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Pygmalion effect and application in management
activities at theenterprise (part 2)

The Pygmalion effect refersto the concept of self-fulfilling prophecies, which means that one's expectations,
treatment and attitudes can change othersin a positive way. or negative.

(Next part 1)

Dreams cannot cometrue

Managers expectations are required to undergo a realistic "test" before being used as a tool to increase
productivity. In order for "self-made prophecies’ to be made , they must be made up of something tougher than
the power of positive thinking or too familiar self-confidence before subordinates - friendly in school This case
is the concept that should probably be used for other situations. Employees will not be motivated to achieve
the highest level of work results unless they see the boss's expectations as feasible and achievable. If
encouraged to accomplish "utopian” goals, they will eventualy give up their efforts to try and produce results
that are lower than their capabilities. In fact, an electric appliance company has proved this. The company found
that production actually decreased if the target was set too high, because simple workers would stop trying to
achieve them. In other words, "using carrots to lure the donkey while the carrot is tied to the back of the donkey
with the heavy cart behind" of many managersis not a measure. Good motivation.
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The donkey is trying his best to pull the heavy cart to the carrot in front of it. He always tries to
move forward with a clear goal of reaching out to carrots and having a good meal. But he never
reached it because the nutty carrot tied it on its back and the heavy truck behind him. It always tries
to reach the goal without returning to find the reason why the carrot isin such a high position. Nor
does he care about where the car goes, this is the only good thing with carrots. Towards the end of
the day, he ate the grass that he had given him to take strength, and continued to pursue the journey
to reach a carrot the next morning!

A study conducted by David C. McClelland (Harvard University) and John W. Atkinson (University of
Michigan) demonstrated that the relationship between motivation and expectations changes in a bell-shaped
curve.

The level of motivation and effort increased until the expectation for success reached about 50%, then began to
decline even though expectations for success continued to increase. No motive or behavior is stirred when the
goal is said to be almost uncertain or almost impossible to achieve.

Moreover, just as Berlew and Hall have pointed out, if the subordinates do not meet the expectations of
performance, but are close to their own aspirations, they will lower their goals and achievement standards. In
itself, then, efficiency will also tend to decrease and negative attitudes towards that task or job will gradually
become stronger. It is not surprising, therefore, that subordinates fail to meet managers high expectations and
unrealistic expectations will lead to a high level of job withdrawal or intentional or no ownership. | mean.

The secret of superiority

A few things that take place in the minds of excellent managers do not appear in the minds of managers who are
inferior, or exactly ineffective. While excellent managers are steadfast in creating high expectations of
productivity that employees can implement, weak |eaders are not successful in gaining positive interactions. That
is from the subordinate. So what makes the difference here?




The answer, in part, seems to be because excellent manager s have a much greater confidencein their ability
to develop the talent of their subordinates than other managers. Contrary to what has been assumed, high
expectations of these talented people, basicaly, are based on what they think of themselves - about their own
ability to choose and train. and motivate employees. What managers believe about them has implications that it
IS not easy to recognize what they believe in subordinates, which they expect for those who work under their
management and how they treat those people. If they are confident in their ability to develop and encourage their
subordinates to achieve a high level of achievement, they will have great expectations of their subordinates and
will treat them with the belief that expectations that will be met. However, if they are skeptical about their ability
to motivate their employees, they will expect less and will have behaviors that reflect the attitude of not
believing in their subordinates.

What managers believe about them has implications that it is not easy to recognize what they
believe in subordinates, which they expect for those who work under their management and how
they treat those people.

In other words, the success of publicity and the confidence of excellent managersin their own abilities will make
high expectations more reliable. As aresult, their subordinates will accept them feasibly and try to achieve.

The importance of what a manager believes in their own motivational and training ability is illustrated by the
"Sneeney's Miracle" story - a self-proclaimed prophecy. Real in education and management.

James Sweeney taught about psychiatry and business administration at Tulane University, and he
was also responsible for the activities of the Center for Medicine - Medicine being born there.
Sweeney believes he can teach aless educated person to become an excellent computer controller.

George John - once a hospital gatekeeper - eventually became the computer center custodian.
Sweeney chose him because he proved his faith. In the mornings, Johnson did his daily work and in
the evenings, Sweeney taught him about computers.

Johnson has learned a lot about computers. Then there was a person at the university who shared
that to become a computer controller, a certain 1Q score must be achieved. Johnson took the test and
his 1Q showed that he could not learn how to type a computer.

