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What are Organizations?
· social inventions for accomplishing common goals through group efforts
· 3 important elements: social intervention, goal accomplishment (survival and growth) and group effort
· **always write “it depends” on an exam
What is Organizational Behaviour:
· The attitudes and behaviours of individuals and groups in organizations
· OB analyses these attitudes and behaviours and provides insight about how to manage/change them.
· Productivity, absenteeism, turnover and job satisfaction
· Three goals of OB: predicting(analysis), explaining(analysis) and managing(action) attitudes and behaviours.
Early Prescriptions Concerning Management – DON’T NEED TO KNOW ANYTHING IN GREEN
· Experts attempted to prescribe the correct way to manage an organization and achieve its goals and came up with two views:
1. Classical view and bureaucracy
2. Humans relations view
The Classical View
· Occurred in the early 1900s, which means they thought up this view while working in military settings, mining operations and factories. 
· The classical view advocates a high degree of specialization of labour, intensive coordination and centralized decision making.

· Each department tended to their own affairs with centralized decision making from upper management providing coordination. To maintain control, this view suggested that managers have few workers expect for low-level jobs. 

Scientific management: 
· A system for using research to determine the optimum degree of specialisation and standardization of work tasks. 
· Frederick Taylor (creator or scientific management) supported that idea of written instructions to clearly define work procedures and encourages breaks for maximum efficiency. He also said that management aught to specialize their jobs based on what they did best. 
Standardization: 
· A framework of agreements to which all relevant parties in an industry or organization must adhere to ensure that all processes associated with the creation of a good or performance of a service are performed within set guidelines. This is done to ensure the end product has consistent quality, and that any conclusions made are comparable with all other equivalent items in the same class.

Bureaucracy: 
· an ideal type of organization that included a strict chain of command, detailed rules, high specialization, centralized power and selection and promotion based on technical competence. 
In the 1900s: most management was done by intuition and nepotism and favoritism was high. So bureaucracy was useful, it said that:
1. A strict chain of command in which each member reports to only a single supervisor.
2. Selection and promotion must be based on impersonal technical skills and not favoritism. 
3. A set of rules and regulations that ensures the jobs gets done no matter who is doing the job.
4. Strict specialization to match duties with technical competence.
5. The centralization of power at the top of the organization.

The Human Relations Movement
· Advocates a more people-oriented style of management that catered more to the social and psychological needs of employees

The movement called for
1. Less strict specialisation to incorporate human needs for growth and achievements
2. Strict impersonal rules lead to the adoption of minimum acceptable level of performance when higher performance levels are possible. 
3. More flexible systems of management
4. The design of more interesting jobs
5. Open communication
6. Less rigid, more decentralized forms of control so as to take advantage of the ideas of lower level members who are closer to the customer. 
Contemporary Management- the Contingency Approach
· The general answer to many of the problems in organizations is “it depends”
· Dependencies are called contingencies
· The contingency approach to management recognizes that there is no one best way to manage
· An appropriate management styles depends on the demands of the situation
Some Contemporary Management Concerns
1. Diversity- local and global
· Todays new entrants to the labour force will be women, visible minorities, aboriginal people and people with disabilities. People with disabilities with double by 2017 and immigrants form more than half of the population. – must be concerned with the cultural difference and customs. 
· Globalization. 
2. Employee-organization relationships
3. A focus on quality, speed and flexibility
· Due to intense and more competition, companies must identify customer needs and before, during and after the sale. 
4. Talent management: refers to an organization’s processes for attracting, developing, retaining and utilizing people with the required skills to meet current and future business needs
· OB can help companies improve their recruitment and retention and become an employer of choice
· It provides the means for organizations to be designed and managed in ways that optimize talent attraction, development, retention and performance
5. Corporate social responsibility
· Refers to an organization taking responsibility for the impact of its decisions and actions on its stakeholders
· It extends beyond the interests of shareholders to the interests and needs of employees and the community in which it operates
Roles of managers:
Henry Mintzberg’s managerial roles
Interpersonal: figure head, leader, liaison 
Informational: monitor, disseminator and spokesperson
Decisional: entrepreneur, disturbance handler, resource allocator and negotiator 
Chapter 2:
What is personality:
· Set of psychological characteristics that influence the way an individual interacts with his or her environment and how he or she feels, thinks and behaves. 
· An individual’s personality summarizes his or her personal style of dealing with the world
Dispositional approach 
· focuses on individual dispositions and personalities. 
· Humans possess stable traits or characteristics that influence their attitudes or behaviour. 
Situational approach 
· focuses on factors in the work environment 
· Characteristics of the organisational setting such as rewards and punishments influence peoples feelings, attitudes and behaviour. 
· Both are important for predicting and understanding OB
Interactionist approach-
· says that OB is both dispositional and situational
· To predict and understand OB you have to know a bit about the individuals personality and the environment in which they work. 
· Some personality characteristics are useful in certain organisational situation- no one best personality to have and managers need to appreciate employee diversity
Described as weak situations or strong situations
Weak situations: not always clear as to how a person should behave
Strong situations: clear expectation of behaviour 
In weak situations, personality has the most impact because there are loosely defined roles, few rules and no rewards or punishments.
In strong situations eg military: there are clear expectations of behaviour therefore personality has less impact and you behave based on those expectations. 
Why is personality important to OB:
Fitting the right personality to the right job for maximum effectiveness
Five Factor Model of Personality:
a framework for classifying personalities into 5 different, basic dimensions
· Extraversion- the extent to which a person is out going or shy
Highly extravert: people who are outgoing, friendly, energetic, joyful- enjoy social situations
Low extravert(introvert): avoid social situations, shy, not confident. 
Being extravert is important for people for have interpersonal roles. (figureheads, leaders, liaisons)
· Emotional Stability/Neuroticism- the degree to which a person has appropriate emotional control.
High emotional stability: people who are self confident with high self -esteem
Low emotional stability: people with self- doubt, depression, insecure, anxious and more prone to stress.
Being emotionally stable is important to have effective interactions with co -workers and consumers. 
· Agreeableness- the extent to which a person is approachable
Highly agreeable: warm, altruistic, friendly, cooperative and eager to help
Not very agreeable: the opposite of above. – Argumentative, inflexible, uncooperative, uncaring
Being agreeable is important to teamwork, consumers-interactive positions. 
· Conscientiousness- the degree to which a person is responsible and achievement oriented
Highly conscientious people: dependable, positively motivated, self -disciplined, hard working.
Less conscientious people: lazy, irresponsible, and impulsive.
People with high conscientiousness are better at work due to their tendency to hard work
· Openness to experience- the degree to which a person is receptive to new ideas
More open people: creative and innovative
Less open people: favour the status quo, do the acceptable amount. 

Specific personality Characteristics that influence OB:
Locus of Control:
· A set of beliefs about whether ones behaviour is controlled mainly by internal or external forces.
If you believe that you achieve things in life based on your personal effort and hard work then you are part of the high internals.
At the other end of the spectrum is high externals- people who believe that it doesn’t really matter how skilled you are, luck, fate and connections are what advance you in life.
Internals are better for the work place because they work hard and try to better themselves, also usually have a higher education.- are more satisfied with their jobs, have less stress and achieve higher positions. 
Self- Monitoring: 
· The extent to which people observe and regulate how they appear and behave in social settings.
Low self -monitors: people aren’t concerned with fitting in with those around them. (wear their heart of their sleeves, say and do what they want)
High self monitors: people who take great care to observe their surroundings and control the images they project to fit in with socially acceptable behaviour.
High self monitors tend to be more involved in their work, perform at a higher level and more likely to emerge as leaders, although also have more role playing stress and less commitment to heir organisation. 
Self – Esteem:
· The degree to which a person have a positive self –evaluation. 
High self-esteem: people with favourable self images
Low self esteem: people with unfavourable self images- often unsure about the correctness of their opinions, attitudes and behaviours.
Behavioural plasticity theory: people with low self-esteem tend to be more susceptible to external and social influences than those who have high self esteem. 
This is because they are unsure of their own beliefs and views and look to others for confirmation and approval.
People with low self -esteem react badly with negative feedback and criticism. 
Recent developments in personality and organizational behaviour:
Five more recent personality variables that have been found to be important for organisational behaviour: 
Positive and negative affectivity:
Positive: propensity to view the world, including oneself and other people, in a positive light- someone who is always happy, cheery and in a good mood. 
Negative: Propensity to view the world, including oneself and other people, in a negative light.
· These people have the power to influence people emotions and moods at work, positively or negatively.
Proactive personality: someone that takes personal initiative across a range of activities and situations and tries to effect positive change in ones environment. 
Consequences of a proactive personality: higher performance evaluations, more likely to find a job, high salaries, more frequent promotions and more satisfying careers.
General self –efficacy: an individual’s belief in his or her ability to perform successfully in a variety of challenging situations. 
· Person’s GSE is created over a life -time through successes and failures. 
Someone who has had many successes: probably has high GSE
Someone who has not had many successes: probably has low GSE

Core self- evaluations: 
· When an individual holds evaluations about themselves and their worthiness, competence and capability. 
Four traits that make up a persons core self-evaluation: self- esteem, general self efficacy, locus of control and emotional stability. 
Learning: 
· Occurs when practice or experience leads to a relatively permanent change in behaviour potential.
4 Primary categories of learning content:
Practical skills: job specific skills, knowledge and technical competence.
Intrapersonal skills: problem solving, critical thinking, risk taking.
Interpersonal skills: interactive skills like: communicating, teamwork, and conflict resolution. 
Cultural awareness: learning the social norms or organisations, understanding company goals, business operations, company expectations and organisational culture. 
How people learn in organisations:
Operant learning: (rat example) learning to operate on the environment to achieve certain consequences. 
This theory is controlled by the consequences that follow it.
How operated learning is done:
Reinforcement: the process by which stimuli strengthens behaviours. 
Positive reinforcement: increases or maintains the probability of some behaviour by the application or addition of a stimulus to the situation in question. 
(Rat example)= positive reinforcement because they were introduced after the lever was pulled. 
Positive reinforcers tend to be positive things such as money, food, praise or business success however it doesn’t have to be. A positive reinforcer depends only on whether it increases the occurrence of some behaviour by its application. 
Negative reinforcement: increases or maintains the probability of some behaviour  by the removal or a stimulus from the situation in question. 
It stands to reason that we will learn to repeat behaviours that remove or prevent bad stimuli. 
Examples: nagging employees if they are late. To REMOVE the negative stimuli, the nagging, the employees will LEARN not to be late. 
Another example is the PepsiCO smoking cessation page 50. 
Errors involving reinforcement: 
Confusing rewards with reinforcers: Rewards can fail to serve as reinforcers because organisations do not make them contingent on specific behaviours such as attendance, innovation or productivity. Eg. Businesses assign overtime work on the basis of seniorirty and not on performance or good attendance. 
Neglecting diversity in preferences for reinforcers: Even if managers give out rewards based on good behaviour, it might not always be the right rewards for the right people. Eg. Rewarding a workaholic with time off or giving the best paid workers overtime pay. 
Neglecting important sources of reinforcement: some managers neglect useful sources of reinforcement. One such as being performance feedback: 
· Providing employees with quantitative and qualitative information on past performance for the purpose of changing or maintaining performance. 
Or social recognition: 
· Informal acknowledgement, attention, praise or approval for work well done from one individual or group to another.

Reinforcement strategies: Immediate or wait for some period of time?
To obtain the fast acquisition of some response, continuous and immediate reinforcement should be used- should be applied every time the behaviour of interest occurs. There are many reasons why the fast acquisition is desirable: dealing with problem employees, training employees for emergency operations, dealing with unsafe work conditions.
· however, behaviour that people learn under such conditions tend not to persist when reinforced less frequently or stopped. 
Behaviour tends to be persistent when it is learned under conditions of partial and delayed reinforcement. 
Therefore, continuous, immediate reinforcement facilitates fast learning and delayed reinforcement facilitates persistent learning. 
· Managers must alter the strategy depending on the situation. 
Reducing the probability of behaviour:
· learning behaviours we want to stop from occurring.
Extinction: Terminating the reinforcement that is maintaining some unwanted behaviour. If the behaviour is not reinforced, it will gradually dissipate or be extinguished. 
Punishment: the application of an aversive stimulus following some behaviour, designed to decrease the probability of that behaviour.
· Different from negative reinforcement as in negative reinforcement a bad stimulus is removed following some behaviour, increasing the probably of the behaviour. With punishment a nasty stimulus is applied after some behaviour, decreasing the probably of that behaviour.
Using punishment effectively: 
· Punishment gives a clear signal to what behaviour is wrong but not what behaviour should replace it. 
Since no replacement behaviour is provided, it only temporarily suppresses the unwanted response.
· Punishment tends to provoke a strong emotional reaction on the part of the punished individual. Managers must make sure their own emotions are under control and to not punish in front of others. 
· Make sure the chosen punishment is truly aversive. Eg. Punishing ineffective performers by requiring them to take time off work, which allows them to earn extra pay and do no work. Make sure the punishment doesn’t act as a positive reinforcement. 
· Punish immediately. Don’t let the bad behaviour gains strength
· Do not reward unwanted behaviours before or after punishment: Don’t join in one second and then tell them off the next, don’t feel bad after having punished someone by showing affection. 
Social cognitive theory: 
· Learning through cognitive processes eg. Observing other peoples behaviour, thinking about the consequences of their actions, rewarding themselves for goal accomplishments.
Human behaviour can be explained through a system of triadic reciprocal causation, in which personal factors and environmental factors work together and interact to influence people’s behaviours. 
3 categories:
Observational learning:
· The process of imitating the behaviour of others:
· Examining the behaviour of others
· Seeing the consequences they experience
· Thinking about what might happen if we act the same way
· Imitating the behaviour if we expect favourable consequences
· Self reinforcement.
· Self- Efficacy: beliefs people have about their ability to successfully perform a specific task. Unlike GSE because self efficacy is a task- specific cognitive appraisal not a personality trait, of one’s ability to perform a specific task. 
May have different self- efficacy beliefs for different tasks. 
Influenced by:
· Performance mastery
· Observation of others
· Verbal persuasion and social influence – encouragement from peers
Physiological state
· Self regulation
The use of learning principles to regulate one’s own behaviour making external control from managers less necessary. 
The basic process involves observing your own behaviour, comparing the behaviour with a standard and rewarding yourself if your behaviour meets the standard (self- reinforcement).
Peoples pursuit of self goals are what guide their behaviour, if there is a difference between ones goals and performance, you modify your behaviour to meet those goals, known as discrepancy reduction. 
When they have achieved their goals, they set even higher ones known as discrepancy production.
· Therefore people are constantly setting goals in the pursuit of a higher level of performance. 
Some specific self- regulation techniques: collect self observation data, why are you doing this), observe models (other peers), set goals, rehearse, reinforce oneself- promise yourself something if you achieve your goals. 


