Chapter 7: Conflicts & Stress

i. Groups; formal and informal groups

[bookmark: _GoBack]Formal groups: Established by organizations to facilitate the achievement of organizational goals (ex. Manager & employee, task forces, project teams, & committees).

Informal groups: Emerge naturally in response to the common interests of organizational members (ex. Smoking group).

ii. Stages of group development and punctuated equilibrium models

1. Forming (members orient themselves; “test the waters”)
2. Storming (conflict in deciding roles and group development)
3. Norming (resolve issues and opinions/info flow freely)
4. Performing (members work towards accomplishing task)
5. Adjourning (emotional support and rituals)

*Well acquainted task forces and committees can short-circuit these stages.

Stage 1 (first meeting working to set agenda, group works to get info but little progress)  Midpoint Transition (change the approach to accomplish task)  Stage 2  (adopt new approach and then project deadline; finish with a final meeting)

iii. Group structure and consequences (size and diversity)

Group structure: The characteristics of the stable social organization of a group – the way a group is “put together”.

Group size
With larger groups (opposite for small): Less satisfaction, decreases the chance to develop friendships, higher chances of conflict, people are less likely to participate, members have lower identification with accomplishments

*Depending on task, large or small groups are preferred.

Additive tasks: Group performance is dependant on the sum of the performance of individual group members (ex. Building a house).
Disjunctive tasks: Group performance is dependent on the performance of the best group member (ex. Research team).
Conjunctive tasks: Group performance is limited by the performance of the poorest group member (ex. Assembly line).

Diversity
- More difficult time communicating effectively & becoming cohesive
-Take longer to complete forming, storming & norming
-Once developed, diverse and regular groups are equally cohesive and productive
-Diverse sometimes perform better on certain tasks (creative & innovative)
-Negative effects from diversity wear off over time
-Deep diversity can damage cohesiveness

iv. Norms and roles in social interaction

Norms: Collective expectations that members of social units have regarding the behaviour of each other. They are codes of conduct that specify the standards against which we evaluate the appropriateness of behaviour.

*Mostly unconscious, only aware in certain circumstances like a new social situation.
*They provide predictability and regularity to behaviour.

Roles: Positions in a group that have a set of expected behaviours attached to them (package of norms that apply to particular group members).
· Assigned roles (formally prescribed by an organization as a means of dividing labour & responsibility to facilitate task accomplishment) 
· Emergent roles (develop naturally to meet social-emotional needs of group members or to assist in formal job accomplishment)

v. Group cohesiveness and its consequences

Group cohesiveness: The degree to which a group is especially attractive to its members. 

Groups become more cohesive with:
-Threat and competition
-Success
-Member diversity
-Group size
-Toughness of initiation

*Members want to stay in the group and they describe the group in favourable terms.
*Cohesiveness is a relative, rather than absolute property of groups

Consequences of cohesiveness:
-More participation in group activities (more communication)
-More conformity (react to deviants with increased communication directed at the individual)
-More success (better at achieving own goals, higher performance & better when task involves interdependence)
*Good if goals correspond to organization otherwise threatened

vi. Social loafing (free rider, sucker effect)

Social Loafing: The tendency to withhold physical or intellectual effort when performing a group task.
· Free Rider Effect: People lower their effort to get a free ride at the expense of their fellow group members
· Sucker Effect: People lower their effort because of the feeling that others are free riding (restoring equity).

Counteract social loafing with:
-Make individual performance more visible (keep group size small)
-Make sure that the work is interesting (intrinsically motivating)
-Increase feelings of indispensability (provide members with unique inputs)
-Increase performance feedback
-Reward group performance	

Chapter 8: Social Influence, Socialization, and Organizational Culture

i. Organizational culture

Organizational culture: Consist of the shared beliefs, values, and assumptions that exist in an organization. They determine the norms that develop and the patterns of behaviour that emerge from these norms. 

*It is what defines the organization and it is what the company stands for.

