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2OB Defined

Organizational Behaviour: Understanding explaining and ultimately improving the attitudes and behaviours of individuals and groups in organizations

Human resource management builds on theories of OB. Applies them.

Strategic Management 
Broader. Focuses on product choices and industry characteristics that affect an organization’s profitability

Role of management theory

Classical Approaches
Focuses on individuals – Assembly lines – Humans like machines

Scientific management: Using scientific methods to design optimal work processes and tasks

Bureaucracy: Organizational form that emphasizes the control and coordination of its members through a strict chain of command, formal rules and procedures, high specialization, and centralized decision making

Human relations Approach
Field of study that recognizes that the psychological attributes of individual workers and the social forces within work groups have important effects on work behaviours

Effect of lighting on employee productivity. As light went down, productivity sent up. There was a 3rd variable : Attention they were given. Employees felt special

Contemporary Management Theory
Meeting human needs: Psychological, interpersonal, etc.
Recognizes the dependencies between classical and human relations approaches.

An Integrative Model of OB 

See figure 1-1

Does OB matter?

Important for the bottom line

Building a Conceptual Argument

Resource-based view: A model that argues that rare and inimitable resources help firms maintain competitive advantage

Rare: In short supply

Inimitable: Incapable of being imitated or copied
By history (wisdom and knowledge that benefits the organization)
Numerous small decisions  (Big decisions are easy to see and copy but small actions create a unique competitive advantage)
Socially complex resources (because it is not always clear how they came about, though it is clear which organizations do and don’t possess them ex: teamwork, culture, trust, reputation)

Research Evidence

Good people constitute a valuable resource for companies

So what’s So Hard?

There is no magic bullet OB practice

Rule of one-eighth: The belief that at best 1 eighth or 12% of organizations will actually do what is required to build profits by putting people first 

Many comprehensive changes are the key, rather than one big change. Requires systematic effort to manage people

Goals of OB

Predicting OB and events
Explaining OB and events in organizations
Managing/Improving OB

How to succeed

Summarize
Highlight
Imagery for text
Rereading
Associate imagery to key words
Elaborative interrogation
Self explanation
Interleaved practice
Distributed practice
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Job performance can’t be evaluated only by results because:
1. Employees contribute to their organization in ways that go beyond the bottom line
2. Results influenced by factors beyond employee’s control
3. Results don’t tell you how to improve 

Job performance: Employee behaviours that contribute either positively or neg. to the accomplishment of organizational goals

WHAT DOES IT MEAN TO BE A “GOOD PERFORMER”?

Task Performance

Task performance: Employee behaviours that are directly involved in transformation of organizational resources into the goods or services that the organization produces. Set of explicit obligations an employee must fulfill. 

Routine task performance: Well-known of habitual responses by employees to predictable task demands

Adaptive task performance (adaptability): Thoughtful responses by an employee to unique or unusual task demands
Emergencies
Stress
Solving problems creatively
Dealing with unpredictable work situations
Learning
Interpersonal adaptability
Cultural adaptability

Creative task performance: Ideals or physical outcomes that are both novel and useful

Job analysis: A process by which an organization determines requirements of specific jobs. The core tasks to create job description.

3 steps of job analysis:
1. List all task behaviours involved in a job 
2. Rate each activity (importance, frequency)
3. Retain activities rated highly

National Occupational Classification (NOC): National database of occupations in Canada, organizing over 30,000 job titles into 520 occupational group description

Organizational Citizenship behaviour (OCB)

Citizenship behaviour: Voluntary employee behaviours that contribute to organizational goals by improving the context in which work takes place. Not in job description .

Extra role, Discretionary, Non Rewarded (by definition) in aggregate contributes to positive outcome for organization

2 main categories according to who benefits from the activity: co-worker or organization

Interpersonal citizenship behaviour: Going beyond normal job expectations to assist, support, and develop co-workers and colleagues 
Helping: assisting co-workers who have heavy workloads, aiding them with personal matters, and showing new employees the ropes when they are first on the job

Courtesy: Sharing important info

Sportsmanship: Maintaining a positive attitude with co-workers through good and bad times 

Important when work in small groups 

Organizational citizenship behaviour: Going beyond normal expectations to improve operations of the organization, as well as defending the organization and being loyal to it.
Voice: Speaking up to offer constructive suggestions for change, often in reaction to a negative work event, rather than passively complaining about it.

Civic virtue: Participation in company operations at a deeper-than-normal level through voluntary meetings, readings, and keeping up with news that affects the company

Boosterism: Positively representing the organization when in public

Relevant in any job and make significant difference on bottom line.
It pays to be a good citizen.

Counterproductive Work Behaviour (CWB)

Counterproductive behaviour: Employee behaviours that intentionally hinder organizational goal accomplishments

See Figure 2-2 p.37

Property deviance: Behaviours that harm the organization’s assets and possessions
Sabotage : Purposeful destruction of equipment, organizational processes, or company products
Theft: Stealing company products or equipment from the organization

Production deviance: Intentionally reducing organizational efficiency of work output
Wasting resources: Using too many materials or too much time to do too little work
Substance abuse

Political deviance: Behaviours that intentionally disadvantage other individuals
Gossiping: Casual conversations about other people in which the facts are not confirmed as true
Incivility: Communication that is rude, impolite, discourteous, and lacking in good manners 

Personal aggression: Hostile verbal and physical actions directed toward other employees
Harassment: Unwanted physical contact or verbal remarks from a colleague
Abuse: Employee assault or endangerment from which physical and psychological injuries may occur

People who engage in one form of counterproductive behaviour tend to also engage in others. Then there really are bad apples. If triggered, someone who engages in Minor CWB can engage in a more serious.
Relevant to any job
There is only a weak correlation between task performance and counterproductive behaviour. Can’t assume the weak performers are those with counterproductive behaviour. Good performers can get away with it.

What does it mean to be a “Good Performer”?

See figure 2-3 p.40

APPLICATION: PERFORMANCE MANAGEMENT

Management by Objectives (MBO)

Management by objectives: A management philosophy that bases employee evaluations on whether specific performance goals have been met

Works best when measures of performance can be quantified

Behaviourally anchored rating scales

Behaviourally anchored rating scales: Use of examples of critical incidents to evaluate an employee’s job performance behaviours directly

360-Degree Feedback

A performance evaluation system that uses ratings provided by supervisors, co-workers, subordinates, customers, and the employees themselves

Best suited to improving or developing employee talent, especially if feedback accompanied by coaching

Forced Ranking

Performance management system in which managers rank subordnates relative to one another

Controversies: Unfair because may force managers to give bad evaluation to good performers. Employees may become overly competitive with one another which is bad for team-based organizations.

Social Networking Systems

Use of social media-type programs to receive timely feedback from peers

JOB ANALYSIS
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ORGANIZATIONAL COMMITMENT

Organizational commitment: An employee’s desire to remain a member of an organization

Withdrawal Behaviour: Employee actions that are intended to avoid work situations 

WHAT DOES IT MEAN TO BE “COMMITTED”?

Forms of Commitment

See Table 3-1 p.53 

Affective Commitment
Affective Commitment: An employee’s desire to remain a member of an organization due to a feeling of emotional attachment

Erosion Model: A model that suggests that employees with fewer bonds with co-workers are more likely to quit the organization

Social Influence model: A model that suggests that employees with direct linkages to co-workers who leave the organization will themselves be more likely to leave 

Organizations try to promote emotional bonding with events and activities. Work hard Play hard culture.

Continuance Commitment 
Focus of commitment: The people, places, and things that inspire a desire to remain a member of an organization

Continuance commitment: An employee’s desire to remain a member of an organization due to an awareness of the costs of leaving

Higher continuance commitment is associated with lower job performance because no one likes to be “stuck” in a situation

Embeddedness: An employee’s connection to and sense of fit in the organization and community

Normative Commitment
Normative commitment: An employee’s desire to remain a member of an organization due to a feeling of obligation

Withdrawal Behaviour 

Reactions to a negative work event:

Exit: Response to negative wok event in which one becomes often absent from work or voluntarily leaves the organization 

Voice: A response, often in reaction to a negative work event, in which an employee offers constructive suggestions for change

Loyalty: A passive response to a negative work event in which one publicly supports the situation but privately hopes for improvement 

Neglect: A passive, destructive response to a negative work event in which one’s interest and effort in work decline

Organizational commitment should increase the likelihood that an individual will respond to a negative work event with voice or loyalty, therefore decreasing the odds of reacting with exit or neglect.

At a given time, 51% chance employee is actually working.

Psychological Withdrawal
Psychological withdrawal: Mentally escaping the work environment
Daydreaming: Form of psy. With. In which one’s work is interrupted by random thoughts or concerns
Socializing: Form of psy. With. In which one verbally chats with co-workers about non-work topics
Looking Busy: Form of psy. With. In which one attempts to appear consumed with work when not performing actual work tasks
Moonlighting: Form of psy. With. In which employees use work time and resources to do non-work-related activities
Cyberloafing: Form of psy. With. In which the employees surf the internet, e-mail, and instant message to avoid doing work-related activities

Physical Withdrawal
Physical Withdrawal: A physical escape from the work environment
Tardiness: Employees arrive late to work or leave early
Long breaks: Employees take longer-than-normal lunches or breaks to spend less time at work
Missing meetings: employees neglect important work functions while away from the office
Absenteeism: Employees do not show up for an entire day of work
Quitting: Employees voluntarily leave the organization 

Models of Withdrawal Behaviours
Independent forms model: Predicts that the various withdrawal behaviours are uncorrelated, so that engaging in one type of withdrawal has little bearing on engaging in other types 
Compensatory forms model: indicates that the various withdrawal are negatively correlated, so that engaging in one type of withdrawal makes one less likely to engage in other types
Progression model: indicates that the various withdrawal behaviours are positively correlated, so that engaging in one type of withdrawal makes one more likely to engage in other types
PROGRESSION model received the most scientific support

Summary: What Does It Mean To Be “Committed”?

See figure 3-5 p.67

TRENDS THAT AFFECT COMMITMENT

Diversity of the Workforce 

Visible minorities, aging, foreign born 

Minorities or older employees can find themselves at the fringe of a diverse network and reduce their affective commitment

Foreign-born employees likely to feel less embedded in their current jobs and perceive fewer links to their community and less fit with their geographic area which may reduce their sense of continuance commitment

The Changing Employee-Employer Relationship

Downsizing does not usually make a company more profitable because of the survivor syndrome. 

