Organizational Behaviour Final Exam Reading Guide Notes
Topics: 6,7,8,9,10,11,12
Week 6
Conflict Management and Negotiation 
Three Types of Conflict 
Relationship Conflict:
· Disagreements based on personalities and issues that are not directly related to work 
· Ex: “I hate the sight of his face”
Task Conflict:
· Disagreements about the work that is being done, not the people behind the issue
· Sometimes this type of conflict can improve the functioning of teams 
· Stimulates creativity because forces people to rethink problems 
· Ex: “ I don’t think we should change the name of the group”
Process Conflict:
· Centers on task strategy and delegation of duties and resources 
· Ex: “We should discuss the candidates first before we vote on them”

Conflict and Productivity:
· There is a strong negative correlation between relationship conflict and team performance 
· Negative relationship between task conflict and team performance and team satisfaction 
· When teams receive negative performance feedback early on then their relationship and task conflict increases 
· Groups that high levels of trust early are buffered from experiencing future relationship conflict 
Resolving Conflict:
· Better to transform unhealthy relationship conflict into healthy version of conflict 
· Do this by:
· Agree on a common goal or vision 
· Focus on content not style 
· Use this when relationship conflict is present 
· Model the behaviour you want to elicit 
· Model the behaviour in yourself 
· Use reinforcement as a reward 
· Do not react to the behaviors that you want eliminated 
· Separate the people from the problem 
· When you want to separate people from the problem: seating position (if you are standing and they are sitting), language (I, me, mine into we) voice (give voice to the other person and listen) 
· Focus on the future not the past 
· Assign work based on experience, not convenience 

Negotiation: A Mixed-Motive Enterprise 
· Conflict usually involves
· Negative emotions (anger)
· Misunderstanding between people
· Factors that are outside the realm of economic concerns 
· Negotiation
· A mutual decision making process in which two or more people make mutual decisions about what resources each will give and take 
· Negotiation= transactional
· Conflict= relational 
· Your negotiation ability is directly related to your leadership and promotion 
· The two key skills of negotiation
· Creating value (integrative negotiation)
· Claiming value (distributive negotiation) 
· Two main reasons why it is desirable to be a better negotiator:
· Economic and social benefits 
· Reach interpersonal goals faster 
· Two things always present in negotiation:
· Cooperation 
· Competition 

Negotiation Styles:
· Some people think they need to be either completely cooperative or competitive 
· Now you have the too soft and too tough negotiator
· Signals of purely cooperative 
· Caving into demands that other people make 
· Being the first person to make a concession 
· Revealing too much information to keep a relationship present 
· Signals of purely competitive 
· Never revealing any information 
· Always asking for more, no matter what
· Threatening to walk out of negotiation unless demands are met 

Opportunistic Negotiation:
· People seize an opportunity to negotiate 
· For example people from egalitarian cultures like the US (feel like they can negotiate prices)

Integrative Negotiation:
· The art and science of leveraging interests to improve the outcomes of both parties 
· Opposite of fixed sum or zero sum negotiation
· Both parties are better off in the deal 
· See example of car deal on page 173 

Compromise Agreement:
· Whatever one party gains, the other party loses in a direct one to one fashion 

Interests:
· The underlying reasons why people even both to negotiate 
· They are not always financial 
· The most powerful interests are basic human needs:
· Security
· Economic well-being 
· A sense of belonging 
· Recognition 
· Control over one’s life 
· Any successful negotiation involves resolving the underlying interests 

The fixed-pie perception
- The belief that one’s own interests are at complete odds with those of the other party 
· 68% of negotiators hold fixed pie perception when they enter into negotiations

Prioritize and Weigh the Issue:
· If two people are simply haggling the price of a good there is no potential for win-win situations because one person always gets screwed over 
· Before entering a negotiation you should prepare a list of issues that is important to you and you also want addressed 
· They should have a scoring card for each issue 
· Three Rules of Medveck for Scoring Systems:
· Everything the negotiator cares about should be displayed on the card
· The negotiator should be sure to check for indifference 
· The scoring system should be dynamic- as information changes, as information changes the negotiator should be able to quickly adapt the information 

Unbundle the Issues:
· A win win agreement is possible when negotiating 
· Price, service, terms and delivery rates
· Not only price 

The reciprocity effect:
· Occurs when people emit cooperative behaviour; when they are competitive or dominant this leads the other party to be submissive 
· When the other party acts aggressively, sometimes, this leads to an escalation of conflict 
· So when people use coercion to get people to concede: it usually always backfires on them!! 


*** Prioritizing your interests is very important!! 

The Multiple Offer Strategy:
· Presenting the other party with at least two (preferably more) multi issue proposals that are equal in value 
· These type of negotiators are more profitable in the end 
· Advantages
· They can be more aggressive in terms of anchoring the negotiation more favorably 
· Gain better information about the other party
· Be more persistent 
· Signal their priorities more effectively 
· Overcome concession aversion on the part of the other side 

Contingent Contracts:
· Propose if-then deals that pay high dividends for the negotiator whose view of the world is borne out
· They are effective in the following situations:
· When negotiators have different expectations about uncertain events 
· When negotiators have different risk attitudes 
· When negotiators have different time preferences 
· They allow negotiators to resolve conflicts with the accusation of lying 

Post Settlement Agreement  
· A technique whereby negotiators reach a mutually agreeable settlement and commit to it, as a first step, a second step, attempt to improve upon it 
· Both negotiators attempt to find another settlement that each party would prefer more than the current settlement 
· Or at least an agreement where one person is in favor and the other does not care 

Distributive Negotiation:
· The study of how people allocate resources 

BATNA
· A negotiators best alternative to a negotiated agreement 
· The BATNA is the ability to walk away from a given deal for something better 

Your BATNA is not a passive concept
· Someone that keeps her BATNA alive is in better position to demand more of the pie than is the negotiator whose BATNA is weak and underdeveloped 

Should You Reveal Your BATNA?
· Never lie about your BATNA to another party 
· Lying about your BATNA will reduce the probability that you will reach an agreement, in situations where a positive bargaining zone exists 
· Do not reveal your BATA unless:
· It is very good and they would be happy if the other party merely matched whatever offer you currently had
· They have not yet reached a negotiated agreement and they have exhausted the amount of time for negotiation 
· NEVER FLAUNT YOUR BATNA 


Developing Your Reservation Price
· The quantification of a negotiators BATNA 
· To develop this you need to have developed a scoring system to list all the issues under negotiation, prioritize them and weigh them 

Research the Other Party’s BATNA and Assess their Reservation Price
· If you know their BATNA you can attempt to assess their reservation price 
· If you listen carefully to the other party in negotiation, you can learn what is important to them 

The Anchoring Effect
· The tendency for an initial offer or set of terms to strongly influence the final outcome of the negotiation 
· If you are negotiating a salary contract, a natural anchor would be your current salary 
Reanchoring:
· Once negotiations are anchored to a number, it is difficult to reanchor them 
· Anchors are dropped early in the negotiation 
Making the First Offer if You are Prepared:
· The negotiator that makes the first offer has a distinct advantage because first offers act as powerful, psychological anchor points in the negotiation 

Improving Your Negotiation Skills
 
1. Take Every Opportunity to Negotiate
2. Seek Feedback on Your Negotiation Skills
3. Use Worksheets
a. If you are well prepared for the negotiation then it is more likely to go better
4. Plan Your Approach 
a. Rule our blatant questions about BATNA 
5. Offer to Be a Negotiation Coach 
6. Don’t Brag or Boast 

Third Party Intervention
· An individual who is external to the conflict and tries to help the parties reach an agreement 
· Decide what role they will play
· Information Only 
· Some process control
· Advisory
· Outcome Control 
Ranges of Third Party Roles
· They can have a lot of power or very little power 
· They can be formal or informal 
Arbitrators:
· People who have outcome control 
Mediators:
· People who have process control but not outcome control 
Traditional Arbitration:
· The arbitrator hears both sides and positions and then imposes his or her own settlement 
Final-Offer Arbitration:
· The arbitrator selects only one of the two demands submitted by the involved parties 

Effective Third Party Intervention
· Physical and Social Structure of the Dispute 
· Communication is crucial but if conflict is getting out of hand then the third party has to separate the participants 
· Issue Structure:
· Effective third parties can modify the issue structure of the conflict by seeking to expand the issue mix and carry out many different proposals 
· Motivation:
· Mediators and arbitrators can use time pressure to gently motivate parties toward an agreement 

Challenges Facing Third Parties:
· They need to provide outcomes that are fair 
· Should resolve the relationship between negotiators 
· Must de-bias the disputants 
· They have to deal with the extreme overconfidence that the negotiators have about their own decisions 
· 
Negotiating a Job Offer

Step 1: Figure Out What You Really Want
· Make a check list of needs and wants 

Step 2: Do Your Homework
· Research the company and the industry 
· Don’t ask for something that has already been institutionalized 

Step 3: Determine Your BATNA and Your Aspiration 
· Even if your BATNA is not attractive, you should still have one! 
· Important not to be passive about this
· Remember that they are never as attractive as we would want them to be 

Step 4: Research the Employer’s BATNA 
· You need to tap into multiple sources of information for this! 

