
SECTION 6 

Some We Need To Ask About Compensation

**key decisions we need to think about when were deciding how to pay or how to provide benefits to our employees (4 questions that need to be answered)

1. How much should employees be paid? 
-need to make sure you have a system on how your going to pay your employees thats: legally defensible, thats perceived as fair, motivating, {valid, reliable, practical, free from bias}, need to satisfy all those 4 criteria when your coming up with a system on how much your going to pay employees 

**HOW TO DO A JOB EVALUATION USING POINT SYSTEM?

2. What is the pay mix (base, benefits, promotion,  ownership)?
-Whats the mix between base salary, variable pay, benefits, any type of stock ownership. 

-Are we going to tie promotion to compensation? (all these decisions are called pay mix) 

-This depends a lot on the culture, strategy and structure of the organization. All the three are going to have an affect on the compensation system of an organization. 

3. How much emphasis should be placed on  keeping pay rates low?
-Organizations spend way to much time reducing labour costs, its the only cost in an organization that they have any control over. They can have an impact on what they pay their employees, when they don't have control over all other expenses. 

-So organizations tend to spend time on reducing labour costs. Its not the best decision (the lower you pay your employees the lower quality you get and the less productive they are).
-Need to think if you reward your employees with a high compensation will they be more productive, look at the whole picture and not just keeping labour rates low. 

4. Should the system include pay incentives to  reward performance? and if so should it reward individual performance or team performance?

*key question to ask*

-Some organizations strategically it doesn't make sense for them to offer incentive pay. (Mattress factories tried incentive pay but it didn’t work)

-In low skilled, high turnover jobs it doesn't make any sense to offer any type of pay for performance but in a lot of organization your really missing out on motivating your employees

-You want to offer some sort of pay for performance (think back to expectancy theory, you want to offer some sort of pay for performance in order to link a reward to a high level of performance and provide that reward in a timely manner)

-If its based on individual performance only, your going to have a lot of competition and people not working together for a common goal

-If you just base it on organizational or department level performance then your going to end up with social loafers (people who don’t contribute, they know their just going to get a free and the same level of compensation as everyone else)

Goals of Compensation Systems 

**Can’t attract the right or best employee if you don’t have a solid compensation system- certainly cant motivate them, cant retain them 

(from a legal standpoint the way you pay your employees needs to be fair, valid and reliable)

-Effective compensation systems:

    *Attract potential employees to organization

    *Retain existing employees 

    *Motivate employees

    *Cost minimization

    *Legal compliance

-Equity concerns 

    *External equity

         ->Alignment (& perceived fairness) of pay relative to the marketplace

    *Internal equity
         ->Alignment (& perceived fairness) of pay relative to the pay of others    within the organization

**Equity within the organization, to what degree do people feel that they are paid fairly relative to each other within the organization. 

And what degree do they feel that they are paid fairly external to the organization (compared to other companies within the same industry do they feel they are being treated fairly or not)

There are 3 decisions you can make when deciding what type of pay structure to have, you can:

1. Lead- If your going to lead the market, that means your going to pay more than the average salary of your competitors
2. Lag- If your going to lag the market, it means your going to strategically pay less than the average wage offered by your competitors (You would do this if you have the type of organization where its a very high turnover and low skilled jobs so it makes sense to keep pay low and labour costs low) (not best decision for all organizations though)
3. Match the Market- If your going to match the market, it means your going to match the average salary
Compensation Management

Phase 1: Job Analysis

-Initial job analysis: to determine the jobs relative worth, its a comparison of jobs within the organization to determine the worth of one job relative to another. 
-Identify and study jobs

   *Position descriptions

   *Job descriptions

   *Job standards

Phase 2: Job Evaluation

-Determine relative worth or value of jobs

-Provides for internal equity

-Job evaluation methods:

   *Job ranking

   *Job grading

   *Point systems

Phase 3: Salary Surveys 

-Discover what other employers are paying for specific key jobs

-Provides for external equity

-Sources of data:

   *HRSDC

   *Consultants

   *Canada HR Centres

   *Associations

   *HR department may conduct

Phase 4: Pricing Jobs

-Establishing appropriate pay level for each job

   *Combine job evaluation rankings, survey wage rates, and other considerations e.g. organizations pay policy

   *Wage-trend line developed

-Creating the compensation structure

   *Job Classes and rate ranges

How Do We Determine How Much To Pay

-Job evaluation – assessing job content and ranking jobs according to a consistent set up job characteristics and worker traits

-What tool is the basis for job evaluation???

-JOB ANALYSIS

Job Evaluation Methods

*Don’t get held up on detail in textbook, just know the key steps in the job evaluation (understand each step and know what it means, do you know what conpensible factors are?, Do you know how to design the point system matrix? Do you know how to collect external data from your competitor and then just your point system based on that)(Conduct Wage/salary survey) *understand the steps and the concept of it, don’t try and memorize what they mean*

1. Job Ranking
   -Simplest and least precise

   -Jobs are ranked subjectively according to their overall  worth to the organization

2. Job Grading
   -Not very precise

   -Assigns jobs to predetermined job classifications  according to their relative worth to the organization

3. Point System
   -Most common method

   -Assesses the relative importance of the job ’s key  (compensable) factors in order to arrive at the relative  worth of the organization

   -More difficult to develop initially but much more  precise

Steps in the Point System Method (page 375)

-the basic idea in the point system method is that as a supervisor that rather than being potentially biased and deciding how your going to pay everyone just being you like them or all the perceptual errors, your going to evaluate their job and see how much it is worth relative to the other jobs in the organization and assign point to them. 

-To do this in a systematic and reliable way: apply it to everybody, base it on a job analysis, it will be valid, fair and legally defensible. 

-You need to remember to make sure its still practical, it depends on the organizations size and if they have the resources to do it, it may not be practical to do an entire point system method. 

