Lecture Notes

MIDTERM 1 MATERIAL

Lecture 1 Material

Influence of 3 factors individual group behaviour in organizations: 
· Individual: personality, attitude, motivation 
· Interpersonal: group, power, politics, leadership, teamwork 
· Organizational: structure, organization

Levels of analysis 
IndividualGroup/DyadsOrganization

What are organizations? 
· Social inventions: how can manage people maximum potential of workers 
· Accomplish common goals – work together effectively 
· Group effort – work 
· Hierarchy 
· Given set of values  

OB
Commonality, encouraged behaviour, interactions among personnel, levels, attitudes & behaviors of individuals & groups within an organization 

Goals of OB 
OB is concerned with peoples behaviour in context of work (predicting, explaining, managing)
i.e hiring/firing when does turnover increase? Is it seasonal? Change in wage laws? 

What is job performance? 
· Behaviour 
· Under employees control 
· Relevant to organizational goals 

Task Performance 
The proficiency with which employees perform job activities that are formally recognized as part of their job 
Your ability to do your job 

Organizational Citizenship behaviours: 
· Voluntary behaviours that help the organization and/or coworkers
· Altruism: helping hand to coworker, planning holiday party 
· Courtesy: mindful & respectful of others 
· Diligence: punctual, rules, doing work carefully 
· Sportsmanship: representing organization positively, no gossip 
· Civic virtue: participating in committees, tasks forces, meetings, etc 

Counterproductive Work Behaviours 
· Voluntary behaviours that hurt the organization and/or coworkers
· Against the organization: disrespect customer/ poor task performance, leaking info to competitor, theft, and tardiness, misuse of time/resources
· Against organizational members: inappropriate comments  
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Personality: 
-Essence of a person, qualities, and characteristics 
-Relatively stable psychological characteristics (tend not to change much over life) that influence how individuals interact with their environment 
-Predisposition to act a certain way. Affect
What is not part of personality? 
-Morals, beliefs, values, culture and mood 
What determines behaviour? 
-Personality/ disposition? Environment/ situation? Interactionist perspective, both?  

What determines behaviour?

Personality?
Environment?
 - Both are important. When environment is ambiguous, personality is more likely to shine through.
Red, green, yellow light example: At yellow light, some will stop some will go.

The “Big Five”

Conscientiousness (C)
Hard working, persistent, organized, achievement-oriented.

Agreeableness (A)
Altruistic, engage in helping behaviour, trusting, sympathetic.
Confrontation vs. cooperation, competitiveness, 

Neuroticism (N)
Tendency towards large fluctuations of emotions

Openness Towards New Experiences
Being open to experiences new situations, new things, new people, being creative and imaginative, being adventurous.
Preferring routine and the comfort of the known, concrete events and activities

Extroversion (E)
Active, talkative, like to be surrounded by people.
Prefer and value one-on-one relationships, independent, time alone.

CANOE or OCEAN

Do the Big 5 Matter?
Task Performance:
-Conscientiousness
-Extraversion
-Agreeableness

Organization Citizenship Behaviours (more likely);
Counterproductive Work Behaviours (less likely):
Conscientiousness

Training Proficiency:
Openness to experience
Extraversion
Conscientiousness


Other Personality Traits:

-Locus of Control
	-Belief about what causes experiences in life (external vs. internal)
-Can adopt managerial approach, for example, if a person has a high internal locus of control 

-Self-Monitoring
	-People observe and regulate how they appear and behave in social settings.
	
-Self-esteem
	-Degree to which a person has a positive self-evaluation.

