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LEARNING OBJECTIVES

After studying this chapter, you should be able to:

1 Describe the various personality traits

that affect how managers think, feel, andbehave. [LO 2-1]

2 Explain what values and attitudes are anddescribe their impact
on managerial action.[LO 2-2]

3 Appreciate how moods and emotions

influence all members of an organization.

[LO 2-3]

4 Describe the nature of emotionalintelligence and its role in
management.[LO 2-4]

5 Define organizational culture and

explain how managers both create andare influenced by
organizational culture.[LO 2-5]

Values, Attitudes, Emotions,

and Culture: The Manageras a Person
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What Does It Take to Succeed Against

Tough Odds?

W

hen Kevin Plank was a walk-on fullbackfootball player at the
University of Maryland

in the 1990s, he often became annoyed that his

T-shirt was soaked and weighted down with sweat.Always an
original thinker, he wondered why athletic

apparel couldnt be made out of some kind of

polyester blend that would help athletes and sportsaficionados
muscles stay cool while wicking away,

and not holding, moisture from sweat.1As he was

finishing his undergraduate studies at Maryland, he

started experimenting with different fabrics, testingtheir
durability, comfort, and water resistance with

the help of a local tailor. A prototype of Under

Armours first productthe 0039 compressionshirtwas
developed.2

Upon graduation from the University of Mary-

land, Plank was offered a position at Prudential LifeInsurance.
An entrepreneur at heart willing to risk

everything to pursue his bold ideas, Plank realized

that accepting a secure position with an insuranc

company would have driven him nuts. So, he turne

down the Prudential offer and mustered his detemination to sell
his innovative T-shirt.3 With litt

business training or experience, and a lot of perse

verance and discipline, Plank pursued the making

of what would become a major competitor of Nik16 years later
with net revenues over $1.8 billion

2012.4Entering and succeeding in the competitiv

sports apparel industry dominated by huge players like Nike with
vast resources and a widely rec

ognized brand would seem like an impossible fea

even for a seasoned business person with accesto capital. With
around $20,000 in the bank and th

resolve to turn his idea into a viable venture, Plan

succeeded against all odds.5Very outgoing and confident, Plank
used his ne

work of athletic contacts from playing on teams

high school, military school, and the University oMaryland to
get the word out about the shirt.6Frothe various teams he had
played on, he was familia

enough with around 40 NFL players to contact the

and tell them about the shirt. Living out of his cawith his
trunk full of shirts, Plank drove around t

Kevin Planks Determination at Under Armour

MANAGEMENT SNAPSHOT

No wonder the fabrics perform so

well! With an inventor like Kevin

Plank, Under Armours innovative

endurance products give largersporting goods companies a run

for their money.
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Like people everywhere, Kevin Plank has his own distinc-tive
personality, values, ways of viewing things, and per-sonal
challenges and disappointments. In this chapter we

focus on the manager as a feeling, thinking human being. We
start by describingenduring characteristics that influence how
managers manage, as well as how theyview other people, their
organizations, and the world around them. We also dis-cuss how
managers values, attitudes, and moods play out in organizations,
shap-ing organizational culture. By the end of this chapter, you
will appreciate how thepersonal characteristics of managers
influence the process of management ingeneraland organizational
culture in particular.

Overview

that is true to his own personality and values.10Just

as he and his two partners worked as a team to

start Under Armour, a team mentality pervades theculture and the
brand. As employee Erin Wendell

puts it, Working here is like being part of a sports

team.11 Accomplishing great feats, taking risks,being active and
excited, open minded, ambitious,

imaginative, and courageous are important to Plank

and part of Under Armours cultureas is a focuson health. The
hard work, determination, and con-

viction that got Plank through the early days of

driving around to schools and training camps withboxes of
T-shirts in the trunk of his car are also

pervasive.12

Today, Under Armour is a global company with

over 5,400 employees, operating in North America,Europe, the
Middle East, Africa, Asia, and Latin

America though most employees work in the United

States.

13

Under Armour is currently headquarteredin what used to be the
400,000-square-foot Tide

Point complex where Procter & Gamble used to

manufacture detergent in Baltimore.14Some of the

original names of the facilities like Joy and Cheerremain and
seem apt for a company like Under

Armour.15 Clearly, Plank demonstrates that being

original, daring, and taking risks while at the sametime being
highly determined, disciplined, and per-

severing can help managers and entrepreneurs suc-

ceed against tough odds. As he puts it, Theres anentrepreneur
right now, scared to death. . . . Get out

of your garage and go take a chance, and start
yourbusiness.16

training camps and schools to show athletes and

managers his new product. Teaming up with two

partners, Plank began running his business from thebasement of
his grandmothers house in George-

town, Washington DC, with the help of a $250,000

small-business loan. As business and orders pickedup, Under
Armour outgrew the basement and set

up shop on Sharp Street in Baltimore.7The rest has

literally been history.Under Armour currently produces and
sells

apparel, shoes, and accessories for women, men,

and youth for athletics, sports, outdoor activities,

and fitness.8 The apparel is focused on regulat-ing body
temperature and improving performance

under different conditions and is organized into

three lines. Each line comes in three stylestight fitor
compression, fitted or athletic fit, and loose fit or

relaxed. The HEATGEARline is to be worn in hot to

warm temperatures singly or under equipment andis made of a
microfiber blend that wicks sweat away

from the skin, keeping wearers cool and dry. The

very first compression T-shirt Plank originally devel-oped and
sold was a HEATGEAR product thatremains popular today. COLDGEAR,
which is to be

worn in cold temperatures, wicks sweat away from

the body and circulates body heat to maintain bodytemperature so
that wearers are both warm and dry

in cold weather. ALLSEASONSGEAR, to be worn

in temperatures that change, keeps people warmwhen its chilly
and cool and dry when its warm.9

As chairman, CEO, and president, Plank hascreated and maintained
a culture at Under Armour

LO 2-1 Describe the

various personality

traits that affect how

managers think, feel,

and behave.
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All people, including managers, have certain
endurincharacteristics that influence how they think, feel,
anbehave both on and off the job. These characteristics
arpersonality traits: particular tendencies to feel, think, anact
in certain ways that can be used to describe the personality of
every individual. It is important to understand th

personalities of managers because their personalitieinfluence
their behavior and their approach to managing people and
resources.Some managers are demanding, difficult to get along with,
and highly critical o

other people. Other managers may be as concerned about
effectiveness and effciency as highly critical managers but are
easier to get along with, are likable, anfrequently praise the
people around them. Both management styles may producexcellent
results, but their effects on employees are quite different. Do
managerdeliberately decide to adopt one or the other of these
approaches to managment? Although they may do so part of the time,
in all likelihood their personalties account for their different
approaches. Indeed, research suggests that the wapeople react to
different conditions depends, in part, on their
personalities.17

The Big Five Personality TraitsWe can think of an individuals
personality as being composed of five genertraits or
characteristics: extraversion, negative affectivity, agreeableness,
conscentiousness, and openness to experience.18Researchers often
consider these thBig Five personality traits.19Each of them can be
viewed as a continuum alonwhich every individual or, more
specifically, every manager falls (see Figure 2.1)

EnduringCharacteristics:

Personality Traitspersonality traitsEnduring tendencies

to feel, think, and act in

certain ways.

Figure 2.1

The Big Five Personality

Traits

I

Low HighExtraversion

II

Low HighNegative affectivity

III

Low HighAgreeableness

IV

Low HighConscientiousness

V

Low HighOpenness to experience

Managers personalities can be described by determining whereon
each of the following continua they fall.
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Some managers may be at the high end of one trait continuum,
others at the lowend, and still others somewhere in between. An
easy way to understand how thesetraits can affect a persons
approach to management is to describe what peopleare like at the
high and low ends of each trait continuum. As will become evidentas
you read about each trait, no single trait is right or wrong for
being an effectivemanager. Rather, effectiveness is determined by a
complex interaction between

the characteristics of managers (including personality traits)
and the nature of thejob and organization in which they are
working. Moreover, personality traits thatenhance managerial
effectiveness in one situation may impair it in another.

EXTRAVERSION Extraversion is the tendency to experience positive
emotionsand moods and feel good about oneself and the rest of the
world. Managers whoare high on extraversion (often called
extraverts) tend to be sociable, affection-ate, outgoing, and
friendly. Managers who are low on extraversion (often
calledintroverts) tend to be less inclined toward social
interactions and to have a lesspositive outlook. Being high on
extraversion may be an asset for managers whosejobs entail
especially high levels of social interaction. Managers who are low
onextraversion may nevertheless be highly effective and efficient,
especially whentheir jobs do not require much social interaction.
Their quieter approach mayenable them to accomplish quite a bit of
work in limited time. See Figure 2.2 foran example of a scale that
can be used to measure a persons level of extraversion.

