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AlTITUtiEs 
A~tudes are evaluative 
objects, peopl statements- . h 
"I 1· e, or events Th e1t_ er favo bl ·ng 

1ke my iob " I' • ey reflect ho ra e or unfavorable-concern1 

A pe~o~ can~:;rthessing my attitude ';'b~~~ feelks about something. When l say 

b f · b e ousands of . wor . 
er o JO -related attitudes Th . attitudes, but OB £ . . d n:um-

t hi h . • ese include • b . 0 cuses on a very \inut.e 
0 w c a person identifies with hi h Jo sat:1sfaction ). ob · 1 

(the degree 
• • I . s or er job a d . ' 1nvo :vement 

~zatJona comnutm~nt (an indicator of loyal t: a act:1~ely ~anicipates in it), and or_ga-

non). 'Without quesaon, however, job satisfa~on' h nd tde~t:1fication with, the orgaruza­
as received the bulk of the attention. 

Job Satisfaction 
Job satisfaction refers to a collection of feelings that an ind· ·d 

1 
h 

. b 'th h' . lVl ua o\ds toward hi 
or her JO • A person wt a 1gh level of Job satisfaction holds positive f 1- s 

. h . d. . . . . ee ings toward 
the Joh; a person w o ts 1ssat1sfied with his or her Job holds negative feelin ho 

• Wh 1 k f 1 • gs a Ut 
the Job. en peop e spea o emp oyee attitudes, more often than not they mean• b 

satisfaction. In fact, the two terms are frequently used interchangeably. Jo 

What Determines Job Satisfaction? What work-related variables 

determine job satisfaction? The evidence indicates that the most impor­

tant factors conducive to job satisfaction are mentally challenging work, 

equitable rewards, supportive working conditions, and supportive 

colleagues.15 

Employees tend to prefer jobs that give them opportunities to use 

their skills and abilities and offer a variety of tasks, freedom, and feed­

back on how well they're doing. These characteristics make work men­

tally challenging. Jobs that have too little challenge create boredom, but 

too much challenge creates frustration and feelings of failure. Under conditions of 

moderate challenge, most employees will experience pleasure and satisfaction. 

Employees want pay systems and promotion policies that they perceive as being 

just, unambiguous, and in line with their expectations. When pay is seen as fair, based 

on job demands, individual skill level, and community pay standards, satisfaction is 

likely to result. Similarly, individuals who perceive that promotion decisions are made 

in a fair and just manner are likely to experience satisfaction from their jobs. 

Empl?~ee~ are c?ncerned ~ith their work enviro?111ent for both personal com­

fort and fac1htat1ng doing a good Job. They prefer physical surroundings that are safe 

comfortable, clean, and with a minimum degree of distractions. ' 

Finally, people get more out of work than merely money or tanoibl hi 
. o~ e ac evements. 

For most employees, work also fills the need for social interacti N . . l 
therefore, having friendly and supportive coworkers leads to incr ond. . bot s~n~mg Y, 

ease Jo sansfactton. 
Satisfaction and Productivity Few topics have attracted . 

students o_f orga~izational he_havior as _the satisfaction/ ro: ~u~h lllter~st among 

The quesnon typically posed is: Are sansfied workers m!re UCtJ.VJt:r relattonship.16 

fied workers? productive than dissatis-

The early views on the satisfaction/productivity l . 
• d • th " h k re ation hi 

summarize 1n e statement a appy wor er is a p d . s p can be ·a11y 
b • th 19JO ro ucti essenn 

Paternalism shown y managers in e s through th ve Worker ,, M h f th 
e 1950s--£ • uc o _e 

or example, fonning 
... 
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npany bowling tea Chapter 2 F . 
>ervisors to be sen .~s and credit union h l . oundations of Individual Behavior 25 k s1tive to th s, o ding 
:~o ;a e Workers happy. ~u~o~cerns of employee~o:any _p~cnics, ~nd training 
• g an on hard evidence e happy worker thes· as ll\lttated wtth the intent 

A more careful anal . . • . ts was based more on wishful 
oducti~ty, that effect i;';~~rtdicates that if satisfaction d 
·er, has improved the rel . y sm~ll. The introducti r°es have ~ positive effect on 
nployees' behavior is notat1onsh1p. For instance t~ne o \m?deratmg variables, how-

d • . constrained ' re at1onship • ro uctivity on machine- aced . or controlled by outside f ts stronger when 
need by the speed of the ~achi~~~ for ex~mple, is going to ~:::ct' empl<_JYee's 

Currently, on the basis of a co: ~y his ~r her \~el of satisfaction. more mflu­
onclude that productivity is mor \'k pl ehens1ve review of the evide 

d f e 1 e y to lead t . . nee, we would vay aroun . I you do a good 1• ob y . . . 0 satisfaction rather than th th 
th th , ou intrinsically fe l d b e o er Lssume at e organization rewards d . . e goo a out it. ln addition if w . . pro ucnvity hi h . , e .ncrease verbal recognition, your pay level and ; you~ . _g er productivity should 

rewards, in tum, will increase your level of ' . f P .obab~htles for promotion. These 
sans action with the job. 

