
       .cls-1{isolation:isolate;}.cls-2{fill:#001847;}                 





	



 
     
         
            .cls-1{fill:#f0f4ff}.cls-2{fill:#ff7734}.cls-3{fill:#f5a623}.cls-4{fill:#001847}.cls-5{fill:none;stroke:#001847;stroke-miterlimit:10}
        
    
     
         
             
             
             
             
             
        
         
             
             
             
        
    



0


Home.Literature.Help.	Contact Us
	FAQ



Log in / Sign up   .cls-1{fill:none;stroke:#001847;stroke-linecap:square;stroke-miterlimit:10;stroke-width:2px}    


  


	    


Log in / Sign up

	Post a question
	Home.
	Literature.

Help.




Process

PAT24
 
     
         
            .cls-1{fill:#dee7ff}.cls-2{fill:#ff7734}.cls-3{fill:#f5a623;stroke:#000}
        
    
     
         
         
         
         
         
         
         
         
         
    



pg._68-88.pdf

Home>Human Resource Management homework help>Process





68 Part Two Individual Behavior and Processes 


Firefighting services around the United States and globally face two challenges in attracting 
and keeping women in this occupation: (1) the self-concept women have about themselves 
versus their image of firefighters and (2) perceptions that others have about firefighters and 
of women in these roles. We discuss both of these related topics in this chapter. First, we 
examLne how people perceive themselves—their self-concepts—and how that self-perception 
affects their decisions and behavior. Next, we focus on perceptions in organizational set-
tings, beginning with how people select, organize, and interpret information, followed by 
several specific perceptual processes such as stereotyping, attribution, and self-fulfilling 
prophecies. We then identify potentially effective ways to improve perceptions, such as 
corporate volunteering. The final section of this chapter reviews the main elements of 
global mindset, a largely perceptual process valued in this increasingly globalized 
world. 


Self-Concept: How We Perceive Ourselves 
Why are there so few female firefighters in the United States and most other countries? The 
opening vignette to this chapter offers a few reasons, one of which is that women do not see 
themselves as firefighters and have doubts about doing that job. " I don't think women 
automatically think they can be a firefighter," admits Kate Bailey, who entered this line of 
work a few years ago in southeastern England. This self-concept incompatibility is further 
reinforced by gendered perceptions of firefighters held by family, friends, and the media. 
"My family told me they thought I'd be an interior designer or something," recalls Maria 
Dominguez, a firefighter in Odessa, Texas. "They would say, 'Why's she doing that [becom-
ing a firefighter[? It's a mans job.'"^ 


We begin this chapter by looking at how people perceive themselves, that is, their self-
concept. Self-concept refers to an individual's self-beliefs and self-evaluations. It is the 
"Who am I?" and "How do I feel about myself?" that people ask themselves and that guide 
their decisions and actions. Whether contemplating a career as a firefighter or a financial 
analyst, we compare our images of that job with our current (perceived self) and desired 
(ideal self) images of ourselves. We also evaluate our current and desired competencies to 
determine whether there is a good fit with that job. A growing number of OB writers are 
discovering that how people perceive themselves helps explain their attitudes, motivation, 
decisions, and behavior in the workplace. 


SELF-CONCEPT COMPLEXITY, CONSISTENCY, 
AND CLARITY 
Self-concepts vary in their complexity, consistency, and clarity (see Exhibit 3.1).' First, self-
concepts have varying degrees of complexity, that is, the number of distinct and important 
roles or identities that people perceive about themselves. Everyone has some degree of com-
plexity because they see themselves in more than one role (student, friend, daughter, sports 
enthusiast, etc.). Complexity is determined not only by the number of selves but also by the 
separation of those selves.A self-concept has low complexity when the individual's most 


EXHIBIT 3.1 SELF-CONCEPT DIMENSION DESCRIPTION ^̂ ^̂ ^̂ ^̂ ^̂ ^̂ ^̂ ^̂ ^̂ ^̂ 1 
Self-Concept Dimensions Complexity How many distinct and important roles or identities does a person 


think about to define him- or herself? 


Consistency How compatible are the person's self-concept identities with one 
another and with the person's personality, values, and other 
attributes? 


Clarity To what extent does the person define him- or herself clearly, 
confidently, and consistently over time? 


aconnect 
How mudi does work define 
your self-concept? Go to www. 
mcgrawhilfconnect.com to assess 
how you score the work centrality 
scale. 
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important identities are highly interconnected, such as when they are all work-related 
(manager, engineer, family income-earner). 


A second characteristic of self-concept is its internal consistency. People have high inter-
nal consistency when most of their self-perceived roles require similar personality traits, 
values, and other attributes. Low consistency occurs when some self-perceptions require 
personal characteristics that conflict with characteristics required for other aspects of self 
Low self-concept consistency would exist if you saw yourself as a very exacting engineer yet 
also a cavaher and risk-oriented skier. Clarity, the third characteristic of self-concept, is the 
degree to which you have a clear, confidently defined, and stable self-concept. Clarity 
occurs when we are confident about who we are, can describe our important identities to 
others, and provide the same description of ourselves across time. Self-concept clarity 
increases with age, as well as with the consistency of a person's multiple selves.' 


Self-concept complexity, consistency, and clarity are important because they influence a 
person's well-being, behavior, and performance. People tend to have psychological well-
being when they have multiple selves (complexity) that are well established (clarity) and are 
similar and compatible with personal traits (consistency). Complexity is important because 
it protects our self-evaluations when some roles are threatened or damaged.* A complex 
self-concept is rather like a ship with several compartments that can be sealed off from one 
another. If one compartment is damaged, it can be isolated so most of the ship remains 
intact. People with low complexity, on the other hand, suffer severe loss when they experi-
ence failure because these events affect a large part of themselves. 


A person's well-being also increases to some extent when his or her multiple selves are in 
harmony (consistency).' Some self-concept diversity helps people adapt, but too much 
variation causes internal tension and conflict. Finally, well-being tends to increase with 
self-concept clarity. When we lack confidence in ourselves, we are more easily influenced 
by others, experience more stress when making decisions, and feel more threatened by 
social forces that undermine our self-confidence and self-esteem.̂  


Self-concept complexity, consistency, and clarity have more varied effects on behavior 
and performance.' On the one hand, people who define themselves mainly by their work 
(i.e., low complexity) tend to have lower absenteeism and turnover. They also potentially 
perform better due to their greater investment in skill development, longer hours, more 
concentration on work, and so forth. On the other hand, low complexity commonly results 
in higher stress and depression when the main self aspect is damaged or threatened, which 
further undermines individual performance. Self-concept clarity tends to improve perfor-
mance and is considered vital for leadership roles.'" However, people with very high clarity 
may have role inflexibility; they have more difficulty adapting to emerging work roles. 


