Chapter 1 – What is OB?                                      
Organizational Behaviour - a field of study that investigates the impact of individuals, groups, and structure on behaviour within organizations; the aim is to apply such knowledge toward improving organizational effectiveness.

Organization - a consciously coordinated social unit, composed of a group of people, that functions on a relatively continuous basis to achieve a common goal or set of goals.

Challenges Facing the Workplace

1. Organization Level - Productivity

- Developing Effective Employees

- Global Competition

- Managing in the Global Village

2. Group Level - Working with Others

- Workforce Diversity

3. Individual Level - Job Satisfaction

- Empowerment

- Behaving Ethically

· Job satisfaction is negatively related to absenteeism and turnover.

Empowerment - giving employees responsibility for what they do.

· More and more often, managers are referred to as coaches, advisers, sponsors, or facilitators, rather than bosses. Conversely, employees' responsibilities are increasing and have become associates or teammates.

Ethics - the study of moral values or principles that guide our behaviour, and inform us whether actions are right or wrong.

· University recruiters consistently identify interpersonal skills as the most important quality that MBA graduates need for job effectiveness.

Workforce Diversity - the heterogeneity of workers in organizations in terms of gender, race, ethnicity, disability, sexual preference, and age, as well as background characteristics such as education, income, and training.

Productivity - a performance measure including effectiveness and efficiency.

Attribution Theory - when individuals observe behaviour, they attempt to determine whether it is internally or externally caused.

· We consider whether the individual is responsible for the behaviour (internal cause), or whether something outside the individual caused the behaviour (external cause).

Three rules to determine whether behaviour is internally or externally caused:

1) Distinctiveness - whether the individual does the same thing in other situations

2) Consensus - whether everyone in a similar situation acts the same way.

3) Consistency - whether the individual has been acting the same way over a period of time.

Fundamental Attribution Error - the tendency to underestimate the influence of external factors and overestimate the influence of internal factors when making judgments about the behaviour of others.

Self-Serving Bias - the tendency of individuals to attribute their own successes to internal factors while putting the blame for failures on external factors.

Selective Perception - people selectively interpret what they see based on their interests, background, experience, and attitudes.

· Selective perception allows us to "speed-read" others, but with the risk of drawing an inaccurate picture.

Halo Effect - drawing a general impression about an individual based on a single characteristic.

Contrast Effects - a person's evaluation is affected by comparisons with other individuals recently encountered

Projection - attributing one's own characteristics to other people.

Stereotyping - judging someone on the basis of your perception of the group to which that person belongs

Hofstede's Five Dimensions

1. Power Distance

2. Individualism vs. Collectivism

3. Quantity of life vs. Quality of life

4. Uncertainty Avoidance

5. Long-term vs. Short-term
Power Distance - extent to which a society accepts that power is distributed inequality.

Individualism - emphasis on care of self and immediate family rather than no others

Collectivism - expectation that others will look after and protect individuals

Quantity of life - emphasis on assertiveness and materialism

Quality of life - emphasis on relationships and concern for others

Uncertainty Avoidance -avoidance of uncertain and ambiguous situations

Long-term orientation - emphasis on the future, thrift, and persistence

Short-term orientation - emphasis on the past and present, respect for tradition, and fulfilling social obligations

Chapter 2 – Perception, Personality, and Emotions            
Perception – A process by which individuals organize and interpret their sensory impressions in order to give meaning to their environment

· Factors that can influence perception are the perceiver, the target being perceived, and the context of the situation in which the perception is made.

· Our attitudes and motives, interests, past experiences, and expectations can all shape our perception of an event.

· Motion, sound, size and other attributes of a target shape the way we see it.

· Objects that are close to each other will tend to be perceived together rather than separately.

· As a result of physical or time proximity, we often group unrelated objects or events together.

· Elements of a situation such as time, work setting, and social setting can affect our perception.

Attribution Theory – when individuals observe behaviour they attempt to determine whether it is internally or externally caused.

· Internally caused behaviour is believed to be under the personal control of the individual. Externally caused behaviour is viewed as resulting from outside causes.

In trying to determine whether behaviour is internally or externally caused, we rely on 3 rules:

1) Distinctiveness – whether the individual does the same thing in other situations 

– high: external, low: internal
2) Consensus – whether everyone in a similar situation acts the same way

– high: external, low: internal

3) Consistency – whether the individual has been acting the same way over a period of time.

– high: internal, low: external
Self-Serving Bias – the tendency for individuals to attribute their own success to internal factors while putting the blame for failures on external factors.

Fundamental Attribution Error – the tendency to underestimate the influence of external factors and overestimate the influence of internal factors when making judgments about the behaviour of others.

Attributions can get distorted by:

1) Selective Perception – people selectively interpret what they see based on their interests, background experience, and attitudes.

2) Halo Effect – drawing a general impression about an individual based on a single characteristic.

3) Contrast Effects – a person’s evaluation is affected by comparisons with other individuals recently encountered.

4) Projection – attributing one’s own characteristics to other people.

5) Stereotyping – judging someone on the bases of your perception of the group to which what person belongs.

· Generalization permits us to maintain consistency, and makes it less difficult to deal with an unmanageable number of stimuli.

· If negative information is exposed early in the interview, it tends to be more heavily weighted than if that same information comes out later.

Personality – the stable patterns of behaviour and consistent internal states that determine how an individual reacts to and interacts with others.

· An adult’s personality is made up of both hereditary and environmental factors, moderated by situational conditions.

· Heredity refers to factors that were determined at conception: physical stature, facial attractiveness, gender, temperament, muscle composition, energy level, and biological rhythms.

· Traits such as shyness, fear, and distress are most likely caused by inherited characteristics.

· Culture establishes the norms, attitudes, and values that are passed down generations.

Personality Traits – enduring characteristics that describe an individual’s behaviour.

MBTI – “Myers-Briggs Type Indicator,” a personality test that taps four characteristics and classifies people into 1 of 16 personality types.

The MBTI classifies people on four dimensions:

· Extroversion/Introversion – how people focus themselves: outside (extroversion) or inside (introversion).
· Sensing/Intuiting – how people gather information: very systematically (sensing) or relying on intuition (intuiting).
· Thinking/Feeling – how a person prefers to make decisions: objectively and impersonally (thinking) or subjectively and interpersonally (feeling).
· Judging/Perceiving – how people order their daily life: being decisive and planned (judging) or spontaneous and flexible (perceiving).
The Big Five Model
· Extroversion – refers to one’s comfort level with relationships. It describes someone who is sociable, talkative, and assertive.
· Agreeableness – refers to an individual’s propensity to defer to others. It describes someone who is good-natured, cooperative, and trusting.
· Conscientiousness – a measure of reliability. It describes someone who is responsible, dependable, persistent, and achievement oriented.
· Emotional Stability – refers to a person’s ability to withstand stress. It describes someone as calm, enthusiastic, and secure.
· Openness to Experience – refers to one’s range of interests and fascination with novelty. It describes someone in terms of imaginativeness, artistic sensitivity, and intellectualism.
Locus of Control – the degree to which people believe they are in control of their own fate.
Internals – individuals who believe that they control what happens to them
Externals – individuals who believe that what happens to them is controlled by outside forces such as luck or chance.
· Externals are less satisfied with their jobs, have higher absenteeism rates, are more alienated from the work setting, and are less involved in their jobs, because they perceive themselves as having little control over organizational outcomes that are important to them.
· On one hand, internals tend to take action and quit jobs more readily, yet they also tend to be more successful on the job and less likely to turnover.
Machiavellianism – degree to which an individual is pragmatic, maintains emotional distance, and believes that ends can justify means.
· Machs flourish when they interact fact to face with others rather than indirectly, when the situation has a minimum number of rules and regulations, and when emotional involvement with details irrelevant to winning distracts low Machs.
Self-Esteem – individuals’ degree of liking or disliking of themselves.
Self-Monitoring – a personality trait that measures an individual’s ability to adjust behaviour to external situational factors.
Risk-Taking – refers to a person’s willingness to take chances or risks.
Type A Personality – a personality with aggressive involvement in a chronic, incessant struggle to achieve more and more in less and less time and, if necessary, against the opposing efforts of other things or other people.
· Type Bs are usually more successful in organizations, because Type As have the tendency to trade off quality of effort for quantity. They work long hours, lack creativity, and make poor decisions, under time pressure. Also, Type As suffer more serious health consequences.
Personality-Job Fit Theory – identifies six personality types and proposes that the fit between personality type and occupational environment determines satisfaction and turnover.

