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Five-factor Model of Personality (OCEAN), “Big Five”:

· Extraversion: Sociable, talkative (extrovert) vs. withdrawn, shy (introvert).

· Emotional stability/neuroticism: Stable, confident (low neuroticism) vs. depressed, anxious (high neuroticism). 

· Agreeableness: Tolerant, cooperative (more) vs. cold, rude (less).
· Conscientiousness: Dependable, responsible (more) vs. careless, impulsive (less).

· Openness to Expression: Curious, original (more) vs. dull, unimaginative (less).
Locus of Control: The belief pertaining to the contingency of one’s behaviour, be it external or internal. 

· High External: Belief hinges on fate, luck, powerful individuals.

· High Internal: Belief hinges on self-initiative, personal actions, free will.

Self-Monitoring: The extent to which people observe and regulate how they appear and behave in social settings.
· High self-monitors are concerned with their surroundings, socially appropriate behaviour, tune in to social cues and regulate their behaviour. They are more involved in their jobs, perform at higher levels and emerge as leaders. However, they show more role stress and are less committed to their organisation(s).

· Low self-monitors are the opposite and are said to “wear their hearts on their sleeves”.

Behavioural Plasticity Theory: People with low self-esteem seek approval from others, are more susceptible to external and social influences.
Proactive Behaviour: Taking initiative to improve current circumstances or create new ones.

Proactive Personality: Stable personal disposition that reflects tendency to take personal initiative across a range of activities and situations and to effect positive change in one’s environment.

· Identify opportunities, take action and persevere until they bring about meaningful change. 
· Higher performance, tend to be more successful.

General Self-Efficacy (GSE): A general trait that in an individual’s beliefs that they can perform well in a variety of challenging situations.

· Many successes – high GSE. 

Core Self-Evaluations: A broad personality concept that consists of more specific traits that reflect the evaluations people hold about themselves and their self-worth.

Learning: Permanent change in behaviour potential that occurs due to practice and experience. 

Operant Learning Theory (Learning): Operate on the environment to achieve certain consequences.

· Reinforcement: Stimuli that increases behaviour (positive: addition, negative: removal).

· To decrease behaviour: Punishment (addition of unwanted stimuli) and extinction (removes reinforcement of supported behaviour).
· Social recognition; positive feedback; “pat on the back” is a positive reinforcer that reinforces desirable behaviour.
· Fast acquisition (strategy) of some response is achieved with continuous and immediate reinforcement.

· Persistence (strategy) is achieved when it is learned under conditions of partial and delayed reinforcement.
Organizational Errors involving reinforcement:

· Confusing rewards with reinforcers

· Neglecting diversity in preferences for reinforcers

· Neglecting important sources of reinforcement

Using punishment effectively:
· Make sure the chosen punishment is truly aversive

· Punish immediately
· Do not reward unwanted behaviours before or after punishment

· Do not inadvertently punish unwanted behaviour
Social Cognitive Theory (Learning):

· Modelling: Imitating the behaviour of others.

· Self-Efficacy: Individual’s belief in performing a specific task (unlike GSE, which is more of a personality trait anyway). Involves:

· Performance mastery

· Observation

· Verbal Persuasion and Social Influence

· Physiological State

· Self Regulation: Principles to regulate one’s own behaviour.
· Collect self-observation data

· Observe models 

· Set Goals

· Rehearse

· Reinforce oneself
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· Perceptual defence: Tendency to defend the perceiver against unpleasant emotions; “to see what you want to see”.

Social Identity Theory: “Who am I?”

Model of the Perceptual Process: 

· Unfamiliar target encountered

· Openness to target cues

· Familiar cues encountered 

· Target categorized

· Cue selectivity

· Categorization strengthened

Basic Biases in Person Perception:
· Primacy effect: Perceiver relies on early cues or first impressions – lasting impact.

· Recency effect: Perceiver relies on recent cues or last impressions – can be more important.

· Central traits: Characteristics of a target that are of particular interest to the perceiver.

· Implicit Personality Theory: Personal theories that people have about which personality characteristic go together, ie. “people of average intelligence are friendly”; leads to misunderstanding.
· Projection: Perceiver’s tendency to attribute own thoughts and feelings unto others.

· Stereotyping: Generalization based on social category.
Attribution: The process by which causes or motives are assigned to explain people’s behaviour.
· Dispositional: Explanation for behaviour based on one’s personality or intellect. 

· Situational: Explanation for behaviour based on one’s external situation or environment.

· Consistency cues: Reflects how consistently an individual engages in a particular behaviour over time. 

· Consensus cues: Reflects how an individual’s particular behaviour compares with others.
· Distinctiveness cues: Reflects how an individual engages in a particular behaviour over a variety of situations.
· Biases in attribution:

· Fundamental attribution error: The tendency to over-emphasize dispositional explanations for behaviour at the expense of situational explanations.
· Actor-observer effect: The propensity for actors and observers to view the causes of the actor’s behaviour differently.

· Self-serving Bias: Tendency to take credit for successes and deny responsibility for failures.

