Chapter 7 
(7.1) What is a Group?

Group: Two or more people interacting interdependently to achieve a common goal
Formal Work Groups: Groups that are established by organization to facilitate the achievement of organizational goals. (I.e. Manager and his employees, task forces, project teams and committees)
Informal Groups: Groups that emerge naturally in response to the common interests of organizational members (can help or hurt an organization, depending on their norms for behavior)

(7.2) Group Development
Stages of Group Development

Forming: “Testing the waters”, what are we doing? What is our purpose?
Storming: Conflict often emerges; confrontation and criticism occur and determine if members will go along with the way the group is developing
Norming: Resolve issues that provoked storming and develop social consensus. 
Performing: Task accomplishment, achievement, creativity, and mutual assistance are prominent. 
Adjourning: Some groups have a definite life span and disperse after achieving their goals.
Punctuated Equilibrium Model: A model of group development that describes how groups with deadlines are affected by their first meetings and crucial midpoint transitions.
Phase 1: Gathers info and holds meetings, sets agenda for what’s to happen in the phase. 
Midpoint Transition: Marks a change in the group’s approach. Need to move forward and may seek outside advice. (May use old information or even a new approach)
Phase 2: Decisions and approaches get played out, Reveals a burst of activity and concern for evaluation.
· Prepare first meeting carefully, stress motivation and excitement.  (Phase 1)
· Manage midpoint carefully, evaluate strengths and weaknesses of the ideas gathered, a fundamental change in approach must occur for progress to occur. 
· Be sure resources are available (Phase 2)
· The concept of equilibrium change applies to groups with deadlines.
(7.3) Group Structure and Its Consequences

Additive Tasks: group performance is dependent on the sum of the performance of individual group members (I.e. Building a house)
Disjunctive Tasks: group performance depends on best group member
Process Losses: group performance difficulties stemming from the problems of motivating and coordinating larger groups
Conjunctive Tasks: group performance is limited by the performance of the poorest group member 

(7.4) 
Norms: collective expectations that members of social units have regarding the behavior of each other. Codes of conduct that specify what to do and not to do. 
· Typical Norms
· Dress Norms
· Reward allocations, A. Equity (rewards according to inputs), B. Equality (reward everyone equally), C. Reciprocity (reward how they’d reward you), D. Social responsibility (reward those who truly need the reward)
· Performance Norms 
Roles: positions in a group that have set of expected behaviors attached to them. Two basic roles in organizations, Assigned roles and Emergent roles.
Role Ambiguity: goals of one’s job or method of performing it are unclear. Some elements are Organizational factors, the Role Sender, and the Focal person.
· Frequent outcomes are job stress, dissatisfaction, reduced organizational commitment, lowered performance, and intentions to quit. 
Role Conflict: Individual is faced with incompatible role expectations
· Intrasender role conflict: single role sender provides incompatible role expectations to role occupant
· Intersender role conflict: two + role senders provide a role occupant with incompatible expectations
· Interrole conflict: several roles held by a role occupant involve incompatible expectations
· Person-role conflict: role demands are incompatible with the personality or skill of role occupant
Status: rank, social position, or prestige according to group members

(7.5) Group Cohesiveness
Group Cohesiveness: degree to which a group is attractive to its members
· Factors that influence this include threat, competition, success, member diversity, group size, and toughness of initiation
· Cohesive groups are well equipped to supply information, rewards, and punishment. Highly cohesive groups are in superb position to induce conformity to group norms.  They are also good at achieving their goals. 
· Cohesive groups tend to be more successful in accomplishing what they wish to accomplish. In good labor relations climate, group cohesiveness on interdependent tasks should contribute to high productivity. If the climate is marked by tension and disagreement, cohesive groups may pursue goals that result in low productivity. 
(7.6) Social Loafing

Social Loafing: tendency to withhold physical or intellectual effort when performing a group task
Counteracting social loafing
· Make individual performance more visible, make sure that the work is interesting, increase feelings of indispensability, increase performance feedback, reward group performance
Team: a group becomes a team when there exists a strong sense of shared commitment and when a synergy develops such that the group’s efforts are greater than the sum of its parts. 
Collective efficacy: shared beliefs that a team can successfully perform a given task

(7.7)
Self-managed work teams: provide their members with the opportunity to do challenging work under reduced supervision.  (Autonomous, semi-autonomous, self-directed)
Composition of self-managed teams:
· Stability, requires a lot of interaction and high cohesiveness among group members.
· Size, should be as small as is feasible. Goal is to keep coordination problems and social loafing to a minimum.
· Expertise, should know a lot about the task at hand. Do not have to know everything, but the group as a whole should be very knowledgeable about the task. 
· Diversity, members should be similar enough to work well, and diverse enough to bring a variety of perspectives and skills.
Supporting self-managed teams: 
· Training: Technical training, Social Skills, Language Skills, Business Training
· Rewards: tie rewards with team accomplishment not individual. Gain sharing, profit sharing, and skill based pay area a good reward system.
· Management:  those schooled in the traditional role of manager may not adapt. The most effective manager in a self-management environment encourages groups to observe, evaluate and reinforce their own task behaviors (study). 




(7.8)
Cross-Functional Teams: brings people with different functional specialties together to better invent, design, or deliver a product or service. May be self-managed and permanent if it is doing a recurrent task that is not too complex.
Principles for Effectiveness:
· Composition, all specialties are necessary, they do not overlook anyone
· Superordinate goals, attractive outcomes that can only be achieved by collaboration.
· Physical proximity, members have to be located close to each other to facilitate informal contact
· Autonomy, need it from larger organizations, functional specialists need some authority
· Rules and procedures, petty rules are avoided, basic decision procedures must be laid down
· Leadership, potential for conflict, especially strong people skills in addition to task expertise
Shared Mental Models: team members share identical information about how they should interact and what their task is. Enhance coordination and contribute greatly to effective team performance.