Organisational learning practices: 
Organisational behaviour modification: 
· The systematic use of learning principles to influence organisational behaviour. 
Chapter 3:
Perception, attribution and diversity:
What is perception:
· The process of interpreting the messages of our senses to provide order and meaning to the environment. 
People base their actions on the interpretation of reality that their perceptual system provides and not on reality itself. 
Components of perception:
· Perceiver
· A target that is being perceived
· Some situation in which the perception is occurring
The perceiver: 
His experience, needs and emotions can affect his perceptions of the target. 
Most important: experience: experience leads to the perceiver having certain expectations and the expectations affect current perceptions. 
Needs alter our perceptions causing us to see what to wish to perceive. 
Emotions such as anger, happiness or fear. Eg. Being so happy with your promotion, you fail to notice how unhappy the other co -workers are. 
Perceptual defence: the tendency for the perceptual system to defend the perceiver against unpleasant emotions. 

Targets:
Ambiguous targets are especially susceptible to interpretation.
The perceiver does not or cannot use all the information provided by the target
A reduction in ambiguity might not be accompanied by greater accuracy.
The Situation:
Situational contexts can affect what people perceive. (eg racisim example)
Social Identity theory:
· A theory that states that people form perceptions of themselves based on their characteristics and memberships in social categories. 
We are composed of a personal identity and a social identity:
Personal: based on our unique personal characteristics, such as our interests, abilities and traits. 
Social: based on our perception that we belong to various social groups such as our gender, nationality, religion, occupation. 
Once a category is chosen, we perceive ourselves and others as embodying the most typical attributes of a category or what are called “prototypes.”
· Social identities are relational and comparative.
· People tend to perceive members of their own social categories in more positive and favourable ways.
Social categories are relational and comparative, we define members or a category based on members from other categories. 
Your perception of others is a function of how you categorize yourself and your target. If the situation changes, then so might the categorization and the relation between the perceiver and the target. 

Bruners model of the perceptual process
When the perceiver encounter an unfamiliar target the perceiver is very open to the informational cues contained in the target and the situation surrounding it.
In this unfamiliar state, the perceiver really needs information on which to base perceptions of the target and will actively seek out cues to resolve this ambiguity.
Gradually the perceive will encounter some familiar cues (due to experience) that enables them to make a crude categorization of the target. 
At this point the cue search becomes less open and more selective. 
Perceiver begins to search out cues that confirm the categorization of the target. 
As the categorization becomes stronger, the perceiver actively ignores or even distorts cues that violate initial perceptions. 
Contradictory cues have to overcome the expectations that have been developed to the perceiver to change their opinion. 
3 characteristics of the perceptual process: 
perception is selective: perceivers do not use all the available cues, and those they do use are given special emphasis. This means that perception is efficient and this can both aid and hinder our perceptual accuracy.
Constancy: the tendency for the target to be perceived in the same way over time and across situations. (“getting off on the wrong foot”- its hard to change your perception after that) 
Consistency: the tendency to select, ignore and distort cues in such a manner that they fit together to form a homogeneous picture of the target. 
Basic bias in person perception:
Primacy effect: the tendency for a perceiver to rely on early cues or first impressions
Recency effects: the tendency for a perceiver to rely on recent cues or last impressions
Reliance on central traits: personal characteristics of a target person that are of particular interest to a perceiver. Organisation impressions and perceptions around one or more central trait- how attractive they are, obesity, where they went to college. 
Implicit personally theories: personal theories that people have about which personality characteristics go together. Eg. Expecting hard working people to be honest. 
Projection: the tendency for perceivers to attribute their own thoughts and feelings to others. Eg. Chairperson who feels that an issue has been resolved and perceives committee members to feel the same way might be disappointed in the reality. 
Stereotyping: the tendency to generalize about people in a certain social category and ignore variations among them. 
if we know that stereotypes are inaccurate then why do we continue them?
· Its easier sometimes to just rely on the inaccurate information than to take the time to get to know the targets real nature. 
· People who stereotype a group negatively might be on the lookout for behaviours to confirm these stereotypes and fail to notice examples that contract his impression. 
Attributions
Attributions: the process by which causes and motives are assigned to explain people’s behaviours 
· an important goal is to determine whether the attribution is cause by dispositional or situation factors.
Dispositional attributions: explanations for behaviour based on an actor’s personality or intellect. 
Situational attributions: explanations for behaviour based on an actor’s external situation or environment. 
Three specific questions help to determine which are dispositional and which are situational
Consistency: attribution cues that reflect how consistently a person engages in a behaviour over time.
High consistency: dispositional
Low consistency: situational 
Consensus: Attribution cues that reflect how a person’s behaviour compares with that of others. 
High consensus: situational 
Low consensus: dispositional as the person who acts differently from the majority is seen as revealing more of their true motives- especially if the actor is expected to suffer bad consequences. 
Distinctiveness: attribution cues that reflect the extent to which a person engages in some behaviour across a variety of situations. 
Highly distinctive: when the behaviour only occurs once: situational
Low distinctiveness: when the behaviour occurs often: dispositional 
Biases in attribution:
Fundamental attribution error: the tendency to overemphasize dispositional explanations for behaviour at the expensive of situational explanations.
Actor- observer effect: the propensity for actors and observers to view the causes of the actors behaviour differently.
Actors are more sensitive to the environmental events that led us to do an action while observers are more likely to invoke dispositional causes.
Self-serving bias: The tendency to take credit for successful outcomes and to deny responsibility for failures.

Chapter 4: 
Values: A broad tendency to prefer certain states of affairs over others.
Values have to do with what we consider good and bad.
Values are motivational and very general
People tend to hold values structured around such factors as achievement, power, autonomy, conformity and tradition and social welfare 
Geert Hofstede questioned over 116,000 IBM employees in 40 countries about their work related values. He discovered four basic dimensions along which work-related values differed across cultures. 
· Power distance
· Uncertainty avoidance
· Masculinity/femininity- such as avoiding hiring women in some organisations.
· Individualism/collectivism
Power distance: the extent to which an unequal distribution of power is accepted by society members.
In small power distance cultures, inequality is minimized and power distances are downplayed. Countries such as Denmark, New Zealand, Israel and Austria. 
In large power distance cultures, inequality is accepted as natural, superiors are inaccessible and power differences are highlighted. Countries like the Philippines, Venezuela and Mexico.
Uncertainty avoidance: The extent to which people are uncomfortable with uncertain and ambiguous situations
Strong uncertainty avoidance cultures: cultures that stress rules and regulations, hard work, conformity and security.
Weak uncertainty avoidance cultures: cultures that do not stress rules and regulations, conformity and security and hard work is not seen as a virtue. 
Masculinity/femininity: 
Masculine cultures: differentiate gender roles, support the dominance of men and stress economic performance. (japan is the most masculine, then Austria, mexico and Venezuela)
Feminine cultures: accept more fluid gender roles, stress sexual equality and stress quality of life. (Scandinavian countries are the most feminine.)
Individualism/collectivism:
Individualistic societies stress independence, individual initiative and privacy. Collective cultures favour interdependence and loyalty to family or clan. 
A lot of people go overseas to work and they get their contract terminated due to their ignorance to the culture.
Success in translating management practices to other cultures, important practices and appreciating global customers does not happen by accident 
Companies need to select, train, develops employees to have an appreciation of differences in cultural values and the implications of these difference for behaviour in organisations.
Attitudes:
· An attitude is a fairly stable evaluative tendency to respond consistently to some specific object, situation, person or category. 
Attitudes involve evaluations directed toward specific targets.
Attitudes influence our behaviour toward some object, situation, person or group. 
Attitudes are a function of what we think and what we feel. 
Belief+ value= attitude = behaviour
Eg. 
· My job is interfering with my family life (belief)
· I dislike anything that hurts my family (value)
· I dislike my job (attitude)
· Ill search for another job (behaviour)
Any attitude is made up for three main elements: cognition, affect and behaviour
Organisations often attempt to change employees attitudes
What is job satisfaction:
· A collection of attitudes that people have about their jobs.
Facet satisfaction refers to the tendency for an employee to be more or less satisfied with various facets of the job: Eg. “I love my work but I hate my boss”
· The work itself 
· Compensation
· Career opportunities
· Recognition
· Benefits
· Co- workers
· Working conditions
The other aspect of satisfaction is overall satisfaction: an overall or summary indicator of a persons attitude towards his job that cuts across the various facets. 
Eg. “On the whole I really like my job although a couple of aspects could stand some improvement.”
Job descriptive Index: designed around 5 facets of satisfaction: work, people, promotions, supervision and pay
Employees answer Yes, No, or ? for cant decide.
Another measure of satisfaction is the Minnesota satisfaction questionnaire: Respondents indicate how happy they are with various aspects of their job on a scale ranging from very satisfied to very dissatisfied. 
Beliefs and values cause differences in job satisfaction even when jobs are identical. 
This might be because people differ in their perceptions concerning the actual nature of their work. (nurse example)
They might differ from what they want in the jobs.
What determines job satisfaction:
Discrepancy:
Discrepancy theory: a theory that job satisfaction stems from the discrepancy between the job outcomes wanted and the outcomes that are perceived to be obtained. 
Another aspect of job satisfaction is fairness. 
Distributive fairness: fairness that occurs when people receive the outcomes they think they deserve from their jobs. 
People want what is fair, what they believe they should receive. You might value a high income and a luxurious lifestyle, however, that doesn’t mean you expect to earn a salary of 200,000 dollars a year. 
We develop our conception of what is fair through the equity theory:
· A theory that job satisfaction stems from the comparison of the inputs one invests in a job and the outcomes one receives in comparison with the inputs and outcomes of another person or group. 
My outcomes/My inputs = other’s outcomes/other’s inputs
Inputs: Anything that people give up, offer or trade to their organisation in exchange for outcomes.
Outcomes: Factors that an organisation distributes to employees in exchange for their inputs (benefits, vacation time, higher pay, promotion, etc.)
The “other” in the above formula might be a co-worker performing the same job, a number of co- workers or one’s conception of all the individuals in ones occupation. 
 (example of page 123 of textbook) 
Procedural fairness: fairness that occurs when the process used to determine work outcomes is seen as reasonable.
· Instead of involving the actual distribution of resources or rewards, it is concerned with how these outcomes are decided and allocated. 
Procedural fairness is particularly relevant to outcomes such as performance evaluations, pay raises, promotions, lay offs and work assignments.
The following factors contribute to perceptions of procedural fairness. The allocator:
· Follows consistent procedures over time and across people
· Uses accurate information and appears unbiased
· Allows two-way communication during the allocation process; and
· Welcomes appeals of the procedure or allocation.
There is a relationship between distributive fairness and procedural fairness- “one view notes that dissatisfaction will be maximized when people believe that they would have obtained better outcomes if the decision maker had used other procedures that should have been implemented.” 
Interactional fairness: fairness that occurs when people feel they have received respectful and informative communication about an outcome. 
· it extends beyond the actual distribution of rewards and the procedures to determine them, to the interpersonal treatment received when learning about an outcome. 
Respectful communication: sincere, polite, treating the individual with dignity
Informative communication: candid, timely, and thorough.
Interactional fairness is important because it is possible for outcomes or procedures to be perceived as unfair when they are inadequately or uncaringly explained. 


Disposition: 
The underlying idea to research in this field is the idea that some people are predisposed by virtue of their personalities to be more or less satisfied despite changes in discrepancy or fairness.
People believe that personality does have an effect due to these findings:
· Identical twins raised apart from early childhood tend to have similar levels of job satisfaction. 
· Job satisfaction tends to be fairly stable over time, even when changes in employer occur.
· Disposition measured in early adolescence is correlated with one’s job satisfaction as a mature adult. 
These findings suggest that some personality characteristics originating in genetics or early learning contribute to adult job satisfaction.
Mood and Emotion:
Moods: Less intense, longer- lived, and more diffused feelings. 
Emotions: Intense, often short lived feelings caused by a particular event. Eg. Joy, pride, anger, fear and sadness.
How do moods and emotions affect job satisfaction:
Jobs actually consist of a series of events and happenings that have the potential to provoke emotions or to influence moods, depending on how we appraise these events and happenings. 
eg. Seeing a co-worker being told off by a manager might provoke emotional disgust and lower one’s job satisfaction. 
Emotional contagion: 
· The tendency for moods and emotions to spread between people or throughout a group.
Peoples moods and emotions tend to converge with interaction. 
Emotional regulation:
· The requirement for people to conform to certain “display rules” in their job behaviour in spite of their true mood of emotions. 
Chapter 5:
Motivation:
· The extent to which persistent effort is directed toward a goal. 
Intrinsic motivation: motivation that stems from the direct relationship between the worker and the task; it is usually self-applied. Ex. Feelings of achievement, accomplishment, challenge and sheer interest in the job itself.
Extrinsic motivation: motivation that stems from the work environment external to the task; it is usually applied by others. Ex. Pay, benefits, company policies.
*tasks that you enthusiastically performed simply for the sake of doing them and other that you performed only to keep your job or placate your boss.
Self-determination theory: a theory of motivation that considers whether people’s motivation is autonomous or controlled. 
Autonomous motivation: when people are self -motivated by intrinsic factors.
Controlled motivation: when people are motivated to obtain a desired consequence or extrinsic reward.
*sometimes extrinsic can lead to autonomous motivation when an individual internalises the values or attitudes associated with a behaviour and therefore no longer needs the external motivator to motivate them to do the task.
When extrinsic rewards depend on performance then the motivating potential of intrinsic rewards decreases. 
· when extrinsic rewards (like money) is dependent on performance it makes individuals feel less competent and less in control of their own behaviour so intrinsic motivation suffers. 
· However it is also said that when individuals see extrinsic rewards as symbols or success and as what to do to achieve future success, they increase their task performance.
Motivation and performance: 
Performance:  the extent to which an organisational member contributes to achieving the objectives of the organisation. 
· There is a important distinction between motivation and performance; sometimes you can work long and hard without achieving your goals. 
Motivation is a main contributor to performance however there are other factors that also influence performance. 
These are:
· Motivation
· Personality – the Big 5 and core self evaluations
· General Cognitive Ability
· Task understanding
· Emotional Intelligence
· Chance
General cognitive ability: A person’s basic information processing capabilities and cognitive resources.
· It reflects an individuals overall capacity to process information and efficiency for processing information and includes a number of cognitive abilities, such as, verbal, numerical, spatial and reasoning abilities that are required to perform mental tasks.
General cognitive ability is measured through a number of required aptitude tests. 
Research has found that general cognitive ability predicts learning and training success as well as job performance in all kinds of jobs and occupations, including those that involve both manual and mental tasks. 
Emotional intelligence: The ability to understand and manage one’s own and other’s feelings and emotions. 
It involves the ability to perceive and express emotion, assimilate emotion in thought, understand and reason about emotions and manage emotions in oneself and others.
Individuals who have high emotional intelligence are able to identify and understand the meaning of emotions and to mange and regulate their emotions as a basis for problem solving, reasoning, thinking and action. 
The emotional intelligence model:
· consists of four interrelated sets of skills which represent sequential steps that form a hierarchy. 
1. Perceiving emotions accurately in oneself and others: This involves the ability to accurately identify your own emotions and the emotions of others. You must accurately do this through verbal behaviour, body language, the emotion in people’s faces and any other non-verbal behaviour. This is the most basic step and is necessary to perform all other steps in the hierarchy. 

