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Chapter 1: Organizational Behaviour and Management

What are organizations?
•	Social inventions for accomplishing common goals through group effort
o	Their essential characteristic is the coordinated presence of people not things
o	OB is about understanding people and managing them to work effectively
•	Individuals are assembled into organizations for a reason
•	The main goal of all organizations is survival
•	The field of OB is concerned with how organizations can survive and adapt to change
•	Certain behaviours are necessary, people have to be
o	Motivated to join and remain in the organization
o	Carry out their basic work reliably in terms of productivity, quality and service
o	Be willing to continuously learn and upgrade their knowledge and skills
o	Be flexible and innovative
•	Organizations are based on a group effort
o	Organizations depend on the interaction and coordination among people to accomplish their goals
o	Informal groups occur through friendships which can have a strong impact on goal achievement
•	The field of OB is concerned with how to get people to practice effective teamwork 

What is Organizational Behaviour?
•	The attitudes and behaviours of individuals and groups in organizations
•	It studies attitudes and behaviours and provides insight on how to manage and change them
•	Studies how organizations can be structured more effectively and how they are effected by events in their external environment
•	People who study OB are interested in attitudes
•	Important areas of study include: cooperation, conflict, innovation, resignation or ethical lapses




•	Human resource management: refers to programs, practices and systems to acquire, develop and retain employees in organizations
•	What are factors that make an organization competitive and a great place to work?
o	How do employees learn and what is the role of training and development and career planning
o	What should organizations do to manage a diverse workforce
o	How can organizations motivate employees and how important is compensation
o	What is a cross-functional team and how do you design effective teams
o	What is an organizational culture and what roles does it play in an organizations success

Why study organizational behaviour?
•	It is about people and human nature
•	Includes interesting examples of success and failure
•	What happens in organizations has a profound impact on people
•	Organizational behaviour is important to managers, employees and consumers and understanding it can make organizations more effective
•	Organizations no longer achieve a competitive advantage through traditional sources 
o	Main factor in differentiation between organizations is their workforce and human capital 
o	Human capital is key in a firms performance
o	Sustained competitive advantage and effectiveness are increasingly related to the management of human capital
•	OB makes a big difference in the effectiveness and competitiveness of an organization 


•	Personalities of effective leaders vary a fair amount
o	Many people prefer routine jobs
o	Managers are not well informed about the pay of their peers and super 
o	Works underestimate their own absenteeism
o	Pay is not always the most effective way to motivate workers and improve job performance
•	Common sense develops through unsystematic and incomplete experiences with organizational behaviour


Goals of organizational behaviour
•	Predicting the behaviour of people is an essential requirement of everyday life
o	When people will make ethical decisions, create innovative products or engage in sexual harassment
•	The regularity of behaviour in organizations permits the prediction of its future occurrence
o	It is not however, a guarantee that we can explain the reasons for behaviour and develop an effective strategy to manage it
•	Another goal of OB is to explain events in organizations
o	Why do they occur?
•	Accurate prediction precedes explanation
•	Explanation is more complicated than prediction 
o	Particular behaviour can have multiple causes
o	The underlying causes of some event or behaviour can change over time
•	Management: the art of getting things accomplished in organization through others
o	Managers acquire, allocate and utilize physical and human resources to accomplish goals
•	If behaviour can be predicted and explained, it can be managed
•	Prediction and explanation constitutes analysis
•	Management constitutes action
•	Managers must approach a problem with a systematic understanding of behavioral science and organizational behaviour and to use that understanding to make decisions
o	This is called evidence-based management
•	Evidence based management: translating principles based on the best scientific evidence into organizational practices  

Early prescriptions concerning management
•	The classical view and bureaucracy
o	Advocates include experienced managers or consultants who took the time to write down their thoughts on organizing 
o	Advocates a very high degree of specialization of labour and a very high degree of coordination 
o	Each department tends to its own affairs with centralized decision making from upper management providing coordination
o	Managers must have few workers to maintain control 
o	Scientific management: using research to determine the optimum degree of specialization and standardization of work tasks
•	Development of specific rules 
•	Supervisors specializing in particular functions 
o	Bureaucracy:
•	A strict chain of command where each member reports to only a single superior
•	Criteria for selection based on impersonal technical skills
•	Set of detailed rules on how to get jobs done
•	Strict specialization
•	Centralized power at the top of an organization 


•	Human relations movements and the critique of bureaucracy
o	Hawthorne studies: research conducted that illustrated how psychological and social processes effect productivity and work adjustment 
o	Concerned with the impact of fatigue, rest pauses and lighting 
o	Human relations movement: critique of classical management and bureaucracy that advocated management styles that were more participative and oriented toward employee needs
•	Critiques included:
•	Strict specialization is incompatible with humans needs for growth and achievement
•	Strong centralization results in a failure to take advantage of the creative ideas and knowledge of lower level members
•	Lead members to adopt to the minimum level of performance
•	Causes employees to lose sight of overall goals

Contemporary Management: The Contingency Report
•	Classical: critical role of control and coordination in getting organizations to achieve their goals
•	Human relations: danger of certain forms of control and coordination and addressed the need for flexibility and adaptability
•	Management approaches need to be tailored to fit the situation
•	An OB text cannot be a cookbook 
•	The answer to most questions is “it depends”
•	Contingency approach: recognizes that there is no one best way to manage, rather, an appropriate style depends on the demands of the situation 
What Do Managers Do?
•	OB is important for anyone that interacts with the organization
•	Managers influence and are influenced by OB
•	Complex set of roles played by the manager: 
o	Interpersonal roles:
•	Figurehead – managers serve as symbols to their organizations 
•	Leader – select, mentor and discipline employees
•	Liaison – maintain horizontal contacts inside and outside the organizations
o	Informational roles:
•	Monitor– scan the internal and external environments of the firm
•	Disseminator – managers send information on both facts and preferences to others
•	Spokesperson – sending information into the external environment
o	Decisional roles:
•	Entrepreneur – turn problems and opportunities into plans
•	Disturbance handler – deal with employee conflict
•	Resource allocation – decide how to deploy time and resources
•	Negotiator – conduct major negotiations with other organizations or individuals 
•	Managers engage in four basic types of activities
o	Routine communication
o	Traditional management
o	Networking
o	Human resource management
•	Managers who network move up quicker
•	Managers who devote more time to human resource management experience more employee satisfaction 
•	Kotter:
o	Managers develop agendas on what they want to accomplish in an organization 
o	They develop a network of key people
o	They use the networks to implement the agendas
o	Theme: high degree of informal interaction and concern with people issues that were necessary for the managers to achieve their agendas 
•	Manager intuition:
o	Sense that a problem exists
o	Perform well learned mental tasks rapidly
o	Synthesize isolated pieces of information and data
o	Double check more formal or mechanical analyses
•	Good intuition is problem sensing and solving based on experience and education 
•	There are managerial differences internationally 
o	The behavioral requirements differ 

Some Contemporary Management Concerns
•	Diversity- local and global
o	Labour force and customers are becoming increasingly diverse
o	Issues also arise when North American companies do work internationally 
•	Positive work environment and employee well being 
o	Employees have a lot of issues concerning their environment and mental health
o	Absenteeism and turnover are on the rise
•	Increasingly stress levels and poorly designed jobs
o	Workplace spirituality: workplaces that provide employees with meaning, purpose, a sense of community and a connection to others 
o	Psychological capital:  an individuals positive psychological state of development 
•	Psychological states are not fixed
•	Talent management and employee engagement
o	Talent management: an organizations processes for attracting, developing, retaining and utilizing people with the required skills to meet current and future business needs
o	Work engagement: a positive work related state of min that is characterized by vigor, dedication and absorption 
•	Corporate Social Responsibility
o	An organization taking responsibility for the impact of its decisions and actions of its stakeholders
o	How an organization operates in a socially responsible way
o	Treat their employees well because practices promote employee well being 
o	An organizations CSR activities and policies are associated with a firms financial performance as well as positive employee attitudes, engagement and performance 
o	OB has a lot to offer organizations in their quest to become more socially responsible 

Chapter 2: Personality and Learning 

What is personality?
•	Personality: the relatively stable set of psychological characteristics that influences the way an individual interacts with his or her environment and how he or she feels, thinks and behaves 
•	Personality is relatively stable but can definitely change

Personality and Organizational Behaviour
•	Dispositional approach: individuals possess stable traits or characteristics that influence their attitudes and behaviour
o	Individuals are predisposed to behave in certain ways 
•	Situational approach: characteristics of the organizational setting influence peoples attitudes and behaviour 
•	Both approaches are important for predicting and understanding organizational behaviour 
•	Interactionist approach: organizational behaviour is a function of both dispositions and the situation.  To predict and understand organizational behaviour, one must know something about an individuals personality and the setting in which he or she works 
•	The extent to which personality influences behaviour is dependent on the situation 
•	Trait activation theory: traits lead to certain behaviours only when the situation makes the need for that trait salient  

5 Factor Model of Personality 
•	5 basic but general dimensions that define personality 
o	1. Extraversion
•	Important for jobs that require interpersonal interaction 
o	2. Emotional stability/ neuroticism
•	Degree to which a person has appropriate emotional control 
o	3. Agreeableness
•	The extent to which a person is friendly and approachable
o	4. Conscientiousness
•	The degree to which a person is responsible and achievement oriented 
o	5. Openness to experience
•	The extent to which a person thinks flexibly and is receptive to new ideas 
•	The dimensions are relatively independent 
•	The traits have a genetic basis
•	Each trait relates to hob performance and organizational citizenship behaviours
•	Ones personality can influence ones attitudes and behaviours
•	There are also more specific personality characteristics
o	Locus of control
•	A variable that refers to an individuals belief about the location of the factors that control their behaviour
•	High internals → opportunity to control your own behaviour resides within themselves
•	Stronger link between the effort they put in and their performance levels
o	More satisfied with their job, more committed to their organization, earn more money and achieve higher organizational positions 
•	High externals → other people control your destiny
o	Self Monitoring
•	The extent to which people observe and regulate how they appear and behave in social settings and relationships 
•	Low self monitors → people who show all of their emotions 
•	High self monitors → show concern for socially appropriate emotions and behaviours

o	Self Esteem
•	The degree to which a person has positive self evaluation 
•	Behavioral plasticity theory: people with low self esteem tend to be more susceptible to external and social influences than those who high self esteem 

New Developments in Personality and Organizational Behaviour
•	Positive affectivity: propensity to see things positively
•	Negative affectivity: propensity to see things negatively 
o	PA and NA are not opposite ends of a continuum and but independent dimensions 
o	There is some evidence that shows that PA is a key factor that links happiness to success in life and at work 
•	Proactive behaviour: taking initiative to improve ones current circumstances or creating new ones 
o	Proactive personality: a stable personal disposition that reflects a tendency to take personal initiatives across a range of activities and situations and to effect positive change in ones environment
•	General Self Efficacy: a general trait that refers to an individuals belief in his or her ability to perform successfully in a variety of challenging situations 
o	A motivational trait rather than an affective trait because it reflects an individuals belief that they can succeed rather than how the individual feels about themselves 
•	Core self evaluations: a broad personality concept that consists of more specific traits that reflect the evaluations people hold about themselves and their self worth 
o	Core self evaluations are related to job satisfaction over time 
o	People with a positive self regard are more likely to perceive and pay attention to the positive aspects of their environment 

What is learning?
•	Learning: a relatively permanent change in behaviour potential that occurs due to practice or experience
•	Prompted from an environment that gives feedback concerning the consequences of behaviour 
•	Learning categories:
o	Practical skills: job specific skills, knowledge and technical competence 
o	Intrapersonal skills: problem solving, critical thinking, risk taking
o	Interpersonal skills: communication, teamwork and conflict resolution
o	Cultural awareness: learning the social norms of organizations and understanding company goals, business operations, and company expectations and priorities 
•	Operant learning: learning by which the subject learns to operate on the environment to achieve certain consequences 
o	Used to increase the probability of desired behaviours and to reduce or eliminate the probability of undesirable behaviours 

Increasing the Probability of Behaviour
•	Reinforcement: the process by which stimuli strengthen behaviours
•	Positive reinforces work by their application to a situation and negative reinforces work by their removal from a situation 
•	Positive reinforcement: increase or maintains the probability of some behaviour by the application or addition of a stimulus to the situation in question
o	Something is a positive reinforce if it increases or maintains the occurrence of some behaviours by its application
•	Negative reinforcement: increases or maintains the probability of some behaviour by the removal of a stimulus from a situation
•	They are defined by what they do and how they work, not by their unpleasantness 
•	Reward and reinforcers can get confused 
•	Reinforcers are also dependent on preferences by individuals 
•	Sources of reinforcement:
o	Performance feedback: involves providing quantitative or qualitative information on pas performance for the purpose of changing or maintain performance in specific ways 
•	Most effective when it is conveyed in a positive manner, delivered immediately after the performance is observed, represented visually, specific to the behaviour being targeted for feedback
o	Social recognition: informal acknowledgement, attention, praise of approval for work well done from one individual or group to another 




Reinforcement Strategies
•	Continuous and immediate reinforcement should be used 
o	Reinforcer should be applied every time the behaviour of interest occurs 
•	Behaviour is persistent when it is learned under conditions of delayed reinforcement
•	Managers need to tailor reinforcement strategies to the situation 
•	Managers training new employees should use reinforcement strategies that are continuous and immediate 
•	It is impossible to maximize both speed and persistence with a single reinforcement strategy 


Reducing the Probability of Behaviour
•	2 strategies:
o	Extinction: terminating the reinforcement that is marinating some unwanted behaviour.  If the behaviour is not reinforced, it will gradually dissipate or be extinguished 
•	Extinction works best when coupled with the reinforcement of some desired substitute behaviour 
•	Behaviours that are learned under delayed or partial reinforcement schedules are more difficult to extinguish than those learned under continuous, immediate reinforcement 
o	Punishment: following an unwanted behaviour with some unpleasant, aversive stimulus
•	If the behaviour leads to unwanted consequences, this should reduce the probability of the response
•	In negative reinforcement, a nasty stimulus is removed following behaviour
•	In punishment a nasty stimulus is applied after some behaviour
•	Punishment does not demonstrate which activities should replace the punished response
•	Positive and negative reinforcers specify which behaviours are appropriate while punishment indicated only what is not appropriate 
o	Only temporarily suppresses the unwanted response 
•	Provide an acceptable alternative for the punished response 
•	Punishment also has the tendency to provoke a strong emotional reaction on the part of the punished individual 
•	Managers must ensure that their own emotions are under control before punishing 
•	Principles that increase the effectiveness of punishment:
o	Make sure the chosen punishment is truly aversive
•	Make sure its not actually a positive reinforcer
o	Punish immediately 
o	Do not reward unwanted behaviours before or after the punishment 
o	Do not inadvertently punish desirable behaviour 

Social Cognitive Theory
•	People have the cognitive capacity to regulate and control their own thoughts, feelings, motivation and actions 
•	Social cognitive theory: emphasizes the role of cognitive processes in learning and in the regulation of peoples behaviour 
•	Human behaviour can best be explained through a system of triadic reciprocal causation
o	Personal factors and environmental factors work together and interact to influence peoples behaviours
•	Key components of Social Cognitive Theory:
o	1. Observational learning
•	The process of observing and imitating the behaviour of others
•	What managers do is more likely to be imitated as opposed to what they say 
o	2. Self efficacy beliefs
•	Refers to beliefs people have about their ability to successfully perform a specific task
•	Task specific cognitive appraisal to ones ability to perform a specific task
•	Self efficacy influences the activities people choose to perform, the amount of effort and persistence they devote to a task, affective and stress reactions and job performance
o	3. Self regulation 
•	The use of learning principles to regulate ones own behaviour 
•	Observing ones own behaviour, comparing the behaviour with a standard and rewarding oneself if the behaviour meets the standard 
•	Discrepancy reduction: when there exists a discrepancy between ones goals and performance and they modify their behaviour in the pursuit of goal attainment
•	Discrepancy production: when individuals achieve their goals and set even higher goals
•	Self regulation techniques:
o	Collect self observation data, observe models, set goals, rehearse, reinforce oneself
•	Self regulation can improve learning and result in a change in behavior 