-You do need some systematic way to determine how much each employees is going to be paid though, because if you ever have someone bring some sort of legal issue against you because you haven't done a point system method or a systematic way of determining pay, you could be in a lot of trouble. 

1. Determine  “compensable” factors (pg. 373)
*They are the factors that determine the definition of the job content, establish how the jobs compare with one another and set the compensation paid for each job.

*Some employers develop their own compensable factors. For example, most of the pay equity acts in canada focus on four compensable factors: skills, effort, responsibility and working conditions. 

*Identifying compensable factors play a pivotal role in job evaluation. All jobs in each employee group, department or business unit are evaluated using the same compensable factors. An employer thus evaluates the same elemental component for each job within the work group and is then better able to compare jobs. 
   -E.g. Compensable factors would be responsibility, skill, effort, working conditions

   -E.g. of subfactors:  safety of others, assisting trainees,  product quality

2. Determine levels of factors
   -Assign levels with each factor (e.g. minimum, low,  moderate, high)

   -Since most jobs vary on responsibility, skill, etc.

3. Allocate points to the subfactors
   -Point matrix

   -Points are assigned to each subfactor to reflect the  relative importance of different subfactors

   -For example, if safety is twice as important as  assisting trainees, then it is assigned twice as many  points (100) as assisting trainees (50)

4. Allocate points to the levels

   -Assign points across the rows in the matrix

   -Equal point differences are usually assigned between  levels

5. Develop the point manual

   -Written explanation of each element

6. Apply the point system

NEED HIGH RELIABILITY AND HIGH VALIDITY!

Validity of the Job Evaluation Process

-Face validity

   *On the surface, does it appear to be valid (does it  have credibility)

-Content validity

   *To what extent does the pay scheme include  sufficient, measurable, independent compensable  factors?

Now we should determine the pay level...

-A job ’s relative worth is determined by its ranking  through the job evaluation process

-But now we need to set the pay level for each  job

-This is the organization ’s pay policy

-E.g. for 700 points, we will pay $50,000

Total Compensation

-Base Pay
   *Fixed pay that is received on a regular basis

   *E.g., hourly wage; salary

-Pay Incentives
   *Designed to reward performance

   *E.g., merit pay, gainsharing, piecework, commissions,  etc.

   *Difference between team and individual levels of pay

-Indirect Compensation / Benefits
   *Pensions, vacations, stock options, etc.

Motivation

As a reminder…….

Intrinsic vs Extrinsic ???

Intrinsic

-Task accomplishment

-Autonomy

-Personal growth

-Self-administered

Extrinsic

-Pay, bonuses, time off

-tangible

Equity Theory

-Perception of fairness which involves social  comparisons

-Equity of Output (self) / Input (self) vs. Output (other) /  Input (other)

-Consequences of Inequity 

   *Job dissatisfaction

   *Lower performance

   *Higher turnover, absenteeism, etc.

->Expectancy Theory

->Effort to Performance (E to P)

    *Likelihood that effort will result in high performance

->Performance to Outcome (P to O)

    *Perception that high performance will be rewarded

->Others (Needs Theories, Reinforcement Theories)

*Question on exam that will ask you to explain something along the lines of using motivation theories learned in class to suggest why you would suggest or recommend a certain compensation strategy or system. Whether its to lead, lag or match the market, a point system method, be able to link those methods and strategies with motivation theories (expectancy theory, equity theory, ‘intrinsic vs extrinsic motivation’)

Open Vs. Secret Pay **understand**

**We recommend having an open pay system, by open we mean that everyone knows how each persons salary is arrived at (the process used is open and transparent) and you would be able to find out what the grade and range of each job is BUT you would never know exactly what each employee makes. 

**If you don’t have an open and transparent system, then employees tend to over estimate what each other are making (You could use equity theory to explain why that would demotivate people and why it would lower the amount of effort they would put into their job)

-Should organizations make individual pay  information available to its members?

-Why or Why not????

   *If not defensible, then disclosure will cause significant  dissatisfaction among ees (procedural justice)

   *EEs do not want individual salaries known, but do want  pay ranges and pay policies disclosed

-According to Lawler, pay secrecy has two effects:

  *Lowers the pay satisfaction of ees

  *Reduces the ee ’s motivation to perform

-Ees tend to overestimate the salaries of their  coworkers

Individual vs. Group Rewards

-Advantages of individual incentives
   *Increased productivity

   *Less direct supervision

-Disadvantages of individual incentives
   *Conflict between ees

   *Decrease in willingness to suggest new production  methods

   *Increase in complaints that equipment is broken

   *Increase in turnover

   *Mistrust between ees and management

-Advantages of group incentives

   *Positive impact on org’s performance

   *Easier to develop

   *Increased cooperation and teamwork

   *Increased participation

-Disadvantages of group incentives

   *More difficult to see how individual performance affects pay

   *Increased turnover

   *Increased compensation risk

SO WHICH IS BEST???

Employee Benefits (pg. 412)

***Not covered in class, but be sure to read the chapter

-Defined contribution vs. Defined benefit plan

Employee benefits and services can be defined as all the indirect financial payments that an employee receives during his or her employment with an employer. 

Pay & Organizational Strategy

Areas that impact pay systems:

-Motivating performance

-Identifying valued rewards

-Relating to performance

-Setting goals

-Consequences

-Motivating development

-Attract & retain

***KNOW KEY TERMS AND TEXTBOOK CHAPTERS

SECTION 7

**There is no effective leadership style because it depends on the situation**

What Is Leadership

-The influence that particular individuals exert on  the goal achievement of others in an  organizational context.