Person Perception and Workforce Diversity:
· The workplace is changing, diversity should be valued.

· Barriers include stereotyping (age, gender, racial and ethnic).

· Age isn’t indicative of ability and women are still under-represented.

Person Perception in HR:
· Contrast effects: Previously interviewed job applicants affect an interviewer’s perception of a current applicant, leading to an exaggeration of differences between applicants.

· Rater errors: Perceptual errors in performance evaluations.

· Leniency: Tendency to perceive the job performance of ratees as especially good.
· Harshness: Tendency to perceive the job performance of ratees as especially ineffective.

· Central tendency: Tendency to assign most ratees to middle-range job performance categories.
· Halo effect: The rating of an individual on one trait or characteristic tends to colour ratings on other traits or characteristics.

· Similar-to-me effect: Rater gives higher ratings to people who are similar to the rater in terms of background or attitudes.
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Values: A broad tendency to prefer certain states of affairs over others.

· Varies across occupational differences and cultures.

· Work centrality: Perceiving work as central life interest. High work centrality leads to longer hours worked and more commitment to working.

Hofstede’s Study:
· Power Distance: The extent to which an unequal distribution of power is accepted by society members. Ranges from low (egalitarian) to high (clear distinction in power within an organization).

· Uncertainty avoidance: The extent to which people are uncomfortable with the uncertain and ambiguous situations. Ranges from low (tolerance of ambiguity and unusual ideas) to high (threatened by ambiguity and relies on rules for stability).
· Masculinity/Femininity: Culture that values stereotypically male traits such as assertiveness and the acquisition money of OR the culture values stereotypically female traits such as caring for others and caring about the quality of life.

· Individualism/Collectivism: Individualistic societies favour independence, individual initiative and privacy. Collective societies favour interdependence and loyalty.

· Long-term/Short-term orientation: Short-term cultures stress values that are more past and present-oriented, such as respect for tradition and fulfilling obligations. Long-term cultures stress values that are more future-oriented, such as persistence, prudence and thrift.
Implications of Cultural Variation:
· Exporting/Importing OB theories, appreciating global customers (cross-culture differences in values) and developing global employees.
Attitude: Relatively stable tendency to respond consistently to some specific object, situation, person or category of people.
· Belief + Value ( Attitude ( Behaviour

· “My job is interfering with my family life” (Belief) ( “I dislike anything that hurts my family” (Value) ( “I dislike my job” (Attitude) ( “I’ll look for another job” (Behaviour)

Job Satisfaction: Collection of attitudes that workers have about their jobs.

Determining Job Satisfaction:

· Discrepancy theory: Discrepancy between job outcomes wanted and the outcomes that are perceived to be obtained.
· Fairness:
· Distributive: Getting what you think you deserve from your job. 

· Procedural: Process used to determine outcome is seen as reasonable.
· Follow consistent procedures over time

· Uses accurate info and appears unbiased

· Allows two-way communication during the allocation process

· Welcomes appeals of the procedure or allocation
· Interactional: Occurs when people believe that they have received respectful and informative communication regarding an outcome.
· Both procedural and interactional fairness are very important and can offset negative effects.

· Disposition: Different aspects of one’s personality.
· Mood and emotion: Intense, short-lived feelings caused by a particular event (emotion) and less intense, longer-lived and more diffuse feelings (mood).

· Emotional Contagion: Moods and emotions that spread between people or groups.
· Emotional Regulation Conforming to “display rules” in their job behaviour despite their true feelings.
· Equity Theory arises out of Distributive Fairness, and it states that inputs and corresponding outcomes of one person are compared to those of others within the same group. 
· Ratio: (My Outcomes / My Inputs) = (Other’s outcomes / Other’s Inputs)
· Can result in Underpayment Equity and Overpayment Equity.

· Inequity can be reduced behaviourally by changing your inputs or outcomes, changing other’s inputs or outcomes or quitting the job for a more equitable one.

· Inequity can be reduced cognitively by distorting perception of own inputs or outcomes, distorting perception of other’s inputs or outcomes and changing an individual by which to compare to.
· Perceived underpayment may have a negative effect on motivation.

· Overpayment might lead to unintended motivational effect.
Key Contributors to Job Satisfaction:

· Mentally challenging work
· Adequate compensation

· Career opportunities

· People
Consequences of Job Satisfaction:
· Reduce absence from work

· Turnover: Satisfied people may quit and dissatisfied people may remain due to:
· “Shocks” (marital break-ups, children, better job opp.) may entice satisfied people to leave.

· Commitment to values and mission of an organization may offset dissatisfaction.

· Individual may be embedded in the community, which may offset dissatisfaction.

· Weak job markets may discourage turnover, even though the person is dissatisfied.

· “Honeymoon effect”: Bad facets of the old job are gone, good facets of the new job are apparent, bad facets of the new job are not yet known. Followed by… 

· “Hangover effect”: As bad facets of the new job are recognized, satisfaction decreases.