Organizational Learning Practices
•	Organizational behaviour modification
o	Most reinforcement occurs naturally rather than a conscious attempt
o	Organizational behaviour modification: the systematic use of learning principles to influence organizational behaviour 
o	Effective forms of positive reinforcement include money, feedback and social recognition 
•	The use of all three together has the strongest effect
o	Example of OBM: 
•	Employee recognition programs: key part of this is public acknowledgement
•	Peer recognition programs 
o	Training and development programs are the most common types of formal learning in organizations 
•	Behaviour modeling training: one of the most widely used and effective methods of training
•	Based on the observational learning component of social cognitive theory involves the following steps:
•	Describe to trainees a set of well defined behaviours to be learned
•	Provide a model explaining the effective use of these behaviours
•	Provide opportunities for trainees to practice these behaviours
•	Provide feedback and social reinforcement to trainees following practice
•	Take steps to maximize the transfer of those behaviours to the job 
o	Career development: an ongoing process in which individuals progress through a series of stages that consist of a unique set of issues, themes and tasks 
•	Usually involves a career planning and management component 
•	Due to the increasing emphases on the importance of continuous and lifelong learning, many organizations now have career development programs 

Chapter 3: Perception, Attribution and Diversity

What is perception?
•	Perception: the process of interpreting the messages of our senses to provide order and meaning to the environment 
•	The perceptions that organizational members have of each other are the most important perceptions that influence organizational behaviour

Components of Perception
•	Perception has three components
o	A perceiver
•	Their experience, needs and emotions can affect their perception of a target
•	Most important characteristics of the perceiver that influences their impressions of a target is experience
•	Frequently, our needs unconsciously influence our perceptions by causing us to perceive what we wish to perceive
•	Perceptual defense: the tendency for the perceptual system to defend the perceiver against unpleasant emotions 
o	A target
•	Perception involves interpretation and the addition of meaning to the target, and ambiguous targets are especially susceptible to interpretation and addition
•	A perceiver cannot always use all of the information provided by the target 
o	Situational context
•	Every instance of perception occurs in a situational context and that context can affect what one perceives 
•	The most important affect of a situation is to add information about the target 

Social Identity Theory
•	Social identity theory: a theory that states that people form perceptions of themselves based on their personal characteristics and memberships in social categories 
•	Our sense of self is composed of a personal identity and a social identity
•	Personal identity is based on our unique personal characteristics
•	Social identity is based on our perception that we belong to various social groups 
•	We also form perceptions of others based on their membership in social categories 
•	We perceive people in terms of the attributes and characteristics that we associate with their social category relative to other categories 
•	Social identity theory helps us understand stereotypes and discrimination 


A Model of the Perceptual Process
•	When a perceiver encounters an unfamiliar target, the perceiver is very open to the informational cues contained in the target and the situation surround it 
•	Perception is selective 
o	Perceivers do not use all available cues and those they use are given special emphases 
•	Our perceptual system works to pint a constant picture of the target 	
o	Perceptual constancy refers to the tendency of the target to be perceived the same way over time or across situations
•	The perceptual system creates a consistent picture of the target 
o	Perceptual consistency refers to the tendency to select, ignore and distort cues in such a manner that they fit together to form a homogenous picture of the target 


Basic Biases in Person Perception
•	Primacy effect: the tendency for a perceiver to rely on early cues or first impressions
o	Primacy is a form of selectivity and its lasting effects illustrate the operation of constancy
•	Recency effect: the tendency for a perceiver to rely on recent cues or last impressions 
o	Last impressions count most
•	Central traits: personal characteristics of the target that are of special interest to them
o	People tend to organize their perceptions around central traits
o	The centrality of traits depends on the perceivers interests and the situation
o	Often have a very powerful influence on our perception of others 
•	Implicit personality traits: personal theories that people have about which personality characteristics go together 
o	To the extent that such implicit theories are inaccurate, they provide a basis for misunderstanding
•	Projection: the tendency to attribute ones own thoughts and feelings to others 
o	Can lead to perceptual difficulties
o	Can serve as a form of perceptual defense in a case of threatening or undesirable characteristics
•	Stereotyping: the tendency to generalize about people in a certain social category and ignore variations among them
o	Three specific aspects to stereotyping:
•	We distinguish some category of people
•	We assume that the individuals in this category have certain traits
•	We perceive that everyone in this category possess these traits
o	Stereotypes help us develop impressions of ambiguous targets 
o	Not all stereotypes are inaccurate 
o	Even incorrect stereotypes help us process information about others quickly and efficiently
o	Inaccurate stereotypes are often reinforced by selective perception and the selective application of language that was discussed above 

Attribution: Perceiving Causes and Motives 
•	Attribution: the process by which we assign causes or motives to explain peoples behaviour
o	Important because many rewards and punishments in organizations are based on judgments about what really caused a target person to behave in a certain way 
•	Dispositional attributions: explanations for behaviour based on an actors personality or intellect 
•	Situational attributions: suggest that the external situation or environment in which the target person exists was responsible for the behaviour and that the person might have had little control over the behaviour 
•	There are three implicit questions that guide or decision as to whether or not we should attribute the behaviour to dispositional or situational causes:
o	1. Does the person engage in the behaviour regularly and consistently?
o	2. Do most people engage in the behaviour, or is it unique to this person
o	3. Does the person engage in the behaviour in many situations, or is it distinctive to one situation 
•	Consistency cues: attribution cues that reflect how consistently a person engages in a behaviour over time
o	We tend to perceive behaviour that a person performs regularly as indicative of his or her true motives  
o	High consistency leads to dispositional attributions
o	When behaviour occurs inconsistently we begin to consider situational attributions
•	Consensus cues: attribution cues that reflect how a persons behaviour compares with that of others
o	Acts that deviate from social expectations provide us with more information about the actors motives than conforming behaviours do
o	Low consensus behaviour leads to more dispositional attributions than high consensus behaviour 
o	The person who acts different from the majority is seen as revealing more of their true motives
•	Distinctiveness cues: attribution cues that reflect the extent to which a person engages in some behaviour across a variety of situations
o	When a behaviour occurs across a variety of situations, it lacks distinctiveness and the observer is prone to provide a dispositional attribution about its cause
•	The various cue combinations and resulting attributions have sensible appearance but does not mean that such attributions are always correct 
•	Three biases in attributions:
o	1. Fundamental Attribution Error
•	The tendency to overemphasize dispositional explanations for behaviour at the expensive of situational explanations 
o	2. Actor Observer Effect
•	The propensity for actors and observes to view the causes of the actors behaviour differently
o	3. Self Serving Bias
•	The tendency to take credit for successful outcomes and to deny responsibility for failures 

Person Perception and Workforce Diversity 

•	Workforce diversity: differences among recruits and employees in characteristics such as gender, race, age, religion, cultural background, physical ability or sexual orientation 
•	Companies need to hire people who reflect their customer base
•	Globalization, mergers and strategic alliances mean that many employees are required to interact with people from many different cultures 
•	There is increasing awareness that diversity and its proper management can yield strategic and competitive advantages
•	Stereotype threat: members of a social group feel they might be judged or treated according to a stereotype and that their behaviour and their performance will confirm the stereotype 
•	Attributions can play an important role in determining how job performance is interpreted 
•	There are racial, ethic and religious stereotypes
•	There are also gender stereotypes 
•	Age stereotypes
o	Older works are seen as having less capacity for performance and less potential for development 
o	They are also seen as being more stable 
o	age stereotypes have less of an impact when managers have good information about the capacities of the particular employee in question 
•	Diversity needs to be managed to have a positive impact on work behaviour and an organization 
•	Awareness training and skills training need to exist together
•	Diversity needs to be integrated into all of an organizations policies and practices and cannot be a stand alone practice


Perceptions of Trust
•	Trust: a psychological state in which one has a willingness to be vulnerable and to take risks with respect to the actions of another party
•	Trust perceptions toward management are based on three distinct perceptions
o	Ability 
•	Refers to employee perception regarding managements competence and skills
o	Benevolence 
•	The extent that employees perceive management as caring and concerned for their interests and willing to do good for them
o	Integrity
•	Employee perceptions that management adheres to and behaves according to a set of values and principles that the employee finds acceptable 

Perceived Organizational Support
•	Perceived organizational support: employees general belief that their organization values their contribution and cares about their well being 
•	Organizational support theory: a theory that states that employees who have strong perceptions of organizational support feel an obligation to care about the organizations welfare and to help the organization achieve its objectives 
Person Perceptions in Human Resources
•	Signalling theory: job applicants interpret their recruitment experiences as cues or signals about unknown characteristics of an organization and what it will be like to work in an organization 
•	Applicants form perceptions toward organizations based on the selection test used for hiring 
•	Interviewers 
o	Compare applicants to a stereotype of the ideal
o	Have a tendency to exhibit primary reactions 
o	Have a tendency to give less importance to positive information about the applicant 
•	Contrast effects: previously interviews job applicants affect an interviewers perception of a current applicant, leading to an exaggerated difference between applicants 
•	Interview structure involves four dimensions:
o	Evaluation standardization
o	Question sophistication
o	Question consistency
o	Rapport building
•	Rater errors
o	Leniency: perceive the performance of ones ratees as especially good
o	Harshness: perceive the performance of ones ratees as especially ineffective
o	Central Tendency: assigning most rates to a middle range performance category
o	Halo effect: the observer allows the rating of an individual on one trait or characteristic to colour the rating on other traits or characteristics 
o	Similar to me effect: the rater tends to give more favourable evaluations to people who are similar to the rater in terms of background or attitudes
•	Behaviour anchored rating scale (BARS): a rating scale with specific behavioral examples of good, average, and poor performance 
•	Frame of reference training: a training method to improve rating accuracy that involves providing raters with a common frame of reference to use when rating individuals  

Chapter 4: Values, Attitudes and Work Behaviour

•	Values: a broad tendency to prefer certain states of affairs over others
o	Have to do with what we consider good and bad
o	Signal how we believe we should or should not behave
•	Generational differences in values
o	Traditionalists: respectful of authority and having a high work ethic
o	Boomers: optimistic workaholics
o	Gen X: cynical, confident and pragmatic
o	Gen Y: confident, social, demanding of feedback and somewhat unfocused
•	Organizations may have to tailor job designs, leadership styles and benefits to the generational mix of their workforce 
•	Cultural differences in values
o	A lengthy history of failed business negotiations is attributable to a lack of understanding of cross cultural differences
•	Work centrality
o	Work itself is valued differently across cultures
•	Hofstede’s Study 
o	4 basic dimensions along which work related values differed across cultures
•	Power distance
•	The extent to which society members accept an unequal distribution of power, including those who hold more power and those who hold less
•	Uncertainty avoidance
•	The extent to which people are uncomfortable with uncertain and ambiguous situations
•	Masculinity/femininity
•	Masculine cultures differentiate gender roles and support the dominance of men
•	Individualism/collectivism
•	Individualistic societies tend to stress independence 
•	Collective cultures favour interdependence and loyalty to ones family 
o	Long term/ short term orientation
•	Long term: stress persistence, perseverance, thrift and close attention to status differences
•	Short term: stress personal steadiness and stability, face saving and social niceties  

What are Attitudes?
•	Attitude: a fairly stable evaluation tendency to respond consistently to some specific object, situation, person or category of people
o	Involve evaluations towards specific targets 
•	Attitudes are more specific than values which dictate broad preferences 
•	They are tendencies to respond to the target of the attitude 
•	Attitude → behaviour 
•	Attitudes however, are not always consistent with behaviour 
•	Attitudes are the product of a related belief and value 
•	Belief + value → attitude →behaviour 

What is Job Satisfaction?
•	Job satisfaction: a collection of attitudes that workers have about their jobs
•	Two aspects of job satisfaction:
o	Facet satisfaction
•	The tendency for an employee to be more or les satisfied with various facets of the job 
o	Overall satisfaction
•	An overall or summary indicator of a persons attitude towards his or her job that cuts across the various facets 
o	5 facets of job satisfaction: people, pay, supervision, promotions and the work itself 

What Determines Job Satisfaction?
•	Discrepancy
o	Since attitude is based off of beliefs and values the two factors can cause differences in job satisfaction even when jobs are identical 
o	Even if individuals perceive their jobs as equivalent, they might differ in what they want from the jobs
o	Discrepancy theory: a theory that job satisfaction stems from the discrepancy between the job outcomes wanted and the outcomes that are perceived to be obtained 
•	Fairness 
o	Fairness affects what people want from their jobs and how they react to the inevitable discrepancies of organizational life 
o	3 types of fairness:
•	Distributive fairness: when people receive the outcomes they think they deserve from their jobs
•	Equity theory: the inputs that people perceive themselves as investing in a job and the outcomes that the job provides are compared against the inputs and outcomes of some other relevant person or group 
•	Procedural fairness: when individuals see the process used to determine outcomes as reasonable 
•	Relevant to outcomes such as performance evaluations, pay raises, promotions, layoffs and work assignments
•	Interactional fairness: occurs when people feel that they have received respectful and informative communication about an outcome 
•	Disposition
•	Some people are predisposed by their personalities to be more or less satisfied despite changes in discrepancy or fairness
•	Some personality characteristics originating in genetics or early learning contribute to adult job satisfaction
•	Mood and Emotion
o	Emotions: intense, short lived feelings caused by a certain event
o	Moods: less intense, longer lived and more diffuse feelings
o	Emotional contagion: the tendency for moods and emotions to spread between people or throughout a group
o	Emotional regulation: the requirement for people to conform to certain display rules in their job behaviour in spite of their true mood or emotions 
o	The frequent need to suppress negative emotions and fake emotions that you do not really feel take a toll on job satisfaction and increase stress
o	Consideration of mood and emotions explains how people with similar beliefs and values doing the same job for the same compensation can still experience very different satisfaction levels
o	The outcomes that people want from a job are a function of their personal value systems moderated by equity considerations 
o	Some key contributors to job satisfaction include:
•	Mentally challenging work
•	Adequate compensation
•	Career opportunities
•	People


Consequences of Job Satisfaction
•	Less satisfied employees are more likely to be absent and satisfaction with the content of the work is the best predictor of absenteeism 
o	Some very happy employees will occasionally be absent owing to circumstances beyond their control
o	It can be related more to economic need than dissatisfaction
o	In many jobs it is unclear to employees how much absenteeism is reasonable or sensible
•	Turnover
o	Refers to resignation from an organization and it can be incredibly expensive 
o	Less satisfied workers are more likely to quit 
o	There can be instances where satisfied people quit or dissatisfied people stay:
•	Certain shocks 
•	There may be a strong commitment to an organizations values even though there is dissatisfaction
•	They may be very embedded into a community
•	A weak job market 
•	Performance
o	The connection between job satisfaction are performance is complicated because many factors influence motivation and performance 
o	Interesting, challenging jobs are more likely to stimulate high performance 
o	Job satisfaction can lead to good performance or the other way around 
•	Organizational Citizenship Behaviour
o	Voluntary, informal behaviour that contributes to organizational effectiveness 
•	Helping behaviour, conscientiousness to the details of work, being a good sport, courtesy and cooperation 
o	Fair treatment and its resulting satisfaction might be reciprocated with OCB
o	Contributes to organizational productivity and efficiency and reduces turnover 
•	Customer Satisfaction and Profit
o	Employee job satisfaction is indeed translated into customer or client satisfaction and organizational profitability 
o	Reduced absenteeism and turnover contribute to the seamless delivery of a service 
o	Good moods between employees can be contagious for customers


What is Organizational Commitment?
•	An attitude that reflects the strength of the linkage between an employee and an organization 
•	Affective commitment: commitment based on a persons identification and involvement with an organization
•	Continuance commitment: commitment based on the costs that would be incurred in leaving an organization
•	Normative commitment: commitment based on ideology or a feeling of obligation to an organization 
•	Key contributors to organizational commitment:
o	The best predictor of affective commitment is interesting, satisfying work of the type found in enriched jobs
o	Continuance commitment occurs when people feel that leaving the organization will result in personal sacrifice
o	Normative commitment can be fostered by benefits that build up a sense of obligation to the organization 
•	Consequences of organizational commitment:
o	All forms of commitment reduce turnover intentions and actual turnover
o	Affective commitment is positively related to performance
o	Continuance commitment is negatively related to performance
o	Very high levels of commitment cause conflicts between family life and work life 
•	Changes in the workplace and employee commitment
o	The impact of changes in the work place on employee commitment can be seen in three main areas 
•	Changes in the nature of employees commitment to the organization
•	Changes in the focus of employees commitment
•	The multiplicity of employer-employee relationships within organizations 