*If I’m able to exert influence on you achieving a goal I would be considered a leader

-The leadership style you use depends on a lot of factors (Transformational vs transactional, formal vs informal)

Formal vs. Informal

Formal Leadership

*Can be a leader in an organization because your in a certain role, you’ve been given a title that people automatically assume to be a leadership role, its legitamite 

-Legitimacy

-Role/position

Informal Leadership

*If you were to ask people in an organization who the leader was, they would tell you one or two people who they think are, but aren’t actually in leadership roles, their informal leaders. (the people everyone in the organization goes to when they need help or advice) 

*Need to recognize who the informal leaders are in your organization because if your implementing something, you need them to approve it so that everyone else will too. Make sure you have them on your side and the work will spread quickly that your ideas not very good. 

-No legitimate title

-Positive power always

-Critical knowledge and experience

Leaders versus Managers **TWO VERY DIFFERENT TERMS**

**If you are able to exert influence on people achieving their goals and also are able to manage your employees

You can be a leader but not a manager and vice versa. You could be manager but not exert influence on people achieving their goal, therefore you would not be an effective leader. You could also be a leader and are good at motivating them but when it comes to delegating tasks, giving role expectations, measuring performance, providing feedback your not very good at those things, so your not an effective manager. 

-The role of the leader and the role of the manager  are not the same.

-Is it possible to be a manager yet not have  influence?

Transformational vs Transactional 

Transformational

**Leaders who motivate by inspiring people, they are very charismatic and inspirational

-Arouse intense feelings

-Inspirational

-Rely on personal sources of power

-Charisma

Transactional 

**Leaders who motivate you to achieving a goal by providing rewards for the service or performance you do

*If your an effective manager, your also considered to be an effective TRANSACTIONAL leader but not an effective transformational leader

-Motivate by exchanging rewards for services

-Manager-like role

The History of Leadership

-Belief that certain individuals are destined

 to be leaders regardless of the situation.

-Traits: individual characteristics such as 

  physical attributes, intellectual ability, and 

  personality.

-limitations of the trait approach

Can Leadership Be Trained Or Is It Innate

two things you need to take away from leadership lecture:

1. the effective leadership style is contingent on the situation on individual factors. 
2. leadership can be both trained yet you have to have some leadership capabilities in you. 
*This is good for a supervisor because if you can recognize individuals that have the potential, theres an opportunity to train and improve their potential into being more effective leaders. 

Task vs. Socio-emotional Leaders


**Another example of how you could classify effective leaders, just like transactional and transformational leaders. 

Task Leader

*someone who is focused on accomplishing the task, more of a TRANSACTIONAL leader

    - A leader who is concerned with accomplishing a task by organizing others, planning strategy, and dividing labour.

Social-emotional Leader

*focuses on making relationships with the individuals that their trying to lead

    - A leader who is concerned with reducing tension, patching up   disagreements, and maintaining morale.

Situation-Contingent Leadership Approaches

Fiedler’s Contingency Theory

*it says that whether or not your going to be depends on 2 things (listed below)

*Fiedler says whether or not your going to be effective depends on the situation, if your in an organization that promotes social-emotional leaders, then your more likely to be affective

*DEPENDS on your orientation and whether the culture, structure and strategy of the organization agrees with you using that type of leadership style. (If an organization promotes task leaders and you are one, then you’ll fit in and be effective)

-The association between leadership  orientation and group effectiveness is contingent on how favourable the situation is for exerting influence



1.Leadership Orientation-depends on whether your a task vs social-emotional leader


2.Situational Favourableness- depends on the degree to which the situation is favorable for you to exert that type of leadership style
-Some situations are more favourable for leadership than others, and these situations require different orientations on the part of the leader

1. Leadership Orientation

- Least Preferred Co-Worker (LPC) Scale


- LPC: Leader is asked to rate a current or past co-worker with whom they have had a difficult time accomplishing a task.


-LPC score reveals a personality trait that reflects the leader’s motivational structure


-High LPC (rate them favourably)– motivated to maintain interpersonal relations (i.e. relationship oriented)


-Low LPC (rates them unfavourably)– motivated to accomplish a task (i.e. task oriented)

2. Situational Favourableness


- leader-member relations


- task structure (highly structured;  clear goals)


- position of power

House’s Path Goal Theory

· This theory is concerned with the situations under which various leader 
behaviours are most effective.


   1. Leader Behaviour


   2. Situational Factors
1. Leadership Behaviours
*similar to Fielder's theory, but he says theres 4 types of leadership behaviour rather than 2
   - Directive behaviour- authoritative, delegating, giving clear expectations, telling people what they need to know
   - Supportive behaviour- could be encouraging, providing resources when necessary, provide feedback 
   - Participative behaviour- encourage people to speak up an provide their input
   - Achievement-oriented behaviour- focusing on a specific goal and getting people to move towards that goal
*The effectiveness of each behaviour depends on the situation which the leader encounters.

*If you have a tendency to be one of these leadership behaviours above, the degree to which you are going to be successful or effective, depends on the situation, depends on the employee characteristics, their personality, the organizational factors.

2. Situational Factors

Employee Characteristics:

   - level of authoritarianism / high need achievers

   - locus of control

   - level of ability     

Environmental Factors

   - nature of the task

   - formal authority

3. The Path-Goal Model
????

Vroom and Jago’s Model of Participative Leadership

-  specifies when leaders should use participation and to what extent they should use it

- model suggests various degrees of participation that a leader can exhibit

      *Depends on quality requirements, commitment probability,  conflict etc.

- model

TEAM DYNAMICS

****In order to lead an effective team, you need to be able to be able to alter your leadership style according to the composition of the team, the purpose of the team and the task thats at hand

Stages of Group Development

When a team first gets together (forming stage) they typically go through some conflict because they figure out the norms of the team are (norms are how you dress, how you speak to each other, whether you show up on time or not, how your going to communicate). Norming stage doesn’t happen until all the conflict in the storming stage is dealt with. So you need to figure out the norms to resolve the conflict and then you are able to perform. 

-Forming

-Storming

-Norming

-Performing

-Adjourning

Punctuated Equilibrium Model **********

*If this group has a deadline, they will spend the first half of their time, working through the storming and norming stage. It isn’t till half way through their deadline when they start to actually perform .

