
Learning Objectives
After reading and studying this chapter and doing the exercises, you 
should be able to:

 1. Explain what organizational behavior means.

 2. Summarize the research methods of organizational behavior.

 3. Identify the potential advantages of organizational-behavior knowledge.

 4. Explain key events in the history of organizational behavior.

 5. Understand how a person develops organizational-behavior skills.
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The story just presented illustrates how a company might make systematic use of knowl-
edge of human behavior, including two relevant techniques to enhance the functioning 
of an organization. (The two techniques are self-directed teams and learning each other’s 
communication and learning styles.) The purpose of this book is to present systematic 
knowledge about people and organizations that can be used to enhance individual and 
organizational effectiveness. Managers and potential managers are the most likely to 
apply this information. Yet the same information is important for other workers, including 
corporate professionals, sales representatives, customer service specialists, and technical 
specialists.

In the modern organization, workers at every level do some of the work that was for-
merly the sole domain of managers. Team members, for example, are often expected to 
motivate and train each other. One reason organizations get by with fewer managers than 
previously is that workers themselves are now expected to manage themselves to some 
extent. Self-management of this type includes the team scheduling its own work and mak-
ing recommendations for quality improvement.

In this chapter we introduce organizational behavior from several perspectives. We 
will explain the meaning of the term, see why organizational behavior is useful, and 
take a brief glance at its history including current developments. After describing how to 
develop skills in organizational behavior, we present a framework for understanding the 
field. An important goal in studying organizational behavior is to be able to make sense 
of any organization in which you are placed, so that, for example, you might be able to 
answer the question: What is going on here from a human standpoint?

Based in Fort Worth, Texas, the Starr Conspiracy is a marketing and advertising agency 
whose primary clients are enterprise software and services companies. Starr believes that 
it is changing the way marketing is done. The agency sees itself as the driving force behind 
the disruptors, the innovators, and the attention grabbers. Another self- descriptor is, 
“We are the agency of the future, and we explore beyond what currently exists—at an 
unmatched velocity.”

Staff members at Starr have been collaborating closely on projects for four years. If 
you peek into the glass-walled conference rooms, notes chief executive Brett Starr, you 
will see people who would never sit together in a coffeehouse. These people are art-
ists, marketers, data analysts, and software engineers. Yet Starr management saw a need 
for improvement in how well staff members collaborate and how smoothly they work 
together.

Starr engaged the services of a workplace behavior consultant to build self-directed 
teams responsible for coordinating their own work on client projects. Teams participate 
in face-to-face meetings with managers almost daily to give status reports or request 
support. Before these self-directed groups were formed, individual staff members were 
frequently interrupted by different managers with questions about projects, including a 
few that they were not ready to discuss at the time.

The consultant also trained Starr’s 68 staff members to understand each other’s 
communication and learning styles. For example, the top sales executive spoke so fast 
that other people could not process what he was saying. The executive had to learn to 
slow down so that the information he presented could be useful to others. An agency 
co-owner had to learn to listen more and give fewer presentations.

Starr employees say their projects and designs have become more creative and broader 
in scope, attributed to better cooperation and collaboration. Starr Art Director Nancy 
Crabb says, “Working across so many disciplines at once, we’re able to tackle problems 
that I never would have tried previously.”1
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The Meaning and Research 
Methods of Organizational Behavior
A starting point in understanding the potential con-
tribution of organizational behavior is to know the 
meaning of the term. It is also important to be familiar 
with how information about organizational behavior is 
acquired.

The Meaning of Organizational Behavior
Organizational behavior (OB) is the study of human 
behavior in the workplace, of the interaction between 
people and the organization, and of the organization 
itself.2 The major goals of organizational behavior are 
to explain, predict, and control behavior.

Explanation refers to describing the underlying 
reasons or process by which phenomena occur. For 
example, an understanding of leadership theory would explain why one person is a more 
effective leader than another. The same theory would help predict which people (e.g., 
those having charismatic qualities) are likely to be effective as leaders. Leadership theory 
could also be useful in controlling (or influencing) people. One leadership theory, for 
example, contends that group members are more likely to be satisfied and productive 
when the leader establishes good relationships with them.

Data Collection and Research Methods in Organizational Behavior
To explain, predict, and control behavior, organizational-behavior specialists must collect 
information systematically and conduct research. The purpose of collecting data is to 
conduct research.

Methods of Data Collection
Three frequently used methods of collecting data in organizational behavior are surveys, 
interviews, and direct observation of behavior. The survey questionnaire used by a spe-
cialist in organizational behavior is prepared rigorously. Before preparing a final ques-
tionnaire, a scientist collects relevant facts and generates hypotheses (educated guesses) 
about important issues to explore. The questionnaire is carefully designed to measure 
relevant issues about the topic being surveyed. For example, participants in a study might 
be asked to evaluate their supervisor in various dimensions 
such as giving clear instructions and showing compassion. 
Among the surveys included in this textbook is the self-quiz 
about conscientiousness in Chapter 2.

Research about human behavior in the workplace relies 
heavily on the interview as a method of data collection. 
Even when a questionnaire is the primary method of data 
collection, interviews are usually used to obtain ideas for 
survey questions. Interviews are also helpful in uncover-
ing explanations about phenomena and furnishing leads 
for further inquiry. Another advantage of interviews is that 
a skilled interviewer can probe for additional information. 
One disadvantage of the interview method is that skilled 
interviewers are required.

Naturalistic observations refer to researchers placing 
themselves in the work environment to collect much informa-
tion about organizational behavior. Systematic  observations 

LEARNING OBJECTIVE 1
Explain what organizational 
behavior means.

organizational behavior (OB)  
The study of human behavior 
in the workplace, the 
interaction between people 
and the organization, and the 
organization itself.

LEARNING OBJECTIVE 2
Summarize the research 
methods of organizational 
behavior.

People engaged in highly technical work can also benefit from 
knowledge of organizational behavior because they too have 
frequent interactions with people and have to be creative.
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4 Part 1 Introduction to Organizational Behavior

are then made about the phenomena under study. One concern about this method is that 
the people under observation may perform atypically when they know they are being 
observed. A variation of systematic observation is participant observation. The observer 
becomes a member of the group about which he or she collects information. For example, 
to study stress experienced by customer service representatives, a researcher might work 
temporarily in a customer service center.

Research Methods
Four widely used research methods of organizational behavior are case studies, labora-
tory experiments, field experiments (or studies), and meta-analyses.

Case information is usually collected by an observer recording impressions in his or 
her mind or on a notepad or tablet computer. People have a tendency to attend to informa-
tion specifically related to their own interests or needs. Despite this subjective element in 
the case method, cases provide a wealth of information that can be used to explain what 
is happening in a given situation.

An experiment is the most rigorous research method. The essence of conducting an 
experiment is making sure that the variable being modified (the independent variable) 
influences the results. The independent variable (e.g., a motivational technique) is thought 
to influence the dependent variable (e.g., productivity). The dependent variable is also 
known as the criterion (or measure).