2. Using emotions to facilitate thinking: The ability to use and assimilate emotions and emotional experiences to guide and facilitate one’s thinking and reasoning. One is able to use emotions in functional ways, such as making decisions, inductive reasoning, and integrative thinking. This stage also involves being able to shift ones emotions, generate new ones that can help you to see things in different perspectives. 

3. Understanding emotions, emotional language and the signals conveyed by emotions: Being able to understand emotional information, the determinants and consequences of emotions and how emotions can change over time. Eg. Knowing not to ask someone who is in a bad mood for a favour.

4. Managing emotions so as to attain specific goals: being able to manage your own and other’s feelings as well as emotional relationships. At this stage a manager is able to regulate, adjust and change his or her own emotions as well as others emotions to suit the situation. 

Eg. 
· Being able to stay calm when angry or upset
· Being able to excite and enthuse others
· Being able to lower another person’s anger
Emotional intelligence was found to be most important for the job performance of employees with lower levels of cognitive ability and of less importance for the job performance of employees with high levels of cognitive ability. 
Need theories for work motivation:
The first three theories of motivation are Need Theories.
Need theories: Motivation theories that specify the kinds of needs people have and the conditions under which they will be motivated to satisfy these needs in a way that contributes to performance. 
Needs are psychological wants or desires that individuals can satisfy by acquiring certain incentives or achieving particular goals.
NEEDS – BEHAVIOUR – INCENTIVES AND GOALS
These theories are concerned with WHAT motivates people and not HOW various factors motivate people.
Eg. A need theory can tell us that money is a good motivator while process theories can explain the actual mechanics by which money motivates.
Maslow’s hierarchy of needs:
· A five level hierarchical need theory of motivation that specifies that the lowest level unsatisfied need has the greatest motivating potential.
1. Physiological needs: needs that must be satisfied for an individual to survive, such as food, water, oxygen and shelter. – Organisational factors that satisfy these needs include minimum pay and working conditions that promote existence.
2. Safety needs: Needs for security, stability, freedom from anxiety and a structured and ordered environment. – Organisational factors that satisfy these needs include safe working conditions, fair and sensible rules and regulations, job security, a comfortable work environment and pension, insurance plans and pay above the minimum wage needed for survival. 
3. Belongingness needs: needs for social interaction, affection, love, companionship and friendship. – Organisational factors that satisfy these needs include the opportunity to interact with others on the job, friendly and supportive supervision, opportunity for teamwork and the opportunity to develop new social relationships.
4. Esteem needs: needs for feelings of adequacy, competence, independence, confidence and the appreciation and recognition from others. – Organisational factors that satisfy these needs include the opportunity to master tasks leading to feelings of achievement and responsibility, awards, promotions, prestigious job titles and professional recognition. 
5. Self -actualization needs: these needs involve the desire to develop one’s true potential as an individual to the fullest extent. Being able to have clear perceptions of reality, accepting themselves and others, being independent, creative and appreciative of the world around them. – Organisational factors that satisfy these needs include absorbing jobs with the potential for creativity and growth as well as a relaxation of structure to permit self-development and personal progression.
Maslow states that the lowest-level unsatisfied need category has the greatest motivation potential. Individuals are motivated to satisfy their physiological needs before they reveal an interest in satisfying their safety need and so on. You must satisfy every need in a category before you can move on to the next one.
When a need is unsatisfied, it exerts a powerful effect on the individuals thinking and behaviour and it is in this sense that needs are motivational. 
When a need is satisfied, an individual can focus on the next category. Therefore, a satisfied need is no longer an effective motivator. 
The only exception to this rule is the self-actualization need; Maslow felts these were growth needs that become stronger as they are gratified.
Alderfer’s ERG theory:
· A three- level hierarchical need theory of motivation (existence, relatedness, growth) that allows for movement up and down the hierarchy. 
Existence: needs that are satisfied by some material substance or condition rather than interpersonal relations. These include food, shelter, pay and safe working conditions. – Corresponds to Maslow’s physiological needs and safety needs.
Relatedness: needs that are satisfied by open communication and the exchange of thoughts and feelings with other organisational members. Correspond with Maslow’s belongingness and self- esteem needs. Alderfer stresses that relatedness needs are satisfied by open, accurate, honest interaction rather than uncritical pleasantness. 
Growth needs: needs that are fulfilled by strong personal involvement in the work setting. They involve the full utilization of one’s skills and abilities and the creative development of new skills and abilities. Corresponds with Maslow’s self-actualization needs and the aspects of his esteem needs that concern achievement and responsibility. 
Alderfer agrees with Maslow is two areas:
· That as lower-level needs are satisfied, the desire to have higher level needs satisfied will increase. As more “concrete” needs are satisfied, energy can be directed towards satisfying less concrete needs.
· That the growth needs, (Maslow’s self -actualisation) becomes more compelling and more desired as they are fulfilled. 
This theory differs from Maslow’s theory in two ways: 
· It does not assume that a lower- level need MUST be gratified before a less concrete need becomes operative. It is not a step by step hierarchy. Due to background and experience, some people might seek relatedness and growth even though their existence needs are ungratified. Therefore, the ERG theory accounts for a wide variety of individual differences in motive structure. 
· ERG theory assumes that if the higher-level needs are ungratified, individuals will increase their desire for gratification of lower-level needs. The frustration of higher-order needs will lead workers to regress to a more concrete need category. 
ERG theory’s two major motivational premises:
1. The more lower-level needs are gratified, the more higher- level need satisfaction is desired.
2. The less higher-level needs are gratified, the more lower-level need satisfaction is desired. 
McClelland’s theory of needs:
· A non-hierarchical need theory of motivation that outlines the conditions under which certain needs result in particular patterns of motivation. 
According to this theory, needs reflect relatively stable personality characteristics that one acquires through early life experiences and exposure to selected aspects of one’s society. 
He was concerned with the specific behavioural consequences of needs, under what conditions are certain needs likely to result in particular patterns of motivation?
There are 3 needs:
· Need for achievement
· Need for Affiliation
· Need for power
Need for achievement: individuals with a high need for achievement have a strong desire to perform challenging tasks well. 
Have the following characteristics:
· A preference for situations in which personal responsibility can be taken for outcomes
· A tendency to set moderately difficult goals that provide for calculated risks: success with easy goals provides little sense of achievement which extremely difficult goals might never be reached. 
· A desire for performance feedback: allows individuals to modify their goal attainment strategies to ensure success and signals them when success has been reached. 
People who are high in need for achievement are concerned with bettering their own performance. Their goals are not done to please others but are done because they are intrinsically satisfying. – need for achievement is an example of a self-actualization need. 
Need for affiliation: A strong desire to establish and maintain friendly interpersonal relationships. 
Characteristics of this need include: 
· They have the ability to learn social networking quickly
· The tendency to communicate frequently with others, either face to face, by phone or in writing. 
· They prefer to avoid conflict and competition and sometimes show strong conformity to the wishes of their friends. 
The need for affiliation is an example of a belongingness or relatedness need.
Need for power: A strong desire to have influence over others, making a significant impact of impression.
These individuals seek out social settings in which they can be influential. When in small groups, they act in a high profile, attention -getting manner, they show strong concern for personal prestige. 
Need for power is complex because it can be used in a variety of ways, some of which serve the power seeker and some of which serve other people or the organisation. 
Corresponds most closely with Maslow’s self-esteem need.
McClelland predicts that people will be motivated to seek out and perform well in jobs that match their needs.
McClelland discovered that the most effective managers have a low need for affiliation, a high need for power and the ability to direct power towards organisational goals.
Managerial implications of need theories:
Appreciate diversity: the lack of support for the rigid need hierarchy suggest that managers must be adept in evaluating the needs of individuals employees and offering incentives or goals that correspond personally to them. The needs of a young college graduate differ from those of an older employee readying for retirement. You must survey employees to find out what their needs are and then offer incentives that meet them. 
Appreciate intrinsic motivation: Need theories alert managers to the existence of higher-order needs. The recognition of these needs in many employees is important for two reasons:
1. A business must be innovative and creative in order to survive. Such behaviour seems to most likely occur during the pursuit of higher-order need fulfillment and ignorance of this factor can cause the demotivation of the people who have the most to offer the organisation. 
2. According to Alderfer, frustration of higher-order needs prompts demand for greater satisfaction of lower-order needs. This leads to a motivational cycle- this is because the factors that gratify lower-order needs are fairly easy to administer (pay, fringe benefits) management has grown to rely on them to motivate employees. The employees, deprived of higher order needs, are expecting more and more extrinsic factors in exchange for their services. Therefore, a cycle of deprivation, regression and temporary gratification continues, at great cost of the organisation. 
How to make employees benefit through intrinsic motivation:
· lower level needs must be satisfied- unless they are, employees will be preoccupied with them instead of higher-order needs. Thus, managers should make sure that the pay is reasonable, working conditions are safe and the employee has job security.
· If basic needs are met, job can be enriched to be more stimulating and challenging and to provide feelings of responsibility and achievement. Eg. Developing career paths for employees.
Process theories of work motivation:
· Motivation theories that specify the details of HOW motivation occurs. 
Expectancy theory: 
A process theory that states that motivation is determined by the outcomes that people expect to occur as a result of their actions on the job. 
Outcomes: the consequences that follow certain work behaviours. 
First level outcomes: the first choice of action that the employee chooses – good attention vs bad attention, high productivity vs low productivity.
Expectancy theory is concerned with how an employee might attempt to choose one first-level outcome over another.
Second level outcomes: consequences that follow the attainment of a particular first-level outcome. These outcomes are more personally relevant to the employee, such as. Pay, peer acceptance, fatigue.
Instrumentality: The probability that a particular first-level outcome will be followed by a particular second- level outcome. 
Valence: the expected value of work outcomes; the extent to which they are attractive or unattractive. How much do you value pay, a promotion, peer acceptance?
The valence of first- level outcomes is the sum of products of the associated second-level outcomes and their instrumentalities 
Valence of a first level outcome = sum of instrumentality x second level valence.
The valence of a first level outcome depends on the extent to which it leads to a favourite second level outcome. 
Expectancy: the probability that the worker can actually achieve a particular first level outcome. 
Force: the effort directed toward a first level outcome. 
Force= first level valence x expectancy
We can expect an individual’s effort to be directed toward the first level outcome that has the largest force product. NOTE: no matter how valent a particular first level outcome may be, a person will not be motivated to achieve it if the expectancy of accomplishment is zero or very low. 
· People will be motivated to perform in those work activities that they find attractive and that they feel they can accomplish.
· The attractiveness of various work activities depends on the extent to which they lead to favourable personal outcomes. 
This theory is based on the perception of the individual worker. Expectancies, valences, instrumentalities and relevant second- level outcomes depend on the perceptual system of the person whose motivation we are analyzing. 
Eg. Two workers performing the same job might attach different valences to money, differ in their perceptions of the instrumentality of performance for obtaining high pay and differ in their expectancy of being to perform at a high level, so we would see different levels of motivation.
Expectancy theory doesn’t concern itself directly with extrinsic and intrinsic motivation, however it can handle any form of second level outcome that has relevance for the person in question. Therefore, some people might find feeling good about performing a task positively valent as a second outcome. And others find pay and promotions, extrinsic factors, positively valent. 
Managerial implications of expectancy theory:
Boost expectancies: managers can ensure that their employees expect to be able to achieve first- level outcomes that are of interest to the organisation. No matter how positively valent the first level outcomes are, the force equation suggest that’s workers will not pursue these goals if expectancy is low. 
People can feel like they can expect to achieve something due to:
· Employees might feel that poor equipment, poor tools or lazy co-workers impede of their work progress
· Employees might not understand what the organisation considers to be good performance or see how they can achieve it. 
· If performance is evaluated by a subjective supervisory rating, employees might see the process as capricious and arbitrary, not understanding how to obtain a good rating.
Given this, expectancies can be enhanced by providing: proper equipment and training, demonstrating correct work procedures, carefully explaining how performance is evaluated and listening to employee performance problems.
Clarify reward contingencies: managers should ensure that the paths between the first and second level outcomes are clear. Employees should be convinced that first level outcomes desired by the organisation are clearly instrumental in obtaining positive second level outcomes and avoiding negative outcomes. 
Eg. If a manager has a policy of recommending good performers for promotion, she should spell out this policy. If a manager desires regular attendance, she should clarify the consequences of good and poor attendance. The ensure that instrumentalities are strongly established, they should be clearly stated and acted on by the manager. 
Appreciate diverse needs
Equity theory:
· A process theory that states that motivation stems from a comparison of the inputs one invests in a job and the outcomes one receives in comparison with the inputs and outcomes of another group or person. 
How is it a motivation theory: individuals are motivated to maintain an equitable exchange relationship.
How does one reduce inequity: 
· Perceptually distort one’s own inputs and outcomes
· Perceptually distort the inputs and outcomes of the comparison person or group
· Choose another comparison person or group
· Alter one’s inputs and outcomes
· Leave the comparison group
My outcomes/my inputs = their outcomes/their inputs.
Example of page 161.
Gender and equity: usually men compare themselves to men and women compares themselves to women. This might provide a partial explanation for why women are paid less than men, even for the same job. If women restrict their equity comparisons to women, they are less likely to be motivated to correct what we observers see as wage inequities.
Managerial implications for equity theory:
The most basic implication of equity theory is that perceived underpayment will have a variety of negative motivational consequences for the organisation, such as: low productivity, theft, turnover, absteenism. 
However, overpaying doesn’t always have a motivational effect. Managers must find an equitable balance.
Managers must understand that feelings about equity stem from a perceptual social comparison. Employees decide what are considered relevant inputs, outcomes and comparison persons and management have to be sensitive to these decisions. 
Eg. Offering the outcome of more interesting work might now balance equity if better pay is considered a more relevant outcome. 
Comparison people is very important: even the most paid worker at one company might feel inequity is she compares herself to another worker at another company. 
Goal setting theory:
A goal: the object or aim of an action. 
· A process theory that states that goals are motivational when they are specific, challenging and when organisational members are committed to them and feedback about progress toward goal attainment is provided. 
The positive effects of goals are due to four mechanisms: 
· They direct attention toward goal- relevant activities
· They lead to greater effort
· They increase and prolong persistence
· They lead to the discovery and use of task-relevant strategies for goal attainment. 
Exhibit 5.6 on page 163. 
Goal specificity: 
Specific goals: goals that specify an exact level of achievement for people to accomplish in a particular time frame. 
Goal challenge: goals that are easy to achieve will not motivate effective performance. Goal challenge is much more personal as it depends on the experience and basic skill of the worker. 
Goals must be hard but not impossible as they will loose their potential to motivate. 
Therefore goal challenge is best when it is pegged to the competence of individual workers and increased as the particular task is mastered. One way to do this is to base initial goals on past performance. 
