
Lecture 5: Values Attitudes & Work Behaviour 

Compliance Conformity 

 Implies EXTERNAL coercion – we do 
something because someone tells us to 
(perhaps against our will)  

 Usually involves some assessment of 
the consequences of not complying 
(reward and punishment).  

 The result of a stimulus, order, or 
instruction coming from someone else  

 Usually the result of rules, laws, etc. – a 
formal value system 

 Implies INTERNAL acceptance – may be 
voluntary or involuntary.  

 Implies that no external instruction is 
received, although our conscience may 
be telling us to do it  

 Conformation to norms and values of 
the group 

 Social facilitation – sometimes we do it 
just because everyone else does (mob 
behaviour)  

 But conformity is more often based on 
intentional reference to an internalised 
value system 

 

The Asch Conformity Experiment (1963) 

‒ When tested alone, all respondents said that the line on the left 

was the same length as C.  

‒ When the same respondents were tested in the presence of 

others who had been told to give the wrong answer, the respondents 

agreed with the group around 35% of the time  

‒ An internalised tendency to conform to the group 

 

 

The Milgram Obedience Experiments (1961 onward)  

‒ Experimental subjects were told that they were participating in an experiment to test 

educational techniques (a gross violation of today’s ethical standards)  

‒ In fact they were being tested to see whether they would be obedient to an authority figure 

‒ It looks like a simple case of obeying an external instruction (compliance) but we are brought 

up to obey authority figures as an internalized value (conformity) 

o Ideology 

o Delegation of roles 

o They comply because they do not want to disobey (internal value) the authority 

o Also authority takes the responsibility – avoids the blame 

The Stanford “Prison Experiment” (1968)  

‒ 24 students were randomly assigned to be "prisoners" or "guards" in a mock prison located in 

the basement of the psychology building at Stanford.  

‒ The students quickly began acting out their roles, with "guards" becoming sadistic and 

"prisoners" showing extreme passivity and depression. – assume these kinds of behaviors from 

pop culture 

‒ Though planned to last for an entire two weeks, the experiment had to be terminated after a 

few days. 



Conformity vs. values 

‒ Sometimes social pressure can lead us to behave in ways that run counter to our personal 

values  

‒ There may be occasions when our personal values may be in conflict (the tension between 

“fitting in” and “doing the right thing”)  

o Trade-off between upholding our values and conforming to social expectations 

‒ There may be occasions where our values mean that conformity is more or less likely (e.g., why 

don’t we commit a crime even when we are sure we can get away with it?)  

‒ The values that a person brings with them to an organisation will have an impact on their 

behaviour  

‒ Personal (internal) values versus organizational (external) values 

‒ In organizations: expectations asked vs. what you believe is right 

Values 

 Values – expressions of what is “good” or “right”—i.e., they are “normative”  

 Based on underlying “core” beliefs about the world – consistent with systematic beliefs and 

values within a person 

o Honesty (is good or right)  

o Freedom (is good or right)  

o Generosity (is good or right)   

 In this way values are an expression of the “right way” to behave to support a preferred set of 

social arrangements (e.g. “if everyone was honest, the world would be a better place”) 

 

 We can think about values in terms of their CONTENT (from trivial to important).  

 We can think about values in terms of their INTENSITY (how strongly we hold them).  

 This suggests that we can rank them in a hierarchy, i.e. those that are important and strongly 

held higher than those that are trivial and weakly held  

o e.g., a strong commitment to fairness vs a weak commitment to fun  

 Individuals commonly rely on a SYSTEM of values – a more or less coherent collection of 

specific values (although, as we saw earlier, some values may be in conflict—e.g., individual 

liberty versus collective safety). 

 

 Values can be: 

o TERMINAL – the goals that people 

pursue over the long term; often 

abstract and related to wider 

ambitions rather than specific 

achievements (e.g., to achieve 

recognition in society).   

o INSTRUMENTAL – the means of 

achieving terminal values; usually 

concrete and related to specific 

achievements (e.g., to gain recognition 

I must work hard). 