-General Self-Efficacy
	-Belief in one’s ability to perform successfully across situations
	-Social Cognitive Theory
	-Leads to more job satisfaction

-Positive and Negative Affect
	-Propensity to view the world in a positive or negative light.
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Learning – A relatively permanent change in behaviour.
 Instead of trying to change employees’ personalities, must try to change their behaviour.
 Occurs due to practice or experience

What do employees learn?
- Practical skills
- Intrapersonal skills (WITHIN yourself as a person, self-development, problem solving, critical thinking, ethical thinking and decision-making)
- Interpersonal skills (conflict resolution, communication, teamwork, leadership, diversity training)
- Cultural awareness (culture WITHIN organization)

How do employees learn?
- Operant learning: 
	-Connection between behaviour and its consequences

-“Consequences” can either…
	-Increase the probability of behaviour
	-Decrease the probability of behaviour
-This is what allows us to modify frequency of the occurrence of a certain behaviour

Increasing the probability of a behaviour
-Reinforcement: The process by which stimuli strengthen behaviours.
-Positive: Adding a pleasant stimulus to increase the probability of certain behaviour. (Receive treat for good behaviour)
-Negative: Remove an unpleasent stimulus to increase probability of behaviour. (Mom stops nagging you when you take out garbage)

*A certain example be looked at as either positive or negative reinforcement depending on how it is worded (i.e., get to go home early vs. get to skip out on post-closing store cleanup)

Decreasing the probability of behaviour
-Extinction: Gradual dissipation of a behaviour after reinforcement stops. (Ignoring a misbehaving child’s bad behaviour until they get tired of trying)
-Punishment: (Active approach) Application of an unpleasant stimulus to decrease the probability of certain behaviour. (Social workers not filling out fieldwork log results in deskwork for the rest of the week).

 Positive and negative reinforcement increase the likelihood of specific behaviours.
 Punishment and extinction reduce the likelihood or specific behaviours.


Perception, Attribution and Judgment of Others

-Perception: Interpreting the messages of our sense to provide order and meaning to the environment.
-Components:
	-Perceiver
	-Situation (context)
	-Target

Perceiver
-Experience
-Motivational, emotional, and physiological state

Target
-Ambiguity


Situation
-Context helps interpretation

Biases in Perception

-Primacy (first impressions or info received early on) and recency (information received towards the end of a particular span of time)
-Reliance on central traits (or more obvious characteristics)
-Implicit personality theories (belief about which traits co-occur, such as shy and unfriendly, hardworking and honest; not always true)
-Projection (assumption that others think and behave like us)
-Stereotyping (generalizations about people based on their group memberships)

Perceptual Biases
-Primacy and Recency
-Reliance on central traits
-Implicit personality theories
-Projection
-Stereotyping

Biases in the Interview
-Primacy, ideal candidate stereotype, contrast effect, negative information is overweighed.

Biases in Performance Appraisal
-Recency, errors (leniency, harshness, central tendency, similar-to-me, halo/horns  on manager to one employee or one to one)
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Where does Perception Matter?

Selection Interview – 
	-Stereotype of the ideal employee
	-Primacy effect, first impressions stick
	-Negative information is weighted more
-Contrast effect: going after someone who interviewed very well vs. someone who did terribly

Performance Appraisal – 
-Recency effect, better if manager takes notes throughout evaluation period or they will mostly remember recent events and not other successes and failures further in the fast.
-Rater errors: leniency, harshness and central tendency
	** One-to-all error: depicts one supervisor/rater evaluating a big group of people.
-Halo/Horns: (OR One-to-one error) When you are missing certain information and you project other results onto rating for other, missing categories (whether bad or good).
-Similar to me error: giving good performance appraisal to people who are more like you, whether it be family or educational background, personality, accomplishments, etc.

Attributions – How motives or causes are assigned to explain people’s behaviour.
Two classes of attributions
	-Dispositional Attribution: Blame the person/their disposition
	-Situational Attribution: Blame situation
Cues used to make attributions
-Consistency: Does the person engage in the behaviour consistently in this situation?
-Consensus: Do most people engage in the behaviour, or is it unique to this person?
-Distinctiveness: Does the person engage in this behaviour in many situations, or is it distinct to one situation?

