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What is organizational behavior?

The attitudes and behaviors of individuals and groups in organizations.

Examples of attitudes:
Satisfaction
Commitment
Reactions to change
Stress

Examples of behaviors:
Conflict
Cooperation
Innovation
Discrimination

The contingency approach 

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

Classical: When you try to coordinate a person or control them in order to make them behave a certain way

Human Relations: Allowing the person to express themselves by being flexible and adapting to their needs.

Mintzberg managerial roles: (3 types)

Interpersonal role: Establish and maintain personal relationships

Informational roles: Receive and transmit information across the organization

Decisional Roles: Makes decisions, allocates resources and handles conflict.

Managerial activities

Routine communication. Includes the formal sending/receiving information.
Traditional management. Planning/making decisions.
[bookmark: _GoBack]Networking. Interacting with people outside the organization.
Human resource management. Motivating, reinforcing, punishing staff/employees.
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Personality:

Characteristics that influences a person’s behavior
It can change through time
It is determined by predisposition and long term learning history
Determined in a complex way by genetic predisposition and by one’s long term learning history 

Nature vs Nurture

Nature is the biological heritage. The way you were brought up to think.
Nurture is how you react after experiencing life events.

Personality and Organizational Behavior

Dispositional Approach: Stable traits that influence organizational  behavior, however not scientifically proven to be a good indicator of job performance

Situational Approach: Work environment influence behavior, for example characteristics of the organization setting such as rewards and punishment influence people feeling, attitudes and behavior 

Interactionist approach: Function of both dispositional and situational. This is most widely accepted perpective within organizational behaviour!

Trait activation theory:
· Traits lead to certain behaviors only when situation makes the need for that trait salient. In other words a characteristic only comes out when it call for a particular personality characteristic 

The Big 5 Dimensions of Personality

Openness to Experience- curious/original vs dull/unimaginative 
Consciousness – dependable/responsible vs careless/ implusive
Extraversion – sociable, talkative vs. withdrawn /shy
Agreeableness- tolerant/cooperative vs cold/rude
Neuroticism / emotional stability – stable/confident vs. depressed/anxious
Research: 
· There is evidence to link the big 5 to job performance and organizational citizenship behaviors.
· Always related to work behaviors.
· Also related to work motivation and job satisfaction 
· Amongst all 5, Neuroticism and conscientiousness were the strongest predictors of motivation! 
· High C and E and low N have been found to be associated with higer income and occupational status 

Locus Control

A set of beliefs about whether one’s behaviour is controlled mainly by internal or external forces. There are two type:

External: Where people believe that things such as fate, luck or other forces are responsible for things to happen.

Internal: Where people believe that their own actions such as hard work are determination are what help determine for things to happen. They are also more satisfied with their jobs and are more committed to their organization, earn more money and achieve higher goals. 

Self-Monitoring

The extent to how people observe and behave in social settings. There are two types:

Low self monitoring: (not concerned with fitting in, are good in ambiguous settings) people who wear their hearts on their sleeves. 
High self monitoring: (Socially acceptable, good at role playing, difficulty resisting to social pressures) managers tend to be high in self-monitoring

Self-Esteem

How a person sees himself. Is the degree to which a persona has positive self-evaluation?
Behavioral plasticity theory: people with low self-esteem tend to be more susceptible to external and social influences than those who have high self-esteem. They are like play-doo 

Positive and negative affectivity: 

· People high on positive affectivity experience positive emotions and moods like joy and excitement and view the world in a positive light
· People who are high on negative affectivity experience negative emotions and moods like fear and anxiety and view the world in a negative light 

Proactive personality: 
· Proactive behavior: taking initiative to improve current circumstances or creating new ones.
· Proactive personality: a stable personal disposition that reflects a tendency to take across a range of activities and situations and to effect positive change in one’s environment 

General self-efficacy: 
· is a general trait that refers to an individuals belief in his or her ability to perform successfully in a variety of things. This a motivational trait
Core self-evaluations 
· a broad personality concept that consists of more specific traits that reflect the evaluation people hold about themselves and their self-worth
Learning:

When practice or experience lead to permanent change in behavior.

What is learned in organizations:

Practical skills: technical competence, specific skills, knowledge

INTRApersonal (me): problem solving, critical thinking, risk taking.

INTERpersonal (others): interacting effectively with other people

Cultural awareness: Understanding company goals/ business operations.

Skinner’s Operant Learning Theory:

Reinforcement: When stimuli strengthens behavior.
Reinforcer: A stimuli which will increase or maintain a behavior
Positive Reinforcement: The application or addition of stimulus that will most probably increase the behavior. ( money…)
Negative Reinforcement: The removal a stimulus which would increase the probability of the behavior.

Organizational errors involving reinforcement

Confusing reward with reinforcers: Organizations frequently “reward” workers with things such as pay, promotions and benefits. Such rewards can fail to serve as reinforcers, however, because organizations do not make them contingent on specific behaviors that are of interest to the organization, such attendance, innovation or productivity.

Neglecting Diversity in Preferences for Reinforcers: Organizations often fail to appreciate individual differences in preferences for  reinforcers. In this case, even if managers administer rewards after a desired behavior, they might fail to have a reinforcing effect. In other words, different people require different rewards.

Neglecting Important Sources of Reinforcement: There are many reinforcers of organizational behavior that are not especially obvious. While concentrating on potential reinforcers of a formal nature, such as pay or promotion, organizational are their managers often neglect those which are administered by co-workers or intrinsic to the job being performed.
Performance feedback
Conveyed in a positive manner and delivered immediately, specific to the behavior that is being targeted!
Social Recognition: involves informal acknowledgement, attention, praise and approval! 


Reinforcement strategies

To obtain the fast acquisition of some response, continuous and immediate reinforcement should be used.

Behavior tends to be persistent when it is learned under conditions of partial and delayed reinforcement. That is, it will tend to persist under reduced or terminated reinforcement when not every instance of the behavior is reinforced during learning or when some time period elapses between its enactment and reinforcement.

Reducing the probability of behavior

Extinction: The gradual dissipation of behavior following the termination of reinforcement. Extinction works best when coupled with the reinforcement of some desired substitute behavior. 

Punishment: The application of an aversive stimulus following some behavior designed to decrease the probability of that behavior.

Using punishment effectively

Punishment only temporarily suppresses the unwanted behavior, it does not by itself demonstrate which activities should replace the punished response.

Another difficulty with punishment is that it has a tendency to provoke a strong emotional reaction on the part of the punished individual. Also avoid punishing others in front of others.

Make sure the chosen punishment is truly aversive. Make sure that the punishment is not “convenient” for the worker. Don not give overtime = more pay. Do not give time off = time to relax

Punish immediately. If affective action is not made right away, the behavior might strengthen. 

Do not reward unwanted behaviors before or after punishment. 

Do not inadvertently punish desirable behavior. Such as reducing budget due to improved efficiency.

Social cognitive theory

This theory emphasizes the role of cognitive processes in regulating people’s behavior. For example, people can learn by observing others. (Modeling: the process of imitating the behavior of others)
According to SCT, people learn by observing the behavior of others. Individuals also manage their own behavior by thinking about the consequences of their actions (forethought) 

What helps in observational learning:

Attractive, credible, competent, high-status model.
Vivid behaviour. 
The model being positively reinforced.


According to the SCT, human behavior can best be explained trough a system of triadic reciprocal causation in which personal factors and environmental factors work together and interact to influence people’s behavior. In addition, people’s behavior also influences personal factors and the environment.

Observational learning

· Observational learning is the process of observing and imitating the behavior of others, with observational learning, learning occurs by observation or imagining the behaviors of others. 
· Abusive behaviors on the part of managers and supervisors can lead to abusive behavior amongst employees


Self Efficacy

Beliefs people have about their ability to successfully perform a specific task.
Cognitive belief rather than a stable personality trait, it can be changed and modified in response to different sources of information

Usually influenced by:

Performance mastery
Observation
Verbal persuasion and social influence
Physiological/emotional state

Self Regulation

The use of learning principles to regulate one’s own behavior. The process usually entails:

Collect self observation data
Observe models
Set goals
Rehearse
Reinforce oneself


organizational behavior modification

· involves the systematic use of learning principles to influence organizational behavior. For example consider how one company used organizational behavior modification through the reinforcement of safe working behavior in a food manufacturing plant. Like you believe that accidents are accidents when it reality managers can go in and set up ground work to implement safety regulation amongst workers. Like a pay for most days without injury type deal

Employee recognition programs

· are formal organizational programs that pubilicly recognize and rewards employees for specific behaviours. 
· How a person will be recognized
· The type of behaviour being encouraged
· The manner of the public recongintion
· A token of the accomplishment 
· Peer recognition programs are formal programs which peers do the talkin

Behaviour modeling training (BMT)

· Describe the skills to be learned
· Provide a model to be observed
· Provide time for trainee to use new behaviours
· Provide feedback and social reinforcement to trainees
· Take steps to maximize the transfer from training to real life application

Career development (2 things)

· Career planning involves the assessment of someones interests, skills and abilities in order to make a plan with goals and career in mind
· Career management involves taking the needed steps to reach the goals that are set. Or for example taking the right courses to advance in a specific field.
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What is perception

The process of interpreting the messages of our senses to provide order and meaning to the environment. Some of the most important perceptions that influence organizational behavior are the perceptions that organizational members have of each other.

Components of perception

Perception has three components:

Perceiver: Experience, needs and emotions can affect his or her perception of a target. Past experiences as well as interests or values can lead to focusing on specific aspect and ignoring others.

Target: Perception involves interpretation and the addition of meaning to the target, and ambiguous targets are especially susceptible to interpretation and addition.

Situation: The most important effect that the situation can have is to add information about the target.  It can also blur the characteristics of the target, or make some of them more salient. 

Perceptual defense: The tendency for the perceptual system to defend the perceiver against unpleasant emotion. (hear what you want to hear – in denial – will only believe what you want)

Social identity theory

A theory that states that people form perceptions of themselves based on their characteristics in social categories.
Our personal identity is based on our unique personal characteristics such as interests and abilities.
Social identity is based on our perception that we belong to certain groups like gender/ white

The perceptual process (Bruner)

According to Bruner, when a perceiver encounters an unfamiliar target, the perceiver looks for informational cues contained in the target and the situation surrounding the target.

Bruner’s model demonstrates three important characteristics of the perceptual process:

Selectivity: Retain cues that are consistent with one’s expectations, needs, and mood, and reject cues that are inconsistent. 

Constancy: Refers to the tendency for the target to be perceived in the same way over time or across situations.

Consistency: Refers to the tendency to select, ignore and distort cues in such a manner that they fit together from a homogeneous picture of the target.
Perceptional Biases

Primacy and recency effects: The tendency to rely too much on early cues/ first impressions or most recent cues or last impressions.