(7.9)
Virtual Teams: work groups that use technology to communicate and collaborate across space, time, and organizational boundaries.  Often cross functional. 
Advantages: around the clock, reduced travel time, larger talent pool
Challenges: trust, miscommunication, isolation, high costs, management issues
Lessons concerning virtual teams: recruitment, training, personalization, goals and ground rules












Chapter 8
 (pg. 280-291)

Organizational Culture: the shared beliefs, values, and assumptions that exist in an organization; these determine the norms that develop and the behavior that follows 
· Culture represents a true “way of life” for organizational members
· Stable over time and involves matters that are internal and external

· Subcultures; smaller cultures that develop inside a larger organizational culture that’s based on differences in training, occupation or goals

	In a strong culture, the beliefs, values & assumptions that make up the 	culture are both intense and universal across the organization; aka strongly 	supported by majority of members, even across any subcultures

	In weak cultures, beliefs/values less widely shared across company. Also 	fragmented and have less impact on organizational members. 

Assets of Strong Cultures

1. Coordination: in effective orgs’, all departments know what the other is doing (ex: finance & production). Different parts can learn from each other & can coordinate efforts; important in decentralized, team-oriented organizations

2. Conflict Resolution: Sharing core values is important to help resolve conflicts

3. Financial Success: Strong culture tends to pay off in terms of dollars & cents. Strong culture = financial success and organizational effectiveness when the culture supports the mission, strategy, and goals of an organization. 

Liabilities of Strong Cultures

1. Resistance to Change: The strong consensus about common values & behavior that makes strong can be very resistant to change; aka can damage a firm’s ability to innovate and limits its competitiveness

2. Culture Clash: Strong cultures can mix badly when a merger or acquisition pushes two of them together under the same corporate banner. When both companies have very strong beliefs that differ can be hard to work together

3. Pathology: Some cultures may be based on beliefs/values that support lies, secrecy, and paranoia; pursuits that hardly leave time for doing business. Also things like blind obedience, fraud, cutting quality for budgets, etc.



Contributors to the Culture

1. The Founder’s Role: top management strongly shapes the organization’s culture and many strong cultures reflect values of company’s founder 	         (Ex: Bill Gates with Microsoft, Steve Jobs, Sam Walton with Wal-Mart, etc.)

2. Socialization: the nature of the socialization process is a key to the culture that happens in a company because socialization is the primary way that individuals learn the culture’s beliefs, values & assumptions.
I. Selecting employees: choosing peeps who’ll adapt to existing culture
II. Debasement & Hazing: provokes humility in new hires so they’re open to norms of the company
III. Training “in the Trenches”: begin low, to master core areas of company
IV. Reward & Promotion: carefully used to reinforce employees who perform well in areas that support the values and goals of the company
V. Exposure to Core Culture: again and again, core beliefs/values asserted to provide guidance for member behavior
VI. Organizational Folklore: members hear stories that reinforce culture
VII. Role Models: identifying role models gives new members with role models whose actions/views are consistent with the culture 

Diagnosing a Culture

· Symbols: symbolism is a strong indicator of corporate culture
· Rituals: rites, rituals and ceremonies can convey the essence of a culture; aka events, parties, gifts, etc.
· Stories: stories, told to new employees, meant to communicate how things work, if they’re true/false, or both (ex: equality, security, control) 


















Chapter 9

[9.1] What is leadership?

Leadership: the influence that particular individuals exert on the goal achievement of others in an organizational context. 
· Motivates people and gains their commitment 
· Manager, executive, supervisor, and department head all leadership roles

· Strategic leadership is a leader’s ability to think strategically to work with others to initiate changes that will create a viable future for firm

[9.2] Are leaders born? The trait theory of Leadership

Trait theory of leadership; leadership depends on the personal qualities or traits of the leader

	Traits are personal characteristics of individuals such as personal characteristics, intellectual ability, and personality
· Traits associated with demographics (gender/age/education), task competence (intelligence) & interpersonal attributes (extraversion)
· Intelligence, energy, self-confidence, dominance, emotional stability, motivation to lead, honesty, need for achievement & sociability; all traits associated with leadership effectiveness

· Limitations of the Trait theory: 1) hard to tell if leader or opportunity for leadership produces traits 2) failure to take into account situation in which leadership occurs 3) traits can create bias for evaluating 

 [9.3] The Behaviors of Leaders

Consideration: the extent to which a leader is approachable and shows personal concern and respect for employees; considerate leader seen as friendly and fair

Initiating structure: the degree that a leader concentrates on group goal attainment; structuring leader clearly defines/organizes his and employees roles, stresses stand procedures, schedules the work and gives tasks 
· When employees under pressure due to deadlines or unclear tasks, initiating structure increases satisfaction and performance

Leader Reward and Punishment Behaviors

	Leader reward behavior provides employees with compliments, tangible benefits, and deserved special treatment. When rewards contingent on performance, employees should perform at high levels and have job satisfaction
	Leader punishment behavior involves use of reprimands or unfavorable task assignments and withholding raises, promotions and other rewards

[9.4] Fiedler’s Contingency Theory and Cognitive Resource Theory

Contingency theory: the association between leadership orientation and group effectiveness depends on much the situation is favorable to exert influence
· Basically, some situations are more favorable for leadership than other

	Leadership orientation is measured by having leaders describe their least preferred co-worker (LPC): a current or past co-worker with who a leader had a difficult time accomplishing a task
· Leader who rates LPC relatively favorably can be considered relationship oriented; still had some positive qualities in him/her
· Leader who rates LPC unfavorable considered task oriented; pretty much only cares about quality/end result 

	Fiedler revised contingency theory and developed new leadership theory called Cognitive Resource Theory (CRT); focuses on conditions in which a leader’s cognitive resources (intelligence, expertise, and experience) contribute to effective leadership.