Culture  Norms  Behaviour

ii. Assets of strong cultures

Strong culture: An organizational culture with intense and pervasive beliefs, values, and assumptions. It provides great consensus concerning “what the organization is about” or what it stands for.


Assets of strong cultures:
· Coordination (overarching values and assumptions of strong cultures can facilitate communication and coordinate)
· Conflict Resolution (sharing core values is a powerful mechanism that helps to resolve conflicts)
· Financial Success (when the culture supports the mission, strategy, and goals of the organization)

	Liabilities of strong cultures:
· Resistance to change (damage a firm’s ability to innovate)
· Culture clash (can mix badly when a merger or acquisition pushes companies together)
· Pathology (threaten organizational effectiveness when cultures support infighting, secrecy, and paranoia)

iii. How to diagnose an organizational culture 

Examine the symbols, rituals, and stories that characterize the organization’s way of life.

Symbols: Such as corporate motto or mascot provide common meaning and reinforce culture values and what the company considers important.
Rituals (ceremonies): Such as parties and gatherings are expressive events that define and build the culture. They send cultural messages and convey the essence of a culture.
Stories: The folklore of organizations – stories about past organizational events – is a common aspect of culture. These stories communicate how things work and reflect the uniqueness of the organization (ex. Can the little one rise to the top).

Chapter 9: Leadership

i. Leadership, formal leadership in organizations, trait theory of leadership

Leadership: The influence that particular individuals exert on the goal achievement of others in an organizational context.
· Formal Leadership: Hold a position of authority within the organization. (manager, executive, supervisor and department head)
· Informal Leadership: Emerge to occupy informal leadership roles. They must rely on being well liked or being perceived as highly skilled to exert influence.

Trait Activation Theory: Are Leaders Born?
Leadership depends on the personal qualities or traits of the leader. Those who become leaders possess a special set of traits that distinguish them from the masses of followers. (Conscientiousness & Extraversion are the most consistent predictors of leadership effectiveness)
-Intelligence
-Energy and drive
-Self-confidence
-Emotional Stability
-Dominance
-Sociability

*Limitations: only moderate relationships b/w these traits and leadership effectiveness.

ii. Leadership behaviors: consideration and initiating structures

Leadership behaviors:
Consideration: extent to which a leader is approachable and shows personal concern and respect for employees.
Initiating structure: degree to which a leader concentrates on group goal attainment. (defines, tasks, procedures etc.)

Limitations: The effects of consideration and initiating structure depend on characteristics of the task, the employee and the setting in which work is performed.

iii. House’s path goal theory (situational approach)

House’s path-goal theory: Effectiveness on a leadership style is contingent on the setting.
· Directive Behaviour: Schedule work, maintain performance standards and let employees know what is expected of them. (identical to initiating)
· Supportive Behaviour: Friendly, approachable and concerned with pleasant interpersonal relationships. (identical to consideration)
· Participative: Leaders consult with employees about work-related matters and consider their opinions.
· Achievement-Oriented: Encourage employees to exert high effort and strive for a high level of goal accomplishment. They express confidence that employees can reach these goals.

Concerned with 2 primary classes of situational factors:
       	-Employee characteristics
       	-Environmental factors

iv. Participative Leadership

Participative Leadership: Involving employees in decisions. A model that attempts to specify in a practical manner when leaders should use participation and to what extent they should use it (employee centered leadership).

Advantages:
1      Motivation
2      Quality
3      Acceptance
Disadvantages:
1.     Time and Energy
2.     Loss of Power
3.     Employees may Lack of Receptivity or Knowledge

v. Transactional & transformational leadership

Transactional leadership: Based on a straightforward exchange relationship between the leaders and followers
· Contingent Reward behaviour: gives rewards based on employee performance
· Management by exception: The leader monitors follower behaviour, anticipates problems and takes corrective actions before the behaviour creates serious problems (based on results of leader-follower transactions).