Central traits: Relying on information about the person that is most interesting to you. Central traits often have a very powerful influence on our perception of others. Physical appearances is a common central trait in work settings that is related to variety of job related outcomes

Implicit personality: Personality theories that people have about which personality characteristics go together. (Hard worker is honest?)

Projection: Assume that others are or think like you.

Stereotyping: Generalizations about people in a social category and ignoring variations in that group.

Attribution theory

The process by which causes or motives are assigned to explain people’s behavior the attribution process is important because many rewards and punishments in organizations are based on judgment about what really caused a target person to behave in a certain way. There are two types:

Dispositional attributions:  suggest that some personality or intellectual characteristic unique to that person Is responsible for the behavior and that the behavior in question reflects the true person. Explanations for behavior based on an actor’s personality or intellect. (not smart, unreliable…)

Situational attributions:  suggest that the external world was responsible for the behavior that the person might have had little control over. (bad luck, poor weather…)

Cues

Consistency cues: Attribution cues that reflect how consistently a person engages in some behavior over time. Unless there are external constraints that force the person to always act in some way, we will attribute that behavior to dispositional forces when it is consistent. (The boss yells at Jane every time he sees her)

Consensus cues: Attribution cues that reflect how a person’s behavior compares with that of others. (Boss is the only person screaming at Jane)

Distinctiveness cues: reflect the extent to which someone engages in behavior across a variety of situations. We reason that the behavior reflects a person true motives if it stands up across a variety of environments is distinctive. Like a teacher who has generous office hours and stays late after class and attends student orientated affairs is truly a student orientated professor.  


Attribution questions

Does the person engage in the behaviour regularly and consistently?…yes- dispositional  no- situational

Do most people engage in this behaviour or is it unique to the individual?   unique-dispositional  conform- not sure

Does the person engage in the behaviour in many situations or is it distinctive to one situation?  many situations- dispositional                                      	distinctive-situational   

Biases in attribution

Actor observer effect: it’s the difference in a situations outcome seen by two vantage point one being a actor and one being a behavior. Good example cop vs drug dealer   

Self-serving bias: The tendency to take credit for successful outcomes and to deny responsibility for failures. Example:

Professional sports: Why your team won or lost.
If they won: athletes and coaches pointed out how well they played.
If they lost: athletes and coaches point out bad luck, the weather, travelling, injuries.  They wont say it’s because they were of inferior ability.

Fundamental attribution error: The tendency to overemphasize dispositional explanations for behavior at the expense of situational explanation.




Rater errors 

· Leniency: refers to the tendency to perceive the performance of ones rates as especially good
· Harshness: someone who is just a dick evaluator or marker
· Central tendency: is like a teacher that gives 80% of his students a 75% is doing a central tendency error
· Halo effect- like if a manager knows a employee is often late he associates him as being un productive even tho him being late he is still one of the best producers of work in the office. 
· Similar to me effect. The BRO effect.  Selection and attention bias towards people who are similar to the person in charge from looks to gender to hobbies and attitudes
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Values:

A broad tendency to prefer certain states of affairs over others.
They also signal how we should and should not behave 
Broad tendency are very general and that they do not predict behavior in a specific way

Different generations:

Traditionalists (1922-1945)
Baby boomers (1946-1964)
Generation X (1965-1980)
Generation Y (1981- now)

Work itself is valued differently across cultures 
it was found that work is a central life interest around the world 

Hofstede’s Cultural Value of Dimensions from the IBM study

Power Distance: The extent to which society members accept an unequal distribution of power, including those who hold more power and those who hold less.

Small power distance: Inequality is minimized, superiors are accessible and low power differences. (Australia or New Zealand) 
Large power distance: Inequality is accepted as natural, superiors are inaccessible and power differences are highlighted. (Russia or Mexico)

Uncertainty avoidance: extent to which people are comfortable with uncertain and ambiguous situations.

Strong uncertainty avoidance: Emphasize rules and regulations, hard work… (japan and Greece)
Weak uncertainty avoidance: Less concerned with rules, conformity and security or hard work. (Sweden and Singapore) 

Masculinity/Femininity: More masculine cultures clearly differentiate roles, support the dominance of men and stress economic performance. More feminine cultures accept fluid gender roles, stress sexual equality and stress quality of life.

Individualism/Collectivism: Individualistic societies stress independence, individual initiative and privacy. Collective cultures favour interdependence and loyalty to family or clan.

Long-term/ short-term orientation: Cultures with a long-term orientation tend to stress persistence, perseverance, thrift and close attention to status differences. Cultures with a short-term orientation stress personal steadiness and stability, face-saving and social niceties. 

Implications of Cultural Variation

Exporting OB theories: In North America, calling attention to one’s accomplishments is expected and often rewarded in organizations. In more collective Asian or South American cultures, individuals success might be devalued, and it might make sense to rearward groups rather than individuals. Finally in extremely masculine cultures, integrating women into management positions might require special sensitivity.

Importing OB theories: Some theories and practices are not developed in North America. Some were taken from Japan and have either been successful or failed when integrating them into America.

An appreciation of cross-cultural differences in values is essential to understanding the needs and tastes of customers or clients around the world. Many firms have profited from an understanding of the increasing ethnic diversity in the US/Can/AUS markets


What are attitudes?

A fairly stable and evaluative tendency to respond consistently to some specific object, situation, person or category of people.
In this definition indicates that attitudes are tendencies to respond to target of the attitude.
BELIEF + VALUE = ATTITUDES 
Examples\
My job interefers with my life – belief
I dislike negativity towards my family- value
I don’t like my job- belief
Ill search for another job- attitude


Job Satisfactions:

Collection of attitudes towards their jobs. There are two aspects of satisfaction:

Facet theory: To be more or less satisfied with various facets of the job. (Great pay vs shitty ppl) great job vs shitty boss
Job Descriptive Index (JDI): Questionaire designed to evaluate five facets of satisfaction: People, pay, supervision, promotion, and the work. This results in the overall satisfaction. 
Ask question with a response of = yes/no/?
Minnesota Satisfaction Questionnaire: This measures how happy they are with various aspects on a scale ranging from very satisfied to very dissatisfied.

DETERMINING JOB SATISFACTION 

Discrepancy Theory

Job satisfaction stems from the discrepancy between the job outcomes wanted and the outcomes that are perceived to be obtained.
First: people might believe different thing about their job in question. That is they might have different perceptions of what the actual nature of the job is. Like 2 nurses, 1 believes its mostly client care while the other realizes it mostly paperwork
Second, lets say the 2 nurses both agree on what the nature of there job is they might not agree about the outcome of the job is. This mostly dictated by employees value system.

The Fairness view- a worker must feel what they are getting from there job is fair compared to what they put in!

Distributive Fairness: Fairness that occurs when people receive what they think they deserve from their jobs. People want what is fair. How do we know what is fair?:

Equity theory: Job satisfaction stems from a comparison of the inputs one invests in a job and the outcomes one receives in comparison with the inputs and outcomes of another person. 
My outcomes/my inputs = others outcomes/others inputs

Inputs are anything that people give up, offer or trade to their organization in exchange for outcomes. (special skills, education…)

Outputs are factors that an organization distributes to employees in exchange for their inputs. (pay, benefits…)

Procedural  Fairness: Fairness that occurs when the process used to determine work outcomes is seen as reasonable. (Greg would have liked to be evaluated by his boss by her side and not without him being there) Example to contribute:

Follow consistent procedures over time and across people
Uses accurate information and appears unbiased
Allows two-way communication during the allocation
Welcomes appeals od the procedure or allocation.

Interactional Fairness: Fairness that occurs when people feel they have received respectful and informative communication about an outcome. Examples to contribute:

Sincere, polite, treat others with dignity
Timely and thorough, truthful
Can sometimes offset to distributional unfairness
Both procedural and interactional fairness can to some extent offset the negative effects of distributive fairness. Like if a nurse receives a pay cut and doesn’t get explained why and then one nurse does get both the procedural explanation and a proper interaction with a manager to explain why it’s happening so it not just perceived as being an attack on that one nurse. 
Disposition

The ideas that some people are predisposed by virtue of their personalities to be more or less satisfied despite changes in discrepancy or fairness.
For example a identical twins raised apart from early childhood tend to have similar levels of job satisfaction

Mood and Emotion

Emotion: Intense often short-lived feelings caused by a particular event.
Moods: Less intense, longer lived and more diffuse feelings.

Affective event theory: Jobs actually consist of a series of events and happenings that have the potential to provoke emotions or to influence moods, depending on how we appraise these events and happenings. (Boss shouting at coworker = disgust)

Emotional Contagion: Tendency for moods and emotions to spread between people or throughout a group. (Good teamwork/customer service makes u happy with your job)

Emotional regulation: Requirement for people to conform to certain display rules in their job behavior in spite of their true mood or emotions. (forcing to smile when you feel like shit) <- emotional labor

Key Contributors to Job Satisfaction

Mentally Challenging Work: Test skills and abilities and allows them to set their own working pace.
 
Adequate Compensation: Fair for the work that is done, that fulfills your living needs. Not everyone necessarily wants to work more to get more money even if the pay is good.

Career Opportunities: Promotions can bring more money, more self-worth, more prestige.

People: We tend to be satisfied in the presence of people who help us attain job outcomes that we value.

Consequences of Job Satisfaction

It influences our mental well-being (frequent positive affect, feeling energetic, less anxiety, less somatization, less depression), and helps us be satisfied in other life domains (e.g., family life, leisure activities)
Being absent from work
Unavoidable cases where sickeness/ weather condition and or child care problems
Depending on salary if a worker is paid by hour is less likely not to show up while a salaried person will come up with more reason not to show.
Sikipping work is highly contagious between certain employees
Turnover- incredibily expensive to retrain people, has a lot of negative affects. Cost of turnover is finding people hiring people and training people. Also can have negative effects on current employees depending on what job was being done with the person who quit
Reasons for turnover
Shocks- or life altering changes like divorce or death or unsolicited job offers to a better job
Dissatisfactions with his or her specific job
Satisfied employees stays because of community engagments
Dissatisfied worker stay because of poor job market and would be to expensive to quit! 

A high job satisfaction also leads to better performance.

Organizational Citizenship Behavior (OCB)

Voluntary informal behavior that contributes to organizational effectiveness. (Helping me with a new program in order for me to master it. The person did it voluntarily, no one told him to do it)
Job satisfaction contributes to OCB, primarily through fairness.  doing more than what is in your job description.
·  Good OCB includes people who help voluntary, help is spontaneous and helpful, behavior that improves organizational effectiveness 
	

Customer Satisfaction and Profit

A happy worker will show positive emotions, helpful behavior, and a positive company image to the customer, and through emotional contagion will make the customer satisfied which ultimately leads to more profit.