House’s Path-Goal Theory: a situational theory; concerned with situations under which various leader behaviors (directive, supportive, participative, achievement oriented) are most effective.

Leader Behavior 

1. Directive: these leaders schedule work, maintain performance standards, and let employees know what it is expected of them; aka initiating structure

2. Supportive: friendly, approachable, and concerned with pleasant interpersonal relationships; aka consideration 

3. Participative: consult with employees about work-related matters and consider their opinions

4. Achievement-oriented: encourage employees to exert high effort and strive for a high level of goal accomplishment. Express confidence that they can reach goals




Situational Factors

1. Employee characteristics: 
· High achievers should work well under achievement-oriented leadership
· Employees who like being told what to do and feel that they have low task ability respond best to directive leadership 

2. Environmental factors: 
· When tasks are clear, employees see directive redundant and unnecessary. Participative not seem useful either
· When challenging & ambiguous, employees should like both directive & participative 
· Frustrating, dissatisfying jobs can be helped by using supportive leadership 

[9.5] Participative Leadership: Involving employees in decisions 

Participative leadership; involving employees in making work-related decisions
· Minimally, participation involves obtaining employee opinions before making a decision
· Maximally, it allows employees to make their own decisions within agreed-on limits. 

· Advantages of Participative leadership
· Motivation: participation can increase intrinsic motivation by enriching jobs; adds some task variety & employee autonomy
· Quality: 1) two heads usually lead to higher-quality decisions than leader can make alone 2) high levels of participation empowers employees to take direct action to solve problems 
· Acceptance: can increase employee’s acceptance of decisions

· Problems of Participative leadership
· Time & Energy: needs a lot of time and effort of leader, not efficient type of leadership if quick decision is needed
· Loss of Power: reduce power of influence
· Lack of Employee Receptivity/Knowledge

[9.6] Leader-Member Exchange (LMX) Theory

LMX: focuses on the quality of the relationship that develops a leader and an employee; a social exchange relationship-based approach to leadership

	The basis of effects of LMX is social exchange theory; individuals who are treated favorably by others feel obliged to reciprocate and return favorable treatment in some manner.

[9.7] Transactional and Transformational Leadership Theory

Transactional leadership; based on a straightforward exchange relationship between the leaders and the followers. Leaders set goals + give direction, employees perform well and the leader rewards them; participatory style

Management by exception: the degree that leaders take corrective action on the basis of results of leader-follower transactions. Monitor behavior + take action

Transformational leadership: leadership that changes the beliefs and attitudes of followers and provides them with a new vision that instills true commitment to achieve performance beyond expectations 
· Intellectual stimulation: people stimulated to think about problems, issues, and strategies in new ways. Challenges assumptions + take risks
· Individualized Consideration: treating employees as distinct individuals, showing concern for their needs and personal development
· Inspirational Motivation: communication of visions that are appealing and inspiring to followers; have strong vision for the future based on values
· Charisma: the ability to command strong loyalty and devotion from followers and thus have potential for strong influence among them

[9.8] Global leadership 

Global leadership: a set of leadership capabilities needed to function effectively in different cultures & the ability to cross language, social, economic & political borders
· Global leaders have the following four characteristics:
I. Unbridled inquisitiveness: want to see & experience new things
II. Personal character: 1) emotional connection to people from different cultures 2) uncompromising integrity 
III. Duality: must be able to manage uncertainty and balance global and local tensions
IV. Savvy: have business and organizational savvy; understand conditions of different countries & see new market opportunities

[9.9] New & Emerging Theories of Leadership

Empowering leadership: implementing conditions that enable power to be shared with employees; highly significance of employee work, provide participation and autonomy in decision making & remove bureaucratic constraints to performance



Ethical leadership: the demonstration of norms appropriate conduct (openness, fairness, and honesty) through personal actions and interpersonal relationships.	
·  Communicate a clear and consistent positive ethics message from the top
· Create/embrace opportunities for every1 in company to communicate positive ethics, values and practice
· Ensure consequences for ethical and unethical conduct 

Authentic leadership: a positive form of leadership that involves being true to oneself. They know and act upon their true values, beliefs & strengths, and help others to do the same. Actions and behavior guided by their internal values 
· Self-awareness; accurate understanding of your strengths/weaknesses
· Relational transparency; presenting one’s true or authentic self to others and open sharing of information and expressing true thoughts/feelings
· Balanced processing; objective analysis of all relevant information before making a decision and consideration of views that challenge his views
· Internalized moral perspective; internal moral standards and values that guide their behavior + decision making

Servant leadership: leadership involves going beyond one’s own self-interests and having a genuine concern to serve others and a motivation to lead.
· Empowering and developing people: belief of each worker’s intrinsic value
· Humility: seeking contribution of others and placing their interests first
· Authenticity: expressing one’s true self in ways consistent to feelings
· Interpersonal acceptance: ability to understand feelings of others 
· Providing direction: ensuring people know what’s expected of them
· Stewardship: focusing on service rather than control and self-interest 

