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86 The disciplines of organizational behaviour

Box 52: Capability and willingness
“Tha nsed t hava staf who show commitmant and who wan to work for the partcular
organization has caused many managers to concantrate on afttudes rather than
‘xpartisa when making staffselsctons. The standpoint s that, a5 ong as peopls are
‘@ood at but not necassariy exper) at thei ob, high lvel of commitmant will elver
‘2 much batterong-term output than thosa who are axpart but uncommited, as folows:

Notes.

« Lavels of igh capabilty but low willngness can bs observed at th top snd of
the footbal incustry (among ofhers), where high-raputation payers are engaged
on sxcallont wages —and they then fai fo dliver. Thay have oined the parcular
club for money only; othenwiss, they o not want o bo there.

= Ontho thr hand, a fuly commited attud will ot cary peopl through i they
o not have at eest a fundamental capabilty for thejob. At least one CEO of
ons of the UK retall banks that failed was fully committad 10 the job and the.
organization, working long hours and baing actvely involved in everything.
Howaver, he smply did not have the capabity or understanding to do the jcb.
affecival.

S0, an actve dacision is requied i al Gasss;t i not possie 1o make any form
of e that ‘a positie atttuds wil compensate for ack n expertise at al tmes'
Howevar, td0as remainrus that for a reat many tasks and occupations a willngnsss
10 learn s the product of a posiive and commited attude.
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Box 5.3: Negative attitudes

“You don't ave 1o ba mad fo work hers, bu i halps s an urban myth posted on
many an offica and factory wal

s long as that s whers i stays, s i ine. However, thero ars various attudes
‘which, as stated above, can, and do, bacoms infectious as follows:

offics. Recogrizing that he had been at fauf in this matter, ho took stps o ensure.
that they received axactly the samo amount of attenton as sas, tochnical and
‘nginearing saff, and so was able to both restructur the atituds of this particuiar
Qroup, and aiso enhancs collective organzation spirt and commitmant.

Clearly, the ideal is to have:

+ positive attifudes on the part of all staff reulfng in collective commitment to the
work, the customers, the other stakeholders and the

+ collective imvolvement so that,as well as generating high levels o team, group and.
organization spir, there is an overall and understood body of commitment that can
be called on at any fime when necessary.

Additonally, where atttudes are posiiv, th word quickly ges around that ths is
2 good organiztion o work for.and that the stafF are fnendly, kind and decent as well
25 expert and commited (s Bex 5.3
Values
‘Values ae the bsolute standards by which people order thlrlves. Everyone needs to
be anvare of their own personal values so that they may deal pragmatically with any
sitation. This may exiend to marked diffrences befween individuals of between an
individual and the demands of the organization.

‘Value conficts often arise t places of work: anything to which people are required
o ascribe must recogize this and, it to be efective,must be capable of armoniza-
ion wit the values of the individual. These values may be summarized as follows:

* Theoretical: where everything is ordered. factual and in place.
+ Economic: making the best practical use of resources; results orientated, the
‘comerstone of people’s standards and costs of iving.
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* Aesthetic: the process of seeing and perceiving beauty; relating that which s
posifve and desirable or negative and undesirable.

+ Socia: the sharng of emotions with oher people.

+ Tntegrity: maters of loyalty, bonesty, openness, st honour, decency: concern
forthe .

+ Polfical:the ways and choices concerning thecrdering ofsocity and s sbsections
and srata

+ Religious and ethical: the dignity of mankind: he inherent worth of pecple: the
‘moralty ~ he sbsolute sandards ~of uuman conduct; s includes speciic belies
and reqirements of paricular religions.

+ Organizational:the values espoused by the organization, and the ways in which
it delivers these and reinforces them.

+ Occupational and professional: the value placed on the occupationprofession
by individuals: and the value placed on the occupation/profession b organizations.

Values have to be capable of acceptance by everyone involved. Values have
therefore to be supported by a combination of known and understood organization
. the managerial and supervisory style present, and the procedures and
institutions of the organizafion. 1t is no use overtly espousing a positive set of values
ifevery managerial procedure and activityis negatie. It i 1o use espousing a colletive
set of organizational values and work ethics if the organizafion in practice rewards
‘individual performance in isolaton from the tofa effectiveness of overall perfommance
(see Box 54).

Box 5.4: The Financial Services Authority.
“Ths banking crisi of 2007 and bayond in the UK was brought about by the actons.
of indiviuals working within thosa organization. Howsver, the Fnancil Senices
Authrty was supposac 0 oversse thess actions, and provent barking and financial
insttutions from taking unnecsssary risks, of becoming involved in markets and
‘actvites of which they had no expert knowiedga.

Part o the il inguiry conducted into the falure o the UK banking and financial
Sanvices system lai ths blams firiy atthe door of the Financial Senvicas Authorty,
‘which had demonsirably faled to ischarga ts duties, leaving banking and financial
Servioes' compariss 1o go about their business as they saw fi. A dissas of
complacency, sioppiness and indiference was identiied, and ths pravaled among
il the reguiaory staff a the Financial Services Authorty.

“This did not pravent staff from picking up bonusss to the collctve value of
£20 millon in 2009. Dafending the decision to award thesa bonuses, a spokas-
man for the Financial Senices Authory stated: ‘For many years, thay have trisd
10 o ther best.In particuiar over the past twelve months, they have worked very.
=

Both the acton in awarding ths bonusss and also the statement abova raflect the
Iack of value placed on sither the work o the organizaton. On the bass o the sory
‘25 told above, staf are simply recsiving these bonusss for uring up to work.
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Shared values are a clear set of values or direction offered by an organizafion fo fs
‘people, ifs customers and environment that give a clear sense of identiy. The adoption
‘ofshared valesis central o the generation of high levels of commitment and motivation
‘among those who work in organizations. Recognizing that people bring a diverse range
of qualifies to an organization i essential. Giving a clear corporafe purpose that is both
above individual aspirations, and also accommodates them, is 2 major fimction of the
articulation of shared values. This s also istrumental in stichuring partcular ethical
‘and moral stances that are taken.