Goal commitment: individuals must be committed to specific, challenging goals if the goals are to have effective motivational properties. The effect of goals on performance is strongest when workers have high goal commitment. 
Goal feedback: specific and challenging goals have the most beneficial effect when they are accompanied by ongoing feedback that enables the person to compare current performance with the goal. A schedule of tasks to be completed often motivates goal accomplishment. Progress against the schedule provides feedback. Feedback should be accurate, specific, credible and timely. 
Enhancing goal commitment: 
It is easy to commit to an easy goal but workers can be pressured to balk at tough ones. Below are some factors that might affect commitment to challenging, specific goals:
· Participation
· Rewards
· Management support
Participation: when an individual participates in making their own specific, challenging goals, they are more committed than if goals were simply handed own by their superior. 
Rewards: the promise of extrinsic rewards for goal accomplishment increases goal commitment however it has been seen that goals can be accomplished without the need for extrinsic rewards. 
Supportiveness: for goal setting to work properly, supervisors must demonstrate a desire to assist employees in goal accomplishment and behave supportively if failure occurs. Threat and punishment in response to failure will be extremely counterproductive.
Goal orientation and types of goals:
Goal orientation: an individual’s type of goal preference. 
Learning goals orientation: a preference to learn new things and develop competence in an activity by acquiring new skills and mastering new situations. 
Performance- prove goal orientation: A preference to obtain favourable judgments about the outcome of one’s performance.
Performance-avoid goal orientation: A preference to avoid negative judgments about the outcome of one’s performance. 
Goals can be distinguished between a performance goal: achieve a specific performance outcome. 
Or learning goals: discover strategies for solving a problem. 
Goals can also be distinguished between whether they are distal or proximal goals.
Distal: long term or end goals
Proximal goals: short-term or sub goals. – breaking down distal goals into smaller more attainable sub goals. They provide clear markers of progress towards a distal goal because they result in more frequent feedback. 
Distals are long term, making it difficult for individuals to know how they are doing and to adjust their strategies.
Research support for goal setting theory:
· Considered to be one of the most valid and practical theories of employee motivation.
· Several decades of research has demonstrated that specific, difficult goals lead to improved performance and productivity on a wide variety of tasks.
· Positive results from goal setting are not short lived- they persist over a long enough time to have practical value.
· You don’t need extrinsic incentives, wanted to accomplish a goal is motivation enough.
· When workers lacks skill or knowledge of task, goals do not increase productivity or performance than do your best instructions. 
· When the task is straightforward and the worker knows what he’s doing, goals result in higher productivity than just do your best instructions. 
· Distal goals are better for complex tasks
Managerial implications of goal setting: 
· set specific and challenge goals and provide ongoing feedback so that individuals can compare their performance with the goal. 
· More complex goals, set learning goals and not performance goals.
· Setting performance goals are most effective when the worker already has the ability to perform the task.
Chapter 6: 
Job design as a motivation:
· The goal of job design is to identify the characteristics that make some task more motivating than others and to capture these characteristics in the design of jobs.
· An attempt to capitalize on intrinsic motivation.
Job rotation:
· Another approach for increasing the scope of an individual’s job is job rotation.
· Employees are rotated to different tasks and job in an organisation.
· It can involve working in different functional areas and departments.
· It can provide a variety of challenging assignments, develop new skills and expertise, and prepare employees for future roles. 
Job characteristics model: 
A theory that proposes that there are several core job characteristics that have a certain psychological impact on workers. The psychological states induced by the nature of the job lead to certain outcomes that are relevant to the worker and the organisation. Moderators influence the extent to which these relationships hold true.
Core job characteristics: 
There are 5 core job characteristics that have particularly strong potential to affect worker motivation: 
· Skill variety
· Task identity
· Task significance
· Autonomy
· Feedback from job
Skill variety: the opportunity to do a variety of job activities using various skills and talents. 
Task identity: the extent to which a job involves doing a complete piece of work, from beginning to end.
Task significance: the impact that a job has on other people.
Autonomy: the freedom to schedule one’s own work activities and decide work procedures.
Feedback form job: information about the effectiveness of one’s work performance. – people are not motivated for long if they don’t know how they’re doing. 
You want to score higher than the person your comparing with. 
Job diagnostic survey: a questionnaire to measure the core characteristics of jobs. 
The JDS requires job -holders to report the amount of the various core characteristics contained in their jobs. 
From these reports, we construct profiles to compare the motivational properties of various job. 
An overall measure of the motivating potential of a job can be calculated by the following formula:
Motivating potential score= (skill variety + task identity + task significance)/3 x autonomy x job feedback. 
Since the JDS measures the job characteristics on seven-point scales (so the reported values will be from 1-7, 7 being the highest) motivating potential score could range from 1 to 343. The worker with the larger number is more likely to be motivated by the job itself. 
Critical psychological states: 
Work will be intrinsically motivating when it is perceived as meaningful, when the worker feels responsible for the outcomes of the work and when the worker has knowledge about his or her work progress. 
When a worker uses a variety of skills to do a whole job that is perceived as significant to others, he or she perceives the work as meaningful. ( task variety, task identity and task significance.)
When a person has autonomy to organise and perform the job as they see fit, the person feels personally responsible for the outcome of the work. (autonomy)
When the job provides feedback about performance, the worker will have knowledge of the results of this opportunity to exercise responsibility.( feedback from job)
Outcomes: the presence of the psychological states leads to a number of outcomes that are relevant to the individual and the business.  
There are 4: 
· high internal work motivation
· high growth satisfaction
· high general job satisfaction
· high work effectiveness
the relationship between the work and the worker is emphasized and the worker is able to draw motivation from the job itself. 
Moderators: this theory recognises that jobs that are high in motivating potential do not always lead to favourable outcomes. 
The theory presents 3 factors that also influence a person’s performance.
1. Job relevant knowledge. – worker with weak knowledge and skills should not respond well to jobs that are high in motivating potential, these jobs will be too demanding. 
2. Growth need strength: the extent to which people desire to achieve higher order need satisfaction by performing their jobs. – people with high growth needs respond better to challenging work.
3. Context satisfaction: how happy you are with the factors surrounding your job (pay, supervision, co-workers, company policy). The more happy you are with your environment, the more you enjoy challenging work.
Job enrichment and procedures:
Job enrichment: The design of jobs to enhance intrinsic motivation, quality of working life and job involvement. 
Job enrichment involves increasing the motivating potential of jobs via the arrangement of their core job characteristics. 
Job involvement: A cognitive state of psychological identification with one’s job and the importance of work to one’s total self image. 
Employees with more challenging and enriched jobs tend to have higher levels of job involvement.
Job enrichment procedures: 
Combining tasks: this involves assigning tasks that might be performed by different workers to a single individual. This increases the variety of skills employed and contributes to task identity.
Establishing external client relationships: this involves putting employees in touch with people outside the organisation who depend on their product or service. This might involve the use of new interpersonal skills, increase the identity and significance of the job and increase feedback about one’s performance. 
Establishing internal client relationships: this involves putting employees in touch with people who depend on their products or services within the organisation. Eg. Billers and expeditors in a manufacturing firm might be assigned permanently to certain salespeople. 
Reducing supervision or reliance on others: the goal here is to increase autonomy and control over one’s own work. 
Forming work teams: Teams can be formed when a product or service is too large or complex for one person to complete alone or to complete an entire product.
Making feedback more direct: Permit workers to be identified with their “own” product or service so that if a customer encounters problems, he or she can contact the worker directly.
Is usually used in conjunction with other job design procedures that permit workers to be identified with their “own” product or service.
Potential problems with job enrichment:
· Poor diagnosis: 
· Lack of desire or skill
· Demand for rewards
· Union resistance
· Supervisory resistance
Poor diagnosis: problems occurs when job enrichment is established without careful diagnosis of the needs of the organisation and the particular jobs in question. 
An especially likely error occurs when management increase job breath by giving employees more tasks to perform at the same level while leaving the other crucial core characteristics unchanged. – this is called job enlargement. So workers are giving MORE boring, fragmented routine tasks to do.
On the other hand management can try to enrich jobs that are already too rich, therefore assigning too many extra responsibilities. This decreasing motivation, and leads to work stress. 
Lack of desire or skill: some workers do not desire enriched jobs. Enrichment places a greater demand on workers and some might not want this extra responsibility. 
Or even when people have no basic objections to enrichments, they might lack the skills and competence needed to perform enriched jobs. 
Therefore, enrichment might entail substantial training costs and sometimes its different to train other in certain skills like social skills.
Demand for rewards: workers who experience job enrichment ask that greater extrinsic rewards accompany their redesigned jobs. This is because enriched jobs require the development of new skills and greater responsibility and effort. 
Union resistance: traditionally, north American unions have not been enthusiastic about job enrichment. This is partly due to the historical focus on negotiating with management about extrinsic motivators and not intrinsic which is harder to negotiate and is personal. Companies and unions have begun to dismantle contract provisions regarding job design.
Fewer job classifications mean more opportunities for flexibility by combining tasks and using team approaches.
Supervisory resistance: even when enrichment schemes are implemented carefully to enhance the motivating potential of deserving jobs, they might fail because of their unanticipated impact on other jobs or other parts of the organisation.
By definitions, enrichment increases the autonomy of employees. Such a change might disenrich the boss’s job. 
Some companies have solved this problem by simple doing away with supervision for workers doing enriched jobs.
Another solution is for the supervisor to become a trainer or developer of individuals on enriched jobs. 
Management by objectives:
· An elaborate, systematic, ongoing program designed to facilitate goal establishment, goal accomplishment and employee development. 
In a well designed MBO program, objectives for the organisation as a whole are developed by top management and diffused down through the organisation through the MBO process. 
Organisational objectives are translated into specific behavioural objectives for individual members. 
Our primary focus is with the nature of the interaction between mangers and individual workers in an MBO program.
There are variations however most manager- employee interactions share the following similarities:
1. The manager meets with individual worker to develop and agree on employee objectives for the coming months. These objectives usually involve both current job performance and personal development that may prepare the worker to perform other tasks or seek promotion. The objectives must be SMART: specific, measurable, achievable, realistic, time- constraint. 
2. There are periodic meetings to monitor employee progress in achieving objectives. During these meetings, people can modify objectives if new needs or problems are encountered.
3. An appraisal meeting is held to evaluate the extent to which the agreed upon objectives have been achieved. Special emphasis is placed on diagnosing the reasons for success or failure so that the meeting serves as a learning experience for both parties. 
4. The MBO cycle is repeated. 
Chapter 7:
What is a group?
· A group consist of two or more people interacting interdependently to achieve a common goal. 
Interaction is the most basic aspect of a group- it shows who is in the group and who is not. Interaction need not to be face to face. 
Interdependence means that group members rely to some degree on each other to accomplish goals. 
Why is group membership important:
1. Groups exert a trememdous influence on us. They are the social mechanisms by which we acquire many beliefs, values, attitudes and behaviours. 
2. Groups provide a context in which we are able to exert influence on others.
Formal groups: groups that are established by organisations to facilitate the achievement of organisational goals. 
They are designed to channel individual effort in an appropriate direction. The most common formal group is that of a manager and the employees who report to that manager. And from there, managers of all divisions form a formal group with their manager.
The hierarchy of most organisations is a series of formal, interlocked work groups. 
Two other types of groups:
Task forces: temporary groups that meet to achieve particular goals or to solve particular problems.
Committees: are usually permanent groups that handle recurrent assignments outside the usual work group structures. 
Informal groups: groups that emerge naturally in response to the common interests of organisational members. 
They are seldom sanctioned by the organisation and their membership often cuts across formal groups.
Informal groups can either help or hurt an organisation depending on their norms of behaviour.
Group development: 
Groups are complex social devices that require a fair amount of negotiation and trial and error before individual members being to function as a true group. 
How do groups develop:
Typical stages of group development:
Each stage presents the members with a series of challenges they must master to achieve the next stage.
Not all groups go through this process, it is mainly for groups with members who have never met before.
Forming: at this stage, group members try to orient themselves by testing the waters. They try to determine the group purpose and what the other members are like. The situation is ambiguous, members are aware of their dependency on each other. 
Storming: at this second stage, conflict often emerges. Confrontation and criticism occur as members determine whether they will go along with the way the group is developing. Sorting out roles and responsibilities- which can often be an issue. Problems are more likely to happen at an early stage rather than a later stage. 
Norming: at this stage: members resolve the issues that provoked the storming and they develop social consensus. Compromise is often necessary. Interdependence is recognized, norms are agreed to and the groups become more cohesive. Information and opinions flow freely. 
Performing: with its social structure sorted out, the group devotes its energies toward task accomplishment. Achievement, creativity and mutual assistance are prominent themes of this stage.
adjourning: some groups such as task forces have a definite life span and disperse after achieving their goals. also some groups disperse when corporate layoffs and downsizing occur. 
Ceremonies and parties – events that affirm a groups previous successful development are common. 
Members often exhibit emotional support for each other. 
Group structure: 
· the characteristics of the stable social organisation of a group- the way the group is put together
The most basic structural characteristics along which groups vary are size and member diversity.
Other structural characteristics are group norms, roles, status and cohesiveness.
Group size:
The smallest possible group consists of two people, such as a manager and a particular employee. 
Most work groups, including task forces and committees, usually have between 3-20 members. 
Size and satisfaction: 
· Members of larger groups rather consistently report less satisfaction with group membership than those who find themselves in smaller groups. 
· Chance to work and develop friendships decrease as size increases
· Larger groups might prompt conflict. 
· People are inhibited about participating in larger groups
· Individual members identify less easily with the success and accomplishments of the group
Size and performance:
· do large groups perform tasks better than small groups?
The relationship between group size and performance depends on the exact task that the group needs to accomplish and on how we define good performance. 
Three types of tasks:
Additive tasks: tasks in which group performance is dependent on the sum of the performance of individual group members. Potential performance of the group increases with group size.
Disjunctive tasks: tasks in which group performance is dependent on the performance of the best group member. The potential performance of groups doing disjunctive tasks increases with group size because the probability that the group includes a superior performer is greater. 
Process losses: as groups get bigger they tend to suffer from process losses- difficulties that stem from motivating larger groups
Conjunctive tasks: tasks in which groups performance is limited by the performance of the worst group member. 
Member diversity:
Homogeneous: all the same kind of people and heterogeneous: diverse.

Homogeneous groups will have an easier time interacting, forming, storming norming.
Heterogeneous: the opposite- however it is likely that they will perform better than homogenous group because members consider a broader array of ideas. 