A major characteristic of the laboratory experiment is that the conditions are sup-
posedly under the experimenter’s control. For example, to study the effects of stress on 
problem-solving ability, a group of people might be brought into a room. The stressor 
the experimenter introduces is an electronic beeping noise. In a field setting, however, 
assuming the experiment was permitted, the experimenter might be unaware of what 
other stressors the subjects faced at that time. A key concern about laboratory experi-
ments, therefore, is that their results might not apply to the outside world.

Field experiments (or studies) attempt to apply the experimental method to real-life 
situations. Variables can be controlled more readily in the laboratory than in the field, but 
information obtained in the field is often more relevant. An example of a field experiment 
would be investigating whether giving employees more power would have an effect on 
their motivation to produce a great quantity of work. The independent variable would be 
empowerment, while the dependent variable would be quantity of work.

A widely used approach to reaching conclusions about behavior is to combine the 
results of a large number of studies. A meta-analysis is a quantitative or statistical review 
of the literature on a particular subject and is also an examination of a range of studies 
for the purpose of reaching a combined result or best estimate. A meta-analysis is there-
fore a review of studies, combining their quantitative information. You can also view 
meta-analysis as a quantitative review of the literature on a particular subject. For exam-
ple, a researcher might want to combine the results of 100 different studies about the 
job-performance consequences of group decision making before reaching a conclusion. 
Many of the research findings presented throughout this book are based on meta-analysis 
rather than on the results of a single study. Meta-analysis continues to gain in frequency 
of use, as reflected in the many published research studies based on the technique.

An important use of meta-analysis in organizational behavior is to understand how 
certain factors, referred to as moderator variables, influence the results of studies.3 For 
example, in the experiment mentioned previously about stress and problem-solving abil-
ity, a moderator variable might be the amount of stress a study participant faces in per-
sonal life. Individuals who enter the experiment already stressed might be influenced 
more negatively by the electronic beeping noise.

Meta-analysis gives the impression of being scientific and reliable because so much 
information is assimilated, using sophisticated statistical tools. One might argue, how-
ever, that it is better to perform one rigorous study than to analyze many poorly conducted 
studies. A meta-analysis often consists of combining some carefully executed studies with 
a few of poor quality.

meta-analysis A quantitative 
or statistical review of the 
literature on a particular 
subject; an examination of a 
range of studies for the purpose 
of reaching a combined result 
or best estimate.
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Quantitative versus Qualitative Research Methods
Another way to classify research methods is determining whether they are quantitative or 
qualitative.4 Quantitative research involves collecting data, such as customer- satisfaction 
survey responses and production records. The data are then subject to a variety of sta-
tistical techniques including correlational analysis, regression analysis, and analysis of 
variance. Recording the results of experiments and meta-analysis are also examples of 
quantitative research methods.

Qualitative research involves the researcher interacting with the source of the data, 
such as talking to workers and even taking videos and still photos. Interviews and partic-
ipant observations are qualitative research methods. Naturalistic observation (observing 
people in natural settings) is frequently used as a method of qualitative research. Rec-
ognize, however, that qualitative research closely resembles quantitative research when 
the data from the qualitative observations are coded. For example, while interviewing 
workers about their job satisfaction, every response that contains a certain topic might be 
assigned a code. To illustrate, when workers mention the topic of “consideration for my 
feelings,” the response category of “consideration” would receive one entry. The entries 
would be tallied to yield a quantitative result. Many of the most important insights and 
theories in organizational behavior stem from qualitative research, such as uncovering 
what motivates people, and how organizations profit or learn from their experiences.

When management professors were asked to express their understanding of the dif-
ference between quantitative and qualitative research, one of the valuable insights that 
emerged was: “Quantitative research is about careful preparation and faithful execu-
tion of the plan laid out in the beginning; qualitative research is about exploring ideas.”5 
Assume that a researcher wanted to study the conditions under which workers in a non-
profit organization are creative. Using a quantitative research method, he or she would 
prepare a lengthy questionnaire about organizational conditions related to creativity, and 
then administer the questionnaire to a large group of staff members in a few nonprofit 
organizations. Using a qualitative method, she might visit a few nonprofit agencies, and 
talk to workers about their creative problem solving.

How You Can Benefit from Studying 
Organizational Behavior
Studying organizational behavior can enhance your effectiveness as a manager or pro-
fessional. Yet the benefits from studying organizational behavior are not as immediately 
apparent as those derived from the study of functional fields such as accounting, mar-
keting, purchasing, and information technology. Such fields constitute the content of 
managerial and professional work. Organizational behavior, in contrast, relates to the 
process of conducting such work. An exception may be seen with organizational-behavior 
specialists whose content, or functional knowledge, deals with organizational-behavior 
concepts and methods.

Visualize a woman industrial health specialist who has extremely limited interpersonal 
skills in communicating, motivating, and resolving conflict. She will have a difficult time 
applying her technical expertise to organizational problems. She will therefore fail in 
serving her clients because she lacks the ability to use effective interpersonal processes. 
In contrast, if the same health specialist had strong interpersonal skills, she could do a 
better job of serving her clients. (She would probably also hold onto her job longer.)

Studying and learning about organizational behavior offers four key advantages: 
(1) interpersonal skill development, (2) personal growth, (3) enhancement of organiza-
tional and individual effectiveness, and (4) sharpening and refinement of common sense.

Interpersonal Skill Development
Interpersonal skills remain of major importance in the modern workplace. These skills 
generally refer to getting along with people in a variety of ways such as motivating them, 

LEARNING OBJECTIVE 3
Identify the potential 
advantages of organizational-
behavior knowledge.
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complimenting them, and being able to resolve conflict. People with good 
interpersonal skills are considered more rewarding to deal with.

Anil Singhal, the founder of NetScout Systems, a company that assists busi-
ness firms and government agencies in managing their information technology 
networks, has helped many young employees make the transition to midcareer 
success. He believes that “primary skills” can take you only so far in your career. 
Singhal says that those talents by which you earned your college degree and 
first made your professional reputation can drive success for the first 10 years 
of a career. After that period, “secondary skills”—interpersonal skills such as 
the ability to interact well with coworkers—become key to continued success.6

More support for the key role of interpersonal skills in attaining career 
success stems from the observations of three economists. The trio found that 
high-paying occupations, including software engineer, financial advisor, and 
medical professional, require high-level interpersonal skills such as collabora-
tion, empathy, and managing others.7

A major reason that interpersonal skill development is a key to success is 
that difficulty with interpersonal skills is a major reason behind career derail-
ment. As Teddy Roosevelt said, “The most important single ingredient in the 
formula of success is to know how to get along with people.”8

The distinction between soft skills and hard skills is relevant for understand-
ing the importance of interpersonal skill development, as well as the develop-

ment of other skills, in organizational behavior. Soft skills are generally interpersonal skills 
such as motivating others, communicating, and adapting to people of different cultures. 
Hard skills are generally technical skills, such as information technology and job design. 
Some skills, such as those involved with decision making, have a mixture of soft and hard 
components. To make good decisions you have to be creative and imaginative (perhaps a 
soft skill), yet you also have to weigh evidence carefully (most likely a hard skill).