Example of an exam question about attribution:

What attribution did you make?
Smith always takes long work breaks, his peers do not, and he took long breaks in his old job.
  Low distinctiveness
 High consistency
 Low consensus
Therefore make a dispositional attribution.
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Values and Attitudes

-Kindness: Hold the door for people; offer to help out when it doesn’t benefit me
-Perseverance: Do homework every night in order to get good grades
-Generosity: buy coffee for a homeless person
-Family: See my family at least once or twice a week, even when I’m busy

What are Values?
-Guiding principles (What matters to you?)
-Jerry Maguire clip: Tom Cruise writes a mission statement, reevaluates his values and the things that are most important to him in life, says he is “his father’s son again” and that he needs to go “back to his roots”.
-Values are also represented in organizational missions

Work Centrality 
-Also known as job involvement
-The extent to which work is an individual’s central life interest.

What’s your work centrality?
-The major satisfaction in my life comes from my job
-The most important things that happen to me involve my work
-I live, eat and breathe my job
-I would probably keep working even if I didn’t need the money

Work Centrality – Managerial Implications
-Work centrality is
	-Related to the average number of hours worked
	-Related to the average number of vacation days

Values Across Cultures – Hofstede
-Fairly stable (un)favourable evaluations of specific objects, situations, persons, or categories of people
-Components: Affective (Feel) + Cognitive (Think)

Job Satisfaction
-Collection of attitudes about one’s job
-Overall job satisfaction
-Facets of satisfaction
	-Work tasks
	-Pay
	-Promotions
	-Coworkers
	-Supervisors

Faces Scale (Kunin, 1955)
A row of faces with expressions ranging from happy to sad/angry

What Determines Job Satisfaction?
-Disposition: Some people are predisposed to be more satisfied
	-High conscientiousness, extraversion
	-High Self-Esteem, internal locus of control
	-Low negative affectivity, low neuroticism
-Discrepancy: You will be more satisfied if the job outcomes you receive are = or > than those you expected.
 Realistic Job Previews: Provide the people you interview with both the pros AND cons of the job, and not making it up to be better than it really is, in order to find out if the interviewees are very dissatisfied with this or if they accept it for what it is. Good strategy for discrepancy and decrease turnover.

Fairness:
	-Perceptions of fairness in the workplace
	-AKA Organizational Justice

Three types of Justice/Fairness:
	-Distributive
	-Procedural
	-Interactional

Distributive Justice – 
How fair are the outcomes of the decision?
	-Equity: Taking context into consideration.
	-Equality: All contestants have equal chance at succeeding.
	-Need: Who has the greatest need for this outcome?
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Procedural Fairness – How fair is the process that was used to make the decision?
 - Procedures are used consistently across time and people. (Includes standards, predictability, etc.)
 - Accurate information.
 - Two-way communication (Is manager willing to discuss the decision with you? If yes, will be perceived as more just).
 - Appeals are welcome.

Distributive vs. Procedural Fairness
When Outcomes are Favourable:
 - Procedures matter less

When Outcomes are Unfavourable:
 -Procedures matter more

***Make sure that employees know exactly how your decisions were made, what they were based on, and overall transparent especially in the eyes of those for whom the outcome was unfavourable.***

Interactional Fairness – Perception of the fairness of the interpersonal treatment.
- Interpersonal (Communication using respect, sensitivity, showing concern for your employee)
- Informational (Was sufficient information about the decision and why it was made, provided to the people it affects?)

Why Should Managers Care about Job Satisfaction?

High job satisfaction is related to:
 - High task performance and OCB
 - Increased customer satisfaction
 - Increased off the job satisfaction
 - Increased mental health
 - Decreased Absenteeism
 - Decreased Propensity to Turnover

Organizational Commitment – An attitude that reflects the strength of the attachment that an employee feels toward the organization.
 - Types:
	-Affective
	-Normative
	-Continuance

Affective Commitment
 - Employees’ identification with an involvement in the organization. 
 In a relationship, you spend time with someone and commit to them because you love them, enjoy spending time with them, respect them and their values/goals, etc. - Staying because YOU WANT TO! Sense of free will.