Satisfaction and OCB It seems loO'lcal to a th • b . . · d · f t,£ ssume at )O sansfactton should be a maJor eterm1nant o an employee's organizati l • · h' b . 
Satisfied employees would seem more likely to ta~apo:;~zenl s ibp ehthavior (0.CB!. n 
h l th d b d 

. ve y a out e orgaruzat1on, 
e P o ers, ~n go eyon the normal expectations in their job. Moreover, satisfied 

~mployees ~ght ~~ more pr?ne to go beyond the call of duty because they want to rec-
iprocate their positive experiences. Consistent with this thinking, early discussions of 
OCB assumed that it was closely linked with satisfac~on.18 More recent evidence, how­
ever, suggests that satisfaction influences OCB, but through perceptions of fairness. 

There is a modest overall relationship between job satisfaction and OCB.19 But 
satisfaction is unrelated to OCB when fairness is controlled for.20 What does this 
mean? Basically, job satisfaction comes do'_Vll to conceptions ~f fair outcom~s, ~eat; 

t and procedures.21 If you don't feel like your supervisor, the organ~zat1on s 
men ' . f • • l'k l ff • fi tly rocedures, or pay policies are fair, your job sans action 1s 1 e y to su er s1~ can .• i{ hen you perceive organizational processes and outcomes to be Eur, truS~ is 
d;::e::t And when you trust your employer'. you're ~ore willing to voluntarily 

P. b h viors that go beyond your formal Job requirements. engage in e a . 

Reducing Dissonance . . in to attitudes is the fact that in~vidu~ 
One of the most relevant findings pertain g hen there are incons1stenc1es 

. • dissonance occurs w h 
seek consistency. Cognitive , . d s or between a person's be av- tt>, most relevant 
between two or more of a persons attl:~ e dissonance suggests that peo- ~ to 
ior and attitudes. The ?1eory of cor:v~iscomfort it causes.22 l tactthat 
p1e seek to minimize d1sson~: ~ l :an avoid dissonance comple:e ;~ t 

In the real world, no in V1 ua r cy" but say nothing wh~nda s o t • 
. th "h esty is the best po 1 11 your ch1l ren o litii~~~~-

You know at on uch change. Or you te co e' A person's . 
clerk gives you back too m don't. So how do ~eople p e .of the elements creating 
brush after every ~eal, but y: determined b~ th~ ~md p~:::ves he or she has over the 

. ed ce dissonance the md1v1 ua 
destf<: tor u • th degree of influence_ lved in dissonance. 
the dissanance, e d that may be invo 
elements, and the rewar s • 

r 



, 26 . Part II The Individual in the Organization . . . nance are relatively urumportant, the Pr If the elements creati~g the d1ss0But say a factory manager-Mrs. Smith' to correct this imbalance wi~l be Io~elie;es strongly that no comp~y shouJd ~~ has a husband and several children- f the requirements of her Job, Mrs. sllli :tttt the air or water. Unfortunat~ly, becau; ~ cisions that would trade off her c0111lla~ 
placed in the position ofha".1ng to ma e ,t tion. She knows th~t dumping the·c .... ,.. profitability against her attitudes on ~

1°1 u ume the practice 1s legal) is in the~~--
. I 1 • r (we ass S .th . ~ 

pany's sewage into the oca rive .11 h do? Clearly, Mrs. mt ts experiencin economic interest of her firm. What wt Bs e use of the importance of the eletne g 
• f • • d' nance eca • llts 

a high degree o cogn1t1ve isso S • . th t ignore the inconsistency. Besides qUi in this example, we can't expect Mrs. mi h 
O 

can follow to deal with her dilenun!· ting her job, there are several paths tbaths e. g her behavior (stop polluting th. d d• 'th by c ang1n 
c 

She can re uce 1ssonance et er . b h vior is not so important after all river) or by concluding that the_ dissonanl t e a orporate decision maker, I oft ("I' k 1· • d 1n my ro e as a c en 
ve got to ma ea 1v1ng an , th f the environment or societyj 

have to place the good of my company ~hove h at 
O 

h r attitude ("There is nothin • A third alternative would be for Mrs. Smith to c ang~ e ould be to seek out m g wrong with polluting the river"). Still another cho1c;T~ benefits to socie fr ore 
consonant elements to outweigh the dissonant ones ( e_ f th I . ty om 

• a. th t to society o e resu tmg water 
manufactunng our products more than onset e cos pollution"). 

