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PREFACE
Welcome to the 12th edition of Organizational Behavior. Or is it the 3rd edi-
tion? Or even the 1st edition? In some w ays any of these edition numbers  
might be correct. How is this possible? Let’s explain. …

Ricky Griffin and Greg Moorhead published a textbook entitled  
Organizational Behavior in 1986. The book was very successful and underwent 
regular revisions every few years. The hallmark of Organizational Behavior 
has long been comprehensive content based on sound academic research 
brought to life through examples and case studies. Since its very first edition 
the book has been a market leader. A few years ago Greg retired from teach-
ing after a long and distinguished career but continued to work with Ricky on 
multiple editions of Organizational Behavior. However, he finally decided to 
give up this work as well, and the 11th edition was his last.

Meanwhile, Jean Phillips and Stan Gully published the first edition of  
their own Organizational Behavior textbook in 2012 and revised it in 2014.  
Jean and Stan’s book also had strong content, of course, but it truly set new 
standards of excellence with its outstanding array of features, learning aids, 
digital support material, and video programs. In 2014, Ricky, Jean, and Stan 
met in Philadelphia during the Academy of Management meeting and came 
up with the idea of combining our books. We saw this as a true win-win oppor-
tunity to create a new book that would merge the historically strong content of 
the older book with the contemporary content and cutting-edge support mate-
rials of the newer book. 

Development Process
We started our work by carefully reviewing each of the two existing books, new 
and current developments in the field of organizational behavior, and reviewer 
feedback about the strengths of each book. We then carefully developed a new 
outline of sixteen chapters. In our judgment, this structure provides thorough 
and comprehensive coverage of the major topics within the field of organiza -
tional behavior while also providing a framework that can be effectively cov -
ered in a single semester.

We also developed an integrated learning model that demonstrates how 
all of the topics within the book relate to one another. This model is developed 
in Chapter 1. It is then revisited at the begi nning of each part. The reader 
is reminded of how earlier c hapters led them to the current discussion and  
where the discussion is headed next. Last but not least, we included most of 
the features that Jean and Stan had so carefully created.

Our goals are to make you more successful in your life and career by help-
ing you understand yourself, understand organizations, and understand the 
role of organizational behavior (OB) in your personal career success. We also 
want to cultivate an understanding of and ability to apply knowledge about  
individual and group behavior in organizations and to appreciate how the  
entire organizational system operates. This will enhance your understand-
ing of how to flexibly apply the OB concepts that are appropriate for different  
problems or situations. Finally, we want to ensure that you have a complete 
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understanding of the modern OB context, including ethics, diversity, competi-
tive advantage, technology, and the global context.

Features
Our new book contains several features designed to reinforce the themes of 
the book and further develop your OB skills.

Real World Challenge  To help you recognize OB-relevant issues in organi-
zations, each chapter begins with a Real World Challenge that describes a real 
challenge or problem faced by a person or organization that relates to that  
chapter’s content. The chapter then concludes with a description of how the  
company or individual addressed the challenge.

Global Issues  A Global Issues feature in each chapter highlights the global 
implications of some of the chapter’s content.

Case Study  A Case Study in each chapter reinforces some of each chapter’s 
material and gives you the opportunity to apply what you learn in the chapter 
to a real organizational situation.

Understand Yourself To help you better understand your own characteristics, 
an Understand Yourself feature in each chapter gives you the chance to assess 
yourself on a variety of topics relevant to OB . This feature will help you better  
understand what motivates you, how you view money, your leadership style, your 
emotional intelligence, and your diversity awareness, among other things.

Improve Your Skills  Each chapter also contains an Improve Your Skills box 
to help you become more effective in different areas inc luding dealing with 
challenging managerial behaviors, interviewing, managing stress, negotiating, 
and assessing an organization’s culture and political environment.

Group Exercises  Each chapter also includes a group-based experiential  
exercise. This exercise will help both further your understanding of basic 
concepts of organizational behavior while simultaneously helping you improve 
your skills in working with others.

Now What? Video Cases Captivating Now What? decision-making videos 
put you in the manager’s chair. Four videos are included for each chapter, with 
the first video presenting a business challenge, and three shorter videos providing 
“correct” and “incorrect” responses to the challenge. A short synopsis and discus-
sion questions to accompany each video are included at the end of the chapter.