· Increase performance: Correlation between this and job satisfaction is complicated. It is mostly true for high-tech fields such as science and engineering than it is for routine labour jobs.
· Increase Organization Citizenship Behaviour (OCB): Voluntary, informal behaviour that contributes to organizational effectiveness.
· Characteristics include helping, conscientiousness, being a good sport, courtesy and cooperation.

· Increase customer satisfaction and profit.

Organizational Commitment: Attitude that represents the strength of the link between an employee and an organization.

· Affective: Based on identification and involvement within the organization

· Continuance: Based on the cost that would be incurred in leaving the organization.

· Normative: Based on the ideology or feeling of obligation to the organization.

Consequences of Organizational Commitment:

· Affective commitment can decrease turnover.

· Continuance commitment may reduce performance.

· Can cause conflicts between family life and work life
· Unethical and illegal behaviour

· Lack of innovation and resistance to change (when a change in culture is needed)
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Motivation: Then effect to which persistent effort is directed toward a goal. Characteristics include:
· Efforts

· Persistence

· Direction

· Goals

Intrinsic Motivation: Stems from the direct relationship between the worker and the task; usually self-applied.
Extrinsic Motivation: Stems from the work environment external to the task; usually applied by others.

Motivation and Performance: Intelligence influences performance. Two types of intelligence are important:
· General Cognitive Ability: A person’s basic information processing capacities and cognitive resources.

· Emotional Intelligence: The ability to understand and manage one’s own and other’s feelings and emotions. Model of four interrelated sets of sills or branches:
· Perception of emotions

· Integration and assimilation of emotions

· Knowledge and understanding of emotions 
· Management of emotions

· It is possible for a highly-motivated person to perform badly and vice versa.

Employee Engagement: Extent to which an individual immerses his or her true self into his or her work roles. When people are engaged, they employ and express themselves physically, cognitively and emotionally during role performances.

· Not the same as motivation; engagement has to do with how people perform their jobs.

· Factors that contribute to people’s engagement at work:

· Psychological meaningfulness when there are incentives for them to engage, they receive a return on their investment, they feel worthwhile; useful; valuable.

· Psychological safety when they can employ or express themselves without fear of negative consequences to their self-image, status or career.

· Psychological availability when they feel they have the physical, emotional and cognitive resources required to engage themselves in a situation.

Theory of Needs:

· Need for achievement: A strong desire to perform challenging tasks well. These people exhibit characteristics:
· A preference for situations in which personal responsibility can be taken for outcomes.
· A tendency to set moderately difficult goals that provide for calculated risks.

· A desire for performance feedback.

· Need for affiliation: A strong desire to establish and maintain friendly, compatible interpersonal relationships.

· Need for power: A strong desire to influence others, making a significant impact or impression.
Managerial Implications of Need Theories:
· Appreciate diversity
· Appreciate intrinsic motivation

Process Theories of Work Motivation: Specifies the details of how motivation occurs. 

· Expectancy theory: States that motivation is determined by the outcomes that people expect to occur as a result of their actions on the job.
· Outcomes: Consequences that follow work behaviour.
· Instrumentality: Probability that a particular first-level outcome will be followed by a particular second-level outcome.
· Valence: The expected value of work outcomes; the extent to which they are attractive or unattractive. 

· Valence of a particular first-level outcome = ∑ instrumentalities * second-level valences

· Expectancy: Probability that a particular first-level outcome can be achieved.

· Force: The effort directed toward a first-level outcome.

· Force = first-level valence * expectancy
Practical Implications of Expectancy Theory:
· Boost expectancies

· Clarify reward contingencies

· Appreciate diverse needs

Equity Theory: A process theory which states that motivation stems from a comparison of the inputs one invests in a job and the outcomes one receives in comparison with the inputs and outcomes of another person or group.

Goal-Setting: Motivational technique that uses specific, challenging and acceptable goals and provides feedback to enhance performance. Characteristics include:
· Goal specificity

· Goal challenge

· Goal commitment

· Goal feedback
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Linking Pay Performance to Production Jobs:

· Piece rate: A pay system in which individual workers are paid a certain sum of money for each unit of production completed.

· Wage incentive plans: Various systems that link pay to performance on production jobs.
· Studies show that this has increased productivity. 

· Potential Problems with Wage Incentives:
· Lowered quality: Faster “people processing”, less quality control.

· Differential opportunity: Workers may be at a disadvantage due to different circumstances.

· Reduced cooperation: Workers may hoard materials or refuse to engage in peripheral tasks.

· Incompatible job design, i.e. working on assembly line does not equal working in a group of 10.

· Restriction of productivity: Artificial limitation of work output. 
Merit Pay Plans: Linking pay to performance on white-collar jobs.
Potential Problems:

· Low discrimination: Managers are unable to distinguish between good and poor performance.

· Small increases ( Can be solved by lump sum bonus.
· Pay secrecy: Employees may “invent” salaries if they have no clue.

Using Pay to Motivate Teamwork:

· Profit sharing and Employee Stock Ownership (ESOP): Annual bonus based on corporate profits and/or purchasing stock shares. Payments made in cash or deterred into a retirement fund.

· Employees must be able to influence profits and owners must be willing to distribute wealth. 
· Adv: Simple, affordable and unites the financial of interests of owners and employees.