[9.10] Culture and Leadership: GLOBE

Global Leadership and Organizational Behavior Effectiveness (GLOBE) research involved 170 researchers who worked 10 years collecting and analyzing data on cultural values and practices and leadership attributes around the world
· Identified 9 cultural dimensions that distinguish one society from another: performance orientation, assertiveness, future orientation, humane orientation, institutional collectivism, in-group collectivism, gender egalitarianism, power distance and uncertainty avoidance 
· They found people in each country have implicit assumptions regarding leadership qualities; implicit leadership theory: a theory that states that individuals hold a set of beliefs about the kinds of attributes, personality characteristics, skills & behaviors that contribute to or impeded outstanding leadership

	6 global leadership dimensions: 1) charismatic/value-based 2) team 	oriented 3) participative 4) humane-oriented 5) autonomous 6) self-protective


[9.11] Gender and Leadership 

Laissez-faire leadership: a passive form of leadership that involves the avoidance or absence of leadership

Glass ceiling: an invisible barrier that prevents women from advancing to senior leadership positions in organizations; they face barriers like: vestiges of prejudice, resistance to women’s leadership, issues of leadership style used by women, demands of family life and underinvestment in social capital 




































Chapter 10

[10.1] What is Communication?

Communication is the process by which information is exchanged between a sender and a receiver. This chapter focuses on interpersonal communication (between two people).

The sender must encode his or her thoughts into some form that can be transmitted to the receiver. The receiver must perceive the message accurately and decode it to achieve understanding. Feedback can also be given.

Effective communication occurs when the right people receive the right information in a timely manner.

Basics of Organizational Communication

Communication by Strict Chain of Command


A chain of command is a line of authority and formal reporting relationships.

Downward Communication flows from top of the organization toward the bottom.

Upward Communication flows from the bottom of the organization toward the top.

Horizontal Communication occurs between departments or functional units, usually as a means of coordinating effort. Within a strict chain of command, such communication would flow up to and then down from a common manager.

Managers recognize that sticking strictly to the chain of command is often ineffective.

Deficiencies in the Chain of Command

Informal Communication The chain of command obviously fails to consider informal communication between members.

Filtering: Getting the right information to the right people is often inhibited by filtering. It is the tendency for a message to be watered down or stopped altogether at some point during transmission.

Slowness: Even when the chain of command transmits information faithfully, it can be painfully slow.

[10.2] Voice, Silence & the Mum Effect

Voice: the constructive expression of disagreement or concern about work unit or other organizational practices. It refers to “speaking up”

Psychological Safety is a shared belief that it is safe to take social risks. High “Voicers” report less work stress than those who remain silent

Mum effect, the tendency to avoid communicating unfavorable news to others

[10.3] The Grapevine

Characteristics of the Grapevine

The grapevine is an organization’s informal communication network.

Observation suggests several distinguishing features of grapevine systems:

· We generally think of the grapevine as communicating information by word of mouth
· Organizations often have several grapevine systems, some of which may be loosely coordinated. For instance a secretary who is part of the “office grapevine” may communicate information to a mail carrier who passes it onto the “warehouse grapevine”
· The grapevine can transmit information relevant to the performance of the organization as well as personal gossip.

Who participates in the grapevine?

Personality characteristics play a role. For instance extraverts might be more likely to pass on information that introverts. Similarly those who lack self-esteem might pass on information that gives them a personal advantage.

Pros and Cons of the Grapevine

Is it desirable from the organization’s point of view? It can keep employees informed about important organizational matters, such as job security. It can also provide a test of employee reactions to proposed changes without making formal comments. It can become a real problem for the organization when it becomes a constant pipeline for rumors: unverified belief that is in general circulation





[10.4] Verbal Language of Work

In many jobs, occupations, and organizations we see the development of a specialized language, or jargon: specialized language used by jobholders or members of particular occupations or companies 

Non-Verbal Language of Work

Non-verbal communication refers to the transmission of messages by some medium other than speech or writing.

Body language is non-verbal communication that occurs by means of the sender’s bodily motions and facial expressions or the sender’s physical location in relation to the receiver. In general, senders communicate liking and interest in the receiver when they
· Position themselves physically close to the receiver
· Touch the receiver during the interaction
· Maintain eye contact with the receiver
· Lean forward during the interaction 
· Direct their torso toward the receiver
Senders who feel themselves to be of higher status than the receiver act more relaxed than those who perceive themselves to be of lower status. Relaxation is demonstrated by:
· The casual, asymmetrical placement of arms and legs
· A reclining, non-erect seating position
· A lack of fidgeting and nervous activity

In addition to the use of body language, non-verbal communication can also occur through the use of various objects such as props, artifacts, and costumes?


[10.5] Gender Differences in Communication

Men tend to be more sensitive to power dynamics and will use communication as a way to position themselves in a one-up position. Women are more concerned with rapport building, and they communicate in ways that avoid putting others down.

Men are more likely to
· Get credit
· Have confidence and Boast
· Give Straightforward feedback
· Ritual Opposition
· Manage up and down
· Direct when giving orders

Women are more likely to
· Ask questions
· Apologize
· Provide compliments
· Ritual oppositions, manage up and down, indirectness 

[10.6] Cross- Cultural Communication

Non-Verbal Communication across cultures

While there are some similarities across cultures in non-verbal communication, there are also many differences such as:
· Facial expressions
· Gestures
· Gaze
· Touch

Etiquette and Politeness across Cultures

Cultures differ considerably in how etiquette and politeness are expressed. Very often, this involves saying things that one does not literally mean. The problem is that the exact form that this takes varies across cultures, and careful decoding is necessary to avoid confusion and embarrassment.