Video Exercises  Also included with each chapter are separate stand-alone 
videos featuring real-world companies to show managerial challenges. These 
exercises and discussion questions appear at the end of each chapter.

Instructor Support Materials
•	 Instructor Companion Website: Instructors can find course su pport 

materials, including Instructor’s Resource Manual,  Test Bank files , 
PowerPoint® slides, and DVD guide. 
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•	 On the Job DVD: “On the Job” videos provide behind-the-scene insights 
into management concepts at work within actual small and large busi-
nesses. Corresponding support material can be found in the DVD guide.

•	 Cengage Learning Testing, powered by Cognero® Instant Access: Cengage 
Learning Testing powered by Cognero® is a flexible, online system that al-
lows you to: import, edit, and manipulate content from the text’s test bank 
or elsewhere, including your own favorite test questions; create multiple 
test versions in an instant; and deliver tests from your LMS, your class-
room, or wherever you want.

Student Support Materials
•	 MindTap® Management is the digital learning solution that helps in-

structors engage students and help them relate management concepts to  
their lives. Through interactive assignments students connect manage -
ment concepts to real-world organizations and say how managers should 
perform in given situations.  Finally, all activities are designed to teac h 
students to problem-solve and think like management leaders. Through 
these activities and real-time course analytics, and an accessible reader, 
MindTap helps you turn cookie cutter into cutting edge , apathy into  
engagement, and memorizers into higher-level thinkers. 

		  Our adaptive learning solution provides customized questions, text, and 
video resources based on student proficiency. Priced to please students and 
administrators, this solution will help you develop the next generation of 
managers.

•	 The learning path is based on our Engage, Connect, Perform, and 
Lead model. Students are drawn into the material with self-assessments. 
Quizzes and homework assignments help students connect concepts with 
the real world, and higher level homework assignments ask students to  
analyze and manage complex situations. 
•	 Self-Assessments engage students by helping them make personal  

connections to the content presented in the chapter.
•	 Reading Quizzes assess students’ basic comprehension of the reading 

material to help you gauge their level of engagement and understand-
ing of the content.  Students are able to see compare their responses  
against others in their class, school and everyone one who’s previously 
taken the self-assessment.

•	 Assignments for each chapter elevate thinking challenging students 
to think critically and begin to think like managers.

•	 Concept Videos present short enrichment clips of information on 
topics students typically struggle with.

•	 Video Case Activities engage students by presenting everyday busi-
nesses facing managerial challenges, placing concepts in real-world  
context and making for great points of discussion.

•	 Experiential Exercises powered by YouSeeU include role play 
and group projects challenge students to work in teams in our one-of-
a-kind collaborative environment to solve real-world managerial prob-
lems, develop skills and begin to experience firsthand what it’s like to 
work in management.

•	 Branching Activities challenge students to evaluate work situations 
and decide what actions they might take as managers. Then students 
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use their knowledge of management to identify the advantages and  
disadvantages of different managerial approaches.

•	 Adaptive Study Centers powered by Knewton are provided at the 
unit level and the exam level to help students work toward mastery of 
course content. Material presented is customized to students’ specific 
needs and serves up questions , feedback, remediation, and instruc-
tional content according to how they progress.

•	 Writing Activities powered by Write Experience offers students 
the opportunity to improve their writing and analytical skills without 
adding to your workload. Offered through an exclusive agreement with 
Vantage Learning, creator of the software used for GMAT essay grad-
ing, Write Experience evaluates students’ answers to a select set of 
assignments for writing for voice, style, format, and originality. 
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INTRODUCTION TO 
ORGANIZATIONAL BEHAVIOR1

P A R T

Managers strive to make their organizations as effective and successful as possible. To do this they rely on assets 
such as financial reserves and earnings, technology and equipment, raw materials, information, and operating 
systems and processes. At the center of everything are the employees who work for the organization. It is usually 
their talent, effort, skill, and ability that differentiates effective from less effective organizations. It is critical, then, 
that managers understand how the behaviors of their employees impact organizational effectiveness. 

In general, managers work to enhance employee performance behaviors, commitment and engagement, and 
citizenship behaviors and to minimize various dysfunctional behaviors. A number of environmental, individual, 
group and team, leadership, and organizational characteristics can make the manager’s work easier or more 
difficult depending on how well they understand organizational behavior. This model will be more fully developed in 
Chapter 1 and will serve as a roadmap for your study of organizational behavior throughout this book.