· Disadv: External factors may influence profits, private companies need to open their books, long-term performance ignored.

· Gainsharing: Members get bonuses when their unit beats pre-determined  targets.
· Objectives must be measurable, managers must encourage employees and the employees must trust management.

· Adv: Enhances teamwork, employees learn more about the business, focus on objectives, work harder and smarter.

· Disadv: May lead employees to ignore important objectives, company may have to pay bonuses when unprofitable.

· Skill-based pay: Wage rises with the amount of tasks an employee can do.

· Skills must be identified and assigned a pay grade. Companies must have well-developed employee training and assessment programs. 
· Adv: Company can operate with a leaner staff, workers gain a broader perspective; become adept at problem-solving.
· Disadv: Training and labour costs may become too high.
Job Scope:
· Low scope: Assembly line worker, utility worker etc.

· High scope: Quality control, Professor, Manager etc.

Core Job Characteristics:
· Skill variety

· Autonomy

· Task significance

· Task identity

· Feedback

· Motivating potential score = [(skill variety + task identity + task significance) / 3] x autonomy x job feedback

Job Enrichment: Design of jobs to enhance intrinsic motivation, quality of working life and job involvement. 
· Job involvement: Cognitive state of psychological identification with one’s job and the importance of work to one’s total self-image.

Potential Problems with Job Enrichment:
· Poor diagnosis

· Job enlargement: Increasing job breadth by giving employees more tasks at the same level to perform but leaving other characteristic unchanged. 
· Lack of desire or skill

· Demand for rewards

· Union resistance

· Supervisory resistance

Management by Objectives (MBO): An elaborate, systematic, ongoing program designed to facilitate goal establishment, goal accomplishment and employee development.

Alternative Working Schedules:

· Standard workweek: 8 hrs./day and 5 days/week

· Compressed workweek: 10 hrs./day and 4 days/week

· Flex-time: Arrival and departure times are flexible.
· Job sharing: Two part-time employees divide the work of a full-time job.

· Telecommuting: Employees can work at home but stay in touch with their offices through the use of communications technology, such as a computer network, voice mail and electronic messages.  
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Formal work groups: Established by organizations to facilitate the achievement of organizational goals. 
Informal groups: Emerge naturally in response to the common interests of an organization

Group Development:

Typical Stages of Group Development:
· Forming: Ambiguous situation where members are dependent on one-another.
· Storming: Criticisms; conflicts; group direction; all determined early on.

· Norming: Issues during storming resolved; compromise; norms are agreed to.
· Performing: Achievement, creativity and good performance.
· Adjourning: Group disperses when downsizing occurs or goal is achieved.
Punctuated Equilibrium Model: Describes how groups with deadlines are affected by their first meetings and crucial midpoint transitions.

· Phase 1: Crucial first meeting(s), agenda is made for what assumptions, ideas are to come. Very little progress is made.

· Midpoint transitions: Changes are made and progress is important. Information is consolidated and new approaches may arise within the group.

· Phase 2: Changes in midpoint are applied and the group strives to finish. Bursts of activity are prevalent. 

Group Structure and its Consequences:

· Size and satisfaction: Members in smaller groups are more satisfied.     
· Size and performance: Potential on performance on (indicated by ↑ or ↓):
· Additive tasks: Sum of efforts by all team members (↑).
· Disjunctive tasks: Dependence on performance of best group member (↑).

· Conjunctive tasks: Limitation by performance of worst group member (↓).
Norms: Collective expectations that members of social units have regarding the behaviour of each other.

· Norm Development: Norms provide psychological security and permit mundane activity with minimal disruption.

· Typical Norms: Dress norms, reward allocation norms, performance norms.

Roles: Positions in a group that have a set of expected behaviours attached to them.

· Role ambiguity: Lack of clarity of job goals or methods.

· Organizational factors: Inherently ambiguous due to organization.

· Role sender: Might have unclear expectations of the focal person.
· Focal person: Role confusing to the person, especially if he/she is new.

· Role conflict: Condition of being faced with incompatible role expectations.
· Intrasender: Single role sender provides incompatible role expectations to role occupant.
· Intersender: Two or more role senders provides incompatible role expectations to role occupant.
· Interrole: Several roles held by a role occupant involve incompatible expectations.
· Person-role: Demands behaviour that is incompatible with personality or skill of role occupant.
Status: Rank, prestige, social position of  members within a certain group.
· Bottom-up communication

· Greater influence of higher status members
Group Cohesiveness: Degree to which group is especially attractive to its members.
Factors predicting cohesiveness: Threat & competition, success, member diversity (-), size (-), initiation toughness (
( Cohesiveness ( 

( Consequences: Participation, conformity, success

Social Loafing: Tendency to withhold physical or intellectual effort when performing a group task. 

· Free-rider effect: Coasting at the expense of other team member’s work.

· Sucker effect: Decrease in effort because of a free-rider in an attempt to restore group equity.  
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Social Influence in Organizations
· Information Dependence: Reliance on others for info about how to think feel and act.