However, Sweeney is not convinced. He threatened to |eave the center unless Johnson was allowed
to learn computer programming and control. Sweeney prevailed and he remained in the center.
Now, Johnson has become the supervisor of the main engine room and is responsible for training
new employees in programming and controlling computers.

Sweeny's expectations are based on his belief in his ability to teach others, not on Johnson's academic
credentials. What managers believe in their ability to train and promote their subordinates is clearly the
foundation for high and feasible expectations to be built.

Theearly yearswere decisive

Management's expectations have a strong impact, especially for young people. Because the subordinates,
over time, will mature and accumulate experience, their self-image gradually becomes more rigid and they begin
to see themselves as what that past achievements reflect. Their own aspirations and superiors expectations are



increasingly controlled by their "reality” of past work productivity. For these employees and managers, it's hard
to create highly interactive expectations with each other unless employees have had an impressive work process.

It isacoincidence that this pattern is similar to the pattern in schools. Rosenthal's experiments with self-fulfilling
prophecies prove that teachers expectations for impacting children's intellectual growth are more effective for
young children. In lower grades, especially in grades 1 and 2, the effect from teacher expectations becomes even
more intense. For upper-level classes, teachers predictions seem to have little effect on the intellectual growth of
students, even though they affect each person's motivation and attitude toward learning.

While the reduced impact on teachers expectations is not fully explained, it is reasonable to conclude that
younger children are much easier to protect.

Thekey to improving future performance

The early years in a company or an organization - when young people can be strongly influenced by managerial
expectations - are the key to determining productivity and career progress in future.

In research done at AT&T, Berlew and Hall concluded that the correlation between how much a company
expects afirst-year employee and how much that employee can contribute in the next 5 years "so attractive that
it can't beignored”.

They then studied the history of the achievements of 18 university bachelors working at some of AT & T's other
computer control companies as interns of management. Once again, they realized that both expectation and
performance in the first year were closely related to the success achieved in the next period.

Berlew and Hall concluded: "In the first year, a very important thing will appear. Meeting the company's high,
decisive expectations at this stage will bring about an awareness of The positive attitudes and high standards of
work, as a result, these first attitudes and standards will lead and promote great achievement and success in the
following years. a newly promoted employee who manages to overcome the challenge of a highly demanding
task, will then be assigned a job with a higher level of challenge and his contribution will increase When
meeting the growing expectations of the company to me, the key here isto consider thefirst year asthe learning
period. It is decisive - the only time a trainee is willing to develop or change towards achieving company



expectations .

Theboss hasthe greatest influence

The first manager, for a new employeg, is likely to be the most influential person in their career. If the
person is not willing or able to develop the skills that the employee needs to work effectively, he or she will set
lower work standards than they can achieve, self-awareness. about yourself is aso weakened and begins to form
negative attitudes towards work, employers and - almost certainly - both with their own careers. Because the
opportunities for success in this career for these new employees will decrease rapidly, if there are higher
expectations and hope to find better opportunities, they will jump jobs. Conversely, if the first manager helps
them maximize their potential, they will build the foundation for a successful career in the near future (at the
company itself).

The most successful branch managers in West Coast are those who have worked for a long time and are aged
between 40 and 50 years old. They also explained that in order to gain knowledge, experience and know how to
assess, provide a perspective to handle credit risks properly as well asissues related to customers and employees,
A person (in amanagement position) needs to spend a considerable amount of time to achieve such alevel.

However, the bank has a branch manager - currently only about 27 years old - has made it into the top 10% of
managers in terms of efficiency (including bank profit growth, up Chief of capital mobilization, score in
administrative management inspections and objective assessments by superiors). The young employee became a
branch manager at the age of 25 and for the next 2 years, he not only improved the branch's performance
fundamentally but also helped another subordinate achieve the same performance. - from where only an assistant
becomes the director of another branch.

This assistant has an average college degree. Luckily, for 4 years at the bank, he has been working directly with
two branch directors - people with impressive achievements. The first boss - who is acknowledged to have
"superhuman" skills in developing young employees - does not believe it will take a few years to accumul ate the
knowledge and skills necessary to become a Excellent bank staff. It was this that motivated him to do his best.



After 2 years, he became an assistant to another branch manager - who is also considered a talented "human
training speciaist”. Therefore, when he was promoted to be the head of a branch, he was very confident to apply
their management model and soon achieved impressive achievements in the work, and also continued training.
another employee, helping them to have agood career like me.

