJBM�QSPCMFN�B�DPNQMJDBUFE�QSPEVDU�EFTJHO�JTTVF�B�DPNQMFY�UISFBU�GSPN�PWFSTFBT�
DPNQFUJUPST�BOE�B�TFSJPVT�BDDJEFOU��4OPXEFO�BOE�#PPOF�	�����Q���
�DPODMVEF�UIBU�A(PPE�
MFBEFSTIJQ�SFRVJSFT�PQFOOFTT�UP�DIBOHF�PO�BO�JOEJWJEVBM�MFWFM��5SVMZ�BEFQU�MFBEFST�XJMM�
LOPX�OPU�POMZ�IPX�UP�JEFOUJGZ�UIF�DPOUFYU�UIFZ�SF�XPSLJOH�JO�BU�BOZ�HJWFO�UJNF�CVU�BMTP�
IPX�UP�DIBOHF�UIFJS�CFIBWJPVS�BOE�UIFJS�EFDJTJPOT�UP�NBUDI�UIBU�DPOUFYU��

Table 18.5: Goleman’s six leadership styles

Style In practice In a phrase Competencies When to use

Coercive Demands compliance ‘Do what I tell you’ Drive to achieve,  
self-control

In a crisis, with problem 
people

Authoritative Mobilizes people ‘Come with me’ Self-confidence, change 
catalyst

When new vision and 
direction is needed

Affiliative Creates harmony ‘People come first’ Empathy, communication To heal wounds, to 
motivate people under 
stress

Democratic Forges consensus ‘What do you think?’ Collaboration,  
teambuilding

To build consensus, to get 
contributions

Pacesetting Sets high standards ‘Do as I do, now’ Initiative, drive to achieve To get fast results from a 
motivated team

Coaching Develops people ‘Try this’ Empathy, self-awareness To improve performance, 
to develop strengths

Table 18.6: Context and leadership

Context Characteristics The leader’s job

Simple Repeating patterns, consistent events
Clear causal relationships;  
right answers
Known knowns
Fact-based management

Sense, categorize, respond
Ensure processes are in place
Delegate; use best practices
Clear, direct communications; intensive 
interaction unnecessary

Complicated Expert diagnosis required
Causal relationships Discoverable,  
more than one right answer
Known unknowns
Fact-based management

Sense, analyse, respond
Create panels of experts
Listen to conflicting advice

Complex Flux and unpredictability
No right answers; emergent patterns
Unknown unknowns
Many competing ideas; need for  
creativity and innovation
Pattern-based leadership

Probe, sense, respond
Experiment, allow patterns to emerge
Increase interaction and 
communication
Use methods to generate ideas
Encourage dissent and diversity

➔
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618 Chapter 18 Leadership

Assessing contingency theories
$POUJOHFODZ�UIFPSJFT�BSHVF�UIBU�UIF�NPTU�FGGFDUJWF�MFBEFSTIJQ�TUZMF�EFQFOET�PO�UIF�DPO-
UFYU��0SHBOJ[BUJPO�TUSVDUVSFT�NBOBHFNFOU�TLJMMT�FNQMPZFF�DIBSBDUFSJTUJDT�BOE�UIF�OBUVSF�
PG�UIFJS�UBTLT�BSF�VOJRVF��/P�POF�TUZMF�PG�MFBEFSTIJQ�JT�VOJWFSTBMMZ�CFTU��5IFSF�JT�IPXFWFS�
B�MBSHF�CPEZ�PG�SFTFBSDI�XIJDI�TVHHFTUT�UIBU�B�DPOTJEFSBUF�QBSUJDJQBUJWF�PS�EFNPDSBUJD�TUZMF�
PG�MFBEFSTIJQ�JT�HFOFSBMMZ�NPSF�FGGFDUJWF�UIBO�B�EJSFDUJWF�BVUPDSBUJD�TUZMF��5IFSF�BSF�UXP�
NBJO�SFBTPOT�GPS�UIJT�

'JSTU�QBSUJDJQBUJWF�NBOBHFNFOU�JT�QBSU�PG�B�MPOH�UFSN�TPDJBM�BOE�QPMJUJDBM�USFOE�JO�
8FTUFSO�FDPOPNJFT�XIJDI�IBT�SBJTFE�FYQFDUBUJPOT�BCPVU�QFSTPOBM�GSFFEPN�BOE�RVBMJUZ�
PG�XPSLJOH�MJGF��5IFTF�TPDJBM�BOE�QPMJUJDBM�WBMVFT�FODPVSBHF�SFTJTUBODF�UP�NBOJQVMBUJPO�CZ�
JNQFSTPOBM�CVSFBVDSBDJFT�BOE�DIBMMFOHF�UIF�MFHJUJNBDZ�PG�NBOBHFNFOU�EFDJTJPOT��1BSUJDJ-
QBUJPO�UIVT�SFGMFDUT�EFNPDSBUJD�TPDJBM�BOE�QPMJUJDBM�WBMVFT��.BOZ�DPNNFOUBUPST�XPVME�OPUF�
IPXFWFS�UIBU�JOEJWJEVBM�GSFFEPN�RVBMJUZ�PG�XPSLJOH�MJGF�BOE�HFOVJOF�QBSUJDJQBUJPO�BSF�TUJMM�
MBDLJOH�JO�NBOZ�PSHBOJ[BUJPOT�JO�EJGGFSFOU�QBSUT�PG�UIF�XPSME�

4FDPOE�QBSUJDJQBUJWF�NBOBHFNFOU�IBT�CFFO�FODPVSBHFE�CZ�TUVEJFT�XIJDI�IBWF�TIPXO�UIBU�
UIJT�TUZMF�JT�HFOFSBMMZ�NPSF�FGGFDUJWF�BMUIPVHI�BO�BVUPDSBUJD�TUZMF�DBO�CF�FGGFDUJWF�JO�TPNF�
DPOUFYUT��"�QBSUJDJQBUJWF�TUZMF�DBO�JNQSPWF�PSHBOJ[BUJPOBM�FGGFDUJWFOFTT�CZ�UBQQJOH�UIF�JEFBT�
PG�UIPTF�XIP�IBWF�AGSPOUMJOF��LOPXMFEHF�BOE�FYQFSJFODF�BOE�CZ�JOWPMWJOH�UIFN�JO�B�EFDJTJPO�
NBLJOH�QSPDFTT�UP�XIJDI�UIFZ�UIFO�CFDPNF�DPNNJUUFE��5IJT�BQQSPBDI�JT�FODPVSBHFE�CZ�UIF�
HSPXUI�JO�OVNCFST�PG�LOPXMFEHF�XPSLFST�XIP�FYQFDU�UP�CF�JOWPMWFE�JO�EFDJTJPOT�BGGFDUJOH�
UIFJS�XPSL�BOE�XIPTF�LOPXMFEHF�NBLFT�UIFN�QPUFOUJBMMZ�WBMVBCMF�DPOUSJCVUPST�JO�UIJT�SFTQFDU�

1FPQMF�XIP�BSF�JOWPMWFE�JO�TFUUJOH�TUBOEBSET�PS�FTUBCMJTIJOH�NFUIPET�BSF�UIVT�NPSF�
MJLFMZ�UP�FYQFSJFODF�APXOFSTIJQ��PG�TVDI�EFDJTJPOT�BOE�BSF�UIFSFGPSF�NPSF�MJLFMZ�UP�

r� BDDFQU�UIF�MFHJUJNBDZ�PG�EFDJTJPOT�SFBDIFE�XJUI�UIFJS�IFMQ�

r� BDDFQU�DIBOHF�CBTFE�PO�UIPTF�EFDJTJPOT�

r� USVTU�NBOBHFST�XIP�VMUJNBUFMZ�SBUJGZ�BOE�JNQMFNFOU�EFDJTJPOT�

r� WPMVOUFFS�OFX�BOE�DSFBUJWF�JEFBT�BOE�TPMVUJPOT�

"VUPDSBUJD�NBOBHFNFOU�TUJGMFT�DSFBUJWJUZ�JHOPSFT�BWBJMBCMF�FYQFSUJTF�BOE�TNPUIFST�NPUJ-
WBUJPO�BOE�DPNNJUNFOU��)PXFWFS�UIFSF�JT�OP�EPVCU�UIBU�BVUPDSBUJD�NBOBHFNFOU�DBO�CF�
FGGFDUJWF�

r� XIFO�UJNF�JT�TIPSU�

r� XIFO�UIF�MFBEFS�JT�UIF�NPTU�LOPXMFEHFBCMF�QFSTPO�

r� XIFSF�UIPTF�XIP�QBSUJDJQBUF�XJMM�OFWFS�BHSFF�XJUI�FBDI�PUIFS�m�CVU�B�EFDJTJPO�NVTU�CF�
NBEF�

5IFSF�BSF�BEWBOUBHFT�JO�DPOTJTUFODZ�BOE�MFBEFST�XIP�DIBOHF�UIFJS�TUZMF�GSPN�POF�TJUV-
BUJPO�UP�BOPUIFS�NBZ�OPU�JOTQJSF�DPOGJEFODF�PS�USVTU��$POUJOHFODZ�QFSTQFDUJWFT�IPXFWFS�
BSHVF�UIBU�MFBEFST�TIPVME�CF�BCMF�UP�BEBQU�UP�UIFJS�DPOUFYU�

��� *U�JT�OPX�CSPBEMZ�BDDFQUFE�UIBU�MFBEFST�BOE�NBOBHFST�DBO�MFBSO�GSPN�FYQFSJFODF�BOE�
BEKVTU�UIFJS�CFIBWJPVS�BDDPSEJOH�UP�UIF�DJSDVNTUBODFT�

Context Characteristics The leader’s job

Chaotic High turbulence
No clear causal relationships, no point 
looking for right answers
Unknowables
Many decisions, no time to think
High tension
Pattern-based leadership

Act first, sense, respond
Look for what works, not for right 
answers
Immediate action to re-establish order 
(command and control)
Clear, direct communication

Table 18.6: Context and leadership (continued )
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���0SHBOJ[BUJPOT�BSF�OPU�SJHJE�BSSBOHFNFOUT�XJUI�GJYFE�UBTLT�BOE�TUSVDUVSFT��8JUI�UIF�
HSPXUI�JO�EFNBOE�GPS�GMFYJCJMJUZ�BEBQUBCJMJUZ�JNQSPWFE�RVBMJUZ�PG�XPSLJOH�MJGF�BOE�
�QBSUJDJQBUJPO�MFBEFST�BOE�NBOBHFST�XIP�GBJM�UP�SFTQPOE�XJMM�GBDF�QSPCMFNT�

��� 5IF�MFBEFS�PS�NBOBHFS�XIP�BEBQUT�JO�B�GMFYJCMF�XBZ�UP�DIBOHFT�JO�DJSDVNTUBODFT�NBZ�CF�
TFFO�BT�NPSF�DPNQFUFOU�UIBO�POF�XIP�TUJDLT�SJHJEMZ�UP�USBEJUJPOBM�SPVUJOFT�

$POUJOHFODZ�UIFPSJFT�IBWF�BUUSBDUFE�DSJUJDJTNT��0OF�DSJUJDJTN�DPODFSOT�UIF�BCJMJUZ�PG�
MFBEFST�UP�EJBHOPTF�UIF�DPOUFYU�JO�XIJDI�UIFZ�BSF�PQFSBUJOH�HJWFO�UIF�WBHVF�OBUVSF�PG�
UIF�TJUVBUJPOBM�WBSJBCMFT�JEFOUJGJFE�CZ�EJGGFSFOU�UIFPSJFT��*O�BEEJUJPO�DPOUJOHFODZ�UIFPSJFT�
PGUFO�PWFSMPPL�PUIFS�LFZ�EJNFOTJPOT�PG�DPOUFYU�TVDI�BT�UIF�PSHBOJ[BUJPO�DVMUVSF�EFHSFF�PG�
DIBOHF�BOE�MFWFMT�PG�TUSFTT�XPSLJOH�DPOEJUJPOT�FYUFSOBM�FDPOPNJD�GBDUPST�PSHBOJ[BUJPOBM�
EFTJHO�BOE�UFDIOPMPHZ��"MM�PG�UIFTF�GBDUPST�QPUFOUJBMMZ�JOGMVFODF�UIF�MFBEFSTIJQ�QSPDFTT�JO�
XBZT�OPU�BEESFTTFE�CZ�BOZ�PG�UIFTF�UIFPSFUJDBM�BDDPVOUT�

"�TFDPOE�DSJUJDJTN�DPODFSOT�XIFUIFS�MFBEFST�DBO�BEBQU�UIFJS�TUZMFT�UP�GJU�UIF�DPOUFYU�JO�
UIF�XBZT�UIF�UIFPSJFT�TVHHFTU��1FSTPOBMJUZ�NBZ�OPU�CF�GMFYJCMF�FOPVHI��*OIFSFOU�USBJUT�NBZ�
JOIJCJU�NBOBHFST�GSPN�CFJOH�QBSUJDJQBUJWF�JO�TPNF�DJSDVNTUBODFT�BOE�EJDUBUPSJBM�JO�PUIFST��
5IF�NBOBHFS�XIP�JT�NPUJWBUFE�CZ�BGGJMJBUJPO�WBMVJOH�GSJFOETIJQ�NBZ�GJOE�JU�IBSE�UP�USFBU�
PUIFST�JO�BO�JNQFSTPOBM�BOE�BVUPDSBUJD�XBZ��5IF�TUZMFT�BOE�FYQFDUBUJPOT�PG�PUIFS�NBOBHFST�
JO�BO�PSHBOJ[BUJPO�NBZ�BMTP�CF�JOGMVFOUJBM�

Employee first, customer second: leadership lessons from India
Peter Cappelli and colleagues (2010) argue that Indian 
companies have developed a new model of leadership, 
different in style and emphasis from leadership models 
commonly found in the West. The development of this 
new model dates from the early 1990s when economic 
reforms in India simplified the regulatory environment and 
exposed Indian companies to international competition. 
So where do the senior leaders of Indian companies today 
focus their energies? Their top four priorities are to be:

1. chief input for business strategy;

2. keeper of organization culture;

3. guide, teacher, and role model for employees;

4. representative of owner and investor interests.

Executives in the US and the UK would have to put 
short-term shareholder interests first, and not fourth, 
but leaders in India are more concerned with long-term 
investment in people:

Far more than their Western counterparts, these lead-
ers and their organizations take a long-term, inter-
nally focused view. They work to create a sense of 
social mission that is served when the business suc-
ceeds. They make aggressive investment in employee 
development, despite tight labour markets and wide-
spread job-hopping. And they strive for a high level 
of employee engagement and openness. The higher 
priority these executives place on keeping the culture 
and guiding and teaching employees underscores 

their focus on human capital development. (Cappelli 
et al., 2010, p.92)

Cappelli and colleagues interviewed over 100 execu-
tives who explained the success of their companies in 
terms of employees’ positive attitudes, which they sought 
to inspire in four main ways:

r� creating a sense of mission: involvement in social 
issues, community services, infrastructure – employees 
feel their work has an impact;

r� engagement through openness and reciprocity: car-
ing for employees and their families – ‘employee first, 
 customer second’ policy;

r� empowering through communication: inviting chal-
lenge and criticism, allowing employees to contribute 
to problem-solving, questioning traditional deference 
to hierarchy;

r� investing in training: heavier investment in employee 
development than in Western countries (25 per 
cent of new hires in the US receive no training dur-
ing their first two years; new hires in India typically 
receive at least 60 days of formal training in their 
first year).

The researchers argue that, while these policies are 
not novel, they are emphasized consistently in a coherent 
package which Western leaders could adapt to their own 
circumstances, particularly with regard to investment in 
training, and strengthening their social mission.
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New leadership
*O�UIF�TFBSDI�GPS�OFX�JEFBT�JO�UIF�MBUF�UXFOUJFUI�DFOUVSZ�UIF�LFZ�SPMF�PG�IFSPJD�QPXFSGVM�
WJTJPOBSZ�DIBSJTNBUJD�MFBEFST�XBT�SFDPHOJ[FE��4FWFSBM�OFX�UFSNT�XFSF�JOWFOUFE�UP�EFTDSJCF�
UIJT�SPMF��8F�IBE�UIF�new leader�BO�JOTQJSBUJPOBM�GJHVSF�NPUJWBUJOH�GPMMPXFST�UP�IJHIFS�
MFWFMT�PG�BDIJFWFNFOU��)PXFWFS�XF�BMTP�IBE�UIF�superleader�XIP�JT�BCMF�UP�AMFBE�PUIFST�
UP�MFBE�UIFNTFMWFT��	4JNT�BOE�-PSFO[J������Q����
��5IFTF�UFSNT�DMFBSMZ�PWFSMBQ�BOE�BSF�
DMPTFMZ�SFMBUFE�UP�UIF�QPQVMBS�BOE�JOGMVFOUJBM�DPODFQU�PG�USBOTGPSNBUJPOBM�MFBEFSTIJQ�

Transformational leadership
5IF�OFX�MFBEFSTIJQ�NPWFNFOU�CFHBO�XJUI�UIF�XPSL�PG�+BNFT�.D(SFHPS�#VSOT�	����
�
XIPTF�TUVEZ�PG�QPMJUJDBM�MFBEFST�EJTUJOHVJTIFE�CFUXFFO�UIF�transactional leader�BOE�UIF�
transformational leader��5SBOTBDUJPOBM�MFBEFST�TFF�UIFJS�SFMBUJPOTIJQT�XJUI�GPMMPXFST�JO�
UFSNT�PG�USBEF�TXBQT�PS�CBSHBJOT��5SBOTGPSNBUJPOBM�MFBEFST�BSF�DIBSJTNBUJD�JOEJWJEVBMT�
XIP�JOTQJSF�BOE�NPUJWBUF�PUIFST�UP�QFSGPSN�ACFZPOE�DPOUSBDU��

/PFM�5JDIZ�BOE�.BSZ�"OOF�%FWBOOB�	����
�BSHVF�UIBU�USBOTGPSNBUJPOBM�MFBEFST�IBWF�
UISFF�NBJO�SPMFT��SFDPHOJ[JOH�UIF�OFFE�GPS�SFWJUBMJ[BUJPO�DSFBUJOH�B�OFX�WJTJPO�BOE�JOTUJUV-
UJPOBMJ[JOH�DIBOHF��#FSOBSE�#BTT�BOE�#SVDF�"WPMJP�	#BTT�����B�����C��#BTT�BOE�"WPMJP�
���������
�TJNJMBSMZ�DMBJN�UIBU�USBOTGPSNBUJPOBM�MFBEFSTIJQ�JOWPMWFT�AUIF�'PVS�*T��

r� *OUFMMFDUVBM� TUJNVMBUJPO��FODPVSBHF�PUIFST� UP�TFF�XIBU� UIFZ�BSF�EPJOH� GSPN�OFX�
QFSTQFDUJWFT�

r� *EFBMJ[FE�JOGMVFODF��BSUJDVMBUF�UIF�NJTTJPO�PS�WJTJPO�PG�UIF�PSHBOJ[BUJPO�

r� *OEJWJEVBMJ[FE�DPOTJEFSBUJPO��EFWFMPQ�PUIFST�UP�IJHIFS�MFWFMT�PG�BCJMJUZ�

r� *OTQJSBUJPOBM�NPUJWBUJPO��NPUJWBUF�PUIFST� UP�QVU�PSHBOJ[BUJPOBM� JOUFSFTUT�CFGPSF�
TFMG�JOUFSFTU�

5IF�5SBOTGPSNBUJPOBM�-FBEFSTIJQ�2VFTUJPOOBJSF�EFWFMPQFE�CZ�#FWFSMZ�"MJNP�.FUDBMGF�BOE�
+PIO�"MCBO�.FUDBMGF�	���������
�JEFOUJGJFT����CFIBWJPVST�	PS�DPNQFUFODJFT
�JO�UISFF�DBUFHPSJFT�

Leading and developing others

r� TIPXJOH�HFOVJOF�DPODFSO

r� FNQPXFSJOH

r� CFJOH�BDDFTTJCMF

r� FODPVSBHJOH�DIBOHF

Personal qualities

r� CFJOH�USBOTQBSFOU

r� BDUJOH�XJUI�JOUFHSJUZ

r� CFJOH�EFDJTJWF

r� JOTQJSJOH�PUIFST

r� SFTPMWJOH�DPNQMFY�QSPCMFNT

Leading the organization

r� OFUXPSLJOH�BOE�BDIJFWJOH

r� GPDVTJOH�UFBN�FGGPSU

r� CVJMEJOH�TIBSFE�WJTJPO

r� TVQQPSUJOH�B�EFWFMPQNFOUBM�DVMUVSF

r� GBDJMJUBUJOH�DIBOHF�TFOTJUJWFMZ�

3FTFBSDI�XJUI�QVCMJD�TFDUPS�NBOBHFST�BOE�FNQMPZFFT�TVHHFTUT�UIBU�UIFTF�CFIBWJPVST�
DBO�JODSFBTF�KPC�TBUJTGBDUJPO�BOE�NPUJWBUJPO�BOE�SFEVDF�TUSFTT��"MJNP�.FUDBMGF�BOE�

new leader an 
inspirational visionary, 
concerned with building 
a shared sense of 
purpose and mission, 
creating a culture 
in which everyone 
is aligned with the 
organization’s goals and 
is skilled and empowered 
to achieve them.

Superleader a leader 
who is able to develop 
leadership capacity in 
others, empowering 
them, reducing their 
dependence on formal 
leaders, stimulating 
their motivation, 
commitment and 
creativity.

transactional leader 
a leader who treats 
relationships with 
followers in terms of 
an exchange, giving 
followers what they 
want in return for what 
the leader desires, 
following prescribed 
tasks to pursue 
established goals.

transformational 
leader a leader who 
treats relationships 
with followers in 
terms of motivation 
and commitment, 
influencing and 
inspiring followers 
to give more than 
mere compliance to 
improve organizational 
performance.
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"MCBO�.FUDBMGF�BMTP�GPVOE�UIBU�XPNFO�XFSF�TFFO�BT�NPSF�USBOTGPSNBUJPOBM�UIBO�NFO�PO�
NPTU�PG�UIFTF�CFIBWJPVST�BOE�XFSF�SBUFE�BT�CFUUFS�UIBO�NFO�PO�CFJOH�EFDJTJWF�GPDVTJOH�
FGGPSU�NFOUPSJOH�NBOBHJOH�DIBOHF�JOTQJSJOH�PUIFST�BOE�PQFOOFTT�UP�JEFBT��"SF�UIFTF�OFX�
MBCFMT�B�GSFTI�EFWFMPQNFOU�JO�MFBEFSTIJQ�UIFPSZ�BOE�QSBDUJDF �(FPSHF�)PMMFOCFDL�BOE�DPM-
MFBHVFT�	����
�BSHVF�UIBU�JEFOUJGZJOH�UIF�DIBSBDUFSJTUJDT�PS�DPNQFUFODJFT�PG�USBOTGPSNBUJPOBM�
MFBEFST�UBLFT�VT�CBDL�UP�UIF�AHSFBU�QFSTPO��WJFX�PG�MFBEFSTIJQ�BOE�USBJU�TQPUUJOH�PWFSMPPLJOH�
XIBU�XF�LOPX�BCPVU�UIF�JOGMVFODF�PG�DPOUFYU�PO�MFBEFSTIJQ�FGGFDUJWFOFTT�

Stop and think

Considering business and political leaders – past or present – with whom you are 
familiar, directly or through the media, which come closest to these definitions of 
new leader, superleader and transformational leader?

The new, super, transformational leader looks like a ‘one best way’ approach. Does 
this vindicate trait-spotting and discredit contingency perspectives?

Distributed leadership

We need leadership to be distributed
‘We observe that the need for leadership has changed 
following the global shifts in the ways we work today. 
While organizations are seen to be better at understand-
ing leadership at the highest levels in the hierarchy, many 
are now seeking to devolve leadership down the line, 
expecting more junior managers and employees with-
out managerial responsibility to treat the organisational 
agenda as their own. The need for leadership throughout 

the organization has only recently been acknowledged, 
mostly as front-line and middle managers have been 
asked to support continuous organizational change and 
generate discretionary effort by staff, as well as to apply 
informal leadership techniques in order to influence inter-
nal and external colleagues who do not report to them 
directlyo 
<heltouMhova� ����� pp.�s��.

%P�XF�OFFE�WJTJPOBSZ�TVQFSIFSPFT �3FDFOU�TUVEJFT�TIPX�IPX�DIBOHFT�DBO�CF�JNQMFNFOUFE�
CZ�QFPQMF�BU�BMM�MFWFMT�PG�BO�PSHBOJ[BUJPO��5IJT�JT�LOPXO�BT�distributed leadership�

-FBEFSTIJQ�UIFPSZ�USBEJUJPOBMMZ�BTTVNFT�UIBU�PUIFST�XJMM�OPU�BDU�XJUIPVU�ATUSPOH�BOE�
FGGFDUJWF��MFBEFSTIJQ��8F�OFFE�MFBEFST�UP�HFOFSBUF�UIF�JEFBT�BOE�UP�QSPWJEF�UIF�EJSFDUJPOT�
UIF�APSEFST�GSPN�BCPWF��XIJDI�JOTQJSF�GPMMPXFST�EPO�U�XF �1FUFS�(SPOO�	���������
�DPO-
USBTUT�UIJT�USBEJUJPOBM�JEFB�PG�GPDVTFE�MFBEFSTIJQ�FNQIBTJ[JOH�UIF�JOEJWJEVBM�XJUI�EJTUSJC-
VUFE�MFBEFSTIJQ��%JTUSJCVUFE�MFBEFSTIJQ�JOWPMWFT�NBOZ�QFPQMF�BDUJOH�JO�DPODFSU�JO�GPSNBM�
BOE�JOGPSNBM�TQPOUBOFPVT�BOE�JOUVJUJWF�SPMFT�	#SZNBO�������$BMEXFMM�����
��5IFTF�SPMFT�
NBZ�OPU�CF�QFSNBOFOU��-FBEFSTIJQ�GVODUJPOT�DBO�CF�TIBSFE��5IF�MFBEFSTIJQ�SPMF�DBO�NPWF�
GSPN�POF�QFSTPO�PS�HSPVQ�UP�BOPUIFS�BT�DJSDVNTUBODFT�DIBOHF��-FBEFSTIJQ�DBO�UIVT�JOWPMWF�
SPMF�TIBSJOH�BOE�UVSO�UBLJOH�SBUIFS�UIBO�CFMPOHJOH�UP�POF�QFSTPO�

%JTUSJCVUFE�MFBEFSTIJQ�JT�FODPVSBHFE�CZ�GMBUUFS�TUSVDUVSFT�UFBNXPSL�LOPXMFEHF�XPSL�
EFWFMPQNFOUT�JO�DPNNVOJDBUJPO�UFDIOPMPHZ�BOE�AOFUXPSL��PSHBOJ[BUJPO�GPSNT��*O�UVSCV-
MFOU�FDPOPNJD�DPOEJUJPOT�NBOZ�PSHBOJ[BUJPOT�BSF�VOTUBCMF�BOE�BSF�FWPMWJOH�JO�OPWFM�XBZT��
5IJT�PGUFO�NFBOT�DSFBUJOH�OFX�UZQFT�PG�JOUFS�PSHBOJ[BUJPOBM�DPMMBCPSBUJPO�	TFF�$IBQUFS���
��
5IF�TDBMF�BOE�DPNQMFYJUZ�PG�UIFTF�DIBOHFT�JOWPMWF�NPSF�QFPQMF�DPNQBSFE�XJUI�DIBOHF�
UIBU�POMZ�BGGFDUT�POF�QBSU�PG�BO�PSHBOJ[BUJPO��5IFTF�USFOET�DPNCJOF�XJUI�UIF�GBTIJPO�GPS�
FNQPXFSNFOU�BOE�FOHBHFNFOU�	$IBQUFS��
��%FCSB�.FZFSTPO�	����
�IJHIMJHIUT�UIF�JNQPS-
UBODF�PG�CFIJOE�UIF�TDFOFT�ACFMPX�UIF�SBEBS��DIBOHF�MFBEFSTIJQ�PG�NJEEMF�NBOBHFST��+PTFQI�
#BEBSBDDP�	�����Q����
�EFTDSJCFT�B�ARVJFU�BQQSPBDI�UP�DIBOHF�MFBEFSTIJQ��FNQIBTJ[JOH�
ATNBMM�UIJOHT�DBSFGVM�NPWFT�DPOUSPMMFE�BOE�NFBTVSFE�FGGPSUT���*O�BQQSPQSJBUF�DPOEJUJPOT�
TUBGG�XJUI�NPUJWBUJPO�BOE�DBQBCJMJUJFT�DBO�MFBE�BOE�JNQMFNFOU�DIBOHF�DPWFSUMZ�RVJFUMZ�CZ�

distributed 
leadership the 
collective exercise of 
leadership behaviours, 
often informal and 
spontaneous, by staff 
at all levels of an 
organization.
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TUFBMUI�KVTU�BT�FGGFDUJWFMZ�BT�ADFMFCSJUZ�CPTTFT��XJUIPVU�EFTUBCJMJ[JOH�UIF�PSHBOJ[BUJPO�BOE�
CVSOJOH�PVU�DPMMFBHVFT�

0OF�PG�UIF�QSPCMFNT�XJUI�EJTUSJCVUFE�MFBEFSTIJQ�JT�UIBU�UIF�DBQBCJMJUJFT�BOE�DPOUSJCV-
UJPOT�PG�UIPTF�XIP�BSF�JOWPMWFE�NBZ�OPU�CF�SFDPHOJ[FE��4ZMWJB�"OO�)FXMFUU�BOE�DPMMFBHVFT�
	����
�PCTFSWF�UIBU�NFNCFST�PG�FUIOJD�NJOPSJUZ�HSPVQT�XIJMF�IPMEJOH�KVOJPS�QPTUT�JO�UIFJS�
PSHBOJ[BUJPOT�PGUFO�IBWF�NBKPS�DPNNVOJUZ�MFBEFSTIJQ�SPMFT�XJUI�DBQBCJMJUJFT�BOE�UBMFOU�
UIBU�BSF�OFJUIFS�SFDPHOJ[FE�OPS�VTFE�CZ�UIFJS�NBJO�FNQMPZFS��5IFTF�BSF�UIF�AVOTVOH�IFSPFT��
XIP�UBLF�QFSTPOBM�SFTQPOTJCJMJUZ�BOE�SJTL�GPS�ESJWJOH�DIBOHF�XJUIPVU�BMXBZT�XBJUJOH�
QBUJFOUMZ�GPS�PUIFST�PS�TJNQMZ�GPMMPXJOH�EJSFDUJPOT�

%BWJE�#VDIBOBO�FU�BM��	����
�EFTDSJCF�IPX�DPNQMFY�DIBOHFT�UP�JNQSPWF�DBODFS�TFS-
WJDFT�JO�B�#SJUJTI�IPTQJUBM�XFSF�JNQMFNFOUFE�CZ�B�MBSHF�OVNCFS�PG�QFPQMF�BDUJOH�UPHFUIFS�
UP�NFFU�UIF�TBNF�HPBMT�BOE�UBSHFUT�XJUIPVU�GPSNBM�DIBOHF�NBOBHFNFOU�QMBOT�TUSVDUVSFT�
BOE�SPMFT��"MUIPVHI�GPVS�LFZ�QFPQMF�XFSF�JOWPMWFE�BU�EJGGFSFOU�TUBHFT�UIFZ�XFSF�OPU�TFOJPS�
NBOBHFST�BOE�UIF�DIBOHF�QSPDFTT�BMTP�JOWPMWFE����PUIFS�JOEJWJEVBMT�BOE����NBOBHFSJBM�
BENJOJTUSBUJWF�BOE�DMJOJDBM�HSPVQT�QBUJFOUT��SFQSFTFOUBUJWFT�BOE�PUIFS�PSHBOJ[BUJPOT��5IFJS�
DPOUSJCVUJPOT�XFSF�JOGPSNBM�BOE�GMVJE�BOE�DPNQMFNFOUFE�FBDI�PUIFS��5IF�SFTFBSDIFST�OPUF�
IPX�SFTQPOTJCJMJUZ�GPS�UIFTF�DIBOHFT�ANJHSBUFE��BSPVOE�WBSJPVT�HSPVQT�BOE�JOEJWJEVBMT��
5IFZ�DPODMVEF�UIBU�JNQMFNFOUJOH�DIBOHF�XJUI�AOPCPEZ�JO�DIBSHF��DBO�CF�KVTU�BT�FGGFDUJWF�
BT�USBEJUJPOBM�NFUIPET��5IJT�BQQSPBDI�JT�OPU�EFQFOEFOU�PO�JOEJWJEVBMT�PS�TNBMM�UFBNT�BOE�
TVSWJWFT�UIF�EFQBSUVSF�PG�UIF�MPOF�DIBOHF�BHFOU�

Shift your mindset to be seen as a leader
Do others see you as a leader, or not? Age, race, gender, 
appearance and personality all play a role in how others 
assess you; tall, good-looking, extravert white men over 
the age of 40 are often seen more positively than their 
opposites – but those properties are hard to change. 
Expertise, competence and commitment are also good 
indicators – but these are difficult for others to judge 
quickly. Your status seems to be determined by factors 
that you cannot control.

Adam Galinsky and Gavin Kilduff (2013) argue that it 
is possible to improve your status, dominance and influ-
ence at work. They recommend ‘shifting your mindset’, 
a factor which is under your control, because this can 
improve your chances of being seen as a leader. The aim 
is to use more proactive behaviours, such as speaking up 
and speaking earlier, acting more assertively, offering 
more ideas, taking the initiative, acting to solve problems 
and expressing confidence.

There are three psychological states that help us to 
behave proactively: a ‘promotion’ focus on aspirations 
and goals, happiness and feelings of power. These states 
have been shown to reduce levels of the stress hormone 
cortisol, and increase optimism and confidence. You can 
prepare yourself for your next meeting by simply writ-
ing a few short notes on your smartphone. To shift to a 
promotion focus, describe your ambitions and what you 
hope to achieve. To stimulate happiness, write about 

when you have felt excited and ‘high’. To feel more 
powerful, write about a time when you had power over 
someone else.

In experiments with this technique, participants who 
had prepared to feel promotion-focused, happy and 
powerful behaved more proactively, and were granted 
higher status than those who were not prepared in this 
way. The former were more likely to be described by 
others as ‘group leader’. Further experiments showed 
that this effect can be a lasting one. Those who are 
given high status are then treated in ways that reinforce 
that position – given more information and speaking 
opportunities.

The researchers claim that this proactive mindset, even 
if it is temporary, can also improve your interviewing, 
negotiation and presentation skills. They conclude (Galin-
sky and Kilduff, 2013, p.130):

We now know that a small change in the thoughts 
and feelings you bring to your first encounter with a 
group – activated by something as quick and easy as 
a writing task – can have a significant impact on your 
status in it. Conventional wisdom says that success 
comes from having the right attributes, or from being 
in the right place at the right time. Our research sug-
gests that it is also a matter of being in the right frame 
of mind at the right time.

M18_BUCH2881_09_SE_C18.indd   622 07/27/16   10:05 AM



 Who needs leaders? 623

,TFOJB�;IFMUPVLIPWB�	����
�JEFOUJGJFT�GPVS�USFOET�UIBU�BSF�TIBQJOH�MFBEFSTIJQ�SPMFT�

���Frequency and pace of change��GBTUFS�JOGPSNBUJPO�TIBSJOH�BOE�BHHSFTTJWF�DPNQFUJUJPO�
NFBOT�UIBU�EFDJTJPOT�IBWF�UP�CF�UBLFO�GBTUFS�XIJDI�NFBOT�EFWPMWJOH�SFTQPOTJCJMJUJFT�
AEPXO�UIF�MJOF��

���Greater transparency and global consumer choice��TUBOEBSET�PG�CVTJOFTT�CFIBWJPVS�BSF�
OPX�QVCMJD�BOE�DPOTVNFST�DBO�TXJUDI�SBQJEMZ�UP�DPNQFUJUPST�JG�UIFZ�GFFM�UIBU�BO�PSHBOJ-
[BUJPO�JT�CSFBDIJOH�UIPTF�TUBOEBSET�

���Collaborative working��GMBU�TUSVDUVSFT�BOE�FYUFSOBM�QBSUOFSTIJQT�NFBO�UIBU�QFPQMF�IBWF�UP�
JOGMVFODF�PUIFST�PWFS�XIPN�UIFZ�IBWF�OP�MJOF�NBOBHFNFOU�BVUIPSJUZ�

��� Workforce diversity��OFFE�UP�BEESFTT�B�XJEFS�SBOHF�PG�EJGGFSFOU�OFFET�BOE�NPUJWBUJPOT�BDSPTT�
UIF�XPSLGPSDF�m�XPSL�IBT�UP�BQQFBM�UP�B�XJEFS�SBOHF�PG�FYQFDUBUJPOT�UIBO�JO�UIF�QBTU�

5IFTF�USFOET�FODPVSBHF�B�EFWPMWFE�EJTUSJCVUFE�BQQSPBDI�UP�MFBEFSTIJQ�CVU�IJFSBSDIZ�
CVSFBVDSBDZ�B�GPDVT�PO�TIPSU�UFSN�HPBMT�BOE�JOEJWJEVBM�SFXBSE�TZTUFNT�VOEFSNJOF�UIBU�
BQQSPBDI��%JTUSJCVUFE�MFBEFSTIJQ�EPFT�OPU�JNQMZ�B�DPNQMFUF�TIJGU�BXBZ�GSPN�GPSNBM�TFOJPS�
GJHVSFT�XJUI�QSFTUJHF�UJUMFT�XIP�DPOUJOVF�UP�FYFSDJTF�MFBEFSTIJQ�GVODUJPOT��8IBU�JT�SFRVJSFE�
JT�B�AUXJO�USBDL��BQQSPBDI�JO�XIJDI�WJTJPOBSZ�JOEJWJEVBM�MFBEFST�BOE�B�XJEFMZ�EJTQFSTFE�
MFBEFSTIJQ�EFDPVQMFE�GSPN�IJHI�PGGJDF�XPSL�UPHFUIFS�

Who needs leaders?
5ISPVHIPVU�UIF�UXFOUJFUI�DFOUVSZ�JU�XBT�VORVFTUJPOJOHMZ�BDDFQUFE�UIBU�MFBEFSTIJQ�XBT�
JOEJTQFOTBCMF��"�OPWFM�QFSTQFDUJWF�FNFSHFE�JO�UIF�PQFOJOH�ZFBST�PG�UIF�UXFOUZ�GJSTU�DFO-
UVSZ�DIBMMFOHJOH�UIF�FOUIVTJBTN�GPS�DIBSJTNBUJD�WJTJPOBSZ�USBOTBDUJPOBM�TVQFSMFBEFST��
)FSF�JT�B�QFSTQFDUJWF�XIJDI�BSHVFT�UIBU�TPNF�MFBEFST�BSF�dangerous�

/JDL�.PSHBO�	�����Q��
�JT�DSJUJDBM�PG�AMBSHFS�UIBO�MJGF�MFBEFST�BOE�UIFJS�HSBOE�TUSBUF-
HJFT��BSHVJOH�GPS�AB�RVJFUFS�NPSF�FWPMVUJPOBSZ�BQQSPBDI�UP�DIBOHF�POF�UIBU�SFMJFT�PO�
FNQMPZFF�NPUJWBUJPO�JOTUFBE�PG�EJSFDUJWFT�GSPN�PO�IJHI���)F�BSHVFT�UIBU�PSHBOJ[BUJPOT�
TIPVME�SFEVDF�UIF�BNPVOU�PG�DIBOHF�GPDVT�JOTUFBE�PO�JODSFNFOUBM�JNQSPWFNFOUT�BOE�
ABCPWF�BMM�MPTF�UIF�OPUJPO�UIBU�ZPV�OFFE�IFSPJD�MFBEFST�JO�PSEFS�UP�IBWF�NFBOJOHGVM�
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TVTUBJOFE�DIBOHFã	Q��
��5IJT�JT�DPOTJTUFOU�XJUI�WJFXT�PO�PSHBOJ[BUJPOBM�DIBOHF�	FYQMPSFE�
JO��$IBQUFSã��
��QBSUJDVMBSMZ�&SJD�"CSBIBNTPO�T�	����
�BQQSPBDI�UP�AQBJOMFTT�DIBOHF��XIJDI�
JT�DBSFGVMMZ�TUBHFE�BOE�QBDFE�

2VZ�)VZ�	����
�BMTP�EJTNJTTFT�UIF�SPMF�PG�WJTJPOBSZ�MFBEFSTIJQ�BSHVJOH�UIBU�JU�JT�NJEEMF�
NBOBHFST�XIP�BDIJFWF�UIF�CBMBODF�CFUXFFO�DIBOHF�BOE�DPOUJOVJUZ�BOE�UIBU�SBEJDBM�DIBOHF�
JNQPTFE�GSPN�UIF�UPQ�NBLFT�UIJT�EJGGJDVMU��+JN�$PMMJOT�	����
�BSHVFT�UIBU�AMBSHFS�UIBO�MJGF��
MFBEFST�BSF�OPU�BMXBZT�FGGFDUJWF�BOE�UIBU�UIF�NPTU�QPXFSGVM�TFOJPS�FYFDVUJWFT�EJTQMBZ�XIBU�
IF�DBMMT�AMFWFM���MFBEFSTIJQ��DPNCJOJOH�IVNJMJUZ�XJUI�QFSTJTUFODF��8F�IBWF�BMSFBEZ�NFU�
.FZFSTPO�T�	����
�AUFNQFSFE�SBEJDBMT��XIP�PQFSBUF�ACFMPX�UIF�SBEBS��BOE�#BEBSBDDP�T�
	����
�AVOHMBNPSPVT�OPU�IFSPJD�RVJFU�BQQSPBDI�UP�MFBEFSTIJQ���*U�JT�JNQPSUBOU�UP�QBZ�BUUFO-
UJPO�UP�UIFTF�AOPO�MFBEFSTIJQ��DPOUSJCVUJPOT�UP�PSHBOJ[BUJPOBM�DIBOHF�

3BLFTI�,IVSBOB�	�����Q���
�JT�TDBUIJOH�JO�IJT�BTTFTTNFOU�PG�USBOTGPSNBUJPOBM�MFBEFST��
5IF�QPQVMBS�TUFSFPUZQF�JT�UIF�DIBSJTNBUJD�JOEJWJEVBM�XIP�XJOT�UIF�DPOGJEFODF�PG�JOWFT-
UPST�BOE�UIF�CVTJOFTT�QSFTT�JOTQJSFT�FNQMPZFFT�EFGFBUT�PWFSXIFMNJOH�DPNQFUJUJPO�BOE�
UVSOT�BSPVOE�EZJOH�DPNQBOJFT��5IJT�JT�UIF�XIJUF�LOJHIU�UIF�MPOF�SBOHFS�UIF�IFSPJD�GJHVSF��
,IVSBOB�IBT�GPVS�DSJUJDJTNT�PG�UIFTF�DIBSBDUFST�

��� 5IFZ�ASFKFDU�MJNJUT�UP�UIFJS�TDPQF�BOE�BVUIPSJUZ�<BOE>�SFCFM�BHBJOTU�BMM�DIFDLT�PO�UIFJS�
QPXFS�BOE�EJTNJTT�UIF�OPSNT�BOE�SVMFT�UIBU�BQQMZ�UP�PUIFST���*O�PUIFS�XPSET�UIFZ�DBO�CF�
CFZPOE�UIF�JOGMVFODF�BOE�DPOUSPM�PG�PUIFS�TFOJPS�DPMMFBHVFT�

��� 5IFZ�SFMZ�PO�AUIF�XJEFTQSFBE�RVBTJ�SFMJHJPVT�CFMJFG�JO�UIF�QPXFST�PG�DIBSJTNBUJD�MFBEFST���
5IJT�CFMJFG�BMMPXT�UIFN�UP�AFYQMPJU�UIF�JSSBUJPOBM�EFTJSFT�PG�UIFJS�GPMMPXFST��

��� 5IFZ�FODPVSBHF�UIF�BUUSJCVUJPO�FSSPS�PG�VOEFSTUBOEJOH�TVDDFTT�JO�UFSNT�PG�UIF�BDUJPOT�
PG�QSPNJOFOU�MFBEFST�XIJMF�PWFSMPPLJOH�AUIF�JOUFSQMBZ�PG�TPDJBM�FDPOPNJD�BOE�PUIFS�
JNQFSTPOBM�GPSDFT�UIBU�TIBQF�BOE�DPOTUSBJO�FWFO�UIF�NPTU�IFSPJD�JOEJWJEVBM�FGGPSUT��

���/FX�DIJFG�FYFDVUJWFT�PGUFO�EFMJCFSBUFMZ�EFTUBCJMJ[F�UIFJS�PSHBOJ[BUJPOT�UP�GPTUFS�SFWJUBMJ-
[BUJPO��)PXFWFS�UIJT�DBO�CF�IBSNGVM�JG�OPU�EJTBTUSPVT�BT�B�OVNCFS�PG�DPSQPSBUF�TDBO-
EBMT�JO�UIF�FBSMZ�UXFOUZ�GJSTU�DFOUVSZ�JMMVTUSBUFE�

"T�EJTDVTTFE�FBSMJFS�WJTJPOBSZ�MFBEFST�BSF�FYQFDUFE�UP�ESJWF�SBEJDBM�DIBOHF�XIJMF�NBO-
BHFST�NBJOUBJO�PSEFS�BOE�TUBCJMJUZ��)PXFWFS�,IVSBOB�SFHBSET�UIF�USBOTGPSNBUJPOBM�MFBEFS�
BT�B�AEBOHFSPVT�DVSTF���5IJT�CBDLMBTI�BHBJOTU�AOFX�MFBEFST��IBT�UXP�JOUFSFTUJOH�EJNFOTJPOT�

r� 5IF�DPNCJOFE�WJFXT�PG�.PSHBO�)VZ�$PMMJOT�.ZFSTPO�#BEBSBDDP�BOE�,IVSBOB�UBLF�UIF�
EFCBUF�CBDL�UP�UIF�EJTUJODUJPO�CFUXFFO�MFBEFSTIJQ�BOE�NBOBHFNFOU��8F�EJTDVTTFE�UIF�
QFSTQFDUJWF�XIJDI�BSHVFT�AMFBEFSTIJQ�JT�HPPE�m�NBOBHFNFOU�JT�CBE���5IJT�BSHVNFOU�JT�
OPX�SFWFSTFE�XJUI�UIF�DMBJN�UIBU�MFBEFST�DBO�CF�EBOHFSPVTMZ�EFTUBCJMJ[JOH�XIJMF�NBOBH-
FST�ESJWF�DIBOHF�NPSF�FGGFDUJWFMZ�

r� *O�UIJT�BQQSPBDI�PSHBOJ[BUJPOBM�FGGFDUJWFOFTT�EFQFOET�PO�DPNQFUFOU�NBOBHFST�XJUI�
DIBOHF�BHFODZ�TLJMMT�BOE�OPU�PO�IFSPJD�WJTJPOBSJFT�XJUI�DIBSJTNBUJD�QFSTPOBMJUJFT�

Video case: image of ‘superhero’ chief needs a rethink

This five-minute Financial Times video is presented by Andrew White from Oxford Saïd  Business 
School. He challenges the need for charismatic leaders, arguing that this style is no longer appro-
priate. Senior leaders need to be able to work with a range of external stakeholders – regula-
tors, activists, community groups – whose access to and use of social media make them more 
 powerful. The ability to manage these diverse groups is a key leadership capability. He also intro-
duces the concept of ‘ripple intelligence’ – understanding complexity and the ‘knock on’ effects 
of actions.
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ReCap

1. Explain the apparent difference between the 
concepts of leadership and management.

r� Leaders are typically portrayed as inspiring, 
change-oriented visionaries.

r� Managers are typically portrayed as planners, 
organizers and controllers.

r� In practice, the roles overlap, are complementary, 
and can be difficult to distinguish.

2. Understand the relationships between personal-
ity traits and effective leadership.

r� Many factors, besides personality traits, influence 
leadership effectiveness.

r� It has proved difficult to establish a consensus on 
specific traits.

r� The characteristics of the leader’s role also influ-
ence behaviour and effectiveness.

3. Understand the challenges facing women who 
aspire to leadership roles, and the social and 
business cases for ‘boardroom diversity’.

r� Women are traditionally powerless due to discrimi-
nation and exclusion by male behaviour.

r� Women have social and interpersonal leadership 
qualities, improve performance by widening man-
agement discussions, and are now more likely to 
be promoted on merit.

r� Board gender-diversity is seen in many countries 
as socially desirable for equality reasons, and there 
is evidence suggesting that board diversity is posi-
tively linked to corporate performance.

r� Women who climb the glass slope eventually hit a 
glass ceiling, preventing their further progress into 
more senior management roles.

r� When organizations are in financial difficulty, 
they often appoint women to senior roles, where 
they are then vulnerable to failure; this has been 
described as a ‘glass cliff’.

4. Understand why effective leaders either adapt 
their style to fit the organizational and cultural 
context in which they operate, or else find con-
texts which fit their personal style.

r� Considerate behaviour reduces labour turnover 
and improves job satisfaction.

r� Initiating structure improves performance but 
reduces job satisfaction.

r� Effective leaders combine consideration with initi-
ating structure.

r� Contingency theory argues that leaders are more 
or less effective depending on how structured the 
task is, how powerful the leader is, and how good 
the relationships are.

r� Situational leadership advises the manager to 
use telling, selling, participating and delegating 
styles depending on the task, relationships and 
employee readiness.

r� Some commentators argue that leaders cannot 
change their behaviour, and that to be effective 
they have to find organizational contexts that are 
suitable for their leadership style.

r� Most commentators argue that leaders can and 
should adapt their behaviour to fit the context and 
the culture in which they are operating.

5. Explain contemporary trends in this field con-
cerning new leadership, the dispersal of lead-
ership, and the argument that leaders are 
unnecessary.

r� One trend emphasized charismatic, visionary, 
inspirational new leaders.

r� New leadership, superleader and transformational 
leadership are close synonyms.

r� Distributed leadership can be observed at all 
organizational levels.

r� The new visionary leader helps to develop leader-
ship capability in others.

r� The new leader has the right traits, and the right 
style, for the contemporary context, thus combin-
ing notions of trait-spotting, style-counselling and 
context-fitting.

r� A more recent trend views charismatic, visionary 
leaders as dangerous because they can destabilize 
an organization; change management capabilities 
are more important.
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Springboard

+FGGSFZ�1GFGGFS�	����
�Leadership BS: Fixing Workplaces and Careers One Truth at a Time��
/FX�:PSL��)BSQFS�#VTJOFTT��$SJUJDJ[FT�UIF�AMFBEFSTIJQ�JOEVTUSZ��GPS�PGGFSJOH�VOIFMQGVM�
BEWJDF�CBTFE�PO�XJTIGVM�UIJOLJOH�UIBU�QSPEVDFT�VOSFBMJTUJD�JNBHFT�PG�MFBEFSTIJQ�SPMFT��
"SHVFT�UIBU�MFBEFST�TPNFUJNFT�IBWF�UP�EP�CBE�UIJOHT�UP�BDIJFWF�HPPE�SFTVMUT��4FF�EJTDVT-
TJPO�PG�QPXFS�JO�$IBQUFS����

4��"MFYBOEFS�)BTMBN�4UFQIFO�%��3FJDIFS�BOE�.JDIBFM�+��1MBUPX�	����
�The New Psychol-
ogy of Leadership: Identity, Influence and Power��)PWF�&BTU�4VTTFY��1TZDIPMPHZ�1SFTT��
"SHVFT�UIBU�DIBSJTNB�JT�OPU�BO�BUUSJCVUF�PG�B�MFBEFS�CVU�BO�BUUSJCVUJPO�NBEF�CZ�GPMMPXFST��
4VDDFTTGVM�MFBEFST�BSF�UIPTF�XIP�DBO�DBQUVSF�BOE�DIBNQJPO�UIF�JEFOUJUZ�PG�UIF�HSPVQ�UP�
XIJDI�UIFZ�CFMPOH�BOE�XIPTF�JOUFSFTUT�UIFZ�BEWBODF�

'BBJ[B�3BTIJE�"NZ�$��&ENPOETPO�BOE�)FSNBO�#��-FPOBSE�	����
�A-FBEFSTIJQ�MFTTPOT�
GSPN�UIF�$IJMFBO�NJOF�SFTDVF��Harvard Business Review����	�m�
�QQ����m����"OBMZTFT�
UIF�SFTDVF�PG����NJOFST�XIP�XFSF�USBQQFE�PWFS������GFFU�VOEFSHSPVOE�JO�������5IJT�
XBT�B�MFBEFSTIJQ�DIBMMFOHF�BT�XFMM�BT�B�UFDIOJDBM�POF��8IBU�MFBEFSTIJQ�DBQBCJMJUJFT�BSF�
SFRVJSFE�UP�EFBM�XJUI�DSJTFT�TVDI�BT�UIJT 

4IFSZM�4BOECFSH�	����
�Lean In: Work and the Will to Lead��/FX�:PSL��,OPQG��"�DPOUSPWFS-
TJBM�DPSQPSBUF�GFNJOJTU�NBOJGFTUP�GSPN�UIF�DIJFG�PQFSBUJOH�PGGJDFS�PG�'BDFCPPL��"SHVFT�UIBU�
XPNFO�BSF�MBSHFMZ�UP�CMBNF�GPS�EFSBJMJOH�UIFJS�PXO�DBSFFST�CZ�AMFBOJOH�CBDL��JO�NFFUJOHT�
BOE�OPU�QVTIJOH�GPS�QSPNPUJPO��0GGFST�BEWJDF�UP�XPNFO�GSPN�IFS�FYQFSJFODF�PO�AMFBOJOH�
JO��UP�QSPHSFTT�UIFJS�DBSFFST�

���8IBU�JT�UIF�EJGGFSFODF�CFUXFFO�MFBEFSTIJQ�BOE�NBOBHFNFOU�BOE�XIZ�JT�JU�EJGGJDVMU�UP�
TFQBSBUF�UIFTF�DPODFQUT�JO�QSBDUJDF 

���8IZ�JT�USBJU�TQPUUJOH�TVDI�B�QPQVMBS�UIFNF�JO�MFBEFSTIJQ�SFTFBSDI �8IBU�IBT�USBJU�
TQPUUJOH�UPME�VT�BCPVU�UIF�QFSTPOBMJUZ�NBSLFST�PG�TVDDFTTGVM�MFBEFST �8IBU�BSF�UIF�
QSPCMFNT�XJUI�UIJT�QFSTQFDUJWF 

��� 5SBEJUJPOBMMZ�MFBEFST�IBWF�CFFO�NFO�XJUI�TQFDJBM�RVBMJUJFT��8IZ�BSF�XPNFO�OPX�
NPSF�MJLFMZ�UP�CF�DPOTJEFSFE�BT�FGGFDUJWF�MFBEFST 

��� 5IF�DPODFQU�PG�USBOTGPSNBUJPOBM�MFBEFSTIJQ�JT�QPQVMBS��8IBU�BEWBOUBHFT�BOE�ESBX-
CBDLT�DPNF�XJUI�UIJT�MFBEFSTIJQ�TUZMF 

Revision

Research 
assignment

5IF�DIJFG�FYFDVUJWFT�PG�QSJWBUF�BOE�QVCMJD�TFDUPS�PSHBOJ[BUJPOT�BSF�PGUFO�JO�UIF�OFXT��
POMJOF�CMPHT�5XJUUFS�UFMFWJTJPO��4PNFUJNFT�UIFZ�BUUSBDU�NFEJB�JOUFSFTU�CFDBVTF�UIFJS�
PSHBOJ[BUJPO�IBT�CFFO�JOOPWBUJWF�BOE�TVDDFTTGVM��8IFO�BO�PSHBOJ[BUJPO�IBT�DPOUSJC-
VUFE�UP�BO�BDDJEFOU�GBJMVSF�PS�EJTBTUFS�UIF�NFEJB�XJMM�SFQPSU�UIBU�UPP��'JOE�UXP�DIJFG�
FYFDVUJWFT�XIP�BSF�JO�UIF�OFXT�XIFO�ZPV�TUVEZ�UIJT�DIBQUFS��*G�QPTTJCMF�JEFOUJGZ�POF�
NBMF�BOE�POF�GFNBMF�DIJFG�FYFDVUJWF��/PUF�XIBU�UIF�OFXT�SFQPSUT�TBZ�BCPVU�UIFJS�QFS-
TPOBMJUJFT�BOE�PUIFS�BUUSJCVUFT��$BO�ZPV�JEFOUJGZ�FYBNQMFT�PG�NBMFmGFNBMF�TUFSFPUZQ-
JOH�JO�UIPTF�SFQPSUT �)PX�EP�UIF�NFEJB�SFQPSUT�MJOL�UIF�QFSTPOBMJUJFT�BOE�BUUSJCVUFT�PG�
UIPTF�DIJFG�FYFDVUJWFT�UP�UIF�TVDDFTTFT�BOE�GBJMVSFT�UIBU�TUJNVMBUFE�JOUFSFTU�JO�UIFN�
JO�UIF�GJSTU�QMBDF �'SPN�UIF�FWJEFODF�JO�UIJT�DIBQUFS�XIBU�GFFECBDL�DBO�ZPV�HJWF�UP�
UIF�NFEJB�SFQPSUFST�PO�UIF�BDDVSBDZ�BOE�WBMJEJUZ�PG�UIFJS�BTTFTTNFOUT�PG�UIPTF�UXP�
MFBEFST 
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 OB on the web 627

OB cinema
The Devil Wears Prada (2006, director David Frankel): DVD track 2: 0:03:20 to 0:09:47 (7 minutes). 
Track 2 begins with Andy coming out of the lift and heading for the office reception desk; clip 
ends when she is called back into the office as she is walking away. Based on the novel by Lauren 
Weisberger, this movie tells the story of a naive young aspiring journalist, Andrea (Andy) Sachs 
(played by Anne Hathaway) who gets a job as assistant to the famous editor-in-chief of the fashion 
magazine Runway. The magazine’s powerful and ruthless editor Miranda Priestly (Meryl Streep) is a 
legend. In this clip, we see Andy arriving for her job interview as ‘second assistant’ with Miranda’s 
‘first assistant’ Emily Charlton (Emily Blunt). Miranda, however, decides to conduct the interview 
herself.

1. How would you describe Miranda Priestley’s leadership style? Identify specific behaviours to sup-
port your conclusions.

2. What impact does Miranda’s leadership style have on those around her? Identify specific employee 
behaviours to support your conclusions.

3. Good boss or bad boss: what is your assessment of this leadership style? Cite specific evidence of 
her impact on individual performance and organizational effectiveness to support your judgement.

4. To what extent does this leadership style apply in the real world, beyond Hollywood?  Consider 
aspects of individual personality, organizational context and industry sector in making this 
judgement.

5. Why do you think Miranda Priestly gave Andy the job?

OB on the web
Many individuals are described as leaders because they are charismatic. (We will explore referent 
power – the power of the charismatic personality – in Chapter 22.) We tend to think of charisma as 
something which some people just have, and others do not. However, can you learn how to be char-
ismatic? Olivia Fox Cabane (2013) is an executive coach who specializes in ‘high potential leadership’, 
and who teaches charisma to executives. Search for her name on YouTube, and find her presentation 
on ‘The science of first impressions’. Having watched her presentation, what is your assessment? 
Could you learn to be more charismatic? How would this contribute to your employability and to your 
career? For further suggestions on the tactics that you can use in order to develop your charisma, see 
Antonakis et al. (2012).

Paul Vanderbroeck (2014) Leadership Strategies for Women: Lessons From Four Queens on 
Leadership and Career Development. New York and London: Springer. Examines four his-
torical female leadership role models: Cleopatra of Egypt, Isabella of Spain, Elizabeth I of 
England and Catherine the Great of Russia. Identifies their leadership competencies and 
the key factors in their career success, offering practical guidance for contemporary career 
management and leadership.
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628 Chapter 18 Leadership

CHAPTER ExERCISES

1. Management and leadership

 Objectives 1. To explore differences in the definition of the terms management and leadership.

2. To consider whether and how our understanding and use of these terms is changing.

 Briefing Are leadership and management different roles, or do they overlap? Look at this list of 
activities. Are these leadership activities, or management activities, or could they fall into 
both categories? Use the activities matrix to locate each of those activities depending on 
whether you feel they are management-oriented, leadership-oriented, or both (based 
on Gillen, 2004).

Activities list 1. Delegate tasks
2. Plan and prioritize steps to achieve task goals
3. Ensure predictability
4. Coordinate effort
5. Provide focus
6. Monitor feelings and morale
7. Follow systems and procedures
8. Provide development opportunities
9. Monitor progress

10. Appeal to rational thinking
11. Act as interface between team and others
12. Motivate staff
13. Inspire people
14. Coordinate resources
15. Give orders and instructions
16. Check task completion
17. Ensure effective induction
18. Unleash potential
19. Look ‘over the horizon’
20. Be a good role model
21. Use analytical data to support recommendations
22. Explain goals, plans and roles
23. Appeal to people’s emotions
24. Share a vision
25. Guide progress
26. Create a positive team feeling
27. Monitor budgets and tasks
28. Use analytical data to forecast trends
29. Take risks
30. Build teams

Activities matrix Managerially oriented Elements of management 
and leadership

Leadership oriented
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Class discussion Consider why you placed each of those activities in those categories:

1. What makes an activity a management activity?

2. What is distinctive about leadership activities?

3. If you put some activities in the middle, why did you do that?

4. Are there any current trends and developments which encourage managers to moni-
tor and control rather than to exercise leadership?

2. Leadership in practice

 Objectives 1. To relate the theory and concepts of leadership to practice.

2. To assess critically how leaders are typically seen and portrayed.

 Briefing 1. Identify two business, sports or political leaders, one male and one female, past or 
present, with whom you are familiar through the media, or through movies based 
on their lives.

2. What traits and other characteristics do they have? To what extent do they conform 
with traditional female and male leadership stereotypes?

3. How are their leadership styles portrayed: participative, considerate, task-oriented, 
autocratic, transformational, for example? How do their styles influence their 
effectiveness?

4. What conclusions can you draw about leadership effectiveness, and about the way in 
which society sees leaders?

Employability assessment
With regard to your future employment prospects:

1. Identify up to three issues from this chapter that you found significant.

2. Relate these to the competencies in the employability matrix.

3. Decide what actions you need to take to maintain and/or develop those competencies under each of the four 
headings of the employability matrix.

Personal qualities
self-management

work ethic/results orientation
appetite for learning
interpersonal skills

creativity and innovation

Leadership qualities
leadership

people management
leading and managing change

project management
general management skills

Other attributes
political awareness

understand cross-cultural issues
how organizations work

critical thinking
decision making

Practical skills
commercial acumen

customer service skills
communication skills
problem solving skills

teamworking skills

Employability

The employability matrix
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Learning outcomes
When you have read this chapter, you should be able to define those 
key terms in your own words, and you should also be able to:

1. Explain why effective change management is important, to 
organizations and to individuals.

2. Identify the main external and internal triggers of organizational 
change.

3. Explain the issues that management must take into account to 
ensure that change is successful.

4. Understand the typical characteristics of human responses to 
change.

5. Understand the nature of resistance to change and approaches to 
overcoming it.

6. Explain the advantages and limitations of participative methods of 
change management.

7. Understand the significance of innovation, and the distinction 
between sustaining, disruptive and operational innovations.

8. Explain the organizational properties that stimulate and stifle 
innovation respectively.

9. Recognize the challenges facing innovative change leaders.
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Why study change?

Designed not to change
‘The reality is that today’s organizations were simply never 
designed to change proactively and deeply – they were built 
for discipline and efficiency, enforced through hierarchy and 
routinization. As a result, there’s a mismatch between the 

pace of change in the external environment and the fast-
est possible pace of change at most organizations. If it were 
otherwise, we wouldn’t see so many incumbents struggling 
to intercept the future’ (Hamel and Zanini, 2014, p.1).

Organizations must change, to keep up with economic and geopolitical developments, 
competitor behaviour, changing customer demands and expectations, new legislation and 
regulations, new materials, new technologies – and many other surprises. Failure to change, 
and to change rapidly, can threaten an organization’s survival. You as an individual must 
also be able and willing to change. In order to ‘future proof’ your career, Lynda Gratton 
(2011) argues that you will need to acquire new knowledge and skills every few years, 
allowing you to change from one job and organization to another. Failure to change as an 
individual will put your employability, and your career, at risk.

Managing change well, however, seems to be difficult. Most estimates put the failure 
rate of planned organizational changes at around 60 to 70 per cent (Burnes, 2011; Rafferty 
et al., 2013). In a global survey of 2,000 executives by the consulting company McKinsey, 
only 26 per cent of respondents said that their change initiatives had increased performance 
and enabled the organization to make further improvements (Jacquemont et al., 2015). The 
evidence behind these kinds of claims has been disputed (Hughes, 2011), but no studies 
have yet reported a 70 per cent success rate.

Stop and think

How would you respond to these ‘true or false’ questions?

r People have a natural resistance to change. true or false?

r People get bored with routine and seek out new experiences. true or false?

r Older people are more resistant to change. true or false?

Did you answer ‘true’ to all three statements? These positive responses are 
inconsistent with each other, and contradict the evidence. For example, many people 
when they retire from work take up radically new activities and hobbies: painting, 
acting, community involvement, learning a musical instrument. We cannot have 
natural resistance to change and seek new experiences at the same time.

Change is a constant, and it is a constant challenge, for organizations, and for us as indi-
viduals. The need for organizational and personal change is prompted by many different 
triggers of change.

External triggers for organizational change include (see Chapters 2 and 3):

r� economic and trading conditions, domestic and global;

r� new technology and materials;

r� demographic trends, silver tsunami, Gen Y, Gen C;

r� changes in consumers’ demands and expectations;

r� activities and innovations of competitors, mergers and acquisitions;

r� legislation, regulation, government policies, corporate social responsibility demands;

triggers of change 
disorganizing pressures 
that make current 
systems, procedures, 
rules, organization 
structures, processes, 
roles, and skills 
inappropriate and 
ineffective.
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r� shifts in local, national and international politics;

r� changes in social and cultural values.

Internal triggers for organizational change can include:

r� design of new products and services;

r� low performance and morale, high stress and staff turnover;

r� appointment of a new senior manager or top team;

r� inadequate skills and knowledge base, triggering training programmes;

r� office and factory relocation, closer to suppliers and markets;

r� recognition of problems triggering redistribution of responsibilities;

r� innovations in the manufacturing process;

r� new ideas about how to deliver services to customers.

Cloud control
External triggers for organizational change can have 
‘knock on’ effects on internal support functions not 
directly involved in shifts in strategy. Adobe is a global 
software company, known for products such as Acrobat, 
Flash Player and Photoshop. Based in San Jose, California, 
Adobe has 11,000 employees in 43 countries, with 
annual revenues of US$4.5 billion, half of which are gen-
erated outside the US. New technologies, however, are 
opening up opportunities for small competitors.

In 2011, Adobe decided to stop selling its licensed 
products in shrink-wrap packages and became a cloud-
based provider of digital services. Instead of receiving a 
CD in a box, customers either download the software 
they require or pay a monthly subscription. For employ-
ees, this meant new ways of working, and a new role for 
the human resource (HR) function.

Adobe had a traditional office-bound administrative 
HR function. That worked well when Adobe was selling 
software products, but was less appropriate to the cloud-
based approach. HR had to work as ‘business partners’, 
located in employee resource centres. HR consulting 
teams worked on problems directly with senior manag-
ers and with staff on the ground. HR roles became more 

varied and, being less office-bound, more people-oriented. 
Rather than wait for calls, HR staff conducted ‘walk-ins’, 
visiting on their own initiative parts of the company to 
explore what support they could provide. Adobe employs 
large numbers of ‘millennials’ (Gen Ys) who are motivated 
by innovation, change and personal development. Keeping 
them engaged meant designing varied, challenging jobs.

Adobe also stopped conducting annual performance 
reviews, as they consumed a lot of management time, 
demotivated staff and contributed to high staff turnover. 
With the new ‘check in’ system, staff review and set their 
own development goals when they think this is appropri-
ate, with immediate and ongoing feedback rather than 
an annual conversation. HR runs workshops for managers 
on providing effective, positive feedback. Staff turnover 
has fallen to its lowest level ever.

Why did HR at Adobe change the way in which it 
operated? Because the company strategy and culture had 
changed, and HR had to find new ways of working to 
support those developments

Based on Smedley (2014), and www.adobe.com/ 
company/fast-facts.html

Change is not simply a matter of reacting to triggers. Organizations and individuals can 
anticipate trends and opportunities, and be proactive as well. Susan Mohrman and Edward 
Lawler (2012, p.42) argue that we need to focus on ‘next practice’ as well as ‘best practice’:

The major challenge for organizations today is navigating high levels of turbulence. They 
operate in dynamic environments, in societies where the aspirations and purposes of 
various stakeholders change over time. They have access to ever-increasing technologi-
cal capabilities and information. A key organizational capability is the ability to adapt as 
context, opportunities, and challenges change.

One of the best-known metaphors for change was developed by Kurt Lewin (1951), who 
argued for the need to unfreeze the current state of affairs, to move to a desired new state, 
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then to refreeze and stabilize those changes. However, as Mohrman and Lawler suggest, 
refreezing is no longer an option. ‘Repeat change’ is the norm, and ‘permanent thaw’ is a 
better metaphor. The environment for most organizations seems likely to remain turbulent, 
and change will be on the management agenda for some time. Change is thus a core topic, 
for managers concerned with organizational performance, adaptability and survival, and for 
individuals concerned about employability and careers.

Making change happen
‘Change? Change? Why do we need change? Things are quite bad enough as they are.’

Organizational change takes many different forms, affecting structures, culture, working 
practices, information systems, and so on. Changes also vary in ‘depth’, from shallow to 
deep, as shown in Table 19.1. Minor changes may be surface or shallow, and have limited 
impact on people and performance. Penetrating and deep changes are more wide-ranging in 
their effects. Faced with the geopolitical, economic, demographic, sociocultural and techno-
logical trends and developments (explored in Chapters 2 and 3), most organizations today 
appear to need deep transformational change. This is more difficult to implement than 
shallow change, as it is more costly and time-consuming, requires greater management 
expertise, and affects larger numbers of people in more significant ways.

In most organizations, many changes are likely to be underway at the same time, at 
different depths. We cannot argue that ‘all change must be deep change’. Deep change 
is appropriate when dealing with ‘deep problems’, while fine-tuning is an appropriate 
response to minor concerns. Surface and shallow changes can also provide critical support 
for deeper changes.

transformational 
change large-scale 
change involving 
radical, frame-breaking 
and fundamentally 
new ways of thinking, 
solving problems and 
doing business.

Robert Gascoyne-
Cecil, 3rd Marquess 
of Salisbury, and 
UK Prime Minister 
to Queen Victoria, 
1885–1892

Table 19.1: Depth of organizational change

Surface Fine-tuning: focus on efficiency

↓ Restructure: centralize, decentralize

Shallow Reallocate resources: grow some departments, cut others

↓ Improve business planning: symbolize a shift in thinking

Penetrating Change the leadership: new CEO with major change remit

↓ Change the organization’s definition of success: create new goals, 
objectives, targets to change behaviour

Deep Change the mission, vision, values and philosophy: symbolize a radical 
shift in thinking and behaviour

↓

Transformational Paradigm shift: change how we think, how we solve problems, how 
boundaries are defined, the way we do business: frame-breaking, mould-
breaking, fundamental, strategic change

The advice for managers on implementing change – on how to make it happen – is 
straightforward, with different commentators offering similar guidance, usually in the form 
of a checklist. One of the best-known sets of guidelines comes from John Kotter (2007). His 
research into over 100 American companies identifies the following eight steps to successful 
transformational change:

1. Establish a sense of urgency for the proposed changes.

2. Create a powerful team to guide and drive the implementation.
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3. Develop a vision to direct the change efforts, and a strategy to achieve the vision.

4. Communicate the new vision and strategy.

5. Empower others to help achieve the vision, removing obstacles, encouraging risk taking.

6. Plan for and create short-term wins, and recognize and reward those involved.

7. Consolidate improvements and develop new ideas and projects to support the vision.

8. Ensure that new approaches are embedded in the organization culture.

For successful change, Kotter suggested a careful planning process, working through 
these eight issues more or less in sequence, and not missing or rushing any of them. This 
takes time. Given the pace of change, perhaps many organizations try to take too many 
shortcuts to put change in place more quickly, and get it wrong as a consequence. Does this 
work in practice? Steven Appelbaum et al. (2012) reviewed the evidence relating to Kotter’s 
model, and found support for most of the individual steps. However, despite Kotter’s argu-
ment about integrating the eight stages, no studies have evaluated the framework as a 
whole. On the other hand, there was no evidence to challenge the practical value of the 
approach, which remains popular because it is easy to understand and to use.