‘Shared values are affected by:

past experiences snd nteracions with the given person. people o sitstion:
Contining experiences sod mterscions:

peeptons e o ofsmers anersanding

presence of, nd wnderstanding of. the paracula rles, regulstions and ther

limitations with which these are bounded;

paricular menal nd phyicl apect:

{evels of dentty withthe ohes nvolved and with the siustion:

the extent to whic the people iation sr known o uaknon:

sspects of ks nd wncertty:

levels ofscive or pasive involvement:

positve spects - th extent to whichsomething good and roductive iscetain o

Eipected 15 come ot

- negative aspects - the extent to which someting negtive and wnproductive is
Cefin o expectd focome out.

-y smomg o prevaling morl tical o socisl presues:

+ genenl degrees of comfort - agan wually based o levels of nowiede and
“ndertinding.

Each of the above elements has an effect, and 50 has to be taken info account when
creating a work efhic to which everyone can subscribe, as well a patterns of behaviour,
attendance and performance (see Bos: 5.9)

Formation of atiudes and values

‘The elements indicated are adopted by individuals in their own uique ways to form
their own distinetive atifudes. The main processes that are involved are:

+ Theirpropensity to accept rathe tha rejct those attitudes and values of the group.
(nchuing the organizaton)to which ey sek fo belong: they have  high degree
of potentl compliance.

+ Their perception of the e elaionsip a being productiv, effective,profiable
and hamonious — people do not willngly enter a sitation i they have mo
xpectationa perception of s people aze more willing and Lkely o enter sitations
the grester the likelood of tis beng achieved: and peopl wil void stations
where these elments are nethe present nor apparent.
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Box 5.5: Creating a positive work ethic
“Teams thatplay togsther, work togsther is  strap-line or mantra used by outward-
bound and physica raining and actiy cantres 1 ty to gain corporate clients. The
fine ofreasoring s: by Geting Stafto engage in such things as paint-baling actites,
long distanca walks, Orentasring and simiar actitis, a tsam spit can ba buit.

In solation, actvities ks tis aa naver enough to buld a genine and lsting sam
spit asprit g corps and collactve, positve and harmorious work s This has to
bo formad in the organizaton.

“The foundations of this are that everyone involved respects and values the
contibuton of the others, 5o that they can deiier thai part of the actvites required
in the suro and certain knowledga that averyone oss is doing the sama.

Forming thesa collecive atftudas and shared values depends cnucially on how
peopie are integrated ino the organizaton, and the extant to whic this nfegration
is acceptable to:

« the prosent staff,
« newcomars and incomers.

In many cases, thero are ntroductory rituals and performances tht partiular work
Qroups do demand of newcomars and incomars. Howaver, they have to be carafuly
Sinotured 0 3s 1o provide 3 basis on which tha professional and occupational
‘actvits can ba developed, and not o tha the relationsip i desiroyed.

Many outwarc-bound actitos also ten to ranforce diferancas rather than croate
harmony. For axample, when tha business studies dapartment of a urther education
college went for a tras-day residential outwarc-bound braak at a centra in Davon,
he twotop managers present were abl to Sxcuss themsaivs from th orfsnteering
‘and rock-cimbing actits on the grounds that they wer ‘out of conditon’. This
‘simply meant tha, whis the fostof the staf had a ica tma in genaral, they would
ratherhave bean at home, and not partcpating in an exerciss which thosa i charge
hact destroyed through thir own lack of paricipation.

+ Relating past experience to current and fuuze situatons, reltionships and environ-
‘ment; positive experiencestend towards the formaton of positive atfudes; negatve.
experiences tend towards the formation of negative aftudes.

* Relating present experience to preconceptions and prejudgements about new
sitations,relationshups and organizations.

+ Availabiity and completeness of information; availability includes access and
clanity; completeness includes reference fo key and criical gaps; and also o the
value 2nd wsefulness of fhat which is available

* The general sate of organizational well-beng. the general state of the indvidual
and the relationship and ineraction between the fwo,

* Other pressues,including the views of pees, co-workers, superiors, subardinates,
family, fiends; and economic, social. legal, moral and ethical pressures. These are
kely fo include sweeping generalizations, prevailng received wisdom, opinions.
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and prejudice (opinionsformed witbout fll efrencefo vailabe facts); and agan,
from the varity of soures indicated.

+ Any myths and legends present in the particular group or sifuation. For example.
he statement that “The person who holds job X or sifs in offce ¥ always gefs

Eachpart ofthe proces i present inthe promotion and development of sl stiades,
hough fhe i viries between paricula sstions and individual. The mix also
changes a5 peope come nf, an g0 out o, organizations an thei groups. Also, by
secking to move, individuals may requie or pereive themselves fo requc) fochange
‘it i oder o st ay chaoce of bemg aucesehl. Thei e ury change
Sgain. depending on whether o ot they weresbl o make the move,and i they did
‘whether or not this was successful (see Box 5.6).

Adjustment of atitudes and values

Adjustment isthe development of atifudes and values (positive and negative) ina given
Situation. The processes by which adjustment i achieved are similar to those above.

Box 5.6: We always did this at my last place’

Whn managersespecialy new managers)sa totheir siaff We did tis at my last lace,
they ought tobbe given a hearing, ani s than cught o form the bass for  ussful and
produciivadiscussion about what he matta in hand happans {0 be.

In practica, hower,  can b (and often is)  maddening phrase bacause, sad in
the wrong way, i give the improssion o tha presant group o saf that ther stuation
‘and circumstances do not count. This i very dangarous towards colctive and shared
Values, and can be vry desinctive, For axampie, asaes eam at cne of he UK's sading
‘oubls-gazing companiss was usad to working on s own and informing head offics
of their movements and wharaabouts on an informal basi. Whan 2 naw manager was.
‘appointed, he wantad 1o gat everybody 0 uso the oracke dary managament system.
‘i wouid enabl everyons fncluding Fim) o know whera everyone ws at any given
tima. Proposingtis, the manager statec: This i not 1o check up on you It s 50 that
Know whera you are at al fmes. It also makes the scheduing of staf maetings very.
much casie Ha then went on o say: We did ths at my last placs, and it was very.
effective”

‘Over the next two months, nobody usad the system. The manager sent round a
reminder, and requested that evarybody bacoma familiar with it and nstal their
‘movaments on t within the next six morths.