The leaving of other employees can be harmful to emotional (less friends) and normative commitment (company doesn’t care about being loyal to its employees so why should an employee be loyal?)

Psychological contracts: Employee beliefs about what employees owe the organization and what the organization owes them

Transactional contracts: Psychological contracts that focus on a narrow set of specific monetary obligations 

Relational contracts: Psychological contracts that focus on a broad set of open-ended and subjective obligations

Downsizing causes employees to define their contracts in more transactional terms

APPLICATION: COMMITMENT INITIATIVES

An organization can: 
Be supportive
Perceived organizational support: The degree to which employees believe that the organization values their contributions and cares about their well-being 
Adequate job rewards, protecting job security, improving work conditions and minimizing impact of politics
Shows organization’s commitment to its employees 

Encourage affective commitment
Increasing bonds between employees

Centre on the nature of the work performed
Design work in a way that engages employees

Continuance commitment
Good salary and benefit package 
Be careful not to “lock” people into a job
Be attentive to career paths especially for employees with other options (promote them)

Normative commitment
Training and development opportunities for employees

Stop progression of withdrawal when bosses see early signs
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JOB SATISFACTION

Job Satisfaction: A pleasurable emotional state resulting from the appraisal of one’s job or job experiences; represents how a person feels and thinks about his or her job.

WHY ARE SOME EMPLOYEES MORE SATISFIED THAN OTHERS?

Values: Things that people consciously want to seek or attain

Value Fulfillment

Value-percept theory: Argues that job satisfaction depends on whether the employee perceives that his or her job supplies those things that he or she values

Dissatisfaction = (Vwant – Vhave) X (Vimportance)

See figure 4.1 p.80 for Work Values 

Pay satisfaction: Employee’s feelings about the compensation for their jobs

Promotion satisfaction: Employees’ feelings about how the company handles promotions. Frequent, fair, and based on ability.

Supervision satisfaction: Employees’ feelings about their boss, including his or her competency, communication, and personality
Can they help me attain the things I value?
“Are they generally lakeable?”

Co-worker satisfaction: Employees’ feelings about their co-workers, including their abilities and personalities
Can they help me do my job?
Do I enjoy being around them?

Satisfaction with the work itself: Employees’ feelings about their actual work or tasks 

Work itself is single strongest driver of overall job satisfaction
Supervision and co-worker satisfaction are next
Pay and promotion are weak factors
Job satisfaction is the biggest factor of overall life satisfaction

Satisfaction With the Work Itself

Boring jobs might be easier, but not necessarily better. (ex: assembly line work)

3 CRITICAL psychological states: 
Meaningfulness of work: A psychological state indicating the degree to which work tasks are viewed as something that counts in the employee’s system of philosophies and beliefs 

Responsibility for outcomes: A psychological state indicating degree to which employees feel they are key drivers if the quality of work output

Knowledge of results: A psychological state indicating the extent to which employees are aware of how well or how poorly they are doing

Job characteristics theory: A theory that argues that five core characteristics (variety, identity, significance, autonomy, and feedback) combine to result in high levels of satisfaction with the work itself

See figure 4-3 p.87

VISAF Core job characteristics 
· Variety: The degree to which a job requires different activities and skills
Dopamine naturally makes us enjoy variety

· Identity: The degree to which a job offers completion of a whole, identifiable piece of work
Distinct sense of opening and closure

· Significance: The degree to which a job really maters and impacts society as a whole
See that others value what they do 
Aware that their job has positive impact on people around them
Also goes back to the individual’s perception (Brick layering for a cathedral: Layering bricks vs building a Cathedral bringing people closer to God)

· Autonomy: The degree to which a job Allows individual freedom and discretion regarding how the work is to be done

· Feedback: In job characteristics theory, the degree to which the job itself provides information about how well the job holder is doing
Refers to feedback obtained directly from the job, not from co-workers or supervisors 

Mediator: something that stands between to variables. Indirect effect 

Moderator: Moderates. Relationship depends on moderator. Depending on a moderator, relationships are going to vary.


Doesn’t mean every single employee wants more autonomy , more feedback etc.
There are two other variables, moderators: Influence the strength of the relationships between variables

Knowledge and skill: Degree to which employees have the aptitude and competence needed to succeed on their job

Growth and need strength: Degree to which employees desire to develop themselves further

Job enrichment: When job duties and responsabilities are expanded to provide increased levels of core job characteristics 

Moods and Emotions

Part of job satisfaction is rational and part of it is emotional 
Emotional -> Moods and emotions are responsible for flows in satisfaction levels

Moods: States of feeling that are mild in intensity, last for an extended period of time, and are not directed at anything

Affective events theory: Theory that describes how workplace events can generate emotional reactions (that create an attitude –job satisfaction is an attitude- and then) impact work behaviours 

Emotions: Intense feelings, often lasting for a short duration, that are clearly directed at someone or some circumstance 
Positive emotions: Employees’ feelings of joy, pride, relief, hope, love and compassion
Negative emotions: Employees’ feelings of fear, guilt, shame, sadness, envy, and disgust

Emotional labour: the management of their emotions that employees must do to complete their job duties successfully 
Is it a good idea to require emotional labour from employees?
Yes because of emotional contagion: idea that emotions can be transferred from one person (employee) to another (client)
No because it puts a great strain on employees causing angry outbursts, emotional exhaustion our burnout

Summary: Why are Some Employees More Satisfied than Others?

See figure 4-7 

HOW IMPORTANT IS JOB SATISFACTION?
Or its impact on job performance and organizational commitment

Job satisfaction moderately correlated with task performance, citizenship behaviour, and negative moderate correlation with counterproductive work behaviour

Job satisfaction is strongly related to organizational commitment, especially normative commitment. Uncorrelated with continuance commitment.

Life Satisfaction

Life satisfaction: Degree to which employees feel a sense of happiness with their lives in general

Job satisfaction is strongly correlated to life satisfaction. People feel better about their lives when they have high job satisfaction

APPLICATION: TRACKING SATISFACTION

Methods to assess job satisfaction: focus groups, interviews, attitude surveys. Surveys most popular.

Job Descriptive Index (JDI): a facet measure of job satisfaction that assesses an individual’s satisfaction with pay, promotion opportunities, supervision, co-workers, and the work itself

Of course, survey should ideally be a catalyst for change
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STRESS

Stress: Psychological response to demands when something is at stake for the individual, and when coping with these demands would tax or exceed the individual’s capacity or resources
Stressors: Demands that cause the stress response

Strains: Neg consequences of the stress response 

WHY ARE SOME EMPLOYEES MORE “STRESSED” THAN OTHERS?

Transactional theory of stress: Theory that explains how stressful demands are perceived and appraised, as well as how people respond to the perceptions of appraisals

Primary appraisal: Evalutaion of whether a demand is stressful, and if it is, the implications of a stressor in terms of personal goals and well-being

Benign job demands: Job demands that are not appraised as being stressful

Types of stressors

Hindrance stressors: Stressors that tend to be appraised as thwarting progress towards growth and achievement

Challenge Stressors: Stressors that tend to be appraised as opportunities for growth and achievement

Work Hindrance Stressors
Role conflict: Others’ having differing expectations of what an individual needs to do in a role

Role ambiguity: Lack of direction and information about what needs to be done in a role

Role overload: Excess of demands on an employee preventing him or her from working effectively

Daily hassles: Minor day-to-day demands that interfere with work accomplishment

Work Challenge Stressors
Time pressure: Sense that the amount of time allotted to do a job is not quite enough

Work complexity: The degree to which job requirements tax or just exceed employee capabilities

Work responsibility: Number and importance of the obligations that an employee has to others

Non-Work Hindrance Stressors
Work-Family conflict: A form of role conflict in which the demands of a work role hinder the fulfillment of the demands in a family role (or vice versa)

Negative Life Events: Events such as a divorce or death of a family member that tend to be appraised as hindrance

Financial uncertainty: Uncertainties with regard to the potential for loss of livelihood, savings, or the ability to pay expenses

Non-Work Challenge Stressors
Family Time demands: Amount of time committed to fulfilling family responsibilities 

Personal development: Participation in activities outside of work that foster growth and learning

Positive life events: Events such as marriage or the birth of a child that tend to be appraised as a challenge

How Do People Cope With Stressors?

Secondary appraisal: When people determine how to cope with the various stressors that they face

Coping: Behaviours and thoughts used to manage stressful demands and the emotions associated with the stressful demands

Behavioural coping: Physical activities used to deal with a stressful situation

Cognitive coping: Thoughts used to deal with a stressful situation 

Problem-focused coping: Behaviours and cognitions of an individual intended to manage the stressful situation itself

Emotion-focused coping: Behaviours and cognitions of an individual intended to help manage emotional reactions to the stressful demands

The Experience of Strain

Physiological strains: Reactions from stressors that harm the human body

Psychological Strains: Negative psychological reactions from stressors such as depression, anxiety, and anger

Burnout: Emotional, mental, and physical exhaustion from coping with stressful demands on a continuing basis 

Behavioural strains: Patterns of negative behaviours that are associated with other strains

Accounting For Individuals in the Process

Type A Behaviour Pattern: People who tend to experience more stressors, to appraise more demands as stressful, and to be prone to experiencing more strains

Social support: Help people receive from others when they are confronted with stressful demands

Instrumental support: the help people receive from others that can be used to address a stressful demand directly

Emotional support: The empathy and understanding people receive from others that can be used to alleviate emotional distress from stressful demands

Summary: Why Are Some Employees More “Stressed” than Others?

HOW IMPORTANT IS STRESS?



APPLICATION: STRESS MANAGEMENT

Assessment

Stress audit: An assessment of the sources of stress in the workplace

Reducing Stressors

Job sharing: When two people share the responsibilities of a single job

Providing resources

Training interventions: Practices that increase employee’s competencies and skills

Supportive practices: Ways in which organizations help employees manage and balance their demands

Reducing Strains

Relaxation techniques: Calming activities to reduce stress

Cognitive-behavioural techniques: Various practices that help workers cope with life’s stressors in a rational manner

Health and wellness programs: Employee assistance programs that help workers with personal problems such as alcoolism and other addictions
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MOTIVATION

Motivation: A set of energetic forces that determine the direction, intensity, and persistence of an employee’s work effort

Engagement: A widely used term in contemporary workplaces that have different meanings depending on the context; most often refer to motivation, but it can refer to affective commitment

WHY ARE SOME EMPLOYEES MORE MOTIVATED THAN OTHERS?