· Effect Dependence: Reliance on others due to their capacity to provide rewards and punishment.

Social Influence in Action

Motives for Social Conformity

· Compliance: Conformity to a social norm prompted by the desire to acquire rewards or avoid punishment.

· Identification: Conformity to a social norm prompted by perceptions that those who promote the norm are attractive or similar to one-self.

· Internalization: Conformity to a social norm prompted by true acceptance of the beliefs, values and attitudes that that underlie the norm.

Organizational Socialization: Process by which people learn the norms and roles that are necessary to function in a group or organization. 
· Person-job fit: Match between employee’s skills, perspicacity, requirements and the job.
· Person-organization fit: Match between employee’s values and those of the organization.
· Methods:
· Realistic job previews: Realistic picture of the positive and negative aspects of a job to applicants.

· Employee orientation programs
· Socialization tactics: The manner in which organizations structure the early work experiences of newcomers and individuals who are in transition from one role to another.

Organizational Culture: Shared beliefs, values and assumptions that exist in an organization. 
· Culture represents a true way of life

· Tend to be fairly stable over time

· Content involves internal and external factors

· Can have a strong impact on both organizational performance and member satisfaction

· Subcultures: Smaller culture within culture based on differences in training, occupation or department goals.
· Strong Culture: Organizational culture with intense and pervasive beliefs, values and assumptions. 

· Assets: Coordination, conflict resolution, financial success

· Liabilities: Resistance to change, culture clash, pathology

· Contributors to the Culture: The founder’s role, socialization
· Diagnosing a Culture: Symbols, rituals, stories
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Leadership: Influence that particular individuals exert on their goal achievement of others in an organization.
Trait Approach: Individual characteristics such as physical attributes, intellectual ability and personality. 
· Examples include: intelligence, energy, self-confidence, dominance, motivation to lead, emotional stability, honesty and integrity, need for achievement

· Limitations include uncertainty with traits in leadership and different situations.

Behavioural Approach: Turn to behaviour to assign appointed leaders instead of emergent ones.
· Consideration: The extent to which a leader is approachable and shows personal control and respect for employees.
· Initiating Structure: The degree to which a leader concentrates on group goal attainment. 

· Consequences of Consideration and Structure:

· When employees are under pressure, structure increases satisfaction and performance.

· When the task is satisfying, the need for high consideration and structure is reduced.

· When goals and job’s methods are clear and certain, consideration may promote employee satisfaction while structure may promote dissatisfaction.
Leader rewards behaviour: Leader’s use of complements, tangible benefits and deserved special treatment.
Leader punishment behaviour: Leader’s use of reprimands or unfavourable task assignments and the active withholding of rewards.

Situational Approach: Setting in which influence attempts occur.

Fielder’s Contingency Theory: States that the association between leadership orientation and group effectiveness is contingent on how favourable the situation is for exerting influence. 

· Least Preferred Co-Worker (LPC): Worker, former or current, with whom the leader has had hard time getting things done with. Scored from 8 (pleasant) to 1 (unpleasant).

· Also includes Situational Favourableness and Contingency Model (not discussed herein).

House’s Path-Goal Theory: Concerned with the situations under which various leader behaviours are most effective.

· Leader Behaviours:

· Directive: Leaders schedule work, maintain performance standards and let employees know what is expected of them.

· Supportive: Leaders are friendly, approachable and concerned with pleasant interpersonal relationships.
· Participative: Leaders consult with employees about work-related matters and consider their opinions. 

· Achievement-Oriented: Leaders encourage employees and to exert high effort and strive for a high level of goal accomplishment.

· Situational Factors: Concerned with employee characteristics and environmental factors.
· Employee Characteristics:

· High need for achievement: Achievement-oriented

· Low need for autonomy: Directive

· Low task abilities: Directive

· Environmental Factors: 

· Unstructured Situations: Directive & participative

· Structured Situations: Supportive

· Outcomes are job satisfaction, acceptance of the leader and effort.  
Participative Leadership: Involving employees in making work-related decisions. 

· Advantages include increased motivation, enhanced quality and increase acceptance of decisions. 

· Problems include using up time and energy, potential reduction in leader’s influence/power and employees may lack receptivity or knowledge

· Whether or not participation works is debateable, although employees report more job satisfaction.

Leader-Member Exchange (LMX) Theory: Leadership theory which focuses on the quality of the relationship that develops between a leader and an employee.
Neocharismatic Theories (Transformational and Charismatic leadership)

Transactional Leadership (part of broad “Transformational Leadership” topic) is based on rewards and punishment.
· Rewards on contingent on leadership.

· Punishment consists of management-by-exception where leader takes coercive action on the basis of results of leader-follower transactions.

Transformational Leadership: Provides followers with a new vision that instils true commitment. 
· For performance, transformational is better than transactional.

· Aspects (4 I’s):
· Intellectual stimulation contributes to the “new vision” aspect and forces people to think about problems, issues and strategies in new ways; leader solicits ideas, promotes creativity.
· Individualized consideration takes individual needs and concerns into account. All this is done in the overall goal or mission for the company.