NEGATIVE AFFECTIVITY Negative affectivity is the tendency to
experience negativeemotions and moods, feel distressed, and be
critical of oneself and others. Managershigh on this trait may
often feel angry and dissatisfied and complain about their ownand
others lack of progress. Managers who are low on negative
affectivity do nottend to experience many negative emotions and
moods and are less pessimistic andcritical of themselves and
others. On the plus side, the critical approach of a man-ager high
on negative affectivity may sometimes spur both the manager and
othersto improve their performance. Nevertheless, it is probably
more pleasant to workwith a manager who is low on negative
affectivity; the better working relationshipsthat such a manager is
likely to cultivate also can be an important asset. Figure 2.3 isan
example of a scale developed to measure a persons level of negative
affectivity.

AGREEABLENESSAgreeableness is the tendency to get along well
with others.Managers who are high on the agreeableness continuum
are likable, tend to beaffectionate, and care about other people.
Managers who are low on agreeable-ness may be somewhat distrustful
of others, unsympathetic, uncooperative, andeven at times
antagonistic. Being high on agreeableness may be especially
impor-tant for managers whose responsibilities require that they
develop good, closerelationships with others. Nevertheless, a low
level of agreeableness may be anasset in managerial jobs that
actually require that managers be antagonistic, suchas drill
sergeants and some other kinds of military managers. See Figure 2.2
for

an example of a scale that measures a persons level of
agreeableness.

CONSCIENTIOUSNESS Conscientiousness is the tendency to be
careful, scrupu-lous, and persevering.20Managers who are high on
the conscientiousness con-tinuum are organized and
self-disciplined; those who are low on this trait mightsometimes
appear to lack direction and self-discipline. Conscientiousness
hasbeen found to be a good predictor of performance in many kinds
of jobs, includ-ing managerial jobs in a variety of
organizations.21Entrepreneurs who found theirown companies, like
Kevin Plank profiled in Management Snapshot, often are

extraversionThe tendency to

experience positive

emotions and moods

and to feel good about

oneself and the rest of

the world.

negative affectivityThe tendency to

experience negative

emotions and moods, to

feel distressed, and to

be critical of oneself and

others.

agreeablenessThe tendency to get

along well with other

people.

conscientiousnessThe tendency to be

careful, scrupulous, and

persevering.
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high on conscientiousness, and their persistence and
determination help them tovercome obstacles and turn their ideas
into successful new ventures. Figure 2provides an example of a
scale that measures conscientiousness.

OPENNESS TO EXPERIENCE Openness to experience is the tendency to
be originahave broad interests, be open to a wide range of stimuli,
be daring, and take risks.Managers who are high on this trait
continuum may be especially likely to tak

openness toexperienceThe tendency to be

original, have broad

interests, be open to a

wide range of stimuli, be

daring, and take risks.

Figure 2.2

Measures of

Extraversion,

Agreeableness,

Conscientiousness, and

Openness to Experience1

Veryinaccurate

2Moderatelyinaccurate

3Neither inaccurate

nor accurate

4Moderatelyaccurate

5Very

accurate

Am interested in people.

Have a rich vocabulary.

Am always prepared.

Am not really interested in others.*

Leave my belongings around.*

Am the life of the par ty.

Have difficulty understanding

abstract ideas.*

Sympathize with others feelings.

Dont talk a lot.*

Pay attention to details.Have a vivid imagination.

Insult people.*

Make a mess of things.*

Feel comfortable around people.

Am not interested in abstract ideas.*

Have a soft heart.

Get chores done right away.

Keep in the background.*

Have excellent ideas.

Start conversations.

Am not interested in other peoples

problems.*

____ 1.

____ 2.

____ 3.

____ 4.

____ 5.

____ 6.

____ 7.

____ 8.

____ 9.

___ 10.___ 11.

___ 12.

___ 13.

___ 14.

___ 15.

___ 16.

___ 17.

___ 18.

___ 19.

___ 20.

___ 21.

Often forget to put things back in

their proper place.*

Have little to say.*

Do not have a good imagination.*

Take time out for others.

Like order.

Talk to a lot of different people at

parties.

Am quick to understand things.

Feel little concern for others.*

Shirk my duties.*Dont like to draw attention to

myself.*

Use difficult words.

Feel others emotions.

Follow a schedule.

Spend time reflecting on things.

Dont mind being the center of

attention.

Make people feel at ease.

Am exacting in my work.

Am quiet around strangers.*

Am full of ideas.

___ 22.

___ 23.

___ 24.

___ 25.

___ 26.

___ 27.

___ 28.

___ 29.

___ 30.___ 31.

___ 32.

___ 33.

___ 34.

___ 35.

___ 36.

___ 37.

___ 38.

___ 39.

___ 40.

* Item is reverse-scored: 1 =5, 2 =4, 4 =2, 5 =1Scoring: Sum
responses to items for an overall scale. Extraversion =sum of items
6, 9, 14, 18, 20, 23, 27, 31, 36, 39 Agreeableness =sum of items 1,
4, 8, 12, 16, 21, 25, 29, 33, 37 Conscientiousness =sum of items 3,
5, 10, 13, 17, 22, 26, 30, 34, 38 Openness to experience =sum of
items 2, 7, 11, 15, 19, 24, 28, 32, 35, 40

Listed below are phrases describing peoples behaviors. Please
use the rating scale below todescribe how accurately each statement
describes you. Describe yourself as you generally arenow, not as
you wish to be in the future. Describe yourself as you honestly see
yourself, inrelation to other people you know of the same sex as
you are and roughly your same age.

Source: Lewis R. Goldberg, Oregon Research Institute,
http://ipip.ori.org/ipip/. Reprinted with permissio
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risks and be innovative in their planning and decision making.
Entrepreneurs whostart their own businesseslike Bill Gates of
Microsoft, Jeff Bezos of Amazon.com,and Anita Roddick of The Body
Shopare, in all likelihood, high on openness toexperience, which
has contributed to their success as entrepreneurs and manag-ers.
Kevin Plank, discussed in this chapters Management Snapshot,
founded hisown company and continues to explore new ways for it to
growa testament tohis high level of openness to experience.
Managers who are low on openness to

experience may be less prone to take risks and more conservative
in their planningand decision making. In certain organizations and
positions, this tendency mightbe an asset. The manager of the
fiscal office in a public university, for example,must ensure that
all university departments and units follow the universitys
rulesand regulations pertaining to budgets, spending accounts, and
reimbursements ofexpenses. Figure 2.2 provides an example of a
measure of openness to experience.

Successful managers occupy a variety of positions on the Big
Five personalitytrait continua. One highly effective manager may be
high on extraversion and

Figure 2.3

A Measure of Negative

Affectivity

Instructions: Listed below are a series of statements a person
might use to

describe her/his attitudes, opinions, interests, and other
characteristics. If a

statement is true or largely true, put a "T" in the space next
to the item. Or if

the statement is false or largely false, mark an "F" in the
space.

Please answer every statement, even if you are not completely
sure of the

answer. Read each statement carefully, but don't spend too much
time decidingon the answer.

I worry about things a lot.

My feelings are often hurt.

Small problems oftenirritate me.

I am often nervous.

My moods often change.

Sometimes I feel bad forno apparent reason.

I often have very strongemotions such as angeror anxiety without
reallyknowing why.

The unexpected caneasily startle me.

____ 1.

____ 2.

____ 3.

____ 4.

____ 5.

____ 6.

____ 7.

____ 8.

Sometimes, when I am thinkingabout the day ahead of me,I feel
anxious and tense.

Small setbacks sometimesbother me too much.

My worries often cause meto lose sleep.

Some days I seem to bealways on edge.

I am more sensitive thanI should be.

Sometimes I go from feelinghappy to sad, and vice versa,for no
good reason.

____ 9.

____10.

____11.

____12.

____13.

____14.

Scoring: Level of negative affectivity is equal to the number of
items answered

"True."

Source: Auke Tellegen, Brief Manual for the Differential
Personality Questionnaire,Copyright 1982.Paraphrased version
reproduced by permission of University of Minnesota Press.