Chapter 5: Theories of Work Motivation

What is motivation?
•	Motivation: the extent to which a persistent effort is directed towards a goal
•	There are four characteristics of motivation
o	Effort → the strength of a persons work related behaviour
o	Persistence
o	Direction→ do workers channel persistent effort in a direction that benefits the organization
o	Goals
•	Intrinsic motivation: motivation that stems from the direct relationship between the worker and the task
•	Extrinsic motivation: motivation that stems from the work environment external to the task
•	Self determination theory: a theory of motivation that considers whether peoples motivation is autonomous or controlled
•	Autonomous motivation: when people are motivated by intrinsic factors, so in control of their motivations
•	Controlled motivation: when people are motivated to obtain a desired consequence or extrinsic reward and their motivation is controlled externally 
o	When motivation is controlled, individuals feel they have no choice and they have to engage in a task
o	Autonomous motivation has been shown to facilitate effective performance
•	Performance: the extent to which an organizational member contributes to achieving the objectives of an organization
•	General cognitive ability: a persons basic information processing capacities and cognitive resources
o	Predicts learning, training and career success as well as job performance in all kinds of jobs and occupations 
•	Emotional intelligence: the ability to understand and manage ones own and others feelings and emotions 
•	Emotional intelligence involves four related sets of skills
o	Perceiving emotions accurately in oneself and others
o	Using emotions to facilitate thinking
o	Understand emotions, emotional language and the signals conveyed by emotions
o	Managing emotions so as to attain specific goals 
•	Predicts performance in areas including job performance and academic performance
•	Performance depends on motivation, personality, general cognitive ability, emotional intelligence 
o	Poor performance can also be due to a poor understanding of the task or luck and chance factors that can damage the performance of the most highly motivated individuals 
•	We cannot consider motivation in isolation because many factors play into it 

Need Theories of Work Motivation
•	Need theories: motivation theories that specify the kinds of needs people have and the conditions under which they will be motivated to satisfy these needs in a way that contributes to performance 
•	Needs → behaviour → incentives and goals 
•	Needs and process theories are complementary rather than contradictory 
•	Maslow’s hierarchy of needs 
o	Physiological needs
o	Safety needs
o	Belongingness needs
o	Esteem needs
o	Self actualization needs
•	Motivation depends on ones position on the needs hierarchy 
•	A satisfied need is no longer an effective motivator 
o	Self actualization needs however become stronger as they are gratified 
•	Alderfer’s ERG Theory 
o	A three level hierarchal need theory of motivation that allows for movement up and down the hierarchy 
•	Existence needs
•	Satisfied through material substance
•	Relatedness needs 
•	Satisfied by open communication 
•	Growth needs 
•	Fulfilled by strong personal involvement in the work setting 
o	If higher level needs are ungratified, individuals will increase their desires for the gratification of lower level needs 
•	Two major motivation premises:
o	The more lower level needs are gratified, the more higher level need satisfaction is desired
o	The less higher level needs are gratified, the more lower level need satisfaction is desired 
•	McClelland’s Theory of Needs
o	A non hierarchal need theory of motivation that outlines the conditions under which certain needs result in particular patters of motivation 
•	Need for achievement: people who have strong desire to perform challenging tasks well
•	A preference for situations in which personal responsibility can be taken for outcomes 
•	A tendency to set moderately difficult goals that provide for calculated risk
•	A desire for performance feedback
•	Need for affiliation: people who have a strong desire to establish and maintain friendly, compatible interpersonal relationships 
•	Need for power: people who have a strong desire to have influence over others 
•	Maslow’s suggests to main hypothesis 
o	Specific needs should cluster into the five main need categories that Maslow proposes 
o	As the needs in a given category are satisfied, they should becomes less important, while the needs in the adjacent higher need category should become more important
•	Managerial implications of need theories:
o	Appreciate diversity
•	Managers must be adept at evaluating the needs of individual employees and offering incentives or goals that correspond to their needs 
o	Appreciate intrinsic motivation
•	The need theories also serve the valuable function of alerting managers to the existence of higher order needs 

Process Theories of Work Motivation
•	Process theories: theories that specify the details of how motivation occurs
o	Expectancy theory:
•	Motivation is determined by the outcomes that people expect to occur as a result of their actions on the job
•	Basic components of this theory:
•	Outcomes are the consequences that may follow certain work behaviours
•	Instrumentality is the probability that a particular first level outcome will be followed by a particular second level outcome 
•	Valence is the expected value of outcomes, the extent to which they are attractive or unattractive to the individual
•	Expectancy is the probability that a worker can actually achieve a particular first level outcome
•	Force is the end product of the other components of the theory.  Represents the degree of effort that will be directed towards various first level outcomes
•	We can expect that an individuals effort will be directed toward the first level outcome that has the largest force product 
•	Premise of expectancy theory:
•	People will be motivated to perform in those work activities that they find attractive and that they feel they can accomplish
•	The attractiveness of various work activities depends on the extent to which they lead to favourable personal consequences 
•	Managerial implications of expectancy theory
o	Boost expectancies: one of the most basic things managers can do is ensure that their employees expect to be able to achieve first level outcomes that are of interest to the organization
o	Clarify reward contingencies:
•	Managers should also attempt to ensure that the oaths between first and second level outcomes are clear 
o	Appreciate diverse needs
•	Equity theory: a process theory that states that motivation stems from a comparison of the inputs one invests in a job and the outcomes one receives in comparison with the inputs and outcomes of another person or group 
o	Individuals are motivated to maintain an equitable exchange relationship 
o	Attempting to solve organizational problems through overpayment might not have the intended motivational effect 
•	Goal: the object or aim of an action 
o	Organizational goals need to be translated into individual goals 
•	Goal setting theory: goals are most motivational when they are specific and challenging 
o	Goal specificity
o	Goal challenge
o	Goal commitment
o	Goal feedback
•	Participation, rewards and supportiveness are important 
•	Goal orientation and proximity:
o	Goal orientation: an individuals goals preferences in achievement situation 
o	Learning goal orientation: a preference to learn new things and develop competence in an activity by acquiring new skills and mastering new situations 
o	Performance prove goal orientation: a preference to obtain favourable judgments about the outcome of ones performance 
o	Performance avoid goal orientation: a preference to avoid negative judgments about the outcomes of ones performance 
o	Distal goal: longer term or end goal
o	Proximal goal: short term goal or sub goal 

Do Motivation Theories Translate Across Cultures 
•	Most theories that revolve around human needs will come up against cultural limitations to their generality 
•	Higher producers are more likely to expect superior outcomes compared with lower procedures 
•	Expectancy theory is very effective when applied cross culturally 
•	Goal setting is important 

Putting it all together: integrating theories of work motivation
•	For individuals to obtain rewards they must achieve designated levels of performance
•	Perceptions of expectancy and instrumentality relate to all three components of motivation
•	Goal setting theory indicates that specific and challenging goals that people are committed to as well as feedback about progress toward goal attainment will have a positive effect on amount, persistence and direction of effort 
•	Motivation will be translated into good performance if the worker has the levels of general cognitive ability and emotional intelligence relevant to the job and if the worker understands the task 
•	Each theory of motivation helps us to understand the different part of the motivational process 


Chapter 6: Motivation in Practice

Money As A Motivator
•	According to expectancy theory, if pay can satisfy a variety of needs, it should be highly valent, and it should be a good motivator to the extent that it is clearly tied to performance 
•	Pay may well be the most important and effective motivator of performance
•	Piece rate: individual workers are paid a certain sum of money for each unit of production they complete 
•	Wage incentive plans: schemes that link pay to performance on production jobs 
•	The introduction of wage incentives usually leads to substantial increase in productivity 
•	Potential problems with wage incentive plans:
o	Can increase productivity at the expense of quality 
o	Workers may have different opportunities to produce at a high level
o	May decrease cooperation among workers
o	Can be incompatible with job design
o	Can actually result in a restriction of productivity 
•	White collar jobs offer fewer objective performance criteria to which pay can be tied 
•	Merit pay plans: systems that attempt to link pay to performance on white collar jobs
•	In most organizations seniority, the number of employees and hob level account for more variation in pay than performance
•	Potential problems with merit pay plans:
o	Managers might be unable to discriminate between good performers and poor performers 
o	Merit increases may be too small to be effective motivators
•	Lump sum bonus: merit pay that is awarded in a single payment and not built into base pay
o	Pay secrecy also causes issues
•	Profit sharing: the return of some company profit to employees in the form of a cash bonus or a retirement supplement 
o	Most common used group oriented incentive system 
•	Employee stock ownership plans: incentive plans that allow employees to own a set amount of a company’s shares and provide employees with a stake in the company’s future earnings and success 
o	Believed to increase employees loyalty and motivation because they align employees goals and interests with those of the organization and create a sense of legal and psychological ownership
•	Gainsharing: group incentive plans that are based on improved productivity or performance over which the workforce has some control 
•	Skill based pay: a system in which people are paid according to the number of job skills they have acquired 
o	Motivates employees to learn a wide variety of work tasks 


Job Design as a Motivator
•	Job design: the structure, content and configuration of a persons work tasks and roles
o	The goal is to identify the characteristics that make some tasks more motivating than others and to capture these characteristics in the design of jobs
•	Job scope: the breadth and depth of jobs
o	Breadth: the number of different activities performed on the job
o	Depth: the degree of discretion or control the worker has over how these tasks are performed 
•	Job rotation: rotating employees to different tasks and jobs in an organization 
•	Job characteristic model
o	There are several core job characteristics that have a certain psychological impact on workers 
o	Core job characteristics:
•	Skill variety
•	Autonomy 
•	Task significance 
•	Task identity
•	Feedback 
•	Critical psychological states
o	Work will be motivating when it is perceived as meaningful, when the worker has knowledge about their progress and feel responsible for the outcomes of the work
•	Outcomes
o	When a worker is truly in control of a challenging job that provides good feedback about performance, the key prerequisite for intrinsic motivation are present 
•	Moderators
o	Growth need strength: the extent to which people desire to achieve higher order need satisfaction by performing their jobs
•	Research evidence
o	Workers tend to respond more favorably to jobs that are higher in motivating potential 
•	Job enrichment: the design of jobs to enhance intrinsic motivation, the quality of working life and job involvement
o	Job involvement: a cognitive state of psychological identification with ones job and the importance of work to ones total self image
o	Job enrichment schemes often
•	Combine tasks
•	Establish external client relationships
•	Establish internal client relationships
•	Reduce supervision or reliance on others
•	Forming work teams
•	Making feedback more direct
•	Potential problems with job enrichment:
o	Poor diagnoses – 
•	Job enlargement: increase job breadth by giving employees more tasks at the same level to perform but leaving other core characteristics unchanged 
o	Lack of desire or skill –
•	Some workers just don’t want enriched jobs
o	Demand for rewards – 
•	Sometimes workers want to be paid more
o	Union resistance – 
•	Fewer job opportunities mean more room for flexibility by combining tasks and using team approaches
o	Supervisory resistance – 
•	It could dis-enrich the boss’ job 
•	New Development in job design
o	More comprehensive models of job design have been developed that go beyond the core job characteristics and include other important aspects of job design 
o	Work design – 
•	Work design characteristics: the attributes of a task, job and social organizational environment and consist of three categories – motivational characteristics, social characteristics and work context characteristics 
•	Motivational characteristics: task and knowledge characteristics
•	Social characteristics: interpersonal and social aspects of work, social support, interdependence 
•	Work context characteristics: physical demands, work conditions and equipment use 
o	Relational job design
•	Prosocial motivation: the desire to expand effort to benefit other people
•	Relational architecture of jobs: the structural properties of work that shape employees opportunities to connect and interact with other people 
•	Allows them to see the significance of their work for others 
•	By emphasizing the relational aspects of jobs and their social impact and value it is possible to improve employee motivation and performance 

Management by Objectives 
•	An elaborate, systematic, ongoing management program designed to facilitate goal establishment, goal accomplishment and employee development
•	Most MBOs share the following similarities:
o	The manager meets with the individual works to develop and agree on employee objectives for the coming months.  
o	There are periodic meetings to monitor employee progress in achieving objectives 
o	An appraisal meeting is held to evaluate the extent to which the agreed upon objectives have been achieved 
•	Research evidence:
o	Result in clear productivity gains
o	The implementation of an MBO must have the full commitment of top management 

Alternative Working Schedules As Motivators For a Diverse Workplace
•	Many organizations have modified traditional working schedules
•	Flex time has been introduced
o	They just have to be present during certain core times
o	Most frequently implemented in office environments
•	Research evidence: 
o	Makes work attitudes more positive and employees don’t usually abuse the arrangement
•	Compressed workweek:
•	Compresses the hours worked in each week to fewer days
•	There is also distributed work programs which involve a combination of remote work arrangement that allow employees to work at their business office, a satellite office and a home office
•	Research evidence: 
o	Organizations benefit from lower cost
o	Positive effect on perceived autonomy 
o	Concern about trust and control creates worries that employees wont be as productive 

Motivation Practices in Perspective
•	The choice of motivational practices requires a thorough diagnoses of the organization and the needs and desires of employees 


Chapter 7: Groups and Teamwork

What is a group?
•	Two or more people acting interdependently to achieve a common goal 
•	Interaction is the most important part
o	Does not need to be formal or face to face
•	Interdependence means that group members rely on each other to a certain extent to achieve a common goal
•	Groups are a social mechanism through which we acquire beliefs
•	Groups provide a context in which we are able to exert influence on others
•	Formal work groups: groups that organizations establish to facilitate the achievement of organizational goals 
o	Intentionally designed to channel individual effort in an appropriate direction
•	Most common formal work group: manager and employee who reports to the manager
•	Types of formal work groups:
o	Task forces and project teams → temporary
o	Committees → relatively permanent groups 
•	Informal groups: groups that emerge naturally in response to the common interest of organizational members 


Group Development
•	Group development occurs in stages
o	Forming: group members orient themselves
o	Storming: sorting out roles are responsibilities
o	Norming: members resolve issues and develop a social consensus 
o	Performing: group devotes its energies towards task accomplishment
o	Adjourning: dismantling the group
•	This process mainly applies to new groups that have never met before 
•	Punctuated equilibrium: a model of group development that describes how groups with deadlines are affected by their first meetings and crucial midpoint transitions 
o	Phase 1: begins with the first meeting and continues until the midpoint
•	The first meeting is critical in setting the agenda
o	Midpoint Transition: occurs at almost exactly the halfway point 
•	Marks a change in the groups approach 
o	Phase 2: decisions and approaches adopted at the midpoint get played out in phase 2 
•	Advice from the punctuated equilibrium model:
o	Prepare carefully for the first meeting
o	As long as people are working do not look for radical progress during phase 1
o	Manage the midpoint transitions carefully 
o	Be sure adequate resources are available to execute phase 2
o	Resist deadline changes because these could damage the midpoint 