1	 CHAPTER 1  An Overview of Organizational Behavior

2	 CHAPTER 2  The Changing Environment of Organizations

How does the
environment matter?

How does the
environment matter?

What makes managers
and organizations effective?
• Enhancing performance
 behaviors
• Enhancing commitment and
 engagement
• Promoting citizenship
 behaviors
• Minimizing dysfunctional
 behaviors

Why do individuals
do what they do?
• Individual 
 characteristics
• Individual values,
 perceptions, and
 reactions
• Motivating behavior
• Motivating behavior
 with work and
 rewards

Why do groups and
teams do what they
do?
• Groups and teams
• Decision making and
 problem solving
• Communication
• Conflict and
 negotiation

Why does leadership
matter?
• Traditional leadership
 approaches
• Modern leadership
 approaches
• Power, influence, and
 politics

How do 
organizational
characteristics
influence
effectiveness?
• Organization structure
 and design
• Organization culture
• Change management
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C H A P T E R 
O U T L I N E

L E A R N I N G 
OUTCOMES

AN OVERVIEW OF 
ORGANIZATIONAL BEHAVIOR

After studying this chapter, you should be 
able to:

1	 Define organizational behavior and 
describe how it impacts both personal 
and organizational success.

2	 Identify the basic management 
functions and essential skills that 
comprise the management process and 
relate them to organizational behavior.

3	 Describe the strategic context of 
organizational behavior and discuss 

the relationships between strategy 
and organizational behavior.

4	 Identify and describe contextual 
perspectives on organizational 
behavior.

5	 Describe the role of organizational 
behavior in managing for 
effectiveness and discuss the role of 
research in organizational behavior.

6	 Summarize the framework around 
which this book is organized.

Real World Challenge: Managing 
Growth at Google
AN OVERVIEW OF ORGANIZATIONAL 
BEHAVIOR
WHAT IS ORGANIZATIONAL 
BEHAVIOR?

The Meaning of Organizational 
Behavior
How Organizational Behavior 
Impacts Personal Success

Understand Yourself: Global Mindset
Case Study: The J.M. Smucker Company
THE MANAGERIAL CONTEXT OF 
ORGANIZATIONAL BEHAVIOR

Basic Management Functions and 
Organizational Behavior
Critical Management Skills and 
Organizational Behavior
Organizational Behavior and Human 
Resource Management

Improve Your Skills: OB Related Job 
Interview Questions
THE STRATEGIC CONTEXT OF 
ORGANIZATIONAL BEHAVIOR

Sources of Competitive Advantage
Types of Business Strategies

Connecting Business Strategy to 
Organizational Behavior

CONTEXTUAL PERSPECTIVES ON 
ORGANIZATIONAL BEHAVIOR

Where Does Organizational Behavior 
Come From?
Organizations as Open Systems
Situational Perspectives on 
Organizational Behavior
Interactionalism: People and 
Situations

MANAGING FOR EFFECTIVENESS
Enhancing Individual and Team 
Performance Behaviors
Enhancing Employee Commitment 
and Engagement
Promoting Organizational Citizenship 
Behaviors
Minimizing Dysfunctional Behaviors
Driving Strategic Execution
How Do We Know What We Know?

Global Issues: Managing Across Cultures
THE FRAMEWORK OF THE BOOK
SUMMARY AND APPLICATION
Real World Response: Managing 
Growth at Google

C H A P T E R

1
LOSKUTNIKOV/SHUTTERSTOCK.COM
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REAL WORLD CHALLENGE

MANAGING GROWTH AT GOOGLE

Google’s popular search engine was created in 1998 when founders Larry Page and Sergey 

Brin cofounded the firm with the goal of making the world’s information available to every-

one.1 Being a startup, Google’s founders were understandably concerned about inspiring 

and retaining the innovative talent that would make or break the company’s future success.

Page and Brin realized that Google’s explosive growth needed to be closely monitored, 

and that its employees needed to continue feeling like an important part of the team.2 The 

founders wanted to make Google an engaging place to work and set out to design the 

organization and its culture in a way that would appeal to its current and future employ-

ees. Imagine that Google’s founders asked you for advice during the early days of Google. 