Step 5: Determine the Issue Mix:
· Determine the issues that are important to you in this situation 
· Try to break each issue into smaller and smaller subsets 
· It provides a greater opportunity for creative agreements 

Step 6: Prepare Several Scenarios:
· Prepare your scenarios to the following 
· The employer agrees to your counter offer immediately 
· The employer makes a low ball offer and says it’s the final one 
· The employer asks you to make a reasonable offer 

Step 7: Consider Getting a ‘Coach”
· Job coaches are people who help managers plan their futures 
· Let the employer know what they can do to make the offer more appealing! 

Do Not Reveal Your BATNA Nor Your Reservation Point:
· Ward off questions about your previous salary by saying that whether you accept a position depends on the nature of the job 
· Never trash a former employer 

Rehearse and Practice 

Imagine that You are Negotiating on Behalf of Someone Else 

Post Offer: You Have the Offer, Now What?
1. Get the Offer in Writing 
a. Write down your understanding of the terms 
2. Be Enthusiastic and Gracious 
3. Assess their Power to Negotiate With You
a. Those people that are higher up in the organization are the ones that negotiate and the ones who care the most about hiring good people 
4. Tell them Exactly What Needs to Be Done For You to Agree
a. This is effective because the employer can put aside any fears about the negotiation dragging on forever 
5. Do Not Negotiate If You Are Not or Could Not Be Interested 
6. Exploding Offers
a. The ones that have a time bomb attached to them 
b. If the exploding offer is above your BATNA then seriously consider it! 
7. Do Not Create A Bidding War
8. Know When to Stop Pushing 
a. Negotiators stop when they see one side is not responsive, concessions are miniscule, after some back and forth they say “Enough!”

MAKE SURE TO USE A RATIONAL STRATEGY FOR CHOOSING AMONG JOB OFFERS 
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Topic 7: Power and Influence
· Power
· Definition: Power refers to a capacity that A has to influence the behaviour of B so that B acts in accordance with A’s wishes.
·  It implies a potential that need not be actualized to be effective, and a dependency relationship

Power as a function of dependency
· The greater B’s dependence on A, the greater A’s power in the relationship. Dependence in turn is based on alternatives that B perceives and the importance that B places on the alternatives that A controls
· The more that B depends on A, the more power A may exercise in the relationship
· Therefore, a person can have power on you only if he or she controls something you desire. This creates a dependency relationship

· The Five Bases of Power 
· Formal power: this power is based on an individual position in an organization. Formal power can come from the ability to coerce of reward, or it can come from formal authority
1. Coercive power: This power base is dependent on fear. A person therefore reacts to this power out of fear of the negative results that might occur if he fails to comply
· This type of power tends to be the least effective form of power as it builds resentment and resistance within the targets of Coercive Power. 
· Ex. it would be least effective in the army, because it would make soldiers resentful and not keep them focused on the actual job they need to perform
2. Reward power: This is the converse of coercive power. People comply with the wishes or directives of another because doing do produces positive benefits; therefore, one who can distribute rewards that others view as valuable will have power
· This type of power must be used correctly, if not it won’t be effective. This power should be used to parents to reward their children. It should definitely not be used if a person dislikes public praises
· Ex. It would be most effective if parents use this power with their children. A child who finishes their entire dinner to get dessert is a simple example of how parents utilize reward power on an everyday basis because it positively influences their child’s behaviour
3. Legitimate Power: This power represents the formal authority to control and use organizational resources. This position of authority includes coercive and reward power, but specifically, it includes acceptance by members in an organization because of the authority of its position. An individual, because he or she occupies a particular position, possesses an acknowledged right to command and others listen
· This type of power exists in organizations with a strict chain of command, such as the military. 
· Subordinates, at the very least, respect orders due to the legitimate power of their superiors. Also, coaches have legitimate power over players, because they decide who can play when. Police have legitimate power because of their authority, we must listen to them
· Ex. This method would be effective for policemen, military commanders, police officers.


· Personal Power: you don’t have to have a formal position in an organization to have power
4. Expert Power: An individual, because he or she has specialized knowledge and skill, possesses an acknowledged right to command and others will generally listen. This power is influenced on others as a result of expertise, special skill, or knowledge
· Ex. This type of power is most effective in teacher-student or player-coach relationships, where students and players follow guidance from their mentors due to the relative knowledge of the topic.
· It would not be effective if leaders used it, unless they have a very good knowledge of the field compared to the workers
5. Referent (Personal) Power: An individual, because he or she is liked, admired, and desired, may command and others will generally listen. this power is based on identification with a person who has desirable resources or personal traits
· This type of power would be most effective when there is a good bond between the boss and his employee. 
· Ex. Managers can use personal appeal, when necessary, to influence subordinates in difficult situations only once they have established a good connection, which gives them referent power

· In summary, Expert and referent power are positively related to employees satisfaction with supervision, organization...whereas reward and legitimate power seem to be unrelated. Coercive power is actually negatively related to employee’s satisfaction and commitment.

· The Nine Power Tactics
· Power tactics are options that individuals have for influencing their bosses, coworkers and employees
1. Legitimacy: relying on ones authority position or stressing that a request is in accordance with organizational policies
2. Rational persuasion: presenting logical arguments and factual evidence to demonstrate that a request is reasonable
3. Inspirational appeals: developing emotional commitment by appealing to a targets values, needs, hopes and aspirations
4. Consultation: increasing the targets motivation and support by involving him or her in deciding how the plan or change will be accomplished
5. Exchange: rewarding the target with benefits or favours in exchange for following a request
6. Personal appeals: asking for compliance based on friendship or loyalty
7. Ingratiation: using flattery, praises, or friendly behaviour prior to making a request
8. Pressure: using warnings, repeated demands, and threats.
9. Coalitions: enlisting the aid of other people to persuade the target or using the support of others as a reason for the target to agree

· Rational persuasion, inspirational appeals, personal appeals and coalitions tend to be most effective, but depend on the direction of influence.
· Inspirational appeals work best as a downward influencing tactic with subordinates. This is because pressure usually works for downward influences
· Personal appeals and coalitions are most effective with lateral influence attempts
· Rational persuasion is the only tactic that is effective across all organizational levels.
· Organizational Politics
· Organizational politics: However the organization has focused on the use of power to affect decision making in the organization
· Political behaviour: These are activities that are not required as part of one’s formal role in the organization, but that influence or attempt to influence the distribution of advantages within the organization
· Legitimate Political Behaviour: This refers to the normal everyday politics. These include: complaining to your supervisor, bypassing the chain of command, forming coalition, obstructing organizational policies or decisions through inaction of excessive adherence to rules and developing contacts outside the organization through ones professional activities
· Illegitimate Political behaviour: these violate the implied rules of the game
	Implications of organizational politics on individuals
· What does it say about individuals?
· Employees who are high self-monitors and people who have a high need for power are more likely to engage in political behaviours. The reason for this is because those with high self-monitors are more sensitive to social cues, exhibit higher levels of social conformity and are more likely to be skilled in political behaviour than the low self-monitored people
· An individual’s investment in the organization, perceived alternatives, and expectations of success will influence the degree to which he or she will pursue illegitimate means of political actions. 
· Investment in organization: If the person has a lot invested in terms of expectations and future benefits, they have a lot to use, therefore they will not use illegitimate means
· Alternatives: If there is a favourable job market or the individual has a good reputation and skills, the more likely they are to risk illegitimate political actions
· Expectations of success: If the individual feels that he has low expectations of success in using these illegitimate means, it is less likely they will do it. However, if they believe they will have high success by doing it, it is more likely they take the chance
	Defensive Behaviours Adopted by those who experience organizational politics as a threat
· For most people who have modest political skills or are unwilling to play the politics game, outcomes tend to be negative
Employee Responses to Organizational Politics (may not be important)
	Decreased job satisfaction

	Increased
anxiety and stress

	Reduced Performance

	Increased
turnover


	Organizational politics may threaten employees








· When understanding is low, individuals are more likely to see politics as a threat which would have a negative effect on job performance. Second, when politics is seen as a threat and consistently responded to with defensiveness, negative outcomes will surface as well. They therefore respond with defensive behaviours