Group Structure and its Consequences 
•	Refers to the characteristics of the stable social organizations of a group – the way a group is put together
•	Most important characteristics are group size and member diversity 
•	Other important characteristics are norms, roles, status and cohesiveness 
•	Group size:
o	Smallest possible group is two people
o	Members of smaller groups are usually more satisfied 
o	The effect of size on performance depends on the task and how we define good performance
o	Additive tasks: performance is predicted by adding the performance of each group member (big groups are better)
o	Disjunctive tasks: performance depends on its best member (big groups are better)
o	Process losses: performance difficulties caused by having a big group
o	Actual performance = potential performance – process losses
o	Conjunctive tasks: performance is limited by the poorest group member (small groups are better) 
•	Diversity of group membership:
o	More diverse groups have a more difficult time becoming cohesive
o	Diverse groups take longer on the forming, norming and storming 
•	Group norms:
o	Social norms: collective expectations that members of social units have regarding the behaviour of each other
o	Normative influence is mostly unconscious 
o	Norms provide regularity and predictability to behaviour 
o	Regulate behaviours that are important to their supporters
o	Shared attitudes form the basis for norms 
o	Compliance occurs because the norm corresponds to privately held attitudes 
o	Some typical norms:
•	Dress norms
•	Reward allocation norms
•	Performance norms
•	Roles:
o	Positions in a group that have a set of expected behaviours attached to them
o	Represent a package of norms that apply to particular group members
o	Two types of roles
•	Designated (assigned) roles – dividing labour and responsibility
•	Emergent roles – roles that develop naturally 
o	Role ambiguity: when the goals of ones job or the methods of performing it are unclear 
•	Organizational factors: some roles are ambiguous because of their function within the organization
•	The role sender: might have unclear expectations of a focal person
•	The focal person: expectations may not be fully digested by the focal person 
o	Role conflict:
•	When an individual is faced with incompatible role expectations 
•	Intrasender role conflict: when a single role sender provides incompatible role expectations to the role occupant
•	Intersender role conflict: when two or more role senders differ in their expectations for a role occupant 
•	Interrole conflict: several roles held by a role occupant involve incompatible expectations 
•	Person role conflict: occurs when the role is incompatible with the personality or skills of the role occupant
•	Status
o	Rank, social position or prestige accorded to group members 
o	Formal status systems:
•	Managements attempt to publicly identify those people who have higher status than others
o	Organizations have both informal and formal status systems
o	Informal status systems:
•	Can operate just as effectively as formal status systems
o	Consequences of status differences
•	People like to communicate with people at their own status or higher
o	Reducing status barriers
•	Because it affects communication many organizations try to downplay status differentiation 
•	The goal is to foster a culture of teamwork and cooperation across the ranks 

Group Cohesiveness 
•	The degree to which a group is attractive to its members 
•	Factors influencing cohesiveness:
o	Threat and competition
•	They feel a need to improve communication and coordination so that they can better cope with the situation at hand 
o	Success
•	A group obviously becomes more attractive when it has successfully accomplished some important goal 
o	Member diversity
•	If groups are in agreement in how to accomplish some particular task, its success in performing the task will often outweigh surface dissimilarity in determining cohesiveness
o	Size
•	Bigger groups have a more difficult time becoming and staying cohesive
o	Toughness of initiation 
•	Groups that are tough to get into are more attractive
•	Consequences of cohesiveness 
o	More participation in group activities 
•	Voluntary turnover should be low 
o	More conformity 
•	Well equipped to supply information, rewards, and punishment to individual members 
o	More success
•	Cohesive groups are good at achieving goals 
•	Cohesive groups are especially effective at accomplishing their own goals 
•	In highly cohesive groups, the productivity of individual group members tends to be fairly similar to that of other members, in less cohesive groups there is more variation in productivity
•	Highly cohesive groups tend to be more or less productive than less cohesive groups, depending on the number of variables  
•	If cohesive groups accept organizational norms regarding productivity, they should be highly productive 
•	Cohesiveness pays off when the task requires more interdependence 

Social Loafing 
•	The tendency to withhold physical or intellectual effort when performing a group task 
•	Social loafing is a motivation problem 
•	More pronounced in individualistic North America
•	Free rider effect: people lower their effort to get a free ride
•	Sucker effect: people lower their effort because they feel like others are free riding 
•	Ways to counteract social loafing:
o	Make individual performance more visible
o	Make sure that the work is interesting
o	Increase feelings of indispensability
o	Increase performance feedback
o	Reward group performance 

What is a team?
•	A group becomes a team when there exists a strong sense of shared commitment and when a synergy develops such that the groups efforts are greater than the sum of its parts
•	Team based work results in improvements in both efficiency and quality 
•	Collective efficacy: shared beliefs that a team can successfully perform a given task 
•	Self efficacy does not always translate into collective efficacy

Designing Effect Work Teams
•	Hackman: a work group is effective when
o	Its physical or intellectual output is acceptable to management and to the other parts of the organizations that use this output 
o	Group members needs are satisfied rather than frustrated by the group
o	The group experience enables members to continue to work together 
•	Group effectiveness occurs when high effort is directed towards the groups task, when great knowledge and skills are directed toward the task and when the group adopts sensible strategies for accomplishing its goals 
•	Self managed work teams:
o	Work groups that have the opportunity to do challenging work under reduced supervision 
o	Task assigned to these teams should be complex and challenging and require high interdependence among team members for accomplishment 
•	Composition of self managed teams:
o	Stability
o	Size (should be small)
o	Expertise (high level)
o	Diversity
•	Support self managed teams:
o	Training
•	Technical training, social skills, language skills, business training
o	Rewards
o	Management
•	Improvements in team productivity, quality, customer satisfaction and safety result from self managed work teams 
•	Cross functional teams:
o	Work groups that bring people with different functional specialties together to better invent, design, or deliver a product or service 
o	Usually require formal leadership, and only last the span of the project
o	Goals: combination of innovation, speed and quality 
o	Principles for effectiveness:
•	Composition
•	Superordinate goals: attractive outcomes that can only be achieved by collaboration 
•	Physical proximity
•	Autonomy
•	Rules and procedures
•	Leadership 
o	Shared mental models: team members share identical information about how they should interact and what their task is 
o	Enhance coordination and contribute greatly to effective team performance 
•	Virtual teams 
o	Work groups that use technology to communicate and collaborate across organizational boundaries 
o	Advantages of virtual teams:
•	Around the clock work
•	Reduced travel time and cost
•	Larger talent pool
o	Challenges of virtual teams 
•	Trust
•	Miscommunication
•	Isolation
•	High costs
•	Management issues
o	Virtuality encourages more reflection compared to direct interaction 
•	Lessons concerning virtual teams:
o	Recruitment → choose people carefully
o	Training → invest in training for technical and interpersonal skills
o	Personalization → encourage people to get to know each other
o	Goals and ground rules → define goals clearly 
•	Virtual teams must be real teams in mind and spirit 


•	Good planning and continuing support are necessary for the effective use of teams 



Chapter 8: Social Influence, Socialization and Organizational Culture

Social Influence in Organizations 
•	Information dependence and effect dependence
o	Information dependence: reliance on others for information about how to think, feel and act
o	This is explained through social information processing theory
o	Social information processing theory: information from others is used to interpret events and develop expectations about appropriate and acceptable attitudes and behaviours
•	Individuals look to others to figure out how to behave
•	Individual behaviours are influenced and shaped by others
o	Effect dependence: reliance on others due to their capacity to provide rewards and punishment 
•	The social influence process and conformity 
o	There are several different motives for social conformity 
•	Compliance: conformity to a social norm prompted by the desire to acquire rewards or avoid punishment 
•	Primarily involves effect dependence
•	Identification: conformity to a social norm prompted by perceptions that those who promote the norm and attractive or similar to oneself 
•	Information dependence
•	Internalization: conformity to a social norm prompted by true acceptance of the beliefs, values and attitudes that underlie that norm 

Organizational Socialization 
•	Socialization: the process by which people learn the attitudes, knowledge and behaviours that are necessary to function in a group or organization 
•	Primary means by which organizations communicate their culture and values to new members 
•	One of the goals of socialization is to provide newcomers with information and knowledge about their role to avoid problems of role conflict and role ambiguity 
•	Person-job fit: the match between an employees knowledge, skills and abilities and the requirements of the job
•	Person organization fit: the match between an employees personal values and the values of an organization 
•	Person-job and person-organization are strongly related to job attitudes and behaviours
•	Organizational identification: the extent to which individuals define themselves in terms of the organization and what it is perceived to represent 
•	Socialization is always present but more potent during certain time periods in an organization 


•	Stages of Socialization:
o	Anticipatory socialization: before a person becomes part of an organization, can include going to university 
o	Encounter: orientation programs and rotation through various parts of the organization
o	Role management: new members attention shifts to fine tuning and actively managing their role in the organization 


Unrealistic Expectations and the Psychological Contract
•	Unrealistic expectations
o	Usually peoples expectations are unrealistically high
o	When their expectations are not met they go through a reality shock
o	Can be caused by the organization trying to portray themselves as being more attractive than they actually are
•	Psychological Contract
o	Psychological contract: beliefs held by employees regarding the reciprocal obligations and promises between them and their organization 
o	Psychological contract breach: employee perceptions that their organization has failed to fulfill one or more of its promises or obligations in the psychological contract 
o	Breach causes a lot of issues in the organizations and negative effects
o	This further demonstrates the need for organizational socialization 

Methods of Organizational Socialization
•	Organizations depend on other organizations to socialize their members
•	Organizations that handle their own socialization are more interested in maintaining the continuity and stability or job behaviours over a period of time
•	Organizations differ in terms of who does the socializing, how its done and how much is done
•	Realistic job previews:
o	The provision of a balanced, realistic picture of the positive and negative aspects of a job to applicants
o	Research shows that these are effective in reducing inflated expectations and turnover and improving job performance
o	Low investment strategy to reduce turnover and prevent psychological contract breach
•	Employee orientation programs:
o	Programs designed to introduce new employees to their job, the people they will be working with and the organization
o	Begins the formation of the psychological contract
o	Realistic orientation program for entry stress: orientation programs designed to help newcomers cope with stress 
•	Socialization tactics:
o	The manner in which an organization structures the early work experience of newcomers and individuals who are in transition from one role to another
o	Institutionalized socialization is more structured than individualized socialization
o	Uniformity is less likely under individualized socialization
o	Institutionalized socialization relates to lower role ambiguity and conflict and more positive perceptions 
•	Mentoring:
o	An experienced or more senior person in the organization who gives a junior person guidance and special attention 
o	Career functions of mentoring:
•	Sponsorship
•	Exposure and visibility
•	Coaching and feedback
•	Development assignments
o	Psychological functions of mentoring:
•	Role modeling
•	Providing acceptance and confirmation
•	Counseling
o	Formal mentorship programs: organizationally sponsored programs 
o	The lack of role models and mentors is a major barrier for the career advancement of many women
o	Senior people are usually men
o	Cross gender mentor apprentice dyads are less likely to get involved in informal after work social activities
o	They are also less likely to see their mentor as a role model
o	Research shows mentoring is more important to women’s career success than men’s 
o	Exclusion from informal networks is a major career roadblock for women 
o	Development networks: groups of people who take an active interest in and actions toward advancing a protégés career by providing developmental assistance 
o	Proactive socialization: the process in which newcomers play an active role in their socialization through the use of a number of proactive behaviours 

Organizational Culture
•	Culture provides uniqueness and social identity to organizations
•	Organizational culture: the shared beliefs, values and assumptions that exist in an organization 
•	Represents a true way of life for organization members
•	Fairly stable over time
•	Can involve internal or external matters to an organization
•	Can have a strong impact of organizational performance and member satisfaction
•	Subcultures: smaller cultures that develop within a large organization
•	The strong culture concept
o	Strong culture: an organization with intense and pervasive beliefs, values and assumptions
o	Weak cultures have less of an impact on organizational members 
o	Organizations don’t need to be big to have a strong culture
o	Strong cultures do not necessarily result in blind conformity
o	Strong cultures are associated with greater success and effectiveness 
•	Assets of strong cultures
o	There is strong coordination between different areas of the organization 
o	Good conflict resolution
o	As long as the liabilities are avoided, strong cultures result in financial success when the culture supports the mission, strategy and goals of the organization 
•	Liabilities to strong cultures
o	Resistant to change damaging a firms ability to innovate
o	Culture clash during a merger or acquisition
o	Some cultures can be pathological  
•	Contributors to the culture
o	Usually cultures reflect the values of the founder, although they can emerge over time without the guidance of a key individual 
o	Top management strongly shapes the organizations culture
o	Socialization is one of the primary means by which an individual can learn the cultures beliefs, values and assumptions 
o	Richard Pascale:
•	Step 1: selecting employees
•	Step 2: debasement and hazing
•	Step 3: training in the trenches
•	Step 4: reward and promotions
•	Step 5: exposure to core culture
•	Step 6: organizational folklore
•	Step 7: role models 
•	He believes the consistency of these steps and their mutually reinforcing properties make for a strong culture
o	Diagnosing a culture
•	One way to grasp an organizations culture is to examine the symbols, rituals and stories that characterize the organizations way of life


Chapter 9: Leadership

What is leadership?
•	Leadership: the influence that particular individuals exert on the goal achievement of others in an organizational context
•	Effective leadership enhances productivity, innovation, satisfaction and commitment of the workforce
•	Strategic leadership: leadership that involves the ability to anticipate, envision, maintain flexibility, think strategically and work with others to initiate changes that will create a viable future for the organization 
•	Strategic leaders are open and honest and focus on the future
•	You can have formal and informal leaders

The Trait Theory of Leadership
•	Trait theory of leadership: leadership depends on the personal qualities or traits of the leader
•	Traits: personal characteristics such as physical attributes, intellectual ability and personality 
•	The relationship between traits and leadership effectiveness is stronger for affective and relational measures of effectiveness than for performance related measures
•	It is difficult to determine whether the traits make the leader or whether the opportunity for leadership produces the traits
•	The trait theory fails to take into account the situation in which leadership occurs
•	It also leads to bias and discrimination when it comes to evaluating a leaders effectiveness 
•	Traits alone are not sufficient enough for successful leadership 
•	Leader behaviours have a larger effect and behaviours can be learned and developed

The Behaviour of Leaders
•	Consideration and initiating structure
o	Consideration: the extent to which a leader is approachable and shows personal concern for employees 
•	Friendly, expresses appreciating and support
o	Initiating structure: the degree to which a leader concentrates on group goal attainment
•	A structuring leader does everything and is super organized
o	Consideration and initiating structure are not incompatible 
o	Consideration and initiating structure both contribute positively to employees motivation, job satisfaction and leader effectiveness 
o	Consideration → follower satisfaction, motivation and leader effectiveness
o	Initiating structure → leader job performance and group performance
•	Leader reward and punishment behaviours
o	Leader reward behaviour: the leaders use of compliments, tangible benefits and deserved special treatment
•	Employees understand what is expected of them and that positive outcomes will occur if they achieve these expectations 
o	Leader punishment behaviour: the use of reprimands or unfavorable task assignments and the active withholding of rewards 
o	Reward and punishment are related to employee attitudes and behaviours because they lead to more positive perceptions of justice and lower ambiguity 

Situational Theories of Leadership 
•	Situation refers to the setting in which influence attempts occur
•	The effectiveness of a leadership style is contingent on the setting
•	Fiedler’s contingency theory and cognitive resource theory:
o	Contingency theory: the association between leadership orientation and group effectiveness is contingent on how favourable the situation is for exerting influence 
•	I.e. some situations are more favourable than others and these situations require different orientations on the part of the leader 
o	Least preferred coworker: a coworker with whom a leader has had a difficult time accomplishing a task
•	If someone rates their LPC highly, they are relationship oriented 
o	Fiedler claims that LPC reveals a personality trait that reflects the leaders motivational structure 
•	High LPC leaders → motivated to maintain interpersonal relations 
•	Low LPC leaders → motivated to accomplish the task
o	Favourable situations – relationship between the leader and group members is good, task is highly structured, leader has been granted formal authority to tell others what to do
o	Least favourable situations – leader member relations are poor, task is unstructured, leader has weak position power 
o	Cognitive resource theory: a leadership theory that focuses on the conditions in which a leaders cognitive resources contribute to effective leadership 
•	Leadership intelligence is most important when the leader is directive, the group supports the leader and the situation is low stress
•	House’s Path-Goal Theory
o	Robert House’s theory concerned with the situations under which various leader behaviours are most effective 
o	The effective leader forms a connection between employee goals and organizational goals 
o	Leadership behaviour must be satisfying
o	Concerned with 4 specific kinds of leadership behaviour:
•	Directive behaviour
•	Supportive behaviour
•	Participative behaviour
•	Achievement-oriented behaviour
o	Concerns itself with employee characteristics and environmental factors

