Social Influences 
Chapter 8 

Social Influences in Organizations
· In many social settings and especially in groups, people are highly dependent on others
· This dependence sets the stage for influence to occur
· Two kinds of dependencies are information dependence and effect dependence 

Information Dependence:
· Reliance on others for information on about how to think, feel and act
· Information dependence gives others the opportunity to influence our thoughts and feelings

Effect Dependence
· Reliance on others due to their capacity to provide rewards and punishment 
· The group frequently has vested interest in how individual members think and act group members desire the approval of the group
· There circumstances promote effect dependence

Motives for Social Conformity
The motives for social conformity vary across situations and can be classified as follows:
· Compliance - lowest level of conformity 
   	 - conformity to a social norm prompted by the desire to acquire rewards
     or avoid punishment
· Identification - adopt social norms because you admire the person and they are suggesting you should adopt the norm - out of respect of the individual that is also doing it, or is asking you to do it
     - prompted by perceptions that those who promote the norm are attractive or similar to oneself
· Internalization - deeper form of conforming (adopting social norms because you truly believe in them - it is internally driven - you have adopted the values and beliefs) 
    - prompted by true acceptance of beliefs, values, and attitudes that underlie the norm

The Subtle Power of Compliance
· Compliance can lead to identification with group members, which in turn leads to internalization
· Simple compliance can set the stage for more complete involvement with organizational norms and roles - a process known as organizational socialization

What is the most likely motive for mere compliance to a request?
You are afraid of the person making the request 



Organizational Socialization

· Socialization methods
· Realistic job previews
· Employee orientation programs
· Socialization tactics
· Mentoring
· Proactive tactics 
· Proximal socialization outcomes
· Learning
· They need to acquire knowledge in order to perform tasks
· Learn appropriate behaviour and expectations of their role
· Learn the norms and values of their work group
· Learn about the organization (history, traditions, mission, etc.)
· Task Mastery
· Social integration
· Role conflict
· Role ambiguity
· Person-job fit
· Match between knowledge, skills, abilities, and requirements
· Person-organization fit 
· Match between values 
· Distal socialization outcomes
· Job satisfaction 
· Organizational commitment 
· Organizational identification
· The extent to which an individual defines him or herself in terms of the organization and what it is perceived to represent
· Organizational citizenship behaviour (OCB)
· Job performance 
· Stress
· Turnover 

Stages of Socialization
· Anticipatory socialization
· Occurs before a person becomes a member of the organization  
· Encounter
· The new recruit enters the day-to-day reality with this life – already has some expectations
· Organization is lookers for conformity to the norms and appropriate role behaviour 
· Recruits are interested in having needs filled
· Role management 
· Member’s attention shifts to fine tuning and actively managing their role 
· Form connections outside the immediate work group
· Balancing work with personal life 

Methods of Organizational Socialization

Realistic Job Previews
· The provision of a balanced, realistic picture of the positive and negative job to applicants
· Minimizes the unrealistic expectations of a job

Employee Orientation Programs 
· Designed to introduce employees to their job, the people they will be working with, and the organization
· Health and safety issues, terms and conditions of employment, history and traditions of the organization
· Begin to convey the psychological contract (beliefs held by the employees regarding the reciprocal obligations and promises between them and their organization)

Socialization Tactics
· The manner in which organizations structure the early work experiences of newcomers and individuals who are in transition from one role to another
· Context tactics
· Collective vs. Individual 	
· Trained/experienced with a group or by yourself 
· Formal vs. Informal 
· Training experiences during socialization or just learning while on-the-job
· Content tactics 
· Sequential vs. Random 
· Clear series of sequence of stages or not
· Fixed vs. Variable 
· If fixed, there is a time table for the assumption of the role 
· If variable, there is no way for the newcomer to tell when the socialization process ends and they assume their new role 
· Social tactics
· Serial vs. Disjunctive 	
· Serial is when newcomers are socialized by an experienced member of the organization 
· Disjunctive is when role models do not show newcomers what to do
· Investiture vs. Divestiture 
· Investiture affirms the incoming identity and attributes of new hires... often used by organizations who carefully select employees based on characteristics  
· Divestiture is also known as debasement and hazing... occurs when members put newcomers through a series of experiences designed to strip away some of their initial self-confidence... way of testing commitment 

- The six socialization tactics can be grouped into institutionalized vs. Individualized socialization
- Institutionalized
· More structure,  reduces uncertainty and encourages new employees to conform to organizational norms
· Collective, formal, sequential, fixed, serial, and investiture tactics
- Individualized 
· Reflects a relative absence of structure that creates ambiguity and encourages new hires to question the status quo and develop their own norms to the role
· Individual, informal, random, variable, disjunctive, and divestiture tactics

Mentoring
· Career functions
· Sponsorship 
· Exposure and visibility 
· Coaching and feedback 
· Developmental assignments 
· Psychosocial functions
· Role modeling
· Provide acceptance and conformation 
· Counseling 

Proactive Socialization
· The process through which newcomers play an active role in their own socialization through the use of a number of proactive behaviours
· Request feedback about performance, request or observe information about their role

What is Organizational Culture?
· The shared beliefs, values and assumptions that exist in an organization
determines the norms that develop and the patterns of behaviour that emerge from these norms

CULTURE --> NORMS (expected behaviors) --> BEHAVIOUR 
· 
· Culture provides uniqueness and social identity to organizations
· It represents a true “way of life” for organizational members
· It tends to be fairly stable over time

Subcultures:
· An organization can have several cultures or what are known as subcultures
· Subcultures are smaller cultures that develop within a larger organizational culture that are based on differences in training, occupation or departmental goals
· Effective organizations develop an overarching culture to manage differences between subcultures
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The “Strong Culture” Concept:
· An organizational culture with intense and pervasive beliefs, values and assumptions
· A strong culture provides great consensus concerning “what the organization is about” or what it stands for
· Weak cultures are fragmented and have less impact on organizational members
· An organization does not have to be big to have a strong culture
· Strong cultures do not necessarily result in blind conformity
· Strong cultures are associated with greater success and effectiveness

Assets of Strong Cultures:
· The overarching values and assumptions of strong cultures can facilitate communication and coordination
· Sharing core values is a powerful mechanism for resolving conflicts 
· Strong cultures contribute to financial success and organizational effectiveness when the culture supports the mission, strategy and goals of the organization. 
· Goals of the cultures are aligned with the goals of the organization

Liabilities of Strong Culture:
· A strong culture can prove very resistant to change and can damage a firm’s ability to innovate
· Strong cultures can mix badly when a merger or acquisition pushes two of them together under the same corporate banner 
· Some strong cultures can threaten organizational effectiveness simply because the cultures are, in some sense, pathological

Contributors to the Culture:
· How are cultures built, maintained and changed?
· Two key factors that contribute to the foundation and continuation of organizational cultures:
· The founder’s role
· Socialization 

Socialization Steps in Strong Cultures:
1. Selecting Employees
2. Debasement and Hazing
3. Training “in the trenches”
4. Reward and Promotion
5. Exposure to Core Culture
6. Organizational Folklore
7. Role Models

Diagnosing a Culture:
· Examine the symbols, rituals and stories that characterize the organization’s way of life
· For insiders, symbols, rituals and stories are mechanisms that teach and reinforce the culture
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