In practcs, of Courss, nothing happened. The system was easy anough o uss;
owater, nobody saw the alusof ,ather o themsahves or o thel workThe managar's
‘verall approach had simply snsured that the systemwoud naver be mplemen i
als0 entray possibl that by giving tha staffsix months 10 gstthemsalves famiar and
gt their movements on o the system, hi was bowing 0 1o inavtae — that it woud
ndead never be usad).
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However,they tend o reinforce whati already present —for example, the perception if
e future iswell mnderstood: e avalabliyof mformation i egarded s saisiacory

Problems occur when a radical adjustment i ithr reqired. o ele i t be imposed.
The first response to such an adjustment o shit i ofin simply to shut it out - those
affcted do not beleve the evidence before them.

“Adjustment therefore works best where the prevalling afifudes are being developed
rater than radicaly transformed (see Figure 5.2). Where a radical change of atitude
5 required. it much bt fom e pont of iew of generaing efective arganizational
bebaviour and interpersonal and infer-group relations 1t s tackled s a major change.

Adjustment in practice
‘Adjustmentin atitudes and values takes placeinall working sfuatons. Once people know
‘and understand what adjustments they need to make, the reasons and how quickly, they
‘il normally do so. However,they will anly do so ifitis demonsizably n thelr infrests.
Requiring people to change ther atifudes and values therefore requires full and active
‘nvolvement on the par of managers and supervisors,reinforced by extensive consultation
‘and communicaton, nstitutions and procedures that are in regular ad effective use

TFall of his i present,staff nomally have 2 good and clear understanding of specifc,
key and criical developments in their organization. and the implications for their own
Jobs and work practices and methods. Within the best.nun organizafions, in many cases,
Staff will approach their managers and supervisors conceming mafters that need
adjustment before they are ever raised by the organization.
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Box 5.7: Ryanair

When Michas! O'Leary became chief axacutve of Ryanai, he Iish afine he deciared
that the company was now 1o bacoms a low-cost, mass-passenger carar. When
Ryanair opened up s il route networ, paople wore plaesantly astonished fo fnd
that the fares were as low as £1 per singe joumey, and anyone who was gaing to
the ight placo at the right ime could,from time to e, gt foe fckat.

“The establshed affine industry confidantly waited for Ryanair o go bankupt. Top
‘and senior managers at Biish Aiways and offes remained completaly confidant
that theirs was the only ‘business modef that worked.

Howevar, Ryanai i not go bankrupt. The axtram lvel of faes caused people
‘Who woud ot othanwisa nomally travel by ai {0 taks an intorast, and to begin to
take themsaives on tps.

‘Catches were found of course. Inmany casss, whis the outward joumay was indesd
Vety cheap, the retum fare was muchhighar. Hidden chargss bagan to amarga. Ryanair
chargad people extra whether booking ol or over e phone; and when they.
removed the talephons and check.in desk facilty aogather, it stil st €5 1o chack-
in onine. The routs network graw; and whil th fares foss, hey did not riss o the.
levls charged hiharto by British Arways, A¥ Franca, KLM and othar national fiag
aying afines on short-haul routs.

And, of courss, the ationa iag canying aifins hia 0 mak ther own adustmens.
I particutar, they had to bing down thei fares on short-haulroutss o lovals which
were at loast comparatie wih hoss o Ryanai and otherlow-cost operators (sspeciall
sy

“This example shows adjustment n practics at sach point. When t started out in
this form, Ryanair balieved it could agjust the whoa basis of passenger ar trave.
It baliaved f coukd do this or its own chosan level of fares and nt thosa chargad
by the rst of the industy. It causad the res o tha industry to adust s expaciations.
‘and ways of working. It Gaused passangers to adjust their expectations of how to
0ok and what thay would have o pay for.

Each of thes adjustments contrbuted (and continues to contibute) o the
Gevelopment of the aifin ndustr, and especially o this form of ai trave.

However, if organizational practiceis no supported by this level of commumication and
involvement, adjustmenti maich harder to achieve. When organizations and heir managers
&y totell staff that radical changes must take place, and the reasons fo these, staff tend to
resist (see also Chapters 3 and 17). The result i that adjustments ake place more slowy,
‘more grudgingly and with less active involvement. Peaple see theats to their positions
ratber than the opportunites created by the need for advancement (see Bos: 5.).

Beliefs
‘Beliefs are the certaintes of the world. They may be:

+ Absolute:based on such tings as mathematical fact;nightfollowing day, mortalty
‘nd taxation.
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+ Nearabsolue: based on sessol changes: the conimons development of knowiedze
‘o swarenes: contionous technologcaland socil developmen.

+ Acts and arcicls of faih: based on the certany of God: and ofen wdepinned
by reliious allegance ad the following and adoption of the tescings of those
who prononnce i the name of God: i sy als exten to the adoption o socal
o polteal creeds.

+ Poltical belif: based on the dogma and eschings ofspcific plitcl lenders snd
inkers

+ Otherstrong ethical and moralstandpoints: elsting to honesty, muswortines,
sight and wrong

+ Strong ilusions and perceptions of order, permanence and stabliy: ofen
Sounded o long teady. st factors

+ Righ and wrong: persoal judgements of what i right and whit i wrong. nd
e ways in which right and wrone actons sould be ndertaken (or ).

+ Moral spects: relsted o right and wrong, but lso with wider connotions (e
it wron for 8 ma o Bt 8 womsan i lso wiong fr 8 man o be 5 abuve
55 he ks towards  woman, though stopping shrt of itin her?).