 



Lecture 11: Organisational Strategy 

Strategy:  
 The determination of the long-term goals and objectives of an enterprise, and the adoption of 

courses of action and allocation of resources necessary to carry them out  
 A game plan to achieve sustainable competitive advantage  

o The value a firm can create for buyers that exceeds the cost of creating it  
o A value-creating strategy - not used by competitors and difficult to imitate 

 
Organisational context 

 It’s how firms make money  
 Non-business organizations are increasingly adopting strategic planning  
 It’s the way in which organizations manage their environment  
 It’s one of the major reasons why organizations engage in change  
 It shapes the organization’s culture, structure, power 

Strategy determines structure 

 The goals and decisions of the strategy may be planned a head, decision makers choosing the 
structure to suit the strategy adopted 

 Organizational transformation processes and environment determine structure, but these are 
chosen by dominant decision makers 

 
Levels of strategy 

 Corporate-level strategy: "what business are we in?" - it relates to the organization as a whole 
and the combination of business units and product lines that make it up 

o Strategic actions: acquisition of new businesses, additions or divestments of business 
units, plants or product lines 

 Business-level strategy: "how do we compete?" - it relates to each business unit or product line 
within the organization 

o Strategic actions: amount of advertising, direction and extent of R&D, product changes, 
new product development, equipment and facilities, e-commerce 

 
Chandler’s strategy-structure thesis 

 Changes in corporate strategy led to changes in organization’s structure 

 Unless new structures are developed to meet new admin needs, which result from an 
expansion of a firm’s activities into new areas, functions or product lines, the technological, 
financial, and personnel economies of growth and size cannot be realized 

 Begins at single product, simplicity of strategy compatible with a simple structure – most 
efficient because high centralisation, low formalisation and low complexity 

 When moving to multiproduct strategy, it adopts a more divisionalised structure; increased 
complexity requires multiple specialised units 

 Growth proceeds into product diversification, needs a structure that permits efficient allocation 
of resources, accountability for performance and coordination between units 

o Multiple set of independent divisions, each responsible for a specified product line 
o Successful organizations that diversify should have a different structure from that of 

successful firms that follow a single product strategy 

 Limitations to this research:  
o Sample of organizations skewed; mainly large profit-making firms 
o Only refers to growth strategy and not any other strategy 
o Historical analysis is influenced by situational factors that cannot be applied specifically 

to any future context 



 
Porter’s theory - Five forces of competitive strategy 

1. Competitive rivalry: the fight for 
position is often exemplified by what 
Porter called the "advertising slugfest" 
- companies trying to win the attention 
and business of customers from one 
another 

2. Threat of new entrants: capital 
requirements and economies of scale 
are two potential barriers to entry that 
can keep out new competitors e.g. 
established sales force, physical assets 
such as building and machinery 

3. Threat of substitutes: affected by cost changes or trends such as increased consumer 
consciousness that will deflect buyer loyalty 

4. Suppliers’ bargaining power: the concentration of suppliers and availability of substitute 
suppliers. The Internet tends to raise the bargaining power of suppliers 

5. Buyers’ bargaining power: informed customers become empowered customers - educate 
customers about full range of price and product options 

Porter’s theory is more associated with general strategy forming 
 Firms need to make a strategic choice in order to maintain a competitive advantage.  

Example: Apple entering market 
In deciding to enter the portable music industry, Steve Jobs has made an evaluation of the competitive 
environment.  
How does he assess the following three forces?  
The extent of rivalry from competing firms  

 Rivalry from existing firms is limited because there is no market leader  
The threat of new entrants  

 The threat of new entrants is limited because people trust the Apple brand  
The threat of substitutes 

 CD player, flash player, or MP3 cd player; hard drive jukebox player are all more expensive 
 

Strategy Commonly required skills and resources Common organizational requirements 

Cost 
leadership 

Access to capital 
Sustained capital investment 
Process engineering skills 
Intense supervision of labour 
Easy product design to fit manufacture 
Low cost distribution system 

Tight cost control 
Frequent, detailed reports 
Structured org. and responsibilities 
Incentives based on meeting strict 
quantitative targets 

Differentiation Strong marketing abilities 
Product engineering 
Creative flair 
Strong research capability 
Unique combination of skills 
Strong cooperation from channels 

Strong coordination among functions 
Subjective measurement of incentives 
Amenities to attract high quality skilled 
labour 

Focus Combination of the above policies 
directed at the particular strategic target 

Combination of the above policies 
directed at the particular strategic target 

 


