Job Enrichment 
Job enrichment – design of jobs to enhance intrinsic motivation, quality of working life, and job involvement 
Job involvement – cognitive state of psychological identification with one’s job and the importance of work to one’s total self image 
· Employees who have challenging and enriched jobs tend to have higher levels of job involvement 
· Combining Tasks
· Assigning tasks that might be performed by different workers to a single individual 
· Establishing external client relationships
· Putting employees in touch with people outside organization who depend on product and services
· Establishing internal client relationships
· Putting employees in touch with people who depend on their products and services within organization
· Reducing supervision or reliance on others
· Goal here is to increase autonomy and control over one’s own work
· Forming work teams
· An alternative to a sequence of small jobs that individual workers perform when a product or service is too large for one person
· Making feedback more direct
· Permits workers to be identified with their ‘own’ product or service 
Management by Objectives 
Management by objectives (MBO) – an elaborate, systematic, ongoing program designed to facilitate goal establishment, goal accomplishment, and employee development 
· Objectives are simply another label for goals
· Manager meets with individual workers to develop and agree on employee objectives for coming months
· Periodic meetings to monitor employee progress in achieving goals
· Appraisal meeting is held to evaluate extent to which the agreed upon objectives have been achieved 
· Cycle is repeated
· MBO programs result in clear productivity gains 
Alternative Development, Evaluation, and Choice
· Rational decision maker conceives all alternatives, knows the ultimate value of each alternative, and knows the probability that each alternative will work 
Maximization – choice of the decision alternative with the greatest expected value 
· Bounded rational decision maker may not know all alternative solutions and may be ignorant of the ultimate values and probabilities of success of alternatives 
· People avoid incorporating known existing data about the likelihood of events into their decisions
· Large samples warrant more confidence than small samples 
· Decision makers often overestimate the odds of complex chain of events occurring 
· Anchoring effect – inadequate adjustment of subsequent estimates from an initial estimate that serves as an anchor 
Satisficing – establishing an adequate level of acceptability for a solution to a problem and then screening solutions until one that exceeds this level is found 
Legitimate Power
Legitimate power – power derived from a person’s position or job in an organization 
· As we move up the organization’s hierarchy, we find that members possess more and more legitimate power 
· Organizations differ greatly in the extent to which they emphasize and reinforce legitimate power 
· When legitimate power works, it often does because people have been socialized to accept its influence 
Reward Power 
Reward power – power derived from the ability to provide positive outcomes and prevent negative outcomes 
· Managers are given the chance to recommend raises, do performance evaluations, and assign preferred tasks to employees 
Coercive Power
Coercive power – power derived from the use of punishment and threat 
· Managers may be permitted to dock pay, assign unfavorable tasks, or block promotions 
Referent Power
Referent power – power derived from being well liked by others 
· Especially potent for two reasons:
· It stems from identification with the powerholder 
· Anyone in the organization may be well like, irrespective of his or her other bases of power 
Expert Power
Expert power – power derived from having special information or expertise that is valued by an organization 
· Is especially common among lower-level members in scientific and technical areas 
· Expert power is a valuable asset for managers 
Empowerment
Empowerment – giving people the authority, opportunity, and motivation to take initiative and solve organizational problems 
· Motivation part of empowerment equation suggests hiring people who will be intrinsically motivated by power and opportunity and aligning extrinsic rewards 
· People who are empowered have a strong sense of self-efficacy, the feeling that they are capable of doing their jobs well and making things happen 
· Used properly, empowerment puts power where it is needed to make the organization effective 
Influence Tactics 
Influence tactics – tactics that are used to convert power into actual influence over others 
· Assertiveness – ordering, nagging, setting deadlines, and verbal confrontation 
· Ingratiation – using flattery and acting friendly, polite, or humble
· Rationality – using logic, reason, planning, and compromise
· Exchange – doing favors or offering to trade favors
· Upward appeal – making formal or informal appeals to organizational superiors for intervention
· Coalition formation – seeking united support from other organizational members 
Machiavellianism 
Machiavellianism – a set of cynical beliefs about human nature, morality, and the permissibility of using various tactics to achieve one’s ends 
· High ‘machs’ are 
· More likely to advocate the use of lying and deceit to achieve desired goals and to argue that morality can be compromised to fir the situation in question 