Normative Commitment
 - Feeling of obligation to remain loyal. 
 Staying with your partner until after their birthday to spare them
- Staying because you OUGHT TO stay.

Continuance Commitment
- Perceptions of costs associated with staying vs. leaving.
- Staying because you NEED TO leaving isn’t worth it.

EXAMPLE QUESTIONS
1) Your summer job required you to work a part of a highly interdependent team consisting of 5 people. In August, your team was to meet to plan the upcoming end of summer BBQ. Your team had already met a number of times throughout the summer to plan other activities. Jane, one of the employees in your team failed to show up to the meeting. This was not the first time that she missed a meeting with your team. She has also missed the June meeting to plan the Canada day pool party. However, all the other team members have always been on time and present at the meetings throughout the summer. The day after the meeting, you were chatting about work with a colleague. After alluding to your failed team meeting, your colleague mentioned that she often skipped team meetings. In addition Jane has stood up your team members when you organized a movie night (outside of your work duties).
a. Use three cues to analyze Jane’s behaviour
Cue 1: Consistency High
Cue 2: Consensus Low
Cue 3: Distinctiveness Low
b. What kind of attribution would you make? Dispositional
c. Define term attribution: The process by which causes or motives are assigned to explain people’s behaviour. 


MIDTERM 2 MATERIAL

Ch. 6 – Job design as a motivator (p191-200)
** - Management by objectives – GOALSETTING

What Is Motivation?
-The extent to which persistent effort is directed toward a goal.

Basic characteristics:
- Effort
- Persistence
- Direction (working smartly/efficiently?)
- Goals (official and unofficial)

Types of Motivation
-Extrinsic (exclusively to avoid a punishment or gain a reward) vs. Intrinsic (for the sheer pleasure of doing the activity)

Two Broad Classes of Theories
-What motivates?  Need Theories
-How to motivate?  Process Theories

Need Theories – What Motivates?
- Maslow’s Hierarchy of Needs (Physiological, Safety, Belongingness, Esteem, Self-Actualization)

-Aldefer’s ERG Theory (Existence, Relatedness, Growth)
Intrinsic Motivation

Extrinsic Motivation



-McClelland’s Theory
· Need for Achievement: People who want to accomplish things and be productive. People who strive for achievement enjoy setting challenging yet attainable goals so that they can reach their expected level of performance.
· Need for Power: Individuals that enjoy influencing others, like to make an impact on others or society. These people will seek out job positions in which they can act as leaders.
· Need for Affiliation: Desiring experiences for warm and close personal or work relationships and having good communication. This also includes tending to and maintaining these relationships. Can be coworkers or clients.

Process Theories
“How to motive?”

-Equity Theory
-Goal Setting Theory
-Expectancy Theory
-Job Characteristics Model

How to Motivate: Managerial Principles

· Employees want to be treated fairly
· Employees need goals (both in and out of the workforce)
· Employees want to see clear relationships between effort, performance, and desirable outcomes. (All components of Expectancy Theory)
· Job design is a powerful motivator
1. Equity Theory **(MERIT BASED)**
· Perceived equity of the distribution of rewards among employees.
· Comparison of My Outcomes/My inputs vs. Other’s Outcomes/Other’s Inputs
· Components:
· Outcomes
· Inputs
· Comparison Other
-Ways to Restore Equity:
· Modify
· Your own input or outcome
· Comparison other’s income or outcome (steal lol)
· Change the comparison other
· Leave the Situation

Goal Setting
-Effective Goals Are:
· Specific and Measurable
· Challenging
· Those to which employees are committed
· Those for which employees receive accurate and timely feedback on their progression.
· Subject specific

-Expectancy (VIE) Theory
· People are motivated to perform activities that they can accomplish and that lead to valued outcomes..
· Three Core Components:
· Valence: Degree to which an outcome is valued
· Instrumentality: Belief that performance  outcome
· Expectancy: We believe our effort  performance 
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Job Characteristics Model
 Core Job Dimensions:
1. Skill Variety
2. Task Identity
3. Task Significance
4. Autonomy
5. Feedback