What advice would you give them about the role of its people in its future success and how 

to set up the company to maximize employee innovation, trust, and loyalty?
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4	 PART 1  |  Introduction to Organizational Behavior

Regardless of their size, scope, or location, all organizations 
have at least one thing in common—they are comprised of  
people. It is these people who make decisions about the stra -
tegic direction of a firm, it is they who acquire the resources 
the firm uses to create new products , and it is they who sell  
those products. People manage a firm’s corporate headquar-
ters, its warehouses, and its information technology, and it is 
people who clean up at the end of the day. No matter how effec-
tive a manager might be, all organizational successes—and fail-
ures—are the result of the behaviors of many people. Indeed, no 
manager can succeed without the assistance of others.

Thus, any manager—whether responsible for a big business 
such as Google, Abercrombie & Fitch, General Electric, Apple, 
Starbucks, or British Airways; for a niche business such as the 
Boston Celtics basketball team or a Mayo Clinic facility; or for a 
local Pizza Hut restaurant or neighborhood dry cleaning establish-
ment—must strive to understand the people who work in the orga-
nization. This book is about those people . It is also about the  
organization itself and the managers who operate it. Together, the 
study of organizations and the study of the people who work in them 

constitute the field of organizational behavior. Our starting point in exploring 
this field begins with a more detailed discussion of its meaning and its impor -
tance to employees, business owners, and managers.

WHAT IS ORGANIZATIONAL BEHAVIOR?
What exactly is meant by the term “organizational behavior”? And why should 
it be studied? Answers to these two fundamental questions will both help  
establish our foundation for discussion and analysis and help you better  
appreciate the rationale as to how and why understanding the field can be of  
value to you in the future.

The Meaning of Organizational Behavior
Organizational behavior (OB) is the study of human behavior in organiza-
tional settings, of the interface between human behavior and the organization, 
and of the organization itself.3 Although we can focus on any one of these three 
areas, we must also remember that all three are ultimately necessary for a  
comprehensive understanding of organizational behavior. For example, we can 
study individual behavior without explicitly considering the organization. But 
because the organization influences and is influenced by the individual, we 
cannot fully understand the individual’s behavior without learning something 
about the organization. Similarly, we can study organizations without focusing 

organizational behavior
The study of 
human behavior in 
organizational settings, 
the interface between 
human behavior and the 
organization, and the 
organization itself.

The success of any organization is often determined by how effectively 
managers can enhance the performance behaviors of their employees, 
enhance their commitment to and engagement with the organization, 
promote citizenship behaviors, and minimize dysfunctional behaviors. 
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		 CHAPTER 1  |  An Overview of Organizational Behavior� 5

explicitly on the people within them.  But again, we 
are looking at only a portion of the puzzle. Eventually 
we must consider the other pieces, as well as the 
whole. Essentially, then, OB helps explain and predict 
how people and groups interpret events , react, and 
behave in organizations and describes the role of orga-
nizational systems, structures, and process in shaping 
behavior.

Figure 1.1 illustrates this view of organizational  
behavior. It shows the linkages among human behavior in 
organizational settings, the individual–organization inter-
face, the organization itself, and the environment sur-
rounding the organization. Each individual brings to an  
organization a unique set of personal c haracteristics and a unique personal  
background and set of experiences from other organizations. Therefore, in con-
sidering the people who work in their organizations, managers must look at the 
unique perspective each individual brings to the work setting . For example, 
suppose managers at The Home Depot review data showing that employee  
turnover within the firm is gradually but consistently increasing. Further sup-
pose that they hire a consultant to help them better understand the problem.  
As a starting point, the consultant might analyze the types of people the com -
pany usually hires. The goal would be to learn as much as possible about the 
nature of the company’s workforce as individuals—their expectations, their 
personal goals, and so forth.

Human Behavior in
Organizational Settings

The Organization

Environment

Environment

The Individual–Organization Interface

Managers at businesses like The Home Depot need to understand 
individual employee behavior, characteristics of the organization 
itself, and the interface between individual behavior and the 
organization.