 Social Conventions across Cultures

Over and above the issue of politeness and etiquette, there are a number of social conventions that vary across cultures and can lead to communication problems. Especially in business dealings, North Americans tend to favor “getting down to brass tacks” and being specific about the issue at hand. Thus, the uninitiated business person might be quite surprised at the rather long period of informal chat that will being business meetings in the Arab world or the indirectness and vagueness of many Japanese negotiators.

Cultural Context

The cultural information that surrounds a communication episode. It is safe to say that context is always important in accurately decoding a message. Cultures tend to differ in the importance to which context influences the meaning to be put on communications.
· People from high context cultures want to know about you and the company that you represent in great detail.
· Getting to the point quickly is not a style of communication that people in high-context cultures favor. 
· When communicating with people from a high-context culture, give careful consideration to the age and rank of the communicator. Age and seniority tend to be valued in high-context cultures, and the status of the communicator is an important contextual factor that gives credibility to a message.
· Because they tend to devalue cultural context, people from low-context cultures tend to favor very detailed business contracts.


[10.7] Computer-Mediated Communication 

Does communicating electronically differ from communicating face to face?  A good way to begin thinking about this issue is to consider information richness, the potential information-carrying capacity of a communication medium. Things like email, chat systems, teleconferencing and videoconferencing are commonly classified as computer-mediated-communication (CMC) in that they rely on computer technology to facilitate information exchange. By almost any criterion other than generating ideas, computer-mediated groups perform more poorly than face-to-face groups, at least when they meet for only a single session. A careful review concluded that computer-mediated decision groups generally take more time, make less effective decisions, and have less-satisfied members than face to face groups. In addition, the lack of non-verbal cues may make it difficult to recognize subtle tends toward consensus. To summarize, a good rule to follow is that less routine communication requires richer communication media. Memos, reports, emails and web portals are fine for recurrent, non- controversial, impersonal communication in which information is merely being disseminated.


















Chapter 11
Decision Making
Decision making: is the process of developing a commitment to some course of action.
2 Kinds of Problems
1) Well-Structured Problems; made as standardized responses (program) to recurring situations and routine problems. 
2) Poorly Structured Problems; a problem for which the existing and desired states are unclear and the method of getting to the desired state is unknown.
Decision Making Model
1) Identity Problem; how problems and decision alternatives are presented can have a powerful impact on resulting decision. Bounded rationality can lead to the following difficulties in problem identification:
 a) Perceptual defense 
b) Problem defined in terms of functional specialty 
c) Problems defined in terms of solution 
d) Problems diagnosed in terms of symptoms 
2) Choose Decision Style (information search); the perfectly rational decision maker has all information necessary to clarify the problem and develop alternative solutions. Bounded rationality suggests that information can be slow and costly. Decision makers can have little or too much information.
Too Little Information; do not gather enough information to make a good decision. Confirmation bias; selecting and using only facts that support our decision
Too Much Information; can also damage the quality of decisions. Information overload can lead to errors, omissions, delays and cutting corners
3) Develop Alternatives; the perfectly rational decision maker exhibits maximization-the choice of the decision alternative with the greatest expected value. Bounded rationality, solutions and probabilities are not all known. Satisficing; a strategy that accepts an adequate solution rather than identifying an optimal solution. The decision maker looks for an acceptable solution, not the “perfect solution”. Anchoring effect; people are poor at revising estimates of probabilities and values as they acquire additional information. Decision makers do not adjust their estimates enough from some initial estimate that serves as an anchor.
4) Choose Best Solution; often involves an element of risk. When people view a problem as a choice between losses, they tend to make risky decisions. When people frame the alternatives as a choice between gains, they tend to make conservative decisions.
5) Implement Solution; are often dependent on others to implement their decision. Cross-functional can help prevent these kinds of implantation problems.
6) Evaluate Decision; the perfectly rational decision maker should be able to evaluate the effectiveness of a decision with calm, objective detachment. The bounded decision maker might encounter problems. 
Justification; decision makers often try to justify poor decisions, especially when they have invested in the decision. 
1) Sunk Costs; are permanent losses of resources incurred as the result of a decision. 
2) Escalation of Commitment; refers to the tendency to invest additional resources in an apparently failing course of action. It occurs even when the current decision maker is not responsible for previous sunk costs. Groups are more prone than individuals to escalate commitment. Why does it occur? Dissonance reduction, social norm for consistent behaviour, motivation to not appear wasteful and the way the problem is framed. Decision makers tend to take more risks when they frame or view decisions in negative terms rather than in positive terms, do not want to admit that they have made a mistake, believe that an additional commitment of resources is justified to recoup losses. Preventing Escalation of Commitment, encourage continuous experimentation with reframing the problem, set specific goals for the project in advance that must be met if more resources are to be invested, place more emphasis in evaluating managers on how they made decision and less on decision outcomes, separate initial decision making
Rational vs Bounded Decision Making
Rational Decision Making Model
1) Problem Clarity; the problem is clear and unambiguous
2) Known options; the decision maker can identify all relevant criteria and viable alternatives
3) Clear preferences; assumes that the criteria and alternatives can be ranked and weighted
4) No time or Cost constraints; full information is available because there are no time or cost constraints
5) Maximum payoff; the choice alternative will yield the highest perceives value


Bounded Rationality 
Bounded rationality is a decision strategy that relies on limited information and that reflects time constraints and political considerations.
Problems in bounded rationality
1) Framing; aspects of the presentation of information about a problem that are assumed by decision makers
2) Cognitive biases; tendencies to acquire and process information in an error-prone way
3) Emotions

