Chapter 1 – Organizational Behaviour and Management

1. What are Organizations?

Organizations

· Social inventions for accomplishing common goals through group effort.

Social inventions

· Coordinated presence of people.

· The field of organizational behaviour is about understanding people and managing them to work effectively.

Goal accomplishment

· Main goal is survival.

· The field of organizational behaviour is concerned with how organizations survive and adapt to change.

· Innovation and flexibility are important behaviours that provide adaptation to change.

Group effort

· Organizations depend on interaction and coordination among people to accomplish their goals.

· The field of organizational behaviour is concerned with how to get people to practice effective teamwork.

2. What is Organizational Behaviour?
Organizational behaviour

· The attitudes and behaviours of individuals and groups in organizations.

3. Why Study Organizational Behaviour?
Organizational behaviour is interesting

· It is about people and human nature.

Organizational behaviour is important

· Has profound impact on people.

Organizational behaviour makes a difference

· Sustained competitive advantage and organizational effectiveness are increasingly related to management behaviour.

4. Goals of Organizational Behaviour:
Predicting organizational behaviour

· Predicting the behaviour of others is an essential requirement in everyday life both inside and outside the organization.

· The very regularity of behaviour in organizations permits the prediction of its future occurrence.

Explaining organizational behaviour

· Why do events occur?

· Accurate prediction precedes explanation.

· Interested in determining why people are more or less motivated, satisfied, or prone to resign.

Managing organizational behaviour

· Management is the art of getting things accomplished in organizations through others.

· Constitutes action.

5. Early Prescriptions Concerning Management:
Classical viewpoint

· Early prescription of management that advocated high specialization of labour, intensive coordination, and centralized decision making.

· Few workers, except for lower-level jobs where machine pacing might substitute for close supervision.

Scientific management

· Frederick Taylor’s system for using research to determine optimum degree of specialization and standardization of work tasks.

Bureaucracy

· Max Weber’s ideal type of organization that included a strict chain of command, detailed rules, high specialization, centralized power, and selection and promotion based on technical competence.

6. The Human Relations Movement and a Critique of Bureaucracy:
Hawthorne studies

· Research conducted at the Hawthorne plant of Western Electric in the 1920’s and 1930’s that illustrated how psychological and social processes affect productivity and work adjustments.

Human relations movement

· A critique of classical management and bureaucracy that advocated management styles that were more participative and oriented toward employee needs.

7. Contemporary Management – The Contingency Approach:

Contingency approach

· Recognizes that there is no one best way to manage, and that an appropriate management style depends on the demands of the situation.

8. What do Managers do?
Managerial roles
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Managerial activities

· Routine communication

· Traditional management

· Networking

· Human resource management

Managerial agendas

· Agenda setting

· Networking

· Agenda implementation

Managerial minds

· Use intuition

· To sense that a problem exists.

· To perform well-learned mental tasks rapidly.

· To synthesize isolated pieces of information and data.

· To double-check more formal or mechanical analyses.

Chapter 2 – Personality and Learning
1. What is Personality?

Personality

· The relatively stable set of psychological characteristics that influences the way an individual interacts with his or her environment.

· Dimensions and traits that are determined by genetic predisposition and one’s long-term learning history.

· People have a variety of personality characteristics.

Personality tests must be

· Reliable

· Consistent

· Valid

· Measures what it’s supposed to measure.

2. Personality and Organizational Behaviour:
Dispositional approach

· Individuals possess stable traits or characteristics that influence their attitudes and behaviours. 

Situational approach

· Characteristics of the organizational setting influence people’s feelings, attitudes, and behaviour. 

· Rewards

· Punishment

Interactionist approach (interactionism)  

· Organizational behaviour is a function of both dispositions and the situation.

· To predict organizational behaviour, we need to know something about an individual’s personality and the work setting.

· This is the most widely accepted approach.

The five-factor model of personality

· Extraversion

· The extent to which a person is outgoing or shy.

· Emotional stability/neuroticism

· The degree to which a person has appropriate emotional control.

· Agreeableness

· The extent to which a person is friendly and approachable.

· Conscientiousness

· The degree to which a person is responsible and achievement oriented.

· Openness to experience

· The extent to which a person thinks flexibly and is receptive to new ideas.

· Related to work, motivation, and job satisfaction.

· Predict job search, employment, vocational interests, and career success.

Locus of control
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A set of beliefs about whether one’s behaviour is controlled mainly by internal or external forces.

· Internals believe that the opportunity to control their own behaviour rests within themselves.

· Externals believe that external forces determine their behaviour.

· Internals are more satisfied with their jobs, earn more money, and achieve higher organizational positions.

· Internals perceive less stress, cope with stress better and engage in more careful career planning.
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Self-monitoring

· The extent to which people observe and regulate how they appear and behave in social settings and relationships.

· High self-monitors take great care to observe and control the images that they project.

· High self-monitors show concern for socially appropriate behaviour and social cues, and they regulate their behaviour according to these cues.

· They are more likely to change employers and locations and to receive more promotions.

· They don’t feel comfortable in ambiguous social settings in which it is hard to determine what behaviours are appropriate.

Self-esteem

· The degree to which a person has positive self-evaluation.

· People with high self-esteem have favourable self-images.

· People with low self-esteem have unfavourable self-images. 

· Employees with low self-esteem react badly to negative feedback.

· People with high self-esteem make more fulfilling career decisions and have higher job satisfaction and job performance.

· People with high self-esteem are more resilient to the strains of everyday work life.

3. Recent Developments in Personality and Organizational Behaviour:
Positive affectivity

· Propensity to view the world, including oneself and other people, in a positive light.

Negative affectivity

· Propensity to view the world, including oneself and other people, in a negative light.

Proactive personality

· Proactive behaviour

· Taking initiative to improve current circumstances or creating new ones.

· A relatively stable personal disposition that reflects a tendency to behave proactively and to effect positive change in one’s environment.

· Proactive individuals search for and identify opportunities, show initiative, take action, and persevere until they bring about meaningful change.

· Related to

· Job performance

· Tolerance for stress

· Leadership effectiveness

· Participation in organizational initiatives

· Work team performance 

· Entrepreneurship

· Career success

General self-efficacy

· A general trait that refers to an individual’s belief in his or her ability to perform successfully in a variety of challenging situations.

· Considered to be motivational, because it reflects an individual’s belief that he or she can succeed at a variety of tasks.

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.

4. What is learning?
Learning

· A relatively permanent change in immediate or potential behaviour resulting from practice or experience.

Learning content

· Practical skills

· Include job-specific skills, knowledge, and technical competence.

· Intrapersonal skills

· Skills such as problem solving, critical thinking, learning about alternative work processes, and risk taking.

· Interpersonal skills

· Include interactive skills such as communicating, teamwork, and conflict resolution.

· Cultural awareness

· Involves learning the social norms of organizations, understanding company goals, business operations, and company expectations and priorities.

Operant learning theory

· The subject learns to operate on the environment to achieve certain consequences.

Increasing the probability of behaviour

· Reinforcement

· The process by which stimuli strengthen behaviours.

· Both positive and negative reinforcement increase the probability of behaviour.

Positive reinforcement

· The application or addition of a stimulus that increases or maintains the probability of some behaviour.

· Subject responds.

· Present “pleasant” stimulus.

· Success depends on reinforcement being contingent on behaviour.

Negative reinforcement

· The removal of a stimulus that, in turn, increases or maintains the probability of some behaviour.

· Present “unpleasant” stimulus.

· Subject responds.

· Remove “unpleasant” stimulus

· Success depends on reinforcement being contingent on behaviour.

5. Organizational Errors Involving Reinforcement:
Confusing rewards with reinforcers

· Rewards, such as pay, promotions, fringe benefits, paid vacations, etc. can fail to serve as reinforcers because organizations do not make them contingent on specific behaviours that are of interest to the organization.

Neglecting diversity in preferences for reinforcers

· Organizations often fail to appreciate individual differences in preferences for reinforcers.

· Managers should carefully explore the possible range of stimuli under their control for their applicability as reinforcers for particular employees.

· Organizations should attempt to administer formal rewards to capitalize on their reinforcing effects for various individuals.

· Creating a total rewards program.

Neglecting important sources of reinforcement

· Managers often neglect reinforcers that are administered by co-workers or intrinsic to the jobs being performed.

Performance feedback

· Providing quantitative or qualitative information on past performance for the purpose of changing or maintaining performance in specific ways.

· Most effective when 

· Conveyed in a positive manner.

· Delivered immediately after observing performance.

· Represented visually.

· Specific to the behaviour that is being targeted for feedback.

Social recognition

· Informal acknowledgment, attention, praise, approval, or genuine appreciation for work well done from one individual or group to another.

6. Reinforcement Strategies:
Continuous

· Reinforcer is applied every time the behaviour of interest occurs.

· Should be applied without delay after each occurrence.

· Used when person is first learning a behaviour. 

· Results in fast acquisition of response.

Intermittent

· Reinforcer is applied less frequently and regularly when the behaviour of interest occurs.

· Behaviour tends to be persistent when learned under conditions of partial and delayed reinforcement.

· Ratio – fixed or variable

· Number of responses.

· Interval – fixed or variable

· Amount of time between reinforcement.

7. Reducing the Probability of Behaviour:
Extinction

· The gradual dissipation of behaviour following the termination of reinforcement.

· Works best when coupled with the reinforcement of some desired substitute behaviour.

· Behaviours that have been learned under delayed or partial reinforcement schedules are more difficult to extinguish that those learned under continuous, immediate, reinforcement.

Punishment

· The application of an aversive stimulus following some behaviour designed to decrease the probability of that behaviour.

· Effective punishment

· Punish immediately.

· Make sure that punishment has meaning behind it.

· Do not reward unwanted behaviour before or after punishment.

· Do not punish desirable behaviour.

· Provide positive reinforcement.

· Reprimand

· Identify inappropriate behaviour.

· Point out impact of problem on performance of others.

· Identity causes.

· Explore remedies.

· Redirect

· Describe the standards of expected behaviour.

· Ask if individual will comply.

· Be supportive.

· Reward

· Clarify reward-performance link.

· Reward improvements in performance.

8. Social Cognitive Theory:
Social cognitive theory

· Emphasizes the role of cognitive processes in regulating people’s behaviour.

· Modeling

· The process of imitating the behaviour of others.

· Self-reinforcement occurs.

· Self-efficacy (figure 2.5)

· Beliefs people have about their ability to successfully perform a specific task.

· Not a generalized personality trait.

· Self-regulation

· The use of learning principles to regulate one’s own behaviour.

· Discrepancy reduction

· Individuals are motivated to modify their behaviour in the pursuit of goal attainment.

· Discrepancy production

· Individuals are likely to set even higher and more challenging goals when current goal is met.

9. Organizational Learning Practices:
Organizational behaviour modification

· The systematic use of learning principles to influence organizational behaviour.

