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Learning Objectives
· Define decision making and differentiate well-structured and ill-structured problems
· Compare and contrast perfectly rational decision making with decision making under bounded rationality
· Discuss the impact of framing and cognitive biases on the decision process
· Explain the process of escalation of commitment to an apparently failing course of action
· Consider how emotions and mood affect decision making
· Summarize the pros and cons of using groups to make decisions, with attention to the groupthink phenomenon and risk assessment 
· Discuss techniques for improving organizational decision making

What is Decision Making?
· Decision making – process of developing a commitment to some course of action
· Involves making a choice
· Is a process that involves more than simply the final choice among alternatives
· Involves some commitment of resources
· Problem – perceived gap between an existing state and a desired state
· Well-structured problems – problem for which the existing state is clear, desired state is clear, and how to get from one state to the other is fairly obvious
· Program – standardized way of solving a problem
· Programs enable the decision maker to go directly from problem identification solution
· Ex. application forms 
· Ill-structured problems – problem for which the existing and desired states are unclear and the method of getting to the desired state is unknown
· Usually haven’t been encountered before
· Tend to be complex and involve a high degree of uncertainty
· Arouse controversy and conflict among people involved in the decision
· Cannot be solved with programmed decisions

Compleat Decision Maker – a rational decision-making model
· Perfect vs. bounded rationality
· Perfect rationality – decision strategy that is completely informed, perfectly logical and oriented toward economic gain
· Can gather info about problems without cost and is completely informed
· Is perfectly logical
· Economic gain is the only criterion for decision making
· Identify problem  search for relevant info  develop alternative solutions  evaluate alternate solutions  choose best solution  implement chosen solution  monitor and evaluate chosen solution
· Bounded rationality – decision strategy that relies on limited info and that reflects time constraints and political consideration
· Framing – aspects of the presentation of info about a problem that are assumed by decision makers:
· Boundaries of a problem
· Possible outcomes of a decision
· Reference points used to decide if decision is successful 
· Cognitive biases – tendencies to acquire and process info in an error-prone way
· Biases constitute assumptions and shortcuts that can improve decision-making efficiency
· Frequently lead to serious errors in judgment 
· Problem identification and framing
· Bounded rationality can lead to the following difficulties in problem identification:
· Perceptual defence – may act to defend the perceiver against unpleasant perceptions
· Problem defined in terms of functional specialty – misinterpret the area in which the problem exists
· Problem defined in terms of solution – jumping to conclusions short-circuits the rational decision making process
· Problem diagnosed in terms of symptoms – concentration on surface symptoms will provide the decision maker with few clues about an adequate
· Rational decision makers should try to be self-conscious about how to frame a problem 
· Try to frame alternatively 
· Avoid overarching, universal frames
· Information search
· Too little information
· Confirmation bias – tendency to seek out information that conforms to one’s own definition of a solution to a problem
· People tend to be mentally lazy and use whatever info is readily available (often from our memory – only remember vivid, recent events)
· Overconfidence 
· Too much information
· Information overload – reception of more info than is necessary to make effective decisions
· Leads to errors, omissions, delays and cutting corners
· Often attempt to use all the info at hand, then get confused and permit low-quality info or irrelevant info to influence decisions
· Decision makers THINK that more is better
· Cognitive bias to value info that was paid for over free advice of equal quality (trade associations, government agencies, consultants etc.)
· Alternative development, evaluation and choice
· Maximization – choice of the decision alternative with the greatest expected value
· Expected value is calculated by multiplying its ultimate value by its probability
· Person under bounded rationality won’t know all alternate solutions
· Avoid incorporating known existing data about the likelihood of events into the decision (ex. ignoring high failure rate)
· Large samples warrant higher confidence than small samples but doesn’t take into account the quality of the sample
· Overestimate the odds of complex chains of events occurring
· Anchoring effect – inadequate adjustment of subsequent estimates from an initial estimate that serves as an anchor
· Satisficing – establishing an adequate level of acceptability for a solution to a problem and then screening solutions until one that exceeds this level is found
· People working under bounded rationality tend to satisfice rather than maximize
· Risky business
· Framing plays an important role in analyzing alternatives
· Risk presented as the possibility of losing vs. risk presented as the possibility of saving
· Alternatives framed as a choice between gains  tend to make conservative decisions to protect the sure win
· Solution implementation
· Perfectly rational decision maker will have factored any possible implementation problems into their choice of solutions
· Bounded decision maker will attempt to do the same
· Decisions makers are often dependent on others to implement their decisions
· Solution evaluation
· Justification 
· Sunk costs – permanent losses of resources incurred as the result of a decision
· Should not enter into future decisions
· Escalation of commitment – tendency to invest additional resources in an apparently failing course of action
· Ex. overvaluation of stocks in the stock market (non-competitive)
· Ex. auction like situations (competitive)
· How to prevent tendency to escalate commitment
· Encourage continuous experimentation with reframing problem
· Set specific goals in advance
· Place more emphasis on HOW managers make decisions and less on decision outcomes
· Separate initial and subsequent decision making
· Perfect rationality suggests admitting to a mistake
· Hindsight – tendency to review the decision-making process to find what was done right or wrong
· Can prove useful but reflects a cognitive bias
· “Knew it all along” effect is the tendency to assume after the fact that we knew what the outcome would be all along
· Tendency to take personal responsibility for successful decision outcomes while denying responsibility for unsuccessful outcomes
· How emotion and mood affect decision making
· Strong emotions can correct ethical errors
· Emotions can hinder decision making
· Info about impact of emotions on decisions is subjective
·  Mood affects WHAT and HOW people think when making decisions 
· Greatest impact on uncertain, ambiguous decisions
· People in a positive mood tend to:
· Remember positive info
· Evaluate objects/people/events more positively
· Overestimate the likelihood that good events will occur and underestimate the occurrence of bad events
· Adopt simplified, shortcut decision-making strategies, more likely to violate the rational model
· Positive mood promotes creative, intuitive decision making
· Rational decision making summary 
· Problem identification
· Perfect – easy, accurate perception of gaps constituting problems
· Bounded – perceptual defence, jump to solutions, attention to symptoms instead of problems, mood affects memory
· Information search
· Perfect – free, fast, right amount obtained
· Bounded – slow, costly, reliance on flawed memory, obtain to little/too much
· Development of alternative solutions
· Perfect – can conceive all
· Bounded – not all known
· Evaluation of alternative solutions
· Perfect – ultimate value/probability of each known, economic gain is the only criterion
· Bounded – ignorance/miscalculation of values/probabilities, criteria includes political factors, affected by mood
· Solution choice
· Perfect – maximizes
· Bounded – satisfices
· Solution implementation
· Perfect – considered in evaluation of alternatives
· Bounded – difficult owing to reliance on others
· Solution evaluation
· Perfect – objective, according to previous steps
· Bounded – involves justification, escalation to recover sunk costs, faulty hindsight