*As a supervisor this is important because it means that the first meeting is critical, you need to set the norms, expectations and clarifying roles, it can set the tone for the rest of the team

*You need to give teams the necessary time and resources to go through all those stages because if they don’t get to do that they are not going to be an effective team. (very important for them to go through stages to be effective)

-How groups with deadlines are affected by their first meetings and crucial midpoint transitions

-Phase 1:  first meeting to midpoint of existence (precedence is set)

-Midpoint Transition:   need to move forward is apparent

-Phase 2:  decisions and approaches are played out

Discussion Question

What do these two models tell organizations about managing groups?

-First meeting ( or forming and norming stage) is critical

-Do not look for radical progress during the beginning stages

-Be sure that adequate resources are available

Group Structure & Size

-What is the ultimate group size?

   *Depends on the task

**Only worth while adding people to a team if it is an additive task

-Additive Task

*Its the sum of everybody’s individual efforts. If you have this type of task, then bringing more people in is going to increase the product that you have at the end because its the sum of everybody’s efforts

   *Group performance is dependent on the sum of the performance of individual group members

   *E.g. building a house

-Disjunctive Task

*project team- your limited by the person with the highest level of expertise, so whatever that person can do is what you have and adding people to the team is not going to put out a better product because unless you putting people with higher expertise then your not adding to the team

   *Group performance is dependent on the performance of the best group member

   *E.g. project team

-Conjunctive Task

*When your limited to the poorest performer on your team, an assembly line, you could be held back by that person because they may be slower and it causes everyone else to be slower, adding more people will not make it go faster

   *Group performance is limited by the performance of the poorest group member

   *E.g. assembly line

-As groups become larger, they suffer from process losses
   *Performance difficulties that result from the problems of motivating and coordinating larger groups

Process losses: you spend so much time solving problems and go through the first 3 stages, that you will actually take more time getting a task done as a larger group (more problems) than you would a smaller group because theres less problems

When will groups preform high than individuals?
-Group members differ in skills and abilities

-Some division of labour can occur

Group Structure

-Diversity?

*You want to have diversity on your team as long as we are bringing in expertise knowledge, skills and abilities that will help up within the team or the process that were trying to work on. 

*As we increase diversity (knowledge, skills and abilities diversity), then going through the first 3 stages of development are going to take you longer because there are going to be more differences

*Is it worth it? It depends on whether you need those knowledge, skills and abilities, you want different view points but it could also take longer

   *Diverse groups might take longer to do their forming, storming and norming

   *Diverse groups sometimes perform better when the task requires cognitive, creativity-demanding tasks and problem solving rather than routine work

Group Norms

*Team norms are collective expectations on how everyone is going to behave 

(When we speak are we going to put our hand up, Are we going to call each other on a first name basis, Are we going to come to meetings on time, Are we going to communicate by email)

-What are norms?

   *Collective expectations that members of social units have regarding the behaviour of each other

-E.g.  

   *Dress norms

   *Reward allocation norms

   *Performance norms

Group Roles

*Make sure that everyones knows their role on the team and communicating clearly what the expectations are is important because you could end with 2 different things:

1. Role ambiguity- one of the biggest demotivaters to not know whats expected of you, if you are put on a team and not know what your role is, then your not going to be motivated to perform. So you need to make role expectations clear at the start. 
2. Role conflict- is when you have an expectation from your supervisor to please your supervisor (deadline in 2 weeks), go back to your team and your team disagrees with it, that team leader is going to experience role conflict (they are going to feel stressed out because they need to please their supervisor but also please their team)
-Positions in a group that have a set of expected behaviours attached to them

-Role ambiguity

-Role Conflict

   *Exists when faced with incompatible role expectations

-Both can result in job dissatisfaction, stress reactions, lower commitment, and turnover

Group Cohesiveness
-What is group cohesiveness?

   *The degree to which a group is especially attractive to its members

*the degree to which a group sticks together and if a person feels they belong

-Factors that influence cohesiveness?

   *Threat & competition

   *Success

   *Size

   *Toughness of initiation

-Consequences of Cohesiveness?

*You need some sort of cohesiveness for the group to work together and achieve a common goal, but if you have too much cohesiveness it can lead to negative consequences 

*It could lead to people valuing other peoples opinions so much and they don’t want to start conflict that the group starts making bad decisions because they value not having any conflict on the team

*usually smaller groups who have high level of cohesiveness, though initiation to get in, there are the predictors

*The consequences is that people are usually more likely to participate in the group activities, their more successful, they are more committed to achieve the goal but there are consequences of the group think

   *More participation in group activities

   *More conformity

   *More success

       -In more cohesive groups, individual performance is similar

   *Other negative consequences

*inverted U- group cohesiveness- you need some stress in an organization, but too much is bad, you need some cohesiveness in an organization but too much is bad.

Social Loafing

*somebody who recognizes that they can just carry on and just get a free ride because at the end of the day everyones getting the same thing (mark, compensation, reward) 

*More likely to happen in team based rewards where individual efforts are not recognized

-What is social loafing?

   *The tendency to withhold physical or intellectual effort when performing a group task

-How can we counteract social loafing?

   *Make individual performance more visible

   *Make sure the work is interesting

   *Increase feelings of indispensability

   *Increase performance feedback

Self-Managed Work Teams

*A team that comes together that doesn’t have a formal leader, they have a lot of decision making activity and empowerment, they don’t have someone their who’s sitting their and leading them. They have a lot of authority to make decisions on their own

-Work groups that have the opportunity to do challenging work under reduced supervision

-What factors are important to a SMWT?

   *Stability- they need to have a lot of time to work together
   *Size- they need to be somewhat small
   *Expertise- they need to have a diverse set of skills and expertise

   *Diversity
Are they effective: It depends on the culture of the organization. They are very effective in an organic organization because people feel empowered to make decisions. 