Beliefs are the psychological comerstone of the lives of people. They provide the.
Soundations and framework upon which people order and sructure the rest of theirlves.
‘They are intemalized to the heart and soul of the individual, providing the basis for
ofher atttudes, values and chosen behaviour.

‘Everyone needs and wanis to believe in something — and this ‘something includes:

+ fith and religion, a5 above:
+ politcal deologies and systems;
+ particulr indivduals.

‘People also need to “believe’ in the company or organization for which they work
Afie al, they give a large proporton o theirlfe to their work, and so they need fo
Know and understand (believe) that wat they do i of vaiue, wortile and founded
on some kind of integrity. They need to have some kind of belef in the overal inegrity
of the organization, and i the expertise and commitment ofistop and senior managers.
They need to have some kind of belief n the products and services produced and
delivered. They need to have some kind of comfort, security and assurance in their
patterns and standards of conduct, behaviour and performance so that they are able fo
assume that if they, and everyone else, do ther Jobs properly, then the organization
itslfis both secure and also profable.

‘People also have a strong propensity o “believe’ n the character and integrity of
ther colleagues, as wel as the managers for whom they directly work

Itis immediately clear from this that there are different levels ofbelief. These levels
of belief may be classifed 2 follows.

Faith and consiction
“This is where people callectively and individually are convinced to the point of certain

knowledge and understanding of the ighteousness of everything that they do, say, think
and believe. This occurs most strongly in religious and political beliefs: and it is
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reinfoced by the fct hat religious and politcal groups are composed of those Who
Share the same beliefs and convictions.

‘Faith therefore comes from within, an s reinforced by those with whom people
associate. This kind of faith and conviction sets 2 pattern for life, and bas direct
‘nfuences on what people vl and will no. do.

Right and wrong.

‘Everyone has a sense of right and wrong which they apply as they go about their daly
‘and working lives. Right and wrong i not always absolute, however: what people are
‘prepared and wiling To do, and what they are not prepared or willing o do, comes
‘parly from their own beliefs and convictions, and parly also from the following.

‘Whatthe law allows and does not allow.

Levels of personal and collectve comfort and discomfort

‘The particular sifuaton in which people fnd themselves (se< Bor: 5.8).
Responsibiity: peaple’s knowledge and understanding of what i right and wrong is
tempered by corporate responsibility.Inthe name o he organization. and when they
koo that they villbe supported, people will therfore carry out actons tht they
Know to be wrong because the organizaton has given ifs assurance and permission.

Box 5.38: Right and wrong (1)
s level o adjustment concaming ight and wrong, and some of the facors which
Jimit the absolfe nature of ight and wrong, can be seen from the folowing examples.

A Scottish aqual opportunities officer is both comfortabie and 5o happy 10
‘engage in sectaran chanting at Celtic versus Rangers footoall matches.

 Peopl are happy to take paper and pens from ther placs of work, or o use the.
offica compatr o book thir hoidays, but would notcrsam ofstzaling fom shops.

 MPs claming args alowancss for sscond homas and incidantal axpansss insist
that they hava worked wihin the ruies.

In these casss, thersfore, what s right and wrong s tempared by the Siuaton,
citcumstancas and, by mplication, what s parmissible and not permissible bahaviou.
More ganeraly:

* everyons knows that it & wrong fo jump the queue a the suparmarket, but f we.
e in a huny, we wil alldort;

= overyons knows that it s wrong to weave in and ot of raffc when diiving, but
‘again, wa alldo it indiffeant ssts of circumstancss.

1t 2 complex part of human bahaviour, and ons that nesds o be carfuly managed
n organizatons. Othorwiss, ‘Wrong’ bacomas.‘not wrong', and if such behaviour s
Stll not mited, then it bacomss ight.
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Box 59: 'We need a victim"

When things go wrong in comparies and organizations, the culturs and prevaiing
atttucdes and valuss damand that somaons s hed accountable, and soma visiole and
discamible acton i taken as the resu,

n many casss, this has caused companies and organizations to maka spacifichigh-
profie dismissals and redundancies. For example:

= Wnen tha oparing of Terminal 5 at Heathrow aiport want bady wrong in 2008,
Briish Ainways vary publicly ismissad two top managers who wers associated
with the project

« In ordar to meet a budge dsficit Kant County Counc very publcy reduced the
range of coursss on offer at s further education colkges, making 200
radundancss.

« When tha Foyal Bank of Scotiand announced fs record losses, t very publicly
mage 14,000 staff rectndant.

Whether thara s any connection batwaen the s o the organizatons, the budgat
dafiits o the losses and tha nead for radundancias s never actualy mads clear. It
als0 maans that thoss who took the decisons to (nthess partcular casss) implsmant.
the Terminal 5 project, cxpand the range of further education tsaching and amploy.
the numbars of staf at Aoyal Bank of Scotland ara naver calld to accoun. Nither
@ the top managers who, in fact, did nothing about the problems unfl afte they.
hact occurred rathe than craating conditions in which thess issues coud not occur
in tho frst place.

+ Accountabily: people’s knowledge and understanding of what is right and wrong
i tempered by the ways in which they willbe held o account fr ther actons. If
they know that no sanction is forthcoming, they will tend to act in ways tht they.
choose. If they know that they are going fo be rewarded for bad, maceeptable,
‘morall wrong or ilegal behaviour the they will nevertheles tend foact n these.
weays (see Box 5.9)

General expectations
This i where people make assumptions,especilly about the certanty and stabilty of
the organizations for which they work. These general expectations and assumptions re:
something less than utter faith. Nor do they mean that collective and ndividual
assumptions about the organization are always right. However, hese assumptions come
o be mgrained. especially if people have 1o reason o question them.