Defensive Behaviours 
· Reactive and protective behaviours to avoid action, blame or change. These behaviours  include:
· Avoiding action
· Avoiding blame
· Avoiding change
· In the long run, these behaviours wear them down and cause them to lose trust of their peers, bosses and employees

· Impression Management
· Impression Management is the process by which individuals attempt to control the impression others form of them
· Low self monitors tend to present imaged of themselves that are consistent with their personalities, regardless of the beneficial or detrimental effects for them. In contrast, high self monitors are good at reading situations and moulding their appearances and behaviour to fit each situation. Theses impressions people convey are not necessarily false. 
· There are several IM techniques presented (page 190)

Implications of IM Behaviour
· The two main techniques that are effective are self promotion and ingratiation. These IM techniques are related to two criteria: interview success and performance evaluations (actual job)
· Interview success:
· When IM behaviours were used in interviews for customer service representatives, they tend to work. They perform better in interviews and are more inclined to be hired.  Also, IM techniques alone influence the interviewers to hire them, qualifications didn’t seem as much important. 
· Positivethe self-promotion tactic seemed to be very successful, because these applicants work to create an appearance of competence by enhancing their success.
· Positive Ingratiation also was proven to be successful, such as complimenting or agreeing with the interviewer, because everyone likes to be treated nicely
· Performance evaluations: 
· PositiveIngratiation is positively related to performance ratings, which means these individuals get higher performance evaluations. 
· NegativeSelf Promotion is negatively related to performance ratings because supervisors can actually see the employees performance and know if he was exaggerating or not

· Therefore, Ingratiation seems to work in both cases because everyone likes to be complimented and treated nicely. However, Self Promoting works well in interviews but may not actually work well on the actual job. This happens because the interviewer doesn’t really know if you are telling the truth about your accomplishments, but the supervisor will know because he's actually observing your behaviour. Therefore if you are bluffing or making yourself appear a lot better than you actually are, it will be obvious.







Topic 8: Social Networks
Never Mention Money
The first reading titled “Never Mention Money” is meant to motivate this topic. The author, Michael Lewis, tells you how he got the job he wanted and contrasts this strange process with the way he thought hiring worked when he was an undergraduate student.
The Social Structure of Competition
The second reading titled “The Social Structure of Competition” explains the concept of social capital and provides the fundamentals of social network theory. 
· Explain what is meant by social capital.  Contrast this concept with the concepts of financial and human capital.

· Financial capital is the cash in hand, reserves in the bank and investments etc. Human capital is your natural abilities, along with your formal education and the set of skills you have acquired. Social capital is the relationships with other players. In an organization, the ones who bring in the clients are the ones with social capital (make it possible to earn profits) while the ones who deliver the product and make it work are the ones with financial and human capital (those who actually make the profit). 
· Financial and human capital are things that are controlled by you individually while social capital is something formed by relationships. While financial and human capital can claim ownership, social capital ownership can only be claimed by two or more parties. If one person decides that they no longer want a relationship with the other, the social capital is broken. Social capital provides you with opportunities. Without any opportunities, you have no business. 
· Social capital is at once the resources contacts hold and the structure of contacts in a network. The first term describes whom you reach; the second describes how you reach. 

· Describe the information benefits of social networks (we will not be considering the control benefits of social networks).

· The information benefits of a network define who knows about these opportunities, when they know, and who gets to participate in them. People with high social capital know and have a hand in more rewarding opportunities because they have information. 
· Information benefits occur in three forms: access, timing, and referrals. 
· Access: refers to receiving a valuable piece of information and knowing who can use it. The key question that a manager would ask is: “whom do I know who is most likely to known the kind of person I need?”
· Timing: beyond making sure that you are informed, personal contacts can make you one of the people who is informed early. The early warning is an opportunity to act on the information yourself or to invest it back into the network by passing it on to a friend who could benefit from it. 
· Referrals: personal contacts get your name mentioned at the right time in the right place so that opportunities are presented to you. Their referrals are a positive force for future opportunities. The quote that would often go with this type of referral is: “I don’t know her personally, but several people whose opinion I trust have spoken well of her.”

· What is meant by a sparse network and a dense network? Why do networks provide more information benefits? What is meant by redundant and non-redundant contacts?

· A sparse network is one where the relationships within the network are unrelated. This means that the sparse network is able to provide you with more non-redundant information. 
· The non-redundant contacts mean that each contact brings you a different piece of information. If your network is dense it means that all your contacts are part of the same network, making their information redundant. It is important to try and have a sparse network because the opportunity cost is much lower in maintaining this network compared to the dense one. If a dense network requires the same amount of time to maintain as the sparse one but yields less information, the opportunity cost is higher. 

· What is meant by a structural hole? How are the ideas of cohesion and structural equivalence related?

· Non-redundant contacts are connected by a structural hole. A structural hole is a relationship of non-redundancy between two contacts. As a result of the hole between them, the two contacts provide network benefits that are in some degree additive rather than overlapping. When there is a structural hole that is being filled, it means that two contacts are mutually beneficial to one another because they connect one another with a network that was previously out of touch.
· Cohesion and structural equivalences lead to redundancy. Cohesion concerns direct connection; structural equivalence concerns indirect connection by mutual contact. Under the cohesion criterion, two contacts are redundant to the extent that they are connected by a strong relationship. 
· Two people are structurally equivalent to the extent that they have the same contacts. Regardless of the relation between structurally equivalent people, they lead to the same sources of information and so are redundant. 
· There is a structural hole between two people who provide non-redundant network benefits. If the cohesion and structural equivalence conditions are considered together, redundancy is most likely between structurally equivalent people connected by a strong relationship. Redundancy is unlikely, indicating a structural hole. 

· “The strength of weak ties”

· Because people inherently hang out with others like them making their networks dense. Weak ties are the ones that often bring the most important information. The spread of information on new ideas and opportunities, therefore, must come through the weak ties that connect people in separate clusters. 
· Weak ties are essential to the flow of information that integrates otherwise disconnected social clusters into a broader society. Weak ties are correlated with structural holes because weak ties are often the ones that fill those holes.
·  The weak tie argument is about the strength of relationships that span the chasm between two social clusters. Whether a relationship is strong or weak, it generates information benefits when it is a bridge over a structural hole. 
How to Build Your Network
The third reading titled “how to build your network” will touch on some of the key ideas from the second reading in a very light way. If the second reading is proving to be very difficult for you, then read the third and go back to the second later.
· From this reading, describe what is meant by the “shared activities principle”. How can you build a sustainable network in a sincere manner?

· The best way to break through the barriers created by the self-similarity and proximity principles is by using the shared activities principle. Not all activities are created equally. Activities that evoke passion in participants, necessitate interdependence, and have something at stake are more likely to produce stronger networks. 
· Reliance on others to get the job done can build trust quickly. 
· Finally, having something at stake provides opportunities for celebration and commiseration, both of which generate bonds of loyalty that sustain a relationship over time. 
· Shared activities bring together a cross section of disparate individuals around a common point of interest, instead of connecting similar individuals with shared backgrounds. Participation in shared activity allows for unscripted behaviors and natural responses to unexpected events. 
· Building a sustainable network in a sincere manner is therefore all about participating in something you are passionate about that will either have something at stake, evoke passion, or you will need to rely on others. 



Topic 9: Managing
Mitzberg’s Model of Management
· Three planes of managing:
1. With information: 
· To sit two steps removed from the ultimate purpose of managing: information is processed by the manager to encourage other people to take the necessary actions. 
· Manager focuses neither on people nor on actions directly, but on information as an indirect way to make things happen.
· Two roles: 
i. Managers communicate: to promote the flow of information all around the manager.
ii. Control: to use information to drive behavior mainly inside the managed unit.
2. Through people: 
· To move one step closer to action but still to remain removed from it: manager helps other people make things happen; they are the doers (gens d’action).
· Using information to drive people to specifics end.
· Managers lead (inside) and link (to the outside).
3. To action: 
· If managers manage through information and with people, then they manage action directly: more actively, and concretely.
· Doing (inside unit and organization)
i. Actions that directly turn inputs into outputs
· Managers do (inside) and deal (outside