Employee recognition programs

· Formal organizational programs that publicly recognize and reward employees for specific behaviours. Public acknowledgement is very important.

· Effective employee recognition programs must specify

· How a person will be recognized.

· The type of behaviour being encouraged.

· The manner of the public acknowledgement.

· A token or icon of the event for the recipient.

Training programs

· Planned organizational activities that are designed to facilitate knowledge and skill acquisition to change behaviour and improve performance.

· Effective training programs include

· Positive reinforcement.

· Feedback.

· Learning by observation.

· Strengthening employees’ self-efficacy.

· Self-regulation. 
Career development

· An ongoing process in which individuals progress through a series of stages that consist of a unique set of issues, themes, and tasks.

· Career planning

· Involves the assessment of an individual’s interests, skills, and abilities in order to develop goals and career plans.

· Career management

· Involves taking the necessary steps that require achieving an individual’s goals and career plans.

Chapter 3 – Perception, Attribution, and Judgment of Others

1. What is perception?

Perception

· The process of interpreting the messages of our senses to provide order and meaning to the environment.

· Selection.

· A filtering process.

· Organization and interpretation.

· A creative process.

· Extremely personal. People perceive things differently.

2. Components of Perception:
The perceiver

· Past experiences lead the perceiver to develop expectations that affect current perceptions.

· Perceptual set.

· Needs 

· Unconsciously influence perceptions by causing us to perceive what we wish to perceive.

· Emotions

· Can influence our perceptions.

· Perceptual defense

· The tendency for the perceptual system to defend the perceiver against unpleasant emotions

· People often “see what they want to see” and “hear what they want to hear”.

The target

· Involves interpretation and the addition of meaning.

· Demographic information.

The situation

· Perception occurs in some situational context.

· It can affect what is perceived.

3. Social Identity Theory:
Social identity theory

· People form perceptions of themselves based on their characteristics and memberships in social categories.

· Personal identity

· Based on our unique personal characteristics, such as our interests, abilities, and traits.

· Social identity

· Based on our perception that we belong to various social groups, such as gender, nationality, religion, etc.

· We also form perceptions of others based on their memberships in social categories.

· Prototypes.

· Helps us understand how the components of the perceptual system operate in the formation of perceptions.

4. Basic Biases in Person Perception:
Primacy effect

· The tendency for a perceiver to rely on early cues or first impressions.

· Has a lasting impact.

Recency effect

· The tendency for a person to rely on recent cues or last impressions.

· Last impressions matter most.

Reliance on central traits

· Central traits

· Personal characteristics of a target person that are of particular interest to a perceiver.

· Often have a very powerful influence.

· Physical appearance.

· Physical height.

Implicit personality theories

· Personal theories that people have about which personality characteristics go together.

· They provide a basis for misunderstanding.

Projection

· The tendency for perceivers to attribute their own thoughts and feelings to others.

· Can serve as a form of perceptual defense.

Stereotyping

· The tendency to generalize about people in a social category and ignore variations among them.

· Race, age, gender, ethnic background, social class, occupation, etc.

· Help us develop impressions of ambiguous targets.

· Most stereotypes are inaccurate, especially when we use them to develop perceptions of specific individuals.

5. Attribution: Perceiving Causes and Motives:
Attribution

· The process by which causes or motives are assigned to explain people’s behaviour.

· Dispositional attribution

Explanations for behaviour based on an actor’s personality or intellect.

· Situational attributions

Explanations for behaviour based on an actor’s external situation or environment.

Consistency cues

· Attribution cues that reflect how consistently a person engages in some behaviour over time.

· High consistency behaviour leads to dispositional attributions.

Consensus cues

· Attribution cues that reflect how a person’s behaviour compares with that of others.

· Low consensus behaviour leads to dispositional attributions.

Distinctiveness cues

· Attribution cues that reflect the extent to which a person engages in some behaviour across a variety of situations.

· Low distinctiveness behaviour leads to a dispositional attribution.

Biases in attribution

· Fundamental attribution error

· The tendency to overemphasize 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

· The tendency to take credit for successful outcomes and to deny responsibility for failures. 

6. Person Perception and Workforce Diversity:
Workforce diversity

· Differences among recruits and employees in characteristics.

· Gender, race, age, religion, cultural background, physical ability, or sexual orientation.

· The workforce is becoming more diverse.

· There is growing recognition that many organizations have not successfully managed workforce diversity.

The changing workplace

· The number of visible minorities in Canada is expected to double by 2017 and will form more than half the population in greater Toronto and Vancouver.

· One in every five Canadians will be non-white.

· Many organizations are seeking to recruit more representatively from this pool of diverse people to reflect their customer base.

· An effort to better mirror their markets.

Valuing diversity

· Can yield strategic and competitive advantages.

· Potential for improved problem solving and creativity.

· Improved recruiting and marketing.

· Superior financial performance.

7. Stereotypes and Workforce Diversity:
Racial and ethnic stereotypes

· Pervasive, persistent, frequently negative, and often self-contradictory.

· Personal experience is unnecessary for such stereotype formation.

Gender stereotypes

· Most problematic in today’s workforce.

· Women have a hard time getting to top-level positions.

· Glass ceiling

· Lack of role models in business.

· Traditional job stereotypes.

· No track record

· Hiring through the “old boys network”.

· Feeling isolated/little peer support.

· Little advice, “sponsorship”.

· Concentrated in areas not leading to upper level positions.

· Assigned to less visible jobs.

· “Invisible women” syndrome.

· Difficulty showing competence.

· Use of “fit” criteria.

· “Good qualifications, but will she fit in?”

· Factors of pay differences

· More women work part-time.

· Less likely to work on teams.

· Are clustered in low-wage industries.

· However, even with all of these factors, 38% of wage gaps still remain unexplained.

· Ways to advance according to female executives

· Seek out difficulty/visible work assignments early in career.

· Develop management style comfortable to male managers.

· Link up with mentor.

· Be part of a supportive and influential network.

Age stereotypes

· We have a tendency to make certain assumptions about the person’s physical, psychological, and intellectual capabilities as they fall within a certain age range.

· Older workers are seen as having less capacity for performance.

· They are viewed as less productive, creative, logical, and capable of performing under pressure, and as having less potential for development.

· They are perceived as more rigid and dogmatic, and less adaptable to new corporate cultures than younger workers.

· Older workers are perceived as more honest, dependable, and trustworthy.

Managing diversity

· Encourage teamwork with majority and minority members.

· Train people to be aware of stereotypes.

· Stereotypes are reduced or removed when decision makers have good information about the qualifications and performance of particular women and an accurate picture of the job that they are applying for or seeking promotion into.

8. Perceptions of Trust:
Trust

· A psychological state in which one has a willingness to be vulnerable and to take risks with respect to the actions of another party.

· Ability

· Employee perceptions regarding managements’ competence and skills.

· Benevolence

· The extent that employees perceive management as caring and concerned for their interests and willing to do good for them.

· Integrity

· Employee perceptions that management adheres to and behaves according to a set of values and principles that the employee finds acceptable.

9. Perceived Organizational Support:
Perceived organizational support

· Employee’s general belief that their organization values their contributions and cares about their well-being.

10. Person Perception In Human Resources:
Perceptions in the employment interview

· Contrast effects

· Previously interviewed job applicants affect an interviewer’s perception of a current applicant, leading to an exaggeration of differences between applicants.

Perceptions of recruitment and selection

· Signaling theory

· Job applicants interpret their recruitment experiences as cues or signals about what it is like to work in an organization..

Perceptions and the performance appraisal

· Objective and subjective measures

· Rater error

· Leniency

· The tendency to perceive the job performance of ratees as especially good.

· Harshness

· The tendency to perceive the job performance of ratees as especially ineffective.

· Central tendency

· The tendency to assign most ratees to middle-range job performance categories.

· Halo effect

· The creation of an entire impression based on one attribute or trait.

· Similar-to-me effect

· A rater gives more favourable evaluations to people who are similar to the rater in terms of background or attitudes.

Chapter 4 – Values, Attitudes, and Work Behaviour

1. What are Values?

Values

· A broad tendency to prefer certain states of affairs over others.

· Preference aspect means that values have to do with what we consider good and bad.

· Broad tendency aspect means that values are general, and that they do not predict behaviours in specific situations.

Occupational differences in values

· A good “fit” between the values of the supervisors and employees promotes employee satisfaction and commitment.

· A good “fit” between an individual’s values and the values of their organization enhances job attitudes and behavours.

· People choose occupations that correspond to their values.

Values across cultures

· It is difficult to form business links across cultures.

· This is due to the lack of appreciation of basic differences in work-related values across cultures.

· Work centrality

· Japan is the most work centric nation, while Britain is the least.

· Hofstede’s study

· Power distance

· The extent to which an unequal distribution of power is accepted by society members.

· Uncertainty avoidance

· The extent to which people are uncomfortable with uncertain and ambiguous situations.

· Masculinity/femininity

· Masculine cultures clearly differentiate gender roles, support the dominance of men, and stress economic performance.

· Feminine cultures accept fluid gender roles, stress sexual equality and quality of life.


· Individualism/collectivism

· Individualistic societies stress independence, individual initiative, and privacy. 

· Collective cultures favour interdependence and loyalty to family or clan.

· Long-term/short-term orientation

· Long-term orientation stress persistence, perseverance, thrift, and close attention to status differences.

· Short-term orientation stress personal steadiness and stability, face-saving, and social niceties.  

Implications of cultural variation

· Exporting OB theories

· The basic questions remain the same, but the answers are different.

· A good fit between company practices and the host culture is important

· Importing OB theories

· Understanding cultural value differences can enable organizations to successfully import management practices by tailoring the practice to the home culture’s concerns.

· Appreciating global customers

· An appreciation of cross-cultural differences in values is essential to understanding the needs and tastes of customers or clients around the world.

· Developing global employees

· Companies need to select, train, and develop employees to have a much better appreciation of differences in cultural values and the implications of these differences for behaviour in organizations. 
2. What are Attitudes?
Attitude

· A fairly stable evaluative tendency to respond consistently to some specific object, or category of people.

· Involve evaluations directed toward specific targets.

· Often influence our behaviour toward some object, situation, person, or group.

· Attitude → Behaviour.

· They are also a product of a related belief and value.

· BELIEF + VALUE => Attitude → Behaviour.

3. What is Job Satisfaction?
Job satisfaction

· A collection of attitudes that workers have about their jobs.

· Facet satisfaction refers to the tendency for an employee to be more or less satisfied with various facets of the job.

· Psychological contract

· Based in a mutual understanding between employee and employer about their reciprocal expectations.

4. What Determines Job Satisfaction?
Discrepancy

· Discrepancy theory

· Job satisfaction stems from the discrepancy between the job outcomes wanted and the outcomes that are perceived to be obtained.