Affect – a broad range of feelings that people experience

Emotions – intense feelings that are directed at someone or something

Moods – feelings that tend to be less intense than emotions and that lack a contextual stimulus.

· The six universal emotions are anger, fear, sadness, happiness, disgust, and surprise.

Emotional Labour – when an employee expresses organizationally desired emotions during interpersonal interactions.

· Some people have severe difficulty expressing their emotions and understanding the emotions of others. Psychologists call this alexithymia.

· Women show greater emotional expression than men, experience emotions more intensely, are more comfortable in expressing emotions than men (except anger), and are better at reading nonverbal and paralinguistic cues than are men.

· The reasons why women are more “in touch” with their feelings are:

1) the different ways men and women have been socialized.

2) women may have more innate ability to read others and present their emotions.

3) women may have a greater need for social approval.

Emotional Intelligence – an assortment of non-cognitive skills, capabilities, and competencies that influence a person’s ability to succeed in coping with environmental demands and pressures.

EI is composed of five dimensions:

1) Self-awareness – being aware of what one is feeling. It is exhibited by self-confident, realistic self-assessment, and a self-deprecating sense of humour.

2) Self-management – the ability to manage one’s own emotions and impulses. It is exhibited by trustworthiness, comfort with ambiguity, and openness to change.

3) Self-motivation – the ability to persist in the face of setbacks and failures. It is exhibited b a strong drive to achieve, optimism, and high organizational commitment.

4) Empathy – the ability to sense how others are feeling. It is exhibited by expertise in building and retaining talent, cross-cultural sensitivity, and service to clients and customers.

5) Social skills – the ability to handle the emotions of others. It is exhibited by persuasiveness, and expertise in building and leading groups and teams.

Employee Deviance – voluntary actions that violate established norms and that threaten the organization and its members. Deviant actions fall into categories such as production, property, political, and personal aggression.
· Members of groups seem to adopt similar “high-energy” moods rather than “low energy.”
Chapter 4 – Motivating Self and Others 
Motivation – The processes that account for an individual’s intensity, direction, and persistence of effort toward obtaining a goal.

Theory X – The assumption that employees dislike work, are lazy, dislike responsibility, and must be coerced to perform.

Theory Y – The assumption that employees like work, are creative, seek responsibility, and can exercise self-direction.

Intrinsic Motivators – A person’s internal desire to do something, due to such things as interest, challenge, and personal satisfaction.

Extrinsic Motivators – Motivation that comes from outside the person, such as pay, bonuses, and other tangible rewards.

Maslow’s Hierchy of Needs Theory

Physiological – hunger, thirst, shelter, sex

Safety – security and protection from physical and emotional harm

Social – affection, belongingness, acceptance, and friendship

Esteem – internal esteem factors such as self-respect, autonomy, and achievement, and external factors such as status, recognition, and attention

Self-actualization – growth, achieving one’s potential, and self-fulfillment

· The higher-order needs are satisfied internally, within the person, where as lower-order needs are mainly satisfied externally, by things such as pay, contracts, and tenure.

Motivation-Hygiene Theory
In the belief that an individual’s relationship to work is a basic one and an individual’s attitude toward this work can very well determine the individual’s success or failure. 

· When one feels good about their work, they tend to attribute these characteristics to themselves. When one is dissatisfied, they tend to cite extrinsic factors (self-serving bias).

· All needs theories conclude that individuals have needs that, when unsatisfied, will result in motivation.
Expectancy Theory – The strength of a tendency to act in a certain way depends on the strength of an expectation that the act will be followed by a given outcome and on the attractiveness of that outcome to the individual.

Expectancy – the effort-performance level

Instrumentality – the performance-rewards level

Valence – the rewards-personal goals relationship
Goal-setting Theory – the theory that specific and difficult goals lead to higher performance
Four Ingredients common to Management by Objectives (MBO):

1. Goal Specificity

2. Participative Decision Making

3. Explicit Time Period

4. Performance Feedback

Equity Theory – Individuals compare their job inputs and outcomes with those of others and then respond so as to eliminate any inequities.

Four referent comparisons:

1. Self-inside – An employee’s experiences in a different position inside current organization

2. Self-outside – An employee’s experiences in a situation or position outside current organization

3. Other-inside – Another individual or group of individuals inside the employee’s organization

4. Other-outside – Another individual or group of individuals outside the employee’s organization

Four variables that influence the choice of referent comparisons:
1. Gender

2. Tenure

3. Level in the organization

4. Amount of education or professionalism

· When employees perceive an inequity, they:

1. Change their inputs (eg. Don’t exert much effort)

2. Change their outcomes (eg. Higher quantity of units of lower quality)

3. Adjust perceptions of self

4. Adjust perceptions of others

5. Choose a different referent

6. Leave the field

· Based upon the equity theory…
· When paid by time worked, over-rewarded employees will produce more than will equitably paid employees

· When paid by number of units produced, over-rewarded employees will produce fewer, but higher-quality, units than will equitably paid employees.

· When paid by time worked, under-rewarded employees will produce less or poorer-quality output.

· When paid by number of units produced, under-rewarded employees will produce a large number of low-quality units in comparison with equitably paid employees.

· The use of high-status job titles and large, furnished offices may function as desirable outcomes for some employees in their equity equation.

Distributive Justice – perceived fairness of the amount and allocation of rewards among individuals
Procedural Justice – The perceived fairness of the process used to determine the distribution of rewards
Interactional Justice – The quality of the interpersonal treatment received from another
· Distributive justice has a greater influence on employee satisfaction than procedural justice, while procedural and Interactional justice tend to affect an employee’s organizational commitment.
· To increase employees’ perception of procedural justice, managers should consider openly sharing information on how allocation decisions are made and follow consistent and unbiased procedures.
· Employee recognition can help with motivation.
Individual-Based Incentives

- Variable-Pay Program – A portion of an employee’s pay is based on some individual and/or organizational measure of performance.

- Bonuses

- Piece-Rate Pay Plans – workers are paid a fixed sum for each unit of production completed.

Group-Based Incentives
- Gainsharing – an incentive plan where improvements in group productivity determine the total amount of money that is allocated.

Organizational-Based Incentives
- Profit-sharing plans – organization-wide programs that distribute compensation based on some established formula designed around a company’s profitability.

- Employee Stock Ownership Plans (ESOPs) – company-established benefit plans in which employees acquire stocks as some benefits.

· ESOPs work great in an up-market and less so in a down-market. In order for ESOPs to work well, employees need to be kept regularly informed on the status of the business, and have the opportunity to exercise influence over the business.

· Incentive pay, especially when it is awarded to individuals, can have negative effects on group cohesiveness and productivity, as it raises competition between workers.

Activities that merit additional compensation:
· Commissions beyond sales – determined by customer satisfaction and/or sales team outcomes

· Leadership effectiveness – include employee satisfaction and the manager’s leadership skills.

· New goals – rewards to the employees who contribute to specific organizational goals.

· Knowledge workers in teams – Pay is linked to the performance of knowledge workers and/or professional employees who work on teams.

· Competency – rewards abstract knowledge or competencies
Motivating professionals:

· Provide them with ongoing challenging projects
· Give them autonomy to follow their interests and allow them to structure their work in ways that they find productive.

· Reward them with educational opportunities that allow them to keep current in their field.

· Reward them with recognition, and show them that you are interested in what they are doing.