Critical Psychological Sense:
2. Experienced meaningfulness of work
4. Employee Responsibility for outcomes of work
5. Knowledge of Actual Results of Work Activities


Personal and Work Outcomes:
-High internal work motivation
-High quality work performance
-High Satisfaction with Work (All critical psychological states lead to this)
-Low absenteeism and turnover


Motivation Through Job Design

-Job Characteristics Model
-Core Job Characteristics:
	-Skill Variety
	-Task Identity
	-Task Significance
	-Autonomy
	-Feedback

Chapter 7

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

Group Development
-Groups are complex social systems
-Their development is an arduous process
-Models of Group Development
	-Stages Model (In class)
	-Punctuated Equilibrium Model (Textbook) 

Stages Model
(p.219)
FormingStormingNormingPerformingAdjourning

Group Structure and Consequences

-As group sizes increases, team member satisfaction decreases, participation decreases, differing viewpoints emerge (more opportunity for conflict), harder to identify with team success.




Group Structure and Consequences: Size and Performance

Additive Tasks
-Group performance is dependent on the sum of the performance of individual group members. (i.e., each person in the group makes a paper airplane).

Disjunctive Tasks (Eureka Tasks)
-Group performance is dependent on the performance of the best group member (i.e., Solving a riddle  only one person needs to find the answer among the group for the group to succeed).

Conjunctive Tasks
-Group performance is limited by the performance of the worst group member. (i.e. assembly lines, climbing a mountain tandem)

Group Structure and Consequences: Norms

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

Group Structure and Consequences: Diversity of Group Membership

· More diverse groups will have a harder time becoming cohesive and communicating effectively.
· Do better than less diverse groups on tasks that require creativity and innovation.
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MIDTERM CHAPTERS: 5, 6, 7, 8

Why is socialization important? Unrealistic expectations
-Sources of unrealistic expectations:
	-Media
	-Occupational Stereotypes
	-Recruiters

Why is socialization important?
-Psychological Contracts
-Employee Orientation Programs
-Mentoring
-Socialization Tactics (see textbook)
Employee Orientation Programs – 
· Orientation programs are designed to introduce new employees to their job, the people they will be working with, and the organization.

Mentoring
· Career-related mentoring: looking up to someone in the company at a higher level, someone to introduce you to other employees, someone to sponsor you for different career roles or projects. 
· 
· Psychosocial mentoring: help to develop member’s self-confidence in work, sense of identity within the organization
· Being a good role-model
· Acceptance and confirmation (help to develop new employee’s self-confidence)

What is Culture?
- The shared values, beliefs, and assumptions considered to be the appropriate way to think and act within an organization.

Functions of Culture
· Provides appropriate standards for what employees should say or do
· Defines boundaries
· Conveys a sense of identity

Schein’s Levels of Culture (Diagnosing a Culture)
Iceberg – 
Tip: Artifacts of Organizational Culture (material symbols, language, Rituals, Stories)
Underwater: Organization Culture (Beliefs, values, assumptions)

How Organizational Culture Forms and is Sustained
1. Philosophy of organization’s founders
2. Selection criteria
3. Top management and socialization
4. Organization’s culture

Strong Cultures
· High agreement among members
· Can occur in organizations of all sizes
· Have several advantages:
· Coordination
· Conflict Resolution
· Financial Success

The Liabilities of Culture
· When and why can culture be a liability?
· Culture as a barrier to
· Change
· Diversity (psychological, pressures towards conformity)
· Pathological Cultures
· Enron (“Ask Why”  in reality, don’t ask! Rent “Enron: The Smartest Guys in the Room”)
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What is leadership?
The influence that particular individuals exert on the goal achievement of others in an organizational context.