Expectancy Theory

Expectancy theory: Describes the cognitive process employees go through to make choices among different voluntary responses 

See figure 6-2 p.140

Expectancy
Expectancy: Belief that exerting a high level of effort will result in successful performance on some task

Self-efficacy: Belief that a person has the capabilities needed to perform the behaviours required on some task.
Shapes our expectancy for a particular task. Think of coach speech
Considers past accomplishments if the effort was worth it
Verbal persuasion 
Emotional cues

Instrumentality (P->O)
Belief that successful performance will result in some outcome or outcomes

Valence (V)
Anticipated value of the outcomes associated with successful performance

What makes outcome more “positively valenced” than others?
Satisfy needs: Groupings or clusters of outcomes viewed as having critical psychological or physiological consequences (Table 6-1 p.142) Foster:
Extrinsic motivation: Desire to put forth work effort due to some contingency that depends on task performance
Intrinsic Motivation: Desire to put forth work effort due to the sense that task performance serves as its own reward
Table 6-2 p. 143
Meaning of money: Idea that money can have symbolic value (ex achievement, respect, freedom) in addition to economic value.
Employees underestimate their valence of money 

Motivational Force

Motivational Force = E->P x sum of [(P->O) x V]
=0 when one of the three beliefs is zero

Each outcome is evaluated according to its value

Goal Setting Theory

See figure 6-4 p.148

Goal setting theory: Views goals as the primary drivers of the intensity and persistence of efforts

Specific and difficult goals: Goals that stretch an employee to perform at his or her maximum level while still staying within the boundaries of his or her ability.
Specific: Having number to aim for

Better results (work harder and smarter) when people internalize goals
Self-set goals: The internalized goals that people use to monitor their own progress

Moderators: affect the strength of the relationships between variables
Feedback: Refers to progress updates on work goals
Task complexity: Degree to which information and actions needed to complete the task are complicated
Goal commitment: Degree to which the person is determined to reach a goal

Equity Theory

Equity theory: Suggests that employees create a mental ledger of the outcomes they receive for their job inputs, relative to some comparison other. 

Comparison other: Another person who provides a frame of reference for judging equity

Equity distress: An internal tension that results from being overrewarded or under rewarded relative to some comparison other
See figure 6-5

Cognitive distortion: A reevaluation of inputs an employee brings to his or her job, often occurring in response to equity distress

Internal comparisons: Comparing oneself to someone in your same company

External comparisons: Comparing oneself to someone in a different company

See table 6-6 for equity Comparison types. Job is most important

Psychological Empowerment

Psychological Empowerment: An energy rooted in the belief that tasks are contributing to some larger purpose

Aspects make tasks intrinsically motivating: 

· Meaningfulness: A psychological state reflecting one’s feelings about work tasks, goals, and purposes, and the degree to which they contribute to society and fulfill one’s ideals and passions

· Self-determination: A sense of choice in the initiation and continuation of work tasks

· Competence: The capability to perform work tasks successfully
Identical to self-efficacy

· Impact: Sense that a person’s actions “make a difference” – that progress is being made toward fulfilling some important purpose

Summary: Why Are Some Employees More Motivated than Others?

See figure 6-6 p. 157

HOW IMPORTANT IS MOTIVATION?

Motivation strong positive effect on Job Performance. 
Task performance especially. Strongest to weakest for: self-efficacy/competence, goal difficulty, valence-instrumentality-expectancy combination, and equity.

Moderate effect on Citizenship and Counterproductive work behaviours

Motivation has a moderate effect on Organizational Commitment
Equity is main factor for commitment

APPLICATION: COMPENSATION SYSTEMS

Table 6-7 p.160
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TRUST, JUSTICE, AND ETHCS

Affect reputation, which reflects the prominence if its brand in the minds of the public and the perceived quality of its goods and services.

Trust: Willingness to be vulnerable to an authority based on positive expectations about the authority’s actions and intentions
Only becomes an issue when an individual is dependent on and vulnerable to the actions of another party

Justice: Perceived fairness of an authority’s decision Making

Ethics: Degree to which the behaviours of an authority are in accordance with generally accepted moral norms


WHY ARE SOME AUTHORITIES MORE TRUSTED THAN OTHERS?

Trust

See figure 7-1 p.170

Disposition-based trust
Trust that is rooted in one’s own personality, as opposed to a careful assessment of the trustee’s trustworthiness

Trust propensity: General expectation that the words, promises, and statements of individuals can be relied upon
· Affected by Genes, nature and nurture 
· Life experiences from baby to adult
· Nation in which we live

Cognition-based trust
Trust that is rooted in a rational assessment of the authority’s trustworthiness

Trustworthiness: Characteristics of attributes of a person that inspire trust, including competence, character, and benevolence
· Ability: Skills, competencies, and areas of expertise that enable an authority to be successful in some specific area
· Benevolence: Belief that an authority wants to do good for a trustor, apart from any selfish or profit-centred motives
· Integrity: Perception that an authority adheres to a set of values and principles that the trustor finds acceptable

Affect-based trust
Trust that depends on feelings toward the authority that go beyond any rational assessment of trustworthiness


Summary

As time increases and relationships evolve, We approach an individual with disposition based trust, then cognition based trust and finally affect based trust

Justice

Employers who treat employees with justice are usually considered as more trustworthy. Justice can be considered as a type or observable behavioural evidence of a person’s trustworthyness.

Distributive justice
Perceived fairness of decision-making outcomes

Equity norm gives more to those who output more
Equality norm means equal for everyone. May be better in teamwork situations
Need norm when welfare of an employee is the critical concern

Procedural Justice
Perceived fairness of decision-making processes

Give employees opportunity to voice opinion and appeal when unfair about procedures to get better reactions to decisions 

4 rules: consistency, bias suppression, representativeness, and accuracy to ensure procedures are neutral and objective as opposed to biased and discriminatory

When outcomes are good, people spend less time thinking about if the procedures were fair. See figure 7-4 p.177

Interpersonal Justice
Perceived fairness of the interpersonal treatment received by employees from authorities 

Abusive supervision: Sustained display of hostile verbal or nonverbal behaviours, excluding physical contact 

In study, positive interactions are more frequent but negative interactions have 5 times the impact

Informational Justice
Perceived fairness of the communications provided to employees from authorities

Justification rule: Mandates that authorities explain decision-making procedures and outcomes in a comprehensive and reasonable manner
Truthfulness rule: requires that those communications be honest and candid

See figure 7-5 for theft experiment

Summary

Ethics

Prescriptive model of ethics in legal ethics, medicine ethics, and much of economcs
Descriptive in psychology

Unethical behaviours in organizations can be directed at employees, customers, financiers, or society as a whole

Merely ethical behaviour: adhere to some minimally accepted standard of morality

Especially ethical behaviours: exceed some minimally accepted standard of morality 
Whistle-blowing: Employees’ exposing illegal or immoral actions by their employer

Four-components model: Argues that ethical behaviours result from the multistage sequence of moral awareness, moral judgement, moral intent, and ethical behaviour

See figure 7-6 p.183

Moral Awareness
Recognition by an authority that a moral issue exists in a situation

Moral intensity:  The degree to which an issue has ethical urgency
An issue is high in moral intensity if potential for harm is perceived to be high
See table 7-3 p.184

Moral attentiveness: Degree to which people chronically perceive and consider issues of morality during their experiences


Moral Judgement
When an authority can accurately identify the “right” course of action

Cognitive moral development: As people age and mature, they move through several states of moral development, each more mature and sophisticated than the prior one
Preconventional stage
Conventional stage (Most Adults)
Principled or postconventional stage (less than 20% of population reaches this stage)

Moral principles: Prescriptive Guidelines for making moral judgements

Teological or consequentialist principles: judge morality of an action according to its goals, aims or outcomes

Non-consequentialist principles: judge the morality f an action solely on its intrinsic desirability

See table 7-5 p.187

Moral Intent
An authority’s degree of commitment to the moral course of action 



Summary



Summary: Why Are Some Authorities More Trusted than Others?

See figure 7-7 p.189

HOW IMPORTANT IS TRUST?

Trust has a moderate positive effect on overall Job Performance. 
Task performance: gives better ability to focus on the task rather than politics and watching your back
Citizenship behaviour: Employees who don’t trust their authorities have economic exchange: Work relationships that resemble a contractual agreement by which employees fulfill job duties in exchange for financial compensation. As trust increases, develop social exchange: Work relationships that are characterized by mutual investment, with employees willing to engage in “extra mile” sorts of behaviours because they trust that their efforts will eventually be rewarded

Trust has a strong positive effect on Commitment. Affective commitment and Normative commitment but no effect on Continuance

APPLICATION: SOCIAL RESPONSIBILITY

Corporate social Responsibility: A perspective that the responsibility of a business encompasses the economic, legal, ethical, and citizenship expectations of society
Legal: Laws represent society’s codification of right and wrong and must therefore be followed
Ethical: Organizations have an obligation to do what is right, just, and fair and to avoid harm
Citizenship: Organizations should contribute resources to improve the quality of life in the communities in which they work
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LEARNING AND DECISION MAKING

Learning: A relatively permanent change in an employee’s knowledge or skill that results from experience

Decision making: The process of generating and choosing from a set of alternatives

Learning has a significant impact on decision making. More knowledge and skills employees possess, more likely to make accurate and sound decisions

WHY DO SOME EMPLOYEES LEARN TO MAKE DECISIONS BETTER THAN OTHERS?