Complexity, consistency, and clarity describe characteristics of a person's self-concept. In 
addition to these characteristics, four processes shape self-concept and influence a person's 
decisions and behavior. Let's look at each of these four "selves": self-enhancement, self-
verification, self-evaluation, and social self (social identity). 


SELF-ENHAMC 


self-concept 
An individual's self-beliefs and 
self-evaluations. 


People across most (and likely 
(and to be perceived by others) 


self-enhancement 
A person's inherent motivation 
to have a positive self-concept 
(and to have others perceive 
him/her favorably), such as 
being competent, attractive, 
lucky, ethical, and important. 


all) cultures are inherently motivated to perceive themselves 
as competent, attractive, lucky, ethical, and important." This 


self-enhancement is observed in many ways. Individuals 
tend to rate themselves as above average, believe that they 
have a better-than-average probability of success, and 
attribute their successes to personal motivation or ability 
while blaming the situation for their mistakes. For instance, 
a recent U.S. government survey reported that 69 percent of 
government workers rated their performance above aver-
age compared with that of other coworkers in their unit; 
only 1 percent rated their performance below average. Even 
more extreme is that 94 percent of university professors 
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Most executives say they 
want their employees to feel 
appreciated, but few translate 
this desire into practice as well 
as Donna Gadient. "The most 
important part of my job is to 
make sure people feel valued," 
says the global human resources 
vice president at Indianapolis, 
Indiana-based R.W. Armstrong. 
Gadient recognizes thatthe 
engineering company's 550 
employees want to have a 
positive self-concept, and 
organizations can tap into that 
motivation by appreciating their 
contribution. Employees are 
"hungry for [employers] to 
recognize who they are and 
what they can bring to the 
world," Gadient explains.'̂  


in one study rated themselves as above-average teachers compared with others at their uni-
versity; two-thirds rated themselves in the top quartile!'^ People don't see themselves as 
above average in all circumstances, but this bias is apparent for conditions that are common 
rather than rare and that are important to them.''' 


Self-enhancement has both positive and negative consequences in organizational set-
tings.''' On the positive side, individuals tend to experience better mental and physical 
health and adjustment when tliey view their self-concept in a positive light. On the negative 
side, self-enhancement can result in bad decisions. For example, some studies report that 
self-enhancement causes managers to overestimate the probability of success in investment 
decisions. Other research suggests that self-enhancement is a factor in high accident rates 
among novice drivers. Generally though, successful companies strive to help employees feel 
that they are valued and integral members of the organization. 


SELF-VERIFICATION 
Along with being motivated by self-enhancement, people try to confirm and maintain their 
existing self-concept."" This process, called self-verification, stabilizes an individual's self-
concept, which in turn provides an important anchor that guides his or her thoughts and 
actions. Employees actively communicate their self-concepts so coworkers can provide 
feedback that reinforces those self-concepts. For example, you might let coworkers know 
that you are a very organized person; later, they point out situations where you have indeed 
been very organized. Unlike self-enhancement, self-verification occurs when we seek out 
feedback that supports our self-view, even when it isn't flattering (e.g., "I'm a numbers per-
son, not a people person"). Social scientists continue to debate whether and under what 
conditions people prefer information that supports self-enhancement or self-verification." 
In other words, do we prefer compliments rather than accurate critiques about our known 
weaknesses? 


Self-verification has several implications for organizational behavior.'* First, it affects 
the perceptual process because employees are more likely to remember information that is 
consistent with their self-concept and screen out information that seems inconsistent with 
it. Second, the clearer the individual's self-concept, the less he or she will accept feedback 
that contradicts that self-concept. Third, employees are motivated to interact with others 
who affirm their self-concept, which affects how well they get along with their bosses and 
other team members. 
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SELF-EVALUATION 
Almost everyone strives to have a positive self-concept, but some people have a more posi-
tive evaluation of themselves than do others. This self-evaluation is mosdy defined by three 
elements; self-esteem, self-efficacy, and locus of control.'' 


IB connect 
What is your level of general 
seif-efficacy? Go to www. 
mcgrawhillconnect.com to assess 
yourself on this component of 
self-evaluation. 


I connect 
Do you have an internal or external 
locus of control? Go to www. 
mcgrawhillconnect.com to assess 
your general locus of control focus. 


Self-esteem—the extent to which people like, respect, and are satisfied 
with themselves—represents a global self-evaluation. Some experts also believe that self-
esteem is a person's rating of his or her success at social inclusion. In other words, people 
have higher self-esteem when they believe they are connected to and accepted by others. 
People with high self-esteem are less influenced by others, tend to persist in spite of failure, 
and think more rationally. Self-esteem regarding specific aspects of self (e.g., a good 
student, a good driver, a good parent) predicts specific thoughts and behaviors, whereas a 
person's overall self-esteem predicts only large bundles of thoughts and behaviors.^" 


Self-efficacy refers to a person's belief that he or she can successfully 
complete a task. '̂ Those with high self-efficacy have a "can-do" attitude. They believe they 
possess the energy (motivation), resources (situational factors), understanding of the 
correct course of action (role perceptions), and competencies (abihty) to perform the task. 
In other words, self-efficacy is an individual's perception regarding the MARS model in a 
specific situation. Although originally defined in terms of specific tasks, self-efficacy is also 
a general trait related to self-concept.^^ General self-efficacy is a perception of one's compe-
tence to perform across a variety of situations. The higher the person's general self-efficacy, 
the higher is his or her overall self-evaluation. 


Locus of Control Locus of control is defined as a person's general beliefs about the 
amount of control he or she has over personal life events. '̂' Individuals with an internal 
locus of control believe that their personal characteristics (i.e., motivation and competen-
cies) mainly influence life's outcomes. Those with more of an external locus of control 
believe that events in their life are due mainly to fate, luck, or conditions in the external 
environment. Locus of control is a generalized belief, so people with an external locus can 
feel in control in familiar situations (such as performing common tasks). However, their 
underlying locus of control would be apparent in new situations in which their control over 
events is uncertain. 


People with a more internal locus of control have a more positive self-evaluation. They 
also tend to perform better in most employment situations, are more successful in their 
careers, earn more money, and are better suited for leadership positions. Internals are also 
more satisfied with their jobs, cope better in stressful situations, and are more motivated by 
performance-based reward systems.̂ '' One worrisome observation is that young people 
have significantly shifted from an internal to more of an external locus of control over the 
four decades since the early 1960s. 


self-verification 
A person's inherent motivation 
to confirm and maintain his/her 
existing self-concept. 


