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reporting as employed in 2012.7 This shift toward a diverse workforce means Canadian
organizations need to make diversity management a central component of their policies
and practices.

Data collected by Ontario’s Human Resources Professional Association (HRPA) shows
major employer concerns and opportunities resulting from the demographic makeup of the
Canadian workforce.® The aging of the workforce is consistently one of the most significant
concerns of HR managers, along with the loss of skills resulting from the retirement of
many baby boomers, increased medical costs, and the need to enhance cross-cultural under-
standing. Other issues include increased global competition for talent and the complexity
of meeting legal HR requirements.

Levels of Diversity

Although much has been said about diversity in age, race, gender, ethnicity, religion, and
disability status, experts now recognize that these demographic characteristics are just the
tip of the iceberg.” Demographics mostly reflect surface-level diversity, not thoughts and
feelings, and can lead employees to perceive one another through stereotypes and assump-
tions. However, evidence has shown that as people get to know one another, they become
less concerned about demographic differences if they see themselves in terms of more impor-
tant characteristics, such as personality and values, that represent deep-level diversity.'°
This type of diversity is much more subtle, and can be difficult to recognize at first because it
relates to invisible patterns of thought and unstated (often non-conscious) cultural assump-
tions. For example, people from some parts of the world may consider it improper to ques-
tion their manager if they think he or she is making a mistake, while others may believe it
expected and required of them. Since these types of differences tend to go unrecognized,
deep-level diversity can be responsible for persistent conflicts and misunderstandings. But
it can also lead to profoundly different modes of thought that can heighten creativity and
innovation in team settings.

To better understand the difference between surface- and deep-level diversity, consider
a couple of examples. Luis and Carol are managers who seem to have little in common at
first glance. Luis is a young Mexican who emigrated to Canada three years ago. He is a
university graduate with a business degree. Carol is an older, long-tenured employee raised
in rural Manitoba, who started as a customer service trainee after high school and worked
her way up the hierarchy. At first, these coworkers may notice their surface-level differ-
ences in education, ethnicity, regional background, and gender. However, as they get to
know one another, they may find they are both deeply committed to their families, have a
common way of thinking about important work problems, like to work collaboratively, and
are interested in international assignments in the future. Such similarities will overshadow
the more superficial differences, and research suggests that after an initial period of famil-
iarization the two people will work well together.

As a second example, Steve and Dave are two unmarried, White, male college gradu-
ates from Ontario who recently started working together. Superficially, they seem well
matched. But Steve is highly introverted, prefers to avoid risks, solicits the opinions of
others before making decisions, and likes the office quiet. Dave is extroverted, risk-seeking,
and assertive, and likes an active, energetic work environment. Their surface-level similar-
ity will not necessarily lead to positive interactions, because they have fundamental, deep-
level differences. It will be a challenge for them to collaborate regularly at work, and they’ll
have to make some compromises to get things done together.

Throughout this text, we will encounter differences between deep- and surface-level
diversity in various contexts. Individual differences in personality and culture shape prefer-
ences for rewards, communication styles, reactions to leaders, negotiation styles, and many
other aspects of behaviour in organizations.

Chapter 2 Diversity in Organizations

When people first meet, they are
usually perceptive of surface-level
diversity characteristics, but when
they get to know one another
more, they become aware of deep-
level diversity characteristics.
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OB recognizes the factors contrib-
uting to discrimination that affect
the organization.
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HOW DO EMPLOYEES DIFFER? BIOGRAPHICAL
CHARACTERISTICS

Biographical characteristics such as age, gender, ethnicity, disability, and immigration sta-
tus are some of the most obvious ways employees differ. Having various points of view
represented in the workforce is considered a strength for many reasons, including a better
understanding of diverse customers’ needs, more creativity and innovation, and broader
social justice through inclusion.

However, despite the strengths diversity brings, variations in surface-level charac-
teristics may still be the basis for discrimination against classes of employees, so it is
worth knowing how closely related these surface-level characteristics actually are to
important work outcomes. Many are not as important as people believe, and far more
variation in work outcomes occurs within groups sharing biographical characteristics
than between them.

Age

The relationship between age and job performance is likely to be an issue of increasing
importance during the next decade for many reasons. For one, the workforce is aging world-
wide; by projections, 93 percent of the growth in the labour force from 2006 to 2016 will be
from workers over age 54.'! The graph shown here as Exhibit 2-2 demonstrates the reasons
for this: it shows the ratio of working-age persons (aged 15 to 64) for each person aged 65
and over. This ratio is an indicator of the changes occurring to the age structure of the
Canadian population, and it shows us that our population is aging.

The impact of this population profile is not entirely certain, as Canadian human
rights legislation has, for all intents and purposes, outlawed mandatory retirement
because it amounts to age discrimination. Most workers today no longer have to retire at
age 65, although there are some exceptions for jobs in which extreme physical demands
are a bona fide occupational requirement. (Firefighters are one example.) A 2015 poll of

12 Observed  Projected

Low-growth scenario Medium-growth scenario (M1)

High-growth scenario

EXHIBIT 2-2 Ratio of Number of Persons Aged 15 to 64 for Each Person
Aged 65 and Over

Source: Statistics Canada. “Population Projections for Canada, Provinces and Territories 2009 to 2036,”
2010, Catalogue No. 91-520-XPE.
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3,000 Canadians between the ages of 30 and 65 indicated that 60 percent planned to
work past age 65, an increase from 48 percent when the same poll was conducted in
2008.12

Employers express mixed feelings about the older worker.”> They see a number of
positive qualities that many (but not all) older workers bring to their jobs, such as experi-
ence, judgment, a strong work ethic, and commitment to quality. But older workers are also
stereotyped as lacking flexibility and resisting new technology. When organizations are
actively seeking individuals who are adaptable and open to change, the perceived negatives
associated with age hinder the initial hiring of older workers.

Now let’s take a look at the evidence. What effect does age actually have on turnover,
absenteeism, productivity, and satisfaction? The relationships may surprise you. Based on
studies of the age—turnover relationship, the older you get, the less likely you are to quit
your job."* This shouldn’t be too surprising. As workers get older, they may have fewer
alternative job opportunities because their skills may have become more specialized to
certain types of work. There is also an incentive for older workers to stay in their current
jobs: Longer tenure tends to provide higher wage rates, longer paid vacations, and more
attractive pension benefits.

It may seem likely that age is positively correlated to absenteeism, but this isn’t true.
Most studies show that older employees have lower rates of avoidable absence versus
younger employees and equal rates of unavoidable absence, such as sickness absence." In
general, the older working population is healthier than you might expect. Recent research
indicates that, worldwide, older workers do not have more psychological problems or day-
to-day physical health problems than younger workers. !¢

Many people believe productivity declines with age. It is often assumed that skills like
speed, agility, strength, and coordination decay over time and that prolonged job boredom
and lack of intellectual stimulation contribute to reduced productivity. The evidence, how-
ever, contradicts those assumptions. Reviews of the research find that age and job task
performance are unrelated and that older workers are more likely to engage in organization-
helping behaviour.!”

Our final concern is the relationship between age and job satisfaction, where the
evidence is mixed. A review of more than 800 studies found that older workers tend to
be more satisfied with their work, report better relationships with coworkers, and are
more committed to their employing organizations.'® Other studies, however, have
found a U-shaped relationship, meaning that job satisfaction increases up to middle age,
at which point it begins to drop off (see Exhibit 2-3). It may well be that the relation-
ship is complex and depends on job type. When we separate the results by job type, we
find that satisfaction tends to continually increase among professionals as they age,
whereas it falls among nonprofessionals during middle age and then rises again in the
later years. Thus an employee’s enjoyment of a service-industry position or one involv-
ing manual labour may be affected by age differently than her satisfaction with a profes-
sional position.

If age has some positive and few negative effects on work effectiveness, what are the
effects of discrimination against individuals on the basis of age? The indications are
that age discrimination negatively affects organizational culture and overall company
performance. One study of more than 8,000 employees in 128 companies found that
an organizational climate favouring age discrimination was associated with lower levels
of overall employee commitment to the company. This, in turn, was related to lower
levels of organizational performance.!” Such results suggest that combating age discrimi-
nation may help achieve higher levels of organizational performance.

In sum, we can see that the surface-level characteristic of an employee’s age is an
unfounded basis for discrimination, and that a workforce of age-diverse employees is a
benefit to an organization.

Chapter 2 Diversity in Organizations
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Source: Data from Andrew Clark, Andrew Oswald, and Peter Warr, “Is Job Satisfaction U-Shaped in Age?”
Journal of Occupational and Organizational Psychology Journal of Occupational and Organizational Psychology
69, no. 1 (March 1996), pp. 57-81.

Gender

Few issues initiate more debates, misconceptions, and unsupported opinions than whether
women perform as well on jobs as men do.

The best place to begin to consider this is with the recognition that few, if any, impor-
tant differences between men and women affect job performance. In fact, a 2012 meta-
analysis of job performance studies found that women scored slightly higher than men on
performance measures (although, pertinent to our discussion on discrimination, men were
rated as having higher promotion potential).?’ There are no consistent male—female differ-
ences in problem-solving ability, analytical skills, competitive drive, motivation, sociabil-
ity, or learning ability.?!

Unfortunately, stereotypic sex roles still have a detrimental effect on both men and
women. Statistics Canada data from 2011 showed that the gender wage gap was 26 percent
for full-time workers. This meant that for every $1 earned by a male, a female earned 74
cents.?? Similarly, while women hold 53.7 percent of the bachelor’s degrees in the working
age Canadian population,”® one recent study found that science professors still view their
female undergraduate students as less competent than males with the same accomplish-
ments and skills.”* Research also indicates that female students are unfortunately prone to
accept occupational stereotypes and often perceive a lack of fit between themselves and
traditionally male roles.”> Males are not immune, either; men working in traditionally
feminine occupations such as nursing and daycare have reported experiencing skill dis-
counting, social shunning, and unfair treatment similar to that sometimes experienced by
women in traditionally masculine roles.2®

In the hiring realm, research indicates that managers are still influenced by gender bias
when selecting candidates for certain positions.”’ A recent study reported that once on the
job, men and women may be offered a similar number of developmental experiences, but
females are less likely to be assigned challenging positions by men, assignments that may
help them achieve higher organizational positions.”® Women who succeed in traditionally
male domains are perceived as less likeable, more hostile, and less desirable as supervisors,29
although women at the top have been reporting that this perception can be countered
by effective interpersonal skills.>® Research also suggests that women believe sex-based
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discrimination is more prevalent than do male employees, and these beliefs are especially
pronounced among women who work with a large proportion of men.’!

Research has shown that workers who experience the worst form of overt discrimina-
tion, sexual harassment, have higher levels of psychological stress, and these feelings in turn
are related to lower levels of organizational commitment and job satisfaction, and higher
intentions to leave.’> As with age discrimination, the evidence suggests that combating sex
discrimination may be associated with better performance for the organization as a whole,
partly because employees discriminated against are more likely to leave. Research continues
to underline that although the reasons for employee turnover are complex, sex discrimina-
tion is detrimental to organizational performance particularly for intellectual positions, for
managerial employees, in the United States, and in medium-size firms.*?

As with the surface-level characteristic of employee age, we can see that there are
many misconceptions about male and female workers. Discrimination is still an issue, but

there is strong support among many organizations for a diverse workforce.

Sexual Orientation and Gender |dentity

In 2012 a researcher at Harvard University conducted an interesting field experiment.
Fictitious but realistic résumés were sent applying for 1,700 actual entry-level job openings.
The applications were identical, except that half mentioned the applicant’s involvement in
gay organizations during college and half did not.

The experiment found that, while much has changed, the full acceptance and accom-
modation of gay, lesbian, bisexual, and transgender employees remains a work in progress.
Those applications without the mention of involvement in gay organizations received 60
percent more callbacks than the ones with it.* This study was conducted in the United
States, where legal protections based on sexual orientation are much weaker than in
Canada, but it still suggests the existence of bias in the broader corporate culture.

Federal law prohibits discrimination against employees based on sexual orientation.
This protection extends to all aspects of employment, including the provision of benefits
to same-sex spouses and common-law partners. The unique workplace needs of transgen-
dered individuals have also received increased attention, especially as regards respectful
pronoun usage and access to safe and harassment-free washroom facilities. In 2001, only
eight companies in the Fortune 500 had policies on gender identity. By 2013, that number
had increased to roughly half. Ken Disken, former senior vice-president of defence contrac-
tor Lockheed Martin (one of the top companies in the Fortune 500), justified the firm’s
pro-tolerance policies as follows: “Lockheed Martin is committed to providing the most
supportive and inclusive environment for all employees. Ensuring a positive, respectful
workplace and robust set of benefits for everyone is critical to retaining employees and
helping them develop to their fullest potential.”*® In concrete terms, simple accommoda-
tions like gender-neutral washrooms and change rooms can make the workplace more
welcoming for transgendered persons, contributing to a culture of respect.