Group Decision Making
Strengths of Group Decision Making
1) More complete information and knowledge
2) Increased diversity of views
3) Generates higher-quality decisions 
4) Leads to increased acceptance of a solution
Weakness of Group Decision Making
1) More time consuming
2) Conformity pressures in groups
3) Discussion can be dominated by one or few members
4) Decisions suffer from diffusion of responsibility
Groupthink; a result of extreme conformity
Conditions that lead to groupthink
1) Cohesive group
2) Difficult issue
3) Past success
4) Strong respected leader
Symptoms of Groupthink
1) Illusion of invulnerability; creates excessive optimism that encourages taking extreme risks
2) Collective rationalization; members discount warnings and do not reconsider their assumptions
3) Belief in inherent morality; members believe in the rightness of their cause and therefore ignore the ethical or moral consequences of their decision
4) Stereotyped views of out-groups; negative views of “enemy” make effective responses to conflict seem unnecessary
5) Direct pressure on dissenters; members are under pressure not to express arguments against any of the group’s views
6) Self-censorship; doubts and deviations from the perceived group consensus are not expressed
7) Illusion of unanimity; the majority view and judgements are assumed to be unanimous
8) Self-appointed “mindguards”; members protect the group and the leader from information that is problematic or contradictory to the group’s cohesiveness, view and/or decisions
How to Prevent Groupthink
· Leaders must avoid exerting undue pressure for a particular decision outcome.
· Leaders should establish norms that encourage and reward responsible dissent.
· Outside experts should be brought in from time to time to challenge the group’s views.
· Devil’s advocate
Group Polarization
Tendency of group members to shift toward more extreme positions after group discussion
· Social Comparison; attempt to hold views that are “better” than other group members





















Chapter 12
Ethics (pg. 437-445)

[12.8] Ethics in Organizations

For our purposes, ethics can be defined as systematic thinking about the moral consequences of decisions. Moral consequences can be framed in terms of the potential for harm to any stakeholders in the decision. Stakeholders are simply people inside or outside the organization who have the potential to be affected by the decision. This could range from the decision makers themselves to “innocent bystanders”.




The Nature of Ethical Dilemmas

An interview study of an occupationally diverse group of managers discovered 7 themes that defined their moral standards for decision making. Here are those themes and examples of associated ethical behavior:
· Honest Communication. Evaluate subordinates candidly; advertise and label honestly; do not slant proposals to senior management
· Fair Treatment. Pay equitably; respect the sealed bid process; do not give preference to suppliers with political connections; do not use lower-level people as scapegoats
· Special Consideration The fair treatment standard can be modified for special cases, such as helping out a long-time employee, giving preference to hiring the disabled
· Fair Competition Avoid bribes and kickbacks to obtain business; do not fix prices with competitors
· Responsibility to an organization Act for the good of the organization as a whole, not for self-interest; avoid waste and inefficiency
· Corporate social responsibility Do not pollute; think about the community impact of plant closures; show concern for employee health and safety
· Respect for law Legally avoid taxes, do not evade them; do not bribe government inspectors; follow the letter and spirit of labor laws

Causes of Unethical Behavior

· Gain The anticipation of healthy reinforcement for following an unethical course of action, especially if no punishment is expected, should promote unethical decisions
· Role Conflict Many ethical dilemmas are actually forms of role conflict that get resolved in an unethical way. For example : Insurance agents and brokers report being pressured as employees to push products that are not in the best interests of their clients.  Frequently, reward systems heighten the conflict, which then becomes a conflict of interest between self and client.

· Strong organizational identification Some employees identify very strongly with their organizations, seeing their membership as an integral part of their identity. This can sometimes lead them to engage in unethical activities to “help” the organization. Strong identifiers seem most likely to do this when they expect their “loyalty” will be reciprocated with favors.

· Competition stiff competition for scarce resources can stimulate unethical behavior. For example, observers cite a crowded and mature market as one factor prompting price-fixing violations in the folding-carton package industry.

· Personality Are there certain types of personalities that are more prone to unethical decisions? In fact, the cynical and those with external locus of control(chapter 2) are less tuned in to ethical matters. Also, people with a high need for personal power may be prone to make unethical decisions. Finally people with strong economic values (chapter4) are more likely to behave unethically than those with weaker economic values.

· Organizational and Industry culture There are considerable differences in ethical values across organizations. These involved different factors such as consideration for employees, respect for the law, and respect for organizational rules. In addition there were differences across groups within these organizations. This indicates that aspects of an organizations culture can influence ethics.

Whistle- Blowing: Is the disclosure of illegitimate practices by a current or former organizational member to some person or organization that may be able to take action to correct these practices.

[12.9] Sexual Harassment- When Power and Ethics Collide

Sexual harassment is a form of unethical behavior that stems, in part, form the abuse of power and the perpetuation of a gender power imbalance. Organizations can effectively deal with allegations of sexual harassment and increase their responsiveness by taking a number of important measures:

· Examine the characteristics of deaf ear organizations 
· Foster management support and education
· Stay vigilant
· Take immediate action
· Create a state of the art policy
· Establish clear reporting procedures

Employing ethical guidelines

· Identify stakeholders that will be affected by any decision
· Identify the costs and benefits of various decision alternatives to these stakeholders
· Consider the relevant moral expectations that surround a particular decision
· Be familiar with the common ethical dilemmas that decision makers face in your specific organizational role or profession
· Discuss ethical matters with decision stakeholders and others
· Convert your ethical judgments into appropriate action.
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Chapter 13

[13.1] What is Conflict?