Group Decision Making
· Why use groups?
· Decision quality
· More vigilant – problem identification and information search
· Generate more ideas – developing alternative solutions
· Evaluate ideas better – evaluating and choosing solutions
· Decision acceptance and commitment
· People wish to be involved in decisions affecting them
· People better understand decisions in which they participated
· People will be more committed to a decision in which they invested personal time
· Diffusion of responsibility – ability of group members to share the burden of the negative consequences of a poor decision
· Do groups actually make higher-quality decisions than individuals?
· When group members differ in relevant skills/abilities
· When some division of labour occurs
· When memory of facts is important to the decision
· When individual judgments can be combined by weighting them to reflect expertise of members
· Disadvantages of group decision making
· Time – seldom work quickly or efficiently compared to individuals
· Conflict
· Domination – single individual takes over group decision making
· Groupthink – capacity for group pressure to damage mental efficiency, reality testing, and moral judgment of decision making groups
· Illusion of invulnerability – members are overconfident and ignore obvious danger signals
· Rationalization – problems that members cannot ignore are rationalized away
· Illusion of morality
· Stereotypes of outsiders
· Pressure for conformity
· Self-censorship – convince themselves not to voice opinions contrary to the group
· Illusion of unanimity
· Mindguards – group members protecting the group from info going against the decision 
· How do groups handle risk?
· Risky shift – tendency for groups to make riskier decisions than the average risk initially advocated by their individual members
· Security in numbers (diffusion of responsibility)
· Conservative shift – tendency for groups to make less risky decisions than the average risk initially advocated by their individual members
· A conservative outcome is sure to occur
· Members checking and balancing each other
· Initial positions of the group members before discussing the problem is a key factor
· Group discussions seem to polarize or exaggerate the initial position of the group
· Two main factors that make risky/conservative shifts occur	
· Group discussion generates ideas/arguments that individual members haven’t considered before
· Group members try to present themselves as basically similar or even better than other members – one-up each other by adopting a slightly more extreme version