Early Leadership Theories (Meant to be criticized)
Great/man woman theory
What traits do effective leaders possess?
· Intelligence
· Energy
· Self-Confidence
· Dominance
· Motivation to Lead
· Emotional Stability
· Honesty and Integrity
· Need for Achievement

The Behavioural Approach
What do Leaders Actually DO?
· Initiating Structure (Directive Behaviour)
· Consideration (Supportive)

The Situational Approach
See book for Fiedler’s Contingency Theory
Path-Goal Theory
· When to use Supportive/Directive Behaviours?
· When there is role ambiguity/new task variety, DIRECTIVE is better
· When the work is frustrating, dissatisfying or difficult, a SUPPORTIVE leader is more helpful, or if the person knows what they are doing.

Participative Leadership
-Autocratic Decision  Low influence by followers
“My way or the highway”

-Consultation
“What do you think?”

-Consensus or Group Decision

-Delegation  High Influence by Followers
Leader provides required support and information

Dominant Leadership Theories
· Transactional/Transformational Leadership
· Leader-Member Exchange

Transactional & Transformational Leadership

Transactional Leadership behaviours – 
~Good Everyday Management~
· Contingent Rewards: Leader clarifies objective and what to expect from both good and bad performance.
· Management by Exception (MBE): Focuses on the manager as a coach, taking corrective actions in the face of poor performance.
· Active: Step in before performance issues become too large to handle.

Transformational Leadership Behaviours – 
1. Charisma/Idealized Influence: An important type of performance, hard to be a good leader if you don’t have it, appeals to their followers on an emotional level, allows for devotion and loyalty from followers.
2. Inspirational Motivation: Leader has a vision and can explain it to their followers in a way that makes them want to be devoted to it as well, challenge the followers with high standards, display optimism towards the future, which is especially important in times of crisis.
3. Intellectual Stimulation: Leaders challenge the assumptions that followers have, get them to think outside the box, think about problems the organization is having and how to improve them.
4. Individualized Consideration: Trying to connect on a personal level with as many followers as possible, indicating concern for their individual personal development and not just all the followers as a big group.

Managerial Implications
When to use transactional leadership? (When formal authority is present this is most important, must also have control over rewards/punishment because it must be followed through)
When to use transformational leadership? (Good for guidance, comfort and optimism, someone to look towards in a time of insecurity)

Leader-Member Exchange (LMX)
Followers having an active role in the leadership process


High Quality LMX Relationships – 
· High Trust and Sense of Obligation
· Stems from repeated exchange of favours
· Linked to higher employee satisfaction and performance

Chapter 12 – Power

Power is the Capacity to influence others (part of leadership)

Bases of Power:
· Legitimate Power
· Reward Power
· Coercive Power
· Referent Power
· Expert Power

Outcomes of Influence  See Textbook Figure

Dark Side of Leadership and Power
 - Machiavellianism: 16th Century Writer interested in the idea of influencing other, power and social influence “The ends justify the means”.
 - The “High Mac” uses lying, deceits and other immoral acts to achieve personal agenda.
 - Common Characteristics:
· Take any and every opportunity to promote themselves (self-aggrandizing)
· Monopolize conversations
· Narcissism
· Often cool and calculated
· Like to associate with powerful others, name-dropping

The Stress Process
Perception of Stressor
Perceived Control
Strains
-Psychological
-Physical
-Behavioural

Personality and Stress
· Locus of Control (External)
· Negative Affectivity
· Type A Behaviour Pattern (Very achievement oriented people with time urgency and who put high amounts of pressure on themselves)

Common Stressors in Organizational Life
· Role Ambiguity: Not having a clear idea of the boundaries of your job description.
· Intra-role Conflict: When a job has 2 incompatible expectations (contradiction).
· Workload: Having too much or too little to do.
· Interpersonal Conflict
· Work Constraints (Red tape, bureaucracy, poor equipment, inadequate training)  Lack of control
· Work Conditions 

Organizational Structure
Apportioning authority for planning and decision making (Vertical Division of Labour, Chain of Command)

Departmentalization
· The basis on which jobs are gtouped together
· Core aspect of the horizontal division of labour
· Types:
· Functional
· Product
· Customer
· Geography
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