Fairness (equity)

· Equity theory

· Job satisfaction 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.

· Comparison of input/output ratios.

· Inputs

· Anything that people give up, offer, or trade to their organization in exchange of outcomes

· Outcomes

· Factors that an organization distributes to employees in exchange for their inputs.

· Distributive fairness

· Fairness that occurs when people receive what they think they deserve from their jobs.

· Gives adequate reasons for employer’s decisions.

· Follows consistent procedures.

· Uses accurate information and appears unbiased.

· Allows two-way communication during the allocation process.

· Welcomes appeals of the procedure or allocation.

· Procedural fairness

· Fairness that occurs when the process used to determine work outcomes is seen as reasonable.

· Concerned with how outcomes are decided and allocated.

· International fairness

· Occurs when people feel they have received respectful and informative communication about an outcome.

Disposition

· The dispositional view of job satisfaction is based on the idea that some people are predisposed by virtue of their personalities to be more or less satisfied with their job.

· People who are extraverted and conscientious tend to be more satisfied with their jobs.

· Those high in neuroticism are less satisfied.

· People who are high in self-esteem and internal locus of control are more satisfied.

· People who are optimistic and proactive report higher job satisfaction.

Mood and emotion

· Moods

· Less intense, longer-lived, and more diffuse feelings.

· Emotions

· Intense, often short-lived feelings caused by a particular event.

· Emotional contagion

· The tendency for moods and emotions to spread between people or throughout a group.

· Teams experiencing more positive affect tend to be more cooperative, helpful, and successful, all of which contributes to job satisfaction.

· Emotional regulation

· The requirement for people to conform to certain “display rules” in their job behaviour in spite of their true mood or emotions.

· In some jobs, employees must exaggerate positive emotions while in others they must suppress negative emotions.

Key contributors to job satisfaction

· Mentally challenging work

· Tests employees’ skills and abilities and allows them to set their own working pace.

· Adequate compensation

· Career opportunities

· People

· Friendly, considerate, good-natured superiors and co-workers.

5. Consequences of Job Satisfaction:
Consequences

· Absence from work.

· Turnover.

· Performance.

· When good performance is followed by rewards, employees are more likely to be satisfied.

· Organizational citizenship behaviour.

· Voluntary, informal behaviour that contributes to organizational effectiveness.

6. What is Organizational Commitment?
Organizational commitment

· An attitude that reflects the strength of the linkage between an employee and an organization.

· Affective commitment

· Commitment based on identification and involvement with an organization.

· Continuance commitment

· Commitment based on the costs that would be incurred in leaving an organization.

· Normative commitment

· Commitment based on ideology or a feeling of obligation to an organization.

Key contributors to organizational commitment

· Organizations sometimes make the mistake of starting employees out in unchallenging jobs so they do not make any serious errors.

Changes in the workplace and employee commitment

· Changes in the nature of employees’ commitment to the organization.

· Changes in the focus of employees’ commitment.

· The multiplicity of employer-employee relationships within organizations.

Chapter 5 – Theories of Work Motivation

1. What is Motivation?

Motivation

· The extent to which persistent effort is directed toward a goal.

· Motivation and job performance are not synonymous.

· Is multifaceted.

· People are motivated by more than just money.

Basic characteristics of motivation

· Effort

· Involves different kinds of activities on different kinds of jobs.

· Persistence

· Direction

· Quality of a person’s work.

· Goals

· Motivated people act to enhance organizational objectives.

Intrinsic motivation

· Motivation that stems from the direct relationship between the worker and the task.

· Usually self-applied.

· Feelings of achievement, accomplishment, challenge, and competence.

Extrinsic motivation

· Motivation that stems from the work environment external to the task.

· Usually applied by others.

· Pay, fringe benefits, company policies, and various forms of supervision.

Motivation and performance

· Performance

· The extent to which an organizational member contributes to achieving the objectives of the organization.
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· General cognitive ability

· A person’s basic information processing capacities and cognitive resources.

· Predicts learning, training success, and job performance in all kinds of jobs and occupations.

· Emotional intelligence

· The ability to understand and manage one’s own and other’s feelings and emotions.

· Components are

· The perception of emotions

· Ability to perceive and accurately identify one’s own emotions and the emotions of others.

· The integration and assimilation of emotions

· Ability to use and assimilate emotions and emotional experiences to guide and facilitate one’s thinking and reasoning.

· Knowledge and understanding of emotions

· Being able to understand emotional information, the determinants and consequences of emotions, and how emotions evolve and change over time.

· Management of emotions

· Ability to manage one’s own and other’s feelings and emotions as well as emotional relationships.

Emotional intelligence – self management skills

· Self-awareness

· The ability to understand your moods, emotions, and drives, as well as their effects on others.

· Self-regulation

· The ability to control or re-direct disruptive impulses or moods.

· Self-motivation

· Pursue goals with persistence.

Emotional intelligence – managing relationships with others

· Empathy

· The ability to see and understand the viewpoints of others.

· Social skills

· Find common ground and build rapport.

· Persuasive.

2. What is Employee Engagement?
Engagement

· The extent to which an individual immerses his or her work roles.

· When people are engaged, they employ and express themselves physically, cognitively, and emotionally during role performances.

Employee engagement

· Attention

· Refers to the amount of time one spends thinking about a role.

· Absorption

· Refers to being engrossed in a role and the intensity of one’s focus on his or her role.

Psychological conditions contributing to engagement

· Psychological meaningfulness

· Incentives are present for people to engage. People feel valuable and not taken for granted.

· Psychological safety

· No fear of negative consequences.

· Psychological availability

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

3. Need Theories of Work Motivation:
Need theories

· Explain why people have different needs at different times.

Maslow’s hierarchy of needs

· Physiological needs

· Needs that must be satisfied for the person to survive.

· Food, water, and oxygen.

· Safety needs

· Needs for security and stability.

· Safe working conditions, job security, etc.

· Belongingness needs

· Needs for social interaction, affection, love, and companionship.

· Teamwork, friendly and supportive supervision, etc.

· Esteem needs

· Needs for feelings of adequacy, competence, independence, strength, and confidence.

· Awards, promotions, and prestigious job titles.

· Self-actualization needs

· Most difficult to define.

· Desire to develop one’s true potential as an individual.

· Lowest level unsatisfied need has greatest motivating potential.
· Once needs at a particular level are satisfied, they are no longer motivating (deficit principle).
· Needs exist in a strictly ordered hierarchy. A need at one level becomes activated only when needs at lower levels are satisfied (progression principle).
Alderfer’s ERG theory

· Existence needs

· Provision of basic material requirements. 
· Provision needs

· Desire for relationships.

· Growth needs

· Desire for personal development.
· More than one need can be operative at the same time.

· If a higher-level need cannot be fulfilled, the desire to satisfy a lower-level need increases.

McClelland’s theory of needs

· A non-hierarchical need theory of motivation that outlines the conditions under which certain needs result in particular patterns of motivation.

· Needs reflect relatively stable personality characteristics.

· Need for achievement

· A strong desire to perform challenging tasks well.

· 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

· Intrinsic motivation

· Motivation that stems from the direct relationship between the worker and the task and is usually self-applied.
· Extrinsic motivation
· Motivation that stems from the work environment external to the task. It is usually applied by others
4. Process Theories of Work Motivation:
Process theories

· Describe the processes through which needs are translated into behaviour.
Expectancy theory

· A process theory that states that motivation is determined by the outcomes that people expect to occur as a result of their actions on the job.

· Basic components

· Outcomes

· Consequences that follow work behaviour.

· Instrumentality

· The 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.

· Expectancy

· The probability that a particular first-level outcome that can be achieved.

· Force

· The effort directed toward a first-level outcome.

Equity theory

· A process theory that 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 theory

· A motivational technique that uses, specific, challenging, and acceptable goals and provides feedback to enhance performance.

Goal orientation

· Learning goals

· Process oriented goals that focus on learning and enhance understanding of a task and the use of task strategies.

· Performance goals

· Outcome-oriented goals that focus attention on the achievement of specific performance outcomes.
Chapter 6 – Motivation in Practice

1. Money as a Motivator:

Expectancy theory

· If pay can satisfy a variety of needs, it should be highly valuable, and it should be a good motivator to the extent that it is clearly tied to performance.

Linking pay to performance on production jobs

· Piece rate

· 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.

Potential problems with wage incentives

· Lowered quality

· Differential opportunity

· Workers will differ in the expectancy that they can produce at a high level.

· Reduced cooperation

· Wage incentives that reward individual productivity might decrease cooperation.

· Incompatible job design

· Restriction of productivity

· The artificial limitation of work output that can occur under wage incentive plans.

Linking pay to performance on white-collar jobs

· Merit pay plans

· Systems that attempt to link pay to performance on white-collar jobs.

· Employed at a much greater frequency that wage incentive plans.

· One of the most common forms of motivation in Canadian organizations.

Potential problems with merit pay plans

· Low discrimination

· Managers might be unable or unwilling to discriminate between good performers and poor performers.

· Small increases

· Merit increases are too small to be effective motivators.

· In order to overcome this, firms have replaced conventional merit pay with a lump sum bonus

· Merit pay that is awarded in a single payment and not built into base pay.

· Common method to retain and motivate employees at all levels.

· When merit pay makes up a substantial portion of the compensation package, management has to take extreme care to ensure that it ties the merit pay to performance criteria that truly benefit the organization.

· Pay secrecy

· Extreme secrecy that surrounds salaries in most organizations.

Using pay to motivate teamwork (Exhibit 5.3)

· Profit sharing

· The return of some company profit to employees in the form of a cash bonus or a retirement supplement.

· One of the most commonly used group-oriented incentive systems.

· Work best in smaller firms that regularly turn a handsome profit.

· However, too many factors beyond the control of the workforce (general economy) can affect profits no matter how well people perform their jobs.

· Employee stock ownership plans (ESOPs)

· Incentive plans that allow employees to own a set amount of a company’s shares and provide employees with a stake in the company’s future earnings and success.

· Gainsharing

· A group pay incentive plan based on productivity or performance improvements over which the workforce has some control.

· Skill-based pay

· A system in which people are paid according to the number of job skills they have acquired.

2. Job Design as a Motivator:
Job scope and motivation

· Breadth of a job

· Number of different activities performed on the job.

· Depth of a job

· Degree of discretion or control the worker has over how these tasks are performed.

The job characteristic model (Exhibit 6.5)

· Core job characteristics

· Skill variety

· The opportunity to do a variety of job activities using various skills and talents.

· Autonomy

· The freedom to schedule one’s own work activities and decide work procedures.

· Task significance

· The impact that a job has on other people.

· Task identity

· The extent to which a job involves doing a complete piece of work, from beginning to end.

· Feedback

· Information about the effectiveness of one’s work performance

· Motivating potential score

·  = ((skill variety + task identity + task significance)/3) x autonomy job feedback

· Critical psychological states

· Work will be intrinsically motivating when

·  It is perceived as meaningful.