THE SOCIAL SELF 
Everyone has a self-concept that includes at least a few identities (manager, parent, golfer, 
etc.), and each identity is defined by a set of attributes. These attributes highlight both 
the person's uniqueness (personal identity) and his or her association with others (social 
identity).^'' Personal identity (also known as internal self-concept) consists of attributes 


that make us unique and 


self-efficacy 
A person's belief that he or she 
has the ability, motivation, 
correct role perceptions, and 
favorable situation to complete 
a task successfully. 


locus of control 
A person's general belief about 
the amount of control he or she 
has over personal life events. 


distinct from people in the 
social groups to which we 
have a connection. For in-
stance, an unusual achieve-
ment that distinguishes 
you from other people typ-


ically becomes a personal 
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E X H I B I T 3.2 


Social Identity Theory 
Example 


Social Identity Contrasting Groups 


An individual's 
Social Identity 


Indiana University 
graduate 


social identity theory 
A theory stating that people 
define themselves by the 
groups to which they belong or 
have an emotional attachment. 


identity characteristic. Personal identity refers to something about you as an individual, 
w^ithout reference to a larger group. 


At the same time, human beings are social animals; they have an inherent drive to be 
associated with others and recognized as part of social communities. This drive to belong is 
reflected in self-concept by the fact that all individuals define themselves to some degree by 
their relationships.^^ This social identity (also called external self-concept) is the central 
theme of social identity theory, which says that people define themselves by the groups to 
which they belong or have an emotional attachment. For instance, someone might have a 
social identity as an American, a graduate of Indiana University, and an employee at 
Edward Jones (see Exhibit 3.2). 


Social identity is a complex combination of many memberships arranged in a hierarchy 
of importance. One factor determining importance is how easily we are identified as a 
member of the reference group, such as by our gender, age, and ethnicity. A second factor is 
our minority status in a group. It is difficult to ignore your gender in a class where most 
other students are the opposite gender, for example. In that context, gender tends to be-
come a stronger defining feature of your social identity than it is in social settings where 
there are many people of the same gender. 


Along with demographic characteristics, the group's status is an important factor in de-
termining whether we include it in our social identity, because this association makes us 
feel better about ourselves (i.e., self-enhancement). Medical doctors usually define them-
selves by their profession because of its high status. Some people describe themselves by 
where they work ("1 work at Mayo CUnic") because their employer has a good reputation. 
Others never mention where they work because their employer is noted for poor relations 
with employees or has a poor reputation in the community.-'* 


Everyone tries to balance his or her personal and social identities, but the priority 
for uniqueness (personal identities) versus relatedness (social identities) differs from 
one person to the next. People whose self-concepts are heavily defined by social rather 
than personal identities are more motivated to abide by team norms and more easily 


influenced by peer pressure. Those who place more 
emphasis on personal identities, on the other hand, 
speak out more frequently against the majority and are 
less motivated to follow the team's wishes. Further-
more, expressing disagreement with others is a sign of 
distinctiveness and can help employees form a clearer 
self-concept, particularly when that disagreement is 
based on differences in personal values.-' 


perception 
The process of receiving 
information about and making 
sense of the world around us. 
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SELF-CONCEPT AND ORGANIZATIONAL BEHAVIOR 
Self-concept has become a hot topic in several disciplines and is now gaining attention in 
organizational behavior as a cluster of theories to explain employee attitudes and behavior. 
According to recent studies, self-concept helps explain leadership, team dynamics, employee 
motivation, decision making, influence, organizational commitment, and other topics that 
we will discuss in this book.^" Consequently, self-concept and its specific elements will be 
mentioned in relation to several topics throughout this book, including later parts of this 
chapter. 


Many organizational leaders are already well aware that supporting employee self-views 
can significantly improve their performance and well-being. For more than 50 years, 
Johnson & Johnson managers have lived by the health products company's credo that every 
employee "must be considered as an individual" and that the company "must respect their 
dignity and recognize their merit." Executives at Intercontinental Hotels Group (IHG) 
point out that the quality of service that employees give their guests depends on how well 
those employees feel valued by management. As one IHG executive recendy explained: 
"Everything you do in the business must make [employees] feel like heroes and heroines 
and you must acknowledge the huge contribution they make. Everyone says they do this, 
but very few companies do. That's how you galvanize an organization—by making people 
feel that they belong to something special."^' 


Perceiving the World Around Us 
~ ' ' • - • We spend more time perceiving ourselves (thinking about our self-concept) than any other 


" ' . person. Nevertheless, our perceptual energy is directed toward the outer world most of the 
fime. Whether as a structural engineer, forensic accountant, or senior executive, you need 
to pay attention to how to make sense of the world around you, including the conditions 
that challenge the accuracy of those perceptions. Perception is the process of receiving in-
formation about and making sense of the world around us. It entails determining which 
information to notice, how to categorize this information, and how to interpret it within 
the framework of our existing knowledge. This perceptual process generally follows the 
steps shown in Exhibit 3.3. Perception begins when environmental stimuli are received 
through our senses. Most stimuh that bombard our senses are screened out; the rest are 
organized and interpreted. 


E X H I B i l 3.3 


Model of the Perceptual 
Process 


Environmental Stimi 


V 
Selective attention and emotional marker response 


Perceptual organization 
and interpretation 


i 
Atttudes 


andbahavior 
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ffi conned:' 
How much perceptual structure 
do you need? Go to www. 
mcgrawhillcDnnect.com to 
assess yourself on this aspect 
of social perception, as well as 
assist your learning on various 
perceptual errors. 


PERCEPTUAL ORGANIZATION AND INTERPRETATION 
People make sense of information even before they become aware of it. This sense making 
partly includes categorical thinking—the mostly nonconscious process of organizing 
people and objects into preconceived categories that are stored in our long-term memory.''" 
Categorical thinking relies on a variety of automatic perceptual grouping principles. Things 
are often grouped together based on their similarity or proximity to others. If you notice that 
a group of similar-looking people includes several professors, for instance, you will likely 
assume that the others in that group are also professors. Another form of perceptual grouping 
is based on the need for cognitive closure, such as filling in missing information about what 
happened at a meeting that you didn't attend (e.g., who was there, where it was held). A third 
form of grouping occurs when we think we see trends in otherwise ambiguous information. 
Several studies have found that people have a natural tendency to see patterns that really are 
random events, such as presumed winning streaks among sports stars or in gambling.'" 