Race, Ethnicity, and Immigration Status

Race is a controversial issue in society and in organizations. We define race as the biological
heritage people use to identify themselves. It is worth noting, however, that recent genetic
analysis of global populations by Princeton researchers Cavalli-Sforza, Manozzi, and Piazza
has created serious doubt about the very existence of distinct races. Their research shows
that there is a continuum of genetic traits and you cannot identify someone’s race just from
their genes, suggesting race is a social not a biological construct. This social reality is readily
observable; for example, people of mixed race such as actress Halle Berry or musician Bobby
Dreadfull are commonly referred to as African-American or African-Canadian rather than
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being called mixed-race. Ethnicity is the additional set of cultural characteristics that often
overlaps with race. These definitions allow every individual to define his or her race and
ethnicity. In addition to race and ethnicity, immigration status also impacts people’s indi-
vidual workplace experiences in ways that will be investigated shortly.

Race and ethnicity have been studied as they relate to outcomes such as hiring deci-
sions, performance evaluations, pay, and experiences of workplace discrimination. Research
has consistently shown that in employment settings, individuals tend to slightly favour
colleagues of their own race in performance evaluations, promotion decisions, and pay
raises, although such differences are not found consistently, especially when highly struc-
tured methods of decision making reduce the opportunity for discrimination.’® Most
research also shows that members of racial and ethnic minorities report higher levels of
discrimination and social exclusion in the workplace.®’

While many racial and ethnic groups experience labour market challenges in Canada,
Aboriginal people have experienced some of the most negative outcomes. In 2012 the
general unemployment rate across Canada was 7.2 percent, while for Aboriginals it was
14.8 percent.’® When employed, Aboriginal people also tend to earn less than other
Canadians, even when education and geographical location are taken into account. For
example, in 2006 the median income in Canada for non-Aboriginals was $27,097, while
among First Nations workers it was $18,962. Non-Aboriginals working on urban reserves
earned on average 34 percent more than their First Nations counterparts. On rural reserves
that income discrepancy increased to 88 percent.>”

The picture becomes even more complex when immigration status is considered. First
of all, many Canadians have a poor understanding of immigration policy, and they frequently
confuse refugees and immigrants. Refugees (also termed humanitarian-class immigrants) are
brought into Canada on compassionate grounds to satisfy obligations under the UN
Convention for Refugees, international legislation signed by the government in 1951.
Refugees do receive significant financial support from the Canadian government during their
first year in Canada, but their numbers are few. In 2013 only 12,200 refugees were permitted
to come to Canada.** More recently, 25,000 Syrians were allowed in; however, this was an
exceptional event related to the Syrian war and the associated migrant crisis in Europe. Most
refugees accepted into Canada are families with young children who had been living in
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desperate conditions in squalid refugee camps, sometimes enduring there for more than a
decade. Canada also gives preferential access to gay and lesbian refugees who face persecu-
tion and torture in their home countries/refugee camps due to their sexual orientation.

In the same year that the 12,200 refugees came, approximately 250,000 immigrants
were admitted. These were required to be employable with skills needed in Canada or finan-
cially self-sufficient entrepreneurs (termed economic-class immigrants), or have family mem-
bers in Canada who signed documents guaranteeing their financial support for a minimum
of 10 years as a condition of entry (termed family-class immigrants). Recently fewer and fewer
family-class immigrants have been permitted in Canada, as can be seen in Exhibit 2-4. Both
family-class and economic-class migrants do not in any way put a burden on Canadian
taxpayers; rather, they bring money into the country. They are frequently confused with
refugees, though, a confusion often politically leveraged to create the false impression that
immigrants are a drain on society. These attitudes unfairly and negatively impact the day-
to-day workplace experiences and career outcomes of immigrants, who make up a substan-
tial portion of the Canadian labour pool and population. Exhibit 2-5 shows the percentage
of our population that is foreign-born as compared to the percentage in other countries.
This emphasizes the importance of immigrant success to the overall economy.

Recently arrived immigrants often experience skill discounting and discrimination
when attempting to enter the Canadian labour market. The degree to which this is expe-
rienced is influenced by a concept known as intersectionality, which the United Nations
defines as an “attempt to capture the consequences of the interaction between two or more
forms of subordination ... and address the manner in which systems create inequalities that

41 Basically this means that when it comes to

structure the relative position of persons.
identity, the whole is not the sum of the parts. A simple mental exercise demonstrates this
effect: Close your eyes and visualize a mother. Then visualize a teenager. Finally visualize a
single person. The mental pictures (stereotypes) that you generated in your head are prob-
ably quite different from the mental picture generated if you were to visualize a teenage
single mother. Similarly, the stereotypes and forms of bias experienced by individuals are
influenced by several different aspects of their identity in combination. Their race and

ethnicity, for example, combine with their immigration status and gender such that the
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EXHIBIT 2-4 Number of Immigrants by Category of Admission

Data available as of October 2013. A small number of immigrants in other categories of admis-
sion are not shown in this figure. Most immigrants admitted to Canada in 2012 were part of the
economic category of the immigration policy.

Source(s): Citizenship and Immigration Canada.
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EXHIBIT 2-5 Proportion of Foreign-Born Population

Source(s): Statistics Canada 2013. /mmigration and Ethnocultural Diversity in Canada, National Household
Survey 2011, Catalogue No. 99-010-x, Figure 1.

experiences of a newly arrived, Christian, Caucasian British male would be profoundly dif-
ferent from those of a newly arrived woman of colour from Ghana who wore a hijab.

This difference is evidenced in unemployment rates when the data are presented sepa-
rately on the basis of group membership. Labour market statistics from 2007 indicate that
in Ontario the immigrant unemployment rate was 6.8 percent compared to 4.4 percent for
Canadian-born workers. Very recent arrivals to Canada, meaning immigrants who had
arrived within the last five years, had unemployment rates nearly double those of the gen-
eral population. Even within that group, however, differences were evident on the basis of
ethnicity and home region. Recent arrivals who were African-born experienced unemploy-
ment rates as high as 20.8 percent, while recently arrived Asian-born immigrants had rates
much closer to those of domestic-born workers.*? These discrepancies remained even when
education and prior work experience were taken into account, meaning that the different
outcomes were not due to systematic differences in skill and education levels, but related
to the intersection of race, ethnicity, and immigration status.

As we discussed before, discrimination—for any reason—leads to increased turnover,
which is detrimental to organizational performance. Better representation of all equity-
seeking groups in organizations remains an important goal. When organizations fall short
of that goal, recent research indicates that an individual of minority status is much less
likely to leave his or her organization if there is a feeling of inclusiveness—that is, a positive
diversity climate.”® Some research suggests that having a positive climate for diversity
overall can also lead to increased sales, suggesting that there are organizational performance
gains associated with reducing racial and ethnic discrimination.**

We can thus conclude that discrimination based on any non-job-related traits is
ungrounded and destructive to individuals and organizations. How do we move beyond
discrimination? The answer is in understanding one another’s viewpoint. Evidence suggests
that some people find interacting with other racial groups uncomfortable unless there are
clear behavioural scripts to guide them;* therefore, creating diverse work groups focused
on mutual goals might be helpful, along with developing a positive diversity climate.
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People need to be aware of the prevalence of non-conscious discrimination and maintain
personal mindfulness to try and avoid stereotypical thinking.

Cultural ldentity

We have seen that people define themselves in terms of race and ethnicity. Many people,
both immigrants and domestic-born, also carry a strong cultural identity as well. This link
with the culture of their ancestry or youth lasts a lifetime, no matter where the individual
may live in the world. People choose their cultural identity, and they also choose how
closely they observe the norms of that culture. Cultural norms influence the workplace,
sometimes resulting in clashes. Organizations must adapt.

Thanks to global integration and changing labour markets, today’s global companies
would do well to understand and respect the cultural identities of their employees, both as
groups and as individuals. A U.S. company looking to do business in, say, Latin America,
needs to understand that employees there expect long summer holidays. Differences can be
more subtle. For example, some cultures have a formalized attitude to hierarchy and power
such that questioning one’s leaders is seen as highly disrespectful. Organizational change
initiatives that rely on collecting constructive criticism about managerial practices from
employees may pose a challenge in this environment. Other cultures focus on group
achievements rather than individual achievements, influencing expectations about reward
and incentive structures.*® A company that violates local cultural norms will find that
resistance among employees is strong, even if that resistance is not always overt.

A company seeking to be sensitive to the cultural identities of its employees should
look beyond accommodating its majority groups and instead create as much of an individu-
alized approach to practices and norms as possible. Often, managers can provide the bridge
of workplace flexibility to meet both organizational goals and individual needs.

Disability

Workers with disabilities have traditionally experienced many challenges and barriers in the
labour force. People with physical or mental disabilities are more likely to be unemployed or
underemployed, they are more likely to experience turnover, work part-time hours, be in entry-
level jobs, and experience job insecurity.*’ These outcomes are especially unfortunate because
two-thirds of people with disabilities want to and can work.*® Employer-provided accommo-
dations can assist those individuals in their efforts to maximize their participation. Receipt of
accommodations has been associated with job retention, increased morale, and productivity.*’

A sociopolitical model has become part of the human rights paradigm in Canadian legal
thinking on disability. This change in perceptions of disability was part of a larger rights-based
movement that included calls for greater government oversight and enforcement of basic
human rights. Disablement, it maintains, is not a deviation from an individual bodily norm
so much as a naturally occurring and enduring feature in every society.’® As perspectives on
disability have evolved, numerous political resources have been devoted to maximizing rates
of labour force participation and the provision of employer-sponsored accommodations
among workers with disabilities as one component of reaching equity goals. Examples of
Canadian legislation enacted to improve labour force participation of persons with disabilities
include the Canadian Charter of Rights and Freedoms, the Human Rights Act, and the
Employment Equity Act in Canada. The Charter prohibits discrimination based on disability;
the latter two both prohibit discrimination and mandate reasonable accommodation.

These federal acts are supplemented by provincial ones. For example, Ontario has
passed the Ontarians with Disability Act (1997), updated most recently under Bill 125; it
is enforced by the Ontario Human Rights Commission. Its original purpose was to achieve
a barrier-free Ontario for persons with disabilities. Compliance requires the timely removal
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of barriers when this can be accomplished within reasonable cost parameters. The Act
applies to employment, public transit, education, and provincial and municipal government
service settings. The Human Rights Commission, while able to award damages for noncom-
pliance, works primarily within a paradigm of reform through education and mediation.
Exceptions to the “duty to accommodate” under human rights and equity legislation
include situations in which doing so creates undue hardship or when bona fide occupational
requirements (BFOR) are unable to be fulfilled, which means that the position cannot be
modified without creating genuine safety risk. The case of Alberta Dairy Pool versus the
Alberta Human Rights Commission (1990, 2.S.C.R. 489) established the following criteria
for undue hardship used to determine if an employer is required to provide a specific accom-
modation, which have since been used more broadly in courts across the country:>!

Excessive expenses will be incurred.

It will disrupt existing collective agreements.

It will create morale problems with other employees.

The employer has highly interchangeable workforce/facilities.

The employer has a very small operation.

The employer has legitimate safety concerns.

While this list can guide accommodation granting decisions, employers often need to
be reminded that most accommodations are simple to provide and are either free or low-
cost. One study found that the average direct cost associated with accommodations that
were not free was only $600.>2 Examples of common accommodations for physical dis-
abilities are technical devices such as Braille readers, software such as voice recognition,
assistive devices such as special chairs or railings in washrooms, human support in the form
of personal assistants, scheduling flexibility, and special parking spaces. Common accom-
modations for mental, sensory, and psychiatric disabilities include being able to work in a
quiet, private workspace without distractions (for people with attention deficit disorder),
scheduling flexibility, social accommodation (creating understanding among coworkers
about communication-style differences associated with autism, for example), and darkened
rooms (as sensitivity to florescent lighting is a common side effect of medications taken for
mood disorders and schizophrenia).
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Refusal of accommodation should be an extraordinary circumstance. Providing accom-
modations benefits not only the individual and the employer, but also signals to other
workers that the organizational culture is inclusive and supports diverse needs.

The impact of disabilities on employment outcomes has been explored from a variety
of perspectives. On the one hand, when disability status is randomly assigned to hypo-
thetical candidates, disabled individuals are rated as having superior personal qualities like
dependability and potency.”® Another review suggested workers with disabilities receive
higher performance evaluations; however, it also found that individuals with disabilities
tend to encounter lower performance expectations and are less likely to be hired.>* People
with disabilities are much more likely to be stereotyped in ways that negatively impact
long-term employment prospects, often being unfairly perceived as less capable or even
infantile. These effects impact all workers with disabilities, but are strongest for people with
psychiatric and neurological impairments, and for people with invisible disabilities or
disabilities such as obesity or addiction that are perceived as being one’s own fault.”
Workers with psychiatric disabilities in particular experience very high levels of discrimina-
tion and are often stereotyped as unpredictable and violent. This occurs despite the fact
that violence is not typical of psychiatric conditions such as depression, bipolar disorder,
and schizophrenia—contrary to the media-driven stereotype reinforced on crime shows.
Psychiatric conditions are treatable and people who have them can be fully engaged,
productive workers.