1st plane: With information
Communicating all around:
· Monitoring: As monitors, managers reach out for every scrap of useful information they can get.
· Nerve center: Everyone reporting to a manager is a specialist charged with some particular aspect of the unit’s work. The manager is the relative generalist among them.
· Has the broadest base of information (generalist)
· Should be the best informed member of the unit
· Like a server or switchboard
· Work this way both in and outside the organization
· Disseminating: Manager disseminate much of information to other people in their unit: they share it. 
· Spokesperson: as spokesperson for the unit, the manager represents it to the outside world, outside the unit and the organization.
· Beyond documents:
· The verbal: Gossip, opinion, stories
· The visual: Body language
· The visceral: Feelings, intuitive
· Information processinglistening, seeing, and feeling, as well as a good deal of talking.
Controlling Inside the unit:
· To direct the behavior of their subordinates.
· Controlling through decision-making: 
· Designing: Designing the infrastructure of the unit, through strategies, structures, and systems to control de behaviors of its people.
· Strategies: Formulate strategies for others to implement
· Structures: Divide up the work, allocate responsibilities, and then organize it around a hierarchy of authority.
· Systems: Managers can take charge of designing various systems of control in their units.
· Delegating: Assigning responsibilities
· Designating: The making of specific choices
· Distributing: Allocating resources
· Deeming: Goal setting
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2nd plane: Through people
	Leading people inside the unit:
· Energizing individuals: Managers help to bring out the energy that exists naturally within people. 
· Developing individuals: Managers help people to develop themselves. Managers coach, train, mentor, teach, counsel, etc.
· Building and maintaining teams: this involves not only bonding people into cooperative groups but also resolving conflicts within and between these groups so that they can get on with their work.
· Establishing and strengthening culture: Encourage the best efforts of people, by aligning their interests with the needs of the organization. Culture is decision shaping as a form of leading. Here the manager can be described as the energy center of the unit’s culture.
Linking to people outside the unit:
· [image: ]It focuses on the web of relationships that managers maintain with numerous individuals and groups outside their units (customers, suppliers, partners, government, etc.), whether in other units of the same organization or outside of it entirely.



· Networking: Building up networks of outside contacts and establishing coalitions of external supporters.
· Representing: Managers play a figurehead role, representing their unit officially to the outside world.
· Conveying and convincing: managers use their networks to gain support for their unit, managers seek to convince the outsiders about what is important for their unit. 
· Manager champion the needs of their unit, lobby for its causes, promote its products, advocate on behalf of its values, and just plain peddle influence for it.
· Transmitting: Managers who peddle influence out are the targets of influence coming in, a good deal of which has to be transmitted to others in the unit.
· Buffering: managers are gatekeepers and buffers in the flow of influence; they control what information gets passed on, and how.
3d plane: To action
	Doing on the inside:
· Actions that directly turn inputs into outputs
· Two aspects:
1. Managing projects: Managers involve themselves in projects, initiating and designing proactive change in the unit, essentially exploiting opportunities.
2. Handling disturbances: Reacting to changes forced on the unit.
The effective organizations may be not only those that avoid many disturbances but also the ones whose managers deal effectively with the unexpected disturbances that do arise.
	Dealing on the outside:
· Building coalitions around specific issues, sometimes called mobilizing support, and then using these coalitions together with established networks to conduct negotiations.
· As figureheads, managers add credibility to the negotiations; as nerve centers, they can bring comprehensive information to bear on them; as distributors, they are able to commit the necessary resources in real time.

· Framing the job
· Defines how manager approaches his or her job.
· Managers frame their work by making particular decisions, focusing on particular issues, developing particular strategies, and to establish the context for everyone else working in the unit.

· Scheduling the work
· It brings the frame to life, determines much of what the manager seeks to do, and enables him or her to use whatever degrees of freedom are available.
· The manager’s schedule can have enormous influence over everyone else in the unit: whatever gets in the agenda is taken as a signal of what matters in the unit.
· They are often allocating their own time and also that of people reported to them.

· Leadership
· Mintzberg objects to the popular focus on leadership because, he claims, too much leading can result in a job free of content (aimless, frameless and actionless.) 
· Under the category of leadership, Mintzberg discusses communicating, doing, and controlling. He says that the manager that only communicates never gets anything done, while the manager that only does ends up doing everything himself and the manager who only controls risks controlling an empty shell of “yes” men and women.

· Well Rounded Job Practice
· Mintzberg says that practicing a well-rounded job is being somewhat present in every managerial action (doing, dealing, leading, linking etc). By tilting back and forth according to the pressures of the moment, Mintzberg believes that an effective manager can read his or her environment to determine the approximately best balance between managerial actions, because it is not possible or effective to attempt to do all of them simultaneously. “over time, managing has to function in a dynamic balance” 


Ibarra and Hunter- How Leaders Create and Use Networks

· Operational Networking- people you need to accomplish your assigned, routine tasks. Purpose: getting work done efficiently.  Location: internal, oriented towards current demands. Key behavior: depth. Building strong working relationships. 
· Personal Networking- kindred spirits outside your organization who can help you with personal advancement. Purpose: developing professional skills through coaching and mentoring; exchanging important referrals and needed outside information. Location: external and oriented towards current interests as well as future (potential) interests. Key behavior: breadth. Reaching out to contacts that can make referrals. 
· Strategic Networking- people outside your control who will enable you to reach key organizational objectives. Purpose: figuring out future priorities and challenges; getting stakeholder support for them. Location: Contacts are internal and external, oriented towards the future. Key behavior: leverage. Creating inside-outside links. 
	 










***** missing the definition of the terminterpretation
How do socialization processes relate to culture
Geek to Man

Topic 10: Organizational Culture 
The Cultural Lens
· Meanings
· Meanings focuses on values, languages, beliefs, founding legends, social norms, myths, rituals, mental frameworks or maps, metaphors, superstitions and ideologies shared by a few, many or all organizational members. Meanings guide behaviour.
·  Meanings are basically what different things MEAN to different people. Strategies, goals, rewards and so forth may mean different things to different people, and understanding why certain things mean certain things to different people is a key part of understanding and running an organization

· Symbols
· Symbols are vehicles for meaning. This means that when two different people see a symbol such as McDonalds arches it could mean completely different things to them. 
· The symbol is the unit on which the cultural perspective rests and decoding what a given symbol or set of symbols means to a specific group of people is what cultural analysis is all about. 

· What are denotative and connotative meanings? 

· Denotative meanings
· This refers to the direct instrumental uses of a symbol.  A denotative meaning is the obvious use of something.
· An example is an annual report used as a standard evaluation tool for the performance of a firm. 
· Connotative meanings:  
· This refers to the expressive, more general and broader uses of a symbol. A connotative meaning is the meaning behind the obvious one.  
· Using the same example of the annual report, the connotative meaning of having a proper annual report would be that your company keeps meticulous notes and records, and has concern for its stock holders since it takes the time to present an annual report. 

What four areas need to be explored when thinking about symbols?

· Symbols themselves, the physical aspect of them (i.e. the product itself, or the building) and the ideational aspect (i.e. values, norms, ideologies). Symbols are cultural objects that can be categorized.
· Symbols are produced and used by identified (and self-identifying people) and groups within and beyond organizations for certain purposes and thus the intentions of the symbols creators and users must be understood.
· Symbols are always put forth within a particular historical period and social context, which severely shapes and limits the possible meanings a symbol may carry.
· Symbols typically mean different things to different people so the receptive competencies and expectations of those who come into contact with given symbols must be examined. Even simple symbols can be interpreted in a complicated manner.

The four areas in short are:
1. Symbols connections with culture.
2. The intentions of who ever created the symbol
3. What period of time the symbol was put forth because it has a big impact on the meanings that could potentially be understood by people.
4. The interpretations of the symbols

· What is Culture? 
· Culture refers to a way of life shared by members of a given society and includes knowledge, belief, art, morals, laws, customs, and any other abilities and habits acquired by members of that society. 
· We can view culture generally as a way of life passed from one generation to the next.
How are Cultural Products different from Cultural Processes?
· Cultural Products: tangible, social constructions, symbolic goods, or commodities that are explicitly produced such as business cards, TV sit-coms, or a raise and promotion handed out in a corporate setting. 

· Cultural processes: more general, implicit features of social life itself that underlie and prefigure such products, such as the ways Japanese and Americans make their business cards, or the way gender roles are specified in different cultures.

How is cultural different from structure?
· Structure represents institutionalised conditions (both material and social) that characterize and more or less direct the communal, economic and political life of a given society. 
· Culture represents the values, beliefs, norms, and so forth that provide meaning and legitimacy to such patters. 
· As culture shifts, so does structure and vice versa. Structural change implies cultural change but the change will be slow. You need both structural and cultural.

· How are the concepts of culture and identity related?
· In many ways they are interchangeable because one implies the other. Culture influences decision you make and mannerisms you have which in turn builds up your identity. You become who you are based on the way you act, and the way you act is based on culture.

· How can culture be used to control or motivate?
· Change the organizational structure to make employees feel more connected to the project and involved.  The greater influence an employee has over what happens in a firm or in their own segments of a firm, the more employees will identify with and contribute to the goals of the firm.
· Japanese companies sometimes recruit based on how enthusiastic an employee will be about the firm.  They create an environment with long term career opportunities and promises of benefits so that an employee will be excited to work in the culture of the organization. 
· Another method is to promote conceptual models of though and action for employees to follow. Decorating work space with “employee of the week” pictures, or publicly honouring exceptional sales people when they do good work etc... this kind of positive reinforcement may cause model employees to become someone that other employees will look up to until they copy that good behaviour and produce similar results. 
· Things to avoid that will de-motivate employees include spending too much time looking at quarterly reports and focusing on the numbers because this can produce a culture with little concern for long run profitability.