‘These expectations, and the kinds of belief that they foster apply to al the major
aspects of organizational lfe:

* mamagement syle,atitudes, pioities, demands and espectations;
+ pay and rewards, including “the anmual pay ris’ and also bomses, rappings of
Status and badges of offce;
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Box 510: General expectations
Just how desp psople’s gensral sxpectations actually are (sse akso Chapter 4 can
be son from tha flood of complaints that tolevision companies facaive whan
supposedly assured and predictable programme schadues ars disrupted for a
reason. For example:

= when soap opara broadasts ars cancelied or shifted n ordsr 1o accommodate.
sporting ovents, there ars avays complains;

= when major crises and amergencias occur, news programmss fand also o take.
oter flom fght enertainment.

I 2008, Shannon Matthews, a ine-year-oid g, varished from hr homa and was.
baliavad to have bean Kidnapped. Aftar a thras-wesk search, Shannon was found,
‘and her mother and partner arestad on chargss of Kdnapping and conspiacy 1o
Gitaud. On tha day tha the mother and parinar wara convictad, the BBC raplaced
an episode of Holby City with a PPanorama Special’on tha Matthaws’ kidnapping

“Ths programma changa brought 10,000 complains. It was harly  major issus;
but it intermuptad and distortad a major genaral expactation of poople’ ves.

* interpersonal, inter-group and intra-group relaions and patterns of behaviour on
which these relations ae based (see Bos 5.10).

Complacency
Complacency occurs when people come to beieve, a absolute fact, in everything that
‘20es on around them. This can, and does, happen rom tme to time in al organizatons.
The best organizations take active steps to make sure that their saff do not fll into
positions of complacency, and 5o come fo believe inthe utter infllbilty and immortaliy
of everything that they do (see Box 5 11).

Socialization

Socializaton is the process by which individuals are persuaded to behave in ways
acceptable to thei society. family. social groups and clubs. This also applies o wark
organizations and their groups, departments, divisions and functions. Effecive
socialization resuls i compliance and conformity with the values, belies,atitudes.
rules and patters of behaviou required.

For this to oo, the group's atifudes, values, belefs, behaviour and rules must be
capable of being accepted by the individuals who seck fo join, or who are required fo
Join. They tend therefore to refec the prevailing custom of the wider society and
o be in harmony with general efhical and social presures.

On the ofher hand, socializaion should also leave enough space, laitude and freedom
for individuals to express themselves in the given setting Too great resticion leads to
frustration. At the other extreme,  ack of clear understanding of these standards leads
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Box 5.41: Napoleon

Napoleon Bonaparta was from Corsica. AS a young man h joined the Franch
ravolutionary amy: and by dint of shear hard work and aftenion to datal, ha rosa
through the ranks to becoms chief ofsaff. Using his miltary expartis to gain poltical
influancs, in 1709 ha became firt consul and then amperor of France and the
‘Sxpanding French Empre.

On hisway up, e paid ttenton to evary dstal, a5 above. He checked every aspect
of miltary squipment and made surs that tha routss on which he took his soldiers
‘would have plenty o food and watar (Provided, of course, they continued fo win their
battes). When he moved into poifics, ho adoptad the sams aituds, atfanding to
‘overy detall ofthe comfor, squipmant and resources that i ofiss nesded and used
ha aven made sura that his secratares had adequate suppliss of coffed

I the cary minstesnth contury, atthe height of is powers, howevar, hs stated to
balive in his own nfalibilty and immortaity. The ttenton to dtal which had served
him 50 ffectvely now went by the board. Ha chose {0 do tings bacauss it was his
destiny, and bacausa ha was obviously infaible.

“This complacancy, and the atttude on which it was based, bacams the vehicie
of his downfall. Thera is a lesson for all fosa who do not work hard, adsqualaly,
sffsctvly or propary.

tolack of focus and purpose, leaving the individual in a void — and this can be just a5
harmful and siressful as over-restraint

Socialization takes place fom the moment of birh It is condiucted in the early years
by parents and famly. schools and calleges, religious instifuions, sports and leisure
clubs. By the fime individuals arive in work they therefore have been subject 0 @ great
variety of pressures and influences. The problem for organizations lies in their abiity
o build on his and create conditions that are both acceptable to individuals, and which
also ensure that productive and effective work can take place (see Figure 5.3).

“This problem s greater with mature employees who may amive af an organization
after experience in many others. They will therefore have formed their own ideas about
high standards, best practice and optimum ways of working, and this in fum leads o
the need for effectve orentation at the ouset of the new Job.

‘This underlnes the importance of adequate and effective induction and orientation
programmes. Too many organizations and their managers sill eglect this, believing it
10 be a waste of ime, cufting into their other priorites of else they have simply never
leammed to see it as an investment, the refum on which is a commmitted and effective
employee — and if this is really successful, much of the process is achieved over a
reltively shart period of ime

Socialization and belonging
In organizations, socialzation takes place as the process of geting people o belong and

o feel comfortable and assured in the institution so that they become prodctive i their
work.Itis essential that socialization i infiuenced as much as possible by the needs and
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Figwe 53 Socialneeds

wants of the organization. Otherwise, people will form thir own habits and norms; and
whilein some cases these are very positive and productive, i others they are not
In organizations,therefore, the pupose of socializationis as follows:

+ 1o generate the required attiudes and values;

+ 1o mstl the required work ethic ~ the desired combination of what is o be done,
and how it s to be done;

+ generating effective and posiive infer-group and inra-group relations, as above.

I the organization does not fake an active role in this, then people will form their
‘own ways of doing things, as above. This may, of may ot be productive and effective.
If effective, clearly this happens by chance; if ineffective, it can lead to serious
behavioural problems (see Box: 5.12)

Learni
Learning s the process by which sils, knowledge, attitudes and bebaviour are formed
nd developed. It takes place as the reslt of education. fraiing. socialization and
experience. Leaming also oceurs as the resul of conditoning and rstiction —whereby
the individual is persuaded to adopt, and ultimately accept, guidance, regulation.
and compliance in patcular sifuations.

TInivicual eam at uferent ates, mes an stages intei lves. Some people acquire
‘e knovledge, kils and qualties pasly, while ofhersstuggle to eam th very basics
ofthe same fings (e Fiwres 5.4and 5.5, Thisis based on  combization ofthe ollowing.