The Nature of Organizational Behavior

Figure 1.1
The field of 
organizational behavior 
attempts to understand 
human behavior in 
organizational settings, 
the organization itself, 
and the individual–
organization interface. 
As illustrated here, 
these areas are highly 
interrelated. Thus, 
although it is possible 
to focus on only one of 
these areas at a time, a 
complete understanding 
of organizational 
behavior requires 
knowledge of all three 
areas.
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6	 PART 1  |  Introduction to Organizational Behavior

But individuals do not work in isolation. They come in contact with other 
people and with the organization in a variety of ways. Points of contact include 
managers, coworkers, the formal policies and procedures of the organization, 
and various changes implemented by the organization. In addition, over time, 
individuals change, as a function of personal experiences and maturity as well 
as through work experiences and organizational developments. The organiza-
tion, in turn, is affected by the presence and eventual absence of the individ-
ual. Clearly, then, managers must also consider how the individual and the 
organization interact. Thus, the consultant studying turnover at The Home 
Depot might next look at the orientation procedures and initial training for  
newcomers to the organization. The goal of this phase of the study would be to 
understand some of the dynamics of how incoming individuals are introduced  
to and interact with the broader organizational context.

An organization, of course, exists before a particular person joins it and con-
tinues to exist after he or she leaves. Thus, the organization itself represents a 
crucial third perspective from whic h to view organizational beha vior. For 
instance, the consultant studying turnover would also need to study the struc -
ture and culture of The Home Depot. An understanding of factors suc h as a 
firm’s performance evaluation and reward systems, its decision-making and 
communication patterns, and the structure of the firm itself can provide added 
insight into why some people choose to leave a company and others elect to stay.

Clearly, then, the field of organizational behavior is both exciting and com-
plex. Myriad variables and concepts accompany the interactions just described,  
and together these factors greatly complicate the manager’s ability to understand, 
appreciate, and manage others in the organization. They also provide unique and 
important opportunities to enhance personal and organizational effectiveness.

How Organizational Behavior Impacts  
Personal Success
You may be wondering about the relevance of OB to your current major or  
career path. You might be thinking, “I don’t know any organizational behavior-
ists. Why is this topic important?”  We field this question all the time from  
people unfamiliar with OB. The core of OB is being effective at work. Under-
standing how people behave in organizations and why they do what they do is 
critical to working effectively with and managing others . OB gives everyone 
the knowledge and tools they need to be effective at any organizational level. 
OB is an important topic for anyone who works or who will eventually work in 
an organization, which is the case for most people . Moreover, OB is actually 
important to us as individuals from numerous perspectives.

In our relationships with organizations, we may adopt any one of several 
roles or identities. For example, we can be consumers, employees, suppliers, 
competitors, owners, or investors. Since most readers of this book are either 
present or future managers, we will adopt a managerial perspective through-
out our discussion. The study of organizational behavior can greatly clarify the 
factors that affect how managers manage. Hence, the field attempts to describe 
the complex human context of organizations and to define the opportunities , 
problems, challenges, and issues associated with that realm.

Whenever managers are surveyed ten to fifteen years out of school and asked 
to identify the most important classes they ever took, OB is usually one of them. 
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This is not because it made them technically better in their area of specialty, but 
because it made them more effective employees and better managers. As one 
expert has put it, “It is puzzling that we seek expert advice on our golf game but  
avoid professional advice on how we can deal with other people.”4 Using your 
knowledge of OB can help you to succeed faster in any organization or career.

U N D E R S TA N D  YO U R S E L F
GLOBAL MINDSET

A global mindset reflects your ability to influence people, 
groups, and organizations from a variety of backgrounds 
and cultures. Multinational companies’ ability to create 
globally integrated systems depends on their ability to get 
employees, managers, and executives to understand and 
adapt to the realities of a globalized economy. The abil-
ity to integrate talent from many parts of the world faster 
and more effectively than other companies is a source of 
a firm’s competitive advantage5 as well as your own per-
sonal competitive advantage.

Please use the following scale in responding to the ten 
questions below. When you are finished, follow the scor-
ing instructions at the bottom to calculate your score. Then 
read more about what your score means, and how you 
can improve your global mindset.

Scoring: Add up your responses to identify your global 
mindset score.

Interpretation: Because experiences influence global 
mindset in a positive or negative manner,6 you can take 
steps to improve your global mindset. Based on your score, 
you might consider some of the personal development activ-
ities identified below, or you might come up with others.

If your score is between 10 and 20, you have a rela-
tively low global mindset. Formal training/educational 
programs, self-study courses, university courses, or in-
company seminars or management development programs 
can help you to increase your global mindset.

If your score is between 21 and 35, you have a mod-
erate global mindset. You do not exhibit extremely high 
parochialism, but at the same time you are not as open to 
people from other cultures as you could be. In addition to 
the self-development activities listed above, you might con-
sider joining some culturally diverse student organizations 
and making a point of befriending some people from other 
cultures to gain more experience and become more com-
fortable with people from other cultures.