Conflict; the process in which one party perceives that its interests are being opposed or negatively affected by another party
· Interpersonal conflict: when one person, group, or organizational subunit frustrates the goal attainment of another

Causes of Organizational Conflict
1) Group Identification and Intergroup Bias; “Us against them” when a group is separated and are in conflict
2) Differences in 
a. Power; if dependence is not mutual but is one-way, potential for conflict increases
b. Status; provide little incentive for conflict when people of lower status are dependent on those higher status. 
c. Culture; when two or more very different cultures develop in an organization, the clash in beliefs and values can result in obvious conflict. 
d. Ambiguity; goals and performance criteria can lead to conflict. EX: If sales drop following the introduction of a new product, the design group might blame the marketing department for a poor advertising campaign. In response, the marketers might claim that the improved product is actually inferior to the old product. 
e. Scarce Resource; limited budget money, secretarial support or lab space are attributes to conflict.
[13.2] Types of Conflicts

1) Relationship Conflict: interpersonal tensions among individuals that have to do with their relationship per se, not the task at hand
2) Task Conflict: disagreements about the nature of the work to be done; examples: differences of opinion about goals or technical matters 
3) Process Conflict: Disagreements about how work should be organized and accomplished (how the work should get done; ex: disagreements about responsibility, authority, resource allocation & who should do what






[13.3] Modes of Managing Conflict 

These approaches to managing conflict are a function of 1) how assertive you are in trying to satisfy your own or group’s concerns 2) how cooperative you are in trying to satisfy those of the other party or group 
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1) Avoiding: a conflict management style characterized by low assertiveness of one’s own interests and low cooperation with the other party. It might be a sensible response when:
a.  The issue is trivial.
b. Information is lacking.
c. People need to cool down
2) Accommodating: a conflict management style in which one cooperates with the other party, while not asserting one’s own interests. It can be an effective strategy when:
a. You are wrong.
b. The issue is more important to the other party.
c. You want to build good will. 
3) Competing: a conflict management style that maximizes assertiveness and minimizes cooperation. It can be effective when:
a. You have a lot of power.
b. You are sure of your facts.
c. The situation is truly win-lose.
d. You will not have to interact with the other party in the future
4) Compromise: a conflict management style that combines intermediate levels of assertiveness and cooperation. It can be effective when
a. Resources are scarce
b. Parties have equal power
5) Collaborating: a conflict management style that maximizes both assertiveness and cooperation. Tries to get a win- win solution. It works best when 
a. The conflict is not intense 
b. Each party has information that is useful to the other
[13.4] Managing Conflict with Negotiation

Negotiation; a decision-making process among interdependent parties who do not share identical preferences; try reaching a satisfactory exchange between the 2 parties
1) Distributive negotiation: win-lose situation where a fixed amount of assets is divide between the parties; zero-sum
2) Integrative negotiation: win-win situation that assumes that mutual problem solving can enlarge the assets to be divided between parties 

Distributive Negotiation Tactics; single-issue negotiations

1) Threats and Promises: implying that you will punish the other party if he or she does not concede to your position.
2) Firmness versus Concessions: sticking to your target position, offering few concessions, and waiting for another party to give in
3) Persuasion: takes 2-pronged attacks, 1. Asserts the technical merits of the party’s position (ex: the consulting firm might justify its target price by saying ‘’we have the most qualified staff. We do the most reliable surveys’’) 2. Asserts the fairness of the target position (ex: negotiator might make a speech about the expenses the company would incur in doing the survey)
Integrative Negotiation Tactics: rejects a fixed-pie assumption and strives for collaborative problem solving that advances the interests of both parties. 

1) Copious Information Exchange: information exchanged in distributive bargaining is concerned with attacking the other party’s position and trying to persuade them of the correctness of yours
2) Framing Differences as Opportunities: parties in a negotiation often differ in their preferences, for everything from the timing of a deal to the degree of risk that each party wants to assume
3) Cutting Cost: if you can somehow cut the costs of another party, the chances of an integrative settlement increase. 
4) Increasing Resources: increasing available resources is a very literal way of getting around the fixed-pie syndrome.
5) Introducing Superordinate Goals: attractive outcomes that can be achieved only by collaboration. Neither party can attain the goal on its own.
Third Party Involvement; when a third party intervenes between negotiations of two parties. 
1) Mediation: occurs when a neutral third party helps to facilitate a negotiated agreement. 
2) Arbitration: occurs when a third party is given the authority o dictate the terms of settlement of a conflict
[13.5] Is all Conflict bad? 
 
2 Types of Conflicts
1) Constructive Conflict; Conflict is aimed at issue, not people
2) Relationship Conflict; Aims conflict at the person, not the issue or task
Conflict stimulation: a strategy of increasing conflict to motivate change 
· When there’s a friendly rut; friendship takes over organizational goals
· When parties who should talk are avoiding each other to avoid conflict

[13.6] A Model of Stress in Organizations 

1) Stressors: environmental events or conditions that have the potential to induce stress. Individual personalities often determine the extent to which a potential stressor becomes a real stressor and actually induces stress. There are some conditions that would prove stressful for just about everyone which include
a. Extreme heat/cold
b. Isolation
c. Hostile people
2) Stress: a psychological reaction to the demands inherent in a stressor that has the potential to make a person feel tense or anxious because the person does not feel capable of coping with these demands. 
3) Stress Reactions: the behavioral, psychological and physiological consequence of stress, some the person has no control (high blood pressure / catch a cold)
[13.7] Personality & Stress; 3 key personality traits that play a role in stress
1) Locus of Control: a set of beliefs about whether one’s behavior is controlled mainly by internal or external forces
2) Type A Behavior Pattern: A personality pattern that includes aggressiveness, ambitiousness, competitiveness, hostility, impatience and a sense of time urgency.
3) Negative Affectivity: propensity to view the world, including oneself and other people, in a negative light
[13.8] Stressors in Organizational Life

Executive and Managerial Stressors

1) Role Overload: when one must perform too many tasks in too short a time period. A heavy and protracted workload.
2) Heavy Responsibility: extremely important consequences for the organization and its members. Personal consequences of an incorrect decision can be staggering.