· What are subcultures?
1. A subset of an organization's members who interact regularly with one another,
2. Identify themselves as a distinct group within the organization, 
3. Share a set of problems commonly defined to be the problems of all, 
4. Routinely take action on the basis of collective understandings unique to the group.

· Basically, they are Groups of people who share common identities based on characteristics that often transcend or override their organizationally prescribed roles and relationships. Subcultures emerge more or less autonomously in all organizational settings and influence the behavior of organizational members in a variety of ways.

Which divisions develop subcultures in organizations?
· The division between management and labour. There are usually clear lines between management and the average worker. An example is the executive lounge vs. the workers cafeteria. Other things such as the higher salary earned by the management vs. the hourly wage earned by workers is another example of a management labour divider. 
· Another division is based on occupational interests and education backgrounds. The accountants hang out with the accountants, the machinists with other machinists etc... 
· Another division is based on age, religion, ethnicity, occupation, etc...
	What does the existence of subcultures suggest about employees identities?
· Work identities are defined by projects, not departments. Since people come and go in organizations they don’t have time to connect and identify with the unit they work in because it’s always shifting. But they can identify with projects they’ve worked on.

· How does the cultural context in which the firm operates influence the firm?
· Since firms are so globalised now (ex. they have sales in many different countries), they need to learn different surrounding cultures so that they can adapt to them.  
· Also since people from different countries work together now (again because of globalisation) they need to understand each other’s cultures and respect them.  Some practices used in other areas of the world are applicable to western society’s organizations, while some practices are not. 
· For example Japanese organizations are much wider, meaning management and labour work very closely together, this does not translate well in Europe and North America.
Organization Culture (E.Schein)
· Schein’s Definition of Culture
· Culture is what a group learns over a period of time as that group solves internal and external problems. Perceptions, language and thought processes that a group comes to share will be the ultimate causal determinants of feelings, attitudes, espoused values, and over behaviour. 
· Culture can be defined as: 
a) A pattern of basic assumptions
b) Invented, discovered, or developed by a certain group
c) As it learns to cope with external ADAPTATION and internal INTEGRATION
d) That has worked well enough to be considered valid, and therefore
e) Is to be taught to new members as the
f) Correct way to perceive, think and feel in relation to those problems
· The strength of a culture depends on: the stability of the group, the length of time the group has existed, the intensity of the group’s experiences of learning, the mechanisms by which the learning has taken place and the strength and clarity of the basic assumptions held by the leaders of the group. 

· [image: ]The Levels of Culture:
1. Observable artefacts:  physical layout, the dress code, language, manner in which people address each other, smell and feel of the place, emotional intensity. Permanent archival manifestations.  This also includes company records, Products etc... It’s hard to decipher accurately, we know how we react to them but not necessarily how other members react.
2. Values: norms, ideologies, chargers, philosophies.  Discovered through interviewing and surveys. Very difficult to observe.
3. Assumptions: Easier to observe, taken for granted, obvious, underlying assumptions that determine perceptions, thoughts, processes, feelings and behaviours.

· What are the means through which culture is created?
· Culture is learned. Leaders and powerful members embed them(assumptions and values) into groups.

Two ways the norms/assumptions/values can be taught are:
1. Norm formation around critical incidents
· Something emotionally charged or anxiety produced may happen, because everyone witnessed it and the tension was high, the immediate next set of behaviours tend to create a norm.
· Ex. someone calls out in class, the teacher yells and says no calling out, and then no one else calls out. The norm is now to not call out.
· The norm may eventually become a belief and then an assumption if the same pattern recurs.
2. Identification with leaders
· Modeling by leaders permits members to identify with them and learn their values and assumptions. 
· When groups or organizations first form, there are dominant figures or “founders” whose own beliefs, values, and assumptions provide a visible and articulated model for how the group should be structured and function. Some of these beliefs work out and some don’t. 

· The socialization process?
· This process is when new members are entering your group
· It begins with recruitment and selection in that the organization is likely to look for new members who already have the “right” set of assumptions, beliefs and values.  New members don’t really know the ropes well enough to be able to take and enact their organizational roles and this they need to be trained.  
· How do socialization processes relate to culture****??
7 dimensions of socialization is on page.330 I’m not sure if it’s needed or not, it doesn’t really answer the question....

· Three potential outcomes of the socialization process:
· when you teach someone about your culture they will have:

1. Custodial orientation: total conformity to all norms
2. Creative individualism: implies the trainee learns all the central and pivotal assumptions of the culture but rejects all the peripheral ones, thus permitting the individual to be creative with respect to the organizations tasks and in how the organization performs them.
3. Rebellion:  total rejection of all assumptions, if the rebellious individual is constrained by external circumstances from leaving the organization, he or she will subvert sabotage and ultimately increase revolution.

· How can leaders produce desired cultural changes?
a) Leaders may highlight threats to the organization if no change occurs. And encourage the belief that change is possible.
b) May articulate a new direction and a new set of assumptions, this providing a clear and new role model.
c) Fill important positions with people who believe the same way that he does. Replace existing leaders with ones who share his ideas of culture.
d) Leaders can reward people who adopt the new practices, and punish those who don’t.
e) Organization members may be seduced or coerced into adopting new behaviours that are more consistent with new assumptions.
f) Scandals can be used to destroy the old culture
g) Leaders may create new emotionally charged rituals and develop new symbols around the new assumptions to be embraced, using the methods in #3.
From Geek to Man (Michael Lewis)
· Describe the culture at Salomon’s London office
· What factors support is culture
· Does its culture help or hinder effectiveness
· Would you like to work at Salomon? Why or why not?









	Topic 11: Job Design and Work

A New Strategy for Job Enrichment 
· Name and describe the three psychological states that are critical in determining one’s internal motivation and satisfaction on the job.

1. Experienced Meaningfulness: the individual must perceive their work as worthwhile or important by some system of values they accept
2. Experienced Responsibility: he must believe that he personally is accountable for the outcomes of his efforts
3. Knowledge of Results: They must be able to determine, on a regular basis, whether or not the outcomes of their work are satisfactory

· What personal and work outcomes does the achievement of these psychological states lead to?

· Personal: Internal Motivation 
· when these three conditions are preset, a person tend to feel good about themselves when they perform well 
· those good feelings will prompt them to try to continue to do well so that they can earn the positive feelings in the future
· Internal motivation: being turned on to one’s work because of the positive internal feelings that are generated by doing well, rather than being dependent on external factors for the motivation to work effectively 

· Work Outcomes
· when these three psychological states are high then, 
· internal work motivation, job satisfaction and work quality = high
· absenteeism and turnover = low

· Explain what happens if one of the three psychological states is missing? 
· motivation drops markedly 

· What five core job characteristics evoke the three psychological states?

· Toward experienced meaningfulness:
1. Skill Variety: the degree to which a job requires the worker to perform activities that challenge his skills and abilities
- the more skills involves, the greater the potential for the job to appeal to the whole person and reduces the monotony of performing the same task repeatedly 

2. Task Identity: the degree to which the job requires completion of a ‘whole’ and identifiable piece of work. Ie. Doing a job from beginning to end with a visible outcome

3. Task Significance: the degree to which the job has a substantial and perceivable impact on the lives of other people, whether in the immediate organization or the world at large. 

· Toward Experienced Responsibility: 

4. Autonomy: the degree to which the job gives the worker freedom, independence and discretion in scheduling work as well as determining how they will carry it out 
- people in high autonomous jobs know they are personally responsible for the successes and failures, how the work goes will depend on their efforts and initiatives 

· Toward Knowledge of Results: 

5. Feedback: The degree to which a worker, in carrying out the work activities required by the job, gets information about the effectiveness of his efforts 
- feedback is most powerful when it comes directly from the work itself
- feedback in this context does not mean praise or criticism from a superior 

· Can a job that is high in motivating potential be rated low in on all three dimensions related to experienced meaningfulness?
· A job high in motivating potential must be high in at least one of the three dimensions that lead to experienced meaningfulness and high in both autonomy and feedback as well. 