· Inspirational motivation inspires followers with leader’s visions based on future values and ideals. Enthusiasm, optimistic outlook, task meaning and challenging followers with high standards are key.
· Idealised influence (charisma) is the most important aspect and encompasses the ability to command strong devotion from followers which exerts a strong influence among them.
Charismatic Leadership:
· Leader’s personal characteristics often include good self-confidence and strong conviction in own beliefs.

· Behaviours include:

· Articulating an ideological vision

· Acting as a role model

· Communicating high expectations for follower performance

· Expressing confidence in followers’ ability to succeed

· Followers normally have trust and strong emotional attachment to their leader, commitment to goals and high confidence/performance/satisfaction/motivation.

· Followers may become too dependent and have unrealistic expectations. Moreover, there may not be an adequate successor to the leader.
*Strategic, Ethical, Cultural, Global and Gender Leadership are not discussed herein.
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Decision Making: The process of developing a commitment to some course of action. 
· Problem: A perceived gap between an existing state and a desired state.

· Well-structured problem: Problem for which the existing state is clear, the desired state is clear and how to get from one state to the other is fairly obvious.
· Often encountered in organisations, can be solved with a program 

· Ill-structured problem: Problem for which the existing and desired states are unclear and the method of getting to the desired state is unknown.
· These problems are unique and complex, and generally incite conflict amongst the parties involved.

Rational Decision-Making Model:

· Identify problem

· Search for relevant information

· Develop alternative solutions to the problem

· Evaluate alternative solutions

· Choose best solution

· Implement chosen solution

· Monitor and evaluate solution

Perfect Rationality: Decision strategy that is completely informed, perfectly logical and oriented toward economic gain.

· Bounded Rationality: Decision strategy that relies on limited information and that reflects time constraints and political considerations.

· Framing: Aspects of the presentation of information about a problem that are assumed by decision makers.

· Cognitive biases: Tendencies to acquire and process information in an error-prone way.

Problem Identification and Framing: Bounded rationality can lead to the following difficulties.
· Perceptual defence (“seeing what you want to see, not what actually is”)
· Problem defined in terms of functional speciality i.e. marketing majors may try to fix a sales problem with a marketing-based solution, but the problem resides in bad design
· Problem defined in terms of solution, as in prematurely jumping to conclusions

· Problem diagnosed in terms of symptoms, not looking at the source of the problem, only at the problem’s surface
Information Search: A search for info when a problem is identified. Can lead to:
· Too little information, leading to confirmation bias where searchers had the tendency to seek out info that conforms to one’s own definition of or solution to a problem.

· Too much information, leading to confirmation overload where the reception of too much information for what is necessary takes place.
Alternative Development, Evaluation and Choice: Listing alternative solutions to the problem.
· Maximization: The choice of the decision alternative with the greatest expected value.

· Workers working on bounded rationality often make mistakes:
· Avoid incorporating existing data into their decisions, i.e. consistently releasing a product that has a high market failure-rate.

· Large samples are normally better than smaller ones. Despite this, the smaller samples are chosen for data.
· Overestimate odds of complex chain of events: “A will lead to B because C will occur.”

· Anchoring effect: The inadequate adjustment of subsequent estimates from an initial estimate that serves as an anchor. Example, pricing of a house alters a real estate’s agent professional evaluation of it.
· 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.
Solution Evaluation: After solution has been implemented, the evaluation process begins.
· Justification: Justification of faulty decisions is been seen in the faulty treatment of sunk costs, which are permanent losses of resources incurred as the result as the result of a decision. This leads to escalation of commitment, which is the tendency to invest additional resources in an apparently failing course of action.
· The latter can be seen even when the current decision maker is not responsible for sunk costs. Escalation can occur in both competitive and non-competitive environments.

· Escalation can be prevented by saving rather than spending, setting specific goals, evaluating how decisions are made rather than outcomes and separating initial and subsequent decision making. 

· Hindsight: Tendency to review the decision-making process to find what was done right or wrong.

Group Decision Making: Why use groups?
· Decision Quality: Can make higher-quality decisions than individuals can.

· Groups are more vigilant, generate more ideas and evaluate ideas better than individuals.

· Decision Acceptance and Commitment: Used for getting decisions implemented. Works along the premise that:
· People will be involved in decisions that affect them.
· People will better understand a decision they participate in.
· People will be more committed to a decision in which they invested personal time and energy.

· Diffusion of Responsibility: The ability of group members to share the burden of the negative consequences of a poor decision.
Disadvantages of Group Decision Making

· Time: Discussion, debate and coordination impose time limitations.