· The worker feels responsible for the outcomes of the work.

· The worker has knowledge about his or her work progress.

· Outcomes

· Moderators

· Growth need strength

· The extent to which people desire to achieve higher-order need satisfaction by performing their jobs.

Job enrichment

· The design of jobs to enhance intrinsic motivation, quality of working life, and job involvement.

· Job involvement

· A cognitive state of psychological identification with one’s job and the importance of work to one’s total self-image.

· Involves

· Combining tasks

· Assigning tasks that are performed by different workers to one person.

· Establishing external client relationships

· Putting employees in touch with people outside the organization who depend on their products or service.

· Establishing internal client relationships

· Putting employees in touch with people who depend on their products or services within the organization.

· Reducing supervision or reliance on others

· Goal is to increase autonomy and control over one’s own work.

· Forming work teams

· Making feedback more direct

· Usually used in conjunction with other job design aspects that permit workers to be identified with their “own” product or service.

Potential problems with job enrichment

· Poor diagnosis

· Job enlargement

· Increasing job breadth by giving more tasks at the same level to perform but leaving other core characteristics unchanged.

· Can lead to role overload and work stress.

· Lack of desire or skill.

· Demand for rewards

· Workers ask that greater extrinsic rewards, such as pay, accompany their redesigned jobs.

· Union resistance.

· Supervisory resistance.

3. Management by Objectives:
Management by objectives (MBO)

· An elaborate, systematic, ongoing program designed to facilitate goal establishment, goal accomplishment, and employee development.

4. Alternative Working Schedules as Motivators for a Diverse Workforce:
Flex-time

· Arrival and departure times are flexible.

· Allows employees to tailor arrival and departure times to their own transportation and childcare situations.

· Should reduce absenteeism

· Employees can handle personal matters during work hours.

· Signals a degree of prestige and trust.

· However, it does not apply to all jobs.

Compressed workweek

· Employees work fewer than the normal five days a week but still put in a normal number of hours per week (4-40 schedule).

· However, it may create fatigue and reduced customer service.

Job sharing

· Two part-time employees divide the work of a full-time job.

· Attractive to people who want to spend more time with their families.

· Also an effective strategy for avoiding layoffs.

Telecommuting

· Employees are able to work at home but stay in touch with their offices through the use of communications technology (computer network, voice mail, and electronic messages).

· Increases in productivity-fewer interruptions, days lost to illness, no commute time.
· Can recruit employees from a wider geographical area.

· However, it’s harder to coordinate teamwork.
Chapter 7 – Social Behaviour and Organizational Processes
1. What is a Group?

Group

· Two or more people interacting independently to achieve a common goal.

· Interaction is the most basic aspect of a group—it suggests who’s in and who’s not.

· Group membership is important

· Groups exert a tremendous influence on us.

· They are social mechanisms by which we acquire many beliefs, values, attitudes, and behaviours. 

· It provides a context in which we are able to exert influence on others.

Formal work groups

· Groups that are established by organizations to facilitate the achievement of organizational goals.

· Intentionally designed to channel individual effort in an appropriate direction.

· Task forces

· Temporary groups that meet to achieve particular goals or to solve particular problems, such as suggesting productivity improvements.

· Committees 

· Usually permanent groups that handle recurrent assignments outside the usual work group structures.

Informal groups

· Groups that emerge naturally in response to the common interests of organizational members.

2. Group Development:
Typical stages of group development

· Forming

Members try to orient themselves by “testing the waters”.

Situation is often ambiguous, and members are aware of their dependency on each other.

· Storming

Conflict emerges.

Sorting out roles and responsibilities is often an issue at this stage.

· Norming

· Members resolve issues, and develop social consensus.

· Compromise is often necessary.

· Interdependence is recognized, norms are agreed to, and the group becomes more cohesive.

· Performing

Group devotes its energies toward task accomplishment.

Achievement, creativity, and mutual assistance are prominent themes.

· Adjourning

· Rites and rituals that affirm the group’s previous successful development are common.

· Members exhibit emotional support.

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

· Begins with the first meeting and continues until the midpoint transition in the group’s existence.

· Group makes little visible progress toward the goal.

· Midpoint transition

· Occurs at almost exactly the halfway point in time toward the group deadline.

· Phase 2

· Decisions and approaches adopted at the midpoint get played out.

· Concludes with a final meeting that reveals a burst of activity and a concern for how outsiders will evaluate the product.

· Managing groups

· Prepare carefully for the first meeting. Stress motivation and excitement.

· As long as people are working, do not look for radical progress during phase 1.

· Manage midpoint transition carefully. Evaluate strengths and weaknesses of ideas. Clarify any questions, and recognize that a fundamental change in approach must occur.

· Be sure that adequate resources are available.

· Resist deadline changes.

3. Group Structure and its Consequences:

Group structure

· Refers to the characteristics of the stable social organization of a group—the way a group is “put together”.

Group size

· Size and satisfaction

· As group size increases, the time available for verbal participation by each member decreases.

· People are also inhibited about participating in larger groups.

· Finally, individual members in larger groups identify less easily with the success and accomplishments of the group.

· Size and performance

· Depends on the exact task that the group needs to accomplish and on how we define good performance.

· Additive tasks

· Tasks in which group performance is dependent on the sum of the performance of individual group members.

· Disjunctive tasks

· Tasks in which group performance is dependent on the performance of the best group member.

· Process losses

· Group performance difficulties stemming from the problems of motivating and coordinating larger groups.

· Conjunctive tasks

· Tasks in which group performance is limited by the performance of the poorest group member.

Diversity of group membership

· Diversity has a strong impact on interaction patterns

· More diverse groups have a more difficult time communicating effectively and becoming cohesive.

· Tend to take longer to do their forming, storming, and norming.

· However, once they develop, they are equally productive and cohesive.

· Sometimes perform better when tasks require cognitive, creativity, and problem solving.

Group norms

· Norms

· Collective extensions that members of social units have regarding the behaviour of each other.

· Norm development

· Most important function that norms serve is to provide regularity and predictability to behaviour. 

· Consistently provides important psychological security and permits us to carry out our daily business with minimal disruption.

· Norms develop to regulate behaviours that are considered at least marginally important to their supporters.

· Norms develop as a function related to belief and value.

· Some typical norms

· Dress norms

· Reward allocation norms

· Equity

· Equality

· Reciprocity

· Social responsibility

· Performance norms

Roles

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

· Designated/assigned roles

· Means of dividing labour and responsibility to facilitate task achievement.

· Emergent roles

· Roles that develop naturally to meet the social-emotional needs of group members or to assist in formal job accomplishment.

· Role ambiguity

· Lack of clarity of job goals or methods.

· Is triggered by

· Organizational factors

· The role sender

· The focal person

· Role conflict

· A condition of being faced with incompatible role expectations.

· Intrasender role conflict

· A single role sender provides incompatible role expectations to a role occupant.

· Intersender role conflict

· Two or more 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 call for behaviour that is incompatible with the personality or skills of a role occupant.

Status

· The rank, social position or prestige accorded to group members.
· Formal status systems

· Status symbols

· Titles, particular working relationships, pay packages, work schedules, and the physical working environment.

· Common criterion is seniority.

· Serve as powerful magnets to induce members to aspire to higher organizational positions.

· Reinforces the authority hierarchy in work groups and in the organization as a whole, since people pay attention to high status individuals.

· Informal status systems

· Such systems are not well advertised.

· They might lack the conspicuous symbols and systematic support.

· Consequences of status differences

· Status systems have paradoxical effects on communication patterns.

· Communication tends to move up the status hierarchy. 

· However, if status differences are large, people, can be inhibited from communicating upward.

· Communication gets stalled.

· Also affects the amount of various group members’ communication and their influence in group affairs.

· Higher status members do more talking and have more influence.

· Reducing status barriers

· The use of e-mail has leveled status barriers.

4. Group Cohesiveness:
Group cohesiveness

· The degree to which a group is especially attractive to its members.

Factors influencing cohesiveness

· Threat competition

· External threat to the survival of the group increases cohesiveness

· They probably feel a need to improve communication and coordination so that they can better cope with the situation at hand.

· However, under extreme threat or very unbalanced competition, increased cohesiveness will serve little purpose.

· Success

· When group members have successfully accomplished some important goal, such as defending itself against threat or winning a prize.

· However, cohesiveness plummets when there is no success.

· Member diversity

· Size

· Bigger groups should have a more difficult time becoming and staying cohesive.

· Toughness of initiation

· Groups that are tough to get into should be more attractive than those that are easy to join.

Consequences of cohesiveness

· More participation in group activities

· Leads to high degree of communication within the group as members strive to cooperate with and assist each other.

· More conformity

· Highly cohesive groups are in a position to induce conformity to group norms.

· More success

· Coordinated effort pays dividends to the group.

· In highly cohesive groups, the productivity of individual group members tends to be fairly similar to that of other members. In less cohesive groups, there is more variation in productivity.

· Highly cohesive groups tend t be more or less productive than less cohesive groups, depending on a number of variables.

· Cohesiveness is more likely to pay off when the task requires more interdependence.

5. Social Loafing:
Social loafing

· The tendency to withhold physical or intellectual effort when performing a group task.

· Ways to counteract social loafing

· Make individual performance more visible

· Keep the group small in size.

· Make sure that the work is interesting.

· Increase feelings of indispensability.

· Increase performance feedback.

· Reward group performance.
6. What is a Team?
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.

7. Designing Effective Work Teams:
Work group is effective when

· Its physical or intellectual output is acceptable to management and to the other parts of the organization that use this output.

· Group members’ needs are satisfied rather than frustrated by the group.

· The group experience enables members to continue to work together.
Self-managed work teams

· Work groups that have the opportunity to do challenging work under reduced supervision.

· Tasks for self-managed teams

· Task assigned to self- managed work teams should be complex and challenging, requiring high interdependence among team members for accomplishments.

· Tasks should have the qualities of enriched jobs.

· Composition of self-managed teams

· Stability

· Size

· Expertise

· Diversity

· Supporting self-managed teams

· Training

· Technical training

· Social skills

· Language skills

· Business training

· Rewards

· Management

Cross-functional teams

· Work groups that bring people with different functional specialties together to better invent, design, or deliver a product or service.

· General goals of using such team include 

· Innovation, speed, and quality.

· Principles for effectiveness

· Composition

· All relevant specialties are necessary.

· Superordinate goals

· Attractive outcomes that can only be achieved by collaboration.

· Physical proximity

· Autonomy

· Rules and procedures

· Leadership

Virtual teams

· Work groups that use technology to communicate and collaborate across time, space, and organizational boundaries.

· Advantages of virtual teams

· Around-the-clock work

· Reduced travel time and cost

· Larger talent pool

· Challenges of virtual teams

· Lack of face-to-face contact between team members due to geographic dispersion.