To validate the evidence of the core role of the first boss for an employee, move on to sales, because productivity
in this industry is easier to measure than most aspects of management. other. Here are a few surveys that have
been done.

In acareer study involving 100 insurance agents, working under the supervision of a high-quality agent manager
or with a less capable person, Life Insurance Agency Management Association (Life insurance agent
management association) has found that those who have an aver age scor e of the sales competence test under
the supervision of managers with good performance are likely to 5 times more work than working with
poorly performing managers . At the same time, those with the highest rating when working with excellent
superiors are said to be twice as successful as under the supervision of their superiors.

In 1960, the Metropolitan Life Insurance Company determined that the differences in productivity of new agent
employees with equal sales test scores could be determined only by the differences in the ability of managers at
the offices they work for. Dealers whose high productivity correlates with the number of assessment pointsin the
test are always the same, will be employed at offices with achievements belonging to the top 3 of the company.
In contrast, those with low productivity and low rating are typically assigned to inefficient departments. After
analyzing all the factors that explain these changes, the company concluded that the differences in the
effectiveness of new agent employees, basically, are due to the differences in " predictions about the direction
and training of sales" of managersin that area.

A study that | have done on the performance of sales staff in the automotive field at a Ford dealer in New
Endland shows that high-quality salespeople are gathered to work together. at some main agents. For example,
10 of those 15 people work at the most successful agents. However, the other 4 people, before that, were only
assigned to work at agents but never achieved impressive sales. The conclusion of managers motivational and
training skills at such prominent agents seems to be alittle suspicious.

Thewise choice




While business success seems to depend a lot on fate, this is more than luck when a new employee is working
with a senior manager.Successful managers don't choose their subordinates randomly or by tossing coins.
They are very careful and only choose people they "know" will make good things. Like the Metropolitan
Rockaway area executive who once insisted: "Every employee who starts working with us or will become first-
rate insurance salespeople or won't be able to participate in any Team".

When pressed to give an explanation of how they "know" whether a person will succeed or not, senior managers
often end up with a few things like: "The power is invisible but | recognize them when | look at them ". They
find it very difficult to give a detailed answer because the selection process is intuitive and based on intelligence
inter personal intelligence - which is not easy to describe. . It seems that they can identify the subordinates they
can work with - the people they see can be "compatible" and have appropriate behaviors for them. In case, if the
choice is wrong, these excellent managers will gradually ignore that employee based on evaluations of ability to
train and motivate people. Meanwhile, weak managers choose their subordinates faster and give up them more
easily, saying that inadequacy is the fault of their subordinates, not them.

Develop young employees

After reviewing the study of the regional director's company, RW Walters, Jr. - the director of the college staff
recruiting department at AT&T pointed out that "the company's first expectations for productivity (with real
responsibility) will create continued expectations and behavior. follow " and he is sure that " the first boss of a
new employee must be the best in the organization ". Unfortunately, most companies do the opposite.

Rarely do new graduates work with middle or senior managers. Often, they will be under the supervision of
junior managers - tend to be the least effective and inefficient people in that organization. Although there are
some exceptions, in general, these lowest-level managers or "once-professionals’ who are judged to be
incompetent to receive high levels of responsibility or are young people be transformed from "executable" to
"managed"”. They lack the necessary knowledge and skills to detect and exploit the potential of subordinates. As
a result, many new students start their careers at a company and fall into terrible situations. Because they know
that their abilities are not used or not developed, of course, they will soon have negative thoughts about work,
employers and the work itself.

Most of the best managers are still unable to find a "remedy” for this problem and a further challenge is the
handling of underdevel opment, ineffective management and not fully exploiting the capabilities of employees as
well as young managers.

The dream of breaking up and moving people



——

The problem of governance in corporations is the rising trend of job severance among "new" and professional
managers. Personnel fluctuations among experienced employees 1 to 5 years after graduation, currently, are
almost twice as high as 10 years ago and 5 times higher than two decades ago. 3 out of 5 companies surveyed by
Fortune in the fall of 1968 showed a higher severity of young managers and senior management staff 5 years
ago. While the business environment is more demanding and the lack of skilled employees to promote job
jumping among industries, | am convinced that the basic causes of job severance High level is due to
underdevelopment and not fully exploiting the capacity of the labor force.

This problem can be clearly seen in the graduates of colleges and universities working in the sale position. The
severance rate is very high. While on average, a company loses about 50% of young employees within 3 to 5
years, the rate of resignation in the first year also accounts for about 40% of the newly graduated students doing
sales at acommon company.