Organizational Commitment

An attitude that reflects the strength if the linkage between an employee and an organization. 3 types:

Affective commitment: Commitment on identification and involvement with an organization. (Happy to work there – they want to be there)

Continuance commitment: Commitment based on the costs that would be incurred in leaving an organization. (they have to work there)

Normative Commitment: Commitment based on ideology or a feeling of obligation to an organization (They should work there)

Key Contributors to Organizational Commitment

Affective: Interesting and challenging work, meeting expectations
Continuance: Promotions, pension funds, stock options…
Normative: Tuition reimbursement, special training, strong identification.

Consequences of Organizational Commitment

Positive
Reduced turnover
Affective commitment related to performance

Negative
Continuance commitment is negatively related to performance 
Conflict with family life
Can encourage illegal/ unethical behavior

Changes in the workplace and employee commitment

Changes in the nature of employee’s commitment to the organization. Commitment profiles of employees following a change will be different from what they were prior to the change, and maintaining high levels of affective commitment will be particularly challenging. Downsizing will cause employees to see careers as a series of jobs.

Changes in the focus of employee’s commitment. As organizations increase in size following mergers and acquisitions, employees are likely to shift their commitment to smaller organizational units, such as their particular division, branch or team.

The multiplicity of employer-employee relationships within organizations. The idea is to enable organizations to have a flexible work-force and at the same time foster a high level of affective commitment among a core group of employees.
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Motivation:

When a person works hard, keeps at his or her work, directs his or her behavior toward appropriate outcomes.

Basic Characteristics of Motivation

Effort: The strength of the person’s work-related behavior.

Persistence: The duration of effort that is put into their tasks

Direction: The quality of the person’s work which benefits the org.

Goals: Productivity, good attendance, creative decisions…

Intrinsic Motivation

Motivation that stems from the direct relationship between the worker and the task; usually self applied. The activity itself is interesting and fun. (Achievement, accomplishments, challenge and acceptance are feelings one feels when doing intrinsic activities)

Extrinsic

Motivation that stems from the work environment external to the task; Doing an activity in order to obtain a desired outcome such as a reward or the avoidance of a punishment. (money, evaluation, deadline)
Extrinsic motivators reduce intrinsic motivators. For example people will work crazy hard if they think that there gonna get a cash bonus compared to receiving a soft concept idea from intrinsic motivation like being excited to do well at work

Self Determination Theory

Controlled Motivation: Others pressure me to do it – extrinsic 

Autonomous Motivation: Because the job means something to me. Intrinsic 

Leads to better performance, more engagement…

Motivation and Performance

Performance: The extent to which an organizational member contributes to achieving the objectives of the organization.

General Cognitive Ability: A person’s basic information processing skills and cognitive resources. Ability to think and learn. Strong predictor of performance

Emotional Intelligence: The ability to understand and manage one’s own and others feelings and emotions. Used as a basis for problem solving, reasoning, thinking and action.

Salovey and Mayer 

Perception of emotions: Become aware of emotions of one’s self and others.

Integration and assimilation of emotions: Use emotions in functional ways, such as making decisions and other cognitive processes. Also being able to shift one’s emotions.

Knowledge and understanding of emotions: Understanding the determinants and consequences of emotions and how they evolve with time.  (People know not to ask somebody if he/she is a bad mood for a favor but rather to wait until the person is in a better mood.)

Management of emotions: This involves the ability to manage one’s own and other’s feelings and emotions as well as emotional relationships.

Studies show support that E.I. increases performance in a number of areas (e.g. in academics, jobs-especially those high in emotional labour)

Engagement:

Extent to which an individual immerses his or her true self into his or her work roles. Divided into three parts:
Meaningfulness
Safety
Availability

Need Theories of Work Motivation

Maslow’s Hierarchy of Needs
Physiological needs
Stuff needed for survival – food – water – shelter but in business sense- livable wage
Safety
Job security, safe working conditions, pension plan
Belongingness
Social interactions, teamwork, friendly supervisors 
Esteem
Job feedback, promotions, recognition of work 
Self-Actualization
A place with potential for creativity and growth as well a place for self-development in a industry

· Before moving on the lowest level that is un satisfied has the most motivational power, so the best motivation depends on where you are on the scale. And that a satisfied level is no long an effective motivator. So this like a growth of needs
McClelland’s Theory of Needs: A nonhierarchical need theory of motivation that outlines the conditions under which certain needs result in particular patterns of motivation. Also needs are learned from particular figures which is why not everyone has the same needs.

Need for achievement: Strong desire to perform challenging tasks well. Its not done to show off or hurt others performance but is very intrinsic in its motivation and is intrinsically satisfying. Also has these characteristics:

Prefers situations with personal responsibility
Tendency to set moderately difficult goals that provide risks
A desire for performance feedback.

Need affiliation: A strong desire to establish and maintain friendly and compatible interpersonal relationships. (Wanting to like others and others liking them) you want to be a part of the work team and have a relationship wit your co workers.

JOBS FOR McClellands theory of needs
· N Ach- would be strongly motivated by sales jobs or self enterprise 
· N Aff – will be motivated by jobs in social work or customer relations these jobs are mainly establishing good relations with workers.
· N Pow are people who should be bosses or managers and will strive to get there  

Need for power: A strong desire to influence others, making a significant impact or impression.

Risk takers
Like competition
Talk a lot
High involvement with others. 


Leadership Motive Pattern

High in Power
Low in Affiliation
Medium in Achievement

Entrepreneurship Motive Pattern

High in power
High in achievement





Expectancy Theory

A process theory that states that motivation is determined by the outcomes that people expect to occur as a result of their action on the job. Three components:

Outcomes: The consequences that follow work behavior. First-level outcomes are of particular interest to the organization (Productivity, attendance…) Second-level outcomes are consequences that follow attainment of a particular first-level outcomes; they are more personal (accomplishment, acceptance…)

Instrumentality: The probability that a particular first-level outcome will be followed by a particular second level outcome. (High productivity for high pay)

Valence: Expected value of work outcomes; the extent to which they are attractive or unattractive.

Expectancy: The probability that a particular first level outcome can be achieved. (Employee being certain he can do a specific amount of work in one day)

Force: Effort that will be directed toward various first level-outcomes.

The expectancy theory is based on the perception of the individual worker.

Managerial Implications of Expectancy Theory

Boost expectancies: Managers must ensure that their employees expect to be able to achieve first level outcomes that are of interest to the organization.

Having the right tools, treated fairly, good performance reviews…

Clarify Reward Contingencies: Managers should also attempt to ensure that the paths between first and second level outcomes are clear.

Clarify poor and good attendance, avoiding negative outcomes, reward systems, big responsibilities to give a sense of accomplishment when done well.

Appreciate Diverse Needs: Analyzing the diverse preferences of particular employees and attempt to design individualized “motivational packages”

Equity Theory

Theory that states that motivation stems from a comparison of inputs one invests in a job and the outcomes one receives in comparison with the inputs and outcomes of another person or group. Individuals are motivated to maintain an equitable exchange relationship.

Objective levels of inputs and outcomes are not important. It’s people’s perceptions that count.

Ways to restore equity

Change your inputs/outcomes
Change referent input/outcomes
Change “perception” of your inputs    and outcomes
Leave the job

Goal Setting Theory

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

Goal Setting: The process of choosing what goals to pursue, and deciding how to pursue them.

Goal: Purpose or intention that helps direct attention and helps define the actions to be taken.

Different types of goals that are motivational:

Specific goals: Clear, precise (exact level of achievement), and concrete (accurate means for achieving). 

Challenging or Difficult Goals: Dependent on skill and experience. Pegged to the competence of individual workers and increased as the particular task is mastered.

Commitment: Individuals must be committed to specific, challenging goals if the goals are to have effective motivational properties. 
To enhance this managers must:

Participate in goal setting
Make sure there are rewards to motivate
Be supportive instead of threats

Feedback: Needed to compare current performance to desired performance.

Research Support and Managerial Implications for Goal setting theory 

Motivational theories across cultures

appealing to employee loyalty may be more motivational than opportunity for self-expression due to strong need for affiliation in certain cultures
“intrinsic motivation” more relevant to rich societies than developing ones
collective cultures tend to value equality more than equity
expectancy theory allows for variation in cultural valuations of instrumentalities and valences
goal setting allows for variation such as  differences in individual goals vs. team, challenging vs. need for face saving, etc.
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Money as a motivator

· Cash is a serious motivator and is underestimated by employees and managers 

Pay should prove especially motivational to people who have strong lower level needs or strong extrinsic/hygiene needs.

Pay can also function to satisfy social, self-esteem, and self-actualization needs. It can also satisfy intrinsic/ motivational needs through prestige and indications of ones competence.

According to the expectancy theory, if pay can satisfy a variety of needs, it should be highly valent, and it should be a good motivator to the extent that it is clearly tied to performance.

Research supports pay as being one of the highest motivators of performance.

Linking pay to performance on production jobs

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

Wage incentive plans: When an employee is paid hourly and then given bonuses for the exceeded units produced for the monthly quota. Also known as various systems that link pay to performance on production jobs. (studies show that the productivity rate is 40-60% higher in companies that do have an incentive plan)

Potential problems with wage incentives

Lowered quality: Increase productivity at the cost of quality.

Differential Opportunity: When workers have different opportunities to produce at a high level. If supply or quality varies from workplace to workplace, there will be an unfair disadvantage under the incentive system.

Reduced Cooperation: When each worker focuses on their own needs instead of that of the whole group the organization struggles 

Incompatible job design: For example an assembly line, it is hard to identify and reward individual contributions to productivity. A team size increase and as a result the relationship between an individual’s productivity decrease.

Restriction of productivity: Workers sometimes come to an informal agreement about what constitute a fair day’s work and artificially limit their output accordingly. In many cases, this restriction of productivity can decrease the expected benefits of the incentive system.

Linking performance on white-collar jobs

Merit pay plans: Systems that attempt to link pay to performance on white collar jobs. (annual performance reviews or bonuses)

Many do see the link between payment and performance which is why it can be ineffective.

Performance reviews are usually very subjective and not objective.

Overall performance of the company may not be directly linked to the individual, who then suffers from not getting recognized for his efforts.

Studies have proven that job levels are more tied to pay than performance.

Potential problems with merit pay plans

Low discrimination: Unwillingness to discriminate between good performers and poor performers. Good rating systems are rarely employed.

Small increases: Sometimes a reasonable amount of merit pay is provided, but its motivational impact is reduced because it is spread out over a year or because the organization fails to communicate how much of a raise is for merit and how much is for cost of living. The solution to this could be a lump sum bonus that is paid out all at one time and not build into base pay.