The process of making sense of the world around us also involves interpreting incom-
ing information. This happens as quickly as selecting and organizing because the previ-
ously mentioned emotional markers are tagged to incoming stimuli, which are essentially 
quick judgments about whether that information is good or bad for us. How much time 
does it take to make these quick judgments? Recent studies estimate that we make reh-
able judgments about another individual's trustworthiness based on viewing a facial 
image for as little as 50 milliseconds (l/20th of a second) In fact, whether we see a face 
for a minute or for just 200 milliseconds, our opinion of whether we like or trust that 
person is about the same.''- Collectively, these studies reveal that selective attention, 
perceptual organization, and interpretation operate very quickly and to a large extent 
without our awareness. 


To achieve our goals with some degree of predictabiUty and sanity, 
we need road maps of the environments in which we live. These road maps, called mental 
models, are internal representations of the external world.*' They consist of visual or rela-
tional images in our mind, such as what the classroom looks like or what happens when we 
submit an assignment late. Mental models partly rely on the process of perceptual grouping 
to make sense of things; they fill in the missing pieces, including the causal connection 
among events. For example, you have a mental model about attending a class lecture or 
seminar, including assumptions or expectations about where the instructor and students 
arrange themselves in the room, how they ask and answer questions, and so forth. We can 
create a mental image of a class in progress. 


Mental models play an important role in sense making, yet they also make it difficult to 
see the world in different ways. For example, accounting professionals tend to see corporate 
problems from an accounting perspective, whereas marketing professionals see the same 
problems from a marketing perspective. Mental models also block our recognition of new 
opportunities. How do we change mental models? That's a tough challenge. After all, we 
developed models from several years of experience and reinforcement. The most important 
way to minimize the perceptual problems with mental models is to constantly question 
them. We need to ask ourselves about the assumptions we make. Working with people from 
diverse backgrounds is another way to break out of existing mental models. CoUeagues 
from different cultures and areas of expertise tend to have different mental models, so 
working with them makes our own assumptions more obvious. 


selective attention 
The process of attending to some 
information received by our 
senses and ignoring other 
information. 


V 


confirmation bias 
The process of screening out 
information that is contrary to our 
values and assumptions and to 
more readily accept confirming 
information. 


categorical thinking 
Organizing people and objects 
into preconceived categories that 
are stored in our long-term 
memory. 


mental models 
Visual or relational images in 
our mind representing the 
external world. 
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Specific Perceptual Processes and Problems 
Embedded within the general perceptual process are specific subprocesses and associated 
errors that have received considerable attention by social scientists. Over the next several 
pages, we will examine several of these perceptual processes and biases, as well as their 
imphcations for organizational behavior. We begin with the most widely known perceptual 
process and bias: stereotyping. 


STEREGTYPiNG IN ORGANIZATIONS 
One reason few women become firefighters is that they, along with their families and 
friends, usually depict firefighters as rugged, risk-oriented, physically strong, and male. 
Although this image has kernels of truth—firefighting requires above-average physical 
strength and has above-average risk—several important features of the occupation are 
seldom mentioned, such as helping others, teamwork, and a focus on safety. In other words, 
people have a stereotype of firefighters that is neither accurate nor desirable for most 
women. 


Stereotyping is the perceptual process by which we assign characteristics to an identifi-
able group and then automatically transfer those features to anyone we believe is a member 
of that group.''^ The assigned characteristics tend to be difficult to observe, such as person-
ality traits and abilities, but they can also include physical characteristics and a host of other 
qualities. For instance, most people hold the stereotype that professors are intelligent and 
absentminded. Stereotypes are formed to some extent from personal experience, but they 
are mainly provided to us through media images (e.g., movie characters) and other cultural 
prototypes. They are beliefs held across an entire society and sometimes across several 
cultures, rather than beliefs that differ from one person to the next. 


Stereotyping involves assigning a group's perceived attributes to individuals known or 
believed to be members of that group. Consequendy, everyone identified with the stereo-
typed group is assumed to possess these characteristics. I f we learn that someone is a pro-
fessor, for example, we impUcitly assume the person is also intelligent and absentminded. 
Historically, researchers also defined stereotypes as exaggerations or falsehoods. This is 
often true, but stereotypes often have some degree of accuracy. 


W h y People S t e r a o t y p s One reason people engage in stereotyping is that, as a 
form of categorical thinking, it is a natural and mostly nonconscious "energy-saving" pro-
cess that simpUfies our understanding of the world. It is easier to remember features of a 
stereotype than the constellation of characteristics unique to everyone we meet."*̂  A second 
reason is that we have an innate need to understand and anticipate how others will behave. 
We don't have much information when first meeting someone, so we rely heavily on stereo-
types to fill in the missing pieces. The higher die perceiver's need for cognitive closure, the 
higher the reliance on stereotypes. 


A third reason stereotyping occurs is because it enhances our self-concept. Earlier in this 
chapter we explained that people define themselves by the groups to which they belong or 
have an emotional attachment. They are also motivated to maintain a positive self-concept. 
This combination of social identity and self-enhancement leads to the processes of catego-
rization, homogenization, and differentiation:"'^ 


Categorization Social identity is a comparative process, and the comparison begins by 
categorizing people into distinct groups. By viewing someone (including yourself) as a 
Texan, for example, you remove that person's individuality and, instead, see him or her as 
a prototypical representative of the group called Texans. This categorization then allows 
you to distinguish Texans from people who live in, say, California or New Hampshire. 


Homogenization To simplify the comparison process, we tend to think that people 
within each group are very similar to one another. For instance, we think Texans 


IT 


V 


stereotyping 
The process of assigning 
traits to people based on their 
membership in a social 
category. 








Chapter Three Perceiving Ourselves and Others in Organizations 77 


collectively have similar attitudes and characteristics, whereas Californians collectively 
have their own set of characteristics. Of course, every individual is unique, but we tend 
to lose sight of this fact when thinking about our social identity and how we compare to 
people in other social groups. 


Differentiation Self-enhancement motivates us to have a positive self-concept. Thus, in 
addition to categorizing and homogenizing people, we differentiate them by assigning 
more favorable characteristics to people in our groups than to people in other groups. This 
differentiation is often subtle, but it can escalate into a "good guy-bad guy" contrast when 
groups are in conflict.''-' In other words, when out-group members threaten our self-concept, 
we are particularly motivated (often without our awareness) to assign negative stereot)'pes 
to them. 