· Conflict

· Domination: Dominant party may not get acceptance from others in the group.
· Groupthink: The capacity for group pressure to damage the mental efficiency, reality testing and moral judgment of decision-making groups. Symptoms include:
-- Overconfidence --

Illusions of invulnerability
Illusions of morality

-- Close Mindedness --

Rationalization

Stereotypes of outsiders

-- Conformity Pressures --

Self-censorship
Illusions of unanimity
Direct conformity pressure
Mindguards (protecting the group from info that goes against its decisions)

Risk

· Risky shift: Tendency for groups to make riskier decisions than the average risk initially advocated by their individual members.
· Conservative shift: Tendency for groups to make less risky decisions than the average risk initially advocated by their individual members.
Improving Decision-Making in Organizations

· Training Discussion Leaders ( Train leaders that can “make or break” situations.
· Stimulating and Managing Controversy (Assign a devil’s advocate.
· Traditional and Electronic Brainstorming ( Brainstorm and electronic brainstorming (using a computer to brainstorm).
· Nominal Group Techniques ( Structured group decision-making technique in which ideas are generated without group interaction and then systematically evaluated by the group.
· The Delphi Technique ( Method of pooling a large number of expert judgments by using a series of increasingly refined questionnaires.
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Power: Capacity to influence others who are in a state of dependence. Bases of individual power:
· Legitimate: Derived from a person’s higher position. (Compliance)
· Reward: Derived from the ability to produce positive outcomes and prevent negative ones. (Compliance)
· Coercive: Derived from the use of punishment or threat. (Resistance – worst response from employees)
· Referent: Derived from being well-liked by others. (Commitment – best response from employees)
· Expert: Derived from being an expert or specialised in a discipline valued by an organization. (Commitment – best response from employees)
Obtaining Power:
-- Doing the Right Thing --

Extraordinary, visible and relevant activities
-- Cultivating the Right People --

Outsiders, subordinates, peers and superiors.
Empowerment: Giving people the authority, opportunity and motivation to take initiative and solve organizational problems.

Influence Tactics: Used to convert power into actual influence over others. Includes:
· Assertiveness—ordering, nagging, setting, deadlines, verbal confrontation;

· Ingratiation—using flattery and acting friendly, polite or humble;

· Rationality—using logic, reason, planning and compromise;

· Exchange—doing favours or offering to trade favours;

· Upward appeal—making formal or informal appeals to organizational superiors for intervention;

· Coalition formation—seeking united support from other organizational members.
Subunit Power: Degree of power held by various organization subunits, such as departments. 

Strategic Contingencies: Critical factors affecting the organizational effectiveness that are controlled by a key subunit.  Conditions for subunits controlling strategic contingencies: 
· Scarcity: Power tightens as resources become scarce.

· Uncertainty: Ambiguity leads to confusion, leading the subunit most capable of dealing with the uncertainty rise to prominence.
· Centrality: Subunits whose activities are more central/important to the workflow seize power.

· Substitutability: If you cannot substitute a subunit’s staff, it becomes powerful.

Organizational Politics: Pursuit of self-interest in an organization, whether or not this is self-interest corresponds to organizational goals.  Corresponds to sanctioned means/ends and nonsanctionned means/ends (any combination of means leading to ends).  

· Political Skill: Ability to understand others at work and to use it to influence others to meet one’s own ends or objectives. Facets:
· Social astuteness: Reading people, possess emotional intelligence.

· Interpersonal influence: Convincing interpersonal style used to put others at ease.
· Apparent sincerity: Influence attempts can be seen as manipulative unless they come across as sincere – high integrity.

· Networking: Establishing relationships with key members of an organization and outsiders in order to meet ones’ own ends.

· Machiavellianism: A set of cynical beliefs about human nature, morality and the permissibility of using various tactics to achieve one’s own ends.

· Defensiveness-Reactive Politics: Best action to take may be none at all; avoiding:
· Stalling, putting things off so people stop hassling you for help.

· Overconforming, sticking by your job description strictly.

· Buck passing, making someone else take action.
· If you can’t avoid action, avoid blame for its consequences:

· Buffing, documenting information to show that appropriate action was taken.

· Scapegoating, blaming others.

Ethics: Systematic thinking about the moral consequences of decisions.
Stakeholders: People inside or outside of an organization who have the potential to be affected by organizational decisions.
· Guidelines for ethical Screening of Decisions:

· Identify relevant stakeholders

· Identify the costs and benefits of decision alternatives

· Consider the relevant moral expectations

· Be familiar with the common ethical dilemmas faced by decision makers

· Discuss ethical matters with decision stakeholders and others

· Convert your ethical judgments into appropriate action 

· Whistle-blowing: Disclosing employer’s illegitimate activities to a person or organization that has the power to take corrective action.

· Causes of unethical behaviour include gain, role conflict (where one position’s responsibilities conflicts with another), competition, personality, and organizational/industrial culture.

Sexual Harassment: A form of unethical behaviour that stems, in part, from the abuse of power and the perpetuation of a gender power imbalance in the workplace.
· Can be dealt with:

· “Deaf ear” organizations (being aware of “deaf-ear” syndrome, failures to respond to employees’ complaints)
· Management support and education

· Remain vigilant2
· Immediate action.

· State-of-the-art policy

· Clear reporting procedures

EEOC (Equal Employee Opportunity Commission) Guidelines

Unwelcome sexual advances, requests for sexual favours, and other physical and verbal contact of sexual nature when it affects the terms of employment under one or more of the following conditions:

· such an activity is a condition for employment;

· such an activity is a condition of employment consequences such as promotion, dismissal, or salary increases;

· such an activity creates a hostile environment.
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Interpersonal Conflict: The process that occurs when one person, group or organization subunit frustrates the gaol attainment of another.