If your score is between 36 and 50, you have a high 
global mindset. This means that you are open to meeting 
people from a variety of cultures, and are comfortable with 
global diversity. This does not mean you cannot improve 
further! Joining international student organizations, work-
ing with international volunteer organizations, and 
befriending people from a variety of cultures will further 
develop your global mindset.

Source: Adapted from Gupta, A.K., & Govindarajan, V. (2002). 
Cultivating a global mindset. Academy of Management Executive, 16(1), 
116–126; Kefalas, A. G., & Neuland, E. W. (1997). Global mindsets: 
an exploratory study. Paper presented at the Annual Conference of the 
Academy of International Business, Moneterrey, Mexico, 4–7 October; 
Nummela, N., Saarenketo, S., & Puumalainen, K. (2004). Global 
mindset—a prerequisite for successful internationalisation? Canadian 
Journal of Administrative Sciences, 21(1), 51–64.

54321

	 strongly	 disagree	 neutral	 agree	 strongly 
	 disagree				  agree

___ 1.	 In interacting with others, I assign equal status to 
people regardless of their national origin.

___ 2.	 I consider myself as equally open to ideas from 
other countries and cultures as I am to ideas from 
my own country and culture of origin.

___ 3.	 Finding myself in a new cultural setting is exciting.
___ 4.	 I see the world as one big marketplace.
___ 5.	 When I interact with people from other cultures, 

it is important to me to understand them as 
individuals.

___ 6.	 I regard my values to be a hybrid of values ac-
quired from multiple cultures as opposed to just 
one culture.

___ 7.	 I get very curious when I meet someone from an-
other country.

___ 8.	 I enjoy trying food from other countries.
___ 9.	 In this interlinked world of ours, national bound-

aries are meaningless.

___ 10.	I believe I can live a fulfilling life in another 
culture.
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We will discuss diversity and the importance of 
flexibly applying OB concepts to different people  
throughout the book. This chapter’s Understand Your-
self feature gives you the opportunity to better under -
stand your global mindset, or set of individual attributes 
that enable you to influence individuals, groups, and 
organizations from diverse socio/cultural/institutional 
systems.7 Global mindset combines cultural intelligence 
and a global business orientation.8 Most chief executives 
of large multinational organizations believe that having a 
strong cadre of globally minded leaders would strengthen 

their organization’s competitiveness.9

Because global mindset is learned, experiences can influ-
ence it in a positive or negative manner.10 Every year, the financial services 
giant HSBC sends promising new hires and managers into long-term business 
experiences abroad to build a cohort of international officers. Locations include 
western countries as well as Saudi Arabia, Indonesia, and Mexico. To make a 
career at HSBC, managers must perform these international missions . This 
enables HSBC to develop a continuous supply of globally minded managers 
capable of cross-border learning. Similar approaches are pursued by other  
multinationals to enable them to transfer expertise and know-how across geo-
graphical, cultural, and political divides.11

How Organizational Behavior Impacts 
Organizational Success
Organizations as a whole also benefit from OB. Imagine the difference between 
a company with motivated, engaged employees with clear goals aligned with 
the business strategy and one with unhappy employees, a lot of conflict, weak 
leadership, and a lack of direction. Effectively implementing OB concepts and 
models is what creates effective and successful companies. OB is clearly impor-
tant to organizations. By appropriately applying OB knowledge about individu-
als, groups, and the effect of organizational structure on worker behavior, the 
conditions can be created that make organizations most effective.

OB also helps companies perform well. A mounting body of evidence shows 
that an emphasis on the softer side of business positively influences bottom line  
results. By listening to employees, recognizing their work, building trust, and 
behaving ethically, managers have boosted such performance measures as oper-
ating earnings, return on investment, and stock price.12 In addition to financial 
performance and job satisfaction, OB also influences absenteeism and turnover. 
Reducing absenteeism and turnover can be worth millions of dollars to organiza-
tions through increased productivity and customer service and decreased staff -
ing costs. This chapter’s Case Study highlights The J.M. Smucker Company’s 
attention to OB principles including ethics, organizational culture, and values.