Leadership behaviour → Situational factors → Employee outcomes

o	The theory works better in predicting job satisfaction than job performance 


Participative Leadership
•	Participative leadership: involving employees in making work related decisions 
•	Can involve individual employees or the entire group of employees that reports to the leader
•	Potential advantages:
o	Motivation – can increase the motivation of employees
o	Quality – enhance quality because “two heads are better than one” and because it makes employees take direct action
o	Acceptance – increase employees acceptance of decisions
•	Potential problems:
o	Time and energy  - use of specific behaviours
o	Loss of power – leaders will lose their influence
o	Lack of receptivity or knowledge – employees may not be able to contribute effectively 
•	Vroom and Jago’s Situational Model of Participation 
o	Depends on a lot of things in the situation
o	A leaders goal should be to make high quality decisions to which employees will be adequately committed without undue delay 
o	A more participative approach can stimulate employee development 
o	Most workers prefer a participative environment 

Leader Member Exchange Theory 
•	LMX Theory: a theory of leadership that focuses on the quality of the relationship that develops between a leader and an employee
o	Social exchange relationship based approach to leadership
o	Each relationship with a leader and their employee will be unique 
o	Social exchange theory: individuals who are treated favorably by others feel obliged to reciprocate by responding positively and returning that favourable treatment in some manner 
•	Require a high degree of mutual influence and obligation as well as trust, loyalty, open communication and respect between a leader and an employee
•	Higher quality LMX relationships are associated with positive outcomes for leaders, employees, work units in an organizations 




Transactional Leadership and Transformational Leadership Theory
•	Transactional leadership: leadership that is based on a straightforward exchange relationship between the leader and the followers
o	Clarifies expectations and establishes a reward for meeting them
o	Contingent reward behaviour  
•	Management by exception: leadership that involves the leader taking corrective action on the basis of the results of leader-follower transactions
o	Brings employee behaviour in line with organizational goals  
•	Transformational leadership: leadership that provides followers with a new vision that instills true commitment 
o	The leaders changes the beliefs and attitudes of followers to correspond to this new vision and motivates them to achieve performance beyond expectations 
•	Intellectual stimulation
o	Contributes to the new vision aspect of transformational leadership 
o	People are stimulated to think about things in new ways
•	Individualized consideration
o	Treating employees as distinct individuals 
•	Inspirational motivation
o	The communication of visions that are appealing and inspiring to followers
•	Charisma 
o	The ability to command strong loyalty and devotion from followers and this have the potential for strong influence on them 
o	They hold high expectations for follower performance while at the same time expressing confidence in followers capabilities 
o	Charismatic leadership is directly related to firm performance
o	Most important aspect of transformational leadership 
•	Transformational leadership is strongly related to follower motivation and satisfaction, leader performance, leader effectiveness and individual, group and organizational performance
•	They develop high quality LMX relationships 

Global Leadership 
•	Global leadership: a set of leadership capabilities required to function effectively in different cultures and the ability to cross language, social economic and political borders 
•	Global leaders have the following four characteristics:
o	Unbridled inquisitiveness – relish the opportunity to see and experience new things
o	Personal character - emotional connection to people from different cultures and uncompromising integrity 
o	Duality – manage uncertainty, balance global and local tensions
o	Savvy – business and organizational savvy 


New and Emerging Theories of Leadership
•	Empowering leadership: involves implementing conditions that enable power to be shared with employees
•	Ethical leadership: the demonstration of normatively appropriate conduct through personal actions and interpersonal relationships, and the promotion of such conduct to followers through two way communication, reinforcement and decision making 
•	To develop an ethical culture in the workplace
o	Communicate a clear and consistent positive ethics message from the top
o	Create and embrace opportunities for everyone in the organization to communicate positive ethics, values and practices 
o	Ensure consequences for ethical and unethical conduct
•	Ethical leaders have been found to have a positive effect on employees job performance
•	Authentic leadership: a positive form of leadership that involves being true to oneself 
•	Authentic leadership involves four distinct but related behaviours:
o	Self awareness 
o	Relational transparency 
o	Balanced processing
o	Internalized moral perspective
•	Authentic leadership has a positive effect on a number of work related outcomes and work groups 
•	Servant leadership: a form of leadership that involves going beyond ones own self interests and having a genuine concern to serve others and a motivation to lead 
•	Servant leaders have a need to serve combined with a motivation to lead
•	 Six key characteristics:
o	Empowering and developing people
o	Humility
o	Authenticity 
o	Interpersonal acceptance
o	Providing direction
o	Stewardship 

Culture and Leadership 
•	Implicit leadership theory: a theory that states that individuals hold a set of beliefs about the kinds of attributes, personality characteristics, skills and behaviours that contribute to or impede outstanding leadership 
•	There are six global leadership dimensions that are contributors to or inhibitors of outstanding leadership
o	Charismatic/ value based
o	Team-oriented
o	Participative
o	Humane oriented
o	Autonomous
o	Self-protective
•	While cultures do differ on many aspects of leadership effectiveness, there are also similarities 

Gender and Leadership
•	There are some differences in leadership between men and women in organizational settings
•	Women leaders are more transformational than men leaders
•	Laissez-faire leadership: a style of leadership that involves the avoidance or absence of leadership 
•	Glass ceiling: an invisible barrier that prevents women from advancing to senor leadership positions in organizations
•	Barriers that women experience in leadership:
o	Vestiges of prejudice
o	Resistance to women’s leadership
o	Issues of leadership style 
o	Demands of family life
o	Underinvestment in social capital 


Chapter 10: Communication

What is Communication?
•	Communication: the process by which information is exchanged between a sender and a receiver
o	Interpersonal communication – exchange between people 
•	Sender: thinking, encoding, transmitting
•	Receiver: perceiving, decoding, understanding 
•	Effective communication: communication whereby the right people receive the right information in a timely manner 

Basics of Organizational Communication 
•	Chain of command: lines of authority and formal reporting relationships
•	Under this there are three necessary forms of communication:
o	Downward communication: information that flows from the top of the organization toward the bottom
•	Mostly things like instructions
o	Upward communication: information that flows from the bottom of the organization toward the top
•	Mostly things like suggestions
o	Horizontal communication: information that flows between departments or functional units, usually as a means of coordinating an effort
•	Communication flows up and then down through managers
o	The reality of organization communication shows that the formal chain of command is an incomplete and sometimes ineffective path of communication 
•	Deficiencies in the chain of command:
o	Informal communication – informal communication can help people accomplish their goals more effectively and the formal chain of command does not account for this
o	Filtering: the tendency for a message to be watered down or stopped during transmission 
•	There can be upward and downward filtering 
o	Slowness – even when the information is faithful, it can be very slow 
•	Slowest with horizontal communication
o	These things all together make it certain that organizations will develop channels of communication beyond the strict chain of command 

Voice, Silence and the Mum Effect 
•	Voice: the constructive expression of disagreement or concern about work unit or organizational practices
o	Refers to “speaking up”
o	Opposite is silence – or withholding information 
o	People who are conscientious and extraverted are more likely to speak up
o	Psychological safety: a shared belief that it is safe to take social risks
o	High voicers are less stressed than those who remain silent 
•	Mum effect: the tendency to avoid communicating unfavorable news to others 
o	This is a more general factor that contributes to silence 
o	Even more of an issue when the sender is responsible for the bad news
o	Employees who have a strong desire to impress their bosses to achieve a promotion have strong motives to withhold bad news
o	Managers also face the mum effect 

The Grapevine
•	Grapevine: an organizations informal communication network
o	Cuts across formal lines of communication that are recognized by management
o	Can be through any means of communication
o	Organizations often have several grapevine systems
o	Can be organization information or gossip
o	75% of non controversial information passed through the grapevine is correct
•	Extraverts are more likely to pass information and also people with low self esteem are more likely 
o	The nature of the information influences who might pass it on
o	The physical location of organizational members is related to their opportunity to both receive and transmit news via the vine 
•	Pros and cons of the grapevine
o	It can keep employees informed about important organizational matters 
o	Can also test employee reactions 
o	Can be a potent informal recruiting source
o	It can be an issue when it constantly spreads rumours 
o	Organizations should avoid the tendency to be mum about bad news 

The Verbal Language of work 
•	Jargon: specialized language used by job holders or members of particular occupations or organizations 
o	Good for communicating with peers but can be a barrier to others who have not mastered it 
o	It is also a communication barrier to those outside of the organization or profession 

The Non-Verbal Language of Work
•	Non verbal communication: the transmission of messages by some medium other than speech or writing 
o	Body language: non verbal communication by means of a senders motions and facial expressions 
o	Senders communicate interest in the receiver when they:
•	Are physically close
•	Touch the receiver
•	Maintain eye contact
•	Lean forward
•	Direct their torso towards
o	Relaxation is demonstrated by:
•	Casual placement of limbs
•	Reclining seating position
•	Lack of fidgeting 
o	Relaxation shows status
•	The greater the relaxation difference between two parties, the more they communicate a status differential to each other 
o	Body language has a big impact on the outcomes of employment interview decisions 
•	Props, artifacts and costumes are also sources of non-verbal communication
o	Office décor and arrangement
•	Offices communicate useful information 
•	Neatness – conscientiousness and distinctive of openness 
o	Clothing also communicates
•	Sends clear messages about their competence, seriousness and promotability 
•	Proper clothing can also enhance self esteem and self confidence 

Gender Differences in Communication
•	The differences influence the way that men and women are perceived and treated in the workplace
•	Girls – conversations as a way to develop relationships
•	Boys – conversations as a way to achieve status within groups 
•	One up one down:
o	Men use communication as a way to one-up themselves in a situation
o	Women one-down themselves because they try to be too nice 
•	Key differences in men and women:
o	Men care more about getting credit
o	Men are more confident and boast themselves
o	Men are less likely to ask questions
o	Women apologize more 
o	Men are more blunt with feedback
o	Men are more likely to critique
o	Men are more likely to oppose someone’s opinion
o	Men talk about their achievements more
o	Women are more indirect giving orders
•	It is very important to be able to use different communication styles

Cross Cultural Communication
•	Language differences: 
o	Common language can cause issues with cultural differences
o	Learning a second language should facilitate cross cultural communication 
•	Non verbal communication across cultures
o	Facial expressions – people are good at decoding simple emotions even across cultures 
o	Gestures – do not translate well across cultures 
o	Gaze – there are differences cross culturally to the extent to which it is normal to look someone in the eye 
o	Touch- some cultures touching is normal but others keep their distance
•	Etiquette and politeness
o	Expressed differently across cultures
o	Can often involve saying things you don’t mean
•	Social conventions across cultures
o	Number of different social conventions across cultures that can lead to communication problems 
o	Greetings vary across cultures and this can lead to misunderstandings
o	Proper degree of loudness is also a thing 
o	What people consider proper punctuality also differs
o	Nepotism is more frowned upon in individualistic societies 
•	Cultural context: the cultural information that surrounds a communication episode
o	High context cultures: communication is strongly influenced by the context in which the message is sent
•	Asia, Arab, African, Southern European
o	Low context cultures: messages can be interpreted more literally because more meaning resides in the message than in the context in which the communication occurs 
•	Swiss, German, Scandinavian, North American
o	In high context cultures:
•	People want to know about you in great detail
•	People don’t want you to get to the point quickly
•	Give careful consideration to the age and rank of the communicator 
o	In low context cultures:
•	People favour very detailed business contracts 

Computer Mediated Communication 
•	Information richness: the potential information carrying capacity of a communication medium 
o	Important dimensions of information richness:
•	The degree to which information is synchronous between senders and receivers
•	The extent to which both parties can receive non verbal and para-verbal cues (verbal and non verbal) 
•	Computer mediated communication: forms of communication that rely on computer technology to facilitate information exchange
o	Usually perform more poorly than face to face groups 
o	Lack of non verbal cues make it difficult to recognize subtle trends toward consensus 
o	Less routine communication requires richer communication media 



Personal Approaches to Improving Communication 
•	When you communicate well people generally respond to you in a positive way even if they are not totally happy with your message
•	Basic principles of effective communication:
o	Take the time 
o	Be accepting of the other person
o	Do not confuse the person with the problem
o	Say what you feel
•	Congruence: a condition in which a persons words, thoughts and feelings all contain the same message
o	Listen actively
•	Watch your body language
•	Paraphrase what the speaker means
•	Show empathy
•	Ask questions
•	Wait out pauses
o	Give timely and specific feedback
•	When this is cross cultural:
o	Assume difference until you know otherwise
o	Recognize differences within cultures
o	Watch your language (and theirs)

Organizational Approaches to Improving Communication
•	Provision of explanations
o	Two factors that are critical to the perceived fairness of controversial policies:
•	The adequacy of the explanation
•	Style with which it is delivered 
•	360 degree feedback: performance appraisal that uses the input of supervisors, employees, peers and clients or customers of the appraised individuals 
o	also known as multisource feedback 
o	Focuses on required behavioral competencies rather than bottom line performance
o	Used for employee development 
•	Employee surveys and survey feedback
o	Can be a useful means of upward communication
•	Suggestion systems and query systems
o	Represent a formal attempt to encourage useful ideas and prevent their filtering through a chain of command 
o	Query systems – provide a formal means of answering questions that employees may have about the organization
•	Telephone hotlines, intranets and webcasts
•	Management training
o	 A manager who communicates effectively downward can expect increased upward communication in return 


Chapter 11- Decision Making

What is Decision Making?
•	The process of developing a commitment to some course of action 
o	Making a choice among several alternatives 
o	A process that involves more than a simple final choice
o	Commitment of resources
•	A process of problem solving
o	Problem: a gap between an existing state and a desired state
•	Well Structured Problems:
o	Problem for which the existing state is clear, the desired state is clear and how to get from on state to the other is fairly obvious 
o	Program: a standardized way of solving a problem
•	Short circuit decision making because problem solvers go straight from problem identification to solution
o	Programs are only as good as the decision making process that led to the adoption of the program 
•	Ill Structured Problems:
o	The existing and desired states are unclear and the method of getting to the desired state is unknown
o	Unique, complex, involve a high degree of uncertainty 
o	Cant use programmed decision making – decision makers have to father information and be more self consciously analytical in their approach

The Complete Decision Maker – A Rational Decision Making Process
•	Perfect Versus Bounded Rationality
o	Perfect rationality: a decision strategy that is completely informed, perfectly logical and oriented toward economic gain 
o	Bounded rationality: a decision strategy that relies on limited information and that reflects time constraints and political considerations 
•	Decision makers try to act rationally but are bounded by their capacity to acquire and process information 
o	Framing: aspects of the presentation of information about a problems that are assumed by decision makers 
•	Assumptions about the boundaries, possible outcomes 
•	How problems and decision alternatives are framed has a powerful impact on resulting decisions
o	Cognitive bias: tendencies to acquire and process information in a particular way that is prone to error
•	Include assumptions and shortcuts and lead to serious errors in judgment 


•	Problem Identification and Framing
o	Bounded rationality leads to the following difficulties in problem identification:
•	Perceptual defense – pretend not to see the problems that exist
•	Problem defined in terms of functional specialty – people might want to relate the problem to what they know and understand
•	Problem defined in terms of solution – jumping to conclusions
•	Problem diagnosed in terms of symptoms  - you need to understand the cause not the symptoms 
o	Different decision frames lead to very different decisions
o	Rational decision makers should try to be very self conscious about how they have framed problems
•	Information Search
o	Once a problem is identified, a search for information begins
o	Information may clarify the nature or extent of the problem and begin to suggest alternative solutions 
o	Bounded rationality may cause the information search to be slow and costly
•	Too Little Information
o	Cant always get all the information
•	People are mentally lazy to use all the info available 
•	Tend to rely on recent events
o	Confirmation bias: the tendency to seek out information that conforms to ones own definition or solution to a problem 
•	Leads to decision based evidence making rather than evidence based decision making
•	Too Much Information
o	Information overload: more information than is necessary to make decisions 
o	Leads to errors, delays and cutting corners
o	More isn’t always better but decision makers tend to think this 
o	Managers tend to:
•	Gather info with little decision relevance
•	Collect info after making a decision to justify the decision
•	Request info that they do not use
•	Request more information regardless of what is already available 
•	Complain about not having enough info when they ignore available information
o	People also value advice they pay for over free advice 
•	Alternative Development, Evaluation and Choice
o	Once decision makers have info they can now list alternative solutions to the problem, examine the solutions and choose the best one 
o	Decision maker can exhibit maximization: choose the alternative with the greatest expected value 
o	People are especially weak intuitive statisticians 
•	People avoid including known existing data
•	Large samples give better info than small samples
•	Overestimate the odds of complex chains 
•	Anchoring effect: the inadequate adjustment of subsequent estimates from an initial estimate that serves as an anchor 
o	A decision maker working under bounded rationality frequently satisfices rather than maximizes
•	Satisfices: the decision maker establishes an adequate level of acceptability for a solution and then screen solutions until he or she finds one that exceeds this level 
•	Risky Business
o	Choosing between decisions involves an element of risk
o	When people view a problem as a choice between losses they tend to make risky decisions
o	When people have a choice between gains they make conservative decisions  
•	Solution Implementation 
o	When a decision is made the solution must be implemented 
o	Sometimes in organizations people depend on others to implement their decisions
•	Solution evaluation 
o	There can be problems in this stage of the process
•	Justification – best seen in the irrational treatment of sunk costs
•	Escalation of commitment: the tendency to invest additional resources in an apparently failing course of action 
•	Hindsight: reviewing the decision making process afterwards 
•	Hindsight causes people to take responsibility for good decisions and deny responsibility for bad outcomes 
•	How emotion and mood effect decision making
o	People often become attached to a failing course of action because they don’t want to be wrong 
o	Having emotions actually helps decision making
o	People can also however be blinded by emotion 
o	Mood effects what and how people think when making decisions 
•	People in positive moods remember positive information
•	Positive mood  = more creative decision making
o	Mood is contagious 