Kotter (2012, p.52) subsequently revised his framework, arguing that the eight steps 
should be seen as ‘change accelerators’, to speed up change. His new argument has three 
aspects. First, Kotter argues that the accelerators must operate concurrently, rather than in 
sequence. Second, change must not rely on a small core group, but on many change agents 
from across the organization. Third, traditional hierarchy must be complemented by flex-
ible and agile networks.

Although Kotter focused his work on transformational change, his guidelines have been 
applied to the management of change in general. Reducing the task to these eight steps 
suggests that change, which is usually complex and untidy, can be controlled and managed 
effectively in a more or less logical and predictable manner. Also, having to handle such a 
small number of issues appears to lessen the scale of the management challenge. Success 
seems to be pretty much guaranteed. Why, then, is the failure rate of change so high? Have 
Kotter, and other commentators who have adopted similar ‘change checklist’ approaches, 
oversimplified the change management task?

Why change fails
Reviewing the conclusions of studies of information tech-
nology project failures, Richard Bacon and Christopher 
Hope (2014, p.2) conclude that:

They all say roughly the same thing: if what you want 
keeps changing; or you can’t commit the required 
money; or you keep changing the person in charge; or 
the person at the top doesn’t care about the project; 
or you have an unrealistic timetable; or you fail to test 
the system properly; or if you don’t provide enough 

training; or you don’t have a Plan B; or you don’t real-
ize that the bigger the project the greater the chance 
of its being overtaken by events or new technology; or 
you don’t realize that the suppliers are quite capable 
of telling you that they can deliver when they can’t; 
then don’t be surprised if you end up with a mess that 
damages your organization, costs much more than it 
is supposed to, and doesn’t work.

Boris Ewenstein et al. (2015) suggest that the failure rate of planned change efforts could 
be reduced by innovative applications of social media (see Chapter 3). These new digital 
tools can be used to:

r� give employees immediate feedback on progress;

r� tailor information to individual roles and needs;

r� sidestep the hierarchy and establish direct contacts;
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r� build community and shared purpose among people who are physically distant from 
each other;

r� demonstrate achievements in real time.

They argue that ‘applying new digital tools can make change more meaningful – and 
durable – both for the individuals who are experiencing it and for those who are imple-
menting it’ (Ewenstein et al., 2015, p.1).

Despite the many pressures, there is a feeling that constant change can be damaging; that 
we need to slow things down, and perhaps keep some things the same. Rapid pace creates the 
problem of initiative decay (or ‘improvement evaporation’), where the benefits of one change 
are lost because the organization moves on to deal with new priorities. There is now concern, 
therefore, with how to sustain changes that are already in place (Buchanan et al., 2007).

A further problem is initiative fatigue, as people become tired of constant demands 
to do things differently, work better, smarter, faster, harder. Initiative fatigue appears to 
be widespread, affecting all levels of an organization, and reducing enthusiasm for more 
change.

initiative decay 
an organizational 
phenomenon where the 
benefits from a change 
initiative ‘evaporate’, 
when attention shifts 
to other issues and 
priorities.

initiative fatigue the 
personal exhaustion and 
apathy resulting from 
the experience of too 
much organizational 
change.

Stop and think

If you want a high-flying, fast-track career, you are unlikely to get far if you focus 
your energies on shallow changes. Shallow changes do not contribute much to 
organizational performance, and will not improve your visibility or reputation. You 
would be advised to work on deep changes, as long as they are successful.

What happens if all ambitious managers try to drive deep changes in the interests of 
progressing their careers?

Management hackathons, digital hives, and social chains
Arne Gast and Raul Lansink (2015) describe how some 
companies are using the networking and collaboration 
possibilities of social media to accelerate change by wid-
ening employee engagement. At one company, social 
technologies allowed employees to contribute to cor-
porate strategy through an ‘open source’ process that 
began with an organization-wide discussion about risks 
to the company’s growth, and future opportunities.

A ‘management hackathon’ is an online platform 
through which participants can discuss ideas, express 
opinions and contribute their expertise. ‘Digital hives’ are 
online hubs that encourage collective problem solving and 
encourage organizational change. To work effectively, 
hives must be based on an explicit policy that allows unre-
stricted interactions with no fear of repercussions, and be 

focused on a specific issue with milestones and deadlines. 
Hives are egalitarian and transparent, based on selected 
user groups, whose inputs are continuously tracked. 
Participants are rewarded with public praise, peer recogni-
tion, and by the implementation of their ideas.

The Dutch bank ABN AMRO has pioneered the use of 
‘social chains’. These are digital platforms that link peo-
ple who contribute to a particular value chain, such as 
acquiring and issuing cards. At ABN AMRO, meetings 
and email are discouraged, and people in the value chain 
across the organizational ‘silos’ work ‘out loud’ online, to 
share how they do things, and to address problems that 
affect the whole value chain. As social technology devel-
ops, we are likely to see further experiments of this kind, 
and new models will be developed.

The acceleration trap
Is constant change ‘the new normal’? Is rapid, ‘accelerated’ change necessary and desir-
able? From a study of 4,900 US companies in 18 industries, Yong-Yeon Ji et al. (2014) note 
that some organizations (‘hares’) respond rapidly and aggressively to changing conditions – 
hiring or laying off parts of the workforce, for example. Others (‘tortoises’) try to maintain 
consistency, and make smaller adjustments. The study showed that employment instability 
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Heike Bruch and Jochen Menges 
(2010) also argue that constant 
change leads to corporate burnout. 
In many organizations, intense 
market pressures encourage man-
agement to increase the number 
and speed of activities, raise per-
formance goals, shorten innova-
tion cycles, and introduce new 
systems and technologies. When 
the chief executive insists on this 
furious pace, the achievements 
turn into chronic overloading. 
Working constantly under time 
pressure, with priorities frequently 
changing, focus is scattered, staff 
become tired and demotivated, and customers get confused.
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lowered organizational performance. However, although very high instability was damag-
ing, so was very low instability. Highly stable organizations may be too rigid and inflexible.

The researchers advise, therefore, a ‘slow and steady’ approach, changing in response to 
external conditions, but retaining talented employees. Change too slowly, and the organization’s 
survival may be at risk. Change too quickly, and staff may be overloaded and demotivated – 
which could also threaten performance and survival. If the competition is changing rapidly, how-
ever, then ‘slow and steady’ could be a high-risk strategy (see the box ‘Up tempo in China’).

Up tempo in China
Considering what Western organizations can learn from 
Chinese management methods, especially about the 
speed of change, Edward Steinfeld and Troels Beltoft 
(2014, p.50) argue that:

For several reasons – policy uncertainty, the vast num-
ber of competitors populating most sectors in China, 
legacies of traditional Chinese approaches to business, 
etc. – commercial success in China is often intimately 
linked with tempo. Innovation in this sense involves 
not the development of brand new technology, but 
rather the introduction of incrementally upgraded 
products with unprecedented rapidity. The new prod-
uct may provide slightly new functionality, or it may 
simply offer an existing product at a slightly lower 
price point. Either way, its introduction permits the 
producer, at least for a brief period of time, to realize 
a slightly higher margin. In virtually all cases, winners 
in this system develop enhanced capabilities for speed 
in design, speed to market and speed in debugging.

Thomas Hout and David Michael (2014, p.106) sup-
port that argument:

When Apple had to redesign the screen of its first 
iPhone at the last minute, its Shenzhen supplier roused 
its engineers out of bed, developed a better screen, 
and overhauled the production line – in just four days’ 
time. Tencent, China’s leading internet service por-
tal, illustrates how companies gain an advantage by 
quickly rolling out new offerings in China. Tencent 
now has over 700 million users, but it is often criticized 
for innovating little and imitating a lot. It was launched 
in Shenzhen in 1998 by five founders as a free instant-
messaging service named QQ, with a friendly-looking 
penguin wearing a red scarf as its mascot. Its key 
strengths are the rate at which it has added more 
 features – such as games, search, an e-commerce mar-
ketplace, music, microblogs, and even a virtual cur-
rency called Q-coins – and the ease with which users 
can connect with one another. Visit a café anywhere in 
China, and almost everyone will be connected to QQ 
but doing different things. Yet, there’s nothing com-
pletely new on the website, which earned profits of 
around $2.5 billion in 2013. Tencent just beats every-
one else to it.
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Bruch and Menges call this ‘the acceleration trap’. They found that in companies that 
were ‘fully trapped’, 60 per cent of employees felt that they lacked the resources to get their 
work done, compared with only 2 per cent who felt that way in companies that were not 
‘trapped’. They also found three typical patterns (Bruch and Menges, 2010, p.83):

r� Overloading: staff have too many activities, but not enough time or resources.

r� Multiloading: focus is reduced by asking employees to take on too many different 
activities.

r� Perpetual loading: the organization operates close to capacity all the time, giving employees no 
chance to rest or retreat, but only to ask, ‘When is the economizing going to come to an end?’

If you answer ‘yes’ to five or more of the following statements, then your organization 
may have an ‘acceleration culture’ (Bruch and Menges, 2010, p.85):

r� Is it hard to get important things done because too many other activities diffuse focus?

r� Is there a tendency to drive the organization to the limits of its capacity?

r� Does the company value hard effort over tangible results?

r� Are employees made to feel guilty if they leave work early?

r� Do employees talk a lot about how big their workload is?

r� Are mangers expected to act as role models by being involved in multiple projects?

r� Is ‘no’ a taboo word, even for people who have already taken on too many projects?

r� Is there an expectation that people must respond to emails within minutes?

r� After work, do staff keep their mobile phones on because they feel they need to be reachable?

How can an organization escape from the acceleration trap? Be clear about strategy and 
goals. Stop less important work. Have a system that identifies more and less important 
initiatives. And ‘declare an end to the current high-energy phase’. At one company studied 
by Bruch and Menges, the chief executive insisted that managers identify only three ‘must-
win battles’, to concentrate attention and energy, instead of the ‘ten top priority goals’ with 
which they used to work.

Change and the individual
David Schneider and Charles Goldwasser (1998) introduced ‘the classic change curve’ 
( Figure 19.1). In the middle of the curve sits a ‘valley of despair’, suggesting that that 
change can mean loss and pain for those who are affected by it. Schneider and Goldwasser 
(1998, p.42) argue that this is probably inevitable in most cases of change, and that is use-
ful to be aware of this and to weaken the impact if possible:

A leader of change must anticipate employees’ reactions, another key factor in the pro-
cess. As shown [Figure 19.1], these reactions occur along a ‘change curve’. The blue line 
represents what is, unfortunately, typical. Unrealistically high expectations at the outset 
of a programme lead to a relatively deep ‘valley of despair’ when change doesn’t come 
as quickly or easily as anticipated. Over time, employees do see a ‘light at the end of the 
tunnel’ and the change eventually produces some positive results. The red line illustrates 
what is possible with effective change management: a less traumatic visit to the valley 
and greater results as the programme reaches completion.

The classic change curve draws on research concerning how individuals cope with trau-
matic personal loss, such as the death of a close relative. Elizabeth Kübler-Ross (1969) 
argued that we deal with loss by moving through a series of stages, each characterized by 
a particular emotional response. The coping cycle has since been used to help understand 
responses to major organizational changes.

Coping cycle the 
emotional response 
to trauma and loss, in 
which we experience 
first denial, then anger, 
bargaining, depression, 
and finally acceptance.
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The five stages in the Kübler-Ross coping cycle are defined in Table 19.2. This is an 
‘ideal’ model. We may not all experience the same sets of responses. We may omit stages, 
revisit some, or pass through them more or less quickly than others. This can be a useful 
diagnostic tool. If we know where in the response cycle a person is, we could offer helpful 
support.

Realization of
effort and
complexity

High
expectations

+

Much better
than before

THE CLASSIC CHANGE CURVE
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Figure 19.1: The classic change curve

Source: Schneider and Goldwasser (1998, p.42).

Table 19.2: The coping cycle

Stage Response

Denial Unwillingness to confront the reality; ‘this is not happening’; ‘there is still hope 
that this will all go away’

Anger Turn accusations on those apparently responsible; ‘why is this happening to 
me?’; ‘why are you doing this to me?’

Bargaining Attempts to negotiate, to mitigate loss; ‘what if I do it this way?’

Depression The reality of loss or transition is appreciated; ‘it’s hopeless, there’s nothing I can 
do now’; ‘I don’t know which way to turn’

Acceptance Coming to terms with and accepting the situation and its full implications; ‘what 
are we going to do about this?’; ‘how am I going to move forward?’

Just how much pressure can we take from organizational change? Psychology has long 
argued that the relationship between arousal, or sensory stimulation, on the one hand, and 
human performance, on the other, varies systematically, in the form of an ‘inverted U’ func-
tion. This is known as the Yerkes–Dodson law (Figure 19.2), named after Robert M. Yerkes 
and John D. Dodson (1908).

The Yerkes–Dodson law argues that task performance increases with arousal, stimula-
tion and pressure. This explains why the time you spend revising for an examination seems 
to become more productive as the examination date draws closer. Here is the basis for the 
claim ‘I work better under pressure’. However, this hypothesis also says that, if the pres-
sure gets too high, the individual will become stressed and exhausted, and performance will 
fall. This explains why, when you delayed all of your revision until the night before, you 
did badly the following day.

Yerkes–Dodson law  
a psychology hypothesis 
which states that 
performance increases 
with arousal, until we 
become overwhelmed, 
after which performance 
falls.
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Figure 19.2: Pressure and performance – the inverted-U function

Performance may be low if a job is repetitive and boring, where arousal is low. 
Performance can sometimes be improved in such settings with background music, conver-
sation and job rotation. Now suppose that the job is enriched and becomes more interest-
ing, responsible and demanding, making more use of the individual’s skills and knowledge. 
As the level of pressure increases, performance is likely to increase. However, a point will 
eventually be reached where the pressure becomes so great that it is overwhelming rather 
than stimulating. At this point fatigue and stress set in, and eventually ill-health and break-
down can occur if the pressure continues to escalate.

The Yerkes–Dodson law applied to work settings is summarized in Table 19.3, which 
plots changes in response, experience and performance for escalating pressure levels. 
Deciding the optimal level of pressure is difficult, because this depends on the individual. 
Also, appropriate levels of stimulation depend on the difficulty of the task. If the task is 
easy, more stimulation can be applied. Music destroys our concentration during a chess 
game, but is enjoyable while backing up computer files.

Table 19.3: The pressure–performance relationship explained

Pressure level Response Experience Performance

Very low Boredom Low levels of interest, challenge and motivation Low, acceptable

Low to moderate Comfort Interest aroused, abilities used, satisfaction, 
motivation

Moderate to high

Moderate to high Stretch Challenge, learning, development, pushing the  
limits

High, above expectations

High to unrealistic Stress Overload, failure, poor health, dysfunctional 
coping behaviour

Moderate to low

Extreme Panic Confusion, threat, loss of self-confidence, 
withdrawal

Low, unacceptable

As we have seen, organizational change can generate such pressure. How can we tell 
what levels of pressure people are experiencing, or when people are getting ‘too close to 
the edge’? There are many proxy measures that show when people are suffering excess 
pressure: staff turnover, sickness rates, unexplained absences, accidents and mistakes, cus-
tomer complaints, grievances. Physical appearance also changes as people become stressed, 
and interpersonal relationships can become strained.
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Readiness and resistance

The American composer, John Cage, once said: ‘I can’t understand why people are frightened of new ideas. I’m fright-
ened of the old ones’ (www.quotationspage.com).

From a practical change implementation perspective, it is usually useful to ask the question: 
are the conditions right, or do we have to do some preliminary work before we go ahead? 
One approach to preparing the ground is based on the concept of readiness for change.

Readiness for change is a predisposition, perhaps even impatience, to welcome and 
embrace change. Where readiness is high, change may be straightforward. Readiness 
depends on understanding the need for change, knowing the direction and the goal, having 
a clear plan, and enough resources and capable people to implement it. Where the ingredi-
ents are in place, and readiness is high, resistance may be localized and weak. If readiness 
is low, implementation will be more difficult, and some ‘groundwork’ may be required in 
order to increase levels of readiness among those who are going to be affected. Readiness 
factors can potentially be managed. Timing can also be important. Some readiness factors 
may strengthen naturally, on their own, as events unfold.

Alannah Rafferty et al. (2013) view change readiness as an individual attitude which has both 
cognitive and emotional (or ‘affective’) dimensions. ‘Collective readiness’ for change, of a group 
or organization, is based on the shared beliefs which develop through social interaction and 
shared experiences. Underpinning an individual’s change readiness, they argue, are five beliefs:

1. Discrepancy: the belief that change is needed.

2. Appropriate: the belief that the proposed change is an appropriate response.

3. Efficacy: the individual’s perceived capability to implement the change.

4. Principal support: the belief that the organization (management, peers) will provide 
resources and information.

5. Valence: the individual’s evaluation of the personal costs and benefits; no benefits, no 
overall positive evaluation of readiness.

Individual change readiness is demonstrated through support for, openness towards, and 
commitment to change. These attitudes and behaviours can be influenced by three sets of fac-
tors. The first concerns external pressures, including industry and technology changes, new 
regulations, and professional group memberships. The second set of factors concerns ‘internal 
context enablers’, including change participation and communication processes, and leader-
ship. The third set of factors concern personal characteristics and include needs, values and 
traits such as self-confidence, risk tolerance, dispositional resistance to change and self-efficacy.

From a management perspective, therefore, individuals’ readiness for change can be 
assessed, and can also be influenced. The research evidence points in particular to the 
power of the internal enablers. Individual readiness for change can be influenced by pro-
cesses that are designed to enhance participation in decisions, by high-quality change 
communications, and by perceptions of the organization’s history of change (previous 
experience, support for change, congruence of values). Again, there are practical steps that 
can increase the probability that a change initiative will be welcome and successful – and 
most of those steps involve little or no cost.

Readiness for 
change is a 
predisposition to 
welcome and embrace 
change.

The importance of high-quality communication
‘Researchers have focused on the importance of effec-
tive communication with employees during change. 
Empirical research has demonstrated that high-quality 
change communication increases acceptance, openness, 
and commitment to change. Furthermore, the failure to 

provide sufficient information or providing poor-quality 
information can result in a number of problems, includ-
ing cynicism about change and widespread rumours, 
which often exaggerate the negative aspects of change’ 
(Rafferty et al., 2013, p.122).
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Readiness for change may of course be low. Past experience, and the perceived nature 
and impact of the proposed changes, may make it difficult to influence readiness levels. 
Those who are responsible for progress may therefore have to address resistance to change.

Change has positive and negative aspects. On the one hand, change implies experiment 
and the creation of something new. On the other hand, it means discontinuity and the 
dismantling of traditional arrangements and relationships. Despite the positive attributes, 
change can be resisted because it involves confrontation with the unknown, and loss of the 
familiar. It is widely assumed that resistance to change is natural. Many people find change 
both painful and frustrating.

There are many sources of resistance to change, but the main ones seem to be:

r� Self-interest: We want to protect a status quo with which we are content and regard as 
advantageous. Change may threaten to push us out of our ‘comfort zone’, and away from 
what we enjoy. We develop vested interests in organization structures and technologies. 
Change can mean loss of power, prestige, respect, approval, status and security. Change 
can also be personally inconvenient. It may disturb relationships and other arrangements 
that have taken time and effort to establish. It may force an unwelcome move in loca-
tion, and alter social opportunities. Perceived as well as actual threats to interests and 
values are thus likely to generate resistance. We have a personal stake in our specialized 
knowledge and skills, and may not be willing to see these made redundant or obsolete.

Resistance 
to change an 
unwillingness, or an 
inability, to accept or 
to discuss changes 
that are perceived 
to be damaging or 
threatening to the 
individual.

So
ur

ce
: D

re
w

 F
ai

rw
ea

th
er

r� Misunderstanding: We are more likely to resist change if we do not understand the 
reasons behind it, or its nature and consequences. Resistance can thus be reduced by 
improved understanding. However, if managers have little trust in employees, informa-
tion about change may be withheld, or distorted. If employees distrust managers, infor-
mation may not be believed. Incomplete and incorrect information create uncertainty 
and rumour, which increases the perception of threat, and also raises defensiveness. The 
way in which change is introduced can thus be resisted, rather than the change itself.

r� Different assessments: We each differ in how we see and evaluate the costs and benefits 
of change. A major threat for me can be a stimulating challenge for you. Contradictory 
assessments are more likely to arise when communication is poor. As we have seen, 
communication is a component of effective change implementation, and this can be key 
to creating a common understanding of what is going to happen.

r� Low tolerance for change: We differ in our abilities to cope with change and uncertainty. 
Change that requires us to think and behave in different ways can challenge our self-
concept. We each have ideas about our abilities and our strengths. One response to 
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change may thus be self-doubt: ‘can I handle this?’ Some people have a low tolerance 
for ambiguity and uncertainty. The anxiety and apprehension that they suffer may lead 
them to oppose even potentially beneficial changes.

How can resistance be managed? Different individuals and groups are likely to be 
affected in different ways, and are likely to react differently. To anticipate and manage 
these reactions, it helps to understand each stakeholder or stakeholder group affected by a 
particular change.

Stakeholder analysis is useful in planning change, and involves the following steps:

1. Draw up a list of stakeholders affected by the proposed changes.

2. Establish what each will gain or lose if the change goes ahead.

3. Use the potential benefits to strengthen support.

4. Find ways to address the concerns of those who feel they will lose out, by altering the 
nature of the changes, or reducing their losses in other ways.

Methods for managing resistance
Different stakeholders must be managed differently. Allies need to be ‘kept on side’, while 
opponents need to be converted, or perhaps discredited and marginalized. John Kotter and 
Leo Schlesinger (2008) identify six methods for managing resistance. The advantages and 
disadvantages of each of these methods are summarized in Table 19.4. These methods can 
of course be used in combination. While education, participation and support are most 
likely to be the norm, there will be situations where negotiation, manipulation and coercion 
may be seen as appropriate.

Stakeholder anyone 
who is concerned with 
how an organization 
operates, and who 
will be affected by its 
decisions and actions.

Table 19.4: Methods for dealing with resistance to change

Method Advantages Disadvantages Use when resistance 
is caused by

Education and 
communication

Increases 
commitment� merges 
opposing views

Takes time Misunderstanding and 
lack of information

Participation and 
involvement

Reduces fear, uses 
individual skills

Takes time Fear of the unknown

Facilitation and  
support

Increases awareness  
and understanding

Takes time and can be 
expensive

Anxiety over personal 
impact

Negotiation and 
agreement

Helps to reduce strong 
resistance

Can be expensive and 
encourage others to 
strike deals

Powerful stakeholders 
whose interests are 
threatened

Manipulation and 
co-optation

Quick and inexpensive Future problems from 
those who feel they 
were manipulated

Powerful stakeholders 
who are difficult to 
manage

Explicit and implicit 
coercion

Quick and overpowers 
resistance

Change agent must 
have power; risky if 
people are angered

Deep disagreements 
and little chance of 
consensus

Stop and think

Faced with resistance to a desirable change, would you ever recommend 
manipulation and threat, or would you regard these methods as unprofessional or 
unethical in all circumstances?
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Resistance is not necessarily damaging. Donald Schön (1963) argued that resistance was 
not just desirable, but necessary, in order to prevent the implementation of weak ideas and 
ineffective proposals. In some settings, a difference of opinions can be constructive if this 
exposes the dimensions of an argument or the full range of consequences – positive and 
negative – of a change proposal. Rick Maurer (2010, p.23) argues that ‘Sometimes we need 
to hear the resistance in order to know that our plans are doomed to failure’.

Jeffrey and Laurie Ford (2009, p.100) argue that ‘Even difficult people can provide valu-
able input when you treat their communication with respect and are willing to reconsider 
some aspects of the change you’re initiating’. They identify five ways in which resistance 
can be used productively:

1. Encourage dialogue: keep the conversation alive, increase awareness of the change ideas, 
and allow those affected to think through the implications.

2. Clarify the purpose: help those affected to understand why their roles have to change.

3. Consider new possibilities: accept if useful the ideas of those resisting; the most outspo-
ken are often closest to the operations affected, and care about getting it right.

4. Listen to the voices: encourage participation and engagement; people want to be heard, 
and noting concerns can generate novel and valuable options.

5. Deal with the past: current responses to change can be based on previous failures, in 
which today’s managers were not involved; it may be necessary to resolve any ‘leftover’ 
issues before going ahead with new plans.

Todd Jick and Maury Peiperl (2010) suggest that change leaders should ‘rethink’ the con-
cept of resistance, see this as a natural part of the change process, and as a potential source 
of energy and feedback. Rick Maurer (2010) also argues that the power of resistance can be 
used to build support for change. Treating resisters with respect strengthens relationships 
and improves the chances of success. Although advocating this perspective, Maurer (2010) 
also accepts that there are situations where focusing on dissent can be counterproductive. 
This can occur, for example, where challenges to change proposals are not well-informed, 
or where change is necessary for organizational survival.

Resistance – or attraction?
‘Change is not so much about resistance, as it is about creating attraction’ – this is the 
conclusion of Paul Plsek and Charles Kilo (1999, p.40) from their work with healthcare 
professionals in US hospitals. They offer a radically different approach to thinking about 
resistance to change, and to dealing with this when it becomes a problem. What is often 
described as ‘resistance’, they note, is actually ‘attraction’ to aspects of the current system. 
The challenge is to find new attractors, or to use effectively those that already exist (see the 
box ‘Find the attractor’).

Find the attractor
Physician leader Roger Resar MD tells of an office assistant 
who was resistant to a proposed change that would offer 
same-day appointments to patients and dramatically reduce 
the booking of future appointments. The assistant was 
attracted to the comfort of the existing scheduling system, 
chaotic though it was, because she understood it so well.

Rather than simply labelling her a ‘resister’, Resar 
engaged her in a friendly conversation about the 
most appealing and unappealing aspects of her job. 

One prominent dislike was having to call 30 or more 
patients to reschedule appointments when the doctor 
needed to be away. When Resar pointed out that the 
open access system would virtually eliminate the need 
for this activity, the assistant became actively attracted 
to the new idea – the same idea that she was seen as 
resisting just moments before. The proposed change 
was now associated with the comfort attractor and 
the resistance vanished. (Plesk and Kilo, 1999, p.41)
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Martin Lippert, chief executive of the Danish tel-
ecommunications company TDC, describes how middle 
management resistance to the introduction of ‘lean man-
agement’ was addressed:

It was a big change for them. Before, middle manag-
ers spent only about 10 or 15 percent of their time on 
real leadership – performance management, coach-
ing, finding out what’s going on in their organization. 
Instead, almost all of their time was consumed by pro-
jects, mostly to fix problems. That’s a very inefficient 
way of working. We needed to reverse those numbers 
so that managers could spend 80 percent of their time 

being managers and leaders. Some of the managers 
were truly unable or unwilling to make the change. 
But eventually most of them saw that what we were 
providing was a set of techniques that they could 
adapt as they needed. In working together with the 
front line and senior leadership to design the transfor-
mation in their teams, the managers gradually came 
to recognize how the whole system of lean manage-
ment could help them accomplish more. It took time, 
of course, but once they did, we saw more involve-
ment from them than ever before. (McKinsey & Com-
pany, 2014, p.157)

Participation and dictatorship

Taoist approach to change leadership
When it comes to change, Richard Pascale and Jerry 
Sternin (2005, p.74) argue that the leader should be a 
facilitator and not a ‘path breaker’. This means encourag-
ing the ‘positive deviants’ who are already doing things 
differently and better, and ‘to engage the members of 
the community you want to change in the process of dis-
covery, making them the evangelists of their own conver-
sion experience’. To illustrate what is involved, they quote 
the well-known Taoist poem written by Lao-tzu:

Learn from the people
Plan with the people
Begin with what they have
Build on what they know
Of the best leaders
When the task is accomplished
The people all remark
We have done it ourselves

The participative approach to organizational change was first made popular through the 
work of Lester Coch and John French (1948) at the Harwood Manufacturing Corporation in 
Marion, Virginia. The company made pyjamas, and employees complained about frequent 
changes in work methods and pay rates. Absenteeism was high, efficiency was low, output 
was restricted deliberately, and employees were aggressive towards supervisors. Most of 
the grievances concerned the fact that, as soon as they had learned a new job, and started 
to earn bonuses, they were moved to another task. This meant that they had to start learn-
ing all over again, during which time they lost the bonus.

Coch and French designed an experiment with three production groups, each with a 
different level of participation in changes. One group of 18 hand pressers had to accept 
changes imposed by the production department. A second group of 13 pyjama folders 
sent three representatives to discuss and approve new methods. In a third group of  
15 pyjama examiners, everyone took part. The performance of the non-participating 
group did not improve, and hostility to management remained high. In contrast, the per-
formance of the ‘total participation’ group rose to a level higher than before the experi-
ment. Some months later, the initial non-participation group were brought together again 
for a new pressing job. This time, they participated fully in the changes, which resulted 
in a rapid increase in efficiency. This experiment confirmed that it was not the people 
involved but the way in which they were treated that affected resistance to or acceptance 
of change.
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Since then, employee participation has been standard advice for managers seeking to 
encourage a welcoming and creative approach to change. However, participative methods 
have been challenged by the work of two Australian researchers, Doug Stace and Dexter 
Dunphy (2001). They first define the scale of change, from incremental (fine-tuning) to 
transformative (similar to Table 19.1). They then identify four styles of change:

r� Collaborative: widespread employee participation in key decisions.

r� Consultative: limited involvement in setting goals relevant to areas of responsibility.

r� Directive: the use of authority in reaching decisions about change and the future.

r� Coercive: senior management impose change on the organization.

Plotting scale of change against style of change produces the matrix in shown in 
Figure 19.3. This identifies four strategies: Participative evolution, Charismatic transfor-
mation, Forced evolution, and Dictatorial transformation. Their approach is a contingency 
model which recommends using an approach which fits the context. Stace and Dunphy 
argue that participative strategies are time-consuming as they expose conflicting views that 
are difficult to reconcile. Where organizational survival depends on rapid and strategic 
change, dictatorial transformation is more appropriate:

Perhaps the toughest organizational change program in Australia in recent years has been 
the restructure of the New South Wales Police Force. The person leading that restructure 
is Police Commissioner Peter Ryan. Ryan was appointed from the UK to stamp out cor-
ruption in the force and modernize it. In his own words, he initially adopted a manage-
ment style that was ‘firm, hard and autocratic, and it had to be that because that is what 
the organization understood’. (Stace and Dunphy, 2001, p.185)

It is thus important to accept that participative approaches to change may not be effec-
tive in all cases.

Transformative change strategiesIncremental change strategies

Directive–
coercive
modes

Collaborative–
consultative
modes

Participative evolution Charismatic transformation

Use when the organization
needs minor adjustment to

meet environmental conditions,
where time is available, and
where key interest groups

favour change

Use when the organization
needs major adjustments to

meet environmental conditions,
where there is little time for

participation, and where there
is support for radical change

Use when minor adjustments
are required, where time is

available, but where key
interest groups oppose change

Use when major adjustments
are necessary, where there is no

time for participation, where
there is no internal support for
strategic change, but where this

is necessary for survival

Forced evolution Dictatorial transformation

Figure 19.3: The Stace–Dunphy contingency approach to change implementation

Stop and think

Dictatorial transformation? Coercion? Surely these methods are more likely to 
generate hostility and resistance, reducing organization performance? In what 
circumstances – if any – do you think it is appropriate to exclude others from 
participating in change that affects them?
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Organization development
Organization development (OD) approaches begin with the assumption that organizational 
problems are due to conflict caused by poor communication and lack of understanding. OD 
has a toolkit, based on a set of core values concerning how organizations should treat their 
employees. This toolkit dates from the 1960s, but global economic conditions in the twenty-
first century have made organizations acutely aware of the importance of employee motiva-
tion and engagement, where OD can make major contributions. OD aims to improve both 
organizational effectiveness and individual capabilities, through the systematic application 
of social and behavioural science knowledge and techniques.

Stephen Robbins and Timothy Judge (2008, p.654) outline the OD values:

r� Respect. Individuals should be treated with dignity and respect.

r� Trust. The healthy organization is characterized by trust, authenticity and openness.

r� Power equalization. Effective organizations do not emphasize hierarchical control.

r� Confrontation. Problems shouldn’t be hidden; they should be openly confronted.

r� Participation. Those who are affected by change will be more committed to its success 
when they are involved in the decisions.

OD argues that ‘bureaucracy is bad’ and that the caring, sharing, empowering organiza-
tion is a better place to work, and is financially and materially more effective. The ‘bureau-
cracy-busting’ agenda relies on the diagnosis of problems and solutions summarized in 
Table 19.5.

organization 
development the 
systematic use of 
applied behavioural 
science principles 
and practices to 
increase individual 
and organizational 
effectiveness.

Table 19.5: Bureaucratic diseases and OD cures

Bureaucratic disease Symptoms OD cures

Rigid functional  
boundaries

Conflict between sections, poor 
communications

Teambuilding, job rotation, change 
the structure

Fixed hierarchies Frustration, boredom, narrow 
specialist thinking

Training, job enrichment, career 
development

Information only flows 
down

Lack of innovation, minor  
problems escalate

Process consultation, management 
development

Routine jobs, tight control Boredom, absenteeism, conflict  
for supervisors

Job enrichment, job rotation, 
supervisory training

OD has an extensive toolkit of ‘interventions’, illustrated in Table 19.6.

Table 19.6: Common OD interventions

Intervention Explanation Application

Action research Results from a study are used to design improvements 
which are the subject of further study

To solve known problems which have unclear 
solutions

Sensitivity training Technique for improving self- and other-awareness 
through unstructured group discussions

To develop interpersonal skills and emotional 
intelligence

Structure change Job rotation, job enlargement and enrichment, 
autonomous teams, organization restructuring

Various uses – empowerment, improve 
information flow, signal priorities, new directions

Force-field analysis Method for assessing the driving and restraining 
forces with respect to change

To plan actions to manage the force-field in order 
to facilitate the change process

➔
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Intervention Explanation Application

Process  
consultation

External consultant facilitates problem solving by 
helping clients to develop own insights

To solve problems while developing the 
organization’s own diagnostic capabilities

Survey feedback Employee opinion survey findings are fed back to 
help identify actions to improve performance

To generate evidence which can help to solve 
leadership, culture, communications, morale and 
other problems

Teambuilding Various methods to identify team roles, and to rate 
factors influencing team effectiveness

To help team members understand their roles and 
improve collaboration

Intergroup 
development

Clarify the mutual expectations of groups that must 
work together to be effective

To improve understanding and resolve conflict 
between sections or functions

Role negotiation Clarify the mutual expectations of individuals who 
must work together to be effective

To reconcile differences between two individuals 
and to improve collaboration and interaction

Table 19.6: Common OD interventions (continued)

There are three criticisms of OD.

1. It ignores organizational power inequalities, claiming that conflict is due to poor commu-
nication, and not to a conflict of interests between management and employees.

2. It focuses on ‘soft’ attitudes and values, rather than on ‘hard’ operational and financial results.

3. OD interventions take time. Improved effectiveness, difficult to measure, based on intan-
gible values, in the long run, after an expensive programme – this is not a compelling 
promise in a fast-moving competitive world.

OD: an anachronism?
Dating from the 1960s, OD values inclusion, commu-
nication, collaboration and empowerment. Do these 
values still apply in today’s fiercely competitive mar-
kets where corporate survival may depend on rapid 
top-down change? Bernard Burnes and Bill Cooke 
(2012) suggest, however, that values are even more 
important now. Many economies are struggling with 
the impact of organizations which have used unethi-
cal, and financially or environmentally unsustainable 
practices. In these circumstances, they argue that 
OD, ‘with its humanist, democratic and ethical values, 
wide range of participative tools and techniques, and 
experience in promoting behavior changes, is ideally 
placed to play a leading role in the movement to a 

more ethical and sustainable future’ (Burnes and 
Cooke, 2012, p.1417).

Mike Beer (2014, p.61) from Harvard Business School 
makes a similar case:

With the corporate scandals of the past decade, clear 
evidence that we are doing damage to our planet, and 
the great recession of 2008, higher ambition CEOs 
are reframing the purpose of their firm from increas-
ing shareholder value to contributing to all stakehold-
ers. This trend is opening up new opportunities for 
the field of OD to help these higher ambition leaders 
to create a better world. Higher ambition companies 
integrate head, heart, and hands.

However, the benefits of OD can include:

r� improved productivity, morale, commitment to success;

r� better understanding of organizational strengths and weaknesses;

r� improved communications, problem solving and conflict resolution;

r� creativity, openness, personal development;

r� decrease in politicking;

r better management and teamwork, increased adaptability;

r� ability to attract and retain quality people.
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Why change, when you can innovate?

Stop and think

Do current economic conditions encourage or discourage the use of OD, and why?

‘Anyone who has never made a mistake has never tried anything new’ (Albert Einstein)
‘Trying is the first step towards failure’ (Homer Simpson)

Is ‘change’ an appropriate response to a fast-paced unpredictable world? To keep ahead of 
the competition, organizations must be creative and innovative. In the public sector, inno-
vation is necessary in order to meet rising public expectations with regard to service cost 
and quality.

Innovation is not limited to new products. Most organizations also want to create new 
ways to organize, to develop new working practices, and to provide customers, clients or 
patients with innovative services. As a result, the term innovation is usually defined in 
broad terms, to mean the adoption of any device, system, process, programme, product or 
service new to that organization. This definition means that an idea may have been devel-
oped and applied elsewhere, but if it is ‘new in this setting’, then it can be regarded as an 
innovation here.

Innovation and creativity are often seen as individual attributes, and inventors are some-
times seen as mavericks. However, innovation and creativity also have organizational 
dimensions. Despite commercial pressures, some organizational norms, systems and prac-
tices are receptive to innovation, while others encourage risk avoidance. Creative people 
in the wrong organization are likely to be less creative. However, ordinary people in an 
organization that encourages innovation are more likely to become more creative in that 
environment.

innovation the 
adoption of any device, 
system, process, 
programme, product 
or service new to a 
particular organization.

Individual
capabilities and

personality
characteristics

Organizational culture,
competitive pressures for
change, receptiveness to

change

National norms and attitudes
to new ideas

Climate of
creativity and

innovation

Figure 19.4: Innovation influences

The innovation process also has a cultural dimension. Some countries (e.g. United States, 
Germany) are considered to be more innovative than others (e.g. Britain, China). These 
differences are difficult to explain, and are influenced by social norms as well as by low 
investment in new technology, and weak training practices. The individual, organizational 
and national cultural influences on creativity and innovation are summarized in Figure 19.4.
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Clayton Christensen, Richard Bohmer and J. Kenagy (2000) distinguish between 
 sustaining innovations and disruptive innovations. Sustaining innovations improve 
existing products and processes: a more efficient motor car, a mobile phone with video 
capability. Disruptive innovations introduce wholly new processes and services: electric 
cars, social networking websites. Innovations that are disruptive do not necessarily mean 
chaos and upheaval, as what is disrupted is often traditional ways of thinking and acting. 
However, truly disruptive innovations may be harder to manage, because they are riskier, 
and because there are no established routines for handling them.

Sustaining 
innovations 
innovations which 
make improvements 
to existing processes, 
procedures, services and 
products.

Stop and think

Identify three to five sustaining innovations that have affected you over the past year.

Identify three to five disruptive innovations that have affected you. Did you welcome 
these innovations because they were beneficial, or did you have cause to complain?

Commercial companies have always focused on innovations with new technology, 
products and services. Michael Hammer (2004) also advocates a focus on operational 
 innovation finding new ways to lead, organize, work, motivate and manage.

Hammer (2004) describes a motor vehicle insurance company which introduced 
‘immediate response claims handling’, operating 24 hours a day. This involved schedul-
ing visits to customers by claims adjusters who worked from their vehicles, and would 
turn up within nine hours. Previously, when the adjusters were office-based, it could 
take over a week to inspect a damaged vehicle. Handling 10,000 claims a day, adjusters 
were empowered to estimate damage and write cheques on the spot. These operational 
innovations led to huge cost savings, with fewer staff involved in claims handling, bet-
ter fraud detection, and reduction in payout costs. Customer satisfaction and loyalty also 
improved.

operational 
innovation inventing 
entirely new ways of 
working.

Not a good Kodak moment
Kodak invented the first digital camera in 1975, and the 
first megapixel camera in 1986. So why did the develop-
ment of digital photography drive Kodak to bankruptcy 
in 2012? In 1975, the costs of this new technology were 
high, and the image quality was poor. Kodak believed 
that it could take at least another ten years before digi-
tal technology began to threaten its established camera, 
film, chemical and photo printing paper businesses. That 
forecast proved to be accurate, but rather than prepare, 
Kodak decided to improve the quality of film, with sustain-
ing innovations. With hindsight, it is easy to spot that mis-
take. But the market information available to management 
from the 1970s to the 1990s, combined with the com-
pany’s financial performance, made the switch to digital 
appear risky. In 1976, Kodak accounted for 90 per cent of 
film and 85 per cent of camera sales in America. Kodak’s 
annual revenues peaked in 1996, at $16 billion; profits 
in 1999 were $2.5 billion. However, success encouraged 

complacency, and reinforced confidence in the brand. 
Analysts noted that it might be unwise to switch from 
making 70 cents on the dollar with film, to 5 cents with 
digital. But by 2011, Kodak’s revenues had fallen to $6.2 
billion, and the company was reporting losses.

Kodak’s competitor, Fuji, recognized the same threat, 
and decided to switch to digital while generating as much 
return as possible from film, and developing new lines of 
business, including cosmetics based on chemicals used 
for film processing. Both companies had the same infor-
mation, but came to different assessments, and Kodak 
was too slow to respond. By the time Kodak began to 
develop digital cameras, mobile phones with built-in digi-
tal cameras had become popular.

Kodak invented the technology, but did not recognize 
just how disruptive an innovation digital would prove to 
be, making its traditional business obsolete (Barabba, 
2011; The Economist, 2012).

disruptive 
innovations 
innovations which 
involve the development 
of wholly new 
processes, procedures, 
services and products.
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Video case: automotive industry and technology

This two-minute Financial Times video is presented by Andy Sharman (FT motor industry cor-
respondent) who describes the effects of disruptive innovation in the automotive industry. In 
future, traditional manufacturers may just build the shells that are then filled with the electronics 
and software developed and produced by others. The main competitors facing car makers do 
not even belong in the automotive sector. Which other industries are faced with ‘out-of-sector’ 
competition?

The best practices puzzle
Why do ‘best practices’ not spread more quickly? New ideas and methods that are devel-
oped and work well in one context are often not adopted elsewhere. This is known as ‘the 
best practices puzzle’ and it is not new. Don Berwick (2003) notes that the treatment for 
scurvy, first identified in 1601, did not become standard practice in the British navy until 
1865, over 260 years later. Why the delay?

The stethoscope will never be popular
‘That it [the stethoscope] will ever come into general 
use, not withstanding its value, I am extremely doubtful; 
because its beneficial application requires much time, and 
it gives a good deal of trouble both to the patient and 
practitioner, and because its whole hue and character is 
foreign, and opposed to all our habits and associations. 
It must be confessed that there is something ludicrous in 
the picture of a grave physician formally listening through 

a long tube applied to a patient’s thorax, as if the dis-
ease within were a living being that could communicate 
its condition to the sense without’ (John Forbes, in the 
preface to his translation of De L’Auscultation Mediate 
ou Traite du Diagnostic des Maladies des Poumons 
et du Coeur [A Treatise on Diseases of the Chest and 
on Mediate Auscultation], by R.T.H. Laennec, T &G 
Underwood, London, 1821).

Everett Rogers (1995) argues that the probability of an innovation being adopted is 
increased when it is seen to have the following six properties:

r� advantageous when compared with existing practice;

r� compatible with existing practices;

r� easy to understand;

r� observable in demonstration sites;

r� testable;

r� adaptable to fit local needs.

For innovations to diffuse effectively, Rogers argues that the perceptions of adopters, 
and properties of the organizational context, are as important as the innovation itself. 
Unless you believe that an innovation will help you to improve on current methods, you 
are unlikely to be persuaded. New ideas have to be adapted (sometimes significantly) to fit 
local conditions.

Rogers also argues that the adoption of innovations follows a pattern. First, small num-
bers adopt, followed by ‘take-off’, then achieving a critical mass of adopters. Finally, 
saturation is reached, typically short of 100 per cent (you never convince everyone). The 
pattern of diffusion depends on local circumstances, and is influenced by the five groups in 
Table 19.7.

Diffusion of a new idea relies initially on innovators and early adopters, and subse-
quently on the pace at which the early and late majority are swayed. These are not fixed 
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categories. An individual may be an early adopter of one idea, but a late adopter of another. 
To be an innovator or a laggard depends as much on the context as on the individual. This 
perspective has two conclusions. First, diffusion is rarely a sudden event, but a protracted 
process, triggered and developed by contextual factors as well as individual perceptions and 
interpersonal communications. Second, there is no ‘one best way’ to influence people to 
change; interventions must consider individual needs and perceptions.

Table 19.7: From innovators to laggards

Innovators Usually the first in their social grouping to adopt new approaches and 
behaviours, a small category of individuals who enjoy the excitement and 
risks of experimentation

Early adopters Opinion leaders who evaluate ideas carefully, and are more sceptical and 
take more convincing, but take risks, help to adapt new ideas to local 
settings, and have effective networking skills

Early majority Those who take longer to reach a decision to change, but who are still ahead 
of the average

Late majority Even more sceptical and risk averse, wait for most of their colleagues to 
adopt new ideas first

Laggards Viewed negatively by others, the last to adopt new ideas, even for reasons 
that they believe to be rational

To infinity and beyond
The animation studio Pixar gave us the movie Toy Story, 
and the cartoon character Buzz Lightyear (with his ‘to 
infinity’ catchphrase), in 1995. The company has pro-
duced two more instalments of Toy Story and other 
successful movies such as Finding Nemo, Cars, The 
Incredibles and Ratatouille. How can a company be crea-
tive, and then go on being creative, especially when its 

president and its ‘chief creative officer’ are in their 60s 
and 50s respectively (The Economist, 2010)?

The two senior managers are charismatic leaders. But 
Pixar is also organized to be creative. Hollywood studios 
usually start with good ideas and then hire creative peo-
ple to turn those into movies. Pixar starts by recruiting 
creatives and then gets them to keep generating ideas. 
Pixar’s 1,200 employees take collective responsibility for 
projects, sharing their work-in-progress in daily meetings 
to get feedback and inspiration. This is adapted from 
Toyota’s ‘lean production’ method, getting feedback 
from production line workers to fix problems. Pixar’s 
teams are also required to conduct ‘post mortems’ on fin-
ished films, identifying at least five things that did not go 
well, as well as five that did.

Creativity depends on organization and management 
as well as on creative individuals. For Pixar, this involves 
looking to other companies and sectors for inspiration. 
And it means getting people to work with organization 
structures and a strong culture (see Chapter 4), while 
 giving them the freedom to come up with new ideas, 
and to keep being creative (Catmull, 2014). The docu-
mentary movie The Pixar Story (2007, director Lesley 
Iwerks) describes the company’s first six years, attributing 
the company’s success to a combination of creativity and 
hard work.©
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Building a creative climate
Rosabeth Moss Kanter (1983, 1989) contrasts what she calls segmentalist organization cul-
tures from integrative cultures. A segmentalist culture is preoccupied with hierarchy, com-
partmentalizes its decision making, and emphasizes rules and efficiency. An integrative 
culture is based on teams and collaboration, adopts a holistic approach to problem solving, 
has no time for history or precedent, and emphasizes results. It is not surprising to find 
Kanter arguing that bureaucratic, mechanistic, segmentalist cultures tend to be ‘innovation 
smothering’, and that adaptable, organic, integrative cultures are innovation stimulating.

How simple rules encourage innovation
‘To illustrate how simple rules can foster innovation, con-
sider the case of Zumba Fitness. That company’s fitness 
routine was developed when Alberto Perez, a Columbian 
aerobics instructor, forgot to take his exercise tape to 
class and used what he had at hand – a tape of salsa 
music. Today, Zumba is a global business that offers 
classes at 200,000 locations in 180 countries to over 15 
million customers drawn by the ethos, “Ditch the work-
out. Join the party”.

‘Zumba’s executives actively seek out suggestions 
for new products and services from its army of over 
100,000 licensed instructors. Other companies routinely 
approach Zumba with possible partnership and licens-
ing agreements. In fact, it is deluged by ideas for new 

classes (Zumba Gold for baby boomers), music (the first 
Zumba Fitness Dance Party CD went platinum in France), 
clothing, fitness concerts, and video games, such as 
Zumba Fitness for Nintendo Wii. Zumba’s founders rely 
on two simple rules that help them quickly identify the 
most promising innovations from the flood of proposals 
they receive. First, any new product or service must help 
the instructors – who not only lead the classes but carry 
Zumba’s brand, and drive sales of products – to attract 
clients and keep them engaged. Second, the proposal 
must deliver FEJ (pronounced “fedge”), which stands 
for “freeing, electrifying joy” and distinguishes Zumba 
from the “no pain, no gain” philosophy of many fitness 
classes’ (Sull, 2015, pp.2–3).

Exploring how organizations smother and stimulate innovation, Göran Ekvall (1996; 
Ekvall and Ryhammar, 1999) developed the concept of creative organization climate. Climate 
is a combination of attitudes, feelings and behaviours, which exists independently of the per-
ceptions and understandings of individual members (see the box ‘How simple rules encour-
age innovation’). The ten dimensions of the creative climate are summarized in Table 19.8.

Table 19.8: Dimensions of the creative organization climate

Dimension Promoting innovation Inhibiting innovation

Challenge People experience challenge, joy and 
meaning and invest high energy

People are alienated, indifferent, unchallenged, 
and are apathetic

Freedom People make contacts, give and receive 
information freely, discuss problems, make 
decisions, take initiative

People are passive, rule-bound, anxious to 
remain within their well-established boundaries

Idea support People listen to each other, ideas and 
suggestions are welcomed

Suggestions are quickly rejected as faults and 
obstacles are found

Trust and openness High trust climate, ideas can be expressed 
without fear of ridicule

Low trust climate, people are suspicious of each 
other, afraid to make mistakes

Dynamism and 
liveliness

New things happening all the time, new ways 
of thinking and problem solving

Slow jog with no surprises, no new projects or 
plans, everything as usual

Playfulness and 
humour

Relaxed atmosphere with jokes and laughter, 
spontaneity

Gravity and seriousness, stiff and gloomy, jokes 
improper
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Dimension Promoting innovation Inhibiting innovation

Debates Many voices are heard, expressing different 
ideas and viewpoints

People follow an authoritarian pattern without 
questioning

Conflicts Conflict of ideas not personal, people behave 
in a mature manner, based on psychological 
insight

Personal and emotional tensions, plots and 
traps, gossip and slander, climate of ‘warfare’

Risk taking Rapid decisions and actions, experimentation 
rather than detailed analysis

Cautious, hesitant mentality, work ‘on the safe 
side’, ‘sleep on the matter’, set up committees 
before deciding

Idea time Opportunities to test fresh ideas that are 
not part of planned work activity, and these 
chances are exploited

Every minute booked and specified, pressures 
mean that thinking outside planned routines is 
difficult

Table 19.8: Dimensions of the creative organization climate (continued)

Stop and think

Think of an organization with which you are familiar, perhaps one where you are 
currently employed, or one where you have worked recently.

Assess that organization’s climate on Ekvall’s ten dimensions, in terms of how it 
promotes or inhibits innovation.

Where the organization inhibits innovation, what practical steps could management 
take to strengthen the creative climate, to promote innovation?

To be an innovator and lead change
Do you want to be a change leader, implementing new ideas? Being creative and driv-
ing change can be frustrating, as well as rewarding. The development of something new 
often involves such a high failure rate. (James Dyson’s famous bagless vacuum cleaner 
went through over 5,000 prototypes to get to the winning design.) A lot of trial and error 
is necessary, to find out what works best. Despite corporate mission and value statements 
encouraging staff to be creative and to take risks in a ‘no blame culture’, management does 
not always look favourably on failure. In some cases, being innovative can jeopardize your 
job security and career.

Rosabeth Moss Kanter’s (2002) rules for stifling innovation
1. Regard a new idea from below with suspicion, 

because it’s new, and because it’s from below.

2. Insist that people who need your approval to act first 
go through several other levels of management to get 
their signatures.

3. Ask departments or individuals to challenge and criti-
cize each other’s proposals. That saves you the job of 
deciding; you just pick the survivor.

4. Express criticism freely, and withhold praise. That 
keeps people on their toes. Let them know that they 
can be fired at any time.

5. Treat identification of problems as signs of failure, to 
discourage people from letting you know when some-
thing in their area isn’t working.

6. Control everything carefully. Make sure people count 
anything that can be counted, frequently.

7. Make decisions to reorganize or change policies in 
secret, and spring them on people unexpectedly. That 
keeps people on their toes.

8. Make sure that requests for information are fully 
justified, and make sure that it is not given out to 
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managers freely. You don’t want data to fall into the 
wrong hands.

9. Assign to lower level managers, in the name of 
 delegation and participation, responsibility for figuring 
out how to cut back, lay off, move people around, or 

 otherwise implement threatening decisions you have 
made. And get them to do it quickly.

10.  And above all, never forget that you, the higher-
ups, already know everything important about this 
business.

Amy Edmondson (2011) argues that not all change failures are bad. She explores the rea-
sons for failure on a spectrum ranging from blameworthy to praiseworthy (Table 19.9). At 
one extreme, deviance, breaking the rules deliberately, is blameworthy. At the other end of 
the spectrum, experiments to discover whether something new will work or not are praise-
worthy. Do managers recognize this spectrum, and treat employees accordingly?

When I ask executives to consider this spectrum and then to estimate how many of the 
failures in their organization are truly blameworthy, their answers are usually in single 
digits – perhaps 2 percent to 5 percent. But when I ask how many are treated as blame-
worthy, they say (after a pause or a laugh) 70 percent to 90 percent. The unfortunate 
consequence is that many failures go unreported and their lessons are lost. (Edmondson, 
2011, p.50)

Edmondson advises promoting experimentation, not blaming individuals when organi-
zational circumstances have contributed to failure, and analysing carefully the reasons for 
failures, going beyond obvious and superficial reasons. In addition, the ‘messengers’ who 
speak out with bad news, awkward questions, concerns, or make mistakes, ‘should be 
rewarded rather than shot’. Management should welcome the knowledge, and work out 
how to fix the problem. It is also necessary, she concludes, to be clear about which acts are 
blameworthy, and hold people accountable.

Table 19.9: Blameworthy and praiseworthy failures

Blameworthy Deviance Individual chooses to violate prescribed process or 
practice

Inattention Individual inadvertently deviates from specifications

Lack of ability Individual lacks skills, conditions, or training for  
the job

Process inadequacy Competent individual follows faulty or incomplete 
process

Task challenge Individual faces a task too difficult to be executed 
reliably

Process complexity A complex process breaks down under novel  
conditions

Uncertainty People take reasonable actions leading to undesired 
results

Hypothesis testing Failed experiment to see whether an idea will work

Praiseworthy Exploratory testing Experiment to expand knowledge leads to undesired 
result

Source: Reprinted by permission of Harvard Business Review. From ‘Strategies for learning from 
failure’ by Edmondson, A.C., 89(4) 2011. Copyright (c) 2011 by the Harvard Business School 
Publishing Corporation; all rights reserved.
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Who are your most capable strategic change leaders?
Research by the consulting company Pricewaterhouse 
Coopers (PwC) has found that only 8 per cent of sen-
ior managers have the strategic leadership capabili-
ties required to drive organizational change (Lewis, 
2015). From a survey of 6,000 managers in Europe, 
the highest proportion of strategic leaders were 
women over the age of 55 – a group which has tra-
ditionally been overlooked in the search for change 
leadership skills.

PwC defines a strategic leader as someone who has 
‘wide experience of settings, people, and also of failure, 
which engenders humility or perspective and resilience, 
so that they know what to do when things don’t work’. 
Women over 55 were more likely to:

r� see situations from multiple perspectives;

r� think and work outside the existing system;

r� identify what needs to change;

r� be able to persuade or inspire others to follow them;

r� use positive language;

r� be open to frank and honest feedback;

r� exercise power courageously.

One consultant (female) at PwC said: ‘Historically 
women over the age of 55 would not have been an area 
of focus, but as the research suggests, this pool of talent 
might hold the key to transformation and in some cases, 
business survival’ (Lewis, 2015).

The perceived need for rapid and continual adjustment to events and trends has made 
change management a key organizational issue. Change is no longer something which dis-
turbs the stable fabric from time to time, but is an ever-present feature. However, some 
commentators argue that change is damaging when it is rapid and ongoing, and that the ini-
tiative stream should be carefully timed and paced. The significance of context, in shaping 
the opportunities for and directions of change, is now better understood and appreciated. 
Finally, the organizational capability to change rapidly and often is seen as contributing 
to competitive advantage and survival, and not just to performance improvement. These 
trends are summarized in Table 19.10.

The five habits of disruptive innovators
Why are some people more innovative than oth-
ers, and make it look easy and effortless? It is often 
assumed that ‘creatives’ are special people with 
unique skills. However, Jeff Dyer, Hal Gregersen and 

Clayton Christensen (2011) argue that anyone can be 
innovative by using the right approach. Their research 
suggests that the best innovators have these five 
habits:

Associating Innovators are good at seeing connections between things that do not appear to be related, 
drawing ideas together from unrelated Ƃelds

Questioning Innovators are always challenging what others take for granted, asking ‘why is this done this 
way – why don’t we do it differently?’

Observing Innovators watch the behaviour of customers, suppliers, competitors – looking for new ways of 
doing things

Experimenting Innovators tinker with products and business models, sometimes accidentally, to see what 
happens, what insights emerge

Networking Innovators attend conferences and other social events to pick up ideas from people with 
different ideas� who may face similar problems� in other Ƃelds

Individuals can become more innovative by following 
this advice, and by collaborating with ‘delivery-driven’ 
colleagues. Dyer and colleagues argue that organiza-
tions also need to encourage these habits, stimulating 

employees to connect ideas, to challenge accepted prac-
tices, to watch what others are doing, to take risks and 
try things out, and to get out of the company to meet 
others.
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Table 19.10: Trends in organizational change

Change in the twentieth century Change in the twenty-first century

One theme among many A management preoccupation

Importance of participation and involvement Recognition of need for directive methods

Rational-linear model of change management Messy, untidy change processes

Change driven by small elite groups Change is everyone’s responsibility

Focus on change agents Focus on disruptive innovators

Implementation method is critical Implementation must be tailored to context

Changes must be frequent and fast Need to consider timing and pacing with care

Aimed at organizational effectiveness Aimed at competitive advantage and survival

Home viewing
Inside Job (2010, director Charles Ferguson, narrated 
by Matt Damon) examines the global financial crisis of 
2008. Over the previous decade, deregulation allowed 
the finance industry to take risks that older rules would 
have discouraged. As you watch this film, identify the vari-
ous stakeholders (including academics), their competing 
interests, their relationships, and their efforts to conceal 

sensitive information. How did those competing inter-
ests, relationships and ‘information games’ contribute to 
the crisis? The film concludes that, despite this crisis, the 
underlying system has remained much the same. How 
has the sector been able to avoid fundamental changes to 
financial regulation? What does this account reveal about 
the nature of organizational change in general?

ReCap

1. Explain why effective change management is 
important, to organizations and to individuals.

r� Organizations that do not adapt to changing cir-
cumstances may see their performance deterio-
rate, and may go out of business.

r� The pace of organizational change means that 
individuals need to ‘future proof’ their careers by 
constantly gaining new knowledge and skills.

2. Identify the main external and internal triggers 
of organizational change.

r� Change can be triggered by factors internal and 
external to the organization, and can also be pro-
active by anticipating trends and events.

r� Change varies in depth, from shallow fine-tuning, 
to deep transformational change.

r� The broad direction of change in most organiza-
tions is towards becoming less mechanistic and 
bureaucratic, and more adaptive, responsive and 
organic.

3. Explain the issues that management must take 
into account to ensure that change is successful.

r� The ‘basics’ of change implementation include 
clear benefits, strong leadership, powerful change 
agents, constant communication, employee 
engagement, short-term wins, and making sure 
that change is embedded in the culture.

r� The timing and pacing of change are also impor-
tant: too slow, and organizational survival may be 
at risk, but too fast, and staff may be overloaded, 
and demotivated by initiative fatigue.

4. Understand the typical characteristics of human 
responses to change.

r� Emotional responses to traumatic changes differ, 
but the typical coping cycle passes through the 
stages of denial, anger, bargaining, depression 
and acceptance.

r� The Yerkes–Dodson Law states that the initial 
response to pressure is improved performance, 
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and that increasing pressure leads to fatigue, and 
ultimately breakdown.

r� The evidence suggests that continuous organiza-
tional changes lead to work intensification, burn-
out and initiative fatigue.

5. Understand the nature of resistance to change 
and approaches to overcoming it.

r� Resistance to change has many sources, includ-
ing self-interest, lack of trust and understanding, 
competing assessments of the outcomes, and low 
tolerance of change.

r� One technique for addressing possible resistance 
to change, as well as identifying and strengthen-
ing support for change, is stakeholder analysis.

r� The main prescribed approach for avoiding or deal-
ing with resistance is participative management, in 
which those affected are involved in implementation.

r� The use of manipulation and coercion to imple-
ment change are advocated by some commen-
tators, but the ‘political’ role of management in 
change is controversial.

6. Explain the advantages and limitations of partici-
pative methods of change management.

r� Participative methods can generate creative 
thinking and increase employee commitment to 
change, but this process is time-consuming.

r� Some commentators argue that rapid and major 
corporate transformations are more successful when 
implemented using a dictatorial or coercive style.

7. Understand the significance of innovation, and 
the distinction between sustaining, disruptive 
and operational innovations.

r� Innovation has become a strategic imperative in 
order to compete and to survive.

r� Sustaining innovations are those which improve 
existing services and products.

r� Disruptive innovations introduce completely new 
services and products.

r� Operational innovations concern new ways of 
organizing, managing and working.

8. Explain the organizational properties that stimu-
late and stifle innovation respectively.

r� A creative organizational climate is one which 
promotes lively and challenging debate, freedom 
of expression, trust and openness, humour, risk 
taMing� giving people time to try out new ideas s 
and has a high level of receptiveness to new 
ideas.

r� Organization properties that stifle innovation 
include rigid rules, suspicion of new ideas, low 
trust, criticism freely given, jokes seen as improper, 
aversion to risk and tight time pressures.

r� Creative individuals outside creative organizational 
climates are likely to stop innovating; anyone in a 
creative climate is capable of being creative, and 
will be encouraged to innovate.

9. Recognize the challenges facing innovative 
change leaders.

r� The successful development of something new is 
exciting and challenging, but can involve a high 
rate of failure before the winning design is found.

r� Organizations vary in their tolerance for and treat-
ment of failure; even ‘praiseworthy’ failures can 
attract blame and punishment.

r� We can become more innovative by practising the 
five habits of associating, questioning, observing, 
experimenting and networking.

1. What are the basic rules of change implementation? Although these appear to be sim-
ple, the failure rate of organizational changes is high. How can that failure rate be 
explained?

2. What are the main sources of resistance to organizational change, and how should 
resistance be managed?

3. Organizations are advised to change rapidly in order to compete to survive. What 
dangers come with this advice?

4. What are the main types of innovation, and how can an organization develop a cli-
mate that encourages individuals to be more creative?

Revision
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Springboard

Chatman, J. (2014) ‘Culture change at Genentech: accelerating strategic and financial 
accomplishments’, California Management Review, 56 (2): 113–29. This is a case study of 
successful culture change in a pharmaceuticals company, using a participative approach.

Clay, A. and Phillips, K.M. (2015) The Misfit Economy: Lessons in Creativity from Pirates, 
Hackers, Gangsters and Other Informal Entrepreneurs. New York: Simon & Schuster. 
Argues that idealistic ‘misfits’ make the best innovators because they are tired of the dis-
cipline and obedience encouraged by most organizations – and they want to change that.

Palmer, I., Dunford, R. and Buchanan, D.A. (2016) Managing Change: A Multiple 
Perspectives Approach (3rd edn). Chicago: McGraw-Hill. Comprehensive text exploring 
need for change, what changes, managing resistance, implementation methods, sustain-
ability, and the capabilities of change agents, managers or leaders.

Hamel, G. and Zanini, M. (2014) Build a Change Platform, Not a Change Program. London: 
McKinsey & Company. Argues that the leader’s role is not to design a change programme, 
but to build a change platform, by allowing anyone in the organization to set priorities, 
diagnose barriers, suggest solutions, recruit support and initiate change.

Research 
assignment

Choose an organization that has experienced major change. Arrange to interview two 
managers who were involved in implementing this change. Using John Kotter’s guide to 
corporate transformation, find out how the changes were managed. For each step, find 
out what was involved, how it was done, and how well it worked:

1. Establish a sense of urgency.

2. Form a guiding coalition.

3. Create a vision.

4. Communicate the vision.

5. Empower people to act on the vision.

6. Create ‘short-term wins’.

7. Consolidate improvements to produce further change.

8. Embed new approaches in the organization’s culture.

Finally, ask your managers for their assessment of these changes. Once you have discov-
ered how the changes were managed, rate the organization on a 1 to 10 scale for each 
heading (1 = very poor; 10 = very good). A score of 8 suggests disaster; a score of 80 
implies success. To what extent is your assessment consistent with that of the managers 
you interviewed?

Now develop an assessment that answers the following questions:

r� What should management have done differently in implementing these changes?

r� What should management do differently the next time when implementing organiza-
tional change?

OB cinema
Charlie’s Angels (2000, director Joseph McGinty Nichols – ‘McG’ – 2000): DVD track 14, 0:35:57 to 
0:38:10 (3 minutes). Clip begins outside the Red Star corporation headquarters; clip ends when Alex 
says ‘Better yet, can anyone show me?’

➔
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Alex (played by Lucy Liu), masquerading as an ‘efficiency expert’, leads the Angels into the Red Star corporation 
headquarters building, in an attempt to penetrate their security systems. As you watch this three-minute clip, paying 
careful attention to details, consider the following questions:

1. Is this an organization that stimulates or smothers creativity and innovation?

2. How do you know? What are the clues, visual and spoken, that support your assessment of the organization culture?

OB on the web
Go to YouTube and search for Clayton Christensen. You will find several clips where he is talking 
about innovation in general, and about disruptive innovation in particular. Watch two or three of 
these short clips. From listening to Christensen himself, what can you add to your understanding of 
the nature and importance of innovation – to an organization, and to you personally?

ChapteR exeRCiSeS

1. implementation planning

 Objectives 1. To apply change implementation theory to a practical setting.

2. To assess the value of ‘best practice’ textbook advice on how to implement change 
effectively.

 Briefing  Due to a combination of space constraints and financial issues, your department or 
school has been told by senior management to relocate to another building seven kilo-
metres from your existing site within the next three months. Your management have 
in turn been asked to draw up a plan for managing the move, which will affect all 
staff (academic, technical, secretarial, administrative), all students (undergraduate, post-
graduate), and all equipment (classroom aids, computing). The new building will provide 
more space and student facilities, but offices for academic staff are smaller, the building 
is on a different bus route, and car parking facilities are limited. Senior management 
have reassured staff that email will allow regular contact to be maintained with col-
leagues in other departments and schools which are not being moved.

You have been asked to help management with their planning. Your brief is as 
follows:

1. Conduct a stakeholder analysis, identifying how each stakeholder or stakeholder 
group should be approached to ensure that this move goes ahead smoothly.

2. Assess the readiness for change analysis, identifying any ‘groundwork’ that may have 
to be done to ensure the move goes ahead smoothly.

3. Determine your change implementation strategy. Is a participative approach appro-
priate, or is dictatorial transformation required? Justify your recommendation by 
pointing to the advantages and limitations of the various options you have explored.

4. With reference to the basic rules of change described in this chapter, draw up a crea-
tive and practical action plan for implementing this change effectively.

Prepare a presentation of your results to colleagues.
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2. Force-field analysis

 Objective To demonstrate the technique of force-field analysis in planning change.

 Briefing  Force-field analysis is a method for assessing the issues supporting and blocking move-
ment towards a given set of desirable outcomes, called the ‘target situation’. The forces 
can be scored, say from 1 (weak) to 10 (strong), to calculate (approximately) the balance 
of forces.

If the driving forces are overwhelming, then the change can go ahead without signifi-
cant problems. If the resisting forces are overwhelming, then the change may have to 
be abandoned, or delayed until conditions have improved.

If the driving and resisting forces are more or less in balance, then the force-field analysis 
can be used to plan appropriate action. The extent to which the force-field is balanced is 
a matter of judgement. Used in a group setting, this method provides a valuable way to 
structure what can often be an untidy discussion covering a wide range of factors and 
differing perceptions.

For this analysis, your target situation is ‘to double the time that I spend studying 
organizational behaviour’. In groups of three, complete the analysis using the follow-
ing table as a guide. First identify as many driving and restraining forces as you can. 
Then, reach a group consensus on a score for each of those forces, from 1 (weak) to 
10 (strong). Finally for this stage of the analysis, calculate the totals for each side of 
the force-field.

Target situation: to double the time that I spend studying organizational behaviour

Scores Driving forces>>>>> <<<<<Restraining forces Scores

= total driving forces score total restraining forces score =

When you have completed this analysis, and added the scores, estimate the probability 
(high, medium or low) of reaching your target situation if the force-field stays the same.

Now draw a practical action plan for managing the field of forces that you have identi-
fied in order to increase the probability of reaching the target situation. In devising your 
action plan, remember that:

1. Increasing the driving forces can often result in an increase in the resisting forces. 
This means that the current equilibrium does not change, but is maintained with 
increased tension.

2. Reducing the resisting forces is preferable as this allows movement towards the 
desired outcomes or target situation without increasing tension.

3. Group norms are an important force in shaping and resisting change.
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Employability assessment
With regard to your future employment prospects:

1. Identify up to three issues from this chapter that you found significant.

2. Relate these to the competencies in the employability matrix.

3. Decide what actions you need to take to maintain and/or develop those competencies under each of the four 
headings of the employability matrix.

Personal qualities
self-management

work ethic/results orientation
appetite for learning
interpersonal skills

creativity and innovation

Leadership qualities
leadership

people management
leading and managing change

project management
general management skills

Other attributes
political awareness

understand cross-cultural issues
how organizations work

critical thinking
decision making

Practical skills
commercial acumen

customer service skills
communication skills
problem solving skills

teamworking skills

Employability

The employability matrix
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Learning outcomes
When you have read this chapter, you should be able to define those 
key terms in your own words, and you should also be able to:

1. Distinguish between prescriptive, descriptive and explanatory 
models of decision making and provide an example of each.

2. Distinguish different decision conditions on the basis of risk and 
programmability.

3. Consider the advantages and disadvantages of group decision 
making.

4. Identify the factors used to decide whether to adopt individual or 
group decision making.

5. Match organizational conditions with the decision-making 
processes that favour them.
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Models of decision making
The traditional approach to understanding individual decision making is based upon 
 classical decision theory and the rational model of decision making. These were origi-
nally developed in economics, and they make certain assumptions about people and how 
they make decisions. The rational economic model of decision making is described in 
 Figure 20.1 and considers how decisions should be made.

However, to understand its weaknesses, it is necessary to list its assumptions and 
demonstrate how they fail to match up to reality. These are shown in Table 20.2. This 
model was popular up to recent times, but following the financial crisis of 2008, its value 
is being challenged. University economics textbooks are being rewritten to match the new 
realities.

The rational view of decision making employs the concepts of rationality and rational 
decisions, in its discussions and prescriptions. Rationality is equated with scientific reason-
ing, empiricism and positivism, and with the use of decision criteria of evidence, logical 

Why study decision making?
Decision making is the process of making a choice from among a number of alternatives. 
Why is the study of decision making important? The decisions made by individual borrow-
ers and the banks that lent them the money ultimately led to the credit crunch of 2008, the 
consequences of which we are still living with today. The decisions made by European gov-
ernments to borrow money from the money markets in the past, and to support their banks 
in recent years, has had implications for the size of national debts and has contributed to 
the ‘Euro-crisis’. The decisions of individuals, groups, organizations and governments all 
affect our daily lives.

Within organizations, decisions are made at all levels, not just at the top. Both managers 
and non-managers make them. Herbert Simon (1957) felt that management theory should 
be based around the question of choice, and that decision making was the very core of 
management. Henry Mintzberg (1989) concurred, stating that ‘decision making is one of 
the most important – if not the most important – of all managerial activities, and represents 
one of the most common and crucial work tasks of managers’. Given the central role that 
decision making has within organizations and the effect that decision outcomes have on the 
lives of all organization members, it is not surprising that it has attracted the attention of 
practising managers, consultants, management academics and researchers. It can be ana-
lysed at a number of different levels as Table 20.1 shows. Each level focuses on its own key 
issues and possesses its own theoretical perspectives. The levels however, are interrelated, 
with one influencing and being affected by the others.

Decision making 
the process of making 
choices from among a 
number of alternatives.