Cross-Functional Teams

What is a cross-functional work team?

*It is bringing people together from different functional areas (marketing, sales, HR, production, accounting) Have a team so you get a perspective from all the different departments. Thats what a cross function team is. 

-Work groups that bring people with different functional specialties together to better invent, design, or deliver a product or service

The different between a self manage work team and a cross functional work team is they are two very different concepts, there could be a team that is both self managed and cross functional. So you could have a team that doesn’t have a formal leader and yet they are still cross functional. 

Discussion Question *******
What factors influence team effectiveness? ****

-Task

think about goal setting theory and expectancy theory, people will be motivated if the task is challenging yet attainable. There needs to be some sort of difficulty. If you have task where you cant complete till another part is done then it will be less effective because conflict will arise. 

   *Challenge

   *Complexity

   *Interdependence

-Managerial support

-Could also greatly influence whether or not the team is going to be effective. It depends on whether or not the supervisor provides necessary resources and necessary training, proper rewards (expectancy theory).

-As a team we do not have self efficacy but we can have something collective apically (a believe that we can actually achieve the task at hand) A supervisor can increase this by providing training, resources, time, eqipument and whatever the team needs (clear goals, expectations)

   *Training

   *Rewards

   *Encouragement of independence

-Group Composition

Depends on:

   *Stability

   *Size

   *Expertise

   *Diversity

*personalities- it depends on the personalities of the team on whether or not the group is going to be effective or not. If I have very strong personalities they will spend more time on the norming and storming stage and if they have shy personality and they feel they cant speak up in that group its not going to be effective either. 
Group Decision Making

***READ PAGES IN TEXTS

*Do teams make better decisions than individuals 

-It depends: group decisions can take longer BUT if you have individuals with different sets of skills then they can build off each other’s ideas and the team will end up making a better decision 

Why use groups in decision making?

-Groups or teams can make higher-quality decisions than individuals

   *Generate more ideas and evaluate them better

-Increases decision acceptance and commitment 

Disadvantages of Group Decision Making*********

-Time- it takes longer
-Conflict- there will be more conflict going through the storming and norming stages 
-Domination- need to worry about those people with really strong personalities taking over the group and possibly leading them in the wrong direction
-Group Polarization- tendency of groups to make more extreme decisions usually because they know their not going to be held accountable as a individual 
-Groupthink- when you put a group together and they are so cohesive that they care more about having no conflict than they do about actual decision quality, they don't cause conflict and they don't say when they disagree with things. What causes it if they don’t have clear guidance, they’ve have failure before, they don’t want conflict. 
Space ship challenger blew up, they did an investigation and found out it was because of group think. 
Groupthink

-The capacity for group pressure to damage the mental efficiency, reality testing, and moral judgment of decision making groups

-The tendency of highly cohesive groups to value consensus at the price of decision quality

-Develops because of too much cohesiveness, concern for approval and isolation of the group

More common when the team:

-Is highly cohesive

-Is isolated from outsiders

-Team leader is opinionated

-Faces external threat

-Has recent failures

-Team lacks clear guidance

How Do Groups Handle Risk?

->Risky shift

*All depends on the initial positions of the individuals on the team, there are individuals who are likely to make risky decisions then as a team it is likely they make a stronger even more riskier decision. If you put a team of all conservative people, they are going to make an even more conservative decision because they start to talk about it and it drives them in extreme directions and decisions. 

-The tendency for groups to make riskier decisions than the average risk initially advocated by their individual members

->Conservative Shift

-The tendency for groups to make less risky decisions than the average risk initially advocated by their individual members

->Depends on the initial position of the group members

SECTION 8

(page 516)

Human Resource Planning: is the process of forecasting future human resources requirements to ensure that the organization will have the required number of employees with necessary skills to meet its strategic objectives.

Importance of Employee Relations (page 563)

Improve productivity

-Productivity is significantly impacted by ability and attitude

Implementation of organizational strategies

-Goals and strategies are communicated

-Employees provide their commitment

Reduce employment costs

-Have concern and interest in employees

-Reduced absenteeism and turnover

Help employees grow and develop

-Help employees achieve personal goals- need their senior leaders to demonstrate inspiration, vision and commitment.
-Improved morale, loyalty and productivity

Key Dimensions

Good employee relations

-Employee communications 

-Employee counseling

-Employee discipline

-Employee rights

-Employee involvement

What Do Good Employee Relations Depend On?

-Employee communication

   *Downward (top-down i.e. newsletters, e-mail, bulletins etc.)

   *Upward (i.e. complaint procedures, suggestion procedures, mgr-ee meetings)

-Employee counselling

   *Provides advice, reassurance, communication, release of emotional tension, clarified thinking etc.

   *E.g. EAP

-Employee rights               

-Employee involvement     

-Employee discipline         

Employee Rights

-Rights desired by ees relating to job security and  working conditions

-Some rights are protected under law, others under  collective agreement (union)

-Right to privacy (cannot collect unnecessary  information)

   *75% of org’s monitor ee communications;  67% have disciplined ees and 31% have dismissed ees for misuse

-Right to fair treatment (no discrimination)

-Rights in business closings and workplace  restructuring

Employee Involvement

Why is employees involvement important???

-Ees given opportunity to affect their jobs and  contribute to the org ’s overall effectiveness

-Ees will feel  “ownership” of the decisions they  participated in

-Must be part of the org ’s culture

Self-directed work teams (SDWT)

-No supervisor

-Make decisions typically made by supervisor

-Decide on their own work assignments, job rotation, ee  orientation, training, etc.

-47% of Fortune 1000 firms use SDWT

-“Formal groups that complete an entire piece of work  requiring several interdependent tasks and have  substantial autonomy over the execution of these  tasks” 

High involvement work practices

-Work practices that allow ees to influence how their  roles are performed

-HR practices have been shown to be related to  organizational performance 

-Studies have shown that they result in lower turnover,  higher productivity, improved financial performance 

-What is problematic with this type of research?