Transformational leadership: Provides followers with a new vision that instills commitment. They have the ability to change the beliefs and attitudes of followers to correspond with a new vision (ie. Steve Jobs).
key dimensions:

· Intellectual stimulation: stimulates employees to think about problems, issues and strategies in new ways.
· Individualized consideration: Treating employees as distinct individuals, indicating concern for their needs and personal development.
· Inspirational motivation: Communication of visions that are appealing and inspiring to followers.
· Charisma: Ability to command strong loyalty and devotion from followers and thus have the potential for strong influence on them.

	*Transformational leadership has been found to be the most consistent predictor of effective leadership.

Chapter 11: Decision Making

i. Decision making; well structured and ill-structured problems

Decision making: the process of developing a commitment to some course of action. This is a process that involves:
		1.     Making a choice among several action alternatives
		2.     It is a process
		3.     It involves a commitment of resources

Well-Structured Problems: Are simple and solutions arouse little controversy (standardized/program)

Existing state 	 		Desired state
(Clear)     Path: Fairly Obvious	(Clear)

Ill-Structured Problems: unique & unusual problems, they arouse controversy and conflict (not been encountered before)

Existing state			 Desired State
(Unclear)  Path: Unknown   	(Unclear)

ii. Perfectly rational decision making vs. decision making under bounded rationality

Perfectly Rational Decision Model
		1.     Identify the problem
		2.     Search for relevant information
		3.     Develop alternative solutions
		4.     Evaluate alternative solutions
		5.     Choose the best solution
		6.     Implement the chosen solution
		7.     Monitor and evaluate the chosen solution

In order to make a perfectly rational decision you need to be:
-Completely informed
-Perfectly logical
-Oriented toward economic gain

Bounded Rationality- Herbert Simon
Relies on limited:
-Information
-Time constraints
-Political considerations
iii. Framing and cognitive biases on the decision process, escalation of commitment, how do emotions and mood affect decision making

* Framing & Cognitive Biases illustrate the operation of bounded rationality

Framing: The aspects of the presentation of information about a problem that are assumed by decision makers. How problems and decisions are framed has a powerful impact on resulting decisions.

Cognitive Biases: Tendencies to acquire process information in a particular way that is prone to error. They involve assumptions and shortcuts than may improve decision-making efficiency but they frequently lead to serious errors in judgement.
· Too Little Information: Several cognitive biases contribute to this such as using whatever information is most readily available.
· Too Much Information: Can damage the quality of decisions. Information overload can lead to errors, omissions, delays and cutting corners.
· Hindsight: Tendency to review the decision-making process that was used to find what was done right or wrong.

Escalation of Commitment: The tendency to invest additional resources in an apparently failing course of action.
       	-Dissonance Reduction
       	-Social norm for consistent behaviour
       	-Motivation to not appear wasteful
       	-The way the problem is framed
       	-Personality, moods, and emotions

How Emotion and Mood Affect Decision Making:

Strong emotion frequently affects the decision making process
· People in a positive(negative) mood tend to remember positive(negative) information.
· People in a positive(negative) mood tend to evaluate objects, people and events more positively(negatively).
· People in a good mood tend to overestimate the likelihood that good events will occur and underestimate the occurrence of bad events. People in a bad mood do the opposite.
· People in a good mood adopt simplified, shortcut decision-making strategies, more likely violating the rational model.
· Positive mood promotes more creative, intuitive decision making.

*Those in a good mood can make creative decisions
*Those in a negative mood can actually process information more carefully and effectively

iv. Pros and cons of using groups to make decisions, groupthink, risk assessment
	
	Pros:
· Decision quality: Groups are more vigilant, generate more ideas, and can evaluate ideas better. Therefore, higher quality decisions.
· Decision acceptance and commitment: The decision will be more acceptable to those involved, decision is therefore more likely to be implemented, it makes employees more willing to ensure it is carried out.
· Diffusion of responsibility: The ability of group members to share the burden of the negative consequences of a poor decision. No one person will be singled out for punishment.

