Fundamentals of Organizational Behaviour

Key Concepts, Skills and Best Practices


CHAPTER 4

PERFORMANCE MANAGEMENT

Learning Outcomes

· Specify the two basic functions of feedback and three sources of feedback.

· Define upward feedback and 360-degree feedback 
· Summarize the general tips for giving good feedback

· Briefly explain the four different organizational reward norms.

· Explain the difference between positive reinforcement, negative reinforcement, punishment, and extinction.

I. PROVIDING EFFECTIVE FEEDBACK

Feedback is objective information about performance.

A. Two Functions of Feedback
1. Instructional – when it clarifies roles or teaches new behaviour.

2. Motivational – can be significantly enhanced by pairing specific, challenging goals with specific feedback about results.

B. Three Sources of Feedback

1. Others – peers, supervisors, employees, outsiders.

2. Task – ready source of objective feedback.

3. Self – self-serving bias and other perceptual problems can contaminate this source.

C. The Recipient’s Perspective of Feedback

1. Positive – being told your performance is below average can have a positive motivational impact.

2. Negative – self-efficacy can be damaged by negative feedback.

D. Behavioural Outcomes of Feedback – feedback schemes, that smack of manipulation or fail one or more of the perceptual and cognitive evaluation tests, breed resistance.

E. Nontraditional Upward Feedback and 360-Degree Feedback
360-Degree feedback involves multiple sources of feedback.  Nontraditional feed back is growing in popularity for these reasons:

· Traditional performance appraisal systems have created widespread dissatisfaction.

· Team-based organization structures are replacing traditional hierarchies, which require managers to have good interpersonal skills that are best evaluated by team members.

· Multiple-rater systems are said to make feedback more valid than single-source feedback.

· Advanced computer network technology greatly facilitates multiple-rater systems.

· Bottom-up feedback meshes nicely with the trend toward participative management and employee empowerment.

· Co-workers and lower-level employees are said to know more about a manager’s strengths and limitations than the boss.

1. Upward feedback stands the traditional approach on its head by having lower-level employees provide feedback on a manager’s style and performance.

2. 360-degree feedback involves letting individuals compare; their own perceived performance with behaviourally specific performance information from their manager, subordinates, and peers.

3. Practical Recommendations favour anonymity and discourage use for pay and promotion decisions.

F. Why Feedback Often Fails

1. Feedback is used to punish, embarrass, or put down employees.

2. Those receiving the feedback see it as irrelevant to their work.

3. Feedback information is provided too late to do any good.

4. People receiving feedback believe it relates to matters beyond their control.

5. Employees complain about wasting too much time collecting and recording feedback data.

6. Feedback recipients complain about feedback being too complex or difficult to understand.

II. ORGANIZATIONAL REWARD SYSTEMS

A. Types of Rewards

1. Extrinsic rewards – financial, material, or social rewards from the environment.

2. Intrinsic rewards – self-granted, psychic rewards.

B. Organizational Reward Norms – the employer-employee linkage can be viewed as an exchange relationship.  Four alternative norms dictate the nature of this exchange:

1. Profit maximization – maximize its net gain, regardless of how the other party fares.

2. Equity – where rewards are allocated proportionate to contributions.

3. Equality calls for rewarding all parties equally, regardless of their comparative contributions.

4. Need calls for distributing rewards according to employees’ needs, rather than their contributions.

C. Distribution Criteria – three general criteria for the distribution of rewards:

1. Performance: results – tangible outcomes such as individual, group, or organization performance; quantity and quality of performance.

2. Performance: actions and behaviours – such as teamwork, cooperation, risk taking, creativity.

3. Nonperformance considerations – customary or contractual, where the type of job, nature of the work, equity, tenure, level in hierarchy, etc., are rewarded.

D. Desired Outcomes – a good reward system should attract talented people and motivate and satisfy them once they have joined the organization.

E. Why Rewards Often Fail to Motivate

1. Too much emphasis on monetary rewards.

2. Rewards lack an “appreciation effect”.

3. Extensive benefits become entitlements.

4. Counterproductive behaviour is rewarded.

5. Too long a delay between performance and rewards.

6. Too many one-size-fits-all rewards.

7. Use of one-shot rewards with a short-lived motivational impact.

8. Continued use of demotivating practices such as layoffs, across-the-board raises and cuts, and excessive executive compensation.

III. POSITIVE REINFORCEMENT

A.  Positive reinforcement is one aspect of a field known as behaviourism, which deals with operant behaviour, meaning learned, consequence-shaped behaviour.  A key concept in behaviourism is contingent consequence, meaning that there is a systematic linkage between behaviour and its consequence.

1. Positive Reinforcement Strengthens Behaviour – making behaviour occur more often by contingently presenting something positive.

2. Negative Reinforcement Also Strengthens Behaviour – making behaviour occur more often by contingently withdrawing something negative.

3. Punishment Weakens Behaviour – making behaviour occur less often by contingently presenting something negative or withdrawing something positive.

4. Extinction Also Weakens Behaviour – making behaviour occur less often by ignoring or not reinforcing it.

B. Schedules of Reinforcement

1. Continuous Reinforcement – reinforcing every instance of a behaviour.

2. Intermittent Reinforcement – reinforcing some but not all instances of behaviour.

3. Proper Scheduling is Important – more powerfully influence behaviour than the magnitude of reinforcement.

4. Work Organizations Typically Rely on the Weakest Schedule – time-based pay schemes such as hourly wages and yearly salaries that rely on the weakest schedule of reinforcement are still the rule in today’s workplaces.

C. Shaping Behaviour with Positive Reinforcement – reinforcing closer and closer approximations to a target behaviour.
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