	
8/10/2019 Chapter 3 Values, Attitudes, Emotions, and Culture The
Manager as a Person.pdf

8/34

Values, Attitudes, Emotions, and Culture: The Manager as a
Person 5

negative affectivity; another equally effective manager may be
low on both thestraits; and still another may be somewhere in
between. Members of an organzation must understand these
differences among managers because they cashed light on how
managers behave and on their approach to planning, leading,
organizing, or controlling. If subordinates realize, for example,
that themanager is low on extraversion, they will not feel slighted
when their manage

seems to be aloof because they will realize that by nature he or
she is simply nooutgoing.Managers themselves also need to be aware
of their own personality traits an

the traits of others, including their subordinates and fellow
managers. A managewho knows that he has a tendency to be highly
critical of other people mightry to tone down his negative
approach. Similarly, a manager who realizes thaher chronically
complaining subordinate tends to be so negative because of
hpersonality may take all his complaints with a grain of salt and
realize that thingprobably are not as bad as this subordinate says
they are.

In order for all members of an organization to work well
together and witpeople outside the organization, such as customers
and suppliers, they muunderstand each other. Such understanding
comes, in part, from an appreciatio

of some fundamental ways in which people differ from one
anotherthat is, aappreciation of personality traits.

Other Personality Traits That Affect Managerial BehaviorMany
other specific traits in addition to the Big Five describe peoples
personalities. Here we look at traits that are particularly
important for understandinmanagerial effectiveness: locus of
control; self-esteem; and the needs for achievment, affiliation,
and power.

LOCUS OF CONTROL People differ in their views about how much
control thehave over what happens to and around them. The locus of
control trait capturethese beliefs.23People with an internal locus
of control believe they themselve

are responsible for their own fate; they see their own actions
and behaviors abeing major and decisive determinants of important
outcomes such as attaininlevels of job performance, being promoted,
or being turned down for a choicjob assignment. Some managers with
an internal locus of control see the sucess of a whole organization
resting on their shoulders. One example is KeviPlank in the
Management Snapshot. An internal locus of control also helps
tensure ethical behavior and decision making in an organization
because peoplfeel accountable and responsible for their own
actions.

People with an external locus of control believe that outside
forces are responsible for what happens to and around them; they do
not think their own actionmake much of a difference. As such, they
tend not to intervene to try to changesituation or solve a problem,
leaving it to someone else.

Managers need an internal locus of control because they
areresponsible fowhat happens in organizations; they need to
believe they can and do make a diference, as does Kevin Plank at
Under Armour. Moreover, managers are responsible for ensuring that
organizations and their members behave in an ethicafashion, and for
this as well they need an internal locus of controlthey need tknow
and feel they can make a difference.

SELFESTEEM Self-esteem is the degree to which individuals feel
good abouthemselves and their capabilities. People with high
self-esteem believe they ar

internal locus of

control The tendencyto locate responsibilityfor ones fate
within

oneself.

external locus ofcontrol The tendencyto locate
responsibility

for ones fate in outside

forces and to believe

ones own behavior

has little impact on

outcomes.

self-esteemThe degree to which

individuals feel good

about themselves and

their capabilities.
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competent, deserving, and capable of handling most situa-tions,
as does Kevin Plank. People with low self-esteem havepoor opinions
of themselves, are unsure about their capa-bilities, and question
their ability to succeed at differentendeavors.24Research suggests
that people tend to chooseactivities and goals consistent with
their levels of self-

esteem. High self-esteem is desirable for managers becauseit
facilitates their setting and keeping high standards forthemselves,
pushes them ahead on difficult projects, andgives them the
confidence they need to make and carry outimportant decisions.

NEEDS FOR ACHIEVEMENT AFFILIATION AND POWER Psy-chologist David
McClelland has extensively researched theneeds for achievement,
affiliation, and power.25The needfor achievement is the extent to
which an individual has astrong desire to perform challenging tasks
well and to meetpersonal standards for excellence. People with a
high needfor achievement often set clear goals for themselves
andlike to receive performance feedback. The need for affilia-tion
is the extent to which an individual is concerned aboutestablishing
and maintaining good interpersonal relations,being liked, and
having the people around him or her get

along with one another. The need for power is the extent to
which an individualdesires to control or influence others.26

Research suggests that high needs for achievement and for power
are assetsfor first-line and middle managers and that a high need
for power is especiallyimportant for upper-level managers.27One
study found that U.S. presidents witha relatively high need for
power tended to be especially effective during theirterms of
office.28A high need for affiliation may not always be desirable in
man-

agers because it might lead them to try too hard to be liked by
others (includingsubordinates) rather than doing all they can to
ensure that performance is ashigh as it can and should be. Although
most research on these needs has beendone in the United States,
some studies suggest that these findings may also applyto people in
other countries such as India and New Zealand.29

Taken together, these desirable personality traits for
managersan internallocus of control, high self-esteem, and high
needs for achievement and powersuggest that managers need to be
take-charge people who not only believe theirown actions are
decisive in determining their own and their organizations fatesbut
also believe in their own capabilities. Such managers have a
personal desirefor accomplishment and influence over others.

What are managers striving to achieve? How do they thinkthey
should behave? What do they think about their jobsand
organizations? And how do they actually feel at work?We can find
some answers to these questions by exploringmanagers values,
attitudes, and moods.

Values, attitudes, and moods and emotions capturehow managers
experience their jobs as individuals. Values

need forachievementThe extent to which an

individual has a strong

desire to perform

challenging tasks well

and to meet personal

standards for excellence.

need foraffiliation Theextent to which an

individual is concerned

about establishing

and maintaining good

interpersonal relations,

being liked, and having

other people get along.

need for powerThe extent to which an

individual desires to

control or influence others.

Values, Attitudes,and Moods and

Emotions

Confidence matters: A manager who takesdifficulties in stride
and can effectively lead is ableto inspire subordinates while
getting the job done.
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describe what managers are trying to achieve through work and
how they thinthey should behave. Attitudescapture their thoughts
and feelings about their spcific jobs and organizations. Moods and
emotionsencompass how managers actually feel when they are
managing. Although these three aspects of managerwork experience
are highly personal, they also have important implications
founderstanding how managers behave, how they treat and respond to
others, an

how, through their efforts, they help contribute to
organizational effectivenethrough planning, leading, organizing,
and controlling.

Values: Terminal and InstrumentalThe two kinds of personal
values are terminaland instrumental.A terminal valuea personal
conviction about lifelong goals or objectives; an instrumental
valuea personal conviction about desired modes of conduct or ways
of behaving.30Teminal values often lead to the formation of norms,
which are unwritten, informcodes of conduct, such as behaving
honestly or courteously, that prescribe hopeople should act in
particular situations and are considered important by momembers of
a group or organization.

Milton Rokeach, a leading researcher in the area of human
values, identifie18 terminal values and 18 instrumental values that
describe each persons valusystem (see Figure 2.4).31 By rank
ordering the terminal values from 1 (moimportant as a guiding
principle in ones life) to 18 (least important as a guidinprinciple
in ones life) and then rank ordering the instrumental values from 1
t18, people can give good pictures of theirvalue systemswhat they
are striving tachieve in life and how they want to behave.32(You
can gain a good understanding of your own values by rank ordering
first the terminal values and then thinstrumental values listed in
Figure 2.4.)

Several of the terminal values listed in Figure 2.4 seem to be
especially impotant for managerssuch as a sense of accomplishment
(a lasting contribution), equali(brotherhood, equal opportunity for
all), and self-respect (self-esteem). A manager wh

thinks a sense of accomplishment is of paramount importance
might focus omaking a lasting contribution to an organization by
developing a new producthat can save or prolong lives, as is true
of managers at Medtronic (a companthat makes medical devices such
as cardiac pacemakers), or by opening a neforeign subsidiary. A
manager who places equality at the top of his or her list oterminal
values may be at the forefront of an organizations efforts to
supporprovide equal opportunities to, and capitalize on the many
talents of an increaingly diverse workforce.

Other values are likely to be considered important by many
managers, such ascomfortable life (a prosperous life), an exciting
life (a stimulating, active life),freedom (indpendence, free
choice),and social recognition (respect, admiration).The relative
impotance that managers place on each terminal value helps explain
what they ar

striving to achieve in their organizations and what they will
focus their efforts onSeveral of the instrumental values listed in
Figure 2.4 seem to be importan

modes of conduct for managers, such as being ambitious
(hardworking, aspiing), broad-minded (open-minded), capable
(competent, effective), responsible (depenable, reliable), and
self-controlled (restrained, self-disciplined). Moreover, the
relativimportance a manager places on these and other instrumental
values may be significant determinant of actual behaviors on the
job. A manager who considebeing imaginative (daring, creative)to be
highly important, for example, is morlikely to be innovative and
take risks than is a manager who considers this to b

terminal valueA lifelong goal or

objective that an

individual seeks to

achieve.

instrumental valueA mode of conduct that

an individual seeks tofollow.

norms Unwritten,informal codes of

conduct that prescribe

how people should act in

particular situations and

are considered important

by most members of a

group or organization.

value system

The terminal andinstrumental values that

are guiding principles in

an individuals life.