Pay Secrecy: No one knows what others are paid and as a result comparison for fairness is not possible. As a consequence, such secrecy might severely damage the motivational impact of a well designed merit plan.

Using pay to motivate teamwork

Some firms have either replaced or supplemented individual incentive pay with plans designed to foster more cooperation and teamwork.

Profit sharing: The return of some company profit to employees in the form of a cash bonus or retirement supplement.
Its suggested problem is that too many factors beyond the control of the workforce can affect the profits no matter how well ppl work.


Employee stock ownership plans (ESOPs): Incentive plans that allow employees to own a set amount of a company’s shares and provide employees with a stake in the company’s future earnings and success.
This is supposed to increase employee’s loyalty and motivation because they align employee’s goals and interests with those of the organization and create a sense of legal and psychological ownership.
However, ESOPs lose their motivational potential in a weak economy when a company’s stock price goes down.

Gainsharing: A group pay incentive plan based on productivity or performance improvements over which the workforce has some control. (Scanlon plan) also gainsharing plans have usually been installed using committees that include extensive workforce participation. Also increases the amount of employee feedback the company gets. Like how to reduce costs and so on

Skill based pay: A system in which people are paid according to the number of job skills they have acquired. Companies use this to encourage employee flexibility in task assignments and to give them a broader picture of the work process. It is also more useful in self-managed teams and where rapid changes are made in the job.
There are higher labor and training costs as a result as well as higher product quality.

Job design as a motivator

Job design reflects on the structure and content of an employee’s tasks/roles

The goal of Job design is to identify the job characteristics that can increase motivation and encourage good performance

Job design early approaches

Frederick Taylor came up with the term Scientific Management during the industrial revolution is 1960s. Job designs according to the principles of scientific management do not seem intrinsically motivating. The motivational strategies that management used during this period consisted of close supervision and the use of piece rate pay.

Disadvantages:
 Loss of control
Repetitive boring tasks
High job dissatisfaction
No opportunity to develop new skills

Job scope and motivation

Job scope = breadth and depth. Breadth refers to the number of different activities performed on the job, while depth refers to the degree of discretion or control the worker has over how these tasks are performed.

Example of high scope jobs  teaching because there are different tasks that can be done and there is a fair amount of freedom/control on how to the job.

Example of low scope job  Assembly line jobs because there is no freedom and there aren’t many things to be done (repetitive)

One way to increase the scope of a job is to assign employees stretch assignments which are assignments that offer employees challenging opportunities to broaden their skills by working on a variety of tasks with responsibilities.

Job characteristics model

The job characteristics model shows that there are five core characteristics that have particularly strong potential to affect worker motivation:

Skill variety: to be able to do various jobs using skills and talent.

Task identity: The extent to which a job involves doing a complete piece of work.

Task significance: Impact of job on the person

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

Job feedback 

The critical psychological states 

Meaningfulness
Responsible for the outcomes
Knowledge about the work in progress

Job enrichment

Job enrichment is the design of jobs to enhance intrinsic motivation, quality of work and job involvement.

Job involvement is a cognitive state of psychological identification with one’s job and the importance of work to one’s total self-image.

Most job enrichment schemes involve:

Combine tasks so that an employee is responsible for work from start to finish

Allow employees to interact with customers or clients (internally and /or externally)

Group tasks into natural work teams

Make feedback more direct

Vertically load jobs to give employees more control and higher levels of responsibility (reduce supervision)

Hackman and Oldham further proposed that the critical psychological states result in four key outcomes for employees and their organizations:

Higher intrinsic motivation
Increased job performance
Higher job satisfaction and involvement
Lower absenteeism and turnover

Potential problems with job enrichment

Poor diagnosis: Some enrichment attempts might be half-hearted tactical exercises that really do not increase motivating potential of the job adequately. This is also known as job enlargement where increasing job breadth by giving employees more tasks at the same level to perform but leaving core characteristics unchanged.

Lack of desire or skill: Some workers do not desire enriched jobs; it might be difficult to train some workers in certain skills required by enriched jobs.

Demand for rewards: Occasionally, workers who experience job enrichment ask that greater extrinsic rewards, such as pay, accompany their redesigned jobs.

Union resistance: Unions prefer keeping their jobs the way they are than to have them more flexible

Supervisory resistance: Sometimes such change might “disenrich” the boss’s job, a consequence that will hardly facilitate the smooth implementation of the job redesign

Work design

More comprehensive and recent than job design which comprises attributes of the job, but also the social and environmental characteristics of the work. Divided into 4 categories:

Task characteristics which is the same as the 5 job characteristics
Knowledge characteristics which entail knowledge, skills and abilities required
Social characteristics social support, task interdependence, feedback from others, outside interaction
Contextual characteristics ergonomics, physical demands, work conditions, equipment use

Job relational design

Prosocial motivation: Jobs redesigned to motivate employees to make a difference in others’ lives

Relational architecture of jobs- work restructured to allow employees to interact with recipients of their work and see their significance to others.


Management by objective

A system invented by Peter Drucker which is a systematic, ongoing program designed to facilitate goal establishment, goal accomplishment and employee development. It is divided into 4 steps:

Organizational objectives are developed by top management.
Organizational objectives are translated into individual objectives  for each manager.
Done by each supervisor participatively with the subordinate.
They are time-specific (deadline) with measurable results.
Periodic meetings to review progress and take corrective measures.
Alternative working schedules as motivators for a diverse workforce!

· Most Canadians are on that 9-5 grind.
· Flex time! It’s a cool concept that you can kind of stroll in late or stroll out early as long as you complete your necessary tasks for the day! A small thing tho you need to be at work during core hours! This leads to higher sense of autonomy increasing workers job performance and job satisfaction.
· Compressed work week- instead of five 8 hour shift there are 4 10 hour shift and it makes it so your work week is only 4 days! Employees like it but it’s a rough transition into that lifestyle
· JOB SHARING: occurs when two part time employes divide up work and perhaps the benefits of a full time job so that it can be done equally and it prevents good employees from leaving the company because they cant take a full time position.
· Work Sharing is a solid way to prevent layoffs during times of economic downturn. The Gov of Canada emplies this tactic. Work sharing not only cut costs, saves jobs and avoid layoffs but it allows organizations to retain highly skilled workers so they can quickly rebound when the economy and business improves! 
· Telecommunicating – work from home. More diverse, lower costs to companies. Employees seem to do well with the concept. Disadvantages of this includes being forgotten when a promotion is rolling around and it is easier to get distracted when at home than if you were in an office. Also reduce employee expenses when traveling to work! 
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What is a group?

A group: Consists of two or more people interacting interdependently to achieve a common goal.

Groups exert a tremendous influence on us. They are the social mechanisms by which we acquire many beliefs, values, attitudes and behaviors. Group membership is also important because groups provide a context in which we are able to exert influence on others.

Formal work groups: are groups that organizations establish to facilitate the achievement of organizational goals. The most common formal group consists of a manager and the employees who report to that manager. Other types of formal groups include task forces and committees. Task forces are temporary groups that meet to achieve particular goals or to solve particular problems, such as suggesting productivity improvements. Committees are usually permanent groups that handle recurrent assignments outside the usual work group structures.

Informal groups: Are groups that usually emerge naturally in response to the common interests of organizational members. They are seldom sanctioned by the organization

Group development

There are 5 stages:

Forming: The situation is ambiguous and members are aware of their dependency on each other.

Storming: Conflict often emerges as roles and responsibilities are sorted out.	 Sorting out roles is done here, sometimes creating conflicts.

Norming: Where members resolve the issues that provoked the storming, and they develop social consensus. The group becomes more cohesive.

Performing: Where the group devotes its energies toward task accomplishment. Achievement, creativity, and mutual assistance are prominent themes of this stage. 

Adjourning: After achieving their goals, they disperse. 
Rites and rituals to affirm performance.

Punctuated Equilibrium Model: A model of group development that describes how groups with deadlines are affected by their first meetings and crucial midpoint transitions. There are three phases:

Phase 1: Assumptions, approaches and precedents that members develop in the first meeting end up dominating the first half of the group’s life. Setting the agenda for what is going to happen. The group usually makes little progress toward the goal. 

Midpoint Transition: It occurs exactly at the halfway point towards the group deadline. There is a marked change in the group’s approach. The group may seek outside advice elsewhere. Members crystalize group activities. The group consolidates acquired information or even takes a completely new approach. Either they shape up and push the final way for the last half or will stay at the same level

Phase 2: Includes a final meeting that reveals a burst of activity and a concern for how outsiders will evaluate the product. Decision and approaches adopted at the midpoint are implemented.

Lessons learnt:

Prepare carefully for the first meeting, will decide the rest of phase 1
If you are the coach or advisor of the group, stress motivation and excitement about the project.
As long as people are working, do not look for radical progress during phase 1.
Manage the midpoint transition carefully. 
Be sure that adequate resources are available to actually execute the Phase 2 plan.
Resist deadline changes.

Group structure and its consequences

Group structure: Refers to the characteristics of the stable social organization of a group – the way a group is “put together”. In practice, most work groups, including task forces and committees, usually have between 3 and 20 members.

Size and Satisfaction: 

As size increases, satisfaction decreases. In incorporating more members with different viewpoints, larger groups might prompt conflict and dissension, which work against satisfaction. 
Lower opportunity to make friends.
The time available for verbal participation decreases.
Many people are inhibited about participating in larger groups.
In larger groups, individual members identify less easily the success and accomplishments of the group.

Size and Performance: (Determining the optimal size for performance depends on the nature of the task) 3 types:

Additive task: Tasks in which group performance is dependent on the sum of the performance of individual group members.

Disjunctive tasks: Tasks in which group performance is dependent on the performance of the best group member.

Process losses: Group performance difficulties stemming from problems of motivating and coordinating larger groups. Such as having 50 carpenters to 1 house

Actual performance= potential performance-process loss

Conjunctive tasks: Tasks in which group performance is limited by the performance of the poorest group member. such as a assembly line is only as fast as its slowest member 

In summary, for additive and disjunctive tasks, larger groups might perform better up to a point, but at increasing costs to the efficiency, of individual members. By any standard, performance on purely conjunctive tasks should decrease as group size increases.

Diversity of group membership

Group diversity has a strong impact on interaction patterns—more diverse groups have a more difficult time communicating effectively and becoming cohesive. The means that diverse groups might tend to take longer to do their forming, storming and norming. However, diverse groups sometimes perform better when the task requires cognitive, creativity demanding tasks and problem solving rather than more routine work because members consider a broader array of ideas. 

Group composition

Benefits of Homogenous groups:

Collegiality amongst group members
Information sharing
Low levels of conflict
Few coordination problems

Benefits of Heterogeneous groups

Diversity of views represented
Higher performance in certain types of tasks
Variety of resources

Group Norms

A social norm: Collective expectations that members of social units have regarding the behavior of each other:

What should or should not be done/said?
Standards to evaluate their behavior. Incentives / punishments for deviations.
Unconscious norms too, i.e. not always aware of certain norms.
Provides regularity and predictability to behavior, which provides security to group members.