Operative-Level Stressors

1) Poor Physical Working Conditions: more likely to be exposed to physically unpleasant and even dangerous working conditions (e.g., excessive heat, cold, noise, pollution, and chance of accidents).
2) Poor Job Design: Jobs that are too simple or not challenging enough. Job scope can be a stressor at levels that are either too low or too high.
Boundary Role Stressors, Burnout & Emotional Labor

Boundary roles: positions in which organizational members are required to interact with members of other organizations or with the public. Occupants of boundary role positions are especially likely to experience stress. One’s role as an organizational member might be incompatible with the demands made by the public or other organizations. A particular form of stress experienced by some boundary roles is burnout. 
Burnout: Emotional exhaustion, cynicism, and low self-efficacy. Depersonalization reduced personal accomplishment among those who work with people.

Emotional Labor: the requirement for people to conform to certain “display rules” in their job behavior in spite of their true mood or emotions. It can involve being upbeat, whether one feels that way or not, thus exaggerating positive emotions, or remaining calm and civil even when hassled or insulted, thus suppressing negative emotions. EX: Service roles such as waiter, bank teller, and flight attendant are especially laden with display rules. 

The Job Demands - Resources Model & Work Engagement 

Work engagement: a positive work-related state of mind that is characterized by vigor (high levels of energy), dedication, and absorption (fully concentrated)

Job-Demands - Resources Model: a model that specifies how job demands cause burnout and job resources cause engagement. Job demands are physical, psychological, and social. Job resources can help achieve goals, reduce job demands, and help growth

Some General Stressors
1) Interpersonal problems
a. Bullying: Bullying refers to repeated negative behavior directed toward one or more individuals of lower power or status that creates a hostile work environment. It is a subtle form of psychological aggression and intimidation. An essential feature of bullying is its persistence.
2) Career developments- insecurity, moving too fast or too slow
3) Work-Family Stressors
4) Role Ambiguity and Job Insecurity
5) Sexual Harassment
[13.9] Reactions to Organizational Stress

Behavioral Reactions to Stress; are activities that the stressed individual uses in an attempt to cope with the stress. Include:
-Problem Solving; directed toward terminating the stressor or reducing its potency, not toward simply making the person feel better in the short run. Ex of problem solving;
a. Delegation; a busy executive reduces her stress-provoking workload by delegating some of her many tasks to a capable assistant.
b. Time Management
c. Talking it out
d. Asking for help
e. Searching for alternatives
-Seeking Social Support: simply refers to having close ties with other people.
-Performance Changes: some stressors are interfering other stressors in that they directly damage goal attainment. These include role ambiguity and interpersonal conflict. On the other hand, some stressors are challenging
-Withdrawal; takes the form of absence and turnover. EX: When the employee takes multiple personal days because they can’t handle the stress from their jobs
-Use of Addictive Substance; smoking, drinking and drug use represents the least satisfactory behavioral responses to stress for both the individual and the organization. 

Psychological Reactions to Stress
Defense Mechanism: psychological attempts to reduce the anxiety associated with stress. Some common defense mechanisms include the following:
a) Rationalization
b) Projection
c) Displacement
d) Reaction formation is expressing
e) Compensation 
Physiological Reactions to Stress
 Many studies of physiological reactions to stress have concentrated on the cardiovascular system, specifically on the various risk factors that might prompt to heart attacks. 

Organizational Strategies for Managing Stress
1) Job Redesign
2) “ Family- Friendly” Human Resource Policies
3) Stress Management Programs
4) Work-Life Balance, Fitness, and Wellness Programs
5) Use of realistic goal setting
6) Increased organizational communication
7) Offering employee sabbaticals 

Consequences of Stress
1) Physical Consequences
2) Psychological Consequences
3) Organizational Consequences 
Personality Characteristics
Types of Personalities
1) Impatient
2) Aggressive
3) Strong need to control work environment
4) Competitive
5) Time Conscious
Type A Personality: Quick temper, strongly related to increased risk of heart attacks
Type B Personality: Less competitive, less devoted to work, have a weaker sense of time urgency, more likely to have a balanced/relaxed approach to life
Hardy Personality: Committed, controlled and challenged to given tasks
Emotional Inhibition: a personality trait involving a tendency to deny feelings of anger, anxiety, or fear; in stressful situations, physiological responses such as heart rate and blood pressure rise sharply. People who display this trait are at greater risk of becoming ill than people who can acknowledge feelings.
Negative Affectivity (NA): is the propensity to view the world, including oneself and other people, in a negative light. People high in NA report more stressors in the work environment and feel more subjective stress. They are particularly likely to feel stressed in response to the demands of a heavy workload.

Stress Reduction Techniques
1) Short-term psychotherapy
2) Exercise and nutrition programs
3) Relaxation training
4) Time-management skills
5) Delegation Skills
Individual Differences in Stress
1) Perceive the situation differently
2) Different threshold levels of resistance to stressor
3) Use different stress coping strategies
Definitions you may need to know
Eustress: low level of stress-normal stimulation. Helps us keep alert, motivates us to face challenges, and drives us to solve problems.
Distress; high level of stress. Over-reaction to challenges, or prolonged reaction to stressors. 
Adaptive Disease; prolonged stress
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