Group norms:
· Norms are collective expectations that members of groups have 
regarding the behaviour of each other.
· Codes of conduct that specify what individuals ought and ought not to do and standards against which we evaluate the appropriateness of behaviour.

Norm development: Norms provide regularity and predictability to behaviour. 
Norms regulate behaviour that is considered important to their supporters (bosses). Attitudes form the basis for norms. Norms are collectively held, not personal.

Some typical norms:

Dress norms: norms that dictate how you dress at work, eg. Military, suits

Reward allocation norms: 
Equity: reward according to inputs such as effort, performance
Equality: reward everyone equally
Reciprocity: reward people the way they reward you 
social responsibility: reward those who truly need the reward.

Performance norms: norms that dictate the level of performance that is required/expected

Roles: 
· Positions in a group that have set behavioural expectations.

Designated roles: formally given by the organisation as a means to divide responsibility and work to facilitate task achievement. Who does what and who can tell who what to do.
Emergent roles: roles that develop naturally to satisfy social-emotional needs of the group. Ex: Class clown or office gossip

Role ambiguity 
· lack of clarity of job goals and method.

Elements that can lead to ambiguity are:
1. Organizational factors: some roles are inherently ambiguous because of their function in the organisation. (middle management may not be able to provide the “big picture” top management does)
2. The role sender: senders might have unclear expectations of those they are sending to, when the sender gives ambiguous information to the focal person.- weak orientations, vague performance reviews, inconsistent feedback.
3. The receiver: roles may not be fully understood by the receiver, especially if the receiver is new to the role. Role ambiguity decreases as the receiver spends more time in the role. 

Role conflict: 
· Person is faced with incompatible role expectations.

Intrasender role conflict: single role sender provides incompatible role expectations to a role occupant.
Intersender role conflicts: two or more role senders provide incompatible expectations- middle management example getting information from top management and also lower management.
Interrole conflict: several roles held by someone hold incompatible expectations.
Person-role conflict: role demands for behaviour that is incompatible with the skills or personality of the occupant. 

Status: 
· Rank, social position or prestige according to group members.

Formal status systems: managements attempt to publicly identify people with higher status than others. This can be observed through titles, work schedules, pay packages etc.

Informal status systems: when other coworkers place status on other members due to some personality trait without the conspicuous status symbol. (Man who takes the day off to care for child may be seen as a model father.  A woman who does the same thing could be seen as a slacker).

Consequences of status differences 

· people tend to prefer communicating with those at their same level or higher, not below them. 
However if the gap is large, people will be inhibited from communicating with people with higher status than them. This can hinder communication. 
Also people with higher status are usually the most influencing in the group, however might not be the most knowledgeable. 

· Reducing status barriers: although statuses can be big motivators, it hinders the free flow of communication so some organizations have decided to downplay status differentiation and lower status barriers, making people more equal. The goal is to foster a culture of teamwork cooperation across the ranks.
The use of email has been used to level status barriers- direct access and the opportunity to avoid live confrontation encourages lower level worker to communicate with high status workers.

Group Cohesiveness
· Degree to which a group’s members are attracted to the group.

Factors influencing cohesiveness:
· Threat and competition: external threat to the survival of the group can increase its cohesiveness because of its desire to stay alive. 
· Success: more cohesive if they are successful
· Member diversity 
· Size: bigger groups have a harder time being cohesive
· Toughness of initiation: harder groups to get into are more attractive. 

Consequences of cohesiveness:
· More participation in group activities: people want to remain in the group and they like being together so they will strive to cooperate.

· More conformity: well equipped to supply info, rewards and punishments to its individual members. 

· More success: cohesive groups are good at achieving their goals. 

Social loafing: 
· Tendency to withhold physical or intellectual effort when performing a group task. 

Because others can do it, you don’t feel the need to. You would be more productive if you were working alone. 

Free rider effect: don’t contribute so you can mooch off others
Sucker effect: don’t contribute because you think others are mooching

Ways to counteract social loafing are:

· Make individual performance more visible
· Make sure work is interesting
· Increase feelings of indispensability (people might slack off because they think their input is useless. Counteract by having them specialize in something that only they can have an input towards)
· Increase performance feedback
· Reward group performance

What is a team?

· describes a group in a work setting.

For teams collective efficiency is important to ensure high performance.
Collective efficiency: shared beliefs that a team can perform a task however self-efficacy doesn’t always translate into collective efficacy.

Group effort occurs when high effort is directed toward the group task, when great knowledge and skill are directed toward the task and when the group adopts sensible strategies for accomplishing its goals. 

Types of work teams:
1. Self-managed work teams: Do challenging work under limited supervision
Critical to the success of self- managed teams are the nature of the task, the composition of the group and the various support mechanisms in place.

Tasks for self-managed teams:
· Should be challenging requiring high interdependence among the team
· Perform beginning to end
· Use variety of skills
Composition of self-managed teams:
· Stability (must to be stable to lead to trust and understanding)
· Size (small as possible)
· Expertise (members should have a high level of expertise about the topic)
· Diversity (similar enough to work together, diverse enough to provide different attributes)
Supporting self-managed teams:
· Training:
· Technical training (math, computer use etc.)
· Social skills (assertiveness, problem solving)
· Language skills (good communication)
· Business training (finance, accounting etc.)
· Rewards: tie rewards to team accomplishment
· Management: management must support the groups

2. Cross-functional teams: 
· Bring people with different specialties together to contribute to a product

Principles for effectiveness:
· Composition: all specialties are necessary and nobody should be overlooked.
· Superordinate goals: attractive outcomes only achieved by collaboration. 
· Physical proximity: people must be close to work together.
· Autonomy: teams need some autonomy from larger organization. 
· Rules and procedures: basic procedures must be enforced. 
· Leadership: leaders need especially strong people skills.

These principles aim to ensure team members share mental models. Sharing mental models is team members share same info about how they should interact and what their task is.

3. Virtual teams: 
· Work groups that use technology to communicate and collaborate across time, space and organisational boundaries.
Advantages of virtual teams: 
· Around-the-clock work
· Reduced travel time and cost
· Larger talent pool

Challenges of virtual teams:
· Trust
· Miscommunication
· Isolation
· High costs
· Management issues

Chapter 8:
Social influence in organisations:
· In many social settings, and especially in groups, people are highly dependent on others.
· This dependence sets the stage for influence to occur
· Two kinds of dependence are information dependence and effect dependence. 
· The key to power is dependency! 
Information dependence: 
· reliance on others for info on how to think, feel and act.

Effect dependence: 
· reliance on others due to their capacity to provide punishment and rewards.

Motives for social conformity:
The motives for social conformity vary across situations and can be classified as follows:
· Compliance- people comply with norms because they have to. 
· Identification- you comply with norms by identifying with other people.
· Internalization – you comply with norms because you believe in them. 
Organisational socialisation:
Socialization is the process by which people learn the attitudes, knowledge, and behaviours that are necessary to function in a group or organisation.
It is a learning process in which new members must acquire knowledge, change their attitudes and perform new behaviours.
It is a primary means by which organisations communicate with organisation’s culture and values to new members. 
Three stages of socialization:
1. Anticipatory socialization: Socialization before becoming a member of the group. Could be learned from university, or television.

2. Encounter: After just entering the group, dealing with day-to-day reality. Could include orientation or learning about co-workers.

3. Role management: After passing last two stages, attention shifts to perfecting role in the organization. Could include forming relationships outside the work group to improve the organization.

Unrealistic expectation:
· People entering organisations hold many expectations that are inaccurate and often unrealistically high. 
· When they enter an organisation they experience a reality shock and their expectations are not met.
· Newcomers who have higher met expectations have higher job satisfaction, organisational commitment, job performance, job survival and lower intentions to quit. 
Psychological contract:
Beliefs held by employees regarding the reciprocal obligations and promises between them and their organisation. 
An employee might expect to receive bonuses and promotions in return for hard work and loyalty. 
Methods of socialisation:
Organisations differ in terms of who does the socializing, how it is done and how much is done. 
Most organisations make use of the following methods of socialization. 
· Realistic job previews
· Employee orientation programs
· Socialization tactics 

· Realistic job previews:
The provision of a balanced realistic picture of the positive and negative aspects of the job to job applicants.
They provide corrective action to expectation at the anticipatory socialization stage.
The realistic job preview process can be compared to the traditional preview process that often sets expectations too high by ignoring the negative aspects of the job. 
Realistic job previews: research evidence:
Realistic job previews are effective in reducing inflated expectations and turnover and improving job performance.
Turnover reduction is due in part to lower expectations and increased job satisfaction.
They cause those not cut out for the job or who have low P-J and P-O fir perceptions to withdraw from the application process, a process known as self- selection. 
· Employee orientation programs:

· Orientation programs are designed to introduce new employees to their job, the people they will be working with and the organisation. 
· The also teach newcomers how to cope with stressful work situations.
· Employees who attend orientation are more socialised in terms of knowledge and understanding of the organisation and report higher organisational commitment.
· Evidence of a reduction in the rate of turnover. 

· Socialization tactics 
Institutionalisation socialisation reflects a more formalized and structured program of socialisation that reduces uncertainty and encourages new hires to accept organisational norms and maintain the status quo.
Individualized socialisation reflects a relative absence or structure that creates ambiguity and encourages new hired to question the status quo and develop their own approach to their role. 
Institutionalisation socialisation tactics are effective in promoting uniformity of behaviour. 
When socialisation is individualized, new members are more likely to take on the particular characteristics and style of those who are socializing them – uniformity is less likely. 
Institutionalized socialization is always followed up by some individualized socialization as the members join his or her regular work unit. 
Socialization Tactics: The way organizations structure early work experiences of people moving from one role to another. 

Collective vs. individual tactics:
· Collective is socializing as a group so people go through the same thing (Ex: BOOT CAMP)
· Individual are socialization experiences tailor-made for the people
Formal vs. informal tactics:
· Formal is segregating newcomers to give them special training
· Informal is no segregation and more on-the-job learning
Sequential vs. random tactics: Sequential is a clear sequence of steps, leading to assumption of role
· Random is a changing sequence of steps
Fixed vs. variable tactics:  
· Timetable for newcomers assumption of role
· Variable there is no time frame
Serial versus disjunctive tactics: 
· Serial is when newcomers are socialized by experienced people
· Disjunctive is when experienced people do not help the newcomers
Investiture vs. divestiture tactics:
· Divestiture puts newcomers through experiences to strip them of their self-confidence so they are more willing to learn norms of the organization
Investiture lets newcomers keep their identity and attributes