Examples could be:

Office dress (dress norm)
How to address your boss? (first name, Mr., Ms. )
How much should you work? (performance norm)
How are rewards allocated? (reward norm)
Equity: Reward according to inputs like effort
Equality: Reward everyone equally
Reciprocity: Reward people the way they reward you
Social responsibility: Reward those who truly need the reward. 
Performance norms: work groups provide their members with what an acceptable level of performance is.

Roles

Roles: Are positions in a group that have a set of expected behaviors attached to them. ( Like a package of norms for a particular member)

Designated or assigned roles are formally prescribed by an organization as a means of dividing labor and responsibility to facilitate task achievement.

Emergent roles are roles that develop naturally to meet the social-emotional needs of group members of assist in formal job accomplishment. 

Role Ambiguity:
· Exists when the goals of one job or the methods of performing in are unclear. Ambiguity might be characterized by confusion about how performance is evaluated
Things that lead to role ambiguity

· Organizational factors: some roles are ambiguous because their function in the organization. For example middle managers roles might fail to provide the big picture that upper management roles do
· The role sender:  miscommunication r
· The focal person (such as employees): even role expectations that are clearly developed and sent might not be fully digest be the focal person. 
The most frequent outcomes appear to be job stress, dissatisfaction reduced organizational commitment, lowered performance and intentions to quit.

Role Conflict: exists when a individual is faced with incompatible roles expectations

	Intrasender role conflict: occurs when a single role sender provides incompatible role expectations to the role occupant. For example a manger might tell an employee to take it easy and not work so hard, while delivering yet another batch of reports that require attention now. 

	Intersender role conflict:  if two or more senders doffer om c expectations for a role occupant. 

	Interole conflict: to many roles for a single person, leads to problems

	Person role conflict: “whistle blowers”  people aren’t down with a certain aspect of there role

Status: is the rank, social position or prestige accorded to a group member

Formal status systems: the formal status system represents managers attempt to publicy idnenty those who have higher status than others. This is done so people know who to look up to and follow

Informal status systems: examples are the power hitters in baseball, the cool heads in a ER room who are highly looked up to from peers and co-workers

Consequences of status differences: if status differences are large people can inhibited from communicating upwards. These opposing effects mean that much communication gets stalled.  People pay attention to and respect status. 

Reducing status barriers:  some organizations employ phony or misguided attempts to bridge this difference with things like casual Fridays so everyone looks casual, this is temporarily successful 



Group cohesiveness

Group cohesiveness: The degree to which the group is especially attractive to its members. The extent to which the members feel close to each other.

In low cohesiveness: Information travels slowly. The group has little influence and tends to fail in achieving goals.

In moderate cohesiveness: Group members work well together; there is good communication and participation; group is able to influence its members’ behavior; group tends to achieve its goals

In high cohesiveness: Group members socialize excessively; high level of conformity; group often achieves its goals at the             expense of other groups.

There are important factors that influence cohesiveness:

Size: Where smaller groups tend to be more cohesive.

Diversity: If the group is in agreement about how to accomplish some particular task, its success in performing the task often outweigh surface dissimilarity in determining cohesiveness.

Toughness of initiation: Groups that are tough to get into should be more attractive than those that are easy to join.

Threat and competition: External threat to the survival of the group increases cohesiveness in a wide variety of situations (Us against THEM)

Success: A group is more attractive when it is successful.

Consequences of cohesiveness

More participation in group activities, leading to lower turnover rates because people feel more involved. 

More conformity, because everyone is on the same page

More success (If aligned with corporate goals), research shows there is a positive relationship between success of a group and its cohesivness

Group-serving bias

Social Loafing

Social loafing: The tendency to withhold physical or intellectual effort when performing a group task. (It is a motivation problem) There are two forms:

The free rider effect, where people lower their effort to get a free ride at the expense of their fellow group members.

The  sucker effect where people lower their effort because of the feeling that others are free riding. This throws of the equity of the group

Ways to counteract social loafing:

Make individual performance more visible (Show the effort that has been made)

Make sure that the work is interesting 

Increase feelings of indispensability, more feedback to prove who isn’t working as hard as the others. 

Increase performance feedback (especially amongst group members) 

Reward group performance, members are more likely to monitor and maximize their own performance when the group receives rewards for effectiveness 

What is a team?

The term team is generally used to describe groups in a org setting.

Collective Efficacy: consists of shared beliefs that a team can be successfully perform a given task. Notice that self-efficacy does not necessarily translate into collective efficacy 
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Organizational culture

· Informally, culture might be thought of as an organization’s style, atmosphere, or personality, like google, American airlines, and Lincoln electrics. More formally, organizational culture consists of the shared beliefs, values and assumptions that exist in an organization, in turn these shared beleifs, values and assumptions determine the norms that develop and the patterns of behavior that emerge from these norms. Several other characteristics of culture are important:

1. Culture represents a true way of life for organizational members who often take its influences for granted. 
2. Because cultures involves basic assumptions, values and beliefs, it tends to be fairly stable over time.  
3. The content of culture can involve matters that are internal to the organization or external, like being innovative or secrecy of information
4. Culture can have a strong impact on both organizational performance and member satisfaction and is usually hard to change.

· Subcultures: Smaller cultures that develop within a larger organizational culture that are based on differences in training, occupation, or departmental goals. (Engineer culture vs technician culture)

· Effective organizations will develop an overarching culture that manages such divisions. “we fight like hell until a final design is chosen, and then we all pull together” 

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

· Strongly supported and enforced by a majority of organizational members.

· Has a great impact on the thoughts and behaviors of organizational members. 

· Examples of organizations with strong culture: 

1. Boston pizza, who have incentive programs to reward franchises and their staff for delivering above standard quality 
2. West jet known for the fun and relaxed airlines and youthful culture, high employee motivation and commitment.

· An organization doesn’t have to be big for it to have a strong culture. A strong culture does not necessarily result in blind conformity. There is a strong belief that strong cultures are associated with greater success and effectiveness.
· 
· Socialization’s role of strengthening a culture
· 
· Realistic employees selection
· Humility-enduing experiences
· Training in the trenches leads to discipline
· Rewards and promotions
· Ongoing exposure to core culture and values
· Organizational beliefs
· Role models
· 
· Assets of strong cultures
· 
· Coordination: The overarching values and assumptions of strong cultures can facilitate communication and coordination.

· Conflict resolution: Sharing core values is a powerful mechanism for resolving conflicts.

· Financial success: Strong cultures contribute to financial success and organizational effectiveness when the culture supports the mission, strategy, and goals of the organization, and when its liabilities are avoided.

· Most of the executive respondents also believe that there is a direct correlation between culture and an organization’s health and financial performance, and that corporate culture has a tangible impact on their long term success and an organization’s ability to recruit, manage and retain the best people.
· 
· Liabilities of strong cultures
· 
· Resistance to change: Having trouble changing strategies or specific goals. This means that a strong culture can damage a firm’s ability to innovate. Good example is IBM, who refused to change and cost them a lot of money.

· Culture Clash: If there is a merger or acquisition between companies, both cultures can mix very badly and result in poor results. (HP = slow and steady to get results vs Compaq = do things fast correct later)

· Pathology: Some strong cultures can threaten organizational effectiveness simply because the cultures are, in some sense pathological. The use of unethical and fraudulent accounting practices, spying on other companies etc… 
· 
· Contributors to the culture
· 
· The Founder’s Role: It is remarkable how many cultures, especially strong cultures, reflect the values of an organization’s founder. This provides reinforcement of the firm’s core values. (Steve jobs on apple…) 

· Socialization: It is a key to the culture that emerges in an organization because socialization is one of the primary means by which individuals can learn the culture’s beliefs, values and assumptions. However, with strong cultures got to great pains to expose employees to a careful step by step socialization process.

· Steps to socialization
1. Selecting employees who meet the critariea to adapt to current culture and realistic job previews are provided to allow candidates to de-select themselves
2.  Debasement and hazing: this provokes humility in new hires so that they are open to the norms of an organization
3. Training in the trenches: so employees knows what they will be responsible for and taught by fellow workers so they understand that THIS is how it works
4. Reward and promotions: to reward the ones who have made it this far
5. Exposure to core culture: again and again the cultures core beliefs and values and assumptions are asserted to provide guidance for member behavior
6. Organizational folklore. Members are exposed to folklore about the org that reinforces it even more
7. Role models, identifying fast trackers new members with help from role models
· 
· Diagnosing a culture
· 
· One way to grasp a culture is to examine the symbols rituals and stories that characterize the organization’s way of life.

· Symbols: Simple things that can hold a strong symbolic value. (lockers for chaparral or respect the individual for IBM) Some executives are particularly skilled at using symbols consciously to reinforce cultural values.

· Rituals: Observers have noted how rites, rituals and ceremonies can convey the essence of a culture. (Popcorn parties on Fridays…)
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· Stories: These stories told repeatedly to successive generations of new employees, are evidently mean to communicate how things work whether they are true or false. They often reflect on the uniqueness of organizational cultures.

· 
· What is leadership?
· 
· It is the influence that particular individuals exert on the goal achievement of others in an organizational context. Effective leadership exerts influence in a way that achieves organizational goals by enhancing the productivity, innovation, satisfaction and commitment of the workforce.

· Use of non-coercive influence to direct and coordinate activities of group members to meet a goal.

· Strategic leadership is the ability to envision, to think strategically, and work with others to initiate changes that will create a viable future for the organization.

· Managers, executive, superviosrs and department heads occupy formal or assigned leadership roles. As a part of these roles they are expected to influence others



Are leaders born? The search for leadership traits

Those who become leaders and do a good job of it possess a special set of traits that distinguish them from the masses of followers. This approach to leadership is known as the trait theory of leadership. Leadership depends on the personal qualities or traits of the leader. 

· Traits: Individual characteristics such as physical attributes, intellectual ability and personality. There are 7 (HISNEEM):

1. Honesty and integrity
2. Intelligence
3. Self-confidence
4. Need for achievement
5. Energy
6. Emotional stability
7. Motivation to lead

For example, All five of the BIG five dimessions of personality have been found to be related to leadership emergences and success with EXTRAVERSION and CONSCIENTIOUNESS being the most consistent predictors of leadership effectivness

· During WWI, the U.S. was in need of recruiting more officers, so they needed to know which recruits would potentially make good leaders.  
1. Find traits that predict effectiveness
2. Find traits that distinguish between leaders and followers.
3. Find traits that distinguish between good and bad leaders.

· In many cases it is difficult to determine whether traits make the leader or whether the opportunity for leadership produces the traits.