Motivating contingent workers:

· Opportunity for permanent status
· Opportunity for training
· Mixing permanent and temporary workers can cause conflicts. Therefore, the manager should either separate such employees or perform a variable-pay or skill-based pay plan.
Motivating low-skilled service workers:

· Widen the recruiting net

· Raise pay levels

· Nontraditional approaches such as employee picnics or situations where the employees can share other aspects of their lives

Motivating in a unionized environment:
· Show appreciation in less tangible ways

· Provide opportunities for training and advancement

· Listen to employees’ concerns

Motivating public sector employees:
· Goal-Setting Theory – goal difficulty, goal specificity, the belief that the goal can be achieved

Three themes that contribute to “the folly of rewarding A, while hoping for B”:
1. Individuals cannot break out of old ways of thinking about reward and recognition practices.

2. Organizations often don’t look at the big picture of their performance system.

3. Both management and shareholders often focus on short-term results, rather than rewarding employees for longer-range planning.
Cognitive Evaluation Theory – allocating extrinsic rewards for work effort that was previously rewarding intrinsically will tend to decrease the overall level of motivation, because the individual experiences a loss of control over his own behaviour.

Ways to create a motivating workplace environment:
· Abolish incentives – pay people generously and fairly, and then make sure that pay is not on their minds.

· Re-evaluate evaluation – the discussion of performance should not be tied to compensation.

· Create the conditions for authentic motivation – “change the way workers are treated may boost productivity more than changing the way they are paid.”
· Collaboration – prove the necessary supports to create well-functioning team.

· Content – give opportunity to learn new skills, provide variety in tasks, and enable competence.

· Choice – involve people in the decisions that are to be made.

· When the work content is fundamentally unappealing, the manager should acknowledge that even the task is not fun, give a reason for why it must be done, and give people as much choice as possible in how the task is completed.

Chapter 5 – Groups and Teamwork                                     
· For teams to excel, there are several factors: the composition of the group, the type of task, group process, organizational resources, and leadership.

Group – two or more interdependent and interacting individuals, with a stable relationship and a common goal, who perceive themselves to be a group.
Team – group that works closely together for a common goal, and is accountable to one another.
· One of the biggest pushes for teams in organizations comes from TQM.

Total Quality Management (TQM) – a philosophy of management that’s driven by the constant attainment of customer satisfaction through the continuous improvement of all organizational processes.
· There is nothing inherently magical in the creation of teams that ensures the achievement of greater output.

· Teams typically outperform individuals when the tasks being done require multiple skills, judgment and experience.

The four most common forms of teams

1) Problem-solving (or process-improvement)

2) Self-managed (or self-directed)

3) Cross-functional

4) Virtual

Problem-Solving Teams – groups of 5-12 employees from the same department who meet for a few hours each week to discuss ways of improving quality, efficiency, and the work environment.

· Problem-solving teams are rarely given authority to unilaterally implement the suggested ideas.

· Quality circle is one of the most widely practiced applications of problem-solving teams.

Quality Circle – a work group of employees who meet regularly to discuss their quality problems, investigate causes, recommend solutions, and take corrective actions.

· Part of the quality circle concept includes teaching employees group communication skills, various quality strategies, and measurement and problem analysis techniques.

Self-Managed (Self-Directed) Work Teams – a group of 10 to 15 employees who take on responsibilities of their former managers.
· Self-managed work teams typically plan and schedule work, assign tasks to members, collectively control the pace of work, make operating decisions, and take action on problems.

· In self-managed work teams, managerial positions take on decreased importance or may even be eliminated.

· The introduction of teams is sometimes viewed negatively by workers who fear that increasing use of teams will lead to layoffs.

· Individuals on self-managed work teams tend to report higher levels of job satisfaction, yet they seem to have higher absenteeism and turnover rates than to regular employees.

Cross-Functional (Project) Teams – employees from about the same hierarchical level, but from different work areas, come together to accomplish a task.
Task Force – a temporary cross-functional team

Committee – groups composed of members from across departmental lines.
· Cross-functional teams are an effective means for allowing people from diverse areas within an organization, or even between organizations, to exchange information, develop new ideas and solve problems, and coordinate complex projects.

Skunkworks – cross-functional teams that develop spontaneously to create new products or work on complex problems.
· Skunkworks are able to ignore the structure and bureaucratic rules of the organization.

Virtual Teams – teams that use computer technology to tie together physically dispersed members in order to achieve a common goal.

· Virtual teams make it possible for people who face geographical and time zone restrictions to work together.

· Virtual teams can suffer from the absence of paraverbal (tone of voice, inflection, voice volume) and nonverbal (eye movement, facial expression, body language) cues and their limited social contact. Also, trust becomes an issue.

Role – a set of expected behaviour patterns attributed to someone occupying a given position in a social unit.
· The understanding of role behaviour would be dramatically simplified if we choose one role and play it out regularly and consistently, yet we need to play various roles both on and off our jobs.

· Sometimes the roles we play are compatible, and other times they create conflicts.

Role Identity – certain attitudes and behaviours consistent with a role.

· People have the ability to shift roles rapidly when they recognize that the situation and its demands clearly require major changes.

Role Perception – an individual’s view of how he or she is supposed to act in a given situation.
· We get role perceptions from friends, books, and media.

Role Expectations – how others believe a person should act in a given situation.
· When role expectations are concentrated into generalized categories, we have role stereotypes.

Psychological Contract – an unwritten agreement that sets out what management expects from the employee, and vice versa.
· Psychological contract defines the behavioural expectations that go with every role.

· Failing to meet the psychological contract can lead to low employee performance and satisfaction, or oppositely, some form of disciplinary action.

Role Conflict – a situation in which an individual is confronted by divergent role expectations.
· Behavioural responses to role conflict include a formalized bureaucratic response so that the conflict is resolved by rules, withdrawal, stalling, negotiation, or redefining the facts or the situation to make them appear congruent.

Norms – acceptable standards of behaviour within a group that are shared by the group’s members.
Some of the most common norms have to do with issues such as:

1) performance (how hard to work, what kind of quality, levels of tardiness)

2) appearance (personal dress, when to look busy, how to show loyalty)

3) social arrangement (how team members interact)

4) allocation of resources (pay, assignments, allocation of tools and equipment)

Most norms develop in one or more of the following four ways:

1) Explicit statements made by a group member, often the group’s supervisor.

2) Critical events in the group’s history.

3) Primacy (the first behaviour pattern)

4) Carry-over behaviours form past situations

What makes a norm important?
1) It facilitates the group’s survival.

2) It increases the predictability of group members’ behaviours.

3) It reduces embarrassing interpersonal problems for group members.

4) It allows members to express the central values of the group and clarify the group’s distinction.

Reference Groups – important groups to which individuals belong or hope to belong and with whose norms individuals are likely to conform.

· In reference groups, a person is aware of the others in the group, defines himself as a member, or would like to be a member, and feels that the groups members are significant to him.

· All groups do not impose equal conformity pressures on their members

Conformity – adjusting your behaviour to align with the norms of the group.

· Some conformity leads to negative behaviour while others have positive influences.

Deviant Workplace Behaviour – antisocial actions by organizational members that intentionally violate established norms and that result in negative consequences for the organization, its members, or both.
· When deviant workplace norms surface, employee cooperation, commitment, and motivation are likely to suffer, and can lead to reduced employee productivity and job satisfaction

Status – a socially defined position or rank given to groups or group members by others.
· High-status members tend to care less about conformity norms and can resist it better. For example, star athletes, celebrities seem to care less about the social norms around them.

· Individuals can find themselves in conflict when they move between teams whose status criteria are different, or when they join teams whose members have heterogeneous backgrounds.

The Five Stage Model:

1) Forming – characterized by much uncertainty about the team’s leadership, purpose, and structure. This phase is complete when members start to think of themselves as part of a team.

2) Storming – characterized by intragroup conflict. Members resist the constraints that the team imposes on individuality, and conflict over who will control the team. When this stage is complete, a relatively clear hierarchy of leadership is established.

· Some teams may never emerge from the storming stage and may have less efficiency.