Personal Growth through Insight into Human Behavior
As explained by Robert P. Vecchio, an important reason for studying organizational 
behavior is the personal fulfillment gained from understanding others.9 Understanding 
fellow human beings can also lead to enhanced self-knowledge and self-insight. For 
example, while studying what motivates others, you may gain an understanding of what 
motivates you. Participating in the experiential exercises and self-assessments included in 
this textbook provides another vehicle for personal growth. A case in point is the study of 
motivation in Chapter 6. You will be invited to take a self-quiz about the meaningfulness 
of work to you. Taking the test and reviewing the results will give insight into the types of 
attitudes and behaviors you need to make your work more meaningful.

Personal growth through understanding others and self-insight is meritorious in and of 
itself, and it also has practical applications. Managerial and professional positions require 
sharp insights into the minds of others for tasks such as selecting people for jobs and 
assignments, communicating, and motivating. Sales representatives who can size up the 
needs of prospects and customers have a competitive advantage. Another value of under-
standing others and self-insight is that they contribute to continuous learning because 
the needs of others change over time, and so might your needs. For example, the recent 
prosperity and labor shortages have prompted many workers to demand exciting and 
meaningful work and worry less about job security.

Enhancement of Organizational and Individual Effectiveness
A major benefit from studying organizational behavior is that it provides information 
that can be applied to organizational problems. An important goal of organizational 
behavior is to improve organizational effectiveness— the extent to which an orga-
nization is productive and satisfies the demands of its interested parties. Each chapter 
of this book contains information that is applied directly or indirectly by many orga-

organizational effectiveness  
The extent to which an 
organization is productive and 
satisfies the demands of its 
interested parties.

Interpersonal skills are useful for 
people who wear a hard hat to work.
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 Chapter 1 The Nature and Scope of Organizational Behavior 7

nizations. One visible example is the widespread use 
of teams in the workplace. Certainly, organizational- 
behavior specialists did not invent teams. We suspect 
even prehistoric people organized some of their hunt-
ing forays by teams. Nevertheless, the conclusions 
of organizational- behavior researchers facilitated the 
shift to teams in organizations.

Why does paying more attention to the human ele-
ment improve business performance? One explanation 
Jeffrey Pfeffer offers is that people work harder when 
they have greater control over their work environment 
and when they are encouraged by peer pressure from 
teammates. Even more advantage comes from people 
working in a smarter way. People-oriented manage-
ment practices enable workers to use their wisdom and 
to receive appropriate training. Another contribution 
to improved performance stems from eliminating posi-
tions that focus primarily on watching and controlling workers.10 Much of organizational 
behavior deals with people-oriented management practices. Many of these practices will 
be described in later chapters.

Understanding organizational behavior also improves organizational effectiveness 
because it uncovers factors that contribute to or hinder effective performance. Among 
these many factors are employee motivation, personality factors, and communication 
barriers. Furthermore, an advanced understanding of people is a major contributor to 
managerial success. This is especially true because so much of a manager’s job involves 
accomplishing tasks through people.

Organizational behavior also contributes insights and skills that can enhance individual 
effectiveness. If a person develops knowledge about subjects such as improved interper-
sonal communication, conflict resolution, and teamwork, he or she will become more 
effective. A specific example is that knowledge about organizational behavior can con-
tribute to high performance. Executive coach Lisa Parker observes that managers some-
times neglect to give encouragement and recognition to good performers because these 
workers are already performing well. Yet if these same solid performers were given more 
encouragement, coaching in the form of advice, and recognition, they will often develop 
into superstars (very high performers).11

A frequent problem noted about managers is that they supervise too closely, or micro-
manage, the work of subordinates. One result is that employees can feel insecure and 
offended when their manager takes over a project that was assigned to them. If a present 
or future manager studies organizational behavior, he or she might become more aware 
of the problems of micromanagement, and then monitor his or her behavior to prevent 
micromanaging.12

The “Organizational Behavior in Action” box illustrates how a manager might use 
organizational-behavior knowledge in the form of paying attention to the human element 
to improve organizational effectiveness.

Sharpening and Refining Common Sense
A manager commented after reading through several chapters of an organizational- 
behavior textbook, “Why should I study this field? It’s just common sense. My job 
involves dealing with people, and you can’t learn that through a book.” Many other stu-
dents of organizational behavior share the sentiments expressed by this manager. How-
ever logical such an opinion might sound, common sense is not an adequate substitute 
for knowledge about organizational behavior. This knowledge sharpens and enlarges the 
domain of common sense. It markedly reduces the amount of time necessary to acquire 
important behavioral knowledge and skills, much as law school reduces the amount of 
time that a person in a previous era would have had to spend as a law apprentice.

Individual effectiveness can be enhanced through studying 
organizational behavior.
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8 Part 1 Introduction to Organizational Behavior

You may know through common sense that giving recognition to people is generally an 
effective method of motivating them toward higher performance. By studying organiza-
tional behavior, however, you might learn that recognition should be given frequently but 
not every time somebody attains high performance. (You specifically learn about inter-
mittent rewards in your study of motivation.) You might also learn that the type of rec-
ognition you give should be tailored to the individual’s personality and preferences. For 
example, some people like flamboyant praise, while others prefer praise focused tightly 
on the merits of their work. Formal knowledge thus enhances your effectiveness.

Michelle Gass, the Kohl’s CEO Who Combines Functional Skills with a Human Touch

ORGANIZATIONAL BEHAVIOR IN ACTION

After 17 years of experience in a variety of marketing 
roles at Starbucks, Michelle Gass (pronounced “Goss”) 
was hired as the chief customer officer at the depart-
ment store chain Kohl’s. One of her first initiatives was to 
give a pep talk to employees at the retailer’s headquar-
ters in Menomonee Falls, Wisconsin. Gass sensed that 
a motivational talk was needed because, after several 
years of a post-recession growth, sales had begun to 
slip. As with other brick-and-mortar stores, competition 
from online retailers and boutiques was eating into sales.

Gass told the employees that Kohl’s needed to 
think differently and that they should not be afraid to 
attempt new ideas, something most employees had 
been hesitant to do in the past. The willingness to 
change and to inspire employees were two of the rea-
sons that Gass was chosen in 2017 to succeed Kevin 
Mansell as chief executive.

After graduating in 1966 from the Worcester Poly-
technic Institute with a BS in chemical engineering, 
Gass decided to specialize in marketing. She received 
an MBA from the school of business at the University 
of Washington, followed by over five years of market-
ing experience at Procter & Gamble. Gass then spent 
nearly 17 years at Starbucks. Her last position at Star-
bucks was to head the company’s unit that covered 
Europe, the Middle East, and Africa.

When Kohl’s hired Gass, retail analyst Michael 
Exstein said that the retailer had “Gone outside the 
retail industry to hire someone with a pristine reputation 
in operations and strength in branding.” While at Star-
bucks, Gass contributed significantly to the brand’s 
turnaround. Gass was credited with the remake of 
Starbuck’s Seattle’s Best coffee brand. She also spear-
headed the introduction of Frappuccino drinks and VIA 
instant coffee, as well as the My Starbuck’s Rewards 
loyalty program. As a marketer, Gass was credited with 
always giving clear directions.