Expertise: The knowledge and skills that distinguish experts from novices
· Almost always a function of learning, not intelligence or innate differences

Types of Knowledge

Explicit knowledge: Knowledge that is easily communicated and available to everyone

Tacit knowledge: Knowledge that employees can only learn through experience
· Others have used terms such as intuition, skills, insight, beliefs, mental models, and practical intelligence

Table 8-1 p. 201 to differentiate 

Methods of Learning

How do employees learn these types of knowledge? The short answer is that we learn through reinforcement (i.e., rewards and punishment), observation, and experience

Reinforcement

Operant conditioning Components: 
· Antecedent or event that precedes the behaviour (goas, rules, instructions
· Action performed by employee, 
· Result that occurs after behaviour
Continuous cycle and behaviours strengthened as long as reinforcement continues to occur



See figure 8-2 p.203

Contingencies of reinforcement: 4 specific consequences used by organisations to modify employee behaviour

Positive Reinforcement: Reinforcement contingency in which a positive outcome follows a desired behaviour

Negative Reinforcement: Reinforcement contingency in which an unwanted outcome is removed following a desired behaviour (Includes Removing tasks the employee doesn’t like to encourage their good performance or not yelling at them)

Punishment: Introduction of an aversive stimulus following the unwanted behaviour that is to be eliminated

Extinction: removal of a positive outcome following an unwanted behaviour
(Remove laughter when kid makes disruptive comment in class)
* employer who does nothing to encourage positive behaviour

Employers should use Positive reinforcement and extinction more because they deliver intended results, but without creating feelings of animosity or conflict.



Timing is also important: (Just study table 8-2 p.204)

Schedules of reinforcement: Timing of when contingencies are applied or removed

Continuous reinforcement: Schedule of reinforcement in which a specific consequence follows each and every occurrence of a certain behaviour

Fixed-intervals schedule: A schedule whereby reinforcement occurs at fixed time periods

Variable-interval schedule: Reinforcement occurs at random periods of time

Fixed-ratio schedule: Reinforcement occurs following a fixed number of desired behaviours

Variable-ratio schedule: Behaviours are reinforced after a varying number of them have been exhibited

Variable schedules deliver better results than fixed schedules. Continuous or fixed can be better for reinforcing new behaviours or some that don’t occur frequently



Observation

Figure 8-3 The Modelling Process
· Fourth step can be observing consequences (positive reinforcement or consequences) which will help ingrain the desirability of performing behaviour

Social Learning theory: Argues that people in organizations lear by observing others

Behavioural modelling: When employees observe the actions of others, learn from what they observe, and then repeat the observed behaviour



Goal Orientation

Learning Orientation: Predisposition or attitude according to which building competence is deemed more important by an employee than demonstrating competence 
· improves self-confidence, feedback-seeking behaviour, learning strategy development, and learning performance

Performance-prove orientation: A predisposition or attitude by which employees focus on demonstrating their competence so that others think favourably of them

performance–avoid orientation: A predisposition or attitude by which employees focus on demonstrating their competence so that others will not think poorly of them
· Employees who enter learning situations with a fear of looking bad in front of others tend to learn less and have substantially higher levels of anxiety.


Methods of Decision Making

Programmed decisions: Decisions that are somewhat automatic because the decision maker's knowledge allows him or her to recognize the situation and the course of action to be taken

Figure 8-4 Programmed and non-programmed Decisions

Intuition: An emotional judgment based on quick, unconscious gut feelings

crisis situation: A change—sudden or evolving—that results in an urgent problem that must be addressed immediately
· This is when programmed decisions are most important

Steps to use when communicating intuitive decisions

non-programmed decisions: Decisions made by employees when a problem is new, complex, or not recognized

Rational decision-making model: A step-by-step approach to making decisions that is designed to maximize outcomes by examining all available alternatives
1. Identify important criteria
2. List all available alternatives
3. Evaluating alternatives against criteria
4. Select alternative that results in best outcome

Model assumes problem is clear and definite and people have ability to identify it
that decision makers have perfect information—that they know and are able to identify the available alternatives and the outcomes that would be associated with those alternatives. 
That time and money are generally not issues when it comes to making a decision, that decision makers always choose the solution that maximizes value, and that they will act in the best interests of the organization.


Decision-making Problems

Limited Information

Bounded rationality: The notion that people do not have the ability or resources to process all available information and alternatives when making a decision
· Have to filter and simplify information so miss information
· Cant consider every single alternative so satisfice
· Satisficing: What a decision maker is doing who chooses the first acceptable alternative considered

Faulty Perceptions

Perception: process of selecting, organizing, storing, and retrieving information about the environment.

Selective perception The tendency for people to see their environment only as it affects them and as it is consistent with their expectations

How we take shortcuts:
· Projection bias: The faulty perception by decision makers that others think, feel, and act as they do

· Social identity theory: A theory that people identify themselves according to the various groups to which they belong and judge others according to the groups they associate with

· Stereotype: Assumptions made about others based on their social group membership

· Heuristics: Simple and efficient rules of thumb that allow one to make decisions more easily

· Availability bias: The tendency for people to base their judgments on information that is easier to recall

· Table 8-4 Anchoring, Framing, Representativeness, Contrast, Recency

Faulty Attributions

Fundamental attribution error: The tendency for people to judge others' behaviours as being due to internal factors such as ability, motivation, or attitudes

Self-serving bias: When one attributes one's own failures to external factors and success to internal factors

Figure 8-5: How we judge people we know. 

· Consensus: Used by decision makers to attribute cause; whether other individuals behave the same way under similar circumstances

· Distinctiveness: Used by decision makers to attribute cause; whether the person being judged acts in a similar fashion under different circumstances

· Consistency: Used by decision makers to attribute cause; whether this individual has behaved this way before under similar circumstances

Escalation of Commitment

Escalation of commitment: A common decision-making error, in which the decision maker continues to follow a failing course of action

Summary: Why Do Some Employees Learn to Make Decisions Better than Others?

Take into account how employees learn, what kind of knowledge they gain and how they use that knowledge to make decisions

See figure 8-6 p.217

HOW IMPORTANT IS LEARNING?

Underestimates importance of learning because research focuses on explicit knowledge. Harder to measure tacit knowledge

So: 
moderately related to task performance
Weak correlation with commitment (slightly higher emotional attachment) but people with more knowledge are higher valued on job market so lower continuance commitment


APPLICATION: TRAINING

Training: A systematic effort by organizations to facilitate the learning of job-related knowledge and behaviour

Knowledge transfer: The exchange of knowledge between employees

Behaviour modelling: training When employees observe the actions of others, learn from what they observe, and then repeat the observed behaviour

Communities of practice: Groups of employees who learn from one another through collaboration over an extended period of time

Transfer of training: Occurs when employees retain and demonstrate the knowledge, skills, and behaviours required for their job after training ends

Climate for transfer: An organizational environment that supports the use of new skills
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NEXEN

Recruits from aboriginal communities, growing yet underutilized source of talent
· Info sessions
· Dedicate summer student positions
· 2 day annual awareness training program for employees to educate them on challenges and employment barriers faced by aboriginal candidates

PERSONALITY, CULTURAL VALUES, AND ABILITY

Personality reflects what people are like and creates their social reputation. Made of many traits

Personality: The structures and propensities inside a person that explain his or her characteristic patterns of thought, emotion, and behaviour; 

Traits: Recurring regularities or trends in people’s responses to their environment

Cultural values: Shared beliefs about desirable end states or modes of conduct in a given culture that influence the expression of traits

Ability: Relatively stable capabilities of people for performing a particular range of related activities (stable or change slowly over time unlike skills. Captures what people can do)

HOW CAN WE DESCRIBE WHAT EMPLOYEES ARE LIKE?

The Big Five of Taxonomy

The Big Five: major dimensions of personality: conscientiousness, agreeableness, neuroticism, openness to experience, and extraversion

Figure 9-1 Traits associated with the big five

Conscientiousness

Conscientiousness: Dimension of personality-reflecting traits like being dependable, organized, reliable, ambitious, hard-working, and persevering

Important in almost every job
· because cons
· conscientious employees prioritize accomplishment striving

Accomplishment striving: A strong desire to accomplish task-related goals as a means of expressing one's personality

Childhood conscientiousness strongly correlated with ratings of career success 50 years later. Twice as strong as the other Big Five Dimensions.
Negatively correlated to mortality (because also negatively related to alcohol consumption and smoking during adulthood, positively correlated with less risky behaviour walking and driving, taking preventive steps to stay healthy.)

Agreeableness

Agreeableness: Dimension of personality-reflecting traits like being kind, cooperative, sympathetic, helpful, courteous, and warm

communion striving: A strong desire to obtain acceptance in personal relationships as a means of expressing one's personality

focus on getting along, not getting ahead

Agreeable employees have stronger customer service skills

Extraversion

Extraversion: Dimension of personality-reflecting traits like being talkative, sociable, passionate, assertive, bold, and dominant
· The one people know best bout themselves
· Very influenced by genetics
· Correlated with positive life experiences but so busy doing lots of social activities that they end up having less time for family

Zero acquaintance situations: Situations in which two people have just met
· Extraversion easiest to judge in this situation

Status striving: A strong desire to obtain power and influence within a social structure as a means of expressing one's personality

Positive affectivity: A dispositional tendency to experience pleasant, engaging moods such as enthusiasm, excitement, and elation
· Therefore, extraverts more satisfied with their jobs

Neuroticism
Vs. emotional stability or emotional adjustment

See figure 9-2 for Extraversion, Neuroticism and typical moods.

Neuroticism: Dimension of personality-reflecting traits like being nervous, moody, emotional, insecure, jealous, and unstable
· 2nd most important correlation to job performance

Negative affectivity: A dispositional tendency to experience unpleasant moods such as hostility, nervousness, and annoyance
· Therefore, less happy with jobs and life satisfaction
· Neuroticism largely responsible for Type A behaviours

Locus of control: One's tendency to view the cause of events and personal outcomes as internally or externally controlled
· Neurotic people: External locus of control
· Internal locus of control associated with higher job satisfaction and job performance, better health, better mental well being, lower stress, stronger social support at work and better relationships with supervisors, higher salary, more beneficial job characteristics.