*Groups tend to perform better when members: differ in relevant skills and abilities (as long as not too much), some division of labour can occur, individual judgments can be combined by weighting them to reflect the expertise of various members. 

Cons:
· Time: Groups seldom work quickly or efficiently compared with individuals due to process losses.
· Conflict: Participants may have their own personal axes to grind or their own resources to protect.
· Domination: When meetings are dominated by a single individual or a small coalition the advantages of group decision making will not be realized.
· Groupthink: The capacity for group pressure to damage the mental efficiency, reality testing, and moral judgment of decision-making groups.

Causes of groupthink:
	-High group cohesiveness
	-Strong identification with the group
	-Concern for approval from the group
	-Isolation of the group from other sources of information
	-The promotion of a particular decision by the group leader (*primary cause)

	Groupthink symptoms:
	-Illusion of invulnerability (members are overconfident and willing to assume great risk)
	-Rationalization (seemingly logical but improbable excuses are given for problems)
	-Illusion of morality (decisions are perceived as sensible and morally correct)
	-Stereotypes of outsiders
	-Pressure for conformity
	-Self-censorship (convince themselves to avoid voicing opinions contrary to the group)
	-Illusion of unanimity (assume unanimous support for chosen course of action)
	-Mindguards (some members adopt the role of “protecting” the group from information that goes against its decisions)

	Groupthink prevention:
	-Leaders must 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
	-Outside experts should be brought in from time to time to challenge the group’s views
	
	Risk assessment 
· Risky shift: The tendency for groups to make riskier decisions than the average risk initially advocated by their individual members
· Conservative shift: The tendency for groups to make less risky decisions than the average risk initially advocated by their individual members

	*People that are usually a little risky will be a lot risky
	*People that are usually conservative will be very conservative

Chapter 12: Ethics

i. Ethics and the ethical dilemmas that managers face
	
	Ethics: Systematic thinking about the moral consequences of decisions.
	
	*Moral consequences can be framed in terms of the potential for harm to any stakeholders in the decision
	*Stakeholders: People inside or outside the organization that have the potential to be affected by the organizational decisions.

	Ethical dilemmas that managers face:
· Honest communication
· Fair treatment
· Special consideration
· Fair competition
· Responsibility to organization
· Corporate social responsibility
· Respect for law
	
Causes of unethical behaviour:
· Gain
· Role conflict
· Strong organizational identification
· Competition
· Personality
· Organizational and industry culture

ii. Sexual harassment, what organizations can do to prevent it and how should they respond to allegations

	Sexual harassment: A form of unethical behaviour that stems, in part, from the abuse of power and the perpetuation of a gender power imbalance. Managers who use their position, reward, or coercive power to request sexual favours or demonstrate verbal and physical conduct of a sexual nature as a condition of employment or as a basis for employment decisions toward those in less powerful positions are abusing their power and acting in an unethical manner.

	Deaf ear syndrome: Refers to the inaction or complacency of organizations in the face of charges of sexual harassment.
	
	How to prevent sexual harassment:
· Top management commitment
· Provide comprehensive educational programs
· Continuously monitor the work environment
· Respond to complaints in a thorough timely manner
· Have clear policies and reporting procedures

	How to respond to sexual harassment:
· Examine the characteristics of deaf ear organizations
· Foster management support and education
· Take immediate action
· Create state-of-the-art policy
· Establish clear reporting procedures


Chapter 13: Conflicts & Stress

i. Interpersonal conflicts and its causes

Interpersonal Conflict: A process that occurs when one person, group, or organizational subunit frustrates the goal of attainment of another (often involves antagonistic attitudes and behaviours).