In sum, the treatment of the disabled workforce has long been problematic, but the
recognition of the talents and abilities of disabled individuals has made a difference, reduc-
ing workplace discrimination. In addition, technology aids and the reduction of stereotyp-
ing have greatly increased the scope of available jobs for those with all types of disabilities.
Managers need to be attuned to the true requirements of employee jobs and match the skills
of the individual with the requirements of the job, providing accommodations when
needed for all qualified individuals.

Religion

Not only do religious and nonreligious people question each other’s belief systems, often
people of different religious faiths conflict. There are few—if any—countries in which reli-
gion is a nonissue in the workplace. The Canadian Charter of Rights and Freedoms and the
Human Rights Act prohibit employers from discriminating against employees on the basis
of their religion. Other countries have similar regulations, but many do not and those that
do, do not always enforce them effectively.

Perhaps the greatest religious diversity issue in Canada today revolves around Islam.
Across the world Islam is one of the most popular religions. Yet there is evidence that
people are discriminated against for their Islamic faith in the Canadian job market.
Experiences range from having skills discounted and being denied interviews to social
exclusion and spurious safety complaints as a result of wearing hijabs.”® The Quebec
Charter of Values, which was proposed in 2014 but failed to pass when the party
supporting it lost the election, sought to ban religious attire in government workplaces.
Although all religious attire was included, the widespread public opinion was that this
represented an attack on the hijab and Muslim women in particular.’’ This incident
highlights the need for ongoing protection of religious freedoms in our multicultural
society.

Faith can be an employment issue wherever religious beliefs prohibit or encourage
certain behaviours. The behavioural expectations can be informal, such as a common
practice of employees leaving early on Christmas Eve. Or they may be systemic, such
as the Monday-to-Friday workweek, which accommodates a Christian belief of not
working on Sundays and a Jewish belief of not working on Saturdays. Religious indi-
viduals may also feel they have an obligation to express their beliefs in the workplace.
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Simple steps can often be taken to accommodate this, such as having rooms available
for daily prayers or installing ventilation systems to manage smoke from First Nations
smudging ceremonies.

Before the election, when it appeared that the proposed Quebec Charter of Values
might pass, some Ontario hospitals recognized the discomfort of Muslim Quebecers and
saw a recruiting opportunity. They offered employment in more tolerant and hospitable
surroundings. One recruitment advertisement by Lakeridge hospital featured a Muslim
women wearing a hijab, a lab coat, and a stethoscope. The ad proudly proclaimed “we care
what’s in your head, not what’s on it”.

Ability
We’ve so far covered surface characteristics unlikely, on their own, to directly relate to job
performance. Now we turn to deep-level abilities that are closely related to job performance.
Contrary to what we were taught in grade school, we weren’t all created equal in our abili-
ties. Most people are to the left or the right of the median on some normally distributed
ability curve. For example, regardless of how motivated you are, you may not be able to act
as well as Scarlett Johansson, play basketball as well as LeBron James, or write as well as
Stephen King. Of course, just because we aren’t all equal in abilities does not imply that
some individuals are inherently inferior. Everyone has strengths and weaknesses that make
him or her relatively superior or inferior to others in performing certain tasks or activities.
From management’s standpoint, the issue is not whether people differ in terms of their
abilities. They clearly do. The issue is using the knowledge that people differ to increase the
likelihood an employee will perform her job well.

What does ability mean? As we use the term, ability is an individual’s current capacity
to perform the various tasks in a job. Overall abilities are essentially made up of two sets of
factors: intellectual and physical.

INTELLECTUAL ABILITIES

Intellectual abilities are those needed to perform mental activities—thinking, reasoning,
and problem solving. Most societies put a high value on intelligence, and for good reason.
Smart people generally earn more money and attain higher levels of education. They are
also more likely to emerge as leaders of groups. However, assessing and measuring intel-
lectual ability is not always simple. People aren’t consistently capable of correctly assessing
their own cognitive ability.”® IQ (intelligence quotient) tests are designed to ascertain a
person’s general intellectual abilities, but the origins, influence factors, and testing of IQ
are controversial.””?

The seven most frequently cited dimensions making up intellectual abilities
are number aptitude, verbal comprehension, perceptual speed, inductive reasoning,
deductive reasoning, spatial visualization, and memory.®° Exhibit 2-6 describes these
dimensions.

Intelligence dimensions are positively related, so if you score high on verbal compre-
hension, for example, you’re more likely to also score high on spatial visualization. The
correlations aren’t perfect, meaning people do have specific abilities that predict impor-
tant work-related outcomes when considered individually.61 However, the correlations are
high enough that researchers also recognize a general factor of intelligence, general
mental ability (GMA). Evidence strongly supports the idea that the structures and mea-
sures of intellectual abilities generalize across cultures. Someone in Venezuela or Sudan,
for instance, does not have a different set of mental abilities from those of a U.S. or Czech
individual.
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Dimension

Description

Job Example

Number aptitude

Verbal comprehension

Perceptual speed

Inductive reasoning

Deductive reasoning

Spatial visualization

Ability to do speedy and accurate
arithmetic.

Ability to understand what is read or
heard and the relationship of words to
each other.

Ability to identify visual similarities and
differences quickly and accurately.
Ability to identify a logical sequence in

a problem and then solve the problem.

Ability to use logic and assess the
implications of an argument.

Ability to imagine how an object

Accountant: Computing the sales
tax on a set of items.

Plant manager: Following corporate
policies on hiring.

Fire investigator: Identifying clues to
support a charge of arson.

Market researcher: Forecasting
demand for a product in the next
time period.

Supervisor: Choosing between two
different suggestions offered by
employees.

Interior decorator: Redecorating

would look if its position in space an office.
were changed.

experiences. names of customers.

Memory Ability to retain and recall past Salesperson: Remembering the

EXHIBIT 2-6 Dimensions of Intellectual Ability

Jobs differ in the demands they make on intellectual abilities. The more complex
a job is in terms of information-processing demands, the more general intelligence and
verbal abilities will be necessary to perform successfully.®” When employee behaviour
is highly routine and there are few or no opportunities to exercise discretion, a high IQ
is not as important to performing well. However, that does not mean people with high
IQs cannot have an impact on traditionally less complex jobs. Research consistently
indicates a correlation between cognitive ability and task performance.®?

It might surprise you that the intelligence test most widely used in hiring deci-
sions takes only 12 minutes to complete. It’s the Wonderlic Cognitive Ability Test.
There are different forms of the test, but each has 50 questions and the same general
construct.

The Wonderlic measures both speed (almost nobody has time to answer every
question) and power (the questions get harder as you go along), so the average score
is quite low—about 21 of 50. Because the Wonderlic is able to provide valid informa-
tion cheaply (for $5 to $10 per applicant), more companies are using it in hiring
decisions.

While intelligence is a big help in performing a job well, it doesn’t make people
happier or more satisfied with their jobs. The correlation between intelligence and job
satisfaction is about zero. Why? Research suggests that although intelligent people
perform better and tend to have more interesting jobs, they are also more critical
when evaluating their job conditions. Thus, smart people have it better, but they also

expect more.64

PHYSICAL ABILITIES

Though the changing nature of work suggests intellectual abilities are increasingly impor-
tant for many jobs, physical abilities have been and will remain valuable. Research on
hundreds of jobs has identified nine basic abilities needed in the performance of physical
tasks,®® described in Exhibit 2-7. Individuals differ in the extent to which they have each.

Chapter 2 Diversity in Organizations

35




EXHIBIT 2-7 Nine Basic
Physical Abilities
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Strength Factors

1. Dynamic strength Ability to exert muscular force repeatedly or continuously
over time.

2. Trunk strength Ability to exert muscular strength using the trunk
(particularly abdominal) muscles.

3. Static strength Ability to exert force against external objects.

4. Explosive strength Ability to expend a maximum of energy in one or a series

of explosive acts.

Flexibility Factors

5. Extent flexibility Ability to move the trunk and back muscles as far as possible.
6. Dynamic flexibility Ability to make rapid, repeated flexing movements.

Other Factors

7. Body coordination Ability to coordinate the simultaneous actions of different
parts of the body.

8. Balance Ability to maintain equilibrium despite forces pulling off
balance.

9. Stamina Ability to continue maximum effort requiring prolonged

effort over time.

Not surprisingly, there is also little relationship among them: a high score on one is no assur-
ance of a high score on others. High employee performance is likely to be achieved when
management has ascertained the extent to which a job requires each of the nine abilities
and then ensures that employees in that job have those abilities.

Disabilities in the Context of Job Specification

The importance of ability at work obviously creates problems when we attempt to for-
mulate workplace policies that recognize diversity in terms of disability status. As we
have noted, recognizing that individuals have different abilities that can be taken into
account when making hiring decisions is not problematic. However, it is discriminatory
to make blanket assumptions about people on the basis of a disability. It is also possible
to make accommodations for disabilities. Employers should carefully consider the bona
fide occupational requirements associated with their job descriptions and job specifi-
cations. Ensuring the accuracy of job descriptions and considering alternative ways to
complete tasks can go a long way toward removing inadvertent barriers for workers with
disabilities.

Discrimination

Although diversity presents many opportunities for organizations, effective diversity
management also means working to eliminate unfair discrimination. To discriminate is
to note a difference between things, which in itself isn’t necessarily bad. Noticing one
employee is more qualified than another is necessary for making hiring decisions; notic-
ing an employee is taking on leadership responsibilities exceptionally well is necessary for
making promotion decisions. Usually when we speak of discrimination, though, we mean
allowing our behaviour to be unduly influenced by stereotypes about groups of people.
Rather than looking at individual characteristics, unfair discrimination assumes everyone
in a group is the same. This discrimination is often very harmful to organizations and
employees.

Exhibit 2-8 provides definitions and examples of some forms of discrimination in
organizations. Although many of these actions are prohibited by law, and therefore aren’t
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Type of Discrimination

Definition

Examples from Organizations

Discriminatory
policies or practices

Sexual harassment

Intimidation

Mockery and insults

Exclusion

Incivility

Actions taken by representatives

of the organization that deny equal
opportunity to perform or unequal
rewards for performance.

Unwanted sexual advances and
other verbal or physical conduct of a
sexual nature that create a hostile or
offensive work environment.

Overt threats or bullying directed
at members of specific groups of
employees.

Jokes or negative stereotypes;
sometimes the result of jokes taken
too far.

Exclusion of certain people from
job opportunities, social events,
discussions, or informal mentoring;
can occur unintentionally.
Disrespectful treatment, including
behaving in an aggressive manner,
interrupting the person, or ignoring

Older workers may be targeted for
layoffs because they are highly paid
and have lucrative benefits.

Salespeople at one company went

on company-paid visits to strip clubs,
brought strippers into the office to
celebrate promotions, and fostered
pervasive sexual rumours.

Workers with psychiatric disabilities have
reported being threatened and bullied by
coworkers. Their bullies are sometimes
reacting out of fear since they mistakenly
assume that people with conditions like
schizophrenia or bipolar disorder are more
likely to be violent. That is simply not true.
Arab-Americans have been asked

at work whether they were carrying
bombs or were members of

terrorist organizations.

Many women in finance claim they are
assigned to marginal job roles or are
given light workloads that don’t lead to
promotion.

Female lawyers note that male

attorneys frequently cut them off

or do not adequately address their

varying opinions. comments.