LO 2-2 Explain what

values and attitudes

are and describe their

impact on managerial

action.
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less important (all else being equal). A manager who considers
being honest (sin-cere, truthful)to be of paramount importance may
be a driving force for takingsteps to ensure that all members of a
unit or organization behave ethically.

All in all, managers value systems signify what managers as
individuals are try-ing to accomplish and become in their personal
lives and at work. Thus managersvalue systems are fundamental
guides to their behavior and efforts at planning,leading,
organizing, and controlling.

AttitudesAn attitude is a collection of feelings and beliefs.
Like everyone else, managershave attitudes about their jobs and
organizations, and these attitudes affect howthey approach their
jobs. Two of the most important attitudes in this context arejob
satisfaction and organizational commitment.

JOB SATISFACTIONJob satisfaction is the collection of feelings
and beliefs thatmanagers have about their current jobs.33Managers
who have high levels of job

attitude A collectionof feelings and beliefs.

job satisfaction Thecollection of feelings and

beliefs that managers have

about their current jobs.

Figure 2.4

Terminal and

Instrumental Values

A comfortable life (a prosperous life)

An exciting life (a stimulating, activelife)

A sense of accomplishment (lasting

contribution)A world at peace (free of war andconflict)

A world of beauty (beauty of natureand the arts)

Equality (brotherhood, equalopportunity for all)

Family security (taking care of lovedones)

Freedom (independence, free choice)

Happiness (contentedness)

Inner harmony (freedom from innerconflict)

Mature love (sexual and spiritual

intimacy)National security (protection fromattack)

Pleasure (an enjoyable, leisurely life)

Salvation (saved, eternal Iife)

Self-respect (self-esteem)

Social recognition (respect, admiration)

True friendship (close companionship)

Wisdom (a mature understandingof life)

Ambitious (hardworking, aspiring)

Broad-minded (open-minded)

Capable (competent, effective)

Cheerful (lighthearted, joyful)

Clean (neat, tidy)Courageous (standing up for yourbeliefs)

Forgiving (willlng to pardon others)

Helpful (working for the welfare ofothers)

Honest (sincere, truthful)

Imaginative (daring, creative)

Independent (self-reliant, self-sufficient)

Intellectual (intelligent, reflective)

Logical (consistent, rational)

Loving (affectionate, tender)

Obedient (dutiful, respectful)Polite (courteous,
well-mannered)

Responsible (dependable, reliable)

Self-controlled (restrained, self-disciplined)

Terminal Values Instrumental Values

Source: Adapted with the permission of The Free Press, a
Division of Simon & Schuster, Inc., from

The Nature of Human Valuesby Milton Rokeach. Copyright 1973 by
The Free Press. Copyrightrenewed 1991 by Sandra Ball-Rokeach. All
rights reserved.
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satisfaction generally like their jobs, feel they are fairly
treated, and believe thejobs have many desirable features or
characteristics (such as interesting work, goopay and job security,
autonomy, or nice coworkers). Figure 2.5 shows sample itemfrom two
scales that managers can use to measure job satisfaction. Levels of
job saisfaction tend to increase as one moves up the hierarchy in
an organization. Uppemanagers, in general, tend to be more
satisfied with their jobs than entry-lev

employees. Managers levels of job satisfaction can range from
very low to very highOne might think that in tough economic times
when unemployment is higand layoffs are prevalent, people who do
have jobs might be relatively satisfiewith them. However, this is
not necessarily the case. For example, in Decembe2009 the U.S.
unemployment rate was 10%, 85,000 jobs were lost from the economy,
and the underemployment rate (which includes people who have given
ulooking for jobs and those who are working part-time because they
cant find full-time position) was 17.3%.34During these recessionary
conditions, job satisfation levels in the United States fell to
record lows.35

Figure 2.5

Sample Items from

Two Measures of Job

Satisfaction

Being able to do things that

don't go against my conscience.

The way my job provides for

steady employment.

The chance to do things for

other people.The chance to do something

that makes use of my abilities.

The way company policies are

put into practice.

My pay and the amount of work

I do.

The chances for advancement

on this job.

The freedom to use my own

judgment.

The working conditions.

The way my coworkers getalong with each other.

The praise I get for doing a

good job.

The feeling of accomplishment

I get from the job.

The Faces Scale

Workers select the face which best expresses how they feel about
their job

in general.

11 10 9 8 7 6 5 4 3 2 1

Sample items from the Minnesota Satisfaction Questionnaire:

People respond to each of the items in the scale by checking
whether they are:

[ ] Very dissatisfied

[ ] Dissatisfied

[ ] Can't decide whether satisfied or not

[ ] Satisfied

[ ] Very satisfied

On my present job, this is how I feel about . . .

____ 7.

____ 8.

____ 9.

____10.

____11.

____12.

____ 1.

____ 2.

____ 3.

____ 4.

____ 5.

____ 6.

Source: D. J. Weiss et al., Manual for the Minnesota
Satisfaction Questionnaire.Copyrighted bythe Vocational Psychology
Research, University of Minnesota. Copyright 1975 by the
AmericanPsychological Association. Adapted by permission of Randall
B. Dunham and J. B. Brett.
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The Conference Board has been tracking levels of U.S. job
satisfaction since1987, when 61.1% of workers surveyed indicated
that they were satisfied withtheir jobs.36In 2009 only 45% of
workers surveyed indicated that they were satis-fied with their
jobs, an all-time low for the survey.37Some sources of job
dissat-isfaction include uninteresting work, lack of job security,
incomes that have notkept pace with inflation, and having to spend
more money on health insurance.

For example, three times as many workers in 2009 had to
contribute to paying fortheir health insurance and had rising
levels of contributions compared to 1980.Only 43% of workers
thought their jobs were secure in 2009 compared to 59% in1987. In
the 2000s, average household incomes adjusted for inflation
declined.38

Of all age groups, workers under 25 were the most dissatisfied
with their jobs.More specifically, approximately 64% of workers in
this age group were dissatis-fied with their jobs, perhaps due to
declining opportunities and relatively lowearnings. Around 22% of
all respondents didnt think they would still have thesame job in a
year.39

Some organizations have combined a concern about protecting the
environ-ment with a concern about preserving workers jobs and
avoiding layoffs, as illus-trated in the following Ethics in
Action.

ETHICS IN ACTIONProtecting the Environment and Jobs atSubaru of
Indiana Automotive

Subaru of Indiana Automotive (SIA) is located in
Lafayette,Indiana; produces the Subaru Legacy, Outback, and
Tribeca;

and has over 3,500 employees.40

While the U.S. auto industry has had its shareof major problems
ranging from massive layoffs to huge bankruptcies, SIA hasnever
laid off employees.41In fact, SIA employees receive annual raises,
premium-free health care, substantial amounts of overtime work,
financial counseling, the

option of earning a Purdue University degreeat the production
facility, and pay for volun-teer work. While 46,000 auto jobs have
beenlost in Indiana and several auto manufactur-ing plants have
shut down in the state, SIAappears to be thriving.42

At the same time, SIA has been on anuncompromising mission to
protect the envi-

ronment and save money by eliminating waste.Around 98% of the
waste at SIA is recycled orcomposted with considerable efficiencies
andcost savings.43An on-site broker manages bidsfor recycled
metals, glass, plastic, and paper.Only about 2% of waste is
incinerated andthis is done locally at an operation that con-verts
waste to fuel. Suppliers are encouraged

More than corn in Indiana? Definitely more benefits for
theenvironment as Subaru of Indiana pioneers efforts to
reducepackaging, eliminate waste, and reuse extra materials.
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In general, it is desirable for managers to be satisfied with
their jobs, for aleast two reasons. First, satisfied managers may
be more likely to go the extra milfor their organization or perform
organizational citizenship behaviors (OCBs)

behaviors that are not required of organizational members but
that contributto and are necessary for organizational efficiency,
effectiveness, and competitivadvantage.50Managers who are satisfied
with their jobs are more likely to peform these above and beyond
the call of duty behaviors, which can range fromputting in long
hours when needed to coming up with truly creative ideas
anovercoming obstacles to implement them (even when doing so is not
part of thmanagers job), or to going out of ones way to help a
coworker, subordinate, osuperior (even when doing so entails
considerable personal sacrifice).51

A second reason why it is desirable for managers to be satisfied
with their jobs that satisfied managers may be less likely to
quit.52A manager who is highly satified may never even think about
looking for another position; a dissatisfied manager may always be
on the lookout for new opportunities. Turnover can hurt a

organization because it results in the loss of the experience
and knowledge thamanagers have gained about the company, industry,
and business environment.