+ The desire and mofivaion to learn brought about by the individual’s own needs
‘and drives, usually in the expectation that this will bring success, rewards, enhanced
‘potential and expertse, marketability; and also increased esteem, respect and stafs.
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Box 5.42: Bullying and victimization

LauraWright worked i the markting depariment of alarge mult-product infemational
organization. Bacauss ofher capabiltes and commitmant, and ths ways in which she
behaved, s 0se quickly o badeputy product manager, esponsibl orthe marketng
‘and delvery of  fang of fozan foods across the whole o the Europsan Union.

One year, she went on holicay. Whils sha was avay, she &-maled som of har
hoiday photographs, inclucing a picturs ofher in 2 bikin. On of e collsaguss now
ook mattersnto his own hancs, producing  fe-size bow up o he bikini photograph
‘and hangingiton the wall Very quickl, paople began to add ruds, personal, disgusting
‘and revoling commens.

“Tho marketing cirecor istd ths depariment by chanca. Ha looked for a momant
at thepicturs of Laura on the wall, and then passad on.

(On hx firs day back at work, Laura aived early a the office in order o catch up
on all hat sha had missad. Sha anted the ofica — only o 520 the ife-sizs picture
of hr in her bikin on the wall with tha comments. Horried, sha raported the mattar
10 the markating dirsctor.

“The marketing difsctor i not 556 what allthe fuss was abou. He rafussd o
disciplina those who had mads the comments. Tha upshot was that Laura took the
company o employmant tibunal, and came away wih £300,000 compensation.

“Tho key lasson s tht, i top managers do ot 5@ the vale of sociaization, and
of using part of this procass o detarmine what s fight and wrong, acosptable and
unacceptable, then nobody elsa wil sither.

+ The qualiy and suitabiliy of the lesning and teaching methods (including the
quality of nstructin).

+ Pressures o learn placed on individuals by ofhers — including organizations —
ot e t e e Ko, il i enred and 5o
o adopt te atitdes, values ad belavious reqired n order o be comforable
the particlar siuation.

+ Specificdrves andrequirements such as the omus placed o indiiduals i particular
‘occupations o keep abreast of new developmens nd inifatves in their eld.
+ The nature of the individual's ttitude and dispositon fo acquire new skills,

Knowledge and qualites.

The result i to increase the range, depth and interactons of thoughts, ideas and
concept, a wel s skill, knowledge, attude, behaviour and experience: fo ncrezse
e ability to organize and reorganize these: and fo order them in producive and
effctve acivites (vhatever thy mean in he pariula st of circumstances).

Retention

‘The abilit to refain and internalize that which has been faught and leamt s based on
2 combination of the following factors.

* The abilify to practise and use, and become proficien i, that which has been taught
and leamt.
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+ Iis actual value once it has been taught and learn (as distinct from fs perceived or
valte before it was learmt).
+ The regulanty and frequency with which it s to be put fo use.
+ The rewards that are to accrue as the result.
+ The punishments and threats that occur if learning does not fake place (fis is
especially importan in the acquisiton of aftindes, values and behaviour, and in
conforming to rules and standsrds).
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Source. o (1985).

“This s usually called learming reinforcement. Reinforcement may be:

+ contimous,in which cas th leain is soon inemmalized:

* intermifen,in which case it s Hiely t become important from ime to time only
and may lead o the need for revision, reraining and refesher cowses;

* occasional,in which case the learming i kel o bave been of general o marginal
value caly.

More generally stil, learning, acquiring and becoming proficient in new skills and
qualifies normally leads to enhanced feelings of personal confidence and self-respect.
It enbances fexibility of attitudes and approaches. It i also increasingly ikely that it
will bring greater general perceptions of worth and value to the organization.

Feedback

Feedback is essential on all aspects of performance leading to enbhanced general levels
of understanding, confidence and support. Related specifially to leaning, feedback is
best when:

* It posiive rather than negative, in thatit enkances the general conceptof rogress
to which learming is supposed fo contibute. The negative i best a5  ‘miclear
Getement (.t 5 presen,but i never fo be used). It s normally o be ppliedfo
persistent falre to accept and confor to necessary rules, rather than because of
falue to leum skills and knowledge.

+ Concentratng on processes 25 well a5 reults 5o that the indvidual both knows
their resuls, and also understands why they have succeeded or faled

+ Delivered as near to the conclusion of the leaning 25 possible and then folowed
up ith opportunitesto apply hat which has been leared and for this 2l to be
incorporated into the feedback process.

+ Confimous in general,sothat any problems with what which has been eared will
subsequently become apparent,or any lter decine in performance can be quickly
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Learning strles
Individuals have preferred learing styls. For some this may be very marked — they
can oy leam in one particular way and other methods bave lite effect

Honey and Munford (1986) identiy four preferred leaming styles s follows
(Figuwe 56)

1 Activist: concentrating on leaming by doing and via direct experience, and through
‘considering the results oftial and error so that performance may be improved nest
fme.

2 Pragmatist: concentrating on that which is possible and practcal. and of direct
applicaion to given sitations.

3 Theorist: concentrating on why things are as they are and investigating theories
and concepts that form the backggound to this.

4 Refletor: concentrating on assessing and analysing why things have furmed out in
‘pasticular ways and using this 25 the basis on which to build understanding.

Honey and Mimnford designed a questomice,the purpose of which was to identfy
under which of these four headings the individuls” prefered leaming style fll. The
seslts would then b vsed to ensu tht the individual wnderstood why they tendedto
Ieam some things beter than others; o seek out those acivities that were best suted
o their preferred leamingstyle: and o develop her leser an last prefrted areas of

leaming to enhance their total leaming capabiliy.
acTvsT

PRAGMATIST THEORIST
REFLECTOR

“This spactrum was devissd by Honay and Mumford to identiy the.
preferrad larning style. By complating a quastionnaira and plotting
the results the raspondent would:

(@) identiy thoss activiisskely to be most and lsast benficial;
{®)  identiy thoss areas which naeded working on, 5o that ful
enat from al activies could ba gained.