Table 20.1: Levels of decision making

Level of analysis Key issues Theoretical perspectives

Individual Limits to information processing
Personal biases

Information processing theory
Cognitive psychology

Group Effects of group dynamics on 
individuals’ perceptions, attitudes  
and behaviours

Groupthink, group polarization and 
group cohesiveness

Organizational Effects of conflicts, power and  
politics

Theories of organization conflict, 
power, politics and decision making

Classical decision 
theory assumes 
that decision makers 
are objective, have 
complete information 
and consider all possible 
alternatives and their 
consequences before 
selecting the optimal 
solution.
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Rational model of 
decision making 
assumes that decision 
making is and should 
be a rational process 
consisting of a sequence 
of steps that enhance 
the probability of 
attaining a desired 
outcome.

Table 20.2: Rational model of decision-making assumptions and reality

Assumption Reality

All alternatives will be considered Rarely possible to consider all alternatives since there are  
too many
Some alternatives will not have occurred to the decision maker

The consequences of each 
alternative will be considered

Impractical to consider all consequences
Impractical to estimate many of the consequences considered
Estimation process involves time and effort

Accurate information about 
alternatives is available at no cost

Information available is rarely accurate, often dated, and 
usually only partially relevant to the problem
Information costs money to be generated or purchased
Decisions have to be made on incomplete, insufficient and 
only partly accurate information

Decision makers are rational Individuals lack the mental capacity to store and process all the 
information relevant to a decision
Frequently they lack the mental ability to perform the mental 
calculations required

Nissan
Toyota
Vauxhall
Ford

Nissan
Toyota
Vauxhall
Ford

Buy the Ford

Nissan
Toyota
Vauxhall
Ford

Price -------------------------- 10
Reliability ------------------- 6
Miles per gallon ----------  8
Brand image --------------- 4

Price
Reliability
Miles per gallon
Brand image

Evaluation of alternatives

Gathering data about
alternatives

Implementation 
of preferred alternative

Selection from among the 
alternatives

Assigning weightings
to the criteria

Identifying choice criteria

Recognition of a problem 
or opportunity

Step Example

‘I need to buy a new car’

Figure 20.1: Rational model of decision making

Rationality the 
use of scientific 
reasoning, empiricism 
and positivism, 
along with the use 
of decision criteria 
that include evidence, 
logical argument and 
reasoning.

Rational decisions 
choices based on 
rationality, that is, on 
a rational mode of 
thinking.
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argument and reasoning. Rational decisions are decisions which are based on rational-
ity, that is, on a rational mode of thinking rather than feelings or emotions (Simon, 1986: 
 Langley, 1989)

It is now accepted that the rational model does not provide an accurate account of how 
people typically make decisions. Moreover, its prescriptions for making better decisions 
have often been incorrect. Instead, contemporary cognitive research by psychologists has 
revealed the ways in which decisions are made based on heuristic models, judgements and 
tacit knowledge.

Descriptive models
A descriptive model of decision making focuses on how individuals actually make deci-
sions. Each decision made by an individual or group is affected by a number of factors. 
Some of these include:

r� individual personality;

r� group relationships;

r� organizational power relationships and political behaviour;

r� external environmental pressures;

r� organization strategic considerations;

r� information availability.

The aim of these models is to examine which of these factors are the most important, and 
how they interrelate prior to a decision being made.

One of the earliest, and still among the most influential descriptive models, is the 
 behavioural theory of decision making. It was developed by Richard Cyert, James 
March and Herbert Simon (Simon, 1960; Cyert and March, 1963). It is called ‘behavioural’ 
because it treats decision making as another aspect of individual behaviour. For example, 
if a researcher interviewed brokers who bought and sold shares in the stock market to 
determine what factors influenced their decisions; it would be an example of a descriptive 
approach to decision making. It is also sometimes referred to as the ‘administrative model’ 
and it acknowledges that, in the real world, those who make decisions are restricted in their 
decision processes. Behavioural theory holds that individuals make decisions while they 
are operating within the limits of bounded rationality. Bounded rationality recognizes that:

r� the definition of a situation is likely to be incomplete;

r� it is impossible to generate all alternatives;

r� it is impossible to predict all the consequences of each alternative;

r� final decisions are often influenced by personal and political factors.

The effect of personal and situational limitations is that individuals make decisions that 
are ‘good enough’ rather than ‘ideal’. That is, they ‘satisfice’, rather than ‘maximize’. When 
maximizing, decision makers review the range of alternatives available, all at the same 
time, and attempt to select the very best one. However, when satisficing, they evaluate 
one option at a time in sequence, until they alight on one that is acceptable. The option 
chosen will meet all the minimum requirements for the solution, but may not be the very 
best (optimal) choice in the situation. Once an option is found, decision makers will look no 
further. The contrast between the rational decision making described previously, and the 
bounded rationality discussed here, are shown in Table 20.3.

Descriptive model 
of decision making 
A model which seeks to 
portray how individuals 
actually make decisions.

Behavioural theory 
of decision making 
recognizes that bounded 
rationality limits the 
making of optimal 
decisions.

Bounded rationality 
a theory which says 
that individuals 
make decisions by 
constructing simplified 
models that extract 
the essential features 
from problems without 
capturing all their 
complexity.

Maximizing a decision 
making approach where 
all alternatives are 
compared and evaluated 
in order to find the best 
solution to a problem.

Satisficing a decision-
making approach where 
the first solution that 
is judged to be ‘good 
enough’ (i.e. satisfactory 
and sufficient) is 
selected, and the search 
is then ended.

Stop anD think

Think of some personal decisions that you have recently made. Did you make 
them slowly and rationally or fast and emotionally? Were the results good or bad 
for you?
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Table 20.3: Rational decision making and bounded rationality contrasted

Rational decision makers … Bounded rationality decision makers …

Recognize and define a problem or opportunity 
thoroughly

Reduce the problem to something that is easily 
understood

Search for a extensive set of alternative courses 
of action, gathering data on each

Develop a few, uncomplicated and recognizable 
solutions, comparable to those currently being 
used

Evaluate all the alternatives at the same time Evaluate each alternative as it is thought of.

Select and implement the alternative with the 
most value (maximize)

Choose the first, acceptable alternative (satisfice)

Source: based on Simon (1979) and Kahneman (2003).

Stop anD think

When you chose your current partner – girlfriend, boyfriend, wife or husband – did 
you maximize or satisfice? Is this distinction a useful way of explaining the decision-
making process?

Bounded rationality, technology, information  
and decision making
Daan van Knippenberg and his colleagues (2015) con-
sider that the idea that individuals, groups and organiza-
tions are bounded, both in terms of their rationality and 
in their ability to attend to information, is as true today 
as it was 50 years ago. What has changed, however, is 
the nature and volume of information and how manag-
ers locate and use it. We have seen major advances in 
electronics, computers, the internet, information technol-
ogy, mobile communications, big data and cloud stor-
age. More people and companies have easier access to 
more information than ever before in human history (see 
 Chapter 3).

Yet the human ability to attend to and process infor-
mation, and make decisions based upon it, has not 
radically changed. The basic decision-making process 
remains the same despite the transformative changes in 
the world. This growing volume of information, while it 
offers new opportunities, also competes for the atten-
tion of people, increasing their potential for information 
overload; fuelling biases in decision making, increas-
ing the costs of information collection, storage, analy-
sis and sharing, and distracting them from performing 
the job itself. Financial resources and management time 
have to be devoted to making best use of this informa-
tion. How does one productively manage this wealth of 
information?

The world’s capacity to store, communicate and com-
pute information is fundamentally changing the way that 
individuals, groups, organizations and industries work. 
The ability to effectively and efficiently locate, pay atten-
tion to and process diverse information, is increasingly 
valued.

Back in 1957, Herbert Simon observed that the prob-
lem was not gaining access to information but rather that 
information consumed attention, which was a scarce 
resource. Information comes at us every minute through 
emails, the web, consumer data and social data. It arrives 
via our smart phones, tablets, television, radio and print 
media. The amount of information is increasing faster 
than the attention that decision makers can give it. Which 
information is most important? Which can be ignored?

Within organizations, this information tsunami is 
changing long-established decision-making practices. The 
challenge now is to make decisions under conditions of 
information overload rather than information scarcity. 
Companies are racing to capture their employees’ exper-
tise and experience, facilitate intra-organizational knowl-
edge sharing, and connect with outsiders to gain ideas 
and innovate. Using databases, expertise directories and 
social technology platforms, emails, videoconferencing 
and collaborative software, companies are transferring 
best practice, learning to respond better to customers, 

➔
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Prescriptive models
A prescriptive model of decision making recommends how individuals should behave 
in order to achieve a desired outcome. This makes the rational model, described earlier, 
also a prescriptive one. Such models often also contain specific techniques, procedures and 
processes which their supporters claim will lead to more accurate and efficient decision 
making. They are often based on observations of poor decision-making processes, where 
key steps might have been omitted or inadequately considered. They are developed and 
marketed by management consultants as a way of improving organization performance 
through improved decision making.

One of the best known prescriptive models of decision making was developed by Victor 
Vroom and Philip Yetton (1973) and later expanded by Vroom and Arthur Jago (1988). The 
focus is on decision-making situations and on seven factors, to identify the decision-making 
style that is likely to be most effective in any given situation. It focuses on decision style, con-
cerning how a leader decides in a given decision situation, rather than what a leader decides. 
It also concentrates on subordinate participation – the appropriate amount of involvement of 
the leader’s subordinates in making a decision. The model consists of three main elements:

1. Decision participation styles.

2. Diagnostic questions with which to analyse decision situations.

3. Decision rules to determine the appropriate decision participation style.

The model is underpinned by two key concepts – quality and acceptability. The quality 
of the decision relates to it achieving the aim, the cost of its implementation, and the time 
taken to implement it. The acceptability of the decision relates to subordinates and anyone 
else either affected by the decision or who has to implement it. Leaders and managers gen-
erally select the highest-quality decision that is acceptable.

1. Decision participation styles

Five decision participation styles are identified: decide, consult individually, consult 
group, facilitate and delegate. These are shown ranging along a continuum (Table 20.4). 

integrating their supply chains, and reducing knowledge 
losses when their employees leave.

However, it is the fundamental problem of bounded 
rationality that continues to loom large. People have 
always been limited in their attention and process-
ing abilities as well as in their motivation to acquire 
and absorb information. Finding relevant and use-
ful information for their tasks is becoming increasing 

problematic. Employees must decide how much and 
which information to share or withhold; be able to 
transfer knowledge effectively and securely; and know 
how to react and respond to the information that they 
themselves receive. Thus, van Knippenberg et al. note, 
the information age continues to present us with long-
standing challenges of information, attention and deci-
sion making.

Information
An information manager (Beske, 2013) reported that, on 
appointment to his job, he was told by his staff that:

The information you have is not what you want.

The information you want is not what you need.

The information that you need is not what you can 
obtain.

The information that you can obtain costs more than you 
want to pay.

What you are willing to pay will get you exactly the 
 information you already have.

prescriptive model 
of decision making 
an approach that 
recommends how 
individuals should 
make decisions in order 
to achieve a desired 
outcome.
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2. Diagnostic questions with which to analyse situations

It was found that leaders used different decision participation styles in different situations; 
and all of these various styles could be equally effective, depending on the situation. To 
determine which style is most suitable in a given situation, Vroom asks seven diagnostic 
questions. The answers to these seven questions, in the form of ‘high’ (H) or ‘low’ (L), 
should determine the appropriate level of subordinate participation in the decision-making 
process.

These reflect different amounts of subordinate participation in the leader’s decision. Moving 
from left to right on the continuum:

r� The leader discusses the problem or situation more with others.

r� Others’ input changes from merely providing information to recommending solutions.

r� Ownership and commitment to the decision increases.

r� The time needed to arrive at a decision increases.

Table 20.4: Participation in decision-making processes

Leader-centred Group-centred

Description (D)
Decide
As leader, you 
feel you have the 
information and 
expertise to make 
the decision alone 
and then you 
either announce 
or ‘sell’ it to the 
group

(CI)
Consult 
Individually
As leader, you 
lack the required 
information or 
expertise. You 
therefore obtain 
this from your 
group members 
individually, either 
telling them the 
problem or not. 
You then make 
the decision alone

(CG)
Consult Group
As leader, 
you explain 
the situation 
and provide 
information 
to your group 
Together, solutions 
are generated and 
discussed. You 
then review these 
recommendations 
and make the 
decision alone

(F)
Facilitate
As leader, 
you explain 
the situation 
and provide 
information to 
your group. Acting 
as facilitator, 
you reconcile 
differences 
and negotiate 
a solution 
acceptable to 
everyone. The final 
decision is made 
by you and your 
group together

(D)
Delegate
As leader, you 
explain the 
situation, provide 
information, and 
set the boundaries 
for the decision 
to be made. You 
then delegate 
responsibility 
and authority 
for the final 
decision to the 
group, who make 
it themselves. 
You accept and 
implement it

Participants Leader Leader and others Leader and others Leader and others Leader and others

Role of 
participants

Leader generates 
and evaluates 
solution alone

Individuals provide 
leader with skill or 
information

Group generates 
solutions or 
recommendations

Group negotiates 
a solution with 
leader

Group generates, 
evaluates and 
makes the decision

Who makes 
the decision?

Leader Leader Leader (perhaps 
reflecting group 
inputs)

Leader and group 
together

Group

Source: based on Vroom (2000, p.84).

1. Decision  
significance

How significant is this decision to the success of the project or organ-
ization? If significance is high, then the leader needs to be closely 
involved.

2. Importance of  
commitment

How important is subordinate commitment in implementing 
the  decision? If importance is high, then leaders should involve 
subordinates.
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5. Group support  
for goals

4. Likelihood of  
commitment

If the leader were to make the decision alone, would  subordinates’ 
 commitment to it be high or low? If the answer is high, then subordi-
nate involvement is less important.

What is the level of subordinate support for the team’s or organi-
zation’s goals with respect to this situation? If it is low, the leader 
should not allow the group to make the decision alone.

6. Group expertise What is the level of skill and commitment that group members have 
in working together as a team to solve the problem? If it is high, then 
more responsibility for the decision can be given to them.

7. Team  
competence

What is the level of subordinates’ skills and commitment in working 
together as a team to solve the problem? If their skill and desire to 
work together  cooperatively is high, then more responsibility for the 
decision can be given to them.

3. Leader  
expertise

What is the level of the leader’s information, knowledge or expertise 
in relation to the problem? If it is low, the leader should involve 
subordinates.

3. Decision rules

The Vroom–Yetton–Jago model provides a set of decision rules in the form of a decision tree 
to allow the selection of the most appropriate decision-making style, as shown in Figure 20.2.

Prescriptive decision-making models are hugely popular in the managerialist literature 
since they offer executives a step-by-step guide on how to make a decision. Modern ones 
combine vast amounts of data and increasingly sophisticated algorithms, and modelling 
has opened up new ways to improve company performance. These models can make very 
accurate predictions and guide difficult optimization choices while, simultaneously, helping 
firms to avoid the common biases that undermine judgments (Rosenzweig, 2014).

Explanatory models
An explanatory model of decision making explains how a given decision was made. For 
example, there are studies of military fiascos which examine why generals took, or failed 
to take, certain actions. Often these explanations draw upon personality and leadership 
concepts and theories. The poor decisions made by teams have also been studied using con-
cepts from the group level of analysis such as groupthink and group polarization. These will 
be examined later in this chapter. Finally, decisions such as whether to acquire or merge 
with another company have drawn upon the theories of conflict, power and politics, and 
offer explanations at the organizational level.

The studies have highlighted the limits to rationality and introduced the concept of 
bounded rationality. What else might affect the individual who makes a decision? Decision 
making involves choice, and choice requires both careful thought and much information. 
Excessive information can both overload and delay us. Many managers believe that making 

Home viewing
The Martian (2015, director Ridley Scott) is a science fic-
tion film about a NASA mission to Mars that goes wrong. 
Because of a storm, the space crew abort the mission leav-
ing one of their members, Mark Watney (played by Matt 
Damon) marooned on the planet. The film shows numer-
ous examples of problem solving and decision  making, 

not only by Watney but also by his crew members and 
his employer. As you watch the film, make a note of 
each problem or decision to be solved or made, noting 
by whom, how is it done, and what the outcome is. Dis-
tinguish between the different types of decisions and the 
conditions under which each is made.

Explanatory model 
of decision making 
an approach that 
accounts for how 
individuals, groups and 
organizations make 
decisions.
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676 Chapter 20 Decision making

the right decision late is the same as making the wrong decision on time. Hence we speed 
up the process by relying on judgement shortcuts called heuristics.

The judgement heuristics and biases model represents current thinking in decision mak-
ing and takes a further step away from the rational model. The leading authors in this field 
have been Daniel Kahneman and Amos Tversky (2000). Human beings have two ways of 
processing information and making decisions (Kahneman, 2011):

System 1 thinking: fast, automatic, instinctive and emotional; relies on mental shortcuts; 
generates intuitive answers to problems as they arise, effortlessly.

System 2 thinking: slow, logical and deliberate; requiring cognitive effort.

System 1 uses intuition and rules of thumb to take information and reach conclusions 
quickly. However, these shortcuts can cause errors, so System 2 thinking is needed to 
check whether our intuition is faulty or our judgement clouded by emotions. If our snap 
judgements are not corrected by analysis and deliberation, problems of bias will result, 
and poor decisions will be made. The biases in decision making operate at the subcon-
scious level, are virtually undetectable, and have a powerful and immediate impact on 
individuals’ judgement. Some of the most common decision-making biases are listed in 
Table 20.5.

heuristic a simple 
and approximate rule, 
guiding procedure, 
shortcut or strategy 
that is used to solve 
problems.

Bias a prejudice, 
predisposition 
or a systematic 
distortion caused by 
the application of a 
heuristic.

Table 20.5: Common decision-making biases

Name of bias Description

Anchor and adjustment Judgement made by starting from an initial value or ‘anchor’, and 
then failing to adLust sufficiently from that point� before maMing the 
decision

Availability Judgement of probability made on the basis of information that is 
readily available

Bandwagon Believing in certain outcomes because others believe the same

Confirmation Placing extra value on information that supports our favoured beliefs; 
ignoring that which does not; failing to search for impartial evidence

Controllability Believing we can control outcomes more than is the case, leading us to 
misjudge the riskiness of our actions

Egocentrism Focusing too narrowly on our own perspective, unable to imagine how 
others will be affected by our actions.

Loss aversion Preferring to avoid losses to acquiring gains of the same amount, 
making us more risk averse than is rational

Optimism Being excessively optimistic about the likelihood of positive outcomes 
from our planned actions and underestimating negative consequences

Overconfidence Overestimating our skills and abilities; taking credit for past positive 
successes while ignoring the luck that might have been involved

Present We value immediate rewards more highly than long-term gains

Representative Basing judgements of probability on the basis of things with which we 
are familiar

Status quo Preference for the status quo in the absence of pressure to change it

Sunk cost Paying attention to unrecoverable, historic costs when considering 
future actions

Source: based on Kahneman (2011) and Beshears and Gino (2015).

Daniel Kahneman 
(b.1934)

Amos Tversky 
(1937–1996)
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 Models of decision making 677

To avoid decision-making biases, academics have offered managers various frameworks. 
For example, Jack Soll and his colleagues (2015) offer a solution to the problem of assign-
ing too much or too little importance to the information that we have. They suggest three 
tactics as shown in Table 20.6.

Source: adapted from Soll et al. (2015, p.68).

Table 20.6: Tactics to avoid decision bias

Tactic Effect Example

Blinding Anonymizing eliminates the 
influence of stereotypes, idiosyncratic 
associations and irrelevant factors

Orchestras audition players behind 
screens to prevent gender bias and 
students’ exam papers have their names 
removed before grading

Checklists Reduces errors by directing attention 
to most relevant information and 
avoiding forgetting

Selectors use structured interviews in 
which all candidates are asked the same 
questions, allowing inter-candidate 
comparisons

Algorithms Ensure consistency by predetermining 
how much emphasis is placed on 
which information

Lenders use algorithms to assess 
applicants’ creditworthiness and are 
now being used in employee hiring 
decisions

In a similar vein, Beshears and Gino (2015) offer a way to avoid poor decisions caused 
by cognitive biases by recommending a five-step approach based upon the differences 
between Kahneman’s System 1 (thinking fast) and System 2 (thinking slow), as shown 
in Table 20.7.

Table 20.7: Decision steps to avoid cognitive biases

Step Activity Issue Action

1 Understand how 
decisions are made

People process 
information and making 
decisions in two ways

System 1 way is automatic, instinctive and 
emotional
System 2 way is slow, logical and 
deliberate

2 Define the problem Ascertain if the problem 
is human behaviour that 
can be addressed using 
behavioural decision-
making psychology

Examine if the problem can be narrowly 
defined
Assess whether or not individuals are 
acting in their own best interest

3 Diagnose underlying 
causes

Decide if poor decision 
making is caused by 
insufficient motivation or 
cognitive biases

Is the problem the result of individuals’ 
inaction?
Is the problem the result of systematic 
errors affecting people’s decisions?

4 Design solution Select one of the 
behavioural psychology 
tools

Initiate changes that arouse emotions, 
exploit bias or simplify processes (activate 
fast System 1 thinking)
Use group assessments, reflective reviews, 
planning meetings facilitate rational, 
considered judgements (activate slow 
System 2 thinking)
Ignore both systems 1 and 2 by setting 
decision boundaries and building in 
automatic correction mechanisms

➔
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678 Chapter 20 Decision making

Decision conditions: risk and programmability
Table 20.8 distinguishes different types of environmental conditions faced by organizations 
and labels these ‘stable equilibrium’, ‘bounded instability’ (or chaos) and ‘explosive insta-
bility’. The condition under which a decision is made affects both how it is made and its 
outcome. Decisions differ in terms of their degree of risk involved and their programma-
bility. Every decision is made under conditions of certainty, risk or uncertainty. We shall 
consider each in turn.

Step Activity Issue Action

5 Test solution Thoroughly check 
proposed solution to  
avoid later mistakes

Specify a measurable target outcome
Identify a range of possible solutions and 
then select one
Introduce change in limited organizational 
areas and evaluate outcomes

Source: adapted from Beshears and Gino (2015, p.59).

Table 20.7: Decision steps to avoid cognitive biases (continued )

Table 20.8: Environmental and decision-making conditions

Environmental condition Decision-making 
condition

Characteristics Example

Stable equilibrium is a state 
in which the elements are 
always in, or quickly return to, 
a state of balance

Certainty Alternatives 
and outcomes 
known and fully 
predictable

Fixed interest rate 
savings accounts

Bounded instability (or chaos) 
is a state in which there is a 
mixture of order and disorder, 
many unpredictable events 
and changes, and in which an 
organization’s behaviour has 
an irregular pattern

Risk Known 
alternatives with 
only probable 
outcomes 
predictable

Tomorrow’s weather

Explosive instability is a state 
in which there is no order or 
pattern whatsoever

Uncertainty Alternatives and 
outcomes poorly 
understood

Developing a new 
product

In a situation of certainty, no element of chance comes between the alternative and its 
outcome, and all the outcomes are known in advance with 100 per cent certainty. In such 
circumstances, all that the individual has to do is to select the outcomes with the greatest 
benefit. A situation of total certainty is so rare as to be virtually non-existent. In the past, 
government bonds which guarantee a fixed rate of interest over a period of time, which will 
be paid barring the fall of the government, represented an example of certainty. However, 
as the financial instability of the Eurozone in the early 2010s showed, even government 
bonds carry an element of risk.

If decisions in organizations were constantly made in conditions of certainty, managers 
would not be needed, and junior, cheaper operatives, supplied with a rulebook, could replace 
them. Indeed, in conditions of certainty, a computer could quickly and accurately identify the 
consequences of the available options and select the outcomes with the greatest benefits. Man-
agers are paid to make those tricky ‘judgement calls’ in uncertain conditions. In reality most 
organizational decisions are made under conditions of risk. Managers assess the likelihood of 
various outcomes occurring on the basis of their past experience, research or other information.

Certainty a condition 
in which managers 
possess full knowledge 
of alternatives; there 
is a high probability 
of these being 
available; being able 
to calculate the costs 
and benefits of each 
alternative; and having 
high predictability of 
outcomes.
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Decisions made under uncertainty are the most difficult since the manager lacks the 
information with which to estimate the likelihood of various outcomes and their associ-
ated probabilities and payoffs (March and Simon, 1958, p.137). Conditions of uncertainty 
prevail in new markets, or those offering new technologies, or those aimed at new target 
customers. In all these cases there are no historical data from which to infer probabilities. 
In each case, the situation is so novel and complex that it is impossible to make compara-
tive judgements.

Having related the various environmental conditions to their decision-making equiva-
lents, let us summarize the characteristics of each with examples.

Risk a condition in 
which managers have 
a high knowledge of 
alternatives, know the 
probability of these 
being available, can 
calculate the costs 
and know the benefits 
of each alternative, 
and have a medium 
predictability of 
outcomes.

Stop anD think

Identify three separate events in your university career or work 
life involving certainty, risk and uncertainty. Consider each 
situation and think how it could change, or did actually change, 
from one condition to one of the other two.

Certainty

r From certainty to risk

r From certainty to uncertainty

Risk

r From risk to certainty

r From risk to uncertainty

Uncertainty

r From uncertainty to risk

r From uncertainty to certainty

From Samaras (1989, p.51)

Uncertainty  
a condition in which 
managers possess 
low knowledge of 
alternatives, a low 
probability of having 
these available, can to 
some degree calculate 
the costs and benefits 
of each alternative, but 
have no predictability of 
outcomes.

The Eyjafjallajökull ash cloud: decision making in uncertainty

The icecap of the Eyjafjallajökull glacier in Iceland covers a 
volcano that is 1,666 metres in height. The volcano crater 
measures between 3 and 4 km in diameter. When the 
magma and the ice interact, they create an ash cloud. 
1n 9ednesday� �� #pril ����� a plume of ash rose 

17,000 metres into the sky. Scotland’s airports, amongst 
the closest to Iceland, began closing that evening, and 
the rolling airport shutdown continued southwards on 
the following days down to London Heathrow and Lon-
don Stansted. For the next six days, the skies over the 
United Kingdom were quiet, as were most of those over 
continental Europe. When the final analysis was com-
pleted, it was found that the six-day airspace shutdown, 
the biggest since the Second World, War had cost the air-
lines £1.7 billion, and the airport operators €250 million. 
About 10 million people had been stranded or been una-
ble to fly. A total of 10,000 flights had been cancelled, 
representing 75 per cent of European airline capacity and 
30 per cent of worldwide capacity. Who made the deci-
sion to stop the planes flying and who made the decision 
to resume flying?

The National Air Traffic Services (NATS) took the 
decision to impose a zero flow rate – that is, it ceased 
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680 Chapter 20 Decision making

Programmability of decisions
Organization members make many different decisions every day. Some decisions are rou-
tine while others are not. Routine decisions are those which involve the use of pre-estab-
lished organizational procedures or rules. Routine decision makers are given considerable 
guidance as to what to do and how to do it through a well-established process, clearly 
defined goals, and the provision of information sources and decision rules. Examples of 
routine decisions include the re-ordering of stock items which have fallen to a certain level, 
the efficient routing of delivery vans, and the scheduling of equipment use. All these deci-
sions tend to be repetitive and programmed, and are made by low-level employees on their 
own who rely on predetermined courses of action.

Adaptive decisions typically require a form of judgement that no computer program, 
however complex, can produce. They involve a range of variables which have to be 
weighted and compared. Quantitative decision tools such as break-even analysis, a pay-off 
matrix, can help to assist the manager’s decision.

Finally, innovative decisions are made when a unique situation is confronted that has 
no precedent; when there are no off-the-shelf solutions; and when a novel answer has to be 
found. Innovative decisions are an outcome of problem solving; they frequently deal with 
areas of the unknown; and company professionals or top managers typically make them. 
Within the organizational context, such decisions tend to be rare. Examples would include 
the decision whether or not to acquire another company; to invest in a new technology; or 
to adopt a new marketing approach. The differences between these types of decisions are 
summarized in Table 20.9.

providing a service. Following discussion with the Civil 
Aviation Authority (CAA), the regulator of UK airspace, 
NATS made the decision by following guidelines that 
require zero volcanic ash in the atmosphere for safe 
flight. The International Civil Aviation Organization man-
ual’s chapter 3.4.8 dealing with volcanic ash states that 
there is no current agreement as to how much ash con-
centrations constitutes a hazard to jet aircraft engines. In 
view of this, it stated that ‘regardless of ash concentra-
tion, AVOID, AVOID, AVOID’. The last word is repeated 
three times and written in capital letters. On that basis, 
UK airspace was shutdown.

Scandinavia had been affected first. The Finnish air 
force sent up five of its F-18 fighter planes over Lapland, 
and reported significant engine damage from volcanic 
particles. If large numbers of commercial aircraft began 
encountering ash clouds and required emergency proce-
dures or re-routing, NATS would not be able to cope. The 
growing number of stranded passengers was creating 
political problems for governments, as well as financial 
problems for airlines and airport operators. The last two 
were unconvinced about the necessity for a blanket flying 
ban. By the following Monday, and while UK airspace was 
closed, Eurocontrol (responsible for all air traffic within 
the 'uropean 7nion� announced that ��s�� per cent of 
flights in their airspace would go ahead.

The underlying area of uncertainty was the lack of 
any indication as to what was a safe level of ash contam-
ination in the air. The airlines had not set a safety limit, 
nor had aircraft manufacturers or aero engine manu-
facturers. On the following day, BA (British  Airways) 
announced that 28 of its flights were heading into UK 
airspace and that it planned to land them, despite the 
ban. First Rolls-Royce, then Airbus and Pratt & Witney, 
and then the rest, all announced new, safe limits for 
the operation of their engines in ash cloud conditions. 
So what had changed? It was the rules – the criteria of 
safety. If the engine manufacturers had announced their 
safety limits years earlier or at the beginning of the cri-
sis and not at the end, the decisions made would have 
been very different. Faced with evidence and under pres-
sure, they finally stated explicitly that there was indeed 
a safe level of ash contamination that did not constitute 
a hazard to flying. Commentators attribute their previ-
ous reluctance to a combination of commercial and 
safety pressures. There are levels of contamination that 
impact upon the useful life of an engine but which do 
not impair its safe operation. In the case of the Eyjafjal-
lajökull ash cloud, the absence of any available, accepted 
safety standard interfered with speedy and effective 
decision making (BBC Radio 4, 2010; The Telegraph 
Online, 2011).

Routine decisions 
decisions made 
according to established 
procedures and rules.

adaptive decisions 
decisions that require 
human judgement 
based on clarified 
criteria and are made 
using basic quantitative 
decision tools.

innovative decisions 
decisions which address 
novel problems, lack 
pre-specified courses of 
action, and are made by 
senior managers.

M20_BUCH2881_09_SE_C20.indd   680 07/27/16   10:09 AM



 Group decision making 681

Group decision making
One of the main reasons why organizational activities are arranged around groups and 
teams is management’s assumption that group decisions are better than individual deci-
sions. The common-sense belief is that with many members contributing their diverse 
skills, knowledge and experiences, they will make better decisions than individuals (Hill, 
1982). However, experimental research data show that while the average quality of a deci-
sion made by a group is higher than the average quality of a decision made by an indi-
vidual, the quality of work group decisions is consistently below that made by their most 
capable individual member (Rogelberg et al., 1992).

Table 20.9: Routine, adaptive and innovative decisions

Decision type

Routine               Adaptive              Innovative

Goals Clear, specific Vague

Level Lower level employees Upper management

Problem Well structured Poorly structured

Process Computational Heuristic

Information Readily available Unavailable

Level of risk Low High

Involvement Single decision maker Group decision

Consequences Minor Major

Solution basis Decision rule and procedures Judgement, creativity

Decision speed Fast Slow

Time for solution Short Relatively long

Stop anD think

Think of three different decisions that you have recently made. How well did they fit 
into this routine, adaptive, innovative decision framework? What additional decision-
type categories would you add?

Stop anD think

Do you think that group decision making is superior to individual decision 
making? Why?

On the positive side, multiple individuals in a group can supply a greater range of knowl-
edge and information to deal with more complex questions. Groups can generate more 
alternatives; can have a better comprehension of the problem using multiple perspectives; 
and permit the specialization of labour with individuals doing those tasks for which they 
are best suited. The effect of this can be to improve the quality of group effort, and facili-
tate wider decision acceptance since more members will understand the decision better 
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682 Chapter 20 Decision making

Research has revealed that two main factors determine whether groups should be pre-
ferred to individuals. These are, first, how structured the task is, and, second, who the 
individuals are (Table 20.11). If the task to be performed is structured (has a clear, correct 
solution) then groups are better, although they take longer (Weber, 1984). In the case of 
unstructured tasks (no single correct answer and creativity required), individuals are better. 
Hence the counter-intuitive finding that performance of brainstorming groups is inferior to 
that of individuals.

and have a feeling of ownership of it through participation. On the negative side, there are 
concerns that groups work more slowly; that disagreements within them can create group 
conflict; and that group members may be intimidated by their group leader, creating only 
pseudo involvement in decision making. The pros and cons of group decision making are 
summarized in Table 20.10.

Table 20.10: Advantages and disadvantages of group decision making

Advantages Disadvantages

Greater pool of knowledge: A group can bring 
much more information and experience to bear 
on a decision or problem than an individual 
alone.

Personality factors: Traits such as shyness can 
prevent some members offering their opinions 
and knowledge to the group.

Different perspectives: Individuals with varied 
experience and interests help the group see 
decision situations and problems from different 
angles.

Social conformity: Unwillingness to ‘rock the 
boat’ and pressure to conform may combine to 
stifle the creativity of individual contributors.

Greater comprehension: Those who personally 
experience the give-and-take of group 
discussion about alternative courses of action 
tend to understand the rationale behind the 
final decision.

Diffusion of responsibility: Members feel able to 
avoid responsibility for their actions believing it 
can be shouldered by the others present.

Increased acceptance: Those who play an active 
role in group decision making and problem 
solving tend to view the outcomes as ‘ours’ 
rather than ‘theirs’.

Minority domination: Sometimes the quality of 
group action is reduced when the group gives 
in to those who talk the loudest and longest.

Training ground: Less experienced members 
learn to cope with group dynamics by actually 
being involved.

Logrolling: Political wheeling and dealing can 
displace sound thinking when an individual’s 
pet project or vested interest is at stake.

Goal displacement: Sometimes secondary 
considerations such as winning an argument, 
making a point, or getting back at a rival 
displace the primary task of making a sound 
decision or solving a problem.

Group brainstorming: Reduces rather than 
increases the quantity and quality of ideas 
compared to individual performance.

Groupthink: Sometimes cohesive ‘in-groups’ 
let the desire for unanimity override sound 
judgement when generating and evaluating 
alternative courses of action.

Satisficing: Making decisions which are 
immediately acceptable to the group rather 
than the best ones.

Source: based on West et al. (1998) and Kreitner (1989).
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Problems with group decision making
It is the very strengths of a group that are also its weaknesses. The cost of bringing indi-
viduals together in one place counters the benefits of getting contributions from supposedly 
independent minds. Four problems of group decision making will be examined here: group 
polarization, groupthink, brainstorming and escalation of commitment.

Group polarization
Group polarization refers to the phenomenon that occurs when a position that is held on 
an issue by the majority of group members is intensified (in a given direction) as a result 
of discussion (Lamm, 1988). This tendency can lead to irrational and hence to ineffective 
group performance. Social psychologists have documented the situation in which individu-
als in a group begin by taking a moderate stance on an issue related to a common value 
and then, after having discussed it, end up taking a more extreme stance. James Stoner 
conducted one of the earliest of these studies in the 1950s. He found that groups of manage-
ment students were willing to make decisions involving greater risks than their individual 
preferences (Stoner, 1961). This phenomenon was referred to as the risky shift. However, 
the opposite can also occur, and is called the caution shift. Here a group can become 
more risk averse than the initial, average risk-averse tendencies of its individuals members 
(Lamm and Myers, 1978; Isenberg, 1986).

Patricia Wallace (2001) believed that group polarization may be partly responsible for 
the extremism often found on the internet, and the apparent absence of a temperate voice. 
An individual might hold a relatively moderate view about an issue initially. However, after 
talking with others about it over the internet, they are likely to move away from the middle 
view towards one of the extremes. Factors that contribute to group polarization are present 
on the internet in abundance. First, people talk and talk endlessly. Second, members are 
selective about what they share with others. As talk progresses, members become increas-
ing reluctant to bring up items that might contradict the emerging group consensus. This 
creates a biased discussion where alternatives are insufficiently considered.

Groupthink
Groupthink is a mode of thinking that occurs when the members’ strivings for unanim-
ity override their motivation to appraise realistically the alternative courses of action. One 

Table 20.11: Individual and group performance compared

Factor Individuals when Groups when

Type of problem task Creativity or efficiency is desired Diverse skills and knowledge 
are required

Acceptance of decision Acceptance is not important Acceptance by group members 
is valued

Quality of the solution ‘Best member’ can be identified Several group members can 
improve the solution

Characteristics of the 
individuals

Individuals cannot collaborate Members have experience of 
working together

Decision-making climate Climate is competitive Climate is supportive of group 
problem-solving

Time available Relatively little time is available Relatively more time is available

Source: from Diagnostic Approach to Organization Behaviour, 4th ed., Allyn & Bacon (Gordon, J.R. 
1993), p.253.

Group polarization 
a situation in which 
individuals in a group 
begin by taking a 
moderate stance on 
an issue related to a 
common value and, 
after having discussed 
it, end up taking a 
more extreme decision 
than the average of 
members’ decisions. The 
extremes could be more 
risky or more cautious.

Risky shift 
phenomenon the 
tendency of a group 
to make decisions 
that are riskier than 
those which individual 
members would have 
recommended.

Caution shift 
phenomenon the 
tendency of a group 
to make decisions 
that are more risk 
averse than those that 
individual members of 
the group would have 
recommended.
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of the reasons why groups perform badly on complex, unstructured tasks is the dynamics 
of group interaction. Groups and teams can develop a high level of cohesiveness. This 
is generally a positive thing, but it also has negative consequences (Mullen et al., 1991). 
Specifically, the desire not to disrupt the consensus can lead to a reluctance to challenge 
the group’s thinking which, in turn, results in bad decisions. Irving Janis (1982) studied a 
number of American foreign policy ‘disasters’ such as the failure to anticipate the Japanese 
attack on Pearl Harbor in 1941; the Bay of Pigs fiasco in 1961 when President John F. Ken-
nedy and his administration sought to overthrow the government of Fidel Castro; and the 
prosecution of the Vietnam war between 1964–1967 by President Lyndon Johnson. Janis 
concluded that it was the cohesive nature of these important committees which made these 
decisions, and which prevented contradictory views being expressed (Moorhead et al., 
1991). He named this process groupthink. He listed its symptoms and how it could be pre-
vented. These are outlined in Table 20.12.

Groupthink a mode of 
thinking in a cohesive 
in-group, in which 
members’ strivings 
for unanimity override 
their motivation to 
appraise realistically the 
alternative courses of 
action.

Table 20.12: Groupthink: symptoms and prevention steps

When groups become very cohesive, there is a danger that they will become victims of 
their own closeness.

Symptoms Prevention steps

1.  Illusion of invulnerability: members display 
excessive optimism that past successes will 
continue and will shield them, and hence 
they tend to take extreme risks

(A)  Leader encourages open expression of 
doubt by members

2.  Collective rationalization: members 
collectively rationalize away data that 
disconfirm their assumptions and the beliefs 
upon which they base their decisions

(B) Leader accepts criticism of his/her opinions

3.  Illusion of morality: members believe that 
they, as moral individuals, are unlikely to 
make bad decisions

(C) Higher-status members offer opinions last

4.  Shared stereotypes: members dismiss 
disconfirming evidence by discrediting its 
source (e.g. stereotyping other groups and 
their leaders as evil or weak)

(D)  Get recommendations from a duplicate 
group

5.  Direct pressure: imposition of verbal, non-
verbal or other sanctions on individuals who 
explore deviant positions, express doubts or 
question the validity of group beliefs

(E) Periodically divide into subgroups

6.  Self-censorship: members keep silent about 
misgivings about the apparent group 
consensus and try to minimize their doubts

(F)  Members obtain the reactions of trusted 
outsiders

7.  Illusion of unanimity: members conclude 
that the group has reached a consensus 
because its most vocal members are in 
agreement

(G)  Invite trusted outsiders to join the 
discussion periodically

8.  Mindguards: members take it upon 
themselves to screen out adverse, 
disconfirming information supplied by 
‘outsiders’ which might endanger the 
group’s complacency

(H)  Assign someone to the role of devil’s 
advocate

(I) Develop scenarios of rivals’ possible actions

Source: based on Janis (1982).
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In all these different examples, groupthink led to a failure by the group to make the best 
decision. The group discussed a minimum number of alternatives; the courses of action 
favoured by the majority of the group were not re-examined from the view of hidden risks 
and other alternatives. The group failed to use the expert opinion that it had, and when 
expert opinion was evaluated, it was done with a selective bias which ignored the facts and 
opinions which did not support the group view.

In the groups studied by Janis, while individual doubt may have been suppressed and 
the illusion of group unanimity and cohesiveness maintained, the groups paid a high 
price in terms of their effectiveness. The factors affecting group cohesiveness are listed in 
Table 20.13. Thus, while group cohesion can make a positive contribution to group effec-
tiveness, it may also have negative consequences on the process of group decision making. 
Group loyalty, instilled through cohesion, may act to stifle the raising and questioning of 
controversial issues which in turn leads to the making of poor decisions. At the heart of 
groupthink is the tendency for groups to seek concurrence and the illusion of unanimity. To 
prevent groupthink occurring, individuals who disagree with the group’s evolving consen-
sus must be willing to make their voices heard.

Echoing Janis’ recommendation for a ‘devil’s advocate’ role, Richard Hackman rec-
ommended including a ‘deviant’ in each group. This person’s role was to challenge the 
arguments and opinions put forward by others in the group. Their task was to challenge 
their group’s desire for too much homogeneity, which can stifle creativity, innovation and 
learning. Deviants, said Hackman, are those members who stand back and say things like 
‘Wait a minute, why are we even doing this at all; let’s look at this thing backwards; no, 
that’s ridiculous; we’ve got to stop and change direction’. The deviant opens up discus-
sions and is a source of innovation. Hackman’s research revealed that teams that produced 
something original included deviants, while those which were average did not (Coutu, 
2009, p.102).

Table 20.13: Factors affecting group cohesiveness

Size Smaller groups are more cohesive than larger ones, partly because their 
members interact more frequently

Duration The longer members are together, the more opportunity they have to find out 
about one another

Threats An external threat can often (although not always) serve to harden against 
‘the enemy’

Isolation Leads a group to feel distinct and hence special

Rewards Group rewards can encourage cooperation to achieve the group goal

Restricted entry Difficulty of membership increases identification with the group

Similarities Where individuals share common goals and attitudes, they enjoy being in 
each other’s company

Although fewer than two dozen experimental, laboratory studies have been conducted 
on groupthink (Turner and Pratkanis, 1998), an overview of these supports a link between 
the level of cohesion in the group and the occurrence of groupthink (Mullen et al., 1994). 
However, the strongest evidence supports the effect of directive leadership. Directive lead-
ership is linked to less information being considered by the group; to the discouragement of 
dissent; to fewer solutions being found; and to more self-censorship by members (Flowers, 
1977; Leana, 1985; McCauley, 1989; Moorhead and Montanari, 1986). It appears that if the 
group leader is strong, states their position at the start, and appears to have a strong prefer-
ence for a particular outcome, then the group is less likely to consider alternative informa-
tion or solutions.
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Brainstorming
Brainstorming is usually presented as a technique that seeks to improve group decision 
making. However, it can be argued that it represents a problem in group decision making. 
Brainstorming asserts the superiority of a group’s performance over that of an individu-
al’s. Alexander F. Osborn, a principal of the New York advertising agency Batten, Barton, 
Durstine and Osborn, invented brainstorming in 1939. He coined the term to mean using 
the brain to storm a problem creatively. The technique is based on the belief that under 
given conditions, a group of people working together will solve a problem more creatively 
than if the same people worked separately as individuals. The presence of a group is said 
to permit members to ‘bounce ideas off each other’ or gives individuals the chance to 
throw out half-formed ideas which other group members might turn into more practical 
suggestions.

The purpose of the technique is to produce creative new ideas. Members of brainstorm-
ing groups are required to follow four main rules of procedure:

1. Avoid criticizing others’ ideas.

2. Share even fanciful or bizarre suggestions.

3. Offer as many comments as possible.

4. Build on others’ ideas to create your own.

Multiple teams at CERN
Teams of physicists and engineers at CERN (the  European 
Organization for Nuclear Research) often disagree about 
the best solution to a particular problem. To avoid the 
hegemony of a single solution that could be  suboptimal, 
CERN uses a non-hierarchical and decentralized 

decision-making process. It encourages multiple teams to 
work on their own solutions, and once they have devel-
oped these, the teams meet to seek a consensus decision 
(Schilling and Fang, 2014).

Performance pressure on teams
Companies increasingly assemble teams of experts 
expecting their members to draw on each other’s comple-
mentary knowledge and functional expertise (e.g. finance, 
marketing, IT) to achieve results that would be beyond the 
ability of any single individual employee. However, teams 
consistently fail to use that member expertise to the full-
est. Heidi Gardner (2012) studied 78 audit and consult-
ing teams in two global professional firms. Even though 
they were motivated to perform well on high-stakes pro-
jects, she found that as the pressure on them increased, 
team members began relying excessively on their general 
knowledge and discounted their specific, expert knowl-
edge, thereby detracting from their performance. She 
identified four processes: (1) a drive towards consensus; 
(2) a focus on common-knowledge; (3) a shift from learn-
ing to project completion; and (4) increased conformity 
to the status hierarchy. As result of this, teams attended 
to general professional knowledge and consequently 

minimized or ignored the specific expertise of their mem-
bers. Moreover, only function-specific knowledge is the 
type that increases client-rated team performance.

Gardner noted the paradox that when teams need 
function-specific expertise the most (and recognize its 
value) then, under pressure, they use it least, despite 
being motivated to do well on the task. She offered sev-
eral explanations. First, even knowing at the start who 
possesses what expertise, that knowledge can lose its 
salience once a project is under pressure. Second, when 
pressure rises to the point where the team sees the pro-
ject as a battle, high-risk, idiosyncratic function-specific 
knowledge expertise gets crowded out by proven, com-
monly held, professional knowledge. Third, the shift 
from specific expertise to general knowledge is invisible 
to members because they spend equal amounts of time 
in high- and low-pressure problem-solving meetings and 
rigorous probing and challenging happen in both.

Brainstorming  
a technique in which 
all group members are 
encouraged to propose 
ideas spontaneously, 
without critiquing or 
censoring others’ ideas. 
The ideas so generated 
are not evaluated until 
all have been listed.
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However, research has proved Osborn to have been wrong. On idea-generating tasks, 
nominal groups (i.e. a collection of individuals who generated ideas separately and whose 
ideas are subsequently added) outperformed interacting groups (i.e. groups of individuals 
working together in a room (Mullen et al., 1991). Eric Jones and John Lambertus (2014) 
explained that the gap between nominal groups and interacting groups could be ascribed to:

r� Production blocking: In a brainstorming session, members interfere with each other’s 
productivity. When people are generating ideas, many will be talking at the same time, 
and others will be waiting their turn to speak (Kerr and Tindale, 2004; Nigstad and Stro-
ebe, 2006).

r� Evaluation apprehension: Brainstorming group members fear the negative appraisal of 
their contributions from others. This raises members’ anxieties and leads to fewer ideas. 
This is despite explicit brainstorming instructions not to criticize ideas and to encourage 
the generation of wild ideas (Camacho and Paulus, 1995; Nemeth et al., 2004).

r� Social matching: Occurs when members begin to match others’ decreased efforts (Paulus 
and Dzindolet, 1993). A related explanation is social loafing in a brainstorming group 
when some members decide that their efforts will not be needed, and that others in the 
group will take up the slack (Harkins and Petty, 1982; Kerr and Bruun, 1983).

The continued use of brainstorming appears to be more related to gaining employee 
commitment rather than to problem solution creativity (Furnham, 2000). Group members 
may fail to contribute to brainstorming sessions for the reasons suggested above, or because 
they are introverts, find the process artificial, or frequently end up with unremarkable solu-
tions and unworkable ideas. However, brainstorming is a good way of gaining employee 
buy-in for decisions that have already been made by management.

Video case: virtual meetings good for innovation

In this five-minute Financial Times video, Della Bradshaw talks to Adam Kingl of the London Busi-
ness School who argues for the superiority of virtual groups over face-to-face groups in stimulat-
ing innovation. Consider the research on groups and assess how accurate his claims are.

Escalation of commitment
Have you ever waited for a lift (elevator) that did not arrive, and the longer that you waited, 
the less inclined you were to use the stairs instead? Escalation of commitment refers to the 
tendency of individuals to increase their commitment to a course of action in the future, 
despite the evidence of negative outcomes from the past. In addition to waiting situations, 
this tendency has been noticed in interpersonal relations, gambling, economic investment 
and policy making.

Barry Staw (1976, 1981) first demonstrated escalation of commitment as an individual 
phenomenon, leading to much subsequent work on the topic (Whyte, 1986, 1993; Brockner, 
1992). However, later research on group polarization and on groupthink supports Whyte’s 
(1993) contention that groups escalate more than individuals. Risky-shift research findings 
shows us that groups make riskier decisions than individuals, and the decision to escalate 
in the light of past failure can be viewed as risk-seeking. From a groupthink perspective, 
since a majority view is sufficient to induce dissenters to conform to a decision to escalate, 
reliance on a group rather than on an individual to resolve an escalation dilemma is likely 
to increase the frequency with which escalation occurs. Figure 20.3 shows the factors that 
Ross and Staw (1993) identified as contributing to commitment escalation by a group or an 

Escalation of 
commitment 
an increaseF 
commitment to a 
previously made 
decision, despite 
negative information 
suggesting one should 
do otherwise.
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individual. Note that although individual (psychological) variables play a part, a range of 
other determinants are equally, if not more important.

Task factors

The characteristics of the task itself – shooting a film, constructing a building, implement-
ing a military tactic – are a major influence. A project like a movie or even a relationship 
can have had such a large amount of assets (money or emotions) previously invested in it 
that it reaches the point where its abandonment would involve unacceptable financial or 
personal costs. The task may lack clearly defined goals, performance standards to measure 
those goals or unambiguous feedback that can allow a regular check on progress. Since the 
benefits of a task are often delayed, decision makers are tempted to remain with it until the 
end. When doing so, they tend to attribute setbacks to temporary causes that they believe 
can be rectified with additional expenditure.

Task factors
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Figure 20.3: Model of escalation of commitment

Source: based on Ross and Shaw (1993).

Psychological factors

Most of these stem from the ego-involvement of decision makers for whom the failure of 
the activity will threaten their self-esteem. Reinforcement traps mean that a person is reluc-
tant to withdraw from a previously rewarding activity believing that, from past history, it 
can be made to succeed. Individual motivation also plays a part, especially the need for 
self-justification. All sorts of decision-making errors are committed as people take risks to 
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recover previously invested resources. They begin to process information in a biased way, 
becoming overconfident and slanting facts to suit pre-existing beliefs. Often they fail to 
determine the true cause of the problem by attributing negative outcomes to external rather 
than internal factors.

Social factors

In many countries, cultural norms favour consistent leadership (no ‘U-turns’) which ‘tri-
umphs in the end’. Members are likely to be put under pressure from a hostile audience to 
justify their actions, as well as from friendly colleagues who want to ‘save face’. This need 
to rationalize their actions to other parties, when challenged, results in the production of 
renewed justifications leading, in turn, to greater commitment. Seeking direction, decision 
makers are likely to make a social comparison with others, modelling their behaviour on 
what someone else has done in a similar situation.

Organizational factors

The idea of projects continuing because of the political support of key organizational play-
ers is well understood. Also important is the momentum towards the continuation of the 
task or project that is generated by the company having already recruited expert staff, 
invested in specialized equipment, and entered or withdrawn from certain lines of business 
activity. A final important variable here is how closely the project is tied to the company’s 
values and objectives. Its degree of organizational institutionalization may be high or low.

Contextual factors

A decision taken within an organization is affected by forces outside its boundaries. Politi-
cal, economic, societal, technological, legal and ethical variables can all play a part. External 
forces that are unconnected with, but which have an interest in, the rescue or continuance 
of a ‘permanently failing organization’, can contribute to an escalation of commitment.

Home viewing
The Age of Innocence (1993, director Martin Scorscese) is 
the story of an upper-class romantic triangle set in 1890s 
New York which vividly illustrates escalation theory. It por-
trays an escalation situation unfolding for an individual over a 

number of years and involves a commitment of the heart. As 
you watch the film, identify what psychological and external 
factors lead Newland Archer to continue with a course of 
action that he really does not want to take (Ross, 1996).

Organizational decision making
The making of decisions has been examined at the level of the individual and the group. It 
now remains to consider it at the organizational level. The management of any organiza-
tion has two main tasks. The first is to coordinate the work activities within the organiza-
tion, for example ensuring that work is divided among departments and is completed. Its 
second task is to adjust to circumstances outside the organization (e.g. regulating contracts 
with suppliers; ensuring adherence to government regulations; responding to customers). 
Individuals in the organization (mainly but not exclusively managers) have to deal with the 
fact that rules, procedures and precedents seldom determine what should be done in every 
particular case. Decisions which are ‘unprogrammed’, have to be made. This means that 
discretion has to be used, judgements have to be made, and decisions have to be imple-
mented. This ambiguity and uncertainty provides the political context within which deci-
sion making occurs within organizations (see Chapter 22).
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Sociologists have studied how power and politics impact on the decision-making process 
and prevent the operation of the rational decision-making process described at the start of 
this chapter. Decisions in organizations involve power and conflict between individuals and 
groups in organizations. The more sources of uncertainty there are, the more possibility 
there is for individuals and groups to take up political positions. From this perspective, a 
particular decision is less an expression of the organization’s goals, and more a reflection of 
the ability of a particular individual or group to impose their view or ‘definition of the situ-
ation’ and solution, on other groups.

As noted earlier, Herbert Simon criticized the rational model of decision making, saying 
that it ignored the internal politics of the organization system. He and his colleagues, Rich-
ard Cyert and James March, were influential in introducing politics into the consideration of 
decision making in organizations. They linked the cognitive limits to rationality with politi-
cal limits. The rational model assumes that:

r� decision makers possess a consistent order of preferences;

r� there is agreement among the stakeholders about the goals of the organization;

r� decision rules are known and accepted by everyone.

In contrast to the rational model, the bounded rationality view stresses that, for two 
reasons, decision makers cannot make the types of decisions that the rational model recom-
mends. First, there is ambiguity over which direction to take on an issue. That is, people 
disagree about which goals to pursue or which problems to solve. Second, there is the issue 
of uncertainty. This concerns the degree to which people feel certain that a given action will 
produce a given outcome (cause-and-effect).

The condition of uncertainty was examined earlier, and it was noted that extra informa-
tion could reduce it. However, that same, new information could also increase ambiguity 
since it provided extra points over which different decision makers could disagree. James 
Thompson and Arthur Tuden used the dimensions of agreement or disagreement over goals 
and beliefs about cause-and-effect relations, as a way of distinguishing between four differ-
ent situations faced by decision makers (Thompson and Tuden, 1959; Thompson, 1967). 
These are described in Figure 20.4.

Consensus on goals or problem definition?

agree disagree

I

Computational strategy

Rational model

III

Compromise strategy

Political modelBeliefs about
cause-and-effect
relationships

certainty

uncertainty

II

Judgemental strategy

Incremental model

IV

Inspirational strategy

Garbage can model

Figure 20.4: Conditions favouring different decision-making processes

Source: based on Thompson and Tuden (1959) and Thompson (1967).

Any given choice situation can be mapped on these two continua: the degree of agree-
ment that exists between parties on the goals to be pursued, and the level of certainty that 
a specified outcome can be achieved through the use of a given action. Each such situa-
tion can thus be defined as falling into one of the four quadrants. The most likely form of 
decision-making model for each quadrant is specified.
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I Computational strategy – rational model

In this case, those concerned are clear and agree on what outcome they desire (no ambigu-
ity) and certain about the consequences of their actions (high certainty). For example, as 
demand for ice cream increases in the summer, the company introduces an extra shift. The 
rational model has already been considered, and may be capable of being applied in this 
situation since the management know the capabilities of their machines, the costs of extra 
manning, and the income from extra sales. The company can therefore calculate the costs 
and returns using a computational strategy.

II. Judgmental strategy – incremental model

In this case, those concerned are clear and are agreed on what outcome they desire (no 
ambiguity) but are uncertain about the consequences of their actions (low certainty) 
because information is inadequate. In the case of the ice cream makers, new equipment 
may need to be purchased whose performance is unknown. Charles Lindblom (1959) built 
on Simon’s notion of bounded rationality, saying that the limited search for and evaluation 
of alternatives meant that those which were offered differed only slightly (i.e. incremen-
tally) from those which already existed. Hence, current judgement choices were made on 
the basis of past decisions. Decision making in his view was thus remedial, concerned with 
‘fixing the past’ by moving away from it, rather than oriented to achieving goals in the 
future. Decisions therefore were continually adjusted as they unfolded, and problems were 
continually attacked. For Lindblom (1959), policy formulation was thus not a single event, 
but the outcome of countless small, often disjointed decisions made separately, by different 
individuals and groups, over a period of years. He referred to this process as incremental-
ism although it is more popularly referred to as the ‘science of muddling through’.

III. Compromise strategy – political model

In this case, those concerned are unclear or divided as to what outcomes they desire (high 
ambiguity). Increasing production to manufacture a large number of extra low profit prod-
ucts or a smaller volume of higher mark-up items might be equally appealing. The use of 
the technology provides certainty that either option can be achieved (high certainty). In this 
case, a compromise strategy is used.

These sorts of unprogrammed decisions are bound to be resolved, ultimately, by reason-
ing, judgement, influence and politics. When faced with a question such as how we should 
reformulate strategy for the next five years, reasonable people will always disagree. Politi-
cal behaviour is therefore an inevitable consequence of the prevalence of unprogrammed 
management decisions.

Many writers view an organization as a coalition of interests. Each department has its 
own goals, is interdependent with others, and competes for scarce resources. The task of 
senior management is to balance these demands and resolve any ensuing conflicts. It does 
so by engaging in politics, in an effort to manage or manipulate the decision-making pro-
cess, to ‘cut a deal’. In such circumstances, a decision is not the result of the rational 
decision-making process, but something that is the outcome of horse-trading, and which is 
acceptable to all those involved. From this perspective, individuals and groups unite their 
interests, propose alternatives, assess their power, join with others, negotiate and form 
coalitions. In conditions of high ambiguity, decision makers look for alternatives that can 
accommodate the interests of the parties involved. They are not greatly concerned with 
searching for information.

IV. Inspirational strategy – garbage can model

In this case, those concerned are unclear or are divided as to what outcomes they desire 
(high ambiguity). They are also uncertain about the consequences that their actions are 
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likely to have (high uncertainty). When there is neither agreement on goals, nor certainty 
about cause and effect relationships, ambiguity and uncertainty prevail, and decision mak-
ing become random. If there is no preference between high volume/low profits and low 
volume/high profits, or certainty about what will happen if they do launch them, then the 
inspirational strategy is an inspired leap into the dark!

In such circumstances, Cyert and March’s decision-making processes become ‘uncoupled’ 
from the decisions actually made. That is, a link ceases to exist between the problems identi-
fied and the solutions proposed or implemented. The garbage can model was developed by 
James March and Johan Olsen and turned the rational model on its head. Whereas both the 
rational and the bounded rationality models treated decisions as the outcomes of a reasoned 
approach of information-gathering and evaluation, the garbage can model contended that 
the elements that constituted decision problems were independent phenomena that came 
together in random ways (Cohen et al., 1972; March and Olsen, 1976; Einsiedel, 1983).

In their view, the various logical models of decision making had failed to recognize 
the amount of confusion that surrounded decision-making situations. Instead, they labelled 
these situations organized anarchies. Within these, a decision ‘occurred’ rather than was 
consciously taken. Thus, decision making involved streams of activities which served to 
cope with uncertainty over time. It occurred when four separate but interdependent streams 
fortuitously met. The four streams were:

r� Choice opportunities: Every organization has a stream of ‘occasions’ at which there is an 
expectation of a decision (e.g. weekly staff meetings, product review meetings, govern-
ment cabinet meetings).

r� Participants: A stream of people who have an opportunity to make a choice.

r� Problems: A stream of problems which represent matters of concern for individuals both 
inside and outside the organization (e.g. declining sales; need to recruit staff; increasing 
hospital waiting lists).

r� Solutions: The existence of a stream of solutions or answers, all seeking problems and 
questions, and all available from internal staff advisors or external consultants.

From this perspective, the choice opportunities act as the container (garbage can) for 
the mixture of problems, solutions and participants that are there at the time. Because of 
the disorder that characterizes managerial work, preferences are rarely well ordered, they 
often change, and the criteria for judging the relevance of information are vague. Thus the 
rational model, with its logic and order, does not describe what really happens. For exam-
ple, choices are made before problems are understood; solutions sometimes discover prob-
lems; and only rarely are problems resolved after choices are made. The actual decisions 
made are often irrelevant to the people concerned. For them, the priority may have been 
to blame others, pay off debts, store up favours, punish others, or position themselves in a 
power struggle. March and Olsen (1976, p.52) felt that:

choice situations are not simply occasions for making substantive decisions. They are 
also arenas in which important symbolic meanings are developed. People gain status and 
exhibit virtue. Problems are accorded significance. Novices are educated into the values 
of the society and organization. Participation rights are certification of social legitimacy; 
participation performances are critical presentations of self.

Finally, to avoid or overcome decision-making biases at the organizational level, Meiss-
ner and his colleagues (2015) provide a set of questions that management should ask when 
evaluating any proposal-making process to deal with the confirmation and overconfidence 
biases. It allows the organization to determine whether the negative outcomes risk (caused 
by the overconfidence bias) and the limited viewpoints risk (caused by the confirmation 
bias) are high or low. The authors then suggest different courses of management action 
depending on the process undergone:

r� Decide: When a proposal’s negative outcomes risk have been considered, diverse opin-
ions canvassed, and individuals involved, then a decision can be made as to whether or 
not to proceed.
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r� Reach out: When the negative outcomes risk is low but the limited viewpoints risk is 
high because it is based on narrow assumptions, management should seek to broaden its 
perspective and generate alternatives courses of action.

r� Stress test: When the limited viewpoints risk is low, but the outcomes have been insuf-
ficiently challenged, then management should engage outsiders to assess possible risks.

r� Reconsider: When the proposal evaluation process has been shown to be inadequate, 
and the negative outcomes risk and limited viewpoints risk are both high, the proposal 
needs to be reviewed again.

Decision making and evidence
Peter Tingling and Michael Brydon (2010) defined evidence-based decision making as a sit-
uation in which a decision was made that followed directly from the evidence  (Figure 20.5). 
They contrasted it with decision-based evidence making which involved marshalling facts 
and analysis to support a decision that had already been made elsewhere in the organization. 
They found that managers, when making a decision, used evidence in three different ways:

r� to make a decision – the decision arose directly from the evidence;

r� to inform a decision – the evidence was mixed in with intuition or bargaining, to lead to 
a decision;

r� to support a decision – the evidence was used simply to justify a decision already made.

If decisions are allowed to trump the evidence, then decision making is ill-informed. In 
the best case, a decision that contradicts the evidence is an inspired hunch based on experi-
ence, while in the worst case it is the product of ignorant bias. Moreover, once employees 
know that managers are more interested in finding evidence to fit their conclusions rather 
than finding out the facts, then they become demoralized and the company is infected with 
destructive cynicism. However, historically some companies have collected data and have 
successfully ignored it, while in others, the cult of data-driven decision making leaves so 
little scope for personal beliefs and hunches that employees just tailor the evidence to fit pre-
made decisions.

Evidence-based 
decision making a 
situation in which a 
decision is made that 
follows directly from the 
evidence.

Decision-based 
evidence making 
marshalling facts and 
analysis to support 
a decision that has 
already been made 
elsewhere in the 
organization.

Make decision

ROLE OF EVIDENCE IN DECISION-MAKING

Not all decisions incorporate evidence in the same way, or intend to marshal it toward the same end. This chart shows
three roles that evidence can play, depending on whether the aim is to make, inform, or support a decision.

Inform decision

Support decision

Decision
process

Evidence forms 
the basis of the
decision

DESCRIPTION

Evidence is one of
several inputs to the
decision process

Evidence is created
to support a decision
made using other
inputs

Facilities location

ARCHETYPAL DECISION

Diagnosis, strategic
planning

New product
development,
technology adoption

Poor decisions due
to misspecified 
models

RISKS

Mismatch between
evidence and other
inputs requires shift
to ‘make’ or
‘support’ role

Demoralization
of analysts; poor 
decisions due to
decision biases 
and false consensus

Decision
process

Decision
process

Evidence

Decision

Decision

Decision

Evidence

Evidence

Intuition,
experience,

bargaining, etc.

Intuition,
experience,

bargaining, etc.

Figure 20.5: The role of evidence in decision making

Source: Tingling and Brydon (2010), p.73. © 2010 from MIT Sloan Management Review/Massachusetts Institute of 
Technology. All rights reserved. Distributed by Tribune Media Services.
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So what is to be done? Should one encourage the use of data, while leaving room for the 
occasional inspired decision? Tingling and Brydon offer managers four guidelines:

r� Understand the decision problem and assess the potential contribution of formal evi-
dence to the quality of the decision-making process. For some problems (e.g. new prod-
uct development), historical data is of little use and the decision is best made on instinct.

r� Use cost–benefit analysis. If the costs of obtaining evidence exceed the benefits, it may 
be necessary to make the decision on instinct and admit that this is what is being done.

r� Differentiate between internal and external decision audiences when engaging in deci-
sion-based evidence making. Some evidence can have ceremonial and signalling value, 
but internal stakeholders (employees) are seldom fooled by decision-based evidence 
making.

r� Ensure that the majority of decisions incorporate painstakingly gathered, objective evi-
dence. If managers feel the necessity to feed manufactured evidence to internal audi-
ences, it should be done rarely and sparingly, otherwise a disregard for evidence and 
analysis will become endemic throughout the organization.

RECap

1. Distinguish prescriptive, descriptive and explana-
tory models of decision making and provide an 
example of each.

r� Prescriptive models of decision making recom-
mend how individuals should behave in order to 
achieve a desired outcome. The original prescrip-
tive model is the rational model, while a later one 
was devised by Victor Vroom and Philip Yetton.

r� Descriptive models of decision making reveal how 
individuals actually make decisions. The behavioural 
theory of decision making is the earliest and most 
influential descriptive model and was developed by 
Herbert Simon, John March and Richard Cyert.

r� Explanatory models of decision making look at 
what decisions were made and aim to provide an 
explanation of how they occurred. The heuristics 
and biases model developed by Daniel Kahneman 
and Amos Tversky, and Irving Janis’ groupthink 
concept illustrate such explanations.

2. Distinguish different decision conditions on the 
basis of risk and programmability.

r� Decision conditions can be classified as those 
involving: certainty, risk and uncertainty.

r� Decisions can be classified as routine, adaptive and 
innovative.

3. Consider the advantages and disadvantages of 
group decision making.

r� Groups offer the advantages of a greater pool of 
knowledge, different perspectives, greater prob-
lem comprehension and increased acceptance of 
decisions.

r� Disadvantages of groups can be considered 
under the headings of personality factors, social 
conformity, diffusion of responsibility, minority 
domination, logrolling, goal displacement, group 
brainstorming, groupthink and satisficing.

4. Identify the factors used to decide whether to 
adopt individual or group decision making.

r� Individual or group decision making has been 
made on the basis of the following factors: type 
of problem task, acceptance of decision, quality of 
the solution, characteristics of the individuals and 
decision-making climate.

5. Match organizational conditions with the 
 decision-making processes that favour them.

r� When there is certainty about cause-and-effects 
and there is consensus on goals or problem defi-
nition then a computational strategy involving the 
rational decision-making model is favoured.

r� When there is uncertainty about cause-and-
effects, but there is consensus on goals or problem 
definition, then a judgmental strategy involving an 
incremental decision-making model is favoured.

r� When there is certainty about cause-and-effects, 
but disagreement about goals or problem defini-
tion, then a compromise strategy involving a politi-
cal decision-making model is favoured.

r� When there is neither certainty about cause-and-
effects, nor agreement about goals or problem 
definition, then an inspirational strategy involv-
ing the garbage can model of decision making is 
favoured.

➔
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Springboard

Max Bazerman and Don Moore (2012) Judgement in Managerial Decision Making (8th edn). 
New York: Wiley. A comprehensive, entertaining and interactive description of the many 
flaws in our decision making processes.

Garvin, D.A. and Roberto, M.A. (2001) ‘What you don’t know about making decisions’, Har-
vard Business Review, 79 (8): 108–16. The authors distinguish between the advocacy approach 
to decision making which sees it as a contest involving a manager at a discrete point in time, 
and the inquiry approach which treats it as a collaborative problem-solving process to be 
explicitly designed and managed. The article complements the OB cinema film below.

Cass Sunstein and Reid Hastie (2014) ‘Making dumb groups smarter’, Harvard Business 
Review, 92 (12): 90–98. The authors review past research into group decision making and 
bring it up to date.

Richard Thaler (2015) Misbehaving: The Making of Behavioural Economics. New York: 
W.W. Norton. The author charts the progress of behavioural economics, which looks at 
the way that people actually make decisions, and compares it with the traditional, rational 
model of economics which suggests how they should.

1. What are the strengths and weakness of the Vroom–Jago time-driven, decision- 
making model?

2. How does a ‘satisficing’ decision differ from a ‘maximizing’ one? Provide examples of 
each from your own experience. In what circumstances would one be preferable to 
the other?

3. ‘No decision that is ever made by a manager is truly rational.’ Do you agree or 
 disagree with this statement. Support your view with arguments and examples.

4. Should decision making by groups be avoided or encouraged by organizations?

Revision

Research 
assignment

Talk to a manager from any organization and ask them for examples of decision-making 
or problem-solving situations that they have typically faced. Examples might include in 
which city to locate a new store, deciding on an advertising campaign, dealing with a sexual 
harassment complaint or deciding whether to fire an employee. Select one situation. Then 
use the internet to search for ‘decision-making techniques’ or ‘problem- solving techniques’. 
These are examples of prescriptive models of decision making. Review what you find and 
choose a technique that is appropriate for your chosen situation. Apply the technique to the 
situation explaining how it can be used to arrive at the best decision or solve the problem.

OB cinema
Thirteen Days (2001, director Roger Donaldson): DVD tracks 4–5: 0:12:49–0:24:40 (8 minutes) and 
track 7: 0:26:45–0:30:50 (4 minutes). The film is based on the true story of the Cuban Missile Crisis 
of October 1962, a diplomatic conflict between the United States and (the then) Soviet Union which 
nearly triggered a nuclear war. It stars Kevin Costner, who plays an aide to President John F. Kennedy. 
Students should view the entire film at home. If there is to be a class discussion, the 12 minutes of 
film shown above can be played as a reminder.

What insights did you gain about the process of decision making as a result of watching this film? 
Make a list of these.

Based on Galvin and Hendrickson (2012)
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OB on the web
Familiarize yourself with Kahneman’s distinction between System 1 and System 2 thinking. First, 
search YouTube for a brief introduction to it, such as Daniel Kahneman ‘Schnelles Denken, langsames 
Denken – Thinking fast and slow’ (2:53) in English with German subtitles. Then watch one of his 
more detailed explanations, for example, ‘Daniel Kahneman on the Machinery of the Mind’ (47:26). 
Write a short report explaining the difference between his two types of thinking, providing examples 
of each from your own experience. Suggest why organizations would benefit from an understanding 
of the differences between these two modes of thinking.

CHAPTER ExERCISES

Decision types

 Objectives 1. To allow you to distinguish between different types of decisions.

2. To make you aware of the requirements of each type of decision.

 Briefing The chapter defined and distinguished between routine, adaptive and innovative types 
of decisions. This exercise gives you the opportunity to identify and deal with each of 
the three types.

1. Class divides into groups. Each group represents the executive committee of a small 
manufacturing company which meets regularly to review and decide upon a list of 
problems. The list consists of items submitted by employees for decision. This week’s 
list of issues is shown below.

2. Each group is to sort the items on the list into three decision categories – routine, 
adaptive and innovative.

3. Once all the items have been sorted into three piles, each group is to select one item 
from the routine pile and one item from the innovative pile, and develop an action 
plan for each. They should also select one adaptive decision issue, and indicate what 
approach might be appropriate for working on that decision.

4. After 20–30 minutes, the executive committees/small groups reassemble in a class 
plenary session. Each group presents one of the decisions that it has worked on, and 
describes its conclusions.

5. Class discusses:

• Was a routine or innovative decision harder to deal with? Why?

• Did group members and groups categorize the decision items in the same way?

• Over which items did group members disagree?

• How were disagreements over categorization dealt with by the group?