3) Norming – characterized by close relationships and cohesiveness. This stage is complete when the team structure solidifies, and the team has assimilated a common set of expectations of correct behaviours.

4) Performing – the group is fully functional. Team energy has moved from getting to know and understand each other to performing the task; last stage for permanent groups.

5) Adjourning – for temporary groups; characterized by concern with finalizing activities rather than task performance. The group prepares to disband – some may cheer for the accomplishments while others may be depressed over the loss of camaraderie.

· Not all groups follow the five-stage model, sometimes several stages go on simultaneously, or teams may regress to previous stages. Also Stage IV is not always the most preferable.

· The Five-Stage Model ignores organizational context surrounding the tasks of the crew. This context provides rules, task definitions, information, and resources.

The Punctuated-Equilibrium Model (usually temporary groups with deadlines)
· The first meeting sets the group’s direction.

· The first phase of group activity is one of inertia.

· A transition takes place at the end of the first phase, which occurs exactly when the group has used up half its allotted time.

· The transition initiates major changes.

· A second phase of inertia follows the transition.

· The group’s last meeting is characterized by markedly accelerated activity.

· The punctuated-equilibrium model characterizes teams as exhibiting long periods of inertia, interspersed with brief revolutionary changes triggered primarily by their members’ awareness of time and deadlines.

· The four key components making up effective teams:

1) Work design

Characteristics like autonomy, skill variety, task identity, and task significance motivate teams because they increase members’ sense of responsibility and ownership over the work, and because they make the work more interesting.
2) The team’s composition

Managers need to understand the individual strengths, select members with the needed strengths, and allocate work assignments that fit with members’ preferred styles. 

Ability

A team requires three different types of skills:

i) technical expertise

ii) problem-solving and decision-making – identify problems, create and evaluate alternatives
iii) interpersonal skills – good listening, feedback, conflict resolution
Roles
Task-Oriented Roles – roles performed by group members that ensure that the tasks of the group are accomplished; include:
Initiator – stating the goal or problem, making proposals about how to work on it, setting schedules.

Information Seekers – asking group members for specific factual information related to the task or problem, or for their opinions about it

Information Providers - sharing information/opinions related to the task or problem.

Clarifier – helping one another understand ideas and suggestions that come up in a group.

Elaborator – building on one another’s ideas and suggestions.

Summarizer – reviewing the points covered by the group and the different ideas stated so that decisions can be based on full information.

Consensus Testing – Periodic testing about whether the group is nearing a decision or needs to continue discussion.
Maintenance Roles – roles performed by group members that maintain good relations within the group; include:

Harmonizer – mediating conflict among members, reconciling disagreements, relieving tensions.

Compromiser – Admitting error at times of group conflict

Gatekeeper – Making sure all members have a chance to express their ideas and feelings and preventing members from being interrupted.

Encourager – Helping a group member make his or her point. Establishing a climate of acceptance in the group
Individual Roles – roles performed by group members that are not productive for keeping the group on task.

Size

Smaller teams are faster at completing tasks and tend to be more effective for taking actions than larger ones, but large teams are better at problem-solving and fact-finding tasks
Member Flexibility

Selecting members who are flexible, then cross-training them to be able to do each other’s jobs lead to higher team performance over time.
3) Resources and other contextual influences that make teams effective
Resources

All work teams rely on resources outside the team to sustain them. Those resources include technology, adequate staffing, administrative assistance, encouragement, and timely information.
Leadership and Structure

Team members must agree on who is to do what, ensure that all members contribute equally in sharing the workload, determine how schedules will be set, what skills need to be developed, how the team will resolve conflicts, and how the team will make and modify decisions. A team leader is not always needed, for example, self-managed teams.

Performance Evaluation and Rewards

Appraisal on areas such as team effectiveness and personal effectiveness reminds members of their responsibilities to their team. It is still not determined as in if reward systems acknowledging team efforts or discouraging teams, yet when there is a large discrepancy in wages among group members, collaboration is lowered.
4) Process variables
Common Purpose

Effective teams have a common and meaningful purpose that provides direction, momentum, and commitment for members. This purpose if broader than specific goals. Members of successful teams put a tremendous amount of time and effort into discussing, shaping, and agreement upon a purpose that belongs to them both collectively and individually.

Specific Goals
Successful teams translate their common purpose into specific, measurable, and realistic performance goals. Difficult goals have been found to raise team performance on those criteria for which they’re set.

Team Efficacy

Teams that have been successful raise their beliefs about future success, which in turn motivates them to work harder.

Cohesiveness – degree to which team members are attracted to each other and are motivated to stay on the team.
Chapter 6 – Communication                                           
Communication – the transfer and understanding of meanings

· During communication, the sender establishes a message, encodes the message, and chooses the channel to send it. The receiver decodes the message and provides feedback to the sender.

· Four factors can affect the message encoded by the sender and decoded by the receiver: skill, attitudes, knowledge, and the social-cultural system.

· The poor choice of symbols, and confusion in the content of the message, can cause problems.
· Messages can get “lost in translation.” For example, legal contracts for lawyers may not always address the underlying meaning of the parties’ understandings.
Channel – the medium through which a message travels, can be formal or informal.
· The channel can distort a communication if a poor one is selected or if the noise level is high.
Communication Apprehension – undue tension and anxiety about oral communication, written communication, or both.
· Some channels are rich and can (1) handle multiple cues simultaneously, (2) facilitate rapid feedback, and (3) be very personal.
Channel Richness – the amount of information that can be transmitted in communication.

· The choice of one channel over another depends on whether the message is routine (minimum ambiguity, straightforward,) or non-routine (complicated, have potential for misunderstanding).
· Managers can communicate routine messages efficiently through channels that are lower in richness, but non-routine messages effectively only through rich channels.
Feedback Loop – the final link in the communication process; puts the message back into the system as a check against misunderstandings.
· Barriers to effective communication include: filtering, selective perception, and defensiveness, and language..
Filtering – a sender’s manipulation of information so that it will be seen more favourably by the receiver.
· The major determinant of filtering is the number of levels an organization has. The more vertical levels in a hierarchy, the more opportunities there are for filtering.
· Receivers in the communication process selectively see and hear based on their needs, motivations, experience, background, and other personal characteristics.
· When people feel that they’re being threatened, they reach in ways that reduce their ability to achieve mutual understanding, and engage in behaviours such as verbally attacking others, making sarcastic remarks, being overly judgmental, and questioning others’ motives.
· Age, education, and cultural background are variables that influence the language we use.
· Group leaders use downward communication to assign goals, provide job instructions, inform employees of policies and procedures, identify problems that need attention, and offer feedback.
· Downward communication doesn’t have to involve verbal or face-to-face contact.
· Some organizational examples of upward communication include performance reports, suggestion boxes, employee attitude surveys, grievance procedures, manager-employee discussions, and informal session where employees can discuss their problems with managers.
· Unionized organizations are more likely to use upward communications.
· Simply collecting information from employees but not acting on it will have a negative effect on employees over all. 
· Lateral communication is when communication occurs among members of work groups at the same level or any horizontally equivalent employees.
· Horizontal communications are often necessary to save time and to ease coordination.
· Since strict adherence to the formal vertical structure for all communications can slow the efficient and accurate transfer of information, lateral communications can be beneficial.
· Lateral communications can create dysfunctional conflicts when members go above/around their managers to get things done, or when managers find out that actions have been taken without their knowledge.
Communication Networks – channels by which information flows
Formal Networks – task-related communications that follow the authority chain

Informal Networks – communications that flow along social and relational lines.
· The chain network rigidly follows the formal chain of command. The wheel relies on the leader to act as the central conduit for all the group’s communication. The all-channel network permits all group members to communicate actively with each other.
Grapevine – the organization’s informal communication network.
The grape vine has three main characteristics:

1) It is not controlled by management

2) Most employees perceive it as being more believable and reliable than formal networks

3) It is largely used to serve the self-interests of those people within it.
Suggestions for reducing the negative consequences of rumours:
1) Announce timetables for making important decisions