Improving Decision Making in Organizations
· Training discussion leaders
· State problem in a non-defensive, objective manner
· Supply essential facts and clarify constraints on solutions
· Draw out all group members – prevent domination and protect members from criticism
· Wait out pauses and don’t make suggestions or ask leading questions
· Ask stimulating questions to move discussion forward
· Summarize and clarify at several points to mark progress
· Stimulating and managing controversy
· Full-blown conflict Is not conducive to good decision making
· Complete lack of controversy can be equally as damaging
· Stimulating controversy:
· Incorporating members with diverse ideas and backgrounds
· Forming sub-groups
· Establishing norms that favour open sharing of info
· Devil’s advocate – person appointed to identify and challenge the weaknesses of a proposed plan or strategy
· Traditional and electronic brainstorming
· Brainstorming – attempt to increase the number of creative solution alternatives to problems by focusing on idea generation rather than evaluation 
· Traditional brainstorming disadvantages
· Inhibition
· Domination of the group by an ineffective member
· Physical limitations of people trying to talk simultaneously
· Traditional brainstorming advantages
· Supports a culture of wisdom – ideas from one session can be used on subsequent, unrelated projects
· Motivate and stimulate employees to show off good ideas to coworkers
· Electronic brainstorming – use of computer-mediated technology to improve traditional brainstorming practices
· Perform better than face-to-face brainstorming if over 2 people
· Reduced inhibition about participating
· Ability for people to enter ideas simultaneously without waiting for others
· Nominal group technique – structured group decision-making technique in which ideas are generated without group interaction and then systematically evaluated by the group
· Each member contributes their ideas, presents it, and then the group evaluates each idea
· Carefully separates the generation of ideas from their evaluation
· Disadvantage is the time and resources required to assemble the group for face-to-face interaction
· Delphi technique – method of pooling a large number of expert judgments by using a series of increasingly refined questionnaires 
· Do not interact face-to-face and can include many participants
· Series of questionnaires sent to respondents
· First is general in nature and permits free responses
· Second questionnaire takes the suggestions and asks for further improvements
· Final questionnaire might be sent asking respondents to rate each improvement 
· Disadvantage is the lengthy time frame involved in the questionnaires
· Effectiveness depends on the writing skills of the respondents and their interest in the problem
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Learning Objectives
· Define power and review the bases of individual power
· Explain how people obtain power in organizations
· Discuss the concept of empowerment
· Review various influence tactics
· Provide a profile of power seekers
· Explain strategic contingencies and discuss how subunits obtain power
· Define organizational politics and discuss its various forms
· Define ethics and review the ethical dilemmas that managers face
· Define sexual harassment and discuss what organizations can do to prevent it and how they should respond to allegations

What is Power?
· Power – the capacity to influence others who are in a state of dependence
· Not always perceived or exercised
· Just because the power holder can direct their power doesn’t imply that a poor relationship exists
· Can flow in any direction in an organization
· Broad concept applying both to individuals and groups

Bases of Individual Power
· Legitimate power – derived from person’s position or job in an organization
· Constitutes the organization’s judgment about who is formally permitted to influence whom
· Organizational equals, in theory, have equal legitimate power
· Organizations differ in the extent to which legitimate power is emphasized and reinforced
· Ex. military vs. universities
· Power works because people have been socialized to accept its influence
· Reward power – derived from the ability to provide positive outcomes and prevent negative outcomes
· Corresponds to the concept of positive reinforcement
· Often backs up legitimate power
· Managers are given the chance to recommend raises, do performance evaluations and assign preferred tasks to employees
· Coercive power – derived from the use of punishment and threats
· Often a support for legitimate power but not perfectly correlated
· Managers might be permitted to dock pay, assign unfavourable tasks or block promotions
· Use of punishment to control behaviour is problematic because of emotional side effects and coercive power therefore is generally ineffective and can provoke employee resistance
· Referent power – derived from being well liked by others
· Especially potent for two reasons
· Stems from identification with the power holder – represents a truer or deeper base of power than reward/coercion 
· Anyone in the organization may be well liked, irrespective of their other bases of power – referent power is available to everyone
· Friendly interpersonal relations permit influence to extend across the organization outside of other channels of power
· Expert power – derived from having special info or expertise that is valued by an organization
· Corresponds to difficulty of replacement
· When lower-level organizational members accrue expert power through experience, they are often rewarded with special titles and develop new job classifications
· Valuable asset for managers – most consistently associated with employee effectiveness
· Women are more likely than males to be high in expert power

How Do People Obtain Power?
· Doing the right things
· Extraordinary activities – routine job excellence is not enough; power comes from excellence in unusual or non-routine activities
· Visible activities – people who have an interest in power are good at identifying visible activities and publicizing them
· Relevant activities – power won’t work if nobody cares
· Cultivating the right people
· Outsiders – establishing good relationships with key people outside the organization can lead to increased power within organization
· Subordinates – individuals can gain influence if they are closely identified with up-and-coming subordinates 
· Provide power also when a manager can demonstrate that they are backed by a cohesive team (of subordinates)
· Peers – mainly a means of ensuring that nothing gets in the way of one’s future acquisition of power
· Superiors – best way of obtaining power through cultivating others
· Mentors can provide power because it is useful to be identified as a protégé of someone higher, and they can provide special info and useful introductions as well

