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Preface

I’ve organized this book around key, human-behaviorrelated problem areas that managers face: hiring, motivation,
leadership, communication, team building, conflict management, job design, evaluating performance, and coping with
change. Within each problem area, I’ve identified a select set
of topics that are relevant to managers and where there is
substantial research evidence to draw upon. In addition, I’ve
included suggestions to help readers apply this information to
improve their managerial effectiveness. And at the back of the
book, I’ve listed references upon which the chapters are based.
Who was this book written for? Practicing managers and
those aspiring to a management position—from CEOs to
supervisor wannabes. I wrote it because I believe you shouldn’t
have to read through detailed textbooks in human resources or
organizational behavior to learn the truth about managing
people at work. Nor should you have to attend an executive
development course at a prestigious university to get the
straight facts. What you get from this book, of course, will
depend on your current knowledge about organizational
behavior. Recent MBAs, for instance, will find this book to be
a concise summary of the evidence they spent many months
studying. For individuals who haven’t kept current with
research in organizational behavior or for those with little formal
academic training, this book should provide a wealth of new
insights into managing people at work.
You’ll find each of the 63 topics in this book is given its
own short chapter. And each chapter is essentially independent
from the others. You can read them in any order you desire.
Best of all, you needn’t tackle this book in one sitting. It’s been

xv

Preface

designed for multiple “quick reads.” Read a few chapters, put it
down, then pick it up again at a later date. There’s no
continuous story line that has to be maintained.
Let me conclude this preface by stating the obvious: A
book is a team project. While there is only one name on the
cover, a number of people contributed to getting this book in
your hands. That team included Tim Moore, Russ Hall,
Vanessa Moore, Lawrence Hargett, and Stephanie English.

Stephen P. Robbins
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The Truth About Managing People . . . and Nothing but the Truth

During interviews, managers watch and listen to see if
applicants have the “qualities” they’re looking for in a “good”
employee. Similarly, tests are often used to determine the
degree to which an applicant has “good employee traits.”
There are two problems with using traits in the hiring
process. First, organizational settings are strong situations that
have a large impact on employee behavior. Second, individuals
are highly adaptive and personality traits change in response to
organizational situations.
The effects of traits in explaining behavior is likely to be
strongest in relatively weak situations and weakest in relatively
strong situations. Organizational settings tend to be strong
situations because they have
rules and other formal regThe best predictor
ulations that define acceptable
behavior and punish deviant
of a person’s future
behavior, and because they
have informal norms that
behavior is his or
dictate appropriate behaviors.
These formal and informal
her past behavior.
constraints
minimize
the
effects of different personality
traits. In contrast, picnics, parties, and similar informal functions
are weak situations, and we’d predict that traits would be fairly
strong predictors of behavior in these situations.
While personality traits are generally stable over time, there
is a growing body of evidence that demonstrates that an
individual’s traits are changed by the organization in which that
individual participates. Moreover, people typically belong to
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multiple organizations (for instance, community, religious,
social, athletic, and political, as well as to an employer) that
often include very different kinds of members, and they adapt
to those different situations. The fact is that people are not
prisoners of a rigid and stable personality framework. They can
adjust their behavior to reflect the requirements of various
situations.
If traits aren’t very good for predicting future employee
behavior, what should managers use? The answer is: Past
behaviors! The best predictor of a person’s future behavior is
his or her past behavior. So when interviewing candidates, ask
questions that focus on previous experiences that are relevant
to the current job opening. Here’s a couple of examples: “What
have you done in previous jobs that demonstrates your
creativity?” “On your last job, what was it that you most
wanted to accomplish but didn’t? Why didn’t you?”
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It’s in direct contrast to the typical job previews that most
managers give during the interview stage—carefully worded
descriptions that sell the positive aspects of the new job and
the organization. All these do is set the employee up with false
expectations. No job or organization is perfect. And you’re
more likely to keep your new hires if you’re straight with them
from the beginning.
When the information that a job applicant receives is
excessively inflated, a number of things happen that have
potentially negative effects on the organization. First,
mismatched applicants who would probably become
dissatisfied with the job and
soon quit are less likely to select
themselves out of the search You’re more likely to
process. Second, the absence keep your new hires
of negative information builds
unrealistic expectations. If if you’re straight
hired, the new employee is
likely to become quickly dis- with them from the
appointed. This, in turn, leads
beginning.
to low employee satisfaction
and premature resignations.
Finally, new hires are prone to becoming disillusioned and less
committed to the organization when they come face-to-face
with the negatives in the job. No one likes to feel as if they
were tricked or misled during the hiring process.
A realistic job preview balances both the positive and
negative aspects of the job. For instance, in addition to positive
comments, managers could tell candidates that there are limited
opportunities to talk with coworkers during work hours, or that
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erratic fluctuations in workloads create considerable stress on
employees during rush periods. Anousheh Ansari, chief
operating officer at Telecom Technologies, is a proponent of
realistic previews. She says she purposely paints a gloomy
picture and tries to scare prospective employees during
interviews. For example, she tells them that they’ll be expected
to put in 10- and 12-hour workdays. “Some people run in the
opposite direction, but the ones who stay are committed and
willing to do whatever it takes,” she says.
The evidence indicates that applicants who have been
given a realistic job preview hold lower and more realistic
expectations about the job they’ll be doing and are better
prepared for coping with the job and its frustrating elements.
The result is fewer unexpected resignations. While presenting
only the positive aspects of a job to a recruit may initially entice
him or her to join the organization, it may be a marriage that
both you and the new employee will quickly regret.
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