· How does an individual’s psychological needs (growth needs) moderate the relationships between the job and work outcomes?
· workers with high growth needs will turn on eagerly when they have jobs that are high in the core dimensions 
· workers whose growth needs are not so strong may respond less eagerly, or at first will balk at being pushed or stretched too far 
· psychologists are still unsure if the growth need “spark” can be rekindled for those individuals who had their growth needs dampened by years of growth-depressing experience in their organizations 

* MPS: Motivating Potential Score
- a single summary index of the degree to which the objective characteristics of the job will prompt high internal work motivation 

· The Job Characteristic Model
[image: Sans titre.png]

· Explain how you would perform a job diagnosis?
· central to diagnostic procedure is a package of instruments to be used by employees, supervisors and outside observers in assessing the target job and employees’ reactions to it 
· The following are the three steps, and the instruments used in assessment :

1. Are motivation and satisfaction central to the problem? 
· First determine the objective characteristics of the job itself, including an overall indication of the “motivating potential” of the job as it exists and the score of the job on each of the five core dimensions described previously. 
· identify whether employee motivation and satisfaction are the real problems, if they are then move on to step 2
· if motivation and satisfaction are not the problems, you must look to other aspects of the work situation to identify the real problem (it could be a poorly designed production system or an error-prone computer 

2. Is the job low in motivating potential? 
· Examine the current levels of motivation, satisfaction and work performance of employees on the job (ie. The MPS score of the target job and compare it to the MPS’s of other jobs)
·  if their MPS is low, one would continue on to step 3
· if their MPS is high, attention should be given to other possible reasons for the motivational difficulties such as pay, supervision, relationships with co-workers, etc. 

3. What specific aspects of the job are causing the difficulty? 
·  Examine the job on each of the five core dimensions to pinpoint the specific strengths and weaknesses of the job as it is currently structured 

4. How “ready” are the employees for change? 
·  Determine the level of growth-need strength of the employees, the “JDS” is a direct measure of this 
· high growth-need employees will be more responsive to job enrichment than low growth-need
· identifying growth need strength will show what kinds of satisfactions the people who do the job are motivated to obtain 
· it will also show which people it is best to start changes with 

· What specific actions could you take to enrich a job?
· there are five “implementing concepts” 
· each is aimed at improving both the quality of the working experience for the individual and their work productivity 
· after completing the diagnosis, a “change agent” would know which of the core dimensions were most in need of remedial attention
· The figure below shoes which implementing concepts specifically deal with the troublesome parts of the existing job 

	Implementing Concepts
	Core Job Dimensions

	Forming Natural Work Units
	 Task Identity
 Task Significance

	Combining Tasks
	 Skill Variety
 Task Identity

	Establishing Client Relationships
	 Skill Variety
 Autonomy
 Feedback

	Vertical Loading
	 Autonomy

	Opening Feedback Channels 
	 Feedback




1. Forming Natural Work Units 
· Based on the notion of distributing work in some logical way
· The logic imposed should consider job-holder satisfaction and motivation before it considers current workload or “efficiency” as defined by industrial engineering 
· The basic principle is “ownership”: a worker’s sense of continuing responsibility for an identifiable body of work 
· 2 steps involved in creating natural work units
· first – identify the basic work items (example in a typing pool, the work unit would be “pages to be typed”)
· second – group the items in natural categories (example, each typist be assigned continuing responsibility for all jobs requested by one department)
· the assignments should be made in a way that workloads are equal in the long run 
· natural units of work thus promote task identity and task significance 

2. Combining Tasks 
· the principle suggests that whenever possible existing and fractionalized tasks should be put together to form new and larger modules of work 
· fractionalization is usually justified by efficiency in terms of cost-effectiveness, but this is often not taking into consideration all of the costs involved
· even if the fractionalized job is efficient, if the resulting job is so unrewarding that performing it day after day leads to high turnover, absenteeism, drugs and alcohol and strikes, then productivity is actually lower 
· if tasks when combined are too many for one person, develop of small team of workers who are given great autonomy for its completion 

3. Establishing Client Relationships
· by encouraging and enabling employees to establish direct relationships with the clients of their work, improvements often can be realized simultaneously on three of the core dimensions
· Feedback – additional opportunities for the individual to receive praise or criticism of his work outputs directly 
· Skill variety – because of the necessity to develop and exercise one’s interpersonal skills
· Autonomy – individual is often give personal responsibility for deciding how to mange their relationships with clients of their work 
· Creating these relationships is a 3 step process:
· First – client must be identified 
· Second – most direct contact possible between the worker and the client must be established 
· Third – criteria must be set up by which the client can judge the quality of the product or service they receive (and the client should have a means of relaying their judgment directly back to the worker) 
· Contact should be as frequent as possible, and the performance criteria should be known and understood by both parties 

4. Vertical Loading 
· closing the gap between the doing and the controlling/planning parts of the job
· vertical loading may be the single most crucial job-design principles
· responsibilities and controls that were formerly reserved for higher levels of management are added to the job
· ways to achieve this: 
· give the job holder greater discretion in setting schedules, deciding on work methods, checking quality, and advising or helping train less experienced workers 
· grant additional authority 
· Time management: when to start, stop and take breaks
·  Financial controls: some degree of knowledge and control over the budget and other financial aspects of the job 
· The increase in autonomy will increase objective personal control over the work, leading to increased feelings of personal responsibility and a higher internal work motivation 

5. Opening Feedback Channels 
· opening channels to individuals or teams to help them learn whether their performance is improving, deteriorating or remaining at a constant level 
· it is better for a worker to learn about his performance directly as he does his job (rather than from management on an occasional basis) 
· job-provided feedback is more private and immediate than supervisor-supplied feedback 
· it increases the worker’s feelings of personal control over their work 
· avoids potentially disruptive interpersonal problems that can develop when a work must rely on direct messages or subtle cues from their boss
· this can be achieved through: 
· establishing direct client relationships 
· placing quality control close to the worker or even in their own hands, increases both the quality and quantity of performance data available 
· ending the tradition that performance data be kept by a supervisor and transmitted up (not down) in the organizational hierarchy 
· computers and other automated operations are useful when trying to provide immediate feedback to workers 
· feedback must be recognized as an important motivator 


Serving in Florida 
· we won’t be tested on this but essentially its about a well-off author who as an experiment tries to live working at a minimum wage service job 
· she is a waitress at a restaurant attached to a low star hotel 
· She basically can’t make ends meet, a lot of her co-workers are living in their cars, no one is treated well, the management are assholes who don’t help but yell, there are new immigrants who are taken advantage of, etc. 
· in the reading guide it just says to think about how to use the job enrichment theory in the first reading to improve the jobs she does (hotel house keeping and minimum wage waitress)


















Topic 12: Motivation

· Motivation
· Definition: The processes that account for an individual’s intensity, direction, and persistence of effort toward attaining a goal. (The 3 main words in this definition, as noted in the interactive, are intensity, direction, and persistence.
· Intensity: how hard a person tries
· Direction: self explanatory, e.g. High intensity is unlikely to lead to a favourable job- performance outcomes unless the effort is channelled in a direction
· Persistence: the measure of how long a person can maintain effort  

· Early theories of motivation 
· Unfortunately (as the author explains) there are a number of early motivation theories that are intuitively appealing but have not been verified or, as is the case with Maslow’s theory, have been falsified. Skim Maslow’s hierarchy of needs theory, theory x and y, and two-factor theory. They will help you understand the evolution of McClelland’s Theory of Needs.

· The following theories have been developed in the 1950’s. They have been heavily attacked and questionable in terms of validity but they are still the best-known explanation for employee motivation. 
· Two reasons why we should still learn them: 
· They represent a foundation from which contemporary theories have grown
· Practicing managers still regularly use these theories and their terminology in explaining employee motivation

· Hierarchy of Needs
· Maslow hypothesized that within every human being, there exists a hierarchy of 5 needs (1 being the bottom of the pyramid, 5 being the highest point):

1. Physiological – includes hunger, thirst, shelter, sex (yes car), and other bodily needs
2. Safety – security and protection from physical and emotional harm
3. Social – affection, belongingness, acceptance, and friendship
4. Esteem – internal factors such as self respect, autonomy, and achievement, and external factors such as, recognition, and attention
5. Self actualization – Drive to become what one is capable of becoming; includes growth, achieving one’s potential and self fulfillment

· The individual moves up the steps of the hierarchy.
· The theory says that although no need is ever fully gratified, a substantially satisfied need no longer motivates. Therefore if you want to motivate someone, you need to understand what level of the hierarchy that person is currently on and focus on satisfying the needs at or above that level.

· Lower – order needs: physiological & safety needs
· Higher – order needs: social, esteem & self- actualization

· This division is based on the premise that higher order needs are satisfied internally (within the person) & that lower order needs are (predominantly) satisfied externally. (e.g. pay, union contracts and tenure)
· REMEMBER this theory has not been validated as Maslow provided no empirical substantiation and the several studies that tried to validate the theory found no support for it.  There is little evidence that needs structures are organized along the dimensions proposed by this theory, e.g. that unsatisfied needs motivate, or that satisfied needs activate movement to a new needs level. 