Empowerment – putting power where it is needed
· Empowerment – giving people the authority, opportunity, and motivation to take initiative and solve organizational problems
· Having the opportunity usually means freedom from bureaucratic barriers and other system problems blocking initiative 
· Opportunities also include any relevant training and info about the impact of one’s actions on other parts of the organization
· Motivation part of empowerment suggests hiring people who will be intrinsically motivated by power/opportunity and aligning extrinsic rewards with successful performance 
· Leaders who express confidence in subordinates’ abilities can contribute to empowerment
· Empowered people have a strong sense of self-efficacy (capable of doing their jobs and making things happen)
· Empowering lower-level employees can be critical in service organizations 
· Empowerment fosters job satisfaction and high performance
· Empowerment doesn’t just mean providing employees with a maximum amount of unrestricted power 
· Empowerment puts power where it is NEEDED to make organization effective
· Depends on the organizational strategy and customer expectations
· Inadequate power  ineffective performance
· Sufficient power  empowerment  effective performance
· Excessive power  ineffective performance

Influence Tactics – putting power to work
· Influence tactics – used to convert power into actual influence over others
· Assertiveness – ordering, nagging, setting deadlines, verbally confronting
· Ingratiation – flattery, acting friendly, polite, humble
· Rationality – using logic, reason, planning, compromise
· Exchange – doing favours or offering to trade favours
· Upward appeal – making formal/informal appeals to organizational superiors for intervention
· Coalition formation – seeking united support from other organizational members
· Bases of power determine what influence tactics to use
· Coercive power – assertiveness
· Referent power – ingratiation
· Expert power – rationality 
· Dependent on whom you are trying to influence
· Subordinates – recipients of assertiveness
· Superiors – rationality is used
· Peers/subordinates – exchange, ingratiation, upward appeal
· Using rationality is associated with receiving better performance evaluations, earning more money and experiencing less work stress
· “Shotgun” style (high on all tactics especially assertiveness and exchange) is particularly ineffective

Who Wants Power?
· Neurotic power seekers – covering up feelings of inferiority, compensating for childhood deprivation, substituting power for lack of affection
· McClelland’s power theory:
· nPOW – need for strong influence over others
· High in nPOW conform to the negative stereotype of a neurotic person (rude, sexually exploitative abuse alcohol, concerned with status)
· When nPOW is controlled, negative properties aren’t observed
· Most effective managers 
· Have high nPOW
· Use power to achieve organizational goals
· Adopt a participative/coaching leadership style
· Relatively unconcerned with how much others like them
· Called INSTITUTIONAL managers
· Use their power for the good of the institution rather than for self-aggrandizement 
· Refrain from coercive leadership but do not play favourites
· More effective than personal power managers – use power for personal gain
· More effective than affiliative managers – concerned with being liked 
· People who want power but cannot achieve it tend to try to gain control but if unsuccessful, they feel helpless and become alienated from their work
· Empowerment is designed to prevent this

Controlling Strategic Contingencies – how subunits obtain power
· Subunit power – degree of power held by various organizational subunits, such as departments
· Strategic contingencies – critical factors affecting organizational effectiveness that are controlled by a key subunit
· The work that OTHER subunits perform is contingent on the activities/performance of a key subunit
· Critical role of dependence in power relationships 
· Scarcity
· Differences in subunit power will be magnified when resources are scarce
· Subunits tend to acquire power when they are able to secure scarce resources important to the organization as a whole
· Uncertainty
· Basic sources of uncertainty exist mainly in the organization’s environment (government policies, supply/demand, economy etc.)
· Subunits most capable to cope with uncertainty will acquire power
· Able to protect the others from serious problems
· Uncertainty promotes confusion  permits CHANGES in power priorities as the organizational environment changes
· Changes in the sources of uncertainty frequently lead to shifts in subunit power
· Centrality
· Subunits whose activities are central to the work flow of organization should acquire more power than peripheral activities
· Central in 3 senses
· Influence the work of most other subunits (ex. finance and accounting department)
· Crucial impact on the quantity/quality of organization’s key product or service
· When impact is immediate
· Substitutability 
· Relatively little power if others inside/outside the organization can perform the subunits’ work
· Crucial factor is the labour market for the specialty performed by the subunit
· Change in labour market can result in a change in subunit’s influence
· If labour market is constant, subunits whose staff is highly trained in technical areas are less substitutable than minimal technical expertise
· If work can be contracted out, power of subunit that usually performs those activities is reduced

Organizational Politics – using and abusing power
· Basics of organizational politics
· Facets of political skill
· Machiavellianism – the harder side of politics
· Defensiveness – reactive politics