'S with Stereotyping Everyone engages in stereotyping, but this process 
distorts perceptions in various ways. Although stereotypes are not completely fictional, nei-
ther do they accurately describe every person in a social category. Consider how accoun-
tants are typically stereotyped in films and literature. According to various studies, they are 
usually depicted as boring, monotonous, cautious, unromantic, obtuse, antisocial, shy, dys-
functional, devious, calculating, and malicious.'"' Fortunately, recent studies also note a 
more positive trend; some accountant characters are loyal, conscientious, and everyday he-
roes. The traditional accountant stereotype may fit the description of a few accountants, 
but it is certainly not characteristic of all—or even most—people in this profession. Even 
so, once we categorize someone as an accountant, the stereot)'pic features of accountants 
(boring, antisocial, etc.) are transferred to that person, even though we have not attempted 
to verify those characteristics in that person. 


Jason Blumer defies anyone's stereotype of an accountant. The president |he prefers Chief Innovation Officer) of a boutique CPA 
firm in Greenville, South Carolina, usually wears jeans, T-shirts, and flip-flops around the office. He writes a popular blog, is a 
Twitter maniac, Skypes with clients, and hams it up with distorted photos on his iPad. "There is a new day dawning, and this 
country better realize we CPAs are now cool, IVIac-loving, flip-flop wearing, global-serving, math-hating innovators," says Blumer 
about his stereotype-busting ways."' 
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Another problem with stereotyping is that it lays the foundation for discriminatory 
attitudes and behavior. Most of this perceptual bias occurs as unintentional (systemic) dis-
crimination, whereby decision makers rely on stereotypes to establish notions of the "ideal" 
person in specific roles. A person who doesn't fit the ideal tends to receive a less favorable 
evaluation. This subtle discrimination often shows up in age discrimination claims, such as 
the case in which Ryanair's recruitment advertising said it was looking for "young dynamic" 
employees. Recruiters at the Irish discount airUne probably didn't intentionally discrimi-
nate against older people, but the tribunal concluded that systemic discrimination did 
occur because none of the job applicants was over 40 years old.-"'" 


The more serious form of stereotype bias is intentional discrimination or prejudice, in 
which people hold unfounded negative attitudes toward people belonging to a particular 
stereotyped group.^' Is overt prejudice less common today? Perhaps, but there are plenty of 
examples to remind us that it stiU exists. As the opening story to this chapter mentioned, 
female firefighters in Houston complained that they were harassed by a few male colleagues 
who held prejudiced views of women in these jobs. Consistent with these incidents, an 
earlier study of female firefighters reported that sexual harassment is much more prevalent 
in fire stations where men hold strong sex stereotypes of women.^-


Further evidence of prejudicial discrimination comes from a French study of 2,300 help-
wanted ads. The study found that job applicants with French-sounding names were much 
more likely to get job interviews than were applicants with North African or sub-Saharan 
African names, even though employers received identical resumes for both names! Fur-
thermore, when applicants personally visited human resource staff, those with foreign 
names were often told the job had been filled, whereas few of the applicants with French 
names received this message (even when visiting afterwards). Similar studies also found de-
grees of job applicant discrimination involving Turkish applicants in Germany, Albanians 
in Greece, and Arabs in Sweden.'' 


If stereotyping is such a problem, shouldn't we try to avoid this process altogether? 
Unfortunately, it's not that simple. Most experts agree that categorical thinking (including 
stereotyping) is an automatic and nonconscious process. Specialized training programs can 
minimize stereotype activation to some extent, but for the most part, the process is hardwired 
in our brain cells.̂ "* Also remember that stereotyping helps us in several valuable (though 
fallible) ways: minimizing mental effort, filling in missing information, and supporting our 
social identity. The good news is that while it is very difficult to prevent the activation of ste-
reotypes, we can minimize the application of stereotypic information. In other words, though 
we automatically categorize people and assign stereotypic traits to them, we can consciously 
minimize the extent that we rely on that stereotypic information. Later in this chapter, we 
identify ways to minimize stereotyping and other perceptual biases. 


ATTRIBUTION THEORY 
Another widely discussed perceptual phenomenon in organizational settings is the attribu-
tion process. Attribution involves deciding whether an observed behavior or event is 
caused mainly by the person (internal factors) or by the environment (external factors).'''' 
Internal factors include the person's ability or motivation, whereas external factors include 
lack of resources, other people, or just luck. If a coworker doesn't show up for an impor-
tant meeting, for instance, we infer either internal attributions (the coworker is forgetful, 
lacks motivation, etc.) or external attributions (traffic, a family emergency, or other circum-
stances prevented the coworker from attending). 


People rely on the three attribution rules shown in Exhibit 3.4 to determine whether 
someone's behavior mainly has an internal or external attribution. Internal attributions are 
made when the observed individual behaved this way in the past (high consistency), he or 
she behaves like this toward other people or in different situations (low distinctiveness), 
and other people do not behave this way in similar situations (low consensus). On the other 
hand, an external attribution is made when there is low consistency, high distinctiveness, 
and high consensus. 
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EXHIBIT 3.4 _ 


Rules of Attribution 


Frequently 
(tiigh consistency) 


Frequently 
(low distinctiveness) 


Seldom 
(low consensus) 


Consistency Distinctiveness Consensus 


How often did the 
person act this 


way in the past? 


How often does the 
person act this 


way in other 
settings? 


How often do other 
people act this way in 


similar situations? 


J connect" •m 
To assist your learning and 
test your l<nowiedge about 
attribution theory, go to www. 
mcgrawhillconnect.com, which 
has activities and test questions 
on this topic. 


To illustrate how these three attribution rules operate, suppose that an employee is mak-
ing poor-quality products one day on a particular machine. We would probably conclude 
that there is something wrong with the machine (an external attribution) if the employee 
has made good-quaUty products on this machine in the past (low consistency), the em-
ployee makes good-quality products on other machines (high distinctiveness), and other 
employees have recently had quality problems on this machine (high consensus). We would 
make an internal attribution, on the other hand, if the employee usually makes poor-quality 
products on this machine (high consistency), other employees produce good-quality prod-
ucts on this machine (low consensus), and the employee also makes poor-quality products 
on other machines (low distinctiveness).^'' 


Attribution is a necessary process; we need to form cause-and-effect relationships 
to survive in our environment. How we react to a coworker's poor performance de-
pends on our internal or external attribution of that performance. Students who make 
internal attributions about their poor performance are more likely to drop out of their 
programs." As we see next, however, people distort their perceptions through various 
attribution errors. 


attribution process 
The perceptual process of 
deciding whether an observed 
behavior or event is caused 
largely by internal or 
external factors. 


fundamental attribution error 
The tendency to see the person 
rather than the situation as the 
main cause of that person's 
behavior. 