I · The degree of influence that individuals believe they have over the _e emen~ will have an impact on how they will react to the dissonance. ~f they perceive the <?sso­nance to be an uncontrollable result-something about which they have n~ choice­they're not likely to be receptive to attitude change. If, for example, the dissonance­producing behavior was required as a result of the boss's directive, the pressure to reduce dissonance would be less than if the behavior was performed voluntarily. Although dissonance exists, it can be rationalized and justified. Rewards also influence the degree to which individuals are motivated to reduce dissonance. The tension inherent in high dissonance may be reduced when accompa­nied by a high reward. The reward acts to reduce dissonance by increasing the consis­tency side of the individual's balance sheet. Because people in organizations are given some form of reward or remuneration for their services, employees often can deal 
with greater dissonance on their jobs than off their jobs. These m?derating factor~ suggest ~at just because individuals experience disso­nance,_ they wi~l n~t necessarily m~ve directly t~ward consistency, that is, toward reducaon of this dissonance. If the issues underlying the dissonance are of minimal importance, if an individual perceives that the dissonance is externally imposed d • substantially uncontrollable, or if rewards are significant enough to offset th di~ 15 th • d' 'd I ·11 b d • d e sso-

nance, e m ivi ua wt not e un er great tension to re uce the cfissonan What are the organizational implications of the theory of cogn ~~ d' sonaJlce? It can help to predict the propensity to engage in both attitude 1
d ";: h ts­ioral change. For example, if individuals are required by the demands of;. .e bav­say or do things that contradict their personal attitude, they will tend t cir Jo _to their attitude in order to make it compatible with the cognition of what ~ modify say or do. In addition, the greater the dissonance-after it has been m j must by importance choice, and reward factors-the greater the pressures tor 
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The Attitude/Behavior R Chapter 

Early research on the rel . elationship 
2 

Foundations of Ind· .d 

11 1 
atJonship b 

tvt ual Behavt·or 

causa y re ated; that is th etween at • 
, e attitud tltudes d 

sense, too, suggests a relati . es people h l an behavior a 

grams they like or that em i°nsh1p. Isn't it lo~ d /etennine what :umed them to be 

In the late 1960s hp oyees try to avoid~c~ that people Watchey 10. Cornrnon 

behavior (A/B) was chall,enowdevber, this assumedss1gnl ments they find d_te evision pro-

. ge y . re a ti h. istasteful, 

anon of a n~ber of studies that i::::~w of the resea~~\;P between attitud~s and 

eluded that attitudes were unr 1 tigated the VB • . On the basis of 

h 
e ated to b h . ,. relation h • an evalu-

recent researc has demonstr d e av1or or at b s 1P, the review 

d 
. . ate that th . , est, onl r h er con-

mo eranng cont:Ingency variabl ere Is indeed y s •g tly related M 

moderators have been found t esbarehtaken into consid a tn~asurable relation~hipor_~ 

~L·1· h th o et e imp • erat1on Th I 

accesstut1,tt:y, w e er there exist Sio • l ortance of the . • e most powerful 

"th th . eta pressu attitude it . 

ence W1 e attitude. 24 res, and wheth ' 5 spec~ficity its 
er a person ha d. ' 

Important attitudes are one h s irect e.xperi-

"d "fi • .th • d" s t at reflect fund 
1 eno canon WI 1n 1viduals or gr amental valu If . 

als consider important tend to show oups that a person values Atti:d seth-tn~erest, or 

Th 
a strong relati h' • es at 1ndividu 

e more specific the attitude d th ons Ip to behavior. -

th link b th 
an e mores 'fi 

e etween e two. For instance ki pec1 c the behavior the str 

. "th h ' as ng someon 'fi ' anger 

non to stay WI t e organization for th e specI cally about her inte _ 

r. th e next 6 month • 1·k I n 

turnover ror at person than if you ask d h h . s Is I e y to better predict 

A • d th e er ow sattsfied h 'th 

ttltu es at are easily remember d . s e was WI her pay. 

attitudes that are not accessible in me~ are {°ore h~ely to predict behavior than 

remember attitudes that are frequently exp
0J· ~teSresthtingly, you're more likely to 

• d b. th ' . sse • o e more you talk about your 

at:ntu e on a su j~Ct, e .more you re likely to remember it and the more l'k 1 . . 

shape your behavior, ' I e Y it 1s to 

Discrepancies between attitudes and behavior are more l'k 1 h 
. . . 1 e y to occur w en 

social pressures to behave 1n certam ·ways hold exceptional power. This tends to char-

acterize behavior in organizations. This may explain why an employee who holds 

strong anti-union attitudes attends pro-union organizing meetings; or why tobacco 

executives, who are not smokers themselves and who tend to believe the research link­

ing smoking and cancer, don't actively discourage others from smoking in their offices. 

Finally, the attitude/behavior relationship is likely to be much stronger if an atti­

tude refers to something with which the individual has direct personal experience. 

Asking college students with no significant work expe~ience how 0-ey would respo~d 

to working for an authoritarian supervisor is far less hkely to predict actual behavior 

than asking that same question of employees who have actually worked for 5uch an 

individual. 
-The fact is that none of 

us sees reality. What we do· 

PERCEPTION . isdnterp~et wh~t we see 

h
. h . d .. d als organize and interpret andcal/1treality. 

Perception is a process by w IC in_ ivi u . t their environment. 

their sensory impressions in order to give meanmg tho t different individuals may l~ok 

Rese 
. · tl demonstrates a f eahty 

arch on percepuon cons1sten Y h f: • that none o us sees r • 

• . . d' a t1 T e act 1s 

ar the same thing yet perceive it 111eren Y· . 1· 
· d call 1t rea 1ty. 

\\ 'hlt we do is interpret what we see an 
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