Causes of Organizational Conflict

· Group identification and intergroup bias: “My group is better than your group”. Easy to develop, stems from self-esteem.

· Interdependence: Dependence on one department from another, conflicts of interest and power may arise.

· Differences in power, status and culture

· Ambiguity: Ambiguous performance appraisals or gaols can instigate conflict.

· Scarce resources

Types of Conflict

· Relationship: Interpersonal tensions among individuals that have to do with their relationship per se, not the task at hand.

· Task: Disagreements about the nature of the nature of the work to be done.

· Process: Disagreements about how work should be organised and accomplished.

Conflict Dynamics

· Winning the conflict becomes more important than the solution

· Parties conceal info from one another

· Each side becomes more cohesive

· Contact with other parties is generally discouraged, except for formal contact

· Negative stereotyping of other parties, boosting own self-image

· Aggressive, conflict-prone individuals will emerge as leaders on each side

Modes of Managing Conflict

· Avoiding: Low assertiveness of one’s won interests and low cooperation with the other party.

· Accommodating: One cooperates with the other party, while not asserting one’s own interests.

· Competing: Maximizes assertiveness and minimizes cooperation.

· Compromise: Combines intermediate levels of assertiveness and cooperation.

· Collaborating: Maximizes both assertiveness and cooperation.
Negotiation: Decision-making process among interdependent parties who do not share identical preferences.
Distributive Negotiation: Win-lose negotiation in which a fixed amount of assets is divided between parties.

· Threats and Promises
· Firmness vs. Concessions

· Persuasion
Integrative Negotiation: Win-win negotiation that assumes that mutual problem solving can enlarge the assets to be divided between parties.
· Copious Information Exchange: Paranoia may lead parties to be reluctant to share info; remedied by giving away non-critical info and asking the other party a lot of questions.
· Framing Differences as Opportunities
· Cutting Costs

· Increasing Resources

· Introducing Superordinate Goals: Attractive outcomes that can only be achieved through collaboration.
Third-Party Involvement

· Mediation: Aids in process, atmosphere and possibly content of a negotiation. Usually very helpful unless the mediator is biased.
· Arbitration: Can make final distributive decisions – not part of integrative solutions. Conventional arbitration has the arbitrator choosing the final outcome Final offer arbitration has the arbitrator choosing one of the two party’s final offers.
Conflict Stimulation: Using conflict to motivate change. Managers may sometimes employ this strategy.
Model of Stress in Organizations
· Stressors: Environment events or conditions that have the potential to induce stress.

· Stress: A psychological reaction to the demands inherent to a stressor that has the potential to make a person feel tense or actions.

· Stress Reactions: The behavioural, psychological and physiological consequences of stress.
· Personality and Stress:
· Locus of Control: A set of beliefs about whether or not one’s behaviour is controlled mainly by internal or external forces.

· Type A Behaviour Pattern: Includes aggressiveness, ambitiousness, competitiveness, hostility, impatience and a sense of time urgency. 

· Negative Affectivity: Propensity to the view the world in a negative light.
Stressors in Organizational Life

· Executive and Managerial Stressors: Role overload (too many tasks to be done in short period of time) and heavy responsibility.

· Operative-level Stressors: Poor physical working conditions, poor job design ( leads to “jobs demands-job control model”, jobs that have a high demand on employees while giving them little control over workplace decisions induces high stress.
· Boundary Roles Stressors: Positions in which organizational members are required to interact with members of other organizations or with the public. Can lead to burnout, which is emotional exhaustion, depersonalization and reduced personal accomplishment among those who work with people. 

General Stressors
· Interpersonal Conflict (bullying)

· Work-Family Conflict

· Job Insecurity and Change

· Role Ambiguity

· Sexual Harassment

Behavioural Reactions to Stress
· Problem Solving: Delegation, time management, talking it out, asking for help, searching for alternatives.
· Performance: Stress damages performance, but can sometimes stimulate it via motivation.

· Withdrawal: Absenteeism and turnover are use to deal with stress. Stress remains when/if the person would return to the job. However, working in a less-stressful job is a viable solution.
· Use of addictive substances: Drugs, alcohol, cigarettes – self-harm.

Psychological Reactions to Stress
· Defence mechanisms: Psychological attempts to reduce the anxiety associated with stress. Includes:
· Rationalization: Rationalize actions to make them appear socially reasonable.
· Projection: Attributing one’s ideas onto others to feel comfortable.
· Displacement: Taking out anger or stress on someone/something else; a “safe” target.

· Reaction formation: Expressing yourself in a way contrary to what you actually feel, mainly to avoid attack from others.
· Compensation: Applying your skill-set to something you’re good at to make up your failure somewhere else.

Physiological Reactions to Stress: Cardiovascular system can be adversely affected.
Coping with Stress
· Job Redesign

· “Family Friendly” Human Resources Policies

· Stress Management Programs

· Work/Life Programs