Attribution Errors Attribution is the source of a 
few perceptual errors, the two most common of which 
are fundamental attribution error and self-serving bias. 
Fundamental attribution error refers to our tendency to 
perceive another person's actions as caused mainly by in-
ternal attributions, whereas we recognize both internal 
and external causes of our own actions.'* We tend to 
identify a coworker's motivation as the main reason 
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Too often, employees blame the 
situation for past mistakes and, 
over time, believe that good 
performance is beyond their 
control (an external attribution). 
Employee coaching reframes 
that perception to a stronger 
internal attribution. Through 
dialogue, employees can realize 
"that they have the ability and 
capacity to take responsibility tor 
their situation and do something 
about it," says CJ Scarlet, who 
coaches employees through 
Roving Coach.̂ ^ 


why he or she is late for work (e.g., doesn't like the job), whereas we attribute our own 
lateness partly or mostly to external factors such as traffic jams, failed alarm clocks, or unex-
pected emergencies getting the kids ready for school. Fundamental attribution error occurs 
because observers can't easily see the external factors that constrain the person's behavior. 
We didn't see the traffic jam that caused the person to be late, for instance. Research suggests 
that fundamental attribution error is more common in Western countries than in Asian 
cultures, where people are taught from an early age to pay attention to the context in inter-
personal relations and to see everything as being connected in a holistic way.'' 


Nearly a century ago, fictional New York crime investigator Philo Vance quipped, "Bad 
luck is merely a defensive and self-consoling synonym for inefficiency." Vance was referring 
to an attribution error known as the self-serving bias, which is the tendency to attribute 
our failures to external causes (e.g., bad luck) more than internal causes (e.g., inefficiency) 
while believing that successes are due more to internal than external factors.*" Simply put, 
we take credit for our successes and blame others or the situation for our mistakes. In an-
nual reports, for example, executives mainly refer to their personal qualities as reasons for 
the company's successes and to external factors as reasons for the company's failures. Simi-
larly, entrepreneurs in one recent study overwhelmingly cited situational causes for their 
business failure (funding, economy), whereas they noticeably understated their lack of vi-
sion, social capital skills, and other personal causes.""' Philo Vance's comment about bad 
luck points out that self-serving bias is associated with self-enhancement. By relying on 
external causes of failure and internal causes of success, people generate a more positive 
(and self-consoling) self-concept. 


SELF-FULFILLING PROPHECY 
A self-fulfilling prophecy occurs when our expectations about another person cause 
that person to act in a way that is consistent with those expectations. In other words, 
our perceptions can influence reality. Exhibit 3.5 illustrates the four steps in the self-
fulfilling prophecy process, using the example of a supervisor and a subordinate.''' The 
process begins when the supervisor forms expectations about the employee's future 
behavior and performance. These expectations are sometimes inaccurate, because first 
impressions are usually formed from limited information. The supervisor's expectations 
influence his or her treatment of employees. Specifically, high-expectancy employees 
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EXHIBIT 3.5 


The Self-Fulfilling 
Prophecy Cycle H i 


4. Employee's isehavior 
becomes more consistent 


wttti the supervisor's * 
initial expectations 


fflcomect 
To assist your learning and test 
your knowledge about the self-
fulfilling prophecy and other 
perceptual errors, go to www. 
mcgrawhlllconnect.com, which 
has activities and test questions 
on these topics. 


I self-serving bias The tendency to attribute our 
favorable outcomes to internal 
factors and our failures to 
external factors. 


(those expected to do well) receive more emotional support through nonverbal cues 
(e.g., more smiling and eye contact), more frequent and valuable feedback and rein-
forcement, more challenging goals, better training, and more opportunities to demon-
strate good performance. 


The third step in a self-fulfilling prophecy includes two effects of the supervisor's behav-
ior on the employee. First, through better training and more practice opportunities, a high-
expectancy employee learns more skills and knowledge than a low-expectancy employee. 
Second, the employee becomes more self-confident, which results in higher motivation and 
willingness to set more challenging goals.*̂ " In the final step, high-expectancy employees 
have higher motivation and better skills, resulting in better performance, while the opposite 
is true of low-expectancy employees. 


There are many examples of self-fulfdling prophecies in work and school settings.''' 
Research has found that women perform less well on math tests after being informed that 
men tend to perform better on them. Women perform better on these tests when they are 
not exposed to this negative self-fulfilling prophecy. Similarly, people over 65 years of 
age receive lower results on memory tests after hearing that mental ability declines with 
age. Another study reported that the performance of Israeli Defense Force trainees was in-
fluenced by their instructor's expectations regarding the trainees' potential in the program. 
Self-fulfilling prophecy was at work here because the instructor's expectations were based 
on a list provided by researchers showing which recruits had high and low potential, even 
though the researchers had actually listed these trainees randomly. 


Coni inc jSi ic iss o? Sel-f-Fulfifling Prophecy Self-fulfilling prophecies are more 
likely to occur at the beginning of a relationship, such as when employees are first hired. It 
is also stronger when several people (rather than just one person) hold the same expecta-
tions of the individual. In other words, we might be able to ignore one person's doubts 
about our potential but not the collective doubts of several people. The self-fulfilling proph-
ecy effect is also stronger among people with a history of low achievement. High achievers 
can draw on their past successes to offset low expectations, whereas low achievers do not 


have past successes to support their self-confidence. For-
tunately, the opposite is also true: Low achievers respond 
more favorably than high achievers to positive self-fulfilling 
prophecy. Low achievers don't receive this positive en-
couragement very often, so it probably has a stronger 
effect on their motivation to excel.'''' 


The main lesson from self-fulfilling prophecy litera-
ture is that leaders need to develop and maintain a posi-
tive, yet realistic, expectation toward all employees. This 


self-fulfilling prophecy 
The perceptual process in which 
our expectations about another 
person cause that person to act 
more consistently with those 
expectations. 
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recommendation is consistent with the emerging philosophy of positive organizational 
behavior, which suggests that focusing on the positive rather than negative aspects of hfe 
will improve organizational success and individual well-being. Communicating hope and 
optimism is so important that it is identified as one of the critical success factors for physi-
cians and surgeons. Training programs that make leaders aware of the power of positive 
expectations seem to have minima! effect, however. Instead, generating positive expecta-
tions and hope depends on a corporate culture of support and learning. Hiring supervisors 
who are inherently optimistic toward their staff is another way of increasing the incidence 
of positive self-fulfilling prophecies. 


OTHER PERCEPTUAL EFFECTS 
Self-fulfilling prophecy, attribution, and stereotyping are among the most common percep-
tual processes and biases in organizational settings, but there are many others. Four of them 
that have received attention in organizational settings are briefly described next. 