Her responsibilities as chief customer officer at 
Kohl’s included marketing and e-commerce as well as 
acting as the chief merchandising officer for all prod-
ucts sold in the stores. Gass also pushed Kohl’s to 
participate in the employee health and wellness trend. 

Perhaps her boldest move was to form an alliance with 
Amazon whereby Kohl’s sells several Amazon electronic 
products in selected stores. In addition, customers 
are allowed to return goods bought online at Amazon 
at over eighty Kohl’s locations. Gass also convinced 
Under Armour Inc. to sell its gear at Kohl’s, giving the 
retailer a strong presence in the activewear category.

Chip Bergli, the CEO of Levi Strauss & Co., has 
described Michelle Gass as a proven leader who has 
been a positive force for the retail business. Gass is rec-
ognized by work associates as quickly changing course 
when an idea an initiative fails. For example, Kohl’s 
experimented with in-store coffee shops but aban-
doned the plan when the shops proved to be unprof-
itable. Mansell said that Gass has a “bias for action,” 
meaning that she moves swiftly when making a tough 
decision such as closing an underperforming location.

Despite the increasing pressures facing her com-
pany as a retailer with stand-alone stores, Gass main-
tains a warm demeanor and smiles frequently in her 
interactions with coworkers and other employees.

QUESTIONS
 1. What evidence that Michelle Gass combines 

functional (discipline-related) skills with a human 
touch is provided in this description?

 2.  Assuming that you wanted to apply your major 
to working in the retail field, how would you like to 
have Gass as your boss?

 3. Relying on whatever current information you can 
quickly gather, how successful has Gass been as 
the CEO of Kohl’s?

Source: Original case created from information in the following 
sources: Suzanne Kapner, “Kohl’s Chooses Marketer as Next Chief 
Executive,” The Wall Street Journal, September 17, 2017, p. B12; 
Rick Romell, “Mansell to Retire as Kohl’s CEO: Former Starbucks 
Executive Gass to Succeed Him,” Milwaukee Journal Sentinel, 
September 26, 2017, pp. 1–2; Sarah Halzack, “Michelle Gass Could 
Lead Department Stores Out of the Wilderness,” www.bloomberg 
.com, December 21, 2007, pp. 1–6; Natalie Zmuda, “Starbucks 
Exec Michelle Gass Jumps to Kohl’s as Chief Customer Officer,” 
http://adage.com, pp. 1–4.
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Organizational-behavior knowledge also refines common sense by challenging you 
to reexamine generally accepted ideas that may be only partially true. One such idea is 
that inactivity is an effective way to reduce stress from a hectic schedule. In reality, some 
hard-driving people find inactivity more stressful than activity. For them, lying on a beach 
for a week might trigger intense chest pains. For these people, diversionary physical 
activity—such as doing yard work—is more relaxing than inactivity.

If you study organizational behavior, you might become sensitized to the contribution 
of evidence-based management, or using research evidence to help make management 
decisions.13 The Center for Evidence-Based Management points to four sources of evi-
dence that should be considered, along with the quality of the evidence, when making a 
decision:

n Findings from empirical (data-based) studies published in academic journals
n Data, facts, and figures gathered from within the organization in which the 

decision maker is working
n The experience and judgment of managers, professionals, and other practitioners
n The values and concerns of the stakeholders (people involved with the 

organization) who may be affected by the decision14

Research and case-history evidence might be available for some types of decisions, but 
not all. The careful student of organizational behavior would look to see what evidence 
was available before making a decision. A relevant example is the movement toward 
employee engagement, or commitment to the work and company, as a way of enhancing 
organizational effectiveness. Some people regard employee engagement as a fad, yet evi-
dence from hundreds of companies and over 60,000 employees indicates that employee 
engagement enhances organizational performance.15

An important caution about using evidence-based management is that you should not 
be frozen from making a decision just because relevant research on the topic is not avail-
able.16 For example, a business owner might have the intuition that offering paternity 
leave to the men is his organization would boost employee loyalty and morale. He should 
make his decision now even if he cannot locate empirical research or other relevant data 
on this potential benefit of paternity leave.

A Brief History of Organizational Behavior
The history of organizational behavior is rooted in the behavioral approach to manage-
ment, or the belief that specific attention to workers’ needs creates greater satisfaction 
and productivity. In contrast to the largely technical emphasis of scientific management, 
a common theme of the behavioral approach is the need to focus on people. The behav-
ioral approach to management was heavily influenced the work of psychologists and their 
study of individuals in the workplace. Furthermore, the fields of organizational psychol-
ogy and organizational behavior resemble each other quite closely.

Scientific management did not ignore people altogether, and in some ways it contrib-
uted to organizational behavior. For example, scientific management heavily emphasized 
financial incentives to increase productivity. Yet the general thrust centered on perform-
ing work in a highly efficient manner.

Organizational behavior is also heavily influenced by social psychology, as well as 
sociology, the study of group behavior, organizational structure, diversity, and culture. In 
addition, the insights of cultural anthropologists contribute to an understanding of orga-
nizational culture (the values and customs of a firm), and they have been hired occasion-
ally to help companies cultivate the right organizational culture. Organizational behavior 
also gains insights from political science by understanding the distribution of power in 
organizations.

Six key developments in the history of organizational behavior are the classical 
approach to management, the Hawthorne studies, the human relations movement, the 

evidence-based management  
Using research evidence 
to help make management 
decisions.

LEARNING OBJECTIVE 4
Explain key events in the 
history of organizational 
behavior.

behavioral approach to 
management The belief 
that specific attention to the 
workers’ needs creates greater 
satisfaction and productivity.
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contingency approach to management and leadership, positive organizational behavior, 
and the Internet and social media era. The emergence of the new-age workplace might be 
considered the seventh key development.

The Classical Approach to Management
The study of management became more systematized and formalized as a by-product of 
the Industrial Revolution that took place from the 1700s through the 1900s. Managing 
these factories created the need for systems that could deal with large numbers of peo-
ple performing repetitive work. The classical approach to management encompassed sci-
entific management and administrative management and contributed some insights into 
understanding workplace behavior.

The focus of scientific management was the application of scientific methods to increase 
an individual worker’s productivity. An example would be assembling a lawn mower with 
the least number of wasted motions and steps. Frederick W. Taylor, considered the father 
of scientific management, was an engineer by background. He used scientific analysis and 
experiments to increase worker output. A key part of his system was to convert individuals 
into the equivalent of machine parts by assigning them specific, repetitive tasks.