Ethics in Organizations
· Nature of ethical dilemmas
· Causes of unethical behaviour 
· Whistle-blowing
· Sexual harassment – when power and ethics collide
· Employing ethical guidelines
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Learning Objectives
· Define interpersonal conflict and review its causes in organizations 
· Explain the types of conflict and the process by which conflict occurs
· Discuss the various modes of managing conflict
· Review a range of negotiation techniques
· Discuss the merits of stimulating conflict
· Distinguish among stressors, stress and stress reactions
· Discuss the role that personality plays in stress
· Review the sources of stress encountered by various organizational role occupants
· Describe behavioural, psychological and physiological reactions to stress and discuss techniques for managing stress

What is Conflict?
· Interpersonal conflict – process that occurs when one person, group or organizational subunit frustrates the goal attainment of another
· Often involves antagonistic attitudes and behaviours
· Develop a dislike for each other, see each other as reasonable and develop negative stereotypes of their opposites
· Name calling, sabotage, physical aggression

Causes of Organizational Conflict
· Group identification and intergroup bias
· Identification with a particular group can cause organizational conflict
· People have a tendency to develop a more positive view of their “in-group”
· Self-esteem is a critical factor – identifying with a group boots self-esteem and provides comforting feelings of social solidarity
· Groups in organizations:
· Personal characteristics – race, gender
· Job function – sales, production
· Job level – manager, subordinate
· Interdependence
· Potential for conflict when individuals/subunits rely on each other to accomplish their own goals
· Necessitates interaction between parties to coordinate their interests – conflict will occur if parties cannot coordinate independently
· Implies that each party has power over the other – one side can abuse that power and create antagonism
· Differences in power, status and culture
· Power 
· If dependence isn’t mutual, potential for conflict arises
· One group has power over the other but doesn’t allow them to accomplish their goals
· Ex. production workers dependent on inspectors but NOT vice-versa
· Status
· Provide little incentive for conflict if lower status depends on higher status – this is how organizations usually work and people expect this
· Conflict can arise when lower status has influence on higher status
· Ex. restaurant servers giving orders to higher-status chefs
· Ex. junior staff more adept with technology than senior staff
· Culture
· Class in beliefs and values can result in overt conflict
· Ex. conflict between efficiency/cost-effectiveness and excellence at any cost
· Ambiguity
· Under ambiguity, formal and informal rules governing interaction break down
· Difficult to accurately praise people for good work or discipline people for poor work if you don’t know who was responsible for it
· Frequent cause of conflict between managers and employees
· Difficulties with open-ended assignments – susceptible to a variety of interpretations
· Scarce resources
· Conflict surfaces in the process of power jockeying 
· Ex. limited budget, lab space, secretarial support
· Potential to turn latent conflict into overt conflict when resources are scarce

Types of Conflict
· Relationship conflict – interpersonal tensions among individuals that have to do with their relationship per se, not the task at hand
· Ex. personality clashes
· Task conflict – disagreements about the nature of the work to be done
· Ex. differences in opinion about goals or technical matters
· Process conflict – disagreements about how work should be organized and accomplished
· Ex. disagreements about responsibility, authority, resources allocation 

Conflict Dynamics
·  “Winning” conflict becomes more important than developing a solution
· Parties begin to conceal info from each other OR pass on distorted info
· Each side becomes more cohesive
· Contacting the opposite party is discouraged
· Negatively stereotyping opposite party while boosting image of own party
· Aggressive people skilled at engaging in conflict emerge as leaders

Modes of Managing Conflict
· Function of both how ASSERTIVE you are in trying to satisfy your own needs and how COOPERATIVE you are in trying to satisfy others’ needs
· Avoiding – characterized by low assertiveness of one’s own interests and low cooperation with other party
· “Hiding the head in the sand” response
· Provides short-term stress reduction from conflict but doesn’t really change the situation
· Limited effectiveness
· Appropriate response if the issues is trivial or people just need to calm down
· Accommodating – one cooperates with the other party while not asserting one’s own interests
· Might be seen as a sign of weakness – not conducive to future interactions
· Can be effective when you’re in the wrong or the issue is more important to the other party
· Useful to build goodwill
· Competing – maximizes assertiveness and minimizes cooperation
· Tends to frame the conflict in strict win-lose terms
· Full priority is given to your own goals and procedures
· Holds promise when you have a lot of power, you’re sure of the facts and the situation is truly win-lose
· Useful when you don’t have to see the other party again
· Compromise – combines intermediate levels of assertiveness and cooperation
· Attempt to satisfice rather than maximize outcomes
· Hope that the same occurs for the other party
· Places a premium on determining rules of exchange between two parties
· Contains seeds for procedural conflict in addition to whatever is being negotiated
· Doesn’t always result in the most creative responses to conflict
· Not useful for solving problems stemming from power asymmetry – weaker party has little to offer to the stronger party
· Effective reaction to conflict stemming from scarce resources
· Collaborating – maximizes both assertiveness and cooperation
· Hope that the integrative agreement fully satisfies interests of both groups
· Assumed that the solution will leave both parties in a better condition – win-win situation
· Works best when conflict is not intense and when each party has info that is useful to the other party
· Enhances productivity and achievement but takes time and practice to implement and develop
· Helps to manage conflict inside organizations – cross-functional teams
· Collaboration between departments is essential to provide good customer service