List of decision 
items

  1. An assembly worker wants the committee to decide on a more equitable method for 
allocating scarce parking spaces.

2. A departmental manager wants a decision as to whether one of his programmers can 
be given a special bonus for developing a popular software item.

3. The facilities manager wants to know if part-time employees are eligible to join the 
company health club.

4. A division manager wants a decision on whether to open a new office in Paris, Berlin 
or Moscow.
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5. The cafeteria manager has asked for a decision on how to choose among suppliers 
of foodstuffs.

6. The marketing manager wants a decision on a new product that will not compete 
with other manufacturers’ products but will be popular because it fills an unmet 
need.

7. A supervisor has asked whether overtime should be given to those who ask first or 
to those who have the most seniority.

8. A decision has to be made whether to purchase laptops or tablets during the next 
quarter.

9. The research department has developed an innovative and cheap memory chip 
which is capable of being incorporated in many devices. It has asked what direction 
your committee wants to take in developing applications for this chip.

10.  The board of directors has told your committee to consider whether it would better 
to open company-owned retail outlets in five major cities or to franchise the outlets.

From Sashkin, Marshall, Morris, William C. and Hellriegel, Donald,  
Experiencing Management 1st edition © 1987. Reprinted and  

electronically reproduced by permission of Pearson Education Inc.  
Upper Saddle River, New Jersey.

2. Thinking fast or thinking slow?

 Objective 1. To discover how much you rely on intuitive System 1 thinking or more deliberate 
System 2 thinking.

 Briefing 1. Individually answer the three questions below.

2. Form into groups, and compare your answers with other group members.

3. Once you have an answer, your instructor will inform you if it is correct.

4. Reflect on how you and other group members arrived at your answers.

 Question 1: A bat and ball cost £1.10 in total. The bat costs £1.00 more than the ball. 
How much does the ball cost?

 Question 2: It takes five machines five minutes to make five widgets, how long would 
it take 100 machines to make 100 widgets?

 Question 3: In a pond is a patch of lily pads. Every day, the patch doubles in size. If it 
takes 48 days for the patch to cover the entire pond, how long would it take for the 
patch to cover half the pond?

From Frederick, S. (2005) ‘Cognitive reflection and decision making’,  
Journal of Economic Perspectives, 19 (4): 27. Used with permission.

Employability assessment
With regard to your future employment prospects:

1. Identify up to three issues from this chapter that you found significant.

2. Relate these to the competencies in the employability matrix.

3. Decide what actions you need to take to maintain and/or develop those competencies under each of the four 
headings of the employability matrix.

➔
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Personal qualities
self-management

work ethic/results orientation
appetite for learning
interpersonal skills

creativity and innovation

Leadership qualities
leadership

people management
leading and managing change

project management
general management skills

Other attributes
political awareness

understand cross-cultural issues
how organizations work

critical thinking
decision making

Practical skills
commercial acumen

customer service skills
communication skills
problem solving skills

teamworking skills

Employability
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Learning outcomes
When you have read this chapter, you should be able to define those 
key terms in your own words, and you should also be able to:

 1. Distinguish between the four major frames of reference on 
conflict.

 2. Distinguish between functional and dysfunctional conflict.

 3. Explain the relationship between organizing, coordinating and 
conflict.

 4. List the causes of conflict in organizations.

 5. Distinguish different organizational coordination devices.

 6. Explain the conditions in which conflict is resolved and stimulated.

 7. List Thomas’ five conflict resolution approaches.

 8. Distinguish between distributive and integrative bargaining.

 9. Contrast the different conflict expression styles.

10. Understand the different forms that emotional labour can take.

 Chapter 21 Conflict

Key terms and learning 
outcomes 701

Why study conflict? 702

Contrasting conflict frames of 
reference 703

Coordination failure and  
conflict 707

Conflict management 713

Conflict expression 718

Radical frame of reference 719

Emotional labour 724

Recap, Revision, Research 
assignment 729

Springboard, OB cinema, 
OB on the web 731

Chapter exercises,  
References 732

Key terms
conflict

frame of reference

unitarist frame of reference on 
conflict

pluralistic frame of reference on 
conflict

interactionist frame of reference 
on conflict

functional conflict

dysfunctional conflict

conflict resolution

distributive bargaining

integrative bargaining

conflict stimulation

conflict expression

radical frame of reference on 
conflict

organizational misbehaviour

resistance (in conflict)

alienation

emotional labour

display rules

emotions

surface acting

deep acting

naturally felt emotional  
expression

emotional dissonance

M21_BUCH2881_09_SE_C21.indd   701 07/28/16   4:54 PM



702 Chapter 21 Conflict

Why study conflict?
Conflict is a fundamental force governing all aspects of life. Within an organization, con-
flicts can occur between individuals, groups and departments. Conflicts are likely to con-
cern disagreements about the conduct and goals of work, the tasks to be performed, how 
they should be performed, management bonuses and workers’ wages, as well as basic 
interpersonal issues. A survey revealed that the average European worker spent the equiva-
lent of a day a month dealing with conflicts of different kinds, although this varied between 
countries. Employees in the Netherlands spent 0.9 hours a week on conflict-related tasks; 
the figure was 1.8 hours in Denmark, France and Britain, rising to 3.3 hours in Ireland 
and Germany. Conflict can lead to project failure, absenteeism and even personal attacks 
(CIPD/OPP, 2008). In Britain, 99 per cent of working days lost in 2008 were due to disputes 
over pay, and these accounted for 67 per cent of all work stoppages (Hale, 2009).

Workplace interpersonal conflict
In 2015, the Chartered Institute of Personnel and 
Development (CIPD) published a study into interper-
sonal conflict in organizations. Such one-to-one conflict 
which affected the relationships between employees was 
caused by interpersonal incompatibilities. It resulted in 
tension and friction between staff and generated feel-
ings of annoyance, frustration and irritation. This indi-
vidual conflict can be contrasted with institutional conflict 
(caused by failures in organizing and coordinating) and 
with collective conflict (e.g. industrial action, strikes). The 
survey revealed that:

r� Of the 2,195 respondents, 34 per cent reported either 
isolated disputes or ongoing, difficult relationships 
with others – most commonly with one’s line man-
ager (24 per cent), a team colleague (18 per cent), or a 
work colleague (14 per cent).

r� The most common causes of such conflicts were dif-
ferences in personality or working styles (44 per 
cent), individual competence, performance and tar-
get setting (33 per cent), and the level of support or 
resources provided (23 per cent).

r� The most common, perceived negative conflict behav-
iour reported was lack of respect (61 per cent), followed 
by bullying, intimation or harassment (33 per cent), and 
the refusal to work together or cooperate (33 per cent).

r� The two consequences of conflict which clearly stood out 
were an increase in employee stress (43 per cent) and a 
reduction in motivation and commitment (39 per cent). 
Staff responded to conflict by discussing it with their 
manager or a human resources department member  
(37 per cent), by discussing it informally with another 
person (26 per cent), or by talking about it with some-
one outside of work – a family member or friend  
(23 per cent).

The survey found that both informal discussion with 
another person and the formal grievance, discipline or 
complaint procedure were equally effective in resolving 
interpersonal conflict. However, the Institute recom-
mended the use of alternative dispute resolution mech-
anisms such as mediation and what it called ‘facilitated 
discussions’ to complement the aforementioned formal 
approaches (CIPD, 2015).

Conflict can arise from personality clashes, the exercise of power and politics, particu-
lar leadership styles and decision-making processes, and structural and cultural changes. 
Conflict is a state of mind. It has to be perceived by the parties involved. If two or more 
parties are not aware of a conflict, then no conflict exists. This broad definition encom-
passes conflicts at all different levels within an organization. Typically conflicts are based 
upon differences in interests and values. They occur when the interests of one party come 
up against the different interests of another. Parties may include shareholders, managers, 
departments, professionals and groups, while conflict issues can include dividends, man-
ager bonuses and employee wage levels.

There has been a longstanding debate concerning whether or not conflict within 
organizations is harmful. Dean Tjosvold (2008) argued that conflict was an inevitable 

Conflict a process that 
begins when one party 
perceives that another 
party has negatively 
affected, or is about 
to negatively affect 
something that the first 
party cares about.
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Contrasting conflict frames of reference
A frame of reference refers to the influences which structure a person’s perceptions and 
interpretations of events. These involve assumptions about reality, attitudes towards what 
is possible, and conventions regarding what is correct behaviour for those involved. The 
adoption of differing frames of references by opposing sides can impair the effective resolu-
tion of conflicts.

For example, in a labour dispute, the unions and management will look at the industrial 
relations bargaining situation from different points of view. Management may assume that 
the natural state of affairs is one in which there is no inherent conflict of interest between 
the different individuals, groups or collectivities that constitute the organization. It believes 
that managers and employees possess shared goals. From this frame of reference, coop-
eration is the norm, and all dissent is seen as unreasonable. Senior management cannot 
conceive how or why their authority might be challenged or why employees might engage 
in disruptive behaviour. In contrast, the union takes a different viewpoint. It sees profits 
as something to be fought over with senior management and company shareholders. From 
the union’s frame of reference, each party seeks legitimately to maximize its own rewards. 
Industrial action aims to maximize the revenues going to labour, and is explainable in these 
terms.

The literature distinguishes four different frames of reference on conflict, based on the 
distinctions made by Alan Fox. They are labelled unitarist, pluralist, interactionist and radi-
cal (Fox, 1966). In this section, the first three will be introduced and contrasted, while the 
fourth, the radical, will be subjected to a more detailed analysis in its own section later. 
These frames are neither ‘right’ nor ‘wrong’, only different.

r� The unitarist frame sees organizations as essentially harmonious and any conflict as 
bad.

r� The pluralist frame sees organizations as a collection of groups, each with their own 
interests.

r� The interactionist frame sees conflict as a positive, necessary force for effective 
performance.

r� The radical frame sees conflict sees as an inevitable outcome of capitalism.

Moreover, academics will also adopt one of these frames when they teach the topic to 
their students or research it. Neither organization employees nor academics will necessarily 
make their chosen frame explicit, and thus students need to ask or deduce which conflict 
frame of reference is being used.

Frame of reference 
a person’s perceptions 
and interpretations 
of events, which 
involve assumptions 
about reality, 
attitudes towards 
what is possible, and 
conventions regarding 
correct behaviour.

aspect of all organizations. However, if properly conducted, he believed it provided bet-
ter ways of working by combining the energies of different team members who used their 
experience and knowledge to generate new ideas. In his view, conflict was essential to 
successful teamwork and organizational effectiveness. In consequence, conflict should 
be welcomed and managed appropriately. In contrast, Carsten De Dreu (2008) stated 
that conflict was always detrimental, and that the research that supported the beneficial 
aspects of workplace conflict was weak. He felt that organizations had to make efforts to 
manage conflict, not because it had positive effects but in order to minimize its negative 
consequences.

Stop and think

Can you provide examples from your own work experience where conflict has led 
either to positive or negative outcomes?

M21_BUCH2881_09_SE_C21.indd   703 07/27/16   10:10 AM



704 Chapter 21 Conflict

Pronoun test
Robert Reich described the ‘pronoun test’ that he used to 
evaluate the nature of the employment relationship in the 
companies that he visited as US Secretary of Labor during 
the first Clinton Administration, in the following way:

I’d say, ‘Tell me about the company’. If the person said 
‘we’ or ‘us’, I knew people were strongly attached to the 
organization. If they said ‘they’ or ‘them’, I knew there 
was less of a sense of linkage. (Rousseau, 1998, p.217)

Most of us are capable of bringing different frames of reference to bear on the situations 
that we face. If we analyse it this way, we reach these conclusions, but it we analyse it 
another way, we reach different conclusions. Some people (students, academics, managers) 
may be wedded to a particular perspective. This becomes obvious in their conversations, 
actions or writings. Their chosen frame of reference on conflict will determine:

r� what they will notice in their environment;

r� how they will interpret those noticed events;

r� how they expect others to behave;

r� how they will behave themselves.

However, there is value in being able to view conflicts from a number of different stand-
points, to ‘switch between frames’, in part so that we can understand the viewpoints of 
others.

Unitarist frame of reference on conflict
The unitarist frame of reference on conflict views organizations as fundamentally harmo-
nious, cooperative structures, consisting of committed, loyal, worker–management teams 
that promote harmony of purpose.

Stephen Ackroyd and Paul Thompson (1999) and Johnston (2000) identified the key fea-
tures of the unitarist frame of reference:

1. Assumes a commonality of interests between an organization’s workers and managers 
and, by implication, the company’s owners (shareholders).

2. Accepts unquestioningly the political, economic and social framework within which 
management is performed, and adopts the language, assumptions and goals of manage-
ment itself, which it supposedly seeks to study and understand.

3. Depoliticizes the relationships between individuals, groups and classes within the work-
place, treating conflicts and contradictions as peripheral.

4. Explains actual, observed instances of workplace conflict in terms of either a failure of 
coordination or in psychological terms (personality clash or abnormal behaviour of devi-
ant individuals).

5. Applies a liberal-humanistic, individually focused approach to conflict resolution, which 
is rooted in the human relations movement.

6. Holds that managers are capable of permanently changing the behaviour of employees in 
a conflict situation through the application of conflict resolution techniques.

7. Claims that economic, technological and political developments of the past have now 
virtually eliminated non-sanctioned employee behaviour within the organization.

8. Moves rapidly over the consideration of causes of conflict within the workplace, in order 
to focus on conflict resolution techniques.

9. Uses communication failures between management and employees (and the interference 
of ‘third party agitators’, normally unions) to explain workplace conflict.

Unitarist frame of 
reference on conflict 
a perspective that 
regards management 
and employee interests 
as coinciding and 
which thus regards 
organizational conflict 
as harmful and to be 
avoided.
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Pluralist frame of reference on conflict
The pluralist frame of reference on conflict views organizations as a collection of many 
separate groups, each of which have their own legitimate interests, thereby making conflict 
between them inevitable as each attempts to pursue its own objectives. This frame of ref-
erence therefore rejects the view that individual employees have the same interests as the 
management, or that an organization is one big happy family.

The pluralist frame takes a political orientation in that it sees that, some of the time, the 
interests of the different groups will coincide, while at other times they will clash and so 
cause conflict between them. The outbreak of conflict provides a ‘relationship regulation’ 
mechanism between the different groups. That is, it provides a clear sign to both parties 
as to which issues they disagree fundamentally about, and thus provides a sort of ‘early 
warning system’ of possible impending breakdown which would be to the disadvantage of 
all concerned. The most common clashes may be between unions and management, but 
will also include differences between management functions (production versus market-
ing); levels of management (senior management versus middle management) and between 
individual managers.

These differences do not prevent an organization from functioning since all groups rec-
ognize that compromise and negotiation are essential if they are to achieve their goals even 
partially. Hence, from this perspective, the job of management becomes that of keeping 
a balance between potentially conflicting goals, and managing the differences between 
these different interest groups. This involves seeking a compromise between the different 
constituents such as the employees, managers, shareholders and others, so that all these 
stakeholders, to varying degrees, can continue to pursue their aspirations. Underlying the 
pluralist view is the belief that conflict can be resolved through compromise to the benefit 
of all. However, it requires all parties to limit their claims to a level which is at least toler-
able to the others, and which allows further collaboration to continue. A mutual survival 
strategy is typically agreed.

Acceptance of the pluralist frame implies that conflict is inevitable, and indeed endemic. 
However, it does not see conflict as harmful and to be eliminated, but believes that it must 
be evaluated in terms of its functions and dysfunctions. While a conflict may reinforce the 
status quo, it can also assist evolutionary rather than revolutionary change, acting as a 
safety valve. This keeps the organization responsive to internal and external changes while 
retaining intact its essential elements such as the organizational hierarchy and the power 
distribution. The inevitable conflict which results has to be managed so that organizational 
goals are reconciled with group interests for the benefit of mutual survival and prosperity. 
This on-going internal struggle acts to maintain the vitality, responsiveness and efficiency 
of the organization.

Interactionist frame of reference on conflict
The interactionist frame of reference on conflict views conflict as a positive force within 
organizations that is necessary for effective performance. It accepts the inevitability of con-
flict and argues that, to be dealt with constructively, conflict has to be institutionalized 
within the organization through systems of collective bargaining. The interactionist frame 
not only accepts the inevitability of conflict, but also contains the notion that there is an 
optimum level of it (neither too little nor too much), and that the way to achieve that level 
is through the intervention of the manager.

The interactionist frame believes that conflict should be encouraged whenever it 
emerges, and stimulated if it is absent. It sees a group or a department that is too peaceful, 
harmonious and cooperative as potentially apathetic and unresponsive to changing needs. 
It fears that extreme group cohesion can lead to groupthink (see Chapter 20), as identified 
by Irving Janis (1982) and Cosier and Schwenk (1990). This frame therefore encourages 
managers to maintain a minimum level of conflict within their organizations so to as to 

pluralist frame of 
reference on conflict 
a perspective that 
views organizations as 
consisting of different, 
natural interest 
groups, each with 
their own potentially 
constructive, legitimate 
interests, which makes 
conflict between them 
inevitable.

interactionist frame 
of reference on 
conflict a perspective 
that views conflict 
as a positive and 
necessary force within 
organizations that 
is essential for their 
effective performance.
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encourage self-criticism, change and innovation and thereby counter apathy. However, 
that conflict has to be of the appropriate type. Thus, functional conflict supports organiza-
tion goals and improves performance, but dysfunctional conflict hinders organizational 
performance.

The relationship between the two is depicted on a bell-shaped curve shown in 
Figure 21.1. If there is insufficient conflict the unit or group may not perform at its best. 
However, too much conflict, and its performance deteriorates. Performance improvements 
occur through conflict exposing weaknesses in organizational decision making and design 
which prompts changes in the company.

Figure 21.1 is also sometimes referred to as the contingency model of conflict because 
it recommends that managers should increase or decrease the amount of conflict in their 
organizations depending (contingent) on the situation (Hatch, 1997; Hatch and Cunliffe, 
2006). Thus, for example, in condition 1 there is too little conflict, and so managers need 
to stimulate more. In contrast, in condition 3, there is too much conflict and they need to 
reduce it. In both cases they seek to achieve an optimum level of conflict depicted in condi-
tion 2. Taffinder (1998) felt that at optimal intensity, conflict produced organizational ben-
efits which managers rarely exploited and even suppressed by applying conflict resolution 
approaches too rapidly. Amongst the benefits of functional conflict that he listed were:

r� motivating energy to deal with underlying problems;

r� making underlying issues explicit;

Functional conflict a 
form of conflict which 
supports organization 
goals and improves 
performance.

dysfunctional 
conflict a form of 
conflict which does not 
support organization 
goals and hinders 
organizational 
performance.

Conflict level

Organizational
performance level

Probable impact on
organization

Managerial action
required

Organizational
performance

Organization‘s
internal
characteristics

High

Too little Too greatOptimal

321

Low

Low

Dysfunctional

• Apathy
• Stagnation
• Poor focus
• Unmotivated
• Few changes
• Slow to adapt
• Not integrated
• Few new ideas

• Chaotic
• Disruptive
• Distracted
• Politicized
• Uncooperative
• Hostile to other
 groups

• Cohesive
• Productive
• Co-operation
• Organizational
 goal focused
• Innovative and
 changing
• Solution searching
• Creatively adapting
 to environment

DysfunctionalFunctional

Leave aloneStimulate conflict Reduce conflict

Low

Low High

High

Level of conflict

Condition

Figure 21.1: Types of conflict, internal organizational characteristics and required 
management actions

Source: based on Hatch (1997, p.305) and Robbins and Judge (2013, p.504).
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r� sharpening employees’ understanding of real goals and interests;

r� enhancing mutual understanding between different groups of employees;

r� stimulating a sense of urgency;

r� discouraging engagement in avoidance behaviour;

r� preventing premature and often dangerous resolution problems.

Coordination failure and conflict
The process of organizing by senior managers acts to divide up work activities, and a con-
flict can thus be seen as a symptom of management’s failure to adequately coordinate these 
same activities later on. The coordination–conflict four-stage model organizes the diverse 
theoretical discussions and research findings into a framework that explains how conflict 
in organizations arises and how it might be managed (Figure 21.2). Such management may 
involve either the use of conflict resolution approaches (to reduce or eradicate conflict) or 
conflict stimulation approaches (to encourage and increase conflict).

Organizing
The first stage of the model consists of organizing, defined as the process of breaking up a 
single task, and dividing it among different departments, groups or individuals. For exam-
ple, a car company allocates the work involved in building a new vehicle to its different 
subdivisions (departments, groups and individuals) – human resources, accounting, pro-
duction, sales and research. Such functional specialization is one of many bases on which 
to divide the total work involved. Specialization is rational because it concentrates special-
ists in proper departments, avoids duplication, allows performance goals to be established, 
and specifies practices.

All forms of such horizontal specialization (divisions between departments) result in 
each subunit becoming concerned with its own particular part of the total objective and 
work process. The degree of such separation of tasks can vary, but it creates the conditions 
in which conflict can potentially arise. It does so because, by definition, each department, 
group or individual receives a different part of the whole task to perform. This differentiates 
it from the other departments in six areas:

1. Goals orientation and evaluation

2. Self-image and stereotypes

3. Task interdependencies

4. Time perspective

5. Overlapping authority

6. Scarce resources.

1. Goals orientation and evaluation

Each department is given its own goal, and its members are evaluated in terms of how well 
they achieve it. Ideally, the goals of different departments, groups and individuals, although 
different, should be complementary, but in practice this may not be so. Moreover, the meas-
urement process can reinforce differences. Each department’s unique goals and evaluation 
methods lead it to have its own view about priorities, and how these are best achieved.

2. Self-image and stereotypes

Employees in each department become socialized into a particular perception of themselves 
and of the other departments in the company. A group may come to see itself as more vital 
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 Coordination failure and conflict 709

to a company’s operations than others, believing that it has higher status or prestige. Such 
an evaluation can engender an ‘us-and-them’ attitude. The higher-status groups may cease 
to adapt their behaviours to accommodate the goals of other groups, and indeed, may try to 
achieve their objectives at the cost of others, thus creating conflict. Whenever differences 
between groups and departments are emphasized, stereotypes are reinforced, relations 
deteriorate and conflict develops. Departments will often blame each other for problems 
and shortcomings (see Table 21.1).

Stop and think

How complete is this list of conflict causes – goal orientation, self-image, 
interdependencies, time frame, overlapping authority and scare resources? Think 
of a conflict situation with which you have been involved in an organization. Do 
these causes satisfactorily account for the conflict or would you wish to add other 
causes?

Table 21.1: Areas of potential goal conflict between marketing and manufacturing departments

Goal conflict Marketing versus Manufacturing

operating goal is customer 
satisfaction

operating goal is production 
efficiency

conflict area typical comment typical comment

1  Breadth of 
product line

‘Our customers demand variety’ ‘The product line is too 
broad - all we get are short, 
uneconomical runs’

2  New product 
introduction

‘New products are our lifeblood’ ‘Unnecessary design changes 
are prohibitively expensive’

3  Production 
scheduling

‘We need faster response. Our 
lead times are too long’

‘We need realistic customer 
commitments that don't change 
like a wind direction’

4  Physical 
distribution

‘Why don't we ever have the 
right merchandise in inventory?’

‘We can't afford to keep huge 
inventories’

5  Quality ‘Why can't we have reasonable 
quality at low cost?’

‘Why must we always offer 
options that are too expensive 
and offer little customer utility?’

Source: reprinted by permission of Harvard Business School Review. Adapted from ‘Can marketing 
and manufacturing coexist?’ by Shapiro, B.S. 55 (September–October) 1977. Copyright © 1977 by 
the Harvard Business School Publishing Corporation; all rights reserved.

3. Task interdependencies

The process of organizing results in differentiation, making individuals, groups and 
departments dependent on each other to perform satisfactorily their own jobs and to 
achieve their own objectives. The degree of such interdependence varies. Earlier, we 
considered James Thompson’s (1967) three types of interdependence – pooled, sequential 
and reciprocal (see Chapter 16). Groups in sequential interdependence, and even more in 
reciprocal inter dependence, require a high degree of coordination between their activities. 
If this is achieved, then each group will perform effectively and its members will experience 
satisfaction. If it is not, the result can be conflict.
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4. Time perspective

Paul Lawrence and Jay Lorsch’s (1967) study found that people’s perceptions of how 
important various things were depended on the time frame that governed their work and 
their goal orientations. Groups with different time perspectives find it difficult to coordinate 
their activities, and this can result in greater intergroup conflict. These different time frames 
are often incompatible, hindering communication, impeding coordination and encouraging 
conflict.

5. Overlapping authority

Demarcation disputes (concerning who does what) have always caused difficulties, and 
ambiguity over responsibility or authority is one example of this. Individuals or groups may 
be uncertain as to who is responsible for performing which tasks or duties, and who has to 
authority to direct whom. Each party may claim or reject responsibility, and the result can 
be conflict. Groups may fight for the control of a resource, while individual managers may 
attempt to seize each other’s authority.

6. Scarce resources

Once a task is allocated to an individual, group or department, its recipient is allocated 
resources with which to achieve it. Since resources are finite, conflict can arise with respect 
to how personnel, money, space or equipment are shared out. From a win–lose perspective, 
one party’s gain is another’s loss. For this reason, conflicts often arise at times of budget 
cuts, reduced promotion opportunities and wage freezes.

Coordinating
If organizing involved breaking up the task into bits, then coordinating is bringing the 
bits together again. Coordination involves ensuring that the previously divided tasks 
that were allocated between different departments, groups and individuals are brought 
together in the right way and at the right time. Coordination entails synchronizing the 
different aspects of the work process. The three general classes of coordination devices 
are listed in Table 21.2.

Table 21.2: Devices for coordinating relationships in organizations classified by class

Class of coordination Description Device

Formal direction Written guidelines and 
adjudication by senior staff

r� Rules, policies and procedures
r� Using hierarchy

Mutual adjustment Members carrying out the 
worM adLust to each other

r� )oal clariƂcation and 
communication

r� Temporary task force
r� Permanent project team

Special liaison Specially employed 
coordinators use consultation and 
communication

r� Liaison roles
r� Integrator roles

Source: adapted from Managing Through Organization, Hales, C. Copyright 1993 Routledge. 
Reproduced by permission of Cengage Learning EMEA Ltd.

Provided that the relationships between the different departments, units, groups or 
individuals are successfully coordinated, then conflict will not occur. By effectively using 
inter-party coordination devices, a company can prevent conflict breaking out in the first 
place. The devices are designed to manage the relationships between the different par-
ties so that the reasons for conflict to arise are eliminated. It is only if and when these 
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coordination devices fail, and conflict occurs, that conflict resolution techniques will be 
required. Organizations use seven devices to coordinate their activities.

1. Rules, policies and procedures

2. Hierarchy

3. Goal clarification and communication

4. Temporary task forces

5. Permanent project teams

6. Liaison roles

7. Integrator roles.

1. Rules, policies and procedures

All of these specify how one party is to interact with another. For example, a standardized 
operating procedure will specify when additional staff can be recruited to a department. 
Rules and procedures reduce the need for both interaction and information flow between 
parties. They are most useful when inter-party activities are known in advance; when they 
occur frequently enough to merit establishing rules and procedures to handle them; and 
when there is sufficient stability to make them relevant.

2. Hierarchy

Coordination of different parties’ activities is achieved efficiently, by referring any problems 
to a superior located higher up in the organizational chain of command. The supervisor 
uses their legitimate authority, based on their position in the hierarchy, to resolve a conflict. 
Team members who are unable to agree take their problem to their mutual boss.

3. Goal clarification and communication

By specifying and communicating its goals to the others in advance, each party knows what 
the other is attempting to do. At the individual level this may mean clear job descriptions, 
while at the departmental level, it could be a statement of objectives. Parties can meet to 
ensure that they do not compete or interfere with the goals of others. Such discussions 
reduce the chances of each party misperceiving the others’ intentions.

4. Temporary task force

This involves representatives from several different departments coming together on a tem-
porary basis to form a task force. Once the specific problem they were created for is solved, 
the task force disbands, and members return to their usual duties and departments. During 
their membership, individuals come to understand the goals, values, attitudes and prob-
lems of their fellow members. This helps to resolve their differences effectively, especially if 
more than two parties are involved.

5. Permanent project team

For complex tasks, a project team may be established consisting of cross-functional mem-
bers (e.g. from engineering, marketing, finance). This creates a matrix structure, since each 
individual retains a responsibility both to the project team leader and to their functional 
department head. This solution allows coordination to occur at the team level, thus improv-
ing communication and decision making.

6. Liaison roles

If differences remain unresolved by senior management, then a liaison role may be created. 
It would be used most by departments which had the greatest potential for conflict. The 
occupant of this role has to be well-informed about the needs and technology of the units 
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involved; be seen to be unbiased; and be interpersonally skilled. By holding meetings, sup-
plying units with information, liaison personnel keep the employees in different sections in 
touch with each other.

7. Integrator roles

An individual or department may be dedicated to integrating the activities of several, highly 
conflicting departments – e.g. production, sales and research (Figure 21.3). A scientist with 
financial and sales experience may be recruited to occupy an integrating role. By having a 
‘foot in each camp’, this person can assist the departments to coordinate their activities. 
The integrator checks that the two departments’ objectives complement each other, and 
that the output of one becomes a timely input to the other.

President

Executive VP

Personnel Accounting Production Sales Research

Machine shop ShippingAssembly TestingWork flow Packaging

Integrator

Liaison

Figure 21.3: Coordinating using liaison and integrator roles

Home viewing
In the classic film Twelve Angry Men (1957, director Sidney 
Lumet), a jury retires to decide on the guilt or innocence 
of a youth from a slum background. At the outset, 11 of 
the 12 jurors are convinced of the boy’s guilt and are keen 
to find him guilty without further discussion. Only one 
member of the jury, played by Henry Fonda, has reserva-
tions and persuades the other members to take the time to 
review the evidence. The film can be broken down into a 

series of ‘conflict episodes’, each of which ends with a vote 
(conflict reduction) or a juror’s change of mind. The film 
illustrates many aspects of conflict. In each episode, ask 
yourself how the conflicts manifest themselves in the char-
acters’ behaviour. How does each vote become the basis 
for conflict in the next episode? Watch Fonda’s behaviour 
carefully. At first sight it appears that it is random. But then 
you’ll see a pattern. What is that pattern?
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Perceptions and emotions
Unsuccessful coordination need not necessarily ignite a conflict. Perception plays an impor-
tant part. It is only if one of the parties – individual, group or department – becomes aware 
of, or is adversely affected by the situation and cares about it, that potential conflict turns 
into perceived conflict. It occurs only when one party realizes that another is thwarting its 
goals. It is only at this stage that the conflict issue becomes defined and ‘what it is all about’ 
gets decided. Specifically, each party considers the origins of the conflict, why it emerged, 
and how the problem is being experienced with the other party. The way that the conflict is 
defined at this stage will determine the type of outcomes that the parties are willing to settle 
for in the later stages.

Not only must a party perceive a conflict, but it must also feel it. That is, it must become 
emotionally involved in experiencing feelings of anxiety, tension, frustration and hostil-
ity towards the other party. The emotional dimension of conflict shapes perceptions. For 
example, negative emotions result in an oversimplification of issues, reductions in trust, 
and negative interpretations of the other party’s behaviour. Positive emotions, in contrast, 
increase the chances of the parties taking a broader view, seeing the issue as a problem to 
be solved, and developing more creative solutions.

Conflict management
Within an organization, management may judge that there is too much or too little 
conflict.

In the case of the former, the existing coordination devices may be inadequate, 
thereby causing too much conflict. In such a case, the company will manage the situ-
ation by implementing conflict resolution approaches to reduce or eliminate the imme-
diate conflict, before adjusting the coordination mechanism to prevent it occurring in 
the future. Alternatively, they may consider that the coordination devices are working 
too well, thereby causing complacency and apathy. In this case, they may introduce 
conflict stimulation approaches to increase conflict. Thus, within organizations, conflict 
can be managed through a combination of conflict resolution and conflict stimulation 
approaches.

Conflict resolution approaches
Kenneth Thomas (1976) distinguished five conflict resolution approaches based upon the 
two dimensions of:

r� how assertive or unassertive each party is in pursuing its own concerns;

r� how cooperative or uncooperative each is in satisfying the concerns of the other.

He labelled these approaches competing (assertive and uncooperative); avoiding (unasser-
tive and uncooperative); compromising (mid-range on both dimensions); accommodating 
(unassertive and cooperative); and collaborating (assertive and cooperative). They are sum-
marized in Figure 21.4 and defined in Table 21.3.

Unless managers are flexible and capable of switching between conflict resolution 
approaches, their ability to resolve conflicts effectively will be limited. In practice, all indi-
viduals, whether managers or not, habitually use only a limited number of approaches 
(perhaps just one) to resolve all the conflicts in which they are involved. It is not surprising 
that their success is limited.

Conflict resolution a 
process which has as its 
objective the ending of 
the conflict between the 
disagreeing parties.
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Table 21.3: Conflict resolution approaches compared

Approach Objective Your posture Supporting rationale Likely outcome

1. Completing Get your way ‘I know what's right. 
Don't question my 
judgement or authority.’

It is better to risk causing 
a few hard feelings than 
to abandon the issue.

You feel vindicated, but 
the other party feels 
defeated and possibly 
humiliated.

2. Avoiding Avoid having to 
deal with conflict

‘I'm neutral on that 
issue. Let me think 
about it. That's 
someone else's 
problem.’

Disagreements are 
inherently bad because 
they create tension.

Interpersonal problems 
don't get resolved, 
causing long-term 
frustration manifested 
in a variety of ways.

3. Compromising Reach an 
agreement quickly

‘Let’s search for a 
solution we can both 
live with so we can get 
on with our work.’

Prolonged conflicts 
distract people from  
their work and cause 
bitter feelings.

Participants go for the 
expedient rather than 
effective solutions.

4. Accommodating Don’t upset the 
other person

‘How can I help you 
feel good about this? 
My position isn't so 
important that it is 
worth risking bad 
feelings between us.’

Maintaining harmonious 
relationships should  
be our top priority.

The other person 
is likely to take 
advantage.

5. Collaborating Solve the problem 
together

‘This is my position, 
what's yours? I'm 
committed to finding 
the best possible 
solution. What do the 
facts suggest?’

Each position is 
important though not 
necessarily equally valid. 
Emphasis should be 
placed on the quality of 
the outcome and the 
fairness of the decision-
making process.

The problem is most 
likely to be resolved. 
Both parties are 
committed to the 
solution and satisfied 
that they have been 
treated fairly.

Source: adapted from Developing Management Skills for Europe, Whetton, D., Cameron, K. and Woods, M., Pearson 
Education Ltd © 2000, p.345.
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(Attempting to satisfy the other party’s concerns)

Figure 21.4: Conflict resolution approaches compared

Source: reprinted from Organizational Behaviour and Human Performance, Vol.16, No.1, T.H. 
Ruble and K.Thomas, Support for a two-dimensional model of conflict behaviour, p.145,  
Copyright 1976 with permission from Elsevier.
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Dean Tjosvold and colleagues (2014) reviewed 40 years of conflict research in order to 
help managers and employees to deal with increasingly complex conflicts. These writers 
concluded that mutual benefit relationships and open-minded discussion represented the 
best foundations for constructive conflict resolution (see Figure 21.5)

MUTUAL BENEFIT
RELATIONSHIPS

Dual concerns
Social value

Cooperative goals

OPEN-MINDED
DISCUSSION

Intergrative style
Problem solving

Motivated information
processing

Constructive controversy

CONSTRUCTIVE
CONFLICT

Quality resolutions
Strong relationships

Individual development

Figure 21.5: Relationships, discussion and conflict

Source: Tjosvold et al. (2014, p.547).

With respect to mutual benefits relationships, they recommend that protagonists should 
be aware of how the conflict could be resolved in ways that promoted their own interests, 
the interests of the other party and, most critically, both sets of interests simultaneously. 
Protagonists’ commitment to promoting each other’s outcomes was therefore the basis for 
open-minded discussion. Open-mindedness involves freely expressing one’s own views; lis-
tening to and understanding opposing ones; considering the others’ reasoning for their posi-
tions; willingness to actively search for evidence against one’s own favoured beliefs and 
ideas; and a preparedness to weigh such evidence impartially and fully, so as to integrate 
the various ideas into mutually acceptable solutions.

Stop and think

Think about a specific domestic, friendship or work context that involved conflict. 
How did you deal with it? Did you compete, avoid, compromise, accommodate or 
collaborate?

Organizational conflict cultures
Thomas showed that individuals had distinct ways of 
resolving workplace conflicts, but do entire companies? 
Does the organizational context in which employees 
work define the expected and acceptable ways in which 
conflict should be resolved? In short, do companies pos-
sess distinct conflict culture preferences (see Chapter 4)? 
This was the question asked by Michele Gelfand and her 
colleagues (2012). They obtained information from 862 
employees who worked in 159 branches of the same 
American bank. They found that the different branches 
had their own, distinct, socially shared norms as to how 
conflict within them should be resolved. The researchers 
found three conflict cultures:

r� Collaborative: Conflict norms stress active, coop-
erative discussion of conflict. The assumption is that 
cooperative behaviours and open conflict resolution is 
appropriate.

r� Dominating: Conflict norms encourage active confron-
tation in order to publicly win disputes. The assump-
tion is that disagreeable or competitive behaviours are 
acceptable.

r� Avoidant: Conflict norms stress passive withdrawal in 
cases of disagreement. The assumption is that conflict 
is dangerous and should be suppressed, and that har-
monious relationships are essential.

Thus Gelfand et al.’s research discovered that three of 
Thomas’ individual conflict resolution approaches were 
reflected at the organizational level in the form of distinct 
company conflict cultures in the various bank branches. 
But how did these different unit-level cultures develop?

The researchers ascribed the causes to leaders’ behav-
iours and employees’ personality traits (see Chapter 6) in 
the different branches. Thus leaders’ cooperative conflict 

➔
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resolution approaches were positively related to collabo-
rative conflict cultures and negatively related to domi-
nating cultures. Branch leaders with avoiding conflict 
resolution approaches contributed to avoidant cultures. 

Branches with members high on the personality trait of 
agreeableness contributed to collaborative cultures, while 
those who were disagreeable and extraverted helped to 
develop dominating cultures.

Conflict resolution and negotiation
Richard Walton and Robert McKersie’s (1965) classic research into negotiation behav-
iour distinguished distributive bargaining strategies from integrative bargaining strategies 
(Table 21.4).

Table 21.4: Bargaining strategies

Integrative bargaining  
Win–win strategy

Distributive bargaining  
Win–lose strategy

1.  Define the conflict as a mutual problem. 1.  Define the conflict as a win–lose situation.

2.  Pursue joint outcomes. 2.  Pursue own group's outcomes.

3.  Find creative agreements that satisfy both 
groups.

3.  Force the other group into submission.

4.  Use open, honest, and accurate 
communication of group's needs, goals, and 
proposals.

4.  Use deceitful, inaccurate, and misleading 
communication of group's needs, goals, and 
proposals.

5.  Avoid threats (to reduce the other's 
defensiveness).

5.  Use threats (to force submission).

6.  Communicate flexibility of position. 6.  Communicate high commitment (rigidity) 
regarding one's position.

Source: Johnson and Johnson, Joining Together: Group Theory and Group Skills, 1st edn, © 1975, 
pp.182–3. Reprinted and electronically adapted by permission of Pearson Education, Inc., Upper 
Saddle River, New Jersey.

Distributive bargaining operates under zero-sum conditions. It seeks to divide up a fixed 
amount of resources, creating a win–lose situation. Purchasing a new car exemplifies this. 
The more the buyer pays, the more profit the seller makes and vice versa. Here the pie is 
fixed, and the parties bargain about the share each receives. Within an organization, dis-
tributive bargaining takes place between the trade (labour) unions and management. Issues 
involving wages, benefits, working conditions and related matters are seen as a conflict over 
limited resources. Integrative bargaining is the type of bargaining which seeks settlements 
that can create a win–win solution. A union–management agreement which increases pro-
ductivity and profits, and wages in line with both, would be an example of integrated bar-
gaining because the size of the total pie is increased. Integrative bargaining is preferable to 
distributive bargaining because the latter makes one party a loser. It can create animosities 
and deepens divisions between people who have to work together on an ongoing basis.

Studies have revealed similarities between conflict resolution approaches and negotia-
tion strategies (Savage et al., 1989; Smith, 1987). Of the five conflict resolution approaches 
described earlier, four of them (competing; avoiding, compromising and accommodating) 
involve one or more of the parties sacrificing something, and would therefore be classi-
fied as distributive. David Whetton and colleagues (1996) suggested that these distributive 
strategies matched the natural inclination of those individuals who approached conflicts 
with a ‘macho man’, ‘easy touch’ or ‘split the difference’ style, and they thus engendered 

distributive 
bargaining a 
negotiation strategy in 
which a fixed sum of 
resources is divided up, 
leading to a win–lose 
situation between the 
parties.

integrative 
bargaining a 
negotiation strategy 
that seeks to increase 
the total amount of 
resources, creating 
a win–win situation 
between the parties.
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competition, exploitation or irresponsibility. Roger Fisher and William Ury (1981) from the 
Harvard Negotiating Project developed a scheme of ‘principled negotiation’ which sets out 
guiding principles to apply when preparing and engaging in face-to-face negotiations, and 
what to do if the other side does not ‘play the game’ (Ury, 1991: Ury and Patton, 1997).

Conflict stimulation approaches
Management may judge that there is too little conflict. Interactionists argue that there are 
conditions in organizations when what is needed is more and not less conflict – conflict 
stimulation (Sternberg and Soriano, 1984, Robbins, 1974). John Kotter (1996) discussed 
the dangers of complacency, and the need to drive employees out of their comfort zones. 
Amongst the complacency-smashing and potentially conflict-stimulating techniques used 
by senior management were the following:

r� Create a crisis by allowing a financial loss to occur or an error to blow up.

r� Eliminate obvious examples of excess like corporate jet fleets and gourmet dining rooms.

r� Set targets like income, productivity and cycle times so high that they can’t be reached 
by doing business as usual.

r� Share more information about customer satisfaction and financial performance with 
employees.

r� Insist that people speak regularly to dissatisfied customers, unhappy suppliers and dis-
gruntled shareholders.

r� Put more honest discussions of the firm’s problems in company newspapers and man-
agement speeches. Stop senior management’s ‘happy talk’.

Various techniques can be used to stimulate conflict where none existed before, in order 
to encourage different opinions and engender new thinking and problem solving:

1. Communications: Managers can withhold information ‘to keep them guessing’ or send 
large amounts of inconsistent information (‘we’re expanding’ ‘we’re going bust’) to get 
people arguing. They might send ambiguous or anxiety-provoking messages.

2. Restructuring a company: Realigning working groups and altering rules and regulations, 
so as to increase or create interdependence between previously independent units. This 
can easily stimulate conflict, particularly if the goals of the newly interdependent depart-
ments are made incompatible (e.g. one department’s objective being to minimize costs, 
the other’s being to maximize market share).

3. Bringing in outsiders: Adding individuals to a group whose backgrounds, values, atti-
tudes or management styles differ from those of existing members. For example, by 
recruiting senior executives with a career experience in automobile manufacture to man-
age health care organizations.

4. Devil’s advocate method: Within an organization, a person is assigned the role of critic, 
to stimulate critical thinking and reality testing. For example, in deciding whether to 
embark on an e-commerce strategy, one team member might be assigned the devil’s 
advocate role to focus on its pitfalls and dangers.

5. Dialectic method: This method explores opposite positions called ‘thesis’ and’ antithesis’. 
The outcome of the debate between the two is the ‘synthesis’ which, in turn, becomes 
the new thesis to be opened up for debate. Before deciding on a takeover, a company 
may establish two or more teams, give them access to the same information, and give 
them the task to argue for and against the acquisition decision. The conflict of ideas 
throws up alternatives, which can be synthesized into a superior, final decision.

6. Leadership style: Organizations can appoint managers who encourage non-traditional 
viewpoints, rather than authoritarian ones who might be inclined to suppress opposing 
viewpoints. Leadership style has been found to be a key element in organization change 
programmes and in particular those involving changes in organization culture.

Conflict stimulation 
the process of 
engendering conflict 
between parties where 
none existed before, or 
escalating the current 
conflict level if it is too 
low.
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Conflict expression
Laura Weingart and her colleagues (2015) observed that individuals fought over the same 
things in different ways. They studied conflict expression, defined as the verbal and non-
verbal ways in which individuals express their opposition to others in conflict situations. 
Different conflict expression styles elicit different kinds of emotions, perceptions and reac-
tions. These will affect how the conflict process unfolds, the impact it has on the parties 
concerned, and the outcomes that occur, such as conflict escalation or de-escalation. Past 
research into how couples fight with each other has led to accurate predictions of whether 
or not they would split up. Weingart argued that every type of conflict was expressed with 
different degrees of directness and intensity. They used these two dimensions to ‘map’ dif-
ferent conflict situations.

Directness
The vertical dimension of the framework is labelled directness and refers to whether the 
sender conveys their opposition message explicitly or implicitly to the receiver. With high-
directness conflict expression the sender explains to the other party that there is a problem, 
what the problem is, and what position they are taking with regard to it. The message is 
clearly and explicitly stated, leaving little need for receiver interpretation. Verbally, high 
directness involves oral statements of disagreement and, non-verbally, shaking one’s head 
from side to side. In contrast, with low-directness conflict expression, the opposition mes-
sage is ambiguous. The problem is hinted at but left to the receiver to work out, thereby 
leaving them with room to infer the position that the sender is taking. Verbally, low direct-
ness involves storytelling, asking reflective questions, poking fun at the other party or 
expressing the conflict to a third party. The source of the conflict is not explicitly identified 
and the receiver has to work hard to notice and make inferences.

Intensity
The horizontal dimension is labelled intensity and refers to the strength, force or energy 
with which the sender conveys their opposition message to the receiver. Fights involve 
greater message intensity than debates. The degree of intensity is determined by how 
entrenched the sender is in their position, and by their willingness to undermine the oth-
er’s position. Verbally, high intensity involves personal attacks, threats, defending one’s 
position, rebutting others’ beliefs and perspectives. Such forceful expressions result in a 
response to the threat by the receiver, who fears a loss of personal goals or status. In con-
trast, low intensity is evidenced by people conveying a position with conviction, but having 
a willingness to discuss opposing opinions and viewpoints. The two parties are also able to 
assess the merits of each other’s actions and views, and demonstrate a willingness to inte-
grate these into their own response.

Since people everywhere use different degrees of directness and intensity in conflict situ-
ations, one can use these two dimensions to categorize and compare their different styles of 
conflict expression (Geller, 2015). These are shown in Figure 21.6.

r� Arguing (high directness–high intensity): These conflicts are characterized by an absence 
of problem solving. Individuals would be shouting, making threats, storming out of the 
room or rolling their eyes. Deaf to others’ viewpoints, they defend their own position, 
unwilling to understand the others’. Emotions generated include anger, frustration and 
tension.

r� Undermining (low directness–high intensity): Involves dismissive or passive-aggressive 
behaviour. Teasing, back-stabbing or mobilizing coalitions are used to signal that some 
sort of a problem exists. However, the receiver is unclear why the sender is doing this 
since the problem is not stated. Despite the absence of overt hostility or open fighting, 

Conflict expression 
the verbal and non-
verbal communication 
of opposition between 
people in a conflict 
situation.
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these conflicts generate feelings of anxiety, contempt and humiliation, and are likely to 
escalate.

r� Disguising (low directness–low intensity): Entails parties withholding critical information 
and not saying what they really mean. Behaviourally, individuals engage in impoliteness 
or passive-aggressive behaviour such as intentionally missing a deadline so as to avoid a 
proposal being progressed. This generates feelings of irritation, hurt and confusion.

r� Debating (high directness–low intensity): Here people are communicating their position 
clearly to the other party and are neither entrenched nor subversive. They deliberate and 
discuss their positions, and respond rationally and calmly. Feelings of frustration (‘the 
person is opposing me’) are coupled with excitement (‘I see an opportunity to learn’).

Weingart et al. (2015) argue that focusing on conflict expression rather than on conflict 
type helps us understand the conflict process better, shows us how conflict processes differ 
from one another, and helps us understand why people react to conflict differently.

Radical frame of reference
Newspapers and human resource management magazines regularly carry accounts of com-
pany problems such as sexual harassment, racial harassment, theft and pilferage, bulling, 
organizational romance, sabotage and strikes. These are all examples of human behaviour 
in organizations, yet the previous unitarist, pluralist and interactionist frames of reference 
on conflict have difficulty in explaining such actions. Indeed, it is only the radical frame 
of reference on conflict that draws attention to such behaviour in organizations. The other 
conflict perspectives may recognize them but then ignore them. In contrast, the radical 
frame sees the workplace as an arena of conflict between managers (in their role as agents 
of the owners and controllers of the means of production) and the exploited employees. It 
holds that the logic of profit maximization involves managers relentlessly driving down the 
costs of production and controlling the production process. The radical frame of reference 
on conflict holds that as conflict is an endemic property of capitalist employment relations, 
it cannot be resolved by any management techniques.

Radical frame of 
reference on conflict 
a perspective that 
views organizational 
conflict as an inevitable 
consequence of 
exploitative employment 
relations in a capitalist 
economy.

Debating

Straightforward exchanges
between disputing parties – the
most likely scenario to lead to
resolution

Arguing

Fights in which parties are clearly
angry and entrenched, and
typically refuse to budge

Disguising

Vague expressions that indicate
a degree of opposition, but
cover up the reasons

Undermining

Passive-aggressive or dismissive
behavior such as teasing and
backstabbing
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Figure 21.6: Conflict expression styles

Source: Geller (2015, p.2).
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Stephen Ackroyd and Paul Thompson (1999) explain that management establishes a 
boundary between employee behaviour that is and is not acceptable. Employee actions 
are then defined as falling on one or other side of that boundary. The authors use the term 
organizational misbehaviour to refer to anything that workers do in the workplace which 
management considers they should not do (with the specific exclusion of managerial mis-
behaviour, grey fringes of business and whistle-blowing). Following Linstead et al. (2014), 
however, we prefer to define organizational misbehaviour as any intentional action by 
members of an organization that violates core organizational norms. This definition stresses 
the motivation to misbehave which is a crucial element.

Although much of the literature refers to ‘conflict’ in organizations, overt conflict is actu-
ally very rare. Carter Goodrich (1975) wrote about the ‘frontiers of control’ and the notion 
of resistance. Management’s attempt to exert control is met by employee resistance, and 
that produces clashes over interests. The notion of resistance carries with it the connotation 
of something intermittent (occurring regularly but not continually), changing (the frontier 
being pushed forward and back), and occurring below the surface. This is in contrast to 
conflict, with its connotations of a single, visible, explosion (Jermier et al., 1994; Sagie 
et al., 2004).

The concept of resistance refers to the more or less covert behaviour that counteracts 
and restricts management attempts to exercise power and control in the workplace. It has 
an application at all levels of the organizational hierarchy, from shop-floor employees devel-
oping ways of combating alienation through informal processes and actions, through pro-
fessionals like engineers, academics or hospital doctors resisting management directions, 
right up to senior management resisting the control exercised by the board of directors. 
It also allows a consideration of how that resistance moves into different areas within the 
organization, and how the parties acquire and relinquish different types of power, and gain 
and lose ascendancy over each other.

organizational 
misbehaviour 
any intentional 
action by members 
of an organization 
that violates core 
organizational norms.

Resistance (in 
conflict) more or less 
covert behaviour that 
counteracts and restricts 
management attempts 
to exercise power and 
control in the workplace.

alienation feelings 
of powerlessness, 
meaninglessness, 
isolation and self-
estrangement 
engendered by work 
and organization design.

Organizational misbehaviour
While employees can be an organization’s greatest asset, 
they can also be its greatest liability. Organizational mis-
behaviour comes in many forms:

r� The fraudsters – The Economist Intelligence Unit’s 
2013 survey of senior executives revealed that 70 
per cent of companies had experienced at least one 
instance of employee fraud. Fraud can be petty (e.g. 
inflating expenses claims) or serious (e.g. former 
employees setting up rival companies using stolen 
company technology and purloining client lists).

r� The vandals – Unlike thieves, who have a rational 
motive, vandals are driven by a desire for revenge. 
For example, an IT employee who discovered that 
he would be made redundant arranged access to his 
company’s IT system from home and began inflict-
ing damage by deleting files, publishing the chief 
executive’s emails, and circulating pornographic 
photographs.

r� The boss-pleasers – These are the star employees who 
bend and then break company rules in order to please 
their bosses. In recent years, the media have reported 

instances of investment bank staff taking outsized, 
unauthorized risks which ended unhappily both for 
themselves and for their companies.

r� The saboteurs – These are low-level employees who 
use the internet to blacken their employer’s reputa-
tion. Examples include fast food employees posting 
videos or photographs of themselves ‘abusing take 
away food’. This scares away customers and damages 
the reputation of the company.

r� The collaborators – This involves employees within the 
company who collaborate with outsider hackers to 
steal company email, personal and credit card infor-
mation. Cleaners can be bribed to swop a USB stick 
for a virus-laden lookalike. Some major cyberattacks 
on companies in recent years are suspected to have 
involved company staff.

How can companies deal with organizational misbe-
haviour? Suggestions include the following:

r� Information power – Focus on those employees who 
have the greatest capacity to do them most harm; typ-
ically it is those who control money and information. 
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The more dependent firms become on information, 
the greater the power that accrues to IT departments 
and their staff.

r� Employee surveillance – Companies already use soft-
ware to monitor staff emails and phone calls. They 
may go further and employ ‘spies’ to listen to com-
pany gossip or monitor conversations in the smoking 
areas or at after-work drinks sessions.

r� Employee respect – Many firms treat their employees with 
contempt. A survey by the consultants Accenture found 
that nearly a third of workers disliked their boss; the same 
number were looking for a new job; and 43 per cent felt 
they had received no recognition for their work. Treating 
one’s employees with respect might offer a simple and 
cost-effective solution to organizational misbehaviour.

Based on The Economist (2015)

Noon et al. (2013) list five survival strategies that workers use to counter alienation 
(Table 21.5). They explain that each can be interpreted either as a form of employee con-
sent or employee resistance by an outside observer, and that these strategies may be con-
doned and tolerated by management or judged to be unacceptable and punished. The 
authors also highlight the problem of interpreting the meaning of those engaging in these 
behaviours and their motivations. All this affects the nature and degree of conflict that may 
ensue between the workers and management.

Resistance and dissent on the internet
Abigail Schoneboom (2007, 2011a, 2011b) reviewed 
developments in work blogs. These are defined as inter-
net-based employee work diaries that provide accounts 
of working or customer relationships. In these, organi-
zation members reflect critically upon their workplace 
experiences. These blogs offer employees the opportu-
nity to find their voice, to form collective identities, and 
to express self-organized resistance in a climate where 
the channels for expressing disapproval are being con-
tinually closed down. Anonymous blogs sprang up in 
2002 and included many from call centres with names 
like Call Center Confidential where their authors, low-
level call centre employees, broadcast irreverent opin-
ions about their work. Some of them contextualized 
call centre work in terms of Marx’s theory of aliena-
tion, while others satirized their company’s culture, 

poking fun at management’s attempt to build a fam-
ily atmosphere. Some blogs like Non-Working Monkey 
(‘Je suis un singe non-travaillant’) incorporated audio-
visual material to communicate their message better. 
Schoneboom argued that work blogs make the process 
of employees’ creative resistance much more visible. 
James Richards (2008, 2012, 2015) noted that the pop-
ular management press had branded work blogs as a 
form of employee deviance or anti-business behaviour. 
However, others argue that blogs allow employees to 
act as vocal and resourceful critics of their own work cir-
cumstances. By critically distancing themselves from the 
corporate cultures in which they are immersed, work 
blogs provide employees with a community in which 
their oppositional identity can be sustained (Richards 
and Kosmala, 2013).

Edwards (1979) noted that the perpetual struggle for control in organizations is not 
always constant, obvious or visible. Because employees’ tactics of resistance are often cov-
ert, some knowledge of a particular organizational context is required for researchers (and 
indeed for managers) to become fully aware of what is going on. Resistance, as opposed to 
conflict, in the workplace is reflected in ‘soldiering’ (output restriction), pilferage, absentee-
ism, sabotage, vandalism, practical joking and sexual misconduct. Ackroyd and Thompson 
(1999) reviewed the managerial and academic literature on the presence and absence of 
such misbehaviour at work, and concluded that typically such writings:

r� provided sanitized accounts of employee behaviour that depicted employees as invari-
ably constructive, conforming and dutiful;
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r� saw employees’ behaviour as being orderly, purposeful and directed towards the attain-
ment of organizational (managerial) goals;

r� defined ‘normal’ employee behaviour as that which was programmed by management 
(labelled ‘pro-social’) and which complied with managerial norms and values, and 
treated employees’ deviations from those (management) expected standards of behaviour 
in organizations as misbehaviour (also labelled ‘counterproductive work behaviour’);

r� assumed that when there was a lack of correspondence between management direction 
and the employees’ response (i.e. occurrence of misbehaviour), what needed to change 
was the latter.

Resistance at McTells
Marek Korczynski (2014) conducted an ethnographic 
study of an English Midlands firm that manufactured and 
fitted window blinds that he called McTells. He showed 
how workers in the factory used music and humour to 
create a ‘Stayin’ Alive’ culture to survive their alienating 
work. He quoted one worker as saying ‘You’d commit sui-
cide if there wasn’t something in the background to sing 
along to’. The sense of community that workers devel-
oped also represented a form of resistance against their 
employer and the Taylorist work system employed. The 
workers had no union but engaged in acts of informal col-
lective resistance on the shop floor which took six forms:

r� Output restriction: Each job had a management-
assigned production target which many workers could 
comfortably exceed. However, they did not do so, 
and ‘held back’ if they were in danger of exceeding 
it. They feared that overproduction would result in the 
target being raised.

r� Reduced effort: In addition to restricted output, there 
was also a lack of concern with the quality of what 
they had produced. It was sufficient that their blind 
just passed the quality check.

r� Early stopping: Workers extended their work breaks 
whenever possible and stopped work before the 

specified time. A collectively enacted pattern was 
established where individuals stopped work early and 
formed a queue at the time clock five minutes before 
finishing time.

r� Absenteeism: There was a collective norm within the 
factory that workers had a right to take a day off 
whenever they felt they needed to, either for personal 
reasons or to avoid another alienating workday. In 
consequence, there was widespread absenteeism in 
the factory.

r� Non-participation: There was reluctance by individu-
als to engage in workplace participation schemes like 
quality circles that management had instituted. AIM 
(Action and Ideas at McTells) and works council meet-
ings were dismissed by workers as only giving the 
impression of engagement without actually offering it.

r� Fighting back: The practice of standing up to super-
visors’ imposition of discipline was collectively under-
pinned. Workers made fun of supervisors, told jokes 
about them, challenged and defied their actions.

Korczynski was surprised by the continued existence 
of such extensive forms of informal job control by work-
ers in an era of increased managerial proactivity and their 
prerogative in employment relations.

Table 21.6: Conflict frames of reference

Frame of 
reference

Beliefs Assumptions How to deal with conflict

Unitarist Organizations are 
fundamentally 
harmonious, cooperative 
structures.

Accepts the internal 
management structure.
Thinks of conflict as negative.

Humanistic approach to conflict 
resolution.
Not interested in cause of conflict.
Concentrates on resolution through 
communication.
Managers able to change behaviour.

➔
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Table 21.6: Conflict frames of reference (continued)

Frame of 
reference

Beliefs Assumptions How to deal with conflict

Pluralist Organizations are made 
up of diverse groups 
with varying needs and 
interests.

Conflict is inevitable.
Conflict serves as a regulation 
mechanism between the 
different groups.
Acts as an early warning system 
to provide signs that system will 
break down if conflict not dealt 
with.

Conflict does not prevent 
organizations from functioning.
Groups recognize that  
compromise and negotiation are 
necessary if they are to achieve 
common goals.
Manager's job is to balance conflict 
between various groups.

Interactionist Conflict is a positive 
and necessary force 
and essential for 
effective organizational 
performance.

Conflict should be 
institutionalized through 
systems of collective  
bargaining.
Optimum level of conflict; 
too much or too little is 
dysfunctional and impairs 
performance.

Seen as beneficial in motivating 
energy to deal with underlying 
problems.
Enhancing mutual understanding of 
goals and interests.

Radical Organizational conflict is 
an inevitable consequence 
of exploitative 
employment relations, in a 
capitalist economy, based 
on Marxist critique.

Fundamental aim of capitalist 
enterprise is to expand capital 
and generate profit which is 
divided between managers and 
shareholders.
Competition forces low 
production costs, forcing 
employees to earn less, which 
creates conflict.

Management deals with conflict by 
limited effects of worker resistance, 
walkouts, strikes, or conflict.

Source: from The Psychology of People in Organizations, Ashleigh, M. and Mansi, A., Pearson Education Limited © Pearson 
Education Limited 2012.

Emotional labour
As a student, have you ever worked in a bar, operated a checkout in a supermarket, or 
waited on tables in a restaurant, dealing with people face to face? What emotions did you 
experience when dealing with your customers – anger, fear, joy, love, sadness, surprise? 
Did you express those feelings to your customers at the time; did you bite your tongue 
and say nothing; or did you suppress your emotions and act in the opposite way to which 
you felt? If you did either of the last two, then you performed emotional labour, which is 
the act of displaying organizationally required emotions during interactions with others at 
work. While organizations cannot regulate their employees’ unobservable inner emotional 
states, they can specify which emotions they want them to display to customers in the form 
of display rules. The company can then monitor their employees’ outer observable behav-
iour to ensure that they conform to these emotional display rules.

Emotions are intense, short-lived reactions that are linked to a specific cause and 
which interrupt thought processes and behaviours. Since an emotion cannot be directly 
seen, it is communicated verbally and non-verbally. Thus one’s ‘display’ of an emotion 
consists of ‘a complex combination of facial expression, body language, spoken words 
and tone of voice’ (Rafaeli and Sutton, 1987, p.33). Most work tasks involve two elements 
– physical labour and mental labour. The physical refers to walking, carrying, lifting, 
talking and similar behaviours. The mental involves knowing, understanding, analysing, 
applying and evaluating people, things and situations. However, there are many jobs 
that now require a third kind of labour – emotional. Thus, for those around the person, 

Emotional labour 
the act of displaying 
organizationally 
required emotions 
during interactions with 
others at work.

display rules 
organizationally 
specified emotions that 
should be appropriately 
displayed in a given 
work setting.

Emotions intense, short-
lived reactions that are 
linked to a specific cause 
and which interrupt 
thought processes and 
behaviours.
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‘what you see is not necessarily how they feel’. Individuals at all levels of the organiza-
tions disguise their true feelings, amplify other feelings and manufacture false ones, either 
because it helps them to do their jobs or because a failure to do so would endanger their 
continued employment.

Arlie Hochschild (1983) originated the term ‘emotional labour’ when she discussed 
employees’ management of their emotions to create publicly observable facial and bod-
ily displays. Her research focused on how flight attendants were required to put on fake 
smiles even when interacting with rude and often aggressive passengers. Emotional labour 
involves expending psychological effort to keep in check both your internal emotions and 
external behaviours. She argued that companies commercialize employees’ feelings by 
requiring them to display their emotions as part of their job duties. Different jobs require 
different emotional displays (Humphrey et al., 2008).

Job Emotion to be displayed

Undertaker Solemnity, sadness

Supermarket checkout assistant Friendliness

Nightclub bouncer Irritation

Flight attendant Happiness, reassurance

Nurse Compassion

Waiter/waitress Interest in customer

Stop and think

What display rule do you think is appropriate for your university lecturer to have?

Emotional labour can be performed in three different ways, as shown below (Ashforth 
and Humphrey, 1993, 1995; Diefendorff at al., 2005):

r� Surface acting: Suppressing your own genuinely felt emotions so as to match organiza-
tionally required display rules. When surface acting, employees do not actually feel the 
emotions that they display to others (e.g. an irritated lecturer smiling at a student asking 
a foolish question).

r� Deep acting: Summoning up within yourself the emotion you want to portray and then 
letting those elicited emotions animate your outward emotional expressions when inter-
acting with others (e.g. sales staff recalling past pleasant experiences to put themselves 
in a happy, friendly mood when dealing with customers).

r� Naturally felt emotion expression: Employees spontaneously expressing a genuine 
emotion in a workplace situation (e.g. a volunteer worker responding with authentic 
feelings of sympathy and concern when seeing an injured refugee).

A well-known high street coffee shop chain requires its staff to greet customers within 30 
seconds of their entering the shop; chat with customers before taking their orders; call out 
the coffee order, specifying the drink name, size and any modifications, in that order; make 
eye contact with the customer and say to them, ‘Have a nice day’. Both surface acting and 
deep acting involve employees manipulating and ‘acting out’ their emotions in a way that 
an actor might do in the theatre. Employees come to give ‘displays’ or ‘performances’ dur-
ing their work in front of an audience of customers. The gap between the emotions that you 
feel and those that you actually display is called emotional dissonance.

Surface acting 
Displaying to others 
emotions that you do 
not actually feel.

deep acting 
Engaging in thoughts 
and activities so as to 
experience the actual 
emotions that you 
wish to portray when 
interacting with others.

naturally felt 
emotion expression 
when your natural 
and spontaneous 
emotions comply 
with organizationally 
required display rules.

Emotional 
dissonance the 
disparity between an 
individuals’ felt and 
displayed emotions.
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Fly and smile

In the photograph, an experienced flight attendant dem-
onstrates the facial expression that she uses at work. 
Is she performing genuine warmth or is it concealed 
irritation?

Flight attendants are under strong pressure from the 
airlines to show only ‘positive’ expressions of emotion. 
This is sometimes a challenge, since not all passengers 
are pleasant or cooperative. She and the other attendants 
have learned that you can say anything to a passenger as 
long as you smile. In the photograph, she performs the 
smile that she uses while dealing with unruly or inebri-
ated passengers. The verbal content of what she says is 
quite negative, but as long as the attendant smiles while 
saying it, the passenger accepts the information without 
complaint. Were you correct?

The earliest studies into emotional labour were con-
ducted on flight attendants (Hochschild, 1983). On a 
flight, cabin crew will always display reassurance, even 
if they are afraid: ‘Even though I’m an honest person,  
I have learned not to allow my face to mirror my alarm 
or my fright’, said one respondent. Airline management 
sees the nature of the interaction between flight attend-
ants and passengers as central to the latter’s perceptions 
of service quality. Competitive pressures have stimu-
lated managerial initiatives to manage ‘natural’ delivery 
of quality customer service during customer–attendant 
interactions. Taylor and Tyler (2000) found that three 
particular uses of body language were fundamental in 
establishing rapport – walking softly, making eye con-
tact and always smiling. Emotional labour was required 
when dealing with sick and nervous passengers, applying 
‘tender loving care’ (TLC), and confronting emergency 
situations. Being friendly, cheerful and helpful involves an 
emotional display.

In organizations with a ‘customer is always right’ phi-
losophy, service workers are taught to diffuse customer 
hostility and, in consequence, end up absorbing a raft 
of verbal abuse during the course of a normal working 
day. They come to accept such verbalized customer dis-
satisfaction, no matter how upsetting, as ‘just part of the 
job’. The growing incidence of both verbal and physical 
customer violence is likely to increase both the volume 
and intensity of emotional labour in service industries. 
The drive for competitive advantage through enhanced 
customer service means that an integral part of every ser-
vice worker’s job is to transform customer dissatisfaction 
into satisfaction. If management fails to invest in violence 
reduction strategies, exposing service workers to increas-
ing levels of customer violence, it increasingly exploits the 
emotional labour of its staff.
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Richard Layard (2005) provides an example of emotional dissonance during an Olympic 
medal awards ceremony. He says that all three medallists on the rostrum can be seen to be 
smiling and waving, displaying feelings of happiness and joy in front of the cameras and 
the crowd. However, in this particular ‘work situation’ the displayed emotions of the gold 
medallist and the bronze medallist are likely to be naturally felt emotional expressions – the 
former because she won and the latter because she expected no medal at all. In contrast, 
the silver medallist’s felt emotion may actually be disappointment due to a failure to win 
the gold (Medvec et al., 1995). Next time you watch an Olympic medal ceremony, look 
carefully at the faces of the three medal winners.
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Emotional labour consists of five key elements which can be illustrated with the example 
of fast food restaurant waitress (Taylor, 1998):

1. Employees consciously manage their emotions (either inducing or suppressing them) 
as part of their paid work requirement – ‘I’ll pretend to be enjoying my job’/‘I’m really 
interested in and enjoy my job’.

2. They do this when interacting with others (customers, clients, other staff) within the 
workplace – the waitress smiles, greets the customer, shares a joke with them, asks them 
for their order.

3. They do so with the objective of creating in the customer a particular state of mind – the 
customer notes their behaviour (‘I am being well treated’); experiences a particular emo-
tion (‘I’m satisfied with the product and service here’); and elicits a particular response 
(‘I’ll come here again to buy my next cheeseburger’).

4. Emotional labour should boost the self-esteem of its receiver – ‘I’m flattered by the atten-
tions of the waitress. She thinks that I’m a great person’.

5. All this is done to serve the interests of the employer who prescribes, supervises and 
monitors the performance of the emotional labour ensuring that the organizationally 
required display rules are followed by staff.

As a result of the increasing similarity of the offerings provided to customers by different 
companies in the airline, fast food, financial services, tourism, hotel and call centre industries, 
organizations have attempted to differentiate themselves from their competitors by the way 
that their employees deal with customers. Hochschild drew attention to the importance of 
social interaction in service provision. The emotional style of offering a service is now often 
more important than the service itself. The interactions between service providers and their 
customers have become the determining element in the latter’s evaluation of satisfaction. In 
this way, the emotional aspect of service provision has now taken precedence over the physi-
cal one. While Hochschild (2003) was concerned that emotion was being commodified through 
the ‘commercialization of intimate life’, other writers consider the harnessing of employees’ 
emotional energy to improve customer service as a good thing (Kinnie et al., 2000).
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Home viewing
In the film Office Space (1998, director Mike Judge) 
the boss of the waitress Joanna (played by Jennifer 
Aniston) explains to her that people can get a cheese-
burger anywhere, but they choose to come to his res-
taurant because of its ‘atmosphere and the attitude’. 

He complains about her ‘lack of flair’, referring to the 
low number of badges on her uniform. These signify 
her unwillingness to express herself (her identity) and 
to engage in ‘deep acting’. Aniston becomes angry and 
quits her job (Bell, 2008).

Historically, service employees have always been encouraged, in a general way, to pro-
vide ‘service with a smile’ or to ‘put on a good show’. However in recent years, emotional 
labour has become a specific part of the employment contract and the employee’s discre-
tion concerning which feelings to show and how to show them is reduced or completely 
eliminated. Emotional labour occurs when employees, as part of the wage-effort bargain, 
are required by their bosses to display emotions which cause customers to feel and respond 
in particular ways. The employer thus buys not only an employee’s physical and mental 
labour, but also their emotional labour, in return for a wage. Bolton (2000, 2005) argued 
that employees’ private emotional systems had been appropriated by management as a 
renewable resource. To ensure that employees perform as required, companies use a com-
bination of three elements:

1. Careful applicant selection: Choosing the appropriate employee is the first step. Disney 
World interviews 50,000 aspiring employees annually, and is most interested in their 
personality, wanting people who are enthusiastic, and who exhibit a clean and honest 
appearance (Henkoff, 1994; Van Maanen and Kunda, 1989).

2. Employee training: Companies run training courses for new starts whose jobs involve 
face-to-face or voice-to-voice interaction with customers, to develop their abilities to dis-
play appropriate emotions. Disney’s new hires orientation courses emphasize emotions 
rather than policies and procedures (Henkoff, 1994).

3. Employee monitoring: Organizations monitor staff interactions with customers to 
ensure that they conform to the required emotional display rules. Ghost travellers on 
 airlines and mystery shoppers in stores act as customers, to check staff performance. 
In telesales and call centres, supervisors randomly record conversations for review pur-
poses (Taylor, 1998). Companies also use feedback questionnaires to assess whether 
staff are eliciting the desired customer responses.

Following Hochschild’s original study, early research into emotional labour first sup-
ported her conclusion that it was detrimental to employees. However, later research into 
how employees regulated their emotional displays painted a more complex picture. Some 
forms of emotional labour did indeed have negative effects on workers’ health and well-
being, other forms had no effects, and still others had positive effects. Thus it appears that 
emotional labour possesses both a dark side and a bright side. Researchers have reviewed 
the empirical evidence into the positive and negative effects of different types of emotional 
labour, on different classes of employees, in different industries and occupations, in order 
to understand its effects better (Grandey et al., 2015; Humphrey et al., 2015; Spector, 2015).

Leading with emotional labour
Nearly all empirical research on emotional labour has 
been conducted on service workers to the neglect of its 
use by leaders. Ronald Humphrey (2012) noted that lead-
ers are exposed to many emotionally challenging events 

in their work, including accidents, interpersonal conflict, 
product defects and staff boredom. Studies show that 
managers perform emotional labour as often as service 
workers, and that it represents an important part of what 
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they do. Emotional labour tactics can help managers 
gain control of the emotions that they display to others, 
including their followers.