Fiswe 56 Prefred lesming ves
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Other aspects of preferred learning styles may be identified.

the infivence of rewards and outcomes:

‘economsc factors — career and payment enkancement;

‘e, professional and social growp expectations;

the nature of the materil and the means by which it is aught leamed:
the qualify of the teacher:

fime factors.

Therear also some absotes Forexample, evenually someone who wishes o know
‘whether they can drve a carwill have o it i 3 car and drve — however much of
hecrist they may be. Simlaly, it s ot possbl to be an effeciv leade of people if
there s no basic understnding of why people bebave in diffrent ways in ciferent
Situations (and different ways in the same sitiation), however much of 2 pragmatist
they may otherwise be. This underlnestheneed to broaden the prefered leaming syle
nto an individual learaing syl that can accept ffctve input and information fom.
35 wide 3 varity of sources nd means 35 possble.

Individual development

Both in organizational terms, and also for the benefit of the individual, the primary
‘purpose of individual development is o enhance skill, knowledge, qualifcations and
expertie so that a productive and fulfilng life can be lived, both in work and also in
society at arge. f thisis to be achieved. the following must be clear

Aims and objectives, and measures of success/failre.

‘Posifive moivation of both trainers and trainees.

‘Rewards must be perceived and available

‘Benefits in terms of personal. professional and organizational performance and

‘objectives must be met.

It must be capable of reinforcement at the workplace.

Tt must be curent and relevant,

It must have organizational and managerial support

It must be planned and integrated info the workload of the individual and have

priority and importance at the fime when it takes place.

« It should be part of a total package and process of confimuous leaming and
development.

It should be evaluated afterwards by all interested paries, both in the short term
‘and also into the futue.

I this i to be achieved organizaions must also consider individual development
Srom the point of view of

+ organization requirements, the need and drve for enbanced curent and futwe
+ professional nd expertise requirements, the need fo the individual to enkance and

mprove their general sills knowledge snd expertise;
+ personal drives and preferences.
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Oter points may wsefully be made

+ Individuals must be mofivated to leam. This mofivation arises fom a combination
of personal and professional or occupaional cireumstances, drives and needs and
the requirements of the organization.

+ Leaming and development are part of the general commitment o each other made
by organization and individual. The organization is entitle to expect the individual
tolean: and the individual i entited to expect training and development.

+ Whatever is leamed must be capable of recognifion and measurement 5o that
‘performance standards can be set and identified

+ The befer understood the activty,the stronger the mofivation and drive o leam.
1t often necessary fo break complex tasks and practices down into smaller parts
0 avoid confronting the trainee with too mich fo grasp at any one fime.

+ Feedback i essentialtoreinforce understanding, expertise and commiment Current
or immediate feedback is much betterthan delayed feedback — the greater the delay.
the greater the loss of meaning and impact

Conclusions

Forming and murturing the required attifudes and values clearly requires a broad
knowledge and understanding of all the factors and elements indicated. If this i fo be
effective, the following must be present.

+ Tdensification of the required attitades and values, together with the reasons why
these are desirble and epsuing that these s capable of being supported and
adopted b al those concermed.

-+ Taking poiive seps torinforce them i the ways i whicthe organization and
it deparments, divsons and functions operate and penalizing any shortel

- Recoguizing the efects of all raning and development sciities o stnudes
snd values, whatever the trning and development 1 overty concemed i
e and vaes re shaped.developed and enforced by alleming actvies,
565 the genersl il relsionsip snd commiment befween orgnizstion and
ndvidul

- It also necesary to recopize that atitdes. and epecilly negative ttitdes,
emerge wheter o ot they ane shaped and nuenced by the crganization. Where
e orgmization b no infience on atitudes,these are ormed by other pressures,
espectally peer, profesional and scial groups.

+ Positve atides belp o provide 1 harmonions snd open working envronment,
and incesse general levels of motivaton and morale. Negstive afinudes fend o
einfrce any sresses and s - poor working elaionships. lack o st and
e

+ Attention to workplace atitudes, especially at the induction stage, elps employees
toadopt and fnd the place required of them in their envizonment. I helps oprovide
2 clear mutual understanding between organization and employee, and is one of
the comerstomes ofthe working environment. Above all s organizations stive for
ever-greater levels of fieibility and responsiveness, building these characteristics
25 positve and valuable atttudes s essential





image25.png
106 The disciplines of organizational behaviour

Atitudes and valnes, a well as skills and knowledge, have to be faught, leamed and
assimilated. 1t is therefore essential to know and understand how individual leaming
and development takes place, and the importance of leaming curves, leaming cycles,
leaming styles and the leaming process — leaming, reinforcement and feedback.
‘Addifionall, leaming skils and expertie helps to reinforce the attifudes and values
esied: and it also helps to eliminate those afitudes and values which are not desired
and not acceptable.

‘Finally, the development of attitudes and values, and the leaming that reinforces these,
i property diected, is a major aspectof desiring the collective work ethic, organizational
‘morality and strength of cobesion and identty, that are all essential for enduring
effective organizational practice.
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Introduction
Attitudes, values and belies are the mental. moral and ethical dispositions adopted by

individuals to others and the sitations and environments in which they find hemselves.
Atitudes, values and beliefscan be ordered and summarized as folows.

+ Emotional: felingsof ositivty negativity,neutrality or indiference; anger love,
hatred, desire, rejecton. envy and jealousy: satisfaction and dissatisfacton
Emotionalsspecs are present nal work a part o the content,working relatonships
with other pecple: reactons to the emvronment; 2nd the demands placed on
partcular occupations.

+ Professional the nafure of identty with the work: the belif in the importance and
value ofthe work: theconrlbution that the iork makes, andis supposed to make;
the extent of commtment o the organizaton: identiy with the organization and
e expertis delivered.