Managing Conflict with Negotiation
· Negotiation – decision-making process among interdependent parties who don’t share identical preferences
· An attempt to reach a satisfactory exchange among or between parties
· Distributive negotiation tactics – win-lose negotiation in which a fixed amount of assets is divided between parties – essentially a single-issue negotiation
· Threats and promises
· Threat – implying that you will punish the other party if they don’t concede to your position
· Promises – pledges that concessions will lead to future rewards
· Threat has some merit for bargaining if one party has power over the other that relates to the problem
· Especially useful if no future negotiations are expected or threat can be posed in a civilized way
· Promises have merit when your side lacks power and anticipates future negotiations
· Careful timing is critical – works best when you send interpretable signals to the other side about your true position
· Firmness vs. concessions
· Stubbornness can be reciprocated by the other party and lead to a deadlock
· A series of small concessions early in negotiation are often matched by the other party
· Persuasion
· Often takes a two-step attack
· One asserts the technical merits of the party’s position (ex. “We do the best surveys”)
· Other asserts the fairness of the target position (ex. speech explaining the expenses that will occur in doing the survey)
· Verbal persuasion – attempt to change the attitudes of the other party toward your target position
· Most effective if perceived as expert, likeable and unbiased
· Integrative negotiation tactics – win-win negotiation that assumes that mutual problem solving can enlarge assets to be divided between parties
· Copious information exchange
· Free flow of information is critical to finding an integrative settlement
· Trust must be built up slowly as we all tend to be paranoid about info being used against us
· Useful to begin with non-critical information and then begin to reveal true interests
· Framing differences as opportunities
· Differences can serve as a basis for integrative agreements
· Ex. one worker wants to finish a project early but the other wants to finish it right before deadline – divide the labour so that one worker starts working when the other is finished
· Cutting costs
· If able to cut the costs that the other party associates with the agreement, the changes of an integrative settlement increase
· Costs can be loss of labour, expertise or knowledge and not just money
· Especially attractive if costs are reduced for ALL parties
· Increasing resources
· Two parties, working together, have access to almost twice the resources
· Compromises can be used in terms of delaying the solution for one party while the other benefits right away
· Introducing superordinate goals – attractive outcomes that can be achieved only by collaboration
· Represent the best example of creativity in integrative negotiations
· Change the entire landscape of the negotiation
· Ex. 9/11 attacks prompted collaboration among nations that might have otherwise been consumed with conflict over trivial matters
· Third party involvement
· Mediation – neutral third party helps facilitate a negotiation agreement
· Usually the intervention of a manager to play informal mediation role
· Aids the PROCESS or ATMOSPHERE of negotiation
· Help parties understand their interests better
· Reduce anger between parties
· Mediator may also intervene in the CONTENT of the negotiation
· Highlighting points of agreement
· Point out new options
· Fairly successful in dispute resolution, but works best when conflict isn’t too intense
· Not useful if the mediator isn’t seen as neutral!
· Arbitration – third party is given authority to dictate the terms of settlement
· Can be agreed upon by the parties or mandated by law/upper management/parents
· Conventional arbitration – arbitrator chooses any outcome
· Final offer arbitration – each party makes a final offer and the arbitrator chooses between the two
· Most commonly arbitrated disputes (managers  employees) is dismissal for excessive absenteeism

Is All Conflict Bad?
· Provides necessary organizational change:
· CONFLICT  CHANGE  ADAPTATION  SURVIVAL
· Brings into consideration new ideas that would not be offered without conflict 
· In trying to “one-up” the other party, new ideas might be developed that cannot fail to be appreciated
· Each party begins to monitor the others’ behaviour more closely, revealing possible weaknesses 
· Hard to hide errors and problems from the rest of the organization
· Signal that change is necessary for the organization
· Signals that a redistribution of power is necessary
· Conflict stimulation – strategy of increasing conflict to motivate change
· When organization is in a “friendly rut” where peaceful relationships are valued higher than organizational goals
· When parties withdraw from each other to avoid conflict when they should be working together
· When conflict is suppressed/downplayed by denying differences, ignoring controversy or exaggerating points of agreement