Causes:
Group identification and intergroup bias 
· More positive view of their own “in-group” and less positive view of the “out-group”, higher self-esteem)
Interdependence 
· When individuals or subunits are mutually dependant on each other to accomplish their own goals 
· Does not always lead to conflict; can initiate good collaboration
Differences in power, status, and culture 
· Power: when dependence is not mutual & instead one way
· Status: issues when people of lower status depend on people of higher status
· Culture: when two or more very different cultures develop in an organization, the clash in beliefs and values can result in overt conflict
Ambiguity
· When goals, jurisdictions, or performance criteria are ambiguous it can lead to conflict
· Formal and informal rules that govern interaction break down
Scarce resources
· Limited budget money, secretarial support, or lab space can contribute to conflict
· Scarcity can turn latent or disguised conflict into overt conflict

ii. Types of conflict, modes of managing conflicts (avoiding, competing, accommodating), stimulating conflict

Types of conflict:
Relationship conflict
· Concerns interpersonal tensions among individuals that have to do with their relationship per se, not the task at hand (ex. personality clashes)
Task conflict
· Concerns disagreements about the nature of work to be done (ex. difference of opinions about goals or technical matters are examples of task conflict)
Process Conflict
· Disagreements about how work should be organized and accomplished (ex. disagreements about responsibility, authority, resource allocation, and who does what)

*Not all conflict is detrimental, some degree of it may benefit team performance

Modes of managing conflict: 

-How assertive you are in trying to satisfy your own or your group’s concerns?
-How cooperative you are in trying to satisfy those of the other party or group?

Avoiding:
· Low assertiveness of one’s own interests and low cooperation with the other party
· Provides short-term stress reduction but not usually change the situation
· Limited effectiveness
· Effective when the issue is trivial, information is lacking, people need to cool down, & when the opponent is very powerful and hostile
Accommodating:
· When one cooperates with the other party while not asserting one’s own interests
· Not good for future interactions when it is seen as a sign of weakness
· Effective when you are wrong, the issue is more important to the other party, & you want to build good will
Competing:
· Maximizes assertiveness for your own position and minimize cooperative responses
· You tend to frame the conflict in strict win-lose terms
· Effective when you have a lot of power, sure about your facts, situation is truly win-lose, or you will not have to interact with other party in future
Compromise:
· Combines intermediate levels of assertiveness and cooperation
· Not the most creative response to conflict
· Not useful for resolving conflicts that stem from power asymmetry
· Effective when conflict stems from scarce resources and good as a fallback position if other strategies fail
Collaborating:
· Maximizes both assertiveness and cooperation
· Attempts to secure an integrative agreement that fully satisfies the interests of both parties (a win-win resolution)
· Effective when conflict is not intense and when each party has information that is useful to the other
· It often enhances productivity and achievement
· Helps manage conflict outside of the organization
· Collaboration between org. departments is super important for providing good customer service

Conflict Stimulation: A strategy for increasing conflict to motivate change. 

*Various signals might indicate that some conflict might be a good thing. 
*The cause of conflict such as scarcity and ambiguity, can be manipulated by managers to achieve change.

iii. Stressors, stress, and stress reactions, the role that personality plays in stress

Stressors: Environmental events or conditions that have the potential to induce stress (ex. extreme heat or cold). 
*Personality often determines the extent to which a potential stressor becomes a real stressor and induces stress

Stress: A psychological reaction to the demands inherent in a stressor that has the potential to make a person feel tense or anxious (the person does not feel capable of coping with these demands).
*Moderate levels of stress can provide appropriate levels of stimulation
*A problem is when it leads to high levels of anxiety and tension

Stress Reactions: The behavioural (violence or withdrawal), psychological (high blood pressure), and physiological (depression or burnout) consequences of stress.
*Dealing directly with the stressor has more potential for effectiveness because the chances of the stress episode being terminated are increased
*Some reactions (ex. absenteeism) may be very costly for an organization

Personality and stress: Can affect both the extent to which potential stressors are perceived as stressful and the types of stress reactions that occur.