What is organisational culture: - DO NOT NEED TO KNOW 
An organisation’s style, atmosphere or personality.
Consists of the shared beliefs, values and assumptions that exist in an organisation. 
These shared beliefs, values and assumptions determine the norms that develop and the patterns of behaviour that emerge from these norms.
CULTURE - NORMS - BEHAVIOUR 
The strong culture concept:
· A strong culture is an organisational culture with intense and pervasive beliefs, values and assumptions. 
· A strong culture provides great consensus concerning “what the organisation is about” or what it stands for.
· Weak culture are fragmented and have less impact on organisational members.
· An organisation does not have to be big to have a strong culture.
· Strong cultures do not necessarily result in blind conformity.
· Strong cultures are associated with greater success and effectiveness.
Assets of strong cultures:
· Coordination:
The overall values and assumptions of strong cultures can facilitate communication and coordination. 
· Conflict resolution:
Sharing core values is a powerful mechanism for resolving conflicts.
· Financial success:
Liabilities of strong cultures:
· Resistance to change:
A strong culture can prove very resistant to change and can damage a firms ability to innovate.
· Culture clash:
Strong cultures can mix badly when a merger happens. 
Contributors to the culture:
· How are cultures built, maintained and changed?
· Two key factors that contribute to the foundation and continuation of organisational cultures.
· The founders role
· Socialisation 
Chapter 9:
What is leadership:
Leadership:
· The influence that particular individuals exert on the goal achievement of others in an organizational context.
Effective leadership exerts influence in a way that achieves organizational goals.
Strategic leadership:
· Leadership that involves the ability to anticipate, envision, maintain flexibility, think strategically, and work with others to initiate changes that will create a viable future for the organization.
Strategic leaders are open and honest in their interactions with the organization’s stakeholders and they focus on the future.
Formal leadership:
Individuals with titles such as manager, executive, supervisor, and department head occupy formal or assigned leadership roles.
They are expected to influence others, and they are given specific authority to direct employees.
Individuals might also emerge to occupy informal leadership roles. They do not have formal authority. They have to rely on being liked and being very influential.
Are leaders born?
The assumption that those who become leaders and do a good job of it possess a special set of traits that distinguish them from others.
The search for leadership traits began during World War I.
Traits are individual characteristics such as physical attributes, intellectual ability, and personality.
Some traits are associated with leadership.
These traits include: intelligence, energy, self-confidence, dominance, motivation to lead, emotional stability, honesty and integrity and need for achievement. 
Limitations of traits approach: 
1. It is difficult to determine whether traits make the leader or whether the opportunity for leadership produces the traits.
2. Even if we know that some traits such as intelligence and dominance are associated with effective leadership, we don’t know what intelligent or dominant people DO to influence others.
3. It fails to take into account the situation in which leadership occurs. Eg. Top executives and first-level supervisors require different traits to be successful. 
Traits alone are not enough for successful leadership. Traits are only a precondition for certain actions that a leader must take to be successful.  
The behavior of leaders:
The trait approach is concerned with what leaders bring to a group setting and not what they DO in a group setting. 
The most involved, systematic study of leadership was begun at Ohio State University in the 1940s.
Employees described their superiors along a number of behavioural dimensions.
The results revealed two basic kinds of behaviour:
· Consideration
· Initiating structure
Consideration: 
· The extent to which a leader is approachable and shows personal concern and respect for employees. This kind of leader is seen as friendly and egalitarian, expresses appreciation and support and is protective of group welfare. 
Initiating structure:
· The degree to which a leader concentrates on group goal attainment. 
The structuring leader clearly defines and organizes his or her role and the roles of followers, stresses standard procedures, schedules the work to be done, and assigns employees to particular tasks.
A leader can be high low or average on one or both dimensions. 
Consequences of consideration and structure:
Consideration and initiating structure both contribute positively to employees’ motivation, job satisfaction, and leader effectiveness.
Consideration is more strongly related to follower satisfaction, motivation, and leader effectiveness.
Initiating structure is slightly more strongly related to leader job performance and group performance.
The relative importance of consideration and initiating structure varies according to the nature of the leadership situation. 
· When employees are under a high degree of pressure due to deadlines, unclear tasks, or external threat, initiating structure increases satisfaction and performance.
· When the task is intrinsically satisfying, the need for high consideration and high structure is generally reduced.
· When the goals and methods of performing the job are very clear and certain, consideration should promote employee satisfaction, while structure should promote dissatisfaction.
· When employees lack knowledge as to how to perform a job, or the job itself has vague goals or methods, consideration becomes less important, while initiating structure takes on additional importance.
· The effects of consideration and initiating structure depend on characteristics of the task, the employee, and the setting in which work is performed.
Leader reward and punishment behaviors:
There are other things a leader can do besides initiate structure and be considerate. 
Leader reward behavior: these kinds of leaders provide employees with compliments, tangible benefits and deserved special treatment. 
· When such rewards are made contingent on performance, employees should perform at a high level and experience job satisfaction.
· Employees have a clear picture of what is expected of them and they understand that positive outcomes will occur if they achieve these expectations.
Leader punishment behavior: involves the use of reprimands or unfavourable task assignments and the active withholding of raises, promotions, and other rewards.
(Chapter 2 – punishment) if the punishment is perceived as random or unfair then the employees will react negative and with great dissatisfaction. 
Research has found that these two approaches are very effective. 
Contingent leader reward behavior was found to be positively related to employee’s perceptions, attitudes and behaviors. 
· Relationships are much stronger when rewards and punishment are made contingent on employee behaviour.- leading them to conclude that the manner in which leaders administer rewards and punishment is a critical determinant of their effectiveness. 
· Leader reward and punishment behaviour leads to more positive perceptions of justice and lower role ambiguity.
Situational theories of leadership:
Situation refers to the setting in which influence occurs. The basic premise of situational theories of leadership is that the effectiveness of a leadership style is contingent of the setting. The setting includes the characteristics of the employees, the nature of the task they are performing and the characteristics of the organization. 
Two situational theories of leadership that are among the best known and most studied:
· Fiedler’s Contingency Theory
· House’s Path-Goal Theory
Fiedler’s Contingency theory:
· The association between leadership orientation and group effectiveness is contingent on (depends on) the extent to which the situation is favourable for exerting influence.
· Some situations are more favourable than others, and these situations require different orientations on the part of the leader.
Leadership orientation is measured by having leaders describe their Least Preferred Co-worker (LPC). 
· This may be a current or past worker with whom a leader has had a difficult time accomplishing a task. 
The leader that describes the LPC favorably (a high LPC score) can be considered relationship orientated, that is despite that the person was hard to work it, the leader can still find positive qualities about them. 
The leader that describes the LPC unfavorably (a low LPC score) can be considered task orientated. This person allows the low-task competence of the LPC to color their view of the personal qualities of the LPC.
High LPC leaders are motivated to maintain interpersonal relations, which low LPC leaders are motivated to accomplish the task. 
The LPC score is NOT a measure of consideration or initiating structure – they are observed behaviors while LPC score is an attitude of the leader towards work relationships. 
· Situational favourableness is the “contingency” part of Contingency Theory.
· It specifies when a particular LPC orientation should contribute most to group effectiveness.
Factors that affect situational favorableness, in order of importance are:
· Leader-member relations
· Task structure
· Position power
Leader-member relations: when the relationship between the leader and the group members is good, the leader is in a favorable situation to exert influence. A poor relationship would damage the leader’s influence and even lead to insubordination.
Task structure: when the task at hand is highly structured, the leader should be able to exert considerable influence on the group. Clear goals, clear procedures to achieve goals enable the leader to set performance standards and hold employees responsible.
Position power: formal authority granted by the organization. The more position power the leader holds, the more favorable is the leadership situation. 
The situation is most favorable for leadership when leader-member relations are good, the task is structured and the leader has position power. 
The situation is unfavorable when the opposite is true. 
Task orientation is most effective when the leadership situation is very favorable or very unfavorable. A relationship orientation is most effective in conditions of medium favorability. 
Fiedler argues that leaders can get away with a task orientation when the situation is favourable- employees are ready to be influenced. And when the situation is very unfavorable, task orientation is necessary to get anything done. 
In situations of medium favorability, the boss is faced with unclear tasks and a poor relationship with employees and therefore relationship orientation is better. 
Cognitive resource theory: CRT also made my fiedler
The focus of CRT is the conditions in which a leader’s cognitive resources (intelligence, expertise and experience) contribute to effective leadership. 
The essence of CRT is that the importance of intelligence for leadership effectiveness depends on the following conditions:
· The directiveness of the leader
· Group support for the leader
· The stressfulness of the situation
Leader intelligence is most effective when the leader is directive, the group is supportive and the situation is low stress. This way the leader is able to think and use their intelligence. 
In high stress, their cognitive resources are impaired and they have to rely on experience. 
· Research supports the prediction that experience predicts performance in high-stress situations, while intelligence predicts performance in low-stress situations.
· Leader intelligence is more strongly related to group performance when the leader is directive and has the support of the group.
· CRT indicates that traits are important for leadership effectiveness in certain situations.
House’s Path-goal theory:
· Is concerned with the situations under which various leader behaviours are most effective.
The most important activities of leaders are those that clarify the paths to various goals of interest to employees. Eg. Promotion, sense of accomplishment, pleasant work atmosphere.
The opportunity to achieve these goals should promote job satisfaction, leader acceptance and high effort. 
Therefore, an effective leader forms a connection between employee goals and organizational goals. 
To achieve job satisfaction and leader acceptance, leader behaviour must be perceived as immediately satisfying or as leading to future satisfaction.
To promote employee effort, leaders must make rewards dependent on performance and ensure that employees have a clear picture of how they can achieve these rewards.
Path-Goal Theory is concerned with four specific kinds of leader behaviour:
· Directive behaviour
· Supportive behaviour
· Participative behaviour
· Achievement-oriented behaviour
Directive behavior: directive leaders schedule work, maintain performance standards, let employees know what is expected of them. 
Supportive behavior: friendly, approachable and concerned with pleasant interpersonal relationships.
Participative behavior: consult with employees about work related matters and consider with opinions.
Achievement orientation behavior: encourage employees to exert high effort and strive for a high level of goal accomplishment. They have confidence in their employees. 
The effectiveness of each set of behaviors depends on the situation:
Two primary classes of situational factors: 
· employee characteristics 
· Environmental factors
The impact of leader behavior on employee satisfaction, effort and acceptance of the leader depends on the nature of the employees and the work environment. 
Employee characteristics: Different types of employees need or prefer different forms of leadership:
· Employees who are high need achievers should work well under achievement orientated leadership.
· Employees who prefer being told what to do should respond best to a directive leadership style.
· When employees feel that they have rather low task abilities, they should appreciate directive leadership and coaching behaviors.
Leaders have to tailor their behavior to the needs. Abilities and personalities of individual employees.
Environmental factors:
· When tasks are clear and routine, directive leadership is redundant and unnecessary and participative leadership is not useful.
· When tasks are challenging but ambiguous, directive and participative leadership is effective.
· When a job is frustrating or dissatisfying, supportive leadership is most effective.
Effective leaders should take advantage of the motivating and satisfying aspects of jobs while offsetting or compensating for those job aspects that demotivate or dissatisfy.
Participative leadership: 
· Involving employees in making work related decisions
Leaders can vary in the extent to which they involve employees in decision making.
Minimally, participation involves obtaining employee opinions before making a decision.
Maximally, it allows employees to make their own decisions within agreed-on limits.
There is an upper limit to the area of employee freedom available under participation. Participative leadership should not be confused with the abdication of leadership.
· Participation can involve individual employees or the entire group of employees that reports to the leader.
· The choice of an individual or group participation strategy should be tailored to specific situations.
Potential advantages of participative leadership:
Motivation: increases motivation of employees. Can increase intrinsic motivation by enriching employees jobs because they have a say. Provides variety of task and autonomy.
Quality: two heads are better than one- to people lead to higher- quality decisions than the leader could make alone. A lot of times the employees have more technical knowledge than their boss. 
Empowering employees gives them authority, opportunity and motivation to take initiative and solve problems.
Acceptance: it can increase the employees acceptance of decisions. 
· This is especially important when issues of fairness are involved.
Potential problems of participative leadership:
· Time and Energy
· Participation requires specific behaviours on the part of the leader ( soliciting ideas, calling meetings) that use time and energy. When quick decisions are needed, participation is not an appropriate strategy. 
· Loss of Power
· Some leaders feel that a participative style will reduce their power and influence.
· Lack of Receptivity
· Employees might not be receptive to participation if they don’t like the boss than they feel like they are doing his or her work. or they might lack the knowledge to contribute effectively to decisions
Vroom and Jago’s situational model of participation: 
Victor Vroom and Arthur Jago developed a model that attempts to specify in a practical manner when leaders should use participation and to what extent they should use it.
They began with the recognition that there are various degrees of participation that a leader can exhibit.
· For issues involving the entire work group, a range of behaviours is plausible (A stands for autocratic, C for consultation, and G for group, I stands for individual and II stands for group is involved).
· AI: You solve the problem or make the decision yourself.
· AII: You obtain the necessary information from your employees, then decide the solution to the problem yourself.
· CI: You share the problem with the relevant employees individually, getting their ideas and suggestions, then you make the decision.
· CII: You share the problem with your employees as a group, obtaining their collective ideas and suggestions, then you make the decision.
· GII: You share the problem with your employees as a group and together you generate and evaluate alternatives and attempt to reach agreement (consensus) on a solution.
The most effective strategy depends on the situation or problem at hand.
The leader’s goal should be to make high-quality decisions to which employees will be adequately committed without undue delay.
To do this, the leader must consider questions in a decision tree:
The questions are oriented toward preserving either decision quality or commitment to the decision. 
By tracing a problem through the decision tree, the leader encounters the prescribed degree of participation for that problem.
Questions: 
· How important is the technical quality of this decision? (quality requirement)
· How important is subordinate commitment to the decision? (commitment requirement)
· Do you have sufficient information to make a high-quality decision?
· Is the problem well-structured?
· If you were to make the decision by yourself, is it reasonably certain that your subordinates would be committed to the decision?
· Do subordinates share the organizational goals to be attained in solving the problem?
· Is conflict among subordinates over preferred solutions likely?
· Do subordinates have sufficient information to make a high-quality decision?
By tracing the problem through the decision tree, the leader encounters the prescribed degree of participation for that problem.
The tree shows the fastest approach possible that still maintains decision quality and commitment.
If a leader is willing to sacrifice some speed, a more participative approach could stimulate employee development.
Research support:
· The model has substantial research support.
· Following the model’s prescriptions is more likely to lead to successful managerial decisions than unsuccessful decisions.
· There is substantial evidence that employees who have the opportunity to participate in work-related decisions report more job satisfaction than those who do not.
· For participation to be translated into higher productivity, certain facilitating conditions must exist.
· Participation should work best when:
· Employees feel favourably toward it.
· Employees are intelligent and knowledgeable about the issue at hand.
· When the task is complex enough to make participation useful.
· These conditions are incorporated into the Vroom and Jago model.
Chapter 10:
The process by which information is exchanged between a sender and a receiver.
Interpersonal communication involves the exchange of information between people.
The simplest prototype for interpersonal communication is a one-on-one exchange between two individuals.
The process of communication:
Eg. 
· Thinking
· Purchasing manager thinks, “I think we’re getting short on A-40s.”
· Encoding
· Purchasing manger keyboards memo to assistant requesting that he/she order A-40s.
· Transmitting
· Purchasing manager sends memo by email.
· Perceiving
· Assistant reads memo.
· Decoding
· Assistant checks parts catalogue to determine what an A-40 is.
· Understanding
· Assistant realizes that he must place an order for flange bolts.
· Feedback
· Assistant sends the manager a copy of the order. – this shows that the receiver received and understood the message. 
In this example the communication was via email but it could have been through speech, - on the phone, face to face, etc.
This communication process is important as it points out the complexity of the communication process and where a number of errors can occur. 
Such errors lead to a lack of understanding between the sender’s initial message and the receiver’s understanding of the message. 
Effective communication occurs when the right people receive the right information in a timely manner.
· Violating any of these three conditions results in a communication episode that is ineffective.
Basic of organizational communication:
Communication by strict chain of command:
Chain of command: lines of authority and formal reporting relationships.
· Under this system, three necessary forms of communication can be accomplished:
