Feb 15 - Chapter 7 – Groups and Teamwork

What are Teams/Groups?
-Small # of ppl
-Work together toward a common goal
-Accountable to one another

Group Development
-Group are complex social systems
-Their development is on demanding process
[bookmark: _GoBack]-Models of group development: *See book
1) Stage Model
2) Punctuated Equilibrium

Stage Model
Text pg 219 exibit 7.1

Group structure and its consequences
-As group size increases:
a) Team member satisfaction decreases
b) Participation decreases
c) Differing viewpoints emerge
d) Harder to identify with team success

Group structure and its consequences (1, 2, 3, 4, 5)
1) Size and Performance
Additive tasks: group performance is dependent on the sum of the performance of individual group members.

Disjunctive tasks: group performance is dependent on the performance of the best group member

Conjunctive tasks: group performance is limited by the performance of the worst group member

2) Norms
Norms are…
-Shared expectations regarding behaviour within the group
-Codes of conduct for the group
-Established in order to provide regularity and predictability 

Typical Norms..
-Dress norms
-Reward allocation norms (equity, equality, reciprocity, social resp)
-Performance norms

3) Diversity of Group Membership
More diverse groups…
-Have more difficulty becoming cohesive and communicating effective
-Do better than less diverse groups on tasks that require creativity and innovation

4) Roles
Common problems:
-Role ambiguity: lack of clarity of job goals or methods
-Role Conflict:
a) Intrasender role Conflict: supervisor gives you conflicting messages
b) Intersender role Conflict: mixed messages from 2 ppl
c) Intera-role conflict (person-role conflict): within your job
d) Inter role Conflict

5) Cohesiveness
The degree to which a group is especially attractive to its members

Factors influencing Cohesiveness
-Threat and completion
-Success
-Member diversity
-Size
-Toughness of initiation

Consequences of Cohesiveness
-More participation in Group Activities
-More conformity to group norms
-Better performance

Process Losses “downfall for teams”
-Group performance difficulties stemming from the problems of motivation and coordinating larger groups

Social Loafing
-Reduction in motivation and effort that occurs when indiv work as part of a group

Managerial Implications: Counteracting Social Loafing
-Make indiv performance more visible
-Make sure the work is interesting
-Avoid duplication of effort and role--? Inc feelings of indispensability
-Increase performance feedback
-Reward group indiv performances

Designing effective work teams pg 233

March 1 - Chapter 9 & 12 – Leadership & Power

What is leadership?
-The influence that particular indiv exert on the goal achievement of others in an organizational context

Early Leadership Theories
1) Great Man/Woman Theory: What traits do effective leaders possess? (being tall, smart, charisma, tolerant to others, self-confidence, dominance, motivation to lead, emotional stability, honesty and integrity, need for achievement)

2) The Behavioural Approach 
What do leaders actually do?  
-Initiating Structure (directive) (clarifying expectations, giving feedback)
-Consideration (more supportive, approachable)

3) The Situation Approach
-See book for Fiedler’s Contingency Theory

Path Goal Theory: 
-Leader clarifies paths to goals through four behaviours 
1) Directive
2) Supportive
3) Participative
4) Achievement-oriented
-Two Situational Factors
1) Employee characteristics
2) Environmental factors

-When employees’ work is routine, frustrating, or dissatisfying –> supportive behaviour
-When employees’ work is ambiguous or less-structured  Directive behaviour
-Directive styles are effective when the leader is viewed as an expert and when he/she has formal authority

Participative Leadership

LOW			Influence by followers 			HIGH
Autocratic			Consultation		Consensus or		Delegation
Decision (my way					group decision	(appointing
Or the highway)								employees to
										Work on their 										own and are            										there for 									support when they need it
When to use participative leadership
-When employees have expertise to share
-When employees expect to have a voice
-When employee buy-in is critical for success of group
-When the environment is uncertain
-When the leader has no formal authority over employees.

Dominant Leadership Theories
-Transformational/Transactional Leadership
Focuses on two types of leadership styles
Transactional:
1) Contingent reward (give a bonus)
2) Management by exception (taking corrective action, tell employee to change behaviour)
Transformational:
1) Charisma/Idealized influence** (displays conviction for a cause, leader who takes a stand, appeals to followers on an emotional level)
2) Inspirational Motivation (challenge status quo, extremely high standards,
3) Intellectual Stimulation (help employees think outside the box)
4) Individualized Consideration (treats employees with respect and as indiv not numbers)

Managerial Implications
-When to use transactional leadership? (authority allows you to give good contingent rewards, having expertise to give good feedback)
-When to use transformational leadership? (need to challenge the status quo, going above and beyond)

Leader-Member Exchange (LMX)
Focuses on the exchange of favours and benefits between a leader and a follower
-High quality LMX relationship:
1) High trust and sense of obligation
2) Stems from repeated exchange of “favours”
3) Linked to higher employee satisfaction and performance.