· The most crucial problem of the trait approach to leadership is its failure to take into account the situation in which leadership occurs. Traits alone are not sufficient for successful leadership.

Limitations of the trait approach 

· Many cases it is difficult to determine whether the traits make the leader or whether the opportunity does. 
· The most crucial problem of the trait approach theory to leadership is its failure to take into account the situation in which leadership occurs 
· 
· Lessons from emergent leadership
· 
· Task leader: A leader who is concerned with accomplishing a task by organizing others, planning strategy and dividing labor.

· Social-emotional leader: A leader who is concerned with reducing tension, patching up disagreements, settling arguments and maintaining moral.
· 
· The behavior of assigned leaders
· 
· Consideration: Is the extent to which a leader is approachable and shows personal concern and respect for employees. (Oriented towards the person)

· Initiating structure: is the degree to which a leader concentrates on group goal attainment. The structuring leader clearly defines his role and stresses standard procedures etc…  (Oriented towards the person)

· Consideration tends to be more strongly related to follower satisfaction (leader satisfaction and job satisfaction), motivation and leader effectiveness, while initiating structure is slightly more strongly related to leader job performance and group performance.

Consequences of consideration and structure: 
· Consideration tends to be more strongly related to followers satisfactions, motivations and leader effectivness,  while initiating structure is slightly more strongly related to leader job performance and group performance.
· Initiating structure increases satisfaction and performance
· When the task itself is intrinsically satisfying, the need for high consideration and high structure is generally reduced
· When the goals and methods of performing the job are very unclear and certain consideration should promote employee satisfaction, while structuring might promote dissatisfaction
 


· House’s Path Goal Theory: The situations under which various leader behaviors are most effective. The effective leader forms a connection between subordinate goals and organizational goals.
· Most important activities are those that clarify the paths to goals of interest to employees (e.g. promotion, sense of achievement).  The effective leaders forms a connection between employee goals and org goals
· Makes rewards depend on performance. And let them know they can easily achieve it
· Shows clearly how to get the reward through coaching, direction, and guidance.

· The path goal theory is concerned with four specific kinds of leader behavior:

1. Directive behavior: Directive leaders schedule work, maintain performance standards, and let employees know what is expected of them. This behavior is essentially identical to initiating structure.

2. Supportive behavior: Supportive leaders are friendly, approachable, and concerned with pleasant interpersonal relationships. The behavior is essentially identical to consideration.

3. Participative behavior: Participative leaders consult with employees about work related matters and consider their opinions.

4. Achievement-oriented behavior: Achievement oriented leaders encourage employees to exert high effort and strive for a high level goal accomplishment. They express confidence that employees can reach these goals.

· According to the theory, the effectiveness of leadership behavior depends on the particular work environment:

1. When tasks are clear and routine, employees should perceive directive leadership as a redundant and unnecessary imposition.

2. When tasks are challenging but ambiguous, employees should appreciate both directive and participative leadership.

3. Frustrating, dissatisfying jobs should increase employee appreciation of supportive behavior. 

4. Subordinates who are high in need for achievement should work well under achievement-oriented leadership.

5. Subordinates who prefer being told what to do, or who have low ability/confidence should respond best to  directive leadership.

Situational factors: according to the theory, different types of employees need or prefer different forms of leadership, for example

· Employees who are high need achievers should work well under achievement oriented leadership 
· Employees who prefers being told what to do should respond best to a directive leadership style
· When employees feel that they have rather low task ability they should appreciate directive leadership and coaching behavior.

According to the theory also, effectiveness leadership behavior depends on the particular work environment

·  When task are clear and routine employees should precieve directive leadership as a redundant and unnecessary imposition.
· When task are challenging but ambiguous employees should appreciate both directive and participative leadership 
· Frustrating, dissatisfying jobs should increase employee appreciation of supportive behavior.
EVIDENCE: the theory appears to work better in predicting employees job satisfaction and acceptance of the leader than in predicting job performance. 
· 
· Participative leadership: Involving employees in decisions
· 
· 
· Participative leadership: Involving employees in making work-related decisions.

· Advantages of participative leadership:

1. Motivation: Participation can increase the motivation of employees. It can permit them to contribute to the establishment of work goals and to decide how they can accomplish these goals.

2. Quality: Participation can enhance quality in at least two ways. First, when employees share ideas or special knowledge. Second, it can empower employees to take direct action to solve problems without checking every detail with the boss.

3. Acceptance:  it might not always promote motivation or quality but almost always increases Acceptance can be increased through fairness.

· Problems  of participative leadership

1. Time and energy: Managing time and energy should be managed properly in order to not waste it.

2.  Loss of power: Some leaders feel that a participative style will reduce their power and influence.

3. Lack of receptivity or knowledge: Employees might not be receptive to participation. When the leader is distrusted, or when a poor labor climate exists, they might resent “doing management work”. Even when receptive, employees might lack the knowledge to contribute effectively to decisions. Usually, this occurs because they are unaware of external constraints on their decisions.
· 
· 
· Transformational and transactional leadership Theory
· 
· Transactional: Leadership that is based on a fairly straight forward exchange between the leader and the follower—employees perform well, and the leader rewards them.

1. Contingent Reward Leader: Assign people to tasks in return for reward/recognition (exchange).

2. Active Management by Exception Leader: Actively monitor people’s behavior to avoid deviance. Punish when deviant.

3. Passive Management by Exception Leader: Wait for deviance and consequence to occur before taking corrective measures.




· Transformational: Providing followers with a new vision that instills true commitment. Different qualities:

1. Intellectual Stimulation: People are stimulated to think about problems, issues, and strategies in new ways.

2. Individualized Consideration: Individualized consideration involves treating employees as distinct individuals, indicating concern for their needs and personal development, and serving as a mentor or coach when appropriate.

3. Inspirational Motivation: The communication of visions that are appealing and inspiring to followers

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

· Transformational leadership was more strongly related to follower satisfaction with the leader and leader effectiveness, while contingent reward was more strongly related to follower job satisfaction and leader job performance. Transformational leadership involves:
1. Increasing people’s self-efficacy and self-worth
2. Increasing feelings of belongingness to a group and a cause
3. Increasing personal meaning attached to a collective goal

GLOBABL LEADERSHIP: involves having leadership capabilities to function effectively in different cultures and being able to cross language barriers. Social and economic ones as well.  The ESSENSE of global leadership is the ability to influence people who are not like the leader and come from different cultural backgrounds

Global leaders have the following four characteristics: 
· Unbridled inquisitiveness: GL must be able to function effectively in different cultures in which they are required to cross language barriers. A key characteristic of a GL is that they relish the opportunity to see and experience new things
· Personal characteristics: consists of two components:
· Emotional connections to people from different places and uncompromising integrity
·  The ability to connect with people no matter the situation
· Duality: For GL duality means that they must be able to manage uncertainty and balance global and local tensions
· Savvy: because the greater challenges and opportunities of global business, GL need to have business and organizational savvy. Org savvy means that GL are well informed of their org’s capabilities and internal ventures 

A lot of big companies grow GL from current employees by sending them overseas to train them in different places and to learn new experiences. To be successful in the global economy it is critical for an org to identify and develop leaders who have the capability to become GL

Empowering Leadership

Involves implementing conditions that enable power to be shared with employees. Empowering leaders highlight the significance of employees work provide participation and autonomy in decision making, express confidence in employees capabilities and remove bureaucratic constraints or hindrances to performance. . one study found that empowerment leadership was associated with higher SELF EFFICACY and adaptability of sales people in a pharmaceutical company. Also increasing job performance and customer feedback! 
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· 
· 
· What is decision making?
· 
· Decision making: Is the process of developing a commitment to some course of action.

1. Involves making a choice among several action alternatives.
2. It is a process that involves more than simply the final choice among alternatives.
3. Usually involves commitment of resources such as time/money…

· A problem: A perceived gap between an existing state and a desired state.

· A well structured problem: A problem for which the existing state is clear, the desired state is clear and how to get from one state to another is fairly obvious.
· 

· A program: Is a standardized way of solving a problem. It enables the decision maker to go directly from problem identification to solution.

· Ill-structured problem: A problem for which the existing and desired and desired states are unclear, and the method of getting to the desired state is unknown. (Usually not encountered before)
·   Example: should we vaccinate the population against a new flu strain when the vaccination may have some bad side effects?
· Ex: should we implement a risky attempt to rescue political hostages?


· 
· Perfect vs Bounded Rationality
· 
· Perfect rationality: A decision strategy that is completely informed, perfectly logical and oriented towards economic gain. Person is the perfect, cool, calculating decision maker!

1. Can gather information about problems and solutions without costs and because of that is fully informed


2. Is perfectly logical- we stick to logic! 

3. Has only one criterion for decision-making: Economic Gain!

· Steps in a “rational” decision-making model:

1. Identify Problem

2. Search for Relevant Information

3. Develop Alternative Solutions to the Problem

4. Evaluate Alternative Solutions

5. Choose Best Solution

6. Implement Chosen Solution

7. Monitor and Evaluate Solution

8. I S D E C I M

· Bounded rationality: A decision strategy that relies on limited information and that reflects time constraints and political consideration. 
· Framing:  refers to the aspects of the presentation of information about a problem that are assumed by decision makers. A frame could include assumptions about the boundaries of a problem.
· Cognitive biases: are tendencies to acquire and process information in a particular way that is prone to error! These biases constitute assumptions and shortcuts that can improve decision making efficiency 

· It can go wrong during certain periods:



· Bounded rationality can lead to the following difficulties in problem identification:

1. Perceptual defense. To defend the perceiver against unpleasant perceptions.

2. Problem defined in terms of functional specialty. Selective perception can cause decision makers to view a problem as being in the domain of their own specialty even when some other perspective might be warranted. (Marketing group will try to use better marketing to increase sales when it’s the design that is causing it)

3. Problem defined in terms of solution. Jumping to conclusions effectively short circuits the rational decisions making process.

4. Problem diagnosed in terms of symptoms. Surface symptoms are not the problem per se, there are underlying causes.
· e.g., A cold is a virus in the blood stream.
· Symptoms are stuffy nose, coughing, etc…
· Medication only takes care of the symptoms, it doesn’t get at the cause of the symptoms.

· During information search.

1. Sometimes decision makers do not acquire enough information  to make a good decision:

· People are “lazy”
· Costly and time consuming 
· We tend to remember vivid and recent events versus other potentially relevant information.

· Conformation bias: The tendency to seek out information that conforms to one’s own definition of or solution to a problem. --- (when overly confident, seek out only information to confirm our decision.. results in “decision-based evidence making”)

2. Too much information can also damage the quality of decisions:

· Information overload: The reception of more information than is necessary to make effective decisions.