· Miscommunication

· Trust

· Isolation

· High costs

· Management issues

· Lessons concerning virtual teams

· Recruitment

· Choose team members carefully in terms of attitude and personality so that they are excited about these types of teams and can handle the independence and isolation that often define them.

· Find people with good interpersonal skills, not just technical expertise.

· Training

· Invest in training for both technical and interpersonal skills.

· Personalization

· Encourage team members to get to know each other.

· Goals and ground rules

· Virtual team leaders should define goals clearly, set rules for communication standards and responses, and provide feedback to keep team members informed of progress and the big picture.
Chapter 8 – Social Behaviour and Organizational Processes
1. Social Influence in Organizations:

Information dependence

· Reliance on others for information about how to think, feel, and act.

Effect dependence

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

2. 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 beliefs, values, and attitudes that underlie the norm.

The subtle power of compliance

· Simple compliance can set the stage for more complete identification and involvement with organizational norms and roles.

3. Organizational Socialization:
Socialization

· The process by which people learn the norms and roles that are necessary to function in a group or organization.

· Person-job fit

· The match between an employee’s knowledge, skills, and abilities and the requirements of a job.

· Person-organization fit

· The match between an employee’s personal values and the values of an organization.

Stages of socialization (PUREA)

· Anticipatory socialization

· Socialization occurs before a person becomes a member of an organization.

· Encounter

· New recruit encounters day-to-day reality of his life.

· Role management

· New recruit’s attention shifts to fine tuning and actively managing their role.

Unrealistic expectations 

· People entering organizations hold many expectations that are inaccurate and often unrealistically high.

· Leads to a reality shock.

Psychological contract

· Beliefs held by employees regarding the reciprocal obligations and promises between them and their organization.

4. Methods of Organizational Socialization:

Realistic job previews

· The provision of a balanced, realistic picture of the positive and negative aspects of a job to applicants.

Employee orientation programs

· Designed to introduce new employees to their job, the people they will be working with, and the organization.

Socialization tactics (Figure 8.4)

· The manner in which organizations structure the early work experiences of newcomers and individuals who are in transition form one role to another.

· Collective versus individual tactics: new members are socialized as a group going through same experiences and facing the same challenges (army boot camps, fraternity pledge classes, and training classes like at fido)

· Formal versus informal tactics: Formal tactics involve segregating newcomers from regular organizational members and providing them with formal learning experiences during the period of socialization. Informal tactics do not distinguish a newcomer from more experienced members and rely more on on-the job learning (how I got trained at golftown on-the job)

· Sequential versus random tactics: is there a clear set of sequence steps or stages during the socialization

·  Fixed versus variable tactics: if its fixed there is a timetable for the newcomers role (fido 6-8 weeks training then you start to work). 

· Serial versus disjunctive tactics: serial tactic refers to a process in which newcomers are socialized by experienced members of the organization. Disjunctive tactics is where role models do not show them the ropes.  
· Investiture versus divestiture tactic: divestiture also refers to debasement and hazing. Where they put new members through a series of experiences that are designed to strip away self-confidence, and a way to manage loyalty. EX: the army 

· Institutionalized versus individualized socialization: 

Mentoring

· An experienced or more senior person in the organization who gives a junior person special attention, such as giving advice and creating opportunities to assist him or her during the early stages of their career.

· Career functions

· Sponsorship.

· Exposure and visibility.

· Coaching and feedback.

· Developmental assignments.

· Psychological functions

· Role modeling.

· Acceptance and confirmation.

· Counseling.

· Formal mentoring programs

· Proven to be as beneficial as informal relationships.

· Women and mentors

· Lack of mentors and role models is a major barrier for the career advancement of many women.

· Mentoring is even more critical to women’s career success than it is to men’s.

· Race, ethnicity, and mentoring

· Limited racial and ethnic diversity at higher levels of organizations constrain mentoring opportunities available to younger minority group employees.

What newcomers can do to socialize themselves

· Proactive socialization

· The process through which newcomers play an active role in their own socialization through the use of a number of proactive socialization tactics.

· Organizational identification

· The extent to which an individual defines him or herself in terms of the organization and what it is perceived to represent.

5. Organizational Culture:
Organizational culture

· The shared beliefs, values, and assumptions that exist in an organization.

· Important characteristics

· Culture represents a true “way of life”.

· Tends to be fairly stable over time.

· Content can involve matters that are internal or external to the organization.

· Can have a strong impact on both performance and satisfaction.

· Subcultures

· Smaller cultures that develop within a larger organizational culture that are based on differences in training, occupation, or departmental goals.

Strong culture

· An organizational culture with intense and pervasive beliefs, values, and assumptions.

· 3 important points

· Organization does not have to be big to have a strong culture.

· Strong cultures do not necessarily result in blind conformity.

· Strong cultures are associated with greater success and effectiveness.

· Assets of strong cultures

· Coordination

· Conflict resolution

· Financial success

· Liabilities of strong cultures

· Resistance to change

· Culture clash

· Pathology

Contributors to the culture

· The founder’s role

· Socialization (Figure 8.8)

· Step 1 – Selecting employees

· Step 2 – Debasement and hazing

· Step 3 – Training “in the Trenches”

· Step 4 – Reward and promotion

· Step 5 – Exposure to core culture

· Step 6 – Organizational folklore

· Step 7 – Role models

Diagnosis of culture

· Symbols

· Rituals

· Stories

Chapter 9 – Leadership
1. What is Leadership?

Leadership

· The influence that particular individuals exert on the goal achievement of others in an organizational context.

· Involves going beyond formal role requirements to influence others.

2. Are Leaders Born? The Search for Leadership Traits:
Research on leadership traits

· Individual characteristics such as physical attributes, intellectual ability, and personality

· Intelligence

· Energy

· Self-confidence

· Dominance

· Motivation to lead

· Emotional stability

· Honesty and integrity

· Need for achievement

Limitations of the trait approach

· It is difficult to determine whether traits make the leader or whether the opportunity for leadership produces the traits.

3. Lessons from Emergent Leadership:

Task leader

· A leader who is concerned with accomplishing a task by organizing others, planning strategy, and dividing labour.

Social-emotional leader

· A leader who is concerned with reducing tension, patching up disagreements, settling arguments, and maintaining morale.

4. The Behaviour of Assigned Leaders:

Consideration

· The extent to which a leader is approachable and shows personal concern and respect for employees.

Initiating structure

· The degree to which a leader concentrates on group goal attainment

Consequences of consideration and structure

· Both contribute positively to employees’ motivation, job satisfaction, and leader effectiveness.

· However, consideration tends to be more strongly related to follower satisfaction, motivation, and leader effectiveness.

· Initiating structure is slightly more strongly related to leader job performance and group performance.

· When employees are under high pressure due to deadlines, unclear tasks, or external threat, initiating structure increases satisfaction and performance.

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

· When the goals and methods of performing the job are very clear and certain, consideration should promote employee satisfaction, while structure might promote dissatisfaction.

· When employees lack knowledge, or the job has vague goals or methods, consideration becomes less important and initiating structure takes more importance.

Leader reward

· The leader’s use of complements, tangible benefits, and deserved special treatment

Leader punishment behaviour

· The leader’s use of reprimands or unfavourable task assignments and the active withholding of rewards.

5. Situational Theories of Leadership:

Fiedler’s contingency theory

· States that the association between leadership orientation and group effectiveness is contingent on how favorable the situation is for exerting influence. Some situations are more favorable for leadership than others, and these situations require different orientations on the part of the leader. 

· Factors that affect situational favorableness

· Leader-member relations

· Task structure

· Position power

· Cognitive Resource Theory: A leadership theory that states that your cognitive resources (intelligence, expertise and experience) contribute to effective leadership. 

House’s Path-Goal Theory (Analyze first then decide which style to use) 

· Concerned with the situations under which various leader behaviors (directive, supportive, participative, achievement oriented) are most effective.

· Leader behaviour

· Directive (initiating structure) – Low skill set 

· Supportive (consideration)

· Participative

· Achievement-oriented

· Situational factors

· Subordinates’ characteristics 

· Characteristics of the work environment.

6. Participative Leadership: Involving Employees in Decisions:
Where employees have a say in changes in the organization 

Participative leader

· Involving employees in making work-related decisions.

Potential advantages of participative leadership

· Motivation

· Quality

· Acceptance

Potential problems of participative leadership

· Time and energy

· Loss of power

· Lack of receptivity or knowledge
Leader-participation model

· Leadership theory that provides a set of rules to determine the form and amount of participative decision making in different situations.

· Vroom-Yetton—Jago Model

· Three degrees of participation

· Autocratic

· Consultative

· Group

· AI

· You solve the problem or make the decision yourself.

· AII

· You obtain the necessary information from your employees, then decide the solution to the problem yourself.

· CI

· You chare the problem with the relevant employees individually, then you make a decision.

· CII

· You share the problem with your employees as a group, then you make the decision.

· GII

· You share the problem with your employees as a group and together you generate and evaluate alternatives and attempt to reach agreement on a solution.

· Diagnostic criteria

· Quality requirement

· Time requirement

· Subordinate acceptance

· Goal congruence

· Goal conflict

7. Leader-Member Exchange (LMX) Theory:
Leader-member exchange (LMX) theory

· Focuses on the quality of relationship that develops between a leader and employee.

· High LMX involve a high degree of mutual influence and obligation as well as trust, loyalty, and respect between leader and employee.

· Low LMX involves the opposite.

8. Transformational and Transactional Leadership:

Transactional leaders

· Leaders who guide or motivate their followers in the direction of established goals by clarifying role and task requirements.

· Tasks include

· Goal setting

· Monitoring performance

· Providing feedback

· Developing careers

Transformational leaders

· Leaders who provide individualized consideration and intellectual stimulation, and who possess charisma (change agent).

· Tasks include

· Create vision

· Stimulate environment

· Treat people as individuals

Management by exception

· The leader takes corrective action on the basis of results of leader-follower transactions. Monitor follower behavior, anticipate problems, and take corrective actions before the behavior create serious problems. 

Charisma

· The ability to command strong loyalty and devotion from followers and thus have the potential for strong influence among them.

· Charismatic leadership has been found to be related to organizational performance, especially under conditions of environmental uncertainty.

9. Strategic leadership:

Strategic leadership

· Leadership that involves the ability to anticipate, envision, maintain flexibility, think strategically, and work with others to initiate changes that will create a viable future for the organization.

· Components to effective strategic leadership

· Determining the firm’s purpose or vision.

· Exploiting and maintaining core competencies.

· Developing human capital.

· Sustaining an effective organizational culture.

· Emphasizing ethical practices.

· Establish balanced organizational controls.