EXHIBIT 2-8 Forms of Discrimination

Source: J. Levitz and P. Shishkin, “More Workers Cite Age Bias After Layoffs,” Wall Street Journal (March 11, 2009),

pp. D1-D2; W. M. Bulkeley, “A Data-Storage Titan Confronts Bias Claims,” Wall Street Journal (September 12, 2007), pp. Al, Al6;
D. Walker, “Incident with Noose Stirs Old Memories,” McClatchy-Tribune Business News (June 29, 2008); D. Solis, “Racial Horror
Stories Keep EEOC Busy,” Knight-Ridder Tribune Business News, July 30, 2005, p. 1; H. Ibish and A. Stewart, Report on Hate
Crimes and Discrimination Against Arab Americans: The Post-September 11 Backlash, September 11, 2001-October 11, 2001
(Washington, DC: American-Arab Anti-Discrimination Committee, 2003); A. Raghavan, “Wall Street’s Disappearing Women,”
Forbes (March 16, 2009), pp. 72-78; and L. M. Cortina, “Unseen Injustice: Incivility as Modern Discrimination in Organizations,”
Academy of Management Review 33, no. 1 (2008), pp. 55-75.

part of almost any organization’s official policies, the practices persist. Thousands of cases
of employment discrimination are documented every year, and many are forwarded to
provincial human rights commissions for mediation and, if necessary, formal adjudication.
Many more go unreported. As discrimination has increasingly come under both legal scru-
tiny and social disapproval, most overt forms have faded, which may have resulted in an
increase in more covert forms like incivility or exclusion (see Exhibit 2-8 for definitions
of these terms).%

[t is also important to recognize that discrimination can often occur on a non-
conscious level, meaning that the people engaged in discriminatory behaviours may not be
aware that they are discriminating. This occurs because stereotypes are often triggered
below the level of conscious awareness.®’ A recent meta-study looked at non-conscious
(or implicit) associations commonly linked to various minorities using a tool developed at
Harvard called the implicit association test. They used data from 184 studies, which were
conducted in Germany, the Netherlands, Italy, the United Kingdom, Australia, Canada,
Poland and the United States. All the studies verified the existence of non-conscious
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is necessary to realize the potential
benefits of a diverse workforce and
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prejudices and confirmed that those biases impact social, consumer, and political behav-
iours. Ironically this tends to occur more often among people who are trying to avoid
prejudice.%® For example, a hiring manager may intend to be fair but subconsciously associ-
ate women with mediation skills and men with more aggressive conflict resolution styles.
Although they would not be consciously aware of stereotyping, that hiring manager may
perceive female candidates as being more likely to get along with others, leading to biased
assessments of male candidates. Under Canadian law employers are responsible for inadver-
tent discrimination, so it is important to be aware of these implicit effects and address them
before they result in adverse impact.

As you can see, discrimination can occur in many ways, and its effects can be varied
depending on the organizational context and the personal biases of its members. Some
forms, like exclusion or incivility, are especially hard to root out because they are difficult
to observe and may occur simply because the actor isn’t aware of the effects of her
actions. Intentional or not, discrimination can lead to serious negative consequences for
employers, including reduced productivity, reductions in helpful behaviours, negative
conflicts, and increased turnover. Discrimination also leaves qualified job candidates out
of initial hiring and promotions. Even if an employment discrimination lawsuit is never
filed, a strong business case can be made for aggressively working to eliminate unfair
discrimination.

Discrimination is one of the primary factors that prevent companies from realizing
the benefits of diversity, whether the discrimination is deliberate or non-conscious.
On the other hand, recognizing diversity opportunities can lead to an effective diver-
sity management program and ultimately to a better organization. Diversity is a broad
term, and the phrase workplace diversity can refer to any characteristic that makes
people different from one another. The following section outlines how to implement
diversity management strategies in order to make your organization more inclusive and
productive.

IMPLEMENTING DIVERSITY MANAGEMENT
STRATEGIES

Having discussed a variety of ways in which people differ, we now look at how a manager
can and should manage these differences. Diversity management makes everyone more
aware of and sensitive to the needs and differences of others. This definition highlights the
fact that diversity programs include and are meant for everyone. Diversity is much more
likely to be successful when we see it as everyone’s business than if we believe it helps only
certain groups of employees.

Attracting, Selecting, Developing, and Retaining Diverse
Employees

One method of enhancing workforce diversity is to target recruiting messages to specific
demographic groups underrepresented in the workforce. This means placing advertise-
ments in publications geared toward specific demographic groups; recruiting at colleges,
universities, and other institutions with significant numbers of underrepresented minori-
ties; posting job ads in community centres and social venues where underrepresented
groups gather; and forming partnerships with associations like the Justicia Project (sup-
porting female lawyers) or the Society of Women Engineers. For example, if Aboriginal
workers are underrepresented, a company may choose to advertise job opening on the
Aboriginal People’s Television Network, in band offices, or in the specialist newspaper
titled First Nations Drum.
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Research has shown that women and minorities do have greater interest in employers
that make special efforts to highlight a commitment to diversity in their recruiting materi-
als. Diversity advertisements that fail to show women and minorities in positions of orga-
nizational leadership send a negative message about the diversity climate at an organization.®’
Of course, in order to show the pictures, organizations must have diversity in their manage-
ment ranks. Some companies have been actively working toward recruiting less-represented
groups. Google, for instance, has been making sure female candidates meet other women
during interviews and offering family benefits that may appeal to them.’” Etsy, an online
retailer, hosts engineering classes and provides grants for aspiring women coders, then hires
the best.”!

The selection process is one of the most important places to apply diversity efforts.
Managers who hire need to value fairness and objectivity in selecting employees and
focus on the productive potential of new recruits. When managers use a well-defined
protocol for assessing applicant talent and the organization clearly prioritizes nondis-
crimination policies, qualifications become far more important in determining who
gets hired than demographic characteristics.”> In concrete terms this would mean the
following:

B Make sure that job criteria are established using valid job analysis processes.

m  Confirm that interview questions and selection tests are free from subtle cultural or
gender biases.

m Have multiple interviewers to minimize the impact of individual biases (both
conscious and non-conscious).

B Ask all candidates exactly the same interview questions in the same order and have
a predetermined scoring sheet to assess their responses.

B Use statistical (mathematical) scoring sheets to rank job candidates instead of subjective
approaches.

Ensure that the same level of training and support is offered to all new hires.
Ensure that coworkers treat all newcomers in a friendly and respectful manner.

m Confirm that performance criteria are clearly communicated and objectively
measured.

Benefits are another area to apply diversity efforts. The typical Canadian benefit
package may include things that are unnecessary or culturally inappropriate for some
workers. For example, a single person working in his or her first job may have less need
for life insurance than a single parent with two dependent children. A childless couple
may value travel health insurance benefits while parents may value access to childcare.
In Canada eldercare benefits often refer to assistance finding an institution in which to
place your elderly relative. This service may not be desirable to people from cultures in
which living with elderly relatives and caring for them personally is the norm. Flexible
benefit plans that allow people to select from a wide range of benefits based on a points
system are both cost-effective and useful for addressing the disparate needs of a diverse
group of workers.

Individuals who are demographically different from their coworkers may be more likely
to feel low commitment and to turn over, but a positive diversity climate can be helpful.
Many diversity training programs are available to employers, and research efforts are focus-
ing on identifying the most effective initiatives. It seems that the best programs are inclu-
sive of all employees in their design and implementation, rather than targeted to special
groups of employees.”> The training should focus on behaviours rather than attitudes, creat-
ing concrete connections to day-to-day communication and interactions. For example,
rather than tell people “Be respectful to all others,” which is an attitude, you might outline

Chapter 2 Diversity in Organizations

39



40

specific behaviours they are expected to engage in, such as listening without interrupting
and openly acknowledging all members’ contributions. A positive diversity climate based
on mutual respect should be the goal. Workers appear to prefer an organization that values
diversity.

Diversity in Groups

Most contemporary workplaces require extensive work in group settings. When people
work in groups, they need to establish a common way of looking at and accomplishing the
major tasks, and they need to communicate with one another often. If they feel little sense
of membership and cohesion in their groups, all group attributes are likely to suffer.

Does diversity hurt or help group performance? The answer is yes. In some cases, diver-
sity in traits can hinder team performance, whereas in others diversity can facilitate perfor-
mance.”* Whether diverse or homogeneous teams are more effective depends on the
characteristic of interest. Demographic diversity (in gender, race, and ethnicity) does not
appear to either hurt or help team performance in general. On the other hand, teams of
individuals who are highly intelligent, conscientious, and interested in working in team
settings are more effective. Thus, diversity on these variables is likely to be a bad thing—it
makes little sense to try to form teams that mix in members who are lower in intelligence,
lower in conscientiousness, and uninterested in teamwork. In other cases, differences can
be a strength. Groups of individuals with different types of expertise and education are
more effective than homogeneous groups. Similarly, a group made up entirely of assertive
people who want to be in charge, or a group whose members all prefer to follow the lead of
others, will be less effective than one that mixes leaders and followers.

The impact of diversity on groups is complex. In general, diversity leads to better per-
formance when innovation and creativity are required because many different views are
represented. When there are time pressures, however, diverse groups may struggle because
it takes longer to come to conclusions when there is variation in opinions and approaches.
That said, regardless of the composition of the group, differences can be leveraged to
achieve superior performance. The most important factor is to emphasize the similarities
among members.” Groups of diverse individuals will be much more effective if leaders can
show how members have a common interest in the group’s success. Evidence also shows
leaders who emphasize goals and values in their leadership style are more effective in man-

aging diverse teams.”®

Effective Diversity Programs

Effective, comprehensive workforce programs encouraging diversity have three distinct
components. First, they teach managers about the legal framework for equal employment
opportunity and encourage fair treatment of all people regardless of their demographic char-
acteristics. Second, they teach managers how a diverse workforce will be better able to serve
a diverse market of customers and clients. Third, they foster personal development practices
that bring out the skills and abilities of all workers, acknowledging how differences in per-
spective can be a valuable way to improve performance for everyone.’’

Much concern about diversity has to do with fair treatment.”® Most negative reactions
to diversity programs are based on the idea that discriminatory treatment of any kind is
unfair, even if it seeks to redress historical inequities. Regardless of race or gender, people
are generally in favour of diversity-oriented programs if they believe the policies ensure
everyone a fair opportunity to show their skills and abilities. There are significant differ-
ences in how this issue is handled in the United States and Canada and they can create
confusion. Americans use a quota-based approach called affirmative action, under which a
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specific percentage of jobs must be filled by minority candidates and there are concrete
penalties, such as fines, for having a workforce not representative of the local population.
This creates significant incentive for employers to hire historically disadvantaged workers;
but it might be perceived as unfair in circumstances in which a slightly less qualified can-
didate is given a job preferentially over a more qualified candidate due to minority status.
As a result these programs can be controversial, although they have measurably improved
labour market outcomes for minorities.

Canadian approaches to diversity management focus on process rather than outcomes.
They are not quota-based but focused on providing fair opportunity, so they are called
employment equity programs rather than affirmative action programs. These programs focus
on ensuring that recruitment and selection processes are fair, training is inclusive, and
performance management is free from bias. Canadian employers need to prove, for exam-
ple, that their interview questions and selection tests are free of cultural or gender bias and
their promotion criteria are objective, valid, and fair. This approach is usually better
received by members of the dominant culture, since it lessens fears that more qualified
candidates who are not minorities will be denied employment. Some critique the approach,
however, arguing that it results in less accountability overall. Despite these criticisms the
employment equity method has also measurably improved outcomes for historically disad-
vantaged workers, usually with much less political resistance and between-group tension
than when using affirmative action. A major study of the consequences of diversity pro-
grams concluded that organizations with diversity training were not consistently more
likely to have women and minorities in upper management positions than organizations
without diversity training.”” Why might this be? Experts have long known that one-shot
training sessions without strategies to encourage diversity management back on the job are
not likely to be very effective. Ongoing diversity strategies should include measuring the
representation of women and minorities in managerial positions, and holding managers
accountable for achieving more demographically diverse management teams. Researchers
also suggest that diversity experiences are more likely to lead to positive adaptation for all
parties if (1) the diversity experience undermines stereotypical attitudes, (2) the perceiver
is motivated and able to consider a new perspective on others, (3) the perceiver engages in
stereotype suppression and generative thought in response to the diversity experience, and
(4) the positive experience of stereotype undermining is repeated frequently.® Diversity
programs based on these principles are likely to be more effective than traditional classroom
learning.

Organizational leaders should examine their workforce to determine whether target
groups have been underutilized. If groups of employees are not proportionally represented
in top management, managers should look for any hidden barriers to advancement.
Managers can often improve recruiting practices, make selection systems more transparent,
and provide training for those employees who have not had adequate exposure to certain
material in the past. The organization should also clearly communicate its policies to
employees so they can understand how and why certain practices are followed.
Communications should focus as much as possible on qualifications and job performance;
emphasizing certain groups as needing more assistance might well backfire. Research indi-
cates a tailored approach will be needed for international companies. For instance, a case
study of the multinational Finnish energy company TRANSCO found it was possible to
develop a consistent global philosophy for diversity management. However, differences in
legal and cultural factors across nations forced TRANSCO to develop unique policies to
match the cultural and legal framework of each country in which it operated.8! For exam-
ple, in a small number of countries in Southeast Asia and the Middle East, compensation
is tied to family status, married people with children being paid more than single people
without dependents for the same work. If this system is part of the culture and history of the
nation, a foreign company is unlikely to be able to change local expectations or regulations.
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SUMMARY

There is an official policy of multiculturalism in Canada, enabling people to feel free
to express their cultural traditions and heritage while also being committed to their
Canadian identity.

e  The Canadian workforce is highly diverse, creating both opportunities and challenges
for managers.

e Differences in age, gender, sexual orientation, race, ethnicity, immigration status,
religious affiliation, and ability all impact workplace experiences. These identity mark-
ers combine, or intersect, in complex ways that influence individual outcomes.

e Stereotyping and associated discrimination can occur on a conscious or a non-
conscious basis. Either way there are negative repercussions for both individuals and
organizations.

¢ Organizations should engage in a range of diversity management practices to ensure
equitable, ethical, and legally defensible staffing decisions.