2) Explain decisions and behaviours that may appear inconsistent or secretive
3) Emphasize the downside, and the upside, of current decisions and future plans
4) Openly discuss worst-case possibilities
Rumours have at least four purposes:

1) To structure and reduce anxiety

2) To make sense of limited or fragmented information

3) To serve as a vehicle to organize group members, and possibly outsiders, into coalitions

4) To signal a sender’s status or power

· A rumour will persist either until the wants and expectations creating the uncertainty underlying the rumour are fulfilled or until the anxiety is reduced.
· Grapevine acts as both a filter and a feedback mechanism, picking up the issues that employees consider relevant.
· Organizations and managers can improve communication by providing mechanisms to employees, customers, and clients so that they know specifically the action they are to take.
Nonverbal Communications – messages conveyed through body movements, facial expressions, and the physical distance between the sender and receiver.
Kinesics – the study of body motions, such as gestures, facial configurations, and other movements of the body
· Those who maintain eye contact while speaking are viewed with more credibility than those whose eye contact wanders.
Proxemics – the study of physical space in interpersonal relationships
· People from “contact” cultures (eg. Arabs, Latin Americans, southern Europeans) are more comfortable with body closeness than those from “non-contact” cultures (eg. Asians, North Americans, northern Europeans).\
· Men use talk to emphasize status, while women use it to create connection.
The four specific problems related to language difficulties in cross-cultural communications are:

1) Barriers caused by semantics

2) Barriers caused by word connotations
3) Barriers caused by tone differences
4) Barriers caused by differences among perceptions
High-Context Cultures – cultures that rely heavily on nonverbal and subtle situational cues in communication

Low-Context Cultures – cultures that rely heavily on words to convey meaning in communication
· High-context cultures imply considerably more trust by both parties. Oral agreements imply strong commitments, and one’s age, seniority, rank in the organization are highly valued and heavily influence one’s credibility, in high-context cultures.
· In low-context cultures, enforceable contracts tend to be in writing, precisely worded, and highly legalistic. Also, low context cultures value directness.
Four rules that help overcoming cross-cultural difficulties:

1) Assume differences until similarity is proven.

2) Emphasize description rather than interpretation or evaluation.
3) Practice empathy.
4) Treat your interpretations as a working hypothesis.
· Organizational boundaries become less relevant due to electronic communications, because networked computers allow employees to jump vertical levels within the organization, work full-time at some place other than the office, and have ongoing communications with others.
· Managers find it easier to deliver bad news via e-mail, and that the messages are delivered more accurately this way, delivering it face-to-face shows the significance and sincerity.
CHAPTER 7 – POWER AND POLITICS

Power – a capacity that A has to influence the behaviour of B so that B acts in accordance with A’s wishes.

Dependency – B’s relationship to A when A possesses something that B requires.

Leadership vs. Power

· Leaders use power as a means of attaining group goals.

· Power does not require individuals to accept the goals of the person in power – they have to go alone with it.

Leadership requires some agreement with the leader’s goals.

Five bases of power

Coercive power – power that is based on fear

– generates negative performance responses and decreases satisfaction

ex. schools, religious institutions, personal strengths

Reward power – power that achieves compliance by distributing rewards that others view as valuable.

– can lead to unethical behaviours
ex. money, promotions, praise

Legitimate power – power a person receives as a result of his position in the formal hierarchy of an organization

– includes acceptance by members of an organization of the authority

– does not inspire employees to improve

ex. teachers comply with principals

Expert power – influence based on special skills or knowledge

ex. computer skills, tax accounting skills

Reference power – influence based on possession by an individual of desirable resources or personal traits

– develops out of admiration of another and a desire to be like that person

ex. celebrities

What creates dependency?

· Importance – what one possesses must be perceived as being important.

· Scarcity – a resource must be perceived as being scarce.
· Nonsubstitutability – the fewer the viable substitutes for a resource, the more power the control of that resource provides.
Power tactics – ways in which individuals translate power bases into specific actions

Seven power tactics

1) Reason – facts and data (most popular: managers→superiors, managers→employees)
2) Friendliness – flattery and humbleness

3) Coalition – support of other people in the organization

4) Bargaining – negotiation

5) Assertiveness – direct and forceful approach

6) Higher authority – support of higher levels (least popular: managers→superiors)
7) Sanctions – organizationally derived rewards and punishments (least popular: managers→employees)
Empowerment – the freedom and the ability of employees to make decisions and commitments

Job content – the tasks and procedures necessary for carrying out a particular job

Job context – the reason for the job and the setting in which it is done, reflects organization mission and setting

Degrees of empowerment

No discretion – highly routine and repetitive.
Task setting – can determine how the job gets done but cannot determine what jobs get done.
Participatory empowerment – independent work groups have some decision-making authority over both job content and job context
Mission defining – more unusual; setting out goals but not responsible for implementation
Self-management – employees have total decision-making power for both job content and job context.
Characteristics of empowered people: have a sense of self-determination, meaning, competence, and impact

Effects of empowerment

· Leads to greater productivity

· Does not work well in every workplace

Coalition – two or more individuals who combine their power to push for or support their demands

Power in groups: Coalition

· Coalitions in organizations often seek to maximize their size
· More coalitions will likely be created where there is a great deal of task and resource interdependence
· The more routine the task of a group, the greater the likelihood of coalition formation.
The abuse of power: Harassment in the workplace

Sexual harassment – unwelcome behaviour of a sexual nature in the workplace that negatively affects the work environment or leads to adverse job-related consequences for the employees.

Political behaviour – those activities that influence, or attempt to influence, the distribution of advantages and disadvantages within the organization.

Factors contributing to increasing political behaviour:

Individual factors: high-self monitors, internal locus of control, high Mach, expectations of success, organizational investment, perceived job alternatives

Organization factors: reallocation of resources, low trust, role ambiguity, zero-sum reward practices, democratic decision making, self-serving senior managers

Impression management –individuals attempt to control the impression others form of them

Impression management techniques: conformity, excuses, apologies, acclamations, flattery, favors, association

Making office politics work

· Nobody wins unless everybody wins

· Don’t just ask for opinions – change them

· Everyone expects to be paid back

· Success can create opposition

Chapter 8 – Conflict and Negotiation                                    
Conflict – a process that begins when one party perceives that another party has negatively affected, or is about to negatively affect, something that the first party cares about.

· The conditions that lead to conflict have been separated into three categories: communication, structure, and personal variables.

Structure
· Size, specialization, and composition of the group act as forces to stimulate conflict.

· The greater the ambiguity in precisely defining where responsibility for actions lies, the greater the potential for conflict to emerge.

· Too much reliance on participation may also stimulate conflict.

· Reward systems create conflict one member’s gain is at another’s expense.
· The diversity of goals among groups is a major source of conflict.
Personal
· Individuals who are highly authoritarian and dogmatic, and who demonstrate low self-esteem lead to potential conflict.

· Value differences are the best explanation of prejudice, disagreements over an individual’s contribution to the group and the rewards the individual deserves.

· In a potential conflict situation, we progress through stages, from perceiving and evaluating the situation, to forming intentions, engaging in behaviour, and achieving an outcome

Intentions – decisions to act in a given way in a situation

· Intentions provide general guidelines for parties in a conflict situation, and define each party’s purpose.

· Many conflicts rise because on party attributes the wrong intentions to the other party, and behaviour odes not always accurately reflect a person’s attention.

· Using two dimensions – cooperativeness (the degree to which one party attempts to satisfy the other party’s concerns) and assertiveness (the degree to which one party attempts to satisfy his own concerns) – five conflict handling intentions are identified:

1) Competing
· assertive and uncooperative

· when one person seeks to satisfy his own interests and disregards the other parties.

2) Collaborating
· assertive and cooperative

· when the intention of the parties is to solve the problem by clarifying differences rather than by accommodating various points of view, they are collaborating for beneficial outcome.