Employee Discipline

-purpose is to encourage employees to adhere to rules and regulations. 

-Employment relationship is considered indefinite (not necessarily permanent) 

-…..but employees have obligations imposed by common law:

  *Perform duties to employer ’s reasonable expectations

  *Show concern for safety

  *Care for employer ’s property

  *Follow reasonable orders

  *Avoid actions that might damage employer ’s reputation  or relationships

 *Management action to encourage compliance with the organization’s standards

-Preventive Discipline

  *Action taken prior to any infraction to encourage employees to follow the rules 

-Corrective Discipline

  *Action that follows a rule infraction

  *Disciplinary action is typically a penalty 

-Progressive Discipline

  *The use of stronger and stronger penalties for repeated offences

Restrictions on Discipline

-Union contracts

-Gov’t legislation

  *E.g. er cannot discipline a worker who is asserting rights  protected by law (e.g. organizing a union)

-Due Process – established rules and procedures for disciplinary action are followed, and ees have an opportunity to respond to the charges

Positive Discipline

-Takes a problem-solving approach

-Involves employee accepting that a problem  exists and demonstrating willingness to take  responsibility for changing behaviour

-Document employee commitment

-Follow up

Dismissal

Wrongful dismissal

-Dismissal without just cause or reasonable notice of  termination

Dismissal for Just Cause (pg 572)

-The dismissal should be fair in that just cause exists for, it should occur only after all reasonable steps to rehabilitate or salvage the employees failed. If an employer is considering making an allegation for just cause, you need to make sure you investigate and make sure it is fair. 

-The question is whether or not the employee has really harmed the relationship to the point that it would be unreasonable to expect the employer to want to continue a relationship.

-Any act by the ee that could have serious negative  effects on the operation or reputation of the  organization

-Can include incompetence, ee misconduct (e.g. fraud,  drunkeness, dishonesty, insubordination, refusal to  obey  “reasonable orders”)

-The onus for proving the existence of just cause is on  the ER

-Employer may terminate non-union employee at any time if “just cause” exists

   *i.e., if obligations violated

-In unionized environments, the collective agreement contains provisions re: discipline and dismissal

-In absence of just cause, there must be “reasonable notice” or compensation in lieu of notice (depends on age, length of service, salary, status of occupation)

-Based on employment standards legislation

Dismissing an Incompetent Employee

Requirements to dismiss:

-Document failure to meet standards

-Evidence of warnings

-Show that employee was given time, training etc.

-Reasonable time given for improvement

-Reasonable & objective performance standards

Constructive Dismissal (pg 577)

-A major change in the employment terms that  results in an employee resigning may be  considered constructive dismissal

e.g., significant change in job function, demotion,  demand for an employee ’s resignation, forced transfer

Managing the Dismissal

-Prepare and conduct a rehearsal

-Consider it from ee’s perspective

-Get to the point (within a few sentences)

-Best time is in the morning and during the middle of the week

-Have info ready

-Notify others in the org’n

-If necessary, make special security arrangements

Retaining Top Performers

-Develop a planned approach to employee  retention

-Become an employer of choice

-Communicate vision and values clearly,  frequently and consistently

-Reward managers for keeping good people

-Use exit interviews to obtain information

Fairness in Dismissal Procedure (577)

The termination Interview

-the employee who is being dismissed with usually act with total disbelief or even violence even if they have been warned

Step 1:Plan the Interview

-Schedule the meeting on a day early in the week but avoid fridays, before holidays and vacation times. 

-Have the employe agreement, human resources files and release announcements (internal and external) prepared in advance. 

-Be available at a time after the interview in case questions or problems arise 

-Have phone numbers ready for medical or security reasons.

Step 2: Get to the Point

-when the employee arrives, give them a moment to feel comfortable and them tell them about your decision

Step 3: Describe the Situation

-explain to the person briefly why they are being let go (tell them you have talked to them about the problems over and over agin. 

-Describe the situation just, and don’t make them feel like you are attacking them personally.

Step 4: Listen

-It is important to continue the interview until the person appears to be talking freely and reasonably calmly about the reasons for his or her termination and the severance package for his or her termination 

-Behavioral indications can be used to help gauge the persons reaction and decide best to proceed.

First, employees will be hostile and angry because they are hurt and disappointed. Try and make them feel better and provide them with information about outplacement or career counseling but don’t start arguing with them

Second, some employees may act in a defensible, bargaining manner, based on their feelings or fear and disbelief. You need to understand that this is a hard time for them and provide them with information on outplacement counseling but don’t listen to their bargains. 

third, the employee may proceed in a formal, controlled manner, indicative of suppressed, vengeful reaction and the potential for legal action. In this case, allow the employee to ask any questions regarding the dismissal, and them provide information about outplacement counseling 

Fourth, some employees with maintain a stoic facade, masking their shock, disbelief and numbness. Let them know that you understand what they are going through and let them know that you can talk about it later, them provide them with information about outplacement counseling.

Fifth reaction is an emotional one involving tears and sadness, indicating grief and worry. Allow them to cry and provide tissue, when they are feeling better explain the outplacement process. 
Step 5: Review All Elements of the Severance Package
-Describe the severance payments, benefits and the way in which references will be handled. But under no conditions should any promises or benefits beyond those already in the severance package be implied. 

-The termination should be complete when the person leaves. 

Step 6: Identify the Next Step

-The terminated employee may be confused and disoriented, so explain where he or she would go after leaving the interview.

-Remind the person who to contact at the company regarding questions about the severance package or references. 

Outplacement Counseling 

-provides career counseling and job search skilling training for terminate employees. The counseling itself is done either by the employers in house specialist or by outside consultants. 