IMPLICATIONS FOR MANAGERS

Understand your organization’s antidiscrimination and diversity management policies
thoroughly and share them with all employees.

e  Assess and challenge your stereotype beliefs to increase your objectivity.

® Look beyond readily observable biographical characteristics and consider the individ-
ual’s capabilities before making management decisions.

e  Fully evaluate what accommodations a person with disabilities will need and then fine-
tune the job to that person’s abilities.

e Seek to understand and respect the unique biographical characteristics of each indi-
vidual; a fair but individualistic approach yields the best performance.

BREAKOUT QUESTION FOR GROUP DISCUSSION

There has been a long-running debate about the reasons why certain professions (such as
computer scientist, engineer, nurse, and daycare worker) are dominated by one gender,
much of it centred around whether people are attracted to occupations considered suitable
for their gender due to natural gender-based preferences or socialized (learned) roles. We
now know that most stereotypes operate on a subconscious level. How does that insight
influence our understanding of this classic nature/nurture debate?

PERSONAL INVENTORY ASSESSMENT

PERSONAL
9 o INVENTORY
AT AP/ ASSESSMENT

In the Personal Inventory Assessment found in MyManagementLab, take the assessment:
Intercultural Sensitivity Scale.
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SELF-REFLECTION ACTIVITY

Canada, as a multicultural country, has a much higher level of ethnic diversity than most
countries. It is almost inevitable that you will end up interacting with people from different
cultures at school, at work, and in the community. Blended families with members from
several different cultures are also becoming more common. Assess your own comfort level
with intercultural communication by taking the Personal Inventory Assessment found in
MyManagementLab self-assessment titled Intercultural Sensitivity Scale. Once you see
your score, think carefully about what it means. If you are not comfortable, where did this
discomfort come from? What do you do when given an opportunity to “practise” by inter-
acting with others different from yourself? Is that behaviour helping you to develop your
skills or holding you back? What are the potential career impacts associated with poor
intercultural communication?

You can continue to develop your skills in this area by actively seeking out opportuni-
ties to communicate with people different from yourself. You may find that gaining more
knowledge about different cultures helps you feel more comfortable. People who scored very
low on this scale may be prone to anxiety when communicating across cultures, and this
anxiety itself makes communication more difficult. Avoidance is tempting but it is not the
answer. You can lessen anxiety by using relaxation techniques such as meditation or yoga
breathing. You may also find it helpful to practise cross-cultural communication in an under-
standing environment in which you feel less pressure. Social-cultural events provide oppor-
tunities for interaction without the pressure of work deadlines and task-related expectations.

VAL IR %128 DISABILITY-BASED DISCRIMINATION

People can make biased decisions with the best of intentions. In 2014, this reality hit home
for the Brandon Police Services when the Manitoba Human Rights Commission awarded
damages to Billy-Jo Nachuk for discrimination that he experienced at the hands of three
on-duty police officers. Discrimination, even when inadvertent, can compromise the ethics
that organizations represent with their mandate, mission, vision, and values. How and why
do these types of incidents occur?

On April 16, 2011, Billy-Jo Nachuk, a decorated veteran suffering from posttraumatic
stress disorder, made a courageous decision. The anxiety associated with his condition had
kept him out of public spaces for two full years but now he had Gambler, a service dog
specifically trained to help him manage his symptoms. With Gambler accompanying him,
Mr. Nachuk felt comfortable enough to socialize at the local Keystone Motor Inn’s restau-
rant and bar. Unfortunately, Keystone management felt his service dog was merely a pet.
Despite explanations and the provision of official service dog certification papers, Keystone
management complained about the presence of the dog to three on-duty police officers who
were also patronizing the restaurant. The formal decision released from the Human Rights
Commission of Manitoba states that the following exchange then took place:

Mr. Nachuk alleges that one officer asked, “So what’s with the dog?” to which he
replied “it is a service dog.” Mr. Nachuk describes the officer as responding
“aggressively,” “Why? You’re not blind!” Mr. Nachuk tried to explain his situation
but was interrupted by the same officer who said, “You’re not going to be doing a
search with that dog tonight, either.” He continued to try and explain what kind
of dog his service dog was but the officers “refused to listen.” A second officer told
him that the manager wanted the dog out and that Mr. Nachuk “was very close
to being thrown in jail.” At this point, “feeling totally degraded” he took his coat
and he and his dog Gambler were escorted out of the bar by the police.
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Mr. Nachuk filed a human rights complaint for discrimination based on disability as
a result of this incident. In April 2014 the Commission agreed that discrimination had
taken place and awarded him damages. The Brandon Police Services have since improved
their training standards regarding disability rights. But the question remains: How could
three officers working together make the mutual decision that Mr. Nachuk’s dog was not
a “legitimate” service dog in the face of clear evidence otherwise, most notably his official
service dog papers? Is it possible that the fact that Mr. Nachuk is an Aboriginal influ-
enced the officers? First Nations people are often unfairly stereotyped and some bands
have a history of conflict with legal officials resulting from ongoing rights and land dis-
putes. This conflict has led to tension and mistrust between some Aboriginal people and
police services.

Discussion Questions

1. Did the history of conflict between First Nations people and legal officials influence
what happened here?

2. What does the situation experienced by Billy-Jo Nachuk tell us about our own capacity
for bias and decision-making errors?

3. Do you think providing training in the workplace about disability rights will be ade-
quate to prevent similar incidents in the future? Why or why not? If not, what else
should Brandon Police Services consider doing?

i1 Ne:1o8 CLASSROOM DIVERSITY AND GROUPS

This case is fictional, but it is inspired by similar events that occurred on a university cam-
pus in Canada in 2014. The opinions presented here represent the viewpoints of an
individual student and should not be considered reflective of Muslim males or Muslim
immigrants in general.

Amy Liu was profoundly confused about how best to support the equality rights of her
students. Amy was an instructor teaching an introductory class in organizational behaviour.
A group presentation and associated group paper was an important component of the
course. Together the presentation and paper were worth 30 percent of the course grade.

Amy randomly assigned students to groups at the beginning of the semester, because it
forced students to work with people who were unfamiliar and different from themselves.
The student population at her institution was very diverse—random group assignment
practically guaranteed that each group would be a mix of ethnicities, gender and sexual
orientations, and cultures. Because diversity management and cross-cultural communica-
tion were components of her course, Amy considered these mixed groups to be excellent
practice for applying skills learned in class. She was accustomed to mentoring groups that
were struggling; in fact she considered those discussions to be key tools to help illustrate
important course concepts such as effective conflict resolution. But Amy had never
encountered a group problem quite like this.

When Amy randomly assigned groups this term, one of her groups consisted of four
women from various backgrounds and one man. Most of the women were in their late
teens, but one was a mature student in her 40s. The other member was a 23-year-old
Muslim man who had recently immigrated to Canada from Pakistan. He had been raised in
a particularly traditional household by very conservative parents. While many other
Pakistani Muslim students had no problems being in a mixed group, he felt that it was
profoundly inappropriate to have close contact with females who were not related to him.
He had respectfully requested that he be reassigned to a group consisting of male students
only, or permitted to complete a presentation and project alone.
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The university did encourage accommodation of religious needs. They had, for exam-
ple, set up a prayer room in several of the main campus buildings so that Muslim students
could attend to their daily prayers. They had also built conference facilities with ventila-
tion systems for First Nations smudging ceremonies and they sold kosher and halal food in
all cafeterias. The university also prioritized gender equality. Amy did not see how she
could accommodate the male student’s request while also maintaining gender equity for
female students. She agonized over what to do for a couple of days.

Discussion Questions

1. What should Amy Liu do?

2. What types of resources could and should be used to help make good decisions in
ambiguous situations like this?

3. What diversity management policies and procedures could help decision makers to
make fair and defensible decisions when rights seem to be in conflict with each other?

MyManagementLab

Study, practise, and explore real management situations with these helpful resources:

* Interactive Lesson Presentations: Work through interactive presentations and assessments to
test your knowledge of management concepts.

* PIA (Personal Inventory Assessments): Enhance your ability to connect with key concepts
through these engaging self-reflection assessments.

* Study Plan: Check your understanding of chapter concepts with self-study quizzes.

» Simulations: Practise decision making in simulated management environments.
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Chapter 3

Attitudes and Job Satisfaction

Of course I
beat you! I am
much better than
you after all.

Hey, congratulations
on getting that promotion.
You beat me fair and square.

LEARNING OBJECTIVES Pearson Education

After studying this chapter, you should be able to: : 4. Define job satisfaction.

1. Describe and contrast the three components of an : 5. Recommend best practices for measuring job
attitude. : satisfaction.

2. Summarize the relationship between attitudes and : 6. Assess potential employee responses to

behaviour. dissatisfaction.

3. Compare and contrast the major job attitudes.

We seem to have attitudes toward everything, whether it’s ~ behaviour, and how employees’ satisfaction or dissatisfac-
about our leaders, our college or university, our families, or ~ tion with their jobs affects the workplace.
ourselves. In this chapter, we look at attitudes, their link to

ATTITUDES

Attitudes are evaluative statements—either favourable or unfavourable—about objects,
people, or events. They reflect how we feel about something. When you say “I like my job,”
you are expressing your attitude about work.

Attitudes are complex. If you ask people about their attitude toward religion, Rona
Ambrose, Prime Minister Justin Trudeau, or the organization they work for, you might get
a simple response, but the underlying reasons are probably complicated. To fully understand
attitudes, we must consider their fundamental properties or components.
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What Are the Main Components of Attitudes?

Typically, researchers have believed that attitudes have three components: cognition, affect,
and behaviour.! Let’s look at each.

The statement “My pay is low” is the cognitive component of an attitude—a descrip-
tion of or belief in the way things are. It sets the stage for the more critical part of an
attitude—its affective component. Affect is the emotional or feeling segment of an attitude
and is reflected in the statement “I am angry over how little I'm paid.” Finally, affect is often
an immediate precursor to behaviour. The behavioural component of an attitude describes
an intention to behave in a certain way toward someone or something—to continue the
example, “I'm going to look for another job that pays better.”

Viewing attitudes as having three components—cognition, affect, and behaviour—is
helpful in understanding the complexity and potential relationship between attitudes and
behaviour. Keep in mind that these components are closely related, and cognition and affect
in particular are inseparable in many ways. For example, imagine you realize that someone
has just treated you unfairly. Aren’t you likely to have feelings about that, occurring virtually
instantaneously with the realization? Thus, cognition and affect are intertwined.

Exhibit 3-1 illustrates how the three components of an attitude are related. In this
example, an employee didn’t get a promotion he thought he deserved; a coworker got it
instead. The employee’s attitude toward his supervisor is illustrated as follows: The
employee thought he deserved the promotion (cognition), he strongly dislikes his supervi-
sor (affect), and he has complained and taken action (behaviour). Although we often think
cognition causes affect, which then causes behaviour, in reality these components are dif-
ficult to separate. In addition, as we saw in Chapter 2 when discussing implicit association
tests, sometimes affect and behaviour can occur as a result of non-conscious forms of cogni-
tion. To put it another way, we don’t always fully understand our own attitudes and actions,
and the explanations we come up with for our own behaviour might sometimes be inac-
curate as a result.

In organizations, attitudes are important for their behavioural component. If workers
believe, for example, that supervisors, auditors, bosses, and time-and-motion engineers are
all in conspiracy to make employees work harder for the same or less money, it makes sense
to try to understand how these attitudes formed, how they relate to actual job behaviour,
and how they might be changed.

Cognitive = evaluation

My supervisor gave a promotion

to a coworker who deserved it

less than | do. My supervisor is unfair.

Negative
Affective = feeling attitude
| dislike my supervisor! B toward
supervisor

Behavioural = action

I'm looking for other work; I've
complained about my supervisor
to anyone who would listen.

Cognition, affect, and behaviour are closely related.
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EXHIBIT 3-1 The
Components of an Attitude
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It is surprisingly common for

people to give advice that they

themselves do not follow.
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Does Behaviour Always Follow from Attitudes?

A week ago Jana had interviewed for her dream job. She wanted to work for a resort chain
as a quality control expert, which would mean travelling to their resorts around the world
and evaluating the facilities and service. Before the interview she had told all her friends
how exciting and exotic the work would be. But two days after the interview, Jana was told
another candidate had been selected. Discussing it with her friends later, she said, “Well, it
would have been a lousy job anyway, because you’d never be home long enough to spend
time with family. Plus all the travel makes it likely that you'll pick up colds and other ill-
nesses all the time. 'm sure it isn’t that great.”

Early research on attitudes assumed they were causally related to behaviour—that is,
the attitudes people hold determine what they do. Common sense, too, suggests a relation-
ship. Isn’t it logical that people watch television programs they like, or that employees try
to avoid assignments they find distasteful?

However, in the late 1960s, a review of the research challenged this assumed effect of
attitudes on behaviour.”? One researcher—Leon Festinger—argued that attitudes follow
behaviour. Subsequent researchers have agreed that attitudes predict future behaviour and
confirmed Festinger’s idea that moderating variables can strengthen the link.?