A growing source of dissatisfaction for many lower- and
middle-level managers, as well as for nonmanagerial employees, is
the threat of unemployment anincreased workloads from
organizational downsizings and layoffs. Organizationthat try to
improve their efficiency through restructuring and layoffs often
elimnate a sizable number of first-line and middle management
positions. This decsion obviously hurts the managers who are laid
off, and it also can reduce the jo

organizational

citizenshipbehaviors (OCBs)Behaviors that are

not required of

organizational members

but that contribute to

and are necessary for

organizational efficiency,

effectiveness, and

competitive advantage.

to minimize packaging, which enables SIA to get better deals
from them, anboxes and containers shipping parts and materials back
and forth from Japan tIndiana are reused, cutting costs. Scrap from
welding is sold in copper auctionExecutive Vice President Tom
Easterday estimates that SIA saves over $5 millioper year from its
efforts to eliminate waste, recycle, and compost.44

SIA combines its minimal environmental impact philosophy with a
commi

ment to reducing worker injuries and promoting worker
health.

45

For examplrather than inspecting the quality of welds by taking
cars apart as was customarSIA now uses ultrasonic technology to
check welds. This change reduced workeinjuries from jackhammers and
metals waste and results in a process that is moreffective,
quicker, and less expensive. SIA has a free on-site gym with
wellneand weight loss programs.46Workers receive bonuses for
identifying unnecessarpackaging and processes, which can cut costs
and be a source of rebates fromsuppliers, the very top bonus being
a brand new Subaru Legacy. All these cossavings are used for
further plant investments and overtime pay.47

SIAs relentless quest for efficiency in terms of reducing
waste/protecting thenvironment and increasing productivity on the
assembly line does put a lot opressure on employees who are
expected to work long hours.48Nonetheless, the

know that their jobs are secure and they receive overtime pay
and premium-frehealth insurance. When the Japanese earthquake in
2011 forced the plant to slodown because of disruptions in the
supply of parts from Japan, SIA continued tpay all its employees
their full wages to volunteer in the local community. Thuit is not
surprising that there are about 10 applicants for each open
position aSIA. Clearly, SIA has demonstrated it is possible to
protect the environment anprotect jobs to the benefit of all.49
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satisfaction levels of managers who remain. Theymight fear being
the next to be let go. In addition,the workloads of remaining
employees often aredramatically increased as a result of
restructuring,and this can contribute to dissatisfaction.

How managers and organizations handle lay-

offs is of paramount importance, not only for thelayoff victims
but also for employees who survivethe layoff and keep their
jobs.53Showing compas-sion and empathy for layoff victims, giving
them asmuch advance notice as possible about the layoff,providing
clear information about severance ben-efits, and helping layoff
victims in their job searchefforts are a few of the ways in which
managers canhumanely manage a layoff.54 For example, whenRon
Thomas, vice president of organizationaldevelopment for Martha
Stewart Living Omnime-dia, had to lay off employees as a result of
closing

the organizations catalog business, he personallycalled all the
catalog businesses he knew to find outabout potential positions for
laid-off employees.55

Efforts such as Thomass to help layoff victims find new jobs can
contribute to thejob satisfaction of those who survive the layoff.
As Thomas puts it, If you handlea restructuring well, the word gets
out that youre a good place to work . . . if wepost a job opening
today, well get 1,500 rsums tomorrow.56

Unfortunately, when the unemployment rate is high, laid-off
employees some-times find it difficult to find new jobs and can
remain jobless for months.57Forsmall businesses, the decision to
lay off employees and communicating that deci-sion can be
especially painful because managers often have developed close
per-sonal relationships with the people they have to let go, know
their families, and

fear what will happen to them with the loss of a steady
income.58

Shelly Polum,vice president for administration at Ram Tool, a
small family-owned manufactur-ing company in Grafton, Wisconsin,
broke down in tears in her office after shehad to let employees
know they were being laid off.59When Charlie Thomas,vice president
of Shuqualak Lumber in Shuqualak, Mississippi, had to
announcelayoffs of close to a quarter of his employees, he wrote a
speech that he could notget through without stopping and retreating
to his office to pull himself together.As he put it, I couldnt get
it out . . . It just killed my soul.60As these managersrealize,
getting laid off during a recession can be devastating for
employees andtheir families because jobs are few and far
between.

ORGANIZATIONAL COMMITMENT Organizational commitment is the
collection

of feelings and beliefs that managers have about their
organization as a whole.61

Managers who are committed to their organizations believe in
what their orga-nizations are doing, are proud of what these
organizations stand for, and feel ahigh degree of loyalty toward
their organizations. Committed managers are morelikely to go above
and beyond the call of duty to help their company and areless
likely to quit.62Organizational commitment can be especially strong
whenemployees and managers truly believe in organizational values;
it also leads to astrong organizational culture, as found in Under
Armour.

organizational

commitmentThe collection of feelings

and beliefs that managers

have about their

organization as a whole.

Brainstorming for hours and staying late flow naturally when

you know your work is appreciated, your job is secure, andyou
are valued.
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Organizational commitment is likely to help managers perform
some of thefigurehead and spokesperson roles (see Chapter 1). It is
much easier for a manager to persuade others both inside and
outside the organization of the merits owhat the organization has
done and is seeking to accomplish if the manager trubelieves in and
is committed to the organization. Figure 2.6 is an example of scale
that can measure a persons level of organizational commitment.

Figure 2.6

A Measure of

Organizational

Commitment

People respond to each of the items in the scale by checking
whether they:

[ ] Strongly disagree

[ ] Moderately disagree

[ ] Slightly disagree

[ ] Neither disagree nor agree

[ ] Slightly agree

[ ] Moderately agree

[ ] Strongly agree

I am willing to put in a great deal

of effort beyond that normally

expected in order to help this

organization be successful.

I talk up this organization to my

friends as a great organizationto work for.

I feel very little loyalty to this

organization.*

I would accept almost any type

of job assignment in order to

keep working for this

organization.

I find that my values and the

organizations values are very

similar.

I am proud to tell others thatI am part of this
organization.

I could just as well be working

for a different organization as

long as the type of work was

similar.*

This organization really inspires

the very best in me in the way

of job performance.

____ 1.

____ 2.

____ 3.

____ 4.

____ 5.

____ 6.

____ 7.

____ 8.

It would take very little change

in my present circumstances to

cause me to leave this

organization.*

I am extremely glad that I

chose this organization to workfor over others I was

considering at the time I joined.

Theres not too much to be

gained by sticking with this

organization indefinitely.*

Often, I find it difficult to agree

with this organizations policies

on important matters relating

to its employees.*

I really care about the fate of

this organization.

For me this is the best of all

possible organizations for

which to work.

Deciding to work for this

organization was a definite

mistake on my part.*

____ 9.

____10.

____11.

____12.

____13.

____14.

____15.

Scoring: Responses to items 1, 2, 4, 5, 6, 8, 10, 13, and 14 are
scored such that 1 =strongly disagree; 2 = moderately disagree; 3 =
slightly disagree; 4 = neither disagree nor

agree; 5 = slightly agree; 6 = moderately agree; and 7 =
strongly agree. Responses to *items 3, 7, 9, 11, 12, and 15 are
scored 7 = strongly disagree; 6 = moderately disagree; 5 =slightly
disagree; 4 = neither disagree nor agree; 3 = slightly agree; 2 =
moderately agree;and 1 = strongly agree. Responses to the 15 items
are averaged for an overall score from 1to 7; the higher the score,
the higher the level of organizational commitment.

Source: L. W. Porter and F. J. Smith, Organizational Commitment
Questionnaire, in J. D. Cook, S.J. Hepworth, T. D. Wall, and P. B.
Warr, eds., The Experience of Work: A Compendium and Review o

259 Measures and Their Use(New York: Academic Press, 1961),
8586.
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Do managers in different countries have similar or different
attitudes? Dif-ferences in the levels of job satisfaction and
organizational commitment amongmanagers in different countries are
likely because these managers have differentkinds of opportunities
and rewards and because they face different economic,political, and
sociocultural forces in their organizations general
environments.Levels of organizational commitment from one country
to another may depend

on the extent to which countries have legislation affecting
firings and layoffs andthe extent to which citizens of a country
are geographically mobile.