· Theory X & Y
· Douglas McGregor proposed 2 distinct views of human beings:

1. Theory X – negative
2. Theory Y – positive

· He concluded that managers’ views of the nature of human beings are based on a certain grouping of assumptions and that managers tend to mold their behaviour toward employees according to these assumptions.

· Theory X: managers believe that employees inherently dislike work and must therefor be director or even coerced into performing it.
· Theory Y: managers assume that employees can view work as being as natural as rest or play, and therefore the average person can learn to accept, and even seek, responsibility.

· Relating this theory to Maslow’s, Theory Y assumes that higher order needs dominate individuals. McGregor believed that Theory Y was in fact more valid than Theory X, therefore he proposed ideas such as participative decision making, responsible and challenging jobs, and good group relations as approaches that would maximize an employee’s job motivation. 
· REMEMBER, no evidence/ empirical research that this theory is valid.

· Two Factor Theory – Frederick Herzberg

· This theory is also known as the motivation- hygiene theory
· Definition of theory: believing that an individual’s relation to work is basic and that one’s attitude toward work can very well determine success or failure. 
· He conducted kind of a study, where he asked people ‘What do people want from their jobs?’ and asked them to answer in detail, e.g. situations in which they felt exceptionally good or bad about their jobs. This was then tabulated and categorized. 
· From the data he collected he was able to conclude that when people replied with good feelings about their jobs, they were significantly different from when people replied with bad feelings. 

· Intrinsic factors such as advancements, recognition, responsibility and achievement seem to be related to job satisfaction.
· Extrinsic factors such as supervision, pay, company policies, and working conditions corresponded with people who were dissatisfied with their jobs. 
· Herzberg concluded that the opposite of satisfaction is NOT dissatisfaction. In fact the opposite of satisfaction is no satisfaction, and the opposite of dissatisfaction is no dissatisfaction. He believed that the factors that lead to hob satisfaction are separate and distinct from those that lead to hob dissatisfaction. 
· He continued by classifying conditions surrounding the job such as quality of supervision pay, company policies, physical working conditions, relations with others, and job security as hygiene factors.  When these conditions are adequate, people will not be dissatisfied, neither will they be satisfied. 
· According to this theory, if we want to motivate people on their jobs, we need to emphasize on factors that are associated with the work itself or with outcomes directly derived from it, such as promotional opportunities, opportunities for personal growth, recognition, responsibility and achievement.

The following are some criticizing points about this theory:

1. The procedure that Herzberg used is limited by its methodology. When things are going well, people tend to take credit themselves. Contrarily, they blame failure on the extrinsic environment
2. The reliability of Herzberg’s methodology is questioned.  Raters have to make interpretations, so they may contaminate the findings by interpreting ones response in one manner while treating a similar response differently
3. No overall measure of satisfaction was utilized. A person may dislike part of a job yet still think the job is acceptable overall
4. Herzberg assumed a relationship between satisfaction and productivity, but the research methodology he used looked only at satisfaction and not productivity. To make such research relevant, one must assume a strong relationship between satisfaction and productivity. 

NOTE: even though we may intuitively like a theory, this does not allow us to accept it. 


 You should be able to explain the following theories and work through an example of each:

· McClelland’s Theory of Needs – David McClelland & associates

· This theory focuses on 3 needs:

1. Need for achievement (nAch) is the drive to excel, to achieve in relation to a set of standards, to strive to succeed.
2. Need for power (nPow) is the need to make others behave in a way in which they would not have behaved otherwise.
3. Need for affiliation (nAff) is the desire for friendly and close interpersonal relationships.

· Focused more on nAch
· High achievers perform best when they perceive their probability of success is 50%. They dislike gambling with high odds because they get no achievement satisfaction from success that comes by pure chance. And they dislike low odds because then there is no challenge to their skill. Therefore they like to set a goal that requires stretching themselves a little. 

· Because of the extensive amount of research we can make some reasonably well supported predictions of the relationship between achievement need and hob performance:

1. When jobs have a high degree of personal responsibility and feedback and an intermediate degree of risk, high achievers are strongly motivated. (Example of high achievers includes those successful in entrepreneurial activities such as running their own businesses and managing self contained units within large organizations).
2. A high need to achieve does not necessarily make someone a good manager, especially in large organizations. People with a high achievement need are interested in how well the do personally and not in influencing others to do well 
3. The needs for affiliation and power tend to be closely related to managerial success. The best managers are high in their need for power and low in their need for affiliation. 

· This theory has had the best research support but it has less practical effect than the others.  Since McClelland stated that these needs are subconscious, measuring them is not easy. Next off because measuring the needs is time consuming and expensive, few organizations have been willing to invest time and resources in measuring McClelland’s concept. 

Contemporary theories of motivation

- These theories represent the current state of thinking in explaining employee motivation

· Cognitive Evaluation Theory

· This theory proposes that the introduction of extrinsic rewards, such as pay, for wok effort that was previously intrinsically rewarding due to the pleasure associated with the content of the work itself tends to decrease overall motivation. 
· This theory argues that when extrinsic rewards are used by organizations as payoffs for superior performance, the intrinsic rewards, which are derived from individuals doing what they like, are reduced.  In other words, when extrinsic rewards are given to someone for performing an interesting, it causes intrinsic interest in the task itself to decline. 
· This happens because an individual experiences a loss of control over her own behavior so that the previous intrinsic motivation diminishes. Furthermore, the elimination of extrinsic rewards can produce a shift from external to an internal explanation in an individual’s perception of causation of why she works on a task. 
· A perfect example: if you are reading a novel a week because your English teacher requires you to, you can attribute your reading behavior to an external source. However, once the class ends, if you still find yourself reading a novel a week, your natural inclination is to say, ‘ I must enjoy reading novels because I’m still reading one every week’.
· If pay and other extrinsic rewards are used as effective motivators, Cognitive evaluation theorists would argue that this will only tend to decrease the internal satisfaction that the individual receives from doing the job.  Therefore, if this theory is correct, it would make sense to make an individuals pay non-contingent on performance in order to avoid decreasing intrinsic motivation. 

· There are a few exceptions to this theory:

	Extrinsic rewards that are verbal (e.g. receiving praise from a supervisor or coworker) or tangible 	(money) can actually have different effects on individual’s intrinsic motivation:

· Verbal rewards increase intrinsic motivation, whereas tangible rewards undermine it. (e.g. when people are told they will receive a tangible reward they focus more on the reward than on the task). On the other hand, verbal rewards seem to keep people focuses on the task and encourage them to do it better. 

· This theory concludes by saying that an individual should choose to do something (pick their job) for reasons other than extrinsic rewards. In terms of managers, they should make work interesting, provide recognition, and support employee growth and development. Employees who feel that wheat they do is within their control and as a result of free choice are likely to be more motivated by their work and committed to their employers. 




· Goal-Setting Theory – Edwin Locke

· Edwin proposed that intentions to work toward a goal are a major source of work motivation. That is, goals tell an employee what needs to be done and how much effort will need to be expended. More to the point we can say that:

1. Specific goals increase performance;
2. That difficult goals, WHEN ACCEPTED, result in higher performance than do easy goals; 
3. And that feedback leads to higher performance than does non-feedback

· It seems that specificity of the goal itself acts as an internal stimulus. 

· If factors such as acceptance of the goals are held constant, we can also state that the more difficult the goal, the higher the level of performance. This is true because once a hard task is ACCEPTED, the employee can be expected to exert a high level of effort to try and achieve the goal.

Why do challenging goals motivate us? 

1. Difficult goals direct our attention to the task at hand and away from irrelevant distractions. Challenging goals get our attention and thus tend to help us focus
2. Difficult goals energize us because we have to work harder to attain them (e.g. do you study as hard for an easy exam than you do for a hard one? Probably not!!)
3. When goals are difficult, people persist in trying to attain them
4. Difficult goals lead us to discover strategies that help us perform the job or task more effective (e.g. if we have to struggle for a way to solve a difficult problem, we often think of a better way to g about it)

· Self generated feedback is better: people do better when they get feedback on how well they are progressing toward their goals because feedback helps to identify discrepancies between what they have done and what they want to do, therefore feedback acts to guide behavior. 

· Does participating in setting goals (with others) result in employees to try harder? In some cases, collaboratively set goals have shown superior performance, but on the other hand there are cases where individuals performed best when assigned goals by their boss.

· A major advantage of participation may be increasing acceptance of the goal itself as a desirable one toward which to work. 

· There are 3 factors that influence the goals performance relationship: ( Note, this theory presupposes that an individual is committed to the goal, that is, an individual is determined not to lower or abandon the goal). 