Did you ever notice how people change what they say so it doesn’t contradict what
they do? Perhaps a friend of yours consistently argued that his apartment complex was bet-
ter than yours until another friend in your complex asked him to move in with him; once
he moved to your complex, you noticed his attitude toward his former apartment became
more critical. Festinger proposed that cases of attitude following behaviour illustrate the

Make sure
to always wear a
hard hat around the
construction site. Don't
want to get hit by
falling debris.

Pearson Education
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effects of cognitive dissonance,* any incompatibility an individual might perceive between
two or more attitudes or between behaviour and attitudes.

Research has generally concluded that people do seek consistency among their atti-
tudes and between their attitudes and their behaviour.” As Festinger argued, any form of
inconsistency is uncomfortable and individuals will therefore attempt to reduce it. People
will seek a stable state, which is a minimum of dissonance. They either alter the attitudes
or the behaviour, or they develop a rationalization for the discrepancy.

No individual, of course, can completely avoid dissonance. You know texting and driv-
ing is unsafe, but you do it anyway and hope nothing bad happens. Or you give someone
advice you have trouble following yourself.

Festinger proposed that the desire to reduce dissonance depends on three factors,
including the importance of the elements creating it and the degree of influence we believe
we have over them. The third factor is the rewards of dissonance; high rewards accompa-
nying high dissonance tend to reduce the tension inherent in the dissonance (the dis-
sonance is less distressing if accompanied by something good, such as a higher pay raise
than expected). Individuals will be more motivated to reduce dissonance when the atti-
tudes are important or when they believe the dissonance is due to something they can
control.

In Jana’s case she experienced cognitive dissonance when she discovered that her best
efforts were not adequate to land her dream job. Since she couldn’t have the job, her atti-
tude toward it changed significantly. She told herself she had never really wanted it anyway
and that it was in fact undesirable.

Moderating Variables

The most powerful moderators of the attitudes relationship are the importance of the atti-
tude, its correspondence to behaviour, its accessibility, the presence of social pressures, and
whether a person has direct experience with the attitude.® Let’s review each of these in turn.

Important attitudes reflect our fundamental values, self-interest, or identification with
individuals or groups we value. These attitudes tend to show a strong relationship to our
behaviour.

Specific attitudes tend to predict specific behaviours, whereas general attitudes
tend to predict general behaviours. For instance, asking someone about her intention
to stay with an organization for the next six months is likely to better predict turnover
for that person than asking her how satisfied she is with her job overall. On the other
hand, overall job satisfaction would better predict a general pattern of behaviour, such
as whether the individual was engaged in her work or motivated to contribute to her
orga\niza\tion.7

You’re more likely to remember attitudes you frequently express, and attitudes that our
memories can easily access are more likely to predict our behaviour. Discrepancies between
attitudes and behaviours tend to occur when social pressures to behave in certain ways hold
exceptional power, as in most organizations. Finally, the attitude—behaviour relationship is
likely to be much stronger if an attitude refers to something with which we have direct
personal experience.

WHAT ARE THE MAJOR JOB ATTITUDES?

We each have thousands of attitudes, but OB focuses on a very limited number of work-
related attitudes that tap positive or negative evaluations employees hold about their work
environments. Much of the research has looked at three attitudes: job satisfaction, job
involvement, and organizational commitment.® Other important attitudes include per-
ceived organizational support and employee engagement.

Chapter 3 Attitudes and Job Satisfaction

Individuals have many kinds of
attitudes about their jobs. Of the
main job attitudes, organizational
commitment and job satisfaction
are the most widely studied.
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Job Satisfaction

When people speak of employee attitudes, they usually mean job satisfaction, which
describes a positive feeling about a job, resulting from an evaluation of its characteristics.
A person with a high level of job satisfaction holds positive feelings about his job, while a
person with a low level holds negative feelings. Because OB researchers give job satisfaction
high importance, we’'ll review this attitude in detail later.

Job Involvement

Related to job satisfaction is job involvement,” which measures the degree to which peo-
ple identify psychologically with their jobs and consider their perceived performance levels
important to self-worth.'® Employees with a high level of job involvement strongly iden-
tify with and really care about the kind of work they do. Another closely related concept
is psychological empowerment, employees’ beliefs in the degree to which they influence
their work environments, their competencies, the meaningfulness of their jobs, and their
perceived autonomy.'! Research suggests that empowerment initiatives need to be tailored to
the culture and desired behavioural outcomes. One study of nursing managers in Singapore
found that good leaders empower their employees by fostering their self-perception of
competence—through involving them in decisions, making them feel their work is important,
and giving them discretion to “do their own thing.”'? Another study found, however, that for
teachers in India, the self-perception of competence does not affect innovative behaviour."

As with job satisfaction, high levels of both job involvement and psychological
empowerment are positively related to citizenship behaviour, discussed later in this chapter,

and job performance.!*

Organizational Commitment

An employee with organizational commitment identifies with a particular organization and
its goals and wishes to remain a member. Most research has focused on emotional attachment
to an organization and belief in its values as the “gold standard” for employee commitment.

A positive relationship appears to exist between organizational commitment and job
productivity, but it is a modest one.!® A review of 27 studies suggested the relationship
between organizational commitment and performance is strongest for new employees and
considerably weaker for more experienced employees.!” Research indicates that employees
who feel their employers fail to keep promises to them feel less committed, and these reduc-
tions in commitment, in turn, lead to lower levels of creative pelrformance.18 And, as with
job involvement, the research evidence demonstrates negative relationships between orga-
nizational commitment and both absenteeism and turnover.'’

Theoretical models propose that employees who are committed will be less likely to
engage in work withdrawal even if they are dissatisfied, because they have a sense of orga-
nizational loyalty or attachment. On the other hand, employees who are not committed,
who feel less loyal to the organization, will tend to show lower levels of attendance at work
across the board. Research confirms this theoretical proposition.?° It does appear that even
if employees are not currently happy with their work, they are willing to make sacrifices for

the organization if they are committed enough.

Perceived Organizational Support
When John Greene was diagnosed with leukemia, CEO Marc Benioff and 350 fellow

Salesforce.com employees covered all out-of-pocket costs for his care, staying in touch with
him throughout his recovery. Stories like this are part of the reason Salesforce.com is on
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Fortune’s 100 Best Companies to Work For list.”! The organization is demonstrating strong
organizational support.

Perceived organizational support (POS) is the degree to which employees believe the
organization values their contributions and cares about their well-being. Research shows
that people perceive their organizations as supportive when rewards are deemed fair, when
employees have a voice in decisions, and when they see their supervisors as supportive.”
Employees with strong POS perceptions have been found more likely to have higher levels
of citizenship behaviours, lower levels of tardiness, and better customer service.?? This seems
to hold true mainly in countries where the power distance, the degree to which people in a
country accept that power in institutions and organizations is distributed unequally, is lower.
In low-power-distance countries like the United States, people are more likely to view work
as an exchange than as a moral obligation, so employees look for reasons to feel supported
by their organizations. In high-power-distance countries like China, employee POS percep-
tions are not so based on demonstrations of fairness, support, and encouragement. POS can
be a predictor anywhere on a situation-specific basis, of course. One study found POS pre-
dicted the job performance and citizenship behaviours of Chinese employees who were
untraditional or low-power-distance in their orientation.”* For Salesforce.com’s John
Greene, living in a low-power-distance culture, the support he received created a sense of
community and a desire to reciprocate by being a stellar employee.

Employee Engagement

John Greene’s motivation to be a good employee and work as hard as possible is an example of
employee engagement. This is a relatively new concept that refers to an individual’s involve-
ment with, satisfaction with, and enthusiasm for, the work she does. To evaluate engagement,
we might ask employees whether they have access to resources and the opportunities to learn
new skills, whether they feel their work is important and meaningful, and whether their
interactions with coworkers and supervisors are rewarding.”’ Highly engaged employees have
a passion for their work and feel a deep connection to their companies; disengaged employ-
ees have essentially checked out—putting time but not energy or attention into their work.
Engagement becomes a real concern for most organizations because surveys indicate that few
employees—between 17 percent and 29 percent—are highly engaged by their work.

Engagement levels determine many measurable outcomes. A study of nearly 8,000
business units in 36 companies found that units whose employees reported high average
levels of engagement achieved higher levels of customer satisfaction, were more productive,
brought in higher profits, and experienced lower levels of turnover and accidents than other
business units.?® Molson Coors, for example, found that engaged employees were five times
less likely to have safety incidents, and when an accident did occur it was much less serious
and less costly for an engaged employee than for a disengaged one ($63 per incident versus
$392). Caterpillar set out to increase employee engagement and recorded a resulting 80
percent drop in grievances and a 34 percent increase in highly satisfied customers.?’

Such promising findings have earned employee engagement a following in business
organizations and management consulting firms. However, the concept is relatively new
and still generates active debate about its usefulness. Part of the reason for this is the dif-
ficulty of identifying what creates job engagement. For instance, two top reasons for job
engagement that participants gave in a recent study were (1) having a good manager they
enjoy working for and (2) feeling appreciated by their supervisor. Because both factors
relate to work relationships, it would be easy to conclude that this proves the case for job
engagement. Yet, in this same study, individuals ranked “liking and respecting my cowork-
ers” lower on the list, below career advancement concerns.?®

One review of the job engagement literature concluded, “The meaning of employee
engagement is ambiguous among both academic researchers and among practitioners who
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use it in conversations with clients.” Another reviewer called engagement “an umbrella
term for whatever one wants it to be.”?’ More recent research has set out to clarify the
dimensions of employee engagement. For instance, a study in Australia found that emo-
tional intelligence is linked to job satisfaction and well-being, and to employee engage-
ment.’® Another recent study suggested that engagement fluctuates partially due to daily
challenge-seeking and demands.’!

[t is clear that the debate about the determinants and dimensions of job engagement is far
from settled, but it is also clear that job engagement yields important organizational outcomes.

Are These Job Attitudes Really All That Distinct? You might wonder whether the
preceding job attitudes are really distinct. If people feel deeply engaged by their job (high
job involvement), isn’t it probable they like it, too (high job satisfaction)? Won’t people
who think their organization is supportive (high perceived organizational support) also feel
committed to it (strong organizational commitment)? Evidence suggests these attitudes are
highly related, perhaps to a troubling degree that makes one wonder whether there are use-
ful distinctions to be made among them.

There is some distinctiveness among attitudes, but they overlap greatly for various rea-
sons, including the employee’s personality. If you as a manager know someone’s level of job
satisfaction, you know most of what you need to know about how that person sees the orga-
nization. Recent research suggests that managers tend to identify their employees as belong-
ing to one of four distinct categories: enthusiastic stayers, reluctant stayers, enthusiastic

leavers (planning to leave), and reluctant leavers (not planning to leave but should leave).*?

JOB SATISFACTION

We have already discussed job satisfaction briefly. Now let’s dissect the concept more care-
fully. How do we measure job satisfaction? What causes an employee to have a high level
of job satisfaction? How do dissatisfied and satisfied employees affect an organization?
Understanding the inputs and outcomes of job satisfaction is an important tool toward
managing your best organizational asset, your employees.

Measuring Job Satisfaction

Our definition of job satisfaction—a positive feeling about a job resulting from an evalu-
ation of its characteristics—is clearly broad. Yet that breadth is appropriate. A job is more
than shuffling papers, writing programming code, waiting on customers, or driving a truck.
Jobs require interacting with coworkers and bosses, following organizational rules and poli-
cies, meeting performance standards, living with less than ideal working conditions, and the
like.?> An employee’s assessment of his satisfaction with the job is thus a complex summa-
tion of many discrete elements. How, then, do we measure it?

Two approaches are popular. The single global rating is a response to one question, such
as “All things considered, how satisfied are you with your job?” Respondents circle a num-
ber between 1 and 5 on a scale from “highly satisfied” to “highly dissatisfied.” The second
method, the summation of job facets, is more sophisticated. It identifies key elements in a job
such as the nature of the work, supervision, present pay, promotion opportunities, and
relationships with coworkers.>* Respondents rate these on a standardized scale, and
researchers add the ratings to create an overall job satisfaction score.

[s one of these approaches superior? Intuitively, summing up responses to a number of
job factors seems likely to achieve a more accurate evaluation of job satisfaction. Research,
however, doesn’t support the intuition.>® This is one of those rare instances in which sim-
plicity seems to work as well as complexity, making one method essentially as valid as the
other. The best explanation is that the concept of job satisfaction is so broad, a single
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question captures its essence. The summation of job facets may also leave out important
facets encompassed in the broader question.

Both methods are helpful, and the choice of which to use should be determined by the
organization’s reason for collecting the data. The single-global-rating method isn’t very
time-consuming, it provides a quick snapshot, freeing time for other tasks. This efficiency
means that the data can be collected multiple times in relatively quick succession, enabling
identification of changes over time. The summation-of-job-facets method helps managers
zero in on specific problems and deal with them faster and more accurately since it identi-
fies the areas that are driving the most dissatisfaction.