Openness to Experience

openness to experience: Dimension of personality-reflecting traits like being curious, imaginative, creative, complex, refined, and sophisticated

Built in desire to learn new things so good in learning and training, finding new and better approaches and jobs that require creative performance

Openness to Experience + Cognitive Ability = Creative thought = Creative performance figure 9-3

BMW’s use of the Big Five p. 236

Cultural Values

Culture: The shared values, beliefs, motives, identities, and interpretations that result from common experiences of members of a society and are transmitted across generations

Certain cultures tend to place a higher value on certain traits
Hofstede and GLOBE

Table 9-2: Hofstede’s Dimensions of Cultural Values

· individualism–collectivism: The degree to which a culture has a loosely knit social framework (individualism) or a tight social framework (collectivism)
most important in differentiating cultures
People take care of themselves and their families

· power distance: The degree to which a culture prefers equal power distribution (low power distance) or an unequal power distribution (high power distance)

· uncertainty avoidance: The degree to which a culture tolerates ambiguous situations (low uncertainty avoidance) or feels threatened by them (high uncertainty avoidance)

· masculinity–femininity: The degree to which a culture values stereotypically male traits (masculinity) or stereotypically female traits (femininity)

· short-term vs. long-term orientation: The degree to which a culture stresses values that are past- and present-oriented (short-term orientation) or future-oriented (long-term orientation)

Important to be aware of cultural variations because can influence reactions to change, conflict management styles, negotiation approaches, reward preferences.

ethnocentrism: One who views his or her cultural values as “right” and values of other cultures as “wrong”
· Can affect negatively expatriates’ performance and satisfaction


Summary: How Can We Describe What Employees Are Like?

Figure 9-4 p.242

WHAT DOES IT MEAN FOR AN EMPLOYEE TO BE ABLE?


Cognitive Ability

Cognitive ability: Capabilities related to the use of knowledge to make decisions and solve problems

Verbal Ability

verbal ability: Various capabilities associated with understanding and expressing oral and written communication

Oral comprehension: the ability to understand spoken words and sentences

Written comprehension: the ability to understand written words and sentences.

Quantitative Ability

quantitative ability: Capabilities associated with doing basic mathematical operations and selecting and applying formulas to solve mathematical problems

Number facility: the capability to do simple math operations (adding, subtracting, multiplying, and dividing). 

Mathematical reasoning: the ability to choose and apply formulas to solve problems that involve numbers.


Reasoning Ability

reasoning ability: A diverse set of abilities associated with sensing and solving problems using insight, rules, and logic

Problem sensitivity: the ability to sense that there's a problem right now or likely to be one in the near future. Ex: Anesthesiologists

Deductive reasoning: Use of general rules to solve problems ex: Judge

Inductive reasoning: the ability to consider several specific pieces of information and then reach a more general conclusion regarding how those pieces are related Ex: Police detectives

Originality: the ability to develop clever and novel ways to solve problems ex: cartoonist

Spatial Ability

spatial ability: Capabilities associated with visual and mental representation and manipulation of objects in space

spatial orientation, which refers to having a good understanding of where one is relative to other things in the environment. 

Visualization: the ability to imagine how separate things will look if they were put together in a particular way.

Perceptual Ability

Perceptual ability: The capacity to perceive, understand, and recall patterns of information

Speed and flexibility of closure: being able to pick out a pattern of information quickly in the presence of distracting information, even without all the information present

Perceptual speed: being able to examine and compare numbers, letters, and objects quickly

General Mental Ability

general cognitive ability: The general level of cognitive ability that plays an important role in determining the more narrow cognitive abilities

Cause for fact that often, when you score high on one, you score high on others.

See figure 9-5 for the G Factor

Emotional Ability

emotional intelligence: A set of abilities related to the understanding and use of emotions that affect social functioning

Self-Awareness

self-awareness: The ability to recognize and understand the emotions in oneself

Other Awareness

other awareness: The ability to recognize and understand the emotions that other people are feeling

Emotion Regulation

emotion regulation: The ability to recover quickly from emotional experiences

Also applies to positive emotions. Ex: getting a raise and being so excited that can’t get any work done for the rest of the day

Use of Emotions

use of emotions: The degree to which people can harness emotions and employ them to improve their chances of being successful in whatever they are seeking to do

Ex: Writer strugling to finish a book on tight deadline
High: psych herself up for challenge and work hard through writer’s block
Low: Begin to doubt her competence and think about diferent things she could do with her life

Physical Ability

Strength

Strength: The degree to which the body is capable of exerting force

Static strength: the ability to lift, push, or pull very heavy objects using the hands, arms, legs, shoulder, or back.

Explosive strength: the person exerts short bursts of energy to move himself or an object

Dynamic strength: the ability to exert force for a prolonged period of time without becoming overly fatigued and giving out.

Stamina

Stamina: The ability of a person's lungs and circulatory system to work efficiently while he or she is engaging in prolonged physical activity

Flexibility and Coordination

· Flexibility: The ability to bend, stretch, twist, or reach

Extent flexibility: Degree of bending, stretching, twisting of body, arms, legs

Dynamic flexibility: Speed of bending, stretching, twisting of body, arms, legs 

· Coordination: The quality of physical movement in terms of synchronization of movements and balance

Gross body coordination: Coordinating movement of body, arms, and legs in activities that involve all three together

Gross body equilibrium: Ability to regain balance in contexts where balance is upset 

Psychomotor Ability

Psychomotor ability: Capabilities associated with manipulating and controlling objects

Fine manipulative abilities: the ability to keep the arms and hands steady while using the hands to do precise work, generally on small or delicate objects such as arteries, nerves, gems, and watches

Response orientation: The ability to choose the right action quickly in response to several different signals

Response time: how quickly an individual responds to signalling information after it occurs

Sensory Ability

sensory ability: Capabilities associated with vision and hearing

Near and far vision: Seeing details of an objects up close or at a distance

Night vision: Seeing well in low light

Visual colour discrimintion: detecting differences in colours and shades

Depth perception: Judging relative distances

Hearing sensitivity: Hearing differences in sounds that vary in terms of pitch and loudness

Auditory attention: Focusing on a source of sound in the presence of other sources

Speech recognition: Identifying and understanding the speech of others

Summary: What Does it Mean For An Employee to Be Able?

See Figure 9-6 p.252

HOW IMPORTANT ARE THESE INDIVIDUAL DIFFERENCES?

Conscientiousness strongest effect on task performance: Higher levels of motivation, more self-confident, perceive a clearer linkage between efforts and performance adn more likely to set goals and commit to them. More likely to engage in citizenship behaviours and less likely to engage in counterproductive behaviours. Tend to be more committed

typical performance: Performance in the routine conditions that surround daily job tasks. Consientiousness is a key driver

maximum performance: Performance in brief, special circumstances that demand a person's best effort. Ability is a key driver

Situational strength: The degree to which situations have clear behavioural expectations, incentives, or instructions that make differences between individuals less important
· Personality variables more significant drivers in weak situations

trait activation :The degree to which situations provide cues that trigger the expression of a given personality trait


Cognitive ability is strongly correlated to Performance... Most important variable of the course for task performance because 
Better at learning and decision making, gain more knowledge from experiences at faster rate, 

Cognitive ability not so strongly related to citizenship behaviour or counterproductive behaviour
Cognitive ability even more strongly correlated to performance when jobs are complex or situations that demand adaptability.
People can do poorly on tests because of other things than lack of cognitive ability

No significant linkage between cognitive ability and organizational commitment because they are good at what they do so they fit in but at the same time have plenty of other options to leave for another company.


APPLICATION: PERSONALITY AND COGNITIVE ABILITY TESTS

Hard for interviewers to gauge Conscientiousness and neuroticism in job interview
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Wonderlic Personnel Test: A 12-minute test of general cognitive ability used to hire job applicants

TEAMS CHARACTERISTICS AND DIVERSITY

team Two or more people who work interdependently over some time period to accomplish common goals related to some task-oriented purpose

Teams are special for 2 reasons: 
· Interactions depend on deeper dependence on one another than groups
· Interactions occur with specific task-related purpose in mind

Teams are more widespread because of nature of the work. Because work tasks more complex. Teams vary in effectiveness.

WHAT CHARACTERISTICS CAN BE USED TO DESCRIBE TEAMS?


Types of teams

See Table 10-1 Types of teams

Work teams

work team A relatively permanent team in which members work together to produce goods and/or provide services
· Generally require full time involvement
· Vary in degree of autonomy of each member in role and decision making. Low in traditional, high in self-managed work teams

Management teams

management team A relatively permanent team that participates in managerial-level tasks that affect the entire organization
· Commitment to management team can be offset by responsibilities they have in leading their unit

Parallel teams

parallel team A team composed of members from various jobs within the organization that meets to provide recommendations about important issues
· Part-time commitment from members, short or longer term

Project teams

project team A team formed to take on one-time tasks, most of which tend to be complex and require input from members from different functional areas
· Last as long as project lasts. Full or part time.

Action teams

action team A team of limited duration that performs complex tasks in contexts that tend to be highly visible and challenging
· Take as long as project lasts. Soccer team, music bands, surgery teams, aircraft flight crews.

Summary

Teams often fit into more than one category

Variations Within Team Types

virtual team A team in which the members are geographically dispersed, and interdependent activity occurs through e-mail, Web conferencing, and instant messaging
· Allow continuous progress 24/7 by “following the sun”

Amount of experience they have together also makes teams differ.

Figure 10-2 Two models of Team Development
· Forming: Members orient themselves by trying to understand boundaries of the team. What is expected of them, what behaviours to adopt and who’s in charge.
· Storming: Members remain committed to ideas they bring with them to the team. Harms team’s progress and relationships
· Norming: Realize they need to work together to accomplish goals and cooperate. Feeling of solidarity. Expectations develop.
· Performing: Members are comfortable with their roles and team makes progress toward goals
· Adjourning: Members experience anxiety and other emotions as they disengage and ultimately separate from team

Not always the same for every team. 
· No storming for flight crew. Roles are clear.
· Team Realizes midway that they need to change how they do things to do project on time. If use this opportunity to plan a new approach, tend to be more successful

Team Interdependence


Task interdependence

task interdependence The degree to which team members interact with and rely on other team members for information, materials, and resources needed to accomplish work for the team

See figure 10-3 Task Interdependence and Coordination Requirements
· Pooled interdependence needs less coordination. Like team of fishermen. Pile up the results of independent work.
· Sequential Interdependence: Members specialize in tasks. Interaction only occurs between members who perform tasks that are next to each other in sequence. Last one depends on first but not other way around. EX: Assembly line
· Reciprocal interdependence: Members perform specific tasks but not a strict sequence of activities. Interact with subset of other members. 
· Comprehensive interdependence: Highest level of interaction and coordination. Lots of discretion  in what they do and who they interact with

Higher interaction and coordination may take time and decrease productivity, but can also increase ability to adapt.