SEE BOOK for…
-Ethical/authentic leadership
-The GLOBE project

Power – ch 12
-The potential or the capacity to influence others
-Bases of power:
1) Legitimate Power (being a cop)
2) Reward Power  Transactional Leadership
3) Coercive Power
4) Referent Power (being admired by others) Transformational Leadership
5) Expert Power (I.T. group by switching one switch)

Outcomes of Influence (Look in textbook)

Dark Side of Leadership and Power
Machiavellianism:
-Somebody who uses lying, deceit, illegitimacy to achieve goals
-Highly manipulative
-Narcissistic, and like to associate themselves with powerful others
-Cool, calm and calculated. Is three steps ahead of everyone. 


March 10, 2011 – Ch 8 – Social Influence, Socialization & Culture

Social Influence in Organizations (2 sources of dependence)
a) Information Dependence: look at others for social cues, important information to share; depend on others
b) Effect Dependence: rewards and punishment. They have the opportunity to reward or punish you; the dependence based on reward and punishment.

Levels of Conformity:
Motives for Social Conformity
a) Compliance: “went along”/comply with it. When you really didn’t want to.
b) Identification: people you look up to. Identify with that person. You behave a certain way because you look up to that person.
c) Internalization:  true acceptance. The belief that the social norm is really important.

Socialization (“buzz word” -> on boarding)
-Process by which people learn the norms, attitudes, and behaviours needed to beome an organizational member (see textbook for steps of socialization)

Socialization Domains (survival quote for a new employee)
1. Task Mastery: what is required? The right knowledge, skill and ability to perform the job
2. Role Clarity: maximize clarity, reduce, minimize ambiguity; role expectations
3. Social Integration: Provide opportunities to allow new employees to feel apart of the organization
4. Organizational Culture:
a) Jargon: Language used in the organization
5. Politics: least formalized, teaching the political life of theory. Ex) who can you trust in the organization?

Why is socialization important? (unrealistic expectations)
Sources of unrealistic expectations:
a) Media
b) Occupational stereotypes
c) Recruiters: help sell the organizations, evaluated by how many candidates are collected

Psychological Contracts (unwritten contracts)
-Beliefs held by employees regarding the reciprocal obligations and promises (between them and their organization)

Socialization Methods
1. Realistic Job previews (highly related to job performance; reduces turnover): The provision of a balanced realistic picture of the positive/negative aspects of a job to job applicants
2. Employee orientation programs: are designed to introduce new employees to their job, the people they will be working with and the organization
3. Mentoring (acts as a coach): an experience or more senior person in the organization who gives advice and opportunities to a protégé
a) Career- related mentoring: provide sponsorship. Ex) I think this person would be great for this project. Acts as a coach
b) Psychological mentoring: act as a role model, guidance, acceptance, acts as a cheer leader
4. Socialization tactics (see book)

What is culture? (Part of Socialization Domains)
-The shared values, beliefs and assumptions created/considered to be the appropriate way to think and act in the organization

Functions of culture
-Social glue that helps hold an organization together
-Provides appropriate standards for what employees should say or do 
-Defines boundaries
-Conveys a sense of identity

Scheins Levels of Culture (Diagnosing a Culture)
HIGH LEVEL (actually feel, see, touch)
LOW LEVEL




The liabilities of Cultire
-When/why can culture be a liability

Culture as a barrier to:
a) Change
b) Diversity
c) Mergers and acquisitions (culture clash)

Pathological Cultures
-Bad organizational culture.



March 22, 2011 – Ch 13 – Conflict & Stress

Perception of stressor
Perceiver of control
Strains – psychological, physical, behavioural

Common Stressors in organizational life
1-Role ambiguity –->  what is expected of me from my job
2-Intra role conflict –> doctor) sees a lot of patience in a day while taking great care of them
3-Workload –> having too much to do, or having too little to do (ppl think they can be dispensable, you are not trusted)
4-Work constraints/lack of control –> you can’t do your job effectively becuz too many rules and regulations, not having the right equipment, not having the right training, organizational/downsizing rumours
5- Interpersonal conflict -> harassment, bullying, conflict with coworker or supervisor
6- Work Conditions -> noisy, hot environment, position of keyboard that causes stress on joints
7-Work-family conflict (inter-role conflict) –> two different areas of someone’s life. Ex) school and work, work and love, etc.