In difficult times, maintaining a positive mood and 
improving morale is important. Employees want to have 
confidence in their leaders, which is impossible if the lat-
ter display emotions of fear, anxiety or uncertainty. In 
good times, leaders will want to motivate and encour-
age staff towards continued greater achievements. Using 
emotional labour can help improve the moods, job atti-
tudes and the performance of their staff. Leaders use 
‘emotional contagion’ to pass on appropriate emotions 

to others within the company and to their customers. 
Thus, the skilled use of emotional labour by leaders can 
help them establish better leader–follower relations and 
enable them to exhibit charismatic and transformational 
leadership. Given the difficulties of performing emo-
tional labour, Humphrey recommends that it should be 
done in a way that promotes positive well-being rather 
than stress. Leaders who use the naturally felt emotional 
expression and deep-acting forms of emotional labour 
are more likely to establish trusting relationships with 
subordinates than those using surface acting (Brotheridge 
and Grandey; 2002; Humphrey et al., 2008).

RECap

1. Distinguish between the four major frames of 
reference on conflict.

r� The unitarist frame sees organizations as essen-
tially harmonious and any conflict as bad.

r� The pluralist frame sees organizations as a collec-
tion of groups, each with their own interests.

r� The interactionist frame sees conflict as a positive, 
necessary force for effective performance.

r� The radical frame sees conflict sees as an inevitable 
outcome of capitalism.

2. Distinguish between functional and dysfunc-
tional conflict.

r� Functional conflict is considered by management 
to support organizational goals, and it improves 
organizational performance.

r� Dysfunctional conflict is considered to impede the 
achievement of organizational goals and reduces 
company performance.

3. Explain the relationship between organizing, 
coordinating and conflict.

r� Organizing concerns dividing up a large task into 
sub-tasks, and assigning them to groups. Coordi-
nation brings those previously divided sub-tasks 
together to ensure that all activities are directed 
towards organizational goals. In the process of 
subdivision, departments acquire their own, sub-
ordinate goals and interests, which differ from 
organizational ones. Conflict ensues when these 
divergent interests and goals clash.

4. List the causes of conflict in organizations.

r� Individuals, groups, units and departments may be 
in conflict with each other due to the differences 
in their goal orientation and evaluations; self-
image and stereotypes; task interdependencies; 
time perspectives; as well as overlapping authority 
and scarce resources.

5. Distinguish the different organizational coordi-
nation devices.

r� Coordination devices include rules, policies and 
procedures; using hierarchy; goal clarification and 
communication; temporary task force; permanent 
project teams; liaison roles and integrator roles.

6. Explain the conditions under which conflict is 
resolved and stimulated in organizations.

r� Some writers contend that conflict that is 
 dysfunctional – it does not achieve organizational 
goals, wastes time, demotivates staff, wastes 
resources and generally lowers individual and 
hence organizational performance. In such cases it 
needs to be eliminated.

r� Other commentators argue that conflict stimu-
lation is necessary if employees enter ‘comfort 
zones’; are reluctant to think in new ways of 
doing things; and find it easier to maintain the 
status quo. In rapidly changing organizational 
environments such behaviour not only reduces 
organizational success, but may endanger its very 
existence.
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7. List Thomas’ five conflict resolution approaches.

r� Thomas’ five conflict resolution approaches are 
avoidance, accommodation, compromise, collabo-
ration and competition.

8. Distinguish between distributive and integrative 
bargaining.

r� Distributive bargaining refers to a negotiation situa-
tion in which a fixed sum of resources is divided up. 
It leads to a win–lose situation between the parties.

r� Integrative bargaining seeks to increase the total 
amount of resources, and it creates a win–win 
situation between the parties.

9. Contrast the different conflict expression 
styles.

r� The four conflict expression styles are arguing, 
undermining, distinguishing and debating.

10. Understand the different forms that emotional 
labour can take.

r� The three forms that emotional labour can take 
are surface acting, deep acting and naturally felt 
emotional expression.

1. Briefly describe each of Thomas’ five conflict resolution approaches and give an 
example of an organizational situation in which each would be most appropriate.

2. ‘Since every unit and department in an organization has its own goals and interests, 
conflict will always be a feature of organizational life.’ Consider the costs and benefits 
of conflict for the various organization stakeholders. Give your reasons and illustrate 
your points with examples.

3. Discuss some of the ways in which employees can resist management actions and 
deal with an unsatisfying work environment.

4. Is emotional labour as great a problem as some of the literature suggests? What defen-
sive mechanisms can employees use to cope with the emotional labour demands of 
their jobs?

Revision

Research 
assignment

The skill of negotiating is an important one not only to resolve conflicts but also to obtain 
what you want in life. Go to a restaurant where you are not well known to the waiting 
staff or manager. Order something that is not on the menu and negotiate with the staff to 
get what you want. Before doing so, you should plan how you are going to go about this. 
Draw upon the textbook material, not only from this chapter, but also the other parts of 
this textbook (individual, group, structure). Your assignment report should:

(a) Give a description of what happened, detailing the reason the restaurant was cho-
sen; what you ordered; how you began your encounter with the waiting staff; how 
the negotiation proceeded; what the outcome was; and what you would do differ-
ently next time.

(b) Explain which textbook theories, models and framework featured in your plan and 
how they might explain what happened to you.

Based on Volkema and Kapoutsis (2016)
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Springboard

A.A. Grandey, D. Rupp and W.N. Brice (2015) ‘Emotional labour threatens decent work: a 
proposal to eradicate emotional rules’, Journal of Organizational Behaviour, 36 (6): 770–85.

R.H. Humphrey, B.E. Ashforth and J.M. Diefendorff (2015) ‘The bright side of emotional 
labour’, Journal of Organizational Behaviour, 36 (6): 746–69.

The two sets of authors, respectively, make the case against and for use of emotional labour 
in organizations.

Stephen Linstead, Garance Maréchal and Ricky Griffen (2014) ‘Theorizing and researching 
the dark side of organization’, Organizational Studies, 35 (2): 165–88. The authors sum-
marize the research in various aspects of the ‘dark side’ of organizations which provide 
the triggers to various types of conflicts within them.

James Richards (2008) ‘The many approaches to organizational misbehaviour’, Employee 
Relations, 30 (6): 653–78. Building on the work of Ackroyd and Thompson, the author 
reviews the many and varied forms which this phenomenon can take.

Dean Tjosvold, Alfred Wong and Nancy Chen (2014) ‘Constructively managing conflicts in 
organizations’, Annual Review of Organizational Psychology and Organizational Behaviour 
2014, pp.545–68. The authors provide an overview of the main theories and research into 
conflict and its management spanning the last 40 years.

OB cinema
There Will be Blood (2007, director Paul Thomas Anderson) DVD track 5: 01.27:00-01.31:00 (5 min-
utes). This film is set in 1898 and tells the story of a silver miner turned oil man, Daniel Plainview 
(played by Daniel Day-Lewis), who is engaged in a ruthless quest for wealth during Southern Califor-
nia’s oil boom. His son, HW, is badly injured in a gusher accident which leaves him profoundly deaf, 
and Plainview is very sensitive about this. The clip begins with Plainview and his brother Henry (Kevin 
J. O’Connor) going into a meeting, shaking hands, and sitting down at a table. The brothers are 
going to negotiate with two investors who want to buy Plainview’s oil wells. The investors appear to 
be offering lots of money. If Plainview accepts the deal, he will be a very rich man. The clip ends with 
Henry and his brother walking out of the meeting.

1. Why does this negotiation session collapse into irreconcilable conflict? (Pay attention to the physi-
cal setting of the meeting, the way it is run, the nature of the conversation, the personalities 
involved, and the power bases of the participants.)

2. How could things have been handled better, by whom?

OB on the web
Search on YouTube for ‘Emotional labour in the workplace’ and on Google for ‘Emotional labour 
in the movies’. View some of the video clips on the topic. From the perspective of the employee 
concerned, do you think that expending emotional labour at work is good or bad thing. Give your 
reasons supported by examples.
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CHAPTER ExERCISES

1. Organizational misbehaviour

 Objectives 1. To find examples of organizational misbehaviour.

2. To suggest reasons for its occurrence in the workplace.

3. To propose management action to address it.

 Briefing 1. Make a list of employee misbehaviours that you have engaged in yourself while at 
work, observed others engaging in, or which you have read about.

2. Form into groups and discuss:

(a) What are the causes of such organizational misbehaviour?

(b) What options do employees have who engage in organizational misbehaviour 
themselves or see others doing it?

(c) What actions can senior management take to eliminate or reduce organizational 
misbehaviour?

2. Work blogs and employee resistance

 Objectives 1. To identify the content of employee work blogs.

2. To assess their purpose for workers and companies.

 Briefing Before the tutorial:

Search on Google for ‘work blogs’, you will find reports of employees from different 
countries and different occupational groups (e.g. teachers, nurses, legal staff) talking 
about their jobs and their organizations. Also consult the blogroll (http://workblogging.
blogspot.co.uk/). This is a list of blogs with hyperlinks. Employee bloggers frequently 
forge links with fellow bloggers, particularly those in similar jobs, occupations or profes-
sions. These hyperlinks are to other recommended or connected blogs. In addition, the 
Glassdoor website (http://glassdoor.co.uk/) provides employee reviews of their organi-
zations. Analyse the contents of a selection of these work blogs, and make individual 
notes on the following questions:

1. What topics appear in the workblogs that you investigated?

2. How are these topics presented in the blogs themselves?

In class:

Form groups and using your previously prepared individual notes:

1. Identify recurring themes in the work blogs studied by your different group members

2. What do these tell you about resistance in the workplace?

3. Under what circumstances would you write a work blog?

4. What do you see as the costs and benefits of work blogging for (a) the employee 
bloggers and (b) the company?

Based on Richards (2015)
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Employability assessment
With regard to your future employment prospects:

1. Identify up to three issues from this chapter that you found significant.

2. Relate these to the competencies in the employability matrix.

3. Decide what actions you need to take to maintain and/or develop those competencies under each of the four 
headings of the employability matrix.

Personal qualities
self-management

work ethic/results orientation
appetite for learning
interpersonal skills

creativity and innovation

Leadership qualities
leadership

people management
leading and managing change

project management
general management skills

Other attributes
political awareness

understand cross-cultural issues
how organizations work

critical thinking
decision making

Practical skills
commercial acumen

customer service skills
communication skills
problem solving skills

teamworking skills

Employability
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Learning outcomes
When you have read this chapter, you should be able to define those 
key terms in your own words, and you should also be able to:

1. Appreciate the importance of power and politics in organizations.

2. Compare and contrast different perspectives on power.

3. Distinguish different bases of power.

4. Identify organizational factors which enhance the power of 
departments.

5. Differentiate between influencing techniques and the tactics of 
organization politics.

6. Identify the characteristics of individuals most likely to engage in 
political behaviour.

7. Explain how women use and are affected by organization politics.
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 Why study power and politics? 737

The popular view is that power corrupts, and that organization politics means underhand, 
cunning, manipulative ‘dirty tricks’ and backstabbing. While there may be some truth in 
these images, the problem is that leaders and managers who do not have power, and who 
are either unwilling or unable to ‘play the politics’ of their organizations, have difficulty in 
getting anything done. Inescapable features of organizational life, power and politics can be 
damaging, but can be also used in positive and constructive ways, to solve problems, gener-
ate consensus, and drive change.

Why study power and politics?

Take a moment and think about a leader
‘Take a moment and think about a leader in your organi-
zation whom you would consider to be political. How 
would you describe that leader? Some common descrip-
tions that may immediately come to mind are self-serv-
ing, manipulative, phony, or untrustworthy. You may 
conjure up images of secret pacts made behind closed 
doors or on the golf course. Or, perhaps, you came up 
with descriptions such as influential, well-connected, 

trustworthy, or concerned for others. Often, the idea 
of a leader being political is associated with negative 
perceptions and behaviors. In reality, though, political 
skill is a necessity and can be a positive skill for leaders 
to possess when used appropriately. Indeed, when we 
view political skill through this lens, it is difficult to envi-
sion any leader being effective without it’ (Braddy and 
 Campbell, 2014, p.1).

Source: © 3/4/1967, www.cartoonbank.com

We like to think of our organizations as rational and orderly, with decisions based on 
evidence and reason, focusing on efficiency and effectiveness. However, organizations are 
also political systems, where decisions are shaped by influence tactics designed to promote 
the interests of individuals or coalitions. Jeffrey Pfeffer (2010) argues that, as organizations 
become less hierarchical, and rely more on networks and teams, the effective use of power 
and influence becomes more important. Current trends thus put a premium on political 
skill. Power and politics are entwined. Power can be seen as the ability to get other people 
to do what you want them to do, and it is often necessary to use political tactics to achieve 
those ends. Politics is thus called ‘power in action’. Pfeffer (2010) argues that management 
failures can often be attributed to lack of political skill.
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738 Chapter 22 Power and politics

An organization’s members do not always share the same values and goals. Disagree-
ments over the definitions of problems, and how best to solve them, can be expected. 
Disputes of this kind are often healthy, exposing different perspectives and issues. What 
happens, however, when that open sharing of views fails to produce a consensus? Some-
times, those with the best ideas win. Often, the winners are those who are better able to 
exercise influence ‘behind the scenes’, by ‘playing politics’. Good ideas do not always sell 
themselves, and rational arguments may not be effective on their own. As the American 
diplomat Henry Kissinger once said:

Before I served as a consultant to [President John F.] Kennedy, I had believed, like most 
academics, that the process of decision-making was largely intellectual and all one had 
to do was to walk into the President’s office and convince him of the correctness of one’s 
view. This perspective, I soon realized is as dangerously immature as it is widely held. 
(Pfeffer, 1992, p.31)

Securing the city

Christopher Dickey (2009) describes how, following the 
terrorist attacks on the World Trade Center on 11 Sep-
tember 2001, the New York Police Department (NYPD) 
created a Counter-Terrorism Bureau (CTB). To be suc-
cessful, the CTB had to be invisible to the public, who 
were paying for this service through taxation, and the 
Bureau’s intelligence gathering took place elsewhere on 
the planet, which meant taking New York cops off the 
city streets. The new Real Time Crime Center at One 
Police Plaza in Manhattan cost US$11 million. Three years 
after the attacks, however, people had started to forget. 

6o counteract the apathy� the $ureau organized impres-
sive shows of force, deliberately turning up without warn-
ing at high-profile targets like the Empire State Building, 
in order to remind the public that the bad guys were still 
out there.

The CTB also had to work effectively with other agen-
cies, particularly ‘the three letter-guys’: FBI, CIA, ATF, 
DEA. Relations between the FBI and the CTB were man-
aged through a Joint Terrorism Task Force. The head of 
the NYPD intelligence Division was David Cohen:

Cohen’s years at Langley and in the New York office 
of the CIA had taught him ‘there’s no such thing as 
information sharing, there is only information trad-
ing’, as he told his colleagues at the NYPD. You go to 
the FBI and say, ‘Tell me what you’re doing’, they’re 
going to say, ‘Go f*** yourself’, is the way another 
senior official with the NYPD put it.

Back channels to the CIA or other parts of the intel-
ligence community could only take you so far. To get 
the stuff you needed, you had to be able to pull your 
weight. You had to be giving as well as getting. Oth-
erwise you were going to be like the puny kid having 
sand kicked in his face by bullies. (Dickey, 2009, p.140)

This led to an ‘overseas program’, with NYPD opera-
tives working abroad in liaison positions with forces 
which had their own counter-terrorist units, to exchange 
and gather intelligence. This meant that Cohen was able 
to establish a power base through his own intelligence 
operation, and the three-letter guys had to come and ask 
him for information. Information sharing then became 
possible. The ability to understand and to use power and 
organization politics effectively are therefore fundamen-
tal to the success of the NYPD CTB in its efforts to detect 
and prevent future attacks.
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Management decisions are often the result of influence, bargaining, negotiation and jock-
eying for position. Leaders and managers who lack power, and who are not skilled in work-
ing with the politics of an organization, struggle to make things happen and to get things 
done. These capabilities make you more employable. After the job interviews, someone on 
the panel might say, ‘this candidate is very well qualified … but’. They are referring to lack 
of political skill: do not get caught by ‘the but problem’.

An understanding of power and politics also allows us to assess the power of others, 
and to respond accordingly, regardless of whether or not we ourselves are power hungry. 
Psychologists use the term ‘power tells’ to describe the various signs and clues that indicate 
how powerful someone is – or how powerful they want to be (Collett, 2004). The power 
tells of dominant individuals include:

r� sitting and standing with legs far apart (men);

r� appropriating the territory around them by placing their hands on their hips;

r� using open postures;

r� using invasive hand gestures;

r� smiling less, because a smile is an appeasement gesture;

r� establishing visual dominance by looking away from the other person while speaking, 
implying that they do not need to be attentive;

r� speaking first, and dominating the conversation thereafter;

r� using a lower vocal register, and speaking more slowly;

r� more likely to interrupt others; more likely to resist interruption by others.

The power tells of submissive individuals include:

r� modifying speech style to sound more like the person they are talking to;

r� more frequent hesitations, using lots of ‘ums’ and ‘ers’;

r� adopting closed postures;

r� clasping hands, touching face and hair (self-comfort gestures);

r� blushing, coughing, dry mouth, heavy breathing, heavy swallowing, increased heart 
rate, lip biting, rapid blinking and sweating are ‘leakage tells’ which reveal stress and 
anxiety.

Knowledge of these tells means that we can ‘read’ the power signals of others. This also 
means that we can control our own tells so that we appear to be more (or less) powerful.

Power in organizations
Power is a ‘contested concept’ because a number of competing perspectives have been 
developed. It is therefore useful to be able to view this concept from different angles, and to 
be aware of their respective strengths and limitations.

Power is also a difficult topic to conceptualize. The following three contrasting perspec-
tives share some similarities. The first views power as something you possess, an attribute 
or characteristic of the individual. The second views power as a property of the relation-
ship between one individual (or group) and another. The third perspective sees power as 
embedded in social and organization structures.

Power as property of the individual
This perspective sees power as something that you possess, a set of resources that you accu-
mulate. How much power do you have? Where did it come from? How can you acquire more 
power? Some of the main sources of power in an organization are shown in Table 22.1. 
Notice that some of these sources of power relate to the position that a manager holds in the 

Power the capacity of 
individuals to overcome 
resistance on the part 
of others, to exert their 
will, and to produce 
results consistent with 
their own interests and 
objectives.

M22_BUCH2881_09_SE_C22.indd   739 07/27/16   10:12 AM
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organization (structural sources; see Chapter 15), while others relate to their personal attrib-
utes (individual sources).

Table 22.1: Power as property

Structural sources Individual sources

Formal position, authority, allies, supporters

Access to and control over resources including 
information

Physical and social position in the organization’s 
communication network

Centrality of section to the business

Role in resolving business-critical problems

Degree of department unity, lack of dissent

Being irreplaceable, pervasiveness of the role

Energy, endurance, stamina

Ability to focus energy, avoid wasteful effort

Sensitivity to and ability to read others

Flexibility in choice of means to achieve goals

Personal toughness, willingness to engage in 
conflict and confrontation

Able to ‘play the subordinate’ or ‘team member’ 
in order to enlist the support of others

Source: Pfeffer (1992).

From this perspective, as power is something you can accumulate, you can take deliber-
ate action to strengthen both your structural and individual sources of power. Look for jobs 
in key departments, make friends with influential power brokers, join important networks 
and projects, develop your interpersonal skills, impression management techniques, and 
emotional intelligence (Chapter 7). Be aware, however, that others in the organization are 
also trying to accumulate power. You can win more power, but if you are not careful, you 
can lose it.

Waiter power
A prominent American politician and ex-basketball super-
star, Bill Bradley, was invited to make a speech at a politi-
cal banquet (Jackson and Carter, 2000). During the meal, 
the waiter came round and served Bradley with a pat of 
butter. Bradley asked if he could have two pats of butter.

‘Sorry’, the waiter replied, ‘Just one pat each.’ ‘I 
don’t think you know who I am’, Bradley responded. 

‘I’m Bill Bradley, Rhodes Scholar, professional basket-
ball player, world champion, United States senator.’ 
‘Well’, the waiter said, ‘Maybe you don’t know who I 
am.’ ‘As a matter of fact I don’t’, Bradley replied. ‘Who 
are you?’

‘I’m the guy’, said the waiter, ‘who’s in charge of the 
butter.’

StoP and think

Given what you know about structural sources of power, can you explain why 
accountants tend to be more powerful and influential than human resource 
managers?

Power priming
Adam Galinsky’s research shows that we can feel and 
behave like a more powerful person by using a tech-
nique called power priming. The method is simple: to 
become power-primed, think of a time in which you had 
power over others, and remember how that felt. You can 
also be powerless-primed, by thinking of a time when 
you lacked power. Power priming can be reinforced by 

adopting a power posture (see the discussion of power 
tells), and by listening to power anthems (a technique 
used by Serena Williams, who can often be seen wearing 
headphones when walking onto the tennis court).

In one experiment, students were first asked to write 
about a time when they either had power or lacked 
power. They were then asked to write an application 

Power priming the 
process of making 
yourself feel more 
powerful, which in turn 
allows you to feel less 
stressed, and to behave 
as a more confident, 
persuasive and powerful 
person.
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letter for a job that had been advertised in a well-known 
newspaper. Another group of students was then asked 
to evaluate these application letters – some power-
primed, and some powerless-primed – and to decide if 
they would appoint the person. The student judges were 
much more likely to hire the power-primed applicants.

In a second experiment, business school graduates 
who wrote about a positive personal power experience 
before a job interview were accepted 68 per cent of the 
time, compared with a normal acceptance rate of 47 per 
cent. Only 26 per cent of the graduates who wrote about 
a time when they lacked power were selected; the power-
primed applicants were rated as much more persuasive.

Power priming can help us to deal with experiences that 
are challenging and stressful. Galinsky tells the story of an 
academic colleague who, when applying for university posi-
tions, was asked to make presentations to large audiences. 
She was interviewed by two prestige universities, but nei-
ther offered her a job. Using Galinsky’s method, she then 
wrote a power prime for herself, and got job offers from the 
next four top-tier universities to which she applied.

Based on Galinsky and Schwitzer (2015); 
The Economist (2015); and Columbia 

 University, http://news.columbia.edu/content/
business-school-professor-explores-effects-power

Power as property of the relationship
John French and Bertram Raven (1958) identified five bases of power. If someone promises 
you promotion or money to act as they require, then they are using reward power. If they 
threaten you with demotion or redundancy, they are using coercive power. Where they rely 
on their charming personality, they are using referent power. If they rely on their formal 
organizational position to get you to comply, they are using legitimate power. Where they 
can claim better knowledge and understanding of the situation, they are using expert power.

Referent power is also known as charisma (in German Ausstrahlung, force of personal-
ity). Legitimate power is also called position power, relying on formal organizational role 
and title. Perception is a more important driver of our behaviour than ‘reality’ (Chapter 8). 
An individual may have access to rewards or possess expertise, but others will be less will-
ing to comply if they do not believe that the individual has those resources (even if they 
do). Similarly, a person may lack expertise or the ability to reward, but will gain compli-
ance from others because they are able to persuade them that they do have these. An indi-
vidual can thus manipulate others’ perceptions to gain compliance. Because two parties and 
their perceptions are involved, this perspective treats power as a relational concept, and not 
solely as the personal property of an individual.

Reward power the 
ability to exert influence 
based on the other’s 
belief that the influencer 
has access to valued 
rewards which will be 
dispensed in return for 
compliance.

Coercive power the 
ability to exert influence 
based on the other’s 
belief that the influencer 
can administer 
unwelcome penalties or 
sanctions.

Referent power the 
ability to exert influence 
based on the other’s 
belief that the influencer 
has desirable abilities and 
personality traits that can 
and should be copied.

Legitimate power 
the ability to exert 
influence based on the 
other’s belief that the 
influencer has authority 
to issue orders which 
they in turn have an 
obligation to accept.

StoP and think

While each of these power bases can be useful in influencing 
others to do what you want them to do, they can also have 
other consequences. For example, if your manager uses coercive 
power to get you to carry out a particular task, what longer-
term effects might this have? If your team leader uses expert 
power over the other team members, what consequences 
might this have, other than compliance with their immediate 
instructions?

Expert power the 
ability to exert influence 
based on the other’s 
belief that the influencer 
has superior knowledge 
relevant to the situation 
and the task.

Several different power bases, in different combinations, can be used at different times, 
depending on the context, and the target of the influence attempts. The American gangster 
Al Capone is reputed to have said ‘You can get a lot more done with a kind word and a 
gun than with a kind word alone’ (McCarty, 2004). Managers work with a range of differ-
ent groups, and while particular power bases may be appropriate in some settings, other 
methods will be required in different circumstances. Traditionally, managers have relied on 
legitimate and coercive power. In the twenty-first century, expert and referent power are 
more appropriate, in most circumstances. However, an individual’s power also depends on 
whatever resources are available to them at any given time.
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Expert power on the rostrum
Shortly before the concert was about to begin, the 
great conductor Arturo Toscanini was approached by a 
distraught member of the orchestra who reported that 
one of the keys on his instrument was broken. He did 
not know how he would be able to play in the concert. 
Toscanini thought for a moment, and replied, ‘All is 
well. That note is never played in tonight’s performance’ 
(Greenberg and Baron, 2007, p.473).
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Power as a property of social and organizational structures
This perspective explores how power controls our behaviour through less obvious means. 
Power is woven into the fabric of our society. We take many things for granted such as 
social and organization structures, the system of rules that we normally follow, the day-to-
day ‘natural order’. These routine features of our surroundings influence our behaviour in 
subtle ways, and we rarely challenge them, because they are ‘normal’. It can be difficult 
to challenge ‘the way things are’ without appearing to be odd or extreme. We will explore 
the taken-for-granted nature of embedded power shortly, in our discussion of the work of 
Michel Foucault, and his concept of ‘disciplinary power’.

Power that is embedded in social and organizational structures may be less visible 
(unless you pay attention), but can be just as powerful in controlling behaviour as more 
visible sources (such as Al Capone’s gun). However, it is in the interests of those who can 
manipulate and exploit the unequal distribution of power and wealth that we do not chal-
lenge ‘the way things are’.

When power is embedded in this way, we simply accept the outcomes, in the same way 
that we accept that offices have desks, and bosses have bigger offices and bigger desks.

StoP and think

Consider your next organizational behaviour assignment. Have you been given a 
specified maximum word limit, a submission date, and a warning about plagiarism? 
How do those instructions influence your behaviour as a student?

In most organizations, different sections or units have different levels of power. Why 
should this be the case? Groups or departments that are responsible for dealing with the 
issues that are key to the organization’s performance and survival, or solving urgent prob-
lems, or dealing with a crisis, tend to be more powerful than those parts of the organization 
that are less critical. In one organization, at one period, research and development may 
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be critical in terms of developing new products and getting ahead of the competition. In a 
recession, when consumer spending is low, marketing and sales may be more important. 
The finance function in most organizations is always a high priority, and they tend to have 
high levels of power and influence over key decisions.

This is known as the strategic contingencies theory of organizational power (Hick-
son et al., 1971; Salancik and Pfeffer, 1977; Mintzberg, 1983). Strategic contingencies are 
events that must take place if the organization is to survive and succeed. If your department 
handles these contingencies, then it will have more power and influence. A department’s 
ability to deal with strategic contingencies depends on five factors: dependency creation, 
financial resources, centrality of activities, non-substitutability, and ability to reduce uncer-
tainty. These five factors overlap, and the more of them a department possesses, the greater 
the power that it will exert in the organization.

1. Dependency creation: A department is powerful if other units and departments depend 
on it, for materials, information, resources and advice. The receiving department is 
always in an inferior power position.

2. Financial resources: A department’s ability to control financial resources increases 
power. Departments thus compete with each other for new projects which have large 
budgets attached to them.

3. Centrality: Centrality concerns the degree to which a department’s activities are criti-
cal to achieving the organization’s goals. Departments such as training, payroll man-
agement, human resources and advertising can be outsourced without jeopardizing the 
organization’s performance.

4. Non-substitutability: A department is more powerful where its work cannot easily be 
done by another department. Individuals and sections increase power by handling spe-
cialized work that needs high levels of skill and knowledge.

5. Uncertainty reduction: Those with the ability to reduce uncertainty can gain significant 
reputations and positions of influence, by providing clear definitions of problems and 
solutions, thus restoring an otherwise confused situation.

Strategic 
contingencies theory 
a perspective which 
argues that the most 
powerful individuals 
and departments are 
those best able to 
deal effectively with 
the issues that are 
most critical to the 
organization’s survival 
and performance.

StoP and think

Does the pursuit of power interfere with or contribute to an organization’s 
performance? Explain your answer.

Three faces of power
Stephen Lukes (2005) argues that power in organizational structures may be visible and 
self-evident, or subtle and covert, or institutionalized, as we have seen. Power, for Lukes, 
thus has three faces:

1. Power that is exercised to secure a decision in situations where there is observable con-
flict or disagreement.

2. Power that is exercised to keep issues off the decision-making agenda, so that potential 
conflicts or disagreements are precluded, and are therefore unobservable.

3. Institutionalized power defines reality for others, by indicating what is ‘normal’ and to 
be ‘taken for granted’. If norms and meanings become internalized by an organization’s 
members, they will then act in accordance with those norms, as defined by senior man-
agement, even if these work against their ‘real’ interests.

1. Visible power

The first face of power is the most obvious, and concerns a clash of interests between those 
making a decision and those who are likely to be affected by it. This face focuses on the 
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observable behaviours that influence the form or content of a decision. For example, in the 
army, a sergeant threatens to put a private on a charge unless he completes an assigned 
task before midnight. The sergeant’s words and actions, and their effect on the soldier’s 
behaviours, can be observed.

2. Covert power

The second face of power concerns the manipulation of issues. The interests of certain 
groups can be excluded from a bargaining or decision-making arena: ‘Sorry, that topic does 
not fall within the remit of this committee’. The focus here is on the non-observable behav-
iours that keep issues on or off an agenda. You may know that, if you bring a particular 
issue to a particular management group, you will not be thanked for raising that problem – 
so you keep quiet about it, even though there is no pressure on you to do this. This is 
also known as non-decision making (Bachrach and Baratz, 1963), which those with power 
can use to avoid conflict with and resistance to their plans. This form of power prevents 
controversial issues from ever reaching the public domain, so discussion is prevented, and 
no decisions are taken. With the first face of power, at least you know what you are up 
against. With this second face of power, you are not invited to the conversation.

3. Institutional power

The third face of power involves shaping others’ perceptions, cognitions and preferences, so 
that they accept their current situation, because they cannot see an alternative. Acceptance 
may be perceived as natural, unchangeable or divinely ordained, and also as beneficial, and 
can lead us to act against our objective interests. So we come to understand that maximiz-
ing profit through reducing waste and cutting costs are fundamental, unchallengeable fea-
tures of reality (even though such actions may make working conditions more unpleasant 
or difficult). In this way, ‘the powerful’ define reality for ‘the powerless’, whose interests 
and grievances are obscured and silenced. Paradoxically, this face of power is characterized 
by harmony, as power is not exposed in public, those subjected to it are unaware of its 
presence and influence, and overt conflict is avoided.

Another distinguishing feature of institutionalized power is that it cannot be linked read-
ily with the actions of any one particular individual. This contrasts with the first face of 
power, where we can observe individuals influencing a decision. And it may be seen with 
the second face of power, in the ‘behind the scenes’ manoeuvres of particular individuals 
who want to prevent the open discussion of controversial issues. But if you can control indi-
rectly the actions of others by getting them to accept particular norms and assumptions, in 
other words to ‘internalize’ those values and beliefs, not only is challenge stifled, but it is dif-
ficult to point to individuals who may be to blame for doing the stifling. Institutional power 
sustains the dominance of the powerful by reducing the ability of the powerless to complain. 
This can be achieved quite simply: ‘I’m afraid that my role does not give me responsibility 
for solving problems like that’; ‘This committee does not deal with those issues.’

Disciplinary power
Michel Foucault, a French philosopher and historian, provides yet another perspective on 
power. His thinking relates to Lukes’ third ‘institutional’ face of power focusing on the ways 
in which management remains dominant by defining reality and normality in ways that reduce 
the likelihood of challenge or resistance. Foucault (1979, p.93) observed that ‘power is every-
where, not because it embraces everything, but because it comes from everywhere’. The related 
concepts of bio-power and disciplinary power are central to understanding Foucault’s thinking.

Bio-power

Bio-power is another term for power that operates by establishing what is normal or abnor-
mal, or socially acceptable or deviant, in thought and behaviour. Bio-power is targeted at 

Michel Foucault 
(1926–1984)
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society as a whole, and is achieved through a variety of discursive practices: talk, writing, 
debate, argument, representation. The media play a major role in sustaining and altering 
what we conceive as socially normal. Bio-power exercises its control over us by ‘constitut-
ing the normal’ and operates through our individual cognition and understanding. If you 
accept without challenge ‘the way things are’, the way a situation is currently represented 
(‘the constitution of the normal’ as Foucault puts it), then bio-power takes on a self-disci-
plining role with regard to your thinking and behaving:

As you walk onto the street, you realize just how late it is. You can’t believe that you 
have been at work for so long. You should be used to this by now. Most days you spend 
twelve hours in the office, with only a fading tourist photograph of an Indian village to 
remind you of what it was like to be free. There isn’t anyone holding a gun to your head, 
is there? But long hours have their drawbacks. Even though you might want a family, you 
know that is impossible. Anyway, you have made your decision. You’re out to achieve big 
things, and this requires a few small sacrifices. (Fleming and Spicer, 2007, p.19)

There is no manager or supervisor telling you what to do or how to behave. Sets of 
procedures, instructions and controls are applied by individuals to themselves in pursuit of 
goals that they have been persuaded are their own, but which are maintained by self-inter-
ested elites. This means that, rather than having individuals’ behaviour regulated through 
external systems of monitoring and control (supervisors, technology, appraisal systems), 
these controls get inside the ‘hearts and minds’ of organization members, and work through 
self-regulation.

StoP and think

How is bio-power influencing your behaviour? Which goals do you accept as your 
own, and which have actually been ‘given’ to you by your university and/or its staff? 
In your work, current or past, which procedures and instructions have you accepted 
without criticism, and to which you have conformed without challenge? If you did 
decide to challenge those goals, procedures and instructions, how would you do 
that, and how would you estimate your chances of success in getting any of them 
changed?

Disciplinary power

Disciplinary power targets individuals and groups and works through the construction 
of social and organizational routines. Through this lens, Foucault sees power as a set of 
techniques, the effects of which are achieved through what he calls disciplinary practices. 
These practices include the tools of surveillance and assessment that are used to control 
and regiment individuals, rendering them docile and compliant. The tools or mechanisms 
that achieve compliance include (Hiley, 1987, p.351):

r� the allocation of physical space in offices or factories, which establishes homogeneity 
and uniformity, individual and collective identity, ranks people according to status, and 
fixes their position in the network of social relations;

r� the standardization of individual behaviour through timetables, regimentation, work 
standards and repetitive activities;

r� the ‘composition of forces’, where individuals become parts of larger units, such as 
cross-functional teams, or production lines;

r� the creation of job ladders and career systems which, through their promises of future 
promotion and reward, encourage compliance with the organization’s demands.

We do not normally consider office layouts, timetables, career ladders and work assign-
ments to be manifestations of power. However, these normal features of organizational life 
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help to shape and discipline our daily activities and interpersonal relationships, controlling 
us, and guaranteeing our compliance with social and organizational norms and expecta-
tions. It is precisely because they are ‘micro techniques’, so small, so unobtrusive, and 
so embedded in the organization’s structure and processes, that they are hardly noticed. 
Foucault’s concept of power is thus different from traditional concepts, as the contrasts in 
Table 22.2 indicate (Buchanan and Badham, 2008, p.296).

StoP and think

How are disciplinary practices affecting your behaviour? Identify examples of 
practices to which you have been subjected, either in your educational institution or 
at work, which have shaped your routine daily activities and social interactions. So 
what? Is this a problem?

Table 22.2: Foucault and traditional concepts of power

Traditional concepts of power Foucault’s concepts of power

Power is possessed, accumulated, vested in the 
individual

Power is pervasive, a totality, reflected in 
concrete practices

Power is in the hands of social and 
organizational elites; resistance is futile

Power is found in the micro-physics of everyday 
social life; power depends on resistance

We are subject to the domination of those 
who are more powerful than us

We construct our own web of power by 
accepting current definitions of normality

Power is destructive, denies, represses, 
prevents, corrupts

Power is productive, contributes to social order, 
which is flexible and shifting

Power is episodic, visible, observable in action, 
deployed intermittently, absent except when 
exercised

Power is present in its absence, discreet, 
operating through taken-for-granted daily 
routines and ways of living

Knowledge of power sources and relationships 
is emancipatory, helping us to overcome 
domination

Knowledge maintains and extends the web 
of power, creating further opportunities for 
domination

Foucault argues that we are trapped in a ‘field of force relations’, a web of power which 
we help to create, and which we are always recreating. We are thus creators of that web of 
power, and prisoners within it. At an organizational level, disciplinary practices condition 
employees’ thought processes, leading them to treat taken-for-granted processes, such as 
performance-based pay, as ‘natural’, and beyond question. This ‘force field’, however, is 
neither stable nor inevitable. Challenge may be difficult, but is not impossible. As a conse-
quence, this force field changes as points of resistance are encountered, networks of alli-
ances change, fissures open up, old coalitions break up, and new ones are formed. Foucault 
also points out that resistance (by employees to management demands, for example) only 
demonstrates and reinforces the need for such disciplinary measures.

Foucault uses the metaphor of the panopticon for his image of disciplinary power. This is 
a circular prison designed by the eighteenth century philosopher Jeremy Bentham, allowing 
all the prison inmates to be observed, in their cells, by one observer who cannot be seen by 
the prisoners. The prisoners cannot avoid the surveillance, but they do not know when they 
are being observed. They must therefore behave at all times as if they are being watched. 
They thus monitor themselves. As McAuley et al. (2007, p.263) argue: ‘We are not neces-
sarily compelled to act as we do by some external agency. Instead, through society’s disci-
plines of schools, hospitals, prisons and military, we have internalized [power] to become 
self-governed or “normalized”.’ A modern example of Bentham’s panopticon principle is 
the wording which reads ‘Well driven? Call 0800 11 22 33’ on the back of lorries and vans.
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The new golden rule: the person with the gold gets to  
make the rules
Jeffrey Pfeffer (2010) argues that, to make things happen 
in an organization, you need to have power, which he 
defines as ‘the ability to have things your way’. He offers 
the following suggestions:

 1.  Mete out resources. ‘The new golden rule: the per-
son with the gold gets to make the rules.’ Use discre-
tionary control over resources – money, equipment, 
space, information – to build power, do favours, 
generate reciprocity.

 2.  Shape behaviour through rewards and punish-
ments. Reward those who help, punish those who 
get in the way. Rewards can be substantive or 
symbolic.

 3.  Advance on many fronts. Faced with obstacles on 
one front, shift to another. Be persistent.

 4.  Make the first move. Surprise moves catch oppo-
nents off-guard.

 5.  Co-opt antagonists. Win over opponents by making 
them part of your team, giving them a stake.

 6.  Remove rivals – nicely if possible. Show them the 
door gracefully, ‘strategic outplacement’. Help them 
to move; they may even be grateful.

 7.  Don’t draw unnecessary fire. Live to fight another 
day; do not challenge or criticize in ways that will 
rebound on you or create unnecessary opposition.

 8.  Use the personal touch. Meet people in person, or 
call them, return calls promptly, flatter, build per-
sonal ties – and this includes staffers, assistants, sec-
retaries – the gatekeepers to the power brokers.

 9. Persist. Wear the opposition down. Stay in the game.

10.  Make important relationships work – no matter what. 
Your feelings, or others’ feelings about you, don’t mat-
ter. Resentments, jealousies, anger – put those aside or 
they will prevent you from getting the job done.

11.  Make your vision compelling. ‘It’s easier to exercise 
power when you are aligned with a compelling, 
socially valuable objective’ (p.92). Your opponents 
will have problems challenging that agenda.
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Power and influence
How can we use power to get others to do what we want? Remember that power is defined 
as exerting one’s will and overcoming resistance in order to produce the results that we 
desire. Those over whom power is exercised may be aware of this, and resentful. However, 
it is also possible to achieve the desired end results in such a way that those affected are 
not aware, and only occasionally resentful, and may even be grateful. Andrzej Huczyn-
ski (2004) defines influence as one person’s ability to affect another’s attitudes, beliefs or 
behaviours. Influence can be achieved without force or ‘pulling rank’. When this is success-
ful, the person who is influenced often believes that they have not been pressured or forced 
into doing something, but that they are acting in their own best interests.

We use influence tactics to persuade others to do what we want them to do, sometimes 
against their judgement and preferences. This topic has attracted a lot of research interest, 
and we will consider two influential perspectives. One is based on the work of Kipnis et 
al. (1984), who identified eight categories of influence tactic: assertiveness, ingratiation, 
rational appeal, sanctions, exchange, upward appeal, blocking and coalition (Table 22.3). 
Kipnis and colleagues note that managers do not exercise influence for self-interest and 
enjoyment, but in order to promote new ideas, encourage others to work more effectively, 
or introduce new working practices, for example.

influence the process 
of affecting someone 
else’s attitudes, beliefs 
or behaviours, without 
using coercion or formal 
position, such that the 
other person believes 
that they are acting in 
their own best interests.

Table 22.3: Influence tactics

Assertiveness Order the person to do it. Point out that the rules demand it. Keep reminding 
them about what is required.

Ingratiation Make the request politely and humbly. Act in a friendly way and be 
complimentary before asking. Sympathize with any hardships they may face.

Rational appeal Write a detailed justification. Present relevant information in support. Explain 
the reasoning behind your request.

Sanctions Threaten to get them fired. Threaten to block their promotion. Threaten them 
with a poor performance evaluation.

Exchange Offer an exchange of favours – mutual backscratching. Remind them of 
favours you have provided them in the past.

Upward appeal Get higher level management to intervene in your support. Send the person 
to speak to your boss.

Blocking Threaten to stop working with the person. Ignore the person and stop being 
friendly. Withhold collaboration until they do what you want.

Coalition Get the support of colleagues to support your request. Make the request at a 
formal meeting where others will support you.

From their study of American, Australian and British managers, Kipnis et al. (1984) iden-
tified four types of manager based on their patterns of use of these tactics:

r� Bystanders rarely use any of these influence tactics, have low organizational power, have 
limited personal and organizational objectives, and are frequently dissatisfied.

r� Shotguns use all of these influence tactics all the time, have unfulfilled goals, and are 
inexperienced in their job.

r� Captives, use one or two ‘favourite’ tactics, habitually, and with limited effectiveness.

r� Tacticians, use rational appeal frequently, make average use of other tactics, tend to 
achieve their objectives, have high organizational power, and are usually satisfied.

Discussing what he calls ‘the science of getting what you ask for’, Robert Cialdini (2008, 
2013) identifies six principles of influence by observing the ‘compliance professionals’ who 
persuade other people for a living: salespeople, fund-raisers, advertisers, political lobbyists, cult 
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recruiters, confidence tricksters. He shows how compliance professionals exploit the socialized 
responses that we automatically make to familiar cues. Anyone can learn these techniques.

1. Reciprocity: we are more likely to comply with a request from someone who has previ-
ously given us a gift, favour, or concession.

We have a socially trained sense of obligation, to give ‘something in return’, even when 
the gift is unsolicited. Survey researchers include small payments to increase questionnaire 
response rates; restaurant staff increase tips by giving customers sweets with their bills.

2. Social proof: we are more likely to comply with a request, or to adopt a behaviour, 
which is consistent with what similar others are thinking or doing.

If other people think it is correct, then we tend to agree. If others are doing it (driving 
fast on a stretch of road), then we feel justified in doing the same. Bartenders ‘salt’ their 
jar of tips to indicate that tipping is ‘appropriate’. Church ushers use the same method, 
and evangelical preachers use ‘ringers’ who are briefed to ‘spontaneously’ come forward 
at predetermined moments during the service.

3. Commitment/consistency: we are more likely to comply with a request which leads to 
actions consistent with our previous acts and commitments.

Consistency is linked to intellect, rationality, honesty and integrity, and tends to be val-
ued. If I can get you to commit to something (meet me for coffee), then it will be easier to 
persuade you to do something else that is consistent with that prior commitment (join me 
for dinner).

4. Friendship/liking: we are more likely to comply with requests from friends, or from 
others whom we like.

Charities recruit volunteers to collect donations in their local area. Compliance pro-
fessionals as strangers, however, have to find ways to get us to like them. Attractive 
individuals are generally more persuasive, and we are more easily influenced by those 
who are similar to us in some way; opinions, background, lifestyle, personality, dress. In 
one study, a survey response rate was doubled by giving the person sending the ques-
tionnaire a name similar to that of the respondent; Bob Gregar and Cindy Johanson sent 
survey questionnaires to Robert Greer and Cynthia Johnson.

5. Scarcity: we are more likely to comply with requests that will lead to the acquisition of 
opportunities that are scarce.

Opportunities tend to be more highly valued when they are less available, and items 
that are difficult to possess are ‘better’ than items that can be easily acquired, including 
information. Customers are told that products, services, membership opportunities are in 
short supply and will not last long, or ‘offer available for one week only – hurry, buy now’.

6. Authority: we are more likely to comply with requests from those in positions of legiti-
mate authority.

Position power can be persuasive. The title ‘doctor’ often commands blind obedience 
to dangerous instructions, such as administering an unsafe level of a drug. People are 
more likely follow instructions from a security guard in uniform, and an expensive busi-
ness suit has a similar effect.

Gary Yukl (2005) reviewed numerous studies of how people influence their managers, co-work-
ers and subordinates, and assessed the effectiveness of tactics, as outlined in Tables 22.4 and 22.5.

Table 22.4: Influencing tactics – most effective

Tactic Description Examples

Rational 
persuasion

Present factual evidence and logical 
argument to support your request, 
making a challenge difficult

‘As you can see from the cost 
comparison, the second tender is 
20% lower, and completion is earlier’

Consultation Allow the target to decide how to 
implement your request

‘I need you to work 20 hours of 
overtime in the next month, but you 
decide when’

➔
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Tactic Description Examples

Inspirational 
appeal

Appeal to the target’s values, ideals 
or aspirations to elicit an emotional or 
attitudinal reaction

‘It’s not about extra hours without 
overtime pay, it’s about improving the 
health of the nation!’

Collaboration Make it easy for the target to agree to 
your request by providing resources or 
removing barriers

‘If you agree to lead the team, I’ll 
give you administrative support, and 
reallocate your other tasks’

Table 22.4: Influencing tactics – most effective (continued)

Influencing from the middle: how to win support for new ideas
Susan Ashford and James Detert (2015, p.73) argue that 
‘Organizations don’t prosper unless managers in the mid-
dle ranks identify and promote the need for change’. 
However, when it comes to sharing those ideas, middle 
managers are often discouraged by the top leadership 
style (‘if an idea was any good, we would have already 
thought of it’), and valuable opportunities are missed. 

Ashford and Detert asked middle managers to describe 
their experiences of selling three kinds of ideas: new 
products, processes or markets; improvements to existing 
products and processes; and better ways to meet employ-
ees’ needs. This helped them to identify seven influence 
tactics that middle managers use to attract senior execu-
tive attention and resources:

Tactic Base your approach on these questions

Tailor your pitch Where does my audience stand on this issue?
9hat does my audience Ƃnd most convincing or compelling!

Frame the issue How can I connect my issue to organizational priorities?
*ow can I best describe its beneƂts!
How can I link it to other issues receiving attention?
How can I highlight an opportunity for the organization?

Manage emotions How can I use my emotions to generate positive rather than negative responses?
How can I manage my audience’s emotional responses?

Get the timing right What is the best moment to be heard?
Can I ‘catch the wave’ of a trend, or tap into what’s going on in the outside world?
What is the right time in the decision-making process to raise my issue?

Source: based on Yukl (2005).

Table 22.5: Influencing tactics – least effective

Tactic Description Examples

Pressure Make strident verbal statements and 
regularly remind the target of your 
request

‘As I said yesterday, it’s vital that your 
presentation tomorrow is of the highest 
standard’

Coalitions Mobilize others to support you, and 
thereby strengthen your request 

‘Claire and Peter are also affected, and 
that’s why we would like you to change, 
too’

Upward 
appeals

Seek assistance from someone senior 
to your target, either through the 
use of their authority or as mediator 

‘Since I can’t persuade you, let’s meet 
with our boss to see what they think 
about this’

Legitimating Base a request on your own 
authority, organization rules, or the 
express/implied support of superiors

‘As project leader, I’m asking you to 
postpone your holiday until the job is 
done, which is company policy’

Source: based on Yukl (2005).

➔
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Ashford and Detert offer three other pieces of advice to 
middle managers. First, choose your audience; your immedi-
ate boss may not be the best place to start to promote your 

idea. Second, use several of these tactics rather than just 
one or two; they are more powerful in combination. Finally, 
choose your battles; some ideas can just be too difficult to sell.

Tactic Base your approach on these questions

Involve others Which allies from my network can help me sell my issue?
Who are my potential blockers, and how can I persuade them to support me?
Who are my fence-sitters, and how can I convince them that my issue matters?

Adhere to norms Should I use a formal, public approach, or an informal casual one, or a combination?

Suggest solutions Am I suggesting a viable solution? If not, am I proposing a way to discover one, 
instead of just highlighting the problem?

We tend to respond to influence attempts in one of three main ways: acceptance, com-
pliance or resistance. Acceptance means agreement to the request which will be carried 
out enthusiastically, with commitment, and with a high probability that it will be fulfilled 
successfully. In this case, the target’s behaviour and attitude both change. Compliance 
involves reluctance to do what the influencer is asking. The response is apathetic and unen-
thusiastic, involving minimal effort, and further prodding may be required in order to meet 
minimum requirements. In this case, the target’s behaviour changes, but not their attitude. 
Resistance involves rejection of the request, with steps to avoid having to do this, such as 
excuses, or a direct refusal. In other words, neither behaviour nor attitude change in this 
situation.

acceptance agreeing 
with and becoming 
committed to an 
influencing request 
both attitudinally and 
behaviourally.

Compliance reluctant, 
superficial, public and 
transitory change in 
behaviour in response 
to an influencing 
request, which is 
not accompanied by 
attitudinal change. StoP and think

Think of a situation, at home, school, university, or work, when 
someone tried to influence you. Did your response involve 
acceptance, compliance, or resistance?

Organization politics and political skill

Age and treachery
Bill Bratton is an American police chief known for his 
achievements in ‘turning around’ failing or problem 
forces.

‘In 1980, at age 34 one of the youngest lieutenants 
in Boston’s police department, he had proudly put up 
a plaque in his office that said: Youth and skill will win 
out every time over age and treachery. Within just a few 
months, having been shunted into a dead-end position 

due to a mixture of office politics and his own brashness, 
Bratton took the sign down. He never again forgot the 
importance of understanding the plotting, intrigue, and 
politics involved in pushing through change.’ The advice 
is: know who the key players are, understand how they 
play the politics game; know their attitudes and positions 
in relation to change proposals (Kim and Mauborgne, 
2003, p.68).

Organization politics is a topic that is generally regarded as unsavoury and damaging, 
associated with back-stabbing and dirty tricks. ‘Machiavellian’ is an insult, not a compli-
ment. Henry Mintzberg’s (1983, p.172) definition is a popular one: he emphasizes the 
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parochial, divisive and illegitimate nature of these behaviours. This is one source of the 
negative perception of politics; how could anyone be advised to use tactics such as these? 
However, research has also revealed the positive, constructive, ‘pro-social’ uses of politi-
cal tactics, which can be used to pursue organizational as well as individual goals. This 
involves the exercise of political skill.

Gerald Ferris et al. (2000) argue that political skill (‘savvy and street smarts’) has four 
dimensions. Social astuteness involves understanding the behaviour and motives of others. 
Interpersonal influence is the ability to influence others in a compelling way. Networking 
ability involves building relationships across and outside the organization. Apparent sincer-
ity means being seen as forthright, open, honest and genuine. This model is summarized in 
Table 22.6 (Ferris et al., 2005, 2007; Brouer et al., 2006).

Resistance (in 
influencing) rejecting 
an influencing request 
by means of a direct 
refusal, making 
excuses, stalling, or 
making an argument 
against, indicating 
neither behavioural nor 
attitudinal change.

organization politics 
using an understanding 
of others at work to 
influence them to act 
in ways that enhance 
one’s personal and/
or organizational 
objectives.

Political skill an 
interpersonal style 
that combines social 
astuteness with the 
ability to relate well, 
and to demonstrate 
situationally appropriate 
behaviour in a 
disarmingly charming 
and engaging manner 
that inspires confidence, 
trust, sincerity, and 
genuineness.

Table 22.6: Dimensions of political skill

Dimension Definition Sample inventory items

Social astuteness Attuned observers and good 
interpreters of behaviour, self-
aware, sensitive to others, clever

I understand people very well
I pay close attention to people’s 
facial expressions

Interpersonal 
influence

Subtle and convincing style, 
calibrate actions to the situation, to 
the ‘target’, be flexible

I am able to make most people feel 
comfortable and at ease around me
I am good at getting people to like me

Networking 
ability

Adept at using networks, develop 
friendships and build alliances 
easily, skilled in negotiation and 
conflict resolution

I spend a lot of time and effort at 
work networking with others
At work, I know a lot of important 
people and am well connected

Apparent 
sincerity

Appear honest and open, and 
to have integrity, authenticity, 
sincerity, genuineness, no ulterior 
motives

It is important that people believe I 
am sincere in what I say and do
I try to show a genuine interest in 
other people

Studies using university staff and students as participants produced the following 
conclusions:

r� Political skill correlates with measures of self-monitoring and emotional intelligence.

r� Those who score high on political skill show less anxiety, and are less likely to perceive 
stressful events as threatening.

r� Political skill is not correlated with general intelligence.

r� Political skill predicts job performance and subordinate evaluations of leadership ability.

r� The dimension of political skill related most strongly to performance rating is social astuteness.

The wider research evidence confirms that political skill can contribute to individual per-
formance, leadership effectiveness, career success and the ability to cope with workplace 
stress. The outcomes, however, depend on the organizational context, and on how political 
tactics are used (Kimura, 2015).

Describing those who are highly skilled in politics, Ferris et al. (2005, p.128) observe that:

Politically skilled individuals convey a sense of personal security and calm self-confi-
dence that attracts others and gives them a feeling of comfort. This self-confidence never 
goes too far so as to be perceived as arrogance but is always properly measured to be a 
positive attribute. Therefore, although self-confident, those high in political skill are not 
self-absorbed (although they are self-aware) because their focus is outward toward oth-
ers, not inward and self-centred. We suggest that people high in political skill not only 
know precisely what to do in different social situations at work but how to do it in a 
manner that disguises any ulterior, self-serving motives and appears to be sincere.

Gerald R. Ferris 
(b.1951)
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Table 22.7: Political tactics

Image  
building

9e all Mnow people who didnot get the Lob because they didnot looM the part s 
appearance is a credibility issue: support for the right causes; adherence to 
group norms; self-confident manner

Information 
games

Withholding information; bending the truth; white lies; timed release of 
information; overwhelming others with complex technical details

Structure  
games

Creating new roles, teams and departments, abolishing old ones, in order to 
promote supporters and sideline adversaries, and to signal new priorities

Scapegoating Ensure that someone else is blamed, that this is the fault of another department, 
or external factors, or my predecessor, or trading conditions, or a particular 
individual; avoid personal blame

Alliances Doing secret deals with influential others to form a critical mass, a coalition, to 
win support for and to progress your proposals

Networking Friends in high places; ‘wine and dine’ them to get your initiatives onto the 
senior management agenda; improve your visibility; gather information

Compromise Give in, all right, you win this time, I won’t put up a fight and embarrass you in 
public – if you will back me next time

Rule games Refuse requests because they have not followed correct procedures or are 
contrary to company policy; accept similar requests from allies on the grounds of 
‘special circumstances’

Positioning Choose and move to roles that make you visible and appear successful; 
withdraw from failing projects; locate yourself appropriately in the building; sit 
in the ‘right’ place at meetings

Issue selling Package, present and promote your plans and ideas in ways that make them 
more appealing to your target audiences

Dirty tricks Keep dirt files for blackmail; spy on others; discredit and undermine competitors; 
spreading false rumours; corridor whispers

The main categories of political tactics are summarized in Table 22.7 (Buchanan and 
Badham, 2008). But why does political behaviour arise in the first place? Jean-Francois 
Chanlat (1977) identified four sets of factors driving political behaviour: personal, deci-
sional, structural and organizational change.

StoP and think

What is your attitude towards organization politics and political skill? Are these 
behaviours unethical, and to be avoided? Is a degree of political skill a requirement for 
success in your chosen career?

Personal drivers
Organizations hire people who have ambition, drive, creativity and ideas of their own. 
Thus recruitment, appraisal, training and promotion policies all directly encourage political 
behaviour. For example, staff selection methods seek to identify candidates who possess 
the personality traits related to a willingness to use power and engage in political behav-
iour. These traits include the need for power, Machiavellianism, internal locus of control and 
risk-seeking propensity.
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Need for power

David McClelland (1961) developed the theory that three types of need in particular are 
culturally acquired, or learned. These are the need for power (nPow), the need for achieve-
ment (nAch), and the need for affiliation (nAff). Some of us have a strong need to influence 
and lead others, and are thus more likely to engage in political behaviour. Since a desire to 
control others and events, and to have an impact on what is going on, is often associated 
with effective management, it is not surprising that selectors look for this trait in candidates 
for managerial jobs (McClelland and Boyatzis, 1982).

McClelland et al. (1976) distinguish between ‘institutional managers’ and ‘personal 
power managers’. The latter seek personal gain at the expense of others and ‘are not 
disciplined enough to be good institution builders’ (McClelland and Burnham, 1995, 
p.130):

[They] exercise their power impulsively. They are more often rude to other people, they 
drink too much, they try to exploit others sexually, and they collect symbols of personal 
prestige such as fancy cars or big offices.

Institutional managers, in contrast, combine power motivation with self-control, and 
represent ‘the socialized face of power’ (McClelland and Burnham, 1995, p.129):

[T]he good manager’s power motivation is not oriented towards personal aggrandize-
ment but toward the institution that he or she serves. [They] are more institution minded; 
they tend to get elected to more offices, to control their drinking, and have a desire to 
serve others’

Good ‘institutional’ managers have the following profile:

r� they feel responsible for developing the organizations to which they belong;

r� they believe in the importance of centralized authority;

r� they enjoy the discipline of work, and getting things done in an orderly way;

r� they are willing to sacrifice self-interest for organizational welfare;

r� they have a keen sense of justice, concerning reward for hard effort.

In other words, good managers use power in the interests of the organization, 
rather than in pursuit of self-interest. The use of power can therefore be acceptable, 
as long as it is subject to discipline, control and inhibition. However, this viewpoint 
argues that institution building and personal career enhancement can be pursued at 
the same time.

Machiavellianism

Machiavellianism is another trait which those who tend to engage in organization politics 
are likely to possess. Niccolo Machiavelli was a sixteenth century Florentine philosopher 
and statesman who wrote a set of guidelines for rulers (princes in particular) to use in order 
to secure and hold on to power. These were published in The Prince, and suggested that the 
primary method for achieving power was the manipulation of others (Machiavelli, 1514). 
Since then, Machiavelli’s name has come to be associated with opportunism and deceit in 
interpersonal relations.

Richard Christie and Florence Geis (1970) produced a famous study of Machiavellian 
personality characteristics. Those who score highly on their Machiavellian test – ‘High 
Machs’ – tend to agree with statements such as:

r� The best way to handle people is to tell them what they want to hear.

r� Anyone who completely trusts anyone else is asking for trouble.

r� Never tell anyone the real reason you did something unless it is useful to do so.

need for power 
(nPow) the desire to 
make an impact on 
others, change people 
or events, and make a 
difference in life.

Machiavellianism 
a personality trait or 
style of behaviour 
towards others which 
is characterized by (1) 
the use of guile and 
deceit in interpersonal 
relations; (2) a cynical 
view of the nature of 
other people; and (3) 
a lack of concern with 
conventional morality.

Niccolò Machiavelli 
(1469–1527)
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‘Low Machs’ tend to disagree with those statements. High Machs prefer to be feared than 
to be liked. They manipulate others using their persuasive skills. They initiate and control 
interactions, are prepared to use deceit, engage in ethically questionable behaviour, and 
believe that the means justifies the desired end.

Internal locus of control

A third trait that encourages political behaviour is an individual’s locus of control. Some 
people believe that what happens to them in life is under their own control; they have an 
internal locus of control. Others believe that their life situation is under the control of fate 
or other people; they are described as having an external locus of control (Rotter, 1966). 
It is the ‘internals’, who believe that they control what happens to them, who tend to use 
more political behaviour than ‘externals’. Internals are more likely to expect that their polit-
ical tactics will be effective, and are also less likely to be influenced by others.

Locus of control an 
individual’s generalized 
belief about internal 
(self-control) versus 
external control (control 
by the situation or by 
others).

Political blunders
As suggested earlier, to develop a career, you need 
political skill, or ‘savvy and street smarts’. Andrew DuBrin 
(2016) identifies the serious political blunders which can 
damage your reputation and career, and the mistakes 
which cause embarrassment:

Career-damaging blunders
1. Humiliating others in public (praise in public, criticize 

in private)

2. Violating the organization’s code of ethics and stand-
ards of conduct

3. Uncontrolled greed, even if large sums of money are 
obtained legally

4. Sending negative messages through corporate emails, 
websites, and social media

5. Bypassing the boss

6. Showing hostility and seeking revenge in an exit 
interview

7. Being indiscreet in one’s private life

8. Conducting an improper office romance

Embarrassing blunders
 1. Being politically incorrect

 2. Displaying impatience for promotion

 3.  Gossiping about taboo subjects and sharing too 
much personal information

 4.  Attacking the organization’s values and cherished 
 customs – its ‘sacred cows’

 5. Refusing to take holidays

 6. Showing insensitivity to cross-cultural differences

 7. Rejecting business social invitations

 8. Wearing sexually provocative clothes

 9. Inappropriately consuming alcohol

10. Being insensitive to public opinion

DuBrin argues that you should avoid these political 
blunders. What do you think?

Risk-seeking propensity

A final personality trait that can determine whether a person engages in political behaviour 
is their risk-seeking propensity. Engaging in political behaviour is risky, and there are 
negative as well as positive outcomes for those who do it. They could be demoted, passed 
over for promotion, or given low performance assessments. Some people are naturally risk 
averse, while others are risk seekers (Madison et al., 1980; Sitkin and Pablo, 1992). Risk 
seekers are more willing to engage in political behaviour. For those who are risk averse, the 
negative consequences of a failed influencing attempt outweigh the possible benefits of a 
successful outcome.

The need for power, Machiavellianism, internal locus of control and risk-seeking pro-
pensity – these personality characteristics are associated with a strong desire for career 

Risk-seeking 
propensity an 
individual’s willingness 
to choose options that 
involve risk.

M22_BUCH2881_09_SE_C22.indd   755 07/27/16   10:12 AM



756 Chapter 22 Power and politics

advancement. All organizations have a proportion of ambitious individuals who compete 
with each other, arguing and lobbying for their ideas, innovations and projects. However, 
traditional organizational structures are hierarchical, and there are fewer positions available 
at each higher level. Those who are ambitious, therefore, are in constant competition to 
secure those scarce senior posts.

Decisional drivers
The extent to which politics enters the decision-making process depends on the type of 
decisions. Decisions vary; some are structured, and others are unstructured. Structured 
decisions are programmable, and can be resolved using clear decision rules. Routine deci-
sions, such as how much stock to order, are structured. Normally, if a decision is structured 
or programmed, and if there is no opposition to what a manager wants to do, then it will be 
less necessary to use politics.

The problem is, the number of management decisions that can be based simply on infor-
mation, calculation and logic is small. Unstructured decisions also depend on judgement, 
experience, intuition, preference, values and ‘gut feel’. Unstructured or unprogrammable 
decisions are more common, and virtually all senior management decisions are unstruc-
tured to some degree. Examples include:

r� Should we maximize short-term profitability, or develop our medium-term market share 
instead?

r� Should we develop our human resource management function, or outsource this to a 
specialist management services organization?

r� Should we develop our technical expertise in that sector, or buy another company that 
already possesses this capability?

Home viewing
The film Contact (1997, director Robert Zemeckis) is 
about Dr Eleanor (Ellie) Arroway (played by Jodie Foster). 
It recounts humankind’s first contact with aliens. The task 
of searching for extraterrestrial life is fraught with per-
sonal, scientific, economic, political and ethical uncertain-
ties. While she may be an excellent scientist, Ellie is not 
a good organizational politician. As you watch the film, 

answer the following questions. What organizational 
political mistakes does Ellie make? What political skills 
does Dr David Drumlin display? What mistakes does Ellie 
make in the President’s advisory committee meeting? 
What tactics does Drumlin use to maintain his controlling 
position? What advice would you give Ellie if she wanted 
to become a more effective organizational politician?

With unstructured decisions, one can expect different managers with their own experi-
ences, opinions, values and preferences, to disagree. This debate is natural and valuable. 
Put another way, ‘When two people always agree, one of them is unnecessary’ (Pfeffer 
and Sutton, 2006, p.31). Since information, calculation and logic cannot help to reach an 
unstructured decision, what strategies are left? In these kinds of situations, those involved 
are more likely to use political tactics to gain the support of others, and to deflect resistance 
when necessary, in order to ensure that their preferred course of action is endorsed.

In other words, political behaviour is a direct consequence of the fact that there are 
more unstructured decisions around than structured ones, particularly at higher levels of an 
organization, where such decisions tend to be made most often.

Structural drivers
Organization structures tend to be based on departments or functions, which compete with 
each other: purchasing, production, marketing, sales, finance, human resources. These dif-
ferent functions have their own goals, priorities and perspectives: sales wants to maximize 
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revenue, and finance wants to minimize costs. In addition, these functions are interdepend-
ent – they have to work together. This combination of factors can produce conflict, which 
results in the use of political tactics when the issues are important, resources are scarce, 
and power is distributed unevenly across the organization. In other words, political behav-
iour is an almost inevitable consequence of the way in which organizations are structured.

Organizational change drivers
Organizational change – especially major or strategic change (Chapter 19) – creates more 
unstructured decisions, particularly with regard to the direction and purpose of change, and 
also how the goals of change should best be achieved. The scope for political behaviour 
during periods of major change is therefore high. Change also generates uncertainty, and 
those who have the appropriate political knowledge and skill can exploit that uncertainty 
to their advantage, to influence decisions in their preferred direction, and to position them-
selves favourably in the new structure.

The Gang of Four: middle versus senior management
Ole Hope (2010) examines how middle managers ‘rede-
fined’ senior management plans for change in the claims 
handling division of a Nordic insurance company. The 
claims handling process was time-consuming and costly, 
and was difficult for customers to use. Middle manage-
ment, however, did not agree with senior management 
plans, and a back-office management team, who called 
themselves ‘The Gang of Four’, decided to implement 
their own proposals instead. The ‘micro practices’ that 
they used in order to influence the change outcomes 
included:

r� disobeying management decisions about project 
representation;

r� handpicking loyal and skilled people to fill project 
roles;

r� taking control over the subproject staffing;

r� controlling information gathering by deciding what 
questions were to be asked;

r� producing a memo supporting their own position and 
aims;

r� holding back information, and distributing informa-
tion selectively;

r� questioning the expertise of the external consultants;

r� taking advantage of the new division head and his 
lack of direct local experience;

r� rejecting unfavourable decisions and insisting on a 
‘replay’ to reach different outcomes.

Middle management were thus able to implement 
their more effective proposals.

These four sets of drivers – personal, decisional, structural and organizational change – 
present a powerful combination. Political behaviour in organizational settings is a naturally 
occurring phenomenon, and is highly resistant to management attempts to stifle or eradi-
cate it.

Is it different for women?
Carly Fiorina was the first female chief executive of a Fortune 20 company, Hewlett-Pack-
ard. In her autobiography, she says that ‘Life isn’t always fair, and is different for men than 
for women’ (Fiorina, 2006, p.70). Women suffer from sex role stereotyping that associates 
management with masculinity: ‘think manager – think male’; and women’s abilities are 
consequently underestimated.

Women are as likely to experience and to use organization politics as are men. How-
ever, there appear to be subtle differences between the sexes. Table 22.8 summarizes the 
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evidence contrasting traditional female and male stereotypes with regard to attitudes to 
organization politics. This is the source of the cliché that ‘men are bad but bold, and women 
are wonderful but weak’. These are predispositions, broad patterns and general tendencies, 
and must be treated with caution. Differences between the sexes must not be confused with 
individual differences. In addition, Buchanan and Badham (2008) emphasize that much of 
the research evidence is dated. Social norms and attitudes change rapidly, and these stereo-
types may no longer apply in today’s organizations.

Not till the lady leaves
Carly Fiorina (2006) tells the following story about her 
early career.

You’ve just graduated from the company manage-
ment development programme for ‘high flying’ univer-
sity graduates, and you’ve been assigned to your first 
role, as a sales team member, in a successful division 
which provides government communications services. 
Your boss is not welcoming, and gives you a stack of 
paperwork which you are still reading at the end of the 
week. Talking to your new colleagues, you discover that 
your boss is having an affair with a colleague in another 
department, so he doesn’t have much time for you. 
Marie, the only other woman on the team, is prepared 
to offer advice. David manages one of the team’s larg-
est clients, servicing a large national communications 
network. You are assigned to ‘co-manage’ this client 
with him. David thinks this is a bad idea. Two of the cli-
ent’s regional (male) managers, who decide on major 

purchases, are planning a visit. You ask if you can join 
them, and David agrees. However, the day before the 
meeting, David explains that you will not be able to 
join them after all, because the clients have specifically 
requested that they meet at their ‘favourite restaurant’. 
You are confused, until Marie explains that this is a strip 
club, with table dancing during dinner. You know when 
and where they are meeting, and you are embarrassed 
and anxious.

Your options are:

1. This is just one meeting. It doesn’t matter. Don’t go.

2. Express outrage and insist that they hold the meeting 
somewhere else.

3. Tell David that you’re coming anyway and that you’ll 
meet them there.

Which option would you choose, and why? Fiorina’s 
answer is at the end of the chapter.

The evidence suggests, however, that women may not use political tactics to the same 
degree, or in the same manner, as men. This may be one explanation for the lack of women 
in senior management roles. Women have been shown to be less successful in acquiring 
organizational power (Mann, 1995), and are more likely to suffer ‘political skill deficiency’ 
(Perrewé and Nelson, 2004). As political skill is more important at senior levels, women 
can struggle in the competition to secure top jobs, or struggle once they are in those posi-
tions. It is possible that women lack confidence and perceived competence in their ability to 
play organization politics (Arroba and James, 1998).

Table 22.8: Traditional gender stereotypes in approach to organization politics

Wonderful but weak female stereotype Bad but bold male stereotype

Politically innocent, naive Politically aware, skilled

Organizational power is difficult to acquire Organizational power is readily acquired

Use passive or ‘soft’ influence tactics such as 
coalition forming

Use aggressive or ‘hard’ influence tactics such as 
threats and assertiveness

Use formal systems to get information Use informal systems to get information

Uncomfortable with self-promoting behaviour Self-promotion taken for granted

Career depends on doing a good job Career depends on self-promotion
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Reviewing the evidence on influence tactics, Ferris et al. (2002, p.103) found that:

r� women tend to use fewer influence tactics than men;

r� the tactics most used by women tend to be consistent with female stereotypes;

r� organizational norms reward those who use traditional ‘masculine’ influence tactics;

r� women who use ‘male’ tactics may attract organizational rewards (promotion, pay rises) 
but may receive less social support from colleagues.

Studies by Singh et al. (2002) into the use of impression management tactics (Chapter 7) 
found that networking, ingratiation and self-promotion were used more often by men than 
by women. The differences between male and female managers were greater at junior lev-
els. Those female managers who used impression management techniques reported that 
they had begun to do this after noticing that men with equivalent experience and qualifica-
tions were being preferred for promotion.

Source: www.joyoftech.com

There are individual, social and structural explanations for the apparent differences in 
the ways in which women and men approach organization politics.

Individual explanations
Personality

Variations in attitudes and behaviours may be attributable to innate personality traits and 
predispositions. Some psychologists argue that these are genetically acquired, while others 
believe that socialization, in the form of upbringing and cultural norms, has a major impact 
on personality (Chapter 6). Research has suggested that women are socialized to be more 
passive and accommodating than men. For example, Barbara Tannen (1995) argues that boys 
and girls acquire different linguistic and relational styles in childhood (boys are expected to be 
more competitive), which subsequently influence their working styles and career prospects.