How Satisfied Are People in Their Jobs?

Are most people satisfied with their jobs? The answer seems to be a qualified yes in Canada
and most other developed countries. A survey conducted in 2013 with 8,000 workers in
Canada, France, Germany, India, Netherlands, the United Kingdom, and the United States,
indicated that Canadians had the highest job satisfaction rates. Fully 64 percent of Canadians
reported loving or liking their job and only 7 percent reported hating it.*® Among the other
countries studied, Germany had the lowest number reporting loving or liking their jobs (34
percent), while the United States had the highest reporting hating their jobs (15 percent).
Immigrants in Canada, who currently make up one in five of all workers in the country, have
lower job satisfaction rates than domestic-born Canadians. Their job attitudes are associ-
ated with the length of time they have been in Canada. Immigrants who have been here
more than 40 years actually have higher satisfaction rates than domestic-born employees, but
recently arrived immigrants’ satisfaction is substantially lower,”’ perhaps due to widespread
underutilization and underemployment among this population. Young workers in Canada
also report consistently lower satisfaction than mature workers, possibly due to current
economic difficulties that result in similar widespread underutilization.®

Research shows satisfaction levels vary a lot, depending on which facet of job satisfac-
tion you're talking about. As shown in Exhibit 3-2, people have typically been more satisfied
with their jobs overall, with the work itself, and with their supervisors and coworkers than
they have been with their pay and with promotion opportunities. It’s not really clear why
people dislike their pay and promotion possibilities more than other aspects of their jobs.>

As we have already seen, there are observable cultural differences in job satisfaction
levels. Evidence suggests employees in Western cultures have higher levels of job satisfaction
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EXHIBIT 3-3  Average
Levels of Employee Job
Satisfaction by Country

Source: J. H. Westover, “The Impact
of Comparative State-Directed
Development on Working Conditions
and Employee Satisfaction,” Journal
of Management & Organization (July
2012), pp. 537-554.
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than those in Eastern cultures.*? (See Chapter 5 content on Hofstede for more information
about the influence of cultural values on work attitudes.) Exhibit 3-3 provides the results of
a global study of job satisfaction levels of workers in 15 countries. As the exhibit shows, the
highest levels appear in Mexico and Switzerland. Do employees in these cultures have better
jobs? Or are they simply more positive (and less self-critical)? Conversely, the lowest score in
the study was for South Korea. There is a lack of autonomy in the South Korean culture and
their businesses tend to be rigidly hierarchical in structure. Does this in itself make for low
job satisfaction? Other research suggests that cultural compatibility may be a more important
predictor of satisfaction than working conditions per se. For example, a study of 70,000 work-
ers in 48 nations found that people from collectivist cultures tended to focus on harmonious
teamwork as a driver of satisfaction, whereas people from more individualistic cultures
focused on work-life balance. Similarly, workers from cultures that tend to avoid uncertainty
became more satisfied when there was strong communication from managers, whereas work-
ers from countries that tend to be more comfortable with ambiguity were more concerned
with training opportunities.*! This highlights the need to avoid making assumptions when
working with employees from around the world. Asking people about their satisfaction levels
is always important, but especially when working in an unfamiliar cultural context.

What Causes Job Satisfaction?

Think about the best job you've ever had. What made it so? Chances are you liked the
work you did and the people with whom you worked. Interesting jobs that provide training,
variety, independence, and control satisfy most employees.*” There is also a strong corre-
spondence between how well people enjoy the social context of their workplace and how
satisfied they are overall. Interdependence, feedback, social support, and interaction with
coworkers outside the workplace are strongly related to job satisfaction, even after account-
ing for characteristics of the work itself.*?

You've probably noticed that pay comes up often when people discuss job satisfaction.
For people who are poor or who live in poor countries, pay does correlate with job satisfac-
tion and overall happiness. But that changes once an individual reaches a standard level of
comfortable living. A meta-analysis of the research literature found little relationship
between pay levels and satisfaction, and subsequent research generally concurs with this
conclusion. Satisfaction does rise incrementally with pay, but the effect is very small.
People who earn $80,000 are, on average, no happier with their jobs than those who earn
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closer to $40,000.#* The job satisfaction—pay relationship is a complex matter of perspec-
tive. For example, recent research indicates that job satisfaction may be higher for employ-
ees who enter the workforce during lean economic times, even when they earn less pay.
This higher job satisfaction appears to last throughout the individual’s career, no matter
what pay and economic conditions ensue.®’ This suggests that other factors, such as equity
perceptions, interact with pay levels to determine job satisfaction. Equity theory, further
explored in Chapter 7, suggests that job satisfaction is based on comparing out efforts and
rewards with the efforts and rewards of others. If we feel we are being treated fairly in com-
parison to others, we tend to be satisfied regardless of our absolute pay levels.

Money does motivate people, as we will discover in Chapter 6. But what motivates us
is not necessarily what makes us happy. One study found that many factors other than
money led to employee job satisfaction, including the nature of the work (employees whose
jobs involved caregiving, and those who worked in skilled trades, were more satisfied),
structural characteristics of the job (people who worked for companies with fewer than
100 employees, and people whose jobs involved supervising others, were more satisfied),
and even demographics (employees were least job-satisfied when in their 40s).*® Other
studies have found that the working relationship between employees and their immediate
supervisors predicts job satisfaction such that workers with good relationships characterized
by respectful communication are much more satisfied.*’ Even access to training and devel-
opment opportunities can have a positive impact.*® Personality also plays a role. Research
has shown that people who have positive core self-evaluations (CSEs)—who believe in
their inner worth and basic competence—are more satisfied with their jobs than those with
negative core self-evaluations. Finally, expectancy theory, explored in more detail in
Chapter 7, highlights the importance of perceived justice in determining job satisfaction.
People who believe that there is a positive correlation between their effort, their perfor-
mance, and the rewards they earn are generally much more satisfied than workers who
perceive a poor connection between these things.

THE IMPACT OF SATISFIED AND DISSATISFIED
EMPLOYEES ON THE WORKPLACE

What happens when employees like their jobs, and when they dislike their jobs? One theo-
retical model—the exit—voice—loyalty—neglect framework—is helpful in understanding the
consequences of dissatisfaction. Exhibit 3-4 illustrates the framework’s four responses, which

Constructive Destructive
Active VOICE EXIT
Passive LOYALTY NEGLECT
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The degree to which someone
likes their job can influence
not only their workplace experi-
ences but the experiences of
other coworkers too.
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differ along two dimensions: constructive/destructive and active/passive. The responses are

as follows:*

B Exit. The exit response directs behaviour toward leaving the organization, including look-
ing for a new position as well as resigning. To measure the effects of this response to dis-
satisfaction, researchers study individual terminations and collective turnover, the total loss

to the organization of employee knowledge, skills, abilities, and other characteristics.”®

m  Voice. The voice response includes actively and constructively attempting to improve
conditions, including suggesting improvements, discussing problems with superiors,
and undertaking some forms of union activity.

B Loyalty. The loyalty response means passively but optimistically waiting for condi-
tions to improve, including speaking up for the organization in the face of external
criticism and trusting the organization and its management to “do the right thing.”

B Neglect. The neglect response passively allows conditions to worsen and includes
chronic absenteeism or lateness, reduced effort, and increased error rate.

Exit and neglect behaviours encompass our performance variables—productivity, absen-
teeism, and turnover. But this model expands employee response to include voice and loy-
alty—constructive behaviours that allow individuals to tolerate unpleasant situations or
revive satisfactory working conditions. It helps us understand situations, such as we sometimes
find among unionized workers. Union members often express dissatisfaction through the
grievance procedure or formal contract negotiations. These voice mechanisms allow them to
continue in their jobs while convincing themselves they are acting to improve the situation.

As helpful as this framework is, it’s quite general. We now discuss more specific out-
comes of job satisfaction and dissatisfaction in the workplace.

Job Satisfaction and Job Performance

As several studies have concluded, happy workers are more likely to be productive workers.
Some researchers used to believe the relationship between job satisfaction and job perfor-
mance was a myth. But a review of 300 studies suggested the correlation is quite strong.”!
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As we move from the individual to the organizational level, we also find support for the
satisfaction—performance relationship.’> When we gather satisfaction and productivity data
for the organization as a whole, we find, organizations with more satisfied employees tend to
be more effective than organizations with fewer satisfied employees.

Job Satisfaction and OCB

It seems logical to assume job satisfaction should be a major determinant of an employee’s
organizational citizenship behaviour (OCB; also discussed as simply citizenship behaviour).”?
Satisfied employees would seem more likely to talk positively about their organizations,
help others, and go beyond the normal expectations, perhaps because they want to recip-
rocate their positive experiences. Consistent with this thinking, evidence suggests job
satisfaction is moderately correlated with OCB; people who are more satisfied with their
jobs are more likely to engage in OCB.’* Why? Fairness perceptions help explain the rela-
tionship.”® Individuals who feel their coworkers support them are more likely to engage in
helpful behaviours, whereas those who have antagonistic relationships with coworkers are
less likely to do s0.%¢ Individuals with certain personality traits are also more satisfied with
their work, which in turn leads them to engage in more OCB.” Finally, research shows that
when people are in a good mood, they are more likely to engage in OCB.”®

Job Satisfaction and Customer Satisfaction

As we noted in Chapter 1, employees in service jobs often interact with customers. Because
service organization managers should be concerned with pleasing customers, it is reasonable
to ask: Is employee satisfaction related to positive customer outcomes? For frontline employ-
ees who have regular customer contact, the answer seems to be yes; satisfied employees do
appear to increase customer satisfaction and loyalty.””

A number of companies are acting on this evidence. WestJet, for instance, is well
known for allowing their employees to have a little fun on the job and empowering them
to make their own decisions. The satisfaction the employees derive from this organizational
culture translates into better customer care. In fact the airline is famous for their light-
hearted and humorous flight attendants, who are known for enhancing the customer expe-
rience with their warmly positive attitude, jokes, and silly mid-flight games.®°

Job Satisfaction and Absenteeism

We find a consistent negative relationship between satisfaction and absenteeism, but the
relationship is moderate to weak.®! While it certainly makes sense that dissatisfied employees
are more likely to miss work, other factors affect the relationship. Organizations that pro-
vide liberal sick leave benefits are encouraging all their employees—including those who are
highly satisfied—to take days off. You can find work satisfying yet still want to enjoy a three-
day weekend if the extra break comes free with no penalties. When numerous alternative jobs
are available, dissatisfied employees have high absence rates, but when there are few alterna-

tives, dissatisfied employees have the same (low) rate of absence as satisfied employees.62

Job Satisfaction and Turnover

The relationship between job satisfaction and turnover is stronger than between satisfaction
and absenteeism.®® Recent research suggests that managers looking to determine who might
be likely to leave should focus on employees’ job satisfaction levels over time, because levels
do change. A pattern of lowered job satisfaction is a predictor of possible intent to leave.
Job satisfaction has an environmental connection too. If the climate within an employee’s
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immediate workplace is one of low job satisfaction, there will be a “contagion effect.” This
research suggests managers should consider the job satisfaction patterns of coworkers when
assigning new workers to a new area.®

The satisfaction—turnover relationship also is affected by alternative job prospects. If
an employee is presented with an unsolicited job offer, job dissatisfaction is less predictive
of turnover because the employee is more likely leaving in response to “pull” (the lure of
the other job) than “push” (the unattractiveness of the current job). Similarly, job dissatis-
faction is more likely to translate into turnover when employment opportunities are plenti-
ful because employees perceive that it is easy to move. Also, when employees have high
“human capital” (high education, high ability), job dissatisfaction is more likely to translate
into turnover because they have, or perceive, many available alternatives.®” Finally,
employees’ embeddedness in their jobs and communities can help lower the probability of
turnover, particularly in collectivist cultures.®® Embedded employees seem less likely to
want to consider alternative job prospects.

Job Satisfaction and Workplace Deviance

Job dissatisfaction and antagonistic relationships with coworkers predict a variety of behav-
iours organizations find undesirable, including incivility and bullying, substance abuse, steal-
ing at work, excessive socializing, passive resistance to new initiatives, and tardiness. Sandra
Robinson and Rebecca Bennett pioneered the initial work in this area, defining these behav-
iours collectively as “workplace deviance.”®? Researchers argue these behaviours are indica-
tors of a syndrome called counterproductive behaviour or employee withdrawal.?® If employees
don’t like their work environment, they’ll respond somehow, though it is not always easy
to forecast exactly how. One worker might quit. Another might use work time to surf the
Internet or take work supplies home for personal use. In short, workers who don’t like their
jobs “get even” in various ways. Because those ways can be quite creative, controlling only
one behaviour such as with an absence policy leaves the root cause untouched. To effectively
control the undesirable consequences of job dissatisfaction, employers should attack the
source of the problem—the dissatisfaction—rather than try to control the different responses.