Locus of control: People’s beliefs about the factors that control their behaviour 
· Externals: Feel anxious when facing stressors, more prone to simple anxiety-reduction strategies that only work in the short run.
· Internals: Confront stressors directly
Type A behaviour pattern: A personality pattern that includes aggressiveness, ambitiousness, competitiveness, hostility, impatience, and a sense of time urgency.
· Type A: Report heavier workloads, longer work hours, and more conflicting work demands, perceive to encounter more stressful situations than B, exhibit adverse physiological reactions in response to stress
· Type B: Do not exhibit these extreme characteristics
Negative affectivity: The propensity to view the world, including oneself and other people, in a negative light.
· Predisposition to perceive stressors
· Hypersensitivity to existing stressors
· Tendency to gravitate to stressful jobs
· Tendency to provoke stress through their negativity
· Use of passive, indirect coping styles that avoid the real sources of stress

iv. Sources of stress encountered by various organizational role occupants

	Executive and managerial stressors: Executives and managers make key organizational decisions and direct the work of others.
· Role overload: When one must perform too many tasks in too short a time period. It often provokes conflict between the manager’s role as an organizational member and his or her role as a spouse or parent.
· Heavy responsibility: Manager’s work has extremely important consequences for the organization and its members. Executives are also responsible for the future of others and this has the potential to induce stress.
	Operative-Level Stressors: Operatives are individuals who occupy non-professional and non-managerial positions in organizations. 
· Poor physical working conditions: Exposed to physically unpleasant and even dangerous working conditions (ex. Excessive heat, cold, pollution).
· Poor job design: Jobs that are too simple or not challenging enough. Job scope can be a stressor at levels that are too low or too high.
	Boundary Role Stressors: Positions in which organizational members are required to interact with members of other organizations or with the public (social work).
· Burnout: A syndrome made up of emotional exhaustion, cynicism, and low self-efficacy and low personal accomplishment (can also occur in other types of stressors). People with high self-esteem, high conscientiousness, and internal control report less burnout. 
		Consequences of burnout:
		-Pursue new occupation/job (turnover)
		-Pursue administrative careers
		-Suppression and acting of emotions takes a toll on cognitive and 			emotional resources over time 
	
	*Work engagement: A positive work-related state of mind that is characterized by vigor (high energy levels & mental resilience), dedication, and absorption. (Opposite of a burnout)
	*General Stressors: Interpersonal conflict, work-family conflict, job insecurity and change, role ambiguity, and sexual harassment.

v. Behavioural, psychological, physiological reactions to stress

Behavioural: Are overt activities that the stressed individual uses in an attempt to cope with the stress 
· Problem solving, seeking social support, performance changes, withdrawal, use of additive substances)
Psychological: Primarily involve emotions and thought processes rather than overt behaviour. Psychological attempts to reduce anxiety (use of defense mechanisms to reduce anxiety). 
· rationalization, projection, displacement, reaction formation, compensation
	Physiological: Health risks – work stress is associated with electrocardiogram irregularities and elevated levels of blood pressure, cholesterol, and pulse. Associated with the onset of various diseases due to its ill effects on the immune system, and highly linked with cardiovascular problems (burnout). 

vi. Techniques for managing stress 

Job redesign: Involve enriching operative-level jobs to make them more stimulating and challenging. Providing more autonomy in how service is delivered can alleviate stress and burnout.
Family-friendly HR policies: Include some combination of formalized social support, material support, and increased flexibility (alternative work schedules) to adapt to employee needs (ex. Corporate daycare centres, and newsletters that deal with work family issues).
Stress management programs: Programs designed to help employees “manage” work-related stress. They either help healthy employees prevent stress or help individuals already experiencing stress (ex. Meditation, training in muscle-relaxation exercises, biofeedback training, training in time management, etc.)
Work-life balance, fitness and wellness programs: Encourage employees to have a balances lifestyle that includes a healthy diet and physical exercise (they increase employee commitment and reduce turnover).