Taylor tackled the dilemma of management wanting to maximize profits, and workers 
wanting to maximize possible wages. Disputes between management and labor centered 
on what each side saw as incompatible goals. Taylor believed that his system of scientific 
management could help both sides attain their goals, providing each would undergo a “men-
tal revolution.” Each side had to conquer its antagonistic view of the other. Taylor believed 
that management and labor should regard profit as the result of cooperation between the 
two parties. Management and labor each needed the other to attain their goals.17 Scientific 
management is based on four principles, all of which direct behavior in the workplace.18

n Careful study of the jobs to develop standard work practices, with standardization 
of the tools workers use in their jobs

n Selection of each worker using scientific principles of personnel (human 
resources) selection

n Obtaining cooperation between management and workers to ensure that work is 
accomplished according to standard procedures

n Plans and task assignments developed by managers that workers should carry out

According to these principles of scientific management, there is a division of work 
between managers and workers. Managers plan and design work, assign tasks, set per-
formance goals, and make time schedules. Managers also select and train workers to do 
the tasks according to standard procedures, and give the workers feedback about their 
performance. Workers are rewarded with financial incentives when they increase their 
productivity.19

Administrative management was concerned primarily with the management and 
structure of organizations. The French businessman Henri Fayol and the German scholar 
Max Weber were the main contributors to administrative management. Based on his prac-
tical experience, Fayol developed 14 management principles through which management 
engaged in planning, organizing, commanding, coordinating, and controlling. Weber sug-
gested that bureaucracy is the best form or organization because it makes highly efficient 
management practices possible.

The core of management knowledge lies within the classical school. Its key contri-
butions come from studying management from the framework of planning, organizing, 
leading, and controlling. The major strength of the classical school was providing a sys-
tematic way of measuring people and work that still exists in some form today. For exam-
ple, United Parcel Service (UPS) carefully measures the output and work approaches of 
the delivery workers. The major limitation of the classical school is that it sometimes 
ignores differences among people and situations. In addition, some of the classical princi-
ples for developing an organization are not well suited to fast-changing situations.

scientific management The 
application of scientific 
methods to increase worker’s 
productivity.

administrative management A 
school of management thought 
concerned primarily with 
how organizations should be 
structured and managed.
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The Hawthorne Studies
Many scholars pinpoint the Hawthorne studies 
 (1923–1933) as the true beginning of the behavioral 
approach to management.20 Without the insights 
gleaned from these studies, organizational behavior 
might not have emerged as a discipline. The purpose 
of the first study conducted at the Hawthorne plant of 
Western Electric (an AT&T subsidiary) was to deter-
mine the effect of changes in lighting on productivity. 
In this study, workers were divided into an experimen-
tal group and a control group. Lighting conditions for 
the experimental group varied in intensity from 24 
to 46 to 70 foot-candles. The lighting for the control 
group remained constant.

As expected, the experimental group’s output 
increased with each increase in light intensity. But 
unexpectedly, the performance of the control group also changed. The production of the 
control group increased at about the same rate as that of the experimental group. Later, 
the lighting in the experimental group’s work area was reduced. This group’s output con-
tinued to increase, as did that of the control group. A decline in the productivity of the 
control group finally did occur, but only when the intensity of the light was roughly the 
same as moonlight. Clearly, the researchers reasoned, something other than illumination 
caused the changes in productivity.

The relay assembly test room produced similar results over a 6-year period. In this 
case, relationships among rest, fatigue, and productivity were examined. First, normal 
productivity was established with no formal rest periods and a 48-hour week. Rest peri-
ods of varying length and frequency were then introduced. Productivity increased as the 
frequency and length of rest periods increased. Finally, the original conditions were rein-
stated. The return to the original conditions, however, did not result in the expected pro-
ductivity drop. Instead, productivity remained at its usual high level.

One interpretation of these results was that the workers involved in the experiment 
enjoyed being the center of attention. Workers reacted positively because management 
cared about them. The phenomenon is referred to as the Hawthorne effect—the ten-
dency of people to behave differently when they receive attention because they respond 
to the demands of the situation. In a research setting, this could mean that the people in 
an experimental group perform better simply because they are participating in an experi-
ment. In a work setting, this could mean that employees perform better when they are part 
of any program—whether or not that program is valuable.

The Hawthorne studies also produced other findings that served as the foundation 
for the human relations movement. Although many of these findings may seem obvious 
today, documenting them reinforced what many managers believed to be true. Key find-
ings included the following:

 1. Economic incentives are less potent than generally believed in influencing workers 
to achieve high levels of output.

 2.  Dealing with human problems is complicated and challenging.
 3. Leadership practices and work-group pressures profoundly influence employee sat-

isfaction and performance.
 4. Personal problems can strongly influence worker productivity.
 5. Effective communication with workers is critical to managerial success.
 6. Any factor influencing employee behavior is embedded in a social system. For 

instance, to understand the impact of pay on performance, you have to understand 
the climate in the work group and the leadership style of the manager. Furthermore, 
work groups provide mutual support and may resist management schemes to in-
crease output.

Hawthorne effect The 
tendency of people to behave 
differently when they receive 
attention because they respond 
to the demands of the situation.

The Hawthorne studies emphasized the climate of the work 
group.
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Despite the contributions of the Hawthorne studies, they have been criticized as lack-
ing scientific rigor. The most interesting criticism contends that the workers in the control 
group were receiving feedback on their performance. Simultaneously, they were being 
paid more as they produced more. The dual impact of feedback and differential rewards 
produced the surprising results—not the Hawthorne effect.21

The Human Relations Movement
The human relations movement is based on the belief that there is an important link 
between managerial practices, morale, and productivity. Workers bring various social 
needs to the job. In performing their jobs, workers typically become members of several 
work groups. Often these groups provide satisfaction of some of the workers’ needs. 
Satisfied workers, it was argued, would be more productive workers. The challenge for 
managers was to recognize workers’ needs and the powerful influence that work groups 
can have on individual and organizational productivity.

A second major theme of the human relations movement is a strong belief in work-
ers’ capabilities. Given the proper working environment, virtually all workers would be 
highly productive. Significant amounts of cooperation between workers and managers 
prove critical to achieving high levels of productivity. A cornerstone of the human rela-
tions movement is Douglas McGregor’s analysis of the assumptions managers make 
about human nature, delineated in two theories.22 Theory X is a set of traditional assump-
tions about people. Managers who hold these assumptions are pessimistic about workers’ 
capabilities. They believe that people dislike work, seek to avoid responsibility, are not 
ambitious, and must be supervised closely. McGregor urged managers to challenge these 
assumptions about human nature because they may be untrue in most circumstances.

Theory Y is an alternative, and optimistic, set of assumptions. These assumptions include 
the idea that people do accept responsibility, can exercise self-control, have the capacity 
to innovate, and consider work to be as natural as rest or play. McGregor argued that these 
assumptions accurately describe human nature in far more situations than most managers 
believe. He therefore proposed that these assumptions should guide managerial practice.

A large chunk of organizational behavior stems from the human relations movement. 
However, organizational behavior is more research-oriented than human relations and 
also develops more theories.

The Contingency Approach
Beginning in the early 1960s, organizational-behavior specialists emphasized the diffi-
culties in finding universal principles of managing people that can be applied in all situ-
ations. To make effective use of knowledge about human behavior, one must understand 
which factors in a particular situation are most influential.