Haio bTOCi The halo effiect occurs when our general impression of a person, usually 
based on one prominent characteristic, distorts our perception of other characteristics of that 
person.*"' If a supervisor who values punctuality notices that an employee is sometimes late for 
work, the supervisor might form a negative image of the employee and evaluate that persons 
other traits unfavorably as well. The halo effect is most likely to occur when concrete informa-
tion about the perceived target is missing or we are not sufficiendy motivated to search for it. 
Instead, we use our general impression of the person to fill in the missing information. 


False-Consensus E f teei The false-consensus effect (also called similar-to-me 
effect) occurs when people overestimate the extent to which others have similar behefs or 
behaviors to their own.** Employees who are thinking of quitting their jobs overestimate 
the percentage of coworkers who are also thinking about quitting, for example. There are 
several explanations for the false-consensus effect. One is that we are comforted by the be-
lief that others are similar to us, particularly regarding less acceptable or divisive behavior. 
Put differently, w e perceive "everyone does it" to reinforce our self-concept regarding be-
haviors that do not have a positive image (quitting, parking illegally, etc.). A second expla-
nation is that we interact more with people who have similar views and behaviors, which 
causes us to overestimate how common those views/behaviors are in the entire organiza-
tion or society Third, as noted previously in this chapter, we are more likely to remember 
information that is consistent with our own views and selectively screen out communica-
tion that is contrary to our beliefs. Finally, our social identity process homogenizes people 
within groups, so we tend to think that everyone in that group has similar opinions and 
behavior, including the false-consensus topic. 


Primacy E f f e c t The primacy effect is our tendency to quicldy form an opinion of 
people on the basis of the first information we receive about them.*' It is the notion that 
first impressions are lasting impressions. This rapid perceptual organization and interpreta-
tion occurs because we need to make sense of the world around us. The problem is that 
first impressions—particularly negative first impressions—are difficult to change. After 
categorizing someone, we tend to select subsequent information that supports our first im-
pression and screen out information that opposes that impression. 


Recency Effect The recency effect occurs when the most recent information 
dominates our perceptions.'" This perceptual bias is most common when people (espe-
cially those with limited experience) are making an evaluation involving complex in-
formation. For instance, auditors must digest large volumes of information in their 
judgments about financial documents, and the most recent information received prior 
to the decision tends to get weighted more heavily than information received at the 
beginning of the audit. Similarly, when supervisors evaluate the performance of em-
ployees over the previous year, the most recent performance information dominates the 
evaluation because it is the most easily recalled. 


positive organizational behavior 
A perspective of organizational 
behavior that focuses on building 
positive qualities and traits within 
individuals or institutions as 
opposed to focusing on what is 
wrong with them. 
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-ront Line 
If the meal service seems a bit slower than usual on your next 
Air New Zealand flight, it might be because CEO Rob Fyfe is 
doing the serving while chatting with passengers. Fyfe and his 
top executive team often take time away from the firm's head-
quarters in Auckland to serve as flight attendants, check-in 
counter staff, or baggage handlers. (The executives had to 
pass tests to work as part of the cabin crew.) Helmut Wieser, 
an executive vice president at Alcoa, also works beside front-
line staff on the shop floor of several plants four times a year. 
As part of a television series on CEOs in frontline jobs, Herschend 
Family Entertainment CEO Joel Manby worked incognito along-
side employees at the entertainment company in jobs ranging 
from waiting tables to washing gigantic aquariums. 


Working in these frontline jobs gives executives a reality 
check about the business and its employees. For example, along 
with getting to know staff, Joel Manby became aware that he 
had been too reclusive during the financial crisis. "Working with 
[these employees] helped me realize that during the recession, 
I had become withdrawn and detached, affected by difficult 
business decisions," Manby acknowledges. "They showed me 
the importance of getting back in touch with people." 


Some companies have extended this frontline experience to 
professional and administrative staff. At WideOpenWest, the 
Denver-based telecommunication company, professional and 
management staff spend time every quarter working at the call 
center or traveling to work sites with technology staff. Every-


connections 3.1 


Herschend Family Entertainment CEO Joel Manby and other 
executives keep their perceptions in focus by working alongside 
frontline staff. 


one at Domino's head office in Ann Arbor, Michigan, attends 
Pizza Prep School, where they learn how to make pizzas and 
run a pizza store. Every year, PortionPac Chemical, a Chicago-
based manufacturer of cleaning fluids, holds a "Front-to-Back 
Day" to help front office employees gain a better understand-
ing of work in the factory. On that day, everyone, from the 
receptionist to CEO, receives work assignments from plant 
supervisor Mary Jaramillo. "We want them to see how difficult 
the jobs are," says Jaramillo.̂ ^ 


Global Mindset: Developing Perceptions Across Borders 


f global mindset 
An individual's ability to 
perceive, appreciate, and 
empathize with people from 
other cultures, and to process 
complex cross-cultural 
information. 


V 


Anne Connelly had previously worked outside North America, but her current job at 
Medecins Sans Frontieres (Doctors Without Borders) pushed her even further onto the 
global stage. Connelly was sent to the Central African Repubhc to help the government 
with some of its financial programs. The setting wasn't for the fainthearted. "There has 
been civil unrest in the country for a while, mainly caused by poor government and warring 
rebel tribes coming in from neighboring countries," Connelly explains. But the experience 
of working in other lands with people who have different perceptions and experiences is 
exactly what Connelly had been seeking. "DeGroote [MBA program] taught me to develop 
a global mindset of how businesses operate at the international level," she says. "By learning 
the culture, the languages, the people, the climate, everything, you can develop more 
holistic solutions to any given problem."^"* 


Organizational leaders are paying much more attention these days to employees such 
as Anne Connelly who are developing a global mindset. A global mindset refers to an 
individual's ability to perceive, know about, and process information across cultures. It 
includes (1) an awareness of, openness to, and respect for other views and practices in 
the world; (2) the capacity to empathize and act effectively across cultures; (3) an ability 
to process complex information about novel environments; and (4) the ability to com-
prehend and reconcile intercultural matters with multiple levels of thinking.*' 


Let's look at each of these features. First, global mindset occurs as people develop 
more of a global than a local/parochial frame of reference about their business and its 








Chapter Three Perceiving Ourselves and Others in Organizations 87 


environment. They also have more knowledge and appreciation of many cultures and do 
not judge the competence of others by their national or ethnic origins. Second, global 
mindset includes understanding the mental models held by colleagues from other cultures, 
as well as their emotional experiences in a given situation. Furthermore, this empathy 
translates into the effective use of words and behaviors that are compatible vrith the local 
culture. Third, people with a strong global mindset are able to process and analyze large 
volumes of information in new and diverse situations. Fourth, a global mindset involves the 
capacity to quickly develop useful mental models of situations, at both local and global 
levels of analysis. 