· Decision makers think that more is better. Information overload leads to poorer decisions, but decision makers are more confident and satisfied with their decision

· Managers tend to:
· Gather information that has no relevance.
· Use information to justify a decision (after the fact).
· Complain that there isn’t enough information to make a decision.

· During evaluation and choice

1. Maximization: The choice of the decision alternative with the greatest expected value.

2. Things do not always go smoothly for the decision maker working under bounded rationality. He may not know all alternative solutions and he might be ignorant of the ultimate values and probabilities of success of those solutions that he knows. People are poor statisticians, have cognitive biases, and bounded rationality.

3. People are poor at revising estimates of probabilities and values as they acquire additional information. This a good example of the anchoring effect. For example in one study real estate agents allowed the asking pricer of a house unduly influences their professional evaluation of the house 

4. Satisficing: : Establish an adequate level of acceptability for a solution to a problem and then screen solutions until one that exceeds this level is found.

Risky business 

When people view problems as a choice between losses they tend to make risky decisions , rolling the dice in the face of a sure loss, when people frame alternatives as choice between gains they tend to make conservative decisions protecting the sure win 


· Solution Evaluation
· 
· Sunk costs: Are permanent losses of resources incurred as the result of a decision.

· Escalation of commitment: The tendency to invest additional resources in an apparently failing course of action, in which the escalation involves devoting more and more resources to action implied by the decision. 

· Example: If boss orders machine but machines do bad job, he might order more machines to increase productivity when the problem is that the machines are shit. (He will do this to prove he made the right decision in the first place in order to prove himself he was right and not show “weakness” in his poor decision making…) 

1. Reduce dissonance: Old decision couldn’t be bad, it’s just a question of time.

2. Consistency norm: People don’t want to be seen as weak and inconsistent, so they persevere.

3. Framing bias: Problem seen as a sure loss if do nothing (lost $X), but with additional investment, it’s erroneously believed it could lead to a reduction of this loss.  Tend to take more risks

· How to avoid escalation of commitment
· 
· Encourage continuous experimentation with reframing the problem. Shift the frame to saving rather than spending.

· Set specific goals for the project in advance that must be met if more resources are to be invested. This presents escalation when early results are unclear.

· Place more emphasis on evaluating managers on how they made decisions and less on decision outcomes. Good way to teach managers not to fear failure.

· Separate initial and subsequent decision making, so that initial decision makers are replaced/assisted by new people.

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

· Too often cognitive bias is present. “Faulty memory” adjusts the probabilities estimated before the decision to correspond to that which occurred. “Armchair quarterbacks” knew that the pass would be intercepted. 

· Another form of faulty hindsight is taking personal credit for successes and blaming external factors for failures.
· 
· How emotion and mood affect decision making
· 
· Emotions are useful INFORMATION that has functional significance for our survival. 

· Emotions have been shown to be useful for 
1. Ethical decision making (+ emotions)
2. Creative decision making (+ emotions)
3. Thorough review of information (- emotions)
4. Fast decision making (when you rely on your “intuition” (+emotions)

· Emotions/mood have more impact when facing ill-structured problems.
· So called whistle-blowers often report that they were motivated by emotions to protest decision errors. Strong emotions has also been implicated in creative decision making and the proper use of intuition to solve problems 

· Positive mood promotes more creative, intuitive decision making.

· Bad mood makes you remember bad stuff and vice versa…
· 
· Group decision making
· 
· It is argued that groups can make higher quality decisions than individuals. This argument is based on the following three assumptions:

1. Groups are more vigilant – more people scan the environment

2. Groups can generate more ideas

3. Groups can evaluate ideas better than individuals


· To get better acceptance and commitment:

1. People wish to be involved in a decision that will affect them.

2. People will better understand a decision in which they participate.

3. People will be more committed to a decision in which they invested personal time and energy.

4. And also learn how to deal with diffusion of responsibility: Is the ability of group members to share the burden of the negative consequences of a poor decision.

· Groups make higher quality decisions than individuals:

1. There is group diversity

2. Some division of labor occurs

3. Individual judgments are combined by weighting them to reflect the expertise of various members

4. Memory of facts is an important issue

5. Members feel free to voice their opinion

· However, there are disadvantages to group decision making:

1. Time – Groups do not work quickly or efficiently.

2. Conflict – Group members have personal axes to grind, or their own resources to protect.

3. Domination – An individual or coalition can adversely dominate the group. (If the dom is misinformed then so is the group)

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

· Illusion of invulnerability: members are overconfident and willing to assume great risk
· Rationalization: problems and counter arguments that members cannot ignore 
· Illusion of morality: the decision the group adopts are not only perceived as sensible they also perceived morally correct
· Pressure of conformity
· Self censorship
· Illusion of unanimity: members perceive that unanimous support exists for their course of action
· mind guards: some groups members may adopt the role of protecting the group from information that goes against its decision 
Group Polarization – Groups tend to make risky or conservative decisions, compared to individuals. If members’ original orientation is risky, group moves to more risky position (risky shift). If initially conservative, group becomes more conservative(conservative shift). 


THE DELPHI  TECHNIQUE :    of decision making wwas developed at the rand corporation to forecast changes in technology .
· the first questionnaire is usally general in nature and permits free responses to the problems
·  the staff would process the responses of the first to create a second questionnaire that might share these responses and ask for suggested improvements. A Final questionnaire might then be sent asking respondents to rate or rank each improvement.
· A chief disadvantage of DELPHI  is the rather lengthy time frame involved in the questionnaire  phases, though email makes it easier.
· Despite these problems DELPHI is an efficient method of pooling a large number of expert judgments while avoiding the problems of conformity and domination that can occur in interacting groups 
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· 
· 
· Ethics in Organizations
· 
· Ethics: is the systematic thinking about the moral consequences of decisions.

· Moral consequences can be framed in terms of the potential for harm to any stakeholder in the decision. Stakeholders are simply people inside or outside the organization who have the potential to be affected by the decision.

· A large majorities agree that unethical practices occur in business. Furthermore, substantial proportion (40-90%) report that they have been pressured to compromise their own ethical standards when making organizational decisions.

· Managers tend to see themselves as having higher ethical standards than their peers and sometimes their superiors.

· The nature of ethical dilemmas
· 
· Conflict of interest.
· Inappropriate gifts.
· Sexual harassment.
· Theft (e.g., stealing materials, unauthorized payments.)
· Dishonesty in reporting absenteeism, use of resources.
· Property damage.
· Violating employee privacy, releasing proprietary records
· Polluting the environment.
· “False” advertising.
· Withholding information about a product.
· Financial management procedures (e.g., creative accounting, pricing).
· Child labour
· Hazardous work conditions
· 
· Typical examples of associated ethical behavior:
· Honest communication. Evaluating subordinates candidly, label honestly 
Fair Treatment:  pay equitability, repsect the sealed bid process, do not give preference to supplier with special connections
· Special consideration, like helping out your freinds
· Fair competition: Avoiding bribes or kickbacks to get business.
· Corporate social responsibility: do not pollute; think about the community impact of plant closures
· Acting for the good of the organization, and other stakeholders, not for self-interest.
· Respecting the law (tax evasion, bribing inspectors…)
· Corporate social responsibility
· 
· Causes for unethical behavior
·  Gain: although the point might seem mundane it is critical to recongnize the role of temptation in unethical activity. 
· 
· Pressure: People who have power and use it to make you behave in certain ways.
1. 	Socialization tactics, cognitive dissonance
2. 	Org culture: success at any cost.

· Temptation: Anticipating a big reward, no threat of punishment. 
1. 	 Seeing someone being rewarded after an unethical act.

· Role conflict: Pollute the environment vs. dismiss an entire community (create high unemployment).
1. Push a product that is not in the best interest of a client to get your commission.

· Strong organizational identification: some employees identify very strongly with their organizations seeing their membership as an integral part of their identity this can lead to an increased pressure to be unethical to help the company succeed. 

· Competition: stiff competition for scarce resources can stimulate unethical behavior this has been observed in both business game simulations and industry studies of illeal acts in which trade offences and price fixing and monopolies violations have been shown to increase with industry decline! 

· Personality: are there certain types of personailities that are more prone to unethical decisions? In fact yes!  Machiavellians may be more prone to it, also people with a high need for personal power.
·    Organizational and industry culture: a orgs culture and sub cultures can influence ethics “ culture of corruption”
· 
· Whistle-blowing
· 
· Whistle-blowing: Disclosure of illegitimate practices by a current or former organizational member to some person or organization that might be able to take action to correct these practices.

· The whistle may be blown either inside or outside of the offending organization.

· No assurance that external or internal watchdogs enforce ethical behavior due to conflicts of interest ( CFOs, Internal auditor Arthur Andersen, Enron, WorldCom, Military, Tobacco cos.)

· Great courage required because great energy, resistance to stress, and standing up to being blamed/investigated are required
· 
· Sexual Harassment
· 
· Sexual harassment is a form of unethical behavior that stems, in part, from the abuse of power and the perpetuation of a gender power imbalance.

· It involves coercion of sexual cooperation by threat of job-related consequences (“quid pro quo” harassment) and unwanted and offensive sex-related verbal or physical conduct (hostile work environment).

· Results in legal costs, lower productivity, increased absenteeism and turnover,etc.                

· The most frequent perpetrators are co-workers (with power over the victim).

· The most severe forms of sexual harassment are committed by supervisors.

· Prevalent in hostile work environments, and is most likely in male-dominated industries and organizations in which men attempt to maintain their dominance relative to women. (Canadian forces…)
· 
· 
· “Deaf ear syndrome”: The inaction or complacency of organization in the face of charges of sexual harassment.

· Three main reasons to explain why organizations fail to respond:

1. Inadequate organizational policies and procedures for managing harassment complaints.

2. Defensive managerial reaction and rationalizations for failing to act in the face of complaints.

3. Organizational features that contribute to inertial tendencies (International US companies)

· Organizations that are responsive to complaints of sexual harassment have:
1. Top management commitment.

2. Provide comprehensive education programs.

3. Continuously monitor the work environment (confidential surveys).

4. Have clear policies and confidential reporting procedures.

5. Respond to complaints in a thorough and timely manner, and act uniformly and effectively               (this is key).
· 
· Employing ethical guidelines
· 
· Have a corporate code of ethics (but it’s not enough…).

· Train and educate your employees in ethics and the ethical dilemmas in your industry.

· Set an example…“Walk the talk” when making decisions:

1. Identify the stakeholders, and the costs and benefits of decision alternatives to these stakeholders.

2. Consider the relevant moral expectations in this case.

3. Senior management act according to moral standards.

· Make sure unethical behavior is not reinforced,               and punish unethical behavior harshly.