10. Culture and Global Leadership:
Implicit leadership theory

· Individuals hold a set of beliefs about the kinds of attributes, personality characteristics, skills, and behaviours that contribute to or impede outstanding leadership. Beliefs about attributes that contribute to or inhibit outstanding leadership. 

Global leadership dimensions

· Charismatic/value-based

· Team-oriented

· Participative

· Humane-oriented

· Autonomous

· Self-proactive

Global leadership

· A set of leadership capabilities required to function effectively in different cultures and the ability to cross language, social, economic, and political borders.

· Characteristics of global leaders (DUPS)

· Duality: For global leaders, duality means that they must be able to manage uncertainty and balance global and local tensions.
· Unbridled inquisitiveness: Global leader must be able to function effectively in different cultures in which they are required to cross language, social, economic, and political borders.
· Personal character: two components an emotional connection to people from different cultures and uncompromising integrity.
· Savvy: global leaders understand the conditions they face in different countries and are able to recognize new market opportunities for their organizations goods and services. 

11. Ethical Leadership:

Ethical leadership

· The demonstration of normatively appropriate conduct through personal actions and interpersonal relationships, and the promotion of such conduct to followers through two-way communication, reinforcement, and decision making.

· Ethical leaders must be willing to

· Communicate a clear and consistent positive ethics message from the top.

· Create and embrace opportunities for everyone in the organization to communicate positive ethics, values, and practices.

· Ensure consequences for ethical and unethical conduct.

12. Gender and Leadership Style:
Laissez-faire leadership

· A style of leadership that involves the avoidance or absence of leadership.
Chapter 10 – Communication
1. What is Communication?

Communication 

· The process by which information is exchanged between a sender and a receiver

· Sender encodes message.

· Message is then transmitted to the receiver.

· The receiver perceives and then decodes the message.

· Receiver then responds through feedback.

Effective communication

· The right people receive the right information in a timely manner.

2. Basics of Organizational Communication:

Communication by strict chain of command

· Chain of command

· Lines of authority and formal reporting relationships.

· Downward communication

· Information that flows from the top of the organization toward the bottom.

· Upward communication

· Information that flows from the bottom of the organization toward the top.

· Horizontal communication

· Information that flows between departments or functional units, usually as means of coordinating effort.

Deficiencies in the chain of command

· Informal communication

· Filtering

· The tendency for a message to be watered down or stopped during transmission.

· Overzealous filtering will preclude the right people from getting the right information, and the organization will suffer accordingly.

· Open door policy

· The opportunity for employees to communicate directly with a manager without going through the chain of command

· Slowness

3. Manager-Employee Communication:
How good is manager-employee communication?

· The extent to which managers and employees agree about work-related matters and are sensitive to each other’s point of view is one index of good communication

Barriers to effective manager-employee communication

· Conflicting role demands

· The mum effect

· The tendency to avoid communicating unfavourable news to others.

4. The Grapevine:

Grapevine

· An organization’s informal communication network.

Characteristics of the grapevine

· Transmits information very rapidly.

· Relatively accurate, but deletes details and exaggerates key points.

· More active in homogenous groups who have easy communication access.

· Most active when employees are anxious.

Pros of the grapevine

· It can keep employees informed about important organizational matters,

· It can provide a test of employee reactions to proposed changes without making formal commitments.

· People like to talk!

Cons of the grapevine

· The grapevine can become a problem when it is a pipeline for rumours.

· Rumours spread fastest and farthest when

· The information is ambiguous or threatening.

· The content of the rumour is important to those involved.

· The recipient is anxious.

5. The Verbal Language of Work:

Jargon

· Specialized language used by job holders or members of particular occupations or organizations.

6. The Nonverbal Language of Work:
Nonverbal communication

· The transmission of messages by some medium other than speech writing.

· Body language

· Nonverbal communication by means of sender’s bodily motions, facial expressions, or physical.

· Paralanguage

· Tone and pitch of voice. 

· Use of silence

· Gestures

· Hand signals.

· Shrugging one’s shoulders

7. Gender Differences in Communication:

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 situation.

· Women are more concerned with rapport building, and they communicate in ways that avoid putting others down. As a result, women often find themselves in a one-down position, which can have a negative effect on the rewards they receive and their careers.

8. Cross-Cultural Communication:

Language differences

· Communication is better between individuals who share similar cultural values.

Nonverbal communication across cultures

· Facial expression

· Paying particular attention to the face in cross-cultural encounters will often yield different dividends.

· Gestures

· Do not translate well across cultures, because they involve symbolism that is not shared.

· Gaze

· Latin Americans and Arabs favour extended gaze, while Europeans don’t.

· Touch

· In Arab, Latin American, and Souther European cultures, people tend to stand close to one another when meeting and often touch each other as an adjunct to conversation.

Etiquette and politeness across cultures

· In some cultures, politeness is expressed with modesty that seems excessive to North Americans.

Social conventions across cultures

· Americans tend to favour being specific about the issue at hand.

· Loudness for speech varies across cultures.

· Punctuality also varies across cultures.

· Nepotism, favouring one’s relatives in spite of their qualifications, is generally frowned on in more individualistic societies.

Cultural context

· The cultural information that surrounds a communication episode.

· People in high-context cultures want to know about you and the company that you represent in great detail. This personal and organizational information provides a context for understanding your messages to them.

· Getting to the point quickly is not a style of communication that people in high-context cultures favour.

· When communicating with people in high-context culture, give careful consideration to the age and rank of the communicator.

· Because they tend to devalue cultural context, people from low-context cultures tend to favour very detailed business contracts.

9. Computer-Mediated Communication;
Information richness

· The potential information carrying capacity of a communication medium.

Computer-mediated communication (CMC)

· Communication that relies on computer technology to facilitate information exchange.

· Overall, less routine communication requires richer communication media (face-to-face).

10. Personal Approaches to Improving Communication:
Basic principles of effective communication

· Take the time.

· Be accepting of the other person.

· Do not confuse the person with the problem.

· Say what you feel

· Congruence

· A condition in which a person’s words, thoughts, feelings, and actions all contain the same message.

· Listen actively

· Watch your body language.

· Paraphrase what the speaker means.

· Show empathy.

· Ask questions.

· Wait out pauses.

· Give timely and specific feedback.

When in Rome…

· Assume differences until you know otherwise.

· Recognize differences within cultures.

· Watch your language (and theirs).

11. Organizational Approaches to Improving Communication:
360-degree feedback

· Performance appraisal that uses the input of supervisors, employees, peers, and clients or customers of the appraised individual.
Employee survey

· An anonymous questionnaire that enables employees to state their truthful opinions and attitudes about an organization and its practices.

Suggestion systems

· Programs designed to enhance upward communication by soliciting ideas for improved work operations from employees.

Chapter 11 – Decision Making 
What is Decision Making? 
-Decision Making – The process of developing a commitment to some course of action
a. Decisions making involves making a Choice among several alternatives
b. Decision making is a process that involves more than simply the final choice among alternatives 

c. The “Commitment” mentioned in the definition usually involves some commitment of resources such as time, money, or personnel

d. Can be described as a process of problem solving. 

i. Problem – A perceived gap between an existing state and a desired state 

Well-Structured Problems

-Well-Structured problem – A 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. 

-Intuitively, these problems are simple, and their solutions arouse little controversy. 

-This is because such problems are repetitive and familiar 

-Because decision making takes time and is prone to errors, organizations attempt to program decision making for well-structured problems 

-A Program is simply a standardized way of solving a problem

Ill-Structured Problems 

-Ill-Structured problem – A problem for which the existing and desired states are unclear and the method of getting to the desired state is unknown 

e. For example, a president of marketing might have a feeling that sales for a particular product are too low. However she might lack precise info about the product’s market share (existing state) and the market share of its most successful competitor (ideal state). In addition, she might be unaware of exactly how to increase the sales of this particular product 

The Compleat Decision Maker - A Rational Decision-Making Model
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Perfect Versus Bounded Rationality 

-Perfect Rationality  (“Economic Person”) - A decision strategy that is completely informed, perfectly logical, and oriented toward economic gain 

-The economic person is useful for theoretical purposes but does not exist in real decision makers

-Therefore, Managers use Bounded Rationality – A decision strategy that relies on limited information and that reflects time constraints and political considerations

-Framing and Cognitive biases both illustrate the operation of bounded rationality, as does the impact of emotions and mood on decisions 

-Framing – Refers to the aspects of the presentation of information about a problem that are assumed by decision makers 

-Cognitive Biases – Tendencies to acquire and process information in a particular way that is prone to error. These biases constitute assumptions and shortcuts that can improve decision-making efficiency, but they frequently lead to serious errors in judgment 

Problem Identification and Framing 

Bounded rationality can lead to the following difficulties in problem identification 
-Perceptual Defense – The perceptual system may act to defend the perceiver against unpleasant perceptions. Ex: the fact that people thought the realestate system would never crash in the US could have been due to their perceptual defense of that system crashing. 

-Problem defined in terms of functional specialty – Selective perception can cause decision makers to view a problem as being in the domain of their own specialty even when some other perspective might be warranted. (Marketing major sees a problem and relates it to marketing instead of the actual problem which is something else)

-Problem diagnosed in terms of symptoms  - A concentration on surface symptoms will provide the decision maker with few clues about an adequate solution 

Information Search 

-Perfectly Rational Economic person has free and instantaneous access to all information necessary to clarify the problem and develop alternative solutions

-Bounded rationality, presents a different picture. The information search might be slow and costly 

-Decision makers can have too little or too much information
-Too little information 

f. Confirmation Bias – The tendency to seek out information that conforms to one’s own definition or solution to a problem 

-Too much information
g. Information Overload – The reception of more information than is necessary to make effective decisions. 

Alternative Development, Evaluation and Choice

-Perfectly informed or not, the decision maker can now list alternative solutions to the problem, examine the solutions and choose the best one 

-Maximization – The choice of the decision alternative with the greatest expected value

-For the decision maker working under bounded rationality, alternative solutions and probabilities of success are not all known.

-Cognitive biases also come into play.