The contingency approach to management emphasizes that there is no one best way 
to manage people or work. A method that leads to high productivity or morale in one sit-
uation may not achieve the same results in another. The contingency approach is derived 
from the study of leadership styles. Experienced managers and leaders know that not all 
workers respond in the exact same way to identical leadership initiatives. A recurring 
example is that well-motivated, competent team members require less supervision than 
those who are poorly motivated and less competent. In Chapter 11, we present more infor-
mation about the contingency approach to leadership.

The strength of the contingency approach is that it encourages managers and profes-
sionals to examine individual and situational differences before deciding on a course of 
action. Its major problem is that it is often used as an excuse for not acquiring formal 
knowledge about organizational behavior and management. If management depends on 
the situation, why study organizational behavior or management? The answer is that a 
formal study of organizational behavior or management helps a manager decide which 
factors are relevant in particular situations. In the leadership example just cited, the rele-
vant factors are the skills and motivation of the group members.

human relations movement  
An approach to dealing with 
workers based on the belief 
that there is an important link 
among managerial practices, 
morale, and productivity.

contingency approach to 
management The viewpoint 
that there is no one best way 
to manage people or work but 
that the best way depends on 
certain situational factors.
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Positive Organizational Behavior
A still-developing movement in organizational behavior is a focus on what is right with 
people. The human relations movement was a start in this direction. However, the move-
ment toward focusing on strengths rather than weaknesses stems directly from positive 
psychology, with its emphasis on what is right with people, such as love, work, and play. 
Fred Luthans defines positive organizational behavior as the study and application of 
human resource strengths and psychological capacities that can be measured, developed, 
and managed for performance improvement.23

The criteria of being measurable and developmental are significant because they sep-
arate positive organizational behavior from simply giving pep talks and inspirational 
speeches to employees. An example would be the concept of self-efficacy, or having con-
fidence in performing a specific task. A worker might be asked how confident he or she is 
to perform a difficult task, such as evaluating the risk of a particular investment. If his or 
her self-efficacy is not strong enough, additional experience and training might enhance 
the person’s self-efficacy.

An everyday application of positive organizational behavior would be for a manager 
to focus on employee strengths rather than weaknesses. It is well accepted that encourag-
ing a worker to emphasize strengths will lead to much more performance improvement 
than attempting to patch weaknesses. Assume that a person is talented in interpersonal 
relationships but weak in quantitative analysis. This person is likely to be more produc-
tive by further developing strengths in a position calling for relationship building. The 
less productive approach would be overcoming the weakness in quantitative analysis and 
attempting to become a financial specialist. (The point here is not that working on weak-
ness is fruitless, but that capitalizing on strengths has a bigger potential payoff.)

In general, positive organizational behavior focuses on developing human strengths, 
making people more resilient, and cultivating extraordinary individuals, work units, and 
organizations. All of this is accomplished by careful attention to well-developed princi-
ples and research, rather than simply cheering people on.

The Internet and Social Media Era
As with every other field, how people behave in organizations has been affected by the 
Internet, including social networks. Rather than being a new approach to organizational 
behavior, these modern developments in information technology are incorporated into 
the work activities of the vast majority of workers at all levels in the organization. Rare 
exceptions do exist with respect to workers who do not have to use the Internet to accom-
plish their tasks. Among them are shoe shiners, street food vendors, hotel housekeepers, 
and circus clowns. Following are three of hundreds of possible examples of how the 
Internet and social media influence organizational behavior:

n Workers communicate and collaborate with each other through company social 
media networks, as well as public networks such as Facebook, Twitter, and 
Instagram.

n Team leaders motivate subordinates by sending them electronic messages in place 
of face-to-face meetings.

n Executives enhance their development of business strategy by gathering input 
from hundreds of company insiders and outsiders via a website dedicated for the 
purpose.

n Artificial intelligence (AI) is widely used to make more effective use of social 
media, such as targeting advertising to a person’s unique profile of interests as 
revealed by previous clicks on shopping sites or news feeds. (The application of AI 
to decision making will be discussed in Chapter 5.)

The focus of our approach in this book as to how the Internet and social media affect 
organizational behavior will be in Chapter 8 about interpersonal communications.

positive organizational 
behavior The study and 
application of human resource 
strengths and psychological 
capacities that can be 
measured, developed, and 
managed for performance 
improvement.
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The New-Age Workplace
The new-age workplace refers to human-friendly spaces that accommodate both the dig-
italization of work and an emphasis on collaboration. Many of the demands for the new-
age workplace come from millennials and other workers who have a strong desire for 
cooperation and teamwork. (The theme of collaboration is mentioned at various places in 
this book, and teamwork is explored in depth in Chapter 10.)

Advanced smart-building technologies enable workers to customize workspaces to 
their own needs and preferences, such as managing temperature, lighting, and even back-
ground music. Companies are also creating workspaces that encourage collaboration and 
team spirit, such as club rooms, meeting rooms that are warm and engaging, lounges, and 
whiteboard areas. Individual desks are still found widely, but they are often supplemented 
by tables for group seating in open-office plans. The freedom to work from remote loca-
tions is also part of the new-age workplace, even if not a new development.24

The physical aspects of the new-age workplace are tangible, but the intangible aspects 
are perhaps of greater significance. An emphasis on shared decision making, collabora-
tion, and respecting the values of young and old, along with a more culturally diverse 
group of employees, are also an integral part of the new-age workplace.

Skill Development in Organizational Behavior
Developing skill in organizational behavior means learning to work effectively with indi-
viduals, groups, and organizational forces. The greater one’s responsibility, the more one 
is expected to work well at these three levels. Developing most organizational-behavior 
skills is more complex than developing a structured skill such as conducting a physical 
inventory or downloading an app for a mobile device. Nevertheless, you can develop 
organizational-behavior skills by reading this textbook and doing the exercises. The book 
follows a general learning model:

 1. Conceptual knowledge and behavioral guidelines. Each chapter in this book pre-
sents research-based information about organizational behavior, including a section 
titled Implications for Managerial Practice.

 2. Conceptual information and examples. These include brief descriptions of organi-
zational behavior in action, generally featuring managers and leaders.

 3. Experiential exercises. The book provides an opportunity for practice and person-
alization through cases and self-assessment exercises. Self-quizzes are included 
because they are an effective method of helping you personalize the information, 
assisting you in linking conceptual information to your own situation. For exam-
ple, you will read about creative problem solving and also complete a quiz about 
creativity.

 4. Feedback on skill utilization, or performance, from others. Feedback exercises 
 appear at several places in the book. Implementing organizational-behavior skills 
outside the classroom will provide additional opportunities for feedback.

 5. Frequent practice. Readers who look for opportunities to practice organizational- 
behavior skills outside the classroom will acquire skills more quickly. An important 
example is the development of creative thinking skills. The person who looks for 
imaginative solutions to problems regularly is much more likely to become a more 
creative thinker and be ready to think creatively at a given moment. Contrast this 
with the individual who participates in a creative-thinking exercise once, and then 
attempts the skill a year later when the need is urgent. As in any field, frequently 
practicing a skill the right way leads to skill improvement.

As you work through the book, keep the five-part learning model in mind. To help 
visualize this basic learning model, refer to Figure 1-1.