3) Avoiding
· unassertive and uncooperative

· a person may recognize that a conflict exists but withdraws from it or suppresses it

4) Accommodating
· unassertive and cooperative

· one party seeks to appease an opponent by placing the opponent’s interests above his own.

5) Compromising
· mid-range on both assertiveness and cooperativeness

· when each party seeks to give up something, sharing occurs, resulting in a compromised outcome. There is no clear winner or loser, and each party intends to give up something.

Behaviours – statements, actions, and reactions by an individual

Functional conflict – conflict that supports the goals of the group and improves its performance

Dysfunctional conflict – conflict that hinders group performance
· No conflict can be regarded as acceptable or unacceptable under all conditions. The criterion that differentiates functional from dysfunctional conflict is group performance.
· Conflict can improve the quality of the decision making by allowing all unusual or minor points

· Conflict is constructive when it improves the quality of decisions, stimulates creativity and innovation, encourages interest and curiosity among group members, provides the medium through which problems can be aired and tensions released, and fosters an environment of self-evaluation and change.

· Performance tends to improve more when conflict occurs among members than when there was fairly close agreement.

· Heterogeneity among group members can increase creativity, improve the quality of decisions, and ease the way for change by enhancing member flexibility.

· One common way for organizations to create functional conflict is that they reward dissent and punish conflict avoiders.

· Consequences of a dysfunctional conflict include a retarding of communication, reductions in group cohesiveness, and subordination of group goals to the primacy of infighting between members. At the extreme, conflict can threaten the group’s survival.

· The source of the conflict is a significant factor determining functionality.

Cognitive conflict – conflict related to differences in perspectives and judgments

Affective conflict – emotional conflict aimed at a person rather than an issue

Six tactics that help reduce conflict:

1) Team members work with more, rather than less, information, and debate on the basis of facts.

2) Team members develop multiple alternatives to enrich the level of debate.

3) Team members share commonly agreed-upon goals.

4) Team members inject humour into the decision process.

5) Team members maintain a balanced power structure.

6) Team members resolve issues without forcing consensus.

Negotiation – a process in which two or more parties exchange goods or services and try to agree upon the exchange rate for them.

· Negotiators who recognize the underlying interests of themselves and the other party may have more flexibility in achieving a resolution.

Distributive Bargaining – negotiation that seeks to divide up a fixed amount of resources; a win-lose situation.

· Distributive bargaining operates under zero-sum conditions, and an example would be labour-management negotiations.

Integrative Bargaining – negotiation that seeks one or more settlements that can create a win-win situation.

· Integrative bargaining operates under the assumption that there exists one or more settlements that can create a win-win solution, and it builds long-term relationships with the other party.

BATNA – the best alternative to a negotiated agreement; the lowest acceptable value to an individual for a negotiated agreement.
Resistance Point – a point that marks the lowest outcome that is acceptable, below which each would break off negotiations rather than accept a less favourable settlement.

Four contemporary issues in negotiation:

1) Gender differences

· One review suggests that there is no overall difference in effectiveness of men and women leaders in negotiation.

· Women – more inclined to be concerned with feelings and perceptions, thus take a longer-term view when negotiating.

– view bargaining session as part of the overall relationship with the individual

– tend to want all parties in the negotiation to be empowered

– use dialogue to achieve understanding
· Men – more focused on resolving the matter at hand

– view bargaining session as a separate event

– more likely to use power as part of the bargaining strategy

– often use dialogue to persuade other parties in the negotiation
· The best style depends on the situation. When trust, openness, and long-term relationships are critical, woman’s style is more useful. When conflict, competition, and self-interest are important issues, man’s style is more effective.

· The belief that women are nicer than men in negotiation may not result from gender, but the lack of power typically held by women in most large organizations.

2) Effect of cultural differences

· The cultural context of the negotiation significantly influences the amount of and type of preparation for bargaining, the relative emphasis on task vs. interpersonal relationship, the tactics used, and even the place the negotiation should be conducted.
3) Effects of alcohol consumption

· Alcohol affects a person’s mood, which also affects negotiation.
· Negotiators who have been drinking are generally more aggressive, more likely to make mistakes, more likely to focus on irrelevant information or misunderstand the problem, and they are not aware that alcohol has influenced their performance.
· There is a relationship between alcohol use and both aggressive and violent behaviour. Excessive aggression can lead to greater conflict.
4) Use of third parties to help resolve differences

· ADR, alternative dispute resolution, is where a third party helps both sides find a solution. It encompasses a variety of strategies, including conciliation, mediation, and arbitration.

Conciliator – a trusted third party who provides an informal communication link between the negotiator and the opponent.
· Conciliation is used extensively in international, labour, family, and community disputes.

· Not only do conciliators engage in communication, they also engage in fact-finding, interpreting messages, and persuading disputants to develop agreements.

Mediator – a neutral third party who facilitates a negotiated solution by using reasoning, persuasion, and suggestions for alternatives.
· Mediators can be much more aggressive in proposing solutions than conciliators.

· Mediators are widely used in labour-management negotiations and in civil-court disputes.

· For mediation to succeed, both parties must be motivated to bargain and resolve their conflict, and conflict intensity cannot be too high. Also, the mediator must be perceived as neutral.

Arbitrator – a third party to a negotiation who has the authority to dictate an agreement.
· Arbitration can be voluntary (requested) or compulsory (forced by law or contract).

· The authority of the arbitrator varies according to the rules set by the negotiators.

· Arbitration always results in a settlement, but if a party leaves feeling dissatisfied, the conflict may resurface at a later time.
CHAPTER 9 – ORGANIZATIONAL CULTURE

Organizational culture – the pattern of shared values, beliefs, and assumptions considered to be appropriate way to think and act within an organization

Artifacts – aspects of an organization’s culture that you see, hear, and feel.
Beliefs – the understandings of how objects and ideas relate to each other

Values – the stable, long-lasting beliefs about what is important

Assumptions – the taken-for-granted notions of how something should be in an organization
Characteristics of culture:

· Innovation and risk-taking

· Attention to detail

· Outcome orientation

· People orientation

· Team orientation

· Aggressiveness

· Stability

Artifacts of culture:

· Stories – about organization’s founders, relocation of employees, reactions to past mistakes, etc.
· Rituals – repetitive sequences of activities that express and reinforce the key values of the organization; what goals are most important; and which people are important, and which expendable
· Material symbols – size of offices, elegance of furnishings, executive perks, and dress code
· Language – unique terms to describe equipment, offices, key staff, customers, or products
Strong vs. weak cultures
Strong culture – culture where the core values are intensely held and widely shared.
– has great influence on the behaviour of its members

– lower employee turnover

– builds cohesiveness, loyalty, and organizational commitment

Do organizations have uniform cultures?

Dominant culture – a system of shared meaning that expresses the core values shared by a majority of the organization’s members

Subcultures – mini-cultures within an organization, may take on a different personality, typically defined by department designations and geographical separation

Core values – the primary, or dominant, values that are accepted throughout the organization
Creating and sustaining culture

Philosophy of organization’s founder→selection criteria→top management/socialization→organization’s culture

· Sustaining a culture → selection

→ top management

→ socialization

→ effects of layoffs

Socialization – the process that adapts employees to the organization’s culture

Three stages of socialization:

Prearrival stage – a period of learning that occurs before a new employee joins the organization\

Encounter stage – a new employee sees what the organization is really like and confronts the possibility that expectations and really may diverge.

Metamorphosis stage – a new employee adjusts to the work group’s values and norms.

Four culture typology

· Networked culture (↑on sociability,↓on solidarity)
· Mercenary culture (↓on sociability,↑on solidarity)
· Fragmented culture (↓on sociability,↓on solidarity)
· Communal culture (↑on sociability,↑on solidarity)
Culture’s functions:
· Has a boundary defining role, creating distinctions between one organization and others

· Conveys a sense of identity for organization members

· Helps create commitment to something larger than an individual’s self-interest.