Group Decision Making
•	Many organizational decisions are made by groups rather than by individuals 
•	Why use groups?
o	Decision quality
•	Groups are more vigilant
•	Groups generate more ideas
•	Groups can evaluate ideas better
o	Decision acceptance and commitment
•	People wish to be involved in decisions that will effect them
•	People will better understand a decision in which they participated 
•	People will be more committed to a decision in which they invested personal time and energy 
o	Diffusion of responsibility
•	The ability of group members to share the burden of the negative consequences of a poor decision
•	Do groups actually make higher quality decisions?
o	Groups perform better than individuals when:
•	The group members differ in relevant skills and abilities
•	Some division of labour can occur
•	Memory for facts is an important issue
•	Individual judgments can be combined by weighting them to reflect the expertise of the various members
o	Extensive discussion of the problem is one way that accurate but minority viewpoints can positively influence decisions 
•	Disadvantages of group decision-making?
o	Time – groups work slower than individuals 
o	Conflict 
o	Domination – its bad if meetings are dominated by a single person
o	Groupthink: the capacity for group pressure to damage the mental efficiency, reality testing and moral judgment of decision-making groups 
•	How do groups handle risk?
o	Groups may make more riskier decisions than individuals because of security in numbers 
o	Groups can also sometimes be more cautious 
o	Risky shift: the tendency for groups to make riskier decisions than the average risk initially advocated by their individual members 
o	Conservative shifts: tendency to make less risky decisions 
o	Group discussion usually just exaggerates the initial position of the group members



Improving Decision Making in Organizations
•	Training discussion leaders	
o	Actions of the leader can make or break the discussion
•	Stimulating and managing controversy
o	 This can be fixed by incorporating diverse members
o	Controversy stimulation can be done by playing devils advocate 
•	Traditional and electronic brainstorming 
o	Focuses on the generation of ideas rather than the evaluation of ideas 
•	Nominal group technique
o	A structured group decision making technique in which ideas are generated without group interaction and then systematically evaluated by the group 
•	The Delphi Technique
o	A method of pooling a large number of expert judgments by using a series of increasingly refined questionnaires 
•	


Chapter 12 – Power, Politics and Ethics

What Is Power?
•	Power: the capacity to influence others who are in a state of dependence 
o	Capacity aka the ability to do it
o	Does not imply a poor relationship between the power holder and other person
o	Power can flow in any direction in an organization 
o	Power applies to both individuals and groups

The Bases of Individual Power
•	Power can be found in the position you occupy in an organization or the resources that you are able to command
•	Legitimate power: power derived from a persons position or job in an organization
o	As you move up in an organization you find that members possess more and more legitimate power
o	Legitimate power works because people have been socialized to accept its influence 
o	Produces compliance with the boss’s wishes
•	Reward power: power derived from the ability to provide positive outcomes and prevent negative outcomes
o	Often backs up legitimate power 
o	People with legitimate power often have the ability to give out rewards however anyone can have reward power by giving out compliments
o	Produces compliance with the boss’s wishes
•	Coercive power: power derived from the use of punishment and threat
o	A support for legitimate power
o	Lower level organizational members can also have coercive power
o	When managers use coercive power it is generally ineffective and can provoke considerable employee resistance
o	Produces resistance and lack of cooperation
•	Referent power: power derived from being well liked by others
o	Potent because it stems from identification with the power holder and anyone in the organization can have it 
o	Produces true commitment and enthusiasm for the managers agenda
•	Expert power: power derived from having special information or expertise that is valued by an organization
o	The more crucial and unusual the expertise, the greater is the expert power available
o	Produces true commitment and enthusiasm for the managers agenda 


How Do People Obtain Power?
•	Do the right things
o	Extraordinary activities – excel in unusual or non routine activities
o	Visible activities – have to identify and publicizes visible activities
o	Relevant activities – people have to care about what you are doing
•	Cultivating the right people
o	Outsiders – establish good relationships with key people outside of ones organization
o	Subordinates – shows that the manager is backed by a cohesive team
o	Peers – ensuring that nothing gets in the way of ones future power
o	Superiors – mentors can provide special information and useful introductions to other right people

Empowerment – Putting Power Where It Is Needed
•	Empowerment: giving people the authority, opportunity and motivation to take initiative and solve organizational problems
•	Having opportunity means freedom of bureaucratic barriers 
o	Includes any relevant training and information about the impact of ones actions on other parts of the organization 
•	Motivation suggests hiring people who will be intrinsically motivated by power and opportunity and aligning extrinsic rewards with successful performance 
•	People who are empowered have a strong sense of self efficacy 
o	Means they believe they are capable of doing their job well and making things happen 
•	Empowerment fosters job satisfaction, organizational commitment, organizational citizenship behaviour and high performance 
•	Puts power where its needed and makes the organization effective 
•	Excessive power can lead to abuse and ineffective performance

Influence Tactics – Putting Power To Work
•	Influence tactics: tactics that are used to convert power into actual influence over others 
o	Assertiveness – ordering, nagging, setting deadlines
o	Ingratiation – using flattery and friendliness 
o	Rationality – logic, reason, planning and compromise 
o	Exchange – doing favours or offering to trade favours 
o	Upward appeal – making formal or informal appeals to organizational superiors 
o	Coalition formation – united support from organizational members
•	The bases of power that you have can determine what influence tactics you use
o	Referent → integration
o	Expert → rationality
•	Rationality is highly prized in organizations and most people try to use this 
•	Use of tactics is also dependent on whom you are trying to influence


Who Wants Power?
•	Not everyone who has power wants it
•	Power is often seen negatively
•	Some power seekers feel weak and resort primarily to coercive power to substitute for the weakness they feel
•	The need for power is the need to have strong influence over others
•	The most effective managers:
o	Have a high need for power
o	Use their power to achieve organizational goals
o	Adopt a participative or coaching leadership style
o	Are relatively unconcerned with how much others like them
•	These managers are referred to as institutional managers
•	Institutional managers are more effective than personal power managers and affiliative managers 
•	The need for power is a useful asset as long as it is not a neurotic expression of perceived weakness 

Controlling Strategic Contingencies – How Subunits Obtain Power
•	Subunit power: the degree of power held by various organizational subunits
•	Subunits control strategic contingencies
o	Strategic contingencies: critical factors affecting organizational effectiveness that are controlled by a key subunit 
o	The work that others perform are critical on a subunit
•	There are certain conditions under which subunits can control strategic contingencies 
o	Scarcity – subunits gain power when they secure scarce resources
o	Uncertainty – subunits that are most capable of coping with uncertainty will gain power
o	Centrality  - subunits whose work is more central to the organization will have more power
o	Substitutability – if a subunits staff cannot be substituted it will acquire power







Organizational Politics – Using and Abusing Power  
•	Organizational politics: the pursuit of self interest in an organization, whether or not this self interest corresponds to organizational goals 
o	Using means of influence that the organization does not sanction to pursue end goals that it does not sanction 
•	Political activity is self conscious and intentional 
•	Politics can be an individual or subunit activity
•	Sometimes it can have beneficial outcomes for the organization 
•	There are sanctioned means and sanctioned ends and these can be combined in any way 
o	Most political maneuvering occurs at middle and upper management levels rather than lower levels
o	Some subunits are more prone to politicking than others
o	Some issues are more likely than others to stimulate political activity
o	Scare resources, uncertainty, and important issues provoke political behaviour 
•	The Facet Of Political Skill
o	Political skill: the ability to understand others at work and to use that knowledge to influence others to act in ways that enhance ones personal or organizational objectives 
o	2 main points of this definition → comprehending others and translating this comprehension into influences
o	There are four facets of political skill:
•	Social astuteness → ability to read people 
•	Interpersonal influence → having a persuasive interpersonal style
•	Apparent sincerity → being genuine and having high integrity
•	Networking ability → establishing good relations with key organizational members and outsider to accomplish ones goals 
o	People with political skill are often less stressed out and better with coping
o	Upper level managers often establish large political networks both inside and outside the organization 
o	Lower level managers have a more restricted network
o	There are several aspects to networking:
•	Maintain contacts
•	Socializing
•	Engaging in professional activities
•	Participating in community activities
•	Increasing internal visibility 
o	Engaging in professional activities and increasing internal visibility are most strongly associated with career success 
o	Being central in a large network provides power because you have access to considerable resources such as knowledge 
•	Machiavellianism- The Harder Side of Politics
o	Machiavellianism: a set of cynical beliefs about human nature, morality and the permissibility of using various tactics to achieve ones ends 
•	This is a stable personality trait 
o	High Machs are more likely to use lying and deceit to achieve organizational goals 
o	High Machs are likely to be enthusiastic organizational politicians 
o	They are able to accurately identify situations in which their favored tactics will work 
•	They can deal face to face with those they are trying to influence 
•	Their interaction occurs under fairly emotional circumstances
•	The situation is fairly unstructured with few guidelines for appropriate forms of interaction 
•	Defensiveness – Reactive Politics
o	Another form of political behaviour involves the defense or protection of self interest 
o	The goal here is to reduce threats to ones own power by avoiding actions that do not suit ones own political agenda or avoiding blame for events that might threaten ones political capital
o	There are a number of defensive behaviours that involve “the best action is to take no action at all”:
•	Stalling – moving slowly when someone asks for your cooperation
•	Over conforming – sticking to the strict letter of your job description 
•	Buck passing – having someone else take action so your can avoid doing it yourself 
o	Other set of defensive behaviour is oriented around the motto “ if you cant avoid action, avoid blame for its consequences”
•	Buffing – having information showing that an appropriate course of action was followed
•	Scapegoating – blaming others

 
Ethics in Organizations 
•	Ethics: systematic thinking about the moral consequences of decisions 
o	Can be framed in terms of the potential for harm to any stakeholders in the situation 
o	Stakeholders: people inside or outside of an organization who have the potential to be affected by organizational decisions
•	A substantial portion of managers report that they have been pressured to compromise their own ethical standards when making decisions 
•	Managers often see themselves as having higher ethical standards than their peers
•	Undergraduates have been found to be more ethical than MBA students 
•	The Nature Of Ethical Dilemmas
o	Ethical issues are often occupationally specific 
o	There are however common themes that all managers may face:
•	Honest communication 
•	Fair treatment
•	Special consideration
•	Fair competition
•	Responsibility to organizations
•	Corporate social responsibility
•	Respect for law 
•	Causes of Unethical Behaviour
o	Gain  - the anticipation of healthy reinforcement for following an unethical course of action, especially if no punishment is expected, should promote unethical decisions 
o	Role Conflict – many ethical dilemmas are actually forms of role conflict that get resolved in an unethical way 
o	Strong organizational identification – engaging in unethical activities to ‘help’ the organization
o	Competition – stiff competition for scarce resources can stimulate unethical behaviour 
o	Personality – those who are cynical are less tuned into ethical matters, people with strong economic values are more likely to behave unethically, 
o	Organizational and industry culture – differences across organizations, upper level managers generally tend to be naïve about the extent of ethical lapses in those below them
•	Whistle Blowing 
o	Whistle blowing: disclosure of illegitimate practices by a current or former organizational member to some person or organization that may be able to take action to correct these practices
•	Whistle can be blown inside or outside of the offending organization 
o	People with power rarely blow the whistle 
•	Sexual Harassment – When Power and Ethics Collide 
o	Unwelcome sexual advances, requests for sexual favours, and other verbal or physical conduct of a sexual nature constitute sexual harassment
o	Sexual harassment is a form of unethical behaviour that stems in part from the abuse of power and the perpetuation of a gender power imbalance
o	Most frequent perpetrators are coworkers 
o	Clients and customers can also engage in harassment 
o	Three main reasons organizations fail to respond to allegations of sexual harassment:
•	Inadequate organizational policies and procedures for managing harassment complaints
•	Defensive managerial reactions
•	Organizational features that contribute to inertial tendencies 
o	How organizations can deal with allegations of sexual harassment and increase their responsiveness:
•	Examine the characteristics of deaf ear organizations 
•	Foster management support and education
•	Stay vigilant 
•	Take immediate action
•	Create a state of the art policy
•	Establish clear reporting procedures 
•	Employing Ethical Guidelines:
o	Identify the stakeholders that will be affected by any decision
o	Identify the costs and benefits of various decision alternatives to these stakeholders
o	Consider the relevant moral expectations that surround a particular decision
o	Be familiar with the common ethical dilemmas that decision makers face in your specific organizational role or profession
o	Discuss ethical matters with decision stakeholders and others
o	Convert your ethical judgments into appropriate action 
•	What this advice does is enable you to recognize ethical issues, make ethical judgments, and then convert these judgments into behaviours 


Chapter 13: Conflict and Stress

What Is Conflict
•	Interpersonal conflict: the process that occurs when one person, group or organizational subunit frustrates the goal attainment of another 
o	Conflict often involves antagonistic attitudes and behaviours such as name calling, sabotage or even physical aggression 

Causes of Organizational Conflict
•	Group identification and intergroup bias
o	Even without interaction, people have a tendency to develop a more positive view of their own in group and a less positive view of the out group of which they are not a member
o	People can identify with groups based on personal characteristics, job function, or job level 
o	Can also be from differences in power, opportunity, clients serviced
o	The increased emphasis on teams in organizations generally place a high premium on getting employees to identify strongly with their team 
o	The prevalence of intergroup bias suggest that organizations will have to pay special attention to managing relationships between these teams 
•	Interdependence 
o	When individuals or subunits are mutually dependent on each other to accomplish their own goals, the potential for conflict exists 
o	Interdependence can stage conflict for two reasons:
•	It necessitates interaction between the parties so that they can coordinate their interest
•	Interdependence implies that each part has some power over the other 
o	Interdependence does not always lead to conflict, often it provides a good basis for collaboration through mutual assistance 
•	Differences in Power, Status and Culture
o	Power – if dependence is not mutual but one way, the potential for conflict increases
o	Status – status differences provide little impetus for conflict when people of lower status are dependent on those of higher status 
o	Culture- when two or more very different cultures develop in an organization, the clash in beliefs and values can result in overt conflict 
o	Ambiguity – ambiguous goals, jurisdictions or performance criteria can lead to conflict
•	Frequent cause of conflict between managers and employees 
o	Scarce resources – differences in power are magnified when resources are scarce, can turn little conflicts into big ones 

Types of Conflict
•	Relationship conflict: interpersonal tensions among individuals that have to do with their relationship per se, not the task at hand 
o	Personality clashes are an example of relationship conflict
•	Task conflict: disagreements about the nature of the work to be done 
o	Differences of opinion about foals or technical matters
•	Process conflict: disagreements about how work should be organized and accomplished
o	Disagreements about responsibility, authority, resource allocation and who should do what 
•	Relationship and process conflict tend to be detrimental to member satisfaction and team performance 
•	Occasionally, some degree of task conflict is actually beneficial for the team performance 