Developing organizational-behavior skills is also important because it contributes to 
your lifelong learning. A major theme of the modern organization is that to stay compet-

new-age workplace Human-
friendly spaces that 
accommodate both the 
digitalization of work and an 
emphasis on collaboration.

LEARNING OBJECTIVE 5
Understand how a person 
develops organizational-
behavior skills.
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itive, a worker has to keep learning and developing. A relevant example is that as work 
organizations have become more culturally diverse, it is important to keep developing 
one’s skills in working effectively with people from different cultures.

A Framework for Studying Organizational Behavior
A challenge in studying organizational behavior is that it lacks the clear-cut boundaries of 
subjects such as cell biology or Italian. Some writers in the field consider organizational 
behavior to be the entire practice of management. Others focus organizational behavior 
much more on the human element and its interplay with the total organization. Such is the 
orientation of this textbook. Figure 1-2 presents a basic framework for studying organiza-
tional behavior. The framework is simultaneously a listing of the contents of Chapters 2 
through 17.

Proceeding from left to right, the foundation of organizational behavior is the study 
of individual behavior, presented in Chapters 2 through 7. No group or organization is 
so powerful that the qualities of individual members do not count. Visualize a famous 
athletic team with a winning history. Many fans contend that the spirit and tradition of 

FIGURE 1-1 A Model for Developing Organizational-Behavior Skills
Organizational-behavior skills can be developed by using a systematic approach.

FIGURE 1-2 A Framework for Studying Organizational Behavior
To better understand organizational behavior, recognize that behavior at the individual, group, 
and organizational system, and global environmental levels are linked to one another.

Learner Uses
   1.  Conceptual knowledge and
        behavioral guidelines
   2.  Conceptual information and
        examples
   3.  Experiential exercises
   4.  Feedback on skill
        utilization
   5.  Frequent practice

Skill 
Development 

in Organizational 
Behavior

Individual
   Individual differences, mental
    ability, and personality
   Learning, perception, and values
   Attitudes, job satisfaction, and ethics
   Individual decision making
    and creativity
   Foundation concepts of motivation
   Motivational methods and programs

Group and Interpersonal Relations
   Interpersonal communication
   Group dynamics
   Teams and teamwork
   Leadership in organizations
   Power, politics, and in�uence
   Con�ict, stress, and well-being

The Organizational System
and the Global Environment
   Organizational structure and design
   Organizational culture and
    knowledge management
   Organizational change
    and innovation 
   Cultural diversity and international
    organizational behavior
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the team, rather than individual capabilities, carry it through to victories against tough 
opponents. Yet if the team has a couple of poor recruiting years or loses a key coach, it 
may lose more frequently.

Key factors in understanding how individuals function include individual differences, 
mental ability and personality, learning, perception, attitudes, values, attribution, and eth-
ics. It is also important to understand individual decision making, creativity, foundation 
concepts of motivation, and motivational programs.

As suggested by the arrows in Figure 1-2, the various levels of study are intercon-
nected. Understanding how individuals behave contributes to an understanding of groups 
and interpersonal relations, the second level of the framework. This will be studied in 
Chapters 8 through 13. The topics include communication, group dynamics (how groups 
operate), teams and teamwork, and leadership. Although leadership relates directly to 
interpersonal relationships, top-level leaders are also concerned with influencing the 
entire organization. The study of power, politics, and influence is closely related to lead-
ership. Conflict, stress, and well-being might be classified at the individual level, yet 
these processes are heavily dependent on interaction with others.

Finally, the third level of analysis in the study of organizational behavior is the orga-
nizational system and the global environment, as presented in Chapters 14 through 17. 
Components of the organizational and environmental level studied here include organi-
zational structure and design, organizational culture, organizational change and knowl-
edge management, cultural diversity, and international (or cross-cultural) organizational 
behavior. Cultural diversity and international organizational behavior could just as well 
have been studied before the other topics. Our position, however, is that everything else 
a person learns about organizational behavior contributes to an understanding of cross- 
cultural relations in organizations.

The connecting arrows in Figure 1-2 emphasize the interrelatedness of processes and 
topics at the three levels. Motivation provides a clear example. A person’s motivational 
level is dependent on his or her individual makeup as well as work-group influences and 
the organizational culture. Some work groups and organizational cultures energize new 
members because of their highly charged atmospheres. The arrows also run in the other 
direction. Highly motivated workers, for example, improve work-group performance, 
contribute to effective interpersonal relationships, and enhance the organizational culture.

The influence of organizational-behavior factors may extend beyond the organization 
and lead to the firm’s competitive advantage.25 For example, the strongly talented individ-
uals, high-performing teams, and high-performance culture that characterize Apple Inc. 
enhance its worldwide competitiveness.

Implications for Managerial Practice
Each of the following chapters includes a brief section explaining how managers and 
professionals can use selected information to enhance managerial practice. Our first les-
son is the most comprehensive and perhaps the most important: Managers should raise 
their level of awareness about the availability of organizational behavior information. 
Before making decisions in dealing with people in a given situation, pause to search 
for systematic information about people and organizations. For example, if you need to 
resolve conflict, first review information about conflict resolution, such as that presented 
in Chapter 13. The payoff could be improved management of conflict.

Another key implication from this chapter is to search for strengths and talents in 
others and yourself, and then capitalize on these strengths as a way of improving organi-
zational and individual effectiveness. Weaknesses should not be ignored, but capitalizing 
on strengths has a bigger potential payoff.
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Summary of Key Points n
 1. Explain what organizational behavior means. Orga-

nizational behavior is the study of human behavior in 
the workplace, the interaction between people and the 
organization, and the organization itself. Organiza-
tional behavior relates to the process, rather than the 
content, of managerial work.

 2. Summarize the research methods of organizational 
behavior. Three frequently used methods of collecting 
data on organizational behavior are surveys (typically 
questionnaires), interviews, and direct observation of 
behavior. Four widely used research methods are case 
studies, laboratory experiments, field experiments, 
and meta-analysis. The essence of conducting an ex-
periment is to make sure that the independent vari-
able influences the results. Another way to classify 
research methods is whether they are quantitative or 
qualitative. Quantitative research is said to be about 
careful preparation and faithful execution of the plan 
laid out in the beginning; qualitative research is about 
exploring ideas.

 3. Identify the potential advantages of organizational- 
behavior knowledge. Knowledge about organizational 
behavior offers four key advantages: interpersonal 
skill development, personal growth, the enhance-
ment of organizational and personal effectiveness, 
and sharpening and refinement of common sense. 
Emphasizing the human factor increases productiv-
ity and gives a firm a competitive advantage. If you 
study organizational behavior, you might become 
more sensitized to the contribution of evidence-based 
management, or using research evidence to help make 
management decisions.

 4. Explain key events in the history of organizational 
behavior. The history of organizational behavior par-
allels the behavioral approach to management, includ-
ing contributions from classical management. The 
classical approach to management encompasses both 

scientific and administrative management, and con-
tributes some insights into understanding workplace 
behavior. The behavioral approach formally began 
with the Hawthorne studies. Among the major impli-
cations of these studies were that leadership practices 
and work-group pressures profoundly influence em-
ployee satisfaction and performance.