· Enhances stability

CHAPTER 10 – LEADERSHIP

Leadership vs. managership

	Managership

· Engages in day-to-day caretaker activities

· Exhibits supervisory behaviour

· Administers subsystems within organization

· Asks how and when to engage in standard practices

· Uses transactional influences: rewards, sanctions

· Relies on control strategies

· Status Quo supporters/stabilizer
	Leadership

· Formulates long-term objectives

· Exhibits leading behaviour

· Innovates for the entire organization

· Asks what and why to change standard practice

· Use transformational influence

· Use empowering strategies

· Status Quo challenger/change creator


Trait theories of leadership – theories that sought personality, social, physical, or intellectual traits that differentiated leaders from non-leaders. (eg. charismatic, enthusiastic, decisive, courageous)
Six traits associated with leadership
1) ambition and energy

2) the desire to lead

3) honesty and integrity

4) self-confidence

5) intelligence

6) job-relevant knowledge

* high EI

Behavioural theories of leadership – theories proposing that specific behaviours differentiate leaders from non-leaders.

Initiating structure – the extent to which a leader is likely to define and structure his or her role and those of employees in the search for goal attainment

Consideration – the extent to which a leader is likely to have job relationships characterized by mutual trust, respect for employees’ ideas, and regard for their feelings.

Employee-oriented leader – a leader who emphasizes interpersonal relations

Production-oriented leader – a leader who emphasizes technical or task aspects of the job

Situational/contingency theories – theories that note the importance of considering the context within which leadership occurs
Four contingency theories:

· Fiedler contingency model – model proposing that effective group performance depends upon the proper match between the leader’s style and the degree to which the situation gives control to the leader.

Three contingency dimensions: leader-member relations, task structure, position power
· Situational leadership theory (SLT) – theory essentially views the leader-follwer relationship as analogous to that between a parent and a child

· Path-goal theory – the theory that a leader’s behaviour is acceptable to employees insofar as they view it as a source of either immediate or future satisfaction.

· Substitutes for leadership – certain individual, job, and organizational variables can act as substitutes for leadership or neutralize the leader’s ability to influence the followers.

Four followers’ qualities:
1) they manage themselves well

2) they are committed to a purpose outside themselves

3) they build their competence and focus their efforts for maximum impact

4) they are courageous, honest, and credible.

Transactional leaders – leaders who guide or motivate their followers in the direction of established goals by clarifying role and task requirements

Transformational leaders – leaders who provide individualized consideration and intellectual stimulation, and who possess charisma

Charismatic leadership – leadership that critically examines the status quo with a view to developing and articulating future strategic goals or vision for the organization, and then leading organizational members to achieve these goals through empowering strategies.

Five dimensions that characterize charismatic leadership:

1) vision and articulation

2) personal risk

3) environmental sensitivity

4) sensitivity to follower needs

5) unconventional behaviour
Downside of charismatic leadership:

· a charismatic leader may become a liability to an organization.

· silences criticism

· ability to inspire employees to take risks may lead to corporate scandals

Roles of team leaders
· liaisons with external constituencies

· troubleshooters

· conflict managers

· coaches

· With self-leadership (self-management), individuals and teams set goals, plan and implement tasks, evaluate performance, solve their own problems, and motivate themselves.

· Reduced levels of supervision, offices at home, teamwork, and the requirement of making decisions on the spot lead to self-leadership.

Women’s and men’s leadership styles:
· The similarities between men and women tend to outweigh the differences

· Women choose a more democratic leadership style, while men feel more comfortable with a directive style.

Cross-cultural leadership:

· National culture affects leadership style is in the cultural expectations and norms of followers.
CHAPTER 11 – DECISION MAKING, CREATIVITY, AND ETHICS

Decisions – the choices made from two or more alternatives

Rational – refers to choices that are consistent and value maximizing

Rational decision-making model – a decision making model that describes how individuals should behave in order to maximize some outcome.

Six steps in the rational decision-making model:
1) define the problem

2) identify the criteria

3) allocate weights to the criteria

4) develop alternatives

5) evaluate the alternatives

6) select the best alternative

· Areas where the reality of decision making conflicts with the rational model: problem identification, bounded rationality in considering alternatives, and intuition.

Bounded rationality – limitations on a person’s ability to interpret, process, and act on information

Satisfice – a decision model that relies on solutions that are both satisfactory and sufficient

· Rather than carefully reviewing every alternative, a decision maker chooses a final solution that is “good enough,” or satisfices, rather than optimizes.

Intuitive decision making – a subconscious process created out of distilled experience.

Judgment shortcuts affecting the decision choice:

Framing – error in judgment arising from the selective use of perspective that alters the way we view a situation in forming a decision

Heuristics – judgment shortcuts in decision making

Statistical regression to the mean – the statistical observation that very good performances and very poor performances are followed by their opposite, resulting in a record of average performance over time.

Availability heuristic – the tendency for people to base their judgments on information that is readily available to them.

Representative heuristic – assessing the likelihood of an occurrence by drawing analogies and seeing identical situations where they don’t exist.

Ignoring the base rate – error in judgments that occurs when someone ignores the statistical likelihood of an event in making a decision.

Escalation of commitment – an increased commitment to a previous decision despite negative information.

Strengths of group decision making: more complete information and knowledge, increased diversity of views, higher-quality decisions, increased acceptance of a solution
Weaknesses of group decision making: time-consuming, conformity pressure, dominated by one or a few members, ambiguous responsibility

Effectiveness and efficiency:

· Accuracy → group
· Speed → individual
· Creativity → group
· Acceptance → group
· Two factors of group decision making that may prevent quality solutions: groupthink and groupshift.
Groupthink – phenomenon in which the norm for consensus overrides the realistic appraisal of alternative courses of action. 

Symptoms of groupthink: illusion of invulnerability, assumption of morality, rationalized resistance, peer pressure, minimized doubts, illusion of unanimity
Groupshift – the phenomenon in which the initial positions of individual members of a group are exaggerated toward a more extreme position.

Interacting groups – typical groups, where members interact with each other face to face.

Group decision-making techniques:
· Brainstorming – an idea-generation process that specifically encourages any and all alternatives, while withholding any criticism of those alternatives.

· Nominal group technique – a group decision-making method in which individual members meet face to face to pool their judgments in a systematic but independent fashion.

· Electronic meeting – a meeting where members interact on computers, allowing for anonymity of comments and aggregating of votes.

Leader-participation model – a leadership theory that provides a set of rules to determine the form and amount of participative decision making in different situations.

Three ethical decision criteria:

· Utilitarianism – focus on outcomes or consequences that provide the greatest good for the greatest number.
· Focus on rights

· Focus on justice

Factors influencing ethical decision making behaviour

· Stages of moral development – an assessment of a person’s capacity to judge what is morally right.

· Locus of control – what happens is due to luck/chance (external) or they should be responsible (internal).
· Organizational environment – an employee’s perception of organizational expectations.

CHAPTER 12 – ORGANIZATIONAL STRUCTURE

Organizational structure – how job tasks are formally divided, grouped, and coordinated.

Six elements that managers need to address when designing organizational structure:

1) Work specialization – the degree to which tasks in the organization are subdivided into separate jobs

– generally contributes to higher employee productivity and lower job satisfaction

2) Departmentalization – the basis on which jobs are grouped together.

→ Functional departmentalization
→ Product departmentalization
→ Geographic departmentalization
→ Process departmentalization
→ Customer departmentalization
→ Organizational variety in departmentalization
3) Chain of command – the unbroken line of authority that extends from the top of the organization to the lowest echelon and clarifies who reports to whom.

4) Span of control – the number of employees a manager can efficiently and effectively direct.

– the wider the span, the more efficient the organization.
5) Centralization – the degree to which decision making is concentrated at a single point in the organization.

– lowers employees’ job satisfaction
Decentralization – decision discretion is pushed down to lower-level employees.

– employees are less likely to feel alienated

6) Formalization – the degree to which jobs within the organization are standardized.