SECTION 9

What Is Conflict? (pg. 626)

-A process that occurs when one person, group, or  organizational subunit frustrates the goal  attainment of another.

Levels: **

-Intrapersonal- a conflict that occurs solely in the psychological dynamics of the individual’s own mind
-Interpersonal- a situation in which an individual or group frustrates or trued to frustrate the goal attainment efforts of the other. (2 parties involved)
-Intragroup- it occurs between members of a group or team who are in disagreement by a common characteristic or objective
-Intergroup- people fighting about their identities or beliefs (cultural)

Discussion Question

-Is conflict good or bad in an organization?

-Example of when it would be good

-Example of when it would be bad

Traditional View of Conflict

-Negative, dysfunctional, detrimental

-Distracts managers 

-Managers motivated to eliminate or suppress  conflict 

Sources of Conflict** (627)

Communication

-semantic difficulties, misunderstandings and “noise” in the communication channel

-the potential for conflict increases when either too little or too much communication takes place

Structure

-conflict in the workplace

-sales department to be in conflict with production department, if sales perceives that products will be delivered late to customers

-size, specialization, composition-the larger the group the more likelihood of conflict
-The greater ambiguity- in defining where responsibility for actions lies, greater conflict
-Reward system- creates conflict when one member gains at another’s expense. (performance evaluation process, when they feel they have been evaluated unfairly) (when managers and employees have different ideas about employees job responsibility)
-Leadership style- create conflict when manager tightly control and oversee the work of employees, not really explaining to employees what they need to do
-The diversity of goals- when people in a group in an organization have different goals (sales and production team, production team has not finished so sales cannot do their job)
-If one group is dependent on another-if interdependence allows one group to gain at another’s expense 
Personal Variables

-individual differences

-peoples personalities don’t match and they don’t like the person immediately 

Contemporary View of Conflict

-Benefits of conflict are recognized

-Realization that suppressing conflict can lead to  further negative consequences

-Conflict is seen as inevitable rather than avoidable

Causes of Organizational Conflict

-Intergroup bias

-Interdependence 

-Difference in power, status and culture

-Ambiguity 

-Scarce resources 

Types of Conflict

Relationship

-Interpersonal tensions among individuals that have to do  with their relationship

Task

-Disagreements about the nature of work

Process

-Disagreements about how work should be organized

Conflict Dynamics

When conflict develops, there are changes within  each group:

-Loyalty to group more important

-Increased concern for task accomplishment

-Autocratic leadership

-Group structure more rigid 

-Group cohesiveness increases 

Changes in relations between groups:

-Information concealed 

-Interaction decreases 

-Win-lose orientation rather than problem-solving

-Increased hostility toward rival group 

Approaches To Managing Organizational Conflict

Avoiding 

-Low cooperation

Accommodating

-High cooperation

-Do not assert own interests

Competing

-Maximizes assertiveness and minimizes cooperation

Compromise 

-Intermediate levels of assertiveness and cooperation

Collaborating

-Maximizes assertiveness and cooperation

How Can We Manage Conflict With Negotiation?

Distributive negotiation tactics

-Win-lose (fixed amount of assets divided)

Integrative negotiation tactics

-Win-win (mutual problem solving can enlarge assets)

Third party involvement

-Mediation vs arbitration

Conflict Intensity and Organizational Outcomes

-Conflict that is either too high or too low can be  detrimental to productivity

-Conflict should be at an optimal level 

-Conflict -->  change -->  adaptation -->  survival

UNION MANAGEMENT FRAMEWORK pg 581

Unions

-What is a union???

   *Local Union (at a plant)

   *Craft union (trade or craft)

   *Local vs National vs International

-What is a collective agreement???

   *A contract negotiated between a union and an employer,  outlining terms and conditions of employment

Unions in Canada

-30.5% of workforce belong to a union

-# of women has been increasing rapidly

-Increase in the organization of service employees

-Newfoundland has greatest %; followed by Quebec.  Alberta has lowest

-Decline in unions in a number of other countries

What are the Effects of Unions?

-Full-time unionized workers $20.29/hour;  non-unionized is $17.22/hour

-Part time unionized workers $17.31/hour;  non-unionized is $10.60/hour

-Studies have shown that unions

   *Reduce ee turnover 

   *Increase tenure with the company

   *Raise productivity and output per worker (although not  universally agreed upon)

Why Do Employees Join Unions?

-Job dissatisfaction

-Individual attitudes about unions

-Beliefs about what a union can do for an employee

-Desire for collective power

-Seek change in management practices

-Union benefits

-Better pay

-Job security and protection

Different Views on Unions

Classical Perspective

-Unions cost the company money

-Unions are disruptive

-Unions give a company a competitive DISadvantage

-Unions decrease efficiency and productivity

-Unions are a waste of time for the employer

-Management is in control

-Employees have no say

Institutional Perspective

-Unions provide a balance of power (counterbalance  employee and employer power)

-Conflict is inevitable so we need a process to handle the  conflict as best as we can

Impact of Union Representation

Strikes

-Most collective agreements are settled without a strike or lockout

Wages & Benefits

-Higher wages, particularly for part-time employees

-More comprehensive benefits

Productivity

-Relationship between unionization and productivity is to subject debate

The Statutory Framework

Legislation

-Union/mgmnt relations in Canada is divided into provincial  and federal jurisdictions

-Provinces are given greater share of jurisdiction  (compared to federal)

-90% of private sector is provincially regulated

-10% of private is federally regulated (crown-corporations)

Common Legislation

-Right to join a union

-Good faith bargaining

-No strikes or lockouts during the life of a collective  agreement

-Prohibition on unfair labour practices

-Conciliation (strike is delayed until conciliation  process is exhausted)

Recent Legislation

Under Bob Rae (1991-1995), Bill 40 was passed 

-Pro-union

-Increased ability to organize

-Purpose was to enhance the ability to organize ees and for  enhanced bargaining power with the employer

-Expanded coverage to organize domestic workers, lawyers,  dentists etc.