-People are especially weak intuitive statisticians
h. People avoid incorporating existing data about the likelihood of events (“base rates”) into their decisions.

i. Large samples warrant more confidence than small samples. (but smaller ones may be focus groups versus large which can be anyone) (smaller is better sometimes)
j. Decision makers often overestimate the odds of complex chains of events occurring
k. People are poor at revising estimates of probabilities and values as they acquire additional information.

i. The anchoring effect illustrates that decision makers do not adjust their estimates enough from some initial estimate that serves as an anchor. Ex: real estate agents allowed the asking price of a house to unduly influence their professional evaluation of the house. 
l. It is possible to reduce some of these cognitive biases by making people more accountable for their decisions
-It is possible to reduce some of these basic cognitive biases by making people more accountable for their decisions 

-Bounded Rationality frequently “Satisfices” rather than maximizes 

m. 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 .Ex: human resources manager who feels that absenteeism has become too high might choose a somewhat arbitrary acceptable level (the rate one year earlier) then accept the first solution that seems likely to achieve this level. 
Risky Business

-Choosing between decision alternatives often involves an element of risk

-Protecting the sure win but risking the sure loss

Solution Implementation 

-When a decision is made, the solution must be implemented 
-The perfectly rational decision maker will have factored any possible implementation problems in to his or her choice of solutions

-The Bounded decision maker will attempt to do the same when estimating probabilities of success

Solution Evaluation 

-Perfectly rational decision maker should be able to evaluate effectiveness of the decision with calm, objective detachment

-Bounded decision maker might encounter problems at this stage of the process

n. Justification 
i. People often “throw good resources after bad,” acting as if they can recoup sunk costs.

ii. This process is known as escalation of commitment to an apparently failing course of action.

iii. Escalation of commitment refers to the tendency to invest additional resources in an apparently failing course of action.

o. Hindsight  - The tendency to review the decision making process to find what was done right or wrong 
i. Knew-it-all-along effect – Tendency to assume, after the fact, that we knew all along what the outcome of a decision would be 

ii. Take personal responsibility for successful decision outcomes while denying responsibility for unsuccessful outcomes

How Emotion and Mood affect Decision Making 

-People don’t like to be wrong, and they often become emotionally attached to the failing course of action that signals escalation of commitment

-Emotionless decision making would be poor decision making, and the rational model is not meant to suggest otherwise 

-Strong emotions frequently figure in the decision-making process

-Despite examples of how emotion can help decision making, there are many cases in which strong emotions are a hindrance 

-Mood affects what and how people think when making decisions

-Mood has its greatest impact on uncertain, ambiguous decisions of the type that are especially crucial for organizations 

Group Decision Making  
Why use Groups?

-Decision Quality
p. Groups or teams should make higher-quality decisions than individuals

i. Groups are more vigilant than individuals are – more people are scanning the environment

ii. Groups can generate more ideas than individuals can

iii. Groups can evaluate ideas better than individuals can 

-Decision Acceptance and Commitment
q. A group decision will be more acceptable to those involved
r. This is especially important in getting a decision implemented
-Diffusion of Responsibility
s. The ability of group members to share the burden of the negative consequences of a poor decision
t. Each member of the group will share part of the burden of the negative consequences, and no one person will be singled out for punishment 

Disadvantages of Group decision Making 

-Time – Groups seldom work quickly or efficiently compared with individuals. The time problem increases with group size

-Conflict – Participants in group decisions have their own personal aces to grind or their own resources to protect. In general, groups will make better decisions when their members feel psychologically safe

-Domination – Advantages of group decision making will seldom be realized if meetings are dominated by a single individual or a small coalition. If the dominant person is particularly misinformed, the group decision is likely to be ineffective 

-Groupthink – The capacity for group pressure to damage the mental efficiency, reality testing, and moral judgment of decision-making groups 

-Groupthink Symptoms:

u. Illusion of invulnerability – Members are overconfident and willing to assume great risk

v. Rationalization – Problems and counterarguments that members cannot ignore are rationalized away

w. Illusion of Morality – Decisions are perceived as sensible and morally correct 

x. Stereotypes of Outsiders – Group constructs unfavorably stereotypes of those outside the group 

y. Pressure for Conformity – Members pressure each other to fall in line and conform with the group’s view

z. Self-Censorship – Members convince themselves to avoid voicing opinions contrary to the group

aa. Illusion of unanimity  - Members perceive that unanimous support exists for their chosen course of action

ab. Mindguards – Some group members may adopt the role of “protecting” the group from information that goes against its decision 

-Victims of groupthink are operating in an atmosphere of unreality that should lead to low-quality decisions 

How do Groups Handle Risk?

-Risky Shift – The tendency for groups to make riskier decisions than the average risk initially advocated by their individual members 
-Conservative Shift – The tendency for groups to make less risky decisions than the average risk initially advocated by their individual members 
-Group discussions seems to polarize or exaggerate the initial position of the group 
Improving Decision making in Organizations 
Organizational decision making can improve if decision making receive encouragement to follow more closely the rational decision-making model 

Training Discussion Leaders 

-An appointed leader often convenes the group and guides the discussion

-The actions of this leader can “make or break” the decision 
-If he’s bad and influences the group, the group fails, if he fails to exert any influence, low-quality outcome from the group 

Stimulating and Managing Controversy 

-Some controversy is good because if none happens and the team is going in the wrong direction, it hinders the outcome of the group

-One interesting method of controversy stimulation is the appointment of a 

Devil’s Advocate – a person appointed to identify and challenge the weaknesses of a proposed plan or strategy 

Traditional and Electronic Brainstorming 

-Brainstorming – An attempt to increase the number of creative solution alternatives to problems by focusing on idea generation rather than on evaluation
ac. Individual brainstorming will generate more ideas than brainstorming in teams

-Electronic Brainstorming – The use of computer mediated technology to improve traditional brainstorming practices 
Nominal Group technique 

-Nominal Group technique – A structured group decision-making technique in which ideas are generated without group interaction and then systematically evaluated by the group. Come up with your own ideas by yourself and then come together as a group to make a decision. 
The Delphi Technique 

-Delphi Technique – A method of pooling a large number of expert judgments by using a series of increasingly refined questionnaires 

Chapter 12 – Power & Ethics 
What is Power?
2) Power – the capacity to influence others who are in a state of dependence
3) Power is the capacity to influence the behavior of others
4) It is not alw h8877bbbggg5ays perceived or exercised
5) Target power is dependent on the power-holder does not imply that a poor relationship exists between the two
6) Power is a broad concept that applies to both individuals and groups
The Bases of Individual Power

7) Legitimate Power – Power derived from a person’s position or job in an organization

8) Reward Power – Power derived from the ability to provide positive outcomes and prevent negative outcomes

9) Coercive Power  - Power derived from the use of punishment and threat 

10) Referent Power – Power derived from being well liked by others

11) Expert Power – Power derived from having special information or expertise that is valued by an organization 
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Influence Tactics – Putting Power to Work

Influence Tactics – Tactics that are used to convert power into actual influence over others

12) Assertiveness – Ordering, Nagging, setting deadlines, and verbally confronting

13) Ingratiation – using flattery and acting friendly, polite, or humble.

14) Rationality- Using logic, reason, planning, and compromise.

15) Coalition Formation – Seeking united support from other organizational members.

16) Upward appeal – Making formal or informal appeals to organizational superiors for intervention

17) Exchange – doing favors or offering to trade favors 

Controlling Strategic Contingencies- How Subunits Obtain Power

· Subunit Power:  The degree of power held by various organizational subunits, such as departments. Ex: Marketing, Engineering, Finance.
· How do organizational subunits acquire power? They control strategic contingencies. This means that the work other subunits perform is contingent on the activities and performance of a key subunit.  Scarcity, uncertainty, Centrality, Substitutability are all ways subunits acquire power. 

Organizational Politics

· Organizational politics is the pursuit of self-interest within an organization, whether or not this self-interest corresponds to organizational goals. 
· Political Skill: the ability to understand others at work and to use that knowledge to influence others to act in ways that enhance one’s personal or organizational objectives. 
· The facets of Political Skill (SIAN)- Skill is a No.
1. Social Astuteness: Good politicians are careful observers who are tuned in to others needs and motives. Active self-monitors who know how to present themselves to others.

2. Interpersonal influence:  the politically skilled have a convincing and persuasive interpersonal style but employ it flexibly to meet the needs of the situation. 

3. Apparent Sincerity: Influence attempts will be seen as manipulative unless they are accompanied by sincerity. A good politician comes across as genuine and exhibits high integrity. 

4. Networking Ability: Networking involves establishing good relations with key organizational members or outsiders to accomplish ones goals. 

Defensiveness- Reactive Politics

The goal here is to reduce threats to one’s own power by avoiding actions that do not suit one’s own political agenda or avoiding blame for events that might threaten ones political capital. 
· Stalling: moving slowly when someone asks for your cooperation is the most obvious way of avoiding taking action without actually saying no. With time, the demand for cooperation may disappear. 

· Overconforming: Sticking to the strict letter of your job description or to organizational regulations is a common way to avoid action. 

· Buck Passing: having someone else take action is an effective way to avoid doing it yourself. 

Another set of defensive behaviours is oriented around the motto “ if you cant avoid action, avoid blame for its consequences.
· Buffing: is the tactic of carefully documenting information showing that an appropriate course of action was followed. 

· Scapegoating: Blaming others when things go wrong is classic political behaviour. 

Ethics in Organizations

18) Ethics – Systematic thinking about moral consequences of decisions
19) Moral consequences can be framed in terms of the potential harm to any stakeholder in the decision

20) Stakeholder – People inside out outside an organization who have the potential to be affected by organizational decisions 

The Nature of Ethical Dilemmas

21) Honest Communication – Evaluate subordinates candidly, advertise and label honestly 

22) Fair Treatment – Pay equitably, respect the sealed bid process, do not give preference to suppliers with political connections

23) 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…

24) Fair Competition – Avoid bribed and kickbacks to obtain business, do not fix prices with competitors

25) Responsibility To Organization – Act for the good of the organization as a whole not for self-interest

26) Corporate Social Responsibility – Do not pollute, think about the community impact of plant closures, show concern for employee health and safety

27) Respect For The Law – Legally avoid taxes, do not evade them, do not bribe the government inspectors

Causes of Unethical Behaviour 

28) Gain – The anticipation of healthy reinforcement for following an unethical course of action, especially if no punishment is expected

29) Role Conflict – Many ethical dilemmas are actually forms of role conflict that get resolved in an unethical way. 

30) Competition – Stiff competition for scarce resources can stimulate unethical behavior. In cases in which essentially no competition exists, there is also a strong temptation to make unethical decisions

31) Personality – Are there certain types of personalities that are more prone to unethical decisions? The Cynical and those with external locus of control are more likely to behave unethically 

32) Organizational and Industry Cultures – Aspects of an organization’s culture (& subculture) can influence ethics

Whistle-Blowing 

33) Whistle-blowing – Discloses illegitimate practices to some person or organization that may be able to take action to correct these practices.  Dumaurier manager leaves his current position and “whistle Blows” the fact that there are more chemicals in cigarettes then they announce. 
34) Whistle-blowing may be blown either inside or outside the offending organization, depending on the circumstances

35) Most organizations rely on vague open door policies rather than having specific channels and procedures for whistle-blowers to follow

Sexual Harassment – When Power and Ethics Collide

36) Sexual harassment is a form of unethical behaviour that stems, in part, from the abuse of power and the perpetuation of a gender power imbalance.

37) It involves coercion of sexual cooperation by threat of job-related consequences and unwanted and offensive sex-related verbal or physical conduct

38) Many organizations are slow to react to complaints of sexual harassment.