Moods and EmotionsJust as you sometimes are in a bad mood and at
other times are in a good mood,so too are managers. A mood is a
feeling or state of mind. When people are ina positive mood, they
feel excited, enthusiastic, active, or elated.63When peopleare in a
negative mood, they feel distressed, fearful, scornful, hostile,
jittery, ornervous.64People who are high on extraversion are
especially likely to experiencepositive moods; people who are high
on negative affectivity are especially likely toexperience negative
moods. Peoples situations or circumstances also determine

their moods; however, receiving a raise is likely to put most
people in a goodmood regardless of their personality traits. People
who are high on negative affec-tivity are not always in a bad mood,
and people who are low on extraversion stillexperience positive
moods.65

Emotions are more intense feelings than moods, are often
directly linked towhatever caused the emotion, and are more
short-lived.66However, once what-ever has triggered the emotion has
been dealt with, the feelings may linger inthe form of a less
intense mood.67For example, a manager who gets very angrywhen a
subordinate has engaged in an unethical behavior may find his
angerdecreasing in intensity once he has decided how to address the
problem. Yet hecontinues to be in a bad mood the rest of the day,
even though he is not directlythinking about the unfortunate
incident.68

Research has found that moods and emotions affect the behavior
of manag-ers and all members of an organization. For example,
research suggests that thesubordinates of managers who experience
positive moods at work may performat somewhat higher levels and be
less likely to resign and leave the organizationthan the
subordinates of managers who do not tend to be in a positive mood
atwork.69Other research suggests that under certain conditions
creativity might beenhanced by positive moods, whereas under other
conditions negative moodsmight push people to work harder to come
up with truly creative ideas.70Rec-ognizing that both mood states
have the potential to contribute to creativity indifferent ways,
recent research suggests that employees may be especially likelyto
be creative to the extent that they experience both mood states (at
differenttimes) on the job and to the extent that the work
environment is supportive of

creativity.71

Other research suggests that moods and emotions may play an
important role

in ethical decision making. For example, researchers at
Princeton Universityfound that when people are trying to solve
difficult personal moral dilemmas, theparts of their brains that
are responsible for emotions and moods are especiallyactive.72

More generally, emotions and moods give managers and all
employees impor-tant information and signals about what is going on
in the workplace. 73Positive

mood A feeling orstate of mind.

emotions Intense,relatively short-lived

feelings.

LO 2-3Appreciate how

moods and emotions

influence all members

of an organization.
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emotions and moods signal that things are going well and thus
can lead to morexpansive, and even playful, thinking. Negative
emotions and moods signal thathere are problems in need of
attention and areas for improvement. So whepeople are in negative
moods, they tend to be more detail-oriented and focuseon the facts
at hand.74Some studies suggest that critical thinking and devils
advcacy may be promoted by a negative mood, and sometimes
especially accurat

judgments may be made by managers in negative moods.

75

As indicated in the following Management Insight, emotions can
sometimebe the impetus for important changes in an
organization.

Emotions as Triggers for Changes in Organizations

In our personal lives, intense emotional experiences can oftenbe
triggers for changes for the better. For example, the fear
thataccompanies a near miss auto accident may prompt a driver to
slowdown and leave more time to get to destinations. Embarrassment
experiencefrom being underprepared for a major presentation might
prompt a student tbe more prepared in the future. Anger over being
treated poorly can sometimehelp people get out of bad personal
relationships.

Interestingly enough, some managers and organiztions are using
emotions to prompt needed changes. Foexample, the CEO of North
American Tool, Curt Lansberwas dismayed that employees werent
contributing as mucas they could to their 401(k) retirement plans
becaus

the company had a matched contribution plan whereby contributed
a percentage of an employees contribution.North American Tool makes
industrial cutting machinerand each year has an annual 401(k)
enrollment meetingLansbery decided to bring a bag full of money to
the nexmeeting that equaled the amount of money employees dinot
receive the prior year because they did not contributthe maximum to
their 401(k) plans. He dumped the moneon a table and told the
employees that this really shoulbe their money, not the
companys.77The negative feelingthat this invoked in employeestheres
a bunch of monethat should be ours and is notprompted many more
t

maximize their 401(k) contributions for the coming yeaand reap
the benefits of the matched contribution plan.78

Dr. Leon Bender and other colleagues at Cedars-SinMedical Center
were concerned that doctors and nursewerent washing their hands as
often as they should.Repeated hand-washing by medical staff is a
key contributor to keeping patients free of secondary bacterial
infectionavoiding these kinds of preventable bacterial
infection

MANAGEMENT INSIGHT

Need to change your culture? Try a tug at theheartstringsor the
gut. A screen saver image ofhow quickly and how thoroughly medical
personnelhands got dirty was the impetus for a turnaround ata
hospital with low hand-washing stats.
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Figure 2.7

A Measure of Positive

and Negative Mood at

Work

Scoring: Responses to items 1, 3, 4, 7, 9, and 11 are summed for
a positive moodscore; the higher the score, the more positive mood
is experienced at work. Responses

to items 2, 5, 6, 8, 10, and 12 are summed for a negative mood
score; the higher thescore, the more negative mood is experienced
at work.

1 = Very slightly or not at all

2 = A little

3 = Moderately

4 = Quite a bit

5 = Very much

People respond to each item by indicating the extent to which
the item describes

how they felt at work during the past week on the following
scale:

Active

Distressed

Strong

Excited

Scornful

Hostile

____ 1.

____ 2.

____ 3.

____ 4.

____ 5.

____ 6.

Enthusiastic

Fearful

Peppy

Nervous

Elated

Jittery

____ 7.

____ 8.

____ 9.

____10.

____11.

____12.

acquired in hospitals can save patients lives. Despite their
efforts to encouragemore hand washing in the Center, their
compliance rates with standards wasaround 80%. The Center was due
for an inspection during which a minimum com-pliance rate of 90%
was needed.80

After lunch one day, a group of around 20 doctors and staff were
requested bythe Centers epidemiologist to put their hands on an
agar plate.81After the agar

plates were cultured, they showed that the doctors and
administrators handswere coated with bacteria. Photos of the
cultured plates were circulated and onewas made into a screen saver
for the computers on the hospitals networks. Thedisgust experienced
by everyone who saw the screen saver and the photos wasa powerful
impetus for change, and compliance with hand-washing
protocolsincreased to close to 100%. It remained at a high
level.82Hence, emotions can beuseful triggers for needed changes in
organizations.83

Managers and other members of an organization need to realize
that how theyfeel affects how they treat others and how others
respond to them, including theirsubordinates. For example, a
subordinate may be more likely to approach a man-

ager with a somewhat unusual but potentially useful idea if the
subordinate thinksthe manager is in a good mood. Likewise, when
managers are in very bad moods,their subordinates might try to
avoid them at all costs. Figure 2.7 is an exampleof a scale that
can measure the extent to which a person experiences positive
andnegative moods at work.

Source: A. P. Brief, M. J. Burke, J. M. George, B. Robinson, and
J. Webster, Should NegativeAffectivity Remain an Unmeasured
Variable in the Study of Job Stress?Journal of Applied Psychology72
(1988), 19398; M. J. Burke, A. P. Brief, J. M. George, L. Roberson,
and J. Webster, Measuring

Affect at Work: Confirmatory Analyses of Competing Mood
Structures with Conceptual Linkage inCortical Regulatory
Systems,Journal of Personality and Social Psychology57 (1989),
1091102.
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In understanding the effects of managers and all emploees moods
and emotions, it is important to take intaccount their levels of
emotional intelligence. Emotionintelligence is the ability to
understand and manage oneown moods and emotions and the moods and
emotion

of other people.84Managers with a high level of emotional
intelligence are mor

likely to understand how they are feeling and why, and they are
more able teffectively manage their feelings. When managers are
experiencing stressful feeings and emotions such as fear or
anxiety, emotional intelligence lets them undestand why and manage
these feelings so they do not get in the way of effectivdecision
making.85

Emotional intelligence also can help managers perform their
important rolesuch as their interpersonal roles (figurehead,
leader, and liaison).86Understanding how your subordinates feel,
why they feel that way, and how to manage thesfeelings is central
to developing strong interpersonal bonds with them.87Morgenerally,
emotional intelligence has the potential to contribute to effective
leadership in multiple ways.88

For example, emotional intelligence helps managers understand
and relat

well to other people.89

It also helps managers maintain their enthusiasm anconfidence
and energize subordinates to help the organization attain its
goals.Recent theorizing and research suggest that emotional
intelligence may be espcially important in awakening employee
creativity.91 Managers themselves arincreasingly recognizing the
importance of emotional intelligence. An examplof a scale that
measures emotional intelligence is provided in Figure 2.8.

Personality is a way of understanding why all managerand
employees, as individuals, characteristically think anbehave in
different ways. However, when people belong tthe same organization,
they tend to share certain belieand values that lead them to act in
similar ways.