Awareness

Women may not be aware of, or prefer to deny, the role of organization politics. Sandy 
Mann (1995) argues that women can be politically naive, adopting ‘innocent’ behaviours 
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at work, putting their faith in rationality and fairness. They believe that they can mobilize 
the resources that they need through formal channels, and secure promotion by working 
hard without the need to influence others. From this standpoint, politics interferes with the 
process of getting the job done, and those who think this way are less likely to use informal 
relationships, friends or favours in order to achieve their goals.

Preference

Singh et al. (2002) found that, despite apparent gender differences, women understood as 
well as men the need to ‘read’ the organization and ‘play the game’ in order to become 
more visible and increase their promotion chances. However, women reported that they 
were uncomfortable in having to behave in a self-promoting manner, and that network-
ing was not a natural female behaviour. Women in that study thus knew ‘the rules of the 
game’, but some deliberately chose not to play.

Authenticity

Women who seek or acquire a senior management position have the option of employ-
ing the ‘take charge’, ‘dominant male’ leadership stereotype. Alice Eagly (2005) noted that 
women who moderated their display of femininity, and who modelled confident, authorita-
tive, masculine behaviours, were more likely to feel that they were inauthentic, unnatural 
and play-acting.

Motivation

A study of General Electric’s 135,000 professional workers found that voluntary turnover 
among female staff was 8 per cent compared to 6.5 per cent among men. Also, 26 per cent 
of professional women who were not yet in senior posts said that they did not want those 
jobs. Of the 108 women who had appeared in the Fortune 500 lists of the most powerful 
women, at least 20 had left their prestige positions, most of them by their own choice. That 
study also found that women did not greet promotions to senior roles eagerly. Some did 
not actively seek promotion; some declined promotion outright; others replied to the invita-
tion with the question, ‘Are you sure?’ The American politician Hillary Clinton suggested 
that many women pushed less strongly for promotion than men, not because they lacked 
ambition, but because they did not hang their egos on the next rung of the corporate ladder 
(Sellers, 2003).

Joanna Barsh and Lareina Yee (2011, p.4) found that women often turn down promotion 
in order to stay in a role that they find motivating, from which they derive a sense of mean-
ing, and to avoid the ‘energy-draining meetings and corporate politics at the next echelon’.

Social explanations
Women can copy the male leadership stereotype: aggressive, competitive, intense. It 
appears that certain behaviours are seen as being reserved for men, and that ‘tough female 
managers are often labelled with epithets such as battle axe, dragon lady, bitch and bully 
broad’:

If a leadership role requires a highly authoritative or competitive behaviour that is per-
ceived as masculine, the mere fact that a woman occupies the role can yield disapproval . . .  
[T]he more confidently a woman conveys those values, the less effective she may become 
because of her challenge to traditional gender norms and her overturning of the expected 
gender hierarchy. (Eagly, 2005, p.464)

Alice Eagly and Linda Carli (2007) suggest that women need to develop their ‘social 
capital’, by building a network of professional colleagues. Women tend not to invest time in 
networking due to family responsibilities, and because they may not see this as important. 
Networking, however, is an important political skill. We each have our own network of 

M22_BUCH2881_09_SE_C22.indd   760 07/27/16   10:12 AM



 Is it different for women? 761

relationships based on a variety of social, leisure and work settings. Used effectively, these 
relationships can help us to find better jobs, and get promoted. Other people can also be a 
source of new ideas, and they can in turn pick up ideas from us. However, research by Her-
minia Ibarra (2015) shows that women and men build and use their networks in different 
ways. More importantly, women’s approach to networking often puts them at a disadvan-
tage in terms of influence and promotion.

Climbing the career ladder
Adrian Furnham (2015) argues that networking is key to 
career success:

Do serious networking. You need a map of who’s who; 
who holds power and influence; and who will be must 
useful to you. Job titles are poor indicators. Start map-
ping your environment; it is called social network anal-
ysis but all you need is a good eye and ear. 7se those 

‘elevator’ and ‘water cooler’ moments to introduce 
yourself. Build relationships by finding out what you 
have in common with people and how you might be 
able to help them. Accept all social invitations.

The title of Keith Ferrazzi’s (2014) guide to develop-
ing networking skills is Never Eat Alone, reinforcing that 
point about social invitations.

Ibarra found that men tend to develop networks in which the people that they 
approach for work-related conversation and advice are those with whom they socialize 
outside work. Women, in contrast, have what Ibarra calls ‘functionally differentiated’ 
networks, with separate work-related and social groups. Men, whose work and social 
networks overlap, have more opportunities to share information and to develop influ-
ence. Ibarra puts it this way: ‘They have more clout’. With their differentiated networks, 
women have less access to information, and are thus less influential. The research by 
Boris Groysberg and Deborah Bell (2013; see Chapter 18) confirms that women in senior 
positions are prevented from developing influence because they are not members of the 
informal male networks where significant issues are discussed: on the golf course, at 
private dinners.

Women are thus advised to be more calculating with regard to the friendships and rela-
tionships that they nurture. This means developing work-related networks that deliber-
ately include people who can help them to achieve their goals, and who they may be able 
to help in return. Learning how to play golf is not essential, but may be useful in some 
circumstances.

Structural explanations
Work experience

Women can be rendered ‘structurally powerless’ by being limited to routine, low-pro-
file jobs, and by having restricted access to line management roles early in their careers. 
Women face discrimination in what are often secretive promotion decisions, in organiza-
tions that are typically characterized by ‘old boys’ networks’ and unequal power distribu-
tion (Oakley, 2000).

A male-dominated organization culture encourages long working hours. Men and women 
may have to choose between family responsibilities on the one hand, and attending break-
fast meetings and evening drinks, on the other. Social expectations mean that this is often a 
more difficult decision for women, who are also faced with negative institutional mindsets: 
‘everybody “knows” you can’t put a woman in that job’. The ‘always on 24/7 executive 
lifestyle with travel’ is the ultimate barrier, disrupting work–life balance. Barsh and Yee 
(2011) found that increasing numbers of men disliked this, too.
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You can’t be a good girl and get on
Exploring why there are so few women in senior positions 
in business and politics, Eleanor Mills (2011) observes that:

Men are good at helping each other through informal 
networks (drawing on them for contacts, advice, jobs 
etc.), while women, even successful ones, often lack 
such support. They need it if they are to match their 
numbers and talent with their achievement. […] While 
men push themselves forward, women who are just 
as qualified hang back. Over and over again I heard 
women say how they had assumed – erroneously – 
that by being quietly excellent at their job, hitting their 
targets, working away in their bunker, they would be 
recognized and succeed.

How do women break through into the male world 
of power. At one conference I chaired a panel of suc-
cessful women who had done just that. What, I asked, 
were the ‘hinge moments’ when, against the odds, 
they had moved onwards and upwards. The answer 
was simple: courage.

The stories they told were all about being brave, 
even when they were terrified and quaking inside. 
One super-tough former City trader described how her 
working life became impossible because she was not 
invited to a crucial morning meeting. She fretted and 
dithered and thought about quitting but then, feel-
ing so terrified she thought she might vomit, she just 
turned up at the meeting without being asked. No one 
said anything, so from then on she attended every one.

A woman must be bold and brazen; she must hus-
tle, use humour, blow her own trumpet and know her 
own value if she is to succeed. […] Yet these qualities 
are the antithesis of those associated with being a 
‘good girl’ – to most women they don’t come natu-
rally. Until we throw off the shackles of being good 
girls and awaiting our turn, modestly playing by the 
rules and hoping to be asked and recognized, women 
will continue to languish in business and politics.

© Mills, News International Trading Ltd,  
27 November 2011

There are several explanations for women’s apparent reluctance to use organization poli-
tics. This reluctance may in turn help to explain why there are so few women in senior 
management roles.

RECaP

1. Appreciate the importance of power and politics 
in organizations.

r� Organizations seem to be experiencing more 
change, uncertainty, ambiguity and discontinuity, 
creating a context that makes political skill more 
important.

2. Compare and contrast different perspectives on 
power.

r� Power can be considered from the ‘power-as-
property’, a ‘faces of power’, and a ‘disciplinary 
power’ viewpoint.

r� The power-as-property viewpoint regards power 
as a characteristic of individuals, of relationships, 
and of the structures of society and organizations.

r� The faces of power viewpoint regards power as 
overt and observable, as covert and unobservable, 
and as internalized by employees.

r� Disciplinary power reduces employees’ ability to dis-
sent by creating and managing meanings for them.

3. Distinguish different bases of power.

r� The five bases of power are reward, coercion, ref-
erent, legitimate and expert.

4. Identify organizational factors which enhance 
the power of departments.

r� Factors enhancing the power of departments in 
organizations include dependency-creation, finan-
cial resources, centrality, non-substitutability and 
uncertainty reduction.

5. Differentiate between influencing tactics and 
political tactics.

r� Influencing tactics include assertiveness, ingratia-
tion, rational appeal, sanctions, exchange, upward 
appeal, blocking and coalition.
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r� Influencing responses include engagement, com-
pliance and resistance.

r� Political tactics include image building, information 
games, structure games, scapegoating, alliances, 
networking, compromise, rule games, positioning, 
issue selling and ‘dirty tricks.

6. Identify the characteristics of individuals most 
likely to engage in political behaviour.

r� Persons most likely to engage in political behav-
iour have a high need for power (nPow), a high 
Machiavellian score, an internal locus of control 
and risk-seeking propensity.

7. Explain how women use and are affected by 
organizational politics.

r� Sex role stereotyping associates management with 
masculinity, leading to a systematic underestima-
tion of women’s abilities.

r� Women appear to use power, influencing and 
impression management tactics differently from 
men; women tend to be less comfortable with 
self-promotion tactics which men use routinely.

r� Women can find it difficult to develop influence 
due to individual, social and structural factors; 
women often do not develop useful professional 
networks in the way that men do.

1. How can someone low in the organizational hierarchy obtain more power?

2. Identify the costs and benefits to an organization of its members engaging in political 
behaviour.

3. ‘Power is most potent when it appears to be absent.’ What does this statement mean? 
Do you agree with it? Give reasons and examples to support your view.

4. What steps can women take in order to strengthen their organizational power and 
influence?

Revision

Research 
assignment

Interview three managers from the same or different organizations, ideally at junior, 
middle and senior manager levels. First, ask each one to give you a specific example of 
‘workplace politics in action’. Second, make three copies of the scoresheet from Chap-
ter exercise 2 below. Third, ask each manager to rank each type of decision according 
to the extent that they believe politics affected the outcome (1 = most political; 11 = 
least political). They should enter their ranking in column three. Finally, ask them what 
makes a decision ‘political’ in their organization.

Springboard

David A. Buchanan and Richard Badham (2008) Power, Politics and Organizational Change 
(2nd edn). London: Sage Publications. Considers the constructive use of power and politi-
cal tactics in organizations.

Louis P. Frankel (2004) Nice Girls Don’t Get The Corner Office: Unconscious Mistakes 
Women Make That Sabotage Their Careers. New York: Warner Business Books. This is 
about ‘playing the game’, and the kinds of mistakes that women make which slow their 
promotion. Frankel also argues that ‘If you don’t play, you can’t win’.

Steve Martin, Noah Goldstein and Robert Cialdini (2015) The Small Big: Small Changes that 
Spark Big Influence. London: Profile Books. Argues that small changes in influence tactics can 
make major differences. The UK Behavioural Insights Team have used this ‘nudge’ approach 
to persuade people to pay their taxes before the deadline (Halpern and Service, 2015).

Jeffrey Pfeffer (2010) Power: Why Some People Have It – and Other’s Don’t. New York and 
London: Harper Business. An honest practical exploration of the skills involved in acquiring, 
holding on to, and using power to progress one’s career – getting noticed by the right people, 
building networks, overcoming opposition, and building a reputation for getting things done.
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OB cinema
Dirty Rotten Scoundrels (1988, director Frank Oz). DVD track 2, 0:07:42–0:10:55 (4 minutes). Freddy 
Benson (played by Steve Martin) is a conman working on the French Riviera. This clip begins with 
a shot of Zurich railway station platform and ends with Benson’s ‘Thank you’. Benson persuades a 
woman on a train, a complete stranger, to buy him a meal. How does he achieve this?

1. What impression management techniques does he use?

2. What influencing tactics does he employ?

OB on the web
Search YouTube for ‘Robert Cialdini, The 6 Principles of Influence’, which we discussed earlier in 
this chapter. Watch him explain his six influencing techniques in person. Cialdini argues that these 
techniques are ethically acceptable, when they are a natural part of the influence situation. However, 
these techniques can be abused when conditions surrounding their use are fabricated to suit the 
influencer’s purpose. In what kinds of situations do you think the use of these influencing techniques 
is unethical and inappropriate?

Chapter exerCises

1. power in a changing environment

 Objectives 1. To introduce different types of power.

2. To explore the PESTLE change drivers in the environment which impact on the power 
of employees.

3. To understand how power in organizations is gained and lost as a result of these 
environment changes.

 Briefing 1. Form groups and nominate a spokesperson. Read the description of your organization.

2. Read each of the Five environmental change scenarios in order. For each one, decide:

(a) Which environment change driver is affecting your organization in this scenario?

(b) What types of activities are likely to increase/become more important in the com-
pany, as a result?

(c) Which five company employees’ power bases will increase most in the light of 
this changed environmental condition?

(d) Why did you select these persons?

Each scenario is separate from the others. Make any reasonable assumptions as you 
discuss the matter.

3. Each group’s spokesperson presents and justifies their conclusions to the entire class.

 Your Your medium-sized company manufactures portable, petrol-driven, electric power generators
 organization that are sold to domestic and office customers, often for use in emergencies
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Advertising expert (m)
%hief Ƃnancial offer 
f�
Operations manager (f)
Industrial engineer (m)
Product designer (m)
Public relations expert (m)
Company trainer (m)

Charted accountant (m)
General manager (m)
Marketing manager (f)
Computer programmer (f)
Industrial chemist (m)
In-house legal advisor (m)
Human resource manager (f)

Employees (m) = male; (f) = female

 Five 1.  The existing small batch production of generators will be replaced by a state-of-the-
 environmental art, automated assembly line.

 change 2. New laws about engine and factory emissions are being passed by the European 
 scenarios Parliament.

3. Sales are greatly reduced, and the industrial sector seems to be shrinking.

4. The company is planning to go international in the next year or two.

5. The Equality Commission is pressing companies to establish better male–female bal-
ance in senior posts and is threatening to ‘name-and-shame’ companies.

Adapted from J.E. Barbuto (2000) ‘Power and the  
changing environment’, Journal of Management  

Education, 24 (2): 288–96.

2. Politics in decision making

 Objectives 1. To contrast perceptions about the use of politics in decision making.

2. To predict when and where politics will be used in organizations.

3. To contrast political with rational decision making processes.

 Briefing 1. Individually, using the worksheet, rank each of the 11 organizational decisions (a to 
k) in terms of the extent to which you think politics play a part. Rank the most politi-
cal decision as ‘1’ and the least political as ‘11’. Enter your ranking in the first column 
on your worksheet – ‘Individual Ranking’.

2. Form groups of four to seven members. Rank the 11 items again, this time as a 
group. Use consensus to reach agreement (that is, listen to each person’s ideas and 
rationale before deciding). Do not vote, bargain, average or toss a coin. Base your 
decision on the logical arguments made by group members rather than your personal 
preference. Enter your rankings in the second column on the scoresheet – ‘Team 
Ranking’.

3. After all teams have finished, your instructor will read out the rankings produced by a 
survey of managers which indicates the frequency with which they believe that poli-
tics plays a part in each type of decision. As these are read out, enter them in column 
three on the scoresheet – ‘Manager Ranking’.

4. Still in your groups:

(a) Compare the individual rankings (column 1) of group members. On which deci-
sions did group members’ perceptions differ significantly? Why might that be?

(b) Compare your group ranking (column 2) with the manager ranking (column 3). 
On which decisions did group and managers’ perceptions differ significantly? 
Why might that be? ➔
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Scoresheet
To what extent do you believe politics plays a part in the decision?

1 = most political 11 = least political

Decision 1 2 3

Individual 
ranking

Team  
ranking

Manager 
ranking

a. Management promotions and transfers

b. Entry-level hiring

c. Amount of pay

d. Annual budgets

e. #llocation of facilities� eSuipment� ofƂces

f. Delegation of authority among managers

g. Interdepartmental coordination

h. 5peciƂcation of personnel policies

i. Penalties for disciplinary infractions

j. Performance appraisals

k. Grievances and complaints

5. In plenary, answer the questions as directed by your instructor:

(a) What distinguishes the most political decision items (ranked 1–4 in column 3) 
from the least political (ranked 8–11)?

(b) In what circumstances might a rational decision process be used in making a 
decision, and when would a political process be used?

(c) Research suggests that that political behaviour occurs more frequently at higher 
rather than lower levels in organizations. Why should this be so?

(d) How would you:

• apply rationality to those decisions currently possessing a large political 
element?

• politicize decisions currently made using rational processes?

(e) How would you advise a manager who felt that politics was bad for the organi-
zation and should be avoided at all costs?

Based on Gandz and Murray (1980)

Employability assessment
With regard to your future employment prospects:

1. Identify up to three issues from this chapter that you found significant.

2. Relate these to the competencies in the employability matrix.

3. Decide what actions you need to take to maintain and/or develop those competencies under each of the four 
headings of the employability matrix.
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Not till the lady leaves: the answer
Fiorina chose option 3. She wore a conservative business 
suit and carried a briefcase. At the ‘restaurant’, in order 
to reach the client group, she had to walk in front of the 
stage, where about a dozen women were performing. 
She tried to sound relaxed and knowledgeable, ignor-
ing the show, while David continued drinking and ask-
ing the women to come and dance on their table. All 
of the women who approached their table said, ‘Sorry 
gentlemen. Not till the lady leaves.’ The meeting lasted 
several hours. The client’s business was secured. Fiorina 
concludes: ‘After a few hours, having made my point,  

I left them all there. They heaved a sigh of relief, I’m sure, 
but the next day in the office, the balance of power had 
shifted perceptibly. I had shown David that I would not 
be intimidated, even if I was terrified. I truly cared about 
doing my job even when it meant working in difficult 
circumstances. Having tried to diminish me, David was 
himself diminished. He was embarrassed. And Bill [one of 
the other team members] decided that he would take me 
under his wing and help me succeed. We cannot always 
choose the hurdles we must overcome, but we can 
choose how we overcome them’ (Fiorina, 2006, p.31).
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Personal qualities
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Employability
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Glossary

Acceptance: agreeing with and becoming committed to 
an influencing request both attitudinally and behav-
iourally.

Accountability: the obligation of a subordinate to 
report back on their discharge of the duties for 
which they are responsible.

Action team: a team that executes brief performances 
that are repeated under new conditions. Its members 
are technically specialized, and need to coordinate 
their individual contributions with each other.

Activities: in Homans’ theory, the physical move-
ments, and verbal and non-verbal behaviours 
engaged in by group members.

Adaptive decisions: decisions that require human 
judgement based on clarified criteria and are made 
using basic quantitative decision tools.

Additive task: a task whose accomplishment depends 
on the sum of all group members’ efforts.

Advice team: a team created by management to pro-
vide the latter with information for its own decision 
making.

Aggregate: a collection of unrelated people who hap-
pen to be in close physical proximity for a short 
period of time.

Alienation: feelings of powerlessness, meaningless-
ness, isolation and self-estrangement engendered by 
work and organization design.

Attribution: the process by which we make sense of our 
environment through our perceptions of causality.

Authority: the right to guide or direct the actions of 
others and extract from them responses that are 
appropriate to the attainment of an organization’s 
goals.

Autonomous work group or team: a team allocated to 
a significant segment of the workflow, with discre-
tion over how their work will be carried out.

Balanced scorecard: an approach to defining organiza-
tional effectiveness using a combination of quantita-
tive and qualitative measures to assess performance.

Basic assumptions: invisible, preconscious, unspo-
ken, ‘taken-for-granted’ understandings held by 
individuals within an organization concerning 

human behaviour, the nature of reality and the 
organization’s relationship to its environment.

Behaviour modification: a technique for encourag-
ing desired behaviours and discouraging unwanted 
behaviours using operant conditioning.

Behavioural modelling: learning how to act by observ-
ing and copying the behaviour of others.

Behavioural self-management: a technique for chang-
ing one’s own behaviour by systematically manipu-
lating cues, cognitive processes and contingent 
consequences.

Behavioural theory of decision making: a perspective 
that recognizes that bounded rationality limits the 
making of optimal decisions.

Behaviourist psychology: a perspective which argues 
that what we learn are chains of muscle movements; 
mental processes are not observable, and are not 
valid issues for study.

Bias: a prejudice, predisposition or a systematic distor-
tion caused by the application of a heuristic.

Big data: information collected, often real-time, from 
sources such as internet clicks, mobile transactions, 
user-generated content, social media, sensor net-
works, sales queries, purchases.

Big Five: consistent trait clusters that capture the main 
dimensions of personality; Openness, Conscientious-
ness, Extraversion, Agreeableness and Neuroticism.

Boreout: boredom, demotivation, and lack of energy 
and enthusiasm caused by uninteresting, unchal-
lenging and monotonous work.

Boundaryless organization: one possessing permeable 
internal and external boundaries which give it flexibil-
ity and thus the ability to respond to change rapidly.

Bounded rationality: a theory which says that individ-
uals make decisions by constructing simplified mod-
els that extract the essential features from problems 
without capturing all their complexity.

Brainstorming: a technique in which all group mem-
bers are encouraged to propose ideas spontaneously, 
without critiquing or censoring others’ ideas. The 
ideas so generated are not evaluated until all have 
been listed.
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Bureaucracy: legal-rational type of authority underpin-
ning a form of organization structure that is char-
acterized by job specialization, authority hierarchy, 
formal selection, rules and procedures, impersonal-
ity and impartiality and recoding.

Caution shift phenomenon: the tendency of a group to 
make decisions that are more risk averse than those 
that individual members of the group would have 
recommended.

Centralization: the concentration of authority and 
responsibility for decision-making power in the 
hands of managers at the top of an organization’s 
hierarchy.

Certainty: a condition in which managers possess full 
knowledge of alternatives; a high probability of hav-
ing these available; being able to calculate the costs 
and benefits of each alternative; and having high 
predictability of outcomes.

Chain of command: the unbroken line of authority that 
extends from the top of the organization to the bot-
tom and clarifies who reports to whom.

Charismatic authority: the belief that the ruler has 
some special, unique virtue, either religious or 
heroic, e.g. the authority of religious prophets, char-
ismatic politicians and film stars.

Choking: Performing worse under pressure than 
expected in situations with a high degree of per-
ceived importance.

Chronotype: a cluster of personality traits that can 
affect whether someone is more active and performs 
better in the morning or in the evening.

Classical decision theory: assumes that decision mak-
ers are objective, have complete information and 
consider all possible alternatives and their conse-
quences before selecting the optimal solution.

Coding: the stage in the interpersonal communication 
process in which the transmitter chooses how to 
express a message for transmission to someone else.

Coercive power: the ability to exert influence based on 
the other’s belief that the influencer can administer 
unwelcome penalties or sanctions.

Cognitive psychology: a perspective which argues 
that what we learn are mental structures; mental 
processes can be studied by inference, although they 
cannot be observed directly.

Collaborative relationship structure: a structure that 
involves a relationship between two or more organi-
zations, sharing their ideas, knowledge, staff and 
technology for mutual benefit.

Collective fit: team members’ shared assessments of 
their compatibility with each other and with the 
requirements of their group task.

Communication climate: the prevailing atmosphere 
in an organization – open or closed – in which ideas 
and information are exchanged.

Communication network analysis: a technique that 
uses direct observation to determine the source, 
direction and quantity of oral communication 
between co-located members of a group.

Communication pattern analysis: a technique that 
uses analysis of documents, data and voice mail 
transmission, to determine the source, direction and 
quantity of oral and written communication between 
the dispersed members of a group.

Communication pattern chart: indicates the source, 
direction and quantity of oral and written communi-
cation between the dispersed members of a group.

Communication process: the transmission of informa-
tion, and the exchange of meaning, between at least 
two people.

Communigram: a chart that indicates the source, 
direction and quantity of oral communication 
between the members during a group meeting.

Compensatory mechanisms: processes that delay or 
reduce employment replacement effects, and which 
lead to the creation of new products and services, 
and new jobs.

Compliance (in the context of a group): a majority’s 
influence over a minority.

Compliance: reluctant, superficial, public and transi-
tory change in behaviour in response to an influenc-
ing request, which is not accompanied by attitudinal 
change.

Computerization: job automation by means of computer-
controlled equipment.

Concurrent feedback: information which arrives dur-
ing our behaviour and which can be used to control 
behaviour as it unfolds.

Conflict: a process that begins when one party per-
ceives that another party has negatively affected, or 
is about to negatively affect, something that the first 
party cares about.

Conflict expression: the verbal and non-verbal com-
munication of opposition between people in a con-
flict situation.

Conflict resolution: a process which has as its objec-
tive the ending of the conflict between the disagree-
ing parties.

Conflict stimulation: the process of engendering con-
flict between parties where none existed before, or 
escalating the current conflict level if it is too low.

Conformity: a change in an individual’s belief or 
behaviour in response to real or imagined group 
pressure.

Conjunctive task: a task whose accomplishment 
depends on the performance of the group’s least tal-
ented member.

Consideration: a pattern of leadership behaviour that 
demonstrates sensitivity to relationships and to the 
social needs of employees.
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Constructivism: a perspective which argues that our 
social and organizational worlds have no ultimate 
objective truth or reality, but are instead determined 
by our shared experiences, meanings and interpreta-
tions.

Contingency approach to organization structure: a 
perspective which argues that, to be effective, an 
organization must adjust its structure to take into 
account its technology, its environment, its size and 
similar contextual factors.

Contingency theory of leadership: a perspective 
which argues that leaders must adjust their style 
taking into account the properties of the context.

Controlled performance: setting standards, measuring 
performance, comparing actual with standard, and 
taking corrective action if necessary.

Conversion: a minority’s influence over a majority.

Co-opetition: a form of cooperation between compet-
ing organizations which is limited to specified areas 
where both believe they can gain mutual benefit.

Coping cycle: the emotional response to trauma and 
loss, in which we experience first denial, then anger, 
bargaining, depression and finally acceptance.

Corporate social responsibility: the view that organi-
zations should act ethically, in ways that contribute 
to economic development, the environment, quality 
of working life, local communities and the wider 
society.

Corporate strategy: establishing the aims of a company 
and the means by which these will be achieved.

Cross-functional team: employees from different func-
tional departments who meet as a team to complete 
a particular task.

Crowdsourcing: the act of taking a task traditionally 
performed by a designated agent (employee or con-
tractor), and outsourcing it to an undefined, gener-
ally large group of people, in the form of an open 
call for assistance.

Cybernetic analogy: an explanation of the learning 
process based on the components and operation of a 
feedback control system.

Data analytics: the use of powerful computational 
methods to reveal and to visualize patterns and 
trends in very large sets of data.

Decentralization: the dispersion of authority and 
responsibility for decision-making to operating units, 
branches and lower level managers.

Decision-based evidence-making: marshalling facts 
and analysis to support a decision that has already 
been made elsewhere in the organization.

Decision making: the process of making choices from 
among a number of alternatives.

Decoding: the stage in the interpersonal communica-
tion process in which the recipient interprets a mes-
sage transmitted to them by someone else.

Deep acting: engaging in thoughts and activities so as 
to experience the actual emotions that you wish to 
portray when interacting with others.

Deindividuation: an increased state of anonymity 
that loosens normal constraints on individuals’ 
behaviour, reducing their sense of responsibility, 
and leading to an increase in impulsive and antiso-
cial acts.

Delayed feedback: information which is received after 
a task is completed, and which can be used to influ-
ence future performance.

Delegation: managers granting decision-making 
authority to employees at lower hierarchical levels.

Departmentalization: the process of grouping together 
activities and employees who share a common 
supervisor and resources, who are jointly responsi-
ble for performance, and who tend to identify and 
collaborate with each other.

Descriptive model of decision making: a model which 
seeks to portray how individuals actually make deci-
sions.

Differentiation: the degree to which the tasks and the 
work of individuals, groups and units are divided up 
within an organization.

Differentiation perspective on culture: sees organi-
zations as consisting of sub-cultures, each with its 
own characteristics, which differ from those of its 
neighbours.

Discretionary behaviour: freedom to decide how work 
is going to be performed; discretionary behaviour 
can be positive, such as putting in extra time and 
effort, or it can be negative, such as withholding 
information and cooperation.

Disjunctive task: a task whose accomplishment 
depends on the performance of the group’s most 
talented member.

Display rules: organizationally specified emotions that 
should be appropriately displayed in a given work 
setting.

Disruptive innovations: innovations which involve the 
development of wholly new processes, procedures, 
services and products.

Distributed leadership: the collective exercise of lead-
ership behaviours, often informal and spontaneous, 
by staff at all levels of an organization.

Distributive bargaining: a negotiation strategy in 
which a fixed sum of resources is divided up, lead-
ing to a win–lose situation between the parties.

Divisional structure: an organizational design that 
groups departments together based on the product 
sold, the geographical operated in, or type of cus-
tomer served.

Double-loop learning: the ability to challenge and to 
redefine the assumptions underlying performance 
standards and to improve performance.
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Drive: an innate, biological determinant of behaviour, 
activated by deprivation.

Dysfunctional conflict: a form of conflict which does 
not support organization goals and hinders organi-
zational performance.

Emotional dissonance: the disparity between an indi-
viduals’ felt and displayed emotions.

Emotional intelligence: the ability to identify, inte-
grate, understand and reflectively manage one’s 
own and other people’s feelings.

Emotional labour: the act of displaying organization-
ally required emotions during interactions with oth-
ers at work.

Emotions: intense, short-lived reactions that are linked 
to a specific cause and which interrupt thought pro-
cesses and behaviours.

Employee engagement: being positively present during 
the performance of work by willingly contributing 
intellectual effort, experiencing positive emotions 
and meaningful connections to others.

Employment cycle: the sequence of stages through 
which all employees pass in each working position 
they hold, from recruitment and selection, to termi-
nation.

Empowerment: organizational arrangements that give 
employees more autonomy, discretion and decision-
making responsibility.

Encounter stage of socialization: the period of learn-
ing in the process during which the new recruit 
learns about organizational expectations.

Environment: issues, trends and events outside the 
boundaries of the organization, which influence 
internal decisions and behaviours.

Environmental complexity: the range of external fac-
tors relevant to the activities of the organization; the 
more factors, the higher the complexity.

Environmental determinism: the argument that inter-
nal organizational responses are primarily deter-
mined by external environmental factors.

Environmental dynamism: the pace of change in 
relevant factors external to the organization; the 
greater the pace of change, the more dynamic the 
environment.

Environmental scanning: techniques for identifying 
and predicting the impact of external trends and 
developments on the internal functioning of an 
organization.

Environmental uncertainty: the degree of unpredict-
able turbulence and change in the political, eco-
nomic, social, technological, legal and ecological 
context in which an organization operates.

Equity theory: a process theory of motivation which 
argues that perception of unfairness leads to ten-
sion, which motivates the individual to resolve that 
unfairness.

Escalation of commitment: an increased commit-
ment to a previously made decision, despite 
negative information suggesting one should do 
otherwise.

Ethical stance: the extent to which an organization 
exceeds its legal minimum obligations to its stake-
holders and to society at large.

Ethics: the moral principles, values and rules that gov-
ern our decisions and actions with respect to what is 
right and wrong, good and bad.

Evidence-based decision making: a situation in which 
a decision is made that follows directly from the 
evidence.

Evidence-based management: systematically using the 
best available research evidence to inform decisions 
about how to manage people and organizations.

Expectancy: the perceived probability that effort will 
result in good performance, and is measured on a 
scale from 0 (no chance) to 1 (certainty).

Expectancy theory: a process theory which argues 
that individual motivation depends on the valence 
of outcomes, the expectancy that effort will lead to 
good performance, and the instrumentality of perfor-
mance in producing valued outcomes.

Expert power: the ability to exert influence based on 
the other’s belief that the influencer has superior 
knowledge relevant to the situation and the task.

Explanatory model of decision making: an approach 
that accounts for how individuals, groups and 
organizations make decisions.

Explicit knowledge: knowledge and understanding 
which is codified, clearly articulated and available to 
anyone.

External adaptation: the process through which 
employees adjust to changing environmental cir-
cumstances to attain organizational goals.

External work team differentiation: the degree to 
which a work team stands out from its organiza-
tional context, in terms of its membership, temporal 
scope and territory.

External work team integration: the degree to which 
a work team is linked with the larger organization of 
which it is a part.

Extinction: the attempt to eliminate undesirable behav-
iours by attaching no consequences, positive or 
negative, such as indifference and silence.

Extreme job: a job that involves a working week of 60 
hours or more, with high earnings, combined with 
additional performance pressures.

Extrinsic feedback: information which comes from our 
environment, such as the visual and aural informa-
tion needed to drive a car.

Extrinsic rewards: valued outcomes or benefits pro-
vided by others, such as promotion, pay increases, a 
bigger office desk, praise and recognition.
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Feedback (communication): processes through which 
the transmitter of a message detects whether and 
how that message has been received and decoded.

Feedback (learning): information about the outcomes 
of our behaviour.

Feedforward interview: a method for improving 
employee performance by focusing on recent suc-
cess and attempting to create the same conditions in 
the future.

Fordism: a form of work design that applies scientific 
management principles to workers’ jobs; the instal-
lation of single purpose machine tools to manufac-
ture standardized parts; and the introduction of the 
mechanized assembly line.

Formal group: one that has been consciously created 
by management to accomplish a defined task that 
contributes to the organization’s goal.

Formal organization: the documented, planned rela-
tionships, established by management to coordinate 
the activities of different employees towards the 
achievement of the organizational goal.

Formal status: the collection of rights and obligations 
associated with a position, as distinct from the per-
son who may occupy that position.

Formalization: the degree to which an organization 
has written rules, operating procedures, job descrip-
tions, organizational charts and uses formal, written 
communication.

Fragmentation (or conflict) perspective on culture: 
regards it as consisting of an incompletely shared set 
of elements that are loosely structured, constantly 
changing and which are generally in conflict.

Frame of reference: a person’s perceptions and inter-
pretations of events, which involve assumptions 
about reality, attitudes towards what is possible and 
conventions regarding correct behaviour.

Free rider: a member who obtains benefits from team 
membership without bearing a proportional share of 
the costs for generating that benefit.

Functional conflict: a form of conflict which supports 
organization goals and improves performance.

Functional relationship: one in which staff depart-
ment specialists have the authority to insist that line 
managers implement their instructions concerning a 
particular issue.

Functional structure: an organizational design that 
groups activities and people according to the simi-
larities in their work, profession, expertise, goals or 
resources used.

Fundamental attribution error: the tendency to 
emphasize explanations of the behaviour of others 
based on their personality or disposition, and to 
overlook the influence of wider contextual influ-
ences.

Gender: culturally specific patterns of behaviour which 
may be attached to either of the sexes.

Generalized other: what we think other people expect 
of us, in terms of our attitudes, values, beliefs and 
behaviour.

Gig economy: a system of employment in which free-
lance workers sell their skills and services, through 
online marketplaces, to employers on a project – or 
task basis.

Global virtual team: one that is nationally, geo-
graphically and culturally diverse and which com-
municates almost exclusively through electronic 
media.

Globalization: the intensification of worldwide social 
and business relationships which link localities in 
such a way that local conditions are shaped by dis-
tant events.

Goal orientation: the motivation to achieve goals – 
aggressive masculinity versus passive femininity.

Goal-setting theory: a process theory of motivation 
which argues that work motivation is influenced 
by goal difficulty, goal specificity and knowledge of 
results.

Great man theory: a historical perspective which 
argues that the fate of societies, and organizations, 
is in the hands of powerful, idiosyncratic (male) 
individuals.

Group: two or more people, in face-to-face interaction, 
each aware of their group membership and interde-
pendence, as they strive to achieve their goals.

Group cohesion: the number and strength of mutual 
positive attitudes between individual group members.

Group dynamics: the forces operating within groups 
that affect their performance and their members’ 
satisfaction.

Group norm: an expected mode of behaviour or belief 
that is established either formally or informally by a 
group.

Group polarization: a situation in which individuals 
in a group begin by taking a moderate stance on an 
issue related to a common value and, after having 
discussed it, end up taking a more extreme deci-
sion than the average of members’ decisions. The 
extremes could be more risky or more cautious.

Group process: the patterns of interactions between 
the members of a group.

Group sanction: a punishment or a reward given by 
members to others in the group in the process of 
enforcing group norms.

Group self-organization: the tendency of groups to 
form interests, develop autonomy and establish 
identities.

Group socialization: the process whereby members 
learn the values, symbols and expected behaviours 
of the group to which they belong.

Group structure: the relatively stable pattern of rela-
tionships among different group members.
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Groupthink: a mode of thinking in a cohesive in-
group, in which members’ strivings for unanimity 
override their motivation to appraise realistically the 
alternative courses of action.

Growth need strength: a measure of the readiness and 
capability of an individual to respond positively to 
job enrichment.

Habituation: the decrease in our perceptual response 
to stimuli once they have become familiar.

Halo effect: an overall assessment of a person which 
influences our judgement of their other specific 
characteristics.

Hawthorne Effect: the tendency of people being 
observed to behave differently than they otherwise 
would.

Heuristic: a simple and approximate rule, guiding 
procedure, shortcut or strategy that is used to solve 
problems.

Hierarchy: the number of levels of authority to be 
found in an organization.

High context culture: a culture whose members rely 
heavily on a range of social and non-verbal clues 
when communicating with others and interpreting 
their messages.

High performance work system: a form of organiza-
tion that operates at levels of excellence far beyond 
those of comparable systems.

Hollow organization structure: an organizational 
design based on outsourcing an organization’s non-
core processes which are then supplied to it by spe-
cialist, external providers.

Huddle: a type of short-term, focused social interaction 
occurring between two or more individuals in an 
organization which discusses work issues and which 
enhances learning.

Human Relations approach: a school of management 
thought which emphasizes the importance of social 
processes at work.

Human resource management: the function responsi-
ble for establishing integrated personnel policies to 
support organization strategy.

Hygiene factors: aspects of work which remove dis-
satisfaction, but do not contribute to motivation 
and performance, including pay, company policy, 
supervision, status, security and physical working 
conditions.

Idiographic: an approach to the study of personal-
ity emphasizing the uniqueness of the individual, 
rejecting the assumption that we can all be meas-
ured on the same dimensions.

Impression management: the processes through which 
we control the image or impression that others have 
of us.

Influence: the process of affecting someone else’s atti-
tudes, beliefs or behaviours, without using coercion 

or formal position, such that the other person believes 
that they are acting in their own best interests.

Informal group: a collection of individuals who 
become a group when they develop interdependen-
cies, influence one another’s behaviour, and contrib-
ute to mutual need satisfaction.

Informal organization: the undocumented relation-
ships that arise spontaneously between employees 
as individuals interact with one another to meet 
their own psychological and physical needs.

Initiating structure: a pattern of leadership behaviour 
that emphasizes performance of the work in hand 
and the achievement of product and service goals.

Initiative and incentive system: a form of job design 
in which management gives workers a task to per-
form; provides them with the financial incentive to 
complete it, but then leaves them to use their own 
initiative as to how they will perform it.

Initiative decay: an organizational phenomenon where 
the benefits from a change initiative ‘evaporate’ 
when attention shifts to other issues and priorities.

Initiative fatigue: the personal exhaustion and apathy 
resulting from the experience of too much organiza-
tional change.

Inner work life theory: a process theory of motivation 
which argues that our behaviour and performance at 
work are influenced by the interplay of our percep-
tions, emotions and motives.

Innovation: the adoption of any device, system, pro-
cess, programme, product, or service new to a par-
ticular organization.

Innovative decisions: decisions which address novel 
problems, lack pre-specified courses of action, and 
are made by senior managers.

Instrumentality: the perceived probability that good 
performance will lead to valued rewards, and is 
measured on a scale from 0 (no chance) to 1  
(certainty).

Integration: the required level to which units in an 
organization are linked together, and their respec-
tive degree of independence.

Integration (or unitary) perspective on culture: 
regards culture as monolithic, characterized by con-
sistency, organization-wide consensus and clarity.

Integrative bargaining: a negotiation strategy that 
seeks to increase the total amount of resources, cre-
ating a win–win situation between the parties.

Intensive technology: technology that is applied to 
tasks that are performed in no predetermined order.

Interaction Process Analysis: a technique used to cat-
egorize the content of speech.

Interactionist frame of reference on conflict: a per-
spective that views conflict as a positive and neces-
sary force within organizations that is essential for 
their effective performance.
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Interactions: in Homans’ theory, the two-way commu-
nications between group members.

Intermittent reinforcement: a procedure in which a 
reward is provided only occasionally following cor-
rect responses, and not for every correct response.

Internal integration: the process through which 
employees adjust to each other, work together and 
perceive themselves as a collective entity.

Internal work team differentiation: the degree to 
which a team’s members possess different skills and 
knowledge that contributes towards the achieve-
ment of the team’s objective.

Intrinsic feedback: information which comes from 
within, from the muscles, joints, skin and other 
mechanisms such as that which controls balance.

Intrinsic rewards: valued outcomes or benefits which 
come from the individual, such as feelings of sat-
isfaction, competence, self-esteem and accomplish-
ment.

Japanese teamworking: use of scientific management 
principles of minimum manning, multi-tasking, multi-
machine operation, pre-defined work operations, 
repetitive short-cycle work, powerful first-line supervi-
sors, and a conventional managerial hierarchy.

Job definition: determining the task requirements of 
each job in an organization. It is the first decision in 
the process of organizing.

Job description: a summary statement of what an indi-
vidual should do on the job.

Job diagnostic survey: a questionnaire which assesses 
the degree of skill variety, task identity, task signifi-
cance, autonomy and feedback in jobs.

Job enrichment: a technique for broadening the expe-
rience of work to enhance employee need satisfac-
tion and to improve motivation and performance.

Joint venture: an arrangement in which two or more 
companies remain independent, but establish a new 
organization that they jointly own and manage.

Just-in-time system: managing inventory (stock) in 
which items are delivered when they are needed in 
the production process, instead of being stored by 
the manufacturer.

Knowledge management: the conversion of individual 
tacit knowledge into explicit knowledge so that it 
can be shared with others in the organization.

Leadership: the process of influencing the activities of 
an organized group in its efforts toward goal setting 
and goal achievement.

Learning: the process of acquiring knowledge through 
experience which leads to a lasting change in  
behaviour.

Learning organization: an organizational form that 
enables individual learning to create valued organiza-
tional outcomes, such as innovation, efficiency, envi-
ronmental alignment and competitive advantage.

Legitimate authority: based on formal, written rules 
that have the force of law, e.g. the authority of pres-
idents, managers, lecturers.

Legitimate power: the ability to exert influence based 
on the other’s belief that the influencer has authority 
to issue orders which they in turn have an obliga-
tion to accept.

Line employees: workers who are directly responsible 
for manufacturing goods or providing a service.

Line relationship: one in which a manager has the 
authority to direct the activities of those in positions 
below them on the same line.

Locus of control: an individual’s generalized belief 
about internal (self-control) versus external control 
(control by the situation or by others).

Long-linked technology: technology that is applied to 
a series of programmed tasks performed in a prede-
termined order.

Low context culture: a culture whose members focus 
on the written and spoken word when communicat-
ing with others and interpreting their messages.

McDonaldization: a form of work design aimed at 
achieving efficiency, calculability, predictability and 
control through non-human technology, to enhance 
organizational objectives by limiting employee dis-
cretion and creativity.

Machiavellianism: a personality trait or style of behav-
iour towards others which is characterized by  
(1) the use of guile and deceit in interpersonal rela-
tions; (2) a cynical view of the nature of other people; 
and (3) a lack of concern with conventional morality.

Maintenance activity: an oral input, made by a group 
member that reduces conflict, maximizes cohesion 
and maintains relationships within a group.

Managerial activities: activities performed by manag-
ers that support the operation of every organization 
and need to be performed to ensure its success.

Managerial roles: behaviours or tasks that a manager 
is expected to perform because of the position that 
he or she holds within a group or organization.

Mass production: a form of work design that includes 
mechanical pacing of work, no choice of tools or 
methods, repetitiveness, minute subdivision of prod-
uct, minimum skill requirements and surface mental 
attention.

Matrix structure: an organizational design that com-
bines two different types of structure resulting in an 
employee having two reporting relationships simul-
taneously.

Maximizing: a decision-making approach where all 
alternatives are compared and evaluated in order to 
find the best solution to a problem.

Mechanistic organization structure: one that pos-
sesses a high degree of task specialization, many 
rules, tight specification of individual responsibility 
and authority, and centralized decision making.
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Mediating technology: technology that links independ-
ent but standardized tasks.

Meta-organization: networks of firms or individuals 
not bound by authority-based relationships but char-
acterized by a system-level goal.

Metamorphosis stage of socialization: the period in 
which the new employee adjusts to their organiza-
tion’s values, attitudes, motives, norms and required 
behaviours.

Modular organization structure: an organizational 
design that involves assembling product chunks 
(modules) provided by internal divisions and exter-
nal providers.

Motivating potential score: an indicator of how moti-
vating a job is likely to be for an individual, consid-
ering skill variety, task identity, task significance, 
autonomy and feedback.

Motivation: the cognitive decision-making process 
through which goal-directed behaviour is initiated, 
energized, directed and maintained.

Motivator factors: aspects of work which lead to high 
levels of satisfaction, motivation and performance, 
including achievement, recognition, responsibility, 
advancement, growth and the work itself.

Motive: a socially acquired need activated by a desire 
for fulfilment.

Naturally felt emotion expression: when your natural 
and spontaneous emotions comply with organiza-
tionally required display rules.

Need for achievement: a concern with meeting stand-
ards of excellence, the desire to be successful in 
competition, the motivation to excel.

Need for power: the desire to make an impact on oth-
ers, change people or events, and make a difference 
in life.

Negative reinforcement: the attempt to encourage 
desirable behaviours by withdrawing negative con-
sequences when the desired behaviour occurs.

Networked individualism: people functioning as con-
nected individuals rather than embedded group 
members, moving between different sets of co-work-
ers, using their ties to get jobs done; and relying on 
digital media to connect themselves with others.

New leader: an inspirational visionary, concerned with 
building a shared sense of purpose and mission, cre-
ating a culture in which everyone is aligned with the 
organization’s goals and is skilled and empowered 
to achieve them.

Noise: factors outside the communication process 
which interfere with or distract attention from the 
transmission and reception of the intended meaning.

Nomothetic: an approach to the study of personality 
emphasizing the identification of traits, and the sys-
tematic relationships between different aspects of 
personality.

Nonstandard work: employment that does not involve 
a fixed working schedule at the same physical loca-
tion for an extended time.

Non-verbal communication: the process of coding 
meaning through behaviours such as facial expres-
sions, limb gestures and body postures.

Obedience: a situation in which an individual changes 
their behaviour in response to direct command from 
another.

Offshoring: contracting with external providers in a 
different country to supply the organization with the 
processes and products that were previously sup-
plied internally.

On-demand companies: companies which use technol-
ogy to fulfil consumers’ demands in real-time by the 
immediate supply of goods and services which is 
driven by the efficient, intuitive digital mesh layered 
over existing infrastructure networks.

Operational definition: the method used to measure 
the incidence of a variable in practice.

Operational innovation: inventing entirely new ways 
of working.

Organic organization structure: one that possesses 
little task specialization, few rules, a high degree of 
individual responsibility and authority, and one in 
which decision making is delegated.

Organization: a social arrangement for achieving con-
trolled performance in pursuit of collective goals.

Organization chart: a diagram outlining the positions 
in an organization’s structure and the relationships 
between them.

Organization design: the integration of structure, peo-
ple, rewards and processes to support the implanta-
tion of an organization’s corporate strategy.

Organization development: the systematic use of 
applied behavioural science principles and practices 
to increase individual and organizational effective-
ness.

Organization misbehaviour: any intentional action 
by members of an organization that violates core 
organizational norms.

Organization politics: using an understanding of oth-
ers at work to influence them to act in ways that 
enhance one’s personal and/or organizational objec-
tives.

Organization structure: the formal system of task and 
reporting relationships that control, coordinate and 
motivate employees to work together to achieve 
organizational goals.

Organizational architecture: the framework of linked 
internal and external elements that an organization 
creates and uses to achieve the goals specified in its 
vision statement.

Organizational behaviour: the study of the structure and 
management of organizations, their environments, and 
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the actions and interactions of their individual mem-
bers and groups.

Organizational choice: the argument that work design 
and organization structure depend on decisions 
about how and why technology is used, and not by 
the technology itself.

Organizational culture: the shared values, beliefs and 
norms which influence the way employees think, 
feel and act towards others inside and outside the 
organization.

Organizational effectiveness: a multi-dimensional 
concept defined differently by different stakehold-
ers, including a range of quantitative and qualitative 
measures.

Organizational socialization: the process through 
which an employee’s pattern of behaviour, values, 
attitudes and motives is influenced to conform to 
those of the organization.

Organizational values: the accumulated beliefs held 
about how work should be done and situations dealt 
with, that guide employee behaviour.

Ostracism: an individual or a group failing to take 
actions that engage another organization member 
when it would be customary or appropriate to do 
so.

Outsourcing: contracting with external providers to 
supply the organization with the processes and 
products that were previously supplied internally.

Pavlovian conditioning: a technique for associating 
an established response or behaviour with a new 
stimulus.

Perception: the dynamic psychological process respon-
sible for attending to, organizing and interpreting 
sensory data.

Perceptual filters: individual characteristics, predis-
positions and preoccupations that interfere with the 
effective transmission and receipt of messages.

Perceptual organization: the process through which 
incoming stimuli are organized or patterned in sys-
tematic and meaningful ways.

Perceptual set: an individual’s predisposition to respond 
to people and events in a particular manner.

Perceptual threshold: a boundary point, either side 
of which our senses respectively will or will not 
be able to detect stimuli, such as sound, light or 
touch.

Perceptual world: the individual’s personal internal 
image, map or picture of their social, physical and 
organizational environment.

Peripheral norms: socially defined standards relating 
to behaviour and beliefs that are important but not 
crucial to a group’s objective and survival.

Person–group fit: the interpersonal compatibility 
between individuals and the members of immediate 
groups.

Personality: the psychological qualities that influence 
an individual’s characteristic behaviour patterns, in 
a stable and distinctive manner.

PESTLE analysis: an environmental scanning tool 
identifying Political, Economic, Social, Techno-
logical, Legal and Ecological factors that affect an 
organization.

Pivotal norms: socially defined standards relating to 
behaviour and beliefs that are central to a group’s 
objective and survival.

Pluralistic frame of reference on conflict: a perspec-
tive that views organizations as consisting of dif-
ferent, natural interest groups, each with their own 
potentially constructive, legitimate interests, which 
makes conflict between them inevitable.

Political skill: an interpersonal style that combines 
social astuteness with the ability to relate well, and 
to demonstrate situationally appropriate behaviour 
in a disarmingly charming and engaging manner 
that inspires confidence, trust, sincerity and  
genuineness.

Positive reinforcement: the attempt to encourage 
desirable behaviours by introducing positive conse-
quences when the desired behaviour occurs.

Positivism: a perspective which assumes that the 
world can be understood in terms of causal relation-
ships between observable and measurable variables, 
and that these relationships can be studied objec-
tively using controlled experiments.

Post-modern organization: a networked, information-
rich, delayered, downsized, boundary-less, high 
commitment organization employing highly skilled, 
well-paid autonomous knowledge workers.

Power: the capacity of individuals to overcome resist-
ance on the part of others, to exert their will, and to 
produce results consistent with their interests and 
objectives.

Power orientation: the appropriateness of power/author-
ity within organizations – respect versus tolerance.

Power priming: the process of making yourself feel 
more powerful, which in turn allows you to feel  
less stressed, and to behave as a more confident,  
persuasive and powerful person.

Power tells: non-verbal signals that indicate to others 
how important and dominant someone is, or how 
powerful they would like us to think they are.

Pre-arrival stage of socialization: the period of learn-
ing in the process that occurs before an applicant 
joins an organization.

Predictive validity: the extent to which assessment 
scores accurately predict behaviours such as job 
performance.

Prescriptive model of decision making: an 
approach that recommends how individuals 
should make decisions in order to achieve a 
desired outcome.
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Process theory: an approach to explaining organiza-
tional behaviour based on narratives which show 
how several factors, combining and interacting over 
time in a particular context, are likely to produce the 
outcomes of interest.

Production team: a stable number of individuals who 
share production goals, and who perform specific 
roles which are supported by a set of incentives and 
sanctions.

Project team: a collection of employees from different 
work areas in an organization brought together to 
accomplish a specific task within a finite time.

Projective test: an assessment based on abstract or 
ambiguous images, which the subject is asked to 
interpret by projecting their feelings, preoccupations 
and motives into their responses.

Provisional selves: from observing others, the experi-
ments that we make with the ways in which we act 
and interact in new organizational roles.

Psychometrics: the systematic testing, measurement 
and assessment of intelligence, aptitudes and per-
sonality.

Punishment: the attempt to discourage undesirable 
behaviours through the application of negative 
consequences, or by withholding a positive conse-
quence, following the undesirable behaviour.

Quality circle: shop floor employees from the same 
department, who meet for a few hours each week to 
discuss ways of improving their work environment.

Quality of working life: an individual’s overall 
assessment of satisfaction with their job, working 
conditions, pay, colleagues, management style, 
organization culture, work–life balance, and train-
ing, development and career opportunities.

Radical frame of reference on conflict: a perspective 
that views organizational conflict as an inevitable 
consequence of exploitative employment relations in 
a capitalist economy.

Rational decisions: choices based on rationality, that 
is, on a rational mode of thinking.

Rational model of decision making: assumes that 
decision making is and should be a rational process 
consisting of a sequence of steps that enhance the 
probability of attaining a desired outcome.

Rationalism: the theory that reason is the foundation 
of certainty in knowledge.

Rationality: the use of scientific reasoning, empiri-
cism and positivism, along with the use of decision 
criteria that include evidence, logical argument and 
reasoning.

Readiness for change is a predisposition to welcome 
and embrace change.

Referent power: the ability to exert influence based on 
the other’s belief that the influencer has desirable 
abilities and personality traits that can and should 
be copied.

Reliability: the degree to which an assessment delivers 
consistent results when repeated.

Replacement effects: processes through which intelli-
gent machines substitute for people at work, leading 
to unemployment.

Reshoring: Returning to the home country the pro-
duction and provision of products and services 
which had previously been outsourced to overseas 
suppliers.

Resistance (in conflict): more or less covert behaviour 
that counteracts and restricts management attempts 
to exercise power and control in the workplace.

Resistance (in influencing): rejecting an influenc-
ing request by means of a direct refusal, making 
excuses, stalling or making an argument against, 
indicating neither behavioural nor attitudinal 
change.

Resistance to change: an unwillingness, or an inability 
to accept or to discuss changes that are perceived to 
be damaging or threatening to the individual.

Responsibility: the obligation placed on a person who 
occupies a certain position in the organization struc-
ture to perform a task, function or assignment.

Reward power: the ability to exert influence based on 
the other’s belief that the influencer has access to 
valued rewards which will be dispensed in return 
for compliance.

Risk: a condition in which managers have a high 
knowledge of alternatives; know the probability of 
these being available; can calculate the costs and 
know the benefits of each alternative; and have a 
medium predictability of outcomes.

Risk-seeking propensity: an individual’s willingness 
to choose options that involve risk.

Risky shift phenomenon: the tendency of a group to 
make decisions that are riskier than those which 
individual members would have recommended.

Role: the pattern of behaviour expected by others from 
a person occupying a certain position in an organi-
zation hierarchy.

Role conflict: the simultaneous existence of two or 
more sets of role expectations on a focal person in 
such a way that compliance with one makes it dif-
ficult to comply with the others.

Role modelling: a form of socialization in which an 
individual learns by example, copying the behaviour 
of established organization members.

Routine decisions: decisions made according to estab-
lished procedures and rules.

Rules: procedures or obligations explicitly stated and 
written down in organization manuals.

Satisficing: a decision-making approach where the first 
solution that is judged to be ‘good enough’ (i.e. sat-
isfactory and sufficient) is selected, and the search is 
then ended.
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Scenario planning: the imaginative development of 
one or more likely pictures of the dimensions and 
characteristics of the future for an organization.

Schedule of reinforcement: the pattern and frequency 
of rewards contingent on the display of desirable 
behaviour.

Scientific management: a form of job design which 
stresses short, repetitive work cycles; detailed, pre-
scribed task sequences; a separation of task concep-
tion from task execution; and motivation based on 
economic rewards.

Second machine age: a twenty-first century phenom-
enon based on rapid developments in comput-
erization which will affect many tasks previously 
considered impossible to automate.

Selective attention: the ability, often exercised uncon-
sciously, to choose from the stream of sensory data, 
to concentrate on particular elements, and to ignore 
others.

Self-actualization: the desire for personal fulfilment, to 
develop one’s potential, to become everything that 
one is capable of becoming.

Self-categorization: perceiving ourselves as sharing 
the same social identity as other category members, 
and behaving in ways consistent with that category 
stereotype.

Self-concept: the set of perceptions that we have about 
ourselves.

Self-esteem: that part of the self which is concerned 
with how we evaluate ourselves

Self-fulfilling prophecy: a prediction that becomes true 
because someone expects it to happen.

Semi-formal organization: employees having voluntar-
ily chosen secondary affiliations and memberships 
in addition to their official job, which they enter on 
the basis of their interest and which are supported 
and coordinated by their company.

Sentiments: in Homans’ theory, the feelings, attitudes 
and beliefs held by group members towards others.

Sex: the basic physiological differences between men 
and women.

Sexuality: the way someone is sexually attracted to 
another person, whether it is to the opposite or the 
same sex.

Shaping: the selective reinforcement of chosen behav-
iours in a manner that progressively establishes a 
desired behaviour pattern.

Shared frame of reference: assumptions held in com-
mon by group members, which shape their think-
ing, decisions, actions and interactions, while being 
constantly defined and reinforced through those 
interactions.

Single-loop learning: the ability to use feedback to 
make continuous adjustments and adaptations, to 
maintain performance at a predetermined standard.

Situational leadership: an approach to determining the 
most effective style of influencing, considering the 
direction and support a leader gives, and the readi-
ness of followers to perform a particular task.

Skinnerian conditioning: a technique for associating a 
response or a behaviour with its consequence.

Social categorization: classifying the people we meet, 
on the basis of how similar or different they are, 
from the way that we see ourselves.

Social compensation: refers to persons actually 
increasing their effort, and working harder when in 
a group.

Social facilitation: the effect of the presence of other 
people enhancing an individual’s performance.

Social identity: that part of the self-concept which 
comes from our membership of groups and which 
contributes to our self-esteem.

Social influence: the process whereby attitudes 
and behaviours are altered by the real or implied 
 presence of others.

Social inhibition: the effect of the presence of other 
people reducing an individual’s performance.

Social intelligence: the ability to understand the 
thoughts and feelings of others and to manage our 
relationships accordingly.

Social loafing: the tendency for individuals to exert 
less effort when working as part of a group, than 
when working alone.

Social matrix: an environment in which any online 
activity can be social, influencing actions, solving 
problems, innovating and creating new types of 
organizations that are not constrained by traditional 
boundaries.

Social orientation: the relative importance of the interests 
of the individual versus the interest of the group –  
individualism versus collectivism.

Social representations: the beliefs, ideas and values, 
objects, people and events that are constructed by 
current group members, and which are transmitted 
to its new members.

Social role: the set of expectations that others hold of 
an occupant of a position.

Social status: the relative ranking that a person holds 
and the value of that person as measured by a 
group.

Socialization: the process through which individual 
behaviours, values, attitudes and motives are influ-
enced to conform with those seen as desirable in a 
given social or organizational setting.

Sociogram: diagram showing the liking (social attrac-
tion) relationships between individual members of 
a group.

Sociometry: the study of interpersonal feelings and 
relationships within groups.
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Socio-technical system design: an approach to job and 
organization design which tries to find the best fit 
between the social and technological dimensions.

Span of control: the number of subordinates who 
report directly to a single manager or supervisor.

Staff employees: workers who occupy advisory posi-
tions and who use their specialized expertise to sup-
port the efforts of line employees.

Staff relationship: one in which staff department spe-
cialists can recommend, advise or assist line man-
agers to implement their instructions concerning a 
particular issue, but have no authority to insist that 
they do so.

Stakeholder: anyone who is concerned with how an 
organization operates, and who will be affected by 
its decisions and actions.

Stereotype: a category or personality type to which we 
allocate people on the basis of their membership of 
some known group.

Strategic alliance: an arrangement in which two or more 
firms agree to cooperate to achieve specific objectives 
while remaining independent organizations.

Strategic choice: the view that an organization’s envi-
ronment, market and technology are the result of 
senior management decisions.

Strategic contingencies theory: a perspective which 
argues that the most powerful individuals and 
departments are those best able to deal effectively 
with the issues that are most critical to the organiza-
tion’s survival and performance.

Strong culture: one in which an organization’s core 
values and norms are widely shared among employ-
ees, intensely held by them, and which guide their 
behaviour.

Structured task: a task with clear goals, few correct 
or satisfactory solutions and outcomes, few ways of 
performing it, and clear criteria of success.

Superleader: a leader who is able to develop leader-
ship capacity in others, empowering them, reducing 
their dependence on formal leaders, stimulating 
their motivation, commitment and creativity.

Surface acting: displaying to others emotions that you 
do not actually feel.

Surface manifestation of organizational culture: cul-
ture’s most accessible forms which are visible and 
audible behaviour patterns and objects.

Sustaining innovations: innovations which make 
improvements to existing processes, procedures, ser-
vices and products.

Synergy: the positive or negative result of the interac-
tion of two or more components, producing an out-
come that is different from the sum of the individual 
components.

Systematic soldiering: the conscious and deliberate 
restriction of output by operators.

Tacit knowledge: knowledge and understanding spe-
cific to the individual, derived from experience, and 
difficult to codify and to communicate to others.

Task activity: an oral input, made by a group member 
that contributes directly to the group’s work task.

Task analysability: the degree to which standardized 
solutions are available to solve the problems that arise.

Task variety: the number of new and different 
demands that a task places on an individual or a 
function.

Team: a group whose members share a common goal 
that they pursue collaboratively and who can only 
succeed or fail collectively.

Team autonomy: the extent to which a team experi-
ences freedom, independence and discretion in deci-
sions relating to the performance of its tasks.

Team-based structure: an organizational design that 
consists entirely of project-type teams that focus on 
processes rather than individual jobs; coordinate 
their activities; and work directly with partners and 
customers to achieve their goals.

Team performance: a measure of how well a team 
achieves its task, and the needs of management, 
customers or shareholders.

Team player: a person who works willingly in cooper-
ation with others for the benefit of the whole team.

Team role: an individual’s tendency to behave in 
preferred ways which contribute to, and interrelate 
with, other members within a team.

Team viability: a measure of how well a team meets 
the needs and expectations of its members.

Technical complexity: the degree of predictability 
about, and control over the final product permitted 
by the technology used.

Technological determinism: the argument that technol-
ogy can explain the nature of jobs, skill and knowl-
edge requirements, and organization structure.

Technological interdependence: the extent to which 
the work tasks performed in an organization by one 
department or team member, affect the task per-
formance of other departments or team members. 
Interdependence can be high or low.

Thematic apperception test: an assessment in which 
the individual is shown ambiguous pictures and is 
asked to create stories of what may be happening in 
them.

Time-and-motion studies: measurement and record-
ing techniques used to make work operations more 
efficient.

Time orientation: the time outlook on work and life – 
short term versus long term.

Total quality management: a philosophy of manage-
ment that is driven by customer needs and expec-
tations, and which is committed to continuous 
improvement.
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Total rewards: all aspects of work that are valued 
by employees, including recognition, development 
opportunities, organization culture and attractive 
work environment, as well as pay and other finan-
cial benefits.

Traditional authority: the belief that the ruler has 
a natural right to rule. This right was either God-
given or by descent, e.g. the authority of kings and 
queens.

Trait: a relatively stable quality or attribute of an indi-
vidual’s personality, influencing behaviour in a par-
ticular direction.

Transactional leader: a leader who treats relationships 
with followers in terms of an exchange, giving fol-
lowers what they want in return for what the leader 
desires, following prescribed tasks to pursue estab-
lished goals.

Transformational change: large-scale change involv-
ing radical, frame-breaking and fundamentally new 
ways of thinking, solving problems and doing busi-
ness.

Transformational leader: a leader who treats relation-
ships with followers in terms of motivation and 
commitment, influencing and inspiring followers to 
give more than mere compliance to improve organi-
zational performance.

Triggers of change: disorganizing pressures that make 
current systems, procedures, rules, organization 
structures, processes, roles and skills inappropriate 
and ineffective.

Type: a descriptive label for a distinct pattern of per-
sonality characteristics, such as introvert, extravert, 
neurotic.

Type A personality: a combination of emotions and 
behaviours characterized by ambition, hostility, 
impatience and a sense of constant time pressure.

Type B personality: a combination of emotions and 
behaviours characterized by relaxation, low focus 
on achievement and ability to take time to enjoy 
leisure.

Uncertainty: a condition in which managers possess 
low knowledge of alternatives; a low probability of 
having these available; can to some degree calculate 
the costs and benefits of each alternative; but have 
no predictability of outcomes.

Uncertainty orientation: the emotional response to 
uncertainty and change – acceptance versus  
avoidance.

Unconditional positive regard: unqualified, non-
judgemental approval and respect for the traits 
and behaviours of the other person (a term used in 
counselling).

Unitarist frame of reference on conflict: a perspective 
that regards management and employee interests as 
coinciding and which thus regards organizational 
conflict as harmful and to be avoided.

Unstructured task: a task with ambiguous goals, many 
good solutions, many ways of achieving acceptable 
outcomes and vague criteria of success.

User contribution system: a method of aggregating 
people’s contributions or behaviours in ways that 
are useful to others.

Valence: the perceived value or preference that an 
individual has for a particular outcome, and can be 
positive, negative or neutral.

Variance theory: an approach to explaining organiza-
tional behaviour based on universal relationships 
between independent and dependent variables 
which can be defined and measured precisely.

Vertical loading factors: methods for enriching work 
and improving motivation, by removing controls, 
increasing accountability, and by providing feed-
back, new tasks, natural work units, special assign-
ments and additional authority.

Virtual organization structure: an organizational 
design that uses technology to transcend the con-
straints of legal structures, physical conditions, 
place and time, and allows a network of separate 
participants to present themselves to customers as a 
single entity.

Virtual team: one that relies on technology-mediated 
communication, while crossing boundaries of geog-
raphy, time, culture and organization, to accomplish 
an interdependent task.

Weak culture: one in which there is little agreement 
among employees about their organization’s values 
and norms, the way things are supposed to be, or 
what is expected of them.

Work passion: a strong inclination towards a job that 
they like, and in which they invest their time and 
energy.

Work specialization: the degree to which work tasks 
in an organization are subdivided into separate jobs.

Yerkes–Dodson law: a psychology hypothesis which 
states that performance increases with arousal, until 
we become overwhelmed, after which performance 
falls.

Z01_BUCH2881_09_SE_GLOS.indd   782 07/27/16   10:12 AM



Name index

Abbott, Jennifer 271
Abrahamson, E. 624
Abrams, J.J. 611
Achbar, Mark 271
Ackroyd, S. 332, 704, 720, 721–3
Adams, G. (Ferris et al.) 759
Adams, J.S. 287
Addicott, R. (Buchanan et al.) 622
Adler, N.J. 113, 254
Aguado, D. 348
Aguinis, H. 279, 295
Alban-Metcalfe, J. 612, 620–1
Albanese, R. 393
Albers, S. 485
Aldrich, Robert 351
Aldridge, S. 223
Alexy, O. (Puranam et al.) 556, 587
Alimo-Metcalfe, B. 612, 620–1
Allan, C. 471
Allen, D.G. (Tews et al.) 293
Allen, N.J. 419
Allen, R.W. (Madison et al.) 755
Allen, T.J. 215
Alliger, G. 375
Allport, F.H. 388
Altman, I. 438
Altman, Robert 526
Alvesson, M. 109
Amabile, T.M. 292
Ambrosini, V. 115, 588
Ames, D.R. (Anderson et al.) 352
Ammeter, A.P. (Ferris et al.) 759
Amos, J. 318
Anand, N. 557, 558, 561, 566, 568, 

569, 571
Anderson, C. 352, 367
Anderson, Paul Thomas 731
Andrew, P. 99, 146
Annett, J. 420
Ansoff, I. 43, 44
Anthony, T. (Mullen et al.) 685
Anthony, W.P. (Ferris et al.) 752
Antonakis, J. 627
Appelbaum, S.H. 637
Arai, M. 410
Archer, P. 63
Argyris, C. 165, 168, 172, 541

Aritzeta, A. 364
Arkin, A. 59, 300
Armenakis, A.A. (Rafferty et al.)  

634, 643
Arnold, D.W. 186
Arnold, M. 109
Aronowitz, S. 522
Arroba, T. 758
Asch, S.E. 403, 404, 407
Ashford, S.J. 87, 750–1
Ashforth, B.E. 725, 731

Humphrey et al. 728
Ashkenas, R. 566
Ashleigh, M. 724
Ashley, L. 266
Astakhova, M.N. 328
Athos, A.G. 119
Atkinson, J.W. (McClelland et al.) 

199, 200, 754
Avent, R. 80, 98
Avolio, B.J. 620
Ayling, L. 188, 206

Bacharach, S.B. (Liu et al.) 161
Bachrach, P. 744
Bacon, R. 637
Badaracco, J.L. 621, 624
Badham, R. 746, 753, 758, 763
Baeza, J. (Buchanan et al.) 622
Bain, P. 457

Taylor et al. 457
Bainbridge, W.S. 325
Bains, G. 132
Bakker, A.B. (Tims et al.) 298
Bales, R.F. 350, 358–9, 360, 366
Balsmeier, P.W. (Bergiel et al.) 370
Bamber, G. (Allan et al.) 471
Bamberger, P. (Liu et al.) 161
Bamforth, K.W. 78, 418
Bandura, A. 160
Banki, S. (O’Reilly et al.) 398
Bannon, D. 91
Barabba, V. 652
Baratz, M.S. 744
Barbulescu, R. 160
Barends, E.

Rynes et al. 25

Barker, J.R. 399
Barnes, A. 335
Barnes-Farrell, J.L. (Rogelberg et al.) 

681
Barney, J.B. 124
Baron, R.A. 356, 392, 742
Barsh, J. 760, 761
Barta, T. 606
Bartlett, A. (Tews et al.) 121
Bass, B.M. 620
Bassett-Jones, N. 294, 304
Bauer, N. (Loch et al.) 56
Bazerman, M. 695
Beard, A. 70
Becker, G. 473
Becker, H. 120
Beer, M. 650
Behfar, K.J. (Weingart et al.) 718, 719
Beijer, S. 301
Belbin, R.M. 183, 362–4, 379
Bell, B.S. 315, 316
Bell, D. 607, 761
Bell, E. 34, 507, 728
Beltoft, T. 639
Bence, H. (Cooper et al.) 159
Benders, J. 390, 420, 422, 442
Bendersky, C. 352

Weingart et al. 718, 719
Benne, K.D. 361–2
Bennis, W.G. 600

Heil et al. 278
Benoit, C. (Spicer et al.) 108
Bentham, J. 746
Berdahl, J.L. 367

O’Reilly et al. 398
Berger, P. 22
Bergiel, B.J. 370
Bergiel, E.B. (Bergiel et al.) 370
Berinato, S. 297–8
Berners-Lee, T. 129
Berwick, D.M. 653
Beshears, J. 676, 677
Beyer, J.M. 121
Bezos, J. 320
Bhaila, A. 567
Biancani, S. 503
Bijlsma, K.M. (De Jong et al.) 398–9

Z02_BUCH2881_09_SE_NIDX.indd   783 07/27/16   10:12 AM



784 Name index

Bilimoria, D. 504
Billings, D. 581
Billsberry, J. (Ambrosini et al.)  