· Downward communication
· Upward communication
· Horizontal communication
Downward communication:
· Information that flows from the top of the organization toward the bottom.
A vice-president of production might instruct a plant manager to gear up for manufacturing a new product.
The plant manager would then provide specifics to supervisors, who would instruct the production workers.
Upward communication:
· Information that flows from the bottom of the organization toward the top.
· A chemical engineer who conceives of a new plastic formula with unique properties might pass this on to the research and development manager, who would then inform the relevant vice-president.
Horizontal communication:
· Information that flows between departments or functional units, usually as a means of coordinating effort.
· Within a strict chain of command, such communication would flow up to and then down from a common manager.
The formal chain of command is an incomplete and sometimes ineffective path of communication.
Deficiencies in the chain of command:
Informal communication:
- fails to consider informal communication between members. 
Filtering:
· The tendency for a message to be watered down or stopped during transmission. 
Some filtering is necessary – top managers cant communicate every detail to every level of employees but over excessive filtering will stop the right information getting to the right people. 
Both upward and downward filtering can occur.
The potential for filtering increases with the number of links in the communication chain.
Because of this, some organizations establish channels in addition to those revealed in the formal chain of command. 
· Many managers establish an open door policy, in which any organizational member below them can communicate directly without going through the chain.
This prevents upward filtering
To prevent downward filtering:
many organizations attempt to communicate directly with potential receivers, bypassing the chain of command.
Slowness:
The chain of command can be very slow especially for horizontal communication between departments.
It is not a good mechanism for reacting quickly to customer problems.
Cross-functional teams and employee empowerment have been used to improve communication by short-circuiting the chain of command.
Manager- Employee communication:
· One on one exchange of information between a boss and an employee. 
A key element in upward and downward communication in organizations.
Perceptions that managers are good communicators are positively correlated with organizational performance.
How good is manager- employee communication?
· Managers and employees often differ in their perceptions of the following issues:
· How employees should and do allocate time.
· How long it takes to learn a job.
· The importance employees attach to pay.
· The amount of authority the employee has.
· The employee’s skills and abilities.
· The employee’s performance and obstacles to good performance.
· The manager’s leadership style.
These perceptual differences suggest a lack of openness in communication, which might contribute to role conflict and ambiguity.
A lack of openness in communication reduces employee job satisfaction.
Barriers to effective manager- employee communication:
What causes communication problems between managers and employees?- besides differences in personality and perception:
Conflicting role demands:
Many managers have difficulties balancing task and social-emotional role demands.
Two separate messages that focus on task and social-emotional issues will be more effective than one message that combines both.
Mum Effect:
· The tendency to avoid communication unfavorable news to others. 
It is more likely when the sender is responsible for the bad news.
The mum effect applies to both employees and managers – the boss might not want to tell an employee he got a bad performance rating.
The gravevine:
· An organization informal communication network.
Often cuts across the formal lines of communication that are recognized by management. 
Some distinguishing features:
· The grapevine does not just communicate information through word of mouth. It can be through email, fax, written notes, etc. 
· Organizations often have several grapevine systems.
· Transmits information that is relevant to the performance of the organization as well as personal gossip.
· At least 75% of the non – controversial organizational related information carried through the grapevine is correct.
· Personal information and emotionally charged information are most likely to be distorted.
The grapevine isn’t a neat chain in which person A tells person B who tells person C. and neither does person A tell 6 or 7 people. Only a portion of those who receive grapevine news pass it on. 
Who participates in the grapevine?
· Personality characteristics play a role in grapevine participation.
· The nature of the information also influences who chooses to pass it on.
· The physical location of organizational members is also related to the opportunity to both receive and transmit information via the grapevine. If you work in a place where a lot of people then you are more likely to pass on the information then if you work in an isolated place. 
Pros and cons of grapevine:
Pros:
It can keep employees informed about important organizational matters. 
It can also provide a test of employee reaction to proposed changes without making formal commitments.
When grapevine information extends outside the organization, it can serve as a potent recruiting source. 
Cons:
It can become a constant pipeline for rumors. A rumor is: an unverified belief that is in general circulation. 
Because people cannot verify the information as accurate, rumours are susceptible to severe distortion as they are passed from person to person.
Rumors spread fastest and farthest when: 
· the information is especially ambiguous,
· the content of the rumor is important to those involved,
· the rumor seems credible, and
· the recipient is anxious.
The verbal language of work:
Jargon: specialized language used by job holders or members of particular occupations or organizations. (slang)
Jargon can be an efficient means of communicating with peers and provides a touch of status to those who have mastered it. 
It can be a barrier to clear communication between departments and those outside of the organization or profession. 
Jargon can be intimidating and confusing to new organizational members.
The non- verbal language of work:
· the transmission of messages by some medium other than speech or writing.
Can be very important as they indicate the real meaning of messages while words are just a smoke screen. 
· Major forms of non-verbal communication include:
· Body language
· Props, artifacts, and costumes
Body language:
· non-verbal communication that occurs by means of the sender’s bodily motions and facial expressions or the sender’s physical location in relation to the receiver.
Two important messages sent via body language:
· The extent to which the sender likes and is interested in the receiver.
·  The sender’s views concerning the relative status of the sender and the receiver.
The first message is conveyed by:
· Position themselves physically close to the receiver.
· Touch the receiver during the interaction.
· Maintain eye contact with the receiver.
· Lean forward during the interaction.
· Direct the torso toward the receiver.
Senders who feel themselves to be of higher status than the receiver act more relaxed than those who perceive themselves to be of lower status. Relaxation is shown by:
· the casual, asymmetrical placement of arms and legs;
· a reclining, non-erect seating position; and
· a lack of fidgeting and nervous activity.
The greater the difference in relaxation between two parties, the more they communication a status differential to each other. 
People often attempt to use non-verbal behaviour to communicate with others, just like they use verbal behaviour.
· This could include showing our true feelings, “editing” our feelings, or trying to actively deceive others.
· It is difficult to edit body language when we are feeling very strong emotions.
· One area where body language has an impact is on the outcome of employment interview decisions. Interviewers look to body language as they are less likely to be uncensored. 
· Increased body language might give the edge to applicants who are otherwise equally well qualified.
Props, artifacts and costumes:
Non-verbal communication can also occur through the use of various objects such as props, artifacts, and costumes.
· Office décor and arrangement
· Clothing
Office décor and arrangement:
· The décor and arrangement of office furniture conveys non-verbal information about the occupant.
· Personal decorations, neatness, and a desk placed against a wall made students feel more welcome and comfortable in a professor’s office.
· Middle managers have been found to use office décor to “profile” the identity and status of office occupants.
Clothing:
· The clothing organizational members wear sends signals about their competence, seriousness, and promotability.- the receiver automatically attaches certain stereotyped meanings to various clothing and then treats the wearer accordingly. 
· Research indicates that clothing does communicate.
· It communicates partly because of the impact it has on the wearer’s own self-image. – it can increase self esteem and self confidence. 
Gender differences in communication:
· Do men and women communicate differently?
· Gender differences in communication styles influence the way that men and women are perceived and treated in the workplace.
· Gender differences have their origin in childhood.
Gender differences in communication revolve around what Tannen refers to as the “One up, One down”
Mend tend to be more sensitive to power dynamics and will use communication as a way to position themselves in a one-up situation. 
Women are more concerned with rapport building, and they communicate in ways that avoid putting others down. 
Therefore women often find themselves in a one down positions and men in a one- up position. 
There are a number of key differences in male and female communication styles and rituals that often place women in a one-down position:
· Getting credit
· Men are more likely than women to blow their horn about something good they have done.
· Confidence and boasting
· Men tend to be more boastful about themselves and their capabilities and to minimize their doubts.
· Asking questions
· Men are less likely to ask questions.
· Apologies
· Men avoid ritual apologies because it is a sign of weakness.
· Feedback
· Men are more blunt and straightforward.
· Compliments
· Women are more likely to provide compliments.
· Ritual opposition
· Men often use ritual opposition as a form of communication and to exchange ideas.
· Managing up and down
· Men spend much more time communicating with their superiors and talking about their achievements.
· Indirectness
· Women tend to be indirect when giving orders.
The differences in communication styles between men and women almost always reflect negatively on women and place them in a one-down position.
Should women change the way they communicate then? It depends on who they are communicating with and the situation.
The communication styles that women are accustom to are most appropriate when communicating with other women and same goes for men. 
· Need to recognize that people have different linguistic styles and to be flexible and adjust your style to any given situation.
Cross- cultural communication
· Many of the failures in business and management stem from problems in cross-cultural communication.
· Important dimensions of cross-cultural communication include:
· Language differences
· Non-verbal communication
· Etiquette and politeness
· Social conventions
· Cultural context
Language differences:
Communication is generally better between individuals who share a common language. 
· Speaking the same language is no guarantee of perfect communication.
· Learning a second language should facilitate cross-cultural communication.
Non- verbal communication:
There are many differences in the non verbal communication across cultures:
Facial expressions:
People are good at decoding basic, simple emotions in facial expressions, even across cultures.
However, some cultures frown on the display of negative facial expressions.
Gestures:
· Gestures do not translate well across cultures because they involve symbolism that is not shared. And sometimes the same gestures can have a different meaning cultures. 
Gaze
· There are considerable cross-cultural differences in the extent to which it is considered suitable to look others directly in the eye.
Touch
· In some cultures, people tend to stand close to one another and often touch each other while in other cultures people prefer to “keep their distance.”
Etiquette and politeness across cultures:
This often involves saying things that one does not literally mean.
Careful decoding is necessary to avoid confusion and embarrassment.
The Japanese are particularly interested in maintaining feelings of harmony. They use a large number of set phrases to express sympathy and understanding.
Social conventions:
· There are a number of social conventions that vary across cultures and can lead to communication problems.
· North Americans favour directness and being specific about the issue at hand while arabs are partial to informal chat before discussing business. 
· Greetings and how people say hello also vary across cultures, and these differences can lead to misunderstandings.
· Loudness of speech varies across cultures- people from quieter societies might find louder societies as pushy or intimidating.
· Punctuality also varies. – in north America is not rude if you are late while in the arab world being late for a meeting is not viewed negatively. 
· Nepotism: generally frowned upon in more individualistic societies like north American and Europe but in Africa and latin America it is expected to help their relatives.
Culture context:
· Cultural context is the cultural information that surrounds a communication episode.
· Context is always important in accurately decoding a message.
· Cultures differ in the importance to which context influences the meaning to be put on communications.
Diagram on page 342
· In high-context cultures, the message contained in communication is strongly influenced by the context in which the message is sent.
· In high-context cultures, literal interpretations are often incorrect.
· In low-context cultures, messages can be interpreted more literally because more meaning resides in the message than in the context in which the communication occurs.
· Differences in the importance of context across cultures have implications for organizational communication:
· People from high-context cultures want to know about you and your company in great detail.
· Getting to the point quickly is not a style of communication that people in high-context cultures favour.
· Age, seniority, and status of the communicator are valued in high-context cultures and are important contextual factors that give credibility to a message.
· People from low-context cultures favour very detailed business contracts. For them, the meaning is in the message itself.
· High-context cultures place less emphasis on lengthy contracts because the context in which the deal is sealed is critical.
Basic principles of effective communication:
Basic principle of face to face communication:
They apple to upward, downward, horizontal and outside communication. 
Take the time:
· Good communication takes time.
· Managers have to devote extra effort to developing good rapport with employees.
Be accepting of the other person:
· Be accepting of the other person as an individual who has the right to have feelings and perceptions that may differ from your own. You have to accept the person even if you are unhappy with something that he or she has done. Acting superior or arrogant works against them.
Do not confuse the person with the problem:
· It is generally useful to be problem-oriented rather than person-oriented.
· Focus on what the person did and not who the person is. 
· Be more descriptive rather than evaluative.
Say what you feel:
Be sure that your words, thoughts, feelings and actions exhibit congruence: a condition in which a persons words, thoughts, feelings and actions all contain the same message.
Listen Actively
· Effective communicators requires good listening. 
· People who are preoccupied with themselves or who simply hear what the expect to hear are not good listeners.
· Good acceptance of the speaker and encourages self- reflection your part. 
· Good communicators employ active listening:
· Active listening is a technique for improving the accuracy of information reception by paying close attention to the sender.
· Techniques of active listening are:
Watch your body language- sit up, lean forward and maintain eye contact.
Paraphrase what the speaker means: - this shows interest and ensures that you have received the correct message.
Show empathy: show that you understand the feelings that the speaker is trying to convey. 
Ask questions: avoid asking leading questions that are designed to pursue some agenda that you have.
Wait out pauses: don’t feel pressured to talk when the speaker goes silent. This discourages him or her from elaborating.
Give timely and specific feedback:
When you initiate communication to provide others with feedback, do it soon and be explicit. Speed maximizes the reinforcement potential of the message and explicitness maximizes its usefulness. 
For cross- cultural situations:
Assume differences until you know otherwise: In a cross-cultural situation, we should assume that differences exist until we are proven wrong.
Recognize differences within cultures: Appreciating differences between cultures can sometimes blind us to the differences among people within a culture.
There are occupational and social class differences in other countries just like there are at home.
Watch your language: Unless the person with whom you are communicating is very fluent in English, speak particularly clearly, slowly, and simply.
Avoid cliches, jargon, and slang.
Chapter 11:
Decision making:
· The process of developing a commitment to some course of action.
Three things are noteworthy about decision making:
· It involves making a choice among several action alternatives.
· It is a process.
· It involves a commitment of resources.
Decision making can also be described as a process of problem solving.
A problem exists when a gap is perceived between some existing state and some desired state.
Well structured problems:
A well structured problem:
· A problem for which the existing state is clear, the desired state is clear, and how to get from one state to another is fairly obvious.
These problems are simple, and their solutions arouse little controversy.
Because decision making takes time and is prone to error- organizations attempt to program the decision making for well- structured problems.
A program:
· is a standardized way of solving a problem.
Programs short-circuit the decision making process by enabling the decision maker to go directly from problem identification to solution. 
They are also known as rules, routines, standard operating procedures, or rules of thumb.
Programs are only as good as the decision-making process that led to the adoption of the program in the first place.
Ill-structured problems:
· A problem for which the existing and desired states are unclear and the method of getting to the desired state is unknown.
They are generally unique and unusual problems that have not been encountered before.
They tend to be complex and involve a high degree of uncertainty.
And therefore, they frequently arouse controversy and conflict.
· They cannot be solved with programmed decisions.
· Decision makers must resort to non-programmed decision making.
· They can entail high risk and stimulate strong political considerations.
The compleat decision maker- a rational decision making model
Presents a model for the decision process that a rational decision maker might use. 
Steps: 
1. Identify problem
2. Search for relevant information
3. Develop alternative solutions to the problem
4. Evaluate alternative solutions
5. Choose best solution
6. Implement chosen solution
7. Monitor and evaluate chosen solution 
Two forms of rationality: 
Perfect rationality: a decision strategy that is completely informed, perfectly logical and oriented toward economic gain. 
· The prototype for perfect rationality is the Economic Person who is the perfect, cool, calculating decision maker.
However while useful in theoretical purposes, the perfectly rational characteristics embodied in the Economic person does exist in real decision makers.
Managers use: Bounded rationality: A decision strategy that relies on limited information and that reflects time constraints and political considerations. 
Framing and cognitive biases illustrate the operation of bounded rationality, as does the impact of emotions and mood on decisions.
Framing refers to the aspects of the presentation of information about a problem that are assumed by decision makers.
How problems and decision alternatives are framed can have a powerful impact on resulting decisions.
Cognitive biases: 
· Tendencies to acquire and process information in an error-prone way. 
These biases constitute assumptions and shortcuts that can improve efficiency but they frequently lead to serious errors in judgment.
1. Identifying the problem: Bounded rationality can lead to difficulties:
Perceptual defense: the perceptual system acts to defend the perceiver against unpleasant perceptions.
Problem defined in terms of functional specialty: selective perception causes decision makers to view a problem as being in the domain of their specialty even when some other perspective might be warranted. 