· Give employees a means of reporting unethical behavior.
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· 
· What is conflict?
· 
· Interpersonal conflict: The process that occurs when one person, group, or organizational subunit frustrates the goal attainment of another. Curator mad at director for not buying more art
· 
· Causes of organizational conflict
· 
· Group identification and intergroup bias

1. Simple fact of belonging to one group can create conflict between two groups (Us vs Them)

2. The increased emphasis on teams in organizations generally places a high premium on getting employees to identify strongly with their team. The prevalence of intergroup bias suggests that organizations will have to pay special attention to managing relationships between these teams.

3. Part of an individual’s self-concept is derived from membership to certain groups and the value (emotion) attached to this membership.

· Interdependence

1. When individuals are mutually dependent on each other to accomplish their own goals. (sales dependent on production for timely delivery) because it’s the only way to keep their customers happy
2. Interdependence can set the stage for conflict for two reasons, first it necessitates interactions between parties so that they can coordinate their interests. Conflict will not develop if the parties can “go at it alone”.. second interdependence implies that each party has some POWER over the other



· Differences in power, status and culture

1. Power: if dependence is not mutual (i.e. unequal), it leads one party to be at the mercy of the other. (e.g. quality control vs. production)

2. Status: Sometimes there are occasions when employees with technically lower status find themselves giving orders to, or controlling the tasks of, higher status people. (When a server gives order to chefs and the chefs don’t like that)

3. Culture: When two or more very different cultures develop in an organization, the clash in beliefs and values can result in overt conflict. (Hospital admin who is high on efficiency and not so much on patient care clashes with physician who is strongly focused on patient care)

· Ambiguity

1. Can result in different understanding of rules, goals, jurisdictions, criteria, etc.

· Scarce Resources

1. Fighting for limited budgets, staff, raw materials, technologies, expertise, space, etc.
· 
· Types of conflict
· 
· Relationship conflict: Interpersonal tensions among individuals that have to do with their relationship, beliefs, values, personalities, styles, power per se and not the task at hand.

· Task: Disagreements about the nature of the work to be done, mad about how it is getting done like a matter of 1 technique over the other.

· Process conflict: Disagreements about how work should be organized and accomplished. 
· 
· Conflict Dynamics
· 
· A number of events occur when one or more of the causes of conflict we noted above take effect. We will assume here that the conflict in question occurs between groups, such as organizational departments. Specifically, when conflict begins, we often see the following events transpire:

1. Winning becomes more important than  finding the best possible solution.

2. Hiding information from each other (or distorting it).

3. Each side becomes more cohesive, deviants are rejected.

4. Contact with the other party is discouraged.

5. Negatively stereotype the outgroup.

6. Aggressive people emerge as leaders.
· 
· Modes of managing conflict
· 
· There are two dimensions: assertive where you are trying to satisfy your own or your group’s concerns and how cooperative you are in trying to satisfy those of the other party or group.

1. Competing: A conflict management style that maximizes assertiveness and minimizes cooperation.
· have power
· sure of facts
· win-lose situation
· will not have to deal with  person in the future

2. Avoiding: A conflict management style characterized by low assertiveness of one’s own interest and low cooperation with the other party.
· short-term strategy
· waiting  for storm to blow over/ over-matched

3. Compromising: A conflict management style that combines intermediate levels of assertiveness and cooperation. 
· may not result in most creative response
· attempt is  to satisfice  rather than maximize
· useful when other strategies fail
· scarce  resources

4. Accommodating: A conflict management style in which one cooperates with the other party, while not asserting one’s interests.
· build goodwill/ you were  wrong / more important to other party

5. Collaborating: A conflict management style that maximizes both assertiveness and cooperation.
· companies and their suppliers
· both have information useful for each other
· looking for win-win
· frequently enhances productivity and achievement
· 
· Is all conflict bad?
· 
· No. It promotes necessary change in the organization. To do this, businesses often use what is called conflict stimulation where a strategy of increasing conflict to motivate change.

· Conflict  Change  Adaptation  Survival
· 
· Stress in organizations
· 
· The levels of stress in the workplace today are at an all-time high, and the implications of this are alarming. In fact the direct and indirect costs of stress-related and mental 
· Conflict stimulation: to cause change you must make it more so it motivates people to come up with change,  such an example can be a friendly rut, in which peaceful relationships take precedence over org goals to help promote increased performance 
· 
· disorders in the U.S. is estimated to be about $300 billion. The annual cost of time lost due to stress in Canada is $16 billion. 

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

· Stressors: Environmental events or conditions that have the potential to induce stress. These include extreme heat/cold, isolation or hostile people

· Stress reactions: The behavioral, psychological, and physiological consequences of stress.  Some of these reactions are essentially passive responses over which the 
· individual has little direct control such as elevated blood pressure or a reduced immune function 
· 
· Personality and stress
· 
· Locus of control: A set of beliefs about whether one’s behavior is controlled mainly by internal or external forces. Internal people think they control their life an d externals are more likely to feel anxious in the face of potential stressors

· Negative affectivity: Propensity to view the world, including oneself and other people, in a negative light. Viewing the world in a pessimistic way. Is a part of NEUROTISCIM.
1. A predisposition  to perceive stressors in the workplace
2. Hypersensitivity to existing stressors
3. A tendency to gravitate to stressful jobs
4. A tendency to provoke stress through their negativity 
5. The use of passive indirect coping styles that avoid the real source of stress.

· Type A behavior pattern: A personality pattern that includes aggressiveness, ambitiousness, competitiveness, hostility, impatience and a sense of time urgency. 

1. Are more stressed: constantly high arousal, and react more strongly to potential stressors than Type B’s. 

2. Consistently have higher heart rates and blood pressure.

3. Are more likely to achieve more in their career, because they work very hard, have to do everything fast, compete well, want to achieve, and take work home. Performance is higher.

4. Are more likely to develop heart disease.

5. Recent research shows it’s the hostility, repressed anger and distrust that take the physical toll


· Type B behavior pattern: Easygoing, less ambitious, not aggressive, patient, calm.
· 
· Organizational Stressors
· 
· Executive and Managerial Stressors

1. Role overload: The requirement for too many tasks to be performed in too short a time period.

2. Heavy responsibility: Not only is the workload of the executive heavy, but it can have extremely important consequences for the organization and its members.

· Operative-level Stressors

1. Poor physical working conditions: The working areas can be too cold, too hot, noisy, dirty etc…

2. Poor job design: Demanding too much of the resources that you have. Or the job is too monotone or boring for the employees which can lead to frustration.

3. According to Robert Karasek’s job demands-job control model, jobs that make high demands on employees while giving them little control over workplace decisions are especially prone to produce stress and negative stress reactions.

· Boundary Role Stressors, Burnout, and Emotional Labor 

1. Boundary roles: Positions in which organizational members are required to interact with members of other organizations or with the public. 
· salespeople balancing delivery and production constraints, receptionists, customer service reps.

2. Burnout: Emotional exhaustion, depersonalization, and reduced personal accomplishment among those who work with people. To deal with it, some individuals bravely pursue a new occupation, often experiencing guilt about not having been able to cope in the old one. Others try to distance themselves from clients and become less concerned about everything. 
· Teachers, nurses, paramedics, social workers, police

· General Stressors

1. Interpersonal Conflict: Bullying can be defined as repeated negative behavior directed toward one or more individuals of lower or status that creates a hostile work environment. 

2. Work-Family Conflict: 
· both parents working
· single parents
· childcare responsibilities
· care for elderly parents

3. Job Insecurity and Change: The trend towards mergers and acquisitions, along with reengineering, restructuring and downsizing has led to increasingly high levels of stress among employees who have either lost their jobs or must live with the threat of more layoffs, the loss of friends and co-workers, and increased workload.

4. Role ambiguity: This happens when the goals on one’s job or the methods of performing the job are unclear. Such a lack of direction can prove stressful, especially for people who are low in their tolerance for such ambiguity. For example, the president of a firm might be instructed by the board to increase profits and cut costs. This goals may seem clear but how exactly do you proceed to do so.

5. Sexual Harassment: Sexual harassment in the workplace is now considered to be widespread in both the public and private sectors, and most harassment victims are subjected to ongoing harassment and stress. 

· Behavioral reactions to organizational stress
· 
· Problem solving: In general, problem solving is directed toward terminating the stressor or reducing its potency, not toward simply making the person feel better in the short run. Examples are:
1. Delegation 
2. Time Management 
3. Talk It Out 
4. Ask for Help 
5. Search for Alternatives

· Seek social support: can offer information, comfort and tangible support.
1. Colleagues are best for work-related stressors.
2. Family and friends are best for personal stressors.

· Stressors damage performance; although there are some times where they can motivate a person to work harder. 

· Withdrawal: Withdrawal from the stressor is one of the most basic reactions to stress. In organizations, this withdrawal takes the form of absence and turnover. Compared with problem-solving reactions to stress, absenteeism fails to attack the stressor directly.

· Presenteeism: going to work when not well, performance is sub-standard. Can also infect others.

· Use of addictive substances: Cigarettes, Alcohol, Drugs

· Violent Behavior: Yelling at other employees, Threatening to hurt, Assault. 

Psychological reactions to stress

· The most common reaction is the use of defense mechanisms: psychological attempts to reduce the anxiety associated with stress. These usually involve the following:

1. Rationalization: Attributing socially acceptable reasons or motives to one’s actions so that they will appear reasonable and sensible, at least to oneself. (Male nurse didn’t get promotion because of discrimination towards men)

2. Projection: Attributing one’s own undesirable ideas and motives to others so that they seem less negative. (bribing)

3. Displacement: Directing feelings of anger at a “safe” target rather than expressing them where they may be punished. (taking anger out on sports…)

4. Compensation: Applying one’s skills in a particular area to make up for failure in another area. (Might not get research published but is still a great prof)

These can be useful for short periods of time, however it does not get rid of the stressor.

· Physiological reactions to stress

· Decreased immune functioning: colds, infections, etc.

· Increased risk of heart disease

· Psychosomatic diseases: result from the wear-and-tear of prolonged stress.  
1. e.g., stomach acidity, back problems, etc
· 
· Consequences for the organization
· 
· Decreased productivity

· Increased absenteeism, turnover, sick leave, missed deadlines.

· Increased selection and training costs

· Compensation claims and legal expenses

· Costs of work related mental health problems is $16 billion/yr. in Canada alone!

Organizational strategies for reducing stress

· Job Redesign: Shown to reduce stress (from boredom and repetition), but too much could also be stressful.  

· “Family Friendly” Human Resources Policies: daycare centers, flexible schedules, teleworking, job sharing.

· Stress Management Programs: meditation, yoga, fitness centers, time management training.

· Work/Life Programs: healthy cafeteria, fitness center, massage therapy.

· Exercise releases endorphins, which elevate mood, lowers stress, increases vitality, and increases performance.