Conflict Dynamics 
•	Number of events occur when one of these conflicts arise 
•	When conflict begins we often see the following events transpire:
o	Winning the conflict becomes more important than developing a good solution for the problem at hand
o	The parties begin to conceal information from each other or to pass on distorted information
o	Each side becomes more cohesive 
o	Contact the opposite party is discouraged
o	The image of ones own position is boosted
o	More aggressive people who are skilled at engaging in conflict by emerge as the leaders 
•	Conflict process itself becomes an additional problem 

Modes Of Managing Conflict
•	Approaches to managing conflict are a function of both how assertive you are in trying to satisfy your own or your groups concerns and how cooperative you are in trying to satisfy those of the other party of group 
•	Styles of dealing with conflict:
o	Avoiding: a conflict management style characterized by low assertive of ones own interest and low cooperation with the other party
•	Its effectiveness is often limited
o	Accommodating: cooperating with the other party while not asserting ones own interest
o	Competing: maximizes assertiveness and minimizes cooperation
•	This works when you have lots of power 
o	Compromising: combines intermediate levels of assertiveness and cooperation
•	A sensible reaction to conflict stemming from scarce resources
o	Collaborating: a conflict management style that maximizes both assertiveness and cooperation 
•	Works when the conflict is not intense and each party has information that is useful to the other 
•	Helps manage conflict inside organizations 

Managing Conflict With Negotiation 
•	Negotiation: a decision making process among interdependent parties who do not share identical preferences 
•	It is an attempt to prevent conflict or resolve existing conflict
•	Disruptive negotiation: win lose negotiation in which a fixed amount of assets is divided between parties 
•	Integrative negotiation: win-win negotiation that assumes that mutual problem solving can enlarge the assets to be divided between parties 
•	Disruptive negotiation tactics:
o	Single issue negotiation, like wanting to negotiate price
o	There are many ways in which people try to reach settlements:
•	Threats and promises – implying that you will punish the other, pledges that lead to rewards 
•	Firmness versus concession – sticking to your target position, especially good in face to face negotiations
•	Persuasion – you have to show both the technical merits of your position as well as the fairness of the target position 
•	Integrative Negotiation Tactics:
o	Integrative negotiation strives for collaborative problem solving that advances the interest of both parties 
•	Copious information exchange - free flow of information is critical to finding an integrative settlement 
•	Framing differences as opportunities 
•	Cutting costs – especially attractive when they reduce costs for all parties
•	Increasing resources 
•	Introducing superordinate goals: attractive outcomes that can be achieved only by collaboration 
•	Third Party Involvement
o	This happens when parties reach an impasse 
•	Mediation – neutral third party helps to facilitate a negotiated agreement 
•	They aid the process or atmosphere
•	They may intervene in the content of the negotiation 
•	Arbitration – when a third party is given the opportunity to dictate the terms of settlement of a conflict 
•	In conventional arbitration, the arbitrator can choose any outcome
•	In final offer arbitration, each party makes a final offer and the arbitrator chooses one of them

Is All Conflict Bad?
•	The argument that conflict can be functional rests mainly on the idea that it promotes necessary organizational change 
•	Conflict → change → adaptation → survival 
•	For organizations to survive they must adapt to their environments
•	Brings up new ideas that would not be offered without conflict 
•	Conflict might promote change because ach party begins to monitor the others performance more carefully 
•	May promote useful change because a redistribution of power is necessary
•	Conflict stimulation: a strategy of increasing conflict to motivate change 
•	Causes of conflict can be manipulated by managers to achieve change 

A Model Of Stress in Organizations 
•	Stressors
o	Environmental events or conditions that have the potential to induce stress 
o	Individual personalities often determine the extent to which a potential stressor becomes a real stressor and actually induces stress 
•	Stress
o	A psychological reaction to the demands inherent in a stressor that has the potential to make a person feel tense or anxious 
o	Stress becomes a problem when it leads to especially high levels of anxiety and tension 
•	Stress reactions
o	The behavioral, psychological and physiological consequences of stress 
o	Passive responses over which the individual has little control 
o	Often reactions that are useful for the individual in dealing with a stress episode may be very costly to the organization
•	Personality and Stress
o	Locus of control: a set of beliefs about whether ones behaviour is controlled mainly by internal or external forces 
•	Internals believe they control their own behaviour
•	Externals believe their behaviour is controlled by others 
•	Internals are more likely to do something about it when they’re stressed
o	Type A Behaviour Pattern: a personality pattern that includes aggressiveness, ambitiousness, competitiveness, hostility, impatience and a sense of time urgency 
•	Aggressive and ambitious people
•	Report heavier workloads, longer work hours and more conflict demanding work 
o	Negative Affectivity: propensity to view the world, including oneself and other people, in a negative light 
•	People are pessimistic and downbeat
•	Tend to report more stressors in the work environment and to feel more subjective stress 
•	Several factors may be responsible for people being like this:
•	A predisposition to perceive stressors in the workplace
•	Hypersensitivity to existing stressors
•	A tendency to gravitate to stressful jobs
•	A tendency to provoke stress through their negativity
•	The use of passive, indirect coping styles to avoid the real sources of stress 

Stressors in Organizational Life 
•	Executive and Managerial Stressors
o	Role overload: the requirement for too many tasks to be performed in too short a time period
•	May provoke stress and prevent a manager from enjoying the pleasures in life that reduce stress
o	Heavy responsibility
•	When the work load is not only heavy but has extremely important consequences for the organization and its members 
•	Operative Level Stressors
o	Operatives are people who occupy non professional and non managerial positions in organizations 
o	Poor Physical Working Conditions
•	Highly unpleasant or even dangerous working conditions 
o	Poor job design
•	Monotony and boredom can prove extremely frustrating to people who feel capable of handling more complex tasks 
•	Boundary Role Stressors, Burnout and Emotional Labour 
o	Boundary roles: positions in which organizational members are required to interact with members of other organizations or with the public
•	People are especially likely to experience stress as they straddle the imaginary boundary between the organization and its environment 
•	Burnout: a syndrome of emotional exhaustion, cynicism, and reduced self efficacy 
•	Begins with emotional exhaustion 
•	Most common among people with jobs that have especially high ideals 
•	Can cause people to pursue a new occupation 
•	Much boundary role stress stems from the frequent need for such employees to engage in emotional labour 
•	Regulating oneself to suppress negative emotions or to exaggerate positive ones 
•	The Job Demands – Resources Model and Work Engagement
o	Work engagement: a positive work related state of mind that is characterized by vigor, dedication and absorption 
•	High levels of energy and mental resilience at work 
•	Engagement is meant to be the opposite of burnout 
o	Job demands resources model: a model that specifies how job demands cause burnout and job resources cause engagement 
•	High job resources foster work engagement while high job demands exhaust employees physically and mentally and lead to burnout 
•	Some General Stressors
o	Interpersonal conflict – especially a stressor for those with strong avoidance tendencies 
•	Mainly causes stress when it leads to real or perceived attacks on out self esteem or integrity 
•	Bullying is also a stress inducing form of conflict 
•	Mobbing can also occur when a group of coworkers gang up on an employee
•	Victims feel powerless to deal with the perpetrator 
o	Work-Family Conflict
•	When work duties interfere with family life or family life interferes with work duties 
•	Occupations that involve a high degree of teamwork or responsibility for others tend to provoke the most work family conflict 
o	Job Insecurity and Change 
•	When secure employment is threatened people get stressed out 
•	The fear of job less has become a way of life for employees and all organizational levels 
o	Role Ambiguity
•	A lack of direction in ones role can be stressful
o	Sexual Harassment
•	Major workplace stressor
•	Has serious effects on the psychological and physical well being of harassment victims 







Reactions to Organizational Stress 
•	Behavioral Reactions to Stress:
o	Overt reactions an individual uses in an attempt to cope with the stress
•	Problem Solving 
•	This can include delegation, time management, talking it out, asking for help and searching for alternatives 
•	Seeking Social Support
•	Having close ties with other people 
•	People with strong social networks exhibit strong psychological and physical well being 
•	Performance Changes
•	Some stressors can directly damage goal attainment 
•	Some stressors can damage performance, but sometimes they can stimulate it via added motivation 
•	Withdrawal
•	Usually takes the form of absence or turnover 
•	Absenteeism fails to attack the stressor directly 
•	It’s a short term reduction of anxiety 
•	Use of Addictive Substances
•	Smoking, drinking and drugs represent the least satisfactory behavioral response to stress for both the individual and the organization
•	Psychological Reactions to Stress:
o	Primarily invoke emotions and though process rather than overt behaviour
o	Defense Mechanism: psychological attempts to reduce the anxiety associated with stress
•	Rationalization – attributing socially acceptable reasons or motives to ones actions so that they will appear reasonable and sensible 
•	Projection – attributing ones own undesirable behaviours to others so they seem less negative
•	Displacement – directing feelings of anger to a safe target rather than expressing them where they may be punished
•	Reaction formation – expressing oneself in a manner that is directly opposite to the way one truly feels 
•	Compensation – applying ones skills in a particular area to make up for failure in another area
o	If defense mechanisms are used occasionally to temporarily reduce stress, then they appear to be a useful reaction 
o	Its bad when it becomes a chronic reaction to stress
o	Stress can even increase if one realizes that the defense mechanism used has been essentially ineffective
•	Physiological Reactions to Stress
o	Stress has been associated with the onset of diseases such as respiratory and bacterial infections due to its ill effects on the immune system
o	This is caused by the accumulation of stress into burnout which causes cardiovascular problems

Organizational Strategies For Managing Stress
•	Job Redesign
o	Organizations can redesign jobs to reduce their stressful characteristics 
o	There is evidence that providing more autonomy in how service is delivered can alleviate stress and burnout 
•	Family Friendly Human Resource Policies
o	Include some combination of formalized social support, material support and increased flexibility to adapt to employee needs 
•	Stress Management Programs
o	These programs help physically and mentally healthy employees prevent problems due to stress
o	Others are aimed at individuals who are already experiencing stress 
•	Work Life Balance, Fitness and Wellness Programs
o	These can be a strategic retention tool in organizations 
o	Fitness training is associated with a better mood, a better self concept, reduced absenteeism, enhanced job satisfaction and repots of better performance 




Chapter 14: Organizational Structure

What Is Organizational Structure?
•	Broadly refers to how an organizations individuals group and are put together or organized to accomplish work 
•	Structure effects how effectively and efficiently group effort is coordinated
•	To achieve its goals organizations must:
o	Divide labour among its members and then
o	Coordinate what has been divided 
•	Organizational structure: the manner in which an organization divides its labour into specific tasks and achieves coordination among these tasks 

The Division and Coordination of Labour 
•	Vertical Dimension of Labour
o	Primarily concerned with apportioning authority for planning and decision making → who gets to tell whom what to do
•	President, managers, supervisors 
o	Separate departments within an organization will often vary in the extent to which they vertically divide labour 
o	Autonomy and Control → the domain of decision making and authority is reduced as the number of levels in the hierarchy increases 
o	Communication → as labour is divided vertically, timely communication and coordination can become harder to achieve 
•	Filtering is more likely to occur
•	Horizontal Division of Labour 
o	The basic tasks that must be performed into jobs and then into departments so that the organization can achieve its goals
o	As organizations grow horizontal division is more likely 
o	Suggests some specialization on the part of the workforce up to the point that this specialization can promote efficiency 
o	Job Design → when works is divided into separate departments there is greater horizontal division of labour 
•	Horizontal labour strongly effects job design 
•	Has profound implications for the degree of coordination necessary 
•	Has implications for vertical division and where control over work processes should logically reside 
o	Differentiation → the tendency for managers in separate units, functions, or departments to differ in terms of goals, time spans and interpersonal styles 
•	Under higher differentiation, organizational units operate more autonomously 
•	Differentiation is a necessary and natural consequence of horizontal division
•	Departmentation
o	The assignment of jobs to departments
o	Functional Departmentation: employees with closely related skills and responsibilities are assigned to the same department 
•	Employees are grouped based on the kind of resources they contribute to achieving the overall goals of the organization
•	Advantages:
•	Greater efficiency 
•	Communication within departments should be enhanced
•	Career ladders and training opportunities within the function are enhanced
•	The performance of functional specialists should be easier to measure and evaluate 
•	Disadvantages:
•	A high degree of differentiation can occur between functional departments 
•	When the scale gets bigger and the output of the organization gets more complex, most firms gravitate towards product Departmentation or its variation
o	Product Departmentation: departments are formed on the basis of a particular product, product line or service
•	Each department can function fairly autonomously 
•	Better coordination among the functional specialists who work on a particular product line 
•	Product structures have more potential than functional structures for responding to customers in a timely way 
•	It can however, threaten economies of scale and lead to inefficiency 
o	Matrix Departmentation: employees remain members of a functional department while also reporting to a product or project manager
•	Can be based on products, geographical regions or projects 
•	Can also be based on short term projects
•	Provides a degree of balance between the abstract demands of the product or project and the people who actually do the work, resulting in a better outcome
•	It is also very flexible
•	Problems that can occur:
•	There is no guarantee that product or project managers will see eye to eye with various functional managers
•	Also employees assigned to a product or project team in essence report to two managers which can result in role conflict and stress 

o	Geographic Departmentation: relatively self- constrained units deliver an organizations products or services in a specific geographic territory 
•	Shortens communication channels allows the organization to cater to regional taste and gives some appearance of local control to clients and customers
o	Customer Departmentation: relative self contained units deliver an organizations products or services to specific customer groups 
•	Goal is to provide better customer service to each production group
o	Hybrid Departmentation: a structure based on some mixture of functional, product, geographic or customer Departmentation 
•	Attempts to capitalize on the strengths of various structures, while avoiding the weaknesses of others 
•	Basic Methods of Coordinating Divided Labour
o	Coordination: the process of facilitating timing, communication and feedback among work tasks 
o	Direct Supervision:
•	Designated supervisors and managers coordinate the work of their subordinates 
o	Standardization of Work Processes
•	Technology provides a means of coordination 
•	Works do not have to interact and require minimal supervision
o	Standardization of Outputs
•	Concern shifts from how work is done to ensuring that the work meets certain physical or economic standards 
•	Ensures that each division pulls their weight
o	Standardization of Skills
•	Large teams can coordinate their work with minimal communication because they know what to expect from each other 
o	Mutual Adjustment
•	Informal communication to coordinate tasks
•	Occurs when standardization is impossible
o	Just as division of labour affects the design of jobs, so does the method of coordination employed
o	Differences in coordination stem from the way labour has been divided
o	Methods of coordination may change as task demands change
•	Other Methods of Coordination
o	Sometimes coordination is more customized for an organization
o	Integration: the process of attaining coordination across differentiated departments
o	Specifies who is accountable for what enables on department to predict the activities of another and creates a shared understanding of overarching goals
o	Liaison roles: a person who is assigned to help achieve coordination between his or her department and another department 
o	Tasks forces: temporary groups set up to solve coordination problems across several departments
•	When adequate integration is achieved, the task force is disbanded
o	Integrators: organizational members permanently assigned to facilitate coordination between departments 
•	Useful for dealing with conflict between departments that are:
•	Highly interdependent 
•	Have very diverse goals and orientations
•	Operate in a very ambiguous environment 


Traditional Structural Characteristics 
•	Every organization is different in how it divides and coordinates labour
•	Span of Control: the number of subordinates supervised by a manager
o	The larger the span the less potential there is for coordination by direct supervision
o	As the span increases, the attention that a supervisor can devote to each subordinate decreases 
o	Spans at upper levels tend to be smaller
o	The complexity of tasks may also dictate smaller spans
•	Flat versus Tall
o	Flat organization: an organization with relatively few levels in its hierarchy of authority 
o	Tall Organization: an organization with relatively many levels in its hierarchy of authority 
o	This is an index of the vertical division of labour 
o	Flatter structures enhance vertical communication and coordination
•	Formalization: the extent to which work roles are highly defined by an organization
o	A very formalized organization tolerates little variability in the way members perform their tasks
o	Very complex tasks dictate high formalization 
•	Centralization: the extent to which decision making power is localized in a particular part of an organization
o	Limitations of individual brainpower often prompts decentralization
o	Some organization pursue a more participative climate through decentralization 
o	The proper degree of centralization should put decision making power where the best knowledge is located
•	Complexity: the extent to which an organization divides labour vertically, horizontally and geographically
o	A simple organization will have few management levels and not many separate job titles and be located in one region
o	Essential characteristic of complexity is variety – as the organization becomes more complex it has more kinds of people performing more kinds of tasks in more places 