   The human relations movement and the contin-
gency approach to management are also key develop-
ments in the history of organizational behavior. The 
human relations movement was based on the belief 
that there is an important link among managerial prac-
tices, morale, and productivity. Analysis of Theory X 
versus Theory Y (pessimistic versus optimistic as-
sumptions about people) is a key aspect of the move-
ment. The contingency approach emphasizes taking 
into account individual and situational differences in 
managing people. An emerging movement in the field 
is positive organizational behavior, which focuses on 
measurable human resource strengths and capacities. 
The Internet and social media era have influenced be-
havior in organizations because they are incorporated 
into the work activities of the vast majority of workers 
at all levels in the organization. The new-age work-
place emphasizes collaboration and responding to the 
needs of millennials.

 5. Understand how a person develops organizational- 
behavior skills. Organizational-behavior skills can be 
developed by following a general learning model that 
includes the use of conceptual knowledge and behav-
ioral guidelines, experiential exercises, feedback on 
skill utilization, and frequent practice. The framework 
for studying organizational behavior in this textbook 
emphasizes the interconnectedness of three levels of 
information: individuals, groups and interpersonal re-
lations, and the organizational system and the global 
environment.

Key Terms and Phrases n
organizational behavior, p. 3
meta-analysis, p. 4
organizational effectiveness, p. 6
evidence-based management, p. 9
behavioral approach to management, p. 9

scientific management, p. 10
administrative management, p. 10
Hawthorne effect, p. 11
human relations movement, p. 12

contingency approach to management, 
p. 12

positive organizational behavior, p. 13
new-age workplace, p. 14

Discussion Questions and Activities n
 1. How might it be possible for a worker to not inter-

act frequently with coworkers, yet still be a superior 
performer?

 2. The term belly-to-belly interview used to be popular 
in market research. Why might this approach to data 
collection still be useful?
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Danielle is the group leader, or supervisor, of a staff of 
12 custodial workers at a large rural hospital. The hospi-
tal cares for patients from five different nearby counties. 
The custodians perform a variety of duties in relation 
to keeping the patient and administrative areas clean. 
Among these responsibilities are sweeping, mopping, 
dusting, and window cleaning. At times, a custodian has 
to clean up after a patient who did not make it to the 
restroom in time.

A high school diploma or its equivalency is not required 
for the position of custodial worker, and the starting pay 
is at the minimum hourly wage, with very small pay 
increases thereafter. Danielle believes that most of the 
group members are performing satisfactorily, with a few 
doing an outstanding job and a few performing poorly. 
The chief hospital administer, Nathan, receives the occa-
sional complaint from patients and patient visitors about 
the cleanliness of the rooms. Nathan usually passes the 
negative information along to Danielle and encourages 
her to boost the performance of her custodial staff.

Danielle recognizes that she does not have much 
flexibility in terms of using financial incentives to 
boost the cleaning performance of her staff. She does 
give deserved praise to the group members. Although 
the praise appears to be appreciated, it does not have 
much impact on performance. After reading a few arti-
cles about motivating entry-level workers and getting 
them engaged in their work, Danielle concludes that if 
workers see the relevance of their work, they will per-
form well. She reflects, “If all the group members really 
understood how they were contributing to patient wel-
fare, they would perform at a higher level.”

Danielle’s plan of action is to meet with her staff in 
groups of four for a 30-minute discussion of the mean-
ing and purpose of their work. To give worker morale a 
small boost, Danielle explains to the workers that they 
are being paid for the time spent in the meeting. She also 

provides food and nonalcoholic beverages. Shortly into 
the meeting, Danielle says, “Now, I want you one by 
one to tell me how your custodial work is important to 
patients and helps the hospital.”

The four group members have quizzical facial expres-
sions, but Wendy speaks first: “Patients like the room 
clean. The people who run the hospital don’t want to see 
a mess either. So I clean the best I can.”

Roger volunteers to speak next and says with a 
pleased expression, “A shine on the floor brings a smile 
to the face of patients. So that’s what I do.”

Custodial worker Linda speaks next: “I’ve got 
something else to add. There are loads of germs float-
ing through a hospital. We get rid of those nasty germs 
before any of our patients get sicker. So there you have 
it. We’re pretty important.”

Carmichael, the youngest custodian on the staff, then 
took his turn to speak: “I like what Wendy, Roger, and 
Linda said, but I see something else. It takes a giant team 
to run a hospital, and we all have an important position. 
If we don’t keep the hospital clean, a lot of the medi-
cal care goes down the drain. It would be like throwing 
somebody into a sewer after knee surgery. We custodi-
ans are the front-line troops doing important work. And 
we cheer up our patients because we love them.”

Danielle responded in an excited tone, “Carmichael 
you hit the nail on the head. Our group of custodians 
makes a big contribution to the health and welfare of our 
patients. Without you, our hospital would flop. We may 
not be neurosurgeons or surgical nurses, but we are all 
helping our patients get better. Keep that in mind as you 
go about your work this week and in the future.”

Case Questions
 1. What does this case suggest about the application of 

organizational-behavior knowledge by a first-level 
supervisor?

CASE PROBLEM: Custodial Group Leader Danielle Attempts to Rev Up Her Staff

 3. What contributions might organizational-behavior 
knowledge make in the Internet age?

 4. What does it mean to say that organizational behavior 
relates to the process—as opposed to the content—of 
a manager’s job?

 5. Give a possible explanation why meta-analysis is con-
sidered so important in evaluating the effectiveness of 
prescription drugs.

 6. Work by yourself, or form a small brainstorming 
group, to furnish an example from physical science in 
which common sense proves to be untrue.

 7. How could a few principles of scientific management 
be applied to enhance the productivity of baristas at 
Starbucks?

 8. Have you ever worked for a manager who held The-
ory X assumptions about people? What was the im-
pact of his or her assumptions on your motivation and 
satisfaction?

 9. It has often been said, that the higher you go in terms 
of management responsibilities, the more important 
interpersonal skills become. Why might this be true?

 10. Get together with a few classmates. Develop a list of 
strengths of group members that you think if further 
developed would be career assets, and explain why 
these strengths might be assets.
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 2. To what extent does it appear that Danielle is just 
playing “mind games” with her custodial staff to 
keep them working harder and not quitting?

 3. If time permits, speak with a custodial worker and 
get the worker’s opinion of the purpose and impor-
tance of his or her work. How does the information 
you uncover fit with what you read about in this 
case?

Sources: Original case base on some of the facts in in the follow-
ing sources: Patty Onderko, “For the Greater Good: Leverage the 
Power of Self-Transcendence,” Success, November, 2017, p. 12; 
Jessica Stillman, “What You Can Learn About Job Satisfaction 
From a Janitor,” www.inc.com, June 7, 2013, pp. 1–2; Barry 
Schwartz, “Rethinking Work,” The New York Times, August 28, 
2015, pp. 1–6; David Zax, “Want to Be Happier at Work: Learn 
from These ‘Job Crafters,’” www.fastcompany.com, June 3, 
2013, pp. 1–3.
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