Problem define in terms of solution
Problem diagnosed in terms of symptoms: concentration on surface symptoms will provide the decision maker with few clues about an adequate solution.
When a problem is identified, it is necessarily framed in some way. 
· Rational decision makers should be very self-conscious about how they have framed problems. 
· They should try out alternative frames.
· They should avoid overarching, universal frames.
2. Information search:
The perfectly rational decision maker has free and instantaneous access to all information necessary to clarify the problem and develop alternative solutions.
Once a problem is identified, a search for information starts.
This information search can clarify the nature or extent of the problem and begin to suggest alternative solutions.
It might be slow and costly.
Too little information: sometimes we don’t get enough information to make a good decision. 
This is because: We can mentally lazy and use whatever information is most readily available to us. We curtail our decisions on memory and familiar experiences. 
Also because: we have a tendency to be overconfident in our decision making. 
Confirmation bias: the tendency to seek out information that conforms what we already believe to be true. 
Too much information: can also damage the quality of decisions. 
Information overload: the reception of more information than is necessary to make effective decisions. 
· too much information leads to errors, omission, delays and cutting corners.
· We often attempt to use all the information at hand then get confused and allow low quality information or irrelevant information to influence
Decisions makers seem to think that more is better:
Even if decisions don’t improve with added information, confidence in the decisions will increase.
Also not reading all the information leads to people thinking they are missing something.
Information search involves seeking advice from trade associations, government agencies and consultants. – information we pay for is thought to be better than free information of equal equity.
Alternative development, evaluation and choice:
Now they can list alternative solutions, examine the solutions and choose the best one. 
The perfectly rational decision- making can exhibit: maximization: choosing the alternative with the greatest expected value. 
For the decision maker working under bounded rationality, alternative solutions and probabilities of success are not all known.
Cognitive biases also come into play.
People are especially weak intuitive statisticians.
· People avoid incorporating existing data about the likelihood of events (“base rates”) into their decisions. Eg. People still make celebrity food products even though they have a very high failure rate. 
· Large samples warrant more confidence than small samples. Despite this, date from a couple of focus groups might be given more weight than data form a large national survey. 
· Decision makers often overestimate the odds of complex chains of events occurring.
· People are bad at revising estimates of probability and values as they get more information. 
Anchoring effect: the inadequate adjustments of subsequent estimates from an initial estimate that serves as an anchor. 
It is possible to reduce some of these cognitive biases by making people more accountable for their decisions.
Accountability must be set before the decision is reached.
· The perfectly rational decision maker can evaluate alternative solutions against a single criterion – economic gain.
· The decision maker who is bounded by reality might have to factor in other criteria such as political acceptability- will the boss like it?
· Because of this the task increases in difficulty.
· The decision maker working under bounded rationality frequently “satisfices” rather than maximizes.
· Satisficing means that the decision maker establishes an adequate level of acceptability for a solution to a problem and then screens solutions until he or she finds one that exceeds this level.
· When this occurs, evaluation of alternatives ceases, and the solution is chosen for implementation.
Risky decision making:
· Choosing between decision alternatives often involves an element of risk.
· When people view a problem as a choice between losses, they tend to make risky decisions.
· When people frame the alternatives as a choice between gains they tend to make conservative decisions.
· It is important to be aware of what reference point you are using when you frame decision alternatives.
· Framing a problem as a choice between losses can contribute to a foolish level of risk taking.
· Learning history can modify preferences for or against risk.
Solution implementation:
· Decision makers are often dependent on others to implement their decisions, and it might be difficult to anticipate their ability or motivation to do so.
· Implementation problems often occur when those who must implement a decision are not the ones who made the decision.
· Cross-functional teams can help prevent these kinds of implementation problems.
Solution evaluation:
Does the new existing state match the desired state?
· The perfectly rational decision maker should be able to evaluate the effectiveness of a decision with calm, objective detachment.
· The bounded decision might encounter problems at this stage of the process:
· Justification
· Hindsight
Justification:
· Substantial dissonance can be aroused when a decision turns out to be faulty.
· To prevent such dissonance, decision makers sometimes avoid careful evaluations or devote their energy to trying to justify a faulty decision.
The justification of faulty decisions is best seen in the treatment of sunk costs:
Permanent losses of recourses incurred as the result of the decision:
· Since these resources have been lost due to a past decision, they should not enter into future decisions.
Despite this, people often throw good resources after bad acting as if they can get back the lost resources this is Escalation of commitment. 
· It can happen even when the current decision maker is not responsible for previous sunk costs and can occur in competitive and non-competitive situations.
· Groups are more prone than individuals to escalate commitment.
· Reasons for escalation of commitment:
· Dissonance reduction: 
· Social norm for consistent behavior: 
· Motivation to not appear wasteful.
· The way the problem is framed.
· Personality, moods, and emotions.
Preventing escalation of commitment:
· Encourage continuous experimentation with reframing the problem.
· Set specific goals for the project in advance that must be met if more resources are to be invested.
· Place more emphasis in evaluating managers on how they made decisions and less on decision outcomes.
· Separate initial and subsequent decision making- replaced the people who made the mistake the first time so that they can decide what to do.
Hindsight:
The tendency to review the decision making process to find what was done right or wrong. 
· It often reflects a cognitive bias.
· It is the tendency to assume, after the fact, that we knew all along what the outcome of a decision would be.
· Another form of faulty hindsight is the tendency to take personal responsibility for successful decision outcomes while denying responsibility for unsuccessful outcomes.
How emotions and mood affect decision making:
· Strong emotions frequently figure in the decision making process. 
· Emotions can help decision making but strong emotions can also be a hindrance.
· Mood affects what and how people think when making decisions.
· Mood has the greatest impact on uncertain, ambiguous decisions of the type that are especially crucial for organizations.
· Research on mood and decision making reveals that:
· People in a positive (negative) mood tend to remember positive (negative) information.
· People in a positive (negative) mood tend to evaluate objects, people, and events more positively (negatively).
· People in a good mood tend to overestimate the likelihood that good events will occur and underestimate the occurrence of bad events. People in a bad mood do the opposite.
· People in a good mood adopt simplified, shortcut decision-making strategies, more likely violating the rational model.
· People in a negative mood are prone to approach decisions in a more deliberate, systematic, detailed way.
· Positive mood promotes more creative, intuitive decision making.
A summary:
· The rational decision-making model provides a good guide for how many decisions should be made.
· It provides only a partially accurate view of how they are made.
· For complex, unfamiliar decisions, the rational model provides a pretty good picture of how people actually make decisions.
· Organizational decision makers often follow the rational model when they agree about the goals they are pursuing.
· Organizational decision makers often short-circuit the rational model.
· True experts in a field often short-circuit the rational model, using their intuitive knowledge base to skip steps logically.
Group decision making:
Advantages of groups:
Decision quality: 
Groups or teams should make higher-quality decisions than individuals. 
Based on three assumptions:
· Groups are more vigilant
· Groups can generate more
· Groups can evaluate more
Decision acceptance and commitment: 
A group decision will be more acceptable to those involved.
This is because: 
People wish to be allowed in decisions that affect them
People will better understand a decision in which they participated
People will be more committed to a decision in which they invested time and energy.
If they understand it and are committed they should be more likely to follow through.
Diffusion of responsibility: 
The ability of group members to share the burden of the negative consequence of a poor decision.
· Groups should perform better than individuals when:
· the group members differ in relevant skills and abilities, as long as they do not differ so much that conflict occurs;
· some division of labour can occur;
· memory for facts is an important issue; and
· individual judgments can be combined by weighting them to reflect the expertise of the various members.
Disadvantages of groups decision making:
· Time
· The time it takes to make a decision increases with group size.
· Conflict
· Decision quality can take a back seat to political wrangling and infighting.
· Groups will make better decisions when members feel psychologically safe.
· Domination
· When meetings are dominated by a single individual or a small coalition.
· Domination is not likely to lead to group acceptance and commitment.
· If the dominant person is misinformed, the group decision is likely to be ineffective.
· Groupthink:
The capacity for group pressure to damage the mental efficiency, reality testing and moral judgment of decision- making groups.
Unanimous acceptance of decisions is stressed over quality of decisions.
· Factors that can cause groupthink include:
· High group cohesiveness.
· Strong identification with the group.
· Concern for approval from the group.
· Isolation of the group from other sources of information.
· Promotion of a particular decision by the group leader (this appears to be the strongest cause).
Groupthink symptoms:
· Illusion of invulnerability: members are overconfident and willing to assume risks. They ignore obvious danger signals.
· Rationalization: problems and counterarguments that members cant ignore are rationalized away- seemingly logical but improbably excuses are given.
· Illusion of morality: they are perceived as rational and morally correct
· Stereotypes of outsiders: the group makes unfavorable stereotypes of those outside the group who are the targets of their decisions.
· Pressure for conformity: members pressure each other to conform with the groups views.
· Self-censorship: members convince themselves to avoid voicing opinions against the group
· Illusion of unanimity: members perceive that unanimous support exists for their chosen course of action. 
· Mindguards: some members might adapt the role of protecting the group from information that goes against its decisions. 
Victims of groupthink operate in an atmosphere of unreality that should lead to low-quality decisions.
How to prevent groupthink:
· Leaders must avoid exerting undue pressure for a particular decision outcome and concentrate on good decision processes.
· Leaders should establish norms that encourage and reward responsible dissent.
· Outside experts should be brought in from time to time to challenge the group’s views.
Chapter 12:
Power: the capacity to influence others who are in a state of dependence.
The bases of individual power:
Power comes from the position that you occupy in the organization or the resources that you are able to command. 
If other organization members do not respect your position or value the resources you command, they will not be dependent on you and you will not be able to influence them. 
Legitimate power:
Power that comes from a person’s position or job in an organization. 
As we move up the organization’s hierarchy, we find that members possess more and more legitimate power. 
Organizational equals have equal legitimate powers not some are more likely to invoke their power more than others. 
Organizations differ on the extent to which they emphasize and reinforce legitimate power – one extreme military and the other academic hierarchy.
When legitimate power works, it often does so because people have been socialized to accept its influence.
Reward power:
Power derived from the ability to provide positive outcomes and prevent negative outcomes.
Reward power often backs up legitimate power but also any organization member can attempt to exert influence over other with praise, compliments and flattery.
Coercive power:
Power derived from the use of punishment and threat
Often backs up legitimate power, managers can dock pay, block promotions, etc.
Referent power:
Power derived from being liked by others. We are prone to consider their points of view, ignore their failures, seek their approval and use them as role models. 
Powerful because:
1. stems from identification with the powerholder. It represents a deeper base of power than reward or coercion which may stimulate mere compliance to achieve rewards or avoid punishment. 
2. Anyone in the organization can be well liked.
Expert power:
Power derived from having special information or expertise that is valued by an organization. 
The more important this expertise, the greater power available. Expert power corresponds to difficulty of replacement. 
· is a valuable asset to managers.
· Research shows that employees perceive women managers as more likely than male managers to be high in expert power. 
Coercion is likely to product resistance and lack or cooperation. 
Legitimate and reward power produce compliance with the boss’s wishes
Referent and expert power are most likely to generate true commitment and enthusiasm for the managers agenda.
How do people obtain power:
Doing the right things:
Some activities are righter than others for obtaining power. 
Activities lead to power when they are:
Extraordinary: excellent performance for a routine job isn’t enough- needs to be excellent performance in unusual or non routine tasks. These could include occupying new positions, managing substantial changes and taking big risks.
Visible: people have to know about the excellent tasks. You have to publicize them
Relevant: if nobody sees the work as relevant to the solution of important organizational problems, it will not add to one’s influence. 
Cultivating the right people:
Its not what you know its WHO you know. Developing relationships with the right people can prove a useful means of getting power. 
Outsiders: good relationships with outside people can lead to increased power with the organization. This may be cause is a reflection of the status of the outsider. – power by association.
Can also contribute to more tangible sources of power. Eg. Knowing someone in a competing firm who can give you information 
Subordinates: you can gain influence if you are closely identified with certain up and coming subordinates. I taught her everything she knows- you can gain power from the powerful people that you helped create. 
Can also provide power when a manager can show that they are backed up by a cohesive team. 
Peers: good relationships with peers is mainly a means of ensuring that nothing ets in the way of one’s future acquisition of power. Favors can be asked and you don’t have to worry about getting stabbed in the back.
Organizations also reward team players so if you seen as a team player you can get power through promotion. 
Supervisors: best way to get power. Such superiors are called mentors because of the special interest they show in a promising employee. 
The higher ranked your mentor is the more power you have. 
Mentors can provide special information and useful instructions to other right people.
Empowerment: putting power where it is needed:
Giving people the authority, opportunity and motivation to take initiative and solve organizational problems. 
People who are empowered have a strong sense of self –efficacy, the feeling that they are capable or doing their jobs well and making things happen. 
Empowering lower level employees in service organizations is very important because they deal directly with consumers. 
It fosters satisfaction and high performance, empowerment doesn’t mean providing employees with a maximum amount of unfettered power. 
Empowerment puts power where it is needed to make the organization effective. 
When people are empowered they do their jobs effectively and have high performance. Excessive power can lead to abuse and ineffective performance. 
Influence seeking- putting power to work:
How does power result in influence on others:
Various influence tactics convert power into actual influence. Influence tactics: tactics that are used to convert power into actual influence over others.
Specific behaviors that powerholders use to affect others: 
Assertiveness: ordering, setting deadlines, verbally confronting
Ingratiation: using flattery and acting friendly, polite or humble
Rationality: using logic, reason, planning and compromise
Exchange: doing favors
Upward appeal: making formal or informal appeals for superiors for intervention
Coalition formation: seeking united support from other organizational superiors. 
What determines which behavior you use?
1. Your base of power- someone with coercive power might want to use assertiveness while someone with referent power might use ingratiation
2. Depends on who you are trying to influence- subordinates will respond to assertiveness while superiors wont
Institutional managers: they use their power for the good for the organization and not themselves
Personal power seekers: people who use their power for themselves.
Affiliative managers: managers who are more concerned with being liked than exercising power.
How subunits employees get power:
Subunit power: the degree of power held by various organizational subunits such as departments.
They control strategic contingencies: critical factors affecting organizational effectiveness that are controlled by a key subunit. 
This means that the work other subunits perform is contingent on the activities and performance of a key subunit. 
Conditions under which subunits can gain power:
Scarcity: differences in subunit power are likely to be magnified when resources are scarce. If there is plenty of money and office space then no one will be worried about gaining power. Subunits can acquire power when they are able to secure scarce resources. 
Uncertainty: the subunits most capable of dealing with uncertainty will tend to acquire power. 
Uncertainty promotes confusion, which permits changes in power priorities.
Centrality: subunits whose activities are most central to the work flow of the organization should acquire more power. 
A subunit’s work can be central in three ways:
1. It may influence the work of most other subunits
2. Has a crucial impact on the quantity or quality of the organization’s key product or service
3. When their impact is more immediate
Substitutability: if that subunit cant be substituted, no one else can do its job. 
Ethics:
Ethics: systematic thinking about the moral consequences of decisions
Moral consequences can be framed in terms of the potential for harm to any stakeholders in the decision. 
Ethical issues are often occupationally specific.
Typical standards of ethical behavior: 
· Honest communication
· Fair treatment
· Special consideration
· Fair competition
· Responsibility to organization
· Corporate social responsibility
· Respect for law
Causes of unethical behavior:









Final: 
Which of the following developed the LPC (least preferred co-worker) questionnaire?
 A) Ohio State University 
B)Fiedler- right answer 
C) House 
D) Blake and Mouton 
E) University of Michigan

_____ is addressed by asking the questions, “On what basis are jobs grouped together?” 
A) Departmentalization- right answer 
B)Work specialization  
C) Centralization and decentralization  
D) Formalization 
E) Matrix restructuring

You describe to your students a new committee within the university that brings together specialists from all different departments to develop a new interdisciplinary program. The structure probably best meets the definition of the ______ 
A) Matrix structure- right answer  
B) Expert structure 
C) C) Boundaryless structure 
D) D) Virtual structure 
E) E) Organizational pyramid 
New Material Not Included 
Chapter 14
 478-end of chapter not included 
Chapter 13 
All included 
Chapter 12 - No politics , Study power and ethics  Page 403-408- organizational politics not included 
Chapter 11 - 378-end of chapter not included
 Chapter 10 -345-346 not included,  347- basic principles of effective communication is included , 348-end of chapter not included 
Chapter 9-  301- to the end of chapter not on it
groupthink!!!!