115, 588
Binning, N. 348
Bird, Brad 401
Bird, C. 602
Birkinshaw, J. 337, 556, 600
Bisson, P. (Manyika et al.) 83, 95
Blackstone, T. (Wood et al.) 408
Blair, J.D. (Savage et al.) 716
Blanchard, K.H. 616
Blass, T. 405
Blatt, R. (Ashford et al.) 87
Blau, P.M. 525
Blitz, R. 321, 575
Blyton, P. 12, 336

Noon et al. 472, 473, 474, 721, 722
Bock, L. 135, 204, 329, 475, 494, 557
Boddy, D. 151, 379, 455, 497
Boehm, S. (Kunze et al.) 51
Bohmer, R. 652

Edmondson et al. 427
Boje, D.M. 472
Bolton, S.C. 510, 728
Bond, M. 131
Bond, R. 407
Boone, M.E. 616–18
Borgatti, S.P. (Halgin et al.) 369, 556
Borrill, C. 322

West et al. 682
Boseley, S. 188
Boudreau, K.J. 582
Bounds, A. 89
Bowditch, J.L. 369, 371
Boyatzis, R. 242
Boyce, A. 124
Boyd, C. 510
Boyes, R. 281
Boyle, Danny 114
Bracken, Richard 602
Braddy, P. 737
Bradley, M. 612
Bradshaw, T. 578
Brandenburger, A.M. 575
Brandman, J. (Weaver et al.) 358
Bratton, Bill 751
Braverman, H. 469, 471, 472
Brazil, J.J. 489
Brice, W.N. 731

Grandey et al. 728
Bridger, E. 304
Briggs, K. 181
Briner, R. 26
Brink, K.E. 217
Brittain, S. 203
Brockner, J. 687
Brooke, C. (Andrew et al.) 99, 146
Brooks, I. 128
Broschak, J. 567
Brotheridge, C.M. 729
Brouer, R.L. 752

Brown, A. 428
Brown, B. (Chui et al.) 76, 85, 90, 91
Bruch, H. 639, 640

Kunze et al. 51
Bruun, S.E. 687
Bryant, B. 387
Bryant, C. 65
Brydon, M. 693, 694
Bryman, A. 26, 34, 471, 621
Brynjolfsson, E. 79–80, 81, 98, 102
Buchanan, D.A. 26, 379, 434, 622, 

638, 661, 746, 753, 758, 763
Buchholz, T.G. 190, 191
Buckley, C. 50
Budworth, M.-H. 156, 157
Buelens, M. (Kreitner et al.) 165
Buell, Ryan 297–8
Bughin, J. 571

Chui et al. 76, 85, 90, 91
Manyika et al. 83, 95

Bunderson, J.S. 320
Buona, A.F. 369, 371
Burawoy, M. 472
Burger, J.M. 405, 410
Burgess, K. 218
Burke, C.S. (Salas et al.) 420, 430, 431
Burke, R.J. 280
Burman, R. 121
Burne, J. 223
Burnes, B. 634, 650
Burnham, D.H. 754
Burns, J.M. 620
Burns, T. 542–3, 545
Burrell, G. (Hearn et al.) 504
Burress, J.A. (Wageman et al.) 439
Burridge, M. 423

Delarue et al. 418
Wood et al. 30–1

Busceme, S. (Wood et al.) 408
Bushe, G. 365
Butler, C.L. (Zander et al.) 429
Butler, T. 298
By, R.T. 526, 549
Byrne, A. 281–2

Cabane, O.F. 627
Cable, D.M. (Elsbach et al.) 89
Cage, John 643
Cain, S. 316
Caldwell, D.F. (Chatman et al.) 124
Caldwell, R. 621
Callaghan, G. (Van den Broek et al.) 

433
Callaghan, M. (Weaver et al.) 358
Camacho, L.M. 687
Cameron, James 515
Cameron, K. (Whetton et al.) 714, 

716–17
Cammann, C. (Chansler et al.) 432
Campbell, A. (Kunisch et al.) 498–9
Campbell, M. 737
Campbell, T.T. (Robbins et al.) 231

Campion, M.A. 348
Cannell, M. 237
Cappelli, P. 619
Cardinal, L.B. (De Jong et al.) 398–9
Carli, L.L. 760
Carter, B. 458–9
Carter, P. 740
Castellucci, F. 352
Castro, Fidel 684
Catmull, E. 30, 330, 654
Cattell, R. 366
Cavanagh, G. 61, 62, 63

Velasquez et al. 61, 63
Cavazotte, F. 468
Cave, A. 58
Chamorro-Premuzic, T. 206
Champoux, J.E. 401
Chan, J. 468
Chand, M. 50, 70
Chandler, A.D. 491, 559
Chanlat, J.-F. 753
Chansler, P.A. 432
Chaplin, Charles 102
Chase, L. (Rangan et al.) 68
Chatman, J.A. 124, 661
Chazelle, Damien 282
Chemers, M.M. 614
Chen, N.Y.F. (Tjosvold et al.)  

715, 731
Chen, W. 436
Cherns, A. 561
Child, J. 45, 485, 512, 529, 532,  

545–6, 556, 568
Chittenden, M. 52
Chory, R. (Malachowski et al.)  

504, 514
Chou, E.Y. (Halvey et al.) 350, 375
Christensen, C.M. 652, 658, 662
Christie, R. 754
Chu, A. 365
Chui, M. 76, 85, 90, 91, 571

Manyika et al. 83, 95
Churchard, C. 169, 267
Chynoweth, C. 147
Cialdini, R.B. 748–9, 763, 764
Cichocki, P. 522
Clarke, A.D.M. 172
Clarke, F.L. (Cooper et al.) 159
Clarke, Jean 224
Clarke, N. 299
Clarke, R.A. (McClelland et al.) 199, 

200, 754
Claus, C. (Malachowski et al.) 504, 514
Clay, A. 661
Clegg, S.R. 7, 45
Clinton, Bill 229
Clinton, Hillary 7, 760
Coch, L. 647
Coget, J.-F. 290–1
Cohen, A. 263
Cohen, David 738
Cohen, Joel and Ethan 242

Z02_BUCH2881_09_SE_NIDX.indd   784 07/27/16   10:12 AM



 Name index 785

Cohen, M.D. 692
Cohen, S.G. (Mohrman et al.) 321, 561
Cole, A. (Stewart et al.) 98
Cole, G.A. 500
Cole, M.S. (Walter et al.) 235
Collett, P. 229, 739
Collier, N. (Ambrosini et al.) 115, 588
Collier, P. 464
Collins, J. 624
Comer, D.R. 423
Conant, Doug 588
Congdon, C. 132
Conti, R.E. 472
Cook, Anna 129
Cook, S. 580–1
Cooke, B. 650
Cooley, C.H. 195
Coons, A.E. 610
Cooper, A.L. (Weaver et al.) 358
Cooper, D. 159
Cooper, K. 606
Cordery, J. 429
Cosier, R.A. 705
Costa, P. 192
Costas, J. 123
Costigan, R.D. 217
Cottrell, S. 34
Coulter, M. 523
Courtright, S.H. 353
Coutu, D. 315, 397, 430, 685
Cranston, S. 297
Creese, S. 96, 97
Cross, R. 333
Crowther, S. 463
Croyle, M.H. (Diefendorff et al.) 725
Crump, J. (Moutafi et al.) 194
Cunliffe, A.L. 109, 706
Currie, G. 422
Curs‚eu, P. 364

Pluut et al. 436
Cyert, R.M. 670, 690, 692

Daft, R.L. 60, 434, 514, 557, 558, 561, 
566, 568, 569, 571

Dahl, R.A. 351
Dahlander, L.

Biancani et al. 503
Van Knippenberg et al. 671, 672

D’Analeze, G. (Rayton et al.) 299
Danford, A. 435

Carter et al. 458–9
Daniels, K. 55, 65, 206
Danielson, J. (Chui et al.) 76, 85,  

90, 91
Dardenne, Jean-Pierre and Luc 16
Darnell, Eric 35
Darwin, C. 575
Davis, G. 599
Davis, L.E. 433
Davis, S.M. 561
Davis, T.R.V. 165
Davis-Blake, A. 278, 567

Dawkins, S. (Martin et al.) 207
Dawson, J. 442
Day, P. 108
Day, Robert 478
De, D. (Stewart et al.) 98
De Dreu, C.K.W. 703

Gelfand et al. 715
De Geuss, A.P. 45
De Jong, B.A. 398–9
De Jong, P. 71
De Jorio, A. 223
De Meuse, K.P. (Sundstrom et al.) 

421, 436, 437, 439, 440
De Smet, A.

Aronowitz et al. 522
Heywood et al. 598, 606

De Wit, B. 573
Deal, T.E. 109, 119, 122
Degeest, D.S. (Kristof-Brown et al.) 

349
Delarue, A. 418, 442
Delbridge, R. 476
Dellinger, K. (Williams et al.) 504
Demko, M. (Orbach et al.) 333, 361
Denison, D.R. 125

Boyce et al. 124
Denning, S. 570
Dennis, J.D. 371
Denyer, D. 26

Briner et al. 26
Derks, D. (Tims et al.) 298
DeSteno, D. 225
Detert, J. 750–1
Devanna, M.A. 620
Devillard, S. 608
Dewhurst, M. 87
Di Stefano, G. 395
Dickey, C. 738
Dickson, M.W. 389
Dickson, W.J. 325, 327
Diefenbach, T. 526, 549
Diefendorff, J.M. 725, 731

Humphrey et al. 728
Diehl, M. 324
Diener, E. 286, 405
Dimitrova, D. 373, 556
Dipietro, R.B. 265
DiTomaso, N. 116, 124
Dobbs, R. 47, 70

Manyika et al. 83, 95
Dodge, J. 565
Dodge, T. (Rayton et al.) 299
Dodson, J.D. 641
Doerr, B. (Chatman et al.) 124
Doldor, E. (Vinnicombe et al.) 604, 609
Doms, M. 397, 403
Donaldson, Roger 695
Donaldson, T. 65
Donnan, S. 47
Donsbach, J. 375
Dorfman, M. (House et al.) 131
Douglas, C. (Ferris et al.) 752–3

Doyle, J. (Orbach et al.) 333, 361
Drexler, A.B. 317, 561
Driscoll, M. 316
Driskell, J.E.

Milanovich et al. 353
Mullen et al. 685

Drucker, P. 25
Druskat, V.U. 424
Du Gay, P. 531
Duberley, J.

Ashley et al. 266
McAuley et al. 746

Dubner, S.J. 487
DuBrin, A.J. 233, 250, 755
Duncan, R.B. 42, 488, 514, 541, 557
Dunford, R. 661
Dunphy, D. 648
Dutton, J.E. 298
Dutton, K. 206
Duxbury, L. 51
Dyer, J. 658
Dyson, James 656
Dzindolet, M.T. 687

Eagly, A.H. 760
Edmondson, A.C. 172, 427, 657

Garvin et al. 167
Rashid et al. 419, 626

Edwards, D. 418, 494, 524
Edwards, R.C. 721
Einsiedel, A.A. 692
Ekvall, G. 655
Ellemers, N. 322
Elliott, C.S. 478, 480, 556
Ellis, T. 605–6
Ellis, V. 457, 469
Elsbach, K.D. 89
Emery, R.E. 78
Ensley, M.D. (Pearce et al.) 400
Erickson, T.J. 424–5, 562

Gratton et al. 366–7, 573
Erlandson, E. 602
Etzioni, A. 470
Eustace, Alan 204
Evans, A. 121
Evans, C. 478
Ewenstein, B. 637, 638
Eysenck, H.J. 184–5, 192
Ezzedeen, S.R. 599

Fang, C. 686
Farmery, K. (Cooper et al.) 159
Fayol, Henri 122, 526–8, 529, 534, 

536, 541
Fecheyr-Lippens, B. 31
Felber, C. 64
Feldman, D.C. 396
Felstead, A. 473
Fenley, M. (Antonakis et al.) 627
Ference, R. (Moorhead et al.) 684
Ferguson, Charles 659
Ferlie, E. (Buchanan et al.) 622

Z02_BUCH2881_09_SE_NIDX.indd   785 07/27/16   10:12 AM



786 Name index

Ferrazzi, K. 369, 371, 761
Ferris, G.R. 752–3, 759

Brouer et al. 752
Ferster, C.S. 155
Festinger, L. 405
Fiedler, F.E. 614–16
Fiksenbaum, L. 280
Fiorina, C. 757, 758, 767
Fisher, R. 717
Fishman, C. 562
Fitzgerald, L. (Buchanan et al.) 622, 638
Fjeldstad, Ø.D. 558, 587

Miles et al. 556, 574
Fleishman, E.A. 610
Fleming, P. 123, 136, 504, 745

Spicer et al. 108
Fleming, T. 41
Flestea, A.M. (Pluut et al.) 436
Flowers, M.L. 685
Flynn, J. (Heath et al.) 233–4
Fogg, B.J. 154
Foley, F. 504
Foley, James 185
Fombrun, C. 355
Forbath, T. (Morey et al.) 81
Ford, Bill 41–2
Ford, Henry 122, 453, 463, 464, 465, 

466, 467, 468, 566
Ford, M. 102
Forrester, R. 317, 561
Foss, N.J. 556
Foucault, M. 504, 742, 744, 745, 746
Foushee, H.C. 353
Fox, A. 485, 544, 703
Fox, H. 604
Foy, N. 379
Francis, Robert 543–4
Frankel, David 627
Frankel, L.P. 763
Fraser, C. 603
Frean, A. 97
Frederick, S. 697
Frem, A. 242
French, J.R.P. 351, 647, 741
French, J.W. 552
French, R. 202
Frey, C.B. 86, 98–9
Friedman, Meyer 186–7, 190
Friedman, Milton 65
Friedrich, R. 54
Frink, D.D. (Ferris et al.) 752–3
Frissora, Mark 40
Frohlich, N. 392
Fuchs, V. 473
Fulmer, R.M. 459
Fung, Victor and William 49
Furnham, A. 119, 178–9, 206, 227, 

267, 687, 761
Moutafi et al. 194

Furst, S.A. (Shapiro et al.) 369
Futrell, D. (Sundstrom et al.) 421, 

436, 437, 439, 440

Gaffney, P. 389
Gaghan, S. 47
Gagliardi, P. 119
Gail, C. 132
Galbraith, J. 522, 558
Galinsky, A. 622, 740–1

Halvey et al. 350, 375
Gallagher, C.A. (Pearce et al.) 400
Gandz, J. 766
Gantt, H.L. 462–3
Gapper, J. 282, 585
Garcia, C. 83
Gardner, H.K. 686
Garland, Alex 88
Garmendia, J.A. 127
Garrahan, P. 435
Gartman, D. 464
Gartner 320
Garvin, D.A. 167, 533, 695
Gast, A. 638
Gates, Bill 475
Gauthier, Valérie 256
Gautier, C. 506
Geis, F.L. 754
Gelfand, M.J. 715
Geller, L.R. 718
George, E. (Ashford et al.) 87
George, G. 31

Van Knippenberg et al. 671, 672
George, J.M. 391
Gersick, C.J. 339
Gherardi, S. 167, 168
Giacalone, R.A. (Rosenfeld et al.) 231
Giancola, F. 299
Gibb, J.R. 239
Gibney, Alex 305
Gibson, C.B. (Kirkman et al.) 432
Giddens, A. 47, 49
Gifford, J. 91, 93, 94
Gilbreth, F.B. 460–1
Gilbreth, L. 458, 461
Gillespie, M.A. (Boyce et al.) 124
Gillespie, R. 325
Gilmore, D.C.

Brouer et al. 752
Ferris et al. 752

Gilovich, T. (Medvec et al.) 726
Gilson, L.L. 368, 375
Ginnett, R.C. 426
Gino, F. 676, 677

Garvin et al. 167
Giuffre, P.A. (Williams et al.) 504
Glassop, L.I. 418
Glew, D.J. (Mesmer-Magnus et al.) 

121
Goelzner, P. (Denison et al.) 125
Goffee, R. 126, 302
Goffman, E. 231, 320
Goldstein, E.B. 270
Goldstein, N. 763
Goldwasser, C. 640
Goleman, D. 213, 234–5, 242, 616

Goncalo, J.A. (Nemeth et al.) 687
Gond, J.P. (Spicer et al.) 108
Goodrich, C.L. 720
Goodwin, Daisy 604
Gopalakrishnan, G.M. (Halgin et al.) 

369, 556
Gordon, G.G. 116, 124
Gordon, J. 428
Gosling, S.D. (Anderson et al.) 352
Gottfredson, R.K. (Aguinis et al.)  

279, 295
Gottlieb, J. 95
Gouillart, F. 581
Gould, A.M. 470, 471
Gould, R.V. 352
Gouldner, A.W. 525
Grandey, A.A. 728, 729, 731
Grant, M. 115
Granter, E. (McCann et al.) 467
Gratton, L. 70, 76, 77, 366–7, 424–5, 

562, 573, 634
Graven, W. (Devillard et al.) 608
Graves, J. (Ingham et al.) 390
Gray, J.L. 502, 507
Green, W. (Wood et al.) 30–1
Greenberg, J. 356, 392, 742

Rousseau et al. 298
Greer, L.L. 400
Gregersen, H. 658
Grey, C. 115, 121, 124, 433, 461
Griffen, R.W. (Linstead et al.) 720, 731
Grodek, M.V. 165
Gronn, P. 621
Grosserand, R.H. (Diefendorff et al.) 

725
Groysberg, B. 607, 761

Nohria et al. 284
Grusek, J.E. 155
Guest, D. 300
Guirdham, M. 224, 228
Gulati, R. 556, 587
Gully, S.M. 400
Gulowsen, J. 422
Gundersen, A. 113
Gunn, A. 589
Gunter, B. 119
Gupta, N. 279
Gupta, S. (Chui et al.) 76, 85, 90, 91
Gupta, V. (House et al.) 131
Gutherie, J.P. (Ji et al.) 638
Guzzo, R.A. 389

Haaland, S. (Denison et al.) 125
Haas, M.

George et al. 31
Van Knippenberg et al. 671, 672

Habashy, S. (Appelbaum et al.) 637
Hackman, J.R. 295, 296, 315, 685

Wageman et al. 439
Hakonen, M. (Gilson et al.) 368, 375
Hale, D. 702
Hales, C. 710

Z02_BUCH2881_09_SE_NIDX.indd   786 07/27/16   10:12 AM



 Name index 787

Halgin, D.S. 369, 556
Halinski, M. 51
Hall, E.T. 230
Hall, M.J. (Dennis et al.) 371
Hall, R.H. 524
Halvey, N. 350, 375
Halvorson, H.G. 270
Hamel, G. 496, 549, 562, 634, 661
Hamermesh, D.S. 270
Hamilton, Iain 494
Hammarstrom, O. 435
Hammer, M. 652
Hampton, M. 315, 405
Handy, C. 127, 522
Hanges, P.J. (House et al.) 131
Hanlon, G. 478
Hardy, C. (Clegg et al.) 7
Hare, A.P. 426
Hare, Robert 35
Harhoff, D. 581
Harkins, S. 687

Latane et al. 390
Harper, B. 264
Harper, C. (Cooper et al.) 159
Harris, E.F. 610
Harris, L. 114
Hartman, E. 390
Harvey, C. 590
Haslam, S.A. 608, 626
Hassard, J.S. 342

McCann et al. 467
Hastie, R. 410, 695
Hatch, M.J. 706
Hattersley, M. 580
Hawking, S. 88
Hawver, T. (Humphrey et al.) 725, 729
Hayes, N. 340, 420
Hays, N.A. 352
Hazlehurst, J. 66
Hearn, J.R. 504
Heath, C. 6
Heath, K. 233–4
Hecht, T. 419
Heider, F. 263
Heil, G. 278
Heller, F. 598
Helmreich, R.L. (Weiner et al.) 427
Henkoff, R. 728
Henn, G. 215
Herbert, T.T. 459
Hersey, P. 616
Herzberg, F. 292, 294–5, 297
Heskett, J.L. 125
Hewlett, S.A. 52, 280, 622
Heywood, S. 598, 606
Hickson, D.J. 743
Highfield, R. 575
Hiley, D.R. 745
Hill, A. 108, 320, 475
Hill, G.W. 426, 681
Hill, W.H. 257
Hindle, T. 324, 428

Hinings, C.R. (Hickson et al.) 743
Hinojosa, A.S. (Little et al.) 250
Hippocrates 181
Hirt, M. 83, 98
Ho, V.T. (Rousseau et al.) 298
Hochman, P. 440
Hochschild, A.R. 329, 725, 726,  

727, 728
Hochwarter, W.A.

Brouer et al. 752
Ferris et al. 752–3, 759

Hoffman, B.J. 603
Hofstede, G. 109, 130, 131, 132
Hogg, M.A. 368, 392, 401, 406
Hollenbeck, G.P. 621
Hollinger, P. 464
Holmes, L. 478
Holt, M.D. (Heath et al.) 233–4
Holton, P. (Cooper et al.) 159
Homans, G. 334–5, 336, 337
Hong, D.-S. (Kristof-Brown et al.) 349
Hong, H. 261
Hook, L. 183
Hope, C. 637
Hope, O. 757
Hornik, R. 70
Horowitz, D. 464
House, R.J. 131
Hout, T. 639
Howard-Jones, P. 148, 149
Howcroft, D. (Carter et al.) 458–9
Howe, J. 581
Huckman, R. 429–30
Huczynski, A.A. 242, 408, 748
Huffman, B.J. 351
Hughes, John 340
Hughes, M. 634
Humphrey, R.H. 725, 728, 729, 731

Walter et al. 235
Hutchins, E. 426
Hutchinson, S.

Kinnie et al. 727
Purcell et al. 28

Huy, Q.N. 624
Hyde, P.J. (McCann et al.) 467
Hyman, J. (Taylor et al.) 457

Ibarra, H. 160, 161, 197, 198, 291, 
292, 761

Inagaki, K. 40
Inderrieden, E.J. (Sweeney et al.) 288
Ingham, A.G. 390
Ip, J. (Andrew et al.) 99, 146
Irwin, C. 522
Isenberg, D.J. 683
Iwerks, , Lesley 654

Jackson, N. 740
Jackson, Peter 588
Jacobs, E. 102, 281, 524
Jaconi, M. 585
Jacquemont, D. 634

Jago, A.G. 672
Jain, A. 108
James, K. 758
Janis, I.L. 684, 685, 705
Janson, R. (Hackman et al.) 295, 296
Jaques, E. 549
Jarvenpaa, S.L. 369
Javidan, M. 131

House et al. 131
Jeffcoat, John 129
Jehn, K.A. (Weingart et al.) 718, 719
Jenkins, A. 432, 442
Jenkins, S. 476
Jensen, M.A.C. 337, 339, 440
Jermier, J.M. 720
Jervis, F.R. 493
Jeske, D. 468
Jewison, Norman 565
Ji, Y.-Y. 638
Jick, T. 646

Ashkenas et al. 566
Jimmieson, N.L. (Rafferty et al.)  

634, 643
Jobs, Steve 203
John, O.P. (Anderson et al.) 352
Johnson, C. (Mullen et al.) 684, 687
Johnson, G. 60, 63
Johnson, Lyndon 684
Johnson, M. (Cooper et al.) 159
Johnson, P. (McAuley et al.) 746
Johnson, Tim 35
Johnston, R. 704
Jolly, Richard 191
Jones, B.F. (Wuchty et al.) 316
Jones, D.T. (Womack et al.) 467
Jones, E.E. 687
Jones, G. 126, 302
Jones, J.W. 186
Jones, P. 348
Jones Young, N.C. (Gilson et al.) 368, 

375
Jonsen, K. 387

Stahl et al. 128
Jonze, Spike 195
Joo, H. (Aguinis et al.) 279, 295
Jordet, G. 129–30, 390
Judge, Mike 453, 728
Judge, T.A. 113–14, 492–3, 511,  

649, 706
Robbins et al. 231

Jung, C.G. 181

Kacmar, C.J. (Ferris et al.) 752–3
Kahn, W.A. 299
Kahneman, D. 603–4, 676, 677, 696
Kamprad, Ingvar 118
Kanigel, R. 454, 456
Kanki, B.G. (Weiner et al.) 427
Kanter, R.M. 504, 543, 655, 656–7
Kantor, J. 453
Kaplan, J. 102
Kapoutsis, I. 730

Z02_BUCH2881_09_SE_NIDX.indd   787 07/27/16   10:12 AM



788 Name index

Karanika-Murray, M. 298
Karau, S.J. 389, 391
Karim, S. (Rangan et al.) 68
Kass, H.-W. 41
Kates, A. 522
Katz, D. 610
Katz, L.M. 458
Katzenbach, J.R. 340, 420, 561
Kay, J. 421, 524
Keen, A. 86, 98
Keidal, R. 539–40
Keitner, D. (Anderson et al.) 352
Kelion, L. 563
Kellaway, L. 124
Keller, K. (Gelfand et al.) 715
Keller, S. 297
Kelley, H.H. 263
Kelley, P. 500
Kemp, L. 478
Kenagy, J. 652
Kennedy, A.A. 109, 119, 122
Kennedy, J.A. 609–10
Kennedy, J.F. 232, 684
Kerbaj, R. 207
Kerr, N.I. 687
Kerr, N.L. 392
Kerr, S. (Ashkenas et al.) 566
Kesebir, S. 375
Ketley, D. (Buchanan et al.) 638
Keynes, J.M. 98
Khurana, R. 624
Kidd, P. 12, 218
Kilduff, G.J. 622
Kilduff, M. 354
Kilian, C.M. 351
Kilo, C.M. 646
Kim, T. 297
Kim, W.C. 751
Kimura, T. 752
King, A.A. (Di Stefano et al.) 395
Kingl, A. 371, 687
Kinicki, A. (Kreitner et al.) 165
Kinnie, N. 727

Purcell et al. 28
Kipnis, D. 748
Kirkland, R. 40, 86, 87, 602
Kirkman, B.L. 135, 432

Cordery et al. 429
Li et al. 315

Kirton, H. 229, 601
Kissinger, H. 738
Klein, H.J. 172
Kleiner, M. (Barta et al.) 606
Kleinman, Z. 546
Klimek, Peter 320
Knight, C. 428
Knights, D. 119, 316

Jermier et al. 720
Knowles, C. 70–1
Knudstorp, Jørgen Vig 84
Kohn, A. 295
Kokkoris, K. 183

Kolodinsky, R.W. (Ferris et al.) 
752–3, 759

Koontz, H. 492
Korczynski, M. 723
Kornberger, M. 580
Kosinski, M. (Youyou et al.) 194
Koslowsky, M. (Sagie et al.) 720
Kosmala, K. 721
Koster, A. (Friedrich et al.) 54
Kotter, J.P. 125, 636–7, 645, 717
Koza, M.P. 576
Kozlowski, S.W.J. 315, 316
Krackhardt, D. 354
Kramer, R.M. 612–13
Kramer, S.J. 292
Kravitz, D.A. 390
Kray, L.J. 609–10
Kreitner, R. 155, 158, 164, 165, 682
Kring, A.M. (Anderson et al.) 352
Kristof-Brown, A.L. 349
Kübler-Ross, E. 640–1
Kubrick, Stanley 172
Kuchler, H. 91, 97, 361, 458
Kukenberger, M. 375
Kumar, R. 576
Kumra, S. (Singh et al.) 759, 760
Kunda, G. 123, 728
Kunisch, S. 498–9
Kunze, F. 51
Kupers, R. 59

Laennec, R.T.H. 653
Laird, M.D. (Brouer et al.) 752
Lakhani, K.R. 582
Lam, C. 392
Lambertus, D.D. 687
Lamm, H. 683
Lampel, J. 567
Lancaster, J. (De Jong et al.) 71
Langfried, C.W. 432
Langley, A. 23, 670
Lansbury, R.D. 435
Lansink, R. 638
Lao-tzu 647
Larker, D.F. 222
Latane, B. 390, 391
Latham, G.P. 291

Budworth et al. 156, 157
Laurent, A. 128
Lawler, E.E. 26, 492, 635, 636
Lawrence, P.R. 541, 544, 545, 561, 710
Lawrence, T. (Clegg et al.) 7
Lawson, E. 126

Devillard et al. 608
Layard, R. 726
Le Bon, G. 405, 406
Lea, R. 230, 292
Leana, C.R. 685
Leavitt, H.J. 331, 488, 531, 532
Lee, L.-E. (Nohria et al.) 284
Leidner, D.E. 369
Lemos, A.H. (Cavazotte et al.) 468

Leonard, H.B. (Rashid et al.) 419, 626
Leppard, D. 52
Leshner, M. 428
Leslie, L.M. (Gelfand et al.) 715
Lettl, C.

Fjeldstad et al. 558, 587
Miles et al. 556, 574

Levine, J.M. 401
Levine, R. 433
Levine, S. 433
Levinger, G. (Ingham et al.) 390
Levitt, S.D. 487
Levy, Shawn 364
Lewin, A.Y. 576
Lewin, K. 367, 635–6
Lewis, G. 97, 207, 658
Lewis, L. 230
Lewis, M. 66
Li, N. 315
Liechti, S. (Antonakis et al.) 627
Likert, R. 330, 611–12
Lindblom, C. 691
Lindley, D. (Spicer et al.) 108
Lindsay, G. (Waber et al.) 215
Linehan, C. 609
Linstead, S. 720, 731
Lippert, Martin 647
Lippitt, R.O. 367, 368
Lippmann, W. 262
Liskovich, I. 261
Litterer, J.A. 543
Little, L.M. 250–1
Littlepage, G.E. 324
Littler, C.R. 453, 469
Liu, S. 161
Lloyd, G.C. 294, 304
Loch, C. 56
Locke, E.A. 291
Long, G. 478, 480, 556
Lorenzi, P. 620
Lorsch, J.W. 485, 544, 545, 710
Lowe, C.A. (Rogelberg et al.) 681
Lowell, E.L. (McClelland et al.) 199, 

200, 754
Luce, C.B. 280

Hewlett et al. 622
Luckmann, T. 22
Ludeman, K. 602
Lukes, S. 743, 744
Luketic, Robert 270
Lumet, Sidney 375, 712
Lund, E. 464
Lundgren, S. (Wood et al.) 408
Lundsten, L.L. 257–8
Lupuleac, S. 364
Lupuleac, Z.L. (Lupuleac et al.) 364
Luthans, B.C. (Luthans et al.) 158, 159
Luthans, F. 121, 155, 158, 159, 164, 165
Luthans, K.W. (Luthans et al.) 158, 159
Lynn, F. (Sauder et al.) 352
Lyons, B.D. (Hoffman et al.) 603
Lysons, K. 502

Z02_BUCH2881_09_SE_NIDX.indd   788 07/27/16   10:12 AM



 Name index 789

Mabey, C.. 565
McAfee, A. 79–80, 81, 98, 102
McAuley, J. 746
McCabe, D. 316
McCall Jnr, M.W. (Hollenbeck et al.) 

621
McCann, L. 467
McCarty, J. 741
McCauley, C. 685
McCaulley, M.H. 181
McClelland, D.C. 199, 200, 754
Maccoby, N. (Katz et al.) 610
McCrae, R.R. 192
McDonald, S. 436
MacDuffie, J.P. 320, 435
McElroy, J.C. 265, 266
McEvily, B. 514
McFarland, D.A. (Biancani et al.) 503
McFarlin, D.B. (Sweeney et al.) 288
McGinty, D. (Aronowitz et al.) 522
McGrath, J.E. 322
McGregor, D. 262, 278
Machiavelli, N. 754
McKee, A. 242
McKersie, R.B. 716
MacLeod, D. 299
McNab, A. 206
Madey, S. (Medvec et al.) 726
Madison, D.L. 755
Magnolfi, J. (Waber et al.) 215
Majchrzak, A. (Malhotra et al.) 371
Major, V.S. (Little et al.) 250
Mäkelä, K. (Zander et al.) 369, 371
Malachowski, C. 504, 514
Maldagen-Youngjohn, R.  

(Hoffman et al.) 603
Malhotra, A. 371
Malo, J.-L. (Appelbaum et al.) 637
Malone, T.W. 365–6, 605

Reeves et al. 325
Mann, S. 758
Manroop, L. (Budworth et al.) 156, 157
Mansi, A. 724
Manyika, J. 70, 83, 95

Chui et al. 76, 85, 90, 91
Maor, D. (Jacquemont et al.) 634
Marcati, C. (Ellis et al.) 605–6
March, J.G. 237, 529, 670, 679,  

690, 692
Cohen et al. 692

Marchington, M. 425
Marcic, D. 173
Maréchal, G. (Linstead et al.) 720, 731
Markillie, P. 95
Markoff, J. 85, 102
Marrs, A. (Manyika et al.) 83, 95
Marsh, A. 58
Marsh, V. 301
Martin, A. 207
Martin, B. 390
Martin, J. 119, 344, 411
Martin, S. 763

Martindale, N. 188
Marx, K. 721
Maslow, A. 19, 284–6, 296, 318
Mathieu, J. 375
Matthews, D. 53, 92
Mauborgne, R. 751
Mauermann, H. (Loch et al.) 56
Maurer, R. 646
Mayer, J.D. 234
Mayes, B.T. (Madison et al.) 755
Maynard, M.T. (Gilson et al.) 368, 

375
Mayo, E. 122, 325, 326, 327–8, 331, 

384, 394
Mayrhofer, P. 581
Maznevski, M.L. (Stahl et al.) 128
Mead, G.H. 196
Medvec, V. 726
Meissner, P. 692–3
Mendoza, M. 30
Menges, J. 639, 640
Meola, D. (Dennis et al.) 371
Merkel, Angela 229
Merton, R.K. 525
Meslec, N. 364
Mesmer-Magnus, J. 121
Messersmith, J.G. (Ji et al.) 638
Meyer, E. 132, 133, 242
Meyer, R. 573
Meyerson, D.E. 621, 624
Michael, D. 639
Michaelides, G. 298
Michaels, A. 561
Michel, J.W. (Tews et al.) 121, 293
Milanovich, D.M. 353
Miles, G. (Miles et al.) 556, 574
Miles, R.E. 556, 574

Fjeldstad et al. 558, 587
Milgram, S. 404–5
Milkman, K.L. (Soll et al.) 677
Miller, D. 125
Mills, E. 762
Milne, R. 84
Mintrom, M. 589
Mintzberg, H. 330, 342, 532–5, 549, 

600, 668, 743, 751–2
Moberg, D.

Cavanagh et al. 61, 62, 63
Velasquez et al. 61, 63

Mockaitis, A.I. (Zander et al.) 429
Mohr, L.B. 23
Mohrman, A.M. (Mohrman et al.) 

321, 561
Mohrman, S.A. 26, 321, 561, 635, 636
Montanari, J.R. 685
Moore, D. 695
Moore, Gordon 80
Moore, K. (McElroy et al.) 265, 266
Moorhead, G. 684, 685
Moreland, R.L. 401
Moreno, J.L. 353, 354
Morey, T. 81

Morgan, Charles 292
Morgan, Christiana 199
Morgan, G. 9–10, 121, 530
Morgan, N. 623–4
Mori, K. 410
Morieux, Yves 324
Morouney, K. 590
Morozov, E. 585
Morrell, K. (Noon et al.) 472, 473, 

474, 721, 722
Morrison, M. 55
Morse, G. 79
Morse, N.C. (Katz et al.) 610
Mortensen, M. 439

O’Leary et al. 373, 436
Morton, O. 83
Moscovici, S. 386, 387, 408
Moser, K. 214, 215–16
Mosonyi, S. (Spicer et al.) 108
Mostert, N.M. 364
Moutafi, J. 194
Mulcahy, M. 609
Mullen, B. 684, 685, 687
Müller-Stewens, G. (Kunisch et al.) 

498–9
Mulvey, G. (Taylor et al.) 457
Mumford, S. 389
Munoz, J.S. (De Jong et al.) 71
Murphy, H. 329
Murphy, J. (Daft et al.) 514
Murray, Henry 199
Murray, V.V. 766
Myers, D.G. 683
Myers, I.B. 181

Nadler, D. 572, 573
Nakamoto, M. 214
Nalebuff, B.J. 575
Nanus, B. 600
Naquin, C.E. 419, 424
Nardi, H. 505
Neale, Jonathan 575
Neck, C.P. (Moorhead et al.) 684
Neeley, T. 118
Nelson, D.L. 758

Little et al. 250
Nelson-Jones, R. 231
Nemeth, C.J. 687
Neu, W.A. 393
Neumann, T. (Barta et al.) 606
Newcomb, T. 405
Newing, R. 370
Ni Luanaigh, A. (Wood et al.) 30–1
Nichols, Joseph McGinty 661
Nicholson, N. 410
Nicholson-Crotty, S. 495
Nida, S. 391
Nieminen, L.R.G. (Boyce et al.) 124
Nigstad, B.A. 687
Nijholt, J.J. 422
Nisbett, R. 262
Nixon, Richard 232

Z02_BUCH2881_09_SE_NIDX.indd   789 07/27/16   10:12 AM



790 Name index

Noe, R.A. 172, 434
Nohria, N. 284
Nolte, S. (Wood et al.) 30–1
Nonaka, I. 166, 169, 170
Noon, M. 12, 336, 472, 473, 474,  

721, 722
Nord, W.R.

Clegg et al. 7
Jermier et al. 720

Notter, J. 115
Nowak, M. 575
Nunes, D.A. (Wageman et al.) 439
Nurullah, S.M. 286

Oakley, A. 504
Oakley, D. 7
Oakley, J. 761
Obama, Barack 229
O’Brien, R. 342, 587
O’Connor, S. 458
O’Driscoll, T. (Reeves et al.) 325
Ogbonna, E. 114, 119
Oldham, G.R. 295

Hackman et al. 295, 296
O’Leary, K.J. (Weaver et al.) 358
O’Leary, M.B. 373, 436
Olsen, J.P. 692

Cohen et al. 692
Oppenheimer, J. 392
Orbach, M. 333, 361
O’Reilly, C.A. 124

Chatman et al. 124
O’Reilly, J. 398

Robinson et al. 398
Osborn, A.F. 686, 687
Osborne, M.A. 86, 98–9
Ouellette, J.A. (Wood et al.) 408
Owen, Robert 67
Oz, Frank 764

Pablo, A.L. 755
Page, L. 204, 320, 533, 546, 557
Palmer, I. 661
Panetta, Leon 96–7
Par, W.-W. (Kristof-Brown et al.) 349
Paradise, R. (Devillard et al.) 608
Park, R. 424
Parker, M. 13, 120, 435
Parker, S. (Spicer et al.) 108
Parkin, P.W. 504
Parry, E. 50
Parsons, C. 340
Pascal, B. 128–9
Pascale, R.T. 116, 119, 647
Patel, K. (Spicer et al.) 108
Patton, B. 717
Paulus, P.B. 420, 687
Pavlov, Ivan Petrovich 152
Payne, J.W. (Soll et al.) 677
Pearce, C.L. 400
Pease, A. 223
Peckham, V. (Ingham et al.) 390

Peiperl, M. 646
Pelaez, P. (De Jong et al.) 71
Pennington, C. 82
Pentland, A. 360

George et al. 31
Orbach et al. 333, 361

Pepitone, A. 405
Pérez-Nordtvedt, L. 342, 587
Perminov, Anatoly 317
Perrewé, P.L. 758

Ferris et al. 752
Perrow, C. 536, 540–1
Personnaz, B. (Nemeth et al.) 687
Personnaz, M. (Nemeth et al.) 687
Pescosolido, A. 403
Peters, T.J. 109, 113, 119, 331,  

529, 598
Peterson, M. (Friedrich et al.) 54
Petty, R.E. 687
Pfeffer, J. 25, 524, 526, 549, 626, 737, 

738, 740, 743, 747, 756, 763
Phillips, K.M. 661
Piazza, A. 352
Pickard, J. 51
Piderit, S.K. 504
Pinker, S. 19
Pisano, G. 582–4

Edmondson et al. 427
Platow, M.J. 626
Plsek, P. 646
Pluut, H. 436
Podolny, J.M. (Sauder et al.) 352
Pollack, J.M. (Humphrey et al.) 725, 

729
Pophal, L. 93
Porter, C.O.L.H. (Li et al.) 315
Porter, G. 328
Porter, L.W. 35

Madison et al. 755
Powell, G. 504
Power, S.J. 257–8
Powley, T. 85
Pratkanis, A.R. 685
Preston, L. 65
Price, C. 126
Pringle, R. 504
Procter, S. 422, 423, 442

Delarue et al. 418
Proyas, Alex 88
Prusak, L. 333
Pryce, P. (Vinnicombe et al.) 604, 609
Puranam, P. 556, 587

Gulati et al. 556, 587
Purcell, J. 28

Kinnie et al. 727
Purdy, K. (Hackman et al.) 295, 296

Quinn, R.W. 320
Quirke, B. 239

Rafaeli, A. 724
Rafferty, A.E. 634, 643

Rahman, M.H. 286
Rainie, L. 371, 556
Rajaratnam, N.A. 323
Rakos, R.F. 165
Ramarajan, L. 123
Ramaswamy, S. (Dobbs et al.) 47
Randler, C. 180–1
Rangan, K. 68
Rasheed, A. 342, 587
Rashid, F. 419, 626
Raven, B.H. 351, 741
Ray, C. 121, 122, 123
Rayson, P. (Cooper et al.) 159
Rayton, B. 299

Purcell et al. 28
Rea, K. 214
Reagan, Ronald 229
Rees, G. 202
Reeves, B. 325
Reich, A. (Jacquemont et al.) 634
Reich, R. 704
Reicher, S.D. 626
Reid, E. 123
Reimers, J.M. 340
Reinert, R. 606
Reitzig, M. (Puranam et al.) 556, 587
Riach, K. 504
Richards, J. 721, 731, 732
Richardson, H. (Carter et al.) 458–9
Richter, A. 442
Rico, R. (Aguado et al.) 348
Ringelmann, M. 390
Riordan, C.A. (Rosenfeld et al.) 231
Ritzer, G. 469, 470, 471
Rivera, Diego 466
Rivera, L.A. 267, 315
Robbins, S.P. 113–14, 231, 492–3, 

511, 523, 531, 649, 706, 717
Roberto, M.A. 695
Roberts, R. (Chui et al.) 76, 85, 90, 91
Robertson, D. 96
Robinson, S.L. 398

O’Reilly et al. 398
Roche, B. 32
Roethlisberger, F.J. 7, 325, 327
Rogelberg, S.G. 681
Rogers, C. 196–7
Rogers, E. 653
Romero, E. 403
Roos, D. (Womack et al.) 467
Rose, M. 328
Rose, N. 123
Rosen, B.

Cordery et al. 429
Malhotra et al. 371

Rosen, Martin 535
Rosenfeld, P. 231
Rosenman, R. 186–7, 190
Rosenzweig, P. 674
Rosethorn, H. 242
Ross, Herbert 410
Ross, J. 687–8

Z02_BUCH2881_09_SE_NIDX.indd   790 07/27/16   10:12 AM



 Name index 791

Ross, L. 15
Rothlin, P. 280
Rotter, J.B. 755
Rousseau, D.M. 25, 298, 704

Briner et al. 26
Rynes et al. 25

Ruble, T.H. 714
Rudloff, D. (Wood et al.) 30–1
Rupp, D. 731

Grandey et al. 728
Rusu, C. (Lupuleac et al.) 364
Ryan, A.M. (Boyce et al.) 124
Ryan, M.K. 608
Ryhammar, L. 655
Rynes, S. 25

Sagie, A. 720
Salaman, G. 469

Mabey et al. 565
Salancik, G.R. 743
Salas, E. 420, 430, 431

Aguado et al. 348
Milanovich et al. 353
Mullen et al. 684, 685, 687

Salkeid, L. 524
Salovey, P. 234
Salz, A. 125
Samaras, J.T. 679
Sánchez-Manzanares, M. (Aguado  

et al.) 348
Sancier-Sultan, S. (Devillard et al.) 

608
Sandberg, S. 626
Santamaria, J.A. 340
Santuzzi, A. 468
Sasaki, K. (Nonaka et al.) 170
Sauder, M. 352
Sauer, S.J. 615
Savage, G.T. 716
Scahill, J. 567
Schaninger, B. (Fecheyr-Lippens  

et al.) 31
Schein, E.H. 109, 110, 113, 114, 116, 

122, 135
Schilling, M.A. 566, 569, 686
Schippers, M.C. 392
Schlesinger, L.A. 645
Schlesinger, R. (Kirkland et al.) 602
Schmidt, S.M. (Kipnis et al.) 748
Schmidt, W.H. 613–14
Schmitt, N. 206
Schneider, B. 35
Schneider, D.M. 640
Scholarios, D. (Ashley et al.) 266
Scholes, K. (Johnson et al.) 60, 63
Schön, D.A. 165, 168, 646
Schoneboom, A. 721
Schoop, A. (Morey et al.) 81
Schultz, M. 109
Schweitzer, M. 741
Schwenk, C.R. 705
Scorscese, Martin 689

Scott, Ridley 674
Sealy, R. (Vinnicombe et al.) 604, 609
Sellers, P. 760
Senge, P. 166–7
Senior, B. (Aritzeta et al.) 364
Sennett, R. 467
Seong, J.Y. (Kristof-Brown et al.) 349
Seybert, N. 203
Shackleton-Jones, N. 170
Shafiq, H. (Appelbaum et al.) 637
Shah, N.P. 352
Shanley, John Patrick 487
Shannon, C.E. 217
Shapiro, D.L. 369

Kirkman et al. 432
Sharman, Andy 653
Shaw, B.M. 687–8
Shaw, J. 279
Shaw, M.E. 355, 603
Sheats, P. 361–2
Sheldon, W. 181
Sheppard, D.L. (Hearn et al.) 504
Sherbin, L. (Hewlett et al.) 52
Sherif, M. 394–5, 407
Sherman, J.W. (Elsbach et al.) 89
Shi, J. (Liu et al.) 161
Shih, S. 570
Shin, Y. 369
Shotter, J. 108
Shyamalan, M. Night 253
Siakas, E. 370
Siakas, K. 370
Sibony, O. (Meissner et al.) 692–3
Silverman, D. 299
Silzer, R.F. (Hollenbeck et al.) 621
Simon, H.A. 237, 529, 668, 670, 671, 

679, 690, 691
Simons, R. 495
Sims, D.E. (Salas et al.) 420, 430, 431
Sims, H.P. 620
Sinclair, A. 342, 419
Singh, H. (Cappelli et al.) 619
Singh, J.V. (Cappelli et al.) 619
Singh, V. 759, 760
Sironi, Andrea 574
Sitch, Rob 442
Sitkin, S.B. 6, 755
Skapinker, M. 46
Skinner, B.F. 153–4, 155
Slater, P.E. 366
Slaughter, J. 435
Sleebos, E. (Ellemers et al.) 322
Smallman, C. (Langley et al.) 23
Smedley, T. 235, 635
Smircich, L. 119, 121
Smith, A. (Carter et al.) 458–9
Smith, D.K. 420
Smith, G.W. 340
Smith, P.B. 407
Smith, Ross 337
Smith, W. (Ewenstein et al.) 637, 638
Smith, W.P. 716

Snow, C.C.
Fjeldstad et al. 558, 587
Miles et al. 556, 574

Snowden, D.J. 616–18
Snyder, M. 243
Soda, G. 514
Soderbergh, Steven 506
Soll, J.B. 677
Sologar, A. (Ewenstein et al.)  

637, 638
Sommerlad, H. (Ashley et al.) 266
Soo, C. (Cordery et al.) 429
Sørensen, B.M. 402, 403
Sørensen, J.B. 125
Soreson, R.L. (Savage et al.) 716
Soriano, L.J. 717
Spanier, G. 89
Sparkes, I. 524
Spector, P.E. 728
Speilberg, Steven 233
Speitzer, G.M. (Shapiro et al.) 369
Sperling, J.M. (Ellis et al.) 605–6
Spicer, A. 108, 123, 745
Spinney, L. 256
Spoelstra, S. 402, 403
Sprecher, Jill 332
Srinivasan, R. (Kirkland et al.) 602
Staats, B. 429–30
Stace, D. 648
Stahevsky, S. (Sagie et al.) 720
Stahl, G.K. 128
Stajkovic, A. (Luthans et al.) 158, 159
Stalker, G.M. 542–3, 545
Stam, D. (Ellemers et al.) 322
Stanton, N.A. 420
Starke, F.A. 502, 507
Staw, B.M. 687–8
Steed, Natalie 168
Steel, P. 135
Steensma, H.K. 566, 569
Steijn, B. 432
Steiner, I. 322, 323, 391
Steinfeld, E.S. 639
Stenebo, J. 118
Stephens, C. 584–5
Stephens, D.C. (Heil et al.) 278
Stephenson, E. (Dobbs et al.) 47
Sternberg, R.J. 717
Sternin, J. 647
Stevens, M. 262–3
Stevens, M.J. 348
Stewart, G.L. (Courtright et al.) 353
Stewart, I. 98
Stewart, P. 435
Stillwell, D. (Youyou et al.) 194
Sting, F.J. (Loch et al.) 56
Stogdill, R.M. 598, 601, 610
Stoner, J.A.F. 683
Storey, J. (Mabey et al.) 565
Stout, R.J. (Milanovich et al.) 353
Strate, M.L. 265
Straus, S.G. 322

Z02_BUCH2881_09_SE_NIDX.indd   791 07/27/16   10:12 AM



792 Name index

Streitfeld, D. 453
Stroebe, W. 324, 687
Stuart, J. (Purcell et al.) 28
Sturdy, A. 123
Suchman, L. 472
Suff, R. 604, 605, 608
Sull, D. 655
Sumberg, K. (Hewlett et al.) 52
Summers, J.K. (McElroy et al.)  

265, 266
Sundarajan, A. 281
Sundstrom, E. 421, 436, 437, 438, 

439, 440
Sunstein, C. 410, 695
Susman, G. 95
Sutton, P.W. 49
Sutton, R.I. 25, 724, 756
Swaffin-Smith, C. (Kipnis et al.) 748
Swailes, S. (Aritzeta et al.) 364
Swamidass, P.M. (Chansler et al.) 432
Sward, Tara 150
Sweeney, P.D. 288
Sweney, M. 505

Taffinder, P. 706
Taher, A. 320
Tajfel, H. 384–5
Takeuchi, H. 166, 169, 170
Tancred, P. (Hearn et al.) 504
Tannenbaum, R. 613–14
Tannenbaum, S. 375
Tanner, K. (Fecheyr-Lippens et al.) 31
Tannesmn, D. 233, 759
Taras, V. 135
Tarnow, E. 353
Tay, L. 286
Taylor, F.W. 122, 294, 390, 453,  

454–6, 458, 462, 465, 467, 468, 
469, 475, 476, 524, 536

Taylor, M. 457, 469
Taylor, P. 457

Carter et al. 458–9
Taylor, S. 726, 727, 728
Tett, G. 83
Tews, M.J. 121, 293
Thaler, R. 695
Thatcher, Margaret 229
Theobald, N.A. 495
Thomas, A.B. 529
Thomas, K.W. 713, 714, 715
Thompson, J. 108, 536, 537–9,  

690, 709
Thompson, P. 332, 704, 720, 721–3

Van den Broek et al. 433
Thorndike, Edward 213, 261
Thursfield, D. 316
Tichy, N.M. 162, 355, 620
Tiefenbrun, I. 79
Tieman, R. 348
Timming, A.R. 266
Timo, N. (Allan et al.) 471
Tims, M. 298

Tindale, R.S. 687
Tingling, P. 693, 694
Tjosvold, D. 702–3, 715, 731
Todorova, G. (Weingart et al.) 718, 719
Tolman, E.C. 289
Toscanini, Arturo 742
Totoriello, M. 514
Towers Watson 214
Townsend, K. 96, 434
Tranfield, D. 26
Trank, C. 26
Treadway, D.C. (Ferris et al.) 752–3
Trice, H.M. 121
Tricks, H. 49
Triplett, N. 388
Trist, E.L. 78, 418
Tsay, C.-J. 268, 297
Tsoukas, H. (Langley et al.) 23
Tuckman, B.W. 337, 339, 440
Tuden, A. 690
Tung, R.L. 50, 70
Turner, C. (Vinnicombe et al.)  

604, 609
Turner, J.C. 384–5
Turner, M.R. 685
Tushman, M. 573

Gulati et al. 556, 587
Tversky, A. 676
Twentyman, J. 89
Tyldum, Morten 206
Tyler, M. 726
Tynan, R.O. 419, 424
Tyson, S. 35

Ulrich, D. 304
Ashkenas et al. 566

Ulrich, W. 304
Umemoto, K. (Nonaka et al.) 170
Unsworth, K.L. (West et al.) 682
Upton, D.M. 96, 97
Urwin, P. 50
Ury, W. 717
Useem, M. (Cappelli et al.) 619
Uzzi, B. (Wuchty et al.) 316

Vadero, M. 464–5
Vallerand, R.J. 328
Van Avermaet, E. 397, 403
Van de Ven, A.H. (Langley et al.) 23
Van de Voorde, K. 301
Van den Broek, D. 433
Van der Zee, K. 420
Van Fleet, D.D. 393
Van Hootegem, G. 420, 442

Delarue et al. 418
Van Knippenberg, D. 671, 672
Van Maanen, J. 116, 507, 728
Van Rhenen, W. (Tims et al.) 298
Vance, A. 465
Vanderbroeck, P. 627
Vanhoegaerden, J. 128
Vartiainen, M. (Gilson et al.) 368, 375

Vasagar, J. 563
Vašková, R. 315
Vaughan, G.M. 368, 392, 401, 406
Velasquez, M. 61, 63

Cavanagh et al. 61, 62, 63
Venkatesh, S.A. 487
Verganti, R. 582–4
Vernon, R.J.W. 261
Verona, G. (Di Stefano et al.) 395
Victor, B. 584–5
Viguerie, S.P.

Dobbs et al. 47
Villadsen, K. (Cavazotte et al.) 468
Vinnicombe, S. 604, 609

Singh et al. 759, 760
Viswesvaran, C. (Mesmer-Magnus  

et al.) 121
Voigt, A.

Gratton et al. 366–7, 573
Stahl et al. 128

Volkema, R.J. 730
Von Bonsdorf, M.E. 424
Von Glinow, M.A. (Shapiro et al.) 369
Vroom, V.H. 289, 672, 673, 675

Waber, B. 215
Orbach et al. 333, 361

Wachowski, Andy and Lana 253
Wack, P. 58
Wacker, G.J. 433
Wageman, R. 439
Waldron, Hicks 279
Waldroop, J. 298
Wallace, P. 683
Walter, F. 235
Walters, C.C. 155
Walters, R. 281–2
Walton, R. 95, 716
Wang, J.T. (Shih et al.) 570
Wang, M. (Liu et al.) 161
Wang, W. (Robinson et al.) 398
Ward, M.M. (Courtright et al.) 353
Warner, M. 472, 571–2
Waterman, R.H. 109, 113, 119, 529
Waters, Mark 333, 396
Watson, J.B. 150, 153
Weaver, C. 358
Weaver, W. 217
Webb, A. (Heywood et al.) 598, 606
Weber, C.E. 682
Weber, M. 122, 390, 470, 504, 522–5, 

530, 536, 541
Weick, K.E. 166, 168, 438
Weigert, F. (Reinert et al.) 606
Weiner, E.L. 427
Weingart, L.R. 718, 719
Weir, Peter 136, 152
Welch, Jack 475, 566
Wellman, B. 371, 373, 556
Werder, P.R. 280
Wertheimer, M. 256
West, C. (Hewlett et al.) 622

Z02_BUCH2881_09_SE_NIDX.indd   792 07/27/16   10:12 AM



 Name index 793

West, M. 322, 442, 682
Westley, F. 166, 168
Wheeler, J.V. 424
Whetton, D. 714, 716–17
White, Andrew 624
White, Ralph 367, 368
White, R.W. 158
Whitely, P. 186
Whittington, R. (Johnson et al.) 60, 63
Whyte, G. 687
Wiener, N. 156
Wilkinson, A. 59
Wilkinson, I. (Kipnis et al.) 748
Williams, C.L. 504
Williams, K.D. 389, 391

Latane et al. 390
Williams, Serena 740
Willmott, H. 119, 123, 135

Daft et al. 514
Willmott, P. 83, 87, 95, 98
Wilson, F. 504
Wilson, H.J. 462
Wilson, S. (Cooper et al.) 159
Wilson, T. 262

Winnefeld, C.H. (Reinert et al.) 606
Winner, D. 421
Winsor, R.D. 472
Wise, J. 529
Wiseman, L. 96
Witzel, M. 571–2, 574, 579
Woehr, D.J. (Hoffman et al.) 603
Woetzel, J. 70
Wohlgezogen, F. (Albers et al.) 485
Wolff, C. 237
Wolff, S.B. 413
Womack, J.P. 467
Wong, A.S.H. (Tjosvold et al.) 715, 731
Wood, J. 6
Wood, S. 30–1
Wood, Wendy 408
Wood, W.S. 318
Woods, M.

Martin et al. 207
Whetton et al. 714, 716–17

Woodward, J. 536, 537, 538
Woolley, A.W. 365–6, 605

O’Leary et al. 373, 436
Worman, D. 604, 605, 608

Worthington, J. (Andrew et al.) 99, 146
Wrzesniewski, A. 298
Wuchty, S. 316
Wulf, T. (Meissner et al.) 692–3

Yakin, Boaz 340
Yee, L. 760, 761
Yerkes, R.M. 641
Yetton, P.W. 672
Yeung, A. (Shih et al.) 570
Youyou, W. 194
Yukl, G. 749

Zaccaro, S.J. 389
Zajac, E.J. (Albers et al.) 485
Zakolyukina, A.A. 222
Zander, L. 369, 371, 429
Zanini, M. 634, 661
Zemeckis, Robert 756
Zetting, P. (Zander et al.) 369, 371
Zheltoukhova, K. 621, 623
Zimbalist, A.S. 469
Zimbardo, P.G. 109, 508–9, 514, 515
Zweig, D. 283

Z02_BUCH2881_09_SE_NIDX.indd   793 07/27/16   10:12 AM



Subject index

3D printing 42, 84, 95
ABB 118
ability 28–9, 154, 199, 204,  

263–4, 603
ABN AMRO 638
abuse of power 353
acceleration trap 638–40
acceptance 751
accident-proneness

personality 178–9
stress 189

accommodating approach to conflict 
resolution 713, 714, 716

accountability 316, 320, 429, 496, 
563, 584

change failure 657
reverse 496

Acer Computers 570
achievement, need for 187,  

198–200, 754
acting 725, 729
action roles 362
action teams 421–2, 426–7
activities

Homans’ theory 335–6, 337
maintenance 358–9
task 358
teamwork 430–6

adaptability 180, 198, 302, 431, 557, 
619

adaptation 45–6, 267, 471, 561, 584
external 125

adaptive decisions 680, 681
additive manufacturing/3D printing 

42, 84, 95
additive tasks 322–3, 324, 364, 439
adhocracy 168, 566
adjourning 335
Adobe 635
advice teams 421–2, 425–6, 434
aesthetics 285
affiliation 199, 285, 619, 754
affiliative leadership 617
affluence and CSR 67
age

ageing population 49–52, 54
cobots 85
production line project 56–7

discrimination 51, 511
engagement and 299
stereotyping 264–5

learning new skills 262
aggregates 319
aggression 22–3, 108, 189, 647, 725
agreeableness 192, 193, 393
Airbus 464, 528–9, 577, 680
aircraft 464, 528–9, 564–5, 570, 577–8
airlines 151

ash cloud 679–80
emotional labour 725, 726, 727, 728
roles 510
sexuality and organizational  

image 505
status, authority and problem 

solving 353
strategic alliances 575
teams 365, 426–7, 429–30, 438, 

439, 440
Ajax Amsterdam 421
alcohol 161, 189, 255, 283
Alessi 583
alienation 467, 468, 720–4, 721, 723
alignment see fit
Allen curve 215
alliances

political tactic 753
strategic 572, 575–7

Allianz 573
alphas 250, 602, 607
alternative dispute resolution 702
altruism 283, 581
Amazon 80, 98, 320, 578, 580, 581, 585

Zappos 563
ambiverts 192
Ambuja Cement 68
American Express 89
anarchies, organized 692
anonymity 406, 407
anti-social behaviour 407
appearance 161, 231, 261, 262, 268, 393

job interview 262–3
leadership 263, 622
music ensembles 268
sex, attractiveness and 

discrimination 263–6
stress 642

Apple 8, 114, 125, 190, 277, 278, 468, 
578, 582, 639

appraisal, performance 28, 30,  
475, 753

behaviour modification 151
‘check in’ system 635
communication 238
conversation controls 222
feedforward interview 156–7
formalization 511
organizational culture 118, 122
peer review software 475, 476
perception errors 267–8

aptitude tests 204
army 322, 352, 407, 492, 493, 496, 

509, 529
artefacts 110
artificial intelligence (AI) 85, 86
Ashley Madison 96
assembly lines, mechanized 79, 463, 

464–8, 472, 490
assertiveness 131, 192, 194, 713, 748
assessment centres 202, 204
assumptions 369, 387

culture
basic 115
communication 231

frame of reference 703
influencing employees 238
perceptual sets and 261–3
rational model of decision-making 

668–70
astronauts 317–18
asynchronous communication 370
Atos SE 91
attention, selective 253, 254–6, 261
attractiveness 262, 749

sex, appearance, discrimination and 
263–6

attribution 263–4, 265, 268, 624
fundamental attribution error 15, 264

attunement 213
Audi 118
Australian Aboriginal culture 231
authenticity 132, 197, 198, 649, 760
authoritarian/autocratic leadership 

367–8, 611–12, 613–14, 617, 
618, 619, 648, 760

Z03_BUCH2881_09_SE_SIDX.indd   794 07/27/16   10:13 AM



 Subject index 795

authoritative leadership 611, 617
authority 262, 352

charismatic 523, 524
conflict: overlapping 710
definition 496
Fordism 466
groups 351, 404–5
hierarchy of 12, 525, 532
legitimate 523–4
organization structure 491, 496, 

497, 511, 541
power and influence 749
problem-solving, status and 353
Taylorism 454, 457
teamworking 435
traditional 523, 524

auto industry 556, 559
automating behaviour modification 

154
collaboration 574, 575, 576–7
cross-functional teamworking 564
disruptive innovation 652, 653
driverless vehicles 80, 81
electric vehicles 83, 574, 652
environment 40, 41–2, 45, 56
Fordism 435, 463–8
group working 316
Japanese and Swedish approaches 

435
outsourcing 566, 567, 568

automating behaviour modification 154
automating personality assessment 

194–5
automation 78, 79, 80, 83, 84

knowledge work 85–7, 95, 99, 472
technological unemployment 97–9

autonomy 12, 277, 278, 279, 290, 302, 
472, 540

Baby Boomers 52
behaviour modification 164
challenge and 30
decentralization 511
engagement 300
groups 332
HMRC 459
individual 316, 432
job characteristics model 295,  

296, 297
multiple team membership 436
scientific management 459, 469
team see separate entry
vertical loading 298

avatars 77
Aventis 118
avoidance behaviour 130, 390, 707
avoiding approach to conflict 

resolution 713, 714, 715–16
Avtovaz 574

BA (British Airways) 680
Baby Boomers 50–1, 52, 54, 88
BAE Systems 63

balance sheet
common good 64–5

balanced scorecard 16
banks 330, 638

cultures 108–9, 121, 125–6
deskilling 469
gender 606
investment 66, 108, 125, 315–16, 720

Barbie 49
Barclays Capital 125
bargaining 739, 744

collective 456, 703, 705
distributive and integrative 716–17

basic assumptions 115
Bath model of HRM 28–30
behaviour

aggressive 22–3
anti-social 407
avoidance 130, 390, 707
discretionary 29–30, 214, 299, 467, 

469, 470, 472, 474
ethical 60–3, 506
group influences 384, 394–405
modification 151, 154, 155, 156, 

157, 158–9
socialization vs 163–5

organizational see separate entry
passive-aggressive 718, 719

behavioural modelling 160
behavioural self-management (BSM) 165
behavioural theory of decision 

making 670
behaviourist approach to learning 

146, 150–5, 158–9, 163–5
benevolent-authoritative leadership 

611–12
Best Buy 92
best practice(s) 26, 31, 495, 499, 542, 

635, 671
puzzle 653–4

best-known-way-at-present 462
Bethlehem Steel Company 456
BetterWorks 291
biases 150, 264, 266–7, 268, 269, 599

decision making 671, 674, 676–8, 
692–3

escalation of commitment 688
expert opinion: selective bias 685

internet 683
rules and bureaucracy 511, 525

big data 80–1, 83, 85, 86, 87, 171
and HR contribution 30–1, 41

big five trait clusters 192–5
bio-power 744–5
biofuel 68
biology 180, 195
biometrics, employee 457
Blackwater Worldwide 567
blended workforce 88
blogs 18, 93, 237, 238, 259, 546,  

573, 721
micro- 91, 639

‘blue skies’ thinking 59, 221
BMW 56–7, 559, 574, 581
body language see non-verbal 

communication
Boeing 464, 564–5, 570
boreout 280–1
boss-pleasers 720
bottom-up processing 252
boundaries

boundaryless organizations 566
organic structure, loosely coupled 531
organizational 45, 369, 370, 558

extending beyond 557, 582
perceptual threshold 253–4
personal space 226, 230, 585, 613
teamworking 369, 370, 436–7, 

439–40
cross-functional teams 428–9

work and personal life 54, 123,  
468, 505

boundary spanners 333
bounded instability or chaos 556,  

652, 678
bounded rationality 670–2, 674, 690, 

691, 692
BP 10–12, 125, 169–70, 503
brainstorming 316, 322, 365, 367, 

682, 686–7
brands 48, 202
Braverman thesis 469, 471, 472
bribery 60, 63, 65
BRICs 46
Bridgestone 118
British Royal Navy 497, 498
BT 89
buddy system 116, 162
bullying 613, 702
bureaucracy 168, 260, 281, 320, 457, 

526, 618, 623
characteristics of 523
classical management 528
continuum 530–1
control 122, 436
diseases and OD cures 649
IFC report on 526
innovation 655
mediating technology 538
multiple team membership  

(MTM) 436
persistence of 531–2
positive and negative consequences 

of 525
professional 531
role culture 127
rules 511, 523, 524, 525
sexuality 504
Weber and 522–5, 530, 536

burnout 121, 188, 260, 476, 600, 602, 
622, 639

business models 83, 95, 98, 99
business simulation 204
bystanders 748

Z03_BUCH2881_09_SE_SIDX.indd   795 07/27/16   10:13 AM



796 Subject index

cafeteria 297–8
‘cafeteria benefits’ scheme 290
caffeine 149
call centres 46, 77, 123, 151–2, 335, 

361, 433–4, 456–7, 476
emotional labour 727, 728
resistance and dissent 721

Capio 467
capital-intensive industries 424
capitalism 288, 469, 703, 719

platform 585
captives 748
Carlsberg 168
categorization

perception 255–6, 258, 262
self- 385, 386
social 385, 386
work framework 473–4

Catholic Church 492
causal/independent variables 21–2, 

23, 28
causality 263–4
caution shift 683
Cemex 93
central connectors 333
Central Intelligence Agency (CIA) 

113, 738
centralization 127, 142, 487, 489, 

511–12, 541, 565
communication 356
leadership 367
organizational culture 127–8

ceremonials 110, 123
CERN (European Organization for 

Nuclear Research) 129,  
488, 686

certainty 678, 690–1
see also uncertainty

CFM International 577–8
chain of command 486, 493, 496, 497, 

566, 711
communication 238
matrix structure 560
self-contained structure 558
technical complexity 537

chameleons 198
change 15, 28, 45, 166, 557, 634–6

acceleration trap 638–40
blindness 256
communication 215, 237, 238, 239, 

637, 643, 644, 645
organization development  

649, 650
conflict 705–6
depth of organizational 636
discontinuous 44
extrapolative 44
failures 637–8, 657
Generation Y 53
hardiness 188
individual and 640–2
initiative decay 638

initiative fatigue 15, 260, 600, 638
leadership 612, 619, 620, 621–2, 

623–4, 646, 647–8
innovator and lead change 656–9
strategic change 658

older employees 51
organization development 649–51
organization structure 486, 489
organizational culture 109, 125–6, 

637, 717
participation and dictatorship  

647–8
perception 259–61
personality 188, 197, 643
politics 757
readiness and resistance 643–7
social media 637–8
stress 188
teams 430
technology 76
transformational 636–7, 648
trends in organizational 658–9
triggers of 154, 634–5
see also creativity; innovation(s)

chaos 556, 652, 678
charisma 291, 620, 623, 624, 741

authority 523, 524
leaders 654
transformation 648

checklists 159, 636, 637, 677
text and video-animated 170

chefs
diners and 297–8
norms and sanctions in gourmet 

cuisines 395
choice(s)

consumer 31
determinism or 77–9, 536
domain of 60
opportunities 692
organizational 78
perception and behavioural 254
strategic 45, 545–7

determinism vs 536
see also decision making; 

discretionary behaviour
choking 390
chronotype 180–1
CIA (Central Intelligence Agency) 

113, 738
clans 331
class 266–7, 286, 704
classical decision theory 668
classical management theory 526–9, 

532, 536
criticism of 529–31

closed communication climate 239
closed networks 583, 584
closed postures 228, 739
closed questions 220, 221
closure principle 256
clothing 124, 162, 407, 524

cloud computing 46, 87, 89, 95, 96, 
97, 671

cybersecurity 96, 97
co-opetition 575–8
co-optation 747

managing resistance to change 645
coaching 31, 163, 533

Generation Y 53
leadership style 617
social networking 92

cobots 84–5
Coca-Cola 66, 128, 490
codes of conduct 65
coding 217, 218, 219, 226, 238
coercion 645
coercive change style 648
coercive leadership 617
coercive power 741
cognitive approach to learning 146, 

150, 156–8, 160–5
cognitive assistants 77
cognitive theories 289
collaborating approach to conflict 

resolution 713, 714
collaboration 132, 146, 316, 655

communication 214, 215–16, 370
conundrums 434–5
influencing tactic 750
leadership 621, 623

change style 648
organization structure 503, 540, 

556, 561, 572–85
social media 90, 91, 93, 94, 638
virtual 215–16, 425

collaborative relationship structures 566
collective bargaining 456, 705
collective fit 349
collective goals 8, 12, 13
collective identity 318, 319, 745
collective rationalization 684
collectivism 131, 132, 387, 407
commanding 527

see also leadership
commitment 28, 123, 214, 584

brainstorming 687
conflict 702
decision styles 673, 674
emotional needs theory 284
engagement 299, 300
equity theory 287, 288
escalation of 687–9
extrinsic rewards 295
feedback 156
high performance work  

systems 301
informal organization 503
inner work life theory 293
leadership style 612, 616, 618
lean production 468
learning opportunities 167
power and influence 749
teamworking 418, 424, 432

Z03_BUCH2881_09_SE_SIDX.indd   796 07/27/16   10:13 AM



 Subject index 797

common good balance sheet 64–5
communication 11, 23, 30, 32,  

213–16, 315, 530, 533
barriers 219, 269
change 215, 237, 238, 239, 643, 

644, 645
organization development  

649, 650
transformational 637

climate 239
conflict 704, 711, 717
context 218, 240

non-verbal 223, 224, 228,  
229, 268

culture see under cultures
emotional intelligence 234–6
face-to-face 54, 146, 213, 214,  

216–20, 225, 237, 333, 533
organization structure 539, 541
virtual teams 370, 373

gender and 219, 230, 231, 233–4, 
605

groups 319, 333, 350, 351, 353, 
355–61, 364, 368–9, 370

social loafing 392
impression management 67, 231–4, 

266
interpersonal 216–20, 259
Mintzberg and management roles 

533, 534
non-verbal see separate entry
organizational 190, 219, 236–40
overload 219
process 216–20, 240
social media 91, 94, 214
stress 190
structure of organization 495, 503, 

533, 539, 541
team players 348
teams 219, 333, 364, 427, 428, 430, 

438, 562
closed-loop 431
virtual 368–9, 370

verbal 200–2
virtual teams/collaboration 214, 

215–16, 368–9, 370
communication network analysis  

355, 356
communication pattern analysis 

355–6
communication pattern chart 355
communigrams 355
communities 8, 45, 64, 65, 66, 260, 

298, 328–30
collaborative 582
resistance 723

compensatory mechanisms 98
competency 158, 283
competing approach to conflict 

resolution 713, 714, 716
competitive advantage 40, 76, 146, 

430, 510

change 81, 658
collaboration 575
communication 214
computerization 95
emotional labour 726
ideas 171
learning organization 165
organizational structures 557
workspace design 132

complexity 154, 490, 530, 575
environmental 42, 58, 541, 545
ripple intelligence 624
technical 536–7

compliance 408, 751
compromise

conflict resolution 713, 714, 716
political tactic 753
strategy 691

computational strategy 691
computer games 84, 149, 154, 324–5, 

579–80
learning 169–70, 325

computerization 80, 82, 83, 84, 85, 
95, 98–9

bottlenecks 86
cybercrime 82, 96–7
non-routine work 86
nonstandard work 87

concern 213, 221
concurrent feedback 157–8
conditioned stimulus 152
conditioning 152–5, 156
conflict 13, 128, 530, 650, 702–3

coordination failure and 704, 
707–13

creative organization climate 656
decision making 690, 691
expression 718–19
formal vs informal organization 501
frames of reference 703–7, 719–24
groups 322, 338, 351, 402, 682
institutional, collective or 

individual 702
leadership 715–16, 717
management 713–17
organization development 649, 650
organizational culture 120, 715–16
perception 713
resolution 563, 702, 703, 704, 711, 

713–16
negotiation and 716–17

role 509
stimulation approaches 717
stress 188
structure of organization 485, 544
team players 348
teams 391, 425

conformity 125, 196, 384, 511, 682
group norms 398, 399, 400, 403–5, 

407
conjunctive tasks 323, 324, 364, 439
conscientiousness 192, 193, 194, 393

consent 13, 61, 128, 472, 721
consideration 610, 611
consistency 61, 85, 618, 638, 689, 