1. Goal commitment
2. Task characteristics
3. National culture

· Goal commitment is most likely to occur when goals are made public, and when the goals are self-set rather than assigned. Research also indicates that goal-setting theory doesn’t work equally well on all tasks. Goal seem to have a more substantial effect on performance when tasks are simple rather than complex, well learned rather than novel, and independent rather than interdependent. Lastly, goal setting theory is culture bound. It’s well adapted to countries such as the USA and Canada because its key components align reasonably well with North American cultures. But we cannot expect this theory to necessarily lead to higher employee performance in countries such as Portugal or Chile, where concrete, individualized objectives may be rejected by more employees. 
· This lame theory basically concludes that setting specific, challenging goals for employees is the best thing managers can do to improve performance


Implementing the Goal Setting Theory

How do you make this theory operational? 

· A systematic way to utilize this theory is with a management by objectives program (MBO)

Management by objectives emphasizes:
· Collaboratively set goals that are tangible, verifiable and measurable. 
· The organization’s overall objectives are translated into specific objectives for each succeeding level in the organization

· This implementation works from the bottom up as well as from the tip down. The result is a hierarchy that links objectives at one level to those at the next level. 

· There are 4 common ingredients within the MBO programs:

1. Goal specificity
2. Participation in decision making
3. An explicit time period
4. Performance feedback

· The only area of possible disagreement between MBO and the goal setting theory relates to the issue of participation: MBO strongly advocates it, whereas the goal setting theory demonstrates that managers assigning goals is usually as effective 

· Self-Efficacy Theory – Albert Bandura 

· This theory refers to an individual’s belief that he or she is capable of performing the task.

· In difficult situations, people with low self efficacy are more likely to lessen their effort or give up altogether, whereas those with high self – efficacy will try harder to master the challenge
· Individuals with high self efficacy seem to respond to negative feedback with increased effort and motivation, whereas those with low self efficacy are likely to lessen their effort when given negative feedback

· Note: Goal setting theory and self-efficacy theory don’t compete with one another, rather, they complement each other. 

· Research has shown that setting difficult goals for people communicates confidence. (e.g. imagine your boss sets a high goal for you, and you learn that this goal is higher than any other goal that your boss has set to you coworkers. You would probably interpret this as; I guess my boss thinks I’m capable of performing better than others.
· This then sets into motion a psychological process in which you are more confident in yourself and you set higher personal goals, causing you to perform better both in the workplace and outside it.

· There are 4 ways self-efficacy can be increased:

1. Enactive mastery – gaining relevant experience with the task or job. If you’ve been able to perform the job successfully in the past, then you’re more confident you’ll be able to do it in the future.
2. Vicarious modeling – becoming more confident because you see someone else doing the task. For example if your friend loses weight, then it increases your confidence that you can lose weight to 
3. Verbal persuasion – becoming more confident because someone convinces you that you have the skills necessary to be successful. Motivational speakers use this tactic a lot
4. Arousal – becoming more confident because one is “psyched up” and performs better. But when arousal is not relevant to the task, then arousal hurts performance. In other words id the task is something that requires a steady, lower-key perspective, arousal may in fact hurt performance 



· Equity Theory

· This theory proposes that when we compare what we put into our jobs to what we get out of our jobs can affect motivation. That is, employees compare their job inputs (effort, experience, education, competence) and outcomes (salary levels, raises, recognition) to those of others.

· When we see the ratio as unequal, we experience equity tension. When we see ourselves as under rewarded, the tension creates anger; when we see ourselves as over rewarded, the tension creates guilt

There are 4 referent comparisons that an employee can use:

1. Self inside: an employee’s experiences in a different position inside the employee’s current organization 
2. Self outside: an employee’s experiences in a situation or position outside employee’s current organization
3. Other inside: another individual or group of individuals inside the employee’s organization
4. Other outside: another individual or group of individuals outside the employee’s organization

· Employees can compare themselves to friends, neighbours, coworkers or colleagues in other organizations to compare their present job with past jobs. 
· Which referent an employee chooses will be influenced by the information the employee holds about referents as well as by the attractiveness of the referent. 

· When there is inequity, employees may perform any of these propositions: (1 & 2 refer to over rewarded, and 3 & 4 refer to under rewarded)

1. Hourly and salaried employees will generate high quantity or quality of production in order to increase the input side of the ratio and bring about equity
2. Individuals paid on a piece rate basis will increase their effort to achieve equity, which can result in greater quality or quantity. However, increases in quantity will only increase inequity because every unit produced results in further overpayment. Therefore, effort is directed toward increasing quality rather than increasing quantity. 
3. Effort will be decreased, which will bring about lower productivity or poorer quality output than equitably paid subjects
4. Employees on piece rate plans can bring about equity because trading off quality of output for quantity will result in an increase in rewards, with little or no increase in contributions. 

· Note: some of these propositions have been supported BUT some have not

Cons to this theory

· We can see that inequities created by overpayment do not seem to have a very significant impact on behaviour in most work situations. People have a great deal more tolerance of overpayment inequities than of underpayment inequities or are better able to rationalize them  therefore it is pretty damaging to a theory when one half of the equation falls apart

· Second, not all people are equity sensitive. It is also important to know that most research on this theory is based on pay, but employees DO look for equity in the distribution of other organizational rewards. (E.g. high status jobs, well furnished offices)
· Lastly, historically, equity theory focused on distributive justice, which is what the employees perceived fairness of the amount and allocation or rewards among individuals.

· However, nowadays, equity is thought of from the standpoint of organizational justice, which we define as an overall perception of what is fair in the workplace.  One key element if organizational justice is an individual’s perception of justice. In other words, fairness or equity can be subjective and it resides in the perception of the person. What one person may see as unfair another may see as perfectly appropriate. People see allocations or procedures favouring themselves as fair.
· The other key element to organizational justice is the view that justice is multidimensional. Organizational justice argues that distributive justice is important. How we get paid is just as important as how much we get paid relative to what we think we should get paid.  
· Beyond distributive justice, the key addition under organizational justice was procedural justice. This is the perceived fairness of the process used to determine the distribution of rewards. 

· Two key elements of procedural justice are process control and explanations:

· Process control: is the opportunity to present one’s point of view about desired outcomes to decision makers
· Explanations: are clear reasons for the outcome that management gives to a person

· Therefore, for an employee to see that the process is fair, they need to feel that they have some control over the outcome and feel that they were given an adequate explanation about why the outcome occurred. 

· Note: for this type of justice, is it’s important that a manager is consistent, is unbiased, and makes decisions based on accurate information and is also open to appeals. 

· A recent addition to research on organizational justice is interactional justice, which is an individual’s perception of the degree to which she is treated with dignity, concern, and respect. 
· From these 3 forms of justice, distributive is most strongly related to satisfaction with outcomes and organizational commitment. Procedural justice relates most to overall job satisfaction, employee trust, and withdrawal from the organization, job performance, and citizenship behaviours. There is less evidence on interactional justice 

· Steps to foster employee’s perceptions of fairness:

1. Managers should realize that employees are especially sensitive to unfairness in procedures when bad news has to be communicated
2. When managers have bad news to communicate, its really important to openly share information about how allocation decisions were made, follow consistent and unbiased procedures and encase in similar practices to increase the perception of procedural justice
3. When addressing perceived injustice, managers should focus their actions on the source of the problems


· Expectancy Theory – Victor Vroom

· This theory says that employees will be motivated to exert a high level of effort when they believe:

1. That effort will lead to a good performance appraisal
2. That a good appraisal will lend to organizational rewards, such as a bonus, a salary increase, or a promotion: and
3. That the rewards will satisfy the employee’s personal goals

· The theory focuses on 3 relationships:

A. Effort – performance relationship: the probability perceived by the individual that exerting a given amount of effort will lead to performance. “If I give a maximum effort, will it be recognized in my performance appraisal?”, the employee may ask him self before investing effort in a task. This aspect of this theory suggests that it is critical that an organization’s performance appraisal system be fair and unbiased, and that managers are aware of an recognize their employee’s efforts
B. Performance – reward relationship: the degree to which the individual believes that performing at a particular level will lead to the attainment of a desired outcome. “If I perform well, will it lead to organizational rewards?”, the employee may ask themselves. Here, it is critical that an organization’s pay system rewards employees for their performance, and not for other factors such as seniority, “kissing up” to the boss, or other nonperformance factors
C. Rewards – personal goal relationships: the degree to which an organizational satisfies an individual’s personal goals or needs and the attractiveness of those potential rewards for the individual. “If I’m rewarded, are the rewards ones that I find personally attractive?” the employee may ask himself. A real motivation- killer is when the organization spends considerable resources on a reward that employees don’t really value

· In conclusion, this theory helps explain why a lot of workers are NOT motivated on their jobs and do only the minimum necessary to get by. 
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