Managers Often “Don’t Get It”

Given the evidence we've just reviewed, it should come as no surprise that job satisfac-
tion can affect the bottom line. One study by a management consulting firm separated
large organizations into high morale (more than 70 percent of employees expressed overall
job satisfaction) and medium or low morale (fewer than 70 percent). The stock prices of
companies in the high-morale group grew 19.4 percent, compared with 10 percent for the
medium- or low-morale group. Despite these results, many managers are unconcerned about
employee job satisfaction. Still others overestimate how satisfied employees are with their
jobs, so they don’t think there’s a problem when there is. In one study of 262 large employ-
ers, 86 percent of senior managers believed their organization treated its employees well, but
only 55 percent of employees agreed. Another study found 55 percent of managers thought
morale was good in their organization, compared to only 38 percent of employees.®’
Regular surveys can reduce gaps between what managers think employees feel and what
they really feel. This can impact the bottom line in small franchise sites as well as large compa-
nies. For instance, Jonathan McDaniel, manager of a KFC restaurant, surveyed his employees
every three months. Some results led him to make changes, such as giving employees greater say
about which workdays they have off. However, McDaniel believed the process itself was valu-
able. “They really love giving their opinions,” he said. “That’s the most important part of it—
that they have a voice and that they’re heard.” Surveys are no panacea, but if job attitudes are
as important as we believe, organizations need to find out how job attitudes can be improved.’™
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SUMMARY

e Attitudes consist of three components: cognitive, affective, and behavioural.

®  Managers should be interested in their employees’ attitudes, especially their job satis-
faction, because attitudes give warnings of potential problems and influence behaviour.

e It is important to measure job satisfaction accurately. The measurement tool used will
depend on the reason for collecting the data.

e Creating a satisfied workforce is not a guarantee of successful organizational perfor-
mance, but evidence strongly suggests that whatever managers can do to improve
employee attitudes will likely result in positive outcomes including greater organiza-
tional effectiveness, higher customer satisfaction, and increased profits.

e Job satisfaction is related to organizational effectiveness—a large study found that busi-
ness units whose employees had high-average levels of engagement had higher levels
of customer satisfaction and lower levels of turnover and accidents. All else equal, it
clearly behooves organizations to have a satisfied workforce.

IMPLICATIONS FOR MANAGERS

e Recognize that attitudes have cognitive, affective, and behavioural components.

Managers looking to foster attitudinal change should focus on behaviours but also
address cognition and affect.

e Pay attention to your employees’ job satisfaction levels as determinants of their perfor-
mance, organizational citizenship, turnover, absenteeism, and withdrawal behaviours.

®  Measure employee job attitudes objectively and at regular intervals in order to deter-
mine how employees are reacting to their work.

e  Consider the fact that high pay alone is unlikely to create a satisfying work environment.
Pay attention to social, justice, and equity concerns to maximize workers’ satisfaction.

BREAKOUT QUESTION FOR GROUP DISCUSSION

Based on what you’ve learned in this chapter, explain how coworkers (peers, not supervi-

sors) influence job satisfaction. What can the average employee do on his or her own to
make the workplace a more satisfying and engaging place?

PERSONAL INVENTORY ASSESSMENT

000
AN/ ASSESSMENT

In the Personal Inventory Assessment found in MyManagementLab, take the assessment:
Core Self Evaluation Scale.

SELF-REFLECTION ACTIVITY

Your core self-evaluation provides a snapshot in time of your levels of self-esteem, self-
confidence, perceived life control, and emotional state. It is important to recognize that
levels of each of these variables change over time and change according to context. When
completing the assessment think about your work life right now.
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Once you have your score, reflect carefully about what it means. Are there problems
associated with high core self-evaluations? How might that high self-esteem and confi-
dence be perceived by others? Is a low core self-evaluation always a bad thing? When, if
ever, might a lower core self-evaluation prove functional?

In addition, think about how to improve your core self-evaluation. That process is very
personal, but some concrete suggestions are offered online by taking the Personal Inventory
Assessment found in MyManagementLab.

VININw:.%158 THE PROMOTION
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Fred Blogs stared at the phone receiver in disbelief. He was too stunned to be disappointed.
The disappointment would come later, once he had fully processed what had just happened.

The light for line 2, the customer line, blinked as his phone began to ring. Fred knew
he should really answer; it was probably a customer needing help with his or her new pho-
tocopier equipment. Normally Fred did everything he could to help customers, including
staying late, going in person to their office when phone support wouldn’t suffice, and even
letting them call him on his cellphone on evenings and weekends. But now, after what had
just happened—well, let’s just say it was time to take an hour or two off and go for a walk.
The customer calling would just have to solve his own problem this time.

Fred had begun working for Encre Office Machines in Toronto 14 months ago, imme-
diately after completing his MBA at the age of 36. Prior to his return to school, he had
worked 14 years in field sales in the software sector. Fred had sold large, complex database
and enterprise resource planning solutions to corporate clients. The products allowed cli-
ents to automate business processes from inventory control and accounting to human
resources management. Selling these tools meant spending a great deal of time with C-level
executives analyzing business processes and communication flow. Fred had been very suc-
cessful in that role, but after 14 years he grew tired of having a sales quota hanging over his
head every month. He saw the MBA as a way to transition to a new, less stressful career.

Unfortunately, Fred’s master plan had not included a recession. After taking two years
off for his MBA, he found himself newly graduated, in debt, and unemployed with few
immediate job prospects. Unwilling to go back into direct sales field, Fred started applying
for jobs in other functional areas. His undergraduate degree had been in education.
Although he’d long ago decided that looking after a classroom full of kids all day wasn’t for
him now, he thought he might leverage his combined education degree and MBA to get a
corporate trainer role. He thought he could do a great job of staff training and education,
especially for sales, presentation, and customer service skills.

After almost six weeks of sending out résumés, Fred finally landed an interview with
Encre Office Machines. The interview went well but both he and the human resources
person interviewing him admitted that he was overqualified for the entry-level training role
they had available. It wasn’t what he had hoped for—instead of training managers and new
hires he would be training customers who had just bought new photocopiers. Customers
needed lessons on how to maintain the machine and use advanced copy features. It seemed
like a comedown. But one thing encouraged Fred. The human resources manager had said,
“We understand that this job is a little simple for someone with your experience and back-
ground but we are really interested in getting you on our team and this is the only job
available right now. Within a year to 18 months something more suitable should open up
and we can promote you, but for now we just want you on board.” Under the circumstances,
with his bank account dwindling, Fred accepted the job.

Fred proceeded to do truly excellent work for the next 14 months, which he considered
a trial period during which he would prove he was promotion material. He enjoyed the
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challenge. He went above and beyond for his customers. He also examined the processes
Encre used to manage and monitor customer inquiries, and made some process-related sug-
gestions that improved communication between the training team and technical support.
The accolades he got for that felt great! He took on tasks other trainers balked at due to
their difficulty, most notably helping high-maintenance clients known to be bad-tempered
and difficult. He smiled inside every time he helped out, sure his actions were being
noticed. Fred did all this and bided his time, waiting for his opportunity.

After 14 months it happened. A new job was created at Encre in response to excessive
turnover among sales personnel. A Director of Training role was created to oversee, manage,
and improve the new-hire orientation and sales training process. The internal job ad that
went around the company stated that key qualifications included a business degree, demon-
strated knowledge of the training function, a minimum of five years’ success in field sales,
and a proven record of innovation. Fred felt very confident when he sent in his application.
His confidence was further bolstered when he got a call the next day setting up an interview.

On the day of the interview Fred prepared carefully, picking out his best tie and adding
extra shine to his shoes. He had reviewed the corporate strategic objectives and even talked
to several sales reps to get their perspective on training needs. He was ready to blow the
interview out of the water! That’s when he got the call he couldn’t believe, the call cancelling
his interview. “I am sorry,” the assistant said, “but the VP has decided that only someone with
sales experience at Encre should be considered for the job.” “That is ludicrous,” thundered
Fred, “I have 14 years of experience selling technology, doesn’t that count for anything?”

Fred went home early that day, deflated and angry at the same time. That weekend
he turned his cell phone off. Let the customer wait until Monday, he thought to himself
bitterly. He continued like this for a week, heading out the door. He probably would have
continued like that for some time but then he heard the news.

The promotion to Director of Training had been working 9 to 5 and then given to someone
currently in sales at Encre, Tom Fields. Tom had no formal education credentials, had a BBA
rather than an MBA, and only 8 years’ experience in sales. What truly infuriated Fred, however,
was that Tom was the life partner of Jim Guenther, Encre’s VP of Operations. It had actually
been the VP of Sales who had made the decision, but she was known to be friends with Jim.

The whole thing seemed very suspicious, and even in this bad economy Fred had no
patience for unfairness. He considered his options: stay and work hard for another promo-
tion, stay and do the bare minimum, or move on. He decided to ...

Discussion Questions
1. Despite the fact that he was underemployed, Fred seemed to enjoy his job at first. What
conditions contributed to Fred’s job satisfaction when he was first hired?

2. Explain why Fred’s workplace behaviour changed so dramatically. What could have
prevented the behavioural change?

3. s this a process or an outcome related issue? Explain your answer.

What could a manager do now, after these events occurred, to improve Fred’s job satisfaction?

VAL N8 WORK ATTITUDES, RECOGNITION,
FEEDBACK, AND FAIRNESS

Elisa looked around her new office in mid-August and felt excited. She had recently gradu-
ated with her PhD in business and was eager to begin her first full-time academic role. She
was determined to be the best professor she could possibly be.
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Elisa was particularly enthusiastic about her new teaching responsibilities. She had
taught as a sessional instructor at other institutions while completing her studies but had
been fulfilling short-term contracts where she had had little control over the course con-
tent and teaching approach. Now, as an assistant professor, Elisa could be more creative
when deciding how to approach her classes.

She worked very hard in her first term to create the best educational experience pos-
sible for her students. She recorded each of her lectures and watched them again later to
see where she could improve. She held extra office hours to be more available to her stu-
dents. Experiential learning techniques and hands-on activities were introduced and
seemed to help her students to better understand course content.

All in all, Elisa felt that she had really excelled and she looked forward to seeing her
efforts reflected in her course evaluations. Her evaluations when she was a sessional instruc-
tor had always been excellent, and she felt that with her new academic freedom there was
no place to go but up. Elisa secretly coveted the recognition of a teaching award and won-
dered if the evaluations might be her first steps in that direction. Other than test results,
the evaluations were her sole means of getting feedback on her effectiveness.

But Elisa had never seen the forms before, and when she did see them for the first time
she was dismayed to say the least.

She had been accustomed to getting detailed student feedback at her previous institu-
tion, when working as a sessional. Those forms had asked a series of 12 questions about the
instructor’s knowledge, teaching style, approachability, and fairness of evaluations. This
being so, it was easy to determine where one was lacking and how to improve. But these
forms were nothing like that. There was an open area to write in feedback, but that section
was optional and she feared that many students would not bother filling it in. Only two
formal questions were asked: (1) Is this course an elective or required? and (2) Select from
the following two choices: Was the instructor satisfactory or unsatisfactory?

The second question distressed her most ... satisfactory or unsatisfactory? What about
excellence? Was it actually impossible to earn “excellent?” She had strived for excellence her
entire life. Now that formally achieving it wasn’t even an option, she began looking back on
all those hours spent perfecting her lectures and providing one-on-one help to students. She
was still glad the students were supported, but suddenly she didn’t feel the same way about
all that extra work. She looked over her newly purchased book of experiential learning exer-
cises. A part of her couldn’t help asking: Is the extra effort I'm putting in really worth it?

Discussion Questions

1. What seems to be important to Elisa? Put another way, what seems to drive job satisfac-
tion for her?

2. Use expectancy and equity perspectives to explain why Elisa’s job attitudes changed so
dramatically after she saw the student evaluations.

3. If you were Elisa’s manager (department chair) how would you address this issue? What
might help improve Elisa’s job satisfaction?

MyManagementlLab

Study, practise, and explore real management situations with these helpful resources:

* Interactive Lesson Presentations: WWork through interactive presentations and assessments to
test your knowledge of management concepts.

* PIA (Personal Inventory Assessments): Enhance your ability to connect with key concepts
through these engaging self-reflection assessments.

* Study Plan: Check your understanding of chapter concepts with self-study quizzes.

* Simulations: Practise decision making in simulated management environments.
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Chapter 4

Emotions and Moods
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LEARNING OBJECTIVES

After studying this chapter, you should be able to:
1. Differentiate between emotions and moods.

2. Discuss whether emotions are rational and what func-
tions they serve.

3. Assess the validity of potential sources of emotions
and moods.

4.  Describe the impact emotional labour has on employees.

Given the obvious role emotions play in our lives, it
might surprise you that the field of OB has not given the
topic of emotions much attention.! Why? Generally,
because emotions in the workplace were histor