This quitting situation, in my opinion, basically comes from the failure of grassroots managers in training new
rookies what they need to know to become great people. effective sales.

As we can see, young people who start their careers under the supervision of high-capacity sales managers are
more likely, eventually, to receive low-productivity evaluations. When rejected by customers and managed as a
person with little potential for success, it is obvious that they will face a lot of difficulties in maintaining self-
esteem. Not long after that, they no longer felt satisfied at work and to avoid situations that hurt their self-
esteem, they would leave the company to find more suitable jobs. . In addition, due to reports of public job
discontinuities and disillusionment of people engaged in "fall" sales on the campus, the students preparing to
graduate are also increasingly reluctant to choose. work in thisfield.

Managing inefficient junior salespeople starts with a series of events and ends with career-avoiding college and
university students. At a narrower level, this pattern is also reflected in many other businesses as evidenced by
an increasing trend of new graduates pursuing "more meaningful” jobs such as teaching or greed. join
government organizations.

Thereisaserious” generation gap" between employers and subordinates that is another cause of thiscrisis.
Many managers are dissatisfied with the use of scholarly, abstract language and limited rationalization typical of
recent graduates. A manager once complained to me, "Oh my God, you need more vocabulary to talk to these



kids." Many leaders who do not have specia qualifications are often angry, perhaps because they feel threatened
by smart young people who possess a large amount of knowledge learned through books that they cannot
understand.

For whatever reason, the generation gap in corporations is gnawing on managers expectations for new
graduates. For example, an investigation of the management's attitude at one of the largest US companies
revealed that 54% of managers at the grassroots level and second-line managers believe " new recruits are not as
good as they were 5 years ago ". Because what managers expect of subordinates has an impact on the way they
treat employees, it is not difficult to understand when new employees often develop negative attitudes towards
work and employers. . RO rang, k? v?ng th?p c?a cac nha qu?n ly vatha ?? kh?c nghi?t khdng ph? [an?n t?ng
cho qu™n tr? hi2u qu? ?2 v nh?ng nhan vién m?2 2 [am [?n ?2u.

Cong ty khoéng x&y d?ng ???c 72 ng? qu?n ly hi?u qu? ?? nhanh ?? & ?ng ???c nhu c?u nay. K2t qu?, nhi?u
doanh nghi?p g?p khé trong vi?c t? 2u héatai nguyén giatr? nh?t c?ah? - nh?ng nhan vién tr? ??y tai n?ng. H?
ph? ch?p nh?n chi phi n?ng n? phat sinh do tinh trng théi vi?c x?y rava"20ng gop" cho thai ??tiéu c?c c?ang
2 tr?v? cong vi?c.

?72 v nh?ng gidm ??c 21?2u hanh thu?c top ??u ma quan tam t? n?ng su? lam vi?c c?at? ch?c va s? nghi?p c?a
céc nhan vién tr? thi th? thach r2t rd rang: t?ng t?c ?? phat tri?n c?anh?ng nhaqu?n ly mas? 22 x?v? c?p d?7
theo cach t?0 ran?ng su? cao va s? th?a mén trong cong vi?c. Nhi?u nha qu?n ly khéng ch? khéng ??nh hinh
??77c c&c k? vng van?ng su?t lam vi?c c?ac?p d??2 macon t?o ratac ?2ng x?u t? thai ?? c?ah? ?2 v7 ngh?
nghi?p va chinh b?n than h?. N2u nha qu?n ly thi?u k? n?ng, h? s? 2?12 "nh?ng vt s?0 I™n" 22 v nh?ng ng??i
tr?, t2o0 ra"v?t c?t sau" trong long t? tbn c?a h? va bép méo hinh ?nh c?a chinh h?. Tuy nhién, n?u c6 k? n?ng va
cd k?v?ng cao, s?t?tin c?ac?p d?? s?t?ng l1én, kh? n?ng c?ah? c?ng s? 7?2 phét tri?n van?ng su? theo 26 c?
ng ??7c thic ??y. Trong h?2u h2t m? tr?2ng h?p, 7i2u ma ching ta khéng h? nhn ra 26 chinh laqu?n ly ?2u d?a
trén hi?u 2ng Pygmalion mathai.

Y ou finished reading the article "Pygmalion effect and application in management activities at the
enterprise (part 2)" edited by the TipsM ake team. We hope this article has provided you with many useful tech
tips and tricks. You can search for similar articles on tips and guides. Thank you for reading and for following us

regularly.
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