Mechanistic model – a structure characterized by extensive departmentalization, high formalization, a limited network, and centralization

Organic model – a structure that is flat, uses cross hierarchical and cross-functional teams, has low formalization, possesses a comprehensive information network, and relies on participative decision making.

Traditional organizational designs:

· Simple structure – a structure characterized by a low degree of departmentalization, wide spans of control, authority centralized in a single person, and little formalization.
· Bureaucracy – a structure with highly routine operating tasks achieved through specialization, very formalized rules and regulations, tasks that are grouped into functional departments, centralized authority, narrow spans of control, and decision making that follows the chain of command.
Strengths: can perform standardized activities in a highly efficient manner, require only middle- and lower-leveled managers who are less costly.

Weaknesses: can create subunit conflict, obsessive concern with following the rules.
· Matrix structure – a structure that creates dual lines of authority; combines functional and product departmentalization.
Advantages: can foster coordination when the organization carries out many complex and interdependent activities, facilitates the efficient allocation of specialists.

Disadvantages: confusion, tendency to foster power struggles, and the stress it places on individuals
New design options:
· Team structure – the use of teams as the central device to coordinate work activities
· Modular organization – a small core organization that out-sources major business functions.
· Virtual organization – a continually evolving network of independent companies – suppliers, customers, even competitors – linked together to share skills, costs, and access to one another’ s markets.
· Boundaryless organization – an organization that seeks to eliminate the chain of command, have limitless spans of control, and replace departments with empowered teams.
Why do structures differ?

· Strategy: an organization’s structure supports the strategy, which has three dimensions:
Innovation strategy – a strategy that emphasizes the introduction of major new products and services.

Cost-minimization strategy – a strategy that emphasizes tight cost controls, avoidance of unnecessary innovation or marketing expenses, and price cutting.

Imitation strategy – a strategy that seeks to move into new products or new markets only after their viability has already been proven.
· Organizational size: large organizations have more specialization, more departmentalization, more vertical levels, and more rules than do small organizations.
· Technology: the way in which an organization transfers its inputs into outputs
→ variations in technology

→ the relationship between technology and structure – how much technology matters

· Environment: the institutions or forces outside the organization that potentially affect performance.
→ capacity – the degree to which it can support growth
→ instability – high/low unpredictable change
→ complexity – the degree of heterogeneity and concentration of environmental elements

CHAPTER 13 – JOB AND WORKPLACE DESIGN

Task characteristics theories – seek to identify task characteristics of jobs, how these characteristics are combined to form different jobs, and their relationship to employee motivation, satisfaction, and performance.
Job characteristics model (JCM) – identifies five job characteristics and their relationship to personal and work outcomes

Core job dimensions in JCM:

Skill variety – the degree to which the job requires a variety of different activities
Task identity – the degree to which the job requires completion of a whole and identifiable piece of work
Task significance – the degree to which the job has a substantial impact on the lives or work of other people
Autonomy – the degree to which the job provides substantial freedom and discretion to the individual in scheduling the work and in determining the procedures to be used in carrying it out.
Feedback – the degree to which carrying out the work activities required by a job results in the individual obtaining direct and clear information about the effectiveness of his or her performance
Critical psychological states:

The JCM links the five core job dimensions to three critical psychological states:

Experienced meaningfulness – if an employee’s task is meaningful, the employee will see it as important

Experienced responsibility – employees feel a sense of personal responsibility under greater autonomy

Knowledge of results – feedback helps employees know whether they are performing effectively

Motivating potential score (MPS) – a predictive index suggesting the motivation potential in a job

MPS = [(skill variety + task identity + task significance) / 3] x autonomy x feedback

Job design – refers to how tasks are assigned to form a job.

Four options for redesign:

Job rotation – the periodic shifting of a worker from one task to another
Job enlargement – the horizontal expansion of jobs: increasing the number and variety of tasks
Job enrichment – the vertical expansion of jobs: increasing control of planning, execution, and evaluation

· Job redesign in the Canadian context: unions
Managers should expect a group to perform at a high level when

· group task requires various high-level skills
· group task is a whole and meaningful work with a visible outcome.
· outcomes has significant consequences for other people

· task provides substantial autonomy

· work generates regular, trustworthy feedback

Providing flexible work arrangements:
Compressed workweek – a four-day week, with employees working 10 hours a day; or nine days of work over two weeks.

Flextime – employees work during a common core period each day but have discretion in forming their total workday from a flexible set of hours outside the core.

Job sharing – the practice of having two or more people split 40-hour-a-week job.

Telecommuting – employees do their work at home on a computer that is linked to their office

Designing workplace:

· office size

· office arrangement

· privacy

· hotelling – shared office space, with no individual offices or desks.

Workplace design and productivity:

· feng shui

Career – the evolving sequence of a person’s work experiences own time
The organization’s responsibilities for career development:
· clearly communicating the organization’s goals and future strategies
· creating growth opportunities
· offering financial assistance
· providing the time for employees to learn
The employee’s responsibilities:

	· ensure your employability

· have a fallback position

· know key skills

· market

· act type A, be type B
	· stay culturally current

· be a compelling communicator
· manage your finances act like an insider, think like an outsider

· be capable of rewarding yourself.


CHAPTER 14 – ORGANIZATIONAL CHANAGE

Planned change – change as an intentional and goal-oriented activity

First-order change – change that is linear and continuous

Second-order change – change that is multidimensional, multilevel, discontinuous, and radical
Organizational change options:

· culture
· structure
· technology
· physical setting
· people
· To improve products and services, organizations are redesigning their entire operation by using total quality management (TQM) and continuous improvement processes, re-engineering, and flexible manufacturing systems.
Total quality management (TQM) – a philosophy of management that is driven by the constant attainment of customer satisfaction through the continuous improvement of all organizational processes

Characteristics:

· Intense focus on the customers
· Concern for continuous improvement
· Improvement in the quality of everything the organization does
· Accurate measurement
· Empowerment of employees
Results:

· Success and failure
→ may fail because managers have unrealistic expectations, the programs do not assure employees’ job security, do not provide adequate training, or do not appreciate the complexity of changes.

Impact:

· Management relies on employees as the prime source for improvement ideas.
· Employees can no longer rest on their previous accomplishments.
· Employees may experience increased stress.
Re-engineering – a fundamental rethinking and redesign of process to create dramatic improvement in product

Key elements of re-engineering:

1) identifying an organization’s distinctive competencies

2) assessing core processes

3) reorganizing horizontally by process
Distinctive competencies – define what an organization delivers better than its competition

Process value analysis – determines to what degree each organizational process adds value to the organization’s distinctive competencies.

Re-engineering vs. TQM:

· Both emphasize processes and satisfying the customer.

· TQM seeks incremental improvements while re-engineering looks for quantum leaps in performance

· TQM relies on participative decision and re-engineering is initially driven by top management.

Flexible manufacturing systems – integration of computer-aided design, engineering, and manufacturing to produce low-volume products at mass-production costs.

How an organization engages in the change process: Lewin’s three-step model:

1) Unfreezing – change efforts to overcome the pressures of both individual resistance and group conformity

2) Moving – efforts to get employees involved in the change process

3) Refreezing – stabilizing a change intervention by balancing driving and restraining forces

Communicating effectively when undergoing change

· The CEO must be committed to the importance of communication.

· Managers match actions and words

· Commitment to two-way communication

· Emphasis on face-to-face communication

· Shared responsibility for employee communications

· Dealing with bad news

· The message is shaped for its intended audience
· Treat communication as an ongoing process

Sources of individual resistance to change:

· Habit

· Security

· Economic factors

· Fear of the unknown

· Selective information processing

Sources of organizational resistance to change:
· Structural inertia – built-in mechanisms to produce stability

· Limited focus of change – organizations are composed of interdependent subsystems.

· Group inertia – when individuals are willing to change, group norms may act as a constraint

· Threat to expertise

· Threat to established power relationships

· Threat to established resource allocations

Overcoming resistance to change:

· Education and communication

· Participation

· Facilitation and support

· Negotiation

· Manipulation and co-optation

· Coercion
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