Organizational culture comprises the shared set of beliefs,
expectations, valuenorms, and work routines that influence how
members of an organization relatto one another and work together to
achieve organizational goals. In essencorganizational culture
reflects the distinctive ways in which organizational members
perform their jobs and relate to others inside and outside the
organization. Imay, for example, be how customers in a particular
hotel chain are treated fromthe time they are greeted at check-in
until they leave; or it may be the shared worroutines that research
teams use to guide new product development. When orgnizational
members share an intense commitment to cultural values, beliefs,
anroutines and use them to achieve their goals, a strong
organizational culturexists.93 When organizational members are not
strongly committed to a sharesystem of values, beliefs, and
routines, organizational culture is weak.

The stronger the culture of an organization, the more one can
think abouit as being the personality of an organization because it
influences the way imembers behave.94Organizations that possess
strong cultures may differ on wide variety of dimensions that
determine how their members behave toward onanother and perform
their jobs. For example, organizations differ in how members relate
to each other (formally or informally), how important decisions
armade (top-down or bottom-up), willingness to change (flexible or
unyieldinginnovation (creative or predictable), and playfulness
(serious or serendipitous

EmotionalIntelligence

emotionalintelligenceThe ability to understand

and manage ones own

moods and emotions and

the moods and emotions

of other people.

OrganizationalCulture

organizationalculture The shared setof beliefs,
expectations,

values, norms, and work

routines that influence

how individuals, groups,

and teams interact

with one another and

cooperate to achieve

organizational goals.

LO 2-4Describe thenature of emotional

intelligence and its role

in management.

LO 2-5 Define

organizational culture

and explain how

managers both create

and are influenced by

organizational culture.
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In an innovative design firm like IDEO Product Development in
Silicon Valley,employees are encouraged to adopt a playful attitude
toward their work, look out-side the organization to find
inspiration, and adopt a flexible approach towardproduct design
that uses multiple perspectives.95IDEOs culture is vastly
differentfrom that of companies such as Citibank and ExxonMobil, in
which employeestreat each other in a more formal or deferential
way, employees are expected toadopt a serious approach to their
work, and decision making is constrained bythe hierarchy of
authority.

Figure 2.8

A Measure of Emotional

Intelligence1

Totallydisagree

2Disagree

3Somewhatdisagree

4Neither agreenor disagree

5Somewhat

agree

6Agree

7Totallyagree

I have a good sense of why I have certain feelings most of the
time.

I always know my friends emotions from their behavior.

I always set goals for myself and then try my best to achieve
them.

I am able to control my temper so that I can handle difficulties
rationally.

I have a good understanding of my own emotions.

I am a good observer of others emotions.

I always tell myself I am a competent person.

I am quite capable of controlling my own emotions.

I really understand what I feel.

I am sensitive to the feelings and emotions of others.

I am a self-motivating person.

I can always calm down quickly when I am very angry.

I always know whether or not I am happy.

I have good understanding of the emotions of people around
me.

I would always encourage myself to try my best.

I have good control of my own emotions.

____ 1.

____ 2.

____ 3.

____ 4.

____ 5.

____ 6.

____ 7.

____ 8.

____ 9.

___ 10.

___ 11.

___ 12.

___ 13.

___ 14.

___ 15.

___ 16.

Scoring: Self-emotions appraisal = sum of items 1, 5, 9, 13
Others-emotions appraisal = sum of items 2, 6, 10, 14 Use of
emotion = sum of items 3, 7, 11, 15 Regulation of emotion = sum of
items 4, 8, 12, 16

Please indicate the extent to which you agree or disagree with
each of the following itemsusing the 17 scale below:

Source: K. Law, C. Wong, and L. Song, The Construct and
Criterion Validity of Emotional Intelligenceand Its Potential
Utility for Management Studies,Journal of Applied Psychology89, no.
3 (June2004), 496; C. S. Wong and K. S. Law, The Effects of Leader
and Follower Emotional Intelligence onPerformance and Attitude: An
Exploratory Study, Leadership Quarterly13 (2002), pp. 24374.
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Managers and Organizational CultureWhile all members of an
organization can contribute to developing and maintaining
organizational culture, managers play a particularly important part
iinfluencing organizational culture96 because of their multiple and
importanroles (see Chapter 1). How managers create culture is most
vividly evident istart-ups of new companies. Entrepreneurs who
start their own companies artypically also the start-ups top
managers until the companies grow and becom

profitable. Often referred to as the firms founders, these
managers literally create their organizations cultures.

The founders personal characteristics play an important role in
the creation of organizational culture. Benjamin Schneider, a
well-known managemenresearcher, developed a model that helps to
explain the role that founders pesonal characteristics play in
determining organizational culture.97 His modecalled the
attractionselectionattrition (ASA) framework, posits that when
founders hire employees for their new ventures, they tend to be
attracted to and choosemployees whose personalities are similar to
their own.98These similar employeeare more likely to stay with the
organization. Although employees who are disimilar in personality
might be hired, they are more likely to leave the organiztion over
time.99As a result of these attraction, selection, and attrition
processe

people in the organization tend to have similar personalities,
and the typical odominant personality profile of organizational
members determines and shapeorganizational culture.100

For example, when David Kelley became interested in engineering
and product design challenges in the late 1970s, he realized that
who he was as a persomeant he would not be happy working in a
typical corporate environment. Kelleis high on openness to
experience, driven to go where his interests take him, annot
content to follow others directives. Kelley recognized that he
needed to sta

attractionselectionattrition(ASA) frameworkA model that explains
how

personality may influence

organizational culture.

IDEO employeesbrainstorminginformal communica-tion, casual
attire, andflexibility are allhallmarks of thisorganization.
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his own business, and with the help of other Stanford-schooled
engineers anddesign experts, IDEO was born.101

From the start, IDEOs culture has embodied Kelleys spirited,
freewheelingapproach to work and designfrom colorful and informal
workspaces to anemphasis on networking and communicating with as
many people as possibleto understand a design problem. No project
or problem is too big or too small

for IDEO; the company designed the Apple Lisa computer and mouse
(the pre-cursor of the Mac) and the Palm as well as the Crest Neat
Squeeze toothpastedispenser and the Racers Edge water
bottle.102Kelley hates rules, job titles, bigcorner offices, and
all the other trappings of large traditional organizations
thatstifle creativity. Employees who are attracted to, selected by,
and remain withIDEO value creativity and innovation and embrace one
of IDEOs mottos: Failoften to succeed sooner.103

Although ASA processes are most evident in small firms such as
IDEO, theyalso can operate in large companies.104According to the
ASA model, this is anaturally occurring phenomenon to the extent
that managers and new hires arefree to make the kinds of choices
the model specifies. However, while people tendto get along well
with others who are similar to themselves, too much similarity

in an organization can impair organizational effectiveness. That
is, similar peopletend to view conditions and events in similar
ways and thus can be resistant tochange. Moreover, organizations
benefit from a diversity of perspectives ratherthan similarity in
perspectives (see Chapter 3). At IDEO Kelley recognized earlyon how
important it is to take advantage of the diverse talents and
perspectivesthat people with different personalities, backgrounds,
experiences, and educa-tion can bring to a design team. Hence IDEOs
design teams include not onlyengineers but others who might have a
unique insight into a problem, such asanthropologists,
communications experts, doctors, and users of a product. Whennew
employees are hired at IDEO, they meet many employees who have
differentbackgrounds and characteristics; the focus is not on
hiring someone who will fitin but, rather, on hiring someone who
has something to offer and can wow dif-

ferent kinds of people with his or her insights.105

In addition to personality, other personal characteristics of
managers shapeorganizational culture; these include managers
values, attitudes, moods andemotions, and emotional
intelligence.106For example, both terminal and instru-mental values
of managers play a role in determining organizational
culture.Managers who highly value freedom and equality, for
example, might be likelyto stress the importance of autonomy and
empowerment in their organizations,as well as fair treatment for
all. As another example, managers who highly valuebeing helpful and
forgiving might not only tolerate mistakes but also empha-size the
importance of organizational members being kind and helpful to
oneanother.