Goal interdependence

goal interdependence The degree to which team members have a shared goal and align their individual goals with that vision
· Increase by having a formalized mission statement 

Outcome interdependence

outcome interdependence The degree to which team members share equally in the feedback and rewards that result from the team achieving its goals
· Increased when everyone shares the reward. When high, better sharing of information -> learning -> performance.


Team Composition


Team composition: The mix of the various characteristics that describe the individuals who work in the team

Member roles

Role: The behaviour a person is generally expected to display in a given context

Team task roles: Behaviours that directly facilitate the accomplishment of team tasks
· Orienter, devil’s advocate, energizer, 

Team building roles: Behaviours that influence the quality of the team’s social climate
· Harmonizer, encourager, compromiser

Individualistic roles: behaviours that benefit the individual at the expense of the team
· Aggressor, recognition seeker, dominator
· Hinder team’s cohesion and performance

Member ability

Disjunctive tasks: All team members don’t need all abilities. Just be best at ability that is relevant to their task.

Conjunctive tasks: performance depends on abilities of weakest link

Additive tasks: Contributions resulting from abilities of every member add up.

Member personality

Agreeableness: More cooperative and trusting. Promote positive attitudes and social interactions. However, might refrain from giving constructive criticism.

Conscientiousness: Always good to be dependable and work hard. Strong negative effect on team if one very low on conscientiousness member. Others are dissatisfied with him/her and distracts them from work

Extraversion: Perform more effectively in interpersonal contexts and more positive and optimistic. However not only extraverts because assertive and dominant creating conflict.

Team diversity

team diversity: The degree to which team members are different from one another

value in diversity problem-solving approach A theory that supports team diversity because it provides a larger pool of knowledge and perspectives
· Benefit most when team members are able and willing to understand and when work is complex and requires creativity.

similarity-attraction approach A theory explaining that team diversity can be counterproductive because people tend to avoid interacting with others who are unlike them


Which theory is right? Depends on type of diversity and length of time the team has existed.

surface-level diversity Diversity of observable attributes such as race, gender, ethnicity, and age
· Negative impact at beginning but disappears
· Informal subgroups can develop based on surface-level diversity

deep-level diversity Diversity of attributes that are inferred through observation or experience, such as one's values or personality
· Increase of negative effects with time.
· Doesn’t apply to agreeableness and extraversion. Always good to have a mix.

Team size

Greater number of people is 
beneficial for management and project teams (Complex work so benefit from more resources), 
but not for teams engaged in production tasks (more members than required to accomplish work results in unnecessary coordination & communication problems).

Summary: what characteristics can be used to describe teams?

See Figure 10-5: What Characteristics Can Be Used to Describe Teams?

TEAM PROCESSES AND COMMUNICATION


team process The different types of activities and interactions that occur within a team as the team works towards its goals


WHY ARE SOME TEAMS MORE THAN THE SUM OF THEIR PARTS?


process gain: When team outcomes are greater than expected based on the capabilities of the individual members

process loss: Loss considered to have occurred when team outcomes are less than expected in view of the capabilities of the individual members
· Coordination loss: Members have to work to not only accomplish their own tasks but also coordinate their activities with activities of others.
· Motivational loss: the loss in team productivity that occurs when team members don’t work as hard as they could. 
Difficult to keep count of who does what
Some contributions are less obvious than others
People feel less accountable for performance so social loafing

Taskwork processes

Taskwork processes: The activities of team members that relate directly to the accomplishment of team tasks

Creative behaviour

Brainstorming: 
Might not be efficient because of social loafing, scared of being judged, wait their turn to express ideas.

Nominal group techniqueMight be better if everyone turned in a list of previously thought out ideas on their own and then bring it up in group. Then rank ideas individually and winning idea takes place. They can voice support for an unpopular idea without shame.

Decision making

Factors that account for a team’s ability to make effective decisions: 
· Decision informity: Whether members possess adequate information about their own task responsibilities.
· Staff validity: Degree to which members make good recommendations to the leader
· Hiererchical sensitivity: Degree to which leader effectively weighs the recommendations of the members

Boundary spanning

Ambassador activities: communications that are intended to protect the team, persuade others to support the team, or obtain important resources for the team.

Task coordinator: communications that are intended to coordinate task-related issues with people or groups in other functional areas.

Scout activities: Things team members do to obtain information about technology, competitors, or the broader marketplace


Teamwork processes

teamwork processes: The interpersonal activities that promote the accomplishment of team tasks but do not involve task accomplishment itself

See figure 10-7 Teamwork processes

Transition processes

transition processes: Teamwork processes, such as mission analysis and planning, that focus on preparation for future work in the team
· Mission analysis
· Strategy formulation
· Goal specification


Action processes

action processes: Teamwork processes, such as helping and coordination, that aid in the accomplishment of teamwork as the work is actually taking place
· System monitoring 
· Helping behaviurs
· Coordination


Interpersonal processes

interpersonal processes: Teamwork processes, such as motivating and confidence building, that focus on the management of relationships among team members
· Motivating and confidence building
· Conflict management (Relationship conflict vs task conflict) To be effective, stay focused on team’s mission, dont get too heated, dont act for personal interest, discuss positions openly


Communication

communication The process by which information and meaning is transferred from a sender to a receiver

Interpersonal communication: one-on-one information exchanges between two individuals

See figure 10-8 The Communication Process

Communicator competence


Gender differences

Men use communication style that helps them achieve and maintain status, power, and independence
Women a style that builds and strengthens their relationships

Noise


Information richness

Tone of voice, facial expressions.
More richness better when complex task but not when task is simple and straightforward

Network structure

See figure 10-9 Communication Network Structure

Centralized (better when work is simple and straightforward) or decentralized (when tasks are complex and difficult)

Team States

team states: Specific types of feelings and thoughts that coalesce in the minds of team members as a consequence of their experience working together


Cohesion

Cohesion: A team state that occurs when members of the team develop strong emotional bonds to other members of the team and to the team itself

groupthink: Behaviours that support conformity and team harmony at the expense of other team priorities


Potency

potency A team state reflecting the degree of confidence among team members that the team can be effective across situations and tasks


Mental models

mental models The degree to which team members have a shared understanding of important aspects of the team and its task


Transactive memory

transactive memory The degree to which team members' specialized knowledge is integrated into an effective system of memory for the team


Summary: why are some teams more than the sum of their parts?

See Figure 10-11 Why are Some Teams more than the sum of their parts^

HOW IMPORTANT ARE TEAM CHARACTERISTICS AND PROCESSES?


APPLICATION: TEAM COMPENSION

Either everyone gets same to increase outcome interdependence
Can result on lack of motivation for best performers

Individual compensation

Or team compensation that is proportionate to task interdependence.
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power The ability to influence the behaviour of others and resist unwanted influence in return

Powerful people won’t always use their power (or dont know they have it)
Power can be seen as ability to resist the influence attempts of others

WHY ARE SOME PEOPLE MORE POWERFUL THAN OTHERS?

Acquiring Power

Organizational Power

legitimate power A form of organizational power based on authority or position Only exists within organization. If leave, can’t take it with you

reward power A form of organizational power based on the control of resources or benefits or rewards

coercive power A form of organizational power based on the ability to hand out punishment / control over punishments operates on principle of fear

Personal Power

expert power A form of organizational  personal power based on expertise or knowledge

referent power A form of organizational personal power based on the attractiveness and charisma of the leader

Personal forms more related to org. commitment and performance than organizational forms. (for the followers)


Contingency Factors Can increase or decrease a person’s power

substitutability The degree to which people have alternatives in accessing the resources that a leader controls
high when no substitutes

discretion The degree to which managers have the right to make decisions on their own
High when can make decisions 

centrality How important a person's job is and how many people depend on that person to accomplish their tasks
High when role important and interdependent with others in organization

visibility How aware others are of a leader and the resources that leader can provide
High when others know about the person and her resources 

Using Influence

influence The use of behaviours to cause behavioural or attitudinal changes in others

Influence is directional (downward, lateral or upward) and relative.

Influence Tactics

Most Effective
rational persuasion The use of logical arguments and hard facts to show someone that a request is worthwhile

consultation An influence tactic whereby the target is allowed to participate in deciding how to carry out or implement a request

inspirational appeal An influence tactic designed to appeal to one's values and ideals, thereby creating an emotional or attitudinal reaction

collaboration An influence tactic whereby the leader makes it easier for the target to complete a request by offering to work with and help the target

Moderately Effective
ingratiation The use of favours, compliments, or friendly behaviour to make the target feel better about the influencer

personal appeals An influence tactic in which the requestor asks for something based on personal friendship or loyalty

exchange tactic An influence tactic in which the requestor offers a reward in return for performing a request

apprising An influence tactic in which the requestor clearly explains why performing the request will benefit the target personally

Least Effective
pressure An influence tactic in which the requestor attempts to use coercive power through threats and demands

coalition An influence tactic in which the influencer enlists other people to help influence the target

Most successful when used in combinations. Softer influence tactics tend to be most successful

Responses to Influence Tactics

internalization A response to influence tactics where the target agrees with and becomes committed to the request

compliance When targets of influence are willing to do what the leader asks but do it with a degree of ambivalence

resistance When a target refuses to perform a request and puts forth an effort to avoid having to do it

Figure 11-3 Responses to Influence Attempts

Power and Influence in Action

Organizational Politics

organizational politics Individual actions directed toward the goal of furthering a person's self-interest
Doesn’t mean against organization’s interest!

political skill The ability to understand others and the use of that knowledge to influence them to further personal or organizational objectives
Leaders are more effective when they have political skills

Conflict Resolution

competing A conflict resolution style by which one party attempts to get his or her own goals met without concern for the other party's results
Usually when one party has high levels of organizational power and can use legitimate or coercive power to settle conflict. Hard forms of influence. Best when leader knows he’s right and quick decision needs to be made
EX: Wall-Mart vs suppliers from Wall-Mart’s perspective. 

avoiding (Low assertiveness, low cooperation) A conflict resolution style by which one party wants to remain neutral, stay away from conflict, or postpone the conflict to gather information or let things cool down
Can be a viable solution if you’ll never see this person again or if the conflict has been too heated and nothing good is going to come out of this. Push its resolution to later.