Strain
-Stress reaction -> negative reaction to one or more of the stressors that you find threatening. You find you don’t have control over that stressor.
-Strains can be: 1) Psychological: anger, anxiety, depression, frustration, job dissatisfaction, reduced affective commitment, difficulty concentrating, denial of stressor
 2) Physical: dizziness, headache, pounding heart, stomach stress, difficulty sleeping, shortness of breath, illness and death
3) Behavioural: Accidents at work from working too quickly, substance abuse (smoking), absenteeism & turnover, aggression (retaliation), other counter productive work behaviours
*A good manager knows that their employees react differently to stressors and keeps an eye out for them.
-Burnout -> extreme type of strain, being really depressed about your job, no energy to face your job. 
-Typically report of a burnout victim: 
a) Emotional exhaustion: completely drained by work
b) Depersonalization: failing to treat others like humans, you become uncaring
c) Reduced goal accomplishment: why even bother trying to get the job done
-Coping: positive type of strain, emotion-focused coping (getting rid of the stress, seeking social support), problem focused coping (increase control over the stressor)

Work-Family Conflict
-Both a stressor and a strain. 
-Form of inter-role conflict
-Dimensions: a) Time-based: we have 24 hrs in a day and we cannot make up time. If you have to stay late at work one day, you cannot spend that time with family and then you get grief from the family and then you are not as productive at work the next day.
b) Strain-based: the pressure from one role interferes with your position in another role. You had a terrible day at school, and your friend had a bad day and you are likely to not care, whereas if you had a good day you would offer your full support or display more patience.
c) Behaviour-based: When you have behave that make you effective at work that are not appropriate to display at another domain like home. You had to the point at work and very directive at work (which is acceptable) but is not at home with your wife or kids.

Reducing & Managing Stress
-Work Planning: decreased/compressed workweek (you allow employees to work 40 hours over fewer days), flextime (start earlier or finish later), flexplace/telecommuting, personal days/hours, job sharing/part-time work.

March 24, 2011 – Reducing and Managing Stress

Other Practices
-Employee Assistance Programs (EAP)
1) Stress mgmt..
2) Time mgmt..
3) Rehab

-On site daycares or daycare subsidies
-Gym membership
-Connections to health specialists

Interpersonal Conflict
-When one person or group frustrtates the goal attainment of another

Some Cases of Organizational Conflict
-Group Identification and Intergroup bias
-Interdependence
-Differences in Power, Status and Organizational culture
-Ambiguity of work processes or performance norms
-Scarce resources

Ways of Ending Conflict
Two elements to consider:
1) Assertiveness: try to satisfy your own concerns
2) Cooperation: try to satisfy the other party’s concern
*See book for strategies*

Decision Making – Ch 11

What is Decision making?
-Developing a commitment to some course of action or judgement
-Problem solving: A problem is a perceived gap between on existing

Two types of Problem
-Well-structured problem (programmed decisions) vs Ill-structured problem (problem not well defined)

Are Decision-Maker Rational? (logical approach)
-On rare occasions
-Bounded rationality typically occurs (not completely rational)Base our decision on faulty or incomplete info

-Two characterstics of BR:
-Cognitive Biases
-Framing
Step 1: Problem Identification
-4 Types of frames:
1) Perceptual Defence: ignore information that could be bothersome
2) Problems defined in terms of Functional Specialty: your in marketing, you look at the problem from a marketers view.
3) Problems defined in terms of the solution: jumping to a conclusion, try to find a quick fix
4) Problem Diagnosed in terms of symptoms: not digging far enough

Step 2: Information Search
1) Too little information due to cognitive bias: recency effect, primacy effect, confirmation bias
2) Too much information: lead to info overload, which results in confusion and error “More is not better”

Steps 3 & 4: Alternative Development and Evaluation
-Two strategies:
1) Maximizing: completely rational, generally a pool of great options and selects the best one for you
2) Satisfactory: a minimal level, it is just good enough.