Managers who are satisfied with their jobs, are committed to
their organiza-

tions, and experience positive moods and emotions might also
encourage theseattitudes and feelings in others. The result would
be an organizational cultureemphasizing positive attitudes and
feelings. Research suggests that attitudes likejob satisfaction and
organizational commitment can be affected by the influenceof
others. Managers are in a particularly strong position to engage in
social influ-ence given their multiple roles. Moreover, research
suggests that moods and emo-tions can be contagious and that
spending time with people who are excited andenthusiastic can
increase ones own levels of excitement and enthusiasm.
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The Role of Values and Norms in Organizational CultureShared
terminal and instrumental values play a particularly important role
in orgnizational culture. Terminal valuessignify what an
organization and its employeeare trying to accomplish, and
instrumental valuesguide how the organization anits members achieve
organizational goals. In addition to values, shared normalso are a
key aspect of organizational culture. Recall that norms are
unwritten

informal rules or guidelines that prescribe appropriate behavior
in particular siuations. For example, norms at IDEO include not
being critical of others ideacoming up with multiple ideas before
settling on one, and developing prototypeof new products.107

Managers determine and shape organizational culture through the
kinds ovalues and norms they promote in an organization. Some
managers, like DaviKelley of IDEO, cultivate values and norms that
encourage risk taking, creativresponses to problems and
opportunities, experimentation, tolerance of failurin order to
succeed, and autonomy.108 Top managers at organizations such
aMicrosoft and Google encourage employees to adopt such values to
support thecommitment to innovation as a source of competitive
advantage.

Other managers, however, might cultivate values and norms that
tell emplo

ees they should be conservative and cautious in their dealings
with others anshould consult their superiors before making
important decisions or any changeto the status quo. Accountability
for actions and decisions is stressed, and detailerecords are kept
to ensure that policies and procedures are followed. In
settingwhere caution is needednuclear power stations, oil
refineries, chemical plantfinancial institutions, insurance
companiesa conservative, cautious approach tmaking decisions might
be appropriate.109In a nuclear power plant, for examplthe
catastrophic consequences of a mistake make a high level of
supervision vitaSimilarly, in a bank or mutual fund company, the
risk of losing investors monemakes a cautious approach to investing
appropriate.

Managers of different kinds of organizations deliberately
cultivate and develothe organizational values and norms that are
best suited to their task and general environments, strategy, or
technology. Organizational culture is maintaineand transmitted to
organizational members through the values of the foundethe process
of socialization, ceremonies and rites, and stories and language
(seFigure 2.9).

VALUES OF THE FOUNDER From the ASA model just discussed, it is
clear thafounders of an organization can have profound and
long-lasting effects o

Figure 2.9

Factors That Maintain

and Transmit

Organizational Culture

Storiesand language

Ceremoniesand rites

Socialization

Values ofthe founder

Organizationalculture
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organizational culture. Founders values inspire the founders to
start their owncompanies and, in turn, drive the nature of these
new companies and their defin-ing characteristics. Thus an
organizations founder and his or her terminal andinstrumental
values have a substantial influence on the values, norms, and
stan-dards of behavior that develop over time within the
organization.110Foundersset the scene for the way cultural values
and norms develop because their own

values guide the building of the company, and they hire other
managers andemployees who they believe will share these values and
help the organization toattain them. Moreover, new managers quickly
learn from the founder what valuesand norms are appropriate in the
organization and thus what is desired of them.Subordinates imitate
the style of the founder and, in turn, transmit their valuesand
norms to their subordinates. Gradually, over time, the founders
values andnorms permeate the organization.111

A founder who requires a great display of respect from
subordinates and insistson proprieties such as formal job titles
and formal dress encourages subordi-nates to act in this way toward
their subordinates. Often a founders personalvalues affect an
organizations competitive advantage. For example, McDonaldsfounder
Ray Kroc insisted from the beginning on high standards of
customer

service and cleanliness at McDonalds restaurants; these became
core sources ofMcDonalds competitive advantage. Similarly, Bill
Gates, the founder of Micro-soft, pioneered certain cultural values
in Microsoft. Employees are expected tobe creative and to work
hard, but they are encouraged to dress informally and topersonalize
their offices. Gates also established a host of company events such
ascookouts, picnics, and sports events to emphasize to employees
the importance ofbeing both an individual and a team player.

SOCIALIZATION Over time, organizational members learn from each
otherwhich values are important in an organization and the norms
that specify appro-priate and inappropriate behaviors. Eventually
organizational members behavein accordance with the organizations
values and normsoften without realizing

they are doing so.Organizational socialization is the process by
which newcomers learn an orga-nizations values and norms and
acquire the work behaviors necessary to performjobs effectively.112
As a result of their socialization experiences,
organizationalmembers internalize an organizations values and norms
and behave in accor-dance with them not only because they think
they have to but because they thinkthese values and norms describe
the right and proper way to behave.113

At Texas A&M University, for example, all new students are
encouraged to goto Fish Camp to learn how to be an Aggie (the
traditional nickname of stu-dents at the university). They learn
about the ceremonies that have developedover time to commemorate
significant events or people in A&Ms history. In addi-tion,
they learn how to behave at football games and in class and what it
means

to be an Aggie. As a result of this highly organized
socialization program, by thetime new students arrive on campus and
start their first semester, they have beensocialized into what a
Texas A&M student is supposed to do, and they have rela-tively
few problems adjusting to the college environment.

Most organizations have some kind of socialization program to
help newemployees learn the ropesthe values, norms, and culture of
the organization.The military, for example, is well known for the
rigorous socialization processit uses to turn raw recruits into
trained soldiers. Organizations such as the Walt

organizationalsocializationThe process by which

newcomers learn an

organizations values

and norms and acquire

the work behaviors

necessary to perform

jobs effectively.
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Disney Company also put new recruits througa rigorous training
program to teach them tperform well in their jobs and play their
parin helping Disneyland visitors have fun in wholesome theme park.
New recruits at Diney are called cast members and attend Di

ney University to learn the Disney culture antheir parts in it.
Disneys culture emphasizethe values of safety, courtesy,
entertainmenand efficiency, and these values are broughto life for
newcomers at Disney UniversitNewcomers also learn about the
attractioarea they will be joining (such as Adventureland or
Fantasyland) at Disney University anthen receive on-the-job
socialization in tharea itself from experienced cast members.1

Through organizational socialization, founders and managers of
an organization transmit to employees the cultural value

and norms that shape the behavior of organizational members.
Thus the valueand norms of founder Walt Disney live on today at
Disneyland as newcomers arsocialized into the Disney way.

CEREMONIES AND RITESAnother way in which managers can create or
influence organizational culture is by developing organizational
ceremonies anritesformal events that recognize incidents of
importance to the organizatioas a whole and to specific
employees.115The most common rites that organiztions use to
transmit cultural norms and values to their members are rites of
pasage, of integration, and of enhancement (see Table 2.1).116

Rites of passagedetermine how individuals enter, advance within,
and leave thorganization. The socialization programs developed by
military organization

(such as the U.S. Army) or by large accountancy and law firms
are rites of passagLikewise, the ways in which an organization
prepares people for promotion oretirement are rites of passage.

Rites of integration,such as shared announcements of
organizational successeoffice parties, and company cookouts, build
and reinforce common bonds amonorganizational members. IDEO uses
many rites of integration to make its emploees feel connected to
one another and special. In addition to having wild endof-year
celebratory bashes, groups of IDEO employees periodically take time
oto go to a sporting event, movie, or meal, or sometimes on a long
bike ride or foa sail. These kinds of shared activities not only
reinforce IDEOs culture but alscan be a source of inspiration on
the job (for example, IDEO has been involvein making movies such as
The AbyssandFreeWilly). One 35-member design studi

How does Snow White stay so perfectly in character when
meetingher littlest fans? Rigorous training through Disney
University, asocialization process Disney requires of all its
employees.

Type of Rite Example of Rite Purpose of Rite

Rite of passage Induction and basic training Learn and
internalize norms and values

Rite of integration Office holiday party Build common norms and
values

Rite of enhancement Presentation of annual award Motivate
commitment to norms and values

Table 2.1

Organizational Rites
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at IDEO led by Dennis Boyle has bimonthly lunch fests with no
set agendaanything goes. While enjoying great food, jokes, and
camaraderie, studio mem-bers often end up sharing ideas for their
latest great products, and the freelyflowing conversation that
results often leads to creative insights.117

A companys annual meeting also may be used as a ritual of
integration, offer-ing an opportunity to communicate organizational
values to managers, other

employees, and shareholders.

118

Walmart, for example, makes its annual stock-holders meeting an
extravagant ceremony that celebrates the companys suc-cess. The
company often flies thousands of its highest-performing employees
toits annual meeting at its Bentonville, Arkansas, headquarters for
a huge week-end entertainment festival complete with star musical
performances. Walmartbelieves that rewarding its supporters with
entertainment reinforces the compa-nys high-performance values and
culture. The proceedings are shown live overclosed-circuit
television in all Walmart stores so all employees can join in the
ritescelebrating t
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