-Successor rights (sale of a business did not alter the position  of a union)

-Part-time and casual could unionize

-Ees could not cross picket lines

-Company was precluded from using outside workers

-Granted access for doing picketing on quasi-public property

More recent legislation

Under Mike Harris, Bill 7, 1995

-Purpose was to restore power/balance and stability to labour  relations;  promote economic prosperity;  investor friendly

-Expanded coverage to organize domestic workers, lawyers,  dentists etc.

-Successor rights (sale of a business did not alter the position  of a union)

-Part-time and casual could unionize

-Ees could not cross picket lines

-Company was precluded from using outside workers

-Granted access for doing picketing on quasi-public property

Certification

-Simple process compared to US

-Union applies to relevant labour board

-Allowed if it proves that it represents a majority of the  ees (signing of auhorization cards)

-Pre Bill 40 – vote if >45% of ees favour union

-Bill 40 – vote if >35% of ees favour union

-Pre & during Bill 40 – automatic if >55%

-Bill 7 – no automatic certification; and now a secret  ballot

The Collective Agreement

-After union is established, both sides are required to  make a reasonable effort to negotiate a collective  agreement

-Negotiations take place in private

-Mgmnt team includes top execs

-Union must approve the agreement (majority)

-If members reject it, negotiations reopen

Dispute Resolution

-“Rights” disputes

   *Dispute over the interpretation of the collective agreement

  *Grievances

-“Interest” disputes

   *Lack of agreement over establishing a collective agreement

   *Renewal or establishment of a collective agreement

Third Party Assistance

-If a dispute cannot be resolved, then third parties are  called in

-Purposes of a 3rd  party:

   *Help articulate preferences

   *Cool-off period

   *Appearance to media

1. Compulsory conciliation

   -Precondition to a work stoppage

   -Appointed by the ministry of labour

   -Results are NOT binding

   -One or both can say  “we need help”

2. Mediation

   -Voluntary

   -Non-government

   -Both parties must agree on the 3rd  party

3. Fact-finding

   -Performed by more than one person (e.g. team)

   -Alternative to mediation

   -Provides informal recommendations

   -Helping both parties to  “fact-find”

4. Arbitration

   -Interest arbitration – new collective agreement is  established or renewal

   -Rights arbitration – 3rd  party interprets an existing  collective agreement

   -Listen to both sides

   -Results are binding

Influences on Unionization

External Factors
  -Increase in unionization activity

  -Major increase in the workforce is planned 

Internal Factors
  -High turnover and absenteeism rates

  -Employees are dissatisfied

  -Pay and benefits are below average

  -Complaint procedures are ineffective

Unfair Labour Practices

Management-

-Interfering in the formation of a union or contributing financially

-Discriminating based on union membership or because employee exercises rights

-Intimidating or coercing an employee to join/not join

Unions-

-Trying to bargain when the union is not the certified agent 

-Persuading employees during working hours, or at the workplace to join/not join

-Illegal strikes

-Failing to represent employees fairly

Implications of Union Avoidance

Union Suppression

-Fighting union representation

-Example: Employer intimidates workers,  threatens to close operation

Union Substitution

-Examines what unions bring to the employment  relationship and tries to introduce these features  into non-union workplace

-Advocated by many HR practitioners,  consultants, and labour lawyers

Strategic Implications for HRM

Union substitution approach

-Design jobs that are personally satisfying to workers

-Develop plans that maximize individual opportunities

-Select qualified workers

-Establish far, meaningful, objective standards of  performance

-Train workers

-Evaluate and reward behaviour on basis of actual  performance

-Provide employees with a  “voice” in the workplace

-Implement a compensation plan in which wages/salary  parallel those in the union sector

POWER AND POLITICS

What is Power?

-The capacity to influence others who are in a state  of dependence

Types of Individual Power

Legitimate Power

-Power derived from a person ’s position or job in an  organization

Reward Power

-Power derived from the ability to provide positive  outcomes and prevent negative outcomes

Coercive Power

-Power derived from the use of punishment and threat

Referent Power

-Power derived from being well liked by others

Expert Power

-Power derived from having special information or expertise that is valued by an organization

How Do People Obtain Power

-Doing the right things

   *Extraordinary Activities (non-routine positions)

   *Visible Activities

   *Relevant Activities 

-Cultivating the right people

   *Develop informal relationships with the right people  (outsiders, subordinates, peers, superiors)

Empowerment

-Giving people the authority, opportunity, and  motivation to take initiative and solve  organizational problems

-Puts power where it is needed to make it effective

-People who are empowered have a strong sense  of self-efficacy

Influence Tactics

-Tactics that are used to convert power into actual influence over others

-Examples?

Assertiveness – ordering, nagging, setting deadlines

Ingratiation – using flattery and acting friendly

Exchange – doing favours or offering to trade favours

Upward Appeal – making formal or informal appeals to superiors for intervention

Coalition Formation – seeking united support from other organizational members 

What Determines Which Influence Tactics You Would Use?

-Type of power 


(e.g. coercive – assertiveness)

-Whom you are trying to influence 


(e.g. subordinates – assertiveness)

Who Wants Power?

-Those high on McClelland’s Need for Power (n Pow)

-McClelland argues that the most effective managers:

   *Have high n Pow

   *Use their power to achieve organizational goals

   *Adopt a participative or “coaching” leadership style

   *Are relatively unconcerned with how much others like them

How Do Subunits Obtain Power?

-Subunit Power – the degree of power held by  various organizational subunits, such as  departments

-Scarcity of resources

-Uncertainty

-Centrality

-Substitutability 

Organizational Politics

-The pursuit of self-interest in an organization,  whether or not this self-interest corresponds to  organizational goals

-Self-conscious and intentional

-Would be countered if detected by those with  different agendas