· Tend to be convincing liars and good at ‘psyching out’ competitors by creating diversions 
· Are quite willing to form coalitions with others to out maneuver or defeat people who get in their way 
How Do Groups Handle Risk
· Groups will make riskier decisions than individuals because there is security in numbers
Risky shift – tendency for groups to make riskier decisions than the average risk initially advocated by their individual members
Conservative shift – tendency for groups to make less risky decisions than the average risk initially advocated by their individual members 
· Group discussion seems to polarize or exaggerate the initial position of the group 
· Why do risky and conservative shifts occur when groups make decisions:
· Group discussion generates ideas and arguments that individual members have not considered before 
· Group members try to present themselves as basically similar to other members but even better 


Traditional and Electronic Brainstorming 
Brainstorming – an attempt to increase the number of creative solution alternatives to problems by focusing on idea generation rather than evaluation 
· No ideas should be considered too extreme or unusual to be voiced 
· Individuals working alone tend to generate more ideas than when in groups
Electronic brainstorming – use of computer mediated technology to improve traditional brainstorming practices 
· Electronic brainstorming groups perform better than face to face groups in terms of both quantity and quality of ideas 
Nominal Group Technique 
Nominal group technique – structured group decision making technique in which ideas are generated without group interaction and then systematically evaluated by the group 
· Separates the generation of ideas from their evaluation 
· Advantage:
· The time and resources required to assemble the group for face-to-face interaction 
Delphi Technique
Delphi technique – method of pooling a large number of expert judgments by using a series of increasingly refined questionnaires 
· Relies solely on a nominal group – participants do not engage in face to face interaction 
· Heart of Delphi in a series of questionnaires sent to respondents 
· Disadvantages:
· Lengthy time frame involved in the questionnaire phases 
· Effectiveness depends on the writing skills of the respondents and their interest in the problem 
· 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 
Group Decision Making 
Why Use Groups?
· Decision Quality
· Groups and teams make higher quality decision than individuals 
· Groups are more vigilant than individuals are – more people are scanning the environment 
· Groups can generate more ideas than individuals can
· Groups can evaluate ideas better than individuals can 
· A problem that some group members miss might be identified by others 
· Decision Acceptance and Commitment
· Groups are often used to make decisions on the premise that a decision made in this way will be more acceptable to those involved 
· People wish to be involved in decisions that will affect them
· People will better understand a decision in which they participated
· People will be more committed to a decision in which they invested personal time and energy 
· Diffusion of responsibility – the ability of group members to share the burden of the negative consequences of a poor decision 
Do Groups Actually Make Higher Quality Decisions Than Individuals 
· groups usually produce more and better solutions to problems than individuals working alone 
· Groups should perform better than individuals when:
· Group members differ in relevant skills and abilities
· Some division of labor can occur
· Memory for facts is an important 
· Individual judgments can be combined by weighting them to reflect the expertise of the various members 
Disadvantages of Group Decision Making 
· Time 
· Groups seldom work quickly or efficiently compared with individuals 
· Conflict
· Participants in group decisions have their own personal axes to grind or their own resources to protect 
· Way to help conflict is compromise 
· Domination 
· Advantages of group decision making will seldom be realized if meetings are dominated by a single individual or a small coalition 
· Groupthink – capacity for group pressure to damage the mental efficiency, reality testing, and moral judgment of decision-making groups 
· Illusion of invulnerability 
· Members are overconfident and willing to assume great risks
· Rationalization
· Illusion of Morality 
· Stereotypes of outsiders 
· Group construct unfavorable stereotypes of those outside the group who are targets of their decisions 
· Pressure from conformity 
· Members pressure each other to fall in line and conform with the group’s views 
· Self censorship
· Members convince themselves to avoid voicing opinions contrary to the group
· Illusion of unanimity
· Members perceive that unanimous support exists for their chosen course of action 
· Mindguards 
· Some group members may try to protect the group from information that goes against its decisions 
· Victims of groupthink are operating in an atmosphere of unreality that should lead to low-quality decisions 
· What can prevent groupthink?
· Leaders must be careful to avoid exerting undue pressure for a particular decision outcome and concentrate on good decision processes 
· Leaders should establish norms that encourage and even reward responsible dissent 