+ Social conmbution to socity: disposiin torwards society. and the component
‘sroups; dispoiton owards peighours and ofhers i the locaity: ropensiy o wse
Iocal organizatons; propensiy t be involved in socal acvies.

+ Persona religious convictions; poiticl convictions: conduct i socety (ncluding
‘work) paricipaion in socal instutions ad club; contbuion o the needs
wants o sociey.

+ Informaional: the nature and quality ofthe information present and the importance.
hatitis given. Wheretis i known or widely understood to be wiong of incomplete.
feeings of negativity and frustation arise.

+ Bebavioural e tendency to act n particular ways in gven sitations. This leads
1 the formation of afifudes where the behaviour reqired can be demonstrated 15
importat or valuable; ad {0 negative atfudes where e bebaviow required is
Scen 25 futle or unimpartant

Attitades,values and beliefsare shaped and infuepced by the following
+ Past experience: memoriesof what happened in the past ffect curent and fuure

+ Brecpon: mpressions fomed f enetin o somean i i of mecing
them, partiipsing o beng valved

+ Speciic ifiuences especilly thoe f peee grougs, work goups nd keyindividuals
imamagers snd superisors. These als nchude fuly nd soial groups: and ey
may s nchde seiions nd politcl mivences.

+ Prejudices: whach mey be hantles e ‘London i the best lac i the world)
orrepugnan eg. prefuices agans acal. eliionsor soial groups).
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Box 5.4: Before going to bed ...

Ptor Scott, a management consulant, was runring a residential courss. On ono of
the everings, there was a s session, and i ran on unfl 10.00 pm. AS the group was.
braaking up for the night, Patar asked them: ff you ware at homa, what wouid you
now ba doing?”

Back came the rasponsss, and there was all the usual and expected content:
‘wathing he lats ight news, making 2 cup of sa o coffes, checking on the chidten,
taking the dog for a quick wak, puting out tha cat. Petar askad: Why? Why do you
o these things?”

Back cam the usual responsas: the cat neads f0 00 out; need o maka sura hat
the childen are comoriabl and setld; ko {0 585 the news before | go 1o bed.

Pter alghted on the naws: Why, ho asked, was it ecsssary for people to watch
the news befors going to bd? What was the atracton of knowing everything that
Wwas going on n the worid immediataly bafora ‘swiching off”>

“Tho ciscussion developad further. Staaring the discussion around the news and
‘watching it last thing at night, Potar obsarved that several of the cousa delegates.
‘Wers gating agitated, and one o two were gating angry. Why shouldn'tthey watch
the news st ting at night? What was wrong with watching the nows last thing at
night? Why wers they even ciscussing t?

Poto found himsalf having o conducta ful debrit. Concentrating on the rasponse
10 the news question, t bacams clsar that peopls used this not partculary to know
‘what was going on n the world, but as a behavioural full top' at the end o the day.
Many of the ddegates were prapared o admit that they could not even remember
‘what had bean on the news by the ime they ot to bad. Nevarthelass, tis was how.
they aways behaved; this was how they brough closura to every day. Questioning
4 or aven denying them the opportuniy to watch the news) maant that you were.
in fact caling into quastion on of the fundamental behavioural poits of rference
for people.

* Organizational idenity:the exten to which people have pride (or ofherise) in
working fo ther organizaton: the extent fo which people value thei job, work
and contibution; nd the extet fo which the organizaton values them’ nd ther
contmbution.

* Defence: once formed. attitudes and values are inernalized and become 2 par of
the individual. Any challenge to hem is often vieweed 45 & more generd threat o
the comfort of the indivdual (see Bos 5.1).

Artitudes
s stated above, atitudes are the dispositions adopted by individuals and groups towards
ofhers, to ther surroundings and society, to ther environment and to their organization
‘and occupations. Aftfudes are shaped. formed and developed by every infiuence, activity
and institution that people come across i their ives. People form distnctive aftinudes
towards each of the following:
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their family and friends;

helr occupation. profession and place of work:

societes nd insttutions tht they come across s they g0 about thlr lves:

compne cpiton. ot i it wich e do s
individuals,organizations and instiutions about which they have plenty of general

Knowledge (e.2 the Queen. the prime miniser, Austalia France/Ching) but litle,

i any. diret expenience or confact

i the place o work, attitudes fowards the particulr organization, and the attitudes
Beld by organizaions fowards thei staff and other stakeholders, ar of vita concemn.
The atiudes of the individuals are shaped by:

the approach faken by the organization when individuals firt apply to work there;
the recruitment and selection process;

the basis on which appoinfments are made;

the induction and oenfation process;

the inital and confinuing attiude and demeanour of colleagues, managers and
supervisors;

the overall management syle;

+ the culture and climate of the organizafion:

+ the collective prevailing work efhic.

‘The attifudes held by the organization towards it staff ar shaped by:

+ the perspectve adopted. whether adversarial, consultaive, partcpative, positive
or gt (see Chaptes J;

- the nahwe of rewards on offr, who get them and for what (e performance,
confority, bedience, oyaly).

+ e approach taken to the management of discipline, grievances and disptes;

- the organization's stated prionties (e.g. sales, marketng, producton. service
delivery, customer satisfaction);

- the orgmuzaton's actual prionies Gdealy the same st s sbove, i practice it
includes sel service and organization politics, the search for favours, paronage
‘and influence).

‘Shaping and renforcing th atituds of people at wok i thereforevita o organizatin
Staf and group karmony: personal. professonal and oceupational comfort and confi-
dence; and the generation of involement and commitment. People’s capabiltes and
expertise have 1 be hamessed 50 25 t produce  vallingness o perform, 2 well 25
capabiliy to cany out hei tsks and duties o the best of teir abliies see Box 5.2;
Figure 51),

Positive and negative afitudes

Atitudes are infectious. Companies, organizations and work groups that have positive
aftifudes find hat new starters and incomers quickly become positve also. Companies,
organizations and work groups that have negafive aftinides find that new startrs and
incomers also quickly begin fo become negalive themselves.
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