Accommodating (low assertiveness, high cooperation) A conflict resolution style by which one party gives in to the other and acts in a completely unselfish way
Ex: If new business and want to show goodwill or if you know you’re wrong. Working with Wall-Mart from perspective of supplier.

collaboration A conflict resolution style whereby both parties work together to maximize outcomes
Most effective. Especially when task oriented conflict rather than personal.
Most difficult: full sharing of info by both parties, relatively equal power and time investment.
When people work very well together / have different strengths that can be beneficail situations

compromise A conflict resolution style by which conflict is resolved through give-and-take concessions
Give and take You win when the Other loses and other Wins when You lose. 

Table 11-4

Negotiations

negotiation A process in which two or more interdependent individuals discuss and attempt to reach agreement about their differences

distributive bargaining (Win-lose) A negotiation strategy in which one person gains and the other person loses 
People look at how distribute pieces of fixed pie. 
People hide their cards

integrative bargaining (Win-win) A negotiation strategy that achieves an outcome that is satisfying for both parties
Pie isn’t seen as fixed.
Two parties are more open about their needs. Try to look outside the box to see how we can meet both needs

Negotiation Stages

1. Preparation
BATNA A negotiator's best alternative to a negotiated agreement
Each person’s bottom line

2. Exchanging information

3. Bargaining
Each party has to leave feeling like they got something of value (No matter the type of negotiation)

4. Closing and Commitment

Summary: Why are Some People More Powerful than Others
Figure 11-6

HOW IMPORTANT ARE POWER AND INFLUENCE?

Power and influence positively moderately correlated to Performance

Power and influence positively moderately correlated to Org. Commitment

APPLICATION: ALTERNATIVE DISPUTE RESOLUTION 

alternative dispute resolution A process by which two parties resolve conflicts through the use of a specially trained, neutral third party

mediation A process by which a third party facilitates a dispute resolution process but with no formal authority to dictate a solution

arbitration A process by which a third party determines a binding settlement to a dispute between two parties

Usually Mediation before arbitration but can be better to do opposite.

PRESENTATION OF GUEST SPEAKER

Power influence and negotiation in the Baito

Baito is special social power structure in Africa

1. Objective
Demonstrate the application of modern theories of power in a traditional social power structure in Africa

Social structures in African villages
· Have existed since beginning of time
· They are local organizations developed to give power to individuals or groups to solve local problems
· The Baito is a one

The Baito in Highland of Eritrea
· Normally can divide Eritrea in 2 parts (Highland and lowland)
· Started between 100-700AD
· Focuses on solving LOCAL problems 
· Became preferred method of CONSENSUAL LOCAL decision making 
· Ensures: Equitable access to land, sustainable farming practices, conflict prevention and resolution......

Baito structure
· Adi means village but your village (ex:house vs home)
· Flat organizational structure
· Almost everybody in the village comes to the baito
· Opportunity for younger to learn namely public speaking, but kids dont have to go
Positions:
· Chiqa means mud. Chiqa Adi It is the title of the “boss” of the village. Mud holds houses together
· Shimagle (individuals or task forces: highly respected members with experience and expertise
· Kwadere: Chiqua’s helper, communicator, faciliator
· Qeshi Gebez: Attends church needs. Usually elder.

Power distribution
· Through election: Consensus based
· Selection can always be by kingship: If 3 kingships, distribute power among kingships

Baito Function
· Land allocation (land is not personal property forever. Reallocate land to households in village each 5 to 7 years)
· Conflict Resolution
· Social/Economic support
· External relations
· Tax collection
· Support educational and religious institutions
· Defence

3 sources of power:
· Legitimate power (given by Gebar): People elect the leader. It is not well seen to say I should be the chiqa
Reward and coercion (minimal)
· Expert (knowledge and application of traditional customs and rules, farming and animal husbandry practices, traditional medicine)
· Referential (Charisma, respect for elders who run the community)

Politics
· Group level organizational politics mainly between baito (village) and central government

Conflict Resolution
· Based on ancestral laws developed over generations
· Group conflict resolution generally based on affect, reconciliation, compensation and compromise
· Compensate the victim rather than punish the perpetrator
· Not much avoidance because people need each other in a small village

Chiqa & Shimagle Influence tactics
· Influence tactics
Persuasion
Inspirational appeals
Ingratiation
Personal appeals
Exchange
· Effectiveness of Influence tactics
Generally value driven

Negotiation
· Based on traditional rules and regulation and follows defined procedure
· Two parties cand agree or chiqa can decide 
· Based on reconciliation rather than punishment


Baito has persisted for so many years because people believe in it 
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LEADERSHIP STYLES AND BEHAVIOURS


leadership The use of power and influence to direct the activities of followers toward goal achievement

Formal leader has legitimate authority to guide you. Informal leader influences you because of your respect for them and their expertise.

Can evaluate a leader’s effectiveness by asking the followers
Table 12-1 Employee centred Measures of Leader effectiveness
· Unit-Focused approach: Leader’s behaviour relative to whole unit. Average the results.
· DYAD-Focused approach: DYAD is a duo. Questions focus more on personal relationship. Focus on individual. Answers not averaged.

leader–member exchange theory A theory describing how leader–member relationships develop over time on a dyadic basis
· High quality: Called leader ingroups. More frequent exchanges more influence from leader to follower, more support, more attention from leader (Can all go both ways)

role taking The phase in a leader–follower relationship when a leader provides an employee with job expectations and the follower tries to meet those expectations

role making The phase in a leader–follower relationship when a follower voices his or her own expectations for the relationship, resulting in a free-flowing exchange of opportunities and resources for activities and effort

To be in in-group: competent, likeable, and similar personality. 
More important than age, gender, etc.

WHY ARE SOME LEADERS MORE EFFECTIVE THAN OTHERS?

leader effectiveness The degree to which the leader's actions result in the achievement of the unit's goals, the continued commitment of the unit's employees, and the development of mutual trust, respect, and obligation in leader–member dyads
Degree to which Leader’s actions result in:
· Achievement of unit’s goals
· Continued commitment of the units employees
· Development of mutual trust, respect, and obligation in leader-member dyads

leader emergence The process of becoming a leader in the first place
· Table 12-2 
· Great man/woman theory: individual traits characteritics of the individual that determine if he or she will become a great leader. Leaders are born.
· Research shows that traits are more strongly predictive of who will emerge as a leader, than their effectiveness as a leader.

LEADER DECISION-MAKING STYLES

Defining the styles

Figure 12-2
High Follower control means the leader has allowed followers to have more power

autocratic style A leadership style where the leader makes the decision alone without asking for opinions or suggestions of the employees in the work unit

consultative style A leadership style in which the leader presents the problem to employees asking for their opinions and suggestions before ultimately making the decision him- or herself

facilitative style A leadership style in which the leader presents the problem to a group of employees and seeks consensus on a solution, making sure his or her own opinion receives no more weight than anyone else's

delegative style A leadership style where the leader gives the employee the responsibility for making decisions within some set of specified boundary conditions


When are the styles most effective?

Quality of the decision and consideration if employees will accept and commit to the decision (better if employees participate, but time consuming for employees)

time-driven model of leadership: A model that suggests that seven factors, including the importance of the decision, the expertise of the leader, and the competence of the followers, combine to make some decision-making styles more effective than others in a given situation
· Figure 12-3 The Time-Driven Model of Leadership
· Road map of which type of leadership is most efficient in which situation. Practical model

· Decision significance. Is the decision significant to the success of the project or the organization?
· Importance of commitment. Is it important that employees “buy in” to the decision?
· Leader expertise. Does the leader have significant knowledge or expertise regarding the problem?
· Likelihood of commitment. How likely is it that employees will trust the leader's decision and commit to it?
· Shared objectives. Do employees share and support the same objectives, or do they have an agenda of their own?
· Employee expertise. Do the employees have significant knowledge or expertise regarding the problem?
· Teamwork skills. Do the employees have the ability to work together to solve the problem, or will they struggle with conflicts or inefficiencies?


Day-to-day leadership behaviours

See table 12-3

initiating structure: A pattern of behaviour where the leader defines and structures the roles of employees in pursuit of goal attainment
· Initiation
· Organization 
· Production

consideration: A pattern of behaviour where the leader creates job relationships characterized by mutual trust, respect for employee ideas, and consideration of employee feelings
· Membership
· Integration
· Communication
· Recognition
· Representation

*Independent concepts
*Consideration strong positive relationship with perceived leader effectiveness, employee motivation, and employee job satisfaction and moderate with overall unit performance
*Initiating Structure strong positive relationship with employee motivation, and moderate with perceived leader effectiveness, employee job satisfaction, and overall unit performance


life cycle theory of leadership: A theory stating that the optimal combination of initiating structure and consideration depends on the readiness of the employees in the work unit
· Figure 12-4

Readiness: The degree to which employees have the ability and the willingness to accomplish their specific tasks

· telling: When the leader provides specific instructions and closely supervises performance

· selling: When the leader explains key issues and provides opportunities for clarification

· participating: Leader behaviour in which the leader shares ideas and tries to help the group conduct its affairs

· delegating: Leader behaviour in which the leader turns responsibility for key behaviours over to employees

Transformational leadership behaviours

transformational leadership: A pattern of behaviour in which the leader inspires followers to commit to a shared vision that provides meaning to their work while also serving as a role model who helps followers develop their own potential and view problems from new perspectives
· Leader affects tansformation
· 4 aspects: Idealized influence, Inspirational motivation, Intellectual stimulation, Individualized consideration (helps followers achieve their potential)

laissez-faire leadership: When the leader avoids leadership duties altogether

transactional leadership: A pattern of behaviour in which the leader rewards or disciplines the follower on the basis of performance

· passive management-by-exception: A type of transactional leadership in which the leader waits around for mistakes and errors, then takes corrective action as necessary

· active management-by-exception: A type of transactional leadership in which the leader arranges to monitor mistakes and errors actively, and takes corrective action when required

· contingent reward: A more active and effective type of transactional leadership, in which the leader attains follower agreement on what needs to be done using rewards in exchange for adequate performance

idealized influence: The power held by a leader who behaves in ways that earn the admiration, trust, and respect of followers, causing followers to want to identify with and emulate the leader

inspirational motivation: A type of influence in which the leader behaves in ways that foster an enthusiasm for and commitment to a shared vision of the future

intellectual stimulation: A type of influence in which the leader behaves in ways that challenge followers to be innovative and creative by questioning assumptions and reframing old situations in new ways

individualized consideration: A type of influence in which the leader behaves in ways that help followers achieve their potential through coaching, development, and mentoring

Summary: why are some leaders more effective than others?