HSBC, an global financial services business, routinely sends its most 
promising young managers on international assignments. The purpose 
of this approach is to build a cohort of future top managers and leaders 
who have extensive international experience.
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CASE STUDY

Source: J.M. Smucker. (2014). J.M. Smucker 2014 Annual Report. Retrieved from http://static1.squarespace.com/static/ 
53650b18e4b08e20f53d167b/t/539ee6cee4b06b36446ac3f1/1402922702613/Smucker%27s+2014+Annual+ 
Report_embed.pdf; Smucker Gift Will Establish Business Leadership Institute (2012). The University of Akron, April 23. 
Available online: http://www.uakron.edu/im/online-newsroom/news_details.dot?newsId=d24e5be1-b6fc-431b-871c-
164ada224a69&crumbTitle=Smucker%20gift%20will%20establish%20business%20leadership%20institute; Harrington, A. 
(2005). Institute for Global Ethics Expands Focus on Business Practices with Center for Corporate Ethics, CSRWire, January 27. 
Available online at: http://www.csrwire.com/News/3473.html; Schoeff, M. (2006). Workforce Management, March 13, p. 19; 
“Award-Winning Company,” smuckers.com. Available online at: http://www.smuckers.com/family_company/join_our_company/
award_winning_company.aspx; “Sustainability,” smuckers.com. Available online at: http://www.smuckers.com/family_company/
join_our_company/sustainability.aspx.

From its founding in 1897, when Jerome Monroe 
Smucker sold apple butter from the back of a 
horse-drawn wagon, the J.M. Smucker Company 
has recognized that acting ethically is a key ele-
ment of its success. The Orrville, Ohio, manufac-
turer wants to ensure that its signature comfort 
foods—fruit spreads, frostings, juices, and 
beverages—remain American staples, and that its 
daily operations are guided by honesty, respect, 
trust, responsibility, and fairness.

Ensuring that the company meets the highest 
ethical standards starts with hiring people who 
already have a strong personal value system. To do 
this, Smucker steeps job candidates in its ethical 
standards and refers frequently to how company 
values relate to the particular position a job candi-
date is seeking. The company also engages in rig-
orous reference checks. Once hired, the ethics 
emphasis intensifies. Each new hire attends a day-
long training seminar that includes presentations by 
company officials, videos, and breakout sessions 
on moral awareness, moral courage, and values.

The discussions go much deeper than a super-
ficial review of how to be a good person. One 
session concentrates on three ways to make a 
decision when faced with a dilemma. One option 
is seeking to do the greatest good for the greatest 
number of people. The second is a rules-based 
approach in which the decision will set a stan-
dard that everyone else follows. The final alterna-
tive is to use the Golden Rule: “treat others as you 
would like to be treated.”

The sessions also explore the complexity of 
ethics. Employees are rarely in a clear-cut situa-
tion where right and wrong are obvious. Ethical 
decisions often involve a nuanced balance 
between right and right. For example, the choice 
an employee has to make may involve questions 
related to the pulls between truth and loyalty, the 

individual versus the community, and short-term 
versus long-term approaches to business deci-
sions. Smucker communicates that it wants its 
employees to act with truth over loyalty, commu-
nity over the individual, and long-term over short-
term company interests. All employees go through 
the ethics program again every three to five years, 
and sign a detailed nine-page ethics statement 
annually to ensure that they truly understand the 
level of performance Smucker expects from them.

Smucker also strongly believes in environmen-
tal sustainability, including utilizing renewable 
energy, improving wastewater management, 
using sustainable raw materials, and reusing 
resources rather than consuming new ones. 
Smucker promotes social sustainability in the com-
munities in which it operates, promoting initiatives 
and programs that support and enhance the qual-
ity of life. The J.M. Smucker Company has consis-
tently appeared on Fortune Magazine’s “100 Best 
Places to Work For” list, which it attributes in part 
to its strong culture.

Questions:

1.	 Why would ethics be important to a com-
pany like J.M. Smucker? How can its focus 
on values and ethics improve its business 
performance?

2.	 Appearing on “best places to work” lists 
can increase an employer’s popularity, 
even among lower-qualified applicants. The 
increased volume of applicants can be costly 
and time-consuming. What do you feel are the 
benefits and drawbacks to being on this type 
of list? Do you think that it is generally ben-
eficial to be publicly recognized as a good 
employer? Why or why not?

3.	 Do J.M. Smucker’s values and culture appeal to 
you as a potential employee? Why or why not?

The J.M. Smucker Company
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