A Model of Stress in Organizations
· Stressors – environmental events/conditions that have the potential to induce stress
· Individual personality determines the extent to which a potential stressor becomes a real stressor and actually induces stress
· Stress – psychological reaction to the demands inherent in a stressor that has the potential to make a person feel tense or anxious
· Person doesn’t feel capable of dealing with the demands of a situation
· Moderate stress can act as intrinsic motivation
· Excessive stress becomes a problem when it leads to anxiety or tension
· Stress reactions – behavioural, psychological and physiological consequences of stress
· Some reactions are passive responses over which we don’t have control
· Elevated blood pressure
· Reduced immune functions
· Other reactions are active attempts to cope with the stress
· Strategies that deal with the actual stressor (and not simply reducing the anxiety of stress) prove to be the most effective
· Increases the changes of the stressor being eliminated
· Stress reactions can be costly to an organization – absenteeism, fatigue
· Personality and stress
· Locus of control – set of beliefs about whether one’s behaviour is controlled mainly by internal or external forces
· Internals believe that they can control their own behaviour and are likely to confront the stressor directly
· Externals believe that their behaviour is controlled by luck, fate or powerful people and are likely to become anxious in the face of potential stressors
· Externals are more prone to simple anxiety-reduction strategies that only work in the short run
· Type A behaviour pattern – personality pattern that includes aggressiveness, ambitiousness, competitiveness, hostility, impatience and a sense of time urgency
· Report heavier workloads, longer work hours and more conflicting work demands – acting as potential stressors
· Likely to exhibit adverse physiological reactions when responding to stress – elevated blood pressure and heart rate, modified blood chem.
· Frustrating, difficult or competitive events are likely to prompt stress
· Most important component of Type A’s is their hostility and repressed anger, as well as exaggerated cynicism and lack of trust in others
· Negative affectivity – propensity to view the world including oneself and other people, in a negative light
· Tend to be pessimistic and downbeat and report more stressors and feel more subjective stress
· Likely to feel stressed in response to a heavier workload
· Predisposition to PERCEIVE stressors in the workplace
· Hypersensitive to existing stressors
· Tendency to gravitate to stressful jobs
· Tendency to PROVOKE stress through negativity
· Use passive, indirect coping styles that avoid the true sources of stress

Stressors in Organizational Life
· Executive and managerial stressors
· Role overload – requirement for too many tasks to be performed in too short a time period
· Common stressor for managers due to their open-ended nature of work
· Management is an ongoing PROCESS and there aren’t many signals to show that a task is complete, permitting rest and relaxation
· Can also prevent manager from enjoying pleasures of life that usually reduce stress – conflicting roles as manager and spouse/parent
· Heavy responsibility
· Workload for executives has extremely important consequences for the organization and its members
· Personal consequences of incorrect decision can be staggering
· Executives are responsible for people as well as tasks – influences the outcome of others which can be very stressful
· Operative-level stressors
· Poor physical working conditions
· Employees still face excessive heat, cold long hours, noise, pollution and potentially dangerous situations
· Poor job design
· Monotony and boredom can be frustrating and stressful, especially if the individual feels that they can handle more complex tasks
· Apparent in blue-collar jobs
· Boundary role stressors, burnout, and emotional labour
· Boundary roles – positions in which organizational members are required to interact with members of other organizations or with the public
· Likely to experience stress if the organizational goals aren’t aligned with environmental goals or those demanded of the public
· Ex. sales reps face stress when customers want their product quickly but it would put a strain on the organization to do so
· Burnout – syndrome of emotional exhaustion, cynicism and reduced self-efficacy
· Often people in organizations who require special attention or are experiencing severe problems
· Process begins with emotional exhaustion  cynicism acts as a coping mechanism as they distance themselves from the cause of exhaustion  develops low self-efficacy and low personal accomplishment 
· Most common for those who enter their job with high ideals because their expectations are frustrated
· Burnt out people may seek a new job, new occupation or stay in their job but not contribute to the success of the organization
· Emotional labour – regulating oneself to suppress negative emotions or to exaggerate positive emotions
· Suppression and acting takes a toll on cognitive and emotional resources over time and can lead to stress
· Job demands-resources model and work engagement
· Organizations strive to foster enthusiasm and extreme engagement
· Work engagement – positive work-related state of mind that is characterized by vigor, dedication and absorption
· Job demands-resources model – specifies how job demands cause burnout and job resources cause engagement
· Job demands – physical, psychological, social or organizational features that require sustained effort  can result in physiological or psychological costs
· Work overload, time pressure, role ambiguity, role conflict
· Job resources – features of a job that are functional in helping achieve work goals, reduce job demands and stimulate personal growth/learning/development
· From organization – pay, career opportunities, job security
· From interpersonal/social relations – supervisor support
· From organization of work – role clarity, participation in decision making
· From task itself – task significance, autonomy, feedback
· Job demands are related to burnout, disengagement and health problems
· Job resources lead to work engagement, OCB’s and organizational commitment
· General stressors
· Interpersonal conflict
· Especially apparent for those with strong avoidance tendencies
· Range from personality clashes to intergroup fighting 
· Bullying – repeated negative behaviour directed toward one or more individuals of lower power or status that creates a hostile work environment
· Bullying is most common in psychological form and intimidation
· Essential feature of bullying is persistence in the repeated teasing
· Degree of power or status imbalance is also a key feature
· Power in numbers
· Subtle power in gender, race, physical stature, education etc.
· Mobbing – when individuals gang up on a particular employee
· Victims are stressed because they feel powerless to the situation 
· Work-family conflict
· Work duties interfere with family life or family interferes with work
· Increase in number of households with two working parents adds to conflict – stress of finding childcare
· Increased life spans add to stress of supporting elderly parents
· Women are especially victimized by work-family conflict
· Occupations requiring a high degree of teamwork cause most work-family conflict
· Job insecurity and change
· Threats to job security are stressful
· Trend toward mergers, acquisitions and downsizing are leading to lower job security and increased stress
· Unionization provides job security at the lower level for some workers
· Constant changing of technology threatens simply tasks and jobs
· Pressures corporate performance to cut costs threaten executive positions 
· Role ambiguity
· Lack of direction is stressful especially for employees who have low tolerance for ambiguity
· Sexual harassment
· Victims are subject to ongoing harassment and stress
· Serious effects on psychological and physical well-being of employees as well as acting as a stressor
· More common when women work in a male-dominant workplace