HOW IMPORTANT IS LEADERSHIP?


substitutes for leadership model A model that suggests that characteristics of the situations can constrain the influence of the leader, which makes it more difficult for the leader to influence employee performance

substitutes Situational characteristics that reduce the importance of the leader while simultaneously providing a direct benefit to employee performance

neutralizers Situational characteristics that reduce the importance of the leader and do not improve employee performance in any way
· Ex: virtual team.


APPLICATION: LEADERSHIP TRAINING

Transformational leadership very positive for Commitment. Affective and normative, no effect on continuance commitment
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Employees of transformational leaders are inspired to go above and beyond 

ORGANIZATIONAL STRUCTURE

Some structures tend to favour vertical flows top to bottom or bottom to top, others horizontal flows .

organizational structure: Formally dictates how jobs and tasks are divided and coordinated between individuals and groups within the company


WHY DO SOME ORGANISATIONS HAVE DIFFERENT STRUCTURES THAN OTHERS?


organizational chart A drawing that represents every job in the organization and the formal reporting relationships between those jobs


Elements of organizational structure

See table 13-1: Five key elements of an organization’s structure 

Work specialisation

work specialization: The degree to which tasks in an organization are divided into separate jobs

Useful in larger firms, but problematic in smaller companies

When jobs are highly specialized, employees less satisfied. Recall Variety, ch. 4.

Chain of command

chain of command: Answer to the question of who reports to whom, and signifies formal authority relationships

Who reports to whom?

Span of control

span of control Represents how many employees each manager in the organization has responsibility for

Affects how tall or flat its organizational chart is. When becomes taller, more management salaries, communication more complex because more points to cross as info travels upwards, and slower decision making because decision must be authorized at every step of hierarchy. 

Orgs becoming flatter to lower costs and to adapt to environment more easily

Narrow or wide is better?
· Narrow spans allow managers to be more hands on with employees, essential if manager has substantially more skill or expertise than subordinates. 
Means more managers so increases labour costs. Employees can desire more latitude
So moderate is better for performance, see figure 13-2
· Ideal number of subordinates depends on each organization and its unique circumstances, but have increased in recent years.

Centralisation

centralization Aspect of structure that dictates where decisions are formally made in organizations

Becomes necessary as a company grows larger.

Can’t have a wide span if employees can’t make some of the decisions on their own.

Can have some functions centralized and others decentralized.

Formalization

formalization The degree to which rules and procedures are used to standardize behaviours and decisions in an organization

Elements in combination

mechanistic organizations Efficient, rigid, predictable, and standardized organizations that thrive in stable environments

organic organizations Flexible, adaptive, outward-focused organizations that thrive in dynamic environments

See table 13-2: Characteristics or Mechanistic vs. Organic Structures

Significant effect on types of employee practices a company adopts.
Mechanistic isn’t “bad” because only way for some companies to survive


Organizational Design

organizational design: The process of creating, selecting, or changing the structure of an organization

Factors that affect organizational design:

Business environment

business environment: The outside environment, including customers, competitors, suppliers, and distributors, which all have an impact on organizational design

Most important aspect is whether it is stable (mechanistic) or dynamic (organic)

Company strategy

company strategy: An organization's objectives and goals and how it tries to capitalize on its assets to make money

2 common strategies:
· Low cost producer (mechanistic)
· Differentiator (organic)

Technology

Technology: The method by which an organization transforms inputs to outputs

more routine technology is, more mechanistic structure.

Company size

company size: The number of employees in a company

Larger the company, more mechanistic its structure becomes


Common organizational forms

Simple structures

simple structure: An organizational form that features one person as the central decision-making figure

Most common because more small companies than big ones.

Bureaucratic structures

bureaucratic structure: An organizational form that exhibits many of the facets of a mechanistic organization
· High self esteem makes people less “scared” of bureaucratic structures


See figure 13-4 for Functional and Multidivisional Structures


functional structure: An organizational form in which employees are grouped by the functions they perform for the organization
· Extremely efficient when org has narow focus, few product lines and stable environment
· People get wrapped up n their own goals that lose sight of big picture


multidivisional structure: An organizational form in which employees are grouped by product, geography, or client
· When goals become too diverse. Choose according to where the diversity in business lies (product geography or client)

· product structure An organizational form in which employees are grouped around different products that the company produces
When products are diversified

· geographic structure An organizational form in which employees are grouped around the different locations where the company does business

· client-based structure An organizational form in which employees are organized around serving customers
When organizations have a number of very large customers or groups of customer that all act in a similar way. Ex:banks


matrix structure A complex form of organizational structure that combines a functional and multidivisional grouping
· Flexible teams. Ajust more quickly to environment
· Gives employees 2 chains of command. Can create stress
See figure 13-5 Matrix Structure

Summary: why do some organisations have different structures than others?

See figure 13-6

HOW IMPORTANT IS STRUCTURE?

Provides foundation for almost everything in OB. (communication, tasks, groups, independence, how power is divided.....) 

No direct relationship between structure and performance. Depends too much.

Restructuring: The process of changing an organization's structure
· Small negative effect on task performance (confusion)
· Significant negative effect on org. commitment (stress, jeopardize trust). Mostly affective commitment 


APPLICATION: RESTRUCTURING

Help layoff survivors by giving them a stronger sense of control. Give them a voice in how to move forward and help set plans for future goals.
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85 multiple choice
80 will be common to all sections and 5 class specific questions 

Ch. 10 to 14 should have the double of question than other chapters on which we have been tested
Order of questions: Mostly in order of chapters


ORGANIZATIONAL CULTURE


organizational culture: The shared social knowledge within an organization regarding the rules, norms, and values that shape the attitudes and behaviours of its employees


WHY DO SOME ORGANIZATIONS HAVE DIFFERENT CULTURES THAN OTHERS?


Culture components


Observable artifacts

observable artifacts: Aspects of an organization's culture that employees and outsiders can easily see or talk about

symbols: The images an organization uses, which generally convey messages

physical structures: The organization's buildings and internal office designs

language: The jargon, slang, and slogans used within an organization

stories: Anecdotes, accounts, legends, and myths passed down from cohort to cohort within an organization

rituals: The daily or weekly planned routines that occur in an organization

ceremonies: Formal events, generally performed in front of an audience of organizational members


Espoused values

espoused values: The beliefs, philosophies, and norms that a company explicitly states


Basic underlying assumptions

basic underlying assumptions: The ingrained beliefs and philosophies of employees

Espoused values and observable artifacts reflect the Basic underlying assumptions

General culture types

Figure 14-2

fragmented culture: An organizational culture type in which employees are distant and disconnected from one another

mercenary culture: An organizational culture type in which employees think alike but are not friendly to one another

networked culture: An organizational culture type in which employees are friendly to one another, but everyone thinks differently and does his or her own thing

communal culture: An organizational culture type in which employees are friendly to one another and all think alike


Specific culture types


customer service culture: A specific culture type focused on service quality

safety culture: A specific culture type focused on the safety of employees

diversity culture: A specific culture type focused on fostering or taking advantage of a diverse group of employees

creativity culture: A specific culture type focused on fostering a creative atmosphere


Culture strength

Figure 14-4

culture strength: The degree to which employees agree about how things should happen within the organization and behave accordingly

subculture: A culture created within a small subset of the organization's employees

counterculture: A subculture whose values do not match those of the organization

Table 14-1 Pros and Cons of a Strong Culture

Maintaining an organizational culture


Attraction-selection-attrition (ASA)


ASA framework A theory (attraction–selection–attrition) that states that employees will be drawn to organizations with cultures that match their personality, organizations will select employees that match, and employees will leave or be forced out when they are not a good fit
· Explains how in the end, individuals who are most similar to organisation will be retained

Socialization

Socialization: The primary process by which employees learn the social knowledge that enables them to understand and adapt to the organization's culture
· Can be formal through training, orientation, or informal.

anticipatory stage: A stage of socialization that begins as soon as a potential employee develops an image of what it would be like to work for a company

encounter stage: A stage of socialization beginning the day an employee starts work, during which the employee compares the information as an outsider to the information learned as an insider

reality shock: A mismatch of information that occurs when an employee finds that aspects of working at a company are not what the employee expected it to be
· Usually when it’s a shock for the worse 

understanding and adaptation: The final stage of socialization, during which newcomers come to learn the content areas of socialization and internalize the norms and expected behaviours of the organization

Figure 14-5 Dimensions Addressed in Most Socialization Efforts


Changing an organisational culture

The change process

Unfreezing: Org comes to realization that status quo is unacceptable

Initiative: Plan and implement change initiative

Refreezing: Newly developed attitudes and behaviours need to harden up, becoming entrenched as new norms , values, and shared understandings

Issues: Proper diagnosis and resistance

Changes in leadership

No bigger driver in org culture than leaders and top executives of an org. Leave their mark on culture, whether it is intended or not.

Mergers and acquisitions

Rarely successful culture transition. Usually differentiated

Summary: why do some organisations have different cultures than others?


HOW IMPORTANT IS ORGANISATIONAL CULTURE?

[bookmark: _GoBack]Can’t measure effect of culture. So use person-organization fit

person–organization fit: The degree to which a person's values and personality match the culture of the organization

The more people feel they fit in the organization, the more they WANT to stay. So high affective commitment


APPLICATION: MANAGING SOCIALIZATION

Focus on Flexibility and adaptability

Realistic job previews

realistic job previews: The process of ensuring that a prospective employee understands both the positive and the negative aspects of the job

Orientation programs

newcomer orientation: A common form of training during which new hires learn more about the organization

Mentoring

Mentoring: The process by which a junior-level employee develops a deep and long-lasting relationship with a more senior-level employee within the organization
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