39) The deaf ear syndrome refers to the inaction or complacency of organizations in the face of charges of sexual harassment. I never heard about the sexual harassment occurring in the finance department. 

Employing Ethical Guidelines

40) Identify the stakeholders that will be affected by any decision.

41) Identify the costs and benefits of various decision alternatives to these stakeholders.

42) Consider the relevant moral expectations that surround a particular decision.

43) Be familiar with common ethical dilemmas that decision makers face in your organizational role or profession

44) Discuss ethical matters with decision stakeholders and others.

45) Convert your ethical judgments into appropriate action.

46) Training and education in ethics is important and has a positive impact on ethical attitudes

Chapter 13 – Conflict and Stress
What is conflict?
Interpersonal Conflict – The process that occurs when one person, group, or organizational subunit frustrates the goal attainment of another 

· Conflict often involves antagonistic attitudes and behaviours. Antagonistic behaviours might include name calling, sabotage, or aggression.

Causes of Organizational Conflict 

It is possible to isolate a number of factors that contribute to organizational conflict 

Group identification and Intergroup Bias 

-Identification with a particular group or class of people can set the stage for organizational conflict 

-People have a tendency to develop a more positive view of their own “in-group” and a less positive view of the “out-group”

-Self-esteem is a critical factor of intergroup bias 

Interdependence 

· When individuals or subunits are mutually dependent on each other to accomplish their own goals, the potential for conflict exists 

· Interdependence can set the stage for conflict for two reasons 

a. First, it necessitates interaction between the parties so that they can coordinate their interests

b. Second, Interdependence implies that each party has some power over the other 

· Interdependence does not always lead to conflict

Differences in Power, Status, and Culture 

Conflict can erupt when parties differ significantly in power, status, or culture 

Power – If dependence is not mutual but one-way, the potential for conflict increases 
c. If A needs B to accomplish goals, but B doesn’t need A than B has power over A

Status – Status differences provide little impetus for conflict when people of lower status are dependent on those of higher status  

d. Usually like this in the workplace except where servers tell chefs what to do

Culture – When two or more very different cultures develop in an organization, the clash in beliefs and values can result in overt conflict 
Ambiguity 

-Ambiguous goals, jurisdictions, or performance criteria can lead to conflict. 

-Ambiguous performance criteria are a frequent cause of conflict between managers and employees 

Scarce Resources

-Conflict often surfaces in the process of power jockeying 

-Limited budget money, secretarial support, or lab space can contribute to conflict 

Types of Conflict 

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

e. Personality clashes are examples of relationship conflict 

-Task Conflict – Disagreements about the nature of the work to be done 

f. Differences of opinion about goals or technical matters are examples of task conflict

-Process conflict – Disagreements about how work should be organized and accomplished 

g. Disagreements about responsibility, authority, resource allocation, and who should do what all constitute process conflict 

Modes of Managing Conflict 

Managing conflict are functions of both how ASSERTIVE you are in trying to satisfy your own concern and COOPERATIVE you are in trying to satisfy those of the other party 
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Avoiding – A conflict management style characterized by low assertiveness of one’s own interest and low cooperation with the other party. “Hiding the head in the sand”

Accommodating – A conflict management style in which one cooperates with the other party while not asserting one’s own interests 

Competing – A conflict management style that maximizes assertiveness and minimizes cooperation 

Compromise – A conflict management style that combines intermediate levels of assertiveness and cooperation

Collaborating - A conflict management style that maximizes both assertiveness and cooperation 

Is all conflict bad?

-There is a growing awareness of some potential benefits of organizational conflict 

-Conflict can be functional when it promotes necessary organizational change:

h. CONFLICT ( CHANGE ( ADAPTATION ( SURVIVAL 

-Conflict might bring into consideration new ideas that would not be offered without conflict 

-Conflict Stimulation – A strategy of increasing conflict to motivate change 

A model of Stress in Organizations 

Stressors 

Stressors – Environmental events or conditions that have the potential to induce stress 

-There are some conditions that would prove stressful for just about everyone 

-These may include things as extreme hear/cold, isolation, or hostile people 

Stress

Stress – a psychological reaction to the demands inherent in a stressor that has the potential to make a person feel tense of anxious  because the person does not feel capable of coping with these demands

-Stress is not intrinsically bad

-All people require a certain level of stimulation from their environment, and moderate levels of stress can serve this function

Stress Reactions

-Stress Reactions – The behavioral, psychological and physiological consequences of stress.

-Attempts to cope with stress 

-Can cost organizations money (if the employee is absent a lot, he avoids stress but leave the organization short handed which provokes stress in others)

Personality and Stress

-Locus of Control – A set of beliefs about whether one’s behaviors is controlled mainly by internal or external forces 

i. Externals are more likely to feel anxious in the face of potential stressors 
j. Internals are more likely to confront stressors directly because they assume that this response will make a difference
k. Externals are more prone to simple anxiety-reduction strategies that only work in the short run
-Type A Behavior Pattern – A personality pattern that includes aggressiveness, ambitiousness, competitiveness, hostility, impatience, and a sense of time urgency
l. Type B does not exhibit these extreme characteristics 
m. Type A people report heavier workloads, longer work hours, and more conflicting work demands 
-Negative Affectivity – Propensity to view the world, including oneself, and other people in a negative light
n. They are particularly likely to feel stressed in response to the demands of a heavy workload
Stressors in Organizational Life 

Executive and Managerial Stressors 

-Role Overload – The requirement for too many tasks to be performed in too short a time period 

-Heavy Responsibility (Ex. Executives)

o. it can have extremely important consequences for the organization and its members 

p. The personal consequences of an incorrect decision can be staggering 

Operative-Level Stressors 

-Poor Physical Working Conditions – Operative-level employees are more likely than managers and professionals to be exposed to physically unpleasant and even dangerous working conditions (heat, noise, cold, pollution, and the chance of accidents)

-Poor Job Design – It might seem paradoxical that jobs that are too simple or not challenging enough can act as stressors. Job scope can be a stressor at levels that are either too low or too high 

Boundary Role Stressors, Burnout, and Emotional Labor 

-Boundary Roles – positions in which organizational members are required to interact with members of other organizations or with the public 

q. These occupants are especially likely to experience stress

r. This is yet another form of role conflict in which one’s role as an organizational member might be incompatible with the demands made by the public or other organizations 

-Burnout – A syndrome of emotional exhaustion, cynicism, and reduced self-efficacy 

s. Burnout was originally studied among those working in some capacity with people

t. However, it has now been established that burnout can occur even among non-boundary spanners 

The Job Demands – Resources Model and Work Engagement 

-Work Engagement  - A positive work-related state of mind that is characterized by vigor, dedication, and absorption 

-Job demands-resources model – A model that specified how job demands cause burnout and job resources cause engagement  

Some General Stressors 

-Interpersonal Conflict  - The entire range of conflict, from personality clashes to intergroup strife, is especially likely to cause stress

u. Bullying – Repeated negative behaviour directed toward one or more individuals of lower power or status that creates a hostile work environment 

-Work-Family Conflict – Occurs when either work duties interfere with family life or family life interferes with work responsibilities 

-Job Insecurity and Change – Secure employment is an important goal for almost everyone, and stress may be encountered when it is threatened. 

-Role Ambiguity – Exists when the goals of one’s job or the methods of performing the job are unclear. Such a lack of direction can prove stress

-Sexual Harassment – Abuse of power and a form of unethical behavior 

v. Negative effects include decreased morale, job satisfaction,  organizational commitment and job performance, and increased absenteeism, turnover, and job loss. 

Reactions to Organizational Stress 

Behavioral Reactions to Stress 

-Problem Solving – terminating the stressor or reducing its potency. Examples of problem solving include:

w. Delegation 

x. Time Management 

y. Talking it out 

z. Asking for help 

aa. Searching for Alternatives

-Seeking Social Support – Refers to having close ties with other people 

ab. Can affect stress by bolstering self-esteem, providing useful information, offering comfort and humor… 

ac. Off the job, individuals might find social support in a spouse, family, or friends

ad. On the job, individuals might find social support from one’s superior or co-worker

47) Performance Changes – Stress frequently cause reduced job performance. Some stressors are “hindrance” stressors in that they directly damage goal attainment

48) Withdrawal – Takes the form of absence and turnover 

a. Only works short term. The better alternative is problem Solving

-Use of Addictive Substances – Smoking, drinking, and drug use represent the least satisfactory behavioral response to stress for both the individual and the organization. 
Psychological Reactions to Stress 

-Primarily involve emotions and thought processes rather than overt behavior

-The most common psychological reaction to stress is the use of defense mechanisms

-Defense mechanisms – psychological attempts to reduce the anxiety associated with stress 

-Some common defense mechanisms include:

b. Rationalization – attributing socially acceptable reasons or motives to one’s actions so that they will appear reasonable and sensible, at least to oneself (male nurse becomes angry and abusive when learning he will not be promoted  and claiming that the female head nurse discriminates against men)
c.  Projection – Is attribution one’s own undesirable ideas and motives to another so that they seem less negative. Ex: a sales executive who is undergoing conflict about offering a bribe to an official of a foreign government might reason that the official is corrupt. 

d. Displacement – Directing feelings of anger at a “safe” target rather than expressing them where they may be punished. (construction worker who is severely criticized by the boss for sloppy workmanship might take out his frustrations in an evening hockey league)

e. Reaction Formation – expressing oneself in a manner that is directly opposite to the way one truly feels, rather than risking negative reactions to one’s true position. 

f. Compensation – applying one’s skills in a particular area to make up for failure n an other area.

Physiological Reactions to Stress 

-Work stress is associated with elevated blood pressure, cholesterol and pulse

-Stress has also been associated with the onset of diseases such as respiratory and bacterial infections due to its ill effects on the immune system 

-The accumulation of stress into burnout has been particularly implicated in cardiovascular problems

Organizational Strategies for Managing Stress 

Strategies to manage stress are either to reduce demands on employees or enhance their resources

Job Redesign 

-Organizations can redesign jobs to reduce their stressful characteristics.

-It is possible to redesign jobs anywhere in the organization to this end

g. An overloaded executive might be given an assistant to reduce the number of tasks he or she must perform…

“Family-Friendly” Human Resource policies 

-Policies include some combination of formalized social support, material support, and increased flexibility to adapt to employee needs

Stress Management Programs 

-Programs designed to help employees “manage” work-related stress

-Some programs help physically and mentally healthy employees prevent problems due to stress

-Others are therapeutic aimed at individuals already experiencing stress problems 

Work-Life Balance, Fitness, and wellness Programs 

-Includes a variety of leisure activities combined with a healthy diet and physical exercises 

-Which can increase commitment and reduce turnover 

-Fitness training is associated with improved mood, a better self-concept, reduced absenteeism, enhanced job satisfaction, and better performance
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Exhibit 11.1
The rational decision-making

process.