Reactions to Organizational Stress
· Behavioural reactions to stress
· Problem solving – directed toward terminating or reducing the stressor 
· Generally the routine, sensible and obvious approach to simple stress
· Delegation – reduces stress-provoking workload
· Time management – reduces stress from a busy daily schedule
· Talking it out – reduces communication stress and helps to determine priorities regarding the work
· Asking for help
· Searching for alternatives – looking into transfers if job is stressful
· Seeking social support
· Developing close ties with other people can increase self-esteem, provide useful info, offer comfort or humour or even provide material resources (loan)
· Social network acts as a buffer against stress
· Spouses, family or friends can act as social support off the job
· Performance changes
· Some stressors hinder performance and damage goal attainment
· Other stressors act as motivators and increase performance
· Withdrawal – most basic reaction to stress
· Seen in the form of absence and turnover
· Fails to attack the stressor directly, just reduces stress in the short run
· When the individual returns to their job, the stress is still there
· Use of addictive substances
· Smoking, drinking and drugs are the least satisfactory response to stress for both the individual and the organization
· Fails to terminate the stressors and leave employees feeling less physically and mentally prepared for their job
· Psychological reactions to stress – thought processes and emotions
· Defence mechanisms – most common reaction – psychological attempts to reduce the anxiety associated with stress
· Rationalization – attribute socially acceptable reasons to one’s reactions so that they seem appropriate 
· Projection – attribute one’s own bad ideas to others to seem less negative
· Displacement – directing feelings of anger at a ‘safe’ target instead of expressing them (and potentially being punished)
· Reaction formation – expressing oneself in the direct opposite manner than what they actually feel
· Compensation – apply one’s own skills in a specific area to make up for failure in another area
· Defence mechanisms can temporarily reduce stress and are okay to use occasionally – benefits the individual as well as the organization
· Ineffective when they becomes chronic reactions to stress
· Physiological reactions to stress
· Researchers focus on stress reactions related to cardiovascular system
· Irregularities and elevated levels of blood pressure, cholesterol and pulse
· Associated with onset of diseases due to its ill effects on the immune system

Organizational Strategies for Managing Stress
· Job redesign
· Most job redesign efforts have focused on enriching operative-level jobs to make them more stimulating and challenging
· Providing more autonomy in the delivery of service can reduce stress and burnout
· Employees can cope with emotional labour in boundary role service jobs if provided with increased autonomy – can adjust their responses to the needs of the situation to better fit their personality
· “Family-friendly” human resource policies
· Include combination of formalized social support, material support and increased flexibility to adapt to employee needs
· Daycares, eldercares, providing consultants, distributing informational newsletters, alternate scheduling, job sharing etc. 
· Stress management programs
· Help physically and mentally healthy employees PREVENT stress problems
· Some programs are therapeutic in nature and help those already experiencing stress
· Most involve one of the following techniques
· Mediation
· Training in muscle-relaxation exercise
· Biofeedback training to control physiological processes
· Time management training
· Training to think positively and realistically about sources of job stress
· Useful in reducing physiological arousal, sleep loss, tension and anxiety
· Work-life balance, fitness and wellness programs
· By providing work-life balance benefits, organizations can increase commitment and reduce turnover
· [bookmark: _GoBack]Gym membership, healthy foods in the cafeteria, doctor on staff, fitness classes, home training programs etc. 
· Result in lower health care costs, improved mood, better self-concept, reduced absenteeism, enhanced job satisfaction and better performance 
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