As you might imagine, employees offer tremendous value to organizations as they de-
velop a global mindset.** They develop better relationships across cultures by understand-
ing and showing respect to distant colleagues and partners. They can sift through huge 
volumes of ambiguous and novel information transmitted in multinational relationships. 
They have a capacity to form networks and exchange resources more rapidly across bor-
ders. They also develop greater sensitivity and respond more quickly to emerging global 
opportunities. 


For three months John Leiter 
was transplanted from his Ernst 
& Young office in Boston to 
Montevideo, assisting a young 
information technology company 
with its first real five-year 
strategic plan. Leiter (center in 
this photo with staff at the 
Uruguayan firm) was performing 
different work in a different 
country with a different culture 
and language. "We need people 
with a global mindset, and what 
better way to develop a global 
mindset, and what more realistic 
way, than for somebody to have 
an immersion experience with 
just enough safety net?" says 
Deborah Holmes, Ernst & Young 
global director of corporate 
responsibility." 


DEVELOPIIMG A GLOBAL MINDSET 
Developing a global mindset involves improving one's perceptions, so the practices of 
awareness, self-awareness, and meaningful interaction are relevant. As with most percep-
tual capabilities, a global mindset begins with self-awareness—understanding one's own 
behefs, values, and attitudes. Through self-awareness, people grow more open-minded and 
nonjudgmental when receiving and processing complex information for decision making. 
In addition, employees develop a global mindset when they are given opportunities to 
compare their own mental models with those of coworkers or partners from other regions 
of the world. For example, employees might engage in virtual dialogues about how well the 
product's design or marketing strategy is received in the United States versus India or ChUe. 
When companies engage in regular discussions about global competitors, suppliers, and 
other stakeholders, they eventually move the employee's sphere of awareness more toward 
that global stratum. 


A global mindset develops through better knowledge of people and cultures. Some of 
that knowledge is acquired through formal programs, such as diversity training, but deeper 
absorption results from immersion in those cultures. Just as executives need to experience 


frontline jobs to better understand their 
customers and employees, so too do they 
and other employees need to have mean-
ingful interaction with colleagues from 
other cultures in those settings. The more 
people embed themselves in the local 
environment (such as following local 
practices, eating local food, and using the 
local language), the more they tend to 
understand the perspectives and attitudes 
of their colleagues in those cultures. 


V! I ; :. e. ; Vi ;;; rn s r.- : f E r n s t & Young, 
IBM, Procter & Gamble, and a few other 
organizations have introduced special 
programs to accelerate global mindset de-
velopment by sending teams of employees 
on social responsibility missions in devel-
oping countries for one or two months. 
IBM's Corporate Service Corps program 
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is one of the leading examples. Each year about 500 IBMers from dozens of countries are 
organized into small teams and dispatched to developing countries. For one month, these 
diverse teams assist local people on an economic or social development project. "These 
people actually go out and work in emerging markets, to work in NGOs [nongovernment 
organizations], to work in these other kinds of environments, so they can get a perspective 
and learn.. . how to think about problems from another perspective, from another point of 
view," explains IBM CEO Sam Palmisano.** 


Mike Goddard can attest that IBM's Corporate Service Corps program improved his 
global mindset.*' The IBM information technology architect was teamed up with a dozen 
other IBMers from Italy, Japan, and other countries to assist local Tanzanian projects, such 
as more effectively distributing pumps to farmers. On arrival, Goddard quickly learned that 
his usual way of getting the job done wouldn't work in Tanzania. "We came in with these 
expectations of what we'd achieve if we were at home," admits Goddard, referring particu-
larly to the extremely slow and intermittent Internet services. "We take it for granted, but in 
Tanzania you can't get to it. We had to think of other ways of working." 


Goddard's second discovery was how two people interpret the same conversations dif-
ferently: "Just hearing what the client was saying within the room, I'd interpret it one way, 
Sara [another IBM team member] from Italy would interpret it another way." Goddard's 
third insight from the Tanzania trip was that he and other Westerners focus too much on 
the work rather than the relationship. "Perhaps we do charge around too much and lose 
sight; the task becomes more important than the person," he suggests. "Over there [in 
Tanzania] it's very much the person and the interaction with the people is still more impor-
tant than the job" Goddard explains that "rushing into a meeting—'Hi I want to know this, 
let's go, bang'—is very offensive" in Tanzania. 


y chapter summary J 
LO1 Describe the elements of self-concept and explain how 


they affect an individual's behavior and well-being. 


Self-concept includes an individual's self-beliefs and self-
evaluations. It has three structural dimensions, complexity, 
consistency, and clarity, all of which influence employee 
well-being, behavior, and performance. People are inherently 
motivated to promote and protect their self-concept (self-
enhancement) and to verify and maintain their existing 
self-concept (self-verification). Self-evaluation consists of 
self-esteem, self-efficacy, and locus of control. Self-concept 
also consists of both personality identity and social identity. 
Social identity theory explains how people define themselves 
in terms of the groups to which they belong or have an emo-
tional attachment. 


L02 Outline the perceptual process and discuss the effects 
of categorical thinking and mental models in that 
process. 


Perception involves selecting, organizing, and interpreting 
information to make sense of the world around us. Percep-
tual organization applies categorical thinking—the mostly 
nonconscious process of organizing people and objects into 
preconceived categories that are stored in our long-term 
memory. Mental models—internal representations of the 
external world—also help us make sense of incoming 
stimuli. 


L03 Discuss how stereotyping, attribution, self-fulfilling 
prophecy, halo, false-consensus primacy, and recency 
effects influence the perceptual process. 


Stereotyping occurs when people assign traits to others based 
on their membership in a social category. This assignment 
economizes mental effort, fills in missing information, and 
enhances our self-concept, but it also lays the foundation for 
prejudice and systemic discrimination. The attribution process 
involves deciding whether an observed behavior or event is 
caused mainly by the person (internal factors) or the environ-
ment (external factors). Attributions are decided by perceptions 
of the consistency, distinctiveness, and consensus of the behav-
ior. This process is subject to fundamental attribution error and 
self-serving bias. A self-fulfilling prophecy occurs when our 
expectations about another person cause that person to act in a 
way that is consistent with those expectations. This effect is 
stronger when employees first join the work unit, when several 
people hold these expectations, and when the employee has a 
history of low achievement. Four other perceptual errors 
commonly noted in organizations are the halo effect, false-
consensus effect, primacy effect, and recency effect. 


L04 Discuss three ways to improve perceptions, with spe-
cific applications to organizational situations. 


One way to minimize perceptual biases is to become more 
aware of their existence. Awareness of these biases makes 
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