690, 749
construct validity 201
constructivism 22–4, 255, 258, 283, 

386, 439, 472, 504
consultation 51, 299, 438

change 612, 648
decision participation styles 672–3
high performance work system 300
influencing tactic 749

consumerization of IT 76
contagion 406
content theories of motivation 282, 

284–6, 287
context 15

change 648, 658
communication 218, 240

non-verbal 223, 224, 228,  
229, 268

contingency approach or model see 
separate entry

diffusion of innovations 653–4
equity theory 288
escalation of commitment 689
fundamental attribution error  

15, 264
leadership, context-fitting 600, 

613–19, 621
organization structure and 536
perception 255, 258, 264, 268
personality and 180
PESTLE analysis 14, 15, 55–8,  

59, 65
teamworking and organizational 

437–8
contingencies theory, strategic 743
contingency approach or model

change 648
conflict 706–7
leadership 600, 614–19
organization culture 126–7
organization structure 535–6

environmental determinism 
541–5

technological determinism 
536–41

continuity 45–6, 624
continuous improvement 260, 301, 

302, 463, 467, 468
contracting 11, 23, 531, 582

see also outsourcing
control 12–13, 472, 530, 540, 754

bureaucratic 122, 524, 528,  
531, 532

centralization 512
conversation: signals of 221–2
costs 32
groups 327, 328, 332, 333, 352, 

360, 385, 399
humanistic 122

Z03_BUCH2881_09_SE_SIDX.indd   797 07/27/16   10:13 AM



798 Subject index

control (continued)
innovation, stifling 656
locus of 755–6
McDonaldization 470
managerial activity 527, 528
Mintzberg and management  

roles 534
normative 476
organizational culture 117, 119–20, 

121–4
organizations: need for 9
perception and language 260
perceptual processing 252–3
resistance in conflict 720, 721, 723
scientific management 469

Fordism 463, 465, 466
Taylorism 454, 456

social science 17, 20–1
span of 486, 491, 492–5, 536, 537, 

541, 545–6
symbolic leadership vs 

management 121–4
teamworking 433, 434, 435, 436
transformational leaders 624

controlled performance 9–10,  
294, 486

conversation controls 221–2
conversion 408
cooperation 322, 575, 585, 703

productivity 77
coordination 13, 324, 330

conflict 704, 707–13
managerial activity 527, 528–9
structure of organization 485, 488, 

495, 503, 511, 538, 539,  
541, 544

self-management 563
teams 364, 421, 428, 429, 561

team players 349
coping cycle 640–1
corporate culture see organizational 

culture
corporate function life cycle 498–9
corporate hospitality 65
corporate social responsibility (CSR) 

55, 63, 65–8, 92, 166
halo effect 261

corporate strategy see strategy/ies
corruption 63, 261

see also bribery
cortisol 622
cosmonauts 317–18
costs 78, 467, 472, 542, 557, 566, 567

collaboration 574, 575, 581, 584
cybercrime 96
information collection 671
innovation 652
recruitment 202
structure of organization 486, 512
teams 418, 432

virtual 368, 369
virtual teams 368, 369

cost–benefit analysis 694
counselling 190, 222, 238, 278
covert power 744
craft technology 541
creative intelligence 86
creativity 12, 43–4, 59, 99, 102, 165, 

260, 402, 651
brainstorming 687
building creative climate 655–6
computing power and 83, 86, 87
decentralization 512
inner work life theory 293
leadership style 618
learning opportunities 167
McDonaldization 470
organizational culture 121, 123
virtual teams 369
see also change; innovation(s)

crews 353, 365, 426–7, 429–30, 438, 
439, 440, 470, 471, 505, 510, 
725, 726

criminal offences 65
cross-border links 574
cross-cultural working 129, 132, 213, 

348, 387, 415, 755
quantified workplace 457
virtual collaboration 215

cross-functional teams 388, 428–9, 
503, 530–1, 541, 564, 565, 745

coordination 711
crowds 406–7
crowdsourcing 90, 323, 581–2

product development 83
cultural dispersion 369
cultural translators 387
cultures 19, 48

communication 218, 219, 230, 237
apology 229–30
high and low context 133, 230–1
personal space 226, 230
silences 216

CSR 66
group 387, 402
innovation 651
Maslow’s hierarchy of needs 286
national 109, 128–34, 163, 255, 

283, 286, 407, 437, 605–6, 651, 
689

organizational see separate entry
perception 255
quantified workplace 457
virtual teams 369, 370

curiosity 283
cybercrime 82, 96–7, 720
cybernetic analogy 156, 157, 168
cycling 440
Cynefin framework 616–17

Daimler 63, 559, 574, 576–7
data analytics 31, 41, 81, 85, 86
data security

social media 91

deceit cues 222, 227
decentralization 686

communication 356
organization structure 489, 511–12, 

562, 565
decision-based evidence making 693–4
decision making 15, 30, 183, 219, 

530, 655, 668, 738
behavioural theory of 670
biases 671, 674, 676–8, 685, 688, 

692–3
bureaucracy 524
computing power and 83, 87
conditions 678–81
decentralized 511–12, 562, 565, 686
descriptive models 670–2
evidence-based 24–6, 693–4
explanatory models 674–8
groups 351, 681–3, 690

problems 683–9
leadership 367, 605, 610, 618
models of 668–78
motivation 279, 298
organizational 689–94, 706
politics 756
power 743–4
prescriptive models 672–4
rational model 668–71, 672, 690, 

691, 692
stress 189
structure of organization 485, 488, 

511, 512, 541, 562, 565
teams 562, 674
technology, information, bounded 

rationality and 671–2
decisional managerial roles 532–5
decisions

adaptive 680, 681
innovative 680, 681
rational 526, 668, 669, 670, 690
routine 680, 681
structured 756
unstructured 756, 757

decoding 217, 218, 220, 266
deep acting 725, 729
deindividuation 405–7
delayed feedback 157–8
delegation 187, 486, 494, 562, 565, 

616, 657
demarcation

disputes 490, 710
rules 511

democracy 419, 421, 429, 433
democratic leadership 367–8, 612, 

613–14, 617, 618
demographics 49–55
departmentalization 487, 491, 558
dependent variables 21–2, 23, 28
description

social science and 17–19
descriptive models of decision making 

670–2

Z03_BUCH2881_09_SE_SIDX.indd   798 07/27/16   10:13 AM



 Subject index 799

design 12–13
organization see separate entry
socio-technical system 78–9, 93, 

94, 468
work/job (re)design see separate 

entry
workspace 132

deskilling 95, 435, 463, 467, 468–72, 
473, 474, 584

determinism
environmental 45

contingency and 541–5
technological 77–9

contingency and 536–41
developing countries 83
‘devil’s advocate’ role 685, 717
Diageo 604
dialectic method 717
dictatorship and participation: change 

styles 647–8
differentiation 45, 544, 727, 761

group structure 349, 350, 352
organization structure 544
perspective on culture 120
teams 421–2, 436, 439–40

digital hives 638
dignity 164, 406, 649
directive leadership 685
dirty tricks 753
discontinuous change 44
discretionary behaviour 29–30, 214, 

299, 467, 469, 470, 472, 474
discrimination 511

age 51, 511
sex 264, 511, 761

appearance, attractiveness and 
263–6

disease 58
disjunctive tasks 323–5, 364, 439
Disney 125, 128, 403, 507, 728
display rules 724, 725, 727, 728
disruptive innovations 652, 653, 658
dissonance, emotional 725, 726
distributed leadership 366, 367, 600, 

621–3
distributive bargaining 716–17
distributive justice 61
diversity 41, 54, 213, 214, 219, 237

escalation of commitment 689
innovation 651
investment banks 108
leadership 599, 604–6, 623
management board 129
motives 283
teams

knowledge sharing 425
virtual 373

divisional structure 558, 559–60
DNA tests 183
double-loop learning 168, 169
Dow Chemicals 89
downsizing 218, 330, 365, 490, 584

Dr Reddy’s Laboratories 574
dress code 124, 162, 407, 524
Dress down Fridays 124
drives 282–3, 284, 286
drones 98, 475
drug dealers 487
Dutch Civil Service 92
dynamism

environmental 42, 542
dysfunctional conflict 706

e-lancers 281–2
e-learning 91, 163
early adopters 653–4
eBay 402, 578, 579
economic growth 47, 58
economic performance and  

integrity 186
ectomorphs 181, 182
effect, law of 151
effectance or competency 283
effectiveness see organizational 

effectiveness
efficiency 12–13, 457, 655, 705

bureaucracy 524, 525, 526, 531
Fordism 463
informal organization 503, 504
McDonaldization 470
Taylorism 454, 459

digital technology 475
work specialization 490, 530

email 18, 76, 91, 233, 237, 238, 333, 
370, 458, 539, 573, 671

discouraged 638
emotional dissonance 725, 726
emotional intelligence 234–6, 616, 

740, 752
emotional labour 724–9
emotional needs theory 284, 286
emotions 255, 476, 724–5

communication 233, 234
conflict 713, 718–19
inner work life theory 292–3

empathy 213, 231, 234, 613
empathetic listening 220

employee survival strategies 721, 722
employee voice 91, 93, 299, 467, 721
employment cycle 27
employment status

on-demand companies 585
empowerment 87, 121, 147, 260, 419, 

433, 434, 435, 472, 533
change 637
leadership 619, 621
self-management 563

encounter stage of socialization 117
endomorphs 181, 182
engagement 121, 166, 286, 298,  

402, 723
change 638, 646

organization development 649
and high performance 299–302

leadership 612, 619, 621
virtual teams 369

engineering 79, 86, 316, 365
technology 541

English language 117–18
Enron 67
entrepreneurship 44, 53, 77, 102
environment 40–2, 259, 488

analysing 46–55
contingency approach to 

organization structure 535–6
creative organization climate 655–6
decision-making conditions 678–80
‘fit’ 42–6, 535, 541, 545
group 316, 333, 334–5, 337
PESTLE analysis 14, 15, 55–8,  

59, 65
physical working 111, 112, 188, 

219, 290, 316, 333, 334,  
335, 337

teams 438, 441
prison experiment 508–9
scenario planning 58–9
strategic choice 45

environmental complexity 42, 58, 
541, 545

environmental determinism 45
contingency and 541–5

environmental dynamism 42, 542
environmental scanning 46, 55,  

58, 59
environmental uncertainty 42, 58
equity 393

theory 287–9, 292
errors and how to avoid them, 

perceptual 266–9
escalation of commitment 687–9
escaping 722
escapism 130, 390
espionage, commercial 96
Essilor International 92
esteem needs 285, 352
ethics 41, 755

banking 108
behaviour 60–3, 506
business 63–8
corporate social responsibility 55, 

63, 65–8
financial reporting 64–5
gender 609–10
impression management 232
individual 60–3
organization development 650
perception 257–8
sexual behaviour 506
see also morality

ethnic minorities 41, 234, 622
eustress 188
evening people 180–1
evidence-based management/decision 

making 24–6, 31, 693–4
Evolv 457, 458

Z03_BUCH2881_09_SE_SIDX.indd   799 07/27/16   10:13 AM



800 Subject index

exercise
cognitive function 149
stress 190

exit interviews 51, 533, 755
expatriates 387
expectancy theory 289–91, 292, 297
expert(s)

performance pressure: teams of 686
power 741, 742

explanation and social science 17, 19
explanatory models of decision 

making 674–8
explicit knowledge 169, 170
exploitative-autocratic leadership 611
explosive instability 678
external adaptation 125
external causality 264
external locus of control 755
external work team differentiation 439
external work team integration 440
extinction 151, 152, 158
extrapolative change 44
extraversion/extraverts 181, 184–5, 

192, 193, 194, 393
extreme jobs 280
extrinsic feedback 157–8
extrinsic rewards 53, 159, 290, 295
eye behaviour 214, 222–3, 228, 229

cultural difference 230, 231
emotional labour 725, 726
lying 227

face time
homeworkers and passive 89–90

face validity 201
face-to-face see under communication
Facebook 76, 90, 93, 194, 402, 542, 

573, 578
at Work 91

facial piercing 265–6
fair trade 64
families 9, 280, 329, 608, 760, 761
fashion victims 8
fast food outlets 8, 48, 117, 125, 129, 

264–5, 301, 426, 453, 470–1, 
511, 541, 720, 727

fatigue studies 458, 461
FBI 224, 489, 738
feedback 215, 579, 581, 654, 728

communication 219, 231, 237
concurrent or delayed 157–8, 635
evidence-based management 25
extrinsic 157–8
Generation Y 53
groups 352
intranet 93
intrinsic 157
learning 151, 156, 157–8, 168
motivation 291, 292, 298, 299

job characteristics model 295, 297
need for achievement 199
opinion surveys 237

peer review and challenge 563
physiolytics 462
reinforcement 156, 157
resistance to change 646
single-loop learning 168
social media 92
teams 438
training 269

feedforward interview 156–7
femininity 504
fiddling 722
films and women 599
finance function 558, 743, 756–7
financial crisis 330, 408, 524, 606, 

609, 668
financial reporting and ethics 64–5
fines 55, 60, 65, 108, 118, 125, 162, 188
first impressions 261, 267
fit 167

collective 349
contingency approach to 

organization structure 535, 541
in 160–1, 162, 441
personality 178
person–group 349
search for 42–6
social media 93
strategic alliances 576
strategic choice 545

Fitbits 291, 457
flexibility 41, 85, 87, 165, 203, 260, 584

decentralization 512
fluid teams 365
leadership 616, 619
learning opportunities 167
motivation 298, 300, 301
organization structure 536, 557
organizations 45
teams 418, 434

fluid 365
work 51, 52, 53, 54, 278, 300, 301

freelance 282
workshifters 88–9

football
culture 114–15, 129–30
penalty shootouts 129–30, 390
teamworking 421, 426

Ford 8, 453, 463, 564, 566, 574
Fordism 435, 463–8, 469

definition 463
deskilling 463

forecasting 527–8
formal organization 354, 501–2, 503, 

524
formalization 127–8, 487, 511, 565
Foxconn 97–8, 277–8, 468
fragmentation

perspective on culture 120
task 294, 456, 459, 532
of time across multiple teams 436

frames of reference: conflict 703–7, 
719–24

fraud 720
free riders 392–3, 687
freedom 87, 160, 265, 282, 403,  

563, 618
creative organization climate 655
expression 12, 54, 61, 198, 285

freelancers 281–2, 475, 585
friendship 123, 216, 222, 228, 229, 

316, 353, 619
influence 749, 761

Fuji 652
fun activities 121, 123, 293, 402–3
functional conflict 706–7
functional relationship 499, 500
functional structure 558–9
fundamental attribution error 15, 264

games, computer 84, 149, 154, 324–5, 
579–80

learning 169–70, 325
Gantt chart 463
garbage can model 691–3
GE 475, 566, 567–8, 577–8, 760

France 118
gender 41, 505

appearance, attractiveness and 
discrimination 263–4, 265

communication 219, 230, 231, 
233–4, 605

definition 504
engagement 299
extreme jobs 280
groups: collective intelligence 

365–6, 605
integrity tests 186
investment banks 108
leadership 599, 602, 604–10, 621, 622

strategic 658
obedience to authority 405
perception

pregnancy 250–1
politics and power 757–62, 760
skills 472, 607, 758, 760
space travel 318
stereotyping 262, 599, 607, 757–8, 

759, 760
strategic leadership 658
teams 365–6, 605

General Motors 577
generalized other 196
Generation C 50, 54, 402
Generation X 50, 54, 88
Generation Y/millennials 51, 52, 

53–4, 166, 262, 278, 635
collaboration 574
nonstandard work 88

genetics 180, 183, 195
gestures 214, 218, 223, 228

cultural difference 230
lying 227
mirroring 229
power tells 229, 739

Z03_BUCH2881_09_SE_SIDX.indd   800 07/27/16   10:13 AM



 Subject index 801

harassment 702, 719
sexual 504, 505, 506, 719

hardiness 188
Harwood Manufacturing Corporation 

647
Hawthorne effect 326
Hawthorne studies 325–8, 332, 333, 

384, 394, 397
health

emotional labour 728
insurance industry 127
personality and 187–8, 190
stethoscope 653
stress 187–8, 189, 190

health and safety 68, 679–80
health service 87, 322, 425, 429–30, 

467, 543–4
cardiac surgery 427
distributed leadership 622
hospitals see separate entry
OBMod, MRSA and ICUs 159

heroes 111, 121
heterarchy 566
heuristics 676
Hewlett Packard 63, 125, 468
hidden agendas 339
hierarchies 15, 41, 54, 146, 432, 436, 

486, 606, 655
authority 12
change 637
classical management 528, 532
communication in hospitals 358, 427
conflict 711
formal status 352
groups 350, 352, 358
leadership 623
Maslow’s hierarchy of needs 284–6
organization structure 486, 491–5, 

496, 501, 504, 507, 536, 541
bureaucracy 511, 524, 525, 526
collaborative networks 583–4
horizontal 561, 562–4
self-contained 558
strategic choice 545

role culture organizations 127
Taylorism 454, 457

high context culture 133, 230–1
high performance work systems 

300–1, 432
HM Revenue & Customs (HMRC) 

458–9
holacracy 563
hollow organization structure 568–9
homeworkers 88–90
Honda 118
horizontal organization structures 

561–5
horn effect 261, 267
hospitals 25, 40, 77, 83, 100, 158, 

159, 358, 427, 559, 622
lean management 467
resistance to change 646

group polarization 674, 683, 687
group sanctions 394, 395, 397–8,  

399, 403
group socialization 400–2
group structure 15, 319, 348–9

collective fit 349
communication 319, 333, 350, 351, 

353, 355–61, 364, 368–9,  
370, 392

definition 349–50
group process 350–1
leadership 350, 351, 366–8, 369, 

371, 372–3
liking 350, 353–5
person–group fit 349
power 350, 351
role 350, 361–6, 384
status 350, 351, 352–3, 366, 385, 

387, 397, 399, 400
groups 10, 15, 315, 315–18

autonomous/self-managing see 
under team autonomy

benefits 321
decision making 351, 681–3, 690

problems 683–9
definitions 318–22, 420
development 337–40, 401–2
dynamics 318, 324–5, 353, 361
formal 331–2, 333, 335–6, 337, 351
formation 334–8
globally dispersed 355
group-oriented view of 

organizations 328–31
Hawthorne studies 325–8, 332, 333, 

384, 394, 397
hot 532
individuals in see separate entry
informal 331, 333, 334, 336–7, 501

definition 332
environment 335, 337
Hawthorne studies 326, 327, 328
network research 361
status 351, 352

intelligence, collective 365–6, 605
issues facing 320–1
norms see group norms
overlapping membership 330–1
self-forming 337
self-organization 332
size 320, 390, 392, 399
structure see group structure
teams and 340, 420
types of group tasks 322–5
see also teams and teamworking

groupthink 400, 406, 674, 683–6, 705
growth need strength (GNS) 296–7

H&M 574
habituation 254
hackathons, management 638
halo effect 261–2, 267
handwriting analysis 202, 203

gig economy 281–2
glass ceiling 504, 505, 608
glass cliff 608–9
glass slope 608
global virtual teams 369, 371
globalization 46–9, 109, 214, 368, 

471, 490, 576
GLOBE programme 131
goal-setting theory 291–2, 293
goal(s) 10, 690, 691, 692

acceleration trap 640
bio-power 745
collective 8, 12, 13
conflict 702, 703, 704, 705, 706, 

707, 709, 711, 723
expression 718
restructuring 717

displacement 682
feedforward interview 157
Fordism 456
group 317, 319, 320, 389

individual and 393
leadership 366, 367, 610,  

612, 623
learning 198
meta-organizations 556
motivation 282, 283, 284, 289, 

291–2, 293
nonstandard work 90
organizational culture 118, 122
orientation 131
SMART 291
social media 93, 94
structure of organization 485–6, 

558
student survey: career 277
team players 349

Goldman Sachs 214
Google 8, 64, 93, 96, 113, 125, 204, 

291, 320, 329, 330, 402, 418–
19, 475, 494, 524, 533, 546–7, 
557, 573, 578, 579

‘grapevine’ 256
graphology 202, 203
great man theory 601
greenwashing 67
group cohesion 354, 364, 365, 392, 

400, 684
factors affecting 685

group norms 15, 319, 334, 394, 434
conformity 398, 399, 400, 403–5, 

407
development of 396–7
emergence of 394–5
fun and humour 402–3
group socialization 400–1
informal 327, 501
obedience 399, 404–5
organization 398–9
peripheral norms 395
pivotal norms 394, 395
purpose of 396

Z03_BUCH2881_09_SE_SIDX.indd   801 07/27/16   10:13 AM



802 Subject index

perception 253, 254, 258–9, 268
personal 458
power 720–1

networks 761
political tactics 753

process limited amount of 25
processing theories 156
sharing 30, 90–1, 94, 161, 533, 557, 

561, 623, 738
technology, bounded rationality, 

decision-making and 671–2
trading 738

information technology
consumerization of 76

informational managerial roles 532–5
initiating structure 610, 611
initiative decay 638
initiative fatigue 15, 260, 600, 638
initiative and incentive system 456
inner work life theory 292–3
Innocent Drinks 65
innovation(s) 329, 566, 573, 575,  

584, 651
best practices puzzle 653–4
building creative climate 655–6
combining 81–5
communications 237
computerization 86
conflict 705–6
CSR, sustainability and 67–8
decentralization 512
diffusion of 653–4
disruptive 652, 653, 658
groups 321
habits of disruptive innovators 658
McDonaldization 470
open 77
operational 652
organization structure 503
organizational culture 121, 123
rules, simple 655
stifling 656–7
sustaining 652
teams 364, 418, 425, 430

virtual 369
see also change; creativity

innovative decisions 680, 681
inspirational strategy 691–3
instability see stability
institutional managers 754
institutional power 743, 744
instrumental/Skinnerian conditioning 

152, 152–5
instrumentality 289, 290–1
integration 360

internal 125
organization structure 495, 544
perspective on culture 119–20
teams 428

external work team 440
integrative bargaining 716–17
integrator roles 544, 711, 712

groups see individuals in groups
human relations approach 328
innovation and creativity 651
person culture 128
power as property of 739–41

individuals in groups 352, 384
group influences on

behaviour 394–405
perceptions 386–7
performance 388–93

individual and the group 384–6
individual influences

group attitudes and behaviour 
408

induction 28, 116–17, 161, 162
inequality/ies 83, 94–5, 98, 288, 584

power 7, 219, 240, 269, 650
inertia 125
infectious diseases 58
influence 213, 282, 351, 737, 738, 739

crowds 406
decision making 691
gender 759, 760, 761
groups 366, 386–405, 408
minority 408
organization structure 545–6
power and 748–51
social process of motivating others 

293–8
informal groups 331, 333, 334, 336–7, 

501
definition 332
environment 335, 337
Hawthorne studies 326, 327, 328
network research 361
status 351, 352

informal organization 354, 501–2, 503
sexuality and 504–7

information 95, 216, 219, 240,  
488, 622

advice teams 421–2, 425–6
big data 30–1, 41, 80–1, 83, 85, 86, 

87, 171
brokers 333
change and 643, 644
classical management theory 530
conflict

stimulation 717
withholding information 719

decision making 671–2, 690, 691
escalation of commitment 689

free flow of 30
groups 321, 355

exchange 355, 369–70
halo effect 261
ideal organization 302
innovation, stifling 656–7
intimidation 613
multiple team membership 436
networked organizations 556
outsourcing 567
overload 91, 146, 436, 671

hot desking 335
hot groups 532
hourglass economy 54–5
Huawei 118
huddles 320
human capital theory 473
human resource approach 328
human resource management 27–32, 

54, 97, 471, 498, 499
change 635
conflict 702
organizational culture 115
power 743

humanistic control 122
humour 121, 123, 402–3, 723, 762

creative organization climate 655
jokes/joking 111, 185, 233, 366, 

402, 504, 722
hygiene factors 294–5

I:Co 574
i-deals 298
IBM 125, 194, 582
ideal organization 302
ideas 63, 397, 621, 622, 671, 738

collaborative networks 584, 638
communications 237
conflict 703
creative organization climate 655
diffusion of new 653–4
middle managers: win support for 

new 750–1
networks 761
participative leadership style 618
resistance 646
suggestion schemes 238

identity 123, 328, 476, 745
groups 318, 319, 405
social 384–5

idiographic methods 178, 195–8, 
200–1

IKEA 113, 118
illegal organizations 13
impersonality and bureaucracy 525
impression management 67, 231–4, 

266, 740, 759
income inequality 83, 94, 98, 584
incrementalism 691
independent variables 21–2, 23, 28
indigenous peoples 231
individualism 387, 407, 408

networked 371–3
individuals 6, 7, 9, 10, 12–13, 15,  

316, 432
brainstorming 687
change and 640–2
conflict 702
decision making 690

comparison of groups and 682–3
escalation of commitment 687–8
ethics 60–3
groups: individual roles 362

Z03_BUCH2881_09_SE_SIDX.indd   802 07/27/16   10:13 AM



 Subject index 803

tacit 169, 170, 459
teams and creation of 316
transfer 369, 395
virtual teams and transfer of 

complex 369
knowledge work(ers) 46, 54, 82, 166, 

171, 402, 473
automation 85–7, 95, 99, 472
gender 472
leadership 618, 621
multiple team membership 373, 436
nonstandard work 87
social media 90–1
specialization 490
Taylorism, digital 475
wearable computing devices 462

Kodak 652
Kraft Foods 91

labour unions 418, 420, 456, 467, 472, 
511, 703, 705

negotiation 716
labour-intensive industries 424
laggards 654
laissez-faire leadership 367–8
language 19, 155, 218

accent 219
dialect 219
English 117–18
organizational culture 111, 112, 

117–18
perception and 260–1
swear words 222
virtual media 216

law of effect 151
leadership 11, 15, 23, 86, 99, 330, 

598–600
adaptively authentic profile 198
appearance 263, 622
change 612, 619, 620, 621–2, 623–

4, 646, 647–8
innovator and lead change 656–9

charismatic 654
conflict 715–16, 717
context-fitting 600, 613–19, 621
distributed 366, 367, 600, 621–3
emotional labour 728–9
engagement 299
gender 599, 602, 604–10, 621,  

622, 658
groups 350, 351, 366–8, 369, 371, 

372–3
lessons from India 619
management control vs symbolic 

121–4
management vs 600–1, 624
mindset and 622
minority influence 408
Mintzberg and management roles 

534
national cultures 132
need for 600, 623–4

skills 41, 102, 132, 146, 213, 712, 740
training 269

interviews 201, 202, 203–4, 253, 622
conversation controls 222
cultural difference 231
feedforward 156–7
impression management 233
non-verbal hints for job 223

intimidation 232, 282, 612–13, 682
intranet 93, 237, 238, 557
intrinsic feedback 157
intrinsic rewards 25, 53, 156, 164, 

290, 295, 556–7
introversion/introverts 181, 184–5, 316
isolates 354

Japanese teamworking 434–5, 468
job see work
job satisfaction 15, 16, 30, 329

engagement 299
equity theory 288
feedback 156
homeworkers 89
humour 121
informal relationships 506
leadership style 611, 612, 620
lean production 468
motivator factors 294–5
ostracism 398
personality 180
questionnaires 21–2
specialization 490
Taylorism 458, 471
teamworking 418, 419, 424, 433

job-seekers
social media 91

Johnson & Johnson 66, 503
joint ventures 572–3, 575, 577–8
jokes/joking 111, 185, 233, 366, 402, 

504, 722
judgement 26, 58, 78, 170, 268, 367

adaptive decisions 680
groups and conformity 400, 403
heuristics 676
personality: human and computer-

based 194
judgmental strategy 691
just-in-time system (JIT) 434, 472
justice 61–3

kaizen team/quality circle 421, 425–6
know-how 575, 577
knowledge 146, 165, 166, 168

craft secrets 456
digitized 77
economy 573
explicit 169, 170
management 170, 171
repositories of 168
self- 195, 204, 269, 283
sharing 90, 91, 163, 425, 503, 557, 

671–2

integrity tests 186
Intel 291, 436, 575
intellectual property 91, 96, 97, 168, 

316, 582
intelligence 178

artificial 85
creative 86
emotional 234–6, 616, 740, 752
gender and collective 365–6, 605
groups: collective 365–6, 605
political 613
ripple 624
social 86, 213–14, 613

intelligence augmentation (IA) 85
interaction process analysis (IPA) 

356–60
interactionist frame of reference on 

conflict 703, 705–7, 719, 724
interaction(s) 349–50, 509, 530

computerization 83
digital hives 638
emotional labour 724–9
face-to-face social 90
in Homans’ theory 335–6, 337
organization structure 488, 501, 

504, 507, 585
synergy 388, 391, 438
Taylorism 458

Intercontinental Hotels Group 604
interdependence 558

pooled 538, 539, 709
reciprocal task 539, 540, 709
sequential task 538–9, 540, 709

intermittent reinforcement 154,  
155, 159

internal causality 264
internal integration 125
internal locus of control 755–6
internal work team differentiation 

439–40
internet 46, 76–7, 80–1, 82, 87, 129, 

259, 556
developing countries 83
e-lancers 281–2
extremism 683
Generation C 54
learning and development 163
marketing worldwide 99
networked individualism 371
resistance and dissent 720, 721
saboteurs 720
smartphone apps 46, 47, 76, 81–2, 

291, 462, 578
Web 2.0 92, 571, 579
workshifting 89
see also social media/networking

interpersonal
communication 216–20, 259
conflict 702
managerial roles 532–5
problems: group norms 396
process 598
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mass production 435, 463, 466, 537
mathematics 79
matrix structure 503, 527, 531, 532, 

558, 560–1, 565, 711
maximizing 670
meaning

and order 283
quotient 297

meaningfulness, experienced 297
mechanistic organization structure 543
media 525, 556, 671, 720, 745
mediation 702
memory 18, 148, 199, 207, 256
mental models 166
mental rehearsal 165
mentoring 31, 51, 162, 476, 621

intergenerational 51
Merck 574
mesomorphs 181, 182
messaging systems 76, 90, 237, 333, 

458, 639
meta-organizations 556, 557
metamorphosis stage of socialization 

117
Microsoft 8, 402, 462, 468, 575
migration 54
millennials see Generation Y
mining 68, 77–8, 418, 419
minority domination 682
minority influence 408
mirroring

gesture 229
posture 229

mission 10, 94, 122, 129, 260, 437
social 619
statements 113, 121, 238, 330,  

557, 656
personal 563

transformational leadership 620
Mitsubishi 96
mobile revolution 371, 556

smartphones see separate entry
modular organization structure 

569–70
morale 93, 326, 485, 635, 650, 729

communication 238
free flow of information 30
Hawthorne studies 326
homeworking 88
organizational culture 119
play, fun and humour 403
respect 322
sociograms 355
Taylorism 458

morality 66, 115
illusion of 684
see also ethics

Morgan Motor Company 292
morning people 180–1
Morning Star 562–3
motion studies 460–1
motivating potential score (MPS) 297

life cycle
corporate function 498–9
product teams (LCPT) 564–5

liking 749
structure 350, 353–5
see also friendship

line of command see chain of 
command

line employees 495
line relationship 496–7, 500
line-and-staff structure 496
LinkedIn 90, 93, 281, 490
Linn Products 79
listening 217, 366

active 269
empathetic 220

locus of control 755–6
Logitech 579
logrolling 682
loners/lone individuals 316, 323
looking glass self 195
love contracts 506
low context culture 133, 230–1
luck 203, 603–4
Lufthansa 118
lying 222, 227
Lync 556

M&C Saatchi 89
McDonaldization 469–71
McDonald’s 8, 117, 125, 129, 301, 

426, 470, 511
Machiavellianism 754–6
McJob debate 470–1
McLaren Formula 1 racing car 574–5
McLaren Racing 321
Macondo Well blowout 10–12, 23
maintenance activities 358–9
making out 722
management 15, 689

by stress 435
classical management theory 526–

31, 532, 536
contractor 11
control vs symbolic leadership 

121–4
evidence-based 24–6, 31, 693–4
Fayol and managerial activities 

526–32, 533, 536
hackathons 638
impression 67, 231–4, 266, 740, 759
leadership vs 600–1, 624
Mintzberg and roles of 532–5
practice and OB 7–8

managerialist perspective 7–8,  
120–1, 674

manipulation 229, 755
covert power 744
managing resistance to change 645

Marks and Spencer 66, 300
Marriott Hotels 490
masculinity 504

leadership (continued)
new 286, 600, 620–1, 623–4
organizational culture 121–4, 619, 

717
power and politics 739, 752
stereotypes 599, 607, 609–10, 624
style-counselling 599, 600, 610–13
teams 431, 437–8, 562, 612, 621

virtual 369, 371, 372–3
trait-spotting 599, 600, 601–4, 621

leading questions 220, 221
leakage tells 739
lean production/management 40, 67, 

422, 434, 457, 464, 467–8,  
654

change to 647
deskilling 435
HMRC 458–9
hospitals 467

learning 18, 146–7
age 262
behaviourist approach 146, 150–5, 

158–9, 163–5
cognitive approach 146, 150, 156–8, 

160–5
computer games 169–70
curve 148, 149
day 168
declarative 147
deficit 15
definition 147
double-loop 168, 169
group(s) 316, 321
learning organization/

organizational 146, 149, 158, 
165–71, 421, 576, 584

life-long 102
methods 163
organizational 149, 158, 167,  

168–9, 170–1, 421, 576
organizational culture 117
perception 255, 258
procedural 147
process 147–50
single-loop 168–9
social 114, 160–2, 164, 165, 180, 

291, 364
social media 91, 170
stress 189
teams 421, 430, 436

learning organization/organizational 
learning 146, 149, 158, 165–71, 
421, 576, 584

legends/myths 111, 112, 117, 123
legitimate authority 523–4
legitimate/position power 523, 614, 

741, 749
LEGO® 84, 579–80
Lenovo 118, 579
liaison roles 711–12
lies 222

lie detectors 227
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neuroscience 148, 149, 293, 606
neuroticism 185, 192, 193, 194, 223
nevertirement 50, 52
new leadership 286, 600, 620–1, 

623–4
next practice 26, 635
Nike 67, 567, 569
Nintendo 96, 149, 154
noise 218
Nokia 45–6, 503
nomothetic methods 178, 183, 184, 

200–1, 203
non-decision making 744
non-routine technology 541
non-substitutability and power 743
non-verbal communication 219, 222–

5, 261, 269
appearance see separate entry
conflict 718
context 223, 224, 228, 229, 268
emotional labour 725, 726
emotions 724
paralanguage 226–30, 360
power tells 229, 739, 740
sociometric badges 360

nonstandard work 87–90
Norbert Dentressangle 147
norming 339, 402, 440
norms 19, 160, 162, 196, 269, 478, 

556, 758
bureaucracy 523
cultural diversity 214, 219, 283, 

605, 651, 689
gender 759
group see separate entry
innovation 651
institutional power 743, 744
organizational culture 111, 112, 

114, 561, 715
team 440

nurture–nature debate 180, 183, 184, 
195, 196

obedience 399, 404–5
offshoring and outsourcing 46–7, 64, 

529, 566–72, 743
Olympic medal award ceremonies 726
on-demand companies/economy 47, 

582, 585
open communication climate 239
open plan offices 316
open questions 220, 221
open source software 583
open-mindedness 715
openness 192, 193, 228, 229, 269, 

392, 393, 561, 617, 619
creative organization climate 655
to change 643

operant/Skinnerian conditioning 152, 
152–5

operational definitions 21–3
operational innovation 652

national cultures 109, 128–32,  
255, 407

behaviour modification 163
comparing business management 

cultures 132–4
escalation of commitment 689
gender 605–6
innovation 651
Maslow’s hierarchy of needs 286
motives 283
teams 437

naturally felt emotional expression 
725, 729

nature–nurture debate 180, 183, 184, 
195, 196

needs 13, 19–20, 259, 283, 334
for achievement 187, 198–200, 754
for affiliation 199, 754
emotional needs theory 284
groups 334, 501
hierarchies and 494–5
Maslow’s hierarchy of 284–6, 318
ostracism 398
for power 199, 754, 755–6
Taylorism 458

negative reinforcement 151, 158, 162
neglectees 354
negotiation 622, 645, 691, 739

conflict resolution and 716–17
pluralist frame of reference on 

conflict 705
principled 717

Nestlé 66
networked individualism 371–3
networked organizations 556, 598

see also post-modern organization
networking 146

gender 760–1
innovators 658
political tactic 753, 759
skills 607
social see separate entry

networks 31, 49, 541, 542, 585,  
598, 621

centralized 356
change 637
closed 583, 584
communication 319
decentralized 356
disciplinary power 745
groups 316, 319, 329, 353–5

informal 333, 361
meta-organizations 556
multiple team membership 436
organic structure, loosely coupled 

531
power and politics 737, 740,  

760–1, 762
professional skills 166
social network analysis 354–5
sociometry 353–4

neurophysiology 18, 180

motivation 15, 32, 132, 158, 180, 262, 
277–9

annual performance reviews 635
Baby Boomers 52
Bath model of HRM 28–30
behaviour change 154, 156, 157
boreout 280–1
career development 166
change 639
conflict 702
content theories 282, 284–6, 287
decentralization 512
definition 283
drives, motives and 282–3
emotional intelligence 234
engagement and high performance 

299–302
escalation of commitment 688
extreme jobs 280
financial rewards 149, 278
Fordism 458
fun and humour 402
Generation Y 53–4
gig economy 281–2
Hawthorne studies 326
job definition 490
job enrichment 282
leadership 603, 612, 618, 620
on-demand companies 585
organization development 649
organization politics 760
perception 255, 258
process theories 282, 287–93
social process of motivating others 

293–8
status 280, 282, 283, 287, 352
structure of organization 485, 539

informal relationships 506
teamworking 364, 365, 369,  

418, 432
Theory X and Theory Y 278

motivator factors 294–5
motives 283, 286

inner work life theory 292–3
Motorola 111–12, 113
mottoes 111, 112
Mozdev Group 581
Mozilla Foundation 578, 581
multiple questions 220, 221
multiple team membership 371–3, 

436, 439, 556
multiskilling 45, 95
music 42, 268, 642, 723
mutual pair or mutual trio 354
Myers–Briggs Type Indicator (MBTI) 

181–3
myths/legends 111, 112, 117, 123

narcissism 203
NASA (National Aeronautics and 

Space Administration) 125, 
419, 430, 569
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conflict 703
leadership 618, 624

gender and 605
organization development 649
social media 91

organizational image 505
organizational learning/learning 

organization 146, 149, 158, 
165–71, 421, 576, 584

organizational misbehaviour 720–3
organizational socialization 116–19, 

400, 401–2, 403
organizational values 108, 109,  

113–15, 117, 561
organizations

coalition of interests 691
definition 8–10
formal 354, 501–2, 503, 524
group-oriented view of 328–31
ideal 302
ineffective 10–13
informal 354, 501–2, 503

sexuality and 504–7
networked 556, 598
post-modern 44–5, 168

organized anarchies 692
organizing 527–8, 707–10
ostracism 398, 403
Oticon 556
outcome/dependent variables 21–2, 

23, 28
outsiders and conflict stimulation 717
outsourcing 46–7, 64, 529, 566–72, 743

pacesetting leadership 617
panopticon 746–7
paralanguage 226–30, 360
participation 28, 393

change 643, 645, 646, 647–8, 657
organization development 649

collaborative networks 583–4
considerate leaders 610
decision styles 672–4
gender and decision-making 605
goal setting 291
group decision making 682
Hawthorne studies 326
resistance 723
self-forming groups 337
teams 418, 419, 429, 432, 433, 435

participative leadership 612, 615,  
618, 619

patents 316, 582
Pavlovian conditioning 152
pay 30, 31, 32, 52, 238, 278, 279, 295

compensation committees 563
disputes 702
emotional needs theory 284
equity theory 287
extreme jobs 280
for performance 25, 475, 746
sex and appearance 263, 264

organizational architecture 556–8
collaboration 572–85

competitors 575–8
examples 573
mode to adopt 582–4
suppliers 574–5
third parties 578–82

dark side of new organizational 
forms 584–5

eras: organization structures 557–8
boundaryless 566
horizontal 561–5
self-contained 558–61, 565

outsourcing 566–72
problems 556–7

organizational behaviour
definition 6–10
disasters, man-made 10–12, 23
evidence-based management 24–6, 31
explaining 21–4
field map 14–16
HRM: OB in action 27–32
misbehaviour 720–3
‘multiple-stakeholders-inclusive 

agenda’ view of 8
social science 17–21

organizational choice 78
organizational communication 190, 

219, 236–40
organizational culture 51, 266, 284, 

290, 299
banks 108–9, 121, 125–6
basic assumptions 115
change 109, 125–6, 637, 717
conflict 120, 715–16, 721
definition 109
groups 334, 335
innovation 651
integrative 655
leadership 121–4, 619, 717
learning 168
matrix structure 561
national cultures 109, 128–34
nonstandard work 90
OBMod 159
organizational performance and 

strength of 109, 119, 124–7
perspectives contrasted 119–24
power and politics 761
productivity 77
rise of 109
segmentalist 655
social media 91
socialization 116–19, 400, 401–2, 403
surface manifestations of 110–12
teams 437
types of 127–8
values 108, 109, 113–15, 117

organizational dilemma 12–13, 121
organizational dispersion 369
organizational effectiveness 14,  

15–16, 22, 28, 219, 302

opportunity 28–9
orchestras 397, 459, 598, 677, 742

self-managing 433
order and meaning 283
organic organization structure 543

loosely coupled 531
organization chart 354, 491, 499, 500, 

507, 561, 565
organization design 619

conflict 706
contingency approach 535–6

environmental determinism and 
541–5

strategic choice 536, 545–7
technological determinism and 

536–41
definition 522
differentiation 544
Fayol and managerial activities 

526–32, 533, 536
integration 544
Mintzberg and management roles 

532–5
strategic choice 545–7

determinism vs 536
summary of approaches 546
Weber and bureaucracy 522–5,  

530, 536
organization development 649–51
organization politics see politics
organization structure 126, 352, 485–9

bureaucracy see separate entry
continuum of 530–1
definition 486
design see organization design
elements of 486

centralization see separate entry
chain of command see separate 

entry
departmentalization 487, 491
formalization 487, 511
hierarchy see under hierarchies
span of control see separate entry
work specialization 486, 489–90, 

503, 525, 530
formal organization 354, 501–2, 

503, 524
hollow 568–9
informal organization 354, 501–2, 503

sexuality and 504–7
line, staff and functional 

relationships 495–503
mechanistic 543
modular 569–70
organic 543

loosely coupled 531
politics 756–7
power as property of social and 742–4
roles 507–10, 511
sociometric assessment 354
summary of choices 512–13
virtual 571–2, 598
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Pixar 30, 330, 654
planning 512, 527–8, 539, 637

communication 237
motivation 298
teams 364

team players 349
pluralism 120
pluralist frame of reference on conflict 

703, 705, 719, 724
police 738
policies 27–8, 29–30, 31, 127

coordination 544, 711
social networks 94

political model 691
politics 545–6, 737–9

blunders 755
conflict 702
decision making 690, 691
drivers 753–7
political skill and organization 751–7
tactics 753
women 757–62

Polycom 457
polygamy 283
pooled interdependence 538, 539, 709
posh test 266–7
position/legitimate power 523, 614, 

741, 749
positive reinforcement 151, 158, 159, 

160, 164, 165
positivism 21–2, 23–4, 258, 668
post-modern organization 44–5, 168
posture mirroring 229
power 12, 737–9

abuse of 353
communication 219, 269
conflict 702
decision making 690, 691, 692
disciplinary 742, 744–6
embedded 742
equalization 649
extreme jobs 280
groups 350, 351

norms 399
inequalities 7, 219, 240, 269, 650
influence and 748–51
information 720–1
list of suggestions 747
motivation 280, 282
need for 199, 754, 755–6
organization development 650
organization structure 532, 545–6
organizational culture 127
in organizations 739–47
orientation 131
porcupine 613
position 523, 614, 741, 749
priming 740–1
resistance in conflict 720
sexuality and 504
soft 613
tells 229, 739, 740

personality and 178, 179, 180–1, 
186, 188, 189, 194, 199, 201, 
203

political skill 752
team 364, 365, 418, 420, 424,  

429–30, 431, 438, 441
multiple team membership 436

tracking software 291–2, 458,  
462, 556

virtual teams 369
Yerkes–Dodson law 641–2

performing 339
peripheral norms 395
peripheral specialists 333
person culture organizations 128
personal development 168, 183, 278, 

279, 290, 301, 302
Generation Y 53, 166, 635
growth need strength (GNS)  

296, 297
organization development 650

personal mastery 166, 286
personal power managers 754
personal space 226, 230, 585, 613
personality 15, 234, 237, 263–4,  

509, 643
accident-proneness 178–9, 189
automating assessment of 194–5
big five 192–5
conflict 702, 704, 715–16
conformity to group norms 407
defining 178, 180–1
definition of psychometrics 178
idiographic methods 178, 195–8, 

200–1
leadership 619

trait-spotting 599, 600, 601–4, 621
nature–nurture debate 180, 183, 

184, 195, 196
nomothetic methods 178, 183, 184, 

200–1, 203
perception 255, 258
politics and gender 759
selection methods 201–4
self, development of 195–200
stereotyping 262
stress management 187–91
team roles 362, 363, 364
Types A and B 186–7, 190
types and traits 181–6

person–group fit 349
PESTLE analysis 14, 15, 55–8, 59, 65
Peugeot 575, 577
philanthropy 68
phishing 97
photographs 83, 97, 198, 460, 652, 720
physical working environment see 

under environment
physiolytics 462
Pinterest 90
pirates 13
pivotal norms 394, 395

Taylorism 456, 458
digital 475
Gantt 462

peer-to-peer customer service 83
perception 157, 250–1, 741

computers 86
conflict 713
definition 250
equity theory 287, 288
errors and how to avoid them, 

perceptual 266–9
group influences on individuals 

386–7, 403
inner work life theory 292–3
language and 260–1
management 43
perceptual sets 255, 257

and assumptions 261–3
perceptual world 258–9
see to know or know to see 259–61
selective 125
selectivity and organization 251–6, 

262
perceptual filters 217, 218, 254
perceptual organization 256
perceptual sets 255, 257

and assumptions 261–3
perceptual threshold 253–4
perceptual world 252–3, 258–9
performance 12, 203, 265, 418

appraisal see separate entry
biometrics, employee 457
change initiatives and 634, 638–9
choking 390
communication practices 214, 237
conflict 703, 706
controlled 9–10, 294, 486
culture strength and organizational 

109, 119, 124–7
drinking 161
engagement and high 299–302
enriched job 294–8
ethical stance 64, 610
expectancy theory 289–90
feedforward interview 157
goal-setting theory 291
groups 322, 330, 352, 354, 364, 

369, 388–93, 420
humour 121
informal relationships 506
inner work life theory 293
leadership 600, 611, 612, 616

cultural diversity 606
gender 606, 608–9, 610

management 284, 349
OBMod 159, 164
organization structure 536

span of control 495, 536, 537
technology 536–7

orientation 132
pay 25, 279
penalty shootouts 130, 390
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recognition 278, 280, 283, 284, 287, 
290, 293, 328, 352, 438

organizational misbehaviour 721
Taylorism 458

records and bureaucracy 525
recruitment 28, 30, 123, 562, 753

social media 91, 202
tattoos and piercings 265–6
see also selection

references 201
referent power 741

see also charisma
reflective statements 221
regulation 12, 23, 67, 125, 524

self- 745
reinforcement 156, 158, 163, 164

behavioural modelling 160
intermittent 154, 155, 159
negative 151, 158, 162
positive 151, 158, 159, 160, 164, 165
schedule of 155
selective 154
self- 165
traps 688

rejectees 354
relationship(s) 252, 293, 299, 333–4

communication 218, 219
conflict and mutual benefit 715
drinking 161
inter-organizational 557
leaders 366–7, 615
line, staff and functional 495–503
monitoring, constant 458
politics and gender 760–1
power 351, 747

as property of relationship 741
respect 646
roles 362, 538
stress 188, 642
tattoos 266
workplace/office romances 504, 

505, 506
see also hierarchies

reliability 201, 524
religion 283, 492, 511, 529
Renault-Nissan 574, 576–7
replacement effects 98
reputation 63, 64, 65, 66, 67, 581, 600

saboteurs 720
research and development (R&D) 429, 

742–3
team role balance 364

research and practice 24–6
reshoring 567
resistance

conflict 720–3
disciplinary power 746
influence 751, 752
to change 644–7

resources 9, 12–13, 497, 511, 716
power 741, 743, 747
scarce 9, 67, 332, 691, 710, 757

Profusion 457
project teams 421–2, 427–9, 503, 527

coordination: permanent 711
employee decision to join 556
project organization structure 531

projection 264
projective test 199
provisional selves 161
proxemics 226
proximity principle 256
psychology 179, 180, 195, 199, 201, 

394, 420, 462
cognitive 150, 151, 156, 160, 289
escalation of commitment 688–9
group decision making 683
stimulus-response 153
virtual teams 370
Yerkes–Dodson law 641–2

psychometrics 178–9, 194, 198, 201–3
punishment 151, 152, 155, 156, 158, 

162, 164, 165
groups 397–8, 399, 403

informal 327
social loafing 392

power 747
Taylorism 458

QQ 639
quality circles 421, 425–6, 723
quality of working life (QWL) 14, 16, 

22, 28, 294, 301, 302, 468
leadership 618, 619

quantified self 291–2, 462
quantified workplace 457
questionnaires 178, 200, 728, 749

operational definitions 21–2
questions 220–1

conflict expression 718
validity of responses 18–19

race discrimination 264, 511
racial harassment 719
racial minorities 234
radical frame of reference on conflict 

703, 719–23, 724
rank-and-yank 475
rapport 221, 233, 263, 610, 726
rational decisions 526, 668, 669, 670, 

690
rationalism 453, 523, 524
rationality 127, 168, 470, 526, 691, 

692, 760
bounded 670–2, 674, 690, 691, 692
consistency 749
decision-making model 668–71, 

672, 690, 691, 692
readiness for change 643–4
reality checks 220
recession 32, 63, 278, 292, 743
reciprocal task interdependence 539, 

540, 709
reciprocity 393, 476, 619, 749

power distance 132, 387
Pratt & Witney 577, 680
pre-arrival stage of socialization 116
predictability 47, 115, 350, 396,  

453, 584
bureaucracy 524
group norms 403
McDonaldization 470
Perrow, technology and 540–1
roles in organizations 507
Taylorism 454

prediction 17, 19–20
Maslow’s needs hierarchy 19–20
predictive validity 201, 202, 203, 204

pregnancy 250–1
prescriptive models of decision 

making 672–4
presentation skills 217
Pret A Manger 455
prison experiment 508–9
privacy 61, 81, 91, 96, 195, 278

computer monitoring 458
creativity 316
social media 91
stress and lack of 188
workplace romances 506

probabilities, subjective 289
problem solving 155, 183, 655

digital hives 638
groups 323–4, 351
quality circles 425
skills 87
status, authority and 353
team players 348
teams 418, 427, 435

procedures 11, 23, 29–30, 122, 127, 
237, 302, 459, 511, 541

bureaucracy 525, 538
coordination 711

process production 537
process redesign/reengineering 286, 

321
process theory 23
production teams 421–2, 429–30, 434
productivity

conflict stimulation 717
engagement 299
flexible working 89, 301
groups 324, 325–6, 327, 328, 330
Hawthorne studies 325–6, 327, 328
inner work life theory 293
leadership style 368
OBMod 159
organizational culture 119–20
social media 90–1
structure of organization 503

informal relationships 506
span of control 495

Taylorism 456, 458, 475
teamworking 77, 418, 424, 428, 

432, 436
technology 77, 90–1, 98
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self-categorization 385, 386
self-concept 195, 196–8, 384, 509, 

644–5
self-control 123
self-development 12, 195–200
self-efficacy 468, 643
self-esteem 12, 189, 203, 286, 328, 

352, 385, 390, 490, 509
emotional labour 727
escalation of commitment 688

self-expression 581
self-fulfilling prophecy 19–20, 188, 

262
self-image 161, 197, 198, 490, 508–9, 

707–8
self-interest 332, 389, 393, 454, 644, 

754
self-interpretation 23
self-management

behavioural 165
self-preservation 213
self-regulation 67
semi-formal organization 503
sense-making 283
sentiments in Homans’ theory 335–6, 

337
sequential task interdependence  

538–9, 540, 709
sex 504

appearance, attractiveness and 
discrimination 263–6

discrimination 264, 511, 761
sex-typing of jobs 504, 505
sexual harassment 504, 505, 506, 719
sexual orientation 264
sexuality and informal organization 

504–7
shaping 154
share options 557
shared frame of reference 387
shareholders 64, 66, 126, 619, 650
short-time working 301
shotguns 748
Siemens 63
signalling 221–2, 229, 238, 694
silence 216, 227, 231, 398
similarity principle 256
single-loop learning 168–9
situational leadership 616
skills 83, 95, 99

age 262
Baby Boomers 51
communication 217, 315
deskilling 95, 435, 463, 467,  

468–72, 473, 474, 584
emotions 234
gap analysis 168
interpersonal/people 41, 102, 132, 

146, 213, 269, 712, 740
job characteristics model 295, 296, 

297
multiskilling 45, 95

integrator 712
liaison 711–12
Mintzberg and management 532–5
no role descriptions 563
organizations 507–10, 511, 538
teams 440

Rolls-Royce 111–12, 425, 578, 680
Roman Catholic Church 492
Rorschach test 199
routine decisions 680, 681
routine technology 541
Royal Dutch/Shell 58, 59
RSA 96
rules 511, 523, 524, 525, 538, 541, 

565, 742
coordination 711
innovation and simple 655

saboteurs/sabotage 720, 722
sagas 111, 112
Sainsbury’s 420
Samsung 8
sanctions

gourmet cuisines: norms and 395
negative see punishment
positive see rewards

Sarbanes–Oxley Act 2002 67
satisficing 670, 682
scapegoating 753
scarcity 9, 67, 691, 710, 749, 757
scenario planning 58–9
schedule of reinforcement 155
science 79, 86, 316
scientific management 294, 434, 528, 

610
birth of 453
definition 454
Fordism 435, 463–8, 469
Taylorism 390, 454–9, 468, 536, 723

Braverman thesis 469, 471, 472
criticisms of 458
development of 460–3
digital 474–6
Fordism and 463, 465, 466–7

second machine age 76, 79–85, 95, 
98, 102

seed banks 527–8
selection 28, 30, 48, 253, 348, 524, 

525
conversation controls 222
emotional labour 728
groups in organizations 315–16
hypothetical questions 221
organizational socialization 116
personality 178, 190, 200, 201–4
politics 753
teams 562

virtual 373
selective attention 253, 254–6, 261
self-actualization 285, 286, 494
self-awareness 132, 183, 190, 234, 

268, 269, 384, 405, 406, 752

respect 293, 352, 366, 646, 649, 702
group formation and 322
organizational misbehaviour 721

responsibility 316
definition 496
experienced 297
organization structure 491, 511, 584

restructuring 529, 542, 546–7, 584–5, 
648, 717

retirement 50, 165, 190
phased 51, 54

reverse accountability 496
rewards 12, 28, 122, 159, 160, 162, 

165, 623
Baby Boomers 52–3, 54
digital hives 638
emotional needs theory 284
equity theory 287
extrinsic 53, 159, 290, 295
failure, thoughtful 557
formalization 511
Generation Y 53, 54
group norms 397–8, 399, 403
intrinsic 25, 53, 156, 164, 290, 295, 

556–7
Maslow’s hierarchy of needs 286
motivation 149, 278, 279, 284, 286, 

287, 289–90
novelty 556–7
organizational culture 117, 121
politics and power 741, 747, 759
social 159, 581, 638
Taylorism 456, 458, 475, 476
team 418, 438, 539
total 290
under- and/or over-reward 287–9

rights 61–3
Rio Tinto 63
ripple intelligence 624
risk(s)

assessment 97
averse 755
avoidance 651
decision making 678, 679, 692–3

risky shift 683, 687
management 12, 23
need for achievement 199
operational 83
taking or seeking 557, 656, 687, 

688–9, 720
foolish risk 125
propensity 755–6

rites 111, 112, 123
robots 77, 83, 84, 95, 98, 99
role conflict 509
role culture organizations 127
role modelling 117, 126, 161, 162, 

198, 619
roles

classical management 528
‘devil’s advocate’ 685, 717
groups 350, 361–6, 384, 685
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change 645, 650
computerization 83
ethical stance 64
football club: key 115

standard of living 46
standardization 116, 454, 456, 463, 

464, 745
bureaucracy 524, 531
design software 529
disciplinary power 745
lean production 434, 468
of product and service 470
span of control 495

Starbucks 67, 574
stars 354
status 12, 117, 584

communication 213, 218,  
230, 233, 269

conflict 718
cultural difference 230, 387
disciplinary power 745
effect 267
extreme jobs 280
formal 352
groups 350, 351, 352–3,  

366, 385, 387
norms 397, 399, 400

homeworking 90
integrity test 186
leadership 615, 622
motivation 280, 282, 283, 287, 352
organization structure 488, 490, 507
penalty shootouts and high 390

national culture and 129–30
personality 199
sexuality 504
social 352, 397

stereotypes 261, 262, 264, 268, 393, 
504, 505

films 599
groupthink: shared 684
horizontal specialization and 

conflict 709
leadership 599, 607, 609–10, 624
power and politics 757–8, 759, 760

stories 111, 112, 117, 123, 146, 198, 
233, 267

conflict expression 718
storming 338, 401, 440
strategic alliances 572, 575–7
strategic choice 45, 545–7

determinism vs 536
strategic contingencies theory 743
strategic leadership capabilities 658
strategy/ies 10, 472, 489, 619

acceleration trap 640
change 635
communication 236–7, 239
computerization 86, 87
decision making 690–3
definition of corporate strategy 522
employee survival 721, 722

social proof 749
social representations 386–7
social responsibility 41, 393

corporate 55, 63, 65–8, 92, 166
halo effect 261

social roles 361, 362
social science 41, 250, 316, 325

organizational culture debate 
119–24

problem with 17–21
social sensitivity 366
social skills 234, 269
socialization 160–3, 167, 508, 759

behaviour modification vs 163–5
group 400–2
individuals in groups 386–7, 400–3
organizational 116–19, 400, 401–2, 

403
socio-emotional leader 366–7
socio-technical system design 78–9, 

93, 94, 468
sociograms 354–5
sociometric badges 333, 360–1, 475
sociometry 353–4
Sodexo 606
soldiering 390, 454, 721
somatotypes 181
Sony 96
Sony Ericsson 577
Southwest Airlines 490
space, personal 226, 230, 585, 613
space travel 317–18
span of control 486, 491, 492–5, 536, 

541
strategic choice 545–6
technical complexity 537

Sparda-Bank Munich 64–5
specialization 473, 474

conflict and horizontal 707–10
group decision making 681
peripheral specialists 333
task 294, 466, 468
team types: degree of 421
teams

conflict 425
production 429
project 427, 428, 429

work 486, 489–90, 503, 525
spillover 267

managerial motivational 290–1
Square D 562
stability 624, 638–9

bounded instability or chaos 556, 
652, 678

bureaucracy 524
environment 42–3, 44, 47, 542, 678
personality 185

stack ranking 475
staff employees 495–6
staff relationship 497, 500
stakeholders 7, 15–16, 40, 612, 624

banks 126

skills (continued)
national cultures and management 

132
networking 607
political 737, 739, 751–3
reskilling 98
shortages 54, 55, 95
social 234, 269
soft 87
upskilling 472, 473–4
verbal 146

Skinnerian conditioning 152, 152–5
Skype 76, 201, 237, 573
sleep disorders 149
slogans 111, 112, 121, 123
smartphone 84, 89, 93, 458, 462, 468

apps 46, 47, 76, 81–2, 291, 462, 578
goal setting 291
GPS 81
learning 170
on-demand economy 47, 585

smiling 228, 229, 230, 263, 393, 726, 
739

Snecma 577–8
sociability 123, 603
social arrangements 8, 12, 13
social awareness 213
social capital 760
social categorization 385, 386
social chains 638
social compensation 389
social construction 22–4, 255, 258, 

283, 386, 439, 504
skill 472

social distance 226, 230, 327
social facilitation 388, 405
social facility 213
social identity 384–5
social influence 388
social inhibition 388, 405
social intelligence 86, 213–14, 613
social learning 114, 160–2, 164, 165, 

180, 291, 364
social loafing 323, 390–2, 405
social matching 687
social media/networking 46, 51, 54, 

542, 556, 624, 652
change 637–8
collaboration 573, 579, 638
cybercrime 97
employee engagement 299, 638
learning 91, 170
organizational communication 237, 

238, 240
privacy 81
recruitment 91, 202
social matrix 90–4

social network analysis 354–5, 761
social network revolution 371
social orientation 131, 132
social process of motivating others 

293–8
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Belbin’s team role theory 362–6
boundaries 369, 370, 428–9, 436–7, 

439–40
co-located 433–6
cohesion 438, 441
communication 219, 333, 562

cardiac surgery 427
closed-loop 431
cross-functional 428
physical environment 438
team member familiarity 430
team role balance 364
virtual teams 368–9, 370

conflict 703
crafting work 298
cross-cultural 387, 457
cross-functional 388, 428–9, 503, 

530–1, 541, 564, 565, 745
coordination 711

decision making 562, 674
definition of team 420, 562
distinguishing between 433–4
diversity of membership 425
effectiveness: ecological framework 

436–41
experts and performance pressure 

686
familiarity 429–30
fluid teams 365
groups and 340, 420
hospitals 427, 467
Japanese teamworking 434–5, 468
leadership 431, 437–8, 562, 612, 621

virtual teams 369, 371, 372–3
learning organization 166
matrix structure 560
multicultural 128
multiple team membership 371–3, 

436, 439, 556
organizational culture 123, 128, 655
paradox 389, 424
performance see team performance
power and politics 737
problem 349
production teams 421–2, 429–30, 434
productivity 77, 418, 424, 428, 432, 

436
project organization structure 531
project teams 421–2, 427–9, 503, 

527, 556, 711
self-managing see team autonomy
size 363, 424–5, 441
stress 190, 435, 438
technology 368, 370, 373, 426, 427, 

429, 437
training 438
types of teams 421–5
unstable membership 365
virtual teams 54, 348, 368–71, 372, 

425
see also groups

technical complexity 536–7

task forces 711
task(s) 584, 689

activities 358
analysability 540–1
cohesion 392
complex 356, 418, 438, 473, 541
cultures 128
escalation of commitment 688
Fordism 463
fragmentation 294, 456, 459, 532
groups 322–5, 332, 396
idea-generating 687
interdependencies 538–40, 709
job characteristics model 295, 297
leader 366–7, 614–15
need for achievement 199
overlapping authority 710
roles 362
simple 356, 463, 541
specialization 466, 468, 530
structure of organization 488,  

537–40, 543, 556
structured 614–15, 682
sub- 490, 556
Taylorism 454, 456
teams 439
unstructured 614–15, 682
variety 540–1
Yerkes–Dodson law 641–2

tattoos 265, 266, 393
Taylorism 390, 454–9, 468, 536, 723

Braverman thesis 469, 471, 472
criticisms of 458
development of 460–3
digital 474–6
Fordism and 463, 465, 466–7

TDC 647
team autonomy 432, 437

autonomous/self-managing team 
286, 300, 302, 331, 418, 422–4, 
432–3, 562, 598

suitable settings 433
definition 422
levels 422–3
see also high performance work 

systems
team performance 364, 365, 418, 420, 

424, 441
familiarity 429–30
multiple team membership 436
mutual monitoring 431
stress 438

team players 348–9
team viability 441
team-based structure 561–5
teams and teamworking 30, 54, 

167, 204, 284, 315, 316, 408, 
418–19, 585

action teams 421–2, 426–7
activities 430–6
advice teams 421–2, 425–6, 434
autonomy see team autonomy

human resource 300
inequity, for reducing 287–8
partnership 573
social media 638
supply chain 567

stress 260, 318
behaviour modification 154
conflict 702
extreme jobs 280
Fordism 467
groups 350, 402
leadership 612, 619, 620, 622
leakage tells 739
management: individual and 

organization 187–91
personality types A and B 187
political skill 752
sensors 457
supervision 326
teamworking 190, 435, 438
Yerkes–Dodson law 641–2

stress tests 693
stretch goals 291
strong culture 124–7
structured decisions 756
structured interviews 202
structured tasks 614–15, 682
subcultures 114–15, 120, 125, 214, 230
subjective probabilities 289
Subway 490
suggestibility 406
suggestion schemes 238
suicide 19, 189, 277, 278, 468
Sun Microsystems 581
superleaders 620, 623
supermarkets 336, 420, 462, 559, 572
supervision 11, 87, 88, 122, 180, 278, 

326, 432, 539
bureaucracy 524
classical management 528
Taylorism 454, 457, 458

surface acting 725, 729
surveillance 721, 745, 746
sustainability 41

CSR, innovation and 67–8
swarms 320
swear words 222
symbolic leadership vs management 

control 121–4
symbols 111, 112, 114, 117, 123
synchronous communication 370
synchrony 213
synergy 388, 391, 438, 576
systematic soldiering 390, 454
systems

socio-technical system design 78–9, 
93, 94

thinking 166, 167

tacit knowledge 169, 170, 459
tacticians 748
Target 96, 97
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true-to-selfers 198
trust 186, 198, 216, 337, 370, 393, 

431, 476, 575
creative organization climate 655
Machiavellianism 754
negative emotions 713
non-verbal communication 225
organization development 649

Twitter 50, 93, 194, 291, 573

Uber 47, 281, 582, 585
UBS 524
unanimity, illusion of 408, 684, 685
uncertainty 350, 403, 453, 463, 557

avoidance 132
decision making 678, 679–80, 689, 

690–3
environmental 42, 58
information 644
networked organizations 556
orientation 131
politics 757
power and reduction of 743
rules 511
structure of organization 488, 544
tolerance of 645

unconditional positive regard 197
unconditioned response 152
unconditioned stimulus 152
unemployment 52, 82, 83, 94

technological 97–9
Unilever 66, 117
unions 418, 420, 456, 467, 472, 511, 

703, 705
negotiation 716

Uniqlo 574
unitarist frame of reference on conflict 

703, 704, 719, 723
universities, corporate 117, 146, 162–3
unsourcing 579
unstructured decisions 756, 757
unstructured tasks 614–15, 682
up or out management 475
UPS 67
upskilling 472, 473–4
US Pentagon 83
user contribution system 578–81
utilitarianism 61–3

valence 289, 290–1, 643
validity

predictive 201, 202, 203, 204
values 19, 20, 26, 48, 55, 56, 60, 196, 

260
banks 108
bureaucracy and static social 531
change and congruence of 643
Generation Y 53
groups 384, 394, 402
organizational 108, 109, 113–15, 

117, 561
roles in organizations 508–9

psychological preferences 181
roles 362
systems 166, 167

time management 187, 188, 190
time orientation 131
time perspective 710
time-and-motion studies 459, 461, 

462, 463, 475
TomTom 579
top-down processing 252
total quality management (TQM) 286, 

301, 434
total quality organization 260
total rewards 290
Tour de France 440
Toyota 40, 154, 320, 330, 434, 435, 

574, 575, 577
Production System (TPS) 467, 577

trade unions 418, 420, 456, 467, 472, 
511, 703, 705

negotiation 716
traditional authority 523, 524
training 11, 15, 18, 28, 30, 31, 489, 

619, 743
banks 108
communication 214, 216, 237, 392
cross-cultural working 387
cybersecurity 97
day shutdown for 168
emotions 234

emotional labour 728
engagement 300
ethics 65
Fordism 454, 455

call centres 456, 457
human capital theory 473
innovation 651
interpersonal skills 269
interviewers 203
lies 222
on-demand companies 585
on-the-job 163
organizational culture 108, 110, 

115, 123
quality circles 425
skills shortages 95
social intelligence 214
social media 92
social skills 269
sociograms 355
stress 190
teams 438
thematic apperception test (TAT) 

200
time management 190

traits see personality
transactional leaders 620
transcendence 285
transformational change 636–7, 648
transformational leadership 603, 

620–1, 623–4
Trilogy 162–3

technological determinism 77–9
contingency and 536–41

technological interdependence 537–40
technology 11, 23, 41, 42, 56, 76–7, 

418
assembly lines, mechanized 79, 

463, 464–8, 472, 490
automating knowledge work 85–7, 

95, 99
behaviour modification 154
collaboration 573, 574, 576
communication 213, 214, 215, 368, 

370, 621
deskilling 469, 584
determinism 536–41

choice or 77–9
disruptive 82–3, 98
environmental change 46
face-to-face sensing 333
four challenges 94–9
groups 333, 334, 335, 337
information, bounded rationality, 

decision-making and 671–2
intensive 539
investment in new 651
leadership 619, 621
long-linked 538–9
McDonaldization 469, 470
mediating 538
nonstandard work 87–90
performance tracking software 

291–2, 458, 462, 556
photography 652
pre-crime 489
second machine age 76, 79–85, 95, 

98, 102
social 334, 335, 469, 638
social matrix 90–4
socio-technical system design 78–9, 

93, 94, 468
structure of organization 488, 

536–41, 543
collaboration 573, 574, 576

Taylorism, digital 474–6
teams 426, 427, 429, 437

virtual 368, 370, 373
wearable computing devices 291–2, 

462
tele 354
Tencent 639
terrorism 48, 58, 738

cyberterrorism 96–7
Tesco 462
test-retest reliability 201
testosterone 108, 602
thematic apperception test (TAT) 

198–200
Theory X and Theory Y 262, 278
therbligs 460–1
thinking 25, 132, 150, 155, 183, 299

‘blue skies’ 59, 221
machines 86

Z03_BUCH2881_09_SE_SIDX.indd   812 07/27/16   10:13 AM



 Subject index 813

sex-typing 504, 505
title inflation 490

need for achievement 199
nonstandard 87–90
quantified workplace 457
specialization 486, 489–90, 503, 

525, 530
STEM subjects 79

work passion 328
work-as-community theory 328–30
work/job (re)design 15, 78, 180, 453

assembly lines, mechanized 79, 
463, 464–8, 472

back to the future 474–6
deskilling 95, 435, 463, 467, 468–

74, 584
emotional needs theory 284
Fordism 435, 463–8, 469
initiative and incentive system 456
McDonaldization 469–71
Maslow’s hierarchy of needs 286
motivation 284, 286, 290, 294–5, 

296, 301
engagement 300

scientific management see separate 
entry

stress 188, 190, 467
total rewards 290
upskilling 472, 473–4

workshifters 88–90
work–life balance 30, 54, 190, 277, 

290, 299, 301
workshifters 88, 89, 90

X, Theory 262, 278
Xerox 532

Y, Theory 262, 278
Yerkes–Dodson law 641–2
YouTube 578, 581

Zumba Fitness 655

groups: collective intelligence 
365–6, 605

Hawthorne studies 325–6
investment banks 108
leadership 599, 602, 604–10, 621, 

622
strategic 658

obedience to authority 405
politics and power 757–62

influence tactics 759
political skills 758, 760

pregnancy 250–1
skills 472, 607, 758, 760
space travel 318
stereotyping 262, 599, 607, 757–8, 

759, 760
strategic leadership 658
teams 365–6, 605

work 83, 584
ageing workforce 56–7
automation 78, 79, 80, 83, 84

knowledge work 85–7, 99
technological unemployment 

97–9
boreout 280–1
design see work/job (re)design
extreme jobs 280
flexible working 51, 52, 53, 54, 

88–9, 278, 300, 301
gig economy 281–2
job

characteristics model (JCM) 
295–7, 298

crafting 298
definition 490
description 127, 332, 490–1, 565, 

711
diagnostic survey (JDS) 296–7
enrichment 164, 190, 282, 286, 

294–8, 300, 302, 432, 642
(in)security 30, 32, 65, 188, 471
rotation 56, 438, 642
satisfaction see job satisfaction
sculpting 298

vandals 720
variables 21–3, 23, 28
variance theory 22–3
Vaude 65
vertical loading 295, 297, 298
video-conferencing 355, 370, 573, 671
violence 726
Virgin Atlantic Airlines 505
virtual organization structure 571–2, 

598
virtual teams 54, 348, 368–71, 372, 

425
virtual work

communication 214, 215–16, 368–9
vision 238, 533, 612, 620

change 637
voice

change blindness 256
computers: voice-activated 462
effective teamwork 360
employee 91, 93, 299, 467, 721
speaking 214, 226, 229, 232, 261, 

360, 724
cultural difference 230

training: voice-to-voice interaction 
with customers 728

VoiceTel 476

Wal-Mart 66, 495
weak culture 124
Web 2.0 92, 571, 579
webinars 163
WeChat 90
whistleblowing 65
Whole Food Markets Inc. 562
Wikipedia 578, 579
women 41, 186, 504, 505

appearance, attractiveness and 
discrimination 263–4, 265

communication 219, 230, 231, 
233–4, 605

engagement 299
extreme jobs 280
films 599
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