Step 5: Alternative Choice
-Decision-making is risk-adverse when options are framed as “gains”
-Decision-making is risk-seeking when options are framed as “losses”

Step 6: Alternative Implementation
-Implement an alternative

Step 7: Solution Evaluation
1) Escalation of commitment (reluctance to pull the plug) and sunk costs: have evaluation points and clear time lines.
2) Hindsight: I kind of knew this all along

Why use teams?
-Decision quality
-Decision acceptance and commitment
-Diffusion of responsibility
-But, beware of GROUPTHINK (increased pressure of conformity)

More on Dysfunctional Group Decision Making
a) Paradox: Risky shift vs conservative shift
b) Group Polarization: The tendency for groups to exaggerate tendencies of individual members



Advice-Taking and Decision Making
a) Main finding: Egocentric advice discounting
b) What promotes advice utilitarianism?: trust in advisor, advisor is an expert in the decision/task, advisor is seen as having good decisions

How to best give advice?
-Advice as:
	a) A recommendation to follow a particular course of action
	b) A recommendation against a particular course of action
	c) Info about a course of action
	d) Decision-making support (i.e. advice on how to make the decision)
	e) Emotion and social support (empathy)


Mar 31 – Communication & Organizational Structure – CH 10 & 14

Communication
-The process by which information is exchanged between a sender/receiver

A model of Communication Process
-Sender-------------------------------------------------------------------Receiver<--Feedback
     Thinking. Encoding, transmitting, perceiving, Decoding, Understanding

Superior-Subordinate Relationships: Some Barriers
-Conflicting Role Demands
-The mum effect (avoid communicating unfavourable info)
-Physical Distance

Communication
Flow Direction:
-Downward (managers don’t give as much feedback as they think. Lots of feedback from managers to employees)
-Upward (flowing up the chain of command. Employees who have concerns with policies, information on consumer complaints, information on how to improve how the work is being done)
-Lateral (people on the same team, same departments, employees are interdependent, gossip)

Communication Networks: Systematic lines of communication among various senders and receivers

Two Types:
1-Centralized Networks: 
a) Chain structure- very hierarchical, chain of command where if you are at the bottom you cannot jump all the way to the top, every idea has to flow through the chain of command (bottom to top).  Typically ok for leaders b/c they have all the power and is frustrating to lower members.
b) Wheel structure- is when there is one leader who deals with everyone.
2-Decentralized Networks:
a) All channels (Completely connected aka Comm Conn), communication flows freely, is an open door policy, you are allowed to talk to anyone in the organization regardless of their level. More likely to talk to people who are next to you and is typical in start up organizations where everyone is on an equal hierarchical plane. Tends to lead to higher satisfaction.

Org Efforts to Increase Communication (see textbook):
-360 Degree feedback
-Employee Survey
-Suggestion systems
-Hotlines/intranets
-Management Training

Organigram:	
Structure of the organization. Formal diagram of how people should be reporting to each other. Top is President, then CEO, etc, the basic structure of any organization.

Sociogram:	
Unorthodox structure where communication varies and is not formally structured like the organigram

Organizational Structure
-How job tasks are formally divided, grouped and coordinated
Two Dimensions:
1-Vertical: apportioning authority for panning and decision making. How many different levels do you have in your organization? (President->CEO->CFO->Middle Managers->etc.)
Two important concepts:
-Chain of command (how tall or how flat your org is)
-Span of control (# of employees a manager will manage)
2-Horizontal: Groups the basic tasks that must be performed into jobs and then into departments. How are you organizing the work? 
Departmentalization: the basis on which jobs are grouped together. Core aspect of the horizontal division of labour
Types:
a) Functional: Very traditional org setting (Marketing unit, HR unit, Finance Unit, etc.). Everyone speaks the same language within his or her department. Works well for organizations with less products or services. Disadvantage is less innovation b/c everyone is in their own department.
b) Product: organizing everyone by product/service and then each product has their own HR, marketing, finance departments. Leads to more innovation b/c everyone is working on the same product. More communication with clients. Disadvantage is you might get duplication of efforts, does it make sense to have completely separate functions within each product line? Will increase costs. Works best for orgs with different types of products (music, drink, clothes).
c) Geography: common in food industry, they are divided by regions since there are different regional tastes. Want to be more responsive to customers’ needs. 
d) Customer: grouping by customer


April 5 - Review for Final Exam

-90 multiple choice questions
-Cumulative:
	a-25% of questions from ch 1-6
	b-Remainder of questions from ch 7-14
	c-Both notes and book are important
-Practice MC are available for each chapter on-line
-Book apt to see her.
-Room DMS 1160

ch7- groups/teams
-small number of people who work closely together toward a common goal and are accountable to one another

Artifacts of Org. Culture


Organizational Culture





Beliefs


Material symbols. Language rituals/stories





Values


Assumptions
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