Summarizing Structure – Organic versus Mechanistic 
•	Mechanistic structure: organizational structures characterized by tallness, specialization, centralization and formalization
o	Functional structures tend to be more mechanistic
•	Organic structures: organizational structures characterized by flatness, low specialization, low formalization and decentralization
o	More in line with the dictates of the human relations movement
•	In general, more mechanistic structures are called for when an organizations external environment is more stable and its technology is more routine
•	Organic structures work better when the environment is uncertain, the technology is less routine, and innovation is important 

Contemporary Organic Structures
•	Global competition as well as deregulation, advances in technology and communication have motivated the creation of more organic structures
•	Ambidextrous organization: an organization that can simultaneously exploit current competencies and explore emerging opportunities
o	Both organic and mechanistic 
o	Has been associated with superior innovation, better financial performance and longer survival 
o	Exploration and innovation requires organic structures
o	Exploitation requires a more mechanistic structure
o	Innovation often requires difficult decisions about existing structures and how to incorporate the innovation 
•	Network and virtual organizations:
o	Network organizations: liaisons between specialist organizations that rely strongly on market mechanisms for coordination 
•	Emphases is placed on who can do what most effectively and economically rather than on fixed ties dictated by an organizational chart 
•	Network members cooperate and coordinate to meet the needs of the network 
•	In stable networks, core firms that are departmentalized contract out some functions to favored partners so that they can concentrate on the things they do best 
o	Virtual Organization: a network of continually evolving independent organizations that share skills, costs and access to one another markets
•	Each partner only contributes to their area of competencies
o	Networks and organizations are flexible
o	Network ties are maintained even when they are not economical
•	The Modular Organization: a network organization that performs a few core functions and outsources other activities to specialists and suppliers
o	They’re like hubs that are surrounded by networks of suppliers that can be added or removed as needed 
o	They are able to keep unit costs low and develop products more rapidly 
o	They work best when they focus on the right specialty and have good suppliers 
o	A lean and streamlined organizational structure with great flexibility, making it particularly well suited to organizations in rapid changing environments
•	The Boundaryless Organization: an organization that removes vertical, horizontal and external barriers so that employees, managers, customers and suppliers can work together, share ideas and identify the best ideas for the organization
o	Made up of self managing and cross functional teams that are organized around core business processes that are critical for satisfying customers 
o	They are able to achieve greater integration and coordination within the organization and with external stakeholders 

The Impact of Size 
•	Size and Structure
o	Large organizations are more complex than small organizations
o	As horizontal specialization increases, management levels must be added so the span of control does not get out of hand 
o	Bigger organizations are less centralized than smaller organizations 
o	Large organizations also tend to be more formal 
o	Product Departmentation is often preferable to functional Departmentation as the organization increases in size 
o	Even at a given size, organizations require different structures to be maximally effective
•	Downsizing: intentional reduction in workforce size with the goal of improving organizational efficiency and effectiveness 
o	Reduction in workforce size has been an organizational trend in recent years
o	As size decreases firms should reduce their complexity, centralize and become less formalized 
o	This however has limitations because:
•	Some of the conditions listed above that often prompt downsizing are new conditions, not just the opposite of the factors that led to organizational growth in the past 
•	The logic of simply working backwards would assume that downsizing occurs proportionally in all parts of an organization 
o	Downsizing is often accompanied by reducing horizontal and vertical complexity 
•	Vertically, people can be removed
•	Horizontally, people can be combined
o	Problems with downsizing:
•	Organizations have a tendency to become more mechanistic → more formalized and decentralized 
•	Can lead firms to completely eliminate positions 
•	Human capital considerations cannot take a back seat to short term financial considerations 
o	Downsizing has the potential to improve organizational effectiveness in certain circumstances, but its impact on structure and moral must be anticipated and managed 
o	Downsizing often leads to reduced satisfaction and commitment, increased absenteeism and damaged health 
o	These negative outcomes however, are primarily due to poor implementation 

Symptoms of Structural Problems
•	Bad job design → improper structural arrangements can turn good jobs on paper into bad jobs in practice 
•	The right hand doesn’t know what the left hand is doing → repeated examples of duplication of effort can occur 
•	Persistent conflict between departments → can be attributed to personality clashes 
•	Slow response times → delayed responses can be to do with organizational structure 
•	Decisions made with incomplete information → this information may exist somewhere else in the organization 
•	A proliferation of committees → if a lot are formed it means the basic structure of the organization is being patched up because it is not effective 


Chapter 15 not assigned

Chapter 16: Organizational Change, Development and Innovation

The Concept of Organizational Change
•	Why Organizations Must Change
o	Organizations face two basic source to change – external sources and internal sources
o	External impact → the increased competitiveness of business
o	Internal impact → low productivity, conflict, strikes, sabotages and high absenteeism and turnover and employee opinion
o	Often internal forces fro change occur in response to organizational changes that are designed to deal with the external environment
o	Change always requires some investment of resources and some modification of routines and processes
o	Organizations in a dynamic environment must generally show more change to be effective than those operating in a more stable environment
•	What Organizations Can Change
o	Goals and strategies → organizations change their goals and the strategies they use to reach these goals, this often includes expansion
o	Technology → can be minor or major
o	Job design → companies can redesign individual groups to offer more or less variety, autonomy, identity, significance and feedback 
o	Structure → can be modified from functional to a product form
o	Processes → basic process by which work is accomplished can be changed
o	Culture → one of the most important and difficult changes that an organization can make but is a fundamental aspect of organizational change
o	People → the actual people can be changed or they can be taught new skills
o	A change in one area often calls for a change in another
o	Changes in goals, strategies, technology, structure, process, job design, and culture almost always require that organizations give serious attention to people changes
•	The Change Process
o	Unfreezing: the recognition that some current state of affairs is unsatisfactory 
•	Crisis stimulate unfreezing 
o	Change: the implementation of a program or plan to move the organization or its members to a more satisfactory state
•	Employees who identify strongly with the organization will show interest in the details of a change process while those who identify less strongly will be more concerned with the outcomes of the change
o	Refreezing: the condition that exists when newly developed behaviours, attitudes, or structures become an enduring part of the organization
•	Relative and a temporary state of affairs 
•	The Learning Organization
o	Organizational learning: the process through which an organization acquires, develops and transfers knowledge throughout the organization 
o	Two primary methods of organizational learning
•	Organizations learn through knowledge acquisition – involves knowledge that already exists but is external to the organization
•	Organizations also learn through knowledge development 
•	Development of new knowledge that occurs in an organization primarily through dialogue and experience
o	Learning organization: an organization that has systems and processes for creating, acquiring and transferring knowledge to modify and change its behaviour to reflect new knowledge and insights 
•	Organizational change is more likely to occur in a learning organization because a learning organization is an organization that is adaptive in its capacity for change
o	There are four key dimensions that are critical for a learning organization:
•	Vision/ support → leaders must communicate a clear vision of the organizations strategy and goals
•	Culture → has to have a culture that supports learning 
•	Learning systems/ dynamics → employees are challenged to think, solve problems, male decisions and act according to a systems approach
•	Knowledge management/ infrastructure → have established systems and structures to acquire, code, store and distribute important information and knowledge 
o	Study shows a positive relationship between learning organization practices and firms financial performance 
o	They are better able to change and transform themselves because of their greater capacity for acquiring and transferring knowledge
o	Learning is an important prerequisite for organizational change and transformation

Issues In The Change Process
•	Diagnoses: the systematic collection of information relevant to impending organizational change 
o	First shows that a problem exists then what changes should be implemented
o	For more complex problems you may need the diagnostic skill of a change agent
•	Change agent: experts in the application of behavioral science knowledge to organizational diagnosis and change 
o	The change agent brings an independent perspective to the diagnosis while working with the people who are about to undergo change
o	Proper diagnosis clarifies the problem and suggests what should be changed and the appropriate strategy for implementing change without resistance 
•	Resistance: overt or covert failure by organizational members to support a change effort
o	People may resist unfreezing and change
o	Causes of Resistance:
•	Politics and self interest → people feel they will personally lose something
•	Low individual tolerance for change → predispositions in personality
•	Lack of trust → don’t trust the motives of the people proposing the change
•	Different assessments of the situation → the targets of change might sincerely feel that the situation does not need the proposed change
•	Strong emotions → change can induce strong emotions
•	A resistant organizational culture → have stressed and rewarded stability and tradition
o	Two major themes in resistance:
•	Change is unnecessary because there is only a small gap between the organizations current identity and its ideal identity
•	Change is unobtainable because the gap between the current and ideal identities is too large 
o	Dealing with resistance
•	Can be overcome with supportive, patient supervision
•	If politics and self interest are the problem, you can give people special roles in the change process
•	If misunderstanding, lack of trust or different assessments are provoking resistance, good communication can pay off 
•	Involving the people showing resistance in the change process often reduces their resistance 
•	Transformational leaders are usually good with dealing with resistance to change 
•	Unfreezing practices used by transformational leaders:
•	Establishing an atmosphere where dissent is encouraged
•	Environment is scanned for objective information about the organizations true performance
•	Organizational members are sent to other organizations
•	Organization compares itself to the competition 
•	Evaluation and Institutionalization
o	Thorough evaluations should consider the following 
•	Reactions → did participants like the change program?
•	Measures resistance 
•	Learning → what knowledge was acquired in the program?
•	Reflects change
•	Behaviour → what changes in job behaviour occurred?
•	Reflects successful refreezing 
•	Outcomes → what changes in productivity, absence and so on occurred?
•	Indicates whether refreezing is useful for the organization
o	If the outcome is evaluated favourable the organization will want to make this change a permanent part of the organizational system 
o	Changes in effort tend to not get fully evaluated and then institutionalization is hard 
o	Many of the problems of evaluation and institutionalization can be overcome by careful planning and goal setting during the diagnostic stage 

Organizational Development: Planned Organizational Culture
•	Organizational development: a planned, ongoing effort to change organizations to be more effective and more human 
•	Fosters a culture of organizational self –examination and readiness for change
•	Strong emphasis placed on interpersonal and group success 
•	Programs occur over long periods of time and involve several distinct phases of activities
•	If OD becomes institutionalized, continual reexamination and readiness for further change become permanent parts of the culture 
•	Uses behavioural science knowledge 
•	OD seeks to modify cultural norms and roles so that the organization remains self conscious and prepared for adaptation
•	A focus on interpersonal and group processes recognizes that all organizational change effects members and that their cooperation is necessary to implement change
•	OD change agents have a joint concern for both people and performance 




Some Specific Organizational Strategies
•	Team Building: an effort to increase the effectiveness of work teams by improving interpersonal processes, goal clarification and role clarification
o	The team can refer to intact work groups, special task forces, new work units, or people from various parts of the organization
o	Usually begins with a diagnostic session to paint the strengths and weaknesses of the team
•	Survey Feedback: the collection of data from organizational members and the provision of feedback about the results
o	Purpose is to suggest or formulate changes that emerge from the data
o	Questionnaires that cover communication, decision making practices and employee satisfaction 
•	Total Quality Management: a systematic attempt to achieve continuous improvement in the quality of an organizations products or services 
o	TQM programs include
•	An obsession with customer satisfaction
•	A concern for good relations with suppliers
•	Continuous improvement of work processes
•	Prevention of quality errors
•	Frequent measurement and assessment 
•	Extensive training
•	High employee involvement and teamwork 
o	TQM is mainly about achieving small gains over a long period of time 
•	Reengineering: the radical redesign of organizational processes to achieve major improvements in such factors as time, cost, quality or service
o	Organizational processes: activities or work that have to be accomplished to create outputs that internal or external customers value 
o	Advanced technology usually allows for reengineering
o	Reengineering is oriented toward one or both of the following goals:
•	The number of mediating steps in a process is reduced, making the process more efficient
•	Collaboration among the people involved in the process is enhanced
o	Must be broad and deep to have long lasting, bottom line results 

Does Organizational Development Work?
•	Most OD techniques have a positive impact on productivity, job satisfaction or other work attitudes
•	OD seems to work better for supervisors or managers than for blue collar workers
•	Changes that use more than one technique seem to have more impact
•	There are great differences across sites in the success of OD interventions 
•	Variations in how organizations actually implement change may greatly determine its success 
•	Some specific problems include:
o	OD efforts involve a complex series of changes
o	The fact that participants receive special treatment might produce short term gains that do not persist over time
o	Self reports of change after OD might involve unconscious attempts to please the change agent
o	Organizations may be reluctant to publicize failures 

The Innovation Process
•	What Is Innovation?
o	Innovation: the process of developing and implementing new ideas in an organization
•	Essential point is the degree of creativity
o	Product innovations should be very obvious to clients and customers
o	Process innovations are more internal 
o	Managerial innovations are changes in managerial style that facilitate organizational change and adaptation 
o	Idea generation → idea implementation → idea diffusion 
o	Much idea generation is due to serendipity 
o	Conditions needed to generate ideas and conditions needed to implement ideas may vary 
o	The generation of good ideas is no guarantee that they will be implemented and diffused
•	Generating and Implementing Innovative Ideas
o	Individual creativity
•	Creative thinking is the core of the innovation process
•	Not every creative idea gets implemented
•	Organizations that have a consistent reputation for innovation have a talent for selecting, cultivating and motivating creative individuals 
o	Idea champions: people who recognize an innovating idea and guide it through to implementation 
•	Informal and emergent role usually 
•	There can be more than one idea champion during the innovation process
•	Creative deviance: defying orders by management to stop working on a creative idea 
o	External communication
•	The most innovative firms are those that are best at recognizing the relevance of new, external information, importing and assimilating this information and then applying it 
•	Gatekeepers: people who span organizational boundaries to import new information, translate it for local use and disseminate it 
o	Internal communication
•	Decentralization, informality and a lack of bureaucracy all foster the exchange of information that innovation requires   
•	Organic structures are better at the design phase and idea generation phase of innovation but mechanistic structures are better for actually implementing innovations 
o	Resources and rewards
•	Abundant resources greatly enhance the changes of successful innovation 
•	Funds for innovation are seen as an investment and not a cost
•	Innovators should have the opportunity to seek support from more than one source 
•	Time can be even more crucial than money for innovation
•	Reward systems must match the culture that is seeded by the resource system 
•	Freedom and autonomy were the most cited organizational factors leading to creativity 
•	Innovation depends on individual factors 
•	Creativity
•	Social factors
•	A dedicated champion and good communication
•	Organizational factors
•	Resources and rewards 
•	Diffusing Innovative Ideas
o	Diffusion: the process by which innovations move through an organization 
o	Things that can lead to poor diffusion:
•	Lack of support and commitment from top management
•	“It wont work here” arguments
•	Attempts to diffuse techniques rather than goals
•	Management reward systems that concentrate on traditional performance measures while ignoring success at implementing innovation 
•	Union resistance
o	There are a few factors that are critical determinants of the rate of diffusion of a wide variety of innovation:
•	Relative advantage → the idea is perceived as truly better than the one it replaces
•	Compatibility → with the values, beliefs, needs and current practices of potential new adopters
•	Complexity → complex innovations that are fairly difficult to comprehend and use are less likely to diffuse
•	Trialability → if it can be given a trial run, chances of diffusion are improved
•	Observability → when the consequences are more visible, diffusion is more likely 

The Knowing – Doing Gap
•	Many managers know what to do, but have considerable trouble implementing this knowledge in the form of action 
•	Reasons for this:
o	Tendency for some organizational cultures to reward short term talk rather than long term action
o	Many changes require cooperation between organizational units, but many organizations foster internal competition tat is not conductive to such cooperation
[bookmark: _GoBack]o	When managers do manage to make changes, these changes sometimes fail because techniques are adopted without an understanding of their underlying philosophy
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